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Cognitive and Affective Conflict between Marketing and R&D
in New Product Development
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This study investigates how cognitive and affective conflict affect performance and social outcomes in the new
product situation. We examine the corporate, project, and personal characteristics that determine the level of inter-
functional conflict between marketing and R&D. From a survey of Korean high-tech companies, we found : (1) time
pressure was positively related to cognitive and affective conflict, (2) joint reward systems, interdepartmental con-
nectedness, and years of education were negatively associated to cognitive conflict, (3) while cognitive conflict was
positively related to new product creativity and NPD performance, affective conflict was negatively associated to
marketing-R&D integration and perceived effectiveness of the relationship, as well as new product creativity and
NPD performance.
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1. Introduction

Conflict is inherent in social interaction and
common in organizational life. The importance
of conflict has been well acknowledged in mar—
keting literature. Conflict has long been a major
research topic in several areas of marketing
such as distribution channels [19], organiza-
tional buying [6] and marketing’s relationship
with other functions [71].

Despite considerable research efforts, there is
relatively little consensus on whether conflict is
functional or dysfunctional. Most research has
focused on the negative or destructive effects
of conflict on interpersonal or interorganiza-
tional relationships [17, 26]. Several conceptual
research [44, 59], however, proposed beneficial
roles of conflict, such as the enhancement of en-
hanced creativity and the rigorous examination
of alternatives. An eclectic perspective, which
admits both beneficial and harmful effects of
conflict, suggests that there is an optimal level
of conflict [80].

The equivocal effects of conflict may stem
from the multifaceted nature of conflict itself.
Conflict can arise from a variety of causes such
as individual traits, communication problems,
previous interactions, and issue characteristics
[77]. Conflict involves at least two parties, and
occurs at various levels of organizations such
as intragroup, intergroup, interfunctional, and
interorganizational relationships. It is a dynamic
process that is often described as several sepa—
rate states [56] and sometimes escalates along
a variety of routes [77]. Despite the complexity,
we witness in the marketing literature a pre-
dominant tendency to treat conflict as a mono—
lithic construct. To properly understand and
manage the effects of conflict, there is a clear

research need for the development of a compre—
hensive model that takes the multidimensional
nature of conflict into consideration.

The purpose of this study is to resolve such
issues as identified in the current literature. This
paper focuses on marketing’s interfunctional
conflict with R&D in new product development.
We propose a conceptual framework that con—
siders two different types of conflict : cognitive
and affective conflict. It concerns what are the
antecedents to these two types of conflicts, and
how they affect performance and social out—
comes. We empirically test hypotheses derived
from the framework in the context of Korean
high tech firms.

2. Theoretical Backgrounds

2.1 Marketing’s Conflict with Other
Functions

In <Table 1>, we summarize studies on mar—
keting’s conflict with other functions. In their
research on marketing’s interaction with other
functions, Ruekert and Walker [61] propose that
interfunctional conflict would reduce the per—
ceived effectiveness of the relationship and in—
crease the difficulty of communication. In their
article on market orientation, Jaworski and Kohli
[37] found that interfunctional conflict tends to
reduce market orientation. Menon et al. [45] found
that functional conflict has positive effects on
the quality of marketing strategy, while dys—
functional conflict has negative effects. Menon
et al. [46] found that interfunctional conflict ex-
erts detrimental effects on product quality. Mor—
gan and Piercy [49] studied the relationship be-
tween marketing and quality units at the SBU
level and found that interfunctional conflict have
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(Table 1) Studies on Marketing’s Conflict with Other Functions

Dlrgiﬁ?;ﬁ of Performance Social Outcomes Suggested Relationship
Communication difficulty,
};\l;ifg [%Ii(]j One - effectiveness of the Negative
relationship
J aIZ;) glslkfg%ld One - Market orientation Negative
Two Quality of strate Positive (Functional
Menon et al. [45]| (Functional/ markei/ Iformar%cyé - Conflict), Negative
Dysfunctional) P (Dysfunctional Conflict)
Mernon et al. [46] One Quality of product - Negative
Morgan and Market performance, B .
Piercy [49] One financial performance Negative
Xie et al. [80] One New product success - Inverted-U curve
Dyer and One Business performance Quality of interfunctional Positive (Constructive
Song [21] P relationship conflict)
Two .. . Markg tmg*R&I_) Positive (between Cognitive
The current . New product creativity, integration, perceived .
(Cognitive/ . Conflict and Performance)
study . NPD performance effectiveness of the .
Affective) . . Negative (others)
relationship

