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Web Appendix A. Review of literature on diversity in B2B sales
	Authors 
(year)
	Key findings and results
	Considered barriers
	Data sources

	
	
	Entry
	Advancement
	Literature
	Empirical

	
	
	Internal
	External
	Internal
	External
	
	Qual.
	Quant.

	Kanuk (1978)
	Career opportunities exist for women in industrial sales, especially for women with university degrees. However, the strengths and potentials of women are currently insufficiently used.
	
	(✓)
	
	(✓)
	
	
	✓

	Swan & Futrell (1978)
	Female (vs. male) salespeople are evaluated more negatively by managers. Gender differences exist primarily in the rated sales skills, product knowledge, and performance.
	
	
	
	✓
	
	
	✓

	Swan et al. (1978)
	Gender differences exist in expected job characteristics in sales. Female salespeople expect higher social interaction and independence but lower pay and promotion. 
	✓
	
	✓
	
	
	
	✓

	Busch & Bush (1978)
	No gender differences exist in job satisfaction and the importance of job characteristics. However, female salespeople report lower role clarity and higher turnover intention.
	
	
	✓
	
	
	
	✓

	Swan et al. (1984)
	Female salespeople are accepted by industrial buyers. The results do not indicate stereotyping of female salespeople by industrial buyers. 
	
	
	
	✓
	
	
	✓

	Comer & Jolson (1985)
	Women with an androgynous orientation may be more interested in masculine professions. Traditionally feminine characteristics play an increasing role in consultative B2B sales.
	✓
	
	
	
	
	
	✓

	Cook & Hart-man (1986)
	Men show a stronger interest in a sales career than women. However, there are no significant gender differences in the perception of a sales career.
	✓
	
	
	
	
	
	✓

	Fugate et al. (1988)
	Developments such as the increasing education of women suggest a higher share of women in sales. However, low personal interest, self-stereotyping, and sexism in sales act as inhibiting factors that prevent women from entering.
	(✓)
	(✓)
	
	
	✓
	
	

	Sayre et al. (1991)
	Female salespeople are sanctioned for ethical violations to the same extent as their male colleagues. Female salespeople report less frequent use of sales tactics deemed unethical.
	
	
	
	(✓)
	
	
	✓

	Cook & Corey (1991)
	Female salespeople are accepted by industrial buyers and often even evaluated more positively. The results do not indicate stereotyping of female salespeople.
	
	
	
	✓
	
	
	✓

	Comer & Jolson (1991)
	Female salespeople are viewed as having lower skills but higher motivation than male salespeople. Stereotypical female characteristics are negatively associated with performance in sales.
	
	
	
	✓
	
	
	✓

	Dawson (1992)
	On average, female salespeople set higher ethical standards than male salespeople. Differences exist primarily in relationship-based ethical judgments but not in principle-based judgments.
	
	
	
	
	
	✓
	✓

	Schul & Wren (1992)
	There are few gender differences in job satisfaction, reward preferences, motivation, and performance. Male salespeople tend to overestimate their performance in sales.
	
	
	✓
	✓
	
	
	✓

	Dubinsky et al. (1993)
	There are few gender differences in work-related attitudes and performance expectations. However, female salespeople rate the relationship between their efforts and professional success higher.
	
	
	✓
	
	
	
	✓

	Dion et al. (1997)
	Buyers rate the professionalism of male sales representatives higher than that of female sales representatives. Female sales representatives earn significantly less than their male colleagues, even when performance, education, and experience are controlled for.
	
	
	
	✓
	
	
	✓

	Comer et al. (1998)
	Various characteristics of the sales profession make entry and promotion (seemingly) unattractive for women. Coping mechanisms are central to dealing with these challenges.
	(✓)
	
	
	(✓)
	✓
	
	

	More recent work (from 2000 onward)

	Liu et al. (2001)
	Male Chinese salespeople rated female sales managers negatively on several dimensions. Acceptance of women as sales managers is low in China.
	
	
	
	✓
	
	
	✓

	Piercy et al. (2001)
	Female (vs. male) sales managers use more behavioral control in leadership. In sales teams led by women, employees show more favorable attitudes, stress characteristics, and work outcomes.
	
	
	
	
	
	
	✓

	McKay & Tate (2001)
	Students expect gender differences in the evaluation and promotion of salespeople. Students expect selective favoritism of male salespeople when these salespeople perform well but also severe punishment when they perform poorly.
	
	✓
	
	✓
	
	
	✓

	Lane &  Crane (2002)
	Women are viewed as having relationship-based strengths, such as empathy, which are increasingly important in today’s B2B sales. However, attributing relationship-based strengths to women can reinforce stereotypes.
	
