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ABSTRACT
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239 p. incl. 4 Appendices

Acta Universitatis L appeenrantaensis 289
Diss. Lappeenranta University of Technology
ISBN 978-952-214-485-0, ISBN 978-952-214-486-7 (PDF), ISSN 1456-4491

The purpose of this dissertation is to increase the understanding and knowledge of field sdes
management control systems (i.e. sales managers monitoring, directing, evaluating and rewarding
activities) and their potential consequences on salespeople. This topic is important because
research conducted in the past has indicated that the choice of control system type can on the
other hand have desirable consegquences, such as high levels of motivation and performance, and
on the other hand lead to harmful unintended consequences, such as opportunistic or unethical
behaviors.

Despite the fact that marketing and sales management control systems have been under rigorous
research for over two decades, it till is at a very early stage of development, and severd
inconsistencies can be found in the research results. This dissertation argues that these
inconsistencies are mainly derived from misspecification of the level of anaysis in the past
research. These different levels of analysis (i.e. strategic, tactical, and operational levels) involve
very different decision-making situations regarding the control and motivation of sales force,
which should be taken into consideration when conceptualizing the control. Moreover, the study
of salesperson consequences of a field sales management control system is actually a cross-level
phenomenon, which means that at least two levels of analysis are simultaneously involved.

The results of this dissertation confirm the need to re-conceptualize the field sales management
control system concept. It provides empirical evidence for the assertion that control should be
conceptualized with more details at the tactical/operational level of analysis than at the strategic
level of analysis. Moreover, the results show that some controls are more efficiently
communicated to field salespeople than others. It is proposed that this difference is due to
different purposes of control; some controls are designed for influencing salespersons’ behavior
(aim at motivating) whereas some controls are designed to aid decision-making (aim at providing
information). According to the empirical results of this dissertation, the both types of controls
have an impact to the sales force, but this impact is not as strong as expected. The results
obtained in this dissertation shed some light to the nature of field sales management control
systems, and their consequences on salespeople.

Keywords: Sales management, management control systems, organizational behavior, motivation
UDC 65.012.4 : 658.8.07 : 658.81
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1 INTRODUCTION

11 BACKGROUND AND MOTIVATION

Traditionally Finnish firms have devoted their efforts on technical expertise, leaving less
emphasis on commercidizing and selling (Fiilin, 2007). This has lead to a situation, where the
firms are reaizing the importance of selling (e.g. Haapakoski, 2005; Wigell, 2002) and are
struggling for improving the efficiency of selling (Isotalo, 2005). When aiming at improving the
productivity and efficiency of their sales organizations, the firms are facing problems related to
design of appropriate remuneration and control systems (see e.g. Haapakoski, 2006b; Lampinen,
2006). These news and writings indicate that there is a need for deeper understanding of saes
management control systems (i.e. sales managers monitoring, directing, evauating and
rewarding activities, see e.g., Anderson and Oliver, 1987) among Finnish sales organizations.
This need for research has been identified also in the academic research literature: research
conducted in the past has indicated that the choice of control system may, on the one hand, have
desirable consequences, such as high levels of motivation and performance (e.g., Oliver and
Anderson, 1994), and on the other hand lead to harmful unintended consequences, such as
opportunistic or unethical behaviors (e.g., Ramaswami, 2002; Romén and Munuera, 2005).

This dissertation seeks to increase understanding and knowledge of field sales management
control systems and their potential psychological and behavioral consegquences for salespersons.
With such knowledge managers should be able to improve their sales organization performance
with appropriate control system design and at the same time avoid pitfalls of unintended

conseguences.

12 THE POSITIONING AND SCOPE

This study contributes to the literature on marketing and sales management control systems,
extending the seminal work on control conceptualizations started by Anderson and Oliver (1987)
and Jaworski (1988). Its contribution is to follow, to some extent, the research agenda proposed
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by Baldauf, Cravens and Piercy (2005) in their synthesis of research conducted in recent decades.
Thus, this study can be positioned into marketing and sales management control system
literature, and its scope is especialy on the control and its salesperson consequences. When
looked upon more broadly, the study can aso be seen as a part of research examining the
antecedents of salesperson performance by studying the impact of organizational factors on
performance antecedents, as outlined by Walker, Churchill, and Ford's (1977) conceptual model.

13 SPECIFIC RESEARCH GAPS

It is widely accepted that well performing salespeople contribute to the sales organization's
overdl performance. The sales organization performance, in turn, contributes to firm’s overall
performance. Thus, it is not a surprise that antecedents of salesperson performance have received
attention from researchers. The sales management literature presents severa different models of
such antecedents. The most widely known and cited of these is Walker, Churchill and Ford’s
(1977) modd, in which sales performance is hypothesized to be a function of the salesman’s
level of motivation, aptitude or ability, and his perceptions about how his role should be
performed. Later on, Churchill, Ford, Hartley, and Walker (1985) published their meta-anaysis
of 116 research articles, concluding that the main determinants of sales performance ranked as
follows: (1) role variables, (2) skill, (3) motivation, (4) the salesperson’s personal factors, (5)
aptitude, and (6) organizational/environmental factors. Since this meta-anaysisin particular there
has been generd consensus that salesperson performance is determined by role perceptions,

motivation, and skills/abilities.

Even though organizational/environmental factors ranked last in the list of performance
antecedents, the research on sales management started to shift towards examining the relationship
between organizationa variables and salesperson performance or its antecedents (e.g., Anderson
and Oliver, 1987). The focus has mainly been on studying the relationship between
organizational variables and performance antecedents, such as role perceptions and motivation.
This follows the logic of Waker, Churchill, and Ford's (1977) conceptual model of salesperson
performance, which also proposed that organizational variables (e.g., closeness of supervision

and compensation plan) determine the performance antecedents (motivation and role
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perceptions). One of the most promising concepts in this attempt has been that of the saes
management control system. The conceptualization of the field sales management control system
presented by Anderson and Oliver (1987) has been one of the most cited works in this stream of
research. It defines such a system as the extent to which sales managers perform monitoring,
directing, evaluating, and rewarding activities over their salespeople. Thus, the concept captures a
broad range of manageria activities. This was followed by another seminal paper by Jaworski
(1988) offering a general theory of marketing control, which was suggested to consist of the
forma elements of input, process, and output controls, and the informal elements of self control,
socid control, and cultural control. Both Anderson and Oliver’s (1987) conceptualization and
Jaworski’'s (1988) theory of marketing control have been the foundation for several studies
attempting to extend our understanding of the relationship between manageria activities and
sal esperson performance and its antecedents.

In the two decades following the publication of the seminal papers by Anderson and Oliver
(1987) and Jaworski (1988) systems of marketing and sales management control and their
potential consequences have been the subjects of rigorous research. Baldauf, Cravens and Piercy
(2005) published a synthesis of the research on sales management control and concluded that the
findings were encouraging concerning the favorable effects of certain types of control system on
salespersons’ attitudes and behaviors.

However, even though the research findings indicate the importance of these control systems as
antecedents of salespersons’ attitudes, behaviors, and performance, there are some important
issues unresolved. Despite the fact that they have been under rigorous study for two decades, the
theory is till at a very early stage of development (Baldauf, Cravens, and Piercy, 2001). In their
review of past research literature on sales management controls, Badauf, Cravens and Piercy
(2005) identified inconsi stencies in conceptualizations of control systems. The most significant of
these were related to the dimensionality of the control concept (i.e. unidimensional versus
multidimensional constructs) and combinations of control (i.e. combinations of different controls
versus a fixed set of control categories or types). Based on the conclusions of their literature
review, they called for research efforts to revise conceptualizations of control systems in order to

resolve these inconsistencies in the future. In addition to these inconsistencies, the empirical
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studies have not followed the original specifications of the concepts regarding the level of
anaysis. Oliver and Anderson (1994), for example, theorized on salesperson-level of analysis and
limited themselves on studying salespersons’ perceptions of control, whereas Jaworski (1988)
defined control as designed set of managerial activities. The same theoretical concepts of control
have been used to study sales management control systems at different levels of analysis,
including those of chief sales executives (e.g., Babakus et a., 1996), field sales managers (e.g.,
Babakus et a ., 1996), and salespersons (e.g., Piercy, Lane, and Cravens, 2002). So far these level
issues have not been extensively discussed. Babakus et al. (1996) identified the importance of
considering different levels of sales management and suggested that the conceptual models
should take samples from different levels of anaysis. However, this goproach does not take into
consideration the fact that the salesperson consegquences of field sales management control
constitute a cross-level phenomenon. The control is exerted on salespeople by managers, which
means that at least two levels of analysis are simultaneously involved. Moreover, salespersons
form their own perceptions of the control system in use (Oliver and Anderson, 1994). These
perceptions do not necessarily match with those of sales managers. Thus, as Baldauf, Cravens
and Piercy (2001) dtate, there is a need for a detailed conceptualization of sales management

control systems that distinguishes between the managerial and the salesperson levels.

Consequently, if there is obscurity over the appropriate conceptualization of management control
systems in sales organizations, this obscurity concerns also the findings regarding the
consequences of control. Firstly, as Baldauf, Cravens and Piercy (2005) note, the studies using
different control conceptualizations have focused on different consequence-variables as well.
This leads into a situation, where comparison of research results across sudies goplying different
control conceptuaizations cannot be made. Secondly, the empirica studies have focused on
studying the relationships of control and hypothesized consequences on a single-level of analysis.
In other words, empirical assessments have studied either how control perceptions are related to
self-reported psychological or behavioral consequences or how self-reported exercised control is
related to perceived psychological or behavioral consequences among subordinates. This again
limits comparability of results across studies. Thus, even though the sal esperson consequences of
sales management control systems have been widely studied, there is a need for research that
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assesses the relationship between sales manager’s self-reported exercised control and

salespersons' self-reported psychological /behavioral consequences.

14 RESEARCH QUESTIONS AND THEIR DEMARCATIONS

The need to re-conceptualize the control system concept and to assess its salesperson
consequences was identified above, when dealing with research gaps. These research gaps could
be formulated as the main research problem of the study:

How isthe field sales management control system related to salespersons’ per ceptions of

control and their psychological or behavioral responsestoit?

Answers to this main research problem are sought by first examining the appropriate
conceptualizations and operationalizations of these control systems and then considering the
salespersons’ perceptions of the exercised control. Finally, the relationship between the control
system and the salespersons’ psychological and behaviora responses to it are assessed.
According to this logic, the main problem can be broken down into sub-problems as presented

below in the remainder of this section.

i. How should the field sales management control system be conceptualized and

operationalized?

A call for the refinement of the conceptualization of the sales management control system, and
for empirical research on control relationships at the managerial and salesperson levels in the
same organization, has been made in recent research literature. It is asserted here that these two
issues are related. Multilevel organizationa theory suggests that constructs should be defined
with regard to the level of analysis (e.g., Klein, Dansereau, and Hall, 1994). This means that the
ideal conceptualization of a control system may be different depending on this level. The present
dissertation represents an attempt to answer the above-mentioned calls for research by presenting

and empiricaly testing amultilevel framework for studying the sales management control system
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and its salesperson consequences. This framework is a step towards arriving at a multilevel

theory of sales management control.

In response to this first sub-problem, the extant literature on sales management control systems is
reviewed and the consistencies and inconsistencies of past research gpproaches are discussed.
The major background theories are then categorized according to the level of anaysis and
reviewed in order to present a conceptualization that is gpecified accordingly. This
conceptualization is, to some extent, assessed empirically.

ii.  How do salespeople perceivefield sales management control systems?

The second sub-problem deals with the congruence of sales managers and salespersons’
perceptions of the control systems in the same organization. It is examined by means of an
empirical investigation of the relationships between the perceptions of first-line field sales

managers and salespersons of the concept of sal es management control.

iii.  How do salespeople respond to the field sales management control systems?

Finally, the third sub-problem deals with salespersons’ psychologica and behaviora responses to
control, i.e. its salesperson consequences. Previous research has identified several such
consequences, and the present dissertation offers an empirical assessment of whether these

findings hold given the new conceptualization of control.

As this study aims to find answers to the above mentioned sub-problems, some demarcations
must be made. First of al, this dissertation focuses only on control over personnel. Jaworski
(1988) has distinguished personnel control from control over activities, which focuses on
examining marketing or sales strategies and programs etc. Second of these demarcations concerns
the domain of control. Previous research on marketing and sales management control systems has
not resulted in an explicit definition of the domain of control, i.e. whether the sales personnel
should be separated from the more genera marketing personnel. Jaworski (1988), for example,
aimed at a conceptualization of general marketing controls, which has been applied in studies on
sales personne (e.g., Joshi and Randall, 2001) as well as marketing staff (e.g., Ramaswami,
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1996). Anderson and Oliver’'s (1987) conceptuaization of control systems was designed for sales
organizations, but while the studies applying this approach have focused on such organizations,
the results and theory development have, at least on certain occasions (e.g., Piercy, Lane and
Cravens, 2002), been based on the assumption that Jaworski’s work is part of the same research
domain of control. While there are arguments that the same conceptualization should be used for
both sales and marketing personnel (e.g., Baldauf, Cravens and Piercy, 2005), there are empirical
findings suggesting that there are significant differences between saes and other marketing
positions (e.g., Agarwal, 1996). Since there is no clear consensus over the domain question
(marketing vs. sales), this study is limited to theorizing only on field sales management control
systems. However, the relevant theory on marketing controls is also discussed and reviewed.
Third demarcation is related to intentiona purposes of sales manager’'s control activities. This
study focuses on the manager’ s self-reported controls that are exercised in sales organizations and
employee perceptions of and reactions to control. The differences in sales organizations
intentions (e.g. is the sales organization aiming at maximize profits or at growth?) are left out of
anaysis. Instead intentions are embedded in the control system measures, and bundled together.
However, if organizations' intentions were included into the study, it would have lead to the
necessity of using more detailed control measures. For example, if companies were aiming at
profit maximization then probably the applied output control system would reflect more issues
that relate to above mentioned goals. Fourth demarcation concerns the time-span of exercised
control. This study limits itself on the examination of different forms of control irrespective of
time. It should be noted that the time-span of control (e.g. How frequent is the measurement of
performance? What is the length of the period of evaluation?) It is possible that these issues have
influence on the employee responses to control. Fifth demarcation deals with geographical focus
of the present study. The empirical part of the study focuses on Finnish field sales organizations
and field sales that occur in Finland. It should be noted that sales organizations in different
countries are faced with different cultures, legidation, and markets. It is expected that these
issues have at least some influence on the controls used in the organizations and employee

responses to control.
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15 METHODS

Traditionally sales management research deals with questions that arise from manageria
problems, and consequently it has been a common standard to use “rea datd’, usually collected
with survey method (Zinkhan, 2006). This kind of research tradition falls under a positivism
paradigm, which views reality as objective and apprehensible (see Sobh and Perry, 2005). In this
study, the strict positivist assumptions of ontology and epistemology are relaxed, which means
that the adopted approach fals under critica realism. Critica redism differs from strict
positivism, in that it acknowledges that our knowledge of redlity is imperfect (e.g. Easton, 2002).
In sales management control system research, this would mean that salespersons form their
perceptions of “true” control and respond to it by how they perceive it. Thus, this dissertation
examines both parties in the employer-employee exchange relaionship, namely sales manager
and salesperson.

The theoretical part of the dissertation is based on an extensive literature review, for which
severd articles on marketing and sales management control systems were read and anayzed (see
Appendix 1).

The empirical data was collected during Spring 2004 by means of two different questionnaires,
one designed for field sales managers and another for salespeople. They were both given a
numerical code, which enabled the researcher to combine responses from the same saes
organization. Thus, there were several respondents from each sales organization (one field sales
manager and between zero and five field saespeople) and these respondents were on two
different hierarchical levels.

The above-mentioned data structure complicates the data anadysis, since using multiple
respondents violates the assumption of observation independence that is prevalent in norma
statistical analysis techniques, such as factor analysis, correlations and multiple regressions (see
e.g., Hair et al., 1998). Special attention was therefore given to the analysis. When the above-
mentioned normal analysis techniques were used to test the relationships on one level, the data
was split into parts (e.g., the field sdes manager sample and the sample comprising one

salesperson per organization) in order to fulfill the requirement of observation independence.
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When the analysis dealt with phenomena on both levels (i.e. both field sales manager and
salesperson respondents), a multilevel modeling technique called hierarchica linear modeling
(HLM, see Bryk and Raudenbush, 1992) was used. As compared to other multilevel techniques,
such as Within-and-between analysis (Dansereau and Yammarino, 2000) and regression with
cross-level operator (James and Williams, 2000) HLM is especially well suited to handling data
with outcome variable at lowest level of analysis and multiple predictors at same and higher
levels (see Hofmann, Griffin, and Gavin, 2000; Kozlowski and Klein, 2000). This method is

presented more thoroughly later in the text.

16 ASSUMPTIONS

The aim in the present dissertation isto discuss and to empirically assess the effects of field sales
management control systems on salesperson consequences. Thus, it purports to assess the causal
relationships between the two. Methodological and philosophical literature has defined certain
conditions for causal relationships, both deterministic and probabilistic'. For a relationship to be
causal, it hasto fulfill three conditions (Kinnear and Taylor, 1987, 329-331):

i covariance between the variablesin the relationship

ii. the independent variable must occur before the dependent variable

iii. the covariance is not due to an external factor.

Hair et al. (1998, 592) suggest that, in addition, there is also a fourth condition:

iv. acausa relationship hasto have atheoretica foundation.

According to Kinnear and Taylor (1987, pp. 331-356), only experimental or quasi-experimental
research settings allow the researcher to make causal inferences. By experimental research

! According to some definitions, a causal relationship meansthat A causes B or A produces B (Cooper and
Schindler, 2000, pp. 148). Thisis quite strict, however, and it does not alow any exceptions. Therefore causal
relationships are often divided into two types: deterministic and probabilistic (Kinnear and Taylor, 1987, pp. 329).
Deterministic causality means that every time A occursit inevitably produces B, whereas probabilistic causality is
less strict and therefore more suitable for socid studies: it means that the occurrence of A increases the likelihood
that B will also occur. The term causality hereafter in this dissertation refers to probabilistic causality, as follows
from adopted critica realism approach (e.g. Easton, 2002).
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settings they refer to studies in which the researcher controls or manipulates one or more
independent variables, and measures the effects of the manipulated variables on the dependent
variable. In a quasi-experimental research setting the researcher controls the data-collection
process (i.e. when and from whom the data is collected), but she or he lacks control over the
timing of the effect of the independent variables and the randomness of the exposure. According
to Kinnear and Taylor (1987, pp. 341-345), studies using survey or observation gpproaches do
not alow the researcher to make causal inferences because he or she first has to observe the
effect and then to find a cause for it, which prevents the fulfillment of the time-order condition in
causal relationships.

The present study uses a survey approach based on cross-sectional data. Even though it measures
‘the cause’ (i.e. the field sales management control system) from the field sales manager’'s
perspective and ‘the consegquences’ from the salespeople’s perspective, it fails to fulfill the time-
order condition. Thus, it is assumed that the control exercised in the sales organizations is stable

across time periods, and that using cross-sectional data alows causal inferences.

17 DEFINITIONS

This section delineates some of the central concepts used in the present study in order to help

readers to follow the text and avoid conceptual misunderstandings.

Field sales force refers to an outside (in the field) sales force, and consequently the term field
salesperson refers to a salesperson that works in the field, i.e. spends a considerable
amount of time beyond the sales manager’'s direct supervision. Field sales manager
refers to the closest supervisor of the salespersons, and the term first line manager is aso
used interchangeably with this term.

L evels of analysis and theory

The terms “level of analysis’ and “level of theory” are discussed rather extensively. Sales
organizations are viewed as hierarchical structures on different levels (e.g., salesperson,

field sales manager). Naturdly, these different levels are characterized by different
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problems and decision-making situations. There is a detailed discussion of the levels |ater
on in the text. It is important to note, however, that as the decision-making situations and
problems differ across levels, so do the relevant theories and theoretica constructs (e.g.,
Kozlowski and Klein, 2000). While some of the constructs are clearly specific to one
level (e.g., a salesperson’s motivation is clearly on the individua level, namely the
salesperson level), the organizational variables in particular are often vaguely expressed
or defined (Kozlowski and Klein, 2000). The construct of the field sales management
control system is no exception to this, and therefore the theoretical background is
reviewed. These theories are organized into or ganization-level theories, which deal with
organizations and their (interna and/or externd) environments, and individual-level
theories, which ded with individual human beings and their characteristics and
perceptions of their environments. This dissertation focuses on the relationship between
the field sales manager’'s exercised control and field salespersons’ responses to it, which
in practice means that the study involves two distinct and simultaneous levels of analysis,

i.e. the emphasisis on cross-level relationships.

The theoretical part of the dissertation considers the different levels in the context of
sales-management problems more widely, but the empirica part focuses on the following

levels:

1) Field sales manager
2) Field salesperson

Even though the field sales manager and the organizational levels can be distinguished
from each other, in this study the former represents the latter, i.e. the constructs are
assumed to be the same for each salesperson within the sales organization. In this
dissertation the control system in use, i.e. exercised control, is measured at field saes
manager-level. This is compared to field salespersons’ perceptions of this control, which

are measured at salesperson-level.
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M anagement contr ol system

General: As the literature review shows, there are conceptualizations of field saes
management control systems (Anderson and Oliver, 1987) and of marketing control
(Jaworski, 1988). While some researchers argue that the same conceptualization should be
used for both sales and other marketing personnel (Baldauf, Cravens, and Piercy, 2005),
this dissertation concentrates on field sales management control systems, i.e. the control
system only applies to field sales organizations. The literature review also covers
marketing control systems, and therefore the term ‘marketing control’ is also used when
the author citesthis literature.

Dimensions and types of control: One issue that requires more research is the
dimensionality of the sales management control system (Badauf, Cravens, and Fiercy,
2005). There is, however, some controversy over what is meant by dimensions and types
of control. For example, Jaworski, Stathakopoulos, and Krishnan (1993) use the term
control system type when they refer to a system that is a certain combination of different
controls. Challagalla and Shervani (1996) use the term control type when they refer to
activity, capability, or output controls, and they use the term dimension of control when
they refer to information provision, rewarding, or punishing. Oliver and Anderson (1994)
use the term dimension when they describe how field sales management falls somewhere
between the extremes of outcome-based control and behavior-based control. Clearly the
terms control type and control dimension mean different things to different authors, and in
the present dissertation the terms type and dimension are used as they appear in the
origind sources when previous research is cited. However, when the new
conceptualization is presented the term dimension refers to managerial activity (such as
close supervision, or output evaluation), and the term control system type refers to a
combination of different dimensions.

Level of field sales management control: The levels of anaysis, theory, and theoretical
constructs were discussed above. The dissertation examines both the field sales manager’s
self-reported control system-in-use and the salespersons’ perceptions of the field saes

management control system.
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Salesper son-level variables

As this dissertation concerns the relationships between field sales management control
systems and salespersons’ responses to it, the study involves several psychological and

behavioral variables. A brief definition of each of theseis presented below.

Dysfunctional behavior

Dysfunctiona behaviors refer to different undesired, opportunistic
behaviors that may result from the control system-in-use. In this study the concept
covers four distinct dysfunctional behaviors (same conceptualization has been
applied by Jaworski and Maclnnis, 1989; Ramaswami, 1996):

1) Gaming, i.e. behaving in ways that gppear beneficial to the organization as
assessed by the control system, but which in the long-run are dysfunctional

2) Smoothing, i.e. evening out information flow to make the resultant figures appear
more consistent over time

3) Focusing, i.e. enhancing or degrading selected information so it is perceived more
positively

4) Inaccurate reporting, i.e. deliberately over/underestimating costs or revenues.

L ess ethical behavior

Since people perceive ethicd issues differently and it is not aways possible to
clearly define what is ethical or unethical, there are no ways of measuring ethical behavior
directly. Sales personnel may be confronted by two different kinds of ethical issues: (1)
ethics in dealing with customers, and (2) ethics in dealing with employers (Tsakilis and
Fritzsche, 1989). As the concept of dysfunctional behavior focuses on their behaviors in
dealing with employers, the concept of less ethical behavior in this study refers to
dealings with customers. Following the example of Robertson and Anderson (1993), the
term “less ethical behavior” is used instead of “unethical behavior” because clear-cut

ethical generalizations are difficult to make.



24

L ocusof control

Locus of control refers to the degree to which an individua believes tha
reinforcements are controlled by his or her own behavior (see e.g., Chung and Ding,
2002). Locus externals believe that reinforcements following an action are a consequence
of external or unpredictable factors such as luck, fate or chance, while locus internals

believe that the same reinforcements are dependent on their own actions and behaviors.

M otivation

The term motivation refers especialy to work motivation, which was defined by
Pinder (1984) as follows: “Work motivation is a set of energetic forces that originate both
within as well as beyond an individud’s being, to initiate work-related behavior, and to
determine its form, direction, intensity, and duration” (p. 8). This definition serves the
purposes of this dissertation well, and a more detailed discussion about the nature of work

motivation follows later in the text.

Role stress

Role stress refers to the concepts of role conflict and role ambiguity (Rizzo et d.,
1970). Role conflict occurs when an individual is exposed to conflicting expectations of
how he or she should behave, while role ambiguity refers to situations in which an

individua feels that he or she does not clearly understand what is expected of him or her.

Sales orientation - Customer orientation

Customer-oriented selling was defined by Saxe and Weitz (1982, p. 344) as
follows: “Customer-oriented selling is away of doing business on the part of salespeople.
The term refers to the degree to which salespeople practice the marketing concept by
trying to help their customers make purchase decisions that will satisfy customer needs.
Highly customer-oriented salespeople engage in behaviors aimed at increasing long-term
customer satisfaction”. Previous research (e.g., Periatt, LeMay, and Chakrabarty, 2004,
Thomas, Soutar, and Ryan, 2001) indicates that sales orientation — customer orientation is

actually a two-dimensional construct: customer orientation and sales orientation (i.e. a
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focus on immediate sales) are negatively, but not perfectly, correlated dimensions that

share a significant amount of variance but still retain some that are unique.

18 THE STRUCTURE OF THE STUDY

The structure of this dissertation follows the order of research questions presented in section 1.2

(seeFigure 1.).

Chapter 1: Introduction

Chapter 2: Review of past research on
marketing and field sales management control
systems

Chapter 3: Multilevel framework for studying the
relationship between field sales management

Q1: How should the field control and its salesperson consequences
sales management control
system be conceptualized

and operationalized? Chapter 4: Conceptual model and research
propositions
Q2: How do the
salespeople perceive
Chapter 5: Empirical study these control systems?
Chapter 6: Results Q3: How do the

salespeople respond
to these control
systems?

Chapter 7: Discussion of the results

Figure 1. The structure of the dissertation

Chapter 2 reviews the four conceptuaizations of marketing and sales management control
systems that have been used to predict salesperson consequences. This review identifies the

similarities and differences between the conceptuaizations in terms of the concept itself, the
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theories used in developing the concept and hypotheses about its consequences, and empirical
operationalizations and research findings. The chapter ends with a comparison of these different

approaches, which serves as alink to the subsequent chapter.

Chapter 3 builds the multilevel framework for studying field saes management control systems
and their salesperson consequences. It starts by identifying the levels of analysis in saes
management, and then the theories identified in Chapter 2 are first organized according to the
level of analysis and subsequently reviewed. The findings from this literature review conclude

with a presentation of amultilevel framework that serves as abase model for the study.

Chapter 4 builds on the framework developed in the previous chapter. A more detailed
conceptual model is specified by means of research propositions, which describe the concept of
field sales management control at different levels of analysis and according to its salesperson

conseguences.

Chapter 5 presents the research strategy used in order to empiricaly test the research
propositions derived in Chapter 4. The nature of multilevel research is discussed, and appropriate

methods for testing the research propositions are presented.

Chapter 6 presents the results of the empirica assessment. First, the empirica sample is
described and after that a detailed report of the empirical assessment of the research propositions

is presented. The chapter concludes with a brief summary of the findings.

Chapter 7 discusses the research findings and their implications, and compares them with
exiging knowledge. The chapter is organized in three sections, which ded with the contributions
of the study, the implications of the findings, and finally the limitations of the study together with

suggestions for future research.
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2 A REVIEW OF THE RESEARCH ON MARKETING AND SALES
MANAGEMENT CONTROL SYSTEMS

According to Jaworski (1988), there are two approaches to studying control systems: focusing on
marketing/sales activities (i.e. strategies, programs, plans, and tactics) or on the control of
marketing/sales personnel (i.e. influencing the behaviors and activities of the personnel in order
to achieve the desired outcome). The traditional approaches in the marketing and sales literature
(e.g., Hersey, 1938; Hulbert and Toy, 1977; Trickett, 1946; Sharma and Achaba, 1982)
emphasize control over activities, whereas in the 1970's and 1980’s (e.g., Anderson and Oliver,
1987; Futrell, Swan, and Todd, 1976; Jaworski, 1988) the emphasis shifted to the personnel,
which isthe focus of the present dissertation.

However, even within personnel research there are different approaches and philosophies. Some
scholars tend to emphasize the motivationa aspects of the control system, which they relate to
performance antecedents such as role clarity and motivation (Futrell, Swan, and Todd, 1976;
Anderson and Oliver, 1987). Others, on the other hand, lean more towards the control aspects of
the concept, which they relate to potentia dysfunctional behaviors caused by control (e.g.,
Merchant, 1982; Jaworski, 1988). These different philosophical approaches to control have aso
resulted in different ideas about the characteristics of “good control” (see Table 1). Even though
management control systems are related to both sales-force motivation and evauation/control,
these issues have usually been discussed in isolation. For example, textbooks on sales
management cover issues of motivation and evauation/control in separate chapters (see eg.,
Donadson, 1998; Stanton, Buskirk and Spiro, 1991; Jobber and L ancaster, 2003).

Table 1. The characteristics of a good control system

Emphasis on motivating (see Futrell, Swan
and Todd, 1976)

Emphasis on controlling (see Merchant,
1988)

Clarity

Future-oriented

Task performance — reward link

Multidimensionality

Guarantees individual control and influence in
work situation

Includes assessment of whether good
performance assurance has been achieved

Identifies that good control is not necessarily
economically desirable
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The contemporary research on management control systems covering sales and marketing
personnel is based mainly on seminal papers produced by Anderson and Oliver (1987) and
Jaworski (1988). These papers provide two alternative conceptualizations of marketing and sales
management control systems, even though others can be identified (e.g., Challagala and
Shervani, 1996; Futrell, Swan, and Todd, 1976), as discussed in the remainder of this chapter.
However, the conceptualizations, operationaizations, and findings on the consequences of
control systems have not been very consistent (see Badauf et al., 2005 for a review of studiesin
the literature on marketing and sales management). An extensive literature review was therefore
conducted in order to obtain a clear picture of the different conceptualizations. An article data-
base search was conducted using ABI/INFORM and EBSCO databases. Using search terms
control and sales in article titles resulted 86 documents from ABI/INFORM database and 49
documents from EBSCO, terms control and marketing resulted 92 documents from
ABI/INFORM and 51 from EBSCO. These lists of articles were combined and articles that did
not serve the purposes of this study were excluded. In addition, more articles were searched from
the references of the found articles. This process lead to review of 37 articles (see Appendix 1).
Overdl the review covers the main approaches used in sales management control system

research?

The literature review revealed that there are different approaches to sales control research, which
have some similarities but aso differ in their theoretical foundations, levels of analysis, and
conceptualizations of control. Baldauf et a. (2005) published a synthesis of the research on saes
and marketing management, and they identified two paralel goproaches to control: one is based
on Anderson and Oliver's (1987) conceptuaization of field sales management control, and the
other on Jaworski’s (1988) conceptualization of marketing control. The first of these gpproaches
places systems of field sales management control on a single continuum ranging from behavior-
based control (when the manager focuses on the salesperson’s behavior) and outcome-based
control (when the manager focuses on measuring outcomes). The latter approach distinguishes
two main dimensions of control, the forma (forma control over job inputs, process and/or
output) and the informa (control mechanisms that are determined by the individud, the social

2 Although it is acknowledged that not all the studies focusing on the subject areincluded in thereview, it is believed
that the review is comprehensive. In comparison, the literature review conducted by Badauf, Cravens, and Piercy
(2005) included 33 articles. The focus of their review was on sales management control system’ s antecedents and
consequences, wheress the present study focuses on conceptualization of control and its consequences.
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environment, and/or the organizational culture). A more detailed description of these different

approaches is provided in the subseguent sections of this chapter.

However, it is argued here that two additional approaches, which differ significantly in their
conceptualization of control from these two gpproaches, can be identified. One of these actually
precedes the two above-mentioned streams by over a decade (Futrell, Swan and Todd, 1976), and
the conceptualization is less complex, focusing on the issue of how control system characteristics
are perceived by salespeople. The other (Challagalla and Shervani, 1996) was published nearly a
decade after the two seminal papers written by Anderson and Oliver (1987) and Jaworski (1988),
when empirical evidence of the inconsistencies in past approaches had emerged, and offers a
more detailed conceptualization of control. This conceptualization made a notion that there are
two different types of behavior-based control. Baldauf et al. (2005) saw this stream as part of
Jaworski’s (1988) approach, but as discussed later in this section, it makes a huge contribution to
the literature and could therefore be considered an independent stream. All of the four approaches
have served as a basis for empirica research (see Appendix 1). These four different gpproaches
to sales control, and additiona conceptualizations that do not fall into any of the four categories,

are also briefly discussed. The section is organized in chronologica order.

21 PERCEPTIONS OF CONTROL SYSTEM CHARACTERISTICS

Conceptualization. Even though this conceptuaization was used in only three studies, it should
be treated as a separate stream since it was practically the first in the literature on marketing and
sales management to focus especialy on personnel control. It has been applied by Futrell, Swan
and Todd (1976), Futrell and Schul (1978) and Leigh, Lucas and Woodman (1988). Originally
based on Todd's unpublished doctoral dissertation (see e.g., Futrell, Swan and Todd, 1976), it
examines control systems from the employee perspective, and builds on sales management
literature and theories of motivation. The dimensions of the control system as perceived by
salespeople include its clarity, its influence and control over establishing job goals, and its
performance-reward linkage (see Figure 2).
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Futrell, Swan & Todd’s (1976) control system

Perceived

«Clarity
*Performance-reward link
«Control over objectives

Figure 2. Futrell, Swan and Todd’ s (1976) conceptualization of the control system

Consequences. There are only a few empirical studies on this aspect of control, but the main
findings of those that have been carried out indicate that salespeople who were found to be high
performing and satisfied with their job perceived (Futrell, Swan, and Todd, 1976; Futrell and
Schul, 1978):

(1) what was expected of them more clearly;

(2) ahigh level of influence and control over their sales environment; and

(3) that job rewards were based on their performance.

In addition, Leigh, Lucas, and Woodman (1988) found that perceived characteristics of
management control systems and the organizationa culture moderated the relationship between
role stressors (i.e. role conflict and ambiguity) and job attitudes (i.e. job satisfaction and turnover
intentions). Their interpretation of the findings was that controls that are perceived favorably

correct the effect of stress on job attitudes.

22 FIELD SALESMANAGEMENT CONTROL SYSTEM: BEHAVIOR VS,
OUTCOME CONTROL

Conceptualization. Anderson and Oliver (1987) defined a control system as the “organization’s
set of procedures for monitoring, directing, evaluating, and compensating its employees” (p. 76).
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They argued that the sales manager’s tasks of monitoring, directing, evaluating, and rewarding
the sales force could be combined into a control-system concept based on a single continuum
ranging between the extreme forms of behavior-based control and outcome-based control (see the
upper half of Figure 3). Later (Oliver and Anderson, 1994) they specified their concept, arguing
that in order to understand the consequences of a control strategy, one should examine the

salesperson’s perceived control system (see the lower half of Figure 3).

Anderson and Oliver’s (1987) control system

Behavior-based Qutcome-
control based control

Oliver and Anderson’s (1994) control system

Outcome | | Behavior
Control | 1 Control
Strategies Strategies

4

Perceived Control
System

RN

Cognitions Affects Behavior

Figure 3. Anderson and Oliver’'s conceptudization of the field sales management control system

Table 2 summarizes the characteristics of both extreme types of control systems, as outlined by
Oliver and Anderson (1995). According to this conceptuaization, the behavior-based system is
characterized by close supervision, and by monitoring behavior instead of results, and
consequently the firm carries the risk in terms of the financial performance of the selling
function. The outcome-based system, on the other hand, is characterized by minimal contact
between the field sales manager and the sal esperson, and extensive emphasis on the evaluation of

observable results, leading to a situation in which individual salespersons carry the risk.
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Table 2. Characteristics of Behavior- and Outcome-Based Sales Control Systems (Oliver and
Anderson, 1995)

Behavior Control Outcome Control

Structured Low to little structure

Fixed compensation (salary) Variable compensation (commission, bonus)
Management monitors behavior more than | Management monitors results more than
results behavior

Much supervision and many managers (low | Little supervision and few managers (high span
span of control) of control)

Much contact with management Little contact with management

Much reporting Little reporting

Performance evaluated subjectively on many | Performance evaluated on a few observable
criteria results

Firm bears risk Salesperson bears risk

Anderson and Oliver (1987) draw their concept from agency theory, transaction cost economics,
and organization theory. According to them, the behavior-based control system is characterized
by a high salary level, and an emphasis on monitoring job inputs and on directing. The outcome-
based system, on the other hand, features a high degree of outcome evaluation and reward, with a
high proportion of commission in the compensation plan. The first empirical assessment of this
single behavior-outcome —based control continuum was made by Cravens et a. (1993), who
noticed, however, that the control dimensions of “field saes management control” and
“compensation control” could not be integrated in a consistent manner. Oliver and Anderson
(1994), in their own empirical work, created an index of behavior-based control, which
positioned the studied systems on the behavior-based— outcome-based continuum. The rationale
behind the index was the idea that control systems should be studied as an entity as perceived by
salespeople (see Oliver and Anderson, 1994), rather than as separate controls in isolation.
Unfortunately, however, the research that could be classified as a continuation of Anderson and
Oliver's (1987) work (see e.g., Baldauf et al., 2005) has not followed this rationae. Behavior-
outcome controls have been operationalized on separate control dimensions instead of dong a
single continuum (e.g., Cravens et al., 1993; Grant and Cravens, 1999), or then the single
construct of behaviora control has been assumed to consist of both output and behaviora control
(e.g., Babakus et a., 1996; Baldauf, Cravens and Piercy, 2001; Piercy, Lane and Cravens, 2002).
Furthermore, no distinction has been made between the units of anaysis (i.e. sales managers,

salespeople, field sales managers, chief sales executives).
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Consequences. According to Baldauf et al. (2005), the research based on Anderson and Oliver’s
(1987) conceptudization of control systems emphasizes constructs concerning salesperson
behavior (i.e. planning, teamwork, adaptive selling). Various forms of motivation (i.e. intrinsic
vs. extrinsic, see Oliver and Anderson, 1994; 1995) have also been studied within this stream. In
their original paper Anderson and Oliver (1987) applied cognitive evauation theory (see Deci
and Ryan, 1985) to their discussion on the effects of control on motivation. Generally, their
results suggest that behavior-based control is associated with favorable behaviora outcomes
among salespeople, and that it is related to lower levels of extrinsic motivation (Oliver and
Anderson, 1994). The relationship between sales management control systems and potentially
less ethical behaviors has aso been studied in this context. In examining this relationship
Robertson and Anderson (1993) based their hypotheses on the assumption that under outcome-
based control saespeople had the opportunity to gain personal utility by using less ethical selling
tactics. Verbeke, Ouwerkerk, and Peelen (1996) built their propositions on the models of Hunt
and Vitell (1986) and Ferrell and Gresham (1985), which hypothesize that individua ethical
decision-making is influenced by organizational structure, the ethical climate, and individual
personality traits. RGman and Munuera (2005) studied the direct effects of control systems on
self-reported ethical behaviors. All of the above approaches support the view that there is a
positive association between behavior-based control and ethical salesperson behaviors (Réman
and Munuera, 2005) or decision-making (Robertson and Anderson, 1993; Verbeke, Ouwerkerk
and Peelen, 1996).

2.3 MARKETING CONTROL: FORMAL AND INFORMAL CONTROLS

Conceptualization. Jaworski found that previous studies on marketing controls had centered on
marketing activities, and he directed his efforts towards developing a theory to capture the
management and control of marketing personnel. Thus, the aims of this stream are in line with
Anderson and Oliver's (1987) approach, i.e. studying the control systems related to people. The
main difference is that Anderson and Oliver (1987) focused on sales management, whereas
Jaworski (1988) was aiming at a general theory of marketing control. Jaworski (1988) based his

concept of the control system on Ouchi’s (1979) organization theory and view of control in



34

management accounting. The management-accounting view was based mainly on the assertion in
contingency theory that the choice of appropriate control-system characteristics is dependent on
the organizational circumstances (see e.g., Otley, 1999). Jaworski (1988) identified two
dimensions of control: the formal, which included input, process, and output controls, and the
informal, which included self control, socid control, and cultural control. Jaworski,
Stathakopoulos and Krishnan (1993) used these dimensions later to cluster four types of control

systems (see Figure 4.).
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Figure 4. Jaworski’'s control-system conceptualization

Table 3 summarizes the definitions of these controls. The formal controls include three
dimensions: input, process, and output. Subsequent studies, however, have mainly concentrated
on process and output controls and have largely neglected input controls (e.g., Agarwal, 1996;
1999; Ramaswami, 1996). Jaworski’s (1988) conceptuaization was published with Merchant’s
(1988) commentary and critique. Merchant questioned the usability of the degree of formdity as
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arelevant control dimension, but nevertheless, it was empiricaly verified in its original form by
Jaworski and Maclnnis (1989).

Table 3. Dimensions of control in Jaworski’s (1988) conceptualization

Class of control | Dimension of control Definition
Formal controls | Input controls “measurable actions taken by the firm prior to
implementation of an activity”

Process controls “attempts to influence the means to achieve
desired ends”

Output controls “performance standards are set, monitored, and
the results evaluated”

Informal Self-control “individual  establishes personal objectives,
controls monitors their attainment, and adjusts behavior if
off course”

Social control “the prevailing social perspectives and patterns of
interpersonal interactions within subgroups in the
firm”

Cultural control “Broader values and normative patterns that guide
worker behavior within an entire organization”

The control dimensions were, however, treated as separate controls (i.e. input, process, output,
self, social and cultural). Soon this stream of research also combined the dimensions in order to
study controls as systems rather than isolated entities. Jaworski, Stathakopoulos, and Krishnan
(1993) presented a typology of systems (Table 4) based on different combinations of formal and
informa controls: high, low, bureaucratic, and clan. Here again, the same conceptualization was
used regardless of the unit of analysis (e.g., senior marketing executives, marketing executives,

AMA membersin sales positions, and industrial salespeople).

Table4. A typology of control systems (Jaworski, Stathakopoulos, and Krishnan, 1993)

Extent of reliance on informal
controls
Low High
Extent of High Bureaucratic High control
reliance on system system
formal controls Low Low control Clan system
system

Consequences. The studies that followed Jaworski’'s (1988) control conceptualization focused on
salesperson variables, such as role stress, job tension or dysfunctional (opportunistic) behavior
(Badauf et al., 2005). Jaworski's (1988) idea of control consequences differed from that of
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Anderson and Oliver (1987) in that he hypothesized that the efficacy of a control system was
defined by a fit between contingency factors and the control in question. Jaworski and Maclnnis
(1989) found that process controls marginally predicted job stress, dysfunctional behaviors were
reduced by self-control, and generally the use of formal controls reduced information asymmetry
between superiors and subordinates. Ramaswami (1996; 2002) found that both process and
output controls were associated with dysfunctiona behavior, even though they both reduced
information asymmetry and role ambiguity. In another study Ramaswami et a. (1997) found that
control systems and salespeople’s perceived information asymmetry had an interaction effect on
dysfunctional behaviors: outcome control reduced them when information asymmetry was
perceived as high, whereas process control had the opposite effect. However, contingency
hypotheses on the control - environment fit have not gained empirical support (Jaworski and
Maclnnis, 1989; Ramaswami, 1996). The research findings concerning typologies of controls
relate high-control systems to the most beneficia consequences, such as high levels of job
satisfaction (Jaworski et a., 1993; Cravens et a., 2004).

24 OUTPUT, ACTIVITY, AND CAPABILITY CONTROL

Conceptualization. After the two other streams had developed to the point of combining the
control dimensions, either into an index of behavior-based control (Anderson and Oliver, 1994)
or into a typology of control systems (Jaworski, Stathakopoulos, and Krishnan, 1993),
Challagalla and Shervani (1996) published their conceptualization. Drawing from inconsistencies
in the studies at that point of time, Challagalla and Shervani (1996; 1997) identified two distinct
behavior-based controls: activity control and capability control (see Figure 5).
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Challagalla & Shervani’s (1996) control system
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Figure 5. Challagallaand Shervani’s (1996) control system

Activity control refers to “the specification of the activities a person is expected to perform on a
regular basis, the monitoring of actual behavior, and administering of rewards and punishments
on the basis of the performance of specified activities” (Challagala and Shervani, 1996, p.90).
Capability control, on the other hand, refers to the development of individual skills and abilities
(ibid.). The three dimensions of output, activity, and capability control are further subdivided into
the aspects of information, rewards, and punishment (Table 5). These authors made a
considerable contribution to the research on sales and marketing management control systems by
taking into account the facts that (1) systems need to be re-specified and (2) the indirect effects
(i.e. individuals' perceptual differences) need to be examined in order to further understanding of
the salesperson consequences of sales and marketing management control systems. This stream
of research has, perhaps due to its infancy, also been consistent in its unit of analysis, i.e. the
salesperson (e.g., Chalagalla and Shervani, 1996; 1997; Challagalla, Shervani and Huber, 2000;
Fang, Evans, and Landry, 2005; Fang, Evans, and Zou, 2005). However, the control dimensions
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found by Challagala and Shervani (1996; 1997) were never studied in combination, and until
now they have been treated separately in the studies.

Table 5. Dimensions and types of supervisory control (Challagalla and Shervani, 1997)

Dimensions of control

Information Contingent Contingent
o rewards punishments
= Output Output Output rewards Output
3 information punishments
5 Activity Activity _ Activity rewards Acti\_/ity
2 information punishments
2 Capability Capability Capability Capability
[ information rewards punishments

Consequences. Chdlagadla and Shervani (1996) based their hypotheses concerning the
salesperson consequences of control systems mainly on House's (1971) Path Goal theory of
effective leadership. They aso discussed the potentia effects on intrinsic motivation in the light
of Deci and Ryan's (1985) cognitive evauation theory, but related controls directly to
performance. Since Challagalla and Shervani’s (1996) conceptualization includes three types of
control (i.e. activity, capability, and output), which are each divided into the dimensions of
information, reward, and punishment, it incorporates nine different control elements, and

consequently it is difficult to summarize these findings (see Table 6).

Table 6. Salesperson consequences of control (Chalagallaand Shervani 1996; 1997)

Activity Capability Output

Information Reduces supervisor and customer | Reduces supervisor and customer Reduces supervisor role
role ambiguity role ambiguity ambiguity
Increases job tension Increases satisfaction with supervisor

Reduces job tension

Rewards Reduce supervisor and customer Decrease supervisor role ambiguity Negative association with
role ambiguity, and job tension. and increase satisfaction with performance and satisfaction
Increase satisfaction with supervisor with supervisor
supervisor

Punishments | Increase supervisor and customer | Increase job tension, and reduce
role ambiguity customer role ambiguity,
performance, and satisfaction with

supervisor.
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Some authors (e.g., Fang, Evans and Landry, 2005; Fang, Evans and Zou, 2005) have approached
Chalagdla and Shervani’s (1996; 1997) conceptudization by focusing only on the activity,
capability and output types of control, and combining the information, reward, and punishment
dimensions. Fang, Evans and Landry (2005) studied the effect of control on the attributional
processing of salespeople, and found that moderately difficult goals facilitated the positive effects
of outcome control on outcome performance, and that the positive effects of capability and
activity control on sales performance were stronger when goal difficulty was low. Challagalla,
Shervani and Huber (2000) also studied managerial orientation (end-results, activity, and
capability orientation), which is closely related® to output, activity and capability control. They
found that the relationship between managerial orientation or control and saesperson
consequences was moderated by the location. An end-results orientation was associated with
satisfaction with the supervisor when salespeople were co-located, whereas this relationship did
not exist with remote salespeople. An activity orientation was negatively associated with
satisfaction with the supervisor among co-located salespeople, and positively associated among
remote salespeople. A capability orientation had positive effects on supervisor satisfaction in the
full sample, while an activity orientation was associated with performance in the full sample and
an end-results orientation was not related to performance at al. A capability orientation had a

positive effect on performance only among co-located salespeople.

25 A COMPARISON OF THE MAIN APPROACHES

The four main gpproaches to control system research in the literature on marketing and saes
management differ in terms of philosophical perspective (i.e. whether the system aims at
motivating performance or controlling undesired behaviors), conceptualizations of control (i.e. on
what is meant by a management control system), the theories used (i.e. the relationship between
control and its antecedents or consequences), the domain of control (i.e. sales management or
general marketing), and the outcome variables (i.e. what kind of consequences are studied). This

section discusses the differences and similarities in the four approaches reviewed in terms of

% The measurement items used in Challagalla, Shervani, and Huber’ s (2000) supervisory orientations are identical to
those used for the information control dimension in Chalagalla and Shervani (1996), i.e. they measure the same
construct.
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conceptualization issues, the theory-base applied, the level of analysis, the consequences of

control, and finally the domain of control.

Conceptualizations

Conceptualizations of contral in previous studies differ in their level of detail and in their
dimensions (Figure 6). The broadest one is the division into formad and informa controls
(Jaworski, 1988). Jaworski also identified more accurate dimensions of control systems (i.e.
input, process, output, self, social, and cultural control mechanisms), but the stream based on his
work has evolved in that the main control dimensions are used in order to present a typology of
systems, as discussed in section 2.4. Anderson and Oliver (1987) take one more step towards a
more detail ed description of management control systems, distinguishing between outcome-based
and behavior-based control. They implicitly assume® that informa control mechanisms are
related to behavior-based control, and consequently barely touch on issues to do with informal
control. They thus force control systems into a single dimension, the appropriateness of which
has been questioned in empirical assessments (e.g., Cravens et al., 1993). Furthermore, in its
origina form Anderson and Oliver's system of field sales management control was
conceptualized as perceived by salespeople. The empirica research in this stream has not been
consistent on this issue, however, since it has used samples from chief sales executives, saes
managers, and salespeople (see Appendix 1). Challagdla and Shervani’'s (1996; 1997)
conceptualization distinguishes between activity and capability types of behavior-based control,
and therefore is a yet more detailed description. They present a typology comprising three types
(activity, capability, output) and three dimensions (information, rewards, punishment) of control,
resulting in nine different control mechanisms. This makes the findings difficult to interpret and
does not allow researchers to examine the joint effects of the separate elements. As in Anderson
and Oliver’s approach, the control system is conceptualized as it is perceived by salespeople, and
in this stream this has held across studies. The conceptualization adopted by Futrell et al. (1976)
differs significantly from the other approaches. It also takes the salespeople’s perspective, but the
dimensions of the construct do not describe the control mechanisms per se, focusing instead on
salespeopl€e’s perceptions of the system characteristics, i.e. its clarity, how much the saespeople

“ It seems that this assumption is based on the view that managers exerting behavior-based control focus more on
training and directing than managers relying on outcome-based control.
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can influence their objectives, and its instrumentality in terms of rewards. These dimensions
alow researchers to relate the control-system characteristics to theories of motivation, but
provide little help for system designers or managers.

Jaworski’'s control system Anderson & Oliver's (1987) control system
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Figure 6. Different conceptuaizations of control systems

It is aso worth mentioning that a further conceptualization was presented by Darmon (1998), but
it has mainly remained in isolation and has not developed into a separate stream of research. Even
though Darmon relates his system to the works of Anderson and Oliver (1987), Jaworski (1988),
and Challagalla and Shervani (1996), his approach is somewhat different and his presentation is
quite detailed. According to him, a sales-force control system is made up of three parts:

- aknowledge base of sales-force governance

- control levers that can be directly manipul ated by managers
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- adashboard on which managers can observe different indicators signaling whether the

objectives are likely to be met.

He distinguishes the different control systems along three dimensions:
- centralized vs. decentralized
- outcome- / behavior-based

- Quantitative vs. qualitative

Darmon’s presentation is conceptual and it has not been assessed empirically. Therefore it is not
treated as an independent stream of research in this dissertation, but some of his vauable notions

are used in the discussion.

Theories applied

When these control-system conceptualizations are viewed in the light of the theoretica tradition
that they build on, it becomes more and more clear that those in the upper half of Figure 6 (i.e.
Jaworski, 1988; Anderson and Oliver, 1987) are mainly based on organization-level theories,
such as principal-agent theory, transaction cost economics, and organization theory (see e.g.,
Anderson and Oliver, 1987; Stathakopoulos, 1996), while those in the lower half (i.e. Challagalla
and Shervani, and Futrell, Swan, and Todd) are based on individua-level theories, such as
theories of motivation, role theory, and the path-goal theory of effective leadership®.

