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Market orientation has developed into a well-researched topic since Kohli, Jaworski, Narver, and
Slater pioneered the conceptual and theoretical foundations in 1990. This study extends prior
empirical research on market orientation to include esprit de corps in the sales area of
organizations. A substantial body of research finds a positive relationship between market
orientation and espril de corps, business performance, and the customer orientation of the
salespeople. However, all firms have not embraced market orientation. This paper extends previous
work by showing that market-oriented business practices, while important io most organizations,
may not be important to all organizations.

——————————————————————————————————————————————————————————————

INTRODUCTION

Webster (1992, p.14) suggests that the role of
marketing in the corporation is changing and
“marketing must be a part of everyone’s job
description and part of the organizational culture.”
Toward the end of the 20th century, marketing became
a more decentralized function in many large
companies, although it is not clear that this resulted in
heightened business performance. One of the outcomes
of decentralization is the application of the marketing
concept leading to the theory of market orientation.
Market-oriented business practices provide an
organization the means of influencing the customer
orientation of its salesforce and its rationale in
expecting the salesforce to behave and respond to
customer needs in a manner that is congruent with the
firm’s market orientation (Siguaw, Brown, and
Widing 1994, p. 107; Menguc 1996; Kennedy, Lassk,
and Goolsby 2002). This includes the perception by
customers regarding salespeople’s customer
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orientation (Deshpande, Farley, and Webster 1993,
p. 30; Michaels and Day 1985; Saxe and Weitz
1982; Steinman, Deshpande, and Farley 2000).
Today, the role of marketing is expanding to include
important connections between the customer and
critical firm elements, including connecting the
customer to the product, service delivery, and
financial accountability (Moorman and Rust 1999).

Despite the marketing concepts apparent wisdom and
importance, it has always had to struggle for
continued acceptance--even in those firms that
embraced it (Webster 1988, p.32: Becker and
Homburg 1999; Henderson 1998). This presents two
conflicting perspectives within the extant literature on
market-oriented business practices. The first
perspective is that “the contribution of a market-
oriented business culture is swiftly moving from
being merely an article of faith in marketing and
management to being accepted as fact™ (Slater and
Narver 1996, p. 159). This perspective is strongly
supported by empirical evidence that demonstrates a
positive relationship between market orientation and
business performance (Narver and Slater 1990;
Ruckert 1992; Deshpande, Farley, and Wcbster
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1993: Jaworski and Kohli 1993: Slater and Narver
1994:1996). The second perspective is that the
empirical evidence tolerates a lack of universal
acceptance of a market orientation (Kohli, Jaworski,
and Kumar 1993, p. 65; Kohli and Jaworski 1990, p.
15; Greenly 1995, p. 8; Groonroos 1989, p.52; Miles
and Snow 1978; Day 1994, p.48; Bisp 1999), despite
the fact that market orientation is a key element in an
organization’s culture (Deshpande and Webster 1989;
Deshpande, Farley, and Webster 1993; Cardy 2001;
Homburg and Pflesser 2000).

Market orientation has been posited to “provide a
sense of pride in belonging to an organization in which
all departments and individuals work toward the
common goal of satisfying customers” (Jaworski and
Kohli 1993, p. 57). In contrast, many marketing
managers recognize the value of a high esprit de corps
but most have little idea of how to foster it (Boyt,
Lusch, and Schuler 1997, p. 2). Moreover, empirical
data regarding esprit de corps among the salesforce is
set on a weak theoretical foundation (Moon 1994). For
example, Menguc (1996) contends that “a salesperson
may feel a greater loyalty to the customer than to his
or her own employer and could exercise a higher level
of customer orientation than the firm desires” (p. 288).
Thus, understanding the link between market-oriented
business culture and esprit de corps is important to
organizational effectiveness.

Organizations evaluating their strategic advantage
along with their level of market orientation should be
prepared to evaluate teamwork in the sales area,
whether it be interdepartmental, organizational, or as
a function of one or more strategic business units
within the organization (Thompson 1993). In this
study, we investigate the relationship between the level
of market orientation and its impact on the esprit de
corps, customer orientation of the salespeople, and the
firm’s overall business performance.