	(✓)
	
	(✓)
	✓
	
	

	Krishna & Orhun (2022)
	Despite comparable academic aptitude, female students show significantly lower performance in quantitative courses than male students. Female teachers reduce the gender achievement gap by acting as role models.
	(✓)
	(✓)
	
	
	
	
	✓

	Our study
	Holistic conceptual framework to understand reasons for, solutions to, and contingencies of women’s underrepresentation in B2B sales as a result of internal and external barriers to the entry and advancement of women in B2B sales.
	✓
	✓
	✓
	✓
	✓
	✓
	✓




41

Notes: Internal barriers refer to barriers related to a (perceived) misalignment between B2B sales and women’s self-conceptions and needs that deter them from choosing a B2B sales career (i.e., internal entry barriers) and realizing their potential (i.e., internal advancement barriers). External barriers refer to extraneous selection against women in recruitment (i.e., external entry barriers) and promotion decisions (i.e., external advancement barriers) due to a gender-biased evaluation of women’s qualifications and performance. Qual. = qualitative work; Quant. = quantitative work. The literature review is based on articles with a SCImago Journal Rank Indicator (see Guerrero-Bote & Moya-Anegón, 2012) of at least 1.0, thus ensuring a focus on highly relevant articles in the marketing subfield.  not covered in prior research, ✓ covered in prior research, (✓) only marginally covered in prior research, mostly in the discussion section. 



Web Appendix B. Analysis of gender split in sales research samples (prestudy)
	Authors (Year)
	Article Title
	Male* (%)

	Agnihotri et al. (2017)
	Salesperson ambidexterity and customer satisfaction: examining the role of customer demandingness, adaptive selling, and role conflict
	88

	Agnihotri et al. (2019)
	Salesperson time perspectives and customer willingness to pay more: roles of intraorganizational employee navigation, customer satisfaction, and firm innovation climate
	89

	Aguirre et al. (2018)
	The Effect of Review Writing on Learning Engagement in Channel Partner Relationship Management
	92

	Ahearne et al. (2013)
	Intrafunctional Competitive Intelligence and Sales Performance: A Social Network Perspective
	85

	
	
	70

	
	
	88

	
	
	74

	Ahearne et al.. (2010a)
	Why Are Some Salespeople Better at Adapting to Organizational Change?
	48

	Ahearne et al.. (2010b)
	Managing Sales Force Product Perceptions and Control Systems in the Success of New Product Introductions
	40

	Badrinarayanan et al. (2020)
	The pull-to-stay effect: influence of sales managers’ leadership worthiness on salesperson turnover intentions
	57

	Beitelspacher et al. (2018)
	Understanding the long-term implications of retailer returns in business-to-business relationships
	65

	
	
	82

	Bellizzi & Hasty (2001)
	The effects of a stated organizational policy on inconsistent disciplinary action based on salesperson gender and weight
	83

	Bill et al. (2020)
	Salesperson social media use in business-to-business relationships: An empirical test of an integrative framework linking antecedents and consequences
	88

	Brashear et al. (2003)
	An empirical test of trust-building processes and outcomes in sales manager-salesperson relationships
	78

	Briggs et al. (2012)
	The Influences of Ethical Climate and Organization Identity Comparisons on Salespeople and their Job Performance
	35

	Chakrabarty et al. (2010)
	The Effects of Perceived Customer Dependence on Salesperson Influence Strategies
	90

	DeCarlo & Lam (2016)
	Identifying effective hunters and farmers in the salesforce: a dispositional–situational framework
	88

	
	
	27

	DeCarlo et al. (2007)
	Performance Expectations of Salespeople: The Role of Past Performance and Causal Attributions in Independent and Interdependent Cultures
	71

	
	
	94

	Dugan et al. (2020)
	Sales management, education, and scholarship across cultures: early findings from a global study and an agenda for future research
	68

	Fournier et al. (2013)
	Polychronicity and Scheduling’s Role in Reducing Role Stress and Enhancing Sales Performance
	35

	Friend et al. (2013)
	Indsales Model: A Facet-Level Job Satisfaction Model among Salespeople
	61

	Fu et al. (2009)
	The Motivation Hub: Effects of Goal Setting and Self-Efficacy on Effort and New Product Sales
	93

	Gillespie et al. (2016)
	Extrinsic versus intrinsic approaches to managing a multibrand salesforce: when and how do they work?
	73

	Gonzalez et al. (2010)
	Sales Organization Recovery Management and Relationship Selling: A Conceptual Model and Empirical Test
	52

	Guenzi & Nijssen (2021)
	The impact of digital transformation on salespeople: an empirical investigation using the JD-R model
	89




