Engendering a Market Orientation:

Exploring the Invisible Role of Leaders’ Personal \alues

Yuhui Gao and Frank Bradley
University College Dublin

Yuhui Gao

Business Research Programme

UCD Michael Smurfit School of Business
University College Dublin

Blackrock, Co. Dublin

Ireland

Tel: +353 1 7168014

Fax: +353 1 7168993

Email: Yuhui.Gao@ucd.ie

Frank Bradley*

R and A Bailey Professor of Marketing
UCD Michael Smurfit School of Business
University College Dublin

Blackrock, Co. Dublin

Ireland

Tel: +353 1 7168949

Fax: +353 1 7168977

Email: Erank.Bradley@ucd.ie

*Corresponding author

To cite this article:

Gao, Y. & Bradely, F. (2007). Engendering a madk&ntation: exploring the invisible role of
leaders’ personal value¥ournal of Srategic Marketing, 15 (2-3), 79-89.



Engendering a Market Orientation:

Exploring the Invisible Role of Leaders’ Personal \alues

ABSTRACT

With the emergence of a ‘second generation of markentation’, the topic has become a rich
field for researchers to cultivate. Though marlegtatholars have turned their attention to the
critical role top leaders play in shaping and d¢reph market oriented organization, no research
to date has considered the impact of leaders’ pafsealues in the process of engendering a
market orientation. We argue that personal valud® primary driver of motivation,
fundamentally determine human behavior. The objectif this study is to fill the gap in the
current literature by systematically exploring tieéationship between the two constructs. In this
paper, a series of propositions is derived whichgests that leaders with different sets of
personal values tend to emphasize different dyrammicnarket orientation. Consequently, we
postulate that personal values play an invisiblepgsverful role in impeding or facilitating the
development of a market orientation. This resededds to an important implication for
managers: a more balanced market-orientated agpro@t be achieved if managers become

more aware of the personal values they possess.

KEYWORDS: Personal values; market orientation; bushess performance



Engendering a Market Orientation:

Exploring the Invisible Role of Leaders’ Personal \alues

INTRODUCTION

Market orientation, the implementation of the markg concept, is considered as a cornerstone
of the marketing discipline (Kohli and Jaworski909. Researchers have been relentless in their
pursuit of an understanding of the nature of a etaokientation (e.g. Kohli and Jaworski, 1990;
Narver and Slater, 1990; Shapiro, 1988), to illistra direct casual link between market
orientation and performance (e.g. Narver and Sla@90; Cano, Carrillat and Jaramillo, 2004),
and even to investigate a moderated relationshgp @ater and Narver, 1994; Deshpande and
Farley, 2004; Deshpande, Farley and Webster, 1988; Kim and Srivastava, 1998). Moreover,
a stream of research has turned its attentiongatitical role senior managers play in shaping
and developing a market oriented organization. &@mple, Kohli and Jaworski (1990) assert
that the commitment of top managers is an esseptalequisite to a market orientation.
Likewise, Webster (1988) reports that a market nbaitton appears to be facilitated by the

amount of emphasis senior managers place on maniketation.

According to Slater and Narver (1995, p. 456), “arket oriented culture can achieve maximum
effectiveness only if it is complemented by a $paf entrepreneurship and an appropriate
organizational climate”. While there is no shortaferesearch which provides evidence of the
link between senior management behavior and mankentation (e.g. Felton, 1959; Hambrick
and Mason, 1984; Harris and Ogbonna, 2001; Hands Riercy, 1999; Webster, 1988; Payne,

1988; Kohli and Jaworski, 1990; Locandetr al., 2002), no existing study has focused



specifically on the impact of leaders’ personalueal in the process of engendering a market

orientation.

People and their personal values reflect diffeatioin and provide enduring sources of
competitive advantage for the firm (Dalton, 200%effer, 2002). Organizational research has
indicated that leaders’ personal values can exprofound impact on their attitudes and decision
making (England, 1975). Leaders with articulatets s# personal values make choices more
easily and tend to build lasting results. In costiréeaders lacking a clear set of personal values,
rudderless leaders, constantly shift from goaldal gUIrich, Zenger and Smallwood, 1999). It is
believed that organizational outcomes — both sjraseand effectiveness — are reflections of the
personal values and cognitive bases of powerfulldesain the organization (Hambrick and
Mason, 1984). Personal values, the primary drivemotivation, provide a reference point for
deciding whether actions are good or bad, appreparinappropriate, right or wrong (Sullivan,
2002). Individuals constantly assess what theyahdr people do and use personal values as the
yardstick (Sullivan, 2002). As Rokeach (1973) caodels, personal values are significantly

related to all kinds of behavior.

