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Using an experimental design, the authors explore organizational consequences
and ethical issues in salesforce supervision. The findings suggest that managers' de
cisions to either discipline or reward the behavior of salespeople are guided pri
rnorily by the inherent rightness or wrongness of the salespeople's behaviors (deon
tologicol considerations) and only secondarily by the consequences of the behaviors
on the organization (teleologicol foctors). The results have implicotions for sales
force supervision, the P-utility maximization thesis, Etzioni's moderate deontology,
and the Hunt-Vitell theory of ethics.

Organizational Consequences, Marketing Ethics,
and Salesforce Supervision

kind of discipline was appropriate, those exposed to sce
narios in which salespeople engaged in unethical behav
ior that had negative consequences for the firm generally
believed that more severe disciplinary action was called
for than those who viewed scenarios in which no con
sequences were given. In moral philosophy terms, BH's
results suggest that, when marketing managers confront
salespeople engaged in deontologically unethical behav
ior. their intentions to intervene through disciplinary ac
tion are influenced by both deontological and teleolog
ical factors (Hunt and Vitell 1986). According to
deontological ethical theories, certain intrinsic charac
teristics of a behavior make it right or wrong, not the
consequences the behavior brings about. In contrast, te
leological ethical theories contend that it is the relative
amount of goodness or badness of the consequences of
a behavior that determines its, rightness or wrongness.
We use two scenarios adapted from BH's study to ex
plore, in a salesforce supervision context, (1) the extent
to which marketers rely on deontological considerations
and/or teleological considerations in forming their eth
ical judgments and (2) the extent to which marketers rely
on ethical judgments and/or teleological considerations
in rewarding/disciplining salespeople. The 2 x 2 ran
domized design investigates situations in which a sales
person is engaged in either (1) a deontologically uneth
ical behavior having negative consequences for the firm,
or (2) a deontologically unethical behavior having pos
itive consequences, or (3) a deontologically ethical be
havior having negative consequences, or (4) a deonto
logically ethical behavior having positive consequences
(see Appendix).

Developing corporate cultures that encourage ethical
behavior and discourage unethical behavior is becoming
a prominent concern of marketing management (Hunt,
Wood, and Chonko 1989). Toward this end, researchers
suggest that organizations develop and enforce codes of
ethics, institute formal ethics training programs, hire
ethical consultants, maintain standing ethics committees,
and ensure that top managers actively address any ethical
problems confronting their organizations (Akaah and
Riordan 1989; Ferrell and Skinner 1988; Laczniak and
Murphy 1985). A key factor is having top managers in
stitute a supervisory system that rewards ethical behavior
and disciplines unethical behavior (Ferrell and Weaver
1978; Hunt, Chonko, and Wilcox 1984). Unfortunately,
many such systems may encourage unethical behavior
by rewarding unethical acts that have positive conse
quences for the firm and discourage ethical behavior by
punishing ethical acts that have negative consequences
for the firm (Jansen and Von Glinow 1985).
Bellizzi and Hite (1989) (hereafter BH) explored the
role of discipline in curbing unethical salesforce behav
ior. Though respondents uniformly believed that some
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Like BH. we explore organizational consequences and
marketing ethics. However, though we use one version
of two of their scenarios. our study diverges from theirs.
Whereas BH focus only on deontologically unethical be
haviors, we also examine deontologically ethical behav
iors. They explore the effects of no consequences and
negative consequences; we examine the effects of pos
itive consequences and negative consequences. They al
lowed respondents only the opportunity to reprimand the
salesperson or to choose the "no action" option; we add
to these options the alternative of rewarding the sales
person (thus not prejudging for the respondent the issue
of the appropriateness of rewards vs. punishments). They
grounded their study in the organizational behavior lit
erature; we ground ours in the ethics literature and there
fore "'ethical judgments," a construct not explored by
BH, plays a key role in our study. Because our study is
grounded in the Hunt-Vite)) (1986) theory of ethics and
Etzioni's (1988) "'moderate deontology," both are re
viewed.
THE HUNT-VITELL THEORY OF ETHICS

The Hunt-Vitell (HV) theory of ethics draws on deon
tological and teleological moral philosophy to explain
why people have radically different views on the ethi
cality of marketing activities, as well as to explain eth
ical/unethical behavior. I Briefly, the "'triggering mech
anism" of the model is the individual's perception that
an activity or situation involves an ethical issue, which
is followed by the perception of various alternatives or
actions one might take to resolve the ethical problem.
These alternatives are then evaluated both deontologi
cally and teleologically in the "core" of the model. The
deontologieal evaluation process centers on the inherent
rightness versus wrongness of a behavior, irrespective of
the behavior's consequences. According to stricl deon
lologists, the only thing that detennines a behavior's eth
icality is its consistency or inconsistency with such deon
tological nonns as those proscribing lying, cheating,
deceiving, or stealing and those prescribing honesty,
fairness, justice, or fidelity. Deontological moral phi
losophy emphasizes such factors as duties, obligations,
responsibilities, and the inherent, "natural" rights of oth
ers.
The teleological evaluation process combines (1) the
forecasting of each behavior's consequences for various
stakeholder groups, (2) estimating the probabilities of
those consequences, (3) evaluating the consequences'
desirability or undesirability, and (4) assessing the im
portance of each stakeholder group. For strict teleolo
gists, "there is one and only one basic or ultimate right
making characteristic, . namely, the comparative value
(nonmoral) of what is, probably will be, or is intended
to be brought into being" (Franken a 1963, p. 14). Util

'For olber models of elhics in markeling, see Ferrell and Gresham
(1985), Ferrell, Gresham, and Fraedrich (1989), and Wotruba (1990).

itarianism is a teleological philosophy holding that an act
is right only if it produces for all people a greater balance
of good over bad consequences than other available al
ternatives (i.e., "the greatest good for the greatest num
ber"). Ethical egoism holds that an act is right only if
the consequences of that act are most favorable for the
individual decision maker. Hunt and Vitell propose nei
ther that individuals are (or ought to be) utilitarians or
ethical egoists nor even that they are deontologists or
teleologists. They propose that most people in most sit
uations evaluate the ethicality of an act on the basis of
a combination of deontological and teleological consid
erations.
A person's ethical judgments related to an alternative
are at times inconsistent with intentions to adopt that al
ternative because the teleological evaluation indepen
dently affects intentions by a direct path. 2 This effect
occurs especially when a particular alternative, though
not necessarily viewed as the most ethical, has certain
highly preferred consequences (e.g., a less ethical alter
native may have large positive consequences for an im
portant stakeholder, such as the individual or the indi
vidual's organization). However, Hunt and Vitell theorize
that in most situations intentions are congruent with eth
ical judgments and behavior is congruent with inten
tions. They further theorize that there is no direct path
from deontological evaluation to intentions..
Our research was infonned by the "core" of the HV
model, as shown in Figure I. That is, marketers' ethical
judgments should be a function of both deontological and
teleological considerations, and intentions shOUld be a
function of both ethical judgments and teleological con
siderations. However, the HV model does not provide
guidance as to the relative importance of deontological
and teleological factors in influencing either ethical
judgments or intentions. Hence, our research was also
guided by Etzioni's "moderate deontology."
MODERATE DEONTOLOGY

