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The impact of performance measurement diversity on
customer-oriented selling behavior

Abstract
Motivated by recent high-profile cases of salespeople behaving ‘badly’ (i.e., unethically,

aggressively, or misleading towards customers), we investigate traditional behavioral controls to
examine the specific relationship between performance measurement choices and selling
behavior with a survey of 207 business-to-business salespeople. Borrowing from attention-based
theory and the theory of planned behavior, our findings suggest that sales management can
encourage more pro-customer behavior by using a more diverse performance measurement
schema to influence the underlying drivers of customer-oriented selling behavior, including
salesperson attitudes and subjective norms. This is particularly important in transactional selling
environments where the use of diverse measures has the strongest effect on pro-customer

attitudes and customer-oriented selling behavior.

Keywords: sales control, performance management, measurement diversity, sales ethics,

customer-oriented selling behavior, buying complexity
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The Impact of Performance Measurement Diversity on

Customer-Oriented Selling Behavior

1 Introduction

A core focus on customers is considered a critical competitive advantage for organizations (Saxe
& Weitz, 1982; Zang et al., 2020). Salespeople are said to focus on customers when they
appreciate and understand their needs, find solutions that maximize customer value (Kassemeier
et al., 2022), and display a willingness to trade off short-term personal gain for the long-term
benefit of their customers (Saxe & Weitz, 1982). In sales literature, this complex behavior is
often referred to as “customer orientation” or, more precisely, “customer-oriented selling
behavior” (Gerlach et al., 2016, p. 221). Theoretically, customer orientation contributes to
individual and organizational performance (Goad & Jaramillo, 2014; Lussier & Hartmann, 2017;
Zang et al., 2020). However, empirical research has shown mixed results regarding this
relationship (Franke & Park, 2006; Jaramillo & Grisaffe, 2009a). Moreover, researchers and
media outlets have pointed out that salespeople often act opportunistically, prioritizing short-
term personal gain at the expense of their customers, and using misleading, aggressive, or even
fraudulent sales tactics (Johnson, 2017; Kelly, 2020; LaFlamme, 2018). These insights suggest
that customer-oriented behavior, and its effect on performance may be contingent on situational
conditions, and driven by unknown mechanisms (Homburg et al., 2011). Consequently, calls
have emerged for further research into mechanisms that shape these important behaviors (Ferrell

etal., 2019).

Interestingly, in other management fields, such as operations and management accounting,

researchers have traditionally taken salespeople’s opportunistic behaviors for granted, and found



that how organizations measure and manage performance explains some of these behaviors
(Franco-Santos & Otley, 2018; Graf et al., 2019). For instance, scholars have shown that when
organizations emphasize performance achievement in narrowly defined terms (e.g., financial
targets), this approach creates a myopic focus on economic results (Merchant, 1990). To address
this issue, operations and accounting scholars have proposed using diverse performance
measurement frameworks, which include both financial and non-financial measures, such as the

well-known balanced scorecard (Kaplan, 2009; Lucianetti et al., 2019).

Scholars have highlighted the importance of adopting diverse performance measures to
assess sales performance. For example, Kerr and Marcos-Cuevas (2022), in their systematic
review of the literature on sales performance measurement, concluded that the exclusive use of
any one type of measure cannot account for the complex and evolving role of professional
selling. Nonetheless, the sales literature has been unable to corroborate recommendations
regarding the use of more diverse measures to foster behaviors that go beyond optimizing
financial gains. Furthermore, research on measurement diversity in sales has been limited to
studies focusing on sales control combinations (Miao & Evans, 2012; Zang et al., 2020),
whereby information mechanisms, including performance measures, are entangled with
reinforcement mechanisms, such as the use of variable pay (i.e., commission) and incentive
payments to explain variance in financial sales performance (Challagalla & Shervani, 1996).
Thus, we still know little about the influence of performance measurement diversity on selling

behaviors and, particularly, its influence on customer-oriented behavior.

To shed light on this issue, we examined the influence of performance measurement
diversity on customer-oriented selling behavior. Additionally, we investigated the underlying

mechanisms responsible for this relationship, and how certain selling conditions may influence
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this relationship. To help explain customer-oriented behavior, we adopt insights extracted from
two distinct theories: attention-based theory (Ocasio, 1997) and the theory of planned behavior
(Ajzen, 1991). We formulated a set of hypotheses and tested them using data obtained from an
online survey of business-to-business salespeople. We found evidence that using a more diverse
performance measurement schema is positively related to customer-oriented selling behavior.
Our findings further suggest that salesperson attitudes fully mediate the relationship between
measurement diversity and customer-oriented selling, and that this effect is greater under less

complex transactional selling than solution selling conditions.

Our work extends previous literature in three ways. First, we contributed to the literature on
customer-oriented selling behavior, which include notable works of Schwepker Jr. (2003), Singh
and Venugopal (2015), and Habel et al. (2020), by identifying performance measurement
diversity as a new antecedent of customer-oriented selling behavior. Second, we applied the
recommendations put forward by operations and accounting scholars, such as Franco-Santos et
al. (2012) and Lucianetti et al. (2019), regarding the use of comprehensive performance
measurement systems, to enhance employee behaviors toward customers and found that, in the
context of sales, this recommendation is supported by the evidence. Finally, we add to the
research on the relationship between sales control and selling behavior (Evans et al., 2007; Miao
& Evans, 2012; Oliver & Anderson, 1995; Zang et al., 2020) by unpacking sales control into its
fundamental components, which are information and reinforcement (Challagalla & Shervani,
1996), and examining the relative role of performance information on selling behavior when

unencumbered by reinforcement.

The remainder of this paper is structured as follows. The next section defines our key

constructs of customer-oriented selling behavior and measurement diversity. The following three



sections describe our theoretical model, the research method, including detailed descriptions of
our data gathering and analysis process, and our findings. Finally, we discuss how our work
contributes to theory and practice along with an explanation of the limitations of our data and

directions for future research.

2 Background literature

2.1 Customer-oriented selling behavior and its relationship with sales performance
Salespeople engage in customer-oriented selling, by understanding and solving problems to
maximize customer value (Kassemeier et al., 2022). Saxe and Weitz (1982, p. 344) propose that
customer-oriented selling behavior requires salespeople to “spend time collecting customer
needs-based information and demonstrating how their products satisfy those needs.” They further
argue that salespeople must regularly forgo the benefits of “making an immediate sale” in favor
of their customers’ longer-term needs and satisfaction. Conversely, sales-oriented behaviors
focus on maximizing immediate selling opportunities regardless of whether they are in the best
interests of the customer (Thomas et al., 2001). When behaving in a sales-oriented manner,
salespeople may stretch the truth regarding product benefits and recommend products that can be
quickly sold, rather than products that meet customers’ needs more effectively (Saxe & Weitz,

1982).

Research on the direct relationship between customer-oriented selling and salesperson
performance shows mixed results (See meta-analysis by Franke and Park, 2006). While many
studies have found a positive relationship between customer orientation and sales performance
(Goad & Jaramillo, 2014; Lussier & Hartmann, 2017; Terho et al., 2015; Zang et al., 2020),

others have only identified a relationship between customer orientation and long-term



performance (Jaramillo & Grisaffe, 2009b). Moreover, some studies have observed a curvilinear
relationship between these two variables, indicating that the influence of customer-oriented

behavior on performance may be situationally contingent (Homburg et al., 2011).

Historically, customer-oriented selling has been conceptualized as a set of observable
behaviors that benefit the customer, as well as an attitudinal orientation. Indeed, prominent scales
used to measure customer-oriented behavior include both attitudinal and behavior-based items
(see Brown et al., 2002; Saxe & Weitz, 1982). In addition, the measurement of the sales
performance construct has been applied inconsistently across studies. This is important because
narrower operationalizations of sales performance, such as total sales achieved versus quota,
directly conflict with the measurement of customer-oriented behavior given that the behavior
requires salespeople to relinquish an immediate sale for the long-term benefit of the customer
(Kerr & Marcos Cuevas, 2022). Together, these conceptual and operational challenges may
account for some of the mixed results found in the literature and highlight the complexities of
investigating this relationship. At the same time, they underscore the need to better understand
the concept of customer-oriented selling, how it manifests, the mechanisms responsible for this

manifestation, and the conditions under which the behavior is appropriate.

2.2 Measurement diversity

Measurement diversity is defined as the use of a comprehensive set of financial and non-
financial measures of performance (Moers, 2005; Scott & Tiessen, 1999). Dysfunctional
behaviors can occur when employees focus their efforts on meeting a narrow set of performance
measurement criteria which exclude all else (Graf et al., 2019; Schwepker & Good, 2012). For
example, a salesperson evaluated based solely on financial measures may choose not to expend

energy on departmental initiatives, such as mentoring new staff, if they believe that the time
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required might affect their financial results (Kerr & Marcos Cuevas, 2022). The operations and
accounting literature investigating performance measurement and management systems,
recommends increasing the level of measurement diversity within the firm’s performance
measurement system to minimize dysfunctional behaviors (Franco-Santos et al., 2012; Lucianetti
et al., 2019). However, the organizational benefits of using a diverse measurement approach at
the individual employee level are equivocal. While Lau and Martin-Sardesai (2012) found a
positive relationship between measurement diversity and job satisfaction, other scholars have
reported mixed results (Bénet et al., 2022), and undesirable outcomes such as increased
performance evaluation leniency among supervisors (Moers, 2005) and higher employee role

ambiguity (Miao & Evans, 2012).