We argue that a better understanding of leadersopal values can provide us with a deeper
insight into their attitude towards market orieiat The objective of this research is, therefore,
to fill the gap in the current marketing literaturg exploring the following question: what role

do leaders’ personal values play in the procestegéloping a market orientation? The paper is
organized as follows: first, we provide a briefimv of the literature on personal values and
market orientation. Second, we systematically erantihe impact of personal values on market

orientation and the market orientation - businessfopmance relationship. A conceptual



framework is then presented. Third, conclusions @mathagerial implications are discussed and

finally suggestions for future research are indidat

THEORETICAL BACKGROUND

Personal values

The concept of personal values holds a centratipnsacross all the social sciences (Kluckhohn,
1951; Williams, 1968). Personal values have beeimekk as “desirable goals, varying in
importance, that serve as guiding principles ingbele lives” (Schwartz and Sagiv, 1995, p.93).
Personal values are used to predict various kif@elwavior (Kamadura and Jose, 1991) and are
viewed as criteria or standards people use to tsatetjustify actions and to evaluate people and
events (Kluckhohn, 1951). They are key to the fdaromaof the human character (Cowan and
Todorovic, 2000). The priorities that individuals$trdpute to different values reflect their
temperaments, personalities, socialization expegegnunique life experiences and surrounding

culture (Rokeach, 1973; Smith and Schwartz, 1997).

Following Rokeach’s (1973) work, Schwartz derived motivationally distinct types of values

based on three universal human requirements tohwdlicindividuals and societies must be

responsive: the needs of individuals as biologizghnisms, the requisites of coordinated social
interaction, and the requirements for the smootictioning and survival of groups. For example,
the need for control and mastery may be transforimeedvalues for independence and freedom;
requirements for coordinating resource exchange beayransformed into values for honesty;

and demands for group survival transformed intaeslfor national security (Schwartz, 1990).

In total 57 values were selected to represent thealue typesHower, Achievement, Hedonism,

Simulation, Self-Direction, Universalism, Benevolence, Tradition, Conformity, Security). Each



defined in terms of its central go&or instance, the motivational goal Béwer is social status
and prestige, control of people and resources, easethe motivational goal &kcurity is safety,
harmony and stability of society and of relatiopshiThe ten motivational value types can be
organized in four higher order value domains thatnf two bipolar dimensions, reflecting:
Openness to changéself-direction andstimulation) versusConservation (security, conformity
andtradition) andSelf-transcendencguniver salism andbenevolence) versusSelf-enhancement
(power andachievement). Hedonism is related both to Openness to change and Sedfreement

(Figure 1).

<insert Figure 1 here>

Market orientation

Market orientation is considered to include acdkgtinvolved in the implementation of the
marketing concept (Kohli and Jaworski, 1990), whiets been defined as the firm’s willingness
to recognize and understand consumers’ needs ants$,veand a willingness to adjust any of the
marketing mix elements to satisfy those needs amdtsv(Houston, 1986). The marketing
concept holds that the key to achieving organinaigoals is to be more effective and efficient
than competitors in identifying and in satisfyingetneeds of target markets (Narver, Slater and

MacLachlan, 2004).

There has been a significant amount of researcimarket orientation since the early 1990s.
Market orientation has been mainly conceptualizesnftwo perspectives in the literature: a
behavioral (Kohli and Jaworski, 1990) and a cultpeaspective (Narver and Slater, 1990). Kohli

and Jaworski (1990) define a market orientationcamposed of three sets of activities:



organization-wide generating, disseminating andooeding to market intelligence. Market

intelligence refers to data not only about cust@ndmut also about competitors and other
constituenciesThis behavioral view of market orientation focusms specific behaviors and

therefore facilitates operationalizing the markeemtation construct. In parallel with Kohli and

Jaworski’'s conceptualization, Narver and Slate9(9iew market orientation as the form of
organizational culture which consists of three conemts (customer orientation, competitor
orientation and interfunctional coordination) ama tdecision-making criteria (a long-term focus
and a profit focus). Each component involves iigelice generation, dissemination, and
responsiveness to the collected information. The twnceptualizations share something in
common: they generally mean “learning about madeatelopments, sharing this information
with appropriate personnel, and adapting offerittya changing market” (Jaworski, Kohli and

Sahay, 2000, p.45). In this paper, the culturatjpective of market orientation is adopted.

