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Theoretically grounded and empirically testable conceptualizations that offer 

alternative explanations regarding sales force performance and turnover can: (a) enhance 

understanding regarding these pivotal outcomes, and (b) augment an organization's 

capability to increase sales and decrease turnover. The study advances one such 

explanation by conceptualizing and testing a perceptual model that links a salesperson's 

psychological climate dimensions to organizational commitment, performance, and 

turnover. 

The framework the study proposes respecifies the leadership and work group 

dimensions of psychological climate into four distinct perceptions (i.e., a salesperson's 

perceptions regarding the behaviors of work group, sales manager, senior management, 

and non sales employees in the organization). These climate dimensions are posited to 

influence positively a salesperson's organizational commitment which consequently 

influences positively the salesperson's effort and intention to stay with the organization. 

The proposed outcomes of organizational commitment result in increased performance 

and decreased turnover. Success beliefs and perceived behavioral control are posited to 

moderate the relationship between the salesperson's organizational commitment and 

effort. 



The study tests the hypothesized relationships on a sample of salespersons 

belonging to a telecommunications organization utilizing path and hierarchical regression 

analyses. Of the various linkages proposed, the study provides evidence to support the 

relationships relating a salesperson's perceptions of manager and senior management 

behaviors to organizational commitment, intention to stay, and turnover. Results of 

exploratory investigation suggest that for a salesperson: (a) organizational commitment 

indirectly and positively influences performance through directly influencing success 

beliefs, and (b) perceived behavioral control moderates the positive relationship between 

success beliefs and sales performance. 

The study supports partially the conceptualized framework, highlights that senior 

management actions influence significantly a salesperson's behaviors, provides 

recommendations for management, and offers an alternative conceptual model addressing 

sales force performance and turnover. Limitations include a lack of generalizability of 

results as only one organization is sampled, and an underspecification in the conceptual 

model as the study does not consider all the dimensions of psychological climate. 
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CHAPTER 1 

BACKGROUND AND CONCEPTUAL FRAMEWORK 

Introduction 

A sales organization's success is linked intricately to the contributions made by its 

sales force. Some interrelated outcomes of sales force effort include expansion of a 

customer base, development and maintenance of customer relationships, provision of 

direct feedback from markets, and achievement of sales targets. These outcomes facilitate 

the fulfillment of both short-term and long-term objectives of a sales organization. Under 

these precepts, it follows that a high performing sales force is a strategic asset to a sales 

organization. A primary responsibility of the sales organization, then, is the management 

of its salespeople to increase their effectiveness and performance. Over the past three 

decades, the realization of this imperative has fostered considerable research in sales 

management devoted to understanding the antecedents and moderators of sales force 

performance (e.g., Brown & Peterson, 1994; Churchill, Ford, Hartley, & Walker, 1985; 

Klein & Kim, 1998; Plank & Reid, 1994; Walker, Churchill, & Ford, 1977, 1979; Weitz, 

1981; Weitz, Sujan, & Sujan, 1986). 

Another important responsibility of a sales organization is the effective 

management of sales force turnover, an undertaking that relates closely to sales force 

performance. A high sales force turnover rate can constrain an organization in reaping the 



returns of proper sales force management. This may occur because the organization is 

unable to recoup the investments it makes in its sales force if the salespersons are 

employed in the organization for short durations. Given a learning curve of 12-18 months, 

it may be difficult for a salesperson with short tenure to achieve the requisite proficiency 

and skill needed to make a positive contribution toward organizational goals by moving 

products into buyers' hands. Sager, Griffeth, and Horn (1998) emphasize that a sales 

organization cannot develop and maintain an adequate link between marketing, sales, and 

customer service if it faces increased sales force turnover. 

Current sales force turnover trends highlight the immensity of the consequent 

problems business organizations face today in lost revenues, decreased profits, and 

increased replacement costs. Heide (1996) reports that average sales force turnover rate 

increased from 9.3 percent in 1990 to 14.1 percent in 1996. Commenting on the issue of 

sales force turnover, Sager, Griffeth, and Horn (1998) note that: (a) the majority of 

salespersons leaving organizations are new employees, and (b) the replacement costs of 

lost salespersons are excessive. The issue of turnover, understandably, has sparked 

substantial research. For instance, in an attempt to find ways to improve retention of 

employees, studies have delved into the causes of, and processes involved in the turnover 

of employees (Cotton & Tuttle, 1986; Futrell & Parasuraman, 1984; Hulin, 1991; 

Mowday, Porter, & Steers, 1982; Sager, 1990, 1991). 

Bodies of theoretical and empirical research addressing factors that influence sales 

force performance and turnover provide researchers and sales organizations with a 

knowledge base they can utilize to better manage these critical outcomes. However, in the 
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present competitive environment, organizations are continually seeking out additional 

means to improve their sales force performance and retention in order to gain strategic 

advantages. As McNeilly and Russ (1992) point out: 

Among the more persistent challenges for organizations that depend on a direct 

sales force for their success are to reduce sales force turnover and to increase sales 

force performance, (p. 9) 

One way to help organizations meet the ever-present challenges of influencing 

sales force performance and retention is for researchers to further specify and then 

investigate the antecedents and influencers of sales force performance and turnover. This 

study contributes toward that end by identifying and testing some organizationally 

controllable variables that may associate with the performance and turnover behaviors of 

salespersons. Specifically, the study investigates: (a) the relationship between a 

salesperson's perceptions about the work climate in the organization and his or her 

commitment to the organization, and (b) the relationship between a salesperson's 

commitment to the organization and his or her sales performance and turnover behavior. 

The next section discusses briefly several prominent studies that have guided 

thought addressing determinants of sales force performance and turnover. The discussions 

this section includes address several salient constructs pertinent to the current research 

program. The review and arguments provided here are selective to an extent as the effort 

in this chapter is focused toward providing a temporal backdrop and then developing a 

rationale for the articulation of the research questions the current study addresses. 



Background and Rationale 

Dominant Frameworks of Sales Force Performance 

Plank and Reid (1994) identify two perspectives that have guided the bulk of 

research on determinants of sales performance: (a) the framework of sales force 

motivation and performance (Walker, Churchill, & Ford, 1977), and (b) the contingency 

model of sales force effectiveness (Weitz, 1981). The first conceptual framework (Walker, 

Churchill, & Ford, 1977) draws on expectancy and role theories, and conceptualizes that a 

salesperson's performance is a multiplicative function of his or her motivation, aptitude, 

and role perceptions (see Figure 1; p. 5). 

The Walker, Churchill, and Ford (1977) model (Figure 1) indicates that personal, 

organizational, and environmental classes of variables influence directly the motivation, 

aptitude, and role perceptions (i.e., role accuracy, role ambiguity, and role conflict) of a 

salesperson. Personal characteristics this framework specifies include a salesperson's 

intelligence, education, and experience, and organizational characteristics comprise type of 

product, supervisory style, and training programs. Environmental characteristics in the 

Walker, Churchill, and Ford (1977) model (WCF model) refer to aspects of the broader 

economic environment. The developers of this model assert that their emphasis in 

formulating the framework is to highlight managerially controllable variables that influence 

the motivation, aptitude, and role perceptions of a salesperson. 

This WCF (1977) model (Figure 1) posits that a salesperson's performance leads 

to rewards, and that these rewards affect the salesperson's satisfaction with work. 

Therefore, a salesperson's perceptions regarding the rewards he or she receives, and the 
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satisfaction the salesperson derives from such rewards influence the salesperson's 

motivation to perform. "As the model suggests, the salesman's perceptions of the kinds 

and amounts of rewards 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 

perform" (Walker, Churchill, & Ford, 1977, p. 159). In an extension to this model, 

Walker, Churchill, and Ford (1979) added skill level as a direct determinant of 

performance. They also distinguished between (a) sales behaviors and sales performance, 

and (b) sales performance and sales effectiveness. As sales performance is a key construct 

of interest in the current study, it is discussed briefly here. 

Several perspectives exist as to the meaning of performance. Walker, Churchill, 

and Ford (1979) highlight two such perspectives in the distinction they draw between 

performance and effectiveness. Walker, Churchill, and Ford (1979) define performance as 

"behavior that has been evaluated in terms of its contributions to the goals of the 

organization" (p. 33), and effectiveness as "some summary index of organizational 

outcomes for which an individual is at least partially responsible" (p. 35). These two 

definitions exemplify, respectively, (a) the behavioral based (i.e., behaviors that contribute 

to the goals of the organization), and (b) the outcome based (i.e., record of outcomes) 

approaches to delineating performance. Research in organizational behavior yields a 

definition supporting the second perspective on the meaning of performance. Kane (1986) 

defines performance on job function as "the record of outcomes achieved in carrying out 

the job function during a specified period" (p. 237). Performance, when described in terms 

of time and outcomes, allows for a specific, easily available, direct, and objective measure. 
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For these reasons, the current study adopts Kane's (1986) outcome based definition of 

performance. 

The framework of sales performance Walker, Churchill, and Ford (1977, 1979) 

advanced generated considerable interest in the investigation of possible antecedents and 

consequences of sales performance and sales effectiveness (e.g., Behrman & Perreault, 

1984; Bush, Bush, Ortinau, & Hair, 1990; Teas & McElroy, 1986; Tyagi, 1985). 

However, in a meta-analytic review of 116 studies, Churchill, Ford, Hartley, and Walker 

(1985) discovered low correlations between the posited determinants of sales performance 

and effectiveness. This finding causes concern as to whether a more complex network of 

relationships precedes performance than has earlier been proposed. This finding also 

suggests that alternative models, which provide additional explanations of sales force 

performance, may be possible and that these models may be helpful to sales management. 

The second major conceptual framework addressing sales force performance that 

has resulted in a stream of research is the contingency model of salesperson effectiveness 

proposed by Weitz (1981). This model (see Figure 2; p. 8) suggests a direct link between 

the adaptive sales behaviors a salesperson enacts and his or her effectiveness in a selling 

situation. As the Weitz (1981) model (Figure 2) indicates, the moderators affecting the 

behavior-effectiveness relationship of a salesperson include: (a) resources the salesperson 

possesses (e.g., product and customer knowledge, analytical and interpersonal skills), (b) 

customer's buying task characteristics (e.g. needs, alternatives available, nature of buying 

task), and (c) the relationship between the salesperson and the customer (e.g., relative 

power, conflict, quality of relationship). 
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Weitz, Sujan, and Sujan (1986) expanded the Weitz (1981) contingency model by 

integrating knowledge and motivation in an attribution theory framework. The expanded 

model conceptualizes that a salesperson's strategy attributions and intrinsic reward 

orientation determine his or her motivation to practice adaptive selling. The variables that 

influence directly the salesperson's strategy attributions and intrinsic reward orientation 

include cognitive feedback, organizational culture, and environmental cues that a 

salesperson experiences. 

A comparison of the above mentioned perspectives: (a) the Walker, Churchill, and 

Ford (1977, 1979) models, and (b) the Weitz (1981) model and its extension (Weitz, 

Sujan, & Sujan, 1986) reveals some similar lines of thought. Although the nomenclatures 

the two schools of thought adopt differ, they conceive performance similarly. Plank and 

Reid (1994) conclude that the definition of sales effectiveness Weitz (1981) offers is 

comparable to the definition of sales performance Walker, Churchill, and Ford (1979) 

advance. In other words, both models describe the same consequence of a salesperson's 

effort. 

A second similarity that exists between the frameworks Walker, Churchill, and 

Ford (1977) and Weitz, Sujan, and Sujan (1986) propose pertains to the fact that both 

perspectives posit motivation to be a significant determinant of sales performance. In 

addition, the Walker, Churchill, and Ford (1979) model links the behavioral results of a 

salesperson's motivation to sales outcomes. As indicated earlier, the current study adopts 

sales outcomes as defining sales performance. A third similarity between the two 

perspectives is evidenced in the emphasis they place on the potential influence of 
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organizationally controlled variables such as sales manager behavior, compensation 

practices, and work environment on a salesperson's motivation to perform. 

The preceding discussion highlights the similarities between the two dominant 

frameworks of sales force performance to emphasize that both frameworks address the 

same sets of phenomena, and that both conceptualizations incorporate variables that a 

sales organization can influence to its benefit. A conclusion elicited from the above 

comparison is that the proponents of both perspectives appear to argue for a focus on 

managerially controllable variables that influence, directly or indirectly, a salesperson's 

performance. More specifically, the Walker, Churchill, and Ford (1977) model and the 

contingency model of salesperson's effectiveness (Weitz, 1977; Weitz, Sujan, & Sujan, 

1986) emphasize that training, supervisory feedback, motivation, and organizational 

experiences influence positively a salesperson's performance. The current research 

program develops and incorporates some aforementioned organizationally controllable 

variables. 

Despite theorized linkages, few variables have been linked empirically to sales 

force performance. Some managerially controllable variables that have been drawn from 

the two frameworks discussed above and linked successfully to performance in the sales 

literature include: (a) motivation (Cravens, Ingram, LaForge, & Young, 1993; Oliver & 

Anderson, 1994), (b) training (Meyer & Raich, 1983; Szymanski, 1988), and (c) role 

ambiguity (Brown & Peterson, 1993). Churchill, Ford, Hartley, and Walker (1985) 

emphasize that there are few reliable determinants of sales force performance in literature, 

and that motivation and other constructs exhibit low empirical relationships with the 
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performance of salespersons. As the determinants noted above have limited ability to 

explain sales force performance, researchers have directed their attention toward 

identifying and studying other constructs that could conceivably offer further explanations 

regarding the performance of salespersons. 

Organizational commitment is one such construct that has received considerable 

attention in sales management literature as a determinant of salespersons' behaviors but 

limited consideration as a potential influencer of sales force performance. This study 

investigates in detail the possible nature of such a relationship. Organizational commitment 

is a suitable construct for investigation as: (a) it is more stable than job satisfaction or job 

involvement, and therefore should be a reliable predictor of key salesperson behaviors 

(Johnston, Varadarajan, Futrell, & Sager, 1987; Lee, 1989; Morrow, 1983; Mowday, 

Porter, & Steers, 1982) and (b) management can influence it. This construct is introduced 

below. 

Organizational Commitment 

Mowday, Porter, and Steers (1982) define organizational commitment as "the 

relative strength of an individual's identification with, and involvement in a particular 

organization. Conceptually, it can be characterized by at least three factors: (a) a strong 

belief in and acceptance of the organization's goals and values; (b) a willingness to exert 

considerable effort on behalf of the organization; and (c) a strong desire to maintain 

membership in the organization " (p. 27). This delineation of organizational commitment, 

which has both attitudinal and structural dimensions, is the most widely accepted 

definition of organizational commitment. 
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Researchers identify several antecedents to organizational commitment. Steers 

(1977) categorizes the determinants of commitment into: (a) work experiences, (b) job 

related characteristics, and (c) personal characteristics. Work experiences that antecede 

organizational commitment include variables such as supervisory behavior and 

organizational structure. Job related characteristics refer to variables such as variety, 

autonomy, feedback, role ambiguity and role conflict. Personal characteristics that are 

listed as influencers of organizational commitment include education, age, gender, and 

need for achievement. Steers (1977) indicates that the ways in which people are 

organized, tasks are structured, and people are managed can foster organizational 

commitment. He further conceptualizes that structural characteristics of an organization 

also influence the organizational commitment of an employee. Steers (1977) empirically 

supported the posited links between three categories of antecedent variables, (i.e., work 

experiences, job related characteristics, and personal characteristics) and organizational 

commitment. 

Agarwal and Ramaswami (1993) conducted a partial test of the determinants of 

organizational commitment Steers (1977) posits. They conclude that task variety, task 

autonomy (a job characteristic), and supervisory consideration (a work experience related 

variable) influence directly and positively the organizational commitment of salespersons, 

and that task feedback and participation influence organizational commitment indirectly 

through role ambiguity. 

Morris and Sherman (1981) found evidence that organizational commitment 

relates to leader initiating structure and leader consideration, variables Steers (1977) 
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classifies as work experience related. Allen and Meyer (1990) report that "the strongest 

evidence [for antecedents of affective organizational commitment] has been provided for 

work experience antecedents, most notably those experiences that fulfill employees' 

psychological needs to feel comfortable within the organization and competent in the 

work-role" (p. 4). Some work experiences that fulfill an employee's psychological needs 

for comfort and meaningfiilness in a work place include management flexibility, 

management support, role clarity, freedom of self-expression, recognition, and positive 

interactions in the work group (Brown & Leigh, 1996). Notably, several of these variables 

relate directly to the behavior of sales management. 

The evidence reviewed above suggests that work related experiences such as 

interactions with supervisors and other managers, and (extending this logic) possibly, 

interactions with different work groups in the organization influence an employee's 

commitment to the organization. This relationship can reasonably be expected to exist for 

salespeople who interact with their supervisors, with other salespersons, and with 

employees of other departments in the organization. Conceptual and empirical evidence 

that tend to support such linkages can be found in literature on organizational 

socialization. The concept of organizational socialization and its consequences are 

discussed briefly here. 

Organizational Socialization 

Van Maanen and Schein (1979) define organizational socialization as "the process 

by which an individual acquires the social knowledge and skills necessary to assume an 

organizational role" (p. 211). Organizational socialization of an employee is a continuous 



14 

process which is influenced considerably by the employee's interactions with his or her 

supervisor, and with other employees in the organization (Feldman, 1976; Porter, Lawler, 

& Hackman, 1975; Van Maanen & Schein, 1979). Through the process of socialization, 

an employee develops relevant skills, learns about an organization's operations, and forms 

perceptions about the actors and processes in the organization. 

The extent of an employee's socialization into an organization determines his or 

her commitment to the organization (Caldwell, Chatman, & O'Reilly, 1990; Feldman, 

1981; Van Maanen & Schein, 1979) and consequently, his willingness to stay and work 

for the organization (Feldman, 1981; Hall, 1987; Porter, Lawler, & Hackman, 1975). 

Schneider and Reichers (1983) argue that the same processes that determine the 

socialization of an individual into an organization also lead to the formation of the 

psychological climate for that individual. Bauer and Green (1998) found evidence to 

support this contention of Schneider and Reichers (1983). 

The above stated arguments and empirical evidence suggest that the psychological 

climate of an organization for an employee influences considerably his or her 

organizational commitment. These arguments set the stage for researchers to 

conceptualize models that portray the relationship between a salesperson's psychological 

climate and his or her organizational commitment. This linkage can be appreciated through 

a discussion of the meaning of psychological climate and its overall component 

dimensions. The component dimensions of psychological climate, as argued next, 

correspond closely to the determinants of organizational commitment. 
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Psychological Climate 

The psychological climate of an organization is perceived at an individual level and 

is based on the work experiences an employee encounters in the organization. Taguiri and 

Litwin (1968) define climate as "the relatively enduring quality of the total environment 

that (a) is experienced by the occupants, (b) influences their behavior, and (c) can be 

described in terms of the values of a particular set of characteristics (or attributes) of the 

environment" (p. 25). In a similar vein, James, Hater, Gent, and Bruni (1978) state that 

the psychological climate construct possesses the following characteristics: (a) it relates to 

an employee's perception and interpretation of the organizational environment, and (b) it 

is an individual attribute measured in terms of psychologically meaningful perceptions for 

the employee. The psychological climate of an organization for an employee, therefore, 

refers to his or her interpretation of the work environment in the organization. 

Researchers interpret that the psychological climate construct has several 

dimensions (e.g., Brown & Leigh, 1996; Denison, 1996; Glick, 1985; Schneider & 

Reichers, 1983). Some studies that have investigated psychological climate as a multi-

dimensional construct are discussed here. James and James (1989) conceptualized, and 

found support for four dimensions of psychological climate: (a) leader support and 

facilitation (e.g., leader goal emphasis, leader interaction facilitation, leader trust and 

support), (b) role stress and lack of harmony, (c) job challenge, and (d) work group 

cooperation, warmth and friendliness. They suggest that "individuals tend to separate 

emotional cognitions pertaining to jobs, leaders, workgroups, and 

individual/organizational interfaces into separate internal compartments" (p. 740). 
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Brown and Leigh (1996) operationalized psychological climate by adopting all but 

the work group dimension James and James (1989) considered, and added the dimensions 

of self-expression, perceived contribution, and recognition. They tested a conceptual 

model that examined the links between psychological climate, job involvement, effort, and 

performance and found empirical support for all posited relationships. Using behavioral 

measures of the performance dimension, they conclude that effort mediates the 

relationship between job involvement and performance. The aforementioned studies on 

psychological climate reveal conceptual consistencies. A comparison of these studies, and 

the conclusions gleaned from it are summarized below. 

Psychological climate is an individual phenomenon that derives from an 

employee's perceptions about his or her organization and is based, to a large extent, on 

the employee's work experiences. Two consistent dimensions of psychological climate 

are: (a) leadership support and facilitation, and (b) workgroup cooperation, warmth, and 

friendliness. A reasonable conclusion reached here is that employees base their climate 

perceptions to a large extent on interactions with their managers and with colleagues and 

other workers in the organization. The findings of the studies discussed above also 

indicate that the psychological climate construct is tied to an employee's psychological 

needs for support, concern, safety, and consideration. The paragraphs that follow explore 

the links between: (a) psychological climate for an employee and organizational outcomes, 

and (b) psychological climate for an employee and organizational commitment. 

Pfeffer (1994), and Kahn (1990) contend that when employees perceive that their 

psychological needs are met in the work place, they are likely to devote greater effort 
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toward meeting organizational goals. Empirical support for a direct positive influence of 

psychological climate on effort and performance is scant. However, there are: (a) 

empirical studies which suggest that variables describing leadership support and facilitation 

relate positively to organizational commitment, and (b) conceptual generalizations which 

argue that work group related factors are probable antecedents of an employee's 

organizational commitment (e.g., Allen & Meyer, 1990; Morris & Sherman, 1981; Steers, 

1977). A reasonable deduction is that dimensions of psychological climate influence the 

organizational commitment of employees. This conclusion can be extended to apply to 

salespersons in an organization. 

The influence of the dimensions of psychological climate, to the extent that the 

organization can manage these dimensions, on the organizational commitment of a 

salesperson becomes managerially relevant and useful if the resulting organizational 

commitment influences positively a salesperson's effort, performance, and retention. The 

succeeding paragraphs discuss this issue at some length. 

Psychological Climate. Organizational Commitment, and Outcomes 

A key point, of relevance to scholars and business organizations interested in 

factors that influence sales force retention and performance, is that work experience 

related and leadership variables serve as determinants of organizational commitment. Such 

variables also comprise dimensions of psychological climate (James & James, 1989). An 

organization can influence these dimensions of psychological climate through line 

managers and through actions and responses of senior management. Enhancing the 

organizational commitment of its sales people by positively influencing the dimensions of 
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psychological climate, therefore, is productive for a sales organization because such 

efforts should result in positive behaviors by salespersons (e.g., greater effort, more sales). 

After reviewing available literature and evidence, Steers (1977) proposed the 

following outcomes of organizational commitment: (a) desire and intent to remain in the 

organization, (b) increased attendance, (c) increased retention of employees, and (d) 

increased effort on the part of the employees. Hunt, Chonko, and Wood (1985) 

conceptualize organizational commitment as a determinant of performance. Evidence in 

sales management literature suggests that organizational commitment influences directly 

and negatively an employee's intention to quit an organization (Babakus, Cravens, 

Johnston, Sc Moncrief, 1996; Bashaw & Grant, 1994; Johnston, Parasuraman, Futrell, & 

Black, 1990; Sager, 1990), and indirectly and negatively the employee's turnover behavior 

through influencing directly his or her intention to quit (Cotton & Tuttle, 1986; Johnston, 

Parasuraman, Futrell, & Black, 1990; Sager, 1990). Empirical evidence also suggests that 

organizational commitment relates positively to job satisfaction (Mowday, Porter, & 

Steers, 1982), and attendance (Mathieu & Zazac, 1990). 

The results of research investigating the influence of organizational commitment 

on sales effort and performance are not so encouraging. Most studies investigating this 

relationship do not find a significant influence of organizational commitment on 

performance. From their review of studies that investigated such relationships, Mathieu 

and Zazac (1990) conclude that "commitment has relatively little direct influence on 

performance in most instances" (p. 184). Meyer, Paunonen, Gellatley, Goffin, and Jackson 

(1989), however, have linked affective organizational commitment to performance in a 
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non sales context. Further, organizational commitment influences positively the profits an 

organization earns as it enhances employee retention and satisfaction. 