	Guidice & Mero (2012)
	Hedging Their Bets: A Longitudinal Study of the Trade-Offs Between Task and Contextual Performance in a Sales Organization
	64

	Hayati et al. (2018)
	Salesforce leadership during strategy implementation: a social network perspective
	86

	
	
	72

	Hohenberg & Homburg (2019)
	Enhancing innovation commercialization through supervisor–sales rep fit
	78

	
	
	89

	
	
	54

	
	
	63

	Homburg et al. (2014)
	Delusive perception - antecedents and consequences of salespeople’s misperception of customer commitment
	45

	Hughes &Ahearne (2010)
	Energizing the Reseller’s Sales Force: The Power of Brand Identification
	93

	Hunter & Perreault (2007)
	Making Sales Technology Effective
	66

	Jelinek & Ahearne (2006)
	The Enemy Within: Examining Salesperson Deviance and Its Determinants
	57

	Johnson & Friend (2015)
	Contingent cross-selling and up-selling relationships with performance and job satisfaction: an MOA-theoretic examination
	52

	Kashyap et al. (2007)
	Developing Sales Force Relationalism: The Role of Distributive and Procedural Justice
	64

	Lam et al. (2019)
	Salesperson ambidexterity in customer engagement: do customer base characteristics matter?
	88

	Leach et al. (2021)
	Advocates and adversaries: examining the role of supplier advocacy on customer reacquisition
	61

	Lewin & Sager (2008)
	Salesperson Burnout: A Test of the Coping-Mediational Model of Social Support
	74

	Lewin & Sager (2010)
	The Influence of Personal Characteristics and Coping Strategies on Salespersons’ Turnover Intentions
	73

	Lim et al. (2009)
	Designing Sales Contests: Does the Prize Structure Matter?
	49

	Magnotta et al. (2020)
	The Joint and Multilevel Effects of Training and Incentives from Upstream Manufacturers on Downstream Salespeople’s Efforts
	87

	
	
	75

	Mangus et al. (2017)
	Gratitude in buyer-seller relationships: a dyadic investigation
	82

	Marshall et al. (2012)
	Linking Performance Outcomes to Salesperson Organizational Citizenship Behavior in an Industrial Sales Setting
	91

	Matthews & Rutherford (2021)
	The impact of skill discretion and work demands on salesperson job satisfaction: the mediating influence of the burnout facets
	57

	Matthews et al. (2018)
	All autonomy is not created equal: the countervailing effects of salesperson autonomy on burnout
	57

	McAmis et al. (2015)
	Salesperson directive modification intention: a conceptualization and empirical validation
	88

	McFarland & Dixon (2021)
	The impact of salesperson interpersonal mentalizing skills on coping and burnout: the critical role of coping oscillation
	34

	
	
	61

	Menguc et al. (2013)
	Customer knowledge creation capability and performance in sales teams
	96

	
	
	64

	Menguc et al. (2007)
	A Test of a Model of New Salespeople’s Socialization and Adjustment in a Collectivist Culture
	81

	Miao & Evans (2013)
	The interactive effects of sales control systems on salesperson performance: a job demands–resources perspective
	79

	Moncrief et al. (2006)
	A Contemporary Taxonomy of Sales Positions
	86

	Nguyen et al. (2019)
	Dimensions of effective sales coaching: scale development and validation
	72

	
	
	59

	
	
	48




	Piercy et al. (2006)
	Driving Organizational Citizenship Behaviors and Salesperson In-Role Behavior Performance: The Role of Management Control and Perceived Organizational Support
	59

	Plouffe et al. (2017)
	Elaboration on potential outcomes (EPO) and the consultative salesperson: investigating effects on attributions and performance
	71

	Rouziès et al. (2017)
	A Multi-Cultural Study of Salespeople’s Behavior in Individual Pay-for-Performance Compensation Systems: When Managers Are More Equal and Less Fair Than Others
	67

	Rouziou et al. (2018)
	Brand assets and pay fairness as two routes to enhancing social capital in sales organizations
	68

	Rutherford et al. (2019)
	Reconceptualizing the measurement of multidimensional salesperson job satisfaction
	71

	Salonen et al. (2021)
	Engaging a product-focused sales force in solution selling: interplay of individual- and organizational-level conditions
	89

	
	
	91

	Schwepker (2013)
	Improving Sales Performance through Commitment to Superior Customer Value: The Role of Psychological Ethical Climate
	54

	Schwepker (2015)
	Influencing the salesforce through perceived ethical leadership: the role of salesforce socialization and person-organization fit on salesperson ethics and performance
	54

	Schwepker (2017)
	Psychological ethical climate, leader-member exchange and commitment to superior customer value: influencing salespeople’s unethical intent and sales performance
	54

