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Abstract

The main contribution of this study is the suggested framework for applying inter-organizational theories in value-added-
reseller relationships, and the identification of the underlying factors in VAR relationship management. This framework also
shows the most important factors to be focused on (mutual business needs, trust, open communication and end-customer
satisfaction). Additionally, factors (competence enabling, regular activities between supplier and VARSs) are also added. This
integrated framework with all the important factors provides a holistic view of VAR relationship management. More
specially, this study tries to fill a significant research gap in applying well-established multi-theories to the important factors
of VAR relationship management in a defined context from a dual perspective.

Keywords: value-added-reseller (VAR), relationship management, sales management, business-to-business marketing.

Introduction

Given the continuous growth in business across
different regions and countries, one company with
limited resources cannot manage all of its sales with
its own sales force. The preference in many
countries is for local contacts and local customer
services. On the other hand, it is very expensive and
time consuming for a company to establish a wide-
ranging direct sales force in every market and for
every product. Firms with limited resources, such as
a small sales workforce, limited local knowledge,
and a lack of end-user customer relationships, have
to utilize the value added reseller (VAR) channel in
order to maximize sales volume and profitability.
Even though this involves sharing part of the profits
with sales partners, there are clear advantages to
both parties. Multichannel strategies allow firms to
reach customers in multiple ways, increasing the
firms’ reach. In addition, multi-channels allow
customers to reach businesses by using their
preferred channel (e.g., Internet, sales force, or
value-added-reseller) (Sharma & Mehrotra, 2007).

The distribution channel literature can be divided into
design and management subject areas. Channel
design research (Williamson, 1985) examines the
organization of the distribution channel system and the
rationale for having intermediaries such as VARs,
agents, distributors, and retailers. In contrast, channel
management research (Gaski, 1984; Frazier & Rody,
1991) examines how channel systems can be managed
once they are in place. Most of the researches pertain
to how manufacturers and distributors use their power
base (Gaski, 1984) to influence the achievement of
their business objectives (Frazier & Rody, 1991).

In the academic literature, relationship marketing
has been characterized as a fundamental reshaping
of the marketing field (Webster, 1992). Extensive
researches and studies have been made in this area.
Partner relationship management is a part of
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customer relationship management. There have been
a few partner relationship management (PRM)
studies (Anderson & Narus, 1990; Anderson &
Narus, 1991; Biong et al., 1997). However, among
the existing studies, there is the lacking of an
integrated theoretical applied framework regarding
the important factors in VAR relationship
management, especially from a dual perspective.

This study attempts to contribute to the literature by
developing a multi-theory framework with the
important factors in VAR relationship management.
By building the framework on the basis of well-
received theories and empirical research in related
fields, and by testing the framework and the
propositions, this study hopes to create a better
understanding of the multi-theory framework
developed with important factors in VAR
relationship management. The primary question is
about the important factors in VAR relationship
management. Some useful practical business
implications for the supplier company as well as for
the VARs in the VAR relationship management are
founded by this research.

1. Theoretical background

Channel relationship management literature in both the
academic and managerial fields has noticed a shift
from firms engaging in the more traditional corporate
channel structures governed by the use of power to
those relationships that exist between independent
firms involving the use of contractual and normative
control mechanisms (Nevin, 1995). Further on, Frazier
(1999) points out that a growing body of literature
indicates that many firms have recognized the
inefficiencies of vertical integration and an increasing
number are outsourcing those activities not related to
their core business. Distributors gained power and
influence in the 1980s, as they functioned as the
manufacturer’s sales arm (Hague, 1986), and as
manufacturers increasingly relied on VARSs to transfer
to them their knowledge of customer needs and market
trends. Marketing theory has embraced this trend
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(Dwyer et al., 1987; Webster, 1992). In order to
give a definition for VARs, a necessary step is to
understand what kind of role the VARs play.
There have been different terms to describe the
VAR. The most often used terms are value-added-
reseller, sales partner, external sales channel,
indirect sales channel, sales distributor, sales
agency. The terms reflect the scope in the sales
process. However, value-added-reseller is the
most suitable term to be used in this case.

A value-added-reseller is a company that adds some
feature(s) to an existing product(s), resells it (usually to
end-users) as an integrated product or complete ““turn-
key” solution. This value can come from professional
services such as integrating, customizing, consulting,
training and implementation. The value can also be
added by developing a specific application for the
product design for the customer’s needs which is then
resold as a new package. Anderson and Narus (1986)
defined a VAR as “a firm that resells products and
provides attendant services to other firms for use in
the production of those firms’ goods and/or services.
For the sake of simplicity and consistency, in this
study the supplier company is defined as the
company which produces the core product(s)/
service(s) of a marketplace offering. A VAR here is
defined as a firm who takes the core product(s)/
service(s) from manufacturers, and adds values to it
(them), then offers the completed products/services
enhanced towards end-customers.

VARs need to add values for their suppliers, and
also for their customers. Both manufacturers and
customers expect the VARSs to play a role in helping
them to grow their business (Mudambi & Aggarwal,
2003). The choice to utilize a VAR depends to some
degree on the expectation of cost reduction and the
expected impact on business growth. Decision-
making is also shaped by past experience, reputations
and so on (Mudambi & Aggarwal, 2003).

According to Rosenberg (1995), VARs purchase goods
from a primary producer and add value through
product assembly, modification and/or customization.
A VAR should contribute positively to the firm’s
competitive strategy by performing some activity or
process in a way which is better than competitors and,
as such providing some uniqueness or advantage
(Kotler, 1997). Kotler (1997) points out that the task of
a VAR is to produce value added activities and earn a
price premium in the process. There are two main
reasons for firms to have chosen to outsource certain
aspects of their sales function (usually to smaller
accounts in more fragmented markets) to VARs: (1) it
allows the direct sales force to concentrate on the
larger accounts; and (2) VARs more often have a much
more intimate knowledge of these markets and can
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penetrate them much more successfully than a direct
sales person can (McQuiston, 2001). The decision
ultimately depends on a combination of what the
customer needs and what the company has the
resources and skills to do.

Despite the recent surge of research interest in VAR
relationship management, some researchers have
examined a wide range of issues involving
manufacturer-distributor relationships (Mudambi &
Aggarwal, 2003). A review of existing business
literature unveils that there is only a limited amount
of research which has been done regarding the
important factors in VAR relationships and dual
perspective analysis offers even less.

There have been an increasing number of studies on
the subject of channel management as far as the
reseller, the channel sales, the VAR and the distributor
are concerned. However, there is still a lack of research
on the VAR, which is different from the normal type of
sales agency, reseller, or distributor in that it adds great
value in terms of providing the solutions and
services to the end customers.

