
CHAPTER- III 

KEY JOB DIMENSION, LEADERSHIP BEHAVIOUR 
AND SATISFACTION IN MOTIVATION-

A MULTIVARIATE ANALYSIS 
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3.1. INTRODUCTION 

Walker, Churchill and Ford (1977) outline a model of the motivation and 

performance of salespersons. The motivation component of the model, which is 

based on the expectancy theory of motivation developed by Vroom (1964) and others 

(Lewin 1938, Tolman 1932) has considerable empirical support with respect to the 

motivation of nonselling employees (Campbell et al 1970); Lawler 1968, Mitchell-

1974, etc.). In addition, results of research by Oliver (1974) indicate the expectancy 

model is applicable to sales personnel also. 

Several modifications (Hackman 1977, Hackman and Oldham 1980, Churchill, 

Ford and Walker -1979, P. K. Tyagi- 1982, 1985 etc.) of the original expectancy 

model have been proposed in recent years. Job and task characteristics of the 

expectancy model plays an important role of motivating persons. So, considerable 

research has been focused on task characteristics that may be related to job 

satisfaction, motivation and performance. For example, results of research by 

Hackman and Lawler (1971) and by Hackman and Oldham (1976) indicate 

nonselling employees will be intrinsically motivated if they perceive their jobs to be 

characterised by high skill variety, task significance, task identity, autonomy and 

feedback. Sims et al (1976) found expectancy-1 (effort/performance linkage) 

perceptions to be related negatively to their perceptions of job pressure and the 

degree to which the job requires the employee to deal with others to complete task 

requirements, and to be related positively to employees' perceptions of task identity. 

In research on managerial employees, James. et. al (1977) found employees' 

perceptions of job variety, autonomy, importance and challenge to be related 

positively to their expectancy estimates. Further he found leadership facilitation 

and support to be related positively to the employee's instrumentality and expectancy 

estimates. 

In addition to the empirical evidence linking supervisory behaviour to employee 

motivation, these variables are selected because of their wide acceptance and 

usage as descriptions of leadership styles, and because reliable measures of the 

variables develop. In addition, evidence of discriminant validity between these 

supervisory variables and other variables in the model is desired. 
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The job perceptions and leadership behaviour examine in the present study 

are the six core job dimensions and are five leadership characteristic variables 

identified and defined by Hackman and Oldham (1976) and Jones et al. (1977) 

respectively. 

This chapter will try to show that the expanded expectancy model is meaningful 

because it allows for a micro examination of the salesperson's motivation. And 

also the influence of organisational climate on both the extrinsic and intrinsic 

dimensions of salespersons motivation can be examined. 

3.2. OBJECTIVE OF THE CHAPTER 

The objective of this chapter is to examine relative influence of key job 

dimensions and leadership behaviours on salespersons work motivation and 

performance. To gain a deeper insight into exact nature of such influence, the roles 

of job and leadership characteristics in influencing intrinsic versus extrinsic 

motivation and job peFiormance are examined. Finally, the managerial implications 

of the findings are explored, and actions that might lead to improvements in 

salesperson work motivation are di.scussed. 

3.3. TOOLS, TECHNIQUES AND PSYCHOMETRIC PERFORMANCE OF THE 

SCALE 

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

conducted a detail study to obtain the data from sales persons of Life Insurance 

Corporation Of India (a Gov1 .. Sector Undertaking) and East India pharmaceutical 

works Ltd. (a private organisation). For this, various univariate and multivariate 

statistical techniques have been employed . A 7. Point "Likert" scale formate 

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 "to" strongly agree" 

was used for each item. Numerical scores for negatively stated items was reversed 

so that a higher numerical value on any item always indicated more satisfaction. 

The·study was basically an empirical involving use of different statistical tools. 

Relation among variable concerned was estimated with method of regression. To 

assess the internal consistency of the scale was use in the research, Cronbeach 

Alpha reliability Co- efficient was calculated for each predictor item. To assess the 

68 



predictive validity of regression models cross-validated squared multiple 

correlations will be estimated by using Srinivasan's (1977) formula (Discuss in 

section 3.4, Page- 64). Multicollinearity will be examined by constructing a pairwise 

correlation matrix including all predictor and criterion variables. Four different 

measurement scales will be utilized to measure key job dimensions, leadership 

behaviour, general satisfactory, and intrinsic I extrinsic r'notivation . To measure 

job dimensions or job characteristics model, the instrument developed by Hackman 

and Oldham (1975, 1980) named Job Diagnostic Survey (JDS) will be utilised. 

Leadership behaviour will be measured by using an instrument developed by Jones 

et al (1977). 

The eleven item involvement scale was initially administered to a sample of 

salespersons working in the life Insurance Corporation of India (Govt. Undertaking) 

and East India pharmaceuticals works Ltd. (private Enterprise) to assess the 

reliability and validity of the proposed measure in Job Diagnostic Survey 

salesperson performance was measured using a self report method. Such an 

approach to measure salesperson performance has been used in previous sales 

management studies (Churchill, Ford and Walker 1979 b; Oliver 1974, 1979) under 

similar circumstances. Salespeople were first asked to recall performance goals 

set for previous years for various types of sales. 

They were then asked to indicate whether they fell short by x %, met, or 

exceeded by x% their sales volume goals. Thus, this process provided ratio scale 

data for work performance. The data were collected about a month after the previous 

sales year had expired, and thus, the recall accuracy seems to be adequate. 

3.4. RELIABILITY AND VALIDITY OF SCALES 

To assess the internal consistency of the scales used in the study, Cronbeach 

Alpha reliability co-efficients were calculated for each predictor independent 

variables. Though a computer programme (S.P.S.S) is available in the marketing 

literature for calculating alpha, the calculation can be made easily from the 

covariance matrix of- A set of items. 
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TABLE- 3.1 

RELIABILITY CO-EFFICIENTS (CRONBACH a ) FOR 
SCALES USED IN THE RESEARCH 

SCALE 

Job dimensions : No. of Items 
Reliability Co-efficient 

(Cronbach a) 

Job skill variety (SV) 1 0.70 

Task identity (TI) 2 0.71 

Task significance (Ts). 3 0.62 

Job autonomy (JA). 4 0.64 

Job feedback (JF) 5 0.58 

Agent feedback (AF). 6 0.54 

TABLE-3.2 

RELIABILITY CO-EFFICIENTS (CRONBACH a) FOR 
SCALES USED IN THE RESEARCH 

SCALE 

Leadership characteristics: No. of Items Reliability Co- efficient 
(cronbach a) 

Leaders trust and support (LT). 7 0.68 

Leader goal emphasis (GE). 8 0.67 

Interaction and facilitation (IF). 9 0.71 

Psychological influence (PI). 10 0.72 

Hierarchical influence (HI). 11 0.75 

Here reliability estimates ranged from a low of 0.54 to a high of 0.75 (Table-

3.1 to 3.2 ). Because reliabimy values between 0.6 and 0.8 are generally considered 

sufficient for research purpose ( Nunnally -1967). Scales used in this study can be 

regarded reliable inspite of a small in number of items in each scale. And also the 
procedure used in previous research (Hackman and Oldham - 1947) is utilised 

here. The variable categories are each examined separately and the major 

conceptual issues in the model are identified and discussed in the Indian situation. 
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(A) FACE VALIDITY AND· PREDICTIVE VALIDITY 

All of the organisational climate dimensions in the study have been discussed 

thoroughly, tested for reliability, and have predicted expected results in previous 
empirical research (Jones et al. 1977). Moreover similar organisational climate 

dimensions have been used successfully in other similar studies situations 

(Hackman and Lawler 1971, Rizzo, House and Lirtzman 1970, Szilagyi 1977). 

Therefore, face validity and predictive validity of predictor scales seem to be good. 

The face validity of criterion variables in also satisfactory given that only salient 

items were selected after the questionnaire was pretested and several managers 

and senior sales persons in the company were extensively interviewed. Further 

more the design of criterion variables (i,e, valence, instrumentality and expectancy) 

is in line with the guidelines provided by both the originators of expectancy theory 

(Galbraith and Cummings 1967, Lawler 1973; Lawler and Suttle 1973; Vroom 1964) 

and its critics (Graen 1969, Heneman and Sehwab 1972; Mitchell 1974). 

To assess the predictive validity of regression models, cross-validated squared 

multiple correlations was estimated by Srinivasn's (1977), formula.( Table 3.11 to 

3.16 ). 

0-, N I N IPI I 
~ ~ ---------,-------------------------------- (1-R') 

n-p-1 N 

1\ 
Where Pc' ~Cross- Validated squared multiple correlation 

N ~ Number of observation 

R' ~Squared sample correlation, and 

P ~ Number of predictor variable 

This formula has been shown to produce precise and least biased measures 

of predictive validity. In general validity estimates seem to support the validity of 

regression models used in this study. Further predictive validity of the scales can 

be ascertained from the results described hereafter. Scales in this instrument have 

demonstrated an adequate internal consistency reliability- (coefficient alpha varying 

from 0.54 for agent's feedback to 0. 71 for task identity) and discriminant validity 
leadership behaviour were measured by using an instrument developed Jones et 

al (1977) (see. appendix). This instrument has also demonstrated considerable 

reliability (alpha ranging from 0.67 for goal emphasis to 0. 75 for hierarchical 
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influence) and predictive validity (Jones et al1977). Correlation coefficients against 

various criterion variables are generally significant at the p<0.01 level or above. 

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

JCM is job diagnostic survey (JDS). The JDS is designed to be job independent so 

iLcan be used in any job setting. The JDS measures relative levels of the 

components of the JCM shown figure 2.1 (Sec- II) by requiring respondents to react 

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

The jobs 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. 

The JDS has been subjected to considerable reliability and validity testing 

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

by subsequent investigator, (Dunham, Aldag and Brief 1977 Pokorney, Gilmore and 

Bechr 1980). Internal consistency reliabilities for job dimensions, psychological 

states and outcome variables range from 0.59 to 0.78, 0.72 to 0.76, 0.56 to 0.84 

respectively. These reliability coefficient are the median inter item co-relations for 

all JDS items used to score a given variable. 