	Schwepker & Good (2010)
	Transformational Leadership and its Impact on Sales Force Moral Judgment
	53

	Schwepker & Schultz (2015)
	Influence of the ethical servant leader and ethical climate on customer value enhancing sales performance
	58

	Skiba et al. (2019)
	Sales manager cost control engagement: antecedents and performance implications
	54

	St. Clair et al. (2018)
	Systems-savvy selling, interpersonal identification with customers, and the sales manager’s motivational paradox: a constructivist grounded theory approach
	100

	Tarafdar et al. (2014)
	Examining impacts of technostress on the professional salesperson’s behavioural performance
	66

	Verbeke et al. (2008)
	When Intelligence Is (Dys)Functional for Achieving Sales Performance
	67

	
	
	66

	Verbeke et al. (2004)
	The Adaptive Consequences of Pride in Personal Selling
	73

	Wang & Ma (2013)
	The Effect of Psychological Climate for Innovation on Salespeople’s Creativity and Turnover Intention
	64

	Wang & Netemeyer (2002)
	The effects of job autonomy, customer demandingness, and trait competitiveness on salesperson learning, self-efficacy, and performance
	61

	Weeks et al. (2004)
	The Effect of Perceived Ethical Climate on the Search for Sales Force Excellence
	92

	Weeks et al. (2006)
	Cognitive Moral Development and the Impact of Perceived Organizational Ethical Climate on the Search for Sales Force Excellence: A Cross-Cultural Study
	92

	
	
	87

	
	
	86

	Mean 
	70


*Share of male respondents in the research sample. Nsamples = 87; Narticles = 68. If articles had multiple studies, we listed percentages for all quantitative studies and treated samples as independent.
Notes: The analysis covers articles published in (1) Journal of Marketing, (2) Journal of Marketing Research, (3) Journal of the Academy of Marketing Science, and (4) Journal of Personal Selling & Sales Management between 2010 and 2022. Only articles providing information on the gender composition of their samples and with a focus on B2B sales were included. 


Web Appendix C. Details on the qualitative data collection
[bookmark: _Hlk138680747]Table C1 Overview of key steps involved in the research process.
	Process step
	Illustration
	Description of derived insights

	1.  Identify status quo: Underrepresentation of women in B2B sales and male-centricity.
	

[image: Volltreffer mit einfarbiger Füllung][image: Ein Bild, das Text enthält.

Automatisch generierte Beschreibung]-Scholarly guidelines 
-Sales department data 

	· Women are underrepresented in B2B sales across hierarchies (35% in total, 19% in leadership).
· Male salespeople are heavily represented in research samples, which might add to implicit gender biases in scholarly guidelines. 

	2.  Conduct initial expert interviews with female B2B salespeople.
	[image: ]
	· Women face multiple gender-specific barriers to entry and advancement in B2B sales. 
· The communication and job structures in B2B sales are more aligned with the needs of men than women (B2B sales male-centricity). 

	3.  Identify key theories in organizational psychology that are relevant in the research context.
	[image: Marke folgen Silhouette][image: Marke folgen Silhouette]JD-R theory
Lack-of-fit theory
Expert interviews

	· Society ascribes characteristics to men and women and careers (gender and career stereotypes).
· Applicants compare their career and self-conception to anticipate their fit for a job. 
· The interplay of job demands and job resources affects well-being and job performance.

	4.  Substantiate qualitative findings involving additional expert interviews and multiple triangulation mechanisms.
	[image: ]
	· B2B sales male-centricity leads to entry and advancement barriers for women in B2B sales by creating or signaling a misfit to women. 
· Gender-inclusive resources and B2B sales position characteristics can mitigate the effect of B2B sales male-centricity on women.
· Interview findings remain robust using multiple triangulation approaches.

	5.  Connect qualitative interview insights with insights from further literature streams.
	Qualitative findings
Diversity management
Sales management
Talent management

	· Prior research holds important insights to ground the conceptual framework and ensure the derivation of sales-specific knowledge. 
· Several sales-specific insights emerge that stakeholders need to be aware of (see Tables 1–6).

	6.  Finalize the conceptual framework and delineate implications. 
	[image: Weibliches Profil Silhouette][image: Presentation with org chart]Job crafting (personal change)
Job design (org. change)

	· Theoretical propositions of why and when women are underrepresented in B2B sales. 
· Roadmap to address women’s underrepresentation in B2B sales through organizational and personal change. 





