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Abstract

A customer revolution caused by the popularity of internet commerce, the reliance on social media,
and the globalization of the retail industry, calls for an examination of a sales model driven by
transformational salespeople. This study examined potential salesperson performance drivers and
a proposed moderated mediation model of salesperson performance. This study relied upon a
foundation of transformational and other leadership attributes and salesperson theory-of-mind
(SToM). Although the conditional indirect effects of the model were not statistically significant,
transformational leadership was found to be a statistically significant predictor of sales
performance (c¢’=.024, =2.63, p =.0088). Several sub-components of transformational leadership
were also statistically significant such as individualized consideration (¢’ = .133, t = 3.75, p =
.0002). Other statistically significant leadership attribute predictors were contingent reward
leadership (¢’ =.102, t = 2.65, p = .0084), and laissez-faire leadership, negatively correlated, (¢’ =
-.061, t = -2.07, p = .039). The study also found that transformational leadership is positively
related to SToM (ai = .768, t = 2.88, p = .0042). Although the study found these predictors
statistically significant, caution must be exercised in the interpretation of results due to the low
effect sizes. This study is suggestive for sales theory and for sales practice. The study contributes
to the pioneering work of Bass (1997) who originally made the theoretical connection between
transformational leadership attributes and effective sales performance. He theorized that because
sales is an influence process involving the alignment of the customer’s goals and objectives with
the organization’s solutions, it is like transformational leadership, which is also an influence
process in which the leader responds to followers’ needs by aligning goals and objectives of
individuals with the organization. The results not only confirm Bass’s theory, but also extend it
with the addition of other leadership attributes, contingent reward leadership and laissez-faire

leadership. This study employed a cross-sectional sampling approach and used data generated by
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an online package of surveys covering transformational leadership, salesperson theory-of-mind,
and personality.

Keywords: sales, sales performance, sales drivers, transformational leadership, salesperson theory-
of-mind, idealized influence, inspirational motivation, individualized consideration, contingent

reward leadership, laissez-faire leadership
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CHAPTER1

Introduction and Literature Review

“To me, job titles don’t matter. Everyone is in sales. It’s the only way we stay in business.”
Harvey MacKay
Introduction

The relevance and importance of sales to organizations and the economy has never been

higher and it is experiencing unprecedented growth (Manning, Ahearne, & Reece, 2015).
Likewise, the importance of salespeople to organizations is evident by the $15 billion investment
made in them each year (Blocker, Cannon, Panagopoulos, & Sager, 2012; Cespedes, 2015; Kumar,
Sunder, & Leone, 2015; Salopek, 2009; Training, 2013). For the purposes of this study, the
definition of sales (or selling) is “an important part of marketing that relies heavily on interpersonal
interactions between buyers and sellers to initiate, develop, and enhance customer relationships”
(Ingram, LaForge, Avila, Schwepker, & Williams, 2015; p. 4). The current economic climate is
forcing pressure upon organizations to adapt to major leaps in technology and globalization
(Beeler, Zablah, & Johnston, 2017; Moncrief, Marshall, & Rudd, 2015) and is causing a customer
revolution (Manning et al., 2015; Ogbuehi & Sharma, 1999; Piercy, 2010; Piercy & Lane, 2005;
Stacho, Stachovd, & Hudakova, 2015). This customer revolution has implications on sales
interactions between businesses and consumers (Ingram et al., 2015) and the role of the salesperson
(Baumann & Le Meunier-Fitz Hugh, 2015; Palmatier, Scheer, & Steenkamp, 2007). For example,
strong customer—seller relationships tend to positively affect sales performance (Palmatier, Dant,
Grewal, & Evans, 2006). Furthermore, the vital role of the salesperson is supported by the evidence
that they create firm value (Blocker et al., 2012; Kumar, Sunder, & Leone, 2014). The customer
revolution must be met with a revolution in sales that encompasses important interpersonal skills

