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Itis All About Me: Antecedents and Consequences
of Salesperson Lone Wolf Tendencies

By David A. Locander, Louis J. Zmich, and William B. Locander

This study contributes to our understanding of Lone Wolf Tendencies (LWT) and its workplace outcomes. In doing so,
this research explores two potential antecedents to LWT, sensation-seeking and narcissism, with two organizational
outcomes, job satisfaction, and job performance. Results from a structural equation model using a sample of 315 B2B
salespeople demonstrate a significant and positive relationship between narcissism and LWT. Additionally, LWT is
shown to have a negative direct effect on job satisfaction and a negative indirect effect on job performance. Implications

for managers and researchers are discussed.

Popularized in the bestselling book The Challenger
Sale by Matthew Dixon and Brent Adamson, lone wolf
tendencies within salespeople have garnered interest by
practitioners and academics. Pastsales researchidentifies
Lone Wolf Tendencies (LWT) as a psychological state
in which individuals prefer to make their own decisions
and work alone (Dixon, Gassenheimer, and Barr, 2003).
Lone Wolves salespeople are the self-confident, rule-
breaking “cowboys” of the sales force who do things
“their way” and are difficult to manage (Dixon and
Adamson, 2011, p. 20). Dixon and Adamson quote a
head of sales saying, “I’d fire them if I could, but I can’t,
because they’re all crushing their numbers” (2011,
p-20). While Lone Wolf salespeople may be difficult
to manage, past research shows that LWT salespeople
are hardworking and among the top performers in their
company (Dixon and Adamson, 2011; Ingram, Lee,
and Lucas 1991). Given this conflict, this research
provides a better understanding of the underlying intra-
individual psychological traits that may foster LWT and
its outcomes. While Lone Wolf salespeople may have
been successful in the past, their unwillingness to work
with others may put this success in jeopardy due to the
changing relationships between B2B sales organizations
and their customers (CSO Insights, 2018).
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Recent studies highlight a growing gap between B2B
salespeople and their buyers’ needs (Matias, 2018; CSO
Insights, 2018; Gartner, 2019). This buyer-seller gap
may be due to B2B buyers being more knowledgeable,
requiring more transparency, and needing customized
product offerings (Cicala, Bush, Serrell, and Deitz,
2014; Rodriguez and Boyer, 2016; Pullins, Sharkey,
Pham, and Shultz, 2020). To address these issues, sales
organizations are transforming themselves to more
collaborative selling approaches (Pullins et al., 2020;
Dixon et al., 2003) that require numerous interactions
across several functional areas of an organization
(Kahn, 2009). While companies attempt to meet these
changes by becoming more customer-centric and
moving toward collaborative selling approaches, it is
the individual salesperson who must put these plans
into action. As the business environment changes to
a collective selling model, lone wolf salespeople may
find themselves in a compromised position. On the one
hand, lone wolves are highly involved in their job and
love selling, and on the other, they have an aversion to
working with others and prefer to do things their way
(Ingram et al., 1991; Mulki, Jaramillo, and Marshall;
2007; Briggs, Jaramillo, and Weeks, 2012; Dixon et
al., 2003; Locander, Weinberg, Mulki, and Locander,
2015). Thus, the present research examines a potential
hindrance that may affect sales organizational success,
Lone Wolf Tendencies.

In order to better understand LWT, this research
examines two potential psychological antecedents to
LWT, narcissism and sensation-seeking, while also
exploring LWT’s impact on job performance and job
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satisfaction. This research will help practitioners and
academics to better understand the intra-individual
psychological makeup of lone wolves. In addition,
this research also provides some insight into why
cooperativeness and collaboration within the sales force
is one of the biggest challenges facing sales managers
(Ulaga and Loveland, 2013). Additionally, this study
answers the call for more research on identifying
characteristics related to LWT (Locander et al., 2015).