Summary Evaluation and Research Gaps 

An evaluation of the discussion undertaken thus far reveals that: 

1. Sales management researchers have studied sales performance and sales force 

turnover extensively in an attempt to find antecedents that management can influence to 

achieve desirable organizational outcomes. Two prominent frameworks have guided the 

majority of studies investigating factors that may influence sales performance: (a) the 

Walker, Churchill, and Ford (1977) framework, and (b) the Weitz (1981) framework. 

These frameworks and their extensions adopt sales force motivation as an major 

determinant of sales performance. These models also encompass the role of sales 

management variables such as sales manager behavior and compensation practices and 

incorporate the influence the broader environment exerts on a salesperson's motivation. 

Although semantic differences exist regarding how they conceive sales performance, the 

two frameworks essentially describe similar sales behaviors. However, researchers have 

concluded that motivation, a common antecedent variable in both frameworks, has 

marginal utility in explaining sales force performance (e.g., Churchill, Ford, Hartley, & 

Walker, 1985). This shortcoming, along with the relatively low explanatory power of 

other posited determinants, has focused researchers' interest on identification of additional 

determinants of sales performance. 

2. Sales management literature has identified that the organizational commitment 

of salespersons is useful in explaining sales force behaviors. The antecedents of 
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commitment, as evidenced by research, have some parallels with the antecedents of 

motivation Walker, Churchill, and Ford (1979) and Weitz, Sujan, and Sujan (1986) 

conceptualize. Evidence derived from empirical research suggests that work related 

experiences such as interactions with supervisors and other managers, and interactions 

with various work groups in the organization influence a salesperson's organizational 

commitment (Allen & Meyer, 1990; Morris & Sherman, 1981; Steers, 1977). 

3. Organizational socialization is a continuous process that is affected significantly 

by interactions an employee has with his or her manager and coworkers (Feldman, 1981; 

Porter, Lawler, & Hackman, 1975; Van Maanen & Schein, 1979). The process of 

socialization leads to the development of the employee's organizational commitment 

(Caldwell, Chatman, & O'Reilly, 1990). Variables that influence the socialization process 

also determine the psychological climate for an individual (Bauer & Green, 1998). Hence, 

psychological climate is posited to influence an employee's organizational commitment. 

4. Psychological climate of an organization for a salesperson captures his or her 

psychologically meaningful perception and interpretation of the organizational 

environment based on work experiences. Psychological climate is a multi-dimensional 

construct (Brown & Leigh, 1996; Denison, 1996; Glick, 1985; James & James, 1989; 

Schneider & Reichers, 1983). Two acknowledged dimensions of psychological climate 

that an organization can manage, and which directly influence the organizational 

commitment of employees are: (a) leader support and facilitation, and (b) work group 

cooperation, warmth and friendliness (James & James, 1989). Brown and Leigh (1996) 

empirically evaluated and supported a link between psychological climate, job 
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involvement, effort, and performance of salespersons. However, Brown and Leigh (1996) 

did not consider the work group related dimension of psychological climate and they did 

not incorporate organizational commitment into their study. The discussion on the 

consequences of psychological climate indicates that its dimensions are likely to be related 

to the organizational commitment of a salesperson. 

5. Evidence suggests that a salesperson's organizational commitment: (a) 

influences directly and negatively the salesperson's intention to quit (Babakus, Cravens, 

Johnston, & Moncrief, 1996; Bashaw & Grant, 1994; Johnston, Parasuraman, Futrell, & 

Black, 1990; Sager, 1990), and (b) influences indirectly his or her turnover behavior 

(Johnston, Parasuraman, Futrell, & Black, 1990; Sager, 1990). Generally, researchers 

have failed to find sufficient evidence of a direct link between organizational commitment 

and performance. Hunt, Chonko, and Wood (1985) conceptualize performance as a direct 

consequence of organizational commitment. Meyer et al. (1989) found empirical evidence 

to support a link between affective organizational commitment and performance in a non 

sales context. 

The points enumerated above reveal several critical gaps in sales management 

literature. These gaps need to be identified and investigated to further understanding about 

sales force behavior in organizations. An attempt at identifying these gaps follows: 

1. The relationships between dimensions of a psychological climate for a 

salesperson and the salesperson's organizational commitment have not been proposed or 

examined. Denison (1996) observes that "Climate refers to a situation and its link to 

thoughts, feelings, and behaviors of organizational members. Thus, it is temporal, 
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subjective, and often subject to direct manipulation by people with power and influence" 

(p. 644). In light of its perceptual nature, psychological climate can be altered to the 

benefit of a salesperson and organization. Therefore, knowledge of the relationships 

between dimensions of psychological climate (for e.g., leader support and facilitation, 

work group cooperation, warmth and friendliness) and commitment of salespeople can 

facilitate an organization in influencing the commitment of its sales force. This type of 

intervention would have positive results for the organization in terms of increasing 

retention amongst its salespeople. 

2. Empirical investigations of theoretically grounded frameworks that can provide 

fuller explanations of the exact nature of the relationship between organizational 

commitment and sales performance are needed to expand understanding about the 

antecedents of sales force performance. Studies in sales management have linked sales 

performance to constructs such as intrinsic motivation (Cravens, Ingram, LaForge, & 

Young, 1993; Oliver & Anderson, 1994), training (Meyer & Raich, 1983; Szymanski, 

1988), and role ambiguity (Brown & Peterson, 1993). However, there is little evidence in 

sales literature to support the contention that sales performance is related to organizational 

commitment (Mathieu & Zazac, 1990). Support for such a relationship would allow 

researchers to expand understanding of the role of organizational commitment and offer 

business organizations a tool to improve performance. 

3. Conceptualization and empirical investigation of frameworks incorporating 

managerially relevant and controllable determinants to explain key sales job outcomes 

have both theoretical and practical appeal. The theoretical appeal lies in the promise of 
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identifying determinants with powerful explanatory capability. The practical appeal of this 

line of thought draws from the fact that sales organizations can use the results of such 

research to develop tactics that will impact key sales outcomes such as performance and 

retention. Yet, there is a paucity of frameworks that propose linkages to both performance 

and turnover through a set of common antecedent variables. The next section introduces 

the purpose and scope of the current research based on the three major research needs 

highlighted here. 

Statement of Purpose and Scope 

The purpose of the current study is to develop and test a perceptual model 

depicting the antecedents of a salesperson's commitment, performance and turnover (see 

Figure 3; p. 26). This perceptual model integrates relationships between psychological 

climate, organizational commitment, sales performance, and sales force turnover. 

Developing and testing an integrated model will help researchers to better understand the 

nature of the relationships between: (a) a salesperson's psychological climate and his or 

her organizational commitment, and (b) a salesperson's organizational commitment and 

his or her sales effort, performance, and retention. The various relationships in the 

proposed model will be tested using a path analytic technique. 

The scope of the study is restricted by the following caveats. The discussion on 

psychological climate in this study is restricted to two of the four dimensions of climate 

identified by James and James (1989). The psychological climate construct is deliberately 

restricted in the model to permit detailed evaluation and rigorous empirical treatment. The 

study acknowledges the existence of other frameworks that represent sales force 
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performance (for e.g., Brown & Peterson, 1994; Churchill, Ford, Hartley, & Walker, 

1985; Klein & Kim, 1998; Plank & Reid, 1994; Walker, Churchill, & Ford, 1977, 1979; 

Weitz, 1981; Weitz, Sujan, & Sujan, 1986). The study also acknowledges the existence of 

potential frameworks that can explain sales force performance by using theories and 

variables other than the ones utilized here. In summary, the study presents one of several 

possible explanations to address sales force performance and retention. The key 

motivation behind the framework proposed in this study is to provide a unique explanation 

of sales force performance and turnover that can be implemented at the operational level. 

The study attempts to fill important gaps in sales management research by 

developing theoretically sound rationalizations of relationships amongst constructs related 

to salespersons and outcomes that are empirically verifiable. In doing so, this study aims to 

provide a distinct understanding of the influence of climate oriented determinants on sales 

force performance and retention. Another compelling purpose of this study is to augment, 

through research, the capability of an organization to develop its sales force performance 

and well being. The purpose of the study will be exacted by testing the proposed 

framework (Figure 3) using psychometric data gathered from a sample of salespeople. 

Statement of Research Questions 

The study aims to answer the following research questions: 

1. How does a salesperson's perception regarding work group behavior (i.e., 

behavior of other salespersons) influence the salesperson's organizational commitment? 

2. How does a salesperson's perception regarding the behavior of other groups 

(i.e., non sales employees) influence the salesperson's organizational commitment? 
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3. Do a salesperson's perceptions toward his or her work group and other groups 

(e.g., accounting, finance) influence indirectly the salesperson's performance and 

turnover? 

4. How does a salesperson's perception regarding his or her manager's behavior 

influence the salesperson's organizational commitment? 

5. How does a salesperson's perception regarding the behavior of the senior 

management in the organization influence the salesperson's organizational commitment? 

6. Do a salesperson's perceptions of supervisor behavior and senior management 

behavior influence indirectly the salesperson's performance and turnover? 

7. To what extent does a salesperson's organizational commitment influence his or 

her performance? 

8. Are there variables that mediate or moderate the relationship between the 

organizational commitment and performance of a salesperson? 

The next section introduces the perceptual model depicting the antecedents of a 

salesperson's commitment, performance, and turnover (abbreviated as the Salesperson's 

CPT model). The proposed perceptual model addresses the eight questions phrased above 

through hypothesized linkages between its component variables. A brief discussion of 

theories and constructs utilized to construct the Salesperson's CPT model (Figure 3; p. 

26) follows the model specification. Chapter 2 reviews the theories and constructs 

included in the Salesperson's CPT model (Figure 3) in some detail. Chapter 3 further 

explains the perceptual model Chapter 1 introduces. 



26 

<D > 
Q 

3 
H 

ctf 

of 

I 
VH 
<D 
CM 
a 
<9 

I o 
U 

S 
<5 a< 
CZJ 
JD 
13 </5 
cd 
Cm 
O 
a 
<p T3 d> o <d 

a> 43 4-» g> 

§ 
*EL 
Q 
"S 
,o 

a* 
£ & 
8 
P* 
en 
a> 

Gn 

43 
aj *rn #11 <U <D 



27 

Conceptual Framework 

The perceptual model depicting the antecedents of a salesperson's performance 

commitment, and turnover (Figure 3) respecifies two dimensions of psychological climate: 

(a) work group cooperation, warmth, and friendliness, and (b) leader support and 

facilitation (see James & James, 19E9) into four distinct constructs which influence a 

salesperson's organizational commitment. These four constructs, exhibited in Figure 3, 

are: (a) perception of work group behavior, (b) perception of outside group behavior, (c) 

perception of manager behavior, and (d) perception of senior management behavior. 

The work group cooperation, warmth, and friendliness dimension of psychological 

climate (James & James, 1989) is reconceptualized in the Salesperson's CPT model 

(Figure 3) as comprising two distinct constructs: (a) perception of work group behavior (a 

salesperson's perception regarding the behavior of other salespersons in his or her group 

formed as a result of the interactions that the salesperson has with such individuals), and 

(b) perception of outside group behavior (a salesperson's perception regarding the 

behavior of employees in other departments in the organization formed as a result of the 

interactions the salesperson has with such employees). The Salesperson's CPT model 

(Figure 3) indicates that a salesperson's favorable perceptions regarding work group 

behavior and outside group behavior both relate directly and positively to the 

salesperson's organizational commitment. 

The psychological climate dimension of leader support and facilitation (James & 

James, 1989) is also reconceptualized in the Salesperson's CPT model to comprise two 

distinct constructs: (a) perception of manager behavior (the impression a salesperson holds 
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concerning the behavior of his or her sales manager formed as a result of the interactions 

the salesperson has with the sales manager in the course of working for the organization), 

and (b) perception of senior management behavior (the impression a salesperson holds 

concerning the behavior of senior management in the organization formed as a result of 

direct and indirect interactions with senior management). The two constructs are posited 

to relate directly and positively to the salesperson's organizational commitment. Through 

their direct relationship with organizational commitment, the four constructs 

conceptualized above influence indirectly: (a) the sales effort a salesperson exerts, and (b) 

the salesperson's intention to stay in the same organization (Figure 3). 

Organizational commitment is a pinion variable in the Salesperson's CPT model 

that links aspects of a salesperson's environment with organizationally desirable outcomes. 

In accordance with the results of previous studies on turnover behavior (discussed in a 

later section), organizational commitment of a salesperson is hypothesized in the proposed 

model (Figure 3) to relate directly and positively to the salesperson's intention to stay in 

the organization (depicted in the Salesperson's CPT model by a positive path leading from 

commitment to intention to stay). Further, the Salesperson's CPT model emphasizes that a 

salesperson's intention to stay relates negatively to a salesperson's turnover behavior 

(depicted by a negative path leading from intention to stay to turnover in Figure 3). 

Combining the two relationships, the Salesperson's CPT model posits that a salesperson's 

organizational commitment influences indirectly and negatively his or her turnover 

behavior through influencing directly the salesperson's intention to stay. 
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The Salesperson's CPT model (Figure 3) also indicates that organizational 

commitment influences performance through effort perceptions. Blau and Boal (1987) 

contend that organizational commitment and performance do not correlate exactly. This 

lack of correspondence between organizational commitment and performance is accounted 

in the proposed model by: (a) effort, which is hypothesized to mediate the relationship 

between organizational commitment and performance (indicated by a positive path leading 

from commitment to effort and another positive path leading from effort to performance in 

Figure 3) and (b) success beliefs and perceived behavioral control (defined in the next 

section) which are hypothesized to moderate the relationship between organizational 

commitment and sales effort. The greater are a salesperson's success beliefs and perceived 

behavioral control, the greater is the level of sales effort the salesperson expends. The 

effort exerted by a salesperson is posited to relate directly and positively to his or her 

performance (Figure 3). 

In summary, the above framework conceptualizes the relationships between four 

perceptual constructs (representing two dimensions of psychological climate) and 

organizational commitment of a salesperson. The framework also postulates relationships 

between a salesperson's organizational commitment and four important outcome 

variables, namely, the salesperson's effort, performance, intention to stay, and turnover. 

Theories and Component Constructs 

The perceptual model depicting the antecedents of a salesperson's commitment, 

performance, and turnover (Figure 3; p. 26) integrates several bodies of thought and 

consequently involves several key constructs. Theoretical and conceptual backgrounds on 
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constructs such as organizational commitment, psychological climate, and performance 

were provided in earlier sections of this chapter. This section delineates theories pertinent 

to the model that have not yet been mentioned here. The concluding sections of this 

chapter discuss the contributions and limitations of this study. 

Leadership and Path-Goal Theory of Leadership 

Yammamiro (1997) defines leadership in a sales setting as "a set of observable 

activities that occur in a work group comprising a sales manager and salesperson who 

willingly subscribe to a shared purpose and work jointly to accomplish it" (p. 44). In other 

words, leadership is the ability of a person to get other people to work willingly towards 

the accomplishment of tasks allotted to them. 

The leadership aspect of the model (Figure 3) draws on the path-goal theory of 

leadership (House, 1971; House & Mitchell, 1974; Podsakoff, MacKenzie, Aheame, & 

Bommer, 1995). Essentially, path-goal theory holds that leader behavior pertains to 

various extrinsic and intrinsic rewards bestowed on a subordinate for goal 

accomplishment. These rewards, and the possibility of achievement of such rewards, 

determine the values attached by a subordinate to different behaviors. The leader can 

influence the instrumentality of a behavior (i.e., the relationship of a behavior to 

performance) by altering the rewards for that behavior. A leader (e.g., a sales manager), 

through his or her decisions and behavior exerts influence on the behavior of a subordinate 

(e.g., a salesperson). 

Two leader behaviors that have received considerable attention in literature are 

leader initiating structure and leader consideration. According to House (1971), " Leader 
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initiating structure is used to describe the degree to which the leader initiates 

psychological structure for subordinates by doing such things as assigning particular tasks, 

specifying procedures to be followed, clarifying his expectations of subordinates, and 

scheduling work to be done" (p. 321). House (1971) further states that" Leader 

consideration is used to describe the degree to which the leader creates a supportive 

environment of psychological support, warmth, friendliness, and helpfulness by doing such 

things as being approachable, looking out for the personal welfare of the group, doing 

little things for subordinates, and giving advance notice of change" (p. 321). 

Some other leader behaviors that impact subordinate actions are authoritarianism, 

hierarchical influence, and closeness of supervision (House, 1971). One of the two 

dimensions of psychological climate included in this study, i.e., leader support and 

facilitation (James & James, 1989), corresponds closely to four of the five leader 

behaviors House (1971) mentions. This correspondence provides a rationale for adopting 

the path-goal theory of leadership in this study. 

Turnover Theory 

Four distinct turnover models of relatively recent origin have greatly added to our 

understanding of employee turnover (i.e., Bluedorn, 1982; Jackofsky, 1984; Mobley, 

1977; Price, 1977). This section reviews the Price (1977) and the Mobley (1977) models 

of employee turnover and addresses several turnover cognitions. The linkage between 

intention to quit and turnover is also examined. 

Price (1977) states that factors such as pay, integration into the organization, 

instrumental communication, and formal communication relate positively to job 
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satisfaction, and that centralization of an organization relates negatively to the job 

satisfaction of an employee. Price (1977) indicates that a satisfied employee is unlikely to 

leave the organization, and hypothesizes a negative relationship between job satisfaction 

and turnover. The relationship between job satisfaction and turnover is moderated by the 

opportunity to leave the organization (March & Simon, 1958). The model, then, 

hypothesizes that turnover is determined largely by organizational characteristics. Tests of 

Price's (1977) model indicate that opportunity is more of an antecedent to turnover rather 

than a moderator of the relationship between satisfaction and turnover (Bluedorn, 1979). 

Sager, Griffeth, and Horn (1998) delineate three turnover cognitions: (a) thinking 

of quitting, (b) intention to search, and (c) intention to quit. These cognitions are part of 

the intermediate linkages model of turnover cognitions proposed by Mobley (1977). The 

Mobley model indicates that an employee goes through three turnover cognitions after 

becoming dissatisfied with a job and before quitting the job. The relationships posited by 

Mobley (1977) have been supported consistently (Sager, Griffeth, & Horn, 1998). 

In their meta-analytic review of empirical studies on employee turnover, Cotton 

and Tuttle (1986) determine that employee turnover relates significantly to a number of 

external, work-related, and personal factors. Some work-related variables that were found 

to influence employee turnover include satisfaction with job, satisfaction with supervisor, 

satisfaction with coworkers, and organizational commitment. These relationships have 

import in the context of the study undertaken here, and will be revisited in greater detail in 

the next chapter. 
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Perceived Behavioral Control 

Ajzen and Madden (1986) define perceived behavioral control as " the person's 

belief as to how easy or difficult performance of the behavior is likely to be" (p. 457). 

Perceived behavioral control is hypothesized to relate directly to intentions to act such that 

greater control perceptions are associated with greater intention to act (Ajzen, 1991). 

Success Beliefs 

Bagozzi (1992) defines the expectations of success or failure (i.e., success beliefs) 

as "predictions [of an individual] that if one tries to perform a goal-directed behavior, 

success or failure will result" (p. 182). Bagozzi (1992) contends that both perceived 

behavioral control and success beliefs are "necessary for a full explanation of outcome and 

end-state goal attainment" (p. 182). Together, perceived behavioral control and success 

beliefs are posited to moderate the relationship between organizational commitment and 

sales effort in the Salesperson's CPT model (Figure 3). 

Contributions of the Study 

The conceptual schema developed in this study makes several contributions to 

theory. A major contribution of the framework proposed here is that it addresses 

relationships between constructs that have not been fully developed and incorporated in 

sales management literature. These constructs include: (a) psychological climate, (b) 

organizational commitment, (c) perceived behavioral control, and (d) success beliefs. 

Attention to the structural relationships posited to exist between these constructs, as well 

as the linkages of these constructs to sales related outcomes will enhance our 

understanding of the determinants of performance and retention of salespeople. 
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1. Psychological climate has been conceptualized as having various dimensions 

(e.g., James & James, 1989). The Salesperson's CPT model (Figure 3; p. 26) posits that 

two dimensions of psychological climate: (a) work group cooperation, warmth, and 

friendliness, and (b) leader support and facilitation influence directly the organizational 

commitment of salespeople, a relationship not investigated before. Thus, this study 

identifies unique manageriatly relevant variables as being antecedent to a salesperson's 

organizational commitment. 

2. The current study specifies the two dimensions of psychological climate so as to 

enhance explanations of their theorized effects. Building on the argument that employees 

are able to isolate perceptions toward "jobs, leaders, work groups, and 

individual/organizational interfaces into separate internal compartments" (James & James, 

1989, p. 740), this study conceptualizes that a salesperson is able to isolate his or her 

perception regarding the behavior of other salespersons in the work group from the 

perceptions he or she has of employee behavior in other departments of the organization. 

Also, a salesperson is able to compartmentalize his of her perception of manager behavior 

from the perception of senior management behavior. This study, then, offers a new insight 

into the dimensionality of psychological climate in the context of salespeople. 

3. Each of the four postulated constructs depicting dimensions of psychological 

climate in the Salesperson's CPT model (Figure 3) are hypothesized to influence 

independently a salesperson's organizational commitment. These relationships, which 

provide a distinct explanation of the antecedents of organizational commitment, are tested 

for the first time in this study. 
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4. The Salesperson's CPT model (Figure 3) offers an alternative conceptualization 

of the link between organizational commitment and job performance. Theoretically 

relevant constructs such as perceived behavioral control and success beliefs which have 

been utilized by researchers to propose or test linkages between attitude and behavior 

(e.g., Ajzen, 1991; Bagozzi, 1992; Bagozzi & Warsaw, 1990, Fishbein & Ajzen, 1975) are 

included in the proposed model (Figure 3) to explain this link. Empirical analysis of the 

moderating influence of these variables on the link between organizational commitment 

and sales effort will shed greater light on the relationships between organizational 

commitment, sales effort, and sales performance. 

5. The perceptual framework proposed in this study (Figure 3) centers on a 

determinant, organizational commitment, which management can influence, and which is 

expected to influence substantially both performance and turnover of salespersons. 

Contingent on empirical validation, this framework offers a parsimonious explanation of 

two vital outcomes of a salesperson's behavior in the workplace. To the extent that it is 

valid, the Salesperson's CPT model (Figure 3) will provide insight that can be used by 

management to improve the work environment of salespeople while enhancing their 

retention and performance. 

6. This study extends previous studies on antecedents and consequences of 

organizational commitment of salespersons by providing for theoretically sound 

antecedents, and testing new relationships explaining the consequences of commitment. 

Subject to empirical justification, this study provides managers with new tools to 

facilitate desirable sales outcomes. If dimensions of psychological climate influence the 
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organizational commitment of salespeople, then (because management can influence these 

dimensions) these dimensions can be managed to enhance the organizational commitment 

of salespersons. Managers can increase the level of effort salespersons exert by influencing 

their organizational commitment. Empirical support for the moderating role of both 

perceived behavioral control and success beliefs on the relationship between organizational 

commitment and sales effort would provide more avenues to management to further 

influence sales effort and consequently enhance sales performance. Retention of 

salespersons can also be improved by influencing the psychological climates of 

salespersons. A salesperson who is in a psychologically safe and comfortable environment 

where his or her effort is duly rewarded is likely to develop increased levels of 

organizational commitment, and an increased willingness to maintain membership in the 

organization. In summary, results of the study could provide sales organizations with 

additional resources to compete in the present business environment by aiding them in 

their retention and sales efforts. 

Limitations of the Study 

The following limitations of this study are readily identifiable: 

1. The study considers two of the four dimensions of psychological climate 

proposed by James and James (1989). Thus, the entire construct is not studied, and this 

may impact on the explanatory power of the model. 

2. The Salesperson's CPT model (Figure 3) is under-specified as it does not 

consider other antecedents of commitment identified in the literature (e.g., satisfaction), 

and therefore does not consider their impact on organizational commitment, and their 
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possible indirect impact on sales performance and turnover through organizational 

commitment. 

3. Data will be collected through a cross-sectional research design, therefore any 

causal inferences made should be conditioned on this aspect of the research. 

4. Information will be collected through survey instruments that ask salespersons 

to provide their responses on the various scales adapted for this study. Thus, there is a 

potential for self-report bias. However, as performance measures are objective outputs, 

the danger of corruption of data is ameliorated. 

5. Because performance will be measured using objective target achievement 

figures, the behavioral dimensions of performance is not being tapped by this study. 

6. The study will use data from the sales force of one organization. Idiosyncracies 

peculiar to the sampled organization may impact the generalizability of the study results to 

salespersons in other organizations. 

