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2.1 INTRODUCTION 

In the word of Newton D.A from his article, "Get the most out of your sales 

force", ---" Sales management is like Topsy-it just grew" --- (Harvard Business 
Review - 1969). Each sales executive works out his own ideas about how to 

manage a salesforce from an assortment of "Principles" he inherits from his 

predecessor' the customs of his organisation, the expectations and demands of his 

supervisors, and his own assumptions about what motivates salespeople and what 

leads to good sales performance. 

Over the years, these executives have received relatively little information or 

guidance from marketing scholars. The structure and content of sales management 

texts have changed little since the field first was explored about 75 years ago. Few 

theories and even less empirical knowledge are available about most aspects of 

sales management. Though effective management of the salesforce is obviously 

crucial to the success of many organisations, academia has relegated the study 

of this field till the date. 

The job characteristics Model has not been fully documented in the context of 
sales position; hence, sales managers may not be aware of its potential for 

explaining salesperson's responses to job characteristics. So, in this chapter we 

try to develop a guideline for the study of job characteristics model (JCM) of 
salespersons motivation. And also we try to design a structural framework for the 

empirical application of this model. This model appears to have potential in the 

study of sales force motivation and satisfaction. 

The second section of this chapter is closely related with the development of 

structural framework of key job dimensions and leadership characteristics. Like 

financial incentives, job dimensions and leadership behaviour can be carefully 

adjusted to produce a strong impact on salespersons work motivation and work 

performance. 

2.2 JOB DIMENSIONS AND SALESPERSON WORK MOTIVATION 

Even if salesperson performs similar jobs, job dimensions of them may vary 
substantially. It is not uncommon for salespersons to be assigned to unequal size 
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territories with non-equivalent sales potential and competition. Salespersons may 

experience different degrees of job challenge, depending on the nature of the 

accounts in their territories. It is also possible that different salespersons expend 

varying amounts of efforts on various sales functions, such as servicing key 

accounts, customer counselling and prospecting, depending on the mix and the 

needs of customers in their territories. However, to a large extent, key job dimensions 

may be perceptual. Since individual salespersons have individual cognitive maps, 

different personal characteristics, and varying degree of experience, they may 

perceive job dimensions differently. For example, there is evidence that sales 

contests are perceived as challenging and exciting by some salespersons and too 

disruptive and unfair by other salespersons (shapro-1977). A number of job design 

studies indicate that perceptions, as opposed to objective realities of job 

characteristics, are what govern employees' behaviour (Hackman and Lawler 1971, 

Hackman and Oldham-1980). 

Over the years, a number of job enrichment models have attempted to specify 

how key job dimensions may affect work motivation, Productivity, and satisfaction 

of individuals at work (Hackman and Oldham-1980). Herzberg, Mausner and 

Saynderman-1959). Motivating job dimensions identified more often include job 

skill and variety, autonomy, perception of job importance, task identity; and job 

feedback (See table 2.1 for definitions). 

It has been argued that these job characteristics significantly influence internal 

work motivation of employees (Campbell et al. 1970, Hackman and Oldham 1980, 

Jones et al1977). For example, when a job offers challenge and variety and draws 

on the skills and abilities of a salespersons, he/she may lind it to have a very high 

personal meaning. Even though it is not of great significance or importance in any 

absolute sense. Similarly, when a job is perceived as producing substantial impact 

on the well-being of an organisation or other people Gob importance), and the 

salesperson views the job as a "whole" and identifiable piece of work (task identity), 

it invariably induces feelings of doing a worthwhile job. Such feelings or beliefs are 

what result .in intrinsic motivation. A job offering considerable autonomy is also 

likely to induce intrinsic motivation among salespersons. With an increase in 

autonomy, individuals tend to feel a greater personal responsibility for success and 

failure of the outcomes resulting from their performance. (Wortman and Brehm, 

1975). This, in turn, leads to feeling and being creative on the job. 
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TABLE- 2.1 

DEFINITION OF KEY JOB DIMENSIONS 

JOB DIMENSION 

1. SKILL & VARIETY- (SV) 

2. AUTONOMY-(JA) 

3. IMPORTANCE-(JI) 

4. TASK IDENTITY-(TI) 

5. FEEDBACK-(JF) 

DEFINITION 

The extent to which a job offers the salesperson 
a chance to use his/her skills and abilities and 
calls for the individual to engage in a wide 
range of behaviour. 

The ability of a person in a given job determine 
the nature of the tasks or problems and to arrive 
at a course of action. 

The extent to which the person feels the job 
makes a meaningful contribution and is 
important to the organisation. 

The degree to which the job requires 
completion of a whole and identifiable piece of 
work that is, doing a job from beginning to end, 
with a visible outcome. 

The degree to which carrying out the work 
activities required by the job results in the 
individual obtaining direct and clear information 
about the effectiveness of his/her job 
performance. 

