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Preface



Thinkingaboutacompanywithoutsalesislikethinkingaboutabodywithoutlife.Itismainlythrough
salesthattheenterprisetendstoachieverevenuesthatallowitsoperationanditsgrowth.Salesaretrans-
versaltovariouseconomicsectorsandaretheengineoforganizationsregardlessoftheirsize.

Forenterprisestobeabletomaximizesales,thereisaneedtohaveintegratedvisionatthevarious
levelsofmanagement–strategic,tactical,operational–butalsototunethecommercialareawiththe
otherfunctionalareasexistingintheorganization.

Saleshasbeenevolvingovertime.Thisevolutionhasmanifesteditselfinseveralways:intheplay-
ers,intheresourcesoforganizations,inthemeansandformsofinteractionwithcustomers,intherole
ofthesalesperson,intheuseoftechnology.

Withthedevelopmentofmarketing,especiallyofthedigitalcomponent,thealignmentbetweensales
andmarketingassumesincreasingimportancetoexpandthepossibilitiesofconversion,alongthesales
funnel,alongthecustomerjourney,alwaysseekingcustomersatisfaction.

Theevolutionoftechnologyhasalsobeenpromotingchangesinthesalesprocess,whichprovides
newopportunitiesforenterprises,butalsochallengeswithimplicationsatvariouslevels,includingpro-
cessesandhumanresources.Thedigitaltransformationoforganizationsalsogoesthroughthesalesarea.

ThebookSales Management for Improved Organizational Competitiveness and Performancehighlights
theinfluencesofmanagement,marketing,andtechnologyonsalesandpresentstrendsinsales,namelythe
digitaltransformationthatistakingplaceinorganizations.Thisbookalsoconsidersinnovativeconcepts,
techniques,andtoolsinthesalesarea.Coveringawiderangeoftopicssuchasdigitaltransformation,
salescommunication,andsocialmediamarketing,thisreferenceworkisidealformanagers,marketers,
researchers,scholars,practitioners,academicians,instructors,andstudents.

Thismonographiscomposedofsixteenchapters.Indefiningitsstructure,wechosetostartbypresent-
ingthechaptersthatdealwithsalesfromamorecomprehensiveperspective,andthenapplyagranularity.

Salesforceauditisundoubtedlyverypertinentforsalesforceimprovement.TheobjectiveofChapter
1,“IdentifyingtheKeyThemesinAuditingSalesForceManagement:ReviewingtheLiterature,”isto
identifythemainthemesassociatedwiththemanagementofthesalesforce,usingaliteraturereviewof
themainacademicjournalsandreferencebooks.Ahistoricalreviewofauditing,itsorigins,andevolu-
tionwasperformed,followedbyanidentificationofthemainthemes.Themainthemesidentifiedwere
recruitmentandselectionofsalespeople,trainingandeducationofsalespeople,motivationofsalespeople,
leadership,compensation,performance,andterritorialallocationofsalespeople.

Thesecondchapter,“SalesforceManagementAuditing:AFirstDraft,”complementstheprevious
one,identifyingthemostrelevantactivitiesforsalesmanagersandbuildanauditproceduretoevalu-
atetheirperformanceandidentifypotentialgapsthatneedtoberectifiedtopromotetheirsuccessand
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companies.Seventhemeswereidentifiedasbeingthemostrelevanttotheactivitiesofsalesmanagers.
Aqualitativestudythroughface-to-faceinterviewswithsalesmanagersispresented,whichallowedthe
constructionofanauditprocedurethatevaluatestheperformanceofsalespeopleandcanbeappliedby
anycompany.

Acompanycannotconsistofasetofdepartmentaland/orfunctional“islands”.Oneofthedifficulties
ofcontemporarycompaniesistointerconnectandstreamlinetheprocessesthatrunthroughmarketing
andsales.TheconceptSMarketingstrategyintendstoalignmarketingandsaleswiththeobjectiveof
obtainingbetterefficiencyandeffectiveness in results, throughcommunication.SMarketingcanbe
definedasthepossiblecombinationsbetweencommercialsandmarketingprofessionals,theconcept
canbematerializedasfollows:marketingmessagesstimulatetargetcustomerswhoareinturnvisited
bythesalesforceand/orwhenthesalesforceregainscontactwithpotentialconsumers,impactingthem.
ResearchonthesubjectisscarceandthestudypresentinChapter3,“SMarketing:ANewStrategic
Concept,”intendstocarryoutasystematicreviewofbibliometricliteratureofscientificand/oracademic
documentsindexedinScopus,tofurtherclarifytheknowledgeandunderstandthepracticalimplications
aswellsuggestfutureresearchlines.

Thefourthchapter,“GreenSales,”addressesissuessuchasenvironmentalprotection,environmental
production,andenvironmentalsales.Naturalthreatsduetoglobalwarminginrecentyearsandnegative
naturaleventssuchasearthquakes,flooddisasters,extremetemperaturesandstormsdirectlythreaten
humanexistence.Duetothethreatofthecovid-19epidemicintheyears2020-2021,significantchanges
haveoccurredinpeople’spurchasingbehaviors.Forexample,consumershavetendedtobuynatural
productsratherthanartificialproductpreferencesduetomassproduction.Atthesametime,notonly
theindividualsformingthesociety,butalsoenvironmentalorganizationsandlawsareoftheopinion
thatoneofthemostimportantfactorsthreateningtheenvironmentisproductionenterprises.Forthis
reason,businesseshavestartedtoactmoresensitivelyaboutenvironmentalismintheirproductionand
salesactivitiesinordernottoattractthereactionofsocietyandenvironmentalorganizations.

Relationshipsellingisastrategyofattractingsuitableconsumersandthenestablishing,sustaining,
andstrengtheningrelationshipswiththemtoachievelong-termsatisfactionthroughmutuallybeneficial
partnerships.Forafirmtoremaincompetitiveovertime,itmustensureitsstrategiesaredifficultfor
competitorstoduplicate.Thus,relationshipsellingisleveragedasatoolforachievingsustainablecom-
petitiveadvantage.Intoday’scompetitiveenvironment,customerrelationshipsareexpected,hencethe
establishmentanddevelopmentofrelationshipmetricsisnotananomalywithinsuccessfulsalesorgani-
zations.Withproductqualitybecomingauniversalstandardandnolongeramajorsourceofcompetitive
advantage,firmsarestrivingtoescapethequagmireofthe“commoditymentality”thathaspervaded
themarkettoday.Todifferentiatethemselves,anumberofthesecompaniesareresortingtorelationship
selling.Chapter5,“RelationshipSellingasaStrategicWeaponforSustainablePerformance,”focuses
onunderstandingrelationshipselling,itscomponents,andprocesses,aswellashowitcontributesto
sustainablecompetitiveadvantage.

Thechapter“SalesCommunication”examinestheconceptofsales,thesalesprocess,thecharac-
teristics of sales representatives, the concept of communication and sales communication. The fast
accesstoinformationandpresenceofaninfinitenumberofproductshaveincreasedtheexpectations
ofcustomersintermsofqualityservice.Therefore,sellingaproducttoacustomermovesawayfrom
anarrowunderstandingandrequiresamorecomplexeffort.Thesalesprocessisfacilitatedwhenthe
companyestablishalong-term,quality,andeffectivecommunicationwithcustomers.Inthespecific
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caseofsalespeople,communicationwithcustomersisalsoimportant,andasuccessfulcommunication
ismadebyusingverbalandnon-verbalcommunicationinstrumentsinharmony.

In2022,thepandemiceffectisstillevidentinthedailylifeofcompanies,insalesandinthebehavior
ofbuyers.Ifbeforethepandemic,therewerealreadydifferentspeedsintheeconomiesofthecountries,
theconsequencesarealsodifferentandthewayofreacting,alsoconditionedbythesectorofactivity,
manifestsitselfinanon-uniformway.Inthechapter“MotivationalProposalfortheSalesForceinthe
Post-PandemicScenario,”theauthorsusethecasestudytounderstandthephenomenonofmotivationin
commercialtechniciansworkingintheautomotivesector.Theydemonstratehowthedramaticexpres-
sionactivity,basedonmoderntheatre,mayworkasaleverinthecommercialtechnician’srelationship
withtheircustomers.Fromthebehavioralanalysis,aproximityrelationshipisobservedbetweendra-
maticexpressionanddirectsalesmarketing.Astrengtheningofco-presenceisobserved,wherethereis
evidenceofgreateremotionalinteractionandmotivationinthenegotiationprocess.Thesemodalities
ofcommunionshowagreatermotivationwhichprovidesarelationshipexperiencedandsharedbythe
members,anopennesstoimprovisation,inanatmosphereoftrustandwithrecoursetoexperiences.
Thisnewsalesconceptaimstofreethesalestechnicianfrommonotonyandlackofconfidenceand
directhimtowardsdirectandexperientialcontactwiththecustomer,providingmemorableexperiences.

Thenextchapteralsofocusesonthebehavioralarea,butfromtheclient’sperspectiveandiscalled
“UnpackingtheBehavioralDimensionsofPromotionsandSalesPerformance:DoReal-LifePromotions
DriveMoreSales?”Thischapterinvestigatesthedynamiceffect(immediateandshort-term)ofthebe-
havioraldimensionsofpromotions(presence,duration,simultaneity,andremoval)onsalesperformance
metrics(revenue,numberoftransactions,andaveragebillingsize).Monetaryandnon-monetarypromo-
tionscanbeeffectiveindifferentsalesperformancemetricsbutmaynotlastafterthepost-promotional
period.Breakingdownpromotionsintotheirtypologies,dimensions,andperformancemetricscanclear
upthecloudinessofpromotionaleffectiveness.Theauthorsconductedlongitudinalresearchataretailer
andtheresultsshowthatnon-monetaryandmonetarypromotionsgenerateimmediateandshort-term
positiveeffectsonrevenueandthenumberoftransactionswithapositivebalanceaftertheirending.
Nevertheless, themonetaryoneharmstheaveragebillingsizeafterthepromotionalperiod,andthe
mixedonehasoppositeeffectstotheresultsabove.OperantBehavioralEconomics’frameworkhelps
explaintheresultsbyproposingmutuallyreinforcedrelationshipsbetweenconsumersandcompanies.

Cloudcomputingoffersaparadigmshift in thedevelopmentandusageofcomputing resources.
Whilecloudcomputinghasbecome thedefaultmodeof ITservicedelivery in internetcompanies,
establishedcompaniesfacemultiplechallengesanduncertaintiesinadoptingacloud-basedITdelivery
model.Multiplestudieshaveexploredtheaboveproblemfromtheusers’pointofview,ourresearch
triestoaddressthesameproblemfromcloudserviceproviders’pointofview.Chapter9,“CanValue-
BasedSellingLeadtoHigherEnterpriseAdoptionofCloud?AnIndianPerspective,”presentaqualita-
tivestudy,whichusesthetheoreticalframeworkofvalue-basedsellingandinvolvessemi-structured
in-depthinterviewswitheightseniormanagerswithvaryingexperiencewithcloudserviceproviders,
supportedbysecondaryresearchsuchasscholarlypublicationsandmediareports.Thestudyidentified
multiplestrategiesforacquiringmoreenterprisecustomersandensuringhighercloudconsumptionby
largeenterprisecustomers.Theresearchenhancesourunderstandingoftheadoptionofcloudandother
disruptiveservicesandintegratestheperspectivesofbuyersandsellers.

Thenexttwochaptersdealwithapertinentandverycurrenttopicforthecommercialarea:omni-
channel.Thus,Chapter10,whichisentitled“EvaluatingtheBenefitsofOmnichannelRetail:ASystem-
aticLiteratureReviewFocusedonConsumers,”evaluatesthebenefitsofanomnichannelretailstrategy
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throughasystematicliteraturereviewfocusedonconsumer-relatedconcepts.Thischapterfollowsan
exploratorymethodology,tocollectandanalyzeavailableliteratureonomnichannelretail,whichalso
focusesonconsumers.Theresultshavebeenreviewedthroughascientometricanalysisandanin-depth,
qualitativeanalysis,tohighlightthemainresearchareasandfindunderexploredtopics.Withthischapter,
theauthorsarebringingasignificantscientificcontribution,byidentifyingandfillingaresearchgap.
Infact,thepresentsystematicliteraturereviewhighlightstheconsumerperspectiveandhighlightsnew
researchareasthatotherauthorsareencouragedtoexploretofurtherenrichtheomnichannelliterature.

Chapter11,“Omni-ChannelChallengesandOpportunitiesforProfitableCustomerRelationship,”
focusesonthefashionindustryandseekstoanalyzethechallengethatthissectorfaceswhenunifying
theoperationsofphysicalandvirtualstores-customerservice/supportcenters,communication/market-
ing,logisticsmanagement,amongothers,toaddevenmorevaluetotheconsumerexperienceand,at
thesametime,establishacompetitivedifferentialinthemarket

“TheRole in InterpersonalCompetencyonOnlinevs.OfflineShopping:AStudyConducted in
China”isthenameofchaptertwelvewhichinvestigatestheroleofinterpersonalcompetencyononline
versusofflinebehavior.Threeexperimentswereconducted,comparingtheintentionoftwogroupsof
participantswithhighandlowlevelofinterpersonalcompetencies.Theauthormeasuredtheprefer-
encesofonlineversusofflinesourcesofinformation,thepreferencesofonlineversusofflineshopping
platforms,andthepreferencesbetweenhighlytrustedversuslesstrustedonlineplatforms,allonbipolar
scalesspeciallydesignedforthisresearch.Theresultsshowsthatparticipantswithlowerlevelofinter-
personalcompetencieswillindeedpreferonlinesourcesofinformationandretailplatforms,andthey
willalsofavormoretrustedshoppingplatforms.Basedonthoseresults,severalmarketingimplications
weredrawn.

Stillontheonline,thefollowingchapter,“DeterminantsofWomenOnlineBuyingBehavior:An
ExtensionoftheTAMModel,”basedontheTechnologyAcceptanceModel,attemptstooutlinethe
factorsinfluencingthebuyingdecisionsofwomenconsumers.Thestudythrowslightonvariousfac-
tors,namelytechnology,security,socialmedia,convenience,buyingintentionswhichinfluencewomen
purchasingdecisions.Thepaperusesconveniencesamplingtoselect390sampleunitsandusesPearson
correlation,linearregression,multipleregression,andSEMfortheanalysis.Theresultsshowedthat
technologicalfactors,convenience,andsecuritysignificantlyaffectedbuyingintentionsofonlinewomen
consumers.Inturn,buyingchoicessignificantlypositivelyimpactedbuyingdecisions.However,social
mediawashavingapooreffectontheirbuyingintentions.Thestudyhasseveraltheoreticalandpractical
implicationsforfuturemarketingresearchers.

Chapter14,“TheEffectofSocialMediaMarketingonLuxuryBrandPurchaseIntention,”investi-
gatesimpactofsocialmediamarketingonconsumersonlinepurchaseintentioninthecontextofluxury
brands.Againstthetheoryofplannedbehavior,theoryofreasonedactionandsocialexchangetheory,
aconceptualframeworkwasconstructedwithsocialmediamarketingasindependentvariable,luxury
perceptionasmediatorandonlinepurchaseintentionasdependentvariables.Thisstudyemployedan
explanatory researchandquantitativemethod.Empiricaldatawascollectedusing self-administered
onlinequestionnaireanddatawascollectedfromsampleof211Malaysianonlineshoppersofluxury
brandsusingsnowballsampling.Thecollecteddatawassubjectedtonormalityandreliabilityassess-
mentfollowedbyconfirmatoryfactoranalysis,validityassessmentandstructuralequationmodelling
usingAMOS24.

Marketingcommunicationcontributestothesaleofproducts,services,ideas,andtouristdestinations,
amongotherelements.Thereareseveralexamplesofsuccessfulcases.Chapterfifteenpresentsthecase
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study“ALendadoGalodeBarcelos”asanexampleofafilmandphotographicrecordenhancingthe
touristdestinationinnorthernPortugal(i.e.,Barcelos).Thefilmrecoversthehistory,culture,photogra-
phy,andimagesofoneofthemostimportantlegendsofportugueseterritoryandrepresentativeofthe
popularcultureofBarcelos.Filmtourismisausefultoolforpromotingandsellingtouristdestinations.
Itisalsoanimportantdifferentiatingfactorinthemarketingofterritoriesatthelevelofmarketingof
places.Inaninterdisciplinaryperspective,thischapter,“Film-InducedTourismandSellingStorytell-
inginDestinationMarketing:TheLegendoftheRoosterofBarcelos(Portugal),”presentsinputsfrom
tourism,marketing,andlocaldevelopment.

Inthepostmodernworld,marketinghasbecomeaphenomenonthatcannotbereducedtothesales
managementandcustomerrelations.Becausebrandsareindividualsofthesociety.Asaresult,brands
needtocreateanimageandaholisticstructure.Theaimoflastchapter,“CommunicatingImages:A
DiscussiononthePositioningStrategyofVolvoCarsandtheModelSS(SuperSafe)Recommendation,”
whichisbasedonthisreality,istocriticizethemarketingstrategyofVolvoCarsinaccordancewith
practice,thentodevelopamodelthatiscompatiblewiththebrand’simageanddevelopamarketingmix
forit.Inthisstudy,thecurrentmarketingpolicyofVolvoCarsandespeciallytheRDesignandPolestar
modelswereexaminedincomparisonwiththetopmodelsofitscompetingbrands.

José Duarte Santos
Accounting and Business School, Polytechnic of Porto, Portugal
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ABSTRACT

So far, academic research and subsequent publication of the results on how to audit salesforce is almost 
non-existent. As a result, the objective of this study is to identify the main themes associated with the man-
agement of the salesforce, using a literature review of the main academic journals and reference books. 
A historical review of auditing, its origins, and evolution was performed, followed by an identification 
of the main themes. The main themes identified were recruitment and selection of salespeople; training 
and education of salespeople; motivation of salespeople; and leadership, compensation, performance, 
and territorial allocation of salespeople.

INTRODUCTION

Historical Review of Audit

The term audit derives from the Latin “audire” which means to listen. Over the years, the term auditing 
has been used with various meanings, all of them related to control, validation, inspection, and review. 
Although there are different beliefs about the origin of auditing, several authors consider that the con-
cept of auditing, as it is known today, occurred with the industrial revolution. Santi (1988) considers 
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that with the industrial revolution the introduction of registers gave rise to auditing. With the growth of 
the economic activity of companies, the need for new investments from outside the organization arose. 
These investors were not inside the organizations and therefore felt the need to evaluate the profitability 
and security of their investments requiring that audits of these companies were performed. Over the 
years one has witnessed a general increase in world economic activity, globalization, and consequently 
competition between companies. This fact forces organizations to have more and more concerns about 
their management and how they use their resources. Thus, the economic development caused a change 
in the audit guidelines. Investors became more concerned with the future profits of their investments 
and auditors were forced to change their way of acting, focusing more on confirming and controlling the 
risks that affect organizations, and meeting investors’ expectations (Almeida, 2004). With this paradigm 
shift, organizations began to conduct audits to obtain the necessary information to support their decision-
making and evaluate their performance, consequently giving a new meaning to audits. Arens (2012) 
considers auditing as an act of gathering and analyzing collected information, to verify the congruence 
between the information and the criteria previously established. Over the years, in addition to financial 
audits, several types of audits have been developed, such as environmental, management systems, and 
operational audits, among others.

Knowing that marketing teams and sales teams usually work closely together in organizations, it was 
decided to describe this type of audit that could be considered like sales team audits. As explained by 
Honeycutt Jr (1996), marketing audits are considered operational audits, thus differing from financial 
audits and compliance audits. Operational audits aim to examine the effectiveness and efficiency of the 
activities carried out by the organizations’ managers. One of the first definitions, which remains to this 
day, for marketing audits came from Kotler et al. (1977), who described it as a comprehensive, system-
atic, independent, and periodic examination of an organization’s marketing objectives, strategies, and 
activities of an organization, to identify areas or activities that are underperforming and to recommend 
actions to improve the organizations marketing performance. Unlike financial audits, which consist of 
analyses of accounts and accounting procedures that demonstrate the financial performance of the orga-
nization, marketing audits are a fundamental management control tool for organizations and contribute 
to planning and strategy definition. They not only focus on analyzing how the marketing department 
plays its role in pricing and advertising tasks but also on identifying where marketing resources are not 
being well applied and suggesting alternatives where those resources can be applied more efficiently 
(Brownlie, 1996). The marketing audit may have a central intelligence function, responsible for gather-
ing, synthesizing, analyzing, interpreting, and making recommendations on the main strategic marketing 
decisions. To this end, it should be used the various existing sources of information that in conjunction 
with the marketing audit procedures allow to establish a complete matrix with the recommendations 
and results obtained (Vaña & Černá, 2012). It should also be noted that marketing audits should evalu-
ate 6 main components concerning the organization’s marketing (Kotler and Keller, 2012): 1) market 
environment audit; 2) marketing strategy audit; 3) organizational marketing audit; 4) marketing system 
audit; 5) marketing productivity audit; 6) marketing functions audit. The marketing audit process is thus 
divided into two categories. An external audit, which focuses on aspects that the organization can hardly 
control (market environment audit), and an internal audit, which focuses on all issues that are under 
the full control of the organization (marketing strategy audit, organizational marketing audit, market-
ing system audit, marketing productivity audit, and marketing function audit) (McDonald, 2015). Both 
audits can be conducted by internal or external auditors, and it is up to the organization to choose. It is, 
however, important to ensure that the audit is independent, periodic, complex, and systematic (Kotler 
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et al., 1977). All organizations should perform marketing audits to improve their performance and the 
value perceived by their customers. However, this is still a new and underused activity for many organi-
zations. In addition to the problems and barriers to its implementation, the fact that some organizations 
use only some of the components and in a non-systematic way contributes to the lack of clarity regard-
ing its broad usefulness. However, this situation is evolving positively and these audits are increasingly 
used (Pimenta da Gama, 2011).

LITERATURE REVIEW

Sales Auditing

The literature review begins with an overview of publications that focus specifically on sales auditing.
According to Lendrevie et al. (1996), a sales force is a group of people who have as their main mis-

sion to sell the products and services through direct contact with potential customers, distributors, or 
prescribers. The activity of the sales force and consequently their management has been undergoing 
major changes in recent years. With technological development, globalization, and new trends in company 
management, it is essential that salespeople understand these changes and prepare for them considering 
that the sustainability of organizations relies directly on the sales they make. As an example of change, 
salespeople act more and more as builders of relationships with customers and less and less as simple 
order takers (Storbacka et al., 2009). The sales force plays a linking role between companies and their 
customers, a factor that gives them relevant importance for the success of organizations (Johnston & 
Marshall, 2021). They are one of the most critical and expensive marketing resources of organizations 
(Zoltners et al., 2008). Having a skilled sales force is one of the most important elements to their suc-
cess. As such, it is natural to realize that the correct management of sales force is one of the essential 
tasks of sales force managers (Churchill, Ford, & Walker, 1985). According to Jobber et al. (2019), the 
main responsibility of sales force managers is to ensure that the team efficiently performs its functions 
to maximize its effectiveness, optimize its costs, to achieve the goals set by the organization. To make 
this possible, it is the responsibility of sales force managers to pay attention to the following points that 
are decisive for the success of their teams (Zoltners et al., 2009): 1) define the goals of the sales force; 
2) make forecasts; 3) organize sales force teams in terms of size, structure, and territorial allocation; 4) 
perform selection and recruitment tasks; 5) promote training sessions; 6) motivate sales force; 7) evaluate 
and control their performance. It is therefore crucial that organizations pay close attention to how the 
task of managing sales force is performed, identifying the positive aspects, but mainly paying special 
attention to the less positive aspects and how they can be improved. Given the high costs associated with 
the activity of a sales force, the increase in its productivity should be closely and frequently monitored 
(Wilson, 2002). To this end, auditing the sales force management should be implemented in a structured 
and regular manner for achieving the organization’s objectives and improving its performance.

Like marketing audits, sales force management audits are a type of audit that has been somewhat 
forgotten by researchers and organizations. The first study and so far, one of the few to address this 
topic comprehensively is the study developed by Dubinsky and Hansen (1981), where the first defini-
tion of sales audit is presented, as being a diagnostic tool, comprehensive and of systematic use, which 
is intended to assess the adequacy of the sales management process of an organization and suggest the 
necessary changes to improve its performance. It is further stated that these audits should be performed 
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periodically and by all companies, regardless of whether they are aligned with their objectives. Accord-
ing to Hutchison (2006), the main purpose of these audits is to identify and document the existing sales 
force management process, detect obstacles that interfere with the proper use of this process, measure its 
efficiency, and continuously reassess the process to detect possible improvements. These audits, besides 
being an excellent assessment tool, are important for organizations to convey strategic priorities and 
identify opportunities and weaknesses (Berry et al., 1991). Organizations that implement these practices 
tend to become more responsive to their customers’ needs and more able to provide them with added 
value, thus becoming more customer-oriented (Payne, 1988). Wilson (2002) states that auditing the 
management of the sales force is vitally important. Also, like Dubinsky and Hansen (1981), he suggests 
that the same audits should focus on aspects such as recruitment and selection, education and training, 
territorial and training, territory allocation, compensation, motivation, leadership, and performance, 
and a few others. It should be noted, however, that Dubinsky and Hansen (1981) indicate as the main 
themes of the sales force management audit: environment, planning system, organization assessment, 
and functions. All the previous themes are related to the management of the sales force and these topics 
partially encompass the ones mentioned by Wilson (2002) but are more comprehensive.

The next stage in the literature review is to study the books on sales force management and sales itself. 
For this purpose, we identified the books most used in higher education courses, which were published 
in reference publishers, and which are of academic scope.

• Johnston, M. W., & Marshall, G. W. (2021). Sales force management: leadership, innovation, 
technology (Thirteenth edition. ed.). Routledge. (Johnston & Marshall, 2021)

• Ingram, T. N., LaForge, R. W., Avila, R. A., Charles H. Schwepker, J., & Williams, M. R. (2020). 
Sales management: analysis and decision making (10th ed.). Routledge. (Ingram et al., 2020)

• Jobber, D., Lancaster, G., & Le Meunier-FitzHugh, K. (2019). Selling and sales management 
(Eleventh edition. ed.). Pearson. (Jobber et al., 2019)

• Zoltners, A. A., Sinha, P., & Lorimer, S. E. (2009). Building a winning sales force: powerful strat-
egies for driving high performance. AMACOM. (Zoltners et al., 2009)

• Spiro, R. L., Stanton, W. J., & Rich, G. A. (2008). Management of a sales force (12th ed.). 
McGraw-Hill/Irwin. (Spiro et al., 2008)

• Zoltners, A. A., Sinha, P., & Lorimer, S. E. (2006). The complete guide to sales force incentive 
compensation: how to design and implement plans that work. (Zoltners et al., 2006)

• Zoltners, A. A., Sinha, P., & Lorimer, S. E. (2004). Sales force design for strategic advantage. 
Palgrave Macmillan. (Zoltners et al., 2004)

• Honeycutt, E. D., Ford, J. B., & Simintiras, A. (2003). Sales management: a global perspective. 
Routledge. (Honeycutt et al., 2003)

• Noonan, C. J. (1998). Sales management. Butterworth-Heinemann. (Noonan, 1998)

Sales Management

The themes that were identified when analyzing the books are like those described in the publications 
on auditing sales force management:

• The first theme is associated with the recruitment aspects of salespeople, assuming the designa-
tions: sales force recruitment and selection; profiling and recruiting salespeople; selecting and 
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hiring salespeople; recruitment and selection in the sales force; acquiring sales talent; recruitment 
and selection. Given the previous sentences, the first theme is called recruitment and selection.

• The second theme is related to training and training activities and the expressions used to de-
scribe it are: sales training, objectives, techniques, and evaluation; developing effective training 
programs; developing, delivering, and reinforcing a sales training program; basic sales training; 
continual development of the sales force: sales training; training.

• The third theme is associated with salespeople’s motivation and their techniques, and the follow-
ing phrases were found: motivating the sales force; motivating through rewards and incentives 
motivation and reward system management; motivation and training. Because of the previous list 
of sentences, this theme is called motivation.

• The fourth theme is associated with the sales manager and how he leads the sales force. Among 
others, the phrases found were: the right sales manager; leadership of a sales force; sales leader-
ship, management, and supervision. The designation adopted for this theme is leadership.

• The fifth theme is linked to compensation and everything related to incentives, and the following 
phrases were obtained: sales force incentives; salesperson compensation and incentives; sales 
force compensation; compensation. This subject takes the simple designation of compensation.

• The sixth theme is broader and encompasses the aspects associated with salespeople’s perfor-
mance. The phrases found were: setting fair and realistic goals; evaluating a salesperson’s perfor-
mance; sales management by objectives; evaluating the effectiveness of the organization salesforce 
evaluation; salesperson performance: behavior, role perceptions, and satisfaction performance 
monitoring. Because of the previous sentences the designation adopted was performance.

• The seventh theme is related to the management of sales territories and the phrases obtained are: 
designing sales territories; sales territories. It was called sales territories.

Having identified the major themes underlying sales force management through literature review in 
previously listed reference books and peer-reviewed academic articles, one moves on to a more detailed 
study of each theme.

RECRUITMENT AND SELECTION

The selection and recruitment of the sales force consist of identifying the salespeople with the best 
profile for the available position (Churchill, Ford, & Walker, 1985; Johnston & Marshall, 2021). Given 
the consequences that mistakes in the selection and recruitment process can have on the organization’s 
performance, many sales force managers consider this to be one of their most important tasks. Depend-
ing on the size of the organization, the sales force manager may have the support of internal or external 
recruitment specialists, but it is his or her responsibility to intervene and monitor all stages (Johnston 
& Marshall, 2016).

According to Opatha (2010), the recruitment process aims to identify and raise a sufficient amount 
of qualified people according to the organization’s needs and selection aims to identify the right person 
for the available position (Gamage, 2014). While recruitment is the process of identifying and solicit-
ing potential candidates from within or outside the organization to be evaluated, selection begins when 
candidates with the ideal profiles are identified (Ekwoaba et al., 2015). For any organization, the task 
of recruiting and selecting salespeople is a very complex one. Defining the ideal profile of the desired 
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salesperson may seem simple, however, finding the one who comes closest to that profile is subjective 
and has a high margin of error. Furthermore, recruiting the salesperson with the ideal profile for the 
organization’s needs has a decisive impact on the performance of the sales force, the sales manager, and 
consequently the entire organization (Franke & Park, 2006; Raub & Streit, 2006).

The structuring of the selection and recruitment process is a task that allows maximizing the chances 
of success in choosing the right salespeople, minimizing the possibility of error and respective losses for 
the organization. Several authors, such as Ingram et al. (2015) and Jobber and Lancaster (2009) identified 
the following steps as being fundamental to this process: 1) job description and candidate profile defini-
tion; 2) identification of the recruitment channels used and the origin of the candidates; 3) elaboration 
of the interview script; 4) conducting the interviews; 5) conducting psycho technical tests and role-play.

Regarding the ideal salesperson profile, characteristics that enhance the achievement of high-perfor-
mance levels should be taken into consideration, such as previous experience as a salesperson, educa-
tional level, taste and willingness to travel, interpersonal skills, communication skills, problem-solving, 
relationship management, self-motivation, and proactivity (Ingram et al., 2015). However, to be able 
to identify these characteristics, it is first necessary to detail the position to be filled to identify which 
characteristics the salesperson should have (Johnston & Marshall, 2016), taking into account that the 
characteristics that best favor the performance of a salesperson vary from company to company, from 
industry to industry, according to the product, the tasks that the salesperson is expected to perform and 
according to the size of the performance expected for each of them (Walker et al., 1977). However, a 
salesperson’s performance can be considered as the result of a combination of factors such as aptitude, 
skills, motivation, job particularities, personal characteristics, and organizational and environmental 
factors (Churchill, Ford, Hartley, et al., 1985). Among the characteristics that a high-performing sales-
person must possess, there are some that sales force managers have no control over. Aspects such as 
past experiences, lifestyle, physical and demographic characteristics, personality traits, abilities, and 
skills, are intrinsic variables of each salesperson and managers cannot change them through training 
and coaching. Thus, it is essential to analyze all of these aspects, considering that they all have a direct 
influence on the salesperson’s performance (Johnston & Marshall, 2016).

Once the position has been described and the salesperson profile has been defined, it is necessary 
to identify the recruitment sources to be used. Among the wide variety of options, we can highlight 
the use of references from current employees, university recruitment, publication of ads in newspapers, 
employment websites or on the company’s website, social media ads, or the use of recruitment compa-
nies. Generally speaking, companies use more than one of these methods in their recruitment processes. 
However, the choice of methods to be used will depend on the position to be filled, the financial resources 
available, and the internal recruitment tools available. The best method would be to use all of them to 
identify which ones are the best match, bearing in mind that each one of them has its advantages and 
limitations, depending on certain situations and realities of the organization. Because each organization 
has its own experience and reality in terms of recruitment, an analysis should be made of the different 
recruitment processes that have been carried out to understand which ones worked best. Once identified, 
the organization should privilege them over others with worse results (Sinha & Thaly, 2013).

As a result of the recruitment process, the candidates who, in the first phase, best match the desired 
profile will be identified. The next phase after recruitment is the selection phase, where the sales force 
manager must select the candidate who best matches the desired profile. Several authors consider that 
more than one selection method should be used simultaneously to obtain the best results and make the 
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best decisions when choosing the ideal seller (Cron et al., 2005; Dubinsky et al., 1999). Among the most 
used selection methods, the following can be highlighted:

• Application forms: The preparation of an organization’s application form is a task that will fa-
cilitate the analysis and comparison of the candidates’ profiles in the first phase. Its first objective 
is to gather the candidates’ main information, such as experience, education, interests, physical 
aptitude, etc. Secondly, these forms will help the sales force managers to prepare the interviews 
with the candidates. Sometimes the data provided by candidates on these forms, raise questions or 
interests that should be explored in interviews.

• Interviews: Interviews, which can be structured or unstructured, allow managers of the sales 
force to evaluate the communication skills, reasoning, sociability empathy, and ambition of candi-
dates to understand whether the candidate possesses the desired characteristics for the position to 
be filled. In addition, interviews are an excellent tool to complement and evaluate information that 
has been provided in the application form. In structured interviews, candidates are subject to the 
same questions and respective sequence, thus facilitating their analysis and comparison with other 
candidates. Unstructured interviews, on the other hand, are preferably used when you want the 
interviewee to speak freely about certain topics. Some studies suggest that structured interviews 
are more effective in predicting the success of a candidate compared to unstructured interviews.

• Psychometric tests: One of the most widely used tools to detect personality traits and mental 
abilities of candidates are psychometric tests. These tests can be designed to measure the intel-
ligence, aptitudes, and personality traits of candidates for a sales position.

• Reference Validation: Before making the job offer to the selected candidate, the sales force man-
ager, or the recruiting manager, should try to validate the references provided by the candidate 
in the application form. This task can help verify a person’s true identity and validate his or her 
employment history. Based on the results obtained by applying the various methods to help select 
the ideal candidate, the sales force manager should make his or her decision regarding the ideal 
candidate. If it is not possible to find a candidate who meets all the requirements that were identi-
fied as important for the position, it will be necessary to evaluate the strengths and weaknesses of 
each one, what may or may not be tolerable, what may or may not be improved with training, and 
make his decision. Currently, there is a great deal of competition among companies that want to 
attract qualified new candidates for available sales positions. In addition, organizations must be 
prepared to lose some of their most qualified salespeople to opportunities that may arise. For these 
reasons, given the high costs that the organization may incur as a result of poor recruitment, these 
tasks are increasingly an important one for the sales force manager.

Overall, there seems to be some evidence that indicates that the auditing of the recruitment and selec-
tion should have at least three items. The first one is the mandatory description of the role and activities 
to be performed in a detailed manner. The second one is the identification of the ideal profile of the 
salesperson to be selected for the position to be filled and the third one is the use of application forms, 
interviews, psychometric tests, and reference validation as selection methods.
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TRAINING

When talking about recruitment and selection processes for salespeople and in particular the profile they 
should possess, it is often questioned whether good salespeople are born with these characteristics or 
whether it is possible to endow them with them. Novell et al. (2016) consider that, although there are 
intrinsic characteristics common to great salespeople, the education and training component is funda-
mental to the development and maintenance of these skills. Nowadays customers place high importance 
on the salesperson being honest, trustworthy, proactive in solving their problems, and above all having a 
deep knowledge of the products they sell. For this to be possible, the company must invest in the training 
of its sales force (Kotler & Keller, 2012). Moreover, aspects such as difficulties to focus on priorities, 
knowing how to listen, identify customers’ needs, low motivation, lack of planning and poor knowledge of 
the company’s products and services are factors that negatively influence the salespeople’s performance 
and can be avoided through training (Ingram et al., 2015).

The process of training salespeople consists of the steps of assessing training needs, defining objec-
tives, designing the training program, evaluating training results, and following up with salespeople. Each 
of these steps is interrelated and dependent on all the others, and the sales force manager must ensure 
that all steps are conducted effectively and that in a timely and relevant manner all salespeople receive 
training that will improve their skills, knowledge, and attitudes (Ford, 2003). Depending on the size, 
culture, or policies of the organization, this activity may be the responsibility of the training department 
or the sales force manager himself. However, regardless of who is responsible, the intervention of the 
sales force manager in the stages of needs assessment, goal setting, program design, evaluation, and 
follow-up is fundamental (Honeycutt et al., 1994). At the stage of training needs assessment, there are 
three aspects that the sales force manager should consider. First, he must identify the team members who 
should attend the training program. Second, he must clearly define the main scope of the training to be 
prepared. Lastly, you must define the structure of that training program (Johnston & Marshall, 2016).

Although the objectives of sales training may vary from organization to organization, generally 
speaking, the main objectives are to increase salespeople’s performance, improve morale, reduce the 
likelihood of abandonment, enhance customer relationship skills, and improve salespeople’s selling, 
time, and territory management skills (Jantan et al., 2004; Román et al., 2002). Given the importance 
and benefits that sales training can have for organizations, goal setting should involve the participation 
of the sales force manager, the trainer, and experienced salespeople. Each of them has their own experi-
ence and perspective on what the objectives of the training should be, and their input is positive. The 
top management of the organization should also be involved in goal setting to ensure that the training 
meets the goals of the organization itself (Honeycutt et al., 1993). Once training objectives have been 
identified, it is easier to develop a training program to meet them. The more specific and measurable 
the objectives are, the more successful the training program will be (Churchill, Ford, & Walker, 1985). 
According to Noonan (2010), both new salespeople and those who have been with the organization for 
some time should be the target of training, and these actions should be properly planned and address 
topics such as: 1) The company, its products, and markets where it operates; 2) Attitudes that affect the 
salespeople’s performance; 3) Habits and attributes that contribute to improving the performance of the 
sales force; 4) Technical sales skills; 5) Sales psychology.

The organization will have to decide whether to develop its training program or use specialized training 
providers but must ensure that the training program reflects the long-term goals of the organization and 
meets the objectives set earlier. Depending on the needs assessment and the objectives, the organization 
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can choose from a variety of training methods. Among the most commonly used are on-the-job train-
ing, individual coaching, classroom training, and seminars (Johnston & Marshall, 2016). Depending on 
the training method desired and the objectives set, the organization can choose between using external 
or internal trainers. The advantages of internal trainers are that they are very knowledgeable about the 
organization’s procedures, policies, and products, making it easier for them to communicate the train-
ing message. On the other hand, external trainers may be experts in the field of sales training and bring 
new ideas and methods that could benefit the organization (Ingram et al., 2015). After the training is 
done, it is important to evaluate its effectiveness. This evaluation will aim to analyze the impact that 
the training had on the trainees and the organization and to understand if the proposed objectives were 
achieved. If the results have not been what was expected, it becomes necessary to understand, through 
evaluation, where the programs can be improved. For the results of training to last, sales force managers 
need to follow up with their salespeople over time. The sales training process is a continuous process, and 
salespeople must be continuously monitored to maintain the skills, knowledge, and attitudes expected 
by the organization. To this end, sometime after the training, sales force managers must monitor their 
salespeople in the field to reinforce the importance of the concepts and practices covered in the training. 
The importance of the evaluation of the training and the follow-up of the salespeople is such that it can 
be considered that without them, the training process is not complete (Ingram et al., 2015).

Finally, it is important to mention that regardless of the methodology used, the experience, the num-
ber of years of service of the salespeople, and the topics to be addressed, these training should be held 
with regularity, responding to possible new product launches, changes in the market of operation, the 
emergence of new technologies or other issues that may interfere with the good performance of the sales 
force (Johnston & Marshall, 2016).

Given all that has been mentioned so far, one may suppose that in the audit of the training component 
three activities should be evaluated. The first activity that should be evaluated is training new and cur-
rent salespeople on topics such as the company its products and markets, habits, attributes, and attitudes 
that influence salesperson performance, technical and sales psychology skills. The evaluation of the ef-
fectiveness of training should also be included in the audit process. Last, one should also be monitoring 
the activity and knowledge validation of salespeople.

MOTIVATION

One of the most classic definitions of salesperson motivation came from (Walker et al., 1977) who 
consider motivation to be the amount of work a salesperson is willing to put into each of the activities 
or tasks associated with his or her job. In many cases, sales force members are the only people in the 
organization who have any contact with their customers. Consequently, they end up representing an image 
of the organization to the outside world. Thus, organizations that can keep their teams motivated have a 
greater chance of conveying a better image and maintaining a better relationship with their customers, 
creating lasting relationships (Ozimec & Lišanin, 2011). According to Johnston and Marshall (2016), 
one of the most influential aspects of salespeople’s performance is their motivation. On the other hand, 
organizations that fail to keep their salespeople motivated to run the risk that they end up spending too 
much time on the wrong tasks, which can consequently negatively affect the team’s productivity and 
performance. For this reason, one of the most important functions of sales force managers is to manage 
the motivation of their teams to maximize their performance. Considering the importance of salespeople’s 
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motivation in their performance and consequently, in the organizations’ results, several motivational 
theories have emerged over the years.

One of the main and most studied is the Expectancy Theory which was proposed by Vroom (1964). 
This theory argues that an individual’s motivation is influenced by expectancy, instrumentality, and 
valence variables and has a framework to guide many of the decisions sales force managers must make 
when designing their salesperson motivation programs (Johnston & Marshall, 2016). Expectancy refers 
to an individual’s belief that performing a certain amount of work, will translate into performance. In-
strumentality to the belief that certain performance will give rise to a reward (monetary or otherwise). 
And valence to the belief that a given reward will lead to personal fulfillment (importance that is at-
tributed to the reward by those who receive it), and it can be said that valence represents the attractive-
ness of the reward (Khusainova et al., 2018). In other words, to keep their teams motivated and ensure 
high-performance levels, sales force managers should set achievable work goals and enticing rewards 
so that salespeople feel that with the effort they will be able to reach performance levels that will bring 
them the rewards they seek for personal fulfillment. However, to make this strategy operational, sales 
force managers must consider factors that influence salespeople’s perception of variables, expectation, 
instrumentality, and valence. These can include the personal characteristics of each salesperson, their 
ambitions, environmental and market reality contingencies, and the organization’s policies and procedures 
(Johnston & Marshall, 2016). In addition to Vroom’s expectations theory (1964), other theoretical ones 
have been the subject of several studies in the area of commercial management. Ingram et al. (2015) find 
that almost every action and decision made by sales force managers can influence or affect the motivation 
of their sales force. The salespeople they hire, the policies and goals they set, the training they promote, 
and the way they communicate and lead are among the most important factors. In addition, they must 
also consider that environmental factors beyond their control can influence the motivation of their teams.

The results obtained from the preliminary literature review reveal that auditing the motivation theme 
requires the evaluation of the following activities: start with the identification of methods or techniques 
for managing salespeople’s motivation; using the expectations and personal needs of each salesperson as 
a motivational tool; lastly, one should monitor salespeople’s performance to detect motivational changes.

LEADERSHIP

Ingram et al. (2015) define sales leadership as a set of activities performed by people in organizations, 
usually top managers, to influence others to achieve common goals for the benefit of the sales force and 
the organization. Unlike people management, leadership is an emotional process in which people are 
positively influenced to go in a certain direction voluntarily (Larsen et al., 2000). Sales force managers, 
given their hierarchical position, exert a high degree of influence on their salespeople. Depending on the 
type of relationship they foster, the leadership style they adopt, or their behaviors toward salespeople, their 
actions positively or negatively influence the satisfaction, motivation, effectiveness, and performance 
levels of their salespeople (Yammarino, 1997). To maximize the gains, they can make from the influence 
they exert on their salespeople, sales force managers must know and how to apply the different leadership 
styles that exist. The two most classic styles are the transactional leadership style and transformational 
leadership style (Ingram et al., 2015). In transactional leadership, the sales force manager behaves like 
a boss who sets goals and rewards proportional to the level of performance without caring about the 
motivations or problems of his sales force. In transformational leadership, the sales force manager be-
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haves like a leader and develops his strategy taking into account the characteristics and motivations of 
his team members, and uses his influence to inspire and motivate his teams to achieve high levels of 
performance (Dubinsky et al., 1995).

There are, however, other leadership styles such as coercive, authoritarian, affective, democratic, 
stimulative, and coaching styles. Each one of them has its characteristics and their suitability varies ac-
cording to the situation. The biggest mistake a sales force manager can make is to adopt a leadership style 
that suits him/her instead of making this choice according to the situation in which he/she is involved. 
Several studies show that sales force managers who have the emotional intelligence skills that allow them 
to choose the most appropriate leadership style and can use four or more leadership styles, using each 
one according to the situation in which they find themselves, are those who can achieve the best levels 
of performance and promote the best organizational climate (Goleman, 2000). To develop this ability, 
sales force managers should use coaching sessions on emotional intelligence in the areas of self-control, 
self-criticism, motivation, empathy, and interpersonal relationships (Jobber & Lancaster, 2009).

It is irrefutable from the literature presented above that there are activities that require a consistent 
evaluation and should be included in the sales force management audit. Two stand out and they are: as-
sessment of the sales force manager’s knowledge of different leadership styles; use of different leadership 
styles depending on the situation.

COMPENSATION

The performance of sales force is not only affected by factors intrinsic to salespeople, such as their skills 
and abilities, but also by the compensation system used by the organization. Salespeople’s compensa-
tion has a direct impact on their motivation and consequently on their performance. As such, managers 
of the sales force must spend a significant amount of time designing compensation systems for their 
salespeople that promote their motivation to achieve better results (Churchill, Ford, & Walker, 1985). 
According to Gobe et al. (2010), compensation consists of payment to an individual in exchange for a 
certain task or services provided by that individual for a person or organization.

The main methods of remuneration for salespeople that exist are fixed salary remuneration, exclusive 
commission remuneration, and a combination of a fixed base salary plus commissions or bonuses upon 
achievement of certain objectives, the latter being the method most commonly used by most organizations 
(Johnston & Marshall, 2016). However, it is important to note that in addition to financial remuneration, 
organizations must use non-financial benefits to remunerate their sales force. These types of benefits, 
such as travel, health insurance, career advancement opportunities, recognition, and training, have a 
positive impact on attracting new and better salespeople and retaining existing ones (Schlechter et al., 
2015). According to Küster and Canales (2011), the way fixed salary and incentive compensation is de-
fined influences the organization. In their study, salespeople who were paid with a greater emphasis on 
fixed salary showed better individual performance, while those who were paid with a greater emphasis 
on incentives appear to be more striving. Thus, the combination of a fixed salary that conveys security 
to the salesperson and incentive motivation will make the salesperson better able to achieve his or her 
results, making the organization more efficient. An ideal compensation system should not only meet the 
needs of the salesperson but also of the organization itself. Thus, from the organization’s point of view, 
the compensation system for salespeople should be adjusted to the sales volume produced by the sales 
force while maintaining a proportion of the organization’s profits. It should be sufficient to encourage 
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and motivate salespeople to perform necessary sales tasks such as increasing sales of a particular product, 
it should be able to attract and retain the best salespeople for the organization, and it should be flexible 
enough to be managed according to the organization’s priorities over time. On the other hand, from the 
salespeople’s point of view, the compensation system should convey a feeling of fairness of treatment 
among salespeople, with equivalent rewards for equivalent workloads, it should convey stability to 
salespeople and at the same time be ambitious and motivated by allowing them to achieve high rewards 
for superior performances (Ingram et al., 2015; Ingram et al., 2020; Zoltners et al., 2006).

Given the large impact on the motivation of the sales force and consequently, on the performance 
of organizations, sales force managers should pay special attention to how these rewards are calculated 
and distributed (Jobber & Lancaster, 2009). Salespeople are in many cases the main or only interlocu-
tors with customers and as such building lasting relationships with customers is in their hands. When 
organizations succeed in creating and maintaining a motivated and skilled sales force, the likelihood of 
building productive and lasting relationships with customers increases, with a positive impact on the 
organization’s profitability. It is also important for sales force managers to periodically readjust and 
update existing compensation systems considering factors both external and internal to the organization. 
On the one hand, the emergence of competing companies with more attractive compensation systems 
may cause changes in the motivation and performance of the organization’s salespeople and lead to the 
departure of some of them. On the other hand, the change in the organization’s objectives, the difficulty 
of a salesperson to achieve a certain objective, or the appearance of new products, may imply the need 
to review the salespeople’s remuneration systems so that they achieve the expected results (Ingram et 
al., 2015; Ingram et al., 2020; Zoltners et al., 2006).

The three most obvious findings to emerge from the analysis identified the following activities that 
should be evaluated in a sales force management audit. The first one is the verification of a flexible and 
balanced compensation system consisting of financial and non-financial components. The second one 
is the use of bonuses and incentives as a motivational tool and the third carrying out periodic readjust-
ments and updates of the compensation system.

PERFORMANCE

The concept of sales force performance has been the subject of many studies over the years, and there 
are several opinions about what should be taken into consideration in a performance evaluation.

Generally, we can consider the performance of a sales force as a set of behaviors that contribute to 
the achievement of organizational goals (Johnston & Marshall, 2021; Spiro et al., 2008; Zoltners et al., 
2009). According to Shepherd and Rentz (1990) sales performance is a consequence of the combination 
of several variables, among them, the salespeople’s sales skills, their motivation, the clear perception of 
the function to be performed, the territorial allocation, and the management support. Thus, it is possible 
to conclude that to achieve high sales performance, it is not enough for organizations to have salespeople 
with high sales competencies if they are not motivated or if a correct territorial allocation is not made. 
On the other hand, salespeople with low sales competencies can achieve high levels of performance if 
they are highly motivated and working in an excellent territory or with active monitoring by manage-
ment (Rentz et al., 2002).

Choosing the most appropriate determinants for performance evaluation in each of the organiza-
tions is not a simple task. According to Singh and Koshy (2010), sales force performance evaluation 
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models cannot be applied generically, given that each organization has its own sales process reality. 
Alternatively, performance evaluation models should be adapted to each organization, which should 
choose the variables considered most relevant for performance evaluation. To evaluate the performance 
of salespeople, sales force managers must first know what they are for, how they should conduct them, 
and how they can use the information obtained from these evaluations. In evaluating the performance 
of salespeople, both quantitative and qualitative indicators can be used. Quantitative indicators refer to 
aspects such as sales volume, the number of new customers gained, the profitability of sales made, or 
the number of visits made, while qualitative indicators refer to aspects such as salespeople’s motivation, 
their knowledge about the organization’s products, and services, personality traits, their relationship with 
customers or their selling skills (Jobber & Lancaster, 2009). Evaluating the performance of salespeople 
is an extremely valuable task for sales force managers. More important than allowing them to obtain 
information regarding the performance of individual salespeople in quantitative and qualitative terms, 
these evaluations can be used to obtain important data useful for promoting the performance of the or-
ganization in general and the salespeople in particular (Ingram et al., 2015; Levinson, 1970) Thus, in a 
sales force performance evaluation it is possible to: a) Understand if the current compensation system of 
salespeople is adjusted with their performance levels; b) Understand if the current compensation system 
of salespeople is adjusted with their performance levels; c) Identify salespeople who should be promoted 
or fired, providing evidence to support these decisions; d) To understand if any salesperson has training 
needs in any specific area; e) Identify criteria or characteristics that should be used to improve future 
recruitment processes; f) Motivate salespeople; g) Relate the performance of sellers with the organiza-
tion’s goals; h) Helping vendors to set goals for their careers; i) Improve salespeople’s performance.

Performance appraisal plays a highly important role in improving the performance of salespeople 
and implicitly of the organization. As such, sales force managers must have the necessary knowledge to 
take advantage of the potential of this tool. Regarding the evaluation process, both the evaluator and the 
evaluated should participate in it, and its results should be presented, explained, and discussed to ensure 
that they are understood. If it is necessary to set new objectives or assign new tasks, it is essential that 
the appraisee is consulted and agrees with them. Finally, this evaluation should be conducted at least 
annually and its structure should be reviewed periodically to reflect potential organizational or market 
changes (Johnston & Marshall, 2016).

As mentioned in the literature review, when auditing the performance theme three activities should be 
evaluated. The first activity consists in evaluate the use of quantitative and qualitative metrics to measure 
salespeople’s performance. For the second activity, the literature proposes the analysis of the results of 
the performance evaluation to identify areas for improvement in the performance of salespeople. The 
last activity consists in evaluating if the results of the assessment are presented, explained, and discussed 
with each salesperson.

TERRITORY ALLOCATION

The territorial assignment of salespeople, aims to assign accounts and their sales activities to particular 
salespeople or sales force (Zoltners & Sinha, 2005). If well designed, it can enhance better customer 
coverage, increase sales, promote adequate performance, and reduce the travel costs of salespeople 
(Hervert-Escobar & Alexandrov, 2018). Given the major implications that this activity has on the sales 
force performance and consequently on the organization’s results, which according to Zoltners and Sinha 
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(2005) may increase the organization’s sales by 2 to 7% without any change in resources or sales strat-
egy, it is essential that sales force managers pay special attention to it regularly (Babakus et al., 1996).

Depending on the structure of the organization and the sales force, the territorial allocation can be 
done by geographical, by product, by the market, or by sales activity criteria (Ingram et al., 2015; In-
gram et al., 2020), the most important thing is to ensure that each salesperson is assigned an identical 
territory in terms of potential and amount of work needed to achieve the expected results (Shanker et 
al., 1975). It is also possible to combine geographic, product, market, and sales activity criteria, creating 
more complex and more flexible scenarios in assigning salespeople to territories (Ingram et al., 2020; 
Johnston & Marshall, 2021; Zoltners et al., 2004, 2009). To get the most out of sales territories, sales 
force managers should adopt territory definition procedures that support the territorial assignment of 
salespeople (Shanker et al., 1975). In these processes, they should take into consideration such aspects 
as the sales potential of the territory, characteristics of the salespeople, existing types of customers or 
potential customers, existing distribution channels, costs to cover the territory, and required turnover 
(Macdonald, 1982). By ensuring fairness between sales territories, managers will be able to make a 
fairer evaluation of their salespeople’s performance and salespeople will more easily perceive the fair-
ness of treatment by the organization, a factor that is usually a precondition for high levels of morale 
and motivation of the sales force (Zoltners & Sinha, 2005).

Considering that this activity affects the morale, motivation, and implicitly the performance of the 
salespeople and the organization, it is essential that sales force managers pay special attention to these 
aspects. It is often necessary to make readjustments in sales territories and consequently in the territo-
rial assignment of salespeople to improve their performance. Among the factors that may drive the need 
for these readjustments, we can highlight the launch of new products, demographic changes, changes 
in the size or structure of the sales force, the need to balance the effort required from salespeople, and 
the emergence of strategic change of competing companies and customers (Zoltners & Sinha, 1983).

The main indicator of the need to make territorial readjustments is the reduction in sales volume. 
However, before proceeding to a territorial readjustment based on a reduction in sales volume, the sales 
force manager should properly analyze the causes that may have driven this reduction, considering that 
it may have originated from other factors. To be able to act timely and accordingly, sales force manag-
ers should monitor their salespeople’s activity regularly so that they can add other relevant information 
to their analysis of sales volume data. In the face of this analysis, if the manager decides to make any 
readjustment in the sales territories, he should properly explain the reasons to the salespeople and include 
them in this process by using their experience and knowledge for the process.

The above literature review found that the following activities should include in a sales force man-
agement audit. There should be clear procedures for defining territories and respective allocation of 
vendors; there should exist a procedure to monitor the daily activities and the identification of potential 
opportunities in sales territories. Lastly, a periodic review of sales territories and their allocation should 
be performed.

CONCLUSION

The existing literature on sales force auditing fails to identify the main themes and it suffers from a 
scarce and outdated bibliography. It is worth mentioning that there a very few academic articles whose 
title is specifically about auditing sales force management. Previous studies were also unsuccessful to 
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consider the unique complexities faced in auditing the sales force and the contextual factors that influ-
ence sales force activities. In the bibliography, only a few articles were identified that focuses on this 
theme. Having previously stated that the bibliography studied is scarce and outdated, it is nevertheless 
necessary to point out that this bibliography consists of irrefutable and unavoidable works. This study is 
one of the first research to review in detail the main themes that should be part of a sales force manage-
ment auditing and the results of the literature review show that seven major themes should be included: 
recruitment and selection, training, motivation, leadership, compensation, performance, and territory 
allocation. This study has been unable to demonstrate the previous results by other authors. Although 
this finding has some resemblances to previous studies there are also some relevant differences.

For each theme, the literature review clarified which activities should be subject to evaluation. In 
auditing the recruitment and selection: a) Description of the role and activities to be performed in a 
detailed manner; b) Identification of the ideal profile of the salesperson to be selected for the position to 
be filled; Use of application forms, interviews, psychometric tests, and reference validation as selection 
methods. In the audit of training: a) Training new and current salespeople on topics such as the company 
its products and markets, habits, attributes, and attitudes that influence salesperson performance, technical 
and sales psychology skills; b) Evaluation of the effectiveness of training; c) Monitoring the activity and 
knowledge validation of salespeople. In the audit of the compensation: a) Identification of a flexible and 
balanced remuneration system consisting of financial and non-financial components; b) Use of bonuses 
and incentives as a motivational tool; c) Carrying out periodic readjustments and updates of the remu-
neration system. In auditing the motivation: a) Identification of procedures for managing salespeople’s 
motivation; b) Using the expectations and personal needs of each salesperson, as a motivational tool; 
c) Monitoring salespeople’s performance to detect motivational changes; In the audit of the leadership: 
a) Assessment of the sales force manager’s knowledge of different leadership styles; b) Use of different 
leadership styles depending on the situation. In auditing the performance: a) Use of quantitative and 
qualitative metrics to evaluate salespeople’s performance; b) Analysis of the results of the performance 
evaluation to identify areas for improvement in the performance of salespeople; c) Presenting, explain-
ing, and discussing the assessment results to each salesperson. In auditing the territorial allocation: a) 
Identification of procedures for defining territories and respective allocation of vendors; b) Monitoring 
of reality and identification of opportunities in sales territories; c) Periodic review of sales territories 
and their allocation.

Given the discrepancy in the results obtained from the literature review and previous studies, the 
proposals indicated above must be empirically validated.
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KEY TERMS AND DEFINITIONS

Compensation: All the payments a salesperson receives for their work.
Leadership: Sales leadership is the art and science of managing the strategic direction of the sales 

activities and salespeople and managing the sales organization to achieve sales objectives.
Motivation: Refers to the amount of effort a salesperson is willing to expend in the sales function. 

Some salespersons are self-motivated, where others need to be motivated to perform.
Performance: Is the effectiveness of the sales force or the salespeople, both individually and, in the 

sales activities; the capability to accomplish sales goals.
Recruitment: A procedure that includes the designing of job descriptions, advertising positions, 

screening candidates, preparing interview materials, and scheduling interviews.
Sales Territory: Is described as a group of present and potential customers assigned to a salesperson 

or a group of salespersons at a given period.
Training: Sales training entails the development of skills and techniques associated with building 

and exploring new sales opportunities, as well as closing sales.
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ABSTRACT

Salespeople play a key role as they are the link between companies and their clients. This means that 
sales managers must be increasingly concerned about managing their teams to maximize their results. 
Therefore, to ensure best practices and promote their performance, companies should periodically au-
dit the management of their sales team. The main objective of the present study is to identify the most 
relevant activities for sales managers and build an audit procedure to evaluate their performance and 
identify potential gaps that need to be rectified to promote their success and companies. Seven themes 
were identified as being the most relevant to the activities of sales managers. From this information, a 
qualitative method through face-to-face interviews with sales managers was used, which allowed the 
construction of an audit procedure that evaluates the performance of salespeople and can be applied 
by any company.

INTRODUCTION

The literature on auditing sales team management is scarce, old, and somewhat outdated. A search in 
academic bibliographic databases with the terms “sales audit” or “sales auditing” limited to the title, 
abstract, or keywords yields an irrelevant result. A more incisive search reveals a background article by 
Dubinsky and Hansen (1981), with the title “The Sales Force Management Audit”, which is the only 
relevant reference. Given the results described, it is fair to conclude that this line of research has been 
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neglected and requires an update. This stems from the fact that the last publication is more than four 
decades old and because there are only a small number of publications that address this topic. Therefore, 
there has been a steady lack of interest in the topic of sales team management auditing. This is intrigu-
ing because sales teams are in many industries and sectors the “true face” of the organization and they 
can play a fundamental role in the development of the business and have a direct impact on profitability.

LITERATURE REVIEW

Lendrevie et al. (1996) define a sales team as a group of people who sell products and services through 
direct contact with potential customers, distributors, or prescribers. Salespeople are sometimes the linking 
between companies and their customers, a reason that gives them significant prominence for the success 
of companies (Johnston & Marshall, 2016), and they are a critical and expensive marketing resource 
(Zoltners et al., 2008). Hence, a lot of attention must be paid to how the salespeople’s management is 
performed. Given the high investments required by salespeople’s activities, a monitoring procedure 
should be implemented to evaluate their efficiency and such monitoring procedure should be performed 
frequently and with some proximity (Wilson, 2002).

As previously mentioned, the first and most important study was carried out by Dubinsky and Hansen 
(1981), in which the authors present the definition: a sales audit is a diagnostic instrument, comprehensive 
and of systematic use, aimed to assess the suitability of the sales management process and recommend 
the required adjustments to enhance performance. The authors further stated that sales audits should be 
performed periodically and by all companies. Hutchison (2006) supports the ideas described above, stat-
ing that the main purpose of a sales audit is to find and describe the sales management process, identify 
impediments that interfere with the appropriate execution of the sales process, analyze and measure its 
efficiency, and continuously reevaluate it to diagnose probable enhancements.

Wilson (2002) and Dubinsky and Hansen (1981) claim that auditing the management of the sales 
team should concentrate on the themes recruitment and selection, education and training, territorial 
and training, territory allocation, compensation, motivation, leadership, performance, and a few others. 
Nevertheless, one remark must be made regarding the previous sentence. The main themes of the sales 
team management audit proposed by Dubinsky and Hansen (1981) are environment, planning system, 
organization assessment, and functions. All the previous themes are related to the management of the 
sales team and these topics partially encompass the ones mentioned by Wilson (2002) but are more 
comprehensive. The analysis of the main books on sales team management supports the statements of 
the previous authors, taking away that the themes that stand out the most are recruitment and selection, 
training, motivation, leadership, compensation, performance, and territory design. The following books 
were consulted for analysis purposes: Johnston and Marshall (2021), Ingram et al. (2020), Jobber et al. 
(2019), Zoltners et al. (2009), Spiro et al. (2008), Zoltners et al. (2006), Zoltners et al. (2004), Noonan 
(1998), and Churchill, Ford and Walker (1985). The themes identified are like those described in the 
publications on auditing sales team management and can be classified into seven categories: 1) recruit-
ment and selection; 2) training; 3) motivation; 4) leadership; 5) compensation; 6) performance; 7) ter-
ritories. Given the results obtained, the following formulation is proposed as a first research proposition.

• RP 1: A sales team management audit should be focused on recruitment and selection, training, 
motivation, leadership, compensation, performance, and territories.
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After the identification of the major themes underlying sales team management through literature 
review in the reference books listed above and in peer-reviewed academic articles, a more detailed study 
of each theme is presented in the following sections.

Recruitment and Selection

The selection and recruitment of the sales team involve identifying the salespeople who have the pro-
file that best matches the available position (Churchill, Ford, & Walker, 1985; Johnston & Marshall, 
2021). The sales manager may have the help of internal or external recruitment experts, nevertheless, 
it is his or her responsibility to oversee the entire process. (Johnston & Marshall, 2016). Opatha (2010) 
states that the recruitment process seeks to find and raise a sufficient number of qualified people with 
a profile appropriate to the needs of the functions to be performed and selection aims to distinguish the 
right salespeople (Gamage, 2014). The same concept is supported by Ekwoaba et al. (2015). One im-
portant remark comes from knowing that recruiting the salesperson with the ideal profile has a critical 
effect on the performance of the sales team, the sales manager, and the entire company (Franke & Park, 
2006; Raub & Streit, 2006). Darmon and Shapiro (1980) add another pertinent argument, stating that 
many companies could significantly increase their overall profitability by investing more in salespeople 
recruitment and selection.

Ingram et al. (2015) and Jobber and Lancaster (2009) claim that are four sequential phases essential 
to the process: 1) job description and profile definition; 2) recruitment channels identification and the 
origin of the candidates; 3) interview script creation; 4) interviews execution; 5) psychometric tests and 
role-play. A previous study by Salsbury (1982) suggests a five-step to help ensure selection of the right 
salespeople: 1) construct a solid job description; 2) increase the recruitment pool; 3) examine the ap-
plicant’s record; 4) utilize psychological tests; 5) conduct an in-depth interview.

One well-known reference that is often cited in research asserts that the characteristics, aptitudes, 
and skills of salespeople are relevant to the performance of sales activities but the identification of 
those requires that previously one describe and detail the position, the functions, and the activities to 
be executed. Only then it is possible to get a match between the characteristics, aptitudes, and skills of 
salespeople and the position, functions, and activities to be performed (Johnston & Marshall, 2016). 
Still, the performance of salespeople is the result of mixed factors such as aptitude, skills, motivation, 
job peculiarities, personal characteristics, and organizational and environmental factors (Churchill, 
Ford, Hartley, et al., 1985). To increase the process complexity, it is necessary to remember that there 
are some factors that sales managers have no control over such as past experiences, lifestyle, physical 
and demographic characteristics, personality traits, abilities, and skills, and these are closely tied to the 
performance level of salespeople. Hence, it is crucial to analyze these factors (Johnston & Marshall, 
2016). As an example of the complexity and the lack of an adequate number of studies, one must look at 
the results of Feng et al. (2020), where the authors conclude that higher education has a negative effect 
on salesperson capability and sales performance, and they also find that sales experience with another 
employer (i.e., prior experience) is positively related to capability enhancement and sales performance. 
Loveland et al. (2015) suggest that personnel selection is more efficient than training in the long term, 
as indicated by the variations in job and career satisfaction. Factors believed to influence salesperson 
performance have been explored in several studies. Verbeke (1994) found salespeople’s personality 
traits – in particular, the capacity to elicit information from others, to self-monitor, and to adapt dur-
ing conversations – are great predictors of performance. Farías et al. (2017) introduced the concept of 
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Salesperson Lifetime Value which comprises different aspects of a salesperson’s contributions to the 
company’s success, and it can be a management tool to assist in understanding the long-term cost and 
benefit of recruitment. Another procedure was also devised by Darmon (2017).

Once the job description and the salesperson profile have been defined, one must proceed to the 
recruitment sources to be used. There are a wide variety of options, and one can highlight the use of 
references from current employees, university recruitment, publication of ads in newspapers, employment 
websites or on the company’s website, social media ads, or the use of recruitment companies (Noonan, 
1998). The next phase after recruitment is the selection phase, where the sales manager must select 
who best matches the profile, and research reveals that more than one selection method should be used 
simultaneously to achieve good results (Cron et al., 2005; Dubinsky et al., 1999). Among the most used 
selection methods, the following can be highlighted (Churchill, Ford, & Walker, 1985; Ingram et al., 
2020; Jobber et al., 2019; Johnston & Marshall, 2021; Noonan, 1998; Spiro et al., 2008): 1) Application 
forms; 2) Interviews; 3) Psychometric tests; 4) Reference Validation.

Overall, there seems to be some evidence that indicates that the auditing of the recruitment and selec-
tion should have at least three items. The first one is the mandatory description of the role and activities 
to be performed in a detailed manner. The second one is the identification of the ideal profile of the 
salesperson to be selected and the third one is the use of application forms, interviews, psychometric 
tests, and reference validation as selection methods. Because of the previous sentences, one proposes 
three research propositions related to the recruitment and selection of salespeople.

• RP 2.1: A sales management audit should have a detailed description of the position and activities 
to be performed.

• RP 2.2: The recruitment and selection process should have an ideal profile of the salesperson to 
be selected for the position to be filled.

• RP 2.3: The selection process should use application forms, interviews, psychometric tests, and 
reference validation as selection methods.

Training

Although there are intrinsic characteristics common to salespeople with great performance, training is 
fundamental to the development and maintenance of these skills (Krishnamoorthy et al., 2005; Novell 
et al., 2016). The process of training comprises a set of stages that start with assessing training needs, 
defining objectives, program design of training, evaluating training results, and follow-up. These stages 
are interrelated and dependent on each other, and the sales manager must ensure that all steps are con-
ducted effectively in a timely and relevant manner, assuring that all salespeople receive training that will 
improve their skills, knowledge, and attitudes (Ford, 2003). Attia et al. (2013) propose a simpler model 
based on the stage that allows sales managers to establish: 1) training needs for salespeople; 2) training 
impact on trainees; and 3) training impact on the company.

Training can be carried out by the internal training department, by outside companies, or by the 
sales manager, but the involvement of the sales manager in the stages of needs assessment, goal setting, 
program design, evaluation, and follow-up is essential (Honeycutt et al., 1994). At the stage of training 
needs assessment, the sales manager must identify the salespeople who should attend the training pro-
gram, define the main scope of the training, and define the structure of the training program (Johnston 
& Marshall, 2016). The objectives of sales training may vary but in general, the main objectives are 
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to enhance salespeople’s performance, increase morale, reduce the likelihood of salespeople turnover, 
improve customer relationship skills, and improve sales, time, and territory management skills (Jantan 
et al., 2004; Román et al., 2002). Training programs should be recurrent, targeting new salespeople 
and those who have experience in the organization (training a subset of the sales team can be a highly 
effective strategy (Atefi et al., 2018)), and the training activity should be properly planned, and focus 
on topics such as (Noonan, 2010): 1) The company, its products, and markets where it operates; 2) At-
titudes that affect the salespeople’s performance; 3) Habits and attributes that contribute to improving 
the performance of the sales team; 4) Technical sales skills; 5) Sales psychology.

Once the training is concluded, it is valuable to assess its effectiveness which aims to examine the 
training influence on the salespeople and the organization and to understand if the objectives were ac-
complished. To achieve this, after the appropriate time has elapsed sales managers must supervise their 
salespeople in the field to reinforce the concepts and practices covered in the training activities. Sales 
training has costs and its usefulness must be evaluated (Honeycutt et al., 2013). Consequently, and ac-
cording to the sentences written above, three research propositions have been formulated.

• RP 3.1: Sales training should include new and existing salespeople and focus on topics such as 
the company, its products and markets, habits, attributes, and attitudes that influence salesperson 
performance, technical skills, and sales psychology.

• RP 3.2: Sales training should be evaluated to measure its effectiveness.
• RP 3.3: Sales activities should be monitored, and salespeople’s knowledge should be validated.

Motivation

Walker et al. (1977) define motivation as the amount of work salespeople is willing to put into each of 
the activities or tasks associated with his or her job. Companies that maintain their teams motivated 
have a greater likelihood of communicating a better image and keeping a superior relationship with their 
customers, establishing enduring relationships (Ozimec & Lišanin, 2011). Johnston and Marshall (2016) 
support the idea that salespeople’s performance is mainly derived from their motivation. Consequently, 
the motivation of salespeople by sales managers to boost performance is a vital function. Over the years 
several theories of motivation have emerged: Herzberg’s Motivation Hygiene Theory (Herzberg et al., 
1959), Maslow’s Need Hierarchy Theory (Maslow, 1959), McGregor’s Participation Theory (McGregor, 
1960), McClelland’s Need Theory (McClelland, 1971), and Vroom’s Expectancy Theory (Vroom, 1964).

Ingram et al. (2015) discover that just about every single act and decision of sales managers an ef-
fect or changes the motivation of salespeople. The literature review reveals that the motivation theme 
requires the evaluation of the following research propositions.

• RP 4.1: The procedures for identifying and managing salespeople’s motivation are implemented.
• RP 4.2: The expectations and needs of each salesperson are used as a motivational tool.

Leadership

Ingram et al. (2015) describe sales leadership as a collection of actions performed by managers to persuade 
others to achieve objectives. Leadership is an emotional procedure in which salespeople are positively 
persuaded to act in a certain way (Larsen et al., 2000). Sales managers have a higher hierarchical position 

 EBSCOhost - printed on 2/9/2023 3:43 AM via . All use subject to https://www.ebsco.com/terms-of-use



26

Salesforce Management Auditing
 

and can exert a high degree of persuasion over their salespeople. This comes from their authority, explicit 
or implicit. Cialdini (2021) explains this phenomenon and has established an unambiguous relationship 
between authority and persuasion. Sales managers establish various types of relationships, leadership 
styles, and manners towards salespeople. As a result, their actions affect the satisfaction, motivation, 
effectiveness, and performance of salespeople (Yammarino, 1997).

Two of the most classic styles are the transactional and transformational leadership styles (Ingram et 
al., 2015). In transactional leadership, the behavior of the sales manager is like a traditional boss who 
sets objectives and rewards considering the performance level achieved, knowing that the motivations, 
difficulties, and changes are irrelevant. In transformational leadership, the sales manager is a leader. 
His strategy is defined as accounting for the characteristics and motivations of salespeople, and he 
uses his persuasion to inspire and motivate salespeople, aiming that with his help they reach a superior 
performance (Dubinsky et al., 1995). Leadership is one of the central themes in the management of 
sales teams and the subject of numerous studies. Panagopoulos et al. (2009) found that transformational 
leadership mediates the relationships between behavior-based control and key salesperson outcomes. 
Vieira et al. (2018) stated that transactional leadership behavior moderates positively the relationship 
between salesperson’s self-efficacy and customer satisfaction, word-of-mouth, and loyalty, and transfor-
mational leadership behavior negatively moderates the relationship between salespeople’s self-efficacy 
and word-of-mouth. Gao et al. (2020) observed that the importance of how sales managers lead sales-
people due to transformational leadership has profound effects on salespeople’s attitudes. Panagopoulos 
and Ogilvie (2015) also found that there are positive relationships between self-monitoring behaviors 
and thought self-leadership, thought self-leadership and self-efficacy, and self-efficacy and salesperson 
performance. Shannahan et al. (2012) contribute with the statement that sales performance is highest 
when salespeople are very coachable, very competitive, and under transformational leadership, and 
claim that that salesperson coachability fully mediates the relationship between transformational lead-
ership and sales performance. Ethical leadership and authentic leadership are also concepts with some 
relevance. DeConinck (2015) supports the idea that ethical leadership directly influences salespeople’s 
willingness to engage in extra-role behavior, organizational identification, turnover intentions, and at-
titudes and behaviors. Schwepker (2015) discovered that perceived ethical leadership both directly, and 
indirectly via sales team socialization, affects salesperson ethical values person-organization fit, which 
in turn affects salesperson performance. Additionally, together with ethical leadership and salesperson 
commitment to delivering value influence salesperson job stress. On the other hand, authentic leadership 
style as perceived by salespeople considerably predicted salespeople’s job engagement and psychological 
capital (Azanza et al., 2018).

According to Goleman et al. (2002) there are six emotional leadership styles: authoritative, coaching, 
affiliative, democratic, pacesetting, and coercive. Each one has its characteristics, and its suitability var-
ies according to the situation. The authors also state that sales managers should adopt a leadership style 
that suits the salespeople and the context involved and avoid the temptation and convenience of adopting 
a leadership style that is appropriate for them. Emotional intelligence plays a key role in this process. 
Research shows that sales managers who apply emotional intelligence in choosing an appropriate leader-
ship style and can use four or more leadership styles, applying each one in the context they are facing, are 
those who can contribute to superior performance and stimulate the greatest organizational environment 
(Goleman, 2000). It should be noted that emotional intelligence, unlike cognitive intelligence, has very 
significant scope for evolution. As such, emotional intelligence is a skill, not an aptitude. This skill is 
developed with coaching sessions on emotional intelligence in the areas of self-control, self-criticism, 
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motivation, empathy, and interpersonal relationships (Jobber & Lancaster, 2009). Given the literature 
review and the results obtained, two research propositions are proposed.

• RP 5.1: Assessment of sales manager’s knowledge of different leadership styles.
• RP 5.2: The sales manager applies different leadership styles depending on the context.

