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Pourquoi I'orientation client ne stimule pas nécessrement une gestion des réclamations

efficace : le réle négligé de 'orientation enverkes réclamations

Résumé en francais de 100 mots au maximum :

Nous avons recours a la théorie des perspectmasgxpliquer comment I'orientation client
peut éviter les comportements organisationnelsndétevis-a-vis des réclamations. Lorsque
les managers et les employés ont une conceptioatinégles réclamations, ils développent
des comportements défensifs, et cela se traduitipananagement inefficace des réclama-
tions. Les résultats d’une étude menée aupres deeksponsables marketing montrent que
des efforts en termes de gestion des réclamatimmisesficaces si I'orientation client se tra-
duit par une orientation envers les réclamatiomsrdle des managers est important pour fa-
voriser une orientation réclamation dans la cularganisationnelle.

Mots-clés :orientation client, réclamation, orientation récktion, comportements défensifs

Why Customer Orientation Does not Necessarily Stinlate Complaint Management Ef-
ficiency: The Neglected Role of Orientation Toward€omplaints

Abstract :

This communication addresses how customer ori@ntaan prevent defensive organizational
behaviors towards complaints. We argue that pasipeory offers a relevant theoretical

framework to address that question. When managetsemployees view complaints nega-
tively, they are likely to exhibit defensive beharg towards complaints, which results in an
ineffective complaint management. A study condiictéth 137 complaint managers show

that investments into complaint management do med yeturns if customer orientation does
not result in a firm’s orientation toward compla@ngenior management as a critical to play in
implementing a complaint orientation of corporatéwre.

Keywords: customer orientation, complaint, complaint ori¢iota defensive behaviors.




Why Customer Orientation Does not Necessarily Stinlate Complaint Management Ef-
ficiency: The Neglected Role of Orientation Toward€omplaints

Introduction

Firms make extra efforts to manage complaint effebt, because managing complaint
effectively is a key driver of customer satisfanteind loyalty (Homburg and First 2005), and
of a firm’s financial returns (Luo and Homburg 200&ustomer orientation should facilitate
the implementation of an effective complaint mamaget. Indeed, scholars and managers
consider effective complaint management to be ficalievidence of a firm’s customer
orientation. Homburg and Furst (2007) state ungouusly that “complaint handling
embodies the acid test of a firm’s customer origmé (p. 95). However, a customer
orientation of corporate culture is not always sight to prevent against the defensive
behaviors towards complaints that may arise inrra fHomburg and First 2007). Indeed,
even employees in customer-oriented firms may peoceomplaints as threats to their self-
esteem, reputation, autonomy, resources, and jolrise The consequence is that those
employees prevent against acquiring informationualsastomers’ complaints, disseminating
this information in a firm, and using this infornmat to increase customers’ satisfaction.
Therefore, given the large investments needed ttagecomplaints effectively (Fornell et al.
2006) and to successfully create a customer otientdGebhardt, Carpenter and Sherry
2006), the important question arises as how a metmrientation of corporate culture can
transmit into an effective complaint management.

Our objective in this communication is to addrelss following question: how customer
orientation can prevent defensive organizationabli®rs towards complaints? Research on
the link between customer orientation and complaiahagement efficiency remains scarce,
so that there is no explanation on why customezntakion has a small influence on the
efficiency of complaint management. In this commation, we argue that prospect theory
offers a relevant theoretical framework to addrésst question (Kahneman and Tversky
1979). A firm with strong customer orientation reakcustomers’ satisfaction one of its
preeminent objectives. It turns that managers emgloyees may consider customers’
complaints negatively (as “losses”) rather thanitp@dy (as “gains”). When managers and
employees view complaints negatively, they arelyike exhibit defensive behaviors towards
complaints, which results in an ineffective comptananagement. We suggest that customer

orientation stimulates complaint management whestocner orientation results in a firm’'s



will and ability to acquire information about custers’ complaints, to disseminate this
information in a firm, and to use this informatiorg., when a firm is oriented towards
complaints.