In operations and accounting literature, measurement diversity is strictly concerned with the
extent to which an organization or individual’s performance is evaluated using a broad cross-
section of financial (i.e., outcome measures) and non-financial measures (i.e., outcome, activity,
and capability-based measures) (Franco-Santos et al., 2012; Lucianetti et al., 2019). This
differentiates it from discussions related to outcome- and behavior-based sales control, given that
sales control systems include both an information (measurement) component and a
reinforcement component (compensation and incentives) (Anderson & Oliver, 1987; Challagalla
& Shervani, 1996). While the sales literature has frequently explored the combined use of
outcome- and behavior-based controls, such as in Miao and Evans (2012) and Zang et al. (2020),
these studies have excluded opportunities to understand measurement diversity in a sales context,
because the performance measure components of these sales control combinations have not been
uncoupled from their reinforcement counterparts. This is somewhat surprising given that

behavioral issues related to narrowly defined performance measurement schemas, such as short-



termism and gaming, were identified almost 50 years ago (Cravens & Woodruff, 1973).
Furthermore, the need for studies in this area has never been more pressing, as professional
selling continues to increase in complexity (Khusainova et al., 2018; Marcos Cuevas, 2018),
demanding the use of more diverse measurement designs to more accurately capture all facets of
the performance construct (Kerr & Marcos Cuevas, 2022). As a result, we focus our study on
understanding the influence of measurement diversity on one specific behavior, customer-

oriented selling, excluding the reinforcement effects.

3 Theoretical framework and hypotheses

To help explain the underlying mechanisms linking performance measurement diversity and
customer-oriented selling behavior, we draw on insights from two well-known theories:
attention-based theory (Ocasio, 1997) and the theory of planned behavior (Ajzen, 1991).
Attention-based theory (ABT) is a macro-level theory used to explain organizational behavior. It
embraces the concept of bounded rationality (Simon, 1947), which perceives organizational
members not as self-serving economic utility maximizers, but rather as utility satisfiers, given
their cognitive limitations. Under ABT, organizational members have an upper limit for
attentional capability; thus, their behaviors and actions are dependent on what they focus their
limited attention on (Ocasio, 1997). ABT scholars argue that given human cognitive limitations,
only salient beliefs are ever acted upon (Ocasio, 1997). In other words, beliefs that capture
people’s limited attention are prioritized, ultimately shaping their behaviors and actions. Formal
and informal communication channels, such as management reports or departmental meetings,

are utilized within an organization to enhance the salience of firm priorities (Ocasio et al., 2018).



Following the ABT logic, performance measurement systems can be interpreted as
communication tools. They focus on organizational attention in different areas, including
different dimensions of corporate business performance (Azzone et al., 1991), and specific
business strategies (Govindarajan & Gupta, 1985). Performance measures communicate
organizational priorities that influence attention and driving actions. For example, Ittner et al.
(1997) provided evidence for the occurrence of this phenomenon in their research. They
demonstrated that a more measure-diverse performance measurement system, which included
both financial and non-financial measures of performance, helped focus employees’ attention
and was associated with a positive increase in specific behavioral tasks necessary to meet

regulatory obligations, which was a key firm priority.

In conclusion, ABT posits that individuals focus their time and effort on more salient beliefs
and behaviors, at the expense of other beliefs and behaviors that are less salient. Furthermore,
communication channels are used by organizations to improve the salience of specific priorities,
inducing “organizational decision-makers to action” (Ocasio, 1997, p.194). ABT recognizes that
the communication channels used by organizations can influence organizational members’
beliefs and behaviors. However, as a macro-organizational theory, ABT stops short of
contemplating the mechanisms through which individual behavior manifests itself. To that end,
in our argument, we complement the learnings of ABT with the insights extracted from the
theory of planned behavior (TPB) (Ajzen, 1991). TPB is crucial for our work, as it describes the
micro-processes that explain how individual behavior occurs, and it can help us better understand

how the use of diverse performance measures relates to customer-oriented behaviors.

Like ABT, TPB is also belief-driven (Madden et al., 1992), in that it assumes that beliefs

trigger the underlying drivers of people’s behavioral intentions, which are directly related to
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actual behavior. Specifically, the TPB argues that individual behavioral intention (and
subsequent actual behavior) can be derived from (a) the attitudinal beliefs responsible for one’s
attitude toward the behavior, (b) the normative beliefs responsible for the perceived social
pressure in utilizing the behavior (subjective norms), and (c) the behavioral control belief’s
responsible for one’s perceived control over the behavior (Ajzen, 1991). In other words,
“individuals have a high degree of intention to engage in a behavior when their salient beliefs
view the behavior favorably (attitude), comply with perceived social pressure [to utilize the
behavior] (subjective norms) and believe they can [successfully] perform the expected behavior
(perceived behavioral control)” (Swaim et al., 2016, p. 306). For example, Fu (2010)
demonstrated that higher levels of new product selling behavior were directly influenced by
salesperson selling intention toward new products, and that these behavioral intentions were, in
turn, a function of salesperson attitudes, subjective norms, and perceived behavioral control

toward the sale of new products.

With regard to customer-oriented behavior, performance measurement systems, acting as
communication channels, are expected to raise the salience of customer-oriented attitudinal,
normative, and behavioral-control-based beliefs, over other beliefs held by a salesperson during a
selling situation. This situation will ultimately influence the salesperson’s customer-oriented
behavioral intentions and the likelihood of adopting a customer-oriented behavioral approach.
We now hypothesize how a measure-diverse performance measurement system influences each

of the underlying drivers of customer-oriented behavior.
Measurement diversity, customer-oriented attitudes, norms, and behavioral control

TPB posits that more salient beliefs can influence an individual’s attitudes, subjective norms, and

perceived behavioral control views. For example, Wang et al. (2014) demonstrated how
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communication messages can influence voters’ attitudes toward political candidates. As
previously discussed, information within a firm’s performance measurement system can be
considered a type of communication with organizational members, raising the salience of
specific attitudinal beliefs over other possible beliefs an individual could hold (Ocasio et al.,
2018). As the level of measurement diversity within a sales performance measurement system
increases, the weight and resulting attentional focus associated with achieving a narrow set of
objectives, such as short-term financial results, is defused and balanced against the weight and
attentional focus associated with a broader set of performance measures (Graf et al., 2019). As
diverse measurement systems include both financial and non-financial performance measures, a
short-term financially driven focus is balanced against measures with a longer-term outlook,
such as customer retention. At the same time, this type of system communicates performance
dimensions that are important for customer-oriented behaviors, such as customer satisfaction,
sales-related knowledge, and listening skills. This approach will increase the salience of pro-
customer-related attitudinal beliefs, positively influencing the pro-customer attitudes of

salespeople. Thus, we posit:

H1.: There is a positive relationship between measurement diversity within a sales
performance measurement system and customer-oriented salesperson attitudes.

Performance measurement systems are used to communicate organizational expectations
and monitor results (Busby & Williamson, 2000). For example, Gordon and Miller (1976)
argued that performance measurement systems serve as feedback and coordination mechanisms
between and within departments, regarding organizational strategic objectives. Gawankar et al.
(2015, p.13) suggest that performance measurement systems, such as the balanced scorecard, are

“a fundamental approach to managing a business by ensuring that strategic goals in key
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performance areas are defined and communicated to all employees.” Other scholars argued that
higher-performing organizations utilize performance measurement information interactively,
focusing heavily on communicating performance measurement information, through formal and

informal communication channels (Ittner et al., 2003).

As a communication channel, the information within a firm’s sales performance
measurement system focuses salespeople’s attention on organizational norms related to expected
behaviors, activities, skills, and outcomes (Ocasio, 1997). Previous field experiments have
shown how raising specific attentional focus, influences specific normative beliefs (Ittner et al.,
1997). Similarly, a more diverse measurement schema, acting as a communication channel that
includes measures geared toward the customer, will focus attention and normative beliefs toward
customer-oriented selling behaviors, over other normative beliefs a salesperson might hold.

Stated more formally:

H1p: There is a positive relationship between measurement diversity within a
sales performance measurement system and customer-oriented subjective norms.

Previous research has observed that in roles with high task uncertainty, increased levels of
measurement diversity are associated with higher levels of perceived employee control, given the
diffusion of measurement priorities (Hoque, 2005). In other words, measurement diversity offers
employees multiple paths to success in highly task-uncertain roles rather than an all-or-nothing
scenario, such as when performance is based on a single measure. As a boundary-spanning
function, changing customer expectations and competitive offerings can impact selling success,
making professionals sell highly task-uncertain vocations (Lips et al., 2012). Increasing the level
of measurement diversity within the sales function reduces the weighted importance of more

uncertain financial outcomes while increasing the importance of non-financial, often behavior-

13



based, measures of performance, which employees have direct control over (e.g., the number of
presentations they make each month). As salespeople perceive their selling ability to be more
under their direct control (rather than under the control of external factors), their goal-expectancy
levels and, in turn, their self-efficacy related to their selling abilities, increase (Goker, 2006;

Gould et al., 1989).