Compensation

To Gobe et al. (2010) compensation involves the payment to salespeople in exchange for a certain task or 
services provided. The performance of salespeople is affected by intrinsic factors, such as their skills and 
abilities, and also by the compensation system used by the company (Zoltners et al., 2006). Salespeople’s 
compensation has an immediate impact on their motivation and thus on their performance. Hence, sales 
managers should focus their efforts on designing and implementing compensation systems that stimulate 
motivation and achieve superior results (Churchill, Ford, & Walker, 1985).

There are three main methods of compensation. They are fixed salary, commission, and a combina-
tion of a fixed base salary plus commissions or bonuses upon achievement of certain objectives, the 
latter being the method most commonly used (Johnston & Marshall, 2016; Zoltners et al., 2006). One 
should note however that financial compensation should be complemented with non-financial benefits 
(Schlechter et al., 2015). Non-financial benefits – travel, health insurance, career advancement op-
portunities, recognition, and training – have a positive impact on appeal to new and great salespeople 
and to avoid turnover (Schlechter et al., 2015). Previous research from Küster and Canales (2011) has 
established that the weighting between fixed salary and the incentive compensation has a heavy impact 
on the company. Salespeople who were rewarded with greater prominence on fixed salary revealed better 
individual performance, while those who were rewarded with greater prominence on incentives seem to 
be more striving. Therefore, the weighting of a fixed salary that conveys security and the incentive that 
provides motivation will be probably a good solution. The best compensation system should satisfy the 
needs of the salespeople and the organization itself. From the organization’s perspective, the compensa-
tion system must be adapted to the sales volume while preserving a balance with the profits. From the 
salespeople’s perspective, the compensation system should send a feeling of justice regarding the treat-
ment among salespeople, with comparable rewards for comparable workloads, it must give stability to 
salespeople and simultaneous be ambitious and exciting by allowing them to achieve great rewards when 
reaching superior performances (Ingram et al., 2015; Ingram et al., 2020; Zoltners et al., 2006). It should 
be noted, however, that the change in the company’s objectives, the struggle to reach certain objectives, 
or the launch of new products, among other factors, may require a review of salespeople compensation 
system allowing them to complete the expected results (Ingram et al., 2015; Ingram et al., 2020; Zoltners 
et al., 2006). The three most evident findings emerge from the analysis of the compensation theme and 
lead to the following research propositions.

• RP 6.1: There is a compensation system that is flexible and balanced, composed of financial and 
non-financial parts.

• RP 6.2: The compensation system applies bonuses and incentives as a motivational tool.
• RP 6.3: The compensation system has periodic readjustments and updates.
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Performance

Salespeople’s performance is a set of behaviors that provide the accomplishment of organizational objec-
tives (Johnston & Marshall, 2021; Spiro et al., 2008; Zoltners et al., 2009). Shepherd and Rentz (1990) 
showed that sales performance is a result of the blend of various variables, including the salespeople’s 
selling skills, their motivation, the correct assessment of the function to be performed, the territorial 
allocation, and the management support. To accomplish superior sales performance a company needs 
more than recruit salespeople with high sales competencies, they also need to motivate them and set 
a proper territorial allocation. By contrast, salespeople with weak sales competencies can reach high 
levels of performance if they are motivated and working with proper territory allocation or with active 
supervising by sales managers (Rentz et al., 2002).

Setting the best determinants for performance evaluation is a complex and difficult task. Singh and 
Koshy (2010) stated that sales performance evaluation models cannot be applied generically, because each 
company has its own sales specificities. Hence, performance evaluation models should be tailored to the 
company, requiring a careful choice of variables relevant for performance assessment. The performance 
evaluation of salespeople requires the application of quantitative and qualitative indicators. Quantitative 
indicators denote criteria such as sales volume, the number of new customers gained, the profitability 
of sales made, or the number of visits made, whereas qualitative indicators represent criteria such as 
salespeople’s motivation, their knowledge about the organization’s products and services, personality 
traits, their relationship with clients or their selling skills (Jobber & Lancaster, 2009). The assessment of 
salespeople’s performance is a beneficial task for sales managers because allows them to use quantitative 
and qualitative indicators about the performance of salespeople, but also to obtain useful information for 
boosting the performance of the organization and salespeople (Ingram et al., 2015; Levinson, 1970). To 
take advantage of the instrument’s potential, sales managers must have the required expertise.

Focusing on the evaluation process, it is required and essential that the sales manager and the sales-
people participate simultaneously in the process. Its findings must be described, clarified, and reviewed 
to guarantee that they are understood (Johnston & Marshall, 2016). The authors also state that when is 
required to establish new objectives or perform new activities, salespeople should be heard, and they 
should agree with the challenges. It is also worth mentioning that the evaluation process should be per-
formed regularly, to reflect possible organizational or market shifts. The auditing of the performance 
theme requires the assessment of three activities and gives rise to the following research propositions.

• RP 7.1: The performance process applies quantitative and qualitative metrics.
• RP 7.2: The results of the performance evaluation are analyzed to help improve the performance 

of salespeople.
• RP 7.3: The results of the performance evaluation are presented, explained, and discussed with 

each salesperson individually.

Territories

The territories one seeks to attribute accounts and sales activities to specific salespeople or sales teams 
(Zoltners & Sinha, 2005; Zoltners et al., 2004). With a good territorial design customer interactions 
will be more efficient, performance will increase, and cost will be reduced (Hervert-Escobar & Alex-
androv, 2018). Zoltners and Sinha (2005) support that sales can increase by 2 to 7% with no variation 
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in resources or sales strategy, and therefore is indispensable that sales managers dedicate some effort 
regularly (Babakus et al., 1996).

The elementary territorial allocation can be done by geographical, by product, by the market, or by 
sales activity criteria (Ingram et al., 2015; Ingram et al., 2020). Territorial allocation can also be done 
by applying a combination with the methods listed above, designing more intricate and more adaptable 
scenarios (Ingram et al., 2020; Johnston & Marshall, 2021; Zoltners et al., 2004, 2009). The most important 
requirement is to safeguard that all salespeople have a territory with the same sales probability and effort 
required to attain the objectives (Shanker et al., 1975). Other factors must also be considered, such as 
territory sales volume, salespeople characteristics, current types of customers or prospective customers, 
current distribution channels, and expenses to cover the territory (Macdonald, 1982). Equality between 
sales territories assures a fairer salespeople performance evaluation which ensures that the salesperson 
perceives that the organization has an impartial assessment, a precondition for high levels of morale and 
motivation (Zoltners & Sinha, 2005). When performance improvement is required readjustments in sales 
territories should be made, caused by new products, demographic variations, sales team size or structure 
modifications, equilibrium the effort required from salespeople, and strategic moves from competing 
companies and customers (Zoltners & Sinha, 1983). The key factor that indicates the need to make 
territorial readjustments is sales volume reduction, but it should only be done with a previous examina-
tion to identify the causes that drive that reduction. Sales managers must check salespeople’s activities 
regularly to act timely and accordingly. Once the sales manager decides to adjust the sales territories, 
the reasons to do so should be explained to the salespeople. The above literature review found that three 
activities should be included in a sales team management audit resulting in three research propositions.

• RP 8.1: There are procedures for defining territories and the respective allocation of salespeople.
• RP 8.2: The activities are monitored and identification of opportunities in sales territories are set.
• RP 8.3: A periodic review of sales territories and their allocation is implemented.

METHODOLOGY AND RESEARCH METHOD

The first step in conducting scientific research is the identification of a problem, whether theoretical or 
practical (Marconi & Lakatos, 2003). It was specifically in this context that the main objective of this 
research was identified. During the research, it was identified a literature scarcity on audit procedures 
for sales management. Hence, the objective of this research was the identification of the most relevant 
themes and the formalization of procedures to be adopted in a sales management audit. The research 
hypotheses were identified and supported throughout the literature review and were described previously.

A qualitative methodology was chosen, using semi-structured interviews, which allow for a more 
discovery-oriented approach and are useful when do not exist consistent theoretical tools (Yin, 2009), and

is characterized by allowing to get participants’ opinions, providing greater flexibility for the researcher 
and a more complete understanding of the population perspectives (Johnson, 2015). An interview script 
was prepared to gather information on the seven themes to be included in a sales management audit 
procedure, resorting to semi-structured interviews, specifically, interviews with experts, namely sales 
managers. This study is exploratory and was done in Portugal.

For the selection of the interviewees, the criterion was that they had relevant experience in sales 
team management. Nine personal interviews were conducted, with an average duration of one hour and 
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fifteen minutes, mostly face-to-face, except for one that was conducted by videoconferencing and one 
by telephone. The interviews began with a clear explanation of the purpose of the research, and it was 
reinforced that the purpose of the interview was to collect opinions about the topics addressed. Before 
the interviews began, the participants were also asked whether they intended to remain anonymous as 
to their name and the company in which they work. All participants had higher education and extensive 
experience in managing sales teams (average of 12 years) in companies of various sizes and types of sales. 
The following table includes a summary of the questions and the corresponding research propositions.

Continued on following page

Table 1. Questions and the related research propositions.

Question Research 
Proposition

1. Does the organization have defined policies regarding responsibility for recruiting and selecting salespeople? 
2. Do you agree that there should be a documented procedure regarding the recruitment and selection process of 
salespeople? 
3. Which of the following phases should comprise the process of recruiting and selecting salespeople? (i. 
Description of the job and its activities; ii. Identification of the desired candidate profile; iii. Identification of the 
recruitment channels to be used; iv. Conducting interviews and psychometric tests; v. Analysis of the information 
obtained concerning the candidates; vi. Selection of the best candidate.) 
4. In which of these phases should the sales team manager have responsibilities or intervene?

RP 1 
RP 2

5. Should the organization have defined policies regarding responsibility for the education and training of 
salespeople? 
6. Do you agree that there should be a documented procedure regarding the process of training and coaching 
salespeople? 
7. Are you of the opinion that the procedure for training and coaching salespeople should encompass any of the 
following phases? (i. Training needs assessment; ii. Definition of training objectives; iii. Development of the 
training program; iv. Evaluation of the training results; v. Follow-up) 
8. In which of these phases should the sales team manager have responsibilities or intervene? 
9. Which of the following topics should sales training cover? (i. The company, its products, and the markets in 
which it operates; ii. Attitudes that affect salespeople’s performance; iii. Habits and attributes that contribute to 
improving the performance of sales teams; iv. Technical sales skills; v. Psychology of sales)

RP 1 
RP 3

10. Do you find it helpful for the organization to have a documented procedure for managing salesperson 
motivation? 
11. Should the sales manager have the autonomy to manage factors such as territory allocation, goals, and rewards 
to influence the motivation of salespeople? 
12. Considering the importance of the motivation of the salespeople for the success of the organization, do you 
think that it is important that the sales team manager carries out any of the following considerations in the scope 
of his/her activity. (i. Amount of work required vs. performance desired; ii. Desired performance vs. Rewards 
assigned; iii. Rewards awarded vs. personal fulfillment of each salesperson) 
13. Do you agree that the sales team manager should know and be able to understand the expectations and 
personal needs of each member of his/her team?) 
14. How should this information be used in motivational terms? 
15. Given the close relationship between motivation and salespeople’s performance, do you think that 
salespeople’s performance should be monitored to detect and predict possible changes in their motivation? 
16. If a reduction in the performance of a salesperson occurs, what measures should be taken in motivational 
terms to reverse the situation?

RP 1 
RP 4

17. Do you think it is important that the sales manager receives training in leadership? 
18. In your opinion, what is the main function of a leader? 
19. Do you know the transactional and transformational leadership styles? Can you describe them? 
20. Of the following leadership styles, please indicate the ones you know (See Goleman)? 
21. Do you identify and use any of these leadership styles? In which situations? 
22. As a leader, the sales team manager is faced daily with different situations that require different reactions. Is it 
important that the sales team manager can adapt the leadership style according to the situation he/she is facing? 
23. Do you think that leadership training could help you in this task?

RP 1 
RP 5
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RESULTS AND DISCUSSION

In this section, the face-to-face interviews data is analyzed to examine if the research propositions are 
confirmed or not. After reading each of the interviews the information was condensed, grouped, and 

Table 1. Continued

Question Research 
Proposition

24. Does the organization have defined policies regarding salesperson compensation? 
25. Do you think that the sales manager should have the autonomy to define the compensation and incentive 
system of his salespeople? 
26. If you have indicated in question 2 that you should have some autonomy, please describe. 
27. Do you think it is important that the compensation system for salespeople includes any of the following 
components? (i. Financial - Fixed Salary; ii. Financial - Incentives; iii. Non-Financial) 
28. In your opinion, which of the following issues should be taken into consideration when defining the different 
components of the compensation system? (i. The ratio between work required and rewards awarded; ii. Personal 
motivations of each salesperson; iii. Capabilities of the salespeople; iv. Sales territories) 
29. Considering that compensation has a close connection to salespeople’s motivation, do you find it useful to use 
it for this purpose? 
30. The compensation system should be flexible to the extent that, for example, it can be used as a motivational 
tool to drive the sale of a particular product? 
31. In your opinion should the compensation system be reviewed periodically to respond to situations such as: 
(i. Changes in the organization’s products; ii. Changes in the organization’s financial objectives; iii. Motivating 
salespeople with difficulty in achieving goals; iv. Market changes; v. Appearance of potential competitors)

RP 1 
RP 6

32. Do you think it is useful for the organization to have defined policies for evaluating the performance of 
salespeople? 
33. Should the sales team manager be responsible and involved in the process of appraising the performance of 
salespeople? 
34. Do you think it is important to use quantitative and qualitative metrics in evaluating the performance of your 
salespeople? What kind of quantitative metrics should be used? 
35. Regarding qualitative metrics, select the ones that in your opinion should be used in evaluating salespeople’s 
performance: (i. Motivation of salespeople; ii. Knowledge about the organization’s products and services iii. 
Personality traits; iv. Customer relationships; v. Sales skills) 
36. From the results obtained in the performance evaluation of salespeople, what kind of actions should be taken 
and for what purpose? 
37. In your opinion, to what extent should salespeople be involved in the performance appraisal process? 
38. At the end of the performance appraisal, do you think it is important to ensure that the results have been 
perceived by the appraisees? How can you ensure this?

RP 1 
RP 7

39. Does the organization have defined policies regarding responsibility for the territorial assignment of 
salespeople? 
40. Do you agree that there should be a documented procedure regarding the salespeople’s territorial assignment 
process? Describe how the territorial assignment should be carried out. 
41. Should any of the following be taken into consideration in the salespeople’s territorial allocation process? 
(i. The sales potential of the territory; ii. Characteristics of the salespeople; iii. Types of existing customers or 
potential customers; iv. Existing distribution channels; v. Cost of territory coverage; vi. Billing required) 
42. Do you think it is important that the strategies for each of the territories are clearly defined and known by all 
the salespeople? 
43. Should sales territories be periodically reviewed to make territory readjustments that may be identified as 
necessary? 
44. Do you think that the sales team manager should supervise the activity of the salespeople to understand the 
difficulties and opportunities of the assigned territories and make decisions of territorial readjustments? 
45. Do you agree that the territorial allocation should be reviewed whenever situations such as: (i. Launch of 
new products; ii. Demographic changes; iii. Changes in the structure or size of the sales team; iv. Changes in the 
competition; vii. Changes in customers)? 
46. Should salespeople be informed and clarified about the territorial readjustment’s reasons?

RP 1 
RP 8
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synthesized to build an analysis matrix. It was then analyzed and interpreted to detect response patterns, 
and the following results were obtained.

Three research propositions were proposed for the recruitment and selection theme. It was verified 
that all interviewees considered the importance of job description and its activities as preeminent for 
the sales manager. It was also clear that the detail and clarity with which it is carried out will be of 
great importance for the success of the recruitment and selection process. Considering the consistency 
of the responses, one must conclude that this activity has great importance for the sales manager’s per-
formance and should be validated in an audit. All the respondents, except for number five, considered 
it essential that the sales manager analyze the sales position to identify the salespeople profile that best 
fits it. Given the uniformity of responses, one must conclude that this activity should be validated in an 
audit. Proceeding to the selection methods, interviews were the only method unanimously considered 
fundamental by all respondents and their preparation was a determining factor. Application forms and 
reference validation were considered useful in certain circumstances by four of the interviewees, and 
psychometric tests were not recommended for recruiting and selecting salespeople by seven of the in-
terviewees. Although some homogeneity in the responses was found, only one of the selection methods 
was unequivocally considered important.

Next is the training theme. Regarding the topics that training courses for salespeople should address, 
all the interviewees considered it important that they address all the topics described. Based on the an-
swer’s homogeneity the existence of training in these subjects is supported. Regarding the effectiveness 
of training, the interviewees revealed that regardless of the method used for the evaluation, the impor-
tance resides in its existence because only then will be possible to realize if the results were as expected 
or if it is necessary to take some action. In terms of supervising salespeople to validate their acquired 
knowledge, all interviewees considered this action fundamental and useful to detect the topics where 
salespeople need to reinforce their knowledge. Therefore, all three activities should be incorporated in 
a sales auditing procedure.

Moving on to the motivation theme, the following conclusions were obtained. Overall, the interviewees 
did not agree with the formalism of the procedure but stated that motivation by the sales manager is a 
very important task. Thus, this should be investigated further, since the interviewees rejected the formal-
ism of the procedure, but expressed the importance of motivation. The interviewees demonstrated that 
the sales manager should know and use the personal expectations of salespeople as a motivational tool. 
Consequently, this activity should be validated in the audit. All the interviewees deemed it essential that 
the sales manager monitor salespeople on several factors, including their performance and motivation. 
This activity should also be validated in the audit.

The next theme is leadership which includes two research propositions. For the first one, it was shown 
to be very important that managers of sales teams have knowledge about various leadership styles and 
know how to use them. For the second one, the interviewees clearly stated that it is fundamental for the 
manager to be able to adapt his or her leadership style to the situation he or she is facing. To develop 
this skill, regular leadership training was indicated as very important. In conclusion, the two should be 
included in the audit.

Moving on to the topic of compensation, there are three additional research propositions. Interviewees 
unanimously claim the importance that the compensation system includes financial and non-financial 
components, which convey stability and at the same time are attractive to stimulate salespeople. In ad-
dition, all interviewees stated that there must be a balance between the work required and the rewards 
they are given. Also, all interviewees regard as useful and effective the use of prizes and incentives as a 
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method of motivating salespeople. For the last one, all interviewees stated that the compensation system 
review is necessary for various reasons, but the frequency of this review must be greater than one year. 
Therefore, and based on the results all three should be included in the audit.

The next theme is performance, and it also includes three research propositions. In a significant way, 
interviewees considered it fundamental that the sales manager uses quantitative and qualitative metrics 
in the performance evaluation, and they should be defined considering the reality of the organization. 
Interviewees similarly stated, based on the performance evaluation carried out, that sales managers should 
analyze the data and identify situations that must be improved to prepare an action plan that promotes 
the improvement of results. The previous two activities should be included in the audit. Interviewees 
believe that after performing the evaluations is very important that the sales manager promotes meetings 
where these results are presented, explained, and discussed so that the salespeople are elucidated. As for 
the format, they said that depending on the organization’s reality, this meeting may be individual or in a 
group. Although the individual format was not confirmed, given the importance given to the presenta-
tion and explanation of results, further research on this item should be made.

The last theme is territories and has three research propositions. Most interviewees say that a docu-
mented procedure is essential regarding the territorial allocation of salespeople and that it should be 
clear and known by the whole team. They also consider significant sales manager supervision to identify 
difficulties and opportunities in the sales territories assigned to salespeople. Seven interviewees stated 
that in certain situations readjustments should be made in the territorial allocation and the territories 
themselves. The main reasons that lead to revisions are changes in the structure or size in the sales team, 
having been verified some dispersion of opinions to the other reasons identified in the question. Unani-
mously, interviewees backed the statement that revisions must be properly explained to those affected. 
Consequently, all three should be included in the audit.

Research proposition one remains to be evaluated. This can be done after the validation of the seven 
themes, which occurred in the previous paragraphs. As such, and because of what was described above, 
with the interviewees having agreed with the seven proposed themes, it is admissible that an audit of 
sales team management has as themes recruitment and selection, training, motivation, leadership, com-
pensation, performance, and territories.

CONCLUSION

Going back to the goals defined at the beginning of this research – identify the most relevant themes 
underlying the activity of sales managers – it is now possible to sum up the conclusions, and the main 
findings are relevant, and the implications are substantial.

First, the scarcity and outdated literature on this subject must be emphasized. This allowed us to real-
ize that there have been no advances in research on this subject, given the scarcity of scientific papers 
published. As a result of the literature review, it was also possible to identify that the main themes were 
recruitment and selection of salespeople, training, the motivation of salespeople, their leadership, the 
definition of the compensation system, the performance evaluation, and territories as critical activities. 
Based on that information, an interview script was built that addressed all the themes and their speci-
ficities and using semi-structured interviews, it was possible to explore the various themes to obtain the 
interviewees’ opinions based on their experience.
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In the recruitment and selection of salespeople, it was possible to conclude that the sales manager 
should have a decisive intervention in the job description and definition of the desired salesperson 
profile. It was also concluded that it is essential that the sales manager uses selection methods such as 
interviews. In the training of salespeople, it was concluded that sales managers should provide regular 
training to their salespeople to enable them to develop the knowledge and skills necessary for superior 
performance. It was also concluded that monitoring salespeople is an excellent tool for detecting training 
needs. It has been shown that salespeople’s motivation should be a concern for sales managers, know-
ing its implications on salespeople’s performance. Sales managers must oversee the performance of 
salespeople to detect signs that indicate motivational problems to correct them promptly. Also, the sales 
manager should be concerned with knowing the expectations and personal needs of his team members 
and use this information as a motivational tool. As for leadership, it was shown that the sales manager 
should undergo recurrent training to develop the necessary skills and to be able to adapt his leadership 
style to the situations he faces, getting the best out of the team at each moment. As for compensation, 
sales managers should provide a balanced compensation system consisting of financial and non-financial 
components that convey stability on the one hand and are attractive on the other. This system should be 
reviewed and updated periodically. He should use also the motivational value of incentives to drive sales 
and reward performance. Referring to the performance evaluation of salespeople, it was shown that the 
sales manager should develop an evaluation system based on qualitative and quantitative metrics that 
allow him to evaluate their salespeople and identify the points in which they should improve their per-
formance. Furthermore, it was concluded that the sales manager should ensure that the evaluation results 
are presented and properly explained to salespeople. In territorial allocation, there must be a clear and 
objective procedure for salespeople’s territorial allocation and that sales managers must be concerned 
with building balanced territories, in terms of potential and effort, to provide equivalent conditions for 
all salespeople. To this end, and through supervision, the sales manager must identify the shortages and 
abundances of territories and periodically make the necessary adjustments to ensure this balance. All 
adjustments must be explained and communicated to salespeople.
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KEY TERMS AND DEFINITIONS

Compensation: What the salespeople receive for their work.
Leadership: Sales leadership is the art and science of supervising the sales activities and salespeople 

and managing the sales organization to achieve sales objectives.
Motivation: The amount of effort salespeople is willing to spend in sales functions.
Performance: Efficacy of salespeople in the sales activities or the capability to accomplish sales goals.
Recruitment: S procedure that includes the designing of job descriptions, advertising positions, 

screening candidates, preparing interview materials, and scheduling interviews.
Sales Territory: Group of present or potential customers assigned to salespeople at a given period.
Salespeople: A person who sells goods or services to members of the public or retailers or other 

intermediaries on behalf of a company; performs sales activities, service to customers activities, and 
information providing activities.

Training: Set of specific knowledge that is taught or acquired; teaching or learning a certain action 
or practice.
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ABSTRACT

The concept of sales management can be defined as a business activity that is focused on the implemen-
tation of sales and management techniques in the sales operations of a company. A new concept has 
been discussed in sales marketing (SMarketing). An SMarketing strategy intends to align marketing and 
sales with the objective of obtaining better efficiency and effectiveness in results, through communication. 
SMarketing can be defined as the possible combinations between commercials and marketing profes-
sionals. The concept can be materialized as follows: marketing messages stimulate target customers who 
are in turn visited by the sales force and/or when the sales force regains contact with potential consum-
ers, impacting them. Research on the subject is scarce and this study intends to carry out a systematic 
review of bibliometric literature (LRSB) of scientific and/or academic documents indexed in Scopus, in 
order to further clarify the knowledge and understand the practical implications as well as the lines of 
future research.

INTRODUCTION

Sales marketing (SMarketing) is a strategic concept that integrates sales and marketing teams and strategies 
to enhance effectiveness and performance. The concept results from the increasing competitive pressures, 
heightening customer demands, and shortening product life cycles that have prompted companies to de-
velop and embrace adaptive strategies that increase their competitive advantage. Consequently, Malshe 
and Ravipreet (2009) describe sales marketing as aligning sales and marketing functions towards shared 
strategic capabilities and goals to enhance inter-functional collaboration, coordination, and cooperation 
throughout strategic processes. Despite the inter-functional conflicts and differences in approaches on 
the marketplace, SMarketing requires sales and marketing teams to establish strong relationships to de-
velop and implement activities and procedures aligned towards enhancing organizational performance 
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in the market. Malshe (2011) explains that embracing a strong sales-marketing interface determines an 
organization’s capability to create, deliver, and communicate its value propositions to target and potential 
consumers. Therefore, SMarketing is based on the proposition that interdepartmental cooperation and 
communication can enhance organizational performance.

The increased attention on SMarketing in the current business environment can be associated with 
the heightened recognition of the need for a market-driven strategy that requires input from sales and 
marketing departments. Madhani (2016) contributes to this assertion by indicating that the sales and 
marketing interface can significantly influence the organization’s customers and revenue generation po-
tential. The strategic concept can reduce interdepartmental conflicts and improve communication, thus 
enhancing relationships and collaboration that lead to higher performance and productivity. However, 
Malshe (2010) argues that the sales and marketing interface is often affected by cultural differences, goals 
mismatch, physical separation, varying world perceptions, and turf barriers that often lead to disrespect, 
prejudice, and distrust between sales and marketing professionals. Consequently, despite the existence 
of the SMarketing concept, it is rarely implementing strategic business processes. Besides, Keszey and 
Wim (2016) note that there has been an overlap in the roles of sales and marketing persons, with more 
sales personnel making significant contributions to marketing and vice versa. Madhani (2015) admits 
that the sale-marketing interface is a new research field characterized by limited or unsystematic research 
studies. This argument indicates the existing knowledge gap regarding the effectiveness of SMarketing 
in research and business. Therefore, this Systematic Review of Bibliometric Literature (SRBL) aims to 
explore and analyse the existing knowledge on sales and marketing interface, its implementation, and 
implications in business.

METHODOLOGICAL APPROACH

As SMarketing gains popularity among business professionals, it is critical to building knowledge to 
facilitate evidence-based implementation. Xiao and Maria (2019) explain that reviewing relevant literature 
contributes to knowledge advancement and increases researchers’ and their readers’ understanding of 
the depth and breadth of the existing research on the topic of interest and identifying potential research 
gaps. Okoli (2015) further explains systematic literature review as “a systematic, explicit, [comprehen-
sive,] and reproducible method” used by researchers to identify, assess, and integrate research from 
researchers, scholars, and other professionals (p. 880). These explanations justify the use of Systematic 
Review of Bibliometric Literature (LRSB) as the methodology for this research since the researcher 
aims to gather, analyze, and synthesize data on the SMarketing concept, including its implantations, 
practical implications, and gaps for future research. Although significant research has been conducted 
on interdepartmental collaboration and cooperation and its impact on organizational performance, rela-
tively little attention has been paid to collaboration between sales and marketing departments (Madhani 
2016). Therefore, this research hopes to bridge this gap by synthesizing data from existing research on 
sales and marketing interfaces.

The bibliometric literature analysis follows a thorough methodological approach to ensure that the 
findings are accurate and implementable, the process involved eight steps recommended by Rosário & 
Raimundo (2021), Rosário et al., (2021), Raimundo & Rosário, (2021), summarized in Table 1.
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The researcher followed Thomé et al.’s (2016) recommendation of adopting a rigorous and well-
defined review process that follows protocols, including conducting comprehensive literature searches 
and explicitly describing the research steps transparently and scientifically.

The review process began with an extensive literature search on the Scopus until December 2021, due 
to the robustness and the peer-reviewed nature of the electronic database. However, we consider that the 
study has as a limitation only considering the SCOPUS database, thus excluding other academic databases.

The literature analysis focused on evaluating full-text documents using keywords “Sales Management” 
and “Sales Marketing.” The initial search identified 1156 documents, which were narrowed down to 11 
relevant documents through a thorough screening process (Table 2).

The search was limited to scientific and academic documents, including journal articles, conference 
papers, book chapters, and reviews published. These inclusion criteria focused on ensuring topical rel-
evance of the selected documents based on the specific indicators on the research topic. 11 documents 
were selected for inclusion and synthesis in the literature review, 8 of which were articles; 2 Conference 
Document; and 1 Letter.

PUBLICATION DISTRIBUTION

Peer-reviewed documents on the subject can be traced back to 1983-2021.

Table 1. Process of systematic literature review.

Fase Step Description

Phase One
Step 1 Formulate the problem

Step 2 Develop and validate the review process

Phase Two

Step 3 Search for relevant literature

Step 4 Search for inclusion

Step 5 Quality evaluation

Step 6 Data extraction

Step 7 Data analysis and synthesize

Phase Three Step 8 Report Findings

Source: Author.

Table 2. Screening methodology.

Database Scopus Screening Publications

Meta-search keyword: Sales Management 1,156

Inclusion Criterion keyword: Sales Management, Sales Marketing 11

Screening keyword: Sales Management, Sales Marketing 
Published until December 2021 11

Source: Author.
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Figure 1 summarizes the peer-reviewed literature published for the period 1983-2021.
The publications were sorted out as follows: Journal Of Personal Selling And Sales Management, 

with 3 publications, the rest with only 1 publication each (Emerald Emerging Markets Case Studies; 
European Business Review; Iet Conference Publications; Journal Of Business Research; Journal Of 
Marketing; Journal Of Marketing Education; Journal Of Travel And Tourism Marketing; Society Of 
Petroleum Engineers SPE Dgs Saudi Arabia Section Technical Symposium And Exhibition 2010.

In Table 3 we analyze for the Scimago Journal & Country Rank (SJR), the best quartile and the H 
index per publication. The Journal Of Marketing is the most cited publication with 7,800 (SJR), Q1 and 
H index 243. Of the 9 publications, 6 is classified in the best Q1 quartile index (Table 3).

Figure 1. Documents by year
Source: Author.

Table 3. Scimago journal & country rank impact factor.

Title SJR Best Quartile H Index

Journal Of Marketing 7,800 Q1 243

Journal Of Business Research 2,050 Q1 195

Journal Of Travel And Tourism Marketing 1,860 Q1 73

Journal Of Personal Selling And Sales Management 1,400 Q1 66

European Business Review 1,090 Q1 42

Journal Of Marketing Education 0,980 Q1 55

Emerald Emerging Markets Case Studies 0,200 Q3 5

Iet Conference Publications 0,120 -* 39

Society Of Petroleum Engineers SPE Dgs Saudi Arabia Section Technical Symposium 
And Exhibition 2010 0 -* 6

Note: *data not available.
Source: Author.
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The subject areas covered by the 11 scientific articles were: Business, Management and Accounting 
(9); Social Sciences (5); Economics, Econometrics and Finance (1); Energy (1); and Engineering (1).

The most quoted article was “How to organize pricing? vertical delegation and horizontal dispersion 
of pricing authority” from Homburg et al. (2012) with 38 quotes published in the Journal of Marketing 
7,800 (SJR), the best quartile (Q1) and with H index (243). This paper exploration of research draws on 
the information-processing view of organizational design to conceptualize a framework of how firms 
organize their pricing authority both within the sales function and across the sales, marketing, and fi-
nance functions.

In Figure 2 we can analyze the evolution of citations of articles published between £2011 and 2021. 
The number of quotes shows a positive net growth with an R2 of 48% for the period £2011-2021, with 
2021 reaching 33 citations.

The h-index was used to ascertain the productivity and impact of the published work, based on the 
largest number of articles included that had at least the same number of citations. Of the documents 
considered for the h-index, 6 have been cited at least 6 times.

In Appendix 1, citations of all scientific articles from the period £2011 to December 2021 are ana-
lyzed; 4 documents were not cited until December 2021, with a total of 131 citations.

Appendix 2 examines the self-citation of the document during the period £2011 to January 2021, 11 
documents were self-cited 5 times.

In Figure 3, a bibliometric study was carried out to investigate and identify indicators on the dynam-
ics and evolution of scientific information using the main keywords. The study of bibliometric results 
using the scientific software VOSviewer, aims at identifying the main research keywords in studies of 
Sales Management and Sales Marketing.

The linked keywords can be examined in Figure 4 making it possible to make clear the network of 
keywords that appear together / linked in each scientific article, allowing to know the topics studied by 
the researches and to identify future research trends. In Figure 5, it is presented a profusion of biblio-
graphic coupling with a unit of analysis of cited references.

Figure 2. Evolution of citations between £2011 and 2021.
Source: Author.
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Figure 3. Network of all keywords
Source: Author.

Figure 4. Network of Linked Keywords.
Source: Author.
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THEORETICAL PERSPECTIVES

Sales and marketing are the two main revenue-generating departments in an organization. Interdepart-
mental collaboration among the two teams can create and execute effective strategies to enhance orga-
nizational performance and customer value. The current domestic and global business environment is 
characterized by increased competitive pressures, higher consumer demands, and shorter product life 
cycles prompting businesses to adopt integrated strategies that involve various departments within the 
firm to enhance efficiency. Despite the increased research on interdepartmental collaboration, little re-
search is conducted on cooperation between sales and marketing teams and their impact on organizational 
performance and competitiveness. However, Claro and Carla (2018) report that collaboration between 
the sales team and their colleagues in marketing and customer service leads to higher sales performance 
and customer value. The marketing team can provide the sales team with market information that can be 
used to project customer needs and build and maintain appropriate consumer relationships. Therefore, 

Figure 5. Network of bibliographic coupling.
Source: Author.
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this section analyzes and synthesis data on effective interface and alignment of the marketing and sales 
departments to increase organizational competitiveness, performance, and productivity.

The Sales Marketing Concept

Sales marketing (SMarketing) refers to the integration of sales and marketing functions to create a stra-
tegic approach that eliminates the conflicts and lack of communication and cooperation undermining 
interdepartmental collaboration. Interdepartmental integration allows departments to share resources 
and work as a team when making strategic resources, developing execution plans, and evaluating the 
performances of these plans and strategies. For instance, Claro and Carla (2018) explain that salespersons 
should collaborate with marketing teams to acquire and transfer internal knowledge, which can be used 
to develop appropriate customer solutions and improve the capability to carry out customer-relationship 
management roles. Thus, the sales-marketing interface involves aligning the two departments’ strategic 
capabilities and improving inter-functional coordination to participate in strategic activities jointly.

The integration of sales and marketing in SMarketing allows the two departments to supplement each 
other’s functions, thus improving efficiency and performance. For instance, salespersons are responsible 
for actual sales by encouraging consumers to purchase products based on their needs. The marketing 
department supplements the sales department by gathering and sharing market information and creat-
ing consumer value (Claro & Carla, 2018). This supplementary function allows the sales department 
to anticipate and address consumer needs, enhancing the company-customer interface. Although each 
department has different goals and competencies and performs different activities, their achievements 
are interconnected. For example, the success of a marketing campaign can be measured through sales 
generated. At the same time, salespersons’ activities depend on market intelligence provided by the 
marketers and the awareness built through marketing initiatives. Similarly, Malshe et al. (2017) argue 
that salespersons’ activities in the field facilitate interactions with customers that allow them to gather 
critical market insights that marketers can use to improve organizational strategies. These arguments 
indicate that both sales and marketing departments can significantly benefit from working together as a 
team to share knowledge and make critical decisions. Thus, SMarketing significantly enhances interde-
partmental collaboration that would substantially improve organizational performance.

By integrating sales and marketing, SMarketing promotes customer-relationship management and 
value creation. Claro and Carla (2018) explain that cross-function collaboration significantly benefits 
customer-relationship management (CRM) since salespersons and marketers jointly develop customer-
focused solutions. Cooper et al. (2008) define CRM as a “customer-centered initiative that depends upon 
cross-functional team use and integration” (292). It is achieved through various sales and marketing 
initiatives, such as loyalty programs, sales force automation, and call center management. Consequently, 
CRM is a critical aspect of SMarketing that improves customer service through higher value, efficiency, 
and cooperation. Marketing and sales departments are focused on understanding and satisfying consumer 
needs. Therefore, they emphasize collecting and analyzing market data that can be used to build and 
maintain good relationships with existing and potential consumers.

While SMarketing research advocates for interdepartmental collaboration, it also recognizes the exist-
ing barriers and conflicts that often undermine collaboration efforts. For instance, sales and marketing 
teams’ collaboration is characterized by differences in perception of the market and the world, leading 
to disrespect, prejudice, and distrust among practitioners. Cooper et al. (2008) contribute to this notion 
by indicating that implementing a cross-functional team in an organization creates conflicts since the 
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collaborative activities disrupt responsibilities and diverge personal goals and backgrounds in efforts 
to ensure successful implementation. The scholars also note that in inter-functional cooperation, some 
teams often feel that the other lacks the competence necessary to complete certain tasks, shifting the 
blame on slow implementation or underachievement (Cooper et al., 2008). Sales and marketing teams 
engage in different roles within the organization that often cause conflicts and misunderstandings when 
implementing SMarketing. For instance, while marketers build brand awareness, sales focus on convert-
ing potential customers into actual buyers. In this regard, they have different approaches to the market 
and operations that lead to goals mismatch. Thus, implementing SMarketing in organizations requires 
structural changes to identify and exploit ways of eliminating these differences to enable the two depart-
ments to align their objectives and strategies towards achieving shared goals.

Structural Approach for Sales Marketing Integration

Despite the opportunities presented by cross-function collaboration between sales and marketing de-
partments in SMarketing, the existing conflicts and differences undermine collaboration efforts. Thus, 
successful implementation of SMarketing requires structural approaches that enable identifying common 
ground to bridge the differences and enhance interconnection. This section evaluates the three structural 
approaches to enhancing sales marketing proposed by Rouziès et al. (2005): decentralization, integrators, 
and cross-functional teams (p. 116). Decentralization is a structural approach that involves delegating 
responsibilities related to decision-making and operations to managers down the chain and closer to 
employees. Assigning integrator roles to marketing and sales employees and creating cross-functional 
teams foster collaboration.

Decentralization

In a centralized organization, decision-making responsibilities are assigned to executives at the higher 
levels of management. While the approach can be advantageous, it can undermine the successful imple-
mentation of SMarketing due to tension and conflicts among sales and marketing functions. On the con-
trary, Rouziès et al. (2005) indicate that a decentralized system can allow interdepartmental collaboration 
through enhanced communication and resource sharing. This argument aligns with Claro and Carla’s 
(2018) assertion that cross-functional collaboration allows sales and marketing professionals to interact 
more closely and jointly develop solutions that address consumer needs, leading to higher customer 
acquisition and retention. In recent years, sales researchers have noticed the significance of allowing 
teams to collaboratively pursue a shared goal of CRM implementation (Cooper et al., 2008). However, 
the efforts are often undermined by the lack of coordination and communication among cross-functional 
departments and lack of confidence in each other’s competencies and capabilities. These issues can be 
addressed through decentralization, where sales and marketing functions report to a single vice president 
who later reports to the COO or CEO (Rouziès et al., 2005). Instead of having each team report to a dif-
ferent head, decentralized systems require creating a sales marketing function where a certain manager 
makes progress and has decision-making responsibilities. In this case, the sales and marketing functions 
will act as a team instead of independent departments and frequently interact through meetings, com-
munication channels, and projects. Consequently, the decentralization will increase coordination and 
facilitate cooperation and collaboration, allowing the company to optimize the benefits created through 
sales and marketing integration.
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Integrators

This structural approach involves assigning integrator roles to employees to improve the sales-marketing 
interface. Rouziès et al. (2005) explain that integrators are mandated with improving interactions within 
functional departments without necessarily affecting how they work. For example, market managers can 
facilitate communication among marketers and salespersons and coordinate activities that fall under 
the sales and marketing scope, such as customer service support, pricing, and advertising. One primary 
problem identified in sales marketing research is goals mismatch and cultural and operational differences 
(Cooper et al., 2008). Integrators can eliminate this problem by maintaining a balanced orientation that 
acknowledges sales and marketing departments’ goals and perspectives. Consequently, Rouziès et al. 
(2005) propose that integrators have conflict management skills, responsibility, and information needed 
to alleviate conflicts within the cross-functional teams. The instigators should understand both sales and 
marketing teams to ensure that none of the team feels isolated or disrespected. For example, Malshe et 
al.’s (2017) research found that most marketers feel they are a nuisance to the sales force due to the lat-
ter’s continuous disregard for marketers’ attempts to connect or communicate with them on inter-related 
issues. However, the research also finds that most salespersons think marketers are uninterested in their 
input in marketing initiatives and desire to share meaningful information gathered from the field. Thus, 
the instigator should have the skills and competencies needed to reconcile these differences and establish 
a connection that leads to collaboration between marketing and sales teams.

Cross-functional Teams

Cross-functional teams are collaborative groups consisting of members from the two departments. By 
bringing the members of the two-department together, this approach enables them to develop a better 
understanding and appreciation of each other’s thought processes and issues associated with marketing 
and sales functions (Rouziès et al., 2005). French and Clyde (1983) support this approach by indicating 
that meeting the continuously changing consumer needs requires testing new ideas and borrowing from 
other functional areas. In this context, salespersons can borrow knowledge and practices from market-
ing teams and vice versa to ensure that their processes and competencies continuously evolve based 
on market changes. This interconnection between sales and marketing teams ensures that the company 
maintains competitiveness amidst rapid changes in the business environment. In addition, the joint 
decision-making enables them to experience a sense of ownership in the achievements, increasing com-
mitment and collaboration. Malshe et al. (2017) recognizes this interaction as the most critical interface 
in an organization since both teams interact with customers. Thus, if they feel appreciated and part of 
the organizational processes, they are more likely to deliver quality services to the firm’s clients lead-
ing to strong company-customer relationships, higher revenues, and reputation. By aligning sales and 
marketing goals, cross-functional teams focus on customer needs instead of the products. Consequently, 
the teams provide high-quality, relevant, and valuable information and interactions that win consumers’ 
attention and lead to higher sales and revenues.

Using Processes and Systems to Improve Sales Marketing Interface

Sales and marketing integration in SMarketing may necessitate system and process change to leverage 
the new opportunities. For instance, collaborative activities among salespersons and marketers may 
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change goals in SMarketing, thus influencing the purpose and function of the system and determin-
ing how the other elements within it operate. Therefore, this section evaluates processes and systems 
required to change to facilitate sales marketing integration, including communication, reward systems 
and incentives, job rotation, and goals integration.

Communication

Communication is a key driver of sales marketing integration. Malshe et al. (2017) identified commu-
nication scarcity as a primary leading to SMarketing interface dysfunction. The sales and marketing 
team have minimal interactions, which affect information sharing and collaboration during critical 
projects. Thus, changing the communication processes to create a channel that enables a smooth flow 
of information and insights from both teams can significantly contribute to the success of SMarketing. 
The cross-functional sales marketing teams should have formal and informal communication (Rouziès 
et al., 2005). Formal meetings should entail scheduled meetings and reports, while informal commu-
nication should entail unverified or unplanned meetings. The communication style adopted can play 
different roles in building sales and marketing teams’ relationships. For example, formal meetings can 
help eliminate each group’s stereotypical perception of each other’s capabilities, goals, and approaches. 
In contrast, formal meetings can help improve relationships at personal levels leading to stronger ties. 
Therefore, the system and processes employed under the SMarketing approach should encourage formal 
and informal communications to eliminate the prejudices and distrust characterizing sales and market-
ing teams’ relationships and promote professional relationships to enhance collaboration (Malek et al., 
2018). However, research indicates that a less formalized approach can lead to more innovativeness since 
informal communication creates an atmosphere where ideas and information are freely exchanged (Rouz-
iès et al., 2005). It also creates an environment where all teams are equally involved without burdening 
some with more responsibilities and limiting their opportunities to talk about burnout. There is a need 
to critically evaluate each approach against the intended goals and objectives before implementation to 
ensure the inter-department team achieves the desired level of communication.

Reward Systems and Incentives

Functional integration can be enhanced through rewards and recognition systems. Prior research has 
shown that reward structures directly impact productivity, performance, and commitment towards or-
ganizational goals (Cooper et al., 2008). For instance, recognition and reward systems can help reduce 
interdepartmental conflicts and increase cooperation. A sales leader participating in Malshe et al.’s (2017) 
research replied to the question on the perceived role of salespersons in an organization, saying, “I am 
not sure if our efforts even matter or make any difference to anyone” (p. 148). This response indicates 
that most salespersons feel unrecognized and underappreciated despite their significant contribution to 
organizational success. Rouziès et al. (2005) explain that aligning sales and marketing departments’ goals 
enhances collaboration, recognition, and incentives increase motivation to achieve these goals. However, 
Cooper et al. (2008) indicate that individual and team reward structures have varying impacts on em-
ployee behaviors or consequences. Therefore, their significance to cross-functional teams is different. 
While reward systems motivate employees at personal levels and are likely to increase competitiveness, 
team-based reward systems increase cooperation. Therefore, in the case of sales and marketing integra-
tion, management should emphasize team-based incentives to encourage salespersons and marketers 
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to work together to achieve desired goals. The precise nature of the reward should be explained to the 
employees to ensure they understand the benefits of engaging each talent in the team to achieve quality 
innovations and solutions.

Job Rotation

This system/process change involves rotating employees to achieve cross-functional integration. Rouziès 
et al. (2005) explain that rotating managers between sales and marketing create a large network of people 
who can be relied upon when challenges or opportunities arise. The rotation also enables managers to 
understand better each team’s culture, activities, hindrances, and goals. This improved understanding 
strengthens their capacity to embrace the integrator role in SMarketing. The significance of job rotation 
can be seen in the case of EXOS. Pravin was EXOS business manager who handled technical departments, 
including sales and marketing. When the company’s revenues began to decline in 2015, and there was 
limited opportunity for expansion, Pravin began considering quitting and finding another job. Pravin’s 
resignation would affect the company significantly since he was solely responsible for its operations, 
and it relied on his technical knowledge in printing (Kumar 2020). Job rotation would have saved the 
company if the other two directors had implemented job rotation since they or other staff members would 
have gained insights and competencies in printing, expanding the company’s skills and knowledge, and 
facilitating professional growth. Besides facilitating sales and marketing integration, job rotation can 
help build internals’ knowledge and skills to overcome uncertain and challenging situations.

Goals Integration

Integrated goals increase an organization’s competitive advantage by creating synergy between resources 
and groups, improving innovation, and empowering employees. Rouziès et al. (2005) define integrated 
goals as “objectives that are superordinate to the interests of individuals (or subunits) within a firm” 
(p. 119). They are used to align the interests of different individuals or groups within an organization 
to facilitate collaboration. This process/system change aspect is critical in promoting collaboration be-
tween sales and marketing by enabling them to align goals and activities. It helps eliminate the dominant 
challenge associated with goals mismatch that undermines efforts to implement SMarketing effectively 
(Malek et al., 2018). For example, Siddiqui and Franklin (2010) explain that Saudi Aramco uses sales 
and marketing activities to provide value to its clients, partners, customers, and the general society. 
For the company to achieve these goals as a global crude oil supplier, the sales and marketing teams 
must have shared goals to ensure that they work together to analyze local and international markets and 
enhance the company’s competitiveness in the industry. Therefore, integrated goals enable sales and 
marketing teams to eliminate their differences and adopt shared objectives and processes to achieve 
higher productivity and performance.

Factors Affecting Sales-Marketing Integration

Sales and marketing integration is often driven by multiple internal and external trade- and brand-related 
business aspects. For example, globalization creates pressures that influence integration and enhance 
innovation, increase sales, and customer satisfaction. This section evaluates four primary factors impact-
ing sales marketing integration, environmental uncertainty, customers, organization, and competitors.
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Environmental Uncertainty

The distribution of marketing activities within a company is associated with environmental uncertainty 
that encourages the engagement of different functional units. This dispersion is associated with the 
rapid changes within the sales and marketing environment, which are experiencing pressures resulting 
from developments such as globalization, technological innovation, and increasing consumer demands 
(Rouziès et al., 2005). While these issues increase complexity and create problems for sales and mar-
keting functional units, they also create opportunities that can be exploited to increase organizational 
competitiveness. For instance, the changes in the sales and marketing environment have increased man-
agement focus on SMarketing, which requires cross-functional teams’ collaboration and coordination. 
Consequently, cooperation has increased teamwork, resulting in higher performance and productivity. 
Homburg et al. (2012) demonstrate the impact of environmental uncertainty on sales marketing inte-
gration by indicating that market-related uncertainty results in a higher vertical delegation of pricing 
mandates and performance. The sales, marketing, and finance functional teams are promoted to work 
together to establish flexible pricing models that accommodate rapid price changes in the market and 
accordance with customer needs. Therefore, the immediate impact of environmental uncertainty is to 
increase the need to integrate marketing and sales activities in attempts to address challenges and exploit 
opportunities, thus strengthening inter-functional coordination and innovation through teamwork and 
stronger relationships.

Customers

Sales and marketing teams are responsible for customer relationship management. Their interactions can 
have a significant impact on SMarketing success. For example, a good relationship between salespersons 
and customers can build positive brand perceptions that lead to customer acquisition and retention. Con-
sequently, Siddiqui and Franklin (2010) explain that the increasingly demanding consumer preferences 
have played a significant role in integrating sales and marketing functions. Organizations have resorted 
to sales marketing interfaces to address the rapidly changing consumer needs since sales and market-
ing teams can share critical information needed to improve consumer value and increase retention. For 
instance, since salespersons directly interact with consumers in the market, they have access to customer 
feedback which can be shared with the marketing teams for further analysis and strategizing. Rouziès et 
al. (2005) contribute to this argument by indicating that in the case of higher consumer concentration, 
“customers have significant power over the firm and tend to use the power to demand ever-higher levels 
of performance from the firm” (p. 121). A similar argument is seen in Homburg et al.’s (2012) notion 
that consumers in B2B markets tend to use their power to negotiate prices and final terms and condi-
tions, indicating their authority in the pricing model. Therefore, customers’ demands and preferences 
influence sales and marketing integration as companies compete to increase consumer satisfaction to 
acquire a competitive advantage.

Competition

The competitive intensity can influence the relationship between business performance and sales-marketing 
integration. Higher competition increases the company’s need to deliver higher value to the consumers 
to avoid losing to their competitors (Rouziès et al., 2005). Usui (2011) contributes to this argument by 
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indicating that people involved in the world of market exchanges, in this case, salespersons and mar-
keters, increase organizational competitiveness by using their explicit knowledge to determine product 
image and information, potential market, prices, and other general decisions. The knowledge is acquired 
through a thorough analysis of the competitors’ products, processes, prices, and strategies. Rouziès et al. 
(2005) indicate that low, competitive intensity allows companies to achieve good performance without 
sales marketing integration because the market affords companies “slack” (p. 120). Therefore, the sales-
marketing integration under the SMarketing concept is useful in acquiring a competitive advantage by 
meeting consumer needs, preferences, and requirements.

Organizational Culture

Different companies embrace varying norms and beliefs that determine the nature of interdepartmental 
collaboration. For example, if an organizational culture encourages cooperation, affiliation, self-expres-
sion, and achievement, the employees are more likely to embrace inter-functional team collaboration 
(Rouziès et al., 2005). In this case, the salespersons and marketers feel that working together enhances 
their personal and professional performance. Besides, companies that heavily focus on developing and 
launching new products and services require higher sales marketing integration to support, coordinate 
and launch each other’s activities throughout the design and launch process. Usui (2011) illustrates this 
by explaining that despite the extensive use of new technologies, companies launching new products in 
any market require consideration of products to offer, competitive prices, and distribution channels. These 
activities require collaboration between sales and marketing teams to acquire, analyze, and synthesize 
market data to ensure products and services meet consumer requirements and demands.

Challenges in Sales Marketing Integration

Although the sales and marketing teams need each other, they do not always have successful partnerships. 
Their relationships are often characterized by distrust and conflict, affecting willingness to collaborate or 
have solid professional relationships. According to Jones et al. (2011) the differences between sales and 
marketing departments often lead to conflicts instead of encouraging collaboration. Therefore, the future 
of SMarketing depends on the capability to establish a way that helps marketing and sales teams treat 
each other as equal partners to enhance teamwork and eliminate barriers. Managers should ensure that 
activities undertaken by sales and marketing teams are supportive of each other. This section identifies 
and explains various challenges in SMarketing that hinder successful implementation and that should 
be addressed to enhance future sales marketing integration efforts.

Communication Paucity

Poor communication between salespersons and marketers is a primary problem undermining success-
ful SMarketing implementation. Malshe et al. (2017) identified various communication issues affecting 
sales and marketing integration, which involves sharing inputs, engaging in strategic dialogues, and 
ensuring that each team is informed on market undertakings and related outcomes. The communication 
dysfunction among these teams is bidirectional and in a circular pattern. For example, salespersons 
often blame marketers for failing to understand consumer needs and setting product prices too high. In 
contrast, marketers blame salespersons for lacking foresight for focusing on individual consumers and 
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short-term sales instead of long-term organizational financial performance. These issues result in poor 
coordination that undermines integration efforts. Jones et al. (2011) explain that sales management and 
marketing in any company are responsible for improving performance by capturing and generating de-
mand. However, the sales and marketing teams’ failure to communicate and coordinate activities hinder 
managers’ efforts to optimize performance. The problems sometimes result from unequal recognition 
of efforts and competencies throughout the product designing, development, marketing, and delivery 
(Claro & Carla, 2018). For example, some salespersons feel that companies do not appreciate their 
inputs but prefer marketers. In Malshe et al.’s (2017) research, a salesperson stated that “…I am sure 
they don’t think much of us, otherwise, why would not they ask for our ideas and inputs” (p. 148). This 
statement indicates that salespeople feel underappreciated and unrecognized despite their contribution 
to customer relationships management. However, a marketing director in the same research responded 
that marketers want to ask salespeople questions and get market insights, but they always have “some 
excuse- they are busy, or they are preparing for a customer presentation…sometimes, it feels like they 
are avoiding us…they are hiding from us” (Malshe et al., 2017, p. 149). These statements indicate that 
the disconnection between sales and marketing teams often hinders inter-functional team collaboration, 
coordination, and collaboration.

Lack of Collaboration

Sales-marketing interface collaboration involves cross-functional teamwork between marketers and 
salespeople. Malshe et al. (2017) identify three ways in which SMarketing lacks collaboration: failure 
to provide timely support and keep promises to support each other’s initiatives, demoralizing each from 
participating in certain marketplace activities, and ignoring the other group’s requests to contribute to 
joint projects. These challenges often result from each team’s desire to protect their perceived functional 
interests. For example, the marketing team can dissuade salespeople from pursuing initiatives that benefit 
their department, especially when there are team-based rewards or incentives. The marketing function 
focuses on pushing the organization’s long-term profits and image while salespeople focus on increas-
ing sales, sometimes perceived as short-term revenue goals (Cooper et al., 2008). This difference in ap-
proach can lead to a lack of collaboration. In Malshe et al.’s (2017) research, a Regional Sales Manager 
reported that marketers failed to support two salespersons’ proposed campaign because “their ideas were 
counterproductive and would undermine marketing’s larger brand push” (p. 149). This statement relates 
to Jones et al.’s (2011) findings that corporations struggle to maintain sales team motivation and help 
close business within required timelines. For instance, sales teams would lack the resources and motiva-
tion needed to achieve functional goals without support and constant rejection. Besides, such instances 
reinforce salespeople’s perception of marketers prioritizing their departmental interests over consumer 
needs. However, the marketers also feel that the sales team does not support their strategic initiatives 
due to the constant challenging of their proposals. Therefore, SMarketing success is significantly af-
fected by the lack of collaboration and cooperation among the sales and marketing teams resulting from 
a perceived lack of support.

Overt Conflict

The sales and marketing teams openly show their dislike and exhibit antagonistic behavior, leading to 
sales-marketing interface dysfunction. For example, sales and marketing teams can openly resist or 
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undermine each other’s efforts or influence senior leadership or interdepartmental colleagues to deflate 
the other’s functional activities. Malshe et al. (2017) report instances when the marketing team openly 
challenged the sales team’s thought process and strategic approach, lobbying the management to stop 
supporting their strategic approach. The hostility is associated with strategic submissiveness, where the 
marketing team uses their relationship with the management to comply with their plan. A sales executive 
participating in Malshe et al.’s (2017) research stated that the management listens to the marketing team, 
allowing marketers to prioritize their agenda over the sales teams. This hostile approach undermines sales 
team attempts to develop their objectives and prompts them to submit to the initiatives developed by the 
marketing team and supported by organizational leaders. Thus, these undisguised conflicts significantly 
hinder sales marketing integration.

Additionally, overt conflict often occurs when one team is associated with the achievements despite the 
other’s involvement in the project. This situation occurs when one team feels superior over the other. For 
example, a Sales Coordinator participating in Malshe et al.’s (2017) research stated that marketers “…are 
out to show how superior they are and how they do not need us” (p. 151). On the contrary, salespersons 
use their relationship with customers as the source of authority used to defy marketing initiatives (Claro 
& Carla, 2018). For example, a Senior Marketing Manager participating in the research stated that the 
sales team “would not promote it [new product] purposely, they would tell the customer that they were 
bringing this product to them since marketing thinks this is a good idea…not them” (Malshe et al., 2017, 
p. 152). In this case, marketers feel that the sales team intentionally avoids promoting new products that 
do not seem promising. Therefore, while salespersons feel singled out and ignored, marketers feel that 
sales personnel intentionally defy marketing initiatives. These negative perceptions lead to the hostility 
that discourages integration, collaboration, and coordination of sales-marketing.

CONCLUSION

Sales marketing (SMarketing) involves integrating sales and marketing activities and strategic goals, 
where each function’s practices support the other. The concept further involves aligning sales and mar-
keting goals to eliminate issues arising from mismatch and stereotypical perceptions of each other’s ap-
proaches. Inter-functional collaboration and coordination can enhance organizational performance and 
build relationships among sales and marketing personnel to promote teamwork. In addition, SMarketing 
positively impacts customer relationship management since sales and marketing teams share critical 
consumer insights to establish and implement strategies benefiting customers. Companies are more 
familiar with sales and marketing departments functioning independently, so the integration needs mul-
tiple structural changes. These structural changes include decentralization, establishing cross-functional 
teams, and assigning roles to instigators. Decentralization creates authority levels closer to employees, 
such as a sales marketing manager, to enhance communication and resource sharing. Cross-functional 
teams refer to sales and marketing teams working together on projects and shared objectives. Instiga-
tors improve interactions between functional departments by coordinating activities and encouraging 
teamwork. In addition, processes and systems such as reward systems and incentives, communication, 
goals integration, and job rotation can be used to improve SMarketing implementation.

SMarketing is driven by external and internal factors, including environmental uncertainty, competi-
tion, customers, and organizational culture. Rapid changes in the business environment cause uncertain-
ties that prompt companies to embrace interdepartmental integration to optimize in-house competencies 
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and increase their capacity to adapt to the changes. In addition, competitive intensity can drive Smar-
keting. For example, high competition can influence sales and marketing integration due to enhancing 
competitive advantage. Consumers give feedback that is used to develop strategic approaches, while the 
organizational culture sets the norms and beliefs that determine employees’ willingness to collaborate. 
Despite the benefits of SMarketing, the concept’s future implementation is threatened by multiple issues, 
including communication scarcity, lack of coordination, and overt conflict. Sales and marketing teams’ 
relationships are characterized by inadequate or no communication, leading to stereotypical perceptions, 
judgments, and prejudices. In addition, the lack of communication severs relationships, affects coordi-
nation, and leads to overt conflict. Therefore, for organizational executives to successfully implement 
SMarketing, they need to establish practical ways of overcoming these hindrances.
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KEY TERMS AND DEFINITIONS

CRM: Is an IT tool focused on the customer, acquisition, transaction, service, retention, and long-
term relationship building with consumers.

Cross-Functional Teams: Group of professionals with academic knowledge and diverse experiences, 
coming from different functions, gathered permanently or temporarily and under a single leadership to 
acquire a competitive advantage.

Organizational Culture: Is a conceptual model that influences all members of an organization as 
guidelines and assumptions to guide their behaviors and mindsets.

SMarketing: Is the process of integrating the sales and marketing processes with the aim of the sales 
and marketing functions to have an integrated approach in the company.
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Documents ≤2011 2012 2013 2014 2015 2016 2017 2018 2019 2020 2021 Total
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Source: Author.

 EBSCOhost - printed on 2/9/2023 3:43 AM via . All use subject to https://www.ebsco.com/terms-of-use



62

Copyright © 2022, IGI Global. Copying or distributing in print or electronic forms without written permission of IGI Global is prohibited.

Chapter  4

DOI: 10.4018/978-1-6684-3430-7.ch004

ABSTRACT

In today’s global world, issues such as environmental protection, environmental production, and envi-
ronmental sales have begun to be paid attention to by consumers. Natural threats due to global warming 
in recent years and negative natural events such as earthquakes, flood disasters, extreme temperatures, 
and storms directly threaten human existence. Due to the threat of the COVID-19 pandemic in the years 
2020-2021, significant changes have occurred in people’s purchasing behaviors. For example, consumers 
have tended to buy natural products rather than artificial product preferences due to mass production. 
At the same time the individuals forming the society and environmental organizations and laws are of 
the opinion that one of the most important factors threatening the environment is production enterprises. 
For this reason, businesses have started to act more sensitively about environmentalism in their produc-
tion and sales activities in order not to attract the reaction of society and environmental organizations.

INTRODUCTION

The fastest-growing industry that has done empirical research since the 1970s and the rapid depletion 
of scarce resources in mass production depending on the environment by the humanity of careless 
destruction, the rapid degradation of ecological balance in the universe has become one of the most 
important problems. Modern enterprises have realized that they cannot be insensitive to environmental 
problems. In this direction, it is accepted by both business and academic circles that the focus of corpo-
rate sustainability is environmental issues. In recent yesildiz, it has become inevitable for businesses to 
consider green marketing practices when conducting their activities (Shadi-Dizaji, 2017). The increasing 
expectations of consumers from brands on environmental issues have made it mandatory for businesses 
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to change their marketing understanding. Over time, there has been a significant increase in the number 
of individuals with environmental concerns, and environmentalism has become important and has been 
described as the “biggest business issue of the 1990s” (Grove et al., 1996, p. 56). However, the 1990s 
has been described as the “decade of the environment” and consumers have started to make decisions 
by putting social and environmental concerns more at the forefront when choosing products and sell-
ers. Thus, there was an increase in the sales of green consumer products in the 1990s. This allowed 
manufacturers and other operators to consider the environmentalist approach in their decisions regarding 
marketing and management, in order not to fall behind in the competition. The best example of this is 
the work of companies such as 3M, DuPont and McDonald’s on waste reduction (Menon et al., 1999). 
As a result, with the introduction of green marketing to the agenda of businesses, changes in marketing 
practices have emerged (Kılıç & Çalışır, 2020).

Özdoğmuş (2018) mentioned in his study that there is a cost for people to live in a clean and healthy 
environment and bearing this cost (paying an extra fee) can help to get rid of environmental problems 
that are irreversible and threaten people in the future. In the related study, it has been explained that in 
order to ensure the environmental sustainability of consumers, it is necessary to sacrifice some price 
increases for green sales activities carried out by producers. Zhang et al. (2020), on the other hand, it is 
mentioned that the companies producing brown are hesitant to offer their products to environmentally 
sensitive consumer markets. In the related study, it has also been explained that with the rising Consumer 
Environmental Awareness (TCB), green products are gaining more and more popularity around the world, 
and those green sales methods should be used in goods and services promotion and sales activities.

Before mentioning the concept of green sales, it is useful to examine the basis of the related concept. 
At this point, it is known that the concept of green sales is a part of the concept of green marketing. 
Aylan (2019; as cited in Küçük, 2020, p. 3) mentioned an expansion of the concept of green marketing 
as follows in his study: “Green marketing has been an issue that has been taken into consideration since 
the early 1970s. It is the concept of green marketing that takes into account the natural environment 
at every stage of marketing activities. It is an extension of the social marketing approach that started 
to develop in the 1970s, depending on the idea of corporate social responsibility. Green management 
means focusing on alternatives that will cause the least damage to the ecological balance or even elimi-
nate this damage, choosing subcontractors and suppliers with this mentality, taking green products and 
services beyond being a marketing strategy and being the creator of green life quality. To the extent that 
businesses attach importance to the provision of green products and services, it will help consumers to 
become more sensitive to the environment” clarifies the concept.

When the literature is examined, it has been seen that a limited number of studies have been conducted 
on green selling (Gürdin, 2020; Kotler & Armstrong, 2012; Özdoğmuş, 2018; Perreault et al., 2013). 
It is thought that the concept of green sales, which has been included in the literature, especially since 
the 2000s, will make positive contributions to the literature by examining the concept from different 
aspects. In addition, in the studies carried out, the concept was explained only with short explanations 
and no measurement tool was developed for the concept. To explain the concept of green selling, very 
few definitions have been found in the literature on this subject. The clearest definition was found in the 
study of Gürdin (2020). In his related study, the author described the concept of green sales as a struc-
ture in which businesses adopt an opportunistic approach by adding green claims to existing products 
to increase sales (Gürdin, 2020).

Within the scope of the green sales concept in academic publications; the green movement, green sales 
promotion and green price issues are examined. In an empirical study, while talking about the concept 
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of green sales promotion, sales promotion consists of short-term incentives that encourage the sale of 
a product or service, and unlike advertisements, it encourages the instant purchase of products (Kotler 
& Armstrong, 2012). Apart from advertising, personal selling and public relations, this component of 
the promotion mix includes activities such as arousing interest in promotional activities, trial or instant 
contribution to the final consumer or other persons in the distribution channel (Perreault et al., 2013). 
Green sales promotion, which is the last component of the green promotion mix, can be a very low-cost 
way for businesses to convey environmental messages to consumers, and it can be especially useful in 
raising awareness of the society about new green products as an alternative to green advertisements and 
encouraging their testing (Bayramov, 2016). In the Black Sea (2020) study, the methods used in green 
promotion activities are listed as follows;

• Green Advertising Strategy
• Green Sales Development
• Green Public Relations
• Green Personal Selling
• Green Sponsorship

In his study, Karadeniz (2020) mentioned that when looking at the effects of sales development in 
terms of green marketing, it is beneficial in terms of giving people the opportunity to get to know the 
products and to try their benefits through campaigns. Campaigns for green products are important in terms 
of eliminating prejudices such as deception and suspicion of not reflecting the truth (Özhan, 2009). In 
general, although sales promotion is not as useful as advertising in explaining the environmental benefits 
of the product to consumers, it ensures that the advertisement is noticed and completed the advertisement 
(Aytekin, 2007; cited in Karadeniz, 2020).

BACKGROUND

Within the boundaries of the subject, the following concepts, which are thought to be directly related to 
the concept of green sales and green sales, are examined:

• Environmental Sustainability
• Green Corporate Social Responsibility
• Green Marketing
• Green Sale

Environmental Sustainability

Today, global warming, natural disasters, epidemics and hot wars have forced businesses to act more 
sensitively on environmental issues. In addition, the increase in the environmental awareness of consum-
ers, the pressures of environmental organizations, and government policies towards the environment 
have forced businesses to act more sensitively on environmental issues. The increase in the level of 
sensitivity of the enterprises on environmental issues has also brought with it a competitive advantage. 
Today’s environmentally conscious businesses have turned to various green business strategies to both 
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satisfy environmentally friendly customers and provide a competitive advantage, with a sense of social 
responsibility. Businesses that position green sales at the central point of the business exhibit higher 
performance and gain a competitive advantage. Sustainability is the principle of consuming the natural 
environment and natural resources while preserving the right of future generations to use them. In this 
direction, businesses need to adopt environmentally friendly production as the basic vision, in terms of 
leaving a livable world to both today and future generations. Environmental sustainability is the social, 
economic, physical, etc. of all environmental values that make up the environment of both today and 
future generations, without compromising the existence and quality of the resources that future genera-
tions will need. It is the process of improvement, protection and development in areas (Şenocak &Mohan, 
2018). In another study, the concept of environmental sustainability, energy efficiency, soil and water 
quality, protection of wildlife, food and feed safety, and measures to be taken to ensure operational safety 
was emphasized. Environmental sustainability means ensuring the continuity of natural resources and 
includes the protection of biological diversity, human health, air, water and soil quality, animal and plant 
life. On the other hand, while explaining the concept of environmental sustainability, it was mentioned 
that it is an important issue that obliges all individuals and businesses that make up the society to take 
joint responsibility (Aydın-Eryılmaz et al., 2019).

In an academic study, the results of the study on environmental sustainability of BIST (Borsa Istanbul) 
companies in Turkey are quite interesting. According to this study, the environmental performances of 
some enterprises operating in the manufacturing sector were measured in their sustainability reports. 
From the environmental reports of these enterprises; The amount of recovered water, the amount of 
energy saved, the number of reduced emissions, the amount of hazardous and non-hazardous waste 
disposal, and environmental protection and expenditure investment amounts are used as environmental 
performance indicators. As a result of the analysis, the enterprises with the highest and lowest environ-
mental performance levels were determined among these 9 enterprises (Önder & Ağca, 2018). In an 
academic study, he drew attention to the issue of social nutrition to ensure environmental sustainability. 
In a very interesting study; some countries have developed dietary guidelines that make sustainable 
dietary recommendations to reduce greenhouse gas emissions and limit environmental impacts. Many 
countries such as Qatar, Brazil, Sweden and the Netherlands support sustainability in their national 
dietary recommendations. In their dietary guidelines, they drew attention to the recommendations that 
limit meat consumption and increase the consumption of sustainably produced fish. In the related study 
on social nutrition, “Mediterranean diet; The diet has a biodiversity that ensures nutritional quality, has 
various food preparation and application techniques, has olive oil, fish, fruit and vegetables, legumes, 
fermented milk that are known to be beneficial for health, has a strong commitment to culture and tradi-
tions, respects human nature and seasonality, animal products It is considered as partially sustainable 
due to its low environmental impact due to its low consumption. It is possible to implement an envi-
ronmentally sustainable diet without adversely affecting the economy, such as the Mediterranean type 
diet recommended by nutritionists. Organic food production is seen as having the potential to contribute 
significantly to the global food supply and reduce the environmental impacts of traditional agriculture” 
(Akay & Demir, 2020, pp. 284-285).

In an academic study, attention was drawn to the natural dimension of environmental sustainability. 
According to this; “Environmental sustainability means ensuring the continuity of natural resources. 
The level of use of resources, the rate of renewal of these resources; The rate of pollutants emitted must 
not exceed the rate at which natural sources treat these pollutants. Biodiversity; human health; air, water 
and soil quality; The protection of animal and plant life is also included in environmental sustainabil-
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ity” (Küçük & Güneş, 2013, p. 300). CSR (Theoretical Social Responsibility) activities carried out by 
businesses within the framework of sustainability require some environmental investments. However, 
activities such as reducing greenhouse gas emissions in the environmental sense, wastewater discharge 
and waste disposal/recycling require a certain cost for businesses (Sevim, 2021). The means of produc-
tion established in many parts of the world cause the collapse and dispersal of groundwater, fisheries, 
tropical forests, topsoil and biodiversity, which are the heritage of once (Awais et al., 2019). All the 
negative destructions caused by human beings in our world force businesses to act more carefully about 
environmental sustainability.

Green Corporate Social Responsibility

The concept of Corporate Social Responsibility (CSR) is defined by the European Union (EU) as “the 
voluntary integration of social and environmental issues into their operations and interactions with 
their stakeholders”. According to another definition, CSR is defined as “the management of social, 
environmental, economic and ethical concepts and the sensitivity of businesses to social stakeholder 
expectations in these areas”. No matter how it is defined, the concept of CSR requires businesses to 
consider environmental issues (Sevim, 2021). The business plan and strategy, which are controlled 
by certain authorities and questioned for the appropriateness of the operations, which the enterprises 
carry out inclusively with the awareness of social responsibility, without limiting the right to life of all 
kinds of creatures and of course, the habitat, aiming to protect the ecological balance and nature, are 
explained as green corporate social responsibility. In the globalizing world order, it is undeniable that 
businesses are active in the emergence of various environmental problems, as well as the duties that 
they must undertake in overcoming these environmental problems. The fact that the living spaces that 
are under the influence of human commercial activities are not damaged depends on the environmental 
sensitivities of the enterprises in some social, ecological and economic issues, as well as the sensitivity 
of their practices (Özçelik, 2017).

CSR is a voluntary initiative of companies to integrate social and environmental concerns into busi-
ness activities. Through CSR, companies take the initiative to protect the social, cultural and economic 
aspects of the environment in which they operate and contribute to the development of human capital. 
With business; The more it invests in quality, social and environmental dimensions, the closer it is to 
the optimum level of environmental sustainability. CSR, the environment in which businesses operate; 
is based on the organizational green strategy that aims to preserve its cultural, social and economic as-
pects. In recent years, CSR has received increasing attention in business circles. CSR activities; includes 
several factors such as the economic situation, laws and regulations, organizational culture and behavior, 
and the level of market competition. CSR practices significantly improve corporate capabilities to gain 
a competitive advantage and achieve sustainable growth targets. Such initiatives not only increase the 
reputation of companies but also increase customer loyalty and employee satisfaction. Green touched on 
the relationship between the concept of corporate social responsibility and corporate green performance. 
Accordingly, corporate green practices have great potential to counteract the problems associated with 
the natural environment. The concept of corporate green performance (KYP) focuses on introducing 
new products or processes or improving existing products or processes in a way that not only meets cus-
tomers’ expectations in terms of quality but also results in improved environmental performance. KYP 
is linked to green products, green processes and green management practices to reduce environmental 
problems arising from production activities (Abbas, 2020). In an academic study on environmental 
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sustainability; “Pollution control” approaches, which are defined as the elimination of pollution after 
it occurs, within the scope of waste reduction, recycling and designing products/services in a more 
environmentally friendly way, leave their place to “eco-efficiency” approaches. Reducing pollution as 
a result of pollution control and design-production processes can cost economies. In this context, the 
eco-efficiency approach, which advocates a negative relationship between product/service production 
and energy/resource consumption, prioritizes environmental efficiency and states that environmental 
impacts should be resolved before they occur, which is important for achieving sustainable development 
goals of economies. Therefore, unlike pollution control approaches, industrial, urban, agricultural, etc. 
The eco-efficiency approach, which includes environmental problems as a parameter in the planning 
processes, can reduce the production costs of the economies as well as increase the environmental perfor-
mance through methods for reducing resource costs, preventing pollution sources, and environmentally 
friendly products. The eco-efficiency approach, which advocates increasing product-service efficiency, 
reducing the concentration of toxic substances in the environment, improving recyclability, reducing 
the consumption of non-renewable resources and improving the product life cycle, is a strategic-key 
area that helps to ensure industrial sustainability and manage the sustainable development of nations. is 
seen. For this reason, the concept of sustainable development should include technological-economic 
development components and should deal with the environment and growth together instead of growth 
against the environment” (Yücel, 2021, pp. 57-58).

The activities carried out by the enterprises have some effects on the social environment. These effects 
are the use of natural resources as part of the production processes, the effects of competition between 
itself and other organizations in the same market, the creation of employment opportunities, the distribu-
tion of the capital created within the firm (through dividends) to the owners of that firm and (through 
wages) and the distribution of this capital distribution by individuals. its impact on well-being. Through 
CSR (Corporate Social Responsibility), voluntary businesses seek to integrate social and environmental 
concerns into their business operations and interactions with their stakeholders (employees, customers, 
shareholders, investments, local communities, and government). Environmental and ecological issues 
have been the subject of discussion in the business world in recent years. The activities of businesses 
have many effects on the environment and nature. Generally, environmental impact refers to the nega-
tive effects that occur in the surrounding natural environment due to business activities. Examples of 
such effects include overuse of natural and non-renewable energy resources, air pollution, degradation 
of biodiversity, climate change, and deforestation (Naba, 2017).

Although the social, economic and environmental aspects of corporate social responsibility are 
mainly examined in the literature, this study focuses on the environmental aspect of corporate social 
responsibility. Environmentally oriented business practices include; carrying out production activities 
without disturbing the balance of the ecological system and entrusting a cleaner and livable environ-
ment to future generations. Business policies should be developed by taking environmental factors into 
account. The measures taken by businesses to protect the environment are important in terms of sustain-
ability. Businesses should include more green corporate social responsibility practices in their business 
policies. Employees should be made aware of environmental issues and they should be encouraged to 
exhibit environmental behaviors with several motivating tools. Top management, namely business owners 
and managers, should coordinate with their stakeholders on environmental issues. E.g; The government 
should consult on environmental issues with competitors, suppliers and the community. Measures for 
environmental sustainability should be developed with environmental organizations (Değirmenci & 
Aytekin, 2021).
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Green Marketing

In recent years, consumers’ purchasing behavior sensitive to environmental issues has forced businesses 
to act more sensitively in this regard. It is possible to explain the concept of green marketing as marketing 
activities in which the demands and demands of consumers are met, environmental problems are minimized 
in marketing activities and environmental awareness is taken into account. The development process of 
green marketing can be listed as ecological, environmental and sustainable marketing (Güleç, 2016).