Summary 

Chapter 1 highlights the roles that sales force performance and retention play in the 

success of a sales organization. Subsequently, Chapter 1 presents the dominant 

frameworks in sales management literature that posit antecedents of sales force 

performance, and discusses briefly some studies based on these frameworks. The 

subsequent section addresses research constructs such as psychological climate, 

organizational socialization, and organizational commitment in the context of 

salespersons. A rationale for further research into managerially controllable antecedents of 

sales force performance and turnover is developed through the identification of research 
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needs and research questions are formulated. Thereafter, a testable conceptual framework 

depicting the antecedents of sales force commitment, performance, and turnover is 

presented (Figure 3; p. 26). The concluding sections of Chapter 1 address some theories 

and constructs relevant to the current study, enumerate the contributions of the study, and 

list the limitations of the research program undertaken here. 

Chapter 2 will discuss, at length, the theories and constructs Chapter 1 introduces 

and will review studies, in both sales and non sales contexts, that discuss findings relevant 

to the Salesperson's CPT model (Figure 3). 



CHAPTER 2 

THEORETICAL BACKGROUND AND RELATED EMPIRICAL RESEARCH 

Introduction 

Chapter 1 emphasized the importance of understanding the determinants of sales 

force performance and retention, and established a rationale for investigating relationships 

between certain constructs (e.g., psychological climate dimensions and organizational 

commitment of salespersons) and desirable sales outcomes such as increased sales and 

decreased turnover. Chapter 1 also introduced a perceptual model depicting the 

antecedents of a salesperson's commitment, performance, and turnover (see Figure 3; p. 

26). The perceptual model Chapter 1 prefaced indicates the influence of two dimensions of 

psychological climate on a salesperson's organizational commitment. The model also 

illustrates that organizational commitment of a salesperson, in turn, influences the 

salesperson's performance and desire to maintain membership in the organization. 

Chapter 2 offers a detailed rendition of theories and empirical studies that underlie 

the relationships the Salesperson's CPT model (Figure 3) proposes. More specifically, this 

chapter provides expanded treatises of theories on psychological climate, organizational 

socialization, leadership, organizational commitment, employee performance, and 

employee turnover. Additionally, Chapter 2 discusses research derived empirical evidence 

that is relevant to the relationships the Salesperson's CPT model (Figure 3) proposes. 

39 
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The review of extant literature in this chapter furnishes arguments that follow 

closely a framework presented by Fishbein and Ajzen (1975) to explain the relationships 

between beliefs, attitudes, intentions, and behavior (abbreviated as the AIB framework). 

According to Fishbein and Ajzen (1975), an individual's beliefs about an object lead to the 

formation of attitudes toward that object. The attitudes of the individual toward the object 

influence his or her intention to act. This, in turn, affects the behavior of the individual 

with respect to that object. The perceptual model depicting the antecedents of a 

salesperson's commitment, performance, and turnover (abbreviated as the Salesperson's 

CPT model; see Figure 3) adapts the Fishbein and Ajzen (1975) framework to the present 

study. 

In the context of the Fishbein and Ajzen (1975) model, the dimensions of a 

salesperson's psychological climate (discussed in the subsequent section) serve as 

perceptions or beliefs held by salespersons about the environment in the organization. 

These perceptions influence the salesperson's organizational commitment (see Figure 3), 

an attitudinal construct in the vernacular of the Fishbein and Ajzen (1975) model. A 

salesperson's commitment to the organization includes an intention to exert effort 

(discussed in a later section). Organizational commitment also leads to an intention on part 

of a salesperson to retain membership in the organization. These two intentions parallel 

the 'intention to act' component of the Fishbein & Ajzen (1975) model. 

A salesperson's effort and turnover behavior, which the Salesperson's CPT model 

(Figure 3) depicts as consequences of the salesperson's organizational commitment, 

correspond to behavior in the context of the Fishbein and Ajzen (1975) model. Sales 
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performance is depicted in the Salesperson's CPT model (Figure 3) as an outcome of a 

salesperson's behavior (i.e., effort). In summary, the thought underlying the Salesperson's 

CPT model (Figure 3) holds that perceptions/beliefs influence attitudes, attitudes influence 

intentions, intentions influence behaviors, and behaviors lead to goal-directed outcomes. 

Psychological Climate (Beliefs) 

Literature addressing climate has its theoretical foundations in psychology, namely 

the field theory Lewin (1951) proposes. Lewin (1951) states that the relationship between 

an individual and his or her social environment can be depicted by the equation B = f (P, 

E), where B is the behavior of the individual, P is the person, and E is the social 

environment. This explanation for the determinants of an individual's behavior greatly 

influenced thought regarding climate in the context of organizations (Denison, 1996). 

Evidence of the influence of Lewin's thesis is found in the definition of organizational 

climate Taguiri and Litwin (1968) advance. They conceptualize climate as "the relatively 

enduring quality of the total environment that (a) is experienced by the occupants, (b) 

influences their behavior, and (c) can be described in terms of the values of a particular set 

of characteristics (or attributes) of the environment" (p. 25). 

Initial research in the area of organizational climate (e.g., Litwin & Stringer, 1968) 

concentrated on establishing the dimensionality of the construct. Dimensions used to 

characterize climate as a research construct include structure, responsibility, reward, 

warmth, support, and identity. In the early stages of climate research, the unit of theory 

was the organization itself (Glick, 1985). Later conceptualizations and empirical research 

involving the climate construct can be divided into three areas of investigation: (a) 
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hierarchical segregation of the climate construct in the organizational context, (b) 

respecification of the dimensionality of psychological climate, and (c) division of the 

climate construct based on the focus of research. 

The first field of inquiry pertains to the hierarchical distinctions present in the 

concept of climate. James and Jones (1974) advance the notion that climate consists of 

two separate constructs: (a) organizational climate, and (b) psychological climate. Their 

distinction, now largely accepted in literature, is based on whether the objects of study are 

organizational units as opposed to individual perceptions of the work environment (Glick, 

1985). In emphasizing the difference (in levels) between psychological climate and 

organizational climate, Schneider and Reichers (1983) state that "psychological climates 

are the meanings an individual attaches to a work context, while organizational climates 

are the summated, averaged meanings that people attach to a particular feature of the 

setting" (p. 21). An example of this distinction would be the difference between an 

individual employee's perception regarding the support his or her supervisor provides (an 

element of psychological climate) and the overall perceptions held by the employees 

regarding supervisory support in the organization (an element of organizational climate). 

Other climate researchers argue for the existence of an intermediate construct 

termed group climate (e.g., Howe, 1977). Expanding on the above example, an element of 

group climate would be the perceptions that members of one group in the organization 

have regarding the supervisory support to that group. From the distinctions presented 

above, the hierarchy of constructs embodying the concept of climate, in increasing order 

of specificity, would be organizational climate, group climate, and psychological climate. 



43 

The above distinctions notwithstanding, a review of extant literature reveals that 

both the term psychological climate (Denison, 1996; James & James, 1989; James, Hater, 

Gent, & Bruni, 1978; Tyagi, 1982), and the term organizational climate (Campbell, 

Dunette, Lawler, & Weick, 1970; Naylor, Pritchard, & Ilgen, 1980), have been used to 

describe psychological climate. This muddling of meaning is evidenced by the definitions 

provided below. James, Hater, Gent, and Bruni (1978) note that the psychological climate 

of an organization is: (a) the perception and interpretation of the organizational 

environment by its employees, and (b) an individual attribute measured in terms of 

psychologically meaningful perceptions for the individual. Strutton, Pelton, and Lumpkin 

(1993) define the psychological climate construct in the context of a sales organization as 

"the employees' perceptions of their own experiences within the organization" (p. 2). 

Campbell et al. (1970) offer a similar definition citing 'organizational climate' as a set of 

global perceptions about an organization held by an employee which influences the 

employee's behavior. Tyagi (1982) uses the term 'perceived organizational climate' to 

represent the construct Campbell et al. (1970) define. 

The various explanations of psychological climate given above reveal several 

consistencies in the way researchers interpret this construct. First, the unit of study in 

psychological climate is the individual (Denison, 1996; Glick, 1985; James & James, 1989; 

Joyce & Slocum, 1984; Schneider & Reichers, 1983). Second, psychological climate for 

an individual consists of descriptive beliefs or perceptions held by that individual (Naylor, 

Pritchar4, & Ilgen, 1980; Glick, 1985). Third, these perceptions of climate arise from the 



44 

employee's work experiences (Denison, 1996; Glick, 1985; James & James, 1989; 

Schneider & Reichers, 1983; Strutton, Pelton, & Lumpkin, 1993). 

A noteworthy feature of the psychological climate construct is that it is unique to 

individuals. Employees working in the same organization, and even within the same work 

group can have different perceptions of the climate in which they work. Previous studies 

on psychological climate argue for, and provide explanations for this contention. Brown 

and Leigh (1996) contend that perceptual biases, individual differences, and differing 

managerial styles may account for variations in the climate perceptions of employees 

working in the same organization. Dansereau, Graen, and Haga (1975) list individual 

variations, differences in situations and interactions, and differences in treatment by 

managers as explanans for the existence of unique sets of perceptions held by various 

employees in the same organization. 

The second field of inquiry in climate research centers on conceptualizing and 

testing the dimensions of psychological climate, and assessing the influence of this 

construct on employee behaviors. Scholars agree that psychological climate is a multi-

dimensional construct (e.g., Brown & Leigh, 1996; Denison, 1996; Glick, 1985; Schneider 

& Reichers, 1983). However, they disagree as to the dimensions that comprise the 

psychological climate construct. This disagreement is evidenced in several studies, as 

discussed next, that conceptualize and test the dimensions psychological climate. 

Brown and Leigh (1996) operationalize psychological climate as "the extent to 

which employees perceive the organization to be a psychologically safe and meaningful 

place to work" (p. 358). They hypothesize that the construct has six distinct dimensions: 
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supportive management, clarity of expectations, ability to express oneself, perceived 

meaningfulness of contribution, recognition, and challenge. Their climate model posits that 

psychological climate influences job involvement, which in turn associates positively with 

an employee's effort directed toward meeting organizational goals. Such efforts are 

posited to directly influence performance. Using a sample composed of sales 

representatives from two companies, Brown and Leigh (1996) found support for all the 

abovementioned hypothesized relationships. 

James and James (1989) conceptualize that psychological climate has four 

dimensions: (a) leader support and facilitation, (b) role stress and lack of harmony, (c) job 

challenge, and (d) work group cooperation, warmth and friendliness. The conceptual 

model, thus developed, was tested using four samples of non-supervisory personnel: 

aircraft maintenance personnel, systems analysts and programmers, front-line firefighters 

and production-line personnel. The results of the James and James (1989) study provide 

support for the four dimension model of psychological climate. 

Tyagi (1982) concludes that organizational behavior literature specifies four 

dimensions of psychological climate: (a) job characteristics, (b) leadership characteristics, 

(c) organizational characteristics, and (d) work group characteristics. Utilizing variables 

representing the first three climate dimensions, Tyagi (1982) hypothesizes that: (a) role 

overload and task conflict relate negatively, and (b) job challenge and clarity, job 

importance, leadership consideration, organizational identification, and management 

concern and awareness relate positively to the expectancies, intrinsic and extrinsic 

instrumentalities, and extrinsic and intrinsic motivations of salespersons. Using a sample of 
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insurance salespersons drawn from one organization, Tyagi (1982) demonstrated support 

for a majority of the proposed hypotheses. He concludes that the three dimensions of 

climate, represented by the variables mentioned earlier, have a stronger influence on 

intrinsic rather than on extrinsic dimensions of motivation and instrumentality. In this 

study, only two variables, i.e., job importance and leadership consideration related 

significantly to the extrinsic instrumentality of the salespeople. 

In another study conducted with salespersons, Strutton, Pelton, and Lumpkin 

(1993) specify that the dimensions of cohesion, autonomy, innovation, recognition, 

fairness, pressure, and pre-eminence of profit motive represent the psychological climate 

construct. The researchers hypothesize that except the pressure dimension, which they 

expect to relate negatively to trust, the above dimensions relate positively to the trust a 

salesperson places in a sales manager. Elsewhere, trust has been posited to be an 

antecedent of psychological climate (e.g., James & James, 1989). Strutton, Pelton, and 

Lumpkin (1993) found support for all the hypothesized relationships except for the linkage 

between pressure and trust. 

Table 1 (see p. 47) presents a summary of the variables the above studies utilize to 

represent psychological climate dimensions. These studies represent the body of research 

addressing the dimensions of psychological climate. As Table 1 indicates, the variables 

these studies utilize are subsumed under four general dimensions the psychological climate 

literature identifies: (a) perception of leadership, (b) job related perceptions, (c) 

perceptions regarding the organization, and (d) work group related perceptions. However, 

disparities exist between these studies concerning the dimensions of psychological climate 
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Table 1 

Classification of Variables Used as Psychological Climate Dimensions (Selected Studies^ 

General Dimensions/Characteristics 

Organization 

Studies Leadership Job Related Related Work Group 

Brown and flexibility. role clarity, recognition, 

Leigh (1996) support job challenge freedom of 

self-expression 

James and influence, role ambiguity, identification cooperation, 

James (1989) support, trust, role conflict, responsibility, 

interaction, role overload, warmth and 

facilitation, job challenge, friendliness 

management job importance, 

concern and job challenge 

awareness and variety 

Tyagi (1982) consideration, job challenge Identification 

management and variety, 

concern and job importance, 

awareness task conflict, 

Strutton, fairness Autonomy, Recognition, Cohesion 

Pelton, and Innovation, Pre-eminence of 

Lumpkin Pressure profit motive 

(1993) 
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they emphasize, as well as the variables they use in delineating the psychological climate 

dimensions. Also, several of the studies Table 1 lists do not test for the work group 

dimension of psychological climate. This dimension refers to an employee's perception 

regarding the behavior of the group he or she works in, and develops as a result of formal 

and informal interactions with other employees in the group. Among the studies 

mentioned in Table 1, only one (James & James, 1989) attempts to measure this dimension 

directly. The Strutton, Pelton, and Lumpkin (1993) study does incorporate cohesion as a 

determinant of psychological climate. However, the authors define cohesion in the context 

of the organization and not as a perception toward a salesperson's work group behavior. 

Brown and Leigh (1996) and Tyagi (1982) acknowledge the existence of the work 

group dimension. But these authors contend that salespersons have minimal interaction, if 

at all, with their work groups, therefore the work group dimension is not relevant in 

measuring a salesperson's psychological climate. A counter argument to this contention by 

Brown and Leigh (1996) and Tyagi (1982) is that the work group dimension as a 

component of psychological climate becomes relevant in situations where salespersons 

have regular or close interactions with other salespersons or other employees in the 

organization. The contention by Denison (1996) rings very true in light of the dimensions 

of psychological climate (highlighted in Table 1) the above studies posit: 

there seems to be no natural limit to the climate domain other than the ability of 

theorists, researchers, and practitioners to evoke new adjectives to describe perceived 

social psychological environments, (p. 628) 
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The third area of inquiry in climate research refers to a focus on studying the 

climates of various attributes of an organization. Glick (1985) argues for climate studies to 

incorporate only those aspects of the work environment that are of interest to the 

researchers. In a similar vein, Schneider and Reichers (1983) contend that "work settings 

have numerous climates and these climates are for something" (p. 21). They infer that 

psychological climate can be divided into sub climates. Schneider and Reichers (1983) 

state that employees perceive different climates for various attributes of an organization 

such as safety, service, production, security, and quality. The authors also argue that each 

such climate should be studied separately. The measurement of the climate for safety 

(Zohar, 1980), and the climate for service (Schneider, Partington, & Buxton, 1980) are 

examples of studies that undertake such efforts. 

A summary of the above discussions on the three directions in which research on 

psychological climate has progressed is presented here. The first stream of research 

distinguishes psychological climate from organizational climate and group climate (e.g., 

Howe, 1977; James & Jones, 1974). The second area of investigation reveals a consensus 

in literature with respect to the meaning of psychological climate, but discloses significant 

inconsistencies among studies as regards the variables they use in depicting the dimensions 

of the construct. These differences appear to arise from subjective interpretations of 

psychological climate dimensions by researchers to suit their populations of interest (e.g., 

Brown & Leigh, 1996; Strutton, Pelton, & Lumpkin, 1993; Tyagi, 1982). The third field 

of inquiry illuminates the possible fragmentation of the psychological climate construct. 

This fragmentation arises as a result of researchers segmenting the work environment into 
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component attributes and then attempting to study the climates of these organizational 

attributes (e.g., Schneider, Parkington, & Buxton, 1980; Zohar, 1980). Such a 

specification confounds the identity of psychological climate. The psychological climate 

construct and its measurement should, therefore, be consolidated and integrated in 

research settings to prevent the inconsistencies in, and the fragmentation of the construct. 

Schneider and Reichers (1983) contend that climates emerge out of interactions 

that take place between members in a social setting such as an organization. The authors 

build on this contention to argue that the process of socialization of an individual into an 

organization leads to the formation of the psychological climate for that individual. 

Schneider and Reichers (1983) observe that "the same processes that act to socialize 

newcomers into the setting also give rise to climates" (p. 31). Glick (1985) maintains that 

studies of newcomer socialization are promising avenues in the conceptualization of the 

determinants of climate. Both conceptual treatises (e.g., Feldman, 1981; Hall, 1987; 

Porter, Lawler, & Hackman, 1975) and empirical studies (e.g., Bauer & Green, 1998) 

provide support for the idea that organizational socialization of an individual leads to the 

development of climate perceptions for the individual. These ideas fit the motif of a sales 

force. Therefore, it is helpful to review studies addressing organizational socialization and 

its consequences for employees in the context of the formation of psychological climate 

perceptions. 

Organizational Socialization and Psychological Climate 

Several definitions exist for organizational socialization. Porter, Lawler, and 

Hackman (1975) describe organizational socialization as an influence process in which an 
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organization attempts actively to shape an employee's behavior to suit its needs. 

Organizational socialization has also been defined as the process by which employees are 

transformed from outsiders to effective participating members of the organization 

(Feldman, 1976). These two perspectives highlight the idea that the socialization of 

employees into an organization results from deliberate steps taken by the organization, i.e., 

the organization is the chief actor in the socialization process. 

Van Maanen and Schein (1979) undertake a more comprehensive description of 

the organizational socialization process. The authors emphasize that both the employee 

and the organization participate in the socialization process, i.e., socialization occurs as a 

result of interactions between the individual and the organization. They also explicate the 

role of socialization relative to climate. Van Maanen and Schein (1979) define 

organizational socialization as " the process by which an individual acquires the social 

knowledge and skills necessary to assume an organizational role" (p. 211). 

Van Maanen and Schein (1979) distinguish between two types of socialization: (a) 

institutional socialization, and (b) individual socialization. Institutional socialization is 

described by Van Maanen and Schein (1979) as a formal procedure in which the new 

employee is provided information through a process that does not allow interaction with 

other employees of the organization. All new employees joining an organization obtain 

consistent information in this manner. Individual socialization, however, is an informal 

process that takes place in the employee's work setting where the individual interacts with 

other employees at different levels in the organization (Van Maanen & Schein, 1979). 

Since the individual socialization process is informal, the interactions the employees 
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experience vary. This difference in experience causes new employees to be socialized into 

the organization to varying degrees. 

A review of the various conceptualizations of the socialization process (Feldman, 

1976; Porter, Lawler, & Hackman, 1975; Van Maanen & Schein, 1979) reveals certain 

consistencies, (a) organizational socialization is a continuous process occurring even after 

an employee has adjusted to the norms of the organization, and (b) an employee's 

interaction with other employees in the organization plays a major role in his or her 

organizational socialization. Some formal mechanisms used by an organization to socialize 

an employee include training, selection, apprenticeship, debasement experiences, and 

anticipatory socialization (Porter, Lawler, & Hackman, 1975). 

Organizational socialization is generally modeled as a process that comprises three 

stages: (a) the anticipatory or pre-encounter stage, (b) the encounter or accommodation 

stage, and (c) the change and acquisition or role definition stage (Feldman, 1981; Porter, 

Lawler, & Hackman, 1975; Van Maanen & Schein, 1979). In the anticipatory phase, i.e., 

the phase during which the employee has not yet started working for an organization, he 

or she develops perceptions about the organization and its operations from sources 

outside the organization. In the encounter phase, the employee experiences initial contacts 

with the organization through mechanisms such as interviews and training. These rather 

formal interactions may result in some changes in the employee's perceptions. However, it 

is the third stage, i.e., the change and acquisition stage, in which the employee may go 

through significant changes in perceptions, knowledge, and beliefs about the organization 

because of the extended interaction and feedback that the employee encounters in the 
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general satisfaction and between congruence and job involvement. Dubinsky, Howell, 

Ingram, and Bellenger (1986) define congruence as the match between an organization's 

resources and demands one hand, and the salesperson's needs and skills on the other. 

Thus, congruence equates with the notion of fit. 

Using a structural equation modeling approach and longitudinal data, Fullagar, 

Gallagher, Gordon, and Clark (1995) measured the influences of institutional and 

individual socialization practices on union commitment and union participation of letter 

carriers. The results of the Fullagar et al. (1995) study indicate that individual socialization 

practices (i.e., socialization through informal means and interactions with other 

employees) relates significantly to both union commitment and union participation. In 

contrast, institutional socialization (i.e., socialization through training and formal 

procedures) is unrelated to union commitment and relates negatively to union 

participation. The results of the Fullagar et al. (1995) study indicate that socialization of 

employees through interactions within work groups may be more relevant than the formal 

socialization methods adopted by organizations. 

The feedback an employee receives from other employees in the work group is an 

aspect of the employee's interaction with coworkers. Herold and Parsons (1985) 

hypothesize that the feedback an employee receives from coworkers influences the 

employee's job satisfaction and performance. Kohli and Jaworski (1994) investigated this 

hypothesis in the context of salespeople. Results of the Kohli and Jaworski (1994) study 

indicate that: (a) positive behavioral feedback (e.g., feedback on interactions with 

customers received from coworkers) relates directly to a salesperson's role clarity, 
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satisfaction and performance, (b) output feedback received from coworkers is unrelated to 

a salesperson's role clarity, satisfaction, and performance, and (c) negative behavioral 

feedback received from coworkers relates negatively to performance. The term behavioral 

feedback, as used in this study, describes the feedback a salesperson receives on his or her 

selling behaviors. 

Wanous, Poland, Premack, and Davis (1992) conducted a meta-analysis to 

examine the structural relationships between an employee's met expectations and his or 

her job satisfaction, organizational commitment, intent to remain, job performance, and 

job survival (i.e., retention). Wanous et al. (1992) define met expectations as the 

discrepancy that exists between the initial expectations employees hold regarding an 

organization prior to joining an organization and the beliefs they develop after obtaining 

membership in that organization. Their meta-analysis indicates that the strongest positive 

relationship exists between met expectations and job satisfaction and organizational 

commitment, followed by intent to remain and job survival. The weakest link existed 

between met expectations and job performance. 

The issues and ideas that the foregoing review on organizational socialization 

emphasizes are summarized here. Strong conceptual and empirical arguments exist in the 

socialization literature to support the notion that the same processes that lead to an 

employee's socialization into an organization also form his or her psychological climate 

perceptions (Bauer & Green, 1998; Glick, 1985; Schneider & Reichers, 1983). Manager 

behavior and interactions with work groups are two important determinants of an 

employee's organizational socialization (Bauer & Green, 1998; Feldman, 1981; Fullagar, 
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Gallagher, Gordon, & Clark, 1995; Porter, Lawler, & Hackman, 1975). Some outcomes 

of successful socialization of an employee include greater organizational commitment 

(Bauer & Green, 1998; Caldwell, Chatman, & O'Reilly, 1990; Fullagar, Gallagher, 

Gordon, & Clark, 1995; Wanous, Poland, Premack, & Davis, 1992), increased job 

satisfaction (Bauer & Green, 1998; Dubinsky, Howell, Ingram, & Bellenger, 1986; Kohli 

& Jaworski, 1994; Wanous, Poland, Premack, & Davis, 1992), greater job involvement 

and internal work motivation (Dubinsky, Howell, Ingram, & Bellenger, 1986), enhanced 

performance (Bauer & Green, 1998; Kohli & Jaworksi, 1994; Wanous, Poland, Premack, 

& Davis, 1992), and improved retention (Wanous, Poland, Premack, & Davis, 1992). 

The above review of literature on socialization further indicates that: (a) manager 

behavior is instrumental in determining the socialization of employees into the 

organization, and (b) the process of socialization also determines the psychological climate 

perceptions for an employee. Additionally, perception of leader behavior forms a key 

dimension of the psychological climate for an employee, as emphasized by research on 

psychological climate (see Table 1). This idea is explored next through a review of extant 

research on leadership behavior and its consequences, primarily in the sales context. 