negative associations with market performance
and financial performance. Xie et al. [80] found
that interfunctional conflict has an inverted—-U
shape relationship with new product develop-
ment performance. Dyer and Song [21] showed
that the level of constructive conflict has a pos-
itive correlation with new product success.
Although the existing studies have provided
valuable insights into conflict management, they
have several limitations. First, most research
has considered interfunctional conflict as a mo-
nolithic construct that varies only in degree. In
his review on channel conflict, implying that
there could be various types of conflicts, Hunt
[32] comments that the source of conflict will
influence whether conflict will be functional or
dysfunctional. However, very few studies in mar-
keting adopt the multidimensional approach.
Menon et al. [45], who examined the differential

effects of functional and dysfunctional conflict,

provided insightful advice on future research di-
rections, saying that “because our research fo-
cused exclusively on cognitive conflict, research
is needed to elucidate and elaborate on the full
range of conflict in terms of types, dimensions,
and facets. For example, research should identi-
fy the characteristics of affective, behavioral,
and emotional conflicts” (p.309)

Second, most research has considered either
performance or social outcomes as the con-
sequences of interfunctional conflict. Walker and
Ruekert [76] discuss tradeoffs in three dimen-
sions on which a business unit’s performance
can be measured, and declare, “good perform-
ance on one dimension often means sacrificing
performance on another” (p.19). It is possible
that conflict enhances one dimension of conse-
quences while it harms another dimension. The
tradeoff was acknowledged in organizational
behavior literature by Jehn [38] who found that
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task conflict has a negative relationship with
sociocultural outcomes such as satisfaction, lik-
ing and commitment to the group, but an in—
verted-U shape relationship with performance.

Third, there has been much emphasis on find—-
ing detrimental effects of interfunctional conflict
while little attention has been paid to its con—
structive roles. Much conceptual work on con-
flict has proposed that conflict is pervasive and
inevitable, having both functional and dysfunc-
tional effects [32, 58]. However, the main focus
of empirical studies has been on identifying con—
flict as a disrupting force within distribution
channels or marketing organizations. The man-—
agerial implication of the dysfunctional per—
spective is that conflict should be minimized, re—
solved or even eliminated [32]. However, wheth-
er the absence of conflict is desirable is open to
further discussion. It can be said that the oppo-
site of love is indifference rather than hatred. An
irony of conflict lies in the fact that conflict aris-
es between close and interdependent people
rather than between strangers [77]. The absence
of conflict often indicates the lack of interest in
the relationship [15], complacency [58] or leth-

argy [33] rather than harmony or peace.

2.2 Cognitive and Affective Conflict

In contrast to marketing literature, organiza—
tional behavior pays vigorous attention to multi—
dimensional approaches on conflict. Guetzkow
and Gyr [28] are among the first researchers
who differentiated between substantive conflict
based on the task being performed and affective
conflict based on the interpersonal relations.
Pinkley [55]'s multidimensional scaling analysis
of disputants’ interpretation of conflict, found

that people distinguish task conflict from rela-

tionship conflict. Jehn [39] employed a qualita-
tive data analysis, which identified three types
of conflict-task, relationship, and process conflict.

Cognitive conflict is an awareness of differ—
ences in viewpoints and opinions pertaining to
a group task, and affective conflict means an
awareness of interpersonal incompatibilities, in—
cluding affective components such as feeling
tension and friction [41]. Researchers have at-
tached various labels on the dimensions such as
substantive vs. affective conflict [28, 52], task
vs. relationship conflict [38, 39] and substantive
vs. interpersonal conflict [22]. However, these
studies employed similar definitions for the two
dimensions, basically describing the identical
constructs [54].

