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between the sales-marketing function contributes ta trust-based relationship.
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1. Introduction and Background

The organizational ability to use market inforroathas become a new battlefield of
competition, as it leads to better organizationarfggmance, market orientation,
innovativeness and sustainable, hard-to-copy cadhysetadvantage (Jaworski and Kohli
1993; Sinkula 1994; Zaltman and Deshpandé 2000¢ ddncept of the salesforce as a
potential source of market intelligence is not red@ hietart and Vivas 1981). The salesforce
may be an important source of information, and ttargtribute to the firm’s market sensing
process, because they have daily contacts witlowess. Market information collected by
salespeople is low cost and instant.

Managerial utilization of market information hasce&red increased academic
attention in marketing over the past 30 years,dotiolars failed to look at how marketing
managers utilize information from the salesforampitical studies focus on the use of market
research and information from marketing interfasth R&D, engineering, accounting and
manufacturing, or processes (marketing planningowation) (Deshpandé and Zaltman 1982;
Low and Mohr 2001; Maltz and Kohli 1996; Moormaraét1992).

Recently, the literature on marketing managers’labolration with their sales
counterpart has grown. Over the years, a signifitexadly of research has been developed
which describes the sales-marketing dynamic andcloedas that sales and marketing
contribute to firm performance through complex iat¢ions and coordination (Biemans et al.
2010; Guenzi and Troilo 2007; Kotler et al. 200B)us, the contribution of sales to the firm’s
market sensing process is governed by the qualithe firm’s sales-marketing interface.
Existing studies focus on the effects of the satesketing interface on firm performance
(2007; Homburg et al. 2008). The present studyrdmrtes to this literature by investigating
marketing managers’ use of market information patediby sales as the missing link between
the sales-marketing interface and firm performance.

2. Conceptual Framework and Key Constructs

In our conceptual framework we link two bodiesedearch; managerial utilization of
market information and the sales-marketing intexféiterature. Managerial use of market
information is a multidimensional concept. The mmsportant and extensively researched
mode is the instrumental use, defined as diretization of information for solving a well-
defined problem (Caplan et al. 1975). Previous aes$e suggests that in the process of
information use two concepts, perceived qualityndbrmation and trust between users and
providers of information play key role. The pergeptof information is a subjective process,
where users evaluate whether the information soigrteistworthy, with trust being defined
as the combination of professional capabilities ssponsible, co-operative behaviour of the
information source (Moorman et al. 1992). Scholpont out that perceived information
quality and trust should not be regarded as dmatécedents of information use, rather as a
mediator between information use and other antetsdéow and Mohr 2001; Maltz and
Kohli 1996; Moorman et al. 1993). Our model is astent with this approach; it proposes
that the quality of the sales-marketing relatiopsdffects managerial use of sales information
through trust and perceived information quality.

Integration, defined as the extent to which tagkscarried out by the two functions
supporting each other (Rouziés et al. 2005) isidensd a central concept and indicator of
sales-marketing relationship quality (Ernst et28l10; Guenzi and Troilo 2007; Le Meunier-
FitzHugh and Piercy 2007). Trust is important withorganizational interfaces because
managers are ‘boundary spanners’, who need to amaiand build effective horizontal ties



within firms (McAllister 1995). Therefore, it is gurising that the concept of trust has hardly
received attention from sales-marketing interfadeokars (for an exception see (Massey and
Dawes 2007). But researchers on the manageriatatidn of market information found
empirical evidence of a strong positive effect ollaboration between information user and
provider on interpersonal trust (Moorman et al. 2)9%We suggest that the managerial ability
to use information is mainly an organizational dajitg, which in turn reinforces personal
attitudes. A key personal factor is commitment, chhis defined as the degree to which the
receiver identifies with the organization and isncoitted to pursuing its goals (Jaworski and
Kohli 1993). In addition, two organizational antdeats are considered: centralization and
extrafunctional training. Centralization is defines the delegation of decision-making
authority throughout the organization and the pgrdtion of managers in decision making
(Aiken and Hage 1968), whereas extrafunctionahingj pertains to the existence of training
programs where managers obtain insight into otlggradments’ job practice (Maltz and
Kohli 2000).

3. Hypotheses

The literature on managerial use of market resesunggests that information quality,
as perceived by the manager, is the most impoféadr to determine whether the market
information has been used in decision making (Dasté and Zaltman 1982; Low and Mohr
2001; Maltz and Kohli 1996; Menon and Varadaraj@92). We argue that the more up-to
date, comprehensive, relevant and transparent #rketinformation the more valuable it is
in the eyes of managers, because it will providelide answers to managerial questions and
reduce the risks of decision making. The use oketanformation is proposed to be both an
organizational and personal ability. Extrafunctiotraining provides opportunities to get
deeper insight into the job of other departmentstarget a tacit knowledge, a better personal
understanding of how other units approach mandgerablems. For instance, it will help
bridge the difference between marketing managec£ud on market segments and
salespeople’s emphasis on individual customers. k&lswg managers participating in
extrafunctional training are expected to make beise of sales intelligence.

