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To address the pressing challenge of effectively managing multinational corporations' (MNCs) global sales
forces, we offer a theoretical framework and investigate the effects, across cultures, of particular sales man-
ager practices on sales manager effectiveness (SME). Further, we examine whether high SME is associated
with salesperson commitment, regardless of national culture. The model is tested on survey responses
from 888 salespeople from Canada, Mexico, the United States, China, Australia and New Zealand. The results
reveal that national culture moderates most antecedents' relationships to SME. For example, masculinity
weakens the positive effect of fixed compensation on SME, supporting the expectation that salespeople in
highly masculine countries are more driven to achieve material rewards through greater variable pay. Collec-
tively, study results suggest cultural conditions where managerial practices should be prioritized. SME has a
universally positive effect on salesperson commitment, reinforcing the thesis that adapting sales manager
practices across countries to optimize SME provides a tangible advantage.

© 2012 Elsevier Inc. All rights reserved.
1. Introduction

Sales managers are the critical link between the vision and values of
afirm's uppermanagement and the sales force (Wieseke, Ahearne, Lam,
& van Dick, 2009) and sales manager practices are an integral part of
many salesperson performance and effectiveness models (e.g., Brown
& Peterson, 1993; Churchill, Ford, Hartley, & Walker, 1985; Weitz,
Sujan, & Sujan, 1986). Given the importance of sales managers, calls in
themarketing literature for a systematic understanding of salesmanag-
er effectiveness (SME) (Deeter-Schmelz, Goebel, & Kennedy, 2008;
Deeter-Schmelz, Kennedy, & Goebel, 2002) are well-founded. Addition-
ally, managing the sales effort globally is increasingly common, making
it important formultinational corporations (MNCs) to be able to discern
which sales manager practices are globally associated with SME and
which need to be adapted between countries. However, whereas adap-
tation is needed for improved performance (Newman & Nollen, 1996),
there is a relative lack of global sales management research, leaving
considerable uncertainties as to how sales management practices
should be adapted across cultures. In this research we offer a SME
model with attention to the effects of national culture because “the
fact that culture plays such an important role in all areas of global
sales management cannot be overemphasized” (Honeycutt & Ford,
1995, p. 142).
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Despite a broad awareness of challenges associated with managing
sales forces across countries, there have been relatively few multina-
tional or non-U.S. sales studies. Of these, multi-country studies are
usually from Europe (e.g., Rouziès, Segalla, & Weitz, 2003; Segalla,
Rouziès, Besson, & Weitz, 2006). Meanwhile, most focus on one or
two countries (e.g. Atuahene-Gima & Li, 2002; DeCarlo, Rody, &
DeCarlo, 1999; Liu, Comer, & Dubinsky, 2001). Collectively, these stud-
ies affirm that cultural differences should be considered when develop-
ing sales management systems across countries. Since “understanding
the effects of culture on managing a global sales force can enable man-
agement to design an appropriate work environment to ensure com-
mitted salespersons” (Agarwal, DeCarlo, & Vyas, 1999, p. 738), it is
critical that we continue engaging theoretically grounded sales man-
agement research across cultures.

Our primary goal is to offer and test a theoretical framework to de-
termine whether the effects of particular sales manager behaviors
(building close relationships with salespeople, frequency sales man-
agers work with salespeople, monitoring, managerial emphasis on
salespeople's customer relationship quality, and salesperson compen-
sation structure) on SME vary across cultures. Our theoretical framing
posits that Hofstede's (1980, 2001) national culture dimensions
(power distance, uncertainty avoidance, individualism, andmasculin-
ity) moderate sales manager behavior‐to‐SME relationships. The con-
tinuing relevance and impact of Hofstede's work in guiding leaders
toward improved global management practices is evident, as attested
by Kirkman, Lowe, and Gibson's (2006) review of 180 articles based
on Hofstede's (1980) national culture framework. Further, we exam-
ine whether SME is associated with a desired outcome, salesperson
affective commitment, regardless of national culture.
sales manager effectiveness with global implications, Industrial Mar-
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Our work contributes to sales management research in three
important ways. First, this study responds to calls for a better under-
standing of manager effectiveness across cultures (Boyacigiller &
Adler, 1991; House, Javidan, Hanges, & Dorfman, 2002) and for iden-
tifying culture's role in managing a global sales force (Agarwal et al.,
1999; Segalla et al., 2006). As a result, we are able to make recom-
mendations for how sales managers should adapt specific practices
across cultures to enhance salespeople-perceived SME. Second, we
bring a global perspective to an important salesperson outcome, com-
mitment. Commitment has been widely studied as a desired sales
force outcome and sales managers seek committed employees
(Sager, 1991). However, few studies have examined whether com-
mitment is a universal or culture-specific outcome. Third, while
attending to relevant theory, we were attentive to Williams and
Plouffe's (2007, p. 413) apt comment regarding sales supervision
research that “applied theoretical perspectives are of uncertain utility
to practicing sales managers.” Consequently, our selection of variables
for this study was guided by both theoretical and practical concerns
and we provide sales managers useful guidance.

The ensuing sections take the following path. To begin, we devel-
op a model of the antecedents and consequence of SME incorporating
the moderating effects of national culture. Next we test our model
using survey data from a six nation sample including 888 salespeople
from Canada, Mexico, the United States, China, Australia and New
Zealand. We then provide a description of our methods. Our results
and discussion sections confirm the pivotal value of the SME con-
struct, with direct implications for cross-cultural sales management.
We close with limitations and directions for future research.

2. Theoretical model development

The sales manager effectiveness (SME) model that we use to exam-
ine the moderating effects of national culture consists of two parts:
(1) antecedents to SME and Hofstede's national culture dimensions
as moderators on antecedent‐to‐SME relationships; and (2) an out-
come of SME, affective commitment, that we expect to be unaffected
by national culture. Following the leadership literature (e.g., Heppner
& Roehlke, 1984; Putney, Worthington, & McCullough, 1992), we
define SME as being reflected in salespeople's perceptions of whether
their sales manager's behaviors are effective in helping them improve
their knowledge or performance. We focus on salespeople percep-
tions because subordinates are often in a unique position to evaluate
leadership effectiveness (Hogan, Curphy, & Hogan, 1994) and unless
salespeople feel that their sales manager is effective, it is unlikely
that the sales manager will have desired effects on the sales force
(Kohli, 1985).

We develop our theoretical framework and choose antecedents to
SME based on two factors: (1) leadership and sales management litera-
tures on the effects of leader behaviors on leader effectiveness, and
(2) whether Hofstede's (1980) framework could be used to expect varia-
tion in the effects of these behaviors on SMEdue to national culture. Lead-
er behaviors associated with perceived effectiveness tend to be of two
types: “One is whether leaders treat their subordinates well or poorly,
using such dimensions as considerate, socioemotional, and employee-
centered behaviors. The other indicates the degree towhich leaders struc-
ture the roles and working relationships of their subordinates, typically
called structuring task-oriented, or job-centered behaviors” (Fiedler,
1996, p. 242). Based on these extensively studied behaviors associated
with manager effectiveness, i.e., leader consideration and initiating
structure, we include three of our antecedents: building close relation-
ships with salespeople, frequency sales managers work with salespeople,
and monitoring. The fourth antecedent, managerial emphasis on
customer relationship quality, is included due to the customer-directed
role of salespeople and because a customer relationship focus has been
shown to enhance salesperson effectiveness (Saxe &Weitz, 1982). Final-
ly, since “the motivation of salespeople is one of the most important
Please cite this article as: Murphy, W.H., & Li, N., A multi-nation study of
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responsibilities of sales managers” (Churchill & Pecotich, 1982, p. 114)
and compensation is a key method to motivate salespeople (Weitz et
al., 1986), we include compensation structure. Although the above dis-
cussion attests to the relevance of the antecedents to SME, still another
reason that we choose these five antecedents is that each can be theoret-
ically anticipated to affect SMEdifferently due to themoderating effects of
particular national culture dimensions. These expectations will be elabo-
rated in the hypothesis development section.