Green marketing, which started being discussed in 1975, has been defined as “a study of the positive 
and negative aspects of marketing activities related to pollution, energy consumption and resource con-
sumption that does not contain energy” (Özçelik, 2017, p. 13). Meeting the demands of consumers by 
fulfilling the economic functions of a business gives that business a reputation. In addition, the businesses’ 
compliance with the moral rules of the society, providing assistance and support for the socio-cultural 
environment will ensure the acceptance of the business in the society. This is extremely important for 
the continuity of businesses. When the search for solutions to environmental protection, which started 
in the 1970s, is examined, it is seen that these studies are mostly based on the prevention of pollution. 
Technologies developed based on the principle of prevention of pollution have been technologies that 
require high energy and materials, that foresee the reduction of pollutants before they are released into 
the air, water or soil, and are used after production and after the product has completed its life (Özçelik, 
2017). The benefits of the green marketing approach to businesses can be summarized with the follow-
ing items (Özcan & Özgül, 2019):

• Reduced Costs: Businesses save energy by reducing their waste and preventing pollution, thus 
increasing their productivity and reducing their costs.

• Creativity: Many businesses have forced their employees and suppliers to innovate in the designs 
and production processes of their products, in line with the principle of environmental protection. 
In some cases, this strain has led to even more effective applications or entirely new products.

• Resource Recovery: Many companies, especially those producing heavy industry products, have 
developed ways to use the materials they use in their products in their new products by reintroduc-
ing them into the production process. Thus, instead of selling their products to their customers, 
they started to rent them through leasing.

Green marketing, has various benefits for businesses, nature and consumers; It is a marketing ap-
proach that adopts environmentalism in both economic and managerial contexts, which emphasizes 
environmental sensitivity in the satisfaction of individual and organizational requests and needs, and 
develops a product, price, distribution and promotion strategies in this direction. When looking at green 
marketing in general, on the one hand, some consumers are willing to pay more premiums for “green 
products” that are environmentally friendly and support this sensitivity, and on the other hand, there are 
companies that have concerns such as customer satisfaction, sustainability and competition. This contra-
diction between environmental awareness and economic conditions is a serious and important problem 
that needs to be resolved urgently. When this problem is approached from the point of view of companies, 
some companies adopt green marketing, while others simply reduce costs, increase sales, comply with 
legal procedures, use only green themes in their campaigns without making any changes to the existing 
product, or by embarking on this business without understanding what the consumer wants, let it be just 
“green” (Gürdin, 2020). Green marketing has been accepted as a sub-dimension of the social marketing 
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concept and has been defined as the processes carried out by making use of the production, pricing, 
promotion and distribution activities that make up the marketing mix for consumers who want to buy 
products produced with environmental concerns. Green marketing is defined as all kinds of marketing 
activities aimed at protecting the environment to meet the expectations and needs of consumers. While 
responding to these needs, care should be taken not to harm the natural environment. People generally 
accept green marketing as the promotion and advertisement of products that do not harm the environ-
ment. Words like phosphate-free, recyclable, reusable, ozone-depleting, and pro-environment are just 
a few of the terms consumers associate with green marketing. The green marketing approach has been 
examined in four steps in terms of the activities of the enterprises. In the first step, environmentally 
friendly products are designed in line with the demands of environmental consumers. This step is called 
green targeting. In the second step, green strategies are created. For example, environmental measures 
are taken, such as reducing waste and energy consumption caused by operational activities. In the third 
step, only environmentally friendly, green goods and services are produced. In the last step, being green 
or environmentally friendly was not enough. Businesses have now reached social and environmental 
responsibility in all aspects (Deligöz et al., 2019).

Another important issue for businesses that want to survive in a strong competitive environment is to 
adopt total quality and lean management. Green marketing is the catalyst for adopting both total quality 
and lean management. Green marketing strategies provide a better working environment in businesses, 
create an effect that improves corporate performance and nurtures lean practices, and although lean 
management does not focus on pollution, it has a positive effect on green management by ending activi-
ties that reduce environmental and production inefficiency (Gedik, 2020). In the most general sense, it 
is explained as the inclusion of dimensions related to the natural environment in marketing activities 
(Özçelik, 2017). Green marketing is based on the concept of green products and services, aiming to 
leave a more livable planet to future generations with human and environmental stakeholders. Although 
the cost of green products is high, sensitivity towards green products has increased in societies and 
individuals in recent years (Groening et al., 2018). In recent years, scientists have increasingly focused 
on environmental/green marketing, which represents a critical concept in the marketing/management 
literature (Gedik, 2020; Özcan & Özgül, 2019). While the environmental strategy adds value to the 
businesses, it requires integration into the corporate strategy to fulfill the sustainability obligations. In 
addition, many studies attach importance to the implementation of an environmental strategy that can 
provide a strong competitive advantage and profitability in the long run (Papadas et al., 2019).

Green Sale

Environmental problems are at the forefront of the issues that the laws and governments of almost every 
country focus on today. This situation causes businesses to turn to green marketing, which is used as one 
of the strategies to make a profit and protect the environment. Customers’ attitudes toward the environ-
ment force businesses to act more sensitively in their production activities towards the environment. 
In the global world where today’s modern marketing approach is dominant, consumer behavior needs 
to be examined more closely to determine how consumers are affected by the move to prefer greener 
products. Designing products compatible with environmental sustainability emerges as a complex struc-
ture. It is difficult to describe the notion of a truly sustainable or green product because it is possible 
to talk about the negative effects of all the products we buy, own and use in our daily life. If a product 
has a low negative impact on the environment, such products are defined as environmentally friendly 
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products. Today, many companies have accepted the responsibility of not harming the environment. In 
this respect, although the costs are high, many workplaces are designing green products. Thus, it both 
received more positive feedback from society and positively affected the profit margins. Green selling 
provides a creative opportunity to innovate to make a difference while also driving business success. 
Business activities are considered by many businesses to be vital to the process of a more ecologically 
sustainable society, as they have caused many environmental problems in the past and still are today. 
Corporations, especially multinational corporations, play an important role in the world economy and also 
have the resources and capacity to implement ecological solutions. Companies need to take measures to 
create markets for more environmentally friendly products and services and to change customers. Cost 
savings and market opportunity potential are critical points that need to be addressed for companies to 
adopt more environmentally friendly strategies and practices. Companies can save money by reducing 
the number of raw materials and energy used in production. Being more environmentally friendly and 
offering environmentally friendly products can increase market shares and improve company image, so 
businesses that develop environmental policies stay one step ahead of the competition. However, such 
measures are not considered sufficient. Because more and more companies are setting themselves eco-
logical targets and policies and choosing from a variety of eco-labeled products to lure their potential 
customers. The role of marketing has become a matter of debate as lifestyles and consumption patterns 
in the industrialized world are the main source of environmental damage. On the one hand, marketing 
has come under criticism as it contributes to environmental degradation by emphasizing consumption, 
contributing to a society that is ultimately thrown away, and doing more damage to the environment as 
it tends to meet short-term consumer or customer wants. On the other hand, marketing is accepted as 
an important tool for designing products not only for ecologically sensitive consumers but also for new 
lifestyles and changing general consumption habits. Therefore, marketing should contribute to more 
sustainable forms of society. Marketing; expanded its scope from focusing on the production process, 
process and change to ecological issues (Sukla & Raghavendra, 2019). Green products are produced in 
a way that does not have any side effects on nature. Many marketing experts have tried to define green 
products. The terms green products and environmental products refer to products made from naturally 
used and non-toxic recycled materials or with less packaging/eco-packaging. Green products are regularly 
considered healthier and safer than other regular products, and they reduce the use of natural assets and 
the negative impact on the product’s life cycle. Repair, refurbishment, remanufacturing, reuse, recycling 
and reduction are the evolving processes of green products. Green sales, on the other hand, includes the 
process of selling environmentally friendly products and products (Nekmahmud & Fekete-Farkas, 2020).
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In Figure 1, the factors affecting consumers’ green product purchasing decisions are mentioned. Ac-
cordingly, it has been claimed that the predictions for a livable green future are effective in purchasing 
decisions for environmental products. In addition, environmental concerns and green benefits affect 
consumers’ green purchasing decisions. On the other hand, consumers’ willingness to buy green prod-
ucts and green price awareness also affect consumers’ perceptions of green quality. In this direction, it 
is accepted that more environmentally conscious consumers buy green products. In this direction, it is 
recommended that enterprises develop their green sales policies in this direction.

COMPARISON OF GREEN SELLING AND SIMILAR CONCEPTS

The main purpose of this study was to review the literature on green selling, examine similar concepts 
related to this concept and make some recommendations for future studies. In the comprehensive literature 
review, it was concluded that there are the concepts of environmental sustainability, green corporate social 
responsibility and green marketing, are thought to be related to the concept of green sales. In this direc-
tion, although it is appropriate to examine the starting point of the study in the axis of social marketing, 
green marketing and green sales, it was decided that it would be appropriate to include environmental 
sustainability and green corporate social responsibility in the scope of the study. In recent years, the 
development of technology and the increase in the number of different enterprises in each production 
and service network due to globalization have fueled competition. Decreases in production quality have 
been observed due to competition, and the natural environment and humanity have suffered the most. 
Negative natural events such as global warming, earthquakes, climate change, floods and landslides have 
threatened the existence of humanity. In this process, nature showed formations as if taking revenge on 
humanity. For this reason, governments and societies have not remained indifferent to such natural events. 

Figure 1. Conceptual model of the green purchase decision.
Source: Nekmahmud & Fekete-Farkas, 2020, p. 11.
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International institutions, non-governmental organizations and lawmakers are to take some precautions 
and to take precautions by raising public awareness on this issue. At this point, businesses have important 
duties. Considering that the architects of environmental sustainability are production and service busi-
nesses, the concept of green corporate social responsibility has developed. Businesses are the structures 
that should cooperate with the state on issues such as “employment, protection of public health, envi-
ronmentally friendly action, education”. Green sustainability and green corporate social responsibility 
paved the way for the development of the concept of green marketing. Businesses need to act with a 
focus on green marketing in the process from the beginning of production to after-sales services. Busi-
nesses need to act more sensitive to nature while developing raw material supply, consumer demands, 
market conditions and sales strategies. Green marketing strategies also make positive contributions to 
environmental sustainability. In addition to their maximum profit targets, businesses should consider 
in the green marketing axis that they should contribute to ensuring environmental sustainability. The 
concept of green sales, as a sub-dimension of the green marketing phenomenon, has recently begun to 
take its place in the literature. The concept of green sales is an aspect of the concept of green marketing. 
Businesses must consider nature and human health in their sales policies. Although production and sales 
are the two important dimensions of marketing, green production lays the groundwork for the concept 
of green sales in terms of the operation of the process. In today’s world, where consumers prefer the 
products and services of businesses that follow a green sales policy, lawmakers have important duties 
in the healthy functioning of the process.

CONCLUSION

In recent years, the concept of green sales is one of the concepts evaluated within the scope of environ-
mental awareness and green sustainability. The development of technology and global developments based 
on innovation is effective in making consumers act more consciously. Global actors and multinational 
companies and individuals forming the society closely follow the devastating effects of global warm-
ing. In this direction, environmental product design has become even more important in production and 
sales. Businesses have to take into account their effects on the natural environment in their production 
activities. Companies that act with a win-win logic should act with the awareness of how important it 
is that they both prioritize the profit margin and develop environmentally friendly product designs. In 
this direction, lawmakers, environmental non-governmental organizations and conscious consumers put 
businesses under pressure in this regard. To leave a more livable world to future generations, humanity 
and businesses must struggle more. In the world, where the effects of the Covid-19 epidemic disease are 
felt most severely in 2022, the hot conflict between Russia and Ukraine, unfortunately, causes serious 
damage to the natural environment. The use of chemical warfare weapons in wars and heavy bombard-
ments that threaten the existence of humanity and nature deeply affect the human race and the existence 
of the ecological balance. Although the hot conflicts are not the main agenda item of this study, it also 
imposes important responsibilities on states and multinational companies in establishing peace due to 
the destructive destruction they have done in nature.

It has become a necessity for businesses to carry out their production policies with the logic of “ev-
erything is for humans and everything for nature”. How safe can our universe be with imperialist coun-
try and company policies and a more capitalist mindset? Why is it so difficult to develop constructive 
rather than destructive policies? Why does the spree of consumption and excessive extravagance never 
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end? Where is humanity going by cutting down trees, burning forests and destroying nature? Where do 
artificial production and consumption policies come to an end? Many more such questions can be gen-
erated. At this point, it should not be forgotten that businesses should be the mirror of society in terms 
of natural production, sense of sharing, and awareness of keeping the environment alive. Although the 
issue of green selling seems to be the main point emphasized by this study, it is necessary to focus on 
issues such as psychology, consumption, behavior, humanism, and love of nature.

Considering that today’s most important task of businesses is to sell products that will provide the 
most benefit to consumers by using scarce resources most economically, it is considered to be one of the 
important options in purchasing products in environmental sales. At this point, businesses should use 
sales methods that will ensure ecological order, support product return, and keep energy consumption 
at a minimum. In this direction, contributing to environmental sustainability is an important topic for 
both businesses and consumers. Based on the theory of social change, the use of environmentalist sales 
techniques is an indispensable criterion for the preservation of the natural balance and the continuation 
of the species living in nature.

It is seen that the concept of green sales is new in the literature. In this direction, very few studies 
were found in the literature this study. Related sources and details of the subject are mentioned in the 
literature background section. As explained before, the concepts of “environmental sustainability, green 
corporate social responsibility and green marketing”, which are thought to be related to the concept of 
green sales, are examined in detail. The literature has been tried to be clarified by making use of both 
Turkish and foreign literature. At the same time, the subject has been examined in terms of both busi-
nesses and consumers. The concepts of environmental concern, green purchasing willingness, and green 
price awareness, which are thought to be effective in taking action on green purchasing, are mentioned.

The sensitivity of businesses to green sales should be controlled by lawmakers. It should not be left 
to the conscience of businesses to act more sensitively about green sales. Consumers should be more 
sensitive about the choice of products and services of businesses that give more weight to green sales 
policies. It should not be forgotten that purchasing green products imposes an additional cost on con-
sumers. This should be considered again, not a loss. Because consumers have important responsibilities 
in leaving a more livable world to future generations and contributing to environmental sustainability. 
It is seen that the most important responsibility is to bear an additional cost. Businesses should make 
some concessions from the instinct of achieving maximum profit through sales policies and green 
sales strategies. They should act conscientiously, considering that the profit-based sacrifices they will 
endure will contribute to the protection of the natural environment and human health. Lawmakers and 
non-governmental organizations must take some actions that will raise awareness and encourage all 
stakeholders, both through press and media organs and through seminars, meetings, conferences and 
panels, in promoting green sales policies and raising awareness of consumers.

In this study, attention was drawn to the concept of green sales. The literature review method related 
to the study method was used. In this direction, it has been determined that the studies on green sales 
are not sufficient and the concept is only superficially mentioned in the literature with a limited knowl-
edge. First of all, qualitative research that includes the opinions of the experts and sector representatives 
should be disseminated. In addition, a green sales scale should be developed by applying qualitative 
and mixed methods. While developing the relevant scale, statements about dimensions such as “green 
personal selling and green price, green sales promotion”; The scale should be developed with questions 
to be directed to expert opinions, market actors, practitioners and academics. The validity and reliability 
of the developed “green sales scale” should be tested in the pretest. In this direction, literature studies 
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that are deemed insufficient regarding the concept should be developed with the planned qualitative, 
quantitative and qualitative methods.
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KEY TERMS AND DEFINITIONS

Environmental Sustainability: Sustainability is the capacity of the Earth’s supporting eco-systems 
to improve the quality of human life while living within their carrying capacity. This definition was pro-
vided by the International Union for Conservation of Nature (IUCN), the study of which is based on the 
fact that global production and consumption patterns are destroying nature at persistent and dangerously 
high rates.As the population increases and we rely on the world’s natural resources such as minerals, oil, 
coal, gas and so on, the world’s natural ecosystems and creatures (from birds to insects to mammals) 
have deteriorated. As environmentalist David Suzuki, who has had a negative impact on both people 
and other life systems, says, “we have changed the sacred balance of nature”.

Green Corporate Social Responsibility: Currently, thanks to the contributions of enterprises, solu-
tions to environmental problems are being developed. In this direction, environmental issues have gained 
importance within the scope of the social responsibilities of enterprises. Jul-yesil corporate social respon-
sibility concept is called the concept of green corporate social responsibility in which businesses act in 
an environmentally sensitive manner at stages such as production, raw material supply, and material use.

Green Marketing: Yesil marketing, development of products based on real or perceived environmen-
tal sustainability, the least detrimental way of marketing activities on the environment in the planning, 
implementation, and donate to the organization. Examples of green marketing include advertising dec 
yesilated emissions associated with the production process of a product, or using post-consumer recycled 
materials for packaging a product. Some companies may market themselves as environmentally conscious 
companies by donating a portion of their sales proceeds to environmental initiatives such as tree planting.
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ABSTRACT

Relationship selling is a strategy of attracting suitable consumers and then establishing, sustaining, 
and strengthening relationships with them to achieve long-term satisfaction through mutually benefi-
cial partnerships. For a firm to remain competitive over time, it must ensure its strategies are difficult 
for competitors to duplicate. Thus, relationship selling is leveraged as a tool for achieving sustainable 
competitive advantage. In today’s competitive environment, customer relationships are expected; hence, 
the establishment and development of relationship metrics is not an anomaly within successful sales 
organizations. With product quality becoming a universal standard and no longer a major source of 
competitive advantage, firms are striving to escape the quagmire of the “commodity mentality” that 
has pervaded the market today. To differentiate themselves, a number of these companies are resorting 
to relationship selling. This chapter focuses on understanding relationship selling, its components, and 
processes, as well as how it contributes to sustainable competitive advantage.
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INTRODUCTION

The relationship between the buyer and the salesperson is a major component of many relationship 
marketing initiatives. This is especially true for services like insurance, stocks, and trusts, as well as 
many B2B scenarios where the salesman is a key component of the company’s marketing plan. When 
long-term partnerships are desired, salespeople should approach the situation from a relationship-selling 
perspective. Relationship selling and negotiation concepts have traditionally been considered from a 
transactional perspective, to assist marketers in closing a specific deal with a customer (Kotler, 2014). 
Selling can also be approached from the perspective of a relationship. “The seller who understands 
how to create and manage great connections with major customers will have plenty of future sales from 
these consumers”(Kotler, 2014). Relationship selling is proven to be successful for a number of busi-
nesses utilizing it. For example, Dupont devotes a significant portion of its sales training to teaching its 
salespeople the value of forming customer relationships as well as the techniques for doing so (Dupont 
Turns Scientists into Salespeople, 1987).

Relationship selling is a vital component in firms’ efforts to achieve organizational success based 
on customer satisfaction, loyalty, and profitable sales volume in today’s highly competitive market 
(Guenzi & Paparoidamis 2009). Due the rise of partnership period, current changes in the buyer-seller 
relationship have a substantial impact on how relationship selling and sales management are handled 
(Todd et al., 2010). These significant changes have evolved into a new relationship sales paradigm, in 
which salespeople serve as partners and value providers for customers, as well as market analysts and 
planners. The fundamental goal of relationship orientation is to build a long-term, mutually beneficial, 
and profitable relationship based on trust. Using relationship selling strategies is one approach to set 
sales pitch distinct from competitors. A relationship-based sales technique can increase a company’s 
success rate with new consumers while also assisting in the retention of existing customers leading 
firms to continually look beyond what they sell to concentrate on their consumers’ needs and interests 
to create relationships with them. Relationship selling’s long-term goal is to boost return on investment 
(ROI) by cultivating brand loyalty, which contributes to a better customer lifetime value (Dandis et al., 
2021). Firms nurture and retain additional customers by spending more effort and time into investigating 
prospects and their requirements and giving value through a variety of interactions resulting in superior 
outcomes. Along with stressing performance indicators that indicate relationship selling performance, 
sales managers need also offer realistic tricks and tips that their teams may employ to alter engagement 
techniques towards a relationship- centric strategy. With today’s market’s heightened competitiveness 
and higher product and service complexity, a relationship strategy that prioritizes the lifetime customer 
is required (Munoz & Mallin, 2019).

RELATIONSHIP SELLING FOCUS

Relationship selling is a sales method that focuses on establishing relationships with consumers and 
prospective customers to close deals, instead of relying exclusively on the pricing and other parameters to 
offer goods or service (Poon et al., 2017). Consumers are highly liable to develop loyalty towards a brand 
when salespeople build a personalized relation with them, culminating to a feeling of being valued by the 
organization, this intimacy aids retain long-term consumers and attract potential ones (Diallo et al., 2021). 
It is a sales method in which the seller prioritizes his or her relationship with the consumer over other 
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considerations such as pricing. Trust is essential, the seller will prioritize offering value to the consumer 
over making a “rapid sale”. Building and sustaining relationships with prospects and existing clients to 
achieve a sale is what relationship selling entails (Sum & Hui, 2009). Relationship selling, when done 
well, can lead to recurring and referral business. Prospects desire to perceive that whenever a problem 
occurs after sales, salespeople will be there for them. Before attempting to close a sale, it is necessary 
to build a good relationship with prospects in order to achieve that degree of trust and faith. Prospects 
are less inclined to risk purchasing an expensive product these days without a well-defined relationship 
with a brand. This method works well when selling purchases that demand a greater commitment, as 
these customers are more inclined to give their decision more thought and time. Understanding what 
relationship selling is and why it is so crucial is the first step towards mastering it. Relationship selling 
is essentially the process of establishing profitable and productive relationships with customers hence 
selling should be viewed as a “helping profession”, emphasizing the significance of post-sale support 
that extends beyond pushing a product on a customer and then letting them do whatever they want with 
it. Firms utilize relationship selling to:

• Provide exceptional customer service.
• Enhance customer engagement by interacting with them on social media and replying to their 

postings on a frequent basis.
• Conduct customer feedback surveys, polls, and phone conversations to demonstrate a company 

values consumers’ opinions.
• Launch client loyalty programs.
• Reward recurring customers with discounts or bonuses.

LEVELS OF RELATIONSHIP

The five levels of business investment in customer relationship building according to Kotler (2014), are 
decided by the customer’s worth and the value-added additional service it provides:

• Non- Existent Relationship: The salesperson does nothing except say “thank you” and then 
moves on to sell to someone else in this strategy. Viewed in this way, the salesman does not pro-
vide any service or retain any connection after the sale, the relationship is effectively unavailable. 
This type of setup will inevitably collapse.

• Reactive Relationship: The company’s seller provides goods to clients at this level and encour-
ages them to ask if they have any concerns or inquiries. After selling goods, salespeople at this 
stage are prepared to answer customer complaints. “Please call me if anything goes wrong”, the 
salesperson offers in this technique. Salespeople at this level of relationship aim to show they 
genuinely care about their customers and are available to assist them if they require it.

• Accountability Relationship: At this level, the seller calls the buyers a little while after the sale 
to verify if the product measures up to their expectations. If any improvements are needed, they 
ask for suggestions. A week or two after the transaction, the salesman contacts the consumer to 
see if they are satisfied. As a result, the salesperson takes the initiative to solicit feedback from 
the consumer, which aids the organization in improving its performance (Gammoh et al., 2018).

 EBSCOhost - printed on 2/9/2023 3:43 AM via . All use subject to https://www.ebsco.com/terms-of-use



81

Relationship Selling as a Strategic Weapon for Sustainable Performance
 

• Showing-Continuing-Interest Relationship: This strategy entails communicating with clients 
on a regular basis to inform them about new developments, such as a new product. This type of 
relationship is more long-term and requires two-way communication (Baxter, 2008). The seller 
communicates with customers on a frequent basis to discuss how they intend to utilize the goods. 
The customer is also provided advice on how to get the most out of the product. Customers are 
also contacted by the salesperson and other personnel occasionally offering advice for superior 
product usage. They determine whether or not clients are pleased with the enhanced products and 
seek suggestions and advice if they are not completely satisfied.

• Real-Partnership Relationship: This approach incorporates collaborating closely with custom-
ers to develop the greatest and most relevant products and services to meet their requirements. 
Customers should be involved in evaluating their needs and shaping the types of products and 
services that will continue to suit those demands in order to establish this partnership. It also ne-
cessitates the salesperson’s on-going interaction with customers to gain from a mutually beneficial 
collaboration (Pullins et al., 2011). The company engages with the consumer on a regular basis 
to guarantee that the customer gets the maximum benefit out of the product. The salesperson acts 
as a consultant and completes the product. As a result, these kinds of partnerships are win-win 
scenarios. Salespeople also benefit by attracting customers who give them referrals and purchase 
additional products. Customers benefit from having their requirements met, obtaining excellent 
service, and dealing with a salesperson they can rely on and respect (Amenuvor et al., 2022).

RELATIONSHIP SELLING COMPONENTS

Relationship selling is a method of attracting the right consumers and then building, maintaining, and 
strengthening interactions with them in attempt to achieve deep rooted satisfaction through mutually 
beneficial partnerships (Williams et al., 2009). Figure 1 depicts each of these elements, as well as the 
major antecedents that underpin them.
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Attracting

A salesperson, first and foremost, requires prospects. A salesperson’s job is transforming a customer’s 
desire for the benefits that a company’s products bring into a transaction. It is necessary to undertake 
marketing and prospecting so that a sale automatically leads to another. Understanding each market with 
which to engage in essence, is the key to success in marketing to these markets. By creating a market 
profile comprising important persons and outlining key intended markets as well as current markets, 
firms will be able to discover a huge group to sell to. Customers’ accounts must be substantial enough 
to merit the additional time and effort the relationship salesperson needs put in the account, as it is criti-
cal for the salesperson to attract the appropriate type of customer for the relationship (Borg & Vagn, 
2012). Investing a deal of time and resources on tiny accounts with minimal potential is certainly not 
in the best financial interest of the salesperson. Promotion, advertising, and networking are just a few 
of the strategies that can be used to “cultivate” the market. Salespeople must dedicate themselves to 
learning about a market, appealing to it, analysing it, and mastering their field and qualifying prospects 
(Chinelato et al., 2021).

Figure 1. Relationship selling components.
Source: Authors, 2021
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Customer/Prospect Analysis

A prospect is a prospective customer who has been qualified by a firm based on its business offerings as 
meeting certain criteria. The first step in the selling process is to determine if a contact is a sales pros-
pect. If the person satisfies the criteria, they are considered a prospect and can proceed to the next stage 
of the selling process. Prospecting’s purpose is to build a database of possible clients and then engage 
with them in a systematic way with the intention of converting them from potential to existing custom-
ers (Boles et al., 2000). Prospect analytics entails gathering a wealth of information on each prospect. 
It also entails keeping track of and comprehending the state of each, and every sales prospect. Selling 
to existing clients and prospects are two scenarios that a relationship salesperson may encounter. When 
selling to existing clients, salespeople must identify the level of service that each customer requires. 
ABC analysis could be used, as with other types of account analysis. Customers could be classified 
using this strategy based on their volume, potential, and service needs (William et al., 2009). Relation-
ship salespeople must search for prospects that are profitable, have potential, and respond favourably to 
personalized services when prospecting.

Building

Building relationships with consumers is the second component of relationship selling. This is ac-
complished by earning their trust and offering excellent service. Gaining a customer’s trust requires 
building a mutual respecting relationship with them so that they feel at ease with the salesperson and 
that the salesperson is looking out for their best interests (Williams et al., 2009). Salespeople must also 
deliver excellent quality service to their customers. Even though they are selling products, salespeople 
provide service to their customers by resolving issues, performing post-sales activities, and responding 
to questions. For a relationship to develop, customers must believe that these services are of high quality. 
Thus, salespeople can utilize Service quality and Trust to build relationships (Amenuvor et al., 2022).

Service Quality

An assessment of how efficiently services meet a client’s expectations is called a service quality. From the 
consumer’s perspective, service quality is determined by the direction and degree of difference between 
the expected and perceived services. Firms can establish whether their service standard is adequate by 
comparing customer expectations with customer perceptions. From a customer’s perspective, the differ-
ence between expectations and perceptions of performance affects the level of service quality. When it 
comes to creating a relationship, service quality is crucial. Service quality is a required but insufficient 
prerequisite for relationship quality. Berry and Parasuraman (1991) offer five factors that influence cus-
tomers’ evaluations of service quality: reliability, responsiveness, assurance, empathy, and tangibles, to 
detect and measure the gaps between customers’ expectations and perceptions of the service received.

The term “reliability” refers to a company’s ability to keep its promises, such as those regarding 
delivery, service provision, problem resolution, and price. It’s the capacity to deliver on a promise with 
consistency and accuracy as customers like to conduct business with organizations that follow through 
on their promises, particularly those regarding service results and fundamental service characteristics. 
Customer expectations of dependability must be understood by all businesses as they are most directly 
harmed by companies that do not offer the fundamental service that they believe they are purchasing 
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(Homburg et al., 2011). Customers want salespeople to follow through on their promises and to give 
excellent service.

Responsiveness is a readiness to assist clients and give quick service. In dealing with consumer 
requests, inquiries, complaints, and difficulties, this dimension stresses attentiveness and promptness. 
Customers can tell how responsive a company is by how long they must wait for assistance, answers 
to questions, or attention to concerns. Responsiveness also encompasses the idea of flexibility and the 
ability to tailor a service to the needs of the consumer (Echchakaui, 2017). Responding to clients in a 
timely manner that meets or exceeds their expectations is what responsiveness entails. Because consum-
ers’ expectations may vary depending on the situation, relationship salespeople must ask inquiries and 
listen to determine what they expect.

Assurance entails instilling trust and confidence in others. Assurance is described as a worker’s 
awareness of courtesy and the firm’s and its workers’ capacity to inspire trust and confidence. This 
dimension is anticipated to be especially significant for services that customers perceive to be high-risk 
and/or for which they are apprehensive of their ability to evaluate (Hansen & Riggle, 2009). The person 
who connects the customer to the organization should symbolize trust and confidence. As a result, the 
staffs are aware of the necessity of gaining client trust and confidence to achieve a competitive edge 
and ensure customer loyalty. It is the ability of salespeople and their colleagues to express trust and 
confidence to their consumers by their expertise and courtesy (Borg & Vagn, 2012). Customers want 
to know that their decisions were accurate. They will feel more at ease if relationship sellers treat them 
properly and answer their queries.

Empathy refers to the firm’s commitment to provide caring, personalized service to customers. In-
dividual attention is required in some nations to demonstrate to the consumer that the organization is 
doing everything possible to meet their needs (Amenuvor et al., 2022). Empathy is a bonus that increases 
client trust and loyalty while also increasing trust and confidence. Customers’ demands are increasing 
day by day in this competitive environment, and it is the responsibility of businesses to do everything 
possible to match those demands; otherwise, customers who do not receive personalized service will 
go elsewhere. Knowing clients’ issues and making them recognize that salespeople understand their 
situation is what empathy is all about. Customers will loosen up and feel comfortable working with a 
relationship salesman once they realize the salesperson has empathy.

Tangibles are the physical facilities, equipment, employees, and communication tools that relationship 
salespeople employ are known as tangibles. Customers determine the quality of service by the quality 
and appearance of concrete items they can judge, such as people, documentation, brochures, and office 
spaces (Syam & Hess 2006). Customers’ perceptions of service quality are based on a comparison of 
the tangibles related to the services offered.

Trust

Gaining consumer trust is an important part of building a strong relationship. In a relationship-selling 
scenario, the customer’s trust is a confident conviction that the salesperson can be trusted to behave 
in such a way that the customer’s long-term interests will be fulfilled (Yu & Tung, 2013). To acquire 
consumers’ trust, relationship salesmen must be dependable, candid, competent, customer-oriented, and 
develop rapport, among other things).

Dependable Relationship salespeople must set reasonable expectations in the minds of their consum-
ers and not make promises they can’t keep to be seen as dependable (Yu & Tseng, 2016). Furthermore, 
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providing proof to back up claims helps to reinforce dependability. The actions of relationship sales-
people must match their promises. This can be accomplished by writing down significant promises and 
deadlines, as well as keeping track of customers in a client file that is updated after each contact. Finally, 
relationship salesmen should be interested in the demands of their consumers. To trust a salesperson, 
customers must believe that the salesperson’s behaviours are predictable, and that the salesperson is 
looking out for their best interests. This assures them that the relationship salesperson can be backed 
on to look out for them.

Competent It is crucial to be dependable and candid, but relationship salespeople must also demon-
strate competence. Competency entails being educated about products so that the relationship salesperson 
can provide accurate information to customers (Mohanty & Patro, 2022). Relationship salespeople who 
lack knowledge will be distrusted. Competency also entails the availability of the relationship salesman 
to customers when they are needed. There are a variety of ways to be reachable (e.g., beepers, pagers, 
handing out home phone numbers, car phone numbers, voice mail, and fax numbers). Being approach-
able offers the relationship salesperson a professional image and boosts consumer trust.

Candid Being candid is another technique for a relationship salesperson to develop trust. Being open 
and honest implies providing clients both sides of the story about the problems they are facing, as well as 
the benefits and drawbacks of the products and services that are recommended (Foster & Cadoga, 2000). 
Relationship salesmen must also be careful not to exaggerate when describing items or services or what 
they can accomplish for the consumer. Overstating boosts consumer expectations, and if salespeople 
fail to meet those expectations, customers are dissatisfied. Being open and candid with clients improves 
the trustworthiness of the relationship salesman. Customers are also more inclined to refer relationship 
salespeople to their friends and associates based of this dimension of trust.

Customer Oriented Customers will perceive relationship salespeople care about them if they are 
customer oriented. Relationship salesmen must ask inquiries about clients and their requirements, as 
well as listen to their responses, in order to make them feel this way (Baxter, 2008).

Establish rapport is another technique to acquire trust. Relationship salesmen should make customers 
feel at ease. Relationship sellers must be kind, friendly, and polite. Being customer-oriented and listening 
to customers are two guaranteed methods to accomplish this. It’s also beneficial to find common ground 
with customers. The more shared interests a relationship salesperson can discover, the simpler it is to 
spend time with consumers and the wider the range of things he or she can discuss (Pullins et al., 2011).

Maintaining

Relationships will deteriorate and eventually collapse if they are not nourished and maintained. Custom-
ers may continue to utilize the product or service in such instances, but the relationship will degrade, 
and there will be no repeat business or referrals. Every year, negligence causes more business loss than 
any other factor (Reinartz et al., 2003). Furthermore, it is believed that generating new business costs 
five times as much as keeping existing consumers. Salespeople must provide personalized service to 
maintain relationships. Maintaining a relationship necessitates personalized service.

Personalized Service

The next competitive battleground is the customer experience. It is here that a business will be gained or 
lost. Offering high, seamless customer service is something that every company aspires to as customers 
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must be pleased and satisfied in order for businesses to succeed (Wong et al., 2008). Maintaining good 
customer relations not only helps the company earn trust and loyalty, but it also aids in the acquisition of 
new clients. As a result, it is critical for a company to reach out to customers in the most effective man-
ner possible and to provide the precise services that they require. The entire concept of personalization 
relies around exceeding each customer’s expectations. Personalized service acknowledges the value of 
treating each single customer as an individual with a unique experience. Personalized customer service 
refers to providing services that are tailored to the customer’s specific wants and needs. Customers feel 
more connected and satisfied when they receive customized answers to their challenges.

Staying in touch with consumers, customizing relationships, and conducting relationship check-ups 
are all aspects of personalized service.

Customizing Relationships When creating a relationship with a customer, the goal of the relation-
ship salesman is to design the relationship depending on the customer’s product or service demands, 
personal needs, and relationship needs. Relationship salespeople, on the other hand, must be adaptable 
and customize relationships based on what they discover about consumers’ needs (Preis et al., 2003).

Staying in Touch with Customers is critical for the relationship salesperson to communicate with clients 
on a frequent basis. Relationship salespeople, according to Crosby et al. (1990), ought to seek out their 
consumers on a regular basis. In a wide range of selling professions, staying in touch with consumers 
is a critical component of maintaining relationships (Wong et al., 2008). Telephone calls, newsletters, 
written mail, delegating contacts, cards, and other methods of communication are all available. When 
salespeople communicate to customers more frequently, they can provide better customer service, a 
better awareness of their needs, additional contacts within the customer’s organization, and protection 
from competitors (Kotler, 2014). Keeping in touch also allows the salesman to emphasize critical selling 
elements, these communications should be customized to the customer wherever possible.

Relationship Check-Up is a periodic, thorough assessment of a customer’s personal circumstances 
to ensure that their needs are being addressed and that the relationship salesperson’s performance is 
satisfactory. This review is a good approach to stay in contact with customers’ requirements, to show 
them that salespeople care about them, and to ensure that their needs are satisfied efficiently. Checking 
in on a customer’s relationship on a regular basis can help you avoid major problems. A periodic “check-
up” on a relationship may help preserve a healthy relationship (Williams et al., 2009). The relationship 
salesperson may find some areas of the relationship that the consumer is unsatisfied with by inquiring if 
everything is satisfactory. If a customer is dissatisfied, salespeople must respond immediately or explain 
why they are unable to do so.

Enhancing

This entails going above and beyond what consumers expect from a typical interaction. These added fea-
tures could include things like providing advice to customers or assisting them in networking with other 
experts (Chinelato et al., 2021). Enhancing relationships can be divided into two categories. To begin 
with, upgrades are typically small changes that add up to create a significant difference in a relationship. 
Second, enhancements must go above and beyond standard service levels. Normal service is anticipated 
and adding extras will do little to improve the relationship if it is not provided. By asking inquiries, 
watching what other salespeople do, and looking at advertisements, salespeople can obtain a sense of 
what customers expect. Customer expectations, on the other hand, vary, and salespeople must strive to 
figure out what each customer wants. One way, salespeople enhance relationships is by adding value.
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Value Added

Value-added service (VAS) is a feature that can be added to a core product to improve the user experi-
ence or a service that can be used independently. VAS provides synergy and complements core products 
and services, creates additional revenue either through direct sale or by contributing to an increase in 
retention, and can stimulate more demand for a firm’s core products and services (Chinelato et al., 2021). 
Extras that go above and beyond what the consumer expects are referred to as value-adding services. 
The key to relationship selling, according to Kotler (2014), is value-added. Customers favour extras that 
aren’t easily imitated by competitors and are financially and operationally realistic to supply, accord-
ing to relationship salespeople. Customers might find it difficult or expensive to supply value-adding 
services on their own, thus the relationship salesperson can provide them. The relationship salesperson 
and the consumer are bound together by value. Customers’ “total benefit” for the “whole cost” they pay 
is reflected in the value. This is frequently accomplished by delivering tailored, individualized service 
that recognizes each customer’s unique situation. Customers are more inclined to value personalized 
services, and competitors are less prone to imitate them (Syam & Hess, 2006). According to Crosby 
(1991), value can be added by giving social reinforcement, reassurance, benefit reinforcement, problem-
solving aid and personalization.

RELATIONSHIP SELLING PROCESS

Sales are an important aspect of every company, as it aids in the growth and building of a loyal con-
sumer base. Learning about the selling process will assist firms in locating potential buyers or clients, 
increasing overall sales, and nurturing a long-term relationship with businesses or consumers after the 
transaction is completed. While the sales process adapts to the situation, the simple yet logical seven-step 
architecture remains the same, even as communication techniques and how people connect with busi-
nesses have evolved dramatically (Gammoh et al., 2021). With the use of social networks, user reviews, 
wikis, and other community-based platforms, each of the processes can now involve considerably more 
collaboration between customers and salespeople. In principle, this should make the sales process easier 
because technology allows salespeople to learn more about their target market at each stage. This means 
that salespeople may present consumers with more relevant and powerful solutions at every point of 
the buying process.

It is impossible to think about relationship selling as a one-time transaction. Relationship selling is 
a time-consuming procedure and is something that needs to be done on a regular basis. When dealing 
with a possible prospect in a non-existent relationship, the main purpose is to make a sale, regardless of 
the relationship’s consequences. Irrespective of the strategies utilized, if a sale occurs, the outcome is 
considered a success (Sum & Hui, 2009). However, when a sale is made in this manner, the relationship 
between the salesperson and the customer may be harmed; referrals are less likely; consumers are reluctant 
to give positive word-of-mouth, and customers are more inclined to transfer to another salesperson. In the 
context of relationship selling, if a salesman completed a sale but damaged the customer’s relationship 
in the process, the trust would be compromised, and the encounter would not be considered successful.

Salespeople must always be aware of the impact their activities will have on their clients’ relationships 
in order to prevent damaging a relationship for a short-term gain (Yu & Tung, 2013). The interaction 
between a seller and a possible buyer or customer is known as the selling process. It’s usually a method 
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that firms employ to guarantee that salespeople perform consistently. This series of processes is used 
by businesses to complete sales and maintain profitability. All salespeople’s selling processes generally 
follow seven steps resulting in higher sales and customer satisfaction, as is possible to see in Figure 2.

Prospecting and Qualifying

The needs awareness stage in the buying process is related to the prospecting and qualifying step, a 
salesman must undertake research before planning a sale to find the people or businesses who could be 
interested in their product or service. Prospecting is the first phase in the sales process, and it lays the 
groundwork for the rest of the process. In attempt to convert numerous suspects into prospects, proper 
follow-up is frequently essential throughout the prospecting stage. Another notion that needs to be un-
derstood is the concept of lead customers: which refers to someone that desires to purchase a product 
but without any financial means to do so (Zhou & Charoensukmongkol, 2021). Prospecting is the act of 
gathering customer information and reviewing lead parameters to determine whether, or not they qualify 
as prospects. It provides a clear grasp of how to conduct a successful prospecting exercise. Prospects can 
come from satisfied customers willing to provide references, websites, trade periodicals, newspapers, 
and other sources. Salespeople must identify and define prospects, as well as their traits and features, 
before qualifying or distinguishing them from suspects. Prospecting thus consists of three main steps: 
identifying and classifying prospects, searching for possible account sources, and qualifying prospects 
from suspects (Gammoh et al., 2021). Prospecting techniques include cold canvassing, direct mail, 
prospect pools, centres of influence, non-competing sales forces, trade exhibitions, and telemarketing.

Figure 2. Relationship selling process.
Source: Authors.
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Preparation/Pre-approach

This stage of the selling process is concerned with the formulation of a sales strategy by salespeople, 
which is accomplished by the acquisition of customer data and the combination of that data with product 
attributes to meet both organizational and customer needs (Liu, 2019). A pre-approach selling plan for 
each potential customer necessitates a thorough awareness of the consumer’s qualities as well as his or 
her wants. A strategy development is all about is identifying general customer needs and then matching 
product benefits to those demands. The rate of customer adoption and the stage of the product life cycle 
might have an impact on the customer’s perceived demands. This stage is crucial to the sales process 
because it achieves four goals:

• Increases the salesperson’s self-assurance.
• Indicates the professionalism of the salesperson.
• When consumer sees the effort made by the salesman to meet their demands, it fosters goodwill 

between the salesperson and the buyer.
• Since salesmen have a greater understanding of the buyer’s demands, the salesperson has a higher 

chance of making the sale (Kadic-Maglajlic et al., 2016).

A company’s selling strategy is aided by its selling plans, which explain call norms and objectives, as 
well as the distinct advantages that a product provides to customers. The establishment of call objectives 
is also part of the selling strategy. There are a few basic strategies to determine the personal needs of 
potential clients, one of which is for the seller to think like the buyer. This method aids in the translation 
of product features into appropriate consumer benefits. Hence, pre-sales preparation entails establishing 
call objectives, creating a client profile, identifying customer benefits, and determining sales presenta-
tions (Keillor et al., 2000).

Approach

Following the identification of a prospect and the development of a selling strategy, salespeople are hired 
to contact clients and attempt to persuade them to make appropriate purchasing decisions (Poon et al., 
2017). Salespeople use this stage to try to grab the customer’s attention and develop an interest in the 
salesperson in preparation for the sales presentation. Appointments, for this reason, can be made over the 
phone, via email, or in person. Frequently, sellers approach customers without making an appointment, 
which is referred to as cold calls (Boles et al., 2000). The goal of these conversations is to gain a quick 
understanding of the consumer and then meet up later with the necessary instruments for presentation. 
Customers can be approached in a variety of methods, including stimulus-response, need satisfaction, 
problem-situation, the benefit approach, referral approach, and introductory approach.

Presentation

After a salesperson approaches a customer and establishes an initial relationship with the consumer, it 
is time to give a good product presentation so that customers can learn more about the product. In any 
sales presentation, there must be two-way communication between the vendor and the customer (Chine-
lato et al., 2021). During the presentation, when salespeople propose their sales solution to prospects, 

 EBSCOhost - printed on 2/9/2023 3:43 AM via . All use subject to https://www.ebsco.com/terms-of-use



90

Relationship Selling as a Strategic Weapon for Sustainable Performance
 

research and preparation pay dividends. A seller must exhibit his products to prospects in such a way that 
they pique the buyer’s interest in the product on offer. It is the seller’s obligation to match the product’s 
qualities and aspects with the benefits that can be received from the product during the presentation 
stage. The presentation should be tailored to the level of consumer interest, the type of the product, and 
the amount of time available. The salesperson offers the goods, which the buyer accepts, objects to, and 
necessitates the salesperson to provide certain logical explanations.

It is important to understand that attracting customer attention entails a thorough understanding and 
assessment of the buyer’s mind, as well as presenting product information in line with the prospect’s 
thought process (Paparoidamis & Guenzi, 2009). There are a variety of factors that influence attention 
levels, such as mechanical factors and interest factors, which have been found to leave a positive impres-
sion on prospects’ minds. The approach of generating interest entails relationship salesmen generating 
interest for a particular market segment. The benefit approach, factual approach, complement approach, 
premium approach, service approach, and problem-solving approach are all types of this method. The 
benefit strategy, as the name implies, is concerned with showing the advantages of using a certain prod-
uct, whereas the factual approach is concerned with giving certain facts about the product and creating 
conviction.

Overcoming Objections

Following the seller’s presentation, buyers frequently raise objections about the goods being offered. In 
generally, objections are either genuine or phoney. Real objections are ones in which a consumer asks 
a valid question that is related to and relevant to the goods being offered (Echchakaui, 2017). It arises 
from actual interest in a thing, whereas phoney objections are just excuses for not purchasing one. When 
a customer has concerns about the product’s quality, quantity, price, or intended use, it is the seller’s job 
to address those concerns and objections. Customers frequently voice objections when they are unaware 
of their wants or the product’s potential to provide the desired advantages to the consumer. Doubts, minor 
objections, and major objections are all examples of objections. A doubt is essentially a request for proof 
that what is being asserted about a product can be performed by the product. Minor objections might 
be based on the seller’s incomplete facts and numbers, whereas major objections are the most common 
roadblock to a product’s sale. Customers’ feedback on many features and benefits supplied by the product 
is gathered through objections (Borg & Vagn, 2012). Approaches like superior feature method, narrative 
method, testimonial method are utilized by salespeople in overcoming such objections.

Trial Close/Closing the Sale

Every attempt made by the seller is aimed at finally closing the sale. When dealing with customer objec-
tions, sellers should attempt a trial close, which is nothing more than an attempt to persuade the client 
to make a specific payment for the goods offered. A selling process may only be closed by the seller 
following appropriate resolution of customer objections. Closing the deal can be done in a variety of 
ways (Singh & Venugopal, 2015). An assumptive closing technique is one that assumes the transaction 
has already been made. Assumptive close should be used for products that are in low supply or that 
demand instant customer action. In the caution technique, sellers first make the client cautious about 
the product’s availability or availability period and then ask the customer to place a purchase. Another 
method is the implicit consent method, in which salespeople assume that the buyer is satisfied with the 
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presentation and may place an order at the conclusion. Customers are found to come forward to place 
orders without any extra persuasion from the seller in the direct order approach. In the ownership sug-
gestion method, salespeople are found recommending customers to purchase a product to boost their 
social status (Liu, 2019).

Follow-up

This stage of the selling process aids sellers in assessing competitive sales moves and generating further 
sales leads from satisfied consumers. This step also assists in the upselling and cross-selling process 
in which sellers thank customers for making a purchase decision and then proceed to build customer 
goodwill for the brand being sold is referred to as follow-up (Zhou & Charoensukmongkol, 2021). Sellers 
should conduct a post-call self-evaluation to discover personal strengths and shortcomings in product 
and firm knowledge, as well as selling skills that require improvement. After-sale service is a crucial 
part of the sales process since it ensures not only repeat purchases but also better word-of-mouth. To 
effectively build relationships, the salesman must follow up with value-added service after the sale to 
ensure customer satisfaction.

RELATIONSHIP SELLING TECHNIQUES

Relationship selling techniques are one approach to making a sales pitch distinctively from competitors. 
Implementing a relationship-based sales approach can help retain existing clients while boosting new 
customer success. Here are a few relationship selling techniques that salespeople can employ to build 
relationships with customers and improve sales interactions:

• Be an enthusiastic expert - Relationship selling requires expertise, why would a salesman expect 
clients to be passionate about buying products and services if the salesperson is not? Salespeople 
must back up their enthusiasm with an in-depth understanding of the products they are selling. 
Salespeople must have a deep awareness of their business and their customers’ industries to estab-
lish themselves as a reputable and trustworthy resource (Singh & Venugopal, 2015). This entails 
reading every piece of material produced by the organization, speaking with support personnel, 
and gathering information from long-term employees. Furthermore, salespeople ought to be well 
acquainted with industry trends and news, as well as how the company is reacting to changes or 
satisfying new demands. Starting talks about industry events can also help with relationship build-
ing as it allows them to exhibit interest in their company and demonstrate their broad expertise to 
prospects and consumers.

• Find common ground - Finding common ground is a basic strategy that enables one to get to un-
derstand someone on a more intimate level in order to create a relationship with them (Amenuvor 
et al., 2022). People are more likely to connect with someone with whom they have common 
experiences. This applies to consumer relationships as well; salespeople should go beyond small 
conversations and learn about their customers’ interests or other elements of their lives that are 
unrelated to the sale. This helps them to develop a relationship with customers without having to 
give away the store in terms of sales.
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• Practice Active Listening - It’s common to hear salespeople talking about why someone should 
buy their product due to its remarkable features or benefits during sales interactions. However, 
salespeople who connect with their clients by talking less and listening more are more likely to 
close the deal (Sum & Hui, 2009). Listening to the client allows salespeople to have a deeper un-
derstanding of their requirements and issues, which can help them, personalize sales pitch to them.

• Be honest - Dishonesty can harm relationships, but salespeople can earn clients’ trust by always 
telling them the truth (Guenzi, 2003). It is unethical to deceive clients by offering inaccurate 
information or withholding information. Customers will be grateful that a sales representative 
gave them the truth rather than waiting for them to figure it out on their own. Also, if a product or 
service is not the proper fit for a customer’s demands, inform them that the deal will be cancelled; 
they will appreciate the honesty and may suggest a firm’s services to other possible consumers.

• Practice Patience - When selling high-ticket items, patience is especially key, as these trans-
actions typically take a lot of back-and-forth decision-making and follow-ups with the client 
(Mohanty & Patro, 2022). Remember that this is a huge decision for the customer, so don’t rush 
them or put them under too much pressure. Patience is also beneficial when dealing with concerns 
during the sales process.

• Add value - This is another instance where an absolute expert is advantageous. Salespeople’s 
knowledge aids them to offer value to their company by sharing product usage tips and tactics that 
aren’t readily available through other channels (Zhang & Li, 2019). Even if it has nothing to do 
with the product or service the salesperson is offering, this helps build credibility and trust with 
customers. Customers will be more interested in chatting with salespeople if they feel like their 
interactions are worthwhile. It’s also worth noting that value might be added during the sales cycle 
or during the presale period.

• Continue to provide value after the sale - Relationship selling does not end when the consumer 
makes a purchase or signs a contract; salespeople should follow up with them to keep the relation-
ship going (Dandis et al., 2022). By doing so, a company shows its customers that they are valued 
members of the company rather than just a source of revenue. Every few months, try to follow up 
with customers to see how they feel about the product and if they have any questions or concerns.

TRANSACTIONAL SELLING VS. RELATIONSHIP SELLING

Some businesses thrive on developing lasting customer relationships, while others simply aim to generate 
a quick sale with no long-term commitment. In either case, the company requires a strategy. Whether 
a company wants to make a quick sale or create a solid customer base for future sales, it determines 
how it sells its goods and services. Transaction selling is a sales approach that focuses on making quick 
transactions without making a conscious effort to develop a long-term customer relationship (Zhang & 
Li, 2019). Here, the salesperson seeks out potential customers, builds a relationship with them, and then 
attempts to close a sale. The sales representative determines what the consumer need and then tries to 
provide that need for that particular transaction, as he is not interested in building a long-term relation-
ship with the customer. Transactional selling focuses on one-time sales, with the ultimate goal of making 
as many sales as possible from as many potential customers as possible. This strategy is feasible since 
customers are often the ones who have the purchasing and decision-making power, culminating in quick 
sales cycles (Diallo et al., 2021). Sales and marketing teams frequently use discounts and promotions 
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to enhance sales volume because pricing is an essential component. Customers know what they need, 
therefore product expertise is not necessary; alternatively, purchase criteria are often based on price or 
convenience of acquisition. When a transactional sale is completed, the customer and firm’s relationship 
is also completed.

Relationship selling on the other hand, aims to foster strong, long-term relationships between brands 
and their customers, resulting in increased customer loyalty and repeat sales (Dandis et al., 2022). 
Customer service is emphasized by businesses that employ relationship selling to increase customer 
retention and satisfaction. Customers who are dissatisfied with a firm’s customer service are likely to 
cease buying from that company and seek another with superior service. While both transactional and 
relationship marketing have the same goal of making a sale, they approach it in different ways. The key 
distinctions between transactional and relationship marketing is as follows:

1.  Relationship selling encourages consumer relationships through surveys, polls, phone calls, text 
messages, and social media activities. In transactional marketing, customer interactions are minimal 
and do not extend beyond the sale

2.  Relationship selling uses loyalty programs and incentive systems to encourage customers to make 
repeated purchases, whereas transactional selling uses promotional methods such as offers or dis-
counts to create one-time sales.

3.  Relationship selling employs individualized advertising and establishes customer relationships to 
make sales, whereas transactional marketing uses mass advertising and promotion to make sales.

4.  Relationship selling focuses on the long-term benefits of creating relationships and brand loyalty, 
whereas transactional marketing focuses on short-term interactions.

RELATIONSHIP SELLING AND SUSTAINABLE COMPETITIVE ADVANTAGE

Relationships are built on the foundation of both parties reaping benefits and earning respect. Hence, 
firms that want to succeed in a highly competitive market must embrace and implement the concept 
of relationship selling. According to Kotler (2014), when a company satisfies its consumers, it is in a 
better position to achieve its business goals. While most industries have embraced higher quality for 
their products and services, quality is no longer a primary source of competitive advantage. Traditional 
selling, on the other hand, has experienced tremendous competition from new selling techniques, and 
is slowly withering, giving way to modern approaches that emphasize building and sustaining a posi-
tive relationship with customers (Hudson et al., 2007). Relationship selling, which comprises multiple 
characteristics centred on the customer, is now widely regarded as a key strategy that businesses use to 
attain and maintain competitiveness in their varied marketplaces. Firms that attempt to establish business 
relationships reap benefits such as diversified products, higher profitability and customer loyalty to the 
brand. Relationship selling can be a powerful tool for generating product differentiation and gaining a 
competitive edge

The concept of competitive advantage exposes a wide range of measuring and applicability approaches 
(Ren et al., 2007). Competitiveness, as defined by Sigalas (2013), is a relative phenomenon characterized 
by “above industry average expressed exploitation of market opportunities and neutralization of compe-
tition threats.” To determine if a business has a competitive edge, it must be assessed and compared to 
its competitors. A competitive advantage refers to an “attribute that empowers a business to outperform 
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its rivals” (Ahmad, 2015). This helps a company to outcompete its competitors in terms of sales. profit 
margins, creating value for the business and investors. When a brand leverages its resources, competen-
cies, or innovative features to perform better its rivals, it is said to have a competitive advantage. A firm 
is deemed to have a competitive advantage when it is executing a value-creating strategy that no other 
competitor is implementing (Teoh et al., 2021). Consumer interest is piqued when products or services 
are advertised at cheaper prices or of higher quality. These unique products or services are well-known 
among target markets. This is why customers prefer a specific product or service over another, and it 
forms the basis for brand loyalty. When it comes to understanding competitive advantage, the value 
proposition is crucial, as effective value proposition provides customers with better and greater value 
thereby increasing customers’ expectations and choices.

The backbone of most successful firms today is a sustainable competitive advantage (SCA). Sustain-
able competitive advantage refers to the long-term benefits of implementing a distinctive value-creating 
strategic plan premised on a unique combined effect of internal organizational capabilities and resources, 
value-creating goods, technological advances, procedures, and services that competing brands are unable 
to match (Denga et al., 2022). Firms that appear to be incredibly profitable frequently shrivel up and die 
as they rarely discover ways to maintain their competitive edge. Though there is usually plethora to ac-
complish in the short to medium term, successful strategic leaders explore short-term activities that can 
significantly contribute to enduring sustainable competitive advantages. It is the key to business perfor-
mance and the drive that empowers a firm to maintain deeper focus, higher sales, larger profit margins, 
and relatively high employee and customer retention than rivals. It is essential to build a sustainable 
competitive edge in order to drive long-term revenue and value growth. Industries with high growth and 
markets attract rivalry, and if a growing business possess any advantages that competitors can readily 
imitate, it will be swallowed up and overtaken by competition. Brand Loyalty, Proprietary Information, 
Location, Intellectual Property, Innovation, Scale, Network Effects and Lock-up Supply are the eight key 
sources of sustained competitive advantage (Kadic-Maglajlic et al., 2016). Relationship selling enables 
businesses to gain sustainable competitive edge by leveraging brand loyalty and innovation.

Brand Loyalty

Consumers’ dedication to a long-term connection with a brand demonstrates their loyalty to that brand 
(Atulkar, 2020). Loyalty is described as “a firmly held commitment to repurchase or patronize a favoured 
product or service persistently in the future, resulting in recurrent same-brand-set purchases, notwithstand-
ing contextual factors and promotional strategies possessing the potential to modify behaviour” (Cuong 
et al., 2020). Brand loyalty is characterized as the degree of a customer ‘s sentimental commitment to 
the brand and has six factors: consumer willingness to rebuy or patronize a preferred, premium price, 
level of customer satisfaction, cost of switching, brand choice, and dedication to brand. Relationship 
selling is widely seen as a long-term investment in future revenue and competitiveness since it fosters 
customer loyalty. Since it is challenging for rivals to duplicate a consumer’s willingness to repurchase, 
loyalty according to Dandus & Li (2021) is extremely advantageous as a source of sustainable competi-
tive advantage in several ways:

• Increase revenue: Compared to first-time consumers, repeat customers spend about 70% higher 
money on goods and services. The chance of spending more money arises from the customer’s 
rapidly expanding trust in their favourite brand over time. Once a buyer appreciates and trusts a 
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brand’s quality, they are increasingly inclined to purchase in larger volume culminating in elevated 
profit margins.

• Customers that are loyal to a brand become brand ambassadors as aside repeat purchases, they 
also promote brand awareness through “word-of-mouth marketing”. The sales funnel does not end 
with conversion. True relationship selling creates a base of loyal consumers who act as brand am-
bassadors, resulting in increased word-of-mouth referrals and a stronger brand recognition among 
the target group. Consumers who are pleased with their purchases are more inclined to inform 
their acquaintances and relatives regarding them, thereby advertising and generating goodwill in 
the brand’s favour. Positive word of mouth generated through loyalty is considered as one viable 
strategy for a company to save money on marketing.

• Elevated Wallet Share: The amount of cash customers spends on a particular brand in comparison 
to the sum of money they splurge on the brand’s rivals is referred to as share-of-wallet. Customers 
switch to loyal brands and devote more time and money with them, translating to higher share-of- 
wallet in favour of their preferred brands which drives sales.

• The capacity to negotiate premium average selling price (HASP): The higher a firm’s HASP, the 
more difficult it is for customers to choose whether, or not to do business with them. Relationship 
selling, instead of reducing the price to assuage their concerns, is an antidote to their hesitancy, 
empowering them to establish a premium price and increase their profitability.

• Brand extension, which is becoming a more popular vehicle for new product introductions, is an 
effort, to capitalize on parent brand loyalty and thus reduce the chances of new product failures.

• Brand loyalty has been found to increase with market dominance, whereas market share is directly 
linked to higher percentages of return on investment. According to the double jeopardy phenom-
enon (Mostafa & Kasamani, 2021), firms that desire to grow their market share must be effective 
in both attracting new customers and encouraging recurring purchases.

Innovation

Innovation is the pragmatic application of concepts or ideas that culminate in the launch of novel prod-
ucts or services, or an enhancement in the manner those goods or services are offered (Ren et al., 2010). 
Innovation refers to “a new or altered entity realizing or redistributing value” (Perez et al., 2007). One 
strategy to attain competitiveness through product innovation is to launch new products during intense 
competitive rivalry. Innovation entails monitoring customers in an attempt to identify and satisfy them 
with unique brands, in order to attain a strategic position in the market and survive competitive threats 
with the primary goal of satisfying market requirements. It can be leveraged to offer a firm competitive 
advantage. Accelerating R&D initiatives and developing internal innovative abilities are no longer enough 
to keep up with the rising cost, speed, and intricacy of technology advancements. Business partnering 
has grown at an unparalleled rate in recent years, with an increasing dependency on diverse modes of 
external collaborations (Atulkar, 2020). Thus, customer connection through relationship selling boosts a 
firm’s propensity for innovation. Relationship selling is commonly thought to improve an organization’s 
competitiveness and have a favourable influence on product innovation. Proactive customer interaction 
contributes to a deeper connection, a broader understanding of market requirements, reduced blunders 
in the early stages of development phase, and elevated product quality, to name a few of its numerous 
benefits (Twing-Kwong, 2013). Customers can share first-hand insight into the needs, assist in the 
development of innovative and revolutionary new product ideas, and give comments and suggestions 
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on conceptions and models (Torres et al., 2018). Consumers are no longer restricted to the position of 
merely end - user, their importance in the entire value chain has grown in recent years. Customers col-
laborating in innovative goods and service creation are valued aspects determining customer experience 
utilizing relationship selling (Mostafa & Kasamani, 2021). Customer satisfaction and enduring loyalty 
will be ensured through greater degrees of consumer value. Thus, strengthening the firm’s brand im-
age, as well as assist it compete and thrive in both home and international markets. “Customer advice” 
is a new position for customers where they greatly assist firms in adapting to the constant alterations 
that occur in a competitive environment through two pivotal capabilities: capturing and responding to 
customer offerings offered by businesses. Firms increases the value customers receive while purchas-
ing and consuming products by incorporating them in the co-creation process (Mostafa & Kasamani, 
2021). It allows businesses to better identify and respond to their customers’ increasingly complex and 
valued requirements, while also lowering the risks associated with innovation. Traditional techniques 
centred on investigating customer demands and responding consecutively with unique products generate 
significantly lower returns than the participative approach of co-developing solutions, which enhances 
customer value and generates far better returns (Twing-Kwong, 2013).

In essence, firms can successfully identify what the customer wants and modify the product to match 
the customer’s needs by putting a higher emphasis on listening. This ability to effectively satisfy a 
consumer can aid companies differentiates its products and achieves a competitive advantage over less 
responsive competitors. Selling communications is another source of both product differentiation and 
competitive advantage (Atulkar, 2020). The longer a firm and its customer interact the more profitable 
the relationship develops. It has been proven through sales experience that keeping existing custom-
ers is more profitable than obtaining new ones. Relationship selling empowers firms to participate in 
cross-selling, which boosts overall sales volume and high profitability. Brand reputation, which leads to 
word-of-mouth promotion, assists to minimize customer acquisition costs, which has a positive influ-
ence on profitability. According to Frederick Reichheld, who wrote the book The Loyalty Effect, a 5% 
reduction in a company’s customer attrition rate can boost earnings by up to 75%. Reduced acquisition 
costs increased cross-selling, a high customer referral rate, less price sensitivity, and lower operating 
costs all contributed to the higher profit (Atulkar, 2020). When a firm’s communications strategy focuses 
on providing customers with information that allows them to educate themselves rather than traditional 
advertising and sales promotion, customers are more likely to remain loyal to the brand. This is in stark 
contrast to the constant pursuit of new customers, which is, of course, quite costly. Relationship selling 
is thus an effective technique of creating and maintaining a competitive advantage by empowering cus-
tomers to express their feelings and the organization responding appropriately. Understanding consum-
ers’ wants, products, and providing relevant services in each market segments, as well as developing 
relationships that allow for communication, are all part of using relationship selling methods to gain a 
competitive advantage (Denga et al., 2022).

CONCLUSION

The concept of relationship selling has been around for a considerable period, but it is still a crucial 
approach to master in this digital age with advancements in sales tools. Fostering positive working re-
lationships is critical to sealing a new deal, retaining existing customers for the foreseeable future, and 
establishing trust that can lead to new referrals. While relationship selling process appears to be rather 
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straightforward, many salespeople overlook the fundamentals and the significance of caring about the 
customer rather than simply the transaction. In an era where partnering is being acclaimed as a viable 
solution to many business difficulties, it appears that relationship selling has a lot of value. Salespeople 
can gain a deeper understanding of their prospects’ and customers’ needs, provide more value, and create 
trust by prioritizing their relationships with them. In today’s world, no business can rely solely on hard 
sales to survive in a dynamic and highly competitive environment. The business management paradigm 
has shifted to one that emphasizes relationship building and nurturing. As a result, it’s more crucial than 
ever to be able to build, nurture, and leverage relationships in the marketplace to expand organically and 
sustainably. Relationship selling, thus, is the way forward.
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KEY TERMS AND DEFINITIONS

Brand Loyalty: Customer’s favourable emotions toward a brand and their commitment to choosing 
to buy a brand’s goods or services on a regular basis, irrespective of competitive pressures.

Innovation: The hands-on application of ideas that results in the development of novel products or 
services, or an enhancement in the provision of those goods or services.

Prospects: A possible customer who has been qualified by a firm premised on its business offerings 
as meeting specific requirements.

Relationship Selling: A sales approach in which a salesperson prioritizes their relationship with 
customers above other considerations. They normally gain confidence by providing value and investing 
a significant amount of time with prospects prior to closing.

Salesperson: Someone whose duty it is to sell goods or services.
Sustainable Competitive Advantage: A collection of assets, characteristics, or competencies that 

enable a firm to satisfy customer demands better than the competitors and are hard to replicate.
Transactional Selling: The method of performing one-off, often impersonal sales in which the 

primary goal is to generate revenue.
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ABSTRACT

The development of technology and communications has brought about important changes in the field 
of marketing as well as in other fields. The fast access to information and presence of an infinite number 
of products have increased the expectations of customers in terms of quality service. Therefore, selling 
a product to a customer moves away from a narrow understanding and requires a more complex effort. 
In such a competitive environment, businesses would want to survive by maximizing their profits. For 
this reason, in addition to other activities, it is also important for businesses to establish a long-term, 
quality, and effective communication with customers that will benefit both sides. Sales is a two-way 
process. The better a salesperson communicates with a customer, the more the sale will be. A successful 
communication is made by using verbal and non-verbal communication instruments in harmony. This 
chapter examines the concept of sales, the sales process, the characteristics of sales representatives, the 
concept of communication, and sales communication.

INTRODUCTION

In the present day, there are radical changes in which technology is developing constantly, almost every 
product is the same. Unlimited options are offered to customers and global borders are eliminated. Busi-
nesses need to have distinctive features in order to achieve their goals in such an environment dominated 
by intense market conditions. At this point, a relationship is a privilege for the business that leaves no 
room for doubt, in which the feelings of trust and attachment develop between the seller and the buyer. 
Yet, a successful sale is the result of a good relationship with customers based on trust. A relationship 
based on trust is only possible with good communication. Trust is the main factor for socially strong 
candidates and unity for the continuation of education (Su & Swanson, 2019). Communication plays a 
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critical role in strengthening relationships in the exchange process as it helps parties set goals, resolve 
differences of opinion, and recognize mutually beneficial opportunities (Gabler et. al, 2014).

The selling transaction can no longer be thought of as simply an act of selling a product to a customer. 
The job description of the salesman expands from selling products to creating solutions. This means that 
they actively participate in the change process (Agnihotri et. al., 2009). On the other hand, customers’ 
expectations of performance based on successful communication, which is sensitive to customer needs 
and wishes and dominated by individual talents, are increasing. As it is understood, radical changes in 
the sales concept have become inevitable in parallel with all these developments. Today, determining the 
needs and wishes of the customers and presenting the products to the customers in this direction is an 
important marketing strategy followed by the businesses. Collecting the demands of the customers and 
receiving their feedback after the sale anticipates a perfectly functioning communication process. This 
is where salespeople are key players in real interaction with buyers (Koponen et. al., 2019). That’s why 
a key component of exchange partners developing mutually beneficial relationships is the salespeople’s 
ability to communicate well with their customers (Drollinger & Comer, 2013).

The marketing paradigm has changed from single, discrete exchanges into reciprocal, interactive 
relationships since the 1980s. Therefore, the importance of buyer and seller interactions has been dis-
cussed in the marketing literature. Most marketing studies state that businesses should focus on customer 
satisfaction, trust, and loyalty through the practice of customer-centric selling, and thus leading to a 
long-term relationship. As a result, salespeople’s behavior and activities play a crucial role in maintain-
ing relationships with customers and increasing customer retention since they often communicate with 
customers (Lee & Dubinsky, 2003).

Communication exists in the life of every organization that includes the sales process. As relationship 
marketing researchers state, communication can be defined as “information”. Change is shared between 
partners and it is interpreted as a private dialogue between two interlocutors, representing the relationship 
between people in the context of interpersonal communication (Alina et.al, 2017). Communication in 
general terms, as a social entity, acts as a glue between people as a process that creates and maintains 
ties with the environment they live in to maintain the existence of people living in society. Indeed, com-
munication has always existed with the history of humanity and has maintained its importance by show-
ing various developments until today. Communication which is defined as the process used to transfer 
information and influence from one entity to another, also serves as the primary tool that connects the 
organizational members. According to this idea, it is necessary to note that communication acts as the 
primary tool for organizational members to process information, reduce uncertainty and coordinate 
their actions, consequently communication work within businesses is important. Most of the time, the 
phenomenon of communication has been considered at an intra-organizational and inter-organizational 
level within the context of the change process and relationship formation; however, it also needs to be 
analyzed on a personal level (Mark & Dale, 2001). Since communication is a contextual activity that is 
established and specific to a certain situation and finds its meaning only within the context of the sub-
ject, phenomenon and event, communication competency criteria are defined in each discipline based 
on disciplinary values and preferences. Additionally, discipline-specific communication competence is 
learned gradually as the individual participates in professional work and engages with the professional 
community. Interpersonal communication skills of salespeople in sale literature are defined as how to 
deal with and resolve conflict and understanding, the ability to persuade and get along with others, to 
listen and to empathize (Koponen et. al, 2019).
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The main purpose of the salesperson is to establish contact with the customer. The way to do this 
is through good sales communication. Sales communication is the technique used by a salesperson to 
persuade a customer to purchase any product or service. It can be verbal or nonverbal and it can include 
presentations, sales talks, conversations, e-mails and calls. Effective sales communication can encour-
age the understanding, respect, and a lasting relationship between the seller and the buyer. It can also 
help a salesperson to complete sales, get their employer’s attention, and advance in their career. Sales 
communication typically involves explaining details about a product, listening to customer feedback, 
and addressing questions and concerns (https://www.indeed.com). The basic sales process consists 
of communicating with a customer, developing a relationship of trust, presenting the product’s value 
proposition, handling customer objections, closing the sale, asking for advice, follow-up communica-
tion, and account management. Apart from the steps in this process, developing a relationship of trust 
and following communication are the most important components of successful sales transactions and 
development of future business (https://smallbusiness.chron.com).

Sales, just like communication, have developed over the centuries and they are at the center of almost 
all functions of the business today. So, all the other functions in the businesses work for the realiza-
tion of the sales function. Of course, the main reason for this is that sales are almost the only revenue-
generating and profit-generating function for businesses. For this reason, it is necessary to think about 
sales communication, which focuses on the communication skills and creativity of the seller by taking 
into consideration the stereotyped habits that have been used for a long time. Ensuring the effective 
participation of sales personnel in the said change processes and strengthening the relations between 
buyers and sellers within this process of change and challenging questions (Agnihotri et al., 2009) to 
create new opportunities makes it important to analyze the concept of sales communication.

MARKETING

Generally touching upon the concept of marketing before defining sales will be beneficial to better under-
stand the place of sales in marketing. The concepts of marketing and sales are used interchangeably, and 
they can even be confused with each other (Onurlu, 2016). Marketing has a customer-oriented approach 
as it operates with the aim of providing customers with space, time and property benefits. Therefore, 
marketing works like a balancing element in terms of eliminating the difference in time and space by 
ensuring that goods and services are ready to consume after production. In this aspect, marketing is 
related to sales (Çavuşoğlu & Durmaz, 2020). Marketing is called “the interface between consumption 
and production”. Marketing activities are related to both production and consumption and affect the 
product portfolio and communication efforts of the manufacturer (Rex & Baumann, 2007). Marketing 
is the combination of activities that start before the production of goods and services and continue after 
sales (Tunçer, 2017). Marketing is an implementation process that encompasses activities related to 
the creation, development, pricing, promotion and distribution of goods, services and ideas in order to 
create changes that will achieve the predetermined goals of institutions and individuals. Traditionally, 
marketers focus on individual needs to design products that will best serve the needs (Prakash, 2002: 
290). More recent definitions of marketing emphasize the relationship with consumers; It emphasizes 
communication with customers by focusing on the need to retain existing customers as well as attracting 
new customers (Rex & Baumann, 2007).

 EBSCOhost - printed on 2/9/2023 3:43 AM via . All use subject to https://www.ebsco.com/terms-of-use



105

Sales Communication
 

The main purpose of marketing is not to make sales, but to create the infrastructure where business 
can carry out their sales activities effectively. While sales is one of the activities in this marketing pro-
cess. In other words, marketing encompasses sales. While marketing foresees long-term profitability 
with a focus on customer satisfaction; sales foresee short-term profitability. Sales is not misleading the 
customer to benefit the business, but it is about benefiting the customer and serving them. On the other 
hand, marketing ensures the planning, implementation and evaluation of the marketing activities of a 
business (Onurlu, 2016).

SALES

Historical Development

Businesses can reach their goals with efficient and effective efforts. The main goals of businesses are 
to grow, continue its existence, fulfill their social responsibilities and make a profit. The way to achieve 
these goals is through sales. Sales is one of the aspects of our daily shopping activities.

The concept of sales has changed within history with the understanding brought about by a series of 
changes such as the development of trade, the transition of societies from a closed economies to open 
ones, the discovery of money, the developments in the first and Middle Ages, the industrial revolution 
and the effects of two great wars on the economic life. In fact, the history of the sales goes back a long 
way. So much so that there are a lot of evidence suggesting that the history of trade is longer than wars. 
The exchange of goods by barter known as “silent trading” is the sales activity used before money was 
found. However, it became a wider commercial activity with the use of money (Taşkın, 2018).

Definition and Importance

Sales is a commercial team play that requires staying connected with customers (Yılmaz, 2016). Sales is 
about predicting the desires and needs of customers, finding ways to meet them and making the custom-
ers believe that they will also be met in the future (Baltaş et al., 2019).

The rapid changes in the business world that have been happening since the 1990s, require new skills 
in sales as it does in other fields. In addition to the complexity created by the developing technology, that 
there are also other factors that make this change important and necessary. First, increasing competition 
in almost every area of the market increases the need for a long-lasting transformation in customer rela-
tionships. Second, the cost of acquiring new customers is higher than retaining an old customer. Studies 
show that the cost of regaining a customer is about five times more difficult than retaining a customer. 
Therefore, it is more economical to retain a long relationship with an existing customer. The last factor 
is that the element of “quality” requires the relationship between the seller and the buyer to be closer 
and longer-lasting (Zaiss & Gordon, 2001).

Identifying the needs and wishes of customers and using the most effective strategies to meet them 
play a critical role in developing long-lasting relationships with them (Abed & Haghighi, 2009). As the 
explanations also suggest, businesses need a customer-oriented approach to reach their goals. The key 
for a customer-oriented approach is to establish effective communication with the customers. That way, 
not only the existing customers are retained but acquiring new customers becomes easy. The following 
are the general features of the customer-oriented sales approach (Schwepker, 2003):

 EBSCOhost - printed on 2/9/2023 3:43 AM via . All use subject to https://www.ebsco.com/terms-of-use



106

Sales Communication
 

• Assisting in the formation of purchasing decisions in the favor of customer satisfaction
• Helping customers to determine their needs
• Providing products that will meet these needs
• Describing the qualities of products clearly and accurately
• Avoiding deceptive, redirecting or intrusive effects

This whole process makes it important for the salespeople to develop communication-based and 
“solution-oriented” skills on behalf of and together with the customer, rather than their ability to sell. 
A customer buys the benefit that a product will provide rather than the product itself. For this reason, 
salespeople should inform the customers about the benefits of the goods and services and should stimulate 
the desire to buy and encourage the customer make this decision (Baltaş et al., 2019).

