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Abstract
Purpose – The purpose of this paper is to present a comprehensive model of the relationship between
control and sales performance contingent upon the commitment and adaptive selling variables. Specifically,
the study tests the mediator effects of adaptive selling and organizational commitment on the effect of
managerial control systems on self-assessed performance of the salespeople working in the field of
industrial marketing.
Design/methodology/approach – In total, 472 firms active in the industrial marketing field for tangible
industry products in Turkey were selected for the research. The proposed model that tested posits
relationships among management control variables and adaptive selling, organizational commitment and
sales performance measures. Management controls are related to sales performance through the mediating
effect of adaptive selling and organizational commitment. Management control styles (output as formal and
professional as informal) were the independent variables, while changes in organizational commitment and
adaptive selling were tested both as mediators and sales performance as dependent variable, consistent with
the reciprocal effects model under analysis.
Findings – The findings demonstrated that “control” is positively associated with “sales performance” and
“commitment” and “adaptive selling” mediate this relationship. Findings indicate that control impacts sales
performance through a mediating mechanism that involves adaptive selling and commitment. Taken
together, results showed that adaptive selling and commitment played a critical role in sales performance.
Originality/value – This research is the first to empirically analyse the model regarding the relationship
between sales performance, control, adaptive selling and commitment variables.
Keywords Commitment, Control, Adaptive selling, Sale performance
Paper type Research paper

1. Introduction
A business’s sales force is an important resource in a competitive marketing environment
(Abed and Haghighi, 2009), and managers focus on achieving high levels of sales performance
(Kohli et al., 1998). Personal selling, which is an important aspect of sales performance,
constitutes a unique communications channel (Spiro and Weitz, 1990). The determinants of
sales force performance in various contexts have been the subject of several studies
(Cravens et al., 1993; Babakus et al., 1996; Piercy et al., 1999; Verbeke et al., 2011). For a good
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salesperson, the selection and application of a sales approach that suits the unique nature of
the customer and the sales situation (Román and Iacobucci, 2010) and enables them to provide
valuable solutions to their customers (Rapp et al., 2008) is an effective and necessary strategy.
Thus, the concept of adaptive selling (Weitz et al., 1986) is a significant variable in the sales
process. Adaptive selling has been defined as “the altering of sales behaviors during a
customer interaction or across customer interactions based on perceived information
about the nature of the selling situation” (Weitz et al., 1986, p. 175). Spiro and Weitz (1990)
clarified the nature of adaptive selling by describing the degree of differentiation between sales
presentations during the sales process. Previous studies have discussed the adaptive selling
approach and its significant role in relation to both direct and indirect sales performance and
developing appropriate selling angles that satisfy both the various needs of customers and the
sales process of the salesperson (Spiro and Weitz, 1990; Boorom et al., 1998; Park and Deitz,
2006; Porter et al., 2003; Franke and Park, 2006; Jaramillo et al., 2007; Verbeke et al., 2011). These
studies identified a powerful relationship between adaptive behaviour and sales performance.
Thus, it can be concluded that if corporations are to increase their sales performance, they
must develop adaptive selling behaviour in their sales staff (Franke and Park, 2006; Jaramillo
et al., 2007).

In addition, several studies have found that adaptive selling behaviour is affected by
organizational variables (Saxe and Weitz, 1982; Sujan et al., 1988; Weitz et al., 1986); however,
the literature includes very few studies about the organizational antecedents for adaptive
selling (Franke and Park, 2006). One organizational factor is the commitment level of the
salesperson (Brown and Peterson, 1993). The reason for the consideration of commitment as a
common element in both marketing and management (Boyle, 1997) is because employees who
are committed to the organization tend to attain a higher level of performance in the long term
(Bentein et al., 2005; Jaros et al., 1993; Luchak and Gellatly, 2007). This claim is supported by
positive relationships between commitment and several variables related to job performance,
namely, job satisfaction, customer-oriented selling, reduced absenteeism and lowered turnover
intentions ( Jaramillo et al., 2005). A similar relationship can be observed in studies on sales
(Brown and Peterson, 1993; Mulki et al., 2006). Moreover, there is an expectation that the
relationship between commitment and loyalty is higher in salespeople due to the formal
quality of their occupation ( Jaramillo et al., 2005). In addition, the nature of the salesperson’s
job strengthens the relationship between organizational commitment and performance for
salespeople compared with other workers ( Jaramillo et al., 2005).

