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Abstract
Purpose – The role of managerial assumptions in the formulation of organizational strategies has been well recognized by previous studies, yet in
marketing literature, the effect of such imperative on marketing practice choice tends to be ignored. Therefore, this paper aims to empirically
investigate how management assumptions fit with the choice of marketing practices, and how such fit affects performance.
Design/methodology/approach – A model is developed and tested using survey methodology, and the data are analyzed using the partial least
square (PLS) approach.
Findings – The results show that different marketing practices were coupled with different frames of reference, resulting in viable matching profiles.
Research limitations/implications – Given the novelty of the approach adopted in this study, conclusions about association and not causation are
drawn. In addition, the study is restricted to Qatar which may reduce the generalizability of its findings and conclusions.
Practical implications – The findings will help managers to examine carefully the internal logic of their marketing-related profiling, where coherent
variables will enhance performance.
Originality/value – To one’s knowledge, this paper reports a work in an area not previously researched. In addition, this study is one of the rare
papers that examines unobserved heterogeneity using the PLS-structural equation modeling (SEM) in the field of marketing.
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Introduction

The role of managerial assumptions in the formulation of
organizational strategies has been well recognized in previous
studies (Anderson and Paine, 1975; Hambrick and Mason,
1984; Child, 1997; Ivanova-Gongne, 2015). Although these
studies provide important insights into the relationship
between the characteristics of top managers and different
organizational strategies at both the corporate and business
levels (Auh and Menguc, 2005; Kaplan, 2011), the
understanding of the possible match between managers’
functional strategies (e.g. marketing practice) and their
cognitive bases and interpretation of information remains
limited (Gallen, 2006; Pels, 2010; Ryynänen et al., 2015).
Scholars have stressed that all managerial and strategic

decisions are influenced by managerial conceptions (Lowe
et al., 2016), yet the marketing literature tends to ignore – or, at
best, apply sporadically – the effect of such an influence on the
choice of marketing practice (Pels, 2010; Gallen, 2006;
Raskovic, 2015). Accordingly, the first research question of this
exploratory study is:

RQ1. How can managers’ assumptions about external
conditions match their choice of contemporary
marketing practices?

Complying with cognitive theory, which proposes that an
alignment between top management and the organization’s
marketing choices leads to better performance (Gray, 2009;
Walsh, 1995), the second research question is:

RQ1. What is the impact of different marketing practices on
performance?

Despite repeated calls for studies to address these questions
(Brodie et al., 2008), such studies are as yet few in number.More
importantly, the few attempts that have been made to address
this topic concentrate on a single aspect of marketing, such as
market orientation or relationship marketing (Gummesson,
2004). However, different types of marketing practices that affect
performance have rarely been tested (Coviello et al., 2006). We
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believe that examining such relationships makes several
important contributions. First, from a theoretical point of view, it
enhances our understanding of the reasons for marketing
diversity by indicating linkages between managerial assumptions
and marketing practices, rather than relating this diversity to
contingency factors. This is an issue that, to our knowledge, has
not yet been tested. Second, it can make a significant
contribution that furthers our understanding of the strategy
formulation and competitive behavior of firms and provides a
prior basis for understanding the consequences for the
performance of eachmarketing practice.
Third, most previous studies were measured in developed

economies, and their results varied by industry and setting,
making it difficult to develop cogent theory and management
practice in the field (Sweeney et al., 2011). Accordingly, this
paper extends the work on this topic to a new setting to discover
whether theories that predict well in one setting will be as
effective in another (Berthon et al., 2002). Ongoing evidence
suggests that companies in developed countries differ in their
approaches and strategies from those in developing countries
because of various variations in institutional development,
market conditions, management practices and knowledge
(Sheth, 2011). The importance of our study setting – namely,
Qatar – is greater because of the organization of many sporting
events on the global stage, such as the 2006 Asian Games, the
2015WorldMen’s Handball Championship and the upcoming
FIFAWorldCup of 2022. In addition, Qatar can be considered
as representative of less researched Gulf Cooperation Council
(GCC) countries (Elbanna, 2016). This may complement or
improve our understanding of the predominant management
and business models adopted from the “developed” world. In
sum, with this setting choice, this study aims not only to
replicate previous research in a new and less researched context
but also to extend related research by testing a new relationship
(Berthon et al., 2002). Therefore, our study is a replication with
an extension.
Finally, this study is one of the rare papers that examines

unobserved heterogeneity using the PLS-SEM in the field of
marketing, which is considered a key area of concern according
to several researchers (Sarstedt et al., 2011). From amanagerial
standpoint, our results identify a range of profiles that should
help firms carefully examine the internal logic of their
marketing-related profiling as well as manage their marketing
practice accordingly.
The remaining parts in this study are organized as follows.

First, previous literature on managerial assumptions and
marketing practices is reviewed, and an appropriate
classification of each variable in the theoretical framework is
selected. Next, the paper presents its model and hypotheses.
Then, the model is tested using a sample of 184 firms from
Qatar. After discussing the results and implications of the
partial least square (PLS) path analysis, the paper concludes by
discussing its findings, implications for management and future
avenues for research.

Literature review

The first two sections here review previously researched
managerial assumptions and marketing practices. In particular,
we justify our use of the frame of reference (FoR) framework

and the transactional/relational marketing framework. The last
two sections explore how FoR may impact marketing practice
choices and how the latter affects performance.