If we look at the theory base of each literature stream separately, we can see that the theoretical
discussion in the one based on Futrell et a.'s (1976) work stemmed from sales-management
literature and motivation theories. The control system is seen in the light of the central constructs
of motivation theories, such as perceived performance-reward linkage, perceived control over
objectives, and perceived feedback. The main theories in Anderson and Oliver’s (1987) stream of

research are transaction cost economics, principal-agent theory, organization theory, and

® The path goal theory of effective leadership (House, 1971) ismainly an adapted version of the expectancy theory of
motivation (Vroom, 1964).
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cognitive evaluation theory, the first three of which focus on the organizational level. Transaction
cost economics (e.g., Anderson, 1985) mainly concerns the issue of organizational boundaries,
and whether a company should perform a function itself or buy it from the markets. Principal-
agent theory (Jensen and Meckling, 1976) was originally presented as the theory of company
ownership structures, and it also describes the nature of the firm. The sales management
applications (e.g., Basu et al., 1985) aim at finding an optima compensation plan under certain
assumptions concerning the firm’s internal and external environments. Organization theory in
Anderson and Oliver's (1987) article mainly refers to William QOuchi’s (1979) writings on
mechanisms of clan control, which was identified as a third organizational aternative alongside
traditional market and hierarchy mechanisms. All of the above-mentioned theories focus on the
organizational level, and on the organization’s relationship with its environment and the task to
be performed. Cognitive Evaluation Theory, on the other hand, is an individual-level theory of
motivation, which isbased on the view that people have an innate need to be competent and self-
determined (see e.g., Deci, 1975; Deci and Ryan, 1985). However, the role of this theory in the
development of the propositions in Anderson and Oliver's (1987) work is not as strong as
economics and organization theories. Jaworski (1988) based his propositions and theory
development heavily on the literature on management accounting, and Stathakopoulos (1996)
organized the research reported in this stream of literature in terms of agency theory, organization
theory, and transaction cost economics. The focus in Challagalla and Shervani’s (1996) work has
remained more clearly on the individual’s response to control, and their theories also |ean heavily
on individua-level theories of motivation, such as Deci and Ryan's (1985) Self-determination
theory®. They aso discuss at some length House's (1971) Path Goa theory of Effective
Leadership, which in fact builds on Victor Vroom's (1964) Expectancy theory of motivation.
Consequently, the theory base again has an influence on the conceptuaization of the control
system, and new dimensions of information provision, rewards and punishments are included in
it.

€ Cognitive Evauation theory, which was also present in Anderson and Oliver’s (1987) work, is in fact a sub-theory
of Self-Determination theory



Level of analysis

Futrell et al.’s (1976) work, and the stream of research based on it, focus on the salesperson level,
and on perceptions of organizational factors and the impact of such perceptions on psychological
and behavioral outcomes. Anderson and Oliver (1987; 1994) discuss salespersons perceived
control system with a view to relating it to their psychological and behavioral responses.
However, severa of the studies that followed up their notion of a single control dimension used
sales-executive and sales-manager samples, while others (e.g., Kraft, 1999) have focused on the
relationship between organizational characteristicg’environment and management control. The
work done by Challagalla and Shervani (1996) is clearly focused on the salesperson level of
analysis, since it studies the relaionship between salespersons’ perceptions of the management
control system and psychologica outcomes (mainly role ambiguity). Jaworski (1988) aimed to

link controls simultaneously to both environmental variables and employee responses.

Thus, the research on sales and marketing management control systems has unfortunately failed
to be consistent in terms of the level of analysis. Some of the streams mix the levels, and even
build propositions and hypotheses on theories that were developed for different levels atogether.
Thisisnot surprising, since research on the effects of management control systems on employees
is, in fact, a two-level phenomenon involving the organizational or managerid level, and the

employee level.

Responses to control

Studies adopting Futrell et a.’s (1976) conceptualization of control systems have produced quite
consistent results. The more salespeople perceive the control system to be clear, to have a strong
link between performance and rewards, and to allow participation in the goal setting, the more
satisfied and high performing they will be (Futrell, Swan and Todd, 1976; Futrell and Schul,
1978). In addition, Leigh, Lucas and Woodman (1988) found that the perceived control system
(and organizational culture) moderated the relationship between role stressors and performance.
Salesperson responses in studies based on Anderson and Oliver's (1987) conceptualization refer
to different types of motivation and behaviora strategies. The strategies in question include

adaptive selling and team work as desired outcomes, and less ethical behavior as undesired
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outcomes. Generally the results suggest that perceived behavior-based control is related to lower
levels of extrinsic motivation (Oliver and Anderson, 1994) and ethical behavior (Robertson and
Anderson, 1993; Roman and Munuera, 2005; Verbeke, Ouwerkerk, and Peelen, 1996). However,
as discussed above in section 2.2, the theory base on individual-level responses to control is not

very extensive, and perceptions of the control system have been described on a single dimension.

Research based on Jaworski’s (1988) conceptuaization of control has concentrated on felt stress,
role perceptions and potential opportunistic, dysfunctional behaviors. The fit between situational
issues and the control system has also been studied as one predictor of employee responsesin this
context. Generally, the results suggest that both process and output controls are negatively related
to information asymmetry (Jaworski and Maclnnis, 1989; Ramaswami, 2002), and positively
related to dysfunctional behaviors (Ramaswami, 1996; 2002). Furthermore, according to the
studies conducted by Agarwa (1996) and Ramaswami, Srinivasan, and Gorton (1997), process
control increases dysfunctiona behaviors when information asymmetry is high or procedural
knowledge is low, and in the context of high information asymmetry output control helps to
prevent such behaviors. When the forma and informa controls are combined in the control-
system typology, findings suggest that high control has the most favorable consequences
(Cravens, Lask, Low, Marshall, and Moncrief, 2004; Jaworski, Stathakopoulos, and Krishnan,
1993). The research conducted within this stream focuses mainly on responses on the saes
executive and manager level, however, whereas studies following Challagala and Shervani’s
(1996) control system have pinpointed the psychological responses of salespeople, and more

specificaly role ambiguity, satisfaction with supervisors, and job tension.

Consistent interpretation of these results is difficult since the conceptualization of control
distinguishes nine different mechanisms. Some general conclusions could be made, however.
First, it seems that each of the control types (i.e. activity, capability, and outcome control) does
help in reducing role ambiguity. However, not all psychologica responses are clear-cut. The
different control types and dimensions do have differential effects on perceived job tension,
however. For example, Challagalla and Shervani (1997) found that the effect of activity and
cgpability information on job tension was of the opposite sign, and that activity information and
activity rewards had opposite effects. Secondly, the effects of the control system may vary
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depending on situationa factors: Challagalla, Shervani, and Huber (2000) found that location
(co-located vs. remote salespeople) moderated the relationship between control orientations and
sal esperson consequences, while Fang, Evans, and Zou (2005) found that goal difficulty was also

amoderator of the system'’s effects on performance.

The domain of the control system concept

It should also be noted that there is variation in domain in the various concepts. Anderson and
Oliver (1987) refer to field sales management control systems, whereas the others are more
general marketing controls. While some researchers argue that it does not matter whether the
control system is examined in the sales or in a more general marketing context (Baldauf et al.,
2005), it is argued here that the domain should be more accurately defined. The justification for
this is to be found in abody of sales management literature emphasizing the fact that sales-force
management is particularly demanding due to the special characterigtics of field sales jobs,
including the independent nature of the work (i.e. working in the field) and its boundary-spanning
role (i.e. as a link between organizations). The study conducted by Challagalla, Shervani, and
Huber (2000), which indicated that the control-system effects were different for co-located
salespeople than for remote salespeople, also supports this argument.

2.6 CONCLUSION

The issue of sales and marketing management control systems and their effects on marketing and
sales employees has been the subject of rigorous research over the last couple of decades. The
cumulated results clearly indicate that the use of control systems generally reduces perceived role
ambiguity and information asymmetries, and is related to employee motivation and behaviora
responses. However, there seems to be a lack of consensus in terms of conceptualization and
operationalization. The different control conceptualizations and research following these

conceptualizations were reviewed in this chapter.

The review and comparison of past conceptualizations of control revealed inconsistencies on the
following issues:

1) dimensions/types of control
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2) level of analysis (employee perceptions vs. manager’s self-reported control)
3) theoriesused
4) domain (marketing vs. sales)

5) consequences.

It is argued here that a major proportion of these inconsistencies derive from the neglect of level-
related issues in the theory-building and hypothesis development. As the literature review
revealed, the conceptualizations that are theoretically based on different levels lead to different
conceptualizations of control, whereas there are similarities when theories operating on the same
level are used. These issues should be considered in the theory building, especially in areas in
which the research topic entails multiple levels of anaysis (see Klein, Dansereau, and Hall, 1994;
Y ammarino, Dansereau, and Kennedy, 2001), and unfortunately the research on marketing and
sales management control systems has failed in this task. Thus it is posited that before we can
hope to understand the consequences of such systems, we should revise the whole concept of
control, and clearly specify it in accordance with the level of analysis. The next chapter attempts

to do this by means of:

1) identifying the appropriate levels of analysis from the sales management literature
2) organizing the theory base of the literature on marketing and sales management control
systems by the level of analysis, and reviewing them

3) building amultilevel framework based on the theory review.



3 A MULTI-LEVEL FRAMEWORK FOR STUDYING THE INFLUENCE OF
MARKETING AND SALES MANAGEMENT CONTROL SYSTEMS ON
EMPLOYEE RESPONSES

Klein, Dansereau, and Hall (1994) argue that organizational research (especidly in the field of
compensation systems) is characterized by controversy in terms of level. According to DeNisi
(2000, p.121), previous research directed at improving performance-appraisa/management
processes has not been clear on the fact that these processes are both multilevel and cross-level
phenomena. This means that gppraisal and subsequent performance-management activities take
place on different levels of analysis. In addition, activities that occur on one level of andysis
often have effects on other levels. The literature review presented in the previous chapter
confirms that thislack of attention to level also characterizes the literature on marketing and sales
management control systems’. Multilevel theorists (Klein et al., 1994) suggest that constructs
should be defined with regard to the level of analysis, and suggest three alternative assumptions
that underlie the specification of levels of theory:

1. homogeneity within higher-level units
2. independence from higher-level units

3. heterogeneity within higher-level units

In research on management control systems these assumptions are related to questions such as:

- Are the sadespeople within a sales unit exposed to the same control activities by their
managers, or do the managers adapt their control behaviors for each manager-subordinate
dyad?

- Arethe salespersons' control perceptions strongly related to the sales manager’ s exercised
control activities, or are they determined by other factors (e.g., possibly social controls)?

- Do the saespeople within a sales unit respond similarly to exercised control, or are their
motivations and behaviors independent of the sales manager’'s exercised control

activities?

" Darmon (1998) also expressed his concern about such assumptionsin the literature, but this notion has mainly been
|eft without recognition.
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The need for a multi-level approach to marketing and sales management is not a new idea.
Hersey (1938) discussed the elements of marketing control systems back in the 1930's, proposed
a sub-division of management duties into the administrative (i.e. long-range policies and plans)
and the executive (i.e. the responsibility to make the policies and plans of the administrative
group effective). This approach was followed in Anthony’s (1965) work on control systems,
which separated strategic and operationa controls from each other. Later, Ryans and Weinberg
(1981) presented a multilevel framework for analyzing sales management. Unfortunately, issues
to do with level have not been carefully considered in the literature on marketing and sales
management control systems, and consequently the cross-level nature of the inherent problems

has not been taken into consideration in previous sudies.

The present chapter discusses theories of marketing and sales management control from the
multilevel perspective, and builds a conceptual model with research propositions for studying the
relationship between field sales management control and salesperson responses to it. The first
section discusses the levels of analysis in sales management research. The following sections
review the theories used in the literature on sales and marketing management in the light of the
levels identified in the first section. The final section concludes this review by presenting a

conceptual model with research proposals.

31 IDENTIFYING LEVELSIN SALES MANAGEMENT

It is useful to start the discussion on the salesperson consequences of sales management control
with alook at the organizational levels. As noted in the literature review in Chapter 2, the same
conceptualizations and operationalizations of the control-system concept has been used
regardless of whether the samples comprised sales executives, managers or salespeople.
Phenomena in business studies involve several different conceptual levels. However, as
suggested by Hersey (1938) in his discussion on the elements of marketing-control systems, the
sub-division of management duties into the administrative (i.e. policies and long-range plans )
and the executive (i.e. with the responsibility to make the policies and plans of the administrative

group effective) promoted increased efficiency in a large organization. A more detailed division



50

of salessmanagement tasks and decisions is presented by Ryans and Weinberg (1981), who
distinguish three decision-making levels : the strategic, the tactical, and the operational (see
Figure7).

Strategic Level

A

A\ 4
Tactica Level

A

A 4

Operational Level

Figure 7. Levels of sales management (Ryans and Weinberg, 1981)

The management decisions on the strategic level are concerned with defining the desired role for
persona selling (Figure 8), which isin line with the marketing strategy and action plans. These,
in turn, are based on a situationa analysis of the interna and external environment of the
organization. The tactical level is concerned with defining policies, procedures and organizational
issues, and the unit of analysis is the field sales manager (Figure 9). Finally, the operationd level
covers implementation, and the unit of anaysis is the salesperson. Donadson (1998) aso
discusses the role of the first-line manager on the operational level, whose concern is to get
people do the job in the correct way. According to Donaldson (1998), the time alocation to

different sales-management skillsis as presented in Table 7.
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SITUATIONAL ANALYSIS

Internal environment External environment

«Mission and Objectives  «Customers

*Resources *Channel members
«Competition & Markets
+Ete.

|

Marketing Strategy and
Action Plans

Desired Role of

Personal Selling

Figure 8. Strategic-level decisions in sales management (Ryans and Weinberg, 1981)

Desired role of Personal Selling
&

Sales force organization, Policies and Procedures
*Organization

*Deployment of PS resources

*Recruiting and Selection

«Training

*Rewards and Incentives

*Evaluation and Control

b
Field sales manager implements

)

Implemented Sales Force Organization,
Policies, Procedures

Figure 9. Tactica-level decisionsin sales management (Ryans and Weinberg, 1981)
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Table 7. The percentage allocation of time to sales-management skills (Donaldson, 1998, p.13)

Planning Organizing Staffing Directing Controlling
Top level — strategic 40 30 10 10 10
Middle level — tactical 10 30 20 30 10
1* line — operational 10 10 10 30 40

It is argued here that as the sales-management tasks differ across the hierarchical levels?, it isalso
likely that the way how managers conceptualize the control systems aso differ.

Given these issues of level in theory building, the main problem with Jaworski’s (1988) seminal
paper is that he intended to relate management control systems simultaneously to environmental-
and situation-specific factors (i.e. strategic-level decisiong/phenomena), and to personnel
responses (i.e. tactical-operationa-level decisions/phenomena). Similarly, Anderson and Oliver’'s
(1987) conceptudization was heavily based on principa-agent theory, transaction cost
economics, and organization theory, which are strategy/organization-level theories, even though
they only presented propositions concerning the form of control system and its relaionship with
salespeople consequences. Thus the theory base of the sales and marketing management control
systems in these conceptual papersis a mix of strategy/organization-level (principal-agent theory,
transaction-cost economics, organization theory) and individual-level theories (cognitive
evaluation theory, role theory, expectancy theory), even though the emphasis is heavily on the

former.

81t should be noted that the levels can also be combined, so that one manager may be responsible for both
managerial and tactical issues, for example.
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32 ORGANIZATION-LEVEL THEORIES

3.2.1 The principal-agent theory

Agency theory is an economic theory “directed at agency relationship, in which one party (the
principal) delegates work to another (the agent), which performs that work” (Eisenhardt, 1988;
1989). The approach focuses on the issues of compensation and monitoring, and was originally

introduced as atheory of ownership structures of the firm (Jensen and Meckling, 1976).

According to the theory, two kinds of problems may occur in agency relationships: the agency
problem, which arises when (@) there is a conflict between the principal’s and the agent’s goals
and desires and (b) the principa cannot verify what the agent is actualy doing, and the problem
of risk sharing, which arises when the principd’s and the agent’s attitudes toward risk are
different (Eisenhardt, 1989). The theory suggests that in cases in which the principal cannot
verify the agent’s actual behavior, the former should either invest in an information system or use
an outcome-based contract in order to ensure that the agent’s performance serves the principal’s
interest (ibid.). The choice between the gppropriate control types is based on a comparison of
their relative costs and the selection of the least expensive alternative (Figure 10, Eisenhardt,
1985).



Control strategy = F{costs of information systems, uncertainty)

1. Compare costs of. Behavior vs. outcome control

-Risk sharing

-Behavior -QOutcome
measurement measurement

2. Choose least expensive alternative

Assumptions:

-Uncertain outcome and risk averse agent
-Divergent preferences between principal and agent
for agent’s behavior (i.e. effort averse agent)

Figure 10. The logic of agency theory (Eisenhardt, 1985)

In sales-management applications the agency-theoretic approach seeks a mathematically optimal
compensation plan (see Coughlan and Sen, 1989 for a review) or a combination of compensation
and control (Joseph and Thevaranjan, 1998). The findings or implications of this approach as far
as the sales manager is concerned is that firms increase the level of salary versus commission
when uncertainty in the environment increases by an exogenous factor, and increase the
proportion of commission when uncertainty in the environment decreases (Basu et al. 1985).
Joseph and Thevaranjan (1998) suggested that monitoring might prove useful when interna
activities are important and the level of incentivesis low. Lal and Staelin (1986) concluded that if
(1) a firm believes that its sales force varies in ability or risk aversion and (2) the salespeople
have some private information about their environment or behavior, then the firm’s best interest

isto offer self-selecting multiple contracts.
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Analyses within this approach are based on the assumption that the firm's sole objective is profit
maximization (e.g., Basu et d., 1985), and this goa is gpproached by seeking an optimal
compensation system for the agent. The utility functions for both the firm and the agent are
formed in order to find this optima compensation plan. The basic assumptions, in addition to

profit maximization, are that

a) The agent’s performance will contribute to the company profits

b) The agent’s performance is dependent on the level of effort and external factors.

The firm's problem is then to maximize its expected utility (i.e. profits), while taking into
account the fact that the agent must be guaranteed a minimum level of expected utility from the
job (Basu et a., 1985). In the traditional principa-agent models the agent aims to maximize the
expected utility function for his/her income. This function normally comprises the expected
income that can be achieved with a vector of effort t, and disutility for increasing effort. It is
often assumed in sales-force applications of principal-agent models that the salesperson behaves
in accordance with the utility function, and aims to maximize his or her expected utility. The
basic idea is that if the principal cannot monitor the agent’'s effort, he/she should align the
interests of the agent with his’/her own interests by using commission-based compensation.
According to the traditional formulations of principal-agent theory, the utility function seems to
be based on process theories of motivation, such as reinforcement theory, goa theory, and

expectancy theory.

Principal-agent theory has been criticized for some of the background assumptions inherent in it.
First, the very utility function of the agent has been said to dea only with extrinsic rewards (e.g.,
Frey and Bentz, 2005; Holmstrém and Milgrom, 1991): in other words, it is implicitly assumed
that an agent (i.e. a salesperson) aims to maximize his’her income and to minimize his/her effort.
As Frey and Bentz (2005) and Holmstrom and Milgrom (1991) note, this assumption does not
hold in real life: people may, in fact, enjoy certain aspects of their work, and therefore the

assumption of effort minimization is not necessarily valid.
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The second major criticism of the traditional principal-agent model is the single task assumption.
The classical concept of motivation, at least in Vroom's expectancy theory, treats human
motivation as the level of effort, and this is also the case in principal-agent theory. The basic
principal-agent model further assumes that the job assigned to the agent is a single-task activity,
where effort refers to effort expended towards the completion of that particular task. However,
most jobs today, such as sales positions, include multiple tasks, and therefore the effort must be
alocated to the different activities. Holmstrom and Milgrom (1991) introduced a multi-task
principal-agent model, which actually also used an employees' utility function, and this in turn
relaxed the assumption of effort minimization. The agents in this model were school teachers and
the authors' conclusion was that using performance-contingent incentives in the multitask context

was not efficient.

The third magor criticism is that the basic principal-agent model cannot predict various
unintended consequences, such as fraud (Frey and Bentz, 2005). Kurland (1991) aso presented a
model of two principals in the sales context, in which both the employer and the customer are
treated as principas. According to this kind of model an opportunistic agent may act unethically

towards the second principa (i.e. the customer) in order to maximize his or her persond utility.

3.2.2 Transaction cost economics

Transaction cost economics (also known as transaction cost analysis, e.g., Anderson, 1985) was
originaly based on Ronald Coase’s (1937) seminal article entitled “The Nature of the Firm”, in
which he aimed to explain why organizational and hierarchical controls existed as alternatives to
market (price) mechanisms. Williamson (1979) built his ideas on Coase's (1937) work, and
theorized that organizations existed because of their superior abilities to reduce opportunism in

individuas through the use of hierarchical controls that were not accessible to markets.

Theories based on transaction cost economics seek a fit between the context and the control
mechanism. Generally speaking, it is the market mechanism that is the most efficient, except in
certain contexts. In sum, the “general implications’” of Williamson’s (1979, p. 259) theory are:
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1. Nonspecific transactions, either occasiond or recurrent, are efficiently organized by markets.

2. Occasional transactions that are nonstandardized stand most to benefit from adjudication.

3. A transaction-specific governance structure is more fully developed where transactions are (1)
recurrent, (2) entail idiosyncratic investment, and (3) are executed under grester uncertainty.

This framework has been applied to sales management by Anderson (1985). Her principal
conclusions were that the greater the difficulty in evauating a salesperson’s performance, the
more likely the firm will be to substitute surveillance for commission as a control mechanism.
She assumed that the use of a direct (internal) sales force went with the payment of a salary,
whereas commission compensation was used for representatives on contract. Anderson aso
found that direct sales forces were associated with complex, hard-to-learn product lines and with
territories that required considerable non-selling activities. Later John and Weitz (1989)
concluded that the transaction-cost approach worked in terms of explaining the usage of sdary,

but in the case of incentive payment it seemed limited.

Although transaction cost economics has assumed increasing significance as an analytic approach
to strategic and organizational issues, it has also been criticized. For example, Ghoshal and
Moran (1996) discuss the limitedness of Williamson’s (1979) approach in practica applications.
They acknowledge the merits of transaction cost economics as a positive theory, but they criticize
its normative implications by presenting their model of a “self-fulfilling prophecy” (Figure 11,
Ghosha and Moran, 1996, p. 22). They discuss the nature of opportunism, distinguishing
between opportunism as an attitude and opportunistic behavior, and build their model on Ajzen
and Fishbein's (1980) theory of reasoned action. According to Ghosha and Moran (1996),
hierarchical governance mechanisms such as fiats and monitoring work in two different ways. As
Williamson (1979) states, they increase the costs of opportunistic behavior by means of
sanctions, which in turn attenuate the opportunistic behaviors of the transaction partner.
However, if the attitudinal concept of opportunism (which refers to the proclivity to behave
opportunistically) is added into the model, there is a different, contradictory mechanism at work.
The authors propose that the use of hierarchica governance mechanisms reduces feelings of
entity experienced by the transaction partner, which in turn works as an attenuator of the
proclivity to behave opportunistically. The logic behind this is that the use of rational control,

such as surveillance, adversely affects the feelings of both the controller and the controlled. On
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the part of the controller, the use of control leads to distrust: controllers begin to expect the
adverse behaviors that they are trying to attenuate. For the controlled, its use leads to feelings of
not being trusted, and of being controlled. A similar phenomenon was proposed by Ramaswami
(1996) when he found that both output and process controls were positively related to
opportunistic behaviors. He suggested that this phenomenon might be explained as a feeling of
not being trusted and of lowered levels of perceived job discretion. According to Ghoshal and
Moran (1996), this is based on the implicit assumptions of Williamson's (1979) transaction-cost
economics. Finally, the authors suggest that the net effect of hierarchical control on opportunistic
behavior will depend in part on the relative strengths of these two opposing influences. While this
discussion seems to support the use of the market mechanism, Ghoshal and Moran (1996) point
out that organizational advantage over markets should not be seen as a matter of control over

opportunism. According to them (p. 32):

What redly differentiates markets and firms, we believe, is that they are able to achieve efficiency and
facilitate adaptation in different ways, following different institutiona logics.
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Figure 11. The Cycle of the Self-Fulfilling Prophecy (Ghosha and Moral, 1996, p.22)

These institutional logics refer to adaptation in markets: firms operating a market mechanism
adapt autonomously as a response to market signas, i.e. prices. According to Ghoshal and Moran
(1996), the process of autonomous adaptation has two distinctive features:

1. prices must be known or predictable

2. autonomous adaptation is biased toward static efficiency.

It is this bias towards static efficiency that makes market mechanisms disadvantageous over
organizational mechanisms. Organizationa logic is based on purposive adgptation, which allows
the pursuit of dynamic efficiencies even in the absence of prices or markets (Ghoshal and Moran,

1996). A shared purpose among the members of an organization alows it to pursue long-term
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efficiency by pursuing innovative activities and creating institutional contexts that influence the

values and ambitions of its members (Ghoshal and Moran, 1996).

3.2.3 Organization theory: William Ouchi’s clan control

Ouchi (1979) introduced the concept of clan control, which was based on professional control
among workers. Basically this theory is an extension of the transaction cost analysis framework.
Ouchi suggested that it was effective in situations in which neither the inputs, nor the processes,

nor the outcomes were easily measurable, and when goal incongruity was low (Figure 12).

Control strategy = F(task characteristics)

Task programmability

Perfect Imperfect
High Behavior or Qutcome
outcome control
Outcome control
measurability
Low Behavior Socialization
control "Clan” control

Figure 12. Thelogic of organization theory (Ouchi, 1979; Eisenhardt, 1985)

This control mechanism is based on people, their preferences, and the use of informa
mechanisms to build their motivation and commitment (Ghoshal and Moran, 1996). Social

control or clan control has often been integrated into the transaction cost analysis framework
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(e.g., Anderson, 1985; Darmon, 1998; Stathakopoulos, 1996), and with the logic of finding a fit
between the context and the control mechanism, and carries some implications for managers.
However, it is difficult to design since it is based on goal congruence and a strong socialization
process. Ouchi (1979) suggests that such socidization cannot be achieved unless the right
persons are selected at the recruitment stage. This means that the company must be able to find
people who are accustomed to the rituals and ceremonies that are present in the organization too.

Apparently it is also adifficult system to manage.

3.2.4 Conclusion

Organizational-level theories predict and explain the use of different control mechanisms, i.e. in
relating the control systems to their environments. If we look at the levels in sales-management
decisions, we see that these theories operate on the strategic level, at which the decisions revolve
around linking the company’s internal and external environments and defining the desired role
for the persona selling function. These decisions include the choice of relative emphasis on the
internal sales force versus contracted partners. The vaue and insights of these theories have been
recognized, and some authors, such as Stathakopoulos (1996) and Darmon (1998), have even

summarized their logics in aunified framework, presented in Tables 8 and 9 below.
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Table 8. Stathakopoulos' (1996) presentation of the antecedents of control-system characteristics

Task programmability
Certain/High Uncertain/low
High outcome  |High behavior  |High TSA Behavior Behavior
observability observability
Low TSA Outcome or Behavior
behavior
Low behavior High TSA Behavior Behavior
observability
Low TSA Outcome Outcome
Low outcome  [High behavior  |High TSA Behavior Behavior
observability observability
Low TSA Behavior Behavior
Low behavior High TSA Behavior or clan [Behavior or clan
observability
Low TSA Clan Clan

The choice of control-system design in Stathakopoulos' (1996) presentation is dependent on:

whether the job outcomes are easily observable,

whether the job behaviors are easily observable,

whether the job is characterized by transaction-specific assets (T SA, for example valuable
knowledge about processes or customers that cannot easily be obtained),

and whether the task to be performed is programmable or not.

The aternatives in Stathakopoulos' presentation are behavior control, outcome control and clan

control. Thus, this model relates the design of the control system to the characteristics of the job

and the environment.
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Table 9. Darmon’s (1998) presentation of the antecedents of control-system characteristics

Situational characteristics

Characteristics of
the control
system

Entity involved in
the selling
objective

Knowledge level of
territory response
functions

Knowledge level of
salesperson
reaction functions

Outcome vs.
Behavior
predictability /
observability costs*

Easily observable
and Objectively
measurable

High

Low

O>B

Centralized
Outcome-based
Quantitative

B>0O

Centralized
Behavior-based
Quantitative

Some

O>B

Moderately Cent.
Outcome-based
Quantitative

B>0O

Moderately Cent.
Behavior-based
Quantitative

Low

High

O>B

Decentralized
Outcome-based
Quantitative

B>0O

Decentralized
Behavior-based
Quantitative

Not easily
observable and not
objectively
measurable

High

Low

O>B

Centralized
Outcome-based
Qualitative

B>0O

Centralized
Behavior-based
Qualitative

Some

O>B

Moderately Cent.
Outcome-based
Qualitative

B>0O

Moderately Cent.
Behavior-based
Qualitative

Low

High

O>B

Decentralized
Outcome-based
Qualitative

B>0O

Decentralized
Behavior-based
Qualitative

* O = outcome predictability / observability costs
B = behavior predictability / observability costs

Darmon’s (1998) presentation is more detailed and the system characteristics are determined
along three different dimensions: a) behavior- vs. outcome—based control, b) centralized vs.
decentralized control, and c) quantitative vs. quaitative control measures. Here there are four key

determinants of the control-system design:
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- whether the entity involved in the selling objective (e.g., a salesperson) is easly
observable

- whether the management has knowledge of the territory response functions

- whether the management has knowledge of the salesperson reaction functions

- whether the costs of observing outcomes are higher than costs of observing behaviors

Thus, Darmon’s (1998) model also ams at predicting the characteristics of a control system, or

even helping managers to design their own, so that they fit into their operating environments.

Both models are valuable in the strategic-level decisions of sales management. However, one
should remember that organization-level theories often adopt avery simple, deterministic view of
human nature. This is most commonly expressed in the form of a utility function, which is
assumed to be the same for each individual: human behavior is seen simply as utility-maximizing
behavior. The main criticism that these theories attract is based on insufficient understanding of
human nature, as mentioned in the previous sections. As we move to the tactical level of
decison-making in sales management, the decisions involve linking the strategic-level
definitions to the firm's interna environment by forming policies and designing control and
reward systems. In this task the individual-level theories and models are assumed to be better

since they can more accurately explain employee responses to the controls.

33 INDIVIDUAL-LEVEL THEORIES

3.3.1 Motivation theories

The word “motivation” is somewhat controversia in that it has been conceptualized and defined
in severa different ways. Generdly speaking, there are two types of approaches: process theories
(also mechanistic theories, Deci and Ryan, 1985) and content theories (also organismic theories,
Deci and Ryan, 1985). Process theories concern the cognitive processes behind human behavior,
i.e. decision-making and thinking about whether or not to perform an action, while content
theories consider humans as organisms who have internalized needs and wants, i.e. people have
intrinsic needs that have to be fulfilled. The latter make a distinction between extrinsic and

intrinsic motivation. The two approaches take very different perspectives on motivation and its
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relationship with managerid activities. Perhaps the most frequently applied process theory in the
sales-management literature is Victor Vroom's (1964) expectancy theory®, a framework that has
been used by Walker et a. (1977), Oliver (1974), and Teas (1981), for example. Of the content
(or organismic) theories, Deci and Ryan's (1985) self-determination theory™®, and its sub-theory
of cognitive evduation, are frequently cited(e.g., Anderson and Oliver, 1987). The two
approaches are discussed briefly in the remainder of this section in order to promote

understanding of the nature of motivation.

The process view of motivation: expectancy theory

Vroom (1964, p. 9) views “the central problem of motivation as the explanation of choices made
by organisms among different voluntary responses’. In other words, expectancy theory is a
process theory, which seeks to explain the cognitive process behind motivation by examining the
interactions between motivational constructs. The underlying assumption is that behavior is
voluntary, and consequently motivated. It is also assumed that people choose their behavior in a
way that maximizes their subjective utility. The central mativational constructs in Vroom's
expectancy theory are vaence, instrumentaity, expectancy, and force towards performing an
action (= motivation). Vaence refers to affective orientations toward particular outcomes, and
instrumentality refers to the link between performance and the attainment of a desired outcome or
consequence. Expectancy means the perceived probability that an act will be followed by the
desired performance. Kopf (1992) discussed the different interpretations of force, stating that
Vroom's expectancy model had been applied in two different ways: motivation had been
understood either as a force to perform a single behavior or as a choice of the most attractive
behavior. Kopf’'s (1992) suggestion was that both conceptualizations were complementary, and
should be used together.

According to the theory, a person’s motivation or force to perform an act (F) is a function of the
sum of the products of the vaences (V) of al outcomes and the strength of his or her

expectancies (E) that the act will be followed by the attainment of these outcomes (Equation 1.).

® Other process theoretical approaches are also used in sales management : reinforcement theory (e.g., Scott et al.,
1986) and goal-setting theory (e.g., Wotruba, 1989)
10 Hertzberg's dual-factor theory has aso been used in sales management (e.g., Shipley and Kiely, 1986).
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The valence (V) of an outcome to a person is a function of the sum of the products of the
valences of all other outcomes and his or her conceptions of its instrumentality for the attainment
of these other outcomes (Equation 2.).
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According to Walker et d. (1977), the instrumentalities and vaences of a salesperson may be
influenced by a manager with a compensation plan, for example. In sum, motivation, or the force
towards performing an action, is determined by both feeling that increased effort will produce the
desired outcomes and val ence for performance, which may be affected by managerial activities.

The content view of motivation: self-deter mination theory

Self-determination theory (hereafter SDT) is framed in terms of the socia and environmental
factors that facilitate or undermine intrinsic motivation (Ryan and Deci, 2000). Deci and Ryan
(1985) proposed that SDT consisted of three mini-theories. Cognitive Evaluation Theory,
Organismic Integration Theory, and Causality Orientations Theory. Cognitive Evaluation relates
external events to intrinsic motivation, Organismic Integration distinguishes between intrinsic
motivation and different types of extrinsic motivation, and finally Causdity Orientation identifies
different orientations towards interpreting external events. These mini-theories are briefly

presented in the following discussion, which is then concluded in a summary.

Cognitive Evaluation Theory (hereafter CET), as presented by Deci and Ryan (1985), comprises
four propositions covering people’s intrinsic need for being self-determined and competent, and
the fact that people perceive the different aspects of external and internal events differently.

These four propositions are listed below:
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Proposition |

“External events relevant to the initiation or regulation of behavior will affect a person’s intrinsic
motivation to the extent that they influence the perceived locus of causality for that behavior.
Events that promote a more external perceived locus of causality will undermine intrinsic
motivation, whereas those that promote a more internal perceived locus of causality will enhance

intrinsic motivation.” (p. 62)

Proposition 11

“External events will affect a person’s intrinsic motivation for an optimally challenging activity to
the extent that they influence the person’s perceived competence, within the context of some self-
determination. Events that promote greater perceived competence will enhance intrinsic

motivation, whereas those that diminish perceived competence will decrease intrinsic motivation.”
(p.63)

Proposition 1lI

“Events relevant to the initiation and regulation of behavior have three potential aspects, each with
a functional significance. The informational aspect facilitates an internal perceived locus of
causality and perceived competence, thus enhancing intrinsic motivation. The controlling aspect
facilitates an external perceived locus of causality, thus undermining intrinsic motivation and
promoting extrinsic compliance or defiance. The amotivating aspect facilitates perceived
incompetence, thus undermining intrinsic motivation and promoting amotivation. The relative

salience of these three aspects to a person determines the functional significance of the event.”
(p.64)

Proposition IV

“Intrapersonal events differ in their qualitative aspects and, like external events, can have varied
functional significances. Internally informational events facilitate self-determined functioning and
maintain or enhance intrinsic motivation. Internally controlling events are experienced as pressure
toward specific outcomes and undermine intrinsic motivation. Internally amotivating events make

salient one’s incompetence and also undermine intrinsic motivation.” (p. 64)

In sum, CET postulates that external events that are perceived as controlling or that promote the
reduction of felt competence over action are likely to diminish intrinsic motivation, and that
people differ in their perceptions of such externa events. However, Ryan and Deci (2000) remind
us that the principles of CET hold only for activities that are intrinsically motivated, i.e. they
have the appeal of novelty, challenge or aesthetic value. Thus, it should not be used in the work
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context without further consideration, since “the word work, in fact, carries the connotation of
‘having to’ and is often used to describe difficult or stressful activities’ (Deci and Ryan, 1985, p.
293). More should be known about the nature of extrinsic motivation, which is discussed next in

terms of the Organismic Integration Theory.

Organismic Integration Theory (hereafter OIT). OIT acknowledges that motivation can be
divided into two separate elements: intrinsic motivation and extrinsic motivation. Intrinsic
motivation is based on inherent satisfactions rather than on separable consequences, and extrinsic
motivation (in contrast) pertains whenever an activity is carried out in order to attain some
separable outcome. Whenever a person attempts to foster behaviors in others (as is the case in
sales management), the others' motivation for the behavior can range from amotivation, or
unwillingness, to passive compliance, to active personal commitment (Ryan and Deci, 2000).
OIT was introduced in order to present the different forms of extrinsic motivation, which
according to the theory (see Figure 13 for a taxonomy of motivational types), lie along a
continuum (see Deci and Ryan, 1985; Ryan and Deci, 2000). On the left end of the continuum is
amotivation, when an individual lacks any intention to act, after which the forms are presented

from left to right in terms of the degree to which the motivations are self-determined.
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Figure 13. A taxonomy of forms of extrinsic motivation (Ryan and Deci 2000)
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The extrinsicaly motivated behaviors that are least autonomous are called externally regulated,
and are performed in order to satisfy an external demand or reward contingency. Next, there is
introjected regulation, which involves taking in regulation but not fully accepting it as one's
own. The third form is identified regulation, which means the conscious valuing of a behaviora
goal or regulation, and the action is accepted or owned as personally important. The form of
extrinsic motivation that is closest to intrinsic motivation is integrated regulation, meaning that
regulations are fully assimilated to the sdlf, i.e. they have been brought into congruence with
one' s other values and needs. Ryan and Deci (2000) stress that the continuum is not necessarily
developmental, and that an individual can actually move “backward” towards less autonomous
extrinsic motivation. The more thorough internalization of motivation gppears to be related to
more behavioral effectiveness, greater volitional persistence, enhanced subjective well-being, and
better assimilation of the individual within the socia group (Ryan and Deci, 2000).

According to Ryan and Deci (2000), the integration of extrinsic motivation can be facilitated by
supporting feelings of relatedness, perceived competence, and experience of autonomy. External
regulation can be achieved when there are salient rewards or threats, and when the person feels
competent enough. Introjected regulation is achievable when a relevant reference group endorses
the activity and when the person feels competent and related, but autonomous regulation is only
attainable if the managerial activities are supportive of autonomy. Sometimes even rewards may
be perceived as a method of control (e.g., Jordan 1986), and thus they may hinder the integration
process of extrinsic motivation. This motivation-undermining effect of rewards has been caled

the “ over-judtification effect” in studies on intrinsic motivation (seee.g., Pinder, 1934).

Finally in the SDT context, Causality Orientations Theory (hereafter COT) distinguishes between
three types of causdlity orientations, which are individual-specific tendencies to make
interpretations of external events and include autonomy orientation, control orientation, and
impersonal orientation. This dissertation concentrates on the first two sub-theories of SDT,
however, although it is acknowledged that causality orientations regarding controls-in-use might

provide promising research avenues in the future.
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Even though SDT was developed first in the field of education, and could be seen as a theory of
learning motivation, it has been put forward as a general content theory of motivation and
therefore is applicable to the work context due to its OIT component. Deci and Ryan (1985,
p.301-311) presented the results of research on self-determination in work organizations. They
found a significant correlation between the orientations of both managers and employees and
employees perceptions of their job security and satisfaction, which are motivationally relevant
variables. The general assertion that an autonomy-supportive work climate predicts the
satisfaction of intrinsic needs for competence, autonomy and relatedness, which in turn predicts
task motivation, has gained support in cross-cultura research (Deci, Ryan, Gagné et al., 2001).
However, the content view of motivation has been discussed only occasionally in the literature on
marketing and sales management control. Anderson and Oliver (1987) referred to Cognitive
Evaluation Theory (see the discussion in Chapter 2) in their seminal paper, but they interpreted it
as supporting behavior-based control, which they assumed means that the manager encourages
and directs his’her subordinates. However, as Chalagalla and Shervani (1996) observed, activity
control and capability control are separate dimensions, which may even have opposite effects on
employees, and this assumption therefore does not necessarily hold. Eisenhardt (1985) aso
referred to Deci and Ryan's work, but she abandoned this “humanist-attributionist” approach,
becauseits (p.147)

... key point is that humanists/attributionists see motivation as a problem of boredom in simple jobs.
However, when a dull job is made more interesting, motivation problems do not disappear. Rether, they
change to problems of performance evaluation under uncertainty as suggested by control theorists. Thus, the
motivation of salesmen, engineers, and university professors is not a problem of boredom, but rather one of

direction and evaluation under uncertainty as suggested by control theories.

Eisenhardt (1985) unfortunately failed to understand the importance of the feeling of being self-
determined in motivation, which is clearly related to control problems. Challagalla and Shervani
(1996) dso referred to Deci and Ryan’s (1985) work, and suggested that there was a positive
association between capability information and intrinsic motivation and performance, due to
supporting feelings of competence. However, they did not include motivational variables in their
model. Thus, in sum, the content view of motivation has been dmost totally neglected in the

research on sales management control systems.
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Summary

Studies on managerial influence on work motivation usually rely on mechanistic process theories
(such as expectancy theory), which link managerial activities to subordinates’ extrinsic
motivation. Work motivation is seen as a cognitive response to stimulus. However, according to
the content or organismic view, these mechanistic theories fail to take into consideration people’s
innate need for being self-determined. Within the self-determination theory this view brings an
additional aspect to the study of work motivation, suggesting that motivation can only be
“enhanced” up to a certain point under the mechanistic approach (i.e. rewards and penalties) .
Feelings of belonging, being competent, and being autonomous must also be supported, and a

continuous increase in managerial control over employeesis likely to dampen such feelings.

3.3.2 Roletheory

Role stress (i.e. role conflict and role ambiguity) has aso been widely studied in the sales-
management literature in the context of performance antecedents (e.g., Walker, Churchill, and
Ford, 1977). Consequently, it has also been a central employee-response variable in the literature

on marketing and sales management (see Appendix 1).

The theory base behind role stressors as performance determinants is role theory, which posits
that the behavior of an individual is guided by expectations held by that individual and other
people. Such expectations correspond to roles people have in their everyday lives, such as the
professiona role of a salesperson. Sometimes role ambiguity and role conflict arise in complex
organizations when people face inconsistent expectations and lack the necessary information
about their tasks and responsibilities (Rizzo et al., 1970).

Kahn et a. (1966) described the development process of role stress in their model of role
episodes (see Figure 14), which shows how role conflict and ambiguity are related to social and

psychologica processes between and within role senders and focal persons.
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Figure 14. A model of role episodes (Kahn et & ., 1966)

According to the model, role senders (e.g., field sales managers, customers) have expectations
about afocal person (a salesperson) and hislher behavior, and such expectations often lead to role
pressures. When pressures from different associates (role senders) are strong and directed toward
changes in the behavior of the focal person, or when they are contradictory to one another, the
focal person is likely to experience role conflict and ambiguity, and as a result to feel tension,
anger, or indecision. Finally, when a focal person is confronted with role conflict, he/she must
respond to it by means of coping efforts. Kahn et al. (1966) identify (1) direct attempts to resolve
conflict through compliance or by persuading role senders to modify incompatible demands, (2)
attempts to avoid the sources of stress, and the use of defense mechanisms that distort the reality,
and finally, (3) focal persons may form affective or physiological symptoms of coping with the
pressures. In sum, sent pressures (I1) lead to experienced conflict (I11), which leads to coping
responses (1V), and these responses are perceived and evauated in relation to role expectations
(1), and then the cycle resumes. People who are working in boundary-spanning positions (e.g.,
with different departments) are often faced with conflicting role pressures because their role set
consists of persons in separate units, all of which have their own goals, objectives and norms
(Kahn et a. 1966). Pruden (1969) identifies salespeople as “interface managers who link their
employer with their customers” (p. 339). Thus, there generally seems to be a consensus that sales

positions are characteri zed by exposure to role stress.
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According to Kahn et al. (1966), the role episode model represents events only at a given point of
time, and they expand it to include enduring states of the organization, the person, and the

interpersonal relations between the focal person and the role senders (Figure 15).

Personality
Factors

8
4 .
» 'y
Organizat. 3 Role Senders Foca Person
Factors |\ _________._ >
A Role Role Ex- Re-
Expect. Press. perience sponse

Relations
C

Figure 15. A theoretica model of factors involved in adjustment to role conflict and ambiguity
(Kahn et al. 1966)

It is acknowledged in this extended model that organizational factors (A), such as organizational
structure, functional specialization, the division of labor and formal reward systems, dictate what
people are supposed to do (Arrow 3 in the model). Previous research in sales management
suggests that individual perceptions of role conflict and ambiguity can nevertheless be reduced by
giving performance feedback and allowing participation in decision-making (Teas, Wacker, and
Hughes, 1979).

Personality factors (B) have an influence on the role pressures imposed by the role senders

(Arrow 4), on the focal person’s experience of such pressures (Arrow 5), and on the focal
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person’s reactions to pressure (Arrow 8). Examples of personality influences are discussed in the
sales-management literature. For example, Lee and Cadogan (2002) have suggested that sales
managers, who are relativistic, may pressurize salespeople even into engaging in unethical
behaviors in order to maximize sales revenues. Behrman and Perreault (1984), in turn, found that
perceptions of role conflict and role ambiguity were higher among sa espeople with a more

external locus of control, and among people with alower need for achievement.

The characteristics of the interper sonal relationship between the role sender and the focal person
also have an influence on the role pressures exerted by the sender (Arrow 6) on the focal person’s
experience of such pressures (Arrow 7), and on the focal person’s reactions to pressure (Arrow
9). The interpersonal relationships studied in this work involve the manager-subordinate
relationship.

Generally, the research findings concerning role stressors and organizational control support the
view that exercised control reduces role stress (e.g., Challagalla and Shervani, 1997; Jaworski,
Stathakopoulos and Krishnan, 1993; Ramaswami, 2002).

3.3.3 The path-god theory of effective |eadership

The path-goal theory of leadership (House, 1971) has been used in the literature on marketing
and sales management control for establishing a link between the control system and employee
responses to it (e.g., Futrell, Swan and Todd, 1976; Challagalla and Shervani, 1996). Basically,
however, it is built on Vroom's (1964) expectancy theory of motivation (Wofford and Liska,
1993).

House's (1971) path-goal theory of leader effectiveness aims to explain the effects of leader
behavior on subordinate satisfaction, motivation, and performance. It identifies different leader
behaviors and relates them to subordinate responses by means of variables (such as
instrumentality and valence) from the expectancy theory of motivation. The individual makes
probability estimates with respect to two linking points (i.e. path-instrumentality of hisher

behavior with work-goa accomplishment and valence of outcome connecting the behavior with
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its outcomes) between the behavior and its outcomes. House presented his formulation as

follows:

where:

M =1V, +RgV, + 8 (P,EV)y
e u

i=1

(Equation 3)
i=1..,n

M = the motivation to work;

IV = intrinsic valence associated with goal -directed behavior;

IV, = intrinsic valence associated with work-goa accomplishment;

EV; = extrinsic valence associated with work-goa accomplishment;

P, = path instrumentality of behavior for work-goal attainment;

P2 = path instrumentality of work goals for extrinsic valence.

He also links leadership behaviors to the antecedents of motivation (see Equation 3), suggesting

that:

the leader determines the extrinsic rewards that are associated with work-goal
accomplishment (EV;)

the leader can increase the subordinate’s path instrumentality conceming the rewards
forthcoming as aresult of work-goa accomplishment (Py)

the leader can provide support for the subordinate’s efforts and thereby influence the
probability that this effort will result in work-goal achievement (Py)

the leader influences the intrinsic valences associated with goal accomplishment (1V ) by
delegating and assigning tasks to subordinates (allowing subordinates to participate in
goal setting)

the leader can increase the net intrinsic valence associated with goal-directed behavior

(IVy) by reducing frustrating barriers and being supportive.

In his retrospective article, House (1996) describes the evolution of the formulation of leader

behaviors, which are the independent variables of the path-goal theoreticd models, briefly

summarized in the following discussion. His original work (House, 1971) identified two general
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classes of leader behavior: path-goal clarifying behavior and behavior directed toward satisfying
subordinate needs. These were tested by means of constructs of leader-initiating structure and
consideration. House and Mitchell (1974) gave a more specific definition of leader behaviors ,
and identified (1) directive path-goa clarifying behavior, (2) supportive behavior, (3)
participative behavior, and (4) achievement-oriented behavior. In the same retrospective article
House (1996) presents a reformulation of the theory in the form of the path-goa theory of work-
unit leadership, and further specifies leader behaviors in the following eight categories: (1) path-
goal clarifying behaviors, (2) achievement-oriented behavior, (3) work facilitation, (4) supportive
leader behavior, (5) interaction facilitation, (6) group-oriented decision processes, (7)
representation and networking, and (8) value-based leader behavior.

While the path-goal theory of effective leadership has been discussed in the literature on sales
and marketing management control (Challagalla and Shervani, 1996), it is important to note that,
according to this theory, leaders can adjust their own behaviors to adapt to contingencies
(Silverthorne, 2001), which may be derived from the task environment (e.g., ambiguous role
demands, see House, 1996) or from follower characteristics (e.g., locus of control, see Mitchell,
Smyser, and Weed, 1975). If the management control system is defined as the organization’s set
of procedures for monitoring, directing, evaluating, and controlling its employees (Anderson and
Oliver, 1987), the control behaviors of the manager should be defined by the control system and
not the individual salesperson-manager dyads. DelVecchio (1996) studied whether the control
behaviors of managers were determined by interpersonal factors (leadership approach) or the
control-system characteristics (control-system gpproach), and her findings supported more the
leadership approach. If such findings hold in other empirical settings too, the reliability of the
implications drawn from the studies using subordinate perceptions of the control system as
independent variables could be questioned. At worst, they might only reflect the effects of
interpersonal relationship qualities.

3.3.4 Conclusion

On the individual level of andysis the theories circle around constructs that are related to the

perceptions, feelings, needs and wants of individuals, while on the organizational level the
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control-system dimensions or characteristics are related only to the tasks to be performed, their
measurability, and the operating environment. Theories of motivation suggest that people want to
fulfill their needs, which may be either extrinsic (earning a livelihood) or intrinsic (being
competent, self-determined, and belonging). The propositions that come from role theory suggest
that salespersons in boundary-spanning positions may be susceptible to role stress (i.e. role
ambiguity or role conflict), which may be aleviated through communication and clear objectives.
The management control system might well enhance employee mativation and reduce role stress
if it can both help individuals in fulfilling their needs and provide clarity in terms of role
perceptions. However, these theories also suggest that exercising too much control may have

del eterious effects on motivation and role stress.

As far as individual-level theories are concerned, the use of very broad control-system
dimensions, such as formal vs. informal control or behavior vs. outcome control, is not justified
for studying the effects on individua responses because they do not match with the theoretical
constructs related to motivation and role stress. It is argued here that on the field-sales-
management level conceptualizations of the management-control system should involve more
detailed dimensions, which should be comparable with the relevant constructs of the individual-
level theories. In other words, the field sales managers who implement the strategies on the
operational level are likely to conceptualize control systems with somewhat different (i.e. more
detailed) dimensions than sales executives, who are more familiar with the strategic-level

decisions.

34 CONCLUSION: A FRAMEWORK FOR STUDYING THE RELATIONSHIP
BETWEEN SYSTEMS OF FIELD SALESMANAGEMENT CONTROL AND THE
SALESPERSON'SRESPONSESTOIT

The first section of this chapter aimed at identifying and describing the levels in the hierarchy of
sales management decisions. It was acknowledged that at the strategic level (usualy occupied by
sales executives) the decisions deal with the desired role of persona selling that is in line with
marketing strategies and plans of action. The emphasis is on planning and organizing the sales
force, and the key elements in decision-making on these activities concern situational analysis of

organizations internal and externa environments. As the focus of analysis shifts to implementing
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the plans (tactical and operational levels), also the emphasis of the managers' activities shifts to
directing and controlling the members of sales organization. The decisions concerning these
activities are based on understanding the expected responses of the sales force. As the decisions
at these levels are based on different issues (i.e. situational andysis vs. understanding of the

employees' response function), it is asserted here that one should al so gpply different theories.

The next two sections reviewed the theories applied in the past research on sales management
control systems, first the ones that deal with strategic level decisions (i.e. unit of analysis is
organization), and then the ones that deal with tactical/operationa level decisions (i.e. unit of
analysis is employee or employee-manager relationship). These sections revealed that the
constructs that describe the nature of control at strategic level are not comparable with constructs
that describe the nature of control at tactical/operational level. At the strategic level theories, the
control system characteristics are designed by evaluating whether

- the behaviors and/or outcomes are measurable or not,

- thetasksto be performed are programmable or not,

- whether the job is characterized by transaction-specific assets or not.

Consequently the control system characteristics are examined with broad descriptions, such as
control over outcomes vs. control over behaviors, or reliance on social controls (i.e. clan control).
At the individual-level theories, the control system characteristics are related to examination of
how employees perceive the control: is the control system

- rewarding,

- clearly communicated,

- inconflict with other role expectations,

- autonomy-supporting?