Table C2 Qualitative interview sample composition 
	Interviewee characteristics
	n
	Firm characteristics
	n

	Gender
	
	Industry
	

	Female
	54
	Information and communication technology
	19

	Male
	6
	B2B retailing and consumer goods
	11

	
	
	Machinery, construction, and logistics
	10

	Hierarchical level
	
	Financial, insurance, and professional services
	8

	No leadership experience
	19
	Automotive
	8

	Leadership experience
	41
	Chemicals, resources, and material
	4

	
	
	
	

	Sales experience
	
	Firm type
	

	<5 years
	6
	Large corporations
	37

	5–20 years
	38
	Small and medium-sized enterprises (SMEs)
	18

	>20 years
	16
	Start-ups
	5


Notes: N = 60. Leadership experience reflects directive responsibility for ≥5 B2B sales representatives. Large corporations are companies with ≥500 employees, SMEs are companies with <500 employees, and start-ups are companies with <500 employees and <10 years of existence.



Table C3 Final expert interview guide (including refinements and further developments based on emerging themes within the interview process)
I. Personal and Professional Background
Introduction. First, I would like to ask you to introduce yourself and your current position at [company name] briefly.
[Deep Dive] Selected probing questions about (a) personal and professional background and (b) characteristics of the company, such as diversity metrics (i.e., industry, company, B2B sales department, leadership level breakdown)  
II. What Keeps Women from Entering B2B Sales?
Career Entry. How did you end up in B2B sales? Was it an intentional choice? 
[Deep Dive] Selected probing questions about touchpoints with B2B sales before entering the profession (e.g., sales courses, relatives in sales, internships)   
Personal Perception. How attractive do you think a career in B2B sales is for women? 
[Deep Dive] Selected probing questions on perception changes before and after career entry
Societal Perception. How would you describe the perception of B2B sales in society? 
[Deep Dive] Selected probing questions on perceptions among young women in particular
External Barriers. What characteristics of the B2B sales job could keep young women from applying to B2B sales roles?
[Deep Dive] Selected probing questions encouraging further elaboration on mentioned themes (e.g., specific job structures, organizational culture, labor market communication) 
Internal Barriers. What internal characteristics, such as personality traits or interests, could keep young women from applying for open B2B sales roles?
[Deep Dive] Selected probing questions encouraging further elaboration on mentioned themes (e.g., specific personality traits, interest structures) 
III.  What Keeps Women from Advancing into B2B Sales Leadership?
We’ve already talked about what could keep women from entering B2B sales. Now, I would like to direct the conversation to what could keep women from advancing in B2B sales. 
Glass Ceiling. To what extent do you agree with the following statement? “In B2B sales, a glass ceiling still exists, preventing women from advancing to management positions.” 
[Deep Dive] Selected probing questions encouraging further elaboration on reasons for an agreement or a disagreement with the statement
External Barriers. What characteristics of the B2B sales job keep women from advancing into B2B sales leadership? Did you experience specific challenges based on your gender that hindered your advancement in B2B sales?
[Deep Dive] Selected probing questions encouraging further elaboration on mentioned themes (e.g., personal experiences of discrimination, job structures that disfavor women) 
IV. What Facilitates Women’s Advancement into B2B Sales Leadership? 
Last, I would like to direct the conversation to what could facilitate women’s advancement into B2B sales leadership. 
Organizational Level. First, I would like to ask you to outline the resources your company provides for female salespeople, for example, in terms of opportunities for female employees to be challenged and supported. Which additional resources do you consider critical to facilitate women’s advancement in B2B sales? Why?
[Deep Dive] Selected probing questions encouraging further elaboration on mentioned themes (e.g., training, work models, mentorship programs) 
Personal Level. Resources also exist at the individual level in the sense that people have specific resources to deal with the challenges they face. What personal resources do you consider critical in B2B sales in general and for women in B2B sales in particular?
[Deep Dive] Selected probing questions encouraging further elaboration on mentioned themes (e.g., personality traits, behaviors, personal support networks) 
V. Changes, Trends, and Open Questions
Changes. Which changes have you observed regarding the discussed topics in the last 10 years, and which changes and trends do you expect to see in the future? 
[Deep Dive] Selected probing questions about the impact of the COVID-19 pandemic and the challenges and opportunities related to the increasing prevalence of hybrid work settings.
Open Questions. That was my last question to you, and I thank you very much for your time and the interesting practical experiences you shared with me. Do you have any further questions, or are there any points you would like to raise that we have not yet discussed?
 Yes  Discuss Open Questions
 No  Thank You