The Basic Sales Process

Sales is not about reaching the existing customers or selling the product to current customers. It is an 
uninterrupted process, starting with the identification of potential buyers who may be future customers, 
and following up the results after the sale by meeting their needs. The traditional sales model is where 
the salesperson plays a dominant role, and the buyer is under constant control. In this sales approach, the 
only thought of the salesperson is to create demand and make sales. The phrases “win-lose” or “either 
you sell, or you lose” are the most descriptive statements for this sales approach.

Although the approach of making sales by using pressure and persuasion methods was used for a 
while, today it has been abandoned in most areas. The modern sales approach, which focuses on the 
needs and satisfaction of customers includes helping the customer’s decision by learning at what stage 
of the purchasing process they are. This approach focuses on the satisfaction of customer needs, whit 
the idea of “win-win”. The most distinctive feature is that it foresees a mutual, two-way communication 
with the customer (Odabaşı & Oyman, 2020).

Based on this information, the sales process can be defined as determining the customer needs and 
benefits at every stage of the sale and their level of satisfaction. A plan that includes the entire sales 
process should have at least six stages:

• Identifying a Potential Customer: In the modern sales approach, a salesperson must be constantly 
on the lookout for potential customers. In this process, salespeople try to determine the attitudes 
and tendencies of the customers and their distinctive features.

• Planning The Meeting: Salespeople should look into the problems related to the needs of the po-
tential customers. Because they need to know to what extent the product or service, they will offer 
will meet these needs.

• Meeting: A salesperson meets the customer one-on-one. In this process, it is necessary to direct 
the attention of the customer in the fastest and most effective way possible and to use methods that 
will encourage customer to demand more information about the product or service.

• Presentation: This is the stage when the salesperson introduces the product to the customer. S/he 
describes the features of the product and explains how it will benefit the customer. The salesper-
son asks questions to the customer and listens effectively. Because the impressions of the salesper-
son about the customer during the evaluation process will help facilitate the process. At this stage, 
the salesperson tries to close the sale by making an offer to the customer.
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• Receiving Objections: The salesperson determines how s/he can deal with the objections that may 
come from the customer while planning the sale. S/he tries to determine the objections that can be 
arise by asking the customer questions.

• Closing The Sale: After these questions and the reservations and objections of the customer are 
satisfactorily resolved, the salesperson tries to make the sale with methods that will help the cus-
tomer make a decision (Tunçer, 2017).

• Post-Sales Activities: A successful sale also encompasses the things that should be done follow-
ing the sale. For example, the installation or use of a product may require extra information to be 
given. Offering this service will help the customer feel more satisfied by creating the feeling that 
even after making the sale there are still benefits for them (Mucuk, 2009). Due to all these steps, 
the sales process can be considered as ongoing communication.

It is important for the salesperson to have expertise for the sales process to go as smooth as possible. 
Knowledge, experience, and overall competence of the salesperson are components of professional ex-
pertise. The competency of a salesperson ensures that the customers gain increasing values (Palmatier 
et al., 2006).

SALESPEOPLE AND THEIR CHARACTERISTICS

Definition and Importance

A salesperson has the responsibility to offer the products that fit the needs of the target customers the 
best, provide maximum service before and after making a sale and help both the customer and the busi-
ness to achieve the benefits they want from the sale (Yılmaz, 2016). Salespeople are employees who 
create a link between the producer and the consumer and persuade and encourage the consumers while 
purchasing the goods and services. Customers are generally more loyal to salespeople than to the busi-
nesses that employ them (Barton & Kevin, 1999).

As sales process become more complex, there is a need to establish stronger relationships with 
customers. Because buyers want salespeople to be able to communicate effectively and guide them in 
making decisions rather than using traditional sales techniques. The value perception of today’s buyer 
is high, and they expect extra service in addition to the benefits that the goods and services bring. An 
open, honest and strong communication that a reliable salesperson establishes with the customer affects 
them more. Currently, the alternatives to the products and services offered to the customer are so many 
that the customer does not have to maintain their loyalty to the business and its staff that cannot meet 
its needs (Zaiss & Gordon, 2001).

A salesperson is also known as the person who makes the sale. They are also known as the people 
who make a sale of the goods and services of a business in accordance with the preferences and interests 
of the customer (Uslu, 2016). The sales team of a business affects its success in three ways.

• Firstly, they are the ones who close the sales by communicating with the customers which renders 
their communication vital.

• Secondly, the salesperson plays a key role in increasing the commercial capacity of the business 
by being personally present during the sale, creating trust and a sense of loyalty in the customer.
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• Third, the team provides a personal touch that can have a lasting impact on customers. For these 
reasons, the effect of a salesperson on customers cannot be ignored (Gautam et al., 2021).

Characteristics of a Creative Salesperson

A salesperson plays the key role in the communication between a business and its customers. Most cus-
tomers think the salesperson is the business itself. As the direction of communication between customers 
and salespeople creates positive or negative judgments that will affect how they perceive the business. 
A successful salesperson is a complete professional in identifying customer needs and solving their 
problems. (Abed & Haghighi, 2009).

Characteristics of a Professional Salesperson

Professionalism is an attitude, a point of view, and a behavior that encompasses the elements of matu-
rity. Salespeople are the ones who can control themselves, their communication with the people around 
them and the conditions of the environment they are in (Baltaş et al., 2019). A professional salesperson 
must constantly improve herself/himself. Being up to date with the rapidly changing technology and 
communication is especially necessary to be professional. In other words, goods and services produced 
with new and complex technology require a more effective communication between the salesperson and 
the customer. By understanding the needs of the customer, a salesperson should be able to ask the right 
questions, direct the customer towards purchasing, and question herself/himself if s/he is unsuccessful 
to do so.
The two essential qualities that a professional salesperson should possess are (Uslu, 2016):

• Understanding the feelings of others (empathy);
• Having the ambition to succeed (self-impulse).

These two basic qualities emphasize the psychological dimension of sales, rather than the character-
istics of a salesperson or sales education and professional experience.

Empathy

The origin of empathy is self-consciousness. A person should first be aware of oneself. Because people 
who are not aware of their own feelings, cannot analyze the feelings of others. Not being able to track what 
the other person is feeling is a great deficiency in terms of emotional intelligence and a tragic failure as 
a human being. As emotional adaptation stems from the ability to empathize. This ability is a significant 
factor in sales as it is in other fields (Goleman, 1998). Empathy is the ability to understand the feelings 
of the others, to act according to their emotional reactions, especially when making a decision. Empathic 
people have features such as distinguishing and determining the emotional states of others, assuming the 
perspective and role of the other person, and having emotional capacity (Feshbach & Feshbach, 2009).

Defined as the ability to feel, empathy does not necessarily mean being sympathetic. A salesperson 
can understand what the other person is feeling without this feeling. Being able to receive feedback from 
a customer through empathy is a unique and a priceless ability for a salesperson to have. One cannot 
make a good sale without this ability (Mayer & Greenberg, 1991). Making an effort to understand oth-
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ers, putting oneself in their shoes and executing ideas in this direction provide important professional 
gains to a salesperson (Tunçer, 2016). Considering the characteristics of empathy, it is important for a 
salesperson to integrate with customers, share their feelings and make customers feel that they are valu-
able, in order to understand the problems of customers and come up with solutions.

Self-Impulse

The second of the essential qualities that a professional salesperson should possess is the passion for 
success, which is self-motivation. It is a psychological trait such as empathy. Self-impulse is the deter-
mination of the salesperson to make the sale rather than aiming to profit. Because a salesperson thinks 
that s/he is there to help meet the needs of the customer. In fact, sales and success are the best ways to 
boost a salesperson’s ego.

Self-impulse develops with the success of the sale and decreases with failure. The distinguishing 
point here is to establish a delicate balance between a partially weak self-drive of the salesperson, which 
needs to be developed with successful sales, and an ego-drive that is strong enough not to cause disap-
pointment during failures (Mayer & Greenberg, 1991). Being one of these two basic qualities sought in 
a salesperson, empathy leads a salesperson to reach the goal effectively when combined with the drive 
for success.

Characteristics of a Creative Salesperson

It is considered extremely important for a salesperson to make a difference in customer relations (Taşkın, 
2018). It should always be considered that all customers are different from each other in terms of the 
desires and wishes of the customers. Therefore, it is important to be able to serve customers individually, 
even if their needs are different. Even if customer expectations are different, there is one expectation 
that does not change and that is service quality. At this point, being able to provide different services by 
understanding customers with different characteristics calls for the creativity of the salesperson (Uslu, 
2016).

Creativity is traditionally defined as a new but satisfactory thought. However, this alone is not consid-
ered sufficient. The thought should also be useful and practically applicable (Lassk & Shepherd, 2013). 
Creativity requires the ability to offer potential solutions to different problems (Wang & Netemeyer, 
2004). The characteristics of a creative salesperson can be as follows (Onurlu, 2016).

• They present the goods or services in accordance with customer differences and needs
• Their communication is based on longevity and mutual benefit
• Customer services continue after the sale
• Their goals in not to make a sale but to gain loyal customers by improving customer satisfaction

Determining the needs of the customers correctly, presenting the goods and services accordingly 
and proceeding to the sales are the prerequisites of persuasion. This is related to the creativity of the 
salesperson (Odabaşı & Oyman, 2002).
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Characteristics of a Successful Salesperson

Being a salesperson is a skill to this day. They are first and foremost the representatives of the business. 
For this reason, the evaluations and decisions made by the customer about the business and the goods 
and services produced by the business develop in connection with the attitudes and actions of the sales-
people rather than the other employees. Therefore, the behavior of salespeople and their relations with 
the customers should be suitable for the position they are in (Mucuk, 2009). A successful salesperson 
constantly competes with herself/himself and wishes to add to her/his previous successes. Success in-
creases in parallel with the effort one makes in sales. The characteristics of a successful salesperson can 
be expressed as follows (Yılmaz, 2016):

• Being cheerful
• Being a good listener
• Knowing how to ask the right questions
• Clean Speech
• Paying attention to one’s appearance
• Being open to changes
• Being resistant to stress
• Confidence
• General knowledge and sense of humor

In addition to all of these, it is also important for a salesperson to use the time well. The time is limited 
and valuable for today’s customer. Therefore, they anticipate a quick service in accordance with their 
expectations. If salespeople do not meet these criteria, then they fall behind what is expected of them. 
Sales occurs on the conversion and intersection of two worlds, the world of the customer’s strong needs 
and the world of benefits where businesses supply their goods and services to customers. The probability 
of a sale is the same as the degree that these two worlds appeal to each other. If the salesperson knows 
both of these worlds well, then the supply and demand will overlap. The more successful the salesperson, 
the bigger the overlap will be (Baltaş et al., 2019).

ELEMENTS OF COMMUNICATION AND SALES COMMUNICATION

Definition

In order to understand the importance of communication in sales and to talk about effective commu-
nication, it would be appropriate to briefly explain the concept of communication and its elements. In 
the most general sense, communication is the information exchange between individuals or institutions 
through a channel. In other words, communication is an active process that aims to convey and under-
stand feelings and thoughts while sending and receiving a message (Uslu, 2016).

Communication is a process where all parties are active. Communication begins with the parties being 
in a common physical area and the first interaction between the parties is the determinant of the success 
of the communication. The judgment formed by the first impression happens within seconds, but the 
effect is permanent. Communication is a harmony formed by words, body language and tone of voice. 
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During communication, words are the indication of what is being said and the manner shows how it is 
being said. While communicating, the manner is more important than what is being said (Baltaş et al., 
2019). The result of a study conducted by Ogilvy and Mather revealed that words are 5%, tone of voice 
is 25% and body language is 65% effective in communication (Odabaşı & Oyman, 2020).

The Elements of Communication

There are three basic elements of communication. These are the channel, message and receiver. With 
the feedback coming from the receiver through the channel, the whole process is completed (Tutar & 
Yılmaz, 2003).

Source

The source or sender is the party that creates and sends the information and message that will initiate 
the communication. In the communication process, individuals are not only the sender or receiver of 
the message, but they also sometimes act as a source, receiver or mass (Kılınç, 2017). In this process, 
the characteristics that the message or the source must have in terms of the effectiveness of the message 
are stated as credibility, attractiveness and power (Erdoğan, 2013).

Message

While communicating, certain ideas, feelings and thoughts are transformed into signs, symbols and 
words and sent to the receiver through an appropriate channel in order to be understood and resolved. 
The message can be in verbal, non-verbal or written form (Korkmaz et al., 2009).

Channel

It is the appropriate path or means that ensures that the message can go from the source to the receiver 
smoothly and correctly. If the message is sent through channels such as newspapers, magazines, TV or 
radio, it is called mass communication; if the source and receiver are face-to-face then it is interpersonal 
communication (Odabaşı & Oyman, 2020).

Receiver

It is the party that displays certain behaviors at the end of the process by attaching varying levels of 
importance to the messages and interpreting the information or message according to these importance 
levels (Koçel, 2011).

Feedback

It is the process where the receiver conveys how s/he perceived the message whether it is negative or 
positive. In fact, in the feedback process of communication, the source and receiver change places in that 
the source becomes the receiver, and the receiver becomes the source. This is when the communication 
happens in both directions (Odabaşı & Oyman, 2020).
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SALES COMMUNICATION

Marketing and sales are ways of communicating before anything else. In today’s market conditions, 
customers are faced with an unlimited number of options from similar and related group of products. 
In such a market, it is not enough to deliver the right product to the customer at the right place, at the 
right time, at the right price and through appropriate distribution channels. It is necessary to establish 
a proper communication with the customers. Both marketing managers and salespeople have to inform 
the current and potential customers of the business about the goods and services offered by the business, 
shape their ideas, encourage them and often persuade them. Salespeople need to use communication to 
effectively explain how goods and services will benefit customers (Öztürk, 2017).

The interaction between a salesperson and a customer is initiated, maintained, and finished inter-
personally. Interaction is the communication that takes place between people involved in any type of 
exchange. Communication is reciprocal in nature and depends on subsequent reactions and how both the 
customer and the salesperson perceive each other (Williams et al., 1990). Although the development of 
technology has diversified the communication options with customers (Çakır & Pehlivan, 2013), personal 
interaction still remains the most capable communication method. Considering the fact that face-to-face 
communication is a natural component of sales, the use of technology can increase the ability to convey 
information this way (Agnihotri, 2009).

The Elements of Sales Communication

One of the most important concepts in the sales process is communication. In the communication process, 
the experiences and knowledge of the individuals who are the source and the receiver may differ from 
each other, and in such cases, it becomes difficult to talk about a successful communication. However, 
individuals may not always have the same knowledge and experience. A salesperson and a customer can 
have different technical knowledge, experiences and perceptions of the same good or service. At this 
point, the following elements of communication are extremely important (Uydacı, 2016). This process 
includes at least two elements: the receiver and the sender (Baltaş et al., 2019).

The Sender – The Customer

The sender is the one who transfers his/her ideas and feelings to the other party. The needs and expecta-
tions that the sender has experienced before contributes to the ideas and feelings conveyed by the sender. 
When the customer reaches the stage of conveying her/his needs and wishes, which s/he determined 
with the evaluations made as a result of perceptual changes, s/he initiates the communication as the 
“sender” or source.

The Receiver – The Salesperson

The one who receives the message that the customer sends is the salesperson. At this stage, it is the 
salesperson who will correctly evaluate and decipher the meaning of the message sent by the customer. 
For this, the message from the customer should be evaluated as a whole, together with the meaning of 
the words, the tone, voice and body language of the customer. For example, if the salesperson does not 
pay attention to the body language of a customer, s/he may learn that “the customer wants to buy a bag”, 
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but s/he cannot understand that s/he has limited time and wants to finish the shopping quickly. For this 
reason, in order for a salesperson to carry out the sales successfully, she must first analyze the elements 
of sales communication correctly.

Listening to the Customer

The quote by Epictetus: “If there is an art of speaking well, there is an art of understanding” indicates the 
importance of listening (Tunçer, 2017). Listening to the customer is beyond the physical act of listening 
but it is the experience of understanding and interpreting what is being said as a whole, without forc-
ibly dictating one’s own ideas. It is the ability to feel what is not being said in addition to what is being 
said. If a salesperson listens to the other party carefully allows her/him to prepare for giving a respond. 
Listening to the customers is the best way to develop an idea by learning about them (Zaiss & Gordon, 
2001) and it is one of the important qualities of a good salesperson provided that it is active and accu-
rate listening. Thus, effective sales communication between the customer and the salesperson requires 
effective listening. The rules of active and effective listening can be listed as follows (Soysal, 2021):

• Not interrupting the customer
• Making eye contact with the customer
• Paying attention to the customer while listening
• Making the customer feel that listening to her/him is important
• Putting more importance to what is being said rather than the way it is said
• Supporting what the customer said by using body language
• Making reinforcing repetitions in certain intervals
• Avoiding making a comment when something is not understood
• Thanking the customer for the information

If the salesperson efficiently listens to the customer, the message can be interpreted correctly. With 
active and productive listening, customers can feel that they are cared for and thus, they give more 
information. Since communication is a two-way interaction, this process continues with the salesper-
son creating the message and giving feedback by asking the right questions to the customer (Baltaş et 
al., 2019). If the salesperson asks the right questions, the customer can reveal their wishes, needs and 
problems. Therefore, the salesperson can give effective feedback by focusing directly on meeting these 
needs (Öztürk, 2013).

In fact, the most important thing that the customer is looking for during the whole communication 
process is to be understood correctly and to receive effective feedback. Because the feedback received 
by the customer will be effective in the decision about the product. Even if a sale has not been made at 
the end of this entire communication process, it is effective for the salesperson to give correct feedback 
to maintain her/his relationship with the customer.

Factors Preventing Active Listening

Some of the events that interrupt and disrupt effective listening during sales are as follows (Taşkın, 2018).
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• Physical barriers caused by noise, such as loud television and radio, other salespeople, customers, 
employees and other conversations.

• Mental factors such as differences in preconceptions, expectations, perspectives, goals and 
objectives.

Both the customer and the salesperson influence, react to and participate in the sales process together. 
For this reason, the salesperson should pay extra attention to prejudice and individual values and beliefs. 
Because these obstacles affect the sales communication negatively.

Types of Listening

They ways in which a salesperson listens to a customer can be as follows (Tunçer, 2017).

Judgmental Listening

• If the listening style of the salesperson includes a positive or negative judgment, it would prevent 
the customer from fully expressing their needs and wishes.

• The customer can become defensive.

Analyzer Listening

• In this type, the salesperson makes eye contact with the customer and makes them feel understood 
through body language.

• The salesperson asks questions to understand the customer and avoids manipulative questions.

Relaxing Listening

• The salesperson encourages and relaxes the customer by showing that s/he is understanding either 
verbally or through body language.

Seemingly Listening

• It is the most generic form of listening where the salesperson acts as if s/he is listening while in 
fact, s/he is thinking about something else.

While the success of a salesperson is a component of all his/her characteristics, the 80% of the com-
munication of the salesperson and customer consists of listening while the other 20% is finding ways to 
listen better (Öztürk, 2013).
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Verbal Communication

Verbal communication is a characteristic that is unique to humans. Speaking is the verbal transfer of 
one’s emotions, thoughts and wishes. Speaking is an effective method, particularly in interpersonal 
face-to-face communication. In sales communication, as in any communication, the oldest method of 
establishing a relationship between the salesperson and the customer is speaking.

The speaker’s use of normal words that everyone can understand, the naturalness of the tone, the 
emphasis made where necessary and the fluency of the speech are the important features that make the 
communication successful (Taşkın, 2018). Some people can be listened for a long time without getting 
bored. Because these people not only continue their speech effectively with their deep vocabulary, but 
they also manage to impress other by supporting them with their body language. Therefore, no matter 
how important the content of the speech is, it will not be effective unless it is expressed correctly (Soysal, 
2021). In this context, the basic rules of verbal communication can be listed as follows (Tunçer, 2017).

• A speech should be made within a plan after careful research.
• Verbal communication should be reinforced with body language.
• There must be empathy.
• The speech should be suitable to the customer profile.
• The speech should be livelier with visuals.
• While speaking, a monotonous tone should be avoided, and the tone of the voice should be ad-

justed to the importance of the topic by emphasizing certain points.
• The customer should also have the chance to speak.
• One can stop speaking before and after points that need extra attention.
• The speech should be ideally paced.

Non-verbal Communication - Body Language

Non-verbal communication, including gestures and facial expressions, the quality of the voice and the 
physical distance between people, is an important component of any interpersonal communication 
(Williams & Spiro, 1985). Interpersonal communication is not just about speech, the human body also 
has a language (Uslu, 2016). Body language forms the essence of communication, it is as influential as 
words. Gestures and facial expressions can reveal the true content of a conversation. It is body language 
that explains the emotional state of someone. Words can hide anger, sadness, excitement or love but the 
voice tone, facial expressions and body posture will definitely reveal this. Body language consists of the 
movements that support and show feelings and ideas (Yılmaz, 2016).

Most of the basic behaviors in communication are universal. People smile when they are happy and 
frown when they are sad or angry. However, body language also has cultural characteristics that vary 
between societies (Uslu, 2016). In addition to body language, non-verbal communication also includes 
the social distance, time use, way of dressing, personal space, even jewelries and the tone of voice (Tun-
çer, 2017). Using all the elements of communication together in harmony is the best way to increase the 
effectiveness of communication. In addition to making the speech more attractive, body language also 
makes the communication more effective. Sometimes words are less expressive than gestures. In short, 
body language is the messages that the human body sends to the other party knowingly or unknowingly. 
These messages can be (Soysal, 2021).
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• Facial expressions
• Eye contact
• Head movements
• Body posture
• The distance between the two parties
• The position of hands and arms
• Appearance
• The direction of stance

Facial Expressions

The salesperson should wear a warm and friendly smile showing the interest towards the customer.

Eye Contact

The salesperson should make eye contact with their customer while talking or listening to them in a 
way that does not cause discomfort. Avoiding eye contact can make the customer think that you are not 
listening or telling the truth, therefore losing their trust.

Head Movements

The salesperson should occasionally move their head up and down slightly while listening to the cus-
tomer. This makes the customer think that they are being listened to and confirmed.

Body Posture

The salesperson should stand up straight but without exaggerating. Because, if exaggerated, it can make 
the customer uncomfortable and if it is a timid customer, they can leave the store.

The Distance Between the Two Parties

Although there are many standard measures on personal distance, it is hard to standardize the distance 
between a salesperson and a customer. It may vary depending on the stages of the sale. For example, the 
salesperson can approach a customer leaving the fitting room too closely to make the necessary adjust-
ments. However, the salesperson should stand far away while the same customer is looking at the mirror. 
Despite all these differences, 50 cm is considered appropriate between a customer and a salesperson.

The Position of Hands and Arms

Hands should be as active as possible. The salesperson should use opportunities such as showing, fold-
ing or taking a product. If the salesperson holds something during the sale it can make them feel more 
comfortable. They can hold something such as a pen, a product or something related to their job.
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Appearance

The salesperson should pay attention to their personal care especially for their hands and hair. They 
should prefer clothes that is suitable for their social status.

The Direction of Stance

The salesperson should try to stand next to or at a 90-degree angle of the customer. This will give the 
customer the impression that the salesperson is trying to achieve something together by standing next 
to them her. The salesperson should never stand in front of the customer as it can create a feeling of 
competition.

Although there are many different stages of the sales process, this process proceeds onto three basic 
steps which are the sales approach, the sale and the closing the sale. Verbal and non-verbal communica-
tion tools are used in every main stage of the sales process. Verbal communication is known to be more 
effective in making the interaction between the salesperson and the customer more enjoyable. Choosing 
clear words and using polite expressions while speaking are extremely important. Again, it is important 
for the salesperson to have a proper and suitable appearance, keep eye contact to gain the customer’s trust 
and have a polite and smiling expression (Dınu et al., 2017). In conclusion, both verbal and non-verbal 
communication elements are vital for a successful sales process.

CONCLUSION

The development of information technologies and globalization have brought about a competition that 
is moving too fast for businesses to catch up. Businesses should make a difference in the field to com-
pete with their strong competitors. The importance of communication in sales is the result of this fierce 
competition.

This section analyses sales communication, the characteristics of the salesperson and the verbal and 
non-verbal components of communication. When a customer enters a store to meet her/his needs or 
to gain benefits, the characteristics of the salesperson will affect the perception of the customer either 
negatively or positively. For example, the ability of the salesperson to use empathy to understand the 
emotions and thoughts of the customer and to produce realistic solutions with their creative ability would 
produce the most satisfying results.

Communication is also a way of shopping; in that it is an exchange. Although people have differ-
ent characteristics, communication is a skill that can be improved through learning. The training of the 
salesperson is, therefore. extremely important. However, the training should be constant. A customer 
may never know the owner of the business, but in the mind of the customer, the salesperson becomes 
associated with the business. The power of technology and information is undeniable in sales, as it is in 
any other field. Developments in communication technologies especially offer unlimited opportunities 
to communicate with customers. However, as Soysal (2021) stated, the power that is needed to use this 
unique power of technology is the “human touch”. Thus, sales communication is a subject that should 
be examined from different perspectives in the future studies in the marketing literature.
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KEY TERMS AND DEFINITIONS

Body Language: It is the transfer of the emotions of individuals to the other party through gestures 
and facial expressions.

Business: The organized combination of the factors of production.
Customer: The person who purchases and uses the goods and services.
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Demand: It is the request of individuals in order to meet their needs and requirements.
Gesture: The messages given by the body through the head, hands, arms, and legs.
Mimic: The way people express their feelings and thoughts with facial movements.
Persuasion: Persuasion is an influential skill. It is to make an idea, a situation or a product attractive 

without forcing.
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ABSTRACT

For the present work, the authors intend to demonstrate how the dramatic expression activity, based on 
modern theatre, may work as a lever in the commercial technician’s relationship with their customers. 
This work uses the case study to understand the phenomenon of motivation in commercial technicians 
working in the automotive sector. From the behavioral analysis, a proximity relationship is observed 
between dramatic expression and direct sales marketing. A strengthening of co-presence is observed, 
where there is evidence of greater emotional interaction and motivation in the negotiation process. These 
modalities of communion show a greater motivation which provides a relationship experienced and shared 
by the members, an openness to improvisation, in an atmosphere of trust and with recourse to experi-
ences. This new sales concept aims to free the sales technician from monotony and lack of confidence and 
direct him towards direct and experiential contact with the customer, providing memorable experiences.

Motivational Proposal for 
the Sales Force in the Post-

Pandemic Scenario
Jorge Figueiredo

Universidade Lusiada, Portugal

António Cardoso
 https://orcid.org/0000-0003-2545-0617

Universidade Fernando Pessoa, Portugal

Isabel Oliveira
Universidade Lusíada, Portugal

Elizabeth Oliveira
Universidade Lusíada, Portugal

 EBSCOhost - printed on 2/9/2023 3:43 AM via . All use subject to https://www.ebsco.com/terms-of-use

https://orcid.org/0000-0003-2545-0617


123

Motivational Proposal for the Sales Force in the Post-Pandemic Scenario
 

INTRODUCTION

With the pandemic phenomenon, consumers adopted a more controlled behavior, due to the confinement 
scenario and the economic crisis that generated.

With the progressive lack of definition and the resumption of trade, companies continue to feel that 
consumer habits have not yet undergone major changes. In this sense, companies that intend to return 
to previous sales levels need to invest in motivating strategies for their commercial technicians, which 
involve their customers in the sales process.

It has never been more important, as it is now, to work proactively with consumers, boosting and 
encouraging their sales teams.

It is urgent to create competent, dynamic and motivated sales teams to work with customers. Progres-
sively, we are moving towards normality, with the return to in-person sales and, possibly, the absence 
of the mask. It is essential to provide co-present sales professionals with motivational mechanisms and 
dynamics. It is in this context that the motivational proposal for commercial technicians arises, through 
the use of dramatic expression, based on modern theater.

Modern dramatic expression practices show a strong nostalgia for cultic theatre, calling for a return to 
the origins, to its “essence”, in search of lost authenticity. The rituals patented by the modern theatre will 
ground and inspire the new scenic modalities, through its ritualization’s of collective communion. The 
spectator has an active role, co-participating with the actor in the representation, extending the borders 
to the performance space. It establishes an involving and empathetic atmosphere with all those involved, 
creating a relationship of total reciprocity. The aspects of theatrical experimentation resort to dramatic 
expression to better release sensations, emotions and externalize feelings. It provides an atmosphere 
in which the whole group will feel at ease. Together with the confidence installed, in a process of free 
incorporation of experiences, they stimulate the motivational phenomenon.

The communicational policies of dramatic expression, based on enthusiasm and motivation, are in-
separable elements for the effectiveness of the sales force. Motivation and stimulus are factors that inspire 
and encourage sales staff to carry out their activity. This phenomenon of interaction, through dramatic 
expression, provides, in direct sales marketing, this group sharing effect and a climate of confidence and 
motivation for the practice of negotiation.

The choice of the real estate business as a practical case is due to the fact that the co-present factor 
and the motivational aspect are considered indispensable, where its process is normally longer and with 
greater involvement between the parties. Given the context of the study, a more qualitative methodol-
ogy was chosen, inserted in a paradigm of understanding, where the results are imposed, not by the size 
of the sample, but by the subject-object relationship, in which the subjects act in a situation. The study 
arises from a research and reflection on the problem at hand, deepening some theoretical issues that 
support the practical case. In this sense, after analyzing dramatic expression as an art form, an approach 
will be made to dramatic expression as a motivating activity and consequently, the applicability of this 
expression activity in direct sales marketing will be observed. At the same time, information about sales 
will be collected through direct observation, with the respective analysis.
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Dramatic Expression as a Form of Art

Since always, art appears as a constant of human activity, participating in the world of feelings and 
thoughts of the creator and in the socio-cultural context to which he belongs. But “... its essential func-
tion, its constant, is to be, since its origin, a means of expression of the man” (Barbosa, 2003).

“Expression”, in its origin, designates the action of “making a liquid come out by pressing”. The 
action of expelling liquids is attributed by analogy to the individual who through pressure externalizes 
feelings, emotions... The substance that is intended to be obtained, takes on a sensitive form, passing 
from the interior to the exterior of a body. The artist brings forth forms that take on life, working images 
to “express” their substance (Barrett et al., 2019; Pavis, 2008).

The theatre through creative sensibility, it transforms the matter through techniques ceaselessly 
renewed by the interaction of gesture and intelligence, accentuating the participation of the senses. 
Naturally, to dispense with this aspect would be to put aside one half of the human being. Man, and art 
are inseparable. It is through art that man expresses himself, understands himself and realizes himself 
better (Dolensek, at. al., 2020; Goldberg, 2007).

There is a transposition in the theatre, more than in the other arts, of living reality, making it less ab-
stract by the continuous and acting presence of the human interpreter. imprinting an unalterable character 
of emotional objectivity. But no matter how subjective the theatre wishes to be seen, it is only through 
concrete and human images that reality is transposed into the theatrical work. The reality that is portrayed 
in the performing art is not presented as it is, because theatre is artifice, it is fantasy, it is pretense, but a 
pretense with the maximum of “veracity”. Based on imitation and inspired by nature, it is not, however, 
a copy of nature, but a re-elaboration, a surpassing of “common reality” (Irène, 2007; McAvoy, 2020).

Theatre, art and truth, form a cohesive trilogy for the production of a “credible” dramatic art, in the 
sense that, lacking art or truth to the theatre, it loses the charm and the beauty for which it is admired. In 
this vein, art is an aesthetic object, made to be seen and appreciated for its intrinsic value. Art possesses 
an intentionality that leads it to aesthetic fruition (Coelho, 1990; Lehmann, 2010).

Theatre can configure various manifestations of art. All theatre that is recognized as alive and true 
has a parallel path to social and cultural problems (to life) in its construction as an art form.

Art cannot proliferate separately from life, detached from its surroundings. Its interpenetration reduces 
the distance between the theatrical reality and the social reality (Artaud, 1989). Or as Jacinto (1992) 
puts it, “The theatre puts daily life before our eyes, transposed into art and, therefore, enriched”. The 
theatre performance is a work of art - precisely because it recreates through representation a pre-existing 
reality - but it resorts to other art forms to assert itself and better communicate with its audience (Chen 
& Andrade, 2018; Pavis, 2008).

Dramatic Art as a Motivational Dynamic

The forms of Action (movement) expressed earlier about theatre, are not only physical and one-dimensional 
but they are also psychic, because they provide a style proper to the drama. It is a psychic coordina-
tion (resulting from an ethical, social, or political character, but also conditioned by the behavior of the 
characters and the rhythm of the action) that controls the physical movement of the actors (Azevedo, 
2009; Gentzler et. al., 2020).

There is always dynamism in dramatic art. Even when a certain actor, in a monologue, remains inert 
in a certain place of action, an unfolding of narrated events, or experienced in scene, takes place, cor-
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responding to an adequate yielding of words. But the more expressive the theatre becomes, encouraged 
by physical movements and alternations of positions, the more relevance it acquires as an art form and 
reason for existing (Gentzler et. al., 2020; McAvoy, 2020).

The theatre to be performed needs movement (which may not be physical), insofar as, without ac-
tion, life is not possible. Following this line of thought, Boal (1997) emphasizes the importance of the 
movement and of the physical exercises that divide the body in its parts, in its muscles, as a stimulus for 
life: “Death hardens the whole body, beginning with the joints. Chaplin, the greatest mime, the dancer, 
can no longer bend his knees”. The game, as a motivating activity, provides motricity and integration 
of the individual in the action (Bahari, 2021; Chacra, 2007; Jacinto, 1992).

Art in general has a ludic function and the theatre show, as a synthesis of various arts, is the ludic 
art form par excellence”. Naturally, the theatre needs a dynamic and playful creation, because besides 
being an art that has a creative action in the aesthetic domain, manipulating raw materials that lead to 
the realization of artistic forms, it is also a game with its own movement and rules (Gentzler et. al., 
2020; Massey, 2005).

Communication is not simply making known, informing - it implies that the physical presence of 
the intervening parties is experienced and shared in an effective way. Thus, the communication process 
itself is the group dynamic that creates chain reactions, characteristic of dialogic communication. Group 
dynamics possessing an empathic involvement, or “alter-centric sensitivity” becomes the most efficient 
method for achieving participant communication. There is a tendency for a greater relationship of all 
participants in a group dynamic when entertainment, playful activities are appealed to (Chen & Andrade, 
2018; Keltner et al., 2019; Lehmann, 2010).

Carnival had already demonstrated the power and contagious thrill that a group can enjoy. These 
vivacious manifestations, which date back to classical and even pre-classical antiquity, are based on the 
license in which “everything” is allowed, reaching its culmination whenever the revelry takes on a col-
lective character. This event grants the participant the possibility of “metamorphosing” - with or without 
a mask, identified or not - in an atmosphere of total reciprocity, in which all are at the same level, driven 
by the possible libertinage that in other situations was not propitious to them. The “anti-theatre”, in turn, 
is characterized by the lack of interest shown by the audience. There is little predisposition and motiva-
tion, resulting from boredom, as Brook (2008) states: “Boredom is the worst thing that can happen to 
theatre, and it can come at any time”.

The best way to combat apathy and lack of interest is to introduce drama activities in a group, aimed 
at collective involvement. Dramatic expression takes place in a permeable group, which enjoys the 
possibility of exchanging its various experiences to enrich each person’s personality, starting from the 
conviviality of all. The whole repository of the playful-dramatic activity developed by the animation of 
groups, constitutes the free expression of spontaneity, creativity, use and affirmation of personal iden-
tity and self-knowledge. In this evolutionary line, the games have an auxiliary role in the relaxation of 
individuals in a group, propitiating the communicative flow between distanced subjects. Moreover, it 
gives the group components greater security, creating new ideas and expressions of their own. Therefore, 
games can provide easily flexible structures, in which participants during action adhere to improvisation 
and creativity (Gentzler et. al., 2020; Monteiro, 2010; Roy, 2007).

Methods of expression like the “Performance Group” impose a work based on psychophysical as-
sociative exercises (psychodrama), in the exploration of the five senses of the actor, in the ritual and in 
the music, putting face to face the scenic space and the representation, actors and characters and text 
and improvisation.
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Modern aesthetics, when projecting the movement, the interaction, the involvement of the globality 
of the group, will undoubtedly not be able to dispense with the activity of dramatic expression as an 
integrating and motivating element of the scenic art.

Dramatic Expression: A Motivation for the Sales Force

Enthusiasm and motivation are inseparable elements for the effectiveness of the sales force. It is only 
possible to provide customers with excellent service if staff are properly motivated. Motivation or 
stimulation is a set of factors that inspire and encourage sales employees to perform for some time the 
considered work (Gentzler et. al., 2020; Latham, 2008).

It has been said that fear of failure or coercion can have negative effects, demotivating those involved 
and destroying the climate of trust that exists within the sales team. However, the secret of motivation 
lies in detecting in the individual the resources that will stimulate him to carry out the tasks in the most 
perfect way, highlighting the human values that one must have towards the individuals to be motivated. 
Full of ambition they foster self-initiative, but they need special encouragement and incentives to perform 
better (Hartman & Lussierb, 2020; Mullins, et al., 2019; Osterloh, et al., 2002).

Based on the issue of salespeople’s motivation studied by Ford, Walker and Churchill (cited in Kotler, 
1992) (Motivation - Effort - Performance - Reward - Satisfaction), managers must make salespeople 
perceive and believe in the interconnection of these variables in order to convince them that the reward 
is worth the effort. Motivating becomes a delicate task, which must suit the individual, and is therefore 
artistic rather than scientific in nature (Pullins, 2001; Robbins, 2005).

Motivation is goal-oriented action. Action directed towards a purpose, goal or objective (Motivation 
- Motive/action)”. “Motivation is “induction to action”, and marketing materializes in action - without 
action there is no marketing”. Action put into practice is an activity that does not force one to make 
movements, but rather, arouses interest in the action. There is greater motivation when personal contact 
is transposed into intra-group communication, where everyone knows their roles and help each other 
(Gentzler et. al., 2020; Gruman, 2011; Shama et al., 2020).

Motivation is only achieved by following positive factors (success, recognition, responsibility, prog-
ress, and personal growth) and by giving sales assistants responsibility and trust in their work (as in 
the Japanese culture, which trusts its employees and motivates them not to disappoint). Group work is 
motivating but requires an adaptable treatment to its composition and reactions, prepared by the anima-
tor, who has the obligation to integrate all participants, not losing control over them, to better conduct 
the activity, engaging them in a constructivist cooperation (Chiavenato, 2012; Gentzler et. al., 2020; 
Thomas et al., 2019).

Today, in contrast to previous eras, due importance is given to training sales assistants, from the 
simplest form of group meetings, which intensify the dialogue between the participants, to the most 
modern form of creative interactivity, which develops, motivates, and encourages the exchange of ideas 
through games between the participants. As a morale booster for the sales assistant, all monotonous and 
demotivating barriers that may prevail are broken down. One of the modern measures is the viewing of 
comic sketches to create a good mood and a successful behavior with the customer. This activity is very 
interesting and innovative, but it does not have the same impact as other more active ones, which unite 
the team, mobilizing energies, instilling a “fighting” spirit in sales, such as “role playing”, “sales theatre” 
or “slip writing” (Kuvaas, 2006; Latham, 2008; Mark et al. 2021; Mullins, et al., 2019).
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Role playing is a simulation of an interview between a sales assistant and a buyer (each participant 
plays their role) and may be recorded for later analysis and comments by the group (naturally the use of 
audio-visuals allows the images to be reviewed, although it does not have the reliability that co-presence 
allows). This activity has its limitations, largely because it is an artificial situation and the group knows 
this, making it impossible to see the real performance that the sales assistants have in the field. In any case, 
there are good reasons to use it, because it is one of the best techniques to put the control of resistance 
situations into operation, especially when the “customer” makes objections to the “salesperson”; it shows 
the knowledge the group has about the product when making comments; it develops the participation 
and satisfaction of everybody (Gentzler et. al., 2020; Kuvaas, 2006; Thomas et al., 2019).

“Sales acting” (we don’t think it is appropriate to call only this activity “sales acting”, since all the 
other demonstrations involving simulations are part of the theatre we have been talking about) is dif-
ferent from role-playing in that it is really a play written and performed by the members of the group. 
There are two scripts, one containing all the negative attitudes that a sales assistant might have and the 
other containing their correction. The first will be acted out and then the second, taking advantage of 
the contrast for better analysis and memorization (Mullins, et al., 2019; Robbins, 2005).

The “slip writing” brings a group of trainees together in an appropriate space, where they write on 
a board, expressions like “I feel I still need to learn something about...”. The answers are given on an 
anonymous sheet of paper, allowing the participants to be put at ease and to detect any remaining gaps. 
(Chiavenato, 2012; Pullins, 2001; Shama et al. 2020).

In various situations it is possible to put psycho dramatic techniques into action in sales, such as “clear 
pre-established conclusions” - people are invited to discuss a product and draw conclusions, but these 
are already subtly prefabricated and are slowly presented. The “social facility” is another method used 
to influence the buyer, as it resorts to two or three people discussing and saying good things about the 
product or even showing willingness to purchase it, as a contagion argument for the purchase (Gentzler 
et. al., 2020; Gruman, 2011; Mark et al., 2021).

METHODOLOGY

After carrying out a comparative analysis between contemporary theatrical communication and direct 
sales marketing, and the observation of a convergence of factors manifested by both parties, resulting 
from the influence of the dramatic expression in direct sales marketing, it may be stated with some 
conviction that marketing adopts, to put its sales force into operation, a philosophy based largely on the 
policy guided by modern theatre. In this sense, the inclusion of a practical case is considered pertinent 
for a greater concreteness of the conclusions to be verified.

For the practical case to be developed, an observation of the sales process in the real estate sector 
was considered of significant importance, insofar as this area seems to be the one that «forces» a greater 
relationship between the parties. The study was carried out in twenty real estate agencies, distributed 
across the districts of Porto, Viana do Castelo, Braga and Aveiro, with a sample of 60 individuals. The 
agencies are not identified, as they require anonymity, and for this reason, a more detailed characteriza-
tion of the sample will not be carried out.

For the practical case to be developed, it was considered of significant importance an observation of 
the sales process in the real estate business, to the extent that this area seems to be the one that “requires” 
a greater relationship between the parties. The study was carried out in several real estate companies, 
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for a better selection, but always keeping in mind the qualitative methodology inserted in a paradigm of 
understanding, so it can be considered a case study (Yin, 2012).

This method can assume three typologies that allow generating and or validating knowledge: (1) 
cases as examples; (2) cases as opportunities for analysis; (3) cases as stimuli for personal reflection.

Thus, we sought to understand the phenomenon under study from the perspective of its agents (sales 
force), directly involved in the theatre/sales floor, through observation. Observation is seen as a set of 
information gathering techniques to discover some phenomenon and event. According to Boutin et al. 
(2008) this technique allows the researcher to understand the social world through its interior (sometimes 
this information is not accessible externally). The type of observation carried out was of the selective 
type, as the objective was to find evidence about the practices and phenomena discovered about the 
sales theatre.

Through the observation of interpersonal sales, a survey of quotes will be made for subsequent analy-
sis, based on the following dimension: Dramatic expression as a motivating activity.

CASE STUDY IN THE REAL ESTATE BRANCH: DRAMATIC 
EXPRESSION AS A MOTIVATING ACTIVITY

Without motivation it is almost impossible to sell. Through dramatic expression, the sales assistant feels 
motivated and transmits this joy, without exaggeration, to the customer, who will then be more likely to 
take an interest in the immobile.

Motivation is the best way to combat apathy and lack of interest. If the customer is motivated by the 
sales assistant, he is more likely to become enthusiastic. It is obvious that the agent’s lack of motivation 
will disinterest the buyer, because if the salesman does not believe in the product, he will not be able to 
transmit this idea.

Dramatic Expression teaches us to be truthful. And in this sense, it cannot fall into the temptation of 
incongruity, to illusionism, very characteristic of traditional sales.

This statement demonstrates the need for the salesman not to use a pretended behaviour, based on the 
adulteration of the truth. If a sales assistant considers that a certain property is inconvenient and insists 
with the customer in order to convince him to buy, he will not be showing the customer congruence in 
relation to what he wants to say and what he is feeling. In a situation where the salesman believes in 
the product he is presenting, there is a coherent and unified personality. The sale based on trust in the 
product will become more sincere and truthful.

After each service we usually share the experience with colleagues where we review the sales assistant’s 
procedure. Whether the outcome of the conversation with the customer is positive or not, the others 
always have a friendly word for us.

This observation shows the importance of group spirit in creating motivation. There is always support 
based on an empathic involvement or “alter-centric sensitivity” reinforced by participative communica-
tion. The fear of failure loses importance before the incentive to sell.
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Sometimes a colleague comes into the sales room and addresses the people on duty, pretending to be a 
buyer. We have a lot of fun and train ourselves to become better salespeople.

Activities such as this, in the context of dramatic expression, are necessary within a sales team because 
they encourage motor skills and the integration of the individual in the action, developing harmony, 
decompression and working the physical and psychological faculties. When the “theatricality” of role 
playing is put into practice, it gives rise to the perfecting of the techniques to be used, adapted to the 
client and the situation.

Our company is me, my father and my brothers. As we have a relationship of trust and friendship in 
which everyone works as a real family, we don’t want to include anyone else, because we don’t know what 
guarantees these people could give us. During the holidays we all go together and we have a lot of fun.

This demonstrates the trust that the constituents of a company have for each other. As a close-knit 
family they recognize the harmony in the group and feel the importance of credible work without the 
threat of external disturbances. There is, so to speak, a much closer communal living between the group, 
like the proposal put into operation by the group who are adept at experiential theatre.

On Wednesdays we all play football and have dinner together to recharge our batteries for the rest of 
the week.

The conviviality outside work allows a closer relationship, a deeper knowledge of all elements of the 
group with a view to cementing the relationship, based on friendship. Initiatives of this kind, which ap-
peal to entertainment and recreational activities, tend to increase the participation of all those involved.

When I was collaborating with another company, the main person in charge would arrange meetings 
every week to pressure us to sell more or warn us not to make clandestine sales. Today that doesn’t hap-
pen. We all have much more direct contact, where he comes to us to find out about our needs. 

Every meeting or working group meeting should be seen as pertinent, with a view to a greater sharing 
of experience, where all those involved feel the need to do so. It would be wrong to use this concentration 
to repress them. Salespeople become much more productive when their superiors or even their colleagues 
have confidence in their work and come to them to congratulate them.

Our director turned our storage room into a kind of group dynamic room and invited an actor friend 
to come twice a week to give us a dramatic expression activity. Those days were fantastic and freed us 
from the prejudices we acquire in everyday life.

Drama undoubtedly brings well-being and recognition of its effects to the participants. Furthermore, 
it has a catalyzing role in motivating, stimulating a more involving and truthful relationship between the 
participants, which spreads to the clients. It creates a contagious sense of self-confidence that makes 
your conduct more credible.
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The games we played within the sales group relaxed us and took away the pressure that sometimes comes 
with the fear of losing a customer. Because a lost sale means defeat.

This sales technician mentions the importance that dramatic expression has on the individual. Physi-
cal work, such as flexibility, relaxation, voice projection and decompression projects in the individual 
a greater balance and clairvoyance in the face of situations that may arise. And this is significant when 
it comes to big-money sales that involve customers and their families.

Whenever we did group activities, the members felt motivated to work. But after a while, if there was 
no such practice, our bodies would get stuck again and we would notice a lack of sales performance. It 
was like a football team when they didn’t train hard enough.

This comment reveals the contribution that drama practices make to the sales professional and the 
importance they have when they are put into practice continuously. The body will enable mental balance, 
which in turn influences group morale, continually promoting motivation for sales activity.

CONCLUSION

This work resorts to the case study to understand dramatic expression as a motivational lever, in direct 
sales marketing.

The theatrical experimentation strands resort to dramatic expression to better express and externalize 
feelings. The exploration of this activity as a motivational activity was analyzed in this article, identifying 
its contribution to interpersonal sales in terms of motivational aspects, fostering a climate of collective 
participation and mutual help between sales staff and promoting interaction and experimentation in favor 
of better performance in contact with customers.

The interpersonal sales, aided by the dramatic expression, suffered more significant changes with this 
paradigm shift, to be re-examined in the role of direct sales marketing, verifying with this transposition, 
a greater approximation in the conduct between the dramatic expression and the direct sales marketing.

The notorious confluence of these interaction practices suggested the application of a practical case 
carried out in the real estate sector (an area that normally requires involvement in negotiation) with a 
view to analyzing attitudes in line with the aspects under consideration.

According to the analysis of the observations made, with a more in-depth gauging between the parties, 
there seems to be an effective relationship between dramatic expression and direct sales marketing, rein-
forcing the idea of the existence of an intensification of co-presence, with a greater emotional involvement 
of the elements of the interaction and consequent enthusiasm and motivation in the negotiation process.

It may be thought that these participative modalities, in their communicational activities, present a 
peculiar way:

• a dramatic expression, as a motivating activity, which facilitates the relationship experienced and 
shared in an effective way between the members; and

• an openness to improvisation which allows improvisation through an atmosphere of trust, in a 
process of free incorporation of experiences.
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This line of thought for sales, within a modern perspective of theatre, aims to free the sales techni-
cian from monotony and lack of confidence towards direct and experiential contact with the product to 
be marketed. Naturally, there are other motivational forms in the training and follow-up of sales teams, 
but dramatic expression is undoubtedly a catalyzing element for the factors of balance, disinhibition, 
and incentive for sales.

Currently, theatre and marketing demonstrate the construction of a reference in the regularization of 
cultural diversity much experienced by the manifestations of dramatic expression in a process of com-
munity development, establishing bases for a greater cultural exchange. There must necessarily be a 
greater interpenetration of theatre and marketing with the socio-cultural environment, for the promotion 
and transmission of true and transparent values, imposed by the experiential theatre and assimilated by 
the direct sales marketing.

At present, after the mandatory confinement and the progressive return to “normality”, there is still 
an evident distance between the customer and the commercial technician. Companies resent the crisis 
and feel they must resort to more effective methods. On the one hand, they need to develop tools that 
motivate their employees for the recovery in the commercial area; on the other hand, they need new co-
present techniques that develop the process of interaction between the commercial technician and the 
customer, in order to stimulate consumption habits.

The dramatic expression is, undoubtedly, a fundamental element for the sales practice, promoting 
an additional motivation in the commercial technician and allowing a greater interaction between the 
salesperson and the customer.

Currently, after the mandatory confinement and the progressive return to “normality”, there is still an 
evident distance between the customer and the commercial technician. Companies resent the crisis and 
feel they need to turn to more effective methods. On the one hand, they need to develop tools that motivate 
their employees to recover in the commercial area; on the other hand, they need new co-presentation 
techniques that develop the process of interaction between the commercial technician and the customer, 
in order to stimulate consumption habits.

Dramatic expression is undoubtedly a fundamental element for the sales practice, promoting addi-
tional motivation in the commercial technician and allowing greater interaction between the salesperson 
and the customer.
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KEY TERMS AND DEFINITIONS

Co-Presence: Interaction that implies the physical presence of the actors.
Dramatic Expression: Dramatic expression is defined by a dual need: expression and communica-

tion. There is dramatic expression whenever someone expresses himself through gesture and/or word, 
with pleasure. It is a game and implies the pleasure of playing. The game ends when pleasure ceases. 
The dramatic expression is seen in a permeability of the group, which allows the exchange of different 
experiences in the enrichment of the personality of each one, from the conviviality of all.

Motivation: It is what explains that people or animals initiate, continue, or end a certain behavior at 
a certain time. Motivational states are understood as forces acting within the agent that create a disposi-
tion to engage in goal-directed behavior.

Participatory Theatre: It is a form of theatre in which the audience interacts with the performers 
or presenters.

Sales Force: It is composed of the group of people whose main objective is to sell or sell the com-
pany’s goods/services, through direct contact with potential customers, distributors or prescribers.

Sales Theatre: Commercial activity that puts into practice a closer and truer communication policy 
with the client, based on the modern theatre.

Scenic Space: In general, the stage presents a construction, but it is not its architectural layout that 
makes it possible for it to be a stage. This identity emerges at the moment when the dramatic action is 
represented. It is irrelevant whether or not the stage is a building, is an integral part of a theatrical build-
ing, or is any other location on the street or in the countryside. What matters is that the theatre stage can 
represent a place and that these spaces can have any other representation.
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ABSTRACT

Monetary and non-monetary promotions can be effective in different sales performance metrics but may 
not last after the post-promotional period. Breaking down promotions into their typologies, dimensions, 
and performance metrics can clear up the cloudiness of promotional effectiveness. The study investigates 
the dynamic effect (immediate and short-term) of the behavioral dimensions of promotions (presence, 
duration, simultaneity, and removal) on sales performance metrics (revenue, number of transactions, and 
average billing size). The authors conducted longitudinal research at a retailer. The results show that 
non-monetary and monetary promotions generate immediate and short-term positive effects on revenue 
and the number of transactions with a positive balance after their ending. Nevertheless, the monetary 
one harms the average billing size after the promotional period, and the mixed one has opposite effects 
to the results above. The operant behavioral economics framework helps explain the results by propos-
ing mutually reinforced relationships between consumers and companies.

INTRODUCTION

Running promotions to encourage sales is a regular activity for retailers. Their effectiveness depends 
on how much they can control the sales environment to stimulate the purchases by the consumers and 
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simultaneously generate rewards for both (Almeida et al., 2020; Larsen et al., 2020; Porto & Oliveira-
Castro, 2013). In real-life, managers usually invest in promotional activities to stimulate the sale of goods, 
being previously decided in a “sticky plan” (Anderson & Fox, 2019). These promotions may be part of 
a longer-term building program and knowledge transfer in franchised companies (Khan, 2016). They 
are essential for firms’ survival due to their rapid implementation and quick results in sales (Raghubir 
et al., 2004). However, just because different incentives are “sales promotions” does not mean that the 
impact of all their types necessarily leads to sales (Anderson & Fox, 2019).

Marketing science has long studied how sales promotions affect brand sales (Gupta, 1988; Weber, 
1963). There is evidence of positive, neutral, and negative influences on sales performance, either dur-
ing promotions or after its withdrawal (Gedenk, 2019). However, the diversity and quantity of existing 
promotional techniques (Brito & Hammond, 2007) to evaluate the effectiveness of sales promotions 
turn them into a complex task (Heerde & Neslin, 2017). The main limitation is not showing the real 
situations when they are effective or not.

Part of the criticism goes further and involves (1) research-based on simulations and with non-
experimental data, rarely been conducted in a field experiment (Gedenk, 2019), (2) the main focus of 
research is on consumer-level of analysis (Santini et al., 2016), rarely considering firm-level (Franses, 
2006; Sunday & Bayode, 2011), (3) decomposition of sales is on consumer-level (switching, accelera-
tion, loyalty – Bell et al., 1999), or product-level (category, brand, SKU – Heerde & Neslin, 2017) and 
not on firm-level, such as revenue, transactions, and average billing size (Peterson et al., 2015), (4) the 
focus of firm-level explanations does not adopt a behavioral explanatory approach (Larsen et al., 2020), 
preventing the use of tools and theoretical concepts already consolidated from traditionally experimental 
research (Almeida et al., 2020), (5) disregarding the set of different types of promotions (Santini et al., 
2019), (6) separating the effect on sales during and after promotions (Heerde & Neslin, 2017), and (7) 
disregarding the current annual plans that retailers implement (Anderson & Fox, 2019).

Although there is an extensive body of research on sales promotions (Anderson & Fox, 2019; Brito 
& Hammond, 2007; Freo, 2005; Pauwels et al., 2002; Yi & Yoo, 2011), understanding the effect of 
several types of promotions and their dimensions in sales is still limited. Some problems are solved 
when research breaks promotions into their typologies, ascertaining their characteristics and benefits to 
consumers and companies. In addition, if the study unpacks promotions into their stages or dimensions 
(presence, duration or length, simultaneity, removal) and sales performance into their output metrics, 
such as revenue, the number of transactions, and average billing size (Peterson et al., 2015), it can bring 
more accuracy to this effectiveness, at least for the retailer.

This chapter reports an empirical investigation of the dynamic effect of the behavioral dimensions 
of promotions on sales performance metrics (revenue, number of transactions, and average billing size). 
Although managers widely use promotions, it is a subject that has been little analyzed in the academic 
context when related to sales with real retail data at the company’s level analysis (Anderson & Fox, 
2019). The authors propose to use the theoretical framework of Operant Behavioral Economics (Foxall, 
2020) to explain the relationships between business activities and the results of such activities. In this 
way, the knowledge coming from this research would help managers in the decision-making process for 
allocating investments in types of promotion, focusing on sales results.

After this introduction, this book chapter presents a theoretical review of monetary and non-monetary 
typology, giving contexts to sales performance according to the explanations of the Operant Behavioral 
Economics. The authors highlight the relationship between promotional behavioral dimensions and sales 
performance, including the empirical model. Then, they present the research method and the results 
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subdivided for each time of sales performance effect. It ends with the discussion, giving the theoretical 
and managerial contributions of the research.

THE DEBATE ON MONETARY AND NON-MONETARY PROMOTIONS

Managers use different promotion types to achieve a specific sales objective (Yi & Yoo, 2011). As for 
their consumer incentive strategy, they classify into two distinct groups (Ogden et al., 2017; Shama et al., 
2021): a) monetary or price-oriented promotions, such as discounts, coupons, and rebates; and b) non-
monetary or non-price-oriented promotions, such as free samples, gifts, prizes, sweepstakes, and contests.

Consumers evaluate monetary promotions as a loss reduction. Palazon and Delgado-Ballester (2009) 
define monetary promotions offer a reduction in the selling price of the product or an increase in the 
quantity provided for the same price. They seek to encourage immediate and short-term results (Dekimpe 
et al., 2005), promote brand switching (Gupta, 1988), attract new customers (Garretson & Clow, 1999), 
or induce user experience (Lee, 2002).

Non-monetary promotions offer an extra incentive to purchase the product without changing the core 
product price (Shama et al., 2021). They seek to generate immediate and short-term sales effects with 
hopes of additional long-term results (Lee, 2002). They can be perceived as additional gains (Lowe & 
Barnes, 2012) since they add value to the product or service through prizes, bonuses, or gifts (Shama 
et al., 2021).

There are controversies about which type of promotion gets the most favorable response in sales. Lowe 
and Barnes (2012) suggest that consumers respond better to non-monetary promotions than monetary 
ones, while for Lee (2002), both consumers and managers prefer monetary promotions. Palazon and 
Delgado-Ballester (2009) indicate that, despite price discounts being the most usual form of promotion, 
they reduce consumers’ price reference, undermine the perception of quality, and hurt brand equity. They 
also suggest that increasing rewards may indicate that managers’ non-monetary promotions are prevalent.

Considering the different benefits and risks that monetary and non-monetary promotions can generate 
in sales, investigating the dimensions of the types of promotions is relevant for optimizing expenditures 
in marketing activities (Porto & Foxall, 2019). This investigation is because of the combined effect of 
multiple promotions (Raghubir et al., 2004), their durations (Heerde & Neslin, 2017), and the residual 
effect of actions (Dekimpe et al., 2005; Freo, 2005; Heerde & Neslin, 2017; Pauwels et al., 2002) can be 
different for various sales performance indicators, whether at the consumer level or the company level 
of analysis (Anderson & Fox, 2019).

Lemon and Nowlys (2002) found that promotions interact with each other and brand characteristics. 
The combined effects of promotions are more effective on lower-value brands than on higher-value 
brands. Swait and Erdem (2002) reinforce this finding and show evidence of the functionality of si-
multaneous sales promotions through the link between the temporal consistency of various promotions 
and the brands’ sales performance. Therefore, the simultaneity of promotional typology can generate 
dynamic effects on sales.

Heerde and Neslin (2017) reveal that consumers become more sensitive to promotions. The dura-
tion of promotions makes consumers more sensitive to them and choose the promotional brand in the 
post-promotional period. Furthermore, Pauwels et al. (2002) demonstrate that the consumer-level sales 
components are stationary (return to their average) after the promotional period. Thus, after removing 
the promotional action, permanent effects are null in the brand choices, although short-term effects ex-
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ist. Dekimpe et al. (2005) report that the impact of promotions on manufacturers’ revenue is positive, 
but on retailers’ revenue, it can be positive, negative, or neutral. In turn, Freo (2005) was one of the first 
to demonstrate residual dynamic effects (after removal) of promotions on a store’s sales (revenue). The 
result showed that promotions generate an immediate, short-term, and long-term impact on sales, but 
the result depends on the store’s product category.

Therefore, the debate on which type of promotion generates the most sales depends on its benefits to 
the retailer. A manager can ascertain these benefits through the dynamics of their effects on sales indica-
tors. However, a behavioral approach can enlighten managers about what they do that works and what 
goes wrong in practice. The next section proposes to clarify the reason for this effectiveness in sales.

SALES PERFORMANCE AND THE OPERANT BEHAVIORAL ECONOMICS

Numerous metrics can form sales performance at five distinct levels: country, industry, company (business 
or store), product/service (category, brand, or SKU), and salesperson (or sales team). At the company 
level, revenue variation (growth), based on the total sales of goods or services, is one of the metrics most 
used by managers to assess business performance (Endres et al., 2020). Researchers and managers can 
measure these sales by numerous other complementary or equivalent metrics that demonstrate business 
growth, such as the number of transactions, customers, conversion rate, average billing size, and others 
(Farris et al., 2015; Peterson et al., 2015). The measures of these sales indicators have slight differences 
(Farris et al., 2015). The promotional activities that influence them can differ, and their effect can be 
temporally distinct (Dekimpe et al., 2005). Thus, a theoretical model that functionally explains the re-
lationship between marketing efforts and the result of such efforts is necessary.

The foundation of Operant Behavioral Economics (OBE) by Foxall (1999, 2016a), derived from 
earlier work by Kagel and Winkler (1972), explains the relationships between marketing activities and 
the outcome of business performance (Larsen et al., 2020; Porto & Foxall, 2019). This field offers a con-
solidated theoretical framework from experimental or quasi-experimental research tested in the laboratory 
or a natural environment (Foxall, 2016b; Foxall et al., 2021). Skinner’s (1969) three-term contingency 
model (stimulus: response ® consequence) supports the theoretical basis of OBE. The stimulus creates 
the conditions for the response to be emitted (behavior), and this relationship generates reinforcing or 
punishing consequences. These consequences feedback the stimulus-response relationship dynamically. 
Thus, reinforcers increase the probability of the same response occurring on the subsequent occasion, 
and punishment decreases that probability.

Foxall (1999, 2021) proposed using Skinner’s model for the relationship between company and con-
sumer. One of its advantages is to explain the relationship between consumer behavior and company 
behavior as a dyad relationship, addressing distinct levels of analysis. In this sense, sales performance 
metrics are aggregate indicators derived from consumer purchases (Foxall et al., 2021; Porto & Oliveira-
Castro, 2015) and represent one kind of reinforcer for the company.

Specifically, the sales performance metric called revenue is the sum of the amount purchased by all 
consumers times the price paid over a period. Revenue only occurs if the transaction has been condi-
tioned usually by regulatory conditions - formal or informal contracts (Vella & Foxall, 2011). To obtain 
a product, the consumer needs to pay for it (Foxall, 2021). The company conditions the purchases of 
this item with payments. The company earns by selling, and its consumers make by using the purchased 
products. Therefore, the increase in revenue is a win-win consequence (Porto, 2016). Revenue growth is 
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a reinforcer for the company because it allows expansion and surplus as a financial output (profit). The 
increase in revenue is, in this sense, a tertiary reinforcer (Catania, 2013), conditioned to the payments 
received by the consumer (secondary reinforcer), who will enjoy the purchased item (primary reinforcer).

Through commercial rules, the company increases the number of transactions by increasing sale 
contracts. The increase in the transactions performed in a period is also a conditioned reinforcer for the 
company (Alhadeff, 1982; Herrnstein, 1964; Kearney, 2015), like revenue, with the difference in the 
transaction being the sum of ordinal numbers. Complementary, the average billing size is revenue divided 
by the number of transactions (Peterson et al., 2015). In this sense, it is an average amount paid (Kumar 
& Rajan, 2009) for the set of transactions in a period in a store. If the company manages to increase all 
these metrics, it will obtain a greater reserve for profit, performing the same commercial activity. They 
represent the potential surplus for the company (Cowan, 2012).

However, the increase in the average billing size (Peterson et al., 2015) is dubious and can reinforce 
and punish the consumer. In situations in which neither party is obliged to enter a contract, if the average 
billing size increases due to the price of the same items purchased by consumers, it punishes them and 
reinforces companies as a lose-win consequence. In other words, the company wins, and the consumer 
loses. Suppose the average billing size increase was due to consumers’ more substantial number of items 
purchased per transaction. In that case, it is usually a reinforcement to consumers because they choose 
to buy more items, and companies gain the amount paid (win-win result).

How much consumers and retailers gain or lose depends on the characteristics of the promotions and 
the consumers’ response to them. The retailer needs to control promotional stimuli to obtain financial 
reinforcements derived from purchases. In the next section, the authors explain how this occurs.

BEHAVIORAL EXPLANATION OF THE RELATIONSHIP BETWEEN 
PROMOTIONAL DIMENSIONS AND SALES PERFORMANCE

Marketing activities that increase or decrease sales are business behaviors driven by demand (Foxall, 
2020; Vella & Foxall, 2011, 2013). The firm’s behavior that refers to marketing creates the scenario 
(discriminative stimuli - Catania, 2013) where consumers will buy. But the purchases may or may not 
occur, depending on how the marketing activities stimulated the consumer and the company. They may 
depend on whether the context is favorable for the execution of the sale or purchase and is associated 
with rewards (reinforcements) or losses (punishments) to the consumer. Many other stimuli present 
at the store can be neutral stimuli [or delta stimuli - (Catania, 2013)], as they are not correlated with 
reinforcers or punishers.

Retailers or service providers, in this sense, control the stimuli present at the store (or the service 
offering) to stimulate consumers’ gains and simultaneously their gains (reinforcers) through commercial 
transactions (Porto, 2016). When effective for the company, promotional stimuli generate reinforcers 
(Porto, 2016) by increasing the number of consumers in stores and carrying out transactions (paying 
money for products). Thus, managers arrange non-monetary promotions to stimulate sales through 
additional gains. This kind of promotion is a discriminative stimulus that signals extrinsic reinforcers 
to consumers - the company conditions consumers to get something more (extraneous to the natural 
consequence of the item purchased). In contrast, managers arrange monetary promotions to stimulate 
sales through price reductions. They are discriminative stimuli that signal reinforcers by reducing the 
magnitude of punishers (Nord & Peter, 1980; Raghubir et al., 2004).
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The presence of promotion is a discriminative stimulus that signals positive reinforcers to consumers 
in the case of inserting, for example, gifts (non-monetary promotion) and signals negative reinforcers 
in the case of withdrawing (or reducing) the price to be paid by them (Foxall, 2016b). If they make the 
purchase, the promotion increases the magnitude of positive conditioned reinforcers to the company 
(increase in sales). The promotion duration (length) indicates the period in which reinforcers to con-
sumers will be available as the marketing activity begins and ends. In this sense, they are part of the 
stimulus control (Catania, 2013) that the retailer implements. When the promotion starts, the novelty of 
the stimulus may attract more consumers, but as time goes on, the promotion becomes less stimulating, 
losing some of its effect on sales.

The simultaneity of the promotions suggests that there are two or more possibilities for consumers to 
obtain positive reinforcers. They are concurrent reinforcement schedules (Mace et al., 2011), in which 
managers condition these schedules to different promotions. For example, in-restaurant promotions, if 
the consumer buys meal A, she gets gift X (free soda), but if she buys meal B, she gets gift Y (free des-
sert). As meals have different prices and costs, they can generate a different magnitude of conditioned 
reinforcers. However, from the company’s perspective, if it offers these promotions simultaneously, it 
potentially increases its sales because it can attract more consumers through a greater variety of attractions. 
In other words, it makes the consumer’s purchase scenario more stimulating, offering more discrimina-
tive stimuli. In this sense, simultaneity is an attempt to control stimuli to generate more effects on sales.

The removal of monetary promotions signals a positive punishment to the consumer in the case of 
returning to the regular price of the product. It signals negative punishment in the case of the withdrawal 
of gifts for non-monetary promotions (Foxall, 2016b; Mace et al., 2011). Although the company hopes 
that its reinforcements (maintaining high sales rates) will not change after promotions, they usually 
change downwards, thus negatively punishing the company. However, some short-term effects may 
slightly prolong promotions’ secondary reinforcers (payments).

With this theoretical framework, the authors elaborate on the functional model of the present research 
represented in Figure 1. The model comprises the dependent variables formed by the sales metrics (revenue, 
amount of transaction, and average billing size). The independent ones refer to the behavioral promotion 
dimensions (presence, duration, simultaneity, and removal) and control variables (commemorative dates, 
days of the week, and lagged dependent variables). As the implementation of promotions takes place 
over time and may have residual effects later, the authors used immediate effects (T) and short-term 
effects (T+1 to T+3) to represent the sales performance metrics. This research covered this possibility.
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METHOD

The authors used a quasi-experimental longitudinal design with time series to investigate the dynamic 
effect of promotional dimensions on sales performance metrics. They want to infer whether the treatment 
had or not had the intended effect, but without random sampling (Cozby & Bates, 2017). The data came 
from two franchised restaurant companies specializing in Japanese cuisine located in upscale neighbor-
hoods in the city of Brasília (Brazil) – Sushiloko. The franchisor defines itself as a chain of Japanese 
restaurants with a laid-back atmosphere with simple tables and a contemporary express menu (e.g., sushi, 
sashimi, temaki, and combos with soft drinks and desserts). It is a small Japanese fast-food restaurant 
chain. The average annual revenue of each franchisee is US$ 416.540,89, with a marketing fee of 2% 

Figure 1. Research model.
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of gross revenue. However, franchisees do not always perceive the effectiveness of these contributions 
(Herrington, 2005), justifying the importance of evaluating promotions.

The managers of the restaurants manipulated the promotional variables in a planned way for 476 days 
between 2015 and 2016 and verified the results in sales metrics. Then, the researchers collected the data 
came from the franchisee. There is a mandatory contribution in the contract for the franchisee based on 
a percentage of sales. The franchisor provides, among other benefits, promotional material, marketing 
design, advertising and publicity, accounting and finance, and marketing training.

The franchisor defines marketing activities based on the business strategy and an annual calendar. 
These promotions can be mandatory or optional to the franchisee, which has no decision-making power 
regarding the planning and implementation of promotions. The authors determined the data related to 
promotions based on the eight promotions adopted by the franchisee in its two units (Table 1). They 
obtained them in two stages. Preliminarily, the researchers surveyed which promotions the franchisee 
implemented in the period of analysis from the sales spreadsheet of each unit. Then the researchers con-
ducted franchisee interviews to describe each promotion and its duration. Subsequently, the researchers 
checked the research on the placement of promotions on social networks (Facebook and Instagram).

The researchers aggregated the data weekly, representing 68 weeks for each company unit, totaling 
136 valid cases. They also calculated the sampling power (for multiple regression with twelve predic-
tors and mean effect size f = 0.15), which showed a value of 83.81%, enough to reduce the chances of 
occurrence of Type 2 Error, false negative.

Table 1. Promotions adopted at franchised units.

Promotion 
Name Description

Duration 
(Length) in 

Weeks
Classification

Simultaneous 
Promotion 
Quantity

Post-Promotion 
Period in Weeks 

(Removal)

7-Years 
Campaign

Meal with promotional value + $ 
1.47 gets a gift 13 mixed (monetary 

and non-monetary) 0 5

Promo Hot Meal with promotional value 9 monetary 1 5

Father’s Day 
Mix

When one buys a predetermined 
meal, the drink is free 1 Non-monetary 1 5

Santa Combo
Predetermined meal (starter + main 
course + drink + dessert) with 
promotional value

10 monetary 1 5

Card 
(Coupons)

When purchasing any meal, the 
customer receives a card with 
six exclusive offers (meals with 
promotional prices)

22 monetary 2 5

Carnival 
Dessert 
Promotion

Free dessert coupons delivered to 
carnival blocks 10 Non-monetary 1 5

Carnival 
Promotion

Any mini combo + drink for 
promotional price 8 monetary 1 5

Easter 
Sushiloko Meal with promotional value 1 monetary 1 5
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The researchers relativized the dependent variables to standardize the unit of measurement, dividing 
each value by its mean. Thus, the revenue data, number of transactions, and average billing size, when 
equal to 1, mean that, in that week, its value is on the average of the entire analyzed period. When they 
are greater than 1, it is above average, and it is below average if they are less than 1.

The researchers coded the independent variables (Table 2). There were more weekly periods with 
monetary promotions than the period without them. In contrast, there were many more periods without 
non-monetary and mixed promotions than with them. Each franchisee unit is a small company (Brazilian 
National Confederation of Industry, 2022), with a weekly revenue average of US$ 6,648.62 (S.D. = 802.42), 
a weekly average of 138.06 (S.D. = 21.91) transactions per week, and a weekly average billing size of 
US$ 14.68 (S.D. = 1.30). Eleven point eighty percent of the analyzed weeks had at least the presence of 
commemorative dates (e.g., Mother’s Day, Father’s Day). The researchers used the weeks of the month 
as control variables, and their incidence is equitable in the two investigated franchisee units over time.

The researchers performed nine-panel data regressions, one for each combination of the dependent 
variable (revenue, number of transactions, and average billing size) in a weekly-based period (current 
week until three weeks later, totaling four weeks). Panel data regressions were necessary because the two 
units have quite different patterns of sales performance variables, which required the use of fixed-effect 
models (test to differentiate intercepts of groups p £ 0.05). Figure 2 shows the performance behavior 

Table 2. Code and description of variables.

Variables Code Description Percentage Mean Standard 
Deviation

Commemorative dates
0 Weeks without a commemorative date 88.20%

- -
1 Weeks with a commemorative date 11.80%

Simultaneous promotion 
quantity - The weekly sum of simultaneous 

promotions - 1.08 1

Promotion duration 
(length) - Accumulated weekly period of 

promotion duration - 2.63 3.93

Promotion removal 
period

-1 Pre-promotion period 22.05% - -

0 Promotion period 70.60% - -

1 Post-promotion period 7.35% - -

Monetary promotion
0 Weeks without monetary promotion 45.59%

- -
1 Weeks with monetary promotion 54.41%

Non-monetary promotion
0 Weeks without non-monetary promotion 83.80%

- -
1 Weeks with non-monetary promotion 16.20%

Mixed promotion
0 Weeks without mixed promotion 80.90%

- -
1 Weeks with mixed promotion 19.10%

Weekly revenue - Sum of total sales in value ($) per week - 6,648.62 802.42

Number of transactions 
per week - Sum of the number of transactions 

(invoices) per week - 457.39 72.62

Average billing size per 
week - Revenue ($) divided by the number of 

transactions per week - 14.68 1.30
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of the two units. In Unit 1 (Chart 1), the franchisee obtains higher rates of the number of transactions 
and revenue. Unit 2 (Chart 2) obtains lower rates of these two indicators. Still, it gets a higher average 
billing size rate. Furthermore, Self et al. (2015) report that sales can differ for the same company even 
within micro-regions of the same city.

Figure 2. Sales performance charts of the two franchised units
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The researchers used the exogenous instrumental variable (number of commemorative dates in the 
week) since it correlated with the independent variables (dimensions of promotions) and the time in 
weeks to control seasonality effects. During the analysis, the dependent variables showed an error nor-
mal distribution (Kolmogorov-Smirnov with p > 0.05), with no indication of heteroscedasticity (Wald 
test independent of the distribution for heteroscedasticity χ2= 2.62; p > 0.05) while the independent 
variables did not indicate the presence of multicollinearity (VIF < 2). These are statistical requirements 
so that the analyzed dataset can be considered consistent.

The authors developed twelve models to combine the dependent variables and the weekly period 
analyzed. For each model, the authors advanced the dependent variables for up to three weeks (lead T+1, 
T+2, and T+3) while they maintained the independent variables in the current time (T), also having their 
own lagged control dependent variable (T-1). As a result, the Durbin-Watson serial autocorrelation test 
on residuals did not present a problem (values close to 2).

RESULTS

Table 3 shows the results of the independent variables on revenue, subdivided into Model 1 (effect in the 
current week), Model 2 (effect in the subsequent week), Model 3 (effect two weeks later), and Model 
4 (effect in three weeks later). All four models had moderately low explained variances between the 
two franchisee units and within each unit. The explained variances improved until T+2 (Model 3) and 
worsened in T+3 but still have an effect. Thus, the impact of promotional dimensions occurs more fully 
in up to two weeks on revenue. After that, the effect starts to wear off.