When these theories are applied in examining the control system characteristics, it should into
studying perceptions of control (e.g. are the controls clearly perceived, how strong is the
perceptual link between performance and rewards, see Futrell, Swan and Todd, 1976) or/and
conceptualizing control with more detailed descriptions (e.g. does the behavioral control

emphasize observation of activities or supporting capabilities).
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Based on the above mentioned findings of the literature review, a general multilevel framework
for sales management control system research is proposed (Figure 16). It builds on the multilevel
view of organization (see e.g. Klein, Dansereau, and Hall, 1994; Yammarino, Dansereau, and
Kennedy, 2001), which asserts that constructs should be defined with regard to the level of
analysis and when doing this the issues of independence and homogeneity within higher-level
units should be taken into consideration. The presented framework is divided into three
sequential research gaps, proceeding from issues of conceptualization of control to examining its

conseguences.

The first research gap is related to the conceptudization of systems of field sales management
control. Itsimportance is highlighted in a study carried out by DelVecchio (1996) suggesting that
sales managers' control behaviors can be better explained in terms of leadership theories rather
than control-system theories. The managers control behaviors were unique in each manager-
salesperson dyad, and therefore relating the results to the literature on control systems, which
assumes constant and stable control behaviors across manager-sal esperson dyads, is not justified.
Moreover, according to the individual-level theories, employees form perceptions of
instrumentalities, expectancies, role expectations concerning the managers exercised control. It
is asserted here that the control system should be conceptualized and operationalized by taking
into consideration the level issues and the underlying assumptions on within-group homogeneity
and heterogeneity. This means that the congruence between the sales manager's self-reported
control behaviors and salespersons’ control perceptions within an organization should be
assessed. Doing this assessment will reveal, which of the managers activities redly are
determined by control system, and which are adapted to each dyad. In addition, it will reveal,
how well salespersons’ control perceptions are in line with exercised control.

The second gap deds with salespersons’ psychological responses to the manager's control
behaviors. Given that Gap | has not yet been studied in the literature, findings on the effects of
the control system should not be trusted without further examination. It is proposed here that
before any implications of the results can be presented, one should investigate whether the

psychologica responses to control are stable across all the salespeople under that same system,
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and whether this effect also holds across different saes organizations. The examination of
individual-level theories al'so reveded that individual differences also play an important role in
the formation of psychological responses. These should be controlled for before studying the

effects of exercised control on salespeople.

The third gap is of similar logic, but it focuses on behaviord responses to the control. It is treated
as a separate gap because behaviors are often guided by one’'s psychological state of mind. As the
review of motivation theories reported in the previous section revealed, work-related behaviors
are purposeful, i.e. motivated. Perceived role stress, on the other hand, may lead to different
coping behaviors. Thus, it is asserted here that when the behavioral responses to exercised control
are under examination, psychological variables should also be included in the model, and their
relationship with controls-in-use should be known first.

Management level
GAPI > GAPII — GAPIII
Congruence of perceptions ' Psychological ' Behavioral
E effects - effects
SM's : 5
exercised : SM’s : SM'’s
control . exercised ' exercised
i control : control
v | Individua- v | Individua-
E specific E specific
' factors ' factors
SPr's SP.'s : SF: : SF:
perception perception ' S ' S
of control of control : psychologica | ! behavioral
system system H response to ' responseto
' control 1 control
Notation: i H
SM = sales manager Sal | |
SP = salesperson alesperson leve

Figure 16. A framework for studying the relationship between systems of field sales management
control and salespersons’ responsesto it
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4 THE CONCEPTUAL MODEL AND RESEARCH PROPOSITIONS

The previous chapter derived a general multilevel framework for studying field saes
management control and its relationship with salesperson consequences. This framework serves
as a base for the present chapter, which develops a detailed conceptual framework and research
propositions to be assessed empirically. More specificaly, it derives the research propositions
concerning the nature of these systems, and their rel ationship with salesperson consequences. The

propositions are alocated to the three research gaps in the framework.

4.1 GAP | — CONCEPTUALIZATION OF THE MANAGEMENT CONTROL SYSTEM

The levels of analysis in sales management were identified in Chapter 3, and the theory base used
in the literature on systems of sdes and marketing management control was reviewed in
accordance with the multilevel goproach. The conclusion was that the theories on the strategic
level of sales management offered a different perspective on controls than those on the
tactical/operational level. The strategic-level decisions related the construct of the management
control system to the operating environment and tasks in order to define the desired role of the
persona selling function, whereas on the tactical/operational levels the management activities
were related to the employee’s need fulfillment (e.g., the provision of income, autonomy, and
feedback). Thus, the first question to be answered concerns the perceptua control-system
dimensions and their congruence on the field-sales-management and the salesperson levels. It is
suggested that, in accordance with the ideas presented in Futrell, Swan and Todd's (1976) and
Challagalla and Shervani’s (1996) control-system conceptualizations, the dimensions perceived
by the salespeople are related to motivation and role-theoretical constructs, such as expectancy,
instrumentality, the provision of autonomy, the provision of feedback, and control-system clarity.
In the terms used in the literature on sales and marketing management, such dimensions are as
presented in Table 10.
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Table 10. Control-system dimensions based on individual-level theories

Futrell et al. (1976) Challagalla and Shervani (1996)
Perceived clarity Capability information

Perceived performance-reward link Capability rewards

Perceived feedback Capability punishments

Activity information
Activity rewards
Activity punishments
QOutput information
Output rewards
Qutput punishments

It is proposed here that the appropriate dimensions of the control system depend on the
respondent’s position in the sales-management hierarchy. Those who are working with strategic-
level decisions are likely to conceptualize the firm's sales management control system with
dimensions derived from strategic-level theories, e.g., input, process, or output control. On the
other hand, those who are working with tactical- or operational -level decisions are more likely to
conceptualize the control systems with dimensions based on individua-level theories (Table 10).
Thus:

P1: Tactical/operational-level sales managers conceptualize control systems with dimensions
comparable to motivation and role-theoretic constructs (i.e. detailed control dimensions), rather
than broad formal/informal dimensions that are derived from organi zation-level theories.

This dissertation focuses on the effects of a control system on salespersons’ motivation and
behavior, and therefore the managerial level represented in the sample in the empirica
assessment is on the tactical/operationa level, i.e. it consists of first-line managers. Since the
field sales managers are the closest superiors for field sales people, it is assumed that their
perceptual dimensions of the control systems are in congruence with those of salespeople. Thus:

P2: Field salespersons conceptualize control systems with dimensions comparable to motivation
and role-theoretic constructs (i.e. detailed control dimensions), rather than broad
formal/informal dimensions that are derived from organization-level theories.

Another important question that arises from the multilevel approach adopted is whether the

control perceptions are identical across the salespeople under the same control system, i.e.
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whether the field sales management control behaviors are determined by the management control
system or by the manager-salesperson dyad relationship. It is proposed here that field saes
managers may adapt their behaviors along dimensions of subjective control (e.g., feedback
provision) when the individual manager-salesperson dyad needs it, but more formal or objective
control dimensions (e.g., the link between performance and rewards) are stable across the sales

force. Therefore the third research proposition is:

P3:

a) Formal and quantitative-based dimensions of manager activities are homogenously
perceived by subordinates (i.e. defined by the control system), whereas informal and
qualitative-based dimensions are perceived heterogeneoudy (i.e. defined by the
leadership style)

b) Salespersons’ perceptions of the formal and quantitative-based dimensions of manager
activities are clearly determined by managers' reported behaviors, whereas this link is
weaker on the informal and qualitative-based dimensions.

4.2 GAP |1 —PSYCHOL OGICAL RESPONSES TO CONTROL

The different streams of research in marketing and sales management control have emphasized
the different psychological consequences of control. The research based on Anderson and
Oliver's (1987) conceptualization concentrates on explanatory variables used in traditional
studies on sdes performance such as motivation, behavioral strategies, and organizational
commitment, whereas that based on Jaworski’s (1988) conceptualization focus on variance in job
tenson and job/role stress. Studies based on Chalagalla and Shervani’s (1996; 1997) ideas are
limited to the effects of role ambiguity and satisfaction with the supervisor. In the present
dissertation, the constructs of motivation and role stress are studied as psychological responses
for three reasons:



1) Thereisasubstantial body of theory underlying the constructs;

2) These variables have a central role in various models explaining differences in
salesperson performance (e.g., Behrman and Perreault, 1984; Churchill et a. 1979; Plank
and Reid, 1994);

3) These are the main psychological consequences under scrutiny in different streams of

research on marketing and sales management control .

These constructs and their assumed relationship with systems of field sales management control

are discussed in more detail in the following sub-sections.

421 Motivaion

The different approaches to motivation were discussed in Chapter 3, and two general approaches
to human motivation were identified, the process and content approaches. Organizationa
research and aso the literature on sales and marketing management have often concentrated on
the process view. Content theories of motivation complement the process theories in severa
different ways, and the complementary view of combining both approaches has been adopted in
research on systems of marketing and sales management control (e.g., Anderson and Oliver,
1987; Oliver and Anderson, 1994; 1995; Baldauf, Cravens and Piercy, 2001). However, some
adjustments should be made. The theoretical discussion in these studies is based on Cognitive
Evauation Theory, but as discussed in Chapter 3, behavior cannot be intrinsically motivated if
the initiating force behind it comes from a world that is externa to individual cognition (see
Cognitive Evaluation Theory, Deci and Ryan, 1985). Thus, work motivation is, by nature, dways
extrinsic. However, as Organismic Integration Theory suggests, there are different forms of
extrinsic motivation ranging from pure compliance to integrated regulation, which is the closest
to intrinsic motivation. Researchers in the field of marketing and sales management previously
used the two motivationa constructs — extrinsic and intrinsic motivation (e.g., Anderson and
Oliver, 1987; Oliver and Anderson, 1994; 1995) — separately. In accordance with the writings of
Ryan and Deci (2000), however, it is proposed here that studies of work motivation should adopt
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Organismic Integration Theory instead of Cognitive Evauation Theory, and should focus on

different forms of extrinsic motivation in work contexts.

Oliver and Anderson (1994; 1995) and Badauf, Cravens and Piercy (2001) have conducted
empirical studies on the relationship between control systems and motivation. In their original
conceptual formulation Anderson and Oliver (1987) suggested a positive relationship between
behavior-based control and intrinsic motivation, since they assumed that it was characterized by
support and feedback™. In other words, they assumed that such systems satisfied salespeople’s
needs for feeling competent by providing support. They reported no support for this hypothesisin
their empirical study a few years later (Oliver and Anderson, 1994) however, even though they
found that outcome-based control was positively associated with extrinsic motivation. A year
later (Oliver and Anderson, 1995) they reported that intrinsic motivation was higher under
“hybrid form” control systems than in either of the extreme types. Baldauf, Cravens and Piercy
(2001) found a positive relationship between behavior-control and intrinsic motivation in their
UK sample, but not in their Austrian sample. Furthermore, the empirical evidence of
relationships between control-system characteristics and motivation is from studies that have
focused on either salespeople’s perceptions of control and their motivation (e.g., Oliver and
Anderson, 1994; 1995) or sales executives /managers perceptions of aggregated employee
motivation and the control system (e.g., Baldauf, Cravens and Piercy, 2001; Cravens et al. 1993).

In accordance with the logic of Anderson and Oliver (1987), and Deci and Ryan’'s (1985) self-
determination theory of motivation, it is suggested here, that more integrated forms of motivation
can only be achieved in a competence- and autonomy-supporting work environment. While
Anderson and Oliver (1987) assumed that behavior-based control systems provided such
environments, Challagalla and Shervani’'s (1996) work has indicated that this assumption does
not hold: they found that the two types of behavior-based controls, i.e. activity and capability
control, were actually very different. It seems that their capability-control types and information-
control dimensions are the only controls that could be described as competence- and autonomy-
supporting. Thus:

™ This assumption can be questioned, since Challagalla and Shervani (1996) identified two different types of
behavior control, capability and activity control.
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P4: The control systems that are characterized by capability support and information provision
(i.e. entail training, support, and competence development) are predict more integrated types of
extrinsic motivation.

According to the same logic, it is suggested that output and activity controls are perceived more
as externa regulation, which reduces perceived self-determination, and consequently moves

motivation more towards pure compliance. Thus:

P5: The control systems that are more focused on controlling specific activities and/or outputs
predict less integrated types of felt extrinsic motivation.

It is posited in the literature (Anderson and Oliver, 1987, Jaworski et a. 1993) that the control
system should be examined as an entity, rather than as separate controls in isolation. Therefore, it
is further suggested that the more the sales manager uses different types of control (i.e. uses high
control), the more the salespeople will perceive external regulation, and consequently will have

less integrated forms of extrinsic motivation.

P6: The control systems that consist of several different types of control predict less integrated
forms of extrinsic motivation.

422 Rolestress

Previous research on the relationship between marketing and sales management control systems
and role stressors has mainly concentrated on streams based on Jaworski’'s (1988) and
Challagallaand Shervani’s (1996) conceptualizations of control. The genera hypothesis has been
that the use of management control will decrease employees felt role conflict and role ambiguity,
and this has mainly been supported. Studies based on Jaworski’'s (1988) conceptualization have
found that the reduced role ambiguity has been most strongly related to high control, while those
based on Challagalla and Shervani (1996; 1997) suggest that role ambiguity is negatively
associated with the information and reward dimensions. The only form of control that has been
found to have a positive relationship with role ambiguity has been activity punishment. The

present dissertation adopts these general hypotheses:
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P7: Extensiveness of control (of any type) is negatively related to salespersons’ felt role conflict
and role ambiguity.

4.2.3 Individua differences that influence the response to control

As acknowledged in the path-goal theory of effective leadership and in role theory, individuals
may have different responses to the various control-system characteristics.. Mitchell, Smyser, and
Weed (1975) found in their path-goal theory-based study that the locus of control has an
influence on the efficacy of different leadership styles. Locus of control refers to the degree to
which an individual believes that reinforcements are controlled by his or her own behavior (see
e.g., Chung and Ding, 2002). The concept was developed by Julian Rotter (1966), who observed
that individuals differed in their expectancies of job outcomes. Locus externas believe that
reinforcements following an action are a consequence of external or unpredictable factors such as
luck, fate or chance, while locus internals believe that the same reinforcements are dependent on
their own actions and behaviors. Mitchell, Smyser, and Weed (1975) found that internaly
controlled subjects were more satisfied with a participative leadership style, and that locus

externals were more satisfied with a directive style.

Similarly, perceptions of role conflict and role ambiguity are likely to be dependent on
personality factors, as proposed in Kahn et al.’s (1966) theoretical model: a highly sensitive
person may experience more stress under mild pressure than a “thick-skinned” person. In the
context of sales management, Behrman and Perreault (1984) suggest that perceptions of role
conflict and role ambiguity might be higher among sal espeople with an external locus of control.
Thus:

P8: Locus internals will experience higher levels of integrated motivation and lower levels of
role conflict and ambiguity than locus externals.

4.3 GAP |1l -BEHAVIORAL RESPONSES TO CONTROL

According to the results of research on marketing and sales management control, in terms of

behavioral response the use of an adaptive/customer-oriented selling approach has been an
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intended outcome of the control system, and less ethical or dysfunctional behavior an unintended
consequence (e.g., Anderson and Oliver, 1987; Jaworski and Maclnnis, 1989; Oliver and
Anderson, 1994; Ramaswami, 1996; Robertson and Anderson, 1993). The psychological
mechanism behind these behavioral outcomes has been assumed to be pure utility maximization.
Superiors exercising behavior-based control are assumed to encourage salespeople and to train
them to behave in an adaptive or customer-oriented way, whereas salespeople under outcome-

based control are assumed to maximize their short-term utility by either

1. maximizing their effort and saes, potentially using less ethical selling tactics (e.g.,
Robertson and Anderson, 1993), or
2. reporting the sales results opportunistically (i.e. behaving in a dysfunctional manner).

The research propositions in the present dissertation are based on these assumptions and tests,

and on whether they hold in empirical tests based on the adopted multilevel goproach. Thus:

P9: Salespeople working under a control system based on capability support and feedback are
likely to adopt a more customer-oriented approach to their jobs than those under outcome-based
control.

P10: Compared to salespeople working under a control system based on capability support and
feedback, those under outcome-based control are more likely to either

a) adopt less ethical selling tactics or

b) use dysfunctional reporting to the employer.

44 SUMMARY OF THE RESEARCH PROPOSITIONS: CONCEPTUAL MODEL

The general framework developed in the previous chapter has served as a basis for this chapter,
which has specified detailed research propositions for empirical assessment. The presented

research propositions are summarized in Table 11.
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Table 11. The research propositions

GAP |

P1: Tactical/loperational-level sales managers conceptualize control systems with dimensions
comparable to motivation and role-theoretic constructs (i.e. detailed control dimensions), rather than
broad formal/informal dimensions that are derived from organization-level theories.

P2: Field salespersons conceptualize control systems with dimensions comparable to motivation and
role-theoretic constructs (i.e. detailed control dimensions), rather than broad formal/informal
dimensions that are derived from organization-level theories.

P3:

a) Formal and quantitative-based dimensions of manager activities are homogenously perceived
by subordinates (i.e. defined by the control system), whereas informal and qualitative-based
dimensions are perceived heterogeneously (i.e. defined by the leadership style)

b) Salespersons’ perceptions of the formal and quantitative-based dimensions of manager
activities are clearly determined by managers’ reported behaviors, whereas this link is weaker on the
informal and qualitative-based dimensions.

GAP 1l

P4: The control systems that are characterized by capability support and information provision (i.e.
entail training, support, and competence development) are predict more integrated types of extrinsic
motivation.

P5: The control systems that are more focused on controlling specific activities and/or outputs predict
less integrated types of felt extrinsic motivation.

P6: The control systems that consist of several different types of control predict less integrated forms
of extrinsic motivation.

P7: Extensiveness of control (of any type) is negatively related to salespersons’ felt role conflict and
role ambiguity.

P8: Locus internals will experience higher levels of integrated motivation and lower levels of role
conflict and ambiguity than locus externals.

GAP 1lI

P9: Salespeople working under a control system based on capability support and feedback are likely
to adopt a more customer-oriented approach to their jobs than those under outcome-based control.

P10: Compared to salespeople working under a control system based on capability support and
feedback, those under outcome-based control are more likely to either

a) adopt less ethical selling tactics or

b) use dysfunctional reporting to the employer.

The propositions are organized according to the three research gaps, which motivated the
theoretical multilevel framework for studying the relationship between management control
systems and employees’ responses to them. Figure 17 depicts the conceptual model of the present
dissertation, in which the research propositions are located within the theoretical framework. The
sequentid nature of the model suggests that before studying the effects of a management control

system on employee responses, one must first recognize the control dimensions and assess
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whether they reflect the stable system, or whether they are characteristics of individual manager-
employee dyads (GAP I). The next step is to evaluate the psychologica responses to the control
system, and to assess whether these responses are constant among employees under the same one,
and whether there are individual patterns of responding to that control (GAP I1). Having reached
understanding on the psychological effects of the control system, one can proceed to study the
behavioral responses of the employees (GAP 111). A more detailed presentation of the research
strategy for the empirica assessment of the propositionsis provided in the next chapter.

Management level
GAPI > GAPII — > GAPIII
Congruence of perceptions ' Psychological ‘ Behavioral
| effects | effects
P1 : :
SM’s E SM’s E SM’s
exercised ! exercised ! exercised
control ' control ‘ control
' Locus of P4 | | Motivation P9
1| control P5 i Role P10
! P6 Stress
: y PT 4
SPy's SP)'s ' P8 . !
perception perception | ! o : Customer
of control of control | Motivation | | orientation
system system | Rolestress | | Selling
| i orientation
P2 i | Unethical
Notation: | i behavior
SM = sales manager Dysfunctional
SP = salesperson Salesperson level behavior

Figure 17. The specified conceptual model and the research propositions
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5 THE EMPIRICAL STUDY

The theoretica framework for studying the effects of systems of field sales management control
on salespersons’ psychological and behaviord outcomes developed in Chapter 3 was based on
the notion that the phenomenon of interest entails multiple levels of analysis. This multilevel
aspect also requires methodology that takes questions of level into consideration. This chapter
describes and discusses the methodological issues that arise from the adopted multilevel
approach. The first section reviews the multilevel framework and the characteristics of the
phenomenon of interest, and identifies the data requirements. The second section then describes
the research design used in the present dissertation, and presents the sampling and measurement
issues. The third section focuses on the methodology for testing the theory-based research

propositions (see Chapter 4).

51 CHARACTERISTICS OF THE PHENOMENON OF INTEREST, AND DATA
CONSIDERATIONS

Previous studies on systems of marketing and sales management control and their consequences
were reviewed in Chapter 2, and some of the inconsistencies were identified. It was also posited
that these inconsistencies were mainly due to neglect of level-related issues in the research. These
issues were taken into consideration in the development of the theoretical framework and the
conceptual model in the present dissertation, and should a so be noted in the research design. The
relationship between the management control system and employees' responses to it is a
phenomenon that involves at least two levels: that of the manager and that of the employee.
Consequently, the research design should ensure that data is gathered from both levels. The
majority of previous studies have failed to do this, or they have been limited to either employee
perceptions of control (e.g., Oliver and Anderson, 1994) or managers perceptions of employees
responses (e.g., Cravens et a. 1993).

Another characteristic of the phenomenon that has been neglected in previous studies is the
domain of the control-system concept. While some researchers suggest that it is not important to
separate sales management control systems from marketing controls (e.g., Baldauf et al. 1996),
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the empirical review (Chapter 2) does not support this notion. The sales management literature
highlights the difference between sales jobs and other marketing jobs, and field salesin particular
differs from many others because of its (e.g., Johnston and Marshall, 2006)

- independent nature (i.e. working in the field)

- boundary-spanning nature (i.e. role as alink between organizations).

This also influences the relationship between the management control system and employee
responses. The study conducted by Challagala, Shervani, and Huber (2000) showed that the
control-system effects were different for co-located than for remote salespeople, which aso
supports this argument. Agarwal’s (1996) study also revealed severa significant differences
between sales and non-sales marketing personnel in terms of their responses to control. It is

asserted here that the domain of the control-system concept should also be controlled for in the

sampling.

52 RESEARCH DESIGN

The data issues discussed in the previous section were taken into consideration in the research
design. Specid attention was given to the aim of obtaining data on both levels of interest, so the
manager-level constructs were measured on the management-level respondents and the

employee-level constructs were measured on the field salespeople.

521 Sampling

This dissertation delimited itself into studying field sales organizations in Finland, and used a
Kompass database as a sampling frame. As it was not possible to search only field sdes
organizations from the data-base, the search for sales managers in Finland was conducted. This
resulted in 4,664 hits. The first step was to approach a random sample of 1,370 of these managers
by telephone in order to confirm their eligibility (i.e. that they had a field saes force) and to
obtain their consent to participate in the study (see Table 12). Fifty-seven of them were not

contacted, either because the contact information in the database was incorrect, or because they
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were on vacation, or because no one answered the telephone despite several attempts. Thus 390
of the sales managers were eligible for the study, which is 28.5% of the totd sample. Of these,
923 (67.4%) said that they had no field salespeople. Several of these companies were small firms
in which only the entrepreneur was responsible for selling. Furthermore, severa of them were
subcontractors, selling only on the basis of bidding requests. A total of 302 sdes managers,
which was 22% of the total sample and 77.4% of those who were digible, agreed to participate in
the study, and 93 were not willing to participate. In addition, nine of those contacted were, in
fact, sales directors, and wanted to participate with the managers of their different divisions, and
therefore the number of questionnaires sent to sales managers rose to 316. Some of those who
were not willing to participate were willing to give a reason: thirteen (14.8%) of the companies
were in the process of organizational change, and therefore did not feel able to participate; in
three (3.4%) of the companies the field sales force control system was considered a strategic
issue and the top management had forbidden them to give any information about it outside the
company; five (5.7%) of the sales managers considered their organizations not suiteble for this
kind of study, even though they had a small field sales force; one (1.1%) company had gone
bankrupt; and fifteen (17%) said that they were too busy at the moment. The rest (58%) were

either just not interested, or did not give areason for their refusal.

Table 12. The companies approached by telephone.

Status N %
Agreed to 302 22
participate

Not willing to 88 6.4
participate

Not eligible 923 67.4
Not reachable 57 4.1
Total 1370 100

Additionally, those who agreed to participate were asked to distribute questionnaires to up to five
field salespersons under their supervision. The questionnaires were number-coded, which enabled
the matching of the supervisor-employee relationships. The number of questionnaires for field
salespersons (ranging from one to five) sent to each manager depended on his or her choice and

the size of the sales team.
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A questionnaire was sent to all those willing to participate. A package was sent to 316 sales
managers, and a reminder letter was sent with the questionnaire to the sales managers 10 days
(two working weeks) after the first submission. The original submissions included 1,255
questionnaires for field salespersons. Completed responses were obtained from 154 sades
managers, which was 48% of those sent out, and 257 from field salespeople, 20% of those sent.
Previous studies utilizing field sales manager samples have reported response rates ranging from
19.5% to 51% (Babakus et d., 1996; Baldauf, Cravens and Piercy, 2001; Grant and Cravens,
1996). Although the response rate of the salespeople was rather low, it can be considered
satisfactory taken the fact that the questionnaire was long (see Appendix 2) and no reminder letter
was sent. When the datasets were combined, a total of 87 field sales managers and 187 field
salespeople could be used for testing cross-level propositions.

5.2.2 Questionnaire development

Since the data was collected from both field sales managers and field salespersons, two different
questionnaires (see Appendix 2) had to be developed. The one for field sales managers was based
on aquestionnaire used in a survey conducted in the United Kingdom by Lee, N.J. and Cadogan,
JW.%, but some additional measures were added. The salesperson questionnaire was devel oped
for this dissertation. Both were based mainly on established measures, which were translated into
Finnish. Both questionnaires, as well as the data-collection method, were pre-tested. Eighteen
sales managers agreed to participate in the pre-testing by first filling in the questionnaire and then
being interviewed by telephone so that corrections could be made. They also handed a
salesperson questionnaire to one of their salespeople, who similarly first filled it in and then was

interviewed. Suggested corrections were made before the real data-collection phase started.

2 Thereare no publications from this dataset to date.
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5.2.3 Measurement

Field-sales-manager-level measures

The sales managers self-reported control system were assessed on a multi-item measure

developed by Babakus et a. (1996), which consists of 25 items covering a wide range of sales-
management-control behaviors. The scale was selected for the present purposes since it focuses
especidly on sales management control systems and it has been applied before on different levels
of analysis, such as among chief sales executives (Babakus et a., 1996), field sales managers
(Babakus et al., 1996), and salespersons (Piercy, Lane, and Cravens, 2002). The same measure
was also used in the field salesperson questionnaire.

Salesperson-level measures

The saesperson-level concepts used in the present dissertation were assessed on established

measures found in the literature.

Salespersons’ perceptions of the control system were assessed on a multi-item measure

developed by Babakus et a. (1996), which consists of 25 items covering a wide range of sales-
management-control behaviors. The scale was selected for the present purposes since it focuses
especidly sales management control systems. The same measure was also used in the field sales

manager questionnaire.

Salespersons motivational state was measured on a scale consisting of six items, drawn from the

measures of intrinsic motivation devised by Oliver and Anderson (1994) and Tyagi (1981). While
the origina measures were developed for measuring intrinsic motivation, the term used in the
present dissertation is the level of integration of motivation, which is in accordance with
Organismic integration theory (Deci and Ryan, 1985).

Salespersons' role conflict was measured on a shortened version of Rizzo, House and Lirtzman's

(1970) origina scale. The measure used consisted of eight items.
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Salespersons’ role ambiguity was also measured on a shortened version of Rizzo, House and

Lirtzman's (1970) origind scale, which consisted of four items.

Salespersons’ use of less ethical selling tactics was measured on an adgpted version of the scale
of less ethica behavior, developed by Robertson and Anderson (1993). The original scale
consisted of 12 vignettes and the respondent was asked to state whether the person facing the

dilemma presented in the vignette should or should not perform a certain act. The salesperson
respondents were asked to state how likely it was that an average salesperson in the company
would behave as described in the vignette. The present study also sought to measure the use of
less ethica selling tactics, meaning that the salesperson behaves in a less-than-ethical way in
order to increase hisher own sales, whereas the origina vignettes also included situations not
directly related to selling. The vignettes that were directly related to selling were therefore
selected for the analyses.

Salespersons’ use of dysfunctional behaviors was measured on a six-item scale developed by
Jaworski and Mclnnis (1989) and also used in the studies conducted by Ramaswami (1996; 1997,
2002).

Salespersons' customer and selling orientations were measured on a shortened version of the
origina scale developed by Saxe and Weitz (1982), proposed by Thomas, Soutar, and Ryan
(2001) and cross-vaidated by Periatt, LeMay, and Chakrabarty (2004). The shortened version
consists of 10 items, five measuring customer-oriented selling behaviors and five measuring

selling-oriented selling behaviors.

Salespersons' locus of control was measured on the sales locus of control scale developed by

Chung and Ding (2002), which is a three-dimensional measure. Thee three dimensions are:
interna locus of control, external locus of control based on chance, and external locus of control
based on powerful others.
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Measure validation for the salesperson consequence variables

The measurement items used for the constructs concerning salespersons response to the
management control system were subjected to confirmatory factor analysis (CFA) in order to
verify their unidimensionality (Diamantopoulos and Siguaw, 2000). The sample used in the CFA
consisted of one salesperson from each sales organization studied, in order to verify that the
assumption of independence of observations was met. Amos 6 software, which alows full
information maximum likelihood estimation with missing values, was used for the CFA. Two
separate analyses were conducted, one for the psychological constructs and one for the behavioral
constructs. The standardized factor loadings obtained were used for the calculation of composite
reliability (CR, Equation 4) and average variance extracted (AVE, Equation 5).

r :(é/)z uation
° %/)ﬂa(q)] Feton®

, Where pec = composite reliability
A = indicator loadings
0 = indicator error variances

Y = summation over the indicators of the |atent variable

r,= (é / % a8 (q)] Equation 5.

, Where pv = average variance extracted
A = indicator loadings
0 = indicator error variances

¥ = summation over the indicators of the latent variable

The standardized factor loadings, composite reliabilities, extracted variances, and model-fit
indexes for the two CFAs are presented in Tables 13 and 14. The tables include item name for

each variable and the actual item wordingsin English are presented in Appendix 3.
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Table 13. Confirmatory factor analysis results: field salespersons (n = 127%), psychological
variables

Construct ltem Loading Composite | Average
reliability variance
extracted

Role ambiguity

Internal locus of control ILocl
ILoc2
ILoc3

External locus of control: | ELocol
others ELoco2 0.611
ELoco3 0.638
x°=447.568 ; df = 335 (p = .000)

CFI=.900; TLI=.878;IFI=.906

RMSEA = .052

1% One salesperson per organization was selected in order to meet the independence of observations condition for
confirmatory factor analysis.
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Table 14. Confirmatory factor analysis results for field salespersons (n = 1274, behavioral
variables

Construct Item Loading Composite | Average
reliability variance
extracted
Less ethical selling Lesbl 0.477 | .736 .329
behavior Lesb2 0.599
Lesb3 0.616
Lesb4 0.402
Lesb5 0.795
Lesh6 0.464
Dysfunctional Dfbl 0.317 | .687 .283
behavior Dfb2 0.459
Dfb3 0.593
Dfb4 0.360
Dfb5 0.601
Dfb6 0.739
Selling orientation Sol 0.457 | .742 .370
So2 0.553
So3 0.705
So4 0.666
So5 0.631
Customer Col 0.701 | .827 489
orientation Co2 0.682
Co3 0.668
Co4 0.772
Co5 0.669
Xx°=258.186 ; df = 203 (p = .005)
CFI=.911;TLI=.889;IFI=.918
RMSEA = .046

The Root Means Square Error of Approximation (RMSEA) is clearly under the recommended
threshold of 0.08, and the other fit indexes (CFI, TLI, and IFI) circle around 0.9, indicating an
acceptable overall model fit, and thus consistency of measures (Ping, 2004). The CRs of each
construct aso exceed the threshold of 0.6 (Diamantopoulos and Siguaw, 2000), except one of the
locus of control dimensions. However, the AVES mainly fal short of the recommended threshold
of 0.5 (see Diamantopoulos and Siguaw, 2000; Ping, 2004), except for motivation and role
ambiguity. In practice this means that more than 50% of the variance in the construct indicators is
due to error variance, which raises the question of the validity of the measure™. Ping (2004)

discussed measure-validity issues concerning the measurement of latent variables with survey

14 One salesperson per organization was selected in order to meet the independence of observations condition for
confirmatory factor analysis.

%% The measures used were based on established measures that have proved reliable and consistent, but unfortunately
the AVEs are not reported in the sources.
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data, and raised the question of whether the cutoff values of the AVEs or the reliabilities should
be changed. As Ping (2004) states, the fina itemization could be a tradeoff between measure
consistency/unidimensionality, reliability and AVE. Thus, given their consistency,
unidimensionality, and reliability, the measures are used in the subsequent anayses, but the

results should be confirmed in future studies based on more valid measures.

53 METHODS OF ANALY SIS

5.3.1 Dataconsiderations

Data fromtwo levels of analysis
This section presents the methodology used for testing the research propositions set out in
Chapter 4. They all concern cross-leved relationships, and require appropriate analytical methods.
The data collected for the present study includes responses from two different levels: saes
managers and salespersons. In the terminology of multilevel analysis, this type of data is
clustered, so that the salesperson respondents are nested in sales organizations under a field sales
manager’s supervision. Basically there are three ways of treating such clustered data:

1) Aggregation

2) Disaggregation

3) Multilevel analysis

Aggregation means that the group means are calculated from the individual salespersons
responses, and the analyses are based on them (i.e. on the group level). Thiswould be appropriate
if one was interested in studying group effects', i.e. the effects of the field sales management
control systems on the sales organization as a whole. However, when the focus is on cross-level
relationships (e.g., between the field sales management control system and salesperson
consequences), aggregation would |ead to erroneous results (Snijders and Bosker, 1999).

Disaggregation means that the analyses are conducted on the individual level. According to
Snijders and Bosker (1999), there are two situations that suit such data treatment:

8 The reliability of aggregated variables depends, however, on the group sizes (see eg., Snijders and Bosker, 1999).
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1) One has a measure of a variable on the group level (e.g., the control system used by
managers), next to the measures on the individual level;

2) One only has measures of individual-level variables.

The first situation leads to a “miraculous multiplication of the number of units” (ibid., p.15). This
means that the sample size is exaggerated, which leads to biased standard-error estimates and a
serious risk of committing type-I errors (i.e. erroneously rejecting null hypotheses). The authors
suggest that the second alternative is the preferred one, if one remembers to take into account the
fact that the observations might be correlated. This approach is only suitable for studying

individual level constructs, however.

Multilevel analysis refers here to the analysis of data with nested sources of variability, which

takes account of the variability associated with each level of testing (Snijders and Bosker, 1999).
Since the aim of the present dissertation is to study the relationship between field-sal es-manager-
level constructs and sal esperson-level constructs on a clustered data set, the methodology used is
multilevel analysis, including intra-class correlation and hierarchical linear modeling®’. These are

discussed in more detail in the next section.

5.3.2 Multilevel analysis

Intra-class correlation (p)) is a measure of association designed for assessing the level of
heterogeneity within a higher-level unit. Its strength over Pearson’s product moment correlation,
for example, is that it is suitable for occasions on which within-group units of analysis are
interchangeable. The intra-class correlaion can be calculated by applying Equation 6 below (see
Bryk and Raudenbush, 1992; Snijders and Bosker, 1999):

t 2
r, =—-2>— Equation 6.,

tyo+s?

7 Also known as multilevel modeling.
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In the Equation 6, where t¢° stands for population variance between macro-level units (i.e. sales
organizations in the present study), and 1o’ + o° represents total variance (o being the variance
within macro-level units). High values of intra-class correlation indicate that a high proportion of
the variance in the explained variable can be explained in terms of group differences, not

differences between individuals within the groups.

Hierarchical linear models represent a type of regression model that is particularly suitable for

clustered data. The basic idea is that the outcome variable Y has an individual as well as a group
aspect (Snijders and Bosker, 1999). At its most simple it is a random intercept model, while
random coefficient models are a little more complex. Hierarchical linear modeling alows the
researcher to analyze data on small groups of unequal size, even when there is only one
respondent (ibid.).

Random intercept models are regression models that alow the intercepts of the

individual-level regression model to vary between groups. In its most basic form it is an empty
model (Snijers and Bosker, 1999) or a One-Way Anova with random effects (Bryk and
Raudenbush, 1992), which includes no explanatory variables. It can be formulated as presented in
Equations 7.1 and 7.2, or aternatively combined in a single Equation (7.3).

Y, = by +R; Equation 7.1 (individual - level)
by, =gy tU,  Equation7.2(group- level)

Y; =9p tUy +R;  Equation7.3 (combined)

In the above Equations Yj; refers to the value of individual i in group j on the variable Y, R;
means the random effect on the individual level, and Bq refers to the intercept of agroup j, which
could also be expressed as the sum of genera means (yoo) and the random effect at group level
(Ug)). The importance of an empty model lies in its ability to partition the variability of the data
into two levels of analysis: var(Y;) = var(Ug) + var(R;j) = 10° + o°. These variance components

can then be used in calculating the intra-cl ass correl ation, p, (see Snijders and Bosker, 1999).
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If an individual-level independent variable is introduced into the model, the new model could be

expressed as.

Y, = by, + by X +R, Equation8.1 (individual - level)
b, =gy tU,;  Equation8.2 (group- level)

or
Y =09w tUy + by % + R, Equation8.3 (combined).

If agroup-level independent variableisintroduced, the new model could be expressed as:
Y, = by +R; Equation 9.1 (individual - level)
by =gy +gnz +U,;  Equation 9.2 (group - level)

or

Y =0 +9nz tU, +R; Equation9.3 (combined).

Such models are called M eans-as-Outcomes models (see Bryk and Raudenbush, 1992).

Random coefficient models are a bit more complex than random intercept models. They

are regression models, which alow the regression coefficients of the individual-level model to
vary between groups. It can be formulated as presented in Equations 10.1, 10.2 and 10.3 (Bryk
and Raudenbush, 1992).

Y, = by; + by (% - Xi)+R, Equation10.1 (individual - level)
bo; =g +Uy, Equation10.2 (group- level)
by =gy, +U,; Equation10.3 (group- level)

In the above model, each group has its own regression model, with intercept o and slope 4. The
individual-level predictor is centered on its group mean, and therefore the intercept Bq is the
group mean outcome. The parameters Bg and By vary across groups as a function of a grand

mean (yo = average of group means on the Y variable; yo1 = average of group slopes of X) and
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random error (Ug and Uy). This type of model can be used to assess how much the slopes or

regression equations vary across the groups.

If group-level predictors are added into the model, it could be expressed as:

Y, = by, + by (% - Xi)+ R, Equation11.1 (individual - level)
by; =G +9uz; + 9z +U,; Equation11.2 (group- level)
by =g+ 9uz; +01,2,; +U,;; Equation11.3(group- level)

These models are called Means-and-Slopes-as-Outcomes models, and they provide help in
understanding why some groups have higher means than others in variable Y, and why there are
stronger associations between variables X and Y in some groups than in others (Bryk and
Raudenbush, 1992).

5.3.3 Estimation and hypothesis testing

Hierarchical linear modeling uses Generalized Least Squares estimation for fixed effects (i.e. y's)
and the Maximum Likelihood function with EM algorithm for random effects (i.e. var[Uq] and
var[R;]) (Bryk and Raudenbush, 1992; Hofmann, 1997). Maximum Likelihood estimation can be
applied in two slightly different ways (Kreft and de L eeuw, 1998:

- either with full maximum likelihood (FML), which assumes the y variable to be normal
with a mean depending on the regression coefficients, and a dispersion depending on the
variance components

- or with restricted or residual maximum likelihood (REML), which applies the principle of

maximum likelihood to the least-squares residual s.

With small samples and an unbalanced design (i.e. when the group sizes are not equal)
hypothesis tests related to variance components under FML will not be seriously biased, as they
may be under REML (Bryk and Raudenbush, 1992, pp.223). Furthermore, FML incorporates a
likelihood-ratio test for comparing two models (ibid., p.58-59). FML is therefore used in the
present study for the estimation of the variance components.
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A sample of about 10 level-2 observations for each level-2 predictor is sufficient for models that
include only one randomly varying regression coefficient (e.g., random intercept models) (Bryk
and Raudenbush, 1992), but the sample-size requirements are greater for models with more
randomly varying coefficients. Due to the limited sample size of the present study, the analyses

are limited to random intercept models, i.e. M eans-as-Outcomes models.

5.3.4 Predictor variable metrics

The scaling of level-1 predictor variables is an important decision in hierarchical linear modeling,
since the O points of the level-1 predictors determine the value of Bo (Cohen et d., 2003). In the
present study all of the level-1 predictors are centered around the grand mean, which suits the
purpose of assessing the impact of level-2 characteristics on the outcome variable (ibid., p. 565).
Moreover, the level-2 predictors are centered on the grand mean, as recommended by Bryk and
Raudenbush (1992, p. 29).

Having discussed the multilevel data considerations and appropriate multilevel methods of
analysis, | now turn in the subsequent sections to the logic of the empirical testing of the research
propositions.

5.3.5 GAPI: Conceptualization of the field sales management control system

The research propositions of the conceptua model that concern the first research gap are
presented in Table 15.
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Table 15. The research propositions concerning the first research gap

GAP |

P1: Tactical/operational-level sales managers conceptualize control systems with dimensions comparable to motivation and
role-theoretic constructs (i.e. detailed control dimensions), rather than broad formal/informal dimensions that are derived from
organization-level theories.

P2: Field salespersons conceptualize control systems with dimensions comparable to motivation and role-theoretic constructs
(i.e. detailed control dimensions), rather than broad formal/informal dimensions that are derived from organization-level theories.

P3:

a) Formal and quantitative-based dimensions of manager activities are homogenously perceived by subordinates (i.e.
defined by the control system), whereas informal and qualitative-based dimensions are perceived heterogeneously (i.e. defined
by the leadership style)

b) Salespersons’ perceptions of the formal and quantitative-based dimensions of manager activities are clearly
determined by managers’ reported behaviors, whereas this link is weaker on the informal and qualitative-based dimensions.

Propositions 1 and 2

The first two propositions deal with dimensions of the control system. P1 concerns the
dimensions with which the sales managers conceptualize the control system and P2 deals with
salespersons’ perceptual control system dimensions. These propositions were tested with
examination of factor structures in the data. The dimensions of the management control system
were explored first by means of exploratory factor anaysis (EFA) with maximum likelihood
extraction and promax oblique rotation. Maximum likelihood extraction allows the researcher to
examine the goodness of fit indexes (Fabrigar et a., 1999). As Fabrigar et al. suggest, the
distributions of the measured variables were examined before the EFA, and no severe non-
normalities were detected. The post-EFA factor solution was subjected to confirmatory factor
analysis (CFA), which allows the researcher to examine a wider range of fit indexes. Composite
reliabilities (CR) and average variances explained (AVE) by the scales were also calculated from
the CFA loadings.

The same procedure was followed for the sales managers' and the salesperson’s responses. One
respondent per each firm was selected in the analyses of the latter in order to guarantee that the
observations used in the analyses were independent. The measurement solution was then further

validated by means of CFA with the responses of different salespersons than in the EFA.
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Proposition 3.

The first part of the third proposition (i.e. P38) dealt with the issue of homogeneity in the control
perceptions of the field salespersons under the supervision of the same sales manager. This was
tested by studying intra-class correlations (p;). For the calculation of these correlations a null
model was estimated for each of the salespersons perceptua dimensions of control. In order to
see whether their perceptions were determined by the sales manager’s use of a particular control
mechanism (P3b), a modd with sales managers control behaviors as level-2 predictors was
estimated, and the improvement in the model fit was assessed by means of alikelihood ratio test.
The strength of the relationship between the field sales manager's control usage and the
salespersons’ perceptions of control was assessed by calculating an index of the proportional
reduction in variance of Bq by level-2 predictors. The formula for this calculation is presented in
Equation 12 (Bryk and Raudenbush, 1992, p. 65).

Proportion
variance £ o (random ANOVA) - £, (Level - 2 predictor)
N = , Equation 12
explained in £  (random ANOVA)
BU]

, Where £, (random ANOVA) is variance of Bq in the null model and

£ (level - 2 predictor) isvariance of g in the model with level-2 predictors.

5.3.6 GAP II: The psychologica consequences of the field sales management control systems

The research propositions of the conceptua model that concern the second research gap are
presented in Table 16.
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Table 16. The research propositions concerning the second research gap

GAP Il

P4: The control systems that are characterized by capability support and information provision (i.e. entail training, support, and
competence development) are predict more integrated types of extrinsic motivation.

P5: The control systems that are more focused on controlling specific activities and/or outputs predict less integrated types of
felt extrinsic motivation.

P6: The control systems that consist of several different types of control predict less integrated forms of extrinsic motivation.
P7: Extensiveness of control (of any type) is negatively related to salespersons’ felt role conflict and role ambiguity.

P8: Locus internals will experience higher levels of integrated motivation and lower levels of role conflict and ambiguity than
locus externals.

The propositions concerning the second research gap dea with the effect of the management
control system on the salespersons’ psychologica outcomes (P4-7), and therefore focus on the
relationship between manager-level and salesperson variables, controlling for individual
differences (P8). The procedure follows the logic of the guidelines presented by Hox (1995), in
that the modeling proceeds from the simple to the more complex, and the improvement in model
fit is tested by means of likelihood ratio. The procedure followed for testing the research

propositions was as follows:

1) First, an empty model using psychological outcomes separately as a Y variable
was run, and intra-class correlation was calculated from the estimated variance
components in order to check whether the variance in these outcome variables
should be attributed to between-group differences.

2) The individual-level predictors (namely the locus of control variables) were then
entered into the model and improvement of fit was tested.

3) Thirdly, the first set of level-2 predictors, namely the control-system-type
dummies, was entered into the model and the improvement of fit examined.

4) Finally, the more detailed control-system dimensions were entered, and the
improvement of fit assessed as compared to the model in step 2.
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5.3.7 GAPIIl: The behavioral consequences of the field sales management control systems

The research propositions of the conceptua model concerning the third research gegp are
presented in Table 17.

Table 17. The research propositions concerning the third research gap

GAP 1lI

P9: Salespeople working under a control system based on capability support and feedback are likely to adopt a more customer-
oriented approach to their jobs than those under outcome-based control.

P10: Compared to salespeople working under a control system based on capability support and feedback, those under
outcome-based control are more likely to either

a) adopt less ethical selling tactics or

b) use dysfunctional reporting to the employer.

Propositions 9 and 10 suggest the presence of direct effects of the management control system on
the salespersons behavioral responses, and they were tested by means of Means-as-Outcomes
models, and by calculating conditiona intra-class correlations. The procedure for testing these

propositions was as follows:

1) First, an empty model using psychological outcomes separately as a Y variable
was run, and intra-class correlation was calculated from the estimated variance
components, in order to check whether the variance in these outcome variables
should be attributed to between-group differences.

2) The individual-level predictors (namely motivational state, role stress) were then
entered into the model and the improvement of fit was tested.

3) Thirdly, the first set of level-2 predictors (namely the control-system-type
dummies) were entered into the model and the improvement of fit was examined.

4) Finaly, the more detailed control-system dimensions were entered, and the
improvement of fit assessed as compared to the model in step 2.

54 SUMMARY

This chapter has presented the research strategy used in empirical assessment of the research
propositions developed in the previous chapter. The first section discussed the genera
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characteristics of the phenomenon of interest, and methodological issues that arise from these
characteristics. The second section presented the research design, including issues on sampling
and measurement. The third section provided a detailed description of how each research
proposition was assessed in the empirica study. The results of empiricad assessment are

presented in the next chapter.
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6 THE RESULTS OF THE EMPIRICAL ASSESSMENT

6.1 SAMPLE DESCRIPTIVES

6.1.1 Salesorganizations

The firms in the sample were from various fields of industry (Table 18), athough chemical
products and metal products in the form of both machines and electronic devices were strongly

represented. Some service companies were also included.

Table 18. The industries represented in the sample

Frequency Percent Valid Percent

Food, beverages, cigarrettes 7 3,7 4.6
Textiles and clothes 6 3,1 8,5
Wood or wood products 3 1,6 10,5
Pulp, paper, paper products 9 4,7 16,3
Chemicals or chemical products 16 8,4 26,8
Rubber and plastic products 14 7,3 35,9
Metals or metal products 17 8,9 47,1
Machines and devices 20 10,5 60,1
Electronic and optical equipment 19 9,9 72,5
Other industrial goods 13 6,8 81,0
Agricultural or forestal products 1 5 81,7
Electricity, gas, water 2 1,0 83,0
Buildings, land, construction 1 5 83,7
Trade, hotell or restaurant services 3 1,6 85,6
Communications 3 1,6 87,6
Business services 4 2,1 90,2
Other services 15 79 100,0
Total 153 80,1

Missing System 38 19,9

Total 191 100,0
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The mean number of salespeople in the sales team was 10.7, with a standard deviation of about
18.7 while the mean number of salespeople employed in field sdes was 7.5 with a standard
deviation of 13.8. Thus it seems that the choice of collecting data from between one and five
salespersons per firm was appropriate in terms of providing a sample that represented the
population.

The compensation schemes used in the sales organizations also varied significantly, as shown in
Figure 18. A large proportion of these organizations relied on a straight salary. The mean
proportion of variable income to total pay was 23%, with a standard deviation of 20.7.
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Figure 18. Estimated average proportion of variable income among salespeople under supervision

6.1.2 Sales managers

The mean age of the field sales managers was 46.1 with a standard deviation of 8.3. The vast
majority (about 90.1%) of the respondents were male. On average they had about 20 years of
experience in sales positions (standard deviation of about nine years), and they had worked for
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their current organization for 12 years on average (standard deviation of 8.6 years). About a half
of them had an institute level of education, and almost a quarter had a higher-level university
degree (Table 19). Unfortunately the sample descriptions for sales managers could not be
compared to known population values, in order to evauate sample’s representativeness.
However, in order to assess the magnitude and direction of potential non-response bias, a test for
non-response error was conducted. Following the logic presented by Armstrong and Overton
(2977), it was assumed that the late respondents were similar to non-respondents. Thus, the
respondents were categorized into early and late respondents by using a median-split of the
response length™. The comparison of these respondent groups revealed no serious differences

(see Appendix 4), which would indicate that the non-response bias is not severe.

Table 19. The educational levels of the sales managers

Frequency Percent Valid Percent Cumulative

Percent
Comprehensive school 4 2,1 27 2,7
High-school diploma 5 2,6 33 6,0
Trade school or secondary 11 58 73 13,3
education
Institute/training center 77 40,3 51,3 64,7
Lower university degree 15 79 10,0 74,7
Higher university degree 36 18,8 24,0 98,7
other 2 1,0 1,3 100,0
Total 150 78,5 100,0
Missing System 41 215
Total 191 100,0

6.1.3 Field salespeople

The salesperson respondents were also mainly men (84%), with a mean age of about 42 years
(standard deviation of about ten years). On average they had 15 years of experience in saes
positions (standard deviation ten years), and had been working for their current organization for
about nine years (standard deviation of nine years). Almost haf had an institute level of

education (Table 20). The characteristics of the sample are very similar to the description of an

%8 This was measured as days from initial submission of questionnaire to receiving the filled questionnaire.
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average Finnish salesperson provided by a study conducted by Taoustutkimus for SMKJ™
(Haapakoski, 2006a), which indicates that despite the relatively low response rate, the sample
seems to be relatively free from non-response bias. This was also confirmed with the results of
the estimation of non-response error (Appendix 4.).

Table 20. Level of education of the sal esperson respondents

Frequency Percent Valid Percent Cumulative

Percent
Comprehensive school 30 11,7 11,9 11,9
High-school diploma 10 39 40 15,8
Trade school or secondary 45 17,5 17,8 33,6
education
Institute/training centre 123 47,9 48,6 82,2
Lower university degree 23 8,9 9,1 91,3
Higher university degree 20 7.8 79 99,2
other 2 8 8 100,0
Total 253 98,4 100,0
Missing 4 1,6
System
Total 257 100,0

6.2 GAP | —CONCEPTUALIZATION OF THE MANAGEMENT CONTROL SYSTEM

The dimensions with which the field sales managers conceptuali ze exer cised control

P1: Tactical/operational-level sales managers conceptualize control systems with dimensions
related to motivation and role-theoretic constructs (i.e. detailed control dimensions). Rather than
broad formal/informal dimensions.

The items with extremely low communalities (i.e. below 0.200) were excluded from the EFA of
the sales-manager data. Items that cross-loaded above 0.4 or did not load over 0.4 on any factor
were also excluded. In the final factor solution, six factors were extracted (the decision on the
number of factors was based on a scree test), and these factors accounted for 55.4% of the
variance in the items. The factor loadings are presented in Table 21. The benefit of using

Maximum likelihood as an extraction method is that it allows examination of the goodness of fit

1 SMKJis a Finnish association for marketing and sales professionals.
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of the solution (Fabrigar et al., 1999). The Chi-square statistic was 48.020 (df = 60, Sig. 0.867),
indicating that the extracted solution fitted the datawell.

