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ABSTRACT  

 

This dissertation provides a detailed overview of variables that can influence solution-

oriented sales. In particular, the organizational and individual influence on sales performance 

are elaborated upon. These have their origin in the 19th century and have constantly evolved. 

Sales processes have always been interesting for scientists. Due to the free market but 

especially due to digitalization and globalization, individual customer solutions have 

become more and more important. In this regard, the following research question emerged: 

Which variables on the individual sales person level influence the sales performance 

for solution selling? 

For a long time, the organizational level has been reported on and researched in practice but 

also in the academic literature. Here, mainly the structures, hierarchies and department 

interfaces of the companies were investigated. Hereby a gap in the personal sales level has 

developed. In the present study hypotheses were defined in the personal and individual sales 

area. In detail the effects of individual characteristics such as experience, prior knowledge 

or risk perception on personal sales performance were investigated. Further hypotheses were 

formulated in the areas of sales skills, communication and management requirements. In this 

regard disruptive events such as pandemics or sanctions were also included in the 

considerations. 

Within literature research on the topic of solution-oriented sales, two qualitative preliminary 

studies as well as a comprehensive quantitative survey in Germany and Austria were 

conducted. The aim of the quantitative survey was to collect at least 300 opinions of different 

business-to-business companies (B2B) in the target area. 

In this study, new scientific contributions were developed on the individual sales level. It 

has been found that adaptability and individual resources for developing a sales strategy are 

extremely important and critical to performance for many salespeople. In general long-term 

aspects such as customer relationships outweighed short-term motivations such as salary or 

bonuses. Revealed developments could be used to create new KPI performance criteria. 

Other results such as individual characteristics and capabilities can be used to deploy sales 

staff more quickly and so pay off earlier. These findings thus tie in with previous research 

results and provide new, unexplored insights into the individual sales level. 
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1 INTRODUCTION 
 

Sales processes as well as the entire field of sales has changed significantly in the last couple 

of years. Globalization and new digitalization methods, as well as the increasingly complex 

customer behavior has put sales people in a new position to find appropriate efficient 

communication ways (Saura et al., 2019). These global topics in sales are not the only ones 

which influence salespeople but also sales managers in the sales funnel. Unpredictable 

situations like financial crises, inflation or the Covid-19 see firms struggle to keep their long-

term strategies and meet their financial expectations (Bond et al., 2020). Sales performance 

is also closely connected to financial expectations and this is evident in academia as well. 

From the interviews, as well as the review of the literature, a large number of non-countable 

sales performance variables emerged: How long can a company keep a customer, satisfaction 

of the customer, efficacy of salespeople,…).  In the B2B sector (Business to Business) “sales 

performance” is a complex variable which is not easy to predict. Former research on 

variables for sales performance show a small variance which affects the sales performance 

(Bolander et al., 2015; Evans et al., 2012; Verbeke et al., 2011; Zallocco et al., 2009). This 

specific part of sales was also appraised by scholars in the past (Evans et al., 2012; Matthews 

et al., 2018) and will be reviewed in the sections below.  

 

Variables or also called drivers in sales have been investigated for decades and it has been 

found that performance, especially sales performance, is one of the key variable in the selling 

process. 

Drivers for the sales process have been interesting since people started trading goods, long 

before money was established in the trading process (Verbeke et al., 2011). Such trading 

processes have been interesting for researchers since the 19th century. In these times the first 

sales process model, called persuasion model, was established. This model was called AIDA 

which is the abbreviation of Awareness, Interest, Desire and Action (Viio, 2011). Since that 

time scholars have enhanced the model to use it in a more professional way (Dubinsky, 

1980). 

The following literature review revealed that the determinants of such a sales process, which 

are called drivers or variables, are of utmost importance to control the sales performance of 

a or company or a sales person.  

Verbeke et al. (2011) performed a literature review of academic articles about drivers which 

have influence on sales performance. He reviewed the meta-analysis by Churchill et al. 
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(1985) about sales performance which gives unique insight into the past. The meta-analysis 

by Churchill et al. (1985) spanned the years 1918 to 1982.  Due to this Verbeke et al. (2011) 

decided to investigate in 25 years backwards from 2008 to 1982.  

 

The former academic research shows that for example Churchill et al. (1985) focused on 

personal characteristics. The basic message from his meta-analysis was that such variables 

are not the most important ones which influence the sales performance. In other words, these 

personal factors depend too much on the psychological properties of the person.  

Verbeke et al. (2011) presented a large overview in his research of the main personal 

characteristics. The main difference between the articles is that the research of Verbeke et 

al. (2011) is more finely grained when taking a closer look at the variables and subcategories.  

 

The main suggestion of both academic articles is to find more precise grading, as well as 

influencing variables for sales performance. And this supports the significance of this present 

work.  

 

The thesis wishes to examine this specific problem of influencing variables from a wider 

perspective and not only from a single side such as the personal view. The organizational 

variables are used in the articles mentioned before but will be explored with regard to in a 

deeper interconnection to the sales performance. 

 

As mentioned by several academics long time ago there has been a shift from product-

centred firms to offering totally integrated solutions (Sawhney, 2006). One of these reasons 

could be seen in the digitalization and automatization of different processes through different 

industries. Solutions become more and more significant in the sales environment. 

Panagopoulos et al. (2017) and Ulaga and Reinartz (2011) underline the importance of 

solutions in the sales business and suggest investigating in the individual and organizational 

characters of solution sales. 

 

With this realization in the academic field, it was evident that the power of the seller has 

transferred to the buyer. This requires much more focus on solutions which means a bundle 

of products and services which will be adapted according to the customer´s request and 

finally offered to the customer or stakeholders.  
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Through the globalization, firms are able to source their products from anywhere they want 

and resell it to other customers in the B2B environment. This is on the one hand an advantage 

but on the other hand also a disadvantage for product-centered companies. Product-centered 

companies do not have any competitive advantage over others. Such firms mainly depend 

on the price of the product and face competition with existing competitors. These companies 

are more and more under pressure regarding margin and profitability (Reinartz & Ulaga 

2008). 

 

To differentiate firms in the B2B environment a possible workaround could be to transform 

the product-centered firm, and especially salespeople, to solution selling. Solution selling 

was recognized by scholars in the past and confirms that offering solutions, results in 

increased return on sales (Worm et al., 2017). Recent literature on solution selling focuses 

mainly on the firm level (Koivuniemi, 2016).  Scholars agree and argue that solution selling 

has top priority in B2B business and should be researched in depth (Guido, 2012). The actual 

market situation in case of Covid-19 shows a reassessment of firms in general. In this aspect 

the competitive advantage will be a possibility for companies to recover after the crisis.  

 

To predict and adapt the sales process for higher sales performance, the topic of solutions 

selling on the personal level is highly interesting with regards to research in the area of the 

sales environment. La Rocca et al. (2016) and Murtha et al. (2014) argued that the 

salespeople will have an essential role in the interaction of a sales process. The focus will, 

therefore, on the individual and organizational variables and moderators of a solution sales 

process which could have an influence on the sales performance. 

 

1.1. Significance 

 

In sales in general, but especially in solution sales, the salespeople play a crucial role (Grewal 

et al., 2015; Kumar, Petersen & Rapp 2014). Seen from the organization, salespeople are 

valuable for companies to gain profitability, customer relation as well as reputation on the 

market. From interviews it was concluded that firms have recognized the importance of 

solution selling and sales person involvement. This coincides with the existing academic 

literature in this field. 
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International firms, including firms in the Fortune 100, have outlined that preparing 

salesforces which implement effective customer solutions has highest priority (Koivuniemi, 

2016).  

This finding gives evidence on company and management level from the practical 

environment that individual variables in solution sales will be highly important for sales 

performance.  It was revealed that variables which influence the sales performance in 

solution sales are a current challenge. This challenge is present through different industries 

(mechanical engineering, automotive industry, energy sector, textile industry, IT-Services, 

service providers,…)  

 

Sales performance in this context will not be limited to the financial aspect of a firm or 

individual performance. The present work will provide alternatives to the financial 

performance, although the financial point will still be an important one for all stakeholders. 

Therefore, research on solution selling could contribute to sales persons’ income. The 

Bureau of Labor Statistics (2015) examined that salespeople involved in solution provision 

are among highest paid employees by U.S. firms (Panagopoulos et al., 2017).  

The significance of the mentioned topic for sales performance over a wide field of product 

and service providers which cover solutions for customers was highlighted. The sales 

performance will encompass alternatives beside the financial aspect and will help firms to 

build up more resilient tools to withstand critical phases of the economy. 

 

1.2. Gaps 

 

The specific sales related topic focused on described above. In detail this research took a 

closer look at the variables which influence sales performance in solution sales. Through a 

detailed literature review the major gaps where uncovered and outlined more in depth in the 

literature review below. A short extract of the main gaps will be mentioned in this paragraph 

to get a holistic overview of the problem. 

The first gap that emerged is within the topic solution sales. In academic databases a vast 

amount of literature regarding solution sales can be found. Scholars agree that solution sales 

is becoming more and more interesting. Johannsson et al. (2003) stated that solutions in 

sales, which form a combination of product and services, will be more important in times of 
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digitalization. Many researchers after him recognized that solutions will be attractive 

research for academic and practitioner journals (Eggert et al., 2014; Worm et al., 2017; Colm 

et al., 2020). The question of why it is difficult to deploy solution sales in the industry 

remains, however. 

 

Through the deep insight into solution sales it was found out that most of the existing 

literature focuses, with respect to solution sales, on the organizational level. Worm et al. 

(2017) confirms that finding in his research.  

 

Because salespeople play a crucial role in sales processes, the individual sales person’s role 

should not be neglected if one would like to get a holistic view on the sales performance. 

The growing importance of solution selling and the lack of investigations on individual sales 

person level could have great potential for future business deals.  

Scholars in the field of marketing and sales confirm this. Salonen et al. (2019), as well as 

Worm et al. (2017) argue in the same direction and state that, detailed investigations should 

be done on the performance on individual level of the sales person.  

 

Panagopoulos et al. (2017) advised, additionally, to examine the non-sales employees who 

are necessary to provide solution selling in the organization. This will be necessary to 

provide a complete picture of sales person solution selling. Doing so, the analysis will 

include also partially firm level analyses. Concerning integrity, further research on the 

activities performed to develop solution selling on sales person level is necessary 

(Panagopoulos et al., 2017).  

A common gap within existing literature and empirical studies in this field is that the 

examined data are focused on a limited number of companies, industries or countries. So 

general evidence on the previous studies is not always given. It would require costly 

research. 

 

The second big gap which arises through the research concerns the sales related variables 

and moderators. The literature review showed that many variables could influence the sales 

performance.  So, sales performance is of utmost importance for scholars and that is why 

performance is the most cited topic in marketing research (Leigh et al., 2001). That implies 

that sales performance is one of the strongest variables for this present research. Yet, there 

are expected to be other variables that influence sales performance. 
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Through detailed review of the existing literature it could be seen that past research on 

variables had difficulties to measure a significant effect on sales performance. (Bolander et 

al., 2015; Evans et al., 2012; Verbeke et al., 2011; Zallocco et al., 2009). But if these 

variables do not have a bigger influence on the sales performance, there must be other ones 

which will be more important to research. One argument could be that in the past the focus 

was placed on psychological variables related to the sales person. It seems that they are too 

unconnected to the sales process itself.  

Meta analyses in this field like Churchill et al. (1985) have done from 1918 – 1982 or 

Verbeke et al. (2011) from 1982 to 2008 showed improvements on the variables and the 

influence on sales performance. Because of the behaviour of buyers, the economy and its 

volatility, as well as the digitalization has changed tremendously, the variables have changed 

over time.  

This specific part of sales was also appraised by scholars in the past (Evans et al., 2012; 

Matthews et al., 2018) and is of highest interest for the academic field. The mentioned gaps 

above are only an overview and will be analyzed in the following sections. 

 

1.3. Research question 

 

Especially in the first phase of the research the author tried to get a comprehensive overview 

of the topic solutions sales. This is necessary to understand the existing literature and find 

out more about the total sales process, as well as the current situation. As the thesis describes, 

the situation in sales has changed and will change and so it is necessary to create a holistic 

view.  

First of all, tentative research questions as a starting point for review and data collection 

were created. In this study the research focused on the sales process itself to become familiar 

with the academic literature. This first online research gave an overview of the world of 

marketing and sales. Because the economy and the accompanying sales cycle are getting 

shorter it was equally important to gather empirical data to refine the research questions. The 

aim of the empirical data was to gain as much information as possible. In that way the author 

conducted the interviews with buyer, seller or both (sales- and buying processes) depending 

on people’s role. This approach created a qualitative overview of sales process. 
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After the first pre study period and the literature review the research questions could be 

refined to focus more on solution selling. Due to unpredictable situations in the sales 

environment (financial crises, COVID-19, war, …) solution selling is becoming more and 

more important and is seen in a strong relationship with sales performance (Koivuniemi, 

2016). 

The first empirical interviews generated very beneficial feedback. In most of the interviews 

through all empirical phases of this thesis the interview partners mentioned that the 

salespeople who communicate with a buyer or other sales related people are crucially 

important in relation to sales performance. In the academic literature about sales 

performance this was recognized by some specific scholars before and research on the 

individual sales person level was suggested. This outlines that sales persons are crucial in 

the sales process especially in terms of sales performance (Cornet et al., 2000, Grewal et al., 

2015, Kumar, Petersen & Rapp, 2014). 

Regarding the above-mentioned importance and the targeted literature review, as well as the 

empirical interviews on solution selling and main gaps, the following research question was 

developed: 

• Which variables on the individual sales person level influence the sales 

performance for solution selling? 

This study covers the current situation of sales in the years 2020 to 2023 and, thus, does not 

aim at a longitudinal analysis. 
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1.4. Contribution 

 

The review of the literature as well as the empirical interviews revealed that a sales person 

or the salesforce of a firm will be one of the most valuable factors for an organization 

(Grewal et al., 2015; Kumar, Petersen & Rapp, 2014). Additionally, solution sales are getting 

more and more important in unpredictable situations (Bond et al., 2020). 

Both findings above, as well as the confirmation from the empirical interviews, demanded a 

rethinking of the sales-related processes. Specifically, the processes should be more solution- 

and sales person-related. State of the art sales processes are mainly not solution oriented; 

instead they are product orientated (Wise & Baumgartner, 1999; Linz & Müller-Stewens, 

2012). 

It is recommended to adapt the sales process into to direction of solution sales and to take 

into consideration the salespeople who are mainly responsible for creating solutions for the 

buyer. This could be a further development for sales processes recommended by Mocrief 

and Marshall (2005) and Sheth and Sharma (2008) who argued that the sales process has to 

become more relationship-oriented.   

It is suggested to provide a framework for solution selling in consideration of individual 

sales person variables to improve sales performance. This study contributes to the existing 

knowledge of organizational and individual variables in sales as these moderator variables 

will be further developed. Furthermore, these variables are closely connected to sales 

performance which will be the most interesting variable for a firm.  

 

Viio (2011) stated in his research that until 2010 the sales process in a business-to-business 

relation was mainly seen as how sales persons could do their jobs. This process depended 

mainly on the long history of rigid sales processes with little flexibility (Spiro & Weitz, 

1990).  

 

These days changes are being considered and there may be two major reasons. One reason 

is the rapid advance of digitalization in sales and in the industry, as well as the in parallel 

existing crises.  

Scholars have recognized the interesting field of research in sales and have started making 

the first suggestions. Tuli et al. (2007) was one of the rare researchers who argued for the 

expansion of the research in solution selling on the individual level. He proposed a four-step 
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sales process instead of the seven-step model of Dubinsky (1980). The focus in the research 

of Tuli et al. (2007) was on the organizational level which is a basis to improve upon.  

If the result of Tuli et al. (2007) and others can be extended by the individual level, it would 

be possible to adapt the sales process according to current complexity requirements. 

Therefore, it is necessary to deconstruct the process and get insights into the individual and 

organizational variables which influence the sales process and, finally, the sales 

performance. 

The present thesis provides theoretical, as well as managerial, implications for salespeople 

and sales managers. The contribution on the theoretical level includes a holistic view of the 

sales process and the empirical data form expert interviews. Especially the individual 

variables which are related to sales performance were developed during the research work. 

The managerial implication consists of the potential of sales person level variables and the 

possibility of adaption and communication. Furthermore, the interconnection of 

organizational and individual variables will help managers to adapt sales environments 

continuously to positively influence the sales performance. For example, through feedback 

from the sales force market solutions could be adapted to be more resilient to disruptive 

events from outside of an organization. Implications for salespeople could include more 

efficiency in resource allocation and a higher degree of freedom for the sales process. 

Implications for stakeholders like buyers or suppliers could be a long-term relationship and 

better understanding of the long-term strategy of both buyer and seller. 

 

1.5. Key terminology and moderator variables 

 

In the Table 1 below, the main key terminology which is used in the present study can be 

found. These key terms are discussed in chapter 2 which contains the literature review of 

this work. 
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Table 1: Key terminology and definitions 

Concept Definition 

Sales Process 
A system of elements containing a series of actions or 
steps primarily conducted by the seller aiming at business 
engagement and the buying process (Viio, 2011) 

Individual Sales 
Characteristics 

Characteristics which are needed to deploy solution sales. 
For example, experience in sales, knowledge of sales and 
risk assessment (authors definition) 

Sales Capability 
Value creation and adaptive capability on the sales person 
level to develop solutions which meet buyers or customer 
requests (Hengstebeck et al., 2022, p. 379) 

Solution 
A solution is a combination of products and services that 
creates value beyond the sum of its parts (Johannson et al. 
2003, p. 2)  

 

Management Theory  

 

Management theory is closely connected with leadership 
theory, and they are not defined in a common “wording” 
or “understanding”. However, management theory deals 
with the functionalistic institutions of an organization. 
(Darmer, 2000)   

Management 
Requirements 

Properties of an organization which are needed to enable 
solution selling on a personal or individual level (authors 
definition) 

Adaptive Selling 
Adaptive Selling describes the capability of a sales person 
to provide customized solutions to an individual customer 
request (Harindranath et al., 2019) 

Cognitive Capability 

Cognitive Capabilities means the capability of a sales 
person to contemplate, think and decide in various 
manner with the aim to influence the sales process 
(Mukherjee et al., 2012) 

Intrinsic Motivation 
Intrinsic motivation delineates a person’s motivation to 
complete a task or work for his or her own sake or 
enjoyment (Bande et al., 2016) 

Process and Structure 
The moderator variable process and structure in this work 
describe the organisational processes and hierarchy in a 
firm (authors definition) 

Experience and 
Knowledge 

With the experience and knowledge, the author means 
work experience in the field of sales as well as the 
knowledge in this field (authors definition) 

Communication 
Capability 

Communication capability in this context is the overall 
process of gathering, receiving or exchanging information 
between the seller and the buyer (Large, 2005) 

Sales Performance 

The sales performance will map a contribution for the 
sales person and finally for the company. In short terms it 
will be mainly financially figures but in the long-term 
performance also non-financial attributes could be 
counted. (Verbeke et al., 2011) 

Source: Author´s own design 
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1.6. Research process  

 

Research on a complex topic requires a well thought out research process. Therefore, the 

author searched in the literature data bases for different research processes. One of the 

important issues which arose through the specific literature research was the subject of 

logical processes. Peirce (1980) stated in his article that there are three different 

classifications in relation to working on a research topic. These are the abductive, deductive 

and inductive reasoning. 

In the complex situation of sales, the author chose the abductive approach for the stated 

problem. The abductive approach starts with an upcoming problem. This problem will have 

a literature background and will be explored in detail. To underpin or elaborate the reason 

of the problem the author seeks to find the best explanation to the complex topic to shed 

light on the situation.  Hurley et al. (2021) confirmed that abductive approaches for such 

complex studies are well justified in areas where many alternatives exist.  In the figure below 

a model of the used research process is presented. The “T” marks the theoretical part, and 

the “E” marks the empirical part, whereby the size of the arrow indicates the weight of the 

part in the respective research phase. 

 

 

Figure 1: Model of the research process 

Source: Author´s own design 
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The presented research process followed a more linear way, whereby the output of each 

phase was the input for the next phase. Each phase consists of a theoretical consideration 

and empirical research. Both parts have different significance in each phase and influence or 

overlap partly on the different evaluation stages.  

At the beginning of the research process a narrow literature research was carried out to 

receive a general overview of the solution sales topic and discover if there is a general gap 

traceable. After the short literature search a few qualitative interviews to verify if the 

problem matches both theoretical and practical area of research were conducted. The 

overlapping parts of theory and practice resulted in a deepening of investigation for the 

research process. It quickly became clear that this problem is of interest to academics and 

practitioners. 

The second phase offered a broader understanding for the research topic. So, the theoretical 

and empirical part partly overlap. Results from interviews gave inputs for further refinement 

of the literature research. On the other hand, the literature findings gave better input to clarify 

the questions for the interviewees. This interplay of the two layers allowed for deeper 

knowledge and a better process which helped improve the academic contribution of this 

work. 

This development required the refinement and adaption of the research process again. 

Through the literature findings it was possible to summarize variables and define specific 

moderators which influence the sales performance on the individual as well on the 

organizational level. The previously established research question was specified and 

adjusted according to the latest relationship between theoretical and practical findings. 

Through familiarization with the new information the individual sales person level was 

chosen as focus and relevant variables which influence sales performance were investigated. 

Since these individual variables always correspond with organizational variables, the main 

ones will be considered to gain a deeper insight into this level.  

To establish the theory from the gained literature research and empirical interviews the task 

was to review theoretical background of each variable to find the right alternative and 

interpretation and compare it the new findings from empirical interviews.  

The above outlined structure helps to understand the overall research process. Deep insight 

into sales processes was gained, especially in solution sales and the result was to choice of 
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the specific area of the influencing variables of sales performance. As the topic is very 

complex, it will be broken down in the next section.   

 

1.7. Hypotheses  

 

In the following paragraph the hypotheses were listed chronological for an overview. The 

detailed hypotheses development will be described in the chapter 2.7. Hypothesis H 2.1 to 

H 5.1 have the common rule that H1.1 is the prerequisite for sales performance. The 

hypotheses cover individual and organizational variables. 

The first hypothesis analyses the direct influence of solution implementation in a selling 

process. This independent variable has a direct connection to sales performance and is 

formulated as follows:  

H 1.1: Solution implementation increases individual sales performance 

 

The second hypothesis covers the individual sales characteristics of a salesperson. This 

independent variable could be influenced by three moderators like experience, knowledge 

and risk perception.  

H 2.1: Individually gathered sales characteristics will positively influence the sales 

performance 

 

The third hypothesis focus on sales capabilities of a sales person which could be influenced 

by the adaptive and value creation capability of a sales person. 

H 3.1: Individual sales capability characteristics will result in higher sales 

performance 

 

In the fourth hypothesis the author investigates in the communication capability of a sales 

person and used solution engagement and the communication channels as moderators. 
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H 4.1: Communication capability positively moderates the relationship between 

solution implementation and sales performance 

 

Because the present research covers individual and organizational variables the fifth 

hypothesis deals with the organizational requirements. The fifth hypothesis used resources, 

motivation as well as process & structure of an organization as moderators. 

H 5.1: Salespeople who get individual and suitable resources will increase their 

sales performance 

To understand the connection between the individual and organizational variables in 

accordance with depended and independent variables a research model was developed. The 

model explains the correlation between the five independent variables with the depending 

variable individual sales performance. Figure 2 below shows the research model including a 

detailed description of the moderators.  

 

Figure 2: Research model of hypotheses  

Source: Author´s own design 
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The detailed hypotheses development will be described in the chapter 2.7. In the chapter 4.2 

the analysis of the hypotheses is stated in the form of H1.0 to H5.0 (null hypotheses) and 

H1.1 to H5.1 (alternative hypotheses). 

 

1.8. Structure of the thesis 

 

This first chapter contained the introduction to the thesis. It described the general 

significance, gaps from the academic point of view and the contribution to the scientific 

literature. Sales performance is one of the most discussed variables in the academic field of 

B2B companies and depends on the different sizes of organizations, starting with retail stores 

to Multinational Companies (MNC´s). The thesis focuses on a specific part in sales called 

´solution selling´. It seems that solutions are becoming more and more important for a 

sustainable relationship between two companies.  

The aim of this work is to gather information from the existing literature, as well as from 

interviewees who are confronted with the vulnerable economy. Both information will be 

discussed in detail and broken down to the individual and organizational level. With the 

gained information from literature and practitioners’ variables which could influence the 

sales performance and help to understand the mechanism behind the sales processes will be 

developed. This information will help to answer the research question of how solution sales 

will influence the sales performance, as well as which variables are responsible for such a 

change. Furthermore, the first chapter will explain the key terminology which is used in the 

thesis to give a better understanding of the existing literature. Therefore, variables and 

moderator variables will be summarized and categorized, as well as own variables based on 

the literature developed. 

The chapter 2 is named literature review and describes the research concept and 

methodology and starts with an introduction to the sales topic. The aim is to provide a holistic 

view on sales and refine the view down to the specific problem of solution sales. To 

understand this complex topic this section will contain important information about the 

relation to definition of solutions in relation to sales. The main part in this chapter will deal 

with the review of the existing literature and the main findings on solution selling. In this 

section the significance of solutions will be developed and discussed in relation to the 

relevant variables. In the existing literature there already are different approaches to solution 
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selling but have not been broken down into the individual sales person level. Therefore, 

existing variables on organizational and individual level are used and will be extended by 

newly developed variables. 