Leadership Behavior and Psychological Climate 

Yammarino (1997) defines leadership in the sales context as "a set of observable 

activities that occur in a work group comprising a sales manager and salespersons who 

willingly subscribe to a shared purpose and work jointly to accomplish it" (p. 44). The 

term work groups refer to collectives of individuals, including dyads, which are 

interdependent and interact with one another (Yammarino, 1997). Interactions between 
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group members are not necessarily face-to-face and thereby include the organizational 

context of many sales organizations. Yammarino (1997) asserts that theories addressing 

leadership can be divided into four categories based on the level of analysis. The four 

categories are: (a) whole groups, (b) group parts, (c) dyads, and (d) individual differences. 

The leadership models discussed here refer to the 'group parts' level of analysis. 

This perspective conceptualizes that a group under a manager is composed of several 

dyadic relationships between the manager and the salespersons comprising the group 

(Yammarino, 1997). The sales manager's leadership style (behavior) can vary from dyad 

to dyad within a group. A consequence of between-dyad variation in sales manager 

behavior is that salespersons within a group can form different perceptions about a sales 

manager's behavior. Leadership theories categorized under this level of analysis include: 

(a) leader-member exchange (LMX) theory, and (b) path-goal theory of leadership. 

Leader-Member Exchange flJVDQ Theory 

LMX theory concerns itself primarily with dyadic relationships and refers to the 

quality of relationship between a leader and a follower (Gerstner & Day, 1997). In a meta-

analytic study, Gerstner and Day (1997) found that prior studies consistently demonstrate 

direct relationships between the quality of leader-follower relationship and constructs such 

as role clarity, overall satisfaction, commitment, role conflict, turnover intentions, and job 

performance. Kozlowski and Doherty (1989) provide evidence in a non sales context 

which supports the contention that the quality of a manager-subordinate relationship 

relates directly and positively to the subordinate's perception of manager awareness and 

concern. 



60 

Several other studies have examined the consequences of leader-subordinate 

relationship in a sales context. DelVecchio (1998) examined the consequences of the 

quality of sales manager-salesperson relationship and concludes that the quality of a sales 

manager-salesperson relationship relates directly and positively to the salesperson's 

perception of managerial latitude (i.e., the perception of operating freedom the sales 

manager provides to a salesperson). Lagace (1990) reached a similar conclusion for the 

link between the quality of manager-subordinate relationship and managerial trust. In their 

study of retail salespersons, Klein and Kim (1998) found support for the contention that 

leader-member exchange relates positively to goal commitment of retail salespersons, and 

for salespersons who have a high quality of relationship with their supervisors, goal 

commitment relates significantly to performance. 

The foregoing review of LMX studies leads to the following relevant observations: 

(a) empirical evidence suggests that the quality of relationship between a manager/leader 

and his or her subordinate influences the subordinate's perceptions of leader behavior (i.e., 

the leadership dimension of psychological climate), and (b) there is empirical support for a 

link between perceptions of sales manager-salesperson relationship and a salesperson's 

commitment to organizational goals and performance. 

Path-Goal Theory 

The path-goal theory of leadership is another theory that is subsumed under the 

'group parts' categorization Yammarino (1997) establishes. This theory (House 1971) 

derives from the path-goal theory of motivation. The paragraphs that follow enumerate the 

basic tenets of this theory. 
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1. An individual's motivation to work depends on several factors: (a) the intrinsic 

motivation the individual has to exert effort, (b) the degree to which the individual believes 

that exerting effort will lead to goal accomplishment, (c) the importance that goal 

accomplishment has for the individual, (d) the degree to which the individual believes that 

reaching a certain goal will lead to specific extrinsic rewards, and (e) the valences of the 

extrinsic and intrinsic rewards the individual receives as a result of accomplishing goals. 

2. A leader's behavior can affect various factors that determine a subordinate's 

motivation to work. For example, by clarifying the task the subordinate has to perform 

and by providing guidance, a manager can increase the subordinate's probability estimate 

of the link between effort and performance (expectancy estimate). By consistently 

rewarding and being fair to the subordinate, the leader can increase the subordinate's 

probability estimate of the link between performance and rewards (instrumentality 

estimate). Such rewards can be extrinsic (e.g., compensation), intrinsic (e.g., the job itself) 

or personal (e.g., recognition). 

3. Additionally, a leader has certain latitude as regards the reward a subordinate 

receives for goal achievement. By recognizing and bestowing the rewards most desired by 

a subordinate, a leader can motivate the subordinate to exert effort toward attaining 

desirable goals. 

Two leader behaviors that have received considerable attention in studies utilizing 

the path-goal theory of leadership are leader initiating structure and leader consideration. 

According to House (1971), "Leader initiating structure is used to describe the degree to 

which the leader initiates psychological structure for subordinates by doing such things as 
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assigning particular tasks, specifying procedures to be followed, clarifying his expectations 

of subordinates, and scheduling work to be done ... Leader consideration is used to 

describe the degree to which the leader creates a supportive environment of psychological 

support, warmth, friendliness, and helpfulness by doing such things as being approachable, 

looking out for the personal welfare of the group, doing little things for the subordinates, 

and giving advance notice of change" (p. 321). Some other leadership behaviors which 

impact subordinate actions are hierarchical influence, closeness of supervision, and 

authoritarianism (House, 1971). 

In a partial test of the path-goal theory, House (1971) found evidence to support 

the contention that manager initiating structure relates positively to subordinate 

satisfaction, and negatively to role ambiguity. Employing a sample of navy personnel in 

their study, O'Reilly and Roberts (1978) observe that higher leader consideration and 

leader initiating structure relate positively to job satisfaction, commitment to the 

organization, and performance. The O'Reilly and Roberts (1978) study also concludes that 

the above relationships are moderated by mobility aspirations of the navy personnel, and 

by their perceptions of supervisor influence. 

Tyagi (1985) tested the impact of Hackman's (1975) job dimensions (e.g., 

autonomy, skill and variety, importance, feedback, task identity), and perceptions of 

leadership behavior (e.g., trust and support, goal emphasis and work facilitation, 

interaction facilitation, psychological influence), on extrinsic and intrinsic motivation and 

performance of field salespeople. The results of the Tyagi (1985) study indicate that: (a) 

work dimensions are more sajient in influencing intrinsic motivation, (b) leadership 



63 

behaviors are more important as influencers of extrinsic work motivation, and (c) 

performance relates more strongly to intrinsic, rather than extrinsic motivation. 

Several other studies reported in the sales management literature demonstrate the 

outcomes suggested by the path-goal theory of leadership. Netemeyer, Boles, McKee, and 

McMurrian (1997) found evidence that leadership support and perceived fairness influence 

directly and positively the salesperson's job satisfaction. Additionally, in one of the two 

samples studied, the researchers found support for indirect effects of leadership support 

and perceived fairness on citizenship behaviors. Citizenship behaviors refer to those 

voluntary behaviors exhibited by employees which have a positive impact on overall 

performance of an organization (Netemeyer, Boles, McKee, & McMurrian, 1997). 

In investigating the effects of supervisory orientations on industrial salespersons' 

goal orientations, Kohli, Shervani, and Challagalla (1998) conclude that: (a) perceptions of 

supervisor's end-results orientation and capability orientation relate positively to a 

salesperson's learning orientation, (b) perceptions of supervisor's end-results orientation 

and activity orientation relate positively to a salesperson's performance orientation, and 

(c) a salesperson's performance orientation relates positively to his or her performance. 

Teas (1983) conducted a study involving industrial salespeople to test for 

relationships between supervisory behavior, job stress, and job satisfaction. The findings of 

the study indicate that: (a) perception of leader's consideration, participation, and 

feedback relate negatively to both role conflict and role ambiguity, (b) leader's initiation of 

structure relates positively to role conflict and negatively to role ambiguity, and (c) leader 

consideration and participation relate positively to a salesperson's satisfaction. 
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Kohli (1985) examined the effects of supervisory behavior on role clarity, self-

esteem, job satisfaction, and motivation of salespeople. The study gathered data from 

industrial salespeople in three different organizations. The results of the study indicate that 

contingent approving behaviors of managers (e.g., praise, recognition for goal attainment) 

lead to greater role clarity, satisfaction, and motivation of salespeople. The study further 

indicates that the confidence managers exhibit in their salespersons and the encouragement 

they provide to salespersons relate directly to increases in salespersons' job satisfaction, 

role clarity, and willingness to expend effort. A summary of the aforementioned studies 

that examined the influence of perceived supervisor behaviors on salespersons' affects and 

actions follows. 

Leadership studies based on the path-goal theory of leadership have considered 

manager behaviors such as consideration and initiating structure (House, 1971; 

Netemeyer, Boles, McKee, & McMurrian, 1997; O'Reilly & Roberts, 1978; Teas, 1983; 

Tyagi, 1985), fairness (Netemeyer, Boles, McKee, & McMurrian, 1997), interaction 

facilitation, psychological influence, and hierarchical influence (Tyagi, 1985), and feedback 

(Kohli, 1985) as perceived by salespersons. These variables correspond to the variables 

that are listed in the leadership dimension of the psychological climate for an individual 

(see Table 1). 

Empirical evidence from studies utilizing the path-goal theory of leadership 

indicates that manager behavior influences directly a subordinate's satisfaction (House, 

1971; Kohli, 1985; Netemeyer, Boles, McKee, & McMurrian, 1997; O'Reilly and Roberts, 

1978; Teas, 1983), role ambiguity (House, 1971; Kohli, 1985; Teas, 1983), motivation 
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(Tyagi, 1985), willingness to expend effort (Kohli, 1985), and performance and learning 

orientations (Kohli, Shervani, & Challagalla, 1998), and that manager behavior influences 

indirectly the subordinate's citizenship behaviors (Netemeyer, Boles, McKee, & 

McMurrian, 1997). Empirical studies have also found evidence of direct and indirect 

relationships for leadership behaviors with performance of salespersons. Leadership 

behaviors have been shown to influence performance directly (O'Reilly & Roberts, 1978), 

and indirectly, through motivation (Tyagi, 1985) and performance orientation (Kohli, 

Shervani, & Challagalla, 1998). O'Reilly and Roberts (1978) tested and found support for 

a direct relationship between leadership behaviors and commitment of employees to the 

organization. 

Studies based on (a) socialization theory (e.g., Bauer & Green, 1998; Caldwell, 

Chatman, & O'Reilly, 1990; Fullagar, Gallagher, Gordon, & Clark, 1995; Wanous, 

Poland, Premack, & Davis, 1992), (b) the leader-member exchange theory of leadership 

(e.g., Gerstner & Day, 1997), and (c) the path-goal theory of leadership (e.g., O'Reilly & 

Roberts, 1978) indicate that employees' (both salespersons and non salespersons) 

perceptions of work group behavior and manager behavior influence their organizational 

commitment. The next section reviews research on organizational commitment, and its 

antecedents and consequences. 

Organizational Commitment (Attitude), Antecedents, and Consequences 

Buchanan (1974) defines organizational commitment as "a partisan, affective 

attachment to the goals and values of an organization, to one's own role in relation to 

goals and values, and to the organization for its own sake, apart from its purely 
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instrumental worth" (p. 533). Emphasizing the affective nature of this construct, Mowday, 

Porter, and Steers (1982) delineate organizational commitment as "the relative strength of 

an individual's identification with and involvement in a particular organization" (p. 27). 

Three fundamental characteristics of organizational commitment are: (a) a belief in and 

acceptance of organization's goals, (b) a willingness to exert considerable effort toward 

organizational goals, and (c) a strong desire to maintain membership in the organization 

(Mowday, Porter, & Steers, 1982). As these authors conceptualize, this construct can be 

broadly construed as comprising both an affective response toward the organization and 

an intention to work for the organization. The central theme of organizational commitment 

appears to be that of an individual's psychological attachment to an organization (O'Reilly 

& Chatman, 1986). Viewed thus, organizational commitment is an attitudinal construct. 

As an attitude, organizational commitment is distinct from the concept of job 

satisfaction in several ways (Mowday, Porter, & Steers, 1982). Organizational 

commitment refers to a general affective response to the organization as a whole, whereas 

job satisfaction refers to an individual's response to the job itself. Organizational 

commitment also develops more slowly and is more stable than job satisfaction, and 

therefore, should be a more reliable predictor of key salesperson behaviors (Johnston, 

Varadarajan, Futrell, & Sager, 1987; Mowday, Porter, & Steers, 1982). A similar 

distinction is made between job involvement and organizational commitment. Job 

involvement refers to an individual's psychological attachment to a job whereas 

organizational commitment is a more stable and global concept which refers to an 

individual's psychological attachment with the organization as a whole (Blau & Boal, 
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1989; Lee, 1989; Morrow, 1983). Mowday, Porter, and Steers (1982), in describing the 

nature of the construct, emphasize that the development of organizational commitment in 

an individual is best understood as a process that emerges over time. 

The definition of organizational commitment Mowday, Porter, and Steers (1982) 

provide is largely accepted as a comprehensive representation of the construct. However, 

several other conceptualizations of organizational commitment exist in literature. One such 

stream of thought refers to the delineation of organizational commitment as a multi-

dimensional construct (e.g., Agarwal & Ramaswami, 1993; Allen & Meyer, 1990; Becker, 

Randall, & Riegel, 1995; Meyer & Allen, 1991; Meyer, Allen, & Smith, 1993). The three 

conceptualized dimensions of organizational commitment are affective, continuance, and 

normative commitments (Allen & Meyer, 1990). Meyer and Allen (1991) characterize 

affective commitment as an affective attachment to the organization, continuance 

commitment as a perceived cost of leaving the organization, and normative commitment as 

an obligation to remain in the company. The definition of organizational commitment 

Mowday, Porter, and Steers (1982) advance is closest in meaning to affective 

commitment. Allen and Meyer (1990) define affective commitment as "an affective or 

emotional attachment to the organization such that the strongly committed individual 

identifies with, is involved in, and enjoys membership in the organization" (p. 2). 

A second departure in literature from the construct of organizational commitment 

pertains to an employee's foci of commitment (Bashaw & Grant, 1994; Becker, 1992; 

Becker, Billings, Evelyth, & Gilbert, 1996; Becker, Randall, & Riegel, 1995). Viewing 

commitment in terms of its foci implies that an employee can be committed to various 
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actors or entities in the organization and that these commitments are distinct from one 

another. Examples of different commitments that might exist for an employee include 

commitment to management, commitment to supervisors, and commitment to coworkers. 

Becker (1992) found evidence that these three commitments are important determinants of 

organizational commitment as defined by Mowday, Porter, and Steers (1982). 

A third development in literature on organizational commitment refers to the 

different bases upon which an employee's attachment to the organization is determined 

(e.g., Caldwell, Chatman, & O'Reilly, 1990; O'Reilly & Chatman, 1986). Three bases of 

commitment that have been noted in literature are compliance, identification, and 

internalization (Becker, 1992; Becker, Billings, Evelyth, & Gilbert, 1996; Becker, Randall, 

& Riegel, 1995). Compliance as a basis for commitment results in the lowest level of 

organizational commitment. An employee at this level of commitment adopts attitudes and 

behaviors specifically to get rewards or avoid punishments only. Identification 

commitment represents a higher degree of commitment in which an individual adopts 

those attitudes and behaviors which help the employee in establishing and maintaining 

satisfactory relationships with others in the organization. The highest level of commitment 

is based on internalization. Employee behavior and attitude at this level result from the 

congruency of such behaviors with the value system of the employee (Becker, Billings, 

Evelyth, & Gilbert, 1996). The delineation of organizational commitment by Mowday, 

Porter, and Steers (1982) and affective commitment by Allen and Meyer (1990) refer to 

the two higher levels of commitment, identification and internalization. 
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Several studies have investigated the antecedents and consequences of 

organizational commitment. Initial studies that hypothesized and tested the determinants 

of organizational commitment, as defined by Mowday, Porter, and Steers (1982), 

developed a three-part categorization of such determinants: (a) work experiences, (b) role 

and job related characteristics, and (c) personal characteristics (e.g., Steers, 1977). Role 

and job related characteristics posited to influence organizational commitment in the early 

studies include job challenge, job variety, autonomy, feedback, role ambiguity and role 

conflict. Examples of personal characteristics posited to influence the organizational 

commitment of employees include education, age, gender, and need for achievement. 

Work experiences hypothesized as antecedents of organizational commitment 

comprise leader behavior, social involvement in the organization, organizational 

dependability, personal importance to the organization, and positive attitudes toward the 

organization. Mowday, Porter, and Steers (1982) emphasize that "work experiences are 

viewed as a major socializing force and as such represent an important influence on the 

extent to which psychological attachments are formed with the organization" (p. 34). 

Morris and Sherman (1981) demonstrate evidence suggesting that organizational 

commitment of employees relates to leader initiating structure and leader consideration, 

variables that are work experience related. 

Steers (1977) found support for the hypothesized links between the three 

categories of antecedent variables and organizational commitment. Extending the above 

conceptualization, Steers introduced a fourth category of variables in a conceptual model 

which illustrates hypothesized antecedents and consequences of organizational 
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commitment. The fourth category, termed as structural characteristics, includes variables 

(such as formalization, participation in decision making, decentralization, and functional 

dependence) which had been empirically related to commitment in earlier studies. The 

Steers (1977) model posits several outcomes of organizational commitment including the 

desire and intention to remain, attendance, retention, and job effort on the part of the 

committed employees. 

Hunt, Chonko, and Wood (1985) adapt the conceptualization offered by Steers 

(1977) and present a model of organizational commitment which lists hypothesized 

antecedents and outcomes of organizational commitment. Antecedents of organizational 

commitment the Hunt et al. (1985) model depicts include personal attributes and 

investments, anticipatory socialization, job search behavior, work relationships, and job 

characteristics. Consequences of organizational commitment the model posits include 

satisfaction, performance, turnover, and absenteeism. 

In a partial test of this model, Hunt, Chonko, and Wood (1985) investigated: (a) 

the influence of personal attributes and job characteristics on employee commitment, and 

(b) the influence of organizational commitment on satisfaction using a sample of marketing 

professionals. Results of the study suggest that autonomy, job variety, and feedback relate 

directly and positively to organizational commitment, which in turn relates to overall 

satisfaction. Other findings include direct and positive relationships between organizational 

commitment and age and income, and a negative relationship between organizational 

commitment of marketers and their educational levels. Sager (1991) also demonstrates a 

positive and direct link between a salesperson's tenure and organizational commitment. 
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Eisenberger, Huntington, Hutchison, and Sowa (1986) used a sample consisting of 

non sales employees from several industries to test the impact of perceived organizational 

support on the affective commitment of employees. The authors define perceived support 

as a global construct which includes employee perceptions of the recognition, 

consideration, understanding, opportunity, and help the organization provides. Results of 

the study indicate that employees form global beliefs concerning the organization's 

commitment to them. Perceived organizational support was found in the Eisenberger et al. 

(1986) study to relate positively to: (a) the affective commitment of the employees, and 

(b) employees' expectations that greater work effort would be rewarded. 

Reichers (1986) used a sample of non sales employees from the health care 

industry to study antecedents of organizational commitment. His analysis suggests that the 

commitment of employees to top management goals associates positively with their 

commitment to the organization. The Reichers (1986) study also indicates that 

organizational commitment of an employee relates significantly to the conflicts between 

the employee's goal orientation and organizational goal orientation. A study which utilized 

a sample consisting of nurses (Blau, 1987) found no discernable relationship between 

person-environment fit and organizational commitment, although evidence did suggest 

that person-environment fit is predictive of job involvement. A somewhat contrasting 

conclusion was reached in a study by Werbel, Landau, and DeCarlo (1996). Their study 

indicates that perceived person-job fit influences pre-entry organizational commitment 

positively. The Werbel et al. (1996) study also indicates that pre-entry organizational 

commitment has a significant impact on post-entry organizational commitment. 
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Babakus, Cravens, Johnston, and Moncrief (1996) tested and found support for 

positive and direct relationships between satisfaction and organizational commitment, and 

met expectations and organizational commitment, in a study utilizing a sample of field 

salespeople. The Babakus et al. (1996) study also found support for a negative and direct 

relationship between organizational commitment of a salesperson and his or her intention 

to leave. 

Johnston, Parasuraman, Futrell, and Black (1990) found support for their 

contention that role ambiguity relates negatively and job satisfaction relates positively to a 

salesperson's organizational commitment. Evidence from the Johnston et al. (1990) study 

also suggests that a salesperson's organizational commitment influences his or her 

turnover behavior through influencing negatively the salesperson's propensity to leave. 

However, leadership behavior was found to influence the organizational commitment of a 

salesperson only indirectly through job satisfaction and role ambiguity. Further, the 

Johnston et al. (1990) study could not support the hypothesized positive relationship 

between leadership behavior (consideration and role clarification) and organizational 

commitment of a salesperson. The authors attribute the lack of support for the relationship 

between leadership behavior and a salesperson's organizational commitment in their study 

to the boundary spanning nature of a salesperson's job and the low frequency of contacts 

between the salesperson and manager. However, Morris and Sherman (1981) did find 

support for a positive relationship between leader behavior and organizational 

commitment in a non sales context. 
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Using a national sample of salespersons, Agarwal and Ramaswami (1993) 

conducted a partial test of the determinants of organizational commitment Steers (1977) 

posits. They conclude that role ambiguity, task variety, task autonomy, and supervisory 

consideration influence directly and positively the affective organizational commitment of 

salespeople. The relationship evidenced between leader consideration and affective 

commitment of salespeople in the Agarwal and Ramaswami (1993) study is in accordance 

with results found in non sales contexts (e.g., Morris and Sherman, 1981). Agarwal and 

Ramaswami (1993) also conclude from their investigation that task feedback and 

participation influence organizational commitment of salespersons indirectly and positively 

through role ambiguity. 

Utilizing a sample of field salespeople, Sager (1990) hypothesized and found 

evidence to suggest that a salesperson's attitudes towards work, manager, and coworkers 

relate directly and positively to his or her organizational commitment. Further confirming 

the findings of some of the earlier studies reviewed here, the Sager (1990) study concludes 

that a salesperson's organizational commitment has a negative influence on the 

salesperson's intention to quit the organization, and an indirect positive influence on the 

retention of the salesperson. 

In another study that involved a sample of salespersons, Michaels, Cron, Dubinsky, 

and Joachimsthaler (1988) conclude that formalization has a negative impact on role 

ambiguity and role conflict of salespersons. Findings of this study also indicate that higher 

levels of role conflict and role ambiguity in salespersons relate to low levels of 

organizational commitment, and that organizational commitment relates directly and 
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negatively to work alienation. McNeilly and Russ (1992) found evidence to support the 

contention that an employee who is satisfied with his or her work and supervisor is more 

committed to the organization. 

Bashaw and Grant (1994) examined: (a) the influence of the personal 

characteristics of salespersons on their work, organizational, and career commitments, and 

(b) the consequences of these commitments. The results of the study indicate that the 

education level of a salesperson relates directly and negatively to his or her organizational 

commitment, age of a salesperson relates directly and positively to the salesperson's career 

commitment, and a married salesperson is more committed to an organization. The 

researchers also conclude that job and career commitments influence sales performance 

positively, and that organizational and job commitments relate negatively to the propensity 

of a salesperson to leave the organization. The comments that follow concentrate on 

studies that consider different foci, bases, and dimensions of commitment. 

Becker (1992) investigated the consequences of both the foci and the bases of 

commitment on employee job satisfaction and intention to quit. Using a sample composed 

of employees from several organizations, Becker (1992) found support for the contention 

that employees' commitments to top management, supervisors, and work groups relate 

negatively to their intention to quit the organization and positively to job satisfaction over 

and above what can be explained by the commitment of employees to the organization. 

The Becker (1992) study also found support for the following propositions: (a) an 

employee's identification and internalization with the organization, supervisor, and work 

group relate negatively to the employee's intention to quit the organization and positively 
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to his or her satisfaction, and (b) an employee's compliance relates positively to the 

employee's intention to quit the organization and negatively to the his or her satisfaction. 

The results of the Becker (1992) study emphasize the existence of different foci and bases 

of commitment in addition to organizational commitment. 

Becker, Billings, Evelyth, and Gilbert (1996) found further support for the 

independence between the foci and bases of commitment. In addition, the Becker et al. 

(1996) study concludes that overall commitment to supervisors, and commitment based on 

internalization relate positively to a behavioral measure of job performance. A relationship 

between organizational commitment and job performance of employees was not evidenced 

in this study. However, in a study by Meyer, Paunonen, Gellatly, Goffin, and Jackson 

(1989), affective commitment was found to relate positively to performance. The Meyer et 

al. (1989) study also suggests that continuance commitment relates negatively to 

performance. The findings of some other studies that distinguished between affective 

commitment, continuance commitment, and normative commitment are summarized next. 

