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ABSTRACT

Using the role -play technique, the effect of four different
sales orientations on customers with four different need patterns
was axaminzde. In a factorial design, product.centred, company-
centrad, customer.centred, and self.centred salespsrsons inter-
acted with strong need, marginal rmeed, no need, and negative need
consumers. tach salesperson-customer palr interacted for a period
of tun minutes during which the salesperson sttempted to szll a
radio set to the custom.r. HNeither the salesperson noxr the
customer was aware of thoe othex's orientation. The study was
conducted separetely on two different samplcs: three groups aof
salesman and three groups of students with eight persons in each
group. Data obtainad from both samples were quite similar.
Hesults indicated that product-centred salespersong made more
positive impact on cansumcrs followed by customer-centred and the
company-centr=d. Self.centreg sailespersons had relatively low
impact. Furthermore, product-cuntrced salaspersons made relatively
more impact on low-nead customers while company-contred sales-
porsohs were better off with high-need customers. Customer-centred
salespursons showed more consistency in the impeact they made than
the other three typus, indicating that they are likely to be
-congistently effective irruspective of the need petterns of customers.
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Stercotypic viows held about salesmen in general esre mostly
unfavourable, widespread end ramacrkably resistant to changs.
The salesman is often pictured as & glib-tongued and decsitful
paxeon who must lis in order to succeed. Arthur Miller's Death
of d Selesman (1957) vividly portreys ths hollow valuss ombodisd
in tha old fashioned stsruotypeu salssman. Duspite the pegative
pyblic imege of the salesman, affuctive selesmen are prtentially
of asnormous valuc to any company.

What makes #ns men able to ssll and another not? Many salus
executives believe thot @ good selesman must be & certain type.
In other words, individual difference veriebles ungerlis the
succass of a salesman. The omphesis hers is on what salesmen ars,

" This beliuf coula form tha basis for solection, training and
manegemant of seles force in an organization betwean salaes affective-
ness and measurable cherecter treits, age or aducation of salssmsn.
Another approach, which might be profitable, is to examine what
salesmzn do rathur than what they are. This is because salesmen
lergely function in terms of int:ractions betwsaen themselves and
the customers. Meyer end Gruenbsrg (1964) have pointed out that
a8 salasman's success lics in his sensing the rusction of the customer
‘and his ability to adjust to thesc reactions., ‘

Ackoff (1969) has broadly identified four different types of
88las bshaviour based upon the patterns of intsraction betwesen ths
salesmen and ths buyser. According to dckoff the seles behaviour is
classified as inactive when neithur the salasman nor the buyer tries
‘o control the situetion. It is Igactive when tho salasman tries to
«dp what the buyer wants. It is proactive whan he trics to get the
buysr do what ho wonts. It is intoractive when the salesman triss to
influencde the buysr as well as gets influchnced by him. tmary and
Trist (1965) have founu that the uffectivencss of the given type of
sales behaviour veries according to preveiling market conditions.

For instance, whilu reactive sales beshaviour might be quite =ffuective
in & perfect compstition mark.t, the proactive sales bsheviour might

. be affective in & turbulsnt merket. It might alsa be argudd that
:affpct}vanass of a givan style of intcraction bstwsen the salasperson
.and ths customer would be influsncud by the level of nead the customar
‘hag for the prouuct. In their original soles gqrid exercise in the
‘American contaxt Blake snd Moutaon (1970) viwwed the salesperson on
twa dimensions: concern for the customer and congern for the sels.



Tha customer is 2lso locsted on two dimensions: concern for the
purchase anu concern for the sslesperson. They identifisd the
selesperson style through 2 questionneire. A similar instrument
has recently been developsd in India for use with Indian salcs
menagers.{Parcek, 1974).

While concern for the sale and concern for the customer are
two orientetions that might get reflectud in o sales situetion,
other orientations are possible in our satting. The salespezson
may he pro.uct-dominant, strossing the attributes of the preduct
or compeny~dominant, stressing tne status of ths company he works
for. “hile savernl other oricntiotions a2re possible, these two
origntations eppear to be importent in eduition to the two used
by Blaks znd Mouton.

L] .