 The research progress which is structured into four phases will be described in detail. Phase 

one will explain the general interest of solutions sales in the environment of sales supported 

by opinions of interview partners. The second phase describe the refined process of literature 

research, as well as a deeper insight gained from interviewees into the topic of solution sales. 

In phase three the gaps in the literature were identified and a quantitative survey of 300 

respondents was conducted. With the quantitative survey a better understanding of the 

influencing variables on sales performance and solutions sales should be established. The 

fourth and last phase will describe the analysis of the gathered data to test the established 

hypotheses. 

The main variables used in this chapter will also be discussed in relation to the existing 

theories. This will be necessary to understand the exact definition of each variable as the 

present thesis focuses on their relation to sales performance. Ambiguities with other relevant 

sales topics should be avoided. 

Besides the main part of this chapter the sales process will be outlined to conclude the 

description and discussions.   

Finally, the gaps and weaknesses will be discussed to underpin the importance of the 

research. 

Chapter 3 describes the methods, approaches and tools used this thesis. In this section the 

research methodology selection is outlined in detail. Based on the research procedure of 

Reinders and Ditton (2011) a research process was established. According to the developed 

approach it was possible to create a four-step research concept which is based on qualitative 

and quantitative phases. The chapter includes also the data analyses and ends up with the 

hypotheses testing. 

Chapter 4 will be used to present and discuss the empirical and theoretical findings in relation 

to the research question. This section describes the origination of a sales process from the 

beginning up to the conclusion. Therefore, all hypotheses will be discussed and interpreted 

according to the gathered information from qualitative interviews and the quantitative 

survey. The author revealed novel insights in the topic of solution selling and gained 
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practical guidance for sales managers. New scientific contributions were mentioned in the 

last section of this chapter. 

Chapter 5 provides the conclusion of the academical investigation. First this chapter gives a 

summary of various research in this thesis. The methodological and conceptual contribution 

will be discussed, as well as the managerial and practical implications. Furthermore, results 

will be summarized, and limitations of the study mentioned for further research.  

Chapter 6 will list all references used in this thesis. 

Chapter 7 will summarize the forms, tables and figures used to explain outcomes in detail. 
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2 LITERATURE REVIEW  
 

2.1 Introduction  
 

The present chapter of the research concept and methodology will explain the theoretical 

concept and methodology of the thesis. The concept is based on the existing literature. 

Therefore, the concept, as well as the methodology, is underpinned and justified according 

to the reviewed literature which will also be part of the present chapter.  

At the beginning of this chapter insights into the solution selling processes and the related 

theories behind those processes are given. Step by step deeper insights into the subject are 

revealed and the stated problem will be elaborated on. 

Attention will be drawn to the variables which were used in the research concept below. 

These variables and the related theories are connected to company resources and capabilities 

and are the cornerstones of the theoretical framework. 

Therefore, the existing theories used by other researchers will be highlighted and the 

reference to the stated problem discussed. Furthermore, the author will give the statement to 

the epistemological and ontological positions. 

 

2.1.1 Background and importance of solution sales 
 

In this section the literature review will be presented to explore solution selling in the sales 

process in a business-to-business context (B2B). To understand the topic of solutions it is 

necessary to get a broad overview and include different subjects from the literature 

connected to solutions. The review includes literature from marketing and sales, as well as 

service offering, whereby the focus was on solution offerings. The starting point is the sales 

environment and its challenges over the last decades, sales in general and the related 

stakeholder behaviour, as well as the environment, have changed significantly (Saura et al., 

2019). To predict and adapt the sales process to gain higher performance, the topic of 

solutions selling is interesting for scholars and the sales management. To conduct the 

systematic review the following main questions were used:  

How is solution selling related to performance and effectiveness? What are the influencing 

variables that moderate this sales performance? The target of the systematic literature review 
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is to get and holistic view of solution selling and of the entire sales process. Importance shall 

be paid to the moderators which influence the individual solution process to enhance the 

performance of a sales person. 

Through this systematic literature research, it was found out that there is a substantial number 

of literature resources about sales performance and efficiency. Scholars but also managers 

of a company are interested in adapting and investigating their sales processes to gain higher 

performance and increase the efficacy in their organization. This present thesis focuses on 

solution selling which is one possible part of the sales environment to improve the 

performance and efficiency. In this regard the author has reviewed literature on solution 

selling on organizational and individual level. The review showed that the majority of the 

research was done on the organizational level of solution selling and only little research on 

the individual level is available. One of the few articles which are available, examined the 

involvement of solution selling and the role of salespeople (Panagopoulos et al., 2017).   

 

2.1.2  Aspects and topics considered in the literature review  
 

Sales and solutions are a comprehensive topic in the literature and have to be reviewed in a 

selective way. The present thesis focuses on solutions created for customers in a sales 

process. These solutions could result in a specific product or service. Such solutions arise 

from individuals or teams of individuals. The literature was selected according to solution 

selling and the related processes on organization level, as well as individual level. Related 

to the topic, the review contains literature from the theoretical background of solution 

selling, industrial marketing, transformation of product-centred firms to solution selling. 

Specific interest in the literature was placed on the individual sales person level. Koponen 

et al. (2019) argued that little investigation was done on individual level which could be 

confirmed by the author. In this regard the review examined variables and moderators form 

the existing literature which could have influence in solution selling. Such effects and 

moderators are performance, efficiency, adaptiveness, communication, resources, and 

others. These variables and moderators should be used to combine necessary personal skills 

and techniques to influence the individual sales performance.  
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2.2    Selected sources for the literature review 
 

To conduct a thorough literature review it is necessary to cover a broad view of the subject 

and collect as much related data as possible. There are several methods available which can 

be used to gather background information. In this present study the author uses the method 

of mythological innovation which was described by Onwuegbuzi et al. (2010). In their 

research work they argue to use several alternatives to collect related data to the research 

topic and collect qualitative as well as quantitative data from the literature. Hurley et al. 

(2021) argue in the same way and defined this method as an abductive approach which is 

often used for complex topics in the academic literature. 

The literature review is a complex project and should be planned in detail. In this specific 

work the author follows the systematic steps of Rowley and Slack (2004) to conduct the 

literature review. They argued to start with the step of evaluating the information source, 

then moving on with the search process itself, creating the framework and concept and, 

finally, writing the literature review. 

The objective of this review is to analyse the existing literature in terms of solutions in a 

sales process with the specific focus on variables which influence the individual sales 

performance. With the gained expertise, it will be possible to deduct possible outcomes to 

improve solution selling on individual and also on organization level.   

In the first step the author will find out all about “solution selling” and “customer solutions” 

from the literature. Therefore, and general research will be done through the databases 

ABI/INFORM, GOOGLE SCHOLAR, SPRINGER, ELSEVIR, EMERALD, SAGE and 

STATISTA. In the second term the author refined the search through a combination of search 

terms. This will lead to systematically finding on articles depending to the actual research. 

For example, “B2B sales”, “business development”, “solutions”, “sales cycle”, “channel 

management”, “sales experience”, “customer experience”, “transformation”, “value based 

selling”, “salespeople” and “salesforce” were combined with “performance”,” efficiency”,” 

efficacy”, “adaptive”, “value”, “experience”, “role”, “capability”, “communication”, 

“expectation”, “motivation”, “risk”, “knowledge” and “resilience”, and others.  This 

combination of terms yielded more than 149 articles, books and further academic literature 

which would be used for further research. In the Figure 3 below the author describes the 

literature review process in three steps. 
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Figure 3: Literature review process 

Source: Author´s own design 

 

2.2.1   Structure of this chapter  
 

The present work is divided into different topics and subjects to provide a profound 

knowledge about the existing literature, research concept and methodology. First, the author 

examined the definitions of solution selling which could be found in the literature. Beyond 

the selected definitions and literature, the author summarized in the table below the level of 

research as well as the methodology and gaps. The next chapter will be the main part of the 

literature review and start with the main findings on solution selling. The next part will 

contain the key authors on solution selling and their core research. This part will reveal 

important variables which influence solution selling on organizational and individual level. 

The author then used these variables to find communalities as moderators on individual 

level. The next chapter will describe the related theory on solution selling and explain the 

fundamental relation to exiting theories. To get a holistic overview the author starts with a 

profound description about the sales process and its stages and then move on with 

management theories which are related to the revealed variables and moderators. 

Management theories includes adaptive, creative, motivation, organization, practical 

intelligence, communication, and performance theory. Finally, the author evolved the 

existing gaps from the selected literature to contribute and adapt the existing framework with 

the present thesis. 
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2.2.2 Sales process 
 

The aim of the literature review is to get a holistic insight into the solution selling 

environment. To understand the selling process in general and specifically in the B2B 

context, this section will describe the developments. The sales process was already 

interesting in earlier times which was recognised by practitioners and scholars. In the 19th 

century researchers in the field of sales established a first persuasion model called AIDA 

which is the abbreviation of the words Awareness, Interest, Desire and Action (Viio, 2011). 

Since that time scholars have enhanced the model to use it in a more professional way. 

Dubinsky (1980), referred to the AIDA model, and developed a modified seven step model 

which included a more detailed distinction of the different steps in a sales process. 

This seven-step model includes the following process steps: prospecting, pre- approach, 

approach, presenting, overcoming objections, clos and follow up (Dubinsky, 1980). Within 

the actual research, the step of pre-approach is important and will be discussed with different 

sales processes. Pre-approach includes the planning and preparation of a sales person before 

he gets in contact with the customer. Whereas the steps by Dubinsky (1980) focus on 

activities in a sales process, this thesis suggests that also including the preparation of the 

sales person to use these activities in the sale process would be needed to reach a better sales 

process. 

Moncrief and Marshall (2005) investigated the difference between traditional sales processes 

and an evolved sales process. Based on the seven-step model which represents the traditional 

sales process, Moncrief & Marshall (2005) argued that the market and the behaviour of 

customers has changed. They discussed that the traditional process needs to become a more 

relationship-oriented process. This underpins the importance of customer - seller 

relationship which will lead to solutions at the end of the process. 

However, the evolved new model of Moncrief and Marshall (2005) describes a 

transformation from a sequential process to an interactive process. That means that in a sales 

process not all steps must occur as its necessary in a traditional process. The most important 

distinction regarding that model is that the different steps could also appear at different sales 

stages. There is no defined start or end of the process. This shows that the process itself is 

adaptable on the situation or customer behaviour.  
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Traditional sales processes are nowadays in some way not effective enough to gain a better 

performance. Today the market and firms are changing their organization and strategy more 

frequently so that the sales process needs to be adjusted in order to increase customer 

orientation (Viio, 2011).  

Scholars in the academic field of sales processes have investigated the sales process to find 

possible solutions to adapt the process to fit for practitioners. Schmitz and Ganesan (2014) 

found that diversity in customer expectations is a trend in the current B2B sales environment. 

Firms struggle to find out customer expectations and then set up their business sales 

processes to fulfil the customer needs. Thus, it can be said that the first stages of a sales 

process are of utmost importance to establish solution selling through the entire organization.  

To overcome the fast changes of the market and sales behaviour a sales process needs a 

feedback loop to adapt the internal process steps. One such an adaptive process is described 

by Binckebanck and Elste (2016). Their process consists of four steps which include: 

customer contacting phase, customer information, buying process and after sales service. In 

each individual step there is an exchange of information and so it will be kept adjustable at 

any time. Also, this process model of a selling process focuses on the actions which are 

carried out during a selling process.  

Regarding solution selling, which is discussed in this present work, the main focus is on the 

individual selling level. One of the most frequently used sales processes which is outlined in 

the literature is the one by Tuli et al. (2007). This process describes a solution-based sales 

process from the customer perspective and includes the main steps of the solution. The 

relational process is divided into customer requirements definition, customization and 

integration of goods, deployment of products or service, post deployment and customer 

support.  

Figure 4: Solution selling process 

Source: Adapted from Tuli et al. (2007) 
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2.3 Definition of solution selling  
 

The first obligation to step into the topic of solution selling was examine what “solutions 

selling” stands for. Initially, it was found that there are different statements and arguments 

in the literature to describe solution selling. With little background on solutions, the 

definitions are not uniform throughout the literature on a holistic sales environment. 

Therefore, the literature was screened for definitions of solution selling and 13 definitions 

by important authors in the academic solution selling area were found.  

The table below summarizes definitions of findings for customer solutions which was 

evolved through a systematic literature review. The conducted literature included academic 

and practitioner sources to cover a holistic view on solutions. Summarizing the selected 

definitions, three commonalities were detected: Solutions are designed to meet customer 

needs, they combine a bundle of goods and services, and they are integrated in a process 

and/or organization of a customer’s application (Tuli et al., 2007). Tuli et al. (2007) 

established in their research the perspective of solution selling from the supplier and the 

customer side. The customer view has a more process-centric view whereas the supplier has 

a more product-centric view. The process-centric approach could also be found in service 

dominant logic literature which is closely related to solution selling (Lusch & Vargo, 2006). 

The Table 2 below lists the most important definitions for solutions in the context of sales. 

The complete list of definitions will be shown in Annex 1 in chapter 7.1.  

 

Table 2: Main definitions of solution in the academical literature 

Definition Level Methodology Author  
Solutions for a customer will integrate tangible 

and intangible components. 

Organization Literature research  Bond et al. (2020) 

A solution is seen in a wide perspective and 

consist of a relational process between 

customer and supplier. It combines customer 

requirements, customization and integration of 

products and services, post deployment 

customer support (p.2) 

Organization/  

Individual 

Empirical research 

with 125 

interviewees on 

suppliers and 

customers 

Tuli et al. (2007) 

Source: Author´s own design 
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Most of the reviewed literature refers to the organization level and describes the valuable 

processes and variables regarding solution selling. Few articles focus on the individual level 

which is confirmed by Koponen et al. (2019) and Ulaga and Koli (2018) who argue in the 

same way, that the research is scarce in the field of individuals. One of the few articles which 

investigate the sales person level in depth is by Panagopoulos et al. (2017) who describes 

the involvement of the sales person in solution selling on a personal level. 

Another aspect on the selected literature is the methodology. The author screened the 

literature according to the methodology and outlined it in the table above. There are literature 

reviews as well as empirical studies available. To achieve meaningful insights in the 

mentioned topic the study covers the whole relevant range of research.   

 

2.3.1 Fundamentals of the solutions selling theory 
 

Given the literature on sales and the related theory, two main theories will be used to argue 

for solution selling. These are the resource-based theory (RBT) and transaction cost 

economics (TCE) which are also the most used theories in relation to supply chain 

management, marketing or management (Gligor et al., 2019).  The RBT will be used to 

explore the strategic resources of a firm. Such resources are divided into tangible resources 

and intangible resources. Tangible resources would be physical assets like financial and 

human resources, raw material, machinery whereas intangible resources like organizational 

routines, behaviour of culture, knowledge, know-how, relationship with customer, customer 

experience, internal education resources would fall under intangible resources.  

Barney et al. (2001) argued in his research that the resourced-base view on a firm is 

necessary to understand the competitive advantage which is related to capabilities of a firm. 

Both resources and capabilities will represent a bundle of skills, processes and routines 

which are responsible to distinguish one firm from another. 

Worm (2017) and Wernerfelt (2005) draw attention to the fact that the basis for reviewing 

solution selling and its resources and capabilities is the RBT. Resources and capabilities are 

responsible for competitive advantage. Grant (2016) argued that knowledge and identifying 

knowledge is the most strategic resource of a firm.     

Competitive advantage is necessary in the free market to ensure innovation and 

outperforming their competitors. Solution selling is one part to ensure competitive 
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advantage. Porter (1999) stated that there are two main strategies to attain competitive 

advantage for a firm. The one is cost advantage and the other is differentiation advantage. 

For differentiation the innovation process and investments are important. Roper and Turner 

(2020) argued, referring to Schumpeter’s “growth model”, that innovation in difficult 

economic situations like a crisis could create new and ideal resources.  

This basic theory supports the idea that solution selling can create an additional customer 

value. This thesis wishes to adapt this current research based on these fundamental findings 

and extend it with qualitative and quantitative analysis. 

Nevertheless, the topic in general covers also parts of TCE. This present research should 

give a unique insight into the role of a sales person who is integrated into the organization. 

Therefore, also the second most used theory in the supply chain area will be included in this 

work to understand the differentiation to the RBT (Gligor et al., 2019). Resources and 

capabilities are tightly connected to cost issues and performance of a firm. Especially 

solutions cover attributes like investments and risks on different levels such as individual or 

organization level. Palmtier et al. (2007) argue to examine also TCE in relation to solutions 

to cover, on the one hand, the theoretical view and, on the other hand, the managerial 

relevance which is rarely outlined in the literature.  

The investigations mentioned above will be based on the RBT.  Additionally, aspects of the 

TCE will be considered to cover cost impacts and describe performance in a broader context. 

To emphasize the importance of the subject of solutions in this present work gaps in the 

existing literature must be pointed out. These gaps comprise the individual view on solution 

selling in different aspects. A sales person is a crucial factor for solution selling. That means 

that the people who have to find solutions have to have all necessary resources and 

capabilities to establish solutions for the customer. The gaps will be explained in more detail 

in a specific chapter. 
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2.4 Main findings from existing literature  
 

Many studies have been conducted in the last years regarding sales solutions or service 

strategies. In the literature the term ‘solution’ is closely related to the term ‘service’ and they 

blur in a certain way. However, solution in B2B seems to be interesting for scholars and  has 

been researched widely in the recent years (Eggert et al., 2014; Worm et al., 2017).  

Many of the studies in the literature address that solutions or solution selling in the B2B 

environment could elevate firms to a higher level of performance. Guido (2012) and 

Koivuniemi (2016) confirm this with their research that customer solutions will be effective 

and have a high priority for firms around the globe. 

Scholars distinguish between the individual sales person and organization level and focus on 

their established reviews or empirical projects. In the literature review only, little research 

was found on the individual sales person level. The majority of research was done on the 

organization level (Koponen et al., 2019; Panagopoulos et al., 2017; Ulaga & Kohli, 2018). 

This finding illustrates one of the biggest gaps in this subject.  

The author examined different studies and literature and found out that solution selling is 

often related to the process of transformation from products-centred firms towards solutions. 

Linz and Müller-Stewens (2012) argued that the way from product selling to solution selling 

is multifarious. For example: differentiation from the competitor to raise price margins, 

differentiation in relation to the product itself (nonexchangeable goods) or creating a 

sustainable partnership and customer experience. The transformation could have several 

reasons but in most cases the perception of the customer is involved in the starting point of 

change. As described earlier, the globalisation, as well as the technical distribution, have 

increased and have brought great information potential to the customer.  

That means that the power has moved from the manufacturer to the customer or buyer 

(Holland & Young, 2010). The behaviour in sales has so far changed through all processes 

and underpins the important topic of solution selling. This was also recognized by another 

research in this field (Linz & Müller-Stewens, 2012). 

The dominant factor in the sales process seems to be the buyer who is in the position to push 

the shift from product-centred buying processes towards solutions. One of the main reasons 

for companies to do so is to outsource components or parts of production and focus on the 

own competences. At the same time, the firm could be more flexible and reduce costs and 
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could lower the invested capital (Linz & Müller-Stewens, 2012; Lovelock & Gummesson, 

2004).  

In general, the solutions are described as an integrated customized bundle of goods to meet 

a customer need. However, Tuli et al. (2007) stated that it is of importance to reflect upon 

this and also investigate how the customer may think about this topic.  

This is important to check expectations of buyer and seller. Customers’ or buyers’ needs 

must be checked from the seller’s side to create solutions and establish partnership with the 

customer. This thesis uses the question of Tuli et al. (2007) and will investigate the individual 

level to investigate the expectations placed on sales persons to provide solution selling. To 

research this specific attribute the existing models as well as the existing individual variables 

and moderators will be reviewed. 

With the examination of definitions in solution selling a broad overview of the key authors 

in the field of solution selling was created. To get a deeper insight into solution selling and 

the related variables the core topics to evaluate further ongoing selection of the literature 

were established. 

Tuli et al. (2007) argued that the view on solution selling is different between the supplier 

and the customer. In his research he focused more on the organization level rather than on 

the individual level. However, he was one of the scholars who explicitly mentioned that 

suppliers tend to have a product-centric view, whereas customers tend to have a process 

perspective or solution view.  Such a viewpoint includes the requirement definition, 

customization and integration, deployment, as well as the post deployment support.  

To deconstruct the sales process and to verify each process element a deep understanding of 

how organizations deal with individuals in an organization is necessary.  Since this thesis 

wishes to find out which variables influences sales performance, it is necessary to examine 

the existing variables on organisational and individual level. Scholars before recommended 

similar approaches, which confirms the contribution to this present thesis. 

Sawhney (2006) investigated the properties which could have an influence on the 

effectiveness of solution selling. He starts first to identify or analyse the customer problem 

and ends with the products or services to overcome the problem which are called solution. 

Hereby, the knowledge of the customer organization and the related products or industry is 

of utmost importance.  
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It was found that the process perspective was used by many researchers to develop their 

perspectives and research (Panagopoulos et al., 2017; Salonen et al., 2020; Worm et al., 

2017; Macdonald et al., 2016; Verbeke et al., 2016). This underpins the importance of 

investigating the process-oriented view in more depth and taking a closer look at the 

individual sales person level.  

Besides the process level at different stages in a solution process the related variables and 

moderators play a crucial role. If the variables and moderators could be defined for selected 

behaviours it would be possible to adjust the solution selling process to be more efficient 

and gain a higher output performance. Tuli et al. (2007) examined variables which describe 

what the supplier needs to offer to provide effective customer solutions on an organizational 

level. This shows the importance to investigate the needs of the sellers and buyer’s side.  

The aim of Tuli et al.’s (2017) article, as well as for other researchers from the table below, 

was to research and gain insights into variables which have influence on solutions on 

organizational or individual level. This thesis focuses on the variables which could be found 

in the literature. These variables do not strictly relate only to the organization level but also 

affect the individual level.  

The table below splits the existing variables into organizational and individual variables. 

Even when the original article focusses on the organizational level, the variables themselves 

have influence on the individual level. In this case the few articles in the field of individual 

level were focused on and a good allocation of the variables was the goal. 

In the next stage the extracted variables were summarized into umbrella variables called 

developed moderator variables. These moderator variables could have influence on sales 

performance and will be investigated further.  

All the variables were developed by the main authors in the field of solution sales and will 

have highest importance. Through finding commonalities between theses variables the right 

moderators which have influence on the individual sales performance were established. 

With the transformation and segmentation of the variables into moderators, it is possible to 

use them for the further framework. The hypothesis will be constructed accordingly and will 

be tested through different stages. This will be explained in the chapters below. 
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Table 3: Consolidation of individual and organizational variables  
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As can be seen in the Table 3 above, moderator variables which correlate with existing 

variables from the literature were developed. The moderator variables are derived from the 

authors own research and will be used for the further framework. In addition, to the 

developed moderator variables one further moderator was added. Risk perception will also 

be used in the present investigation because this topic was also present in some rare literature 

findings and was mentioned as important in personal interviews. All moderator variables 

used are summarized below: 

 

Moderator variables for solution selling - related to resources and capabilities 

• Process & Structure – (Resource)  

• Experience - (Capability)  

• Adaptive selling capability - (Capability)  

• Knowledge - (Resource & Capability) 

• Motivation - (Capability)  

• Resource - (Resource)  

• Communication - (Capability) 

• Solution engagement- (Capability) 

• Value creation capability - (Capability)  

• Risk perception (Capability) 

 

2.4.1 Variable and moderator related theories 
 

Based on the literature research variables and related moderators for solution selling which 

could have influence on the performance of an individual sales person were revealed. 

Churchill et al. (1985) investigated in a meta-analysis to find out associations between sales 

performance and related determinants. The research showed that one of the first criteria is 

the personal factor followed by the skills of the sales persons. After that he ranked role 

variables, aptitude and motivation. On the last place the organizational factor could be found. 

The result of Churchill´s research showed that in the past the type of product was the basis 

for the sales performance.  



37 
 

Behaviours of seller and buyer have changed so that these variables and moderators have to 

be examined in detail. Contributions on the sales person level will be interesting for 

practitioners as well as academics at that point. To understand the basis of the revealed 

moderators the author investigated the theories which will be explained below. 

 

Moderator levels for solution selling – related theories 

• Adaptive Selling - (Script Theory)  

• Value creation capability - (Creativity Theory)  

• Motivation - (Intrinsic Motivation Theory)  

• Process & Structure - (Organisational Theory) 

• Experience& Knowledge - (Theory of Practical Intelligence) 

• Communication & Engagement - (Communication Theory) 

• Resources – (Performance Theory) 

• Risk perception (Risk Processing Theory)  

 

2.4.1.1 Adaptive selling – script theory 
 

Cognitive research has been interesting for the sales since the 1980´s. Since that time 

scholars have recognised that cognitive behaviours of the individual sales person could have 

influence on the performance of the sales person (Weitz et al., 1986). Saxe and Weitz (1982) 

as well as Weitz et al. (1986) have laid the base for research on adaptive selling. The 

awareness of the cognitive behaviour of the sales person in different situations in a sales 

process shed a new light on the sales strategy. If a sales person could use their cognitive 

knowledge to adapt the sales strategy, they would be more profitable than others who do not 

follow such a cognitive behaviour. Bonney and Williams (2009) described in their research 

that the cognitive-based individual sales person’s cognition is related to script theory. 

