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CONCLUDING OBSERVATIONS 
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5.1 INTRODUCTION 

The managerial and research implications of this study must be examined with 

prudent. First, the organisational, task, and constraint variables consist of measures 

of the salesperson's subjective beliefs. These subjective beliefs may differ from 

objective reality; consequently, managerial efforts to change these factors may not 

result in changes in the salesperson's beliefs. The managerial implications of the 

findings therefore are limited to the degree that the linkage between objective reality 

and subjective beliefs is uncertain. Second, only a limited sample of salespersons 

was examined and some of the findings may be unique to the sample. Third, some 

explanatory variables were redefined and the dimensions of the instrumentality 
variable were examined via factor analysis. A framework for understanding the work 

related motivation of salesperson has been described by the Job characteristics 

model. The results of these procedures may be unique to the sample. Although 

tempered by these limitations, the findings suggest several managerial and research 

implications that deserve attention in future studies. 

The job characteristics model has been described and offered as a framework 

for understanding the work related motivation of salespeople. The JCM may be 

particularly well-suited for examining sales force motivation and performance. 

Hackman and Oldham (1974 a, p.20) have found that the job characteristics 
paradigm is especially applicable to jobs that are carried out more or less 

independently. In situations where employees are more independent of the total 

work environment, as are salespeople, the inherent characteristics of the jobs are 

most critical than for workers whose motivation and performance are more directly 

influenced by a range of other work related factors (e.g. Leadership or co- workers). 

5.2 RESEARCH CONSIDERATION 

The findings of the study should be particularly interesting to sales executives, 

because they have several important and potentially useful implications for practice. 
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1. Instead of attempting to view motivation as an aggregate concept, sales 

executives should focus on micro components of salesperson motivation (i.e., 

expectancy, intrinsic and extrinsic dimensions of instrumentality, and valence 

measures). 

2. Attitude surveys should be conducted among salespersons on a frequent basis 

to measure components of motivation and their perceived organisational 

climate dimensions. Indices of the different levels of motivational components 

and organisation climate dimensions can be developed for the whole 

organisation and/or for the subsystems in the organisation. Current levels of 

motivational components and job dimensions then can be compared with such 

indices. This approach has not been used, as most attitude surveys in 

organisations focus only on satisfaction, and satisfaction levels tell little about 

motivation. 

3. Sales executives should take steps to make appropriate adjustments in 

organisational climate (e.g., make jobs more challenging, offer more variety, 

avoid task conflict) to enhance the level of corresponding motivational 

components and organisational climate are regularly monitored over time, it 

should also be possible to measure and predict the changes in the motivational 

level among salespersons. Furthermore, it should be possible to gauge the 

impact of changes in organisational policies of supervision, pay, and promotion 

and the degree to which these rewards operate as motivators. 

Such implications should be viewed in the light of possible inaccuracies in 

perceptions of the organisational climate. Though the individual's perceptions 

are crucial in identifying the organisational climate, perceptions of climate may 

not accurately reflect realities. Consequently, managerial actions designed to 

change the climate may not produce the intended effect on salespersons 

perceptions of climate. Guion (1973) has suggested checking the accuracy of 

perceptions against external (objective) measures or at least validating against 

consensus of perceptions. It should be noted, however, that although accuracy 

would imply consensus, the obverse is not true because individuals may share 

inaccurate perceptions of a situation (James and Jones 1974). 

4. Sales executives should attempt to determine how situation-specific job 

dimensions can influence perceived desirability of various intrinsic and extrinsic 

rewards. For example, an assessment can be made as to whether or not a 

certain type of challenging environment can increase the attractiveness of 

133 



intrinsic rewards, such as feelings of accomplishment and personal growth. 

Such an understanding can be useful for adjusting organisational climate 

dimensions to enhance that attractiveness of various intrinsic and extrinsic 

rewards which can be offered in a given job situation. 