6. AGENT'S FEEDBACK-(AF) The degree to which fellow salespeople provide 
direct and clear information about the 
effectiveness of the job performance. 

Source : "Relative Importance of key job dimension and leadership behaviors in motivating salesperson 
work performance• P. K.Tyagi, Journal of Marketing, Vol. 49 (Summer 1985), P. 76- 86. 

44 



Core Job 
Dimensions 

Critical 
Psychological States 

Skill Variety r Experienced 
Task Identity Meaningfulness of work 

Task Significance 

Autonomy -+ Experienced Responsibility 
for work outcomes 

Feedback -+ Knowledge of Results 
of work Activity 

Mediating Factors 

Figure- 2.1 

Personal 
& Work Outcomes 

High Internal 
Work Motivation 

High General 
Job Satisfaction 

High Growth Satisfaction 

JOB CHARACTERISTICS MODEL OF SALES MOTIVATION 

Source: "Employee Reactions to job characteristics"- Hackman and Lawler (1971) 

Journal of Applied psychology, 55 (June) - Page 259 - 286. 

The job characteristic model (JCM) illustrated in Fig - 2.1 originated in the 

works of Hackman and Lawler (1971) and Hackman and Oldham (1974), which in 

turn were based on the research efforts and conclusions of earlier scholars studying 

job characteristics (Hulin and Blood 1968, Turner and Lawrence (1965). The JCM 

has been reviewed validated by others (Brief and Aldag 1975, Dunham 1976) and 

has been the locus of recent research aimed at extending and relining the initial 

model (Champoux 1980, 0'. Reily, Parlette and Bloom 1980, Pokorney, Gilmore 

and Beehr 1980). 

The basic thrust of the job characteristics approach is that motivation, 

satisfaction and job perfonnance are viewed primarily as functions of task design. 

More specifically, the model identifies five core job dimensions that lead to 

psychological staies which in turn are hypothesised to be related to personal and 
work outcomes. This process may be moderated by factors that determine individual 

differences in how an employee reacts to a work situation. Based on Hackman and 

Oldham (1974) the major classes of variables in the model are presented and 

discussed in the following sections. 
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2.3 PSYCHOLOGICAL STATES AND SALESPERSONS WORK MOTIVATION 

The psychological states depicted in Figure-2.1 are considered the causal core 

of the model because experienced meaningfulness, experienced responsibility and 
knowledge of results all are the causal core of psychological states create positive 

reaction to internal work motivation, general job satisfaction and growth satisfaction. 
The model postulates that "an individual experiences positive affect to the extent 
that he learns (knowledge of results) that he personally (experienced responsibility) 

has performed well on a task that he cares about (experienced meaningfulness)'. 

(Hackman and Oldham -1974, P-8). 

These psychological states should contribute equally to the described 

outcomes. The level of self- generated motivation will be greatest when all three 

states are present. As an example, when a salesperson feels fully responsible for 

work-related outcomes associated with a task perceived to be meaningful but 

receives little or no feedback regarding performance, it is doubtful that he/she would 

experience the internal rewards that would prompt self-generated motivation. On 

the other hand, if the salesperson had full knowledge of the result of the work but 
thought the task to be trivial or felt no personal responsibility for the work, internal 

motivation would not be expected to be high. 

2.4 JOB DIMENSIONS 

The job dimensions shown in figure-2.1 initiated the emergence of the 

psychological states. Of the five job dimensions, three are hypothesised to contribute 

to the experienced meaningfulness of work, i.e. skill variety, task identity and task 

significance. 

Skill variety is the degree to which a job requires a variety of different activities 

and/or skills in carrying out the work assignment. Thus, the more varied are the job 
activities and skill requirements as perceived by the sales person, the higher the 

perceived level of skill variety. 

The second dimension, task identity, is the degree to which a job requires the 

completion of a whole and identifiable piece of work. In the sales setting, when an 

individual salesperson is fully responsible for the sales task from prospecting 

through post sale service, one would expect a higher task identity than in the 

situation where sales personnel are phased out early in the sales process in favour 

of more technically qualified experts. 
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The remaining job dimension that influences meaningfulness of work is task 

significance, the degree to which the job has a substantial impact on the lives or 

activities of others, either internal or external to the immediate work environment. 

To the extent that a salesperson sees his/her work as impacting beneficially on the 

work of others or even in a border sense on the overall well being of a client, the 

work should be perceived as highly task significant. 

The above three dimensions contribute equally to the worker's psychological 

experience of meaningfulness of work. The greater the level of skill variety, task 

identity and task significance of the sales job, the more the salesperson experience 

psychological meaningfulness of the sales job [ Evens, Kiggundu and House 1979, 

Page-356]. 

The job dimension posited to generate feelings of personal responsibility for 

work outcomes in autonomy, the degree to which a job produces freedom, 

independence and discreation to the individual in scheduling and determining the 

procedures for carrying out the work assignment. To the extent that a sales position 

has high perceived autonomy where the work outcomes increasingly depend on 

the sales person's own efforts, initiatives and decisions, the job will tend to generate 

higher levels of individual experienced responsibility. 