Salespeople who continuously use adaptive behaviours must have knowledge of and 

experience with interaction with customers. In this perspective the first phase of identifying 

customers’ personal needs and customer type behaviour is important to adapt the sales 

strategy if needed (Evans et al., 2000). 



38 
 

Adaptive selling behaviour has a great influence on the selling environment in general. 

Individuals in the whole selling process will benefit it they have adaptive knowledge and 

could use it in their daily business. This ensures that the foundation of the script theory 

routine behaviours could be used which promises a more effective performance in the 

working routine.  

Since the behaviours and expectations in sales have changed Wang and Netemeyer (2004) 

concur that solution selling needs a wider understanding and adapting process. They argue 

that customers expect a more active role than only receiving products or service information. 

The new generation of salespeople is forced to implement new ideas to fulfil the customers’ 

requirements. In other words that means that a sales person has to be creative in finding 

solutions for the customer. Bonney and Williams (2009) additionally stated that solution 

selling has changed the behaviours on customer and seller so that standard routine scripts 

are not enough for successful solution selling. The sales person’s capabilities in the area of 

cognitive knowledge must be trained much more than the previous years. 

 

2.4.1.2 Cognitive capability (value creation capability) – creativity theory  
 

 Salespeople are the forefront of a company and generate leads for a firm. Customers who 

are seeking for a counterpart who could create solutions for their own demands are looking 

for creative and solution-oriented salespeople (Wang & Netemeyer, 2004).  

Creativity is part of social psychological theory which was earlier only a personal approach 

(Williams & Yang, 1998). Nowadays, creativity knowledge helps a sales person to 

understand and solve customer problems. Even if there is an existing solution which does 

not fit exactly for customer’s needs, creativity could help to change the perspective and find 

other solutions which will fit better to the customer expectations.  

Creativity is no longer only tied to the personal psychological system. Sternberg and Lubart 

(1998) emphasized that the interaction of individuals with the environment and the existing 

related components must converge to enhance creativity. Especially in solution selling the 

sales person is involved in different processes or is working with multiple partners to create 

a solution. Creativity and the related theory are more and more important to provide novel 

practical ideas. The advantage of creativity is that it is for free and everyone could learn 

creativity. Also, practitioners could be creative and provide novel solutions for customers. 
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Creative ideas are not restricted to a specific part of academia. They could be created by 

anyone (Nickerson, 1998). 

 

2.4.1.3 Intrinsic motivation – intrinsic motivation theory 
 

Salespeople can be distinguished according to with which they do the job of selling. The 

effort they invest in their job will bring a better performance at the end even when it is not 

in the short but in the long run.  

Some of the people will need the motivation from their management or from the sales 

champion to be motivated. Others have their own motivation to contribute their best 

performance.  This self-motivation is called intrinsic motivation (Wang & Netemeyer, 

2004). Intrinsic motivation means that salespeople do not need an external motivation from 

the management. It is their own desire to do the best job or perform better in the next 

situation.  

The intrinsic motivation is based on intrinsic motivation theory and argues that people who 

are competent and use effective strategies feel good. If such people then get additionally a 

tangible reward the intrinsic motivation will be amplified (Deci et al., 2001).  The intrinsic 

motivation is closely connected to satisfaction as well as creativity. Similar to creativity a 

sales person needs time to develop solutions and so characteristics like creativity are needed. 

To provide new ideas scholars expect that a sales person will need a certain autonomy to be 

creative. Such autonomy in the job could strengthen the characteristic of intrinsic motivation 

(Hackman, 1980). 

The present work will check the motivation of salespeople and managers in a leadership 

position with regards to solutions. It is expected that the intrinsic motivation could also 

amplify other factors which are needed for solution selling. Zhou (1998) stated that 

intrinsically motivated individuals tend to also have other characteristics which could result 

in a better individual performance.   

In general, scholars agree that external motivation from management or organizations, as 

well as intrinsic motivation, improve performance and positively influence the individual 

sales person (Rubenson & Runco, 1992).  

 



40 
 

2.4.1.4 Process and structure - organizational theory 
 

Salespeople work with customers, in teams or alone. However, the sales person is always 

integrated in a team and the team in business units and so on. This depends on factors like 

company size, product or culture. Organization theory is used to describe how individuals 

or groups work together and how the organization is structured. Organizational theory is 

related to management, as well as system theory (Hewege, 2012). Starting from the classical 

theory via systems theory the aspect of accounting becomes more and more relevant for 

organizations.  

As described above, the sales environment has changed dramatically, and the market is less 

predictable for firms. That is why scholars argue that management control and accounting 

will have influence and this is described today by contingency theory. 

It is necessary to understand how organization adapt and react according to their 

environment or the contingency influence factors (Hewege, 2012). As the market and 

behaviour of the stakeholders changes continuously, there will be no common solution for 

all companies (Otley, 2016).  

Also controlling has changed over the years and the balanced score board card was 

established in the 1990s. Regarding solution selling and the in-depth interviews conducted 

regarding solution selling and surviving crises, many customers could consider further non-

financial targets which are related to solution selling. A possible key performance indicator 

(KPI) could be the years of partnership or the time resources needed from offer to contract. 

It seems that the current situation will shape the sales environment again in the direction of 

a stakeholder approach. 

From the perspectives of management accounting and solution selling the present analysis 

shows that the future is quite unpredictable so KPI´s have to be adaptable and should be 

readjusted periodically. The frequency of adjustment is given by the market or sales 

environment itself. 

Otley (2016) examined in his research the independent and dependent variables of 

management accounting which includes the most common variables such as: technology, 

uncertainty (competition), organization size, employee’s engagement. These independent 

variables are connected to dependent variables which are described as performance, 

effectiveness, innovation, design of systems which can be related to solutions. 
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Accordingly, this thesis will use similar dependent and independent variables. In the 

literature relation to solutions, these variables are also called factors and moderators (Bonney 

& Williams, 2009). In that regard most articles mention effectiveness and performance as 

interesting for solution selling, as confirmed by Otley (2016) who revealed that effectiveness 

is used in contingency theories as one of the KPI of organizations. In most cases the 

effectiveness of the organization will be defined as financial performance.  

 

2.4.1.5 Experience and knowledge – theory of practical intelligence 
 

Companies tend to have a mixture of old and young people. This should ensure that 

experienced old people will pass on their experience and knowledge to the younger ones 

(Hansen et al., 1999). On the other hand, the younger people will implement new ideas in a 

firm to possibly adapt standard processes. 

In general experience and knowledge is closely connected in theory as well as in practice. 

Knowledge could be seen as an intangible asset of an individual human and underpins the 

experience (Smith, 2001). 

Of course, there will be base knowledge which will be attained through education at school 

or at universities. If sales persons then work in a firm which produces special products, they 

have to gain a different type of knowledge of their own products and also of the product of 

the customer. Beyond that base knowledge the sales person will gather customer experience 

over time. The more experience the sales person has the higher is the expectation of the firm 

regarding faster and higher sales performance.  

In the literature two different types of knowledges are stated. One is the explicit knowledge 

and the other is the tacit knowledge. Explicit knowledge is academic knowledge which is 

well known and written in a formal language. Such knowledge will be trained at schools or 

universities. Tacit knowledge describes the practical and action-oriented knowledge which 

is based on personal experience (Smith, 2001). 

It was concluded from academic literature that tacit knowledge is mainly the experience 

which individuals have as an intrinsic characteristic or which will be attained over time from 

personal work experience. Experienced people in the sales environment are often called 

champions. Champions are used to instruct younger and new salespeople (Salonen et al., 

2020).   
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Experience in the role of a sales person, and related to the topic in this present work, will 

mainly depend on the customer and product experience as well as the organizational 

experience. As described several times before in this section, the sales environment and 

behaviour has changed and will continue to change. To be more resilient, individuals like 

sales persons, but also other individuals of a firm, have to learn from these changes and 

enhance their capability to improve the practical processes (Matthew & Sternberg, 2009).  

The existing literature describes that experience will be learned through practice over time 

and reflection on the outcome of the activities. Since industries differ it is not easy to find a 

common ground to teach experience. This gap was addressed in the literature (Cianciolo et 

al., 2006).  

To attain customer experience will not be an easy task, so scholars have investigated if 

experience could be taught. Mathew and Sternberg (2009) have focused on developing 

concepts for training methods of experience-base knowledge in their research. As a result, 

they assert that experience is based on the cognitive awareness of an individual and underlies 

three selective processes: encoding, combination and comparison of information. 

Based on research of Matthew and Sternberg (2009) as well as on social theory-based 

methods, scholars know that training of individual and cognitive behaviour will enhance 

learning ability and improve gaining experience. 

The current work will contribute to existing literature in those salespeople, but also the 

leadership of sales departments will be interviewed about their opinion regarding experience 

and previous work experience in sales. The intention of this work is to develop possible 

concepts how experience and knowledge could be transferred from champions to 

salespeople. 

 

2.4.1.6 Communication and engagement (capability) – communication theory 
 

Communication between humans is omnipresent. More than that, the technology has 

changed significantly so that it is possible for everyone who has a mobile device to 

communicate anywhere. In the last decades the technological change has elevated 

communication to one of the most important topics in sales. The present research focusses 

on the technology, as well as on the salespeople who use technology to communicate. 
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Besides the great potential of technology, individuals are necessary to communicate between 

two parties.  

In a B2B sales setting the salespeople are the ubiquitous source of communication between 

the buyer and the seller (Sharma, 1999). Because the entire sales environment is getting more 

complex, the salespeople play an important role in a sales setting. They are responsible for 

enhancing the relationship between the buyer and the seller (Homburg et al., 2011; Tuli et 

al., 2007). 

Since nowadays different possibilities are available for communication the human 

communication between buyer and seller is important. In times of the internet and cyber 

communication the personal contact, as well as the cognitive behaviour during a 

communicative action would be useful in a sales setting. 

Fawkes and Gregory (2000) argued that communication between humans in sales could be 

traditionally divided into different levels. The first level is the intrapersonal level which 

means the communication of individual with themselves. Secondly, there is the interpersonal 

communication which describe the communication between two individuals. Related to a 

B2B setting this will normally be the case when a sales person is in a sales situation. The 

third level would be the communication within a group up to 20 people. Finally, there is the 

organizational communication which has defined structures regarding how to communicate. 

Whereas communication in general is well researched by scholars, communication in 

relation to business development has not been explored in detail (Koponen et al., 2019; 

Alamäki & Kaski, 2015). 

Koponen et al. (2019) performed in their research an in-depth sales interview with both 

practitioners and educators which are in the field of B2B environment. The aim of this 

research was to find indicators for sales performance in relation to communication 

behaviours. The findings where that beside the common categories like cognitive, 

behavioural, and affective characteristics, salespeople need to have sales acumen. Sales 

acumen is defined as a sales person possessing characteristics like leadership skills, 

understanding and knowledge to convince customers. 

A sales person who has sales acumen will use different styles of communication. It depends 

on the sales situation which style will be the best to achieve the highest performance and 

meets the customer expectations. The commonly used styles are storytelling and adaptive 

selling. 
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Storytelling is often used to provide a link between events or deliver information through 

different perspectives (Gilliam & Flaherty, 2015). Salespeople who use storytelling can build 

trust and convince a customer of their own product or service. Depending on the industry 

and culture of a customer, the salespeople have to decide which communication style is 

useful. Bellizzi and Hite (1985) assert that putting a little pressure on customers with closed 

questions in combination with storytelling could be helpful to convince a customer. Besides 

these aspects they further argue for using simple language to avoid uncertainty or 

misunderstandings in communication.  

Adaptive selling, which was outlined earlier in this chapter, depends on script theory. This 

means that depending on the situation the sales person will use defined tactics to convince 

the customer. To provide and use defined tactics scholars have defined scores for selling 

orientation – customer orientation (SOCO). Saxe and Weitz (1982) have established a 24-

item version which relies on the self-assessment of the sales person and is related to the 

needs of the customer. A general approach is also not possible because each selling situation 

is unique. Adaptive approaches are highly context-driven and depend to a high degree on the 

seller’s experience (Giacobbe et al., 2006). 

 

2.4.1.7 Sales performance - performance theory 
 

Performance and efficiency are key words in relation to solutions selling. The aim of solution 

selling is to improve both areas. Many scholars state that solution selling could increase sales 

performance and make processes more efficient (Bonney & Williams, 2009; Tuli et al., 

2007). This may be true if the seller has implemented solution selling throughout the entire 

organization and on the individual level. If the strategic work isn´t settled properly the firms 

could have no improvement in performance. It could get even worse, so that the profitability 

will decline (Johansson et al., 2003). The same finding was stated by Roegener et al. (2001) 

who mentioned that many suppliers are not in the position to attain their margins they expect 

from the customer. 

The obstacle to increasing the performance is that there is not a universally applicable effect 

of the theory. That is why firms are struggling to integrate solution selling and achieve a 

better performance. The empirical research shows that only one out of four companies gain 

an extra margin of three to seven percent of return on sales (Johansson et al., 2003). 
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Sawhney (2006) asserted that solutions are more complex and, therefore, salespeople need 

more time to understand the problem an discuss the problem in detail with the customer. 

This leads, in general, to longer sales cycles with solution selling which has to be considered 

when a firm transition from product-centred selling to solutions. Within longer sales cycles 

a sales person is supposed to support the customer through the whole sales cycle and even 

longer. During this time a sales person could get unique information and insight into a 

customer’s firm or process. 

With a profound and specific customer knowledge and general experience in sales it would 

help a sales person to adapt their selling behaviour and, thus, contribute to the individual 

sales performance (Weitz et al., 1986; Sujan et al., 1994). Scholars have recognized many 

social factors are related to selling in general and are important for a sales person. 

Sawhney (2006) argue that the shift form product-centred firms to offering totally integrated 

solutions will pay off in several ways. The business with existing customers could be 

extended because companies offer a wider product or solution portfolio. Additionally, the 

customer can shift some of the work to the supplier side and so move the responsibility away 

which creates a benefit for the customer and a higher opportunity for the supplier. Sawhney 

(2006) stated in his research also that if the supplier found a specific solution, the supplier 

has less competition because the substitution barrier of the solution is higher for competitors.   

One possibility to achieve a better performance through solution selling is to redefine the 

entire value chain. Wise and Baumgartner (1999) call such and process downstream. They 

argue that the complete value chain needs to be redefined and set up for solution selling. The 

traditional view of profit as the margin earned on the sale of a product is then no longer valid. 

Solutions need to be conceptualized in a different way regarding performance. On the one 

hand there is the financial performance and on the other hand there will be the non-financial 

performance.  

Stanley and Wojcik (2005) suggest a holistic view on solutions and their related processes. 

If suppliers ignore these processes the additional cost will increase, and the performance will 

be underdeveloped.  
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2.4.1.8 Risk perception – risk processing theory  
 

Salespeople are required in their daily business to sell products or services or a bundle of 

both, which are called solutions (Galbraith, 2002). When salespeople leave their usual way 

to sell their products or services, they enter unfamiliar territory. Salespeople will face 

challenges when they have left the product sales and go into the direction of solution selling. 

Maier (2021a) revealed in his pre study through qualitative interviews that risk perception is 

an important topic for salespeople. An investigation of risk perception is necessary when 

companies try to transfer their sales form product centric to solution sales.  

There is no evidence whether solution selling harms the sales performance because of risk 

perception. However, risk in general is present for salespeople who are at the customer. 

There are many risks like performance risk, financial risk, social risk and many others. In 

relation to the present research the focus will be on the individual performance risk for 

salespeople. 

Especially for a single sales person, the risk perception is one variable which will be 

examined in future research. When people are not trained or confident in a sales situation to 

have the right tools to establish a solution they could fall into a conservative attitude. This 

may get salespeople in inconvenient situations and create obstacles in their sales process 

(van der Borgh & Schepers, 2018). 

In order to find out which theory is the basis for risk perception, the literature was screened 

for a definition. One useful definition could be found in the research of Conchar et al. (2004). 

They described the risk perception related to individual behaviour and how decisions are 

made. Risk perception, therefore, will be described via the perceived risk processing theory. 

Van der Borgh and Sherpers (2018) built their theory framework on conservative sales 

behaviour in relation to the perceived risk. This view is similar to and meaningful for the 

present thesis because similarities between the product centred view and the solution sales 

view can be seen. Product centred could be seen as conservative products whereas solutions 

are individual new products. However, Van der Borgh and Sherpers (2018) describe the risk 

perception theory in different phases and different risks relate to individual salespeople.  

In B2B sales situations and in combination with solutions sales the performance risk will be 

interesting in further investigations. Performance and risk are closely connected in sales 

processes. Johnson and Sohi (2016) argued that salespeople’s efforts to sell new products 
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will turn into positive performance on the individual level. When salespeople are convinced 

of their product or service they will readily go the extra mile to engage with the customer 

and close the deal. 

Allcot and Sweeney (2016) in contrast found out that salespeople strive to fulfil their sales 

targets when they have to promote their new products or services. One of the reasons could 

be that salespeople have to be sure to understand the new product in detail before they 

explain it to the customer. Challenges or problems may occur while trying to find a solution 

for the customer. So many uncertainties could appear. 

The more uncertainties appear the closer the salespeople will tend towards a more 

conservative solution (Jost et al., 2003). This may hinder the solution sales process and will 

be a big challenge for companies to transfer their product-centred business into solution 

business. For such extreme situations scholars found that B2B companies are considering 

exchanging entire sales organizations and sales teams to transition from product-centred or 

conservative selling to solution sales. 

 

2.4.2 Why to use moderators in this context? 
 

The author verified the developed moderators with the existing literature and discussed 

scholars’ opinions on the subject. 

The research of Bonney and Williams (2009) deliver important insights on the sales person 

level. They argue that salespeople who follow the strategy of solution selling have to have 

the skill to recognize opportunities. It is necessary to recognize patterns and behaviours of 

the customer’s business environment. These observations have to be transformed into 

actions by the sales person who should achieve a positive performance for the firm but also 

for the individual sales person.  

The view of Bonney and Williams (2009) underpins the that the personal skills of a sales 

person could be one of the factors which will elevate solution selling to a better output level. 

Therefore, it is necessary to investigate the sales person’s skills and education so that these 

sales persons are well prepared for solution selling. 

Variables which could influence the salesperon´s effectiveness are an important aspect and, 

thus, this work wishes to find out the most relevant variables and moderators which influence 
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solutions on an individual level. These variables effect supplier and customer in a certain 

way. Tuli et al. (2007) revealed that solutions effectiveness depends on the customer’s but 

also on the supplier’s behaviour. Both parties have to understand their core competence to 

understand the partner’s role and adapt their internal processes.  

There is no strict separation between organization and individual level. Both should be 

balanced and continuously adapted. 

Bonney & Williams (2009) studied the cognitive insights of a sales person in relation to 

solution selling and explored three cognitive processes – ”Awareness, Problem-solutions 

discovery and evaluation” (p 5). The three-step cognitive process is similar to the process 

steps of Tuli et al. (2007) which are called Requirement definition, Customization and 

Integration, Deployment, Post deployment.  

The fact that solution selling is seen as process will help to gain understanding of the 

expectations placed on the sales person to fulfil the requirements. Researchers in this field 

have made comments which underpin the importance of this view. The present work 

contributes to existing literature in this direction. 

Looking deeper into the key research on variables and moderators, the following insights 

could be derived from the literature. Tuli et al. (2007) argued that the communication of the 

value which a customer derives from solutions is important. Therefore, it is necessary to 

understand the relational processes between supplier and customer. Communication of 

features and benefits to convince a customer is not an easy task for a sales person. To 

communicate efficiently in selling situations salespeople have to understand the solution 

process as a whole. Only when the sales person is fully involved in the process of 

understanding the needs, identifying the operation context and providing a customized 

solution they will have success (Cerasale & Stone, 2004). 

Dhar et al. (2004) also stated that sales persons have to invest time and high outlays in 

identifying the customer’s needs and finding the right strategy to meet these needs. Again, 

it underlines the need on the individual level to be prepared to find and recognize the needs 

of a customer.  On the other side the management must provide the right resources (time, 

communication techniques,) to establish solutions. 

Resources depend both on individual level but also on the organization level. A sales person 

has to have enough resources which are tangible and intangible to recognize, understand and 
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develop solutions. Chonko and Jones (2013) confirm that the model of solution sales requires 

handling resources carefully. They recommend that beyond the traditional characteristics 

like persuasion the salespeople should become experts in resource planning.  

Bonney & Williams (2009) mentioned that the existing literature is limited with regards to 

research on the sales person cognition. This topic is known by academic scholars, but 

research is scare in terms of solution selling. The research of Bonney & Williams (2009) 

explained a new construct of the cognitive base of a sales person. As the trend of solutions 

is continuing in the B2B environment, recognition of sales opportunities will influence the 

success of solution selling.  

Resources can be divided into tangible resources and intangible resources. Tangible 

resources are physical assets like financial and human resources, raw material, machinery 

and alike. Intangible resources are organizational routines, behaviour of culture, knowledge, 

know-how, relationship with customer, customer experience, internal education resources 

and the like. 

Barney et al. (2001) argued in this research that the resource-based view on a firm is 

necessary to understand the competitive advantage which is related to capabilities of that 

firm. Both resources and capabilities will represent a bundle of skills, processes and routines 

which are responsible for distinguishing a firm from another. 

Resources are the foundation which a firm on organizational level but also and individual 

sales person is based on. This present work focuses on the individual level and reveals the 

necessary capabilities to prepare salespeople for solution selling. In this matter special 

attention will be given to knowledge. 

Sales person with expert knowledge use more strategies to adapt their communication to 

persuade a customer (Bonney & Williams 2009). Such sales experts are also named 

champions in the literature (Salonen et al., 2020). Findings from scholars provide evidence 

that the knowledge and also other moderators are combined in a relational solution selling 

process. Knowledge and education, which is a part of knowledge, plays and important role 

for the sales person through all the different phases mentioned by Tuli et al. (2007). 

Evans et al. (2000) stated in relation to solution selling that effective sales persons first scan 

the customer. After the first identification and through the profound knowledge the sales 

person will adopt the right strategy to convince the customer of the solution. Weitz et al. 
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(1986) mentioned that the term solution selling was not a common wording in the academic 

field. The term of solution selling evolved through several changes in the sales environment. 

Through the differences in knowledge of a sales person and also through the usage of the 

term itself, solution selling become more and more known in the academic field and has 

influenced the individual sales performance.  

 

2.5 Gaps and weaknesses of existing literature 
 

The mainstream of research has provided significant benefits for the sales practitioners and 

academics. It was revealed that the majority of research was done on the organizational level, 

but the sales environment is not a monotonous field. However, scholars have recognized that 

there is a move in sales into a direction of solutions and services. A few articles which argue 

in the same direction were found. On of these articles was written by Wang and Netemeyer 

(2004) who argue that there were few investigations in solutions to explain the relation to 

performance and sales models.  

Many scholars recognized that implementing solution selling is not an easy task. More 

research should be done in this direction in a general view. To highlight this importance, the 

findings of Wise and Baumgartner (1999) who carried out an empirical analysis are relevant. 

A survey of 1.000 largest manufacturers has revealed that only eight outperformed the S&P 

500 and one third of the companies see their stock value decline. These companies were 

structured in a product-centered way and did not manage to transform into solutions 

businesses. 

One reason why they fail could be the not well-defined role of sales persons in solution 

selling strategies (Worm et al., 2017). This underpins the current research question to 

investigate the individual sales person level and the variables which are related to sales 

performance.  

Wise and Baumgartner (1999) argue in the same way that manufacturer or product centred 

firms have to rethink their strategy. Manufacturers know their core competences well. 

Besides this main or core activity these firms have to go downstream to the customer. In 

such a downstream process which includes financing, maintenance, spare parts or other 

consumables, the firm could create additional value for the customer. 
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There is a lack of research on the individual level which is important for solution selling. 

Tuli et al. (2007) described their research in a more contractual theory than evidence testing 

theory. Recommendations for further research would include topics such as the measurement 

of the effectiveness of solutions, evolving variables and their moderators both on supplier 

and customer side.  

The present work will focus on the current literature of scholars in this field and contribute 

to the existing research. Variables and moderators which influence solutions selling on the 

individual level seem to be significant. Bonney and Williams (2009) revealed in their 

research that a possible factor whether a solution processes is effective or not could be the 

sales capability and, in particular, the cognitive processes of individual salespeople. 

Academic research on cognitive properties of a sales person is scarce. For more evidence 

these capabilities will be tested within this thesis.  

Profound customer insights are of utmost importance to create solutions for a customer. 

Purchasing contacts are not enough. The sales person has to know multiple levels of the 

organization like engineering, management, manufacturing and finance. All these people 

have a crucial role and are necessary to provide added value for the customer (Cornet et al., 

2000).  

Williams and Plouffe (2007) stated that cognitive bases have a significant influence on the 

individual characteristics of a sales person. Such factors influence the effectiveness and 

should be considered in solution selling. However, times have changed and some of the 

factors are not relevant anymore. The reason is that the B2B environment is much more 

complex than years ago. A similar notion has been put forward by Sternberg and Lubart 

(1998) who argue that the success factors in sales the environment have changed over time.  