as sales predictors (Franke & Park, 2006; Lassk, Ingram, Kraus, & DiMascio, 2012).
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Purpose of the study. The purpose of this study is to examine a sales model that in the
context of the customer revolution provides a foundation for a revolution in sales. This model
involves a moderated mediational analysis. Specifically, I will examine the performance effects of
a salesperson’s transformational and other leadership attributes mediated by their salesperson
theory-of-mind (SToM), which is moderated by sex. My approach involves leveraging the
leadership field and SToM as analysis tools and the basis for a model for predicting and explaining
a major development in sales. I define the revolution in sales as a paradigm shift in effective sales
drivers utilizing transformational and other leadership attributes and SToM. Traditional sales
models do not fully explain the salesperson characteristics that influence sales performance. The
foundation for this approach is that leadership and sales are both influence processes (Bass, 1997)
that align the objectives of followers and customers to those of the sales organization. Bass (1997)
hypothesized the potential link between selling and transformational leadership. This leads to the
testable question of whether transformational and other leadership attributes can be a factor for
sales performance. Of all the possible leadership models, I selected transformational and other
leadership attributes from the full-range leadership model because it is theory based and it has a
tremendous amount of empirical evidence support (Avolio, 2011). Furthermore, it directly isolates
the influence process in which the leader responds to followers’ needs by enabling them, and by
aligning their goals and objectives with the organization (Avolio, 2011). In both sales and
leadership, interactive communication, involving a clear purpose for others to align around, helps
followers and customers to stay present, be connected and engaged, and fosters collaboration
(Bass, 1997). In the next section, I describe how my examination will extend the sales literature.

Extension of sales research literature. This study seeks to extend the sales literature in

three ways. First, I will examine the salesperson specific leadership characteristics, as was first



EXAMINING A TRANSFORMATIONAL SALESPERSON MODEL 15

recommended and theorized by Bass (1997). Second, I will also examine SToM as a mediator of
the relationship between salesperson specific leadership characteristics and sales performance.
Third, [ will examine sex as a moderator of the relationship between SToM and sales performance.
Finally, I will also apply the results to extend sales training and development.

Transformational and other leadership attributes as predictors of sales performance.
Selling is a form of influence, as is leadership, and therefore transformational leader behaviors
should impact sales performance (Bass, 1997). For example, salespeople who score high in
transformational leadership scores, indicating high salesperson specific leadership characteristics,
also tend to be high sales performers and vice versa. An exploratory study found promising results
in this regard, however it had a small sample (n = 24) and was limited to one company operating
in a single industry (Humphreys & Zettel, 2011). The current study seeks to extend the
generalizable conclusions by substantially enlarging the sample size, increasing the number of
companies represented and by including a multitude of industries. This study will test
transformational leadership, as well as other types of leadership dimensions as potential sales
drivers or factors of sales performance. Sales drivers, in this study, are the determinants or the
factors that predict salesperson performance (Verbeke, Dietz, & Verwaal, 2011). My major
emphasis is on transformational leadership (see Table 3) which is defined as a leadership theory
that describes the behavior of a leader as one who develops followers, helps them to be more
effective, to take ownership and lead, and is “proactive, raising follower awareness for
transcendent collective interests, and helping followers achieve extraordinary goals™ (Antonakis,
Avolio, & Sivasubramaniam, 2003; p. 264). Transformational leadership is further theorized to be
composed of the “four i’s” (Avolio et al., 1991), which are first-order factors (see Table 3):

idealized influence, intellectual stimulation, inspirational motivation, and individualized
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consideration. Transformational leadership is part of the full-range leadership model, which has
three categories of leadership: passive-avoidant (made up of laissez-faire and management by
exception-passive), transactional (made up of management by exception-active and contingent
reward), and transformational, made up of idealized influence, intellectual stimulation,
inspirational motivation, and individualized consideration (Avolio, 2011). Each of these
components will be discussed below in detail. The basic question here is: Does a salesperson’s
strength (or weakness) in salesperson specific leadership characteristics predict their sales
performance? Finding a statistically significant relationship here would indicate a salesperson’s
ability to be transformational (high specific leadership characteristics). Furthermore, a statistically
significant relationship would show that the salesperson’s relative strength in personal leadership
characteristics influence his/her sales performance. The current literature has not included a study
such as this that examines salesperson leadership characteristics as sales drivers. In the next
section, I discuss how I will extend the literature by showing how SToM contributes to explaining
and predicting a revolution in sales.