[bookmark: _Hlk147816780]Web Appendix D. Details on applied trustworthiness checks
To ensure the trustworthiness of our findings, we took three steps. First, we ensured objective collection and interpretation of interviewee responses in our expert interviews through various measures in interview design, facilitation, and analysis. Second, we applied the principles of investigator triangulation. Third, we applied the principles of data triangulation, drawing on additional archival, qualitative, and quantitative data. In applying these approaches, we ensured that our trustworthiness tests were suitable for testing against the criteria suggested for assessing the trustworthiness of qualitative studies (i.e., credibility, dependability, conformability, transferability, and authenticity; Lincoln & Guba, 1985). By adhering to these principles and using several triangulation approaches recommended in the literature, we ensured that our trustworthiness tests were comparable to objectivity, reliability, and validity criteria in quantitative studies.
Trustworthiness tests in interview design and facilitation 
To gain confidence in the role of each variable included in our conceptual framework, we used construct trapping questions (Zeithaml et al., 2020). For example, if an interviewee indicated that strong relationship ties with a mentor facilitated advancement, we asked a subsequent interviewee for (expected) consequences of less pronounced relationship ties and situations in which mentors were less important for women (i.e., contingencies). These additional trustworthiness tests enhanced our confidence in the credibility and dependability of our findings (Lincoln & Guba, 1985).
To ensure authenticity, we asked interviewees, at the end of each interview, to disclose additional factors they considered relevant, and we refined the interview guideline on the basis of recurring themes (e.g., adding questions about challenges and opportunities in hybrid work settings). This responsiveness to interview insights is consistent with scholarly guidance to advance insight generation in underexplored research areas “using the views of participants familiar with the phenomena of interest” (Johnson & Matthes, 2018, p. 33) and ensures aspects important to the study population are not overlooked. 
Investigator triangulation
We used investigator triangulation principles to ensure our qualitative findings’ trustworthiness (i.e., credibility and conformability; Lincoln & Guba 1985). Specifically, two researchers independently analyzed the interview protocols and subsequently compared differences in coding results (e.g., varying interpretations of identical fragments). A third researcher unfamiliar with the specific research questions cross-checked the coding system, focusing on the reliability of the applied coding. Discrepancies between researchers in coding results were marginal and resolved without controversy.
To further ensure consistency between the interviewees’ viewpoints and our interpretation of them, we gave the interviewees an overview of our findings and asked for open feedback on our interpretations. Speaking for our findings’ trustworthiness, interviewees strongly agreed with our interpretations. This approach is also consistent with the principles of ensuring the authenticity of qualitative findings, as it ensures assessing the full range of interviewees’ viewpoints (Lincoln & Guba, 1985).
Data triangulation
To triangulate our findings on B2B sales entry barriers for women, we followed two approaches. First, we compared our expert interview insights with text-analytical findings provided by the job portal Stepstone (2021) that used archival data on labor market communication across professions to test the degree to which job ads are masculinely coded (i.e., use more words that are coded masculine than words that are coded feminine). These data show that sales ranks second among professions that use the most male-coded wording in job ads (Stepstone, 2021). As such, these objective data from real-world labor market communication support interviewees’ perception of male-centric communication in B2B sales, thus lending further credibility to our qualitative findings. 
Second, we conducted an additional quantitative survey with female and male university graduates. As the sample of our qualitative study focused on salespeople who had already entered B2B sales, triangulating our findings with graduates was critical to confirm our findings’ transferability (Lincoln & Guba, 1985)—that is, that the identified career entry barriers hold for today’s generation of graduates. In addition, the study aimed to investigate whether the identified barriers to entry into B2B sales are perceived differently by female and male graduates and thus hinder women, in particular, from entering B2B sales. Importantly, the results of our triangulation survey lend credibility to our first proposition (P1) in that they confirm that a perceived misfit to B2B sales still exists among female graduates (and more than among males) and accounts for graduates’ reluctance to enter B2B sales. 
To triangulate our findings on barriers to women’s advancement in B2B sales, we followed two approaches. First, we compared our expert interview insights with archival data on diversity metrics (e.g., female representation across hierarchical levels) and corporate diversity initiatives (e.g., female leadership programs offered) of our interviewees’ sales departments. These data, which we collected directly from interviewees or from freely available content on company websites, provided a helpful context for a holistic assessment of interviewee responses (e.g., by correlating perceptions of diversity initiatives with objective company data). 
Second, management workshops strengthened our confidence in the validity of our interpretations and their transferability to business practice. Specifically, we conducted three workshops with sales practitioners. To reduce social desirability and potential reluctance to mention sensitive topics (e.g., women sharing experiences with sexism, men expressing skepticism about diversity measures), we recruited an all-male group, an all-female group, and a mixed-gender group. During each of the workshops, we openly discussed the reasons for and solutions to women’s underrepresentation in B2B sales, with high vigilance regarding possible omitted variables in our model. We then shared our key findings and proactively asked practitioners to evaluate their correctness and practical relevance. Overall, the practitioners showed strong agreement with our findings. However, they noted insufficient attention to embedding accountability for diversity goals at the management level, which we addressed by explicitly integrating this aspect when developing our recommendations for setting up a gender-inclusive sales culture (see Table 4). No additional significant new themes emerged, strengthening our confidence that our conceptual framework reflects the key variables related to the underrepresentation of women in B2B sales.