Research in organizational behavior has shown
that cognitive and affective conflict have impact
on group outcomes in a different manner. Jehn
[38] showed that the functionality of conflict de-
pends on the type of conflict and the type of
conflict and the structure of the group in terms
of task type, task interdependence, and group
norms. While task conflict was detrimental in
groups performing routine tasks, it was actually
beneficial in groups performing nonroutine tasks.
Amason [2] found in his survey on 48 top man-
agement teams that cognitive conflict enhances
understanding and affective acceptance of deci-
sion making, while affective conflict has detri-
mental effects on the quality and affective ac—
ceptance of decision making. Jehn [39] also ob-
served that low-performance groups are char-
acterized by a higher level of affective conflict
and a lower level of cognitive conflict, as com—
pared to high-performance groups.

However, it is not yet clear whether the find-
ings of organizational behavior, which are based

on intragroup settings, can be directly applied
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to the interfunctional conflict between market-
ing and R&D in new product development. First,
the effects of intragroup and interfunctional con—
flict might differ to a considerable degree. A
marketing manager would have much less fre—
quent contact with those who work in different
functional department than those who work in
the same group. People in different functions are
expected to have greater variety in educational
background, work responsibility [27] and socio—
cultural traits [69] than members in the same
group. Second, the existing research has been
conducted in general work settings, not in a spe—
cific situation such as new product development.

This study aims to resolve the issues by in-
vestigating interfunctional conflict between mar—
keting and R&D in new product development.
We selected the R&D function among various
functional departments for the following rea-
sons. First, the literature suggests that market-
ing and R&D are most important functions in
the NPD process [5]. Second, marketing’s inter—
action with R&D has drawn much research at-
tention and is almost unanimously suggested as

ORGANIZATIONAL
CHARACTERISTICS

Joint Reward System

one of the most important determinants of new
product success [27, 29, 47]. Third, researchers
have frequently suggested that various types of
teamwork barriers hinder harmonious relation-
ships between marketing and R&D. Marketing
and R&D professionals have language barriers,
in that they say the same thing using different
jargon [27]. Moreover, it is suggested that they
have different sociocultural traits [30, 69]. For
example, marketing managers prefer safe and
sure-bet projects, while R&D managers want to
be involved in high-risk, high-return projects.
Successful management of the NPD process,
therefore, requires proper understanding of in—
terfunctional conflict between marketing and
R&D. We will discuss hypotheses with the ra—

tionale in the following section.

3. Hypotheses

As discussed above, we apply a multidimen—
sional approach on interfunctional conflict by in—
vestigating differential effects of cognitive and
affective conflict. <Figure 1> shows the re-

PERFORMANCE
Interdepartmental Connectedness —_
COGNITIVE New Product Creativity
PROJECT ﬂ NPD Performance
TRIED CONFLICT /
CHARACTERISTICS
Innovativeness of New Product SOCIAL OUTCOMES
Time Pressure AFFECTIVE :i,,,,,,,,\‘ Marketing-R&D Integration
CONFLICT Perceived Effectiveness of the

PERSONAL CHARACTERISTICS | ’

Years of Education

Relationship

p Positive Path
-~ % Negative Path

<Figure 1> Antecedents and Consequences of Cognitive and Affective Conflict
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search model of this study. The consequences
of interfunctional conflict are considered in two
dimensions. One is the performance dimension,
which includes NPD performance and new pro—
duct creativity. The other is the social dimension.
Regarding the first, NPD performance refers to
the overall NPD project success including NPD
objectives met, cycle time, and product quality.
New product creativity is defined as “the degree
to which a new product is novel and has gen—
erative capacity (i.e., the potential to change
thinking and practice)” (Moorman and Miner
[48], p.94).

The second one, as mentioned, is the social
outcome dimension, which is comprised of mar-
keting-R&D integration and perceived effec—
tiveness of the relationship. Marketing—R&D in—
tegration denotes the level of interfunctional in-
teraction, coordination of activities, and collabo-
ration [42, 36]. Perceived effectiveness of the re-
lationship refers to effective and productive
working relationships between functional de-
partments [61].

As antecedents of interfunctional conflict, we
examine organizational (joint reward system,
interdepartmental connectedness), project (in-
novativeness of new product, time pressure) and

personal (years of education) characteristics.