Besides the mentioned and confirmed general contribution of solution selling, researchers 

agree on further research on the individual sales person’s skills as well as on the necessary 

characteristics for transforming from product sales to solution sales (De Jong et al., 2014; 

Evans et al., 2012; Blocker et al., 2012).  

Koponen et al. (2019) mentioned another important gap in his research. Given the fact that 

salespeople are one crucial source for building long term relationships to the customer, the 

communication capabilities of salespeople were focused on little in past investigations in the 

academic field. Therefore, Koponen et al. (2019) contributed one of the few articles in this 

field. The present thesis will build on these examined findings.  
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Communication capability to create solutions at the individual sales person level is 

underrepresented and should be more investigated as was argued by scholar who have been 

working in the communication field for years (Blocker et al. 2012; Hossain & Gilbert, 2021). 

Communication is responsible for the relation between the seller and the buyer and directly 

connected to the performance characteristics. This understanding is necessary to investigate 

in detail and understand the mechanism between seller and buyer. 

Based on the found gaps in the literature, research will be done on organizational and 

especially on individual variables like skills, knowledge and motivation. The present thesis 

will pursue existing research and contribute to the current literature which is useful for 

scholars and practitioners.  

 

2.6 Research model 
 

As discussed above, the most cited and used theories for sales processes, especially regarding 

sales performance, are the resource-based theory (RBT) and transaction cost economy (TCE) 

(Gligor et al., 2019).  Worm et al. (2017) used the same basis for their research on firm 

performance where the performance must be defined clearly. The communalities to the 

present subject of sales performance could be found in both individual and organizational 

variables. Therefore, the theory of RBT depends on resources and capabilities which overlap 

in both variables of the individual and organizational level. The perspective of TCE will be 

included as well.  However, this theory will only refer to a few variables like risk perception 

and the related costs.  

The author combined the theoretical concept of Worm et al. (2017) which focus on levels 

related to sales the performance with conceptual frameworks of other researchers which 

focus on the variables linked to sales performance.  

Literature which examines the variables in relation to sales performance either on the 

organizational or individual level will use a classification scheme (Churchill et al., 1985; 

Verbeke et al., 2011; Salonen et al., 2020). 

The author complements these theoretical findings by deploying a discovery-oriented, 

theory-in-use approach to create a research as well a conceptual model. The research model 

is illustrated in the figure below. Therein the interconnection between the solution selling 
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process and the individual sales performance is shown and the influencing variables will 

have direct influence on the process.  

The research model is related to the work of Tuli et al. (2007). Tuli et al. (2007) defined the 

customer solution process in four different stages. The first stage is described as “customer 

requirements” the second stage is “customization and integration of goods and/or services” 

the third stage is the “deployment” of solutions and the fourth stage is the “customer support” 

process (Panagopoulos et al., 2017, p.145).   

Prior studies have focused on the organizational level even when they were related to Tuli´s 

et al (2007) process. However, to contribute to existing literature and get new insight into 

the role of sales persons, Panagopoulos et al. (2017) argue for paying attention on the sales 

person level instead of the organizational level. The present research, therefore, focuses 

especially on the individual level and deconstructs the four-stage process which was 

established by Tuli et al. (2007). Interconnection between the organizational and individual 

level will be described in detail in the later stages of this thesis. Find below in  Figure 5 the 

description of the research model of the hypothesis’s development. 

 

 

Figure 5: Research model of hypotheses development 

Source: Authors own design 
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In the introduction chapter the research question was stated and variables regarding the 

individual sales person level which have influence on the sales performance were examined. 

This question was established because two main gaps are relevant in the literature. 

Firstly, the relationship between performance and sales models was hardly researched with 

regard to solution selling (Wang & Netemeyer, 2004). Secondly, there is a lack of research 

on the individual sales person level which is important for solution selling (Tuli et al., 2007). 

Within the literature review significant academic literature was examined and it was 

investigated which theory was used in past research for similar problem statements. It was 

found that there were lot of investigations in the past using the psychological classification 

scheme (Churchill et al., 1985). Verbeke et al. (2011) stated in his meta-analysis research 

that the past articles mainly looked at the personal characteristics as determinants of sales 

performance. He argued, and that was also mentioned by scholars in the past, like Churchill 

et al. (1985, p.117), that further research should be done on “influenceable determinants of 

sales performance”. Furthermore, Verbeke et al. (2011) recognized that the topic of 

communication in sales will be crucial for further research. He stated that the communication 

in general, the communication channel itself as well as the personal communication 

capability will be subjects for further research on sales performance. 

The gaps recognized will be considered in the following chapters. The outcome should be a 

great contribution to the existing literature as well as on the managerial sales level. 

 

2.7 Hypotheses development 
 

2.7.1 Solution process and sales performance 
 

In the chapters before the sales process was described in detail. This sales process has 

improved over the last decades. The reason why the processes have to be adapted from time 

to time was because the environment or the behaviour have changed. In the early 19th 

century, the AIDA model which was a rough four step model was well established (Viio, 

2011). Managers at these times saw the big potential in sales and margins which results in 

sales performance. Currently another factor plays a crucial role, the globalisation. It is 

possible to sell rare goods from other continents with big margins. All these circumstances 

force sales managers and scholars to improve the sales process. Dubinsky (1980) refined the 
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process into a seven-step model which created a more accurate sales process. This includes 

advertising, planning, production, and so forth. Within this improvement it was possible to 

increase the margins and sales performance. Then, the sales process worked because the 

economy was improving most of the time and the products were requested from the market. 

The market was tied to companies that offered these products or services. The sales power 

was with the producer or manufacturer and not with the customer (Holland & Young, 2010). 

 A dramatic change began around the year 2000. With the arise of the internet and 

digitalization and the existing globalization, customers had the chance to find products or 

services on a much bigger platform. It was possible to source now from all over the world 

with nearly similar conditions. This was the time when product-centred firms started to face 

difficulties with their sales processes and strategies.  

Since that time companies have struggled to find the right process to achieve an increasing 

sales performance or at least keep a sustainable sales performance. Moncrief and Marshall 

(2005) argue that the traditional sales process must be changed from and sequential to an 

interactive process. This means that a process should be adaptable so that the products or 

services could be adjusted according to the customer’s expectation.  

The power has changed from the producer to the buyer or customer (Holland & Young, 

2010). From that time on scholars recognized that solutions must be considered in a sales 

process besides product-centred production. Many scholars like Tuli et al. (2007), 

Binckebanck and Elste (2016) or Worm et al. (2017) conducted investigations. The main 

message from theses scholars is that for solutions the sales process has to be adaptable and 

interactive. 

Hulthén et al. (2016) who was deeply involved in the measurement of performance, stated 

that the total process of sales and the operations planning is the key concept to increase the 

sales performance. He also mentioned that many companies struggle and have problems to 

increase the sales performance. The main reasons are that there is no standardized process 

to measure sales performance, the performance itself is not clearly defined in the literature, 

measurements mainly depend on hard figures of revenues on the organizational level and 

not on the cross-functional processes or individual levels. 

The mentioned shift from the sequential product-centred processes to the interactive 

processes under consideration of the cross-functions could lead to higher sales performance. 
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In that way the first hypothesis was defined and will be tested through the qualitative and 

quantitative survey. 

 

H1.1: Solution implementation increases individual sales performance 

 

2.7.2  Individual sales characteristic 
 

Figure 2 shows the research model and indicates the individual sales characteristics. Within 

each variable moderators which would influence that variable are mentioned. 

Salonen et al. (2020) encourages the view that risk perception and experience will have 

influence on the sales performance. He relied on configuration theory to describe the 

necessary conditions to create solution selling engagement. The engagement process is 

important to prepare people to offer solutions and convince the customer or buyer. In the 

present research it is assumed that the salespeople are engaged and in the position to present 

solutions. However, configuration theory is often used for complex problem statements at 

individual or organizational level (Meyer et al., 1993). The explained theory assumes that 

specific conditions must be present to get a causal output of a process or situation.  

The statement of Salonen et al. (2020) that specific conditions must be present to achieve 

target is supported. In the present thesis the target will be the individual sales performance 

and, therefore, gained practical experience plays a crucial role. Therefore, the approach of 

the practical intelligence theory was used. Prior research in this field revealed that solution 

selling experience could help salespeople to engage with solutions selling processes (Franke 

& Park, 2006). These investigations support the current problem statement and will provide 

contributions on the individual sales performance level.  

However, these conditions shall be added with additional knowledge which will be 

transferred through trainings to the salespeople. Weitz et al. (1986) stated that the gained 

practical skills and knowledge will help salespeople to engage with solutions. The present 

thesis contributes to this practical experience with professional knowledge for solutions. If 

salespeople got professional trainings, they would be more confident in using different 

methods in sales situations and, thus appear confident to the customer. The concept of 

training will be reviewed in detail so that the professional training as well as the training by 



57 
 

sales champs will be explored. Salespeople, especially in the onboarding phase, could benefit 

if they were trained by a sales champ (Keränen & Liozu, 2020).  

Additionally, the risk perception should be steered in a positive direction. Risk perception is 

a very important topic on the individual sales person level. If people are not aware of the 

sales situation or do not feel confident to establish the right solution people, could develop 

a conservative attitude. In that way, risk perception could create obstacles in solution sales 

(van der Borgh & Schepers, 2018). 

This thesis contributes to the existing research on individual sales characteristics through 

using existing theories and findings from the area of solution engagement and adding more 

moderators to determine which variable influence sales performance. 

 

H2.1: Individually gathered sales characteristics will positively influence the sales 

performance 

 

2.7.3 Sales capability 
 

Sales capability is mentioned in the research concept as an individual variable. From the 

literature numerous views on sales capability could be gathered. It is one of the most 

important variables in reference to the individual sales performance. 

Worm et al. (2017, p. 498) defined the moderator variable “sales capability” as summary of 

attributes of knowledge and identifying decision makers. He argues that solutions must be 

sold to the right people, otherwise the process will be inefficient, and resources may be 

wasted. The related theories behind the view of Worm et al. (2017) but also of Ulaga and 

Reinartz (2011) and Tuli et al. (2007) are the resource-based theory (RBT) and transactional 

cost economy (TCE).  

In this thesis sales capability is understood as the moderator’s adaptive capability as well as 

value creation capability. With former research the focus was placed on the organizational 

level. This present research put the focus on the individual level of salespeople so that the 

background would be slightly different.  
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Salespeople are forced to adapt their sales concept at the customer. Whereas Worm et al. 

(2017) used their research to identify the right decision maker, this thesis wishes to find the 

right sales concept or behaviour. The adaptability of salespeople depends in that way on the 

script theory and in connection to resources at the organizational level. In contrast to 

Panagopoulos et al. (2017) who worked on one of the rare projects related to individual sales 

persons, this thesis focusses on the adaptability of the sales process itself. Panagopoulos et 

al. (2017) used their investigations to find a relation between the product adaptability and 

the sales performance. It was found that the product adaptability has a positive influence on 

sales performance. This thesis can, thus, connect to the research of Panagopoulos et al. 

(2017) and contribute information on the adaptability of the individual sales process at the 

customer.  

The adaption of the sales process will have influence on the TCE perspective. If salespeople 

cannot identify the right way to sell the solution, it will create an inefficient sales process, 

and this will have direct influence on the sales performance.  

Adaptive capability is tightly connected with the value creation capability. In the literature 

value creation capability is mainly allocated to the organizational level but the present 

research proposes to see the main advantage with the salespeople themselves. Worm et al. 

(2017) investigated in his research when solutions will pay off. Through intensive literature 

review he found out that there is less value creation know-how available among B2B firms.  

Existing literature has mainly focused on the organizational level with regard to value 

creation. That means that when a firm creates value for their customers, the focus is to 

establish or create a new solution in the form of a product or service. This will induce new 

processes or machines and create costs for the organization (Tuli et al., 2007).  

This research aims at examining this variable of value creation capability on the individual 

level. This thesis wants to verify if individuals are in the position to improve performance 

when creating an additional value during the sale process. 

Ulaga and Reinartz (2011) confirm that sales capability will be of utmost importance for 

sales performance because it has direct influence on profitability. This recognition on the 

organizational level will be extended to the individual level though the present research.  
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H3.1: Individual sales capability characteristics will result in higher sales 

performance 

 

2.7.4 Communication capability 
 

Communication, especially the direct sales person communication, is crucial for seller and 

buyer communication (Panagopoulos et al., 2017). In a B2B sales situation the value creation 

or solution will be established by two parties. On the one hand there is the seller and on the 

other hand there is the customer or buyer. Both parties have to communicate in an effective 

way to find the right solution for the problem. This shows that communication capability 

will be responsible for the performance of a company and implicitly also the performance of 

the individual sales person. Hossain and Gilbert (2021, p. 222) support this view and argued 

that “$ 9 trillion U.S dollar” will depend on sales communication.  

 

Communication has a long history in the academic field and was examined in different ways 

in relation to sales and sales performance (Anders et al., 2020; Blocker et al., 2012). Most 

scientific articles deal with the channel selection, communication techniques and the 

personal physiological factors of communication (Maier, 2021b).  

Through detailed investigation in prior research of individual parameters it has been found 

that many articles focus on the interpersonal skills level (Rentz et al., 2002).  

The historical studies revealed a useful parameter to understand the importance of 

interpersonal skills, however a communication capability conceptualization is missing. 

To extend the foundation of the conceptualization, the present research focuses on individual 

communication capabilities which are related to the sales performance. This includes, for 

example, the communication frequency, the communication channel, with whom will be 

communicated and many more aspects.  

Previous investigations have revealed that the importance of communication in the field of 

sales is essential for performance characteristics. However, studies, in particular the 

communication impact in a B2B sales cycle, must be researched for a better understanding 

in relation to the sales performance (Cano et al., 2005).  

One of the rare articles in this specific area was written by Koponen et al. (2019, p. 238) who 

focused on four competences on a sales person level.  These are: “behavioural, affective, 

cognitive communication component and sales acumen”. 
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Considering the vulnerable sales environment, the recent crises have changed the behaviour 

of customers or purchasers. Such challenges were recognized in the past but not in this 

frequency with which they have occurred over the last years. Due to digitalization and 

globalisation these cycles of changes are becoming shorter and shorter. D’Urso and Rains 

(2008) argued that communication theories need to be rearranged which happened 

automatically to a certain extend. Because of communication technology advancement like 

social media, the salespeople are forced to communicate continuously through platform 

technologies (Anders et al., 2020).  

Furthermore, the frequency of communication with the customer has changed dramatically. 

Whereas in the past the verbal communication was well established and sufficient for many 

B2B companies, most of the communication has moved to emails. E-Mail communication 

has been established as the standard communication in B2B (Baeva, 2016). 

The salesforce is driven to have much more communication than in the past. Thus, 

salespeople are forced to be economical with their resources. However, it is argued by 

scholars like Cano et al. (2005) that whatever channels are available the important point is 

to understand the customer’s preference with regards to communication. This means 

communication capability is the understanding of the customer’s needs in all areas. In this 

way the salespeople have to pay attention to the complex topics of the customer. Anders et 

al. (2020) confirmed in quantitative research that customers prefer multiple channels of 

communication.  

These findings are a good foundation for the present thesis and research which wants to find 

out explicit communication capabilities which are needed in the daily business of 

salespeople, and which directly or indirectly moderate the sales performance. Additionally, 

based on Koponen et al. (2019) the sales acumen, which shows significance on the individual 

sales person level, will be examined in detail to find a better understanding of whether there 

is a correlation between the sales person’s acumen and individual sales performance. 

Related to sales acumen, the attention of a sales person and especially the listening process 

will be important to be scrutinized during the research process. Both attributes of attention 

and listening were mentioned as underrepresented in former research. Blocker et al. (2012) 

as well as Hossain and Gilbert (2021) argue that effective communication requires a 

professional background of sales training. Emphasis, therefore, will be given in the research 
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of the present thesis in the capability of salespeople who are in the progress of B2B solution 

selling. 

Besides the communication aspect between the seller and the buyer, the salespeople must be 

convinced to be engaged in solution sales. Ulaga and Reinartz (2011) state that not all 

salespeople who are in sales positions are ready to deploy solutions in their daily business. 

This forces the management of firms to invest in communication with their salespeople. 

Ulaga and Loveland (2014) argue that salespeople or even parts of the salesforce must be 

replaced to engage the salespeople for solution selling. However, this view needs to be 

verified in the abductive research process through quantitative and qualitative interviews and 

surveys. The main problem with engaging salespeople for solutions is the fact that in the 

past the power was with the seller Holland and Young (2010) and so the seller sold mainly 

the single product or service. In recent years this power has shifted to the buyer or customer 

so that the firms are driven to leave the path of product-centred sales towards to solutions.  

Salonen et al. (2020) revealed through their literature review three main insights which are 

interesting for solutions selling. Salespeople must be motivated, engaged and trained for 

solutions which is, in the present thesis, more related to the individual's sales characteristics. 

This basic criterion is confirmed by Verbeke et al. (2011).  

The innovation in this respect is that this thesis will highlight the solution engagement aspect 

between the seller and the customer or buyer. In past research this focus was only on the 

seller’s organization. Thus, the work by Homburg et al. (2009) and Salonen et al. (2020) is 

used to shift the focus to the seller and the customer. With the abductive research process 

this thesis will offer unique insight and contribute to existing research. 

 

H4.1: Communication capability positively moderates the relationship between 

solution implementation and sales performance 

 

2.7.5 Management requirements 
 

The variables above describe the individual parameters of sales persons related to their 

moderator variables. These variables will be tested through their hypotheses whether they 

have an influence on the individual sales performance. 
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Because sales performance depends on individual and organizational parameters an umbrella 

variable called “management requirements” was created. This variable will be moderated by 

three variables which emerged by searching the literature regarding organizational 

moderators. These variables are resources, motivation, and process & structure.  

Resources are the backbone of an organization. When academics think of resources in 

relation to strategies, Michael Porter’s analysis of the strategy against competitors will often 

be discussed. This states that the internal environment has been analysed according to its 

strengths and weaknesses but also the external environment like competitors or customers 

will be reflected (Grant, 1991). 

The resource-based theorie (RBT) on a firm’s organization is important because resources 

are involved in several stages of a sales process. Especially for the strategy development, the 

RBT as well as the capabilities of the organization could be a good foundation. 

Barney et al. (2001) stated that the conventional resource-based view on an organization has 

changed since their first research 1991. However, from the standpoint of today, the standard 

situation is that companies must answer the following questions. What is the firm´s business? 

Who are the firms’ customers? And which of the customers’ needs could be fulfilled? 

The contribution of this thesis is that the focus will not be on the firm’s external position but 

on similar questions of the RBT from the organization related to the internal salespeople. 

The questions include the mission of a company beside the resources and capabilities. 

• What is the salespeople’s role and which resources do they need? 

• Who are the salespeople´s customers inside / outside of the organization? 

• Which organization resources are needed to satisfy the salespeople? 

These crucial questions were developed during the abductive process of the pre stages for 

this thesis. With the view from the organizational level towards the individual sales person 

level, the above mentioned three main variables crystallized: resources, motivation, and 

process & structure. 

Salonen et al. (2020) argued in their research, regarding transformation of salespeople from 

product-centric sales to solutions, that the organization has to provide individual and 

organizational resources. They recommended special support by different resources from the 

organization which help individuals to transition to solution selling. 
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The author sees similarities in this approach for the present investigation and formulated the 

related questions in the qualitative survey. 

Regarding resources for the sales process and the organizational structure questions were 

posed regarding the flexibility and the clarity of the organization. Both attributes are 

important as salespeople are confronted with a fast-changing sales environment and also 

changing positions internally. 

The moderator variable motivation which is normally not expected as an organizational 

variable is included. The contribution of this thesis is that the focus is on the individual sales 

person’s performance. That is why the organization has to motivate the salespeople to have 

the right ideas for customers’ solutions.  

In the literature the motivation related to solutions is combined in the wording “value-based 

selling” (VBS). Value-based selling is tightly connected with solutions which will be 

provided for customers. In the research of Mullins et al. (2020) it is discussed that when new 

products are established or positioned on the market which is like establishing solutions for 

the customers. However, Mullins et al. (2020) argue that the individual motivation as well 

as the team motivation is important and influences the individual sales performance. Little 

research is available regarding motivation and the direct influence on sales performance. So, 

the present thesis contributes to the existing literature with the new view on the role of 

resources in solution selling. 

 

H5.1: Salespeople who get individual and suitable resources will increase their 

sales performance 
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3 RESEARCH METHODOLOGY  
 

In the chapter above the literature findings as well as the theoretical relationship of sales 

were discussed. Especially, solutions sales and the influence on sales performance are 

interesting for academic’s researchers as well as for managers in their organizations. In that 

manner different variables and moderators were screened and analysed. For example, 

adaptive selling, cognitive capabilities, motivation, experience & knowledge, 

communication, risk perception, process & structure as well as resources were explored in 

detail. Based on the theoretical findings through the literature review empirical data was also 

gathered to provide a well-founded research result. 

 

3.1 Methodology selection 
 

In the present chapter the methodology and approach applied in this thesis will be expanded 

on. In case that there is always an interplay between the empirical and theoretical phases the 

author described in a narrow part the literature search process. The full description of 

literature review will be outlined in the chapter above. In the following parts of this section 

the emphasis will be on the four research phases which are: Phase 1 – Qualitative Pre-study 

1; Phase 2 – Qualitative Pre-study 2; Phase 3 – Quantitative Survey; Phase 4 – Data Analysis. 

The interview phases as well as how the in-depth interviews are conceptualized will be 

described. Furthermore, the development of the quantitative survey will be explained and 

analysed including categorization and coding for the online survey. 

In order to explain the details of the methodology it is necessary to explain why and how the 

following methods were used. At the beginning a problem between solution sales and sales 

performance was observed in practice. The question whether this problem existed in the 

literature and, if yes, whether answers were available, emerged. Thus, the literature research 

was started and it was found that in general literature in this field is available. But when 

examining the subject of solutions sales the impression that little research had been done on 

the individual sales person level was soon confirmed. However, there is literature about sales 

and solutions, so it is not a completely new topic for scholars. Thus, it was decided to 

continue with a descriptive research method. The descriptive research method is often used 

for problems where literature is in general available. To examine the specific research 

question that addresses a gap this method is recommended. McCombes (2022) argued for 
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using the descriptive method for problems where literature exists, and the existing gap 

visible in practice needs to be verified. 

Since it was decided to examine the sales population of Austria and Germany regarding 

solution sales and the related sales performance, an initial feedback from practitioners was 

regarded as helpful. This is why it was decided to structure the research procedure in pre-

studies with qualitative interviews to develop the scale for the overall and final survey.  

Through the qualitative input of the pre-studies additional information was gained from  the 

interviewees. The most significant benefit, however, was the qualitative contribution on the 

subject.  

Qualitative interviews are characterized by a high degree of openness towards the object of 

research and the views of the persons observed. This means, that the chosen method should 

be as open as possible. This leaves the interviewees enough room for their own explanations 

in an interview. Through the gained additional information, it is possible to adjust or to adapt 

the quantitative survey. Reinders and Ditton (2011) defined in their research a schematic 

procedure for a qualitative research procedure and a separate one for a quantitative 

procedure. This schematic design was used and adapted for the present thesis. Since the 

quantitative survey was administrated through two qualitative pre-studies, the schematic 

procedure was divided into two circles. The first cycle was responsible for the pre-studies 

and the second cycle was responsible for the main survey of the thesis. This procedure 

ensures systematic approach to these complex subjects. The following figure show the 

generated procedure. 
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Figure 6: Schematic procedure of research  

Source: Author´s own design in the style of Reinders & Ditton (2011) 

 

 

3.2 Research concept 
 

At the beginning of this thesis general information about sales and sales performance was 

provided. This was necessary to step into the academic literature and find the smooth 

approach to the subject. The furthers necessary academic literature were collected through a 

systematic literature review. The formal steps were described in detail in chapter 2.2. 

Through deeper insight into sales and the related literature the idea emerged that it would be 

beneficial to combine the quantitative survey with qualitative interviews. The best solution 

would be to have different pre-studies to gradually get closer to the problem. Hulthén et al. 

(2016) carried out a similar analysis in performance measurements processes and used 

multiple case studies which were helpful to conclude his investigation. Another similar 

recommendation and approach were employed by Do and Mai (2022). Do and Mai (2022) 

did deep investigations into the organization learning environment and derived conclusions 

regarding firm performance. He also argued the qualitative phases contribute to quantitative 

research. Especially in complex topics this could help to create a broad understanding and 
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include different views of the interview partners. For the present thesis it seems that this 

approach could be successful and, therefore, two qualitative phases were included. This 

approach is called abductive approach in the academic literature. The abductive approach 

starts with gaps in the literature. These gaps have to be identified and then analyzed in detail. 

Complex topics like solution sales could be examined by an abductive approach. Hurley et 

al. (2021) stated that the abductive approach could be an appropriate tool for such 

multivarious topics. 

Gioia (2021) confirmed that using qualitative methods contributes to the quantitative survey. 

It enables greater depth of the subject and creates the ability to adapt the next stage of the 

research. Especially in sales, where it is necessary to adapt the research context according to 

the current situation, this would be a great benefit. 

It was decided, to carry out different pre-study phases consisting of empirical qualitative 

interviews. These interviews were entirely carried out by the author himself. This was 

complex and intensive but gained a specific and broad insight into the subject of the thesis. 