In addition, the use of a more diverse measurement schema that includes both financial and
non-financial measures of performance provides sales managers and salespeople with greater
diagnostic information to understand why financial results are (or are not) being achieved (Kerr
& Marcos Cuevas, 2022). For example, the use of a single measure of performance, such as the
achievement of financial results, to clearly identify a performance gap, does not provide any
additional information as to why the target performance has not been met. Higher levels of
measurement diversity offer salespeople and sales managers the ability to review non-financial
information to understand the “how” and the “why” behind the substandard financial result. This
allows for both data-driven employee self-correction, and a more effective coaching discussion
focused on correcting specific skills or behaviors, ultimately increasing the salesperson’s self-

efficacy (i.e., perceived behavioral control in this study) (Onyemah, 2009). Thus, we propose:

H1.: There is a positive relationship between measurement diversity within a
sales performance measurement system and customer-oriented perceived
behavioral control.

Customer-oriented attitudes, norms, behavioral control, and selling behavior

The TPB has been used to successfully predict behavioral intention and subsequent behavior,
within and outside the sales domain. For example, Fu et al. (2010) demonstrated a relationship

between changes in salespeople’s attitudes, subjective norms, perceived behavioral control
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levels, and new product sales. Similarly, Swaim et al. (2015) used all three antecedents to predict
behavioral intentions toward environmentally sustainable purchase decisions. Accordingly, we
propose that increasing the level of a salesperson’s pro-customer attitudes, subjective norms, and

perceived behavioral control, will increase customer-oriented selling behavior.

H2.: There is a positive relationship between customer-oriented attitudes and
customer-oriented selling behavior.

H2y: There is a positive relationship between customer-oriented subjective
norms and customer-oriented selling behavior.

H2.: There is a positive relationship between customer-oriented perceived
behavioral control and customer-oriented selling behavior.

The moderating role of selling complexity

As previously stated, salespeople’s behaviors are likely to be influenced by their
selling environment (Onyemabh et al., 2010). Guesalaga et al. (2018, p. 160) observed
that “difficult market conditions, changes in customer needs, and the reshaping of
business practices through new technologies are making business-to-business (B2B)
marketing and sales complex.” Sales organizations operating in complex selling
situations are required to recruit, develop, and manage salespeople to co-create
customer value for success (Rusthollkarhu et al., 2020). As a result, salespeople
working in these organizations are expected to have a more salient set of pro-customer
attitudinal, normative, and perceived behavioral control-based beliefs, than those
operating in a low-complexity environment, where a sales-oriented, transactional
approach is a more viable alternative. Furthermore, because the benefits of using a
more customer-oriented approach are more evident to salespeople in complex selling

situations, where its use is important for understanding customer needs and the co-
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creation of customized solutions (Saxe & Weitz, 1982; Terho et al., 2015), increasing
levels of customer-oriented attitudes, subjective norms, and perceived behavior are
likely to have a greater impact on customer-oriented selling behavior in less complex
selling environments, where customer orientation is less salient and requires more

attentional intervention to be initiated. Thus, the following hypothesis was proposed:

H3.: The relationship between customer-oriented attitudes and customer-oriented
selling behavior is moderated by selling complexity such that the relationship is
stronger under lower levels of selling complexity.

H3p: The relationship between customer-oriented subjective norms and customer-
oriented selling behavior is moderated by selling complexity such that the
relationship is stronger under lower levels of selling complexity.

H3.: The relationship between customer-oriented perceived behavioral control and
customer-oriented selling behavior is moderated by selling complexity such that
the relationship is stronger under lower levels of selling complexity.

Figure 1 summarizes our overall conceptual model and the hypothesized relationships

to be tested.

FIGURE 1. Conceptual Framework with Hypotheses
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4 Research Method

4.1 Sample and data collection

Our sample consisted of salespeople working in business-to-business markets in Canada, the
U.K., and the U.S.A. for organizations with more than 100 employees, as some evidence
suggests that smaller organizations are less likely to have formalized performance measurement
systems (Franco-Santos, 2007). To collect a broad sample of salespeople operating across
different performance measurement schemas, we utilized a messaging service offered by
LinkedIn that allows researchers to target specific subgroups of LinkedIn’s entire membership
base, using researcher-defined criteria, such as language, company size, industry sector, and job
title. Social media platforms are increasingly being used for research data collection
(Charoensukmongkol & Sasatanun, 2017; Peesker et al., 2022), as these platforms have been
noted by scholars to offer several benefits over traditional methods when targeting hard-to-reach
groups, such as salespeople (Kerr & Marcos Cuevas, 2022; King et al., 2014). For example,
LinkedIn offers a more representative population to draw respondents from than mail panels or
rented lists, given the ubiquitous use of the platform by B2B salespeople (Peesker et al., 2022).
Second, the ability to target salespeople directly through LinkedIn rather than through their
organization reduces the likelihood of social desirability bias. Third, salespeople self-maintain
their own contact information within the application, increasing the accuracy of the contact

details (Kerr & Marcos Cuevas, 2022).

We utilized a stratified sampling methodology (Black, 1999), by establishing a LinkedIn
messaging campaign for each high-level North American Industry Classification System
(NAICS) industry sector, distributing 1100 research invitations across campaigns, weighted on

NAICS (2018) business counts per industry. Each invitation included a description of the
17



research and a link to the Qualtrics web-based questionnaire. Of the invitations distributed, 231
responses were returned (21%), and we eliminated 24 surveys that were only partially
completed, leaving us with 207 surveys for analysis. Table 1 summarizes the profiles of the 207

respondents.

TABLE 1. Sample Profile

N %
Industry
Manufacturing 40 19.3
Wholesale 11 53
Media & Publishing 31 15.0
Telecommunications 39 18.8
IT Services 37 17.9
Other Business Services 49 23.7
Salesperson Experience (M = 9.51 years)
Less than 3 years 45 21.7
3- 49 years 35 16.9
5- 9.9 years 41 19.8
10 - 14.9 years 28 13.5
15+ years 58 28.0
Selling Focus (as a % of total selling time)
Hunting New Accounts 43.1
Farming Existing Accounts 56.9
Compensation (as a % of total compensation)
Pct. Variable Compensation 429
Pct. Fixed Compensation 57.1

Total sample = 207

4.2 Measures

In our model, our exogenous variable is measurement diversity, and our endogenous variables
are salesperson customer-oriented attitudes, subjective norms, perceived behavioral control, and
customer-oriented selling behavior. We also included one moderating variable (selling
complexity) and two control variables (compensation and salesperson experience). All measures

were taken from the existing literature. We will now discuss each measure separately.
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Measurement diversity (MD). We define this measure as the level of financial and non-financial
comprehensiveness within a firm’s sales performance measurement system (Scott & Tiessen,
1999). We constructed a scale similar to that developed by Kerr and Marcos-Cuevas (2022).
First, we compiled an initial item pool of potential sales performance measures, based on a
systematic review of sales literature. Our goal was to establish an item list that was “sufficiently
specific to offer inter-item discrimination, yet general enough to incorporate sector or role-
specific idiosyncrasies.” (p. 5). A panel of twelve academic and industry professionals reviewed
the item pool for face validity. To ensure that the items were sufficiently comprehensive, we
conducted interviews with 31 random business-to-business sales managers, identified through a
rented list, to review our current list of measures and discuss what other performance measures
they utilize. Our final item pool consisted of 26 sales performance measures, residing within
eight measurement categories: revenue management, account management, customer outcomes,

activities, knowledge, skills, and traits (Table 2).
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TABLE 2. List of Salesperson Performance Measures

Revenue Management:
Sales Results (e.g., sales vs quota)

Account Management:

Account Results (e.g., account penetration)

Expense Management:
Expense variance to budget

Customer Qutcomes:
Customer Satisfaction
Customer Retention
Customer Life-time Value

Activity:
Sales activity (e.g., # of sales calls made)
Gathering competitive information
Work attendance

Knowledge:

Product Knowledge
Customer Knowledge
Industry Knowledge
Competitive Knowledge

Skills:
Planning Skills
Time Management Skills
Prospecting Skills
Listening Skills
Presentation Skills
Persuasion Skills

Traits:
Demonstrating Initiative
Being Flexible
Being Creative
Demonstrating Good Judgement
Demonstrating Teamwork
Being Dependable
Selling Effort

For each of the 26 underlying measures, respondents were asked to identify the frequency at

which each measure was used by their supervisor during the firm’s performance evaluation

process, to evaluate salesperson performance, from 1, never used, to 7, always used. In

calculating the overall level of measurement diversity, we were more interested in understanding

the number of measurement categories in use within each respondent’s sales performance

measurement system (i.e., measurement breadth) rather than the number of individual measures

in use within a specific measurement category (i.e., measurement depth). Thus, for a

respondent’s sales performance measurement system to be considered fully measure-diverse, the

respondent would have to indicate that all eight measurement categories were in use by their

supervisor during performance evaluation. For a measurement category to be considered in use,

at least one underlying measure within that measurement category had to be identified by



respondents as being used to evaluate sales performance very often or always, regardless of the
status of other underlying measures within that category. The final measurement diversity score
was equal to the sum of the measurement categories in use (from 0 = no categories used to 8 =

all categories used).