Allen and Meyer (1990), in a two part study, delineate between affective, 

continuance, and normative commitments. The authors performed a test for the 

antecedents of the various commitments using a sample taken from employees of three 

organizations. Results of the Allen and Meyer (1990) study indicate that work experiences 

in general determine the various commitments of employees. The study concludes that job 

challenge, role clarity, goal clarity, management receptiveness, peer cohesion, equity, 

organizational dependability, feedback, and participation are variables that influence 

considerably an employee's affective commitment. 
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Meyer and Allen (1991) posit that affective commitment of an employee relates 

positively to his or her performance. A study by Meyer, Allen, and Smith (1993) that 

tested the 3-component model (Allen & Meyer, 1990) using a sample drawn from the 

health care industry: (a) validates the conceptual delineation between affective 

commitment, continuance commitment, and normative commitment, and (b) supports the 

idea that both affective and continuance commitments associate with desirable behaviors 

or behavioral intentions such as professional activity and citizenship behaviors. A summary 

of the ideas and findings on organizational commitment discussed earlier in this section is 

presented below. 

Organizational commitment is an attitudinal construct which has a significant 

affective component (Allen & Meyer, 1990; Mowday, Porter, & Steers, 1982). 

Commitments of an employee based on different foci (managers, supervisors, work 

groups) relate significantly to organizational commitment (Becker, 1992). As Mowday, 

Porter and Steers (1982) conceptualize, organizational commitment refers to commitment 

based on identification and/or internalization and relates closely to variables such as 

intention to perform and intention to stay. Antecedents of organizational commitment 

include personal characteristics, work experience related characteristics, job or role related 

characteristics, and structural characteristics. Outcomes of organizational commitment 

include job satisfaction, effort, intention to stay, and performance (Hunt, Chonko, & 

Wood, 1985; Steers, 1977). 

Work experiences, in particular, are posited to be strong determinants of 

organizational commitment (Mowday, Porter, & Steers, 1982). Some work experiences 
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hypothesized as antecedents of organizational commitment include leader behavior, social 

involvement in the organization, organizational dependability, personal importance to the 

organization, and positive attitudes towards the organization. Allen and Meyer (1990) 

report that "the strongest evidence [for antecedents of affective organizational 

commitment] has been provided for work experience antecedents, most notably those 

experiences that fulfill employees' psychological needs to feel comfortable within the 

organization and competent in the work-role" (p. 4). 

A review of empirical research derived from non sales contexts reveals evidence to 

support the linkages Steers (1977) hypothesizes. Research on antecedents of 

organizational commitment links leader behavior (Morris & Sherman, 1981), job 

autonomy, job variety and feedback (Hunt, Chonko, & Wood, 1985), commitment to top 

management goals (Reichers, 1986), and person-job fit (Werber, Landau, & DeCarlo, 

1996) to organizational commitment. Work experience related variables such as peer 

cohesion, feedback, equity, goal and role clarity, management receptiveness, participation 

and job challenge (Allen & Meyer, 1990), and perceived organizational support 

(Eisenberger, Huntington, Hutchison, & Sowa, 1986) relate positively to affective 

commitment as well. 

Research on antecedents of organizational commitment in sales contexts indicates 

that satisfaction, met expectations (Babakus et al., 1996), and salespersons' attitudes 

toward work, manager, and coworkers (McNeilly & Russ, 1992; Sager, 1990), are 

prominent antecedents of organizational commitment, and that supervisory consideration, 

task feedback, participation, and supervisory consideration (Agarwal & Ramaswami, 
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1993) influence the affective commitment of a salesperson. Variables such as role conflict 

and role ambiguity (Agarwai & Ramaswami, 1993; Johnston et al., 1990; Michaels et al., 

1988) influence negatively the organizational commitment of salespersons. Thus, empirical 

evidence suggesting that supervisor behavior, management behavior, and work group 

interaction influence organizational and/or affective commitment of employees is available 

in both sales and non sales areas. 

Significant outcomes of organizational commitment of employees identified in the 

non sales area include satisfaction (Hunt, Chonko, & Wood, 1985), expectations that 

efforts will be rewarded (Eisenberger et al., 1986), and an intention to remain in the 

organization (Becker, 1992). Commitments to top managers, workers, and supervisors 

relate positively to satisfaction and negatively to the intention to quit (Becker, 1992), 

commitment to supervisors, and commitment based on internalization relate positively to 

performance (Becker et al., 1996), and affective commitment relates positively to 

performance (Meyer et al., 1989). Affective commitment of employees also influences 

desirable behaviors and desirable behavioral intentions of employees (Meyer, Allen, & 

Smith, 1993). 

Similar research done in the sales context indicates that the organizational 

commitment of a salesperson relates negatively to the salesperson's intention to leave the 

organization (Babakus et al., 1996; Bashaw & Grant, 1994; Johnston et al., 1990; Sager, 

1990). Bashaw and Grant (1994) present evidence to suggest that job and career 

commitments of salespersons relate positively to sales performance. A review of sales and 

non sales related research on outcomes of commitment, therefore, reveals that the 
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negative relationship between organizational commitment of employees and their intention 

to quit is firmly established. However, there is little evidence of links between 

organizational and/or affective commitment and performance. 

Perceived Behavioral Control, Success Beliefs, and Effort (Behavior) 

In the context of the Fishbein and Ajzen (1975) model, organizational commitment 

is viewed as an attitude that a person holds toward the organization (see discussion in 

previous section). In addition, a defining characteristic of the organizational commitment 

construct includes a willingness or intention on the part of an individual to expend effort 

toward meeting organizational goals (Mowday, Porter, & Steers, 1982). Steers (1977) 

posits that job effort is a salient outcome of organizational commitment. Partial support 

for Steer's (1977) proposition exists in findings reported by Meyer, Allen, and Smith 

(1993). The Meyer et al. (1993) study supports the idea of a positive relationship between 

affective commitment of employees and citizenship behaviors. In another study, 

Eisenberger et al. (1986) conclude that perceived organizational support is linked to an 

employee's affective commitment. Affective commitment of an employee relates to the 

employee's perception that efforts expended toward meeting organizational goals will be 

duly rewarded by the organization. A brief review of some relevant concepts discussed in 

the literature linking attitudes, intentions, and behavior is undertaken here with a view 

toward examining the nature of linkage between intention and effort. 

The introduction to this chapter outlined the central tenets of the theory of 

reasoned action (Fishbein & Ajzen, 1975). The theory attempts to explain linkages 

between attitudes, intentions, and behavior of an individual by conceptualizing that 
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attitudes of the individual influence his or her intentions to act which then have an 

influence on the individual's behavior. The theory was developed to explain volitionary 

actions, (i.e., those intended actions that are totally under the control of the individual and 

are not affected by any external force). This limited the explanatory power of the theory as 

the majority of activities undertaken by individuals in any social context are also influenced 

by outside forces. To overcome this weakness, Ajzen and Madden (1986) forwarded the 

theory of planned behavior. 

The theory of planned behavior introduces the concept of perceived behavioral 

control, defined by Ajzen and Madden (1986) as "the person's belief as to how easy or 

difficult performance of the behavior is likely to be" (p. 457). The theory of planned 

behavior explains non volitional behaviors (i.e., behaviors that are subject to external or 

internal constraints) as well as volitional behaviors. According to the theory of planned 

behavior (Ajzen & Madden, 1986), the intention of an individual to perform non volitional 

behaviors depends on the extent the individual perceives that he or she is capable of 

performing such behaviors (i.e., on the perceived behavioral control of the individual). 

This aspect of the theory is illustrated below with the help of an example presented in the 

context of behaviors that salespersons exhibit. 

Salespersons generally perform non volitional behaviors (i.e., behaviors that are 

constrained by factors that are internal such as skill as well as external such as the 

environment). The theory of reasoned action predicts that a salesperson's intention to 

perform a behavior directed towards selling products would depend on the extent the 

salesperson believes he or she is capable of exerting the requisite effort. Thus, perceived 
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behavioral control works in conjunction with behavioral intentions in determining the level 

of effort of a salesperson. If a salesperson perceived behavioral control is high, the 

salesperson is likely to exert more effort, and if the perceived behavioral control is low, 

the salesperson is likely to exert less effort toward selling tasks. 

Ajzen (1991) modified the theory of planned behavior by proposing a linear instead 

of a moderating effect for perceived behavioral control on intentions as the theory of 

planned behavior was generally not supported by empirical research. Bagozzi (1992), in a 

critique of the theories of reasoned action and planned behavior, points out that these 

theories are unable to successfully explain goal-directed behavior because the theory of 

reasoned action addresses neither goals nor outcomes, and the theory of planned action 

considers goals but not outcomes (Bagozzi, 1992). 

Bagozzi (1992) put forth the concept of success beliefs to account for the inability 

of the model of reasoned action (Fishbein & Ajzen, 1975) and the model of planned 

behavior (Ajzen & Madden, 1986) to explain goal-directed behavior. The concept of 

success beliefs, according to Bagozzi (1992), refers to the extent to which an individual 

believes that performing a goal-directed behavior will result in success. Distinguishing 

between perceived behavioral control and success beliefs, Bagozzi (1992) states that 

"Perceived behavioral control, however, refers to an actor's belief that he or she can 

perform the behavior, whereas the expectations of success and failure refer to the 

predictions that if one tries to perform a goal-directed behavior, success or failure will 

result" (p. 182). According to Bagozzi (1992), both perceived behavioral control and 

success beliefs are necessary to offer a complete explanation of the linkages between 
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intention, behavior, and outcome. The posited effects of success beliefs on behavior are 

highlighted here by extending the example mentioned earlier in this section to include 

success beliefs and final outcomes (i.e, outcomes resulting from some behavior). 

Applying the logic used in the argument made by Bagozzi (1992), it can be said 

that a salesperson's belief in his or her ability to perform a certain behavior does not 

completely explain the intention, behavior, and outcome linkages. A salesperson has to 

achieve certain organizationally determined outcomes (e.g., sales). Perception of a high 

degree of behavioral control on the part of a salesperson will evolve into greater effort 

only when the salesperson believes that exerting effort will result in the accomplishment of 

desired outcomes. In other words, the link between intention and effort is moderated by 

both perceived behavioral control and success beliefs when a goal-directed outcome such 

as sales is included in the equation. The concept of effort, and studies that include effort as 

a construct of interest are described below. 

Effort can be defined as "the amount of energy 'spent' on the act per unit of time" 

(Naylor, Pritchard, & Hgen, 1980, p. 6). Effort has been conceptualized to have two 

dimensions: (a) the amount of time spent on an act, and (b) intensity or energy devoted to 

the act per unit time (Campbell & Pritchard, 1976; Naylor, Pritchard, & Ilgen, 1980). 

Walker, Churchill, and Ford (1979) conceive effort (in a sales context) similarly as the 

amount of time and energy a salesperson actually expends on selling activities. 

Effort and motivation are distinct constructs that have often been confused (Brown 

& Peterson, 1994; Naylor, Pritchard, & Ilgen, 1980). A clear distinction can be made 

between the two constructs with motivation determining effort. Effort represents the force 
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with which a task is accomplished, whereas motivation represents a psychological state of 

an individual with respect to choices regarding behavior (Naylor, Pritchard, & Ilgen, 

1980). Effort, as a construct, has not been subjected to extensive empirical study. Rather, 

researchers in sales management and in other areas have used effort either implicitly in 

models, or as a construct to describe one or more processes that take place and result in 

the constructs included in their models (Brown & Peterson, 1994). Conceptual models of 

performance include effort as a mediator construct that influences motivation and 

performance (Naylor, Pritchard, & Ilgen, 1980; Walker, Churchill, & Ford, 1977). Other 

variables that may determine the amount of effort expended by salespersons include role 

ambiguity, role perceptions, supervisory behaviors such as feedback, job characteristics 

such as autonomy, environmental characteristics such as workload, and personality 

characteristics (Brown & Peterson, 1994). 

Churchill et al. (1985) emphasize the utility of studying sales force effort relative 

to studying final outcomes because effort is more controllable by a salesperson than are 

final outcomes such as sales. In a study involving the sales force of a direct selling 

organization, Brown and Peterson (1994) found support for mediating relationships of 

sales effort on both performance and satisfaction. The Brown and Peterson (1994) study 

also indicates that role ambiguity of a salesperson has a negative influence on his or her 

selling effort and that instrumentality of a salesperson relates positively to the 

salesperson's sales effort. In a meta-analysis undertaken as part of their study, Brown and 

Peterson (1994) conducted a synthesis of research involving eleven studies. The meta-

analysis supports the above findings concerning independent effects of effort on both 
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performance and satisfaction. In another study conducted on salespeople, Brown and 

Leigh (1996) found evidence which suggests that job involvement relates directly to effort, 

and effort relates directly to sales performance. 

Performance 

Performance on the job function is "the record of outcomes achieved in carrying 

out the job function during a specified period" (Kane, 1986, p. 237). Defined thus, 

performance of an individual is an objective evaluation of his or her effort exerted toward 

carrying out job responsibilities in an organization. For salespersons, such an evaluation 

could take place in terms of total sales, percentage of targeted sales, or market share. 

However, this perspective is npt the only way performance can be evaluated. A review of 

literature in sales management reveals that there are two perspectives which address the 

issue of performance: (a) behavioral, and (b) output based (Plank & Reid, 1994). 

Emphasizing the behavioral perspective, Walker, Churchill, and Ford (1979) define 

performance as a "behavior that has been evaluated in terms of its contribution to the 

goals of the organization" (p. 33). Under this view, a set of behaviors that are important to 

an organization can be used to judge the performance of employees. The results of such 

behaviors of employees, on the final outcomes are not considered. An example of the 

behavioral perspective would involve tracking the number of calls a salesperson makes per 

day to evaluate the salesperson's performance. Walker, Churchill, and Ford (1979) also 

forward the outcome based perspective on performance when they define sales 

effectiveness as "some summary index of organizational outcomes for which the individual 

is at least partly responsible" (p. 35). 
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The frameworks of sales performance offered by Walker, Churchill, and Ford 

(1977, 1979) generated considerable interest in the possible antecedents and consequences 

of sales performance and sales effectiveness (e.g., Behrman & Perreault, 1984; Bush, 

Bush, Ortinau, & Hair, 1990; Teas & McElroy, 1986; Tyagi, 1985). However, in a meta-

analytic review of 116 studies, Churchill, Ford, Hartley and Walker (1985) report low 

correlations between the many proposed determinants of performance and sales 

effectiveness. 

An examination of the studies reviewed thus far indicates that (a) effort has a 

direct and positive impact on sales performance, and that (b) it is possible to identify 

studies adopting the output based perspective (e.g., Klein & Kim, 1998), the behavioral 

based perspective (e.g., Bashaw & Grant, 1994; Challagalla & Shervani, 1996), or both 

perspectives (Jaworski & Kohli, 1991; Kohli & Jaworski, 1994; Tyagi, 1985) in measuring 

sales performance. The issue of sales force turnover, which, besides sales performance, is 

a vital outcome for sales management, is discussed in the next section. 

Turnover Theory 

Turnover and antecedents of turnover have been researched from the perspectives 

of organizational behavior and industrial psychology from the beginning of this century; 

consequently more than a thousand articles have been written on this subject in various 

disciplines (Mowday, Porter, & Steers, 1982). Because of the potential deleterious effects 

of increased sales force turnover on an organization, the construct is still of central interest 

to sales management researchers (e.g., McNeilly & Russ, 1992; Sager, 1994; Sager, 

Griffeth & Horn, 1998; Wotruba & Tyagi, 1991). 
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Turnover of a salesperson occurs when a salesperson, either voluntarily or 

involuntarily, gives up his or her membership in the organization. Voluntary turnover 

occurs as a conscious decision of a salesperson to leave an organization for another 

organization or endeavor, whereas involuntary turnover results in the salesperson leaving 

an organization because of actions the organization takes. Researchers have concentrated 

on examining voluntary turnover, or turnover that occurs as a result of a proactive 

decision by an employee. Four distinct models of voluntary turnover (i.e., Bluedorn, 1982; 

Jackofsky, 1984; Mobley, 1977; Price, 1977) have greatly added to our understanding of 

employee turnover. These models are discussed briefly below. 

Price (1977), states that factors such as pay, integration into the organization, 

instrumental communication, and formal communication relate positively to an employee's 

job satisfaction, and that centralization relates negatively to the employee's job 

satisfaction. A satisfied employee is unlikely to leave the organization, hence a negative 

relationship is hypothesized between satisfaction and turnover. This relationship is, 

however, moderated by the opportunity that an individual has to leave the organization. 

The Price (1977) model, then, hypothesizes that employee turnover is largely a function of 

organizational characteristics. Tests of this model indicate that opportunity is likely to be 

an antecedent to turnover rather than a moderator of the relationship between satisfaction 

and turnover (Bluedom, 1979). 

The intermediate linkages model developed by Mobley (1977) indicates that an 

individual goes through several cognitions after being dissatisfied with a job and before 

quitting the job. Sager, GrifFeth, and Horn (1998) define three turnover cognitions: (a) 



87 

thinking of quitting, (b) intention to search, and (c) intention to quit. These cognitions are 

part of the process model (Mobley, 1977) of turnover cognitions. Lane, Prestholdt, and 

Mathews (1991) echo the thoughts expressed by Mobley (1977) when they define the 

turnover process as "a hierarchical sequence leading from beliefs, through attitudes, and 

social norms, to intention, and finally, to behavior" (p. 641). 

Bluedorn (1982) presents a unified model of turnover that incorporates the Price 

(1977) model, the Mobley (1977) model, and research linking organizational commitment 

to turnover. In addition to the variables the Price (1977) model considers, this model 

posits that variables such as age and length of service of an employee influence positively 

the employee's job satisfaction, and that role conflict has a negative influence on job 

satisfaction. In the Bluedorn (1982) model, job satisfaction relates directly and positively 

to organizational commitment. An employee's search for other jobs and his or her 

intention to leave the organization are intervening variables between organizational 

commitment and turnover in the Bluedorn (1982) model. According to the Bluedorn 

(1982) model, these variables relate negatively to organizational commitment. Bluedorn 

(1982) tested and found support for the various linkages posited in his turnover model. 

The turnover model presented by Jackofsky (1984) incorporates performance as 

one of the factors influencing an employee's intention to quit. This model indicates that an 

employee's satisfaction is linked to rewards that result from his or her performance. 

Therefore, if a high performing employee is duly rewarded, he or she would be satisfied 

and thus loathe to leave the organization. 
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A meta-analytic review of turnover studies by Cotton and Tuttle (1986) reveals 

significance for many of the propositions put forth by the four models of turnover 

reviewed in this section. For example, Cotton and Tuttle (1986) found that: (a) work 

related variables such as organizational commitment, satisfaction, performance, and role 

clarity, and (b) personal characteristics such as age, tenure, and met expectations were 

consistently determined in literature to relate negatively to turnover. Education, 

intelligence, and future employment perceptions were among a few variables that were 

found to relate positively to employee turnover. 

A study involving salespeople (Sager, Varadarajan, & Futrell, 1988) found 

evidence for the following relationships drawn from the Mobley (1977) intermediate 

linkages model: (a) job satisfaction relates negatively to thinking of quitting, (b) thinking 

of quitting relates positively to attitudes toward searching for another job and quitting the 

present job, and (c) intention to quit relates positively to the turnover of salespersons. 

Wotruba and Tyagi (1991) conclude from their study that changes in met expectations 

over time significantly influence turnover (i.e., there is a direct and negative relationship 

between the two variables over time). Another study involving salespeople (Sager, 1994), 

reveals evidence to suggest that organizational commitment and overall job satisfaction of 

salespersons relate negatively to a salesperson's intention to leave the organization. 

Sager, Griffeth, and Horn (1998) compared the sequencing of behavioral intentions 

advocated by Mobley (1977) with those supported in three other competing models using 

a sample of salespersons. The competing model by Horn, Griffeth, and Sellaro (1984) was 

found to provide the best fit to the data collected. This model depicts a linear relationship 
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between thinking of quitting, intention to quit, intention to search, and turnover in that 

order. The discussion undertaken in this section is summarized next. 

There is substantial empirical evidence in turnover literature which indicates that 

organizational commitment of an employee influences negatively his or her intention to 

quit (Babakus et al., 1996; Bashaw & Grant, 1994; Bluedorn, 1982; Johnston et al., 1990; 

Sager, 1990, 1994; Wotruba & Tyagi, 1991). Evidence also supports the notion that 

turnover is preceded by the intention on the part of the employee to quit the organization 

(Horn, Griffeth, & Sellaro, 1984; Sager, Griffeth, & Horn, 1998; Sager, Varadarajan & 

Futrell, 1988). There is also some evidence that is indicative of a direct and negative 

relationship between organizational commitment and turnover (Cotton & Tuttle, 1986; 

Sager, 1991). 

Summary 

As the introduction to Chapter 2 indicates, the literature review undertaken here 

follows closely the Fishbein and Ajzen (1975) and Ajzen (1991) frameworks which 

provide for a linear link between beliefs, attitudes, intentions and behavior. A parallel 

framework, emerging from the review Chapter 2 undertakes, links psychological climate, 

commitment, effort, and performance. The emphasis is on reviewing literature pertinent in 

a sales context, although the chapter also evaluates conceptual and empirical research in 

the psychology literature to highlight the fundamental bases of the various constructs that 

are examined. 

The review in Chapter 2 summarizes findings regarding each construct of interest 

to describe the current state of research. The intent of these summaries is to provide bases 
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for arguments that will be made in Chapter 3, and to establish the foundations for, and 

describe the relationships between constructs outlined in the Salesperson's CPT model 

(Figure 3; p. 26) Chapter 1 introduced. In Chapter 3, the perceptual model depicting the 

antecedents of sales force commitment, performance, and turnover (Figure 3) will be 

examined in detail. Subsequently, hypotheses drawn from the model will be specified and 

research methodology that will be used to test the hypotheses will be presented. 



CHAPTER 3 

FRAMEWORK, RESEARCH DESIGN, AND MEASURES 

Introduction 

Chapter 1 introduced a perceptual model (Figure 3; p. 26) depicting the 

antecedents of a salesperson's commitment, performance, and turnover (i.e., a 

Salesperson's CPT model). Chapter 1 also justified the need for the Salesperson's CPT 

model in terms of theoretical and practical significance. Chapter 2 presented and discussed 

theory and empirical research relevant to constructs that comprise the proposed model. 

Care was taken to apply the theory and research to a sales context. Particularly critical 

among the constructs Chapter 2 discussed are: (a) psychological climate for an employee, 

(b) the socialization process in an organization, (c) the path-goal theory of leadership, (d) 

the affective aspect of organizational commitment, (e) the definitional aspect of 

performance, and (e) models pertaining to turnover. Chapter 3 builds on the model and 

theory the two preceding chapters presented and fills four roles. Specifically, Chapter 3: 

1. Explains the network of structural relationships within the Salesperson's CPT 

model (Figure 3) in detail; 

2. Derives testable hypotheses for the structural relationships the model indicates; 

3. Explains the operationalization of the research constructs; and 

4. Relates a research design that will be utilized to evaluate the proposed structural 

relationships. 

91 
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Rationale and Explanation for the Salesperson's CPT Model 

The perceptual model depicting the antecedents of a salesperson's commitment, 

performance, and turnover (Figure 3; p. 26) indicates that a salesperson's perceptions of 

sales manager behavior, senior management behavior, work group behavior, and behavior 

of outside groups (i.e., behavior of employees in non sales departments of the business 

organization) influence directly the salesperson's commitment to the organization. Direct 

and positive paths leading from such climate perceptions to organizational commitment 

depict these relationships (see Figure 3). As the succeeding paragraphs discuss, extant 

research on psychological climate, organizational socialization, leadership behavior, and 

antecedents of organizational commitment supports the proposed linkages. 