Ellram and Edis (1996) made a case study of
successful supplier partnering implementation from
the distributor’s perspective. Ellram and Edis (1996)
concentrated on what the rationale for partnering was
and how to develop the partnership in a distributor
company. Later on McQuiston (2001) conducted a
qualitative study and proposed a conceptual model for
building and maintaining effective relationships
between VAR and its suppliers. The results of his study
indicate that there are six core values in the
relationships. Further on Skarmeas and Katsikeas
(2001) made a study on the drivers of superior
importer performance in cross-cultural supplier-
reseller relationships. Their study is also from the
reseller’s point of view. Another relevant research
study was done by Siguaw et al. (2003): Preliminary
Evidence on the Composition of Relational Exchange
and Its Outcomes: the Distributor Perspective.

These research findings provide a very good basis for
further study in VAR relationship management. The
aim in this paper is to fill in the gaps left by other
researchers. First of all, we noted that these research
findings lack a context. There is no information on the
sample company’s background, which would be very
useful in terms of understanding the research
phenomenon. Secondly, the comparison lacks the dual
perspectives of the supplier and the VAR, and thirdly,
the effect of time on the determinants of VAR
reltionship management has been ignored. Table 1
listed the most relevant empirical studies in VAR
relatioship management, and Table 2 presented the
diffeence in this study compared to other studies.
Please, see the Tables in the following two pages.
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Table 1. A list of most relevant empirical studies in VAR relationship management

Empirical studies

Research topic

Industry field under
research

Research method

Perspective

Research on different
stages of the

and its outcomes: the
distributor perspective

manufactures of
industrial products

survey with 453
respondents

perspective

relationship
Sample companies are
in the industrial fields
of electrical Qualitative method with
components, industrial | in-depth telephone
A conceptual model for | lighting, office interview, 22 people Eglfgctzgﬂ?gn?zagﬁse
building and products, and janitorial | from supplier sunolier companies
maintaining supplies in the US. companies and 21 anzptheir P
McQuiston (2001) relationships between | All of the supplier people from supplier representatives. the No
manufacturers’ companies interviewed | companies’ daaa from each ’side
representatives and in this study representatives; was not compared and
their principals outsourced their sales | average interview time P
functi A ; . analyzed separately.
unction. No companies | is approximately 20
with a combination of minutes.
direct and contract
sales were surveyed.
imporerperormance | inhe Uk radng | QUEniative method o
Skarmeas & Katsikeas in gross-cpulture directly with ovegrseas survey with From distributor’s No
(2001) supplier-reseller manufacturers of guestlonnglre to 177 perspective
relationships industrial products importer firms
Effects of supplier Firms _frqm the National
market orientation on Association of
distributor market Wholesalers in the Quantitative method
Squavetal (109 |oreralon e | DTS | esomate | P drs o
fr:] ea r(;?;Irirbeuliiglronshlp. electronics, welding respondents
erspective supply and power
persp transmission
A model of distributor | Firms from National Quantltatllve method of | Dual perspective on
firm and manufacturer | Association of survey with the model of working
Anderson & Narus (1990) firm working in Wholesaler-Distributors questionnaire to 253 partnerships on the No
artnershi % in the US distributor firms and correlations of the
P P 217 manufacturer firms | constructs.
Preliminary evidence Importing distributors I
on the composition of | in the UK trading Sil’:r?m:}:gt\ilgnrnaeitrt:a()d From distributor’s
Siguaw et al. (2003) relational exchange directly with overseas N No

Understanding

industrial distributors’ | Membership Quantitative method
Ghosh et al. (2004) expectations of companies listed in the | with questionnaire From distributor’s Only at the beginning
' benefits from US Industrial surveys with 205 perspective stage.
relationships with Distribution Association | respondents
suppliers
Table 2. Difference in this study compared to other studies

Empirical studies

Research topic

Industry field under
research

Research method

Perspective

Research on different
stages of the
relationship

This study

An empirical study of
factors of VAR
relationship in high-
technology sales
management: a dual
perspective

In the telecommunication
and data communication
industry. Supplier is from
Europe, and VARs
interviewed are from all
around the world. The
supplier has both direct
sales forces and indirect
VAR sales channel.

Combination of
qualitative and
quantitative method
with face-to-face
interviews

Dual perspective (both
from supplier’s
perspective and VARS’
perspective)

Yes. Factors are
studied both at the
beginning stage and in
the later stages.

This study uses a multi-theoretical approach in
identifying and analyzing the important factors in
VAR relationship management. The integrative
use of several theories in building research

models is

justified by

numerous

studies

organizational relationships (Gulati, 1998; Osborn
& Hagedoorn, 1997; Park et al., 2001; Smith et
al., 1995). The focus of the study is to the dyadic
relationship between the supplier company and its
VARs. The network approach is not used in this

research. Theories

suggesting that a multi-theoretic approach is
required to understand the complexity of inter-

applied in this
illustrated in the following Table.

study are
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Table 3. Theories applied in VAR relationship management

From the supplier : Basis for the VAR Important factors in VAR
Research theory company From the value-added Resellers relationship relationship management
End-customer relationship, Motivations/reasons for ’\Sﬂf?itil::(;di)pa?;]i%récgt;)'ectiveg
Resource-based Product/service, technical competence, added establishing and maintaining Investmgnt of effort b] to '
view brand name value with total solution and VAR relationship for the management; y top
service exchange of resources End-customer satisfaction
Ensuring the value created
Transaction cost Product/service, M exceed the costs in the Concern for the other party’s
) oney : PR o
economics brand name relationship, minimizing profitability
transaction costs
Knowledge-based | Product/technology ] ) . Mandatory means to keep the -
view knowledge End-customer information relationship afloat Open communication
Trust;
Social capital . . Critical aspects to ensure Continuous improvement over time;
theory Attitudes, values, norms | Atitudes, values, norms relationship growth Having professional respect;
Developing a personal relationship

The VAR relationship management is a complexity of
VAR research theories and approaches. The resource-
based view is the fundamental basis for establishing
the VAR relationship. The resource-based view has
been used to explain the potential value of external
resources and also the factors influencing the creation
of inter-organizational relationships. Complemen-
tarities between two firms have been identified as a
key factor in creating value through a combination of

resources and thereby, making one firm an
attractive partner for another (Eisenhart &
Schoonhoven, 1996). It has been recognized that
the role of inter-organizational relationships in
building boundless resources are valuable, rare,
non-imitable, and hard to substitute (Chung et al.,
2000; Das & Teng, 2000; Deeds & Hill, 1996;
Eisenhardt & Schoonhoven, 1996; Lado et al.
1997; Rothaermel & Deeds, 2001).