SOME FUNDAMENTAL ISSUES ON
MARKET ORIENTATION

If market orientation is effective, then why have not all
firms embraced it? Prior research has not provided an
unequivocal answer to this question. Is more research
necessary to clarify the extent of market orientation in
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organizations? Do we have to educate practitioners
about the virtues of being market-oriented? (Grover
1996, p. 116).

The extant literature posits, “a market orientation
appears to provide a unifying focus for the efforts
and projects of individuals and departments within an
organization, thereby leading to superior
performance” (Kohli and Jaworski 1990). This is
supported by numerous studies that report a positive
relationship between the magnitude of a business’s
market orientation and measures of business
performance (Narver and Slater 1990; Ruekert 1992;
Deshpande, Farley, and Webster 1993; Jaworski and
Kohli 1993; Slater and Narver 1994).

Some prior researchers found only weak relationships
between market orientation and business
performance. For example, Greenly (1995) noted that
“market orientation may not have a direct effect on
performance in all national business cultures, or its
influence seems to be dependent on environment™ (p.
8). Furthermore, he concluded that the market-
orientation scales of previous researchers were
designed for academic research and, therefore, likely
to be of limited benefit to companies. Similarly, Day
(1994, p.48) noted that little is known about the
characteristics of successful programs for building a
market orientation. In particular, he concludes that
research on market orientation has provided the
prescription but has not followed through with the
tools to help managers. Finally, Kohli and Jaworski
(1990) argue that market orientation may not be
suitable for all organizations because each is unique
and has its own strategic identity.

Prior research has clearly identified the impact of
market orientation on business practices. Throughout
the development of market orientation theory, there
has been a strong link between theory and practice.
Some brief milestones of the links between
theoreticians and practitioners:

*  Drucker (1954, p. 39) posited that “marketing is
not a specialized functional activity but rather
the whole business seen from the point of view of
its final result; that is, from the customer’s point
of view.”
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*  The first empirical study on market orientation
investigated the attitudes of executives and
academics (Barksdale and Darden 1971).

« In 1987, the Marketing Science Institute
organized a forum to articulate the need for
strong, scholarly research to better define,
measure, and model a construct (for the marketing
concept). Interestingly, the four speakers at this
conference were executives from leading
companies (Borg-Warner Chemicals, GTE, Leo
Burnett Advertising, and Ryder), and not
academics (Deshpande 1998, p. 2).

* More recently, Deshpande and Kohli (1989)
worked together on the organizational flow of
information, which later led to research in market
orientation. Then, Deshpande branched out to
incorporate market orientation and business
culture, while Kohli joined Jaworski (1990) and
developed what is known as the theoretical
foundation of market orientation today.

«  Another Marketing Science Institute conference
hosted in 1990 included companies such as GE,
Dupont, McKinsey, and USWest. At this
conference, both management theorists (Andrew
Van de Ven) and marketing scholars (John
Mullins, Robert Ruekert, Orville Walker, and
Barton Weitz) framed their remarks within the
context of understanding organizational change
and market orientation (Deshpande 1998, p. 2).

While the pioneers of market orientation research
initiated projects that encompassed empirical studies
across many disciplines, our understanding of market
orientation is incomplete. “One could argue that
satisfaction of future customers” needs is unlikely if a
firm does not have a market-focused business
definition” (Grover 1996, p. 115; Grover 1995;
Shapiro 1988). Moreover, “adopting a
conceptualization (e.g., Narver and Slater 1990; 1996;
Kohli and Jaworski 1990; Kohli, Jaworski, and
Kumar 1993; Deshpande and Farley 1996) implies
that we accept there are many dimensions of the
construct of market orientation” (Grover 1996, p.
115). Harris and Ogbonna (1999, p. 177) posit that
“as the new millennium dawns, marketing stands
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labile at the cusp of another major shift, one that will
lead to questioning many of the assumptions on
which traditional marketing organizations have been
built.” This empirical study has extended the market-
orientation research of Jaworski and Kohli
(1990:1993) to the esprit de corps of salespeople;
retested three popular scales used to measure the
effect of market orientation on business performance,
customer orientation, and esprit de corps; and
solicited information in the form of self-reports from
senior management, sales managers, and customers
of the firm.