Customer-oriented attitudes (COA). We operationalized this measure as a way of thinking or
feeling for or against customers, using the six-item attitudinal scale developed by Stock and
Hoyer (2005). Items were evaluated on a 7-point Likert-type scale, with scale anchors ranging
from 1, strongly disagree to 7, strongly agree on attitudinal statements, such as “A good

salesperson must have the customer’s best interest in mind.”

Salespeople subjective norms (SN). This measure was defined in a manner consistent with
Armitage and Conner (2001, p. 485), as “global perceptions of social pressures [...] from salient
others, weighted by the motivation to comply with these groups or individuals.” We
operationalized this measure following the approach developed by Fu et al. (2010). Respondents
were asked to assess the normative beliefs of four reference groups (i.e., immediate supervisor,
other sales managers, marketing and product managers, and senior executives) regarding the
importance of a customer-oriented sales approach on a 7-point Likert scale ranging from 1,
extremely unimportant to 7, extremely important. Each reference group’s score was then
multiplied by a corresponding value representing the respondent’s motivation to comply with
that particular reference group, based on a 7-point scale, ranging from 1, extremely unmotivated

to 7, extremely motivated.

Salesperson perceived behavioral control (PBC). Consistent with Ajzen (1991), we define
customer-oriented perceived behavioral control, similar to the concept of self-efficacy, as a belief

in one’s ability to enact selling behaviors in a customer-oriented fashion. We operationalized
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PBC consistent with Fu et al. (2010) using a single composite score representing the confidence
level of respondents behaving in a customer-oriented manner. Respondents were asked about
their confidence (from 0 to 100%) in exhibiting customer-oriented selling behaviors as well as or
better than different percentages of salespeople from their company in 10% increments.
[Exemplar items: “I am X% confident that [ am able to act in a customer-oriented manner as
well or better than 90-99% of the salespeople within our company”; “I am Y% confident that I
am able to act in a customer-oriented manner as well or better than 80-89% of the salespeople
within our company”’]. The scores for each increment were then summed to obtain the total

confidence score for each respondent.

Customer-oriented selling behavior (COSB). We conceptualized customer-oriented selling
behavior consistent with the original definition proposed by Saxe and Weitz (1982, p. 344) as
“the degree to which salespeople practice the marketing concept by helping their customers
make purchase decisions that will satisfy customer needs.” We measured COSB using the short-
form customer orientation scale developed by Thomas et al. (2001). The scale consists of five
pro-customer-oriented behavioral statements and five statements representing opposing sales-
oriented behaviors. Similar to Schwepker and Good (2011), we utilized all ten statements by
reverse scoring the sales-oriented behavioral items so that higher scores represented higher levels
of customer-oriented behavior. Scale anchors for all items measured the proportion of each
respondent’s customer base, in which the respondent behaved in a particular manner, ranging

from 1, false for all customers to 7, true for all customers.

Selling Complexity (§C). We operationalized this measure, consistent with the 5-item scale
developed by John and Weitz (1989), to capture the level of complexity involved in the selling

process. Respondents were asked to evaluate their level of agreement related to items that
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described selling complexity in a typical sales situation on a 7-point Likert scale, ranging from 1,

strongly disagree, to 7, strongly agree.

Control variables. This research aims to study the influence of a more diverse performance
measurement schema on salesperson behavior, uncoupled from the reinforcement mechanisms
(i.e., compensation and incentives), that together make up a sales control system (Challagalla &
Shervani, 1996). To control for the influence of compensation on salesperson behavior, we
included a single-item variable representing the percentage of total compensation paid to the
respondent as variable pay (VPAY) (i.e., sales commission). In sales literature, higher variable
pay compensation is aligned with outcome-based control strategies, and lower levels of

customer-oriented behavior (Oliver & Anderson, 1995; Zang et al., 2020).

Attention-based behavior mechanisms can be either routine or automatic based on “well-
learned activities,” or may require significant attentional capability, in the case of non-routine or
new stimuli (Ocasio, 1997, p. 190). For example, less experienced salespeople may require
greater levels of attentional focus toward customer-oriented behavior than more experienced
salespeople. Thus, we included salesperson experience (EXP) as a control variable,
operationalizing it as a single-item variable representing the amount of time the respondent has

spent in their current or similar role in years.

The descriptive statistics, intercorrelations, and psychometric properties of each measure
within our study are included in Table 3, and a list of items making up each scale and their load

factors are included in Appendix A.
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TABLE 3. Descriptive Statistics, Correlation Matrix, and Psychometrics

M SD CR AVE 1 2 3 4 5 6 7
1. COA 6.43 .65 .85 .53
2. SN 34.63 8.33 .93 .76 189
3. PCB! 877.12 194.01 - - 132 .044
4. MD! 4.85 1.72 - - 197 .165 .053
5. SC 5.98 .90 .85 .66 315 135 -.040 .051
6. VPAY! 38.66 26.21 - - -.050 -.046 .022 .020 -.130
7. EXP! 9.51 8.26 - - .149 .022 .079 -.020 .046 181
8. COSB 6.31 .82 78 .65 371 161 .060 -.012 142 -.171 192

M is sample mean; SD is standard deviation; CR is composite reliability; AVE is average variance extracted; 'single-item measure;
COA is customer-oriented attitudes; SN is subjective norms; PCB is perceived behavioral control; MD is measurement diversity;
SC is sales complexity; VPAY is variable-pay compensation; EXP is salesperson experience; COSB is customer-oriented selling behavior
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4.3 Measurement and structural model validation

All measurements and structural validation, as well as hypothesis testing, were conducted
through partial least squares structural equation modeling (PLS-SEM) using SmartPLS 3 (Ringle
et al., 2015). PLS-SEM was chosen for its ability to utilize higher-order constructs without
substantially increasing sample size (Hair et al., 2019), and for the ease with which it handles
multiple mediation analyses, assessing each mediation path, while “controlling for all other
included mediators” simultaneously (Hair Jr. et al., 2017; Sarstedt et al., 2020). All the reflective
measures in the model met the required internal reliability, convergent validity, and discriminant
validity thresholds (see Table 3).

Several procedural and statistical methods recommended by Podsakoff et al. (2003) and
Kock (2015) were employed to minimize and test for common methods variance (CMV).
Procedural methods included voluntary and assured anonymity of survey respondents, to reduce
social desirability bias, physical separation of predictor and criterion variables within the
questionnaire, and the use of different scale anchors for predictor and criterion variables. Two
post hoc statistical methods were used to test for the presence of CMV. First, Harmon’s one-
factor test was applied to the data (Podsakoff et al., 2012), with the main factor representing only
18.5% of the total covariance. Second, the more robust, full collinearity test recommended by
Kock (2015) for use within PLS-SEM, was also utilized. This method requires that the inner
variance inflation factor (VIF) of each model variable be less than 3.3, when all other variables
are pointed at it. Both procedures indicated that CMV was unlikely to be present in our dataset.
Finally, the presence of interaction effects in our model, as discussed later in our paper, indicates

a lack of significant CMV (Terho & Jalkala, 2017).
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Structural model adequacy was first tested by confirming that no critical collinearity
problems existed, by ensuring that the inner VIF values were < 5, as recommended by Hair ef al.
(2019). Unlike covariance-based, structural equation modeling, the quality of the PLS-SEM
model is based on the model’s explanatory and predictive strength, rather than the evaluation of
goodness of fit indices (Hair et al., 2019). In terms of our model’s in-sample explanatory
strength, it had an overall R? value of .261 for the main endogenous variable, increasing to
R2=.282 with the addition of the two control variables. This was deemed acceptable given that it
fell within the range of R? values (.19 to .38) produced by the previous theory of planned
behavior research (see meta-analysis conducted by Armitage and Conner, 2001). The R? values,

along with the direct and indirect effects of our path model, are summarized in Table 4.

Finally, to evaluate our model’s out-of-sample predictive power, we followed the steps
recommended by Shmueli et al. (2019), using the PLSpredict module in SmartPLS. PLSpredict
replicates the concept of a hold-out sample by separating the research sample into equal
subgroups of &, known as folds, and establishing a training fold by consolidating k-1 folds to
predict the results of the final fold. Our sample of 207 respondents was sufficient for using the
recommended number of folds (k=10). First, to conduct our evaluation, we reviewed the Q?predict
statistic for each of our endogenous variables’ indicators to ensure that all values were greater
than zero, indicating that “they outperform the most naive benchmark (the training sample’s
indicator means)” (p. 2334). Next, after reviewing the non-symmetrical distribution of predictive
errors in our model, we used the mean absolute error (MAE) prediction statistic to assess
predictive power. For each endogenous indicator, we compared our model’s MAE prediction
with the training sample’s mean. Since the predictions of all the indicators outperform the

training sample mean, the model is considered to have high predictive power.
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5 Findings

Because PLS-SEM is a non-parametric procedure, the strength and statistical significance of all
direct and indirect path coefficients and moderating effects were tested using 5000, bias-
corrected and accelerated (BC,) bootstrap subsamples, as recommended by Hair Jr. et al. (2017,
p. 156). The path results are summarized in Table 4. In Model 1, we tested the strength of the
relationships without the presence of moderating or control variables. The findings indicated a
significant relationship between MD and COA (B =.195, p <.01) and between MD and SN (B =
165, p <.05), supporting H1. and H1s, while the relationship between MD and PCB was not
significant (f =.053, p >.05). Thus, H1. is not supported. Measurement diversity appears to
influence customer-oriented subjective norms and customer-oriented attitudes but does not

influence customer-oriented perceived behavioral control.