Our communication makes three principal contribngio First, we show that investments into
complaint management do not yield returns if cugoorientation does not result in a firm’s
orientation toward complaints. Second, we contalio the customer orientation literature.
Although complaint orientation is part of the meaaswf customer orientation (Kohli,
Jaworski and Kumar 1993), we examine the posgiltitiat a firm oriented to its customers
may not be necessarily oriented to their complaif@®ing so, we offer an explanation for a
small influence of customer orientation on complamanagement efficiency. We provide a
comprehensive framework to understand why and haustomer orientation of corporate
culture transmits into an effective complaint maragnt. Three, we show that senior

management as a critical to play in implementimgm@plaint orientation of corporate culture.

1. Conceptual framework

In today’s competitive markets, customer satistactis a universal goal: higher customer
satisfaction leads to higher profits (e.g. Formtlal. 2006). Complaint management offers
several potential benefits to a firm whose objextiy high customer satisfaction (Luo and
Homburg 2008). By effectively soliciting, handlingnd analyzing customers’ complaints, a
firm can ensure high levels of customer satisfactiod loyalty (Fornell 1981, Smith, Bolton
and Wagner 1999, Orsingher, Valentini and de Asg2010). Indeed, a firm that handles
complaints efficiently can identify accurately theasons for customers’ dissatisfaction and
can therefore prevent future dissatisfaction (Fbared Westbrook 1984).

However, there is ample evidence that most firtie linvest in complaint management (Tax,
Brown, and Chandrashekaran 1998; Estelami 2000ygasden 2001; Orsingher, Valentini,
and de Angelis 2010). Because of a lack of apptgrcomplaint channels (Andreassen
1988; Richins 1987; Estelami 2000) most customeffsain from complaining after a
dissatisfying experience (Oliver 1997). In theddrrm, a “vicious circle” may arise. As a
firm receives more complaints, managers in chafgeomplaint management become more
isolated from a firm’s decision making (Fornell anekstbrook 1984). It turns that the firm is
less able to manage effectively new complaints, eochplainers also tend to be more
numerous.

Firms little invest in complaint management systdrasause most managers and employees

consider complaints as “bad news” (Fornell and Westk 1984, p. 69). Because complaints



are usually seen as bad news, managers and emplogeeive them as a source of threat for
their self-esteem. Therefore, to protect themsgltreey exhibit defensive behaviors towards
complaints, which refer to “organizational behasiavhich avoid contact with dissatisfied
customers, dissemination of complaint-related miation within the organization, and
responsiveness to complaints” (Homburg and FUB720. 524).

Specific organizational behaviors and organizafiondtures may help a firm to prevent
defensive organizational behaviors towards comidaiHomburg and First 2007). A firm
can prevent defensive behaviors with a supportiaagement of human resources that
includes appropriate leaders’ behaviors (e.g.jmgptt good example in terms of complaint
management, or presenting the consequences offectied complaint management), and
training activities to efficiently deal with comjitds. Because organizational behaviors are
framed by a firm’s organizational culture (Hombwagd Pflesser 2000), research has also
considered which organizational cultures most lzefym in preventing defensive behaviors
towards complaints. The customer orientation aopomte culture has received a particular
interest.

Customers constitute the core of any definitionnwrket orientation, whether cultural or
behavioral. Thus, one key component of a marké&ntation culture is a customer
orientation, defined as “the sufficient understagdof one’s target buyers to be able to create
superior value for them continuously” (Narver andt& 1990, pp. 21-22). A customer-
oriented culture refers to a set of shared valumeshkeliefs that puts the customer’s interest
first, and it often implies a “natural” predispasit to look for customer information (Narver
and Slater 1990; Slater and Narver 1995). A firith\kigh customer orientation is likely to
exhibit less defensive behaviors towards complaidtsmburg and First, 2007). Indeed, a
customer-oriented organization is the one that atrdelivering superior value to customers
continuously, and is therefore the one who paysechitention to customers’ complaints as a

way to increase their satisfaction (Jaworski andlKt093).