THEORY AND HYPOTHESES
Market Orientation and Esprit de Corps

Kohli and Jaworski (1990) suggest, “the esprit de
corps within an organization may itself be improved
by a market orientation” (p. 13). Similarly, Kohli and
Jaworski (1990) and Boyt, Lusch, and Schuler
(1997) found that “at the workgroup level, esprit de
corps exists when individuals in the same department
or team enthusiastically share values and goals.”
Hence, depending on the business’s objectives and
culture, market orientation should perform as
hypothesized below:

H,: There is a positive relationship between
a firm’s market orientation and esprit de
corps in the sales area of that firm.

Market Orientation and Customer Orientation

Strong first introduced the concept of customer
orientation of salespeople in 1925, arguing that
personal selling strategies should be directed toward
securing customer satisfaction. Kurtz, Dodge, and
Klompmaker (1976) extend a relationship between
the marketing concept and the behavior of
salespeople: A professional salesperson does not
wonder, “What can I sell this individual?” but,
instead, asks, “How can I best solve this persons
problems?” (p. 14). Moreover, Siguaw, Brown, and
Widing (1994, p. 107) contend that firms can
influence the customer orientation of their salesforce
and are rational in expecting the salesforce to behave
and respond to customer needs in a manner that is
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congruent with market orientation. Strieter (2000)
found that salesperson perceptions related to firm
market orientation influence employee-perceived
capabilities, which, in turn, influence benefit
perceptions related to using customer information.
Considering the above theoretical foundations, the
following hypothesis is posed:

H,: There is a positive relationship between
the market orientation of a firm and the
customer orientation of that firms

salespeople.
Market Orientation and Overall Business
Performance

Organizations that are market-oriented have been
posited to have improved overall business
performance, increased customer satisfaction, and,
hence, increased performance levels greater than those
that are not market-oriented (Jaworski and Kohli
1993, p.57; Day, 1990; Kohli and Jaworski 1990;
Narver and Slater 1990; Ruekert 1992: Slater and
Narver 1994:1996). Empirical studies by Narver and
Slater (1990) and Greenley (1995, p. 3) offer support
for the relationship between market orientation and
business performance. It is, therefore, posited that:

H;: There is a positive relationship between a
firms market orientation and its business
performance.

RESEARCH DESIGN
The Sample

This study used a key informant design. The sample
was drawn from the register of North American
member companies of the National Paper Trade
Association (NPTA). The initial communication was
made with the key contact (senior manager/CEQ) of
each member company in a personalized letter from
the president of the NPTA requesting the company
participation in the study. The cover letter explained
that the researchers were conducting a study on
“Business Practices.” Senior managers/CEOs were
requested to provide the names and addresses of one
sales manager and one customer to serve as
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informants. The senior manager/CEQOs and the names
supplied by them were then used as the key
informants. An introductory letter and survey
designed to appeal directly to the respondent were
subsequently mailed out to the informants.

A total of 74 member companies agreed to
participate. Responses were received from 58
companies, which resulted in an overall response rate
of 78 percent of the companies that agreed to
participate. The last 10 percent of responses were
compared to the majority for each scale and no
significant differences were found.

The mean age of the respondents was 44 for both the
customers and sales managers, and 49 for the senior
managers. The customers, sales managers, and senior
managers were mostly male, the majority had
obtained a bachelor’s degree, and most had
completed some graduate work. The majority of the
respondents for the market-orientation scale were
company presidents, for the sales teamwork scale
sales managers, and for the customer-orientation
scale purchasing managers. Finally, most of the
companies involved in the study employed from 51 to
200 people, and the companies’ customers employed
from 201 to more than 501 people.

Measures

Market Orientation: The Summary Scale for Market
Orientation, developed by Deshpande and Farley
(1996, p. 19) was used. It included ten items rated on
a five-point Likert scale. This scale was sent to senior
managers/CEOs to assess the magnitude of market
orientation in their organization. Siguaw, Brown, and
Widing (1994) argue that “further research should
consider having senior management assess the market
orientation of the firm independently” (p. 114). Snow
and Hrebiniak (1980) affirm that “top managers have
the best vantage point for viewing the entire
organization system” (p. 320).