Managerial assumptions
The importance of managerial assumptions in the
formulation of organizational strategies and their role in
explaining the diversity of strategic behavior has been
identified by management researchers (Child, 1972;
Hannan and Freeman; 1977; Hambrick and Mason, 1984;
Kaplan, 2011). This line of work suggests that executive
cognitions, values and perceptions all play a pivotal role in
shaping organizational strategic choices (Kaplan, 2011).
Researchers have found that managerial values and
cognitive base influence their vision, selectivity and reading
of the surrounding environment (Lowe et al., 2016; Ivanova-
Gongne, 2015), thereby “directly entering in the strategic
choice” (Hambrick andMason, 1984, p. 195).
Several conceptualizations and terms in managerial

assumptions have been suggested (Day and Nedungadi, 1994;
Goodenough, 1971; Prahalad and Bettis, 1986; Shrivastava
and Mitroff, 1983; Webster, 2005). For the purpose of the
present study, we adopt the FoR typology proposed some time
ago by Shrivastava and Mitroff (1983) as a determinant of
managerial assumptions due to its rigorous basis and because
its constructs have been clearly classified and operationalized
(Pels et al., 2009).
Shrivastava and Mitroff (1983, p. 163) described FoR as

“the fundamental assumptions on which organizational inquiry
into problems is based upon.” They included methodological,
epistemic, ontological and ideological assumptions that enable
organizational members to make consensual meaning out of
social events (Shrivastava and Mitroff, 1983). In other words,
FoR is the tool that enables organizations to make sense of
events and pave the way for their “mindscapes” (Shrivastava
and Mitroff, 1984). Organizational FoR is intended to be a
collective term in the sense that it is shared by most of an
organization’s employees.
Shrivastava andMitroff (1983, 1984) identified four types of

organizational FoR – political FoR, entrepreneurial FoR,
bureaucratic FoR and professional FoR (Table I) – based on six
constructs:
1 Cognitive elements: the fundamental units of information—

ideas, notions, concepts and assumptions that are often
taken for granted but cannot take place without personal
inquiry or concept formation;

2 Cognitive operators: the methods by which vast amounts of
data are obtained, ordered and rearranged to create
meaning;

3 Reality tests: the processes that “anchor organizational
inquiry and resulting actions in specific rules and
regulations, personal values, social ideologies, customs, or
scientific knowledge and thereby give them ‘truth’ or
‘reality’ status” (Shrivastava andMitroff, 1983, p. 165);

4 Domain of inquiry: the scope and boundaries of the inquiry
process that firms consider and address;

5 Degree of articulation: this is not an element of FoR, but
rather pertains to the “degree to which the assumptions
embodied in the other four elements have been articulated
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and codified” (Shrivastava and Mitroff, 1983, p. 166);
and

6 Metaphors: symbolic constructions of the firm’s world in
meaningful ways.

Marketing practice
The current literature proposes two major perspectives from
which to understand the types of marketing practice. The
proponents of the first adopts a dichotomous stand, where they
distinguish among transactional and relational marketing,
seeing them as sited at the opposite ends of a continuum
(Håkansson and Snehota, 1989; Grönroos, 1991), with
traditional goods-centric marketing at one end of the
continuum and the emerging area of service-centered
marketing at the other (Vargo and Lusch, 2004). The
proponents of the second approach also conceptualize
marketing practice along a continuum, but these adopt a more
pluralistic stand through distinguishing between a range of
marketing practices: transaction marketing (TM), database
marketing (DM), interaction marketing (IM) and
network marketing (NM) (Brodie et al., 2008); transactional
exchanges, value-adding exchanges, and collaborative
exchanges (Day, 2000); or transactional as well as narrow and
broad relationshipmarketing (Sheth and Parvatiyar, 2000).
Although a dichotomous approach is useful for simplifying

the relationships in the marketing field, thereby making it easy
to understand the market dynamic, it does not capture the
diversity of practices that can be found between the two poles
(Coviello et al., 2002). Therefore, this paper adopts a pluralistic
view and treats marketing practices as complementary rather
than alternative (Arndt, 1979). Furthermore, we build on the
framework of the contemporary marketing practice (CMP)
group to demonstrate the variety of marketing practices. The
work of the CMP group was chosen for many reasons. First,
although it is the most developed, the work of this group

“emphasizes both theoretical development (suggesting a
typology) and empirical evidence, eliciting a taxonomy of
marketing practices” (Pels, 2010, p. 135). Second, it is
supported by extensive empirical work (Dadzie et al., 2008;
Wagner, 2005).
Coviello et al. (1997) developed a classification scheme

containing two main themes (relational exchange and
management activities) corresponding to nine dimensions
relating to firms’ interaction with their markets. Guided by
these indicators, they extended the two original types of
marketing practice to four, as follows:
1 Transaction marketing: This type of marketing practice is a

reflection of the marketing management school, where the
focus is on “attracting and satisfying potential buyers by
managing the elements in the marketing mix” (Coviello
et al., 1997, p. 509). In this type of marketing, the seller is
the active party, where communication is “to” rather than
“with” the customer; when the goal is to obtain new
customers, the transaction is at a short arm’s length
(Coviello et al., 2002).

2 Database marketing: Reflecting the tactical part of
relationship marketing, the goal is to retain customers
using technology-based tools. The seller is still the
active party, and the communication is “to” the
customer.

3 Interaction marketing: This type of relationship marketing
seeks to develop interpersonal relationships with
customers to create cooperative interactions for mutual
benefit. It implies face-to-face interactions, which means
that communication is “with” the customer and the goal is
to retain current customers by creating a cooperative
mutual benefit.

4 Network marketing: This approach carries the elements of
IM, but seeks to form relationships between firms at
different levels to permit the activities of multiple parties

Table I Shrivastava and Mitroff’s FoR typology

Elements of FoR Entrepreneurial FoR Bureaucratic FoR Professional FoR Political FoR

Cognitive elements Subjective information
Personal commitment

Objective information
Firmal commitment

Inter-subjective
information
Firmal commitment

Subjective and objective
interest
Group or coalition
commitment

Cognitive operators Judgment/Intuitive
analysis
Limited short term
problem formulation and
solution

Computational analysis
Interpersonal inquiry

Planning and
computational analysis
Long range problem
formulation and solution

Bargaining and
negotiation
Inter-personal problem-
solving

Reality tests Self-experience
Facts are what work or
get tasks accomplished

Firmal rules procedures
procedural rigor

Empirical, experimental
proofs methodological
rigor

Popular wisdom social
and firmal norms

Domain of inquiry Problem-specific changing
continuously

Department-fixed and
well-drawn boundaries

Firmal-fixed boundaries Firmal and regional
changes with stakeholder
interests

Degree of
articulation

Low
Through gestures and
actions, non-verbal

High
Through explicit
statement of assumptions,
rules

Medium
Explicit in the knowledge
base used for decision-
making

Low
Through rhetoric and
metaphorical
communication

Metaphors Economic/militaristic Economic/Social Scientific Political
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to be coordinated to build up the organization’s position
in a network of relationships.

