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ABSTRACT 

The research project specifically investigates the use of 

information processing strategies by organizational buyers in the 

first stage of the supplier selection process, the selection of 

an evoked set of qualified suppliers. In this selection process 

it is hypothesized that the buyer's use of evaluation functions of 

information processing strategies is influenced by the task faced 

by the buyer. The varying levels of risk, familiarity and infor

mational requirements of the buying situation should impact the use 

of the information processing strategies. 

Structured protocols--written descriptions of compensatory 

and noncompensatory information processing strategies--were used 

to determine the evaluation function which organizational buyers 

use to qualify suppliers into an evoked' set. The data was collected 

in a field study of 135 organizational buyers from 78 different 

organizations. The subjects were interviewed about purchases they 

were presently working on in which suppliers had been selected but 

the final purchase decision was still pending. 

Identification of the buying task, new task, modified rebuy, 

and straight rebuy also utilized the structured protocol technique. 

Written descriptions, based on the constitutive definitions of 

Robinson and Farris (1967), were used to address the following 
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research question: Is there a difference in the decision rules or 

information processing strategies utilized by organizational buyers 

in the development of an evoked set of qualified suppliers when the 

buyer is qualifying suppliers for a new task, modified rebuy, or 

straight rebuy buying task? 

In addition to the information gathered via the structured 

p r o t o c o l s ,  i n f o r m a t i o n  w a s  g a t h e r e d  a b o u t  t h e  l e v e l  o f  r i s k ,  

familiarity and information requirements of the purchasing task. 

This was done to gain a better understanding of the use of informa

tion-processing strategies by organizational buyers. 

Analysis of the data indicates that the buying task is related 

to the choice of an information-processing strategy. The data also 

support the contention that the organizational buyer will utilize 

any of the information-processing strategies in the selection of an 

evoked set of suppliers. Although the buying task was found to 

significantly influence the use of the information-processing 

strategies, the study shows that all of the strategies were reported 

as being used for each of the buying tasks. 

In addition to finding that the buying task influences the 

choice of an information-processing strategy, the data support the 

model of information-processing presented. The model addressed the 

impact that risk, familiarity, and information load had on the use of 

the evaluation functions. The risk node of the model was supported 

by two of the five risk variables included in the study: product 

homogeneity and supplier homogeneity. At the familiarity nodes of 
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the model, the subjective measures of familiarity which support the 

model are supplier familiarity and frequency of product purchase. 

Supplier familiarity was found to be significantly different between 

the weighted and unweighted compensatory strategies. The significant 

difference in the level of familiarity found in the use of the 

conjunctive and disjunctive information-processing strategies is 

associated with the frequency of product purchase. The final nodal 

section of the information-processing model which was supported is 

the comparison of the conjunctive and lexicographic strategies. The 

lexicographic strategy was found to be used when there was a higher 

perceived number of suppliers capable of supplying the needed product. 

In general this study has shown that the situation in which 

suppliers are selected impacts the use of an information-processing 

strategy. The findings are consistent with the research and 

hypothesizing associated with the use of information-processing 

strategies by consumers. 



CHAPTER 1 

INTRODUCTION 

Organizational buying is an area of buyer behavior which should 

be of great interest to both marketing researchers and practitioners; 

the volume of sales in the industrial market alone lays testimony to 

its importance. Kotler (1980) indicates that the dollar volume of sales 

in the industrial market is greater than the sum total of all consumer 

transactions due to the reselling that occurs in the channel of 

distribution. These transactions add value to products by the modifi

cation of purchased inputs and the creation of time, place and 

possesstion utility in products as they move from manufacturers to 

retail selling points. The dollar volume of these sales projected to 

exceed the gross national product by 1980 (Scientific American, 1969). 

The contribution of industry resellers, and government to the gross 

national product is, however, calculated by considering only the value 

added to each stage in the distribution system. This method of 

measuring the contribution of organizational buying to the economy does 

not, therefore, reflect the actual dollar volume of sales which occur. 

Organizational buying is especially important when one considers 

its impact on the profitability of business. The success of an 

organization is directly related to its ability to buy efficiently. 

When the purchasing group is able to reduce costs by making prudent 

purchases, there is a direct reduction in operating expenses; thus, 
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profits increase. In selling, however, if sales are increased, the 

contribution to profit is only some fraction of the additional revenue. 

For this reason industrial marketers, both buyers and sellers, have a 

vested interest in understanding the purchase decision-making process 

of organizational buyers. Significant contributions of researchers have 

profided a general background for understanding the organizational 

buying process but the details of the process are still not understood. 

Sheth (1973), Webster (1965), and Webster and Wind (1972) have 

developed comprehensive models which identify in general terms the 

organizational buying process and the factors which impact organiza

tional decision-making. Robinson and Farris (1967), Stiles (1973), and 

Webster (1965) provided more detail by defining stages in the decision

making process. Dickson (1966), Gronhaug (1975, 1976), Scott and 

Wright (1976), Westing, Fine and Zenz (1976), and Wind, Green and 

Robinson (1968) have contributions which provide a better understanding 

of the relative importance of supplier attributes for the purchase 

decision and the bid characteristics of the decision process. 

The contributions of these authors to the area of organiza

tional buying, however, represent only a few of the many references 

which discuss the organizational buying process. As Sheth (1977, p. 17) 

has stated, "Contrary to popular belief, there is a vast amount of 

research and knowledge about organizational-industrial buying behavior." 

In his review of organizational buying literature, Sheth reported 

finding over 1,000 references. The most salient of which he organized 
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into a stimulus-response paradigm with the following seven areas of 

organizational buying research: 

1. Individual correlates. 
2. Organizational correlates. 
3. Situational correlates. 
4. The decision-making process. 
5. Types of decisions. 
6. Marketing communications. 
7. Evaluation of the Buying task. 

Yet, in spite of the citations in the area of the decision-making 

process, little is known about the detailed process organization buyers 

use to initially select suppliers for consideration or the decision 

process used to make the final purchase decision. 

Research Objectives 

The purpose of this research is to gain a better understanding 

of the details of the organizational decision-making process. In 

particular, this research project addresses the decision-making process 

or organizational buyers and investigates the decision rules by which 

suppliers are initially selected or rejected. The importance of 

understanding the decision rules used by organizational buyers is 

exemplified by the suggestion of Webster and Wind that "understanding 

the buying decision-maker's decision making process, and especially 

the model used for evaluating the alternatives, can serve as an 

operational surrogate for all the other determinants of the organiza

tional buyer's behavior (Webster and Wind 1972a, p. 106)." 

Park and Lessig (1977) suggested that the use of evaluation 

functions by consumers is influenced by the buying task faced by the 

consumer. Hanson (1979), following their logic, has suggested that the 
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organizational buyer would be influenced by the familiarity and 

informational requirements of the organizational buying task. Crow, 

Olshavsky, and Summers (1980) tested in a laboratory setting the use of 

evaluation functions by organizational buyers and reported that buyers 

frequently use a multi-stage decision-making process involving conjunc

tive processes. This present research extends the work of these authors 

by recognizing the two distinct stages of the supplier decision process: 

first, the development of an evoked set of suppliers and secondly, the 

selection from the evoked set. Additionally, this research addresses 

actual supplier selections by organizational buyers, not hypothetical 

buying situations developed for laboratory study. 

This research project specifically investigates the use of 

information-processing strategies by organizational buyers in the first 

stage of the supplier selection process, the selection of an evoked set 

of qualified suppliers. This is a distinct stage of the purchase 

decision-making process whenever the buyer is using an array-and-review 

selection strategy. Following this strategy, suppliers are selected 

for consideration in the bidding process and only suppliers selected 

for this bidding process are considered in the final purchase choice 

process. Suppliers must be included in this evoked set as a prerequi

site for being awarded the bid. Before selecting the evoked set of 

suppliers, the organizational buyer must evaluate a number of suppliers 

that he knows is capable of supplying the required input. In this 

selection process it is hypothesized that the buyer's use of evaluation 

functions or information processing strategies is influenced by the task 

faced by the buyer. The varying levels of risk, familiarity, and 
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informational requirements of the buying situation should impact the 

use of the information processing strategies. 

The Scope of Research Project 

Structured protocols—written descriptions of compensatory and 

noncompensatory information processing strategies—were used to 

determine the evaluation function which organizational buyers use to 

qualify suppliers into an evoked set. The data was collected in a 

field study of 135 organizational buyers from 78 different organiza

tions. The subjects were interviewed about purchases they were 

presently working on in which suppliers had been selected but the final 

purchase decision was still pending. 

Identification of the buying task, new task, modified rebuy, 

and straight rebuy also utilized the structured protocol technique. 

Written descriptions, based on the constitutive definitions of Robinson 

and Farris (1967), were used to developed these structured protocols. 

This information was used to address the following research question: 

Is there a difference in the decision rules or information processing 

strategies utilized by organization buyers in the development of an 

evoked set of qualified suppliers when the buyer is qualifying suppliers 

for a new task, modified rebuy, or straight rebuy buying task? 

In addition to the information gathered via the structured 

p rotocols, information was gathered about the level of risk, familiarity 

and information requirements of the purchasing task. This was done to 

gain a better understanding of the use of information-processing 
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strategies by organization buyers. This information allowed the 

investogation of a model of the use of the compensatory and noncompen

satory information processing strategies. Discriminant analysis was 

used to identify the risk, familiarity, and information load variables 

which provided the greatest discriminatory power in accounting for 

intergroup differences in the mean profiles of the information 

processing strategies suggested by the model. The variables included 

in the discriminant function were then utilized to test the hypotheses 

associated with the use of information-processing strategies by 

organizational buyers. The methodology used to test these hypotheses 

is described in detail in Chapter III. The findings of this research 

are presented in Chapter IV and discussed in Chapter V. 



CHAPTER II 

ORGANIZATIONAL DECISION MAKERS AND THE DECISION-MAKING PROCESS 

This chapter presents a revised model of the industrial purchase 

decision-making process. The framework of the model was developed 

from the existing body of knowledge of the organizational purchase 

decision-making process. The basic framework is, however, expanded by 

incorporating recent relevant contributions from consumer decision

making research. The chapter has four major sections. Section one 

discusses the organizational members who play a role in the purchase 

decision-making process and the known social relationships of the 

organizational purchase decision-making unit. The critical role of 

the professional buyer in the decision-making unit is examined and is 

used to define "the organizational buyer." Section two is a review 

of the factors or determinants which have been identified as having 

an impact on the decision making of organizational buyers. Section 

three details the organizational buyer's decision-making process: 

first, in a descriptive frame of reference, detailing the known stages 

of the process, and secondly, from an information-processing perspective, 

showing the need for expansion of the generally accepted decision

making paradigm. The final sections of the chapter examine the 

alternative information-processing strategies or evaluation functions 

which consumer behavior researchers have investigated and discuss the 

factors which influence the use of these evaluation functions in the 

purchase decision-making process. These sections provide the 
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theoretical framework for a model of the choice of an information-

i 

processing strategy. 

The Organizational Buyer - The Buying Center or Buying Group 

Procurement of the inputs required by an organization is 

normally associated with the purchasing specialist, the purchasing 
i 

agent or buyer. The buyer has a recognized formal role in organiza

tional buying decisions as a staff specialist assigned specific duties 

within a purchasing or materials management section. Procurement 

functions may be performed, particularly in small organizations, by any 

member of the organization delegated the responsibility by the owner 

or chief executive officer as an additional duty. 

However, the buying 

even by professional buyers 

task for the organization is not performed 

without inputs from other organizational 

members. It is well recognized that the purchase decision-making 

unit in organizations is composed of any number of members. The buying 
i 

decisions, which some might assume are made by the purchasing agent, 

are rarely independent of the influences of other members of the 
j 

organization. For this reason, it has been argued that the relevant 

unit of analysis in organizational buying decision-making should be 

the buying center (Wind 1971). 
I 

The buying center concept explicitly recognized the group 
i 

influence on organizational purchase decision-making. Purchasing 

agents are seldom users of the purchased inputs and they seldom make 

all the decisions which are associated with the purchase of required 

inputs. As a consequence, the purchase of the inputs required by the 
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organization must be compatible to all members of the organization who 

have a vested interest in the cost, use and disposition of purchased 

inputs. The term "buying center," however, does connote a spatial or 

formally assigned membership within the organization. For this reason, 

the purchase decision-making unit in an organization is more aptly 

identified as the "buying group" (Speckman and Stern 1979). 

The "buying group" designation of the organizational purchase 

decision-making unit was made as a means of avoiding the restricted 

connotation of the term "buying center." Speckman and Stern (1979) 

found that the composition of the decision-making unit varies from 

organization to organization and within the same organization from 

purchase to purchase. They did show that there was one common member 

of the buying groups which studied, the purchasing agent. The 

purchasing agent's involvement in the decision-making process was not 

shown to be a fixed or static position but depended on the situational 

factors which were associated with the specific purchase studied. 

The Role of the Purchasing Agent in the Buying Group 

An examination of the role of the purchasing agent in the buying 

group should shed some light on the relative social position of the 

purchasing agent in the buying group and the contribution of the 

purchasing agent to the purchasing process. Laczniak (1979) has 

reported that the relative social power of the members of the buying 

group in a hospital buying task placed the purchasing agent In a 

relatively unimportant role in product selection. The purchasing 

agent's lack of specific product expertise was considered the factor 
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which accounted for the diminished role of the purchasing agent in 

product selection. Cooley et al. (1978) have, however, reported that 

the purchasing agent holds the relative social power in the buying 

group for supplier selection and that this relative social power is 

acknowledged by other members of the buying group. There may be 

organizational operating procedures, either formal or informal, which 

control the purchasing agent's selection of suppliers, but the 

purchasing agent is recognized as having this important function in 

the buying group. 

The supplier selection process is a critical stage in the 

purchase decision-making process. Suppliers not included in the set 

of suppliers to be evaluated in the final purchase decision have 

absolutely no chance for consideration in the final purchase choice. 

This fact prompted Hillier (1975) to suggest that the individual who 

makes this initial supplier selection is the most likely contender for 

the position of "industrial buyer." For this reason, the purchasing 

agent, with his recognized social power in the buying group for 

supplier selection, can be identified as the "industrial buyer" and 

will be utilized as the unit of analysis in this research project. 

Determinants of Buying Behavior 

Early Conceptualizations 

Wind was one of the first researchers to detail a set of factors 

which represented a holistic analysis of the determinants of organiza

tional buying behavior. He hypothesized that the buyer's behavior is 

a function of: 
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1. The buyer's own characteristics, especially his 
psychological mechanisms and behaviors character
istics, which serve as the major mediating 
processors between the inputs to which he is 
subject and his outputs (responses). 

2. Interpersonal influences of the other organizational 
members. 

3. Organizational variables. 
4. Inputs from various sources of supply. These inputs 

are generally of two types: those supporting source X 
and those contradicting inputs which attempt to negate 
the influence of the supporting inputs for Source X. 

5. Environmental variables, which are of three types: 
a. general variables affecting the value 

system of the people of a given society. 
b. general business conditions. 
c. regular business constraints (Wind, 1967, p. 152). 

This set of factors, which includes a broad but exhaustive set of 

factors impacting the decision-making process of organizational buying 

behavior, was used as the foundation for the development of one of the 

first general models of organizational buying behavior. Webster and 

Wind (1972b) utilized four of the five sets of factors, deleting the 

inputs from various sources of supply, to build their general model. 

Although the inputs from various sources of supply were deleted from 

the determining factors, Webster and Wind extended the set of determi

nants by dichotomizing the set into task and nontask aspects of each 

variable. The task aspect is that aspect of the variable which can be 

directly related to the specific problem which has to be solved, such as 

the influence of the buyers familiarity with the buying task and the use 

of an infomation-processing strategy. An example of the nontask aspects 

of a purchasing agent's use of an information-processing strategy would 

be the influence of the purchasing agent's personal behavioral 
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characteristics, which are independent of the particular buying task. 

Even with this extension of their set of buying determinants, the 

Webster and Wind (1972) model of organizational buying beheavior 

r e q u i r e s  m o d i f i c a t i o n  d u e  t o  t h e  r e c e n t  c o n t r i b u t i o n s  o f  B o n o m a ,  e t  a l .  

(1977), Bush and Wilson (1976), and Hadansson and Osterberg (1975). 

These authors highlight the impact of the dyadic nature of organizational 

purchase decision-making in recognition of the impact of inputs from 

various sources of supply. 

Contemporary Contributions 

In recognition of the fact that organizational purchase deci

sions are not made by purchasing agents without consideration of other 

members of the organization and without .input from various sources of 

supply, Bonoma et al. (1977) emphasize the dyadic nature of buyer-seller 

interactions. They highlight the social process within the organization 

and between the buying and selling organizations. They argue that it is 

necessary to move away from a unit paradigm—using a single person in 

the organization as the unit or analysis in researching organizational 

purchase decision-making~to a dyadic paradigm. They view the unit 

paradigm to be restricted to a stimulus-response paradigm, with its 

classic controversy of reductionism. They viewed their dyadic paradigm 

as a means of avoiding the problem of reductionism by characterizing 

organizational buying behavior as the "connections, shared experiences, 

i n t e r d e p e n d e n c i e s ,  o r  a l l i a n c e s  b e t w e e n  s o c i a l  a c t o r s "  ( B o n o m a  e t  a l .  

1977, p. 21). 
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The conceptualization of the unit paradigm being restricted 

to a stimulus-response paradigm has a logical flaw. It is the method 

of analysis and basic underlying model of buying behavior which 

determines the nature of analysis, not the use of the unit paradigm. 