For the theorist, exploration of the Job characteristics model in a sales setting 

offers the opportunity to integrate into the marketing literature both a model and a 

validated method of measurement with substantial empirical support outside of the 

sales area. By defining the model's various concepts more precisely within the 

sales context, researchers will eventually be able to specify how such concepts 

interrelated. Definition and validation of the relational properties among the variable 

in the JCM would provide a needed theoretical base from which to launch a more 

complete understanding of sales force motivation and behaviour. As presented the 

model also provides the research framework to extend exploration into other sales 

related organisational and managerial issues. Several variables may moderate the 

relationship between job characteristics and individual responses to work. The JCM 

affords the opportunity to study the impact of such factors as need for achievement 

(Evans, Kiggundu and House 1979), organisational climate (Dunham 1977), leader

reward behaviour (Oidham-1976), or social structure of the work unit (Pierce, 

Dunham and Blackburn 1979) as they relate to job performance in setting. 

5.3. IMPLICATIONS OF THE STUDY 

One of the main messages that can be drawn from the findings of this study is 

that though job (re) design and leadership behaviour can be used to motivate 

salespersons to improve their performance, they affect different types of salesperson 

motivation to varied extents. While key job dimensions are more instrumental in 

affecting intrinsic motivation, leadership behaviour tends to be more effective in 

enhancing extrinsic motivation. Generally speaking, salesperson work motivation 

and performance can be more strongly influenced by redesigning work along key 

job dimension than by emphasising leadership behaviour. This may be partly true 

due to the unstructured nature of sales job, where salespersons prefer greater 

autonomy, and supervision may be effective only to a limited extent. 

The following implications may be drawn on the basis of these results: 

(a) Determine salient rewards based on salesperson's perceptions. 
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It is essential to find both intrinsic and extrinsic rewards that have valence for 

salespersons. It is important that salespersons perceptions of the desirability of 

rewards are measured. Thus, instead of attempting to change what salespersons 

want, managers should try to find out what they want. 

(b) Monitor salespersons perceptions of job characteristics, supervisor behaviour, 

and motivation regularly, 

Both intrinsic and extrinsic motivation of salespersons should be monitored 

regularly, along with the perceptions of key job dimensions and leadership 

behaviours. Such measures can be obtained by administering instruments such 

as those used in this study. 

(c) Develop specific guidelines for redesigning jobs. 

Management of East India Pharmaceutical Work Ltd. and Life Insurance Co. 

both should develop specific guidelines of change principles for redesigning jobs, 

that is indicating what types of changes in jobs are most likely to lead to 

improvements in key job dimensions. A number of guidelines that have been 

suggested and tested in organisational behaviour (Hackman and Oldham 1975, 

Nadler 1977, Walters and Associates 1975) include combining tasks to increase 

task identity and job skill variety and establishing sales person-client relationships 

to provide job feedback and skill variety. Skill variety may increase because of the 

need to develop and exercise one's interpersonal skill in managing and maintaining 

the relations with the client. Vertical loading strategies can be used to increase 

feeling of job autonomy. (i.e .. partially closing the gap between the "doing" and 

the "controlling" aspects of the job). 

For example ; vertical loading can be accomplished by providing increased 

freedom to salespersons in time and territory management. It will be giving them 

an increased knowledge of the financial aspects of the job and increased control 

over budgetary matters affecting their work. Additionally, both formal and informal 

feedback channels can be established. Although there are various sources from 

which information about performance can come, it usually is advantageous for a 

salesperson to learn about his/her performance directly as the task is done Oob 

feedback) - rather than from management on an occasional basis. 