The presunt experiment is aimed at studying the effects of
the four cifferent sales-orientations maentionga above on customers
with four uifferent levels of nued. |, These are sléborsted in the
following scction ouf the peper. ’

Method

A s2lesperson-customer interection exercise developed by Rao
{1975) was ussc in this study. This exercise follows the pattern
of MITHA exerciscs.

Sales Stylus The sales style waes broauly classified into four
categoriuss

1. Product-centrsd style is characterized by a salesman who belicvss
that it is the inherent gqualitics of tha procuct which sell the product
He balievas that if the procuct is scen as having tachnical and other
advant zgas over others, consumurs go for it. Therefore, in an inter-
ecting situstion with 2 customer he speaks as much as possible sbout
the product=-how wxcellent the procouct is in its technology, how
superior it is to similer others, how it has been mede, ete. The
salseman is codcerncd with the cxcellence 3f the product he is sell-
ing and nis interaction is directed to proving it. He talks little
or nothing about the company or the ncuds of the customer.

2« CLCompeny-~cantre: stylas is characterized by a salesman who
bezlieves that when consumers buyy they like to buy from "standard®
or prestigious eompanies. It is the compeny which sells the product
and nut the ipherent qualities of the procuct or any such dimensions
which du so. This salesman tri¢s tu influsnce thae custamer by tailk-
ing, for the most part, about the company, its neme anag feme, its
profit, its achiavement, otc. although now and then he attempts to
rolats them to the pruduct he is selling.




3. Consumer-centrcd styls is charescterized by & salesman who
believes that hc matter what the procuct or the company is,
uynfose e makss thue customer feael thsat he is intaraested in him
and his needs, he will not buy from him. He tries to influance -
the customer by pointing out the gains to the customer, the needs
of tha customer which the proguct will serve, other benefits ‘tha
customer gets, and so on. His interaction is dominated by e
concern far the customer ang the customer's bunefits rather than
tha d;mpany or the pruduct.

4. Self-cantred styls is cheracterized by s salssmen who belicves
thet peopls cen be influenced through persussion and social pressure.
He brings sueh pressurss by talking about his achievumants with
othars. He tries to influence ths customer by emphasizing how many
of a given procduct he has sold end how well he was received by
others, his targets, arces coveresd, and so on. His interaction is
dominated by & c.ocern for himself and his experiences in selling
the pracuct,

There are ssveral dimensions on which a salesmen's personality
and sales orientations coulc be clessified. The prusent exercise
deals with thae four dimensiuns staeted above. In reglity, a sales-
man cannot be clessified as uistinctly procuct-centrcee, sulf-cantred,
etc.,he may have a mixeo sales style in which some dimensions may ba
dominant and othsers less so. It is unly for the purpose of this
experiment such mutually exclusive styles have been used. Since in
reality such ‘distinct styles may be rars, the results of this
exerciss may be inturpretecd with caution and within the context
of this cxperimcnt.

Customer neuds: The need pattsrns 2f the consumer in the exercise
was daalt with uncer four castegories.

1. Strong need - consumex is on: who is very much in need of buying
.the item proposszc by the saslesman, is intsrested in it and has been
“fhinking of buying it {not necesserily of the same company and brand)

for-quite some time. He does nut have any branc praferences so far
but he would like to knuw sbout it bafore he purchases the item.

2. ﬂgﬁginal'ﬁeed chngumer is one who has a need for the item but
it is not strong. He can postpone the purchase for some more time.
However, he may like to buy the items if some une convinces him.

3. No _nccd consumer is one who does not need the item at all.
Even.if he buys it, he is not going to use it immedistely. Howewver,
he may like to kegp it for uss in futurc whenever the need arises.
Oz he may like to-give it to scme one who he knows is in need of it.

4. Negative naecd consumer is one who decidad some time back never
0 buy or use this itam, elthcugh he is not sware of this new brand.




Even if he buys, it is only uncsr strong pressura. Howeﬁar, if
ha finus the new brand sxtremgly gooc he might recommand it to
othars. L

Consumurs axhibit ciffurent petterns of behavicur. Their
choice of items anc buying behaviour in generel is influenced
by several factors besices their immediate needs. Such fectors
have nut been incorporated in this exercise.

