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Abstract

Relative to sales orientation, customer orientation requires greater expenditure of effort by the salesperson in customer-related
interactions. Consequently, salespeople have to be motivated to engage in this mode of selling. In this research, we draw from the job
characteristics model (JCM) to argue that (i) salesperson motivation to engage in customer orientation will be impacted by the extent to which
they experience their work as meaningful and that (ii) this impact will be moderated by their affective evaluations of two aspects of their work
context: their identification with the values of their organization and their satisfaction with the pay they receive. Research results from a
survey of 281 salespeople show that experienced meaningfulness has a positive main effect on customer orientation and that both
organizational identification and pay satisfaction enhance this positive main effect. Theoretical, managerial, and future research implications

arising from the research results are discussed.
© 2003 Elsevier Inc. All rights reserved.

Keywords: Salespeople; Customer orientation; Job characteristics model

1. Introduction

It has been widely noted in prior literature that customer-
oriented selling (or customer orientation) creates greater
long-term performance benefits for the salesperson relative
to sales-oriented selling (or sales orientation) (Brady and
Cronin, 2001; Goff et al., 1997; Kelley, 1992; Langerak,
2001; Reicheld and Sasser, 1990; Saxe and Weitz, 1982).
Despite these benefits, there exists considerable variance in
the extent to which customer orientation is practiced (Boles
et al., 2001; Brown et al., 2002). A key reason for sales-
person persistence with sales orientation and reluctance to
engage in customer orientation is that the latter requires
greater salesperson effort in customer relationship develop-
ment activities (Saxe and Weitz, 1982, p. 348). Since effort
is determined by motivation (Deci and Ryan, 1985), sales-
person motivation to engage in customer orientation is a
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precondition for its practice. Accordingly, in order to
explain the variance in the practice of customer orientation,
it is necessary to identify the determinants of salesperson
motivation to engage in this mode of selling.

While there exists a significant body of the prior litera-
ture on customer orientation, there remain important gaps in
our understanding of the factors that motivate customer
orientation. First, despite considerable evidence regarding
the motivating propensity of jobs (Eby et al., 1999; Hack-
man and Oldham, 1980), the effect of the salesperson’s
affective evaluation of their job on customer orientation has
not been examined in prior literature (for an exception, see
O’Hara et al., 1991). Given that jobs exist within organiza-
tional contexts, the salesperson’s affective evaluation of
their job and of their organization have interrelated effects
on salesperson motivation to engage in customer orienta-
tion. The second limitation in extant customer orientation
research is that the interrelated effects of these two different
motivational drivers on customer orientation have not been
explored. Salespeople receive compensation in exchange for
the exertion of effort in their jobs. Thus, it is important to
understand the interrelated effects of the salesperson’s
affective evaluations of their job and of the pay that they
receive on their motivation to engage in customer orienta-
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tion. The third limitation of extant customer orientation
literature is that the interrelated effects of these different
motivational drivers on customer orientation have not been
explored.

In this research, we draw from the job characteristics
model (JCM) (Hackman and Oldham, 1980) to address
these limitations in prior customer orientation research.
JCM is especially appropriate for the purposes of our
research for two reasons: one, because it explicitly focuses
on the motivating potential of jobs, and two, because it
explicitly identifies the affective evaluations of the organi-
zation context and pay as moderators of the relationship
between the salesperson’s affective evaluation of their job
and motivation, thereby establishing the structure of the
interrelationships among these motivational drivers.

We begin by developing the theoretical background for
our conceptual framework. Following this, we define cus-
tomer orientation and develop the antecedent and moder-
ators of this construct. Subsequently, we discuss the
methods used to test this conceptual framework. The results
of our empirical tests are then presented. We close with a
discussion of research results in terms of their implications
for future research, theory, and practice.