Theories VAR Important factors of
applied in Relationship VAR relationship
this study management

H Business foundations to
Companies establish and maintain
play more th_e relatlonshlp_: ¢ Mutual dependence
important Resourf:e— business transactlot? ¢ Shared goals and objectives
roles than based view between product/service ¢ Investment of effort by top
individuals and money management
¢ End-customer satisfaction
T . Critical aspects to
ransaction
cost busines coaperation by ¢ Concem for the other
i . . arty’s profitabilit;
economics creating value which party s b Y
exceeds the costs:
procedures, tools,
governess methods etc.
Mandatory means of
Knowledge- keeping the business
based view relationship afloat: ¢ Open communication
exchanging information
of product/techno-
logy, market,
end-customer etc.
Individuals . .
¢ Continuous improvement
play more .
. tant Essential el s 1 over time
importan Social capital s?elr]l 1;]1 e ?mén shf) o Trust
roles th?n theory enrich ¢ © re ““9"5 'P ¢ Having professional respect
companies grow: beliefs, attitudes, # Developing a personal
trust, values, norms etc. relationship

Fig. 1. A theoretical framework showing the determinants of VAR relationship management

Based on the empirical research findings and
multiple well-established theories discussed above,
the research framework of this study is formed. This
research framework demonstrates the theories
applied in the study, relationships in VAR
management and the suggested important factors in
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the VAR relationship. Business is conducted through
companies by individual people in their companies.
This is illustrated in Figure 1. Research approaches
and propositions have been developed and discussed
based on research frame. Table 4 provides a
summary of all propositions.
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Table 4. Summary of the propositions (1-8)

Mutual dependence (modified later as “mutual business needs”)

Mutual dependence (business needs) is (are) extremely important in the management of a high-technology company’s relationship with its VARs from the VAR's

10) perspective at the beginning stage of the VAR relationship.
2(b) Mutual dependence (business needs) s (are) extremely important in the management of a high technology company’s relationship with its VARs from the VAR's
perspective in the later stages of the VAR relationship.
3(0) Mutual dependence (business needs) s (are) extremely important in the relationship management of a high technology product company’s relationship with its VARs
from the supplier company’s perspective at the beginning stage of the VAR relationship.
4(b) Mutual dependence (business needs) is (are) extremely important in the relationship management of a high technology product company’s relationship with its VARs
from the supplier company’s perspective in the later stages of the VAR relationship.
Shared goals and objectives
5 Shared goals and objectives are extremely important in the relationship management of a high technology product company’s relationship with its VARs from the
VARs’ perspective at the beginning stage of the VAR relationship.
6 Shared goals and objectives are extremely important in the relationship management of a high technology product company’s relationship with its VARs from the
VARs’ perspective in the later stages of the VAR relationship.
7 Shared goals and objectives are extremely important in the relationship management of a high technology product company’s relationship with its VARs from the
supplier company’s perspective at the beginning stage of the VAR relationship.
8 Shared goals and objectives are extremely important in the relationship management of a high technology product company’s relationship with its VARs from the

supplier company’s perspective in the later stages of the VAR relationship.

Table 4. Summary of the propositions (9-16)

Investment of effort by top management

Investment of effort by top management is extremely important in the relationship management of a high technology product company’s relationship with its VARs from

9 the VARs’perspective at the beginning stage of the VAR relationship.
Investment of effort by top management is extremely important in the relationship management of a high technology product company’s relationship with its VARs from
10 , 7 L
the VARS’perspective in the later stages of the VAR relationship.
11 Investment of effort by top management is extremely important in the relationship management of a high technology product company’s relationship with its VARs from
the supplier company’s perspective at the beginning stage of the VAR relationship.
12 Investment of effort by top management is extremely important in the relationship management of a high technology product company’s relationship with its VARs from
the supplier company’s perspective in the later stages of the VAR relationship.
End-customer satisfaction
13 End-customer satisfaction is extremely important in the relationship management of a high technology product company’s relationship with its VARs from the VARs’
perspective at the beginning stage of the VAR relationship.
14 End-customer satisfaction is extremely important in the relationship management of a high technology product company’s relationship with its VARs from the VARs’
perspective in the later stages of the VAR relationship.
15 End-customer satisfaction is extremely important in the relationship management of a high technology product company’s relationship with its VARs from the supplier
company’s perspective at the beginning stage of the VAR relationship.
16 End-customer satisfaction is extremely important in the relationship management of a high technology product company’s relationship with its VARs from the supplier
company’s perspective in the /ater stages of the VAR relationship.
Table 4. Summary of the propositions (17-24)
Open communication
17 Open communication is extremely important in the relationship management of a high technology product company’s relationship with its VARs from the VARs’
perspective at the beginning stage of the VAR relationship.
18 Open communication is extremely important in the relationship management of a high technology product company’s relationship with its VARs from the VARs’
perspective in the later stages of the VAR relationship.
19 Open communication is extremely important in the relationship management of a high technology product company'’s relationship with its VARs from the supplier
company’s perspective at the beginning stage of the VAR relationship.
20 Open communication is extremely important in the relationship management of a high technology product company’s relationship with its VARs the supplier
company’s perspective in the later stages of the VAR relationship.
Concem for the other party’s profitability
21 Concern for the other party’s profitability is extremely important in the relationship management of a high technology product company’s relationship with its VARs
from the VARs’perspective at the beginning stage of the VAR relationship.
Concem for the other party’s profitability is extremely important in the relationship management of a high technology product company’s relationship with its VARs
22 f 7 L
from the VARs’perspective in the later stages of the VAR relationship.
2 Concem for the other party’s profitability is extremely important in the relationship management of a high technology product company’s relationship with its VARs
from the supplier company’s perspective at the beginning stage of the VAR relationship.
o4 Concermn for the other party’s profitability is extremely important in the relationship management of a high technology product company’s relationship with its VARs
from the supplier company’s perspective in the later stages of the VAR relationship.
Table 4. Summary of the propositions (25-32)
Continuous improvement over time
o5 Continuous improvement over time is extremely important in the relationship management of a high technology product company’s relationship with its VARs from the
VARs’ perspective at the beginning stage of the VAR relationship.
% Continuous improvement over time is extremely important in the relationship management of a high technology product company’s relationship with its VARs from the

VARs’ perspective in the later stages of the VAR relationship.
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Table 4 (cont.). Summary of the propositions (25-32)

Continuous improvement over time

97 Continuous improvement over time is extremely important in the relationship management of a high technology product company’s relationship with its VARs from the
supplier company’s perspective at the beginning stage of the VAR relationship.

o8 Continuous improvement over time is extremely important in the relationship management of a high technology product company'’s relationship with its VAR from the
supplier company’s perspective in the later stages of the VAR relationship.

Trust

29 Trustis extremely important in the relationship management of a high technology product company’s relationship with its VARs from the VARs’perspective at the
beginning stage of the VAR relationship.

30 Trustis extremely important in the relationship management of a high technology product company’s relationship with its VARSs from the VARs’perspective in the later
stages of the VAR relationship.

31 Trustis extremely important in the relationship management of a high technology product company’s relationship with its VARSs from the supplier company’s
perspective at the beginning stage of the VAR relationship.

3 Trustis extremely important in the relationship management of a high technology product company’s relationship with its VARs from the supplier company’s
perspective in the later stages of the VAR relationship.

Table 4. Summary of the propositions (33-40)
Having professional respect

3 Having professional respect is extremely important in the relationship management of a high technology product company’s relationship with its VARs from the VARs’
perspective at the beginning stage of the VAR relationship.