The unit paradigm can be utilized to study the information-processing 

strategies utilized by purchasing agents in the selection of an evoked 

set of qualified suppliers, thus moving away from a stimulus-respose 

paradigm to a cognitive paradigm. The cognitive paradigm is a means of 

avoiding the classic problem of reductionism, while at the same time 

incorporating the recognized influence of internal and external social 

interactions in the organizational purchase decision-making process. 

Bush and Wilson (1976) concentrated on the external social 

relationships in the organizational buying process by examining the 

expert and referent bases of social power of the salesmen. Their 

experimental findings show that the stronger the expert and referent 

power base of the salesman, the more trustworthy the salesman was 

perceived to be by the role-playing customers. Expertise was generally 

more effective than referent power in generating desired buying changes. 

Haskansson and Osterberg (1975) also examined the social interactions 

between the buying organization and the selling organization. They 

described buyer-seller interactions not as one-sided relationships 

between an active marketer represented by a salesman and a possible 

buyer, but as a social exchange situation which results in commitments 

and thus the interdependence of both parties. 
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An Integrated Approach and General Model 

A general model of organizational buying behavior should include 

the regoanized interpersonal determinants which occur between the buyer 

and seller, in addition to the interpersonal determinants within the 

buying firm. There is also the need to include in any general model 

or organizational buying behavior the interorganizational determinants 

which characterize the relationship or organizations. These relation

ships are independent of the social relationships which exist between 

the buying and selling members of interacting organizations. These 

interorganizational determinants can best be characterized in the 

concept of reciprocity, where interpersonal relationships of the buying 

and selling tasks are superseded by the impersonal input-output 

requirements or organizations. 

The model shown in Figure 3 attempts to express the substance 

of the above authors' contributions by creating an efficient model of 

organizational buying behavior. This model of organizational buying 

behavior follows the general models of Webster and Wind (1972b), 

Figure 1, and Sheth (1973), Figure 2, in identifying determinants of 

organizational buying behavior but not specifying the functional 

relationships which exist between the determinants. For this reason, 

this model, like Figures 1 and 2, is more useful as a pedagogical tool 

for conceptually dealing with the factors which impact organizational 

strategy and tactics for selling to buyers or managing the buying 

function. 
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Reprinted from Journal of Marketing, published by the 
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where OBB = Organizational Buying Behavior 

E = Environmental factors. 

0 = Organizational factors. 

10 = Interorganizational factors. 

IP = Interpersonal factors - within the firm. 

1 P ' =  I n t e r p e r s o n a l  f a c t o r s  -  b e t w e e n  b u y e r s  a n d  s e l l e r s .  

1 = Individual buyer factors. 

t = Task related factors. 

nt = Not-task related factors. 

FIGURE 3 

A GENERAL MODEL OF ORGANIZATIONAL BUYER BEHAVIOR 
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Continued research into specific aspects of the organizational 

buying process is seen as a means of collecting the information which is 

needed to answer more specific questions about the functional relation

ships between the determinants of organizational buying behavior and, 

in particular, the utilization of information processing strategies 

by the purchasing agent under varying environmental conditions. 

Contributions of Specialized Research 

Research into specific aspects of the organizational buying 

process has been quite extensive, as reflected by Sheth's (1977) 

excellent review of the research. After reviewing over a thousand 

articles on the subject, each reflecting the specialized interests 

of individual researchers, he conveniently structured his review of 

the literature Into a stimulus-response paradigm with the following 

areas identified as structural components: 

1. Individual Correlates. 
2. Organizational Correlates. 
3. Situational Correlates. 
4. Marketing Communication. 
5. Types of Decisions. 
6. Evaluation -of Buying Task. 
7. Decision Making Processes. 

Within each of the seven topical headings, Sheth identifies several 

research perspectives which have been taken and discusses the major 

contributions of each area to the general topic of organizational 

buying behavior. In addition to providing a greater appreciation of 

the amount of research which has been conducted in organizational 

buying, Sheth champions the similarity which exists between consumer 

buyer behavior and organizational buying behavior. He states: 
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"Despite popular belief, there are strong similarities between 

organizational and household buying behavior especially in regard to 

buyers' expectations, perceptions and mixture of rational versus 

emotional choice criteria (Sheth 1977, p. 33)." This similarity can 

be seen in the substance of the decision-making process. 

The Decision-Making Process in Organizations 

General Models 

Webster (1965) was the first to utilize a basic buying-process 

paradigm in the organizational setting. His model of the organizational 

buying process contained the following four stages: 

1. Problem recognition. 
2. Organizational assignment of buying responsibility. 
3. Search procedures for identifying product offerings 

and for establishing criteria. 
4. Choice procedures for evaluating and selecting among 

alternatives. 

This four-stage model of the organizational buying process includes all 

but the post purchase evaluation stage of the basic purchase decision

making paradigm used to describe the consumer decision-making process: 

need arousal, search, evaluation, purchase, and post-purchase evaluation. 

Figure 4 depicts this decision-making process as presented by Engel, 

Blackwell, and Kollat (1978) in their latest edition of Consumer 

Behavior. It should be noted that these authors have chosen to 

describe the last stage as Outcomes, instead of post-purchase evaluation. 

This is a semantic difference rather than a substantive one. It should 

also be noted that Webster's model, by providing a stage for delegating 

responsibility and authority in the organizational buying task, is 
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accommodating a structural, not a substantive difference of organiza

tional buying from the basic purchase decision-making paradigm. 

Robinson and Farris (1967) also used the basic decision-making 

stages in their expanded eight phase paradigm of the organizational 

buying process: 

1. Anticipation or recognition of a problem and a 
general solution; 

2 .  Determination of characteristics and quantity of 
needed items; 

3. Description of characteristics and quantity of 
item; 

4. Search for and qualification of potential sources; 
5. Requisition and analysis of proposals; 
6. Evaluation of proposals and selection of supplier(s); 
7. Selection of an order routine; 
8. Performance feedback and evaluation. 

This model, like Webster's decision process model, differs from the 

basic buying decision process paradigm in structural content only. 

The substance of this eight-phase model explicitly contains the problem 

recognition in stage one, search activity in stage four, information 

evaluation in stage six, and the decision and post-purchase evaluation 

stages in stages seven and eight, respectively. The additional stages 

are due to the organizational environment in which the purchase 

decision-making process occurs. 

Specialized Models 

Another, somewhat restricted model of the organizational buying 

process has been proposed by Ozanneand Churchill (1968). Using Rogers' 

(1962) diffusion of innovation model, they modeled the organizational 

buying process for a new product into the same five stages: awareness, 

interest, evaluation, trial and adoption. The most interesting aspect 
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of the Ozanne and Churchill model, however, lies in its explicit 

recognition of the cognitive or information processing aspects of the 

decision-making process of organizational buying behavior. They include 

in their adoption model the cognitive concepts of selective exposure, 

selective perception and selective retention. 

This selective perceptual process allows for the filtering out 

of environmental stimuli which are deemed to be nonessential or 

inappropriate to the task at hand. As Bruner (1958) has indicated, the 

selective perceptual process allows an individual to accomplish three 

things: first, selectivity of attention allows an individual to narrow 

the scope of attention to those things which are deemed more essential 

and related to the tasks at hand; second, the selective process allows 

for the recording and simplification of abundant sensory stimuli into 

an ordered classification of information; and finally, it allows him to 

ignore, repress, or forget the enormous amount of information which is 

essential. 

Luffman (1974), although not explicitly dealing with the 

selective perceptual process, utilized a cognitive or information 

processing perspective to describe the organizational buying process. 

His sequential model, Figure 5, depicts the use of internal and external 

information. This use of information implicitly includes the concepts 

of selective exposure, selective perception, and selective retention 

in the cognitive activity of attitude information or change. As can be 

seen in the model, there are three stages consisting of a qualifying 

phase, a determining phase, and a confirmatory phase with three 

activities conducted within each phase: search for information, 
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evaluation of that information, and the formation of an attitude toward 

the suppliers who are being considered. Luffman indicated that 

attitudes about potential suppliers are formed in the qualifying 

stage. These attitudes are either favorable, unfavorable, or neutral. 

Only those vendors who are perceived as favorable will be considered 

in the remaining stages of the decision-making process, which includes 

the final purchase decision. 

The organizational purchase decision process can thus be viewed 

to be the result of an information processing sequence in which the 

organizational buyer sequentially evalutes potential suppliers. The 

first stage of the sequential process is therefore a critical stage 

for competing suppliers. 

Similarities With The Consumer Making Process 

The organizational buyer, like most consumers, does not consider 

all brands which are available in the market when faced with a purchase 

decision. Howard and.Sheth (1969) suggested that the consumer develops 

a reduced set of alternative brands perceived as possessing the 

characteristics or attributes which can satisfactorily solve the problem 

at hand. This reduced set of alternatives is the evoked set of brands 

from which the consumer will make his final purchase choice. 

Narayana and Markin (1975) have suggested that the evoked set 

concept can be supplemented by consideration of the consumer's evaluation 

of all known brands into evoked, inept, and inert sets of brands. The 

total set of brands known by the consumer, that is, those brands which 

the consumer had awareness of via the selective perceptual process, has 



25 

been labeled the awareness set. Only those brands which are contained 

in the awareness set can be evaluated, all other brands are contained 

in the unawareness set. The brands which are not included in the 

awareness set have no chance of. being considered in the decision-making 

process until the consumer, via information acquisition, becomes 

cognizant of them. Once awareness is achieved the brands may be 

evaluated. 

The awareness set, when evaluated, can be partitioned into the 

evoked, inept and inert subsets. The evoked set contains the set of 

favorably perceived brands from which the consumer makes the final 

purchase choice, as mentioned above. The inept set contains those 

brands which are perceived to be unfavorable and are therefore not 

considered in the actual purchase decision. The inert set contains 

those brands which the consumer perceives as neither favorable or 

unfavorable. Under different circumstances or upon the acquisition of 

new information, this neutral attitude may change, placing the 

neutrally perceived brand in either of the other sets. 

Modification of the Decision Making Process 

The contributions of Luffman (1974) and Narayana and Markin 

(1975) can therefore be utilized to modify the basic decision-making 

paradigm. If the organizational buyer is not favorably considering all 

of the suppliers that are in the awareness set, then there is a choice 

process, the choice of an evoked set, prior to the choice which is made 

at the final purchase decision stage of the purchase decision-making 

process. Figure 6 is this author's model of the decision-making 
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process, up to the purchase decision, which incorporates the choice of 

an evoked set of qualified suppliers into the basic decision-making 

paradigm. 

Evaluation of the awareness set is the information processing 

routine which is utilized to select a set of qualified suppliers, the 

evoked set, from the awareness set. Only those suppliers who are 

included in this set of favorably perceived suppliers will be 

considered in the next evaluation routine: the evaluation of the evoked 

set which leads to a final choice or purchase decision. 

Salient Supplier Attributes in Organizational Buying Decisions 

The question of which supplier attributes are relevant in the 

organizational purchase decision-making process has been addressed by 

a number of researchers involved in organizational buying behavior 

research. Although there is little concensus on the factors which 

influence supplier selection, it is recognized that the factors are 

not purely economic and rational; for example, lowest price, nor are 

they purely based in nonrational buyer motives such as the self-esteem 

of the organizational buyer (Banville and Dornoff 1973, Webster and 

Wind 1972a). The task and nontask aspects of the determinants of 

organizational buying behavior discussed earlier in this chapter are 

indicative of the rational and nonrational aspects of the organizational 

purchasing process which researchers recognize as having an impact on 

the organizational purchase decision-making process. 

Lehman and O'Shaughnessy (1974) investigated the supplier choice 

process of various organizational input requirements, product categories, 



28 

and reported that supplier choice decisions appear to be related to 

the product categories studied. Different choice related factors were 

associated with each of the product categories studied. This finding 

is consistent with the work reported by Parket (1972), who found that 

organizational buyers utilize choice criteria associated with non-

marketing oriented behavior when they are evaluating the product 

offerings of suppliers who are perceived as offering homogenous or 

highly substitutable products. 

A comprehensive list of the attributes which organizational 

buyers utilize in the supplier selection process has been compiled by 

Kiser et al. (1974). This list of vendor attributes, presented in 

Table 1, contains a total of sixty-five attributes divided into six 

broad categories. The research of Corey (1976), Dickson (1966) and 

Wind et al. (1968), into the factors which impact the selection of 

prospective suppliers by the organizational buyer, contain a subset of 

the sixty-five vendor attributes cited above. This supports the 

conclusion that an organizational buyer is required to evaluate a 

multiattribute set of supplier characteristics in the supplier 

selection process. 

The question of how these sixty-five supplier attributes, or 

some subset of these attributes, are used in the selection of a set of 

acceptable suppliers is raised. The flow diagram information processing 

models of the Luffman (1974) or Stiles (1974) variety do not provide 

answers to how the organizational buyer processes the supplier 

attribute information. These models (Figure 5 and Figure 7) depict 
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TABLE 1 

LIST OF VENDOR ATTRIBUTES 

Convenience-Related Attributes 

Delivers without constant follow-up 
Can deliver quickly 
Answers all communications promptly 
Advises us of potential trouble 
Handles rejections 
promptly and efficiently 

Adapts to specific needs 
Allows credit for scrap and salvage 
Offers broad product line 
Accepts small order quantities 
Is located in close proximity 
Anticipates our requirements 
Is "direct" source of supply 

Caliber-Capability Attributes; 
Regularly meets quality specifications 
Maintains up-to-date stock 
Has good packaging, including 

packing slips 
Has knowledgeable salesmen 
Has high caliber management 
Has technical ability & knowledge 
Has potential to expand capacity 
Helpful in providing special 

handling equipment 
Has research and development facilities 

Image-Dependability Attributes; 
Reliable in quality 
Reliable in delivery 
Is fair and honest in dealings 
Keeps promises 
Has favorable reputation 
Has favorable attitude 
Exhibits desire for business 
Maintains favorable 

labor-management relations 
Is a progressive firm 
Offers well-known brands 

and/or products 
Utilizes effective selling methods 
Is a well-known firm 
Is a large firm 

Inter-Corporate Relations Attributes; 

Is a current supplier 
Source has been used before 
Is accepted by our other departments 
Is recommended by our 

other departments 
Is known to our firm 
Is affiliated with our firm 
Is a customer of ours 

Service-Related Attributes: 
Helps in emergency situations 
Provides rjeeded service information 
Invoices correctly 
Makes salesmen available as needed 
Offers frequent delivery service 
Helpful irj overcoming our 

occasional errors 
Maintains consignment stock at 

vendor plant 
Supplies parts lists and 

operating manuals 
Offers better warenties 
Maintains technical service 
Maintains repair service 
Makes available test or 

demonstration models 
Supplies special reports 
Helpful irj providing special 

handling equipment 
Maintains frequent sales calls 
Provides information thru advertising 
Provides information through 

promotional activities 

Economic-Financial Attributes; 
Has competitive prices 
Offers volume discounts 
Guarantee^ price protection 
Has favorable financial position 
Sells at a lower price 
Offers higher cash discounts 
Offers extended payment terms 

Source: G. E. Kiser, C. P. Rao, S. Rv G, Rao, "Perceptual Differences and 
Similarities of Vendor Attributes Between Purchasing and Non-
Purchasing Executives," Journal of Purchasing, August, 1974, 
pp. 17-29. 
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Chapel Hill, University of North Carolina Press, 1974, pp. 116-^135. 



31 

the sequence of events which transpire but do not address the issue of 

the organizational buyer processes the supplier-related information in 

the selection of an acceptable set of qualified suppliers. 

In this multi-attribute decision making situation, the 

organizational buyer will utilize an evaluation function or decision 

rule. The evaluation function being the rule by which the organizational 

buyer collapses the multi-attribute alternative into a simple overall 

worth for each alternative, resulting in a simply-ordered set of 

alternatives from which the alternative with the highest worth can be 

identified (Dawes 1964). 

The following section of this chapter will examine and describe 

evaluation functions which might be utilized by the organizational 

buyer in qualifying a set of suppliers and the buying situations which 

relate to the identified evaluation functions. It should be noted at 

this point that the following discussion of evaluation functions or 

information-processing strategies is a summary of research from which 

this author has drawn material germane to the issue of supplier 

selection under varying conditions of task complexity. 

Alternative Models of Information Processing 

Two basic groups of evaluation functions have been examined-by 

researchers: noncompensatory and compensatory information processing 

strategies (Coombs 1964, Einhorn 1971, Park 1976, and Wright 1972). 

The noncompensatory strategies do not require cross-attribute comparisons, 

in that the decision maker does not make attribute trade-off's when 

utilizing these strategies. For this reason, the noncompensatory 
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strategies may be viewed as evaluation functions which simplify the 

decision making process (Wright 1975). The compensatory strategies, 

on the other hand, require the decision maker to engage in a higher 

level of information processing because of the cross-attribute 

comparisons which have to be made. See Hawkins, Coney, and Best (1980) 

for a fuller discussion of these issues. 

Noncompensatory Models 

The noncompensatory strategies include the conjunctive, 

disjunctive, and lexicographic models of information processing. The 

conjunctive-disjunctive models dichotomize choice alternatives into 

pass-fail categories based on a performance standard by which all 

relevant characteristics of the object must meet an acceptable level 

of performance. Using the disjunctive model, judgment 1s based on the 

best characteristic of the object regardless of other object attributes. 