The fifth job dimension, feedback refers to the degree to which carrying out 

work activities results in the individual obtaining direct and clear information about 

the effectiveness of his/her performance. Feedback can be intrinsic to the sales job 

itself or can come from other sources such as clients, sales management or other 

salespersons. 

Hackman and Oldham (1971 & 1974, Page-) combine the five core job 

dimensions into a single index, called the Motivating Potential Score (MPS). This 

index indicates the overall potential of a job to incite internal work motivation in 

these holding the job. The MPS is operationalised as follows: 

Skill Variety + Task Identity +Task Significance 
MPS = — + Autonomy + Feedback 

So far in the discussion of the JCM, the core job dimensions, associated 

psychological states, and the resultant personal and work outcomes represent a 
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relatively straight forward motivational sequence. In their exhaustive model, 

however, Hackman and Oldham recognise the existence of potential moderating 

factors that add substantial complexity to the study of worker motivation and output. 

Most typically the moderating factors represent variables reflecting individual 

dispositional differences or distinctly different situational characteristics. 

The fundamental moderating factor recognised by Hackman and Oldham (1974) 

is GROWTH NEED STRENGTH (GNS) High GNS individuals are postulated to be 

more likely than low GNS persons to experience positive psychological states when 

the work situation is good and to experience positive work outcomes when their 

psychological states are positive. Hackman and Oldham found little support for the 

moderating effect of GNS and their results are confirmed in the present study. 

Several outcomes are shown in figure-2.1. These variables will be affected, 

according to the JCM, by the level of self-generated motivation experienced by the 

people at work (Hackman and Oldham, 1974b. P-12.) The specific causal priorities 

among the outcome variables are not covered explicitly by the model (Oldham 

1976, page-569). 

Internal work motivation is described as the degree to which the employee is 

self-motivated to perform effectively on the job (Hackman and Oldham 1974a. P-6). 

Job satisfaction is hypothesised to be composed of two variables, i.e, general job 

satisfaction and growth satisfaction. The former is an overall measure of how 

satisfied and happy the individual is with the job (Hackman and Oldham 197 4a. P-

6). Growth satisfaction relates to the opportunity for the growth and development 

on the job and is deemed by Hackman and Oldham to be most important job-related 

measure of satisfaction. 

The instrument devised by Hackman and Oldham to measure the variables in 

the JCM is the Job Diagnostic Survey (JDS). The JDS is designed to be job 

independent so it can be us<3d in any job setting. The JDS measures relative levels 

of the components of the JCM shown in Figure -2.1 by requiring respondents to 

react to a series of statements/questions that are relevant in any job situation. 

The JDS comprises seven major sections, with the eighth section covering 

biographical and miscellaneous information. Sample items from each of the seven 

sections (as well as scale development and scoring procedures) for core job 

dimensions, psychological states and outcomes are described in the Appendix. 
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The JDS has been subjected to considerable reliability and validity testing 

across by 62 jobs by its originators i.e, Hackman and Oldham (1974) and 

additionally by the subsequent investigator, i.e., Dunham, Aldag and Brief (1977), 

Pokorney, Gilmore and Beehr (1980). Internal consistency reliabilities for job 

dimensions, psychological states and outcomes variables range form 0.59 to 0.78, 

0.72 to 0.76 and 0.56 to 0.84 respectively. These reliability co-efficients are the 

median inter-item correlations for all JDS items used to score a given variables. 

(Hackman and Oldham 197 4a. P-18) 

To provide a measure of the discriminant validity of the items, Hackman and 

Oldham computed median "off-diagonal" correlations relating to all the items 

composing a given scale with all other items scored on different scales of the same 

general category. The range for these off-diagonal correlations across all variables 

was 0.12 to 0.28. The internal consistency and reliability of the scales and the 

discriminant validity of the item were, therefore, both determined to be satisfactory. 

The substantive validity of the JDS has beJiln addressed in detail by Hackman 

and Oldham (1974, p-22-26). They concluded that the variables measured by the 

JDS generally related to one another according to the theory on which the instrument 

is based (in Fig-2.1 ). The job dimensions and the associated motivating potential 

score related positively to the three critical psychological states. i.e. Experienced 

meaningfulness of work, Experienced responsibility for work outcomes and 

knowledge of results of work activity. 

2.5 LEADERSHIP BEHAVIOUR AND SALESPERSON WORK MOTIVATION 

Like job dimensions, leadership characteristics may vary considerably in the 

same job situation. For example, a supervisor may adapt democratic orientation 

when interacting with senior salespersons but follow autocratic policies in 

. disciplining new or young salespersons. Leadership characteristics that influence 

salesperson behaviour may largely be perceptuaL For example, by raising 

performance standards, a supervisor may be perceived as challenging by 

salespersons who believe such standards can be accomplished with hard work. 