THEORETICAL BACKGROUND AND
HYPOTHESES DEVELOPMENT

Lone Wolf Tendencies

Lone Wolf Tendency (LWT) is defined as “a
psychological state in which one prefers to work alone
when making decisions and setting/accomplishing
priorities and goals” (Dixon et al., 2003, p.205).
Lone wolves thrive on doing their own thing and are
disdainful of others who do not measure up to their
standards (Ingram et al., 1991). Lone wolves tend to be
psychologically detached from their firm and display
a “wanderlust” by surveying the job market for other
sales positions (Griffeth, Gaertner, and Sager, 1999).
However, LWT individuals are highly involved in their
work and are task completion-focused, which may be a
double-edged sword. For sales organizations, where job
responsibilities do not require teamwork, lone wolves
may thrive with the appropriate autonomy (Locander
et al., 2015). In contrast, salespeople, whose job duties
require team selling, may not perform up to expectations
due to a lack of trust in others and their preference for
working alone (Dixon et al., 2003). Lone wolves tend
to be indifferent to their organizations’ broader goals
but are devoted to their jobs and love selling (Ingram,
1996; Mulki et al.,, 2007). Thus, LWT suggests a
personality type that centers around enhancing one’s
self-image while showing little interest in coworkers’
opinions and welfare.

While the above discussion paints a somewhat negative
portrait of lone wolves, they are neither bad people nor
unproductive (Dixonetal.,2003). LWT salespeople have
been associated as being highly involved in their job and
possess great self-confidence, energy, and dedication,
leading to productivity (Griffeth et al., 1999; Ingram et
al., 1991). Prior conceptualizations focus on LWT as

an inherent predisposition, a function of an individual’s
nature (Ingram et al., 1991; Mulki et al., 2007; Dixon
et al., 2003). However, Locander and colleagues (2015)
propose a nurture conceptualization that may, in part,
foster LWT. That is, they find that “LWT may come
about, at least in part, through workplace interactions.
Results confirm our expectations that social interactions
contribute to the nurturing of LWT such that low levels
of career mentoring and social comparison behaviors at
work are likely to bring about a propensity for LWT” (p.
362). While the current research focuses on the intra-
individual antecedents of LWT and their outcomes, it is
important to note that researchers are beginning to look
at contextual forces that may foster LWT.

Sensation-Seeking

Sensation-seeking is a personality trait defined as
behaving and experiencing feelings that are varied,
novel, complex, intense, and risky for the pleasure of
the experience (Zuckerman, 2009; Masson, Lamoureux,
and De Guise, 2020). Sensation seekers require a lot
of stimulation, and when not present, they feel that
the experience is unpleasant (Larsen and Buss, 2005).
Sensations such as wild parties, parachute jumping, and
breaking the rules characterize the types of behaviors
that excite sensation seekers driven by the intensity of
an experience itself and the personal attention garnered
by their achievement (Horvath and Zuckerman,
1993; Stanforth, 1995). While there is little empirical
research addressing salespeople and sensation-seeking,
Zuckerman (1994) notes that individuals who are
sensation seekers may be well suited for sales jobs:

“High sensation seekers are best suited for jobs
where there are varied activities and challenges...
Jobs like those in the helping profession, sales
work, and journalism, where there are constantly
changing interpersonal challenge, are good for
high sensation seekers.” (Zuckerman, 1994, p. 176)

While sensation seekers may be drawn to sales as a
profession because of its challenges, sensations are still
an internal and individualist feeling. It is the internal
desire for a thrill that drives sensation seeking, which
may foster LWT. Sensation seekers and lone wolves are
highly confident, seek self-fulfillment from achievement
and recognition from others (Sheaffer and Brender-
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Ilan, 2014; Carter, 2019; Zuckerman, 2009). It seems
reasonable that the “sensation of making a sale” and the
thrill of achieving personal recognition may encourage
LWT. Accordingly, the sensation of sales encounters,
driven by the associated risks and potential rewards at
stake, may be associated with LWT. Thus H1,

Hypothesis 1: Sensation-Seeking is positively
related to lone wolf tendency.