In Models 1, 2, 3, and 4, at least one of the promotional dimensions is significant, with a low stan-
dard error. In general terms, the dimensions that generated the most potent effects on revenue were the 
presence, removal, simultaneity, and duration of promotional actions. Thus, the research shows that 
promotions changed this performance metric over time (3 weeks later).

Table 3. Effect of promotions and control variables on revenue.

Independent Variables

Model 1 Model 2 Model 3 Model 4

Revenue (T) Revenue (T+1) Revenue (T+2) Revenue (T+3)

Estimate S.E. Estimate S.E. Estimate S.E. Estimate S.E.

Intercept 0.65** 0.04 0.55** 0.01 0.59** 0.01 0.58** 0.04

Presence of non-
monetary promotion 0.03** 0.01 0.05** 0.01 0.09** 0.03 0.02 0.03

Presence of monetary 
promotion 0.03** 0.01 0.03** 0.02 0.07** 0.03 0.01 0.01

Presence of mixed 
promotion -0.01 0.01 -0.03 0.01 -0.15** 0.02 -0.14** 0.02

Duration (length) 
of non-monetary 
promotion

-0.01 0.00 -0.02** 0.00 0.01 0.00 -0.01 0.00

Duration (length) of 
monetary promotion 0.00 0.00 -0.01 0.00 -0.02** 0.00 -0.01** 0.00

Continued on following page
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Figure 3 illustrates the effects on the revenue. Chart C shows that the presence (or implementation) 
of non-monetary promotion is better than the monetary one to generate revenue increases. Both cause 
positive and significant effects, with the short-term effect (one, two, and three weeks later) being greater 
than the immediate effect (current week). However, the short-term effect of mixed promotion is the 
strongest and most harmful to revenue.

Chart D demonstrates that the duration of monetary and non-monetary promotions has a short-term 
negative effect on revenue. The more time passes from the moment managers implement them, the 
promotions would slightly negatively impact one, two, or three weeks later. The opposite occurs with 
mixed promotion. It generates a tenuous positive short-term effect. So, while its presence has a strong 
negative impact on short-term revenue, it has a slight downside as time passes since its implementation.

Chart E illustrates that the simultaneity of two or more promotions implemented generates a small 
positive effect on revenue seen in the current and subsequent weeks. Chart F shows that only the with-
drawal of monetary promotions hurts revenue, while the other promotions do not generate a significant 
effect. After the total removal of the non-monetary and mixed promotions, there is no effect on revenue 
in the current week (first week of removal) or subsequent weeks. In this way, there is evidence of gen-
erating a permanent impact, at least for longer than a month.

When comparing the result of Chart F with Chart C for the non-monetary one, the implementation of 
this promotion increases revenue. The revenue did not fall when the manager withdrew this promotion 
(it did not return to its pre-promotion level). The mixed promotion reduced the revenue, and after its 
removal, the revenue did not return to the pre-implementation level. Thus, it does not worth implement-
ing it in the configuration as the managers conceived it. Removing promotions altogether has a solid 
negative slant with revenue. In this way, the monetary promotions increase the revenue with a total ef-
fect of 0.14 above the average of the company’s revenue. Still, the revenue dropped by - 0.10 below its 

Independent Variables

Model 1 Model 2 Model 3 Model 4

Revenue (T) Revenue (T+1) Revenue (T+2) Revenue (T+3)

Estimate S.E. Estimate S.E. Estimate S.E. Estimate S.E.

Duration (length) of 
mixed promotion -0.01** 0.00 0.01* 0.00 0.01** 0.00 0.01** 0.00

Simultaneous promotion 
quantity 0.02** 0.00 0.06** 0.00 -0.02* 0.01 -0.02 0.01

Removal of non-
monetary promotion 0.04 0.00 0.06 0.01 -0.05 0.02 -0.04 0.02

Removal of monetary 
promotion -0.10** 0.03 -0.10** 0.03 -0.04 0.02 0.01 0.02

Removal of mixed 
promotion 0.03 0.02 0.03 0.03 -0.04 0.04 0.02 0.01

Revenue (lag 1) 0.38** 0.01 0.42** 0.01 0.42** 0.01 0.47** 0.01

Commemorative dates -0.04 0.03 0.00 0.00 -0.03 0.02 0.00 0.02

Time (weeks) -0.,01** 0.00 0.01** 0.00 0.00 0.00 -0.01 0.00

R2 between franchisee 
unit 39.81% 41.16% 43.11% 38.96%

R2 within franchisee unit 33.45% 34.95% 37.17% 32.78%

Note. *p ≤ 0.05; **p ≤ 0.01 S.E. Standard Error.

Table 3. Continued
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average revenue when the manager withdrew it. It returns to its pre-implementation level but positively, 
making it worthwhile to implement it.

Table 4 shows the result of the independent variables on the number of transactions, subdivided 
into Model 5 (effect in the current week), Model 6 (effect in the subsequent week), Model 7 (effect two 
weeks later), and Model 8 (effect in three weeks later). All four models had moderately high explained 
variances between the two franchisee units and relatively low explained variances between each unit. 
The explained variances of the models improved until T+2 (Model 7) and worsened in T+3, but still 
had an effect. The effect of the promotional dimensions occurs more fully in up to two weeks on the 
amount of the transaction. After that, the effect starts to wear off.

Figure 3. Charts of the effects of promotional dimensions on revenue.
Note. *p ≤ 0.05; **p ≤ 0.01
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In Models 1, 2, 3, and 4, at least one of the dimensions of promotions is significant, with a low standard 
error. In general terms, the dimensions that generated the highest significant effects on the number of 
transactions were the presence, removal, simultaneity, and duration of promotions. Thus, the execution 
of promotions changes this performance indicator over time (up to 3 weeks later).

Figure 4 illustrates the results in the number of transactions. Chart G shows that monetary promotion’s 
presence is better than the non-monetary one to increase the number of transactions. Both cause positive 
and significant effects, with the short-term effect (one, two, and three weeks later) being greater than 
the immediate effect (current week). However, the short-term effect of mixed promotion is the strongest 
and is negative on the number of transactions.

Table 4. Effect of promotions and control variables on the number of transactions.

Independent Variables

Model 5 Model 6 Model 7 Model 8

Transactions (T) Transactions (T+1) Transactions (T+2) Transactions (T+3)

Estimate S.E. Estimate S.E. Estimate S.E. Estimate S.E.

Intercept 0.78** 0.06 0.59** 0.04 0.69** 0.07 0.67** 0.10

Presence of non-
monetary promotion 0.10** 0.06 0.06** 0.00 0.07** 0.05 -0.01 0.01

Presence of monetary 
promotion 0.10** 0.02 0.02** 0.00 0.18** 0.04 0.15** 0.01

Presence of mixed 
promotion -0.02 0.03 -0.04** 0.00 -0.21** 0.00 -0.21** 0.02

Duration (length) 
of non-monetary 
promotion

-0.01 0.01 -0.02** 0.01 0.01 0.01 -0.01 0.00

Duration (length) of 
monetary promotion -0.01 0.00 -0.01 0.00 -0.02** 0.00 -0.01* 0.00

Duration (length) of 
mixed promotion -0.01** 0.00 0.01 0.00 0.02** 0.00 0.01* 0.00

Simultaneous promotion 
quantity 0.03** 0.01 0.03** 0.01 0.00 0.02 -0.03** 0.01

Removal of non-
monetary promotion 0.00 0.00 0.03* 0.01 -0.07** 0.02 -0.07* 0.03

Removal of monetary 
promotion -0.10** 0.03 -0.05** 0.02 0.00 0.01 0.03** 0.00

Removal of mixed 
promotion 0.01 0.01 0.02 0.03 -0.04 0.04 0.04** 0.01

Transactions (lag 1) 0.25** 0.03 0.37** 0.02 0.32** 0.04 0.35** 0.08

Commemorative dates -0.04** 0.01 0.01** 0.00 -0.02 0.02 0.02** 0.00

Time (weeks) -0.02** 0.00 0.02** 0.00 0.01* 0.00 0.00** 0.00

R2 between franchisee 
unit 63.75% 64.18% 66.24% 63.11%

R2 within franchisee unit 31.84% 32.63% 36.69% 31.33%

Note. *p ≤ 0.05; **p ≤ 0.01 S.E. Standard Error. 
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Chart H demonstrates that the duration of monetary and non-monetary promotions has a short-term 
negative effect on the number of transactions. The more time passes from the moment managers imple-
ment them, the promotions would slightly negatively impact one, two, or three weeks later. The opposite 
occurs with mixed promotion. It generates an immediate and short-term positive tenuous effect. Thus, 
although its presence has a strong negative impact on the number of short-term transactions, it has a 
slight downside as time passes since its implementation.

Chart I illustrates that the simultaneity of two or more promotions generates a small positive effect on 
the number of transactions only in the current week. Chart J shows that both the withdrawal of monetary 
and non-monetary promotions negatively impacts the number of transactions. In contrast, the mixed 
one does not generate a significant effect. After the total removal of the mixed promotion, there is no 
significant effect on the number of transactions in the current week (first week of removal) or subsequent 
weeks. Thus, there is evidence of generating a medium-term impact, at least for more than one month.

When comparing the result of Chart J with Chart G, the non-monetary promotion increases the 
number of transactions (0.22 above average). When the manager withdrew it, the number of transactions 
dropped by half (- 0.11) and did not return to its pre-promotion level. The mixed promotion reduced the 
number of transactions, and, after its removal, it did not return to the pre-implementation level. Thus, 
it does not pay to implement it in the configuration as the managers conceived it. Withdrawal from 
current promotions has a negative slope with the number of transactions. In this way, the monetary 
promotion increases the transactions with a total effect of 0.45 above the company’s average number of 
transactions. Still, the transactions dropped to -0.14 below average when the manager withdrew them. 
The transactions did not return to their level before implementation, and they have a positive balance, 
making it worthwhile to implement them.

Figure 4. Charts of the effects of promotional dimensions on the number of transactions.
Note. *p ≤ 0.05; **p ≤ 0.01
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Table 5 shows the result of the independents on the average billing size, subdivided into Model 9 
(effect in the current week), Model 10 (effect in the subsequent week), Model 11 (effect two weeks 
later), and Model 12 (effect in three weeks later). All four models had moderately high explained vari-
ances between the two franchisee units and relatively low explained variances between each unit. The 
explained variances of the models worsen until T+3 (Model 12) but still generate an effect. This result 
indicates that the impact of the promotional dimensions occurs more fully in the current week on the 
average billing size. After that, the remaining effect begins to dissipate.

In Models 9, 10, 11, and 12, all promotional dimensions are significant, except for simultaneous 
promotions. In general terms, the dimensions that generated the highest significant effects on the average 
billing size were the presence, removal, and duration of promotions. In this way, the promotions change 
this performance indicator over time (up to 3 weeks later).

Table 5. Effect of promotions and control variables on average billing size.

Independent Variables

Model 9 Model 10 Model 11 Model 12

A. Billing Size (T) A. Billing Size (T+1) A. Billing Size (T+2) A. Billing Size (T+3)

Estimate S.E. Estimate S.E. Estimate S.E. Estimate S.E.

Intercept 0.80** 0.00 0.76** 0.06 0.83** 0.03 0.82** 0.03

Presence of non-
monetary promotion -0.06 0.04 -0.02 0.03 0.01 0.04 0.03 0.03

Presence of monetary 
promotion -0.02** 0.01 -0.10** 0.01 -0.07** 0.01 -0.05** 0.01

Presence of mixed 
promotion 0.06* 0.03 0.10** 0.02 0.09** 0.02 0.07** 0.02

Duration (length) 
of non-monetary 
promotion

0.01 0.01 0.00 0.01 0.01 0.00 0.00 0.00

Duration (length) of 
monetary promotion 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00

Duration (length) of 
mixed promotion -0.01* 0.00 -0.06** 0.00 -0.01** 0.00 -0.01** 0.00

Simultaneous promotion 
quantity -0.01 0.00 0.00 0.01 0.00 0.01 0.00 0.00

Removal of non-
monetary promotion -0.02** 0.00 0.00 0.00 0.00 0.00 0.00 0.00

Removal of monetary 
promotion -0.01 0.02 -0.03** 0.02 -0.03** 0.02 -0.01 0.01

Removal of mixed 
promotion 0.01 0.01 -0.01** 0.00 0.01** 0.00 -0.02** 0.01

Average billing size 
(lag 1) 0.19** 0.00 0.25** 0.06 0.18** 0.02 0.20** 0.04

Commemorative dates 0.00 0.01 0.01** 0.00 -0.01 0.00 -0.02 0.01

Time (weeks) 0.00 0.00 -0.01 0.00 -0.01** 0.00 -0.01** 0.00

R2 between franchisee 
unit 76.29% 74.83% 74.21% 73.88%

R2 within franchisee unit 33.22% 29.13% 27.12% 26.05%

Note. *p ≤ 0.05; **p ≤ 0.01 S.E. Standard Error.
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Figure 5 illustrates the results on the average billing size. Chart K shows that monetary promotion 
is negative, and the mixed one is positive on the average billing size, especially in the short term. The 
short-term effect of the mixed promotion is the strongest and is positive on the metric. The non-monetary 
promotion has no significant impact.

Chart L shows that only mixed promotion has a short-term negative effect on the average billing 
size. The more time passes from the moment managers implement them, the promotions would slightly 
negatively impact one, two, or three weeks later. Thus, despite having a positive impact on this metric, it 
generates a reverse effect, smaller than the positive effect of the implementation. The other promotions 
did not show a significant duration effect.

Chart M illustrates that the simultaneity of two or more promotions did not significantly affect the 
average billing size. Graph N shows the withdrawal of any of the promotions affects it. The withdrawal 
of non-monetary and mixed promotions adversely affects the monetary promotion and positively impacts 
the metric.

When comparing the result of Chart N with Chart K, the non-monetary promotion did not generate 
a significant effect on the average billing size. But when the manager removed it slightly reduced this 
indicator. There is evidence that it is not worth implementing if the objective is to increase the average 
billing size. When the manager implemented the mixed promotion, it dramatically increased the aver-
age billing size (0.32 above average), and after its removal, the average billing size decreased slightly 
(-0.01 below average). Withdrawing monetary promotions entirely negatively slopes with the average 
billing size. In this way, the monetary promotions reduce the metric with a total effect of -0.24 below the 
company’s average. When the manager withdrew it, this metric fell further by -0.08 below its average. 
Therefore, it is not worth implementing it to optimize this indicator.

Figure 5. Charts of the effects of promotional dimensions on average billing size.
Note. *p ≤ 0.05; **p ≤ 0.01
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DISCUSSION

The results show that promotional dimensions affect sales performance, corroborating studies on this 
subject (Brito & Hammond, 2007; Freo, 2005; Heerde & Neslin, 2017). However, their effectiveness 
depends on the specific dimension of these promotions and which performance metric one considers 
detect this effectiveness (Lemon & Nowlys, 2002; Raghubir et al., 2004). The dimensions that generate 
the most significant effect on the three sales indicators are the presence of promotions and their removal, 
demonstrating residual effects of promotions on sales, as pointed out by Freo (2005) and Dekimpe et al. 
(2005). Furthermore, there are effects of the simultaneity and duration of promotions for revenue and 
the number of transactions. There are effects only of the duration dimension for the average billing size, 
which previous research did not analyze.

Researchers and managers can use Operant Behavioral Economics to interpret the effectiveness of 
such promotions. Marketing managers are “experimenters” in a natural environment (Vella & Foxall, 
2011; Porto & Oliveira-Castro, 2015), and they control the stimuli present in these environments. The 
promotions are configurations of discriminative stimuli (Foxall, 2016b) correlated with primary rein-
forcers aimed at consumers - enjoying better or greater amounts of goods, such as eating better or eating 
delicious food. It must also relate to conditioned reinforcers aimed at companies – increasing revenue or 
sales transactions of that food (Alhadeff, 1982; Herrnstein, 1964; Kearney, 2015).

In addition, promotions behaved either as extrinsic reinforcers (non-monetary) or as punishment 
reducers (monetary) to consumers or a mix of both (mixed promotion). Implementing a non-monetary 
promotion increases revenue, with or without simultaneous promotions. As time passes, there is a slight 
opposite effect, but revenue does not return to lower levels after this implementation, remaining at a 
higher level. The same happens for this type of promotion in the number of transactions, with a slight 
reduction in the number of transactions after the implementation. The effect of this promotion on the 
average billing size is slightly negative, but it only occurs significantly during the end of the promotion. 
Thus, the present research demonstrates that non-monetary promotional activity generates positive results 
in sales performance, corroborating Lowe and Barnes (2012), Reid et al. (2015), and Yi and Yoo (2011).

After the extrinsic reinforcement effect (allocation of gift), the punishment effect (its removal) does not 
systematically reduce the conditioned reinforcement to the company by up to one month. Non-monetary 
promotions are usually extrinsic reinforcers (Tarou & Bashaw, 2007). Gifts (e.g., getting a free soda or 
dessert) are arbitrary with the response to buy a plate of food arranged by the franchise’s manager. Still, 
they are extensions of the eating activity (drinking or eating more - dessert). They effectively provided 
a conditioned reinforcer (outcomes to the company). The marketing managers could plan the execution 
of this promotion more frequently to leverage sales, but they must not expect an effect on the average 
billing size.

On the other hand, monetary promotion increases revenue with or without simultaneous promotions. 
There is a slight opposite effect as the implementation time increases, but, unlike the non-monetary action, 
revenue practically returns to levels below the implementation periods, with a slightly positive balance. 
The same occurs for the number of transactions higher than the revenue. This study corroborates that 
monetary promotion behaves as a reduced cost to the consumer (Nord & Peter, 1980; Raghubir et al., 
2004) or a reduced punishment to the consumer (Porto, 2016). By decreasing the punishment (price to be 
paid), which inhibits buying behavior, the environment becomes more favorable to the consumer. If many 
consumers purchase in the restaurant, the franchisee gets a secondary reinforcer (Vella & Foxall, 2013).
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However, monetary promotion is harmful to the average billing size. It has adverse effects on this 
performance metric when managers implement it and remove it. This effect is also consistent with Op-
erant Behavioral Economics. A smaller average billing size means that consumers paid a lower price 
with each purchase (a restaurant bill) or purchased fewer items, which is usually bad for the company. 
But for consumers, this effect can be positive because they save more money to buying the same items 
(Fagerstrøm & Hantula, 2013; Larsen et al., 2020), or it can be harmful, not buy things they would like.

In this sense, monetary promotion can generate consumer surplus to the detriment of company surplus 
or cause a deficit for both (Cowan, 2012). Still, the present research did not investigate the source of the 
average billing size and cannot state this result with greater precision. However, the result demonstrates 
that these promotions cause a decision impasse. They have balances with positive weights in revenue 
and number of transactions but have a strongly negative balance in the average billing size.

Additionally, the implementation of mixed promotion reduces revenue. After implementation, the 
effect remains below the company’s average revenue. Still, with the help of simultaneous promotions 
and an increase in their implementation time, there is a slight opposite effect (positive), not reversing the 
negative impact of the implementation. The same happens with this type of promotion if the indicator is 
the number of transactions. In this way, as arranged by the managers, the mixed promotion functioned 
as a punishment consequence for the company (Foxall, 2020), reducing revenue and the number of 
transactions.

However, this promotion encourages an increase in the average billing size. When implemented, it 
generates a strong positive effect on this performance metric, with some reversal as time passes. But 
when managers removed it, the negative impact of its removal was shallow. It generates a surplus for the 
company at the expense of the consumer (Cowan, 2012). Thus, the result demonstrates that this promo-
tion again generates a decision impasse. It balances strongly negative weights on revenue and number 
of transactions, but it positively affects the average billing size. If increasing the average billing size is 
a business priority, managers should use this promotion.

The total explained variance of all twelve models is different within and between business units, being 
better between business units. This result shows that promotions can generate more apparent effects on 
the number of transactions and the average billing size compared between companies. In this way, the 
place or region where the franchisee installs the unit store (Self et al., 2015) may have more consumer 
traffic flow during more days of the week, which interferes with the effectiveness of promotions.

The promotions’ immediate and short-term effects are not the same in the sales performance metrics 
but similar (in the same direction) in most results. However, the short-term impact (one to three weeks 
later) is greater than the immediate one. This impact shows why managers may be uncertain about 
implementing promotions (Ogden-Barnes & Minahan, 2015). They do not see a substantial immediate 
effect, and they are unsure if they should implement it. But if managers do so, they can see an aggregate 
effect (in monthly, quarterly, or annual indicators) that can be positive in a sales performance metric and 
negative in another. By not having guarantees of consumer movements in their establishment, they use 
promotions without knowing their specific effect. The present research sheds some light on this path, 
demonstrating when it pays and does not pay to use this marketing strategy.
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THEORETICAL AND MANAGERIAL CONTRIBUTIONS

Managers can understand the effectiveness of promotions based on the theoretical framework of Operant 
Behavioral Economics. It can explain how to control the stimulus in the sales environment, offer extrinsic 
reinforcers, reduce punishments to consumers, and increase the intensity of conditioned reinforcers at the 
unit store level. This research showed that the promotional dimensions generate immediate and short-
term impacts on sales performance, but there are differences between promotions typology, dimensions, 
and sales performance metrics. With the time horizon of this research, the results are generalizable to 
any company that uses promotions to generate increases in revenue, number of transactions, and average 
billing size. Although the researchers collected the data from a restaurant franchise company, the results 
of this research are not limited to conditions that only occur in franchises. For instance, managers use 
monetary and non-momentary sales promotions on a large scale to promote several types of products. 
This research took a sample from one franchisee that planned and used these promotions. It did not im-
pair the internal validity of the analysis. However, discovering that the effectiveness is different between 
the company’s units indicates that further research is necessary to compare promotional activities in 
stores with a different flow of consumers. This research provided actual results that could help manage-
ment decide (1) what type of promotion to implement, (2) how long the promotions are in effect, (3) 
its simultaneity with other promotions, and (4) what to expect as a result in sales afterward they end.

One limitation is that there was no random assignment of the experimental conditions implemented 
by the managers, which makes room for the results in sales to be due to other activities not investigated. 
Another limitation concerns the investigation of medium-term, long-term, and permanent effects. How-
ever, researchers have shown that these effects do not exist for price-based promotions (Pauwels et al., 
2002). Future research may better investigate the long-term or permanent effects of non-monetary or 
mixed promotions. The study did not aim to exhaust the topic addressed. Still, it can serve as a basis for 
explanations in real-life promotions in future endeavors, using one theoretical framework that has the 
tradition to explain the behaviors of consumers and firms in contexts (Foxall, 2020).

This research received no specific grant from any funding agency in the public, commercial, or not-
for-profit sectors.
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KEY TERMS AND DEFINITIONS

Extrinsic Reinforcers: These are arbitrary, unnatural rewards that subsequently increase the chances 
of the same behavior occurring.
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Franchisee: A company that has a license to use the brand, production process, products, or business 
system, upon compliance with certain conditions of another owner company (franchisor).

Metrics: These are quantifiable measures used to analyze the outcome of a specific process, action, 
or strategy. They are the operationalization of performance measures.

Monetary Sales Promotions: A type of sales promotion that directly affects the price of the products 
paid by the consumer. Price discounts, coupons, and bonuses are examples.

Negative Reinforcer: The removal of an aversive stimulus following a behavior that makes it more 
likely that the behavior will occur again in the future.

Non-Monetary Promotions: A type of sales promotion that has no direct implication on the con-
sumer’s price paid for the goods. Cultural contests, sweepstakes, and the distribution of free samples 
are examples.

Positive Reinforcer: The addition of a stimulus following a behavior that makes it more likely that 
the behavior will occur again in the future.

Sales Promotion: This is a set of actions, methods, and resources that aim to increase the sales 
volume of products or services during a given time.
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ABSTRACT

Cloud computing offers a paradigm shift in the development and usage of computing resources. While 
cloud computing has become the default mode of IT service delivery in internet companies, established 
companies face multiple challenges and uncertainties in adopting a cloud-based IT delivery model. 
Multiple studies have explored the above problem from the users’ point of view. This research tries to 
address the same problem from cloud service providers’ point of view. The qualitative study uses the 
theoretical framework of value-based selling and involves semi-structured in-depth interviews with eight 
senior managers with varying experience with cloud service providers, supported by secondary research 
such as scholarly publications and media reports. The study identified multiple strategies for acquiring 
more enterprise customers and ensuring higher cloud consumption by large enterprise customers. The 
research enhances the understanding of the adoption of cloud and other disruptive services and integrates 
the perspectives of buyers and sellers.

INTRODUCTION

For enterprises, information technology has moved from the peripheral role of an enabler of ‘back-end 
activities’ to being considered as the critical component of their business model. To sustain their tech-
nical leadership in an ever-changing world, the enterprises face the additional challenge of digitalizing 
their business, besides managing their existing IT infrastructure. Digital transformation involves changes 
in strategy, business model, process, and organization to create differential value by leveraging digital 
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resources and assets (Kane et al., 2015). In their digital transformation journey, enterprises increas-
ingly depend on cloud computing to reduce the complexity of IT operations and enhance business–IT 
alignment and organizational agility (Hentschel et al., 2018; Wang et al., 2016). To summarize, cloud 
computing is one of the most impactful IT advancements that has changed the way IT capabilities are 
delivered (Kappelman et al., 2013). A 2016 survey among CXOs by IBM Institutes of Business Value 
(IBM, 2016) found that almost 70% of the surveyed companies have used cloud significantly to achieve 
multiple objectives.

IT sellers understand well the importance of cloud computing, which has impacted the fortunes of 
many IT products and service providers. Many early providers of cloud-based services (such as Micro-
soft, Amazon) could create significant value for themselves. At the same time, failure to adopt cloud 
has adversely impacted businesses of several traditional hardware, product, and service vendors. As 
most IT workloads are moving toward cloud, selling cloud has become very important for IT providers. 
IT companies are investing significantly in developing cloud-enabled products and enhancing their re-
sources’ cloud-related skills and capabilities. The board of traditional IT giant IBM decided to split the 
100-year-old company to take advantage of high-growth cloud opportunities (Mint, 2020). It is becoming 
evident that, in addition to the technological changes (data center, virtualization, security), cloud will 
have a transformational impact on the IT market and providers (Hentschel et al., 2018).

Increased cloud adoption by large enterprises and smaller organizations has opened many new roles 
and opportunities for offering services that were not available earlier. The cloud service market (IaaS, 
PaaS, SaaS) is dominated by three big providers (i.e. Amazon, Microsoft, Google) as well as a number 
of alternative providers (i.e. IBM, Oracle, Salesforce) (Tozzi, 2021). Together, they are referred to as 
cloud platform providers. Most of these companies are product focused and need partners who can 
deliver services essential for making the best use of cloud IT. As a result, the role of cloud consultant, 
cloud aggregator, and cloud resellers is gaining importance.

Implementation partners are involved in providing consulting and advisory services related to cloud; 
they possess knowledge about the offerings of cloud platform providers and deep industry or domain 
knowledge (Hentschel et al., 2018). They offer services related to changes in existing IT applications to 
make them cloud-ready, migration of those applications to the cloud, development of new cloud-based 
applications, and ongoing management and governance of the cloud. In addition, several complemen-
tors develop applications exploiting the capabilities of the cloud platforms; the diversity and innovation 
of apps play a significant role in the initial adoption and increased cloud usage. Thus, cloud platform 
providers, app developers, and implementation partners are part of cloud service delivery ecosystem 
and collectively termed cloud service providers (CSPs). Small and large organizations using the cloud 
to replace their traditional IT infrastructure or develop new IT capabilities are called cloud consumers 
(Hentschel et al., 2018).

Despite the rapid adoption of the cloud, cloud consumers, particularly the enterprises, still face dif-
ficulties due to the ever-changing technology, proliferation of multiple providers, concern about security 
and regulation, and dependence on an already-developed on-premises IT infrastructure (Hentschel et 
al., 2018; Lal & Bharadwaj, 2020). To address these concerns, CSPs work with different types of buy-
ers (economic, user, gatekeeper, coach) within an organization (Miller & Heiman, 1985) with varying 
degree of success. The adoption of the cloud by enterprises at present is primarily driven by sales ef-
forts of CSPs of different types and capabilities. The effectiveness of the sales strategies of the cloud 
providers depends not only on their ability to convert the leads into customers but also their ability to 
increase cloud usage, which has not been studied adequately. It is very important to identify how these 
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CSPs ascertain the issues, barriers, constraints of cloud consumers and address them through their sales 
process. Though there are multiple studies of similar nature done by various companies and industry 
bodies (such as KPMG, IBM, Microsoft), there is a lack of academic research on this area, especially in 
India or other emerging economies. Moreover, theory-building research on technology adoption mostly 
focuses on users’ points of view and ignores the CSP’s perspective. Also, we have used the theoretical 
prism of value-based selling to focus on the tangible and intangible business impact or values delivered 
through cloud services (Alamäki & Korpela, 2021). This study attempts to address this research gap by 
focusing on the barriers to increased cloud adoption as perceived by CSPs. Our research addresses two 
broad research questions:

• RQ1: What are the actions the CSP should take to acquire more enterprise customers?
• RQ2: How should the sales strategy of the CSPs be modified to encourage higher cloud consump-

tion by large enterprise customers?

To achieve our objective, we used a qualitative methodology and used semi-structured depth interviews 
as the primary data collection method. The rest of the article proceeds as follows. In the second section, 
we introduce our theoretical framework related to value-based selling in B2B (business-to-business) 
context and a summary of the existing literature on cloud. The third section describes our research 
method related to data collection and analysis, followed by a section that discusses the findings of the 
study. Finally, we conclude the paper by discussing the implications of the study’s findings, its limita-
tions, and suggestions for further research.

LITERATURE REVIEW

Value-based Selling

Value-based selling (VBS) has received widespread attention in B2B marketing and sales literature and 
higher adoption in the industry. The value-based strategy depends on the seller’s ability to assist the 
customer in deriving value, which also creates higher value for the seller (Terho et al., 2012; Töytäri & 
Rajala, 2015). VBS has replaced other approaches of selling, such as product-focused, individual, and 
relationship-focused approaches, to emerge as the dominant mode in industrial exchanges, particularly 
in the high-value technology sales that is prevalent in the IT industry. The overall process of VBS can 
be divided into four sub-activities: (a) identification of value creation opportunity based on customer’s 
context, pain points, and objectives; (b) co-creation of value proposition with customer; (c) facilitating 
customer learning and effective communication of value proposition to important stakeholders in the 
customer organization; (d) value delivery and measurement. While the first three activities take place 
during the sales and marketing phase, the value delivery and measurement occur once the sales process 
is successfully completed. The success of VBS depends on the seller’s ability to understand customers’ 
actual business needs and compelling reasons for acquiring the new IT capabilities. At the same time, 
the seller should be able to effectively communicate the superiority of its value proposition vis-à-vis 
that of the competitors. Traditionally, this was achieved by close interaction between buyers and sellers 
through information exchange, conducting multiple workshops and holding discussions with key stake-
holders, and digital communication. However, the digital technologies adopted by large organizations 
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have radically changed the way sellers and buyers communicate and interact. Researchers and managers 
are yet to fully ascertain the impact of digital communication technologies on VBS, as the success of 
VBS approach in complex technology selling depends on close interactions between buyers and sellers. 
We have considered the following changes that have differentiated the current buyer–seller relationships 
from the earlier ones:

• Customers have more access to information than in the past. Information has empowered cus-
tomers to make about 60% of their buying and purchase decisions before contacting the seller 
(Adamson et al., 2012).

• The importance of traditional media and mass communication has significantly decreased for B2B 
customers. At the same time, B2B decision-makers do not find social media platforms beneficial. 
To them, social media platforms are suitable for networking but have a minimal role in aiding 
them in the co-creation of value propositions or evaluation of the same. Nevertheless, research 
has found that valuable content (instead of the high volume of generic content) that focuses on 
customer needs and solves customer problems can motivate the customer and facilitate the devel-
opment and evaluation of value proposition (Alamäki & Korpela, 2021).

• Due to the complexity of digital technology and the newly emerging skillsets, IT companies are 
increasingly using the ecosystem approach to work on large sales opportunities. In this case, the 
nature of communication and interaction does not remain dyadic. Sellers need to work with multi-
ple ecosystem partners and customers to co-create, educate, and communicate a compelling value 
proposition (Alamäki & Korpela, 2021; Mukhopadhyay et al., 2021). At the same time, the focal 
company needs to monitor the interaction between its partners and its customers to avoid losing 
control over the account. Working with ecosystem partners also calls for extra effort in coordina-
tion and conflict resolution (Mukhopadhyay & Bouwman, 2018, 2019).

VBS also proposes that the value for a technology, product or solution in a particular setting need 
not depend on the features associated with it. The concept of value-in-use explains the value created 
through the customer’s own processes and co-created with the combined efforts of the buyer and the 
seller (Macdonald et al., 2011).

Cloud Computing

In a simpler term, the cloud can be defined as renting IT infrastructure and applications on demand over 
the Internet, instead of having dedicated servers and applications (Mukhopadhyay et al., 2021). Due to its 
increased popularity, the cloud cannot be considered anymore as an emerging IT service delivery model; 
instead, it has become the preferred IT model for most enterprises for accessing software, hardware, 
database, network, or other computing infrastructure. Cloud has five key characteristics, four service 
models, and three delivery models, which are well defined in the literature (Table 1). Users can access, 
through their preferred access channels (e.g. laptops, desktops, smartphones, etc.), the required comput-
ing services via the cloud without intervention from the service provider. The CSPs need to ensure that 
the responsiveness (latency) of the services remain within the acceptable limit. The cost-advantage of 
the cloud derives from two of its characteristics – shared infrastructure and consumption-based or pay-
per-use services. Based on the technical expertise of the buyer’s organization, the buyer can procure 
IaaS (Infrastructure as a Service), PaaS (Platform as a Service), or SaaS (Software as a Service). IaaS 
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gives users access to storage, networking, servers, and other computing resources via the cloud. PaaS 
provides developers ready-to-use cloud-based platforms to develop and deliver applications. In SaaS, 
CSPs host, package, and deliver software application through the Internet (typically on a browser-based 
interface). In a public cloud, the services are available to everybody, the general public, or enterprises. 
The underlying infrastructure is owned by one of the CSPs. A private cloud is an on- or off-premises 
cloud infrastructure operated solely for an organization and managed by the organization or a third party. 
In a hybrid cloud, the traditional and cloud IT coexist.

Several studies have investigated the cloud computing phenomenon and tried to identify the possible 
enablers and blockers. The blockers and enablers of increased cloud computing adoption can be grouped 
into three categories: technology, business, and domain-specific (Lal & Bharadwaj, 2020; Yang & Tate, 
2012). While cost-saving has frequently been cited as a key driver for cloud adoption, researchers have 
identified other factors also such as the pay-per-use billing model, scalable IT services on demand, easy 
maintainability, and regular software update (Lal & Bharadwaj, 2020), and freedom from long-term IT 
capacity projection. When selecting an individual CSP, the service provider’s credibility and expertise 
in the cloud and other digital technologies (Mukhopadhyay et al., 2021), the extent of service adapt-
ability or customization possibility (Hentschel et al., 2018), trustworthiness (Chan & Chong, 2012), 
and reputation (or brand) (Lee et al., 2013) become important. Researchers have highlighted that the 
cloud-based delivery model’s popularity stems from the fact that it allows the IT department to focus its 
available time and energy on sponsoring innovations that matter for the business and forging stronger 
partnerships with business leaders.

While multiple factors explain the growing popularity of cloud computing, fear of security and 
service disruption play major roles in dissuading large enterprises from adopting the cloud (Hentschel 
et al., 2018; Lal & Bharadwaj, 2020). The restrictions imposed by the government and the regulators 
of any particular country also play an important role. While senior leaders of established enterprises 
appreciate the flexibility and cost-advantage brought by the cloud, mid-level employees do not share 
the same enthusiasm. They associate cloud with loss of control over IT function, possible job loss, and 
diminished chances of career progression (Hentschel et al., 2018). Large companies with numerous legacy 
on-premises IT applications may not find moving to cloud a worthwhile goal to pursue, as they need to 
invest a lot in application modernization and migration amidst the fear of data loss. For these types of 
customers, CSPs are increasingly promoting hybrid cloud. Here, the customers continue to use legacy 
applications in their earlier format, while new applications development happens in cloud-compliant 
architecture, creating a business case for the co-existence of traditional (on-premises) and cloud IT in 
varying degrees. These two types of ITs can interact and communicate. The hybrid cloud computing 

Table 1. Key characteristics, service and delivery models of cloud.

Five Characteristics Three Service Models Three Delivery Models

• On-demand self-service 
• Ubiquitous network access 
• Resource pooling 
• Rapid elasticity 
• Measured services

• Infrastructure as a service (IaaS/raw computing 
resources) 
• Platform as a service (PaaS/environment-ready 
for software development) 
• Software as a service (SaaS/ready-to-use 
software)

• Private cloud 
• Public cloud 
• Hybrid cloud
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model also allows intermixing of private and public clouds to achieve higher efficiency (Srinivasan et 
al., 2015). From an economic point of view, public and private/in-premises IT infrastructure might be 
modeled as finding a balance between usage-based cost and fixed cost (Weinman, 2016).

From the literature survey, we can conclude that most of the academic studies have used the perspec-
tives of the cloud consumers (Hentschel et al., 2018), and multiple theories of technology and innovation 
adoptions were being used to explain the cloud adoption phenomenon (Lal & Bharadwaj, 2020). The 
present cloud service market is hugely competitive, and early users have already adopted the cloud. As 
a result, to further penetrate the market, the CSPs have to play a much bigger role. The CSPs need to 
understand the customer’s business objective, challenges, and aspirations and proactively develop compel-
ling value propositions. A well-designed value proposition that addresses the barriers and creates value 
that provides a competitive advantage to the potential customers will motivate the buyers to migrate 
toward the cloud. As enterprises are less inclined to embrace cloud, CSPs need to focus on developing, 
validating, and communicating these value propositions to these buyers with significant IT requirements, 
based on the context and challenges they are facing (Hsu et al., 2014). In selling on-premises IT solu-
tion, the providers receive the contracted payment from the consumer organization based on successful 
development and deployment of IT solution. In cloud computing, the total revenue of the CSPs will 
depend largely on the amount of cloud consumption. So, other than selling and deploying the solution, 
CSPs need to encourage customer higher usage on an ongoing basis. The CSPs also need to be aware of 
the buying behavior of the customers; a transaction-focused buyer would look for well-understood IT 
functions (similar to utility business) at the best price (Jackson, 1985; Mukhopadhyay et al., 2021). Such 
types of buyers do not look for a long-term relationship; hence, the challenge of the supplier would be 
to convert these types of relationships into collaborative and longer time relationships (Mukhopadhyay 
et al., 2021).

METHODOLOGY

From the literature review section, we have identified multiple gaps. All the existing research focuses 
on customer perspectives and uses different types of technology diffusion theory (Davis et al., 1989; 
Venkatesh et al., 2012). Besides, extant research also focuses on initial adoption of technology, but to 
benefit from cloud sales, CSPs need to ensure continued and increased cloud usage by consumers (Muk-
hopadhyay & Upadhyay, 2022). This research tries to address those gaps by focusing on the perspec-
tives of the CSPs and using the lens of VBS instead of technology diffusion. To investigate the same, 
this study employed a qualitative interview methodology. The interview method of data collection is 
suitable for exploring phenomena in depth, leading to detailed and comprehensive insights. To identify 
respondents for an interview, the author used purposive sampling. Managers working with CSPs and 
having at least five years of experience in the IT/technology domain are selected as respondents for in-
terview. Based on the personal network of the author and using snowball techniques eight participants, 
working with different CSPs in India, were identified. The range of the experiences in IT industry for 
these eight participants vary from ten to twenty years, making them appropriate for our study. Though 
they have worked in multiple roles in their lengthy careers, their current job profile includes selling, 
solution development, or relationship management in the context of cloud solution. For conducting an 
effective semi-structured interview, we developed an interview protocol also. The first part of the inter-
view protocol focused on the respondent’s experience with the cloud and IT industry, the recent project 

 EBSCOhost - printed on 2/9/2023 3:43 AM via . All use subject to https://www.ebsco.com/terms-of-use



166

Can Value-Based Selling Lead to Higher Enterprise Adoption of Cloud?
 

they had worked on and their roles in this context. The second part of the interview protocol focused on 
the manager’s perception and assessment of the current barriers to increased cloud adoption. This part 
covers challenges faced by the sellers to convert the opportunities (enterprise customers) into customers 
or accounts. It also uncovers the challenges faced by the customer relationship teams to increase cloud 
consumption in these accounts. The third part focused on the mechanisms used by salespersons of CSPs 
to minimize these barriers and improve value for the buyers.

For data analysis, first, the recorded interviews were transcribed. Reading the transcripts carefully 
multiple times allowed us to appreciate the phenomenon and viewpoints of the participants (Jain et al., 
2021). For further analysis, qualitative data analysis software ATLAS.ti was used. Multiple rounds of 
open coding using the tool were done. After the third round of coding, each code was reviewed carefully, 
the overlapping codes were merged, and some of the codes were renamed. Next, to achieve a structured 
and hierarchical coding structure, related codes were grouped under a higher-level theme. To augment 
the analysis, the memo function of ATLAS.ti was used to document reflection, which was very useful 
for developing arguments for interpreting the outcome of the analysis.

RESULTS AND DISCUSSION

The data analysis findings are grouped to answer the two research questions of this study.

Acquiring More Enterprise Customers

Large enterprise organizations have a very distinct attitude toward the cloud compared to younger internet 
companies. Internet organizations born in the internet era do not have the burden of legacy IT applica-
tions and architecture. They thrive on agility, speed, and the ease of innovation offered through cloud 
computing. This set of customers uses cloud computing by default and develop applications exploiting 
the modern architectural features of the cloud. The user’s primary concerns are selecting the best cloud 
platform and implementation partner. Also, they need to decide on the optimum mix of IaaS, PaaS, or 
SaaS offerings. Typical examples of this type of organizations in the context of the Indian market are 
MakeMyTrip, Zomato, Flipkart. If we think of large enterprises, they have a long history of IT usage 
and matured processes for IT management and development. Most of them have strong internal IT 
teams, augmented by outsourcing arrangements with large IT providers. Managers in such organizations 
take pride in their control over internal IT landscapes and the quality of services offered by their team. 
In a growing economy, large in-house IT organizations provide employees with the scope for career 
development and learning newer technologies and processes. As these companies have invested a lot 
in acquiring computing and human resources for running efficient IT functions, they are not ready to 
disturb their existing way of working without a very detailed analysis. They need a roadmap for trans-
formation, conduct a detailed analysis of return on investment, and are slower to adopt the cloud. In this 
context, the client relationship manager of a large IT provider commented, “The penetration that we 
all have expected in the enterprise area has not yet happened. So, there were a lot of anticipation that 
all the enterprise clients would move to the cloud. Though cloud has become a buzzword, that type of 
traction has not happened yet”.
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The study focusing on the core dimensions of VBS has identified multiple strategies which can ef-
fectively reduce large enterprises’ inertia toward cloud and encourage them to adopt cloud to meet their 
IT requirements.

• Engaging with the right stakeholders in buyer’s organization: The managers we interviewed 
have a favorable opinion about the CXOs or the leaderships of large organizations. The CXOs 
of the large enterprises are convinced about the business case of cloud that includes monetary 
and non-monetary benefits. But functional managers, particularly from the IT department, are 
less eager to pursue the cloud for the multiple reasons mentioned earlier. One of the respondents 
(senior consultant in a cloud consultancy organization) opined that “For this type of organization, 
the sales process should be top-driven. The sales activity should be aligned with the vision of 
the leadership team. If you are adopting a bottom-up approach, then it becomes difficult because 
you’re going through that layer of hierarchy. Of course, everyone is also worried about cloud’s 
impact on their career and skill”.

• Appropriate timing for proactive selling: Large companies with in-house IT capabilities peri-
odically need to refresh hardware, renew the software licenses, and negotiate contracts with the IT 
service providers. The cloud sales team should approach these companies during this renewal pe-
riod to provide alternatives to their hardware or software capacity renewal initiatives. Promoting 
cloud at these junctures is likely to be more successful, as the companies can compare the cloud 
roadmap with traditional IT contract renewal option. Similarly, where an organization is on the 
growth path and wants to expand in a new market or develop a new product, they might be willing 
to evaluate the cloud as it may not impact their existing IT infrastructure usage.

• Cloud for AI/ML initiatives: Many large enterprises are also in the process of setting up or ex-
panding their data warehouses or data lakes to develop innovative analytic solutions. Salespersons 
can position cloud effectively here, as it allows the customer to achieve the objectives in a smarter 
way. Procuring own infrastructure for analytic applications would be very time-consuming; the 
process would involve planning, designing, procuring, deploying, provisioning, and then going 
through the associated financial approval processes. With cloud, other than bypassing the lengthy 
procurement processes, the company can avoid significant capital investment also. When cloud 
is used in such cases and if the applications do not become popular, the IT infrastructure can be 
retired, while a popular application can expand its capacity effortlessly. Established companies 
generally lack agility in comparison to their younger competitors; cloud has made it easier for 
everybody to remain agile while experimenting with new technologies or applications. Setting up 
specialized capex-intensive, high-end and high-cost complex infrastructure for machine learning 
and artificial intelligence project is not required anymore. One of the senior cloud sales consul-
tants commented: “Legacy organizations have a huge amount of data. And the challenge is, how 
can they leverage that data? How can they monetize that sort of data, derive some business insight 
out of that data and generate more revenue? This is when you’ll be moving toward something like 
an AI and ML, and cloud will be an excellent way to experiment with a minimal upfront cost and 
time investment”.

• Roadmap to onboard existing customers: Among the big three cloud providers, Microsoft has a 
unique advantage to acquire large enterprise customers. Many existing organizations use Microsoft 
products, possess existing licenses, and have considerable expertise in Microsoft technologies. 
Microsoft often targets these customers to convert them to the cloud with attractive incentives. 

 EBSCOhost - printed on 2/9/2023 3:43 AM via . All use subject to https://www.ebsco.com/terms-of-use



168

Can Value-Based Selling Lead to Higher Enterprise Adoption of Cloud?
 

Among the alternative cloud providers, IBM has a large customer base in India for their managed 
service business. IBM often works to convert them to cloud customers in a planned manner.

• Developing local customer success stories: The financial aspects alone would not entice the 
movement of large customers toward the cloud. Cloud platform providers and implementation 
partners need to develop customer success stories and reference cases to emphasize customer sat-
isfaction and value creation. Some managers suggested developing and highlighting local market 
and industry-specific use cases. Many interviewees suggested that references should be developed 
from Indian customers and, if possible, should be from the same or similar industry (of the pro-
spective customers). Global companies tend to demonstrate references from European or North 
American customers which carry less weight with the Indian customers.

• Proposing appropriate cloud architecture: Managers (working with multiple CSPs) inter-
viewed for this study identified two main technical and architectural concerns for enterprises’ 
poor response to the cloud. First, the functional managers of legacy enterprises feared and dis-
liked being at the mercy of the cloud provider. Other than losing control of the IT function, they 
were worried at the possibility of degradation of quality of the IT services. The second concern is 
their dependency on legacy applications, which are difficult to modernize for cloud architecture. 
As the applications are well tested and provide critical business functionalities, it does not make 
sense for them to invest a lot in replacing them with cloud-native modern applications. Many of 
the large IT system integrators offer them hybrid and multi-cloud applications to tide over these 
reservations. Hybrid cloud allows them to retain those legacy applications with large amounts of 
customer and transaction data while the front-end customer-facing applications are developed or 
modernized for the cloud. As different cloud platform providers are strong in different types of 
products, and they might differ in pricing, a large enterprise may select different cloud platform 
providers for different applications. One of the account executives with a large IT system integra-
tor commented, “Suppose a big enterprise like Reliance has its CRM on Microsoft cloud and its 
inventory application in Amazon, besides having its own in-house legacy applications. All of 
those things will be managed and orchestrated by a provider like IBM or Accenture. The multi-
cloud or hybrid cloud solution allows the customer to go for by picking up different things from 
different providers”. Another sales director commented, “A multi-cloud scenario where different 
applications are located in different clouds but talk to each other ensures that customers are not 
tied to a particular vendor”.

• Partner ecosystem as force-multiplier: Frequently, organizations implement cloud as part of 
their digital transformation roadmap. Digital transformation is not about implementing technol-
ogy or solving discrete business issues (Kane, et al., 2015). It encompasses strategy changes, 
business model changes, process changes, and organizational changes. Such a change is complex 
and multidisciplinary and is led by the CEO and top management of a company. All of these make 
selling digital solutions a complex task. The traditional sales approach used in the IT and technol-
ogy industry may not be suitable for selling digital transformation. A new approach is needed to 
help customers rethink their strategy. This requires an understanding of clients’ industry land-
scape, competition, customers, and potential disruptions. Therefore, the sales professionals are 
not just advocating business benefits like operational efficiencies or growth but also advises their 
customers on transforming their business models.
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The respondents mentioned that the big three cloud platform companies (AWS, Azure, and Google) 
primarily work with a product mindset. As these companies are unlikely to have strength in allied services 
areas, they nurture and leverage their partner ecosystem for selling, consulting, and delivering solutions. 
One of the directors in the partner organization mentioned, “During the selling phase, the partners work 
as extended sales arm of the cloud platform providers”. While the cloud platform providers are known 
for their innovation and scalability in cloud products, partners in the ecosystem can bring the necessary 
technical, business, and program management capabilities for digital transformation. Cloud platform 
providers carefully select the partners and invest financial and other resources to nurture the partner 
ecosystem. In a multi-tier partner network, partners are encouraged to move from standard to advanced 
or premium partner levels. Moving up the partner tier allows the partners to work on bigger deals and 
projects, receive specialized training from cloud platform providers, and collaborate for innovation. 
Respondents also provided examples of multiple similar collaborations. One of them is the alliance 
between E&Y and Microsoft, which allows Microsoft access to a large consultative sales team and an 
extensive service delivery team having expertise in business consulting and technology implementa-
tion (Milliward, 2021). However, some respondents mentioned that as most of the partners work with 
multiple cloud providers, the cloud platform providers need to engage with them carefully and deploy 
appropriate incentives to get most of these types of non-exclusive partnerships.

Ensuring Collaborative Long-term Relationships 
and Higher Cloud Consumption

In case of traditional IT, salespersons were more interested in ensuring higher value from initial sales 
that include hardware, software licenses, and implementation services. Cloud consumption is similar 
to consumption of utilities such as electricity or water. If users do not use cloud computing, they won’t 
be charged. One of the sales directors working with a partner organization mentioned: “Salespersons 
want the customers to consume more and more of cloud services, and as a result, they would get more 
commission. So, we make efforts to increase cloud consumption by onboarding more workloads on the 
cloud. If currently two workloads are running in the cloud, we would want to increase it by two more and 
then again by two more”. To achieve the same, our analysis has identified three important relationship 
strategies, that the successful organizations deploy once the sales process is completed.

• Effective customer experience management: The study brings out the necessity of effective 
customer experience management and continuous training and communication to encourage the 
customer to use more of the cloud. Most enterprises start their cloud journey by migrating a 
few less important and peripheral workloads to the cloud. Both the cloud platform provider and 
implementation partner need to ensure that the customer has a very good experience in the proof-
of-concept phase as well as during actual service migration. A positive experience often motivates 
the managers to open up more services for cloud.

• Value realization: The sales team should also demonstrate the value of cloud solutions using 
value calculators. For doing this, the consultant and sales team need to have a fair idea of the or-
ganizational key performance indicators (KPIs) prior to the cloud implementations, so that those 
can be compared with the post-cloud scenario. Also, customers must be trained to exploit cloud 
characteristics to reduce IT costs. A few customers might continuously use the entire cloud capac-
ity without dynamically releasing them during the lean period. This practice does not exploit the 
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cloud’s dynamic provisioning feature and would lead to higher IT expenses compared to tradi-
tional IT and eventual customer dissatisfaction. In short, the sales team, along with the implemen-
tation team, should ensure the promised value realization.

• Increasing stickiness and customer retention: As many of the implementation partners work 
with multiple cloud platform providers, there are possibilities that customers shift their workloads 
from one cloud platform to a different cloud platform. Respondents mentioned that other than 
acquiring customers and increasing usage, the cloud platform providers need to increase sticki-
ness with their platform. During the discussion, respondents explained multiple methods that can 
help in achieving increased stickiness that reduces enterprises’ intention to opt for another cloud 
platform (Table 2).

Table 2. Strategies to increase cloud platform stickiness.

Strategies to 
Achieve Stickiness How It Works Quotes

Onboarding core 
application

Enterprises generally select peripheral 
and low-risk applications to start their 
cloud journey. But once they put their 
core applications, (such as inventory 
management, CRM, financial and 
payment-related applications) in the 
cloud, the enterprises are less likely to 
move out of a particular cloud to another. 
In case of dissatisfaction, the sales team 
and implementation partner would find it 
easier to retain them by addressing their 
concerns.

Sales consulting manager: “Most of the customers would start their 
cloud movement by migrating peripheral applications to cloud and 
they might move to other cloud platforms, when they get a better 
deal. when customer has core and business-critical application in a 
particular cloud, it would increase their stickiness to that cloud. As 
customers are very protective about these applications, then do not 
disturb these applications so easily”.

PaaS instead of 
IaaS

IaaS cloud providers provide raw 
computing infrastructure, which makes 
it easier for the dissatisfied customer 
to opt for alternative providers. In the 
PaaS option, cloud platforms take care of 
system management and administration 
activities such as security, database 
configuration and tuning, and OS 
configuration. The PaaS customers find 
it difficult and riskier to migrate to an 
alternative provider.

Sales consulting manager: “A customer who has taken 20 virtual 
machines from AWS, but has not used any PASS services, such 
as managed databases is more likely to switch to other cloud 
platforms. In PASS, cloud platforms are responsible for databases 
management, tuning, security and infra issues. If customers are 
using more and more of PASS services, then it became difficult and 
risky for them to migrate from cloud A to cloud B”.

Innovative 
billing models to 
encourage long-
term commitment

Cloud platform providers increase 
stickiness by also offering innovative 
billing models, where customers reserve 
the capacity for longer periods. When 
capacities are reserved for longer periods, 
such as one year or three years, cloud 
providers offer them significant discounts. 
But this ensures that the customer would 
continue with the cloud provider for that 
time period. Different cloud vendors have 
developed multiple mechanisms to make 
long-term commitment more attractive. 
Microsoft Azure allows its customers 
to return the unused reserved capacity 
after a certain period at a lesser price. 
Amazon does not buy back the assured 
commitment but allows the customers to 
resell that at their marketplace.

Client engagement manager: “When customers have visibility of 
their capacity requirements, they reserve the instances for one year 
or even three years. They know they are going to use them for 365 
days, 24 hours in a year. They are bound to pay the cost for next 
3 years, but they also get some decent discounts in the range of 
30-50%, which changes from one cloud to another. These billing 
models also ensures that the customer would stay would me for the 
next 1 year or 3 years, as they have to pay the bill for that period 
anyway”.
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CONCLUSION

From a practical perspective, this study may shed light on how to further popularize cloud adoption 
primarily among large enterprises. These enterprise customers show higher levels of inertia to embrace 
cloud due to historical reasons and the size of their operation. Understanding and designing appropriate 
value proposition and sales strategies to exploit emerging digital technologies can benefit both sellers 
and buyers. The study shows that rapid cloud adoption can also allow the company to innovate with 
AI/ML and big data technologies, as cloud allows the organizations to set up large data warehouses 
or data lakes without investing too much time, energy, and money. Also, many of the cloud providers 
such as Amazon, Microsoft, and IBM have a very strong presence in the analytics and big data arena, 
which would further enhance their ability to create value for their customers and themselves. This study 
based on VBS approach complements the earlier studies that have used technology diffusion approach. 
It establishes that the acceptance of new technology certainly needs an alternative mindset from the 
user organization. As a result, the salesperson’s capability and consultative selling approach can fasten 
the process. Though traditionally it has been thought that regulations like data localization hurt cloud 
acceptance, the regulator’s push for new technology can accelerate the user’s journey toward new tech-
nology. Although our study’s context is cloud computing, the findings apply to other emerging digital 
technologies that significantly impact a firm’s competitiveness. The study also highlights the aptness of 
VBS in this context compared to traditional selling approaches. While traditional selling approaches are 
primarily focused on converting the leads into accounts or customers, the VBS focuses on highlighting, 
designing, and communicating tangible value propositions to acquire the customer (Figure 1). For doing 
so, understanding customer context, solution innovativeness based on hybrid and multi-cloud solution, 
buy-in from senior leadership of buyers is required. A traditional sales approach stops after the account is 
acquired, VBS encouraged seller to monitor, encourage and increase cloud consumption by having close 
customer engagement. The customer relationship team works with customer and customer-generated data 
and co-create additional value-in-use that further enhances the relationship (Macdonald et al., 2011). The 
framework (Figure 1) derived from this study shows that while there are multiple difficulties in selling 
cloud to large enterprises, it is equally important to increase cloud consumption by encouraging more 
customer usage and transform the relationship from transactional to relationship and innovation focused.

Figure 1. A VBS approach of selling cloud.
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One of the limitations of this study is that it is based on interviews with managers working in a 
specific regulatory, cultural, and institutional environment, that is, India. Further testing of the proposi-
tions, with data collected from other emerging and developed economies within a more international 
setting, is likely to yield interesting results, including cross-cultural insights related to technology adop-
tion in organizations. Moreover, though we have uncovered interesting insights from managers, a larger 
sample size would have ensured better representation. A case study-based approach focusing on a few 
organizations’ successful migrations from in-house to cloud IT can also complement and strengthen 
the findings of this study. Due to its qualitative nature, this study’s findings possess limited statistical 
generalizability; the findings of this study can be tested through a large-scale quantitative study. In the 
case of traditional IT, salespersons realize their revenue by successful closure of the deal and eventual 
delivery of the technological features. In the case of cloud, CSPs need to have long-term engagement 
with the user organizations, as the revenue from an account depends a lot on the extent of usage. So, there 
would be scope of doing further research on the impact of effective account and client engagement on 
the adoption of cloud-based digital solutions. Besides, the study highlighted that progressive regulatory 
action could encourage rapid technology adoption. So, researchers can design further studies to enhance 
the current understanding of the impact of the regulator’s action on the development and diffusion of 
disruptive technologies (Mukhopadhyay & Upadhyay, 2022).
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KEY TERMS AND DEFINITIONS

B2B Marketing: Business-to-business marketing.
Cloud Consumer: Small and large organizations using the cloud to replace their traditional IT in-

frastructure or develop new IT capabilities are called cloud consumers.
CSP: Cloud platform providers, app developers, and implementation partners are part of cloud service 

delivery ecosystem and collectively termed cloud service provider (CSP).
Enterprise Customer: Larger, older organizations that have developed significant in-house IT ca-

pabilities over the years. IAAS: Infrastructure as a service.
PAAS: Platform as a service.
SAAS: Software as a service.
VBS: Value-based selling.
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ABSTRACT

With the evolution of the retail industry, the concept of omnichannel has emerged as a new strategy 
that merges the online and the offline world. The purpose of this research is to evaluate the benefits 
of an omnichannel retail strategy through a systematic literature review focused on consumer-related 
concepts. This chapter follows an exploratory methodology to collect and analyze available literature 
on omnichannel retail, which also focuses on consumers. The results have been reviewed through a sci-
entometric analysis and an in-depth, qualitative analysis to highlight the main research areas and find 
underexplored topics. With this chapter, the authors are bringing a significant scientific contribution 
by identifying and filling a research gap. In fact, the present systematic literature review highlights the 
consumer perspective and highlights new research areas that other authors are encouraged to explore 
to further enrich the omnichannel literature.
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INTRODUCTION

In the past two decades, the retail industry has been impacted by the significant evolution of digital tech-
nologies and e-commerce systems. Such evolution created serious challenges in the retail sector which 
pressured on organisations to start a process of digital transformation (Verhoef et al., 2015).

With the growth of e-commerce, the dominance of traditional brick-and-mortar retail has declined, 
with a reduction of foot traffic and sales in physical stores. Indeed, according to Coresight Research, in 
2019 9,275 retail stores were closed in the US, which corresponds to +34% store closures in just one 
year. In the same year, there have been only 4,455 store openings, that have only risen by 3% compared 
to 2018. Moreover, in 2020 the Covid-19 pandemic has forced consumers to disrupt their consumption 
habits, raising the number of consumers who buy online by 27.6% worldwide (Cramer-Flood, 2021).

A survey revealed that nearly two thirds of consumers prefer to buy in a store, despite purchasing 
mostly online (BigCommerce & PayPal, 2021). The boundaries between online and offline shopping 
are blurring, as consumers spend more time online but still enjoy the experience of physical stores. In 
fact, statistics forecast that the use of digital devices before or during shopping will influence 58% of 
in- store sales by the end of 2022 (Statista, 2020).

This scenario is pushing retail companies to invest more in omnichannel sales, in order to offer a bet-
ter experience for consumers. Thus, they can offer consumers the benefits of online sales together with 
the advantages of the physical store experience, as consumers usually interact with multiple touchpoints 
during the purchase journey.

The objective of this chapter is to first assess the need for an additional systematic literature review in 
the field of omnichannel retail. Then, the existing review papers will be analysed to identify areas with 
research gaps. In particular, the chapter will be focused on evaluating the availability of studies related 
to the consumer perspective of omnichannel. In fact, the concept of omnichannel has been increasingly 
adopted by companies in the past years. This has increased the interest of researchers and several studies 
have demonstrated the benefits of an omnichannel strategy for retailers. But the omnichannel concept 
not only focuses on the organisation: it also involves the consumer. For this reason, the purpose of this 
chapter is to explore previous literature about omnichannel retail with a focus on consumers.

The present chapter starts with an overview of omnichannel retail, to give evidence of its increasing 
popularity and to highlight the main related concepts. Following this, the chapter presents a systematic 
literature review and a description of the methodology used. This is followed by an analysis of the results 
emerging from the systematic literature review and a discussion of the research findings.

BACKGROUND

Retail From Multi-Channel to Omni-Channel

The term “retail” refers to the sale of goods to end-use customers through multiple channels of distri-
bution (Pride et al., 2018). The retail transaction takes place at the end of the supply chain: this final 
stage is often considered as the point in which all the company’s work and efforts are concretised in a 
sale. From the consumer perspective, instead, the purchase indicates the moment in which a consumer’s 
needs and demand are satisfied.
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In retail, sales can take place through different channels, such as a brick-and-mortar retail store, an 
e- commerce website, or even by phone. According to Rigby (2011), sales channels can include the 
following: online stores, physical stores, kiosks, direct mail, catalogues, call centres, social media, mo-
bile devices, gaming consoles, television, network appliances, home services. The available customer 
touchpoints are usually categorized in online and offline touchpoints.

In the late 90s, some retailers started to introduce e-commerce as an additional sales channel. Years 
after, with the evolution of e-commerce, online sales started to grow significantly compared to offline 
sales, especially for some categories of retail goods (Kotler & Stigliano, 2019). Managing multiple 
sales channels was defined with the term “multi-channel”, described by Neslin et al. (2006) as a retail 
technique to multiply the existing sales channels, both online and offline, in order to enhance customer 
value. Although this method increased the possibilities to reach consumers, the multi-channel approach 
often resulted in siloed organizations, where each department reached individual objectives, without 
focusing on common goals and losing track of the customer’s needs.

Today, the multi-channel approach has evolved in the so called “omni-channel” management approach, 
which consists of an evolution of the first one. The concept of omnichannel had a growing popularity in 
the past years. Figure 2 shows the growth of Google searches for the query “omnichannel”. On the other 
hand, Figure 3 shows how “multichannel” has decreased in popularity, leaving space for omnichannel 
growth.

Figure 1. Evolution of Google searches for “omnichannel”, worldwide
Source: Google Trends (2021)
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The concept of omnichannel refers to the coordination and synergetic management of sales channels 
and customer touchpoints to maximize customer experience and company performance (Verhoef et al., 
2015). In the above definition, more importance is placed on sales management, with an emphasis on 
the creation of synergies among different sales channels. With the introduction of the synergy concept,

Verhoef et al. mark the difference between a siloed approach – typical of the early multichannel sales 
concept – and the renovated omnichannel concept, which breaks the siloes between different sales chan-
nels or sales department. According to this definition, the firm’s performance is not the sole objective. 
The customer is put at the center and there is a higher attention to the purchase experience as a whole.

The concept of “experience” emerges in other definitions of omnichannel retailing. Rigby defined 
omnichannel retailing “an integrated sales experience that melds the advantages of physical stores with 
the information-rich experience of online shopping” (Rigby D., 2011).

The omnichannel approach is characterized by an increased focus on customers, called “customer 
centricity”. Thanks to the management effort in integrating the various channels, with the aim of creating 
a smooth and seamless customer experience, in omnichannel management the boundaries are blurred 
between online and offline channels (Verhoef et al., 2015).

Omnichannel retail was born to address the challenge of managing multiple sales channels and mul-
tiple touchpoints. With this new approach, a firm’s sales channels are unified and coordinated through a 
wholly centralized data management system under a common company strategy (Norbert & Rygl, 2015).

Channel integration and customer focus are the two main pillars that emerge in omnichannel manage-
ment. These two aspects, that characterize omnichannel retail, contribute to make it a more sophisticated 
approach compared to multichannel retail (Picot-Coupey & Huré, 2016). To better understand the dif-
ference between omnichannel and multichannel, Picot-Coupey & Huré (2016) evaluated the focus, the 
scope, and the level of integration of channels, the focus of the company and the management objectives. 
The differences between the two approaches are summarized in Table 1.

Figure 2. Evolution of Google searches for “omnichannel” and “multichannel” worldwide
Source: Google Trends (2021)
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Although customer centricity is one of the pillars of omnichannel sales, it is important to note that 
omnichannel is a company approach to manage different sales channels, with the aim to improve the 
customer experience. Nevertheless, consumers rarely perceive the adoption of omnichannel sales tech-
niques. Consumers complete a series of desired and necessary actions, which are finalized to purchasing 
a product that satisfies a need or solves a problem. Along the customer journey, when consumers become 
aware of a certain brand, they see it as a unified identity and expect consistency across all touchpoints 
(Cook, 2014).

The fact that consumers do not perceive the difference when choosing a sales channel or when tran-
sitioning between different sales channels can be considered as a successful outcome of a well- imple-
mented channel integration (Berman & Thelen, 2004).

On the other hand, we need to consider that consumers do not think about cross-channel, multi-channel 
or omni-channel. As Cook (2014) argued, consumers do not recognize or evaluate channels: they only 
see and choose a brand which offers a product that is “convenient and enjoyable and that offers them 
good value, both in terms of money and use of their time”.

As the proliferation of channels allows companies to offer more convenient opportunities for prod-
uct research and purchase, every customer journey is shaped by the needs of each person. Activating a 
higher number of touchpoints can improve the customer experience, since a company can offer different 
options of research, evaluation, trial and purchase, tailored to the needs of every customer. However, if 
the touchpoints and the channels are managed in an independent manner, issues and inconsistencies can 
arise and result in a poor experience for the consumer (Oztürk & Okumuş, 2018).

For example, from the customer’s point of view, inconsistencies due to multi-channel retailing emerge 
when a customer finds different prices online and offline, or when the customer discovers different return 
policies depending on whether a product was bought online or in store. Another example could be the 
situation in which it is not possible to redeem an e-coupon at a physical store.

From the retailer’s viewpoint, evidence of the issues caused by a multi-channel approach and a lack 
of customer-centric view could arise when the retailer cannot share data across channels or integrate the 
inventory of the different channels (Mosquera et al., 2017)

Issues arise as consumers do not care whether a company has implemented an omnichannel strategy 
and integrated all its channels together. Consumers do not pay attention to whether a company has the 
organizational capabilities to deliver a pleasant experience to each consumer: consumers simply have 

Table 1. Multi- vs. Omni- channel approach

Multi-channel Approach Omni-channel Approach

Channel focus Interactive channels only Interactive and mass- communication 
channels

Channel scope Retail stores, websites, direct marketing
Retail stores, websites, direct marketing, 
mobile channels, social media, customer 
touchpoints

Channel integration Channel separation Channel integration

Company focus Focused on channels Focused on channels, consumers, and brand 
at the same time

Management objectives Different by channel Cross-channel, unique, and shared 
objectives

Source: Picot-Coupey, Huré (2016)
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needs and expectations, and their level of satisfaction will depend on the level of fulfilment of those 
expectations by the brand. Therefore, a company cannot justify to consumers the fact that different 
practices are adopted across different channels due to a lack of cross-channel integration.

Omnichannel is an approach that aims to improve the customer experience, by understanding and 
meeting consumers’ expectations. The customer centricity, proper of this approach, is also characterized 
by the fact that omnichannel businesses are oriented at nurturing the brand-consumer relationship long- 
term, which means increasing customer profitability and lifetime value, as opposed to a multichannel 
strategy where the company focuses on short-term sales growth through the use of many channels simply 
to maximize sales (Magestore, 2019).

In the past few decades, consumers have become more empowered and demanding than they used to 
be years ago. They want seamless shopping experiences where they can benefit from the advantages of 
digital commerce and those of physical stores at the same time (Rigby, 2011). Consumers have changed 
their purchase behavior and retail firms have tried to adapt to keep their competitive advantage.

Research has shown that merging online sales with offline sales can result in more sales and can be 
beneficial for the retailers (Bhatt, 2020). In addition, some consumers have shown a preference to buy 
from firms that also have retail stores (Sharma & Sheth, 2004).

In a study from Ipsos and Google (2019), 83% of US shoppers declared to use online search before 
going to a store. Moreover, although e-commerce share of retail sales is growing, 80% or more of retail 
sales still happen offline (von Abrams, 2021).

As a response to this consumer behavior, organizations have understood the growing importance of 
omnichannel sales. In fact, one out of two e-commerce companies thinks that omnichannel has become 
more important today (Statista, 2021). Moreover, data from a global research have found that 47% of 
consumers want the ability to collect a product from a physical store within one day after they buy on-
line (Soti.net, 2021). This suggests that consumers prefer to use both online and offline channels when 
making a purchase.

The importance of omnichannel sales has increased after Covid-19. In fact, omnichannel sales can 
represent an opportunity for the retail industry to recover after a long period of lockdown, imposed in 
many countries between 2020 and 2021.

The Changing Role of the Retail Store

With consumers researching and purchasing in an omnichannel way, and with the different channel 
choices that people have along their buying path, physical stores are no longer an essential touchpoint, 
although they can still be part of the customer experience. Previously, the retail store was the unique 
location where consumers must go in order to purchase goods. Nowadays, consumers can choose whether 
they want to visit a physical store or if they prefer an online store.

For decades, retailers have based their business model around their stores. Now, the scope of the 
retail store has evolved. In fact, as customers have the choice to purchase from the sales channel that is 
most convenient for them, in terms of value, time, or both (Cook, 2014).

Since the rise of e-commerce, several retail stores have shut down, but e-commerce has not com-
pletely replaced physical stores. Retailers who have been able to innovate and reinvent their strategy, 
not only have expanded their online sales channels, but they have also been able to integrate offline and 
offline touchpoints following an omnichannel approach. The increasing adoption of online channels by 
consumers also determines advantages for companies, as more consumer data can be tracked online. As 
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they browse online, consumers disclose information about themselves, their preferences and their pur-
chase behavior, all data that represent an important source of insights (Blasco-Arcas et al., 2022). These 
insights can be leveraged to improve the customer experience, both online and offline. Online data can 
be used to make decisions related to product characteristics and in-store assortments. Therefore, online 
consumer data can help retailers to improve their overall strategy.

In 2022, the role of a retail store is not only to sell products. The store assumes a more holistic mean-
ing within the customer experience, changing from being a “point of sale” to being a “point of touch” 
(Kotler & Stigliano, 2019). In fact, stores still play a crucial part to connect retailers with consumers, 
but they are no longer the only touchpoint where the customer interacts with a brand.

Omnichannel Consumer Behavior

It has been frequently observed how consumers have changed their purchase behavior in the past few 
years, mainly due to the use of the Internet and the entrance in the market of new, younger consumer 
segments (Reyes-Menendez et al., 2022). Some people prefer buying online, while other people prefer 
to live the experience of the store before purchasing a product. Very often, the consumer journey which 
goes through product awareness, discovery and purchase can happen across different channels, both 
online and offline. Some consumers have a prefer researching online, but they finally complete their 
purchase offline. Other people tend to be more attracted by the idea of touching and feeling a product, 
but they usually complete the purchase online at a later stage.

The described behaviors, known as “showrooming” and “webrooming” are frequent among digital 
consumers and demonstrate how the role of touchpoints can change when people are acting as omnichan-
nel consumers.

Showrooming indicates the practice of consumers who gather data and examine product features 
and quality in physical stores and then purchase the product online (Neslin, et al., 2014). Webrooming, 
instead, refers to the situation in which a consumer searches for information about a product online and 
then buys in a physical store (Flavián et al., 2020).

Showrooming and webrooming are common examples to explain the omnichannel customer jour-
ney. These two phenomena demonstrate an evolution of the approach towards purchase: consumers are 
becoming increasingly channel agnostic, moving multiple times from online to offline and vice-versa, 
in order to satisfy their need when they want and through their preferred channel.

A study commissioned by Shopify to Forrester Consulting surveyed global consumers about their 
purchase habits (countries considered in the study: Australia, Canada, France, Germany, India, Italy, Japan, 
the Netherlands, New Zealand, the United Kingdom, and the United States). The results showed that in 
2022 59% of shoppers are likely to engage in webrooming behaviors, researching online and purchasing 
in a store, while 54% of consumers are likely to have a showrooming behavior (Forrester Consulting, 
2021). In order to adapt to this evolving consumer behavior, retail companies must adapt accordingly, 
achieving a better understanding of digital consumer needs, new digital trends and industry dynamics, 
and ensuring an omnichannel integration between online and offline touchpoints.

As a response to consumers’ omnichannel behavior, retailers have introduced specific solutions 
designed to bridge the gap between online and offline. The authors Picot-Coupey and Huré (2016) 
identified a list of omnichannel solutions, divided into two categories: web-to-store and store-to-web 
solutions. Web-to-store refers to omnichannel solutions which are aimed at bringing the online customers 
in store. Some examples are the following: wish list, click & collect, click & reserve, persistent shopping 
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basket, store locator, promotions associated with online purchases, local SEO, in- store product avail-
ability, online appointment booking, geolocation coupons and promotions. Store-to- web solutions are 
designed to lead a customer visit the website and interact with online channels after visiting a physical 
store. Among the most common store-to-web solutions we can find digital loyalty cards, in-store virtual 
catalogues, promotion associated with physical store purchase, product ordering from in-store mobile/
tablet device, omnichannel shopping basket (Picot-Coupey & Huré, 2016).

MAIN FOCUS OF THE CHAPTER

Issues, Controversies, Problems

The present study aims to provide an overview of the current development of research on omnichannel 
retail. A systematic literature review (SLR) is a research method that aims to describe the state of the art 
of a specific research area (Gerea et al., 2021). This paper focuses on omnichannel in the retail industry, 
focusing on previous research that analyses consumers’ perspective.

Following previous authors, this research starts from a preliminary scan of the existing systematic 
literature reviews of omnichannel retail, with the aim to evaluate whether an additional literature re-
view in this field is needed and what areas have not been covered yet (Snyder, 2019; Gerea et al. 2021). 
First, the database of Web of Science was used to find papers that included the following keywords in 
the title: “systematic review OR systematic literature review” AND “omnichannel OR omni-channel” 
AND “retail”. The preliminary research yielded 17 results from 2017 to 2021. An additional filter was 
applied to these results in Web of Science to only select the articles by document type “review articles”: 
as a result, only 10 systematic literature reviews remained to analyze. Table 2 summarizes the existing 
systematic literature reviews of omnichannel retail.
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Among the review articles object of this preliminary step, 14 articles (which corresponds to 70% of 
the initial selection) focus on the company perspective. The company-related papers analyze aspects 
related to the organization itself or related to the logistics of omnichannel. Only 3 of the retrieved review 
papers focus on the consumer perspective. This evidence suggests that an additional literature review in 
omnichannel retail can fill the existing lack of reviews that only focus on consumer-related omnichannel 
topics. Based on this, the authors have proceeded with writing the present chapter.

This research differs from previous studies in two ways. First of all, it is different from a topic per-
spective, as it is focused on an analysis of the existing literature about omnichannel retail that is also 
considering the consumers perspective or the impact of omnichannel management on consumers. Then, 
in terms of methodology, the Systematic Literature Review (SLR) approach is followed, paired with a 
quantitative and a qualitative analysis, following Reyes-Menendez et al. (2020).

In order to conduct the Systematic Literature Review, the scientific database of Web of Science was 
used to find relevant articles about the present topic. The search was based on the following query: 
“Omnichannel” AND “Retail” AND “Consumer OR Customer”. This way, it was possible to filter the 
studies which applied the omnichannel concept to the retail industry and that analyzed the topic in rela-
tion with consumers. In fact, as identified during the preliminary scan of existing literature reviews, a 
gap was identified in reviews focusing on the consumer perspective.