Deshpande and Farley (1996) conducted a meta-
analysis comprised of three scales of market
orientation (e.g., Narver and Slater 1990; Kohli,
Jaworski, and Kumar 1993; Deshpande, Farley, and
Webster 1993) and found that the combined
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Chronbach’s alpha of the three scales was reliable
(Chronbach’s alpha = .90).

Business Performance: The Overall Business
Performance Scale, developed by Jaworski and Kohli
(1993, p. 63) was used. It consists of two items on a
five-point Likert scale, and was also sent to senior
managers/CEQs. Jaworski and Kohli (1993, p. 60)
concluded that business performance can be
determined based on both judgmental and objective
measures. The judgmental measure asked respondents
to assess overall performance relative to major
competitors (it has two items rated on a five-point
Likert scale ranging from poor to excellent). The
objective factor is based on the business performance
of firms noted in some of the financial periodicals.
Both methods were implemented in the present study.

Customer Orientation of Salespeople: The Selling
Orientation-Customer Orientation (SOCO) scale
developed by Saxe and Weitz (1982) was used. The
24-item SOCO scale has 12 positively stated items
and 12 negatively stated ones, rated on a nine-point
Likert scale. The items represent six categories that
characterize customer-oriented selling: a) attempting
to help customers make satisfactory purchase
decisions; b) helping customers assess their needs; ¢)
offering products that will satisfy those needs; d)
describing products accurately; ¢) avoiding deceptive
or manipulative influence tactics; and, f) avoiding the
use of high pressure (Saxe and Weitz 1982, p. 114).
The six characteristics emphasize that a highly
customer-oriented salesperson will not sacrifice a
customer’s best interests to make a sale but will focus
on meeting and exceeding the customer’s needs. This
scale was sent to the customers/buyers to assess their
satisfaction with salespeople.

Tadepalli’s (1995) version of the SOCO scale was
used in our study to assess the organizations’ buyers’
perception of the salespeople. Tadepalli (1995)
changed the Michaels and Day (1985) scale to a more
conventional one in order to provide all respondents
with the same frame of reference by modifying the
scale instructions to refer to the respondent’s most
recent buying situation (p. 177). He found that “a
strong positive relationship” (@ = .01) between a
salesperson’s customer orientation, as measured by
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this modified scale, and the buyer’s satisfaction with
that salesperson underscores the usefulness of this
scale in measuring this relationship (p. 186). The
reliability of .94 (Chronbach’s alpha ) for Tadepalli’s
modified scale is higher than the reliabilities reported
by both Saxe and Weitz (1982) and Michacls and
Day (1985).

Esprit de Corps: The Jaworski and Kohli (1993)
Esprit de Corps Scale (p. 68) was used. It has seven
items rated on a five-point Likert scale. This scale
was sent to sales managers to assess teamwork in
their areas of the organization.

ANALYSIS AND RESULTS
Reliability Analysis of the Scales

A high level of reliability exists for each of the scales
used in this study (see Table 1).

The reliability of each scale is very robust except for
the market orientation scale, which was only .72 in
comparison to Deshpande and Farley’s (1996) alpha
of .89. However, market-orientation scales have
posited low reliability in prior research: Selnes,
Jaworski, and Kohli (1996) reported .73 alpha;
Narver and Slater (1990) reported .78 alpha; and
Jaworski and Kohli (1993) also reported an alpha of
.78.

Hypothesis Tests

Hypothesis 1 was tested using both regression
analysis and a judgmental measure to assess the
relationship between market orientation and business
performance. The regression analysis posited no
significant relationship between the two scales (see
Table 2). Furthermore, the correlation between the
two scales was close to zero ®=.066). The
judgmental analysis of Hypothesis 1 was tested using
regression analysis to assess the relationship between
the firm’s market orientation and esprit de corps in
the sales area of that firm (see Table 2). Again, no
significant relationship was found between the two
scales (the correlation between the two scales was
close to zero; r=.138).
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Table 1
Reliability Coefficients
Our Prior
Number | Number | Study | Research

Scale of Cases | of Items | Alpha Alpha
1. Customer Orientation 58 21 87 .94 | (Tadepalli 1995)
2. Esprit de Corps 58 7 .84 .90 | (Jaworski and Kohli 1993)
3. Market Orientation 58 10 72 .89 | (Deshpande and Farley 1996)
4. Business Performance 58 2 .79 .83 | (Jaworski and Kohli 1993)

Hypothesis 2 was tested using regression analysis to
assess the relationship between the market orientation
of a firm and the customer orientation of that firm’s
salespeople (see Table 2). No significant relationship
was found between the two scales (the correlation
between the two scales was close to zero; r=.059).