Narcissism

Narcissism has received limited attention within the
sales literature, which is surprising, as narcissists
may be attracted to sales positions due to the job
autonomy, compensation, and competitive nature
(Soyer, Rovenpor, and Kopelman, 1999; Smith,
2017). Narcissistic personality is a condition where a
person holds an exaggerated sense of self-importance
(Murray, 1938) and are driven by “a grandiose, yet
vulnerable self-concept” (Morf and Rhodewalt, 2001,
p-178). Narcissistic individuals lack empathy, are
exploitative, and are selfish (Sedikides, Rudich, Gregg,
Kumashiro, and Rusbult, 2004; O’Boyle, Forsyth,
Banks, and McDaniel, 2012; Campbell, Reeder,
Sedikides, and Elliot, 2000). While on the surface
narcissism seems straight forward, there is another side
to narcissists that is “charming, charismatic, confident,
skilled,
gregarious, bold, extroverted, and attractive to others”

interpersonally entertaining,  assertive,
(Smith, 2017, p. 2). This continuum has led some
researchers to describe narcissism as the “good and
bad”, “healthy and destructive”, and “bright and dark”
sides of narcissism (Back, Kiifner, Dufner, Gerlach,
Rauthmann, and Denissen, 2013; Malkin, 2015; Lubit,

2002; Smith, 2017).

While past research has examined the duality of
narcissism, it is the way narcissists view relationships
that may be concerning for sales managers. While
narcissists may be charming and interpersonally
skilled, they lack empathy and are exploitative
(Sedikides et al., 2004; O’Boyle et al., 2012; Campbell
et al., 2000) which can hinder the development of
relationships. Their exaggerated sense of self-worth
requires constant affirmation and reinforcement of
their self-concept (Braun, 2017). The paradox of
narcissists is that their need for personal affirmation

Volume 21, Number 2 (2021)

from others goes unsatisfied because they tend to
ignore others which damage relationships with them
(Braun, 2017). Narcissists may also have abrasive
and antagonistic personalities, which impede building
personal relationships (Rhodewalt and Morf, 1995).
Their behavior may exhibit inconsistencies ranging
from grandiosity to vulnerability (Pincus, Cain and
Wright, 2014). Ironically, narcissists’ disregard for
others creates a tension between their need for approval
and their desire for recognition from others (Pincus et
al., 2014; Braun, 2017).

The narcissistic salesperson has the potential to not
only negatively affect their sales organization but also
may degrade customer relationships (Smith, 2017).
Narcissistic salespeople may go as far as to display
deviant work behaviors and are likely to deflect blame
on others (Jelinek and Ahearne, 2006). Narcissists, like
lone wolves, have low regard for others which inhibits
their ability to trust (Bettencourt, Talley, Benhamin, and
Valentine, 2006; Dixon et al., 2003). Not trusting others
leads lone wolves to prefer working alone. Therefore,
individuals who display narcissistic tendencies will
likely also engage in lone wolfism. Thus, H2:

Hypothesis 2: Narcissism is positively related to
lone wolf tendency.

Job Performance and Job Satisfaction

The literature with respect to the relationship between
LWT and job performance is open to question. Some
studies focus on lone wolves’ negative characteristics
(e.g., Ingram et al., 1991; Briggs et al., 2012; Mulki
et al., 2007). Other studies find positive workplace
outcomes, including task performance, innovativeness,
dedication, and identification with their jobs (e.g.,
Griffeth et al., 1999; Ingram, 1996). However, LWT
and job performance have produced little empirical
data linking the two constructs (Briggs et al., 2012).
Mulki et al. (2007) did not find a significant correlation
between LWT and task performance. Given the
changing nature of the selling environment to more
cooperative and collective efforts (Dixon et al., 2003),
it is reasonable to assume that LWTs will negatively
affect job performance. Thus H3:

Hypothesis 3: Lone wolf tendency is negatively
related to job performance.
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Job satisfaction is defined as “all characteristics of the
job and the work environment that the salesperson finds
rewarding, fulfilling, or satisfying” (Churchill, Ford,
and Walker, 1974, p. 255). Past research identifies
key antecedents to salesperson job satisfaction (e.g.,
role-conflict, role ambiguity, work-family conflict,
organizational support, emotional exhaustion, etc.)
(e.g., Rutherford, Marshall, and Park, 2014). While
research on salesperson satisfaction is abundant,
researchers have yet to test the direct relationship of
LWT to job satisfaction. While some studies include
LWT and satisfaction in the same model, the direct
relationship is not tested (Briggs et al., 2012; Mulki et
al., 2007). Therefore, this research looks to expand our
understanding of LWT on organizational outcomes.