Salesperson theory of mind (ToM) as a mediator. Theory of mind (ToM) is a label for the
ability to match mental conditions to oneself and others and was originally designed to describe
chimpanzee behavior (Premack & Woodruff, 1978). Furthermore, this ability is the main way in
which we make sense of, or predict, another person's behavior (Peterson, O’Reilly, & Wellman,
2016). Theory of mind is also referred to as “interpersonal mentalizing” (Frith, Morton, & Leslie,
1991; Singer & Fehr 2005), and “social intelligence” (Jolliffe & Baron-Cohen, 1999), and is
similar with “empathy" (Baron-Cohen, Wheelwright, & Hill, 2001). To assess ToM, [ will be using
the salesperson theory of mind assessment (SToM) which is defined as (see Table 3) a “scale for

measuring salespeople’s interpersonal-mentalizing skills—that is, a salesperson’s ability to ‘read
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the minds’ of customers in the sense of first recognizing customer intentionality and processing
subtle interpersonal cues and then adjusting volitions accordingly” (Dietvorst et al., 2009; p. 653).
This construct will allow me to explore another dimension of the leadership qualities of
salespeople as a mediator. This includes the skills that allow salespeople to attend to often
overlooked customer behavior that may signal what customers are thinking. A key quality of these
interpersonal mentalizing skills includes salesperson perception skills (Dietvorst et al., 2009).
Below, I discuss the link between ToM and leadership. I will test SToM as a moderated mediator
of the influence transformational leadership has on predicting sales performance. The separate
components of SToM are rapport building, detecting nonverbal cues, taking a bird’s-eye view, and
shaping the interaction (Dietvorst et al., 2009). By extending ToM to be used as a moderated
mediator (through the SToM scale) the sales field literature is expanded by delineating skills from
the larger theory of mind (ToM) field, that allow salespeople to interpret non-verbal customer
behaviors that might signal what customers are thinking (Dietvorst et al., 2009). In this study, I
will first test ToM (through the SToM scale) as a moderated mediator of the relationship between
salesperson transformational and other leadership attributes and sales performance. The research
question involving ToM (through the SToM scale) is: Does a salesperson’s strength (or weakness)
in ToM, as measured by their score from a valid measure (SToM), dependent on sex, help
transformational and other leadership attributes predict sales performance? By examining a
revolution in sales with a new model that uses transformational and other leadership attributes and
SToM, I hope to provide insight as to the sales drivers of a new revolution in sales.

The link between ToM and leadership. A paucity of research has been conducted
examining the link between ToM and leadership. Three recent studies by Peterson and her

colleagues provide some rudimentary basis of research supporting the link between ToM and
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leadership. The first study found that middle school children had a statistically significant
correlation between ToM and peer leadership (Peterson, O’Reilly, Wellman, 2016). The second
study found that ToM understanding independently predicted peer social skills (Peterson,
Slaughter, Moore, & Wellman, 2016). Third, evidence indicates that ToM predicts later social and
cognitive outcomes and supportive results for mutual friendship (Fink, Begeer, Peterson,
Slaughter, & Rosnay, 2015). The second and third studies are included here because of the
connection between social skills and leadership. This study attempts to help fill the gap in the ToM
and leadership link.

Sex as a moderator of the relationship between SToM and sales performance. There is
strong theoretical research that indicates ToM (through the SToM scale) as a mediator, may itself
be dependent on a moderator, sex. This is because there is strong evidence that females show
superiority over males in mentalizing skills (Deaner, Shepherd, & Platt, 2007; Kirkland, Peterson,
Baker, Miller, & Pulos, 2013). This advantage seems to start very early as girls showed more
advanced constructivist ToM than boys in high school (Weimer, Dowds, Fabricius,
Schwanenflugel, & Suh, 2017). Using sex as a moderator of ToM is fully supported by the ToM
literature and it will also extend the sales literature. The research question involving sex as a
moderator is: Does the impact of ToM (through the SToM scale), depend on sex, in its mediating
of transformational and other leadership attributes predicting sales performance? Finally, I hope
to extend the sales literature by applying the results to sales training and development. In this
study, I am not testing a training and development exercise, however, I aim to be able to use the
results in further research involving salesperson training and development.