The relationships between managerial control and the attitudes and behaviours of the
salesperson are also considered significant (Anderson and Oliver, 1987; Eisenhardt, 1985;
Jaworski, 1988; Ouchi, 1979). These effects are often observed as interaction or main effect
( Jaworski, 1988; Merchant, 1988; Cravens et al., 2004; Miao Evans, 2013). Some studies have
examined the effects of output control on the performance of the salesperson (Cravens et al.,
2004; Jaworski et al., 1993; Onyemah and Anderson, 2009), finding that sales control systems
are an effective managerial tool for directing the sales force (Miao Evans, 2013; Anderson
and Oliver, 1987). It has been reported that there is insufficient understanding of the effect of
sales control on adaptive selling (Guenzi et al., 2014). Apart from a few studies ( Joshi and
Randall, 2001; Guenzi et al., 2014), informal controls have not been scrutinized to any
significant degree.

The causal relationship between sales control systems and sales performance is
mediated by commitment and adaptive selling. Essentially, sales control systems affect
salespeople’s performances through the mediation effects of salespeople’s behavioural
responses (Fang et al., 2005, p. 1215). The main effect is the lack of a significant relationship
between the sales control system and sales performance. Although there is a direct positive
relationship between behaviour control (Piercy et al., 2012) and process control
(Baldauf et al., 2012) and sales performance efficiency, we investigated the mediating
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effect of sales force commitment and adaptive selling on the relationship between control
and performance. Inputs into the sales performance are the degree of adaptability
(Verbeke et al., 2011) and buyer-seller interactions (Evans et al., 2012). At the same time,
sales performance has a negative effect on the control system (Küster and Canales, 2011),
output control and behaviour control (Schwepker and Good, 2012). Thus, the main objective
of this study is to present a comprehensive model of the relationship between control
and sales performance contingent upon the variables of commitment and adaptive selling.
To the best of our knowledge, this is the first study to empirically analyse a model of
the relationship between sales performance, control and the variables of adaptive selling
and commitment.

The study commences with an examination of the relevant key constructs that are used.
The conceptual framework and research hypotheses are then presented, as well as the
research methods used in the study. We focus on industrial marketing, in particular in the
automotive and textile industries. Then, the results are presented and evaluated, followed
by conclusions and managerial implications. Finally, the limitations of the study and
directions for future research are presented.

2. Literature review
2.1 Organizational control, adaptive selling and the relationship with sales performance
Some studies have found that the effects of sales control or organizational control systems
on sales performance are direct ( Jaworski, 1988; Lusch and Jaworski, 1991; Cravens et al.,
1993; Oliver and Anderson, 1994). Managerial control, which focusses on control of
outputs and processes (Anderson and Oliver, 1987), is classified as either “only formal”
(Oliver and Anderson, 1994), “formal and informal” ( Jaworski, 1988) or “cultural and
professional control” ( Jaworski and MacInnis, 1989).

Formal control is related to written, target-oriented mechanisms based on the initiatives
of management ( Jaworski, 1988), and has two main dimensions: process and output control
( Jaworski and MacInnis, 1989). Process control management holds the employee responsible
for following the prescribed process, but does not hold the individual responsible for the
outcome ( Jaworski, 1988, p. 26). In output control (or outcome-based control), performance
standards are set and monitored, and the results are evaluated ( Jaworski, 1988, p. 27).
Informal control, the opposite of formal control, involves unwritten mechanisms that are
dependent on the initiative of the employee ( Jaworski, 1988) and are divided into two
categories: cultural and professional control ( Jaworski, 1988; Jaworski et al., 1993). While
output controls focus on performance, informal or social controls concentrate on the
behaviour of the individual (Langfield-Smith and Smith, 2003, p. 283).

In the case of professional control, the marketing work unit establishes certain standards
(norms), monitors conformity and acts when deviations occur. Whereas social control can be
defined as the prevailing social perspectives and patterns of interpersonal interactions
among subgroups within the firm ( Jaworski, 1988, p. 27), cultural control involves an entire
division or the firm, and refers to “the broader values or normative patterns that
guide worker behavior within an entire organization” ( Jaworski, 1988, p. 27). Such values
include stories, rituals and norms of social interaction that members of the organization
internalize (Meyer and Rowan, 1977).