2. Hypothesis

A firm that is oriented towards the customers hat mecessarily the will and ability to
identify, analyze, and respond to customers’ compdgHomburg and Furst 2007). Prospect
theory (Kahneman and Tversky 1979) provides a aglevtheoretical framework to
understand why customer orientation may have a iltluence on preventing defensive
behaviors toward complaints. As we mentioned apovéoday’'s competitive markets, the

quest for satisfaction is omnipresent. Accordiagptospect theory, this satisfaction quest



creates (1) a positive prospect for satisfactiorabsee satisfaction is seen as a gain (a positive
“reference point”), and (2) oppositely, a negatipeospect for dissatisfaction because
dissatisfaction is seen as a loss. Therefore,usecananagers consider complaints as the
visible expression of customers’ dissatisfactiamplaints may be perceived as losses rather
than gains. Consequently, managers are likehet@ldp psychological defense mechanisms
towards complaints (Homburg and Furst 2007). Tipssehological defense mechanisms are
“habitual and unconscious strategies used to deisyort, or counteract sources of anxiety
and to help maintain an idealized self-image” (@ladhand Kleiner 1990, p. 1), which extend
to the organizational level (Argyris 1985; BrowndaBtarckey 2000; Homburg and Furst
2007).

Therefore, high levels of customer orientation tzad to a dual effect. On the one hand, a
firm that is oriented towards customers may considemplaints as means to satisfy
dissatisfied customers. In this first case, thienfsees complaints as “gains”, and higher
customer orientation should encourage complaintagament. This is a gaining path. On
the other hand, a firm that is oriented towardstamaers may consider complaints as the
expression of customers’ dissatisfaction. In gesond case, complaints are perceived as
“losses”, and higher customer orientation shoultlemzourage complaints handling. This is
a loosing path. Therefore, customer orientatiooukhfavor complaints management when
customer orientation results in a firm’s will anbilay to identify, analyze, and respond to
customers’ complaints to be able to create supgghre for them continuously, i.e., when a
firm is oriented towards complaints.

Our approach of a firm’s complaint orientation clggparallels Narver and Slater’ (1990)
views on market orientation, and also correspoonds ¢ultural approach. We thus consider
that any desired positive change on the behavienal regarding complaints must be
preceded by positive changes on the cultural le@ansistently with the behavioral approach
of market orientation, we differentiate three distiinformation processes: (1) information
acquisition about customer complaints, (2) dissatimonm of information about customer
complaints, and (3) use of information about cusorcomplaints (Homburg and First,
2007). We thus posit that:

Hla: The effect of a firm’s customer orientation oiormation acquisition about customer
complaints is mediated by a firm’s complaint oraitn.
Hlb: The effect of a firm's customer orientation orss#imination of information about

customer complaints is mediated by a firm’s commtlarientation.



Hlc: The effect of a firm’'s customer orientation oneusf information about customer
complaints is mediated by a firm’s complaint oradn.

Cultures are unlikely to appear spontaneously witdn organization. This is because a new
culture entails essential changes in the valuesnamchs of the organization, which means
changes in the organization’s most fundamental w@&sbhardt, Carpenter, and Sherry
2006). Cultures rather result from a process diucal transformation (Kennedy, Goolsby,
and Arnould 2003; Gebhardt, Carpenter, and She®362 Senior management plays a
critical role in this process, as research on orgad market orientation highlights. Narver,
Slater, and Tietje (1998) posit that without appiaie leadership, implementing a customer
orientation culture may be impossible. WebsteiB8)States that “customer oriented values
and beliefs are uniquely the responsibility of tapnagement” (p. 37). Indeed, values are
initially shaped through senior management acttbas (1) exemplify desired values and (2)
promote within the organization behaviors that aomsistent with such desired values
(Gebhardt, Carpenter, and Sherry 2006). Lam, Kraod Ahearne (2010) confirm that senior
managers’ individual customer orientation enhartbesindividual customer orientation of
middle managers. Kirca, Jayachandran and Beard@85] demonstrate in their meta-
analysis that senior management emphasis signifycand positively influences the level of
market orientation within the organization. Theref we posit that senior management

commitment towards complaints drives a firm’s coanp orientation. Hence, we posit:

H2a: The effect of senior management commitment towewmchplaints on information
acquisition about customer complaints is mediated firm’s complaint orientation.