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

Oldham computed median 'off-diagonal" correlations relating 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 been addressed in detail by Hackman 

and Oldham. They concluded that the variables measured by the JDS generally 

related to one another according to the theory on which the instrument is based. 

(Figure -2.1 Sec-11). The job dimensions and the associated motivating potential 

score related positively to the three critical psychological states. 

3.5. MEASURING INSTRUMENTS 

Motivation is viewed as the amount of effort the salesman desires to expend 

on each of the activities or tasks associated with his job, such as calling on potential 
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new accounts, planning sales presentations, and filling out reports. The model 

assumes that expending effort on each of these activities that expending effort on 

each of these activities will lead to some level of achievement on one or more 

dimensions of job pertormance. Such as total sales volume, profitability of sales, 

new account sales, or quota attainment. It is assumed further that the salesman's 

level of pertonmance on at least some of these dimensions will be evaluated by his 

superiors and will be rewarded with one or more of a variety of rewards, such as 

increased pay, recognition, or advancement. Above mentioned factors have direct 

impact on intrinsic and extrinsic motivation of salespersons. 

So, according to the general tenets of expectancy theory, three constructs were 

developed to measure valence, expectancy and instrumentality components of 

intrinsic and extrinsic motivation of salespersons. As suggested by Walker et al 

(1977), the average magnitude of the salesperson's instrumentality estimates is 

used to measure the instrumentality variable. The instrumentality is salesperson's 

estimate of the probability that achieving an improved level of pertormance on 

pertormance dimension will lead to increased attainment of a particular reward. 

The specific second level outcomes (i.e. results of good pertormance) were obtained 

from previous motivation research (Galbraith and Cummings 1967, Hackman and 

Porter 1968, James et al 1977, Pritchard and Sanders 1973 etc.), and from 

preliminary interviews with salesperson's. There is some question of wheth!lr 

instrumentality estimates should be measured as probabilities or correlations 

(Mitchel-1974). However, because Walker et al (1977) defined instrumentality in 

terms of probability estimates, and because preliminary interviews with 

salesperson's indicated that a question asking the salesperson to provide correlation 

estimates was confusing, instrumentalities are measured as probability estimates 

via a five - point Likert scale. 

Here also measurement of expectancy is important for determination of 

motivation of salesperons. The expectancy is the salesman's estimate of the 

probability that expending a given amount of effort on task will lead to an improved 

level of pertormance on some pertormance dimensions. 

Two measures of expectancy estimates are use here. One measure is the 

James et. al. (1977) expectancy-! scale. Factor analysis by sims et. al. (1977) 

indicated factor stability across different occupational groups and indicated the scale 

is independent of the subject's instrumentality perceptions. The second measure 

of expectancy consist of probability estimates concerning the productivity of a x% 
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increase in selling efforts, ax% increase in time devoted to obtaining new accounts, 

and a x% increase in time devoted to selling activities. 

A modified version of the Hackman and Oldham (1976) feedback from agents 

scale was used to measure organisational Feedback. Preliminary interviews with 

salespersons indicated the domain of organisational feedback included feedback 

from the salesperson's immediate supervisor, company management other than 

the salesperson's immediate supervisor, and other salespersons. Consequently 

items were included in the feedback scale that pertained to these feedback sources. 

A participation scale designed by Hackman and Oldham (1976) was used to 

measure the salesperson's perception of the degree to which he or she is allowed 

to participate in organisational decisions. The original Hackman and Oldham scales 

have demonstrated high validity and reliability among nonselling employees 

(Hackman and Oldham 1974). 

The Six core task variables (Skill variety, task identity, task significance, 

autonomy and feedback from the job and agents) of the Hackman and Oldham(1974). 

Job Diagnostic survey instrument were used to measure the ·salesperson's 

perceptions of the core task variables. The only modification of the measures 

consisted of slight changes in wording based on the results of pretests among 

salespersons. The scales have been shown to have validity and reliability for 

nonselling occupations (Hackman and Oldham 1974). 

The results of research on motivation suggest that motivation has intrinsic and 

extrinsic dimensions (Deci. 1971-1972 james et al1977; Lawler and suttle 1973). 

In addition, studies that have separated second level outcomes into intrinsic (Self 

or task mediated) and extrinsic (externally mediated) dimensions have indicated 

that models using intrinsic second level outcomes are more strongly related to job 

satisfaction and pe.rformance that models using extrinsic second level outcomes 

(Even et. al. 1966, Graen 1969; Mitchell and Albright 1972). Because of this evidence 

of multidimensional nature of the instrumentality construct, factor analysis was 
performed on the instrumentality items. This portion of the research, however, should 

be considered exploratory and caution is necessary in interpreting the factors. The 

reason for caution is that factor analysis performed on a group of items in the early 

stages of scale development tends to produce an excessive number of dimensions 

because of the inclusion of items that do not have a "Common Core" (Churchill-

1979). 
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The factor analysis, in which varimax rotation procedures were used, resulted 

in two factors with Eigen values greater than and equal to one. An Eigenvalue of 

one was used as a cutoff point because on a prior hypotheses about the expected 

number of factors could be developed on the basis of the theoretical or empirical 

study. These two factors accounted for more than 60% of the total variance and 

were relatively easy to interpret. Procedures for interpreting the factors and for 

retaining items for summated scales to represent the Instrumentality and valence 

dimensions consisted of retaining only those items which had a loading of at least 

0.40 on one factor and low loading on all other factors. The resulting valence and 

instrumentality variables were named self-fulfilment, company relationship Co

workers relationships, direct performance recognition and job status and were 

formed via unweighted summation of the items selected for each factor. The valence 

and Instrumentality variables were formed in this manner, rather than by use of 

factor scores, because unweighted summation corresponds more closely to the a 

prior hypotheses which specify the prediction of average valence and 

instrumentalities. 

All though the measures for the task and organisational variables were 

developed in previous research and have been shown to have considerable validity 

and reliability, many of the scale items were modified and new items were added. 

In addition, the items for the constraint variable were developed from the walker. et. 

al. (1977) discussion of performance constraints. Consequently the a priori 

specification of these measures was tested by factor analysing, using varimax 

rotation, the initial items comprising the variables. 

The internal consistency of all the variables was analysed by calculating alpha 

Coefficient. Calculating alpha Coefficients alter factor analysis tends to bias 

upwardly the estimates of the reliability Coefficients because the same date are 

used in both procedures. However, as the reliability Coefficients (Table - 3.1 & 3.2) 

range between 0.54 to 0. 75 of the variables were considered to be appropriate for 

further analysis. 

Least squares multiple regression analysis was used to test the hypotheses. 

The i_ssue of possible interaction effects was examined by creating interaction term 

consisting of the cross-products of selected predictor variables, and using 

hierarchical multiple regression analysis to determine whether the set of interaction 

terms significantly increased the explained variance of the dependent variable 

beyond that explained by the original set of predictor variables. 
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In addition, these statistical test should be made only if the hierarchical F-Iest 

is statistically significant because the F-test is the best indicator of the significance 

of the incremental effect on the dependent variable of the group of variable added 

at the hierarchical level examined. Even when the hierarchical F-test is statistically 

insignificant, variable added to the equation often reduce the power of the statistical 

tests of higher priority variables by increasing the partial regression Coefficient 

standard error and reducing the error degrees of freedom. (Cohen and Cohen 1975, 

P-161). At the end procedures recommended by Johnston (1972) and Farrar and 

Glauber (1967) were used to examine the level of multicollinearity among the 

predictor variables by regressing each explanatory variable on the remaining 

explanatory variable specified in the models. Green and Tull (1978-, P-335) 

recommend cross-validation as the safest procedure for coping with a variety of 

problems in multiple regression, including multicollinearity. So the cross-validation 

procedures were used in this study. 

Three constructs were developed to measure valance, expectancy and 

instrumentality components of intrinsic and extrinsic motivation of salespersons. 

3.6 VALENCE 

As the model outlined in Figure-1.11 Section-1 suggests, the valence or 

desirability in the salesman's mind of improved job performance on any dimension 

is a function of two other variables. 

(i) Instrumentality (I,,) 

(ii) Valence for rewards (vk) 

The salesman's estimate of the probability that 

achieving an improved level of performance on 

performance dimension (J) will lead to increased 

attainment of a particular reward (•). 

Instrumentalities, in other words, are the 

salesman's perceptions of the linkages between 

perfomnance and rewards. 

The salesman's perception of the desirability of 

receiving increased amounts of each of the variety 

of rewards he might attain as a result of improved 

performance. 
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These two variables work to determine the valence of improved performance 

on dimension (i) as suggested in the following proposition. 

" So, Valence for performance (i) ~ 1: V,.l
1
, 

""' 

3.7 REWARD VALENCES AND THEIR ANTECEDENTS 

(i). Satisfaction and Valence 

A salesman's perception of the desirability of attaining an increase in a particular 

rewards depends to a large degree on how satisfied he is with the amount of that 

reward he currently is receiving. Several psychologists have theorised, however, 

that the nature of his relationship between satisfaction and the valence of rewards 

is different for externally and internally mediated rewards. Maslow's theory of a 

need hierarchy, Herzberg's theory of motivation and Alderfer's "existence, 

relatedness, and growth" theory all suggest that lower-order, externally mediated 

rewards are valued most highly by workers who currently are dissatisfied with their 

attainment of those rewards. In other words, the more dissatisfied a salesman is 

with his current pay, job security, amount of recognition, and other such rewards 

related to his lower-order needs, the higher the valence he will attach to attaining 

increases in these rewards. In contrast, as the salesman becomes more satisfied 

with his attainment of externally mediated rewards, the value to him of further 

increases in those rewards will decline. 

The theories of Maslow, Herzberg and Alderfer further suggest that internally 

mediated rewards will not be valued highly by a salesman until he is relatively 

satisfied with his externally mediated rewards. In other words, the greater the 

salesman's satisfaction with his externally mediated rewards, the higher the valence 

of increased attainment of internally mediated rewards . 
. 

Perhaps the most controversial aspect of Maslow's and Alderfer's theories is 

the proposition that internally mediated rewards - such as feeling of self-fulfilment, 

personal growth, career development, and the like- have increasing marginal utility. 