2. Conceptual framework
2.1. Theoretical background

JCM argues that the motivation to work is a function of
three critical psychological states—experienced meaning-
fulness of the work (or experienced meaningfulness), expe-
rienced responsibility for outcomes of the work, and
knowledge of the actual results of the work activities. These
three critical psychological states, in turn, are determined by
five job characteristics—skill variety, task identity, task
significance, autonomy, and feedback (Hackman and Old-
ham, 1980; Renn and Vandenberg, 1995).

Empirical testing of the full model has shown that
experienced meaningfulness is the key mediator of all the
five core job characteristics on motivation (see Johns et al.,
1992), thereby making it an especially salient driver of
motivation. Given that job-related effects have not been
extensively examined in prior customer orientation research
and given the salience of experienced meaningfulness in
JCM, we focus upon the effect of this affective evaluation of
the job on customer orientation. In the discussion below, the
relationship between experienced meaningfulness and cus-
tomer orientation is referred to as the focal main effect.

In addition to establishing that job-induced psychological
states (or affective evaluations of the job) affect employee
work behavior, JCM argues that this effect will be moder-
ated by employee affective evaluations of the work context.
We focus upon two aspects of the work context—organiza-
tional values and pay—and examine the moderating effects
of salesperson affective evaluations of both aspects on the

focal main effect. The organizational identification construct
represents the salesperson’s affective evaluation with orga-
nizational values, and the pay satisfaction construct repre-
sents the salesperson’s affective evaluation of their pay.

2.2. Customer orientation

An important part of the salesperson’s function is to help
customers make purchase decisions that will satisfy cus-
tomer preferences (Saxe and Weitz, 1982; Spiro and Weitz,
1990). Two selling strategies are widely discussed in the
literature—customer-oriented selling (or customer orienta-
tion) and sales-oriented selling (or sales orientation). These
two orientations differ both in terms of their objectives and
the means used to achieve objectives.

Customers have preferences both in the immediate and
long term. Typically, short-term preferences (or wants) are
felt and clearly articulated whereas long-term preferences
(or needs) tend to be latent. A customer-oriented salesperson
aims to uncover and satisfy these latent needs. Indeed, as
Saxe and Weitz (1982, p. 344) state, “highly customer-
oriented salespeople avoid actions which sacrifice customer
interest to increase the probability of making an immediate
sale.” The objective of sales orientation, by contrast, is to
satisfy articulated customer preferences. As the items in the
widely used SOCO scale make clear (Saxe and Weitz,
1982), the two selling orientations also differ with respect
to means. Whereas customer orientation places an emphasis
on listening to customers (e.g., I try to find out what kind of
product would be most helpful to a customer) and dialogue
(e.g., I try to get customer to discuss their needs with me),
sales orientation encourages opportunistic (John, 1984)
means (e.g., | paint too rosy a picture of my products to
make them sound as good as possible), if these are neces-
sary to make the sale. In this research, we focus on customer
orientation, key characteristics of which are as follows: a
focus on uncovering and satisfying the customer’s long-term
needs by listening to and working with customers.

In order to be customer oriented, the salesperson has to
be motivated to expend greater effort, relative to the sales
orientation, in customer-related interactions (Saxe and
Weitz, 1982). Motivation to expend effort is generated
through rewards, with rewards either being intrinsic to
activity performance or external to the activity and whose
procurement is enabled by activity performance (Deci and
Ryan, 1985). The feeling of accomplishment that arises
from successful activity performance is regarded as an
intrinsic motivator because it is a rewarding psychological
state that is directly attained through successful activity
performance (Brown et al., 1993; Hall, 1976). Compensa-
tion that is received in exchange for activity performance
enables the individual to obtain outcomes of value and
hence is regarded as an extrinsic motivator (Lawler, 1971,
1973). As we elaborate below, experienced meaningfulness
and organizational identification foster the feeling of ac-
complishment, thereby motivating the salesperson to engage



586 M.V. Thakor, A.-W. Joshi / Journal of Business Research 58 (2005) 584-592

in customer orientation through intrinsic means, and pay
satisfaction fosters salesperson ability to procure valued
outcomes, thereby fostering salesperson motivation to en-
gage in customer orientation through extrinsic means.