4 Having professional respect s extremely important in the relationship management of a high technology product company’s relationship with its VARs from the VARs’
perspective in the later stages of the VAR relationship.

35 Having professional respectis extremely important in the relationship management of a high technology product company’s relationship with its VARs from the supplier
company’s perspective at the beginning stage of the VAR relationship.

% Having professional respect is extremely important in the relationship management of a high technology product company’s relationship with its VARs from the supplier
company’s perspective in the later stages of the VAR relationship.

Developing a personal relationship

37 Developing a personal relationship is extremely important in the relationship management of a high technology product company’s relationship with its VARs from the
VARs’ perspective at the beginning stage of the VAR relationship.

% Developing a personal relationship is extremely important in the relationship management of a high technology product company’s relationship with its VARs the VARs’
perspective in the later stages of the VAR relationship.

39 Developing a personal relationship is extremely important in the relationship management of a high technology product company’s relationship with its VARs from the
supplier company’s perspective at the beginning stage of the VAR relationship.

20 Developing a personal relationship is extremely important in the relationship management of a high technology product company’s relationship with its VARs from the
supplier company’s perspective in the later stages of the VAR relationship.

2. Research approach and methodology

The empirical method used was the case study. Case
studies are acknowledged to be especially valuable in
exploratory research in which the goal is to look for
new variables and relationships. It is also a good
approach in addressing the question of why observed
phenomena occur, especially when the aim is to
understand non-standard forms of behavior (Meredith,
1998; Stuart et al., 2002; Voss et al., 2002; Yin, 1989).
The case study is a research strategy that focuses on
understanding the dynamics present in a single setting
(Eisenhardt, 1989). The single case study is a good
approach when the aim is to acquire in-depth know-
ledge of various aspects of the organizational pro-
cesses, contractual arrangements, and relationship
complexity between the supplier company and its
VARs. Information about these phenolmena is often
confidential and latent, and the researcher must have
good access to the organization (Mitronen and
Moller, 2003; Yin, 1994).

In this study, one supplier company is selected as the
case company and 15 VAR companies are selected as
its VARs to study the important factors of VAR
relationship in high-technology sales management.
Even though there are 15 VAR companies selected for
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the study, they are regarded as the supplier company’s
VARs as one entity to study the dual perspective
regarding the VAR relationship. Therefore, this study
is considered as single case study. The single case
study is a good approach when the aim is to acquire in-
depth knowledge of various aspects of the organi-
zational processes, contractual arrangements, and rela-
tionship complexity between the supplier company
and its VARs. Information about these phenomena is
often confidential and latent, and the researcher must
have good access to the organization (Mitronen &
Moller, 2003; Yin, 1994).

Information gathering developed through a variety of
ways, one of which included gleaning the historical
documentations particular to this case. Secondly, it is
researching all the available web information and
annual reports of companies under this study. Obser-
ving meetings, gatherings, and various projects and
tasks constitutes is the third means. Extensive in-
depth interviews with all possible and relevant
people in differing positions of both the supplier
company and the most active VAR companies is the
fourth means and included follow up interviews
with guided questions in mind concerning certain
factors in the research questions. Data resources
are summarized in the following Table.
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Table 5. Data sources

Number
Data Resources

Supplier company

VAR company

Examples and clarifications

Structured interviews with a
questionnaire with averaging 90 20
Face-to-face minutes per interview

interviews

20 people from the supplier company from differing hierarchical
organizational levels were interviewed in order to achieve rich data
input.

20 people from 15 different value-added-reseller companies were
interviewed.

These 40 interviews provided sufficient and rich data for the research
questions as the last few interviews provided no additional new
information.

20

Semi-structured interviews
concerning the factors carried out 5
whenever possible

This study asked research questions defined at the beginning.
8 Therefore, sufficient time was given to discuss factors mentioned in
the research questions.

Archival documents over 100

VAR agreements,

VAR business plans,

Sales objectives and forecasts, Conference slides,
Internal company meeting reports,

Team meetings,

VAR meeting notes,

Company presentation slides,

Letters to the end-users,

Company annual reports,

VAR newsletter,

over 50

Direct observations over 30

Supplier company day-to-day work,
VAR sales conferences,

VAR visioning workshop,

VAR competence training,

Meeting with VARS,

End-user days,

over 16

Company website 1

Websites of companies under study were heavily researched. For
15 reasons of confidentiality, specific websites are not listed. Main
business of the companies, sales revenues, news, etc. confirmed.

This supplier company concerned is an international
manufacturer of high-technology products with a long
history of and experience in developing its VAR. It
started to use VARs at the beginning of the 1980s,
mainly in countries in which it did not have direct sales
forces at the time. On account of its growing business,
it had twice the number of employees in the 1990s
than in the 1980s. The use of sales distributors has
caused some reduction in personnel. Nevertheless,
given the changes in the organization and in the
market economy, the company is concentrating
more on its core competence and businesses. Using
VARs to sell certain products has become more and
more important in some of its business units.
Indeed, it sometimes assumes critical proportions in
selling certain products, and in some cases more
than 60 percent of the sales are generated by VARs.
The question of managing the relationships with the
VARs has become more important than ever before.

At the time of the study, this supplier company had
about 48 valid contracted VARs, 11 of which were the
most active and comprized 80% of the total VAR sales.
In the interests of acquiring deep knowledge of VAR
relationship management in this single case, all of
these active VARs and their responsible account
managers were targeted for interview. Nine of them
were network integrators and service providers, and
the other two were big multi-division companies. One
division in each of the two big companies was acting
as an integrator and a service provider for the end-

customers. The 11 companies were situated all over
the world: North and South-west Europe, East Africa,
Latin America, China, and Asia Pacific countries. The
interviewees were top-management and sales &
technical people. Since the VAR companies are much
smaller than the supplier company, the top-
management people also deal with sales and technical
issues. In order to gain different perspectives and to
increase the reliability of the research results, we
interviewed people in different positions.

The supplier company is a multi-national organization
with a big and established direct sales force for its
strategic products and strategic customer segments.
VARSs are used as an indirect sales channel for certain
product groups and certain customer segments,
complementing the direct sales force. The interviewees
from the supplier companies included top managers,
account managers, solution managers, and marketing
managers. The idea was that the top management
would provide the up-level management information
regarding the strategies of wusing VARs as an
alternative sales channel. The account managers
mainly dealt with everyday sales-related issues, the
solution managers provided all the necessary technical
support to the VARs for increasing their sales, and
the marketing people were the key persons in
providing marketing support and managing the
VAR relationship. We interviewed all the relevant
people (top managers, account managers, solution
managers, and marketing managers) from the
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supplier companies in order to increase the
reliability of this study. These people were
geographically located all over the world.