Effect of managerial assumptions onmarketing practice
Although the marketing literature is silent about the effect of
managerial assumptions on marketing decision-making
processes (Pels et al., 2009), several authors have discussed the
important role managerial assumptions play in such processes
(Ivanova-Gongne, 2015), which highlights the significance of
managerial assumptions in these processes (Gallen, 2006). For
example, Day and Nedungadi (1994) suggested that it is not
objective reality that drives managers’ decisions, but their
perception of their fluid competitive market arena. Deshpande
and Webster (1989) suggested that organizational culture
affects marketing; central to their argument is the
organization’s cognition. Krepapa and Berthon (2003)
explored interpretative diversity and market learning by
focusing on the way in which managers, for the sake of better
understanding, construct ameaning for their surroundings.
On the empirical side, White et al. (2003) found that

marketing managers’ cognitive styles affect managers’
interpretations of the market situation, which in turn affects the
magnitude of their response. Similarly, Tollin and Jones’s
(2009) results indicated the existence of different and
distinctive logics that dominate the marketing managers’
decision-making processes. The central work that is consistent
with this paper’s purpose is that of Pels et al. (2009), who
developed configurational profiles linking managerial
assumptions and environmental actions tomarketing practice.
The previous discussion has established the role of

managerial assumptions in marketing decision-making
processes and can be expressed by the FoR of the dominant
coalition (White et al., 2003). Together, these suggest that a
relationship between management perception and marketing
practices should appear straightforward. Thomas and
Ramaswamy (2005, p. 249) commented, “the logic of
matching managers to strategy is intuitively appealing.” There
is an overwhelming anecdotal, theoretical and empirical
evidence supporting this line of reasoning.” Therefore, this
paper proposes that a direct link between the management FoR
and the marketing practice adopted is likely to exist. However,
as this study is an exploratory study, we propose at this stage a
parsimonious conceptual model.

Linkingmarketing practice and performance
Over the past three decades, marketing scholars have proposed
two major perspectives to achieve better business performance
(Coviello et al., 2006). One group posits a strong linkage
between transactional marketing and business performance
(Baker, 2014; Buzzell, 1999); its supporting argument depends
on strong empirical evidence of ways to construct a well-
designed, coherent and fully integrated marketing strategy,
leading to better financial performance.
However, many scholars with a background in service and

industrial marketing argue that transactional marketing is
inadequate, especially in service industries (Gummesson,
2004; Gronroos, 1990). Relational marketing, by linking
customer retention and profit, can improve performance more
effectively than transactional marketing can (Ballantyne et al.,

2002). Their rationale is that customers are willing to spend
more money and engage more frequently with a firm that
satisfies them.
Summarizing the discussion thus far, themarketing literature

depicts data that support the proposition that firms with a well-
designed and executed marketing strategy (transactional or
relational) will outperform their competitors (Low et al., 2007).
However, as previously discussed, each team uses different
performance measures to support its hypothesis. Thus, we
propose testing this hypothesis using a variety of performance
measures. This study focuses on three aspects of performance:
sales growth, market share and profitability. This preference is
widely reflected in the marketing literature (Coviello et al.,
2006) and has been accepted by Vargo and Lusch (2004),
despite “their emphasis on value-in-exchange rather than
value-in-use” (Coviello et al., 2006, p. 42).
On the basis of the previous discussion, we would expect a

relationship between an organization’s FoR and marketing
practice. Having said this and because this study is a theory-
generating one, we followed Lindgreen et al.’s study (2008)
and proposed a parsimonious conceptual framework as
presented in Figure 1. The proposed framework integrates the
paper’s three sets of variables: the organization’s FoR,
marketing practices and firm performance. In addition, it
indicates the categories connected with each variable. The
framework illustrates the thesis of this study – namely, that an
organization’s FoR affects the choice of marketing practice and,
for each FoR type, there exists an ideal type of marketing
practice. In addition, it assumes that different types of
marketing practice will have an impact on different measures of
firm performance. These two types of relationships are
appealing if one considers the empirical and theoretical work
that emphasizes the role played by managers’ assumptions in
determining the organization’s strategic direction (Pels, 2010;
White et al., 2003) and the effect that marketing practice has on
firm performance (Baker, 2014; Buzzell, 1999).

Methodology

Measures
The conceptual model of this study was examined using a
structured survey method. The research variables were based
on earlier measurements obtained by the typologies’
developers. The organizational FoR was developed on the basis
of Shrivastava and Mitroff’s (1983) study, for which 28
questions reflecting the four components of FoR were
developed. Marketing practice was measured using the CMP
standard questionnaire for marketing practices (The CMP
group, Coviello et al., 1997), which contain a total of 36
questions. Each type of practice (TM, DM, IM and NM) was
reflected in nine of these questions.
Finally, as firm performance is a multidimensional

phenomenon and different sections of the firm may perform
differently (Fadol et al., 2015), firm performance wasmeasured
using three aspects of performance representing financial and
nonfinancial measures: sales growth, market share and
profitability (Sweeney et al., 2011). Profitability and market
performance are extensively recognized as being among the
most important indicators of performance because these reflect
measures used in the broader marketing literature (Coviello
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et al., 2006; Homburg and Pflesser, 2000). Furthermore, Vargo
and Lusch (2004) considered these to be appropriate despite
their stress on value-in-exchange instead of value-in-use as these
provide information on the extent to which an organization
achieves its marketing objectives. In addition, the use of these
subjective indicators is more appropriate when a cross-industry
setting is involved for a better comparison of performance
(Matsuno et al., 2002) and their relevance, regardless of the
level or type of strategy, is comprehensively investigated
(Deshpandé and Farley, 1998). Finally, these subjective
indicators aremore appropriate asmanagersmay be reluctant to
disclose actual performance data (Coviello et al., 2006). In this
regard, Dess and Robinson (1984) suggested that subjective
data are strongly correlated with objective performance
measures. The questionniare is presented in Appendix I.