Components of Psychological Climate 

For an individual in a work setting, the psychological climate of the organization 

consists of the perceptions the individual holds toward the organization. These perceptions 

derive from the employee's work experiences in the organization (Denison, 1996; Glick, 

1985; James & James, 1989; Schneider & Reichers, 1983; Strutton, Pelton, & Lumpkin, 

1993). General dimensions of psychological climate include perceptions that an employee 

holds towards: (a) leader/manager behavior, (b) the job itself, (c) structural characteristics 

of the organization, and (d) work groups (Brown & Leigh, 1996; James & James, 1989; 

Strutton, Pelton, & Lumpkin, 1993; Tyagi, 1982). The paragraphs that follow interpret 

and discuss the concept and dimensions of psychological climate in the context of a 

salesperson's work experiences. 
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In the course of working for an organization, a salesperson interacts directly or 

through communications media with other salespersons employed by that organization, 

with employees in non sales departments of the organization, with his or her sales 

manager, and with the senior management in that organization. As a consequence of these 

work experiences, the salesperson develops perceptions concerning the behaviors of those 

in the immediate work group, other departments in the organization, his or her manager, 

and senior management. As is discussed in detail in a subsequent section, these 

perceptions contribute to the formation of the overall psychological climate of the 

organization for the salesperson. Four boxes on the left-hand side in the Salesperson's 

CPT model (Figure 3) represent these perceptions. The next paragraphs describe the 

process that advances the four climate perceptions (Figure 3). 

The dimensions of psychological climate, as depicted in the Salesperson's CPT 

model (Figure 3), are adapted from climate literature. Perceptions of leader behavior and 

work group behavior are two major dimensions that influence an employee's climate 

perceptions (see Table 1). This study divides the work group behavior dimension of 

psychological climate (James & James, 1989) into two constructs: (a) perception of work 

group behavior (i.e., a salesperson's perception regarding the behavior of other 

salespersons in his or her group), and (b) perception of outside group behavior (i.e., a 

salesperson's perception regarding the behavior of employees in non sales departments 

within the organization). The leader behavior dimension of psychological climate (James & 

James, 1989) is also divided in this study into: (a) perception of manager behavior (i.e., 

the impression a salesperson holds concerning the behavior of his or her sales manager), 
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and (b) perception of senior management behavior (i.e, the impression a salesperson holds 

concerning the behavior of senior management in the organization). 

The respecification of the work group and leader dimensions of psychological 

climate into four distinct perceptions builds on the argument James and James (1989) 

advance that salespeople are able to isolate perceptions towards "jobs, leaders, 

workgroups, and individual/organizational interfaces into separate internal compartments" 

(p. 740). The resulting four dimensions, as the Salesperson's CPT model (Figure 3) 

depicts, offer more specific and focused representations of two major components of 

psychological climate of an organization for a salesperson. This respecification of climate 

dimensions enhances understanding of the variables influencing a salesperson's climate 

perceptions and provides further insight into the consequences of such variables. 

Influence of Climate Dimensions on Organizational Commitment 

The perceptions that develop as an employee interacts with other members in an 

organization influence the organizational socialization of the employee (Feldman, 1976; 

Porter, Lawler, & Hackman, 1975; Schneider & Reichers, 1983; Van Maanen & Schein, 

1979). Theory and empirical research suggests that an employee's perception of manager 

behavior and work group behavior are determinants of the employee's organizational 

socialization (Bauer & Green, 1998; Feldman, 1981; Fullagar, Gallagher, Gordon, & 

Clark, 1995; Porter, Lawler, & Hackman, 1975). This study utilizes the above insights in 

developing a framework wherein climate perceptions influence organizational socialization 

and its outcomes in the coptext of salespersons. 
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Through the process of interacting with his or her manager, with senior 

management, with other salespersons, and with employees in non sales departments, a 

salesperson develops certain perceptions about the behaviors of these groups. These 

perceptions contribute to the organizational socialization of the salesperson. Research in 

both sales and non sales contexts indicates that successful socialization of an employee, 

partly attributable to favorable climate perceptions of the employee, contributes to greater 

organizational commitment on the part of the employee (Bauer & Green, 1998; Caldwell, 

Chatman, & O'Reilly, 1990; Fullagar, Gallagher, Gordon, & Clark, 1995; Wanous, 

Poland, Premack, & Davis, 1992). 

Theory concerning leadership behavior also indicates that the climate a leader 

creates impacts the subordinate-supervisor relationship and influences, in a significant 

way, the subordinate's organizational commitment. In a meta-analytic study, Gerstner and 

Day (1997) support the idea that the quality of the leader-follower relationship influences 

directly the organizational commitment of employees. Klein and Kim (1998) conclude that 

favorable leader-member exchange (LMX) relates positively to goal commitment of retail 

salespersons. Additionally, evidence O'Reilly and Roberts (1978) present supports the 

notion that greater consideration and greater initiation of structure by a manager relates 

positively to the organizational commitment of subordinate employees. 

Literatures pertaining to socialization and leadership behavior, therefore, provide 

both conceptual and empirical support for the direct and positive relationships the 

Salesperson's CPT model (Figure 3) proposes between a salesperson's perceptions of 

work group behavior, supervisor behavior, and senior management behavior and his or her 
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organizational commitment. Further corroboration for such linkages exists in the 

theoretical and empirical works addressing organizational commitment. Work experiences 

are posited to be salient determinants of organizational commitment (Hunt, Chonko, & 

Wood, 1985; Mowday, Porter, & Steers, 1982; Steers, 1977). Empirical research 

conducted in both non sales contexts (e.g., Allen & Meyer, 1990; Hunt, Chonko, & 

Wood, 1985; Morris & Sherman, 1981; Reichers, 1986) and sales contexts (e.g., McNeilly 

& Russ, 1992; Sager, 1990) supports the idea that an employee's perceptions of manager 

behavior, senior management behavior, and immediate/other work group behavior 

significantly influence his or her commitment to the organization. 

Conclusions that derive from the above mentioned theoretical arguments and 

research findings contribute to the conceptualization of the Salesperson's CPT model 

(Figure 3). The model (Figure 3) deduces a series of direct relationships between 

workplace perceptions of a salesperson and his or her organizational commitment. 

Specifically, the proposed perceptual model indicates that a salesperson's perceptions of 

(a) work group behavior, (b) behavior of employees in other departments, (c) supervisor 

behavior, and (d) senior management behavior relate directly and positively to his or her 

organizational commitment. The nature of the posited relationships implies that favorable 

perceptions of various behaviors lead to increased organizational commitment for the 

salesperson. Conversely, unfavorable perceptions of these behaviors lead to decreased 

organizational commitment for the salesperson. The relative importance of each 

perception to the formation of an individual's organizational commitment is, however, 

unknown and cannot be safely speculated. 
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Organizational Commitment Determines Effort 

The Salesperson's CPT model (Figure 3) specifies the relationship between a 

salesperson's organizational commitment and his or her sales effort by a direct path 

leading from organizational commitment to effort. As the perceptual model (Figure 3) 

depicts, a salesperson's organizational commitment has a direct and positive influence on 

the extent of effort the salesperson exerts toward meeting organizational goals. In other 

words, the greater is the organizational commitment of a salesperson, the greater is the 

effort the salesperson exerts toward selling tasks. The rationale for this linkage is 

discussed next. 

Scholars conceive an employee's organizational commitment as comprising both 

an affective response to the organization (Allen & Meyer, 1990; Mowday, Porter, & 

Steers, 1982; O'Reilly & Chatman, 1986), and an intention to work for the betterment of 

the organization (Mowday, Porter, & Steers, 1982). A fundamental characteristic of 

organizational commitment is a willingness to exert considerable effort toward attaining 

organizational goals (Mowday, Porter, & Steers, 1982). Job effort has been cited in the 

employee behavior and performance literature as a salient outcome of organizational 

commitment (e.g., Steers, 1977). 

The above interpretation of organizational commitment, when applied to a sales 

context, leads to the following conclusions: (a) a salesperson who is committed to the 

organization is psychologically attached to the organization, and (b) a committed 

salesperson desires to exert considerable effort in his or her selling activities. It follows 



98 

that a direct correspondence exists between the level of organizational commitment a 

salesperson possesses and the extent of effort he or she exerts on selling activities. 

Empirical research conducted in a non sales context provides support for a direct 

and positive link between organizational commitment and effort. Evidence suggests that 

organizational commitment leads to expectations that efforts will be rewarded 

(Eisenberger et al., 1986). Meyer, Allen, and Smith (1993) provide evidence to suggest 

that affective commitment of employees influences desirable behaviors as well as 

employees' intentions to perform desirable behaviors. Fishbein and Ajzen (1975) indicate 

that intentions are predictive of behaviors. No reason exists to suppose that these 

relationships will not be valid in a sales context. This study, therefore, posits that a 

committed salesperson's desire to exert effort transcends into actual exertion of sales 

effort. 

Influence of Perceived Behavioral Control and Success Beliefs 

The Salesperson's CPT model (Figure 3) indicates that perceived behavioral 

control and success beliefs moderate the link between organizational commitment and 

effort. Perceived behavioral control is defined as a person's belief regarding the degree of 

ease with which an activity can be performed (Ajzen & Madden, 1986). A salesperson's 

perceived behavioral control, therefore, would refer to the belief the salesperson has as 

regards the ease (or difficulty) of performing requisite selling activities. For example, a 

salesperson who possesses a high degree of perceived behavioral control regarding the 

ability to make sales presentations believes that he or she can deliver a good sales 

presentation. 
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The concept of success beliefs refers to the extent to which an individual believes 

that performing a goal-directed behavior will result in success (Bagozzi, 1992). 

Interpreted in a sales context, a salesperson's success beliefs refer to the extent the 

salesperson believes that performing selling activities will result in sales. Continuing with 

the example given earlier, a salesperson may be thought to possess a high degree of 

success belief regarding making a sales presentation if he or she believes strongly that 

delivering a good sales presentation is tied to sales. 

The Salesperson's CPT model (Figure 3) posits that together, perceived behavioral 

control and success beliefs of a salesperson moderate the relationship between 

organizational commitment and the extent of effort the salesperson devotes to selling 

activities. In other words, the greater is the perceived behavioral control and the greater 

are the success beliefs a salesperson possesses, the stronger is the relationship between the 

salesperson's organizational commitment and sales effort. 

Support for the moderating relationship can be gleaned from research that has 

examined linkages between attitudes, intentions, and behaviors. According to the theory of 

planned behavior (Ajzen & Madden, 1986), perceived behavioral control moderates the 

relationship between intention and behavior. Given the paucity of empirical findings 

supporting such a relationship, Ajzen (1991) modified the theory of planned behavior by 

conceptualizing that perceived behavioral control has a direct (rather than a moderating) 

influence on the intention of an individual to perform a behavior. Bagozzi (1992) indicates 

that, in the context of goal-directed behavior, success beliefs have to be considered in 

conjunction with perceived behavioral control to provide a more complete explanation of 
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the linkage between intention and behavior. The argument Bagozzi (1992) provides offers 

a basis for researchers to infer that perceived behavioral control an individual possesses 

regarding a specific activity may act as a moderator of the relationship between that 

individual's intention to act (effort beliefs) and behavior (effort) only when considered in 

conjunction with the success belief the individual holds regarding that activity. 

The Salesperson's CPT model (Figure 3) incorporates the line of thought Bagozzi 

(1992) advocates and the arguments that derive from it. By definition, a salesperson who 

is committed to an organization possesses a strong intention to exert effort toward 

meeting organizational goals. This intention relates positively to behaviors enacted 

through greater sales effort on the part the salesperson when he or she possesses greater 

success beliefs and greater behavioral control over the selling activities. In other words, 

the relationship between a salesperson's organizational commitment and effort is 

strengthened when a salesperson believes to a substantial extent that: (a) the performance 

of necessary selling activities is relatively easy, and (b) that performing these activities will 

result in sales revenue. 

Effort and Enhanced Performance 

The perceptual model depicting the antecedents of a salesperson's commitment, 

performance, and turnover (Figure 3) incorporates a direct path from effort to 

performance, indicating that a direct and positive relationship exists between the effort a 

salesperson exerts toward selling activities and sales performance. Conceptual and 

empirical support for this relationship exists in several models of performance that include 

effort as a mediating variable between motivation and performance (e.g., Naylor, 
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Pritchard, & Ilgen, 1980; Walker, Churchill, & Ford, 1977). Brown and Leigh (1996) 

found evidence suggesting that effort mediates the relationship between job involvement 

and performance. Brown and Peterson (1994) found support for a direct relationship 

between sales effort and sales performance. 

Organizational Commitment Affects Turnover 

The Salesperson's CPT model (Figure 3) depicts that a salesperson's 

organizational commitment, in addition to influencing directly the amount of effort a 

salesperson devotes to his of her job, influences indirectly the salesperson's turnover. 

Relationships illustrated in the model indicate that the salesperson's organizational 

commitment relates: (a) directly and positively to a salesperson's intention to stay with the 

organization, and (b) relates indirectly and negatively to a salesperson's turnover through 

the intention of the salesperson to stay in the organization. The succeeding paragraphs 

summarize conceptual and empirical support for these relationships. 

Mowday, Porter, and Steers (1982) indicate that an employee's organizational 

commitment includes, as one of its aspects, an intention on the part of the employee to 

continue working for the organization. Substantial empirical evidence exists in both sales 

and non sales contexts to support the contention that there is a negative relationship 

between an employee's organizational commitment and his or her intention to quit the 

organization (Babakus et al., 1996; Bashaw & Grant, 1994; Bluedorn, 1982; Johnston et 

al., 1990; Sager, 1990, 1994; Wotruba & Tyagi, 1991). The body of literature suggests 

that a salesperson who is committed to an organization possesses a strong motivation to 

remain with the organization. The Salesperson's CPT model (Figure 3) captures this 
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relationship through its direct and positive path from organizational commitment to 

intention to stay. 

Empirical research further indicates that an intention to quit the organization 

precedes a salesperson's turnover (e.g., Sager, Griffeth, & Horn, 1998; Sager, 

Varadarajan, & Futrell, 1988). This relationship implies that a salesperson's intention to 

stay in the organization should influence negatively his or her turnover. The Salesperson's 

CPT model (Figure 3) depicts this assertion through a negative path leading from intention 

to stay to turnover. Together, the two propositions stated above indicate that: (a) a 

salesperson's organizational commitment is related positively to his or her intention to stay 

in the organization, and (b) a salesperson's intention to remain with the organization is 

related negatively to his or her turnover. These two relationships, when considered 

together, indicate that a salesperson's organizational commitment is related indirectly and 

negatively to his or her turnover behavior. 

The Salesperson's CPT model (Figure 3) posits some additional relationships. 

Components of the psychological climate for a salesperson, which are depicted in the 

proposed model as a salesperson's perceptions of the behaviors of coworkers, outside 

groups, sales manager, and senior management indirectly influence: (a) the effort a 

salesperson exerts on selling activities, and (b) the salesperson's intention to stay in the 

organization. These indirect relationships run through the direct, positive relationships that 

a salesperson's climate perceptions have with his or her organizational commitment. In 

other words, organizational commitment of a salesperson mediates relationships between 

climate perceptions held by a salesperson and specific outcomes such as the salesperson's 
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effort and intention to stay. Partial support for these relationships can be found in 

conceptual models depicting the antecedents and outcomes of organizational commitment 

(e.g., Hunt, Chonko, & Wood, 1985; Steers, 1977). Results of empirical studies 

conducted in both sales and non sales contexts offer further support for such relationships 

(e.g., Eisenberger et al., 1986; Sager, 1990). A summary to this section is provided next. 

The preceding paragraphs discuss in detail a perceptual model depicting the 

antecedents of a salesperson's commitment, performance and turnover (i.e., the 

Salesperson's CPT model, Figure 3) which Chapter 1 introduced. The discussion 

integrates arguments and conclusions distilled from the research findings to support the 

structural relationships the perceptual model proposes. The next section specifies formal 

research hypotheses that derive from the Salesperson's CPT model and outlines the 

structural relationships proposed therein. 

Statement of Hypotheses 

The dimensions of psychological climate, expressed in terms of perceptions held by 

a salesperson relate to organizational commitment as follows: 

Hypothesis l.A. The more favorable is a salesperson's perception of the behavior 

of other salespersons in a work group, the greater is the organizational commitment of the 

salesperson. 

Hypothesis l.B. The more favorable is a salesperson's perception of the behavior 

of employees in other departments of the organization, the greater is the organizational 

commitment of the salesperson. 
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Hypothesis l.C. The more favorable is a salesperson's perception of the behavior 

of his or her manager, the greater is the organizational commitment of the salesperson. 

Hypothesis l.D. The more favorable is a salesperson's perception of the behavior 

of senior management in the organization, the greater is the organizational commitment of 

the salesperson. 

Organizational commitment of a salesperson relates to sales related outcomes as 

follows: 

Hypothesis 2. A. Organizational commitment relates directly and positively to the 

effort a salesperson exerts on selling activities. 

Hypothesis 2.B. Organizational commitment relates directly and positively to a 

salesperson's intention to remain with the organization. 

Hypothesis 3. Together, a salesperson's success beliefs and perceived behavioral 

control moderate the strength of the positive relationship between the salesperson's 

organizational commitment and the effort the salesperson exerts on selling activities such 

that greater success beliefs and greater perceived behavioral control are associated 

positively with a stronger relationship between effort and performance. 

Hypothesis 4. The effort a salesperson exerts on selling activities relates directly 

and positively to performance. 

Hypothesis 5. A salesperson's intention to retain membership in an organization 

relates directly and negatively to his or her turnover behavior. 
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Hypothesis 6. A salesperson's organizational commitment indirectly and negatively 

influences his or her turnover by positively influencing the salesperson's intention to stay 

in the organization. 

Other indirect relationships proposed in the Salesperson's CPT model (Figure 3) 

include the following: 

The more favorable are a salesperson's perceptions regarding: (a) the behavior of 

other salespersons, (b) the behavior of employees in other departments of the 

organization, (c) the behavior of his or her immediate manager, and (d) the behavior of 

senior management, the more committed is the salesperson to the organization. Through 

organizational commitment, these perceptions are hypothesized to have positive, indirect 

influences on the effort a salesperson exerts toward selling activities, and on the 

salesperson's intention to remain with the organization. Also, a salesperson's 

organizational commitment, through effort, is hypothesized to relate indirectly and 

positively to his or her performance. 

The next section describes the research design employed in the study to assess the 

hypothesized relationships the Salesperson's CPT model (Figure 3) derives. Elements of 

the research design discussed below include the field sample utilized, development and 

administration of the survey instrument, operationalization of the constructs in the model, 

and the statistical analysis to be employed. 

Research Design 

This study utilizes data from a survey of salespersons employed by the publishing 

arm of a large telecommunications firm. The survey instrument tapped salespersons' 
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perceptions regarding district sales managers, sales divisions, and senior management 

along with attitudinal data relating to work attitudes, career perceptions, and career 

intentions. The sales training unit of the company provided data on sales performance and 

turnover. 

Sample 

The sample for the study consisted of 343 salespersons drawn from fourteen sales 

divisions of the domestic sales force who are employed full time by the 

telecommunications firm. These salespersons sell advertising services to businesses. The 

sample comprised both telephone as well as premise salespeople. A total of 291 completed 

surveys were received resulting in an 85 percent response rate. Approximately 45 percent 

of the respondents are female salespersons, and approximately 54 percent of the 

respondents are telephone salespersons. Preliminary analysis indicates no statistically 

significant difference in the performance of salespersons based on: (a) gender differences, 

or (b) whether the salespersons are inside (telephone) or outside (premise) sales 

representatives. 

Development of Survey Instrument 

The development of the survey instrument included conducting in-depth 

interviews. Researchers interviewed three telephone salespersons, three premise (field) 

salespersons, three district sales managers, two division managers, and one area vice-

president. The researchers also conducted interviews with several division managers and 

trainers during a Spring managers' meeting. These interviews were recorded, summarized, 
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and the consistencies and inconsistencies were noted. This process led to the development 

of the set of topics the survey addressed. 

The process of developing the survey instrument subsequently involved consulting 

research publications in general management, sales management, and organizational 

psychology to obtain items that tapped the constructs of interest. This process led to the 

selection of those scales from literature that operationalized relevant constructs and 

exhibited desirable validity and reliability. The survey instrument incorporated items from 

these scales after adapting them to the study. The survey instrument also included 

additional items to obtain demographic information. Appendix B relates the four page 

survey instrument developed through the process described above. 

Survey Administration 

The survey instrument (Appendix B) was distributed to 14 district sales offices 

through an outside express company. A salesperson in each district office was selected as 

the survey administrator to administer the survey during a weekly sales meeting. The 

salesperson selected by the division manager read a message from the researcher that 

summarized the purpose of the study and assured complete anonymity. To minimize 

respondent bias, only salespersons were present during the survey administration. 

Participation in the survey was voluntary. For purposes of distribution, each survey was 

coded with a number and each survey had a post-it note attached that contained the name 

of the potential respondent. Only the principal researcher had access to the identity of each 

responding salesperson. The surveys were coded in order to facilitate the merging of 
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performance information for each respondent with his or her response. Completed surveys 

were batched by the survey adjninistrators in each district sales office and returned directly 

to the university in a sealed package through an express courier service. 

An independent data entry service entered the survey data. Data on performance of 

the salespersons, available in the national sales report obtained from the firm, was then 

merged with the data obtained from the responses to the survey. 

Operationalization and Development of Measures 

As mentioned earlier, this study will utilize a portion of information collected in a 

survey conducted with fourteen divisions of a telecommunications sales force. The survey 

tapped work related attitudes and perceptions of salespersons from a single firm. The 

succeeding paragraphs describe the protocol used in identifying the items from the survey 

instrument (see Appendix B) that measure the constructs of interest in this study. 

A review of extant literature identified the operational definitions of several 

constructs the Salesperson's CPT model (Figure 3; p. 26) specifies. A review of related 

conceptual studies developed the operational definitions of those constructs in the 

Salesperson's CPT model for which such definitions were not readily available. Table A1 

specifies the definitions of the constructs and their sourcing (see Appendix A; p. 239). 

Two researchers matched, independently, the items from the questionnaire with the items 

from scales used to operationalize constructs for this study and subsequently compared 

their findings. Such comparisons led to a final selection of item sets to represent the 

constructs the Salesperson's CPT model (Figure 3) depicts. Table A2 lists the constructs 
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and the item sets representing the constructs (see Appendix A; p. 241). The paragraphs 

that follow relate the operational definitions and the item sets that represent each of the 

constructs. 

Organizational Commitment 

The study posits that a salesperson's organizational commitment mediates the 

relationships between several perceptions of the salesperson and his or her . (a) effort on 

selling activities, and (b) intention to stay in the organization. Mowday, Porter, and Steers 

(1982) define organizational commitment as "the relative strength of an individual's 

identification with and involvement in a particular organization" (p. 27). Mowday, Porter, 

and Steers (1982) developed a 15-item Likert Type scale that measures an individual's 

organizational commitment. Previous studies in both sales and non sales contexts have 

utilized either the full scale or its 9-item version to measure an employee's organizational 

commitment (e.g., Agarwal & Ramaswami, 1993; Allen & Meyer, 1990; Blau, 1987, 

1989; Meyer, Allen, & Smith, 1993). 

This study utilizes nine Likert Type items to operationalize organizational 

commitment. These items are selected from the survey instrument (see Appendix B; p. 

269) based on their correspondence with items in the original scale Mowday, Porter, and 

Steers (1982) developed and are listed in Table A2 (Appendix A; p. 241). Responses to 

the items are arranged on a 7-point range (anchored by 1 = Strongly Disagree and 7 = 

Strongly Agree). The higher is a respondent's score on this scale, the greater is his or her 

organizational commitment. 
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Effort 

The Salesperson's CPT model (Figure 3) depicts that the effort a salesperson 

exerts in executing the sales job activities mediates the relationship between his or her 

organizational commitment and sales performance. Scholars conceptualize effort as 

comprising two dimensions: (a) the amount of time spent upon an act, and (b) intensity or 

energy devoted to the act per unit of time (Campbell & Pritchard, 1976; Naylor, Pritchard, 

& Dgen, 1980; Walker, Churchill, & Ford, 1979). Previous studies that incorporate effort 

as a construct that directly influences performance have measured effort utilizing both 

these dimensions (e.g., Brown & Leigh, 1996; Brown & Peterson, 1994). 

Two Likert Type items that incorporate both time and intensity dimensions of 

effort are used in this study to operationalize the effort a salesperson exerts on selling 

activities. Responses are arranged on a 7-point range (anchored by 1 = Strongly Disagree 

and 7 = Strongly Agree). The two items representing the effort construct are drawn from 

the survey instrument (Appendix B; p. 269) and listed in Table A2. The higher is the score 

of a respondent on this scale, the greater is his or her sales effort. 

Performance 

The study posits that a salesperson's effort on selling activities relates directly and 

positively to sales performance. Previous studies have utilized behavioral based (e.g., 

Bashaw & Grant, 1994; Challagalla & Shervani, 1996), output based (e.g., Klein & Kim, 

1998), and both behavioral and output based (e.g., Jaworski & Kohli, 1991; Kohli & 

Jaworski, 1994) perspectives in operationalizing performance. This study adopts the 

output based perspective on performance, defined by Kane (1986) as "the record of 



I l l 

outcomes achieved in carrying out the job function during a specified period" (p. 237). 