The interviews themselves were structured in an open way as semi-structured interviews. 

With this method the questions are formulated to gain as much information as possible in a 

short time. The formulation of the questions partly followed Krosnick and Presser (2009). 

The fact that the author interviewed all interview partners by himself provided many 

meaningful insights.  

Below the research concept is shown in detail. The author developed a systematic gain in 

knowledge about solutions sales and the revealed literature gap. With this concept it was 

possible to structure this complex topic into different “smaller” phases. Panagopoulos et al. 

(2017) who researched in a similar field of sales also used different phases for the research 

concept. Both the general literature and existing research concepts in the field of sales 

underlined the value of this research concept for the present thesis.  
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Figure 7: Research concept  

Source: Author´s own design 

The following chapters will outline the research phases in detail. 

 

3.3 Phase 1 – Qualitative pre-study 
 

To get an overview of sales processes and the existing literature an online search to find out 

basic information from academic publications was carried out. This initial literature review 

was necessary to define the problem and gaps in the literature. After a short time of review 

it could be seen that the topic of sales processes had quite a long history and is also discussed 

in present and up to date articles and journals. Especially solutions in connection with sales 

will be an interesting field of research (Bond et al., 2020).  

The objective of the general online search was to gain a general impression of sales and the 

related processes. To get a more specific insight into the complex topic, it was decided to 

get access to academic data bases to continue with the literature review. Therefore, the author 

used the university library as well as the university online databases. The following online 

data sources were used for the systematic literature review: ABI/INFORM, GOOGLE 

SCHOLAR, SPRINGER, ELSEVIR, EMERALD and SAGE and STATISTA. 

An iterative process to refine the search results and get a deeper insight into the academic 

problem was used. In the first academic search process the terms “solution selling” and 

“customer solutions” were used to receive more specific information.  
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After receiving some specific information it was concluded that the selected topic of 

investigation was of great interest for scholars. Research in sales would have a greater benefit 

if there were also managerial implications. Therefore, a general interview phase in different 

industries was carried out. Empirical feedback supports the literature review and will provide 

additional current information from the industry.  

The author conducted six in depth interviews in different industries (oil&gas industry, 

energy industry, construction industry, process industry, certification services and business 

consulting services). To get an overview of the solutions sale’s topic the interview questions 

about the topic solutions in a sales process were constructed in an open way. In other words, 

it was assumed that companies used a product-focused strategy and the question whether 

solutions could help improve profitability was put in the foreground (Maier, 2021b). The 

detailed questionnaire can be found in Appendix 1. 

 

The following categories were used for the interviews: 

1. Demographics 

2. General topics  

3. Products and Service 

4. Customer 

5. Sales representatives 

6. Organization 

7. Colleagues 

8. Sales Performance 

9. Education 

 

3.4 Phase 2 – Qualitative pre-study 
 

According to the findings of the first phase the second phase of research and was planned 

and another pre-study was conducted. This was necessary because in the literature and, 

especially in the managerial environment, solution selling is not well established. The second 

phase was broken down to individual level and the connections of solution sales with sales 

performance. Therefore, the drivers and moderators (variables) related to sales and solutions. 
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The literature research was refined again to get a more target-oriented information on the 

topic solution selling and the associated variables in relation to sales performance.  

To identify the required literature in relation to solution selling and sales performance the 

keyword search was extended. The following keywords were used: B2B, sales channel, sales 

cycle, sales performance, customer solutions, customer relationship, solution selling 

methods, sales person resources, sales force transformation, and so forth. The author 

searched for citations in promising articles and carried out manual search in sales and 

marketing in journals like Journal of Marketing, Journal of Personal Selling, European 

Journal of Management, Journal of Academy of Marketing Science, Journal of Industrial 

Marketing Management, Journal of Management and others.  

The following online data sources were used for the systematic literature review: 

ABI/INFORM, Google Scholar, ELSEVIR, EMERALD, SAGE Premier, Springer Compact 

and Statista. 

In the second phase the search was refined through a combination of search terms. This led 

to systematical findings on articles related to the current work. The presented figure below 

shows the refined search process.   

 

 

Figure 8: Literature review and analyse strategy  

Source: Author´s own design 

 

The systematic approach requested the refined and adaptive literature review as well as 

gathering information from practitioners. In that way the author planned in depth interviews 

with specific industry partners to get deeper insight into solution and sales.  

In this pre-study the author conducted ten in-depth interviews to get practical feedback which 

could contribute to the literature review at this stage of research. The author developed 

interview questions which were used for an empirical interview pre study based on the 
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concept of expert interviews (Wassermann, 2015). Schütz (1972) argued that an expert is a 

person with profound knowledge of a specific area in his business.  

The first pre-study focused on practitioners in different industry sectors. In the second stage 

the intention was to get a deeper insight into the knowledge of experts in different industries. 

Therefore, the “Austrian Foreign Trade Office” was contacted to get the contact details of 

experts in different Austrian industries. 

The contacted interview partners were selected from the following segments: mechanical 

engineering, energy services, building industry, industrial service industry, software service, 

medical device industry, certification service, healthcare products, process gas industry, 

consulting services. The selected interviewees are 50% from industry segments and 50% 

from the service segments. In order to get academically relevant feedback the division of 

experts into industry and service segments was necessary. 

The author selected ten potential interview partners who are experts on sales and/or 

leadership in sales. In the B2B context some of the salespeople could also have a dual 

function in their organization. On the one hand they are primarily the sales representatives 

for the company they work for, but on the other hand they receive products or services which 

makes them customers, too. This is quite an interesting position and a contribution gained 

from the pre-study. If people are in such a position, they will have a more holistic view on 

the process compared to people who have only one function in an organization.   

The in-depths interview questionnaire comprises the following categories with the focus on 

variables in sales which are connected to solutions. All categories contain three questions 

which are formulated for an open answer. The questions were constructed and designed  

according to the work of Krosnick and Presser (2009). In the in-depth interview the 

following categories were used to gather as much information as possible. 

 

1. Demographics  

2. General  

3. Adaptiveness 

4. Cognitive Capabilities 

5. Motivation 

6. Process & Structure 



72 
 

7. Experience and Knowledge 

8. Communication 

9. Resources 

10. Risk Perception 

11. Capability & Resources 

12. Ranking 

 

3.5 Phase 3 – Quantitative pre-study 
 

From the gained knowledge of phase 1 and phase 2 the research was refined and finalized 

with phase 3. Like in the first phase the main interest of practitioners was in the uncertainty 

or risk perception besides knowledge and resources, whereas the second phase revealed the 

variables communication, motivation, and experience & knowledge.   

These findings are of great interest and draw attention on the connection of the variables to 

sales performance. 

The next step deepened the literature research to reveal more about solution selling and the 

research of academics in this field. The research showed that most of the research was done 

on organizational level. Panagopoulos (2017) confirmed that only a few academic articles 

describe the individual sales person level in the context of solutions and the related sales 

performance. Based on the revealed empirical research from phase 1 and phase 2 as well as 

from the literature review, a summary of existing individual and organizational variables 

was established. These variables are influenced by moderators. The moderators could be 

discrete and/or detailed properties which could have an influence on the variables. However, 

several moderators were described and summarized under specific umbrella terms. For 

example, intrinsic reward and work engagement will be covered by the umbrella term 

“motivation”. The summary of these variables and moderators is not a meta-analysis but a 

collection of information from as much literature as possible which is relevant for this 

present subject. Finally, the following moderator variables for the research were established. 
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1. Adaptive Capability - (Script Theory)  

2. Value Creation Capability - (Creativity Theory)  

3. Motivation - (Intrinsic Motivation Theory)  

4. Process & Structure - (Organisational Theory) 

5. Experience - (Theory of Practical Intelligence) 

6. Knowledge - (Theory of Practical Intelligence) 

7. Communication - (Communication Theory) 

8. Solution Engagement – (Communication Theory) 

9. Resources– (Performance Theory) 

10. Risk perception – (Risk Processing Theory) 

 

Beside the established moderator variables, the related theories and the interrelationships in 

respect to solution selling in the literature review were described.  

To investigate further on the individual sales person level a quantitative questionnaire to 

carry out a large survey was created. To do a quantitative survey the first step is to limit the 

population size so that a sample size can be calculated. 

Sample size calculation is an important instrument to verify the significance of a study. 

Therefore, the area of the study was limited to two counties where a good statistical 

background was given. Thus, Austria and Germany served as population for the present 

thesis. 

The first step was to verify the population size in general and then try to find specific sales 

figures. Mohanasundari (2022) confirmed in a statistical review that a research process 

depends on the sample size. If the sample size is too small the results are invalid.  On the 

other hand, when the sample size is too large, too many results are considered and this does 

not yield reliable results. 

Through online research on statistical online data bases like STATISTA several figures were 

found. At first the author searched for statistics related to Germany employees. In general, 

in Germany 44,866 Mio (Rudnicka, 2022a) people are employed. To refine persons who are 

employed in small, medium and large companies were filtered out. The figure amounts to 

29,430 Mio. In the next step the goal was to find out what number of people were employed 

in the field of sales. Therefore, the author used a statistic about sales from 1999 up to 2014. 

In this statistic the number of salespeople in Germany is stable at around 3 Mio. In 2011 
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there was a peak of 3,174 Mio and in 2014 2,896 Mio (Rudnicka, 2022b; Rudnicka, 2022c). 

Therefore, an average number of salespeople of 3 Mio in Germany is assumed. These 

number confirm that approximately 10% of the number of employees in small, medium and 

large companies work in the field of sales.  

This number was also used for Austria because not so many statistics are available to derive 

a population size. The total number of employees through all fields will be 4.31 Mio (Mohr, 

2022). If the same ratios from Germany are used in Austria, it can be seen that approx. 3 

Mio people work in small, medium and large companies. Taking the 10% of people who 

work in sales again, 300,000 people can be used in the investigation. 

In total a population size of 3.3 Mio people who work in the field of sales in Austria and 

Germany was used. This represents the population size “N.  

To calculate the sample size a further parameter like the “Z” value or confidence interval 

needs to be defined. Standard confidence levels are in the range of 90%, 95% or 99%. In the 

present calculation a “Z” value of 90% was used. This means that, taking into account the 

error margin, that the answers given in the questionnaire will be 90% true.  

A statistical calculation always has a probability and this probability has a margin of error 

“e”. This margin depends on the sample size. If the sample size is small, the margin is higher 

and if the sample size is larger, the margin of errors decreases. In the present calculation the 

margin of error is 5%. That means, if an answer is marked "true" by 80% of the sample, the 

same is true for 75% to 85% of the total population. 

The p value is called the statistical significance (SIG) or alpha. The value is always between 

0 and 1. The significance value describes the probability of rejecting a true hypothesis. The 

levels are between 0,01 and 0,05 that means between 1% or 5% for one tailed test.  

In accordance with the above-mentioned description the following numbers were used for 

the calculation: 

Z = 1.65 

p = 0.5 

e = 0.05  

N = 3.300.000  
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The calculated numbers were used in following formula which was used for descriptive 

studies where the number of the population size is limited and known (Ritschl & Stamm, 

2016; Mohanasundari, 2022).  

 

𝑆𝑆𝑆𝑆𝑆𝑆𝑆𝑆𝑆𝑆𝑆𝑆 𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠 =
[𝑧𝑧2 ∗ 𝑝𝑝(1 − 𝑝𝑝)]/𝑒𝑒2

1 + [𝑧𝑧2 ∗ 𝑝𝑝(1 − 𝑝𝑝)]
𝑒𝑒2 ∗ 𝑁𝑁

 

 

Equation 1: Sample size formula 

Source: Ritschl & Stamm (2016) 

 

As a result of the above-mentioned figures the equation deliver a sample size of 273 which 

represents the sales population size of 3.300.00 people which work in the field of sales. This 

number was the starting point for the quantitative survey which was conducted through this 

present thesis. 

 

3.5.1 Survey construction  
 

After the main variables and moderators were defined an online questionnaire was created. 

For each moderator variable three to four questions are used to verify the hypotheses. 

Additionally, participants were asked about the sales performance as well as demographic 

information. Each question employed a five-point Likert scale. The complete questionnaire 

can be found in Appendix 3. 

Since this questionnaire should at least be filled out by 273 people to represent the population 

size of Austria and German, it must be easily accessible and designed in a simple manner. 

The questionnaire was created using the survey software ´Unipark´. The Unipark survey 

software allows several question designs with graphic inputs. This made it possible to create 

an attractive questionnaire for all who completed it. The software is used by many 

universities and scholars which makes it very suitable for academic research. A screenshot 

of the program editor is shown in the ANNEX 7.5. 
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Each question was programmed with great attention to different software features, for 

example mandatory field, variable name, return option, plausibility check, etc.  

 

3.5.2 Survey distribution 
 

In the previous section the required number of answers to the questionnaire to obtain reliable 

data was set at 273. This is a relatively high number given the response rate and it needs a 

detailed plan to achieve this number of responses.  

Before the survey is distributed all possible distribution channels need to be considered 

carefully. However, it will be necessary to adapt the distribution to the response rate of a 

survey. Thus, the response rate must be calculated. 

Qualtrics (2022) stated in an online article that the response rate depends on different 

properties of the survey. The most important ones are stated below.  

• Deployment method of the survey (online, via phone, personal interview or in written 

form) 

• Duration of the survey (Depends on how many questions the survey will have) 

• Topic of the survey (If the topic is complex it will be hard to collect responses) 

• Deadline (Expected feedback time from the interviewees) 

 

𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅 𝑟𝑟𝑟𝑟𝑟𝑟𝑟𝑟 =
𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛 𝑜𝑜𝑜𝑜 𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞 𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐

𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛 𝑜𝑜𝑜𝑜 𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞 𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠
 

 

Equation 2: Response rate definition 

Source: Qualtrics (2022) 

 

Through intensive literature reviews it could be found that the response is subjected to wide 

variation. In the present thesis the survey involved B2B participants among which the 

response rate is slightly higher than among B2C participants, according to literature. Still, 

the response rate for this thesis was calculated rather conservatively at 5%. Thus, the number 

of required responses could be calculated. 
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𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅 𝑟𝑟𝑟𝑟𝑟𝑟𝑟𝑟 (5%) =
𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛 𝑜𝑜𝑜𝑜 𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞 𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐 (273)

𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛 𝑜𝑜𝑜𝑜 𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞 𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠
 

 

𝑁𝑁𝑁𝑁𝑁𝑁𝑁𝑁𝑁𝑁𝑁𝑁 𝑜𝑜𝑜𝑜 𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠 𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞

=
𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛𝑛 𝑜𝑜𝑜𝑜 𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞 𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐𝑐 (273)

𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅𝑅 𝑟𝑟𝑟𝑟𝑟𝑟𝑟𝑟 (5%)
 𝑥𝑥 100 

 

𝑁𝑁𝑁𝑁𝑁𝑁𝑁𝑁𝑁𝑁𝑁𝑁 𝑜𝑜𝑜𝑜 𝑠𝑠𝑠𝑠𝑠𝑠𝑠𝑠 𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞𝑞 = 5,460 

 

Equation 3: Response rate calculation 

Source: Qualtrics (2022) 

 

This calculation shows that at least 5,460 participants are necessary to achieve the response 

rate of 5% correctly filled in questionnaires. 

To gather this high number of participants it will be of utmost importance to get targeted 

information about B2B contacts in Austria and Germany. Therefore, the chamber of 

commerce as well as the chamber of foreign trade in Austria and Germany were contacted. 

Both institutes were supportive in providing sources where contact details of the selected 

B2B area could be found. These were, for example, exhibition lists, registered companies in 

the institutes, etc. 

In that way 309 company addresses from the chamber of foreign trade and 1,929 company 

contacts from the chamber of commerce for Austria and Germany were obtained. 

In order to reach such a high number of participants it was decided early to include social 

networks in the survey process. Therefore, an additional 3,081 contacts from the platform 

LinkedIn were selected. In total 5,319 contacts were obtained. Each contact received the 

online survey link to complete the questionnaire. Since the response rate was not as high as 

expected after the first round, companies were contacted by phone to improve the response 

rate. Finally, after direct phone calls and three “launches of the survey” the response rate of 

377 people was reached. The general response rate was 7% which is moderate for surveys. 

After filtering and checking the answers in detail 313 result of the survey were usable for 

the present thesis.  
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3.6 Phase 4 – Data analysis 
 

In the next phase the data which was collected through the survey was analysed using the 

Statistical Package for the Social Sciences (SPSS). 

The analysis was done through a descriptive statistical analysis. Thus, different statistical 

measures such as means, correlations, standard deviations between the variables were 

checked to find correlations and test the hypotheses.   

In the first stage the numeric results in the Excel file were adjusted so they could be 

processed in SPSS. This meant renaming variables and recoding the three negatively 

formulated questions. The next step was to recode the Likert scale to analyze each question. 

In the ANNEX 4 an extract of the dataset is shown. 

Finally, 313 complete data sets were confirmed and used for analysis.  

 

Table 4: Valid number of survey participants  

 

Source: Author´s own design retrieved from SPSS 

 

To verify the results of the survey participants a five-point Likert scale was used. Likert 

scales generate in general ordinal variables. However, in the academical field the scale level 

is controversial discussed (Leonhart, 2013; Stier, 1999). The discussions describe the 

compared use ordinal or metric scale levels. The author used the common research practice 

and carried out the analysis with metric or interval scale levels (Wu & Leung, 2017; Bortz 

& Schuster, 1999). 

The survey contained several demographic questions. Regarding age it was seen that most 

participants were in the range of 36 to 50 years which was closely followed by the range of 

20 to 35. These results show that 80% of the survey participants were between 20 and 50 

years old. 
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Table 5: Distribution of age 

 

Source: Author´s own design retrieved from SPSS 

 

To visualize the result the author established and additional chart of the outcome as bar chart. 

This chart is shown below in Figure 9. The variable of the age will be used later on to draw 

connections to education or participants profession. In the survey the author don´t distinguish 

between gender of the participants. The main demographic focus was on the countries 

Austria and Germany. Further demographic focus was on the profession as well as the 

industry segments. It could be one of the future investigations to analyze the demographic 

properties in combination with sales topics in the overall survey. 

 

 

Figure 9: Distribution of age in percentage 

Source: Author´s own design retrieved from SPSS 

 

One of the most important demographic questions in the large survey was the professional 

position. At the beginning of the survey participants were asked whether they worked in 

sales. If not, the survey ended. If they did work in sales, they had so specified their position. 
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The figure below shows the percentages for each position. It is to be noted that more than 

60% of people worked directly with the customer. This is a meaningful value and contributes 

to the survey results. 

 

Table 6: Distribution of profession  

 

Source: Author´s own design retrieved from SPSS 

 

The next demographic question which was asked concerned education. It was expected that 

many would have a BA or MA degree but the results showed that most people had a more 

basic level of education. This was surprising because the survey covered 17 industry sectors. 

This result may also be related to the age of the participants as 39.6% were in the range from 

36 to 50. More restricted age groups could have resulted in better traceability. Still, a 

correlation analysis was carried out. The analysis showed a negative correlation (-0.156) 

between age and the education level. That supports the statement above. In general older 

people have a lower education level than younger people. 

 

Table 7: Distribution of education  

 

Source: Author´s own design retrieved from SPSS 
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Though unrelated to the survey participants were asked about the size of the company they 

worked in. This information is crucial for another detailed question in the survey and is 

relevant for trainings and specific education in solution selling. The table below shows the 

distribution of the company size. The survey showed a widespread industrial field through 

companies. The result was surprisingly for the author in case that the target was concentrated 

on the B2B industry which contains mainly small and medium companies. The majority of 

the participants work in large companies which are indicated with a minimum of 250 

employees. The survey addressed Austria and Germany. It seems that the contacts evolved 

from the chamber of commerce focuses on the large industry organizations. So, the next 

demographic question will contribute to the revealed company size. 

 

Table 8: Distribution of company size 

 

Source: Author´s own design retrieved from SPSS 

 

The Table 8 above evaluates the distribution of the company size and covers a wide range 

of companies in various industries. To derive deeper insights into the distribution of age in 

the different company sizes a bar chart analysis was constructed. The Figure 10 below 

describes the correlation between the age and the company size and revealed that younger 

people tend to work in smaller companies whereby older people tend to bigger or even large 

companies. This information will be interesting for human resource departments to adapt 

their onboarding processes according to their sales team. 
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Figure 10: Correlation of age and company sizes 

Source: Author´s own design retrieved from SPSS 

 

The Figure 11 below shows an excerpt of all covered industries. The author categorized these 

in 17 industries such as automotive, raw material industry, secondary material industry, 

energy distribution industry, mechanical engineering, electro machines, health industry, 

chemical industry, IT, finance sector, industry services, retail trade, wholesale, tourism 

sector, textile industry, food industry and construction industry. It indicates that most 

answers were obtained from the automotive industry with 7.6% followed by the trade 

industry with 6.7%.  

The industry part in the survey was programmed as an open field. To categorize the covered 

industry segments, it would be statistically meaningful to categorize these segments. In the 

actual thesis this information is indicated as an auxiliary variable but no further analysis will 

be done with the covered industry segments. To draw conclusions without any categorization 

will not give evidence for further investigations. 
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Figure 11: Distribution of covered industries 

Source: Author´s own design retrieved from SPSS 

 

Before analyzing each variable, it was necessary to check the data regarding reliability. To 

verify this reliability the author used the Cronbach’s Alpha test.  

Chronbach´s Alpha is one of the most widely used methods for a reliability testing of multi-

item scales (Diekmann, 2011). The background of the reliability check is to calculate the 

means of all coefficients. As a result of this calculation the coefficient will lie between zero 

and one, whereby a higher coefficient indicates better the reliability (Malhotra, 2012). After 

review of statistical literature there is no common understanding of the lowest acceptable 

value for the reliability. Murphey and Davidshofer (1988) established one of the models 

which could be used for validation. They divided the model in five values for the coefficient. 

0.9 means high reliability, 0.8 to 0.9 indicates a moderate level, 0.7 is a low level of 

reliability and the lowest acceptable level is between 0.6 and 0.7 for Cronbach´s alpha. The 

values below 0.6 were not used for further investigations. This model was also accepted and 

used by other academics like George and Mallery (2013). 

For the present thesis the lowest acceptable coefficient level was around 0.7. In some 

moderator variables the statistical analysis showed a lower value. In such cases the author 

eliminates the variable which did not fit to the context. 
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Table 9: Calculation of Cronbach´s Alpha for experience 

 

Source: Author´s own design retrieved from SPSS 

 

All other Cronbach tests are shown in the ANNEX 7.6. 

In the next phase of the analysis regarding the statistical results of the survey the author 

summarized the meaningful variables of each group from the Cronbach´s Alpa test and 

developed new umbrella variables.  These new developed variables are stated in the Figure 

5  and analysed in the Table 10. In this table the mean values of the new developed variables 

were calculated to see which of these variables will have a high importance for the survey 

attendees. It could be seen that solution implementation will have the highest mean value 

and most important for salespeople. On the second ranking sales capability will be indicated 

followed by sales performance. The next rankings are communication capability, individual 

sales characteristics and management requirements.  

The mean values will only indicate the selection of the Likert-scale ranking and will give no 

evident conclusions about the hypotheses. Therefore, further analysis has to be done with 

the evolved data from the overall survey. 

 

Table 10: Descriptive analysis of developed variables  

 

Source: Author´s own design retrieved from SPSS 
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With the elaborated and reprocessed data it is possible to test the hypotheses with statistical 

methods. On the basis of the analysed data it is possible to use the multiple linear regression 

method. The formula for the effect size will be f2 = R2 / (1 - R2). The mentioned effect size 

and R2 are the coefficient of determination. In the actual statistical calculation, the regression 

coefficient as well as the significance will be used to evaluate the hypotheses. To determine 

whether the hypotheses apply or not the judgement of Cohen (1992) was accessed. An effect 

of 0,1 will be seen as a low whereby and value of 0,3 has a moderate and values above 0,5 

means a high effect on the depending variable. In general it means that if the independent 

variable increases by one the depending variable increases by 0,5 on a scale from one to five 

Cohen (1988). 

For the hypotheses there are less previous mathematical calculations to judge if the 

hypotheses are valid or not. Seen from the statistical view the multiple linear regression 

method is enough to evaluate the developed hypotheses. However, in the part of the 

discussion chapter also previous statistical parameters like correlations and control 

parameters will help to interpret the results. With the above setting and literature 

requirements the hypothesis was tested according to the multiple linear regression method. 

In case of the first hypothesis H 1.1 Solution implementation increases individual sales 

performance, following results were achieved. 

 

Table 11: Multiple linear regression of H1.1    

 

Source: Author´s own design retrieved from SPSS 
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For the hypotheses H1.1 which is analysed by a multiple linear regression with one 

independent variable (Solution Implementation), the parameters and regression coefficients 

are b1=0.626; R2=0.238; F(1.309) = 96.526; with p < 0.001. This result indicates that the 

model is significant, and the null hypothesis could be declined. With this model 23.8% of 

the variance by the depending variable could be explained and is seen significant (b1=0.626; 

95%; CL:[0.0501;0.751], t=9.825, p < 0.001). 

After adding the control variables age and company size the relationship between solution 

implementation and sales performance did not change. There is still a significant positive 

correlation between solution implementation and sales performance. The null hypothesis can 

be rejected (b1=0.630; 95%; CL:[0.0502;0.757], t=9.713, p < 0.001). 