Hypotheses H2., H2p, and H2. propose a positive relationship between customer-oriented
attitudes, subjective norms, perceived behavioral control, and customer-oriented selling
behavior. We observed a positive and significant relationship only between COA and COSB (B =
490, p <.01), supporting H2,, while no similar relationship was found between SN ( =.079, p

>.05) or PCB (B =.019, p >.05) and COSB, indicating that H2;, or H2¢ are not supported.

We then tested for mediation effects between MD and COSB through the underlying drivers
of behavior (COA, PBC, and SN) using multiple mediation analysis (MMA). MMA is preferable
to conducting simple mediation analysis on each individual mediation path, as it automatically
adjusts effect size misestimations caused by the correlation between mediating variables
(Preacher & Hayes, 2008). The specific indirect effect between MD and COSB through COA
was positive and significant (12 =.064, p <. 01), while no other mediation effects were

significant. In addition, the direct relationship between MD and COSB, in the presence of the
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three mediating variables, was also not significant (B = .090, p >.05). Therefore, we can conclude
that the relationship between measurement diversity and customer-oriented selling behavior

appears to be fully mediated by customer-oriented attitudes.

H3., H3p, and H3. propose that the degree of selling complexity (SC) influences the
relationship between customer-oriented selling behavior and customer-oriented attitudes,
subjective norms, and perceived behavioral control. To assess moderation in PLS-SEM, an
interaction term was generated, representing the product of the direct effect between the two
primary variables, and the effect between the moderator and the dependent variable (Hair Jr. et
al., 2017, p.249). Several approaches were available to operationalize the interaction term. We
evaluated moderation by assessing the direction, strength, and significance of the interaction
terms using the orthogonalizing approach, as recommended by Hair Jr. et al. (2014). Our analysis
has revealed that SC generates a significant negative interaction between COA and COSB (B = -
206, p <.01), indicating the presence of moderation in support of H3,. Conversely, no
moderation was present between SN and COSB (B = -.060, p >.05), or PCB and COSB (B = -
.066, p >.05); thus, H3y, and H3. are not supported. To better understand the moderating effect of
selling complexity on the relationship between customer-oriented attitudes and customer-
oriented selling behavior, a simple slope analysis was performed (Figure 2). The results show
that at lower levels of selling complexity (-1 standard deviation), changes in customer-oriented
attitudes influence customer-oriented selling behavior more strongly, than at higher levels of

selling complexity (+1 standard deviation).
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TABLE 4. Path Modeling Results

Multi-group Analysis (B difference)

Model 2 Model 3 Cust in-use  Product vs Farmer vs
H Model 1 w/moderation w/control  Cust no-use Service Hunter
Direct Effects
MD - COA H1, .195%%* .196%** 195%** .089 .-.007 .090
MD - SN Hl1p 165%* .165%* 165%* -.194 .163 .063
MD - PBC Hi1, .053 .053 .053 -215 .-.039 .043
MD - COSB .090 .079 .083 -.063 .150 297
COA - COSB H2, A9(Q*** 354% %% A50%** .300 .048 .023
SN - COSB H2, .079 .096 .079 -.196 -.020 .062
PBC - COSB H2. .019 .020 .013 -.007 .048 137
VPAY - COSB -.129
EXP - COSB .149%**
Mediation effects
MD - COA - COSB .064*** .105 .006 .160
MD - SN = COSB .018 -.050 .006 .016
MD - PBC = COSB .001 -.003 .001 .013
Moderation effects
SC x COA - COSB H3. -.206%**
SC x SN - COSB H3y -.060
SC x PBC - COSB H3. -.066
R*COSB 261 338 282
/ EXP .003 .003 .024

H=hypothesis; **p<.05; ***p<.01; f* = effect size; Cust in-use indicates respondents using customer outcomes within their
performance measurement system; Customer no-use indicates that customer outcomes are not used within the performance
measurement system; COA is customer-oriented attitudes; SN is subjective norms; PCB is perceived behavioral control; MD is measurement
diversity; SC is selling complexity; VPAY is variable-pay compensation; EXP is salesperson experience; COSB is customer-oriented selling

behavior
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FIGURE 2. Simple Slope Analysis
(Selling Complexity x Customer-Oriented Attitudes = Customer-Oriented Selling Behavior)

1
0.75
E
0.5 -
z Selling
8 0.25 - Complexity
, High
0 e e ) Low
Low R High
0.25
_0‘, - ¥
-0.75
COA

In Model 3, we assess the impact of our two control variables, sales experience and variable
pay compensation, on customer-oriented selling behavior. As anticipated, the relationship
between sales experience and customer-oriented selling behavior is positive and significant
(B=.149, p<.01). However, the effect size of our model is small (=.024). While the relationship
between the variable pay compensation and customer-oriented selling behavior was negative, as

expected, our findings, surprisingly, were not statistically significant (f=-.129, p>.05).

5.1 Additional analysis

An additional analysis was conducted to establish the stability of our model under changing sales
conditions. First, we wanted to confirm that our findings on the relationship between
measurement diversity and customer-oriented selling behavior were indeed due to the presence
of measurement diversity, rather than simply due to the impact of a specific set of customer-
related measures in use. Second, we reviewed any changes in the model relationships based on

specific selling conditions, assessing any model differences occurring from changes in product
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type (i.e., sectors primarily focused on selling products versus services) and salesperson role
focus (i.e., roles more focused on farming existing accounts versus Aunting for new accounts).
To assess model variations under these changing conditions, we used a multi-group analysis
(MGA) within SmartPLS, to assess whether the difference in the path coefficients between

subsamples was significant (Hair Jr. et al., 2017, p. 291).

In the first analysis, we compared respondents who indicated that the customer outcome
category was considered to be in use, against respondents for whom it was not in use. No
significant differences were found in any of the path relationships between the two groups,
indicating that the relationships within our model were not specifically dependent on customer-
outcome measures, but on a broader set of diverse measures. Second, we compared respondents
selling within service-based industries, against those selling within product-based industries, and
those with sales roles primarily focused on farming existing accounts, versus those who
primarily hunt for new clients. No significant differences across subsamples were found for
either sales condition, indicating the stable nature of our model under these changing conditions.

Table 4 summarizes the results of the MGA analysis.

6 Discussion

This study investigates the relationship between measurement diversity within a firm’s sales
performance measurement system, and customer-oriented selling behavior, by unpacking
customer-oriented selling into its underlying behavioral drivers, as proposed by the theory of
planned behavior. Our findings suggest that even when separated from their reinforcement
counterparts (i.e., compensation and incentives) within a sales control system, a more diverse

performance measurement schema positively influences customer-oriented selling behavior, and
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this influence is fully mediated by salespeople’s customer-oriented attitudes. Furthermore, we
find that the mediating influence of salesperson attitudes on customer-oriented selling behavior is
particularly sensitive to the degree of selling complexity, with the relationship being the
strongest in low selling-complexity environments (i.e., transactional selling). These findings

have important implications for both theory and sales management practice.

6.1 Theoretical implications

First, our research contributes to the customer-oriented selling behavior literature by identifying
an antecedent of customer-oriented selling behavior not previously considered, the level of
measurement diversity within the firm’s sales performance measurement system, and the
underlying mechanism responsible for this influence, salesperson, and customer-oriented
attitudes. In doing so, we begin to answer recent calls for a greater understanding of customer-

friendly and ethical selling behaviors (Ferrell et al., 2019).

Second, we introduce into the sales domain, the claims of operations and accounting
researchers (Franco-Santos et al., 2012; Lucianetti et al., 2019), that a more comprehensive and
diverse performance measurement framework helps address dysfunctional employee behavior. It
has been over 25 years since performance measurement frameworks have become a critical
aspect of management research (Kaplan & Norton, 1996). However, sales literature has remained
relatively silent regarding the impact of measurement diversity on selling behavior. Our study
addresses this gap by confirming operations and accounting research recommendations regarding
the use of diverse measurement frameworks to diminish dysfunctional behavior, while also
addressing recent calls to better understand the behavioral impacts associated with performance

measurement diversity (Kerr & Marcos Cuevas, 2022).
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Finally, studies which have considered the relationship between sales control and selling
behavior (Evans et al., 2007; Miao & Evans, 2012; Oliver & Anderson, 1995; Zang et al., 2020),
did not do so by unpacking sales control into the fundamental components of information and
reinforcement (Challagalla & Shervani, 1996), in order to understand their relative role in
managing sales behaviors. We contribute to sales control literature by separating these
components, to illuminate how information mechanisms within a sales control system influence
selling behavior when unencumbered by reinforcement. For example, before our research,
performance measures and reinforcement mechanisms were regarded as extrinsic motivational
levers (Khusainova et al., 2018). Contrary to our actual findings, we would have expected
subjective norms to be the primary mediating driver of our performance measurement behavioral
model, because sales managers (key normative influencers) are responsible for the distribution of
rewards to salespeople, which affects their extrinsic motivation (Fu et al., 2010). However, by
uncoupling information from reinforcement, we demonstrated that performance measures act as
a communication channel, providing diagnostic information to salespeople regarding how to
improve their short- and long-term customer-related competencies (Kerr & Marcos-Cuevas,
2022). As a diagnostic and competency development tool, information mechanisms are more
likely to increase intrinsic, rather than extrinsic, motivation (Challagalla & Shervani, 1996) and,
as a result, are more strongly associated with attitudinal, rather than normative, beliefs, which is
consistent with our findings. Thus, our contribution helps provide greater transparency in the
underlying dynamics of the sales control-selling behavior relationship, by highlighting the

different roles played by performance measures versus compensation and reward decisions.
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6.2 Managerial implications