However, many other salespersons may view such a supervisory act as threatening 

and less supportive if they are experiencing difficulties in their territories. This view 

has been supported in leadership studies where the same supervisors were 
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perceived as possessing different leadership characteristics by different employees 

(Locke, Cartledge and Knerr- 1970, Podsakoff- 1882). 

Leadership behaviour plays a vary important role in enhancing salesperson 

work motivation. The major types of supervisory behaviour that have been identified 

as influencing work motivation and productivity include leader trust and support, 

goal emphasis, group interaction, psychological influence and hierarchical influence 

(Table-2.2). 

TABLE· 2.2 

DEFINITION OF LEADERSHIP BEHAVIOUR '\ 

LEADERSHIP BEHAVIOUR DEFINITION 

1. Trust and support (TS) The extent to which an individual has feeling 
of trust and confidence in a supervisor and 
to which the supervisor is aware of and 
responsive to the needs of subordinates. 

2. Goal emphasis The leader's emphasis on high standards 

and of pertormance and his/her behaviour which 

work facilitation (G.E) helps goal attainment. 

3. Interaction facilitation (I.F) The leaders behaviour which encourages 
the development of close, mutually satisfying 
relationships within the group. 

4. Psychological influence (PI) The extent to which subordinates feel that 
their ideas and opinion are sought by the 
supervisor and taken into consideration 
when designing jobs evaluating their 
pertormance. 

5. Hierarchical influence (HI) The degree to which subordinates feel that 
their supervisor is successful in getting 
management to recognise their problems 
and success. 

Source : "Relative Importance of key job dimension and leadership behavior in motivating salesperson 
work performance" P. K. Tyagi, Journal of Marketing, Vol. 49 (Summer 1985), P. 76 · 86. 
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Information from different leadership theories [Cadler (1977) Evans (1974), 

Fiedler (1971 ), House and Mitch all (1974)] indicate that leadership behaviour can 

motivate subordinates to the extent that they see that the leader behaviour is 

instrumental in obtaining desirable rewards provided by the organisation. Thus, 

leadership behaviour such as support, facilitation and interaction can be used to 

strengthen salesperson's beliefs that good pertormance would lead to attainment 

of extrinsic rewards (e.g rewards provided by the organisation and the supervisor, 

such as bonus, respect, promotion). A leadership behaviour that encourages 

salesperson participation in sales operations and decision making is likely to provide 

salespersons with a greater understanding of ways to receive various extrinsic 

rewards. The participation process also allows them to select rewards they value 

most. Thus, sue~ a supervisory behaviour will induce motivation because of 

salesperson's beliefs that good pertormances lead to desirable outcomes. A leader 

with psychological and hierarchical influence characteristics is perceived to be 

successful in getting management to recognise the various aspects of a 

salesperson's accomplishments and provide appropriate organisational rewards. 

This discussion of the effectiveness of job dimensions and leadership behaviour 

indicates that while job characteristics are relatively more instrumental in including 

intrinsic motivation, leadership style can be more effective in enhancing extrinsic 

motivation of salesperson, primarily because key job dimensions and leadership 

characteristics influence salesperson's beliefs about obtaining intrinsic and extrinsic 

rewards, respectively. 

2.6 INTRINSIC I EXTRINSIC MOTIVATION AND WORK PERFORMANCE 

The expectancy-valance theory has obtained substantial recognition in 

salesforce management of several competing work motivation theories according 

to Churchill, Ford and Walker (1979}, Oliver (1979), Teas (1981 ), P. K. Tyagi (1982}, 

Walker, Churchill and Ford (1977). It is important mainly because of the ability to 

predict motivation, pertormance and satisfaction successfully. Expectancy theory 

explain that motivation to pertorm is a function of: 

(a) Expectancy Belief (E
1
): It is salespersons belief that his/her efforts would 

lead to a given level of pertormance. 

(b) Instrumentality Belief (1
1
,): It explain that a given level of pertormance j would 

lead to an outcome k. 
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(c) Valence (V,): It explain the importance of outcome k to the salesperson. 

Following the expectancy theory formulation, salesperson motivation is 
generally expressed as: 

" M=f [E. . E (V,. 1., )]----------------------------------------- (1) [ M = Motivation] 
I K:1 I 

Where indicates the number of rewards available in the job situation. 

This mode'l can also be used to measure intrinsic and extrinsic motivation of 
salespersons as follows: 

"; 
Intrinsic motivation (M1) = [E. . (E V ,, . 1

1
, 1)]----------------- (2) 

I K:1 

" Extrinsic motivation (M,) = [E
1

• ('LV,,. 1
1
,,)]----------- (3) 

K:1 

All symbol in equation 2 and 3 are the same in equation 1 except that subscript 

i and e denote variables related to intrinsic and extrinsic outcomes respectively. 