Sales training and development advances through SToM application. The evidence

shows that although ToM develops mainly between 10 and 12 years of age (Weimer et al., 2017),
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ToM understanding continues to develop during late childhood and beyond (Peterson, O’Reilly,
& Wellman, 2016). Although the developers of the SToM assessment suggest that interpersonal
mentalizing is a hardwired brain process that functions spontaneously and mostly unconsciously.
They point out that many researchers have proposed that through a brain process called
neuroplasticity, life experiences cause a rewiring of the brain. For salespeople, they suggest
observational learning, role-playing, and repeated practice as types of training that may enhance
interpersonal mentalizing (Dietvorst et al., 2009). In addition, because the ability to be
transformational, and other leadership attributes are malleable, these skills can be developed
(Avolio, 2011). This research would extend the literature by further expanding potential
salesperson training and development methods to include techniques that are linked to
transformational and other leadership attribute skill enhancement and interpersonal mentalizing
skill development. Because this extension will be an application of the results, it will be further
covered in the discussion chapter. The hypotheses are detailed at the end of this literature review.
In summary, the hypotheses are centered on transformational and other leadership attributes as
sales drivers, mediated by ToM (through the SToM scale), which, in turn, is moderated by sex.
Conclusion of introduction. In conclusion of this introduction, I stress the importance of
sales to the organization, how a customer revolution is likely triggering the need for a revolution
in sales, and the role that personal sales development plays in enhancing the ability of salespersons.
The competitive environment is causing a record premium to be placed on selecting, developing,
motivating, and retaining top salespeople (Kumar, Sunder, & Leone, 2015). Every indication
points to the timeliness of this study. By examining a transformational salesperson model, I will
extend the empirical and the practitioner applicability of salesperson research and help explain a

revolution in sales. I next cover the literature review of this topic, followed by the theory and the
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constructs to be studied. I will follow with the integrated research model and the hypotheses to be
tested.
Literature Review

The examination of a proposed revolution in sales that responds to a customer revolution
is built upon both strong theory and a thorough literature review. In this section, I begin with the
review of literature foundational to this study.

History of sales research. The history of sales research dates to the formative years of
industrial-organizational (I-O) psychology when Walter Van Dyke Bingham formed the bureau of
salesman research in response to a request that he develop a training program for sales
representatives in the early 1900°s (Landy, 1997). Concurrently, Walter Dill Scott was working at
Northwestern University on salesperson selection (Landy, 1997). Scott had previously written the
first publication, The Theory of Advertising (Scott, 1903), that had applied the principles of
psychology to business (Landy, 1997). The two would join forces in 1916 at the newly formed
division of applied psychology at Carnegie Institute of Technology and work at the Bureau of
Salesman Research (Landy, 1997). From the beginning of I-O psychology’s involvement with
sales research, the focus has been on factors or drivers of sales success (Landy, 1997). In the next
sections I review sales drivers’ research and the constructs of my study; transformational and other
leadership attributes and SToM. The purpose of this review is to first establish the foundation from
which I believe I will extend the literature. Secondly, to present the empirical sales research
structure in which this study would fit into. And thirdly, the context of the rich history of sales
drivers’ research provides a basis of differentiation and comparison. I start with a focus on the
sales research delivered from the major studies consistent with Schmidt (1992). Following this I

proceed to the literature review of transformational and other leadership attributes and ToM.
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Sales drivers research. Because my study involves the examination of sales drivers and a
sales model, I will begin with some history of sales drivers’ research. The very first study that
examined sales predictors (or drivers of) performance was in 1918 (Oschrin). This research
examined 18 saleswomen in a retail setting and focused on sales ability traits. Because of the
limited sample size, her results were not generalizable on a stand-alone basis, however this study
was incorporated as one of 116 in the first major review of sales drivers by Churchill et al., (1985).
Churchill reviewed the literature over a 75-year period from 1907 to 1982 to gather the 116 studies.
They used the categorization model of Walker, Churchill, and Ford (1977) in their analysis. |
purposefully began with this study as it is considered a “watershed” type of study. One of the main
reasons why it is so highly regarded is that it shifted the thinking about sales drivers from mainly
trait-based to more “influenceable” (state like or malleable) sales drivers (Churchill et al., 1985).
This is the same focus (influenceable sales drivers) that I have in this study. Their results showed
that personal factors (such as age or education) accounted for the highest observed variation in
performance across studies (Churchill et al., 1985). See Table 1 for a complete list and a
comparison with other studies. Churchill et al. (1985) also examined three potential moderators
(see Table 2): customer type, product type, and type of dependent measure used, finding that
product type showed significance. About the same time there were three other early studies that
examined other validity studies of overall job performance, providing conflicting results. In the
first validity study of overall job performance (Hunter & Hunter, 1984), cognitive tests showed to
be promising predictors of salesperson performance (mean validity » = .61). This finding would
not be supportive of my emphasis on malleable rather than trait-like factors. In the second study
(Schmitt, Gooding, Noe, & Kirsch, 1984), cognitive tests had an average validity coefficient (» =