The more satisfied a salesman is with the internally mediated rewards he is receiving 

from his job, the higher the value he will place on further increases in those rewards. 
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(ii). Other personal and organisational antecedents of Valence. 

A salesman's valence for various rewards is likely to be influenced by his 

personal characteristics and those of the company he works for. Many of these 
antecedent variables, however, may affect the salesman's valence largely bacause 

of their impact on his current satisfaction with his rewards. Some of the antecedent 
Variables of worker's Valence for pay have been identified empirically in the 

industrial psychological literature (lawler E.E.III, 1971, Page 46-59). Unfortunately 
little empirical information is available concerning variables that might affect a 

salesman's valence for other kinds of rewards. 

Research in other occupations does suggest that relatively highly paid workers 

tend to be more satisfied with their pay and therefore to have a lower valence for 

further increases in pay. Because pay is a major externally mediated reward, and 

because pay can be instrumental for attaining other external rewards such as 

feelings of security and recognition, it is reasonable to expect that salesperson 
who are relatively highly paid will have lower valences for externally mediated 

rewards than those receiving relatively low pay. Also because highly paid 

salesperson's are likely to be more satisfied with their externally mediated rewards, 

their valences for internally mediated rewards are likely to be higher. (Walker, 

Churchill & Ford - 1977). 

Although it may not always be valid, the assumption often is made that Older, 

more experienced salesmen obtain higher levels of externally mediated rewards 

(e.g. higher pay, a better territory) than newer members of the salesforce. If this 
assumption is correct, more experienced salesman should be more satisfied with 

their external rewards. Consequently, they also should have lower valences for 
externally mediated rewards and higher Valence for externally mediated rewards 

than less experienced salesmen. 

A salesman's satisfaction with his current level of externally mediated rewards 

is also likely to be influenced by the demands and responsibilities he must satisfy 

with those rewards. The salesman with a large family to support, for example, is 

less likely to be satisfied with any given level of external rewards than the unmarried 

salesman. Consequently, the larger the number of family members a salesman must 

support, the higher his valence for more externally mediated rewards and the lower 

his valence for internally mediated rewards. 

Some research suggests that several organisational characteristics also have 

an impact on the salesman's satisfaction with the rewards he obtains from his job. 
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(Walker, Churchill and Ford- 1976). Therefore these organisational factors are also 

likely to affect his valence for rewards. Specifically salesman who are relatively 

closely supervised and who feel they have in determining the standards by which 

they are supervised and evaluated are more satisfied with both their externally and 

internally mediated rewards. Such salesmen consequently are likely to have lower 

valences for external rewards and higher valence for internal rewards. 

So all the foregoing hypotheses concerning the antecedents of a salesman's 

valence for rewards are considered in the time of collection of data. The 

questionnaire was pretested and personal interviews were conducted with the sales 

persons of L.J.C.I. and E.I.P.W.L. to obtain a list of salient job outcomes. In all, twelve 

salient outcomes (rewards) were selected alter interviewing salesperson's, of these, 

six were intrinsic outcomes and six were extrinsic outcomes. Table-3.3 and 3.4 

A thermometer scale was used to measure valence in terms of the amount of 

additional satisfaction salespersons receive from a specific increase in a number 

of rewards. This scale has been recommended by Churchill. Ford and walker 

(1979a) for valence measurement, as it is able to provide valence scores that 

approximate interval scale data. 

TABLE- 3.3 
SALIENT OUTCOMES (INTRINSIC REWARDS) 

JOB OUTCOMES 

Feeling of being respected by supervisor I M 

Feeling of job security N 0 

Feeling of freedom T T 

Feeling of being respected by fellow salespersons R I 

Earning level I v 
Special awards and recognition N A 

s T 

I I 

c 0 
N 
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TABLE- 3.4 

SALIENT OUTCOMES (EXTRINSIC REWARDS) 

JOB OUTCOMES 

E M 
Feeling accomplishment X 0 
Personal growth and career development T T 
Feeling of stimulation and challenging R I 
Feeling of creation and imagination I v 
Feeling of innovation N A 
Loyalty to the organisation s T 

I I 

c 0 
N 

3.8 EXPECTANCY 

Expectancies are the salesman's perceptions oOhe linkages between the effort 

he expends on various activities and the resulting level of performance he will 

achieve on various performance dimensions. The concept of expectancy can be 

illustrated by a statement such as : "If I increase my calls on potential new accounts 

by 10% (effort), then there is a 50% chance (Expectancy) that my volume of new 

account sales will increase by 10% during the next six months (performance level). 

From a managerial viewpoint, a salesperson's, expectancies can be evaluated on 

two dimensions their magnitude and their accuracy. 

(i). Magnitude of expectancies 

The magnitude of a salesman's expectancy estimates indicates the degree to 

which he believes that the effort he expends on job activities has an effect on his 

ultimate level of performance. In other words, these estimates reflect the salesman's 

perceptions of his ability to control or influence his own level of job performance. 

The individual characteristic that may influence the size of a salesman's 

expectancies is his experience on the job. As a salesman gains experience he has 

the opportunity to improve both his skills and his confidence in his ability to perform 

his job successfully. The relationship between experience and the magnitude of 

expectancies, therefore, is hypothesised to be a positive one. 

A salesman's perceptions of the linkages between effort and performance are 
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also likely to be influenced by characteristic of the market environment in which he 

works. His perceptions of general economic conditions, the potential of his territory, 

the strength of the competition from other firms, and restrictions on product 

availability due to raw material shortages are all likely to affect the salesman's 

feelings concerning how much his sales performance can be improved by simply 

increasing his efforts. All the environmental factors that might be relevant are not 

identified here; but the general relationship between environmental conditions and 

expectancies can be summarised by saying that the greater the environmental 

constraints a salesman sees as restricting his performance, the lower his expectancy 

estimates will be. 

(ii). Accuracy of Expectancies 

It is possible for a salesman to misjudge the true relationship between effort 

expended on a particular task and the resulting performance level achieved on 

some performance dimension. When this happens the salesman will misallocate 

his efforts. He will spend too much time and energy on activities that have relatively 

little impact on performance and not enough effort on activities with a greater impact. 

Some of the salesman's perceptions of the relationship between effort and 

performance are learned as a result of his experiences on the job. As the salesman 

gains more experience, his expectancy estimates are likely to become more 

accurate. 

A salesman's expectancies are influenced also by his perceptions of the role 

demands of his company superiors and his customers. When they communicate 

their role demands, these role partners are essentially telling the salesman that he 

should engage in certain activities in order to achieve a desired level of performance. 

If the salesman inaccurately perceives his role partners' demands, however, he 

may misjudge the relationships between effort and performance. Also, if the 

salesman feels, his role partners' demands are ambiguous or conflicting, he may 

be uncertain about the linkages between effort and performance and his expectancy 

estimates are more likely to be inaccurate. 

In most of the industrial psychology study concerning work expectancies it is 

assumed that a worker's immediate superior is likely to perceive more accurately 

the linkages between effort and performance in the workers job than the workers 
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himself. Supervisors' expectancy estimates, in other words, are often used as the 

criteria for judging the accuracy of workers' expectancies. 

Many industrial salesmen undoubtedly would argue with this assumption. 

Salesman frequently complain that their superiors have an unrealistic view of 

conditions in the field and that they do not realise what is necessary to make a 

sales. In the absence of any empirical evidence, however it is hypothesized that 

sales supervisors, by virtue of their experience, are likely to perceive accurately 

the linkages between sales effort and pertormance. Consequently, the more closely 

a sales manager supervises his salesmen and guides their efforts, the more likely 

it is that those salesmen will hold accurate expectancies. 

So, all of the foregoing hypotheses concerning the variables that influence the 

magnitude and accuracy of salesmen's expectancies are considered in the time of 

collection of data. The expectancy measure is treated as a undimensional construct. 

That is, it is used as a probability with values ranging from 0.00 to 1.00 (Mitchell 

1973; vroom 1964). Although Vroom has suggested that instrumentality may range 

from(+) 1.00 to (-)1.00, it can also be viewed as a probability ranging from 0.0 to 

1.0 if the blocking of pertormance and pertormance attainment are seen as mutually 

exclusive outcomes and treated separately (Oliver 1973). Three items were used 

to me.asure expectancy in the hope of obtaining a more reliable measure than 

could be obtained by using only one item. These three items were in the chances 

in 10 format and asked salespersons to indicate the probability (chances in 10) for 

the statement: (detail in appendix) 

If you worked hard - it will lead to - high productivity 

If you worked hard- it will lead to- good job pertormance 

If you worked hard- it will lead to- completing work on time. 

Since the multiple correlation for these items was significantly high (R' = 0.72), 

all three items were combined to obtain an expectancy measure. 
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TABLE- 3.5 

FACTOR ANALYSIS FOR THE VALENCE AND INSTRUMENTALITY ITEMS 

( L.I.C.I"S Salespersons ) 
(n=115) 

Intrinsic Extrinsic 
JOB OUTCOMES Valence Instrumentality Valence Instrumentality 

Fl F2 F3 F4 

High respect and fair treatment - - -- 0.45 0.56 0.76 0.72 
Great Job secunty------------ 0.52 0.40 0.75 0.81 
Chance to exercise independent thought and action - 0.32 0.20 0.86 0.79 
Very friendly co-worker- -- 0.42 0.34 0.60 0.51 
High salary and good fringed benefits ------ 0.49 0.37 0.88 0.81 
Quick Promotions and rewards-------- 0.48 0.34 0.79 0.87 
A sense of worthwhile accomplishment------- 0.86 0.73 0.40 0.28 
Opportunities for personal growth and development- 0.88 0.86 0.45 0.38 
Stimulating and challenging work------ 0.84 0.73 0.51 0.59 
Opportunities to be creative and Imaginative in Job- 0.73 0.85 0.49 0.40 
Opportunities to be Leam new things from work---· 0.83 0.73 0.50 0.48 
Sense for loyalty to the organisation ----- 0.75 0.79 0.54 0.49 

TABLE- 3.6 
FACTOR ANALYSIS FOR THE VALENCE AND INSTRUMENTALITY ITEMS 

( E.I.P.W.L. Salespersons) 
( n = 60) 

Intrinsic Extrinsic 
JOB OUTCOMES Valence Instrumentality Valence Instrumentality 

Ft F2 F3 F4 

High respect and fair treatment 0.52 0.61 0.74 0.87 
Great job security 0.58 0.49 0.86 0.81 
Chance to exercise independent thought and action 0.38 0.34 0.88 0.87 
Very friendly co-worker.; 0.54 0.39 0.67 0.62 
High salary and good fringed benefits 0.48 0.52 0.92 0.86 
Quick promotion and rewards 0.49 0.46 0.90 0.87 
A sense of worthwhile accomplishment 0.87 0.79 0.45 0.40 
Opportunities for pe!SOnal growth and development 0.94 0.88 0.52 0.49 
Stimulating and challenging work 0.88 0.76 0.88 0.59 
Opportunities to be creative and imaginative in job 0.80 0.88 0.49 0.55 
Opportunities to be leam new things from my work 0.86 0.79 0.53 0.59 
Sense for loyalty to the organisation 0.79 0.84 0.55 0.60 
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3.9 INSTRUMENTALITY 

Like expectancies, instrumentalities are probability estimates made by the 

salesman. An instrumentality is the salesman's estimate of the probability that a 

given improvement in performance on some performance dimension will lead to 

his attainment of a specific increase in the amount of a particular reward. These 

probability estimates can be evaluated on two dimensions, their magnitude and 

their accuracy. 