H2b: The effect of senior management commitment toveanaplaints on dissemination of
information about customer complaints is mediatea firm’s complaint orientation.

H2c: The effect of senior management commitment toveardplaints on use of information
about customer complaints is mediated by a firrimglaint orientation.

3. Research methodology

3.1. Data collection
To ensure a high response rate, we collected tteeinlgartnership with the AMARC. The
AMARC is a French professional association whosssmn is to help complaint managers

by creating a professional network to share besttimes about complaint management. The



AMARC includes more than 200 firms; 90% are parthef CAC40 companies. Also, it was
important for the key informants to have a broadrewew of the firm strategies and of the
firm complaint management system. Therefore, camplmanagers of the firms were
deemed suitable to act as key informants for tiuidys Respondents at this level are familiar
with a broad organization-wide perspective, andraskto be qualified to provide informed
responses for the questions asked in the surveacalge the AMARC essentially includes
complaint managers, the partnership with the AMA&IBwed us to get the responses from
the right manager within each firm. To motivatengaint managers to answer to the survey
and to reduce inherent social desirability, we utodd to provide an individual feedback to
each manager. This feedback was a benchmark pf#lcéices in the manager’s industry. To
get a valid benchmark, respondents were thus tndiivated to not under-evaluate or over-
evaluate their responses. These executives wataated via e-mail and sent a link to a web-
based survey using Qualtrics. Respondents wengeab®f complete confidentiality and
anonymity. After removing incomplete responses fitbia sample, the final sample included

137 firms, representing a response rate of 68,5%.

3.2. Validity and Reliability of Measures

We employ two types of constructs in our study:lewfve constructs and formative
constructs.  Information acquisition about compg’ininformation dissemination and
information utilization are formative constructs ofidburg and First, 2007). We thus
followed Diamantopoulos and Winklhofer's (2001) dglines to index construction. We
checked for potential multicollinearity, which ditbt seem to be a problem: the maximum
VIF comes to 1.94, which is below the common cutidofeshold of 2.

We use reflective scales to measure all other bimsa Where ever possible, existing scales
were used in this study. Orientation towards caimps is an original scale. The initial set of
items was developed from Homburg and Furst (2007¥gasure of human resources
management, because three items from that scadlycleeflected a firm’s complaint
orientation. A qualitative phase with managerigberts was used to complete this initial list
of items. To identify experts of the domain, wedis pyramiding approach, which proved to
be efficient in identifying rare subjects (von HgpFranke and Prugl 2009). We first asked
nine managers responsible for complaint managerfrent firms with different sizes in

various sectors to provide a list of renowned etgpefTwelve experts finally participated.



They came (1) from 12 different sectors, includBtgB and BtoC settings, (2) from national
and international companies, and (3) from smalllangke firms.

To assess the face validity of the scale, we faddwhe usual approach suggested by
Zaichkowsky (1985), slightly reframed by Obermillend Spangenberg (1998). We first
chose four scholars according to their previoudipations in the field. Then, we asked them
to evaluate the degree to which each item is ary\good”, “good”, “fair” or “poor”
representation of our definition of a firm’s comiplaorientation. No expert rated an item as
poorly representative of the concept. The expeageed that all items provided at least
“good” representations of the concept (PRL = 1;tRunsl Cooil 1994). Therefore, according
to Lichtenstein, Netemeyer and Burton (1990) ciiiteviteria, we concluded that our scale
exhibited good face validity. Also, it is a parsinious scale that avoids the risk of artificially
raising the scale’s validity indices (Feldman arythd¢h 1988).

On the basis of our exploratory factor analyses,revaoved several items from the scales
because their communalities are less than .508ulReof a CFA show that the fit indices of
a model that includes all the scales have sat@fastalues: RMSEA = .075, SRMR = .064,
CFl=.947, TLI = .926.