(d) The role of the supervisor's : 

The supervisor has an important role in creating, monitoring, and maintaining 

the expectancies and extrinsic reward structures that will positively affect work 

135 



motivation. The supervisor should play the key role in defining goals, providing the 

right extrinsic rewards (i.e .. Job security, recognition from the company) for different 

salesperson, and clarifying the relationship of performance to reward expectancies 

to them. For the simplicity here in the case L.I.C.I., the development officer or branch 

manager who looks after the work of different agents denoted as supervisor. The 

supervisor should be made aware of the nature of motivation as well as the toots 

(control over organisational rewards, skill in administering those rewards) to enhance 

salesperson's extrinsic motivation. 

Supervisory styles characterised by consideration can be expected to be 

related positively to the salespersons beliefs that good performance will be 

rewarded . However, the initiation of structure may have a mixed relationship with 

the salespersons perceptions of performance reward linkages. The salesperson's 

perceptions of the supervisor's in~iation of structure are related negatively to his 

or her self-fulfilment instrumentality estimates and related positively to his or her 

customer relationships instrumentality estimates. The motivational impact of 

initiation of structure therefore may be contingent on other factors such as the 

salesperson's valences for alternative rewards. 

Allowing the salesperson to participate in decision making appears to have 

strong motivational potential. Participation is likely to have a positive relationship 

with the salespersons belief that increased effort will result in improved performance 

and that performance will result in improved company relationships, increased 

direct recognition of performance, and enhanced job status. Caution is necessary 

in interpreting the results pertaining to the motivational implications of 

performance feedback. However, the conclusion can be made that the relationship 

is probably a complicated one. In addition, the finding indicate the type of feedback 

needs to be examined as well as the quantity because of the likelihood that the 

motivational implications of positive and negative performance feedback are 

different. 

Sales managers may be able to increase the salespersons motivation through 

efforts directed toward increasing the salespersons beliefs that his or her job is 

significant and by providing the salesperson with autonomy. These factors appear 

to have this motivational potential because of a relationship with the salespersons 

perceptions of self-fulfilment, company relationships, customer relationships, and 

performance recognition instrumentalities. Designing the salespersons job so that 

it requires a variety of activities and allows him or her to be involved in the total 
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marketing function of serving customers appears to have strong motivational 

potential. This form of job enrichment can be expected to increase the salesperson's 

beliefs that he or she can increase productivity by increasing effort. In addition, 

salespersons who perceive their jobs to be characterised by variety and 

completeness can be expected to believe that improved performance will result in 

enhanced feelings of self-fulfilment, better company and customer relations, and 

greater performance recognition. 

Caution is necessary in interpreting the results with respect to Skill Variety 

because the variable was measured with only one item and consequently has 

questionable measurement reliability. However, evidence is found that enriching 

the salespersons job so that he or she can use several sophisticated skills can 

increase motivation via an impact on both expectancy and instrumentality 

perceptions. 

Salespersons' perceptions about job characteristics appear to be an important 

motivational factor via a relationship with expectancy perceptions. Clearly, sales 

managers cannot remove many perceived selling constraints. However, in certain 

instances the salespersons are unaware of company activities that are designed to 

reduce selling constraints - for example, lobbying marketing research, sales 

promotion, and advertising. Keeping the salesforce informed of these activities may 

have important motivational implications. In addition, providing salespersons with 

accurate information about potential selling constraints can be expected to reduce 

the likelihood of salespersons mistakenly perceiving constraints that do not exists. 

The exploratory examination of possible interaction effects among the variables 

indicates some future research should be focused on this issue. The results of the 

estimate indicate the motivational impact of the initiation of structure may be greater 

if the salesperson perceives his or her job to be characterised by complexity. On 

the other hand, the results indicate the positive effect of salesforce participation on 

the salesperson's instrumentality perceptions may be reduced if the salesperson 

perceives the job to be complex. 

The results of the study suggest several areas for future research. First, the 

motivational effects of feedback need to be studied in terms of both positive and 

negative feedback. Second, additional research is needed to examine the stability 

of the factor structures found for explanatory variables and for the instrumentality 

components. Third, tests of the valence-for-reward component of the Walker et al. 