Hypothesis 3 was based on the objective measure of
business performance. Financial periodicals covering
the paper and forest products industry and the
packaging and container industry were used. Falzone
(1999b, p. 912) found that prices for nearly every
major paper grade have declined by 10 percent to 30
percent over the past year, mainly due to overcapacity
and poor demand overseas. Morcover, major
companies in the industry have placed renewed
emphasis on cost reduction to shore up their sagging

operating margins.

Furthermore, Falzone (1999a, p. 939) posits that
competitive pressure on pricing and market share is
compelling management teams to focus on greater
operating efficiency. Merger activity has played an
important role in the expansion process as major
players have combined forces to benefit from
economies of scale and other synergies.

Descriptive Data Analysis

To further analyze the data, a descriptive analysis
was performed to identify reasons for the disparity
among the variables. The descriptives indicate that the
respondents felt slightly above neutral on all the
scales except for the customer orientation of
salespeople scale (SOCO scale), in which informants
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indicated that they moderately agreed to strongly
agreed that the salespeople were customer-orientated
as opposed to sales-oriented.

DISCUSSION AND IMPLICATIONS

Market Orientation and Overall Business
Performance

The finding of no relationships between market
orientation and business performance differs from
previous studies by Narver and Slater (1990),
Ruckert (1992), Deshpande, Farley, and Webster
(1993), Jaworski and Kohli (1993), and Slater and
Narver (1994). This may be due to managers in this
industry making a conscious trade-off between
pricing strategies and profitability. Trade-offs exist
between choosing a strategy and implementing a
market orientation, and companies should be aware of
this trade-off (Matsuno and Mentzer 2000).
Furthermore, senior managers must recognize that all
organizations need not be market oriented as this
depends on the organizational and environmental
contexts in which strategy is formulated (Tadepalli
and Avila 1999). It also is possible that the
organizations in this sample see greater long-term
benefits from being price-sensitive than from
maximizing overall business performance. Managerial
decisions such as this one are likely because of the
industry conditions that were prevalent at the time of
this study. As noted by Jaworski and Kohli (1996, p.
132), “If a firm’s target customers care primarily
about price and little else, the firm is very market-
oriented--it understands its customers’value function
and is responsive to it.”

72



The Impact of Market Orientation on Esprit De Corps. . . . .

Provitera, Hair, Johnson and Plank

Table 2
Regression Analysis
Sum of the Degree of
Model Squares Freedom Mean Square F Significance
Hypotheses 1: Market Orientation and Fsprit de Corps
21.15 1 21.15 1.08 303
1095.47 56 19.56
Total 1116.62 57
Hypothesis 2: Market Orientation and Customer Orientation
31.81 1 31.81 .09 .67
9234.53 56 19.56
Total 9266.34 57
Hypothesis 3: Market Orientation and Business Performance
55 1 0.55 25 .62
126.73 56 221
Total 127.28 57

Market Orientation and Esprit de Corps

The lack of a significant relationship between market
orientation and esprit de corps is inconsistent with
previous findings of Jaworski and Kohli (1990:1993),
Antuane-Gima (1996), and Selnes, Jaworski, and
Kohli (1996). This could be due to managers making
a conscious trade-off between flattened business
structures and traditional hierarchies. The majority of
the firms investigated had traditional hierarchies as
opposed to decentralized forms of business.

Market Orientation and Customer Orientation

A significant relationship was not found in this study
between market orientation and customer orientation.
These findings are inconsistent with previous findings
of Siguaw, Brown, and Widing (1994), Menguc
(1996), Deshpande, Farley, and Webster (1993),
Michaels and Day (1985), and Saxe and Weitz
(1982). Results of the current study could be due to
other customer satisfaction strategies that do not
necessarily incorporate market orientation. The firms
investigated in our study had unique characteristics
and, in many cases, their own strategic identity.
Another possible explanation is that the relationships
of the salespeople and their customers are successful
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without incorporating the effects of market orientation.
For example, the customers we studied typically felt
that the salespeople were customer-oriented as
opposed to selling-oriented. This observation suggests
that market orientation does not necessarily explain
perceptions of customer orientation of salespeople in
all business environments.