Table 2. Existing literature reviews of omnichannel retail

Authors Article Title Focus Area Year Methodology

(Cai & Lo, 2020)
Omni-channel management in the new 
retailing era: A systematic review and future 
research agenda

Company 
(logistics) 2020 Cytation Network Analysis 

(CNA)

(Melacini, Perotti, 
Rasini, & Tappia, 2018)

E-fulfilment and distribution in omni-channel 
retailing: a systematic literature review

Company 
(logistics) 2018 ND - systematic literature 

review methodology

(Raza & Govindaluri, 
2021)

Omni-channel retailing in supply chains: a 
systematic literature review

Company 
(logistics) 2021 Network analysis, advanced 

bibliographic tools

(Olsson, Hellstrom, & 
Palsson, 2019)

Framework of Last Mile Logistics Research: A 
Systematic Review of the Literature

Company 
(logistics) 2019 ND - Syst lit rev

(Mishra, Singh, & 
Koles, 2021)

Consumer decision-making in omnichannel 
retailing: Literature review and future research 
agenda

Consumer 2021 Cognitive-affective- conative 
model

(Gerea, Gonzalez- 
Lopez, & Herskovic, 
2021)

Omnichannel Customer Experience and 
Management: An Integrative Review and 
Research Agenda

Consumer 2021 Thematic analysis

(Joao & Pastore, 2019) Research in omnichannel retail: a systematic 
review and quantitative content analysis Company 2019 ND - Syst lit rev

(Taylor, Brockhaus, & 
Knemeyer, 2019)

Omnichannel fulfillment strategies: defining 
the concept and building an agenda for future 
inquiry

Company 
(logistics) 2019 ND - Syst lit rev

(Sahu, Naved Khan, & 
Gupta, 2021)

Determinants of Webrooming and 
Showrooming Behavior: A Systematic 
Literature Review

Consumer 2021 ND - Syst lit rev

(Lim, Jin, & Srai, 2018)
Consumer-driven e-commerce: A literature 
review, design framework, and research 
agenda on last-mile logistics models

Company 
(logistics) 2018

Protocol-driven 
methodology, combined with 
a snowballing technique

Source: Authors
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Figure 4 shows the rising interest for omnichannel retail focusing on consumers. From an initial 
analysis of the existing literature on Web of Science, articles including the keywords “retail” AND 
“omnichannel” were compared to articles also including the keyword “consumer”. The articles including 
the keyword “consumer” are increasingly growing, while articles about omnichannel that do not include 
the consumer perspective saw a slight decline in 2021. This suggests that researchers are beginning to 
explore more the consumer perspective of omnichannel and this paper will contribute to enriching the 
current literature.

The search on Web of Science produced a total of 229 articles published between January 2011 
and October 2021. The PRISMA Flow Diagram was used to filter the results. This diagram was first 
introduced by Moher et al. (2009) and following this author it was useful in this research to select only 
a restricted, highly relevant number of studies for further analysis.

Figure 5 shows the steps of the process that was followed to select relevant articles for this research. 
Starting from the 229 identified works, a first screening was performed by analysing titles and abstracts, 
in order to exclude articles with inadequate terms or not related to the consumer perspective. This first 
filter excluded 148 articles. The remaining, potentially relevant articles passed a second screening. The 
second screening consisted in an analysis of the full text. By reading the complete papers, the authors 
excluded articles which did not have fitting search terms, had no relation with the topic, lacked a qual-
ity evaluation, or missed a description of the key terms. The second screening excluded 21 articles. As 
a results, the PRISMA Model served to identify a final selection of 62 articles to further analyse in the 
present study.

Figure 3. Publications and Citations on Web of Science (“omnichannel” AND “retail” AND “consumer” 
OR “customer”)
Source: Web of Science (2021)
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Results

The purpose of this study is to give evidence of the existing literature about omnichannel retail and to 
identify new emerging directions, specifically those concerning consumers. In fact, data from Web of 
Science presented earlier in this chapter gives evidence of the exponential growth of publications related 
to omnichannel retail and consumers. With this systematic literature review, the authors aim to provide 
a guideline for future research, by identifying emerging concepts related to consumers which can be 
useful both for researchers and for retail companies. The current section presents both a quantitative 
and a qualitative analysis of results, to give evidence of the existing works on omnichannel retail and to 
identify the most common topics analyzed by authors.

Exploratory Analysis of Results

1. Scientometric Analysis (Exploratory, Quantitative Analysis)

A scientometric analysis was adopted to analyze the existing research areas that have focused on om-
nichannel retail and on consumers, following the approach of Reyes-Menedez et al. (2019). Table 3 shows 
the results of this exploratory analysis. The table includes the journals where the articles selected with 
the PRISMA Model have been published, and the number of articles present in each journal. Then, the 
category is listed to show the specific research area, followed by the quartile to show the ranking of the 
journal category.

Figure 4. PRISMA Flow Diagram
Source: Authors, following PRISMA Flow Diagram from Moher et al. (2009)
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The scientometric analysis demonstrates that the main research area that investigates omnichannel 
retail applied to consumers is Business (23 publications), followed by Management (14 publications), 
Computer Science (9 publications), and Psychology (5 publications). These results highlight that the 
omnichannel topic is attracting the interest of several authors, particularly in Business and Management. 
In addition to Business and Management, there are other different research fields emerging from this 
analysis, which include more technical subjects, but also humanistic subjects. Another research category 
that emerged from the following classification is Environmental Sciences and Sustainability, where 7 
articles were published.

Table 3. Scientometric analysis

Journal Findings Category Quartile

RESEARCH ADVANCEMENTS IN NATIONAL AND 
GLOBAL BUSINESS THEORY AND PRACTICE 1 Business /

HCI IN BUSINESS, GOVERNMENT AND 
ORGANIZATIONS: SUPPORTING BUSINESS 
(HCIBGO 2017), PT II

1
Computer Science, Interdisciplinary 
Applications; 
Computer Science, Theory & Methods

Q4 
Q4

INFORMATION & MANAGEMENT 1
Computer Science, Information Systems; 
Information Science & Library Science; 
Management

Q1

JOURNAL OF FASHION MARKETING AND 
MANAGEMENT 3 Business; Management Q3

11TH EMAC REGIONAL CONFERENCE 
- CHALLENGING THE STATUS QUO IN 
MARKETING RESEARCH

1 Business /

FRONTIERS IN PSYCHOLOGY 7 Psychology, Multidisciplinary Q2

JOURNAL OF RETAILING AND CONSUMER 
SERVICES 20 Business Q1

INDUSTRIAL MARKETING MANAGEMENT 2 Business; Management Q1

JOURNAL OF SERVICES MARKETING 1 Business Q2

JOURNAL OF STRATEGIC MARKETING 6 Business /

DECISION SUPPORT SYSTEMS 3
Computer Science, Artificial Intelligence; 
Computer Science, Information Systems; 
Operations Research & Management Science

Q1

NEW CHALLENGES OF ECONOMIC AND 
BUSINESS DEVELOPMENT - 2017: DIGITAL 
ECONOMY

1
Business; Economics; Management 
Green & Sustainable Science & 
Technology;

/ 
Q3

SUSTAINABILITY 7 Environmental Sciences; Q2

Environmental Studies Q2

INTERNATIONAL JOURNAL OF INFORMATION 
MANAGEMENT 1 Information Science & Library Science Q1

JOURNAL OF BUSINESS RESEARCH 5 Business Q1

INTERNATIONAL JOURNAL OF RETAIL & 
DISTRIBUTION MANAGEMENT 19 Business; Management Q3

INTERNATIONAL JOURNAL OF PRODUCTION 
ECONOMICS 3

Engineering, Industrial; Engineering, 
Manufacturing; Operations Research & 
Management Science

Q1

Continued on following page
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Journal Findings Category Quartile

MANAGEMENT-POLAND 1 Management /

JOURNAL OF MARKETING CHANNELS 2 Business /

JOURNAL OF RETAILING 4 Business Q2

JOURNAL OF BRAND MANAGEMENT 1 Business; Management Q3

PROCEEDINGS OF THE 52ND ANNUAL HAWAII 
INTERNATIONAL CONFERENCE ON SYSTEM 
SCIENCES

2 Computer Science, Theory & Methods /

COMPUTERS IN HUMAN BEHAVIOR 1 Psychology, Multidisciplinary; Psychology, 
Experimental Q1

ELECTRONIC COMMERCE RESEARCH AND 
APPLICATIONS 4

Business; Computer Science, Information 
Systems; Computer Science, Interdisciplinary 
Applications

Q3

ASIA PACIFIC JOURNAL OF MARKETING AND 
LOGISTICS 1 Business Q3

INTERNATIONAL JOURNAL OF APPLIED 
BEHAVIORAL ECONOMICS 1 Economics /

TRAVEL BEHAVIOUR AND SOCIETY 1 Transportation Q2

PERSPECTIVES ON THE USE OF NEW 
INFORMATION AND COMMUNICATION 
TECHNOLOGY (ICT) IN THE MODERN ECONOMY

1

Computer Science, Information Systems; 
Computer Science, Interdisciplinary 
Applications; Economics Computer Science, 
Interdisciplinary Applications;

/ 
Q1

JOURNAL OF ENTERPRISE INFORMATION 
MANAGEMENT 1 Information Science & Library Science; Q1

Management Q2

Management; Q1

MANAGEMENT SCIENCE 7 Operations Research &

Management Science Q2

EUROPEAN MANAGEMENT JOURNAL 1 Business; Management Q2

BUSINESS MANAGEMENT THEORIES AND 
PRACTICES IN A DYNAMIC COMPETITIVE 
ENVIRONMENT

1 Business; Management /

BRITISH FOOD JOURNAL 1 Agricultural Economics & Policy; Food Science 
& Technology Q3

JOURNAL OF THE ACADEMY OF MARKETING 
SCIENCE 3 Business Q1

SYNERGY OF BUSINESS THEORY AND 
PRACTICE: ADVANCING THE PRACTICAL 
APPLICATION OF SCHOLARLY RESEARCH

1 Business /

ADVANCES IN NATIONAL BRAND AND PRIVATE 
LABEL MARKETING 1 Business; Communication /

FUJITSU SCIENTIFIC & TECHNICAL JOURNAL 1 Engineering, Electrical & Electronic Q4

Total number of publications 62

Source: Authors

Table 3. Continued
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2. In-depth Qualitative Analysis

After the quantitative analysis, a qualitative analysis is necessary to evaluate which aspects related to 
consumers have been investigated by previous publications on omnichannel retail focusing on consumers.

Following the approach of Reyes-Menendez et al. (2019), the qualitative analysis was performed to 
demonstrate the most common variables addressed by previous authors. Figure 6 summarizes the most 
addressed consumer-related topics in publications about omnichannel retail.

A number of 18 variables were identified by analyzing the papers’ keywords and by reading the full 
text to verify the actual presence of the suggested keywords.

Figure 6 shows that the most popular research areas focus on the consumer experience, behavior, 
satisfaction and purchase experience. Out of 62 papers, nearly 50% explore customer experience, 42% 
focus on customer behavior, and around 30% deal with consumer satisfaction and purchase intention. 
These variables are followed by brand experience, which is present in 13 papers. Then, four concepts are 
present in several articles that varies between 9 and 7, which indicates a rising interest but also an op-
portunity to continue research in these fields. These four concepts are customer loyalty, trust, technology 
acceptance and customer engagement. The list is completed by 9 variables which are the least explored 
ones, as less than 10% of the analyzed papers investigates them. These 9 variables are personalization, 
motivation, word of mouth (WOM), empowerment, retention, co-creation, repurchase, advocacy and 
willingness to pay. Although some authors have mentioned them in the context of omnichannel retail, 
such areas are currently still underexplored. It is interesting to note that among these 9 least popular 
areas of research four variables refer to the post-purchase phase of the customer journey. This piece of 
information suggests a gap in the existing omnichannel literature in relation with the post- purchase.

Figure 5. Most investigated topics and number of papers for each topic
Source: Authors’ elaboration from Web of Science data
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After an initial classification of the main variables in Figure 6, the in-depth analysis continues with 
an additional classification of the 18 selected concepts. Table 4 gives a more comprehensive picture of 
each variable. The table provides a description of each concept and includes the full list of the authors 
of each paper, following Antolín-Prieto et al. (2021).

Table 4. Qualitative analysis of variables

Variable Description Authors Number of 
Papers

CUSTOMER EXPERIENCE

Customer experience refers 
to a series of interaction 
between a consumer and one 
or several brands, related to 
research, purchase, or product 
consumption.

Hsia et al. (2020) (Lynch & Barnes, 2020) 
Ameen et al. (2021) Gerea et al. (2021) 
Juaneda-Ayensa et al. (2016) Blom et al. (2017) 
Shi et al. (2020) Le et al. (2021) 
Kaczorowska-Spychalska (2017) Tueanrat et 
al. (2021) 
Paz et al. (2020) Gao et al. (2021) Zhang et al. 
(2018) Mishra et al (2021) Flavian et al. (2021) 
Siqueira et al. (2020) 
Sanchez-Perez et al. (2014) Baek et al. (2020) 
Mencarelli et al. (2021) Herrero-Crespo et al. 
(2021) Bell et al. (2020) 
Sebald et al. (2020) Johnson et al. (2021) 
Tyrvainen et al. (2019) Rhee et al. (2021) 
Towers et al. (2021) 
Herhausen et al. (2019) Togawa et al. (2017)

29

BRAND EXPERIENCE

Brand experience refers 
to sensations, feelings and 
response of a customer to a 
brand’s stimuli which are part 
of the brand communication, 
product, or environment.

Tyrvainen et al. (2018) Tyrvainen et al. (2020) 
Juaneda-Ayensa et al. (2016) Blom et al. (2017) 
Silva et al. (2018) 
Frasquet-Deltoro et al. (2021) Li et al. (2019) 
Baek et al. (2020) Yeh et al. (2021) Bauerova 
et al. (2021) Bolton et al. (2021) Towers et al. 
(2021) 
Herhausen et al. (2019)

13

PERSONALISATION
Process that enables to modify 
a product or a service based on 
single consumer’s preferences.

Wetzlinger et al. (2017) Hsia et al. (2020) 
Tyrvainen et al. (2020) 
Juaneda-Ayensa et al. (2016) Kim et al. (2022) 
Tyrvainen et al. (2019)

6

CUSTOMER ENGAGEMENT

Series of interactions between 
a customer and a company 
that build and reinforce the 
relationship between the two.

Lynch et al. (2020) Cocco et al. (2020) Lee et 
al. (2019) Gao et al. (2021) Baek et al. (2020) 
Teichert et al. (2020) Towers et al. (2021)

7

CONSUMER BEHAVIOUR

Set of motivations and actions 
that a person is taking when 
researching or purchasing a 
product or service.

Lynch et al. (2020) Cocco et al. (2020) 
Kleinlercher et al. (2020) Lee et al. (2019) 
Shankar et al. (2021) Nendwich (2017) 
Gao et al. (2021) 
Juaneda-Ayensa et al. (2016) Blom et al. (2017) 
Du et al. (2019) 
Kaczorowska-Spychalska (2017) Lazaris et al. 
(2022) 
Paz et al. (2020) Valentini et al. (2020) 
Rodriguez-Torrico et al. (2017) Park et al. 
(2021) 
Flavian et al. (2021) Fiestas et al. (2021) 
Sanchez-Perez et al. (2014) Rai et al. (2021) 
Kozlova et al. (2019) Herrero-Crespo et al. 
(2021) Johnson et al. (2021) Bauerova et al. 
(2021)

26

Continued on following page
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Variable Description Authors Number of 
Papers

Frasquet et al. (2017) Towers et al. (2021)

MOTIVATION
Set of conscious or unconscious 
forces that drive consumer 
actions.

Nendwich (2017) 
Kang (2019) 
Rodriguez-Torrico et al. (2017) Fiestas et al. 
(2021) 
Sebald et al. (2020) Herhausen et al. (2019)

6

WORD OF MOUTH (WOM)
Consumer-to-consumer 
communication about a product 
or service.

Tyrvainen et al. (2020) Lee et al. (2019) Mishra 
et al. (2021) Flavian et al. (2021) Siqueira et al. 
(2020) Teichert et al. (2020)

6

ADVOCACY

Type of consumer behaviour 
that consists into expressing 
opinions about the brand 
(usually positive) to other 
consumers.

Rhee, HL; Lee, KH (2021) 1

REPURCHASE Repeated purchase of a product 
or service over time. Lee et al. (2019) Kim et al. (2020) 2

LOYALTY

Ongoing relationship between 
a client and a brand, that results 
into repeated interactions or 
purchase.

Li et al. (2018) Gao et al. (2021) 
Frasquet-Deltoro et al. (2021) Li et al. (2019) 
Iyer et al. (2018) Rhee et al. (2021) Bauerova 
et al. (2021) 
Christoforou et al. (2019) Frasquet et al. (2017)

9

RETENTION

Ability of a company to build 
loyalty and to maintain their 
clients for a certain period of 
time.

Li et al. (2018) Gao et al. (2021) 
Mishra et al. (2021) 3

SATISFACTION

A measurement of how happy 
a client is in relationship with 
the experience with a brand or 
product.

Lee et al. (2019) Ameen et al. (2021) Shankar 
et al. (2021) Gao et al. (2021) Tueanrat et al. 
(2021) Silva et al. (2018) 
Frasquet-Deltoro et al. (2021) Huang et al. 
(2019) 
Li et al. (2019) Zhang et al. (2018) Mishra et al. 
(2021) Yeh et al. (2021) 
Mencarelli et al. (2021) Iyer et al. (2018) 
Rhee et al. (2021) Bolton et al. (2021)

19

Frasquet et al. (2017) Herhausen et al. (2019) 
Togawa et al. (2017)

TRUST

It indicates the confidence 
that a consumer has towards a 
company’s communication and 
product/service quality.

Tyrvainen et al. (2018) Wetzlinger et al. (2017) 
Ameen et al. (2021) Silva et al. (2018) Huang 
et al. (2019) Zhang et al. (2018) Flavian et al. 
(2021) Yeh et al. (2021) Frasquet et al. (2017)

9

TECHNOLOGY 
ACCEPTANCE

Extent to which a customer 
accepts and uses a specific 
technology.

Wetzlinger et al. (2017) Gerea et al. (2021) 
Juaneda-Ayensa et al. (2016) Kim et al. (2022) 
Kim et al. (2020) Paz et al. (2020) Park et al. 
(2021) 
Herrero-Crespo et al. (2021) Tyrvainen et al. 
(2019)

9

Table 4. Continued

Continued on following page
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SOLUTION AND RECOMMENDATIONS

In the present chapter, the authors presented a systematic literature review of omnichannel retail focusing 
on the consumer perspective. This research was carried on as from a preliminary review of existing lit-
erature review papers, only 3 analyzed articles about consumers. On one hand, the scientometric analysis 
revealed that Business and Management are the main subjects that investigate omnichannel retail. On 
the other hand, the qualitative analysis highlighted the main variables described in the consumer-related 
publications that were objects of this research.

The variables that have been identified with the qualitative analysis are the following: customer expe-
rience, customer behavior, satisfaction, purchase intention, brand experience, loyalty, trust, technology 
acceptance, customer engagement, personalization, motivation, word of mouth (WOM), empowerment, 
retention, co-creation, repurchase, advocacy, willingness to pay.

Customer experience appeared in 29 of the 62 analyzed papers, consumer behavior appears in 26 
papers, satisfaction was addressed by 19 papers, purchase intention was mentioned in 18 papers, brand 
experience was found in 13 articles. These five concepts were the most common areas of research related 
to omnichannel retail. Loyalty, trust, and technology acceptance followed as these topics were cited 9 
times among the papers that were object of this literature review. Then, the authors identified customer 
engagement, mentioned in 7 articles, then motivation, personalization, and word of mouth, present in 6 
papers. Then, among the least explored areas that have been highlighted by this work are consumer em-

Variable Description Authors Number of 
Papers

PURCHASE INTENTION Probability that a consumer will 
buy a product or service.

Gao et al. (2021) Gerea et al. (2021) Shi et al. 
(2020) Kim et al. (2022) 
Kaczorowska-Spychalska (2017) Lazaris et al. 
(2022) 
Silva et al. (2018) Kang (2019) Valentini et al. 
(2020) 
Rodriguez-Torrico et al. (2017) Park et al. 
(2021) 
Flavian et al. (2021) Fiestas et al. (2021) Baek 
et al. (2020) Johnson et al. (2021) Bauerova et 
al. (2021) Towers et al. (2021) Herhausen et al. 
(2019)

18

CONSUMER 
EMPOWERMENT

Process of providing consumers 
with the ability and resources 
to meet their needs or achieve 
their goals.

Kleinlercher et al. (2020) Le et al. (2021) 
Zhang et al. (2018) Mishra et al. (2021) 4

CO-CREATION

Collaborative development of 
a product or service, where 
customers influence the 
characteristics of a product/
service according to their 
preference.

Kim et al. (2020) Tueanrat et al. (2021) Kang 
(2019) 3

WILLINGNESS TO PAY
Intention of a consumer to 
pay the price set for a specific 
product/service.

Chatterjee et al. (2017) 1

Source: Authors

Table 4. Continued
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powerment (in 4 papers), retention and co-creation (cited in 3 papers) and repurchase (cited in 2 papers). 
Finally, the concept of advocacy and willingness to pay were found only one time each, suggesting the 
need to further explore these concepts in the context of omnichannel retail.

The variables analyzed in this paper can be used both by companies in the retail industry and by 
researchers focusing on omnichannel retail to identify the main areas where an omnichannel strategy 
can have an impact related to consumers.

From the qualitative analysis, there was evidence of a large focus on more general concepts, such as 
customer experience and customer behavior. Another popular topic among the analyzed papers was the 
purchase moment, and in particular the customer’s purchase intention and satisfaction. However, the 
research highlighted a gap with regards to more specific concepts and especially topics related to the 
post-purchase phase.

FUTURE RESEARCH DIRECTIONS

This paper provided a meaningful contribution to the existing omnichannel literature. First, it provides 
an overview of previous works, that researchers can use as a theoretical framework, as well as a guide-
line to orient their future research direction. Second, this work fills a gap among the existing systematic 
literature reviews about omnichannel retail, because very few SRL papers only focus on analysing 
customer-centric publications.

In addition, the systematic literature review that was executed in this paper highlighted that some re-
search topics are currently underexplored, also among consumer-related articles. The qualitative analysis 
of results gave evidence of some very common variables examined in omnichannel retail papers, but it 
also showed that a large number of topics are not being addressed enough in the existing literature. In 
particular, the authors noticed that half of the listed variables are present in less than 10% of the papers. 
Among these least popular areas of research, four out of nine variables refer to the post- purchase phase 
of the customer journey, which is therefore an area that deserves further attention from the academic 
community.

Future researchers are invited to leverage the present chapter to further explore the consumer- per-
spective of omnichannel retail, especially the least researched areas such as willingness to pay, advocacy, 
repurchase, retention, word of mouth, and other variables highlighted in the present chapter.

CONCLUSION

The retail industry has been strongly impacted by digital transformation. As retailers have adapted to 
a hybrid way of working, introducing online channels in their company strategy and integrating them 
with traditional, offline channels, the concept of omnichannel became more popular among industry 
practitioners, and in the academic field.

This chapter gives evidence of the growing interest of omnichannel retail in the past ten years. Rel-
evant data was presented through Google Trends and Web of Science, to assess the research trend for 
this chapter’s topic, among companies, consumers, and academic researchers. Upon a preliminary scan 
of existing review papers about omnichannel retails, the authors of this paper have confirmed the lack 
of systematic literature reviews of omnichannel which highlighted consumer-related concepts. There-
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fore, need for an additional literature review in this field was evident. The exploratory analysis included 
two steps. First, a scientometric analysis was performed to adopt a quantitative approach. Second, an 
in- depth analysis of the variables examined in existing papers was conducted to provide a qualitative 
perspective of the reviewed literature.

Results from the quantitative analysis have demonstrated that omnichannel retail and consumer-related 
concepts are analyzed across a wide range of research areas. In fact, previous works have been published 
in journals that belong to different categories and different quartiles. The two most popular categories 
were Business and Management. However, it is also possible to observe journals which belong to more 
technical categories, such as Computer Science, and publications related to humanistic categories, such 
as Psychology.

The qualitative analysis was executed to categorize and evaluate the content of existing consumer- 
related publications. The variables that the authors identified give an indication of the most popular 
research areas. However, the in-depth analysis revealed that consumer-related concepts are often very 
general. Customer experience and behavior are the most explored concepts among the analyzed papers. 
This suggests that researchers are already aware of the impact of an omnichannel retail strategy on 
consumers. Another popular variable was consumer satisfaction, aspect that suggests potential benefits 
of omnichannel retail on consumers. Nevertheless, more specific definitions, such as empowerment, 
retention, co-creation, repurchase, or advocacy, were mentioned in 4 or less papers, which means that 
less than 7% of the examined works include these concepts in their analysis.

In conclusion, the findings of this chapter can be used by future researchers, not only in the field of 
business and management, but also other fields. In fact, this systematic literature review shows the pos-
sibility to explore omnichannel retail from different perspectives. Other researchers are encouraged to 
leverage this chapter as a future research agenda, to explore emerging topics that need further attention.
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KEY TERMS AND DEFINITIONS

Consumer Behaviour: Conscious or unconscious actions undertaken by a person in relation to a 
brand or a product/service, during research, purchase, or post-purchase.

Customer Experience: A series of interaction between a consumer and one or several brands, related 
to research, purchase, or product consumption.

Customer Satisfaction: A measurement of how happy a client is in relationship with the experience 
with a brand or product.
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Digital Transformation: The process through which the society, including consumers and organi-
sations, change their habits, processes, and ways of working as a consequence to the advance of digital 
technologies.

Multi-Channel: Management approach consisting in the adoption of multiple sales channels, without 
focusing on the integration between them.

Omni-Channel: Management approach that consists into an evolution of multi-channel management 
where the existing sales channels are integrated together to offer a better customer experience.

Retail: Sales of goods from a company to final consumers through a number of different channels, 
online or offline.

Showrooming: Type of consumer behaviour that consists into visiting a retail store with the main 
purpose of doing product research, before buying the product on a digital channel.

Webrooming: Type of consumer behaviour that consists into researching product information online, 
before purchasing in a physical store.
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ABSTRACT

With the market increasingly competitive, the search for new sources of revenue becomes increasingly 
challenging, especially when promoting new products, services, and providing experiences that are 
perceived as having high value. As the integration between online and physical channels becomes nec-
essary, an approach that is continuously evolving, called omnichannel retail, emerges. The strategies 
that configure the omnichannel imply a great challenge for companies. It consists of providing different 
alternatives to consumers so that all points of contact are integrated and, at the same time, make sense 
for both companies and consumers. This contribution portrays this complex and holistic way in which 
the fashion industry continually reinvents itself, given the perception of consumers. Meeting this chal-
lenge by unifying the operations of physical and virtual stores, omnichannel strategy aims to add more 
value to the experience of consumers and, at the same time, establish a competitive edge in the market.
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INTRODUCTION

Transformations in “traditional” retail have occurred at an increasingly accelerated pace, especially with 
the advent of new technologies and devices such as smartphones, tablets, software/applications (apps), 
digital coupons, mobile payments, among others. Technology has made it possible to optimize interac-
tion and convenience between the customer and the company (Daugherty et al., 2019). It is important to 
note that, through technological advances and the democratization of digital media, consumers have also 
changed the way they relate to these media, and the participation of different devices grows exponen-
tially (Rigby, 2011). Omnichannel is the fusion of two terms from two languages — Latin and English, 
respectively — where “omnis” stands for “whole” and “channel” means “channel”.

The emergence of omnichannel has transformed the way traditional ecommerce business operates, 
subsequently bringing fundamental changes to consumer expectations and decision-making processes 
(Mishra et al., 2020). Omnichannel is an emerging retailing trend that has revolutionized conventional 
retailing by integrating all customer touchpoints into a unified and holistic experience. Thus, the concept 
is based on the idea that a company, in order to become more accessible to its consumer, needs to be 
available at any time, regardless the location. In practice, this means that a brand needs to make an ef-
fort to be present in the main channels of communication with the consumer, such as the most accessed 
social media: Twitter, Instagram, LinkedIn and Facebook, e-commerce platforms (either through its own 
website or integrated into another space) and, whenever possible, having a physical store within easy 
location (Koelle, 2018; Mason & Knights, 2019).

With the exponential growth of internet access, being present on the main platforms is vital for the 
company to become known and, consequently, expand its sales possibilities. Thus, the company also 
offers the security that the customer can count on its business whenever they need it, regardless of the 
channel used. The dissemination of products and services through various channels is extremely advan-
tageous for a company, especially in the current market context. One of the main characteristics of any 
consumer in the modern era is immediacy and the need for proactivity. In this way, the customer got 
used to buying numerous alternatives that make his life easier (Binnie, 2018; Koelle, 2018).

Omnichannel has assumed a certain role in e-commerce, however, an omnichannel company is 
characterized by its linear form of communication across all channels, regardless of whether they are 
online channels (through the web, applications, social media, etc.) or offline channels (through televi-
sion, physical stores, etc.) (Infra.commerce, 2021).

In addition, these companies aim to implement strategies that promote positive experiences, sometimes 
going beyond customer expectations, by communicating the value of their brand in every interaction 
opportunity that arises. That is, they move the customer through a unique, personal and personalized 
impact, regardless of the available channel (Wright & Snook, 2016) to establish long-term relationships.

In this chapter, there is a reflection on the Fashion industry as an example of Omnichannel retailing 
process.
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PURCHASE CHANNELS AND MULTICHANNEL MANAGEMENT

The Channel Concept

A channel can be defined as a means of contact that is used for a company and its consumers to interact 
(Brynjolfsson et al., 2013). However, in the past, a channel was just a way of buying and selling, be-
ing reduced to a transaction of goods. Currently, a channel is much more than that, as it is a means to 
establish relationships between customers and companies, regardless of whether there is a purchase or 
not (Deloitte, 2015). Channels are the means that connect the company’s products and/or services to 
its potential consumers, and it is important to understand which channels exist, what are the main dif-
ferences between them and how the consumer behaves towards each one, and this is essential to boost 
sales (SEBRAE, s.d).

There are different types of channels, and they serve different purposes: sales channel; distribution 
channel; relationship channel; service channel; marketing channel (SEBRAE, (s.d.). Table 1 presents 
the description of channel types.

Regarding the sales channels it is important to mention the existence of direct channels and indirect 
channels (SEBRAE, s.d.). Table 2 presents a better description of each channel typology.

Table 1. channel types

Channel Type Description

Sales channel General term that covers all types of channels, whose objective is to offer, commercialize, distribute and 
deliver your company’s solutions to customers, products or services.

Distribution channel It’s another way of calling sales channels. However, this term is more often used for products and, especially, 
for logistical issues, although it is not related only to that.

Relationship channel It is a sales channel focused on the relationship/interaction between company and consumer.

Service channel It is a sales channel that makes the company available to answer consumer questions/needs.

Marketing channel It is a sales channel that aims to deal with strategic marketing actions, aiming at greater reach of the target 
audience.

Source: Adapted from SEBRAE, s/d, p. 3.

Table 2. Channel typology

Direct Indirect

Examples Sales team and resellers Franchises, wholesalers and partner stores

Benefits
The company will not have to share the profits 
with anyone else, as it will do the entire 
operation itself.

Indirect sales channels can offer complementary advantages 
such as: recognition and appreciation of the brand in the 
market, distribution of merchandise, resale of products, 
partner’s website to help with publicity, among others.

Profit If the company opts for direct sales channels, it 
tends to have a higher profit margin.

Companies dealing with indirect sales channels tend to have 
lower profit margins.

Investiment As the operation is done internally, the initial 
investment is higher.

When choosing partners, the initial investment becomes 
smaller, since these solutions already have well-structured 
operations.

Source: Adapted from SEBRAE, s.d., p. 4.
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Concerning distribution channels, they are further divided into three areas: physical or offline chan-
nel, in which there is an involvement with physical presence and mutual interaction (Agatz et al., 2008); 
the online channel that is defined through a virtual interaction between the customer and the company 
(Piotrowicz & Cuthbertson, 2014); and the mobile channel, which is presented by some authors as a 
form of extension of the online channel and by others, due to the strength and impact it has acquired, 
as an autonomous channel, since it is different from the usage patterns and in the value chain (Santos 
et al., 2020).

The Physical Channel (Offline), the Online Channel and the Mobile Channel

The strategic choice for the channel can be determined by some factors, among them, one can reflect 
on the category in which the product and/or service is inserted and on the segment itself, namely in 
relation to the physical channel and the online channel (Pauwels et al., 2011). However, it is important 
to point out that innovation is vital for companies, and this must be strategically present in the channels 
that make sense. In this sense, Reinartz et al. (2011) pointed out three categories of external factors that 
are assumed to be the greatest challenges and opportunities for innovation:

• Consumer-based challenges: the authors emphasize that consumer involvement is essential for 
the development of innovation.

• Challenges based on the industry: given the scenario that characterizes the current market, in-
novative and effective management requires good management of the market and the distribution/
supply chain in a competitive environment.

• Challenges based on legal and regulatory factors: it is necessary to meet the legal and regula-
tory conditions that enable the creation of an environment necessary for innovation, as well as for 
research and development. Since the stability or volatility of policies and legal systems can have a 
strong impact on innovation and performance in the field of research and development.

Thea physical channel is a face-to-face channel and is also known as a traditional channel. This channel 
assumes similar functions to the online channel, such as transport, storage and maintenance, however, 
it plays a more active role in terms of product sales and after-sales, taking into account the segment. At 
the same time, the physical channel provides services related to the commercial offer, as well as product 
promotion information. Offline channels present some benefits in relation to online channels, from the 
physical existence of a store that gives the customer a sense of security, capable of creating a rich sensory 
experience, an aspect that is difficult to overcome by the online channel. line (Enders & Jelassi, 2000).

In the online channel, in most cases, physical distribution has to face the challenges related to the 
transport, storage and maintenance of the product. This is a channel that also has services related to the 
commercial offer, information for collection and promotion, product orders, sales, after-sales and finan-
cial service (Lendrevie et al., 2011). However, as mentioned in relation to the offline channel, the online 
channel may have some disadvantages, since it is not possible to examine the products, the difficulties 
in returning the products are usually greater, and there is still fear and distrust towards security issues, 
lack of confidentiality regarding personal information provided (Bhatnagar et al., 2000).

Regarding the online channel, Rose et al. (2012) highlights three sources of control that are important 
to improve the online consumer experience, such as:
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• The ease of use.
• The customization of the space that allows the consumer to develop a feeling of personal control.
• The permanent challenge and telepresence-sensation of virtual presence in the online store.

In the mobile channel, it is necessary to consider that physical distribution assumes transport, main-
tenance and storage as its main functions. However, when it comes to services, the mobile channel is 
essentially limited to information, sales, and after-sales (Lendrevie et al., 2011).

OMNICHANNEL MANAGEMENT

Concepts and Perspectives

The omnichannel concept has gained considerable relevance in recent years as it is a strategy that emerges 
as an evolution of the multichannel strategy, and, above all, due to the growth of online and mobile 
channels (Verhoef et al., 2015). For a better understanding of this concept, it is important to understand 
the origin of the word, since “omni” derives from the Latin “omne”, whose meaning refers to “whole/
whole”. Thus, “omnichannel refers to a set of channels that represent a unified whole” (Oliveira, 2017, 
p. 7). Tambo (2015) define omnichannel is defined as a set of integrated processes and decisions that 
support a unified view of a brand from product purchase, return, and exchange standpoint irrespective 
of the channel (in-store, online, mobile, call center, or social). Verhoef et al. (2015) define omnichannel 
management as “the synergetic management of the numerous available channels and customer touch-
points, in such a way that the customer experience across channels and the performance over channels is 
optimized”. Given its practical relevance, omnichannel research has evolved substantially in recent years, 
offering insights in terms of conceptualization (Beck & Rygl, 2015; Rigby, 2011), strategic aspects (Rai 
et al., 2019) and functional strategies that enhance the omnichannel capability of organizations (Larke 
et al., 2018; Jin et al., 2020).

An omnichannel strategy aims to provide a similar shopping experience, regardless of the channel 
used (Mason & Knights, 2019). This approach puts the customer at its center (Staflund & Kersmark, 
2015) and, according to Rigby (2011), this similar shopping experience results from the combination 
and integration of the advantages of digital and physical channels. The omnichannel concept does not 
refer to the different channels as independent or divergent, on the contrary, in a complementary way. 
That is, through effective integration, with properly aligned processes, it contributes substantially to in-
creasing customer satisfaction and also enhances the chances of success for companies (Oliveira, 2017). 
Companies understood that by establishing an online presence, they could simultaneously conquer new 
audiences, innovate and add value to the shopping experience (Barbosa, 2019). The linear approach of 
the omnichannel strategy involves aggregating all retail operations in an integrated concept, to ensure 
that the consumer experience is continuous and pleasant, regardless of the chosen channel – television, 
computer, physical store, catalog or mobile device (Larke et al., 2018).

According to Monteiro (2014), the more platforms companies are present, whether physical or on-
line, the more purchase possibilities they offer consumers and, therefore, more than multichannel, the 
omnichannel strategy interconnects all business segments, so that brands do not lose consistency in the 
offer. Savastano et al. (2016) argue that through the omnichannel strategy, it is possible to achieve a 
more complete and accurate view of the customer’s history, thus making it possible to formulate more 
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personalized and assertive experiences. Barbosa (2019, p. 11) clarifies: “Consumers have expectations 
regarding the integrated use of online, offline and mobile channels”.

For example, Fashion retail companies create innovative offers by integrating their channels, to increase 
consumers’ satisfaction, maximize impact and value for the company. In this sector, the concept of Bricks 
and Clicks is extensively explored, which consists of the integration of contact points from physical stores, 
online stores and even partners. Strategic and responsible management, so that objectives are always in 
line with all points of contact (Picot-Coupey et al., 2016). The omnichannel journey is highly valued 
by fashion consumers, being important to satisfy them, increase loyalty and witness through popular 
word-of-mouth (Kumar & Reinartz, 2016). The omnichannel experience becomes increasingly relevant 
in the fashion sector. Although consumers continue to prefer, for the most part, to buy in physical stores, 
according to a study by the company Wirecard – it shows that they are increasingly involved, and even 
require companies to update themselves. The survey was carried out with 4,500 consumers from eight 
countries on different continents and indicates that 70% of them prefer to buy in physical stores, even 
though 93% of the respondents said that they look for products online before purchasing them. On the 
other hand, there are 39% of consumers buying via computer and 32% buying via mobile device, and 
even these indicate (88%) that before buying online and/or mobile, they prefer to know the products in 
the store. physics (Portugal Têxtil, 2020a).

Omnichannel, Multichannel and Crosschannel

Through technological advances, the world undergoes constant transformations in the most varied sec-
tors and the retail context is no different (Verhoef et al., 2015). Furthermore, it is necessary to bear in 
mind that it is not the responsibility of consumers to think about distribution channels; they want their 
needs to be met and to be answered in an appropriate, empathetic, fun way that offers them value, be it 
monetary, emotional, and even temporal (Cook, 2014).

In this new era, new channels emerged, and it started by talking about multichannel, and then talking 
about omnichannel and cross channel. Multichannel strategies involve choosing the channels in which 
the company should be present to respond to the market needs (Geyskens et al., 2002). And multichannel 
management implied sensitivity to design – visuals, services and usability, development, coordination, 
branding and channel evaluation. The objective is to increase perceived value for customers through ef-
ficient customer acquisition, retention, and development. However, this practice began to be questioned, 
as it did not include customer management at the heart of the channels and the integration of the retail 
mix (Neslin et al., 2006).

In this sense, the multichannel flap evolved into an omnichannel flap, where the physical flap joins 
the online flap (Brynjolfsson et al., 2013). Some studies showed that most omnichannel customers are 
not being served effectively, because companies cannot target specific customer needs with their exist-
ing channels (Hoogveld & Koster, 2016). Moreover, Joseph (2015) argue that many retailers reinforced 
technically their multichannel platforms (web, mobile, physical store, social media, and etc.), but operate 
them in isolated business processes.

The omnichannel consumer is an evolution of the multichannel consumer, the difference the differ-
ence lies in the fact that consumer can use all channels simultaneously and not separately. However, 
through the omnichannel, the consumer can transit through the various channels, always evolving in 
their journey (Koelle, 2018; Ortis & Casoli, 2009).
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Omnichannel management is understood as a synergistic management of all channels and forms of 
contact with the consumer, whose main purpose is to optimize performance and consumer experience 
through the respective channels (Verhoef et al., 2015). In this vein, omnichannel retail portrays an in-
tegrated sales experience that brings together the benefits of physical and online stores (Rigby, 2011).

According to Koelle (2018), omnichannel can be understood as a strategy that aims to provide a 
more satisfactory customer experience, considering all contact points, both online and physical. In this 
way, it appears that the omnichannel consumer is a more informed consumer and that when entering a 
physical store, he knows what he is looking for, what he will find and at what price (Cook, 2014). Even 
though many retailers have recognized the importance of omnichannel strategies, there is a significant 
cutoff between what customers want and the omnichannel capabilities that retailers are providing today 
(Hansen & Sia, 2015).

According to Bell et al. (2014), retailers that use omnichannel strategies do so because the particu-
larities of online and offline channels are different. Much of the information available about products, 
for example, is also communicated in different ways, as is the way in which they are delivered. Figure 
1 illustrates the combinations of online and offline channels.

Regarding cross channel, this is a form of communication that companies consider in the current market 
trends, and they are also starting to use. According to Koelle (2018), cross channel is an intermediate 
stage between multichannel and omnichannel; according to Beck and Rygl (2015), it is a sales channel 
model that allows the customer to relate to one or more channels, however, this interaction occurs partially.

The Figure 2 illustrates the visual representation of the cross-channel integration.

Figure 1. combinations of online and offline channels.
Source: Bell el al., 2014.
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According to Taís (2016) communication to be effective, it must be strategically planned from the 
initial steps. Companies must consider the channels, their respective points of contact, and must adapt 
the particularities to the respective messages to match customers’ desires.

In this type of channel, the consumer can browse and communicate through different company chan-
nels (Rangaswamy & Van Bruggen, 2005). Despite the purpose of providing a series of competitive 
advantages, becoming multichannel is not a simple and economical task, especially for companies that 
are starting their journey (Rangaswamy & Van Bruggen, 2005).

In addition, the challenges increase substantially because it is necessary that each consumer is under-
stood in an individualized/singular way. The omnichannel strategy emerges precisely for this purpose 
of responding to all these preferences; enhancing the chances of success for companies and at the same 
time, are meeting customer expectations (Mason & Knights, 2019). To this end, it is important to men-
tion some essential aspects (Binnie, 2018; Mason & Knights, 2019):

• Integrate and standardize all channels: Standardization is a way to guarantee a brand’s identity 
and reinforce its professionalism in front of a customer. In addition, omnichannel is the challenge 
of establishing channel integration. This happens because in a virtual establishment, at no time, 
it can be considered as something apart from the physical company. In other words, the manage-
ment process needs to be integrated with all sales channels used by a brand. In other words, the 
customer must access any platform on which a company is located and understand that it is the 
same brand, the same work, the same service, among other aspects. Fortunately, there are software 
that can assist in the integration of several areas, such as: marketing, service, sales, logistics, stock, 
accounting, among others, making administration and processes more practical and automated.

• Aligning logistics and stock operations: Aligning logistics and stock systems is another proce-
dure that allows for good omnichannel management. If a customer wants to exchange a product 
he bought in a virtual store in a physical establishment, for example, the part must be available in 
the local stock. Furthermore, it is appreciable that the same varieties present on digital platforms 

Figure 2. Cross channel integration.
Source: Taís, 2016.
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are found in physical stores. After all, many consumers tend to search for an outfit or shoe on the 
internet but prefer to try on and complete the purchase at the store.

• Research in technology: As seen, the use of intelligent systems is of paramount importance to 
maintain good omnichannel management. However, hiring these services, training employees and 
implementing these tools in each area of the company, often involves a large financial investment 
and effort; which can be a huge difficulty for brands that are starting their business. In addition, 
it is necessary to carry out continuous maintenance, adjustments and updates of the software and 
other technologies used in order to meet the needs of the company and maintain the integrity and 
security of the management system.

• Meet customer expectations: Each consumer prefers a particular channel, product/service and 
must be understood by the company individually. In addition, new developments appear day by 
day and quickly, so adapting to new opportunities can also be a great challenge. Thus, a continu-
ous update is necessary so that customer expectations are duly met. Another important factor is 
the need for a communication channel in which the consumer’s opinion can be heard or that is 
available to receive suggestions for implementations that favor the brand’s shopping experience. It 
is also important to point out that the application of the omnichannel concept in retail still presents 
several challenges that, to be deconstructed, requires the advancement of technology. This indi-
cates the need for the fashion industry to develop together with digital tools and propose solutions 
together to lead brands to success.

It is pertinent to make a reflection on the challenge of the impossibility of a consumer to try a product. 
This can be understood as a weakness of online fashion retail, unlike other products, this industry suf-
fers a lot from this issue. For this reason, the various omnichannel solutions can help retailers optimize 
their strategies and processes, thus providing interesting solutions that can bring an integrated alignment 
across their different channels and thus bring more options to the consumers (Barbosa, 2019).

Much has been said about the role played by omnichannel in e-commerce as a fundamental element 
to promote a better shopping experience, capable of increasing customer satisfaction and loyalty levels. 
But this is not just a passing trend or the new concept of the moment, it is an adaptation to a process that 
already occurs naturally in the consumption journey. Whether the brand is adapted or not, consumers 
are already used to omnichannel practices. Behaviors such as showrooming (searching for products in 
physical stores and then purchasing them online) and webrooming (the opposite way: virtual research 
and face-to-face purchase), are expressions of how new technologies influence the process of acquiring 
goods, making the barriers between the physical and digital worlds more homogeneous (Larke et al., 
2018; Staflund & Kersmark, 2015).

It is a common practice, for example, for a customer to search for an item online while in a physical 
establishment, whether to seek more information about in its specifications, such as technical details 
and/or even the opinion of other consumers, in order to verify if the offered price is consistent with the 
values available in virtual stores. For a long time, this type of behavior was seen as a threat by traditional 
retail sellers. However, over time, managers have understood that this is an already consolidated habit 
and, instead of fighting it, it is necessary to think of ways to incorporate it into the shopping experience 
offered by the company itself (Larke et al., 2018; Staflund & Kersmark, 2015).

It is important to point out that the fashion industry soon understood that in order to win over the 
consumer, the focus was not necessarily on the online or offline scope, but on a combination of both 
through an integrated experience that puts the desires and desires in the foreground. the customer’s 
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needs. In this way, the participation of the fashion sector was of fundamental importance to break this 
paradigm and reinvent the way of marketing the respective sector (Diamond et al., 2015).

Physical Channel Optimization

In the scope of the omnichannel strategy, although the online channel and the mobile channel are im-
portant, the offline channel is central, although the other two are motivating the need to integrate the 
multichannel, the physical store is crucial because it is where the customer presents most of its require-
ments and needs (Cook, 2014; Neslin et al., 2006).

Therefore, it is crucial that the physical store and employees are fully aware of the impact of their 
services on the customer journey. For this, it is necessary to have information on the different platforms, 
which is equally important and to have a shared and reliable stock, in addition to sticking to the different 
payment alternatives, as the market makes available today (Brynjolfsson et al., 2013).

In this way, the optimization of the offline channel through omnichannel management makes it pos-
sible to meet customer requirements and, at the same time, favors an increase in the efficiency of the 
physical store’s performance, both in terms of sales, as well as in terms of the quality of the service 
(Cook, 2014; Piotrowicz & Cuthbertson, 2014).

Channels and Areas of Operation

There is a growing need to integrate communication and marketing in recent years. This is because 
consumers are increasingly finding it easier to choose and select channels, content and messages (Porcu 
et al., 2012). “In addition to being the main element of persuasion for the company to create a connec-
tion with the markets, communicate ideas and the positioning of the brand, products and services to 
stakeholders” (Barbosa, 2019, p. 11).

Through effective communication integration, it is possible to simplify the development and imple-
mentation of more efficient and persuasive campaigns, in addition to contributing to the evolution of 
the brand, both in terms of market share and financially. The consistency of the message based on an 
omnichannel strategy is far superior to the others that maintain other ways of being in the market (Cook, 
2014).

One of the great opportunities and challenges for the fashion retail industry is to integrate demand 
from all channels with in-store service. Physical stores are, increasingly, distribution centers that respond 
to online orders (Zebra, 2018) and that allow you to try products for sale online (Deloitte, 2014). In the 
fashion sector, sizes are still an obstacle to the realization of online purchases, despite brands present-
ing some alternatives regarding the size guide and simple returns/exchanges, to encourage the online 
vehicle (Diamond et al., 2015).

Online fashion retail has some delivery modalities, at home/office or click-and-collect, in which 
online orders are collected from the store (to reduce delivery costs). Click-and-collect orders are often 
shipped along with the replenishment of merchandise to the store. Click-and-book is another alternative 
offered by stores; based on the omnichannel strategy, as the customer makes reservations online to pick 
up in a physical store (Hübner et al., 2016). These modalities, click-and-collect and click-and-book, are 
very important to create traffic in both channels (physical and online), which favors an increase in sales 
(Gallino & Moreno, 2014).
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Through these new purchase possibilities made available to customers, it is possible to provide greater 
convenience, which results in satisfied and loyal customers. For this reason, it can also be perceived as 
a benefit for companies in the medium/long term (Cao et al., 2016). In addition, these new opportuni-
ties, from a marketing point of view, allow creating new moments to engage customers inside the stores 
(Bernon et al., 2016).

Companies and consumers are in tune with physical stores as a complementary space to the shop-
ping experience. The collection of information and the moment of purchase can occur at different times 
and consumers often need assistance (Wright & Snook, 2016). “Companies started experimenting with 
showrooming, where the search for information and product evaluation is done in store and the purchase 
is online, and webrooming where the exact opposite happens” (Barbosa, 2019, p. 12). Showrooming 
and webrooming are prominent buying trends in omnichannel fashion retail and positively affect the 
intention to create content for social media (Kang, 2018).

Currently, the showroom is understood by several authors as an opportunity to approach and engage 
customers who most need information, as it allows the salesperson to use their knowledge in order to 
generate sales (Kang, 2018; Neslin et al., 2006). Gallino and Moreno (2014) argue that the showroom 
has two main objectives in fashion retail, namely increasing demand and reducing operating costs. In 
addition, the authors add that the showroom is essential to increase brand awareness and perception of 
existing channels, as well as attracting new customers. Rigby (2011) predicted that the environment 
and layout of stores, as well as interactions between customers and employees and the use of in-store 
technologies would progress rapidly.

Digital commerce is on a continuous rise, and it is estimated that by 2026, the channel that will gener-
ate the most revenue will be the physical store. However, the shopping experience in a physical store is 
quite peculiar, as customers increasingly make use of technology, namely through in-store smartphone, 
or tablet apps, to obtain more information about the products or check stocks (Carroll & Guzman, 2015). 
Therefore, it is essential that brands can integrate all their channels, acting homogeneously; either through 
social media (such as Twitter, Instagram, Linkedin and Facebook), as well as on e-commerce platforms 
(online and mobile) or even in physical stores (Clatworthy, 2019).

It is appreciable that there is continuity and a common thread, which makes the customer always 
recognize the brand. Fashion retailers currently create experiences of interaction, personalization and 
immediacy, as physical stores are no longer just spaces with exposed products, but a fundamental part 
of a complete experience. As an example, some fashion stores already provide internet within their 
facilities so that customers can use social media or brand websites to share or search for information 
(Payne et al., 2017).

According to the study entitled «How Global is the Business of Retail?», the most interesting market 
for international fashion retailers remains London, with 57.9% of the world’s brands being present in 
the English capital. Portugal is in the 30th position of a list of 61 countries, registering 34.1% of inter-
national retailers (Monteiro, 2016).

The fashion industry continues to grow in Portugal, and in 2018, they generated a turnover of 15 bil-
lion euros. According to Iberinform, the percentage of 11.5% corresponds to Portuguese exports in this 
area (Dinheiro Vivo, 2021). The world of fashion and retail are going through several changes, highly 
motivated by globalization, new technologies and actors (Diamond et al., 2015). Portugal has adjusted 
to the new needs of the market in this area and has managed to attract international investors to the 
national market (Baptista, 2018).

 EBSCOhost - printed on 2/9/2023 3:43 AM via . All use subject to https://www.ebsco.com/terms-of-use



215

Omni-Channel Challenges and Opportunities for Profitable Customer Relationship
 

The omnichannel strategy has numerous advantages for companies, however, it is not an easy task, 
mainly because of the costs involved in unifying all processes. This complex strategy becomes more 
comprehensive and therefore manages to serve various types of customers looking for more satisfying 
experiences (Bijmolt et al., 2021). However, there are challenges facing fashion brands to implement an 
omnichannel strategy. The integration of all channels – offline, online and mobile – is a major challenge, 
as it is necessary to create a standardization of them so that they guarantee the brand identity (Gallino 
& Moreno, 2014).

It is of paramount importance that the customer can identify the company at all points of contact 
(Simone & Sabbadin, 2017). The consistency of the channels and the respective devices are a funda-
mental element for the standardization of the brand concept. Prices and promotions, delivery/returns 
policies and stocks are fundamental for the standardization and success of communication. It is essential 
that the customer find what he is looking for, whether in an online and/or offline context, so that he can 
identify himself and thus build good memories. In the event of an exchange of an item purchased online 
at a physical store, it is convenient that this item is also available there (Berman & Thelen, 2018). In 
this way, it is understood that the standardization of all channels is quite relevant for the success of the 
strategy (Gallino & Moreno, 2014).

Investment in technology is also essential to keep the omnichannel strategy working well. However, 
it is also worth noting the investment in hiring new services, promoting employee training and imple-
menting the right tools in different areas of the companies. This set of attributes sometimes results in 
a large investment, which can be a barrier for certain companies. Furthermore, the technology requires 
maintenance, updating and adaptation (Frazer & Stiehler, 2014; Mason & Knights, 2019).

Customer Relationship Management (CRM) is also a major challenge for the implementation of an 
omnichannel strategy, as it involves their expectations and preferences. Each customer has a predisposition 
for a certain type of channel, but there must be a standardization among all, allowing them to experience 
the various options (Berman & Thelen, 2018; Cava, 2021).

It is extremely important for companies to continually update themselves, so that customer needs 
and expectations are always in line with reality. Channels, especially online (easier when measuring 
metrics), allow for two-way communication, which makes customers feel more involved. This is due 
to the possibility of sharing suggestions and/or complaints regarding the brand, product/service (Picot-
Coupey et al., 2016; Stephens, 2017).

The offline channel optimization, on the other hand, aims to meet customer expectations, not only 
with an attractive layout, but also with new strategies such as: click-and-collect or click-and-book where 
the customer can select the physical store. of your choice to pick up the order or one of the collection 
points. This strategy requires a huge challenge for companies, as it requires continuous improvement 
and updating (Bernon et al., 2016).

Effective management of distribution channels through the integration of logistical processes, namely 
storage, distribution, as well as inventory, is extremely important for companies to obtain reliable data 
and meet the respective demand (Ozuem & Azemi, 2017; Picot-Coupey et al., 2016). Another important 
issue to highlight refers to the significant number of returns. This is because it is an important challenge 
of continuous improvement, given that a product can travel through several channels, and even so, brands 
have to ensure identity and positioning throughout the process (Hübner et al., 2016).

The omnichannel strategy provides some advantages, as it refers to a more holistic management and 
tunes all dimensions of the brand in favor of more positive and stable results. Customer satisfaction and 
consequent loyalty and word of mouth are an interesting dynamic that can be extracted through this strat-
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egy. The fact of making the brand ubiquitous is very appreciable so that it can accompany its customer, 
regardless of circumstances or moments (Binnie, 2018; Kumar & Reinartz, 2016).

The fashion sector is something that portrays important particularities; for example, it is common 
for individuals to shop while watching television or even when going to bed (Portugal Têxtil, 2020b). 
In this way, synergies between the various channels allow the brand experience to be richer and more 
complete, which maximizes customer satisfaction (Herhausen et al., 2015).

Following the previous points, through greater customer satisfaction, greater customer involvement 
is expected, and consequently, will favor increased profits. All this based on more efficient operations 
and by increasing the number of sales. More satisfied customers also share more, buy more, which is 
an important complement to attracting new customers (Mulpuru et al., 2011).

The consistency of the message is a fundamental premise for achieving brand uniformity. The om-
nichannel strategy seeks to motivate increased demand, reduce operating costs, increase brand awareness, 
the perception of existing channels and attract new customers. Greater store traffic, combined with the 
opportunity to cross-sell, are also seen as advantages. Another factor that is enhanced by the omnichan-
nel strategy refers to the opportunity to be in foreign markets (Bell et al., 2018).

Online and mobile channels are essential to understand market trends, namely through customer prod-
uct/service research. Obviously, there is an offline complementarity, also with a lot of impact (Oliveira, 
2017). One of the common practices in the fashion sector is to map the entire journey of customers so 
that it is possible to formulate more adjusted offers in front of the points of contact with the respective 
stakeholders (Bernon et al., 2016).

By its essence, fashion responds very quickly to changes, always seeking to position itself according 
to market needs, not only in temporal matters (such as the seasons), but also under other more volatile 
perspectives (Rizvi & Siddiqui, 2019). For example, according to a survey carried out by the company 
Social Miner, the impacts of COVID-19 made brands quickly adjust to the needs of today, favoring the 
offer of casual and sporty clothing, so that individuals were more comfortable at home (Social Miner, 
2020).

The development of tools in favor of more personalized marketing is ongoing, and obviously, this is 
also part of the omnichannel strategy. The analysis of the entire atmosphere and customer involvement, 
understanding its dynamics, are essential aspects for companies to be able to individualize their propos-
als and optimize their results (Portugal Têxtil, 2019).

The omnichannel strategy must be based on the sustainability of the business, so that it can have the 
structure to triumph in an extremely competitive market (Liu & Xu, 2020). Companies in this sector are 
continually reinventing themselves and it is very important that they adjust to new trends so as not to 
lose market share (He et al., 2020). It is no longer enough for fashion brands to rely solely on excellent 
design, they must be relevant and differentiating in their attitude and positioning, making use of all the 
channels at their disposal. Among them, the reach of communication through social media stands out, 
which play an increasingly representative role in building the customer-brand relationship (Binnie, 2018; 
Wright & Snook, 2016).

Consumer trends in fashion are increasingly volatile and companies need to get involved and invest 
in innovation in the sector. Exclusive collaborations, the use of sustainable/ecological materials and 
modernization are some of the concepts that brands are increasingly betting on to reinvent themselves 
and get closer to their customers, who are increasingly demanding and informed (Portugal Têxtil, 2019).
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CUSTOMER RELATIONSHIP

Motivations

Barbosa (2019) indicates in his study that the main motivator that leads a company to change its business 
model to an omnichannel model refers to the need to differentiate itself from the competition, making 
it more competitive through customer focus. In addition, other motivators also make companies opt for 
omnichannel management, from customer prospecting to the needs of offline channel optimization and, 
above all, increasing sales (Cook, 2014; Lima, 2015; Staflund & Kersmark, 2015).

However, it is opportune to mention the situational motivators and the individual motivators. Situ-
ational motivators refer to the specific moment of purchase and reflect the more rational justifications of 
customers in the purchase process; namely, the availability of information (Carvalho, 2019). Individual 
motivators, on the other hand, include emotional/intrinsic attributes, as well as previous experiences 
(Haas & Kenning, 2014).

The literature on this subject also highlights the existence of many adversities for omnichannel man-
agement. Part of these contributions indicate that the lack of understanding, commitment, and maturity 
of companies since the origin of channel integration, as one of the major obstacles to an effective om-
nichannel management (Cook, 2014; Deloitte, 2015; Rigby, 2011).

Buying Motivations on Omnichannel

The motivations behind the purchase over the internet are essentially divided into two groups: utilitarian 
benefits and hedonic benefits. The utilitarian benefits correspond to communication, search for infor-
mation, convenience, and economic factors. The hedonic benefits, on the other hand, consider living 
with reference groups, participation in communities, entertainment/hobby (Gertner & Diaz, 1999; Teo 
et al., 1999).

Thus, it is understood that when the consumer is driven by utilitarian motivations, he intends to obtain 
a benefit with a more functional character and, when he is driven by hedonic motivations, the consumer 
acts more strongly with an emotional nature (Addis & Holbrook, 2001).

Several studies indicate consumers’ preference to opt for the convenience of online shopping, however, 
according to Chang et al. (2005), there are some preponderant aspects, they are these:

• Perceived characteristics of the Internet as a sales channel: despite fraudulent cases, the con-
sumer preserves good security on the Internet, as well as confidence in the online environment, 
whether due to the information available, selection of information, price, value of discounts, 
trends, perception of needs and control.

• Consumer characteristics: gender, age, education, household, income, Internet experiences, pre-
vious online purchases, innovativeness, personality and technology acceptance.

• Product characteristics: personalization of products and services, use of shop windows, brand 
awareness, type of product, perceived product quality and use of merchandising.

Regarding the motivations to interact with brands on social media, Sukoco and Wu (2010) highlight 
consumer self-esteem and the pleasure of acquiring knowledge about something, as well as belonging 
to a brand community, connecting with other members and obtaining of a social status.
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Customer Behavior

Despite the help of several indicators and metrics, mapping consumer behavior through the entire pur-
chase journey is a very complex task. This is because not everything can be understood through numbers 
and sensitivity must be raised in the search for a better understanding of implicit factors, which stand 
out (Rani, 2014):

• Psychological: thoughts, motivation, feelings.
• Personal: personality and self-image, lifestyle, age and stage in the life cycle, occupation, eco-

nomic circumstances.
• Cultural: culture/subculture and social class.
• Social: reference groups, family roles and status.

Currently, the customer has a very complex behavior and companies must take this aspect into ac-
count, so they must align their strategies with what the customer expects from their shopping experi-
ence (Kourimsky & Berk, 2014). In fact, they don’t just go shopping, they want to be part of the buying 
process and have them adapt to their needs (Cook, 2014; Deloitte, 2015).

Another relevant aspect to note is the fact that the customer has a wide range of technologies and 
devices. This fact imposes a great adaptation and monitoring challenge on the part of companies, which 
must continually update and integrate their processes in the most varied channels (Kourimsky & Berk, 
2014).

From the point of view of the omnichannel strategy, the customer combines their shopping experi-
ence with technology and uses it to facilitate the purchase itself (Brynjolfsson et al., 2013). “In fact, 
there is a set of general consumer characteristics, which are relevant to mention” (SEBRAE, s.d., p.7):

• Consumers are moving more and more evenly between physical and digital media. This behavior 
was even called phygital – union of the terms physical and digital, in English (SEBRAE, s.d.).

• Consumers are multichannel, that is, they use more than one medium to interact with brands and 
products of interest (SEBRAE, s.d.),

• In a survey carried out to understand the shopping journey of consumers at Christmas 2017, it was 
found that 51% of purchases took place in virtual stores. This indicates that the level of representa-
tion of physical and digital channels is on an equal footing (SEBRAE, s.d.),

• Consumers are increasingly using the internet to look for opinions and evaluations of solutions 
they want to purchase. In many cases, the research takes place in the digital environment and the 
purchase in the physical environment (SEBRAE, s.d.).

Through omnichannel, the customer makes his purchase under his own conditions, as he sees fit and 
with complete convenience; precisely this experience that makes him repeat the whole process again 
(Cook, 2014).

 EBSCOhost - printed on 2/9/2023 3:43 AM via . All use subject to https://www.ebsco.com/terms-of-use



219

Omni-Channel Challenges and Opportunities for Profitable Customer Relationship
 

CONCLUSION

Omnichannel customer behavior is an emerging topic of the information systems, marketing strategy and 
marketing research fields. The essence of omnichannel is to satisfy customers’ needs and improve their 
shopping experiences so that the purchase process is simple, intuitive, and enjoyable. There are several 
types of channels – sales, distribution, relationship, service, and marketing – and today, we can still talk 
about physical channel, online channel, and mobile channel. The choice of the last three must be made 
according to the product and the market segment. With the constant transformations in retail, mainly 
due to new technologies, e.g., smartphones, tablets, applications – companies have the possibility to 
interact with the customer in different ways. On the other hand, they also need to adapt to these changes, 
not least because the customer’s habit also undergoes changes as they increasingly use technologies and 
new online purchasing processes.

Therefore, companies bet on several channels. In this way, it is necessary to plan a multichannel man-
agement to obtain a more in-depth view of the customer, as well as their needs and it will be easier for 
you to understand consumer behavior. Both academia and management agree that the overall experience 
quality is one of the most important elements that affect customers’ shopping intention and define the 
success of an omnichannel business approach. Thus, it is vital for companies to understand customers’ 
expectations of omnichannel experience and serve the customers appropriately. Is mandatory to think 
from the ground up and develop a context-specific conceptualization of omnichannel customer experi-
ence and a strategy for the long-term.
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KEY TERMS AND DEFINITIONS

Buying Motives: Are those influences or considerations which provide the impulse to buy, induce 
action or determine the choice in the purchase of goods and service.

Distribution Channel: Is the flow/network that a good or service follows from production or manu-
facturing to the final consumer/buyer.

E-Commerce: Refers to any form of business transaction conducted online.
Multichannel: Is the process of companies to interact with customers via multiple channels, both 

direct and indirect, on-line, and off-line, to sell them goods and services.
Omnichannel: Is one-touch integration between operations and physical product flows across all 

channels to provide a seamless shopping experience.
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ABSTRACT

This research investigates the role of interpersonal competency on online versus offline behavior. Three 
experiments were conducted, comparing the intention of two groups of participants with high and low 
levels of interpersonal competencies. The author measured the preferences of online versus offline 
sources of information, the preferences of online versus offline shopping platforms, and the preferences 
between highly trusted versus less trusted online platforms, all on bipolar scales specially designed for 
this research. The results shows that participants with a lower level of interpersonal competencies will 
indeed prefer online sources of information and retail platforms, and they will also favor more trusted 
shopping platforms. Based on those results, several marketing implications were drawn.

INTRODUCTION

Social interactions are inherent to people. They are sought, maintained and studied. In the field of mar-
keting and consumer behavior, social interactions intervene at different stages of the consumer decision 
process. They are extremely important during the stage where consumers seek information in order to 
build a pre-purchase image of the product or service desired. Then, during the evaluation of alternatives 
stage, they could help to define the choice toward on offer or another. Finally, social interactions are 
present during the act of purchase. However, in a digital and ultra-competitive era, brands have embraced 
the digitalization of social interactions, providing digital surrogate to the interactions mentioned above. 
Nowadays, blended customer experiences have allowed brands and vendors to adopt a more integrated 
approach in the market and to leverage the best of the online and the offline world. Although offline the 
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retail environment remains strong, omnichannel retailing is becoming the new norm in modern market 
where internet and digital device are widely used. In those markets, more and more information is now 
available online in the form of websites, blogs, social media accounts, chatbots and chatrooms. In order 
to collect the information needed, consumers do not need to actually face a real person regarding the 
formation of their pre-purchase evaluations. This phenomenon extends even further, where consumers 
could have no need to interact at all with a real physical person during the entire decision and purchase 
process. Therefore, this raises a fundamental question about the role of interpersonal interactions in the 
consumer decision and purchase process.

THEORETICAL BACKGROUND

In this research, the focus is placed on the search for information and how different levels of interpersonal 
competence would affect this search. When searching for information before a purchase, consumers look 
at different dimensions: a source of information dimension, a brand dimension, and a time dimension 
(Kiel & Layton, 1981). Within the source of information dimension, there are the internal and exter-
nal sources (Guo, 2001; Klein & Ford, 2003). Internal source refers to the acquisition of information 
available in the individual’s memory; the number of retailers consulted, and the advertising seen are 
two clear examples., the number of retailers consulted and advertising viewing. External demand refers 
to the acquisition of information from different sources; interpersonal sources are an example of this. 
(Bettman 1979; Kiel & Layton, 1981). Interpersonal sources have been extensively studied in previous 
research and are considered being a major source of market information (Katona & Mueller 1955; Kiel 
& Layton, 1981; Klein and Ford, 2003). It could be represented through the interpersonal interaction of 
a consumer with social individuals, such as parents, family members, peers, teachers, among others. In 
addition, with the emergence of online retail, the Internet is now a new social agent (Barber, 2013). As 
an example, in more recent studies, the Internet has also been shown to act as a social agent, removing 
the interpersonal agent from the socialization process (Anderson & McCabe, 2012). In a context where 
interpersonal competencies are in question, it is possible to see the clear appeal of the Internet for less 
interpersonal competent individuals.

Nowadays, due to the increase of online shopping, external sources of information are not only the 
result of the consumer’s interaction with another person. External sources of information can be divided 
between online sources (without physical interactions) and off-line sources (with physical interactions). 
To make decisions or increase knowledge, consumers are now preferring to use the Internet as a source 
of information; they get information without interpersonal interactions (Barber 2013). Increasingly, 
such information exchanges occur in contexts in which information seekers and information providers 
have not encountered or/and have had no prior relationship (Weiss et al, 2008). Consumers have been 
observed to develop a higher level of engagement when looking for information online. At the same 
time, when online, more individuals communicate with each other, and this will impact their purchase 
decision (Moe & Schweidel, 2012).

When discussing online shopping, it is critical to focus on the negative aspect that still pushes cus-
tomers to prefer offline retails. When purchasing online, the exchange of value is not instantaneous. 
Customers do not receive their good immediately; neither they do receive an official document proving 
the purchase. They will need to pay and then wait. Within this process, they need to trust the vendor to 
respect its obligations. In this case, it is represented by interpersonal trust defined by the ability to trust 
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someone’s word, promise, or contract (Qin & De Juan Vigaray, 2021; Rotter, 1967), showing the need 
for interpersonal interaction between the trustee and the trustor. However, trust, in a general sense, is a 
more complex construct. It is an important factor that will affect purchase, online or offline. As Grayson 
(2008) outlined in his research, trust plays an important role in the marketplace, particularly between 
salesperson and buyers (Ganesan, 1994; Ganesan & Hess, 1997; Schurr & Ozanne, 1985). It encourages 
lower opportunism (Rindfleisch & Moorman 2003), more service usage (Maltz & Kohli, 1996), greater 
commitment (Jap & Ganesan 2003) and higher customer loyalty (Agustin & Singh, 2005). This opinion 
is supported by Das et al. (2003) and extended to online shopping. They state that online consumers 
with low level of interpersonal trust are less likely to shop online because of their greater concerns with 
online security.

In summary, the level of interpersonal competency could define the preference between online and 
offline shopping within the consumer purchase process: the information search, the intention to purchase 
and the actual act of purchase. The low interpersonal nature of online shopping could therefore push 
consumers with low level of interpersonal competency to have a higher preference for online options. 
However, the actual act of purchasing online was shown to be strongly attached to the notion of safety 
and credibility (Li et al., 2019). For a consumer to purchase online, he/she must perceive that the platform 
has a high level of security and credibility; or else he/she must have a high level of interpersonal trust.

HYPOTHESIS DEVELOPMENT

Information can come from online vendors, from peers in social networks groups or from online com-
ments left by other consumers. Therefore, considering the non-interpersonal characteristic of online 
information sources, would they be more attractive to consumers with a low level of interpersonal 
competency? In a context where interpersonal competency has been lowered, it is possible to consider 
that the lack of interpersonal competency will direct consumers to prefer online sources of information. 
This trend represents only a preference, not an absolute. Both groups of individuals will still seek and 
process both online and offline information. Nevertheless, individuals with lower interpersonal com-
petency will have a higher preference for online stores compared to their counterparts with higher level 
on interpersonal competency. And those with higher levels may prefer to get information from direct 
and physical interactions with other individuals, such as parents, peers or friends. According to this, it 
is possible to formulate the 1st and general hypothesis:

H1: Individuals with low level of interpersonal competency will favor more online sources of informa-
tion than their counterparts with higher level of interpersonal competency.

H1 considers that consumers with lower interpersonal competency will prefer online sources of in-
formation, due to their non-interpersonal predicament. Does it also mean that they will also favor online 
retail shopping compare to offline retail shopping? Considering that all being equal between online and 
offline retail (i.e., product, brand, information, within an omnichannel strategy), except for the physical 
nature of both the shop and the interaction with customers, consumers with lower level of interpersonal 
competency should have higher preference for online retail shopping than their counterparts with higher 
level of interpersonal competency. It is important to note that this preference doesn’t mean that they will 
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only choose online retail shopping to buy all the goods they need and want. It only means that they will 
have a preference for online sales channels.

H2. Individuals with low level of interpersonal competency will prefer more online shopping than their 
counterparts with higher level.

However, purchasing goods online is associated with higher risk (Chang & Wu, 2012; Marriott & 
Williams, 2018). Consumers perceived this higher risk because they do not trust the online shopping plat-
forms on the internet (Das et al., 2003; Paravastu et al., 2021). Considering this factor, low interpersonal 
competency individuals are subjected to a conflict. On one hand, they will favor the non-interpersonal 
characteristic of online shopping. On the other hand, they will be pushed away because of their low 
level of interpersonal trust that reduces their ability to overcome online and credibility safety issues. 
In the Chinese online market, this issue has been addressed by internet marketplaces in China such as 
TAOBAO and their safer platform TMALL. The latter offers more guaranty and therefore lower the risk 
for the buyer. In a context where safety is an important issue and where non-interpersonal interactions 
are favored, such kind of platform fits perfectly the need of Chinese consumers. In conclusion, low in-
terpersonal competency individuals will have higher security concerns when purchasing goods online. 
Therefore, it is possible to consider another hypothesis:

H3: Individuals with low level of interpersonal competency will favor more online shopping platforms 
with higher level of security than their counterparts with higher level of interpersonal competency.

MAIN STUDY

The purpose of the main study is mainly to assess the role of the interpersonal competency variable by 
manipulating it to a high and low level. The manipulation will help to see the effect of this variable on 
the online purchase process. The main study will be divided into three parts: Study1, Study 2 and Study 
3. In fact, the manipulation and participants will be the same for all three studies and the measures on 
the three dependent variables will be collected together. Once manipulated, participants will be asked 
to answer a questionnaire designed to assess interpersonal competency, interpersonal trust, and different 
dependent variables (on a 7 point-scale):

Study 1 will focus on the preference between online and offline sources of information–H1.
Study 2 will focus on the preference between online and offline shopping–H2.
Study 3 will focus on the preference between safer and less safe online shopping environment (re-

spectively TAOBAO and TMALL Chinese online marketplace)–H3.
The 1st step, prior to measurement, consisted of running pre-tests and to perform the (needed) ma-

nipulation, in order to increase internal validity of the experiment.

METHODOLOGY

The experiment was done in a Chinese university under the control of a research assistant speaking Chi-
nese. Participants were contacted through university social media groups. They were told that a survey 
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was on students’ modern shopping habits shopping habits of students. 62 responses were received; 4 
students were excluded due to missing answers and 2 Indonesian Erasmus’ students were not considered. 
This allowed a total of 56 participants. Each participating student would receive a reward equivalent to 
20 Yuan (USD 3), in the form of a voucher for use at the university’s teahouse. Students regularly visit 
this place to buy soft drinks, tea and have breakfast. 20 yuan allows a student to buy 2 to 3 soft drinks or 
tea; it is also the equivalent of 2 breakfast meals. In order to participate in the research, students needed 
to come from, live and study in China. Participants were divided equally and randomly into one of the 
two conditions: low and high interpersonal competency. All the delivered questionnaires were checked 
at the end; if the questionnaire was incomplete, students will not get the gift.

Participants were manipulated differently for low interpersonal competency. Participants had to arrive 
separately to an open space office separated into 10 cubical desks. This setting allowed no communication 
with other participants in order to force low interpersonal interaction with others. They were asked not to 
speak to any other participant and remain silent. They waited for 15 minutes and then received the first 
prepared document that would place them at a low level of interpersonal competency. Finally, the main 
study questionnaire was given. This sequencing allowed participants to concentrate on their task alone 
and then be further prepared into the desired conditioning. As for the high interpersonal competency, 
participants had to arrive by groups (2 groups of 9 and one group of 10). They were asked to meet in 
the meeting room of the school. Food and beverage were on the table, and participants were asked to 
share with others or serve others. Before distributing the prepared documents and questionnaire, the 
research assistant engaged conversation about recent campus activities and options to go out around the 
campus. She made sure all students participated and exchange their ideas with each other. After 15 to 
20 minutes of group conversation, the same procedure was repeated, with one difference: the students 
were given an opposite prepared document and had to remain around the table. This setting allowed for 
greater interpersonal interaction. However, participants were asked to remain silent while completing 
the questionnaire.