Lone wolves are described as devoted, highly involved
and have a love for selling (Ingram, 1996; Griffeth et
al., 1999; Locander et al., 2015), but past research also
identifies that they tend to be indifferent to organizational
goals and lack a psychological attachment to their firm
(Mulki et al., 2007; Dixon et al., 2003). This lack of
commitment is evident as lone wolves are always on the
lookout for another job and enjoy the job search process
(Griffeth et al.,, 1999). The lack of organizational
commitment and the temptation of a new job leads
one to question lone wolves’ job satisfaction level.
Additionally, lone wolves may be negatively affected
by sales organizations shifting away from the individual
to more collaborative/team selling approaches. As such,
the level of discomfort with a change away from the
status quo may affect job satisfaction. Thus H4,

Hypothesis 4: Lone wolf tendency is negatively
related to job satisfaction.

METHODOLOGY
Sample

The sample consists of currently employed U.S.
business-to-business salespeople and was obtained
from a professionally managed online panel contracted
through Qualtrics. Prospective respondents undertook
a series of screening rounds to ensure a representative
sample. A panel project manager was hired to increase
objectivity in selecting and screening respondents

and cleaning the initial data set (Babin, Griffin, and
Hair, 2016). This resulted in a sample of 315 B2B
salespeople. Respondents ranged in age from 20 to 73
(u = 4246, o = 12.89). Fifty-eight percent were male
(183/315). Total B2B selling experience ranged from 1
to 34 years (u=7.36, 6=7.28).

Measures

All constructs are measured using existing validated
instruments on a seven-point Likert-type scale ranging
from strongly agreed to strongly disagree. Sensation-
Seeking is measured using four items developed by
Stephenson Velez, Chalela, Ramirez, and Hoyle (2007).
Narcissism is measured using four items developed
by Hendin and Cheek (1997). Lone wolf is measured
using five items developed by Dixon et al. (2003). Job
satisfaction is measured with five items developed by
Bagozzi (1980). Finally, job performance is measured
using eight items by Piercy, Cravens, and Lane (2001).
In line with prior research in this area, the control
variables included in this study are age, tenure, and
biological sex (e.g., Groza et al., 2016).

Results

A confirmatory factor analysis (CFA) using AMOS 27
assessed the reliability and validity of the constructs
of interest for inclusion in our conceptual model. The
results indicate good model fit: x* = 598.2, df = 293,
p < .001; comparative fit index (CFI) = .93; root mean
square error of approximation (RMSEA) = .058; Table
1 presents standardized factor loadings for each scale
item, construct reliability (CR), and average variance
extracted (AVE) for the measurement model. All
construct reliabilities exceed .70, supporting internal
reliability (Hair, Black, Babin, and Anderson, 2010).
Discriminant validity is assessed by comparing the
average variance extracted (AVE) estimates for each
factor with the squared interconstruct correlations
(SIC) associated with that factor. All average
variance extracted (AVE) are greater than the squared
interconstruct correlations, demonstrating acceptable
discriminant validity. The correlation matrix and
descriptive statistics are presented in Table 2.
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Table 1: Scale Items and Measurement Properties

Factor AVE | CR

Narcissism -
Loadings
My feelings are easily hurt by ridicule or by the slighting remarks of 73
others. )
I dislike sharing the credit of an achievement with others. .73 51 20
I dislike being with a group unless I know that I am appreciated by at one 60

of those present.