2.3. The focal main effect: experienced meaningfulness on
customer orientation

Salespeople will be motivated to expend the additional
effort that is required by customer-oriented selling if they
believe that they will experience a feeling of accomplish-
ment from this activity. In order to develop this belief,
salespeople have to perceive customer-oriented selling as
being an important activity (Hall, 1976).

Experienced meaningfulness enhances the activity im-
portance by making the work “count” in the salesperson’s
“own system of values” (Hackman and Oldham, 1980,
p. 73). Thus, by fostering the perception of activity impor-
tance, experienced meaningfulness generates salesperson
belief that they will experience a feeling of accomplishment
from having successfully engaged in customer-oriented
selling. Consistent with this argument, prior research has
found experienced meaningfulness to be positively related
to intrinsic motivation (see meta-analysis by Eby et al.,
1999). Accordingly, we predict,

H1: Experienced meaningfulness will be positively related
to customer orientation.

2.4. Organizational identification: main and moderator

effects

While experienced meaningfulness is a key determinant
of activity importance, it is not the only determinant.
Activities take place within organizational contexts and as
such, the values of this context can shape employee per-
ceptions of activity importance. However, the effect of
organizational values on employee perceptions is contingent
on the extent to which employees accept these values
(Ashforth and Mael, 1989; Dutton et al., 1994). We define
organizational identification as a state of psychological
congruence between salesperson and organizational values
(Mael and Ashforth, 1992, p. 104).

The commitment to fulfilling the long-term needs and
wants of customers is now a commonly held organizational
value across the industrial landscape (Langerak, 2001;
Reicheld and Sasser, 1990). Accordingly, we argue that
when organizational identification is high, salespeople will
regard customer-oriented selling as an important activity,
which in turn shapes their belief that they will experience
the feeling of accomplishment upon successful completion
of this activity. Consequently, we expect that organizational
identification will intrinsically motivate salespeople to en-
gage in customer orientation.

On the basis of this expected positive main effect of
organizational identification, we argue that when high

organizational identification is coupled with high experi-
enced meaningfulness, each will reinforce the positive effect
of the other on the salesperson’s intrinsic motivation to
expend the effort that is required by customer orientation.
Since our conceptual framework is predicted upon JCM
(Hackman and Oldham, 1980), we establish organizational
identification as the moderator of the focal main effect.
Based on the preceding, we predict,

H2a: Organizational identification will be positively related
to customer orientation.

H2b: The strength of the positive relationship between
experienced meaningfulness and customer orientation
will increase with increasing levels of organizational
identification.

2.5. Pay satisfaction: main and moderator effects

Pay satisfaction refers to the positive affective evaluation
of the magnitude of the reward that is received in exchange
for the investment of effort (Churchill et al., 1974; Walker et
al., 1977). The greater the magnitude of the reward that is
received, the greater is the salesperson’s ability to obtain
valued outcomes. Thus, whereas experienced meaningful-
ness and organizational identification motivate salesperson
effort by enhancing the feeling of accomplishment, pay
satisfaction motivates salesperson effort by enabling the
salesperson to pursue valued outcomes (Lawler, 1971,
1973). Accordingly, we expect a positive main effect of
pay satisfaction customer orientation (see also Chebat et al.,
2002).

When high pay satisfaction is coupled with high experi-
enced meaningfulness, we expect that salesperson motiva-
tion to engage in customer orientation will be enhanced
because they receive both intrinsic and extrinsic rewards in
exchange for effort investment. Consequently, based upon
JCM (Hackman and Oldham, 1980), we argue that when
pay satisfaction is high, the positive relationship between
experienced meaningfulness and salesperson motivation to
expend the effort that is required by customer orientation
will be enhanced. Accordingly, we propose,

H3a: Pay satisfaction will be positively related to customer
orientation.

H3b: The strength of the positive relationship between
experienced meaningfulness and customer orientation will
increase with increasing levels of pay satisfaction.