3.1 The Antecedents of Interfunctional
Conflict

The reward structure influences the percep-
tions of organizational members about what is
important in their work [53]. A joint reward
system provides an incentive for both marketing
and R&D people to concentrate more on the
goals at the company level rather than those at
the functional level. Such alignment of market-

ing and R&D goals may motivate both sides to
spend more time and effort interacting with each
other [31]. Interdepartmental conflict increases
when the evaluation and rewards of higher
management focus on local performance of each
department rather than their combined global
performance [6, 78]. Thus, we may hypothesize
as follows :

Hla : A joint reward system is negatively re—
lated to cognitive conflict between mar—
keting and R&D.

Hlb : A joint reward system is negatively re—
lated to affective conflict between mar-
keting and R&D.

Interdepartmental connectedness refers to the
degree of direct communications between people
of different departments [37]. Interdepartmental
connectedness enhances marketing-R&D in-
tegration and promotes the exchange and uti-
lization of information [37]. Increased communi-
cations between the two functions facilitated by
interdepartmental connectedness will provide an
opportunity for marketing and R&D managers
to be familiar with each other’s language and
to understand the ‘funds of knowledge’ [19] of
other functions. Frequent informal contacts will
reduce their stereotypes [53] and the tendency
to consider each other as an outgroup [4]. The
reduced communication barriers and friendly
recognition will reduce interfunctional conflict
between marketing and R&D. Thus, we may
hypothesize as follows :

H2a : Interdepartmental connectedness is neg—
atively related to cognitive conflict be-
tween marketing and R&D.

H2b : Interdepartmental connectedness is neg—
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atively related to affective conflict be-

tween marketing and R&D.

While there has been little consensus on ex-
actly what product innovativeness means [25,
16]. Product innovativeness is frequently used
to indicate the newness of a new product to the
firm or to the market. The newness can be seen
as lack of relevant experience and knowledge a
firm’s personnel can utilize to accomplish their
own tasks. Development of a “really new” prod-
uct will require more difficult, complex, uncer—
tain and unfamiliar tasks to be performed [50].
Complex issues are more likely to produce mis—
understanding and to uncover divergent inter-
ests or dissimilar goals [77]. Walton and Dutton
[78] suggested that when a task is nonroutine
and the means-to—goal relationship is uncertain,
the likelihood of interdepartmental conflict in-

creases. Thus, we may hypothesize as follows :

H3a : Innovativeness of new product is positi—
vely related to cognitive conflict between
marketing and R&D.

H3b : Innovativeness of new product is positi—
vely related to affective conflict between
marketing and R&D.

Karau and Kelly [43] found that people pay
less attention to relevant information when they
feel high time pressure. High time pressure can
make it difficult for the parties involved to find
a common understanding and to think deeply
about various ways to develop collaborative or
integrative methods to settle conflicting posi-

tions or interests [64].

H4a : Time pressure is positively related to co—

gnitive conflict between marketing and
R&D.

H4b : Time pressure is positively related to af-
fective conflict between marketing and
R&D.

Those with more education will find it easier
to cope with conflicting task situations in more
constructive and collaborative ways [6]. Corwin
[14] found that experience within school sys-
tems reduced interpersonal conflict. Thus, we

may hypothesize as follows :

Hba : Years of education are negatively related
to cognitive conflict between marketing
and R&D.

Hb5b : Years of education are negatively related
to affective conflict between marketing
and R&D.

3.2 The Consequences of Interfunctional
Conflict

The positive effects of cognitive conflict on
performance can be considered in terms of the
harmful effects of avoiding or suppressing con-—
flict and the beneficial effects of facilitating con-
flict [18]. Suppressing or avoiding candid dis-
cussions about task-related conflict often leads
to groupthink, an extreme concurrence-seeking
tendency that impedes collective decision—-mak-
ing processes and decision quality [13, 40, 35].
An attempt to suppress cognitive conflict at all
costs may foster ostensible consensus and co—
hesion at the sacrifice of the identification of
possible problems and the evaluation of different
alternatives [74].