The conjunctive model, on the other hand, requires all relevant 

characteristics of the object to meet minimum acceptable levels. The 

lexicographic model assumes a weak ranking process on an attribute 

importance dimension, with choice based on the highest rating of the 

most important attribute. If ties result using this model, the next 

most important attribute is utilized as the discriminating attribute 

in the choice process. 

Compensatory Models 

Two compensatory strategies have been identified (Coombs 1964): 

the individual and stimulus compensatory models. The individual 
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compensatory model is the familiar weighted additive utility model which 

is associated with the Fishbein (1963) concept of attitudes. This model 

assumes that an individual weights attributes, and the strength of one 

or more of these attributes compensates for low scores on other 

attributes when the sum value of all attributes is determined. This 

model assumes that the decision maker is willing to make trade-off's in 

the set of relevant attributes when there are degrees of perceived 

variance in the salient attributes. 

The stimulus compensatory model is analogous to be weighted 

compensatory model in which all the attributes are weighted with a 

value of one, an unweighted compensatory model. In this case the value 

of the stimulus object is determined by the sum value of the relevant 

attributes without an active evaluation of the importance of each of 

the attributes, hence the unweighted description. 

Following this description of evaluation functions, the next 

logical step in trying to gain an understanding of the decision making 

of the organizational buyer is a discussion of the circumstances in 

which these alternative models of processing information are used. 

Although there has been little research on the organizational buyer's 

utilization of these information-processing strategies, research into 

the consumer's utilization of these models suggests that an individual 

will tend to use different evaluation functions depending upon the 

circumstances surrounding each decision (Park 1976, Wright 1974, 1975). 
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Use of Information-Processing Strategies 

A significant influence upon the consumer's use of the weighted 

and unweighted compensatory strategies is familiarity with the product 

or product class (Park 1976). The unweighted strategy was demonstrated 

to be an evaluation model utilized when there was a low level of 

familiarity with the product/product class and the weighted strategy 

to be associated with circumstances of moderate to high levels of 

consumer familiarity with the product/product class. The study also 

indicated that the perceived product complexity had a significant impact 

on the utilization of an evaluation function. Product complexity was 

operationally defined in this study by Park as the number of stimulus 

attributes utilized by the respondents to evaluate the stimulus products. 

This definition of product complexity is more suggestive of the concept 

of information load (Jacoby 1977) than the concept of product 

complexity, and makes these findings consistent with the findings of 

Wright (1974, 1975). 

Wright's research investigated the impact of information load 

on choice of an evaluation function. Information load was defined as 

a function of the number of stimulus attributes being considered, the 

number of options being considered, the number of distracting cues, and 

time pressures. The conjunctive strategy was shown to be utilized when 

there was high time pressure and moderate levels of researcher-imposed 

distractions in the laboratory experiment. This finding is consistent 

with Park's (1976) findings which indicate that the conjunctive strategy 

is utilized at moderate levels of familiarity and high levels of 

information load. 
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Wright (1974) also concluded that when judgments were made with 

no experimenters-imposed time constraint, no dominant evaluation function 

could be discerned. This led Wright to suggest that basic individual 

utility patterns would vary when decision-making was done without time 

pressures. 

Use of the disjunctive and lexicographic strategies have not 

been empirically tied to specific decision-making circumstances. Their 

use, however, has been hypothesized. It has been suggested that the 

disjunctive strategy is an appropriate evaluation function in 

circumstances of consumer boredom. In this state there is a high degree 

of familiarity and a small number of salient attributes used in decision 

making (Park 1976). Bruner et al. (1962) have referred to the disjunc

tive information processing strategy as a risky-but-fast strategy. They 

suggested that it is not an appropriate information processing strategy 

when an individual is faced with a large number of product attributes 

to evaluate and all of which are viewed as being salient. 

The lexicographic strategy has been suggested as being 

appropriate for use under conditions of high product familiarity, since 

all the product attributes must be known and rank ordered in descending 

order of importance (Park and Lissig 1977). When investigating the 

impact of task complexity and cue intercorrelation on the utilization 

of evaluation functions by consumers in a laboratory experiment, Reilly 

and Holman (1977) reported no statistically significant relationship 

between these factors and the lexicographic strategy. The lexicographic 

strategy was, however, the most frequently identified strategy utilized 

by the respondents in this research project. 
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Wright (1972) postulated that the risk of making errors would 

influence the choice of an evaluation function. He suggested that the 

disjunctive strategy would be favored in circumstances where the 

decision maker would be penalized for committing an error exclusion. 

The exclusion of a product which would be exceptionally satisfying is 

minimized by using the disjunctive information processing strategy. 

Selection is based on maximum performance criteria and, therefore, only 

products which have a high potential of achieving satisfaction are 

selected. The converse would be true of the conjunctive strategy, as 

errors of inclusion would be avoided by setting acceptable standards 

to be met for a product to be considered. 

Figure 8 depicts the utilization of evaluation functions based 

on the above cited research work. The figure contains the empirically 

supported findings of the weighted and unweighted compensatory 

strategies and the conjunctive, noncompensatory strategy. In addition 

to containing these findings, Figure 8 includes the utilization of 

functions as hypothesized by the researchers. It should be noted that 

although there is a hypothesized relationship between product 

familiarity and information load, the risk component of decision

making has not been integrated into the mainstream of the evaluation 

routine process. The use of evaluation functions which incorporate 

the concept of risk, product familiarity, and information load will be 

discussed later. 
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Evaluation Functions and the Buying Task 

Park and Lessig (1977), have used empirical evidence showing 

that product/brand familiarity influences the consumer's use of the 

compensatory and noncompensatory evaluation functions to relate the 

use of the evaluation functions to the consumer's familiarity with the. 

buying task. Using the extensive, limited, and routine problem-solving 

paradigms of Howard and Sheth (1969), they suggested that consumers 

utilize the conjunctive and disjunctive strategies to establish an 

evoked set of acceptable products. The unweighted and weighted 

compensatory strategies and the lexicographic strategy were related to 

the evaluation of the evoked set. 

The rationale in using the problem-solving paradigm—extensive, 

limited and routine problem-solving situations—lies in the character

istics of each of these problem-solving situations. The extensive 

problem-solving situation has been characterized as a situation which 

requires a high level of information processing because of a low level 

of familiarity or experience with the product/brand. This situation is 

typified by a purchase decision which the consumer is making for the 

first time. The routine problem-solving situation is the antithesis of 

the extended problem-solving situation. Product/brand familiarity is 

high because of extensive past experience and it is assumed than an 

internalized set of information makes the purchase decision uncomplicated 

or routine. The limited problem-solving situation is a decision-making 

situation which lies between the complexity of the extensive problem-

solving situation and the relative simplicity of the routine purchase 
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decision. The level of familiarity in this situation is moderate 

because of some past experience with the product types and the 

information requirements are less demanding than the extensive problem 

but more demanding than the routine purchase. 

The substance of these three decision-making situations lies in 

the basic components of the decision-making process: familiarity with 

the task, the resultant informational requirements, and the implied 

risk of making the decision. Informational needs and familiarity are 

explicitly included in the buying task descriptions. The risk involved 

in the buying task is implicit but germane to any decision making 

situation. 

Prior to discussing the hypothesized use of evaluation functions 

in buying tasks faced by the consumer, one should remember that the 

consumer does not consider all brands/products which are available in 

the market when faced with these problem-solving situations. The 

problem-solving situation is simplified, via the selective perceptual 

process, into the evoked, inept, and inert sets previously discussed. 

The decision-making process is thus, as hypothesized by this author, a 

two stage decision-making process: first, the selection of the evoked 

set, and then, a choice from the evoked set for the final purchase 

decision. 

As noted above, Park and Lessig (1977) suggest that the consumer 

utilizes the noncompensatory—conjunctive or disjunctive—strategies to 

evaluate products/brands from the awareness set to develop the evoked 

set of acceptable alternatives. The compensatory and lexicographic 
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strategies are utilized in the final selection process. The conjunctive 

strategy was demand appropriate in the limited problem-solving situation, 
i 

a situation with a moderate level of familiarity with a product arjd 

therefore an established set of choice criteria. High informatiorj load 

was seen as a contributing factor in this condition of familiarity. 
I i 

The conjunctive strategy can reduce cognitive strain by eliminating 
i 

products/brands which did not meet minimum standards on any relevant 

attribute from the evoked set. The disjunctive strategy was seen as 

an appropriate strategy in the circumstances of high product familiarity, 

routinized response behavior, as a means of relieving the boredom in 

the purchase of relatively simple products, by including in the evoked 

set a new alternative which had one outstanding attribute. Implicit 

in this assumption is the reduction of risk in the addition of the new 

alternative because of the outstanding characteristic which can be 

utilized as a means of justifying the new alternative. 

Once the evoked set has been established, they suggested that 

the unweighted compensatory strategy is used to evaluate products in 

the extensive problem-solving situation, a situation characterized by 
I j 

a low level of familiarity with the task. The weighted compensatory 

model, on the other hand, which assumes knowledge of salient attributes 

can be associated with the routine problem-solving situation and the 

limited problem solving situation. The lexicographic strategy, ijecause 

of the rank ordered priority of established cirteria, was also J 

associated with the routine problem-solving situation. 
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Organization Buying and Information Processing Strategies 

The problem-solving situations which the consumer faces are 

similar to the buying tasks faced by the organizational buyer. An 

examination of the organizational buying tasks relative to their levels 

of product/brand familiarity and informational requirements may suggest 

how organizational buyers evaluate potential suppliers and their 

products. 

Buying Tasks 

Robinson and Farris(1967) have identified a continuum of buying 

tasks faced by the organizational buyer; new task, modified rebuy and 

straight rebuy. The tasks were differentiated on their levels of 

newness of the problem, information requirements, and consideration of 

new alternatives. Robinson and Farris considered newness the problem to 

be a sufficient discriminator among the three buying situations, with 

newness of the problem constitutively defined as the similarity of the 

task with past purchase tasks. This can be translated very earily into 

the level of familiarity that the organizational buyer has with the 

task and can therefore be seen as having a high level of similarity 

with the problem-solving situations discussed in consumer buying. 

The new task is the least familiar of the tasks. It is a 

problem solving situation which has not arisen before. This task 

requires a considerable amount of information to be acquired and 

processed to allow the identification of alternative solutions and 

their subsequent evaluation. This task can be equated to the 
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extensive problem-solving situation faced by the consumer, a situation 

in which the consumer is buying a product/product class for the first 

time. 

The straight rebuy is analogous to the routine problem-solving 

situation faced by the consumer. In fact, the straight rebuy is 

described as a continuing or recurring task which is dealt with on a 

routine basis. The routine nature of the task is the result of a high 

level of experience with the task, familiarity, which requires little 

new information to be acquired. The straight rebuy task description 

specifically excludes consideration of new sources of supply. This is 

a point to remember when we discuss the utilization of evaluation 

functions later in this section. 

The buying task of moderate complexity in the organizational 

problem-solving situation is the modified rebuy. In this buying task 

there is some past buying experience and hence a familiarity with the 

task. In this situation the circumstances of a new buy or routine 

buying task have changed, either because what had been a new task is 

being repeated or a routine purchase is complicated due to internal 

organizationally related factors or because external supplier related 

factors have changed. This requires an increased effort of the 

organizational buyer to complete the task. This middle ground 

problem-solving situation can be seen as analogous to the limited 

problem-solving situation faced by the consumer. 
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Use of Evaluation Functions by Organizational Buyers 

As the problem-solving situations faced by the consumer are 

similar fn substance to the buying tasks faced by the organizational 

buyer, one could hypothesize that the organizational buyer utilizes 

the evaluation functions as suggested by Park and Lessig (1977). This 

is the substance of Hanson's (1979) effort to examine the utilization 

of evaluation functions in the organizational setting. He suggests 

that the unweighted compensatory strategy is used in the new task 

because of a low level of experience or lack of familiarity with the 

task. , In this situation the organizational buyer would have to process 

a large amount of information about suppliers. Because of the low 

level of familiarity, the organizational buyer would not have an 

established set of evaluative criteria with known salience. 

The straight rebuy, with its high level of familiarity, was 

associated by Hanson with the weighted compensatory strategy. The 

weighted compensatory strategy was deemed appropriate in this task 

because the buyer's experience has allowed for a set of evaluative 

cirteria to be developed with some of the evaluative criteria known 

to be more important than others. The lexicographic and disjunctive 

models were also associated with the routine nature of the straight 

rebuy task. The lexicographic strategy was seen as appropriate in a 

situation where a very important attribute of the product could be 

utilized to make a choice. The disjunctive strategy was suggested as 

a means of intentionally complicating the buying task by considering 

a new solution to an otherwise routine purchase decision task. The 
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modified rebuy, characterized by its middle range level of familiarity* 

was seen as a situation in which a reduced set of evaluative criteria 

with appropriate weightings, may be utilized and, therefore, a situation 

in which the weighted compensatory strategy would be utilized. 

Hanson (1979), continuing to follow the logic of Park and 

Lessig (1977), further suggested that the conjunctive and disjunctive 

strategies are the evaluation functions which are utilized by the 

organizational buyer to develop the evoked set of suppliers. The 

conjunctive strategy was seen, because of its minimum acceptable 

cutoffs, to be a method of eliminating alternatives in the modified 

rebuy task. The disjunctive strategy was seen as the evaluation set 

of a straight rebuy to overcome a habitual or boring choice process. 

The logic which Hanson (1979) utilized to directly transfer the 

suggestions of Park and Lessig (1977).into the organizational purchase 

decision-making process has some merit but there are several flaws in 

this direct transfer. First, and most obvious, is the contention that 

the disjunctive strategy is utilized in the straight rebuy to overcome 

boredom by accepting a new alternative. By definition a straight 

rebuy task is a purchasing situation which excludes consideration of 

a new sources of supply. If new sources of supply are considered, the 

task, by defintion, becomes a modified rebuy. A second factor which 

was not considered is the role of the purchasing agent in the buying 

group. The purchasing agent has the reported relative social power 

in the buying group to select the potential supppliers in a choice 

process which is separate and distinct from the final purchse decision. 
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Hanson's logic does not consider the protection of this social power 

in the buying group and its effect on the choice of an evaluation 

function in the selection of an evoked set of qualified suppliers. For 

this reason, there is the need to incorporate the concept of risk into 
i 

any model which deals with the utilization! of an evaluation function in 

a choice-making process. 

The following section of this chapter will address the issues 

which Hanson (1979) has failed to consider! and will present a theoretical 

conceptualization of the purchasing agent's use of evaluation functions 
i 

in the selection of an evoked set of qualified suppliers. 

A Theory of Purchasing Agents' 
Utilization of Evaluation Functions 

The purchasing agent holds a recognized position of relative 

social power in the buying group and is recognized as the member who 
i | 

selects a set of suppliers from which the :final purchase will be made. 

Therefore, the task of selecting a set of jqualified suppliers is a 

means for the purchasing agent to exercisq this social power, and it 
i 

can be assumed that the purchasing agent will take steps to protect 
i 

this position of relative social power injthe buying group. This would 

suggest that the purchasing agent would utilize the evaluation function 
! 

which, given the circumstances under which a supplier selection is being 

made and the psychological makeup of the purchasing agent, is best 

suited to qualify a set of suppliers so as to protect his position of 

relative social power. 
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Impact of the Buying Task 

The focus of the following discussion lies in the impact that 

the buying task has on the utilization of information processing 

strategies. Each of the buying tasks contain varying levels of 

familiarity and information requirements—factors which have been shown 

empirically to impact the utilization of evaluation functions in the 

laboratory setting—and an implied risk component. The risk component 

is implicit in any purchase decision-making situation. For the 

purchasing agent the risk is to his position in the buying group 

associated with making the supplier selections. This position can be 

protected by using an evaluation function appropriate to the environ

mental circumstances of the decision. 

The buying tasks, as defined by Robinson and Farris (1967), 

as depicted in Figure 9, should interact with the search for information 

and initial evaluation of suppliers leading to an evoked set of 

qualified suppliers. The amount of search activity conducted is 

related to the need for information versus utilization of internalized 

information, which is tied to the level of familiarity with the task. 

In the straight rebuy information for decisions should be internalized 

and therefore require little external informational search. The most 

complex task, the new task buying situation, should require an extensive 

search process to provide the information necessary for making a 

decision on the set of suppliers who will be included in the evoked set 

and later evaluated for a purchase decision. The low level of 

familiarity with the task is the factor which causes the increased 
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BUYING TASK'S INFLUENCE ON SEARCH AND EVALUATION 
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search activity. The modified rebuy holds the middle ground of 

informational requirement due to a moderate level of familiarity 

with the task. 

Figures 10 and 11 depict the rationale used to suggest that the 

buying task should impact the evaluation routine which the purchasing 

agent utilizes to select an evoked set of qualified suppliers. 