(i). MAGNITUDE OF INSTRUMENTALITIES 

One organisational variable that obviously has an impact on the magnitude of 

at least some of a salesman's instrumentality estimates is the compensation plan 

of his firm. A salesman who is compensated largely or entirely by commission is 

likely to perceive a greater probability of attaining more pay if he improves 

performance on t~ose dimensions directly related to total sales volume than the 

salesman who is compensated by straight salary. In contrast, the salaried salesman 

is more likely to perceive a greater probability of receiving increased pay for 

improving his performance on dimensions not directly related to short -.term sales 

volume (e.g. new account generation, reduction of selling expenses etc.) than the 

salesman on straight commission. 

It must be noted, however, that the salesman may be rewarded with many things 

other than pay, such as promotion, recognition and feelings of accomplishment. 

The salesman may value these other rewards more highly than an increase in pay. 

In any case, the company's compensation plan is unlikely to have any effect on the 

salesman's perceptions concerning the linkages between performance and these 

nonfinancial rewards. Therefore, a compensation plan by itself is inadequate for 

explaining difference in motivation across salesman. 

Several theorists in industrial psychology suggest that some personal 

characteristics of the salesman also may influence the magnitude of his 

instrumentality estimates. Both Rotter J. B. (1966) and lawler (1971) argue that 

one psychological characteristic which influences instrumentality is the individual's 

perception of whether he has internal control over the events in his life or whether 

those events are determined by external forces beyond his control. Specifically, 

the greater the degree to which a salesman believes he has internal control over 

his life, the more likely he is to feel that an improvement in his performance will 
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result in the attainment of more rewards. 

Rotter's (1966) work also suggests that intelligence is related positively to 

feelings to internal control, although the relationship may not be a causal one. 

Therefore, more intelligent salesman may have larger average instrumentality 

estimates than less intelligent salesman. 

(ii). ACCURACY OF INSTRUMENTALITIES 

The true linkages between performance on various dimensions and the 

resulting attainment of rewards in a firm are determined by management practices 

and policies concerning how sales performance is evaluated and what types and 

amount of rewards are conferred for various level of performance. Obviously, these 

policies and practices may be misperceived by the salesman. As a result, he may 

concentrate on improving his performance in areas that are relatively unimportant 

to management, and he ultimately may become disillusioned with his ability to attain 

desired rewards from his company. 

The salesman's job experience and several organisational characteristics are 

likely to have an impact on the accuracy of the salesman's instrumentalities. The 

longer a salesman is on the job, for example, the more opportunities he has to 

learn how performance is evaluated and rewarded in his firm and the more accurate 

his instrumentality estimates are likely to be. 

The supervisory style of his superiors also will help to determine how accurately 

the salesman perceives the linkage between performance and rewards. The more 

closely he is supervised and the more influence he has in determining the standards 

by which he is evaluated and rewarded, the more likely his instrumentality 

perceptions are to be correct. 

So, all of the foregoing hypotheses concerning the antecedents of both the 

magnitude and accuracy of salesman's instrumentality estimates are considered in 

the time of collection of data. 

Collected data items of instrumentality also were phrased in terms of subjective 

probabilities. Respondents were asked to estimate the chances in 1 0 that a 'good 

job performance" would lead to attainment of each of the 12 job out comes listed in 

table ·3.5 & 3.6. 
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All these measures are in line with the recent practices of measuring valence, 

instrumentality and expectancy components [Arvey (1972) Dachler and Mobley 

(1973) Holstrong and Beach (1973), Lawler and Suttle 1981; Leon 1981; Mitchell 

and Pollard 1973; Oliver 1973; Peters 977; Pritchard and Sanders 1973, Turney 

1974] and have been shown to demonstrate criteria of both reliability and validity. 

Valence and corresponding instrumentality items were subjected to a factor 

analysis using a varimax rotation. Components with EIGEN values 2: 1.0 were 

rotated. Two major factors, including intrinsic and extrinsic job outcomes, emerged 

for both valence and instrumentality. These factors were named "intrinsic 

instrumentality"; nextrinsic instrumentality~' "intrinsic valence" and "extrinsic 

valence". The factor analysis validated the appropriateness of initial sel.ection of 

intrinsic and extrinsic outcomes to tap the variance corresponding to intrinsic/ 

extrinsic valences of instrumentalities. A high degree of similarity was found between 

the valence and instrumentality components. That is, each of the 12 outcomes had 

a strong tendency to load on similarly designated factors for both valence and 

instrumentality items (Table-3.5 and 3.6). And also these measurement techniques 

are consistent with recent practices of measuring valence, instrumentality and 

expectancy items (Churchill, Ford and Walker 1979, Oliver 1974 and P.K. Tyagi -

1982). While selecting a particular rotational method in similar studies, a varimax 

rotation is employed by the researchers to get a meaningful factor structure matrix. 

In the subsequent section, a brief note on the varimax rotation method is discussed. 

3.10 VARIMAX ROTATION 

Two major factors, including intrinsic and extrinsic job outcomes, emerged for 

both valence and instrumentality. These factors were name "intrinsic instrumentality" 

(1
1
.,), "extrinsic instrumentality" (1

1
,,) "intrinsic valence" (V"), and "extrinsic valence" 

(V" ). A factor analysis using a varimax rotation was performed on valence and 

instrumentality product terms (V, I 
1
,) to examine the appropriateness of intrinsic 

and extrinsic job outcomes selection and to compute intrinsic I extrinsic motivation. 

By and large, the factor analysis supported the initial selection of job outcomes 

and the appropriateness of intrinsic I extrinsic motivation dichotomy (table 3. 7 & 

3.8). Intrinsic and extrinsic valence and instrumentality product terms (V .11" ), along 

with the expectancy measure, were substituted in equation i.e. 
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1. Intrinsic Motivation ( M,) ~ [ E
1 

2. Extrinsic, Motivation ( M,) ~ [ E1 

n, 
p; v .. 1..,)] 
k~1 I 

to measure intrinsic and extrinsic motivation of salespersons. 

To examine the appropriateness of intrinsic and extrinsic motivation dichotomy, 

a factor analysis using a varimax rotation was pertormed on v, 11, product terms. As 

a result, two major factor emerged. One factor included six intrinsic product terms 

(v, 1,.), and the included five extrinsic product terms (v .. l1,,). The product term related 
to "very friendly to co-workers" did not load on any of the factors. It was not 

considered for the computation of intrinsic or extrinsic motivation. By and large, 

the factor analysis supported the initial selection of intrinsic and extrinsic out comes 
and the appropriateness of intrinsic and extrinsic motivation dichotomy. (Table- 3. 7 

and 3.8). 

TABLE- 3.7 

FACTOR ANALYSIS FOR INTRINSIC AND 
EXTRINSIC MOTIVATIONAL COMPONENTS (FOR L.I.C.I SALESPERSONS) 

JOB OUT COMES v ld ljkl v klljke 

High respect and fair treatment from my supervisor 0.25 0.55 

Great Job Security. 0.21 0.61 

Chance to exercise independent thought and action in my job 0.06 0.68 

Very friendly Co-work 0.14 0.31 

High salary and good fringed benefits 0.18 0.71 

Quick promotions and rewards 0.16 0.69 

A sense of worthwhile !!CComplishment in my work 0.63 0.11 

Opportunities for personal growth and development in my job 0.76 0.17 

Stimulating and challenging work 0.61 0.30 

Opportunities to be creative imaginative in my work 0.62 0.20 

Opportunities to be learn new things from my work 0.61 0.24 

Sense for loyalty to the organisation 0.59 0.26 
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TABLE -3.8 

FACTOR ANALYSIS FOR INTRINSIC AND EXTRINSIC MOTIVATIONAL 

COMPONENTS [FOR E.I.P.W.L'S SALESPERSON] 

JOB OUT COMES vkl 1Jkl v .. ~~ .. 