2.6. Controls

Prior research has found some support for the effects of
gender and job tenure on customer on customer orientation
(O’Hara et al., 1991). The type of compensation received
(salary vs. commission) is also a frequently studied variable
in sales research (e.g., Cravens et al., 1993). Accordingly,
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Fig. 1. Experienced meaningfulness of the job and salesperson customer orientation: moderating effects of organizational identification and pay satisfaction.

we control for the effects of the following variables on
customer orientation: age, sex, job tenure, overall sales
experience, and salary as a percentage of the average sales-
person’s total income.

Our research hypotheses are captured pictorially in Fig. 1.

3. Method

The sampling frame comprised industrial salespeople
who were alumni of a major university in the Midwest
region of the United States. A three-stage mailing process
was used to collect the data. The purpose of the first mailing
was to inform respondents that a questionnaire would be
sent to them shortly and to request their participation. A
football schedule was enclosed with the letter to engender
good will, and alumni were offered a management summary
of the results as an inducement to participate. Two weeks
later, a package containing the questionnaire, a covering
letter, a reply prepaid envelope, and a university decal was
mailed to the respondents. The third mailing comprised of
reminder postcards that emphasized the importance of the
research project and reiterated the availability of manage-
ment summaries of research findings. This was sent out 2
weeks after the second mailing. Of the 994 packages that
were sent out in the second mailing, 302 were returned. Of
these, 21 were determined to be unusable because of failure
to follow instructions. Thus, the effective sample size was
281, representing a response rate of 28.3%. This response
rate compares favorably to response rates of 27% (Yilmaz
and Hunt, 2001) and 16.9% (Siguaw et al., 1994) reported
in recent studies using salesperson samples.

We tracked responses on a daily basis and our analysis of
this data showed a continuous pattern of responses for 17
days after the first response arrived (n=238), followed by a

break and a resumption of responses (n=58). We treated
this naturally occurring break as a discriminator between
early and late respondents. In order to test for nonresponse
bias, we compared the early-versus-late respondents on sex,
age, sales experience, tenure with current employer, and
annual income and found no statistically significant differ-
ences between the two groups. This pattern of results
mitigates the threat of a nonresponse bias (Armstrong and
Overton, 1977). The typical respondent in the sample was
male, between 25 and 35 years of age, with 6 years of sales
experience, four of those being with the current employer
and whose annual income was less than US$50,000.

3.1. Measures

Scale items were developed from reviewing prior litera-
ture and were refined through insights gleaned from 14
exploratory interviews that we did with sales professionals.
We then submitted the measures to a pretest with a small
sample (n =38) of sales professionals. [tems with weak item-
to-total correlations were eliminated or modified prior to
inclusion in the final instrument. All the theoretical con-
structs in the model (Fig. 1) were measured using multiple-
item seven-point (1 =strongly disagree to 7=strongly agree)
scales. Scale reliabilities and descriptive statistics are pre-
sented in Table 1. The appendix contains the factor loadings
and other results of the confirmatory factor analysis. We
now turn to a discussion of the properties of the individual
scales.

3.1.1. Customer orientation

We created a five-item scale of customer orientation by
adapting relevant items from the existing Saxe and Weitz
(1982) scale. Adaptations to the customer orientation scale
such as those proposed in our study are reported in prior
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Table 1

Correlations® and descriptive statistics of model variables®

Variables 1 2 3 4 5 6 7 8 9

1. Age of salesperson 1.00

2. Sex of salesperson —-.22 1.00

3. Tenure 31 —.09 1.00

4. Total selling experience 48 —.06 26 1.00

5. Percentage of salary .16 .05 21 .10 1.00

6. Experienced meaningfulness 13 .19 17 .08 23 1.00

7. Organizational identification .04 22 22 .01 27 22 1.00

8. Pay satisfaction —.21 .16 A1 —.09 .14 .20 .14 1.00

9. Customer orientation —.09 .03 .08 .05 .19 .39 27 17 1.00
Means® 2.05 NA 221 3.13 4.26 3.94 3.80 3.31 3.03
S.D. 0.61 NA 2 2.3 3.12 0.82 0.68 1.23 1.81
No. of items 1 1 1 1 1 7 8 6 5
Construct reliability NA¢ NA NA NA NA .86 .80 .76 .88

* All correlations greater than .15 are statistically significant (P <.05, two tailed) for n=28]1.
b All scale items are measured on seven-point scales (1 =strongly disagree to 7=strongly agree).

