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ABSTRACT
Employees are believed to benefit most from ethical leadership when they can directly interact with 
or observe a leader’s ethical behaviors. Given the popularity of remote work in sales, many 
salespeople may be unable to observe the ethical behavior of a leader, producing a potential 
tension between this beneficial leadership style and remote work arrangements. We present two 
quantitative studies using samples of sales professionals to examine the indirect effects of ethical 
leadership on well-being and performance via employee affective commitment and the extent to 
which remote supervision influences these indirect effects. In studies 1 and 2, our findings offer 
support for our proposed mediation effects, such that ethical leadership indirectly relates to our 
outcomes via affective commitment. Further, remote supervision does not moderate the relationship 
between ethical leadership and affective commitment. In study 3, we provide qualitative evidence 
to further probe this unexpected finding, discovering that remote ethical leaders often engage in 
behaviors to demonstrate their values. Therefore, results from all three studies indicate that remote 
supervision does not negatively impact the relationship between ethical leadership and affective 
commitment and, in some cases, may be positive.

Introduction

As sales organizations strive to attract and retain talent, the 
installation of ethical leaders is essential. The ethical leader-
ship process is described as ‘signaling behavior by the leader 
targeted at stakeholders comprising the enactment of proso-
cial values combined with expression of moral emotions’ 
(Banks et  al. 2021, 6). Ethical leadership has been linked to 
enhanced job satisfaction and performance (Park, Kim, and 
Song 2015; Schwepker 2015), improved employee well-being 
(Chughtai, Byrne, and Flood 2015), and reduced turnover 
intentions (Brown, Treviño, and Harrison 2005; Kalshoven, 
Den Hartog, and De Hoogh 2011). The greatest impact, how-
ever, is thought to occur when employees can directly engage 
with or observe their leader’s ethical actions in person.

The challenge for many sales organizations is that leader-
ship and supervision are becoming increasingly remote. In 
2023, remote sales positions saw the greatest increase in new 
job postings, up 48% from the previous year Babapour 
Chafi, Hultberg, and Bozic 2021. Many sales roles have his-
torically involved some level of remote supervision, but the 
number of remote positions is steadily increasing. Remote 
work requires supervisor and subordinate interactions to 
occur via technology (e.g. Zoom, FaceTime, email), 

potentially impacting the perceptibility of ethical behaviors. 
Scholars suggest that the growing reliance on communica-
tion technologies may hinder the socialization of sales 
employees, potentially diminishing the positive impact of 
ethical leadership for employees who are remotely super-
vised (Dugan, Ortiz Ubal, and Scott 2023; Hartmann, 
Chaker, et  al. 2024b). As a result, scholars have made calls 
for research to investigate how companies should ‘foster eth-
ical values and work environments when interactions via 
technology are rapidly increasing’ (Hartmann, Chaker, et  al. 
2024b, 662).

The present research seeks to investigate the impact of 
remote supervision on ethical sales leadership and employee 
outcomes. Given the increasing prominence of remote sales 
positions, organizations must understand how ethical sales 
leadership can be fostered through remote communications. 
The negatives of remote work are documented as salespeople 
often experience stress due to social isolation (Chaker et  al. 
2021), role ambiguity (Epler et  al. 2023), and increasing 
dependence upon technology (Chawla et  al. 2020). 
Conversely, the benefits of remote sales positions include 
increased flexibility, greater work-life balance (Babapour 
Chafi, Hultberg, and Bozic Yams 2021), and reduced com-
muting costs (Ferreira et  al. 2021). Given the unique 
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dynamics of remote work and its impact on employees, it is 
crucial to understand how remote supervision influences 
perceptions of ethical sales leadership to maintain positive 
outcomes for sales organizations.

Specifically, this research examines the impact of remote 
supervision on perceptions of ethical sales leadership and 
the impact on employee well-being and performance by 
drawing upon two theoretical perspectives: (1) social 
exchange theory, which describes ongoing social interactions 
that develop into obligations based on the norm of reciproc-
ity (Blau 1986; Cropanzano and Mitchell 2005), and (2) 
media naturalness theory, which proposes decreases in audi-
ble or visual cues in communication cause greater message 
ambiguity (Kock 2001). In two quantitative studies, remote 
salespeople are examined to understand the effects of ethical 
sales leadership on performance and well-being via affective 
commitment. Interestingly, the results suggest that remote 
supervision may not have the detrimental impact scholars 
have suggested. Rather, such supervision may be positive for 
some salespeople. To help explain this unexpected outcome, 
a qualitative study is conducted to gain insights into this 
phenomenon. Given recent calls to better understand the 
uncertain relationship between remote supervision and 
ethical leadership (e.g. Hartmann, Chaker, et  al. 2024b), the 
current research seeks to provide insights to the growing 
number of sales organizations utilizing remote sales positions.

Theoretical background

Ethical leadership

Ethical leaders engage in signaling behaviors toward perti-
nent stakeholders, which include the expression of moral 
emotions and depiction of prosocial values (Banks et  al. 
2021). These behaviors create a more supportive work envi-
ronment characterized by interactional fairness and follow-
ers’ ethical behavior (Bedi, Alpaslan, and Green 2016). 
Additionally, ethical leaders set high standards for employee 

conduct and provide clear behavioral expectations, which 
can improve employee engagement (Kalshoven, Den Hartog, 
and De Hoogh 2011).

Ethical leadership has been linked to many positive 
employee outcomes such as job satisfaction and performance 
(Park, Kim, and Song 2015; Schwepker 2015), reduced turn-
over intentions (Brown, Treviño, and Harrison 2005; 
Kalshoven, Den Hartog, and De Hoogh 2011), and well-being 
(Cheng et  al. 2022; Sarwar et  al. 2020; for more examples see 
Table 1). Common mechanisms found to facilitate the rela-
tionship between ethical leadership and employee outcomes 
include trust (Milind et al. 2019), moral obligation (Kalshoven, 
Den Hartog, and De Hoogh 2013), job satisfaction 
(Kaffashpoor and Sadeghian 2020), and affective commitment 
(Demirtas and Akdogan 2015; Kim and Brymer 2011).

Additionally, intraorganizational characteristics like the 
adoption of remote work arrangements may alter the obser-
vation of ethical leadership. Banks et  al. (2021, 9) call for 
research into the nature of ethical leadership signaling 
behaviors and their ‘observability and reliability’. Research 
has shown that the interpretation of ethical signals matters, 
and varying contexts can alter the ways in which ethical 
leadership is perceived (Connelly et al. 2011; Gioia, Hamilton, 
and Patvardhan 2014). As remote work continues to evolve 
and become more common in the workplace, it is necessary 
to examine how technology-facilitated supervision may alter 
the observation, interpretation, and influence of ethical lead-
ership on key employee outcomes (Hartmann, Chaker, 
et  al. 2024b).

Ethical leadership and affective commitment

Ethical leaders engage in normatively appropriate behaviors 
and express honesty, fairness, consideration, and respect for 
their followers. Banks et  al. (2021) consider these behaviors, 
and the expression of moral emotions, as ethical signals 
aimed toward relevant stakeholders. The positive treatment 
stakeholders experience from ethical leaders stimulates 

Table 1. L iterature review: ethical leadership, employee well-being, and performance.

Citation Sales Industry
Remote 
Sample DV-Well-being

DV- 
Performance Mediators Moderators

Sarwar et  al. 2020 X Ethical culture*
Chughtai, Byrne, and Flood 2015 X X Trust in supervisor*
Li et  al. 2014 X Distributive justice*, Interpersonal 

justice*
Collectivism*

Yang 2014 X Job satisfaction*
Cheng et  al. 2022 X Perceived organizational support*
Kaffashpoor and Sadeghian 2020 X Job satisfaction*
Schwepker 2015 X X Ethics training, Work group 

socialization, Ethical values 
Personal-organization fit

Schwepker and Schultz 2015 X X Value-enhancing behavior* Caring ethical climate*
Badrinarayanan, Ramachandran, 

and Madhavaram 2019
X X Emulation* Competence, 

Gratitude*
Milind et  al. 2019 X X Trust*
Limpo & Junaidi 2022 X Job satisfaction*
Park, Kim, and Song 2015 X Psychological Ownership*
Kim and Brymer 2011 X Job satisfaction, Affective commitment*
Ahmad & Al-Shbiel 2019 X Psychological wellbeing*
Walumbwa et  al. 2011 X Leader-member exchange*, 

Self-efficacy*, Org. identification*
This article X X X X Affective commitment* Remote supervision

Note. * indicates significant finding.
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feelings of being cared for (Cropanzano and Mitchell 2005), 
further enhancing perceptions of quality social exchange 
(Brown and Treviño 2006; Walumbwa et  al. 2011) and the 
reciprocation of prosocial behaviors.

As employees interact and share positive social exchanges 
with ethical leaders, they develop beliefs about whether the 
organization cares for them and values their contributions 
(Eisenberger et  al. 1986). Social exchange theory proposes 
that when these beliefs are positive, employees may feel 
deepened obligations to the organization, thereby enhancing 
organizational commitment (Settoon, Bennett, and Liden 
1996; Shore and Wayne 1993). Meyer and Allen (1984, 1991) 
identify three types of organizational commitment: commit-
ment out of necessity (continuous), commitment from obli-
gation (normative), and commitment that stems from a 
sense of belonging and personal attachment to an organiza-
tion (affective). Specifically, affective commitment has been 
connected to ethical leader behaviors (Brown, Treviño, and 
Harrison 2005; Kim and Vandenberghe 2021) and corre-
sponds with a positive attitude toward, and emotional iden-
tification with, an organization (Singh and Gupta 2015). It is 
often considered a form of reciprocity toward the organiza-
tion due to positive social exchanges (Taylor, Bedeian, and 
Kluemper 2012). This is thought to be, in part, due to the 
caring and honest nature of ethical leaders (Brown and 
Treviño 2006) and because employees perceive leaders as 
representatives of the organization itself (Eisenberger et  al. 
2010). Research has also found a positive association between 
ethical leadership and affective commitment (Neubert et  al. 
2009; Ruiz, Ruiz, and Martínez 2011). Thus, we propose:

Hypothesis 1: There is a positive relationship between ethical 
leadership in sales and affective organizational commitment.

Affective commitment and psychological well-being

Definitions of well-being include both the absence of illness 
and the presence of personal growth and optimal function-
ing (Meyer and Maltin 2010). Specifically, employee 
well-being describes employee perceptions of satisfaction 
with work and life, and positive psychological experiences 
regarding both (Zheng et  al. 2015). Affective commitment 
has indeed been linked to several indicators of employee 
well-being including general well-being (Galais and Moser 
2009), life satisfaction (Lu et  al. 2009), and improved mental 
health (Grawitch, Trares, and Kohler 2007).

Employees who feel a strong affective commitment to an 
organization often have a positive attitude, identify with the 
company’s values and goals, and exhibit loyalty (Mercurio 
2015). In return, employees may expect recognition, support, 
and a positive work environment. This positive exchange of 
commitment and support can enhance well-being (Che, Zhu, 
and Huang 2022). As employees have more positive interac-
tions with an organization in terms of ethical leadership, 
they are more likely to integrate the organization into their 
sense of identity (Meyer and Allen 1991) and experience 
positive emotions (Gupta, Agarwal, and Khatri 2016). The 
positive social exchange that employees experience with eth-
ical leaders should induce greater emotional attachment to 

the organization and improve psychological well-being. 
Thus, we hypothesize:

Hypothesis 2a: Affective organizational commitment is positively 
related to psychological well-being.

Hypothesis 2b: Affective organizational commitment mediates 
the relationship between ethical leadership and psychological 
well-being.