In a widely discussed book, Etzioni (1988) advocates
"socio-economics," which emphasizes the moral dimen
sion in decision making. 3 Etzioni maintains that a core
assumption of the neoclassical economic paradigm is that
people seek to maximize one, and only one, utility. His
torically, this utility has been conceptualized as being
synonymous with pleasure and therefore it is labeled "P
utility" by Etzioni. In contrast, Etzioni promotes what
he calls the "I & we paradigm," in which one of the
core assumptions is that people pursue at least two ir

lSee Rest (1986) and Blasi (1980) for discussions oflhe relationship
between judgmenrs, intenlions, and intervening.
)For a marketing review of Ettioni's book. see Moorman (1990).
For other discussions, see reviews in American Journal of Sociology.
95 (November 1989), 771-73; American Political Science Review.
84 (May 1990), 279-80; and Cmuemporr:lry Sociology, 19 (June 1990),
47-8.
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Figure 1
HUNT-VlTELL THEORY OF ETHICS: CORE RELATIONSHIPS
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reducible "utilities" and have two sources of valuation,
pleasure and morality.
Etzioni points out three conceptualizations of "utility"
and "utility maximization" in the mono-utility thesis of
contemporary economics. The first, pleasure utility (eth
ical egoism in moral philosophy tenns), directs all ac
tions toward the gain of pleasure or the avoidance of
pain.4 As Etzioni (p. 28, 34) points out:

P-utility has longstanding philosophical and psy
chological foundations; it provides a major explan
atory concept and generates testable hypotheses....
To the extent that it is hypothesized that the pursuit
of P-utility is a major explanatory factor, the hy
pothesis is clearly valid. . . . To argue that people
are pleasure-driven . . . surely explains a good part
of human behavior.
Unfortunately for the P-utility maximization thesis, the
empirical evidence is overwhelming that many people
act unselfishly on many occasions, as Etzioni documents
with scores of empirical studies on genuine acts of al
bUism, on economic decisions related to such behaviors
"There is an unfonunate tendency throughout Etzioni's book to con·
nate utilitarianism (the greatest good for the greatest number) with
ethical egoilSm (the greatest good for me). Thus, he Slates: "The ne0
classical paradigm is a utilitarian, rationalist, and individualist para·
digm. It sees individuals as seeking to maximize their utility· (p. I,
italics in original). However, when people maximize lheir own in·
dividual utility, at least ·P·utility,· they are ethical egoists, not util·
itarians. Readers are urged to follow the moral philosophy usage and
1I0t refer to ethical egoists as ·utilitarians.·

as saving, on activities related to public goods, on "free
riders," on the cooperative behaviors in prisoner's di
lemma experiments, and on the voting behaviors of cit
izens. Because people are not guided solely by pleasure
and self-interest, if utility is so conceptualized, the util
ity maximization thesis in the neoclassical model is clearly
false.
Etzioni discusses two means by which advocates of
the neoclassical model attempt to save the mono-utility
thesis in the face of its falsity. First, many tum utility
into a tautology. Thus, acts of altruism are "explained"
by suggesting that the pleasure of the person who ben
efits from such acts becomes a source of the doer's plea
sure, part of his or her utility. However, if no observed
behaviors can conceivably be inconsistent with the thesis
of utility maximization, then the thesis is tautological,
which destroys its scientific integrity. Second, some treat
utility maximization as an ex post rank ordering of pref
erence, the sole purpose of which is to make the math
ematical equations work out. Unlike mathematics, how
ever, science requires substantive concepts, not just empty
abstractions.
P-utility is an important substantive concept that can
be used to explain and predict many behaviors. How
ever, because P-utility maximization is empirically false,
the concept of utility maximization can be "saved", only
by neoclassicists' turning the concept into either a tau
tology or an empty mathematical abstraction. Most cru
cially, however, when neoclassicists tum to giving ad
vice to policy makers, they tend to revert to treating P
utility maximization as a substantive, verified thesis (as
in the "public choice" school). This, Etzioni contends,
is not only intellectually indefensible, but morally re
prehensible.
Etzioni's socio-economics draws on deontological eth
ics and, rather than urging the abandonment of P-utility,
theorizes that moral commitment be added as a separate
source of valuation. Thus, Etzioni hypothesizes that be
havior is codetermined by P-utility and moral commit
ment, with moral commitment being at least as impor
tant as P-utility.
RESEARCH QUESTIONS

Our salesforce supervision research explores two
questions:
I. To what extent do marketers rely on deontological and/
or teleological considerations in forming their ethical
jUdgments?
2. To what extent do marketers rely on ethical judgments.
deontological considerations, or teleological consider
ations when they intervene to reward or discipline sales
person behavior?
The HV model suggests that marketers rely on both
deontological and teleological considerations in forming
ethical judgments and rely on ethical judgments and te
leological considerations in fonning their intentions to
intervene. The neoclassical P-utility model and ethical
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egoism suggest that marketers rely exclusively on teleo
logical considerations in fonning ethical judgments and
intentions to intervene. In contrast, Etzioni's moderate
deontology suggests that marketers rely principally on
deontological considerations and secondarily on teleo
logical considerations.
METHOD