(1977) model are needed. The findings would allow a more thorough interpretation 
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of this and future studies of salespersons' expectancy and instrumentality 

perceptions. Fourth, only the magnitude of the salesperson's expectancy and 

instrumentality estimates was examined in this study. The accuracy of these 

estimates can be expected to have important motivational and behavioural 

consequences. Therefore, the Walker et al. (1977) hypotheses about the accuracy 

of the salesperson's expectancy and instrumentality estimates should be tested in 

future studies. Fifth, this study should not be considered to be a test of the Porter et 

al. (1975) or the Pierce et al. (1979) congruence models. The fact that some 

significant interaction terms were found, however, indicates these models deserve 

attention in future studies examining salespersons' affective response to their jobs. 

5.4. MANAGERIAL CONSIDERATION 

The JCM (Job Characteristic Model) provides a validated method of 

measurement that can serve as a pragmatic framework for job diagnosis and 

subsequent redesign. By studying sales position motivating potential scores (MPS) 

both within and across sales jobs, supervisor or development officer will be in 

much better positions to increase the inherent motivating properties of a sales 

role. ' 

The manager should follow three diagnostic steps before changing the 

characteristics of the salespersons job (Hackman et al. 1975, P. 61; lvancevich and 

Etzel 1979; P.93 ). Even if sales managers do not explicitly operationalise these 

three steps via the JDS (Job Diagnostic Survey ) when analysing salesperson's 

jobs, they should at least use the following sequence to guide their diagnosis : 

(a) Determine if satisfaction and motivation are problems. 

(b) Determine MPS score. [motivating Potential Scores] 

(c) Identify the specific job dimensions causing the difficulty. 

The first step is to determine if salespeople are experiencing motivation and 

satisfaction problem. This can be accomplished in two ways. On an informal 

basis the manager must make a judgement regarding the overall motivation and 

satisfaction levels of his/her salesperson subordinates. This evaluation requires 

considerable experience-based sensitivity on the part of the manager, however, 

other more tangible factors such as absenteeism and turnover may also signal such 
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problems. On a formal basis the sales manger should examine salesperson's 

JDS scores for internal work motivation, general satisfaction and growth satisfaction 

(Hackman and Oldham- 1980, p 11 0). If these scores are near or below the national 

averages for these scales then the manager should proceed to the next step. But 

due to lack of information about Indian National averages. Here I compel to calculate 

MPS of (Table- 3.17to 3.18) E.I.P.W.L. and L.I.C.I. Which are 0.4, 0.42, 0.54 and 

0.35, 0.35, 0.50 respectively. According to Hackman and Oldham (1980, page -

317 ), in U.S.A., the MPS were 0.57, 0.44 and 0.45 respectively, for the "sales job 

family". If these scores exceed the average the sales manager should review 

other factors, such as recruiting or training of sales personal, to isolate the 

sources of ineffective work. 

In step 2 the MPS for salespersons are compared with MPS values for other 

jobs within the organisation if the JOS has been administered to other employees. 

If the MPS is satisfactory, the manager must again search for other job-related 

causes of dissatisfaction. If MPS is low the manger examines the scores for the 

five job dimensions, again comparing them with national averages or with scores 

for other employees. By examining their "subordinates' jobs in this step by step 

fashion, managers are much more likely to be able to identify sources of 

dissatisfaction, thus leading to improved motivation and, ultimately, performance. 

5.5. POSSIBLE LIMITATION AND FUTURE RESEARCH DIRECTIONS 

Future studies should attempt to resolve certain present limitations. First, the 

issue related to the internal structure of the expectancy valence model has not yet 

been resolved. Arguments have been made with respect to the relative importance 

of incorporating valence, instrumentality and expectancy components in the 

expectancy model and the multiplicative relationships between them (Mitchell1974: 

Porter and Lawler 1968; Staw 1977). Therefore, a shift from extension to testing of 

the expectancy-valence theory is needed. 