The positive effects of cognitive conflict on
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performance can be explained in terms of cogni-
tive processing and motivation. First, cognitive
conflict enhances the cognitive processing of the
individuals and the groups involved [66]. A
number of researchers [8, 57, 63] have found that
cognitive conflict encourages people to better
understand the issues involved and to develop
new ideas and approaches. Different interpreta-
tions of task content issues may furnish the
group with increased learning and more accu-
rate assessment of the situation [23, 38]. Second,
cognitive conflict serves as a motivator by in-
ducing intergroup competition. Cognitive con—
flict between different functions may promote
cohesion and reinforce collaboration within each
function [78]. Intragroup competition may pro-
vide people with increased energy and motiva—
tion, depending on the personalities of the par—
ticipants [9, 12]. Thus, we may hypothesize as

follows :

H6a : Cognitive conflict between marketing and
R&D is positively related to new product
creativity.

H6b : Cognitive conflict between marketing and
R&D is positively related to NPD perfor—

mance.

Despite its potential benefits to performance,
cognitive conflict may hurt the emotional well-
being of the parties involved. The similarity—
attraction paradigm (e.g., [11]), which predicts
that similarity increases interpersonal attraction
and liking, would support the proposition. When
an individual can freely interact with any of a
number of people, he/she tends to select a per-
son who shares similar opinions [79]. Ross [60]

proposed that a person’s normal reaction to any

form of disagreement involves negative emo-—
tions, however advantageous the outcomes may
be. Researchers [3, 7, 63] have found that even
task-related conflicts can carry dissatisfaction,
frustration, and unwillingness to stay in the
group [38]. Such negative feelings will hurt the
willingness to cooperate and the perceive effec—
tiveness of the relationship. Thus, we may hy-

pothesize as follows :

H7a : Cognitive conflict between marketing and
R&D is negatively related to marketing—
R&D integration.

H7b : Cognitive conflict between marketing and
R&D is negatively related to the perceived

effectiveness of the relationship.

Affective conflict, interpersonal problems that
are not directly related to task, may have neg-
ative effects on performance in three related
ways [38, 52, 66]. First, affective conflict limits
the individual’'s cognitive processing ability. In-
creased anxiety and stress restrict the ability of
the group members to process new or complex
information [73]. Second, relationship conflict
makes the parties involved resistant to the ideas
provided by other functional departments. Third,
valuable resources such as time and energy that
should be devoted to new product development
are wasted to resolve the affective conflict [80].

Thus, we may hypothesize as follows :

H8a : Affective conflict between marketing and
R&D is negatively related to new product
creativity.

H8b : Affective conflict between marketing and
R&D is negatively related to NPD perfor—

mance.
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Affective conflict is characterized by friction,
frustration and personality clashes between func—
tional departments. Affective issues are more
threatening to the self-identity and involve more
negative emotions such as dissatisfaction and
animosity than cognitive ones [18]. Such neg-
ative emotions often lead to negative norms of
reciprocity, escalation of conflict, and attributing
hostile motives to the other department’s behav—
ior [66]. It seems reasonable therefore to expect
that affective conflict may increase communica-
tion barriers between functional departments and
reduce the intention to cooperate with each other

[61]. Thus, we may hypothesize as follows :

H9a : Affective conflict between marketing and
R&D is negatively related to marketing—
R&D integration.

H9b @ Affective conflict between marketing and
R&D is negatively related to the perceived

effectiveness of the relationship.

4. Methodology

To test the hypotheses, we collected data from
high technology companies in Korea. By telephone
contacts, we identified key managers from market—
ing and R&D areas who have been involved in new
product development efforts within two years. Also,
we relied on them to identify the counterpart man—
agers in R&D or marketing areas. Those in both
marketing and R&D areas responded to ques-
tionnaires by mail or by person. They specified their
most recent NPD project and answered to questions
related to the selected project. After excluding in—
appropriate responses, we collected usable re-
sponses of 97 marketing managers and 102 R&D
managers from 92 companies. The responding firms

were mainly from electronics, telecommunications,
information processing, internet, and chemistry in—
dustries. The average annual sales of the respond-
ing firms was 933 billion won (778 million U.S. $)
and the average number of employees was 1983.
The average age of the respondents was 34.7 and
87.4% of the respondents was male.