Data collection and sample
The responses were collected from firms located in Qatar.
The setting of Qatar can reflect the Gulf region’s
environmental conditions. Despite the increasing economic
and political importance of this region, empirical data on its
organizational and management practices are still lacking
(Zahlan, 2016). Consequently, data that illuminate or
attempt to analyze psychological and practical aspects of
Qatari firms can be valuable (Fadol et al., 2015) and help
test the generalizability of previous findings in a more global
context (Elbanna, 2016). In addition, findings from
different settings may influence CMPs in a different way
than in developed countries (Dadzie et al., 2008), which can
complement or improve the predominant management and
business models from the “developed” world.
Data were gathered with the help of two experienced

research assistants using the drop-off/pickup method of
questionnaire administration (Tuncalp, 1999) betweenMay
and November 2015. The sampling population consisted of
245 private firms listed in the Qatar’s Chamber of
Commerce. Respondents’ participation was voluntary and
based on predetermined appointments. Of the targeted
sample, 184 firms responded, yielding a response rate of 75
per cent, which is similar to related research using similar
techniques of data collection in the GCC countries

(Elbanna, 2016). Following Elbanna’s study (2015), we
collected data from two respondents in 20 firms each to
examine inter-rater reliability.
Table II introduces the demographics of the study

sample. Of note, 20 per cent of participating organizations
were less than two years old, whereas 50 per cent were
established three to ten years ago and the remaining
respondents were established 11 years ago or longer. With
regard to market offers, 35 per cent offered services,
around 5 per cent offered products and 60 per cent offered
both. Of these organizations, 63 per cent were wholly
domestically owned, whereas 12 per cent were completely
foreign-owned and 25 per cent were jointly owned. With
regard to the markets served, consumer markets accounted
for 29 per cent and business markets accounted for 24 per
cent. However, a majority (46 per cent) served both
markets simultaneously.
In terms of the characteristics of the respondents, 86 per cent

of them were male, and 65 per cent of them were between the
ages of 30 and 50. Of those, 39 per cent were in upper
management positions, whereas 35 and 26 per cent were in
middle and functional management levels, respectively. As
regard the category of position held, 28 per cent were in
marketing, 36 per cent were engineers in management
positions, 14 per cent were in finance and accounting, 12 per
cent worked in human resource and other departments
accounted for the final 10 per cent. This distribution was not
unexpected because most Arab companies are small in size
(Zahlan, 2016; Abdul-Muhmin, 2002) and cross-functional
activities are common. We therefore expected that the
respondents would be involved in, or at least have knowledge
about, their company’s marketing practices. Most of the
respondents held a college degree (71 per cent) and 74 per cent
of those who responded held six years of professional
experience or longer.
The overall characteristics of the sampling pool obtained

were consistent with previous international studies (Dadzie
et al., 2008), and comparable in terms of statistical
physiognomy with previous studies conducted in Arab
countries (Elbanna, 2015; Abdul-Muhmin, 2002).

Figure 1 Conceptual framework
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Data analysis
The present paper used the PLS approach. Adopting the PLS
approach offers three advantages that coincide with the goals
and characteristics of this study: it is a technique that is
recommended for models that emphasize theory development

(Chin, 2010); it has an inherent ability to compute a cause-and-
effect relationship model (Hair et al., 2011); and PLS puts
minimum demand on measurement scales such as the sample
size and conditions for normality (Henseler et al., 2009),
making it particularly suitable for this study.

Nonresponse bias, commonmethod bias and recalling
information bias
The data on 89 per cent were collected from a single
respondent in each firm, a limitation that may cause different
types of bias, such as retrospective rationalization and
incomplete recall. Following Elbanna’s study (2015), we
carried out several tests to ensure the absence of possible bias.
First, – in 20 firms (11 per cent), where we collected data

from two respondents in each firm, we found that the data
enjoy a strong level of inter-rater reliability. More specifically,
17 out of the 20 cases with two informants had a significant
correlation at the 1 per cent level or better and the remaining
three cases had a significant correlation at the 5 per cent level.
The 20 firms had an average correlation coefficient of 0.65.
The second test implemented was Harman’s single-factor test
of common method bias. The results of exploratory factor
analysis indicate that the variance in the data explained by the
first factor is well below the cutoff point of 30 per cent, more
specifically, 18 per cent. Hence, we expect very little common
method variance. Both tests propose that any potential
common method bias is small (Zhao et al., 2011), and we can
safely claim that any relationship reported in this study
indicates substantive rather than artificial effects.

Data analysis

Based on our sample of 184 firms, we tested the study model
using Smart PLS version 2.0 (Ringle et al., 2005). Model
estimation was performed on a two-tier procedure, as
recommended by Henseler et al. (2009). First, we assessed the
measurement model, which examines the relation between the
constructs and its indicators. Then, we assessed the structural
model, which shows the relationship between the constructs or
latent variables.

Measurementmodel results
To evaluate the reflective measurements, the values of the
indicator coefficients, composite reliability (rc), Cronbach’s a
and the average variance extracted (AVE) for each construct
(AVE) were used to examine the model’s reliability and
validity. Using the advice of Chin (2010) to accept items with a
loading of over 0.50 if other items on the same construct
reported high loadings, 21 items were deleted. This means that
more than 50 per cent of the variance in the observed variables
was shared with the construct.
Table III presents the model statistics of composite

reliability (rc), Cronbach’s a and the AVE. The first column
reports the results of the composite reliability (rc) index,
where all constructs exceeded the minimum value of 0.70
(Hair et al., 2006) with profitability showing the highest
(0.95) and political FoR presenting the lowest (0.76).
Composite reliability does not assume tau-equivalence,
making it more suitable for PLS-SEM, which prioritizes
indicators according to their individual reliability. However,

Table II Company and individual characteristics

Characteristics (%)

Position
Upper management 38.7
Middle management 34.9
Low management 26.4

Specialty
Marketing and sales 27.6
Finance and account 14.2
HR 12.2
Engineering 36.3
Other 9.7

Degree
High school 5.5
Diploma 3.6
College 3.6
Bachelor 64.4
Graduate degree 22.9

Experience
Less than 3 years 11.5
3-5 years 16.6
6-9 years 29.5
Over 10 years 42.4