Experimental Treatments
In a 2 x 2 randomized design, we used four versions
of two salesforce supervision scenarios adapted from
Bellizzi and Hite (1989) (see Appendix). In scenarios I A
and I B, a salesperson overstates plant capacity utiliza
tion to negotiate better prices with buyers. In scenario
lA, the deontologically unethical behavior has positive
consequences for the organization and, by implication,
the salesperson's sales manager. In scenario 18, the
deontologically unethical behavior has negative conse
quences. Differences in ethical judgments and intentions
between scenarios I A and 18 therefore can be attributed
to an evaluation of the different consequences-that is,
in tenns of HV, the teleological evaluation process. s In
contrast, the salesperson in scenarios IC and I D avoids
the deontologica]]y unethical practice and counsels oth
ers to do so. Scenario I C has positive consequences for
the organization and I D has negative consequences. Pre
tests of the scenarios were conducted on two groups, stu
dents in an M8A class who had recently been exposed
to ethical theory and a panel of four experts who were
faculty members versed in ethical theory. When shown
the scenarios and asked whether the behaviors were eth
ical or unethical and why, subjects responded that the
behaviors were deontologically unethical because they
involved violating the nonns of lying and deception.
In scenarios 2A and 2B, regardless of real customer
needs, a salesperson always recommends one of the more
expensive items in his product line. Pretests on the panel
of experts and the students again revealed that this be
havior was viewed as unethical, because the salesperson
was using his superior product knowledge to take ad
vantage of, mislead, and deceive the customer. Thus, we
can infer that subjects believed the practice violated the
trust involved in the customer-salesperson relationship
(see Anderson, Lodish, and Weitz 1987; Dwyer, Schurr,
and Oh 1987). In contrast, in the deontologically ethical
conditions (2C and 2D), the salesperson always rec
ommends the product that will best satisfy the customer
at the minimum price. Scenarios 2A and 2C have pos
itive consequences and 2B and 2D have negative con
sequences.
Each respondent's questionnaire contained a version
of both scenarios I and 2. However, to ensure that re
spondents were blind to the manipulations, similar treat
. 'Hunt (I~~ argues that "deontological evaluation" and "teleolog
Ical evaluatIon should be treated as processes to be inferred, not con
structs to be measured.

ments were paired, that is, all subjects who received sce
nario IA also received 2A, all receiving IB got 2B, and
so forth.

Measures
Given the experimental design, deontological evalu
ation is treated as a dummy variable with 0 for the uneth
ical condition and I for the ethical condition. Similarly,
teleological evaluation is a dummy variable with 0 for
the negative consequences condition and I for positive
consequences. Ethical judgment was measured on a 7
point scale (I = very unethical, 7 = very ethical). For
intention to intervene, respondents were asked, "Please
read the following set of actions that managers in pre
vious studies have considered to be either appropriate or
inappropriate," followed by a series of alternatives, and
then: "If you were John's [or Fred's] sales manager and
considered the set of actions listed above, which single
action do you believe would be the most appropriate to
take?" The alternatives were:
a.
b.
c.
d.
e.
f.
g.

Give John [or Fred] a pay raise and promotion.
Give John [or Fred] a pay raise.
Give John [or Fred] strong encouraging feedback.
Give John [or Fred] mild encouraging feedback.
Take no action at all.
Give John [or Fred] a mild (verbal or written) reprimand.
Give John [or Fred] a strong (verbal or written) repri
mand.
h. Cut John's [or Fred's] pay.
i. Tenninate John's [or Fred's] employment.

Items e through i were adapted from Bellizzi and Hite.
However, unlike those of BH, items a through d in our
research allow respondents an opportunity to reward or
punish. Combining rewards and punishment in one scale
avoids the potential bias of only punishments being
available for the deontologically unethical scenarios and
only rewards being available for the deontologically eth
ical scenarios.
To investigate the metric of the intervention scale, a
supplementary study was conducted with a convenience
sample of 110 sales and marketing managers in a large
southeastern city (none of whom participated in the main
study). Student interviewers showed each manager a one
page questionnaire entitled "Evaluating Rewards and
Punishments," that stated:
There are situations where managers have the
pleasant· task of rewarding people under their su
pervision and other situations where some fonn of
discipline or punishment is necessary. Below are a
series of actions that managers often take in such
situations. We are interested in your evaluation of
these actions. Specifically, please evaluate them on
a scale from -10 to + 10, where (a) negative num
bers are associated with punishments and - 10 is a
very severe punishment, (b) positive numbers are
associated with rewards and + 10 is a very positive
reward, and (c) "0" implies neither a reward nor a
punishment. After briefly reviewing all nine ac
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lions, please rate each one by circling the most ap
propriate number.
Immediately below the instructions were the nine inter
ventions, each with an adjacent -10 to + 19 scale: This
procedure resulted in 103 usable responses (X = 37 years
of age, 74% male, 26% female, 65% in sales, 19% in
marketing, and 16% in top management). The results
(keyed to the letters assigned to the interventions in the
preceding paragraph) follow.
a

b

c

Median
Mean
SD

10
9.13
1.57

7
6.85
1.96

6
6.38
2.48

f
Median
Mean
SD

-3
-2.63
2.15

g
-6
-5.28
2.80

h
-9
-7.77
2.56

d

3
3.26
2.47

e
0
-.07
.53

-10
-8.84
2.93

As suggested by Rossi, Wright, and Anderson (1983),
each intervention in our main study was assigned its me
dian value from the supplementary study. As a sensitiv
ity check, analyses were also conducted with both mean
values and a "naIve" scale where a through i were sim
ply assigned the values 9 through I. All substantive find
ings remain unchanged.
Sample

A mailing list of 5000 sales and marketing managers
was secured from a commercial source. 6 Subjects were
assigned randomly to the four treatment groups and sent
one of the four versions of the questionnaire. The mail
ing also included a "short-fonn" questionnaire contain
ing only demographic information. Potential respondents
were asked-if they decided not to participate in the
study-to return the short fonn to help us secure de
mographic information on the sample. Both the com
plete questionnaire and the "short form" were sent to
nonresponders four weeks later, but cost considerations
dictated that the second wave be sent only to a 20%
probability sample. Subsequently, a probability sample
of 250 subjects was contacted by telephone. This pro
cedure revealed that 30% of the questionnaires had been
undeliverable (person was no longer with the company,
plant was closed, or address was incorrect) and an ad
ditional 42% did not reach the addressee (company gate
keepers apparently prevented potential respondents from
seeing the questionnaires). Hence, the 750 returned
questionnaires (747 usable) represented an effective re
sponse of 54%.
To explore for potential nonresponse bias, responses
on the 69 short forms returned were compared with those
of the 747 respondents. T-tests and chi square tests showed
no significant differences on any of the demographic
characteristics. Second, following the extrapolation

6The source was Alvin B. Zeller, Inc.

