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Sales and Service Climate Perceptions: 
Understanding the Impacts of Multiple 
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Co-authors:  
Daniel Bachrach, Associate Professor, University of Alabama 
Jessica Ogilvie, PhD Student, University of Alabama 
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Organizational competitiveness is a function of both sales 
and service performance. (Kindström, Kowalkowski, & Sandberg 2013) 

Blending sales with service can reap increased revenues 
and customer retention rates. (Jasman, Blazevic, and de Ruyter 2012) 
 

When organizations pursue multiple priorities, multiple 
climate perceptions can emerge. (Schneider, Gunnarson, and Niles-Jolly 1994) 

Simultaneous sales and service emphasis is difficult to 
achieve and can create tension: 

o  Reflect different organizational philosophies  
o  Compete for resources  (Yu, Patterson, and de Ruyter 2012) 

 

 

CLIMATE 



Data:  
o  252 front-line employees | 68 managers (~3.7 : 1) 
o  Inputs: Employee reported climate perceptions 

o  Outcomes: Archival customer satisfaction, effort and performance data | 
manager rated employee helping behaviors 

Procedure: Polynomial regression and response surface modeling 
o  Presence of both sales and service demands leads to functional prioritization, 

creating fluctuations in employee sales- and service-related performance 

o  Multiple climates may interact adversely or reinforce one another 

o  Higher order models explained significant variance beyond linear effects 

o  Response surface modeling explores potential optimal climate configurations 

APPROACH 



RESULTS 

Service	  Climate	  &	  Performance	  Outcomes:	  
	  

The	  rela(onship	  between	  service	  climate	  and	  customer	  
sa(sfac(on	  strengthens	  when	  moving	  from	  low	  to	  high	  sales	  
climate.	  

The	  posi(ve	  rela(onship	  between	  service	  climate	  and	  helping	  is	  
weakened	  and	  then	  reversed	  when	  moving	  from	  a	  low	  to	  
moderate,	  and	  moderate	  to	  high	  sales	  climate.	  

	  	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  

Sales	  Climate	  &	  Performance	  Outcomes:	  
	  

The	  rela(onship	  between	  sales	  climate	  and	  effort	  weakens	  from	  
moderate	  to	  high	  levels	  of	  service	  climate.	  

The	  posi(ve	  rela(onship	  between	  sales	  climate	  and	  sales	  
performance	  	  is	  weakened	  and	  then	  reversed	  when	  moving	  from	  
a	  low	  to	  moderate,	  and	  moderate	  to	  high	  service	  climate.	  

	  
	  
	  
	  
	  	  



COMPETING GOALS 

High	   	   	   	   	   	   	   	  Low	  
Lo
w
	  

	  
	  

	  
	  

	  
	  

	  H
ig
h	  

Sales	  Climate	  
Se
rv
ic
e	  
Cl
im

at
e	  

Customer	  Sa(sfac(on	  

Sales	  Performance	  

Effort	  

Helping	  Behaviors	  

Sales	  Performance	  

Customer	  Sa(sfac(on	   Effort	  

Helping	  Behaviors	  

Sales	  Performance	  

Sales	  Performance	  

Sales	  Performance	  



Sales and service climates interact 
 
Multiple climates make optimal performance difficult to achieve 
 
Must consider desired employee and organizational outcomes 
 
Performance consequences fluctuate depending on the salience 
of climates 
 
Must design climate configurations that align and are congruent 
with organizational goals 
 
Salespeople will adapt over time 

IMPLICATIONS FOR PRACTICE 



THE PULSE 



Organization 
–  Resource Allocation 
–  Vision 

Manager 
–  Communication 
–  Selection  

Salesperson 
–  Entrainment 
–  Role Stress 

Customer 
–  Price Expectations 
–  Service Dissatisfaction 

FUTURE INVESTIGATION 



FLATLINE !!!! 





Not Necessarily Sandbagging:  
Why Do Sales Managers Lobby for 

Bigger Budgets?  

Presenter:  
Rob Waiser, Doctoral Student, University of Toronto 



THEORY VS. PRACTICE 







MY MODEL 

Manager’s	  incen9ves	  
≠	  

Firm’s	  incen9ves	  

Private	  
informa9on	  



Lobbying 	  	  Lobbying	  =	  Bad?	  

BUDGETS 



RESEARCH QUESTIONS 

•  How should a firm set its 
compensation budget? 

•  Can a firm make productive use of 
managers’ lobbying? How? 