The intermediate effect on the sales employees’ attempts to change or shape the attitudes
and intentions of customers (Mallalieu, 2006) is based on focussing on a design that fits the
expectations of the customer (Goff et al., 1997) and the effectiveness of the salesperson’s
communications with the customer (Williams and Spiro, 1985). Thus, it is necessary for the
salesperson to employ task, self- and interaction orientation (Williams and Spiro, 1985;
Miles et al., 1990), as well as transaction- and relationship-focussed communication methods
(Macneil, 1980; Dwyer et al., 1987). Because the communication-based sales approach is

223

Management
control and

sales
performance

D
ow

nl
oa

de
d 

by
 B

A
SK

E
N

T
 U

N
IV

E
R

SI
T

Y
 A

t 0
0:

52
 2

5 
M

ay
 2

01
8 

(P
T

)



designed to improve the quality of the salesperson’s relationship with the customer
(Boles et al., 2000; Park and Deitz, 2006), a relationship-based selling strategy is positively
related to adaptive selling (Paparoidamis and Guenzi, 2009). The adaptive selling approach
could be considered as an approach that gains increasing importance with increased
interaction between the salesperson and the customer (Boorom et al., 1998) in the purchase
situation (Reid et al., 2002).

Adaptive selling can be defined as an approach to personal selling in which selling
behaviours are altered during the sales interaction or across customer interactions based on
information gained about a customer and the nature of the selling situation (Rapp et al.,
2008, p. 39). When adaptive selling was first considered as a sales technique (Grewal and
Sharma, 1991), it was reported that sales managers enforced the use of this technique using
both internal and external motivational tools to increase sales performance ( Jaramillo and
Mulki, 2008). However, a significant negative effect of adaptive selling on outcome control
and activity control, as well as on outcome and capability interactions was found (Miao and
Evans, 2013). Conversely, it was found that behaviour-based control did not have a direct
effect on adaptive selling (Simintiras et al., 2013). However, when evaluating a salesperson’s
performance, a consultative approach to outputs affects the adaptive selling approach
(Pelham and Kravitz, 2008).

As a sales behaviour element, adaptive selling is considered one of the mediators in the
relationship between goal-setting and performance (Fang et al., 2004), and adaptability plays
a mediating role in the relationship between self-efficacy and performance in the sales
process (Ahearne et al., 2005, 2008). An empathetic relationship between the salesperson and
the customer may also result from the process of adaptive selling (Siguaw, 1991). Therefore,
when adaptive selling is considered as an aid to customers in making their buying decisions
(Wachner et al., 2009) and as providing support for the sales process (Pelham, 2009), the
sales performance process can be developed on the basis of collaborative relationships
(Whipple et al., 2010). This places emphasis on the customer’s needs and has a positive effect
on sales performance and measurement (Wachner et al., 2009; Jong and De Ruyter, 2004).

In this context, adaptive selling can be modelled as one of the drivers of sales performance
(Verbeke et al., 2011), and is based on a customer-oriented view. Some studies have focussed on
the positive relationship between the adaptive selling behaviours used in sales activity or
performance modelling (Plank and Greene, 1996) and sales performance (Chakrabarty et al.,
2014; Moghareh and Haghighi, 2009; Singh and Das, 2013; Román and Iacobucci, 2010; Park and
Holloway, 2003; Franke and Park, 2006) or job performance (Locander et al., 2014). Furthermore,
the validity of the adaptive selling scale is determined by its effect on performance
(Chakrabarty et al., 2004; Petijohn et al., 2000). Specifically, its effect on performance is strongly
related to both situational and salesperson features (Giacobbe et al., 2006). Adapting to
customers entails focussing on their individual needs and preferences, which may lead to a
customer-centred, problem-solving orientation. Being adaptive to customers, in addition to being
successful in sales, provides ongoing success on the part of the salesperson (Predmore and
Bonnice, 1994). This situation can be described as the transition of knowledge.

Adaptive selling, together with the concepts of knowledge and trust, is important in sales
presentations (Cicala et al., 2012), and is strongly related to work experience
(Chakrabarty et al., 2010; Gengler et al., 1995) and goal orientation (Chai et al., 2012).
This reinforces the structure and content of the information gathered from the customer
(Hughes et al., 2013), and enables the salesperson to become attuned to the prevailing
conditions, thereby improving the performance of the salesperson (Anglin et al., 1990).
This requires a high level of cognitive processing (Porter and Inks, 2000; McIntyre et al., 2000).