Figure 10 contains the constitutive definitions utilized by Robinson 

and Farris (1967) to define the buying tasks. Newness of the problem 

was defined as the relevant experience with the task, informational 

requirements as the amount and type of information sought, and new 

alternatives considered as the awareness of available alternatives or 

routineness of the task. Figure 11 is utilized to relate these 

constitutive definitions to the empirically-tested factors of product 

familiarity and information load, factors shown statistically to impact 

the utilization of an evaluation function. The relevant experience 

that the purchasing agent has with the task can be directly related to 

the familiarity that the purchasing agent has with the product and 

should also include the familiarity that the purchasing agent has with 

the suppliers. The amount of information sought and awareness of 

available alternatives, routineness, are related to the informational 

requirements and, therefore, the information load requirements of the 

buying task. Information load is, however, also a product of the work 

load that the purchasing agent is facing when selecting an evoked set 

of qualified suppliers. Work load is imposed by the following: the 

number of purchases that the purchasing agent has to process at any one 
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DIMENSIONS BUYING TASK 

NEWNESS OF 
PROBLEM* 

INFORMATIONAL 
REQUIREMENTS** 

CONSIDERATION 
OF NEW 
ALTERNATIVES*** 

NEW TASK 

low 

| MODIFIED REBUY 

J moderate 

! STRAIGHT REBUY 

| high 

high 

1 
1 
1 
! 
1 
1 
1 moderate 

1 
1 
1 
1 
l 
1 
1 low I 

low 

l 
1 
1 
1 
1 
1 
l 
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1 
1 
I 
1 
1 
I 

1 high 
1 1 

* familiarity 
** amount of information sought 

*** routineness 

FIGURE 10 

DIMENSIONS OF THE BUYING TASK 
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UIPS = f( PF, IL ) 

where: UIPS= Use of an Information Processing Strategy 

PF= Product Familiarity 
IL= Information Load 

and 

IL= f( NA,N0,DC,T ) 

NA= Number of Alternatives 
N0= Number of Options per Alternative 
DO Distracting Cues 

T= Time Pressure 

and BT= f( RE,IS,R) 

where: BT= Buying Time 

RE= Relevant Experience 
IS= Information Sought 

R= Routineness of Internalized Information 

if PR= RE and IL= IS + r 

then UIPS= f( BT ) 

FIGURE 11 

RELATING THE DIMENSIONS OF THE BUYING TASKS 
TO 

THE USE OF AN INFORMATION PROCESSING STRATEGY 
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given time, the number of attributes of the suppliers which have to be 

considered, the number of suppliers in the awareness set, the time 
i 

pressure imposed by the work load, the need to make a decision so as to 

have the needed input by a specified delivery date, and the normal 

distractions of the work environment. 

Selection of the Evoked Set 

The following section presents the impact that the buying task 

should have on the use of evaluation functions. The rationale used to 

suggest that a specific information processing strategy is used because 
| 

of the task is based in the findings and hypothesizing of the consumers' 

use of the strategies. The dimensions of the buying tasks, familiarity 

with the task, and informational requirements are used to relate the 

processing strategy and the task. 

In selecting an evoked set of qualified suppliers in a new task 

buying situation, because of the low level of product'and supplier 

familiarity and the resultant need to acquire information, the purchasing 

agent should utilize the unweighted compensatory strategy. With no past 

experience to rely on, no established set of evaluative cirteria, and a 

low level of familiarity with the task, the relative [importance of the 
| 

set of evaluative criteria would not be recognized, jThe disjunctive 

strategy may also be an evaluation function which purchasing agents 

utilize in this purchasing situation when the task environment is 

complicated by an increased information load. Because there is a low 

level of experience with potential suppliers, selecting suppliers who 

have at least one outstanding qualifying characteristic may provide the 

i 
i 
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logical rationale for defending the selection to oth^r members of the 
| 

buying group. 
| 

In a straight rebuy, the purchasing agent, because of the high 
! 

level of familiarity with the task, should be more inclined to utilize 

the weighted compensatory or lexicographic strategies. The high level 

of experience with this task should have provided the buyer with a 
i 

well-defined set of evaluative criteria and their relative importance 
i 

in the selection of an evoked set of suppliers. Again, the information 
j 

load imposed by the purchasing agent's work environment would determine 

the use of the compensatory or noncompensatory evaluation functions. 
| 

The lexicographic strategy requires the same amount of information as 

the weighted compensatory strategy but utilizes the information in a 

different fashion. The weighted compensatory strategy requires cross-

attribute comparisons and an implicit or explicit summed value to be 

calculated. The lexicographic strategy only requires a simple rank 

ordering of the salient supplier attributes with a critical or very 
j 

important supplier attribute ranked at the top of the list being 
j 

utilized as the discriminator. This use of information can reduce 

cognitive effort in conditions of high information Toad imposed by the 

work environment. 
i 

The modified rebuy, characterized by a mid-r^ange level of 

familiarity and informational requirements, suggests the purchasing 

agent should utilize the weighted compensatory strategy or the 

conjunctive strategy for supplier evaluation. The v 

can be utilized because of the moderate level of fan 

eighted strategy 

iliarity with the 
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task. In this case the purchasing agent should have a set of evaluative 

criteria in mind when making supplier selections and recognize the 

salience of the supplier attributes. The conjunctive strategy is also 

appropriate in this buying task, as suppliers would have to meet minimum 

acceptable standards on a set of known attributes in order to be 

considered for inclusion in the evoked set of qualified suppliers. 

This discussion of purchasing agents' use of compensatory and 

noncompensatory evaluation functions in the selection of an evoked set 

of qualified suppliers considered the impact of familiarity and 

informational requirements and the impact of the work environment which 

is related to information load. There is also the need to incorporate 

the risk factor into the analysis of purchasing agents' use of these 

evaluation functions. To this end, a model which corporates familiarity 

with the fast, risk, and information load is presented. This model is 

based on the empirical research which has been cited and the hypothesizing 

of researchers who have an interest in gaining a better understanding 

of the decision-making process. 

Incorporating Risk Related Variables 

Any discussion of the use of evaluation functions should 

include the impact that risk of making a supplier has on this process. 

Wright (1975) reported that subjects who were forced in a laboratory 

experiment to utilize both compensatory and noncompensatory evaluation 

functions in making a decision under researcher-imposed information 

load constraints and varying levels of distractions, viewed the 

evaluation functions to vary in complexity, ease of defensibility, and 
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ability to detect ideal choices. The compensatory evaluation functions 

were perceived to be the ones more likely to lead to an ideal choice 

and were felt by the respondents to be the strategies which could be 

most easily defended. The noncompensatory strategies were viewed as 

being less complex than the compensatory strategies. For this reason, 

Wright suggested that as the perceived strain of an increased information 

load mounted, the noncompensatory models may be turned to relieve this 

perceived information load. 

These findings are used to suggest that the purchasing agent 

will use the evaluation functions as a means of justifying the evoked 

set of suppliers to other members of the buying group. The choice of 

evaluation functions is also expected to be related to the specific 

buying task and its level of familiarity and informational requirements. 

This statement is made with the realization that the individual 

differences which exist among purchasing agents and the varying 

environmental conditions under which supplier selections are made will 

contaminate the impact that the buying task will have on the use of 

the evaluation functions. 

A Model of the Use of Evaluation Functions 

The model presented in Figure 12 illustrates the evaluation of 

potential suppliers by purchasing agents as a multi-factor, interactive 

process. It shows the evaluation routine which leads to an evoked set 

of qualified suppliers, developed from search activity which has 

identified a set of potential suppliers, the awareness set. But as 

Luffman (1974) has reported, not all suppliers in the awareness set 
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are considered in the organizational purchase decision-making process. 

Only those suppliers who are favorably perceived by the purchasing agent 

will make it through the qualifying phase and be actively considered 

in the evaluation routine which leads to the final purchase decision. 

Figure 12 demonstrates the evaluation of the awareness set by the 

purchasing agent which leads to the development of an evoked set of 

qualified suppliers. 

Before presenting the rationale used at each node of the model, 

we should discuss the development of the entire model. The structure 

of the model is derived from the empirical findings and hypothesized 

use of evaluation functions discussed earlier. The integration of risk 

into the model was done because of the recognized role of this factor 

in any decision-making situation. In the case of the organizational 

buyer, prudent supplier choice is seen as a means of protecting the 

buyer's role in the buying group. This role, as previously discussed, 

is centered around the selection of suppliers capable of providing the 

inputs needed by the organization. The use of evaluation function is 

seen as a means for the buyer to protect his recognized role within 

the buying group. 

The decision to initially dichotomize the evaluation functions 

on the risk-related variables is based on the findings of Wright (1975). 

As previously discussed, he reported that the compensatory strategies 

were viewed to lead to an ideal choice and were therefore easily 

defended. The noncompensatory strategies were seen as a means of 

relieving the cognitive strain of increased information load. 
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Familiarity with the task must also be considered when discussing either 

the compensatory or the noncompensatory strategies. Familiarity has 

been shown to influence the use of the compensatory strategies. In the 

case of the noncompensatory strategies, familiarity with the task is 

a necessary condition for the use of the lexicographic strategy. For 

this reason the model depicts the use of the noncompensatory strategies 

as an interactive process with familiarity and information load impacting 

the use of these strategies. Information load interacts because of the 

different level of cognitive effort required when using the noncompensa

tory strategies. A more detailed discussion of each nodal section 

fol1ows. 

The first node in the model depicts the first major choice of 

the purchasing agent in the selection of an evoked set of qualified 

suppliers; the choice of using either the compensatory or noncompensa

tory evaluation function. This choice is dependent upon the level of 

risk to the purchasing agent in the selection process. The logic used 

to develop this section of the model is based on the perceived conflict 

which exists under varying levels of risk in making a selection of 

potential suppliers. When the risk to the purchasing agent is 

perceived to be high, a compensatory evaluation function is seen as a 

means for the purchasing agent to minimize the risk to his relative 

social position in the buying group. When the risk of supplier 

selection is low, the purchasing agent may feel comfortable in the use 

of a noncompensatory strategy to make the selection of a group of 

suppliers. 
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When the perceived risk is high and the purchasing agent 1s 

utilizing one of the compensatory information processing strategies, 

the level of familiarity with the task is seen as the mediating 

influence in the choice of using the weighted or unweighted compensatory 

strategies. Under conditions of high familiarity, the purchasing agent 

should utilize the weighted compensatory strategy under conditions of 

low familiarity, the unweighted strategy should be used in the selection 

of an evoked set of qualified suppliers. 

When the level of risk is low and the purchasing agent is 

utilizing one of the noncompensatory evaluation functions, familiarity 

and information load are expected to interact. This results in the 

utilization of either the disjunctive and lexicographic strategies 

when familiarity is high or the conjunctive and lexicographic strategies 

when familiarity is low. 

Under conditions of high familiarity with the buying task, the 

purchasing agent may utilize either the disjunctive or lexicographic 

information processing strategies- Information load aspects of the 

purchasing situation are seen as the factors interacting with the 

level of familiarity in the choice betwen disjunctive and lexicographic 

strategies in this portion of the model. The disjunctive strategy is 

seen as the logical choice of an evaluation function under the 

condition of high familiarity and high information load because the . 

disjunctive strategy requires selection based only on one outstanding 

characteristic: for example, a history of low prices. The lexico

graphic strategy, on the other hand, requires a rank ordering of 
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salient supplier attribute which is deemed to be most important. The 

additional information processing requirements of the lexicographic 

strategy are seen as adding to the cognative strain of the purchasing 

agent. It should be used under conditions of high familiarity and low 

information load. 

When the level of familiarity with the task is low, the model 

depicts the purchasing agent applying either the conjunctive or 

lexicographic strategies to select a qualified group of suppliers. In 

this situation the lexicographic strategy is seen as the evaluation 

function which is utilized under the condition of high information 

load. This is consistent with the logic utilized in the choice of the 

disjunctive and lexicographic strategies because the conjunctive 

strategy requires more cognative effort than the conjunctive strategy. 

When using the conjunctive strategy, the purchasing agent would be 

required to evaluate alternatives based on a minimum performance 

standard on all relevant supplier characteristics. This requires a 

higher level of cognative activity than is required by the lexicographic 

evaluation because use of the lexicographic strategy does not require 

information processing on all relevant attributes. Choice is a function 

of the most important attribute when using the lexicographic strategy. 

The testing of this multi-factor interactive model, Figure 12, 

is the major objective of this research. In the following chapter, the 

hypotheses associated with this model are the related hypothesis of the 

influence of the buying task on the use of evaluation functions will be 

presented. Additionally, the design of the research will be detailed 

along with the data collection technique and the method of analysis. 



CHAPTER III 

METHODOLOGY 

Hypotheses 

There are two sets of hypotheses which will be tested in this 

research project. One specifies the relationship between the buying 

task and the purchasing agents use of evaluation functions. The 

second set deals with the use of evaluation functions as the levels of 

familiarity, risk, and information load interact on the evoked set 

selection process. 

This chapter will first present the hypotheses which will be 

tested and then detail the research design, the data collection device 

and the method utilized to test the hypotheses. 

Buying Task and Information Processing Strategy Hypothesis 

The hypothesis which is associated with the relationship between 

the buying task and the utilization of compensatory and noncompensatory 

evaluation functions by purchasing agents in the selection of an evoked 

set of qualified suppliers is tested in the null form. 

H^: The use of the evaluatioi functions by purchasing agents 

in the selection of an evoked set of qualified 

suppliers is independent of the buying task: new 

task, modified rebuy or straight rebuy. 

. 60  
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As was discussed earlier, the purchasing agent's relative 

social position in the buying group is recognized as providing the 

purchasing agent with the social power in the buying group for supplier 

selection. For this reason, purchasing agents should use the evaluation 

function which is best suited for protecting this position of relative 

social power. Therefore, one would expect the purchasing agent to use 

either of the compensatory evaluation functions: weighted and 

unweighted strategies as well as any of the noncompensatory evaluation 

functions: conjunctive, disjunctive, or lexicographic strategies, in 

the selection of an evoked set of qualified suppliers. 

The buying tasks have been described as having varying levels 

of familiarity and informational requirements. These factors influence 

the use of evaluation functions, therefore, the purchasing agent's use 

of evaluation functions should not be independent of the buying task 

and occur as depicted in Figure 13. 

The new task buying situation is associated with low levels of 

familiarity and high informational requirements. The unweighted 

compensatory strategy is appropriate in this case as the lack of 

familiarity with the task would preclude the assignment of subjective 

or empirically derived differential weights to the salient supplier 

attributes. The disjunctive strategy is appropriate in the new task 

situation when there is an environmentally imposed high information 

load. The high information load might cause the purchasing agent to 

economize the cognitive effort required to select a set of qualified 

suppliers. Use of the disjunctive strategy would allow a rationale 
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BUYING TASKS INFORMATION PROCESSING STRATEGIES 

STRAIGHT REBUY 
Familiarity - high 
Informational 
Requirements - low 

NEW TASK 
Familiarity - low 
Informational 
Requirements - high 

Unweighted Compensatory 

Disjunctive** 

Weighted Compensatory 

Conjunctive** 

Lexicographic** 

Unweighted Compensatory 

MODIFIED REBUY 
Familiarity - moderate 
Informational 
Requirements - moderate 

* = primary processing strategy 
** = used in conditions of high information load 

FIGURE 13 

BUYING TASKS AND RELATED INFORMATION PROCESSING STRATEGIES 



63 

which would protect the purchasing agent's relative social position in 

the buying group. 

In the case of the straight rebuy buying task, with its high 

level of familiarity and low informational requirements, the weighted 

compensatory and lexicographic strategies should be utilized. The 

weighted compensatory strategy requires cross-attribute comparisons 

of salient supplier attributes and, therefore, a knowledge or 

familiarity with the supplier'attributes which are important to the 

specific buying task. This cross-attribute comparison of supplier 

attributes, therefore, will require a high level of cognitive effort 

in selecting an evoked set of suppliers. In a condition of high 

information load, the purchasing agent may switch to the lexicographic 

strategy. The lexicographic strategy requires a high level of 

familiarity with the task. The salient supplier attributes are known 

and rank ordered, but the selection process is simplified by reducing 

the cognitive effort required by utilizing only the most important of 

the salient characteristics in selecting the set of qualified suppliers. 

In the modified rebuy buying task, the past buying experience 

of the purchasing agent provides a relatively high level of familiarity 

with the task. In this case the weighted compensatory strategy is again 

an appropriate evaluation function. The level of familiarity with the 

task would allow salient supplier attributes to be identified and their 

importance to the supplier selection process used in cross-attribute 

comparisons. When faced with a modified rebuy and a high information 

load, the purchasing agent may find the conjunctive evaluation function 
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an appropriate processing strategy. In this case, new suppliers may 

be included in the evoked set because they meet minimum acceptable 

standards. By meeting the minimum acceptable standards set by the 

purchasing agent, the inclusion of a supplier in the evoked set of 

qualified suppliers could be rationalized by the purchasing agent to 

the other members of the buying group. This would protect the relative 

social power of the purchasing agent in the buying group. 

Hypotheses Related to Risk, Familiarity and Information Load 

Figure 12 is presented again on the following page as 14. It 

was developed to address the issue of how task familiarity, information 

load, and risk interact in the choice or utilization of an evaluation 

function by purchasing agents in the selection of an evoked set of 

qualified suppliers. The following set of hypotheses extends the 

buying concepts of Robinson and Farris (1967). The dimensions of the 

buying tasks only contain familiarity and informational requirements 

which should impact the use of an evaluation function. This was 

discussed in Hypothesis 1. The following hypotheses suggest that the 

use of evaluation strategies is a function of the risk, familiarity 

and information load faced by the buyer. These environmnetally imposed 

conditions on the buyer's task of selecting an evoked set of qualified 

suppliers are being addressed as interactive factors impacting the use 

of evaluation functions. This was discussed in the previous chapter. 

Here each nodal section of the model will be addressed separately. 
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The following hypothesis is used to test the risk node of the 

information processing model. It assumes that the level of risk "s 

higher for the compensatory models than the noncompensatory models. 