.248), which was clearly not as strong a finding as the Hunter and Hunter (1984) study. There were
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mixed results with personality predictors also. In the Schmitt, et al. (1984) study they found poor
results (r = .15) but a higher correlation was found in another study (Ghiselli & Barthol, 1953), a
cumulative review, (» = .36). In this study, I will use personality as a covariate because
considerable prior research shows that personality influences salesperson performance, therefore
I will control for it in examining the factors on which I focus. These early studies provide a
foundation in which I build from in that they tended to have mixed results with trait-based sales
drivers such as cognitive ability and stronger results with malleable sales drivers such as skill. The
second major study on drivers of sales performance focused on personality drivers and covered
the period from 1918 to 1996 with 129 studies (Vinchur, Schippmann, Switzer, & Roth, 1998).
They found that extraversion and conscientiousness predicted sales success (Vinchur, et al., 1998).
The third major study on drivers of sale performance covered the period from 1979-2005 with 155
studies (see Table 1) that examined customer orientation (CO) and adaptive sales behavior (ASB)
as sales drivers (Franke & Park, 2006). The researchers found that ASB predicted all three ratings
of performance (self-rated, manager rated, and objective), whereas CO increased only self-rated
performance (Franke & Park, 2006). Further empirical evidence in this regard came from 1982 to
2013 that found that adaptive selling mediates the relationships of selling orientation and customer
orientation on sales performance (Goad & Jaramillo, 2014). These two are very interesting because
they involve malleable sales drivers (ABS & CO) and because they are supported by some
statistically significant results in empirical sales drivers’ research. The fourth major study on
drivers of sale performance covered the period from 1982-2008 with 268 studies

Table 1

Sales drivers per major research studies

Churchill (1985) Vinchur (1998) Franke & Park (2006) Verbeke (2011)
1907-1982 1918-1996 1979-2005 1982-2008
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(n=116) (n=129) (n=155) (n=268)
Personal Factors (S) Conscientiousness (S) Adaptive Selling(S) Selling Know (S)
Skill (S) Extraversion (S) Customer Orientation (NS*) Adaptiveness (S)
Role Variables (S)  Potency* (S) Role Ambig (S)
Aptitude (S) Achievement®* (S) Cog Aptitude (S)
Motivation (S) Biodata*** (S) Work Engag (S)
Organizational & Sales Ability (S) Interpersonl (NS)
Environmental (S)  Gen Cognitive (g) (SR) Goal Orient (NS)
Age (SR) Cog Choice (NS)
Interest (P) Per Concern(NS)
Emotional Stability (NS) Super Lead (NS)
Agreeableness (NS) Intern Envn (NS)
Openness (NS) Role Confl (NS)
Affiliation (NS) Identity (NS)
Dependability (NS) Ext Environ (NS)
Rugged Individualism (NS) Burnout (NS)
Overall Cognitive (NS) Biograph (NS)
Ability (NS) Role Over. (NS)
Verbal Ability (NS) Disp. Traits (NS)

Quantitative Ability (NS)

*Potency is a component of Extraversion. **Achievement is a component of Conscientiousness
***Had the highest average validity coefficient of .52 for ratings and a statistically significant
.28 for sales. However, it has limited interpretation due to the small sample size. (S) Statistically
significant driver of sales performance. (NS) Non-Statistically significant driver of sales
performance. (NS*) Results were non-statistically significant in two of the three performance
ratings. (SR) Statistically significant with ratings only and not objective sales measures. (P)
Shows promise, but too few of studies have been conducted so far.

(Verbeke et al., 2011). They found five statistically significant sub-categories (see Table 1) with

sales performance (in order of average adjusted r): selling knowledge, adaptiveness, role

ambiguity (negative), cognitive aptitude, and work engagement (Verbeke et al., 2011). They also

tested the following moderators: measurement methods, research context, and sales type and found

significance with all of them (see Table 2). This research is interesting in that it is the most current

and comprehensive. They are also the first to consider leadership, although this is supervisory

leadership, which is extrinsic, rather than the intrinsic salesperson transformational, and other

leadership attributes, that I will be examining. My focus is on the salesperson / customer

relationship not the sales manager / salesperson relationship. The next major study in sales drivers’
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research was the Barrick, Mount, and Judge (2001) study which summarized the work of 15 other
Table 2