Adaptive selling, when seen as the process of obtaining information and providing
solutions for the customer (Eckert, 2006), necessitates the use of certain selling strategies
(McFarland et al., 2006). It has been stated that in relation to the effects of the adaptive selling
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approach on the performance of the salesperson (Baldauf and Cravens, 2002), his or her skills
(Plouffe et al., 2009), the nature of the selling situation (Porter et al., 2003) and in particular the
perception of the salesperson that their manager expects them to exhibit adaptive selling
behaviour all play a role (Chakrabarty et al., 2008). However, some studies have argued that
adaptive selling has no effect on performance (Keillor et al., 2000), while others have argued that
there is partial mediation of the relationship between performance intention and sales
performance (Terho et al., 2013) and that there is full mediation of the relationship between
customer orientation and performance ( Jaramillo and Grisaffe, 2009; Goad and Jaramillo, 2014).
Others have investigated the mediating role of adaptive selling in the relationship between sales
control and selling activity (Guenzi et al., 2014). The reason for the positive relationship between
adaptive selling and performance is the fact that since the salesperson would not adopt, the
acceptance of the customer would be higher (Raza et al., 2015). Adaptive selling plays a
mediating role in the relationship between managerial leadership and performance (Wong et al.,
2015). Similarly, it is believed that adaptive selling plays a mediating and transforming role in
the perceived relationship between managerial leadership and performance. Thus, the following
three hypotheses are proposed:

H1. There is a positive relationship between managerial sales controls and adaptive selling.

H2. There is a positive relationship between adaptive selling and the performance of
the salesperson.

H3. Adaptive selling plays a mediating role in the relationship between sales control
and performance.

2.2 Sales force control systems, and the relationship between commitment and
performance
Commitment is defined as the degree to which individuals attach themselves to an
organization ( Johnston et al., 1990). Commitment, then, refers to the willingness of social actors
to apply their energy and loyalty to social systems and to the attachment of personality
systems to social relationships, which are considered self-expressive (Kanter, 1968, p. 499).
In the context of sales, commitment affects performance (Chonko, 1986) via the level of sales
effort (Fu et al., 2009; Sager and Johnston, 1989), and there is a stronger effect on the
performance of sales-based employees than on that of non-sales-based employees
( Jaramillo et al., 2005). High levels of both formal and informal sales management control
will increase the salesperson’s commitment to the organization by providing supportive
feedback (monitoring, directing and evaluating) (Cravens et al., 2004).

Meyer andAllen (1991) defined organizational commitment as behaviour that is formed as a
result of the relationship between employees and the organization causing them to decide to
become a constant member of the organization, while Mowday et al. (1979) defined commitment
as “a powerful desire that keeps an individual in a certain corporation, a will to perform at a
high level to improve the corporation, an acceptance of and an unconditional belief in the values
and objectives of the corporation”. Various studies have explained the effects of organizational
commitment on salespeople (Ingram and Lee, 1990; Pettijohn et al., 2007) and its place in
understanding salespeople’s behaviour (Ingram and Lee, 1990). Furthermore, a positive
relationship has been found between the concept of commitment and sales performance
(Bashaw and Grant, 1994; Boyle, 1997) and job performance (Rutherford et al., 2011).

Management control systems are related to outcomes such as performance and sales
organization effectiveness (Baldauf et al., 2005). Previous studies have stated that
organizational control, in addition to influencing affective commitment, influences
performance and customer orientation ( Joshi and Randall, 2001). The level of commitment
of salespeople towards their managers also defines their level of organizational commitment
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(Boyle, 1997). It has been found that affective commitment in particular plays a mediating role
in the relationship between managerial control and performance ( Joshi and Randall, 2001).

It was found that a direct relationship could be established between employee
commitment and performance (Alfalla-Luque et al., 2015), while at the same time it was
reported that control systems also have negative effects, in particular reducing the
employee’s level of trust in the corporation (Weibel et al., 2015). Commitment is a variable
that has both a mediating and a direct effect on service quality and satisfaction in the field of
marketing (Fatima et al., 2015). Hence, three further hypotheses are proposed as follows:

H4. There is a positive relationship between managerial sales controls and
salesperson commitment.

H5. There is a positive relationship between commitment and the performance of
the salesperson.

H6. Commitment plays a mediating role in the relationship between sales control
and performance.

Because it was tested using full mediation analysis, the lack of a significant direct
relationship between managerial control and sales performance is the desired outcome.
This is the accepted approach in mediation analysis.

3. Methodology
3.1 Sample and procedure
The main objective of the study is to test the mediating effects of adaptive selling and
organizational commitment on the effect of managerial control (sales force control) systems
on the self-assessed performance of salespeople working in the field of industrial marketing.
For the empirical study, Turkish firms that are active in the industrial marketing field for
tangible products (e.g. in the automotive industry) were selected. During recent years, this
economic sector has grown, and industrial firms have become significant players in the
Turkish economic system. This is the main reason this study focusses on the field of
industrial marketing. Because Istanbul and Bursa are prominent in the industrial sector,
the study sample comprised salespeople working in industrial fields in these cities. In the
absence of a list of salespeople working in industrial marketing, and because of constraints
of time and space, we used a snowball sampling method.