Age
18-30 26.9
31-40 42.4
41-50 22.8
Over 51 7.9

Gender
Male 85.8
Female 14.2

Market offers
Goods 5.4
Services 34.8
Both 59.8

Age
Less than 2 years 20.7
3-5 years 27.2
6-10 years 22.8
Older than 11 years 29.3

Market served
Consumer 28.7
Business 24.6
Both 46.7

Ownership
Locally owned 62.7
Foreign owned 12
Jointly owned 25.3
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this paper examined Cronbach’s a as a matter of convention
without giving it too much importance because it gives the
lower bound estimates of reliability and assumes a tau-
equivalency among the measures with its assumption that all
indicators are equally weighted (Chin, 2010). All the
constructs except three (political “0.54,” entrepreneur
“0.61” and bureaucratic “0.63”) reported a value of over
0.70. The moderate value for these three constructs is due
either to the small sample size or to the previously
mentioned limitation of Cronbach’s a. These results show
that the model passed the construct reliability test, that this
reliability provided evidence of unidimensionality, and that
the constructs were suitable for further analysis (Wilson,
2010).
In evaluating the model’s convergent validity, Fornell and

Larcker (1981) advised using the AVE to evaluate the model’s
convergent validity. This measure for the proposed model
ranged from 0.50 to 0.90, as shown in the last column of
Table III, which is above the cutoff point of 0.50. This means
that the latent variables were able on average to explain more
than half of the variance of the model’s indicators,
demonstrating sufficient convergent validity.
To confirm that discriminant validity was established,

Table IV shows that the AVE square root (on the diagonal line)
is higher than all correlations below, which means that each
latent variable has more variance with its indicator than with
any other latent variable (Henseler et al., 2009). In sum, the
results show satisfactory discriminant validity on the construct
and on the item level.

Structural model results
The reliable and valid outer model allows us to evaluate the
inner path model estimates. The psychometric properties of
the structural model are shown in Table V, which includes the
coefficient of determination (R2), Stone–Geisser’s (Q2) and
communality for all constructs.
The R2, which indicates how much of the endogenous

variable is explained by the exogenous variables, reported
scores between 0.27 and 0.37. These scores are considered
moderate scores (Chin, 2010) and are acceptable in value,
according to Henseler et al. (2009). The Q2, which shows the
model’s capacity to predict, reported values over zero, ranging
from 0.11 to 0.23, which means that these have great predictive
relevance (Henseler et al., 2009). The last column presents the
communality values, which show how much variance each
construct shares with all the other variables included in the
model. All the constructs reported communality above the
critical point of 0.5 (Hair et al., 2006), which indicates that
these have sufficient explanations.
Table VI reports the effect size, F2, and the variance inflation

factor (VIF). F2 is calculated as the increase inR2 relative to the
proportion of variance of the endogenous latent variable that
remains unexplained (Chin, 2010). All the values of the model
are above the critical point of zero (Henseler et al., 2009), and
range from small to large, according to Cohen (1988), who
considered the values 0.02, 0.15 and 0.35 to have small,
medium, and large effects, respectively. The third column
shows that the VIF values are far below 10, indicating the
absence of multicollinearity.
The empirical results shown in Figure 2 indicate all the

significant paths after running the bootstrap 5,000 times and
deleting all the nonsignificant relationships.
The proposed model’s significant path coefficient and

moderate R2,Q2 and F2 indicate the strong explanatory power,
high predictive relevance and applicability of the chosen
variables; therefore, it is appropriate now to provide an analysis
of themodel’s findings.

Analysis of heterogeneity in the sample
Henseler et al. (2009) recommended testing for and dealing
with unobserved heterogeneity, because if not carefully taken
into account, it may create a misleading interpretation. The
finite mixture partial least squares (FIMIX)-PLS method has
been described as one of the best-known approaches for

Table IV Latent variable correlations

Political FOR Bureauc FoR Entrepren FoR Profess FoR TM DM IM NM Sales growth Market share Profitability

Political FOR 0.719
Bureaucratic FoR 0.354 0.754
Entrepren FoR �0.011 �0.269 0.752
Professional FoR 0.095 0.63 �0.133 0.739
TM 0.479 0.432 �0.225 0.169 0.710
DM 0.314 0.339 0.06 0.492 0.337 0.720
IM �0.001 �0.155 0.541 0.056 �0.111 0.221 0.733
NM 0.142 0.185 0.235 0.397 �0.023 0.494 0.541 0.709
Sales growth 0.209 0.075 0.194 0.025 0.503 0.215 0.290 0.148 0.931
Market share 0.09 0.038 0.227 0.135 0.158 0.304 0.475 0.378 0.664 0.932
Profitability 0.144 0.011 0.258 0.091 0.242 0.283 0.433 0.345 0.752 0.851 0.950

Table III Psychometric properties of the structural model

Composite reliability (rc) Cronbach’s a AVE

Political FOR 0.762 0.540 0.517
Bureaucratic FoR 0.797 0.631 0.569
Entrepreneurial FoR 0.794 0.614 0.565
Professional FoR 0.877 0.835 0.546
TM 0.857 0.798 0.501
DM 0.841 0.764 0.517
IM 0.852 0.784 0.537
NM 0.876 0.836 0.502
Sales growth 0.929 0.847 0.867
Market share 0.93 0.849 0.869
Profitability 0.945 0.884 0.896
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uncovering unobserved heterogeneity in PLS path modeling
(Sarstedt et al., 2011). FIMIX-PLS simultaneously estimates
the inner model parameters and ascertains the heterogeneity of
the data structure by calculating the probability of the
observations’ segment membership so that they fit into a
predetermined number of segments (Hahn et al., 2002).
This test is an iterative process; therefore, the process started

by calculating the solutions for the numbers of segments (K),
we did calculate from K = 2 to K = 6. Table VII demonstrates
the goodness of fit for the different solutions. Sarstedt et al.
(2011) recommended the use of a combination of Akaike’s
information criterion (AIC3), consistent AIC (CAIC) and
normed entropy (EN) as the most adequate. A quick
comparison of those indicators for each segment classification
suggested that the three segment solution was the most
appropriate choice, and with it we found the minimum values
for CAIC and AIC3 for K3, which provide strong support for
the adequacy of this segment solution (Sarstedt et al., 2011). In
addition, K3 has the highest EN value (above the cutoff point
of 0.5) which indicates that the segments are well separated
(Ringle et al., 2010).
The results for the segment-specific PLS path-modeling

results are presented in Table VIII[AQ9]. Their psychometric
properties confirm that all the relevant criteria for the
measurement and structural model evaluation (Henseler et al.,
2009) were satisfactorily met. The satisfactory values of the
composite reliability (rc), Cronbach’s a and AVE showed that
the model reliability and validity criteria were met. In regard to
the structural model, the R2 values for the four marketing
practices and performance measures are more moderate. The
bootstrapping results reveal that almost all the significant path
coefficients in the original model are also statistically significant
in the three segments.