EXPLORING THE ROLE OF LEADERS’ PERSONAL VALUES IN T HE PROCESS OF
ENGERDERING A MARKET ORIENTATION

In this study, we examine each domain of persoakies (i.e. Openness to change, Conservation,
Self-enhancement, Self-transcendence) and itseinéle on each dynamic of a market orientation
(i.,e. Customer orientation, Competitor orientati@md Interfunctional coordination) - a
componentwise approach suggested by Greenly (1835)ooking at each domain of personal
values rather than looking at two dimensions i.pehess to change versus Conservation and
Self-enhancement versus Self-transcendence agdamit by Steenkamp, Hofstede and Wedel
(1999), we are able to emphasize the uniquenesadf type of manager and his/her unique

perception on market orientation.



Openness to change

The Openness to change dimension consisteltflirection, stimulation and hedonism value
types. People with strong Openness to change vedadgo have independent thought and action
and choose excitement, novelty and creation irr tiheds (Schwartz 1992). It is expected that
leaders with such a set of personal values are fkalg to be open to new ideas and be more
willing to accept changes — critical managerialtdes for engendering a market orientation
(Kohli and Jaworski, 1990). The rationale behinis tiew is that customer orientation, which
has been considered the most fundamental aspect ofganizational culture (e.g. Deshpande,
Farley and Webster, 1993), places the highestifpyrion the interests of customers. Specifically,
customer orientation is the sufficient understagahtarget customers and continuously finding
ways to provide superior value for them (Narver &tater, 1990). It involves being responsive
to changing customer needs with innovative markegtirogramme and strategies, which can be
viewed as continuous innovative behaviour (Kohld araworski, 1990). A positive attitude
toward change and a willingness to innovate, tloeegfare likely to facilitate a customer

orientation (Rogers, 1983; Kohli and Jaworski, 1990

Moreover, leaders with such a set of values arenoffriven by stimulation. Intellectual

stimulation from the leader encourages followersfital creative ways to improve their

performance (Podsakoff et al., 1990). It is beltetleat employees’ creativity is essential because
successful market-driving strategies often comenfiareakthrough innovations that have the
potential to improve the value proposition to custes (Kumar, Scheer and Kotler, 2000;
Carrillat, Jaramillo and Locander, 2004). The Ommsnto change managers often have a
creativity system installed (Kao, 1997). For ins@nMarissa Mayer, director of consumer Web

products at Google always ‘keeps her ears openhascecome a powerful force of innovation



inside the fast growing company. As the gatekeémenew products, Mayer helps to figure out
how to make sure good ideas get the attentionriked. The sophisticated satellite images of the

world Google offers is just one example (Elgin, 200

Meanwhile creative and open-minded leaders areeadpected to be alert to the moves made by
competitors. Competitor orientation mainly focuses three questions: (1) Who are the
competitors? (2) What technologies do they off@)?0o they represent an attractive alternative
from the perspective of the target customers? é6lahd Narver, 1994). We suspect that
Openness to change leaders very often adapt siatbgses that can facilitate them to anticipate
and come out with solutions better and sooner thair competitors. For example, Google
introduced its desktop search two months earli@antiis big rival, Microsoft. In addition,
Openness to changes leaders tend to be open ¢oediffopinions and are likely to be frequent
and effective communicators, which can promoteaani@g environment thus encourage market
intelligence dissemination within the organizatiof®inkula, 1994; Slater and Narver, 1995).
Furthermore, as leaders with strong Openness togehaalues are inclined to seek challenges in
life, they tend to have a high tolerance for riSicfwartz, 1992). Kohli and Jaworski (1990)
report that the greater the risk aversion of tauégs, the lower the market orientation of the
organization. In sum, we expect that:
Proposition 1: The stronger the Openness to changalues held by leaders, the more

likely will the development of a market orientationbe fostered.

More specifically, Openness to change is

(a) positively related to customer orientation (b)positively related to

competitor orientation and (c) positively related o interfunctional

coordination.