¢ Mean values prior to centering.
4 NA=not appropriate.

published research (e.g., Brown et al., 2002; Cravens et al.,
1993).

3.1.2. Experienced meaningfulness

We used the Intrinsic Job Cognition Scale developed by
Williams (1988) to measure experienced meaningfulness.
We used this scale because of its strong face validity in
relation to the definition of experienced meaningfulness.

3.1.3. Organizational identification

Since identification is commonly regarded as being at the
core of the commitment construct (Allen and Meyer, 1990
p. 1; Mathieu and Zajac, 1990; Mowday et al., 1979, p. 226;
Porter et al., 1974), we adapted the OCQ (Mowday et al.,
1979) to construct a seven-item scale of organizational
identification. Note that adapted versions of OCQ have
been reported in prior published research (e.g., Singh et
al., 1996, p. 75).

3.1.4. Pay satisfaction

Pay satisfaction refers to the affective evaluation of the
salesperson to the pay that they receive over a period of time
in exchange for their effort investment. We adapted six
items from a prevalidated scale that measures pay satisfac-
tion (Churchill et al., 1974; see also Comer et al., 1989).

4. Results
4.1. Measurement analysis

Following convention (Anderson and Gerbing, 1988), we
used a two-stage procedure to validate the measures. First, we
examined the data to identify ill-fitting items using explor-
atory procedures such as item-to-total correlations and ex-
ploratory factor analysis. Having deleted items that exhibited
low item-to-total correlations and/or those that exhibited high

cross loadings in the factor analysis, we submitted the
remaining items to a confirmatory factor analysis.

The confirmatory factor analytic model comprised of 25
items and 4 constructs, with each item being restricted to
load on a particular construct while the constructs were left
free to correlate with each other. Although the overall chi-
square of our measurement model is statistically significant
(*=522.13, df=269, P<.05), the other measures of fit

Table 2
Estimated regression model

Independent variables ~ Dependent variable

Customer orientation:
standardized coefficient
(one-tailed #, P values)

Hypotheses

Age of —.06 (t=—0.97, P>.10)
salesperson (X1)
Sex of 01 (¢=0.21, P>.10)

salesperson (X2)
Tenure (X3)
Experience (X4)
Percentage of

.06 (1=0.78, P>.10)
.03 (1=0.27, P>.10)
17 (t=1.97, P<.05)

salary (X5)

Experienced 31 (t=3.46, P<.01) H1: Supported
meaningfulness
(X6)

Organizational 26 (t=3.01, P<.01) H2a: Supported

identification (X7)

Pay satisfaction (X8) 13 (t=1.63, P<.10) H3a: Not supported

Experienced 29 (1=3.14, P<.01) H2b: Supported
Meaningfulness X
Organizational
Identification (X9)

Experienced 18 (1=2.02, P<.05) H3b: Supported

Meaningfulness X
Pay Satisfaction
(X10)
” 36
Adjusted * 32
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Fig. 2. Conditional effect of experienced meaningfulness at three levels of organizational identification.

[average off-diagonal standard residual (AOSR)=.04; root
mean square error of approximation (RMSEA)=.04; non-
normed fit index (NNFI)=.93; and comparative fit index
(CF)=.93] show evidence of a good fit of the model to the
data. The loadings of all of the items on the constructs were
statistically significant at P<.01 (two tailed). Additionally,
the average construct reliability (Hair et al., 1998, p. 665) of
all scales was .82, with a range from .76 to .88. This pattern
of results provides confirmatory evidence for the convergent
validity of the measures. Scale items and their standardized
loadings are listed in Appendix A and scale statistics (mean,
standard deviation, and construct reliability) are presented in
Table 1.