Both intrinsic and extrinsic motivation plays an important role in influencing 

salesperson work performance. This is because in general salesperson value both 

intrinsic and extrinsic rewards available in organisational settings. To the extent 

such rewards are important to salespersons, they are motivated to perform on jobs 

so that such rewards can be achieved (Galbraith and cummings 1967, Walker, 

Churchill and Ford- 1977). 

2.7 OBJECTIVE AND HYPOTHESIS OF THE STUDY 

Of several competing work motivation theories, the expectancy-valance theory 

has obtained substantial recognition in sales force management, mainly because 

of its ability to predict motivation, performance and satisfaction successfully. 

The salesperson work performance is likely to be significantly influenced by 

intrinsic and extrinsic motivation. This is because, in general , salesperson value 

both intrinsic and extrinsic rewards available in organisational settings. To the extent 

such rewards are creating some importance to sales persons. For achieving such 

rewards they are motivated to perform better job. Externally mediated rewards are 

52 



those controlled and bestowed by people other than the salesman, such as mangers 

or customers. These rewards generally are related to lower order human needs. 

They include such things as pay, financial incentives, security, recognition and 

promotion. Internally mediated rewards are those which the salesman largely attains 

for himself and they relate to higher order human needs. They include fillings of 

accomplishment, personal growth, career development, and self-worth. As the 

model suggests, the salesman's perceptions of the kind and amounts of rew<~rds 

he will obtain in return for various types of job performance, together with the value 

he places on those rewards, strongly influence his motivation to perfonn. 

The rewards received by the salesman have a major impact on his satisfaction 

with his job and his work environment Satisfaction is divided into two broad 

dimensions, intrinsic and extrinsic. Intrinsic satisfaction is related to the internally 

mediated rewards the salesman obtains from his job-satisfaction with the work 

itself and with the opportunities for personal growth and accomplishment These 

psychological states shall contribute equally to the described out comes. The level 

of self generated or internal motivation will be greatest when all three states are 

present 

Extrinsic satisfaction is related to the externally mediated rewards bestowed 

upon salesman-satisfaction with pay, company policies and support, supervision, 

fellow workers, chances for promotion and customers. 

The amount of satisfaction a salesman obtains from his job is also influenced 

by his role perceptions. So the salesman's level of job satisfaction is likely to have 

an impact on his motivation to perform. Keeping in view the issues discussed 

above, the objective of the present study can be summarised as below , 

L The relative influence of key job dimensions and leadership behaviours 
on salespersons work motivation, satisfaction and performance. 

II. The comparative assessment of motiyational factors on salespersons of 
L /.C./. (public sector undertaking) with sales representatives of E J.P. W. L 
(private sector company). 

Ill. The roles of job and leadership characteristic in influencing intrinsic 
versus extrinsic motivation and examined the job performance for gaining 
a deeper insight into the exact nature of such influence. 
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IV. The managerial implications of the findings and action that may lead to 
improvements in salespersons work motivation. 

The study in restricted to identify antecedents of motivational component and 

measurement of motivational profiles of salespersons drawn from two groups of 

salespeople. The issue salespersons motivation is selected for investigation since 

it has been and continuous to be a controversial topic among academicians and 

practitioners. To find appropriate explanations to the issues raised above, it 

becomes important to test the following hypotheses. 

H,: The greater the extent to which key job dimension-skill and variety, 

autonomy, importance, task identity, feedback, agent's feedback-are 

perceived to exist in the organisation, (a) the greater will be the 

salespersons intrinsic motivation and (b) the greater will be the 

salesperson's work performance. 

H,: The greater the extent to which key leadership characteristics-trust and 
support, goal emphasis and work facilitation Interaction facilitation, 

psychological influence, hierarchical influence-are perceived to exist in 

the organisation, (a) the greater will be the salesperson's extrinsic 

motivation and (b) the greater will be the salespersons work performance. 

H,: the greater the intrinsic and extrinsic motivation of a salesperson, the 

greater will be his/her work performance. 

H,: Internal work motivation is described as the degree to which the employee 

is self-motivated perform effectively on the job. Job satisfaction is 

hypothesised to be composed of two variables (i) general job satisfaction 

and (ii) Grown satisfaction. It is hypothesised that the greater the 

salespersons internal motivation the greater will be the salesperson's 
general and growth satisfaction. 