Affective commitment and job performance

Social exchange theory proposes that as an individual 
receives positive treatment from an ethical leader, they will 
feel increased emotional attachment and obligation to behave 
positively toward the leader and organization (Blau 1986; 
Singh and Gupta 2015). Employee effort increases in tandem 
with the level of emotional involvement and connectedness 
(Meyer and Allen 1991), which has been interpreted as a 
reciprocal manifestation of high-quality social exchange 
(Taylor, Bedeian, and Kluemper 2012). Employees recipro-
cate the positive behaviors they receive from their leader 
with increased commitment and effort.

High-quality social exchanges have been shown to impact 
performance through improved developmental opportunities 
and job satisfaction, facilitating greater work engagement 
and performance (Limpo and Junaidi 2022). Subordinates 
report greater empowerment when they have strong social 
exchanges with their leaders and are more likely to take ini-
tiative in improving their overall performance (Kim and 
Vandenberghe 2021). Indeed, studies have linked affective 
commitment to increased job performance (Meyer and Allen 
1997; Swalhi, Zgoulli, and Hofaidhllaoui 2017). Research 
suggests the stronger the quality of the social exchange rela-
tionship, the greater employee performance will be, specifi-
cally increased sales (Bashaw and Grant 1994; Janssen and 
Van Yperen 2004). The positive treatment employees experi-
ence from ethical leaders will engender greater affective 
commitment toward the organization (Bedi, Alpaslan, and 
Green 2016; Neubert et  al. 2009; Ruiz, Ruiz, and Martínez 
2011) and, thus, greater job performance.

Hypothesis 3a: Affective organizational commitment is positively 
related to employee job performance.

Hypothesis 3b: Affective organizational commitment mediates 
the relationship between ethical leadership and employee job 
performance.

The moderating role of remote supervision

Sales managers have traditionally had to oversee geographi-
cally dispersed teams, with remote supervision limiting their 
ability to provide immediate and impactful feedback. Remote 
supervision differs from in-person supervision since it is 
facilitated through technologies like email, instant messag-
ing, texting, and video calls. While these mediums offer 
convenience and benefits, reliance on them can impede 
spontaneity and the conveyance of tone, nuance, and emo-
tional cues that in-person supervision and communication 
can offer (Kock 2011). In-person supervision allows for 
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more regular, personal interactions that facilitate greater 
trust and social bonding (Sussex 2008). Environmental dis-
tractions and technology disruptions can likewise lead to the 
misinterpretation of cues and increase communication ambi-
guity in less natural mediums (Chamorro-Premuzic 2020; 
Kock 2011).

Remote leaders must invest additional effort in clearly 
articulating messages that, in face-to-face settings, could eas-
ily be conveyed through social presence and nonverbal cues 
(Madlock 1970). In a face-to-face setting, subtle changes in 
tone of voice, body language, and spontaneous feedback help 
communicate intent and build rapport naturally. However, 
when leading remotely, these cues are often lost or muted, 
forcing leaders to rely more heavily on written or digital 
communication, likely discounting the effectiveness of the 
sales manager. Due to this discounting effect, sales managers 
likely need to be more deliberate in their interactions, 
ensuring clarity, emotional tone, and context are not misun-
derstood. Additionally, distant leaders must find alternative 
ways to foster team cohesion and trust, which would typi-
cally emerge more organically in an in-person environment.

Fortunately, advances in technology have significantly 
enhanced remote communication capabilities allowing for 
improved conveyance of nuance and tone in messages. Clear 
video communications (e.g. Zoom, Microsoft Teams) enable 
users to see facial expressions, gestures, and body language, 
which are crucial for inferring meaning and intent (Nguyen 
and Canny 2009). Enhanced with audio, the ability to hear 
tone of voice helps users convey and interpret emotion and 
humor (Rodero and Mas 2020). Videoconferencing allows 
for real-time and synchronous communication, which more 
closely resembles in-person interactions without delays 
between message transmissions (Irani 2019). With reliable 
high-speed internet, managers and employees can communi-
cate in ways that closely mimic the richness of face-to-face 
communication.

We have proposed that ethical leadership influences 
employee well-being and performance via affective commit-
ment, but the mediums through which leaders coach and 
communicate to followers are also influential (Hui, Law, and 
Lau 2021; Jones, Woods, and Guillaume 2016). When 

leaders engage in remote supervision, or when the degree to 
which coaching communications are facilitated by technol-
ogy is higher (Hui, Law, and Lau 2021), we expect ethical 
leader behaviors to become less perceptible and beneficial to 
followers. Therefore, we hypothesize the following:

Hypothesis 4: Remote supervision moderates the positive rela-
tionship between ethical leadership and affective organizational 
commitment such that the relationship is weaker when remote 
supervision occurs more often.

The proposed structural model is presented in Figure 1 
and tested in the following studies with two unique samples 
of remote salespeople. The results are discussed, and a qual-
itative study then follows to help explain the unexpected 
finding. The theoretical and practical implications of the 
research, limitations, and potential avenues of future research 
are also presented.

Study 1

To test the validity of the hypothesized model, a large-scale 
data collection was conducted via an online survey. The fol-
lowing sections outline the administration and validation 
procedures that were employed.

Measures

Established scales were used to measure all constructs. All 
items were measured using seven-point Likert scales unless 
otherwise noted. We adopted scales on ethical leadership 
(Brown, Treviño, and Harrison 2005), affective commitment 
(Meyer, Allen, and Smith 1993), psychological well-being 
(Zheng et  al. 2015), and job performance (Peterson 2020). 
Control variables were also included to help ensure existing 
known influences were taken into account (Bernerth et  al. 
2018). Thus, salesperson age, experience, and gender were 
controlled. The modality (in-person or remote) of the inter-
action between salesperson and supervisor was measured 
using a single question in which survey respondents were 
asked, ‘In the last year, were coaching sessions with your 
direct supervisor primarily in-person or were they primarily 

Figure 1.  Conceptual model (studies 1 and 2).
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done remotely via email/phone?’ Coaching is used as the 
assessment of supervisor interaction as it ‘is a comprehensive 
and distinctive way of being related to others in an enter-
prise’ (Evered and Selman 1989, 27), and critical to the 
development of ethical leadership behaviors (Bashir and 
Hassan 2020). Participants indicated their responses on a 
slider scale with any number between 0 (primarily in-person) 
and 100 (primarily remote) available. Partial least squares 
structural equation modeling (PLS-SEM) can test modera-
tion with continuous variables rather than require the artifi-
cial dichotomization of moderator variables (e.g. moderation 
via multi-group analysis). A continuous variable is ideal for 
assessing moderation through PLS-SEM, as maintaining the 
continuous nature of a variable (rather than dichotomizing) 
maintains its natural scale and variance; this is appropriate 
given that employees are rarely fully remote or fully in-person 
but rather fall somewhere in between. In turn, this property 
of testing moderation via PLS-SEM benefits the statistical 
power of the analysis (Hair et  al. 2017; 2019).

Sample and procedure

Data was collected through an online survey of sales profes-
sionals in the United States. An initial sample of 275 sales-
people was obtained through a Prolific survey panel. Prolific 
has been used in prior sales (Schaarschmidt, Walsh, and 
Evanschitzky 2022) and ethics (Wynes 2022) research and 
has been shown to produce high-quality data (Peer et  al. 
2021). After the removal of participants with incomplete 
surveys or failed attention checks, a final sample of 258 
salespeople was used in the analysis. Table 2 describes the 
participants’ demographics and work profiles.

The use of single-source data raises the concern of com-
mon method bias (CMB), although previous studies have 
used self-reported data in investigating ethical concerns and 
performance (Badrinarayanan, Ramachandran, and 
Madhavaram 2019; She and Li 2023). We addressed these 
concerns via procedural adjustments and statistical analysis 
(Podsakoff, MacKenzie, and Podsakoff 2012). Procedural rem-
edies include different scale points, anchor labels, and positive 
and negative items. We also followed Kock’s (2015) method to 
test for CMB through a full collinearity assessment approach. 
All factor-level VIFs were below the 3.3 level, as recom-
mended by Kock, and indicated ‘the model can be considered 
free of common method bias’ (Kock 2015, 7).

Evaluation of the measurement model

To analyze the data, we utilized PLS-SEM with SmartPLS 
version 4.0.8.5 (Ringle, Wende, and Becker 2022). PLS-SEM 
is commonly used in sales (e.g. Guenzi and Nijssen 2021; 
Munyon et  al. 2021) and ethics (e.g. Glavee-Geo, Engelseth, 
and Buvik 2022; Lussier, Hartmann, and Bolander 2021) 
research. We assessed the convergent validity of the mea-
surement model through analysis of factor loadings, average 
variance extracted, and composite reliability (Hair, Howard, 
and Nitzl 2020). All but three of the outer loadings were 

above the acceptable 0.70 level (see Table 3 for items and 
loadings; Collier 2020). We retained these items due to their 
validation in previous studies. The average variance extracted 
for each construct suggests convergent validity (Collier 2020; 
Fornell and Larcker 1981). The composite reliability for each 
construct was above the 0.70 rule of thumb (Hair et  al. 
2019; see Table 4). HTMT ratios also showed support for 
discriminant validity with all constructs below 0.85 (Hair 
et  al. 2017; see Table 5).

Evaluation of the structural model

To assess the structural model, we followed the steps recom-
mended by Hair et  al. (2017). To examine multicollinearity, 
we used the VIF statistic. All VIF values were less than 3. 
Thus, multicollinearity did not seem to be an issue (Hair 
et  al. 2017). Next, we examined the path coefficients. Table 6 
provides the results of our hypothesis testing. We found a 
significant positive relationship between ethical leadership 
and affective commitment (𝛽 = .547, p = < .001), providing 
support for hypothesis 1. We also found support for a posi-
tive relationship between affective commitment and psycho-
logical well-being (𝛽 = .224, p = .006) and affective 
commitment and performance (𝛽 = .203, p = .021). This 
supports hypotheses 2a and 3a.

Hypotheses 2b and 3b suggest that affective commitment 
is a mediator between ethical leadership and the outcomes 
of psychological well-being and performance. We found sup-
port for affective commitment as a mediator of the relation-
ship between ethical leadership and psychological well-being 
(α𝛽 = .123, p = .010), and the direct relationship between 
ethical leadership and psychological well-being was also sig-
nificant (𝛽 = .430, p < .001). Partial mediation exists when 
both the direct and indirect relationships are significant. 
Thus, we found support for hypothesis 2b. We also found 
support for affective commitment as a mediator for the rela-
tionship between ethical leadership and performance (α𝛽 = 
.111, p = .026). The direct relationship between ethical lead-
ership and performance was not significant (𝛽 = .142, p = 
.106), providing evidence for full mediation and supporting 
hypothesis 3b. Contrary to existing research, we failed to 
find support for H4 and the moderating role of remote 
supervision (𝛽 = .099, p = .077) on ethical leadership to 
affective commitment.

Post hoc analysis

Given the non-significant impact of remote supervision as a 
moderator, we sought to conduct a post hoc analysis to bet-
ter understand the impact of age on this finding. As such, 
we analyzed the hypothesized relationships for participants 
under age 35 (n = 191) and for those age 35 and older 
(n = 67). We found a significant positive moderating impact 
of remote supervision on the relationships between ethical 
leadership and affective commitment (β = .134, p = .033) for 
younger participants but not for older participants (β = .025, 
p = .851).
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Table 2. S tudy 1 and 2 sample information.