I feel that | am temperamentally different from most people. .78

Sensation-seeking

I like to do frightening things. .82

I would like to try parachute-jumping. .70 48 74
I like wild parties. .56

I like new and exciting experiences, even if I have to break the rules. .67

Lone wolf

Given a choice, I would rather work alone than work with others. .79

At work, I prefer solitude over social interaction with work colleagues. .74

I am more successful when I work by myself than with others. .82 52 | .84
For me, working with others poses a threat to my success. .58

Working with others is a hassle. .67

Job Performance

Building effective relationships with customers .82

Making effective presentations to customers .87

Keeping expenses at acceptable levels .63

Achieving sales targets and other business objectives .84 66 | 94
Understanding our products and services .89

Providing feedback to management .76

Understanding customer needs and work processes .87

Contributing to my sales unit's revenues .82

Job Satisfaction

I would advise a friend looking for a new job to take one similar to mine. .63

I am satisfied with my general work situation. .84

I feel it is easy to demonstrate my ability and initiative in my job. 72

I think that there is as much a feeling of security in my job as in other 65 51 -84
jobs. )

I find my work challenging, exciting, and it gives me a sense of 7

accomplishment. )
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Table 2: Correlation Matrix and Descriptive Statistics

Constructs 1 2 3 4 5 6 7 8
1 Narcissism 1
2 Sensation-seeking 14%* 1
3 Lone wolf 28%* .05 1
5 Job Performance -.10 -.04 - 12% 1
4 Job Satisfaction -.07 -.00 -.13 30%* 1
6 Age - 17** -.40%* .00 -.04 -.03 1
7 Sales Experience - 16%* - 35%* .03 -.04 .03 .80** 1
8 Sex (Male = 0, Female = 1) A1* -11 -0.03 7% -.05 - 16%* - 15%* 1
Mean 3.5 3.6 3.5 5.8 5.0 424 14.9 42
Standard Deviation 1.3 1.4 1.2 .95 1.1 12.9 11.1 0.49

** Correlation is significant at the .01 level (2-tailed).
* Correlation is significant at the .05 level (2-tailed)

Hypothesis Testing

A structural equation model in AMOS tested the hypothesized relationships. The results indicate acceptable fit with the
data: 42 = 598.25, df = 293, p < .001; CFI = .93; RMSEA = .058 (Hair, Black, Babin, and Anderson, 2010). None of
the control variables have a significant influence on the hypothesized relationships. Biological sex is the only control
variable to have a significant relationship with job performance ( = .19, p < 0.001). The results of the structural model
are shown in Figure 1. Hypothesis 1 is not supported as sensation-seeking does not have a significant relationship with
LWT (B =.02, p=0.772). Hypothesis 2 is supported as narcissism has a significant and positive relationship with LWT
(B =.30, p<0.001). Hypothesis 3 is not supported as LWT does not have a significant relationship to job performance
(B=-.08, p=0.179). Hypothesis 4 is supported as LWT has a significant and negative relationship with job satisfaction
(B =-.13, p < 0.05). Figure 1 shows the Beta coefficients and T-values of the hypothesized model.

Figure 1: Model Results

Job
Satisfaction

-0.13 (-1.97)
0.30 (4.24)

0.31 (4.66)

Lone Wolf
Tendencies

Sensation-
Seeking

Performance

10
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Post Hoc Evaluation of LWT to Job Performance

The insignificant relationship between LWT and job
performance may be caused by the inclusion of job
satisfaction in the model. In a meta-analysis Judge,
Thoresen, Bono, and Patton (2001) review 7 Models
of the job satisfaction — performance relationship.
Past sales research on job performance - satisfaction
predominantly examines the relationship as performance
leading to satisfaction (e.g., Mulki et al. 2007). This
is Model 2 in Judges et al. (2001) classification. The
underlying assumption in Model 2 is that people who
perform better (e.g., higher sales volume) will be more
satisfied with their job. However, this is not the only way
to view the job satisfaction — performance relationship.
Judge et al. (2001) Model 1 is grounded in the attitude
literature in social psychology and proposes that job
satisfaction can lead to performance. The fundamental
premise of this view is that “people who evaluate an
attitude object favorably tend to engage in behaviors
that foster or support it” (Eagly and Chaiken, 1993, p.
12). Additionally, self-determination theory suggests
that job satisfaction influences job performance due
to increased feelings of competence, autonomy, and
relatedness, which ultimately facilitated self-motivation
and performance (Baard, Deci and Ryan, 2004). Thus,
we expand the sales literature by using Judge et al.’s
(2001) Model 2 (satisfaction to performance) to
examine the mediating role of LWT.