This sampling approach was valuable because there was no readily available sampling
framework. It was sufficient to identify individuals as salespeople though their connection
to their professional society. One significant issue in relation to snowball sampling is
verifying the eligibility of the respondent (Biernacki and Waldorf, 1981, pp. 81-82). However,
because it is more effective as a sampling method in network structures (Noy, 2008), it was
concluded that this issue was not important in the current study. Nevertheless, it should be
kept in mind that even when a representative sampling method is available, it should never
be prioritized (Cohen and Arieli, 2011, p. 427).

The questions in the survey were divided into two main sections. In the first section, the
questions referred to the demographic profile of the participants, and in the second section
the questions aimed to measure the structures related to the objective of the study. By the
end of the survey period, which lasted for five months, 490 industrial salespeople had
responded. However, 18 responses were deemed invalid, leaving 472 responses for analysis.
The respondents’ industrial fields were not considered because a sectorial comparison was
not an aim of the study. Of the participants, 57 per cent were between 20 and 30 years old,
16 per cent were between 31 and 35 years old and 27 per cent were over 35 years old.
Regarding sales experience, 26 per cent had one to two years of experience, 33 per cent had
three to five years, 26 per cent had six to ten years and 15 per cent had more than ten years
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of sales experience. Regarding gender, 44 per cent of the participants were male and
56 per cent were female. As for their level of education, 11 per cent had only completed
primary school, 50 per cent had completed high school, 37 per cent were college graduates
and 2 per cent had post-graduate degrees. Field research was carried out in April-June 2014.

3.2 Measures
In the study, four structures were measured. All variables were measured on a five-point
Likert scale (1¼ strongly disagree, 5¼ strongly agree) and assessed using multiple
measures. The following scales were used.

3.2.1 Managerial sales control scales
(1) Formal control: outcome control ( Jaworski et al., 1993; Jaworski and MacInnis, 1989).

This scale included the following five items:

• specific performance goals are established for my job (OC1);

• my immediate boss monitors the extent to which I attain my performance goals
(OC2);

• if my performance goals were not met, I would be required to explain why (OC3);

• I receive feedback from my immediate superior concerning the extent to which
I achieve my goals (OC4); and

• my pay increases are based on howmy performance compares with my goals (OC5).

(2) Informal control: professional control ( Jaworski et al., 1993; Jaworski and MacInnis,
1989). This scale included the following five items:

• the division encourages cooperation between marketing professionals (PC1);

• most of the marketing professionals in my division are familiar with each other’s
productivity (PC2);

• the division fosters an environment where marketing professionals respect each
other’s work (PC3);

• the division encourages job-related discussions between marketing professionals
(PC4); and

• most marketing professionals in my division are able to provide accurate
appraisals of each other’s work (PC5).

3.2.2 Adaptive selling scale. The adaptive selling scale was adapted from the ADAPTS-SV
scale designed by Robinson et al. (2002). It was measured using three items:

(1) when I feel that my sales approach is not working I can easily change to another
approach (ADP1);

(2) I am very flexible in the selling approach I use (ADP2); and

(3) I can easily use a wide variety of selling approaches (ADP3).

3.2.3 Organizational commitment scale. Organizational commitment was determined using
the scale developed by Rutherford et al. (2009), which includes three items:

(1) I find that my values and the organization’s values are very similar (COM1);

(2) I feel that this organization really inspires the very best in me in terms of job
performance (COM2); and

(3) I feel that, for me, this is the best of all possible organizations for which to work (COM3).
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3.2.4 Self-assessed individual sales performance scale. Self-assessed individual sales
performance (Boorom et al., 1998) was measured using two items from the scale
developed by Behrman et al. (1981). The items were:

(1) compared to my colleagues I believe I generate a higher level of dollar sales (PR1); and

(2) overall, my performance is superior to a typical sales agent in my firm (PR2).

3.3 Model
The proposed model that we tested posits relationships among management control
variables and adaptive selling, organizational commitment and sales performance
measures. Management controls are related to sales performance through the mediating
effect of adaptive selling and organizational commitment. We expected that management
controls would not be directly related to sales performance (full mediation model).
Management control styles (output as formal and professional as informal) were the
independent variables, while changes in organizational commitment and adaptive selling
were tested as mediators and sales performance was the dependent variable, consistent with
the reciprocal effects model under analysis.