Whereas numerous outcomes of SME may be relevant for study,
i.e., organizational citizenship behaviors, satisfaction, commitment,
etc., our focus is on salesperson commitment. Commitment is a de-
sired outcome with “important implications for organizational per-
formance and profitability” (Ayman, Chemers, & Fiedler, 1995, p.
159) and it is one of the “most often studied variables in organiza-
tional behavior research” (Riketta, 2002, p. 257). Further, Johnston,
Parasuraman, Futrell, and Black (1990, p. 336) argue that in sales
management, commitment is more stable than job satisfaction.
These collective observations make commitment an ideal outcome
for our research.

We next provide a brief background of national culture. National
culture is defined as the values, beliefs, and assumptions learned in
early childhood that distinguish one group of people from another
(Hofstede, 1991). To be effective, leaders need to demonstrate behav-
iors aligned with society's cultural values (e.g., Hofstede, 1980; Smith
& Peterson, 1988). House et al. (2002, p. 9) suggest further that “the
attributes and practices that distinguish cultures from each other…
are predictive of the leader attributes and behaviors, and organiza-
tional practices, that are most…effective”.

A number of national character conceptions have been developed
in the international marketing context (Clark, 1990) and “perhaps the
most influential of cultural classifications is that of Geert Hofstede”
(Kirkman et al., 2006, p. 285). Independent studies identify the
same or similar national culture dimensions as Hofstede's, indicating
their systematic occurrence in many different cultures (Nakata &
Sivakumar, 1996). Yoo and Donthu (2002, p. 389) argue similarly
that Hofstede's work has ongoing relevance and is “the best available
source of national culture ratings”. Following Taras and Kirkman's
(2010, p.435) comment that “Kirkman et al.'s (2006) qualitative re-
view demonstrated that examining cultural values as moderators
continues to be an active and meaningful research stream”, we use
Hofstede's (1980, 2001) national culture dimensions as moderators
to antecedent-to-SME relationships.

2.1. Antecedents to SME and the moderating effects of national culture

2.1.1. Building close relationships with salespeople
The sales literature argues that salespeople with close relationships

to their supervisors may receive more attention and encouragement
(Castleberry & Tanner, 1986) and these salespeople realize that they
can rely on their manager to achieve performance goals. Further,
these salespeople rate their managers as being more capable (Lagace,
Castleberry, & Ridnour, 1993). Thus, the “relationship (between sales
managers and salespeople) affects various salesperson work attitudes
and outcomes” (Brashear, Boles, Bellenger, & Brooks, 2003) and the
degree to which supervisors create an environment of support and
respect by being friendly and looking out for the subordinates' welfare
(i.e., showing consideration) is positively associated with leader effec-
tiveness (Fisher& Edwards, 1988). Similarly, we anticipate that building
close relationships with salespeople has a positive effect on SME.

However, power distance and individualism are expected to mod-
erate the effect of building close relationships on SME. In high power
distance societies, employees expect and prefer a more formal hierar-
chy and a more autocratic superior (Hofstede, 1980). This suggests
that in high power distance countries salespeople would not expect,
nor would they feel comfortable with, a close relationship to their
managers. Therefore, high power distance will reduce the positive
sales manager effectiveness with global implications, Industrial Mar-
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effect of sales managers developing a close relationship. Meanwhile,
in low power distance countries, equality and the view that superiors
are similar and accessible are more the norm (Hofstede, 1980). In
these countries, the added encouragement and attention gained by
a close relationship would be especially appreciated.

Individualistic societies tend to focus on the “I”, i.e., self. People in
these societies desire autonomy and view their identity from the self
rather than from organizations to which they belong (Hofstede, 1980).
This orientation affects one's psychological contract with the firm leading
to a relationship that is calculative and utilitarian (Bochner & Hesketh,
1994). In collectivist societies, one's identity tends to be muchmore con-
nected to the organization. This orientation leads to valuing membership
and identification with networks to which one belongs (Hofstede, 2001).
Overall, the dynamics associated with individualism/collectivism have a
great deal to do with relationships. Therefore, this cultural dimension is
expected to affect the value of building close relationships to salespeople.

Even though characteristics of individualism suggest that connect-
edness is less important, we expect that relationship building efforts
by sales managers might have a greater influence on SME for sales-
people in high individualism countries than in high collectivism
countries. This is because salespeople in high individualism countries
could be expected to place higher importance on the advantages of
gaining favored treatment and rewards as consequences of the close
relationship. Their constant focus on the “I”would make these advan-
tages particularly appealing. Meanwhile, in high collectivism coun-
tries, strong cohesiveness in groups is already the norm and the
performance of the group is a greater priority than pursuing individ-
ual gains. So, while also appreciative of having close relationships
with managers, these salespeople would be less attentive to the
advantages provided by these relationships.

H1a. Building close relationships with salespeople is positively relat-
ed to SME.

H1b. The positive effect of building close relationships with salespeo-
ple on SME is weaker in high power distance countries than in low
power distance countries.

H1c. The positive effect of building close relationships with salespeo-
ple on SME is stronger in high individualism countries than in low in-
dividualism countries.

2.1.2. Frequency sales managers work with salespeople
Initiating structure is a critical manager effectiveness factor

(Fiedler, 1967; House, 1971). Here, we include two variables associat-
ed with initiating structure. The first is frequency sales managers
work with salespeople. A basic role of sales managers is to spend
time working with their salespeople, thereby reinforcing structure
and reducing uncertainty by being on hand to answer questions and
clarify goals. Since personal selling is a profession with relatively little
structure and where uncertainty is a daily reality, salespeople need
close supervision to obtain direction (Churchill, Ford, & Walker,
1976) and, thereby, attain greater performance. Similarly, numerous
sales consultancies (including McKinsey & Company) regularly advise
that sales manager time with salespeople is vital to salesperson effec-
tiveness. As a result, the frequency sales managers work with their
salespeople should favorably affect SME.

Furthermore, we expect that the frequency‐to‐SME relationshipwill
be positively moderated by uncertainty avoidance. Uncertainty avoid-
ance is the extent to which the members of a culture feel threatened
by uncertain, ambiguous, or unknown situations (Hofstede, 1980) and
creating greater clarity and certainty is especially important to em-
ployees in high uncertainty avoidance countries (Hofstede, 1991).
While the effect of frequency is expected to be positive in any country,
it should be particularly appreciated in high uncertainty avoidance
countries due to the higher apprehension and anxiety salespeople in
these cultures have toward uncertainty.
Please cite this article as: Murphy, W.H., & Li, N., A multi-nation study of
keting Management (2012), doi:10.1016/j.indmarman.2012.06.012
H2a. Frequency of sales manager working with salespeople is posi-
tively related to SME.