Study 1 Study 2

Variable n = 258     % n = 155     %

Tenure with supervisor (Years)
Less than 1 79 31% 27 17%

1 to 3 102 40% 43 28%
3 to 5 38 15% 39 25%

5 to 10 27 10% 30 19%
Over 10 8 3% 16 10%

Sales experience (Years)
Less than 1 24 9% 3 2%

1 to 3 60 23% 25 16%
3 to 5 57 22% 19 12%

5 to 10 61 24% 40 26%
Over 10 53 21% 68 44%

Age
Under 20 1 0% 1 1%
20 to 29 141 55% 43 28%
30 to 39 79 31% 48 31%
40 to 49 22 9% 30 19%
50 to 59 10 4% 21 14%
Over 60 5 2% 11 7%

Education
Some high school 0 0% 0 0%

High school 51 20% 48 31%
Bachelor’s degree 167 65% 81 52%
Master’s degree 23 9% 18 12%
PhD or higher 2 1% 2 1%
Trade school 14 5% 6 4%

Gender
Female 181 70% 58 37%

Male 71 28% 92 59%
Other 6 2% 5 3%

Remote Supervision
0 to 25% 75 29% 58 37%

26 to 50% 27 10% 26 17%
51 to 75% 32 12% 20 13%

76 to 100% 123 48% 51 33%

Table 3. F actor loadings.

Variable   Study 1 Study 2

Ethical Leadership  
EL1 …listens to what employees have to say 0.883 0.889
EL2 …disciplines employees who violate ethical standards 0.465 0.411
EL3 …conducts his/her personal life in an ethical manner 0.794 0.881
EL4 …has the best interests of employees in mind 0.910 0.803
EL5 …makes fair and balanced decisions 0.873 0.871
EL6 …can be trusted 0.925 0.893
EL7 …discusses business ethics or values with employees 0.873 0.746
EL8 …sets an example of how to do things the right way in terms of ethics 0.824 0.882
EL9 …defines success not just by results but also the way that they are obtained 0.740 0.744
EL10 …when making decisions, asks “what is the right thing to do?” 0.783 0.877
Affective Commitment  
AC1 I would be very happy to spend the rest of my career with this organization 0.918 0.812
AC2 I really feel as if this organization’s problems are my own 0.693 0.678
AC3 I do not feel a strong sense of “belonging” to my organization (R) 0.736 0.873
AC4 I do not feel “emotionally attached” to this organization (R) 0.717 0.829
AC5 I do not feel like “part of the family” at my organization (R) 0.850 0.920
AC6 This organization has a great deal of personal meaning for me 0.862 0.837
Job Performance  
PERF1 Producing a high market share for your company 0.963 0.916
PERF2 Making sales of those products with the highest profit margins 0.774 0.748
PERF3 Generating a high level of dollar sales 0.870 0.870
PERF4 Quickly generating sales of new company products/services 0.800 0.890
PERF5 Identifying and selling to major accounts 0.589 0.756
PERF6 Producing sales or blanket contracts with long-term profitability 0.655 0.753
PERF7 Exceeding all sales targets and objectives during the year 0.768 0.766
Psychological Well-being  
WB1 I feel I have grown as a person 0.789 0.696
WB2 I handle daily affairs well 0.758 0.831
WB3 I generally feel good about myself, and I'm confident 0.594 0.703
WB4 People think I am willing to give and to share my time with others 0.699 0.572
WB5 I am good at making flexible timetables for my work 0.611 0.743
WB6 I love having deep conversations with family and friends so that we can better 

understand each other
0.587 0.511
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Study 1 discussion

In study 1, consistent with social exchange theory, we found 
direct and indirect relations between ethical leadership, psy-
chological well-being, and job performance. However, con-
trary to media naturalness theory, we found that remote 
supervision did not significantly impact the relationship 
between ethical leadership and affective commitment. The 
results of the post hoc study suggest that age is an import-
ant factor: younger employees may perceive a stronger con-
nection between ethical leadership and affective commitment 
when remotely supervised. Given this unexpected finding, 
we conducted a second study with a new sample to see if 
the results would hold. We also incorporated a time-separated 
design in study 2 to address concerns with CMB arising 
from the cross-sectional nature of study 1. Time-separated 
surveys are an effective procedural remedy for reducing 
CMB (MacKenzie and Podsakoff 2012; Podsakoff, MacKenzie, 
and Podsakoff 2012) and, in our case, improving the meth-
odological robustness of study 2 and enabling stronger tests 
for our effects of interest.

Study 2

Measures

Ethical leadership (Brown, Treviño, and Harrison 2005), 
affective commitment (Meyer, Allen, and Smith 1993), remote 

supervision, psychological well-being (Zheng et  al. 2015), job 
performance (Peterson 2020), and the control variables were 
measured using the same scales as utilized in study 1. Ethical 
leadership, remote supervision, and the control variables were 
collected at time 1, affective commitment at time 2, and psy-
chological well-being and job performance at time 3.

Sample and procedure

We surveyed 159 sales and marketing professionals through 
a Prolific survey panel. Participants completed three 
time-separated surveys, each separated by about one week. 
After removing participants with incomplete surveys, a final 
sample of 155 remained. Please see Table 2 for participant 
information.

Evaluation of the measurement model

To analyze the data, we utilized PLS-SEM with SmartPLS 
version 4.0.8.5 (Ringle, Wende, and Becker 2022). We fol-
lowed the same modeling approach as study 1. Convergent 
validity was assessed through the analysis of factor loadings, 
average variance extracted, and composite reliability. Outer 
loadings were above the acceptable 0.60 level (see Table 3; 
Hair et  al. 2017) with the exception of three items, which 
were retained due to their inclusion in previously validated 
scales. The average variance extracted for each construct was 
deemed acceptable according to Collier (2020) and Fornell 
and Larcker (1981). Composite reliability for each construct 
was above 0.70 (Hair et  al. 2019; see Table 4). HTMT ratios 
also showed support for discriminant validity with all items 
below 0.85 (see Table 5; Hair et  al. 2017).

Evaluation of the structural model

The VIF statistic was under 3 for all constructs, suggesting 
that multicollinearity was not an issue (Hair et  al. 2017). 
Table 6 provides the results of the hypothesis tests. Similar 
to study 1, we found significant positive relationships 
between ethical leadership and affective commitment (𝛽 = 
.562, p < .001) and affective commitment and psychological 
well-being (𝛽 = .260, p = .009), providing support for 
hypotheses 1 and 2a. However, we did not find support for 
the relationship between affective commitment and perfor-
mance (𝛽 = .120, p = .225). Hypothesis 3a was not sup-
ported in study 2, although it was in study 1. Similarly, we 
found mixed results when testing for mediation. Hypothesis 
2b was supported by affective commitment partially mediat-
ing the relation of ethical leadership and psychological 
well-being (α𝛽 = .146, p = .013); however, hypothesis 3b was 

Table 4.  Construct reliability and validity.

Cronbach’s Alpha rho A Composite Reliability Average Variance Extracted

Construct Study 1 Study 2 Study 1 Study 2 Study 1 Study 2 Study 1 Study 2

AC 0.92 0.93 0.92 0.93 0.91 0.93 0.64 0.69
EL 0.95 0.95 0.96 0.96 0.95 0.95 0.67 0.66
PERF 0.92 0.84 0.93 0.85 0.92 0.84 0.61 0.47
WB 0.83 0.93 0.84 0.94 0.83 0.93 0.46 0.67

Note: Affective Commitment (AC); Ethical Leadership (EL); Job Performance (PERF); Psychological Well-being (WB).

Table 5.  Heterotrait-monotrait (HTMT) ratio.

  Study 1 Study 2

Construct AC EL PERF WB AC EL PERF WB

AC
EL 0.52 0.55
PERF 0.29 0.25 0.32 0.39
WB 0.46 0.54 0.50 0.45 0.50 0.56

Note: Affective Commitment (AC); Ethical Leadership (EL); Job Performance 
(PERF); Psychological Well-being (WB).

Table 6. T est of hypotheses.

    Study 1 Study 2

Hypothesis Beta T-stat p-value Beta T-stat p-value

Direct Relationships
H1 EL -> AC 0.55 10.77 <.001 0.56 8.03 <.001
H2a AC -> WB 0.22 2.75 0.01 0.26 2.58 0.01
H3a AC -> PERF 0.20 2.32 0.02 0.12 1.21 0.23
Indirect Relationships (Mediating/Moderating)
H2b EL -> AC -> WB 0.12 2.59 0.01 0.15 2.49 0.01
H3b EL -> AC -> PERF 0.11 2.22 0.03 0.07 1.16 0.25
H4a EL*RS -> AC 0.10 1.77 0.08 0.02 0.24 0.81
H4b RS x EL -> AC -> WB 0.02 1.63 0.10 0.01 0.22 0.83
H4c RS x EL -> AC -> PERF 0.02 1.41 0.16 0.00 0.18 0.86

Note: Affective Commitment (AC); Ethical Leadership (EL); Job Performance 
(PERF); Remote Supervision (RS); Psychological Well-being (WB).
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not supported as affective commitment did not mediate the 
relationship of ethical leadership and performance (α𝛽 = 
.068, p = .248). We also found significant direct effects 
between ethical leadership and well-being (𝛽 = .375, p < 
.001) and performance (𝛽 = .301, p = .005). Mimicking the 
results of study 1, remote supervision was not found to sig-
nificantly moderate the relationship between ethical leader-
ship and affective commitment (𝛽 = .018, p = .812).

Study 2 discussion

Our two studies offer complementary insights into the rela-
tionships between ethical leadership, remote supervision, 
and important employee outcomes. First, both studies sup-
ported the positive relationship between ethical leadership 
and affective commitment. Second, we found support for the 
positive relationship of ethical leadership on psychological 
well-being and performance. Both studies supported partial 
mediation between ethical leadership and psychological 
well-being via affective commitment. Study 1 supported full 
mediation between ethical leadership and job performance 
via affective commitment, while study 2 supported a direct 
relationship between ethical leadership and job performance 
with no mediation from affective commitment. Third, remote 
supervision did not impact the relationship between ethical 
leadership and affective commitment.

To probe the underlying reasons for this surprising find-
ing regarding the moderating role of remote supervision, we 
conducted a third study in which we interviewed remote 
salespeople. Given the assertion of previous research that 
‘ethical leadership depends on direct interaction or observa-
tion’ (Ko et  al. 2018, 112), this qualitative approach sought 
to uncover potential explanations as to why remote supervi-
sion may not be as detrimental to salesperson well-being 
and performance as previously thought.

Study 3

Research approach

Given the unexpected findings from the empirical research, 
we adopted a qualitative approach to help provide insights 
into the phenomena. The use of explanatory sequential 
designs is recommended to help explain the findings of 

quantitative research through the voice of qualitative partic-
ipants (Johnson 2015). This method is well suited to exam-
ine contextual realities and perceptions that may be 
challenging to uncover through survey research (Ivankova, 
Creswell, and Stick 2006). Additionally, the use of qualitative 
interviews can help enrich our understanding of a phenom-
enon when paired with quantitative research (Rapp et  al. 
2020). Given the challenges of understanding the impact of 
remote leadership on perceptions of ethical leadership and 
the impact on employee commitment, a qualitative research 
design was an appropriate choice.