Reliability refers to the extent to which the results of
research can be replicated. Reliable measurements
are close to their “true” values with little
measurement error. A triangular structure is
recommended in order to link the data-collection
methods: direct observation by the researcher,
interviews with the various actors involved in order
to explain and support the interpretation of the
phenomena, and analysis of the written document-
tation (Denzin, 1979). Several steps were taken in
order to ensure the reliability of this study.

First, the interviewees were chosen carefully in order
to maximize the reliability of the data collected. They
were the key informants, and represented different
positions and geographical areas. As many people as
possible were interviewed up to the point when no
further information was forthcoming. Secondly, the
questionnaire was carefully designed according to
established guidelines, and it was tested and modified
several times. The design should allow the reliability of
the responses to be checked qualitatively and
quantitatively. Thirdly, other information obtained from
direct observation, company websites and archival
documents completed the triangulation process.

Validity refers to the extent to which a measurement
instrument does what it is intended to do (Nunnally,
1978), while internal validity refers to the validity of
the research process as research (Eden & Huxham,
1996). In this case the research process was carefully
designed and executed in order to guarantee the
internal validity. External validity is required in
order to establish the domain in which the findings
can be generalized (Kidder & Judd, 1986). It
concerns the degree to which the results can be
justified as being representative of the situation in
which they were obtained. The external validity
problem has been a major barrier in conducting case
studies. Critics typically state that single cases offer
a poor basis for generalizing. However, these critics
are implicitly contrasting the situation to survey
research, in which a “sample” (if selected correctly)
readily generalizes to a larger universe. This analogy
to samples and universes is inappropriate in the
context of case studies in that survey research relies
on statistical generalization, whereas case studies
rely on analytical generalization. Researchers
aiming at the latter strive to generalize a particular
set of results to some broader theory (Yin, 1994).

Several methods were used in order to increase the
external validity of this study. First, Yin’s (2003)
suggestion to apply the theory during the design phrase
in single-case studies was adopted. Secondly, there is a
large body of literature covering the beginning phrase
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of a study and the research design was based on
commonly used theories and findings. Thirdly, in order
to enhance the generalizability we gave a thorough
description of the research process and the specific
context of the empirical study. Fourthly, we arrived at
the research results not only by means of interpretive
methods of description, interpretation and explanation,
but also through the analysis of statistical data. Last
but not least, we had a clearly defined context. The
supplier company is an international high-technology
manufacturing organization. Even though only one
supplier company in one industry is chosen for the
case study, but there are 20 VAR companies of the
supplier companies selected in this study. The supplier
company situation in the market or market power, the
distributors’ situation and industry distribution network
can be some moderating factors of the results obtained.
Thus, results obtained can be considered as good
explanatory factors to the quantitative test in a broader
sample. The VARSs investigated in this study are not
traditional sales agencies that only receive the
middleman’s share: they add value in the chain leading
to the end-customers.

3. Data analysis

Mixed methods and triangulation were applied in
order to enhance the reliability and validity of the
research results. The terms “triangulation” and
“mixed methods” are referred to in many research
studies. It has been argued that different methods
complement each other and thus, increase the
validity of the findings (Denzin, 1978; Esienhardt,
1989; Jick, 1979). However, the -effectiveness
depends on how well the weakness of one method is
compensated by the strength of another (Creswell,
1994; Denzin, 1978; Jick, 1979).

During face-to-face interviews, each factor is
explained before the question to avoid any miss-
understanding of the wordings. Each interviewee is
asked to rate the importance of each factor, and to
explain how they have formulated their opinion.
Additionally, each interviewee is asked following
the interview questionnaire to quantitatively judge
each factor based on the opinion of importance and
in order of importance. As a result, four different
elements of data were obtained: first being the
primary qualitative data received from interviews
with extensive descriptions of the phenomenon;
second being the quantitative data based on the
opinion of importance; and third being the
quantitative data based on the order of importance;
fourth being another set of qualitative data collected
through direct observations, archive documents, and
the Internet. Each of the four sets of data are used
both qualitatively and quantitatively to generate the
research results. The data analysis approach is
represented in Figure 2.
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Quantitative
analysis

( Quantitative data from the opinion of ( Average time approximately 90 minutes
importance
Structured One-to-one and face-to-face interviews
Obtained from the interviews with interviews
questionnaire Well-defined questionnaire
Strongly disagree -2, disagree -1, neither 20 interviews from the supplier company
disagree nor agree 0, agree +1, strongly
agree +2 L 20 interviews from VAR companies
20 respondents from VAR companies
Qualitative
20 respondents from the supplier company data from ~ Average time approximately 30 minutes
interviews
Face-to-face discussion
Semi-structured
interviews Without questionnaire, but with research
questions in mind
Quantitative data Qualitative 5 interviews from the supplier company
from the opinions analysis
on the importance L 8 interviews from VAR companies

[ In the supplier company everyday’s

working place
Data analysis approach on
ong In sales conferences
each proposition of the factors
with two sets of qualitative In VAR competence enabling sessions
dat dt it Direct
dra an. WO HER © observations In workshops of the supplier company with
quantitative data its VARs
In the supplier company’s internal meetings
In meetings of the supplier company with its
Quantitative VARs
analysis
In meetings of the supplier company with its
VARs and with the end-customers
Quantitative
data from the
order of [
importance: Documents from VAR sales conferences
Documents from competence enabling
VAR agreements
( Qualitative
Quantitative data from the order of data from Archive Business plans
importance direct documents
observations, [€&———  Meeting reports
Obtained from the interviews with archive
questionnaire documents Company presentation slides
and internet

1 being the most important, and 10 being
the least important among the 10 factors

20 respondents from VAR companies

20 respondents from the supplier company

Company annual reports

Newsletter

E-mails, etc.

Supplier company website
Internet { 15 VAR company websites

Supplier company’s 6 major

competitors’ VAR websites

Fig. 2. Data analysis approach with qualitative and quantitative data

Qualitative and quantitative data is represented by
Table 6, and shows that VARSs think that the following
five factors are most important at the beginning stage:
(1) mutual business needs; (2) investment of effort by
top management; (3) end-customer satisfaction; (4)

open communication; (5) trust. And in the later stages,
the most important factors according to the VARs
perspective are: (1) mutual business needs; (2) shared
goals and objectives; (3) end-customer satisfaction; (4)
open communication; (5) trust. The least important
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factors according to the VARSs’ opinion both at the
beginning stage and in the later stages are: (1)
continuous improvement over time; and (2)
developing personal a relationship.

Qualitative and quantitative data represented by Table
7, list the perspective of the supplier company and the
following four factors are most important at both the
beginning stage and in the later stages: (1) mutual
business needs; (2) shared goals and objectives; (3)
end-customer satisfaction; (4) open communication;
(5) trust. However, strong opinions arise from the
supplier company based on qualitative data that the

supplier company’s top management maintain a
strong commitment to the VAR indirect channel
sales strategy and that this is extremely important
in establishing the VAR business relationship at
the beginning stage and in growing the VAR
business in the later stages.