Moderators of sales drivers per research study

Churchill (1985) Vinchur (1998) Franke & Park (2006) Verbeke (2011)
1907-1982 1918-1996 1979-2005 1982-2008
(n=116) (n=129) (n=155) (n=268)
Customer Type (NS) Design prevented analysis  Customer Type# Measures(S)
Product Type (S) Product Type# Context(S)
Dependent Metric (NS) Sex# Sales Type (S)

Experience#

Measures#

Publication Year#

Publication Source#

(S) Statistically significant moderator of the driver--sales performance relationship. (NS) Non-
Statistically significant moderator of the driver--sales performance relationship. # Weak evidence
of moderating effects on ASB, CO, and other factors (Franke & Park, 2006).

major sales studies and found that conscientiousness is a valid predictor across various

performance measures in all occupations studied. Another sales driver that has garnered some

attention is organizational commitment. In a major study on the subject, Brown and Peterson

(1993) found that organizational commitment tended to be a consequence rather than a predictor

of salesperson job satisfaction. Emotional intelligence (EI) has been empirically studied in sales

research studies, finding that it statistically significantly predicts organizational commitment and

turnover intentions and all three types of EI statistically significantly predict job satisfaction,

mediated by state affect and job performance, (Miao, Humphrey, & Qian, 2016b). A leaders' EI

positively relates to subordinates' job satisfaction and a subordinates' EI is positively correlated

with leaders' EI and mediates the relationship between leaders' EI and subordinates' job satisfaction

(Miao, Humphrey, & Qian, 2016a). Mixed EI has been found to be statistically significantly

correlated with supervisor-rated job performance, but not when they controlled for covariates such

as self-efficacy, self-rated performance, personality, and general mental ability (Joseph, Jin,
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Newman, & O'Boyle, 2015). Finally, a statistically significant relationship was found between
ratings of both EI and leadership behaviors when the ratings were from the same source (Harms
& Credé, 2010). The EI research was useful because there are foundational similarities between
transformational leadership individualized consideration and EI. In summary, there are some
interesting key points in the sales drivers’ major studies. First, the Churchill et al. (1985) research
shifted the sales performance focus from personal traits to “influenceable” (p. 117) drivers of sales
performance. This shift provides a strong foundation for this study and a focus on sales drivers
that are malleable rather than traits, such as personality and cognitive abilities. Second, the
Verbeke et al. (2011) research, in finding selling-related knowledge as the highest rated driver,
draws on, what they label the absorptive learning capacity of the salesperson, in three key areas:
1) “know-why” — product (or service) knowledge, 2) “know-how” — how the product (or service)
provides a potential solution, and 3) “know-who” focusing on key decision-makers and influential
buyers (Stremersch & Van Dyck 2009; Verbeke, Belschak, Bakker, & Dietz, 2008). This result
leads them to question whether salespeople are functioning as knowledge brokers in a knowledge-
intensive economy (Verbeke et al., 2011). This may be an example of the revolution in sales
consummating the customer revolution. The knowledge-intensive economy is a descriptor of the
customer revolution and it provides insight into the basis of a revolution in sales. Once again, this
result provides more foundation for the pursuit of sales drivers that can be developed. Another
result that they highlight is the second largest predictor in their study; the degree of adaptiveness
(see Table 1) which is a dynamic variable directly in the context of the sales transaction (Verbeke
et al., 2011). This result addressed an admitted limitation in the Churchill et al. (1985) study. This
review provided a further rationale for extending the sales drivers research literature by examining

a transformational salesperson model that has a moderated mediator (SToM by sex). Below, I
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discuss how this model is unique in the sales literature with the introduction of SToM in a
transformational salesperson model. This model, through SToM, also has potential applications in
salesperson adaptability, which will be further explored in the discussion section. The next section
reviews the research constructs.

Research constructs. The research constructs for my study are detailed in Table 3. In this
section I review each of the research constructs in this study. I begin with transformational and
other leadership attributes.