APPROACH 

Plan	  Budget	  

Low	  cost	  of	  effort	  

High	  cost	  of	  effort	  



RESULTS   

Firm knows type 
 
Manager / firm  
perfectly aligned 
 
 
Lobbying costless &  
manager sales-driven Informa9on	  



LOBBYING COSTLY  

Start	  with	  low	  
budget	  

If	  lobbying	  exceeds	  	  
threshold…	  

…raise	  to	  
high	  budget	  





Why Does Marketing Strategy 
Implementation Fail and What may be 

Done about It: A Multi-Level Investigation 
Within the Sales and Marketing Interface 

Presenter:  
Avinash Malshe, Associate Professor, University of St. 
Thomas, MN 
 
Co-authors:  
Michael Krush, Assistant Professor, North Dakota State 
University  
Doug Hughes, Associate Professor, Michigan State University 
 



•  Marketing strategy implementation failure 
rates are high- lead to millions of $ worth of 
wasted resources 
– Why implementation fails is ill-understood  

•  Sales and marketing organizations play a 
key role in strategy-making processes 
–  It is well-known that in most companies, sales 

and marketing don’t work well together 
–  Interface tensions may derail implementation 

WHAT IS THE PROBLEM? 



•  When “philosophy” (strategic plans) and 
“reality” (implementation) meet 
– Marketing strategies are subjected to two forces 

•  Vertical force: Multiple perspectives at different levels 
within the sales and marketing hierarchy 

•  Lateral force: (Sub-optimal) sales-marketing interface 
dynamic at each level 

– Strategy likely gets “twisted” and/or “diluted” 
•  What looks great on paper may result in 

implementation failure 

WHAT HAPPENS WHEN THE RUBBER HITS THE ROAD? 



•  What is the nature of these lateral and 
vertical forces? 
– How do these forces interact with each other? 
– Are these interactions and their outcomes 

different at each organizational level? 
•  How do these forces (individually and 

collectively) determine strategy 
implementation success/failure? 

WHAT ASPECTS OF THIS PROBLEM ARE WE EXAMINING? 



•  Conducted depth-interviews with sales and 
marketing personnel 
– 21 sales-marketing pairs (dyadic data/ total 42 

interviews) 
– 7 pairs at each hierarchical level; examples of 

sales-marketing pairs at each level include 
–  Senior (CMO/Sales Director) 
– Middle (Brand Manager/Regional Sales Manager) 
–  Frontline (Field Marketer and Salesperson) 

– Average interview length is 45-50 minutes 

HOW ARE WE EXAMINING THIS PROBLEM? 



Org. 
level 

Scenario 1 (Almost illusory) 

Senior 
 

-Significant agreement over major tenets of 
strategy 
-Uniform message to deputies 
 

Middle 
 

-Deputies decode received message and co-
develop strategic and operational blueprints 
-Cordial give and take in strategy’s best interest 

Frontline  -Field personnel devise strategy-consistent plans 
-Implementation largely consistent with strategy 
-Higher probability of success 

FINDINGS: LIKELY SCENARIOS 



Org. 
level 

Scenario 2 (Almost aspirational) 

Senior -Agreement over major strategy tenets 
-Uniform downward message for tenets with  mutual 
blessings 
-Some issues dealt with “when the time comes”  

Middle -Tentative strategic and operational blueprints  
-Somewhat defensive plans developed to deal with 
the unknown  
-Sense of partial uncertainty passed down  

Frontline  -Field personnel mostly committed to strategy 
-Operational slack to deal with unexpected  
-Implementation mostly stays on track 

FINDINGS: LIKELY SCENARIOS 



Org. 
level 

Scenario 3 and 4 (Varying degrees of “chaos”; 
parallel reality to a significant extent) 

Senior -Open disagreements 
-Failed reconciliation efforts  
-Strategy wobbly at the top 
-Different downward 
messages 

-Covert disagreements  
-No major reconciliation efforts 
-Compartmentalized behaviors 
(overt and covert messages are 
different) 

Middle -Multiple interpretations of 
strategy exist 
-More powerful department 
dictates strategy’s fate 

-Confusion-driven defensive 
planning to protect turfs 
-Guessing games and working 
against each other 

Frontline  -Lack of clarity regarding major strategic focus 
-Inconsistent prioritization of tactical plans; mutually exclusive foci 
-Sales personnel may be far removed from strategy; field 
marketing struggling to bring them under strategy fold 

FINDINGS: LIKELY SCENARIOS 



•  Potential for varied interface dynamic across 
different levels exists 
– For example, field personnel may work better 

together compared to their mid-level counterparts 
– Other scenarios possible 
– May affect the course of strategy and its 

implementation success probability 
•  Also likely that different strategies will result in 

different outcomes 

FINDINGS: OTHER SCENARIOS POSSIBLE 



•  Gain deeper level understanding of the 
lateral and vertical level forces 
– How they affect strategy individually and 

collectively 
•  Predicting likely organization-specific 

scenarios for their companies 
•  Devising early intervention strategies at 

each level to increase the probability of 
implementation success 

HOW MAY PRACTITIONERS BENEFIT FROM THIS STUDY? 