Table 21. Factor loadings for the control-system dimensions: sales manager responses

Factor

1 2 3 4 5 6 Communality
Observe the performance of salespeople
in the field 740 0501
Evaluate the number of sales calls made 673 0,440
by salespeople
Regularly review call reports form
salespeople 622 0421
Monitor the day-to-day activities of 546 0470
salespeople
Use incentive compensation as the main 778 0593
means for motivating salespeople
Reward salespeople based on their sales 776 0,733
results
Comp'ensate ;alespeoplg pqsed on the 574 0375
guantity of their sales activities
Make incentive compensation judgments
based on the sales achieved by 503 0,295
salespeople
Make joint calls with salespeople 1995 0,999
Spend time with salespeople in the field 735 0,586
Use non-financial incentives to reward
salespeople for their achievements 695 0417
Regularly spend time coaching 495 0531
salespeople ! !
Evaluate the professional development of 487 0509
salespeople ! !
Provide performance feedback to
salespeople on a regular basis 465 0546
Closely watch salespeople’s expense 1012 0.999
accounts ’ ’
Pay attention to the extent to which 496 0.410
salespeople travel ! !
Evaluate the profit contribution achieved 678 0545
by each salesperson ’ !
Evaluate the sales results of each
salesperson 453 0602

Extraction Method: Maximum Likelihood. Rotation Method: Promax with Kaiser Normalization.
a Rotation converged in 8 iterations.

This factor solution was then subjected to CFA in order to examine the fit of the measurement
models more rigoroudly. The results confirmed an excellent fit on several different indices (Chi-

Square =148.249; df=120; p=0.041; RMSEA = .035°%, CFI=.964; TLI=.949%; |FI=.966;
NFI=.846). All of the factor loadings (Table 22) were significant at arisk level of 0.01.

2 The upper boundary of a two-sided 90% confidence interval for the population RMSEA was .053.
2 Also known as the Non-normed fit index (NNFI).
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Table 22. CFA factor loadings for the sales managers' control dimensions

Control . Standardized Scale
. . Variable : -
dimension loading quality
Observe the performance of salespeople in the field 644 | CR=0.74
Activity Evaluate the number of sales calls made by 614 AVE =0.42
monitoring salespeople -
Regularly review call reports form salespeople .608
Monitor the day-to-day activities of salespeople 714
Use incentive compensation as the main means for 714 CR=0.74
motivating salespeople ) AVE =0.42
Performance- Reward salespeople based on their sales results .786
contingent Compensate salespeople based on the quantity of their 572
rewarding sales activities '
Make incentive compensation judgments based on the 486
sales achieved by salespeople ’
Use non-financial incentives to reward salespeople for 440 CR=0.73
their achievements ' AVE =0.42
Capability Regularly spend time coaching salespeople .649
control / Support | Evaluate the professional development of salespeople .697
Provide performance feedback to salespeople on a 752
regular basis )
Closeness of Spend time with salespeople in the field 772 | CR=0.87
supervision Make joint calls with salespeople 979 | AVE=0.78
Cost control Closely watch salespeople’s expense accounts .826 | CR=0.76
Pay attention to the extent to which salespeople travel .732 | AVE=0.61
Evaluate the profit contribution achieved by each CR=0.71
Outcome .590 _
evaluation salesperson AVE =0.56
Evaluate the sales results of each salesperson 877

Salespersons’ perceptions of control-system dimensions

P2: Field salespersons conceptualize control systems with dimensions related to motivation and
role-theoretic constructs (i.e. detailed control dimensions). Rather than broad formal/informal

dimensions.

In this analysis a single salesperson informant was selected for each company in order to ensure

that the observations used were independent. As in the case of sales managers, exploratory factor

analysis (maximum likelihood extraction, and promax oblique rotation) was used to identify the

perceptual dimensions. The initial EFA produced a factor solution that performed poorly on the

Chi-sguare goodness-of-fit test. In order to refine the solution, items that cross-loaded above 0.3

or did not load over 0.4 on any factor were excluded from the analyses. In the final solution five

factors were extracted (with Eigenvalues above 1 as a cut-off value), and these accounted for
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64.1% of the total variance in the items. The factor loadings are presented in Table 23. The Chi-
square statistic for the solution was 104.69 (df = 86; Sig. 0.083), which suggests a good fit with

the data

Table 23. Factor loadings for the control-system dimensions. Sal esperson responses

Factor

1 2 3 4 5 Communality
Actively participate in training salespeople 944 0.774
on the job
Regularly spend time coaching 927 0753
salespeople
Help salespeople develop their potential 784 0,625
Discuss performance evaluations with
salespeople 704 0584
Evaluate the professional development of 595 0,551
salespeople
Provide performance feedbagk to 571 0516
salespeople on a regular basis
Encourage salespeople to increase their 497 0.452
sales by rewarding them for achievement ’ '
Use non-financial mcennyes to reward 419 0.243
salespeople for their achievements
Reward salespeople based on their sales 981 0,982
results
Use incentive compensation as the main 781 0,606
means for motivating salespeople
Make incentive compensation judgments
based on the sales achieved by 776 0,818
salespeople
Comp_ensate galespeople_ t_)gsed on the 767 0,533
quantity of their sales activities
Evaluate the sales results of each 895 0,844
salesperson
Evaluate the profit contribution achieved 814 0743
by each salesperson
Make joint calls with salespeople 908 0,815
Spend time with salespeople in the field 846 0,812
Closely watch salespeople’s expense 771 | 0.585
accounts ! ’
Pay attention to the extent to which 687 | 0602
salespeople travel ' '
Pay attention to the credit terms that
salespeople quote customers 526 | 0,334

Extraction Method: Maximum Likelihood.
Rotation Method: Promax with Kaiser Normalization.
a Rotation converged in 6 iterations.
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This factor solution was then subjected to CFA. The results confirmed the excellent fit of the
model on several different fit indices (RMSEA = .073%; CFI=.929; TLI=.905%; IFI=.931). All of
the factor loadings (T able 24) were significant at arisk level of 0.01.

Table 24. Standardized factor loadings from the confirmatory factor analysis

Control . Standardized Scale
dimension Variable loading quality
Closeness of Spend time with salespeople in the field .894 | CR=0.88
supervision Make joint calls with salespeople .883 | AVE=0.79
Actively participate in training salespeople on the job .841 | CR=0.90
Regularly spend time coaching salespeople .871 | AVE=0.53
Discuss performance evaluations with salespeople .762
Help salespeople develop their potential .783
Evaluate the professional development of 742
Capability salespeople )
control/Support | Provide performance feedback to salespeople on a 705
regular basis )
Encourage salespeople to increase their sales by 662
rewarding them for achievement )
Use non-financial incentives to reward salespeople
X . 488
for their achievements
Compensate salespeople based on the quantity of 897 CR=0.91
their sales activities ) AVE=0.71
Performance Make incentive compensation judgments based on 737
contingent the sales achieved by salespeople )
Rewarding Reward salespeople based on their sales results .975
Use incentive compensation as the main means for 749
motivating salespeople )
Pay attention to the credit terms that salespeople 472 CR=0.71
quote customers ) AVE = 0.46
Cost control Pay e|1ttention to the extent to which salespeople 701
trave )
Closely watch salespeople’s expense accounts .815
Evaluate the profit contribution achieved by each CR=0.87
S\;Jatﬁ;gtion salesperson 898 AVE =0.77
Evaluate the sales results of each salesperson .862

In order to further validate the measurement model the same CFA was performed for the different
salespersons in the data (N=76). During the analysis an offending estimate (i.e. the Heywood
case, variable “ Spend time with salespeople in the field”) was encountered, probably because the
sample size fell under the recommended number of about 100-200. This problem was resolved by

2 The upper boundary of a two-sided 90% confidence interval for the population RMSEA was .089.
2 Also known as the Non-normed fit index (NNFI).
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fixing the offending error variance at 0.005, as suggested in Hair et al. (1998, p. 610). The
obtained indices indicated a very good fit (RMSEA = .075%* CFI=.941; TLI=.922%; IF|=.944).
All of the factor loadings (Table 25) were significant a arisk level of 0.01.

Table 25. Standardized factor loadings

Control . Standardized Scale
dimension Variable loading quality
Closeness of Spend time with salespeople in the field 998 | CR=0.95
supervision Make joint calls with salespeople .898 | AVE =0.90
Actively participate in training salespeople on the job .867 | CR=0.94
Discuss performance evaluations with salespeople .880 | AVE =0.66
Discuss performance evaluations with salespeople .837
Help salespeople develop their potential .884
o Evaluate the professional development of salespeople 791
Capability -
Provide performance feedback to salespeople on a
control . 790
regular basis
Encourage salespeople to increase their sales by
: . 745
rewarding them for achievement
Use non-financial incentives to reward salespeople for 673
their achievements )
Compensate salespeople based on the quantity of 924 CR=0.92
their sales activities ) AVE =0.75
Make incentive compensation judgments based on the
. - .763
Rewarding sales achieved by salespeople
Reward salespeople based on their sales results .962
Use incentive compensation as the main means for 793
motivating salespeople )
Pay attention to the credit terms that salespeople 552 CR=0.75
Cost control quote customers ) AVE =0.51
Pay attention to the extent to which salespeople travel 791
Closely watch salespeople’s expense accounts 779
Outout Evaluate the profit contribution achieved by each 807 CR=0.82
evaﬁjation salesperson ) AVE =0.70
Evaluate the sales results of each salesperson .864

% The upper boundary of a two-sided 90% confidence interval for the population RMSEA was .098.
% Also known as Non-normed fit index (NNFI).
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Sability of perceived control across individuals under the same manager’s influence

P3:

c¢) Formal and quantitative-based dimensions of manager activities are homogenously
perceived by subordinates (i.e. defined by the control system), whereas informal and
qualitative-based dimensions are perceived heterogeneously (i.e. defined by the
leadership style)

d) Salespersons’ perceptions of the formal and quantitative-based dimensions of manager
activities are clearly determined by managers' reported behaviors, whereas this link is
weaker on the informal and qualitative-based dimensions.

The third research proposition was studied by forming two sequential models for each of the
salespersons’ perceptua dimensions of control. The first one was a null model with no predictor
variables, and this was used to obtain the variance components for the calculation of intra-class
correlaions. The intra-class correlation was used as a measure of homogeneity of control
perceptions within sales units. The second model included the sales manager’s control behaviors
as level-2 predictors. Comparison between the model s allows the researcher to obtain the index of
the proportion of the reduction in variance explained by the level-2 predictors. The results of
these models are presented in Tables 26-30.

Table 26. Stability of capability control perceptions within a sales unit

Model 1: Capability control — null model

Fixed effect Coefficient Std.e. (robust) | T Approx. d.f.

Average organization mean, Yoo 2.637944 0.0815 (0.0815) | 32.355*** | 86

Random effect Variance d.f. X p-value
component

Organization mean, Ug 0.27382 86 175.390*** | 0,000

Level-1 effect, rj 0.56547

Deviance =481.043 ( Number of estimated parameters = 3)

Intra-class correlation = 0.326

Model 2: Capability control — sales manager control behavior as level-2 predictors

Fixed effects Coefficient Std. e. (robust) | t-ratio Approx. d.f.
For intercept Bo

Average mean, Yoo 2.638711 0.0703 (0.0714) | 37.556*** | 80
Input evaluation, yo 0.052627 0.1020 (0.1083) | 0.516 80
Performance contingent rew, yo, 0.191344 0.0796 (0.0823) | 2.403** 80
Support, Yos 0.170480 0.1285 (0.1460) | 1.327 80
Closeness of supervision, Yos 0.142657 0.0712 (0.0734) | 2.004** 80

Cost control, yos -0.080476 0.0770 (0.0776) | -1.045 80
Output evaluation, yos -0.059367 0.1013 (0.0963) | -0.586 80
Random effect Variance comp. d.f. X p-value
Organization mean, ug 0.12107 80 128.233 0.001*+*
Level-1 effect, rj 0.59408

Deviance = 461.887 ( Number of estimated parameters = 9)

Model comparison: X* = 19.113 (df = 6) p = 0.004**
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Model 1 in Table 26 is the null model for capability control. The intra-class correlation calculated
from this null model was 0.326, suggesting that about 32.6% of the variance in the sal espersons’
perceptions of capability control was between sales units, and consequently determined by
differences between organizations. Model 2 included the level-2 predictors of the salespersons
capability-control perceptions. The Chi-square test for model comparison based on deviance
statistics showed significant improvement in the fit of the model when the level-2 predictors were
entered. This suggests that there indeed is a relaionship between salespersons’ perceptions of
capability control and the sales manager’'s control behaviors. The significant level-2 coefficients
were the intercept yoo (2.639), the coefficient for performance-contingent rewarding yo, (0.191),
and the coefficient for closeness of supervision ygs (0.143). Thus, it seems that higher levels of
both performance-contingent rewarding and closeness of supervision are related to higher levels
of perceived capability control. The index of the proportion of the reduction in variance explained
by the level-2 predictors of capability control was 0.558, indicating that about 55.8% of the
between-organization variance was accounted by the sales manager’ s control behaviors.

Table 27. Stability in perceptions of closeness of supervision within a sales unit

Model 1: Closeness of supervision — null model

Fixed effect Coefficient Std. e. (robust) |t Approx. d.f.

Average organization mean, Yoo 2317227 0.0946 (0.0946) | 24.487*** | 86

Random effect Variance df. X p-value
component

QOrganization mean, Ug 0.32540 86 161,844 0,000**

Level-1 effect, rj 0.85678

Deviance = 549.324 ( Number of estimated parameters = 3)

Intra-class correlation = 0,275

Model 2: Closeness of supervision — sales manager control behavior as level-2 predictors

Fixed effects Coefficient Std. e. (robust) | t-ratio Approx. d.f.
For intercept Bo

Average organization mean, Yoo 2.311343 0.0850 (0.0861) | 27.184** | 80
Input evaluation, yo1 0.040321 0.1235 (0.1023) | 0.326 80
Performance contingent rew, yoy 0.068183 0.0965 (0.0926) | 0.707 80
Support, Yos -0.003044 0.1554 (0.1463) | -0.020 80
Closeness of supervision, Yos 0.332593 0.0861 (0.0792) | 3.864*** 80

Cost control, yos -0.094003 0.0932 (0.0830) | -1.008 80
Output evaluation, yos 0.023898 0.1227 (0.1000) | 0.195 80
Random effect Variance comp. d.f. X p-value
Organization mean, Ug 0.18881 80 132.742 0,000*+*
Level-1 effect, rj 0.84352

Deviance = 529.851 ( Number of estimated parameters = 9)

Model comparison: X = 19.149 (df = 6) p = 0,004***
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Table 27 presents the null model (Modd 1) for closeness of supervision. The intra-class
correlation for the perceptions calculated from this null model was 0.275, indicating that about
27.5% of the variance in the salespersons’ perceptions of closeness of supervision was between
sales organizations. Model 2 again added the level-2 predictors , and the Chi-square test for
model comparison based on deviance stetistics showed a significant improvement in fit. This
confirms the relationship between salespersons’ perceptions of close supervision and the saes
manager’s control behaviors. The significant level-2 coefficients were the intercept yoo (2.311),
and the coefficient for closeness of supervision yos (0.333). The index of the proportion of the
reduction in variance explained by the level-2 predictors for closeness of supervision perceptions
was 0.420, indicating that about 42% of the between-organization variance was accounted for by

the sales manager’s control behaviors.

Table 28. Stahility in perceptions of performance-contingent rewarding within a sales unit

Model 1: Performance-contingent rewarding — null model

Fixed effect Coefficient Std. e. (robust) |t Approx. d.f.

Average organization mean, Yoo 2.168942 0.0979 (0.0979) | 22.156** | 86

Random effect Variance d.f. X p-value
component

Organization mean, ug 0.52500 86 262,335 0,000%**

Level-1 effect, rj 0.54715

Deviance = 507,747 ( Number of estimated parameters = 3)

Intra-class correlation = 0,513

Model 2: Performance-contingent rewarding — sales manager control behavior as level-2 predictors

Fixed effects Coefficient Std. e. (robust) | t-ratio Approx. d.f.
For intercept Bo

Average organization mean, yoo 2.176576 0.0775 (0.0786) | 28.101*+* | 80
Input evaluation, yo -0.156292 0.1130 (0.1237) | -1.383 80
Performance-contingent rew, Yoz 0.516368 0.0884 (0.0909) | 5.838*** 80
Support, Yoz 0.284203 0.1410 (0.1808) | 2.016** 80
Closeness of supervision, Yos 0.031266 0.0780 (0.0887) | 0.401 80

Cost control, yos -0.005330 0.0851 (0.0850) | -0.063 80
Output evaluation, yos -0.252473 0.1121 (0.0992) | -2.252* 80
Random effect Variance comp. d.f. X p-value
Organization mean, Ug 0.21826 80 157.663 0,000***
Level-1 effect, rj 0.56338

Deviance = 471.656 ( Number of estimated parameters = 9)

Model comparison: X* = 36.344 (df = 6) p = 0,000%**

Model 1 in Table 28 is the null model for performance-contingent rewarding. The intraclass
correlation for perceived use of performance-contingent rewards calculated from this null model

was 0.513; suggesting that about 51.3% of the variance in the salespersons’ perceptions of
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performance-contingent-rewarding behaviors of sales managers occurred between sdes
organizations. Model 2 added the level-2 predictors, and according to the Chi-square test for
model comparison a significant improvement in fit was detected. The significant level-2
coefficients were the intercept yoo (2.177), and the coefficients for performance-contingent
rewarding yo. (0.516), support yos (0.284), and output evaluation yes (-0.252). Thus, it seems that
higher levels of both performance-contingent rewarding and support are relaed to higher levels
of perceived performance-contingent rewarding. Interestingly, the coefficient of output
evauation was negative, which suggests that the more the field sales managers evaluate the
outputs of their employees, the less the employees feel that they are rewarded for their
performance. The index of the proportionate reduction in variance explained by the level-2
predictors for capability control was 0.584, which means that about 58.4% of the between-
organization variance in perceptions of the use of performance-contingent rewarding was

accounted for by the sales manager’ s control behaviors.

Table 29. Stahility of cost-control perceptions within a sales unit

Model 1: Cost control — null model

Fixed effect Coefficient Std. e. (robust) |t Approx. d.f.

Average organization mean, Yoo 3.301765 0.0816 (0.0816) | 40.440*** | 86

Random effect Variance d.f. X p-value
component

Organization mean, ug 0.19941 86 137.721 0,001%**

Level-1 effect, rj 0.73518

Deviance = 509.566 ( Number of estimated parameters = 3)

Intra-class correlation = 0,213

Model 2: Cost control — sales manager control behavior as level-2 predictors

Fixed effects Coefficient Std. e. (robust) | t-ratio Approx. d.f.

For intercept Bo

Average organization mean, Yoo 3.326965 0.0773 (0.0754) | 43.019=* | 80

Input evaluation, yo 0.016247 0.1123 (0.1244) | 0.145 80

Performance contingent rew, yoz -0.041750 0.0876 (0.0830) | -0.476 80

Support, Yoz -0.097020 0.1415 (0.1361) | -0.686 80

Closeness of supervision, Yos -0.058435 0.0784 (0.0924) | -0.746 80

Cost control, yos 0.170226 0.0848 (0.0851) | 2.007** 80

Qutput evaluation, yoe 0.128454 0.1115 (0.0956) | 1.152 80

Random effect Variance comp. d.f. X p-value

Organization mean, Ug 0.14340 80 123.562 0.002%**

Level-1 effect, rj 0.72755

Deviance =498.980 ( Number of estimated parameters = 9)

Model comparison: X“=11.020 (df = 6) p = 0,087*
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Table 29 presents the null model (Model 1) for cost-control perceptions. The intra-class
correlation calculated from this null model was 0.213, which means that about 21.3% of the
variance in salespersons’ perceptions of cost control was between the sales organizations. Model
2 included the level-2 predictors, and the Chi-square test for model comparison showed a
significant (p = 0.10) improvement in fit over Model 1. This confirms the relationship between
salespersons’  perceptions of cost control and the sales manager’'s control behaviors. The
significant level-2 coefficients were the intercept yoo (3.327), and the coefficient for cost control
vos (0.170). The index of the proportion of the reduction in the variance explained by the level-2
predictors was 0.281, which means that about 28.1% of the between-organization variance was

accounted for by the sales manager’s control behaviors.

Table 30. Stability of output-evaluation perceptions within a sales unit

Model 1: Output evaluation — null model

Fixed effect Coefficient Std.e. (robust) | T Approx. d.f.

Average organization mean, Yoo 3.436295 0.0849 (0.0849) | 40.465*** | 86

Random effect Variance df. X p-value
component

Organization mean, Ug; 0.25657 86 157.017 0,000%**

Level-1 effect, rj 0.70131

Deviance = 510.540 ( Number of estimated parameters = 3)

Intra-class correlation = 0,268

Model 2: Output evaluation — sales manager control behavior as level-2 predictors

Fixed effects Coefficient Std. e. (robust) | t-ratio Approx. d.f.

For intercept Bo

Average organization mean, Yoo 3.450438 0.0794 (0.0792) | 43.444* 80

Input evaluation, yo1 -0.064887 0.1155 (0.1092) | -0.562 80

Performance contingent rew, yo, 0.159658 0.0902 (0.0862) | 1.770* 80

Support, Yos -0.023139 0.1451 (0.1478) | -0.159 80

Closeness of supervision, Yos 0.029132 0.0803 (0.0774) | 0.363 80

Cost control, yos 0.039971 0.0871 (0.0943) | 0.459 80

Output evaluation, Yos 0.179825 0.1146 (0.1080) | 1.569 80

Random effect Variance comp. d.f. X p-value

Organization mean, ug 0.17340 80 136.545 0,000%**

Level-1 effect, rj 0.71628

Deviance = 501.399 ( Number of estimated parameters = 9)

Model comparison: X“ = 9.601 (df=6) p=0,142

Table 30 shows the results of the null model (Model 1) for output evaluation. The intra-class
correlaion for output evaluation perceptions calculated from this null model was 0.268, which
means that about 26.8% of the variance in the salespersons’ perceptions of output evauation was
between sales organizations. The Chi-square test for model comparison showed that the
improvement of fit in Model 2 over Model 1 was not significant. The significant level-2
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coefficients were the intercept yoo (3.450), and the coefficient for performance-contingent
rewarding ye (0.160). Thus, the only significant predictor for output-evaluation perceptions was
the use of performance-contingent rewards. The index of the proportion of the reduction in the
variance explained by the level-2 predictors for output-evauation perceptions was 0.324 , which
means that about 32.4% of the between-organization variance was accounted for by the sales

manager’s control behaviors.

Combinations of control, i.e. control systemtypes

Since there is no clear consensus over the issue of whether controls should be studied as single
control dimensions or as combinations of control, the both approaches are used in the present
study. The field-sales-management-level control system types, i.e. the control combinations, used
in the Finnish field sales organizations were explored by means of cluster anaysis, following the
logic of Oliver and Anderson (1995). Oliver and Anderson were interested in seeing if there were
a “hybrid form” of control systems, which is a combination of the two extreme types (i.e.
behavior-based control and outcome-based control), and consequently decided to draw three
clugters. In the present dissertation the number of different control-system types was |left
undefined, i.e. the aim was to determine the types in an exploratory way. Therefore hierarchical
clustering was the chosen method, in which the appropriate number of clusters is defined by
examining the agglomeration schedule (Hair et a., 1998). Since the aim is to recognize different
control types, i.e. the relative emphasis of each control dimension in the control system, Pearson
correlation was used as a distance measure, which is gppropriate when the researcher isinterested
in the patterns in the data rather than in simple mean differences (Hair et a., 1998). The
clustering method used in the anaysis was average linkage, which is suitable for correlation
measures of similarity between cases. The number of clusters was first determined by looking at
changes in the agglomeration schedule. As depicted in Figure 18, the last substantial change in
the value of the agglomeration coefficient occurred at the third cluster, and therefore a four-

cluster solution was selected.
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The means of the four different control systems on each control dimension are depicted in Figure
19. Asthe figure shows, the first cluster is characterized by the highest emphasis on cost control.
Output and input evaluation are aso relaively strong, whereas the mean scores for performance-
contingent rewarding and closeness of supervision are very low. The support control mechanism
was used to a moderate extent. Given these characteristics, the first cluster is named the

efficiency-control system.

The second cluster is characterized by the highest emphasis on both output and input evaluation,
and the level of support is aso highly emphasized. Closeness of supervision fals above the
average level, and al the other controls are on the moderate level. Thus, this cluster was named
the capability-control system.

The third cluster is characterized by a high emphasis on the closeness of supervision.
Performance-contingent rewarding is a a very low level and al of the other controls moderate.

This cluster was named the activity-control system.

The fourth cluster is characterized by a high emphasis on output evaluation and performance-
contingent rewarding. Closeness of supervision is a avery low level, and all of the other controls

are moderate. Thus, this cluster was named the output-control system.

The descriptions of the clusters of capability control and activity control are in line with the two
different behavior-based control-system types proposed by Chalagalla and Shervani (1996).
Both of them concentrate on controlling behaviors, but capability control is characterized by an
emphasis on improving the skills and abilities of salespeople and rewarding for improvements,
while activity control focuses on their routine, day-to-day activities. The other control-system
types identified here were output control and efficiency control. While output (or outcome-based)
control is referred to in previous studies (e.g., Anderson and Oliver, 1987; Challagalla and
Shervani, 1996; Jaworski, 1988), the emergence of the efficiency-control system cluster is a new
finding. This system focuses on outcomes, but is clearly different from output control, which
focuses on the relationship between inputs and outputs. The main difference between these
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systems seems to be that output control is characterized by the highest score on performance-

contingent rewarding, whereas this features less in efficiency-control systems.

It is suggested here that if these identified control-system types are examined closely, they fall
along two dimensions, the traditional behavior-outcome-based dimension and the dimension
related to the philosophical nature of exercised control. Is the relative emphasis on controlling or
motivating for performance? At first sight this dimension may seem new in the literature, but at
least implicitly it has been present in the work of Darmon (1998). He discussed the structure of
sales-force governance systems, and separated dashboard use of control (i.e. assessing whether
the objectives are met) and control-lever use of control (i.e. using controls that can be
manipulated in order to influence sadespersons activities and behaviors). The dimension
proposed here isbased on this distinction. The proposed typology is presented in Figure 20.

. A
Emphasis 1
on
motivating
Output Capability
control control
Profit Activity
Emphasis control control
on
controlling ¥
Outcome Behavior

Figure 21. A typology of field sales management control systems
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6.3 GAP |I: SALESPERSONS' PSY CHOL OGICAL RESPONSESTO CONTROL

Following the procedure described in Chapter 5, a series of subsequent models was estimated and
compared in order to examine the propositions (P4-8) concerning the relationship between the
system of field sales management control and salespersons’ psychological outcomes. The
estimated models were:
- Model 1: anull model
- Model 2: amodel with only level-1 predictors
- Model 3: amodel with broad level-2 predictors added (the control-system types identified
in GAP ).
- Model 4: a model with detailed level-2 predictors added (the control-system dimensions
identified in GAP).

The results of the models explaining the forms of extrinsic motivation are presented in Table 31.
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Table 31. Saespersons’ forms of extrinsic motivation (*+* p<0,01; ** p<005; * p<0,10)

Model 1: The null model

Fixed effect Coefficient Std. e. (robust) t-ratio Approx.d.f.
Average organization mean, Yoo 5.782 0.0546 (0.0509) 105.9*** | 86
Random effect Var.component | df. X p-value
Organization mean, ug 0.00043 86 84.374 >.500
Level-1 effect, rj 0.55663
Intra-class correlation = 0.000 (n.s.)
Deviance = 419.416 (number of estimated parametes = 3)

Model 2: Level-1 predictors
Fixed effects Coefficient Std. e. (robust) t-ratio Approx. d.f.
Average organization mean, Yoo 5.782 0.0505 (0.0505) 114.5*=* | 86
Intercept2 for loc_self slope, yio 0.279 0.0496 (0.0584) 5.623** | 183
Intercept2 for loc_cha slope, y20 -0.103 0.0502 (0.0533) -2.047* | 183
Intercept2 for loc_other slope, yao 0.045 0.0480 (0.0487) 0.929 183
Random effect Var.component | d.f. X p-value
Organization mean, Ug 0.00574 86 92.173 0.305
Level-1 effect, rj 0.46096
Deviance = 386.314 (Number of estimated parameters = 6)
Model comparison: X”= 32.686 (df = 3), p = 0.000

Model 3: Level-2 prerictors
Fixed effects Coefficient Std. e. (robust) t-ratio Approx.d.f.
For intercept Bo
Average organization mean, Yoo 5.738 0.1187 (0.1327) 48.327** | 83
Efficiency CS dummy, yo1 0.112 0.1446 (0.1487) 0.772 83
Capability CS dummy, yo2 0.116 0.1555 (0.1712) 0.748 83
Activity CS dummy, yos -0.120 0.1611 (0.1664) -0.745 83
For intercept B, for loc_self slope
Intercept2, y1o 0.270 0.0494 (0.0552) 5.468** | 180
For intercept B for loc_cha slope
Intercept2, yzo -0.099 0.0500 (0.0526) -1.977* | 180
For intercept s for loc_other slope
Intercept2, yao 0.032 0.0481 (0.0480) 0.664 180
Random effect Var. component | d.f. X p-value
Organization mean, ug 0.00151 83 89.339 0.297
Level-1 effect, rj 0.45643
Deviance = 382.774 ( Number of estimated parameters = 9)
Model comparison: X*= 3.226 (df = 3), p = 0.358

Model 4: Level-2 predictors (detailed)

Fixed effects Coefficient Std. e. (robust) t-ratio Approx. d.f.
For intercept Bo
Average organization mean, Yoo 5.786 0.0504 (0.0499) 114.8*** | 80
Input evaluation, yo 0.039 0.0740 (0.0755) 0.523 80
Performance contingent rew, yo, 0.025 0.0567 (0.0544) 0.442 80
Support, Yos 0.106 0.0941 (0.0827) 1.125 80
Closeness of supervision, yos -0.047 0.0520 (0.0480) -0.905 80
Cost control, yos 0.046 0.0555 (0.0485) 0.826 80
Output evaluation, yos -0.044 0.0728 (0.0752) -0.604 80
For intercept B, for loc_self slope
Intercept2, yio 0.263 0.0501 (0.0569) 5.246** | 177
For intercept B2 for loc_cha slope
Intercept2, yzo -0.108 0.0506 (0.0568) -2.140% | 177
For intercept Bs for loc_other slope
Intercept2, yao 0.047 0.0482 (0.0485) 0.967 177
Random effect Var. component | d.f. X p-value
Organization mean, Ug 0.00172 80 89.074 0.228

Level-1 effect, rj

0.45632

Deviance = 382.829 (Number of parameters estimated = 12)

Model comparison X*= 3.171 (df = 6), p > 0.500 (Comparison on model 2)
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As Table 31 indicates, the intra-class correlation obtained from the null model was not
significantly different from zero. This means that the variance in the salespersons’ motivational
state was on the individual and not on the organizational level. The results of the subsequent
models confirm this since improvement in model fit was statistically significant only when level-
1 predictors (Model 2) were introduced, which produced a reduction of 17.2% in the level-1 error
variance (the index of proportional reduction in the level-1 variance component equaled 0.172).
The significant coefficients in Model 2 are the intercept term yo (= 2,489), and the coefficients
for the self yo; (= 0,279) and chance yo, (= -0,103) locus of control variables. These coefficients
show that the more a salesperson is locus-internal (believes that his/her job outcomes are
determined by him-/herself) the more integrated forms of motivation this salesperson will have.
An externa locus of contral, i.e. belief that the job outcomes are determined by chance, has the
opposite effect - in other words it shifts the motivation towards the more extrinsic end.

Entering level-2 predictors, either broad control system types or detailed dimensions, into the

model did not improve the model fit and the level-2 coefficients were not statistically significant.
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Table 32. Sdespersons’ experiences of role conflict (*++ p<0,01; ** p<0,05; * p<0,10)

Model 1: The null model
Fixed effect Coefficient Std. e. (robust) t-ratio Approx.d.f.
Average organization mean, Yoo 2.492 0.0734 (0.0735) 33.923** | 86
Random effect Var.component | df. X p-value
Organization mean, ug 0.19453 86 159.575 | 0.000***
Level-1 effect, rj 0.51962
Intra-class correlation = 0.272
Deviance = 455.300 (number of estimated parametes = 3)
Model 2: Level-1 predictors
Fixed effects Coefficient Std. e. (robust) t-ratio Approx. d.f.
Average organization mean, Yoo 2.489 0.0696 (0.0695) 35.784** | 86
Intercept2 for loc_self slope, yio -0.121 0.0567 (0.0467) -2.138* | 183
Intercept2 for loc_chance slope, y20 0.046 0.0554 (0.0578) 0.820 183
Intercept2 for loc_other slope, yao 0.153 0.0531 (0.0736) 2.873** | 183
Random effect Var.component | d.f. X p-value
Organization mean, ug; 0.16941 86 155.878 0.000***
Level-1 effect, rj 0.47664
Deviance = 437.309 (Number of estimated parameters = 6)
Model comparison: X“=17.691 (df = 3) p = 0.001
Model 3: Level-2 prerictors
Fixed effects Coefficient Std. e. (robust) t-ratio Approx.d.f.
For intercept Bo
Average organization mean, Yoo 3.011 0.1585 (0.2391) 19.000** | 83
Efficiency CS dummy, yo1 -0.579 0.1894 (0.2570) -3.056** | 83
Capability CS dummy, yo2 -0.605 0.2045 (0.2700) -2.958** | 83
Activity CS dummy, yos -0.7423 0.2102 (0.2584) -3.531** | 83
For intercept B, for loc_self slope
Intercept2, y1o -0.147 0.0555 (0.0469) -2.650** | 180
For intercept B for loc_cha slope
Intercept2, yzo 0.061 0.0546 (0.0559) 1.123 180
For intercept s for loc_other slope
Intercept2, yao 0.146 0.5264 (0.0713) 2.782** | 180
Random effect Var. component | d.f. X p-value
Organization mean, ug 0.10389 83 126.258 | 0.002**
Level-1 effect, rj 0.48375
Deviance = 424.805 ( Number of estimated parameters = 9)
Model comparison: X“= 12.195 (df = 3) p = 0.007***
Model 4: Level-2 predictors (detailed)
Fixed effects Coefficient Std. e. (robust) t-ratio Approx. d.f.
For intercept Bo
Average organization mean, Yoo 2.479 0.0670 (0.0649) 36.977** | 80
Input evaluation, yo 0.022 0.0984 (0.0903) 0.223 80
Performance contingent rew, yo, 0.069 0.0766 (0.0853) 0.904 80
Support, Yos 0.067 0.1235 (0.1056) 0.543 80
Closeness of supervision, yos -0.171 0.0679 (0.0693) -2,514** 80
Cost control, yos -0.066 0.0737 (0.0716) -0.892 80
Output evaluation, y06 0.020 0.0974 (0.1118) 0.204 80
For intercept B, for loc_self slope
Intercept2, yio -0.138 0.0563 (0.0476) -2.454* | 177
For intercept B2 for loc_cha slope
Intercept2, yzo 0.046 0.0551 (0.0589) 0.832 177
For intercept Bs for loc_other slope
Intercept2, yao 0.146 0.0527 (0.0741) 2.774% | 177
Random effect Var. component | d.f. X p-value
Organization mean, Ug 0.14188 80 143.119 | 0.000***

Level-1 effect, rj

0.46876

Deviance = 428.800 (Number of parameters estimated = 12)

Model comparison X*= 8.200 (df = 6) p = 0.223 (Comparison to model 2)
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Table 32 shows the results for perceived role conflict anong the field salespersons. The intra-
class correlation was 0.272, suggesting that about 27.2% of the variance in role-conflict
perceptions was between the sales organizations. Adding locus of control variables as individual-
level predictors improved the model fit, and the significant coefficients in Model 2 are the
intercept term yoo (= 2,489), and the coefficients for the locus-of-control variables self yo; (= -
0,121) and others yo3 (= 0,153). This means that the more locus-internal (believe that their job
outcomes are determined by themselves) salespeople are, the less role conflict they will perceive,
and the more locus-external (believing that their job outcomes are dependent on the influence of

powerful others) they are, the more they will experience role conflict.

Introducing level-2 predictors, namely control-system types, into the model improved the fit
significantly, as the Chi-square likelihood ratio test shows. The output control system was left as
a reference type, and dummy-coded variables indicating each of the other system types were
entered. The coefficients of all these dummies were statistically significant and negative in sign.
This suggests that sales organizations in which sales managers rely on output control are
characterized by higher levels of perceived role conflict among the field salespeople than
organizations with other types of control system. The index of the proportiona reduction in level-
2 variance was 0.387, thus the system type explained 38.7% of the between-organization variance
in role-conflict perceptions when locus-of-control differences between the field salespeople were
controlled for.

Using more detailed control-system dimensions as level-2 predictors did not result in any
improvement in model fit over Model 2 with only level-1 predictors. The coefficient for close

supervision by the field sales manager was nevertheless significant yo, (= -0,171).
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Table 33. Sdespersons’ experiences of role ambiguity (*+* p<001; ** p<005; * p<0,10)

Model 1: The null model
Fixed effect Coefficient Std. e. (robust) t-ratio Approx.d.f.
Average organization mean, Yoo 1.570 0.0558 (0.0558) 28.121** | 86
Random effect Var.component | df. X p-value
Organization mean, ug 0.14142 86 195.690 | 0.000***
Level-1 effect, rj 0.23704
Intra-class correlation = 0.374
Deviance = 327.495 (number of estimated parametes = 3)
Model 2: Level-1 predictors
Fixed effects Coefficient Std. e. (robust) t-ratio Approx. d.f.
Average organization mean, Yoo 1.566 0.0544 (0.0537) 28.803** | 86
Intercept2 for loc_self slope, yio -0.072 0.0410 (0.0516) -1.767* 183
Intercept2 for loc_chance slope, y20 0.063 0.0397 (0.0453) 1.584 183
Intercept2 for loc_other slope, yao 0.018 0.0380 (0.0330) 0.483 183
Random effect Var.component | d.f. X p-value
Organization mean, ug; 0.13140 86 192.266 0.000***
Level-1 effect, rj 0.23068
Deviance = 320.328 (Number of estimated parameters = 6)
Model comparison: X“= 6.672 (df = 3) p = 0.082*
Model 3: Level-2 predictors
Fixed effects Coefficient Std. e. (robust) t-ratio Approx.d.f.
For intercept Bo
Average organization mean, Yoo 1.718 0.1376 (0.1248) 12.485** | 83
Efficiency CS dummy, yo1 -0.192 0.1627 (0.1458) -1.179 83
Capability CS dummy, yo2 -0.196 0.1762 (0.1599) -1.111 83
Activity CS dummy, yos -0.143 0.1802 (0.1821) -0.793 83
For intercept B, for loc_self slope
Intercept2, y1o -0.073 0.0411 (0.0496) -1.776* 180
For intercept B for loc_cha slope
Intercept2, yzo 0.065 0.0397 (0.0448) 1.648 180
For intercept s for loc_other slope
Intercept2, yao 0.021 0.0383 (0.0321) 0.547 180
Random effect Var. component | d.f. X p-value
Organization mean, ug 0.12582 83 189.074 | 0.000**
Level-1 effect, rj 0.23122
Deviance = 318.749 ( Number of estimated parameters = 9)
Model comparison: X*= 1.25 (df = 3) p > 0.500
Model 4: Level-2 predictors (detailed)
Fixed effects Coefficient Std. e. (robust) t-ratio Approx. d.f.
For intercept Bo
Average organization mean, Yoo 1.555 0.0512 (0.0489) 30.349** | 80
Input evaluation, yo -0.006 0.0753 (0.0517) -0.084 80
Performance contingent rew, yo, 0.000 0.0588 (0.0762) 0.002 80
Support, Yos 0.051 0.0942 (0.0991) 0.536 80
Closeness of supervision, yos -0.047 0.0518 (0.0555) -0.907 80
Cost control, yos -0.102 0.0563 (0.0481) -1.808* 80
Output evaluation, y06 0.064 0.0745 (0.0710) 0.865 80
For intercept B, for loc_self slope
Intercept2, yio -0.073 0.0413 (0.0525) -1.754* 177
For intercept B2 for loc_cha slope
Intercept2, yao 0.070 0.0403 (0.0450) 1.736* 177
For intercept Bs for loc_other slope
Intercept2, yao 0.018 0.0385 (0.0343) 0.461 177
Random effect Var. component | d.f. X p-value
Organization mean, Ug 0.09686 80 170.023 | 0.000***

Level-1 effect, rj

0.24323

Deviance = 315.691 (Number of parameters estimated = 12)

Model comparison X*= 4.399 (df = 6) p > 0.500 (Comparison to model 2)
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Table 33 presents the results for role-ambiguity perceptions among the field salespeople. The
intra-class correlation obtained from the null model was 0.374, indicating that about 37.4% of the
variance was determined by belonging to a sdes organization. Adding the locus-ofcontrol
variables into model (Model 2) improved the fit (at p = 0.10). The only significant coefficient at
this stage was the self coefficient yo1 (= -0,072, p < 0,1), weakly suggesting that locus internals

experience less role ambiguity than others.

Entering the level-2 predictors into model produced no statistically significant improvement in
the fit. Cost control had a significant negative coefficient of yes (= -0,102, p < 0,1) in Model 4
with detailed control system dimensions as predictors, suggesting that salespersons perceive less
role ambiguity in organizations in which the field sales manager controls costs. Even though the
improvement in model fit was not statistically significant, an index of level-2 variance explained
by the predictor variables was calculated. The value of this index was 0.263, meaning that about
26.3% of the between-organization variance in perceived role ambiguity was explained in terms

of control-system dimensions.

6.4 GAP I1l: SALESPERSONS BEHAVIORAL RESPONSESTO CONTROL

Following the procedure described in Chapter 5, a series of subsequent models was estimated and
compared in order to examine the propositions concerning the relationship between the field sales
management control system and the salespersons behavioral outcomes. The estimated models
were:
- Mode 1: anull model
- Model 2: amodel with only level-1 predictors
- Model 3: amodel with broad level-2 predictors added (control-system types identified in
GAP ).
- Model 4: a model with detailed level-2 predictors added (control-system dimensions
identified in GAP ).
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Table 34. Sdespersons’ use of less ethical selling behaviors (++ p<o001;** p<005;* p<010)

Model 1: The null model
Fixed effect Coefficient Std. e. (robust) t-ratio Approx.d.f.
Average organization mean, Yoo 3.308 0.1377 (0.1377) 24.017** | 86
Random effect Var.component | df. X p-value
Organization mean, ug 0.39164 86 111.662 | 0.033**
Level-1 effect, rj 2.51379
Intra-class correlation = 0.135
Deviance = 725.536 (number of estimated parametes = 3)
Model 2: Level-1 predictors
Fixed effects Coefficient Std. e. (robust) t-ratio Approx. d.f.
Average organization mean, Yoo 3.301 0.1301 (0.1301) 25.375** | 86
Intercept2 for IM slope, Y10 -0.137 0.1610 (0.1784) -0.849 183
Intercept2 for RAMB slope, y2o0 0.632 0.2122 (0.2047) 2.978** | 183
Intercept2 for RCONF slope, yso 0.425 0.1463 (0.1720) 2.902** | 183
Random effect Var.component | d.f. X p-value
Organization mean, Ug 0.39199 86 116.694 | 0.015**
Level-1 effect, rj 2.13646
Deviance = 698.699 (Number of estimated parameters = 6)
Model comparison: X°= 26.301 (df = 3) p = 0.000***
Model 3: Level-2 predictors
Fixed effects Coefficient Std. e. (robust) t-ratio Approx.d.f.
For intercept Bo
Average organization mean, Yoo 3.074 0.3235 (0.4757) 9.503** | 83
Efficiency CS dummy, yo1 0.423 0.3856 (0.5040) 1.096 83
Capability CS dummy, yo2 0.041 0.4162 (0.5305) 0.099 83
Activity CS dummy, yos 0.254 0.4332 (0.5335) 0.587 83
For intercept B1 for IM slope
Intercept2, y1o -0.126 0.1623 (0.1821) -0.840 180
For intercept B, for RAMB slope
Intercept2, yzo 0.642 0.2111 (0.2081) 3.042** | 180
For intercept 8; for RCONF slope
Intercept2, yao 0.437 0.1499 (0.1568) 2.918** | 180
Random effect Var. component | d.f. X p-value
Organization mean, ug 0.34292 83 112514 | 0.017*
Level-1 effect, rj 2.15080
Deviance = 696.859 ( Number of estimated parameters = 9)
Model comparison: X*= 1.141 (df = 3) p > 0.500
Model 4: Level-2 predictors (detailed)
Fixed effects Coefficient Std. e. (robust) t-ratio Approx. d.f.
For intercept Bo
Average organization mean, Yoo 3.314 0.1276 (0.1251) 25.976** | 80
Input evaluation, yo 0.035 0.1855 (0.1711) 0.188 80
Performance contingent rew, yo, -0.089 0.1449 (0.1471) -0.612 80
Support, Yos 0.155 0.2350 (0.2150) 0.659 80
Closeness of supervision, yos -0.203 0.1322 (0.1321) -1.538 80
Cost control, yos -0.010 0.1416 (0.1100) -0.074 80
Output evaluation, y06 0.233 0.1850 (0.1671) 1.258 80
For intercept 81 for IM slope
Intercept2, yio -0.178 0.1614 (0.1774) -1.100 177
For intercept 82 for RAMB slope
Intercept2, yao 0.597 0.2115 (0.2044) 2.823%** 177
For intercept s for RCONF slope
Intercept2, yao 0.378 0.1467 (0.1758) 2.577* 177
Random effect Var. component | d.f. X p-value
Organization mean, Ug 0.33627 80 110.139 | 0.014*

Level-1 effect, rj

2.10670

Deviance = 693.007 (Number of parameters estimated = 12)

Model comparison X*= 4.993 (df = 6) p > 0.500 (Comparison to model 2)
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The results of the sequential model of less ethical selling behaviors are reported in Table 34
above. The intraclass correlation calculated from the null-model variance components was
0.135, meaning that about 13.5% of the totd variance in perceived use of less ethica selling
behaviors was due to organizational factors. When the level-1 predictors, i.e. forms of extrinsic
motivation, perceived role conflict, and perceived role ambiguity, were entered into the model the
fit improved significantly. The motivation coefficient was not significant, but those of role
ambiguity yee (= 0,632) and role conflict yos (= 0,425) were. These results suggest that
perceptions of role conflict and role ambiguity increase the probability of adopting less ethical

selling behaviors.

The model fit could not be improved by entering level-2 predictors into model, which means that
no direct relationship between field sales management control systems and the potentia use of
less ethical selling behaviors could be detected. None of the level-2 coefficients was statistically

significant either.
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Table 35. Sdespersons’ use of dysfunctional behaviors (++ p<001; ** p<0,05;* p<0,10)

Model 1: The null model
Fixed effect Coefficient Std. e. (robust) t-ratio Approx.d.f.
Average organization mean, Yoo 2.538 0.0749 (0.0750) 33.900** | 86
Random effect Var.component | df. X p-value
Organization mean, ug 0.04904 86 96.551 0.205
Level-1 effect, rj 0.91407
Intra-class correlation = 0.051
Deviance = 521.414 (number of estimated parameters = 3)
Model 2: Level-1 predictors
Fixed effects Coefficient Std. e. (robust) t-ratio Approx. d.f.
Average organization mean, Yoo 2.537 0.0659 (0.0660) 38.502** | 86
Intercept2 for IM slope, Y10 -0.086 0.0927 (0.1045) -0.930 183
Intercept2 for RAMB slope, y2o0 0.226 0.1196 (0.1123) 1.893* 183
Intercept2 for RCONF slope, Y30 0.364 0.0813 (0.0800) 4.477** | 183
Random effect Var.component | d.f. X p-value
Organization mean, ug; 0.00334 86 86.540 0.464
Level-1 effect, rj 0.80280
Deviance = 488.546 (Number of estimated parameters = 6)
Model comparison: X“=32.454 (df =3 ) p = 0.000 ***
Model 3: Level-2 predictors
Fixed effects Coefficient Std. e. (robust) t-ratio Approx.d.f.
For intercept Bo
Average organization mean, Yoo 2.335 0.1614 (0.1489) 14.471** | 83
Efficiency CS dummy, yo1 0.325 0.1956 (0.1799) 1.663* 83
Capability CS dummy, yo2 0.198 0.2097 (0.2037) 0.943 83
Activity CS dummy, yos 0.164 0.2202 (0.2022) 0.745 83
For intercept B1 for IM slope
Intercept2, y1o -0.090 0.0934 (0.1025) -0.963 180
For intercept B, for RAMB slope
Intercept2, yzo 0.229 0.1187 (0.1145) 1.930* 180
For intercept 8; for RCONF slope
Intercept2, yao 0.390 0.0841 (0.0782) 4.635** | 180
Random effect Var. component | d.f. X p-value
Organization mean, ug 0.00340 83 84.890 0.422
Level-1 effect, rj 0.79046
Deviance = 485.653 ( Number of estimated parameters = 9)
Model comparison: X*= 3.347 (df=3) p = 0.341
Model 4: Level-2 predictors (detailed)
Fixed effects Coefficient Std. e. (robust) t-ratio Approx. d.f.
For intercept Bo
Average organization mean, Yoo 2.548 0.0655 (0.0621) 38.873** | 80
Input evaluation, yo 0.152 0.0952 (0.0755) 1.593 80
Performance contingent rew, yo, -0.084 0.0739 (0.0581) -1.139 80
Support, Yos 0.063 0.1220 (0.1158) 0.515 80
Closeness of supervision, yos -0.032 0.0688 (0.0599) -0.461 80
Cost control, yos 0.056 0.0732 (0.0759) 0.769 80
Output evaluation, y06 -0.060 0.0949 (0.0973) -0.633 80
For intercept 81 for IM slope
Intercept2, yio -0.104 0.0929 (0.1015) -1.118 177
For intercept 82 for RAMB slope
Intercept2, yzo 0.238 0.1196 (0.1098) 1.990** 177
For intercept B; for RCONF slope
Intercept2, yao 0.379 0.0816 (0.0772) 4.638** | 177
Random effect Var. component | d.f. X p-value
Organization mean, Ug 0.00139 80 82.743 0.395

Level-1 effect, rj

0.77616

Deviance = 481.775(Number of parameters estimated = 12)

Model comparison X*= 7.2254 (df = 6) p = 0.300 (Comparison to model 2)
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The results of the sequential model for dysfunctional behaviors are shown in Table 35 above. The
intra-class correlation calculated from the null-model variance components was not statistically
significant, meaning that the variance in the self-reported use of dysfunctional behaviors was due
to individual-specific factors. When the level-1 predictors, i.e. form of extrinsic motivation,
perceived role conflict, and perceived role ambiguity, were entered into the model, the fit
improved significantly. The coefficient of motivation was not significant, but those of role
ambiguity yee (= 0.226) and role conflict yos (= 0.364) were. These results suggest that
perceptions of role conflict and role ambiguity increase the probability of adopting dysfunctional

behaviors.

Entering the level-2 predictors did not improve the model fit, which means that no direct
relationship between the field saes management control systems and the potential use of
dysfunctional behaviors could be detected. Moreover, none of the level-2 coefficients was

statistically significant.
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Table 36. Sdespersons’ use of customer-oriented behaviors (*+* p<0,01; ** p<0,05; * p<0,10)

Model 1: The null model

Fixed effect Coefficient Std. e. (robust) t-ratio Approx. d.f.
Average organization mean, Yoo 6.206 0.0552 (0.0552) 112.436** | 86
Random effect Var. component | d.f. X p-value
Organization mean, ug 0.10838 86 159.796 0.000***
Level-1 effect, rj 0.29663
Intra-class correlation = 0.268
Deviance = 394.582 (number of estimated parameters = 3)

Model 2: Level-1 predictors
Fixed effects Coefficient Std. e. (robust) t-ratio Approx. d.f.
Average organization mean, Yoo 6.209 0.0521 (0.0518) 119.259** | 86
Intercept2 for IM slope, Y10 0.241 0.0553 (0.0460) 4.361*%* 183
Intercept2 for RAMB slope, y2o0 -0.161 0.0751 (0.0749) -2.150** 183
Intercept2 for RCONF slope, yso -0.110 0.0515 (0.0541) -2.135* 183
Random effect Var.component | d.f. X p-value
Organization mean, ug; 0.11511 86 185.369 0.000***
Level-1 effect, rj 0.22264
Deviance = 309.473 (Number of estimated parameters = 6)
Model comparison: X“ = 40.52650 (df = 3) p = 0.000***

Model 3: Level-2 predictors
Fixed effects Coefficient Std. e. (robust) t-ratio Approx. d.f.
For intercept Bo
Average organization mean, Yoo 6.268 0.1327 (0.1192) 47.245** | 83
Efficiency CS dummy, yo1 -0.183 0.1559 (0.1536) -1.174 83
Capability CS dummy, yo2 0.023 0.1694 (0.1522) 0.138 83
Activity CS dummy, yos 0.034 0.1748 (0.1605) 0.194 83
For intercept B1 for IM slope
Intercept2, y1o 0.251 0.0554 (0.0460) 4 527 % 180
For intercept B, for RAMB slope
Intercept2, yzo -0.163 0.0744 (0.0736) -2.196** 180
For intercept 8; for RCONF slope
Intercept2, yao -0.106 0.0522 (0.0531) -2.023* 180
Random effect Var. component | d.f. X p-value
Organization mean, ug 0.10916 83 181.703 0.000***
Level-1 effect, rj 0.22033
Deviance = 305.729 ( Number of estimated parameters = 9)
Model comparison: X*= 3.271 (df = 3) p = 0.352

Model 4: Level-2 predictors (detailed)

Fixed effects Coefficient Std. e. (robust) t-ratio Approx. d.f.
For intercept Bo
Average organization mean, Yoo 6.200 0.0496 (0.0498) 125.099** | 80
Input evaluation, yo -0.048 0.0726 (0.0656) -0.660 80
Performance contingent rew, yo, 0.087 0.0568 (0.0552) 1.530 80
Support, Yos 0.141 0.0905 (0.0692) 1.558 80
Closeness of supervision, yos 0.021 0.0508 (0.0471) 0.406 80
Cost control, yos -0.058 0.0549 (0.0452) 0.406 80
Output evaluation, y06 -0.117 0.0721 (0.0731) -1.628* 80
For intercept 81 for IM slope
Intercept2, yio 0.239 0.0547 (0.0463) 4.373 177
For intercept 82 for RAMB slope
Intercept2, yao -0.174 0.0735 (0.0711) -2.365 177
For intercept B; for RCONF slope
Intercept2, yao -0.106 0.0510 (0.0548) -2.076 177
Random effect Var. component | d.f. X p-value
Organization mean, Ug 0.09577 80 173.256 0.000***

Level-1 effect, rj

0.21676

Deviance = 298.041(Number of parameters estimated = 12)

Model comparison X* = 10.959 (df = 6) p = 0.089* (Comparison to model 2)
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Table 36 presents the results of the sequentiadl model for self-reported customer-oriented selling
behaviors. The intra-class correlation calculated from the null-model variance components was
0.268, meaning that about 26.8% of the variance in self-reported use of customer-oriented selling
behaviors was due to organization-specific factors.