To determine if job satisfaction mediates the LWT to
job performance relationship, a post hoc analysis is
performed. A structural model with 5,000 bootstrap
samples and 90% confidence intervals (Cls) assessed
the indirect effect of LWT on job performance. Results
reveal a significant negative indirect effect of LWT on
job performance through job satisfaction. The results
provide support for mediation as the confidence interval
does not contain zero (90% CI [-.084, -.004]) (Hayes,
2017; Zhao, Lynch, and Chen 2010).

DISCUSSION

This study contributes to our understanding of LWT
and workplace outcomes. In doing so, this research
explores two potential antecedents, sensation-seeking
and narcissism, and two organizational outcomes, job
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satisfaction and job performance. While Zuckerman
(1994) proposes that sensation seekers could be drawn to
sales careers and appear to share similar characteristics
as lone wolves, our study did not show a significant
relationship. This demonstrates that sensation seeking
is not related to LWT. One potential reason for this
may be how sensation seekers and lone wolves differ
with respect to fear. While lone wolves dislike working
with others, they do care about how others view them.
Lone wolves fear making mistakes that could tarnish
their perfect self-image (Locander et al., 2015). Lone
wolves avoid taking undue risks because resulting
failures may put them in a negative social spotlight.
This is in contrast to sensation seekers who embrace
fear and the thrill of overcoming it. By overcoming fear,
sensation seekers revel in self-satisfaction and enjoy
recognition from others (Zuckerman, 1994; Horvath
and Zuckerman, 1993).

Results from the present study support the relationship
between narcissism and LWT. Narcissists are confident
and charming individuals with a grandiose sense of
self-worth. They are likely to engage in lone wolf
behaviors due to their inflated self-confidence. They are
so confident in themselves that they will likely reject
input from colleagues because they are seen as inferior.
Additionally, past research suggests that narcissistic
salespeople could have a detrimental effect on buyer-
seller relationships due to their inability to empathize
with customers (Smith, 2017). Empathy is critical in
buyer-seller relationships (Locander, Locander, and
Weinberg, 2020), as sellers must empathize with their
buyers’ feelings, thoughts, and intentions (Davis, 1980).
Lone wolves with narcissistic tendencies lack the
willingness/ability to empathize with others, coupled
with an elevated need for self-gratification, and you
have a recipe for toxic and potentially unethical buyer-
seller relationships. The positive relationship between
narcissists and LWT advances our understanding of the
antecedence to LWT and adds to the literature suggesting
that LWT salespeople may not fit in with organizations
emphasizing collective/team selling approaches.

While LWT research shows a number of positive
individual attributes (e.g.,jobinvolvement, hardworking,
etc.) (Ingram et al., 1991; Griffeth et al., 1999), these
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positive attributes have not resulted in empirically
supported positive organizational outcomes. Findings
from the present research support the growing body of
literature demonstrating the negative impact that LWT
has on sales organizations (Ingram et al., 1991; Mulki
etal., 2007; Briggs et al., 2012). Our findings show that
LWT has a negative direct effect on job satisfaction and
a negative indirect effect on job performance. LWT’s
negative direct effect on job satisfaction is important
as this is the first study to empirically demonstrate the
relationship. While salespeople with LWT may be highly
involved in their job (e.g., Ingram et al., 1991), they are
not satisfied leading them to continuously look for new
job opportunities. In addition, as demonstrated by the
significant indirect effect, LWT has a negative impact
on performance through job satisfaction. This finding
lends some support to Judge’s et al. (2001) Model 2
(satisfaction to performance). This provides some
insight into the LWT to performance relationship. LWT
may not be the direct cause for low job performance
but rather negatively influence other mediating factors
(e.g., satisfaction) which in turn, causes the drop in
performance. Thus, as salespeople are customer-facing
boundary spanners, organizations with unsatisfied and
under-achieving salespeople run the risk of having
long-term negative effects in the marketplace.