We used nested model comparisons (Anderson and
Gerbing, 1988) to assess discriminant validity of the con-
structs. In all six instances, the fit of the alternate model was
poorer than that of the free model (difference in y*>=17,
df=1, P<.01 was the lowest difference). This pattern of
results provides confirmatory evidence for the discriminant
validity of our measures.

Finally, we tested for common methods bias using the
procedures recommended by Podsakoff and Organ (1986).
Results from a principal components factor analysis showed
that there was more than 1 factor with an eigenvalue greater
than 1 and that the first factor only accounted for 37.5% of
the total variance explained, which was 81.9%. Thus, there
is no evidence to support the existence of common methods
bias in the data.

4.2. Hypothesis testing

Having ascertained the validity of the multi-item scales,
the scale items were summed to create indices that were
used in hypothesis testing. We tested the hypotheses using
moderator regression analysis. Given that this procedure
involves entering both main effects and their interaction
terms into the regression equation, the potential for multi-
collinearity is high. We used the mean centering procedure
recommended by Aiken and West (1991) to reduce the
possibility of this problem. Examination of the variance

inflation factors for the regression equation showed that
none exceeded the value of 2.5, which is well below the
multicollinearity indicating value of 10 (Neter et al.,
1990).

As shown in Table 2, with the exception of H3a, all the
hypotheses were supported at the P<.05 or lower. We
explored the results for the interaction effects (see X9 and
X10 in Table 2) further by estimating the slope of the
regression of customer orientation on experienced mean-
ingfulness at three levels of each moderator (i.e., organi-
zational identification and pay satisfaction). The results for
X9 indicate that organizational identification enhances the
effect of experienced meaningfulness on customer orienta-
tion. In order to illustrate this, we plot the interaction by
estimating the slope of the regression of customer orien-
tation on experienced meaningfulness at three levels of the
moderator (i.e., organizational identification). Results from
the Aiken and West (1991) interaction plotting procedures
are presented in Figs. 2 and 3 (for applications of this
procedure in the sales management literature, see Ahearne

2.5
High Pay Satisfaction
2.0
Medium Pay Satisfaction
1.5 Low Pay Satisfaction

Customer 10
Orientation

-.82 0 +.82
Experienced Meaningfulness

Fig. 3. Conditional effect of experienced meaningfulness at three levels of
pay satisfaction.
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and Gruen, 1999; Ramaswami, 1996). The slope of the
regression of customer orientation on experienced mean-
ingfulness is steeper in the high organizational identifica-
tion condition than in the low organizational identification
condition, thereby supporting H2b (see Fig. 2). Similarly,
consistent with our prediction in H3b, Fig. 3 shows that
the slope of the regression of customer orientation on
experienced meaningfulness is steeper in the high pay
satisfaction condition than in the low pay satisfaction
condition.

5. Discussion

Because it involves greater salesperson effort in cus-
tomer-related interactions relative to sales orientation, cus-
tomer orientation requires the salesperson to be motivated
to engage in this mode of selling. In this research, we drew
from JCM to identify both intrinsic (experienced meaning-
fulness and organizational identification) and extrinsic (pay
satisfaction) motivators of customer orientation and to
establish interrelationships among these motivators. Con-
sistent with the predictions from JCM, research results
show that the salesperson’s experienced meaningfulness of
their job has a positive impact on their customer orienta-
tion (H1) and that their identification with organizational
values (H2b) and their satisfaction with the pay they
receive (H3b) enhance this impact. These results provide
empirical validation for JCM as an explanatory framework
for customer orientation.