Table V Psychometric properties of the structural model

R2 Q2 Communality

Political FOR 0.041
Bureaucratic FoR 0.154
Entrepreneurial FoR 0.145
Professional FoR 0.356
TM 0.308 0.144 0.291
DM 0.338 0.164 0.272
IM 0.293 0.154 0.3
NM 0.242 0.114 0.323
Sales growth 0.375 0.319 0.515
Market share 0.27 0.228 0.518
Profitability 0.273 0.236 0.586

Table VI Effect size (F2) and VIF results

F2 Effect size VIF

Politicalfi TM 0.176 Medium 1.143
Politicalfi DM 0.121 Small 1.019
Bureaucraticfi TM 0.114 Small 1.143
Entrepreneurialfi DM 0.036 Small 1.029
Entrepreneurialfi IM 0.414 Large 1
Entrepreneurialfi NM 0.111 Small 1.018
Professionalfi DM 0.438 Large 1.025
Professionalfi NM 0.246 Medium 1.018
TMfi Sales growth 0.465 Large 1.013
TMfi Profitability 0.117 Small 1.013
TMfiMarket share 0.062 Small 1.013
IMfi Sales growth 0.194 Medium 1.013
IMfiMarket share 0.336 Large 1.013
IMfi Profitability 0.295 Medium 1.013

Figure 2 Empirical results
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Comparing the outcomes of the original model (Figure 2) with
those found from the FIMIX 3 segments (Table VIII), one can
find similarities and some substantial differences in the strength
of the path coefficients and in some cases small sign changes. In
the first segment, 9 out of 14 paths were found to be significant,
and close in strength to the original model, with the TM effect
on sales growth being the strongest (0.634). However, two
paths did change their signs: bureaucratic effect on TM and
political effect on DM. In the second and third segments, there
were no sign changes, and more significant paths were found
that were even closer to the original sample in their strength.
Nevertheless, the finding from the FIMIX-PLS analysis reveals
that theR2 values, as well as the path coefficients, and CR of the
model differ from one segment to another, but these look more
persuasive. Most of the endogenous constructs had increased
overall R2 values, ranging between 0.157 (IM) and 0.525
(DM). This indicates that the organizations within the three
groups do behave differently but most of the relationships
found from the original model stay valid for the threemodels.
Taken these findings, an examination of whether the

differences in the results between the three segments were
significant can be taken. Chin (2000) recommended running a
multigroup analysis (MGA) to demonstrate such a calculation.
Table IX introduces the test results from comparing the
different samples. As can be seen, in the 12 relationships, five
differences were found to be significant, which establishes the
existence of heterogeneity in the original sample. In addition,
the absence of significance in the outcomes of the
complementary analyses done for on the demographic variables
confirms that the heterogeneity reflects the effect of manager’s
different perceptions on the choice ofmarketing practice.

Findings

The importance of managerial assumptions in formulating
organizational strategies behavior has been identified by
management researchers (Özleblebici et al., 2015; Child,
1972). However, their effect on directing marketing practices
has not been identified. The results obtained from the PLS path
in this study indicates the existence of a certain degree of
internal coherence and consistency between the two variables
(FoR and MP) and shows the effect that managerial FoR has
on the choice of marketing practice. Several relationships were
found between the two variables.
The first relationship, managers with political FoR, was

found to be associated with transactional marketing practice
(TM and DM). This significant relationship is expected if one
considers the fact that political FoR in the Arab world is found
in manager-centric organizations where decisions are based
more on the managers’ beliefs than the requirements of the
outside world (Souiden, 2002). Such characteristics go along
with the TM practice that focuses on creating discrete arms-
length transactions and impersonal practice (Coviello et al.,

Table VII Goodness of fit and percentage of allocation by number of segments

K = 1 K = 2 K = 3 K = 4 K = 5 K = 6

AIC3 (modified AIC with Factor 3) 3,256.69 3,160.09 3,011.36 3,073.22 3,057.76 3,041.39
CAIC (consistent AIC) 3,324.21 3,298.33 3,100.33 3,352.92 3,408.19 3,462.55
EN (entropy statistic [Normed]) NA 0.759 0.875 0.818 0.818 0.869

Table VIII FIMIX-PLS results for the three-segment solutions

Segment 1 Segment 2 Segment 3

Path coefficient
Bureaucratic FoRfi TM �0.185 0.580* 0.583*
Entrepreneurial FoRfi DM 0.217 0.136 0.018
Entrepreneurial FoRfi IM 0.396* 0.650* 0.505*
Entrepreneurial FoRfi NM 0.111 0.368* 0.378**
Political FORfi DM �0.053 0.261 0.553*
Political FORfi TM 0.494* 0.101 0.200
Professional FoRfi DM 0.421* 0.529* 0.254**
Professional FoRfi NM 0.628* 0.460 * 0.314
IMfi Profitability 0.304** 0.458* 0.583*
IMfi Sales growth 0.123 0.432* 0.373*
IMfiMarket share 0.461* 0.412* 0.605*
TMfi Profitability 0.309** 0.216 0.454*
TMfiMarket share 0.168 0.202 0.351*
TMfi Sales growth 0.637* 0.406* 0.659*

R2

TM 0.334 0.412 0.462
DM 0.323 0.403 0.525
IM 0.157 0.422 0.255
NM 0.457 0.193 0.191
Sales growth 0.428 0.284 0.561
Market share 0.248 0.178 0.478
Profitability 0.198 0.218 0.532