Lompanics uftaen arae qreafly concernad ebout attracting
customars whose needs have already been aroused. Marketing
stratugiss basac an offorts tp arcuse neeas in customers become
expansive. Hunce for interpretaticn of the resuylts, the last
two catogorics uf custumers bucoms new variablas. Available
marketing experisnces ara genarally bassd on the first two
cetagories whercas this expgriment gozs on to yse customar
cetegories on which little ressarch evidence is available.

This uxperiment was dusigned tu examine the relative impact
of the four diffurent sales styles on the four categories of
customars.

Design

This exercise wes tried out in two types of samplas. One,
post-graduate stucdents of & courss cn consumer behavisur at tha
Indian Ingtitute of Management, Ahmedabad, and two, sazles
personnel who ware actually in the fielz for a pharmegeutical
company and were uncergoing a 4-gay training programme on salus
techniques. The expericnce lavel of the latter was in the rangus
sf 5 to 10 years. The exercise was conducted separately on the
two samples at cifferent ;lecas. In each sample the salespersan-
customer interactiun roles werc playac in three graups. Each groug
hed twelve members; four of them playes the four salespersgsn
roles, with different sales orisntations. Four of them pleyad
the roles of the four ceteguries of customers. The remaining
four were abscrvers of the interasction. Each salaesperson had to
interact with each of the fuur cataguries of customers, one
after the other, for 2 curation of 10 minutes cach. Thus, thers
wers 16 intaeractiun patterns ddn eech graupe. The time was munitorec
by the experimentcr.

Experimental sussion: Salesporsons anc customers werc given role
briefing shesefs before the experiment began. Tha rols briufing
sheets gave the respective rola asscription and orientaetion fur
s2ch role player. Each salesperson was to sell a radio to the
customer. Fictitious company names wers used to nautraliza the
8ffect of reel company names.




After each interaction, the éuystomexr assessed his tendencies
ta buy from the salespersun un a 4-puint scals; his impression of
-the salesperson on a semantic diffarential scele with cight bi-
-polar adjectives; and the probesbility of his buying (out of 100
points) from the salesperson. Upan completion of hig/her inter-
action with all the four saleuspersons, the customer gave & cum-
perative essessment .f the salcspersbns invicating the sales-
person from whom he would like to buy the most and the least.

All thruugh the exsrcise, customer-rols players did nut know
ths orientetions of ‘the .galsspersons with whom they were inter-
ecting: Gimilarly, salespsrsons were not aware of ths customer-
orientstions or rolgs. Thse observers were tu comment upon the
interactions ano throw light un how well the roles were played,
atc. Their inputs were uscd in the cless sessicn of the exerciss
and their observeti.ns brought t. focus many dynamics of salzs-
persans—custoumer interaction.

Results and Discussaion

Interviews with. the sbssrvers indiceted that the role-pleyers
in gensrel exhibitecd the characteristics »f the roles assigned to
_them. Only a few mincr varietions were noticed as some of the
salas people used many other statemants relating to the deal.

After cech transaction was cumpleted the customers rated their
tendencies to buy on a 4-pcint scale. The four alternative used
to svaluate the customer tendencics weres:

1. 1 will not hesitate to buy from this salesperson
if I need the procuct.

2. I will recommend it to my friend if he nceus it.
3. 1 will not buy oven if I need it.

#4 I will even caution my friend to be wvery careful
- before he buys ss I am not at all convinced of it.

These four alternatives ingicate four different tendencies
ts purchasa, the first asltaernstive indicating the most positive
and the laat the lsast. "Orcipal weights cf 4, 3, 2 and 1 raspect-
ivaely werc assignec to the fouyr alternatives. Mean scores for
the six groups are prasentec in Table 1. The table also presents
the ovczrall meens obtainzd by edch salesparson.