Conservation

Three values types form the Conservation dimengibrpersonal values, namelsecurity,
conformity, andtradition. Specifically, security values emphasize safety stability of society,
while conformity values emphasize self-restrainewreryday interaction. The motivational goal
of tradition values is respect, commitment and ptzoece of the customs and ideas that one’s
culture or religion imposes on the individual (Setntz, 1992). In contrast with people who hold
strong Openness to change values, people with @mni@onservation values try to avoid
changes in life and try to restrain actions (Schzyat992). They tend to accept ideas that
tradition provides, thus lack creativity. Leadel$iwsuch a bundle of personal values are inclined
to develop an ‘inner-directed’ orientation that pditle attention to what competitors are doing
or what customers believe (Day and Nedungadi, 19%la result, this self-centered orientation
is associated with low use of external informatand an unsure view of competitive strategy
(Day and Nedungadi, 1994). Such an attitude carthbepotential impediment that restricts
market orientation development. Furthermore, weeacisthat leaders with strong Conservation
values are more likely to stress regulations arrch&b structures. Formalization concerns the
degree to which employee actions and job requirésnare made explicit in the form of rules,
procedures, policies and regulations (Goebel, Mdksimd Locande, 2004, cf. Hall, 1967; Aiken
and Hage, 1966; Pugh et al., 1968). Both orgamizatibehaviour (e.g. Hage and Aiken, 1970)
and marketing research (e.g. Deshpande and Zalth®®2) disciplines have shown that fewer
formalized procedures provide employees with gregibility to carry out their tasks. In these
circumstances employees tend to make extensiveofusearket research information whereas
firms which are more formalized are likely to makss use of market information. We also
suspect that managers with such value sets are likehg to develop a culture of hierarchy.

Previous research demonstrates that decision méaugrs at the upper levels of the hierarchy



may feel inclined to communicate less with leadersther functional departments (Hage, Aiken
and Marrett, 1971; Goebel, Marshall and Locande€)420We thus propose the following
proposition:
Proposition 2: The stronger the Conservation valugleaders hold, the more likely will
the development of a market orientation be hindered
More specifically, Conservation is:
(a) negatively related to customer orientation (bhegatively related to
competitor orientation and (c) negatively related ¢ interfunctional

coordination.

Self-enhancement

People with dominant Self-enhancement values, windhude hedonism, achievement and
power value types, will be inclined to attempt to cohtpeople and to seek personal success
through demonstrating competence according to lsstdadards and prestige (Schwartz, 1992).
Self-enhancement leaders are characterized asianshitsuccessful, capable, and influential
(Schwartz, 1992). We suspect that such leadersentig have a competitive nature, i.e. they pay
considerable attention to the strengths, weakneaselscapabilities of competitors (Narver and
Slater 1990) and their strategic actions are likelype based on activities of competitors (Day
and Nedungadi, 1994). Driven by success, Self-ezdraant leaders, while watching out for their
competitors, also tend to seek every potential grapportunities by continuously introducing
new products to satisfy the apparent and potentiatomer needs. On the other hand, as the
motivational goal of power is to control over pemphd resources, and to enhance their personal
interests (even at the expense of others) (Schwd@®2), such leaders consciously or

unconsciously may cause conflicts within the orgation. Interdepartmental conflict inhibits

10



communication across departments and thereforedebsnthe development of a market
orientation (Kohli and Jaworski, 1990; Jaworski &mwdhli, 1993). We now suggest that:
Proposition 3: The Self-enhancement values have aixed impact on market
orientation. More specifically, Self-enhancement is
(a) positively related to customer orientation (b)positively related to
competitor orientation and (c) negatively related ¢ interfunctional

coordination

Self-transcendence

The Self-transcendence dimension consists of twoeveypes:Universalism, the motivational
goal of which is understanding, appreciation, @mbee, and protection for the welfare of all
people and for nature itself, aBénevolence which emphasizes preservation and enhancement of
the welfare of others in close proximity in everydateraction (Schwartz, 1992). Leaders with
strong Self-transcendence values are more concéondlde benefits of others which leads us to
expect that they are more sensitive to the needsustomers. However, because of the ‘soft’

nature of Self-transcendent people, they tend tedsecompetitively orientated.

These people tend to be supportive leaders, howewvieo can be viewed as sympathetic,
amicable and considerate of subordinate needshwtas been found to be positively associated
with a market orientation (Harris and Ogbonna, 20@Uditionally, leaders with such a set of
personal values tend to avoid conflicts within ¢inganization. By avoiding conflicts, leaders are
able to encourage market intelligence disseminabgnsmooth interfunctional coordination

(Narver and Slater, 1990).We now suggest that:

11



Proposition 4: The Self-transcendence values hava mixed impact on market
orientation. More specifically, Self-transcendences:
(a) positively related to customer orientation (b)negatively related to
competitor orientation and (c) positively related b interfunctional

coordination.