Defined thus, a salesperson's performance can be viewed in terms of total sales, 

percentage of targeted sales, or market share the salesperson achieves. In this study, 

performance of a salesperson is operationalized by a single item as the year-to-date 

percentage of the budgeted sales achieved by the salesperson. 

intention tQ Stay 

A salesperson's organizational commitment is hypothesized in this study to relate 

directly and positively to his or her intention to remain with the organization. Previous 

studies have generally operationalized a diametrically opposite version of this construct in 

that they have measured an employee's intention to quit an organization. Indicators of 

intention to quit in previous studies include items that represent the thoughts an employee 

has about quitting, the time period after which the individual is likely to leave the 

organization, and the extent to which an employee is searching for another job, generally 

encapsulated as withdrawal cognitions (e.g., Babakus et a!., 1996; Horn et al., 1984; 

Sager, Griffeth, & Horn, 1998). 

This study utilizes seven Likert Type items (reverse coded) that relate to the ideas 

mentioned above to come up with an item set that operationalizes the intention of a 

salesperson to remain with an organization. Responses are arranged on a 7-point range 

(anchored by 1 = Strongly Disagree and 7 = Strongly Agree). Table A2 lists the seven 

items that are drawn from the survey instrument (Appendix B) to represent a salesperson's 

intention to stay. The higher i§ the score of a respondent on this scale, the stronger is his 

or her intent to stay in the organization. 
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Perceived Behavioral Control 

The Salesperson's CPT model (Figure 3) posits that together, success beliefs and 

perceived behavioral control moderate the strength of the positive relationship between 

organizational commitment and effort. The greater is a salesperson's perceived behavioral 

control and the greater are his or her success beliefs, the stronger is the link between 

organizational commitment and sales effort. Ajzen and Madden (1986) define perceived 

behavioral control as "the person's belief as to how easy or difficult performance of 

behaviors is likely to be" (p. 457). In the context of the Salesperson's CPT model (Figure 

3), perceived behavioral control refers to the belief a salesperson has as to how easy the 

performance of the various selling tasks is. No validated scale could be identified for this 

construct. Therefore, the operational definition noted above was utilized in selecting items 

from the survey instrument (Appendix B) to represent the construct. 

A 4-item set (comprising Likert Type items) is utilized wherein responses are 

arranged on a 7-point range (anchored by 1 = Strongly Disagree and 7 = Strongly Agree). 

Table A2 lists the four items that the study uses to represent a salesperson's perceived 

behavioral control. The higher is the score of a respondent on this scale, the greater is the 

ease with which the respondent believes a sales task can be performed. 

Success Beliefs 

The Salesperson's CPT model (Figure 3) proposes that success beliefs and 

perceived behavioral control of salespersons jointly moderate the link between a 

salesperson's organizational commitment and his or her effort devoted to selling tasks. 

The concept of success beliefs refers to the extent an individual believes that performing a 
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goal-directed behavior will result in success (Bagozzi, 1992). As in the case of perceived 

behavioral control, no validated scale could be identified for this construct. Therefore, the 

operational definition noted above was used in selecting items from the survey instrument 

(Appendix B; p. 269) that represent the construct. 

A 5-item set (comprising Likert Type items) is utilized wherein responses are 

arranged on a 7-point range (anchored by 1 = Strongly Disagree and 7 = Strongly Agree). 

The five items representing the construct are listed in Table A2 (Appendix A; p. 241). The 

higher is the score of a respondent on this scale, the greater is the respondent's belief that 

performing requisite tasks will result in success. 

Perception of Work Group Behavior 

According to the proposed perceptual model (Figure 3), a salesperson's perception 

of work group behavior relates directly and positively to his or her organizational 

commitment. The construct refers to a salesperson's perception regarding the behavior of 

other salespersons in his or her group formed as a result of the interactions that he or she 

has with other salespersons in the course of working for an organization. Although no 

direct scale is available in the literature, several studies operationalize a salesperson's 

perception regarding one or more aspects of his or her coworkers' behaviors. For 

example, James and James (1989) assess an employee's perception regarding work group 

cooperation, warmth, and friendliness, Strutton, Pelton, and Lumpkin (1993) 

operationalize the perception of cohesion that exists in a work group, and Dubinsky et al. 

(1986) appraise the extent to which an employee perceives that he or she has been 

included in the work group. 
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The above noted operationalizations, when consolidated, offer a representation of 

the construct of interest in this study. Accordingly, an effort was made to select those 

items from the survey instrument (Appendix B) that correspond to the items used in the 

above mentioned studies. An 8-item set (comprising Likert Type items) is utilized to 

operationalize the construct. Responses are arranged on a 7-point range (anchored by 1 = 

Strongly Disagree and 7 = Strongly Agree). Table A2 lists the eight items that the study 

uses to represent a salesperson's perception of work group behavior. The higher is the 

score of a respondent on this scale, the more favorable is the respondent's perception 

regarding his or her work group behavior. 

Perception of Outside Group Behavior 

According to the Salesperson's CPT model (Figure 3), a salesperson's perception 

of outside group behavior relates directly and positively to his or her organizational 

commitment. The construct refers to a salesperson's perception regarding the behavior of 

employees in non sales departments of the organization. Employees in account processing 

and receivables department exemplify such personnel. As no scale exists to measure the 

construct, the above operationalization was used to select items from the survey 

instrument (Appendix B) that would represent it. Items that were similar in content to 

those selected for the purpose of operationalizing the perception of work group behavior, 

but asked for information regarding the behavior of employees in other departments, were 

selected for this purpose. 

A 6-item set (comprising Likert Type items) in which responses are arranged on a 

7-point range (anchored by 1 = Strongly Disagree and 7 = Strongly Agree) is used to 
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operationalize the construct. Table A2 lists the six items that the study uses to represent a 

salesperson's perception of outside group behavior. The higher is the score of a 

respondent on this scale, the more favorable is the respondent's perception regarding the 

behavior of employees in other departments of the organization. 

Perception of Manager Behavior 

The study posits that salesperson's perception of sales manager behavior relates 

directly and positively to his or her organizational commitment. The construct refers to the 

impression a salesperson holds concerning the behavior of his or her district sales 

manager. This perception develops as a result of the interactions that the salesperson has 

with the sales manager in the course of working for the organization. Studies conducted in 

both sales and non sales contexts have assessed aspects of supervisor behavior as 

perceived by the subordinates within the general scope of the path-goal leadership theory. 

For example, James and James (1989) operationalize perceptions regarding a supervisor's 

influence, trust, support, facilitation, and goal emphasis, Netemeyer et al. (1997) assess 

the perception of supervisor support, and Tyagi (1985) appraises the perceptions of a 

supervisor's recognition, friendliness, and support. Sager, Yi, and Futrell (1998) 

operationalize a supervisor's consideration, role clarification, and initiation of structure. 

For the purpose of operationalizing the salesperson's perception of manager 

behavior, an effort was undertaken to identify items in the survey instrument (Appendix B) 

that matched the items used in the above mentioned studies. A 15-item set (comprising 

Likert Type items) in which responses are arranged on a 7-point range (anchored by 1 = 

Strongly Disagree and 7 = Strongly Agree) is used to represent this construct. Table A2 
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includes the list of 15 items that the study uses to represent a salesperson's perception of 

manager behavior. The higher is the score of a respondent on this scale, the more 

favorable is the respondent's perception regarding his or her manager's behavior. 

Perception of Senior Management Behavior 

According to the Salesperson's CPT model (Figure 3), a salesperson's perception 

of senior management behavior relates directly and positively to his or her organizational 

commitment. The construct refers to the impression a salesperson holds concerning the 

behavior of senior management in the organization. This perception develops as a result of 

the direct and indirect interactions that the salesperson has with senior management. Thus, 

this construct is similar to perception of supervisor behavior and consists of aspects such 

as support, trust, guidance, and help that senior management provides to the salesperson. 

Accordingly, those items were identified from the survey instrument (Appendix B; p. 269) 

that refer to a salesperson's perception regarding such behaviors on the part of senior 

management. 

As a consequence of this effort, a 6-item set (comprising Likert Type items) in 

which responses are arranged on a 7-point range (anchored by 1 = Strongly disagree and 7 

= Strongly agree) is utilized to represent this construct. Table A2 (Appendix A; p. 241) 

lists the six items the study uses to represent a salesperson's perception of senior 

management behavior. The higher is the score of a respondent on this scale, the more 

favorable is the respondent's perception regarding the behavior of senior management. 
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Turnover 

The proposed perceptual model (Figure 3) depicts a negative and direct 

relationship between a salesperson's intention to stay in the organization and turnover. 

The variable as operationalized here refers to voluntary turnover, i.e., this variable refers 

to a salesperson voluntarily leaving the organization. The organization from which the 

sample was drawn provided retention information 8 months out after the survey was 

administered. This information will be utilized to represent sales force turnover. 

Statistical Analysis 

The objectives of the statistical analysis are to: (a) determine the discriminant 

validity and reliability of the various measures used to operationalize the constructs 

the Salesperson's CPT model (Figure 3) includes, (b) test the relationships hypothesized in 

the proposed model, and (c) assess whether any spurious or systematic variation exists in 

the covariance structure matrix. A series of steps will be executed before the hypothesized 

relationships are tested. These steps are described next. 

The data base will be validated. Steps to validate the data base will include the 

assessment of the integrity of the data (i.e., examinations will be done to ascertain that 

each variable actually represents a valid response, that any reverse coding is correct, and 

that the correct number of responses relative to the sample size have been established). 

Further, an examination will be done to assess whether the outcome variable (sales 

performance) has been correctly merged with the rest of the data. 

After validating the data, descriptive statistics for individual items will be 

examined. These descriptive statistics will include the calculation of the mean, standard 
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deviation, median, dispersion percentage, skewness, and kurtosis for each item selected 

from the questionnaire for this study. This will help in the identification of the shape of the 

distribution of the various items as well as in the determination of entries that may have 

been wrongly keyed in. Group differences will be tested by item. Specifically, 1 tests will 

be done to ascertain if any statistically significant differences exist between outside 

(premise) and inside (telephone) salespersons on the items. Later, similar tests will be 

conducted at the construct level to investigate the existence of any possible differences 

between outside and inside salesperson job categories. 

A correlation matrix relating all the constructs will be developed. The pattern of 

correlations between items representing unique constructs and the pattern of correlations 

between items representing different constructs will be examined. Any unexpected 

correlation(s) will be noted. A factor analysis will then be conducted for each construct 

which will involve all the items that purportedly represent that construct. Initially, an open 

factor analysis using the Kaiser criterion will be conducted for each construct. It is 

expected that each factor analysis will yield only one factor as the constructs defined in the 

model are unidimensional. However, any departures will be noted. If a construct appears 

to have more than one factor, item communalities, loadings, and variance explained by the 

various factors will be noted. Relevant literature will be reviewed to reconfirm the 

dimensionality of the construct. Any items that are not relevant in measuring the construct 

will be deleted at this stage. 

Dimensionality of the constructs will be assessed using the procedure listed by 

Gerbing and Anderson (1988). An exploratory factor analysis will first be conducted by 
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including all the items representing the various constructs in one analysis. The factors will 

be restricted to the number of constructs that are included in the model. The pattern of 

loadings, variance explained, and eigenvalues for each factor (construct) will be noted. 

Items that cross-load on more than one factor (construct) will be identified at this stage. In 

cases where cross-loading exists, the item content relative to the factors (constructs) will 

be examined. Items that are deemed inappropriate for reasons of content relative to sample 

or because they cross-load heavily on more than one construct will be discarded. 

Preliminary purification of the scales measuring the various constructs will be 

accomplished in this manner. 

Next, a confirmatory factor analysis will be conducted (Gerbing & Anderson, 

1988) to confirm the unidimensionality of the various constructs. A covariance matrix will 

be generated for this purpose and the measurement model will be specified. Analysis will 

be conducted using LISREL 8 structural equation model program. The program employs 

covariance structure modeling to evaluate measurement and structural models. The 

pattern of normalized residuals will be noted. A high normalized residual for any item is 

indicative of the fact that the item is tapping more than one construct (Gerbing & 

Anderson, 1988). Items with high normalized residuals will be examined, and if 

appropriate, they will be deleted. 

Subsequently, the measurement model will be respecified. A new covariance 

matrix will be generated and the LISREL 8 program will be used to analyze the respecified 

measurement model. Reliabilities of the various scales will be assessed at this point. 
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The various direct and indirect relationships hypothesized in the study will be 

tested using a path-analytic approach. Path analysis can be used to test theoretically 

justified linear relationships between constructs through a set of simultaneously analyzed 

regression equations. The path model underlying the Salesperson's CPT model (Figure 3) 

is a recursive model which has four exogenous constructs: (a) perception of work group 

behavior, (b) perception of outside group behavior, (c) perception of manager behavior, 

and (d) perception of senior management behavior. All the other constructs in the study 

represent endogenous constructs. An exogenous construct is one that is not influenced by 

any other construct but which is posited to influence one or more constructs included in a 

path model. An endogenous construct is posited to be influenced by one of more 

constructs, exogenous and/or endogenous, in the path model. The path coefficients 

resulting from the analysis undertaken will be evaluated to verify the relationships 

hypothesized in the study. In addition, possible indirect and spurious influences will also 

be assessed. 

Together, a salesperson's success beliefs and perceived behavioral control 

moderate the strength of the relationship between the salesperson's organizational 

commitment and the effort the salesperson exerts on selling activities (Hypothesis 3). 

Moderator variables can be classified based on whether they relate to the criterion 

variable, and whether they interact with the predictor variable (Sharma, Durand, & Gur-

Arie, 1981). Classified in this manner, three different types of moderators can be specified: 

(a) Homologizers, i.e., moderators that do not interact with the predictor variable and are 

not related either to the predictor and/or criterion variable, (b) Quasi-moderators, i.e., 
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moderators that interact with predictor variable and are related to predictor and/or 

criterion variables, and (c) pure moderators, i.e, moderators that interact with predictor 

variables but are not related to the criterion and predictor variables (Sharma, Durand, & 

Gur-Arie, 1981). Together, perceived behavioral control and success beliefs are expected 

to interact with the predictor variable (organizational commitment) and are also expected 

to be significantly related to the criterion variable (effort). As a result, the two constructs 

taken together can be termed as quasi-moderators. 

In order to test for this moderating effect, the framework proposed by Sharma, 

Durand, and Gur-Arie (1981) will be followed. To determine if the combination of 

perceived behavioral control and success beliefs interacts with organizational commitment, 

the moderated regression analysis procedure (Sharma, Durand, & Gur-Arie, 1981) will be 

utilized. This is accomplished through the use of hierarchical regression as discussed by 

Cohen and Cohen (1983). The data will be centered before proceeding with the regression 

analysis. Centering the data involves calculating the deviation of each data point from its 

arithmetic mean. This decreases the covariance between the predictor variable and the 

interaction term (Aiken & West, 1991). Such a change does not affect the value of beta 

(Cohen & Cohen, 1983). The regression analysis that will be conducted sequentially is 

depicted by the equations below. The sequential analysis will first include the main effects 

in the regression equation and subsequently, the interaction terms will be introduced. The 

following abbreviations are used in the equations that follow: organizational commitment 

= OC; perceived behavioral control = PBC; and success beliefs = SB. 
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1. Effort = f[OC] 

2. Effort = f[OC,PBC, SB] 

3. Effort = f [OC, PBC, SB, (OC)(PBC), (OC)(SB), (SB)(PBC)] 

4. Effort = f [OC, PBC, SB, (OC)(PBC), (OC)(SB), (SB)(PBC), (OC)(PBC)(SB)] 

A significant difference in the explanatory capacity between equation 3 and 

equation 4 would indicate the proposed moderating relationship. If a moderating influence 

of the variables is established, a subsequent analysis will be undertaken to test the 

relationship between the moderating constructs (perceived behavioral control and success 

beliefs taken together) and the criterion variable (effort). If the relationship is significant, a 

conclusion that the moderators are quasi-moderators is supported. Non significance of the 

relationship will support the idea that together, success beliefs and perceived behavioral 

control are pure moderators (Sharma, Durand, & Gur-Arie, 1981). 

Summary 

This chapter begins with a detailed explanation of the Salesperson's CPT model 

(Figure 3; p. 26). A statement of hypotheses follows which indicates the various 

relationships to be tested in the study. Subsequently, the research design for the study is 

presented which involves a discussion of how items are selected here to represent the 

constructs included in the proposed perceptual model (Figure 3). In the last section of the 

research design, the analytical protocol to be utilized for: (a) evaluating the validity of the 

data, (b) measuring the constructs of interest, and (c) testing the various relationships 

hypothesized in the study is detailed. In Chapter 4, an explanation of the analysis 

conducted will be undertaken and the results of such analysis will be presented. 



CHAPTER 4 

ANALYSIS AND RESULTS 

Introduction 

Chapter 3 delineated the Salesperson's CPT model (Figure 3; p. 26), proposed 

testable hypotheses, described the research design, and outlined the analytical protocol for 

the study. This chapter describes the analyses undertaken and presents the results. 

Specifically, Chapter 4: 

1. Discusses the procedures employed to check the validity of the data base; 

2. Communicates the descriptive statistics for items selected to represent the 

constructs in the Salesperson's CPT model (see Figure 3); 

3. Examines results of factor analyses conducted to assess the construct measures; 

5. Illustrates and relates the findings of confirmatory factor analyses undertaken to 

validate construct measures, including the convergent and discriminant validities of these 

measures, and estimates of their reliabilities; 

6. Reports the results of path-analytic model tests utilized to examine the 

relationships hypothesized in the study; and 

7. Relates the findings of hierarchical regression analysis that tests the moderating 

relationships the Salesperson's CPT model advances. 
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Data Base Validation 

The preliminary analysis assessed the integrity of the data base. This involved 

confirming the response rate, ascertaining the validity of responses, recoding variables 

where appropriate, determining whether the performance and turnover data are correctly 

merged with survey information obtained from the respondents, and noting the number of 

missing observations for various variables. Out of a total of 343 surveys that were handed 

to the premise and telephone salespersons in the telecommunications firm, 291 completed 

surveys were returned resulting in a response rate of 85%. Performance data was not 

available for 23 observations and turnover information was missing for 10 observations. 

Additionally, information on gender was lacking for three observations. Most of the other 

variables had very few, if any, observations missing (see Table A3; Appendix A). 

Descriptive Statistics 

Table 2 (p. 125) provides a description of the sample based on: (a) salesperson 

type, and (b) gender distribution within each salesperson type. A total of 156 (53.6 %) 

telephone salespersons and 135 (46.4%) premise salespersons responded to the survey. 

One respondent was dropped from the sample (discussed later in this section), yielding a 

set of 290 usable observations available for further analyses. As Table 2 indicates, there 

are more male respondents in the sample. Male premise salespersons outnumber the 

female premise salespersons. In contrast, the sample consists of more female than male 

telephone salespersons. The observed gender distribution of salespersons is reflective of 

this and other similar sales organizations. 
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Table 2 

Description of Sample 

Salesperson Characteristics Number of respondents Percentage of respondents 

Type of salesperson 

Telephone salesperson 156 53.6 

Premise salesperson 135 46.4 

Total 291 100 

Breakdown by Gender 

Telephone Salespersons 

Male 67 43.8 

Female 86 56.2 

Missing observations 3 

Premise Salespersons 

Male 92 68.1 

Female 43 31.9 

Table A3 (see Appendix A) summarizes the descriptive statistics for items selected 

to represent the constructs in the Salesperson's CPT model (Figure 3, p. 26). Descriptive 

statistics including the mean, standard error, variance, skewness, and kurtosis are reported 

for the items to relate their distribution in the sample. The descriptive statistics indicate 

that 52 of the salespersons sampled left the organization in the 8-month period following 

administration of the survey, yielding a turnover of 18.75%. A wider window for turnover 

classification would have increased the proportion of leavers but also attenuated 

correlation with survey responses. Descriptive statistics for the performance variable 
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reveal a mean of 98.1 and a variance of 2043, relatively large values compared with similar 

statistics for other items. Presence of large values for the performance variable indicates 

that, relative to other constructs, a different scale is utilized in measuring performance. 

To optimally utilize the returned responses, median scores were calculated and 

inserted for items (except turnover and gender) that had missing observations. The 1 tests, 

conducted to identify possible change(s) in the data arising out such substitutions, 

reported no statistically significant change in the arithmetic mean or variance for any item 

(see Table A4; Appendix A). This observation was also true for the item measuring 

performance which had 23 missing observations. A subsequent graphical analysis 

(histogram and box plot) of the performance variable revealed that one observation on this 

item was an outlier. There was a wide gap between highest (325%) and second highest 

(247%) values for the performance variable. Deletion of this observation, considered an 

extreme outlier, from the data reduced the variance in performance from 2043 to 1709. 

Additional independent I tests were conducted to determine if salespersons' 

responses differed systematically by gender group or by job type (telephone salesperson 

versus premise salesperson). Table A5 (Appendix A) highlights the 9 (out of a total of 63) 

items on which male and female salespersons scored differently (g < .05). Four such items 

were deleted during later analysis for reasons of content, leaving five relevant items on 

which male and female salespersons had different scores (j> < .05). Similar t tests, 

conducted later at the construct level, revealed that systematic differences by gender 

group existed only for sales effort (male salespersons scored higher on sales effort, 1 = 

2.51, £ = .013). As male and female salespersons scored similarly on all but one of the 
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constructs included in the Salesperson's CPT model (see Figure 3), separate analysis by 

gender group was not justified. 

Table A6 (see Appendix A) lists the 24 items on which premise and telephone 

salespersons scored differently (p < .05). In subsequent analyses, 8 of these 24 items were 

deleted from the study. The results of independent t tests, conducted later to uncover 

systematic differences in construct scores between premise and telephone salespersons, are 

provided in Table A7 (Appendix A). Telephone salespersons scored higher on: (a) the 

perception of senior management behavior construct (I = 4.22, JJ = .000), (b) the 

perception of work group behavior construct (1 = 3.51, £ = .001), (c) the perception of 

outside group behavior construct (t = 2.83, g = .005), and (d) success beliefs (1 = 2.41, $ 

= .017). Premise salespersons, on the other hand, scored higher on the sales effort 

construct (t = -6.30, JJ = .000). There is, however, no theoretical basis for the presence of 

these differences. That is, no published research could be found indicating that inside and 

outside sales representatives should be considered as separate populations for analysis. 

Also, the sample of telephone and premise salespersons did not differ systematically on 

organizational commitment, a central construct in the Salesperson's CPT model (Figure 

3), or on performance, a pivotal dependent construct in this study. Consequently, the 

sample of premise and telephone salespersons was considered together for further analysis. 

The next step involved the construction and examination of a correlation matrix of 

all the items representing the constructs of interest. Such a preliminary analysis of linear 

relationships between items helps determine the extent to which items representing a 

construct are related to each other or to items representing other constructs. An 



128 

examination of the correlations between items revealed here that, on average, an item was: 

(a) correlated with items representing the same construct (p < .05), and (b) had low and 

statistically insignificant correlations with items representing other constructs. Items that 

either (a) did not appear to be correlated with other items measuring the same construct, 

(b) were uncorrelated with with most items, or (c) correlated significantly with items 

representing other constructs were earmarked for further examination. These items were 

examined for content during exploratory factor analysis, discussed in the next section. 

Exploratory Factor Analysis 

The Salesperson's CPT model (Figure 3; p. 26) represents relationships between 

unidimensional constructs which the study measured through linear combinations of 

selected items. Principal component analysis is a statistical technique that evaluates a given 

set of related items in terms of the unique factors it represents. Thus, this method of 

extracting factors can be employed usefully to uncover the set of unique factors 

(corresponding to the constructs incorporated into the current study) contained in the 

items selected for this study. The factors represented in all the items were ascertained by 

conducting principal components analysis using the maximum likelihood algorithm with 

the Kaiser factor extraction criterion and varimax rotation. The Kaiser criterion limits the 

number of factors extracted to those that have eigenvalues > 1. The varimax method of 

factor rotation improves the interpretability of the rotated factors (Norusis, 1993). 

The initial analysis, which included the moderator constructs, extracted 16 factors. 

The items included in the study, however, were theorized as representing nine constructs 

from the Salesperson's CPT tjiodel (Figure 3). The process of reconciling the difference 
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between the numbers of theorized and observed factors entailed the following steps. The 

factor loadings matrix was inspected to: (a) identify items that cross-loaded on two or 

more factors (i.e., had loadings > .3 on two or more factors), (b) note items that had 

loadings of ^ .3 on all the 16 extracted factors, (c) isolate items that loaded on a factor 

other than what was specified in the measurement scale, and (d) identify items that had a 

loading of .5 or greater on one factor and did not cross-load, i.e., had loadings of < .3 on 

all the other factors. 