We used seven point Liker-type scales and the
same measurement items already applied in pre-
vious empirical studies. The Korean version of the
questionnaire was prepared using the double trans—
lation and parallel translation method [71]. The joint
reward system was measured with four Likert
scale items adapted from the Barclay’s [6] sub-
optimizing incentive scale. Interdepartmental con-
nectedness was measured by the four items devel-
oped by Jaworski and Kohli [37] and revised by
Sethi [64]. Seven items developed by Song and Xie
[70] were used to measure the innovativeness of
a new product and three items developed by Sethi
[64] were utilized to measure time pressure. We
asked education level by four categories of below
bachelor, bachelor, master and doctor degrees, and
transformed the responses to years of education.

We measured cognitive and affective conflict
by the measurement items that were developed
by Jehn [38]. Specifically, cognitive conflict was
measured by asking (1) How much do market-
ing and R&D managers disagree about opinions
regarding the work being done? (2) How fre-
quently are there conflicts about ideas between
marketing and R&D managers? (3) How much
conflict about the work you do is there between
marketing and R&D managers? (4) To what ex—
tent are there differences of opinions between
marketing and R&D managers? Affective con-
flict was measured by asking the level of fric—

tion, personality conflicts, tension, and emotional
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conflict.

The measure of new product creativity was
comprised of four items drawn from Moorman
and Miner [48]. The items include whether their
new product was creative, challenged existing
ideas for the category, offered new ideas to the
category, and spawned ideas for other products.
The measure of marketing-R&D integration was
comprised of four items adapted from Souder et
al. [72]. The items assess the level of contact,
amount of information flow, and participation
and interactions between R&D and marketing
parties. We measured perceive effectiveness of
the relationship by five items developed by Rue-
kert and Walker [6] and modified by Fisher et
al. [24]. The four items developed by Song et
al. [68] were adapted to measure NPD perfor-

mance. Both marketing and R&D managers an—

swered all of the items.

5. Results

<Table 2> shows the descriptive statistics
and correlation matrix of the variables. To test
hypotheses H1 to H5, we estimated two regres—
sion equations, one with cognitive conflict as the
dependent variable and the other with affective
conflict as the dependent variable. <Table 3>
shows the results. Joint reward system was
predicted to be negatively related to cognitive
conflict (Hla) and affective conflict (H1b). The
coefficient was significant only in affective con—
flict (-0.18, p < 0.05). Therefore, Hla was not
supported, while Hlb was supported.

(Table 2) Correlation Matrix and Descriptive Statistics

1 2 3 4 5 6 7 8 9 10 | 11|12 ] 13
1. New product creativity | (0.87)
2. NPD performance 0.25 |(0.80)
3. Integration 0.20 | 0.28 (0.91)
4. Relationship quality 0.08 | 027 | 052 [(0.93)
5. Cognitive conflict 0.09 | 0.10 | -0.07| -0.09 | (0.91)
6. Affective conflict -0.12 | -0.05|-0.27| -0.26 | 0.61 |(0.91)
7. Joint reward system 011 | 030 | 039 | 0.34 | -0.10 | -0.21 | (0.75)
8. Interdep. connectedness| 0.00 | 0.21 | 0.16 | 0.27 | -0.09 | -0.18 | 0.49 | (0.89)
9. Innovativeness 029 | 018 | 023 | 0.32 | -0.02 |-0.03| 026 | 0.21 |(0.90)
10. Time pressure 034 | 027|016 | 019 | 027 | 016 | 013 | 0.15 | 0.32 |(0.92)
11. Year of education 022 | 025|006 | 006 | 001 |-0.14|-0.09|-017| 0.09 | 0.05 | N.A.
12. Market turbulence 015 | 007 | 0.06 | 005 | 0.13 | 0.14 | 013 |-0.04| 0.18 | 0.29 | -0.04 | (0.69)
13. Tech. turbulence -0.06| 009 |-001| 003 | 0.10 | 012 | 0.01 | 0.06 | 0.06 | 0.09 | -0.12| 0.15 | (0.81)
Average 476 | 528 | 449 | 481 | 3776 | 333 | 403 | 457 | 449 | 493 | 1778 | 434 | 493
Standard Deviation 112 | 094 | 1.05 | 1.08 | 1.10 | 1.11 | 1.09 | L.11 | 1L.15 | 113 | 270 | 093 | 1.00