Entering the level-1 predictors, i.e. the form of extrinsic motivation, perceived role conflict, and
perceived role ambiguity into the model significantly improved the fit. The coefficients of
motivation yox (= 0,241) role ambiguity yoe (= -0,161) and role conflict yo3 (= -0,110) were
significant. These results suggest that integrated forms of extrinsic motivation increase and
perceptions of role conflict and role ambiguity reduce the probability of using customer-oriented
selling behaviors.

Adding broad control-system types as level-2 predictors did not improve the model fit, and none
of the coefficients for the control-system-type dummies were significant. Entering more detailed
control-system dimensions did improve the fit (p < 0.1), but when normal standard errors were
used to test the significance of the coefficients for the level-2 predictors no significant
coefficients were found. The use of robust standard errors to test the hypothesis produced a
statisticaly significant coefficient of support yes (= 0,141). An index of the level-2 variance
explained by the predictor variables was then calculated. The value was 0.168, meaning that
about 16.8% of the between-organization variance in the use of customer-oriented selling

behaviors was explained by the control-system dimensions.
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Table 37. Sdespersons’ use of saes-oriented behaviors (** p<0,01; ** p<0,05;* p<0,10)

Model 1: The null model

Fixed effect Coefficient Std. e. (robust) t-ratio Approx.d.f.
Average organization mean, Yoo 2.517 0.0872 (0.0872) 28.858** | 86
Random effect Var.component | df. X p-value
Organization mean, ug 0.25459 86 150.484 | 0.000***
Level-1 effect, rj 0.77694
Intra-class correlation = 0.247
Deviance = 525.885 (number of estimated parameters = 3)

Model 2: Level-1 predictors
Fixed effects Coefficient Std. e. (robust) t-ratio Approx. d.f.
Average organization mean, Yoo 2.511 0.0852 (0.0854) 29.460** | 86
Intercept2 for IM slope, Y10 0.058 0.0944 (0.0946) 0.613 183
Intercept2 for RAMB slope, y2o0 0.298 0.1271 (0.1038) 2.347* 183
Intercept2 for RCONF slope, yso 0.286 0.0874 (0.0875) 3.268** | 183
Random effect Var.component | d.f. X p-value
Organization mean, ug; 0.27521 86 166.203 0.000***
Level-1 effect, rj 0.66941
Deviance = 506.120 (Number of estimated parameters = 6)
Model comparison: X”=19.880 (df = 3) p = 0.000***

Model 3: Level-2 predictors
Fixed effects Coefficient Std. e. (robust) t-ratio Approx.d.f.
For intercept Bo
Average organization mean, Yoo 2.437 0.2185 (0.1967) 11.154** | 83
Efficiency CS dummy, yo1 0.218 0.2574 (0.2343) 0.847 83
Capability CS dummy, yo2 -0.022 0.2794 (0.2645) -0.079 83
Activity CS dummy, yos -0.025 0.2887 (0.3059) -0.086 83
For intercept B1 for IM slope
Intercept2, y1o 0.047 0.0949 (0.0953) 0.494 180
For intercept B, for RAMB slope
Intercept2, yzo 0.300 0.1266 (0.1013) 2.371* 180
For intercept 8; for RCONF slope
Intercept2, yao 0.282 0.0891 (0.0885) 3.169** 180
Random effect Var. component | d.f. X p-value
Organization mean, ug 0.27956 83 165.134 | 0.000***
Level-1 effect, rj 0.66415
Deviance = 504.300 ( Number of estimated parameters = 9)
Model comparison: X*= 1.700 (df = 3) p > 0.500

Model 4: Level-2 predictors (detailed)

Fixed effects Coefficient Std. e. (robust) t-ratio Approx. d.f.
For intercept Bo
Average organization mean, Yoo 2.509 0.0837 (0.0835) 29.970** | 80
Input evaluation, yo 0.132 0.1224 (0.1190) 1.079 80
Performance contingent rew, yo, 0.031 0.0958 (0.0899) 0.322 80
Support, Yos 0.063 0.1531 (0.1190) 0.411 80
Closeness of supervision, yos -0.134 0.0861 (0.0965) -1.553* 80
Cost control, yos 0.057 0.0928 (0.0728) 0.612 80
Output evaluation, y06 -0.151 0.1217 (0.1175) -1.240 80
For intercept 81 for IM slope
Intercept2, yio 0.030 0.0949 (0.0951) 0.318 177
For intercept 82 for RAMB slope
Intercept2, yzo 0.302 0.1269 (0.1024) 2.384** 177
For intercept B; for RCONF slope
Intercept2, yao 0.264 0.0881 (0.0893) 2.997** | 177
Random effect Var. component | d.f. X p-value
Organization mean, Ug 0.25142 80 159.736 | 0.000***

Level-1 effect, rj

0.66574

Deviance = 501.946 (Number of parameters estimated = 12)

Model comparison X* = 4.054 (df = 6) p > 0.500 (Comparison to model 2)
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The results of the sequential model of sales-oriented selling behaviors are shown in Table 37
above. Theintra-class correlation calculated from the null-model variance components was 0.247
and statistically significant, meaning that about 24.7% of the variance in the self-reported use of
such behaviors was due to organizationa factors. Entering the level-1 predictors, i.e. the form of
extrinsic motivation, perceived role conflict, and perceived role ambiguity, into the model
improved the fit significantly. The motivation coefficient was not significant, but those of role
ambiguity yee (= 0.298) and role conflict yos (= 0.286) were. These results suggest that
perceptions of role conflict and role ambiguity increase the probability of using a sales-oriented
approach to selling.

Entering the level-2 predictors did not improve the model fit, which means that no direct
relationship between the field sales management control systems and the potential use of saes
oriented behaviors could be detected. Furthermore, none of the level-2 coefficients were
statistically significant.

6.5 SUMMARY OF THE FINDINGS

6.5.1 The concept of afield sales management control system

As proposed in the conceptual model of the present dissertation, field sales managers use more
detailed dimensions when conceptualizing their controls-in-use than in the past studies. The

factor analyses revealed six distinct control-system dimensions:

Activity monitoring
Performance-contingent rewarding
Capability control / Support
Closeness of supervision

Cost control

o gk~ w N PR

Outcome evaluation
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These dimensions are consistent with those reported in the literature on sales management, which
has covered differences between the subjective vs. objective and output vs. input performance
measures used by sales managers (e.g., Johnston and Marshall, 2006). What is notable hereis that
the field sales managers' dimensions of control turned out to be more detailed than in many
previous studies using data on sales executives (e.g., Cravens et a., 1993). This supports the
assertion that the control system should be conceptualized differently (according to the level of
detail) on different sades-management levels. In strategic sales management decisions (i.e.
making decisions about control system best suited to internal and external environments of sales
organization), the broad conceptuaizations (e.g. process control vs. output control) are useful.
However, the field sales managers, who deal with tactical/operational-level decisions and
implementing the control over salespeople, conceptudize the controls with more detailed

dimensions.

It was proposed that field salespeople would perceive their managers control on the same
dimensions, but this gained only partial support. The dimensions that were extracted from the

salesperson data were:

Performance-contingent rewarding
Capability control / Support
Closeness of supervision

Cost control

g M w b

Outcome evaluation

No dimension for perceptions of activity control was found for salespeople, and the “perceived
support from field sales manager” dimension aso included measures of non-financial rewards
and encouragement by rewards, whereas for the sales managers only the measures related to
capability improvement loaded on this dimension. Even though there are some slight differences
with the control dimensions reported by managers, these perceptual dimensions of control are

quite similar to factor structure obtained in field sales manager sample.
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When the stability of control perceptions within the sales organizations was assessed by means of
intra-class correlations, al of the dimensions of perceptual control turned out to be significantly
correlated among the salespersons within the same organization. Over 20 % of the variance in the
perceptions of control in al dimensions was due to organization-level differences. The
perceptions of performance contingent rewarding had the highest level of within organization
homogeneity, as over 50 % of variance in control perceptions was due to differences between
organizations. This finding was expected, since it is common for firms to have equal
compensation systems for employees. Second highest level of within organization homogeneity
(32.6 % of variance due to differences between organizations) was found for capability control.
This was contrary to the expectations, as it was proposed that capability control would be
“informal” in nature, and therefore adjusted for each manager-subordinate dyad separately. One
possible explanation for this finding is that sales organizations use team work as their training
method (see Roman and Ruiz, 2003). The proportion of variance in control perceptions due to
sales organization differences for closeness of supervision was 27.5 %, 26.8 % for output
evauation and 21.3 % for cost control. Interestingly, the lowest percentages are not found for
“informal” control dimensions as expected. It could be that output evaluation and cost controls
are not intended for influencing the behavior of salespeople. Instead they could be dashboard
controls (see Darmon, 1998), which are used for obtaining information about the organizational

performance.

The subsequent anayses examined how well field sales managers reported control behaviors
predicted salespersons’ perceptions of control. This was done by calculating the index of the
proportion reduction in the variance explained by the 2-level predictors. The sdes managers
control behaviors accounted for 58.4 % of the variance in perceived performance contingent
rewarding determined by organizationa factors (which was 51.3 % of the tota variance in
perceptions of performance contingent rewarding). Variance in the salespersons’ perceptions of
cgpability control due to organizationa differences, was also highly dependent of manager's
control behaviors, as the index of the proportion reduction was 55.8 %. Corresponding index
proportion for closeness of supervision was 42 % and 28 % for cost control. However, the
perceptions of output evaluation were not significantly related to the sales managers self-
reported controls. Also the perceptions of cost control were also only marginally related to the
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field sales manager's behaviors, as the improvement in model fit was only marginal when
manager behaviors were entered into the model. This might reflect the salespersons’ difficulty in
knowing what the supervisor was really measuring, perhaps due to a lack of communication on
the part of the sales manager. Even though these control dimensions fall under the category of
“objective” measures, it seems that the controls are not as visible to the field sales force as other
dimensions. Thus, again cost controls and output-evaluation controls may be what Darmon
(1998) refers to as dashboard contrals, i.e. controlling that the objectives are met, in contrast to

control levers that aim to influence the behaviors of salespeople.

For the purposes of subsequent analyses that deal with second and third research gaps, the
different control-system types were assessed by subjecting the field sales managers' self-reported
control behaviors to cluster anaysis. Four different types were revealed, i.e. combinations of

controls that emphasized different dimensions:

1. Efficiency control
2. Capability control
3. Activity control
4

. Output control

The emphasisin efficiency-control systems is on evaluating both the inputs and the outputs of the
sales force, and selling costs are intensively assessed. Less emphass is directed toward
performance-contingent rewarding and close supervision. Systems of capability control aso
emphasize input and output evaluation, but this is accompanied by close supervision and a high
level of support from the field sales managers. Activity control entails close supervision of the
salespeople, and practicaly no use of performance-contingent rewards. Finally, output-control
systems focus mainly on output evaluation and performance reward, and do not rely on close

supervision.

The control-system types identified here are somewhat different from those listed in previous
typologies. They do not fall into the one presented by Jaworski et a. (1993), which included

high, low, clan, and bureaucratic control systems based on dimensions of “forma” and
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“informal” control usage: these system types are more suitable for sales managers on the strategy
level, as discussed in Chapter 3. They do not correspond with the single behavior-outcome —
control dimension proposed by Anderson and Oliver (1987) either, but there is some resemblance
to Chalagala and Shervani’s (1996) conceptualization, which posits two distinct types of
behavior-based control: capability control and activity control. In addition to output control and
the two types of behavior-based control mentioned above, efficiency control was aso identified
as a system type in the present work. It seems that there may also be two distinct forms of output
control - related to results and to efficiency. The former focuses on measuring output and

rewarding results, and the latter on controlling the input-output ratio, i.e. efficiency.

The following new two-dimensional typology of control systems is proposed based on these

empirical findings:

Whether the emphasis is on controlling behaviors or outcomes

Whether the emphasisis on motivating or controlling for performance

The first of these has featured in previous conceptualizations (see e.g., Anderson and Oliver,
1987; Challagalla and Shervani, 1996; Jaworski, 1988). The latter one is also related to some
extent to Challagalla and Shervani’s (1996) conceptualization separating three dimensions of
control: information, the administration of rewards and the administration of punishments, the
difference being in the level of reinforcements used, not the types. Systems that emphasize
control over performance (i.e. activity control and efficiency control) use relatively low levels of
reinforcement, but they are characterized by an emphasis on control over measuring and meeting
objectives (either behavioral or financial). Those that emphasize motivating for performance
(capability control and output control) use reinforcements aimed at performance improvement,

either in the form of extrinsic rewards or by supporting feelings of competence.

6.5.2 Psychologicd responses

Before anticipated psychologica responses to control were modeled against sales managers'

control behaviors, an analysis of their variance components was performed. Examination of intra
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class correlations reveaed that 27.2 % of variance in perceived role conflict and 37.4 % of
variance in perceived role ambiguity were determined by differences between organizations. The
variance in the form of felt motivation was, however, determined entirely by the individual-

specific differences.

Subsequent analyses aimed at explaining sources of these organization-level and individual-level
variances. Examination of the intra-class correlations revealed that a significant proportion of the
variance in perceived role conflict is due to differences between sales organizations, even when
individual differences (i.e. perceived locus of control) were controlled for. In general, results
indicated that the identified control system types (i.e. combinations of control) were better in
explaining the salespersons’ psychological responses than the more detailed control system
dimensions. Using control system dimensions as predictors did not improve the model in any of
the models predicting motivation, role ambiguity or role conflict, whereas control system types
significantly predicted perceived role conflict, when perceived locus of control was controlled
for. The results showed that pure reliance on outcome-based control is related to higher levels of
role conflict. Even though detailed control system dimensions did not significantly improve the
model, there was some evidence of decreasing effect of supervision on perceptions of role
conflict. Using control system types as predictors of role conflict accounted for 38.7 % reduction
in the unexplained variance at organization-level. The main source of variance in role ambiguity
was on the individual level, whereas some weak evidence of a negative effect of cost control
could be detected. However, the variance in the salespersons’ type of motivation was determined
by individua differences, with locus-of-control as significant predictor, and no relationship with
organizational factors could be established.

6.5.3 Behaviora responses

Also the anticipated behavioral responses to control were first anayzed with the intra-class
correlaions, which revealed that 13.5 % of the variance of less ethicd selling behavior, 26.8 % of
the variance of customer-oriented behaviors, and 24.7 % of the variance in sales-oriented

behaviors were determined by differences between organizations. The variance in the use of
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dysfunctional behaviors was, however, determined entirdy by the differences between

individuals in their perceptions of role stress.

In the subsequent analyses the anticipated behaviora responses were first modeled against felt
motivation and perceptions of role ambiguity and role conflict. Perceptions of role conflict and
role ambiguity were positively linked to less ethical, dysfunctional and sales-oriented behaviors,
and negatively associated with customer-oriented behaviors. In predicting resultant behaviors, the
more detailed control dimensions proved more useful than identified control system types.
Adding separate dimensions of sales managers control into the model predicting customer-
oriented behaviors improved the model significantly (output evaluation was negatively associated
with customer-oriented behaviors), whereas adding control system types did not improve any of
the models.

Based on model comparisons with Chi-square test revealed no direct relationship between the
characteristics of the field sdes management control system and the salespersons’ use of less
ethical selling behaviors, dysfunctiona behaviors, or sales-oriented selling behaviors could be
established. The variance in these behavioral-outcome variables was mainly determined by
individual-level factors, such as perceptions of role conflict and ambiguity. However,
examination of individual effects of control system types and dimensions revealed some weak
support for the relationship between manager's control behaviors and anticipated behavioral
responses. When compared to output control type, the efficiency control was related to use of
dysfunctiona behaviors. Closeness of supervision, in turn, was negatively associated with the use

of sales oriented behaviors.

Even though there is no strong evidence of the direct relationship of sales managers' control
behaviors and anticipated behavioral responses, the results raise the question of potential indirect
effects, as the persona perceptions of role conflict and role ambiguity played an important part in

explaining these behaviors.
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7 DISCUSSION

This fina chapter discusses the findings of the empirical assessment of the present study. The
first section focuses on the contributions of the dissertation, and the second on the research and
managerial implications. Finally, the third section deals with the limitations of the study and

suggests future research avenues.

7.1 CONTRIBUTIONS

It was mentioned in the introductory chapter that the aim of the dissertation was to contribute to

the literature on marketing and sal es management control by:

1. providing insights for appropriate conceptudization of sales management control system
at the field sales management level;

2. increasing our understanding of how field sales managers control activities are perceived
by salespeople;

3. empiricaly assessing the impact of manager's exercised control on salespersons
psychological and behavioral responses;

The contributions are discussed in detail in the following sections in terms of their theoretical,
methodological and empirical aspects.

7.1.1 Theoretica contribution

The main theoretical contribution of the present dissertation is the adoption of a multilevel
perspective on theory development in the context of sales management control systems. First, it
was acknowledged that studying the effect of field sales management control on salespeopleis a
phenomenon that involves two interrelated levels of analysis. The literature review revealed that
previous research (see Appendix 1) is rife with controversy about whether one should measure
control systems on the executive level, or concentrate on salespersons’ perceptions of exercised

control. Consequently, the marketing and sales management theory has been developed without
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any clear specification of the levels of the different conceptualizations, which in turn has led to a
situation in which it is difficult to make generaizations about the consequences of exercised
control. According to Baldauf, Cravens, and Piercy’s (2005) synthesis of the relevant literature,
there has been a need to revise conceptualizations of control systems, and this dissertation has
taken a promising step forward by developing a multilevel framework for studying the
salesperson consequences of field sades management control. It was proposed that the sales
management control system at the field sales manager and salesperson levels should be
conceptualized using more detailed dimensions than the past research has done. This
conceptualization was a so supported in the empirical assessment. The framework and conceptual
model developed in the present dissertation also proposed that the congruence between field sales
manager’s exercised control and salespersons’ perceptions of it should be assessed.

For the first time in the sales management control system research this kind of assessment was
performed explicitly. The results of this assessment showed that the control systems are in deed
to some extent perceived homogenously by the saespeople, and the homogeneity of perceptions
was greater in performance contingent rewarding and capability control dimensions. These were
also the control dimensions, where the congruence between manager’'s exercised control and
salespersons’  perceptions was highest. The perceptua homogeneity was lower for close
supervision, output evaluation and cost control dimensions, and also the level of congruence
between exercised and perceived control was lower (in fact there was no evidence of this
congruence in the case of output evaluation). These differences in the level of congruence
between exercised and perceived control could be due to different aims of control. Darmon
(1998) distinguished different control purposes. dashboard (obtaining information to guide
decision-making) and control levers (influencing the behavior of the sales force). It seems
reasonable to expect that performance contingent rewarding and capability control dimensions
are aiming at influencing behaviors of salespeople, and output evaluation and cost control
dimensions are used for obtaining information about the way the organization is heading.
Closeness of supervision may fall into either of these control categories, or additionally it may be
a reflection of leadership style, which is adapted for each manager-salesperson dyad (i.e. are
determined by interpersonal factors, see DelVecchio, 1996).
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The difference between dashboard controls and control levers was observed aso when
combinations of control (i.e. control system types) were dedt with. The study identified a new
classification of systems of marketing and sales management control, based on their control
philosophy. The results of this dissertation give reason to posit that the control purpose should be
part of the conceptualization: cost control and objective outcome-evaluation controls seem to
belong to the dashboard type, which are not clearly communicated to individual salespeople,

whereas the other dimensions could be seen more as control levers.

One additional issue that emerges from the results of empirical assessment, is that even in case of
control levers, only a proportion of organization-level variance was predicted by the manager's
exercised control, leaving significant proportion of this variance unexplained. It is suggested that
this may be due to socia influence, meaning that salespersons under same controls form
collective perceptions of exercised control. This means that sales management control theory

could benefit from taking insights from theories of social influence in social psychology.

The framework proposed here aso suggested that the exercised control and salespersons
responses to it should be studied with two-level data, where controls are measured at manager-
level and responses at salesperson-level, and controlling for individua differences. Adoption of
this approach to studying the effect of controls on salesperson consequences revealed that the
relationship between controls and its anticipated consequences is relatively weak. For example,
there was no evidence of the relationship between control system and motivation. There was,
however, some weak evidence of the control system’s effect on perceptions of role conflict and
role ambiguity. The propositions concerning anticipated behavioral consegquences of control were
not strongly supported either. Based on this finding, the results on the consequences of control
obtained in the past studies using single-level data should be interpreted with care. Individua
differences, such as perceived locus of control, seem to be strong influencer on motivation and
role perceptions. It is possible that locus internals also perceive the control system more
favorably, and consequently the relaionship between perceived control and salesperson

consequences becomes overestimated.
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7.1.2 Empirical contribution

The empirical contributions of the present dissertation are two-fold. First, the study is among the
first to use cross-level data in assessing the consegquences of marketing and sales management
control systems. The data was collected on both the field-sales-manager and the salesperson
level, and the cross-level hypotheses were tested in the analyses. So far, research on marketing
and sales management control systems has mainly been based on single-level data (see Appendix
1), which facilitates investigation of either

1. therelationship between the control used and perceptions or anticipations of its
consequences, or

2. therelaionship between perceptions of control and its consequences.

The present study is among the first studies which empirically assess the congruence between
exercised control and salesperson perceptions of it. Similarly, it is among the first studies which
assess the effect of self-reported exercised control on self-reported psychological and behavioral
consequences.

Secondly, the study has a strict focus only on the company’s own sales force and only on field
sales: the samples used in previous studies have mainly been a mix of company sales forces and
manufacturers’ representatives or sales and marketing professionals. Even though some
researchers claim that the same theory is valid for marketing and sales control systems (e.g.,
Baldauf et al., 2005), there is some empirical evidence suggesting that employee responses to
control depend on where the salespersons are located (Challagalla, Shervani, and Huber, 1997).

7.1.3 Methodological contributions

The methodological contributions of the present dissertation lie in the adoption of multilevel
methodology, namely hierarchical linear modeling (Bryk and Raudenbush, 1992). While some
researchers have taken steps towards recognizing the level aspects of the control-system concept
(e.g., Babakus et a. 1996), previous studies have, at best, tested the same conceptua models at

different levels of analysis. However, the adoption of multilevel methodology alows the
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examination of cross-level relationships. In practice this means that one can empirically assess
whether the variance in the salesperson variables (e.g., motivation, customer-oriented selling)
occurs between individuals within organizations or between organizations. Obtaining this kind of
information reveals the real nature of the variables, opens up new avenues for research, and offers
new implications for the findings. This type of new knowledge can be especidly useful for

managers, as both manager and salesperson-levels can be studied simultaneously.

1.2 IMPLICATIONS

The implications of the study fall into two categories, research implications and managerial

implications. These are discussed separately in the following sub-sections.

7.2.1 Research Implications

This dissertation is based on a multilevel view of the organization, and the results obtained in the
empirical assessment support the central assertion that systems of field sales management control
should be conceptualized differently at different levels of anaysis. Thus, there is a need to
specify the concept of such systems on each analytical level, based on appropriate theories. It is
asserted that when dealing with tactical and operational level decisions of control, one should use
control system conceptualizations that are more detailed than in the past studies.

Moreover, the distinction between control and motivation is not clear in the sales management
control system literature. While some manageriad activities aim a control over the
implementation of selected paths of development (dashboard controls) and others aim at
influencing the behaviors of salespeople (control levers), the relationship between these two
types, and their joint effects on the sales force, are till unclear. The findings of the present
dissertation suggest that performance contingent rewarding and capability control are control
levers, whereas cost control and output evaluation are dashboard controls. Notable is, however,
that both control levers and dashboard controls are related to salesperson consegquences. The

future studies focusing of sales management controls should try to take this issue into
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consideration. In addition, it is notable that only a proportion of the organization-level variance of
perceptions of control could be explained with managers exercised control. Thus, significant
proportion of the variance in control perceptions that was due to differences between
organizations was left unexplained. One promising research avenue would be to examine the
socid influence of control perceptions. A research started from classical experiment of
conformity by Solomon Asch in the field of social psychology (for a meta-analysis of 125 studies
see Bond, 2005), has revealed that people change their perceptions so that their perceptions will
be in line with others. It is likely that salespeople under same control system form a shared
perception of the exercised control.

All in al, the empirica assessment of the present study revealed that the evidence of relationship
between exercised control and salesperson consequences seems to be weaker when multi-level
datais used. Major part of the variance in focal variables was due to individua differences, and
clearly smaller proportion of tota variance was due to differences between organizations. This
means that using single-level data (i.e. exercised control and perceptions of responses, or

perceptions of control and self-reported responses) the effects may be overestimated.

The empirical analyses conducted in this study confirm the need for a multilevel and cross-level
approach, and consequently raise a call for more multilevel research on the phenomenon of
interest. First, the results should be vaidated in future studies using different samples within the
same population as well as in other contexts. Secondly, the relationships between strategic-level
and tactical/operational-level concepts of control should be studied. Thirdly, the structura control
mechanisms, which were the focus of this dissertation, should be considered alongside socia
controls (e.g., Jaworski, 1988; Ouchi, 1979) in future multilevel specifications of sales control.
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7.2.2 Managerial Implications

The results of this study indicated that some of the exercised controls are more accurately
perceived by the salespeople than other controls. It is asserted that this finding is due to different
purposes of these controls. Darmon (1998) has labeled controls with different purposes as control
levers and dashboard control. Control levers (e.g. use of performance contingent rewards, and
capability control) are aiming at influencing the salespersons’ behaviors and dashboard controls
(e.g. cost control and output evaluation) are used for obtaining information for manager. Notable
is, that despite the purposes of control there was evidence of the effects of control on
salespersons’ consequences. In practice this means, that when managers are designing their
control systems, the psychological and behavioral effects of so called dashboard controls should
be considered with care. The nature of these effects is not yet known, but this study provided
some evidence of the decreasing effect of cost control on perceived role ambiguity, and

decreasing effect of output evaluation on customer-oriented behaviors.

It should also be noted that at best managers self-reported behaviors accounted for less than 60 %
of within organization variance in perceptions of control. In other words, significant proportions
of the control perceptions that are homogenous within the organization are determined by factors
other than exercised control. It is very likely that individual saespersons shape their control
perceptions due to socia influence, so that the control perceptions are similar within an
organization. Managerially this means that the control system should be stimulating and equa for
each salesperson, as the perceptions of control, both favorable and unfavorable, pass on among

the salespeople.

It was also found that pure reliance on outcome control seems to increase perceptions of role
conflict among salespeople, whereas exercising close supervision may help in reducing it. This
finding promotes the pivotal role of field sales managers in sales organizations. Moreover, all of
the studied outcome variables (except forms of extrinsic motivation and dysfunctional behaviors)

were to some extent determined by the differences between organizations, and only part of this
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organization effect was due to controls-in-use. It is likely that significant part of this unexplained

organization effect is due to field sales managers' |eadership abilities.

All in al, major part of the variance in studied consequence variables was due to differences
between individuas. the primary source for variance in these variables is due to individual-
specific differences. More specifically, over 60 % of the variance in all of the studied outcome
variables (both psychological and behavioral) was determined by individual-level differences.
The variance of motivation and dysfunctional behavior variables was entirely determined by
individua differences. This finding highlights the importance of recruiting and selecting the right
people to the sales force. According to the results obtained from this study, internally controlled
salespeople were expressing more integrated types of motivation and perceived less role conflict
and ambiguity. As selling is relatively independent work, internal locus of control (i.e. belief that
job outcomes are mainly dependent on own efforts) is naturdly an important characteristic.
Selection of the appropriate salespeople for the organizations helps in developing performance
oriented culture in the organization, which serves as a basis for clan type of control (see e.g.
Jaworski, 1988; Ouchi, 1979).

Even though no direct relationship between field sales management controls and salespersons’
adoption of less ethical, dysfunctional, or sales-oriented selling behaviors could be established,
managers should be aware of potential indirect relationships via role stress (conflict and
ambiguity) related to the use of controls. Perceptions of role conflict and role ambiguity were
positively related to less ethical and dysfunctional behaviors as well as to adopting a sales-
oriented selling process.

7.3 LIMITATIONS AND FUTURE RESEARCH

The results of this dissertation need to be validated in future research, since the study had its
limitations. These limitations are discussed in more detail in the following sub-sections, which

deal with theoretical issues, empirical issues, and methodological issues.
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7.3.1 Theoreticd issues

Even though the present dissertation made a considerable contribution in terms of revising the
concept of field sales management control systems, more research is needed. As mentioned in the
section on delimitations in the introductory chapter, the temporal dimension of control was left
out of the study, even though it is highly possible that it plays a role in determining the
consequences of exercised control. Moreover, this study did not assess, whether control is
exercised on the basis of team performance instead of individua performance. Even though this
study aimed at more detailed control conceptualization at the field sales management and
salesperson levels, the control is still rather vaguely defined.

In addition to the limitations related to the very concept of a control system, the consequences of
control are also likely to be more complex than modeled in this study. It is very likely that the
impact of the control system on salespersons' psychologicad and behaviora responses is
moderated by different personality (e.g., locus of control) and situational (e.g., competitive
intensity) factors. Such contingency hypotheses could be tested in future studies by using Means-

and-Slopes-as-Outcomes models.

7.3.2 Empirical issues

Even though the sampling design was prepared carefully and no evidence of non-response bias
was detected, the representativeness of the sample cannot be taken for granted, as the rate of non-
response was relatively high. While non-response rates in mail surveys often tend to be high, and
the rates in this study are comparable to those in other studies, the results should be validated

against other samples as well.

Moreover, while the sales organizations in the sample were selected randomly from the database,
the salespersons within them were not, which is a possible source of selection bias. It is possible
that sales managers select the best performing salespersons from their organizations for the study,
and therefore the sample of salespersons used this study was not representative. Thus, future
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studies adopting the multilevel framework developed in the present dissertation should use a

random two-stage sampling plan.

7.3.3 Methodological issues

The measures used for the outcome variables should be improved, as those used in the present
study did not always fulfill the requirements for AVE values: in practice this means that the latent
constructs measured on multiple-item scaes contained considerable amounts of error variance.
Thus, the validity of the measures used could be questioned, and researchers should put extra

effort into developing valid measuresin future studies.
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Anssi Tarkiainen

L appeenrannan teknillinen yliopisto
Kauppatieteiden osasto

PL 20

53851 Lappeenranta

puh. 05 621 6985
anssi.tarkiainen@I ut.fi

KYSELYLOMAKKEEN SAATTEEKS

Arvoisa vastaanottaja,

kimukseeni.

Tutkimuksessani pyrin selvittéméaédn myyntijohdon kayttdmien palkkaus- ja valvontamenetel-
mien vaikutusta kenttémyyntihenkildiden motivaatioon ja kayttdytymiseen, ja sitd kautta
Aston Universityn (UK), Loughborough Universityn (UK) ja Lappeenrannan teknillisen yli-
opiston vailla

Taman kirjeen liitteend olen lahettanyt yhden myynnin esimiehelle osoitetun kysymyslomak-
keen, sekd 5 myyntihenkil6ille osoitettua lomaketta. Jokaiselle lomakkeelle on myds oma pa-
lautuskuorensa, jonka postimaksu on jo maksettu. Olkaa hyva ja tayttakaa itse myynnin esi-
miehelle tarkoitettu lomake ja antakaa myyntihenkil6ille osoitetut lomakkeet palautuskuori-
neen alaisillenne taytettavaksi.

Vakuutan Teille, ettd vastaukset kasitell&an luottamuksellisesti, ja etté yhtdan henkil 6a tai yri-
tysta el voida saaduista tuloksista tunnistaa. Lomakkeiden kansisivulla oleva lomakenumero
on vain sita varten, etta voimme analyyseissdmme yhdistéé samasta yrityksesta tulleet vasta-
ukset.

Toimitan jokaiselle osallistuvalle yritykselle tiivistelméan tutkimuksen tuloksista. Jos haluatte
vastaanottaa tiivistelman tuloksista tai valttya uusintapostitukselta, olkaa hyva ja liittdkaa
kayntikorttinne tai yhteystietonne vastauksenne mukaan. Jos Teill& on jotain kysyttévéa tai
kommentoitavaa lomakkeesta, voitte ottaa minuun yhteytta.

Lomakkeen tayttamisessi kulunee aikaa noin 20-60 minuuttia. Olisin erittéin kiitollinen jos

Teiltd ja daisiltanne 16ytyis aikaa lomakkeen tayttdmiseen. Apunne on erittain térkeda véi-
toskirjatutkimukseni loppuunsaattamisessa. Kiitos gjastanne jo néin etukéateen.

Y stavéllisin terveisin,

Anssi Tarkiainen

Y hteystietonne olen saanut yliopistolle ostetusta Kompass -tietokannasta



PALKKAUS- JA VALVONTAMENETELMIEN VAIKUTUS
KENTTAMYYNTIHENKILOSTON KAYTTAYTYMISEEN
JA SUORITUSTASOON

EKYSELYLOMAKE MYYNNIN ESIMIEHILLE

Lomakkeen kysymyksiin ei ole olemassa oikeita tai vidrii vastauksia.
Olemme kiinnostuneita vain teidin mielipiteistinne ja nikemyksistinne.

Saadut vastaukset kisitellidin lnottamulksellisesti.
Lomake
Yhteystiedot:
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054 1: TE JA MYYNTIHENEILOSTONNE
Kuinka monta henkilod en myyyntitinussénne? .
Kuinka moni néistd myyntihenkilosti on -wri‘raxm-xml.halkﬂo
Eninka moni tydckentelee puhelimuymtitya
Eainka moni tyiickentelss nmumlaisissa nyyntiteh?
Kuinka monta prosenttia n..‘.wnuha:l.ll::stmlanne saa pe].ka'staa.u kiintess pa]kl:’ia
Kninka monta prosenttia myynrihenkilstistinme on pallatm pelkilla provisiolla?.
Kuinka monta prosenttia nuyymtihenkildstéstinne saa ]:ﬁ]l:l\aa ]aI\a on vhdistelmd provisiosta
ja kiintedsts palkasta?. .. i ! %
Jos kvtitte \'hd.htelmapﬁ]ﬂ.a
on provisiona maksettu?. .
Euinka swarella osalla nryy

Tarkedisi: Olkaa hyvi ja vastatkaa loppm]u.u kysymyksistd vain fren osalta, gf muiden nyvintihenki-
Tgiden (kuten esimerkiksi pubelinmyvjien). Jos Teilli ei ole kenttéimyvntihenkalaiti. olkaz hyvi ja palauttakaa tims
lomake. jotta voimme tilastoida sen.

Seuraavat kysymvkset pyrkivit selvittimiin, nuten oh]a.ane kenttahenkildst@imne. Kysymyksin 21 ole olemassa otkeita tar
vadrid vastauksia, clenmme kiinnosnmeita vam siita, missa méfrin kiyeate er menetelmid myynnin esmuchend.

Olkaa hyvi ja ilmoittakaa, missi miirin olette samaa mielti seuraavien viittimien kanssa. Merlithkii vastauksenne

ympyroimilli sopivin vaihtoehto.

Vahvast En samaa Wahvasti
Tiimini kenttimyvntihenkilat uzein: er1 mueltd enki en nuelti samaa nuelti
Suorittavat tehtavia, jotka heidin neielestdan mulizi tehda roisim 1 2 3 4 3
Ovat nsem vailla hetlle ammettwen tehtdvien immelliszen sucrittaniseen
farvittavia resursseja 1 2 3 4 5
Joutuvat rikkomaan s8intd)d tal tommtapenaatieita vordakseen sumitaa
heille annetut teltévt 1 2 3 4 5
Tyiskentelevat kahden tai useanuman ryhmin kanssa. joilla en erilaiset
toimintatavat 1 2 3 4 5
Sagvat nistirntaisia toimeksiantopa kahdelta tan useammalta henkilalta 1 2 3 4 B
Jeutuvat tekeméin asioita. jotka joku voi hyvaksya, nmtta joku toinen e1 1 2 3 4 5
Joutuvat ottamaan vastaan tehtivii lman nittivia resursseja Ja materiaaleja
miiden loppuum saattamiseksi 1 2 3 4 5
Tyiskentelevat tarpeettomien asiolden panssa 1 2 3 4 5
Jozsam Enittam
Missii midirin Te: IMEiTm paljon
Wietdtte atkaa kentilld noynithenkilGidenne kanssa 1 2 3 4 5
Teette vhteind nmynhkEmne)d myvynthenkildstéone kanssa 1 2 3 4 5
Kaytte saanndllisest lapi myyntihenkildiden asizkaskayntiraportit 1 2 3 4 5
Walvotte myyntihenkilitrenme paivittaisia akbvitestteja 1 2 3 4 3
Tarkkailette nryymnhenkildiden suormoumusta kentalld 1 2 3 4 5
Senraatte tarkazt myynnhenkildiden kulunled 1 2 3 4 5
Kimnitérte huomicta nmvinthenkildiden matkojen mé#riin 1 2 3 i 5
Enmtim Jossam Enittam

Missi miirin Te: vahin mEirm paljon
Kimnitérte huomicta myyntimiesten asiakkailleen myontimim maksuehtoi-

I 1 2 3 4 5
Rohkaizetts myynthenkilfitinne kasvattamaan nvyniidin palkissemalla
heitd saavatuksistaan 1 2z 3 4 5
Oszallistutte aknrvizesh nyyynthenlal@iden tydvalrenmuksesn 1 2 3 4 B
Kayritte siannollizesh sbkes myynthenlaléidenne valeentanuzseen 1 2 3 4 5
Kegkustelette suoniusten amiomusesta novyutihenkiloittenne kanssa 1 z 3 4 5
Autatte novyntihenkilfitinne kehittim@sn tamojaan 1 2 3 4 5
Arnaitte nyyyntthenkiléidenne noyymtikévnhen neiarai 1 2 3 4 H
Arqortte lamkm noywvnithenkilon saavuttamas osuutta tinmm nyyynmnin kat-
feesta 1 2 3 4 5
Arnaitte lnmkm noyvnnhenlkalon nryyvnbimlokaia 1 2 3 4 3
Arvioitte nyyyntthenkiléiden tekenuen mywntesitysten lastua 1 2 3 4 5
Arvaortte nyyynfihenkildiden ammarillista kehitzia 1 ] 3 4 H
Amnatte palautetta mywmtithenkilin sucntuksesta s3améllisesn 1 2 3 4 5




Jossain Entiin

Missi méiirin Te: méinn paljon
Palkitsette nryyntihenkildid heidin nyynityén laadm perusteslla 1 2 3 4 5
Eaytatte kammustepalkkaa padmenetelndng mywntihenkilaiden motivoin-

sessa 1 2 3 4 5
Falkitzette myyntihenkileitd heidin myynimaaransd (ko) perusieella 1 2 3 L] 5
Palkitsette noyyntihenkiléitd nyvntimlosten pemsteslla 1 2 3 4 3
Kaytitte nunta kum rahallisia kammusterta nyvntihenkildiden saavutusten

palkitsenuseen 1 2 3 4 5
Teette kannustepalkkiopaztdkset nynmtihenkilén tekemin nyymnm perns-

teella 1 2 3 4 5

Ollkaa hyvi ja ilmoittakaa kninka tirkedini uskotte Teidin esimiestenne pitivin seuraavia asicita arvicidessaan Teidin
suorintumistanne myyntipéillildina.

Ei lamkaan Melko Emnittam

tirkema tirkemi tirkem3
Myyntthenkiléidean panindizet aktvitestit 1 2 3 4 5
Myyntihenkiléiden papentéiden laat (esimn. raportit) 1 2 3 4 5
Myyntihenkiléiden tuotetietous 1 2 3 4 3
Myyntihenkiliden kulutilien tila 1 2 3 4 B
Myyntthenkiléiden asiakaspalvelu 1 2 3 4 5
Myyntibenkiléiden tekemien nryyntikévntien maara 1 2 3 4 5
Myyntihenkiléiden sasvuttama osuus kattessta 1 2 3 4 3
Myyntihenkildiden myyyntinlokset 1 2 3 4 H
Myyntihenkiléiden nyyyntiesitysten laatu 1 2 3 4 3
Myyothenkildiden ammanllmen kehimyvs 1 2 3 4 5
Myyntthenkildiden saavuttama myvyntrvolyvyo (Thm) 1 2 3 4 H
Myyntihenkildiden saavuttama myyonin € -neifrd 1 2 3 4 H

Olkkaa hyvii ja ilmeittakaa, missd méirin olette snmaa mielti sewraavien viittimien kanssa.

Vahvast En samaa Vahvast
erl enka samaa
nuelti erl muelti nuelta

Trtyksemme vlin johto on antamut voumartds, etE epdesttistd myyntkayttay-
fymusts el mi nmessd hyviksyta 1 2 3 4 5
Trityvksessimme on nuodelliset, karjalliset eettiset pelisinmot 1 2 3 4 5
Jos yrityksemme nyyyntihenkilén havaitaan syyllistyneen epaesttiseen kiy-
tikseen, joka on tucttanut pddasiassa yrifykselle hyotya, hint nubdellaan
valittémast 1 2 3 4 5
Yrityksemme vaatu ankarasti esttisten pelisdintdjen noudattanmsta 1 2 3 4 5
Jos ymtvksenune nyvynithenkilén havaitaan syvlhistyneen epieettiseen kiy-
tokseen, joka on tuottanut pddasiassa hinells henfrlghohtaista hydtyd, hintd
mubdellazan vilittdmEst 1 2 3 4 5
Vritvksellanme menetelvtavat perustuvat eetiiseen tolmintazn 1 2 3 4 5
Yritviisemme vaati ankarasti eettisten menettelviapojen nondatanista 1 2 3 4 H

Olkaa hyvi ilmeittakaa, missi midrin kenttimyyntihenkiléstinne palldtio riippun senraavista asioista tifmitasolla.

Myvutihenkildiden palkitseminen riippuu: Ei vIutdam (028).....cccviianimnanennnnn. Erittiin paljon (100%)
Timm tekenuen myyoikivntien méirista 1 1 2 3 4 5 [ 7 8§ 9
Timm myyonin tuenssta katteesta 0 1 2 3 4 5 [ 7 8 9
Timm nryyntvelvymista (k) 0 1 ] 3 4 E [ 7 8§ 9
Tiimm myynnin arvosta 0 1 2 3 4 5 [ 7 8§ 9

Kuinka suun osa vintthenkilin kokenaispalkasta rippun timm suentusiileksista, elka
vhsilélhisistd niloksista? Y




OSA 2: MYYNTIHENKILOSTONNE TUNTEET JA KAYTTAYTYMINEN
Seuraavat kysymvkset koskevat myyntihenkil@stdanme. Kysymyksin ei ole clemassa otkeita tal vadni vastauksia, olemme
vain kimnostuneita nielipiteestinne siits, nitd uskotte myyntthenkil@ttenme nntevan ja ajattelevan tydstiin, seki miten he
sund kavitaytyvat,

Yleisesti, myyntihenkilistini tekee yhteistydti keskenfin: Enmém Jossam Erittiin
wvahin MAEArn paljon
Parantazkseen myyntiteknikkasnsa 1 2 3 4 5
Tukemalla toisiaan nryyntiestysten alkana 1 2 3 4 H
Huolehtimalla tyStovereidensa anakkaista silld atkaa kun ndma ovat
poissa 1 2 3 4 5
Anttamalla toisiaan paperitdiden kisittelyssd tarvittaessa 1 2 3 4 5
Antamalla toisilleen palautetta sucrinuksen parantaniseksi 1 2 3 4 5
Ezsittelemalla tydtoversidensa asiakkaiden valitakset, kun nama ovat
poissa 1 2 3 4 5
Anftamalla toisiaan asiakasdatan kerdifmisessa ja tallettanusessa 1 2 3 4 5
Jakamalla keskendn tietoa klpailijoista 1 2 3 4 5
Jakamalla keskenaén tietoa tusteominaisuuksista 1 2 3 4 5
Jakamalla keskenddn tietoa potentiaalisista asiakkaista 1 2 3 4 H
Jakamalla keskendn tietoa mykyisistd asiakkaista 1 2 3 4 B
Olkaa hyvi ja ilmeittakaa myyntitiminne tyvpillinen suoritusta- Twvypillisest Tyypillisest Tyypillisesti
50 seuraavissa asioissa huono keskitasoa ETINOMAMEN
Myyntipalkkio 1 2 3 4 5
Myvyntipalkkion kasvams (viimeiset § kk) 1 2 3 4 3
Bruttovoitto 1 2 3 4 5
Mytyjen otterden mézrs 1 2 3 4 5
Papenitéiden tarkkus 1 2 3 4 5
Ajankivion hallmta 1 2 3 4 5
Asiakas estftelyt 1 2 3 4 5
Hintaneuvottelut 1 2 3 4 3
Mryntiteknukat 1 2 3 4 5
Olkaa hyvi ilncittakaa, missi miiirin olette samaa mielti viittimien Vahvast En samaa Vahvasa
kanssa, erl enka samaa
mieltd erl muelti nuelta
Ihmtihenkiléistin lnultavast usem tmbm silta, etd mind pamestan heita 1 2 3 4 s
Myymtihenkiléistini Inultavast usem tumtm silta, ettd he ovat jathuvan tark-
kathuni alaisena 1 2 3 4 5
Ynitdn pitid myntthenkilém kireismé 1 2 3 4 5
Usem subdantest vatkeuttavat nyymtitiommm suorunmnusta 1 2 3 4 5
Luon myyntithenkiléillem paljon sucrituspaineita 1 2 3 4 5
Maan talouden tila tekee nyyyntthenkiloittent toiminnan vaikeakst 1 2 3 4 5
Ihmtbenkiléillin on todennikénsest e, etd mmé “lovitEan heitd” 1 2 3 4 5
Myyntihenkiléideni on vaikea saada atkaan myvntinuloksia @l toinualalla 1 2 3 4 5
Myymtihenkilét tedennakaisest ovat sith mielts, etta talld yripksells on me-
nossa "huono kausi™ 1 2 3 4 5
Myyntibenkiléstdm hmltavasts tntevat olevansa pameen alla, koska tilla
alalla on rankkaa 1 2 3 4 5
Teen mywntihenkildstdllem selviksi sen, ettd jos he ervt onmstu, heidin
fyiinsd on vaakalandalla 1 2 3 4 5
Olen siti mielt ettd: WVahvastt En samaa Vahwasti
erl enkd ert mmeltd samaa
mieltd nueltd
MyyntihenkilGittern moraahkasitykset ovat korkeaa tasoa 1 2 3 4 5 6 7
TMyyntihenkilaillent olisl harminzsta kivtta3d epdestiisia nvyntiteknikoita 1 2 3 4 5 6 7
Myymtihenkilénd kavttavtyvit todennakdisest joskus epaesttizest 1 2 3 4 5 b 7
Myyntthenkiltm ovat pohyimmultaan enttiin eettisid 1 2 3 4 s 6 7
Myyntthenkilénd todenmakaisesti kayttaisivat epaesttisii myyntimenstelmii
jos heidin olisi pakko 1 2 3 4 5 fi 7
Etukka 21 ole kovinkaan merkittavis myvyntthenkal&illem 1 2 3 4 5 6 7




Seuraavissa tilanneluvauksissa on piiiosassa myyntimies nimelti Pelika, Ollaa hyvi ja kuvitelleaa, etti Peldia on tyy-
pillinen yrityksessinne tydskentelevii myyntitiiminne jisen. Olkaa hyvi ja:
(a) Tukekan seuraavat tilannekuvaulset j ja vastatliaa miten nskoisitte Pekan Kiyttiytyvin vastaavassa tilante 5.

(b} arvicikaa tilannekuvauksen tapausta cheisen asteikon avulla. Niihin kohtiin ei ole olemassa oikeita tai v
vastauksia, olemme kiinnostuneita vain Teidin miclipiteestinne ja nikemvk:

Pekalla on yksi ostaja. josta hén erstyisesti pitad. Heidin vaimonsa ovat miyds ystivid ja heidan lapsensa kiiyvit sa-
maa koulva. Peldea harkitsee tulisiko hinen antaa talle ostajalle erityishinta ja -tormtus, jollaista hin ei antaisi nuille

astakdmilleen

(a) Kuinka md;enu:d\mse-m Pelka pifitvy antamaan eritvisen hinnan ja toimitulsen?

Malko 22 oo elka Seon B o Seon o:l.e:u:z Enttain Melko Aivan
- | mabkdolis- | mabdelis- Eyvin rodea; Vamast vamast
cakidsasi [+ -] maakdallis- Loises
0 1 2 3 4 [ T ] 9 10
(b) Arvicikaa flannetta seuraavien vaittimien avulla. e En samaa Téysin
eri nueltd enki ert nmelti 3amaa mueltd
Teosta atheutuva kokonairvahmko on enttim mem 1 1 3 4 5 [ 7 8 Ll
Useimmmat thimiset olisivat sitd misltd, ettd kysemnen teko
on viinn 1 2 3 4 5 ] 7 8 9
Todennikoisyys. ettd teosta atheunm vahmbkoa, on pien 1 2 3 4 H [ T ] 9
Teosta e1 athendu mielestam mutdan vahmkoa [Etuleval-
sundessa 1 2 3 4 5 [ 7 8 9
Jos Pelika on kysersen asiakkaan henkildkehtainen ystava,
teko on nuelestini vairm i 2 3 4 3 6 7 8 9
Teosta athenmva vahmko kohdistun vam harveihin henla-
1gihin 1 2 3 4 5 [} 7 8 9

nryymsta.

Pekda myy useta toinistokoneita pienelle palveluyntykselle. Kyseinen yritys on valous cstamaan huppulaatea ole-
via koneita, vaikia Pelan mielestd yritykselld ei ole minkdaniaista tarvetta kaildlle lisdvarustedille. vaan se hy&tyisi
enemmiin halvemmasta mallista. Peldo harlatsee tulisiko hinen jattad timd kertomatta ja jatkaa kalliden koneiden

(a)} Kuinka mdennn]\msem Pelika lﬂﬂ\ﬂﬂ kaupantekoa kertomatta asiaklaalle mielipidett:

Taysin Melko 5z po elkd Se oo Seon Seon Todennd- Melko Aivan
epdtodan- epdipden- | mahdolis- | mabdolbs- melko Eryvin kdisest Tamast vamast
rikdisasd nikaizest ta ] makdolis- | makdolis-

-] fa
0 1 2 3 4 5 ] 7 8 9 10

(b) Arvicikaa tilannetta seuraavien viittimien avulla. | Taysin En samaa Tiysin

el mieltd enkd ern mmeltd samaa mieltd
Teosta atheutuva rokonaisvalunko on erittim prem 1 2 3 4 B [ 7 8 9
Usemmmat thimset olisivat sitd misltd, ettd kyseinen teko
on vAfnn 1 2 3 4 3 i 7 8 9
Todennikaisyys, ettd teosta atheunm vahmkoa, on pieni 1 2 3 4 5 1] 7 8 9
Teosta e1 athendu mielestim mitdin vahmkoa J#nndeva-
sundessa 1 2 3 4 3 1] 7 8 9
Jos Pekka on kysersen asiakkaan henkalakohtainen ysta-
v, teko on melestam viinn 1 1 3 4 B [} 7 3 2
Teosta atheutuva vahmbko kohdistu vam harvethin hen-
kilgihin 1 2 3 4 5 1 7 8 9




Pekan esimmes vitheellisesti uskoo, ettd Pelda ansattsee kitosta suuren asiaklaan hankdamisesta. ja on sibsi ylistamyt
Pekiaa henkilokohtaisesti tistd. Tosiasiassa kutos kuulow uraansa aloittelevalle myyjille, joka on jo labtenyt Pekan
vritvksestd. Pekda nuettii tulisiko hinen oftaa kittokset itselleen, vAdrmkdsitvksen korjaanisen asemesta.