Data collection

To understand how salespeople perceive their managers’ 
ethical behaviors when they have reduced in-person com-
munication, semi-structured interviews were conducted. A 
theories-in-use approach was adopted due to its suitability 
for ‘extending extant perspectives and addressing ambigu-
ities’ (Zeithaml et  al. 2020, 35). Sales scholars have recently 
employed this approach to explore topics such as: price 
negotiations (Cardy et  al. 2023), sales system shocks 
(Hartmann, Chaker, et  al. 2024a), and salesperson motiva-
tions (Good, Hughes, and Wang 2022). Participants were 
recruited from professional networking sites (e.g. LinkedIn) 
or by a research team member with a personal connection. 
In total, 14 subjects with remote work responsibilities rang-
ing from 30% to 100% participated in the interviews (see 
Table 7 for participant details). This approach was chosen 
for its flexibility, capacity to gather in-depth data, and suit-
ability for facilitating a nuanced understanding of the phe-
nomena (Kallio et  al. 2016; Peters and Halcomb 2015). Each 
interview lasted approximately 30 min. To ensure consistency 
during the interviews, an interview guide was developed 
using theoretical thematic analysis from the quantitative 
study (Braun and Clarke 2006). The interviews were con-
ducted through Zoom (Version 5.17.11) and were recorded 
and transcribed with participant consent.

Analysis

Interview recordings and transcripts were thoroughly 
reviewed, and the data was coded for common themes and 
collated. Next, utilizing latent thematic analysis, coded 

Table 7.  Qualitative participant composition.

Participant Position Industry Gender
Years of 

Experience

1 Outside Sales Commercial Equipment Rental F 4
2 VP of Digital Sales Mass Media Communication M 25
3 Sr. Business Development Technology M 7
4 Sales Representative Software Infrastructure M 8
5 Group Sales Executive Sports and Entertainment F 2
6 Field Sales Outdoor Power Equipment M 6
7 Senior Director LED Lighting M 25
8 Event Sales Director Commercial Interior Design F 5
9 Product Manager Information Services F 4
10 Sales Director Software F 4
11 Channel Sales HR Services F 3
12 Account Manager Financial Services M 22
13 Business Development Manager Analytics, AI, Data Management F 5
14 Sales Senior Manager Digital Business Services M 19
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extracts were examined again for underlying ideas and con-
ceptualizations related to media naturalness and social 
exchange theories. Additionally, the thematic analysis was 
informed by a constant comparison method, where emerg-
ing themes were continuously compared against new data to 
refine and validate the themes. This iterative process helped 
capture the participants’ nuanced experiences and perspec-
tives. The themes were then refined for coherence and dis-
tinctness. Illuminative extracts were compiled to highlight 
key themes in our research.

Findings

The findings from the interviews suggest that the impact of 
remote supervision on ethical leadership may not be as pro-
found if key actions are taken by the manager. Specifically, 
managers may be able to mitigate the negative impact of 
remote supervision through (1) consistent and transparent 
communication, (2) in-person interaction, (3) modeling 
integrity, and (4) establishing and enforcing ethical stan-
dards. Next, we present our findings and provide excerpts 
from the interviews as support.

Consistent and transparent communication
Consistent and transparent communication was noted as 
beneficial in impacting the ethical perception of supervisors. 
As observed by an early-career group sales executive, ‘The 
more consistent and transparent the communication, the 
better…. The more you communicate, even if it’s just to 
check in, the more trust is built’ (P05). This sentiment was 
further echoed by a software sales director, as she stated, 
‘Communication is really a big foundation of trust. And if 
you don’t communicate things out well and just kind of 
make decisions without vetting it out with the appropriate 
people internally, that’s when things start to erode trust in 
general’ (P10). Additionally, a product manager noted they 
especially appreciated regular ‘check-ins when there is con-
tent that is helpful to me and to my job’ (P09).

Employees who cannot meet face-to-face can still receive 
feedback and instructions from their manager, but perhaps 
even more crucially, they can provide feedback in return. 
Maintaining open, direct communication is essential for 
ensuring employees feel heard and valued, while also giving 
managers more opportunities to build meaningful connec-
tions with remote workers. Regardless of the communication 
channel, supervisors who communicate with candor and 
honesty signal to employees that they have ‘their best inter-
est in mind’ (P03). An early-career product manager indi-
cated that when supervisors make ‘a concerted effort’ to 
maintain ‘open communication and transparency’, they felt 
‘more fully supported in an ethical environment’ (P09). This 
helps explain why remote supervision does not weaken the 
relationship between ethical leadership and affective com-
mitment. Managers and employees are now able to commu-
nicate more seamlessly and instantaneously through 
technologies that were not available even a few years ago. 
The widespread availability of digital communication tools 
allows for frequent and transparent interaction despite 

geographical dispersion, thus enabling managers to demon-
strate these values.

In-person interaction
Participants also identified occasional in-person interaction 
with supervisors as beneficial for understanding their values 
and ethics. An early-career group sales executive noted, 
‘When you’re in the office, you get to see the way that 
someone else operates in the way that they do their job and 
the ethics that they follow in what they do. And I think that 
that creates a greater window for trust as well’ (P05). While 
remote supervision may be beneficial for younger employees, 
research suggests that being able to witness the ethical 
behaviors of a manager in person is beneficial in fostering 
employee commitment. Face-to-face interactions provide 
clear communication and non-verbal cues, making it easy 
for leaders to demonstrate integrity and transparency. This 
visibility often strengthens the perception of ethical leader-
ship, which can be harder to convey through remote chan-
nels, particularly for older employees that may not be as 
comfortable using the latest technology.

Participants also noted gatherings and team-building 
activities outside of the office as helpful in getting to know 
supervisors. An early-career channel sales representative for 
a payroll company described how ‘team building activities 
and being able to do things in a non-work environment’ 
helped build stronger relationships with her supervisor and 
teammates, such that they all ‘became friends on a certain 
level’ (P11). In informal settings, leaders can demonstrate 
consistency in their values and actions, helping employees 
trust that a manager’s ethics in the workplace are genuine 
and extend to other contexts. This consistency likely 
strengthens the sense of ethicality and authenticity in lead-
ership, which positively impacts an employee. Organization 
type and the degree of geographical dispersion among 
employees may inhibit in-person interaction. However, our 
results suggest that occasional in-person interaction, even 
social activities outside of the office, allows employees to 
assess their supervisor’s ethical leadership and may yield 
positive results for an organization.

Modeling integrity
Modeling integrity was also influential in signaling ethical 
leadership to employees. A vice president of digital sales for 
a media company noted the importance of observing leaders 
asking ethical questions. When leaders make decisions, this 
participant noted the salience of three questions: ‘Is it good 
for the customer? Is it good for the salesperson? Is it good 
for the company? And if we can answer all three, … then 
it’s a good decision’ (P02). When employees see their boss 
consistently model integrity, it reinforces perceptions of eth-
ical behavior by demonstrating that the leader’s actions align 
with their words. This visible commitment to doing the 
right thing sets a positive example, encouraging others to 
uphold similar values. It likely strengthens the leader’s cred-
ibility and solidifies their reputation as an ethical role model.

Conversely, observing leader actions that go against stated 
company principles can have the opposite effect. A sales 
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representative for a technology company stated, ‘If they’re 
going to tell you, you know, these are our principles, our 
values, etc., and they don’t follow them – it’s very hypocrit-
ical. So, I think over time, when I see leaders acting ethi-
cally, it makes me feel confident in the place that I’m in’ 
(P04). When employees observe their manager failing to 
model integrity, it undermines trust and damages percep-
tions of ethical behavior. Inconsistencies between the lead-
er’s words and actions can erode credibility. This disconnect 
can lead to a work environment where ethical standards are 
seen as flexible or insincere. Despite varying levels of remote 
supervision, it appears ethical leadership can still be accessed 
and perceived by employees when leaders model integrity 
across various communication channels.

Establishing and enforcing ethical standards
Establishing and enforcing ethical guidelines by managers 
was also found to enhance perceptions of ethical leadership. 
A sales director for a large software company shared that his 
managers were ‘very rigid on … how we screen specific 
employees, and really any and everyone that comes into the 
business. We have a framework that we use, and one of the 
five pieces of that framework is ethics and how they align 
to putting customers’ and prospects’ needs over their own 
individual needs’ (P10). This illustrates that the way the 
results are obtained matters to management and should be 
considered important to everyone. This sentiment is echoed 
by an account manager who stated he was able to infer eth-
ics were important to his manager because employees were 
‘given clear standards of what sort of ethical behavior is 
expected’ (P12). The development and enforcement of ethi-
cal guidelines by managers strengthens perceptions of ethical 
leadership by providing clear standards for behavior that 
align with the organization’s values. When managers actively 
uphold these standards, they demonstrate a commitment to 
fairness and integrity, fostering trust among employees. This 
consistency between stated ethics and actions reinforces the 
leader’s credibility, encouraging a culture of accountability 
and ethical conduct throughout the team.

General discussion

The recruitment and retention of skilled and motivated 
salespeople has become a critical challenge for companies in 
the current labor market. Companies have addressed this 
issue by cultivating ethical work environments that prioritize 
salesperson well-being, nurturing both sustained productivity 
and peak performance. The present research suggests that 
affective commitment acts as a mediating mechanism that 
allows ethical sales leadership to influence a salesperson’s 
outcomes. Further, when appropriate managerial actions are 
taken, remote supervision does not have a negative impact 
on workers as research suggests. Salespeople have typically 
worked remotely to some extent, requiring sales managers to 
oversee geographically dispersed teams. Thus, while they 
have shown themselves to be effective at managing from a 
distance, the shift to fully remote supervision from partly 
remote may be discounted because they already have 

experience supervising remotely. Any prior experience sales 
managers and employees have working remotely would mean 
they have likely developed the skills and habits needed to 
effectively perform in their roles. As a result, the transition 
to fully remote work and supervision may be seen as a con-
tinuation or slight adjustment rather than a significant 
change, making it potentially less disruptive and easier to 
adapt to. Collectively, these results produce several import-
ant implications for both research and practice.

Theoretical implications

Research suggests employees are inclined to perceive them-
selves as participants in a social exchange relationship at work 
due to the supportive and caring treatment they receive from 
an ethical leader (Brown and Treviño 2006). With social 
behavior being a critical component of the exchange process 
(Kirkman et  al. 2002), it is logical to assume that without 
in-person contact, the ability of a manager to build trusting 
relationships would be hampered. This assumption fits with 
media naturalness theory, which suggests remotely managing 
employees may hamper the ability of an ethical leader to be 
perceived as credible and legitimate. The ability to perceive 
signs of ethical leadership directly affects how employees feel 
its influence (Banks et  al. 2021; Kiesler, Siegel, and McGuire 
1984). Individuals not communicating in person, as frequently 
occurs when working remotely, are unable to read each other’s 
body language, tone of voice, and other nonverbal cues that 
are crucial in understanding the true intent behind a message.

Our findings did not support this perspective, as ethical 
leadership did relate to important employee outcomes and was 
not hampered by remote supervision. Given the technological 
advances in recent years, remotely managing employees has 
become more natural and seamless than ever before. The cur-
rent research provides support that ethical leadership is import-
ant across broad contexts and that remote supervision does not 
adversely impact it, and in some cases may be beneficial. The 
results of the qualitative study suggest that social information 
processing theory may be relevant to remote work environ-
ments. Social information processing theory explains how peo-
ple develop impressions and social relationships over time, and 
it is regularly used to understand interactions in virtual envi-
ronments (Farrer and Gavin 2009; Yan and Wang 2018). It sug-
gests that social cues, such as input from supervisors, strongly 
influence the formation of perceptions, attitudes, and behaviors. 
Thus, unlike other media communication theories, social infor-
mation processing suggests the information presented by man-
agers’ and organizations’ actions are impactful on employees, 
even when employees are remotely supervised.