Hg: The mean level of risk for the compensatory and 

noncompensatory information processing strategies I 

are equal. 
i 

The third hypothesis is used to test the familiarity nodes of 

the model. It tests the ability of the familiarity-related variables 

to differentiate between the weighted and unweighted compensatory 

models and the disjunctive and conjunctive models. 

H3: The mean level of familiarity is equal for the 

(a) weighted and unweighted compensatory strategies, 

and (b) the conjunctive and disjunctive strategies. 

The final set of hypotheses addresses the information load nodes 

of the model and tests the information load characteristics of the 
i 

disjunctive and lexicographic strategies and the conjunctive and I 

lexicographic strategies. 

H^: The mean level of information load is equal for the; 

(a) disjunctive and lexicographic strategies, j 
j 

(b) conjunctive and lexicographic strategies. | 
! 

Research Design j 

The study was conducted in the following fashion. Purchasing 

agents actively engaged in selecting suppliers were interviewed and 

asked if they were working on a purchase for the organization in which 



67 

they were considering more than one supplier. For each of these array-

and-review purchase decisions, the subject was asked to respond to a 

series of questions designed to identify their buying task* evaluation 

function, and the level of familiarity, information load, and risk 

associated with the selection of suppliers. 

The level of familiarity, information load, and risk factors 

were measured via direct questions and a Likert scale. The buying task 

and evaluation functions were identified by structured protocols. The 

structured protocol technique uses an exhaustive set of detailed 

descriptions of alternatives and asks the subject to select the 

description which best represents the subjects choice process or 

perception of the task. Park and Schaninger (1976) developed the 

structured protocol to investigate the use of evaluation functions. 

The structured protocols used in this study were modeled on their 

technique. 

For this study, subjects were presented with two sets of 

structured protocols: the first to identify the buying task and the 

second to identify the evaluation function. The buying tasks, 

described in Chapter II, were constitutively defined by Robinson and 

Farris (1967) as containing varying levels of relevant experience with 

the task, amount and type of information sought and the buyer's aware

ness of available alternatives. The buying tasks were described by 

these authors as being on a continuum composed of these factors and 

therefore did not provide operational definitions in their text on 

organizational buying behavior. They did, however, provide very good 
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constitutive definitions of each of these tasks. These definitions were 

utilized to develop the structured protocols used in this study. 

The identification of the evaluation function used by the 

subjects was approached in the same fashion. The subjects were 

presented with a set of detailed descriptions of evaluation functions, 

each corresponding to a particular evaluation function—weighted 

compensatory, unweighted compensatory, conjunctive, lexicographic and 

disjunctive—and asked to select the description which best represented 

the strategy which was used in the selection of suppliers. 

This technique was utilized because it is well suited for the 

collection of decision-making information in the uncontrollable 

environment of a field study. The field study does not allow for the 

control of supplier-related stimuli which the purchasing agent processes 

or the timing of when the purchasing agent performs the task of 

developing the evoked set of suppliers for a specific buying task. The 

field study was conducted to allow the researcher to investigate the 

supplier-selection process under conditions actually faced by the 

organizational buyer, conditions which would be extremely difficult to 

reproduce in a laboratory setting. As previously stated, the organiza

tional buyer is only one member of the buying group and is therefore 

constrained by the other members of the buying group as well as 

interorganizational factors, organizational factors, interpersonal 

factors related to the interaction with the suppliers' salesmen, 

environmental factors, and his/her own personality when making a 

supplier selection. These conditions would be very difficult to 
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replicate in the laboratory even if sufficient time and monies were 

available. 

While it was highly desirable to study actual decisions made by 

purchasing agents in this field study, the use of purchasing agents 

actively engaged in supplier selections placed some constraints on the 

amount of data that could be collected. Time is a scarce resource for 

the purchasing agent, as he 1s operating under a heavy workload and 

does.not have much time available for activities which are not directly 

related to his purchasing duties. Additionally, purchasing management 

is somewhat reluctant to allow nonfunctional interactions with the 

membership of their purchasing group or department, because they are 

charged with the responsibility of running their departments in an 

efficient and effective manner. 

The most serious weakness of the field study is, of course, the 

ex post facto character of the information gathered. However, the 

structured protocol is in itself a retrospective technique and, 

therefore, well-suited for use in a field study. Additionally, the 

ecological validity of the information gathered in the field study is 

deemed to outweigh the ex post facto nature of the information gathered. 

Data Collection 

The Sample 

The data collected to test the hypotheses were collected in 

Pima and Maricopa Counties in the state of Arizona during October and 

November of 1979. One hundred and thirty-five organizational buyers 
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were personally interviewed. One hundred and twenty-five of the buyers 

were staff specialists employed as purchasing agents; the remainder were 

organizational members of smahl organizations who were assigned the 

purchasing function as a secondary or tertiary duty. 

Because a random sample method of selecting organizational 

buyers was not feasible for this study, the convenience sample taken 

was drawn from seventy-eight different organizations representing both 

profit and nonprofit organizations. These organizations ranged from 

high technology national companies to local Arizona firms with very 

limited product distribution. Although not a random sample of the 

organizational buyers in the state of Arizona, the sample was a well-

diversified sample of organizational buyers which minimized the system

atic bias which might have obcurred if the sample had been drawn from 

a less-diversified group. 

Data Collection Device 

The data collection device was a five-page questionnaire (see 

Appendix) which was developed after a series of preliminary interactions 

used to pretest the ability of the purchasing agents to respond to the 

questions and to assess the amount of time it would take them to respond 

to the entire questionnaire. The questionnaire was designed to put the 

purchasing agent somewhat at ease by initially asking a set of questions 

which were directly related to the purchasing agent's immediate purchas

ing tasks. The purchasing agents were asked to select from their work 

in progress file any purchase in which two or more suppliers were 

being considered for a purchase. The purchase decision of this purchase 
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had to be pending. The purchasing agent identified the product being 

purchased and the number of suppliers being considered. This was 

done to set the frame of mind of the purchasing agent to the type of 

buying situation that he was engaged in and his approach to the 

selection of an evoked set of suppliers. This was done as a means of 

channeling the thought process of the purchasing agent to an objective 

analysis of the buying tasks and the evaluation functions presented as 

structured protocols. These structured protocols and additional 

questions asked on pages three through five of the questionnaire were 

responded to by the purchasing agents without comment by the researcher, 

except when asked for occasional clarification of a question or 

statement. 

The structured protocol designed to identify the buying task is 

on page three of the questionnaire. The three descriptions, presented 

in Table 2, are descriptions of the new task buy, the straight rebuy 

and the modified rebuy. 

The data collected to ascertain the information processing 

strategy or evaluation function which was associated with the buying 

task also utilized a series of questions. The first question that was 

asked about the evaluation functions was presented in the initial set 

of questions. This is the unstructured response question, question 

eleven, on page one of the questionnaire: 

I am interested in how the suppliers for this purchase 
were selected. How did you select the set of suppliers 
for this purchase? 



TABLE 2 

STRUCTURED PROTOCOLS - BUYING TASKS 

A. NEW TASK 

A requirement that I have not dealt with before. Little or 

no relevant past buying experience to draw upon, A great 

deal of information was needed. Sought out alternative 

ways of solving the problem and evaluated suppliers I have 

not dealt with before. This type of buy occurs infrequently. 

B. STRAIGHT REBUY 

A continuing or recurring requirement handled on a routine 

basis. Only considered the same solutions that I considered 

the last time the requirement arose. Formally or informally 

a list of acceptable suppliers exists and no supplier not 

on the list was considered. Alternative suppliers were 

known and unchanged. 

C. MODIFIED REBUY 

Serious consideration was given to new alternative supplier 

offerings. The requirement is continuing or recurring but 

some additional information was needed before the decision 

on which of the suppliers would be further evaluated. 
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Probing questions were asked as the purchasing agent responded to 

elicite the set of supplier attributes which were utilized to select 

the set of suppliers. Questions were also asked to ascertain how the 

attributes were utilized in the supplier selection process. This was 

done as a means of preparing the purchasing agent to respond to the set 

of structured protocols presented in page four of the questionnaire. 

The structured protocol which elicited the evaluation function 

used by the purchasing agent to select an evoked set of suppliers for 

the specific purchase are presented in Table 3. Statement A is a verbal 

description of the unweighted compensatory model; Statement B is the 

description of the lexicographic model; C is the conjunctive model; 

D represents the disjunctive evaluation function; and Statement E is 

the verbal description of the weighted compensatory model. It should 

be noted that the purchasing agents commented, when reading this 

structured protocol, that they had made supplier selections using all 

of the strategies described. They were also able to discern the 

strategy which they had used to select the suppliers for the particular 

purchase which was being analyzed. 

In addition to the questions which were related to the type of 

buying task faced by the purchasing agent and the evaluation function 

which was utilized to select the evoked set of suppliers, information 

was collected on the three components of the information processing 

model; information load, risk, and familiarity. 



TABLE 3 

STRUCTURED PROTOCOLS - EVALUATION FUNCTIONS 

A. Unweighted Compensatory 

I selected the suppliers after evaluating all of the 
supplier attributes which I had to consider and selected 
the suppliers with the best overall ratings, treating 
all the supplier attributes as equally important. 

B. Lexicographic 

I selected the suppliers after deciding which one of a 
number of supplier attributes was most important and 
chose the suppliers who were best on that important 
attribute. If two or more suppliers were about equal 
on that most important attribute I then looked at the 
next most important attribute. 

C. Conjunctive 

I selected the suppliers because other suppliers I 
identified as potential suppliers of the product had 
at least one attribute which did not meet minimal 
acceptable standards that I had to set. 

D. Disjunctive 

I selected the suppliers because each of them had a 
really good rating on at least one of the supplier 
attributes I had to consider. 

E. Weighted Compensatory 

I selected the suppliers after evaluating all of the 
supplier attributes I had to consider and chose the 
suppliers who received the best overall rating, some 
attributes were more important than others and 
compensated for relatively low ratings on any one 
attribute. 



75 

The information load component of the model was conceived to be 

a function of the number of alternative suppliers which were in the 

purchasing agent's awareness set; the number of supplier attributes 

which were utilized to select the evoked set of suppliers; the total 

number of purchases that the purchasing agent had to deal with; and the 

time constraint which the purchasing agent had in making the final 

purchase decision. Direct questions were asked about each of these 

aspects of information load. The only question which required some 

interpretation was in determining the number of supplier attributes 

which the purchasing agent utilized. This number was derived by 

counting the number of attributes which were mentioned by the purchasing 

agent when they responded to the open-ended question: How did you 

select the set of suppliers for this purchase? 

In addition to these objective measurements of factors 

considered to be associated to the information load, a Likert scale was 

used to determine the purchasing agents perceived level of information 

seeking activity, workload, availability of suppliers, and use of 

supplier attributes. A five-point Likert scale was used in this study 

because it was found during the pretest of the questionnaire that the 

purchasing agents were not able to make finer levels of discrimination 

without undue cognitive strain and a dramatically increased amount of 

time to complete the questionnaire. These subjectively measured aspects 

of information load were grouped with the objectively measured informa

tion load factors and used in the data analysis to be described in the 

next section of this chapter. 
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The risk component of the model was conceived as being a 

function of the expected cost of the purchase, the expected cost per 

item, the complexity of the product, the homogeneity of the suppliers, 

and the homogeneity of the product offerings of the suppliers. The 

expected cost of the item and total cost of the purchase were determined 

by asking direct questions. The measurement of the product complexity, 

homogeneity of the product and suppliers was made using a five-point 

Likert scale. The cost of the purchse, the item cost, and the Likert 

scores for product complexity, homogeneity of the suppliers and the 

products were grouped as the risk variables. 

The familiarity component of the model was conceived to be a 

function of the purchasing agent's familiarity with the product and 

the supplier. Both these measures of familiarity with the product and 

the supplier. Both these measures of familiarity were included because 

the pretesting revealed that in some instances purchasing agents were 

buying products which they had never purchased before, but the purchase 

was made from suppliers that the purchasing agent had been dealign with 

for a number of years. Again, a five-point Likert scale was used to 

determine the purchasing agent's level of familiarity with the product 

and the suppliers. The Likert scores for experience in buying the 

product, frequency of purchasing the product, familiarity with the 

suppliers, and consideration of new suppliers were grouped as 

measurements of familiarity and used in the data analysis. 
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Data Analysis 

Contingency Table Analysis 

The nonparametric Chi-Square technique was used to test the 

relationship between the use of evaluation functions and buying tasks 

raced by the organizational buyer. The observed frequencies for the 

three-by-five matrix, buying task by evaluation function, were taken 

from the purchasing agents' responses to the structured protocols. 

The theoretical frequencies or predicted frequencies for the Chi-Square 

test were calculated by multiplying the row total by the column total 

and dividing that product by the grand total, which is the total number 

of respondents in the survey. The Chi-Square statistic is then 

calculated by summing the total squared differences between the observed 

cell values and the expected cell values divided by the expected cell 

frequencies. The mathematical formula is expressed below. 

The Chi-Square statistic which is calculated is then compared 

to the table value, the theoretically expected Chi-Square statistic. 

The theoretically expected test statistic was determined by the 

associated degrees of freedom. The degrees of freedom are calculated 

by subtracting one from the row total and one from the column total 

and multiplying these values. The confidence level was set at the 95 

percent level. This information is then used to test the independence 

where; f = observer frequencies 

F = expected frequencies 
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of the two variables: evaluation function and buying task. If there 

is a relationship between the buying task and the use of the evaluation 

functions, then the Chi-Square value which is calculated will be large 

in relationship to the theoretically expected Chi-Square value and the 

null hypothesis of independence can be rejected. Rejection of this 

null hypothesis does not, however, allow the conclusion that there is 

a causal relationship between the choice of an evaluation function and 

the buying task. We may only conclude, if the hypothesis is rejected, 

that there is an association between the use of evaluation functions and 

the buying task faced by the organizational purchasing agent. 

Analysis: of the Information-Processing Model 

The information-processing model addresses the issue of how 

risk, familiarity, and information load impact the use of an information 

processing strategy by purchasing agents in the selection of an evoked 

set of qualified suppliers. However, analysis of the model is compli

cated by two factors. The first is the interaction of the variables in 

the model and, therefore, the inability to test the model in its 

entirety simultaneously. The second is the number of risk, familiarity, 

and information load variables included in the study. This study has 

five risk-related variables, six familiarity-related variables, and ten 

information-load-related variables included in the data collected, see 

Table 4. These variables were included because of the relevant cited 

works of other authors and the extension of their work into the 

purchasing behavior of the industrial buyer. The analysis performed 
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TABLE 4 

DIMENSIONS OF RISK, INFORMATION LOAD, AND FAMILIARITY MEASURED 

RISK 

Total Dollar Cost* Product Complexity** 
Item Cost* Product Homogeneity** 

Supplier Homogeneity** 

INFORMATION LOAD 

Number of Buys in Process* 
Number of Array-and-Review 
Number in Evoked Set* 
Number in Awareness Set* 
Number of Attributes Used* 
Days to Purchase Decision* 

FAMILIARITY 

Product Experience** 
Routineness of Purchase** 
Consideration of New Suppliers** 
Frequency of Purchase** 
Supplier Familiarity** 
Defined Set of Supplier Attributes** 

Number of Suppliers Available** 
Buys* 

Workload** 
Informational Requirements** 
Number of Attributes** 

* Direct Questions 
** Likert Scale Questions 



80 

required identification of which of these variables could differentiate 

between the information processing strategies at each node of the model. 

In combination, these data analysis problems were dealt with by 

testing the nodal sections of the model independently, first performing 

discriminant analysis to identify the salient variables of risk, 

familiarity, and information load which discriminated the evaluation 

functions being analyzed. Then a one-tailed t-test was done to test 

the stated hypotheses related to the information-processing model. 

Discriminant analysis is appropriate in this study because of the 

nominal level of the dependent variable, information-processing strategy, 

and metric level of the risk, familiarity, and information load related 

variables. As Green and Tull (1978) have indicated, discriminant 

analysis has four main objectives, one of which is determining which of 

the variables included in the analysis account for most of the 

intergroup differences in the mean profiles of the groups being analyzed. 

Thus discriminant analysis is an appropriate technique because of the 

nature of the data collected and because it is a means of screening the 

total set of risk, familiarity, and information load variables prior 

to the performance of one-tailed t-test. 

Discriminant Analysis 

Discriminant analysis is a data analysis technique similar to 

regression analysis. Discriminant analysis utilizes a linear combina

tion of parametrick interval or ratio, data for two or more predictor 

variables to predict or describe the behavior of a set of dependent 
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variables. The critical difference between regression analysis and 

dircriminant analysis lies in the metric nature of the regression 

dependent variable versus the nonmetric, nominal or ordinal, nature of 

the dependent variable in discriminant analysis. 

The objectives of discriminant analysis are finding linear 

combinations of the independent variables that maximize the ratio of 

among group variation relative to within group variation, thus 

maximally separating groups of interest and testing for significant 

differences between the mean predictor variable profiles of the groups 

Additionally, like regression weights, discriminant weights aid in 

determining which of the independent variables account for most of the 

intergroup differences in average score profiles of two or more groups 

Discriminant analysis is labeled multiple discriminant analysis when 

there are more than two groups in the analysis, and two-group discrimi 

nant when there are only two groups. The underlying logic and 

mathematical formulas are the same for both. 