Web Appendix E. Details on changes in women’s incentive preferences
While B2B sales male-centricity signals and implies a misfit for women in general, this effect is weaker if a B2B sales position involves team-based incentives and high fixed pay. The interviewees observed, however, that saleswomen’s preferences for incentive schemes often change throughout their careers. More precisely, interviewees noted that income security and, thus, pressure to meet quotas often deterred prospective female talent from opting for positions with high and individual-based variable pay at the beginning of their careers, which interviewees attributed to women’s often low confidence in their sales skills upon graduation (gender confidence gap; see Krishna & Orhun, 2022). The sales managers interviewed, therefore, divulged that a viable strategy was to give women the option to begin their careers with a comparably high base salary and to introduce team-based next to individual-based incentives. 
According to interviewees’ observations, women often develop a preference for commission- and individual-performance-based incentives throughout their careers, as they often find themselves outperforming their (male) team members in hitting sales quotas. However, interviewees observed that women often “get stuck” with prior incentive schemes, despite being detrimental to their income and advancement, because either they do not proactively ask for incentive scheme changes or sales managers refuse such changes, claiming possible harm to business profitability. 
Thus, our interview insights underscore the importance of both offering more personalized and dynamic incentive schemes to better account for interindividual differences in the needs of salespeople (e.g., gender differences, but also interindividual differences in general risk tolerance) and varying intraindividual needs (e.g., varying risk tolerance before or upon parenthood). We highlight the implications for sales managers in the field of job design in the “Practical implications” section of the article.  


Web Appendix F. Details on quantitative triangulation survey
Measurement
In line with lack-of-fit theory, we used two core constructs to measure a perceived women–B2B sales misfit: agency and communion. To measure agency and communion, we drew on items from the Personal Attribute Questionnaire (PAQ) developed by Spence et al. (1974). In line with the PAQ, we measured all items with semantic differentials, asking students to rank successful B2B salespeople (career concept) or themselves (self-concept) between two opposing pairs of adjectives on a 7-point scale. Before assessing the career concept, we offered students a concise description of B2B sales and explained its differences from B2C sales. To measure our dependent variable, we drew on the intention to pursue a sales career scale developed by Peltier et al. (2014), which we slightly adapted to a B2B context. Table F1 lists the scale items and the literature on which we build them. We ensured high relevance of our research topic to the participants by focusing our recruitment on students who will graduate from university within two years.
[bookmark: _Hlk78821342]Measurement assessment
[bookmark: _Hlk78990236][bookmark: _Hlk78990549][bookmark: _Hlk78990574]We carefully assessed the reliability and validity of all multi-item measures using confirmatory factor analysis (CFA). Upon refinement of the scale based on psychometric properties (i.e., excluding items with insufficient psychometric properties), our scales for agency and communion consisted of four items each (both for students’ self-concept and their career concept). A CFA model containing all items achieved good global fit indices (χ²/df = 1.36, comparative fit index = .95, root mean square error of approximation = .044, and standardized root mean square residual = .060).



Table F1 Overview of items used in the triangulation survey
	Construct measurement 

	Career choice intent. Degree to which one consciously plans to choose a B2B sales career (see Peltier et al., 2014)

	I plan to apply for positions in B2B sales upon graduation.

	I will make an effort to get a job in B2B sales upon graduation.

	At some time during my career, I intend to hold a position in B2B sales.

	Obtaining a position in B2B sales is a priority for me upon graduation.

	A career in B2B sales is among my preferred career paths upon graduation.

	Agency. One’s effort to master the environment; to assert oneself; and to experience competence, achievement, and power (see Abele, 2003)

	(1) Not at all competitive / (7) Very competitivea

	(1) Can’t make decisions easily / (7) Can make decisions easilya 

	(1) Not at all self-confident / (7) Very self-confident

	(1) Go to pieces under pressure / (7) Stand up well under pressure  

	Communion. One’s effort to be part of a community, establish close relationships, and cooperate and merge with others (see Abele, 2003). 