AVE
Political FOR 0.530 0.476 0.487
Bureaucratic FoR 0.369 0.632 0.583
Professional FoR 0.627 0.467 0.543
Entrepreneurial FoR 0.496 0.569 0.609
TM 0.475 0.430 0.611
DM 0.473 0.496 0.591
IM 0.472 0.504 0.649
NM 0.525 0.467 0.545
Sales growth 0.841 0.850 0.908
Market share 0.877 0.813 0.927
Profitability 0.836 0.913 0.913

CR
Political FOR 0.769 0.730 0.731
Bureaucratic FoR 0.535 0.836 0.807
Professional FoR 0.908 0.836 0.876
Entrepreneurial FoR 0.733 0.797 0.819
TM 0.835 0.818 0.902
DM 0.815 0.826 0.878
IM 0.816 0.835 0.902
NM 0.886 0.859 0.893
Sales growth 0.914 0.919 0.952
Market share 0.934 0.897 0.962
Profitability 0.911 0.954 0.955

Notes: **Significant at 0.05; *significant at 0.10
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1997). In addition, the political FoR manager’s focus is on
constantly following the same strategy if it meets with initial
success (Schneider and Shrivastaval, 1988) and matches the
focus of TM practice of standardizing the message sent to the
mass market. Finally, political managers’ continued
commitment to their coalition’s wealth, along with that of their
own, interacts with the TM orientation for growth and
expansion (Brodie et al., 1997).
The second positive relationship was found between

bureaucratic FoR and TM. The nature of bureaucratic FoR
managers is to commit to the organization’s rules, which turns
them into “risk avoiders” (Shrivastava and Mitroff, 1983),
thereby pursuing more conservative strategies (Miller and
Toulouse, 1982), such as TM practice. In addition, research
has found that traditional Arab managers consider market
research and other marketing tools as alien to direct selling and
more in light of luxury expenses that are not needed, as more
traditional marketing methods deliver better results (Souiden,
2002).
The third positive relationship was found between

entrepreneurs’ FoR and relationship marketing practices (DM,
IM and NM) with the strongest path to IM. As organizations
with entrepreneurial FoR have a broad view and look to
innovate, they tend to eschew formal sources; rather, they
prefer informal sources of information that come from internal
and external data (Shrivastava and Mitroff, 1983). Such
managers harmonize with RM, who seek to build long-term
relationships with each customer, to better understand their
needs and deliver faster, more innovative methods than a
competitor can (Gummesson, 2002; Grönroos, 1995).
The last match shows a relationship between professional

FoR and RM practices. This may be an interesting finding
because organizations with such managers depend on models,
scientific rigor and empiricism; therefore, they may prefer TM
(Pels, 2010). However, if we consider the long-term
perspective of the professionals’ FoR, their broad domain of
inquiry and their tendency to use different sources of
information would lead one to reasonably expect such a
finding. Previous research has shown that establishing more
open relationships with customers and other stakeholders is a

major strategy for recreating stability, thereby opening up
value-creating opportunities in new ways (Day, 2000;
Gummesson, 2002). Such a belief is becoming an accepted
model and idea for professional organizations, which
consequently try to implement it andmake it a strategic choice.
As for the second focus of this paper, we find an interesting

result concerning the marketing practice–performance
relationship. Of all the practices inspected, only TM and IM
were found to affect performance. Both practices positively
affected the performance measures, whereas TM was more
closely related to sales growth. This is consistent with Coviello
et al.’s (1997, 2000) suggestion that this type of practice is
managed by the seller and seeks growth opportunities. In
contrast, IM was more closely associated with market share
outcome, which is consistent with the face-to-face, impersonal
nature of the practice that yields higher customer retention,
thereby increasing themarket share of a firm.
Surprisingly, the other relational practices (DM and NM)

had no effect on a firm’s performance. One reason for this may
be the relatively low implementation levels, or perhaps such
“practices are too new and/or resource intensive to have an
impact on performance” (Coviello et al., 2006). Although these
results agree with some previous research findings – namely,
that relationship marketing practices are not a significant
predictor of performance (Coviello et al., 2006) – these do
contradict the emerging services-dominant logic suggested by
Vargo and Lusch (2004), which argues that shifting from the
4P strategies to competing on the basis of service plays a crucial
part in improving performance (Gummesson, 2004). These
results indicate that transactional and interactive marketing
practices together form the backbone of practice and that
transactional marketing is still relevant to a firm’s profitability.
In other words, it is the efficiency and frequency of a practice,
not the type of practice that canmaximize a firm’s performance.

Discussion

Previous research has argued the need to examine the
relationship between managerial assumptions and strategic
decisions (Pels et al., 2009). In addition, a few studies have
investigated how marketing practice choice affects

Table IX t-statistic for multigroup analysis

Path diff ((1.0)-(2.0))
Path diff

((1.0)-(3.0)) t-value ((1.0)-(2.0))
t-value

((1.0)-(3.0))

Bureaucratic FoR -> TM 0.765 0.769 4.532* 4.138*
Entrepreneurial FoR -> DM 0.081 0.199 0.464 1.029
Entrepreneurial FoR -> IM 0.254 0.109 1.851 0.59
Entrepreneurial FoR -> NM 0.258 0.268 1.683 1.454
Political FOR -> DM 0.314 0.606 1.477 2.841*
Political FOR -> TM 0.393 0.294 2.677* 1.728
Professional FoR -> DM 0.108 0.168 0.583 0.887
Professional FoR -> NM 0.168 0.314 1.298 1.863
TM ->Market share 0.033 0.183 0.192 1.119
TM -> Profitability 0.094 0.145 0.496 0.807
TM -> Sales growth 0.231 0.023 1.671 0.217
IM ->Market share 0.049 0.144 0.335 1.042
IM -> Profitability 0.153 0.279 0.911 1.65
IM -> Sales growth 0.309 0.249 2.211* 1.653
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organizational outcomes (Brodie et al., 2008; Coviello et al.,
2006). In response to that need, this study has sought to
provide irrefutable, empirical support by showing how
organizational FoR can affect the dominant marketing practice
choice adopted and, in turn, how such choice affects firm
performance.
The findings of this study show that the organizational FoR