2-8 METHODOLOGY 

Keeping in view the objectives of the study and research hypothesis, we 

conducted a two phase study to obtain the data from two groups of salespeople of 

two different sector. The study is basically an empirical study involving use of 

different statistical tools. Various univariate and multivariate statistical techniques 

have been employed. In this section we present a brief discussion on the 

methodological issues relevant for our study. 
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PROCEDURE 

Phase- 1 

The objective of phase 1 was to test the relative influence of key job dimensions 

and leadership behaviour of salespersons work motivation and performance. And 

also are examined the roles of job and leadership characteristics in influencing 

intrinsic versus extrinsic motivation and job performance. The internal consistency 

of the scales was calculated for each predictor independent variables by Cronbech 

Alpha reliability coefficients. The face validity and predictive validity of predictor 

scales were examined. In view of that only salient items were selected after 

pretesting the questionnaire and extensive interview was done with salespersons 

and supervisor of two company i,e Medical Representative and Area Manager of 

East India Pharmaceutical works Ltd., Agents and Development Officer of Life 

Insurance Corporation Of India. Twelve facets were developed to measure valence, 

expectancy and instrumentality components of intrinsic and extrinsic motivation of 

salespeople valence and corresponding instrumentality. 

(1) the questionnaire has been developed in the format of 5 & 7 point Likert 

Scale. Items were subjected to a factor analysis using a varimax rotations. The 

factor analysis validated the appropriateness of initial selection of intrinsic and 

extrinsic outcomes tap the variance corresponding to intrinsic/extrinsic valences of 

instrumentalities. Multicollinearity analysis was conducted with the construction of 

pairwise correlation matrix of all predictor and criterion variables in search of overlap 

between predictor variables. Regression analysis was performed to test the impact 

of key job dimensions on salespeoples intrinsic and extrinsic motivation and 

performance. 

Phase- II. 

In this section, the job characteristics model (JCM), originated in the work of 

Hackman and Lawler (1971) and Hackman and Oldham ( 1974a, 1974b), of 

salesperson motivation has been applied. An empirical application of this model 

to the sales position of E.I.P.W.L (East India Pharmaceutical Work Limited} and 

L.I.C.I. (Life Insurance Corporation of India) is presented in this research work. To 

measure the relationship of job outcomes i,e internal motivation, general 

satisfaction and growth satisfaction with both the job dimensions and psychological 

states of two groups of salesperson product moment correlations have been 
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computed in our study. The outcomes were regressed against job dimension, both 

before and after the appropriate psychological states were statistically controlled 

by partial correlation. If the JCM is correctly formulated, the partial correlation 

should be close to zero and should be considerably smaller in magnitude than the 

direct (zero-order) correlations. Every outcome variables are regressed and also 

standardized regression weights have been computed against three variables of 

psychological states and eight variables (of both job dimension and psychological 

states) to determine the incremental impact of control outcomes variance of the 

five job dimensions. To compare the pattern of motivational facets of two groups of 

salespeople from private and public sector a few parametric and non-parametric 

. statistical techniques have employed. 

2.9 DATA AND BIOGRAPHICAL BACKGROUND OF THE SAMPLE 

The relevant data are collected from the salesperson of two enterprises. Life 

Insurance Corporation of India- a public sector company and the East India 

Pharmaceut n covered/drawn from East India Pharmaceutical work Ltd. (E.I.P.W.l.). 

The agents and development officers of L.I.C.I. are working under the same 

organisational setup i.e., Branch Office. There are two types of agents. One is 

working under development officer and other is directly under branch manager. It is 

covered salespersons of different category from Branch Manager Club members 

rank to chairman club members rank. The total member of salespersons of that 

categories in the Jalpaiguri Division are 958. Out of that covered 12%, i.e., 115 

salespersons selected at random. 

E.I.P.W.L. is a financially sound company producing medicine with annual 

turnover nearly 81 cores. There are 300 salespersons working in that company all 

over India. Out of that it covered 60 salespersons selected randomly as a sample, 

i.e., 20% specially who is working in the Eastern Region of the country. 
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TABLE- 2.3 

BIOGRAPHICAL BACKGROUND OF THE SAMPLE (i.e., SALESPERSONS) 

1. Sex Distribution 

(A) For L.I.C.I Salespersons 

Male Female 
110 5 

2. Age Distribution 

SI.No. Age(Years) 

1 Under20 
2 20-29 

3 30-39 

4 40-49 

5 50-59 
6 above 60 

TABLE -A 

(B) For E.I.P.W.L's Salespersons 

Male Female 

60 Nil 

TABLE- B 

No. of Salespersons No. of Salespersons 
(L.I.C.I) (E.I.P.W.L) 

Nil Nil 

10 12 

36 28 
55 18 
12 2 
2 Nil 

• Average Age of L.I.C.I's Salespersons (X)= 41 Years (approx.) 

• Average Age of E.I.P.W.L. Salespersons (X)= 36 Years (approx) 

3. EDUCATIONAL QUALIFICATION 

TABLE- C 

SI.No Degree No. of Salespersons No. of Salespersons 
(L.J.C.I) (E.I.P.W.L) 

1. Higher Secondary 12 Nil 

2. Under Graduate 88 36 

3. Post Graduate 11 24 

4. Business College Or 4 Nil 
Technical College 
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4. DESCRIPTION OF JOB POSITION 

TABLE-D 

SI.No. Club Member No. Of Salespersons 
(L.I.C.I) 

1. Branch Manager (B. M) 62 

2. Divisional Manager (D. M) 38 

3. Zonal Manager (Z.M) 12 

4. Chairman (C.M) 03 

··All sales person belong to the same category in E.I.P.W.L. 