Note) Correlation coefficients that are over 0.15 or below -0.15 are significant at 0.05 Values of Cronbach’s
alpha appear in diagonals embraced within parentheses.
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(Table 3) Regression Coefficients with Cognitive and Affective Conflict as Dependent Variables

Dependent Variables Cognitive Conflict Affective Conflict
Joint reward system -0.07 -0.18"
Interdepartmental Connectedness -0.09 -0.15
Innovativeness of new product -0.07 0.00
Time pressure 031" 021"
Year of education -0.04 -0.19™
R’ 010" 012"

Note) Standardized regression coefficients, ™ p < 0.01, " p < 0.05, " p < 0.10 (n = 199).

Interdepartmental connectedness was predic—
ted to be negatively related to cognitive conflict
(H2a) and affective conflict (H2b). The coeffi-
clent was marginally significant in affective con—
flict (-0.15, p < 0.10) and not significant in cog-
nitive conflict. Therefore, H2a was not suppor—
ted and H2b was marginally supported.

Innovativeness of new product was predicted
to be positively related to cognitive conflict (H3a)
and affective conflict (H3b). Because both of the
coefficients were not significant, H3a and H3b
were not supported.

Time pressure was predicted to be positively
related to cognitive conflict (H4a) and affective
conflict (H4b). The coefficients were significant
for both of cognitive conflict (0.31, p < 0.01) and
affective conflict (0.21, p < 0.01). Therefore, H4a

and H4b were supported.

Years of education were predicted to be neg-
atively related to cognitive conflict (H5a) and
affective conflict (H5b). The coefficient was sig-
nificant only for affective conflict (-0.19, p <
0.01). Therefore, Hoa was not supported and
Hb5b was supported.

To test hypotheses H6 to H9, we estimated
four regression equations with performance va-
riables (NPD performance, new product crea-
tivity) and social variables (Marketing—R&D in-
tegration, perceived effectiveness of the rela-
tionship) as dependent variables, and market and
technological turbulence as control variables.
<Table 4> shows the results.

Cognitive conflict was predicted to be pos—

itively related to new product creativity (H6a)

(Table 4) Regression Coefficients with Performance and Social Outcomes as Dependent Variables

Performance Social outcomes
New product NPD Marketing-R&D Perceived effectiveness
creativity performance integration of the relationship
Cognitive conflict 023" 0.20° 0.13 0.09
Affective conflict -0.27" -0.19" -0.36" -0.33"
(Control variable) .
Market turbulence 017 005 009 008
(Control variable) N
Technological turbulence 0.08 008 000 0.04
R’ 0.08" 0.04° 0.09” 008"

Note) Standardized regression coefficients, =

p <001, " p<005 " p<010 (n = 199).
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and NPD performance (H6b). The coefficients
were significant for both of new product crea—
tivity (0.23, p < 0.01) and NPD performance
(0.20, p < 0.05). Therefore, H6a and H6b were
supported.

Cognitive conflict was predicted to be neg-
atively related to marketing—R&D integration
(H7a) and perceived effectiveness of the rela-
tionship (H7b). The coefficients were not sig-
nificant for both. Therefore, H7a and H7b were
not supported.

Affective conflict was predicted to be neg-
atively related to new product creativity (H8a)
and NPD performance (H8b). The coefficients
were significant for both of new product crea-
tivity (-0.27, p < 0.01) and NPD performance
(-0.19, p < 0.05). Therefore, H8a and H8b were
supported.

Affective conflict was predicted to be neg-
atively related to marketing—R&D integration
(H9a) and perceived effectiveness of the rela-
tionship (H9b). The coefficients were significant
for both of marketing-R&D integration (-0.36,
p < 0.01) and perceived effectiveness of the rela-
tionship (-0.33, p < 0.01). Therefore, H9a and
H9b were supported.

6. Discussion and Conclusion

6.1 Academic Implications

Findings of this study have several academic
implications. First, they reveal that conflict has
some beneficial effects; cognitive conflict is posi-
tively related with new product creativity and
NPD performance. They also suggest that sim-
ply avoiding or suppressing marketing’s conflict

with other functions may not be a good strategy

for developing successful and creative new pro—
ducts.