In an effort to better understand our findings, we
conducted a follow-up survey of 30 randomly selected
respondents from each of the three categories: senior
managers/CEOs, sales managers, and customers.
From these follow-up interviews, we learned that
market-oriented business practices in the paper and
packaging industry are important but not as important
as in some other industries. It was suggested that
salespeople are customer-focused but do not need
teamwork to achieve their objectives. However,
customers indicated that they are very satisfied with
the salespeople.

Polling of end-users often was not perceived to be of
major importance to senior managers in this industry.
Most managers estimated that their company measures
customer service every two years or so, and that this
frequency of customer polling was not necessarily an
indication of a lack of market orientation. Most
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managers mentioned that polling customers one or
more times a year might annoy them. A few
companies were awaiting a QS9000 reporting system
that will enable them to measure customer satisfaction
more often. Furthermore, one manager said, “We are
in business to make above-average profits, and great
customer service and quality are marketing
strategies.”

Sales managers revealed that salespeople in this
industry typically are independent contractors and,
therefore, do not have to support each other through
esprit de corps. Moreover, each salesperson has a
customer base of his or her own, and teamwork was
perceived to be of little value. This indicates that
salespersons have less of a problem with role conflict
impairing their job satisfaction (Sumrall and
Sebastianelli 1999).

On occasion, however, specialists are required to
serve a customer’s needs, and salespeople do tend to
come together in these situations. A sales manager
stated, “Our salespeople are customer-focused and
they do meet our customer’s needs, just not as a
team.” Furthermore, when necessary, teamwork is
apparent among salespeople, customer service, and
distribution. Customers indicated that they preferred
not to be surveyed too often. One customer
summarized it this way: “We get heavy customer
service--our salesperson stops in once a week.” Most
customer orders are done on-line using electronic
commerce but the salesperson still makes a sales call
to ensure customer satisfaction.

The following conclusions can be drawn from our
follow-up study: 1) Teamwork exists among the
salesforce only as an added customer benefit.
Territory assignments provide greater mobility for
and accessibility to salespeople so esprit de corps is
unnecessary in most cases. 2) Senior managers are
well aware of their customer needs and, due to the
nature of the paper and packaging products industry,
they are able to foster excellent customer service
without having to frequently measure customer
satisfaction and commitment by polling end-users. 3)
Disseminating information is not as important in
paper and packaging as in other industries because of
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the frequent service calls to the customer by the
salespeople.

Managerial Implications

The findings suggest that senior management
continuously evaluate whether a market orientation is
necessary in their business environment to sustain
competitive advantage (Celuch, Kasouf and
Peruvemba 2002). Most importantly, senior leaders
within the organization have to sell the idea of market
orientation through every functional area of the
business (Harris and Piercy 1999, Van Egeren, Trinh
and O’Connor 1999, Locander, Ladik and Stuart
2002). Payne (1988) found that organizations must
develop a fully marketing-oriented environment. He
argued that:

Successful development of a marketing orientation
requires a thorough understanding of the
organization’s existing culture and a carefully
constructed program of management development,
support activities, and follow-up to overcome the
organizational inertia that can impede the transition to
marketing effectiveness. (p. 46)

Four managerial implications are proposed.

a) Prior research has shown that market-oriented
business practices promote increased business
performance. Specifically, market-oriented firms
are organizations that track and respond to
customer needs and preferences, better satisfy
customers, and perform at higher levels
(Jaworski and Kohli 1993, p. 57). This indicates
that the companies in our study will have a
fundamental shift in business philosophy if they
choose to become more market-oriented. This is
a minor trade-off when considering the benefits
demonstrated in other industries when they have
become market-oriented.

b) Senior managers of the NPTA should continue to
survey their customers to ensure superior
customer service. Recognizing the importance of
surveying end-users and ascertaining customer
satisfaction is an important component of a
market-oriented business. Customer feedback
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should be disseminated throughout all levels
of the organization, enabling employees at all
levels to better serve customers and meet
customer needs.