There are no significant differences between the categories for the control variables age and 

size of the company. 25% of the variance of the dependent variable can be explained by the 

model and the model is significant. b1=0.630; R2=0.251; F(8.309) = 12.653; with p < 0.001 

Same situation could be found with the hypotheses H2, H3 and H5 and will be described in 

the following paragraphs. 

For the hypotheses H2.1 which is analysed by a multiple linear regression with one 

independent variable (Individual Sales Characteristics), the parameters and regression 

coefficients are b1=0.744; R2=0.197; F(1.309) = 75.631; with p < 0.001. This result indicates 

that the model is significant, and the null hypothesis could be declined. With this model 

19.7% of the variance by the depending variable could be explained and is seen as significant 

(b1=0.744; 95%; CL:[0.575;0.912]. t=8.697. p < 0.001). 

After adding the control variables age and company size the relationship between solution 

implementation and sales performance did not change. There is still a significant positive 

correlation between solution implementation and sales performance. The null hypothesis can 

be rejected (b1=0.770; 95%; CL:[0.6;0.941]. t=8.885. p < 0.001). 

There are no major differences between the categories for the control variables age and size 

of the company. 22.1% of the variance of the dependent variable can be explained by the 

model and the model is significant. b1=0.770; R2=0.221; F(8.309) = 10.696; with p < 0.001 

For the hypotheses H3.1 which is analysed by a multiple linear regression with one 

independent variable (Sales Capability), the parameters and regression coefficients are 

b1=0.882; R2=0.324; F(1.309) = 149.504; with p < 0.001. This result indicates that the model 
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is significant. and the null hypothesis could be declined. With this model 32.4% of the 

variance by the depending variable could be explained and is seen significant (b1=0.882; 

95%; CL:[0.74;1.024]. t=12.227. p < 0.001). 

After adding the control variables age and company size the relationship between solution 

implementation and sales performance did not change. There is still a significant positive 

correlation between solution implementation and sales performance. The null hypothesis can 

be rejected (b1=0.887; 95%; CL:[0.742;0.1.031]. t=12.06. p < 0.001). 

There are no big differences between the categories for the control variables age and size of 

the company. 33.7% of the variance of the dependent variable can be explained by the model 

and the model is significant (b1=0.887; R2=0.337; F(8.302) = 19.15; with p < 0.001). 

For the hypotheses H5.1 which is also analysed by a multiple linear regression with one 

independent variable (Management Requirements), the parameters and regression 

coefficients are b1=0.7; R2=0.248; F(1.309) = 101.869; with p < 0.001. This outcome 

indicates that the model is significant, and the null hypothesis could be declined. With this 

model 24.8% of the variance by the depending variable could be explained and is seen 

significant (b1=0.7; 95%; CL:[0.563;0.836], t=10.093, p < 0.001). 

After adding the control variables age and company size the relationship between solution 

implementation and sales performance did not change. There is still a significant positive 

correlation between solution implementation and sales performance. The null hypothesis can 

be rejected (b1=0.708; 95%; CL:[0.861;0.836]. t=5.152. p < 0.001). 

There are no meaningful differences between the categories for the control variables age and 

size of the company. 26.6% of the variance of the dependent variable can be explained by 

the model and the model is significant (b1=0.708; R2=0.266; F(8.302) = 13.68; with p < 

0.001). 

Because hypothesis H4.1 uses a different approach the moderator analysis was used to verify 

if the hypothesis could be seen as valid under the estimations stated. The moderation analysis 

is used to investigate under what circumstances an effect will exist or vary the effect 

magnitude. Hypothesis 4 delineate the correlation between solution implementation and 

sales performance whereas the communication capability will be the moderator. With the 

moderator analysis it will be possible to measure the influence of communication on the 

sales performance value. In Figure 12 a simple model of a moderation is shown.  
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Following variables were used for the moderation analysis: 

Y = Individual Sales Performance 

X = Solution Selling Implementation 

W = Communication Capability 

 

 

Figure 12: Simple model of a moderation  

Source: Hayes & Rockwood (2017, p.47) 

 

The moderator W influences the effect of X on the variable Y. In common investigations 

through different fields the effect from X to Y is measured over time. In such cases time will 

be the moderator. With the explained simplest model we could see that every variable could 

be a moderator on the effect. The advantage of the moderator analysis is that moderator 

hypotheses could be analysed with regression models without category properties for X and 

W. The following equation will describe the regression model of H4. 

 

Ŷ = b0 + b1X + b2W 

Equation 4: Equation for moderation 

Source: Hayes & Rockwood (2017, p. 47) 

 

To execute the calculations via SPSS the author used the regression analysis in combination 

with the free available PROCESS software. PROCESS is a free software application and 

could be implemented in SPSS to calculate moderators influence on the effect. The use of 

the application simplifies the verification of the hypothesis. For the hypothesis 4 we finally 
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get the result of the significance of p = 0.0720. This means that the influence of 

communication capability strictly speaking has no influence on the individual sales 

performance. The limitation whether a variable is significant is below p < 0.05. We could 

see that the achieved value is slightly over the setting. For such small differences discussions 

will be made in the next chapter. 

To sum up the presented results, Table 12 shows for which hypotheses the null hypothesis 

is valid and for which hypotheses the alternative hypothesis can be stated. 

 

Table 12: Summary of the hypotheses testing    

 

Source: Author´s own design  

 

To get an overall understanding of the analysis’s variables and their connections a correlation 

analysis has been carried out. With this analysis it was possible to provide a correlation 

matrix which will be helpful to interpret the results for the discussion chapter. 

In the above-mentioned analysis of empirical data the defined questions for each moderator 

variable were summarized and a connection for each variable was found. In this analysis the 

mean level as well as the significance and correlation coefficient are used to explain the 

H 1.0 Solution implementation declines or does not increase individual sales performance X

H 1.1 Solution implementation increases individual sales performance

H 2.0 Individually gathered sales characteristics will not or negatively influence the sales
performance

X

H 2.1 Individually gathered sales characteristics will positively influence the sales
performance

H 3.0 Individual sales capability characteristics will not result in higher sales performance X

H 3.1 Individual sales capability characteristics will result in higher sales performance

H 4.0 Communication capability does not moderate the relationship between solution
implementation and sales performance

H 4.1 Communication capability positively moderates the relationship between solution
implementation and sales performance

X

H 5.0 Salespeople who get individual and suitable resources will not increase their sales
performance

X

H 5.1 Salespeople who get individual and suitable resources will increase their sales
performance
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importance of each variable related to the individual sales performance level. In general, the 

revealed information gives enough strong output to state if the null hypothesis could be 

neglected or not.  To interpret the output it will be helpful to use a correlation matrix of the 

developed variables and to verify these according their significance and correlation. The 

table below shows the connections between the correlation levels. The correlation 

coefficients related to sales performance of the developed variables show the highest 

connection for the sales capability followed by management requirements, solution 

implementation, individual sales characteristics and communication capability. 

According to the merge of the moderator variables and the correlation matrix it was possible 

to analyse the hypotheses more in detail. As stated in the introduction it was the intention to 

provide practical added value and guidelines for organizations to take actions in solution 

sales. Therefore, a deep analysis of the individual and organizational variable was carried 

out. The following correlation matrix describes the relation to and the priority of each 

variable for the individual sales performance. 

The correlation matrix in Table 13 shows that if focus is only on the mean levels of the 

moderator’s variable, these are not the best way to interpret the results of the survey. In the 

discussion chapter extensive relationships between the different revealed results will be 

discussed. 

 

Table 13: Correlation matrix of individual variables    

 

Source: Author´s own design retrieved from SPSS 
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The main and most important information which could be deducted from the table above is 

the correlation of the developed variables and the sales performance. The highest correlation 

could be seen between the sales capability followed by the management requirements and 

the solution implementation. Behind the individual sales characteristics the communication 

capability could be found. The most astonishing result is that the sales capability has the 

highest correlation in relation to all other variables. The author found out that within the 

variable sales capability the adaptability has the highest correlation to individual sales 

performance. 

The detailed statistical results will be described in the Annex 7.6. Therein all developed 

variables are listed in a correlation matrix. This detailed investigation is necessary to 

interpret the overall results and hypothesis. For example, motivation, has the second highest 

correlation with the individual sales performance. In the hypothesis H5.1 the author expected 

that suitable and individual resources will help to motivate salespeople to increase their 

performance. The correlation matrix underpins this statement in terms of a strong correlation 

value. Motivation in this study is embedded in the organizational variables. Management 

shall consider such a result as a mission to rethink their motivation system.  

 

The correlation matrix showed that individual variables as well as organizational variables 

could not seen as separate field. Existing studies have the focal point at organizational 

variables and rarely include individual ones. This unique study is one of the rare research 

projects where individual variables are the focal point. From the authors opinion these two 

types of variables shall be always considered in combination to each other whereby the focus 

could change according to different situations. 
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4 PRESENTATION and DISCUSSION OF FINDINGS 
 

The data collected summarizes existing literature on sales processes, especially with a focus 

on solution sales. Gaps in the academic literature were identified particularly on the level of 

the individual sales person. Moderators and variables were extracted from different literature 

sources. Furthermore, the target was to point out the differences but also communalities 

between sales literature and the practices of today with a large-scale survey. Therefore, novel 

insights were gained with the present study on solutions sales and especially on the 

individual sales person level. 

 

4.1 Findings and relation to the prior research 
 

At the beginning a specific topic of solution sales literature and the related gaps therein had 

to be identified. Therefore, an academical research concept of four phases was established 

and carried out. Each phase revealed gaps in the specific area of solution sales which were 

considered for this present study. 

The feedback from Phase 1 and the literature review phase was surprising. In general, the 

interviewees were greatly interested in the subject of solution sales and open to learn more 

about solution implementation. This open feedback shows that people who are in the 

frontline of sales business or in a management position recognizes the uncertainty in sales. 

Sales behavior is changing all the time, so the future outlook is very exciting. Three main 

concerns emerged in the conversation with salespeople and managers to provide solutions 

in sales. These main concerns were “resources” (time), “risk perception” and “knowledge” 

(Maier, 2021a). 

The Phase 2 yielded a more meaningful insight and new academical information. The topic 

seems to be interesting for both practitioners and scholars. The academical gap regarding 

few investigations for solutions in sales literature is confirmed by practitioners as well. They 

argue that it takes too long to achieve solution selling patterns for a sales person in a standard 

sales job. It would be a contribution to give managers a guideline to provide salespeople 

with information and training regarding solution selling. At the end of the questionnaire the 

interviewees were asked to rank the categories according to priority and importance in 
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solution sales. The most important ones in the second pre-study are communication, 

motivation and experience & knowledge. 

Phase 3 and Phase 4 were used to collect the main data of the overall quantitative survey. 

The statistical results are shown in the previous chapter 3.6. In the following chapter these 

results will be discussed in relation to the authors interpretation. 

In particular, the individual sales performance level raised questions for practitioners and 

scholars. Thus, it became the intention to find answers to the related research question: 

Which variables on the individual sales person level influence the sales performance in 

solution selling?  

 

4.2 Interpretation of the elaborated hypotheses  
 

4.2.1 Solution selling implementation 
 

Whereby marketing and sales is well described and explored in the academic literature 

solution selling seems to be a specific field with rare literature. The actual research work 

therefore focused exactly on that spot are in marketing and sales field. The aim of solution 

selling process implementation should be to improve the sales performance at the end of 

sales process. The sales performance itself will be not seen as the hard financial output it is 

more defined as a subjective perception. Verbeke et al. (2011) investigate in a similar 

direction and analysed meta studies of sales to find our drivers for sales performance. With 

their research, which is actually 15 years, ago it seems that the communication and 

knowledge seems to be the important property to influence the sales performance. To verify 

15 years later the author developed following hypothesis for solution selling. 

H1.1: Solution implementation increases individual sales performance. 

Scholars argue that a sales process has to be adapted from time to time (Moncrief & 

Marshall, 2005). There could be several reasons for such a change. However, the frequency 

of adaptation is actually higher or shorter than in the past. Because processes depend strongly 

on customers’ or buyers’ expectations, and so companies have to follow their behaviour. 

That explains that the force has changed from the customer to the buyer (Holland & Young, 

2010). This implies that also the sales cycles and the performance behaviour has changed.  
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Hulthén (2016) was concerned regarding the measurement of performance. He stated that 

there are no standardized measurements for performance values. Many companies struggle 

to increase firm or individual performance. Therefore, it is of utmost importance to find out 

more about the individual sales performance which has a significant influence on the firm 

performance. In the present research performance will be seen as a subjective perception of 

the survey attendees.  

From the linear regression analysis of the hypothesis test it follows that the regression 

coefficient b1 related to a scale from 1 to 5 is evaluated with b1=0.626. In addition to that 

the analysis show a significant value of p<0.001. Within the compiled results the null 

hypothesis of H1 could be rejected. 

Under the overall information gathered through the actual research some more information 

will be revealed. In the quantitative survey two explicit questions regarding solution 

implementation in relation to performance were asked. The questions in general received 

high mean values which gives evidence that there is a high positive attitude towards solution 

implementation. 

The highest mean value of these was reached by the variable V53 with 4.21: “To sell 

solutions will strengthen the long-term customer partnership”. This variable correlates with 

V12 “Experience”. V12 “I think that customer experience will positively influence solution 

selling” with the mean level of 4.19 will be important for individual performance. This 

implies that solutions in a sales process have a big influence on customer relations. In 

addition, customer long-term relations will have influence on the individual performance.  

With respect to new customers, the participants were asked regarding V54 “Solutions help 

me to gain new customers”. This moderator variable has the second highest mean level of 

4.01. The survey result underlines the information from the qualitative interviews of the pre-

studies. Solutions in relation to new customers will not have as great an importance as long-

term partnership.  

Within the analysis the research merged the two variables of solution implementation and 

created one metric variable for further analysis. The new developed variable solution 

implementation achieved the second highest mean level of 4.11. The high mean level will 

be supported by the Pearson correlation factor of 0.488 found out through a correlation 

matrix. 
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Beside the test of the hypothesis the author found out two further correlations which are 

indicated with higher performance levels. The correlation of solution implementation with 

individual sales characteristics is indicated with 0.518 and the highest correlation could be 

found with sales capabilities with a value of 0.675. 

The shown values underline the revealed gaps found in the literature review. On the one 

hand especially medium and large companies hold on to the product centred structure like 

mentioned of Wise and Baumgartner (1999) and on the other hand the role of sales persons 

seems to be not well defined which was mentioned in the research of Worm et al. (2017). 

The quantitative survey as well as the qualitative interviews revealed that added value and 

long-term partnership is strongly related to individual sales performance. 

The above outcomes and findings are highly interesting for scholars and managers. They 

clearly outline that companies have to act on both individual and organizational level and 

combine these levels in terms of performance. 

 

4.2.2 Individual sales characteristics 
 

In the next step the focus will be on the individual sales characteristic’s variable. The 

moderators experience, knowledge and risk perception will be analyzed. All moderator 

variables could have a direct impact on the variable mentioned before which is described 

with the second hypothesis: 

 H2.1 Individually gathered sales characteristics will positively influence the sales 

performance 

With the former described the linear regression analysis it was possible to make a statement 

on the hypothesis. Regarding the regression coefficient b1=0.744 and a significance level of 

p<0.001 it could be derived that the null hypothesis could be rejected. 

The variable individual sales characteristics covers three relevant moderator variables like 

experience, knowledge and risk perception.   

The mean value of each moderator was used to verify the importance of different moderator 

properties. The highest value of 3.97 was found with the ´experience´. This shows that 

experience could be relevant for the individual performance. The result emphasizes the 
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importance of the moderator variable of experience but will not have the potential to give an 

indication of the overall relevance in relation to performance.  

Prior research in this field revealed that solution selling experience could help salespeople 

to engage with solutions selling processes (Franke & Park, 2006). The survey confirms that 

statement in a more precise way because the experience questions are divided into customer 

experience and general sales experience.  

Salonen et al. (2020) performed similar research and focused on solution selling engagement 

under consideration of experience, management support, risk and training. They investigated 

the influence of different moderators and finally stated that each moderator had a varyingly 

strong influence on the engagement in solution selling. Depending on which skills already 

exist, individual or organizational support will be required. 

The present study gives relevant insights into the manifold area of solution sales. The 

variable “I have sales experience which is comparable with solutions” has the lowest value. 

That means that salespeople who have direct customer contact have too little solution 

experience. This statement is confirmed by the fourth question that most of the salespeople 

have had to gain their experience by themselves and were not guided through a sales champ. 

Keränen and Liozu (2020) found out that especially for the onboarding process of 

salespeople it would be more efficient if they were guided by a sales champ. The study 

confirms this statement and proposes to extend this guidance by the sales champ further 

beyond the onboarding process. The moderator variable “Knowledge” would positively 

influence the sales performance” with the lower mean value of 3.53 supports the statement 

above. 

This relevant insight of the quantitative survey has important managerial implications. If 

salespeople are trained for solution selling and guided by a sales champ, the onboarding 

phase will be shortened. This will have the positive effect that the efficiency cycle of a sales 

person´s work will be shorter than without guidance of a sales champ.  

In addition to the moderator variables experience and knowledge the survey participants 

were asked regarding their risk perception behavior. Salonen et al. (2020) encourage the 

view that risk perception has a big influence on the engagement in solution selling and should 

be considered as a critical condition. They argue that the risk behaviour depends mainly on 

the organizational and management support. However, the study of Salonen et al. (2020) 
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focused only on one specific company. The gained output cannot be generalized from their 

study. The present study revealed, therefore, a meaningful insight throughout different 

industries. 

This present survey revealed a more positive insight from salespeople. The majority of the 

participants see that solution sales could help to develop new products or services (mean 

score 3.71). That is a more positive light on solution selling in terms of risk behaviour. 

However, the salespeople know that solutions could harm their individual sales performance 

if the product or service does not deliver what it promises.  

Researchers like Jost et al. (2003) and Allcot and Sweeney (2016) argued that risk perception 

could harm salespeople´s personal performance. This survey shows a more positive picture 

and bolder actions regarding risk behaviour. The risk to harm the personal reputation as well 

as the customer relationship seems to be no limitation for implementing solution sales 

patterns in the daily business.  

With the new merged variable individual sales characteristics the mean level with 3.74 will 

be on the fifth place which underlines the low priority as expected after the literature review. 

This was quite a new insight on the light of sales. In case that the mean level of a variable is 

too less to provide a meaningful statement the correlation matrix was consulted. The 

correlation coefficient of 0.443 shows the same ranking as the mean level. This result 

implicit that prior literature which focused on these individual sales characteristics especially 

experience is not up to date anymore.  

Interesting results show the variable risk perspective. This present study reveals unique and 

new positive perspectives of salespeople. It seems that the perception of sales has changed 

from a more conservative view to a more flexible on depending on the situation. Salespeople 

with direct customer contact seem to have a more positive view than the management. The 

qualitative interviews, including the large-scale survey, were carried out at end of 2022. This 

implies that salespeople faced many unpredictable situations in the months and years leading 

up to that point. For example, in 2020 when COVID-19 appeared, salespeople had to do their 

job from one day to the other remotely and mainly online. At this time many of the products 

were delayed due to rare raw or secondary materials.  

Today, much more online services are available to do the daily jobs. It seems that salespeople 

see the unpredictable risk not too negatively. Instead, they find chances for new products 

and service opportunities. 
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While Salonen et al. (2020) recommend considering risk perception one of the leading 

moderator variables, this study shows that the risk perception of course must be considered 

and supported by the management, but it does not have the highest influence on the 

performance value. The results are in accordance with prior research by Bonney and 

Williams (2009) as well as Ulaga and Loveland (2014) who stated that individual skill are 

more strongly related to solutions than risk perception. 

The second hypothesis could be confirmed by the survey results since individual parameters, 

especially customer experience as well as solution trainings and guidance from a sales 

champ, will have a positive influence in sales performance.   

 

4.2.3 Individual sales capability 
 

In the most important variable seems to be sales capability. The variable describes the 

individual capabilities of a sales person. On the one hand the variable deals with the personal 

adaptive capability - for example to adapt the sales process directly in front of the customer. 

It is not limited to the customer processes as also internal sales process will also require 

adaptation during a sales cycle. On the other hand, it is also important in solution sales to 

adapt the product or service itself so that a sales person can create an additional value for the 

customer. In the present research this additional value is described as value creation 

capability. The third hypothesis was formulated as, 

H3: Individual sales capability properties will gain higher sales performance 

According to the linear regression analysis the regression coefficient b1=0,882 and the 

variable is significant with p<0.001 in that way the null hypothesis could be rejected. 

In case of the high effect and the 32,4% variance value this hypothesis seems to be most 

important in relation to individual sales performance. 

Weinstein A. (2020) described in his research that value creation is seen as an amorphous 

wording and covers the main objectives quality, service and relationship. In his article he 

focused on different customer or buyer ages. He investigates the value of buyers who were 

born around 1980. The present study takes into account a broader and more meaningful view 

of all ages as well as different industries and presents a meaningful output.  
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The research of Ulaga and Reinartz (2011) is more relevant for this present study. They 

argue that the individual sales capability could be important to increase the personal 

profitability in general. They carried out one of the rare investigations into individual 

research for performance and forced scholar for further research. 

The present research confirms the correlation values between “sales capability” and “sales 

performance”. The data shows the highest correlation value of 0.571 against other new 

developed variables. The overall mean value of sales capability is the second highest value 

with 4.03. With the detailed Pearson correlation this effect was strengthened. From the 

correlation matrix the adaptability is indicated with a value of 0.558 which is the highest 

value of all variables whereby value creation stats with 0.474 which indicates also a high 

value against other variables. It turns out that value creation will be replaced by the 

adaptability as the most relevant variable for capabilities of a sales person. 

Mainstream existing literature focused on the organizational level for value creation (Tuli et 

al., 2007). This is in some way true because value creation is closely connected to the 

adaptation of a product or service. However, the personal interaction in a sales process will 

have a big impact on performance in this case.  

Binckebanck and Elste (2016), Patterson (2007) and Schmitz and Ganesan (2014) 

recognized in their research that the adaptation of the sales process will have importance for 

the outcome, and especially for the sales performance. The present research confirms that 

the current study is of utmost importance when considering prior research. With the findings 

of this research a strategy how firms could adjust the individual support to gain higher 

performance levels can be shown. 

This supports the existing finding that salespeople have to listen to customers and find out 

what their needs are. This allows the conclusion that participants have a positive attitude 

towards adaptive methods during the sales process. Such feedback means that people seem 

to be open to adapting their sales behaviour which could generate a positive outcome of the 

sales situation. However, the participants mentioned that they do not have much freedom to 

change the sales process. It seems that this depends on the organizational structures and 

formalities. In the survey the attendees were ask regarding the support of non-salespeople. 

The Feedback and the survey showed that there is lack of support for salespeople in the front 

to adapt their product or service.  This finding supports the investigation of Panagopoulos et 

al. (2017) who wrote one of the rare research articles on the individual level. Unfortunately, 
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he used only companies located in North America so the output could not be generalized. 

Therefore, the present study highlights novel insights. The crucial finding of this survey is 

that firms have to improve adaptability to support the salespeople for requests of the markets 

or buyer behaviours. 

The personal sales performance will be influenced by the sales capability and has direct 

connection to the performance (Ulaga & Reinartz, 2011). This is not new as can be seen 

from other researchers. But it was not exactly clear how the individual factors are involved 

in the performance.  

Directly connected to the variable that the sales person tries to find out how they can adapt 

the sales process during a conversation is the variable V38 “I listen to the customer and 

understand the needs or the problem” which shows the highest mean value. This information 

is important because it is connected to the variable adaptability as well as customer 

experience. The better the sales person knows the problem, the better he can support to find 

a solution. Furthermore, participants were asked how the value creation is connected to the 

customer cooperation. The mean value which was second in importance in this category 

confirms that the relationship is very important. This implies that the better the connection 

to the customer the more information could be collected.  

On the other hand, the variable V41 “I have profound knowledge of the customer´s business 

and strategy” will have the lowest mean level for the moderator value creation. This implies 

that salespeople know that they have to listen to the customer to find out the problem and try 

to adapt their sales strategy but there will be one reason or more why they have too little 

information about the customer´s business strategy. With the output of this study, it is 

confirmed that salespeople have to find out more about the customer´s business strategy. 

This will be part of the communication through the whole decision-making unit (DMU). 

With this particular feedback from the quantitative survey the third hypothesis can be 

confirmed and be seen as the most important variable to influence the sales performance. 

 

4.2.4 Communication capability 
 

Regarding the general topic of sales performance, the literature review revealed that 

communication capabilities could be crucial to building a relationship with customers or 

buyers. Hossain and Gilbert (2021, p. 222) confirmed with their research the importance of 
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communication and found out that “$ 9 trillion U.S dollar” were spent by companies for 

sales communication. Communication is a complex topic and is investigated by scholars 

from different perspectives. The present study examined the communication capability of 

salespeople in relation to performance from two sides. On the one hand the study analysed 

the communication channels used by salespeople. This part includes the general channels 

used in the organization like CRM tools, online tools (Teams, Zoom,…), e-mail, phone,… 

but also social media channels (LinkedIn, Xing, Facebook,…). Such social media channels 

could be used either for business or private purposes. The boundary is not clear cut as these 

areas blur in a certain way. On the other hand, the study investigated the communication 

engagement of solutions. Novel insights regarding how a sales person is in the position to 

interest the counterpart for solutions were revealed. Engagement behaviour patterns were 

found through systematic questions regarding communication topics.  