The least important factors, according to the
supplier company’s perspective both at the
beginning stage and in the later stages are the
same factors as the VARs’ opinions. They are: (1)
continuous improvement over time; and (2)
developing a personal relationship.

Table 6. The most important factors from the VARS’ perspective

VARS' perspective At the beginning stage In the later stages
Quantitative data Quantitative data Qualltatlvg data baged on | Quantitative data Quantitative data Quahtanvg data basled on
from the order of - observations, archives, from the order of - observations, archives,
. from opinions on : . from opinions on )
Factors importance (1 . websites (the 5 most importance (1 . websites (the 5 most
. the importance . h the importance .
being the most (maximum: 2) important factors being the most (maximum: 2) important factors

important factor) ' marked with X) important factor) ’ marked with X)

Mutual business needs 425 1.65 X 495 1.8 X

Shared goals and objectives 48 1.45 4 1.8 X

Investment of effort by top 535 17 X 7 155

management

End-customer satisfaction 415 1.75 X 35 18 X

Open communication 3.85 1.8 X 345 18 X

Concem for the other party’s

rofitability 6.55 1.65 6.15 1.7

Contlnuous improvement 78 0.9 655 15

over time

Trust 3.95 1.7 X 455 1.85 X

Having professional respect 59 1.55 6.7 1.6

Devglopmg a personal 84 11 795 14

relationship

Table 7. The most important factors from the supplier company’s perspective

Supplier's perspective At the beginning stage In the later stages
Quantitative data - Qualitative data based on | Quantitative data - Qualitative data based on
from the order of ?uanhtghye data observations, archives, from the order of Quantﬂghye data observations, archives,
; rom opinions on . ) from opinions on )
Factors importance (1 . websites (the 5 most importance (1 ) websites (the 5 most
. the importance . . the importance .
being the most (maximum: 2) important factors being the most (maximum: 2) important factors
important factor) ' marked with X) important factor) ' marked with X)
Mutual business needs 32 1.65 X 42 1.9 X
Shared goals and objectives 35 1.8 X 36 1.9 X
Top management’s
Investment of effort by top 685 155 commitmentto VAR 735 145
management -
indirect channel strategy
End-customer satisfaction 4.65 1.85 X 3.35 1.7 X
Open communication 35 1.8 X 37 1.8 X
Con_cern for the other party’s 63 155 655 165
profitability
Continuous improvement over time 85 0.7 75 1.3
Trust 4.45 1.7 X 4.85 1.85 X
Having professional respect 5.95 15 6.05 1.65
Deve'zlopmlg a personal 8.1 0.95 785 195
relationship

Figure 3 and Figure 4 represent the quantitative data
with opinion on importance and order of importance
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Most important determinants and least important determinants, at the beginning stage, quantitative
data: opinion on importance

(Strongly disagree = -2, disagree = -1, neither disagree nor agree = 0, agree = 1, strongly agree = 2)

(with a total of 20 respondents from VARs and 20 respondents from the supplier company)

Mutual business needs 1.65 Concem for the other party’s profitability 1.675
Shared goals and objectives 1.625 Continuous improvement over time 14
Investment of effort by top management 1.625 Trust 1.85
End-customer satisfaction 18 Having professional respect 1.625
Open communication 18 Developing a personal relationship 1.325
B Mutual business needs
2
§ 1 8 | B Shared goals and objectives
1.6 ]
- | @ Investment of effort by top
% 1.4
E 1 2 - management
g 1 N B B End-customer satisfaction
S 08 . — -
g 0 . 6 - @ Open communication
g 04-
0 2 | L | @ Concern for the other party’s
. 0 profitability
23 =3 0\‘ . L\ & .\'S“ . <;> N Continuous improvement over
(@@b ) @c}Q\ @ &@Q @o‘\o . (?\\0 &‘&\ e}"\& ««\)\ QQQQ' A \o(\é\ time
£ O & @ S &L s > &
& & P &R S BTrust
& N A & @ i & rusf
N & <27’(6 040& & &
S Q' & {0 §S
@0& éoe’g (\0{\ & & df;o'@ 9\& &(@Q szy& B Having professional respect
E K & &
& «© S S
5}5\0 & 00(\ F Developing a personal
\(\4 ® relationship
Determinants

Note: Please notice that if the value (opinion on importance) of each determinant in this diagram is closer to 2, it is more important, and if
the value is closer to 0, it is less important.

Fig. 3. Quantitative data of opinion on importance at the beginning stage

Most important determinants and least important determinants, at the beginning stage, quantitative
data: order of importance

(1 being the most important, 10 being the least important when comparing all determinants)

(with a total of 20 respondents from VARs and 20 respondents from the supplier company)

Mutual business needs 3725 Concem for the other party’s profitability 6.425
Shared goals and objectives 415 Continuous improvement over time 8.15
Investment of effort by top management 6.1 Trust 42
End-customer satisfaction 44 Having professional respect 5.925
Open communication 3675 Developing a personal relationship 825
9 B Mutual business needs
8 1 W Shared goals and objectives
g 7 N __ @ Investment of effort by top
g 6 — | - management
B End-customer satisfaction
E5
% 4 _ B Open communication
-E 3 1 — — | |BConcern for the other party’s
profitability
6 2 B Continuous improvement over time
-1 -
B Trust
0 1“ & 0"\\‘ og\ = ,5\'\‘\*‘ N & FS B Having professional respect
S ENY €
A (',\0(} 'Pz((\ \é(,,o &"7}@“@ 040& «@;&{" &
.\(\09 &° @’0(\ 4"\ @@0 A @0\ -0&0 \«z} Developing a personal relationship
o A O@a‘ & &@ & &
o S
& eéqo c.(‘& «O‘é ¢ »&Q@ QQ@ 54
- FE & @
o0 ¢ o
e?\& S F K&
N
&
Determinants

Note: Please notice that if the value (order of importance) of each determinant in this diagram is closer to 1, it is more important, and

if the value is closer to 10, it is less important.

Fig. 4. Quantitative data of order of importance at the beginning stage
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These figures demonstrate that at the beginning stage,
the most important factors among all the factors are:
mutual business needs, shared goals and objectives,
end-customer satisfaction, open communication and
trust; and the least impor-tant factors among all

factors are: continuous

Most important determinants and least important determinants, in the later stages,

improvement over time,

quantitative data: opinion on importance

(Strongly disagree = -2, disagree = -1, neither disagree nor agree = 0, agree = 1, strongly agree = 2)
(with a total of 20 respondents from VARs and 20 respondents from the supplier company)

developing a personal relationship.

Figures 5 and 6 represent the quantitative data
with opinion on importance and order of
importance in the later stages for both the most
important factors and the least important factors.