High respect and treatment from my supervisor 0.32 0.64 

Great job security 0.28 0.70 

Chance to exercise independent thought and action in my job 0.13 0.77 

Very friendly co-works 0.21 0.40 

High salary and good fringed benefits 0.25 0.79 

Quick promotions and rewards 0.23 0.78 

A sense of worthwhile accomplishment in my work 0.69 0.18 

Opportunities for personal growth and development in my job 0.83 0 .. 25 

Stimulating and challenging work 0.67 0.39 

Opportunities to be creative and imaginative in my work 0.69 0.27 

opportunities to be things from my work 0.68 0.31 

sense for loya~y to the organisation 0.66 0.33 

3.11 MULTICOLLINEARITY ANALYSIS 

In order to ensure that there is no significant overlap between predictor variables 

multicollinearity was examined by constructing a pairwised co-relations matrix 

including all predictor and criterion variables [Table - 3.9 and 3.1 0]. Inter correlations 

indicate only a minor level of multicollinearity among job dimensions and leadership 

characteristics. In general, correlations in the matrix indicate a relative independence 

or little overlap among variables. 
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TABLE- 3.9 

PAIRWISE CORRELATION MATRIX FOR 

Var~bles sv 
JOBOIMEJISION 

Job skiH variety (SV) 

Task identity {TI) 0.2'c 

Task signiftcant (TS) 0.35• 

Job autonomy (JAJ 1-10.15" 

Job feedback (JFJ 0.16 

Agents feedback (A f) 0.12 

lEADERSHIP CHARACTERISTICS 

Leader trust and support(LT) 0.13 

leader goal emphasis (GEl ·0.08 
Interaction and facilitation(IF) 0.10 

Psychological influence {PI) 

Hierarchical influence !HI) 

OUTCOMES VARIABlES 

Intrinsic motivation (IM) 

Extrinsic motivation (EM) 

Performance (pf) 

ap<.001 
bP<.01 
cp<.OS 

·0.14 

0.11 

0.51" 

0.15 

0.47• 

PREDICTOR VARIABLE (L.I.C.I.l 

n TS JA Jf Af lT GE If PI 

0.1 

0.08 0.17" 

0.06 0.11 ·0.12 

·0.15 ·0.05 0.02 0.18' 

0.08 0.13 0.06 0.16 0.12 

·0.10 0.20' 0.03 0.24- 0.04 0.15 

0.06 ·0.15 0.01 0.30• 0.10 0.12 0.17• 

·0.12 0.18' 0.08 0.17 0.04 0.19' 0.15 0.17 1 

0.15 0.02 0.16 0.20" 0.11 0.16 0.07 0.20' 0.22' 

0.10 0.34" 0.39• 0.26~ 0.17 0.17 0.13 0.18 0.25· 

0.18 0.09 0.16 o.za• 0.15 0.34• 0.12 0.47" 0.36" 

0.09 0.25b 0.45" 0.37- 0.13 0.24• 0.16 0.44• 0.32• 
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TABLE- 3.10 

PAIRWISE CORRELATION MATRIX FOR 

PREDICTOR VARIABLE (E.I.P.W.L) 

Variables sv Tl TS JA JF .. LT GE IF 

JOB DIMENSION 

Job skm variety (SVJ 

Task identity {Tl) 0.23' 

Task significant (TS) 0.40' 0.14 

Job autonomy (JAJ -0.19' 0.12 0.21' 

Job feedback (JF) 0.20 0.10 0.15 -0.16 

Agents feedback (Af) 0.15 1-)0.13 -0.08 0.04 0.22' 

LEADERSHIP CHARACTERISTIC 

leader trust and support (l T) 0.16 0.12 0.17 0.10 0.20 0.16 

leader goal emphasis (GEJ 0.11 (·)0.14 0.24' 0.05 0.28~ 0.08 0.19 

Interaction and facilitation (If) 0.14 0.10 0.19 -0.03 0.32' 0.14 0.16 0.21• 

Psychological influence (PI) 0.18 .(}.16 0.22' 0.12 0.21 0.08 0.23• 0.15 0.21 

Hierarchical influence (HI) 0.15 0.21 0.06 0.20 0.25• 0.15 0.20 0.11 0.23' 

OUTCOMES VARIABLES 

Intrinsic motivation UMJ 0.53a 0.14 0.37a 0.41' 0.30' 0.21 0.21 0.17 0.22 

£xbinsic motivation (EM) 0.18 0.21 0.13 0.20 0.32' 0.19 0.38• 0.16 0.51' 

Performanct (pfl 0.49' 0.12 0.30b 0.47' 0.41a 0.17 0.28• 0.20 0.36• 

ap<.001 
bP<.01 
cp<.05 
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The highest intercorrelation among explanatory variables is between Job 

Autonomy and Job skill variety (i,e r of E:I:P.W.L =- 0.19, and r for L.I.C.I = -0.15 

where P< 0.001 ). This finding is not surprising, because in a situation where 

management of both the organisation are not giving much freedom or Autonomy to 

the salespersons for taking decision about the sales policy , which created some 

adverse reaction on silk variety of the job dimensions. All other inter correlations 

among predictor variables and among criterion variables are of relatively small 

magnitude. Overall, the pairwise correlation matrix indicates relatively little 

multicollinearity among independent and dependent variables. 

3.12 WORK PERFORMANCE 

Salesperson performance was measured using a self report method. Such an 

approach to measure salesperson performance has been used in previous sales 

management studies (Churchill, Ford and Walker 1979, Oliver 197 4, 1979). Under 

similar circumstances salespeople were first asked to recall performance goals 

set for previous years for various types of product. They were then asked to indicate 

whether they fell short by x% or exceeded by x% their sales volume goals. Thus, 

this process provided ratio scale data for work performance. The data were collected 

about a month after the previous sales year had expired. However, it would be 

desirable for future studies to employ both objectives and subjective measure of 

performance for validation purposes. Objective performance measure may include 

actual sales data or at a minimum, supervisor evaluations of each salespersons 

performance (Churchill, Ford and Walker 1979, Oliver 1979). 

3.13 REGRESSION EQUATIONS 

HYPOTHESIS 1·3 CAN BE SUMMARISED CONVENIENTLY IN TERMS OF 
THE FOLLOWING REGRESSION EQUATIONS 

lntnnsic motivation (1M) • ~" + ~" SV + ~. Tl + ~" TS + ~" JA + ~" JF + ~" AF + e, -(4) 

Extrinsic motivation (EM) • ~" + ~,LT + ~" GE + ~" JF + ~" PI + ~" HI + e,----(5) 

Work performance • ~~ + ~" IM +~"EM+ e, a (6) 

• 

N: 8:- Equation 1,2 and 3 are discussed in the previous chapter i,e, chapter-fl. Section 2.5 
• 
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Where ~. are known parameters to be estimated.E is a disturbance term. 

Equation -4 states that intrinsic motivation is a function of the key job dimensions 
identified in hypothesis- 1. Equation -5 suggests that extrinsic motivation is affected 

by the leadership characteristics identified in hypothesis- 2. Finally, equation- 6 
posits that salespersons work performance is influenced by his/her intrinsic and 
extrinsic motivation. 

3.14 JOB DIMENSIONS, MOTIVATION, AND PERFORMANCE 

Regression analysis was performed to examine the influence of key job 

dimensions on salespersons intrinsic and extrinsic motivation and performance 

(Table- 3.11 and 3.12 ). Result were generally supportive of Hypothesis-1. which 

maintains that key job dimensions produce substantial influence on intrinsic 

motivation of sales persons of L.I.C.I. and E.I.PW.L. Variable skill variety showed 

the maximum influence on intrinsic motivation. While task identity showed at least, 

non significant impact. However, nonsignificant influence of task identity should be 

examined with some caution. Because• the degree to which the job requires 

completion of a 'whole' and identifiable piece of work. It may -not have varied 

significantly among salespersons. Results indicate that job dimensions were 

relatively more instrumental in affecting intrinsic motivation of salespersons (for 

L.I.C.I., R' =0.45 and for E.I.P.W.L, R' = 0.49) as compared to their extrinsic 

motivation (for L.I.C.I, R'=0.16 and for E.I.P.W.L, R' = 0.19). Job characteristics 

may be relatively more influential in affecting intrinsic motivation of salespersons. 
Result also show that job dimensions produced significant impact on salespersons 

performance of Life Insurance Corporation Of India (Govt. Sector) and East India 

Pharmaceutical works Ltd. (private Sector)- (for L.I.C.I., R' = 0.34 and for E.I.P.W.L, 

R' = 0.42). Autonomy and Feedback were quite instrumental affecting sales 

performance. This indicates that salespersons of both the company prefer and work 

more effectively in autonomous job environments and also use the feedback 

provided by the job to improve their performance. The feedback from salespersons 

did not seem to affect performance significantly. This may be due to the fact that 

salespersons usually do not operate in groups and consequently, receive little 
feedback from their peers. 
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TABLE- 3.11 

REGRESSION RESULT FOR JOB DIMENSIONS 
AS PREDICTOR VARIABLES [FOR L.I.C.I SALESPERSONS]. 

JOB DIMENSIONS INTRINSIC MOTIVATION EXTRINSIC MOTIVATION PERFORMANCE. 

~ T SignilicaoCe ~ < Significance ~ < Significance 
Level Level Level 

Job skiU variety 0.40 4.20 0.01 0.09 1.03 NS 0.37 4.12 0.01 
Task idenlily 0.09 0.92 Ns 0.12 1.10 NS 0.04 0.51 Ns 
Task significance 0.26 2.40 0.01 0.05 0.70 NS 0.18 2.81 0.05 
·Job autonomy 0.34 3.70 0.01 0.14 1.45 NS 0.36 4.03 0.01 

Job feedback 0.20 2.32 0.05 0.24 2.25 O.Q1 0.33 3.48 0.01 

Agents feedback 0.14 1.45 NS 0.13 1.30 NS 0.09 1.02 NS 

Adjusted R2=0.45 j>, =0 334 ' . Adjusted R'=0.16. 'P;=o.120 Adjusted R'=0.34.'fl,'=0.25' 
F-value=7.71 F-value = 2.57 F-value =5.14 

TABLE- 3.12 
REGRESSION RESULTS FOR JOB DIMENSIONS AS PREDICTOR VARIABLE 

[ FOR E.I.P. W.L 'S SALESPERSONS ] 

JOB DIMENSIONS INTRINSIC MOTIVATION EXTRINSIC MOTIVATION PERFORMANCE. 

~ < Significance ~ T Significance ~ T Significance 
Level Level Level 

Job skill variety 0.48 4.86 0.01 0.17 1.19 NS 0.45 4.28 0.01 

Taskidenlily 0.15 1.01 Ns 0.20 1.26 NS 0.12 0.67 Ns 
Task significance 0.34 2.58 O.Q1 0.13 0.80 NS 0.26 2.97 0.05 

Job autonomy 0.42 3.88 0.01 0.22 1.60 NS 0.42 4.19 0.01 

Job feedback 0.28 2.48 0.05 0.32 2.41 0.01 0.41 3.66 0.01 
Agents feedback 0.22 1.60 NS 0.21 1.46 NS 0.17 1.18 NS 

Adjusted R2=0.49 ~' =0.493 Adjusted R2 =0.19. Adjusted R1::0.42. 