The Cronbachu for the scales range from .739 to .804, demomstyaatisfactory reliability
for each scale. Convergent and discriminant uglidiere established using the procedure
outlined by Bagozzi, Yi and Phillips (1991). Weecked for the convergent and discriminant
validity of customer orientation and orientationveods complaints. We found that they are
different although related constructs with a catieh significantly different from zero
(Unrestricted model Khiz = 43.18 with d.f. = 19; iRlwith Restricted correlation of 0 = 83.69
with d.f. = 20; Khi2 = 40.51 with d.f. = 1; p-value0.01) and with a correlation significantly
different from 1 (Khi2 with Restricted correlatiafi 1 = 82.70; d.f. = 20; Khiz = 39.52; d.f. =

1; p-value < 0.01). Therefore, all the scales wsemlv good psychometric properties.

4. Results

In this research, we control for the effects okthrariables on information acquisition about
customer complaints, dissemination of informatibowt customer complaints, and use of in-
formation about customer complaints: (1) interfimeal coordination because it is likely to
facilitate information dissemination within an onggation (Jaworski and Kohli 1993), (2)
firm’s size (Menguc and Auh 2008), and (3) switghoosts. It is important to control for the
effect of switching costs. Indeed, when switchowsts are high, customers can hardly

change from one brand to another. It turns thgamizations are less prompted to implement



a market-oriented culture. In contrast, when dwiig costs are low, customers can choose
among many alternatives to satisfy their needsgafirzations are also more prompted to
adopt a market-oriented strategy. We measureddipm as a log-transformation of a firm’s
turnover. We measure interfunctional coordinatath Auh and Menguc (2005)’ scale and

switching costs with one item from Chung-Yu (20%Qjtale.

We tested our hypotheses with path analysis. Wel@ntwo types of constructs in our
study: reflective constructs and formative condsucinformation acquisition about com-
plaints, information dissemination and informatiamiization are formative constructs (Hom-
burg and First 2007). Therefore, we averagedesgonses to the items to create indexes for
each of these three constructs (DiamantopoulosVdimikihofer 2001). Because the other
constructs are reflexive ones, we calculated fadtscores for these constructs. We report

our results in Table 1.

Relation y
Customer Orientatio®» Complaints Orientation - 4207
Management Commitmer® Complaints Orientation - .355%**
Complaints Orientatior> Information Acquisition - .285**
Customer Orientatior» Information Acquisition -.0258"*
Management Commitmer® Information Acquisition .207**
Firm Size—> Information Acquisition .162**
Switching Costs> Information Acquisition - .219%**
Complaints Orientatior> Information Dissemination -.071°
Customer Orientatior® Information Dissemination 094"
Management Commitmer® Information Dissemination A36%**
Firm Size=> Information Dissemination .008™
Switching Costs> Information Dissemination -.084"*
Interfunctional Coordinatior> Information Dissemination .169**
Information Acquisition> Information Dissemination .094"*
Complaints Orientatior> Information Utilization - .258***
Customer Orientatio”> Information Utilization -.004"*
Management Commitmer® Information Utilization .198**
Firm Size—> Information Utilization .110*
Switching Costs> Information Utilization -.002"%
Information Disseminatior> Information Utilization .382%**

Table 1. Results



All fit indices have satisfactory values: RMSEA 388, SRMR = .025, CFl = .984, TLI =
.900. More specifically, we find support for owplothesis H.. An organization’s orienta-
tion towards complaints mediates the effect ofra’8 customer orientation on a firm’s ac-
quisition of information about complaints. Custarogentation has a significant and positive
effect on orientation towards complaings=(- .420, p < .01), which has a significant andipo
tive effect on a firm’s collection of informatiorbaut complaintsy(= - .285, p < .01). Inter-
estingly, we find a full mediation. Indeed, wedimo significant direct effect of customer
orientation on collection of information about cdaipts (p > .05). A full mediation is also
found with the approach recommended by Zhao, Lyarah Chen (2010), implemented with
Process macro (Hayes 2012). The direct effecusforner orientation on a firm’s collection
of information about complaints is not significgdpt> .05), whereas the indirect effect (i.e.,

mediated by orientation towards complaintspis ¢ .154, p < .05).