This study has several implications for sales management. First, the sales control theory proposes
an integrated set of reinforcement and information elements that can be aligned to the intended
sales control approach. However, in practice, sales control systems are often a hybrid of both
approaches, with their performance measurement elements being increasingly fragmented to
include a cross-section of outcome and behavioral performance metrics (Kerr & Marcos Cuevas,
2022). Within this context, our findings suggest that sales managers have the flexibility to make
independent and uncoupled compensation and performance measurement decisions, and that
performance measurement framework designs may be as important, or more important, in

establishing appropriate selling behavior, than reward and recognition-related decisions.

Second, our study provides some evidence that deviations in customer-oriented selling
behavior are more likely to occur in selling environments characterized by a low degree of
selling complexity, such as transactional selling. Salespeople likely already utilize customer-
oriented selling behaviors in more complex selling situations, given the necessity to identify
customer needs to develop specific solutions to customer problems (Zang et al., 2020). The
opposite is true in less complex sales transactions, where enhancing salesperson attitudes toward
a customer-oriented approach has a strong influence on customer-oriented behavior. As it is
impractical to introduce a specific set of measures for every desired behavior and outcome, sales
managers need to consider the use of a more balanced set of diverse measures, similar to how
measurement frameworks are used at the organizational level to address multiple firm priorities
(Lucianetti et al., 2019). In this regard, our findings suggest that, if sales management is looking
to enhance the level of customer-selling behavior within their department, it is more important to

ensure a higher level of overall measurement diversity within their sales performance
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measurement system rather than simply focusing on customer-specific outcome measures, such

as customer satisfaction or retention.

6.3 Limitations and future research

This study has some limitations. First, behavioral intention was not included in our model, given
the challenge of discriminating it from other variables, such as customer-oriented attitudes and
customer-oriented selling behavior. Behavioral intention is central to the theory of planned
behavior, and its exclusion may have reduced predictive power and contributed to some of our
non-significant findings. For example, neither subjective norms nor perceived behavioral control
were found to act as significant mediators in our model These results are consistent with
previous TPB research findings, where not all three antecedents influenced behavior (e.g.,
Hubner & Florian, 2006; Legris et al., 2003; Sparks et al., 1995; Trafimow & Finlay, 1996).
Incorporating behavioral intention into the model in future research would be an important

consideration and provide further validation of our findings.

Second, the exclusion of sales performance from our model may be seen as a limitation. \
We chose not to include this for several reasons. First, our primary objective was to unpack
customer-oriented selling behavior to understand the mechanisms necessary to enhance it, when
the behavior is situationally appropriate. Thus, the inclusion of sales performance was not
required to achieve this research objective. Second, some evidence suggests that the benefits of
customer-oriented selling are likely situationally contingent, and we urge scholars to undertake
future research to identify when it should be adopted to support sales performance. In our study,
the broad cross-sector sample required to meet our primary research objective would likely have

confounded the sales performance results.
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Third, customer-oriented selling requires salespeople to trade off short-term, self-serving
gains for the long-term benefits of their customers, making the operationalization of sales
performance a paramount concern (Kerr & Marcos Cuevas, 2022), but beyond the scope of our

study.

Finally, this study used a single data source. While steps were taken to minimize the bias
associated with this approach, future research may want to replicate our work using multiple
sources, such as having customers or sales managers evaluate specific aspects of our model. We
chose not to adopt this approach for a number of reasons. As an initial exploration of
measurement diversity in sales, we felt that it was important to collect a broad cross-section of
performance measurement schema from a wide selection of organizations, rather than using a
case-based study. This sampling decision made using matching data from customers or sales
managers is problematic. In addition, there is some evidence that customers are not in a position
to accurately observe and evaluate customer-oriented behavior (Franke & Park, 2006). We argue
that in B2B sales, where salespeople are often in the field, the same can be said about sales
managers who are not in a position to observe these behaviors, potentially increasing

measurement errors (Kerr & Marcos Cuevas, 2022).

36



References

Ajzen, L. (1991). The theory of planned behavior. Organizational Behavior and Human Decision
Processes, 50(2), 179-211. https://doi.org/10.1016/0749-5978(91)90020-T

Anderson, E., & Oliver, R. L. (1987). Perspectives on Behavior-Based Versus Outcome-Based
Salesforce Control Systems. Journal of Marketing, 51(October), 76—88.

Armitage, C. J., & Conner, M. (2001). Efficacy of the Theory of Planned Behaviour: A meta-
analytic review. British Journal of Social Psychology, 40(4), 471-499.

Azzone, G., Masella, C., & Bertele, U. (1991). Design of performance measures for time-based
companies. International Journal of Operations and Production Management, 11(3), 77—
85.

Bénet, N., Deville, A., Raies, K., & Valette-Florence, P. (2022). Turning non-financial
performance measurements into financial performance: The usefulness of front-office staff
incentive systems in hotels. Journal of Business Research, 142(December 2021), 317-327.
https://doi.org/10.1016/j.jbusres.2021.12.017

Black, T. R. (1999). Doing Quantitative Research in the Social Sciences (4th ed.). Sage
Publications.

Bourne, M., Kennerley, M., & Franco-Santos, M. (2005). Managing Through Measures: a Study
of Impact on Performance. Journal of Manufacturing Technology Management, 16(4), 373—
395.

Brown, T. J., Mowen, J. C., Todd Donavan, D., & Licata, J. W. (2002). The customer orientation
of service workers: Personality trait effects on self-and supervisor performance ratings.
Journal of Marketing Research, 39(1), 110-119.
https://doi.org/10.1509/jmkr.39.1.110.18928

Busby, J. S., & Williamson, A. (2000). The Appropriate Use of Performance Measurement in
Non-Production Activity: The Case of Engineering Design. International Journal of
Operations & Production Management, 20(3), 336-358.
https://doi.org/10.1108/01443570010308103

Challagalla, G. N., & Shervani, T. A. (1996). Dimensions and Types of Supervisory Control:
Effects on Salesperson Performance and Satisfaction. Journal of Marketing, 60(January),
89-105.

Charoensukmongkol, P., & Sasatanun, P. (2017). Social media use for CRM and business
performance satisfaction: The moderating roles of social skills and social media sales
intensity. Asia Pacific Management Review, 22(1), 25-34.
https://doi.org/10.1016/j.apmrv.2016.10.005

Cialdini, R. B., Reno, R. R., & Kallgren, C. A. (1990). A focus theory of normative conduct:
Recycling the concept of norms to reduce littering in public places. Journal of Personality
and Social Psychology, 58(6), 1015-1026. https://doi.org/10.1037/0022-3514.58.6.1015

Cravens, D. W., & Woodruff, R. B. (1973). An Approach for Determining Criteria of Sales
Performance. Journal of Applied Psychology, 57(3), 242-247.

37



https://doi.org/10.1037/h0034715

Evans, K. R., Landry, T. D., Li, P., & Zou, S. (2007). How sales controls affect job-related
outcomes : the role of organizational sales-related psychological climate perceptions.
Journal of the Academy of Marketing Science, 35(April), 445-459.
https://doi.org/10.1007/s11747-007-0033-5

Ferrell, O. C., Johnston, M. W., Marshall, G. W., & Ferrell, L. (2019). A New Direction for
Sales Ethics Research: The Sales Ethics Subculture. Journal of Marketing Theory and
Practice, 27(3), 282-297. https://doi.org/10.1080/10696679.2019.1615839

Franco-Santos, M. (2007). The Performance Impact of Using Measurement Diversity in
Executives’ Annual Incentive Systems. Cranfield University, Cranfield, Bedfordshire, U.K.

Franco-Santos, M., Lucianetti, L., & Bourne, M. (2012). Contemporary performance
measurement systems: A review of their consequences and a framework for research.
Management Accounting Research, 23(2), 79—119.
https://doi.org/10.1016/j.mar.2012.04.001

Franco-Santos, M., & Otley, D. T. (2018). Reviewing and theorizing the unintended
consequences of performance management systems (Issue April).
https://doi.org/10.1111/ijmr.12183

Franke, G. R., & Park, J.-E. (2006). Salesperson Adaptive Selling Behavior and Customer
Orientation: A Meta-Analysis. Journal of Marketing Research, XLIII(November), 693—702.
https://doi.org/10.1509/jmkr.43.4.693

Fu, F. Q., Richards, K. A., Hughes, D. E., & Jones, E. (2010). Motivating Salespeople to Sell
New Products: The Relative Influence of Attitudes, Subjective Norms, and Self-Efficacy.
Journal of Marketing, 74(November), 61-76.