The hypothesis H4 was analysed by a simple moderator analysis through SPSS. In order that 

the significance level exceeds slightly the limit of p > 0.005 the null hypothesis could not be 

rejected. The result shows that communication will not influence the performance in terms 

of solution selling according to the statistical criteria. However, communication is a big area 

and the survey revealed interesting information for managers.  

The investigation which sales channels will be used by salespeople is highly interesting and 

will be pursued further.  Especially the direct sales communication in solutions sales by 

salespeople seems crucial but is rarely investigated in the academic literature (Panagopoulos 

et al. 2017). 

From four specific questions regarding the communication channels for individual 

salespeople the variable V29 “CRM Systems support the increase of my personal efficiency 

in sales” has the highest mean value according to descriptive statistics. However, many 

companies fail to use CRM tools in the right way. In many cases the tools are too complicated 

and need too much bureaucracy. Damerow (2017) pointed out in his organizational survey 

that 39 percent of companies have inaccurate data of their clients which leads to inefficiency 

as well as miscommunication.  

This important information is quite an interesting insight given by the salespeople. From the 

interviews in the pre phase, the author received the feedback that CRM Tools are available 

but not used continuously or correctly for reports and data collection. So, organizations and 

salespeople are struggling with the efficiency of CRM tools. Especially if the organization 
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has a significant fluctuation level, the time when salespeople pay off will be extended. This 

leads to longer onboarding times. 

Because that direct communication is crucial the author wanted to get detailed feedback 

about the depending variable. The literature of Anders et al. (2020) shows that phone, email 

and personal face-to-face meetings are the main preference for direct communication. 

However, since the present study was carried out in the COVID-19 crises the main 

preference lay on online meetings like Zoom or MS Teams. The present study is a non-

longitudinal survey, so the specific variable V27 “I use online tools more often than personal 

meetings” should be considered with care. The author suggests carrying out a similar survey 

after COVID-19 and comparing the outcome. 

The lowest mean values were seen with variable V28 “I use social media like LinkedIn, 

Facebook, Instagram and so on to post references or other positive information to increase 

my personal performance”.  

Through the literature review different articles regarding social media influence on sales 

were examined. One article from Karjaluoto et al. (2015) found out that digital marketing in 

social media does not yield specific revenue values. However, he argues in the direction of 

lead generation. This is so called “soft-selling” and should acquire new customers. The result 

of the mentioned article underlines the subordinate role. 

The present study on personal sales level is of utmost importance and contributes to the 

scientific literature. It seems that social media presence will be a “must have” in current 

times so that customers are continuously up to date with different messages about products, 

services or organizational information. But it will not be as important as scholars argued 

before. It seems that the individual characteristics and the direct communication skill have 

much more influence on the performance of a sales person. 

The “solution engagement”, as it is called in this study, will describe how salespeople could 

engage with solutions when they are in communication with the customer or buyer. In 

research articles the focus lay mainly on the seller´s organization (Hombug et al. 2009; 

Salonen et al., 2020). With this study the individual characteristic of solution engagement 

by salespeople was highlighted. 
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The descriptive analysis shows that two variables have the same mean value. These are 

V31”I spend more than 30% of my time for sales communication with my customers” and 

V32 “I encourage my customers in the communication for solutions”.  

The author sees variable 31 from a positive standpoint. It implies that salespeople have 

enough time to communicate with customers. In other words, the internal bureaucracy in 

organizations does not seem so high that salespeople will have too little time for the 

customer. In contrast to the pre-study with a sizeable sample from Germany and Austria, the 

result is positive. In the second pre-study which was done before the quantitative survey, 

time resources were seen as an obstacle for the individual performance. That is why the 

quantitative survey includes this important resource question. However, the present survey 

revealed that in general bureaucracy will be tolerated. This correlates with the CRM topic. 

Companies in different industries use CRM tools but have no strict obligation to use these 

tools in the right way.  

The variable V32 with the same mean value seems to be also important in that context. To 

encourage a customer, it is necessary to communicate and use enough time for this 

endeavour.  

The variable V30 “I communicate with the whole decision-making unit” is rather low. That 

shows that salespeople talk with different decision makers during the sales process. The 

value will be higher and may lead to a better performance if salespeople include the whole 

DMU in the communication process.  

The variable V33 “I invest time to make customers rethink their purchasing preferences” has 

the lowest mean value in this section with 3.69. This means that if the customer chooses 

another product or service, the sales person does not have time to convince the customer to 

rethink his decision. In such a case the sales person will focus on another customer where 

the potential to make business is higher. Through the qualitative interviews it was found that 

this variable is closely connected to the performance targets.  

The fourth hypothesis was formulated as, 

 H4: Communication capability positively moderates the relationship between solution 

implementation and sales performance. 

This fourth hypothesis could not be seen as valid in case that the moderation of 

communication on the performance is too low. Whereby, the significance level with 0,07 is 
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slightly over the limit. According to the questions in the survey there couldn´t be seen a 

direct connection between performance. The question is formulated more into the direction 

engagement of solutions than performance. 

The survey confirmed that communication through different channels is expected from 

customers. Social media is not directly related to sales performance. This is more marketing 

information than a performance tool. Much more important are the skills of sales persons to 

communicate through different channels about a product or service. Contrary to former 

research the presence on social platforms is necessary but has less influence than expected.  

 

4.2.5 Management requirements 
 

The variables and moderators which were discussed before depend on the individual 

characteristic of a sales person. The aim of this study is to investigate different personal or 

individual characteristics. To connect this study with the prior research, which is mainly 

based on the organizational level, link to these variables was established. To get a holistic 

view of the performance in solution sales, it is necessary to consider the organizational 

influence on the individual performance. Even Ulaga and Reinartz (2011) underpin the 

importance of solutions in the sales business and suggest investigating the individual and 

organizational characteristics of solution sales.  

While some of the earlier mentioned variables were investigated in other academic articles 

the present variable called “Management Requirements” is a new view in relation to the 

individual sales performance. With management requirements three main drivers which will 

be examined and scrutinized through the qualitative and quantitative survey were connected. 

These moderators are “Resources, Process & Structure as well as Motivation”. 

Together with these three main drivers the author established the following hypothesis to 

verify the importance and influence on sales performance. 

H5: Salespeople who get individual and suitable resources will increase their sales 

performance. 

Under the use of the linear regression analysis the regression coefficient was calculated with 

b1=0,70 and the variable show a significance level with p<0.001. In that way the null 

hypothesis could be rejected. 
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In the survey first section of management requirements, the participants were asked about 

their own individual resources. Through the descriptive statistics analysis it was found out 

that the most important variable with the highest mean value is V44 “I have all technical 

resources (Laptop, Tablet, Phone,…) I need for my sales activities”. That gives evidence 

that the technical equipment level of salespeople is quite enough. There seems to be no big 

difference between small and large firms. 

The next lower mean variable V43 “ I get enough support from my colleagues or non-sales 

people to create solutions”. This variable is quite interesting because the salespeople in the 

forefront always need people in the background. It seems that there is too little support for 

salespeople like back-office assistance or, in the case of engineered products, there is always 

a need for R&D support to create new products or services.  

On the last place the variable V45 “I have enough time to establish solutions for my 

customers” can be found. The value reveals that salespeople need more time to find the 

perfect match for customer expectations. This can be related to the variable V35 “I can 

modify our product/service to offer customized solutions”.  The variable sales capability has 

a strong correlation of 0.567 with management requirements.  

The second organizational variable which will be discussed is the moderator variable 

“Process & Structure”. This moderator variable describes the relationship between the 

individual sales person and the organization in terms of the internal processes and structure 

of departments. 

The result of this variable could be interpreted in a way that internal processes and the 

structures are what salespeople expect. However, the highest mean value was found with the 

variable V47 “The organization structure is clear for me, and I know the responsibilities of 

the leaders in detail”. That means the structure is well reported to the organization. 

The second and third variable have nearly the same mean value. Much more interesting is 

the variable V46 “Our organization is flexible and can easily adapt according to the market 

behaviour” is on a very low level. A missing flexibility in the structure of departments which 

have to be more agile in these times can be assumed. While in the past strategies and 

department transformations were carried out in 5-, 7- or 10-years cycles, up-to-date 

organizations have to build their processes and structures in a way that they could be adapted 

immediately. 
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In last place the variable V48 “Our organization inform also non-salespeople about our 

customers and projects so that everyone which helps to establish solutions”. This value could 

be seen in connection with the variable V43. If people were not informed about solutions 

and the connected customer, the support of the non-sales people is not as expected. 

Moreover, if people could identify themselves with the end-product or the customer, the 

support would be much better and would have a positive influence on sales performance. 

The last variable in this section is the motivation level. The highest mean value was found 

in the section “management requirements” with moderator variable V50 “My personal 

motivation is to create customer solutions which gain in higher performance for the 

customer”. This correlates with the variable V49 “My personal motivation is only the 

financial benefit from the job” with the lowest mean level showing that financial incentive 

is not the highest motivation for employees. 

Further motivation characteristics are V52 “Identification with the company and the product 

or service is motivating me” which reached a high mean value. Followed by the variable 

V51 “My leader and/or management is motivating me to create solutions”. This outcome is 

quite interesting and important for organizations. A connection between training and 

motivation can be seen. It can be assumed that if people got solution trainings which will be 

initiated by the leader or management, there would be a higher motivation for salespeople.  

The analysed results of the survey and the analysis showed new insights into the sales 

transformation. In the existing literature it can be found that most of the research focuses on 

the organizational level like Cornet et al. (2000) who argued that people have to know 

multiple levels of the organization. The present study, however, showed that the processes 

and structures of an organization were well defined and communicated. So that gap, which 

is mentioned by Cornet et al. (2000), should not appear in the majority of industrial firms in 

Austria or Germany. 

More important are the rare research and ideas from scholars like Bonney and Williams 

(2009) who stated in their research that cognitive processes of individual salespeople could 

be becoming important for the future. The present study underpins this importance. “Sales 

capability”, especially the adaptability in a sales process, seems to be the most important 

factor for achieving a higher performance. However, to reach a high-performance level a 

surprising insight was discovered. The management requirements are in second place when 
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it comes to performance. The interpretation of the results showed that the motivation and the 

non-sales support is of utmost importance to increase individual sales performance.  

Sales managers in an organization will have two main targets to work on if they want to 

transform sales into solution sales. First, they have to invest into the individual sales 

capability resources. That means that salespeople have to get more degrees of freedom in 

their sales process to create solutions. These degrees of freedoms include time, support from 

non-sales and data from the CRM system. Secondly, they have to provide the management 

requirements not only depending on financial benefits. The motivation should be related to 

the non-financial aspects for the next sales generation. Another benefit of this study is the 

finding that the selection of salespeople should focused more on capabilities than on 

experience as well as provide an optimized onboarding through a sales champ. All these 

steps will help companies to enhance sales performance at the end and shorten the 

transformation process. 

In this specific investigation of resources, motivation as well as process & structure in seems 

to have major influence on the individual sales person´s performance. The survey shows that 

the motivation as well as the training in solutions on the individual level is not what 

salespeople expect, respectively need, to perform well.  

 

4.3 New scientific contribution 
 

4.3.1 Unique research in Austria and Germany 
 

The novelty of this research is manifold in different aspects. It´s the first research in terms 

of individual sales performance in relation to solution selling involving different 

industry sectors in Austria and Germany. The research encompasses qualitative 

interviews in relevant industry sectors with salespeople and sales managers and will be 

supported through an emitted quantitative survey to 5,319 contacts. With meaningful 

feedback from 377 respondents a deep analysis of both qualitative and quantitative inputs 

was done. From the scientific perspective this research contributes the rare existing literature 

which mainly focus on psychological, organizational or meta-analysis results (Verbeke at 

al., 2011). The few available research articles cover either a small number of companies or 

industries sectors and will not explain meaningful outcome in this field (Salonen et al., 
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2020). The research question calls for a deep analysis of different variables and moderators 

on the individual sales level. The current research developed the individual variables in 

different fields on the salesperson level.  

 

4.3.2 Long-term performance and customer loyalty 
 

The scientific contribution in this actual research is that implementing solution selling 

processes in sales strategies of B2B companies will increase the individual sales 

performance in the long term. Especially medium and large companies have hold on too long 

for product centred strategies. In that way it will be hard to hold customers on the long run.  

Analysis like S&P 500 showed that product-centred firms failed to reach their expectations 

in terms of performance. The main contribution to see solutions as long-term performance 

is confirmed through several qualitative and quantitative inputs in this research. It seems that 

the time of COVID-19 fostered the solution selling approach in the industry. If companies 

include solution selling processes the customer loyalty and long-term performance 

values will increase. The research result shows that the expected hypothesis H1.1 is relevant 

and will be accepted. Through the collected statistical data the author showed the subjective 

performance increase through solution implementation. The positive side effect through the 

qualitative input revealed that when customer and buyer know and understand their 

strategies the loyalty of both partners increase. With loyalty the author means that both 

partners understand and respect their strategic long-term activities. Solution selling patterns 

could be seen as a sustainable KPI (key performance indicator) for management strategy 

evaluations. 

 

4.3.3 Sales experience lost the first rank in relation to performance 
 

In terms of individual characteristics and capabilities this research revealed an important 

contribution. Different scholars in the past declare individual characteristics like experience 

(Salonen, 2020; Lemon & Verhoef, 2016) or communication (Verbeke at al., 2011) as crucial 

in terms of performance. This research allows a different perspective on the complex topic 

of individual sales characteristics. Sales experience in relation to solutions is replaced 

from the first rank as one top driver for sales performance.  With hypothesis H2.2 the 



109 
 

author expected that individually gathered sales characteristics positively influence the 

performance. In case that the actual research covers experience, knowledge and risk within 

the variable individual sales characteristics the author could accept the result in general. A 

detailed view on the variable ´experience´ shows the fact that it is not as much important 

than other characteristics. With the correlation matrix the author was able to confirm the 

result that the ´experience´ lost the first rank in correlation to performance. However, 

experience still help to engage for solutions. In detail sales experience will help for 

onboarding processes and should supported through individual training. This will lead that 

new hired salespeople pay off earlier. The special part ´customer experience´ fosters long 

term relationships which is important for individual sales performance.  

 

4.3.4 Solutions gain a positive risk setting 
 

Beside the investigation of main drivers the research spawned a side effect. The surprising 

impact was the risk perception. The survey revealed that salespeople have a more positive 

setting on risk perception than the management level. That implicit that sales managers 

should hand over more responsibility to salespeople which could lead to higher performance 

values. The new contribution was expected in case that hypothesis H2.2 was positively 

formulated regarding the characteristics experience, knowledge and risk perception.  From 

the authors perspective this is based at the time when the research was done. In case that this 

research was conducted during COVID-19, salespeople learned to deal with new situations 

day by day. Especially salespeople received positive experience for example with new 

communication tools (MS Teams, Zoom,…) and styles (virtual).   

 

4.3.5 Adaptability has the strongest influence on sales performance 
 

The most important academical finding is the potential of the adaptability in a sales process. 

Hypothesis H3.1 promised this performance will increase through individual sales 

capabilities like adaptability. The concept of the hypothesis was that with the ability to 

customize the sales process and create added value for the customer through advice 

performance could increase significantly. This property is capable of a salesperson flexing 

style to adapt to that of the buyer. The astonishing result and high correlations are in line 
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with the finding of scholars who saw the importance of adaptability rising (Viio, 2011; 

Nguyen, 2019). Adaptability in sales processes, but also in terms of product and service, 

diminishes value creation in it's priority. The research developed that adaptability has the 

strongest influence on sales performance in regard to solutions selling. This novelty 

implicit that a specific or individual support of the organization and especially non-

salespeople will be necessary for salespeople. The finding has a big impact but also a 

leverage for the human resource management. With this recognition it will be possible to 

adjust the recruiting process to find suitable staff for customer solutions. 

 

4.3.6 Individualised motivation  
 

The last-mentioned novelty revealed through this research is named with management 

requirements. Hypothesis H5.1 expected that if a sales person get individual resources and 

personalized incentives that the sales performance will increase. This variable is new in the 

academical literature in this perspective and connect the individual with the organizational 

characteristics. Whereby the processes and the organization level seem to be in line with the 

expectations from salespeople but the resources and motivation revealed new insights. In 

conservative industry segments like automotive or mechanical manufacturing companies 

have to transform their motivation and incentive system. Financial incentives will no longer 

be the only scale for motivation. Motivation and incentives have to be individualised and 

must include non-financial ratings. Therefore, the management has to establish new 

individual KPI´s for performance levels. For example, duration of partnerships with 

customers, individual completed training modules, training through sales champ or green 

goals could be new indicators.  

Beside the individual KPI´s also resources should be personalized. Individual training and 

organizational non-sales support will positively influence the individual sales performance. 
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5 CONCLUSION 
 

The study reviewed the available literature on solution sales and sales performance. The 

compiled literature allowed the identification of rare research articles in the field of 

individual sales. Most of the common literature is concerned in parameters and variables by 

the organizational level. 

This research study contributes to prior academic literature in terms of sales process 

transformation and solution selling literature. The findings provide several important 

insights into solution sales and help managers to understand the connection of the 

organizational and individual level. Because this topic is relevant for managers and scholars, 

sales performance is often treated in academic discussions and studies (Leigh et al., 2001).   

The table below summarizes the tasks like research question and five developed hypotheses. 

From the academical view and the supervisors feedback the targets for the research are well 

achieved and novel insights in solution sales were developed. The research question was 

answered successfully. The five hypotheses are validated according to statistical methods 

and interpreted in the discussion chapter.  

 

Table 14: Concluding summary of research question and hypotheses    

 

Source: Author´s own design 
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5.1 Conclusions 
 

The question regarding ways to sell products or services has a long history, whereby product-

centric sales was dominating in the past (Dubinsky & Rudelius, 1981). The business 30 years 

ago was mainly product-driven. In times of globalisation and digitalization the business has 

been shifting more and more towards a service-oriented industry. Scholars and organisations 

have recognized that solution implementation is not an easy task. That is why many firms 

are struggling with the transformation from product-centric processes to solution selling. 

Previous academic literature yielded rare output on how to transition the salesforce from 

product selling to solution selling (Panagopoulos et al., 2017; Ulaga & Loveland, 2014). 

As a general output this study revealed the information that different parameters are 

responsible for the individual sales performance. This is not a completely new idea since 

Salonen et al. (2020) argued in a similar direction. Analyses by Churchill et al. (1985) and 

Verbeke et al. (2011) about variables in sales provided a starting point for this present 

research. The novelty of this study is that the rare existing studies on individual performance 

were extended and viewed from a new perspective. The intention was to gather more 

scientific information on the sales person level in relation to the sales performance. From 

this point of view the following research question was formulated.  

Which variables on the individual sales person level influence the sales performance for 

solution selling? 

To answer this question existing literature concerning relevant variables was examined. 

Therefore, the rare literature on sales person level was used and combined with the literature 

on the organizational level. Since many variables emerged, especially on the organizational 

level, these were combined into moderator variables. The next step was to summarize these 

variables and find a transformation to the sales person level. These transformed 

categorizations were the new variables for further research in this study. To give an example 

´workload pressure´ or ´sales person autonomy´ which was researched by Bonney and 

Williams (2009) was transformed into the new variable ´individual resources´. 

With this new and unique transformation of variables it was possible to describe the 

connected individual sales variables. The final newly developed variables are ´individual 

sales characteristics´, ´sales capability´ and communication capability´. Since the individual 
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sales person is always embedded in an organization with defined structures and management 

rules this influencing factor was also included as the variable ´management requirements´. 

Verbeke et al. (2011) called the salespeople the ´knowledge brokers´. He identified five 

subcategories in a meta-analysis which considered literature from 1982 – 2008. Therein the 

highest driving factor was the ´selling-related knowledge´ followed by the ´degree of 

adaptiveness´, ´role ambiguity´, ´cognitive aptitude´ and ´work engagement´. However, 

these findings were identified on the basis of the number and frequency of variables, or 

moderators in the literature. In the same way they mentioned that the field of sales is 

changing and, thus, practices differ from the literature. They suggested doing further 

research on organizational and individual level. Therefore, the present study contributes to 

former research and reveals new directions in solution sales for scholars and practitioners. 

Scholars see a vast movement in the sales environment. This study found that additionally 

to knowledge, experience and motivation which are important moderators ´adaptability´ of 

the sales behaviour is crucial to improving the performance. This is followed by the ´value 

creation´ moderator. This supports the fact that solutions in sales which will be the driving 

forces in the future.  

However, this study contributes to the existing literature in several ways. On the one hand it 

supports findings like Ulaga and Loveland’s (2014) who identified 13 different individual 

characteristics. Some of them are in line with the present study. In their research they 

interviewed 20 managers and revealed that the managers see most deficits in learning 

orientation, customer service orientation and intrinsic motivation. However, the current 

research focused not only on the manager level but rather on salespeople. That means the 

findings can be compared and contrasting aspects identified. Salespeople want to learn more 

but they need individual training and not standardized sales training. Also, the customer 

orientation will be seen differently as well as the intrinsic motivation. In general, it seems 

that there is not only a change in the sales technique; there is also a development in the 

behaviour and in the individual sense of the sales job. Managers have to provide adapted and 

targeted trainings adapted to their customers and products or services.   

 

Another interesting moderator variable is the risk parameter. Salonen et. al (2002) argued 

that risk perception must be seen as a critical condition which is negatively connotated. Their 

research, however, may not be as relevant as only one organization was considered. In the 
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present study risk seems to be perceived more neutrally or even positively. Many of the 

participants connect risk in sales to the development of new products or services in the long 

run. That means that managers should trust salespeople and give them a higher personal 

responsibility for business decisions.  

 

Common findings could be identified with Salonen et al. (2020) regarding the training of 

salespeople. In both research studies the main result is that if sales champs support 

salespeople, especially through the onboarding phase, they will pay off in a shorter period 

than if they have to make their own experiences. This study showed the same preference on 

the side of salespeople which will be helpful for managers in their onboarding programs. 

 

Scholars like William and Plouffe (2007) mention that companies struggle to reach their 

targets when they execute their transformation from product-centred in to service-

orientation. They suggest rethinking the sales strategy in the complex B2B environment. It 

seems that especially the last three years have transformed the salespeople’s behaviour. The 

new normal for everyone is that many daily tasks have changed since COVID-19. This helps 

the sales organization with its transformation. Salespeople seem to have a positive attitude 

and accept the transformation rules easier.  

 

 

5.2 Recommendations and managerial implications 
 

The investigation revealed that solutions in the sales business will no longer disappear. The 

study derived from the qualitative interview phases as well as from the quantitative survey 

that solutions are a part of the company’s strategy and will become more interesting over 

many industry sectors. Conservative industry fields like the machinery manufacturing 

industry will see the biggest impact on solutions in the next coming years. Therefore, 

different managerial implications must be considered to foster the transformation for 

solutions. 

 

To find purposeful human resources is currently a ´hot project´ for many companies. In 

different interviews the topic of human sales resources is seen as a critical one. Many 

companies struggle to find ´right ´ skilled salespeople. This means that a sales person has to 

pay off in a short period of time after a defined training phase.  If this is not the case the 
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performance of the sales person is negative. Companies have to adapt their selection process 

for sales employees. The task of sales experience should not have the highest priority. More 

important is the capability of adaption. The human resource department must find out the 

capability of adaption of each new employee. This will help companies to pay off earlier and 

adjust the sales team structure. 

 

Firm performance is utmost important so that the sales team shall consider further tools to 

improve the individual sales performance. The study revealed that at the time of the 

onboarding phase a guidance of a sales champ will support and shorten the training phase. 

In other words, that means that the sales person will pay off earlier and the firm performance 

will increase. Human resource departments shall consider the onboarding phase as crucial to 

train new salespeople and allocate a sales champ for their guidance.  

 

The research revealed that training itself should be seen as crucial for salespeople. 

Salespeople confirmed in the interviews but also through the overall survey that the output 

of external training is often low. With external training the author mean that trainings will 

be held by an external consultant. The main reason is that external training consultants are 

not familiar with the strategy of the firm and so offer a standardised training session.  

Trainings should be purposive to the sales community. It could be tailored to one person or 

a sales group or even a training for specific country sales team. This may lead to longer 

preparation time for consultants but to higher performance for the company and may increase 

the reputation of the consultant. 

 

Motivation of employees in general is more important than in all the years before. The survey 

unambiguous revealed that financial motivation of salespeople is not sufficient to keep these 

people on the long-term. The company is forced to implement further non-financial 

incentives for their motivation. Through the interviews the author experienced that for 

example team events, flexible working hours, flexible work locations, flat hierarchies, agile 

teams, profit sharing and others will help to motivate the sales teams.  

 

The previous managerial implication as well as the general topic of individual performance 

is closely connected to the long-term firm performance. In general, the research revealed 

that solutions increase the long-term performance of a firm. To keep customers on the long 

run it is less cost-intensive than acquire new customers. To know the customers strategy and 
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their long-term targets will help to keep up loyalty. This will help for example in times of 

short time crises like COVID-19 to understand and solve delivery or price situation.  