Managerial implications

The results of the current research provide important insights 
for sales managers. Even without in-person interaction, sales 
managers can effectively convey ethical signals by displaying 
prosocial behaviors and moral emotions with remote salespeo-
ple. Our results underscore the importance of consistent and 
intentional communication of ethical values, irrespective of the 
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communication medium employed. While the findings also 
suggest that in-person communication is not a prerequisite for 
transmitting ethical signals from managers to subordinates, it is 
important to acknowledge the enduring value of in-person 
interactions within the sales function. Regular in-person coach-
ing sessions (e.g. ride-along, role-play) can provide opportuni-
ties for clear communication, feedback, and support (Woodburn 
2024). This direct exchange of ideas and perspectives strength-
ens the manager-employee relationship by promoting transpar-
ency, honesty, and accountability. In-person meetings with 
managers are impactful, even if the interaction is during a 
social event. Meetings do not have to be in a formal work set-
ting, but even engaging with employees at a happy hour or 
social outing can be beneficial to employees. By prioritizing 
in-person interactions, sales managers can cultivate a strong 
ethical foundation with their remote sales teams, leading to 
positive employee outcomes.

Furthermore, the findings suggest that managers can solid-
ify their role as ethical leaders by modeling integrity and 
enforcing clear ethical guidelines. By aligning their actions and 
decision-making with organizational values, managers rein-
force their credibility as ethical leaders and role models. 
Conversely, inconsistencies between words and actions can 
erode trust and diminish the perceived ethicality of leadership. 
Finally, by establishing and enforcing ethical standards, man-
agers help facilitate a culture of accountability. Implementing 
structured frameworks to guide behavior and reassure employ-
ees that ethical conduct is a priority, can foster perceptions of 
ethical leadership, even in remote supervision contexts.

Limitations and future research

While our results offer valuable insights, it is important to 
acknowledge the limitations in our research. Study 1 utilized 
a cross-sectional survey design, and performance was based 
on self-reported data. We followed questionnaire design rec-
ommendations provided by Lindell and Whitney (2001) and 
MacKenzie and Podsakoff (2012) to reduce potential CMB; 
post hoc tests suggested it is not a problem. Future research 
could extend these findings by working with industry part-
ners that would allow researchers to use company-provided 
data to measure a variety of outcome variables, such as 
more objective indicators of performance.

Further, our research did not consider the manager’s 
communication competency, which significantly impacts the 
productivity, job satisfaction, and overall well-being of their 
employees (Penley et  al. 1991). Effective communication 
promotes trust, clarity, and alignment that would amplify the 
positive effect ethical leadership has on employee outcomes, 
while poor communication can lead to confusion, frustra-
tion, and disengagement (Frigotto and Rossi 2012; Ruck and 
Trainor 2012). Future research should explore how manag-
ers’ communication skills impact the transmission of ethical 
leadership behaviors to their subordinates.

Additionally, we recognize that different measures can be 
used to operationalize the constructs in the research. We 
encourage future researchers to use different operationaliza-
tions of the constructs studied. Prior studies in the 

organizational literature have determined that ‘coaching is a 
comprehensive and distinctive way of being related to others 
in an enterprise’ (Evered and Selman 1989, 27) and is criti-
cal to the development of ethical leadership behaviors 
(Bashir and Hassan 2020). For this reason, we believe that 
coaching modality is a good way to measure the construct 
of remote supervision; however, we understand that research-
ers could prefer another way to operationalize this construct.

Conclusion

The prevalence of remote work arrangements in sales orga-
nizations highlights the need for scholarly and practical 
research on the efficacy of pivotal leadership styles in the 
absence of direct supervision. Our research, underscoring 
the powerful impact of ethical leadership, indicates that this 
leadership style can overcome inherent issues when manag-
ing employees remotely. By embodying ethical leadership, 
which is characterized by integrity, transparency, and a 
commitment to the well-being of employees, sales managers 
can effectively navigate the complexities of remote work 
arrangements where in-person interactions are limited.

Declaration of interest

No potential conflict of interest was reported by the authors.

ORCID

Emory R. Serviss  http://orcid.org/0000-0001-9594-6488
Kelly G. Manix  http://orcid.org/0000-0002-1855-8163
Matthew T. Oglesby  http://orcid.org/0000-0003-0874-8702
Matt C. Howard  http://orcid.org/0000-0002-2893-0213
Mark R. Gleim  http://orcid.org/0000-0001-7200-472X

References

Ahmad, Muhannad Akram and Seif Obeid Al-Shbiel. 2019. “The Effect 
of Ethical Leadership on Management Accountants’ Performance: 
The Mediating Role of Psychological Well-being.” Problems and 
Perspectives in Management 17 (2): 228-241. https://doi.org/10.21511/
ppm.17(2).2019.17.

Babapour Chafi, Maral, Annemarie Hultberg, and Nina Bozic Yams. 
2021. “Post-Pandemic Office Work: Perceived Challenges and 
Opportunities for a Sustainable Work Environment.” Sustainability 
14 (1): 294. https://doi.org/10.3390/su14010294.

Badrinarayanan, Vishag, Indu Ramachandran, and Sreedhar 
Madhavaram. 2019. “Mirroring the Boss: Ethical Leadership, 
Emulation Intentions, and Salesperson Performance.” Journal of 
Business Ethics 159 (3): 897–912. https://doi.org/10.1007/s10551- 
018-3842-1.

Banks, George C., Thomas Fischer, Janaki Gooty, and George Stock. 
2021. “Ethical Leadership: Mapping the Terrain for Concept Cleanup 
and a Future Research Agenda.” The Leadership Quarterly 32 (2): 
101471. https://doi.org/10.1016/j.leaqua.2020.101471.

Bashaw, R. Edward, and E. Stephen Grant. 1994. “Exploring the 
Distinctive Nature of Work Commitments: Their Relationships with 
Personal Characteristics, Job Performance, and Propensity to Leave.” 
Journal of Personal Selling & Sales Management 14 (2): 41–56. 
https://doi.org/10.1080/08853134.1994.10753984.

Bashir, Mohsin, and Shahidul Hassan. 2020. “The Need for Ethical 
Leadership in Combating Corruption.” International Review of 

https://doi.org/10.21511/ppm.17(2).2019.17
https://doi.org/10.21511/ppm.17(2).2019.17
https://doi.org/10.3390/su14010294
https://doi.org/10.1007/s10551-018-3842-1
https://doi.org/10.1007/s10551-018-3842-1
https://doi.org/10.1016/j.leaqua.2020.101471
https://doi.org/10.1080/08853134.1994.10753984


12 E. R. SERVISS ET AL.

Administrative Sciences 86 (4): 673–90. https://doi.org/10.1177/ 
0020852318825386.

Bedi, Akanksha, Can M. Alpaslan, and Sandy Green. 2016. “A 
Meta-Analytic Review of Ethical Leadership Outcomes and 
Moderators.” Journal of Business Ethics 139 (3): 517–36. https://doi.
org/10.1007/s10551-015-2625-1.

Bernerth, Jeremy, Michael S. Cole, Erik Taylor, and Harvell Jackson 
Walker. 2018. “Control Variables in Leadership Research: A 
Qualitative and Quantitative Review.” Academy of Management 
Proceedings 2017 (1): 10247. https://doi.org/10.5465/AMBPP.2017.337.

Blau, Peter M. 1986. Exchange and Power in Social Life. 1st ed. New 
York: Routledge. https://doi.org/10.4324/9780203792643.

Braun, Virginia, and Victoria Clarke. 2006. “Using Thematic Analysis in 
Psychology.” Qualitative Research in Psychology 3 (2): 77–101. https://
doi.org/10.1191/1478088706qp063oa.

Brown, Michael E., and Linda K. Treviño. 2006. “Ethical Leadership: A 
Review and Future Directions.” The Leadership Quarterly 17 (6): 
595–616. https://doi.org/10.1016/j.leaqua.2006.10.004.

Brown, Michael E., Linda K. Treviño, and David A. Harrison. 2005. 
“Ethical Leadership: A Social Learning Perspective for Construct 
Development and Testing.” Organizational Behavior and Human 
Decision Processes 97 (2): 117–34. https://doi.org/10.1016/j.obhdp. 
2005.03.002.

Cardy, Claire, Nawar N. Chaker, Johannes Habel, Martin Klarmann, 
and Olaf Plötner. 2023. “Customer–Salesperson Price Negotiations 
During Exceptional Demand Contractions.” Journal of Service 
Research 26 (3): 351–70. https://doi.org/10.1177/10946705221136270.

Chaker, Nawar N., Edward L. Nowlin, Doug Walker, and Nwamaka A. 
Anaza. 2021. “Alone on an Island: A Mixed-Methods Investigation of 
Salesperson Social Isolation in General and in Times of a Pandemic.” 
Industrial Marketing Management 96 (July): 268–86. https://doi.
org/10.1016/j.indmarman.2021.05.009.

Chamorro-Premuzic, Tomas. 2020. “Why You Can’t Believe All the 
Visual Cues You Get on Video Chats.” Fast Company. https://www.
fastcompany.com/90506857/why-you-cant-believe-all-the-visual-cues- 
you-get-on-video-chats.

Chawla, Vaibhav, Teidorlang Lyngdoh, Sridhar Guda, and Keyoor 
Purani. 2020. “Systematic Review of Determinants of Sales 
Performance: Verbeke et  al. ‘s (2011) Classification Extended.” 
Journal of Business & Industrial Marketing 35 (8): 1359–83. https://
doi.org/10.1108/JBIM-07-2019-0322.

Che, Yi., Jian Zhu, and Huawei Huang. 2022. “How Does Employee–
Organization Relationship Affect Work Engagement and Work 
Well-Being of Knowledge-Based Employees?” Frontiers in Psychology 
13 (March): 814324. https://doi.org/10.3389/fpsyg.2022.814324.

Cheng, Jiajia, Lianying Zhang, Yuan Lin, Haiyan Guo, and Shaoping 
Zhang. 2022. “Enhancing Employee Wellbeing by Ethical Leadership 
in the Construction Industry: The Role of Perceived Organizational 
Support.” Frontiers in Public Health 10 (September): 935557. https://
doi.org/10.3389/fpubh.2022.935557.

Chughtai, Aamir, Marann Byrne, and Barbara Flood. 2015. “Linking 
Ethical Leadership to Employee Well-Being: The Role of Trust in 
Supervisor.” Journal of Business Ethics 128 (3): 653–63. https://doi.
org/10.1007/s10551-014-2126-7.

Collier, Joel E. 2020. Applied Structural Equation Modeling Using AMOS: 
Basic to Advanced Techniques. 1st ed. New York: Routledge. https://
doi.org/10.4324/9781003018414.

Connelly, Brian L., S. Trevis Certo, R. Duane Ireland, and Christopher 
R. Reutzel. 2011. “Signaling Theory: A Review and Assessment.” 
Journal of Management 37 (1): 39–67. https://doi.org/10.1177/ 
0149206310388419.

Cropanzano, Russell, and Marie S. Mitchell. 2005. “Social Exchange 
Theory: An Interdisciplinary Review.” Journal of Management 31 (6): 
874–900. https://doi.org/10.1177/0149206305279602.

Demirtas, Ozgur, and A. Asuman Akdogan. 2015. “The Effect of Ethical 
Leadership Behavior on Ethical Climate, Turnover Intention, and 
Affective Commitment.” Journal of Business Ethics 130 (1): 59–67. 
https://doi.org/10.1007/s10551-014-2196-6.

Dugan, Riley, Valentina Ortiz Ubal, and Maura L. Scott. 2023. “Sales 
Well-Being: A Salesperson-Focused Framework for Individual, 
Organizational, and Societal Well-Being.” Journal of Personal Selling 

& Sales Management 43 (1): 65–83. https://doi.org/10.1080/08853134. 
2022.2093733.