method (Armstrong and Overton 1977), we found no
differences between the 71 "late" respondents (those in
the second wave) and the rest of the sample. Most im
portant (given the experimental desig~), the ~our .ex
perimental groups in the sample were Virtually Identical
on the demographic characteristics. Most of the respon
dents hold managerial positions in marketing (94%), are
male (93%), have II or more years' business experience
(89%), make more than $50,000 a year (74%), have a
college degree (75%), and supervise six or more people
(65%).
Analysis Procedures
We first calculated means and conducted ANOVA.
Because mean scores mask some of the subtleties in the
data, we also examined frequencies. We then used
regression to explore the research questions further.
RESULTS
Ethical Judgments
Table 1 gives descriptive statistics related to our first
research question. Because the patterns of responses are
strikingly similar for the two scenarios, only scenario I
is discussed. Means show that marketers believe the
practice of overstating plant capacity utilization to gain
a negotiating advantage (scenario I) is ethical~y wrong,
but they believe it is less wrong when the practice results
in positive consequences to the.organization !han when
the consequences are negative (X :; 2.46 vs. X = 2.95).
Furthermore, marketers believe that it is ethically correct
for a salesperson to avoid overstating plant capacity uti
lization, but that the practice is less ethical when the
consequences _are negative t~an when the consequences
are positive (X = 5.82 vs. X = 6.24).
As is often the case, means mask important details
that can be illuminated by examining frequencies. Whereas
90.5% of respondents view overstating plant c~pacity to
be unethical when the consequences are negatlve, only
72.1% view it so when the consequences are positive.
Similarly, whereas 89.8% believe it is ethical to avoid
overstating plant capacity utilization when the conse
quences are positive, only 79.0% believe so ~h~n !~e
consequences are negative. In both cases, the shIft IS
toward "neither ethical nor unethical." That is, the 18.4
percentage point drop in respondents believin~ ,the prac
tice is unethical when the consequences are poslbve rather
than negative is accounted for by an increase of only 4.8
percentage points in those who view the practice as eth
ical but 13.7 percentage points in those who believe the
pra~tice is "neither ethical nor unethical." Similarly, in
the deontologically ethical condition, the 10.8 percent
age point drop in those viewing the practice as e~hical
as a result of the negative consequences treatment IS ac
counted for by a 9.9 percentage point increase in those
who view the practice as neither ethical nor unethical
and only a .9 percentage point increase in those who
view the practice as unethical.
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Table 1
ETHICAL .JUDGMENTS: MEANS AND FREQUENCIES
Deontalogically
ethical condition

Deontologically
unethical condition
Ethical
judgments

Negative
cOIISequences

(~)

Scenario J. Overstating plant capacity utilization
I. Very unethical
8.4}
2. Unethical
47.5
90.5
3. Slightly unethical
34.6
4. Neither ethical
nor unethical
8.9
5. Slightly ethical
0.0}
6. Ethical
.6
.6
7. Very ethical
0.0
100.0
Total

7.0}
29.6
35.5

I.I}

3.2

Scenario 2. Over-recommending expensive products
1. Very unethical
10.1 }
49.2
85.0
2. Unethical
25.7
3. Slightly unethical
4. Neither ethical
13.4
nor unethical
5. Slightly ethical
1.1
1.7
6. Ethical
.6
7. Very ethical
100.0
TotaJ

O.O}

179
2.50 (.985)

Change
in ~

72.1
22.6
5.4

1.1

Positive
cOIISequences (~)

-1.4
-17.9
.9

.5}
1.0
3.9

13.7
1.1
2.6
1.1

1.9}
34.5
53.4

I.I}
1.6
1.6

.6 }
1.7
4.0

89.8

176
6.24 (1.150)

.2
-13.0
5.7

77.9
17.8

4.4
1.I
1.5
1.0

4.3
100.0

O.O}
.5

1.0

.5

95.2
100.0

185
2.75 (1.159)

175
6.50 (.819)

.1
.7
.1

79.0

3.2
1.3
-15.3

100.0
206
5.82 (1.331)

0.0 }
.6
.6

1.2
17.1

3.9
1.5 }
30.6
63.1

6.3

Change
in %

14.8
5.1 }
35.8'
38.1

100.0

186
2.95 (1.145)

10.3 }
36.2
31.4

5.4

Negative
cOIISequences (~)

4.9

100.1

179
2.46 (.816)

n
Mean (SO)'

n
Mean (SO)b

Positive
cOIISequences (%)

6.9 }
40.0
34.9

81.8

0.0
.1
.1
13.2
5.4
9.4
-28.2

100.0
206

5.90 (1.115)

OF = 554.64 (p < .0001).
bF = 784.29 (p < .0001).

Intentions to Intervene

Table 2 addresses our second research question. Again.
because the results are so similar for the two scenarios,
only scenario I is discussed. In the deontologically
unethical condition, most marketers would intend to in
tervene through using discipline when a salesperson
overstates plant capacity utilization. However, the dis
cipline is less severe when the consequences are positive
for the organization than _when the consequences are
negative (X = -1.08 vs. X = -3.59). Likewise, mar
keters have less tendency to highly reward a salesperson
for not overstating plant capacity utilization when the
consequences are negative than when the consequences
are positive eX = 2.76 vs. X 5.33).
In relative frequency terms, more respondents would
intervene through discipline when the consequences are
negative (86.6%) than when the consequences are pos
itive (64.0%). The single biggest change is reflected in
the percentage of respondents who would intervene with
a strong reprimand, which drops from 47.8% to 21.0%.
Very few respondents (2.2%) believed that no action was
called for at all. Thus, most of the overall drop of 22.6
percentage points in intentions to intervene through dis

cipline is accounted for by the 19.9 percentage point in
crease in those who would reward the salesperson for
the deontologically unethical behavior of overstating plant
capacity utilization if it brought about positive conse
quences for the organization.
In the deontologically ethical condition for scenario I,
most marketers believe that a salesperson should be re
warded for avoiding the practice of overstating plant ca
pacity utilization and counseling others to do so. None
theless, more marketers would intervene through rewards
when the practice has positive consequences (93.7%) than
when the practice has negative consequences (71.5%).
The single most dramatic change is in the percentage
who would use strong encouraging feedback, which drops
from 16.2% when the consequences are positive to 35.2%
when the consequences to the organization are negative.
The overall drop of 22.2 percentage points in those who
would intervene through rewarding the salesperson is ac
counted for by an increase of 11.3 percentage points in
those who would take no action at all and 10.8 per
centage points in those who would discipline the sales
person (primarily through a mild reprimand).
In summary, for our first research question, the de
scriptive statistics suggest that marketers primarily rely
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Table 2
INTENTIONS TO INTERVENE: MEANS AND FREQUENCIES

Choice of
approprwte
action

Negative
consequences (%J

Scenario 1. Overstating plant capacity utiliration
•. Emplo"",",

b.
c.
d.
e.
f.