H2b. The positive effect of frequency of sales manager working with
salespeople on SME is stronger in high uncertainty avoidance coun-
tries than in low uncertainty avoidance countries.

2.1.3. Monitoring
The second variable associated with initiating structure is monitor-

ing. Sales managers have numerous monitoring mechanisms at their
disposal and a rich literature exists on the use of controls that serve
this purpose (Oliver & Anderson, 1994). Outcome controls refer to eval-
uating performance based on the final result. Behavior controls focus on
monitoring and evaluating specific behaviors which occur in the pro-
cess of achieving a certain outcome, providing clarity about appropriate
actions (Ouchi, 1979). Further, behavior controls have been associated
with high performing sales forces (Grant & Cravens, 1996). In practice,
many companies adopt hybrid monitoring which uses both outcome
and behavior controls (Anderson&Oliver, 1987), providing salespeople
with clarity as to targeted performance expectations as well as to be-
haviors. Overall, hybrid monitoring is consistent with the observation
that “supervisors must strike the right balance between output and be-
havior goal information” thereby improving salesperson performance
(Challagalla & Shervani, 1996, p. 99).

It seems likely that close hybrid monitoring is valuable in most
selling environments. The two extremes of compensation plans illus-
trate our point. With commission only plans, sales managers may be
“hands off” in behavior monitoring, attending entirely to outcome
metrics to urge on the sales force. However, this can result in uni-
dentified gaps in salesperson skills, harming performance. Alterna-
tively, sales managers may choose a “hands on” approach, closely
monitoring behaviors so as to identify gaps in salesperson skills. A vir-
tuous cycle should result, with ensuing skill development leading to
improved sales. At the other extreme, i.e., 100% salary where close be-
havior monitoring is usually the norm, managers may simultaneously
emphasize outcomes, thereby providing salespeople a sense of pur-
pose underlying their efforts. Here again, active hybrid monitoring
would be appreciated. Overall, sales managers actively engaged in
all aspects of monitoring will be more likely to be perceived as
being more effective.

While a positive effect of monitoring on SME is expected in any
country, a heightened effect in high uncertainty avoidance countries
should be present because salespeople in these countries could be
anticipated to especially appreciate reduced uncertainty about per-
formance and behaviors expected by sales managers.

H3a. Monitoring salespeople is positively related to SME.

H3b. The positive effect of monitoring salespeople on SME is stronger
in high uncertainty avoidance countries than in low uncertainty
avoidance countries.

2.1.4. Managerial emphasis on salespeople's customer relationship quality
Marketing thought leaders have long recognized that a customer

focus is a superior business approach, favorably affecting customer
loyalty (Alejandro, Souza, Boles, Ribeiro, & Monteiro, 2011), customer
relationships (Saxe &Weitz, 1982), and performance (Ramsey & Sohi,
1997; Stock & Hoyer, 2005). With an emerging buyer's market in
many industrial sectors, the performance implications of a customer
orientation have become even more evident (Lin & Germain, 2003).
Sales managers can emphasize selling approaches ranging from a
short-term sales orientation to a long-term customer orientation
that emphasizes maintaining quality customer relationships. We
argue that the choice of emphasis greatly affects how salespeople
engage customers and their ensuing performance, making it an es-
sential antecedent to SME.
sales manager effectiveness with global implications, Industrial Mar-

http://dx.doi.org/10.1016/j.indmarman.2012.06.012


4 W.H. Murphy, N. Li / Industrial Marketing Management xxx (2012) xxx–xxx
A managerial emphasis on customer relationship quality encourages
salespeople to work toward building quality relationships. In doing so,
salespeople are able to learn more about customer needs and better sat-
isfy customers. In turn, this frees salespeople from feeling like product
peddlers and makes them become problem solvers on behalf of cus-
tomers. This way, sales managers enhance the value salespeople bring
to customers while giving salespeople a greater opportunity to enjoy
their work. Further, salesperson effectiveness (Saxe & Weitz, 1982) and
successful selling (Cross, Brashear, Rigdon, & Bellenger, 2007; Weitz &
Bradford, 1999) are the likely outcomes, with quality salesperson–
customer relationships further linked to increased future sales opportu-
nities (Crosby, Evans, & Cowles, 1990). Based on somany positive effects,
we expect that sales managers who emphasize customer relationship
quality will be considered more effective.

Whereas we expect this effect to be positive in any country, we
anticipate a heightened positive effect in countries with higher collec-
tivism, i.e., lower individualism. In high collectivism countries, the
orientation of all personnel is on social networks and on one's identi-
fication with these networks. In these countries, salespeople would
place great value on helping the network succeed and building rela-
tionships therein. When sales managers emphasize a striving toward
fostering quality customer relationships, salespeople would find this
orientation already aligned with their approach to their own net-
works. That is, customers would become a natural extension of a
salesperson's network. The fit provided by this emphasis would
make their sales managers seem particularly effective.

H4a. A managerial emphasis on salespeople's customer relationship
quality is positively related to SME.

H4b. The positive effect of a managerial emphasis on salespeople's
customer relationship quality on SME is stronger in high collectivism
(i.e., low individualism) countries than in low collectivism (i.e., high
individualism) countries.

2.1.5. Salesperson compensation structure
Among rewards, compensation has always been viewed as one of

the most important ways to motivate salespeople and designing sales
force compensation structure, i.e., how much of the compensation
should be fixed versus variable, is a key issue in sales management
(Rouziès, Coughlan, Anderson, & Iacobucci, 2009). Whereas overarch-
ing compensation policies originate at high levels in organizations, in
many sales environments sales managers have bands of discretion
over both pay levels and fixed/variable pay ratios. This way, sales
managers are able to adapt pay schemes within target pay boundaries
to best suit salespeople in various situations (e.g., career stage, terri-
tory characteristics). Clearly, sales managers need to consider many
factors to determine the best fixed/variable pay mix for salespeople
(John & Weitz, 1989).

Pay plans that include incentives may be effective (Mengue &
Barker, 2003; Sharma & Sarel, 1995) andmany pay plans use commis-
sion as the variable pay component. Plans with high levels of commis-
sion typically force responsibility as to earning target pay on a
salesperson's ability to achieve performance outcomes. Paradoxically,
the pressure for high sales in high commission systems is also associ-
ated with salespeople being compelled to sacrifice the interests of
clients and/or use unethical behaviors to assure success (Kurland,
1991; Mantel, 2005). Such conflict of interests and the potential
ethical conflict between salespeople and sales managers can cause
role conflict (Schwepker, Ferrell, & Ingram, 1997), which is a source
of stress (Kahn, Wolfe, Quin, Snoek, & Rosenthal, 1964). Further,
scholars believe job stress decreases performance (Sager, 1994). All
told, providing salespeople with a compensation structure that has a
higher percentage of fixed pay is expected to be associated with
higher SME since this structure reduces stress and likely enhances
performance.
Please cite this article as: Murphy, W.H., & Li, N., A multi-nation study of
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However, we expect this positive effect to be stronger in high un-
certainty avoidance and weaker in high masculinity countries. Segalla
et al. (2006, p. 429) assert that bank managers tend to design com-
pensation plans with higher fixed pay in higher uncertainty avoid-
ance countries since these plans are aligned to the risk aversion
preferred by employees therein. Similarly, we expect that salespeople
in high uncertainty avoidance countries prefer higher fixed pay and
by providing pay structures aligned with this risk avoidance prefer-
ence, SME will be higher.