Transformational and other leadership attributes. Transformational leadership theory
and the full-range leadership model is best explained by looking at its components. It is represented
by a model that has two axes: one that reflects activity (active versus passive) and the second that
shows effectiveness (ineffective versus effective). This full-range leadership model also has three
categories of leadership: passive-avoidant (made up of laissez-faire and management by exception-
passive), transactional (made up of management by exception-active and contingent reward), and
transformational, made up of idealized influence, intellectual
Table 3

Proposed Research Constructs

Dependent Variable Independent Variables Covariates Mod/Med

Sales Performance  Transformational Leadership Personality =~ SToM (Med)
idealized influence Experience  Sex (Mod)
intellectual stimulation Age

inspirational motivation

individualized consideration
Transactional Leadership

management by exception-active

contingent reward
Passive-Avoidant Leadership

laissez-faire

management by exception-passive
Salesperson Theory-of-Mind (SToM)
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stimulation, inspirational motivation, and individualized consideration (Avolio, 2011).
Transformational leadership is defined as a leadership theory that describes the behavior of a leader
as one who develops followers, helps them to be more effective, to take ownership and lead, and
is “proactive, raising follower awareness for transcendent collective interests, and helping
followers achieve extraordinary goals” (Antonakis et al., 2003; p. 264). Transactional leadership
is defined as “an exchange process based on the fulfillment of contractual obligations and is
typically represented as setting objectives and monitoring and controlling outcomes” (Antonakis
etal., 2003; p. 265). It is made up of management by exception-active (monitors mistakes, focused
on standards fulfilled) and contingent reward (rewards achievements, contractual obligation). The
final part of the theory relates to passive-avoidant leadership behavior. This is made up of
(management by exception-passive (fight fires, only intervenes in mistakes), and (laissez-faire
(avoids involvement, abdicates authority) (Antonakis et al., 2003). Recent research suggests that
respondents typically do not differentiate between management by exception-passive and laissez-
faire when describing their leaders. As such, I will focus on one of them for the sake of parsimony
(Hinkin & Schriesheim, 2008). Transformational leadership theory has its early roots in work done
by Burns (1978) who said, “the transforming leader looks for potential motives in followers, seeks
to satisfy higher needs, and engages the full potential of the follower” (p. 4). The relationship
between the leader and the follower is such that they “raise one another to a higher level of
motivation and morality” (p. 20). In Burn’s theory, a leader has a tendency of either being a
transformational leader (focused on transforming followers) or a transactional leader (focused on
transactions with followers) but not both at the same time. Transformational leadership theory was
further developed and tested by Bass (1985). He believed that, contrary to Burns, leaders could be

in both categories (transformational and transactional) at the same time and that there were no
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distinct forms of leadership. The full-range leadership theory has three main types of leadership
(transformational, transactional, and laissez-faire), which are represented by eight distinct factors.
The transformational leadership theory was further developed with the addition of Avolio and the
introduction of the Multifactor Leadership Questionnaire (MLQ) as an assessment to measure
transformational leadership (Bass & Avolio, 1995). The MLQ has undergone several revisions in
attempts to improve the utility of the measure and its psychometric properties. The form used for
this study, the MLQ-5X short form will be discussed in the Method section. The transformational
leadership framework has been widely studied to the point that now it has become the dominant
framework in the leadership field (Barling, Christie, & Hoption, 2011). For example, in the U.S.
Army both transformational, and transactional-contingent reward leadership ratings, positively
predicted performance (Bass, Avolio, Jung, & Berson, 2003). One influential study (Judge &
Piccolo, 2004) found statistically significant overall validity for transformational leadership,
contingent reward and laissez-faire. The sales literature is well documented with the impact that

leadership has on sales performance

Table 4

Construct Definitions

Variable Type Definition

Sales Performance DV  The self-rated performance outcome resulting from sales.

Transformational Leadership IV *A leadership theory: a leader who is “proactive, raise[ing]
follower awareness for transcendent collective interests,
and help[ing] followers achieve extraordinary goals”

Idealized influence v **Builds trust and acts with integrity and confidence.

Intellectual stimulation v ** Encourages innovative and creative thinking.

Inspirational motivation v ** Communicates vision and ambitious goals, projects

optimism, and inspires others.
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Individualized consideration IV ** Advising, supporting, and coaching others.

Transactional Leadership v * “An exchange process based on the fulfillment of
contractual obligations ... setting objectives and monitoring
and controlling outcomes.”

Management by exception- IV *xxcActive leaders monitor follower behavior, anticipate
Active problems, and take corrective actions before the behavior
creates serious difficulties.”

Contingent reward v **%“The leader clarifies expectations and establishes the
rewards for meeting these expectations.”