¢) Sales managers should assess teamwork in
the sales area. Esprit de corps in the sales
area is increasingly popular as organizations
attempt to provide their front-line employees
with the necessary tools to attain superior
customer service. This is important because
unhappy customers do not always complain
before they find services elsewhere--they just
leave.

d) Senior managers must find a balance between
customer-focused vs. competitor-centered
strategic objectives. Day and Wensley (1988)
contend that “by simply relying on evidence
that is available or customary in the industry,
firms may evolve passively toward an
unbalanced reliance on either customer-
focused or competitor-centered measures, to
the possible neglect of the other perspective™
(p. 17). Moreover, “the competitors are
assumed to be doing a proper marketing job,
and managers with this mindset are more
likely simply to emulate their competitors
when they select strategies” (p. 17). Shapiro
noted how easy it is for managers to become
complacent and lose objectivity when
examining their performance (1988, p. 25).

In order to become more market-oriented, managers
should get people from different functions to share
information about the market, understand the market
and the customers who decide whether or not to buy
their product, and decide what actions to take to
provide superior customer value. Becoming market-
oriented requires making major changes in culture,
processes, and structure of the traditional centralized
type of organization. Nonetheless, the mounting
evidence suggests that market-oriented organizations
have an important competitive advantage in providing
customer value and achieving superior performance.

75

Provitera, Hair, Johnson and Plank
Limitations

Some fundamental limitations add to the reasons why
this study did not find relationships between market
orientation and esprit de corps, customer orientation,
and business performance. First, the sample response
rate is small. This may be due to the lack of
importance senior managers in this industry place on
empirical research. Furthermore, many of the
respondent companies had fewer than 100 employees,
indicating that market orientation may not be as
important to smaller companies as it is to larger
organizations, which have multifaceted information
systems and a greater number of both employees and
customers. These smaller companies may also be
“laggards™” in adopting market-oriented business
practices. Second, our primary focus was based on
investigating one industry to provide evidence of the
acceptance and use of a market-oriented business
practice in that particular industry. This approach has
inherent limitations in that the industry itself may not
be market driven and may rely on supply and demand
of their products as their primary indication of
business performance.

CONCLUSION

Although market-oriented business practices offer
clear applications to many industries, they need not be
applied to every possible industrial situation (Houston
1986; Jaworski and Kohli; 1993, Slater and Narver
1994; Grewal and Tansuhaj 2001). The desire to
develop a market-oriented culture may not be the
strategic objective of every industry. Moreover,
without a detailed understanding of the complex issues
involved in the management or manipulation of
organizational culture, the development of market
orientation is at best problematic and at worst
impossible (Harris 1999).

Jaworski, Kohli, and Sahay (2000) found that
exceptional companies are able to manage the present
through short-term market-driven actions. These
short-term actions may reshape markets by driving
them into new competitive environments without
incorporating long-term market-oriented business
practices. Furthermore, as companies aspire to
become market-driven, they exhort employees to get
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closer to customers, stay ahead of competitors, and
make decisions based on their markets, but even the
best-intentioned senior managers find it difficult to
translate those aspirations into action (Day 1999).
Senior managers must stay on top of the change
process to not only ensure its success but also to
sustain it. The market-oriented organization must
disseminate best practices using metrics, utilize
continuous improvement via benchmarking against
competition, increase the frequency of customer
feedback to ensure customer satisfaction, and keep
abreast of all processes to reinforce the effort to
become market-driven.

This study has shown that although market-oriented
business practices are conventional wisdom, they still
lack universal acceptance and application. Our
qualitative findings suggest that the NPTA
organizations are customer-focused and service their
customer needs in their own unique way.

Despite the weak associations found in this study,
several management implications are extended.
Additionally, there are many substantive and
methodological issues that require further
investigation to understand how market orientation as
conventional wisdom can be managed by
organizations to improve competitive advantage and
achieve superior performance. This study tested what
was thought to be a simple model and the data
indicated that measuring market-oriented business
practices is not so simple. The researchers hope that
this empirical study will encourage more work in the
area of market orientation and esprit de corps.
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