Masculinity pertains to societies in which the values of “assertive-
ness, success, and competition prevail over ‘tender’ values, such as
nurturance, service and solidarity” (Doney, Cannon, & Mullen, 1998,
p. 608). More masculine societies place greater value on achievement
andmoney, recognizing that performance is the means to gain wealth
and admiration (Hofstede, 1980). Since salespeople in highly mascu-
line countries have a greater interest in achieving material rewards
(Hofstede, 1980), are more used to competition, and are driven to
have success (Doney et al., 1998), these salespeople should be more
comfortable with a greater percentage of commission. Thus, the pos-
itive effects of high fixed pay on SME are expected to be less in high
masculinity countries.

H5a. A higher percentage of fixed pay is positively related to SME.

H5b. The positive effect of a higher percentage of fixed pay on SME is
stronger in high uncertainty avoidance countries than in low uncer-
tainty avoidance countries.

H5c. The positive effect of a higher percentage of fixed pay on SME is
weaker in high masculinity countries than in low masculinity
countries.
2.2. Outcome of SME

Suggested earlier, we examine commitment as a consequence of
SME because it is more stable than satisfaction (Johnston et al.,
1990) and has known effects on performance (Ayman et al., 1995;
Jaramillo, Mulki, & Marshall, 2005). Commitment is a complex con-
struct (McGee & Ford, 1987) and we focus on affective commitment
in this research. Affective commitment is built on the notion that
members of a firm develop attachments to the firm apart from a pure-
ly instrumental worth (Johnston et al., 1990). Affective commitment
is often associated with extra effort (Fu, Bolander, & Jones, 2009;
Hunt, Chonko, & Wood, 1985), striving to help the firm attain its
goals (Angle & Perry, 1981), and persistence in behaviors not depen-
dent on rewards (Scholl, 1981). In sum, affective commitment is
considered a pivotal sales force attitude, with positive effects on
performance.

The critical role of sales managers in gaining commitment cannot
be overstated. A “salesperson bases her/his attitudes and orientation
towards the employing organization largely on cues received from
the sales manager,” with the sales manager strongly influencing
whether salespeople develop attachment to the organization (Sager,
Yi, & Futrell, 1998). Consistent with this assertion, leader effective-
ness has been found to positively affect commitment (Caykoylu,
Egri, & Havlovic, 2007; Rupert, Jehn, van Engen, & de Reuver, 2010).
Similarly, we expect SME to be positively associated with salesperson
affective commitment. Here, the question becomes whether this
association is universal or culture-specific. Marsh and Mannari
(1977) indicate that organizational commitment is not based on
culture-specific norms and values. Also, Palich, Hom, and Griffeth
(1995) failed to find moderating effects of national culture on ante-
cedent relationships to commitment. Based on these prior global
management research findings, along with the understanding that
universal tendencies in leadership processes also exist (e.g., Fahr,
Podsakoff, & Cheng, 1987; Wakabayashi & Graen, 1984), we expect
sales manager effectiveness with global implications, Industrial Mar-
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the relationship between SME and commitment to be invariant to na-
tional culture.

H6. Universally, SME is positively related to salespeople's affective
commitment.

In sum, our theoretical framework is shown in Fig. 1.
3. Research methods

3.1. Survey data collection

Our sampling frame consists of 888 B-to-B salespeople working at
29 corporations based in Canada, Mexico, the United States, China,
Australia, and New Zealand. These countries were chosen for three
reasons. First, they include the NAFTA countries that are relevant to
most MNCs. Second, they include major players in the growing
Asia–Pacific Rim economic bloc. Third, they have cultural variation
on power distance, uncertainty avoidance, individualism, and mascu-
linity. Consequently, these countries provide theoretically and practi-
cally valuable contexts in which to test our hypotheses.

In each country we identified through business contacts corpora-
tions whose executives were willing to have their field salespeople
participate in our study. In terms of language for the questionnaire,
each management group from Canada, the U.S., Australia, and New
Zealand requested English while the Mexico and China surveys need-
ed to be prepared in Spanish and Chinese, respectively. Once the sur-
vey was prepared, management groups received copies for review
and revisions were made based on feedback. Then, in all countries ex-
cept Mexico and China, management provided mailing lists of sales-
people. An initial mailing and one follow-up mailing generated 122
responses from salespeople in Canada, 387 from the U.S., 48 from
Australia, and 25 from New Zealand, a response rate of 42%, 52%,
32%, and 48%, respectively.

For Mexico, the survey was translated by a Mexico City-based
translator at a MNC subsidiary's head office. Then, the Spanish version
was back translated by a bilingual business researcher whose primary
language is Spanish, with the goal of assuring concept equivalence
(Adler, 1983). Management groups in Mexico told us that mailing
Frequency of sales
managers working with

salespeople

Customer relationship 
emphasis 

Monitoring

H5a

H2a

H1a

Building close 
relationships with

salespeople

H3a

H4b

National Culture Moderator Hypotheses

Power distance: H1b
Uncertainty Avoidance: H2b, H3b, H5b
Individualism: H1c, H4b
Masculinity: H5c

H3bH2b
H1b
H1cCompensation

Structure (Fixed pay 
percentage)

H4a

H5b
H5c

Fig. 1. Antecedents and consequence of sales manager effe
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surveys would adversely affect response rate. So, distribution of the
survey to salespeople in Mexico was handled by local management.
The completed surveys were sealed by the respondents (assuring an-
onymity), returned to sales offices, and then shipped to us for data
entry and analysis. We received 206 completed surveys in Mexico
(a response rate of 82%).

For China, the survey was translated from English to Chinese by a
research assistant in the U.S. whose first language is Chinese. This
translated survey was then carefully analyzed and back translated
by one of the authors whose first language is Chinese. Next, local
managers at participating companies forwarded surveys via email to
salespeople. Completed surveys were emailed directly back to us by
the respondents (assuring anonymity). In total, we received 100 sur-
veys from salespeople in China (a response rate of 42%).

3.2. Measures

Given that our survey needed to be sent to respondents in six coun-
tries, we took several actions to assure concept equivalence for each
measure. First, we carefully chose measurement items that had high
likelihood of being similarly understood across countries. Second, since
measures with a large number of items negatively affect cross-national
measurement equivalence, create confusion for respondents, and
cause low response rates, we developed parsimoniousmeasures. Finally,
management groups assisted by reviewing and offering suggestions for
survey items and we were careful in translations (c.f., Green & White,
1976).

3.2.1. Sales manager effectiveness
In the leadership literature, leader effectiveness measures frequent-

ly use various subordinate ratings, including subordinate improvement
in knowledge or performance (Heppner & Roehlke, 1984; Putney et al.,
1992) and leader overall effectiveness (Hooijberg & Choi, 2000). Our
SME measure captures each of these effectiveness attributes by asking
respondents to assess four questions on 7-point scales (1=not at all,
7=always): to what extent does your supervisor (1) provide insights
that improve your selling efforts? (2) demonstrate that he/she is active-
ly involved in developing you through training and coaching? (3) hold
Sales Manager
Effectiveness

Affective
Commitment

H6 (Culture 
Universal)

ctiveness and moderating effects of national culture.
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effectivemeetings (where you come away knowingmore about how to
do your jobwell)? and (4) handle the job in such away that you consid-
er him or her an effective manager?