We also find support for our hypothesiscH Again, a full mediation is found. We find no
significant direct effect of customer orientatiam wtilization of information about complaints
(p > .05), and we find a significant and positifeeet of customer orientation on orientation
towards complaintsyE - .420, p < .01), which has a significant pesiteffect on a firm’s uti-
lization of information about complaintg € - .258, p <.01). A full mediation is also faln
with Zhao, Lynch and Chen (2010)’'s approach. Tihect effect of customer orientation on a
firm’s utilization of information about complaints not significant (p > .05), whereas the in-
direct effect is = - .248, p < .05).

We do not support our hypothesig,HWe do not show a significant effect of a firnosen-
tation towards complaints on a firm's disseminat@finformation about complaints (p >
.05). Our hypothesis Hlis supported: an organization’s orientation towatdmplaints me-
diates the effect of the senior commitment towarasiplaints on a firm’s acquisition of in-
formation about complaints. Indeed, senior comraittrhas a significant and positive effect
on orientation towards complaintg£ - .355, p < .01), which has a significant andifpe
effect on a firm’s collection of information abocdmplaints = - .285, p <.01). A media-

tion is alsdfound with Zhao, Lynch and Chen (2010)’s approach.

Hypothesis H, is supported. We find a significant and posi@ffect of senior commitment
on orientation towards complaints< - .355, p < .01), which has a significant pesiteffect
on a firm’s utilization of information about compigs ( = - .258, p < .01). A mediation is
also found with Zhao, Lynch and Chen (2010)’s appho



We do not support our hypothesig,H Indeed, we do not find support for a significaffect
of a firm’s orientation towards complaints on anfis dissemination of information about
complaints (p > .05). Consistent result is foundhwzhao, Lynch and Chen (2010)’s

approach. We discuss these results in next section

5. Discussion and managerial implications

Scholars and practitioners do agree that highetomes orientation should result in higher
customer satisfaction. Therefore, in today’s catitipe markets, firms have largely invested
to implement customer-oriented cultures. Howevegent research surprisingly reports
mixed results regarding the actual impact of custoarientation on complaint management,
which is considered to be a prevalent tool to iaseecustomer satisfaction (e.g., Homburg
and Fiarst 2007). Building on prospect theory (Kahan and Tversky 1979), our study
shows that investments into complaint managementnab yield returns if customer
orientation does not result in a firm’s orientatimward complaints. More specifically, we
propose three insights.

First, although complaint orientation has been aidbd in the definition and in the measure
of customer orientation (Kohli, Jaworski and Kunt893), we establish that these two
concepts are actually distinct concepts. Indeedl fimd that a firm that is oriented to the
customer is not necessarily oriented to his/herptamts. We also establish the discriminant
validity of both constructs. Second, we revealrtie of complaint orientation as a mediator
of the effect of customer orientation on complamanagement, which comprises the
acquisition of information about complaints, thess#imination of information about
complaints and the utilization of information abaaimplaints. Third, we demonstrate that
top management commitment toward complaints iscatito boost complaints handling in a
firm.

By revealing the neglected role of complaint orioin, our study makes the following
contributions to the marketing literature. Firsie wrovide an explanation for the surprising
results regarding the impact of customer orientatio complaint management; we therefore
give new avenues for research concerning the retfrnnvestments into complaint
management. For instance, Homburg and Furst (20@07xisingly found a significant but
very small impact of customer orientation on conmlananagement. In contrast, they found
a significant and four times higher effect of HRpartiveness on complaint management. To
explain these unexpected findings, we built on jpecs theory to introduce the construct of

complaint orientation, which was in prior reseapeint of the measure of customer orientation