(ﬁ) Kuinka mdenn:l]\msesu Pelka péfittiid ottaa kiitokset itselleen?
e

Malko Se oo ebka Sean Seon Seon Todenna- Emtain Mo Aivan
ep'a. fem- epitoden- | mehdells- | mehdells- melko kyvin kdizesd todennd- varmasti Tarmazd
rakeisesi nakitsest nakdisests =1 -1 mehdollis- | mahdolls- koises

2 2
0 1 1 3 4 5 6 7 8 9 10
(b) Arvicikaa tapausta searaavien viittimien avulla. | Tdysm En samaa Taysin
erl mielts enk3 en mieltd samaa muelti
Teosta athenuva kokonaisvahmko on eriitm prem 1 2 3 4 5 1] 7 8 9
Usermmat thiniset olisivat sitf mielts, ettd kyssinen teko
on vifnn 1 2 3 4 5 ] 7 8 9
Todennikdisyys, etfa teosta atheunm vahikoa, on pieni 1 2 3 4 5 [ 7 § 9

Teosta el athendu muelestim mitizn vahmkoa lintileva-

andessa 1 2 3 4 s 6 7 8 9
Jos Pekka on ldhteneen nyyntthenkilén henlalgkohtamen

yativi, teko on mielesting vasrm 1 2 3 4 5 6 7 § 9
Teosta atheutuva vahmko kohdistun vam harveihin hen-

kilgihin 1 2 3 4 5 & 7 8 9

Pelan pomeo pitid menettelytapojen raportointia seld suuria ooyvyntkayntimédnd erttiin tirkeind. Pelda ed ole onnis-
tunut vakuuttamasn pomoaan siitd. ettd hin on teholkdaampr tehdessdiin harvempia, mutta paremmin suunnattuya
kavntejd. Pekka pohti tulisiko hinen mmellyttdd pomoaan livcittelemalla tekenvensd myyntikiyntien madrai.

(a) Rann Iodemnk zestl Peldia liioittelee tekemien myvntikivatien mafirii pomolleen?

Malko Se on ehkd Seon Seon Seon Todenna- Erittain Malko Afvan
enitadan- mahdellis- | mehdollis- melka hyvin kdtsest tadenna- varmasti varmast
nakaizest -] -1 mahdollis- | mahdollis- S
2 =
1] 1 2 3 4 5 [ T E] 9 10
(b) Arvicikaa tapausta senraavien viittimien avulla. | Tdysm En samaa Taysm
erl mieltd enki en nuel samaa mieltd
Teosta atheutuva rokonairvahmko on eritzm e 1 2 3 4 5 7 8 9
Usermmat thimset olisivat sitd mieltd, ettd kyseinen teko
on vairn 1 2 3 4 s 1] 7 & 9
Todennikfisyys. ettd teosta atheunn vahmkoa, on pien 1 2 3 4 5 [ 7 8 9
Teosta 1 athendn nuelestim mutiEn vahimkoa [dhindeval-
sumdessa 1 2 3 4 5 6 7 8 9
Jos Pekka on pomon henkilokohtamen ystéava, teke on
mielestim viinn 1 2 3 4 5 ] 7 8 9
Teosta athenruva vehmbko kohdistm vam harvethin hen-
kilGihin 1 2 3 4 5 & 7 8 9

Pekla cn nevvottelemassa suuren tilavksen viimeisid ylsityiskohtia. Asiakas vaatii erddn pienen lisipalvelun saamis-
ta, jota Pelda el usko voivansa toteuttaa. Peldoa tietdd, ettd hin voi lyods kaupan huldeoon lupaamalla hisdpalvelun
nyt; tarpesn vaatiessa hiin voi mydhemmin syyttad yiatystd sutd ettet se pysty toimittamaan thtd isdpalvelua.

(ﬁ) Kuinka todenn:l]\msesu Pelka lupaa asiakkaalle kyseisen lisfipalvelun?

Malko Se oo ebka Seon Seon Seon Toderna- Enttain Malko Aivan
epitoden- | mahdelis- | mehdolls melko kyvin kdizesd todennd- VATmast Tarmast
rakiisesd nakilsest (=] 2 mahdellis- | mehdelbs- kdizest
=] L
0 1 1 3 4 5 [ 7 8 9 10
) Arvieikaa tapausta seuraavien viittimien avulla. | Taysin En samaa Taysin
eri mieltd enki en mieltd samaa nueltd
Teosta stheutuva kokonaisvahmko on et prem 1 2 3 4 5 [ 7 8 9
Usemmmat thriset olisivat sitf mielts, ettd kyseinen teko
on vifrn 1 2 3 4 5 ] 7 § 9
Todennikoisyys, ettd teosta atheuhm vahmkea, on piem 1 2 3 4 5 [ 7 8 9
Teosta el atheudn muelestim nutiEn vahmkoa [dntulevai-
amdessa 1 2 3 4 5 ] 7 8 9
Jos Pekka on kyseizen asiakkaan henkalokohtainen ysta-
v, teko on nmelestim vainn 1 2 3 4 5 6 7 8 9
Teosta atheutuva vehmko kohdistun vam harveihin hen-
kilgihin 1 2 3 4 5 & 7 8 9




indan tuocte, joka menee kuin kuyumille kaville. Han tietdd, ettd vor nyyda myds muita tuotelinjan
tuotteita varttdmalld asiaklmille, ettd “hittituote” pakataan vhieen toisen, vihemmén suositun, tuotteen kanssa. vaikda
tamad itse asiassa on bluffausta. Peldm miettss tulisiko hinen kivttas tatd strategiaa.

(a) LmuLn rndenunkmsesu Peltka kiivetiia titd strategiaa?

Malko Se on ehkd Seon Se on Seon Todernd- Erittain Malko Aivan
cpitoden- | mehdells- | mehdollis- melko kyvin keizest todsnza- varmast
nakoizest ta ta mehdellis- | mehdells- Ecizest

12 3

0 1 2 3 4 5 [i 7 E] 9 10

(b) Arvicikaa tapausta senraavien viittimien avulla. | Tasm En samaa Taysm
eri mielta enkd en mieltd samaa ruelti

Teosta atheutuva kokonaisvahinko on erittam pren 1 1 3 4 5 6 T § 9
Useimmat thmiset olisivat sitd misltd, ettd kyseinen teko
on vifnn 1 2 3 4 5 ] T § 0
Todenndkaisyys, ettd teosta atheunm vahmkoa, on p:em 1 2 3 4 5 [ T 8 9
Teosta el atheudu nuelestim mutdin vehnkos limnileva-
smdessa 1 2 3 4 5 ] 7 8 9
Jos Pekka on kyseizen asiakkaan henkilokohtainen yeta-
v, teko on nmelestini viE#nn 1 2 3 4 5 6 7 8 9
Teosta atheumuva vehmbko kohdisnm vam harveihin hen-
kildihin 1 2 3 4 5 ] 7 8 o

Pekka on subteellisen kokematon myynfimies, jolla on vaikeuksia tulla toimeen muelestifin riift8matdmin palkikansa
avulla. Silloin tallGin Peldka viekin vaimonsa ules syimaén ja laskuttaa yritystd, koska hiin ajatteles, ettd hin tekee
kovasti tditd ja siksi ansaitses yritvkseltd efuja.

(a)} Kuinka IDdEIlIL‘\]\DISTﬂ on etti Pelka telee niin?

T Malko Seon ahkd Seon Seon S8 on Todsnna- Eriftéin Malka Aivan
eperouzn cpatoden- | mehdellis- | mehdellis- melko kyvin keuzest todsnna- VATmAsL varmazt
rakgisest nakoisest ta -] mohdellis- | mehdells- kdizest

123 a3

0 1 2 3 4 5 [ 7 E] 9 10

(b} Arvicikaa tapausta senraavien viittimien avulla. | Tasm En samaa Taysm
erl nuelti enki erl mielti samaa nuelti

Teosta atheutuva kokonaisvahinko on erittam prem 1 2 3 4 5 [ 7 § 9
Useimmat thmiset olisivat sitd misltd, ettd kyeeinen teko
on viznn 1 3 4 5 6 7 8 b
Todenndlkfisvys, ettd teosta atheunm vahmkoa, on plem 1 2 3 4 5 [ 7 8 9
Teosta e1 athendn melestiim mitisn vahinkoa linnileva-
sumdessa 1 2 3 4 5 ] 7 8 9
Teosta atheumuva vehmko kohdisnn vam harveihin hen-
kilgihin 1 2 3 4 5 [ 7 8 9

Peltka nyi erdidlle suurista asiakkaistaan suuren erfin. joka tolmitettiin nodn kaksi vitkkoa sitten. Peltlea on junri hoo-
manmut, ettd toimitettu tavara olikin halvempaa ja alempiarvoista koin se, mitd asiakas ol tilanmat. Témén lisdksi
asialkiaalta jé tAmé toomituksen virhe hnomaamatta. Peldoa miefti tulssiko hinen jittds ilmodttamatta t8std tommats-
virheestd asiakkaalle.

(a) Kuinka rc-dennnkmsem Pelika jartdi ilmoittamatta virheesta?

Melko Sz on ehkad T Seon Seon Todenna- Entiain Mealko Aivan
3 epitodsn- | mabdellis- | mabdollis- malko Ty Koisest todarnd- Tarmast varmast
nikdisesd nikiizest nikdisest vl -1 mahdellis- | mahdedis- kddsead
1l
0 1 2 3 4 6 7 ] E] 10
(b) Arvicikaa tapausta seuraavien viittimien avulla. 5 En samaa Taysm
erl nueltd enkd el nueltd samaa nueltd
Teosta athentuva kokenaisvahnke on erittam pien 1 2 3 4 5 6 7 [ 9
Usermmat thiniset olisivat 51t miz[td, etfd kyseinen teko
on vAirn 1 2 3 4 5 [ 7 ] 9
Todennikfisyys, ettd teosta atheunm vahinkoa, on plen 1 2 3 4 5 ] 7 § 9
Teosta el athendn muelestim mitdin vehmkos lihnile-
vaisundessa 1 ] 3 4 5 [ 7 3 9
Jos Pekka on asiakkaan henkilskchtamen ystavd, teko on
mielestim vEirn 1 2 3 4 5 [ 7 8 0
Teosta athentuva vehmbo kohdisnm vam harvethin hen-
kilgihin 1 2 3 4 5 6 7 3 9




Pekan esimies painostaa tata hankdamaan erddn suuren asiakkaan, joka ei ole koskaan aikaisemmin tehnyt suusia
tilauksia Pekan firmalta. Pekdea on tehnyt useita lahestymisyrityksid, muotta ne ervit ole johtaneet milunkdan Pelda
on lnutenkin koullut, eftd ainoa tapa saada kyseinen asialmas, on tarjota firman ostajalle lahja. Pelkdea harlatsee lahjan
antamista kyseiselle ostajalle.

(a) Kuink isesti Pekka péittii antaa lahjan?

Taysin Melko 52 on ahka Szon Sean Todznni- Erittiin Malko Amwan
epatodan- epatoden- | mabdollis- | mabdolis- melko kaisesti odarna- VATIAS Varmast
ndkdisas nikdisest nl ] mahdolliz- kodsest

=

1] 1 2 k] 4 5 7 8 9 10

(b) Arvicikaa tapausta senraavien viiittimien avulla. | Tdysin En samaa Taysimn
erl mueltd enki erl nueltd samaa mueltd

Teosta siheutuva kokongisvahinko on eritt&m piem 1 2 3 4 B [ T 8 9
Usemnumat thniset olisivat sitd nueltd. ettd kyseinen teko
on vairn 1 2 3 4 5 1] 7 8 9
Todennikaisyys, ettd teosta alheunm vahinkea, on pien 1 2 3 4 5 6 7 8 9
Teosta e1 atheudnu nuelestin mitdin vehmkoa ldmtuleval-
suudessa 1 2 3 4 g 6 7 8 Q
Jos Pelika on asiakkaan henkildkohtamen ystvd, teko on
mielestin viinn 1 2 3 4 5 1] 7 8 9
Teosta athentuva vahmko kohdiztun vam harvothin hen-
kilgihin 1 2 3 4 5 6 7 8 9

Peldea on havainnut, ettd lioittelemalla asialdaan ongelmaa hén saattaa saada asialdaan tekemisn suuremman tila-
uksen. Pekka nuettu tulisiko hanen kivitdd titd strategiaa mryyntitySssain.

(a) _Kuinkﬂ Eodepu."kkiiisesﬁ Pelka liicittelee asialkaan ongelmaa?

aysn Melko 52 oo ehki B2 00 Seon Toderna- Ertftain Malo Aivam
epdtodan epitaden- mabdallis- | mabkdeliis- melko kaisesi radzrnd- varmiast varmast
ndkdizac nakdizest il 12 mahdolliz- kddsest
=3 i
1] 1 2 k] 4 B [ 7 8 9 10
(b) Arvicikaa tapausta seuraavien viittimien avulla. | Téysim En samaa Taysin
eri miglta enkd eri mieltd samaa mueltd
Teosta alheutuva kokonairvahmko on erittim pien 1 2 3 4 5 [ 7 8 9
Usenmmat thmiset olisivat 31t3 mieltd, etti kysemen teko
an virn 1 2 3 4 5 ] 7 8 9
Todenmikdisyys, ettd teosta atheunm vahmkoa, on plend 1 2 3 4 5 [ 7 E] 9
Teosta e1 athendn nuelestani mitdin vahinkoa Idhindevai-
suudessa 1 2 3 4 5 [ 7 8 9
Jos Pelka on asiakkaan henkalakohtamen ystEvd, teko on
mielestam vidinn 1 2 3 4 5 ] 7 8 9
Teosta atheutuva vehmko kehdiztum vam harveihin hen-
kilgihin 1 2 3 4 5 (1] 7 8 9

Peldea pohtii tulistko hinen oftaa korkeampi hinta sellaisilta ostajilta, joille héin tietdd olevansa ainoa tavarantoimitta-
ja. kuin niiltd, jotka kivitavat useita tavarantoimittajia.

(a) Kuinka todenniikgisesti Peldka telee niiin?”

Melko Se on ahka Szom Sean Saon Todzanna- Enittain Malko Afvan
enfnadan- mahdollis- katsast radarnd- vammast vamast
wikoisesti fa kcisest

1] 1 2 3 4 5 [ 7 E] 9 10
(b) Arvicikaa tapausta seuraavien viiittimien avulla. | Tiysm En samaa Taysm

erl mueltd enki el nueltd samaa nueltd

Teosta atheutuva kokonairvahmko on ertim pent 1 2 3 4 5 [ 7 ] 9
Usermmar fhnizet olisivat sit3 mieltd, ettd kyseinen teko
on vairn 2 3 4 5 1] 7 b 9
Todenmdk&isyys, ettd teosta atheutn vahinkoa, on piend 1 2 3 4 5 [ 7 8 9
Teosta 21 athendu nuelestim mitdin valunkoa lahindevar-
suudessa 1 2 3 4 5 1] 7 8 9
Jos Pekka on timén ostajan henlalékehtainen ystavi, teko
on nuielestdn vAirm 1 2 3 4 5 6 7 8 9
Teosta atheutuva vahmko kohdiztun vam harvothin hen-
kilgihin 1 2 3 4 5 1] 7 8 9




Dlkaa hyvi, ja ympyriikia sopivin vaihtoehto.

Myvntihenkildni todennikaisesti tuntevat, ettd: Vahvasti En samaa Vahvasti
eTl enki en mueltd 3AMIAA
miglta mielts
Jos he ervit sucriudu, on heidin tvipaikkansa vaarassa 1 2 3 4 5 [ T
Heidan elantonsa on suoraan sulitentefiu heldan suoriuksesnsa 1 1 3 4 5 6 7
Jos he tahtovat menestvd, heilld on itselldEn vastun sen toteuttamisesta 1 2 3 4 5 [ 7
He ovat valtavan suorinispaineen alaisina 1 2 3 4 5 [ 7
Alhamen sucnmstaso tarkoiftaa, et heidin tvdpakkansa on vhathma 1 2 3 4 5 [ 7
Heidan on saavitettava tavoltieet, voldakseen mtea olevansa turvallisessa
asemassa 1 2 3 4 5 6 7
Taveittest vorvat nousta, nmtta ne on silt saavatestava 1 2 3 4 5 6 T
Heid#n tvinsé on enftém paimeenalalsia 1 2 3 4 5 o 7
0SA 3: TOIMIALANNE
Ollkaa hvvi ja ilmoittalkaa, missi méfirin olette saman mielti seuraavien viittimien kanssa.
Vahvasti En samza Vahvasti
&1l enkd en mueltd SANIEA
mislta el
Toimialallamme on muodollise: eettiset pelisiEnnt 1 2 3 4 5
Sanoisin, ettd yleensa ottasn myvntihenkilot talla toimialalla ovat aika eettisid 1 2 3 4 5
On olemassa muodollinen valvontaelm, joka arvicl myyntkayttiviynusen
eettisyyttd talls toimialalla 1 - 3 4 5
Tommialanume on aika epaesttinen 1 2 3 4 5
Tommalamme settisten pehsdintdjen tottelemusta valvotaan tarkast 1 2 3 4 5
Témén alan myvntihenkilét valmennetaan tietorsiks alan eettisistd pelisifin-
ndista 1 2 3 4 5
Tilld alalla en omat epdmunodollizet mekamsnunsa, joilla varmustetaan myyn-
tihenkilduden esttinen kiyias 1 2 3 4 5
Jos myyyntihenkild jais kiinni epaeettisests kayitaytymisestd, siita seuraist
paljon ulkisnutta t3ll5 alalla 1 2 3 4 3
Myyntibenkildn tivtyy joskus ollz jekseenkm epdeettmen, jotta vol menestyd
114 alalla 1 2 3 4 5
Jos myvatihenkald kivttaviviel epdsettisesn tilld alalla, siitd saattzis koima
suurta vahmkoa yritykselle 1 2 3 4 5
WValwasti En samaa Vahvast
€Tl enki en nueltd sAlAd
mielta mielid
Toimialallamme kilpailn on enittam kiredd 1 1 3 4 5
Tommalallamme k&vdiin paljon “menekinedictanustaisteluita™ 1 2 3 4 H
Toimisipa jokin kilpailija alallamme miten tahansa, miin ot pystvvat nope-
asti samaan 1 2 3 4 5
Hintakalpailn on timén alan nomusmerkka 1 2 3 4 5
Toumialallamme kuules uusista kilpatlutomenpateistd ldhes joka parvd 1 2 3 4 3
Kilpailijamme ovat subteelhsen heitkkoja 1 2 3 4 5
WValwasti En samza Vahvast
€Tl enki e nmeltd Sanaa
mielta el
Asiakkaidenume markkmatietous on vahvaa 1 2 3 4 B
Asiakkazmme kvkenevit tmbmdin kauppashdoista 1 2 3 4 5
20% asiakkaistamme vastaa 80%a sta myynmistimme 1 2 3 4 5
Suuri osa asiakkaistamime voisi ostaa tuotteensa suoraan valnns 1 2 3 4 5
Walnustajan tuotemerkks &1 ole tirked ostoknteen tuotterllenime 1 2 3 4 5
Amakkaille unsien tavarantommuttaien etsimisen ja valitsenmsen kustanmikiset
ovat alhaisia 1 2 3 4 5
Tamén toimialan asiakkaat etvat pidi tarkeind detyn tomuttajan tuotemerkin
ostamista 1 2 3 4 H
Asakkaillamme on hyva kdsitys fuotteldennme meille koituvista kustanmuk-
slsta 1 2 3 4 5
Astakkallemme motteen laadun tirkeys osteknteering on alhamen 1 2 3 4 5




Missi midrin olette samaa mieltd seuraavien viittimien kanssa? Taym En samaa Tayzin
eT1 enkd el miel-  samaa
mieltd ta mieltd

Olen enftdn tyvivvamen myyntialusiden anakasmédrdin 1 3 3 4 5 6 7

Olen enittim fyviyvEmen myyntialuesillant tehtjen myvnikEmtien madiriin 1 2 3 4 6 7

Olen enftiin tyviyvEmen nryynhalueillam tarattavien tyGmathojen masrain 1 2 3 4 6 7

Olen erittéim tyyryvamen myyntalueident markkinapatentiaalim 1 2 3 4 5 6 7

Mielestam vritvlseni myyntthenkilaiden alueiden vaatima tyomaard on jakautumt tasapuoli-

sesti 2 3 4 5 6 7T

Olen enftdin tyyivvamen ylelsestt myyntialueiden smumnittelnm 1 2 3 4 5 6 7

Millaisia tuotteita tai palveluja vritylsenne myy? Olkaa hyvi ja rastittakaa sopivimmat vaihtoehdot.

Teollisumsmotiest -
Elmtarvikkest, juomat ja rupa.kat.. Rakenmustyd, rakennukset, maa. . ||
Tekstiiht ja vaattest. . e Kauppa-, hotelli- tai ravint .,lapalw_lut L
Puntavara j ja pmruﬂ.'teet. e Kuljetus tai varastointipalvelnt. ... L
Massa, papen ja paperimottest......... | | Kom.ml.aatlopﬁk‘elm.................... L
Kemukaalit ja kemialliset tuottest...... | | Liketoimuntapalvelut. . ||
Kumui- ja nmovituottest .| | f-riaatalou,pa"'elut..... L
Perusmetallit ja metallituotteet. ... || L
Koneet ja laittest . - L Vi ﬂmsnum.l:elut —
Sahkateknisst ruc-neet a apnset - Thtsiskumnalliset tai sosiaalisst palmlm. ” ||

laitteet. . . Henkilakohtaiset pal':e]u' S
Eulkuneuvot... N Muut palvelut.. N
Muu teollisuus. . | |

Maa- ja metséitaloustuotteet. . | |

Ealataloustuottest. . -

Mmeraalien kaiv 'uuru"'teet ]

Sahka, kaasu, ja vesi.... :

Miki on keskimiirdinen kertamyynnin arvo yrityksenne tuotteilla tai palveluilla? €

Kuinka monta kertamvyntii keskimiizrin myyntihenkilonne tekeviit vuodessa? n

kplmryntihenkild

0SA 4 TEITSE JA KASITYKSENNE ETIIKASTA
Olkaa hyvii ja ilmeittakaa, missi madrin olette samaa mielti seuraavien viittimien kanssa,

Taysin  Ensamaa Laysin
el enkd sAmaa
mielti  enimieltd  mieltd
Mik3 on eettisti, vahteles filanteesta ja vhieiststi toseen 1 12 3 4 5 6
Moraalikdsitykset pitisi nahda vEsilellisena: mta tomen pifad moraalisena vor toisen mielesta
olla moraalitonta 1 2 3 4 5 6 7
Erilaisia moraalikidsiyksid el voida pitad “oikeudenmmkaisuuden” magritteend 1 1 3 4 5 6 7
wsvimykset siitd mkd on eettistd JEEvES aina ratkaisematta, koska se mikd on moraahsta, ja
ki el mippuu yksildstd 1 1 3 4 5 6 7
Meraalikisinkset ovat vhsinkertaisesti henkilkohtaisia sdintd)2 siita, miten thmisen tulisi
kévttaviya, ervEtkd ne son toisten thomsten tuonutsenuseen 1 2 3 4 5 6§ 7
Eettisen arviot henkilaiden vilisistd suhtelsta ovat nim monmwitkaisia, ettd vialoiden pitéis:
antaa nmuodostaa omat vhsilélhset sifntdnsd 1 1 3 4 5 6 7
Jaykasti koodatut eettiset sAAnnds, jotka estivit tefynlaiset tommmeot saattavat olla ven
ihmissuhteiden ja sovittehm esteing 1 1 3 4 5 6 7
Walehtelua koskevaa saatcd el voida muodostaa, koska valheen hyvaksyttavyys, tal hyvaksy-
mitténryys, Tippu téiysin tilanteesta 1 2 3 4 5 6 7
Paatas jonkm asian tekemisestd tal tekemitta jatimisestd vertasmalla tAmin asian posifinisia
ja negatinisia seurauksa on moraalitonta 1 2 3 4 5 6 7
Valheen tuomutsenmen maoraahseksi tal moraalitomakst rnppun valehtelutilanteen closubters-
ta 13 45 6 7




Taysin ~ Ensamaa  Téysin

Olkaa hyvi ja ilmoittalaa, missi mafirin olette samaa mielti seuraavien viittimien el enkdenmiel- samaa
kanssa. melti ti meltd
Towsille kortunda nskeyd el koskaan tullsi suvaita, ruppumatta st nuten prema nskit ovat 1 2 3 4 5 6 7
Joz on olemassa mahdollisuns, ettd teosta koituu toisille valmkos, teko on mielestiin ama

VN, ippumatta edwsta, joita teolla voidaan saavuttaa 1 2 3 4 5 6 7
Kenenkiin en patiitzn koskaan vahmpgoittaa toista psyykkisesti tal fyysisest 1 2 3 4 5 6 7

Kenenkain ef pitdisi koskaan tehdi nutiin, nmka saattaisi millan tavoin vhata toisen kunniaa

ta1 hyvinvoanta 1 2 3 4 5 &6 7
Jos jokin teko voi vahingpittaa svvicnta sivillista, =it el pitdisi rehdi 1 2 3 4 5 6 7
Henkilén tulisi varmistaa, ettel hinen tekonsa koskaan tarkoituksellisesti vahingeita toista,
edes pienessd mairn 1 2 3 4 5 6 7
Thmisten kunnioituksen ja hyvinvoinnin pitiisi olla tirkeinpia asicita kaikissa vhieisdissa 1 2 3 4 5 6 7T
Koskaan & ole tarpeelhsta vhrata nunden hyvinveimtia 1 2 3 4 5 6 7
Moraahset teot vastaavat laheisesti “tiydellisen” teon thanteita 1 2 3 4 5 6 7
Ei ole niin tirkeitd eettisli periaatteita, etta nitden pitiia olla osana nut@dn eettisidoesdineia 1 2 3 4 5 6 7
Missi mairin viittimit pitivit Teidin osaltanne paikkansa. Eipidi Fitd@vain  En Putaa Pitaa
lamkaan osin 0s3a padiosin - paikkansa
paikkansa paikkansa sanoa  paikkansa

Olen ama kohtelias, millekm jotka ovat epammellyttavia 1 2 3 4 5
Om ollut dlanteita, joissa olen kivttinyt nita hyvakseni 1 2 3 4 5
Joskus yritin antaa takaism, mielmmmin kuin antaa anteeksi ja
unohtaa 1 2 3 4 5
Joskus tulen wihaizeksl Jun en zaa tahtoam lip 1 2 3 4 B
Olen ama hyvd kumtelyja, mppumatta keskustelubumppamstam 1 2 3 4 5
Lopultsi muutama kysymys taustatietojenne selvittimiselzsi,
Ika? _ wuotta Sukupucli?

Mies
Kuninka pitkzan olette tySskemnellyt myyntitehtivissa? _ wuotta Nainen

Mika on koulutustasonne?

Euinka kauan oleste tyéiskemnellsst tassd organisaatiossa? _ wuota Perns- ta1 kansakouly

Lukic

) ) Kauppa- tal ammattikoulu

Kuninka kauan olette tydskemnellest nykyisessa tehtivassanne? _ wuotta Opistotason tutkinto

Alempi korkeakoulututkinto

Ylempi korkeakoulututkinto

M, mik3 ?
Arvioikaa, nuka on yrityksenne vuosittainen kokonaishikevathto. ... 3
Arviokaa, kumka monta henkaldd tyskenteles yrityksessinne................... henkiléd

Milld tommialalla sanoisitte yrityksenne toImmvan. ...

KIITOS LOMAKKEEN TAYTTAMISESTA!!!

Jos teilld on kysyetavii, lisfttivii tai mouten kommentoitavaa,
ollzaa hyvi ja kiiyttikii timfn sivun toista puolta.

Jos haluatte vastaanottaa tiivistelmiin tutkimulsen tuloksista tai vilttyd muistutuspostitukselta,
olkaa hyvi ja Hittdlid vastausknoreen kfivntilkorttinne tai kivjoittakaa sihkdpostioseitteenne sivun toiselle puolelle.

KIITOKSIA ATASTANNE, |
ARVOSTAMME SUURESTI VAIVANNAKOANNE.




PATL KKAUS- JA VALVONTAMENETELMIEN VAIKUTUS
KENTTAMYYNTIHENKILOSTON KAYTTAYTYMISEEN
JA SUORITUSTASOON

KYSELYLOMAKE MYYNTIHENKILOILLE

Lomakkeen kysymyksiin ei ole olemassa oikeita tai vdiria vastauksia.
Olemme kiinnostuneita vain teidin mielipiteistinne ja nikemyksistinne.

Saadut vastaukset kisitelliin luottamulsellisesti.
Lomake
Yhteystiedot:
LAPPEENRANNAN TEENILLINEN YLIOPISTO
KAUPPATIETEIDEN OSASTO
Anssi Tarkdainen

PL 20, 53851 Lappeenranta

puh. 05 — 621 6985



05A 1: TE JA TEIDAN TYOTEHTAVANNE
Kuinka suurt osa palkastanne maksetaan kimteénd palkkana?..
Kuinka sunn osa palkastanne maksetaan provisiona tal bomksana?

Omko Teilli taytettavininne ennalta maaratty nyyntikinta? Ei
WMik3 on keskimaraimen kertanyyynnin arve yritykseme tuotteilla tal palvelwlla?. ... €
Euinka monta kertamyyntia keskimadrin teette vuodessa? ... kplmyyntihenkila
Olkaa hyvi ja ilmoittakaa, missi maiirin olette samaa mieltd seuraavien viittimien ay En samaa  Taysin
kanssa, Ympyriilii sopivin vaihtoehto, 11 enkdienl  samaa
nuieltd nueltd mieltd
Uskon vakaastl, etts voin yksin voittaa tydssim eteen tulevat esteet 1 2 3 4 5 & 7
Minun pitaisi henlalakohtaisestt olla vastuussa, jos en vila nyynnkinticihin 1 12 3 4 5 6 7
Myyntikavttaytyoisen vaikuttaa enttdin paljon noyntimloksiim 1 2 3 4 5 6 7
hyyntisnorituksent nippun vahvast onusta pannistuksistan 1 2 3 4 5 6 7
Lowstavakist noyvatitykiksi tulemmen rippun padasiassa ajoituksesta ja tilaisuudesta 1 I 3 4 5 6 7
Hyva toun vor melkoisella todennakéisyydellz olla tarkezmpdd kum oma kyky ja innostus
tyihin 1 2 3 4 5 6 7
Pavin nyyntinloksent on sathunanvaraista 1 2 3 4 5 6 7
Tarvitaan hyvid onnea ja ouna viennvksen saanuseks 1 2 3 4 5 6 7
Uskeon, ettd ]lE.‘]DL]l!l on valtaa, valkuftavat eniten nyvntmenestykseen 1 1 3 4 5 6 7
WMryyntityé el voi ella tehokasta ilman tirkeiden thmisten apua 1 1 3 4 5 6 7
Pateviks: myntihenkilaks: fuleminen ruppim korkeammassa asemassa olevien thimisten an-
tamman avin mrist 1 2 3 4 5 6 7
Onnistumusmahdollisunteni tyGssini ovat usein muden thomsten kisissa 1 3 45 6 7
Olkkaa hyvi ja ilmeittakaa, missd méirin olette samaa mieltd sewraavien viittimien 1y Ensamaa Taysin
kanssa. Ympyriikii sopivin vaihtoehto. erl enkieri samaa
mieltd nueltd mueltd
Eum suonudn hyvin, hedin ettd se johnm omsasta halustam saada atkaan tuloksia 1 2 3 4 5 6 7
Tumen syvii henlalékohtaista tyydiivstd, kun teen tydni hyvin 1 2 3 4 5 6 7
Menestyviksi noyyjaksi tulemimen on sitd mita haluan 1 2 3 4 5 6 7
T kasvattaa comanarventuntoan 1 2 3 4 5 6 7
K teen tydm Iyvin, saan sitd sasvumksen nmteen 1 2 3 4 5 6 7
Tyiissam suonutuminen edistid henkisti kasvuam ja kehitystin 1 2 3 4 5 6 7
Jos en saisi tasta hyvia palkkaa, en tekisi tata tyota laisinkaan 1 2 3 4 5 6 7
My, koska minulle maksataan mvwynusestd 1 2 3 4 5 6 7
Pitkén piivin jilkeen usein nuefin, eftd jos en sms tillaista palkkaa, enkestisitillustatyta 1 2 3 4 § 6 7
Tahdon muelmmmm olla vanma asiasta, ennen ko toimm 1 2 3 4 5 6 7
Wiltdn asicita ja tekoja jothin linttyy miska 1 2 3 4 5 6 7
Katson mielummin kum kacun 1 2 3 4 5 6 7
Olkkaa hyvi ja ilmeittakaa, missd méiirin olette samaa mielti sewraavien viittimien Taysin  Ensamaa Taysin
kanssa. Ympyroikii sopivin vaihtoehto. erl enkieri  samaa
nueltd nueltd :melta
rvamen myyntialueem asiakkaiden médriin 1 2 3 4 5 6 71
anen tekemem nymnkivntien maEiriin 1 1 3 4 5 6 7
Olen erittdin tyyivvamen myyntalueellam tarvittavien tyématkojen maarain 1 2 3 4 5 6 7
fmen nyyyntaluesn markkmapotentiaalin 1 2 3 4 5 8 7
Suhteessa tydtoverstin myynfialueent asizkas maira on prenenpi 1 2 3 4 5 6 7
Myntialuesm marl«l«mapotennaah on parempl kum tydtoversillan 1 2 3 4 5 6 7
WVerratima tydtovereihin mimm nyyntialueem vaatil snrenmsan tydmaarin 1 2 3 4 5 6 7
Olen enttiin tyyivvEnen yleisest mywntizluerden sunnittelnm 1 2 3 4 5 6 7
Mitii mieltd olette omasta nyvntikiintistinne? (Jos Teilli ei ole midiriteltyd myvyntikiin- En samaa  Taysn
tidti, siirtylii sewraavaan kysymylseen) enkierli  samaa
mueltd nueltd
Minulle csottetin mywntikints on erittain vaikea thyvitaa I 4 5 6 7
On helppea saavnttaa moulle oscitetm nyyvntikintis 3 4 5 6 7
........ vt
Mahdaollisidet myymtikimtién szavuttanuseen ovat nuelestim .! -I 5 6 7




Olkaa hyvi ja ilmeittakaa, missi miirin olette samaa mielti senraavien viittimien Tayzin  Ensamza Taysin

kanssa. Ympyraikid sopivin vaihtoehito, Tl enkierl  samaa

mielti  mieltd miglta
Thnusen taytyy tehdd vastapalvelus, jos tyStover! ojentaa auttavan kitensd 1 2 3 4 5 6 7
Tiirutyen tekepusestd on vam bySiyid eikd lankaan haimaa 1 2 3 4 5 6 7
Tytitoverin apu on korvaamatonta hyvien myynttulosten saavuttamisessa 1 2 3 4 5 6 7
Olizin valnus vaibtamaan tydpaikkaa jos uust tyo antaisi 23 %6 palkankorotuksen 1 1 3 4 5 6 7
Olism valnis vathtenaan tvdpaikkaa jos unst ty6 fafjoalst ensmmin Toovaa vapanita’ 1 2 3 4 5 6 7
Olisin valmis vaihtanaan tyGpaikkaa jos wnsi tyd tarjoaisi nunulle korkeamman aseman 1 2 3 4 5 6 7
Olisin valmis vaihtamasn tyépaikkaa jos undessa rySpaikassa olisi vetavallizenpia thmisia 1 2 3 4 5 6 7

Olkaa hyvi ja ilmedittakaa, missi madirin olette samaa mieltd seuraavien viittimien kans- Taysn Ensamaa Taysin

sa. Ympyriikii sopivin vaihtoehto., el enkieri  samaa
mueltd mieltd mieltd

Mika on eettistd, vathtelee tilanteesta ja vhieis@sta toiseen 1 2 3 4 5 6 7

Moraalikisitykset pitdisi nahda vksilellizend; nutd toinen pitid meraalisena voi toisen mislestd

olla moraalitonta 1 2 3 4 5 6 7

Erilaisia moraahkisitykad el voida pita3 “oikendennukaisuden”™ magritteend 1 2 3 4 5 6 7

wsviykset siitd ik on eettistd j#Evat aina ratkaisematta, koska se mikd on moraalista, ja

ki e1, nippun yksildstd ! 3 4 5 6 7

Moraalikisitykset ovat vksinkertaisest henkilkohtaisia safmt6)a siita, mten thnmsen tulisi

kavttivivd, etk ne sou tolsten thnusten monutsenusesn 1 2 3 4 5 6 7

Eettiset arviot henkilGiden valisista suhteista ovat nim monimutkaisia, eta vksiloiden pitaisi

antaa nouodostaa onat vhsilélliset siint@nsd 1 2 3 4 5 6 7

Jaykasti koodatus esttiset saanmct, jotka estivit tietynlaiset toimimnoet saattavat olla yvien th-

missubiteiden ja sovittelun estemnd 1 2 3 4 5 6 7

Valehtelua koskevaa s3int5d &1 voida muodostaa, koska valheen byvaksyttavyys, tai hyvaksy-

mdttényys, riippuu tiysin tilanteesta 1 2 3 4 5 6 7

P onkm asian tekennsestd tal tekemEttd jEtimisests vertaamalla tAmin asian posiivisia

ja negatiivisia seurauksia on moraalitonta 1 23 4 5 6 7

WValheen tuonutsemmen moraaliseka tal moraalittomaks mppun valehtelutilanteen olosuhters-

ta 1 2 3 4 5 6 7

Towsille kovtunaa nskeyd e koskaan tulisi suvalta, muppumatta sutd nuten prema nskis ovat 1 2 3 4 5 6 7

Jos on olemassa mahdellisuus, eftd teosta keituu tonslle valimkos, teko on mielestini ana vai-

T, Tnppumatta edwista joita voidaan teolla saavuttaa 1 3 45 6 7

Kenenkiiin e pitdizi koskasn vahmgoittas toista psyvykkisest tai fyyvzizesh 1 2 3 4 5 86 7

Kenenlkiin e pitéisi koskaan tehdd metiin, mka saattaisn milld&n tavom uhata toisen kunmniaa

ta1 hyvinvointia 1 2 3 4 5 6 7

Jos jokin teko voi vahingoittas syyiontd sivullista, sit e1 pitiisi tehdd 1 2 3 4 58 6 7

Henkilan tulisi varmustaa, ettel héinen tekonsa koskaan tarkoituksellisesti vahingoita toista,

edes pienessa mérin 1 23 4 5 6 7

Thnisten kummiciniksen ja byvinveinnin pitdisi olla tirkeimpia asicita kaikissa vhieist 1 2 3 4 5 6 7

Kaoskaan & ¢le tarpeellista ubrata muuden byvnvointia 1 2 3 4 5 6 7

Moraaliset teot vastaavat liheisesti “tévdellisen” feon thanteita 1 2 3 4 5 6 7

El ole nn tirkeitd eethisid penaatterta. eftd nuden pitiis olla osana mntdin esttlsidohpesdintga 1 2 3 4 5 6 7

Dlkaa hyvi ja ilmoeittakaa, missi mdirin olette samaa mielti seuraavien viittimien kans- Tdysm Ensamaa Taysm

sa. Ympyraikia sopivin vaihtoehto., €Tl enkienl  samaa

miglta mieltd mieltd
Jitin aetvt rytitehtdvan teleenditt, koska johto el valve nivden tebemisti 1 2 3 4 5 6 7
Teen tarpeettomua tehtiviid, koska johto seuraa ja arviol nnden suoritsta 1 2 3 4 5 6 7
Vatkka nrvyntinilosteni taso vaihrelisi, pyrkizin silt esi N ne tasaisena jatamena 1 2 3 4 58 6 7

Olen nmckamut nyyyntitietojan: nin, etta suorituksem niyitiisi olevan osastonl nyyntitavoit-

tetden mukaisia 1 2 3 4 5 &6 7
FKun esitén suoritustietojan myyntijchdolle, pyrin korostamaan tietoja, jotka ovat omalta kan-
naltani sucnusia 1 2 3 4 5 & 7
Fun esitén suoritustietojan myvntijchdolle, pyrn valttiméin huonojen uatisten esittamista 1 2 3 4 5 6 7
Vahvast En samaa Vahvast
Olen =iti mieltd ertd: el mueltd enkd eri mieltd  samaa neeltd
Tied#n nutki ovat velvollisatem tassd fpdssd 1 2 3 4 5
Tiedan tarkalleen utd minulta odotetaan tassa tyoss 1 2 3 4 s
Tunnen ryém laznmden 1 2 3 4 5
Tunnen tarkalleen omat valtuaten: tassa rydsséd 1 2 3 4 s




Sewraavissa tilannekuvaulsissa on paiiosassa myyntimies nimelti Pelda. Kuvitelkaa, ettii Peldia on tyypillinen yrityk-

sessinne tydskentelevi myvntitiiminne jasen. Olkaa hyvi ja:

(a) lukekaa seuraavat tilanneluvaukset ja arvicikaa miten todennfikiisesti Pelka kiiyttiytvisi kuvauksessa esitellylli
tavalla.

Pekalla on yvlst ostaja. josta hiin erttyisesti pitdd. Heidfin vaimonsa ovat miyis ystivid ja heiddn lapsensa kiyvit sa-
maa koulua. Pelka hatkitsee tulisiko hinen antaa talle ostajalle erityishinta ja -toimitus, jollaista han ei antaisi nuille
asiakkailleen.

(a) Kuinka todenniikgisesti Pelka péatyy antamaan eritvisen hinnan ja toimitulksen?

Taysmn Tittiin Melko 52 on elkd Seon Seon Seon Todenna- Emitain Malka
epdtodan- | 2 - | mahdolis- | makdolbs- melko yvin kodisest todannd- VAmAst
rikiisasd - 2 mabdoliis- | mzhdolis- kidisest
0 1 2 K] 4 5 [ 7 ] ] 10

(b) Arvicikaa tilanmetta seuraavien viittimien avalla. | Tasin En samaa Téyzm
erl mieltd enkd et mmeltid samaa mueltd

Teosta atheutuva kokonairvahinko on erittain piend 1 2 3 4 5 [] 7 f] 9

Usermmat thrmiset olisivat sitd mielts, ettd kysemnen teko

on vinn 1 2 3 4 5 [] 7 3 9

Todenndkaisyys, ettd teosta atheunm vahinkoa, on pieni 1 2 3 4 5 [] 7 f] 9

Teosta e atheudn melestim mutiin vehnkoa ldmtulevai-

sundessa 1 p 3 4 5 ] 7 3 9

Jos Pekka on kysetsen asiakkaan henkilakohrainen ystava,

teko on mielestini vadnn 1 2 3 4 5 G 7 i 9

Teosta atheutuva vehmko kehdishm vam harveilun henki-

1Gthin 1 2 3 4 5 [ 7 3 9

Pekdaa myy useita toimistolconeita pienelle palveluyritykselle. Kyseinen yritys on valnus ostamaan huppulaatua ole-
via koneita, vaikka Pekan mmelestd yrifykselld ef ole minkéanlatsta tarvetta kaikille hs#varusteille, vaan se hyotyisi
enemmiin halvemmasta mallista. Peldoa harlotsee tulisiko hénen jattas timéd kertomatta ja jatkaa kalliden koneiden
Ty VOLStE.

(a) Kuinka todenniikiisesti Pelka jatkaa kaupantekoa kertomatta asiakkaalle mielipidettiin?

Enitfain Malko B2 o elka Seon Seoa Seqn Todenra- Eriftain Melko Aivan
- makdollis- | mahdolbs- meko Eryvin kdisesti foda VAmAs varmasd
1d d -] +] mabdolis- | mzbdolis- kdisesd
0 1 2 3 4 5 [ T 3 9 10
) Arvieikaa tilannetta semraavien viittimien avulla, | Taysin En samaa Taysin
eri mieltd enki en mielti samaa nuelti
Teosta atheurova kokonairvahnko on erittim pem 1 z 3 4 5 [ 7 3 ]
Usermmat ihimiset olisivat sitd mieltd, ettd kyseinen teko
on vifrin 2 3 4 5 [ T 3 9
Todenngkaisyys, ettd teosta atheunm vahmkoa, on pien 1 2 3 4 5 [ T 3 []
Teosta el atheudn muelestim mutisn vehnkoa lihituleval-
sundessa 1 2 3 4 5 1] 7 3 9
TJos Pekka on kysetsen asiakkaan henkilokohtainen ysta-
v, teko on mielestan viirin 1 ] 3 4 B [ 7 3 9
Teosta atheutuva vehmko kehdizhm vam harveilun hen-
kalGihin 1 2 3 4 5 ] 7 3 9




Pekan esimies virheellisesti uskoo, ettd Pekdo ansattsee kiitosta suuren asiaklaan hankdamizesta, ja on siksi ylistanyt
Pekkaa henkilGkohtaisesti tastd. Tosiasiassa ktos kuulun uraansa alcittelevalle myyjille, joka on jo lahtenyt Pekan
vritvisestd. Peldea mnuiettii fulisiko hinen ottaa kiitokset itselleen. vannkdsitvksen korjaamisen asemesta.

(a} Kuinka rulienna].ms;esu Peklka piiittia ottaa kiitokset itselleen?

Taysn Melke Se on ebkd Seon Seom Toderna- Enteain Malko Aman
epatodan- gpdtodsn- mehdellis- | mahdellis- malkg Eoisasd todenna- wammasti Tamast
rakoisest nikdisesti ta ta mahdell:- hizest

1a
1] 1 2 3 4 3 7 ]
(b) Arvicikaa tapausta seuraavien viittimien avulla. | Taysm En samaa
ert nmielti enki e mielta

Teosta atheutuva kokonaisvahinko on erittam piem 1 2 3 4 5 6 7
Usermmat thrmiset olisivat sitd mielts, etti kysemen teko
an vidnin 1 2 3 4 8 ] 7 § 9
Todennakaisyys, etta teosta atheunm vahinkoa, on pient 1 2 3 4 5 [ 7 § 9
Teosta e1 atheudn mielestim mitiin vehnkoa lihituleval-
sundessa 1 2 3 4 5 6 7 8 9
Jos Pelka on lihteneen nyyntihenkilin henlalékohtamen

rstdvd teko on mielestini vasrm 1 2 3 4 5 ] 7 § 9
Teosta atheutuva vahmko kehdistm vam harvoihin hen-
kilGihin 1 2 3 4 5 1] 7 8 9

Pekan pomeo pitdd menettelytapojen raportointia sekd suunia myyntikayntimasna erittain tarkeind. Peldea ed ole onmis-
tunut vakuuttamaan pomoaan siitd, ettd hin on tehokdmampi tehdessdin harvempia, mutta paremnun suunnattuja
Ieayateid. Pekda pohtii lisiko hinen miellvitdd pomoaan lijoittelemalla tekemiensd myyntikavntien madsaa.

o

{7.) I\mnlm rodennﬁ]mlsestl Peklka livittelee tekemien myvntikismtien maiirii pomolleen?

Melko Se o ebkad Seon Seon Seon Toderna- Enitiin Malko Aivan
et; epdtoden- mahdellis- | mahdellis- melka hyvin kdtsest tadenni- wamas vamast
rakdisesd nakdisest ta ta mahdalls- I - e

1a
1] 1 2 3 4 5 7 E] 9
(b) Arvicikaa tapausta seuraavien viiittimien avulla. | Taysin En samaa
e mmelti enki e nuelta
Teosta atheutuva kokonaisvahinko on erittfn piem 1 2 3 4 5 [ T
Useimmat thmiset olisivat sitd mieltd, ettd kyseinen teko
on vizrn 2 3 4 B ] 7 § 9
Todennikdisyys, ettd teosta atheniim vahmkoa, on plem 1 2 3 4 5 [ 7 ] 9
Teosta e alhendn muelestim mitdin vehinkos ldumleval-
amdessa 1 ] 3 4 5 ] 7 § 9
Jos Pekka on pomen henkilokohtainen ystava, teko on
mielestini viirm 1 2 3 4 5 ] T 8 9
Teosta atheutuva vehmko kohdiznm vam harveihin hen-
kilgihin 1 2 3 4 8 ] 7 § 9

Pelika on neuvottelemassa suuren tilauksen viimeisid yhsityiskohtia. Asiakas vaati erdiin pienen lisfpalvelun saamis-
ta, jota Pelda ei usko voivansa toteuttaa. Pekdea tietdd. ettd hin voi lyGda kaupan luldcoon lupaamalla lisdpalvelun
nyt; tarpeen vaatiessa hin voi myShemmin syyitaa yrifystd st etter se pysty toinuttamaan tatd lisdpalvelua.

(a)} Kuinka rndennakm&esu PeLLa lupaa nsmLLnnHe kvseisen lisapalvelun?
Sa

Taysn Melko Se on ebka Seon Seom Toderna- Enitain Malko Aivan
epdtodan- gpatodsn- | mehdellis- | mahdellis- malke Ecizest todsmna- wanmasti vamast
rakiisest nikdisesti ta ta mahdell:- hizest

1a
1] 1 2 3 4 3 7 ] 9 10

(b) Arvieikaa tapausta senraavien viittimien avulla. | Téysm En samaa Taysin

ert muelti enki el mieltd samag mielti
Teosta atheutuva kokonaisvahinko on erittam piem 1 1 3 4 5 [ 7 § 9
Usermmat thrmiset olisivat sitd mielts, etti kysemen teko
an vinn 1 2 3 4 5 6 7 8 92
Todennakaisyys, etta teosta atheunm vahinkoa, on pient 1 2 3 4 5 [ 7 § 9
Teosta e atheudn mielestim mitisin vehnkoa lihituleval-
amdessa 1 2 3 4 5 6 7 8 92
Jos Pekka on kyseisen asiakkaan henkilakohtainen ysta-
va, teko on mielestani vairin 1 2 3 4 5 ] 7 § 9

Teosta atheutuva vahmko kohdistun vam harvotun hen-
kilgihin 1 2 3 4 5 6 7 8 9




Pelalla on myytavindan tuote, joka menee kuin kunmille kiville. Han tietdd, ettd voi myydd myds muita tuotelinjan
tuotteita vittamalld asiakdaille, eftd “huttituote” pakataan viteen toisen, vihemman suositun tustteen kanssa. vatkla
tiimi itse asiassa on bloffausta. Pelde miettin tulisiko hinen kivit3d thtd stratemiaa.

(a) Kuinka todenniikgizest Pella kiivetia titd strategiaa?

Tays Erirtd Melko Se o ebkd Searn Seon Seon Todenna- Erittiin Malko Aivan
epdtoden- mehdollis- | mahdedlis- melka Rotsest tadenna- vammast varma st
nakidizest ta ta mahdolliz- kotsest

o}
0 1 2 3 4 5 7 8 9 10

(b) Arvicikaa tapausta seuraavien viittimien avulla. | Taysin En samaa Taysm

eri meltd enki erl uieltd samaa mueltd
Teosta aiheutuva kokonaisvahinko on erittan piend 1 2 3 4 5 6 7 8 9
Usermmat thmiset olisivat sitd mielts, ettd kyseinen teko
on viirn 1 2 3 4 5 ] 7 8 9
Todennakaisyys. ettd teosta atheunm vahinkoa. on pisni 1 2 3 4 5 [ 7 8 9
Teosta et athendn nuelestim motdin vehinkoa ldtnleval-
suudessa 1 2 3 4 5 6 ] 8 2
Jos Pelka on kysersen asiakkaan henkildkohtaimen ystd-
va. teko on mielestini vidrin 1 2 3 4 5 [ 7 8 9
Teosta aiheutuva vahmko kohdistun vam harvoihin hen-
kilgihin 1 2 3 4 8 ] 7 8 9

Pekka on subteellisen kokematon myyntimies, jolla on vaikeuksia tulla toimeen mielestadn riittaméattoman palkiansa
avulla. Silloin t&ll5im Pekla viekin vaimonsa ulos syomain ja laskottaa yrifystd, koska hiin ajattelee, ettd hiin tekee
kovasti t6ita ja siksi ansaitsee yritvkseltd etija.

(a) Kuinka todennikdisti on ettd Pelika teliee niin?

EE Entidin Melko Se on ebkd Sean Todernid- Erittain Malko Afvan
i gpdtoden- mehdollis- | mahdedis- kdzzast tadenna- vamna:d VA s
nikdizest ta a - kdizesd
i i
1] 1 2 3 4 5 [ 7 8 9 10
(b) Arvicikaa tapausta seuraavien viittimien avulla. | Taysim En samaa Taysm
eri mielti enki el mieltd samaa nuelti
Teosta mheutuva kokonaisvahinko on erittém piem 1 2 3 4 5 [ 7 8 9
Usermmat thmiset olisivat it mielts, ettd kysemnen teko
on VAN 1 i 3 4 5 1] 7 8 9
Todenniksisyys. ettd teosta atheunm vahmkoa, on piem 1 2 3 4 5 [ 7 8 9
Teosta e1 athendn mielestim mitdEn vahnkoa lditnlevai-
suudessa 1 2 3 4 5 6 ] 8 2
Teosta athentuva vehmko kohdishm vam harvethin hen-
kilgihin 1 2z 3 4 5 [ 7 8 9

Peldea noyi erdlle sunrista asiaklmistasn suuren erfin, joka toinutettin noin kaksi vitklooa sitten. Peldo on juns no-
manaut, ettd toimitetty tavara olikin halvempaa ja alempiarvoista koin se, mitd asiakas oli tilanmut. Tamén lisdksi
asiakdmaalta jai tAma toimituksen virhe womaamatta. Peldea miettii tulisiko hanen jattdd ilmoittamatta tastd toimitus-
virheestd asiakkaalle.