Managerial Implications

The results of this study provide important managerial
implications. The finding that narcissism has a positive
effect on LWT creates an issue for sales managers. The
issue of narcissistic tendencies presents a challenge
for both the selection and management of salespeople.
Individuals high in narcissism seem to be attracted to
sales positions (Soyer et al., 1999) and receive favorable
evaluations by trained interviewers (Campbell Hoffman,
Campbell, and Marchisio, 2011). It is no wonder that
narcissists interview so well because they are charming,
confident, assertive, gregarious, and attractive to others
(Smith, 2017; Back, Schmulke, and Egloff, 2010;
Campbell et al., 2011; Soyer et al., 1999). However,
the bright side of narcissism turns problematic once
hired. Individuals with such tendencies lack empathy,
are exploitive, behave selfishly, exhibit a strong sense
of entitlement, are preoccupied with their own goals to
the exclusion of competing priorities, and do not deal
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constructively with failure (Smith, 2017; O’Boyle et al.,
2012; Wallace and Baumeister, 2002; Emmons, 1987,
Raskin and Hall, 1979).

While several characteristics, hiring heuristics, and
sales experience should all be considered when hiring
salespeople, there are specific characteristics that
managers should look out for when interviewing
candidates (Bolander, Satornino, Allen, Hochstein
& Dugan, 2020). Research suggests that, over time,
salespeople learn to model only the behaviors that
lead to performance and gains in their sales position
(Bolander et al., 2020). Given that narcissists can be
charming during job interviews, as that behavior has
worked to gain business and positions in the past, sales
managers may want to be alert to such behaviors during
the hiring process. Sales managers may want to utilize
psychometric questionnaires to assess candidates’
level of narcissism and/or LWT. This could yield
deeper insights into the “nature” of a job candidate
with respect to person-job fit. In addition to using
psychometric questionnaires, interviewers need to be
aware of how narcissists communicate. Narcissists
predominantly use language in an autocentric manner
rather than communicate to foster understanding
(Akhtar and Thomson, 1982). This communication
tendency focusses the conversation on themselves. This
often takes the form of exaggerations about themselves
(Akhtar and Thomson, 1982). This self-centered
communication tendency is supported by past research
that associates narcissism with interpersonal dominance
(Ruiz, Smith, and Rhodewalt, 2001). This trait is not
likely to fit well with collaborative selling approaches.
Additionally, narcissistic communication tends to be less
straightforward, and conversations tend to go in circles
(Akhtar and Thomson, 1982). Narcissistic individuals
like to communicate in an impersonal manner with
statements like “the thought occurred . . .” or “one
feels that. . . ” (Akhtar and Thomson, 1982, p. 15).
By being aware and/or trained to identify narcissistic
communication tendencies, hiring specialists or sales
managers will hopefully see through the charming
qualities of job candidates and identify narcissistic
salespeople during the interview process. While one
characteristic alone should not be the determinant of
whether to hire, sales managers should implement a
formal evaluating process. For example, the Chally
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group recommend the 30-30-30-10 Rule where “thirty
percent of a final selection should be based on predictive
assessment results, 30% on background information and
reference checks, 30% based on structured interview
results, and the final 10% on perceived fit with the
company’s culture” (Chally, n.d.).