10



(e.g., Kohli, Jaworski and Kumar 1993). Therefocastomer orientation can induce a
positive view of complaints (a tool to gain higlwrstomers’ satisfaction) or a negative view
(a consequence of customer’s dissatisfaction). <hwdy reconciles these two views. By
establishing that complaint orientation is not anelsion of customer orientation but a
distinct concept, we offer a new framework thaté€gplains why some studies report a weak
effect of customer orientation on complaint hangllimeehaviors and (2) offers avenues for
research on both customer orientation and compleandling literatures. First, one of the
most promising perspective concerns the fact tbantrary to previous findings (e.g.,
Homburg and Furst 2007), our study shows that costarientation is a driver of complaint
handling behaviors. Our study gives a comprehenfi@mework to understand why and
how, even organizations with negative prospectsptaimts, increasing customer orientation
may actually have a strong impact on complaintsdhag behaviors. Second, by
differentiating the effects of customer orientatmm three complaints handling behaviors we
extend Homburg and First (2007)’s study that irgtesgg these three behaviors into one single
construct, which they call “defensive organizatidmehaviors”. This distinction is important
because our results show that complaint orientdtitty mediates the link between customer
orientation acquisition and utilization of informat about complaints, but not the link
between customer orientation and disseminatiomfoimation about complaints. Also, our
findings suggest that loss realization and lossrsame may produce employees’
psychological defenses against utilization of infation about complaints. An important
consequence is that implementing a strong custamentation does not have any positive
effect on complaints handling behaviors until coanpis are not seen as gains. Therefore,
since scholars unanimously recognize that effelgtikandling complaint drives satisfaction,
loyalty and profit (e.g., Singh 1988; Smith, Boltand Wagner 1999; Luo 2007; Orsingher,
Valentini and de Angelis 2010), the mediating rofe complaint orientation will be an
operative insight for future research to optiminenplaint handling management. Our results
regarding dissemination of information about conmitaare unexpected. Contrary to our
hypothesis, we find that higher customer orientatioes not reduce the lack of complaints’
dissemination within a firm. However, this residtconsistent with prior literature. For
instance, Homburg and Pflesser (2000) also findemmlence for an effect of market
orientation on market-oriented behaviors, which oemgass dissemination of market
intelligence within an organization. Third, oundings suggest that senior management
commitment towards complaints has direct and imtlieffects on complaint management.

On the one hand, we contribute to the literaturé¢henmplementation of a customer-oriented

11



culture in an organization. Despite the widely ramkledged links between market
orientation and firm success (Kirca, JayachandrehBearden 2005), few studies are devoted
to the question of how a firm can be more custoarented. Prior research indicates that
senior management plays a critical role in pronwptime behaviors that characterize firms
with customer-oriented cultures (Gebhardt, Carpeatel Sherry 2006). We extend this
research, and we show that senior management camentitis particularly effective in
encouraging complaint management. When top maragemecognizes and promotes
complaints handling, it makes complaints handlingalent and important objective for the
employees. Senior management commitment towardsplamnts encourages all the
behaviors that define an effective complaint mansge system: acquisition of information
about complaintsy(= .189, p < 0.05), dissemination of informatigr=(.436, p < 0.05), and
utilization or information { = .203, p < 0.05). Senior management commitmest tha
strongest impact on dissemination of informatiomwtbcomplaints. Top management is
usually “unwilling to devote attention to commurtioa about complaints, and even put the
blame on the person trying to transmit the inforordt (Homburg and Furst 2007, p. 527).
One consequence is that employees are likely teldpwstrong defense mechanisms against
transmitting information about complaints. Therefovhen top management is committed to
complaint management it encourages disseminatianfofmation about complaints in the
organization, because in this case employees ffeeltb transmit that information, or even
they feel rewarded for it. On the other hand, semhanagement commitment towards
complaints also has an indirect effect on complamanagement: top management
commitment encourages a firm’s orientation towacdsnplaints that in turn encourages
complaints handling behaviors. Finally, we offemmso contribution to market orientation
theory. There’s some empirical evidence that mawkientation is not always beneficial to a
firm’s performance (Kirca, Jayachandran and Bear@805). The reasons for some
unexpected results remain unclear. Our resultgesigthat prospect theory offers one
possible explanation. The traditional hypothesighiat market orientation should result in
higher customer satisfaction and, in turn, in higimen’s performance. But, because market
orientation indicates that customer satisfactioma isorm to achieve superior performance,
customer dissatisfaction is likely to be seen a8loas” rather than a “gain”. When
dissatisfaction is seen as a loss, a vicious coatearise.
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