() Kuinka todenniikiisesti Peldka ji ilmoittamatta virheesta?

Taysn Exmittil Melko Sz pn chka Sean Seon Se on Enttiin Malko Abvan
epdtodan- i epitoden- | makdolis- | mahdolls- malka Tyvin 5 rodarnd- warmast warmast
rakdisas nakdizest ta -] mahdolis- | mahdolis- Kddzest

ta na
1] 1 2 i H [ 7 8 ] 10

(b) Arvicikaa tapausta seuraavi ien avulla. | Téysm En samaa Tay=m

eri nuelti enki enl mieltd samaa nuelti
Teosta aiheutuva kokonaisvahinko on erittain pien 1 2 3 ] 5 [ 7 [ 9
Usermmat thimiset clisivat sita mielta, etta kyseinen teko
on VAR 1 2 3 4 5 6 7 3 9
Todennikaisyys, ettd teosta atbeunm vahmnkoa, on pieni 1 ] 3 4 3 5 T ] [
Teosta el athendu nuelestim mitdin vehnkoa lnmle
valsundessa 1 2 3 4 3 6 7 3 9
Jos Pelika on asiakkaan henkildkohtamen ystivi, teko on
mielestini viinn 1 2 3 4 5 1 7 3 9

Teosta atheutuva vahmbko kohdishm vam harvoilun hen-
kilgihin 1 2 3 4 5 6 7 3 9




Pelean esimies painostaa titd hankdimaan erdfin swuren asialdman joka ei ole koskaan aikaisemmin tehnyt suuria
tilamksia Pelean firmalta. Peldea on tehayt useita lahestymisyritylsid, mutta ne eivit ole johtaneet milunkdfn, Pekda
on buitenkin kunllot, ettd ainca tapa saada kyseinen asiakas, on tarjota firman ostajalle Iahja. Pekla harlatsee laljan

antamista kysesselle ostajalle.

(ﬂ) hmnlu': mdemm]\ulsem Pelka paart'\
Lyt

A Melko Seon Seon 22 0o Todenna- Enttain Malko Avan
E‘_‘_'I epdtoden- mahdollis- malka Tryvin kdizes radannd- wanmast wanmast
nikdizest nakdizazti 1] ta mahdadlis. makdaltis- kédzeat
) )
1] 1 2 3 1 3 [ 7 ] [ 10
(b} Arvieikaa tapausta seuraavien viittimien avulla. | Tdysin En samaa Taysn
et mmelti enki eri nuelta samaa nuelti
Teosta atheutuva rokonairvalnko on eritim piem 1 2 3 4 5 [ 7 8 9
Usemmmat thrmset olisivat sitd mieltd, ettd kysemen teko
on vifrn 1 2 3 4 5 ] 7 8 9
Todenndkoisyys, ettd teosta atheutim vahmbkoa, on piem 1 2 3 4 B 6 7 8 9
Teosta el athendn mielestim mutiEn vahmkoa lintuleval-
sundessa 1 2 3 4 5 ] 7 b 9
Jos Pekka on asiakkaan henkiltkohtamen ystivi, teko on
nielestin v 1 2 3 4 5 ] 7 8 9
Teosta athentuva vehmbko kohdistun vam harveihin hen-
kilGihin 1 2 3 4 5 ] 7 8 ]

Pelka on havainnut, ettd liioittelemalla asiaklaan ongelmaa hin 3

aattaa sanda asialdaan tekemdsn sunremman tila-

ukzen. Peldea maettii tulisiko hinen kavttaa titd strategiaa myyititydssiin

(ﬂ) Kuinka todenniikiisesti Peldka liioittelee asiaklaan ongelmaa?

Enittdin Melka e pn chka Seon Seon Se oo Todennd- Enttiin Mealko Aivan
epirodan- epitoden- [ mahdolis- | mahdolls- malka Tyvin kdises radannd- wammast warmast
nakiizast nakiizest ] ta mabdodis- | mahdollis- kedsest

ir) 2]

1] 1 2 3 4 H [ 7 8 ] 10

(b) Arvicikaa tapausta senraavien viittamien svulla. | Taysin En samaa Taysn
er1 muelti enlkd eri nueltd samag mielti

Teosta atheutuva rokonaisvalhnko on erittim piem 1 X 3 4 5 6 7 8 9
Usenmmat thimiset olisivat sit8 mieltd, ettd kyseinen teko
on vifrn 1 2 3 4 5 (] 7 § 9
Todennakdisyys, et teosta atheuhm vahmkoa, on plem 1 2 3 4 5 [ 7 ] 2
Teosta e alhendn nuelestim mitiin vahinkoa lanleval-
sundessa 1 2 3 4 5 (] 7 8 9
Jos Pekka on asiakkaan henkilékohtamen ystivd, teko on
mielestinl viinm 1 2 3 4 5 ] 7 8 9
Teosta athentuva vahmko kehdistun vam harvothin hen-
kilgihin 1 2 3 4 5 ] 7 b 9

Pekda pohtii tulistko hanen ottaa korkeampi hinta sellaisilta ostajilta. joille hén tietdd olevansa ainca tavarantoimitia-
ja. kmin niilta, jotka kAvttavat useita tavarantoimittajia.

(a) Is.mnl\a tndenmLmsesu Pelika tekee ndin?

\-1e_'ku e pn 2l Se on Se o Se on Enttin Malko Aivan
- | mabdollis- | mahdells- malkoe Iyvin todarna- wanmast warmasti
] ta mahdod: mabdaliis- kedsest
ar) a
1] 1 2 3 4 E [ 7 ] ] 10
(b) Arvieilaa tapausta seuraavien viittimien avulla. | Taysm En samaa Taysm
ert mieltd enld erl nueltd samaa nuelti
Teosta atheutuva kokonaisvalunko on erittzm pient 1 2 3 4 5 [ 7 8 7
Usenmmat thrmiset olisivat 5168 mieltd, ettd kyseinen teko
on vifrn 1 2 3 4 5 [ 7 8 9
Todennikaisvys, ettd teosta atheunm vahmbkoa, on piem 1 2 3 4 2 [ 7 8 9
Teosta el athendn nuelestim mitiin vahinkoa ldhinleval-
sundessa 1 2 3 4 5 ] ] 8 9
Jos Pekka on timin ostajan henkilékohtainen vstavd, teko
on nuelestim viirm 1 2 3 4 5 ] 7 8 2
Teozta athenrova vehmbo kehdistun vam harveihin hen-
kilGihin 1 2 3 4 5 ] 7 8 9




Olkaa hyvi ja arvdioikaa myyntitimiinne, Ympyriikii sopivin vaihtoehto. Taysin  Ensamaa  Taysin

Tl enki ari SAIAA
mmelti mielti mielti
Tnivksemme myynnhenkilGiden moraahkasitykset ovat korkeaa tasoa 1 2 3 4 5 &6 7
Trntyksemme nyymithenkizille 01151 h.a'\.mmsta Lavttad epiesttiald nyymtimenetelid 1 1 3 4 5 6 7
Tntyksemme nyymnhenkidt kivttivtyvit todennskéisest joskus epiesttissst 1 2 3 4 5 6 7
Yntvksemme myynahenkild: ovat pohmun.lltaan eTItidln eettisid 1 2 3 4 5 6 7
Trtvksemme myynithenkildt tedemnakisest kivttaisivit epieettisnid myyntmenetelmid jos
heidéin olisi pakko 3 4 5 6 7
Etukka a1 ole kovinkaan merattavas mynbhenklalle 1 2 3 4 5 6 7
Missa miirin viittamat pitivit Teidin osaltanne paiklansa. Eipidi Pitdgiwvain  En  Pitad paa- Pitaa
lainkaan osin osaa  osmpatk-  paikkansa
paikkansa paikkamsa  sanoa kansa
Olen ama kohtelias, millekm jotka ovat epammellytting 2 3 4 5
Om ollut filanterta, joissa olen kiyttinyt nunta hyviksem 1 2 3 4 5
Joskus yritin antaa takaism, nuelummin kuin antaa anteeksi ja
unohitaa 2 3 4 5
Toskus tulen vihaizeksi Jam en saa tahtoans Lipi 1 ] 3 4 5
Olen ama hyvd kantelyja, nippumatta keskustelulumppamstam 1 2 3 4 5

Olkaa hyva |:| ilmoittakaa, missd maarin olette samaa mielti seuraavien viiittimien kans- Taysin  Ensamaa  Taysin
sa. \mprm i sopivin vaihtoehto. enki eni samaa

E A
z
i

mielti mieltd

-

Autan nitt# tydtoversitan, joalla on suun tyBmaEira

Autan nitd tydtovereitani, jotka ovat olleet poissa t8istd

Autan mielelland nutd, joilla on tyGhin Inttyva ongelmia

Autan chjaamaan wesia tyéntekijzita, vaikka sita el nunulta vaaditakam

hfietin, ruten tekond vaikuttavas ryStovereihini

Eimmitin huopueta sithen, muten kiyitaytyousem vakuttaa nohin thmisim

Kayian paljon atkas vhsinkertaisista asieista valittanusesn

Minulla on tapana “tehda kirpasestd harkinen™

Keskityn aina sifhen miki on huonosti, enk3 niink3in asian positiivisesn puclesn

NMoitm ama sitd nuta yritvs tekee

Ozallishin kokouksim. jotka eivit cle pakellisia, ntta joita pidetzan tarkeind

Osallistun tormmtaan, jota el mmulta edellytetd, mutta joka parantaa ynityksen imagoa

Luen ja pysvn ajan tasalla yrinyksen tlmormuksista, viesteistd | nusticista, jne

h| Sn| Snf Snf S| S| S| S| S| S| Sh | S0 | S| Sy
= b e e R B B R IR B B I R | R ]

L o e e e Ut o e e ol et e
v v waf wa{na| waf waua| vaf o ra |va| va| nf
LI 0 0 3 P 0! O 3 ) P E30) Y )
e ]| | | | ] | | ] ] [ [ | =

Seuraan yrityksen kehitysta

Olkaa hyvi j[l ilmoittalkaa, missi madrin olette samaa mielti seuraavien viiittamien kans- Téaysn  FEnsamaa  Taysin

sa. Ympyréikii sopivin vaihtoehto, il enkd enl SAIMER
nueltd mueltd mieltd

WTitan tydssEn selvittad asiakkamn tarpest 1 I 3 4 5 6 7

Mmulla on nuelessin asiakkaan efu, kun teen tyStim 1 2 3 4 5 6 7

Myydessim tuotteita tal palvellessanl asiakkarta kaytin ongelmanratkaismm perustuvaa lhes-

tynustapaa 1 I 3 6 7
Suosittelen motreita tal palveluita, jotka parhaiten S‘"‘pl\'ﬁ[ aziakkaan engelmanratkaisin 1 2 3 [
Wnitdn selvittEd nullaiset motteet tal palvelut autalsivat eniten asiakkatamme 1 2 3 [
Pyrin noyvmain nim paljon kum voin, nuehnmmin kun vam tyvdvitaméin asiakkaan tarpeet 1 2 3 6 7
Mielestam totunden vifristiminen cn valttinuitintd myyntieanksissa 1 1 3 6 7
Writan saada asiakkaan cstamaan mm paljon kun mzhdellista, jopa i sen maaran mita asia-

kas tarvitsee 1 2 3 4 5 6 7
Maalaan tuottelsta tal palvelwsta luan musmisen kuvan, jotta sazn ne kuulostamaan mahdelli-

simmzn hyvaltd 1 1 3 4 5 6 7
Perustan suosiftelunt sithen mmta uskon voivani nryyda, enka sihen nuki on asiakkaan pitkaz-

kaisen hvidvn mmikaista 1 2 3 4 5 6 7




0SA 1: TOIMIALANNE

Olkaa hyvi ja ilmeittakaa, missd mairin olette samana mieltd seuraavien viiit- Taysin En samaa Téaysm
timien kanssa. Ympyroikia sopivin vaihtoehto. eri miel- enkid samaa
té erl mueltd nueltd
Toumualallanime on nmodolliset eeftiset pelisiEnnat 1 2 3 4 5
Sanoisin. ettd yleensd ottaen noyyntihenkalot talla toinualalla ovat ska eethaid 1 2 3 4 5

On olemassa muodollinen valvontaslm, joka arviei myyntikivttaynmisen estti-

syyttd talld tormialalla 1 2 3 4
Toimialamme on aika epaeettinen 1 2 3 4
Toumalamme eettisten pelisiintajen tottelenusta valvotaan tarkast 1 2 3 4
Taman alan noyymtihenkildt valmennetaan tietoisiksi alan eettisista pelisiinnistd 1 2 3 4
Tilla alalla on omat epinmuodolliset mekanisminsa, joilla varmistetaan myyntiben-
kildiden esttinen kaytds 1 2 3 4 5
Jos myyntthenkild jaisi kiinm epAesttisestd kayitayiynusestd, siitd seurais: paljon
Julkisuutta t3lld alalla 1 2 3 4 5
Myymtihenkildn tavtyy joskus olla jokseenkin epieettmen, jotta vel menestyd tilld
alalla 1 2 3 4 5
Tos mryymtthenkald Lavttaytvisi epdeetiisest tall3 alalla, sit? saattais: kortua suurta
vahinkoa yritvksslle 1 2 3 4 5
Olkaa hyvi ja ilmeittakaa, missd madrin olette samaa mieltd seuraavien viit-  TEysm En samaa Taysin
tiimien kanssa. Ympyriilkiii sopivin vaihtoehto. erl migl- enkd samaa

ta eri nuelta mieltd
Tomualallanime kilpailn on enttiim kiregid 1 2 3 4 5
Tomualallamme kivdiin paljon “menekinedistanustaistelnta” 1 2 3 4 5
Tommsipa jokin kilpailija alallamme miten tahansa, nin g pystyvat nopeast
samnaan 1 2 3 4
Hintakulpailn on timén alan tmmusmerkka 1 2 3 4
Tomualallamme knles unsista kilpalluioimenpiteistd lihes joka pavd 1 2 3 4
Kilpailijanune ovat subiteellizen heikkoja 1 2 3 4
Asziakkaidenmme markkmatistous on vahvaa 1 2 3 4
Aziakkaznmme kvkenevit tmkim@an kauppashdoista 1 2 3 4
20% astakkarstanume vastas 80%:sta myvymmisténme 1 2 3 4
Suuri osa asiakkaistamme voisi ostaa tuotteensa sucraan valnustajilta 1 2 3 4
Valnustajan tuotemerkk ei ole tirke3 ostokniteen tuotteillemme 1 2 3 4
Asiakkaille vusien tavarantoimittajien etsimisen ja valitsennisen kustanmuikset ovat
alhaisia 1 2 3 4 5
Tamén toinmalan asiakkaat ervat pidi tarkeind tetyn tomuttajan tuotemerkin osta-
mista 1 2 3 4
Astakkallanmme on hyvvi kisins tuotteidenime meille kottuvista kustanmuksista 1 2 3 4
Aziakkatllenmme tmotteen laadun tarkeys ostokriteering on alhamen 1 2 3 4
Knuinka paljon Teette vhteistydtd muiden myyntitiiminne jisenten kanssa Eriftam Jossain

vihin N
Parantaeksenne myyntitelnukkaanne 1 2 3 4
Tukemalla toisianne myyntiesitysten atkana 1 2 3 4
Huolehtimalls tyGtovererttenne asizkkaista s1lld aikaa kun nama ovat poissa 1 2 3 4
Auttarmalla toisianne paperitfiden kiisitelyssi tanvttaessa 1 2 3 4
Antamalla palautetta teisillenne suoritustenne parantanmseksi 1 2 3 4
Kasittelemilla tydtoversidenne asiakkaiden vahtukset, kun nama ovat poissa 1 2 3 4
Anttamalla toisianne asiakasdatan kerdanmsessi ja silvitanmsessa 1 2 3 4
Jakamalla keskendmne tietoa kalpailijoista 1 2 3 4
Jakamalla keskeninne tetoa tuoteominaismksista 1 2 3 4
Jakamalla keskenanne tietoa potentiaalisista asiakkaista 1 2 3 4 5
Jakamalla keskenamne tietoa nylovinista asiakkaista 1 2 3 4 5

054 3: TE JA ESINIEHENNE
Erittam Jossain Erittdin

Missi miifirin esimiehenne: vahin INEATIN palion
Viettdd aikaa kentilla nvynthenkildiden kanssa 1 2 3 4 3
Tekee yhtersia myyntikiyntejd nyyntihenkilaston kanssa 1 2 3 4 5
Kay sdamdllisest: lip nyymtihenkiloaden asiakaskayntraportit 1 2 3 4 5
Valvoo mrnmtihenkiléiden paivittaizia aktiviteetteja 1 2 3 4 H
Tarkkailee myyntthenkilfiden suonummmsta kentilla 1 2 3 4 B




Enttan Jossain Enittiin

Missi miarin esimiehenne: vihin AR palion
Senraa tarkastt myyntihenkiléiden kututilsjd 1 2 3 4 3
Kimnittii huomiota myvntihenkaléiden mathojen médriin 1 2 3 4 5
Eimmnittid huonuota noyvotinuesten my@ntinum maksuehtothm 1 2 3 4 5
E.chkaisee nyymtihenkaléitd kasvattamaan myynnam palkitsemalla heitd saa-
vutuksistaan 1 2 3 4 5
Osallistun aktivisests myvntihenkilGiden tydvalmennukseen 1 2 3 4 H
Kayitad sainndllisesti aikaa myyntthenkildiden valmentanuseen 1 2 3 4 5
Keskustee suoriniksen arvioimizesta nyyntihenkildiden kanssa 1 2 3 4 5
Anttaz myyntthenkiléitd kehittimain taitojaan 1 2 3 4 5
Enttéin Jossain Enttiin
Missi miirin esimiehenne: vihin maarn paljon
Araon myynihenkiGiden nyynikEymien masrad 1 2 3 4 5
Arvion knmkin noyyntthenlalén osuatta koko tiimm noyyonm katteesta 1 2 3 4 3
Arvion kimkin noyyntthenkalén myyotitoloksia 1 2 3 4 5
Arviol myyntihenkilaiden tekennen myyntiesitysten laatua 1 2 3 4 3
Arnon myyntthenkiGiden anmanlista kelutystd 1 2 3 4 3
Antaa palautetta noyvatihenkilén suorituksesta s@méllisest 1 2 3 4 H
Palkitsee nyyyntibenkilditd heidin myyniitvon laadun perusteella 1 2 3 4 5
Kayitaa kannustepalkkaa paamenetelming myyntthenkiléiden motivoinusessa 1 2 3 4 H
Palkitsee nrvyntihenkaldits heidin myynimdarinsa perusteella 1 2 3 4 3
Palkitses nrvynnhenkiléitd nyyntimulesten perustealla 1 2 3 4 3
Kayttaa nmuta kuin rahallisia kannusterta nryyntihenkiléiden sagvitusten palkit-
SEIEESEA 1 2 3 4 5
Tekee kamustepalkkiopadtakset mymthenkilén saavuttamien nyyyntien perus-
teella 2 3 4 H
Miten hyvin mielestinne senraavat viittimit kuvaavat tydssi kohtaami- — Téysin En samaa Téysin
anne tilanteita? eri misltd enki eri samaa
mmelti nuelti
Suoritan tehtivid jotka muelestdm tuhs tehdd toism 1 2 3 4 5
Olen usem vailla mmmlle anmethujen tehtdvien kumoelhseen suonttanuseen tar-
vittavia resursseja 1 2 3 4 5
Joudun rikkomasan sEantE)d tal toimimntaperiaatteita voidaksem suonttaa mmulle
annemt tehtdvat 2 3 4 E
Tyitskentelen kahden tal nseamman ryhmin kanssa, joilla on enlaiset tominta-
tavat 2 3 4 5
Saan ristiriitaisia toimeeksiantoja kahdelta ta useanumalta henkaldlta 1 2 3 4 H
Joudim tekemisn asieita, jotka joku vor hyvaksva, nmutta joku tomen e 1 2 3 4 3
Joudun ottamaan vastaan tehtivid ilhman nittEnE resursseja ja materzaleja nil-
den loppuun saattamiseksi 1 2 3 4 5
Tyiiskentelen tarpesttonuen asioiden parissa 1 2 3 ] H
Valvastt En samaa Wahvastt
Missi miiirin olette samaa tai erimieltd seuraavien viittimien kanssa.  eri nuelta enkd eni muelti  samaa nueltd
Tilla alalla asiakassuhtest ovat vleensa pitkZaikaisia 1 2 3 4 5
Asiakkaanme ostavat yntykseltimme fotteita tar palveluja kertaluontorsesti. 1 2 3 4 5
Asiakassubteen kesto rippun taysin asiakkaasta itsestiin 1 ] 3 4 5
Palvelumme tai tuotteemme ovat sellaisia, ettd asiakassuhtest ovat lnoonos-
tazn erittim pitkikestoisia 1 2 3 4 5
Verrattuma esimieheen... WVahvastl En samaa Vahvasa
erl mieltd enk3 en mueltd samaa mieltd
Tiedén paremmnmn muten tavalhset tyGtehtivi hoidetaan 1 2 3 4 5
Tyihani linttyvit paivittaiset paatokset ovat minulle unupia 1 2 3 4 5
Minulle on kehittynyvt vahvernpi osaamistaso tyéhani littissd asicisza 1 2 3 4 5
Osaan parenmin anicida suoritustan loppuum saattamassand tehtivissd 1 2 3 4 5
Osaan parenmm entelld tirkemmat tekyit, jorden avalla tydtam voidaan
valvoa 1 2 3 4 5
Oszaan parenumm entells tyéehtavien suontustaveitiest 1 2 3 4 5




Wahvasti En samaa Wahvasti

Missii miiirin olette samaa tai erimieltd seuraavien viiittimien kanssa.  eri mueltd enkiemmueltdi  samaa nueltd
Trityksenme viin johto on antanut voomiErtis, et epdeettistd myyntkayttay-
tynuistd el missiin nimessa hyviksyta 1 2 3 4 5
Yrtvksessimme on nuodelliset, krjalliset eetfiset pelisdannst 1 2 3 4 5
Jos yrityksemme myynthenkilén havaitaan syylhstyneen epeettiseen kiy-
tkseen. joka on mottanut yritvkselle hydtyi, hintd nuhdellaan valittémest 1 2 3 4 5
Yntyksemme vaatin ankarasti esthisten pelisiantdjen noudattannsta 1 2 3 4 5
Jos ymityksemme myynthenkilén havaitaan syylhistyneen ep@eetiiseen kiy-
tokseen, joka on tuottanut hinelle henkilghohtaista hyStya, hanta nubdellzan
viilittémist 1 3 3 4 5
Tritvksemme menettelytavat perustuvat esttiseen tolmintaan 1 2 3 4 5
Tritvksemme vaati ankarast eeftisten menettelviapojen nondattanista 1 2 3 4 5
Miten mielestinne sewraavat viittimit kuvaavat tuntemuksianne? Vahvastt En samaa Vahvastt
erl nueltd enkderi mueltd  samaa nmeltd
Minusta mtun, ettd esinuehenmme painostaa meitd 1 2 3 4 5
Minnsta nmtun, ettd alen jatuvan tarkkailhm alaizena 1 2 3 4 5
Esimuehent yriftds pitdd minut kireisend 1 2 3 4 5
Usem suhdantest vatkeuttavat nrnmtitimam suorinfummsta 1 2 3 4 5
Esmuehem aseftaa mmulle paljon suonuspaineita 1 2 3 4 5
Maan talous tekee myyntitommumnan vaikeaksi 1 2 3 4 5
Esimuehent usein “kyttas meitd™ 1 2 3 4 5
Mrrmtihenkilén on vaikea saada atkaan nrvyntituloksia talld toimialalla 1 2 3 4 5
Olen 2113 nueltd, ettd yntykeellimme o menossa “huono kans™ 1 2 3 4 5
Tumen olevant paineen alla, koska tElla alalla on rankkaa 1 2 3 4 5
Esmuehem on tehnyt minulle selvaksi sen, ett jos en onmstu, tydpaikkant on
vaakalaudalla 2 3 4 5
Missfi méirin olette samaa tai eri mieltd seuraavien vaittimien kanssa?  Vahvast En samaa Vahvast
eri mielt3 enkd erimieltdi  samaa mieltd
Jos estmieheni huomaa mimm parantaneen tulostani asiakkaan efujen kus-
tanmuksella. .
.. ndkyvit seuraukset palkassam 1 2 3 4 5
on tyfpatkkam mlevaisuns vaakalaudalla 1 2 3 4 5
... slirt# hin osan astakkaistan nunden nryymtibenkildiden vastunlle 1 2 3 4 5
... nikyvit seuraukset wrakehityksessini 1 2 k] 4 5
... pienentda hin mywntialusttani 1 2 3 4 5
.. hin antaa minulle oas momautuksen sutd 1 2 3 4 5
Jos esimieheni huomaa, ettd en ama huolehdi yrinyksen eduista tydssint
... nakyvit seuraukset palkassani 1 2 3 4 5
... on tydpaikkani mlevaisuns vaakalandalla 1 2 3 4 5
.. nikyvit seurgukset urakehityksessim 1 2 3 4 5
... hiin antaa munulle oigs hmomantuksen st 1 2 k] 4 5
... siirtia hin osan asiakkaistan: nunden noyyyntihenkiloiden vastunlle 1 2 3 4 5
... pienentda han myyntialuettam 1 2 3 4 5
Lopuksi muutama kysymys taustatietojenne selvittamiselisi.
Ikd? _ wuotta Sukupuali?
Mies
Kuinka pitkaan clette tyGskemnellyt myymtitehtivissi? __ vuotta E Nainen
Wik on koulutustasomne?
Kuinka kanan olette tviskennelleet tassa orgamsaatiossa” _ vmoita Perus- tai kansakoulu
Lukic
. _ Kauppa- tal ammattikoulu
Kuinka kanan olette tyiskennelleet mylivisess? tehtdvssinne? __ wuoita Opistotason tutkinto
Alempi korkeakoulumitkinto
Tlempi korkeakoulumitdkinto
My, miki 7

KIITOS LOMAKKEEN TAYTTAMISESTA!!



COMPENSATION- AND CONTROL SYSTEMS® EFFECTS ON BEHAVIOR AND
PERFORMANCE OF FIELD SALESFEOPLE

QUESTIONNAIRE FOR SALES MANAGERS

There are no right or wrong answers to the questions presented in this questionnaire.
We are simply just interested on your opinions.

Obtained responses will be handled confidentially.
Questionnaire
Contact information:
LAPPEENRANTA UNIVERSITY OF TECHNOLOGY
DEPT. OF BUSINESS ADMINISTRATION
Anssi Tarkiainen
P.O Box 20, 53851 Lappeenranta

tel. 05 — 621 6985



PART 1: YOU AND YOUR SALESPEOPLE
How many pecple are in your sales team?. .
Of this mimber, how many are enplayed as s field -,alespeop 7
How many are emploved as telesales people?. ..
How many are emploved in other types o of sales po-,mous
What percentage of your salespeople are compensated on a stralc_rht salary basi

What percentage of your salespeople are compensated on a straight -c*':mmsrr*n basis?. ... Ya
What percentage of vour salespecple are compensated by a combmation of salary and com-

mission? Ya
If you use combination plans, please estimate an average proportion of varizble income to

total pay Ya
What perceptage of vour salespeople are assigned a sales quota toreach? ... Yo

mportant; Please answer the rest of this questionmaire m relation to your fleld salsspeople only and not your other sa-
lespeople (such as telesales). If you have no field salespeople, please retum this questicmmaire for our records.

The following questions ask you about the ways in which you handle activities of your fisld salespeople. There are no right or
WTong answers, we are suuply interested m the extent to which you utilize varions methods of sales management.

Please indicate vour level of agreement or disagreement on the following statements. Cirele one number.

Strongly Neither agree nor Srongly
Field salespeople in my team often: Dizagree disagres agree
Have to do things which should be done differently 1 2 3 4 5
Pecemve assigmments without the manpower to complete them 2 3 4 5
Have to buck a rule or policy in order to carry out an assignment 1 2 3 4 5
Work with two or more groups whe operate quite differently 1 2 k] 4 3
Fecerve mncompatible requests form two or moere pecple 1 2 3 4 5
Do things wluch are apt to be accepted by one person and not accepted by 1 H 3 4 5
another
Recemve assigmments without adequate resources and matenals to execute
them 1 2 3 4 5
Werk on unnecessary things 1 2 3 4 5

To & very To a moderate To a very
To what extent do vow: Small extent extent great extent
Spend time with salespeople m the field 1 2 3 4 B
Make joint calls with salespeaple 1 2 3 4 5
Pepularly review call reports form salespeople 1 2 3 4 5
Monitor the day-to-day activities of salespeople 1 2 3 4 5
Observe the performance of salespeople m the field 1 2 3 4 B
Closely watch salespeople’s expense accounts 1 2 3 4 5
Pay aftention to the extent to which salespeople travel 1 2 3 4 5

To a very To a moderate Toavery
To what extent do vou: Small extent extent great extent
Pay attention to the credit terms that salespeople quote customers

1 2 3 4 5

Encourage salespecple to merease thew sales by rewardmg them for
achievement 1 2 3 4 5
Actively participate m trammg salespeople on the job 1 2 3 4 5
Fepularly spend fime coaching salespeople 1 2 3 4 5
Discuss performance evaluaticns with salespeople 1 2 3 4 5
Help salespeople develop their potential 1 2 3 4 5
Evaluate the number of sales calls made by salespeople 1 2 3 4 5
Evaluate the profit confribution achieved Ty each salesperson 1 2 3 4 5
Evaluate the sales results of each salesperson 1 2 3 4 5
Evaluate the quality of sales presentations made by salespecple 1 2 3 4 5
Evaluate the professional development of salespeople 1 2 3 4 5
Provide performance feedback fo salespeople on a regular basis 1 2 3 4 5




To a very To a moderate To a very
To what extent do vou: Small extent extent great extent
Compensate salespeople based on the quality of therr sales activaties 1 2 3 4 5
Use wcentive compensation as e mam means for metvating salespeople 1 2 3 4 5
Compensate salespeople based on the quantity of their sales actiaties 1 2 3 4 5
PBeward salespeople based on their sales results 1 2 3 4 5
Use non-financial meentives to reward salespeople for their achisvements 1 2 3 4 5
Make incentive compensagon judzments based on the sales achisved by
salespeople 1 2 3 4 5

Please use the following scale to rate the extent to which you believe youwr superiors place importance on the following

factors when evaluating yow- performance as a sales manager.

To a very To amoderate Toa very
Small extent extent great extent

The dav-to-day activties of vour salespeopls 1 2 3 4 5
The quality of your salespecple™s paperwark (e.g. reports, projec- 1 2 3 4 5
tions)
The product knowladze of your salespecple 1 2 3 4 5
The state of your salespeople’s expense accounts 1 2 3 4 5
Your salespeople’s customer service 1 2 3 4 5
The number of sales calls made by vour salespeopls 1 2 3 4 B
The profit conribution achieved by your salespeople 1 2 3 4 5
The sales results of your salespeople 1 2 3 4 5
The quality of sales presentations made by vour salespeople 1 2 3 4 B
The professional development of your salespecple 1 2 3 4 5
The sales volume achieved by your salespeople 1 2 3 4 5
The sales n € achieved by your salespeople 1 2 3 4 5
Please indicate vour level of agreement or disagreement on the following statements. Circle one number.

Strongly Netther agres nor Strongly

Disagree disagree agres
Top management in my company has let 1t be known in no uncertain terms
that inethical sales behaviours will not be tolerated 1 2 3 4 5
MWy company has a formal. written code of ethics 1 2 3 4 5
If & zalesperson in my company 15 discovered to have engaged m unethical
behaviour that results primanily in corporate gamn (rather than personal gain),
she or he will be promptly reprimanded 1 2 3 4 5
My company sictly enforees a code of ethics 1 2 3 4 g
If & salesperson in my company 13 discovered to have engaged m unethical
behaviour that results primarily in personal gam (rather than corporate gain),
she or he wall be promptly repnmanded 1 2 3 4 5
My company has policies with regard to ethical behaviour 1 2 3 4 5
My company smictly enforces policies regarding ethical behaviour 1 2 3 4 5

Please use the following scale to evaluate the extent to which vowr salespeople’s remuneration depends on their team’s

level of the following things, rather than depending on individual levels.

Salespeople’s remuneration depends on Not at all (080)......coeevcvnieenn.. To an extreme extent (100%49)
Number of zales calls made by the team 0 1 2 3 4 5 [ 7 8 9
Team s profit conmbution 1] 1 2 3 4 5 [ 7 8 9
Team's sales volume 0 1 2 3 4 H [ 7 8§ 0
Team's sales value 0 1 2 3 4 B [ 7 8§ 9
Typically, what proportion of salespeople’s total meome would depend on team performance

outcomes, rather than individual performance outcomes b




PART 2: YOUR SALESPEOPLE’S FEELINGS AND BEHAVIOR
The following questions ask you about your salespeople. There are no right or wrong answers, we are simply interestad in your
hemest opinions about how you think vour salespeople feel about. and behave m. their jobs.

In general, my salespeople cooperate with each other by To a very
Small extent

To amoderate
extent

Toa very
great extent

Working with each other to improve selling techmques

1

Providing suppert to each other durme sales presentations

1

(= 1=
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Taking care of a salesperson’s customers during that salesperson’s
absence

1

Assisting each other by handling paperwork for each other if neaded

Providing each other with feedback for improving ther perfonmance

1
1
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Handling z salesperson’s customer complaints m that salesperson’s
absence

Azzizting each ether in collecting and storing customer-related dara

Sharing mformation wath each other about competitors

Sharing information with each cother about produet atributes

Sharing mformation with each other about potential customers

[ P R P

Sharing mformation with each other about existing customers

1
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| T | Fons | Fs] Pna] s
L B B E N

FFu| PFw( P | FFy) T F

Please indicate the typical level of performance that the members Tipically

of vour sales team achieve on the following factors

poar

Trpically
maderate

Typically
excellent

Sales commissions

Sales comnussion mereases (past § months)

Gross profit

Amaount of products sold

| e

ﬁ.ml:a;c\-‘ of paper work

Tie management

Customer presentations

Price negotiations

Selling tactics
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Please use the following scale to indicate your level of agreement or disa- Strongly
Disagree

greement on the following statements

WNeather agres nor
disagree

Strongly
agres

My salespeople probably often feel like I am pushmg down on them

1

|

3

e

ey

My salespecple probably feel Iike they are under constant review by me

I try to give a feeling of urgency to my salespeople

Often, the econony makes 1t hard for my team to gensrate sales

Iput a lot of pressure on my salespeople to perform

The economy in this counmry makes my salespeople’s job harder

My salespeople probably feel ke Lam “stting on their shoulders™

It's difficult for my salespecple to get good sales results in this busmess
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Salespeople probably often feel like this company 15 gomng through a “bad
patch”

-
[

i

My salespeople are Iikely to often feel under pressure because business 13
liard

(=]

3

5

T make it clear to salespeople that if they don’t succeed. then their jobs are
the line

on

2 3

=

In general, I think that:

Strongly
Disagres

Neither agree ner
disagree

Strongly
agree

The ethical standards of my salespeople are very lugh

1

Tt would be rare for my salespeople to use unethical selling tactics

My salespeople probably behave unethically sometimes

b |

My salespeople are essentially very ethical

|

My salespecple would probably use unethical sellng tachies if they had to

Ethics are not a very important concem for my salespeople
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The following scenarios feature a salesperson called John. Please imagine that John is a typical salesperson working
in one of vour company sales teams. Please read the scenarios and,

(a) using the seale below, indicate how likely it is that John will act in the way indicated in each scenario:
(b)Evaluate the situation described in the scenarion with the provided scale. There are no right or wrong answers to
these questions, we are simply interested of Yow' opinions.

John has a purchaser whom he especially likes. Their wives are friends too and their children go to school
together. What 1s the likelihood that John will give this purchaser special consideration on price and deliv-
ery that John doesn’t grve to his other customers?

(a) What ilitv?

Almost no Shight Some Fair posst- | Fairly good Good Probable Very Almos Praciically
chance possipilay | possibiliny biliny possibility | possibilicy probable ure ceriin

0 2 3 4 5 [ 7 8 0 10

(b) Please evaluate the scenario with following state- Strongly TNeither agree nor Strongly

ments. Dhsagree disagree agree

The overall harm (if anv) done as a result of the action 1 2 3 4 B 7 8 9

wiould be very small

Most people would agree that the action is wrong 1 2 3 4 3 [ 7 8 [

There 15 a very small hikehhood that the action will act- 1 2 3 4 H [ 7 8 []

ally cause any hamm

The action will not cause any harm m an munediate futwre 1 1 3 4 H [ 7 8 9

IfJohn 15 & personal fiend of the customer, the action 15

wrong 1 3 4 B [} 7 8 92

The action will hamm very few people (if amy) 1 2 k] 4 H [ 7 ] 9

John is selling 2 number of office machines to 2 small service firm. The firm 1s ready to order the top of the
lme machines, even though as far as John can see the firm has no possible use for any of the extra features
of this machine, and would be much better off with a less expensive model

(a) What is the probabilitv that John would not explain this, but would continue with the sale?
Shgh

Almest no Wery Some Fair posat- | Fairly good Good Probatlz Vary Al Practically

chance Slig possipilay | possibiliny biliny possibility | possibility probable aure cerzin

possioilay
0 1 1 3 4 B § 7 8 a 10

(b) Please evaluate the scenario with following state- | Strongly Neither agree nor Strongly
mMEnts. Dhsagree disagree agree
The overall harm (1f any) done as a result of the action 1 2 3 4 E [ 7 8 9
wiould be very small
Most people would agree that the achion 15 wrong 1 2 3 4 B [ 7 8 [
There 13 a very small likelihood that the action will actu- 1 2 3 4 B [ 7 ] []
ally cause any harm
The action will net cause any hamm m an immediate fu- 1 2 3 4 H 6 7 8 9
fre
If John 15 a personal friend of the customer, the action 15
wrong 1 2 3 4 3 [ 7 8 9
The action will harm very few people (if amy) 1 2 k] 4 5 [ 7 ] 9




John's sales manager mistakenly believes that John deserves the credit for landing a major new customer.
and has privately praised John for this. In fact, a rookie salesperson who has since left was largely respon-
sible.

(a) What is the probability that John would decide not to inform his manager of this and take the credit for himself?

Almost no Wary Slight Soma Fair possi- Cood Pronable Weary Almipst Practically
chamee slight possibility | possibality bility possibilty probable sure Cern
possibility
1] 1 2 3 4 H [ 7 5 [ 10
(b) Please evaluate the scenario with following state- | Stromgly Neither agree nor Smengly
Menfs. Dizagree disagres agree
The overall harm (if anvy) done as a result of the action 1 2 3 4 B [} 7 H] 9
would be very small
Most people would agree that the action 13 wrong 1 2 3 4 3 6 7 3 9
There 1s a very small hikelihood that the action wall acm- 1 1 3 4 5 [ 7 5 9

ally cause any harm

The action will not canse any harm m an mumediate 1 1 3 4 5 [ 7 F] 9
firture

If John is & persenal friend of the left rockie, the action

is wrong 2 3 4 5 6 7 3 9
The action will harm very few people (if any) 1 2 3 4 5 [ 7 5 9

John's boss 1s a real stickler for reporting procedures, and for making lots of sales calls. John hasn’t been
able to convince hiss boss that John is far more effective making fewer, more targeted sales calls. What 15
the probabality that John would decide to keep us boss happy by exaggerating the number of calls he ma-
kes

(a) What is the pr obabilitv that John would decide to keep hiz boss h:up]n by exaggerating rhe number of calls he makes?
F

Almost no Wary Slight Some Fair possi- Probable Very Almast Practically

chance ‘]I.ZH possibility | posstbiliny bility prababie sure Certain

possibility
1] 1 2 3 4 E [ 7 5 [ 10

(b) Please evaluate the scenario with following state- Strongly Neither agree nor Strongly
ments. Disagres disagres agree
The overall harm (if any) done as a result of the action 1 2 3 4 3 [ 7 8 9
wiould be very small
Most people would agree that the action is wrong 1 2 3 4 H [ 7 ] 9
There 15 a very small hikelihood that the action wall actu- 1 12 3 4 H [ 7 ] 9
ally canse any harm
The action will not canze any hamm n an muwediate fuwe 1 2 3 4 3 [ 7 F] 9
IfJohn 15 & personal friend of the boss, the acioniswrong 1 2 3 4 5 [ 7 5 9
The action will hanm very few people (f any) 1 ] 3 4 5 [ 7 3 9

John is negotiating the final details of a large order. The customer 15 insisting on one mmor point about the
service that John doesn’t think he’ll be able to provide. John knows he can clinch the sales by agreeing
now; if necessary he can blame the company later for not being able to come through with the service.

(a}) What is the likelihood that John will decide to agree to the customer’s request?
Almes no Wary Slight Soma Fair possi- | F: Cood Pronable Very Almost Practically
chance Slight possibility | possthiling bility possthiliy prababis e cartain
possibiliny

1] 1 2 3 4 E [ 7 5 9 10
(b) Please evaluate the scenario with following state- | Strongly Neither agree nor Smongly
ments. Disagree disagres agree
The overall harm (if any) done as a result of the action 1 2 3 H 6 7 E 9
wipuld be very small
Most people would agree that the acfion 13 wrong 1 2 3 4 3 [ T F] ]
There 15 a very small hkelihood that the action wall acu- 1 2 3 4 5 [ 7 3 9
ally cause any harm
The action will not canse any harm i an mmediate
firture 1 2 3 4 5 [ 7 5 9
IfJohn is & personal friend of the customer, the action 13
wrong 1 2 3 4 5 [i] 7 3 9
The action will hamm very few people (of any) 1 2 3 4 5 [ 7 5 9




John has one product which is selling like the proverbial hot cakes. John knows that he can also sell other
products in the product line by insisting that the “hit” product is packaged with other, less popular, prod-
ucts m this line, even though he 1s bluffing. What 1s the probability that John would use this strategy?

(a) What is the probabilitv that John would use this strategy?

Almost no Wary Slight Some Fair possi- | Fairly good Cood Probakle Very Almast Practically
chance Slight possibility | pesstbility bility possbilty probabie srE Certin
poasibility

1] 1 2 3 4 3 [ T 8 9 10
(b) Please evaluate the scenario with following state- -‘ Strongly Neather agree ner Smengly
IEnLs. Disagree disagree agree
The overall harm (if any) done as a result of the action 1 ] 3 4 E] 6 7 8 9
would be very small
Most people wonld agree that the achion 13 wrong 1 2 3 4 5 6 7 8 9
There s a very small hkelihood that the action wall actu- 1 1 3 4 5 [ 7 E] 9
ally cause any harm
The action will not cause any harm m an nemediate 1 1 3 4 5 [ 7 E] 9
firture
If John 15 a personal friend of the customer, the action 15
wrong 2 3 4 5 ] 7 3 9
The action will harm very few people (if any) 1 2 3 4 5 6 7 8 9

John 15 a relatively mexperienced salesperson who 1s having difficulty living on what he perceives as a less
that adequate salary. John occasionally takes his wife out to dinner and charges the company, reasoning
that he works hard and deserves to enjoy some company benefits.

(a) What is ﬂ:{e likelihood of this?

Almost oo Wary Slight Soma Fair posat- | Faicly good Good Probakbls Very Almos: Practically
chanes Slizght possibiliry | possibility biliry pozsibiliny | possibiliny probable re certain
poasibility

1] 1 2 3 4 | H [ T | 8 | 9 10
(b) Please evaluate the scenario with following state- | Strongly Neather agree ner Smongly
IENts. Disagree disagres agres
The overall harm (if any) done as a result of the action 1 2 3 H 6 7 3 9
would be very small
Most people wonld agree that the action 13 wrong 1 2 3 4 5 6 7 8 9
There 15 a very small likelihood that the action wall actn- 1 2 3 4 5 6 7 ] 9
ally cause any harm
The acion will notf canse any hamm m an mumediate
firture 1 2 3 4 B [} 7 3 9
The action will harm very few people (f any) 1 2 3 4 5 6 7 8 9

John sold one of his major customers a large order which was delivered two weeks ago. John has just dis-
covered that the merchandise delivered was a shightly less sophisticated, less expensive model that the one
the customer ordered. John can’t believe it but the customer simply did not notice the difference.

(a) What is the likelihood that John would decide not to point out the mistake to the customer?

Almost oo Wery Slght Soms Fair posst- | Fazly good Good Probable Vary Almost Practically
chanee Slight possibility | possibility bility possibility | possibility probable ure Certain
possibiliy

1] 1 2 [ 3 | 4] 5 [ 6 | 7 F] [ 10
(b) Please evaluate the scenario with following state- -‘ Strongly MNeither agree nar Strongly
MEnts. Dizagree dizagree agres
The overall harm (if any) done as a result of the action 1 2 3 4 s G 7 8 9
would be very small
Most people would agree that the action is wrong 1 2 3 4 5 6 7 8 9
There 15 a very small hkehhood that the action will 1 2 k) 4 5 [ 7 8 9
actually cause any hanm
The action will not canse any harmm m an mumediate 1 2 k) 4 5 [ 7 8 9
firture
If John 13 & personal friend of the customer, the action 13
wrong 1 2 3 4 B [ 7 8 9
The action will hanm very few people (if any) 1 2 k) 4 5 [ 7 8 9




John's manager is pressuring him to “crack” a large account which has never made any major purchases
from John's firm John has made several calls to this account and gotten nowhere. However, he has heard
that the only way to get an order from the buver is to offer the purchasing agent a gift.

(a) How likely it is that John will trv this approach?

Almos no Wery Slght Some Fair possi- | Fazly good CGood Probadle Very Almost Practically
change Sligh possibility | possibility bility possibility | possibility probakle re cerfain
possibils

0 1 2 3] 4 5 ] ] [ 7 8 0 10
(b) Please evaluate the scenario with following state- | Strongly Neither agree nor Strongly
ENts. Disagree disagres agres
The overall harm (if any) done as a result of the action 1 2 3 4 B [ 7 8 9
would be very small
Mozt people would agree that the action 13 wreng 1 2 3 4 B [ 7 8 9
There1s a very small hikehhood that the action will actu- 1 2 3 4 H 6 7 ] 9
ally cause any harm
The action will not canse any harm m an nmmediate 1 2 3 4 H [ 7 § 9
firure
If John 15 a personal friend of the customer, the action 15
wrong 1 2 3 4 5 ] 7 8 9
The action will harm very few people (if any) 1 2 3 4 5 6 7 8 9

John has found that exaggerating the seriousness of a customer’s problem can get the customer to place a

large order.

(a) How likely is it that John will continue to use this approach?

Almos oo Wery Slght Soma Fair posst- | Fazly good Good Probablz Very Almost Practicaly

chanice possibility | possibiling by posszibility | possibiliny probakle e certin

0 2 [ 3 | 4 5 [ 6 [ 7 8 [l 10

(b) Please evaluate the scenario with following state- | Strongly Neather agree nor Szongly

ments. Disagree disagree agree

The overall harm (if any) done as a result of the action 1 2 3 4 B [ 7 8 9

would be very small

Most people would agree that the action 13 wrong 1 2 3 4 5 [ 7 8 2

There is a very small likelihood that the action will actu- 1 2 3 4 H 6 7 § 9

ally canse any harm

The action will not canse any ham m an immediate

firture 1 2 3 4 3 [ 7 ] 9

If John 13 a personal fiend of the customer, the action 13

wrong 1 2 3 4 3 [ 7 ] 9

The action will harm very few people (0f any) 1 2 3 4 5 [] 7 8 9

How likely is John to charge more to the buyers for whom he is the sole supplier, than he does in a similar
sales situation where he is competing with other buyers?

(a) How likely is this?

Almos ne Wery Slight Soma Fair possi- Cood Prabable Very Almos Practicaly
chanes Slght possibility | possibility bility possibility probable rs certain
possibiliy

1] 1 2 |3 [ 4 5O [ | 7 8 ] 10
(b) Please evaluate the scenario with following state- | Strongly Neither agree nor Strongly
IMENs. Dizagree dizagres agree
The overall harm (if any) done as a result of the action 1 2 3 4 B [ 7 8 9
would be very mmall
Ilost people would agree that the action 13 wrong 1 2 3 4 B [ 7 3 9
Thereis a very small likelihood that the action will actu- 1 2 3 4 H 6 7 8 9
ally cause any harm
The action will not canse any ham m an mmediate
firture 1 2 3 4 H [} 7 8 9
If John 13 & personal fend of this buyer, the action 13
wrong 1 2 3 4 5 [ 7 3 9
The action will harm very few people (0f any) 1 2 3 4 5 6 7 8 9




Please circle one munber.

My salespeople are likely to feel that: Strongly Neither agree nor Strongly
Disagres disagree agree
Ifthey don’t perform. then their job 15 at stake 1 2 3 4 5 [ 7
Their livelibhood 13 directly related to their performance 1 p 3 4 5 6 7
If they want to succesd. then the omms i3 on them to do it themselves 1 2 3 4 B 6 7
They are under a lot of pressure to perform here 1 2 3 4 5 [ 7
Low performance means their job is at nsk 1 2 3 4 5 [ 7
They need toreach targets to feel secure m ther positions 1 2 3 4 5 6 7
Targeis may merease, but they still have to be met regardless 1 2 3 4 5 [ 7
Their jobs are ighly pressurized 1 2 3 4 5 [ 7
PART 3: YOUR INDUSTRY
Please use the following scale to indicate your level of agreement or disagreement on the following statements.
Strongly Neither agree nor Strongly
Dhsagree disagree agree
The indusry I work m has a formal code of ethics 1 2 3 4 5
In general, I would say that sales reps m the mdusay I weork m are quite ethi- 1 2 3 4 H
cal
There 15 a formal body charged with evaluatmg ethical sales behawvior m my
indusry 1 2 3 4 3
The mdustry I work m 13 guite unethical 1 2 3 4 H
My mdustry’s code of ethues 13 smictly enforced 1 2 3 4 5
Sales reps in thus mdustry are made aware of mdustry ethical codes 1 2 3 4 5
There are formal mechamsms m this industry for ensunng sales reps behave
ethically 1 2 3 4 5
Tn this industry, 2 Tot of publicity could result if a sales rep was canght behav-
ing unethically 1 2 3 4 5
To suceeed in this industy, sometrmes a sales rep has to be somewhat methi-
cal 1 2 3 4 5
Ifa sales rep were to behave unethically in this mdustry, ther finm could be
done major harm 1 2 3 4 5
Strongly Neither agree nor Strongly
Dhsagree disagree agree
Competition in our industy 15 cutthroat 1 1 3 4 5
There are many “promotion wars” in our industry 1 2 3 4 5
Anvthing that one competitor can offer. others can match readily 1 2 3 4 H
Price competition 15 a hallmark of our mdusry 1 2 3 4 5
One hears of 2 new competitive move almost every day 1 2 3 4 5
Our compefitors are relagvely weak 1 1 3 4 5
Strongly Neither agree nor Strongly
Disagree disagree agree
Onr customers possess a great deal of market information 1 2 3 4 5
Onr customers are able to bargain the terms of a sales 1 2 3 4 5
20% of our customers account for 80% of our total sales 1 2 3 4 5
Most of our customers could buy ther products directly from the manufac- 1 2 3 4 5
furer
The supplier’s brand is not a very impertant purchasing criterion for our 1 2 3 4 H
products
The cost of finding and quahfying other suppliers 15 low for our custemers
1 2 3 4 5
Customers m our mdusTy do not msist on buying a specific mamufacturer’s
brand 1 2 3 4 5
Cur customers possess a good idea about the costs of our products to their
distributors 1 2 3 4 5
The mportance of product quality as a purchasing criterion for our customers 1 2 3 4 5

i3 low




Please use the following scale to indicate your level of agreement or disagreement Strongly Neither Strong-
on the following statements, disagres agreenor  lyagree
disazres
Tam very satisfied with the munber of accounts m my temtory 1 2 3 4 5 6 7
T am very satisfied with the mumber of sales calls Thave made in my teritory 1 2 3 4 5 6 7
1 am very satisfied wath the amount of travel requured m my temtory 1 2 3 4 5 6 7
T am very satisfied with the market potential m my temtory 1 2 3 4 5 6 7
T think that the workload required m my salespeople’s temitonies 15 equally divaded 1 2 3 4 5 & 7
In general, I am very satisfied with the temitory desien 1 2 3 4 5 &6 7
What kinds of products and services does vour company sell? Please tick the most suitable alternatives.
Industrial goods
Food, beverages, cigamrettes ] Buildings, land, construction []
Textiles and clothes || Trade. hotell or restaurant services H
Wood or wood products || Logistics | |
Pulp. paper. paper products Communications
Chemicals or chemical products | Business services . ]
Rubber and plastic products N Agricultural services ]
Metals or metal products || Mining services | |
Machines and devices Manufachoing services
_ Societal and social services ]
Electronic and optical equipment ] Persenal services ]
Vehicles. N Other services ... ]
Other industrial goods ||
Agnenltural or forestal products ...
Fish products |
Mining and minerals I
Electricity, gas, water L
What is the average value of a single sales ransaction of vour company”s products or €
services?
How many sales ransactions do your salespsople make per vear?
ca. pesperson

PART 4: YOU AND YOUR OPINIONS ABOUT ETHICS
Please use the following scale to indicate your agreement or disagreement with the following statements. Circle one
number..