Table { abuuf hare

Table 1 reveals that compeny-centred sales style hac mora
positive impact on customers whose needs were arcusad followad by
the customer~centred sales style. Product-centred and sclf-
cantred sales styles were not as effactive, However, with the
customers having no neco arousel, product-centred style made more
positive impact followasy by the customer-centrec style. Lompany-
centrad style was not as impactful anc the self-centred style was’
least sffective,

In general, product-centred salsspsrsons induced the qreatest
tendancy to purchass in the customers. Consumer-centred and _
company-centrud salespersons hed about tne seme level of effactive-
ness. Selfecentred salespersons made the least impact. The
differance between the impact made by the first three styles are
rather marginal. The customers assassad thes impressi.n each salage
perscen created on them by using a2 semantic cifferential scale with
8 bipolar adjectives. These bipolar adjectives include: active-
Fassive, govdwbad, warm-cold, imprdssiva-unimprcssiue, sharp-dull,
afficiunt-inefficient, friendly-unfriendl » Ond patient-impatient.

The customers' .varall impression of the aifferant salespersons
88 Iecorosc un this scale is given in Table 2+ The table ingicates
8 similar trend as warlier with both the sets of customers. With
Nee d-aroused customars both the ciompany-centred and the customere
centresd salespersons seem to have created positive impressions.
Tha procuctestyle and self-style have createc similar imprassions,
With customers whosa hReeds afe not arocused proguct-caentreuy style
seems “o crecste highly favourable imprsssion. This is followed
by the comsumer-centres style. Compoany-centredness was not as
effective ana the selfecentredncss was least etfective in creating
pusitive imgresssions. Camsistency in effectivensss has bezn obsérved
in consumer-centred stylus although it wes only second most effective
in total.

Table 2 abuut hers

The probability of buying ratec by the consumer on a 100-point
scals is presented in Tabls 3. The resalts arc similar to thosa
above. C(onsumars preferred to buy from product-centrec salespersons



the most, followsco by the custumsr-centred and company-centred
salespersons. Self-centrcec salespersons wers ths lsast effective.

Table 3 about here

The retings in these situations were made by the customers
sfter sach trensection without taking into consideration the
paclier: trangaction anc thus avoiding comparative judgment. The
rosults indicsta a trenc in favour of the product-centred sales
styla as more effective with n. anc negstive need customers anc
the compeny-centred style more effective with high ang marginal
naed customsrs. Customer-centreds style was unifurmly effactive.

In view of the small semple size in each cell (N=6} the ANOVA
may be too sophisticeted a stetistic to bring out eny simnificent
trends ‘statistically. However,the trendg is apparent in consistency.

© Lomparative svalusticn by consumers: After all four transactions

" were ovor, ceach customer inuicatec the salesperson from whom he

. would most like tu buy ana from whom he wouls lsest like to buy.
Thus each consumsr had twu choices tc make--one pasitive anc 2ne
nagative. The rasults are presentad in Table 4. Positiye
prefarences are markec by 3 ond negetive prefergnces by -. The
proguct~centrez selesperson gut § & retings end 3 - ratings.

Tha date in the row courresponcing to the product-centred sales-
person alsd reveals that as the necz level of the consumers
cecreases, the affectivensss af the pro_ucte-centrcdness increases.
Twa af the six strong ne=c consumers least likec to byy from the

proauct-centrea salesperson, wherceas all the six negative need
consumers liked to buy from him the most. This incicates that

low neco custumers are likcly to be aroused (in their acec to buy)
if th. proouct descriptiins a 2al to them. Tho/ would care morc
for the proaguct ettributes them for the compeny (if thay had
gecioed earlicr not tu buy).

A reverszu trenc coulc be bscrvea for company-centreo sales-
persons. (Company-centrec salespersnns appear to be more =ffective
whep consumars have & strong nz2ed to buy the pro-uct than whan
their need is not so strong.  Fur instance, three of the six strong
nzad customers |.referred company-centres salespersons the most,
whereas nona of the negative naoa cansumers jreferred them the
most; in fact two of the negative neec customers least liked to
buy from them.