While screening job candidates is a good first step
in determining the fit of job characteristics and lone
wolfism, it is not enough. Locander et al. (2015) put forth
the “nature vs. nurture” notion of LWT. They propose
that the context of the work setting can influence LWT.
Locander et al. (2015) found that interactions within a
sales organization may foster LWT within the salesforce.
Findings from the present study highlight the negative
impact LWT has on organizational outcomes. Given
these results, sales managers need to be aware of their
own managerial style and attempt to foster a culture of
inclusion to avoid creating lone wolf tendencies within
their sales force. One-way sales managers can attempt
to reduce LWT within their sales organization is by
utilizing transformational leadership that promotes a
more “collective” mentality that influences salespeople
to transcend their own self-interests for that of the sales
force or organization (Carrillat, Jaramillo, and Locander,
2004; Mulki, Jaramillo, Locander, 2005). Greg McBeth,
Head of Revenue at Node.io, makes this point:

“There’s no more dangerous myth in sales than that
of the Lone Wolf... In today’s sales environment,
the solo salesperson often struggles to succeed...
In other words, the wolves must learn to work as a
pack.” (2018)

To do this, sales managers can use a dialogic
communication style to foster empathic listening and
understanding of overall organizational goals.

Additionally, sales organizations often work off the
assumption that internal competition and competitive
compensation plans will create an environment where
salespeople are motivated to reach or exceed their sales
goals (Jelinek and Ahearne, 2006; Walker, Churchill, and
Foard, 1977). However, this assumption has a dark side
that can create a non-inclusive and isolating workplace
(Bellizzi 1995; Brown, Cron, and Slocum 1998; Kohn,
1998). A highly competitive and individualistic culture
is a ripe breeding ground for LWT. To foster a “we”
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mentality, sales managers may consider shifting the
organizational control structures (e.g., compensation
and performance evaluation) from individual-based
outcomes (e.g., dollars sold) to a more team-based
approach focusing on overall organizational goals. The
type of reward system may influence the behavior of
lone wolves. Sales managers should be aware of issues
surrounding the “folly of rewarding A, while hoping for
B” (Kerr, 1975). Lone wolves tend to be achievement-
oriented, and if rewards are based totally on sales
targets, then lone wolfism may be reinforced by a single
dimension reward plan. However, if rewards are clearly
tied to both behavioral and output performance, it is
likely that lone wolves will try to maximize as many
dimensions as possible.

Limitations and Future Research

Although the present study provides academic
and managerial insights into the antecedents and
organizational outcomes of LWT, it is not without
limitations. A current limitation of this study is the
use of a self-reported performance measure. This
is a common limitation within sales research as
obtaining sensitive objective sales data is challenging
for academic purposes (Bommer, Johnson, Rich,
Podsakoff, and Mackenzie, 1995; Yang, Kim, and
McFarland, 2011). Another limitation of the study
is that the sample of B2B salespeople was obtained
through a Qualtrics online panel. While the researchers
have gone to great lengths to make sure the sample met
the study’s parameters, there is no way to guarantee
the authenticity of our sample. Future research should
address these limitations by testing the model with
objective measures of performance from a sample not
obtained through a panel.

The present study provides several opportunities for
future research, particularly in the area of narcissism
and LWT. As mentioned above, narcissists use
language differently. This differentiation provides a
great opportunity as researchers can examine language
usage and compare it to organizational outcomes.
For example, many inside sales organizations record
buyer-seller conversations. These conversations can
be analyzed for narcissistic language and compared to
organizational outcomes (e.g., sales, turnover, ethical
breaches, etc.). Additionally, future research is needed
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on the LWT and narcissism relationship. While this
study found that narcissism led to LWT, future research
could examine narcissism as an antecedent to LWT.

Another area of future research is LWT at the sales
management level. To date, no study has examined
the effects sales managers with LWT have on the
sales force. LWT sales managers could affect things
like organizational commitment, ethical climate, job
performance, and turn-over intention, to name a few.
Finally, while this research did not find a significant
relationship between sensation seeking and LWT, future
sales research needs to explore the sensation-seeking
construct. One potential research idea is to develop a
salesperson sensation-seeking scale that focuses on
different elements of the sales process (e.g., the thrill of
the hunt, anxiety of negotiation, the high from a big sale,
etc.). This would make the sensation-seeking construct
domain-specific to sales and potentially provide greater
insights into the role of sensations within salespeople.
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