Pre-Tests on Product Choices

A pre-test questionnaire was done in a Chinese university with a group of students in order to choose the 
right products to include in the experiment. The results will help designing the bipolar scales necessary 
for the dependent variables and therefore increase internal validity. To select the right products, several 
conditions had to be met and tested in the pretest. Participants should have no prior purchase history of 
the products in order to avoid external sources of information or recall information that may impact the 
choices in the dependent variables. However, they should have future purchase intentions once they earn 
an average income in the future. This was an important issue, because participants needed to have a vivid 
imagination about purchasing the products. This will help to answer questions in the main experiment 
based on imagination. Moreover, knowledge about the product attribute and competing brands is neces-
sary. Participants needed to be familiar with the products, since they are present in their environment 
and/or daily lives; however, basic knowledge is necessary for participants to be able to reproduce the 
market in their imagination.

The pretest showed satisfactory results for the 5 products in the list: Washing machine, Extractor 
Hood, Video Projector, Air Conditioning and Refrigerator. For all products, students in the large major-
ity had no prior intention of purchasing them but feel that they will buy them in the future. They also 
show a satisfactory level of familiarity and knowledge about brands and attributes without being experts.
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Pre-test to Assess Difference Between TAOBAO and TMALL Online Shopping

In study 1 and 2, the differences between online and offline sources of information and between online 
and offline retail store are obvious. They all depend on the physical nature of the interaction or retail. 
However, in the case of study 3, the difference focuses more on a difference in perception and judg-
ment. In order to manipulate the level of security and have two different levels (high and low), the two 
Chinese online shopping platform TAOBAO and TMALL have been chosen for the experiment and the 
testing of hypothesis 3. This pretest aims to confirm that consumers perceived TAOBAO and TMALL 
with a different level of safety and credibility. TAOBAO and TMALL are actually under the same par-
ent company, ALIBABA. Their positioning was defined in term of security, credibility and trust. For 
example, TMALL is required to get a deposit from vendors and brands using its platform to sell online. 
And those same companies have to follow a quality-based customer service protocol. It is actually why 
luxury brands are using this platform to sell their products in China. In this experiment, such differences 
between the two platforms were used to create the two anchored positions required on the bipolar scale. 
The pre-test was run to make sure that the differences were significant enough within the population (in 
here, a Chinese population). Participants in the pre-test were asked to confirm if they have ever purchased 
something on TAOBAO and TMALL. Then they were asked to compare them on different elements 
related to trust, credibility, and safety.

The pretest results showed that the participants recognized significant differences between the two 
platforms; therefore, the study on the preference between the two platforms could be carried out and 
measured using the bipolar scales.

Preparation Method

A manipulation is performed in the three studies of the two different groups in order to prime a high 
or low level of interpersonal competency into the respondents. This manipulation would be done prior 
to answering the questionnaire, subjecting the participants to specific situations where they needed to 
remember different experiences.

Priming of High Interpersonal Competencies

Each participant will have to recall few situations according to the characteristics used in the Interper-
sonal Competency Scales developed by Holland (1968): (1) health, (2) intelligence, (3) empathy, (4) 
autonomy, (5) judgment, and (6) creativity”. Their stories must be positively oriented. They will have 
to follow the guideline given for each of the four stories:

• Describe some actions you do to keep in good health. Explain why you do it. In addition, give 
details on what other people should do to a good health (health).

• Explain a situation where you had to solve a difficult problem by yourself and describe the positive 
outcome (intelligence–autonomy–judgment).

• Explain a situation where you helped someone and how you felt after helping (empathy).
• Give details about something that you usually do that other people don’t do and why it is a good 

thing (creativity).
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Priming of Low Interpersonal Competencies

Each participant will have to recall few situations according to the characteristics used in the Interper-
sonal Competency Scales developed by Holland (1968): (1) health, (2) intelligence, (3) empathy, (4) 
autonomy, (5) judgment, and (6) creativity. Their stories must be negatively oriented. They will have to 
follow the guideline given for each of the five stories:

• Describe one of your daily life’s bad habits which could be harmful to your health. Explain why it 
is bad and why you do it anyway (health).

• Explain a situation where you were not able to solve a problem by yourself, although others were 
able to do it. Then describe why others succeed but not you (intelligence–autonomy).

• Describe a situation where you expressed a judgment about someone or something, which turns 
out to be wrong (judgment).

• Explain a situation where you didn’t help someone, although you wanted to. Then describe how 
you felt after that (empathy).

• Give a list of actions, behaviors, or things you do because you saw it and copied it from others 
(creativity).

Variables and Questionnaire Design

Independent Variable – Interpersonal Competency

The scale from Holland (1968) was given to students to assess their level of interpersonal competency. 
It is composed of 20 questions translated into the Chinese language. The results from this scale will 
allow confirmation of the priming of different levels of interpersonal competencies for each group, as 
well as the comparison between groups.

Dependent Variables

The dependent variables were measured on 7-point bipolar scales (McCroskey and Richmond, 1989). 
The scales measured the preferences between “Online vs. Offline sources of information (Study 1)”, 
“Online shopping vs. Offline Shopping (Study 2)”, and “Safer online platform TMALL vs. less safe 
online platform TAOBAO (Study 3)”. For each category of preference, 5 measures were made based on 
the 5 products identified in the pre-test. Finally, a sum of the 5 scores will be used for analysis.

Control Variables

Interpersonal Trust is measured similarly to survey using the scale developed by Rotter (1967). The 
purpose is to confirm the relationship between interpersonal competency and interpersonal trust and 
understand the underlying process of the impact of interpersonal competency.

Age measures allow classifying participant into the same socio-economic category. However, as the 
experiment was carried out at a Chinese university, the age group has been controlled to be within the 
same category.

 EBSCOhost - printed on 2/9/2023 3:43 AM via . All use subject to https://www.ebsco.com/terms-of-use



234

The Role in Interpersonal Competency on Online vs. Offline Shopping
 

Number of siblings is an important variable since it is one of the important factors of interaction at 
home.

Extra scholar activity in childhood is a variable that shows the level of interactions with others outside 
the household. It is important because, for single children, it could be a way to practice with peers and 
replace the interaction with siblings. Therefore, from this postulate, it could be argued that this variable 
helps to better understand the level of interpersonal competency of participants.

Metacognition of interpersonal competency is measured similarly to the survey for the same purpose. 
The comparison between the results from the interpersonal scale and the self-evaluation (metacognition) 
will be noteworthy.

Internal and External Validity

Following Campbell and Stanley (1966) and Isaak and Michael (1971), when designing the question-
naire, internal and external validity have been considered. First, many steps have been taken to assure 
internal validity of this survey and ensure that the proper constructs are measured within participants. 
Therefore, those scales have been checked for validity when established by their respective authors and 
are largely used in several research. However, a new scale with 5 bipolar questions was added to mea-
sure the construct of preference. The choice of bipolar scales was in line with the objective of enforcing 
the preference. Participant cannot avoid the choice between the two polar anchors and must answer. An 
uneven scale was also chosen to allow respondents to have a neutral solution. In addition, the question-
naires have been limited to less than 70 questions in order to avoid a too big fatigue.

Secondly, in order to maximize external validity and the repeatability of this experiment, many steps 
have been taken. The notice for the participation in the experiment was sent within the whole university 
regardless of the school and year. This ensured that participants were randomly selected. In addition, a 
manipulation check was successfully performed, allowing the manipulation to be repeated with other 
groups.

Method for Analysis

Data Description

The total of 56 participants, including 24 male participants assigned randomly across conditions, have 
been manipulated to two conditions and tested on different variables. All participants answered the 
questionnaire completely and appropriately, allowing no rejections. The questionnaire data have been 
introduced SPSS software for testing. It is composed of 73 variables, including the questionnaire ID, 
interpersonal level (conditions), 66 single variables associated with the survey’s questions and 5 grouped 
variables representing the sum for:

• Preference for online vs. offline store (5 questions summed into 1).
• Preference for safer vs. less safe online platform (5 questions summed into 1).
• Preference for online vs. offline information source (5 questions summed into 1).
• Interpersonal Competency (20 questions codes into one summed variable).
• Interpersonal Trust (25 questions codes into one summed variable).
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Consistency Analysis Using Cronbach Alpha

The experiment assessment included 5 measures of constructs with the sum of several components. 
Therefore, it is critical to assess if the constructs are reliable to measure the desired constructs as follows: 
three bipolar scales with each one of them containing 5 product assessments; the interpersonal scales 
similar to the survey (20 questions); the interpersonal trust similar to the survey (25 questions). Table 
1 summarized the alpha coefficient. It shows high reliability for all construct’s measurement except for 
the interpersonal trust scale measurement. However, the value is not critical and can be considered as 
acceptable.

Analytical Methods to Test Hypotheses 1, 2 and 3

Then, to test hypotheses 1, 2 and 3, the methodology was similar. The independent-samples t-test was 
used. It helps to compare the means between two unrelated groups on the same continuous, dependent 
variable. It allows to understand whether there is a difference in preferences between online and people as 
a source of information (or online and offline shopping purchaser preference between safe and less safe 
online shopping environment) based on interpersonal competency level (High or Low). The dependent 
variable would be “preference” and would be the sum of the 5 products assessed on the 7-points bipolar 
scale. The independent variable would be “interpersonal competency level”, which has two groups: 
“Low” and “High”. Beforehand, assumptions for an Independent T-test are verified.

Moreover, although measures allowing the testing of hypothesis 1, 2 and 3 have been done together 
within the same survey experiment for each participant, they will be analyzed separately. The purpose of 
these experiments is to test the effect of interpersonal competency on the preference direction outlined 
by the bipolar scales. According to the hypotheses stated earlier, a low level of interpersonal competency 
will engender a higher preference level on the bipolar scales. High levels of preferences are associated 
with an online or safer online environment. The opposite is also true. High level of interpersonal com-
petency will engender lower preference level. Low levels of preferences are associated with an offline 
or less safe online environment.

Table 1. Summary of the Cronbach Alpha for the scales used to measures different constructs in the 
experiment.

Cronbach Alpha Summary

Alpha Number of Items

Preference between offline vs. online store 0.937** 5

Preference between TAOBAO vs. TMALL 0.950** 5

Preference between offline vs. online source 0.921** 5

Interpersonal competency scale 0.893** 20

Interpersonal trust scale 0.693* 25

**high reliability of the scale
*acceptable reliability of the scale
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Assumption for Independent T-Test

The dependent variable (preference) is measured on a continuous scale. In the case of this experiment, it 
is the sum of five measures from 5 bipolar scales assessing the same construct. The dependent variable 
will therefore range from 7 to 35, with each measure ranging from 1 to 7). The independent variable 
consists of two categorical groups developed during the priming. They were no interactions between 
the two conditions to guaranty independence of observations, which means that there is no relationship 
between the observations in each group or between the groups themselves. In addition, a scatter plot 
in SPSS shows that there were no significant outliers to remove. And, from observation and using the 
Shapiro-Wilk test for normality, dependent variables were mostly normally distributed. Independent t-test 
only requires approximately normal data because it is quite robust to violations of normality. Finally, 
homogeneity of variances has been checked with the Levene test. Therefore, all independent samples 
T-test can be performed in the following studies.

Manipulation Check

In total 56 participants, including 24 male participants assigned randomly, have been manipulated into 
two conditions and tested on interpersonal competency. All participants answered the scale completely 
and appropriately, allowing no rejections. To assess the manipulation, an independent-sample t-test will 
be performed in order to compare the interpersonal competency means between the two groups (High 
and Low). All assumptions for the test have been respected. In Table 2, the T-test succeeds in revealing 
the differences between the two groups. The mean number of interpersonal competency for the Low 
group (M = 62.96, s = 10.87) and for the High group (M = 71.57, s = 8.32), t (54) = -3.32, with a 
significant p< .05, α = .05.

Therefore, the manipulation is confirmed. Both conditions are significantly different in term of in-
terpersonal competency assessment and respect their positions.

Table 2. Independent Samples T-test for both conditions in interpersonal competency.

Group Statistics

Interpersonal Competency 
Level N Mean Std. Deviation Std. Error Mean

Interpersonal 
Competency Total

LOW Interpersonal 28 62.964 10.878 2.056

HIGH Interpersonal 28 71.571 8.320 1.572

Independent Samples Test

Interpersonal 
Competency Total

t df Sig(2-tailed)
95%Confidence Interval of the Difference

Lower Upper

-3.326 54 0.002 -13.796 -3.418
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RESULTS

Study 1: Online vs. Offline Sources of Information

Study the 1st study objective was to show the impact of interpersonal competency on the sources of infor-
mation involved in the customer journey before a purchase. Study 1 used the manipulation of interpersonal 
competencies. Participants were manipulated into two opposite levels of interpersonal competency. This 
study pretends do address Hypothesis 1: “Individuals with low level of interpersonal competency will 
show higher preference for an online source of information than their counterpart with higher level”. The 
independent variable is interpersonal competency at two levels: High and Low; the dependent variable 
is the preference for online sources of information vs. offline sources of information on bipolar scales 
for the 5 selected products. In addition, interpersonal trust level, age, number of siblings, extra-scholar 
activity status and metacognition of interpersonal competency were collected as dependent variables.

In Table 3, the T-test succeeds in revealing the differences between the two groups. The mean number 
of preference between an offline source of information and an online one for the Low group (M = 19.53, 
s = 5.42) and for the High group (M = 15.25, s = 4.82), t (54) = 3.13, with a significant p .05, α = .05. 
Therefore, the hypothesis 1 is confirmed. The low interpersonal competency group showed significantly 
higher preference for online sources of information.

The chosen methods allow to successfully create two groups with two levels of interpersonal compe-
tency. The results were then tested on the preference between offline and online source of information. 
It showed that participants with lower level of interpersonal competency will prefer more online sources 
of information than participants in the high condition. However, both means are below the average 
measure of 20 on the bipolar scales ranging from 5 to 35 (with a middle value at 20). It means that both 
groups still prefer referring to people when buying the products presented in the bipolar scales. But 
in the case of this experiment, participants in the low condition will prefer it less and would be more 
open to the influence of online sources. Also, this scale did not consider other sources of information, 
such as advertisement or sponsoring. So, it is important to notice that the results are only based on the 
bipolar preference presented. From a theoretical point of view, those results support the view that online 

Table 3. Independent Samples T-test for preference between offline and online information.

Group Statistics

Interpersonal 
Competency Level N Mean Std. Deviation Std. Error Mean

INFO
LOW Interpersonal 28 19.536 5.419 1.024

HIGH Interpersonal 28 15.250 4.820 0.911

Independent Samples Test

INFO
t df Sig (2-tailed)

95%Condence Interval of the 
Difference

Lower Upper

3.127 54 0.003 1.538 7.034
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information is in fact acting like an external source of information but should be classified as a non-
interpersonal source of information. Such a source of information has a greater influence on consumers 
with lower interpersonal competency than their counterpart with higher level.

From a marketing point of view, online shoppers are facing a different kind of information within the 
offline and online marketplaces. The scope of information available online ranged from user generated 
comment (or UGCs), online retailer product descriptions, or product comparative websites. The one 
available offline ranged from salesperson information, referral from peers and family, or information 
from social groups. The experiment showed that in fact participants at both levels would be influenced 
by both categories of information (offline and online). Therefore, marketers will have to monitor and 
control information available about the brand or product in both dimensions. Searching for information 
is only a part of the purchasing process. Different level of interpersonal competency had an effect on 
the preferred sources. The next question should be to know whether this difference will affect the other 
part, the purchase decision process. Study 2 and study 3 will cover the preference of retailing option and 
the concern about online security concerns.

Study 2: Online vs. Offline Retail Shopping

Study 2’s objective was to show the impact of interpersonal trust on web shopping and retail shopping. 
Study 2 will also use the manipulation of interpersonal competencies explained in study 1. It should 
address hypothesis 2, which is “Individuals with low level of interpersonal competency will favor more 
online shopping than their counterpart with high level”. Its independent variable is interpersonal com-
petency at two levels: High and Low. And its dependent variable is the preference on bipolar scales for 
5 products for online shopping Vs. offline shopping. In addition, interpersonal trust level, age, number 
of siblings, extra-scholar activity status and metacognition of interpersonal competency will be collected 
as the dependent variable.

In Table 4, the T-test succeeds in revealing the differences between the two groups. The mean number 
of preference between an offline store and an online store for the Low group (M = 19.68, s = 6.67) and 
for the High group (M = 14.82, s = 5.27), t (54) = 3.02, with a significant p< .05, α = .05. Therefore, 
the hypothesis 2 is confirmed. The low interpersonal competency group showed significantly higher 
preference for online store.

Table 4. Independent Samples T-test for preference between offline and online store.

Group Statistics

Interpersonal 
Competency Level N Mean Std. Deviation Std. Error Mean

STORE
LOW Interpersonal 28 19.679 6.673 1.261

HIGH Interpersonal 28 14.821 5.271 0.996

Independent Samples Test

STORE
t df Sig (2-tailed)

95% Confidence Interval of the Difference

Lower Upper

3.023 54 0.004 1.635 8.079
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Brands and retailers offer more and more the possibility to buy their product online or within their 
physical distribution network. Consumers may choose one or the other based on convenience. On one 
hand, online shopping helps consumers to search for information from the comfort of their home and to 
have it delivered at the door. On the other hand, consumers could prefer to go buying it in a shop where 
is possible to observe and feel physically the product. Consumers can also ask questions face to face 
with a salesperson. In addition, mix situations are available where consumers search information in-store 
(offline) and buy the product online. Is the choice between those options only based on practical char-
acteristics? Or is there any psychological pattern that could favor one or the other? Indeed, a consumer 
could decide to buy a product in-store but feel uncomfortable with the contact of a pressing salesperson.

In the study 2, it was showed that participant with higher level of interpersonal competency will 
have a higher tendency to prefer in-store shopping than online shopping (hypotheses 2). Their ability 
to handle social interpersonal interactions allows them to feel more comfortable with the presence of 
another individual in their purchase decision process and to make the purchase in-store. On the opposite, 
a participant with lower interpersonal competency will have a higher tendency to reduce this interper-
sonal interaction. Those statements are not absolute. They only reflect a tendency. Both means for the 
two groups in study 2 are below the average measure of 20. Both groups still prefer going shopping in 
a real offline store for the products proposed on the bipolar scales. However, low interpersonal compe-
tency individual will prefer it less. In addition, similar to study 1, participants in study 2 consider both 
options when wanting to buy a product. In the case of low interpersonal group, they actually see the 
option almost equally. It could be argued that the motivation to decide on one or another will therefore 
depend on other characteristic, such as availability, practicality, health, or trust.

From the results of the experiment in study 2, marketers should consider this socio-psychological 
factor and target differently consumers with different level of interpersonal competency. However, in the 
case of online shopping, although some consumers may favor it, they might be refrained by the level of 
security and credibility or the perceived level of security and credibility of the online retailer. This issue 
was addressed in study 3 and will be detailed in the next section.

Study 3: Safer vs. Less Safe Online Shopping Environment

Study 3’s objective is to show the impact of interpersonal competency on web shopping security. Study 
3 will also use the manipulation pre-tested on interpersonal competencies performed in the two earlier 
studies. It should address hypothesis 3, which is “Individuals with low level of interpersonal competency 
will favor more online shopping with higher level of security than their counterpart with higher level”. 
Its independent variable is interpersonal competency at two levels: High and Low. And its dependent 
variable is the preference on bipolar scales for 5 products for high Vs. low internet security (using 
TMALL and TAOBAO online shopping platform). In addition, interpersonal trust level, age, number of 
siblings, extra-scholar activity status and metacognition of interpersonal competency will be collected 
as the dependent variable.

In Table 5, the T-test succeeds in revealing the differences between the two groups. The mean num-
ber of preferences between a less safe online platform and a safer online platform for the Low group 
(M = 28.75, s = 6.57) and for the High group (M = 21.68, s = 5.80), t (54) = 4.2, with a significant p 
= .00, α = .05. Therefore, the hypothesis 3 is also confirmed. The low interpersonal competency group 
showed significantly higher preference for online platform, which projects higher safety and credibility. 
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However, both means are above the average measure of 20. Both groups still prefer to shop on a safer 
online platform or online store. However, Low interpersonal competency individual will prefer it more.

A Pearson’s correlation analysis has also been performed in each condition to understand the correla-
tion between the two continuous variables: interpersonal competency and interpersonal trust (see Table 6 
and Table 7). All assumptions have been met and the results can be interpreted. First, both results show 
significance (p<.05 and p=.00) and that the variables are correlated. However, the variable in the high 
condition shows a stronger correlation with r = 0.475 compared to the High condition with r = 0.401. 
Second, those results confirm the results from prior studies, which showed that interpersonal competency 
has an effect on the level of interpersonal trust.

Table 5. Independent Samples T-test for preference between online shopping platform safety.

Group Statistics

Interpersonal 
Competency Level N Mean Std. Deviation Std. Error Mean

SAFE
LOW Interpersonal 28 28.750 6.569 1.242

HIGH Interpersonal 28 21.679 5.793 1.095

Independent Samples Test

SAFE
t df Sig (2-tailed)

95% Confidence Interval of the 
Difference

Lower Upper

4.272 54 0 3.753 10.390

Table 6. Pearson’s correlation between interpersonal competency and interpersonal trust for the HIGH 
condition.

Correlations in the HIGH Condition

Interpersonal Competency Total Interpersonal Trust Total

Pearson Correlation 1 0.416*

Sig. (2-tailed) 0.028

N 28 28

*. Correlation is significant at 0.05 (two tailed)
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The next step is to analyze interpersonal trust with all three dependent variables. Das et al. (2003) 
outlined the link between interpersonal trust and attention to security. They pointed out that when an 
online consumer is faced with a security issue prior to a purchase, the purchase intention will depend 
on the level of interpersonal trust. Therefore, in the present experiment, interpersonal trust should play 
a role in the preference between a safer versus less safe online shopping platform (measured as TMALL 
vs. TAOBAO in the experiment bipolar question). Participant in low level of interpersonal trust will tend 
to choose the safest online solution to buy a product. This relationship is tested and confirmed with a 
Pearson’s correlation between the continuous interpersonal trust variable and the continuous preferences 
variable (see Table 8).

The correlation ratio is significant between the interpersonal trust variable and the preference for 
safer versus less safe online shopping platform, with r = -0.441, p<0.01. The relation is negatively cor-
related, confirming that when the level of interpersonal trust increase, the preference value in the bipolar 
scale will decrease, which indicates a preference for less safe online shopping platform. Concerning the 
other preference variables, no correlations have been significant. This is due to the fact the preferences 
between sources of information and between retail options are mostly based on the interaction between 
people, and therefore more dependent on interpersonal competency.

Although consumers with low level of interpersonal competency will favor online information and 
purchase, they will be refrained from buying by their concern for security. The experiment showed 
that participant with high level of interpersonal competency will be more likely to accept to use online 
platform with lower level of security or credibility. And participant with low level will be more likely 
to prefer online platform with greater level of security or credulity (hypothesis 3). This phenomenon is 

Table 7. Pearson’s correlation between interpersonal competency and interpersonal trust for the LOW 
condition.

Correlations in the LOW Condition

Interpersonal Competency Total Interpersonal Trust Total

Pearson Correlation 1 0.475*

Sig. (2-tailed) 0.011

N 28 28

*. Correlation is significant at 0.05 (two tailed)

Table  8. Pearson’s correlations between interpersonal trust the three dependent variables of the experiment.

Correlations

STORE SAFE INFO Interpersonal Trust 
Total

Interpersonal Trust 
Total

Pearson Correlation -0.134 -0.441** -0.095 1

Sig. (2-tailed) 0.326 0.001 0.488

N 56 56 56 56

**. Correlation is significant at the 0.01 level (2-tailed)
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due to the connection between interpersonal competency and interpersonal trust. The latter variable was 
shown to be connected with the attention to security (Das et al, 2003). Consumers with a lower level 
of interpersonal trust will pay more attention to online security when buying a product online. In other 
words, those consumers might not buy online if they feel the security is not satisfactory or they would 
prefer a safer online platform.

Consequently, marketers are presented with three choices to improve their online shopping environ-
ment; they can either decide to improve the security of their platform, or they can build credibility slowly 
with experience, or they can manipulate consumer’s interpersonal skills during the decision and purchase 
process. Since interpersonal competency can be primed among consumers, it is therefore possible for 
marketers to have a tool to help consumers overcome the fear of purchasing online. In the case of this 
research. According to the above explanations, marketing implications will be developed in more details.

CONCLUSION

The results offer several implications for marketing and sales practitioners. Firstly, interpersonal deficien-
cies outlined earlier could have a negative effect on the quality of physical interaction with customers 
and push brands to favor non-interpersonal interaction with them. In other words, it is considered that 
a consumer with a low level of interpersonal competency will be more influenced through an online 
interaction rather than a physical interaction. Non-interpersonal communication allows a better control 
of emotions and more openness, especially if a customer has a low level of interpersonal competency. 
This situation is already observable in the market. Nowadays, brands develop both online and offline 
interactions with peers throughout the consumer decision process, for example, brands like Apple do 
offer face-to-face interaction in the retail area as well interactive direct marketing channels such as social 
network, micro-blogs, or chatrooms. For those brands, understanding the level of interpersonal personal 
competency of their customers could represent a valuable insight in order to develop an accurate and 
effective interaction with all types of customers. For brands who do not have a dual online/offline in-
teractive communication platform with customers, they should therefore consider it and take advantage 
of the diversity of social network settings in their marketing campaign.

Secondly, in a situation where some customers could have more difficulty to interact physically with 
people and where the act of purchase requires a physical presence, marketers could increase their ROPO 
strategy (Research Online Purchase Offline) combining the search of information online and the act of 
purchase in the retail store (i.e. purchasing a car or a sofa). This represents a dilemma for a customer with 
a low level of interpersonal competency. On one hand, this customer needs to be physically in the store 
to see the product and to ask specific questions to an expert (salesman) in order to reduce the uncertain-
ties and risks associated with purchase. On the other hand, the quality of this physical interaction will 
be limited and affected by a low interpersonal competency. Marketers could leverage this situation in 
designing specific online and offline communication objectives. The current practice is to offer infor-
mation online for customers to consult and then offer access to a salesforce in order to provide tailored 
information in the physical retail area. In here, marketers could add in the middle, a more hybrid form of 
communication where salesforce could interact online with customers before coming to the shop. This 
hybrid interaction could leverage the diversity of current rich medias. Brands could offer more visual 
and interactive live communication using videos, live broadcasting, or even virtual reality. For example, 
customers wanting to buy a car could first search the basic information online about the car; then contact 
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a salesperson online in order to ask questions and also to see the product; and finally go to the shop to 
finalize the purchase. This is represented in the bended consumer and retailing experience where online 
ecosystems are matched with brick-and-mortar retail environment. In this case, both environments need 
to be integrated strategically.

Thirdly, in the same direction as the latter recommendation, marketer could also provide in-store 
non-interpersonal source of information. Information could be available on interactive stations. This 
approach allows consumers with less interpersonal competency to search for information alone and to 
purchase in-store without interacting physically with others too much. Marketers from the retail industry 
could therefore implement a three-level of information search for customers; online search of informa-
tion, in-store on interpersonal information using interaction stations and in-store interpersonal relation 
with employees. From this direction, marketers would be able to cover all consumer preferences during 
their search for information.

Finally, although customers with a low level of interpersonal competencies would favor online 
purchase, it is important to take into consideration that those same customers are also very concerned 
with the safety and credibility aspects of the online purchase. Also, it is important to consider that in 
some case, customers have only the possibility to buy their goods online. From this statement, the high 
concern about security will negatively affect the act of purchase on an online platform. One solution for 
marketers would be to improve the security level of their online platform in several ways. However, the 
perception of this security improvement is always based on trust from the online user toward the online 
platform. Therefore, online trust can be improved by a third party. Its reputation or image will allow to 
guaranty that the online environment is safe. An interesting example of this idea is currently performed 
in China. The TAOBAO shopping platform (the Chinese equivalent of Amazon) has developed another 
similar platform called TMALL, which will offer more guaranties to the buyer. For example, compared 
to TAOBAO, among other things, TMALL requires vendors to guaranty the origin and authenticity of 
their goods before selling them. It is one of the reasons why customers mostly buy luxury or high-end 
brands only on TMALL. However, this has a cost for the online retailer and, therefore, for the consumer.

To avoid using those online platforms, marketers can use other ways to a lower concern for online 
safety and credibility. In this research, it was shown that one way to do so was to increase their level of 
interpersonal competency and trust about the brand. In this direction, brands could develop smaller and 
more private online groups where members are more connected to each other: friends, colleagues, or 
people sharing the same interest (Choi et al., 2022). The creation of smaller and more private brand online 
social group inside the online ecosystem could allow consumers to increase their level on interpersonal 
competency and trust about the brand, which will lead to a lower concern in online safety and credibility. 
The advantage is to avoid the high cost of an online platform such as TMALL and to allow brands to 
use their own online store. In this context, the position of Community Manager become more critical 
in the marketing function. Their responsibility will include not only developing mass social network 
broadcast (i.e. official Facebook, Twitter, WeChat or Weibo accounts), but also monitoring smaller and 
more private groups (or community). Marketers could also delegate the management of such smaller 
online communities to influencers and KOLs. Consumers with low level of interpersonal competency 
will be more receptive to information within this diversity of dedicated social network groups.
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KEY TERMS AND DEFINITIONS

Blended Customer Experience: A customer`s interactions with both a physical and digital envi-
ronment during the purchase decision process. For example, retailers could offer customers online and 
in-store customer service.

Interpersonal Competency: An ability for an individual to interact with other individuals in a social 
context in order to receive or provide information efficiently.

Interpersonal Trust: The predisposition of an individual to trust another individual or an organization.
Offline Retail: A place of purchase within a physical environment where a customer could buy a 

good or service in a brick-and-mortar store.
Offline Source of Information: Information provided and delivered to individuals within physical 

environments or mediums. Examples could include information from TV advertisements, newspapers, 
outdoor advertisements and interpersonal face to face interactions.

Online Retail: A place of purchase within a digital environment via the Internet where a customer 
buys a product or service.

Online Source of Information: Information provided and delivered to individuals through digital 
environments or mediums. Examples could include information from websites, social media accounts, 
blogs, and online user generated comments.

Research Online Purchase Offline: A specific sequence of the purchase decision process that 
combined an online search of information and evaluation with a purchase action performed in a physical 
retail environment. For example, customers could search information on Internet and purchase the good 
or service in the physical retail store.
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ABSTRACT

Online retailing has been continuously increasing in India, and easy access to the internet has completely 
overhauled the status of online shopping in the country. Based on the technology acceptance model, 
this chapter attempts to outline the factors influencing the buying decisions of women consumers in the 
Tirupathi district in Andhra Pradesh. The study throws light on various factors, namely technology, 
security, social media, convenience, buying intentions, which influence women purchasing decisions. 
The chapter uses convenience sampling to select 390 sample units and uses Karl Pearson correlation, 
linear regression, multiple regression, and SEM for the analysis. The results showed that technological 
factors, convenience, and security significantly affected buying intentions of online women consumers. 
In turn, buying choices significantly positively impacted buying decisions. However, social media has a 
poor effect on their buying intentions. The study has several theoretical and practical implications for 
future marketing researchers.
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INTRODUCTION

The Internet has changed customers’ shopping habits worldwide (Heinonen, 2011). It is the best retail 
and business platform available (Rowley, 1998). The millennial generation is more obsessed with the 
Internet than any other generation in history (Hsieh et al., 2013). Consumers are becoming more com-
fortable with virtual experiences, which leads to online purchases (Assocham, 2014). According to Lee 
and Zhang (2002), Web commerce has engulfed the entire online center. Online retailing, often known 
as online shopping or e-commerce, is a system that allows customers to buy products from shops over 
the Internet and mobile applications (Dissanayake & Singh, 2007; Park et al., 2007). In the year 1979, 
Michael Aldrich was the one who invented online selling.

Computer literacy and internet knowledge have become a necessity in today’s world, and their im-
portance has been steadily expanding in India. Buying products or services online is similar to buying 
them in a brick-and-mortar store or shopping center; it is known as business-to-consumer (B2C) online 
shopping (Sharman et al., 2019). Flipkart, Amazon, Snapdeal, Myntra, and other major online retailers 
are among the most popular. Retailing is no longer restricted to physical stores; it has expanded to in-
clude the sale of goods and services through the Internet, including online payment options (Tandon & 
Kiran, 2018). As consumers grow every day, online retailers find it increasingly difficult to attract and 
retain them. India has wholly embraced online retailing because of massive internet penetration growth. 
According to the reports, India’s retail sector is expected to hit between 1.1 and 1.3tn dollars by 2025, 
up from 0.7tn dollars in 2019, with a CAGR of 9% to 11% (BCG, 2020; 2021). In the country, online 
retailing is rapidly growing. At this point, the authors decided to explore women online customers who 
contribute significantly to online sales for any retailer. The study looked at the numerous aspects that 
influence their attitudes on online shopping. The task at hand is to figure out what motivates online 
shopping to help retailers increase sales. What variables influence people’s purchasing decisions when 
shopping online (Zhang et al.,2014)? This study investigates the factors influencing female online shop-
ping behavior because women customers play a significant role in online shopping. Their purchasing 
behavior is critical to increasing sales for any retailer (Tandon & Kiran, 2019).

Many studies have spent a long time attempting to comprehend consumers’ attitudes regarding 
purchasing intent (Jansen, 2006; Tauber, 1972). Consumer online behavior has been linked to various 
models in the literature, such as the Technology Acceptance Model (Koufaris, 2002), the Extended 
Technology Acceptance Model (Pavlou, 2003), Theories of Planned Behaviour (Ajzen, 1991; Pavlou & 
Fygenson, 2006), Perceived Behavioral Control (Pavlou & Fygenson, 2006), and Perceived Behavioral 
Control (George, 2004; Yang et al., 2007). Customers’ purchasing intent on social media sites has also 
been studied using Gratification Theory (Lim & Ting, 2012) and behavioral decision-theoretic view-
points (Khan et al., 2005).

According to Javadi et al. (2012), online customer behavior to increase sales is complex, including 
social and technological elements. The writers attempted to investigate the aspects that influence online 
shopping behavior to increase sales in this chapter. In addition, the chapter discusses female internet 
shopping habits. This chapter’s conclusions will be helpful to internet retailers in increasing their sales. 
The following is a breakdown of the chapter’s structure: The study’s literature review is discussed in 
the first section. The methodology, findings, and analyses are described in the following section. The 
results and their theoretical and practical consequences, limitations, and future research directions are 
discussed in the last part.
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REVIEW OF LITERATURE

Jacobs and Klerk (2010) investigated “South African women’s internet shopping habits.” The study’s 
primary goal is to determine what function female consumers’ clothes purchase scripts play. The re-
spondents value certain behaviors, such as touching and trying on clothing before purchase. The study 
also revealed that current purchasing behaviors influenced their decision to learn internet surfing or not. 
Purchase intentions can aid in making decisions about the target consumer segments and geographic 
markets (Morwitz et al., 2007). The present study takes up purchase intention as one of the critical 
variables to be studied (Armitage & Conner, 2001). Moreover, some researchers have proven that inten-
tions are the critical predictor of actual behavior (Montaño & Kasprzyk, 2015); that is why this study is 
of paramount importance for the viability of any online retailer (Qalati et al., 2021). Other factors also 
affect the buying behavior of female customers, which are discussed below.

Technological Factors

Performance expectations, ease of use, and social media usage are technological factors. Ease of use refers 
to the ease with which technology can be used (Al-Gahtani et al., 2007; Lin & Anol, 2008; Venkatesh et 
al., 2003) and the current technology adoption rate (Carter & Weerakkody, 2008). Social media users’ 
behavioral intentions are influenced by perceived utility, ease of use, relative advantage, and innovation 
(Chaturvedi, Bahuguna & Raman, 2022; Chaturvedi, Verma, Purohit & Varaprasa, 2022; Hajli, 2014; 
Milewicz & Saxby, 2013; Pillai & Mukherjee, 2011; Zhang et al., 2014). As a result, customers are 
compelled to utilize social media due to technical considerations such as its utility, convenience of use, 
and compatibility (Gironda & Korgaonkar, 2014; Idemudia et al., 2016; Wang et al., 2012; Zolkepli & 
Kamarulzaman, 2015).

Since the introduction of technology into the shopping equation, it has shown to be a handy tool for 
improving and assisting retailing. Both vendors and buyers have profited from technology’s assistance 
(Renko & Druzijanic, 2014). Retailers will benefit from the following: (i) enables retailers to expand their 
customer service offerings; (ii) allows for better management operations; (iii) lowers costs. Customer 
advantages include: (i) customers do not stand in long lineups; (ii) quick checkouts; (iv) increased service 
speed in the store; (v) no pricing problems; (vi) loyalty card schemes. Several intellectuals who have 
investigated how people perceive technology have found that it partially encourages people to engage 
in online buying. According to studies, consumers are more likely to trust companies and shops with a 
website and make it easy to use (Ling et al., 2011.) No sales representatives or salespeople are handling 
the purchase; instead, the consumer interacts directly with the website and perceives the company’s 
image. As a result, shoppers will have a virtual engagement with the store, establishing the necessary 
foundation of trust (Alam & Yasin, 2010). The more information available on a website, the easier it 
is to utilize. The retailer’s effort on their website demonstrates their dedication and sincerity in their 
interaction with their customers. As a result, it can be stated and inferred that the perceived ease of use 
of websites can lead to a more trusting connection and boost the perceived usefulness of eCommerce 
(Choon Ling and colleagues, 2011). According to Choon Ling et al., little research has been done on 
the impact of perceived technology. He also asserts that viewed technology comprises two components: 
perceived ease of use and perceived utility. He looked into a study that found that customers mainly visit 
a company’s website because they trust in it, and this phenomenon is known as espousing. Moreover, 
when a customer wants to shop online, there is no salesperson; only the website stands between them. 
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As a result, the person purchasing from the website makes a judgment about its reliability and how 
authentic the selling platform appears to them (Choon Ling et al., 2011).

H1: Technological factors and buying intentions of women online shopping consumers are significantly 
related.

Convenience

Convenience is regarded as one of the most critical factors in consumers’ shopping decisions (Beauchamp 
& Ponder, 2010). Comfort has been explored as a deciding factor in-store selection during offline plat-
forms in the literature (Eastlick & Feinberg, 1999). According to Berry et al. (2002), convenience can 
be defined as a person’s “perception of saving time and energy” when shopping for goods or services. 
Similarly, Wolfinbarger and Gilly (2001) pointed out that internet shopping creates a more conducive 
environment than traditional purchasing.

H2: Convenience and buying intentions of women online shopping consumers are significantly related.

Social Media

Social interaction is described as the desire to communicate and form relationships (Al-Jabri et al., 2015; 
Ko et al., 2005). According to the literature, it is a way to relieve tension and foster companionship 
(Ellison et al., 2007; Grieve et al., 2013; Oldmeadow et al., 2013; Whiting & Williams, 2013). Social 
media, meanwhile, improves social contact, connects people, and preserves social relationships with 
family and friends, among other things (Constantinides, 2014). Furthermore, it is well established that 
customers’ experiences on social media improve social connection (Grace et al., 2015; Junglas et al., 
2013). Customers create accounts, connect, and exchange interests and personal information with others 
on social media, posing security issues (Cheung et al., 2015; Tan et al., 2012).

H3: social media and buying intentions of women online shopping consumers are significantly related.

Security

Doolin et al. (2005) found that privacy concerns have a detrimental impact on online purchase behavior 
and discourage regular online shopping. Consumers are required to supply personal information such as 
addresses, phone numbers, and credit card numbers to ensure their safety. In addition, unlike traditional 
purchasing, consumers’ willingness to engage in virtual shopping is hampered by the fear of waiting for 
the product delivery (Singh et al., 2020). As a result, consumers are cautious about taking risks in online 
transactions, and this risk may have a substantial impact on their attitudes toward online purchases. Other 
sources of risk, according to San Martin and Camarero (2008), include consumers’ inability to see product 
quality directly, the lack of human interaction with a salesperson, anxiety and tension associated with 
utilizing online platforms, and security risks related to online platforms and security issues related to 
online payment information. Tan (1999) found that the perceived risk is higher when purchasing things 
through the Internet than when shopping in a physical store. Furthermore, according to Vijayasarathy 
and Jones (2000), perceived risk influences both attitude and intention toward online shopping.
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H4: Security and buying intentions of women online shopping consumers are significantly related.

This chapter will look at a conceptual model based on the critical constructs of female customers’ 
purchasing intent. This concept and the Technology Acceptance Model have a theoretical link (TAM). 
TAM applies the theory of reasoned action (TRA) to the realm of information systems. According to 
TAM, customers’ intent to utilize a system is influenced by perceived usefulness and ease of use. The 
perceived advantage is directly proportional to perceived ease of use. As a result, the proposed concep-
tual framework is based on the TAM model and is designed to study the underlying factors that influ-
ence female customers’ purchasing decisions. The proposed framework highlights four antecedents of 
female customers’ purchasing decisions (technological characteristics, social media, simplicity of use, 
and security), with purchasing decisions being influenced by all four antecedents.

Several factors influence consumer perceptions of new wireless devices. Different theoretical frame-
works, such as Rogers’s 2003 diffusion of innovation theory and the theory of reasoned action, have 
been used to study the adoption of new technology (Fishbein & Ajzen, 1975). However, one of the 
most commonly utilized models to explain technology acceptance is the Davis (1989) model (Nysveen 
et al., 2005; Pagani, 2004). According to Bagozzi (2007), Davis’ original study has received over 700 
citations. The model was created primarily in information systems to forecast consumers’ acceptance of 
new technology. It is based on five factors: utility, ease of use, attitude toward usage, intent to use, and 
actual use. The terms “usefulness” and “ease-of-use” relate to “the degree to which a person believes 
that utilizing a specific system would improve his or her job performance” and “the degree to which a 
person believes that using a particular system would enhance his or her job performance.” The degree to 
which a person believes that utilizing a specific system would be effort-free” is defined as “the degree to 
which a person believes that using a particular system would be effort-free” (Davis, 1989). “Usefulness” 
is partly predicted by “Ease of use” in the original TAM model, and both explain “Intention to use” and 
“Actual usage” through “Attitude toward use.” Later, Venkatesh et al. (2003) evaluated multiple models 
and discovered that the only direct determinants of behavior intention are performance expectancy, effort 
expectancy (which can be linked to ease of use), and social pressure. They looked at how self-efficacy, 
computer phobia, and facilitating conditions affected the desire to use computers.

The technology acceptance model (TAM), established by Davis, is the most well-known methodol-
ogy for establishing and testing individual intentions to embrace new technology (1989). He aimed to 
demonstrate that a user’s attitude toward adopting a new technology influences behavioral intention, with 
perceived usefulness and ease of use being the two most important aspects of an individual’s adoption.

Most past research has focused on the factors influencing mobile payment uptake, and TAM is fre-
quently cited as the theoretical framework (Tam & Oliveira, 2016; Zhou, 2011). Furthermore, because 
TAM lacks a diversity of variables for describing a user’s purpose, Venkatesh et al. (2003) presented the 
unified theory of acceptance and use of technology (UTAUT) as an enhanced form of TAM. UTAUT 
has four direct antecedents of behavioral intention and conduct: effort expectancy, performance expec-
tancy, social influence, and facilitating conditions (Sareen & Jain, 2014). Gender, age, experience, and 
voluntariness of use are utilized as control variables to attenuate the impact of the four core dimensions 
on usage intention and behavior (Lian, 2014). TAM and UTAUT both provide an excellent theoretical 
foundation for analyzing behavioral intention to utilize e-payment (Shin, 2009); however, TAM’s sim-
plicity and ease of implementation make it more widely applicable (Chuttur, 2009). Shin (2009) further 
verified no direct association between social impact and behavioral intention in their UTAUT model-
based study of mobile payment usage.
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Similarly, Wang and Yi (2012) discovered no correlation between social influence and intention. 
On the other hand, TAM may not contain enough relevant characteristics to explain the intention to use 
M-wallets because it was designed to describe computer usage behavior in the first place. As a result, 
several studies include other variables such as perceived trust and security for mobile payment services 
in the TAM (Singh & Sinha, 2020).

RESEARCH METHODOLOGY

For the research, the study used both primary and secondary data. Preliminary data was gathered from 
Tirupati’s female citizens. The study relied on secondary sources to determine the past and present time 
gap. The information was gathered through the use of a standardized questionnaire. There were two 
sections to the questionnaire. The first portion focuses on demographic characteristics, while the second 
half focuses on the study’s variables.

The variables chosen for this study are technological aspects, social media, convenience, security, 
buying intentions, and purchase decisions. The questionnaire is divided into 63 sections. The Likert 
scale, a five-point dimensional scale, is used for measuring. Every positive question weighs 5 for strongly 
agree, 4 for agree, 3 for neutral, 2 for disagree, and 1 for strongly disagree. For negative questions, the 
weighting is 5 for strongly disagree, 4 for agree, 3 for neutral, 2 for disagree, and 1 for strongly disagree. 
In this case, the weights are listed in reverse order.

The measurement scales used in the online survey were adapted from previous research. The conve-
nience was adopted from Venkatesh and Bala (2008). Security scale (Lai, 2018), technological factors 
(Davis (1989) and Gefen et al. (2003), social media scale (Ellison et al., 2007)

Women from Tirupati are the target demographic. The nonprobability sampling approach is utilized 
to acquire data from sample units in this case since the population is limitless. The sample units are 
chosen using convenience sampling. The study’s sample size was set at 390 units.

The research methodology employed in this study was the descriptive design and causal design. As 
descriptive research is used to gain a deeper understanding of the problem itself, it is used to investigate 
the characteristics of female online shoppers. Causal research identifies the cause-and-effect relationship 
between variables and provides conclusive results that can answer the research problem. Therefore, the 
causal relationship between the variables chosen in the study is tested using a causal research design.

STATEMENT OF THE PROBLEM

According to the literature, little research has been undertaken to determine the characteristics that influ-
ence women’s online buying behavior. Security and convenience were found to impact their purchasing 
preferences significantly. As a result, the author attempted to put the theory to the test in conjunction 
with social media and technological variables. The study’s primary goal is to determine the impact of 
convenience, security, social media, and technological aspects on women’s online shopping intentions 
and, as a result, their purchasing decisions.
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CONCEPTUAL FRAMEWORK OF THE STUDY

Buying intentions is the independent variable and buying decisions is the dependent variable. The inde-
pendent variable buying intentions is measured by using the dimensions: technological factors, social 
media, security and convenience (Figure 1).

OBJECTIVES OF THE STUDY

The following are the aims for this research:

1.  To investigate the elements that influence women’s online shopping behavior.
2.  To determine the impact of technological elements, social media, convenience, and security on the 

purchasing intentions of female online shoppers.
3.  To establish a causal relationship between the study’s variables.

DATA COLLECTION

This study focuses on the factors influencing the buying decisions of women consumers. The study used 
a descriptive research design. A structured questionnaire was created using Google forms and shared 
on Facebook (FB) to collect responses on the social media platform. The questionnaires were floated 
through FB because India reports the most significant number of FB users globally (Statista, 2019). The 
study used a purposive judgmental sampling technique. The purposive technique is justified as the data 
were collected from respondents confirming specific criteria set by the researchers (Sekaran & Bougie, 
2010). As such, there were three filter questions to ensure the appropriateness of the respondents. The 
filter questions required respondents to have any intention of online purchasing. The questionnaire was 
administered in English. It was clarified to the respondents that the survey was academic and had no 
commercial interests. The respondents were assured that their data would not be shared with any com-
mercial organizations. Participation of the respondents was by willingness and eligibility based on the 
filter questions.

This research focuses on the elements that influence women’s purchasing decisions. The research 
was conducted using a descriptive research approach. A structured questionnaire was constructed with 

Figure 1. Conceptual model.

 EBSCOhost - printed on 2/9/2023 3:43 AM via . All use subject to https://www.ebsco.com/terms-of-use



254

Determinants of Women’s Online Buying Behavior
 

Google forms and disseminated on the social media network Facebook (FB) to collect replies. The 
questionnaires were distributed on Facebook because India has the world’s most significant number 
of Facebook users (Statista, 2019). Purposive judgmental sampling was used in this investigation. The 
purposive technique is justified because the data was acquired from respondents who met the research-
ers’ criteria (Sekaran & Bougie, 2010). As a result, three filter questions guaranteed that the replies were 
appropriate. Respondents to the filter questions had to be planning on making an online purchase. The 
survey was completed entirely in English. The respondents were informed that the poll was for academic 
purposes only and that no commercial interests were involved. The participants were informed that their 
information would not be shared with any commercial entities. Respondents were selected based on their 
willingness and eligibility as determined by the filter questions.

Correlation, Linear Multiple regression, and Structural Equation Modeling analyze the hypotheses 
indicated above. The data was collected in July of 2021. A total of 639 responses were obtained, with 
35 being incomplete and thus excluded from further research. A total of 604 replies were used in the 
data analysis. The following are the respondents’ demographics: 354 male respondents and 250 female 
respondents completed the poll (Table 1). Initially, descriptive statistics provide a brief, detailed report 
on the women respondents’ profiles. The profile of respondents is shown in Table 1, Table 2, Table 3, 
Table 4, and Table 5.

252 respondents were between the ages of 21 and 30, 181 respondents were between the ages of 31 
and 40, 97 respondents were between the ages of 41 and 50, and 74 respondents were over the age of 
51 (Table 2).

Table 3 shows the percentage of respondents as salaried, businessman, and students.

Table 1. Gender.

Frequency Percent Valid Percent Cumulative Percent

Valid

Male 354 58.6 58.6 58.6

Female 250 41.4 41.4 100.0

Total 604 100.0 100.0

Table 2. Age.

Frequency Percent Valid Percent Cumulative Percent

Valid

21 - 30 252 41.7 41.7 41.7

31 - 40 181 30.0 30.0 71.7

41 - 50 97 16.1 16.1 87.7

Above 51 74 12.3 12.3 100.0

Total 604 100.0 100.0
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44 respondents had completed their education, 187 had received their diploma, and 128 had completed 
their professional education. 245 respondents had also finished their postgraduate studies (Table 4).

277 of the respondents were married, while 327 were unmarried (Table 5).

DATA ANALYSIS

The term “correlation” refers to determining the mutual correlation between the variables under inves-
tigation. Multiple regression is a statistical technique for determining the association between multiple 
independent variables and a single dependent variable. The structural equation model is used to test 
causal relationships and construct models. SPSS 21 and AMOS are the statistical analysis programs 
used. The information gathered is coded, corrected, and entered into SPSS 21. Inferential statistics are 
also used to assess the many hypotheses posed. Karl Pearson’s hypothesis was tested before it was put 
to the test. The correlation method determines the degree of mutual connection between the variables 
in a study. Table 6 shows the results of the correlation analysis.

Table 3. Occupation.

Frequency Percent Valid Percent Cumulative Percent

Valid

Salaried 362 59.9 59.9 59.9

Businessman 51 8.4 8.4 68.4

Student 157 26.0 26.0 94.4

Others 34 5.6 5.6 100.0

Total 604 100.0 100.0

Table 4. Educational Qualification.

Frequency Percent Valid Percent Cumulative Percent

Valid

Salaried 362 59.9 59.9 59.9

Businessman 51 8.4 8.4 68.4

Student 157 26.0 26.0 94.4

Others 34 5.6 5.6 100.0

Total 604 100.0 100.0

Table 5. Marital Status.

Frequency Percent Valid Percent Cumulative Percent

Valid

Married 277 45.9 45.9 45.9

Single 327 54.1 54.1 100.0

Total 604 100.0 100.0
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Measurement Model

The instrument’s reliability was computed by executing the Cronbach’s alpha test. All the variables 
exhibited an alpha value above 0.70, confirming Nunnally’s standards (1978). To observe the need for 
conducting factor analysis, the Kaiser-Meyer-Olkin (KMO) value was computed and found to be 0.861, 
above the threshold value of 0.60. Also, the p-value of Bartlett’s test of sphericity was 0.000, justifying 
the need for conducting the factor analysis.

Further, to check for multicollinearity issues, each variable’s variance inflation factors (VIF) values 
were computed. The maximum VIF value was observed to be 2.264, which is well below the threshold 
value suggested by Grewal et al. (2004), negating any multicollinearity issues.
The standardized regression weights (factor loadings) for each item were observed (Table 7).

Factor loadings of 2-items were below the threshold value of 0.60 and hence discarded from further 
analysis (Hair et al., 2010). Again, the Cronbach’s alpha value, convergent validity (by computing AVE 
and CR), and discriminant validity were computed.

Figure 2 exhibits the values obtained for Cronbach’s alpha and convergent validity. The AVE and CR 
values for each variable are above 0.50 and 0.70, respectively establishing convergent validity (Hair et 
al., 2010). For assessing the discriminant validity, the square root of the AVE of a variable was greater 
than its correlations with other variables sufficing the criteria for discriminant validity (Hair et al., 2010).

Table 6. Correlation Values, Construct Reliability (CR) and Average Variance Extracted (AVE)

CR AVE TEF SEC CN SOM BUY BDE

TEF 0.896 0.683 0.826

SEC 0.941 0.803 .615** 0.896

CN 0.897 0.686 .571** .616** 0.828

SOM 0.93 0.816 .593** .684** .643** 0.903

BUY 0.894 0.687 .584** .608** .593** .612** 0.829

BDE 0.951 0.83 .116** .129** .088* .083* .198** 0.911

** Correlation is significant at the 0.01 level (2-tailed). 
* Correlation is significant at the 0.05 level (2-tailed). 

Table 7. Regression Weights Model.

Variables Estimate Standard Error P

Buying Intentions ¬ Technological factors 0.364 0.091 ***

Buying Intentions ¬ Social media 0.172 .066 ***

Buying Intentions ¬ Convenience 0.192 .086 ***

Buying Intentions ¬ Security 0.131 .073 ***

Buying decisions ¬ Buying Intentions 0.304 .071 ***
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Structural Model Measurement

The structural equation model tests the causal relationship between the variables in the study using females’ 
samples. Further, all the hypotheses are tested, and a model is created. It is the inclusion of regression 
analysis and factor analysis. Buying intentions and buying decisions are observed endogenous variables, 
and technological factors, security, social media, and security are observed exogenous variables. The 
unobserved error terms are e29 and e30 for buying intentions and decisions, respectively.

Figure 2. Confirmatory Factor Analysis.
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The proposed hypotheses were tested by executing structural equation modeling (Figure 3).

Again, the model fit indices were computed. The values obtained for CMIN/DF (1.917), TLI (0.957), 
CFI (0.963), RMSEA (0.06) and SRMR (0.04) indicate a good model fit (Table 8). After that, the path 
coefficients of the structural model were examined.

Figure 3. Structural Model.

Table 8. Model Fit Summary.

Measure Estimate

CMIN 419.858

DF 219

CMIN/DF 1.917

CFI 0.963

SRMR 0.043

RMSEA 0.061

PClose 0.024
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All the independent variables viz. Technology Factors (p=0.001, β= 0.364), Security (p=0.000, β= 
0.172), social media e (p=0.006, β= 0.192), convenience (p=0.000, β= 0.131), exhibit a significant 
influence on online buying intentions. Further, online buying intentions exhibits a significant influence 
on buying decision (p=0.000, β= 0.304) (see Figure 4).

Table 8 shows the model fit summary, and it is observed that all the items are within the specified 
values. The specified values are taken from Hair et al. 2006. Hence it is concluded that the proposed 
model is perfect fit.

FINDINGS

According to the report, most women online buyers were between the ages of 31 and 40, had a UG de-
gree, and worked as private employees. The fact that the majority of them were married was also evident. 
The study’s findings also revealed that technological elements and security were significant contribut-
ing factors to women’s online shopping intentions, supported by Alshurideh et al. (2021). Convenience 
was the least important factor. The impact of social media on purchasing intentions was minimal. The 
analysis, therefore, reveals that marketers need to stress more the fact that adopting technology can im-
prove female online customers’ status and thereby enhance their social image. This study has empirically 
demonstrated that security is a significant factor influencing female consumers’ behavioral intention 
toward online purchasing behavior. However, it is challenging to provide a trusted web-based interface 

Figure 4. Structural Model Results.
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from a managerial perspective. The open internet shopping channel gives an avenue to threat for online 
transactions. Therefore, it is imperative to build trust in the online shopping process, which can help 
them adapt and use technology, as rightly supported by Moriuchi, E. (2021). For example, retailers can 
incorporate the specific type of cues in their portal, which can improve the customer’s perception of 
technology and subsequently improve technology adoption.

DISCUSSION

Drawing upon the TAM model, this chapter theoretically develops a relationship between female buying 
intentions and buying behavior. By showcasing the relevance of technology in the buying behavior of 
female customers, this chapter makes a theoretical and empirical contribution to the evolving e‐com-
merce literature about factors driving female online customers. The present research tries to integrate 
theory and research on perceived risk, convenience, security, and technological factors affecting female 
online buying behavior that may help understand, explain, and predict online female customers’ buy-
ing behavior for any retailer. We have drawn on TAM to develop a conceptual model for understanding 
female online buying behavior. One of the most important contributions has been integrating the drivers 
to understand, explain and predict the female online buying behavior. So, from a theoretical perspective, 
the present model aims to provide a more refined and comprehensive view of the determinants of female 
online buying behavior by integrating elements of TAM.

SUGGESTIONS

Based on the findings of this study, online retailers and marketing managers should focus on website 
design, pricing and product comparisons, and reviews to attract female online shoppers. Women are 
particularly concerned about security measures when shopping online (Hanif & Lallie, 2021). As a result, 
online retailers must improve the security of online transactions and the reliability of their suppliers. To 
pick the interest of female online customers, online retailers and e-commerce enterprises must focus on 
the security element most.

LIMITATIONS AND FUTURE RESEARCH DIRECTIONS

Regardless of how meticulously this investigation was carried out, it is necessary to bring out its short-
comings. First, the current study’s modest sample size precluded more in-depth statistical analysis. A 
higher sample size might allow the model to be tested separately in each market. This will also aid in 
determining whether the market maturity stage has a moderating effect on the model’s relationships. 
Bigger sample size could also allow for the study of additional moderating effects. For example, the rela-
tive effect of use may vary depending on the demographics of the consumers. Do younger people value 
ease and security the same way that older people do? Also, because the current study is focused on the 
business-to-consumer relationship, it would be interesting to learn more about it. There are certain other 
limitations to the chapter. This chapter is primarily based on peer-reviewed academic articles; future 
research could incorporate industry reports and book reviews, among other things. Second, the chapter 
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focuses on the selected antecedents of female customers’ intention to engage in online buying behavior; 
future research can include more factors from the literature. Finally, this research includes articles on 
online social commerce; future research could concentrate on social media users. Future research could 
include cultural aspects to improve the model’s applicability in different socio-cultural settings. Finally, 
the conceptual framework appears to be generic for determining whether or not customers intend to 
leave digital footprints.

CONCLUSION

In today’s world, online buying has developed its personality. Finding and identifying the needs of online 
buyers is a complex undertaking for online shops. The primary goal of this study is to examine the ele-
ments that influence online shopping behavior. This study identified a few characteristics that affected 
women’s attitudes toward online shopping. Women’s attitudes on internet shopping were influenced by 
technological issues, security, and convenience. As a result, all online merchants should focus on these 
factors to create their online retail stores.

Businesses should be aware that not all clients are interested in using social media in the same way. 
As a result, social media providers and corporations that use these media providers to advertise their 
flagship products and services and curate consumer information should be aware of the complexities of 
customer protection. Furthermore, the chapter provides valuable information to researchers who may 
use the model to understand why their target clients use social media to make purchases.
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KEY TERMS AND DEFINITIONS

B2C: Business-to-consumer (B2C) refers to the process of selling items and services directly between 
a business and the end user’s consumers.

Buying Intentions: The likelihood of a consumer purchasing a product or service is referred to as 
buying intent. Marketers use predictive modelling to determine the likelihood of future events based on 
historical data to analyses buy intent.

Online Buying Behavior: During online shopping, online shopping behavior refers to an individual’s 
overall view and evaluation of a product or service.

Online Retailing: The sale of goods and services over the internet is known as online retailing. 
Business-to-business (B2B) and business-to-consumer (B2C) sales of items and services are examples 
of e-tailing.

Security: Secure online transactions may validate their clients’ card information without actually 
seeing it, protecting them from account theft, hacking, and other illicit activities.

Technology: Electronic commerce (ecommerce) is a business strategy that allows consumers and 
businesses to purchase goods and services via the internet.
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ABSTRACT

This research-based chapter investigates the impact of social media marketing on consumers’ online 
purchase intention in the context of luxury brands. Against the theory of planned behavior, theory of 
reasoned action, and social exchange theory, a conceptual framework was constructed with social 
media marketing as an independent variable, luxury perception as mediator, and online purchase inten-
tion as the dependent variable. This study employed an explanatory research and quantitative method. 
Empirical data was collected using self-administered online questionnaire and data was collected from 
sample of 211 Malaysian online shoppers of luxury brands using snowball sampling. The collected data 
was subjected to normality and reliability assessment followed by confirmatory factor analysis (CFA), 
validity assessment, and structural equation modelling (SEM) using AMOS 24. Findings suggests that 
social media marketing positively influences online purchase intention, and luxury brand perception 
mediates this relationship.
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INTRODUCTION

In the last two decades, information technology has been changing so rapidly that it is beginning to be 
hard to keep up to date on the latest device and this includes the transformation of social media (Dastane, 
2020). A good example to cite is the development of mobile technology, where it was once a tool to make 
phone calls only and then it extended its function to send emails and it has now become an important 
tool in the world of social media (San & Dastane, 2021). Worldwide, mobile phones are in everyone’s 
hands and this has resulted in the means of being connected anywhere and anytime. In addition, the 
purpose of being online is to share valuable information, support a cause that they feel strongly about, 
to interact, build image and to demonstrate who they are and what they stand for to name a few (Ceyhan, 
2019). Business entities have taken advantage of this and integrated their marketing activities into social 
media marketing, despite the challenges that this new method of marketing comes with. When an item 
is not essential but yet still highly desired, it is describing goods that is from a luxury brand and usually 
comes with the indulgence of a person’s senses regardless of cost. With the improvement in technol-
ogy and social media marketing dependency, luxury brands have taken the next step in technological 
advancement by engaging with consumers through online interaction, this has given luxury brands 
avenues to generate inside information, motivate needs and offering targeted curated products. With 
this intent and tool in hand, luxury brands are here to capture the consumers that they have engaged on 
their social media and turn them into purchasing customers, converting them into revenues (Cuomo et 
al., 2019; Wai et al., 2019).

Upon a successful transaction, a consumer can now provide feedback and this allows innovation and 
product improvement. With the feature of instant feedback, the impact may also be counterproductive 
if a negative comment was shared as it would be looked into negatively on a social level and it will 
inadvertently corrupt the credibility of a business. With the knowledge of such risk, luxury brands are 
ensuring that the information that is being distributed needs to be correct and informative, making sure 
that consumer satisfaction is met and that this feedback be shared to encourage potential new purchase 
intentions (Sabri, 2019). We can see an increasing trend in the communications via social media with the 
masses. Luxury brand businesses realized that consumers are able to freely share and discuss ideas with 
other users on social media on other corporate or brand pages. It can be seen that this provides businesses 
with an opportunity to update and change their marketing approach that differ from traditional methods 
in order to inspire consumers. Consumers also play a part with the developments in the digital world, 
where there is a need to adapt and follow this evolving digitalization. Factors such as speed, pragma-
tism, and functionality are important for consumers in communication (Dastane, Goi & rabbanee, 2020; 
Imran, 2017). Hence the rise in the usage of social media, which have these features; and whilst on the 
social media platform, consumers have shown interest in following brand accounts provide accurate 
and instant information and where consumers are also allowed to share their ideas, perform product or 
brand research, coming up with good or bad opinions about brands and get near immediate response 
from brands. Around three thirds of the Malaysian population is active on social media which comes to 
approximately 35% increase compared to 2016, where it was slightly over half of the total population in 
Malaysia were active users. In this current era of social media, businesses have more opportunities than 
ever to learn from the feedbacks provided by consumers online (Statista, 2020).

Upon checking recently, not much research was done to identify if social media marketing impacts 
online purchase intention for luxury products. By undergoing this research, it will allow us to understand 
if luxury perception mediate relationship between social media marketing and online purchase intention. 
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This research will also shed a light to luxury brands to strategies social media marketing tactics more 
efficiently within the online retailing platform in Malaysia. Today, everything is about social media. 
Some industry claims that “if you do not participate in Facebook, YouTube, Instagram, you are not part 
of cyberspace anymore” (Kaplan & Heinlein, 2010). The concept of social media has become the top of 
agenda for businesses, decision makers and the most important for marketers. Social media interaction 
now a day has become an important part of almost each individual’s everyday life. Social sites such as 
Facebook, Twitter, Instagram or LinkedIn have a large number of users and they continue growing every 
second of the day. It is estimated that over billions of people are using social media worldwide. Many 
Social Media platform enables businesses to have direct and adequate end-consumer contact with lower 
cost and with higher efficiency than traditional communication tools (Kaplan & Heinlein, 2010; Donni 
et al., 2018). Our concentration in this paper is on using Social Media platforms in marketing and how 
this will affect consumer purchase intention online towards a luxury brand. These growing numbers of 
social media users would result in marketers recognizing the importance to ensure this is to be a main 
part of their marketing strategies.

The research objectives of the study are as follows: To find out the effect of social media market-
ing on online purchase intention, to find out the effect of luxury brands’ perception on online purchase 
intention, and to find out the effect of social media marketing on online purchase intention moderated 
by luxury brand perception. The corresponding research questions of the study are as follows: what is 
the effect of social media marketing on online purchase intention? What is the effect of luxury brands’ 
perception on online purchase intention? What is the effect of social media marketing on online purchase 
intention moderated by luxury brand perception?

LITERATURE REVIEW

Review of Key Theories

There is no universally agreed description of what a luxury brand is. For example, there is no definition 
of “luxury,” “luxury brand,” or “luxury marketing” in the American Marketing Association’s lexicon of 
words. Despite this, experts from a variety of disciplines have sought to define what a luxury brand is 
without success. Despite the fact that some semiotics scholars have argued that there are certain “codes 
of luxury” that are consistent across disciplines and ages (Larraufie & Kourdoughli, 2014), there are a 
number of challenges in composing a definition of luxury brands, including the fact that luxury is a rela-
tive concept (Mortelmans, 2005) and that perceptions of what constitutes “luxury” have fluctuated over 
time (Cristini et al., 2017). Consumer perceptions and/or managerially defined factors such as marketing 
activities and product qualities are used to describe luxury brands in the literature. A luxury brand is a 
branded product or service a) that consumers perceive to be of high quality; b) offer authentic value via 
desired benefits, whether functional or emotional; c) have a prestigious image within the market based 
on qualities such as artisanship, craftsmanship, or service quality; d) be deserving of a premium price; 
and e) be capable of inspiring a deep connection, or resonance, with the consumer.

Social Media Marketing (SMM), according to Pentina and Koh (2012), causes viral communications 
among consumers across online communities, brand and fan pages, and promotion-related material cre-
ated by companies/organizations on popular networking sites like Twitter, Facebook, and others. Jara 
et al. (2017) define SMM as a new generation marketing strategy that uses social media to encourage 
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customers to pay more attention and participate more actively. SMM, according to Kim and Ko (2012), 
is an empathy-driven communication for young customers, with efforts also directed at consumers in 
older age groups.

The media theory of Van der Meulen (2010), it is a theory which can be applied to the field of social 
media based on the communication aspects of social media. From the context of the theory, Van der 
Meulen (2010) suggested that there is a communication medium itself in media (Beynon-Davies, 2011). 
As the idea is that the medium is the message demonstrating that the most important thing about media 
is not the message it carries but the manner the medium itself can affect the consciousness of human 
and society at large (Euchner, 2016). This is the reason that had given rise to social influence via social 
media. Social Media-Integrated Theory-Model, developed by Madakam and Tripathi (2021) for the 
integration of social media platforms such as LinkedIn, Facebook, Instagram, Twitter and other media. 
Madakam and Tripathi (2021) revealed “social media” integration is an interactive process. It enables 
same-level information exchange among the audience and the brand. It creates long-lasting communi-
cation and improves brand engagement. In this model, social media interaction through the connected 
Social Networking sites like Facebook and Twitter (Madakam &Tripathi, 2021).

This section of the chapter is going to explain the elements in the field of social media marketing 
academic literature with the definition of key terms, the linking of current research to existing research, 
literature gap, research conceptual framework and the research hypothesis. Yadav and Rahman (2017) 
performed a study on the effect of purchase intention based on the perceived social media marketing 
applications used, based on the measurement it was concluded that there is indeed a positive effect on 
purchase intention on perceived social media marketing applications. Research highlights that there 
are two proponents in defining Social Media Marketing, one is being a connective tool for existing and 
prospective customers and one being process of enhancing stakeholder value, nevertheless, the common 
factor is seen as the use of social media platforms for users to be encouraged to share content via social 
media like information or interact with other users etc.

Zeng (2018) reported that individual value and functional value has a positive impact when Chinese 
consumers perceive luxury brands, however the same cannot be said for social value towards luxury 
consumptions. Although it may seem that the greater China consumers only emphasize on functional 
and individual/hedonic values, but on the contrary the consumers are also showing contradictive attitude 
towards social value (conspicuous/status). Which has resulted in some Chinese luxury consumers putting 
in the effort to be not associated with luxury products or brands in public, which forces the marketers 
to rethink their marketing strategy. Akar and Dalgic (2018) integrated multiple theoretical perspectives 
with a goal to better provide the theoretical understanding of consumers’ online purchase intentions. 
It expands the literature not just to the individual consumer but also looked into the network involved 
by the individual and how these two integrate. The study also provides a guidance for e-marketers to 
develop better and the correct strategies for existing consumers and more so for potential consumers by 
targeting the right audience.

Sabri (2019) has also done research on linking luxury brand purchase intention being positively af-
fected by three core factors, which are namely entertainment, interaction and word of mouth and it is 
also linked to the consumer’s purchase behaviour. It further emphasizes that social media’s intention 
is centred on “to sear and communicate” and non-cash rewards are usually effective when it comes to 
advertisement showcasing item of high quality, as this reinforces the brand’s promise in offering enter-
tainment benefits and a fun-filled experience. Social media allows a function to “tag” friends, which 
is the digital equivalent of word-of-mouth, and this tagging is essential in creating purchase intention, 
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whereby the social influence will be created after tagging or sharing with friends. When one is being 
tagged and notified, the automated human responses to share and discuss will potentially lead to each 
other’s purchase intention. The paper also indicated that luxury perception has a significant impact to a 
purchase intention even without prior exposure to the brand.

Ceyhan (2019) Consumers want an environment or platform that allows social interaction, to com-
municate with brands, exchange ideas with other users, produce content and influence the masses and 
this is readily provided by social media. Many Brands turn these opportunities in their favour by creating 
various social media marketing applications. By having the space to do the above, it was concluded that 
functional value, hedonic value and self-brand image positively affected online purchase intention, how-
ever the same can’t be said for social value and co-creation perceptions. The study of Yeo et al. (2020) 
on the effect of social media advertising on consumers’ online purchase intentions in Malaysia based 
on primary data collection method with purposive sampling method which is suitable for the research 
study, the total of 219 samples were collected. The findings of the study demonstrated that social media 
advertising has a significant impact on consumers’ online purchase intention in Malaysia.

Research Gap

It is important to know that this research study understanding the effect of social media marketing on 
luxury brand purchase intention is going to fill the gap of academic literature by knowing how social 
media marketing during the COVID-19 crisis is currently impacting luxury brand purchase intention. 
First of all, there are a lot of studies which had been done in the field of social media marketing associ-
ated with luxury brand in Malaysia. This is a new angle of research study in the field of social media 
marketing that has not been entirely explored by scholars and academicians in Malaysia as it is known 
that luxury brands are emerging online (Woodside & Fine, 2019). By looking at the overview of the 
theories of social media, it can be said that researchers and scholars have demonstrated theories which 
are currently general without taking into consideration the new trends of luxury brands influence on 
social media. As this is a new way that luxury brands such as LVMH, GUCCI and others market their 
goods to get more customers online with their value proposition (Robert, 2019).

Conceptual Framework

The conceptual framework is displayed in Figure 1.
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Luxury brands evokes an emotion that consumers feel that the products offered differentiate them from 
others, where the products may be considered a “need”. Whether the products come on as a need or a 
luxury product depend how it is being viewed. How one feels towards luxury brands and the perception 
towards it are some of the ways we can define the concept of luxury. And it is these perception factors 
that influence a consumer’s buying behaviours, which brands are recognized as luxury, their affiliation 
and their perceptions with luxury brands. This is the very reason why luxury brands take into consider-
ation the perception and attitudes of consumers when deciding on the design, identity, communication, 
marketing and sales strategies on social media. Studies have demonstrated that Luxury brands have 
significant impact on consumers’ online purchase intention. The study of Ceyhan (2019) Consumers 
want an environment or platform that allows social interaction, to communicate with brands, exchange 
ideas with other users, produce content and influence the masses and this is readily provided by social 
media. Many Brands turn these opportunities in their favour by creating various social media marketing 
applications. By having the space to do the above, it was concluded that functional value, hedonic value 
and self-brand image positively affected online purchase intention, however the same can’t be said for 
social value and co-creation perceptions.

H1: Luxury brands perception has a positive effect towards consumers’ online purchase intention

Low cost, high speed, convenience and access to unlimited amount of consumers, just to name a few 
things that social media platform is able to provide for companies (Zaglia, 2013) and the frequency of 
interaction being one of the key factors, as they promote purchasing intention (Casaló et al., 2019). Social 
media marketing is now used in ways where brands can provide correct info, engage in communication, 
and offer experiences that are unique to consumers. In recent times, the information found on a brand’s 
social media is no longer just from the brand, but a joint effort from material and entertainment that is 
generated by the firm and further complimented by consumer generated substances. Consumers co-create 
value by sharing their experiences online and since it is a dynamic and interactive environment and it also 
involves brand stories, consumer involvement co-creating becomes even more apparent (Hennig-Thurau 
et al., 2013). The study of Yeo et al. (2020) on the effect of social media advertising on consumers’ on-

Figure 1. Conceptual Framework.
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line purchase intentions in Malaysia based on primary data collection method with purposive sampling 
method which is suitable for the research study, the total of 219 samples were collected. The findings 
of the study demonstrated that social media advertising has a significant impact on consumers’ online 
purchase intention in Malaysia. Therefore, with the support of the empirical evidence, this research study 
is going to hypothesize the following hypothesis:

H2: Social media marketing has a positive effect towards consumers’ online purchase intention

Brick-and-mortar stores were the primary channels of retailing of luxury brands have been which has 
supported luxury brands’ strategy of uniqueness and exclusivity via controlled distribution (Jin, 2012). 
However, due to economic downturn globally and the increased in competition amongst luxury brands, 
have inadvertently steered luxury brands to embrace the usefulness of digital marketing tactics . It is no 
longer a question of IF, but rather a HOW, how to develop successful digital strategies online. (Heine 
& Berghaus, 2014; Larraufie & Kourdoughli, 2014). In order to understand the effect of social media 
marketing towards consumers’ online purchase intention mediated by luxury brands’ perception, this 
research study hypothesize as followed:

H3: Social Media marketing has a positive effect on consumers’ online purchase intention mediated by 
luxury brands’ perception

RESEARCH METHODOLOGY

This research methodology demonstrates the way the researcher is going to analyse the dataset of the study 
in order to answer to the research questions. There will be the use of descriptive research design and also 
exploratory research design in order to identify the extent and nature of cause-and-effect relationships 
for the purpose of assessing and comprehending the effect of social media marketing on consumers’ 
purchase intentions towards luxury brands in Malaysia. Quantitative research method based on Primary 
Data will be applied in this study (Dastane & Fazlin, 2017; e.g. Haba & Dastane, 2018). This means 
that quantifiable information will be generated and geared towards answering the research questions will 
be compiled and sorted before being subjected to and statistical analyses with an advanced analytical 
software. Primary data collection is going to be the method for data collection in this research study with 
a self-administered survey questionnaire (e.g. Dastane, 2020). Self-administered survey questionnaire, 
as mentioned above, questionnaire will be used to collect data in this research. By definition, a research 
questionnaire is a series of questions which acts as an instrument which is made and designed to collect 
data from the respondents. The questionnaire items and corresponding sources as displayed in Table 1.
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Respondents were asked to about their consent before answering the questionnaire in order to tackle 
issues related to primary data collection. Thus, the questionnaire structure is as followed: part 1 is about 
the dimensions of social media marketing, part 2 is about the dimensions of luxury brands’ perception, 
part 3 is about the dimensions of online purchase intention and lastly part 4 is about the demographic 
profiling of the respondents. The full questionnaire is attached in the research appendix. Sampling tech-
nique & target population, this research data will be collected mainly from existing and potential luxury 
brands consumers in Malaysia as target population. To access and conduct this questionnaire on likert 
scale of 1 to 7, the research has targeted 300 existing and potential luxury brands consumers. However, 
a total of 211 responds were received via Google form’s Uniform Resource Locator (URL).

The data analysis plan is displayed in Table 2.

Table 1. Measurement Items and Sources

Construct Item Source(s)

Social Media Activities

Entertainment

The browsing of social media account of this brand is fun.

Jara, Cliquet, & Robert, 
(2017); Mandakam and 

Tripathi (2021)

The content shared by social media of this brand is enjoyable

The sharing of this brand on social media are interesting.