Smongly Neither agree ner Smongly

Disagree disagres agree
What is ethical varies from one situation and society to another 1 2 3 4 5 & 7
Meral standards should be seen as bemg mdindualistic; what one person considers to be maoral
may be judged to be immeoral by another person 1 2 3 4 5 6 7
Different types of moralities canmot be compared as to “nighmess” 1 2 3 4 5 6 7
Questions of what 15 ethical for everyone can never be resolved, since what i3 moral or im-
morzl is 1p to the mdividual 1 2 3 4 5 6 7
Moral standards are simply personal rules of which indicate how a persen should behave, and
are not to be applhied m making udgments of others 23 4 5 6 7

Ethical considerations m mterpersonal relafions are so complex that mdividuals should be

allowed to formulate ther own individual codes 1 2 3 4 5 6 7
Figidly codifying an ethical position that prevents certain fypes of actions could stand in the

way of better humsn relations and adjustment 1 12 3 4 5 6 7
No rule conceming lying can be formmlated: whether a hie 1s pernussible or not permissible

totally depends cn the situation 1 2 3 4 5 6 7
Deciding whether or not to perform an act by balancing the positive conssquences of the act

against the negative consequences of an act 15 immoral 1 2 3 4 5 6 7

Whether a Iie 1s to judged moral or immeral depends on the cirenmstances surrounding the
action 1




Please use the following scale to indicate your agreement or disagreement with the Strongly  Netheragree  Strongly

following statements. Circle one number.. disagree  mor disagree agres
TRisks to another should never be tolerated. nrespective of how small the risks nught be 1 2 3 4 5 & 7
The existence of potential harm to others 15 always wrong, rrespective of the benefits to
be gamed 1 2 3 4 5 6 7
Ome should never psychologically or physically harm another persen 1 2 3 4 5 6 7

Ome should not perform an action which mught in any way threaten the dignity and wel-

fare of another mdiadual 23 4 5 6 7
If an action could harm an mmocent other, then it should not be done 1 2 3 4 5 & 7
A person should make sure ther actions never intentionally harm another, even to a small
degree 1 2 3 4 5 & 7
The digmity and welfare of people should be the most important concem in any society 1 2 3 4 5 & 7
Tt i3 never necessary to sacrifice the welfare of others 1 1 3 4 5 & 7
Moral actions ars those which closely match ideals of the most “perfect” action 1 2 3 4 5 @ 7
There are no etlucal principles which are so important that they should be part of any 1 I 3 4 5 & 7
code of ethics
Below ate some items describing people and their feelings, Definitely ~ Mostly Don't Mostly  Defimtely
pleasze use the scale below to indicate whether you feel the item false false know e e
is a true or false description of you...
I am always courteous, even to people who are dizasreeshle 1 2 3 4 B
There have been occasions when I took advantage of someone 1 2 3 4 5
1 sometimes try to get even rather than forgive and forget 1 2 3 4 5
T sometimes feel resentfial when I don't get my way 1 2 3 4 5
No matter who I'm tallkmg to, I'm always a good histener 1 2 3 4 5
Finally a few questions about your background information.
Age? _ wears Gender?

Male
How long have you worked for sales? __ years Female

What 15 vour level of education?

How long have you worked for this orgamization? _ vears Comprehensive school

High-school diploma

Trade school or secondary education
How long have you worked m your current positen? _ years Institute/traiming centre

Lower umversity degree

Higher university degres

Orther,

Approsmeately, what 15 your company’s amual total sales tumover? €

Approximately, how meny people are employed by your company? peaple

What industry would you say your firm operated in?

Thanl: you for filling the questionnaire!!!
If vou have any questions, things you would like to add, or comments, please use the other side of this page.

If you would like to receive a swmmary of the findings of this stydy, please provide your business card or email adderss
on the other side of this page.

Thank you for your time,
Your contribution is greatly appreciated.




COMPENSATION- AND CONTROL SYSTEMS’ EFFECTS ON BEHAVIOR AND
PERFORMANCE OF FIELD SATLESPEOPLE

QUESTIONNAIRE FOR SALESPERSONS

There are no right or wrong answers to the questions presented in this questionnaire.
We are simply just interested on your opinions.

Obtained responses will be handled confidentially.
Questionnaire
Contact information:
LAPPEENRANTA UNIVERSITY OF TECHNOLOGY
DEPT. OF BUSINESS ADMINISTRATION
Anssi Tarkiainen
P.0 Box 20, 53851 Lappeenranta

tel. 05 — 611 6985



PART 1: YOU AND YOUR JOB TASKS

What percentage of your compensation on a straight salary basis? ...
What percentage of your compensation is en a straight commission basi
Do you have a sales quota to meet?. ..

What is the average value of a single sales ransaction of your company’s products or ser-
vices? ...

How many sales transactions do vou make peryear?. ...

Ca. PCs/peTson

Please use the following scale to indicate vour agreement or disagreement with the Soongly  Neither  Stromgly
following statements, Circle one number. disagres  agree nor agres
disagree
It is my firm belief that I can solely overcome the obstacles on sales work 1 2 3 4 5 6 7
I personally should be respensible for the falure of not reachmg the sales quota. 1 1 3 4 5 6 7
My behavior can greathy influsnce ny selling outcome 1 2 3 45 6 7
Sales performance i3 srongly related to the efforts Thave made 1 3 3 4 5 & 7
Becommg an cutstanding salesperson depends mostly on timmg and eppertunity 1 2 3 4 5 & 7
A praver for good Inck mav quite possibly outweigh personal ability and enthusiasm 1 1 3 4 5 6 7
My sales performance today rests on chance 1 3 3 4 5 6 7
T takes luck and good fortune to get a promotion 1 ¥ 3 4 5 6 7
T believe that sales success is mostly influsnced by powerful others 1 2 3 4 5 6 7
Sales canmot be effective without faver from important people. 1 1 3 4 5 6 7
Becomung a competent salesperson depends on the help fiom some peoplemhighpostions 1 2 3 4 5§ 6 7
The accomplishment T can achieve 15 often in the hands of powerful others 1 ¥ 3 4 5 6 7
Please use the following scale to indicate vour agreement or disagreement with the Smongly  Neither  Stromgly
following statements. Circle one number. disagree  agree nor agres
disagree
When I perform well. I know it 15 for my own desre to aclueve 1 2 3 4 58 6 7
1 feel a great sense of personal satisfaction, when I do my job well 1 1 3 4 5 6 7
Becommg successfial in sales is something Ireally want to do for me 1 2 3 4 5 & 7
My job mereases my feeling of self-esteem 1 2 3 4 5 & 71
When I do my work well. it gives me a feeling of accomplishment 1 2 3 4 5 6 7
When I perform ny job well, 1t confmbutes to my personal growth and development 1 2 3 4 5 6 7
If 1t weren't for the monev, T would not be in a sellmg job 1 2 3 4 5 6 7
T sell because I get paid to sell 1 2 3 4 5 6 7
After along hard dav., I realize that 1f 1t weren’t for the money, I wouldn't put up with this 1 2 3 4 5 6 7
job.
T want to be sure before I act. 1 1 3 4 5 6 7
T avoid risky things. 1 1 3 4 5 & 7
T would rather be safe than sorry 1 2 3 4 58 6 7
Please use the following scale to indicate vour agreement or disagreement with the Strongly  Neither  Stromgly
following statements. Circle one number. disagree  agres nor agres
disacres
T am very satisfisd with the muuber of accounts I noy teritory 1 2 3 4 5 6 7
T am very satisfied with the muuber of sales calls Thave made in my termtory 1 1 3 4 5 & 7
1 am very satisfied with the amount of travel required m nwy temtory 1 2 3 4 5 6 7
T am very satisfied with the marke: potennal m my temtory 1 2 3 4 5 6 7
Compared to my colleapues. the mumber of acoounts m my territory 15 smaller 1 2 3 4 5 & 7
Compared to my colleagues, the market potential m my termitory is smaller 1 1 3 4 5 6 7
Compared to my colleagues. the my termtory requires greater workload 1 2 3 4 5 6 7
In general. T am very satisfied with the temmitory desiom 1 2 3 4 5 6 7
What do vou think about your sales quota? (If you do not have a sales quota to reach,  Strongly  Netther — Stromgly
please skip to the next question) disagres  agree nor agree
dizagres
T believe my assigned quota 15 very difficult. 1 ¥ 3 4 5 6 7
1t 15 very easv for me to achieve my assigned quota 1 1 3 4 5 6 7
Bad ................ Good
The chance of me achieving my assigned quota 13 1 1 3 4 5 6 7




Please use the following scale to indicate your agreement or disagreement with the Strongly  Neither  Strongly
following statements. Circle one number. disagree  agree nor agres
disagres
One neads to retum a favor if'a colleague lends a helping hand 12 34 5 6 7
There 15 everything to zam and nothng to lose for working in a team 12 34 5 & 7
Fellow workers” assistance is mdispensable to getting good sales results. 11 34 5 6 7
Twiould be willing to change compames if the new job offered a 23 % pay increase. 12 34 5 6 7
T wiould be wallme to changs compames if the new job offered more creative fresdom. 12 34 5 6 7
T wiould be willing to change companies if the new job offered more status 121 34 5 6 7
T would be willing to change compantes if the new job was wath people who weremore friendly 1 3 3 4 5 6 7
Please use the following scale to indicate vour agreement or disagreement with the  Strongly  Neither Strongly
following statements. Circle one number. disagree  agree nor agres
disagree
What is ethucal varies from one situation and society to another 1 I 4 5 6 7
Meral standards should be seen as bemg mdnadualistic; what one person considers to be
mral may be udged to be immeoral by another person 1 2 3 4 5 6 7
Different tvpes of moralites carmot be compared as to “nghmess” 1 2 3 4 5 8 7
Questions of what is ethical for everyone can never be resolved, since what is moral or
immoral 13 up to the mdividual 1 2 3 4 5 6 7
Moral standards are siuply personal mles of which indicate how a person should behave,
and are not to be applied in meking udgments of others 2 3 4 5 6 7
Ethical considerations m mterpersonal relations are so complex that mdividuals should be
allowed to formmlate ther own individual codes 1 2 3 4 5 & 17
Pagdly codifying an ethical posinon that prevents certain types of actions could steand in
the way of better human relations and adjustment I 3 45 6 7
Ne rule concerming Iying can be formulated: whether a he 1s pemussible or not permissi-
ble totally depends on the sinmtion 1 3 45 6 7
Deciding whether or not to perform an act by balancing the positive consegquences of the
act against the negative conseguences of an act is immoral 3 4 5 6 7
Whether a lie 1s to judged moral or mmmoral depends o the circumstances surrounding
the action 1 I 3 4 5 6 7
Fasks to another should never be tolerated, orespective of how small the risks nught be 1 2 3 4 5 6 7
The existence of potential harm to others is always wrong, irespective of the benefits to
be gamed 1 2 3 4 5 6 7
One should never psychologically or physically harm another person 1 1 3 435 6 7
Ome should not perform an action which might in any way threaten the dizmty and wel-
fare of another mdividual 1 1 3 4 5 6 7
If an action could harm an mnocent other, then it should not be done 1 2 3 4 5 6 7
A person should make sure their actions never intentionally harm another, even to a small
degree 1 1 3 4 5 6 7
The dignity and welfare of people should be the most muportant concem in any socisty 1 1 3 4 5 6 7
It 1s never necessary to sacrifice the welfare of others 1 2 3 4 5 6 7
Maral achions are those which closely match 1deals of the most “perfect” acion 1 1 3 4 5 6 7
There are no ethical principles which are so mmportant that they should be part of any 1 2 3 4 56 7
code of ethics
Please use the following scale to indicate vour agreement or disagreement with the  Strengly Neither Strongly
following statements. Circle one number. disagres AgTes nor ages
disagree
I tend to 1gnore certam job-related activines simply because they are not momtored by the 1 I 4 56 7
division
T work en imimportant activities sinply becanse they are evaluated by upper management 1 2 3 4 5 6 7
Even if my productivity 15 meonsistent, I still try to make it appear consistent 1 2 3 4 5 6 7
Thave adjusted marketing data to make my performance appear more m line with divi-
sion goals 1 1 3 45 6 7
When presenting data to upper management, I try to emphasize data that reflects favora-
bly upon me 1 1 3 4 5 8 7
When presenting data to upper managensent, I fry to avoid bemng the bearer of bad news 1 2 3 4 5 6 7
Smongly Neither agree nor Strongly
1 think that : Dhsagree dizagree agree
T kmow what my responsibilities are in dus job. 1 2 3 4 H
T kmow exactly what 15 expected of me m this job. 1 2 3 4 H
TImow the scope of my job. (new item) 1 2 3 4 5
1 kmow exactly how nmich suthority I have m this job 1 2 3 4 E




The following scenarios feature a salesperson called John. Flease imagine that John is a typical salesperson working
in one of vour company sales teams. Please read the scenarios and,

(a) using the scale below, indicate how likely it is that John will act in the way indicated in each scenario:
(b)Evaluate the situation described in the scenarion with the provided scale. There are no right or wrong answers to
these questions, we are simply interested of Yow- opinions.

John has a purchaser whom he especially likes. Their wives are friends too and their children go to school
together. What 1s the likelihood that John will give this purchaser special consideration on price and deliv-
ery that John doesn’t give to his other customers?

(a) What is lhelprnbabi.ljn".‘

Almost no W, Slight Some Fair pozst- | Fairly zood Good Probahle Very pro- Almos Practically
chamee Sl;g_.lt- possibility | possibility hility possibility | possibility Dable uTe cerain
possioilay
0 1 2 K] 4 5 [ 7 ] 9 10
(b) Please evaluate the scenario with following state- Strongly Neither agree nor Smongly
ments. Dhsagree disagree agree
The overall harm (if any) done as a result of the action 1 2 3 4 3 6 7 8 9

wiould be very small

Most people would agree that the action is wrong 1 1 3 4 H 6 7 [ 9
There 15 a very small hikelihood that the action wall actu- 1 ) 3 4 H [] 7 ] 9
ally canse any harm

The action wall not cause any harm in an mumediate fiture 1 ) 3 4 5 [] 7 ] 9
IfJohn 15 & personal friend of the customer, the action 13

WIong 2 3 4 5 [ 7 8 9
The action will harm very few people (of any) 1 2 3 4 5 [] 7 ] 9

John is selling a number of office machines to a small service firm. The firm 1s ready to order the top of the
line machines, even though as far as John can see the firm has no possible use for any of the extra features
of this machine, and would be mmch better off with a less expensive model

(a}) What is the probabilitv that John would not explain this, but would continue with the sale?

Almost no lery Slight Some Fair possi- | Fairly zood Good Probable Very pro- Almosz Practically
chance possinility | possibilicy biliny possibility | possibiliny fahle ure cerin

1] 2 3 4 5 1] 7 8 g 10

(b) Please evaluate the scenario with following state- | Strongly Weither agree nor Strongly

ments. Disagree dizagres agree

The overall harm (if any) done as a result of the action 1 2 3 4 H [ 7 ] 9

wipuld be very small

Most people would agree that the action 13 wrong 1 2 3 4 B [ 7 3 9

There 15 a very small likelihood that the action will acmu- 1 2 3 4 5 6 7 3 9

ally canse any harm

The action will not canse any harm n an mmediate fi- 1 2 3 4 H 6 7 8 9

fure

IfJohn 15 & personal friend of the customer, the action 13

wrong 1 2 3 4 5 [i] 7 3 9

The action will harm very few people (if any) 1 2 3 4 5 6 7 8 9




John's sales manager mistakenly believes that John deserves the credit for landing a major new customer,
and has privately praised John for this. In fact, a rockie salesperson who has since left was largely respon-
sible.

(a) What is the probabilitv that John would decide not to |J:|.|'n| m his manager of this and take the credit for himself?

Almost oo Wery Slight Some Fair posat- Cood Probable Vary pro- Almost Practicaly
changce Slight possibility | possthiling by possibility Tnakle sure cartain
pussibility

0 1 2 3 4 H [] 7 8 9 10
(b) Please evaluate the scenario with following state- | Stromgly Neither agree nor Strongly
mEnts. Disagree disagres agres
The overall harm (if any) done as a result of the action 1 2 3 4 B [ 7 8 9
would be very small
Most people would agree that the achion 13 wrong 1 2 3 4 3 6 7 8 9
There 1s a very small ikehhood that the action will actu- 1 2 3 4 5 6 7 8 9
ally canse any harm
The action will not canse any harm m an mmmediate fu- 1 2 3 4 H [ 7 § 9
ture
If John is & personal friend of the left rockie, the action
i3 wrong 2 3 4 5 6 7 8 9
The action will harm very few people (if any) 1 2 3 4 5 6 7 8 9

John's boss is a real stickler for reporting procedures, and for making lots of sales calls. John hasn’t been
able to convince hiss boss that John is far more effective making fewer, more targeted sales calls. What is
the probabality that John would decide to keep lus boss happy by exaggerating the number of calls he
makes

(a) What is the probabilitv that John would decide to keep his boss happy by exaggerating the munber of calls he makes?

Almos: no Wery Slight Some Fair possi- Probable Vary pro- Almast Practically

chance Slight possibility | pesstbility bility Table ure Cermin

possibility
0 1 2 3 4 7 8 ] 10

(b) Please evaluate the scenario with following state- Strongly Neither agree nor Strongly
MEnts. Dizagres dizagres agres
The overall harm (if any) done as a result of the acton 1 2 3 4 H [ 7 8 9
would be very small
Maost people would agree that the achion 13 wrong 1 2 3 4 5 6 7 8 9
There 15 a very small ikehheod that the action wall actu- 1 2 3 4 5 [ 7 ] 9
ally canse any harm
The acion will not canse any harm m an mmmediate firure 1 2 3 4 H [ 7 ] 9
IfJohn 15 & personal fiend of the bogs, the acioniswrong 1 2 3 4 H [ 7 § 9
The action will harm very few people (if any) 1 2 3 4 5 [ 7 8 9

John is negotiating the final details of a large order. The customer is insisting on one minor peint about the
service that John doesn’t think he’ll be able to provide. John knows he can clinch the sales by agreeing
now, if necessary he can blame the company later for not being able to come through with the service.

(a) What is the hLeIllmod that John will decide to agree to rhe customer’s request?
¥ Eved ool

Alraost oo Wary Slight Some Fair possi- Proazble Vary pro- Almast Practically
chanes '-]Lgh possibility | posstbiling biliry akle rs certain
possibiliny

0 1 2 3 4 H [] 7 8 9 10
(b) Please evaluate the scenario with following state- | Strongly Neither agree nor Strongly
ments. Disagree disagres agree
The overall harm (if any) done as a result of the action 1 2 3 4 B [ 7 8 9
would be very small
Mast people would agree that the acfion 15 wrong 1 2 3 4 H 6 7 ] 9
There 15 a very small likelihood that the action wall actu- 1 2 3 4 H 6 7 ] 9
ally canse any harm
The action will not canse any harm m an nmmediate fu-
fre 1 2 3 4 H 6 7 8 9
IfJohn 15 & personal fiend of the customer, the action 13
wrong 1 2 3 4 5 6 7 3 9
The action will harm very few people (if any) 1 2 3 4 3 [ 7 8 9




John has one product which is selling like the proverbial hot cakes. John knows that he can also sell other
products m the product line by insisting that the “hit™ product 1s packaged with other, less popular, prod-
ucts m this lime, even though he is bluffing. What 15 the probability that John would use this strategy?

(a) What is the probability that John would use this strategy?

Almos: o Wary Slight Somse Fair possi- Cood Probable Very pro- Almgst Practically
chance Slight possibiliy | posstbiliny bility sibiliry possibility bable sure carmin
possibiliny

0 1 2 3 4 5 [ 7 ] 9 10
(b) Please evaluate the scenario with following state- '| Strongly Neither agree ner Soongly
Ents. Disagree disagres agree
The overall harm (if any) done as a result of the action 1 2 3 4 B [ 7 3 [
wiould be very small
Most people would agree that the action is wrong 1 2 3 4 s 6 7 3 9
There1s a very small hikshhood that the action will actu- 1 ) 3 4 H 6 7 8 9
ally cause any harmm
The action will not canse any hamm in an mmediate fu- 1 2 3 4 H 6 7 8 9
fure
If John 15 & perscmal fend of the customer, the action 13
wrang 2 3 4 5 [ 7 § 9
The action will hamn very few people (if any) 1 2 3 4 5 6 7 8 9

John is a relatively mexperienced salesperson who is having difficulty living on what he perceives as a less
that adequate salary. John occasionally takes his wife out to dinner and charges the company, reasoning
that he works hard and deserves to enjoy some company benefits.

(a) What is the likelihood of this?
—

Almos: oo ¥ Slight Some Fair possi- | Fairly good Good Probablz WVery pro- Almost Practically
chance Slight possibility | possibility bikty possibility | possibility Toable uTE Certain
possibility

1] 1 2 3 4 | B [ 7 | 8 | 9 10
(b) Please evaluate the scenario with following state- | Strongly Neither agree nor Strongly
MENnts. Dizagree dizagres agres
The overall hamm (if anv) done as a result of the action 1 2 3 4 H [ 7 3 9
would be very small
Most people would agree that the action is wrong 1 2 3 4 5 6 7 8 9
There1s a very small Likehhood that the action will acu- 1 2 3 4 5 [ 7 ] 9
ally cause any hamm
The action will not canse any harm m an munediate fu-
fure 1 2 3 4 B 1] 7 3 2
The action will ham very few people (f amy) 1 2 3 4 H 6 7 3 9

John sold one of his major customers a large order which was delivered two weeks ago. John has just dis-
covered that the merchandise delivered was a slightly less sophisticated, less expensive model that the one
the customer ordered. John can’t believe 1t buf the customer simply did not notice the difference.

(a) What is the likelihood that John would decide not to point out the mistake to the customer?

Almost no Wery Slght Soms Fair posst- | Famly zeod Cood Probable WVery pro- Almost Practically
chance Slghr possibility | pessibiliy by possibility | possibility Table e Cermin
possibiliy

0 1 2 | 3 [ 4 [ 5 [ [ [ 7 8 9 10
(b) Please evaluate the scenario with following state- ] Strongly Meither agree nor Strongly
MENts. Disagree disagres agree
The overall hanm (if anv) done as a result of the action 1 2 3 4 5 [} 7 8 ]
would be very small
Mast people would agree that the action is wrong 1 2 3 4 5 6 7 ] 9
There 15 a very small Iikelihood that the action wall ac- 1 2 3 4 5 6 7 ] 9
mally cause any harm
The action wall not canse any harm m an mumediate 1 2 3 4 5 6 7 8 9
firture
If John is & personal friend of the customer, the action is
wrong 2 3 4 5 1] 7 8 9
The action will ham very few people (if any) 1 2 3 4 5 6 7 8 9




John’s manager is pressuring him to “crack” a large account which has never made any major purchases
from John's firm John has made several calls to this account and gotten nowhere. However, he has heard
that the only way to get an order fom the buver 1s to offer the purchasing agent a gift.

(a) How likelv it is that John will trv this approach?
=

Almos oo Wery Slght Somsa Fair possi- | Fazly geod Cood Probablz Very pro- Almost Practically
chames g possibility | pessibiling bility possibility | pessibility ke fre Certain
possibiliy

0 1 2 3] 4 5 ] ] [ 7 8 9 10
(b) Please evaluate the scenario with following state- | Stromgly Neither agree nor Smongly
IENts. Disagree disagree agree
The overall harm (if any) done as a result of the acton 1 2 3 4 H [ 7 8 9
would be very small
Most people would agree thar the action is wrong 1 2 3 4 H [ 7 § 2
There 15 a very small hkebhood that the action will acu- 1 2 3 4 5 [ 7 [] 9
ally cause any hanm
The action will not cause any harm n an numediate fi- 1 2 3 4 H [ 7 ] 9
fure
If John 15 a personal friend of the customer, the achon 15
wrong 1 2 3 4 5 [ 7 3 9
The action will harm very few people (if any) 1 2 3 4 5 [ 7 8 9

John has found that exaggerating the seriousness of a customer’s problem can get the customer to place a

large order.

(a) How likely is it that John will continue to use this approach?

Almost oo Wery Slght Soms Fair posst- | Fazly good Cood Probablz Very pro- Almost Practically

chance possibility | pessibility bty possibility | possibility bakle e cermin

1] 1 2 [ 3 [ 4 S [ 8 [ 7 8 [ 10

(b) Please evaluate the scenario with following state- | Strongly Neither agree nor Smongly

ments. Disagree disagres agree

The overall harm (if any) done as a result of the action 1 2 3 4 H [ 7 8 9

would be very small

Most people wonld agree that the action is wrong 1 2 3 4 5 [ 7 § 9

There 15 a very small hikebhood that the action will acm- 1 2 3 4 5 [ 7 8 9

ally cause any hanm

The action will not cause any harm in an numediate fi-

e 1 2 3 4 3 1] 7 b 9

If John 15 a personal friend of the customer, the achion 15

wrong 1 2 3 4 5 1] 7 3 9

The action will harm very few people (if amy) 1 2 3 4 5 6 7 8 9

How likely is John to charge more to the buyers for whom he is the sole supplier, than he does in a similar
sales situation where he 15 competing with other buyers?

(a) How likely is this?

Almos: oo Wery Slight Soms Fair possi- | Fazly good Cood Probablz Very pro- Almosz Practically
chames i possibility | pessibiling biliry possihility | pessibility ke re Certain
possibiliy
1] 1 2 | 3 [ 4 5] 6 | 7 8 [ 10

(b) Please evaluate the scenario with following state- | Strongly Neither agree nor Smongly

IENLS. Disagree disagres agree

The overall harm (if any) dene as a result of the acton 1 2 3 4 H [ 7 3 9

would be very small

Most people wounld agree that the action 13 wrong 1 2 3 4 5 [ 7 8 9

There 15 a very small hkebhood that the action will acm- 1 2 3 4 5 [ 7 [] 9

ally cause any hanm

The action will not cause any harm n an numediate fi-

e 1 2 3 4 5 [} 7 3 9

If Jolm is a personal friend of this buyer, the action i3

wrong 1 2 3 4 5 [ 7 8 9

The action will harm very few peeple (if any) 1 2 3 4 5 [ 7 3 9




Please evaluate vour sales team. Circle one number. Strongly Neither Srong-

disagree agreenor Iy agree
disagres
The ethical standards of my company’s salespeople are very lugh 1 2 3 4 5 6 7
It would be rare for my company’s salespeople to use unethical selling tactics 1 2 3 4 5 6 7
My company’s salespeople probably behave unethically sometimes 1 2 3 4 5 6 7
My company's salespeaple are essentially very ethical 1 2 3 4 5 6 7
My company’s salespeople would probably use unethical sellng tactics if they had to 1 2 3 4 5 6 7
Ethics are not a very important concemn for my company’s salespeople 1 2 3 4 5 6 7

Below ate some items describing people and their feelings, Definitely ~ Mostly
please use the scale below to indicate whether you feel the item false false
is a true or false description of you...

Mostly  Defimitely
true

£y
= ]
]

T am always courteous, even to people who are disagreeabls

There have been occasions when T took advantage of someone

I sometimes try to get even rather than forgive and forget

1 sometimes feel resentful when I don't get my way
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Wo matter who T'm talkmg to, I'm always a good histener

Please indicate vour level of agreement or disagreement on the following statements. Strongly  Neather — Strongly
Cirele one number. disagree  agree nor
disagres

Thelp those of my fellow workers who have heavy work Toads.

T help those of my fellow workers who have been absent from work.

T willingly help those who have wark related problems.

I help onent new employess even thongh 1t 15 not required

T consider the mpact of my actions en cowerkers

I am mundful of how behaviour affects other people.

T consume a lot of time complaining of trivial matters.

I tend to make “moumntams cut of melelulls™

T always focus on what 15 wrong with the sifuation, rather that the positive side

T always find faul: wath what the firm is domg

| | | ] | || ] | |

T attend meetings that are not mandatory.

I attend fimctions that are not required. but help the firm image.

Tread and keep up wath the finn’s announcements, messages, memos, ete.

™
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I “keep up” with developments m the firm.

Please indicate vour level of agreement or disagreement on the following statements. Strongly  Neither  Stromgly
Cirele one number. disagree  agree nor agree

1 try to figure out a customer’s nesds. 1

kb b
)
.
| A
=JE-4

-

T have the customer s best mterests m my mund 1

I take a problem solving approach in selling products or services to customers.

I recommend products or services that are best suted to solving problems.

T try to sell as much as [ can, rather than satisfy the customers.

beb| e | e

o S| S| S|
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1
1
1 try to find out which kinds of products or services would be most helpful te customers. 1
1
1

1 find it necessary to stretch the truth in mv sales representations.

Ty to sell as mmch as I can to convince the customer to buy, even if it 1s more than wise
customers would buy. 1

[
[
e
£l
o
a

I pamt too rosy a pieture of the products or services to make them sound as good as possible.

—
[
T
.
n
o

a

T make recommendznons based en what T think T can sell and not on the basis of customers”
long-term satisfaction. 1
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PART 2: YOUR INDUSTRY

Please indicate vour level of agreement or disagreement on the following
statements. Circle one number.

Strengly
disagres

Neither agreener  Stromg-

disagree

Ly agree

The indusoy [ work m has 2 formal code of educs

-

|

In general. [ would say that sales reps m the industry I work m ars quite ethical

-

(1L

|

|

There1s a formal body charged with evaluatmg etlucal sales bebavior m my mdus-
v

n

The industry I work n is quite unethical

My mdusiry’s code of ethies 13 smictly enforced

| |

Sales reps in thus mdustry are made aware of mdustry ethical codes

[ ] [

b 3|

LPS]

wnlnfom

There are formal mechamsms m this mdustry for ensunng sales reps behave ethi-
cally

(=]

L]

n

I this industry. a lot of publicity could result if a sales rep was caught behaving
mmnethically

tn

To succeed m this industry, semetimes a sales rep has to be somewhat unefhical

1

3

- = = [ [ f e

tm

If'a sales rep were fo behave nnethically n this mdwstry, ther finn could be done
major hamm

1

3

4

=

Please indicate vour level of agreement or disagreement on the following
statements. Circle one number.

Strengly
disagres

Neither agreener ~ Stromg-

disagree

Ly agree

Competition in our industry 15 custhroat

There are many “promotion wars™ in our industry

Anything that one competitor can offer, others can match readily

Price competition is a hallmark of our industry

One hears of a new competifive move almost every day

Our competitors are relagvely weak

Our customers possess a great deal of market infonmation

O customers are able to bargain the terms of a zales

20%: of our customers account for 0% of our total sales

Most of our customers could buy their products directly from the manufacturer

The supplier’s brand is not a very mmportant purchasing criterion for our products

The cost of finding and qualifying other supplisrs 1z low for our customers

Customers in our industry do not insist on buying a specific mamfachurer’s brand

Our customers possess a good 1dea about the costs of our products to their distribu-
tors

] e e o ] el i e ] U e
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The mmpertance of product guality as a purchasing criterton for gur custommers 15 low

1

3

= [ [ | | e || | [ [ | | |

|

Hoe much do you cooperate with other members of vour sales team?

Toavery Tea
Small extent

moderate
extent

To avery

Werking with each other to improve salling techmques

great extent

X

Providing support to each other durmg sales presentaions

Taking care of a salesperson’s customers during that salesperson’s absence

O

Assisting each other by handimg paperwork for each other if neaded

|

Providing each other with feedback for improving ther performance

|

Handling & salespersan’s customer complamnts m that salesperson’s absence

Assizung each other in collecting and stormg eustomer-related data

O

Sharing mformation with each other about competitors

|

Sharing mformation with each other about product atributes

|

Sharing mformation with each other about potenfial customers

Shanng mformation with each other about existing customers

ol i il el ol ot e )l
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PART 3: YOU AND YOUR SUPERVISOR

Toavery
To what extent does your supervisor: Small extent

To a moderate

extent

Toa very
creat extent

Spend time with salespecple m the field

1

3

|

Make joint calls with sslespeople

Begularly review call reports form salespeople

RO ap

Monmitor the day-to-day activities of salespeople

Observe the performance of salespeople m the field

o

Closely watch salespeople’s expense accounts

Pay attention to the extent to which salespeople mavel

ot | | |t e | e
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To a very To a moderate Toa very
To what extent does vour supervisor: Small extent extent ereat extent
Pay attention to the credit terms that salespeople quote customers 1 2 3 4 5
Encourage salespeople to increase their sales by rewarding them for achieve-
ment 1 2 3 4 5
Actively participate m traning salespecple on the job 1 2 3 4 H
1 2 3 4 5
Repularly spend fime coachmg salespeople 1 2 3 4 H
Discuss performance evaluations with salespeople 1 2 3 4 5
Help salespeople develop their potential 1 2 3 4 H
Evaluate the number of sales calls made by salespeaple 1 2 3 4 5
Evaluate the profit contribution achieved by each salesperson 1 2 3 i H
1 2 3 4 5
Evaluate the sales results of each salesperson 1 2 3 4 5
Evaluate the quality of sales presentations made by salespeople 1 2 3 4 5
Evaluate the professional development of salespecple 1 2 3 4 5
Provide performance feedback to salespeople on a regular basis 1 2 3 4 5
Compensate salespeople based on the quality of their sales activities 1 2 3 4 H
1 2 3 4 5
Use ncentive compensation as the mam means for motivatmg salespeople
2 3 4 5
Compensate salespeople based on the quantity of thewr sales actraties 1 2 3 4 H
Please indicate vour level of agreement or disagreement on the following ~ Strongly — Nether agree nar disa-  Strangly
statements. Circle one number, disagres gres agres
I often have to do thngs which should be done differently 1 2 3 4 5
I recerve assigmments without the manpower to complete tem 1 2 3 4 5
I have to buck a mule or policy m order to carry out an assigmment 1 2 3 4 5
T work: wath two or mere groups whe operate quire differently 1 2 3 4 H
I recerve meompatible requests form two or more people 1 2 3 4 5
I do things wlich are apt to be accepted by one person and not accepted by an- 1 2 3 4 5
other
I recerve assigmments without adequate resources and materials to execute them 1 2 3 4 5
I work on unnecessary things 1 2 3 4 5
Please indicate vour level of agreement or disagreement on the following  Strongly Neither agree nor Srongly
statements. Circle one number. Disagree disagres agres
In this field of industry the customer relationships are usually long. 1 2 k] 4 5
Our customers boy our products or services on the one-time transaction basis. 1 2 3 4 5
The duration of a customer relationship depends totally on the customer. 1 1 3 4 5
Our services or products are of the kind that the customer relationships are
naturally very long in their duraton. 2 3 4 5
Compared to my supervisor... Strongly Neither agree nor Strongly
Dusagres disagree agres
I kmow more about how to accomplish the work I normally encounter. 1 2 3 4 5
T am more intimately familiar with the day-to-day decision related to my 1 1 3 4 5
work.
I have developad a better workmg knowledge of my job. 1 2 3 4 B
I can more adequately assess my performance after T complete my activinies. 1 2 3 4 5
I can better specify the performance objectives to cover the range of activifies
I perform. 1 2 3 4 5
I know more about how to accomplish the work I normally encounter. 1 2 3 4 5




Please indicate vour level of agreement or disagreement on the following
statements. Circle one number.

Strongly
Disagree

Neither agree nor
disagree

Strongly
agree

Top management in noy company has let it be known m no uncertain terms
that wnethical sales behaviours will mot be tolerated

My company has a formal, wntten cede of ethics

1
1

(=1 ]

3
3

enifen

If & salesperson in my compamny 13 discovered to have engaged m unethocal
behaviour that results primarily in corporate gain (rather than personal gain),
she or he wall be pronmptly reprimanded

1

(=]

3

n

My company smictly enforces a code of ethics

1

3

= = ==

wn

If a salesperson in my compamny 13 discovered to have engaged m unethical
behaviour that results primarily in personal gam (rather than corperate gain),
she or he will be promptly reprimanded

1

3

My company has policies with regard to ethical behaviour

1

3

My company smictly enforces policies regarding ethical behaviour

1

= T )

3

===

el el e

Please indicate vour level of agreement or disagreement on the following
statements, Circle one number.

Strongly
Disagree

Neither agree nor
dizagree

Strongly
agree

I often feel like our supervisor 15 pushing dovwn on s

el

I feel like we are under constant review by our supervisor

Cur superviser tries to give a feeling of urgency tous

Otften, the econeny makes 1t hard for my team to generare sales

el un| e

Cur supervisor puts a lot of pressure on us to perform

el

The economy m this country makes our job harder

el

T feel [ike our superaisor is “sitting on their shoulders™

It"s difficult for us to get zood zales results m thiz busmess

T often fieel like thiz company 15 gomg through a “bad patch”

| el

I often feel wader pressurs because business 15 hard

o e o o et e ot e )

[ B T [T O P T T

o ] el | ot o] ] | ] s

el

Our supervisor makes 1t clear to us that If we don't succeed, then our jobs are
aon the Ime

1

(=]

3

A L b L e e B R e
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Please indicate vour level of agreement or disagreement on the following
statements. Circle one number.

Strongly
Dhsagres

INeither agree ner
disagree

Strongly
agree

If ey supervisor notices that T have improved noy results on the account of

.. 1t wall show in my compensation.

.. 1y Job 1s at stake.

. he/she vall shift a part of my customers to other salespeople.

.. it wall show in mv career development.

e| el e

.. he/she wall reduce ny sales temitory.

~ Teishevall reprimand me mmediately.

I el | el et

(I T T [

o | i s s

e B e e P

et

If v supervisor notices, that T wall not always take care of the company -
ferests in my job...

.1t will shew in my compensation.

wn

.. oy Job 1s at stake.

... 1t wall show in my career development.

el e el

... he/she wall reprimand me mumediately.

... he/she vall shift a part of my customers to other salespeople.

... he/she wall reduce my sales temitory.

I e e L e

I S T S

2] L LS L% L

| | | | |

i unl

Finally a few questions about your background information.
Apge? years

How long have you worked for sales? years

ow long have you worked for this organization? vears
How long have 3 ked for this org tion? K
How long have you worked i your current position? years

E Male

Female

Gender?

What 15 vour level of education?
Comprehensive school
High-school diploma

Trade school

Instifufe/traming centre
Lower university degres
Higher umversity degres

QOther,

Thank vou for filling the questionnaire!!!

or secondary education



Appendix 3.

Motivation

Role ambiguity

Role conflict

Internal locus of
control

External locus of
control: chance

External locus of
control: others

Dysfunctional
behavior

Motl
Mot2

Mot3

Mot4
Mot5

Mot6
Ramb1l
Ramb2
Ramb3
Ramb4
Rcl
Rc2
Rc3
Rc4
Rc5
Rc6
Rc7
Rc8
ILocl
ILoc2
ILoc3
ELoccl
ELocc2
ELocc3
ELocc4
ELocol
ELoco2
ELoco3
Dfb1
Dfb2
Dfb3

Dfb4

When | perform well, | know it is for my own desire to achieve
| feel a great sense of personal satisfaction, when 1 do my job
well

Becoming successful in sales is something | really want to do
for me

My job increases my feeling of self-esteem

When | do my work well, it gives me a feeling of
accomplishment

When | perform my job well, it contributes to my personal
growth and development

I know exactly what my duties in this job are

I know exactly what is expected of me in this job

| know the scope of my job

| know exactly my authorities in this job

| have to do things which should be done differently

| receive assignments without the manpower to complete them
| have to buck a rule or policy in order to carry out an
assignment

I work with two or more groups who operate quite differently

| receive incompatible requests form two or more people

| do things which are apt to be accepted by one person and
not accepted by another

| receive assignments without adequate resources and
materials to execute them

| work on unnecessary things

My behavior can greatly influence my selling outcome

Sales performance is strongly related to the efforts | have
made

It is my firm belief that | can solely overcome the obstacles on
sales work

Becoming an outstanding salesperson depends mostly on
timing and opportunity

A prayer for good luck may quite possibly outweigh personal
ability and enthusiasm

My sales performance today rests on chance

| takes luck and good fortune to get a promotion

| believe that sales success is mostly influenced by powerful
others

Becoming a competent salesperson depends on the help from
some people in high positions

The accomplishment | can achieve is often in the hands of
powerful others

| tend to ignore certain job-related activities simply because
they are not monitored by the division.

I work on unimportant activities simply because they are
evaluated by upper management

Even if my productivity is inconsistent, | still try to make it
appear consistent

| have adjusted marketing data to make my performance
appear more in line with division goals



Dfb5 When presenting data to upper management, | try to
emphasize data that reflects favorably upon me

Dfb6 When presenting data to upper management, | try to avoid
being the bearer of bad news

Selling orientation  Sol | try to sell as much as | can, rather than
So2 | find it necessary to stretch the truth in my sales presentations
So3 | try to sell as much as | can to convince the customer to buy,
even if it is more than wise customers would buy
So4 | paint a too rosy a picture of the products or services to make
them sound as good as possible
So5 | make recommendations based on what | think | can sell and
not on the basis of customers’ long-term satisfaction
Customer Col | try to figure out a customer’s needs
orientation Co2 | have the customer’s best interests in mind
Co3 | take a problem solving approach in selling products or
services to customers
Co4 I recommend products or services that are best suited to
solving problems
Co5 | try to find out which kinds of products or services would be

most helpful to customers
L ess ethical behavior:

The following scenarios feature a salesper son called John. Please imagine that John
isatypical salesperson working in one of your company salesteams. Pleaseread the
scenarios and, using the scale below, indicate how likely it isthat John will act in the
way indicated in each scenario

(0= Almost No Chance, 10 = Practically certain)

John is selling a number of office machinesto asmall service firm. The firmis ready to
order the top of the line machines, even though as far as John can see the firm has no
possible use for any of the extra features of this machine, and would be much better off
with aless expensive model. What is the probability that John would not explain this, but
would continue with the sale? (Lesbl)

John is negotiating the final details of alarge order. The customer isinsisting on one
minor point about the service that John doesn’t think he'll be able to provide. John knows
he can clinch the sales by agreeing now; if necessary he can blame the company later for
not being able to come through with the service. What is the likelihood that John will
decide to agree to the customer’ s request? (L esb2)

John has one product which is selling like the proverbial hot cakes. John knows that he
can aso sell other products in the product line by insisting that the “hit” product is
packaged with other, less popular, productsin thisline, even though he is bluffing. What
isthe probability that John would use this strategy? (L esb3)



John sold one of his major customers alarge order which was delivered two weeks ago.
John has just discovered that the merchandise delivered was a slightly less sophisticated,
less expensive model that the one the customer ordered. John can’t believe it but the
customer simply did not notice the difference. What is the likelihood that John would
decide not to point out the mistake to the customer? (Lesb4)

John has found that exaggerating the seriousness of a customer’s problem can get the
customer to place alarge order. How likely isit that John will continue to use this
approach? (Lesbb)

How likely is John to charge more to the buyers for whom he is the sole supplier, than he
doesin asimilar sales situation where he is competing with other buyers? (L esb6)



SALES MANAGERS Group Statistics

Std. Error
Return length N Mean Std. Deviation Mean
input evaluation Late 64 3,3047 77724 ,09716
Early 69 3,3732 ,88245 ,10623
performance contingent Late 63 2,6310 189449 111270
rewards Early
69 2,8720 ,95535 , 11501
support Late 64 3,2617 ,77392 ,09674
Early 69 3,1993 ,62659 ,07543
closeness of supervision Late 64 3,0938 1,08333 ,13542
Early 68 2,9559 ,97252 , 11793
cost Late 64 3,3516 ,90711 , 11339
Early 68 3,1397 1,03248 12521
output evaluation Late 64 3,56391 74698 ,09337
Early 69 3,9058 ,82816 ,09970
How many sgle'o‘people are Late 64 9,4219 10,42251 1,30281
In your team? Early 68| 13,3676 2574322 | 312182
How many are employed Late 64 7,5469 13,20165 1,65021
as field salespeople? Early 68 86029 1592533 |  1,93123
t-test for Equality of Means
Sig. (2- Mean Std. Error
t df tailed) Difference Difference
input evaluation
-474 131 ,637 -,06850 ,14465
performance contingent rewards
-1,492 130 ,138 -,24103 , 16151
support
,513 131 ,609 ,06244 ,12171
closeness of supervision
, 770 130 ,443 , 13787 , 17898
cost
1,244 130 214 ,21186 , 16958
output evaluation
-2,674 131 ,008 -,36673 , 13713
How many salespeople are in your
team? -1,141 130 ,256 -3,94577 3,45779
How many are employed as field
salespeople? -,413 130 ,680 -1,05607 2,55466




SALESPERSONS Group Statistics

Response Std. Error

length N Mean Std. Deviation Mean
Less ethicalbeh  Late 112 3,0228 1,75509 ,16584

Early 133 3,4709 1,68494 ,14610
Capability control  Late 113 2,7065 ,94555 ,08895

Early 134 2,6125 ,86183 ,07445
Dysf. Beh. Late 114 2,4950 ,99708 ,09338

Early 136 25703 1,03706 ,08893
Cust. Or. Late 113 6,2142 ,64460 ,06064

Early 136 6,1735 162625 ,05370
Sales or. Late 113 2,4066 1,07166 ,10081

Early 136 2,6099 1,05300 ,09029
Motivation Late 114 58167 ,82100 ,07689

Early 136 5,7039 ,79026 06776
Role amb. Late 114 1,4715 52982 ,04962

Early 136 1,6176 161233 ,05251
Role conflict Late 113 2,2745 ,79606 ,07489

Early 135 25791 ,86064 07407
Locus of control: Late 114 4.9269 88887 08325
self ’ ! !

Early 136 48922 1,07181 ,09191
Locus of control: Late 114 28662 04194 08822
Chance ! ! !

Early 136 3,2353 1,09746 ,09411
Locus of control: Late 114 31316 122805 11502
Others

Early 136 3,3762 1,04842 ,08990
Closeness of Late 113 23053 1,00674 10317
supervision

Early 134 22724 1,02711 ,08873
Pert. Contingent  Late 113 22883 1,07454 10108
Rewarding

Early 134 2,2525 1,04033 ,08987
Cost control Late 112 3,3155 ,98318 ,09290

Early 134 3,2873 ,89400 07723
Output evaluation  Late 113 3,3451 ,99570 ,09367

Early 134 3,4478 1,00426 ,08675




t-test for Equality of Means

Sig. (2- Mean Std. Error
t df tailed) Difference | Difference
Less ethical beh
-2,035 243 ,043 -,44816 ,22024
Capability control
817 245 414 ,09407 ,11508
Dysf. Beh.
-,5682 248 ,561 -,07531 ,12940
Cust. Or.
,503 247 ,615 ,04063 ,08078
Sales or.
-1,505 247 134 -,20329 ,13512
Motivation
1,104 248 271 ,11275 ,10215
Role amb.
-1,998 248 ,047 -,14616 ,07317
Role conflict
-2,872 246 ,004 -,30461 ,10606
Locus of control:
self 276 248 ,783 ,03474 ,12605
Locus of control:
Chance -2,823 248 ,005 -,36907 ,13073
Locus of control:
Others -1,699 248 ,001 -,24465 ,14397
Closeness of supervision
,243 245 ,808 ,03292 ,13532
Perf. Contingent Rewarding
,266 245 ;791 ,03586 ,13489
Cost control
,235 244 814 ,02816 ,11979
Output evaluation
-,803 245 423 -,10263 , 12776
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ACTA UNIVERSITATIS LAPPEENRANTAENSIS

TENHUNEN, JARKKO. Johdon laskentatoimi karkiyritysverkostoissa.
Soveltamismahdollisuudet ja yritysten tarpeet. 2006. Diss.

KEMPPINEN, JUKKA. Digitaaliongelma. Kirjoitus oikeudesta ja ymparistosta. 2006.

POLLANEN, KATI. Monitoring of crystallization processes by using infrared spectroscopy and
multivariate methods. 2006. Diss.

AARNIO, TEIJA. Challenges in packaging waste management: A case study in the fast food
industry. 2006. Diss.

PANAPANAAN, VIRGILIO M. Exploration of the social dimension of corporate responsibility in
a welfare state. 2006. Diss.

HEINOLA, JANNE-MATTI. Relative permittivity and loss tangent measurements of PWB
materials using ring resonator structures. 2006. Diss.

SALMELA, NINA. Washing and dewatering of different starches in pressure filters. 2006.
Diss.

SISSONEN, HELI. Information sharing in R&D collaboration — context-dependency and
means of governance. 2006. Diss.

PURANEN, JUSSI. Induction motor versus permanent magnet synchronous motor in motion
control applications: a comparative study. 2006. Diss.

PERALA, KARI. Kassanhallintakdytannét Suomen kunnissa. 2006. Diss.

POUTIAINEN, ILKKA. A modified structural stress method for fatigue assessment of welded
structures. 2006. Diss.

LIHAVAINEN, VELI-MATTI. A novel approach for assessing the fatigue strength of ultrasonic
impact treated welded structures. 2006. Diss.

TANG, JIN. Computational analysis and optimization of real gas flow in small centrifugal
compressors. 2006. Diss.

VEHVILAINEN, JUHA. Procurement in project implementation. 2006. Diss.

MIROLA, TUULI. Impacts of the European integration and the European Union membership
on Finnish export industries — Perceptions of export business managers. 2006. Diss.

RAUMA, KIMMO. FPGA-based control design for power electronic applications. 2006. Diss.

HIRVONEN, MARKUS. On the analysis and control of a linear synchronous servomotor with a
flexible load. 2006. Diss.

LIU, JUNHONG. On the differential evolution algorithm and its application to training radial
basis function networks. 2006. Diss.

LAITINEN, RISTO. Development of LC-MS and extraction methods for the analyses of AKD,
ASA, and rosin sizes in paper products. 2006. Diss.

KUISMA, PETRI. Seindrakenteen infrapunakontrastin pienentaminen kayttaen ilmajaahdytysta
ja sateilysuojausta. 2007. Diss.

ELLONEN, HANNA-KAISA. Exploring the strategic impact of technological change — studies
on the role of Internet in magazine publishing. 2007. Diss.

SOININEN, AURA. Patents in the information and communications technology sector —
development trends, problem areas and pressures for change. 2007. Diss.



263.

264.

265.

266.

267.

268.

269.

270.

271.

272.

273.

274.

275.

276.

277.

278.

279.

280.

281.

282.

283.

284.

MATTILA, MERITA. Value processing in organizations — individual perceptions in three case
companies. 2007. Diss.

VARTIAINEN, JARKKO. Measuring irregularities and surface defects from printed patterns.
2007. Diss.

VIRKKI-HATAKKA. TERHI. Novel tools for changing chemical engineering practice. 2007.
Diss.

SEKKI, ANTTI. Successful new venturing process implemented by the founding entrepreneur:
A case of Finnish sawmill industry. 2007. Diss.

TURKAMA, PETRA. Maximizing benefits in information technology outsourcing. 2007. Diss.
BUTYLINA, SVETLANA. Effect of physico-chemical conditions and operating parameters on
flux and retention of different components in ultrafiltration and nanofiltration fractionation of

sweet whey. 2007. Diss.

YOUSEFI, HASSAN. On modelling, system identification and control of servo-systems with a
flexible load. 2007. Diss.

QU, HAIYAN. Towards desired crystalline product properties: In-situ monitoring of batch
crystallization. 2007. Diss.

JUSSILA, IIRO. Omistajuus asiakasomisteisissa osuuskunnissa. 2007. Diss.

5th Workshop on Applications of Wireless Communications. Edited by Jouni lkonen, Matti
Juutilainen and Jari Porras. 2007.

11th NOLAMP Conference in Laser Processing of Materials Lappeenranta, August 20-22,
2007. Ed. by Veli Kujanpaa and Antti Salminen. 2007.

3rd JOIN Conference Lappeenranta, August 21-24, 2007. International Conference on Total
Welding Management in Industrial Applications. Ed. by Jukka Martikainen. 2007.

SOUKKA, RISTO. Applying the principles of life cycle assessment and costing in process
modeling to examine profit-making capability. 2007. Diss.

TAIPALE, OSSI. Observations on software testing practice. 2007. Diss.

SAKSA, JUHA-MATTI. Organisaatiokentta vai paikallisyhteis6: OP-ryhman strategiat
institutionaalisten ja kilpailullisten paineiden ristitulessa. 2007. Diss.

NEDEOGLO, NATALIA. Investigation of interaction between native and impurity defects in
ZnSe. 2007. Diss.

KARKKAINEN, ANTTI. Dynamic simulations of rotors during drop on retainer bearings. 2007.
Diss.

KARPOVA, TATJANA. Agqueous photocatalytic oxidation of steroid estrogens. 2007. Diss.

SHIPILOVA, OLGA. Particle transport method for convection-diffusion-reaction problems.
2007. Diss.

ILONEN, JARMO. Supervised local image feature detection. 2007. Diss.
BOTAR-JID, CLAUDIU CRISTIAN. Selective catalytic reduction of nitrogen oxides with
ammonia in forced unsteady state reactors. Case based and mathematical model simulation

reasoning. 2007. Diss.

KINNUNEN, JANNE. Direct-on-line axial flux permanent magnet synchronous generator static
and dynamic performance. 2007. Diss.