F-value = 8.96 ~' =0.144 ~' =0.482 
F-value = 2.57 F-value =8.80 

3.15 LEADERSHIP BEHAVIOUR, MOTIVATION AND PERFORMANCE 

Again, regression analysis was performed to examine the influence of 

leadership behaviour on salesperson's intrinsic and extrinsic motivation and 

performance. Consistent with hypothesis 2, regression results (Table-3.13 & 3.14 ) 

indicate that leadership characteristics have significant influence on salesperson 

extrinsic motivation for both the cases of L.I.C.I. and E.I.P.W.L Salesperson. (For 
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L.I.C.I. R'=0.32 and E.I.P.W.L, R' = 0.40). Hierarchical influence was shown to 
produce the greatest impact on extrinsic motivation (For L.I.C.I. it is 0.32 and for 
E.I.P.W.L, 0.39). This indicated salespersons beliefs that, to the extent their 
supervisors are able to get management to recognise their problems and successes, 
the greater the likelihood that extrinsic rewards (bonus, commission, promotion to 
a better territory) will be obtained. But it was not instrumental for creating influence 
on intrinsic motivation (For L.I.C.I.=0.02 and E.I.P.W.L =0.06) Leader goal emphasis 
did not significantly influence either extrinsic or intrinsic motivation. This may partly 
be explained by salespersons preference for job autonomy. When salespersons 
desire autonomy, they may not want their supervisors to set their goals or standards 
of perfonmance. As is evident from the results, only psychological influence slightly 
affected intrinsic and extrinsic motivation, indicating that when salespeople feel 
their ideas are sought by their supervisors, perceived meaningfulness of the work 
increases. 

The results, which is consistent with earlier discussion, also indicate that 
leadership characteristics are relatively more effective in influencing salespersons 
extrinsic motivation (R' for L.I.C.I.= 0.32 and R' for E.I.P.W.L = 0.40) as compared 
to their intrinsic motivation (R' for L.I.C.I.= 0.14 and R' for E.I.P.W.L = 0.18). 
Additionally, the impact of leadership characteristics on salesperson performance 
as only moderate (R' for L.I.C.I.= 0.25 and R' for E.I.P.W.L = 0.30 as compared toR' 
for L.I.C.I = 0.34 and R' for E.I.P.W.L = 0.42 for job dimensions respectively). 
Indicating the leadership behaviour in sales job environment may not be as effective 
as key job dimensions. 

TABLE- 3.13 

REGRESSION RESULTS FOR LEADERSHIP CHARACTERISTICS AS 
PREDICTOR VARIABLE [ FOR L I C I SALESPERSONS) .. .. . 

LEADERSHIP INTRINSIC MOTIVATION EXTRINSIC MOTIVATION PERFORMANCE. 
CHARACTERISTICS 

~ " Significance ~ " Significance ~ " Significance 
level level Level 

Leader trust and support 0.15 1.64 NS 0.23 2.25 0.01 0.19 2.9 0.05 
Leader good emphasis 0.08 0.98 NS 0.04 0.45 NS 0.09 1.1 NS 
lnteractloo and facilitation 0.13 1.35 NS 0.31 3.62 0.01 0.28 3.3 0.01 
Psychological influence 0.20 2.43 0.05 0.21 2.28 0.05 0.21 2.32 0.05 
Hierarchical influence 0.02 2.24 NS 0.32 3.50 0.01 0.30 3.12 0.01 

Adjusted R'=0.14 
A 
P.' =0.121 Adjusted R' = 0.32 Adjusted R' = 0.25 

A A 
F·value = 1.96 P,' =0.242 P 2 =0134 ' . 

F·value = 5.09 F·value = 4.13 
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TABLE- 3.14 

REGRESSION RESULTS FOR LEADERSHIP CHARACTERISTICS AS 
PREDICTOR VARIABLE [FOR E.I.P.W.L'S SALESPERSONS]. 

LEADERSHIP INTRINSIC MOTIVATION EXTRINSIC MOTIVATION PERFORMANCE. 
CHARACTERISTICS 

~ < Significance ~ < SignifK:ance ~ ' Significance 
level Level Level 

Leader trust and support 0.2 1.66 liS 0.28 2.39 0.01 0.23 3.03 0.05 
Leader good emphas~ 0.12 1.1 Ns 0.09 0.53. NS 0.14 1.2tl Ns 
Interaction and facifitatioo 0.18 1.62 ns 0.37 3.74 0.01 0.34 3.57 O.D1 
Psydlc'Aogical influence 0.25 2.74 0.05 0.26 2.4 0.05 0.26 2.40 0.05 
Hierarchical influence 0.06 0.38 ns o,J9 3.82 0.01 0.35 3.28 0.01 

A 
Adjusted R2= 0.18 Pc2 =0.132 Adjus1ed R' = 0.40 Adjusted R2 = 0.30 

F-value = 2.38 ~ 2 =0384 ' . i'• =0235 ' . 
F-value = 8.38 F·value = 4.89 

3.16 INTRINSIC I EXTRINSIC MOTIVATION AND PERFORMANCE 

Consistent of the hypothesis 3 regression results indicate that both intrinsic 

and extrinsic motivation had strong influence on salesperson work performance lor 

L.I.C.I. R' = 0.45 and lor E.I.P.W.L. R' = 0.49. Intrinsic motivation, as compared to 

extrinsic motivation, was shown to produce a relatively greater impact on work 

performance (Table- 3.15 & 3.16). 

Since key job dimensions are more effective in enhancing intrinsic motivation, 

redesigning jobs along these job characteristics may be viewed as an important 

strategy to improve salespersons performance. Unknowingly Indian salespersons 

react similar to the salespersons of United State of America. These results are 

consistent with a number of previous studies in U.S.A (Hackman 1977, Hackman 

and Oldham 1975). Where intrinsic motivation was shown to be a more important 

factor than extrinsic motivation in increasing employee performance. 
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TABLE- 3.15 

REGRESSION RESULTS FOR RELATIONSHIPS BETWEEN INTRINSIC I 
EXTRINSIC MOTIVATION AND WORK PERFORMANCE 

[For L.I.C.I. Salesperson's]. 

MOTIVATION 
PERFORMANCE 

~ < Significance Level. 

Intrinsic motivation 0.48 5.28 O.o1 

Extrinsic motivation 0.32 3.72 O.Q1 
A 

Adjusted R'= 0.45 Po'= 0.334 
F- Value = 7. 71 P<.001 

TABLE- 3.16 

REGRESSION RESULTS FOR RELATIONSHIPS BETWEEN INTRINSIC I 
EXTRINSIC MOTIVATION AND WORK PERFORMANCE 

[For E.I.P.W.L'S Salesperson's]. 

MOTIVATION PERFORMANCE 

~ < Significance Level. 

Intrinsic motivation 0.52 5.32 0,01 

Extrinsic motivation 0.36 3.77 O.o1 
A 

Adjusted R'= 0.49 Po'= 0.493 
F- Value= 8.96 P<.001 

3.17 INTERNAL WORK MOTIVATION, GENERAL JOB AND GROWTH 

SATISFACTION 

Consistent with hypothesis - 4 the highly significant correlation between work 

out comes and both job characteristics and psychological states supply evidence 

to the concept that job related factor impact upon the satisfaction and motivation of 

salespersons of both the L.I.C.I and E.I.P.W.L.S. Salespersons. It would appear 

that the internal motivation, general satisfaction and growth satisfaction of 

salespersons are positively related to the ways they perceive the characteristics of 

their position and their psychological states. The basic configurations of the Job 

characteristics model [Figure -2.1 in the previous chapter] is supported by the data 

presented in the ( Table-3.17 to 3.28). 
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3.18. RELATION OF OUTCOMES WITH JOB CHARACTERISTICS AND 
PSYCHOLOGICAL STATES 

The correlation of each outcomes measure with both job dimensions and 
psychological states are presented in table- 3.17 to 3.20. 

TABLE- 3.17 
CORRELATIONS OF WORK OUTCOMES WITH JOB DIMENSIONS :

[FOR L.I.C.I. SALESPERSON'S]. 

JOB CHARACTERISTICS OUTCOMES 

INTERNAL GENERAL GROWTH 
MOnVATION SATISFACTION SATISFACTION 

Skill variety- 0.32 0.24 0.39 

Task Identity- 0.19 0.14 0.24 

Task significance- 0.27 0.22 0.34 

Autonomy- 0.24 0.19 0.34 

Feedback- 0.25 0.29 O.CST 

Motivating potential score (MPS) 0.35 0.35 0.50 

All Co· efficient are significant at P<0.001. 

TABLE- 3.18 
CORRELATIONS OF WORK OUTCOMES WITH PSYCHOLOGICAL STATES 

[ FOR L.I.C.I. SALESPERSON'S]. 

PSYCHOLOGICAL STATES OUTCOMES 

INTERNAL GENERAL GROWTH 
MOTIVATION SATISFACTION SATISFACTION 

Experienced meaningfulness 0.45 0.43 0.45 
of work· 

Experienced responsibility 0.42 0.41 0.44 
of work outcomes-

Knowledge of results- 0.25 0.35 0.37 

All Co- efficient are significant at P<0.001. 
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TABLE- 3.19 
CORRELATIONS OF WORK OUTCOMES WITH JOB DIMENSIONS 

[ FOR E.I.P. W.L.'S. SALESPERSON'S ]. 

JOB CHARACTERISTICS OUTCOMES 

INTERNAL GEIIIERAL GROWTH 
MOTIVATION SATISFACTION SATISFACTION 

Skill variety- 0.36 0.28 0.43 

Task identity- 0.22 0.18 028 

Task significance- 0.32 0.25 0.39 

Autonomy- 0.29 0.36 0.40 

Feedback- 0.27 0.39 0.41 

Motivating potential score (MPS) 0.40 0.42 0.54 

• Co- efficient are significant at P<0.001. 

TABLE- 3.20 
CORRELATIONS OF WORK OUTCOMES WITH PSYCHOLOGICAL STATES 

[FOR E.I.P. W.L 'S. SALESPERSON'S]. 