	(1) Not at all helpful to others / (7) Very helpful to others 

	(1) Not at all aware of feelings of others / (7) Very aware of the feelings with others

	(1) Cold in relations with others / (7) Warm in relations with others

	(1) Very rough / (7) Very gentlea 


Notes: Items to assess career choice intent were rated on a 7-point scale (1 = “strongly disagree”; 7 = “strongly agree”) and build on the PAQ developed by Spence et al. (1974). Items to assess agency and communion were rated on semantic differentials and either focused on students’ self-concept or their career concept. The following items were deleted because of indicator reliabilities lower than .30 (Bagozzi & Yi, 2012). For agency: (1) not at all independent / (7) very independent; (1) feel very inferior / (7) feel very superior. For communion: (1) very aggressive / (7) not at all aggressive; (1) not at all emotional / (7) very emotional. a Indicator reliabilities of items were slightly below recommended thresholds but were kept to favor content validity over internal consistency.


Table F2 Descriptive statistics related to gender differences in the triangulation survey
	
	Female (n = 86)
	
	Male (n = 99)

	
	M
	SD
	β
	CI95%
	
	M
	SD
	β
	CI95%

	Overall
	
	
	
	
	
	
	
	
	

	Career concept
	
	
	
	
	
	
	
	
	

	Agentic
	5.51
	1.00
	−.04
	[−.38; .30]
	
	5.38
	.91
	.07
	[−.21; .45]

	Communal
	4.31
	1.10
	.36
	[.23; .52]
	
	4.22
	.94
	.17
	[−.05; .60]

	Self-concept
	
	
	
	
	
	
	
	
	

	Agentic
	5.00
	.98
	.21
	[.01; .72]
	
	5.21
	0.97
	.18
	[−.03; .59]

	Communal
	5.74
	.98
	.05
	[−.28; .45]
	
	5.41
	0.95
	.13
	[−.11; .52]

	Perceived misfit

	Agentic
	−.51
	1.33
	.13
	[−.11; .43]
	
	−0.17
	1.24
	.08
	[−.14; .35]

	Communal
	1.42
	1.33
	−.22
	[−.54; −.10]
	
	1.18
	1.20
	−.02
	[−.28; .23]

	Overall misfit
	1.93
	2.06
	−.27
	[bookmark: _Hlk135406345][−.38; −.48]
	
	1.35
	1.68
	−.07
	[−.25; .11]


Notes: Calculation of perceived misfit relies on subtracting students’ career concept from their self-concept. Positive values indicate that students perceive themselves as more agentic or communal than they feel they need to be in B2B sales. Negative values indicate that students perceive themselves as less agentic or communal than they believe they need to be in B2B sales. Values near zero indicate convergence between career and self-concept. The overall measure builds on adding absolute values of the misfit for the agency and communal scale. n = number of students investigated. β = standardized regression coefficient for predicting intention to choose a career in B2B sales. The upper and lower bounds of the confidence intervals around β are reported with a confidence level (CI) of 95%. 

Table F3 Descriptive statistics related to educational exposure differences
	
	Female (n = 86)
	
	Male (n = 99)

	
	Sales exposure
(n = 47)
	No sales exposure
(n = 39)
	
	Sales exposure
(n = 60)
	No sales exposure
(n = 39)

	
	M
	SD
	M
	SD
	
	M
	SD
	M
	SD

	Career concept
	
	
	
	
	
	
	
	
	

	Agentic
	5.45
	.88
	5.58
	1.14
	
	5.25
	.80
	5.58
	1.05

	Communal
	4.52
	.98
	4.06
	1.19
	
	4.21
	.99
	4.26
	.88

	Self-concept
	
	
	
	
	
	
	
	
	

	Agentic
	5.10
	.97
	4.90
	.99
	
	5.36
	.87
	4.98
	1.08

	Communal
	5.61
	.88
	5.88
	1.08
	
	5.22
	.95
	5.70
	.86

	Perceived misfit

	Agentic
	−.36
	1.34
	−.68
	1.31
	
	.11
	1.06
	−.60
	1.39

	Communal
	1.09
	1.14
	1.83
	1.43
	
	1.01
	1.27
	1.44
	1.04

	Overall misfit
	1.45
	1.70
	2.51
	2.32
	
	.90
	1.58
	2.04
	1.61


Notes: Calculation of perceived misfit relies on subtracting students’ career concept from their self-concept. Positive values indicate that students perceive themselves as more agentic or communal than they feel they need to be in B2B sales. Negative values indicate that students perceive themselves as less agentic or communal than they believe they need to be in B2B sales. Values near zero indicate convergence between career and self-concept. The overall measure builds on adding absolute values of the misfit for the agency and communal scale. n = number of students investigated. Sales exposure (no sales exposure) indicates enrollment at a sales-dedicated (non-sales-dedicated) university. The results remain robust when the indicated educational sales exposure serves as an independent variable (i.e., negative correlation between the sales courses students took and their perceived misfit to B2B sales).
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