3.2.2. Culture
We use Hofstede's (1980) culture index to measure the cultural

dimensions of the countries included in our study.3

Hofstede national culture dimensions
m

3 China's cultu
ates provided
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Australia
 36
 51
 90
 61

Canada
 39
 48
 80
 52

China
 80
 30
 20
 66

Mexico
 81
 82
 30
 69

New Zealand
 22
 49
 79
 58

United States
 40
 46
 91
 62

Range of
scores
11–104
 8–112
 6–91
 5–95
3.2.3. Antecedents to SME
For the following three antecedents, we used 7-point extent of

agreement scales. Adapted from Tyagi (1985), building close relation-
ships with salespeople is measured through three items: my manager
treats me with respect; I find my manager friendly and easy to ap-
proach; my manager is usually attentive to what I say. Adapted
from prototypical outcome and behavior controls (Anderson &
Oliver, 1987), monitoring is measured through four items: my sales
manager closely monitors my sales performance with respect to my
sales goals; my sales manager closely monitors my expense account;
the number of sales calls I make are closely monitored; my sales man-
ager closely oversees the content and form of my sales presentations.
Developed for this study, managerial emphasis on salespeople's cus-
tomer relationship quality is measured by respondents' extent of
agreement with the statement “A great deal of supervisory emphasis
is placed on the quality of my relations with customers”. Frequency of
sales managers working with their salespeople is designed to capture
the time sales managers spend in the field with their salespeople.
The measure uses one item with six options ranging from “3days
each year or less” to “1day a week or more”. Fixed pay is measured
by the percentage of salespeople's pay as salary.

3.2.4. Outcome variable
We developed our commitment measure based on Jaworski and

Kohli (1993), using 7-point agreement scales. Salespeople's affective
commitment is measured by three items, i.e., I am happy to make per-
sonal sacrifices for this organization if it is important for the
organization's well-being; in general, I am proud to work for this orga-
nization; I often go above and beyond the call of duty to ensure this
organization's success.

3.2.5. Control variables
We control for a number of demographic variables that might af-

fect salespeople's responses to the survey questions. These controls
include position (ranging from sales trainee to advanced level sales
position), education, age, and gender. We also control for fixed firm
effects by including dummy variables to represent firms. Table 1 pre-
sents information on the demographics of the respondents.

3.3. Data analysis methods

After mean centering each variable by country to reduce the po-
tential for measurement variance in cross-national research, we
based on esti-

nation study of
12.06.012
used multiple regression analysis to examine the effects of the ante-
cedents on SME and culture's moderating effects. To assure robust-
ness of the results, we used analysis of covariance (ANCOVA) to
again examine culture's moderating effects. To test the hypothesis re-
garding the outcome of SME, we used two-stage least squares (2SLS)
regression analysis to examine the two links simultaneously, i.e.,
antecedents→SME→commitment. In stage 1 of the 2SLS regression
(models 3 and 5 in Table 4), we regressed SME on antecedents, cul-
tural dimensions, the interactions between cultural dimensions and
antecedents, and the control variables. In stage 2 (models 4 and 6 in
Table 4), we regressed commitment on SME, cultural dimensions,
the interactions between cultural dimensions and SME, and the con-
trol variables.

4. Results

4.1. Evaluation of measures

We followed Feldman and Lynch's (1988) recommendations for
countering “self-generated validity” by careful placement of survey
questions, extensive pretesting with the subject population, and use
of linguistic terms and phrases naturally used by the respondents. In
the survey instrument, we also ensured that the focal constructs did
not appear in the hypothesized order. Further, confirmatory factor
analysis (CFI=.949, RMSEA=.076) indicated that all items measur-
ing the latent constructs loaded well on their respective scales. This
indicates good convergent validity. The square root of the average
variance extracted from each construct was greater than the correla-
tion shared between the construct and other constructs in the model
(Fornell & Larcker, 1981), signifying good discriminant validity. Next,
reliability analysis indicated that the multi-item measures performed
acceptably (see Table 2 for α).

To compare the relations of focal constructs cross-nationally, full or
partial metric invariance and factor variance invariance need to be sat-
isfied (Steenkamp & Baumgartner, 1998). Due to the relatively small
sizes of the sub-samples in Australia (n=48) and New Zealand (n=
25) and the fact that senior managers for both countries were located
in Australia, for analysis ofmultiple group structural equationmeasure-
mentmodelswe combined the two, forming one sub-sample. Following
Steenkamp and Baumgartner (1998), we first estimated the configural
invariance model. The fit of the configural invariance model was good
(CFI=.940, TLI=.923, RMSEA=.038). Except for the factor loadings
for two items in the Australia/New Zealand sub-sample, all factor load-
ingswere significant in all countries, with 60 out of 70 (within-country)
standardized factor loadings exceeding .55. Overall, our measurement
model exhibits acceptable configural invariance across countries.

The hypothesis of full metric invariance was tested by constraining
the matrix of factor loadings to be invariant across all countries. We
found that there was a significant increase in chi-square between the
model of configural and the model of full metric invariance (Δχ2

(40)=123.56, pb .001). This indicates that full metric invariance is not
supported. Based on our examination of each individual item across
the 10 pairs of country comparisons, we relaxed the constraints on
the loadings of the third item to measure monitoring, the second and
third items to measure building close relationships, and the second
item tomeasure commitment so thatwe could test for partialmetric in-
variance. The statistics for overall fit of the model of partial metric in-
variance are: CFI=.939, TLI=.928, and RMSEA=.036. In terms of
chi-square, the fit of this model is not significantly worse than the fit
of the configural invariance model (Δχ2 (26)=29.22, not significant).
Thus, partial metric invariance is supported.

The next step was to test the hypothesis of invariant factor vari-
ances. This hypothesis was rejected (Δχ2 (16)=78.32, pb .001).
Based on our examination of each latent construct across the 10
pairs of country comparisons, we removed the invariance constraints
on the factor variances of building close relationships, monitoring,
sales manager effectiveness with global implications, Industrial Mar-
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Table 1
Demographics of respondents.a

CA
(n=122)

MX
(n=206)

US
(n=387)

CN
(n=100)

AU
(n=48)

NZ
(n=25)

Mean comparisons
(pb0.05)

Position
1=Sales trainee 1% 14% 2% 8% 2% 0%
2=Junior level 7% 17% 3% 5% 2% 4%
3=Regular level 34% 37% 28% 53% 31% 36%
4=Advanced level 57% 30% 66% 33% 65% 60%
Mean 3.49 2.85 3.61 3.12 3.58 3.56 US>CA>CN>MX; AU>CN;
S.D. 0.67 1.01 0.63 0.84 0.65 0.58 NZ>CN

Education
1=Grade school 1% 0% 0% 0% 0% 0%
2=High school 8% 12% 2% 5% 31% 4%
3=Some college 28% 14% 15% 27% 29% 28%
4=Bachelor's degree 44% 59% 62% 51% 23% 52%
5=Advanced college study 11% 9% 12% 1% 10% 4%
6=Advanced college degree 7% 4% 9% 14% 4% 4%
Mean 3.79 3.79 4.10 3.92 3.26 3.74 US>MX, CN, AU, NZ;
S.D. 1.03 0.93 0.84 1.03 1.15 0.81 CA>AU; MX>AU; CN>AU