 

These new managerial implications strengthen the support on the internal organization level 

especially for the human resource department. Bond et al. (2020) described in his research 

the function of a CSM (customer success manager). In a short the CSM is responsible that a 

customer derives a value which will be promised by a seller. 

In the same way there should be a new function called ESM (employee success manager). 

Such a person should be located in the human resource department and will be responsible 

that salespeople and employees receive individual support. This will ensure that salespeople 

increase their individual sales performance. 

 

 

5.3 Limitation and future research avenues 
 

The limitation of this present study offers avenues for further research topics. First, this study 

revealed only insights in two industrial countries (Austria and Germany). A broader 

international view on solution sales would contribute to the field and give even more 

insights. Secondly, in this study the priority was on the B2B customer area. It could be useful 

to investigate into the B2C environment too and make connections between the business 

cases. All in all, it seems that there is a shift towards service- and solution-orientated sales. 

Thirdly, the research was done during COVID-19 which means that people were in a special 

work mode with home office, digital developments and other disruptive behaviour. A 

comparative survey should be done after a few years to verify the outcomes of this study. 

Finally, this study compiled moderators and variables closely related to the individual sales 

performance. Sales performance will be mainly seen in organizations as financial 

performance. As the study revealed performance is a rather complex topic in the future sales 

environment. The author calls for scholars to address the question of what measurements 

will be useful for future B2B business performance. What will be classified as performance 

for a firm in the future and how to differentiate between the industrial sectors. 
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7 ANNEXES 
 

7.1 ANNEX 1 – Definition of solution in the academical literature 
 

Definition Level Methodology Gaps Author  
Solutions for a customer 

will integrate tangible and 

intangible components. 

Organization Literature research  Influence on solution 

providers (sales, customer 

other units), risk transfer, 

performance evaluation 

Bond et al. (2020) 

Integrated solutions have 

to meet customers’ needs 

and combining products 

and systems with services 

to operate a system 

throughout its whole life 

cycle (p.360) 

Organization Empirical study over 

3 years of 92 

interview partners in 

Uk, Sweden and 

France 

Key Account management, 

Risk analysis and 

Management, 

Financial acumen, 

Legal skills, 

Information management, 

Innovation management, 

Portfolio management 

Brady et al. 

(2005) 

A Solution is a radically 

new approach to create 

value in the total system 

for the customer. This 

contains innovative 

cooperation and mutual 

trust which gain customer 

value proposition (p.1) 

Organization 

 

Empirical interviews  New skill for individuals, 

transitions cost in 

consideration of long-term 

goals, risk management, 

measurement of 

profitability 

Cornet et al. 

(2000) 

Salespeople have to offer 

solutions business and 

products that provide 

modular combinations 

which deliver solutions for 

the customer (p.5) 

Organization   Empirical study with 

2000 sent surveys 
Transforming people for 

solutions, Individual 

perspective  

Day (2006) 

Bundle products together 

with services will deliver 

packages and allow value 

creation for the customer 

(p.2) 

Organization  Interview with 

industrial companies 

Individual impact when 

moving from product 

centric to customer centric 

method 

Galbraith (2002) 

Solutions are a wide 

offering of products and 

services to fulfil most of 

the customers’ needs and 

are related to the 

customers economics. 

(p.13) 

Organization Empirical research 

with more than 100 

companies 

Concentrated on the US 

market, focused on 

organization level 

Hax & Wilde 

(1999) 
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A solution is a 

combination of products 

and services that creates 

value beyond the sum of 

its parts (p.2) 

Organization 

 

60 interviews with 

solution providers 

transformation of individual 

level 

Johansson et al. 

(2003) 

Solutions have the focus 

on intangibles like skills 

and knowledge and needs 

interactivity as well as 

connectivity and 

relationships (p.24) 

Organization Literature review Individual and practical 

relation 

Lusch & Vargo 

(2006) 

Solutions are a 

combination of customized 

products and services to 

attain higher outcomes     

(p. 8) 

Organization Literature review Preparing to deliver 

solutions 

Attractiveness of solutions 

(externally and internally) 

Sawhney (2006) 

A solution is a 

fundamentally different 

approach to the customer 

and creates additional 

value (p.3) 

Organization Interviews with 

Fortune 100 

companies 

Skills to achieve 

individualized customer 

needs 

Sharma et al. 

(2002) 

A solution is seen in a 

wide perspective and 

consist of a relational 

process between customer 

and supplier. It combines 

customer requirements, 

customization and 

integration of products and 

services, post deployment 

customer support (p.2) 

Organization/  

Individual 

Empirical research 

with 125 interviewees 

on suppliers and 

customers 

Measure solution 

effectiveness, defining 

supplier and customer 

factors for example: 

customer experience 

Tuli et al. (2007) 

Integrated Solutions are a 

combination of products 

and services which is 

satisfying a customer need 

(p.138) 

Organization  Interview with 

industrial companies 

Measurement of 

performance, 

transformation of 

organization and individual 

level, 

Wise & 

Baumgartner 

(1999) 

Solutions combine wide 

ranges of services and 

products from internal and 

external sources (p.100) 

Organization 

 

Empirical data from a 

synthesized research 

process. In total 100 

in-depths interviews 

Activities to achieve 

solution service innovation. 

Finding patterns which 

drive solutions or service 

innovation. 

Kindström & 

Kowalkowski 

(2014) 
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7.2 ANNEX 2 - Pre-study phase 1 
 

Topic: Solution Selling  

Screening Question: This is a short survey about solution selling in the context of sales. 
Globalisation and digitalization have brought many advantages into the business market in 
general. Despite these advantages we see that firms which are “product-focused“ struggling 
with their strategy to gain profitability. With this interview we would evolve the perspective 
if the transformation from product-focused sales into solutions-selling could create more 
differentiation and competition. In a wide perspective, what is your opinion about this topic? 

Demographic Questions 

1. How old are you? 
☐ Young professional (14-19) 
☐ Early Career (20-35) 
☐ Middle Career (36-50) 
☐ Late Career (51-60) 
☐ Close to/after retirement (61+) 
 

2. What is your professional position? 
☐ Leadership position (Manager) 
☐ Sales person 
☐ Customer 
☐ Other 
 

3. Which is the highest level of education you have obtained? 
☐ low (basic education) 
☐ middle (Bachelor) 
☐ high (university - Master or higher) 
 

4. What type of degree have you obtained? 
☐ Technical 
☐ Business 
☐ Other  
 

5. How much is your sales person target turnover per year? 
Or if you a sales manager: What is your employees sales target? 

☐ <  1 Mio € 
☐ 1,1 to 2,9 Mio € 
☐ 3 to 4,9 Mio € 
☐ 5 to 7 Mio € 
☐ 7,1 and higher Mio € 
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6. In which business environment are you working 

☐ B2C (Business to Customer) 

☐  B2B (Business to Business) 

 

7. In which field are you working (automotive, mechanical industry,…) 

 

………………………….. 

 

Category 1 - General:  

Have you ever heard of solution-selling?     O Yes O No 

Do you know in general the difference of solutions selling vs product selling?  O Yes

 O No 

Do you implement solution-selling patterns in your business?    O Yes O No 

Do you think solution-selling is related positively to sales?   O Yes O No 

Is it tough to recover from a crisis period in your business?   O Yes O No 

 

Category 2 – Your Product or Service… 

 Strongly 

disagree  

Disagree 

 

Undecided 

 

Agree 

 

Strongly 

agree  

… is implemented in customer application, 

facility, or service (so not a end product) 

☐ ☐ ☐ ☐ ☐ 

… needs an extra explanation of salespeople 

to describe all functions and features 

☐ ☐ ☐ ☐ ☐ 

… description is available online so that 

customer could gather all information  

☐ ☐ ☐ ☐ ☐ 

… influences with certain parameters or 

properties the product of your customer 

☐ ☐ ☐ ☐ ☐ 

… is rather complex ☐ ☐ ☐ ☐ ☐ 
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Category 3 – Your Customer… 

 Strongly 

disagree  

Disagree 

 

Undecided 

 

Agree 

 

Strongly 

agree  

… is well known by you or your sales 

representative 

☐ ☐ ☐ ☐ ☐ 

… is frequently in “personal” contact with 

you or your sales (before Covid 19) 

☐ ☐ ☐ ☐ ☐ 

… is mainly in contact with you or your 

sales through E-mail (more than on phone) 

☐ ☐ ☐ ☐ ☐ 

… is not a single contact. You and your 

sales are also in contact with other people 

from the customer (technician, buyer, 

quality,…) 

☐ ☐ ☐ ☐ ☐ 

… carry out decisions in a team  ☐ ☐ ☐ ☐ ☐ 

 

Category 4 – You or your sales representative… 

 Strongly 

disagree  

Disagree 

 

Undecided 

 

Agree 

 

Strongly 

agree  

… are interested to know more about your 

customer to evolve solutions for them. 

☐ ☐ ☐ ☐ ☐ 

… have experience in solution selling ☐ ☐ ☐ ☐ ☐ 

… are open for training in solution selling ☐ ☐ ☐ ☐ ☐ 

… will gain more responsibility through 

solutions  

☐ ☐ ☐ ☐ ☐ 

… could harm existing sales relationship 

through solution selling. 

☐ ☐ ☐ ☐ ☐ 
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Category 5 – Your company… 

 Strongly 

disagree  

Disagree 

 

Undecided 

 

Agree 

 

Strongly 

agree  

… supports solution selling  ☐ ☐ ☐ ☐ ☐ 

… would gain better performance through 

solution selling 

☐ ☐ ☐ ☐ ☐ 

… need differentiation against competitors  ☐ ☐ ☐ ☐ ☐ 

… regularly train salespeople (general 

training) 

☐ ☐ ☐ ☐ ☐ 

… emphasize on their salespeople ☐ ☐ ☐ ☐ ☐ 

 

 

Category 6 – Your colleagues… 

 Strongly 

disagree  

Disagree 

 

Undecided 

 

Agree 

 

Strongly 

agree  

… are aware of solution selling  ☐ ☐ ☐ ☐ ☐ 

… would also know more about solution 

selling 

☐ ☐ ☐ ☐ ☐ 

… are interested to improve their own 

sales performance  

☐ ☐ ☐ ☐ ☐ 

… are open for new knowledge ☐ ☐ ☐ ☐ ☐ 

… work closely with you or other 

colleagues in projects 

☐ ☐ ☐ ☐ ☐ 
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Category 7 – Sales performance… 

 Strongly 

disagree  

Disagree 

 

Undecided 

 

Agree 

 

Strongly 

agree  

… of sales person increase with solution 

selling 

☐ ☐ ☐ ☐ ☐ 

… of company level increase with solution 

selling 

☐ ☐ ☐ ☐ ☐ 

… in combination with solution selling could 

be key performance indicator  

☐ ☐ ☐ ☐ ☐ 

… is related to a bonus agreement  ☐ ☐ ☐ ☐ ☐ 

… on individual or firm level is related to 

your salary 

☐ ☐ ☐ ☐ ☐ 

 

 

Category 8 – Education in solution selling… 

 Strongly 

disagree  

Disagree 

 

Undecided 

 

Agree 

 

Strongly 

agree  

… is important for future sales opportunities ☐ ☐ ☐ ☐ ☐ 

… is necessary to distinct from other sales ☐ ☐ ☐ ☐ ☐ 

… will gain more overall knowledge  ☐ ☐ ☐ ☐ ☐ 

… will create positive effects on my personal 

life 

☐ ☐ ☐ ☐ ☐ 

… will help me for my career  ☐ ☐ ☐ ☐ ☐ 

 

 

Category 9 – Others: Please provide additional information on the topics you are 
interested or on the issues in which further research shall be done? 
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7.3 ANNEX 3 – Pre-study phase 2 
 

Topic: Drivers and Moderators in Solution Selling 

This is a in depths interview about solution selling in the context of B2B sales. A solution is 
seen in a wide perspective and consist of a relational process between customer and supplier. 
It combines customer requirements, customization and integration of products and services, 
post deployment customer support (Tuli et al. 2007). The author is screening the drivers and 
moderators for solution selling within this in depths interviews. The aim of the interviews is 
to find out the most important drivers and moderators which will be discussed in a separate 
examination from the author.   

 

 

Demographic Questions 

8. How old are you? 
☐ Young professional (14-19) 
☐ Early Career (20-35) 
☐ Middle Career (36-50) 
☐ Late Career (51-60) 
☐ Close to/after retirement (61+) 
 

9. What is your professional position? 
☐ Leadership position (Manager) 
☐ Sales person 
☐ Customer 
☐ Other 
 

10. Which is the highest level of education you have obtained? 
☐ low (Basic education) 
☐ middle (Bachelor) 
☐ high (University - Master or higher) 
 

11. Which size has your company you work for? 
☐ Micro ( < 10 employees or < 2 M€) 
☐ Small (< 50 employees or < 10 M€) 
☐ Medium-sized (< 250 employees or < 50 Mil) 
☐ Large (> 250) 
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12. How much is your target sales order intake per year? 

Or if you a sales manager: What is your employees target for sales order intake per 
year? 

☐ <  1 Mio € 
☐ 1,1 to 2,9 Mio € 
☐ 3 to 4,9 Mio € 
☐ 5 to 7 Mio € 
☐ 7,1 and higher Mio € 
 

13. In which field are you working (automotive, mechanical industry,…) 

 

Category 1 – GENERAL  

Have you ever heard of solution-selling?     O Yes O No 

Do you know in general the difference of solutions selling vs  

product selling?      O Yes ONo 

Do you implement solution-selling patterns in your business?    O Yes O No 

Do you think solution-selling is related positively to sales?   O Yes O No 

Are you interested to know more about solutions?    O Yes O No 

 

Category 2 – ADAPTIVENESS  

1. Which approaches do you use?  

2. What sales styles will be expected from your customer?  

3. In which way do you adapt your sales style? (presentation technique, material,) 

 

Category 3 – COGNITIVE CAPABILITIES  

1. Do you need different creative ideas to sell or promote your products? If, yes describe 

in detail. 

2. How do you organize your creative approach?  (single, group…) 

3. Which are in your opinion the most important factors of a sales person to establish 

customer solutions? 
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Category 4 – MOTIVATION 

1. What is your general motivation for your sales job? (money, reputation…) 

2. Is motivation in your opinion needed in your job? If, yes why. 

3. Which persons are important in your company to motivate you? 

 

Category 5 – PROCESS & STRUCTURE  

1. Describe in brief your structures in your firm? 

2. Which role play leadership for you in relation to the organization structure? 

3. How much time (in percentage) do you need for non-selling work? (bureaucracy) 

 

Category 6 – EXPERIENCE & KNOWLEDGE 

1. Do you think experience in general is important for solution selling? (if yes why?) 

2. What is needed to gain customer experience?  

3. What is needed to gain knowledge of product and services from your own firm? 

 

Category 7 – COMMUNICATION 

1. Which communication methods do you use in your sales process? 

2. How much time in percentage do you need for communication (internally, externally)? 

3. What is your opinion in regarding face to face communication? 

 

Category 8 – RESOURCES  

1. When you think on resources, which resources do you use in your daily job? 

2. How can you improve your performance? 

3. Do you see solution selling as a long or short term increase of performance? (or both) 

 

Category 9 – RISK PERCEPTION 

1. In case of solution selling do you think the risk, increase or decrease? If, increase why? 

2. What are the consequences of increased risk in your job? 

3. Do you think solution selling could harm your performance and reputation? 
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Category 10 – Capabilities & Resources 

Which capabilities are the most important ones in our opinion? 

Which resources are the most important ones in our opinion? 

 

Category 11 - RANKING  

Please rank the following drivers according your opinion from 1 to 8:                               

(one will be the highest importance and eight the lowest importance ) 

Adaptive Selling 

Cognitive Capabilities 

Motivation 

Process & Structure (Organization) 

Experience & Knowledge 

Communication 

Resources 

Risk  
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7.4 ANNEX 4 – Quantitative survey 
 

Topic: Does “Solution Selling Implementation” increase the individual sales 
performance  

 

1. Demographic Questions 
2. How old are you? 

☐ Young professional (14-19) 
☐ Early Career (20-35) 
☐ Middle Career (36-50) 
☐ Late Career (51-60) 
☐ Close to/after retirement (61+) 
 

3. What is your professional position? 
☐ Sales Management Position 
☐ Sales person 
☐ Sales Back office 
☐ Other 
 

4. Which is the highest level of education you have obtained? 
☐ Basic education 
☐ Universtity degree (Bachelor or Master) 
☐ Professional (Doctorate or equivalent) 
☐ other 
 

5. Which size has your company you work for? 
☐ Micro ( < 10 employees or < 2 M€) 
☐ Small (< 50 employees or < 10 M€) 
☐ Medium-sized (< 250 employees or < 50 Mil) 
☐ Large (> 250) 
 

6. In which field are you working (automotive, mechanical industry,…)? 

       ______________________________________________ 
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2. Solution selling process implementation H1 

1. To sell solutions will strengthen the long-term customer partnership 

2. Solutions help me personally to gain new customers 

 

3. Individual sales characteristics H2 
a. Experience 

The following statements refer to your personal experience. Please rate 
them considering to solution selling. 
 

1. I have sales experience which is comparable with solutions 

2. I believe sales experience help salespeople to create solutions.  

3. I think that customer experience will positively influence solution selling. 

4. I gained my sales experience by myself (means not guided through a sales champ). 

 

b. Knowledge (Training) 
The following statements refer to your personal knowledge about solution 
selling itself but also on your customers knowledge. Please rate your personal 
opinion. 

 
1. I receive continuous training in "solution selling" to increase my individual 

performance. 

2. I receive continuosly general sales training (products, sales,  negotiation,…) that 

enhances my ability regarding solution sales 

3. I would be highly appreciated if i were trained regarding solutions in sales 

4. Training would positivly influence my individual sales performance 

c. Risk perception 
The following statements refer to your personal risk perception. Please rate 
yourself and the influence of risk on our performance. 

 

1. Solutions sales could harm my individual sales performance. 

2. Solution sales could harm my existing customer relationship. 

3. Solution sales could harm my personal reputation 

4. Solution sales will develop new products or services  
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4. Communication Capability H4 
a. Communication Channels 

The following statements refer to the used technology possibilities in your 
job when you communicate with a customer. Please rate yourself what you 
use in your daily business. 
 
 

1. I prefer to use emails rather than phone calls as a communication tool. 

2. I use online tools like Zoom, MS Teams… more often than personal meetings. 

3. I use social media like LinkedIn, Facebook, Instagram… to post references or other 

positive information to increase my personal performance. 

4. CRM (Customer Relation Managmeent) Systems supports increase my personal 

efficiency in sales 

 

 
b. Solution Engagement 

The following statements refer to the communication strategy. Please rate 
yourself which communication techniques you implement in your process. 
 

1. I communicate with the whole decision-making unit (project manager, sales, 

purchaser,...) and not only with one counterpart in terms of solutions. 

2. I spend more than 30% of my time for sales communication with my customers 

3. I encourage my customers in the communication for solutions. 

4. I invest time to make customers rethink their purchasing preferences. 

 

5. Sales Capabilities H3 
a. Adaptive Capability 
The following statements refer to your adaptive capability. Please rate yourself 
with regards to solution selling how you adapt your process. 

 

1. I´m in the position to adapt the selling process to facilitate solutions selling 

2. I can modify our producs/service to offer customized solutions  

3. I´m positively related to use adaptive selling methods for solutions selling 
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4. During my conversations with the customer I try to find out the adaptiveness for 

soltuions from his side 

 

b. Value Creation Capability 
The following statements refer to your cognitive capability. Please rate yourself 
how to find the best suitable solutions. 

 
1. I listen to the customer and understand the needs or the problem. 

2. I try to find opportunities to improve customers performance 

3. My intention is to cooperate with the customer as a partner to establish solutions 

4. I have profound knowledge of the customers business and strategy 

 

6. Management Requirements H5 
a. Resources 
The following statements refer to your personal resources. Please rate yourself 
how to deal with resources. 

 

1. I have enough time to establish solutions for my customers 

2. I get enough support from my colleagues or non-sales people to create solutions 

3. I have all technical resources (Laptop, Tablet, Workstation,…) I need for my sales 

activities. 

 
 

b. Process & Structure 
The following statements refer to the firms processes and structure. Please rate 
opinion with regards to solution selling. 

 

1. Our organization is flexible and can easily adapted according the market behavior 

2. The organization structure is clear for me and I know the responsibilities of the leaders 

in detail 

3. Our organization inform also non-sales people about our customers and projects so that 

everyone which helps to establish solutions 
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c. Motivation 
The following statements refer to your motivation in your sales position. Please 
rate yourself with regards to solution selling. 

 
1. My personal motivation is only the financial benefit from job. 

2. To create customer solutions which gain in higher performance for the customer. 

3. My leader and/or the management is motivating me to create solutions. 

4. Identification with the company and the product or service is motivating me. 

 
 

7. Individual Sales Performance (depending variable) 
 

1. Solutions will give me the opportunity to exceed my sales targets 
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7.5 ANNEX 5 – UNIPARK survey software 
 

Survey design (main dashboard) 

 

 

Question design 
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Question sample 
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UNIPARK – Variable Export for SPSS (extract) 

 

  



151 
 

7.6 ANNEX 6 – Statistical analysis 
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Calculation of the Chronbach’s Alpha for each moderator 

 

Experience 

Cronbach's 
Alpha 

N of 
Items 

.729 4 
 

Knowledge 

Cronbach's 
Alpha 

N of 
Items 

.691 4 
 

Risk  

Cronbach's 
Alpha 

N of 
Items 

.804 2 
 

Adaptability 

Cronbach's 
Alpha 

N of 
Items 

.744 4 
 

Value Creation 

Cronbach's 
Alpha 

N of 
Items 

.719 4 
 

Motivation 

Cronbach's 
Alpha 

N of 
Items 

.696 3 
 

Resource 

Cronbach's 
Alpha 

N of 
Items 

.654 3 
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Process & Structure 

Cronbach's 
Alpha 

N of 
Items 

.726 3 
 

Performance 

Cronbach's 
Alpha 

N of 
Items 

.689 2 
 

 

 

Calculation of the Chronbach’s Alpha for developed variables 

 

Management Requirements 

Cronbach's 
Alpha 

N of 
Items 

.845 9 
 

Communication Capability 

Cronbach's 
Alpha 

N of 
Items 

.608 4 
 

Sales Capability 

Cronbach's 
Alpha 

N of 
Items 

.826 8 
 

Individual Sales Characteristics 

Cronbach's 
Alpha 

N of 
Items 

.756 10 
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Mean value of used moderators 

 

 

 

 

Mean value of developed variables 
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Correlation Matrix new developed variables 

 

 

**. Correlation is significant at the 0.01 level (1-tailed). 

 

 

Correlation Matrix with moderator variables 

 

 

**. Correlation is significant at the 0.01 level (1-tailed). 
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Linear regression of hypothesis H1 

 

 

 

 

 

Linear regression of hypothesis H2 
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Linear regression of hypothesis H3 

 

 

 

Linear regression of hypothesis H4 with moderator analysis 

 

Run MATRIX procedure: 
 
***************** PROCESS Procedure for SPSS Version 4.0 ***************** 
 
          Written by Andrew F. Hayes, Ph.D.       www.afhayes.com 
    Documentation available in Hayes (2022). www.guilford.com/p/hayes3 
 
*************************************************************************
Model  : 1 
    Y  : Sales Performance 

    X  : Solution Implementation 

    W  : Communication capability  
Sample 
Size:  309 
 
*************************************************************************
OUTCOME VARIABLE: 
Sales Performance 

 
Model Summary 
          R       R-sq        MSE          F        df1        df2          p 
      ,5175      ,2678      ,5374    37,1795     3,0000   305,0000      ,0000 
 
Model 
              coeff         se          t          p       LLCI       ULCI 
constant     3,9103      ,0447    87,4099      ,0000     3,8223     3,9983 
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Solution      ,5410      ,0685     7,8986      ,0000      ,4062      ,6757 
Comm      ,1473      ,0444     3,3189      ,0010      ,0600      ,2347 
Int_1         ,1067      ,0612     1,7421      ,0825     -,0138      ,2272 
 
Product terms key: 
 Int_1    :        Solution x        Communication capability  
 
Test(s) of highest order unconditional interaction(s): 
       R2-chng          F        df1        df2          p 
X*W      ,0073     3,0351     1,0000   305,0000      ,0825 
---------- 
    Focal predict: Solution (X) 
          Mod var: Communication capability (W) 
 
Data for visualizing the conditional effect of the focal predictor: 
Paste text below into a SPSS syntax window and execute to produce plot. 
 
DATA LIST FREE/ 
   Solution   Comm   Perform    

BEGIN DATA. 
     -,6623    -1,0267     3,4733 
      ,0000    -1,0267     3,7590 
      ,6623    -1,0267     4,0448 
     -,6623      ,0000     3,5520 
      ,0000      ,0000     3,9103 
      ,6623      ,0000     4,2686 
     -,6623     1,0267     3,6307 
      ,0000     1,0267     4,0616 
      ,6623     1,0267     4,4924 
END DATA. 
GRAPH/SCATTERPLOT= 
 Solution WITH     Perfom BY       Comm 
 
*********************** ANALYSIS NOTES AND ERRORS 
************************ 
 
Level of confidence for all confidence intervals in output: 
  95,0000 
 
NOTE: The following variables were mean centered prior to analysis: 
          Communication capability Solution 
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Linear regression of hypothesis H5 
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