~nn;",,;."

Pay cut
Strong reprimand
Mild reprimand
No action at all
Mild encouraging
feedback
g. Strong encouraging
feedback
h. Pay raise
i. Pay raise and promotion
Total

n
Mean (SO)"

2.
•. Emp..,~"",,",;
...ioo
Scenario

b.
c.
d.
e.
f.

n
Mean (SO)"

.6}

.6
47.8
37.6

86.6

Positive
consequences(%)

OO}

0.0
21.0
43.0

64

2.2

62}

4.8

167}

4.5

9.1

11.3

0.0
.6
100.1

100.0

178
-3.59 (3.392)·

186
-1.08 (4.314t

1.7}

.6
48.0
41.3

91.6
2.8

2S}
1.7

"}

15
28.1
47.6

77.3
6.5

5.7

-.6
-.6
-26.8
5.4
2.6

"'}

16.2

.5
.5

100.0

179
-4.04 (2.968t

185
-2.61 (3.515t

OO}
0.0
1.9
I.S

3.4

Negative
consequences(%)

OO}

0.0
3.4
10.8

3.8
1.0

4.9
2.9

97}

3S2}

93.7

206

.s

DO}

0.0
0.0
.5

.5

92 }

-4.9
-1.8
99.9

176
2.76 (3.415)'

DO}

0.0
6.9
21.1

28
10.3

1.9

234}

97.5

61.7
-18.3
-6.2

.6
1.1

18.9
7.3
99.9
175
6.04 (1.814t

0.0
0.0
6.9
20.6
8.4
14.2
-25.5

36.6

62.1

0.0
0.0
1.5
9.3
11.3

71.5

0.0
1.1

5.33 (2.449t

Clumge
in %

25.5
-41.0

35.2

100.0

-.7
-.1
-19.6
6.3
3.7

14.2
14.2

2.9
76.2

-.7

100.1

Positive
consequences(%)

10.5
4.6

8.6
2.1

3.8

0.0
1.2

Change
in %

31.2
3.8
1.6

Over-recommending expensive products

Pay cut
Strong reprimand
Mild reprimand
No action at all
Mild encouraging
feedback
g. Strong encouraging
feedback
h. Pay raise
i. Pay raise and promotion
Total

Deontologically
ethical condition

Deontologically
unethical condition

100.0
206
2.01 (4.140t

=

"F
213.81 (p < .0001).
OF = 288.83 (p < .0001).
"With employment tennination = -10, pay cut = -9, strong reprimand = -6, mild reprimand = - 3, no action = O. mild encouraging
feedback = 3, strong encouraging feedback = 6, pay raise "" 7, and pay raise and promotion = 10.

on deontological factors in detennining whether a sales
person's selling practices are ethical or unethical, but that
teleological factors also playa role. Furthennore, the
major effect of positive consequences on ethical judg
ments in a deontologically unethical situation and of
negative consequences in a deontologically ethical situ
ation is to shift marketers' ethical judgments toward the
neutral position. For our second research question, the
descriptive statistics imply that marketers primarily rely
on deontological considerations in detennining their in
tentions to intervene through discipline or rewards, but
teleological factors also playa role. The relative impor
tance of the various considerations affecting ethical
judgments and intentions to intervene are further ex
plored through regression analyses. 7
'LiSREL analyses perfonned by the authors and reported in the
original version of this article support the findings of regression anal
yses with respect to the HV model.

Regression Results
Because all results are substantively the same for both
scenarios, they are combined for the regression analyses.
Table 3, the correlation matrix for the combined sample,
reveals that ethical judgment is significantly related to
deontologic;:al evaluation (deon, .844) and teleological
evaluation (teleo, .134). Likewise, intention to intervene
is significantly related to ethical judgment (.811), teleo
(.285), and doon (.695). (Given the research design, deon
and teleo are, of course, uncorrelated.)
Table 4 shows the regression results. The first equa
tion shows that both deon and teleo, as proposed by the
I;(V theory, are significant predictors of ethical judgment
and explain a high proportion of its variance (72.5%).
The relationships are the same across scenarios, as in
dicated by the nonsignificant beta for scenario. Of the
total variance explained, 71.3% is accounted for by deon
and only 1.2% by teleo, a result consistent with Etzioni's
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Table 3
COMBINED SAMPLE CORRELATION MATRIX
Deontological
evalUiltion

Deontologieal
evaluation
Teleological
evaluation
Ethical judgment
Intention to
intervene

Teleological
evalUtltion

Ethical
judgment

Intention to
intervene

1.000
.030
.844'

1.000

.134'

1.000

.695'

.285'

.811'

1.000

X

SD

.51

.SO

.52
4.44

.50
2.05

.76

5.02

'p < ,01.

moderate deontology and inconsistent with the P-utility
theory and ethical egoism. 8
Equation 2 shows that both ethical judgment and te
leo, as proposed by the HV theory, are significant pre
dictors of intention and explain a high proportion of its
variance (69.4%). Of the total variance explained, most
(65.9%) is accounted for by ethical judgment. This find
ing is also consistent with moderate deontolog~ and in
consistent with both P-utility and ethical egoism. Though
the beta for scenario is statistically significant, its partial
R2 of only .003 suggests that the two scenarios are sub
stantively similar.
Moderating Effects

The HV model hypothesizes both organizational en
vironment and personal characteristics as general classes
of moderators. Within these two classes, the ethics lit
erature suggests that the ethical frameworks of women
may differ from those of men (Ferrell and Skinner 1988;
Fritzsche 1988; Robideaux, Robin, and Reidenbach 1989),
older marketers might differ from younger marketers
(Robideaux, Robin, and Reidenbach 1989), and the more
highly educated might differ from the less educated (Du
binsky and Ingram 1984). At the organizational level,
the existence and enforcement of codes of ethics have
been hypothesized to affect ethical frameworks (Akaah
and Riordan 1989;' Ferrell and Weaver 1978; Laczniak
and Murphy 1985; Robin and Reidenbach 1987), and so
have the organization's degree of fonnalization and cen
tralization (Ferrell and Skinner 1988). Accordingly, our
research explores for moderating effects by using the
personal variables of gender, age, and education and the
organizational variables of existence and enforcement of
a code of ethics and degree of fonnalization and cen