Age
1=under25 0% 6% 2% 12% 0% 4%
2=25–29 11% 22% 7% 30% 8% 20%
3=30–34 19% 39% 16% 26% 10% 12%
4=35–39 13% 23% 14% 16% 25% 16%
5=40–44 16% 5% 17% 14% 15% 8%
6=45–49 14% 1% 20% 1% 19% 12%
7=50–54 14% 2% 14% 0% 10% 8%
8=55–59 11% 0% 8% 0% 10% 12%
9=60+ 2% 0% 1% 0% 2% 4%
Mean 4.95 3.15 5.02 2.93 5.08 4.63 US>MX, CN; CA>MX, CN;
S.D. 1.97 1.22 1.84 1.27 1.83 2.36 AU>MX, CN; NZ>MX, CN

Gender
1=Male 83% 56% 72% 63% 85% 64%
2=Female 15% 35% 26% 36% 15% 36%
Mean 1.15 1.38 1.27 1.36 1.15 1.36 CAbUSbCN, MX; CAbNZ;
S.D. 0.36 0.49 0.44 0.48 0.36 0.49 AUbMX, CN

To be read: 1% of respondents from Canada were salespeople in “sales trainee” positions; the average position of 122 salespeople from Canada is 3.49 (S.D.=0.67); the average
position of salespeople from U.S. is greater than the average position of salespeople from Canada.

a CA=Canada; MX=Mexico; US=U.S.; CN=China; AU=Australia; NZ=New Zealand.

Table 2
Reliability estimates.

Canada
(n=122)

Mexico
(n=206)

U.S.
(n=387)

China
(n=100)

Australia and New Zealand
(n=73)

All 6 countries
(n=888)

Building close relationships with salespeople
(α)

0.92 0.87 0.93 0.83 0.82 0.90

Monitoring (α) 0.76 0.70 0.74 0.71 0.79 0.74
SME (α) 0.93 0.94 0.94 0.92 0.91 0.93
Commitment (α) 0.71 0.66 0.66 0.72 0.56 0.70
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and commitment. The partial factor variance invariance model dem-
onstrates good fit: Δχ2 (4)=8.34 (not significant), CFI=.939, TLI=
.923, and RMSEA=.038. Therefore, partial factor variance invariance
is supported. Also, among the 140 factor loadings and factor variances
that we compared across 10 pairs of countries, 103 factor loadings
and factor variances exhibit invariance across countries (103/140=
74%). Taken together, these tests indicate acceptable measurement
invariance for all multi-item measures across the countries.

4.2. Antecedents‐to‐SME findings

Table 3 reports descriptive statistics for our sample and Table 4 sum-
marizes the multiple regression estimates for the antecedents study
(models 1 and 2) and the 2SLS estimates for both the antecedent
study and the outcome study (models 3, 4, 5, and 6). We use “Link 1
in 2SLS” in models 3 and 5 to designate the link between antecedents
and SME and “Link 2 in 2SLS” in models 4 and 6 to designate the link
Please cite this article as: Murphy, W.H., & Li, N., A multi-nation study of
keting Management (2012), doi:10.1016/j.indmarman.2012.06.012
between SME and commitment. With models 3 and 4 (and models 5
and 6), we ran 2SLS to test these two links simultaneously and to exam-
ine if cultural dimensions moderate these two relationships. As power
distance is highly correlated with individualism,4 we separate these
two variables and use models 1, 3, and 4 (excluding individualism)
and models 2, 5, and 6 (excluding power distance) for hypothesis
testing.

The results for models 3 and 5 are the same as the results for models
1 and 2, respectively. This confirms the multiple regression results of
our antecedent study. The coefficient for building close relationships
with salespeople is positive and significant in models 1, 2, 3, and 5,
supporting H1a. The coefficient for the interaction between power dis-
tance and building close relationships is negative and significant in
models 1 and 3, in support of H1b. The coefficient for the interaction
sales manager effectiveness with global implications, Industrial Mar-
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between individualism and building close relationships is positive and
significant in models 2 and 5. This supports H1c. The main effect of
work frequency is not significant in any of the models while the coeffi-
cient for this variable's interaction with uncertainty avoidance is posi-
tive and significant in models 1, 2, 3, and 5. These results support H2b,
but not H2a. The coefficient for monitoring is positive and significant
in all models while the coefficient for the interaction between uncer-
tainty avoidance and monitoring is not significant in any models. This
supports H3a, but not H3b. However, because the correlation between
monitoring and work frequency is positive and relatively strong (r=
.29), we performed further analysis, re-testing each model first exclud-
ing frequency only then excluding monitoring only to test the effect of
each of the two variables.5 With monitoring removed, we found that
the main effect for work frequency is still non-significant while the in-
teraction effect between uncertainty avoidance and frequency is still
positive and significant. With frequency removed, the coefficient for
the interaction between uncertainty avoidance and monitoring
(=0.003, pb0.05, standard error=0.002) is positive and significant
and the coefficient for monitoring is still positive and significant. There-
fore, H3b is supported based on the additional analysis. Also, both H4a
and H4b are supported because the coefficient for customer relation-
ship emphasis is positive and significant in models 1, 2, 3, and 5 and
the interaction term between individualism and customer relationship
emphasis is negative and significant inmodels 2 and 5. Finally, the coef-
ficient for fixed pay percentage is positive and significant in all models,
supporting H5a. The coefficient for the interaction betweenmasculinity
and fixed pay percentage is negative and significant in all models, in
support of H5c. H5b, is not supported because the coefficient for the in-
teraction between uncertainty avoidance and fixed pay percentage is
not significant in any models.

The ANCOVA results (available upon request) for the antecedent
analysis mostly confirm the results of multiple regression analysis
and 2SLS, providing evidence for the robustness of our analysis. For il-
lustrative purpose, we include Fig. 2a and b, which provide the visu-
alization of two moderating effects of national culture. Fig. 2a shows
the moderating effect of uncertainty avoidance on the relationship
between work frequency and SME (supporting H2b) while Fig. 2b
shows the moderating effect of masculinity on the relationship be-
tween fixed pay percentage and SME (supporting H5c).

4.3. SME‐to‐outcome findings

The positive and significant coefficient for SME in both models 4
and 6 (in Table 4) supports H6, which posits that SME is positively re-
lated to salespeople's affective commitment. Models 4 and 6 also
show that the interaction between SME and each one of the cultural
dimensions is not significant, supporting the expectation in H6
regarding the culturally universal relationship between SME and
commitment.

Finally, across all models most control variables are not significant,
except that education is negatively related to SME and age is positive-
ly related to commitment.