Hla: The better the information perceived by thekei@ng manager the more he uses it
H1b: Extrafunctional managerial training has a ppesieffect on the managerial use of sales
information

Trust is expected to have a positive effect onssa®rmation quality, as perceived by
the marketing manager. There is information asymysttween the marketing and the sales
manager, because it is the sales manager whadalyncontact with the individual accounts.
This asymmetry limits the marketing managers’ diyecjudgment of the information from
the salesforce. We propose that marketing managerseption of sales information quality
is biased by the quality of the interpersonal refeghip.

H2: The more the marketing executive trusts thessahanager, the better the perceived
quality of the information

Lack of trust is an issue between sales and marketianagers. Scholars point out
that salespeople and marketing managers differultural norms (Beverland et al. 2006;
Homburg and Jensen 2007). The relationship betwakss and marketing could be described
by mistrust (Kotler et al. 2006). The differencestvieen two groups’ cognitive scheme is
described by Caplan, Morisson et al. (1975) wite ttwo communities metaphor”. This
assumes that a difference between the culture anmdsnof sales and marketing managers
leads to dysfunctional conflicts, weakens the ¢taltation, leads to loss of trust and
consequently to low levels of information utilizati (Caplan et al. 1975). Integration between



sales and marketing contributes to a trust-baskdiaceship and provides opportunities for
joint development of professional skills and to destrate professional capabilities.
Moorman, Zaltman et al.(1992) also found a positiektionship between managerial co-
operation and trust.
H3: The closer the integration between sales antteting, the more the marketing manager
trusts his sales counterpart

Committed marketing managers are expected to ve midling to carry out activities
supporting colleagues from other departments. Catadhmanagers are emotionally linked to
the company, they desire to belong to the orgaioizan the long run. Integration with
another unit requires extra managerial efforts,abee integration embraces coordination,
communication, involvement (Rouziés et al. 2005)mbhitted managers are more motivated
and opened towards integration because they are withing to collaborate and support each
other (Morgan and Hunt 1994).
H4: Marketing managers’ commitment has a positiifece on integration between the sales
and marketing units

It is further proposed that managers in decengdl@rganizations, having authority to
make their own decisions, are more committed towvdhe firm than managers with only
limited personal freedom to make decisions. Auttexti managers are responsible because
they have to bear the consequences of their dasisResponsibility means that managers
care about the future and future outcomes of mar@gactions. Commitment has been
defined as a desire to maintain long term relahgns(Morgan and Hunt 1994).
Decentralization creates an emotional link to tbenpgany, because it allows managers to
enjoy more freedom in decision-making and fostersativity. Scholars report that
decentralization enhances interface connectedneds irdgegration (Menon et al. 1997,
Rouziés et al. 2005).

H5: Organizational decentralization leads to manabeommitment.

4. Method

The data for testing the hypotheses were colleagtedne European country. The
guestionnaire was pre-tested with 30 marketing m@rsawith proven experience in their
roles. The questionnaire was administered by noaguery single marketing executive of
companies belonging to the top 10 percent in tevimsales revenues. The database of the
National Statistical Office was used as samplirgnie and 972 questionnaires were sent out.
This resulted in 338 returned questionnaires (parse rate of 34%). The respondents are
marketing managers or general managers in chargeddet decisions. The mean of the job-
specific experience of the respondents was 8 ydéost respondents were one level below
top management in the hierarchy, which supports tiezision-making authority. Analysis of
variance does not indicate significant differenbesveen the means of key constructs or the
descriptive statistics between early and late nedeots (Armstrong and Overton 1977). The
most common reason for refusal was a lack of tiesing us to conclude that non-response
does not cause systematic errors in the sample.