·Readers are cautioned !hat this finding is not necessarily gener
alizable beyond the specific treatments in !he two scenarios. If the
negative consequences in the scenarios had been stronger (e.g .• "the
company goes bankruptft) or if the positive consequences had been
stronger (e.g., ~!he company's sales and profits triple ft ), teleological
considerations might have accounted for a much greater share of the
variance.
9Again. however. !his finding may not hold beyond !he specific
consequences used here.

traJization. At the suggestion of an anonymous reviewer,
we also added span of control. We use scales adapted
from John (1984) to measure fonnalization and central
ization.
We explore for possible moderating effects through
the use of interaction tenns. As is often the case with
such tenns, preliminary analyses showed several high
intercorrelations and multicollinearity problems. There
fore, age, education, span of control, centralization, and
fonnalization were mean centered (Le., recoded as de
viations from their respective means). Gender, code of
ethics, and code enforcement were zero centered, with
female = + I and male = - I; code = + I and no code
= - I; and code enforced :; + I, no code = 0, and code
not enforced = - I. These transfonnations yielded in
teraction tenns with low intercorrelations. In the regres
sions, no interaction tenn had a variance inflation factor
exceeding the recommended maximum of 10 (Neter.
Wassennan, and Kutner 1985). Therefore, multicollin
earity was not a problem.
Equations 3 and 4 show the tests for moderating ef
fects. For ethical judgment, only fonn x teleo is statis
tically significant, implying that managers in highly for
malized organizations tend to rely more on teleological
considerations than those in less fonnalized structures.
For intention to intervene, the significant interaction tenns
are span x teleo, span x ethics, code x teleo, and code
enf x teleo. These results imply that, as managers' span
of control increased, their intention to intervene was in
fluenced more by teleological factors and less by their
ethical judgments. Furthermore, whereas the existence
of codes of ethics in finns was associated with more
weight being given to teleological factors, the enforce
ment of codes was associated with less weight bein, given
to such factors. Note, however, that the partial R for all
interaction tenns are very small (none greater than .002).
Therefore the substantive significance of these effects is
questionable.
DISCUSSION
By means of an experimental design, our research ex
plores organizational consequences and ethical issues in
salesforce supervision. The results have implications for
salesforce supervision and the HV model. .
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Table 4
REGRESSION RESULTS
Dependent
variable

Ethical judgment

I.

2.

Intention

3.

Ethical judgment

4.

Inlention

'Adjusted R' = .7243, F
"Adjusted R' = .6931, F
·Adjusted R' = .7275, F
dAdjusted R' = .7111, F

Predictor
variable

lnlercept
Deon
Teleo
Scenario
Inlercept
Ethical judgment
Teleo
Scenario
Intercept
[)eon
Teleo
Scenario
Age x deon
Age x teleo
Educ x deon
Educ x leleo
Gender x deon
Gender x teleo
Cent x deon
Cent x teleo
Form x deon
Form x leleo
Span x deon
Span x leleo
COde x deon
Code x teleo
Cod enr x deon
Cod enf x teleo
Inlercept
Ethical judgment
Teleo
Scenario
Age x ethical judgment
Age x teleo
Educ x ethical judgment
Educ x teleo
Gender x ethical judgment
Gender x teleo
Cent x ethical judgment
Cent x teleo
Form x ethical judgment
Form x teleo
Span x ethical judgment
Span x teleo
Code x ethical judgment
Code x teleo
Cod ent x ethical judgment
Cod eDt x teleo

Parameter
( unslandardized)

2.467
3.453
.443
-.049
-9.026
1.926
1.806
.570
2.480
3.585
.379
-.075
-.003
-.006
-.068
.071
.121
-.021
.010
-.001
-.020
.035
.001
-.001
-.030
-.021
.110
-.036
-9.147
1.965
1.965
.545
.003

-.006
-.030
-.029
.016
-.039
.001
-.006
-.006
-.004
-.004
.028
-.018
.391
.066
-.667

Parameter
(standardized)

.841
. lOS
-.012
.788
.ISO
.057
.870
.092
-.018
-.010
-.019
-.022
.023
.033
-.006
.018
-.002
-.024
.044
.006
-.004
-.010
-.007
.024

-.008
.S02
.194
.054
.025
-.008
-.027
-.004
.009
-.004
.005
-.004
-.020
-.002
-.073
.084
-.018
.056
.039
-.061

p-value

43.724
61.824
7.917
-.883
-46.34
54.423
12.417
3.955
41.823
30.790
3.280
-1.280
-.593
-1.127
-1.190
1.241
1.158
-.206
.994
-.111
-1.364
2.521
.355
-.200
-.518
-3.68
1.146
-.381
-45.531
35.403
5.972
3.691
1.274
-.398
-1.228
-.170
.355
-.127
.218
-.188
-.941
-.OS5
-3.529
3.962
-.717
2.297
l.526
-2.339

If

If

(partial)

(model)

.7248'

.OO()I

.0001
.0001
.3772
.0001
.0001
.0001
.0001
.0001 .
.0001
.001l
.2007
.5535
.2598
.2343
.2147
.2470
.8367
.3203
.9113
.1727
.0118
.7227
.8412
.6049
.7130
.2521
.7032
.0001
.0001
.0001
.0002
.2028
.6910
.2195
.8649
.7224
.8992
.8278
.8513
.3469
.9320
.0004
.0001
.4734
.0218
.1272
.0195

.713
.012
.0001
.6937"
.659
.032
.003
.73J4<
.7173
.0103
.0003
.0002
.0002
.0001
.0006
.0003
.0001
.0003
.0000
.0000
.0013
.0000
.0001
.0000
.0001
.0003
.0000
.7152"
.6729
.0310
.0027
.0004
.0000
.0002
.0007
.0000
.0000
.0000
.0000
.0001
.0004
.0028
.0015
.0000
.0007
.0005
.0007

= 1306.6, P = .0001.
= 1122.6. P = .0001.
= 224.0, P = .0001.
= 197.9. P = .0001.