5. Discussion

5.1. Theoretical contributions

Our work contributes to the marketing literature in two important
ways. First, we advance knowledge regarding how sales managers
can improve their effectiveness cross-culturally. Given recent calls
for a systematic understanding of sales manager effectiveness
(Deeter-Schmelz et al., 2002; Deeter-Schmelz et al., 2008), finding
that national culture can be used to identify specific ways to adapt
5 Thanks to a reviewer for suggesting this additional analysis. Estimates from this
additional analysis are not reported in Table 4 due to space constraints.
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Table 4
Multiple regression estimates for antecedent study and 2SLS estimates for antecedent study and outcome study.a,b,c,d

Model 1 (antecedent
study, multiple
regression): DV–SME
(without
individualism)

Model 2 (antecedent
study, multiple
regression): DV–SME
(without power
distance)

Model 3 (antecedent
study—link 1 in
2SLS): DV–SME
(without
individualism)

Model 4 (outcome
study—link 2 in 2SLS):
DV–commitment
(without
individualism)

Model 5 (antecedent
study—link 1 in 2SLS):
DV–SME (without
power distance)

Model 6 (outcome
study—link 2 in 2SLS):
DV–commitment
(without power
distance)

Building close
relationships with
salespeople (H1a)

0.74⁎⁎⁎ (0.07) 0.50⁎⁎⁎ (0.08) 0.74⁎⁎⁎ (0.07) 0.50⁎⁎⁎ (0.08)

Work frequency (H2a) −0.09 (0.10) −0.09 (0.10) −0.09 (0.10) −0.09 (0.10)
Monitoring (H3a) 0.23⁎⁎ (0.09) 0.26⁎⁎ (0.10) 0.23⁎⁎ (0.09) 0.26⁎⁎ (0.10)
Customer relationship
emphasis (H4a)

0.10⁎⁎⁎ (0.02) 0.20⁎⁎ (0.07) 0.10⁎⁎⁎ (0.02) 0.20⁎⁎ (0.07)

Fixed pay
percentage (H5a)

0.11⁎⁎ (0.04) 0.12⁎⁎ (0.04) 0.11⁎⁎ (0.04) 0.12⁎⁎ (0.04)

Power distance 0.0004 (0.01) 0.0004 (0.01) 0.0001 (0.01)
Uncertainty avoidance −0.001 (0.01) −0.002 (0.03) −0.001 (0.01) −0.0003 (0.01) −0.002 (0.03) −0.0004 (0.02)
Individualism −0.001 (0.02) −0.001 (0.02) −0.0001 (0.01)
Masculinity 0.001 (0.01) 0.002 (0.01) 0.001 (0.01) 0.0003 (0.01) 0.002 (0.01) 0.0004 (0.01)
Power distance×
building close
relationships with
salespeople (H1b)

−0.002† (0.001) −0.002† (0.001)

Individualism×Building
close relationships
with salespeople (H1c)

0.002⁎ (0.001) 0.002⁎ (0.001)

Uncertainty
avoidance×work
frequency (H2b)

0.004⁎⁎ (0.002) 0.004⁎⁎ (0.002) 0.004⁎⁎ (0.002) 0.004⁎⁎ (0.002)

Uncertainty
avoidance×monitoring
(H3b)

0.002 (0.002) 0.001 (0.002) 0.002 (0.002) 0.001 (0.002)

Individualism×Customer
relationship emphasis
(H4b)

−0.001† (0.001) −0.001† (0.001)

Uncertainty
avoidance×fixed pay
percentage (H5b)

−0.00002 (0.0001) −0.00003 (0.0001) −0.00002 (0.0001) −0.00003 (0.0001)

Masculinity×fixed pay
percentage (H5c)

−0.002⁎⁎ (0.001) −0.002⁎⁎ (0.001) −0.002⁎⁎ (0.001) −0.002⁎⁎ (0.001)

SME (H6) 0.20⁎⁎⁎ (0.03) 0.20⁎⁎⁎ (0.03)
Power distance×SME
(H6)

0.001 (0.001)

Uncertainty
avoidance×SME (H6)

−0.002 (0.001) −0.001 (0.001)

Individualism×SME
(H6)

−0.0003(0.001)

Masculinity×SME (H6) 0.001 (0.001) 0.002 (0.002)
Adjusted R-square 0.61 0.61 0.61 0.16 0.61 0.16

a Sample size N=888.
b Cell entries are coefficient estimates. Standard errors are reported in parentheses.
c Control variables are included for all 6 models.
d Because the correlation between work frequency and monitoring is relatively strong (r=.29), we re-tested each model first excluding frequency only then excluding monitoring

only. For work frequency, only H2b was supported while for monitoring, both H3a and H3b were supported. We thank an anonymous reviewer for the suggestion.
† pb.10.
⁎ pb.05.
⁎⁎ pb.01.
⁎⁎⁎ pb.001.
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sales manager behaviors to improve SME, is a valuable contribution.
Our second contribution adds to the discourse on a critical outcome
of SME, salesperson commitment. We argued and found support
that this outcome is universal. This is an important theoretical contri-
bution since the vast majority of research on sales force commitment
has either been with U.S. sales forces or has not used national culture
as a theoretical basis to determine whether commitment is a univer-
sal outcome. Furthermore, our six country data set has a broad range
of cultural differences, providing a unique opportunity for testing hy-
potheses and increasing generalizability. Being cross-cultural, our re-
search embodies both the emic and etic perspectives since we are
able to examine phenomena using criteria “relative to internal char-
acteristics” of one culture as well as “universal” criteria (Malhotra,
Agarwal, & Peterson, 1996, p. 12).
Please cite this article as: Murphy, W.H., & Li, N., A multi-nation study of
keting Management (2012), doi:10.1016/j.indmarman.2012.06.012
Working from the implications of Hofstede's (1980, 2001) nation-
al culture dimensions while drawing insights from leadership and
sales management literatures, we examined five antecedents to
SME. With the exception of frequency sales managers work with
salespeople, we found that each antecedent is positively related to
salespeople viewing their sales managers as being effective. We also
found that most antecedent‐to‐SME relationships vary in theoretical-
ly expected ways dependent on national culture. The exception was
uncertainty avoidance not having a significant effect on fixed pay per-
centage‐to‐SME. This unexpected finding, contrary to theory and
prior research (Segalla et al., 2006), might be due to the fact that
salespeople in our sample have an average fixed pay percentage of
73% (the lowest was 57% in Mexico). It might be that once fixed pay
percentages pass a threshold, uncertainty avoidance is satiated and
sales manager effectiveness with global implications, Industrial Mar-
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Fig. 2. a) Moderating effect of uncertainty avoidance on the relationship between
work frequency and SME (plot of regression line based on ANCOVA for antecedent
study). b) Moderating effect of masculinity on the relationship between fixed pay
percentage and SME (plot of regression line based on ANCOVA for antecedent study).

Table 5
Findings and implications for adjusting sales manager practices across countries to gain gre

Findings Implications for sales ma

Building close relationships with salespeople is positively related
to SME (H1a). The effect is stronger in low power distance
countries (H1b) and high individualism countries (H1c).

In all countries, sales man
relationships with salesp
training for sales manage
respect, being more frien
attentive to what salespe
company culture.
Companies should priorit
and high individualism co

The frequency that sales managers work with salespeople does
not seem to affect SME (H2a) except in high uncertainty
avoidance countries, where greater frequency has a positive
effect (H2b).

Sales managers in high u
should be provided comp
number of days per plann
yearly) they are expected

Monitoring salespeople across both outcome and behavior
metrics is positively related to SME (H3a). This effect is
stronger in high uncertainty avoidance countries (H3b).

In all countries, companie
monitoring (sales goals)
account, number of sales
presentations). Sales man
reinforcement of the criti
both types of metrics, par
avoidance countries.