Eisenberger, Robert, Robin Huntington, Steven Hutchison, and Debora 
Sowa. 1986. “Perceived Organizational Support.” Journal of Applied 
Psychology 71 (3): 500–7. https://doi.org/10.1037/0021-9010.71.3.500.

Eisenberger, Robert, Gokhan Karagonlar, Florence Stinglhamber, Pedro 
Neves, Thomas E. Becker, M. Gloria Gonzalez-Morales, and Meta 
Steiger-Mueller. 2010. “Leader–Member Exchange and Affective 
Organizational Commitment: The Contribution of Supervisor’s 
Organizational Embodiment.” The Journal of Applied Psychology 95 
(6): 1085–103. https://doi.org/10.1037/a0020858.

Epler, Rhett T., Wyatt A. Schrock, Mark P. Leach, Kimberly D. White, 
and Bryan Hochstein. 2023. “Managing Ambiguity: Salesperson 
Bricolage Behavior and Its Organizational Determinants.” Journal of 
Personal Selling & Sales Management 44 (2): 142–61. https://doi.org/
10.1080/08853134.2023.2198239.

Evered, Roger D., and James C. Selman. 1989. “Coaching and the Art 
of Management.” Organizational Dynamics 18 (2): 16–32. https://doi.
org/10.1016/0090-2616(89)90040-5.

Farrer, James, and Jeff Gavin. 2009. “Online Dating in Japan: A Test of 
Social Information Processing Theory.” Cyberpsychology & Behavior: 
The Impact of the Internet, Multimedia and Virtual Reality on 
Behavior and Society 12 (4): 407–12. https://doi.org/10.1089/cpb. 
2009.0069.

“Fastest-Growing Remote Jobs Include Sales, Account Management.” 
2024. HRO Today. https://www.hrotoday.com/news/fastest-growin
g-remote-jobs-include-sales-account-management/.

Ferreira, Rafael, Ruben Pereira, Isaías Scalabrin Bianchi, and Miguel 
Mira Da Silva. 2021. “Decision Factors for Remote Work Adoption: 
Advantages, Disadvantages, Driving Forces and Challenges.” Journal 
of Open Innovation: Technology, Market, and Complexity 7 (1): 70. 
https://doi.org/10.3390/joitmc7010070.

Fornell, Claes, and David F. Larcker. 1981. “Evaluating Structural 
Equation Models with Unobservable Variables and Measurement 
Error.” Journal of Marketing Research 18 (1): 39–50. https://doi.
org/10.2307/3151312.

Frigotto, M. Laura, and Alessandro Rossi. 2012. “Diversity and 
Communication in Teams: Improving Problem-Solving or Creating 
Confusion?” Group Decision and Negotiation 21 (6): 791–820. https://
doi.org/10.1007/s10726-011-9250-x.

Galais, Nathalie, and Klaus Moser. 2009. “Organizational Commitment 
and the Well-Being of Temporary Agency Workers: A Longitudinal 
Study.” Human Relations 62 (4): 589–620. https://doi.org/10.1177/ 
0018726708101991.

Gioia, Dennis A., Aimee L. Hamilton, and Shubha D. Patvardhan. 
2014. “Image Is Everything: Reflections on the Dominance of Image 
in Modern Organizational Life.” Research in Organizational Behavior 
34 (January): 129–54. https://doi.org/10.1016/j.riob.2014.01.001.

Glavee-Geo, Richard, Per Engelseth, and Arnt Buvik. 2022. “Power 
Imbalance and the Dark Side of the Captive Agri-Food Supplier–
Buyer Relationship.” Journal of Business Ethics: JBE 178 (3): 609–28. 
https://doi.org/10.1007/s10551-021-04791-7.

Good, Valerie, Douglas E. Hughes, and Hao Wang. 2022. “More than 
Money: Establishing the Importance of a Sense of Purpose for 
Salespeople.” Journal of the Academy of Marketing Science 50 (2): 
272–95. https://doi.org/10.1007/s11747-021-00795-x.

Grawitch, Matthew J., Shawn Trares, and Jennifer M. Kohler. 2007. 
“Healthy Workplace Practices and Employee Outcomes.” International 
Journal of Stress Management 14 (3): 275–93. https://doi.org/10.1037/ 
1072-5245.14.3.275.

Guenzi, Paolo, and Edwin J. Nijssen. 2021. “The Impact of Digital 
Transformation on Salespeople: An Empirical Investigation Using the 
JD-R Model.” Journal of Personal Selling & Sales Management 41 (2): 
130–49. https://doi.org/10.1080/08853134.2021.1918005.

Gupta, Vishal, Upasna A. Agarwal, and Naresh Khatri. 2016. “The 
Relationships between Perceived Organizational Support, Affective 
Commitment, Psychological Contract Breach, Organizational 
Citizenship Behaviour and Work Engagement.” Journal of Advanced 
Nursing 72 (11): 2806–17. https://doi.org/10.1111/jan.13043.

Hair, Joe F., Matt C. Howard, and Christian Nitzl. 2020. “Assessing 
Measurement Model Quality in PLS-SEM Using Confirmatory 

https://doi.org/10.1177/0020852318825386
https://doi.org/10.1177/0020852318825386
https://doi.org/10.1007/s10551-015-2625-1
https://doi.org/10.1007/s10551-015-2625-1
https://doi.org/10.5465/AMBPP.2017.337
https://doi.org/10.4324/9780203792643
https://doi.org/10.1191/1478088706qp063oa
https://doi.org/10.1191/1478088706qp063oa
https://doi.org/10.1016/j.leaqua.2006.10.004
https://doi.org/10.1016/j.obhdp.2005.03.002
https://doi.org/10.1016/j.obhdp.2005.03.002
https://doi.org/10.1177/10946705221136270
https://doi.org/10.1016/j.indmarman.2021.05.009
https://doi.org/10.1016/j.indmarman.2021.05.009
https://www.fastcompany.com/90506857/why-you-cant-believe-all-the-visual-cues-you-get-on-video-chats
https://www.fastcompany.com/90506857/why-you-cant-believe-all-the-visual-cues-you-get-on-video-chats
https://www.fastcompany.com/90506857/why-you-cant-believe-all-the-visual-cues-you-get-on-video-chats
https://doi.org/10.1108/JBIM-07-2019-0322
https://doi.org/10.1108/JBIM-07-2019-0322
https://doi.org/10.3389/fpsyg.2022.814324
https://doi.org/10.3389/fpubh.2022.935557
https://doi.org/10.3389/fpubh.2022.935557
https://doi.org/10.1007/s10551-014-2126-7
https://doi.org/10.1007/s10551-014-2126-7
https://doi.org/10.4324/9781003018414
https://doi.org/10.4324/9781003018414
https://doi.org/10.1177/0149206310388419
https://doi.org/10.1177/0149206310388419
https://doi.org/10.1177/0149206305279602
https://doi.org/10.1007/s10551-014-2196-6
https://doi.org/10.1080/08853134.2022.2093733
https://doi.org/10.1080/08853134.2022.2093733
https://doi.org/10.1037/0021-9010.71.3.500
https://doi.org/10.1037/a0020858
https://doi.org/10.1080/08853134.2023.2198239
https://doi.org/10.1080/08853134.2023.2198239
https://doi.org/10.1016/0090-2616(89)90040-5
https://doi.org/10.1016/0090-2616(89)90040-5
https://doi.org/10.1089/cpb.2009.0069
https://doi.org/10.1089/cpb.2009.0069
https://www.hrotoday.com/news/fastest-growing-remote-jobs-include-sales-account-management/
https://www.hrotoday.com/news/fastest-growing-remote-jobs-include-sales-account-management/
https://doi.org/10.3390/joitmc7010070
https://doi.org/10.2307/3151312
https://doi.org/10.2307/3151312
https://doi.org/10.1007/s10726-011-9250-x
https://doi.org/10.1007/s10726-011-9250-x
https://doi.org/10.1177/0018726708101991
https://doi.org/10.1177/0018726708101991
https://doi.org/10.1016/j.riob.2014.01.001
https://doi.org/10.1007/s10551-021-04791-7
https://doi.org/10.1007/s11747-021-00795-x
https://doi.org/10.1037/1072-5245.14.3.275
https://doi.org/10.1037/1072-5245.14.3.275
https://doi.org/10.1080/08853134.2021.1918005
https://doi.org/10.1111/jan.13043


Journal of Personal Selling & Sales Management 13

Composite Analysis.” Journal of Business Research 109 (March): 101–
10. https://doi.org/10.1016/j.jbusres.2019.11.069.

Hair, Joe F., Marko Sarstedt, Christian M. Ringle, and Siegfried P. 
Gudergan. 2017. Advanced Issues in Partial Least Squares Structural 
Equation Modeling. California: Sage publications.

Hair, Joe F., William C. Black, Barry J. Babin, and Ralph E. Anderson. 
2019. Multivariate Data Analysis. Massachusetts: Cengage.

Hartmann, Nathaniel N., Nawar N. Chaker, Bruno Lussier, Denis 
Larocque, and Johannes Habel. 2024. “A Theory of Sales System 
Shocks.” Journal of the Academy of Marketing Science 52 (2): 261–83. 
https://doi.org/10.1007/s11747-023-00953-3.

Hartmann, Nathaniel N., Heiko Wieland, Brandon Gustafson, and 
Johannes Habel. 2024. “Research on Sales and Ethics: Mapping the 
Past and Charting the Future.” Journal of the Academy of Marketing 
Science 52 (3): 653–71. https://doi.org/10.1007/s11747-023-00961-3.

Hui, Ray Tak-yin, Kuok Kei Law, and Sara Choi-Ping Lau. 2021. 
“Online or Offline? Coaching Media as Mediator of the Relationship 
between Coaching Style and Employee Work-Related Outcomes.” 
Australian Journal of Management 46 (2): 326–45. https://doi.org/ 
10.1177/0312896220914383.

Irani, Elliane. 2019. “The Use of Videoconferencing for Qualitative 
Interviewing: Opportunities, Challenges, and Considerations.” 
Clinical Nursing Research 28 (1): 3–8. https://doi.org/10.1177/ 
1054773818803170.

Ivankova, Nataliya V., John W. Creswell, and Sheldon L. Stick. 2006. 
“Using Mixed-Methods Sequential Explanatory Design: From Theory 
to Practice.” Field Methods 18 (1): 3–20. https://doi.org/10.1177/1525
822X05282260.

Janssen, O., and N. W. Van Yperen. 2004. “Employees’ Goal Orientations, 
the Quality of Leader-Member Exchange, and the Outcomes of Job 
Performance and Job Satisfaction.” Academy of Management Journal 
47 (3): 368–84. https://doi.org/10.2307/20159587.

Johnson, Jeff S. 2015. “Broadening the Application of Mixed Methods 
in Sales Research.” Journal of Personal Selling & Sales Management 
35 (4): 334–45. https://doi.org/10.1080/08853134.2015.1016953.

Jones, Rebecca J., Stephen A. Woods, and Yves R. F. Guillaume. 2016. 
“The Effectiveness of Workplace Coaching: A Meta-Analysis of 
Learning and Performance Outcomes from Coaching.” Journal of 
Occupational and Organizational Psychology 89 (2): 249–77. https://
doi.org/10.1111/joop.12119.

Kaffashpoor, Azar, and Samaneh Sadeghian. 2020. “The Effect of Ethical 
Leadership on Subjective Wellbeing, Given the Moderator Job 
Satisfaction (a Case Study of Private Hospitals in Mashhad).” BMC 
Nursing 19 (1): 111. https://doi.org/10.1186/s12912-020-00496-w.