Mutual business needs 1.85 Concern for the other party’s profitability 1675
Shared goals and objectives 1.85 Continuous improvement over time 14
Investment of effort by top management 15 Trust 1.85
End-customer satisfaction 1.75 Having professional respect 1.625
n communication . eveloping a personal relationshi .
0 i 18 Devel | relationshi 1.325
2 W Mutual busi needs
1.8 + .
8 1 6 i W Shared goals and objectives
2 .
g 1.4 4 m;zzzz:: r:' effort by top
é‘ 1 2 1 B End-customer satisfaction
E 1
g 0 8 i ol B Open communication
e .
-g 0.6 ICnr;g;equg:arthe other party’s
. i | profitability
g‘ 0.4 Continuous improvement over
0.2 time
O&;e S S S o PSS mTrust
& @YS& & Q{\\dbéo\@ ¢ ‘i}@ o BHaving professional respect
&f F R & XN
({}O’L’ 4 &gf *@Q \06@ &i@&a 040‘(\ ¢ (665 © &,0‘@\ Developing a personal
&\:@&Q 5\0{\0 Py & ] < ; & &&Q (\Q@@ relationship
3 S
Z«@&O\ @‘Kﬁ@“‘@o ¥
o 5
Determinants

Note: Please notice that if the value (opinion importance) of each determinant in this diagram on is closer to 2, it is more important,
and if the value is closer to 0, it is less important.

Fig. 5. Quantitative data of opinion on importance in the later stages

Most important determinants and least important determinants, in the later stages,

quantitative data: order of importance

(1 being the most important, 10 being the least important when comparing all determinants)
(with a total of 20 respondents from VARs and 20 respondents from the supplier company)

Mutual business needs 4575 Concem for the other party’s profitability 6.35
Shared goals and objectives 38 Continuous improvement over time 7.025
Investment of effort by top management 7175 Trust 47
End-customer satisfaction 3425 Having professional respect 6.375
Open communication 3575 Developing a personal relationship 79

B Mutual business needs

Order of importance

Determinants

goals and

Investment of effort by top
management

W End-customer satisfaction
B Open communication

B Concern for the other party’s
profitability

Continuous improvement over
time

B Trust

B Having professional respect

Developing a personal
relationship

Note: Please notice that if the value (order of importance) of each determinant in this diagram is closer to 1, it is more important, and if the value

is closer to 10, it is less important.
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Fig. 6. Quantitative data of order of importance in the later stages



These Tables demonstrate that in the later stages, the
most important factors among all the factors are:
mutual business needs, shared goals and objectives,
end-customer satisfaction, open communication and

factors
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are:

of

effort

trust; and the least important factors among all
investment
management, continuous improvement over time,

by top

developing a personal relationship.

Table 8. Order of importance from a dual perspective at different stages

VARSs’ perspective

The supplier company’s perspective

Developing a personal relationship

Doesn’t matter

Good to have, but not important

Doesn’t matter

5]

g Factors At the beginning stage In the later stages At the beginning stage In the later stages

£
Mutual business needs Extremely important Extremely important Extremely important Extremely important
Open communication Extremely important Extremely important Extremely important Extremely important

% Trust Extremely important Extremely important Extremely important Extremely important
End-customer satisfaction Extremely important Extremely important Extremely important Extremely important
Shared goals and objectives Important Extremely important Extremely important Extremely important
Investment of effort by top Extremely important Important Important Important

c | management

% Having professional respect Important Important Important Important

= g&?ﬁ:{)ﬂi{;r the other party's Important Important Important Important
Continuous improvement over time | Doesn’t matter Important Doesn’t matter Important

§ Good to have, but not

important

This Table 8 highlights both the most important
factors and the least important factors in the VAR
business relationship from dual perspectives at

Table 9. Summary of the results

different stages, suggesting business implications
for management. The results are summarized in
Table 9.

Propositions Results
Quantitative data
Qualitative data | Qualitative data analysis Quanntat!ve analysis anaIyS|§ from the
. . . i from the importance | order of importance
Factors Perspective Stage analysis from | from direct observations, . .
A ) . (strongly disagree, (1 being most
interview archives, websites . . !
disagree...) important, 10 being
least important
L VAR Beginning Not supporting Not supporting Not supporting Not supporting
L Mutual dependence VAR Later Not supporting Not supporting Not supporting Not supporting
| 3] supplier Beginning Not supporting | Not supporting Not supporting Not supporting
4 supplier Later Not supporting Not supporting Not supporting Not supporting
i VAR Beginning Supported Supported Supported Supported
ﬂ Mutual business needs VAR Later Supported Supported Supported Supported
i supplier Beginning Supported Supported Supported Supported
4b supplier Later Supported Supported Supported Supported
. Partially . . )
i VAR Beginning supported Partially supported Partially supported Partially supported
| 6 | Shared goals and objectives | VAR Later Supported Supported Supported Supported
7] supplier Beginning Supported Supported Supported Supported
8 supplier Later Supported Supported Supported Supported
. Partially )
i VAR Beginning supported Supported Supported Partially supported
10 VAR Later Partally Partially supported Partially supported Partially supported
Investment of effort by top supported
management i o Partially ) ) )
11 supplier Beginning Partially supported Partially supported Partially supported
L] supported
12 supplier Later Partall Partially supported Partially supported Partially supported
supported
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Table 9 (cont.). Summary of the results

Propositions Results
|13 ] VAR Beginning Supported Supported Supported Supported
|14 ] End-customer satisfaction VAR Later Supported Supported Supported Supported
|15 ] supplier Beginning Supported Supported Supported Supported
16 supplier Later Supported Supported Supported Supported
117 ] VAR Beginning Supported Supported Supported Supported
|18 ] Open communication VAR Later Supported Supported Supported Supported
19 supplier Beginnin Supported Supported Supported Supported
|19 pp 9 9 pp pp PP PP
20 supplier Later Supported Supported Supported Supported
21 VAR Beginning Sua;;gilrltyed Partially supported Supported Partially supported
; VAR Later Partially Partially supported Supported Partially supported
Concern for the other supported
|| party’s profitability ;
23 supplier Beginning El?;;gzlrltyed Partially supported Supported Partially supported
M . Partially . .
24 supplier Later supported Partially supported Supported Partially supported
2_5 VAR Beginning Not supporting | Not supporting Not supporting Not supporting
Partially . )
i Continuous improvement VAR Later supported Supported Partially supported Partially supported
27 | over time supplier Beginning Not supporting | Not supporting Not supporting Not supporting
28 supplier Later spjggilrltyed Supported Partially supported Partially supported
129 | VAR Beginning Supported Supported Supported Supported
130 | Trust VAR Later Supported Supported Supported Supported
131 supplier Beginning Supported Supported Supported Supported
32 supplier Later Supported Supported Supported Supported
33 VAR Beginning Supported Supported Partially supported Partially supported
i Having professional VAR Later Supported Supported Partially supported Partially supported
35 | respect supplier Beginning Supported Supported Partially supported | Partially supported
36 supplier Later Supported Supported Partially supported Partially supported
137 | VAR Beginning Not supporting | Not supporting Not supporting Not supporting
Partially
i Developing a personal VAR Later supported Not supported Not supported Not supported
139 | relationship supplier Beginning Not supporting | Not supporting Not supporting Not supporting
40 supplier Later sP:;;gilrltyed Not supported Not supported Not supported

Conclusion, contributions and business
implications

The main contribution of this study is the suggested
framework for applying inter-organizational theories
in VAR relationships, and the identification of the
underlying factors in VAR relationship management.
The integrated framework with all the important
factors provides the basis for VAR relationship
management. It summarizes the business coopera-
tion with business transaction flow, information
flow and relationship flow. This framework also
shows the most important factors to be focused on
(mutual business needs, trust, open communication
and end-customer satisfaction). Additionally, factors
(competence enabling, regular activities between
supplier and VARSs) are also added. This integrated
framework with all the important factors provides
a holistic view of VAR relationship management.