Salesforce Supervision

We find that when managers observe a salesperson's
deontologicaJly unethical behavior they believe that (I)
the most appropriate intervention is to discipline the
salesperson, but (2) the appropriate discipline is rela
tively more severe when the consequences are negative
than when they are positive. We also find that, when

managers observe a salesperson engaging in deontolog
ically ethical behavior, they believe such behavior should
be rewarded, but the level of rewards deemed appropri
ate is greater when the behavior has positive conse
quences for the firm than when the behavior has negative
consequences. In short, we find that managers' decisions
to either discipline or reward the behavior of salespeople
are guided primarily by the inherent rightness or wrong
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ness of the behaviors (deontological considerations) and
only secondarily by the consequences of the behaviors
for the organization (teleological factors).
Our study has iinplications for salesforce control sys
tems. An organization's salesforce control system is its
set of procedures for monitoring, directing, evaluating,
and compensating its employees (Anderson and Oliver
1987). All such systems can be viewed as focusing either
on the consequences of various salesforce behaviors,
"outcome-based," or on the behaviors, "behavior-based."
In comparison with outcome-based control systems, be
havior-based control systems are thought to result in
salespeople (I) being more professionally competent, (2)
being more committed to the organization, (3) having
higher levels of intrinsic motivation, (4) valuing the in
terests of the organization and its customers more highly,
(5) spending more time on sales support activities, and
(6) performing better at achieving the organization's long
term goals, but more poorly on traditional short-term
measures. Our study suggests another advantage of be
havior-based control systems-the development and
maintenance of an organizational culture that encourages
deontologically ethical behavior and discourages deon
tologically unethical behavior.
Our study supports the view that a culture emphasiz
ing ethical values may be best developed and maintained
by having salespeople and their supervisors internalize a
set of deontological norms proscribing a set of behaviors
that are inappropriate, "just not done," and prescribing
a set of behaviors that are appropriate, "this is the way
we do things." In both cases, salespeople and their su
pervisors should know that, when ethical issues are in
volved, rewards (or punishments) flow from following
(or violating) the deontological norms, not from orga
nizationally desirable (or undesirable) outcomes. Pre
vious research has found that the mere existence of a
code of ethics does little, if anything, to promote ethical
behavior (Akaah and Riordan 1989; Ferrell and Skinner
1988). Similarly, our finding of a lack of a positive, sub
stantively significant moderating effect for codes of eth
ics suggests that if an organization's deontological
norms-..the ways we do things and the ways we do
not"-are formally codified, the codification by itself
neither fosters ethical behavior nor prevents unethical
behavior. Rather, employees must believe that the norms
are important enough to be enforced.

The Hunt-Vitell Model
The findings provide support for the "core" of the HY
theory of ethics. For both ethical judgment and inten
tion, the signs of all parameters are in the expected di
rection and are statistically significant. Moreover, (I) doon
and teleo explain a high proportion of the variance in
ethical judgment and (2) ethical judgment and teleo ex
plain a high proportion of the variance in intention. In
short, marketers in our study did rely on both deonto
logical factors and teleological factors in forming their
ethical judgments and they did rely on their ethical judg
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ments and teleological factors in forming their intentions
to intervene.
The findings also tentatively suggest how the model
should be interpreted. For ethical judgment, the partial
R2 of deon (.7131) greatly exceeds that of teleo (.0116),
and, for intention, the partial ~ of ethical judgment
(.6587) greatly exceeds that of teleo (.0318). Therefore,
Etzioni's "moderate deontology" interpretation of the
model is supported. That is, in the situations investigated
here, marketers relied primarily on deontological factors
and only secondarily on teleological factors in forming
their ethical judgments and intentions to act. We caution
again, however, that with different consequences in our
scenarios or, indeed, with other scenarios, a different
interpretation of the HY model might be warranted.
The results suggest that teleological factors have what
might be best described as a "neutralization effect" rather
than a "reversal effect" on ethical judgments. That is,
for most marketers a deontologically unethical act is still
judged as unethical when the consequences of the act for
the organization are positive. Similarly, for most mar
keters a deontologically ethical act continues to be judged
as ethical when the consequences for the organization
are negative. However, there is a tendency for an uneth
ical act to be viewed as less unethical when the conse
quences are positive and for a deontologically ethical act
to be judged as less ethical when the consequences are
negative. In other words, we did not find a "'reversal
effect. " That is, adding positive consequences to a deon
tologically unethical act did not automatically cause the
act to be judged as ethical and adding negative conse
quences to a deontologically ethical act did not auto
matically make it unethical.

Limitations
Limitations of our research are potential nonresponse
bias and the possibility of social desirability and demand
effects. Responders may differ from nonresponders and
the findings may have been influenced by our inquiring
about ethics, a subject with potentially socially desirable
responses. These issues are legitimate concerns for all
survey research involving ethics. However, we found no
evidence of nonresponse bias and our study (1) used an
experimental design and (2) produced significant vari
ance to be explained. Thus, though subjects in all treat
ment groups were potentially influenced by demand and
social desirability effects, deontologically unethical
salesperson behavior with positive consequences for the
firm was rewarded in both scenarios three times as fre·
quently as such behavior with negative consequences
(31.2% vs. 11.3% and 16.2% vs. 5.7%). Similarly,
deontologically ethical behavior with positive conse
quences was punished much less frequently than such
behavior with negative consequences (3.4% vs. 14.2%
and .5% vs. 28%). Such findings imply that many sub
jects did not respond in a "socially desirable" manner,
though all had the opportunity to do so.
Our study is also limited by its area of investigation

88

JOURNAL OF MARKETING RESEARCH, FEBRUARY 1993

(salesforce supervision), its targeted sample (sales and
marketing managers), and its sample composition (very
few women). These limitations provide guidance for fu
ture research.
Future Research

As our sample consisted of sales and marketing man
agers, exploring the issues from the perspective of sales
people "in the trenches" would be illuminating. Sales
people could be presented exactly the same scenarios,
asked to assume that a salesperson in their company was
the one in each scenario, and asked how their sales su
pervisors would intervene. Ideally, one would solicit re
sponses from both salespeople and managers within the
same company and test for congruency.
Though our overall sample size was reasonably large,
it happened to contain very few women managers, which
lessened the likelihood of our finding gender to be a sig
nificant moderator. 1o Hence, future studies should at
tempt to draw from a universe that is known to have a
larger percentage of women. For example, most studies
using the AMA membership generally result in a higher
percentage of women.
Replicating our findings with other scenarios or other
versions of our scenarios would be desirable. For ex
ample, an anonymous reviewer suggested it would be
interesting to modify the BeJ1izi and Hite scenarios to
focus more attention on the consequences of the behav

10 An examination of the paths in the separate LISREL analysis sug
gests that women in our sample relied (I) more heavily on OOonto
logical considerations in forming their ethical judgments and (2) less
heavily on teleological factors in determining their intention to inter
vene.