Management by exception- IV *“Fight fires, only intervenes in mistakes.”
Passive

Laissez-faire 1A% *“Avoids involvement, abdicates authority.”
SToM M # “scale for measuring salespeople’s interpersonal

mentalizing skills—that is, a salesperson’s ability to ‘read
the minds’ of customers.”

Sex \Y Declared sex.

DV: Dependent Variable, IV: Independent Variable, M: Mediator, V: Moderator of the mediator.
* Antonakis et al., 2003; p. 264, **Avolio, Waldman, &Yammarino, 1991, ***Judge and Piccolo 2004;
p.756. # Dietvorst et al., 2009; p. 653.

(Agnihotri et al., 2014; Chakrabarty, Oubre, & Brown, 2008; Dubinsky, 1999; Ingram, LaForge,
Locander, MacKenzie, & Podsakoff, 2005). However, to differentiate this research from the
current study, the sales research referenced here is focused on the relationship between leaders,
such as sales managers, and salespersons. In the current study, the focus is on the relationship
between the salesperson and the customer and examines the personal transformational and other
leadership characteristics of salespeople. Previous research has also shown that transformational
leadership is impactful on overall performance (Bass et al., 2003; Garcia-Morales, Lloréns-
Montes, & Verdu-Jover, 2008; Wang, Oh, Courtright, & Colbert, 2011), impacting entrepreneurial

orientation (Oncer, 2013), helping salespersons learn from their failures (Boichuk, et al., 2014),

enhancing emotional intelligence (Shannahan, Bush, & Shannahan, 2013), positively impacting
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salesperson discretionary effort (Dubinsky & Skinner, 2002), promoting salesperson moral
judgment (Schwepker & Good, 2010), enhancing overall sales performance (Dubinsky,
Yammarino, & Jolson, 1995; MacKenzie, Podsakoff, & Rich, 2001; Smith, Andras, &
Rosenbloom, 2012), playing a role in sex differences relative to sales performance (Dionne,
Yammarino, Comer, Dubinsky, & Jolson, 1996), boosting organizational citizenship behaviors
(Olcer, Florescu, & Nastase, 2014), building trust in the organization (Schwepker & Good, 2013;
Zhu, Newman, Miao, & Hooke, 2013), helping with complex tasks (Doci & Hofmans, 2015), and
reducing turnover intention (Dimaculangan & Aguiling, 2012). One criticism I found of the
construct was the belief that transformational leadership is really a political leadership theory and
therefore less relevant for leadership in a managerial setting (Andersen, 2015). However, the
evidence supporting its use in a managerial setting far outweighs the criticism. The use of this
construct in this study is to determine if it has incremental validity as a sales driver in evaluating
sales performance. The basis of this application, as mentioned above, is to demonstrate how
transformational and other leadership components can apply to sales (Bass, 1997). This would add
to the sales research literature by highlighting a sales driver in the context of a new model. This
new model is not a replacement to any of the existing sales models (such as Churchill et al., 1987),
but rather an attempt to explain variations in salesperson performance that has not previously been
accounted for. Next, I cover the ToM construct.

Theory-of-mind (ToM). ToM is a label for the ability to match mental conditions to oneself
and others and was originally designed to describe chimpanzee behavior (Premack & Woodruff,
1978). Furthermore, this ability is the main way in which we make sense of or predict another
person's behavior (Peterson, O’Reilly, & Wellman, 2016). Theory of mind is also referred to as

“interpersonal mentalizing” (Frith, et al., 1991; Singer & Fehr 2005), and “social intelligence”
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(Jolliffe & Baron-Cohen, 1999), and is similar with “empathy" (Baron-Cohen, Wheelwright, &
Hill, 2001). ToM is a salesperson’s “ability to engage in interactions with customers based on how
well they consider the intentions and other mental states and events of customers” (Dietvorst et
al., 2009; p. 654). In the next sections I explore ToM theory followed by the ToM construct.

The theory supporting ToM. The theory that supports ToM follows recent developments in
neuroscience called “interpersonal mentalizing” (Singer & Fehr 2005). More formally,
interpersonal mentalizing refers to the “activity of inferring another person’s beliefs, desires, risk
preferences, intentions, and other mental states or events, as well as the ability to process subtle
cues and adjust volitions accordingly” (Dietvorst et al., 2009; p. 654). The development of SToM
and the use of interpersonal mentalizing in a sales setting fits squarely with previous calls for
improved measures. For example, Sujan (1999) suggested that improved measures are needed that
indicate a salesperson’s ability to interpret f