PSYCHOLOGICAL STATES. OUTCOMES 
INTERNAL GENERAL GROWTH 

MOTIVATION SATISFACTION SATISFACTION 

Experienced meaningfulness 0.52 0.62 0.61 
of work-

Experienced responsibility of 0.57 0.52 0.55 
work outcomes-

Knowledge of results- 0.32 0.48 0.41 

• Co- efficient are significant at P<0.001. 

The result of the present study and of the original Hackman and Oldham (1974) 

research are quite similar. In general, most correlations between outcomes and 

both job characteristics and psychological states are highly significant. The 

correlation are also in the same direction predicted by the JMC (Job characteristics 

model). The personal and work outcomes are more highly correlated with the 

psychological states than with the job dimensions. The outcomes correlate more 

strongly with the MPS (Motivating potential score) than with any of its components, 

the core job d.imensions. 
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3.19 MEDIATING EFFECT OF PSYCHOLOGICAL STATES 

Many marketing researchers have recognised that psychological, non 
monetary incentives· such as recognition, opportunities for personal growth, and 
the like· are important in motivating salesperson. Many authors have identified a 
variety of psychological needs that salesmen may seek to satisfy on the job 
(Alexander. M. and E. Mazze-1965, Burton. W.L. 1960 and Leahy. J.l. -1973). Several 
case examples concerning firms that have instituted various kinds of recognition 
and job enlargement programmes for their salesforces also have been published 
in sales management and other trade journals. However, no empirical studies 
investigating the relative importance of psychological incentives to salesmen and 
their impact on salesperformance have been published. 

So, here we try to examine the mediating effects of psychological factors on 
salespersons. To determine if the psychological states mediated the relationship 
between the outcomes and the job characteristics, three conceptual issues were 
explored. 

1) What combination of psychological state relates most strongly to the outcome 
variables ? (Table- 3.21 and 3.22 ). 

2) Do job dimensions predict outcome measures just as well if the psychological 
states are ignored ? (table -3.23 to 3.28 ) 

3) Do specific job dimensions relate to specific psychological states ? (table-
3.29 to 3.3 I) 

TABLE- 3.21 

AVERAGE VARIANCE CONTROLLED IN REGRESSIONS PREDICTING 
OUTCOME MEASURES FROM ONE.TWQ AND THREE PSYCHOLOGICAL 

STATES [For L.I.C.I. Salesperson's]. 

NUMBER OF PREDICTORS MEAN R' FOR OUTCOMES MEASURES 
USED IN REGRESSION INTERNAL GENERAL 

MOTIVATION SATISFACTION 

ONE( EM;ER;KR) 0.21 

TWO (EM + ER; EM+KR; ER+KR) 0.32 

THREE (EM + ER + KR). 0.34 

EM = Experienced Meaningfulness of work. 
ER = Experienced Responsibility for work outcomes. 
KR = Knowledge of Results. 
(All Co-efficient are significant at p<0.01). 
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0.28 

0.32 

0.45 

GROWTH 
SATISFACTION 

0.30 

0.34 

0.48 



TABLE- 3.22 

AVERAGE VARIANCE CONTROLLED IN REGRESSIONS PREDICTING 

OUTCOME MEASURES FROM ONE. TWO AND THREE PSYCHOLOGICAL 
STATES [FOR E.I.P. W.L. 'S SALESPERSON'S]. 

NUMBER OF PREDICTORS MEAN R2 FOR OUTCOMES MEASURES 
USE.D IN REGRESSION INTERNAL GENERAL 

MOTIVATION SATISFACTION 

ONE( EM;ER;KR) 0.25 

TWO (EM +ER; EM+KR; ER+KR) 0.39 

THREE (EM+ER+KR). 0.39 

EM = Experienced Meaningfulness of work. 

ER = Experienced Responsibility for work outcomes. 

KR = Knowledge of Results. 

(All Co-efficient are significant al p<0.01 ). 

0.34 

0.44 

0.54 

GROWTH 

SATISFACTION 

0.37 

0.45 

0.52 

The first question was examined by regressing each outcome against all 

combination of psychological states. The result of this analysis are shown in table-
3.21 & 3.22. As is indicated, the proportion of controlled outcome variance increases 

as additional psychological states are added to the model for both the public and 

private sector. One cautionary note must be interjected, however, before concluding 

that optimal prediction requires the presence of all three psychological states; since 

the three psychological states are somewhat lntercorrelated [(for L.I.C.I. median= 

0.38) (For E.I.P.W.L., median =0.45)] the analysis must be interpreted tentatively. 

The second question was analysed using two approaches. First, the outcomes 

were regressed against job dimension, both before and after the appropriate 

psychological states [as per Job characteristics Model (JCM) of sales Motivation. 

Figure-2.1, Chapter - 2, Section-2.2] were statistically controlled by partial 

correlation. If the JCM is correctly formulated, the partial correlations should be 

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

(zero-order) correlations. The results are summarised in table (3.23 & 3.24). The 

partial correlations are consistently much smaller in magnitude than the zero-order 
correlations and are generally close to zero. The contrast between the two is evident 

in the difference column of table-3.23 & 3.24. Based on these results, one might 
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conclude that the relationship between job characteristics and outcomes are not 

highly inter-correlated with psychological states. 

TABLE· 3.23 

RELATIONSHIP BETWEEN JOB DIMENSIONS 
AND THE OUTCOME MEASURES CONTROLLING FOR IHE EFFECTS OF 

THE PSYCHOLOGICAL STATES. [ FOR L.I.C.I SALESPERSON'S]. 

JOB DIMENSION ZERO-ORDER PARTIAL* DIFFERENCE 
CORRELATION CORRELATION 

INTERNAL MOTIVATION 

Skill-variety 0.32' 0.15' 0.17 
Task identity- 0.19' 0.02 0.17 
Task significance- 0.27' 0.10 0.17 
Autonomy- 0.24' 0.09° 0.15 
Feedback- 0.25' 0.14 0.11 

GENERAL SATISFACTION 

Skill-variety 0.24' 0.01 0.23 
Task identity- 0.14° 0.02 0.12 
Task significance- 0.22' 0.03 0.19 
Autonomy- 0.19' 0.04 0.15 
Feedback- 0.29' 0.09 0.20 

GROWTH SATISFACTION 

Skill-variety 0.39' 0.05 0.34 
Task identity- 0.24' 0.03 0.27 
Task significance- 0.34' 0.02 0.32 
Autonomy- 0.34' 0.04 0.30 
Feedback- 0.37' 0.05 0.32 

a. significant at P<0.01, 

b. significant at P<0.05. 
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TABLE- 3.24 

RELATIONSHIP BETWEEN JOB DIMENSIONS AND THE OUTCOME 
MEASURES CONTROLLING FOR THE EFFECTS OF THE PSYCHOLOGICAL 

STATES [ FOR E.I.P.W.L'S SALESPERSON'S]. 

JOB DIMENSION ZERO-ORDER PARTIAL* DIFFERENCE 
CORRELATION CORRELATION 

INTERNAL MOTIVATION 

Skill-variety 0.36' 0.17' 0.19 

Task identity- 0.22' 0.03 0.19 
Task significance- 0.32' 0.11 0.21 
Autonomy- 0.29• 0.12• 0.17 
Feedback- 0.27' 0.15' 0.12 

GENERAL SATISFACTION 
Skill-varietv 0.28' 0.02 0.26 
Task identity- 0.18• 0.04 0.14 
Task siQnificance- 0.25' 0.05 0.20 
Autonomy- 0.36' 0.08 0.32 
Feedback- 0.39' 0.11 0.28 

GROWTH SATISFACTION 
Skill-variety 0.43' 0.06 0.37 
Task identity- 0.28' 0.04 0.24 
Task significance- 0.39' 0.04 0.35 
Autonomy- 0.40' 0.08 0.32 

Feedback- 0.41' 0.06 0.35 

a. significant at P<0.01, 
b. significant at P<0.05. 

•For each job dimension the partial correlation reported controls only for the specific psychological 
state specifi9d by the model to mediate the effects of the dimension. Thus, for relationships involving skill 
variety, task identity and task significance, experienced meaningfulness was controlled , for relationships 
invofvfng autonomy, experience responsibility was controlled and for relationships involving feedback, 

knowledge for results was controf/ed. 

To investigate the second equation further, each outcome variable are regressed 

against three variables (psychological states) and eight variables (psychological states 

and job dimensions) to determine the incremental impact on controlled outcomes 

variance of the five job dimensions. It is clear that the addition of the job dimensions 

does not have a substantial effect on controlled variance in the multiple regression 

equations (Table - 3.25 to 3.28). This results supports the model sequence wherein 

critical psychological states bear directly upon job-related outcomes. 
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TABLE -3.25 

MULTIPLE REGRESSIONS PREDICTING THE OUTCOME MEASURES FROM 
ALL PRIOR VARIABLES COMPARED TO PREDICTIONS FROM 

THE PSYCHOLOGICAL STATES ONLY. [ FOR L.I.C.I SALES PERSONS). 

OUT SUMMARY STATISTICS 

COMES Multiple Correlation R' for The 3 variable R' forthe full Increase In R' by 
forthefull8· equation. (Psychological !>-variable equation adding the 5 job 
variable equation. states only) dimensions 

to the equation 

Internal 0.48' 0.32 0.34 0.02 
motivation 

General 0.53' 0.43 0.44 0.01 
satisfaction 

Growth 0.55' 0.42 0.46 0.04 
satisfaction 

a. significant P< 0.01; 
b. significant p<0.05. 

TABLE- 3.26 

MULTIPLE REGRESSION PREDICTING THE OUTCOME MEASURES FROM 
ALL PRIOR VARIABLES COMPARED TO PREDICTIONS FROM 

THE PSYCHOLOGICAL STATES ONLY. [FOR E.I.P.W.L. SALES PERSONS]. 