iors. Replicating and extending the research with other
moderating variables would also be desirable. For ex
ample, the HV model specifically hypothesizes that "'in
dustry" and "culture" are important. Thus, researchers
might compare and contrast findings across several
industries. Equally interesting would be for researchers
interested in international marketing to investigate cross
cultural differences. Do consequences playa more im
portant role in determining ethical judgments and inten
tions to intervene in specific cultures? Conventional wis
dom says "'yes," but the evidence is largely anecdotal.
The basic design could be extended to other substan
tive areas in marketing. For example, the marketing re
search scenarios developed by Crawford (1970) and fur
ther explored by Akaah and Riordan (1989) could be
adapted by having both positive and negative (:onse
quences flowing from such activities as distorting the re
search findings of a study or the use of ultraviolet ink
to precode questionnaires.
Finally, the basic research design and the HV model
could be used to investigate the "'different ethical frame
works" and "'ethics gap" issues. As extensively dis
cussed by Hunt and Vitell (1986), a large proportion of
ethics research, in both business in general and market
ing in particular, has focused on developing several sce
narios that ostensibly have ethical content and them so
liciting the opinions of different groups of respondents
(students, homemakers, marketers, etc.) on ethic:al is
sues, Statistically significant differences among the var
ious' groups are customarily found and the conclusion is
drawn that there is an "ethics gap" between marketers
and other relevant groups in society or that such ~roups
have different ethical frameworks. Unfortunately, ali Hunt
and Vitell point out, such simple designs are very weak
indicators of an "ethics gap," or a "different ethical
framework," if they are indicators at alL In contrast, the

APPENDIX
TREATMENT SCENARIOS
Deonlologically unethical condition
Scenario J. Overstating plant capacity
Positive
A. Fred Davis, a salaried salesperson you supervise,
consequences
has been one of your top performers over the last
several years. Recently, in an attempt to negotiate
the best price, Fred has been telling purchasing
agents that the utilization of plant capacity is at a
very high level because of the popularity of his
company's product. Fred does this even when utili
zation of plant capacity is low. Purchasing agents
are generally unaware of Fred's overstatements. In
deed, Fred's tactic has resulted in his average prices
being higher than most other salespeople's and a
rise in his total dollar sales.

Deont%gically ethical condition
C.

Fred Davis, a salaried salesperson you supervise,
has been one of your top performers over the last
several years. Salespeople at Ajax Manufacturing
wmetimes overstate their present plant capacity uti
lization, believing this will help them negotiate the
best price with customers. Fred thinks that OVI~rstat
ing plant utilization is an improper sales tactic and
expressed this opinion in a recent sales meeting.
Fred discussed the case of a colleague in another
company who had been overstating capacity utiliza
tion until he lost credibility with many of his ,;U5
tomers as they discovered he was misleading lhem.
Fred obtained some support in the meeting bu~ also
received some criticism. Several months later, sales
people who joined Fred's side had increased sales,
whereas those who did not follow Fred's advi.!e had
lost credibility and experienced declines in the ir
sales.
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APPENDIX (Continued)
TREATMENT SCENARIOS
Deontologically ethical condition

Deontologically unethical condition
Negative
consequences

B.

Fred Davis, a salaried salesperson you superivse,
has been one of your top perfonners over the last
several years. Recently, in an attempt to negotiate
the best price, Fred has been telling purehasing
agents that the utilization of plant capacity is at a
very high level because of the popularity of his .
company's product. Fred does this even when utili
zation of plant capacity is low. However, during a
recent sales call, Fred lost all credibility with a
prospect because the prospect knew through a per
sonal friend that Fred's plant was operating signifi
cantly below capacity. The prospect figured that if
Fred was willing to mislead a customer with inflated
accounts of plant usage, he might also be less than
honest with regard to other, more important issues.
From that point on, Fred had trouble just getting in
to see this prospect.

Scenario 2. Over-recommending expensive products
Positive
A. John Hunter, a salaried salesperson you supervise,
consequences
has been one of your top performers over the last
several years. Occasionally, John's customers ask
him which of his products he recommends for their
company. Regardless of real customer needs, Jolm
recommends one of the more expensive items in his
product line. His practice has been relatively effec
tive, resulting in increased sales of the more expen
sive products and higher profits for the company.

Negative
consequences

B.

John Hunter, a salaried salesperson you supervise,
has been one of your top performers over the last
several years. Occasionally, John's customers ask
him which of his products he recommends for their
company. Regardless of customer needs, John rec
ommends one of the more expensive items in his
product line. One customer learned of John's over
recommending of more expensive products from a
competing rep and all future business with this cus
tomer was lost.

D.

Fred Davis, a salaried salesperson you supervise,
has been one of your top performers over the last
several years. Salespeople at Ajax Manufacturing
sometimes overstate their present plant capacity uti
lization, believing this will help them negotiate the
best price with customers. Fred thinks that overstat
ing plant utilization is an improper sales tactic and
expressed this opinion in a recent sales meeting.
Fred discussed the case of a colleague in another
company who had been overstating capacity utiliza
tion until he lost credibility with many of his cus
tomers as they discovered he was misleading them.
Fred obtained some support in the meeting but also
received some criticism. Several months later, sales
people who followed Fred's recommendation had
experienced declines in their sales, whereas those
who did not/follow Fred's advice had increased
sales.
;

C.

John Hunter, a salaried salesperson you supervise,
has been one of your top performers over the last
several years. Some salespeople at Century Fashion
tend to "over-recommend" the company's products
by encouraging customers to buy the more expen
sive items in the product line regardless of actual
customer needs. John does not engage in this prac
tice, believing it to be an improper sales tactic.
When asked for advice about products, John first
asks the customer what his/her needs are and then
recommends the product that will best satisfy the
customer at the minimum price. One customer
learned of John's good recommendation and called
him to exatnine the possibility of buying other prod
ucts. Similarly, other customers leatned about
John's approach and soon John's sales increased
substantially.
John Hunter, a salaried salesperson you supervise,
has been one of your top performers over the last
several years. Some salespeople at Century Fashion
tend to "over-recommend" the company's products
by encouraging customers to buy the more expen
sive items in the product line regardless of actual
customer needs. John does not engage in this prac
tice, believing it to be an improper sales tactic.
When asked for advice about products, lohn first
asks the customer what his/her needs are and then
recommends the product that will best satisfy the
customer at the minimum price. However, John's
recent sales have lagged far behind those of sales
people who have adopted the *over-recommending"
sales tactic. Some managers at Century Fashion be
lieve that recent declines in sales and profits are the
result of salespeople like John not emphasizing
enough expensive products in their sales presenta
tions.

D.
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