Kallio, Hanna, Anna-Maija Pietilä, Martin Johnson, and Mari 
Kangasniemi. 2016. “Systematic Methodological Review: Developing 
a Framework for a Qualitative Semi-Structured Interview Guide.” 
Journal of Advanced Nursing 72 (12): 2954–65. https://doi.org/10.1111/
jan.13031.

Kalshoven, Karianne, Deanne N. Den Hartog, and Annebel H. B. De 
Hoogh. 2011. “Ethical Leader Behavior and Big Five Factors of 
Personality.” Journal of Business Ethics 100 (2): 349–66. https://doi.
org/10.1007/s10551-010-0685-9.

Kalshoven, Karianne, Deanne N. Den Hartog, and Annebel H. B. De 
Hoogh. 2013. “Ethical Leadership and Followers’ Helping and 
Initiative: The Role of Demonstrated Responsibility and Job 
Autonomy.” European Journal of Work and Organizational Psychology 
22 (2): 165–81. https://doi.org/10.1080/1359432X.2011.640773.

Kiesler, Sara, Jane Siegel, and Timothy W. McGuire. 1984. “Social 
Psychological Aspects of Computer-Mediated Communication.” 
American Psychologist 39 (10): 1123–34. https://doi.org/10.103
7/0003-066X.39.10.1123.

Kim, Dongkyu, and Christian Vandenberghe. 2021. “Ethical Leadership 
and Organizational Commitment: The Dual Perspective of Social 
Exchange and Empowerment.” Leadership & Organization Development 
Journal 42 (6): 976–87. https://doi.org/10.1108/LODJ-11-2020-0479.

Kim, Woo Gon, and Robert A. Brymer. 2011. “The Effects of Ethical 
Leadership on Manager Job Satisfaction, Commitment, Behavioral 
Outcomes, and Firm Performance.” International Journal of 
Hospitality Management 30 (4): 1020–6. https://doi.org/10.1016/ 
j.ijhm.2011.03.008.

Kirkman, Bradley L., Benson Rosen, Cristina B. Gibson, Paul E. Tesluk, 
and Simon O. McPherson. 2002. “Five Challenges to Virtual Team 
Success: Lessons from Sabre, Inc.” Academy of Management 
Perspectives 16 (3): 67–79. https://doi.org/10.5465/ame.2002.8540322.

Ko, Changsuk, Jianhong Ma, Roman Bartnik, Mark H. Haney, and 
Mingu Kang. 2018. “Ethical Leadership: An Integrative Review and 
Future Research Agenda.” Ethics & Behavior 28 (2): 104–32. https://
doi.org/10.1080/10508422.2017.1318069.

Kock, Ned. 2001. “The Ape That Used E-Mail: Understanding 
E-Communication Behavior Through Evolution Theory.” 
Communications of the Association for Information Systems 5(1): 3. 
https://doi.org/10.17705/1CAIS.00503.

Kock, N. 2011. “Media Naturalness Theory: Human Evolution and 
Behaviour Towards Electronic Communication Technologies.” In 
Applied Evolutionary Psychology, edited by Roberts, S. C. 381–398. 
New York: Oxford University Press.

Kock, Ned. 2015. “Common Method Bias in PLS-SEM: A Full 
Collinearity Assessment Approach.” International Journal of 
e-Collaboration 11 (4): 1–10. https://doi.org/10.4018/ijec.2015100101.

Li, Yanping, Jia Xu, Yidong Tu, and Xinxin Lu. 2014. “Ethical Leadership 
and Subordinates’ Occupational Well-Being: A Multi-Level 
Examination in China.” Social Indicators Research 116 (3): 823–42. 
https://doi.org/10.1007/s11205-013-0321-z.

Limpo, Lita, and Junaidi Junaidi. 2022. “Influence of Empowering and 
Ethical Leadership on Employees’ Job Satisfaction, Performance, and 
Organization Commitment.” Humanities and Social Sciences Letters 
11 (1): 22–36. https://doi.org/10.18488/73.v11i1.3241.

Lindell, Michael K., and David J. Whitney. 2001. “Accounting for 
Common Method Variance in Cross-Sectional Research Designs.” 
The Journal of Applied Psychology 86 (1): 114–21. https://doi.
org/10.1037/0021-9010.86.1.114.

Lu, Jia-Fang, Oi-Ling Siu, Paul E. Spector, and Kan Shi. 2009. 
“Antecedents and Outcomes of a Fourfold Taxonomy of Work-Family 
Balance in Chinese Employed Parents.” Journal of Occupational 
Health Psychology 14 (2): 182–92. https://doi.org/10.1037/a0014115.

Lussier, Bruno, Nathaniel N. Hartmann, and Willy Bolander. 2021. 
“Curbing the Undesirable Effects of Emotional Exhaustion on Ethical 
Behaviors and Performance: A Salesperson–Manager Dyadic 
Approach.” Journal of Business Ethics 169 (4): 747–66. https://doi.
org/10.1007/s10551-019-04271-z.

MacKenzie, Scott B., and Philip M. Podsakoff. 2012. “Common Method 
Bias in Marketing: Causes, Mechanisms, and Procedural Remedies.” 
Journal of Retailing 88 (4): 542–55. https://doi.org/10.1016/j.jre-
tai.2012.08.001.

Madlock, Paul E. 1970. “The Influence of Supervisors’ Leadership Style 
on Telecommuters.” Journal of Business Strategies 29 (1): 1–24. 
https://doi.org/10.54155/jbs.29.1.1-24.

Mercurio, Zachary A. 2015. “Affective Commitment as a Core Essence 
of Organizational Commitment: An Integrative Literature Review.” 
Human Resource Development Review 14 (4): 389–414. https://doi.
org/10.1177/1534484315603612.

Meyer, John P., and Natalie J. Allen. 1984. “Testing the ‘Side-Bet 
Theory’ of Organizational Commitment: Some Methodological 
Considerations.” Journal of Applied Psychology 69 (3): 372–8. https://
doi.org/10.1037/0021-9010.69.3.372.

Meyer, John P., and Natalie J. Allen. 1991. “A Three-Component 
Conceptualization of Organizational Commitment.” Human Resource 
Management Review 1 (1): 61–89. https://doi.org/10.1016/1053- 
4822(91)90011-Z.

Meyer, John P., and Natalie J. Allen. 1997. Commitment in the 
Workplace: Theory, Research, and Application. California: Sage.

Meyer, John P., Natalie J. Allen, and Catherine A. Smith. 1993. 
“Commitment to Organizations and Occupations: Extension and 
Test of a Three-Component Conceptualization.” Journal of Applied 
Psychology 78 (4): 538–51. https://doi.org/10.1037/0021-9010.78.4.538.

Meyer, John P., and Elyse R. Maltin. 2010. “Employee Commitment 
and Well-Being: A Critical Review, Theoretical Framework and 
Research Agenda.” Journal of Vocational Behavior 77 (2): 323–37. 
https://doi.org/10.1016/j.jvb.2010.04.007.

Milind, Gawai, Iyer Radha, Kedia Neel, and Bhakkad Pratik. 2019. 
“Ethical Leadership and Its Relationship with Sales Force Performance 

https://doi.org/10.1016/j.jbusres.2019.11.069
https://doi.org/10.1007/s11747-023-00953-3
https://doi.org/10.1007/s11747-023-00961-3
https://doi.org/10.1177/0312896220914383
https://doi.org/10.1177/0312896220914383
https://doi.org/10.1177/1054773818803170
https://doi.org/10.1177/1054773818803170
https://doi.org/10.1177/1525822X05282260
https://doi.org/10.1177/1525822X05282260
https://doi.org/10.2307/20159587
https://doi.org/10.1080/08853134.2015.1016953
https://doi.org/10.1111/joop.12119
https://doi.org/10.1111/joop.12119
https://doi.org/10.1186/s12912-020-00496-w
https://doi.org/10.1111/jan.13031
https://doi.org/10.1111/jan.13031
https://doi.org/10.1007/s10551-010-0685-9
https://doi.org/10.1007/s10551-010-0685-9
https://doi.org/10.1080/1359432X.2011.640773
https://doi.org/10.1037/0003-066X.39.10.1123
https://doi.org/10.1037/0003-066X.39.10.1123
https://doi.org/10.1108/LODJ-11-2020-0479
https://doi.org/10.1016/j.ijhm.2011.03.008
https://doi.org/10.1016/j.ijhm.2011.03.008
https://doi.org/10.5465/ame.2002.8540322
https://doi.org/10.1080/10508422.2017.1318069
https://doi.org/10.1080/10508422.2017.1318069
https://doi.org/10.17705/1CAIS.00503
https://doi.org/10.4018/ijec.2015100101
https://doi.org/10.1007/s11205-013-0321-z
https://doi.org/10.18488/73.v11i1.3241
https://doi.org/10.1037/0021-9010.86.1.114
https://doi.org/10.1037/0021-9010.86.1.114
https://doi.org/10.1037/a0014115
https://doi.org/10.1007/s10551-019-04271-z
https://doi.org/10.1007/s10551-019-04271-z
https://doi.org/10.1016/j.jretai.2012.08.001
https://doi.org/10.1016/j.jretai.2012.08.001
https://doi.org/10.54155/jbs.29.1.1-24
https://doi.org/10.1177/1534484315603612
https://doi.org/10.1177/1534484315603612
https://doi.org/10.1037/0021-9010.69.3.372
https://doi.org/10.1037/0021-9010.69.3.372
https://doi.org/10.1016/1053-4822(91)90011-Z
https://doi.org/10.1016/1053-4822(91)90011-Z
https://doi.org/10.1037/0021-9010.78.4.538
https://doi.org/10.1016/j.jvb.2010.04.007


14 E. R. SERVISS ET AL.

Mediated by Trust of Sales Employees on Their Leaders.” Annals of 
Dunarea de Jos University of Galati. Fascicle I. Economics and 
Applied Informatics 25 (1): 120–31. https://doi.org/10.35219/
eai1584040914.

Munyon, Timothy P., Rachel E. Frieder, Cinthia B. Satornino, Andrew M. 
Carnes, Willy Bolander, and Gerald R. Ferris. 2021. “Selling Your 
Network: How Political Skill Builds Social Capital and Enhances 
Salesperson Performance.” Journal of Personal Selling & Sales Management 
41 (3): 233–49. https://doi.org/10.1080/08853134.2020.1866589.

Neubert, Mitchell J., Dawn S. Carlson, K. Michele Kacmar, James A. 
Roberts, and Lawrence B. Chonko. 2009. “The Virtuous Influence of 
Ethical Leadership Behavior: Evidence from the Field.” Journal of 
Business Ethics 90 (2): 157–70. https://doi.org/10.1007/s10551-009-0037-9.

Nguyen, David T., and John Canny. 2009. “More than Face-to-Face: 
Empathy Effects of Video Framing.” In Proceedings of the SIGCHI 
Conference on Human Factors in Computing Systems, 423–432. 
Boston MA USA: ACM. https://doi.org/10.1145/1518701.1518770.

Park, Cho Hyun, Woocheol Kim, and Ji Hoon Song. 2015. “The Impact 
of Ethical Leadership on Employees’ In-Role Performance: The 
Mediating Effect of Employees’ Psychological Ownership.” Human 
Resource Development Quarterly 26 (4): 385–408. https://doi.
org/10.1002/hrdq.21217.

Peer, Eyal, David Rothschild, Andrew Gordon, Zak Evernden, and 
Ekaterina Damer. 2021. “Data Quality of Platforms and Panels for 
Online Behavioral Research.” Behavior Research Methods 54 (4): 
1643–62. https://doi.org/10.3758/s13428-021-01694-3.