As the sample used in the present study is by no means representative of the 

entire sales population in different industries, generalibility of results can be 

questioned. One must consider the results in the context of the specific recognition 

programs, compensation methods, and promotional opportunities used in the given 

job situation. Similar findings in other occupational contexts (Hackman and Oldham 

1976; James. et. al. 1977; Lawler and Suttle 1973) do improve confidence in the 
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generalisability of present results. Nevertheless, more replicative studies in different 

personal selling settings are needed to examine whether the relationships between 

organisational climate and motivational components are situation-specific. 

Though, the variance in motivational components explained by organisational 

climate is significantly high a considerable level of unexplained variance remains. 

Personal characteristics, situational factors, and other organisational variables may 

also influence motivation (Campbell and Pritchard 1976; Lawler 1973; Oliver. R 

1974; Walker, Churchill, and Ford 1977). In given situations, climate-motivational 

components relationships may even be moderated by situational conditions and 

personality factors such as self-esteem (James et al. 1977; Porter and Lawler 1968). 

Therefore, future research studies should investigate the relative contribution of 

climate dimensions with other moderating factors in influencing salesperson's 

motivational components. 

A limiting factor in this study may be the experimental dependence between 

criterion and predictor variables based on the same source of measurement. This 

might have contributed to the "response-response" problem in the data causing 

some degree of measurement confounding. However, the fact that results generally 

follow hypothesised patterns indicates that this limitation may not be a serious 

problem. Investigations of relationships between objective situational measures 

and perceived organisational climate would be a beneficial addition to studies such 

as this, because a major contention made here is that the perceived situation is 

more important than the objective situation in determining individual work attitudes 

and behaviour. 

The classical issue of causality also should be addressed. It is difficult to draw 

definitive cause-effect conclusions from static design studies such as this. One is 

tempted to argue that salesperson's motivational states may have influenced 

perceptions of organisational climate. Though both theory and empirical findings 

suggest an unidirectional climate motivation relationship, many of the studies have 

been nonexperimental and thus do not demonstrate causality. Testing causal 

relationships in a nonexperimental field setting is more difficult than examining 

such relationships in a laboratory experiment, but a partial test is possible through 

the use of longitudinal data and cross lagged correlation panel designs (Blalock 

1961, Kenny 1975) or structural equation procedure (Bagozzi 1980). 

By and large the results of this study are encouraging, these findings may have 

some other possible limitations. First, the possibility of some conceptual or 
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measurement overlap between independent and dependent variables may be 

considered. It may seem that the content of job dimensions/ leadership 

characteristics and job outcomes overlaps. However, a careful examination of 

these variables reveals that job dimensions and leadership behaviour represent 

organisational characteristics. Whereas importance of job outcomes (valence) is a 

characteristic of the individual salesperson. Job challenge and variety is a 

characteristic that is perceived to be part of an organisational setting. On the 

other hand, job outcome such as feelings of worthwhile accomplishment is an 

individual's characteristic because it reflects the extent to which a salesperson 

values such a reward. Studies in job design, leadership behaviour, and reward 

outcomes support this contention (Churchill, Ford and Walker 1979 a. James et al 

1977, Walker, Churchill and Ford 1977). Thus it seems that job dimension/ 

leadership characteristics and valence of job outcomes can be treated as 

conceptually different variables. Second, A limitation of the data in the present study 

may be due to the selection of a specific type of sales population. Since this 

population may not be truly representative of sales population in other organisation, 

it will be desirable to examine the current results in the context of other sales 

population. 

In a true sense, causality can only be established through experimental 

research. Thus, it may be difficult to draw definitive cause and effect conclusions 

from cross-sectional research such as this. Future research efforts should focus 

more on establishing stronger casual relationship between key job dimensions 

and salesperson motivation I performance and leadership behaviour and 

motivation I performance. 
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