3.4 Measurement
For measurement validity, following the two-stage approach suggested by Anderson and
Gerbing (1988), we used the SPSS Amos 22 statistical program to test the estimated
measurement model prior to assessing the structural relationships. The testing model with
all indicators is shown in Figure 1. All measurement scales were evaluated based on
the following criteria: unidimensionality, and convergent and discriminant validity
(Anderson and Gerbing, 1988).

4. Results
4.1 Reliability and validity
The results of the measurement models showed that our selected items provided good
explanations for each construct. The factor loadings were all statistically significant and

Sales
performance

Adaptive
selling

Outcome
control

Professional
control

Commitment

0.22***

0.61***

ns

0.14***

0.24*** 

ns

0.51***

0.30***
0.24***

Notes: ns, non-significant; dependent variable: sales performance;
mediators: adaptive selling and commitment; independent variables:
outcomes and professional controls. ***p<0.01

Figure 1.
Research model
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the fit indices showed satisfactory results (CFI¼ 0.956, GFI¼ 0.949, NFI¼ 0.910,
RMSEA¼ 0.042; χ2/df¼ 1.844, RMR¼ 0.05). Reliability was assessed at two levels: item
reliability and construct validity (see Table I). Composite reliabilities were also at high levels
for the construct. Then, convergent and discriminant validity were evaluated. Average
variance extracted (AVE) was used to test convergent validity. Hair et al. (1998) and Bagozzi
and Yi (1988) suggested values for AVE of 0.50 and above. Here, the value was found to be
0.86, thus the convergent validity was verified. AVE was also used to assess discriminant
validity by comparing these values with the squared correlations between the construct and
all other constructs in the model (Nusair and Hua, 2010). This expectation was satisfied.
Thus, these two criteria were verified in the analysis. The correlations between the
structures are shown in Table II. Although the correlation values were not very high, the
common method bias statistical test was conducted. The variance explained by the Harman
single-factor method was below 0.50, as was the variance explained by the common latent
factor method (0.43).

Constructs Variables Std. loadings Item reliability CR AVE

Sales performance PR1 0.78 0.79 0.85 0.75
PR2 0.84

Organizational commitment COM1 0.75 0.78 0.97 0.91
COM2 0.80
COM3 0.66

Adaptive selling ADP1 0.61 0.72 0.96 0.93
ADP2 0.75
ADP3 0.68

Professional control PC1 0.78 0.78 0.87 0.97
PC2 0.64
PC3 0.66
PC4 0.60
PC5 0.54

Output control OC1 0.59 0.71 0.82 0.95
OC2 0.74
OC3 0.72
OC4 0.45
OC5 0.50

Notes: All factor loadings are significant at p¼ 0.05

Average Variance Extracted AVEð Þ ¼
X

Standardized loadings2
� �

=
X

Standardized loadings2
� �

þ
X

eij
h i

Construct Reliability ¼
X

Standardized loadingsð Þ2=
X

Standardized loadings
� �2

þ
X

eij
� � Table I.

Measurement model
reliabilities

n M SD 1 2 3 4 5

1. Output control 5 3.67 0.04 1 0.56 0.52 0.64 0.53
2. Professional control 5 3.55 0.05 1 0.48 0.57 0.46
3. Adaptive selling 3 3.81 0.04 1 0.44 0.58
4. Organizational commitment 3 3.64 0.05 1 0.52
5. Sales performance 2 3.67 0.04 1
Note: n, number of items

Table II.
Measurement

information and
correlation matrix
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4.2 Mediation analysis
The mediation model helps to explain how and why two variables are correlated when a
mediating variable is present (Fairchild and MacKinnon, 2009, p. 89). There are three main
approaches to statistical mediation analysis: causal steps, difference in coefficients and
product of coefficients (MacKinnon et al., 2000). In mediation analysis, it is expected that
the mediator will weaken the relationship by either partially or totally affecting the
relationship (MacKinnon et al., 2000). Thus, it could be argued that the relationship
between managerial control and sales performance should be insignificant or weaker than
that between the path to adaptive selling and commitment. To test our argument that
adaptive selling and organizational commitment mediated the relationship between
managerial controls (outcome and professional) and salesperson performance, we
conducted a mediation analysis. Our hypotheses were tested in a three-step procedure
(Baron and Kenny, 1986): significant effect of the independent variable on the dependent
variable; significant effect of the mediators on the dependent variable; and lower or
insignificant effect of the independent variable on the dependent variable when mediators
were controlled for. We compared the magnitude of the direct and indirect effects of
management controls on performance. Following Baron and Kenny (1986), we used
the regression equations from the following three models to determine the existence of the
mediating effect. Full mediation analysis was conducted using the SPSS Amos 22
structural equation modelling software. Focussing on a full mediation result requires the
expectation that the relationship between sales management control systems and sales
performance will not be within the context of the model constructed. However, the model
demonstrates that when the relationship between sales management control systems and
sales performance is measured directly without considering any other variables, the
relationship is significant at the 0.05 level (two-tailed). Measurement error in any
single variable causes the inflation or attenuation of multiple parameters (Cole and
Preacher, 2014, p. 308). Our measures of salespersons-related variables (commitment,
adaptive selling) were all correlated. Therefore, these factors are only moderately
mismeasured, and should capture most of the mediation (Blakely et al., 2013, p. 8). There is
no misclassification, in other words, “the error does not depend on the exposure or
outcome conditional on the true mediator and covariates” (VanderWeele et al., 2012, p. 1).