Gerlach, G. L., Rodiger, K., Stock, R. M., & Zacharias, N. A. (2016). Salespersons’ empathy as a
missing link in the customer orientation—loyalty chain: an investigation of drivers and age
differences as a contingency. Journal of Personal Selling and Sales Management, 36(3),
221-239. https://doi.org/10.1080/08853134.2016.1205446

Goad, E. A., & Jaramillo, F. (2014). The good , the bad and the effective : a meta-analytic
examination of selling orientation and customer orientation on sales performance. Journal
of Personal Selling and Sales Management, 34(4), 285-301.

Goker, S. D. (2006). Impact of peer coaching on self-efficacy and instructional skills in TEFL
teacher education. System, 34(2), 239-254.

Gordon, L. A., & Miller, D. (1976). A Contingency Framework for the Design of Accounting
Information Systems. Accounting, Organizations and Society, 1(1), 59—69.

Gould, D., Hodge, K., Peterson, K., & Giannini, J. (1989). An Exploratory Examination of
Strategies used by Elite Coaches to Enhance Self-Efficacy in Atheletes. Journal of Sport &
Exercise Psychology, 11(2), 128-140.

Govindarajan, V., & Gupta, A. K. (1985). Linking Control Systems to Business Unit Strategy:
Impact on Performance. Accounting, Organizations and Society, 10(1), 51-66.

Graf, L., Wendler, W. S., Stumpf-Wollersheim, J., & Welpe, I. M. (2019). Wanting More,

38



Getting Less: Gaming Performance Measurement as a Form of Deviant Workplace
Behavior. Journal of Business Ethics, 157, 753—773. https://doi.org/10.1007/s10551-017-
3688-y

Guesalaga, R., Gabrielsson, M., Rogers, B., Ryals, L., & Marcos Cuevas, J. (2018). Which
resources and capabilities underpin strategic key account management? Industrial
Marketing Management, 75(May 2015), 160—172.
https://doi.org/10.1016/j.indmarman.2018.05.006

Habel, J., Kassemeier, R., Alavi, S., Haaf, P., Schmitz, C., & Wieseke, J. (2020). When do
customers perceive customer centricity? The role of a firm’s and salespeople’s customer
orientation. Journal of Personal Selling & Sales Management, 40(1), 25-42.
https://doi.org/10.1080/08853134.2019.1631174

Hair, J. F., Risher, J. J., Sarstedt, M., & Ringle, C. M. (2019). When to use and how to report the
results of PLS-SEM. European Business Review, 31(1), 2-24. https://doi.org/10.1108/EBR-
11-2018-0203

Hair Jr., J. F., Hult, G. T. M., Ringle, C. M., & Sarstedt, M. (2017). A Primer on Partial Least
Squares Structural Equation Modeling (PLS-SEM) (2nd ed.). Sage Publications.

Hair Jr., J. F., Sarstedt, M., Hopkins, L., & Kuppelwieser, V. G. (2014). Partial least squares
structural equation modeling (PLS-SEM). European Business Review, 26(2), 106—121.
https://doi.org/10.1108/EBR-10-2013-0128

Homburg, C., Miiller, M., & Klarmann, M. (2011). When does salespeople’s customer
orientation lead to customer loyalty? The differential effects of relational and functional
customer orientation. Journal of the Academy of Marketing Science, 39(6), 795—-812.
https://doi.org/10.1007/s11747-010-0220-7

Hoque, Z. (2005). Linking Environmental Uncertainty to Non-financial Performance Measures
and Performance: a Research Note. The British Accounting Review, 37(4), 471-481.
https://doi.org/10.1016/j.bar.2005.08.003

Hubner, G., & Florian, K. G. (2006). The Moderating Role of the Attitude-Subjective Norms
Conflict on the Link Between Moral Norms and Intention. European Psychologist, 11(2),
99-109.

Ittner, C. D., Larcker, D. F., & Rajan, M. V. (1997). The Choice of Performance Measures in
Annual Bonus Contracts. The Accounting Review, 72(2), 231-255.

Ittner, C. D., Larcker, D. F., & Randall, T. (2003). Performance implications of strategic
performance measurement in financial services firms. Accounting, Organizations and
Society, 28(7-8), 715—741. https://doi.org/10.1016/S0361-3682(03)00033-3

Jaramillo, F., & Grisaffe, D. B. (2009a). Does customer orientation impact objective sales
performance? Insights from a longitudinal model in direct selling. Journal of Personal
Selling and Sales Management, 29(2), 167—178. https://doi.org/10.2753/PSS0885-
3134290205

Jaramillo, F., & Grisaffe, D. B. (2009b). Does Customer Orientation Impact Objective Sales
Performance? Insights from a Longitudinal Model in Direct Selling. Journal of Personal
Selling and Sales Management, 29(2), 167—178. https://doi.org/10.2753/PSS0885-

39



3134290205

John, G., & Weitz, B. A. (1989). Salesforce Compensation : An Empirical Investigation of
Factors Related to Use of Salary Versus Incentive Compensation. Journal of Marketing
Research, XXVI(February), 1-14.

Johnson, E. (2017). Bell insider reveals high-pressure sales tactics required on every single call.
CBC News. http://www.cbc.ca/news/business/bell-whistleblower-reveals-high-pressure-
sales-1.4404088

Kaplan, R. S. (2009). Conceptual foundations of the balanced scorecard. . In C. S. Chapman, G.
A. Hopwood, & M. D. Shields (Eds.), Handbook of Managment Accounting Research (Vol.
3, pp. 1253-1269). Elsevier.

Kaplan, Robert S., & Norton, D. P. (1996). Using the Balanced Scorecard as a strategic
management system. Harvard Business Review, January/February, 75-85.

Kassemeier, R., Alavi, S., Habel, J., & Schmitz, C. (2022). Customer-oriented salespeople’s
value creation and claiming in price negotiations. Journal of the Academy of Marketing
Science, 689—712. https://doi.org/10.1007/s11747-022-00846-x

Kelly, J. (2020, February). Wells Fargo Forced To Pay $3 Billion For The Bank’s Fake Account
Scandal. Forbes. https://www.forbes.com/sites/jackkelly/2020/02/24/wells-fargo-forced-to-
pay-3-billion-for-the-banks-fake-account-scandal/?sh=3adc7edc42d2

Kerr, P. D., & Marcos-Cuevas, J. (2022). The interplay between objective and subjective
measures of salesperson performance: toward an integrated approach. Journal of Personal
Selling and Sales Management, 42(3), 225-242.
https://doi.org/10.1080/08853134.2022.2044344

Kerr, P. D., & Marcos Cuevas, J. (2022). The interplay between objective and subjective
measures of salesperson performance: toward an integrated approach. Journal of Personal
Selling & Sales Management, 1-63.

Khusainova, R., de Jong, A., Lee, N., Marshall, G. W., & Rudd, J. M. (2018). (Re) defining
salesperson motivation: current status, main challenges, and research directions. Journal of
Personal Selling and Sales Management, 38(1), 2-29.
https://doi.org/10.1080/08853134.2017.1415761

King, D. B., Rourke, N. O., & DeLongis, A. (2014). Social Media Recruitment and Online Data
Collection : A Beginner * s Guide and Best Practices for Accessing Low-Prevalence and
Hard-to-Reach Populations. Canadian Psychology/Psychologie Canadienne, 55(4), 240—
249. https://doi.org/10.1037/a0038087

Kock, N. (2015). Common method bias in PLS-SEM: A full collinearity assessment approach.
International Journal of E-Collaboration, 11(4), 1-10.
https://doi.org/10.4018/ijec.2015100101

LaFlamme, L. (2018, October). CRTC Hearings. CTV National News.

Lau, C. M., & Martin-Sardesai, A. V. (2012). The Role of Organisational Concern for
Workplace Fairness in the Choice of a Performance Measurement System. The British
Accounting Review, 44(3), 157—-172. https://doi.org/10.1016/j.bar.2012.07.006

40



Legris, P., Ingham, J., & Collerette, P. (2003). Why Do People Use Information Technology? A
Critical Review of the Technology Acceptance Model. Information & Management, 40(3),
191-204.

Lips, T., Dolle, R., & Kuhnemundt, S. (2012). Sales Performance Excellence.

Lucianetti, L., Battista, V., & Koufteros, X. (2019). Comprehensive performance measurement
systems design and organizational effectiveness. International Journal of Operations &
Production Management, 39(2), 326-356. https://doi.org/doi-
org.cbu.idm.oclc.org/10.1108/IJOPM-07-2017-0412

Lussier, B., & Hartmann, N. N. (2017). How psychological resourcefulness increases
salesperson’s sales performance and the satisfaction of their customers: Exploring the
mediating role of customer-oriented behaviors. Industrial Marketing Management, 62, 160—
170. https://doi.org/10.1016/j.indmarman.2016.08.009

Madden, T. J., Scholder Ellen, P., & Ajzen, 1. (1992). Comparison of Theory of Planned
Behavior and Theory of Reasoned Action. Personality and Social Psychology, 18(1), 3-9.