The linear combinations of the independent variables which are 

used to maximize the ratio of between-group variance relative to the 

within-group variance are derived from the equation of the form: 

Di = WilZl + Wi2Z2 + • • • • winz
n 

Dj = Discriminant Score 

W.j = Discriminant Weight 

= Standardized values of independent variable 
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The maximum number of discriminant functions derived is one less than 

the number of groups which are being Investigated or the number of 

discriminating variables, but it is the smaller value of the two. In 

discriminant analysis each group is identified by its average profile, 

a mean score on metrically scored independent variables, called a 

centroid. If there were two groups and only two independent variables, 

each group would have a centroid. If the centroids were treated as 

points in space, one for each group, the maximum number of dimensions 

needed to completely describe this set of points is one less than the 

number of points. In discriminant analysis the discriminant function is 

a unique, orthogonal dimension describing the location of one group 

relative to the other, condensing information about group differences 

into a set of discriminant scores on a single axis called the discrimi

nant function. 

The subprogram DISCRIMINANT of the SPSS (Nie et al. 1975) 

package was utilized to compute the discriminant scores required to 

analyze the model. This program allows several choices in the method 

of analysis when using the DISCRIMINANT package. This first choice is 

selection of a stepwise method of analysis or a direct method. 

The direct method of analysis uses all of the independent 

variables concurrently. The resultant discriminant functions are 

generated directly from the whole set of independent variables, without 

regard for the discriminating power of the individual independent 

variables. But this method may reduce the power of discrimination 
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because the set of independent variables may contain variables whicti 

i 

covary. ! 

The stepwise option of the DISCRIMINANT program avoids this 

problem of covarying independent variables by sequentially selecting 

the best and then the next best discriminating variable in the data 

set, establishing a reduced set of independent variables that can 

discriminate as well, or better, than the full set of variables. 

Because there was expected covariance among the independent 

variables utilized to measure information load, risk, and familiarity, 

the stepwise option of the DISCRIMINANT program was utilized. When 

using this option, the progarm first chose the variable with the single 

highest value on the ability to discriminate and then this variable is 

paired with each of the other independent variables. The next 

Independent variable chosen is the one which produces the best 
/ 

discriminating set of the combined variables. This process continues 
j 

until all of the independent variables are included in the discrimination 

function, or some subset of the total set of independent variables is 
i 

selected, because the remaining set of independent variables fails to 
i 

provide a minimum level of improvement in the criterion score. This 

sequential entering of discriminating variables may cause independent 

variables which were initially included in the discriminant function to 

be eliminated because it has lost some of its discriminating power, 
i 

The statistical measure chosen to achieve maximal separation 

of the groups of interest was Rao's V. Rao's V is a generalized 
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distance measure. Using the stepwise option of the DISCRIMINANT 

program, independent variables are selected which contribute to the 

largest increase in V, thus maximally separating the groups. 

The stepwise option of the DISCRIMINANT option also generates 

at each step of the procedure a Wilk's lambda statistic. Milks' 

lambda represents an inverse measure of the discriminating functions. 

The DISCRIMINANT program transforms the Wilks' lambda statistic into 

a Chi-Square statistic, with the appropriate degrees of freedom and 

levels of significance printed on the output. 

The program also generates a set of standardized discriminant 

function coefficients which can be utilized to establish the relative 

contribution of the independent variables to the discriminant function. 

When the sign of the coefficient is ignored, as in regression analysis, 

the value of the coefficient, like the beta weights in multiple 

regression, represents the relative contribution of the associated 

independent variable to the discriminant function. As in regression 

analysis, caution in interpreting the contribution of a variable is 

necessary as multicolinearity may cause the variable to be partialed 

out of the relationship. 

The statistical significance of the discriminant function does 

not, however, conclude the analysis. There is also the need to 

determine the percent of correctly classified cases and then compare 

the discriminant functions classification to the number of cases which 

might be correctly classified by chance. If the classification of 
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cases by the discriminant function 1s no greater than can be expected 

by chance, then the differences which might exist in score profiles 

would not provide information which could be utilized to meaningfully 

identify the groups of Interest. 

There are two basic approaches used to determine the chance 

classification of groups; one is the maximum-chance criterion 

approach, and the second is the proportional-chance criterion. The 

maximum-chance criterion is utilized when the intent is to maximize 

the percentage correctly classified. This is accomplished by utilizing 

the ratio of the largest of the group sizes as the expected best percent 

of chance classification., For example, if there were two groups, one 

with sixty-five members and a second with thirty-five members, then the 

maximum chance criterion would be sixty-five percent. One can easily 

see that by arbitrarily assigning all members of both groups to the 

larger of the two groups, one can achieve a sixty-five percent 

classification accuracy. As the intent of this study is not to 

maximize the percent of cases correctly classified, the proportional-

chance criterion will be utilized. 

The proportional-chance criterion is utilized when the object 

is to correctly classify, in the case of two groups, membership in 

both groups. With unequal groups, as in the case in this study, the 

proportional-chance criterion is calculated by the following formula: 

Cp = p2 + (1-p)2 
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where 

Cp = proportional-chance criterion 

p = proportion of cases in group 1 

1-p = proportion of cases in group 2 

Using the sixty-five, thirty-five group example, the proportional-chance 

2 9 
criterion would be .545 (.65 + .35 ). If the classification percentage 

of the discriminant function generated by the DISCRIMINANT program 

cannot correctly classify a percentage of the groups which is large, 

significantly larger, than the chance model, then the statistical 

significance of the discriminant function is of little value and provides 

no meaningful information for identifying membership in the groups of 

interest. 

The data which was collected from the one hundred and thirty-

five purchasing agents was edited, coded, and tabulated before the data 

analysis just described was performed utilizing the SPSS package. The 

results of that analysis are presented in Chapter IV. 



CHAPTER IV 

FINDINGS 

This chapter reports the findings of the study described in 

the preceding chapter. The chapter is divided into two sections. The 

first section reports the findings of the contingency table analysis 

which tested the relationship between the use of the information 

processing strategies and the buying task faced by the organizational 

buyer. The second section of the chapter reports the investigation of 

the information processing model presented in Chapter II. This section 

first presents the findings of the discriminant analysis performed on 

the operationally defined risk, familiarity, and information load 

variables. Secondly, the one-tailed t-tests performed on those 

variables identified in the discriminant analysis are used in testing 

the hypothesis associated with the risk, familiarity, and information 

load nodes of the information processing model. 

Contingency Table Analysis 

The relationship between the buying tasks and the use of 

infromation processing strategies, identified via the structured 

protocols, is shown in Table 5. This data matrix displays the buying 

tasks in the columns and the information processing strategies in the 

rows. As can be seen by the summary statistics, 26 reported that they 

were involved in a new task buying situation; 52 reported the modified 

87 
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TABLE 5 

RELATIONSHIP BETWEEN BUYING TASK AND EVALUATION FUNCTION 

BUYING TASK 

New Task Modified Straight 
Rebuv Rebuv INFORMATI ON 

PROCESSING 

7 
(6.16) 

13 
(12.32) 

12 
(13.51) 

Unweighted 
Compensatory 

32 

( 5 
(7.89) 

25 
(15.79) 

1 1 
(17.31) 

Weighted 
Compensatory 

41 

7 
(5.20) 

5 
(10.40) 

15 
(11.40) 

Lexicographic 

27 

4 
(2.50) 

2 
(5.01) 

7 
(5.49) 

Conjunct!ye 

13 

3 
(4.23) 

7 
(8.47) 

12 
(9.29) 

Disjunctive 

22 

26 52 57 135 

18.4 df = 8 significance - .02 

( ) = expected frequencies 
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rebuy baying task and 57 reported that they were involved in a straight 

rebuy buying task. 

The table shows that purchasing agents used all of the 

information processing strategies for each of the buying tasks. The 

weighted compensatory model was the most frequently reported information 

processing model utilized by the subjects. Forty-one of the 135 

purchasing agents surveyed reported using the weighted compensatory 

model. The table also shows that the conjunctive model was the least 

frequently reported model used. Only 13 of the 135 subjects reported 

using the conjunctive model in the selection of an evoked set of 

qualified suppliers. 

As the data contained in Table 2,nominal level data, collected 

via  t h e  s t r u c t u r e d  p r o t o c o l s ,  t h e  d a y a  a n a l y s i s  p e r f o r m e d  o n  t h e  3 x 5  

matrix is restricted to nonparametric techniques. A Chi-Square 

anslysis was performed. The data conform to the recommendation of 

Cochran (1954) in that fewer than 20 percent of the cells have an 

expected frequency of less than 5 and no cells have an expected 

frequency of less than 1. In this case two cells have expected 

frequencies of less than 5, the new task/conjunctive cell which has an 

expected frequency of 2.5 and the new task/conjuncttive cell which 

has an expected frequency of 4.23. As these two cells represent 13.33 

percent of the total number of cells and no cells have an expected 

frequency of less than 1, the Chi-Square analysis can be meaningfully 

applied to the data. 
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The hypothesis associated with this data analysis can be 

rejected at the .05 level. 

H-|: The use of evaluation functions by purchasing 

agents in the selection of an evoked set of 

qualified suppliers is independent of the 

buying task; new task, modified rebuy or 

straight rebuy. 

The alternative hypothesis is accepted. 

Hla: The use of evaluation functions by purchasing 

agents in the selection of an evoked set of 

qualified suppliers is related to the buying 

task: new task, modified rebuy or straight 

rebuy. 

As the Chi square statistic allows the rejection of the null 

hypothesis and the acceptance of the alternative hypothesis, the buying 

task can be said to be related to the use of the information-processing 

strategies. Contingency table analysis and its related Chi square 

statistic allow for only the rejection of independence in the relation

ship between buying tasks and information-processing strategies. 

The following section of this chapter will investigate the 

utilization of the information-processing strategies by purchasing 

agents under varying levels of risk, familiarity, and information load, 

extending the study beyond the confines of buying task influence. 
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Information-Processing Model 

Figure 15 summarizes the hypotheses which were tested at each 

nodal sectionof the information-processing model. Analysis of the 

model started at the risk node and continued to the familiarity 

node and concluded with analysis of the information load node. 

Risk Node 

The information-processing model assumes that the compensatory 

information strategies are utilized in buying situations which have a 

higher level of risk than the noncompensatory strategies. The following 

null hypothesis is associated with the risk node of the information 

processing model. 

H2: The mean level of risk for the compensatory and 

noncompensatory information-processing strategies 

are equal. 

The first stage in the testing of this hypothesis was the 

identification of the risk variables which contributed to the intergroup 

differences in the mean profiles of the compensatory and noncompensatory 

information-processing strategies. Risk was perceived to be composed 

of several dimensions, thus the data collection device contained five 

questions related to risk. The dimensions measured included: financial 

risk, measured by ascertaining the total cost of the purchase and the 

cost of the item being purchased; the product risk, measured by asking 

about the complexity of the product and the homogeneity of the product 
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offerings; and the risk of making a supplier selection measured by 

asking about the homogeneity of the supplier offerings. 

The determination of which of these five risk variables 

contributed to the intergroup differences in the mean profiles of the 

compensatory and noncompensatory information-processing strategies was 

accomplished via stepwise discriminant analysis. The results of this 

analysis are presented in Table 6. 

Product homogeneity and supplier homogeneity were the two 

variables included in the discriminant function. The beta weights 

associated with the derived discriminant function, .652 for supplier 

homogeneity and .576 for product homogeneity, suggest that supplier 

homogeneity was the risk variable with the greatest discriminatory 

power. 

The second stage of the analysis was a one-tailed t-test of 

these two risk variables to test the hypothesis that the mean levels 

of risk for the compensatory and noncompensatory information-processing 

strategies were equal. The results of the t-tests are presented in 

Table 7. In both cases the null hypothesis can be rejected at the 

.05 level. Therefore, the alternative hypothesis is accepted. The 

mean level of risk for the compensatory Information-processing strategy 

is higher than the mean level of risk for the noncompensatory. 

Support by two of the five risk variables, product and supplier 

homogeneity, is encouraging because it could be expected on a priori 

basis than an organizational buyer would have to consider both the 



TABLE 6 

DISCRIMINANT FUNCTION - RISK NODE 

Standardized Discriminant Function Coefficients 

Supplier Homogeneity .652 

Product Homogeneity .576 

Chi-Square DF Significance 

4.65 2 .098 n.s. 

Cases Cprrectly Classified =56.3 percent n.s. 



TABLE 7 

RISK NODE - t-TEST 

Comparison of Means: Independent t-test on Supplier Homogeneity 

Groups Mean t-value^ 

Compensatory 
Strategies .49 -1.82* 
(n=73) 

Noncompensatory 
Strategies .81 
(n=62) 

Comparison of Means: Independent t-test on Product Homogeneity 

Groups Mean t-value^ 

Compensatory 
Strategies .59 -1.71* 
(n=73) 

Noncompensatory 
Strategies .90 
(n=62) 

Spooled variance estimate one-tailed probability 

*significant at .05 level 
t 
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supplier and the product when making supplier selections. Although 

significant results of the one-tailed t-tests are impressive, the 

results must be analyzed to guard against presenting an over-optimistic 

interpretation of the finding. The discimlnant functions level of 

significance was at the .098 level and was only able to correctly 

classify 56.3% of the cases. This suggests that the variability of 

the organizational buyers' responses to the risk-related questions was 

such that these variables do not provide sufficient among-group 

variation to provide for a discriminant function which can correctly 

classify the compensatory and noncompensatory information-processing 

strategies at better than the chance level. 

An analysis of the correlation matrix of the risk related 

variables, Table 8, indicates that there is significant correlation 

between the risk-related variables. The one exception is product 

homogeneity and product complexity. Product and supplier homogeneity 

are positively correlated. The inability of the derived discriminant 

function to correctly classify at better than the change level may be 

the result of the significant correlation of the risk-related variables. 

The results also suggest that risk may not have been measured in a 

fashion which was sensitive enough to maximally separate the 

compensatory and noncompensatory processing strategies based on the 

ratio of among-group variation to within-group variation. 



97 

TABLE 8 

CORRELATION MATRIX - RISK VARIABLES 

TOOL IDOL PCOMPLX PHOMO SHOMO 

TDOL 1.00 

IDOL .4870 1.00 
( .001)  

PCOMPLX .2472 .1854 1.00 
( .002)  ( .016)  

PHOMO -.1885 -.179.8 -.1203 1 .00 
(.014) (.018) (.082) 

SHOMO -.1430 -.1560 -.1397 -.3248 1.00 
(.049) (.035) (.053) (.001) 

( ) = level of significance 

TDOL = Total Dollar Cost 
IDOL = Item Cost 
PCOMPLX = Product Complexity 
PHOMO = Product Homogeneity 
SHOMO = Supplier Homogeneity 
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Familiarity Nodes 

The information processing model has two familiarity nodes, one 

for the compensatory models and one for the noncompensatory models. 

The same familiarity variables were utilized to test these nodes of 

model. Six variables which were thought to measure different aspects 

of familiarity were included in the questionnaire. Product experience 

and frequency of purchase of the product were used to measure product 

related familiarity. Supplier familiarity and consideration of new 

suppliers were used to measure supplier-related familiarity. 

Routineness of the purchase and possession of a set of defined 

attributes were used to measure the familiarity of the task. 
i 

The following null hypothesis was tested to substantiate the 

information processing model's familiarity node. 

H3: The mean level of familiarity is equal for the 

(a) weighted and unweighted compensatory models. 

(b) disjunctive and conjunctive models. 

The testing of the compensatory section of the model will be presented 

first. 

Compensatory Model's Familiarity Node 

The discriminant analysis performed on the six familiarity 

variables is reported in Table 9. The derived discriminant function 

included two of the six familiarity variables, supplier familiarity, 

and the frequency of purchasing the product. The beta weights of these 



TABLE 9 

DISCRIMINANT FUNCTION - FAMILIARITY NODE 
COMPENSATORY STRATEGIES 

Standardized Discriminant Function Coefficients 

Supplier Familiarity 1.103 

Frequency of Purchase -.727 

t 

Chi-Square DF Significance 

5.33 2 .069 n.s. 

Cases Correctly Classified = 64.38 percent* 

•Significant at .05 level 
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two variables are 1.103 for supplier familiarity and -.728 for frequency 

of purchasing the product. This suggests that supplier familiarity 

contributed most of the discriminatory power in accounting for the 

intergroup differences in the mean profiles of the weighted and 

unweighted compensatory information-processing strategies. 

In the second stage of the analysis of the familiarity node of 

the compensatory models, supplier familiarity, and frequency of 

purchasing the product were utilized in the one-tailed t-test to check 

the model's assumption that the weighted compensatory model is utilized 

under conditions of higher familiarity than the unweighted strategy. 

The results of these t-tests are reported in Table 10. 

Supplier familiarity was significant at the .039 level in the 

one-tailed t-test with 71 degrees of freedom, thus allowing a rejection 

of the null hypothesis. The alternative hypothesis of a higher level 

of strategy is therefore accepted. 