A managerial emphasis on salespeople's customer relationship
quality is positively related to SME (H4a). This effect is
stronger in high collectivism countries (H4b).

In all countries, sales man
emphasizing the quality o
customers. Sales manage
include this training. Com
collectivism countries for
propagating this orientat

A higher percentage of fixed pay is positively related to SME
(H5a), with the effect weaker in high masculinity countries
(H5c). This effect does not vary due to uncertainty avoid-
ance (H5b).

In all countries, sales man
increasing fixed pay perc
compensation. However,
incentive pay (mean for fi
17%). Maintaining a comp
percentage in high mascu

We thank the reviewers for recommending the inclusion of a table summarizing findings a
a Illustrative countries are based on Hofstede (1980, 2001) culture index.
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salespeople are driven more by other factors such as their desire to
gain wealth or their competiveness. This would be consistent with
our accompanying finding that masculinity was a significant modera-
tor for pay, i.e., the drive for material wealth decreases the fixed pay
preference in high masculinity cultures. The challenge for future re-
search is to determine the point where salespeople in various cultures
feel that a secure platform exists. In sum, by establishing a theoretical
basis for adapting sales manager behaviors across countries and then
finding support for most expected relationships, we have addressed
an important theory gap in global sales management research while
providing practical guidance for managers.
5.2. Managerial implications

For global enterprises, we have identified specific ways to adapt
sales manager behaviors to align with culture differences, thereby
strengthening sales force perceptions of SME. In turn, this has positive
consequences—salespeople will have greater affective commitment to-
ward the firm. The implications of our findings are summarized in
Table 5. As shown, sales executives responsible for multi-nation sales
forces need to set in place policies and procedures for adapting sales
manager behaviors to align with the recommendations offered here.

Unexpectedly, the frequency sales managers work with salespeo-
ple does not seem to affect perceived SME. This finding may be a re-
minder that frequency (i.e., quantity) is not a substitute for the
quality of a sales manager's efforts. Alternatively, this finding might
be due to the numerous communication channels available to man-
agers, i.e., there are other facilitators for reinforcing structure and re-
ducing uncertainty for salespeople. Even so, work frequency seems to
be more appreciated by salespeople in high uncertainty avoidance
ater SME.

nager practices Illustrative countriesa

agers should build close
eople. Companies should include
rs so that treating salespeople with
dly and easy to approach and more
ople have to say becomes part of

ize low power distance countries
untries for these training activities.

Low power distance countries: Austria,
Australia, Canada, Denmark, Israel, New
Zealand, Sweden, Great Britain, U.S.
High individualism countries: Australia,
Canada, Belgium, Great Britain, Hungary, Italy,
Netherlands, New Zealand, U.S.

ncertainty avoidance countries
aratively higher targets for the
ing cycle (monthly/quarterly/
to work with each salesperson.

High uncertainty avoidance countries:
Argentina, Belgium, France, Greece, Japan,
Mexico, Portugal, Russia, Romania, Uruguay

s should incorporate both outcome
and behavior monitoring (expense
calls, content and form of sales
agers should receive training and
cal need to actively monitor across
ticularly in high uncertainty

High uncertainty avoidance countries:
Argentina, Belgium, France, Greece, Japan,
Mexico, Portugal, Russia, Romania, Uruguay

agers will realize a positive effect of
f a salesperson's relations with

r development programs should
panies should prioritize high
developing sales manager skills in
ion in the sales force.

High collectivism countries: China, Ecuador,
Guatemala, Indonesia, Mexico, Pakistan,
Panama, Portugal, Singapore, South Korea,
Venezuela

agers should consider merits of
entage in salespeople's
we do not call for an elimination of
xed pay in our study is 73%, S.D. is
aratively lower fixed pay
linity countries is appropriate.

High masculinity countries: Austria, China,
Germany, Great Britain, Ireland, Italy, Japan,
Mexico, Switzerland, Venezuela

nd managerial implications.
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countries and we advise comparatively greater work frequency in
these countries.

All told, our research suggests that sales force perceptions of SME
can be improved by adapting sales manager behaviors to reflect best
practice implications from this study. As we have argued and found,
the benefits of adjusting sales management practices to gain greater
SME cascade to an important outcome, salesperson commitment,
irrespective of culture. The importance of this cannot be overstated,
especially given that commitment reduces turnover (thereby lower-
ing numerous types of disruption costs), improves work behaviors,
and enhances performance (Fu et al., 2009). Collectively, these find-
ings offer a guide for making more informed decisions in terms of
the sales manager behaviors associated with building stronger sales
forces throughout the world.
6. Limitations and future research directions

A number of limitations to this study must be considered, leading
to a dynamic range of research opportunities. First, investigating
other sales manager behavior‐to‐SME relationships that might be af-
fected by national culture would be important extensions. Interesting
antecedents to consider would include gaining trust from salespeople
and fostering sales team consensus (Ahearne, Mackenzie, Podsakoff,
Mathieu, & Lam, 2010), among others. For example, trust has been ex-
tensively studied (e.g., Dirks & Ferrin, 2002; Fang, Palmatier, Scheer, &
Li, 2008; Morgan & Hunt, 1994). Given Den Hartog et al.'s (1999)
finding that trustworthiness and honesty are among the top leader
attributes universally endorsed, our initial expectation is that trust's
effect on SME is invariant to national culture. Future research should
also study other possible consequences of SME such as organizational
identification (Wieseke et al., 2009) and salesperson brand-building
behavior (Morhart, Herzog, & Tomczak, 2009). Here again, examina-
tions should explore whether effects are culture specific or culture
universal, i.e., approaches should encompass both emic and etic view-
points (Malhotra et al., 1996, p. 12).

There are also limitations due to our design and data. Here, our
cross-sectional design can be criticized for not demonstrating causality
(Echambadi, Campbell, & Agarwal, 2006). Controlled experiments or a
longitudinal design would further establish or strengthen the causal
links between variables. Additionally, a limitation is the number of
countries included in our study. Although including six countries is a
major step forward in generating a data set with global implications,
the range of scores on cultural dimensions is still limited. Also, we
pooled the Australia and New Zealand data for cross-national measure-
ment equivalence tests. While this allowed inclusion of these countries
in the analysis, future research should have larger sample sizes for each
country so that data pooling is not necessary for these invariance tests.

Further, there is the issue of cross-nationalmeasurement equivalence.
Our challenge in assuring equivalence across six countries while using in-
struments in three languages was formidable. While we took several
steps to address equivalence, future research should engage in additional
measure development. Finally, we usedHofstede's national culture scores
rather thanmeasuring respondents' cultural characteristics at the individ-
ual level. Although this approachmay be viewed as a shortcoming, global
companies must make decisions based on available tools and Hofstede's
culture index is arguably the best tool available for helping guide deci-
sions related to sales management practices across nations.

In conclusion, we find that adjusting sales manager practices across
countries to optimize SME is a source of competitive advantage since
SME has a universally positive effect on salesperson commitment. We
feel that engaging theory-based sales management research in a global
context is possibly one of the most promising and challenging domains
to pursue. The tasks for researchers are substantial. Still, we need to
pursue this important research stream — the challenges faced by
sales managers throughout the world demand this attention.
Please cite this article as: Murphy, W.H., & Li, N., A multi-nation study of
keting Management (2012), doi:10.1016/j.indmarman.2012.06.012
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