5. EXPERIENCE 

TABLE- E 

SI.No Age(Years) No. of Salespersons 
(L.I.C.I.) 

1. Below 2 years Nil 

2. 2-4 Nil 

3. 4-6 Nil 

4. 6-8 17 

5. 8-10 42 

6. above 10 56 

6. PAY OR COMMISSION (TOTAL IN RS. PER MONTH) 

TABLE- F 

SI.No Earning (Rs.) No. of Salespersons 
Per month (L.I.C.I) 

1. 3,000 - 5,000 5 
2. 5,000 - 7,000 7 
3. 7,000 - 9,000 11 
4. 9,000- 11,000 16 
5. 11 ,000- 13,000 28 
6. 13,000- above 48 
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No. of Salespersons 
(E.I.P.W.L.) 

Nil 

Nil 

2 

9 

19 

30 

No. of Salesperson 
(E.I.P.W.L) 

Nil 
Nil 
Nil 

8 
21 

31 



Researchers like Oliver -1973, Teas-1981, P. K. Tyagi-1982 who worked in this 

field covering 1 00 to 200 sales persons for collecting data. Both the enterprises 

use almost similar salary/commission and compensation system. The average 

respondent were 30 to 40 years old being with the enterprises at lest 5 years and 

has 2 years education at the college level. The salespersons were working in the 

same geographical territories. 

The data were collected from salespersons (i.e. Agents and development officer) 

of Life Insurance Corporation of India (a public sector organisation) and 

salespersons (i.e. Sales representative and supervisor) of E.I.P.W.L. (a private 

concern) through questionnaire. As a first step 20 questionnaire were send to 

randomly selected salesperson for the purpose of protesting questionnaires 

contents. A final questionnaire incorporating appropriate modification was then 

prepared and send to the 350 salespersons of both the enterprises. As a result of 

an initial attempt and one follow-up, 190 completed questionnaires were returned, 

for a response rate of 55% (approx.). Of these 25 questionnaires had to be discarded 

due to incomplete or unusable responses, thus resulting in a final response rate 

about 50%. It is important here the percentage of respondent from E.I.P.W.L. was 

not at the satisfactory level because I consider the salespersons who are staying at 

the eastern part of the country. A 7 point Likert scale format ranging from "Very little 

to very much", "very inaccurate to very accurate', "Disagree strongly to Agree 

strongly" and "Extremely Dissatisfied to Extremely satisfied" and a 5 point Likert 

scale format ranging from "strongly disagree "was used for each item. Numerical 

scores for negatively stated items was reversed so that a higher numerical values 

on any item always indicated more satisfaction. 

The study is basically an empirical study involving use of statistical tools. 

Relation among variables concerned was estimated with the method of Regression. 

To assess the internal consistency of the scales was used in the research, Cronback 

Alpha reliability coefficient was calculated for each predictor item. 
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ANNEXURE 

COMPANY PROFILE • I 

East India pharmaceutical works Limited : (E.I.P.W.L.) 
(Source : Annual Report & Accounts 2000 - 2001 and information from 

http: I /www. easti n dla. pharma. com/ a bout. htm I.) 

On April 27,1936, East India Pharmaceutical Works Limited, one of the oldest 

Pharmaceutical Companies in India, was born. It started with the extraordinary vision of 

an extraordinary man, Late. Ashoke Kumar Sen. Few years later, another visionary and 
also an extraordinary man, Late Hirendranath Dutta Gupta joined Late Ashoke Kumar 

Sen and led the Company towards its present heights. The object of the company was 

simple to develop, through private entrepreneurship1 an organization to synthesize modern 
drugs from basic chemicals and cater to the needs of the millions. 

Depending solely on national resources and talents East India Pharmaceutical works 

limited (E.I.P.W.L.) now has emerged as a large Pharmaceutical company with three 
manufacturing units, work force of 1500 employees and an annual turnover of Rs. 
8131.74 Lacks (Previous year it was Rs. 7902.32 Lacks). In the year 2000-2001 Company 

earned a profit after tax (Previous year it was Rs. 287.07 Lacks) an amounting to Rs. 

306.74 Lacks, and also dividend had been declared on ordinary Share @27% (25% in 

the previous year). 

Right from the inception, E.l.P.W.L., concentrated in building up an effective marketing 

network to attend to the common man. At present, the company has 300 well trained 

field personnel, 18 sales offices and a large number of approved wholesalers to ensure 

the presence of its products everywhere from metro cities to remote villages. 