Noncompensatory Model's Familiarity Node 

The discriminant analysis performed on the six familiarity 

variables is reported in Table 11. There were four of the six 

familiarity variables included in the discriminant function: frequency 

of purchasing the product, routineness of the purchase, consideration 

of new suppliers, and possession of a set of defined supplier 

attributes. The beta weights of these variables in the discriminant 

function indicate that the frequency of purchasing the product was the 

familiarity variable which contributed most of the discriminatory 
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TABLE 10 

FAMILIARITY NODE - COMPENSATORY STRATEGIES 
t-TEST 

Comparison of Means: Independent t-test on Supplier Familiarity 

Groups Mean t-value^ 

Weighted 
Compensatory .32 1.78* 
(n=41) 

Unwei ghted 
Compensatory .84 
(n=32) 

Comparison of Means: Independent t-test on Frequency of Purchase 

Groups Mean t-value^ 

Wei ghted 
Compensatory .02 -.05 n.s. 
(n=41) 

Unweighted 
Compensatory .02 
(n=32) 

Spooled variance estimate one-tailed probability 

•significant at .05 level 



TABLE 11 

DISCRIMINANT FUNCTION - FAMILIARITY NODE 
NONCOMPENSATORY STRATEGIES 

Standardized Discriminant Function Coefficients 

Routineness of the Purchase .917 

New Suppliers Considered -.645 

Frequency of Purchase -1.022 

Defi ned Attri butes .348 

Chi-Square DF Significance 

9.31 4 .054* 

Cases Correctly Classified = 74.29 percent* 

*significant at .05 level 
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power in accounting for the intergroup difference between the disjunctive 

and conjunctive information processing models. 

Table 12 presents the results of the one-tailed t-tests 

performed on the four familiarity variables included in the derived 

discriminant function. The results show that frequency of purchase was 

significant at the .05 level. The t-statistic calculated was 2.16 

with 33 degrees of freedom which is significant at the .019 level. 

This allows the rejection of the null hypothesis of equal means and 

acceptance of the laternative hypothesis: the disjunctive information 

processing strategy isutilized in conditions of higher familiarity when 

compared with the conjunctive information-processing strategy. 

Caution must also be used when interpreting the findings 

associated with the familiarity nodes of the model. When comparing 

the weighted and unweighted compensatory models, supplier familiarity 

was the familiarity variable identified as the significant discriminat

ing variable. In the case of the comparison of the noncompensatory 

conjunctive and disjunctive strategies, frequency of purchasing the 

product is the familiarity variable found to significantly discriminate 

the evaluation functions. 

Analysis of the correlation matrix, Table 13, indicates that 

there is significant correlation between all of the familiarity 

variables except frequency of purchase and possession of a set of 

defined attributes. The discriminant function associated with the 

comparison of the compensatory processing strategies contained both 
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TABLE 12 

FAMILIARITY NODE - NONCOMPENSATORY STRATEGIES 
t-TEST 

Comparison of Means: Independent t-test on Frequency of Purchase 

Groups Mean t-value^ 

Conjunctive 
Strategy .38 2.16* 
(n=12) 

Disjunctive 
Strategy -.73 
(n=22) 

Comparison of Means: Independent t-test on Routineness of Purchase 

Groups Mean t-value^ 

Conjunctive 
Strategy .16 .30 n.s. 
(n=13) 

Disjunctive 
Strategy .32 
(n=22) 

Spooled variance estimate one-tailed probability 

^significant at .05 level 
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TABLE 13 

CORRELATION MATRIX - FAMILIARITY VARIABLES 

PRODEXP RTINEB NUSUP FREQPUR STAM DEFATT 

PRODEXP 1.0 

RTINEB .4876 1.0 
( .001) 

NUSUP .3796 .4567 1.0 
( .001) ( .001) 

FREQPUR .4230 .5328 .2352 1.0 
(.001) (.001) (.003) 

SFAM .4293 
( .001)  

.4478 
( .001)  

.4498 
( .001)  

.4087 
( .001)  

1 . 0  

DEFATT .2533 .2185 .2646 .0886 .3111 1.0 
(.002) (.005) (.001) (.153) (.001) 

( ) = level of significance 

PRODEXP = Product Experience 
RTINEB = Routineness of Purchase 
NUSUP = Consideration of New Suppliers 
FREQPUR = Frequency of Purchase 
SFAM - Supplier Familiarity 
DEFATT = Defined Set of Supplier Attributes 
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supplier familiarity and frequency of purchasing the product. This 

discriminant function was significant at the .069 level and was able 

to correctly classify 64.38% of the cases. This is better than the 

chance level and meets the requirement suggested by Hair, et al. (1979) 

that classification accuracy should exceed the chance level by at least 

25%. The significance level of the discriminant function, .069, does 

not, however, meet the generally accepted .05 level of significance 

and thus contributes to the complexity of interpreting the results of 

this section of the model. 

The findings at the familiarity node of the model, which 

compares the use of the conjunctive and disjunctive evaluation functions, 

are very encouraging. The discriminant function is significant at the 

,05 level and correctly classifies 74.29% of the cases. The one-tailed 

t-test on the familiarity variable with the largest beta weight, 

frequency of purchasing the needed input, was significant at the .019 

level. The fact that only one of the familiarity variables proved to 

be significant in the one-tailed t-tests is a finding which might be 

expected. The four familiarity variables included in the discriminant 

function—routineness of the purchase, consideration of new suppliers, 

frequency of purchase and possession of a defined set of attributes-

did not all contribute equally to the discriminant function. The beta 

weights of these familiarity variables are indicative of the relative 

explanatory power of these variables in the discriminant function. 

Frequency of purchasing the required input was the familiarity variable 
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which proved to be significant in the one-tailed t-tests. The fact 

that the remaining variables were not significant in the t-tests may 

be partically explained by the significant correlation which exists 

between the measures of familiarity which were taken. The correlation 

between frequency of purchase of the input and the other familiarity 

related variables in this discriminant function is positive and 

significant in all but one case. 

The positive correlation between supplier familiarity and 

frequency of purchase does complicate the analysis of the two 

familiarity nodes of the model. Both of these variables are included 

in the discriminant function derived at the compensatory models 

familiarity node. Supplier familiarity, however, is not included in 

the discriminant function derived for the noncompensatory familiarity 

nodal section of the model. This may be indicative of the purchasing 

agent's concern in making the supplier selection. Buyers on the other 

hand, are concerned with the suppliers and on the other are more 

concerned with the product which is being purchased. 

Information Load Nodes 

The information load nodes of the Information processing model 

were investigated by testing the following null hypothesis. 

H^: The mean level of information load is equal for the 

(a) disjunctive and lexicographic models, 

(b) conjunctive and lexicographic models. 
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In the study information load was measured by ten variables. They 

include six objective measures of the purchasing agent's task: the 

number of buys being worked on, the number of array-and-review buys 

of the total number of buys, the size of the evoked set, the size of 

the awareness set, the number of attributes used to select the evoked 

set, and the number of days the purchasing agent has to make the final 

purchase choice. Also included were four subjective measures of the 

task: the amount of information needed to make the choice of the 

evoked set, the number of attributes included in the selection process, 

the number of suppliers who could supply the product, and the workload 

faced by the purchasing agent when selecting the evoked set. 

These ten information load variables were utilized in the 

testing of the two information load nodes of the information processing 

model. This was accomplished by testing the hypothesized relationship 

between the disjunctive and lexicographic strategies and the conjunc

tive and lexicographic strategies. The presentation of the findings 

of the information load node will be accomplished by first presenting 

the findings of the analysis of disjunctive and lexicographic models 

and then the conjunctive and lexicographic models. 

Disjunctive and Lexicographic Models 

The results of the discriminant analysis performed on the 

disjunctive and lexicographic information processing strategies is 

presented in Table 14. Five of the information load variables were 



TABLE 14 

DISCRIMINANT FUNCTION - INFORMATION LOAD NODE 
DISJUNCTIVE VS. LEXICOGRAPHIC STRATEGIES 

Standardized Discriminant Function Coefficients 

Number of Buys -1.255 

Array-and-Review Buys 1.587 

Amount of Information Sought -.677 

Number of Attributes Used -.503 

Workload 0.593 

Chi-Square DF Significance 

8.58 5 .128 n.s. 

Cases Correctly Classified = 65.13 percent* 

•significant at .05 level 
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included in the derived discriminant function: the number of array-and-

review buying tasks being performed, the total number of buys, the 

perceived amount of information needed to make the selection of the 

evoked set, the perceived workload, and the perceived number of 

attributes needed to make the selection of the evoked set. 

Table 15 presents the results of the one-tailed t-test performed 

on these variables. The results of the t-test does not allow the 

rejection of the null hypothesis. The hypothesized claim of the 

information-processing model that the disjunctive model is utilized 

under conditions of higher information load than the lexicographic 

model is therefore not substantiated. 

Conjunctive and Lexicographic Models 

Table 16 presents the results of the discriminant analysis 

performed on the conjunctive and lexicographic models. The derived 

discriminant function contained three of the ten information load 

variables: perceived number of suppliers capable of supplying the 

product, the number of buys engaged in, and the number of attributes 

used to select the evoked set. The beta weights of these information 

load variables indicates that the perceived number of suppliers who can 

supply the product is the information load variable which contributed 

most of the discriminatory power in accounting for the intergroup 

differences between the conjunctive and lexicographic information 

processing models. 
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TABLE 15 

INFORMATION LOAD NODE - DISJUNCTIVE VS. LEXICOGRAPHIC STRATEGIES 
t-TEST 

Comparison of Means: Independent t-test on Array-and-Review Buys 

, 1 Groups Means t-value 

Lexicographic 
Strategy 18.33 -.61 n.s, 
(n=27) 

Disjunctive 
Strategy 24.22 
(n=22) 

^separate variance estimate one-tailed probability 



TABLE 16 

DISCRIMINANT FUNCTION - INFORMATION LOAD NODE 
CONJUNCTIVE VS. LEXICOGRAPHIC STRATEGIES 

Standardized Discriminant Function Coefficients 

Number of Buys .472 

Number of Attributes .383 

Number of Suppliers .914 

Chi-Square DF Significance 

8.57 3 .036* 

Cases Correctly Classified = 72.50 percent* 

•significant at .05 level 
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The one-tailed t-test performed on the information load 

variables included in the discriminant functions, presented in Table 17, 

indicate that the information load variable measuring the perceived 

number of suppliers capable of supplying the needed product is 

significant at the .05 level. The statistic calculated was 2.45 with 

38 degrees of freedom and a level of significance of .01. The rejection 

of the null hypothesis allows the confirmation of this section of the 

information processing model. The lexicographic information processing 

model is used under conditions of higher information load than the 

conjunctive information processing model. 

In this case the derived discriminant function was able to 

correctly classify 72.5% of the cases but again only one of the 

variables included in the discriminant function proved to be significant 

in the one-tailed t-test. An analysis of the correlation matrix for 

the information load variables, Table 18, shows that there is no 

correlation between the two objective measures of information load 

included in the discriminant function and the subjective measure of 

information load found to be significant. This suggests that the 

individual organizational buyer's perception of the buying conditions 

is a better discriminator of the amount of information required in the 

selection process than are the objective measures of the number of buys 

engaged in or the number of attributes used in the selection process. 
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TABLE 17 

INFORMATION LOAD NODE - CONJUNCTIVE VS. LEXICOGRAPHIC STRATEGIES 
t-TEST 

Comparison of Means: Independent t-test on Number of Suppliers 

Groups Means t-value^ 

Lexicographic 
Strategy .78 2.45* 
(n=27) 

Conjunctive 
Strategy -.31 
(n-13) 

Comparison of Means: Independent t-test on Number of Buys 

Groups Means t-value^ 

Lexicographic 
Strategy 27.29 .85 n.s. 
(n=27) 

Conjunctive 
Strategy 19.84 
(n=13) 

spooled variance estimate one-tailed probability 

•significant at .05 level 
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NBUYS ARBUY NEVOK NAWARE NATT DAYS NUMSUP WKLOAO INFO NUMATT 
NBUYS 1 .0  

ARBUY 

NEVOK 

NAWARE 

NATT 

DAYS 

NUMSUP -.0534 -.0605 .1817 .2475 -.0032 -.1415 1.0 
(.251) £.243) t.017) C.C02) (.462) (.051) 

WKLCAD .07B4 .0504 -.0507 -.C927 -.0480 .0551 -.0437 1.0 
(.308) 

INFO -.0012 -.0267 .0301 -.0045 .0355 -.1320 .1691 -.2173 
(.025) (.006) 

NUMATT -.0423 -.0342 .1233 .IS62 .1391 .1537 .1490 .0884 10̂ 3 1.0 
(.042) (.154) (.015) 

(  )  »  l eve l  o f  s ign i f i cance  

.9763 1.0 
(.001) 

.0310 .0044 1.0 
(.361) (.480) 

.0540 .0266 .1447 1.0 
(.267) (.380) ( ,047) 

.0001 .0205 .0283 .0604 1.0 
(.499) (.37!) ( .370). (.243) 

.0543 .0379 .0245 • CO 17 .1067 1.0 
(.266) (.331) ( .339) (.492) (.;o9) 

-.0534 -.0605 .1817 .2475 -.0032 . 1415 
(.251) (.243) ( .017) (.002) (.462) ( .051) 

.07B4 .0504 _ .0507 -.C927 -.0480 .C55I 
(.183) (.149) ( .242) (.143) (.250) ( .227) 

-.0012 -.0267 .0301 -.0045 .0355 . 1320 
(.495) (.379) ( .364) (.479) (.341) ( .C64) 

-.0423 -.0342 .1233 . 1962 .1391 .1537 
(.313) (.347) ( .077) (.011) (.054) ( .038) 

TABLE 18 

CORRELATION MATRIX - INFORMATION LOAD VARIABLES 

NBUYS = Number of buys ARBUY= Array-and-Review Buys 
NEVOK = Number in Evoked Set NAWARE= Number in Awareness Set 
NATT = Number of Attributes DAYS= Days to Decision 
NUMSUP= Number of Suppliers WKLOAD= Workload 
INFO = Informational Requirements NUMATT= Number of Attributes 
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Summary of Results 

The results concerning the testing of the hypotheses can be 
f 

summarized as follows: 

1) The utilization of information-processing strategies 

was significantly related to the buying task which the 

organizational buyer faced. 

2) There is a significant difference in the level of risk 

associated with the use of the compensatory and 

noncompensatory information-processing strategies. 

The compensatory information-processing strategies 

are used in conditions of lower supplier and product 

homogeneity than the noncompensatory information-

processing strategies. 

3) There is a significant difference in the level of 

familiarity associated with the use of the weighted and 

unweighted compensatory information-processing strategies. 

The weighted compensatory model is utilized in conditions 

of higher supplier familiarity than the unweighted 

compensatory model. 

4) There is a significant difference in the level of 

familiarity associated with the use of the disjunctive 

and conjunctive information-processing models. The 

disjunctive model is utilized in conditions of higher 

familiarity with the product than the conjunctive model. 

% 
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5) There is no significant differents in the level of 

information load associated with the use of the disjunctive 

and lexicographic information-processing models. 

6) There is a significant difference in the level of 

information load associated with the use of the 

conjunctive and lexicographic information-processing 

models. The lexicographic model is utilized when 

there is a large number of suppliers to consider. 

7) Model correctly classified 36 numbers of the 135 

individual cases J 

Whe intent of a model aggregate analysis of organizational 
buying behavior not a prediction of individual cases. 
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CHAPTER V 

DISCUSSION OF FINDINGS AND IMPLICATIONS 
FOR FURTHER RESEARCH 

This study has shown that the organizational buyer will utilize 

a broad range of information-processing strategies in the selection of 

an evoked set of qualified suppliers. Analysis of the data indicates 

that the buying task is related to the choice of an information-

processing strategy. The Chi-square analysis used to show this 

relationship does not allow further interpretation of it. However, 

this finding does support the hypothesized use of evaluation functions 

under varying degrees of familiarity and informational requirements 

which are associated with the buying tasks. 

The data also support the contention that the organizational 

buyer will utilize any of the information-processing strategies in the 

selection of an evoked set of suppliers. Although the buying task was 

found to significantly influence the use of the information processing 

strategies, the study shows that all of the strategies were reported 

as being used for. each of the buying tasks. This is consistent with the 

excepted individual differences of the decision-making styles of 

organizational buyers. In addition to the individual differences which 

would influence the use of the evaluation functions, there is a plethora 

of other external and internal factors which can influence the decision 

process. In spite of the lack of control over this plethora of 

variables, the significant finding is very encouraging. 
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In addition to finding that the buying task influences the 

choice of an information-processing strategy, the data support the 

model of information processing presented. The model addressed the 

impact that risk, familiarity, and information load had on the use of 

the evaluation functions. The significant results of the t-tests at 

four of the five nodes of the model provide the support for the 

multifactor interactive model. 

The risk node of the model was supported by two of the five risk 

variables included in the study: product homogeneity and supplier 

homogeneity. The significant difference in the levels of risk 

associated with the use of the compensatory and noncompensatory informa-

tion-processing strategies indicates that compensatory models were used 

in conditions of lower supplier and product homogeneity than the 

noncompensatory models. It would be expected on an a priori basis 

than an organizational buyer would have to consider both the product 

and the supplier when making supplier selections. 

It is interesting to note at this point that the two risk 

variables found to significantly differentiate between the use of the 

compensatory and noncompensatory information-processing strategies are 

subjective measurements of risk. This is consistent with the results 

of the familiarity and information load nodes of the model. All of 

the variables identified as significant in the one-tailed t-tests are 

subjective measures of risk, familiarity, and information load. The 

fact that none of the objective measures of these variables contributed 

to the significant results suggests that it is the buyer's perception 
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of the buying task which dictates the use of the information-processing 

strategies. 

At the familiarity nodes of the model, the subjective measures 

of familiarity which support the model are supplier familiarity and 

frequency of product purchase. Supplier familiarity was found to be 

significantly different between the weighted and unweighted compensatory 

strategies. The weighted compensatory strategy was used in conditions 

of higher supplier familiarity than the unweighted strategy. The 

higher familiarity found in the use of the weighted compensatory 

strategy is a necessary condition for the use of this model. The set 

of attributes must be known as the buyer is assigning differential 

weights to the attributes in the cross-attribute comparisons. This is 

a finding which is consistent with the findings of other researchers 

reported in Chapter II. 