The moderating effects of organizational identification
and pay satisfaction were proposed on the basis of positive
main effects of these constructs on customer orientation.
Research results show that while organizational identifica-
tion had a positive main effect on customer orientation
(H2a), the effect of pay satisfaction was positive but not
statistically significant (H3a). Thus, the increased ability to
procure valued outcomes is not by itself sufficient to
motivate salespeople to expend the effort that is required
by customer orientation. When this increased ability is
coupled with the feeling of accomplishment, however, the
effect of ability to procure valued outcomes as a motivator
becomes evident. Thus, our results identify an important
boundary condition for the effect of extrinsic motivators on
effort expenditure.

5.1. Theoretical implications

We examined customer orientation from the perspective
of JCM in this research. Accordingly, our research has
implications for both bodies of knowledge. Our research
contributes to the customer orientation literature by identi-
fying the job itself, or more particularly, the salesperson’s
affective evaluation of their job, as a key determinant of
customer orientation. Further, our research shows that the
conventional determinants of customer orientation such as

salesperson affective evaluation of their organizational char-
acteristics (Boles et al., 2001; Siguaw et al., 1994) and pay
(Chebat et al., 2002; Walker et al., 1977) serve as moder-
ators of the effect of job-induced affect on customer
orientation. With respect to JCM, our research contributes
by extending this model to a new empirical domain, namely,
to the study of customer-oriented selling behavior by
salespeople. Research results provide additional evidence
for the generalizability of this model.

The relationship between intrinsic and extrinsic motiva-
tors has been the subject of debate in prior research on
motivation. Whereas some regard these as complementary
(Hackman and Oldham, 1980; Lawler, 1973), others regard
them as substitutes (Deci and Ryan, 1985). Results from our
research show that the extrinsic motivator (namely, pay
satisfaction) enhances the effect of the intrinsic motivator
(namely, experienced meaningfulness) on customer orienta-
tion. Accordingly, the key implication arising from our
research for the motivation literature is that it provides
evidence for the thesis that the two types of motivators
are complementary.

5.2. Managerial implications

Sales managers have to ensure that salespeople expend
effort in developing and maintaining customer relation-
ships over time. Our research is of significance to sales
managers because it identifies three key salesperson psy-
chological states that foster salesperson motivation to
expend effort in these activities. Of the three psychological
states—experienced meaningfulness, organizational identi-
fication, and pay satisfaction—our research shows that
experienced meaningfulness is the strongest determinant
of customer orientation (Table 2). This result highlights the
managerial importance of ensuring that salespeople find
their work as meaningful. Managers can foster experienced
meaningfulness among salespeople by providing them with
greater variety in their job (e.g., different types of
accounts, periodic rotation of accounts among salespeople)
and by expanding the scope of their job from being an
order getter to being the deliverer of service to customers
(Hackman and Oldham, 1980). Further, our results high-
light the importance of ensuring pay satisfaction among
salespeople as this enhances the effect of experienced
meaningfulness on customer motivation. Managers can
foster pay satisfaction by providing a competitive level
of pay and by ensuring fairness in pay management
(Chebat et al., 2002; Lawler, 1973).

However, in many instances, managers may be con-
strained from taking actions to alter job variety or job scope.
Consider job rotation: senior management, customers, and
salespeople may all oppose this practice on the grounds that
it potentially disrupts effective working relationships be-
tween salespeople and their customers. What is a manager to
do in such a situation? Our research identifies the develop-
ment of organizational identification among salespeople as
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an additional avenue that a manager can explore in order to
enhance customer orientation. Given that salespeople are in
the field for the most part, their manager becomes repre-
sentative of the organization. By employing considerate
leader behaviors (Boles et al.,, 2001) and by providing
regular and constructive feedback (Jaworski and Kohli,
1991), the sales manager can enhance the salesperson’s
identification with the organization. Since these actions
(i.e., considerate leader behaviors and provision of feed-
back) are directly in the manager’s control, the manager can
employ them to compensate for their inability to enhance
experienced meaningfulness.