46

The main approach in this study is to test the well-
defined propositions of the important factors in VAR
relationship with a defined context and at the same
time to discover other possible important factors
with grounded theory in the case study. In order to
answer research question 1: what are the important
factors in VAR relationship management, a list of
propositions which are defined based on existing
literature were tested and other possible important
factors were discovered via this empirical case
study. Four propositions were made on one
important factor to demonstrate the dual perspective
and dynamical nature of this study in order to
answer research questions 2 and 3: do the supplier
and its VARs look at the important factors in the
relationship in the same way? And will the importance
of the factors change during different stages of the
VAR relationship? Figure 9 demonstrates the research
questions related to propositions.



We considered and compared all the determinants
from dual perspectives (of the supplier company and
the VARS), and analyzed them over time (at the begin-
ning and later stages). We also established an order of
importance among all the factors. This is an important
contribution in terms of promoting effective and effici-
ent management practices in the supplier company and
its VARSs given the need to prioritize and focus and the
limited available resources and time. No previous
studies have done anything like this: taken a dual and
dynamic perspective on the importance of the factors.
The following diagram shows the managerial implica-
tions for the supplier in managing VAR relationship.

This research is limited in that the supplier
company has high-technology products. This clearly

Innovative Marketing, Volume 6, Issue 3, 2010

makes it different from companies producing
consumer goods, which manage their indirect
sales channels quite differently. We neglected
other relationships such as those among the VARs,
and did not discuss channel conflicts, control and
autonomy, nor the VAR selection process, its
categorization, contracts and motivation, for
example.

We have thoroughly investigated the important deter-
minants in VAR relationship management dynamically
over time from a dual perspective. However, there are
still certain questions for future research. How are
these important determinants inter-linked, and what
logic connects them? How do they affect the
company’s performance?

The supplier company must have an established
professional VAR program and VAR organization
to manage the VAR.

Business plans and objectives should be mutually
agreed upon and checked every six months with
face to face meetings.

Competence/knowledge enabling of VARs is
also an important issue in the process.

Open communication is the key to any
successful relationship.

End-customer satisfaction requires suitable
products/solutions from the supplier company and
a sales/service interface from VARs.

Managing the
VAR, achieving
the business
objectives

Regular activities must be established between the
supplier company and its VARs.

Trust is essential in any business relationship

Fig. 7. Managerial implications for the supplier in managing VAR relationship
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Theor'eticz.llly VAR Results of the propositions regarding the
apPlled In Relationship important factors of VAR relationship
this study management
[0 Mutual business needs\
- (Extremely important)
Business ¢ Shared goals and
Companies foundations in objectives ¢ Mutual
play more establishing and dependenee
important Resource- maintaining the (Extremely Important)| | o = gpreq goals
roles than bag‘ed view re]atl(.)nshlp; ¢ Investment of effort by and Objectives
individuals ) el bUSIHC?S | top management ¢ Investment of
trlz)msactlon (Important) effort by top
det\;v/een . ¢ Top managements’ management
pro EC service commitment to VAR ¢ End-customer
and money business with long-term satisfaction
. . \ growth
Business cooperation
Critical aspects to
ensure successful
busmf:ss C for the oth ¢ Concern for
Transaction coop:ratlonl by ¢ OI:C?m 015. tt g'l(? : e the other
cost creating value party’s profitability party’s
— . -
economics which exceeds the (Important) profitability
costs: procedures, | i
tools, governess
methods etc.
Business transaction flow
Mandatory means
Knowledge— of keeping the
based view, business ¢ Open communication
competence/ relationship .
capability in afloat: (Extremely important) ¢ Open o
organization > exchanging - Competence enabling communication
information of (New factor)
ew factor
Individuals Pr;d;ll‘;‘r’lf:t’h;‘l’é"g
play more ’ S
important customer etc.
Zgizspg:;:s Information flow s
¢ Continuous improveme} ¢ Continuous
over time improvement
(Important only in later over time
the stages) ¢ Trust
E ol ¢ Trust ¢ Having
ssential .
elements to enrich (Extremely important) professional
. . . Having professional respect
Social the relationship ¢ +— Developing a
Capital . grow: beliefs, b g respect personal
Theory attitudes, trust, (Important) relationship
values, norms etc. ¢ Having regular activities|
between the supplier (Not important,
\_ company and its VARs but good to have)

Relationship flow

(New factor)
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Fig. 8. Integrated framework of factors based on multi-theory approaches
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Research question 2

Do the supplier and its VARs look at the important factors in the

same way? If not, what are the differences?

Research question 3

Will the importance of the factors change during different stages of the
relationship? If so, what are the changes and why do they change?

A dual perspective

VARS’ perspective

Supplier’s perspective

Research
question 1

What are the
important
factors in the
VAR
relationship
management?

Research
question 1a

Dynamically

Beginning stage

Later stages

VARS’ perspective

Beginning stage

VARS’ perspective
Later stages

Supplier’s perspective
Beginning stage

Supplier’s perspective

Later stages

Mutual business needs Proposition 1b Proposition 2b Proposition 3b Proposition 4b
Sh.areq goals and Proposition 5 Proposition 6 Proposition 7 Proposition 8
objectives

Investment of effort by
top management

Proposition 9

Proposition 10

Proposition 11

Proposition 12

End-customer

What are the . iti iti iti iti
oxisting Propositions satisfaction Proposition 13 Proposition 14 Proposition 15 Proposition 16
important factors testing Open communication Proposition 17 Proposition 18 Proposition 19 Proposition 20
n th.e VA.R Concern for the. qther Proposition 21 Proposition 22 Proposition 23 Proposition 24
relationship party’s profitability
. 9 n n
management: Continuous improvement Proposition 25 Proposition 26 Proposition 27 Proposition 28
over time
Trust Proposition 29 Proposition 30 Proposition 31 Proposition 32
Having professional Proposition 33 Proposition 34 Proposition 35 Proposition 36
respect
Research Developing a personal Proposition 37 Proposition 38 Proposition 39 Proposition 40
question 1b relationship
‘What are the new
important factors Grounded —| Top managements’ commitment to VAR business with long term growth
in the VAR theory
relationship Competence enabling
management?

Having regular activities between the supplier company and its VARs

Fig. 9. Research questions related to propositions
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