The significant difference in the level of familiarity found in 

the use of the conjunctive and disjunctive information processing 

strategies is associated with the frequency of product purchase. The 

disjunctive strategy ebing used in conditions of higher product 

familiarity than the conjunctive strategy. This finding is, however, 

complicated by the interactive influence of information load. This 

section of the information-processing model tested the familiarity 

levels between the disjunctive and conjunctive strategies as they were 

unique to the familiarity node. The failure to reject the information 

load section associated with the use of the disjunctive and 
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lexicographic strategies complicates the interactive aspect suggested 

in the model, however. 

The fact that a supplier-related variable and a product-related 

variable are associated with the significant findings at the fimiliarity 

nodes is interesting. It appears that the concern of the buyers is 

related to the risk of supplier selection. Under conditions of higher 

risk associated with the use of the compensatory strategies, buyers 

seem to be more concerned with supplier-related factors. When using 

the noncompensatory strategies, the emphasis appears to shift to product-

related factors. This finding reinforces the findings at the risk node, 

where both product and supplier homogeneity were found to impact the 

use of the compensatory and noncompensatory strategies. 

The final nodal section of the information-processing model 

which was supported is the comparison of the conjunctive and 

lexicographic strategies. At this node, information load was the 

factor of interest. The lexicographic strategy was found to be used 

when there was a higher perceived number of suppliers capable of 

supplying the needed product. This is consistent with the hypothesized 

use of these strategies when considering the interacting impact of 

familiarity and information load. The lexicographic strategy does not 

require information-processing on all relevant attributes; choice is 

based on the most important attribute. The conjunctive strategy, 

however, requires alternatives to meet minimum performance standards 

on all relevant attributes. This demands a higher level of cognitive 
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activity which buyers may want to avoid because of the high information 

load. 

These combined findings provide support for the information-

processing model and the theoretical position espoused in Chapter II. 

The lack of empirical support for the fifth node of the information 

processing model, testing the information load differences between the 

lexicographic and disjunctive strategies, suggests further investigation 

is necessary. However, having only one of five of the model's nodes 

unsupported is seen as a finding which supports the theoretical 

position taken relative to the use of information-processing strategies 

by organizational buyers in the selection of an evoked set of qualified 

suppliers. 

Considerations in Interpreting Significant Results 

The strength of the relationship between the use of information-

processing strategies by organizational buyers in the selection of an 

evoked set of qualified suppliers is impressive when one considers the 

substantial source of error inherent in the methodology used. First, 

the structured protocols used to identify the buying tasks and informa

tion processing strategies are relatively crude techniques to ascertain 

the internal mental processes of organizational buyers. As stated in 

Chapter III, the structured protocol technique is recognized to be a 

retrospective technique and as such is subject to response error. 

The issue of determining the internal representation of data 

used by organizational buyers is a question of the availability of a 
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device which can uniquely determine the internal representation of 

cognitive activities. Anderson sheds some light on this issue by 

stating: 

Ignoring for the time being the possibility of psychological 
data, our data base consists of recording the stimuli humans 
encounter and the responses they emit. Nothing, not even 
introspective evidence, escapes this characterization. Thus, 
basically we have the behaviorist's black box into which go 
inputs and out of which come outputs. The goal is to induce 
the internal structure of that black box. We may not be 
behaviorists, but we can neither deny that we work with a 
behavioral data base nor deny that our cognitive theory must 
account for that data base. The difficulty with this data 
base is that it does not allow us to directly observe the 
mental objects and processes. We must infer their existence 
and their properties indirectly from behavior, which makes 
this induction problem a difficult one. (Anderson 1976, p. 5) 

The inability to uniquely identify the internal workings of the mind is 

a methodological problem which researchers must contend with for the 

present. The structured protocol method does, however, provide a 

method of investigating the use of information-processing strategies 

in the uncontrolled environment of the field study. 

In addition to the methodological issues involved in the use of 

structured protocols, the measurement of the independent variables of 

risk, familiarity, and information load provide an additional source 

of potential error. This potential error exists because one cannot 

control environmental conditions which surround decision-making process. 

There is also the problem of the variability of the individual 

organizational buyers included in the study to process information due 

to the cognitive style of the individual. 
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This study addressed the impact of the environmental conditions 

of the supplier selection process but did not deal with the differences 

which exist between individuals and their ability to process information 

from the environment. The lack of control for these individual 

differences which exist in the processing of information increased the 

amount of error encountered when testing the relationships of interest, 

and contributed to the variability of responses of the organizational 

buyers. This biased the results toward insignificance. 

The independent variables also present another potential source 

of error in this study. The set of variables utilized to measure the 

level of risk, familiarity, and information may not have included 

dimensions of these independent variables which accurately represent 

the concepts. An attempt was made to include several measurements of 

risk, familiarity, and information load developed from a review of 

relevant literature and deductive reasoning. This produced favorable 

rindings at the risk node when both supplier and product-related risk 

were identified as contributing to the utilization of compensatory 

versus noncompensatory information-processing strategies. However, not 

all of the dimensions of risk, familiarity, and information load 

included in the study were useful in gaining an understanding of the 

buyer's use of information-processing strategies. At each node of the 

information-processing model, with the exception of the risk node, 

were both variables in the discriminant function proved to be 

significant in the one-tailed t-test. The inability of all of the 

risk, familiarity, and information load variables included in the 
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study to aid in an understanding of the use of evaluation functions 

was expected, in part, given the uncontrolled nature of the field study. 

There is, however, the possibility that accurate measurements of 

risk, familiarity, and information load were not included in the set of 

measurements taken. Continued research into the process of organiza

tional buyer's utilization of information-processing strategies may shed 

light on the dimensionality of these independent variables. Until that 

time the significant results of this study indicate that organizational 

buyers are influenced by the limited dimensions of risk, familiarity, 

and information load included in the study. 

The final consideration which must be taken is the ability of 

the findings of this study to be generalized to the population of 

organizational buyers. The non-probability sample which was taken, 

although representing 78 different organizations and 135 organizational 

buyers, does not allow the findings of the study to be generalized to 

the total population of organizational buyers. 

In general, this study has shown that the situation in which 

suppliers are selected impacts the use of an information-processing 

strategy. The findings are consistent with the research and hypoth

esizing associated with the use of information-processing strategies 

by consumers. This study also indicates that there is a two-stage 

decision making process for the organizational buyer. In the first 

stage, suppliers are selected for inclusion in an evoked set of 

qualified suppliers. This was the decision-making area of interest in 

this study. The study also suggests that the buying tasks described 
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by Robinson and Farris (1967) may be only a starting point for 

understanding the buying which organizational buyers are engaged in. 

If risk is included in defining the buying tasks, further research 

may lead to an updated buying task classification system. 

Managerial Implications 

The findings of this study suggest that organizational buyers 

are influenced by the situational component, buying task, in the use of 

information-processing strategies when selecting an evoked set of 

qualified suppliers. There is also the finding that each of the 

information-processing strategies was used in all of the buying tasks. 

This suggests that purchasing agents are utilizing a nonstandardized 

approach in the selection of suppliers. 

There exists the possibility that this nonstandard approach to 

the selection of suppliers results- in suboptimal choices, at worst, and 

difficulty in justifying the suppliers selected for a purchasing audit, 

at best. These potential problems are somewhat difficult to address, 

however, because the selection of an evoked set of suppliers is a 

decision-process which precedes the final purchase decision. If 

purchasing management is only reviewing the final purchase choice, the 

selection process leading to an evoked set of suppliers by the organi

zation buyer may not be seen as a means of improving the effectiveness 

and efficiency of the purchasing department. If purchase-decisions 

can be justified as efficient because of the lowest cost bid from the 

evoked set, management may have little interest in evoked set selection. 
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Yet suboptimal evoked set selection may lead to inefficiencies which 

management is unaware of. Errors of exclusion or errors of inclusion 

may lead to suboptimal evoked set composition. 

Standardization of the selection process may be a means of 

improving the performance of the purchasing department. Standardized 

work sheets can be developed which are suitable for different buying 

situations and utilized to not only select the evoked set of suppliers, 

but also serve as worksheets which can be utilized in the final selec

tion process. This documentation can be utilized by purchasing 

management to organize the purchasing effort and control the buyers 

in their department. This can also provide the documentation which is 

necessary when internal or independent auditors examine the department. 

There is, of course, the need to cost out the implementation of such 

a proposal to determine if the benefits of a standardized selection 

effort outweigh the cost of using the system. 

The findings of this study have managerial implications for the 

industrial seller as well as the buyer. The industrial seller must 

recognize that awareness of his company and product are a necessary 

but not a sufficient condition for being included in the final purchase 

decision. The seller must first be included in the evoked set of 

qualified suppliers selected by the organizational buyer. If the 

supplier is not included in the evoked set of suppliers, then the 

probability of making a sale is zero. The industrial seller should 

strive to increase the probability of being included in the evoked set 
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of qualified suppliers as a means of increasing the probability of 

making a sale. 

A starting point in this effort should be in the sales training 

program. Education of the sales force should include the introduction 

of the awareness set concepts and the decision-making/information-

processing strategies which buyers use to evaluate suppliers and 

products. Selling is not a simulus-response activity. Dealing with 

the cognitive activity of buyers is a first step in increasing the 

probability of making a sale. 

Direction for Future Research 

Additional research could be directed toward the specific 

hypotheses tested in this research. First one could examine the 

relationship between the use of information-processing strategies and 

buying tasks for other groups of organization buyers. In replicating 

the results of this research in other buying organizations, some of 

the methodological short-comings of this research could be corrected. 

Controls could be implemented to assure an equal number of observations 

of new task, modified rebuy and straight rebuy buying situations, as 

well as using a probability sample. Additionally, measurements could 

be taken on the individual differences between the individuals who 

are respondents. 

The study should also be expanded to investigate the relation

ship which exists between the use of information-processing strategies 

in the selection of an evoked set of suppliers and the final purchase 
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selection process. The organizational purchasing process provides a 

unique opportunity for research into the purchasing process because when 

using an array-and-review purchasing strategy the selection of an evoked 

set and the final purchase decision are distinct stages in the decision 

process. Determination of the information-processing strategies 

utilized at each of these sequential stages and the relationship that 

may exist between the strategy utilized in the distinct stages of the 

decision-making process may provide a means for better prediction of 

the final choice. 

A better understanding of the decision-making process of 

organizational buying may also provide consumer researchers a framework 

for developing better accuracy for forecasting consumer choice. 

Recognition of the sequential information-processing strategies used 

in the selection of an evoked set and then in the final purchase 

decision may improve the accuracy of predicting consumer choice. 
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QUESTIONNAIRE 

13.1 

1. How many buys, purchase orders, are you working on at the present 
time where you have the potential suppliers identified but have not 
made the final purchase decision? 

2. Are any of these pending purchases, purchases for which there is 
only one supplier being considered? Yes No How many? 

3. Now I would like to look at one of the buys for which you are 
considering more than one supplier. Select one of the purchase 
orders you have in your pending file. What is being purchased? 
How could this be classified by cost accounting? 

4. How many vendors are you considering? 
Is this the minimum required by company policy? Yes No 
What is company policy? 

5. Are the suppliers manufacturers of wholesalers? 

6. Are there other suppliers you know of who are suppliers of this 
product? Yes No How many others can you identify? 

7. Did any other organization members suggest potential suppliers for 
this purchase? Yes No Who made the suggestion? 

8. Is this product a product which you have purchased before? 
Yes No 

9. Do you consider this purchase to be routine? Yes No 

10. Are any of the suppliers you are considering for this purchase 
suppliers you have not dealt with before? Yes No 

11. I am interested in how the suppliers for this purchase were selected. 
(Probe) How did you select the set of suppliers for this purchase? 
(Attributes. Use of Attributes) 

12. Did you interact with any representative of the suppliers before 
developing the set which you are considering for this purchase? 
Yes No 
Which suppliers? 
How did you interact? 
If no, source of supplier information. 
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13. Is there any time constraint in making the final purchase decision? 
Yes No 
What is the time constraint? 

14. What is the expected total cost of this purchase? 

Expected cost per item? 

I only have a few more questions remaining but before we get to 
them I have a set of structured questions for you. There are no 
correct or proper responses to these questions, just indicate the 
best answer as it applies to the purchase we have been discussing. 

15. How that you have a set of qualified suppliers, how will the final 
purchase decision be made? 

16. Are you assigned to purchase certain types of goods and services? 
Yes No 
What is your assigned area? 

17. How long have you worked as a buyer for this company? 
Did you have purchasing experience prior to your current position? 
Yes No How long? 

18. Are you a member of the Purchasing Management Association? 
Yes No 
Have you taken advantage of any of the professional courses 
offered by PMA? Yes No 
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Circle the letter (A,B,C) for the statement which best describes the 
purchase we have been discussing. 

A requirement that I have not dealt with before. Little or no 
relevant past buying experience to draw upon. A great deal of 

A information was needed. Sought alternative ways of solving the 
problem and evaluated suppliers I have not dealt with before. 
This type of buying task occurs infrequently. 

A continuing or recurring requirement* handled on a routine basis. 
Only considered the same solutions that I considered the last time 

B the requirement arose. Formally or informally a 11st of acceptable 
suppliers exists and no supplier not on the list was considered. 
Alternative suppliers were known and unchanged. 

Serious consideration was given to new alternative supplier 
offerings. The requirement is continuing or recurring but some 

C additional information was needed before the decision on which of 
the suppliers would be further evaluated. Additional effort made 
this a nonroutine purchase. 

The following questions require you to check the appropriate level of 
agreement with the statements. 

My experience in buying this kind of product is limited. 
strongly aggre agree neither agree disagree strongly 

nor disagree disagree 

This purchase required me to seek more information than usual in order 
to select suppliers with a reasonable degree of confidence. 

strongly agree agree neither agree disagree strongly 
nor disagree disagree 

This purchase was not a routine purchase. 
strongly agree agree neither agree disagree strongly 

nor disagree disagree 

New suppliers were seriously considered for this purchase. 
strongly agree agree neither agree disagree strongly 

nor disagree disagree 
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Circle the letter (A»B,C,D,E) for the statement which best describes 
the process you utilized to select suppliers. 

I selected the suppliers after evaluating all of the suppliers 
A attributes which I had to consider and selected the suppliers 

with the best overall ratings, treating all the supplier attributes 
as equally important. 

I selected the suppliers after deciding which one of a number of 
supplier attributes was most important and chose the suppliers which 

B were best on that important attribute. If two or more suppliers 
were about equal on the most important attribute I then looked 
at the next most important attribute. 

I selected the suppliers because other suppliers I identified as 
C potential suppliers of the product had at least one attribute which 

did not meet minimal acceptable standards that I had to set. 

D I selected the suppliers because each of them had a really good 
rating on at least one of the supplier attributes I had to consider. 

I selected the suppliers after evaluating all of the supplier 
attributes I had to consider and chose the suppliers which received 

E the best overall rating, some attributes were more important than 
others and compensated for relatively low ratings on only one 
attri bute. 

The following questions require you to check the appropriate level of 
agreement with the statements. 

The product being purchased is not a frequently purchased item. 
strongly agree agree neither agree disagree strongly 

"nor disagree "disagree 

The product being purchased is technologically complex. 
strongly agree agree neither agree disagree strongly 

nor disagree disagree 

I was not familiar with all of the suppliers that were selected. 
strongly atree agree neither agree disagree strongly 

nor disagree disagree 

The supplier attributes I had to consider were well defined prior to 
the selection process. 

strongly agree agree neither agree disagree strongly 
nor disagree disagree 
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There were a large number of supplier attributes I had to consider in 
selecting the suppliers. 
^strongly agree agree neither agree disagree strongly 

nor disagree disagree 

Suppliers being considered exceeded minimum acceptable standards on all 
attributes I had to consider. 

strongly agree agree neither agree disagree strongly 
nor disagree disagree 

Supplier attributes as He, the products of each are about the same. 
strongly agree agree neither agree disagree strongly 

nor disagree disagree 

I had to make tradeoffs between various attributes to the supplier to 
select the suppliers. 

strongly agree agree neither agree disagree strongly 
nor disagree disagree 

I selected the best possible set of suppliers to evaluate. 
strongly agree agree neither agree disagree strongly 

nor disagree disagree 

There are a large number of suppliers who could supply the product. 
strongly agree areee neither agree disagree strongly 

nor disagree disagree 

After rank ordering important supplier attributes, suppliers were 
selected based on the attribute I considered most important. 

strongly agree agree neither agree disagree strongly 
nor disagree disagree 

Some supplier attributes were more important than others. 
strongly agree agree neither agree disagree strongly 

nor disagree disagree 

A really low rating on any one attribute was compensated for by being 
really good on a different attribute. 

strongly agree agree neither agree disagree strongly 
nor disagree disagree 

My work load at the time I had to select these suppliers was greater 
than my normal workload. 

strongly agree agree neither agree disagree strongly 
nor disagree disagree 

Suppliers were selected because of a very high rating on one attribute 
regardless of other supplier attributes. 

strongly agree agree neither agree disagree strongly 
nor disagree disagree 

Suppliers of the product are close substitutes for one another. 
strongly agree agree neither agree disagree strongly 

nor disagree disagree 
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