OUT SUMMARY STATISTICS 

COMES Multiple Correlation R' for The 3 variable R' for the full Increase In R' by 
for the Full 8 • equation. (psychological !>-variable equation adding the 5 job 
variable equation. states only) dimensions to the-

equation 

Internal 0.60' 0.35 0.38 0.03 
motivation 

General. 62' 0.46 0.50 0.04 
satisfaction 

Growth 0.64' 0.48 0.52 0.04 
satisfaction 

a. significant p< 0.01; 
b. significant p<0.05. 
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TABLE- 3.27 
STANDARDISED REGRESSION WEIGHTS 

( FOR THE FULL EQUATION ) [ FOR L.I.C.I SALESPERSONS]. 

OUTCOMES Experienced Experienced Knowledge s~n Task Task Autonomy 
Mealingfulness Respoosibiily of results Vaiely Identity significance 

Internal 0.158 0.328 O.Q1 0.07" -0.03 0.01 0.03 
motivation 

General 0.51' 0.10' 0.14' -0.04 -0.02 -0.03 0.01 
satisfaction 

Growth 0.42 0.08' -0.03 0.07' 0.00 0.00 0.12' 
satisfaction 

a. significant p< 0.01; 
b. significant p<0.05. 

TABLE- 3.28 

F-
0.01 

-0.02 

0.09' 

STANDARDISED REGRESSION WEIGHTS (FOR THE FULL EQUATION) 
[FOR E.I.P.W.L. SALESPERSONS]. 

OUTCOMES Experienced Experienced Knowledge s~n Task Task Autonomy Feedback 
Memingfulness Responsibiily of results V..rety ldenlily I signilk:ance 

Internal 0.188 0.35' 0.03 0.09b -0.04 0.03 0.05 0.01 
Motivation 

General 0.548 0.12' 0.183 -0.02 -0.07 -0.05 0.02 -O.Q1 

Satisfaction 

Growth 0.45' 0.103 -O.Q1 0.09' 0.00 0.00 0.153 0.11' 
Satisfaction 

a. significant at P< 0.01; 
b. significant at P< 0.05 

The third question was answered by regressing each outcomes variable against 
all five job dimensions and then against only the job dimensions specified in Figure-
2.1 (Job characteristics Model as sales motivation, Chapter-2, Section -2.2.) The addition 
of job dimensions that were not predicted by the model to affect psychological states 
resulted in extremely small increases in predictive ability for equations involving 
experienced meaningfulness of work and knowledge of results (Table- 3.29 to 3.32). 
Also presented are the standardised regressions weights for each equation. The 
experienced - responsibility for work- outcomes equation is inconsistent with expected 
results. According to the model, only autonomy should be related to experienced 
responsibility, however, the standardised regression coefficients for other job 
dimensions are as large as, or larger than, the standardised regression coefficient for 
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autonomy . Task identfty and feedback are also in variance with the posfted relationships 

in the experienced- meaningfulness of work equation. 

TABLE- 3.29 

MULTIPLE REGRESSIONS PREDICTING THE PSYCHOLOGICAL STATES 
FROM ALL JOB DIMENSION COMPARED TO PREDICTIONS FROM THE 

MODEL SPECIFIED JOB DIMENSIONS ONLY [ FOR L I C I SALESPERSONS] .. . 
OUT SUMMARY STATISTICS 
COMES Mllliple correlation R' for model specified R' !or the luR equation Increase in R2by 

(R)forthefunequation job dimensions (all5 job dimensions). addngtothe 
(all5jobdimen~on). only(@) regression those 

job dimensions 
not specfied by 
!he model. 

Experienced 
0.46' 0.18" 0.24" 0.06 

Meaningfulness 

Experienced 0.42" 0.06" 0.19" 0.13 
Responsibility 

Knowledge 
0.53" O.t9" 0.24" 0.05 of Results-

a. significant p< 0.01; 
b. significant p < 0.05. 

TABLE- 3.30 

. 

MULTIPLE REGRESSIONS PREDICTING THE PSYCHOLOGICAL STATES 
FROM ALL JOB DIMENSION COMPARED TO PREDICTIONS FROM THE 

MODEL SPECIFIED JOB DIMENSIONS ONLY [ FOR E I P W L ALESPERSONS] . . . . 
OUT SUMMARY STATISTICS 

COMES Mlffiple correlation R2 for model specified R2 for the ful equation Increase in R2by 
(R) for the full equation job dimensions ( all5 job dimensions). addngtothe 
(all5 job dimension). only(@) regression those 

job dimensions 
not specffied by 
the model. 

Experienced 0.58 b 0.26 b 0.33 b 0.07 
Meaningfulness 

Experienced 0.51 b 
Responsibilfty 

0.11 b 0.26 b 0.15 

Knowledge 0.61 b 
ofResuHs-

0.34 b 0.37 b 0.03 

b significant at p< 0.01. 

. 

@ The model specified job dimensions used in computing these regressions are: Skill variety, task identity and 
Task significance to predict experienced meaningfulness, autonomy to predict experienced responsibility, and 
feedback to predict knowledge of results. 
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TABLE- 3.31 

STANDARDISED REGRESSION WEIGHT [ FOR L.I.C.I. SALESPERSONS ]. 

OUTCOMES Skill variety Task Identity Task Autonomy Feedback 
Significance 

Experienced {0.18 ' -0.00 0.14') 0.04 c 0.18 b 

Meaningfulness 

Experienced 0.16 b 0.12 b 0.01 (0.12") 0.12 b 

Responsibility 

Knowledge of Results 0.02 0.01 0.02 0.03 (0.44.) 

TABLE- 3.32 
STANDARDISED REGRESSION WEIGHT [FOR E.I.P.W.L. SALESPERSONS]. 

OUTCOMES Skill variety Task Identity Task 
Significance 

Autonomy Feedback 

Experienced [0.24. 0.00 0.20.} 0.10' 0.25. 
Meaningfulness 

Experienced 0.21 • 0.15. 0.04 [0.17 • } 0.18. 
Responsibility 

Knowledge 0.08 0.04 0.07 0.07 {0.50.} 
of Results-

b. significant at p< 0.01 ; 
c. significant at p< 0.05 

Note : Regression Co-efficient for the model specified job dimension are bracketed in the table. 

The results of this study of sales personnel are generally consistent with results 

reported by Hackman and Oldham (197 4 to 1980) in other job settings. While most 

of the relationships posited by the model were validated in this research, a few 

problem areas were also identified. The highly significant correlations between 

work outcomes and both job characteristics and psychological states supply 

credence to the concept that job-related factors impact upon the satisfaction and 

motivation of salespersons. It would appear that the internal motivation, general 

satisfaction and growth satisfaction of salespeople of L.I.C.I. and E.I.P.W.L. are 

positively related to the ways they perceive the characteristics of their positions 

and their psychological states. But salespersons of E.I.P.W.L are reacted more 

positively than the salespersons of L.I.C.I. 
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The basic configuration of the model (Figure 2.1) is supported by the data 

presented in Tables 3.23 to 3.32. While both perceived job characteristics and 

psychological states of the salespersons correlate significantly with outcome 

measures, it is clear that they each play a separate, independent role. Moreover, 

the sequence of this model is validated in that the job characteristics are 

demonstrably mediated by the psychological states. Again these data are similar 

to the original findings of Hackman and Oldham (1974a), and in many cases the 

correlation coefficients are very close to those cited in the validation efforts that 

precede this research. 

Not fully validated in this study of salespersons are some of the relationships 

between job characteristics and psychological states. While the regression 

equation for the knowledge-of-results variable employs standardised regression 

weights as predicted, the regression equations for the other two psychological states 

show somewhat mixed results. 

The regression weight for autonomy was slightly less than for feedback and 

skill variety in the experienced-responsibility equation in both the case of L.I.C.I. 

and E.I.P.W. A possible explanation for this finding is that sales personnel expect 

autonomy; it is the very nature of their job. For the same reason feedback is not 

strongly related to experienced responsibility; hence, the standardised regression 

weight may be less than anticipated and slightly less than two to the other variables 

in the equation. 

Similarly, a low task identity regression weight and a high feedback weight 

may also be reflective of the unique qualities of the sales role. For salespeople in 

the field, regular and clear feedback may be an important source of meaningfulness 

in their jobs. The sales job is not one in which we would expect task identity to be 

as important. 

Finally, from a conceptual perspective these results yield little insight regarding 

how job characteristics cause high levels of personal and work outcomes for 

salespersons. This same criticism has been raised by others who have studied the 

JCM (Steers and Mowday 1977, p. 652). Thus, though the JCM appears to be 

generally applicable in the industrial sales setting, it does not provide explanation 

about the exact nature of the demonstrated relationships. 
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3.20 CONCLUSIONS 

The results of this research study are quite significant as most of the 

relationships hypothesised for the influence of both job (re) design and leadership 

behaviour on motivational components are supported. A major conclusion emerging 

from this study is that when the motivation construct is separated into its components, 

certain components are more strongly influenced by job dimensions and leadership 

characteristics variables than others. For examples, job dimensions variables are 

shown to produce relatively stronger influence on intrinsic than on extrinsic 

dimensions of instrumentality and motivation. Among job dimensions variables, 

skill variety, task identity task significance and job autonomy do not significantly 

influence the expectancy component of salespersons motivation. 

On the other hand leadership characteristics variables have significant 

influence on salespersons extrinsic motivation as compared to their intrinsic 

motivation. The impact of leadership characteristics on salesperson performance 

may not be as effective as key job dimensions. 

As a whole many of these findings are inconsistent with the "conventional 

wisdom" of sales executives who have traditionally relied on monetary rewards to 

motivate salespersons, assuming that motivation related to intrinsic rewards (e.g. 

feeling of accomplishment, interesting work) is derived from the inner self and the 

organisations has little power to influence it. From a managerial perspective, 

therefore, understanding the nature of different components of salesperson 

motivation and their organisational climate antecedents may be very useful. 

The job characteristics model (JMC) of salesperson motivation has been 

applied in this study. An empirical application of this model to the sales position of 

E.I.P.W.L and L.I.C.I is presented in this research work. The model appears to have 

potential in the study of sales force motivation and satisfaction. The results of this 

study of sales personnel are generally consistent with results reported by Hackman 

and Oldham (1974a, 1974b, 1975 and 1980), Walker, Churchill and Ford (1976, 

1979, 1981 ), and P.K. Tyagi (1982, 1985), in other job settings also. A few problem 

areas were also identified, while most of the relationships posited by the model 

were validated in this research. 
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