Penley, Larry E., Elmore R. Alexander, I. Edward Jernigan, and 
Catherine I. Henwood. 1991. “Communication Abilities of Managers: 
The Relationship to Performance.” Journal of Management 17 (1): 
57–76. https://doi.org/10.1177/014920639101700105.

Peters, Kath, and Elizabeth Halcomb. 2015. “Interviews in Qualitative 
Research: A Consideration of Two Very Different Issues in the Use 
of Interviews to Collect Research Data.” Nurse Researcher 22 (4): 
6–7. https://doi.org/10.7748/nr.22.4.6.s2.

Peterson, Robert A. 2020. “Self-Efficacy and Personal Selling: Review 
and Examination With An Emphasis on Sales Performance.” Journal 
of Personal Selling & Sales Management 40 (1): 57–71. https://doi.or
g/10.1080/08853134.2019.1654390.

Podsakoff, Philip M., Scott B. MacKenzie, and Nathan P. Podsakoff. 
2012. “Sources of Method Bias in Social Science Research and 
Recommendations on How to Control It.” Annual Review of 
Psychology 63 (1): 539–69. https://doi.org/10.1146/annurev-psych- 
120710-100452.

Rapp, Adam A., J. Andrew Petersen, Douglas E. Hughes, and Jessica L. 
Ogilvie. 2020. “When Time Is Sales: The Impact of Sales Manager 
Time Allocation Decisions on Sales Team Performance.” Journal of 
Personal Selling & Sales Management 40 (2): 132–48. https://doi.org/ 
10.1080/08853134.2020.1717961.

Ringle, C. M., S. Wende, and J.-M. Becker. 2022. "SmartPLS 4." 
Oststeinbek: SmartPLS GmbH, http://www.smartpls.com.

Rodero, Emma, and Lluís Mas. 2020. “Audio Experience.” In Reimagining 
Communication: Experience, 32–46. New York: Routledge.

Ruck K., and Trainor S. 2012. “Developing Internal Communication 
Practice that Supports Employee Engagement.” Paper presented in 
19th International Public Relations Symposium BledCom Lake Bled, 
Slovenia, 6–7 July 2012.

Ruiz, Pablo, Carmen Ruiz, and Ricardo Martínez. 2011. “Improving the 
‘Leader–Follower’ Relationship: Top Manager or Supervisor? The 
Ethical Leadership Trickle-Down Effect on Follower Job Response.” 
Journal of Business Ethics 99 (4): 587–608. https://doi.org/10.1007/
s10551-010-0670-3.

Sarwar, Huma, Muhammad Ishtiaq Ishaq, Anam Amin, and Roheel 
Ahmed. 2020. “Ethical Leadership, Work Engagement, Employees’ 
Well-Being, and Performance: A Cross-Cultural Comparison.” 
Journal of Sustainable Tourism 28 (12): 2008–26. https://doi.org/10.1
080/09669582.2020.1788039.

Schaarschmidt, Mario, Gianfranco Walsh, and Heiner Evanschitzky. 
2022. “Hybrid Offerings Sales Capability: Conceptualization, Scale 
Development and Validation.” British Journal of Management 33 (3): 
1560–83. https://doi.org/10.1111/1467-8551.12527.

Schwepker, Charles H. 2015. “Influencing the Salesforce through 
Perceived Ethical Leadership: The Role of Salesforce Socialization 
and Person–Organization Fit on Salesperson Ethics and Performance.” 
Journal of Personal Selling & Sales Management 35 (4): 292–313. 
https://doi.org/10.1080/08853134.2015.1106769.

Schwepker, Charles H., and Roberta J. Schultz. 2015. “Influence of the 
Ethical Servant Leader and Ethical Climate on Customer Value 
Enhancing Sales Performance.” Journal of Personal Selling & Sales 
Management 35 (2): 93–107. https://doi.org/10.1080/08853134.2015.1
010537.

Settoon, Randall P., Nathan Bennett, and Robert C. Liden. 1996. “Social 
Exchange in Organizations: Perceived Organizational Support, 
Leader–Member Exchange, and Employee Reciprocity.” Journal of 
Applied Psychology 81 (3): 219–27. https://doi.org/10.1037/0021- 
9010.81.3.219.

She, Zhuolin, and Quan Li. 2023. “When Too Little or Too Much 
Hurts: Evidence for a Curvilinear Relationship Between Cyberloafing 
and Task Performance in Public Organizations.” Journal of Business 
Ethics 183 (4): 1141–58. https://doi.org/10.1007/s10551-022-05038-9.

Shore, Lynn M., and Sandy J. Wayne. 1993. “Commitment and 
Employee Behavior: Comparison of Affective Commitment and 
Continuance Commitment with Perceived Organizational Support.” 
The Journal of Applied Psychology 78 (5): 774–80. https://doi.
org/10.1037/0021-9010.78.5.774.

Singh, Ajay, and Bindu Gupta. 2015. “Job Involvement, Organizational 
Commitment, Professional Commitment, and Team Commitment: A 
Study of Generational Diversity.” Benchmarking: An International 
Journal 22 (6): 1192–211. https://doi.org/10.1108/BIJ-01-2014-0007.

Sussex, Roland. 2008. “Technological Options in Supervising Remote 
Research Students.” Higher Education 55 (1): 121–37. https://doi.
org/10.1007/s10734-006-9038-0.

Swalhi, Abdelaziz, Saloua Zgoulli, and Mahrane Hofaidhllaoui. 2017. 
“The Influence of Organizational Justice on Job Performance: The 
Mediating Effect of Affective Commitment.” Journal of Management 
Development 36 (4): 542–59. https://doi.org/10.1108/JMD-11-2015- 
0162.

Taylor, Shannon G., Arthur G. Bedeian, and Donald H. Kluemper. 
2012. “Linking Workplace Incivility to Citizenship Performance: The 
Combined Effects of Affective Commitment and Conscientiousness.” 
Journal of Organizational Behavior 33 (7): 878–93. https://doi.
org/10.1002/job.773.

Walumbwa, Fred O., David M. Mayer, Peng Wang, Hui Wang, Kristina 
Workman, and Amanda L. Christensen. 2011. “Linking Ethical 
Leadership to Employee Performance: The Roles of Leader–Member 
Exchange, Self-Efficacy, and Organizational Identification.” 
Organizational Behavior and Human Decision Processes 115 (2): 
204–13. https://doi.org/10.1016/j.obhdp.2010.11.002.

Woodburn, Brogan. 2024. “A Guide to Impactful Sales Coaching.” 
Streak. https://www.streak.com/post/sales-coaching-guide.

Wynes, Michael J. 2022. “Just Say You’re Sorry’: Avoidance and Revenge 
Behavior in Response to Organizations Apologizing for Fraud.” 
Journal of Business Ethics 178 (1): 129–51. https://doi.org/10.1007/
s10551-021-04781-9.

Yan, Liping, and Xiucun Wang. 2018. “Why Posters Contribute Different 
Content in Their Positive Online Reviews: A Social 
Information-Processing Perspective.” Computers in Human Behavior 
82 (May): 199–216. https://doi.org/10.1016/j.chb.2018.01.009.

Yang, Conna. 2014. “Does Ethical Leadership Lead to Happy Workers? 
A Study on the Impact of Ethical Leadership, Subjective Well-Being, 
and Life Happiness in the Chinese Culture.” Journal of Business 
Ethics 123 (3): 513–25. https://doi.org/10.1007/s10551-013-1852-6.

Zeithaml, Valarie A., Bernard J. Jaworski, Ajay K. Kohli, Kapil R. Tuli, 
Wolfgang Ulaga, and Gerald Zaltman. 2020. “A Theories-in-Use 
Approach to Building Marketing Theory.” Journal of Marketing 84 
(1): 32–51. https://doi.org/10.1177/0022242919888477.

Zheng, Xiaoming, Weichun Zhu, Haixia Zhao, and Chi Zhang. 2015. 
“Employee Well-Being in Organizations: Theoretical Model, Scale 
Development, and Cross-Cultural Validation.” Journal of 
Organizational Behavior 36 (5): 621–44. https://doi.org/10.1002/
job.1990.

https://doi.org/10.35219/eai1584040914
https://doi.org/10.35219/eai1584040914
https://doi.org/10.1080/08853134.2020.1866589
https://doi.org/10.1007/s10551-009-0037-9
https://doi.org/10.1145/1518701.1518770
https://doi.org/10.1002/hrdq.21217
https://doi.org/10.1002/hrdq.21217
https://doi.org/10.3758/s13428-021-01694-3
https://doi.org/10.1177/014920639101700105
https://doi.org/10.7748/nr.22.4.6.s2
https://doi.org/10.1080/08853134.2019.1654390
https://doi.org/10.1080/08853134.2019.1654390
https://doi.org/10.1146/annurev-psych-120710-100452
https://doi.org/10.1146/annurev-psych-120710-100452
https://doi.org/10.1080/08853134.2020.1717961
https://doi.org/10.1080/08853134.2020.1717961
http://www.smartpls.com
https://doi.org/10.1007/s10551-010-0670-3
https://doi.org/10.1007/s10551-010-0670-3
https://doi.org/10.1080/09669582.2020.1788039
https://doi.org/10.1080/09669582.2020.1788039
https://doi.org/10.1111/1467-8551.12527
https://doi.org/10.1080/08853134.2015.1106769
https://doi.org/10.1080/08853134.2015.1010537
https://doi.org/10.1080/08853134.2015.1010537
https://doi.org/10.1037/0021-9010.81.3.219
https://doi.org/10.1037/0021-9010.81.3.219
https://doi.org/10.1007/s10551-022-05038-9
https://doi.org/10.1037/0021-9010.78.5.774
https://doi.org/10.1037/0021-9010.78.5.774
https://doi.org/10.1108/BIJ-01-2014-0007
https://doi.org/10.1007/s10734-006-9038-0
https://doi.org/10.1007/s10734-006-9038-0
https://doi.org/10.1108/JMD-11-2015-0162
https://doi.org/10.1108/JMD-11-2015-0162
https://doi.org/10.1002/job.773
https://doi.org/10.1002/job.773
https://doi.org/10.1016/j.obhdp.2010.11.002
https://www.streak.com/post/sales-coaching-guide
https://doi.org/10.1007/s10551-021-04781-9
https://doi.org/10.1007/s10551-021-04781-9
https://doi.org/10.1016/j.chb.2018.01.009
https://doi.org/10.1007/s10551-013-1852-6
https://doi.org/10.1177/0022242919888477
https://doi.org/10.1002/job.1990
https://doi.org/10.1002/job.1990

	Ethical leadership in a remote working context: implications for salesperson well-being and performance
	ABSTRACT
	Introduction
	Theoretical background
	Ethical leadership
	Ethical leadership and affective commitment
	Affective commitment and psychological well-being
	Affective commitment and job performance
	The moderating role of remote supervision

	Study 1
	Measures
	Sample and procedure
	Evaluation of the measurement model
	Evaluation of the structural model
	Post hoc analysis
	Study 1 discussion

	Study 2
	Measures
	Sample and procedure
	Evaluation of the measurement model
	Evaluation of the structural model
	Study 2 discussion

	Study 3
	Research approach
	Data collection
	Analysis
	Findings
	Consistent and transparent communication
	In-person interaction
	Modeling integrity
	Establishing and enforcing ethical standards


	General discussion
	Theoretical implications
	Managerial implications
	Limitations and future research

	Conclusion
	Declaration of interest
	ORCID
	References