With forward looking ideas, R&D orientation, quality consciousness and a strong 

financial fundamental, East India Pharmaceutical works limited is determined to open up 
new horizons. 
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COMPANY PROFILE : II 

Life Insurance Corporation of India (L.I.C.I.) Profile of Jalpaiguri Division 

(Source : Socio-Economic Profile and statistical year Book- 2000-2001 

Prepared by Planing Department L.I.C.I., Jalpaiguri Division). 

Life Insurance Corporation of India was established as a state undertaking on 

01.09.1956 by amalgamation of 245 existing Indian and foreign companies. And also 

Jalpalguri Division started its journey on 1st September, 1956 since inception of Life 

Insurance Corporation of India. This Division emerged with five Branches namely Jalpaiguri, 

Siliguri, Maida, Darjeeling and Coochbehar. At present this division Comprises of 23 branchs. 

TABLE- A 

ORGANISATIONAL STRUCTURE OF L.I.C.I. (ALL INDIA POSITION) 

Central Office 

7 (Seven) Zonal Office 

100 (Hundred) Divisional Office 

790 City Branches 2048 Branches in 1363 Centres. 
1258 Mofussli Branches 

TABLE- B 

HUMAN RESOURCES (EMPLOYEES STRUCTURE IN L,I,C.I.) 

All India Position Jalpaiguri 

Division 

Class I Officers 16222 178 

Development Officers 19474 228 

Supervisory Clerical & Subordinate Staff 87171 963 

TOTAL 122867 1369 

Agent (approx.) as on 31.03.2001 815000 9793 
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TABLE- C 

AGENTS BREAK UP FOR JALPAIGURI DIVISION CON 31,03.2001) 

1. No of C.M. Club Members 60 

2. No. of Z.M. Club Member 62 

3. No. of D.M. Club Member 194 

4. No. of B.M. Club Member 642 

5. No. of Ordinary Agents 8835 

TOTAL = 9793 

L.I.C.I. Functions through 100 Divisions and 2048 Branches in 1363 Centres. (Table 

- A). Out of the 1,22,867 employees are working throughout the country a small number 

i.e. 1369 employees are serving under the different branch and divisional office of Jalpaiguri 

Division. (Table- B). There 8,15,000 (eight lacks fifteen thousand) agents are working all 

over the country, inclusive of 9,793 (Nine Thousand Seven Hundred and Ninety Three) 

agents from Jalpaiguri Division (Table - B & C). 

The performance highlights of amount of L.I.C.I. (Jalpaiguri Division) revealed that 

the total sum assured was Rs. 1319.14 (Lacks) which was 27.10% increase over the 

previous year. The total amount of Premium income was Rs. 29553.08 (Lacks). Which 

was 25.60% increase over the previous year. And also for the year 2000 - 2001 a 

surplus funds were transferred to the general funds of L.I.C.J. of Rs. 13342.38 (Lacks). 

SOCIO - ECONOMIC ENVIRONMENT OF THE JALPAIGURI DIVISION 

To understand the background and composition of Jalpaiguri Division it would be 

worthwhile to analyse the divergent geo- economic socio-cultural environment of the 

region. This division comprises of Jalpaiguri, Maida, Coochbehar, Uttar and Dakshin Dinajpur 
and Darjeeling Districts of West Bengal and the state of Sikldm. Of these Sikkim is a hilly 

area in totally. Darjeeling consists mostly plain area with forests, Arable Land, Tea

estates etc. In heterogeneous composition apart from distinctive topographic formation, 

the demographic structure is also diverse in a sense that the same comprises of hilly 

tribes, Rajbanshi, displaced persons from Bangladesh, Tribals of Bihar areas etc. The 

agricultural produce and industrial developments area also varied. This region forms part 

of Historical Kingdoms of Gendu, Kamtapur, Bhutan and Sikkim. It can reasonably be 

said that this region provides distinctive feature almost from district to district in terms of 

demography, soil and climatic condition. 
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In this basically rural division, Industrial growth has not been noteworthy. Agricultural 

being the mainstay, that sector engages nearly 70% of the working population. Regional 

economy being bases on agriculture and agro-industries of small stature the saving of 
the agriculturists vis-a-vis rural population assume great significance in the growth of 

Insurance Industry. The reasons for sluggish spread of industrial atmosphere in the 

region can be attributed to lack of diversification of traditional agro-based industries. 

Inadequate infrastructural facilities, Inadequacy and high prices of raw materials, lack of 

local entrepreneurship, technological obselescence in the industries whatever the reason 

has1 somewhat fondle heritage, uneven development programme etc. 

This region backward in terms of level of industrialisation and per capita income is 
not completely devoid of potentiality for growth. Although marketed progress of Insurance 

has been witnessed during the recent years yet there are ample unexplored and 

underexplored areas and segments. It is purely a rural division endowed with rich forest 

wealth. The regional economy has been specialised with "FIVE, 'T's - TEA, TIMBER, 

TOBACCO, TRADE AND TOURISM. These Industries employing a sizeable number of 

workers provide potential market from the view point of Insurance selling. 
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