We used the three steps proposed by Baron and Kenny (1986) in our mediating effect
analysis. The first step is to find the effect of the independent variable (managerial controls)
on the dependent variable (sales performance). The second step was to establish the effects
of the mediating variables on the dependent variable. All results to this point were
as expected. The last step, which tests our main hypothesis, is the mediating analysis
described below (see Table III for the results of each step).

Managerial controls
(independent variables)

Dependent variable
(sales performance) β coefficient (β)

First step (independent to
dependent)

Outcome control → Sales performance 0.252***

Professional control → Sales performance 0.305***
Second step (moderators to
dependent)

Adaptive selling → Sales performance 0.258***

Commitment → Sales performance 0.679***
Third step (independent to
dependent-controlled moderators)

Outcome control → Sales performance ns

Professional control → Sales performance ns
Notes: ns, non-significant. ***po0.000

Table III.
Analysis of mediating
effect: results in
each step
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It can be seen from the regression analysis results in Figure 1 that outcome control and
professional control had significant positive effects on adaptive selling ( βoutcome¼ 0.24;
βprofes¼ 0.22) and organizational commitment ( βoutcome¼ 0.30; βprofes¼ 0.51), as in Model 1.
Thus,H1 andH4 are supported. In Model 2, adaptive selling ( βadap¼ 0.61) and organizational
commitment ( βcomm¼ 0.14) had significant positive effects on sales performance. Thus, H2
and H5 are supported. In Model 3, which added adaptive selling and organizational
commitment, the results showed that these mediators rendered the effect of the managerial
control path on sales performance insignificantly. Thus, the direct effects of both formal and
informal controls on sales performance were insignificant. Therefore, we can conclude that
indirect effects through adaptive selling and commitment are more important than direct
effects in explaining the relationship between management controls and sales performance.
Our results demonstrated the full mediation strength of both mediating variables, and thus
H3 and H6 are supported. The lack of a significant relationship between the dependent
and independent variables in the constructed model could be considered as full mediation.
This condition is defined as indirect-only mediation by Zhao et al. (2010).

Furthermore, the significance level of the mediator variable was analysed using the
bootstrapping test to observe its disparity from 0. The result of the analysis demonstrated
that both outcome control and professional control were significant. In summary, the
individual variables adaptive selling and organizational commitment satisfy the verification
conditions proposed by Baron and Kenny (1986) for a significant mediating role in the
relationship between managerial controls and sales performance. Our hypothesis regarding
the mediating effects of organizational commitment and adaptive selling on the relationship
between managerial controls and sales performance was supported. In addition, the
bootstrap test (Preacher and Hayes, 2008) examined the robustness of the mediation test
using 1,000 bootstrap samples. If the confidence interval (CI) does not include 0, the indirect
effect is significant and mediation is acknowledged. The bootstrap test indicated that the
indirect effect of the two mediators was significant, i.e. the 95 per cent CI excluded 0.

5. Discussion, conclusions, limitations and further research
The primary objective of this study is to contribute to the growing body of literature focussing
on sales performance. The model used in the study addresses the nature of the concrete and
observable relationship between sales performance and control that is identified in the sales
literature, while also bearing in mind the mediating variables. This study makes several
important contributions to the literature. The findings strongly indicate that the variable
“control” is positively associated with that of “sales performance” and that the variables
“commitment” and “adaptive selling” mediate this relationship. Similar to the findings of this
study, the studies by Anglin et al. (1990), Miao and Evans (2013) and Giacobbe et al. (2006)
stress the positive relationship between adaptive selling and sales performance. Further,
similar to the findings of this study, Joshi and Randall (2001) discuss the significant effect of
organizational control on affective commitment, and that of affective commitment on sales
performance. Miao and Evans (2013) demonstrate that outcome control and capability control
have positive interactive effects on adaptive selling behaviour and selling effort. In addition, a
model developed by Guenzi et al. (2014) showed that both formal and informal sales controls
had a significant effect on adaptive selling.