Advertisement

I like the ads that this brand has published on social media.

The ads that this brand has released on social media are interesting.

Social media ads of this brand positively affect my attention for the brand.

Luxury Perception

Uniqueness

I prefer to buy luxury products / brands if they are Very exclusive

Ceyhan (2019); Mortelmans, 
(2005); Van der Meulen, 

(2010).

I prefer to buy luxury brands if they are precious

I prefer to buy luxury brands if they are rare

I prefer to buy luxury brands if they are unique

Quality

I prefer to buy luxury brands if they are crafted

I prefer to buy luxury brands if they are luxurious

I prefer to buy luxury brands if they are best quality

I prefer to buy luxury brands if they are sophisticated

I prefer to buy luxury brands if they are superior

Hedonism

I prefer to buy luxury brands if they are exquisite

I prefer to buy luxury brands if they are glamorous

I prefer to buy luxury brands if they are stunning

Online Purchase Intention

Online Repurchase

It is likely that I will transact with this web retailer in the near future.
Aakash and Aggarwal (2019); 

Hui, Dastane, Johari, and 
Roslee (2021)

Given the chance, I intend to use this retailer’s web site.

Given the chance, I predict that I should use this retailer’s web site in the 
future.

 EBSCOhost - printed on 2/9/2023 3:43 AM via . All use subject to https://www.ebsco.com/terms-of-use



277

The Effect of Social Media Marketing on Luxury Brand Purchase Intention
 

FINDINGS AND ANALYSIS

Demographic Profile Analysis

The classification of the demographic profile is seen below in Table 3. The largest percentage of 65.4% 
are made up of people in the range of 31 – 40 years old. 15.2% was contributed from 2 separate age 
group that are 20 – 30 years old and 41 – 50 years old. The age groups that contributed the least are 
from below 20 years old with 0.5%, 51 – 60 years old with 2.4% and 61 years old and above with 1.4%. 
The total number of 211 respondents are consisting of 139 female and 72 male respondents which is 
equivalent to 65.9% and 34.1% respectively. From the total of 211 respondents, the majority of 71 (33.8%) 
respondents earns between MYR 5,000 – MYR 10,000. Respondents that earn between MYR 10,000 
– MYR 15,000 has 46 respondents (21.9%) and 44 (21%) respondents earns below MYR 5,000. Lucra-
tive earnings of MYR 15,001 to MYR 20,000 have 18 (8.6%) respondents while 9 (3.8%) respondents 
earn between MYR 20,001 – MYR 25,000. 23 (11%) respondents earn a staggering income of MYR 
25,001 and above. In this research, the 4 major race of Malaysia is used. Chinese makes up the largest 
percentage, with 81.5% of the total respondents, whilst 2.4% are Malay, 9.5% made up of Indian and 
6.6% falls onto the category of Others. The category of “Others” is other minority race such as Eurasians 
and other indigenous natives.

Table 2. Data Analysis Plan & Rule of Thumb

Data Analysis Plan Rule of Thumb Citations

Descriptive Statistics (Normality 
Test)

Skewness and Kurtosis
within < - 1 + 1 (Nick, 2007)

Reliability Test Cronbach’s ALPHA > 0.7 considered acceptable (Yang & Green, 2011)

Validity Test LR+(1-infinity) and LR (0-1) (Yang & Green, 2011)

Model Fit 1. Confirmatory Factor Analysis 
2. Structural Equation Modelling

(Babyak & Green, 2010) 
(Byrne, 2006)
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Descriptive Statistics

To test how symmetrical a distribution is, an assessment using skewness is performed. Having a distribu-
tion that stretches toward the right of left tail of distribution means that the responses for that variable has 
a skewed distribution. Kurtosis is a measure of whether the distribution is too peak (Hair et al., 2017). It 
is common practice to have values of kurtosis and skewness lie between -1 to +1. However, should the 
value fall within the range of +2 to -2 is still considered acceptable. Based on the results shown above, 
the collected data shows skewness value that falls between the range of +1 to -1, however kurtosis has 
a value that is slightly above +1, but it is still considered as acceptable. Therefore, we are able to draw 
the conclusion that data collected is of normal distribution. However, the below Table 4 is trying to 
demonstrate the descriptive statistics of the research study based on the normality test.

Table 3. Sample Demographics

Age Frequency Percent Valid Percent Cumulative Percent

Below 20 1 0.5 0.5 0.5

20 – 30 years old 32 15.2 15.2 15.7

31 – 40 years old 138 65.4 65.4 81.1

41 – 50 years old 32 15.2 15.2 96.3

51 – 60 years old 5 2.4 2.4 98.7

61 and above 3 1.4 1.4 100

Gender Frequency Percent Valid Percent Cumulative Percent

Female 139 65.9 65.9 65.9

Male 72 34.1 34.1 100

Monthly Income Frequency Percent Valid Percent Cumulative Percent

Below 5,000 44 21 21 21

5,000 – 10,000 71 33.8 33.8 54.8

10,000 – 15,000 46 21.9 21.9 76.7

15,001 – 20,000 18 8.6 8.6 85.3

20,001 – 25,000 9 3.8 3.8 89.1

25,001 and above 23 11 11 100

Race Frequency Percent Valid Percent Cumulative Percent

Malay 5 2.4 2.4 2.4

Chinese 172 81.5 81.5 83.9

Indian 20 9.5 9.5 93.4

Others 14 6.6 6.6 100

Total 211 100 100
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Reliability Test

The reliability of multiple question within the questionnaires will be measured using Cronbach’s alpha 
test. Cronbach’s Alpha Test is deemed to be the most established method in determining the suitability 
and consistency of data (Yang & Green, 2011). The values are displayed in Table 5.

Table 4. Descriptive Statistics

N Minimum Maximum Mean Std. 
Deviation Variance Skewness Kurtosis

Statistic Statistic Statistic Statistic Statistic Statistic Statistic Std. 
Error Statistic Std. 

Error

E1 211 2 7 5.21 1.057 1.118 -.133 .167 -.341 .333

E2 211 2 7 5.23 1.032 1.065 -.321 .167 .026 .333

E3 211 2 7 5.31 1.080 1.167 -.250 .167 -.363 .333

A1 211 1 7 5.16 1.283 1.647 -.419 .167 -.147 .333

A2 211 1 7 5.24 1.134 1.286 -.458 .167 .219 .333

A3 211 1 7 5.23 1.218 1.484 -.486 .167 .231 .333

C1 211 1 7 4.88 1.329 1.766 -.829 .167 .874 .333

C2 211 1 7 4.87 1.349 1.820 -.836 .167 .787 .333

C3 211 1 7 4.30 1.730 2.991 -.341 .167 -.643 .333

C4 211 1 7 4.45 1.619 2.620 -.396 .167 -.351 .333

U1 211 1 7 5.28 1.335 1.783 -.755 .167 .242 .333

U2 211 1 7 5.22 1.234 1.524 -.776 .167 .981 .333

U3 211 1 7 4.97 1.421 2.018 -.815 .167 .516 .333

U4 211 1 7 5.40 1.160 1.346 -.795 .167 .710 .333

Q1 211 1 7 5.65 1.175 1.380 -.972 .167 .999 .333

Q3 211 3 7 5.95 1.001 1.002 -.671 .167 -.358 .333

Q4 211 1 7 5.43 1.116 1.246 -.645 .167 .740 .333

Q5 211 1 7 5.33 1.201 1.442 -.814 .167 .965 .333

H1 211 1 7 5.21 1.232 1.518 -.990 .167 1.221 .333

H2 211 1 7 5.28 1.321 1.745 -.953 .167 1.012 .333

H3 211 1 7 5.36 1.212 1.470 -.608 .167 .216 .333

OPI1 211 1 7 4.65 1.627 2.646 -.593 .167 -.360 .333

OPI2 211 1 7 4.81 1.572 2.472 -.625 .167 -.354 .333

OPI3 211 1 7 4.95 1.568 2.459 -.706 .167 -.063 .333

Valid N 211

Table 5. Cronbach’s Alpha Score for Each Variables (SPSS)

Reliability Statistics

Variables Number of Items Cronbach’s Alpha

Social Media Marketing 6 0.877

Luxury Perception 15 0.890

Online Purchase Intention 3 0.930
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Confirmatory Factor Analysis (CFA)

The proposed conceptual model was developed using the same set of data and the model was assessed. 
According to part of the studies by Anderson and Gerbing (1998), in order to attain accuracy in the 
confirmation of the multiple-item construct, CFA (Confirmatory Factor Analysis) must be done before 
any hypotheses can be put to the test. The software AMOS was used in order to obtain the specification 
of the observed measure’s relations to their posited underlying constructs as it allows the constructs the 
freedom of inter-correlation (Chin, 1998). In order to achieve an acceptable fit that also has a more ac-
curate resultant scale, process of elimination will be executed during the validation of initial specification, 
items with 0.5 value or less were eliminated. The resultant of CFA path diagram is shown in Figure 2.

Table 6. Summary CFA Fit Results

Absolute Fit Incremental Fit Parsimonious Fit

CFA Indicator RMSEA CFI TLI NFI Chisq/df

Acceptance Level < 0.08 > 0.90 > 0.90 > 0.9 < 5.0

Default Model Value 0.060 0.954 0.945 0.9 1.765

Decision Acceptable Acceptable Acceptable Acceptable Acceptable

Figure 2. CFA Path Diagram.
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Based on the selected criteria (at least 1 of each from the 3-fit category) and based on the results gen-
erated and displayed in Table 6, RMSEA is at 0.06 which is less than 0.08 and this indicates the model is 
quite a good fit. Based on CFI, TLI and NFI, all 3 criteria were also met, with the lowest being NFI, the 
rest are more than the required acceptance level of 0.9. As for the third category, the Chisq/df indicates 
are value of 1.765 which is less than the value of 5. With that, a conclusion can be drawn that the final 
overall model fit assessment values are within the statistical recommendation based on the observation 
of overall data that fits the model within reason (CFA model fit results). With the fit assessment com-
pleted, testing of hypothesis was presumed acceptable. In order to ascertain convergence of a model, 
CR values need to be greater than 0.7 (Hair et al., 2017). Based on the AVE values of above 0.5 in the 
Table 7 (Hair et el., 2017) considers it as high convergent validity of the latent variables and it is also 
assessed and accepted when AVE value is of higher value than MSV results and it proves discriminant 
validity (Hair et al., 2017).

Structural Equation Modelling (SEM)

The test of reliability, convergent validity and discriminant validity were met for the model’s measure-
ment quality. With the above assessment complete, it means the measurement model is sufficient to 
continue with testing of the path coefficients in determining the developed relationship of the model 
(Anderson & Gerbing, 1998). The SEM path diagram was developed with the software AMOS version 
24 and displayed in Figure 3.

Table 7. Accuracy Analysis

Descriptions CR AVE MSV

Online Purchase Intention 0.932 0.820 0.240

Social Media Marketing 0.827 0.705 0.240

Luxury Perception 0.873 0.701 0.145
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The model is considered in the acceptable range of good fit based on the results in Table 8. It shows 
that the RMSEA is < 0.08, CFI is > 0.90, TLI is > 0.90, NFI is > 0.90 and Chisq/df is < 5.0. The results 
indicated that RMSEA is at 0.06, CFI at 0.954, TLI at 0.945, NFI at 0.9 and Chisq/df at 1.765. This 
indicates that the model is able to converge and is considered an acceptable fitting data collected. Sec-
ond order factor loadings, based on the second order construct of the model, there are 2 main construct 
that has sub-construct, namely Uniqueness, Hedonism and Quality for the mediator which is Luxury 
Perception and the other 2 sub-construct are Advertisement and Entertainment which is from the main 
construct of Social Media Marketing.

Figure 3. SEM Path Diagram.

Table 8. Summary of SEM Model Fit Results

Absolute Fit Incremental Fit Parsimonious Fit

CFA Indicator RMSEA CFI TLI NFI Chisq/df

Acceptance Level < 0.08 > 0.90 > 0.90 > 0.90 < 5.0

Default Model Value 0.06 0.954 0.945 0.90 1.765

Decision Acceptable Acceptable Acceptable Acceptable Acceptable
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Based on the results above in Table 9, it shows that each sub-construct is significant to its main 
construct. From here we are also able to conclude that Quality is the highest variable towards Luxury 
Perception and that entertainment is more important towards Social Media Marketing.

DISCUSSION

Social media marketing positively and significantly impacts online purchase intention for luxury brand. 
This hypothesis is supported as indicated in the Table 10 that Social Media Marketing does play an 
important role in the context of having a positive effect on consumer’s Online Purchase Intention. This 
proves that with the correct social media marketing, it is able to have a positive effect on a consumer’s 
online purchase intention in this research with supporting data of 0.423%. Consumers are emotionally 
drawn to the things that are easily relatable, and it was discovered that one of more effective way to es-
tablish this connection is via entertainment. Finding fun ways to inspire consumer’s brains in a way that 
ties to the brand with the emotional feeling. Sabri (2019) has reiterated that social media’s sole purpose 
is centre on the interaction between users and the exploration of information. This is in line with the 
paper done by Yadav and Rahman (2017) where the outcome of the study also showed that the social 
media marketing does have a positive effect on purchase intention. In the same paper, it mentions that 
there are two proponents in defining Social Media Marketing, one is being a connective tool for exist-
ing and prospective consumers and one being a process of enhancing stakeholder value. Of these two 
proponents, the common factor is the use of social media to inspire the sharing of content through the 
likes of interaction, information, word of mouth, personalisation etc. Similar study by Chu et al. (2013) 
also indicated that consumer’s responses toward social media marketing and purchase intention toward 
luxury brands has a positive relationship between social media users’ levels of brand consciousness and 
attitudes towards social media marketing. It is shown over and again that social media users that has a 
positive attitude toward social media marketing are more likely to engage with the contents of brands 
that are published and would then continue to search for information about brands, eventually this will 
transform into an intention for luxury purchases.

From Table 9 shown above, we can draw the conclusion that luxury perception as a mediation between 
Social Media Marketing and Online Purchase Intention does not exist. This can be proven by the value 
of 0.381 x 0.175 = 0.066%, which is much less compared to direct impact of social media marketing and 
online purchase intentions at 0.423%. It was highlighted in Wiedmann et al. (2007) paper that luxury is 

Table 9. Second Order Factor Loadings

Dependent 
Variables

Independent 
Variables Beta Value P Results

1 Advertisement ← Social Media 
Marketing 0.815 Reference Point

2 Entertainment ← Social Media 
Marketing 0.864 *** Significant

3 Uniqueness ← Luxury Perception 0.824 Reference Point

4 Hedonism ← Luxury Perception 0.689 *** Significant

5 Quality ← Luxury Perception 0.974 *** Significant
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able to satisfy psychological and functional needs whilst also bringing esteem for the luxury consumer. 
This has resulted in luxury brands competing on the ability to promote exclusivity, brand identity, brand 
awareness and perceived quality as part of their social media marketing. However, in this research paper, 
studies shows that Luxury Perception does not play a significant role as a mediator towards purchasing 
intention. Chattalas and Shukla (2015), also did a study that supported the hypothesis, that social and 
functional value of Luxury Perception does indeed affect and positively impacts a consumer’s decision 
in making an online purchase.

Table 11 summarises the findings in the form of results of hypotheses testing.

CONCLUSION

Based on data provided by the 211 respondents, the results show that social media marketing does have 
an effect on a consumer’s online purchase intention. The relationship is made up of 2 key factors, which 
is Advertisement and Entertainment. By providing the correct information to consumers, consumers are 
able to assess and evaluate if the information is something that would persuade them to further research 
into. So, this brings us to the importance of Advertisement, which can be categorised into Hot and Cold 
Media and it is the use of Hot Media for Advertisement that businesses are able to provide more informa-
tion that allows consumers to have the full picture and to have it communicated clearly (Ceyhan, 2019). 
Social media marketing is one of the ways that reaches consumers all around the world, they provide a 
nearly boundary-less reach and with the world being so connected, it is only natural that luxury brands 

Table 10. Hypothesis Results

Dependent 
Variable

Independent 
Variable Beta Value P Hypothesis Results

H2

Online 
Purchase 
Intention

← Social Media 
Marketing 0.423 *** Supported

H3
Luxury 

Perception ← Social Media 
Marketing 0.381 *** Supported

H1

Online 
Purchase 
Intention

← Luxury Brand 
Perception 0.175 * Supported

*p < .05, **p < .01, *** p < .001~

Table 11. Summary of the findings

Hypotheses Result

H1: Luxury brands perception has a positive effect towards consumers’ online purchase intention Accepted

H2: Social media marketing has a positive effect towards consumers’ online purchase intention Accepted

H3: Social Media marketing has a positive effect on consumers’ online purchase intention mediated by luxury brands’ 
perception Accepted
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are taking advantage and providing entertainment to consumers, giving consumers the chance to feel 
connected and engaged and all this in turn will guide a consumer towards having online purchase inten-
tion and in the case of luxury brand’s perception, it can be said that from the context of the research 
study, the perceptions of consumers are the main drivers of online purchase intention.

The findings demonstrated that luxury brands perception has a positive effect towards consumers’ 
online purchase intention, social media marketing has a positive effect towards consumers’ online pur-
chase intention and lastly social Media marketing has a positive effect on consumers’ online purchase 
intention mediated by luxury brands’ perception statistically and supported by previous research stud-
ies (Akar & Ceyhan, 2019; Dalgic, 2018; Sabri, 2019; Yeo et al., 2020). In brief, this research study 
has been able to answer the research questions established in this study for the purpose of making an 
academic literature contribution in the field of social media marketing. The correct information put out 
on advertisement and the level of engagement in the entertainment shared by the companies are crucial 
in ensuring that it results with an online purchase intention as it plays a major part. As social media is 
also a platform that allows exchange of views, provide feedback and share content, the outcome of this 
will make or break a product.

Limitations and Future Research Avenues

First of all, this research study can be extended into other countries or region of the world in order to 
understand luxury brands’ perception associated with social media and online purchase intention during 
the post COVID-19 pandemic in the world for the purpose of knowing the pattern of it. It is important 
that limitation of this research is highlighted and how this may have impacted the reliability and validity 
of the research’s outcome. Although there is no known consensus in literature that has provided the info 
on the ideal size of sampling, this research was performed using quantitative analysis and with n=211, 
the sample size was deemed adequate. However, it is also acknowledged that had the sample size been 
larger, the analyses would have yielded an outcome that was more robust. The envelope for this research 
was also limited to Malaysia only, suggesting that the data obtained are possibly restricted by geographi-
cal and potentially even culture bias. These influences on the population distribution indicate that the 
research findings cannot be generalised across the world and needs to be referenced with caution.
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KEY TERMS AND DEFINITIONS

Consumer Purchasing Intention: Is a complicated psychological process that involves information 
gathering, recognition, purchase, and post-purchase evaluation and this is contrary to the process when 
it comes to decision making, as it does not always follow the same pattern. This is because consumer 
behaviour is heavily influenced by emotion and environmental factors, and also on how the choices are 
presented.

Luxury Brand: Is brand positioned where the product outwardly exhibits price insensitivity; that be-
ing priced at a higher price is considered as neutral or even brings a positive impact to its image; exhibit 
that perceived price is not of any significance to the product is amongst drivers of purchase.

Luxury Perception: Is defined as the act of seeing luxury being an equal definition to beauty, like an 
art but one that comes with functional value, which can be enlightening. Luxury items are able to flatter 
all senses and provide pleasure all at once. Luxury is also seen as an appendage of the ruling classes.

Online Purchase Intention: Is defined as when the consumer is having the preparedness and intent 
toward a product to be purchased via an online transaction platform; it is also served as a good guide to 
making an actual purchase when possessed with the intention to buy online a good or a service.

Social Media Marketing: Is defined by scholars and expert in the field of social media as the use 
of social media platforms and websites in order to promote a product or a service, it is sometimes called 
electronic marketing and digital marketing in the context of academic literature.
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ABSTRACT

Film-induced tourism is a kind of business that profits from attracting visitors inspired by beautiful 
sceneries of locations exposed in movie or drama and stories linked to the locations, through merchan-
dising of filming sets or locations as a tour program. This chapter presents the case study “A Lenda do 
Galo de Barcelos” as an example of a film and photographic record enhancing the tourist destination 
in northern Portugal (i.e., Barcelos). The film recovers the history, culture, photography, and images 
of one of the most important legends of Portuguese territory and representative of the popular culture 
of Barcelos. Film tourism is a useful tool for promoting and selling tourist destinations. It is also an 
important differentiating factor in the marketing of territories at the level of marketing of places. In an 
interdisciplinary perspective, this chapter presents inputs from tourism (film-induced tourism), market-
ing (tourism and territorial marketing), and local development.
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INTRODUCTION

In the last two decades, brand management has generated much interest both in academic and business 
circles and branding strategy has been widely recognised as a source of sustainable competitive advan-
tage (Aaker, 2002; Kapferer, 2008; Keller, 2008). Branding is a key element in product positioning, and 
its role in effectively and appropriately marketing specific contexts (Sousa & Rocha, 2019). Therefore, 
niche markets emerge as a response to the growing demand for sophisticated and specialized tourism, 
such as movie tourism. According to its classical meaning, the concept of heritage refers to the legacy 
we inherited from the past and that we transmit to future generationsIn this context, film-induced tour-
ism is a kind of business that profits from attracting visitors inspired by beautiful sceneries of locations 
exposed in movie or drama and stories linked to the locations, through merchandising of filming sets or 
locations as a tour program (Beeton, 2006). This chapter presents the case study “A Lenda do Galo de 
Barcelos” as an example of a film and photographic record enhancing the tourist destination in northern 
Portugal (i.e. Barcelos). The film recovers the history, culture, photography and images of one of the 
most important legends of Portuguese territory and representative of the popular culture of Barcelos. 
The result of the film (2020) is an important tool for the promotion, communication and management 
of tourism. In an interdisciplinary perspective, this chapter presents inputs from tourism (film-induced 
tourism), marketing (tourism and territorial marketing) and local development.

PLACE MARKETING AND SALES

Territorial marketing is one of the most important elements of strategic planning of cities and territo-
ries, and it appears as a process of territorial management and decentralisation of power, which seeks 
local development through competitive advantages. The development of a territory, in an integrated and 
interest-compromising point of view, consists of a set of associated objectives to attract or create oppor-
tunities for the territory. These opportunities arise through initiatives of local attraction of entrepreneurial 
initiatives, tourists and visitors, and through the creation and establishment of export markets. In the 
case of territorial marketing, the main theme of this research, it is observed that it is interrelated with 
other concepts such as city marketing, urban marketing, and place marketing (Sousa & Rocha, 2019). 
The application of territorial marketing should be taken into account as a long-term strategic process 
and through different stages. From this application derives the knowledge of the specific characteristics 
and potential of each territory, which until then was not known (Megri & Bencherif, 2014; Ocke & 
Ikeda, 2014). It is therefore essential to know the environment (geographical, demographic, economic, 
political, social, cultural) and leaders (governmental, political, private) of each place (Veiga et al., 2022).

Although the growth period of globalization, increased mobility, spatial homogeneity and the loss of 
cultural specificity, the notion of “place” have regained its value and importance in the contemporary 
world, especially in neighborhoods, villages, and small towns (Lewicka, 2011; Sebastien, 2020). Accord-
ing to previous studies, places should not be seen merely as a physical space or geographical location 
(Ng & Feng, 2020; Nian et al., 2019; Ujang & Zakariya, 2015; Imamović et al., 2022). The concept of 
place should also be interpreted from a psychological perspective, where people develop human experi-
ences, relationships, emotions, and thoughts within a spatial setting (Hoang et al., 2020; Ng & Feng, 
2020; Wang & Chen, 2015). Theoretically, the significance and meaning of a place vary between dif-
ferent types of actors (individuals, groups, or cultures) andover time (Halpenny et al., 2018; Hoang et 
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al., 2020), thereby influencing human affections, perceptions, and behaviors (Han et al., 2019). Some 
people feel attached to a place because of social factors: close ties with the neighborhood, generational 
rootedness, or religious symbolism of the place, while others may feel attached to the physical assets 
of places, such as nature, the possibility of recreation, or physically stimulating environment (Lewicka, 
2011). As stated by Sebastien (2020), space acquires value and significance throught memories, symbols, 
ideas, and experiences lived and felt on site. Consequently, sustaining the meanings and identity of places 
is important because they contribute to understanding the level and form of attachment and meanings 
associated with the places to unravel place significance (Ujang & Zakariya, 2015). Therefore, the con-
cept of place implies the association of the physical environment with human experiences. In addition 
to carrying out their political functions and pursuing common objectives of their community, it is also 
up to the leader to ensure that the different targets are met (tourists, residents, associations, companies 
and investors), regardless of their heterogeneity. The features and advantages that characterise certain 
locations do not guarantee the same opportunities in the future. The image of a destination, transmitted 
through a film, is a very powerful strategy with regard to creating the touristic image of the territory and, 
in this case, the great competitive advantage of territories that promote themselves through cinema is the 
fact that its promotion is done through an unconventional distribution channel and the effect it has on the 
population is more appealing and far-reaching (Duque, 2013). Therefore, it is more than certain that, in 
keeping up with the digital evolution, tourist destinations had to give in to new ways of advertising their 
destination. Film production and film development proves to be an important instrument of territorial 
sales (i.e. sales of destinations and cultural promotion) through television and major film productions 
(e.g. film festivals or expert meetings). Cinema can function as a tool for disseminating places, territories, 
cities, countries and the history of a city (Sousa et al., 2021).

In Portugal, the case of the “legend of the Barcelos rooster” presents a story with very specific values 
that reinforce the territorial identity of the local community (Barcelos and other cities). There is, there-
fore, a logical relationship between cinema, films and the sale of territories and cultural promotion. In 
this chapter, the authors intend to present a successful case study, with a cinematographic production 
produced in the pre-pandemic period (i.e. new corona virus in 2019). In this chapter, the authors seek 
to understand the importance of the film produced in Barcelos in managing sales in the national and 
international territory.

TOURISM SEGMENTATION AND FILM-INDUCED TOURISM

Tourism is a multifaceted and geographically complex activity that increasingly generates new (and dif-
ferent) market segments with different individual interests. The term niche, in a marketing perspective, 
refers to two key interrelated ideas: that there is a place in the market for the product, and that there is an 
audience for that same product. This refers to a specific product capable of keeping up with the needs of a 
specific market segment (Santos et al., 2021). Therefore, one should not look at the market in a simplistic 
and homogeneous way, since it represents a group of individuals with specific characteristics and needs.

There is a variation in the terminology used to define the concept of movie tourism. The most basic 
differentiation is cultural/geographical, that is, some countries tend to favour the term “movie tourism”, 
while others use the term “film-induced tourism”. The two terms are used interchangeably in tourism 
research, but essentially the “film” refers to the vocabulary of early American cinema of the “moving 
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image”. Film tourism can take many forms and activities, as identified, and discussed by some authors 
(e.g. Beeton, 2006; Croy & Heitmann, 2011; Li et al., 2017; Sousa et al., 2021):

• Visits to locations portrayed in a specific film/television production. These locations are real, from 
cities, villages, fields and other environments that were used as locations for filming films (e.g. 
Barwon Heads, Australia and Sea Change).

• Visits to groups of studios.
• Visits to theme parks and specific film/TV attractions (e.g. Dae Jang Geum Theme Park, the first 

cinema-related attraction in Korea, and, Hengdian Film Industry Park, Dangyang City, Zhejiang).
• Visits to themed attractions with a movie theme - the world’s most popular tourist attractions and 

theme parks are directly related to films (e.g. Disneyworld in Orlando, the Wizardry of Harry 
Potter in Orlando and King Kong 3-D in Hollywood).

• Visits to locations where filming is taking place.
• Visits to locations that are marketed as cinematographic locations.
• Participation in excursions organized in the locations where the filming took place.
• Participation in tours organized to see the homes of celebrities.
• Visits to Film Festivals (e.g. Cannes or Edinburgh International Film Festival).
• Visits to destinations for film premieres, that is, to see or watch the arrival of film celebrities.

The film tourism business incorporates a series of activities, such as Hudson and Ritchie (2006), the 
development of destination marketing campaigns to promote films, while, increasingly, common initia-
tives between DMOs and filmmakers to promote films and tourist destinations. The existence of units 
dedicated to the promotion of films is, in many places, well established in order to promote the adapta-
tion of places and spaces such as filming locations, as well as the provision of resources to provide or 
find studio spaces. In addition to that, they provide incentives to filmmakers regarding tax benefits and 
incentives (Sousa & Liberato, 2022). Great cinematographic films can provide the locations, objects and 
people for the look and motivation of various people and, for some, films can induce these same people to 
travel specifically to the places where those same films were shot. Although some of these great films are 
not primarily intended to induce people to visit the sites in question, it appears that they can enhance the 
awareness, appeal and profitability of the sites through the power of the imagination, image and fantasy 
of films in question. These cinematographic images can influence consumers’ decisions regarding their 
motivations to visit the places where the films were recorded. However, it is necessary to ask the ques-
tion: do films really have an impact with respect to consumer choice in relation to the tourist destination?

THE CASE OF THE BARCELENSE MOVIE “A LENDA 
DO GALO” (“THE LEGEND ROOSTER”)

Religious tourism is exclusively or strongly motivated for religious reasons. One of the oldest types of 
tourism and a worldwide phenomenon of religious history, it can be differentiated into several forms. 
There are established links of pilgrimage with belief, religious tourism with culture and tourism with 
entertainment (Sousa et al., 2021). Numerous religious sites are correspondingly national symbols. For 
example, Guadalupe and the Wailing Wall (Jerusalem) representing, respectively, Mexico and the Ju-
daism. Fatima, a religious sanctuary in Portugal, constitutes another symbol of gathering for nationals 
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and expats that come together on specific dates to celebrate the apparition of Holly Mary. Mazumdar 
& Mazumdar (2004) refer to the pilgrimage in Islam, as a religious motivation, that has important im-
plications for place attachment: (i) the pilgrimage emphasizes the importance of the site, particularly in 
those locations associated with the Prophet; (ii) pilgrimage requires all believers to visit the place and 
experience its physical qualities; (iii) the identification with place becomes an integral part of Muslim 
identity. According to Casais and Sousa (2020), Santiago de Compostela is one of the main pilgrimage 
destinations, compared to Jerusalem (Israel), Rome (Italy), Lourdes (France) or Fátima (Portugal) (Lois-
González & Santos, 2015). Located in the northwest of Spain, Compostela is dedicated to Saint James 
the Apostle (Lois-González et al., 2015). In the twelfth century, a network of routes was built throughout 
Europe, with the city of Compostela as the final destination. The most popular and emblematic route 
among European pilgrims is the French one, consisting of four routes converging to each other (Lois-
González et al., 2015). The Portuguese route also holds history and has several variants (e.g., the central, 
the coastal, and the primitive routes), as a consequence of investments in routes facilities (Pereiro, 2019), 
which act as pull attributes to attract more pilgrims (Casais & Sousa, 2020).

The film “A Lenda do Galo”, in the opinion of its director, was a beginning for the representation of 
Barcelos in the cinematographic world. Somewhere in Minho, more specifically, in the district of Braga, 
with 62 parishes and with about 116 531 inhabitants, we find the city of Barcelos or, as the people like 
to call it, the famous city of Galo. This Portuguese corner embraced by all Barcelonans and people who 
go there is not known as the city of Galo just because, before it was normal when referring to Barcelos, 
there was something superior that instilled this normality and that’s where the famous legend of the 
Rooster. Briefly, the Legend of the Rooster of Barcelos tells us about a “miraculous” intervention by a 
dead rooster that proved the innocence of a man who was accused of a crime he did not commit. The 
story begins with a guiltless crime when, out of nowhere, a young Galician appears, just passing through 
Santiago de Compostela. Having no other culprits, the authorities at the time found him guilty and thus 
sentenced to death. The young Galician, unhappy with the whole situation by declaring himself innocent, 
asked to speak to a judge. Thus done, he went to the same man who was at a banquet. So indignant with 
the situation, he stated in front of the judge that – “It’s so right that I’m innocent, how sure is that rooster 
crowing when they focus on me!”. That said, no one cared about the young man and they took him away 
to be hanged. It was at that moment that the cock before him stood up and crowed. Realizing his error, 
the judge ran to the gallows where the young Galician was still alive due to a bad knot.

After a whole year of “going around the world”, the film had its premiere to the Barcelos public 
from January 31 to February 2, 2020, at the Gil Vicente Theater. Although a pandemic has come to 
devastate the entire culture, the project’s surroundings managed to succeed and proof of this is the fact 
that this film/short film has been nominated for numerous national and international cinema awards. 
Directed by Carlos Araújo, the film has the presence of actors such as: João Nunes Monteiro, Margarida 
Moreira and António Capelo (Figure 1). Therefore, it is more than certain that, in keeping up with the 
digital evolution, tourist destinations had to give in to new ways of advertising their destination. Film 
production and film development proves to be an important instrument of territorial sales (i.e. sales of 
destinations and cultural promotion) through television and major film productions (e.g. film festivals 
or expert meetings). Cinema can function as a tool for disseminating places, territories, cities, countries 
and the history of a city (Sousa et al., 2021). In Portugal, the case of the “legend of the Barcelos rooster” 
presents a story with very specific values that reinforce the territorial identity of the local community 
(Barcelos and other cities). There is, therefore, a logical relationship between cinema, films and the sale 
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of territories and cultural promotion. In this chapter, the authors intend to present a successful case study, 
with a cinematographic production produced in the pre-pandemic period.

Thus, the film ends up portraying the Legend of the Rooster as the fable that it is and, in this way, 
transmitting its teaching and moral context. In addition to transmitting the legend itself, the director sees 
as a mission for this film to try as much as possible to make Barcelos and its riches known, its people 
who, by themselves, are rich “not just because they are rich but because they have value”. After this brief 
introduction to Barcelos, its legend and even the film made around it all, it would be good to discuss the 
attraction of tourists through it. In an interview with Carlos Araújo, he says that he has no idea of the 
exact numbers of tourists that his film may or may not have attracted. In terms of impact, notoriety and 
recognition (e.g. Figure 2, in original (Portuguese) language), the film “The Legend of the Rooster” was 
nominated for the “Prémio Sophia” (Sophia Award).

Figure 1. “The Legend of the Rooster” poster.
Source: Movie facebook page.
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2020 was the year that COVID-19 appeared and that tourism had to take a break, so it is believed that 
the numbers are lower than they would be in a “normal” state. Despite this, Carlos Araújo stated that, 
at least, in the environment in which he is inserted (cinema) he has already received news from people 
who were inspired and are, in fact, thinking of doing something related to the city of Barcelos or in the 
city of Barcelos. Whether or not it may have attracted tourists immediately, part of the mission to put 
Barcelos on a better level in relation to Portugal and the world, is being done. Tourists will arrive when 
it’s already safe for everyone, from the film or the works it inspired to be made.

RESULTS AND DISCUSSION

The methodology used for the development of this project brings together a qualitative and a quantitative 
approach, based on document analysis, conducting a semi-structured and exploratory interview with the 
director of the film “A Lenda do Galo”, Carlos Araújo, and a survey on Movie tourism and photographic 
tourism in Destination Management. To better understand all the information that was collected through 
the literature review, a quantitative methodology was applied in this study through questionnaires that 
would be filled out online, through Google Forms. The questionnaire will have been published on April 
22, 2021, at 0:00 am and closed one month later. The following platforms were chosen to share the ques-
tionnaire: e-mail; Facebook; Instagram; LinkedIn; Twitter. The qualitative methodology was carried out 
in order to complement the quantitative one and took place in a semi-structured and exploratory interview, 
carried out with the director of the film “A Lenda do Galo”. The interview has, then, 6 questions to which 
the respondent would have to share his opinion more freely, since he will also have had access to the 
questionnaire where the questions were more direct and objective (Zoom meeting, 05-05-2021, 10 am).

The population of this study includes everyone who is fluent in the Portuguese language and, in 
particular, people from the fields of cinema, marketing and photography. However, the topic to be de-
veloped was included in an open questionnaire in which everyone could respond with their opinion or a 

Figure 2. Film recognition for the “Sophia Award”
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minimum of knowledge. In turn, the sample of the quantitative study consists of 252 respondents. Most 
of the respondents who answered the questionnaire are between 18 and 24 years old, and of the total 
number, 113 (44.8%) are between these ages, then 44 responses were obtained (17.5%) indicating that 
are between 35 and 44 years old. It was also noted that the age group with the least responses obtained 
was people over 64 years old, where only 8 people (3.2%) responded.

As the research is directed to the role of photography and cinema in the management of tourist desti-
nations, respondents were approached with the fact that they considered, or not, photography important 
for their management. Of the total 252 responses, it was found that all agreed with the statement, with 
213 people (84.5%) responding that they strongly agreed and the remaining 37 people (14.7%) respond-
ing that they only agreed. After asking himself about the importance of photography in the management 
of destinations, the same question was posed, but with the variant of cinema. Unlike what happened in 
the previous question, when asked about the importance of cinema in the management of destinations, 
the answers were more dispersed. Thus, there were 116 responses (46%) in complete agreement and 82 
(32.5%) in agreement. However, this time more responses were obtained (46 responses, 18.3%) in the 
level 3 option (neither disagree nor agree) and 8 responses (3.2%) stated that they were and disagree 
with the statement presented.

When the sense of belonging of the Barcelense community was addressed, through the film “A Lenda 
do Galo”, the results showed that more than 50% of the respondents highlighted the feeling of affection 
(affective bond by the community). In other words, the results obtained (albeit preliminary), tend to 
corroborate the idea that cinema (and photography) can develop an important communication and ter-
ritorial marketing tool. Cinema and photography seem to play a very important role in the management 
of tourist destinations, in promoting the territory, in the notoriety of cities and also in the feeling of 
belonging (and emotions in the local community). It is possible, from the preliminary results, to verify 
feelings of pride, feelings of affection and local identity on the part of some respondents. According to 
Sousa and Rocha (2019), the concept of place attachment presented, from the beginning, some difficulties 
in the way it was defined or understood universally, considering the most appropriate methodological 
approach. Other terms are used in an undifferentiated way such as community attachment (Kasarda & 
Janowitz, 1974), community sense (Sarason, 1974), local identity (Proshansky, 1978), place dependency 
(Stokols & Shumaker, 1981), sense of place (Hummon, 1992). In certain contexts, it is found that one of 
the terms used as a generic concept encompasses some dimensions, serving as an example (e.g. Cardoso 
& Sousa, 2020), the attachment to a place is a component of identity.

CONCLUSION, LIMITATIONS AND NEXT STEPS

In recent years, tourism researchers are increasingly interested in examining the role of place attachment 
to evaluate local residents’ attitudes toward tourism management and development. This increased interest, 
on the one hand, is due to the decisive attitude of local residents toward tourism in determining tourism 
development (Ng & Feng, 2020; Yuan et al., 2019). An increase in international travel and the develop-
ment of the entertainment sector translated into growth for film tourism, which within a relatively short 
time became a rapidly growing sector of the tourism industry (Michopoulouet al., 2022). As Cardoso 
et al. (2017) note, this phenomenon is included in the relatively new subject of ‘film-induced versus 
destination branding image’ research. When looking at the contents of destination branding, destina-
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tion image emerges as the crucial one, as it is the core variable that influences consumers’ choices for 
destination selection and travel related decision making (Cardoso et al., 2017).

Therefore, assessing the influence of a particular screen production on the featured destination’s im-
age becomes an important issue within film-induced tourism (Michopoulou et al., 2022). In this context, 
this chapter presents a contribution to territorial marketing and tourism segmentation (in particular, the 
case of film tourism). This manuscript presents an attempt to understand the importance of cinema and 
photography in the construction of a territorial strategy and in the communication of the tourist desti-
nation (increased awareness of the tourist brand). Preliminary results seem to demonstrate that cinema 
and photography play an important role in promoting the tourist destination, but also in the sense of 
belonging and pride of the local community. Despite the fact that the chapter only shows preliminary 
results, it is expected that in the future works and studies can be developed that allow establishing causal 
relationships between variables (e.g.: place attachmen, place identity, sense of belonging, satisfaction, 
loyalty). According to Cardoso et al. (2019), destinations employ various resources to induce positive 
images in order to differentiate from competitors and place themselves at consumers’ top of mind. Image 
emerges, then, as a boosting agent of tourism destination competitiveness, and a relevant component of 
consumers’ destination choice. There is a consensus about destination image being the sum of beliefs, 
ideas and impressions one has of a place (Hallmann et al., 2015).

Therefore, it is more than certain that, in keeping up with the digital evolution, tourist destinations had 
to give in to new ways of advertising their destination. Film production and film development proves to 
be an important instrument of territorial sales (i.e. sales of destinations and cultural promotion) through 
television and major film productions (e.g. film festivals or expert meetings). Cinema can function as a 
tool for disseminating places, territories, cities, countries and the history of a city (Sousa et al., 2021). 
In Portugal, the case of the “legend of the Barcelos rooster” presents a story with very specific values 
that reinforce the territorial identity of the local community (Barcelos and other cities). There is, there-
fore, a logical relationship between cinema, films and the sale of territories and cultural promotion. In 
this chapter, the authors intend to present a successful case study, with a cinematographic production 
produced in the pre-pandemic period (i.e. new corona virus in 2019).

In this chapter, the authors seek to understand the importance of the film produced in Barcelos in 
managing sales in the national and international territory. The pandemic context caused some changes in 
consumer behavior. It will be essential, in the future, to understand how film tourism develops “desire” 
and “notoriety” for a tourist destination. In particular, in this chapter, the case of the film “A Lenda do 
Galo” was studied as an important communication and marketing tool for the city of Barcelos. From 
an interdisciplinary perspective, this chapter presents inputs for territorial marketing, film tourism and 
local development.
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KEY TERMS AND DEFINITIONS

Barcelos Rooster: (Portuguese, “Galo de Barcelos”) is one of the most common symbols of Portugal.
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Film-Induced Tourism: Is a kind of business that profits from attracting visitors inspired by beautiful 
sceneries of locations exposed in movie or drama and stories linked to the locations, through merchan-
dising of filming sets or locations as a tour program.

Place Attachment: The affectivity a tourist develops to a place.
Place Dependence: Functional connection with a particular place or context.
Place Identity: Symbolic or emotional connection for a location or context.
Social Media: Are interactive computer-mediated technologies that facilitate the creation and sharing 

of information, ideas, career interests and other forms of expression via virtual communities and networks.
Social Networks: Is a social structure composed of persons or organizations, connected by one or 

several types of relationships, which share common values and goals.
Spiritual Tourism: Is linked to Religious Tourism, this link is ancient, assumed as an engine in all 

cultures, which develop based on a religion, thus playing a fundamental role in people’s culture.
Spirituality: Any kind of connection with your inner self and with whatever is around you, alive or not.
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ABSTRACT

In the postmodern world, marketing has become a phenomenon that cannot be reduced to the sales 
management and customer relations because brands are individuals of the society. As a result, brands 
need to create an image and a holistic structure. The aim of this study, which is based on this reality, is to 
criticize the marketing strategy of Volvo Cars in accordance with practice, then to develop a model that is 
compatible with the brand’s image and develop a marketing mix for it. In this study, the current market-
ing policy of Volvo Cars and especially the R Design and Polestar models were examined in comparison 
with the top models of its competing brands. As a result of these examinations, it was determined that 
Volvo Cars’ R Design and Polestar models are not compatible with the image and positioning strategy 
of the brand. As a solution, the SS (Super Safe) model was proposed as the top model for Volvo Cars’ 
S90 and XC90 models, and a marketing mix was developed for this model.

INTRODUCTION

Increasing competition and changing consumer trends in today’s markets have revealed new understand-
ings in marketing. More specifically, marketing professionals no longer make a product salable only. In 
addition to this, they carry out the relationships developed and should be developed by brands that have 
become subjects in the social structure. This shows that the marketing strategy developed for a brand 
should be more consistent and systematic.

While brands that have become individuals in the social structure develop relationships with con-
sumers, they also compete to obtain certain images in their minds. The equivalent of this change in 

Communicating Images:
A Discussion on the Positioning 

Strategy of Volvo Cars and the Model 
SS (Super Safe) Recommendation

H. Çağatay Karabıyık
 https://orcid.org/0000-0002-1898-5907

Independent Researcher, Turkey

 EBSCOhost - printed on 2/9/2023 3:43 AM via . All use subject to https://www.ebsco.com/terms-of-use

https://orcid.org/0000-0002-1898-5907


304

Communicating Images
 

marketing theory is positioning. In other words, although they seem to be competing for market shares, 
in fact, brands are competing for images and positions in the minds of consumers. Especially in terms of 
competitive advantage, a brand that has an image with a sufficient market share in the minds of consum-
ers will always be a priority brand for consumers who want to have that image. This shows that today, 
while developing a marketing strategy for brands, it should be considered that they are subjects in the 
social structure, and it is necessary to create a strong personality for them to position them. Because, 
contrary to what is known in the traditional sense, brands develop their relations with consumers through 
the images they create in their minds. To explain more concretely, the efforts of a brand that has not 
achieved the position of “safe car” in the minds of consumers to develop a relationship in this context 
will be meaningless. For this reason, this brand must first achieve the “safe car” position in the minds 
of consumers, and then coordinate all marketing tools to maintain and strengthen this position. In other 
words, today, brands have become image contractors that show themselves with products (Odabaşı, 
2004). By purchasing these brands, consumers position their own images, life views and the groups 
they belong to in the society.

In order to correctly understand the changes in market conditions and the marketing approach that 
brands should adopt, first of all, post-modern consumer behaviors and then target market selection and 
positioning practices should be examined. For this reason, in this study, first, a literature review on 
these fields was made. Then, the marketing strategies of the Volvo Cars brand were criticized in terms 
of positioning the brand, considering the post-modern consumer behaviors. After these criticisms, the 
positioning issue that needs to be applied for the correct positioning of the Volvo Cars brand was dis-
cussed and a model proposal that correctly serves the brand’s positioning was created.

THEORETICAL BACKGROUNDS OF THE STUDY

Post-Modern Consumer Behaviors

Marketing is basically the process of persuasion. There are even studies that evaluate Eve’s process of 
persuading Adam to eat the forbidden fruit as the first application of marketing (Hart 1978; Holbrook, 
2000). This shows that the consumer is not an object, contrary to what is often thought in marketing. 
Persuasion should be seen as a relationship developing model. In other words, Eve needs to develop 
a relationship to persuade Adam. As a matter of fact, the point of marketing today reveals this reality. 
Because today, to understand the process of creating a brand correctly, it is necessary to consider the 
social positions of the brands and consumer trends. At this point, the science field where current trends 
should be examined is postmodern consumer behaviors.

The marketing concept of the Modern Era has a dualist structure. In other words, according to 
the understanding of marketing in this period, marketing research is based on classifications such as 
consumer-producer, subject-object (Firat & Venkatesh, 1995). However, with the transition from the 
Modern Period to the Postmodern period, important changes have emerged in the understanding of 
consumption and marketing. For example, the consumer who focuses on the functionality of products 
in the Modern Era (Thomas, 1997) attributes abstract values   to products and brands today. This shows 
that consumers have developed an interactive relationship with brands. In other words, brands that 
developed a monologue with consumers in the Modern Era are now developing a dialogue with them 
(Patterson, 1998). On the other hand, considering that today’s society is also called “mass consumption 
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society” (Matsuyama, 2002), and in addition to this, considering that humanity has transformed from 
religion to science and from science to consumption today (Kvale, 2003), it is very important for brands 
to understand consumers correctly. Because now consumption has become a permanent part of life by 
penetrating every aspect of it (Karabıyık & Elgün, 2020).

These changes seen in the post-modern period essentially mean a radical change in understanding 
in the field of marketing. In other words, the scope of the marketing concept has started to expand 
and deepen rapidly (Morgan, 1996). Because consumers, who have gone beyond the functionality of 
the products, have taken an active position, and switched to a shopping-oriented, communicative, and 
pleasure-seeking form (Thomas, 1997). Brands also develop marketing strategies to position themselves 
in their minds with consumers of this form.

The literature review up to this point provides information on what the new form of consumption 
means for brands. However, it is necessary to examine what this change means for the consumer. Because 
the ultimate goal of marketing is to understand consumers and change their behavior (Stone & Desmond, 
2006). The fact that consumption has become symbolic shows that the post-modern consumer uses prod-
ucts and brands as a social communication tool (Featherstone, 1987; Grubb & Grathwohl, 1967). The 
fact that consumption takes a symbolic form and at the same time the consumer uses what is consumed 
as a means of social expression (Ivanova et al., 2022) also has a close relationship with the segmenta-
tion of markets. Because now, consumers show which sociological group they belong to through the 
brands they consume, and in addition, the sociological groups they want to be in. Even today, individu-
als may even have to consume certain brands and products to be part of the groups they want to belong 
to (Kozinets, 1999). This shows that a brand should stop targeting the entire market to achieve a strong 
positioning. Because today, a marketing strategy that targets the entire market means targeting groups 
that conflict with each other at the same time. This means not meeting the consumers’ desire to show 
their selves through that brand. The emergence of brands targeting specific consumer groups, especially 
in the last period, supports this argument. Although strategies targeting the whole market seem to be 
more profitable, this method prevents the sustainability of the marketing strategy as it will not enable 
a strong enough positioning in the minds of consumers. For this reason, to develop a correct marketing 
strategy, a literature review should be made for target markets and positioning.

Market Segmentation, Target Markets and Positioning

Market Segmentation and Target Markets

As mentioned in the changes in consumption patterns and understandings along with post-modern con-
sumer behaviors, today’s consumers demand brand images that appeal to specific groups and lifestyles, 
that they can communicate with, and that they can also say “This is I am!” to the society through that 
brand. This obliges brands to have images focused on specific markets.

Although the context of this study is positioning, it is necessary to mention about market segmenta-
tion and target markets for a correct understanding of positioning. Because the foundations of a correct 
positioning practice are primarily based on market segmentation and then on target market selection. 
Finally, after these two correctly executed stages, a positioning strategy needs to be developed.

In a market where there are consumers who are looking for brands that are compatible with their 
lifestyle, brands need to segment the markets. Because as a reality, society has a heterogeneous structure 
and to target a meaningful consumer mass, groups that are homogeneously segregated within the society 
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must be specified. The issue to be considered here is that the homogeneous society is not segmented in 
the market segmentation process. On the contrary, the market segmentation process is the determination 
of meaningful sub-dimensions in the already heterogeneous society (Karabıyık, 2021). In this context, 
each market segment represents the consumer group that demands similar features in terms of both the 
functional features of the products and their brand images (Pride & Ferrell, 2009). In other words, with 
market segmentation, brands make a marketing effort for a specific market segment in accordance with 
their own image and positioning strategies, rather than using their limited resources for the entire mar-
ket (Goyat, 2011). Thus, it becomes possible to develop a marketing mix specifically for the targeted 
consumer group and to implement marketing strategies more effectively.

Although the first studies go back to 1912 (Shaw, 1912) and the first systematic studies were made 
in 1956 (Smith, 1956), market segmentation has become a necessity for many sectors in practice and 
theorized in more detail by marketing science. At the point reached today, it is accepted that as long as 
the market size is sufficient for the brand, as the consumer group in the market is made more specific 
and narrower as a result of market segmentation, the rate of overlapping of that product and brand with 
consumer demands will increase. Thus, the brand will also achieve stronger positioning and image. 
Blythe’s “scales and opportunities (2009)” approach also confirms this argument. In fact, the fact that 
market segmentation has taken place in the marketing literature for such a long time shows that market 
segmentation is a necessity both in theory and in practice. However, after the segmented market, the 
process that brands should apply today is target market selection.

A brand, which understands its environment in the market segmentation process, starts to compare 
the markets as an external environment with its own structural features in the target market selection 
process. In other words, a brand, which makes determinations in the market segmentation process, de-
velops marketing strategies, and makes operational preparations in the target market process.

Target market selection is essentially the process of determining scale in defined markets. In this 
context, there are three scales that brands can target (Zikmund & d’Amico, 1996):

1.  Undifferentiated Marketing Strategy: In this target market strategy, where all consumers in a mar-
ket are targeted, a common marketing mix is developed for the products and the entire market is 
targeted with this strategy. However, it does not seem possible to implement this strategy in today’s 
automotive markets. In fact, it has not been possible to implement the undifferentiated marketing 
strategy in the automotive sector since Ford’s T model. As the largest target market in the world, 
low-priced automobile brands also have to ignore consumers with luxury segment demand.

2.  Differentiated Marketing Strategy: The brand, which chooses a few of the segmented markets in 
the differentiated marketing strategy as the target market, develops a special marketing mix for 
these markets and continues its activities in these markets.

3.  Concentrated Marketing Strategy: In a concentrated marketing strategy, the brand focuses on a 
single segment of the market and targets this market. This strategy is an efficient method in terms 
of enabling brands with limited resources to use their resources more effectively.

In addition to these, micro segment is also mentioned in the literature. However, this segment was 
ignored as it is beyond the scope of this study.

When the target market selection scales are examined, it is seen that as the brands target a more con-
centrated market segment, they focus on markets with fewer consumers. As the market shrinks in such 
targets, it becomes possible to create a specific brand image as an advantage. However, it is a fact that 
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creating a brand image becomes more difficult as the markets grow as they target more undifferentiated 
markets. Considering these advantages and disadvantages, it is understood that the decision should be 
made according to the marketed product and the conditions of that market. For example, while targeting 
the whole market is the optimum scale in markets where brand image is not important, it is not possible 
to target the whole market in markets where brand image, consumer expectations and more importantly, 
that product and brand are perceived by consumers as a social individual. Moreover, brands that are seen 
by consumers as social individuals are evaluated in this context not only in terms of marketing but also 
as a whole organizational structure (Styhre et al., 2004). Automobile markets also have these features. 
Because in today’s automotive markets, it is not possible for a brand to assume the images of comfort, 
sportiness, and safety at the same time. On the other hand, there is intense competition in the automotive 
market. Under these conditions, market segmentation and target market selection practices of brands are 
not sufficient. In addition to these, it is necessary to develop a strong positioning strategy for brands and 
to strengthen this image intensely.

Finally, before discussing Volvo Cars, it is necessary to examine the literature on the concept of 
positioning.

Positioning

In the positioning process, the process of positioning a brand and product that target market is determined 
in the minds of the consumers in that market begins. Although positioning began to be discussed in the 
marketing literature in the 1960s (Kalafatis et al., 2000), it was systematically brought to the literature 
by Ries and Trout (1986). Although it is meant to position the product and brand in the market in studies 
that deal with positioning within the framework of classical marketing, today the place where products 
and brands are positioned has become the minds of consumers. For example, Martin Lindstrom (2008), 
who is a consultant to the Mini Cooper brand, worked on car designs to stimulate the fusiform region 
of the human brain, which performs the function of recognizing the human face, so that this brand can 
be positioned more strongly in the minds of consumers. Thus, in the marketing world where products 
and brands are perceived as individuals, it is aimed that the brand also stimulates fusiform in the human 
brain. Undoubtedly, this is an important factor in strengthening the brand’s position. In addition, the 
relationship between the marketing performance of brands and successful positioning efforts proved as 
a result of many scientific studies (Brooksbank, 1994; Devlin et al., 1995; Porter, 1996). As a result of 
these studies, today’s marketing approach accepts positioning as a necessary component of a marketing 
strategy (Hooley et al., 1998). Similarly, Dovel (1990) defines positioning as the backbone, not part of 
a marketing strategy.

The positioning literature shows that a product and brand marketing strategy without a positioning 
strategy cannot be considered fully developed. However, at this point, marketing experts manage a com-
plex process at the point of determination and implementation of the positioning strategy. Because as 
the target markets get smaller, the number of consumers and therefore the market volume also decreases. 
When the market grows, positioning difficulties arise. However, a previously acquired positioning is an 
important source of competitiveness for brands. For this reason, it is not enough for brands to strongly 
defend their positions. Because increasing competition causes marketing attacks to almost every image 
today. Under these conditions, brands need to develop strategies to further strengthen their position. 
Otherwise, dynamic markets will destroy that brand’s position in a short time.
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When Volvo Cars is examined, it is seen that the brand has already achieved a position in terms of 
safety image. However, for a proper understanding of this study, it is also necessary to examine the 
literature on Volvo Cars’ marketing practices as a practical background. For this reason, before making 
a criticism and suggestion to Volvo Cars’ positioning strategy, it is necessary to examine the studies 
on Volvo Cars in the literature and to examine Volvo Cars’ positioning strategy through these studies.

PRACTICAL BACKGROUNDS OF THE STUDY

Producing its first vehicle in 1927, Volvo Cars, after losing its income in 2009 (Chen et al., 2015) Ford 
Motors Co. was put up for sale. As a result of the negotiations, the Volvo Cars brand was acquired by 
Geely Holding Group Co. with the go global policy supported by the Chinese government (Zheng et 
al., 2022), which also owns the Chinese Geely brand, for 1.8 billion USD. (Tian & Yaoqing, 2011). One 
of the important variables to consider in this purchasing process is the impact of the purchase on Volvo 
Cars’ image of safety and simplicity. While the Geely brand follows a low-priced strategy, Volvo Cars 
is a brand operating in the premium segment with the image of safety and simplicity. This revealed the 
necessity of strengthening the brand image of the Volvo Cars brand, which gained financial strength 
with the acquisition by Geely. However, considering the competitiveness in today’s markets, all brands 
should work to strengthen their brand images and positions under ordinary conditions. In this study, 
which was prepared for this purpose, a marketing strategy and marketing mix proposal was developed 
to strengthen the positioning and brand image of Volvo Cars. However, first, a literature review should 
be conducted on the positioning of the Volvo Cars.

As it is known, Volvo Cars is positioned in the minds of consumers primarily based on images of 
safety and then simplicity (Akgün & Aslantaş, 2021). Adopting the philosophy of “Cars are driven by 
people” since the day it was founded, it is seen that the brand achieved harmony between its philosophy 
and its image (Larsson & Östberg, 2009). However, as mentioned, first of all, the brand image of Geely, 
which bought Volvo Cars, revealed the necessity of revising and strengthening the image and positioning 
of Volvo Cars. Because there is negative media coverage against the globalizing Chinese capital. In this 
context, while there is a belief that Geely will imitate Volvo Cars’ safety know-how to its own brand, at 
the same time, the possibility that Volvo Cars, purchased by a Chinese brand, may experience weakness 
in safety is also considered (Fang & Chimenson, 2017). The aim of this study is not changing product 
quality in Volvo Cars. Instead, it aims to examine the brand’s position in the minds of consumers. It is 
the examination of the positioning strategies that the brand needs to implement to have a safety posi-
tion and the marketing mix that needs to be developed accordingly. For this reason, the aforementioned 
developments are examined in the context of the position of the Volvo Cars in this study.

In addition to the important changes experienced recently, the strategies implemented by the Volvo 
Cars brand on its position throughout history have also been decisive in this regard. Historically, Volvo 
Cars has been a brand focused on safety positioning from the start. However, over the course of the 
process, the keywords of brand positioning have expanded as “quality”, “care for the environment” and 
“safety”. At the same time, the motto of the brand was changed as “for life” (Urde & Koch, 2014). After 
these, Volvo Cars also started the greening process and tried to add the green product to its positions 
(Bergquist & Näsman, 2021). Today, Volvo Cars aims to strengthen its green product position with its 
cars made from materials suitable for recycling. In this context, green marketing is defined as the focus 
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of all marketing activities to solve the environmental problems that the product may cause (Singh & 
Sanjeev, 2022: 2).

In order to correctly evaluate the positioning strategies of automobile brands, more representative 
models of each model of automobile brands, which express the top trim package, should also be exam-
ined. In this context, BMW M series and Mercedes AMG series, which are Volvo Cars’ masstige brand 
competitors, should be examined comparatively (Kotiranta, 2017). The M series of the BMW brand 
offers more engine power and sporty driving in relation to the brand’s performance and driving experi-
ence-oriented positioning. Mercedes also offers a higher level of comfort in the AMG series. Although 
it offers many features such as comfort, powerful engine, and sportiness at the same time in the upper 
segment models of these brands, it actually adheres to the general brand positions in the marketing of 
these models. In other words, these brands highlight the features that are suitable for their brand posi-
tions. For example, a consumer demanding comfort is more likely to prefer the Mercedes AMG series. 
A consumer who wants to experience a sporty driving experience will demand the BMW M series. In 
other words, while the main position of the Mercedes AMG series in the minds of the consumer is still 
comfort and luxury, the BMW M series focuses on the sporty driving experience. For example, with the 
“ultimate driving machine” discourse, BMW further strengthens this position. To repeat, the features that 
each brand brings to the forefront as an image in its top model actually show the position of that brand.

Volvo, on the other hand, similarly applies the R design to its models. However, in the R design 
models, the performance of the vehicles is increased, and a sporty exterior design is offered. This 
shows that sportiness and comfort should be added to Volvo Cars positioning strategies. In addition, the 
importance of R design models should not be ruled out. In markets which masstige automotive brands 
compete, Volvo’s rivals heavily support their positioning strategies with their top models, while this 
strategy implemented by Volvo is of great importance. This important situation is examined in detail in 
the discussion and conclusion section. However, this section only mentions which positioning images 
the R models have uploaded to the Volvo brand.

In addition to its R design models, Volvo Cars has been working on Polestar models since 2017 and 
introduced its first model as a plug-in hybrid 600 hp car (Isaksson et al., 2018). These developments 
also show that Polestar, which was developed in an integrated manner with the Volvo Cars brand, has 
a performance-oriented positioning (Al-Saidi & Thomas, 2019). When examined in this context, it is 
understood that the Volvo Cars brand aims for a performance-oriented positioning in both R Design 
and Polestar top models.

When Volvo Cars literature is examined, it is seen that the most general position of the brand focuses 
on the concepts of safety, quality, and environmentalism. However, in addition to these main concepts, 
there are also concepts from the R Design and Polestar models that are decisive in the position of the 
Volvo Cars brand. As a result of these examinations, the concepts that are decisive in the positioning of 
Volvo Cars can be shown as in Figure 1.
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When a general evaluation is made, Volvo Cars focuses primarily on safety, quality, and green product 
images as figure 1 shows. Stylidis et al’s (2020) study also support this determination. But, it is seen that 
there is an incompatibility problem between the features highlighted in the brand’s “flagship” R Design 
and Polestar models and its primarily targeted position. This inconsistency constitutes the research prob-
lem of this study. A positioning strategy and marketing mix were developed for Volvo Cars’ R Design 
and Polestar models as a positioning tool in the discussion and conclusion sections of this study.

DISCUSSION

As seen in the literature review, brands that are in the premium class and rival Volvo Cars serve the 
general positioning of the brand with their top models such as M, AMG and RS. For example, the image 
highlighted and positioned in BMW M models is the sporty driving experience. In fact, comfort and 

Figure 1. Positioned Images of Volvo Cars
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performance are offered in the top models of all brands in the premium class. However, when it comes 
to marketing, how that product will be launched and positioned is more important. Because when a 
product is positioned in the mind of the consumer, the positioned feature is important even if it includes 
other features. For this reason, in this study, the positioning of the Volvo R Design and polestar models, 
not the features they contain, is discussed.

As it is known, Volvo Cars gives a sporty look, especially in R Design models. However, there is no 
performance difference between the R design and inscription models in the UK sales of the 2021 mod-
els, while the R design models only offer a sporty exterior appearance (www.volvocars.com/uk, 2021). 
In fact, it is a wrong practice in terms of Volvo Cars’ marketing strategy that models such as R Design, 
which strengthens the position of a premium brand and also gives prestige to the brand, focus only on 
appearance. On the other hand, how a brand which maximum speed is limited to 180 km/h will assume 
the image of sporty driving is another issue.

Polestar models, have a purely performance-oriented position. However, it should not be ruled out 
that the image of the Volvo Cars brand was developed primarily with a focus on safety. In line with the 
general position and image of the brand, a safety-focused product should be offered in the top models 
of Volvo Cars, just as Mercedes is focused on comfort in AMG models or BMW’s M models, sporty 
driving experience. However, this strategy should not be evaluated as merely presenting a product to 
the market. The importance of the process will be better understood when these products are considered 
as a positioning tool and strategy of Volvo Cars in the market and more importantly in the mind of the 
consumer.

Before developing a positioning strategy for Volvo Cars, it should be recognized that corporate 
branding needs to be developed for a sustainable brand image in today’s markets (Jamil & Batool, 2021: 
6). Corporate branding, on the other hand, should be seen as a consistent legal entity creation process 
for consumers today, and consumers should be able to communicate with the personality of the brand 
like an individual. So, the process of developing marketing mix in this study should be understand as 
creating an organization that has a personality as a whole. Therefore, developing a positioning strategy 
in this study has developed a consistent marketing mix for Volvo Cars.

First of all, a correct name should be used for the model that will represent the upper segment in 
Volvo Cars’ own models. The currently used R Design is not a correct name in this context. Because 
although the “R” expression evokes a higher performance model in the minds of consumers, in practice 
(for example, in the UK) a higher performance is not offered in these models. When evaluated together 
with the concept of design, it is understood that the model has an exterior design as if it has high perfor-
mance. This situation, on the other hand, is not suitable for a brand in the premium segment and does not 
comply with the general positioning strategy and market conditions of the brand. Because in the premium 
segment, positionings such as performance and sporty driving experience are already dominated. Volvo 
Cars should offer a safety-oriented top model to the market in line with its own brand image. The name 
to be given to this model should include the presentation of a name that the industry is familiar with in 
the safety concept. The name suggested in this study is the SS model, provided that it is highlighted as 
Super Safe. A marketing mix needs to be developed for this product to correctly position both the brand 
and the SS (Super Safe) model.

• Product: The SS model should be the model that will be offered as the top models of the sedan 
and SUV models. When evaluated in this context, it is understood that the SS model will be a spe-
cial trim package within the Volvo Cars brand. For this reason, the SS model should be presented 
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as the top-of-the-line version of the XC90 and S90 models. Although these products offer the top 
features of the premium segment in terms of high performance and comfort, these presentations 
should not be shown as an image of the brand. Instead, competitive advantage should focus on 
safety features and these focus should be placed in the mind of the consumer. Although Volvo Cars 
uses the image of having the maximum safety focus in all its models, this strategy is also viable 
when compared to its competitors. For example, although Mercedes offers comfort in all its mod-
els, it offers a higher level of comfort in Maybach and AMGs. This enables consumers to perceive 
those other models have a higher comfort by anchoring. In other words, the images presented in 
the upper models are also reflected in the lower models in the consumer perception. In addition, 
it does not seem possible in terms of pricing for a brand specialized in a field to offer a feature at 
the highest level in all its models. Examination of this is discussed in the price component. For 
example, even armored models can be introduced when the cost is covered in SS models.

In addition, although Volvo SS (super safe) models are safety-oriented, they should have a simpler 
design, unlike other brands. This simple and differentiated approach will also strengthen Volvo Cars’ 
image of simplicity, especially in the automotive market, where the understanding of having more com-
plex designs is seen as it rises to higher models.

• Price: Before pricing the Volvo SS models, it is necessary to examine the current strategy of the 
brand. Currently, Volvo Cars does not offer a safer top model as it offers maximum safety features 
in all its models. However, when approached realistically, it should be accepted that a higher level 
of every feature in a product is possible in the markets. In fact, the point is to reach a consumer 
portfolio that is ready to pay the highest level for that product. The existence of brands that sell 
cars at higher prices than Volvo Cars in the premium class, which includes Volvo Cars in the au-
tomotive sector, shows that sales at higher prices are possible for Volvo Cars. However, it should 
primarily focus on the top model that is correctly associated with its own image and position, and 
the SS (super safe) model is recommended in this study. In fact, it is not possible to talk about 
the existence of an upper model that Volvo cars can price. As a matter of fact, Volvo Cars does 
not have a product priced at the level of Mercedes AMG and BMW M models. When Volvo in-
troduces the S90 SS model to the market, its rival in the segment, Mercedes E Class, will have to 
price it comparatively with the AMG models. In this context, it would be correct to price the SS 
model by comparing the price differences with the Mercedes E and S models which are the E and 
F class luxury sedans, Volvo’s rival product in terms of performance and comfort.

• Distribution: Since this study does not aim to develop a general marketing mix for Volvo Cars, 
the distribution component is analyzed within the framework of the SS model proposed in this 
study. A differentiated practice should be pursued in the distribution of Volvo SS models. Unlike 
other models, consumers should not buy their cars from Volvo Cars stores. On the contrary, SS 
model vehicles should be delivered to the addresses of the customers who purchased them. Thus, 
a differentiated marketing mix in every sense will be applied to the consumers who purchase the 
SS model. Although this application is considered as distribution in terms of classical market-
ing, this application will be reflected in the consumer’s mind as promotion components. For this 
reason, the delivery method as a related distribution tool is also examined under the promotion 
component.
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• Promotion: The society consisting of post-modern consumers is also expressed as a promotion 
culture today (Hackley, 2005). Promotion is of great importance for post-modern consumer sat-
isfaction, brand image and brand loyalty. For this reason, it is necessary to carefully identify the 
promotion practices in the marketing mix developed for the Volvo SS proposal.

As mentioned in the Post-Modern consumer behavior section, consumers no longer see products only 
as a means of meeting their needs. They see the products they use as individuals and as images that make 
up their own selves. This has made brands, their images, and positions in the social structure important. 
Thus, promotion, which essentially constitutes the communication mix of the brand, has become an 
indispensable element of today’s marketing practices.

Volvo Cars’ recommendations for promotion practices to be implemented in SS models should mainly 
focus on the safety position. It is clear that it is possible for the brand to develop many different promo-
tion mixes, especially considering the variety of tools that can be applied in promotion. In this study, 
suggestions were made for promotion practices, considering the expectations of post-modern consumers.

As partly mentioned in the distribution section, Volvo’s SS models must be delivered at customers’ 
addresses. Both the other premium class brands do not have such an application and Volvo, which takes 
an initiative to strengthen its position, needs to support it with a differentiated application. In this process, 
the carrier vehicles used in vehicle delivery should also be designed in a way that creates a safe vehicle 
image for consumers. With this method, the Volvo brand, which is also a truck manufacturer, will use 
this feature as a promotional tool. In addition, since such applications are shared by customers on social 
media, they will make an important contribution to the promotion of the model and its virality.

One of the most important characteristics of post-modern consumers is their desire to experience 
consumption in an experiential way. This expectation of consumers is called commodity fit in postmod-
ern marketing (Skandalis et al., 2019). Similarly, studies that accept postmodern marketing as a process 
of producing an experience rather than a product sold confirm this argument (Odabaşı, 2017). For this 
reason, not only the distribution component, but the whole process should be made an experience tool 
for consumers as much as possible. In this context, it would be appropriate for customers who purchased 
Volvo SS models to be invited to a safe driving techniques course in Sweden as a promotion practice. 
In this regard, Volvo publishes safe driving recommendations. However, this is not a method that will 
meet the experiential expectations of the post-modern consumer (Machado et al., 2021). Instead of this, 
guests should be given the opportunity to watch Volvo Cars’ own safety tests live. Studies showing 
that post-modern consumers expect extraordinary experiences out of monotonous life also support this 
promotion strategy (Arnould & Price, 1993; Kozinets, 2002). Because it should not be forgotten that it 
is always more effective for consumers to make those applications viral rather than for a brand to make 
its applications viral itself. Thus, both the promotion practice will become an experience and the social 
media posts made during the course will make the brand’s practices viral.

As mentioned in the product component, it is possible to produce a model with higher features for 
almost every product today. For example, although the use of carbon-reinforced steel is costly, it has 
the potential to produce a quality product. However, in order for such applications to find a response 
in marketing, the materials that differentiate the product and create its quality must be known by the 
consumer. This recognition process was planned with advertisements in terms of classical marketing. 
However, today, promotion applications made through influencers who are famous on social media can 
be more effective. When the influencers who will be invited to the launch of the SS model have the op-
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portunity to test the tools by being informed about the technical details, differences and innovations in 
the tool, each will promote the feature that appeals to their own audience.

Finally, as a promotion practice, it is to put into practice any method that will encourage individuals 
who need to be protected to use the Volvo SS. Today, the majority of individuals who need to drive highly 
safe vehicles do not prefer Volvo. However, it is of great importance for a brand that has a marketing 
policy based on safety positioning that such people prefer the cars of the brand with high safety. The 
preference of the Volvo brand by people in need of high-safety cars will contribute both to the brand’s 
image and to consumers’ desire to reach Volvo cars. Because post-modern consumers see brands as social 
individuals, they focus on the social status of using that brand. When examined within the framework 
of this understanding, the use of a brand by high-status individuals in the society is of great importance, 
especially in terms of positioning and brand image.

As for advertising, it would be appropriate for Volvo Cars to continue its current advertising policy 
for SS models. However, the context of the ads should also be created in the focus of safety. For example, 
with the process of preparing for the SS model, consumers may be intrigued, such as “The steel we 
produced with Thor’s hammer will be at your service soon...”. Or it would be right to turn to metaphors 
such as “Viking ship” to strengthen the attractive image of Thor in the new model Volvo differences. In 
addition to these, it should make two breakthroughs on social media. The first of these is a promotion 
operation application through social media phenomena that have significant effects on today’s consum-
ers and are considered influencers. Secondly, it should offer consumers experiences that they can share 
on social media in general. Thus, the brand’s applications will go viral, and this will aim to create the 
worldwide rave defined by David Meerman Scott (2009). In fact, the worldwide rave that will spread 
according to Scott’s theory is a story. In other words, it is an experience and a story that Volvo Cars 
should create in this process.

CONCLUSION

As a result, since consumption is the way individuals show themselves to the society as an intangible 
value, brands have to do their real sales management through the brand image. Otherwise, the post-modern 
consumer does not develop loyalty to a brand that he cannot understand its personality, world view, and 
attitude towards social values, like an individual. This means that brands today need positioning more 
than ever before. In this study, the positioning strategy of Volvo Cars as a sales management and com-
munication tool was criticized. As a result of the criticisms, a Model SS (Super Safe) recommendation 
was made for positioning and the marketing mix for this product was developed. The suggested marketing 
mix for Model SS can be compiled as in Table 1.
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Table 1 is a marketing mix which appropriate with the brand image of Volvo Cars. As mentioned 
in the Discussion section, the marketing mix components developed for Volvo Cars are coordinated to 
create the consumer’s perception of the products as safe. However, a correct positioning should also 
provide the hedonic, functional and value benefits of consumers (Stylidis et al., 2020). While product 
and price components provide concrete positioning for the product, distribution and promotion compo-
nents provide abstract positioning in the minds of consumers. Thus, the brand’s safety positioning will 
be strengthened sustainably by the marketing strategy as a whole.

Limitations

In order to understand this study more accurately, it is necessary to mention the limitations of the study. 
The limitations of the study should be expressed in two groups:

The marketing mix developed in the study was developed only for the model SS. However, it should 
not be ruled out that the overall marketing mix of the Volvo Cars must be compatible with the marketing 
mix developed for the model SS.

In the study, a direct strategy was not developed for some sub-components of the marketing mix, 
especially the price component. This is because these strategies differ from country to country. Instead, 
a comparative pricing strategy is proposed. Thus, although there are different price applications between 
countries, a similar strategy will be created based on a certain ratio.

Table 1. Marketing mix of Volvo S90 SS and XC90 SS

Marketing Mix for the XC90 SS and S90 SS Models

Product Price Distribution Promotion

Volvo Model SS (Super Safe) 
for XC90 and S90

Pricing policy in the highest 
price class that customers in 
premium segment can pay

Personal delivery application in 
addition to delivery vehicles in 
other models.

A promotion strategy focused 
on safety

High safety equipment that can 
only be purchased at high prices 
due to its cost For example, the “Volvo S90 

SS Long” model can be based 
on the prices of Mercedes S 
Models, and in S90 SS models, 
the prices of E AMG models.

Use of Volvo trucks designed 
with the image of safety in 
personal deliveries

Simpler design in line with the 
brand image

Delivering experiences that will 
enable consumers to share on 
social media and meta-align 
(safe driving techniques in 
Sweden, an audience invitation 
to Volvo Cars’ own safety tests)

Although it includes high 
comfort, material quality and 
performance, these features 
should always be presented 
with an image focused on safety 
(such as luxury in max safety, 
comfort in max safety…)

Higher pricing on armored 
models to support brand image

Using Scandinavian culture 
(like forged steel with Thor’s 
hammer…) to strengthen the 
brand’s Swedish image against 
Chinese buyouts.

Developing worldwide 
rave creative strategies by 
considering social media 
elements in promotion 
applications
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Future Research Directions

The future research directions of this study are to conduct specific research for the sub-components of 
the marketing mix of Model SS. Especially in the promotion mix, it will be possible to carry out many 
specific studies. Because it is not possible to develop a strategy for all the promotion components in a 
single study, and the promotion strategies can show an infinite number of differences in relation to the 
creativity and skills of the marketing specialist who develops the marketing mix. In addition to these, 
studies to be carried out in this field are of great importance for the brands, as the promotional compo-
nents will affect the image of the brands, their position in the social structure, the communication they 
will establish with the consumers as an individual, the sales management and the general positioning.
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in the post-modern era.
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