Second, this study presents that affective con-
flict has negative impacts on performance and
social outcomes, while cognitive conflict is ben—
eficial to performance. In much previous rese—
arch, conflict has been conceptualized as a sin-
gle-dimension construct. This approach has pre—
sumably contributed to plausible but contra-
dictory predictions of the effects of conflict. As
Amason ([2], p.143) indicated, “the first step to
resolving this conundrum is to recognize that
conflict comes in at least two distinct but related
forms.” Our results suggest that the type of con-
flict, cognitive or affective, determines the func—
tionality. Marketing managers should not avoid
or suppress conflict when it is about opinion dif-
ferences on the task being performed, while
paying close attention to affective conflict that
undermines both the interfunctional relationship
and NPD performance.

Third, our results showed that cognitive con-
flict has positive effects on new product crea—
tivity and NPD performance. Let’s return to the
business adage that appeared at the front, “when
two people in business always agree, one of
them is unnecessary.” While a few studies have
addressed the issue of interfunctional differen-
ces between marketing and other departments,
little attention has been paid to beneficial roles
of such differences. Researchers have attached
a variety of terms that imply negative meaning
to interfunctional differences, such as ‘interpre-
tive barriers [19], ‘teamwork barriers [69]', ‘bar-
riers to collaboration and cooperation’ [27]. Disa-
greements on NPD tasks can supply valuable
resources that are utilized to understand each

other’s perspective and to discover more crea-



tive alternatives. A recent study [65] also found
that the presence of members with different
ideas and perspectives is one of the key con-

ditions of innovative new product development.

6.2 Managerial Implications

This study shows that only affective conflict
1s negatively associated with a joint reward sys—
tem, interdepartmental connectedness, and years
of education. Marketing managers might reduce
the detrimental effects of affective conflict while
maintaining the helpful effects of cognitive con—
flict by introducing a joint reward system or fa—-
cilitating interdepartmental connectedness.

In many companies marketing and R&D man-
agers are often evaluated and rewarded accord-
ing to their local functional performance [27, 51].
For example, while marketing personnel often
receive incentives based on their marketing ac-
complishments such as market share increase,
R&D managers get their bonuses based on te-
chnical achievements such as patents and pub-—
lications [27]. Collectivistic cultures of Asian
firms might promote the effectiveness of a joint
reward system in reducing affective conflict be-
tween R&D and marketing functions while keep—
ing cognitive conflict intact.

Interdepartmental connectedness might be
more important in East Asian countries than in
North America or Western Europe. In low-con-
text cultures such as the United States and
Great Britain, much meaning of a given commu-
nication comes from the spoken word per se. By
contrast, in high-context cultures such as Korea
and Japan, the external environment and non-
verbal behaviors are important for understan-

ding communication [10, 81]. The same literal
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words can convey various subtle nuances ac—
cording to the timing, facial expression in high—
context cultures. Face-to—face conversations
provide tacit information and immediate feed-
back that can be utilized to increase the accu—
racy of communication [47]. We might therefore
expect that interdepartmental connectedness,
the degree of direct communication between dif-
ferent departments, is more effective for re—
ducing affective conflict in high-context cul-
tures such as Korea.

Years of education might be important in
Confucian cultures, which place high value on
education [34]. A higher level of education pro-
vides knowledge and skills that can be used to
avoid unnecessary affective conflict. To many
Koreans, their schooldays also offer an impor—
tant opportunity to be affiliated with the alumni
associations. Alumni networks play a critical
role in Koreans’ social life, providing social con-
nections of mutual interests and benefits [75].
Personal relations, instead of formal authority or
written contracts, often maintain guiding princi-
ples of management in East Asian countries

such as Korea, China and Japan [1].

6.3 Limitations

The cross—sectional nature of our data limits
us to an analysis of correlations among con-—
temporaneous variables. Developing a time-ser-
ies database and testing the antecedents and
consequences of interfunctional conflict in a lon—
gitudinal framework would provide more insight
into probable causation. This research is vul-
nerable to criticism because of the limited re-
search context, i.e., that the survey covers small

sample and only in Korea. Therefore, the results
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of our survey are limited in enabling us to as—
certain generalizability far outside the current

context.
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