To measure the constructs in our conceptual framewe used five-point Liker-type
multi-item scales taken from or based on formedist Use of marketing information was
measured with scales developed by Maltz and Kd8B6) with 3 items. Extrafunctional
training was assessed with two items taken fromtMaind Kohli (2000). Perceived
information quality was measured using four iterresach from Maltz and Kohli (1996). Trust
between sales and marketing managers was assessgdaur scale items from Moorman et
al. (1992) and from Maltz and Kohli (1996). Intetijipa was measured with two items,



whereas organizational commitment was measured fvegoint-scale based on work of
(Jaworski and Kohli 1993). Centralization was meedgiby three items, based on (Deshpandé
and Zaltman 1982). All Cronbach alpha values wém@va .70, the threshold recommended
by (Nunnaly 1978). We ran a single CFA groupingditthe multi-item measures. The model
thus specified showed a good §iR€374, df=209y2/df= 1.79, p<.001, GFI = .91; CFI = .94;
TLI = .93; RMSEA = .04.). All factor loadings areatistically significant and above .50
(Anderson and Gerbing 1988). All constructs shoeeptable values of composite reliability
(>.60). The average variance extracted (AVE) valaies greater than .50 (Bagozzi and Yi
1988), and the square of the intercorrelation betwsvo constructs is less than the AVE
estimates of the two constructs for all pairs ohstaucts signalling discriminant validity
(Fornell and Larker 1981).

5. Analyses and Results

We tested our hypotheses using structural equatiodelling analysis. The main fit
indices suggest that the model fits the data aabgptwell (y2(370ydf=1.67; GFI=.91,
AGFI=.90, CFI=.94; RMSEA=.045, PCLOSE=,86).

Table 1. Results of the analysis

Standardized Variance explained (R2)
regression weights
USE<« PIQ /H1a/ .68*** USE:.53
USE<« Extrafunctional trainings /H1h/.26***
PIQ <« Trust/H2/ o N P1Q:.50
Trust «— Integration /H3/ B65%** Trust:.42
Integratione— Commitment /H4/ G N ekl IntegratiorlO
Commitmente— Centralization /H5/ - 46%** Comimient: .22

P1Q — Perceived Information Quality; *** p<.001, p%.01,*p<.05

Hla is supported because perceived sales infaymgtiality has a positive significant
effect on managerial use of information (b=.68,084). H1b is also supported, suggesting
that marketing managers participating in extrafiomzl training are able to make a better use
of information from the salesforce (b=.26, p<.00dhe relationship between sales-marketing
manager trust and information perceived by the menss also positive and significant, thus
supporting H2 (b=.71, p<.001). Integration has aitpe and significant impact on trust,
providing support for H3 (b=.65, p<.001). H4 is paped as well (b=.31, p<.001), signalling
that commitment has a strong positive effect oegrdtion. Centralization has a significant
negative impact on commitment, thus H4 is suppafbed.46, p<.001).

6. Discussion and Implications

In this paper we link research on the managers&l of market information with
literature about the sales-marketing interface, thisiinct and so far separate streams of
literature. The last couple of years have witnessedngoing debate on how sales managers
contribute to organizational value. Scholars arthat sales-marketing interface integration
leads to superior value creation and improved nmagrkgormance (Guenzi and Troilo 2007;
Le Meunier-FitzHugh and Piercy 2007). We advocat direct measures between sales-
marketing interface characteristics and companyfopeance are problematic, because
company performance is influenced by a plethoratbér factors that are out of the focus of
the sales-marketing interface. Our study of thati@hship between sales-marketing interface



characteristics and managerial reliance on safesniation provides a more direct measure
of how sales contributes to firm performance. Gasutts imply that the missing link between
the sales-marketing relationship and firm perforogans the managerial use of sales
information. Our results provide empirical evidertloat integration indirectly — through trust
— leads to better use of sales information. Usenafket information in turn contributes to
organizational performance (Jaworski and Kohli 19%snkula 1994; Theoharakis and
Hooley 2008; Zaltman and Deshpandé 2000). We fdabatithe core process of managerial
use of information is not information type specifilcust and perceived quality of information
play key roles in how marketing managers rely dessaformation, but these two factors
were found to be central concepts in the markatifmymation use literature, where scholars
looked at how managers rely on commissioned madsstarch, or information disseminated
through different interfaces (Maltz and Kohli 199%8oorman et al. 1992). Our results imply
that managers seek accurate, up-to-date and relewammation from trustworthy sources. It
highlights that the perception of information qtialis a subjective process, biased by prior
beliefs about the professional capabilities anditpesattitude of the information source.
Managers will be reluctant to consider valuablesahformation if they do not trust their
sales counterpart. We argue that the manageriabfusaes information is predominantly not
a personal, but an organizational capability. Taper also provides empirical support for
how organizational configurations affect the satemketing interface and the use of sales
information by marketing. Managers in decentralifeginess units are found to be more
committed employees; personal commitment leads igheln willingness to integrative
collaboration with sales managers, and collabandBads to better ability of information use.
According to our results, extrafunctional manageimeaining directly contributes to the
managerial capability to use high quality markébimation. Based on our findings, we argue
that managers participating in cross-departmendaing are better able to use information
already available within the company.
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