5.3. Limitations and future research

The implications of our research should be evaluated
alongside caveats pertaining to research design, data col-
lection, and theory. First, in terms of research design, recall
that we used a cross-sectional design and as such are unable
to establish a causal sequence between experienced mean-
ingfulness and customer orientation. Second, with respect
to data collection, note that individual salespeople provided
data on both the independent and dependent variables. Such
a practice creates the potential for same-source bias. While
our statistical tests do not show evidence for such a bias,
research that collects data from different individuals for
different model variables is definitely more desirable.
Finally, our conceptual framework does not account for
other possible moderators such as salesperson personality
characteristics such as extroversion (Stewart, 1996) and
self-esteem (Sujan et al., 1994) of the experienced mean-
ingfulness customer orientation relationship. Undoubtedly,
more theoretical and empirical work is necessary to under-
stand the effects of affective evaluations on customer
orientation.

Appendix A

Scale items (1 =strongly disagree to 5=strongly agree)

Experienced meaningfulness (source: adapted from Williams, 1988)
(CR=.86)

. My job lets me have the chance to be somebody (SL=.93).

. My job gives me a feeling of accomplishment (SL=.81).

. My job lets me make full use of my abilities (SL=.95).

. My job allows me to have control over my life (SL=.93).

My job is exciting and challenging (SL=.76).

. My job allows me to grow and develop as a person (SL=91).
My job is mostly comprised of selling (e.g., making sales
presentations) rather than servicing customers (SL=.79).

—_

N0 R W

Organizational identification (source: adapted from Porter et al., 1974)
(CR=.80)
1. I talk about this organization to my friends as a great organization to
work for (SL=.84).
2. 1 find that my values and the organization’s values are very similar
(SL=.76).
3. T am proud to tell others that I am part of this organization (SL=.83).

Appendix A (continued)

Scale items (1 =strongly disagree to 5=strongly agree)

4. I am extremely glad that I chose this organization to work for, over
others I was considering at the time I joined (SL=.76).

5. Often, I find it hard to agree with this organization’s policies on
important matters relating to its employees (reverse) (SL=.73).

6. I really care about the future of this organization (SL=.79).

7. For me, this is the best of all possible organizations to work for (SL=.86).

Pay satisfaction (adapted from Comer et al., 1989) (CR=.76)

1. I am satisfied with my pay (SL=.88).

2. My pay is high in comparison with what others get for similar work
in other companies (SL=.74).

3. I’'m very much underpaid for the work that I do (reverse code) (SL=.71).

4. My pay adequately reflects my performance (SL=.78).

5. It would be difficult for me to find another job that provided me with
better pay (SL=.79).

6. The pay I receive is appropriate for the work I do (SL=.79).

Customer orientation (adapted from Saxe and Weitz, 1982) (CR=.88)

1. I try to determine how I can best help the customer solve his/her
problem (SL=.94).

2. I always present the customer with a realistic picture of what my firm’s
products can do (SL=.87).

3. I spend much of my time listening to the customer talk about his/her
firm’s needs (SL=.93).

4. T wait until I fully understand the customer’s needs before making
my sales presentation (SL=.78).

5. T am always candid in discussions with my customers (SL=.77).

Measurement model statistics
1> =522.13, df=269, P<.05; AOSR=.04; RMSEA=.04; normed fit
index [NFI]=.91; NNFI=.93; CFI=.93.

Controls

Salesperson age
What is your age? 1=under 25 years; 2=25 to 35 years; 3=35 to 45
years; 4=45 to 55 years; 6=over 55.

Salesperson sales experience
How many yeas sales experience do you have in all? years
(recoded as 1 =less than 1 year; 2=1-5 years; 3=6 to 10 years; 4=11
to 15 years; 5=15+)

Salesperson tenure
How long have you worked for your company? years
(recoded as 1 =less than | year; 2=1-5 years; 3=6 to 10 years; 4=11
to 15 years; 5=15+)

Sex
What is your sex? Male = 1; Female=2

Percentage of salary
What percentage of the average salesperson’s income is derived from
salary? (recoded as 1=less than 10%; 2=10% to less
than 25%; 3 =25% to 50%; 4 =150% to less than 75%; 5= 75% and greater)

CR = Construct reliability; SL=standardized loading.
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