Studying the Effectiveness of Cross-
Functional Integration Mechanisms in 

Relationships between Sales and 
Marketing  

Presenter:  
Kenneth Le Meunier-FitzHugh, Senior Lecturer, University of 
East Anglia, UK 
 
Co-authors:  
Leslie Le Meunier-FitzHugh, Lecturer, University of East Anglia 
Graham Massey, Senior Lecturer, University of Technology, 
Sydney 
Nigel Piercy, Professor of Marketing and Strategy and Dean of 
the School of Management, University of Swansea 



"    The relationship between sales and 
marketing 

"    What did we investigate? 

"    What did we find? 

"    Implications  

AGENDA 



"    The effectiveness of cross-functional 
working relationships between sales and 
marketing is of considerable interest 
because of its impact on performance 
(sales).  

"    One of the issues is that although sales 
and marketing are both customer facing.  
"   They have different characteristics and 
practices, and consequently different ways of 
approaching things, which can create conflict.  

 

THE RELATIONSHIP BETWEEN SALES AND MARKETING 



"    Internal collaboration is now the name of the game.  

"    Organisations are encouraged to employ coordination 
mechanisms to connect these relatively autonomous 
functional units  
 
"    Some of the factors that have previously been 
identified as affecting sales and marketing relationships 
are:  

"   Informal communications  
"   Personal characteristics of sales and marketing  
personnel   
"   Trust between managers  
"   Organisation’s incentive systems  

THE RELATIONSHIP BETWEEN SALES AND MARKETING 



"    In this research we examined six 
coordination mechanisms:  

"    Cross-functional training 
"    Cross-functional teams   
"    Cross-functional meetings 
"    The opportunity for job rotation  
"    The location of sales and marketing staff 
"    The structure of the sales and marketing 
units within the organisation  

WHAT DID WE INVESTIGATE? 



"    We measured the effects of these 
mechanisms on: 

"    Sales and marketing conflict 
"    Sales and marketing collaboration 

"    We then tested the effects of sales and 
marketing collaboration and conflict on 
Business performance.  

WHAT DID WE INVESTIGATE? 



WHO DID WE ASK? 

Industry % 
Industrial manufacturers 42 
Wholesalers  30 
Consumer goods manufacturers 28 

 
Respondents % 
Chairman/CEO/MD/Directors/General Managers 70.5 
Marketing Directors /Managers/Executives 11.6 
Sales and Marketing Directors/Managers 6.9 
Sales Directors/Managers 4.9 
Business Development Managers 2.7 
Other HR Managers/Accountants/Customer Liaison 
Managers 

3.4 
 

  
 



"    The results found that sales and marketing are 
more likely to be separate departments.  
"    Therefore, the preconditions exist for 
coordination to be a problem.  

WHAT DID WE FIND? 

The structure and configuration of sales and marketing 
 

Structure  
A single sales and marketing department 43% 
Separate sales and marketing department 57% 

 
Location  
Working in the same building 42% 
Working in same office 40% 
Separate buildings 18% 

 



"    Not all of the coordination mechanisms are 
equally effective.  

"    Those that helped collaboration between sales 
and marketing were:  

"    Cross-functional teams,  
"    Cross-functional meetings,   
"    Opportunity for job rotation,  
"    Structure of sales and marketing.  

"    Our results confirm that collaboration has a 
positive impact on business performance.   

WHAT DID WE FIND - COLLABORATION? 



"    Those mechanisms that reduced conflict between 
sales and marketing were:  

"    Cross-functional meetings,   
"    Opportunity for job rotation,  
"    Structure of sales and marketing.  

"    Our results confirm that conflict has a negative effect 
on business performance.  

"    One conclusion is that the managerial pursuit of sales 
and marketing collaboration and the reduction of conflict 
is vital because it has wider performance implications for 
the organisation rather than simply interdepartmental 
effects. 

WHAT DID WE FIND - CONFLICT? 



WHAT DID WE FIND – WHAT DID NOT WORK? 

•  Cross-functional Training did not have any 
impact on either conflict or collaboration. 

•  Cross-functional Team working did not 
have any impact on conflict. 

•  Neither conflict or collaboration between 
sales and marketing were affected by 
Location.  



IMPLICATIONS 

•  We do need to think about how we 
facilitate sales and marketing working 
relationships, and structure is something 
that we should perhaps consider.  

•  I do not advocate that everyone should  go 
out and form a single sales/marketing 
department.  

•  The option of not engaging with this topic 
could be damaging your business. 
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