This study makes an important contribution to the sales literature by explaining how these
controls affect sales performance. Our findings demonstrate that control impacts sales
performance through a mediating mechanism that involves adaptive selling and commitment.
This provides additional support for the view that adaptive selling and commitment are
critical to sales performance.

More specifically, our research indicates that higher levels of sales performance can be
achieved when salespeople engage in adaptive selling behaviour and have a high level of
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commitment, regardless of whether the organization uses formal or informal control
techniques. The question arises as to which of these is more effective. One of the important
contributions of this study is the inclusion of informal control techniques in the model. Despite
the use of both formal and informal control techniques in firms ( Jaworski and MacInnis, 1989)
and the increasing importance of informal controls (Brown et al., 2005, p. 164), to the best of
our knowledge there have only been two previous studies on this subject. It was observed in
our study that various control techniques had different effects on both adaptive selling and
commitment. This emphasizes the importance of sales managers considering both formal and
informal techniques. Guenzi et al. (2014) demonstrated that sales managers who used adaptive
selling behaviour as their sales strategy should assign greater significance to professional and
process controls. Conversely, Jaworski and MacInnis (1989) argued that informal controls
could also have negative effects.

Taken together, these results show that adaptive selling and commitment play a critical
role in sales performance. Regardless of whether the organization utilizes formal or informal
control techniques, higher sales performance is achieved through adaptive selling and
commitment. Ingram et al. (2005) noted that managers played the biggest role in the
achievements of their salespeople. This study is helpful for sales managers because it
identifies two intermediate variables that they should monitor once controls have been
installed to achieve enhanced sales performance. Sales managers should monitor these two
variables to ensure that the organizational controls are working as intended to improve
sales performance.

Our research contributes to both theory and managerial practice in several ways.
This study brings a new perspective to the relationships between the variables under
investigation. It suggests that researchers should not only consider the link between
salesperson control techniques and sales performance, but should also address the question
of how adaptive selling and commitment can strengthen this link. These results also
demonstrate that sales managers can benefit from evaluating the complex interactive effects
of different control styles (informal/formal) in addition to the intervening processes, which
provides a better understanding of this important managerial tool. This research is relevant
for companies in the Baltic region, enabling them to see a different point of view in relation
to a Turkish sample of industrial sales professionals.

Wood et al. (1996) point out that industrial sales firms should increase their efforts in
relation to their sales force to remain competitive in the global economy, where there is strong
demand for differentiation, innovation and collaboration. Similarly, our research findings are
relevant to managers in an industrial sales environment. Jolson (1989) and Anglin et al. (1990)
suggested that the structure of certain sales processes, especially the complexity of the sale of
industrial products, as well as legal or ethical codes, tended to either restrict or eliminate
adaptive selling behaviour. Thus, it is important to apply the model developed in this study to
a variety of sales processes. In other words, it is important to examine a variety of industries in
future studies with an emphasis on the importance of contextual differences for the
generalizability of the empirical results. Similarly, it would be worthwhile evaluating adaptive
selling behaviour using a classification model aimed at identifying the adaptive selling
behaviour that would create the highest level of performance.

Previous studies have demonstrated that the relationship between commitment and
job performance is more powerful for sales-based employees than for non-sales-based
employees ( Jaramillo et al., 2005). Thus, future studies applying the model to non-sales-based
employees and other stakeholders in the firm (e.g. suppliers) could provide some interesting
results for comparison. Similarly, because marketing practices and the sales process can differ
depending on the sector being investigated, this study has a limitation in terms of the sample
that was used, in that there was no consideration of sectoral differences. Therefore, the study
could be repeated in different industries. Future research could also expand the scope of this
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study by examining other variables that are relevant to the context, including other potential
mediating mechanisms. Furthermore, future research could look at expanding the model to
include other possible predictors. Ricks (2003) pointed out that disregarding the differences
between countries is one of the biggest errors that firms make. In support of this finding,
Jaramillo et al. (2005) demonstrated that the relationship between job performance and
commitment differs in collectivist and individualist societies. Thus, it is proposed that the study
should be extended to include different cultures.
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