and marketing practice choice are inter-related, indicating that
managers choose a marketing practice on the basis of their
perceptions and readings of the environment. The results
support the relevance of management beliefs in marketing
decisions and endorse the idea that diverse strategic decisions
are attributed to the different models used by managers to
demonstrate the competitive advantages of their businesses, the
types of representations they adopt (Shrivastava and Mitroff,
1984), and the type of information they rely on to assess their
competitive advantages (Pels, 2010). The findings also imply
that marketing practice diversity is more likely to be attributed
to differentmanagerial perceptions than to contingency factors.
In addition, this study has found two ways to enhance

performance – namely, transactional marketing and interactive
marketing – which conflicts with the increased attention given
to new forms of marketing practice, such as NM (Vargo and
Lusch, 2004). Indeed, the findings of this study indicate that
such forms of practice have no direct impact or influence on
performance. This initiates dialogue on the co-existence of
product- and service-centered logics in most markets (Day et
al., 2004), whereas “firms focusing on relational buyers only, as
opposed to transactional buyers, would be disadvantageous”
(Reinartz and Kumar, 2000, p. 26). This study proposes that,
as long as fundamental organizational goals are seeking sales
growth and profitability, transactional marketing would be a
form ofmarketing practiced to attract new customers.
The framework presented in this paper makes several

contributions to enrich the management literature. First, the
findings contribute to an enhanced understanding of strategic
leadership theory. Unlike previous approaches, which focus on
specific managerial attributes that are associated with decision-
making processes, these results focus on subjective cognitive
processes. These processes underpin the identification of
organizations’ strategic behavior to highlight the importance of
their ideologies and subjective interpretation for organizational
decision-making processes. In other words, this paper explicitly
shows that the FoR can explain why different assumptions
exist; it further shows the vital role the FoR performs in the
decision-making process. Second, companies responded to
different profiles of marketing practice and managerial FoR,
which supports the existence of the two imperatives and their
underlying constructs, thereby supporting their adoption.
Third, the results show that it is not the contingency factors
that influence the marketing choice; instead, the choice of
marketing is based on internal factors. The differences within
the company itself cause such diversity. Next, this paper’s
results suggest that transactional and interactive marketing
practices are, together, the backbone of practice and that
transactional marketing is still relevant to a firm’s profitability.
In other words, it is the combination of how often and how well
an organization carries out a practice, not the type of practice
that will maximize organizational performance. Finally, from a
methodological perspective, this study investigated the

unobserved heterogeneity in some Arabic firms using MGA
analysis and identified three types of groups. This issue is a
critical area of concern that has rarely been addressed in
previous studies (Sarstedt et al., 2011; Henseler et al., 2009).

Managerial implications

From a managerial standpoint, the results obtained in the
present research offer a number of implications for those
managers who seek to recognize an opportunity to generate a
competitive advantage by developing alternative or additional
marketing practices. First, the results suggest that different
marketing practices are linked to different frames of reference.
Hence, managers should carefully examine the internal logic of
their marketing-related profiling and manage their marketing
practices accordingly. That is, if managers acknowledge how
their FoR impacted the adoption of a certain marketing
practice, it could increase the effectiveness and efficiency of
their marketing decision-making process. In this regard, White
(2003) suggested that building up effective firms not only
involves assuming or developing new resources and techniques
but also demands an understanding of the way in which these
forces relate to adopt practices that may be valid for ensuring
the survival of that organization.
Second, the findings suggest that viable marketing practices

are contingent on managerial frames of reference.
Consequently, a better understanding of the right match will
also provide managers with a basis for better recommendations
for improving marketing decision-making processes. Lindgreen
et al. (2008), for example, discussed that the development of
marketing practices involves not only adopting or acquiring
new resources and techniques but also an underlying
understanding of how to enthuse, manage and motivate those
within the organization to work both differently and more
effectively.
Third, if managers became tacitly aware of the fit of

marketing practices in the organization FoR, they would better
understand their rival’s practices and respond in a far more
effective manner, which would suit their own combination
rather than becoming merely reactionary. Pels (2010) found
that the acknowledgment of how marketing practices
interrelate to other imperatives was useful for managers’ better
understanding of their competitors related to their markets. In
addition, this study finds that managers should be cautious
when deciding whichmarketing practices to adopt because part
of the international benchmarks in developed countries might
be irrelevant to their perception and would not fit in their local
markets.
Finally, our results suggest that improving performance is

not tied to the use of relational marketing practices and that
transactional marketing is still relevant to a firm’s profitability.
As we have noted, organizational performance is not
maximized by the category of practice chosen, but rather by the
frequency and quality of its implementation.

Limitations and future research

This study was exploratory in nature; thus, several limitations
should be highlighted. First, given the novelty of the approach
adopted in this study, we drew conclusions about association,
not causation. Second, this paper was linked to theorizing

Marketing practices

Allam Abu Farha and Said Elbanna

Journal of Business & Industrial Marketing

Volume 33 · Number 3 · 2018 · 337–352

347



(Weick, 1995) and, by extension, contributed to theory
building rather than theory testing; therefore, we did not
suggest any hypotheses. Third, the study was restricted to
Qatar and to a small sample, which may reduce the
generalizability of its findings and conclusions. This study also
did not assess the quality of marketing practice; future research
might use a management perspective in assessing the
effectiveness and perceived value of specific practices.
With these findings and the limitations highlighted, we believe

that this study opens up avenues for potential future research.
Although our study was exploratory in nature, when checking
whether relationships between organization FoR and marketing
practice exist or not, any future work might want to explore in
detail why such relationships exist. This can be done for the
whole model, including all relationships, or by taking one cluster
and investigating its occurrence, examining the dynamics that
affect its relationships. Furthermore, this study included firms
from a range of industries and offerings. An interesting branch of
research development may be to conduct a study within the same
industry. Moreover, this study was restricted to the Qatari
market; a replication of this revision to other countries and/or
markets, along with a comparison of results, would increase the
validity and application of these findings and allow for greater
insights into its generalizability to be shared. Future studies can
also build on our results to develop and examine certain
hypotheses that were beyond the objectives and the capacity of
this study. Finally, although testing the effectiveness of marketing
practice on performance was a valid step, checking other
antecedents of performance, such as customer retention, would
yield even greater insights still.
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