Table 4 about hers

“4 significant observation from Table 4 is that the cystomer-
centrec salespersons received the least number of lsast preferences
from the customers. However, they aid nut receive as many first
preferences either. It is rather surprising that customers
evaluate cust-mer-centrea style mire positively at an absolute
level while on a relative basis they are only in the sverage
range. In other words, thesc results in.icate that, if a custumer
meats a customer-orisnted salespersasn, he is ganerally impressed
by him irrespective of his need to buy thet item. But, if he
happens to meet tho company-centraec or procuct-cantred salespersan,
thers is soma possibility of his shifting the preference to either
of them. cven in case of such a shift he carriad positive impressions
about the customer-styled purson. However, if e product-csntred
salesperson maets e neco-arsused customer, . he may not be gbls to
influence him quickly; the custumer qres by the company. However,
if he is a ni-nzc: customer he is likely to heove been impressed by
the prouuct style salsspurson anc might not hesitate at all to buy
from him. Tha same is truwz when = company=centred salesperson
meets a necc-arcused customer (if his company is prestigious) .
Howavar, e company-centred salesperson may not be appreciated
gt all by those whose needs are not aroused. It is rathar strike-
ing that at leest 50 jpur cent of the customers from each newd-
orizntation grou; in.icetecz a negative preference fur sglf -centraeg
selespersons. The trenss in the results apjear to be meaningful,
although more experimentetion is requireo to craw gefinitive
conclusions. It may be spprupriate to point out here that Blake
and Moutun ({1970) stuay a high cuncern far the sale anc a high
concern for the customer (9,9 style) was the most effective.

This may be m combination of proasuct-centred and customer-centrec
styles of this studye.

implicstions

The results suggest that no single stretegy of influencing
the customer will be uniformly affective. Different types of
customers are receptive to giffaerent sales stylas althsugh customar-
centreuness is generally harmless. The success of a salesparsan
liss in his skill in making a corrsct diagnosis of clisnt-
orientatiuns anc than using resjonsive sales styles. A cumbination
of sales stylus mey be morw effective then mutually exclusive
styles like thuse presented in this exercise. The nature of the
product to be sold may also influence tha effectivencss of a qQivan
sales style ur combination of stylss. Results of expzrimants of
this kind are likely to provicde useful clues for marketing, advertis-
ing and salss strategies.



Table 1

Mean Scorcs of Tendsncias to Buy from Each Salespersoun

Moan roting scize of customsr with

Salesperson strong Marginel NG Nagative Total
need neead Newd naed

Procuct-centred . 2.67 2.83 3.33 3.67 12.50

. Company-centred BERE, 3.17  3.00 2.33 11.67

Consumer-centrsg  3.00 2.67  3.33 2.67  11.67

Self-centrag 267 2.67  1.83  2.33 9.50

Note: When a two-way analysis of varience was computaed, the

£

£

ratio for sales stylcs was statistically
significant at .10 level.

retio between custumer-oriecntatioansg and
for intargction effects were not
significant at .10 lavcl,

o
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differential scale fur gifferent selespersuns

Table 2

Maan ratings by customars of alespersons on_a semantic

Mesan retings by customers with

Salssperson strong Merginal No Negativas Totel
nsad neecd Need nead
Praguct-centrec 4,37 4,50 5.45 6.33 20.65
Company=centrec 5.10. 4.92 4.78 - 4.47 19.27
Consumer-caentred 5.22 - 4.63 4 .55 5.55 19.95
Sglfecentred 4.77 4.27 3.82 5.23 18.09
Note: 1. The scores represent tho mean reting over the eight

bijalar adjcctives.

The F rstic f-r sales styl:s was not stetistically

significant anc f.r interacticn effects it wes

significant at

-Dd -llﬁ\ll."rlo



Table 3

Mean buying probability (uut of 100) scores of customers

from sach salesperscn

1

Mean probability scores given Total
Salssperson by customer with {out

Strong Marginal No  Negative of 400)

need ne.o Naud naed

Product=-centred 47 .5 50.3 55.0 73.3 266 .1
Compeny-centred 58.3 59.2 46 .7 27.3 191.7
Customer-cantr.d 56 .7 50.0 ar.s 50.8 195.0
Salf-centrad 47 .5 Jg.3 25.0 39.2 150.0

The f ratic between sales styles wag significont at

+04 lavel and for inmteracti n effects it wes significent

at

.20 laVL‘.l .
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