Marcos Cuevas, J. (2018). The transformation of professional selling: Implications for leading
the modern sales organization. Industrial Marketing Management, 69(March 2017), 198—
208. https://doi.org/10.1016/j.indmarman.2017.12.017

Merchant, K. A. (1990). The effects of financial controls on data manipulation and management
myopia. Accounting, Organizations and Society, 15(4), 297-313.

Miao, C. F., & Evans, K. R. (2012). Effects of Formal Sales Control Systems: A Combinatory
Perspective. International Journal of Research in Marketing, 29(2), 181-191.
https://doi.org/10.1016/j.ijresmar.2011.09.002

Moers, F. (2005). Discretion and Bias in Performance Evaluation: the Impact of Diversity and
Subjectivity. Accounting, Organizations and Society, 30(1), 67-80.
https://doi.org/10.1016/j.20s.2003.11.001

Ocasio, W. (1997). Towards and Attention-Based View of the Firm. Stragegic Management
Journal, 18(Summer), 187-206.

Ocasio, W., Laamanen, T., & Vaara, E. (2018). Communication and attention dynamics: An
attention-based view of strategic change. Strategic Management Journal, 39(1), 155-167.
https://doi.org/10.1002/smj.2702

Oliver, R. L., & Anderson, E. (1995). Behavior- and outcome-based sales control systems:
Evidence and Consequences of Pure-Form and Hybrid Governance. The Journal of
Personal Selling & Sales Management, 15(4), 1-15. https://web-b-ebscohost-
com.contentproxy.phoenix.edu/ehost/detail/detail?vid=0&sid=92a6ae46-5990-4c23-8{74-
4a8f0b8b9d65%40sessionmgr1 02&bdata=InNpdGUIZWhve3QtbGI12ZSZzY29wZT1zaXR
1#AN=9512060313&db=bth

Onyemabh, V. (2009). The effects of coaching on salespeople ’ s attitudes and behaviors A
contingency approach. European Journal of Marketing, 43(7/8), 938-960.
https://doi.org/10.1108/03090560910961461

Onyemabh, V., Rouzi¢s, D., & Panagopoulos, N. G. (2010). How HRM control affects boundary-
spanning employees’ behavioural strategies and satisfaction: the moderating impact of

41



cultural performance orientation. The International Journal of Human Resource
Management, 21(11), 1951-1975. https://doi.org/10.1080/09585192.2010.505096

Peesker, K. M., Kerr, P. D., Bolander, W., Ryals, L. J., Lister, J. A., & Dover, H. F. (2022).
Hiring for sales success : The emerging importance of salesperson analytical skills. Journal
of Business Research, 144(January), 17-30. https://doi.org/10.1016/j.jbusres.2022.01.070

Podsakoff, P. M., MacKenzie, S. B., Lee, J.-Y., & Podsakoff, N. P. (2003). Common method
biases in behavioral research: a critical review of the literature and recommended remedies.
The Journal of Applied Psychology, 88(5), 879-903. https://doi.org/10.1037/0021-
9010.88.5.879

Podsakoff, P. M., Mackenzie, S. B., & Podsakoff, N. P. (2012). Sources of Method Bias in
Social Science Research and Recommendations on How to Control It. Annual Review of
Psychology, 539-569. https://doi.org/10.1146/annurev-psych-120710-100452

Preacher, K. J., & Hayes, A. F. (2008). Asymptotic and resampling strategies for assessing and
comparing indirect effects in simple and multiple mediation models. Behavior Research
Methods, 40, 879—891.

Ringle, C. M., Wende, S., & Becker, J. M. (2015). SmartPLS 3. (3.3.2). Boenningstedt:
SmartPLS GmbH. www.smartpls.com

Rusthollkarhu, S., Hautamaki, P., & Aarikka-Stenroos, L. (2020). Value (co-)creation in B2B
sales ecosystems. Journal of Business and Industrial Marketing, 36(4), 590-598.
https://doi.org/10.1108/JBIM-03-2020-0130

Sarstedt, M., Hair, J. F., Nitzl, C., Ringle, C. M., & Howard, M. C. (2020). Beyond a tandem
analysis of SEM and PROCESS: Use of PLS-SEM for mediation analyses! International
Journal of Market Research, 147078532091568.
https://doi.org/10.1177/1470785320915686

Saxe, R., & Weitz, B. A. (1982). The SOCO Scale: A Measure of the Customer Orientation of
Salespeople. Journal of Marketing Research, XIX(August), 343-351.

Schwepker, C., & Good, D. (2012). Sales quotas: Unintended consequences on trust in
organization, customer-oriented selling, and sales performance. Journal of Marketing
Theory and Practice, 20(4), 437-452. https://doi.org/10.2753/MTP1069-6679200406

Schwepker, C. H., & Good, D. J. (2011). Moral Judgment and its Impact on Business-to-
Business Sales Performance and Customer Relationships. Journal of Business Ethics, 98(4),
609—625. https://doi.org/10.1007/s10551-010-0641-8

Schwepker Jr, C. H. (2003). Customer-oriented selling: A review, extension, and directions for
future research. Journal of Personal Selling and Sales Management, 23(2), 151-171.

Scott, T. W., & Tiessen, P. (1999). Performance measurement and managerial teams.
Accounting, Organizations and Society, 24, 263-285.

Shmueli, G., Sarstedt, M., Hair, J. F., Cheah, J. H., Ting, H., Vaithilingam, S., & Ringle, C. M.
(2019). Predictive model assessment in PLS-SEM: guidelines for using PLSpredict.
European Journal of Marketing, 53(11), 2322-2347. https://doi.org/10.1108/EJM-02-2019-
0189

42



Singh, R., & Venugopal, P. (2015). The impact of salesperson customer orientation on sales
performance via mediating mechanism. Journal of Business and Industrial Marketing,
30(5), 594—607. https://doi.org/10.1108/JBIM-08-2012-0141

Sparks, P., Shepperd, R., Wieringa, N., & Zimmermans, N. (1995). Perceived behavioural
control, unrealistic optimism and dietary change: An exploratory study. Appetite, 24, 243—
255.

Swaim, J. A., Maloni, M. J., Henley, A., & Campbelll, S. (2015). Motivational influences on
supply manager environmental sustainability behavior. Supply Chain Management: An
International Journal, 21(3), 305-320. https://doi.org/10.1108/SCM-07-2015-0283

Terho, H., Eggert, A., Haas, A., & Ulaga, W. (2015). How sales strategy translates into
performance: The role of salesperson customer orientation and value-based selling.
Industrial Marketing Management, 45(1), 12-21.
https://doi.org/10.1016/j.indmarman.2015.02.017

Terho, H., & Jalkala, A. (2017). Customer reference marketing: Conceptualization, measurement
and link to selling performance. Industrial Marketing Management, 64, 175-186.
https://doi.org/10.1016/j.indmarman.2017.01.005

Thomas, R. W., Soutar, G. N., & Ryan, M. M. (2001). The selling orientation-customer
orientation scale S.0.C.0O.): A proposed short form. Journal of Personal Selling and Sales
Management, 21(1), 63—69.

Trafimow, D., & Finlay, K. A. (1996). The importance of subjective norms for a minority of
people: Between subjects and within-subjects analyses. Personality and Social Psychology
Bulletin, 22, 820-828.

Wang, Z., Morey, A. C., & Srivastava, J. (2014). Motivated Selective Attention During Political
Ad Processing: The Dynamic Interplay Between Emotional Ad Content and Candidate
Evaluation. Communication Research, 41(1), 119-156.
https://doi.org/10.1177/0093650212441793

Zang, Z., Liu, D., Zheng, Y., & Chen, C. (2020). How do the combinations of sales control
systems influence sales performance? The mediating roles of distinct customer-oriented
behaviors. Industrial Marketing Management, 84(June 2019), 287-297.
https://doi.org/10.1016/j.indmarman.2019.07.015

43



Appendix A — Reflective Measure Scale Items and Factor Loadings

Reflective Measures A CR AVE
Customer-Oriented Selling Behavior (COSB) 763 631
Customer-oriented selling 776 532
I have the customer’s best interest in mind 765
I offer the product that is best suited for the customer’s problem 738
I try to find the product that would be most helpful to the customer .692
Sales-oriented selling (reverse-scored) .894 632
I believe it is necessary to stretch the truth in describing a product to a customer 733
I try to sell a customer all I can even if it is more than they should buy .878
I paint too rosy a picture of products to make them sound as good as possible 755
I decide what to offer based on what I can sell, not on what will satisfy the customer 910
I try to sell as much as I can rather than satisfy a customer .673
Subjective Norms (SN)
(Normative Beliefs x Motivation to Comply) 926 759
Immediate supervisor 901
Top management 878
Other sales managers 900
Marketing and product management .802
Customer-Oriented Attitudes (COA) 850  .663
I think customer interaction contributes to my personal development 17
I enjoy interacting with customers 715
A customer orientation is one of my personal goals 710
A customer orientation is very important within my job .834
A good salesperson must have the customer’s best interest in mind .662
Selling Complexity (SC) 850  .654
Several people are involved in the purchase decision 155
The customer needs a lot of information before purchasing .830
The purchase decision evolves over a long time period .839
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