Market orientation and business performance

A significant number of studies indicate a positagsociation between market orientation and
business performance (e.g. Kirca, JayachandranBaadden, 2005; Narver and Slater, 1990;
Jaworski and Kohli, 1993). We, therefore, anticgptiat:

Proposition 5: The greater the market orientation is facilitated within the

organization, the better the business performance.

CONCEPTUAL FRAMEWORK

The conceptual framework is illustrated in FigureThis research indicates that leaders with
Openness to change values are inclined to encourageket orientation development.
Conversely, leaders with Conservation values &mito impede market orientation. On the
other hand leaders holding dominant Self-enhancermed Self-transcendence values have a
mixed emphasis on different dynamics of a markéntation. Business performance can by

enhanced by a greater market orientation.

<insert Figure 2 here>

12



CONCLUSIONS AND MANAGERIAL IMPLICATIONS

A market orientation has been and should contiouleeta source of competitive advantage for
any organization (Slater, 2001). The marketingrditere has acknowledged the critical role
leaders play in creating and shaping a market tikeoulture. However, to truly understand the
significant impact of leaders on the developmentaomarket orientation, we argue that a
reflection on leaders’ personal values is stromgdgded as personal values inherently determine
human behaviour. No research to date, howeverbé&as specifically devoted to this important
topic. In this paper, we take the first steps puding the effect of personal values into the gtud
of market orientation. Propositions have been @eriwhich suggest that leaders with different
sets of personal values are inclined to emphasireht dynamics of market orientation. We
postulate that personal values play an invisibtepgeverful role in either hindering or facilitating
the market orientation development in an orgaroratiln addition, this study covers
psychological, anthropological and marketing litera, a multi-disciplinary approach, which has
been encouraged by marketing scholars (e.g. Verlig#dschak, and Bagozzi, 2004). Such an

approach provides a new perspective for markenhtaimn research.

Apart from its theoretical contributions, this syudlso offers some important insights for
managers. Only if managers know themselves be#terticey understand their behaviour and
decisions better. As organizations are drivingeéodme more market-focused, managers need to
recognize that the ‘soft’ variables, the persoralgs they hold, can have a profound impact on
the development of a market orientation. If mansgan be aware of the particular dominant
personal values they possess, they will be ablputeue a more balanced market-oriented
strategy by intentionally overcoming their own ‘weasses’. Leaders with strong Conservation

values, for example, can improve their market-dgeted approach by hiring or working closely

13



with open minded people to be ‘stimulated’ by neseas. Self-enhancement leaders can
minimize conflicts arising from their strong setinested-driven behaviour by employing a Self-
transcendent assistant, who may be more sensitigéher people and environment. Meanwhile,
Self-transcendent leaders can certainly enhancge dhstomer and competitor focused attitudes
by observing and absorbing the good quality of @eee to change and Self-enhancement
employees. If leaders recognize the invisible thkg personal values play, they may be able to
create a more balanced market-orientated organizatd, hence, create competitive advantage
for the firm. But such balance can only be achiewéehders know themselves or as the ancient

Chinese war strategist Sun Tzu said ‘know youraetf your opponent to be guaranteed victory’.

LIMITATIONS AND FURTHER RESEARCH

The limitations of this study offer some opportigstfor future research. Firstly, the impact of
personal values on other organizational variableswk to drive market orientation, such as
organizational culture (Deshpande and Farley, 2004gnizational learning (Slater and Narver,
1995; Sinkula, 1994), organizational innovativengtsn, Kim and Srivastava, 1998) needs to be
further explored. Secondly, environmental charasties, which have been found to have a
mediation effect in a number of studies (e.g. $latel Narver, 1994; Han, Kim and Srivastava,
1998), have not been considered in this paper. udlysthat would include environmental
conditions to examine the contingencies for thati@hship between personal values and market
orientation is recommended. Thirdly, the object¥ehis research is theory building rather than
theory testing, giving rise to the obvious need foture study to validate our research

propositions empirically.
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FIGURE 1: Schwartz’s Theoretical Structure of Ten Motivational Types of Values
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FIGURE 2: The Role of Leaders’ Personal Values in BEgendering a Market Orientation
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