Subsequently, an examination was conducted to review the pattern of correlations, 

exhibited in the correlation matrix by those items that either cross-loaded, did not load on 

a factor, or loaded on a factor other than what was theorized in the principal components 

analysis. Items that exhibited problems were content analyzed. A determination to delete 

any item from a measure depended ultimately on whether removing the item was justified 

from both statistical and theoretical standpoints. The paragraphs that follow detail the 

above specified process for examining items that either cross-loaded, did not load on any 

factor, or exhibited unique loadings. 

Table A2 (Appendix A) lists the sets of items representing the constructs included 

in the Salesperson's CPT model. Both performance and turnover are operationalized using 

single-item measures. All of the other constructs are measured using multiple items. 

Organizational Commitment 

Organizational commitment was initially represented through nine Likert Type 

items (Table A2). A review of the patterns of loadings, cross-loadings, correlations, and 

analysis of the content of the items included in the organizational commitment measure 
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revealed the following. Item Q100 ("I definitely want to remain in a selling position like 

the one I have now") had loadings of .38 and .66 on 2 of the 16 factors initially extracted. 

Futher, none of these loadings corresponded to the natural factor that appeared to 

represent organizational commitment. An examination of the correlation matrix revealed 

that, with the exception of item Q138 (r = .32, j) < .01), this item related poorly to other 

items representing organizational commitment. More importantly, a review of the content 

in item Q100 indicated that the statement was specific regarding the desirability of a sales 

position but vague regarding any association of the sales position with the organization in 

question. Therefore, Q100 was deleted as a measure of organizational commitment for 

reasons of both a lack of statistical association and nonspecificity in content. 

Q107 ("If my earnings don't increase soon, I will have to leave XXX," reverse 

coded) was another item selected as being indicative a salesperson's organizational 

commitment (see Table A2). Item Q107 exhibited loadings of .56 and .39, respectively, on 

2 of the 16 extracted factors. As was the case in item Q100, neither of the two loadings 

that were > .3 corresponded to the natural factor that appeared to represent organizational 

commitment. Further, the correlation matrix indicated that this item correlated positively 

and significantly (r ranging from .3 to .6, g < .01) with a number of items representing 

several different constructs: (a) intention to stay, (b) perception of work group behavior, 

(c) perception of outside group behavior, (d) perception of senior management, and (e) 

perception of senior management. Together, these observations suggested that item Q107 

was poorly suited as a measure for the unidimensional constructs included in the 

Salesperson's CPT model (Figure 3). This item was deleted from subsequent analysis. 
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Item Q110 ("It is important for me to perform better than others at my job") was 

identified in Chapter 3 as an indicator of organizational commitment. Although item Ql l l 

loaded substantially (loading = .86) on a single factor and did not exhibit cross-loadings, 

the high loading for this item was on a factor other than the one that appeared to naturally 

represent organizational commitment. Further analysis of the loadings matrix revealed that 

item Q110 loaded on the same factor as item Ql l l (see Table A2). An inspection of the 

correlation matrix disclosed that item Q110 was unrelated to any of the items that 

measured organizational commitment. The greatest positive linear association that item 

Q110 had was with item Q111 (r = .28, p < .01), an item that measured sales effort (see 

Table A2). After analyzing the content of item Q110, it was concluded that the item most 

closely corresponded to sales effort. Item Q110 was deleted at this stage from the set of 

items representing organizational commitment. 

Item Q114 ("I enjoy learning about our new products") was another item listed as 

a measure of organizational commitment (Table A2). This item cross-loaded (exhibited 

loadings > .3) on three separate factors, none of which appeared to naturally represent 

organizational commitment. Analysis of the correlation matrix of all the items revealed 

that item Q114 correlated positively and significantly with item Q67 (r = .32, g < .01), but 

appeared to be unrelated to other items that measured organizational commitment. Also, 

item Q114 either did not correlate with or correlated minimally with most of the other 

items included in the study. A review of the statement in Q114 indicated that the item 

referred to a learning orientation rather than to any other construct of interest in the study. 

Consequently, Q114 was dropped from the organizational commitment measure. 
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Item Q145 ("XXX has shown a great deal of commitment to me") was the last 

item in the set of items identified initially as a measure of organizational commitment (see 

Table A2). This item exhibited loadings of .4 and .57, respectively on 2 of the 16 factors 

initially extracted. However, neither of these loadings corresponded to the natural factor 

that appeared to represent organizational commitment. Further, the patten of item 

correlations indicated that Q145 had correlations of .4 (g < .01) or higher with items that 

represented the following constructs, (a) intention to stay, (b) success beliefs, (c) 

perception or work group behavior, and (d) perception of senior management. This item 

correlated similarly with only one item (Q138) in the organizational commitment scale. A 

review of the statement in item Q145 indicated that it was a poor indicator of 

organizational commitment. The fact that an organization was committed to its 

salespersons may suggest but does not necessarily indicate that the salespersons would 

reciprocate and be committed to the organization in return. Item QMS was, therefore, 

dropped after a review of its content, factor loadings, and pattern of correlations. 

In summary, statistical and theoretical considerations prompted: (a) the deletion of 

four items (i.e., items Q100, Q107, Q114, and Q145) from the 9-item measure of 

organizational commitment, and (b) the respecification of item Q110 as a tentative 

measure of effort. The reduced measure of organizational commitment, therefore, 

incorporated four items (i.e., items Q67, Q68, Q138, and Q140; see Table A2). 

Effort 

Two items (Qll l and Q125) were selected to operationalize effort as a construct 

(see Table A2). Item Ql l l ("Few other reps put in more hours per pay period than I") 
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exhibited an acceptable loading of .56 on the same factor as did item Q110 (loading = 

.86), an item specified above as a measure of sales effort. Item Q125 ("I feel emotionally 

drained every day when I quit"), however, did not load on the same factor as did items 

Q110 and Q111, but exhibited loadings of -.40 and -.39, respectively, on two other 

factors. Further, item Q125 did not correlate with item Q110 (i = -.01, p > .05 ), and 

correlated negatively with item Ql l l (r = -. 15, p < .05). A review of the statement in item 

Q125 led to the conclusion that this item was more likely reflecting job stress than job 

effort. Deletion of item Q125 from the effort measure yielded a 2-item indicator for the 

construct. 

Intention to Stay 

Seven Likert Type items operationalized a salesperson's intention to stay with the 

subject firm (see Table A2). Item loadings for these items ranged from .80 to .50 on the 

same factor in the principal components analysis. These items also correlated positively 

and significantly with one another. Analysis of the content of these items, however, 

revealed that item Q142 ("If things do not change soon, I plan to go work for another 

XXX sales force," reverse coded ) should justifiably be removed. The statement in item 

Q142 provides the option of a similar sales job in a telecommunications organization, but 

does not consider other options such as a: (a) different job in the same organization, (b) 

sales or non sales job in another organization. This limits the usefulness of responses to 

item Q142. Deletion of this item yielded a 6-item Likert Type measure to tap a 

salesperson's intention to stay with an organization. 
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Perception of Work Group Behavior 

Perception of work group behavior is defined as a salesperson's perception 

regarding the behavior of other salespersons in his or her sales district (see Table Al; 

Appendix A). Chapter 3 identified eight Likert Type items to measure this construct (see 

Table A2; Appendix A). The patterns of loadings, correlations, and analysis of the content 

of the items revealed problems with two of the eight selected items. After deletion of such 

items (described below), a reduced 6-item measure represented this construct. 

Item Q46 ("If I have a problem, there is always someone here who will help me," 

Table A2) exhibited loadings of .48 and .36, respectively, on 2 of the 16 factors initially 

extracted. An inspection of the item correlation matrix revealed that, in addition to 

correlating positively with items measuring this construct, item Q46 correlated positively 

with items measuring: (a) perception of manager behavior, (b) perception of outside group 

behavior, and (c) perception of senior management behavior (i > .4, g < .01). An anaiyis 

of the content of Q46 revealed a possible reason for these correlations. The word 

'someone' in the item was vague and could be understood to refer to management, senior 

management, work group, and departments other than sales. Deletion of item Q46, 

therefore, resulted from its non-specificity. 

A second item in this measure presented a similar problem as regards specificity of 

content. Item Q52 ("I learned quickly that everybody here tends to her own business," 

reverse coded) was vague as the use of the word 'everybody' did not preclude any 

member of the organization. Item Q52, therefore, was poorly suited to measuring the 

perception of a salesperson towards a specific group. Further, this item exhibited a loading 
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of .8 on a factor that could not be identified. Also, item Q52 correlated minimally with the 

other items measuring a salesperson's perception of work group behavior (correlations 

ranging from .08 to .2) and exhibited low correlations with all the other items included in 

the principal components analysis. Item Q52 was, therefore, deleted as it. (a) was not 

specific, (b) represented an unidentifiable factor, and (c) exhibited low or statistically 

insignificant correlations with other items measuring the construct. 

Perception of Outside Group Behavior 

Perception of outside group behavior (i.e., a salesperson's perception regarding 

the behavior of employees in departments other than sales) was measured by six Likert 

Type items (see Table A2; Appendix A). After examining the correlation matrix, factor 

loadings, and content of these six items, two items were deleted, leaving four items to 

represent this construct. The succeeding paragraphs provide the rationale for the deletion 

of the two items. 

Items Q116 ("I must often apologize for the misdeeds of other XXX reps," reverse 

coded) and Q135 ("Reps in other divisions use XXX policy against me," reverse coded) 

exhibited low loadings of. 18 and -.14, respectively, on the factor that appeared to 

represent a salesperson's perception of employees in other departments in the firm. These 

items also exhibited low loadings on all the other extracted factors. Both these items 

required respondents to evaluate their beliefs about other salespersons rather than measure 

their perceptions of employees in other, nonsales departments. As such, these items were 

considered unrepresentative of the construct and were deleted from all subsequent 

analyses. 
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Perception of Manager Behavior 

A salesperson's perception of manager behavior was measured through 15 Likert 

Type items (see Table A2; Appendix A). Two of the items were deleted after examining 

their contents, loadings, and correlations with other items. Item Q77 ("I hear from my 

DSM only when something goes wrong," reverse coded) exhibited a loading of .41 on the 

factor that appeared to be representative of the construct, but had a loading of .63 on a 

second factor which could not be identified. Review of the content of item Q77 led to a 

conclusion that the statement could have more than one apparent meaning and therefore 

was not appropriate in measuring the construct in question. 

Item Q85 ("My DSM tries to schedule canvasses to fit around my personal needs") 

exhibited loadings of .25 on the factor identified to represent a salesperson's perception 

towards his or her manager, and a loading of -.65 on another spurious factor. Further, this 

item correlated marginally (r ranging from . 12 to .26, p <05) with other items selected to 

measure the construct. As these indicants suggested that Q85 did not tap the construct of 

interest, it was deleted from further analysis. Deletions of items Q77 and Q85 yielded a set 

of 13 items that together represented a salesperson's perception of manager behavior. 

Perception of Senior Management Behavior 

Item Q70 ("My DM helps us see where our efforts fit into XXX's business 

strategy") was erroneously included in the six Likert Type items which measured a 

salesperson's perceptions of senior management behavior (see Table A2; Appendix A). 

Analysis of the correlation matrix of all the items initially selected for the study revealed 

item Q70 to be correlated significantly and positively with items that measured: (a) 



137 

perception of sales manager behavior, and (b) perception of senior management behavior. 

The loadings matrix resulting from the initial principal components analysis revealed that 

item Q70 exhibited loadings of .4, .29, and .31 on factors that were identified as 

representing perceptions of manager, senior management, and work group behaviors, 

respectively. These findings indicated that the statement in item Q70 could invite 

responses targeted towards managers, senior management, and even the work group. 

Thus, this item was deleted, resulting in a 5-item measure for the construct. 

Perceived Behavioral Control 

Perceived behavioral control is defined as "the person's belief as to how easy or 

difficult performance of the behavior is likely to be" (Ajzen & Madden, 1986, p. 457). 

Chapter 3 identified four items to represent this construct (see Table A2). Items Q126 and 

Q127 were deleted from this set after a study of their content and loadings. The remaining 

two items were used in subsequent analysis to measure a salesperson's perceived 

behavioral control. The rationale for deleting items Q126 and Q127 is presented below. 

Item Q126 ("It is difficult to keep up with all the new products and headings 

marketing introduces," reverse coded) exhibited a loading of .78 on a single factor, and 

low or negligible loadings on all the other extracted factors. Together with item Q114, an 

item deleted from the organizational commitment measure, item Q126 appeared to 

represent a factor that most closely corresponded to an employee's learning orientation. 

Further, item Q126 correlated marginally with other items measuring perceived behavioral 

control (r ranged from .05 to .25). This item, therefore, was deleted as it did not relate 

either conceptually or empirically to the construct. 
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Item Q127 ("The DM gives me sufficient time to work XXX") loaded negatively 

(loading = -.5) on the factor that was identified as representing the perceived behavioral 

control construct. Further, an inspection of the correlation matrix for all items revealed 

that this item was minimally or negatively linked with the other items measuring the 

construct. The unexpected direction of its loading, and its low correlations with other 

items indicated that item Q127 was not a suitable indicator of perceived behavioral 

control. Item Q127 was deleted from all subsequent analyses. 

Success Beliefs 

Bagozzi (1992) defines success beliefs as the extent to which a person believes 

that performing a behavior will result in success. This construct was initially represented 

by five Likert Type items (Table A2). Two items were deleted after principal components 

analysis and closer inspection of the statements representing these items. Item Q105 ("I 

have trouble making budget because of outside responsibilities," reverse coded) exhibited 

a loading of .23 on the factor identified as representing success beliefs, and a loading of 

.70 on a factor that could not be identified. In addition, instead of measuring the success 

beliefs of a respondent, this item appeared to inquire if outside responsibilities led to a 

failure in achieving sales targets. This item was, therefore, deleted from the original scale. 

Item Q104 ("My career is progressing in the way I expect it to") loaded at .41 on 

the factor representing success beliefs, and exhibited a loading of .43 on the factor 

identified as a representation of a salesperson's intention to stay. A review of the wording 

of item Q105 indicated that though the item could be a potential measure of the long term 

consequence of a salesperson's success beliefs, it corresponded more closely to a measure 



139 

of a salesperson's satisfaction with the progress of his or her career. Because item Q105 

(a) did not have sufficient conceptual correspondence with the construct, and (b) loaded 

on multiple constructs, it was omitted from the item set used to represent success beliefs. 

Assessment of Dimensionality 

The above paragraphs detail the deletion of 17 items from sets of items Chapter 3 

identified to measure constructs included in the Salesperson's CPT model (Figure 3). As 

explained above, these deletions were made after carefully examining the correlation 

matrix, inspecting the matrix of standardized item loadings, and reviewing the content and 

context of the statements in all the items included in the initial principal component 

analysis. 

Subsequent principal components analyses were conducted with the reduced set of 

45 items. The first such analysis used the Kaiser criterion (eigenvalue >1) for factor 

extraction with varimax rotation. The second analysis constrained the number of extracted 

factors to nine to correspond to the number constructs in the Salesperson's CPT model 

(Figure 3) measured through multiple items. The succeeding paragraphs discuss both 

analyses. 

Principal components analysis using the Kaiser criterion (eigenvalue >1) yielded a 

10 factor structure. The results of this analysis revealed that the loadings for the 45 items 

corresponded to nine factors, the tenth factor could not be identified (see Table A8; 

Appendix A). With one exception, the pattern of loadings corresponded to the nine 

desired constructs. Contrary tp expectations, the four items representing organizational 

commitment loaded on two separate factors. Items Q67 and Q68 exhibited loadings of .80 
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and ,77, respectively, on one factor and items Q138 and Q140 had loadings of .76 and .64 

on another factor. Reconsideration of the statements in these items suggested that the four 

items were likely indicators of commitment, consequently, no items were deleted at this 

stage. 

Other observations from the loadings matrix (Table A8; Appendix A) include the 

fact that all but two items exhibited loadings of .5 or above. Item Q41, which measured a 

salesperson's perception of work group behavior, had a loading of .48. Item Q90, which 

measured a salesperson's success beliefs, loaded at .33. These items were retained for 

further analysis because they were conceptually relevant. The component eigenvalues, 

corresponding constructs, and the data variance explained by each construct are presented 

in Table A9 (Appendix A). Nine of the 10 extracted components appear to correspond to 

the nine hypothesized constructs in the Salesperson's CPT model (see Figure 3). These 

nine components together explain 61% of the variance contained in the data. The tenth 

component could not be identified, and although its eigenvalue of 1.18 is marginally 

acceptable, the component contributes minimally (3%) to explaining the variance in the 

data. 

The second principal components analysis, performed by constraining the total 

number of factors to nine, revealed a factor loadings structure similar to the one Table A8 

reports. The only noticeable difference in the loadings matrix was that items Q121 and 

Q133, which measured perceived behavioral control, did not load on any factor. However, 

this is not an unusual observation. Perceived behavioral control is a moderator in the 

hypothesized model and therefore not linearly related to other constructs. 
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The constructs in the Salesperson's CPT model (Figure 3) are hypothesized to be 

unidimensional. Separate principal components analyses were performed on the 9 multi-

item constructs to provide evidence as to their unidimensionality. The Kaiser-Meyer-Olkin 

measure of sampling adequacy (KMO) and Bartlett's test of sphericity, two summary 

measures obtained through the analyses, aided in determining the suitability of using 

principal components analysis on the available data. The Kaiser-Meyer-Olkin measure of 

sampling adequacy is an index that indicates the appropriateness of conducting factor 

analysis on available data by developing a ratio of the magnitude of the observed 

correlation coefficients to the magnitude of the partial correlation coefficients (Norusis, 

1993). A KMO index of .9 and above is considered excellent, from .8 to .9 as good, from 

.7 to .8 as fair, from .6 to .7 as mediocre, and from .5 to .6 as just tolerable (Kaiser, 1974). 

Bartlett's test of sphericity indicates the strength of the relationship between variables that 

represent a factor. It tests the hypothesis that the correlation matrix of items is an identity 

matrix (Norusis, 1993). Rejection of this hypothesis indicates that factor analysis can be 

suitably employed to extract factors. 

The succeeding tables and paragraphs summarize the results of principal 

components analyses performed on the modified item sets representing the constructs in 

the Salesperson's CPT model (see Figure 3). The Kaiser criterion (eigenvalue > 1) was 

utilized in extracting factors. The analyses employed the varimax rotation in the extraction 

of factors so that extracted factors accounted for the maximum variance in the item sets. 

In addition to eigenvalues and variance explained, the tables also provide information on 

item loadings and communaiities. 
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Table 3 indicates that the principal components analysis, conducted on the 13 

items selected to represent a salesperson's perception of manager behavior, yields only 

one component (eigenvalue = 7.26). This status suggests that a salesperson's perception 

of manager behavior is a unidimensional construct. A KMO index of .94 and a statistically 

significant Bartlett's test of sphericity indicate that the data contained in the 13-item 

measure is subjected suitably to principal components analysis. The extracted component 

explains almost 56% of the total variance in the items. All the items in the analysis loaded 

at .5 or more, further emphasizing the appropriateness of the 13-item set. 

Table 3 

Construct: Perception of Manager Behavior 

Item ID Item Communality Loading 

Q72 My DSM coaches me on a regular basis .48 .69 

Q73 My DSM effectively fends for our unit .69 .83 

Q74 I can trust my DSM to back me on decisions I 

make .76 .87 

Q75 My DSM reinforces what I learnt in XXX 

when I started .66 .81 

Q76 My DSM explains the rationale behind any 

corrective counseling action .52 .72 

Q78 My DSM listens to my side of any issue first .44 .66 

Q82 I respect my DSM .71 .84 

Q83 My DSM understands my personality .55 .74 

Table 3 continues 
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Item ID Item Communality Loading 

Q84 My DSM holds my nonwork obligations 

against me (R) .32 .56 

Q86 My DSM manages all reps consistently .57 .76 

Q87 My DSM handles many of the details that 

would otherwise be dumped on me .34 .59 

Q88 My DSM gives me good suggestions 

concerning problems I encounter in selling .71 .84 

Q89 I am hesitant to go to my DSM with a 

problem .51 .72 

Number of Factors = 1 

Kaiser-Mever-Olkin Measure of Sampling Adequacy = .94 

Bartlett's Test of Sphericity = 2341.05 df = 78 £=.00 

Total Variance Explained (%) = 55.88 Eigenvalue = 7.26 

The six items, identified to measure a salesperson's perception of work group 

behavior, also represent a single factor with an eigenvalue of 2.88, indicating that the 

construct is unidimensional (see Table 4; p. 144). AKMO index of .78, and a Bartlett's 

test of sphericity statistic of464.33 (p =.00) justify the use of principal components 

analysis on the available data. All items representing this construct exhibit loadings > .5 

except for item Q51 which loads at .48. The appropriateness of the content of Q51, 

however, justifies its retention. The single factor explains 48% of the item variance. The 

six items appear to satisfactorily capture the perception of work group behavior construct. 
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Table 4 

Construct : Perception of Work Group Behavior 

Item ID Item Communality Loading 

Q41 The atmosphere in my division helps me stay 

focused .61 .78 

Q42 I look forward to hearing from other 

salespeople during the day .41 .64 

Q43 The enthusiasm in my division is contagious .71 .84 

Q47 People in this division care about one another .51 .71 

Q48 In this division issues and concerns are "out in 

the open" .42 .65 

Q51 Others in my division took time to show me 

the ropes .23 .48 

Number of Factors = 1 

Kaiser-Mever-Olkin Measure of Sampling Adequacy = .78 

Bartlett's Test of Sphericity = 464.33 df= 15 g = .00 

Total Variance Explained (%) - 48.02 Eigenvalue = 2.88 

Principal components analysis, conducted on the four items representing a 

salesperson's perception of the behavior of employees in other departements in the firm, 

indicates that the construct is unidimensional (see Table 5; p. 145). The single extracted 

factor has an eigenvalue = 2.05. The KMO index (.72) and the statistical significance of 

the Bartlett's test of sphericity (j> = .00) suggest that principal components analysis is 

appropriately applied to the data. Item loadings vary from .65 to .76, and 51% of the total 
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item-variance is explained by the single extracted factor. The four items, apparently, 

represent a salesperson's perception of outside group behavior adequately. 

Table 5 

Construct : Perception of Outside Group Behavior 

Item ID Item Communality Loading 

Q60 I have to fight the system outside the division 

to place orders (R) .57 .76 

Q61 I spend a disproportionate amount of time 

each day contacting non sales operating 

areas/line within the XXX and XXX (R) .44 .66 

Q115 Non sales groups within the XXX delay me in 

selling our ads (R) .62 .79 

Q136 I find it unpleasant to deal with account 

management (R) .43 .65 

Number of Factors = 1 

Kaiser-Mever-Olkin Measure of Sampling Adequacy = .72 

Bartlett's Test of Sphericity = 177.38 df = 6 g = .00 

Total Variance Explained (%) = 51.29 Eigenvalue = 2.052 

Table 6 (p. 146) indicates that only one factor (eigenvalue = 3 .09) could be 

extracted from the five items selected to represent a salesperson's perception of senior 

management behavior. A KMO index of .85, and a Bartlett's test for sphericity statistic of 

558.12 (g = .00) indicate the suitability of conducting a principal components analysis on 
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the available data. The loadings on the single factor range from .72 to .87, and the factor 

explains almost 62% of the total variance in item scores. Thus, the five identified items 

appear to appropriately measure a salesperson perception of senior management behavior. 

Table 6 

Construct: Perception of Senior Management Behavior 

Item ID Item Communalitv Loading 

Q55 Senior management recognizes the 

contributions of the sales force .76 .88 

Q56 Senior management makes decisions with the 

long run in mind .65 .80 

Q59 Senior management sees that I have all the 

resources (technology, support) I need to sell .53 .73 

Q62 I see little evidence that senior management 

trusts the sales force (R) .58 .76 

Q63 Senior management cares about the opinions 

of sales reps, DSMs and DMs .58 .76 

Number of Factors = 1 

Kaiser-Mever-Olkin Measure of Sampling Adequacy = .85 

Bartlett's Test of Sphericity = 558 12 df=10 p=.00 

Total Variance Explaingdi%) = 61.88 Eigenvalue = 3.09 

Principal components analysis extracted a single factor (eigenvalue = 3.47) from 

the six items identified to measure a salesperson's intention to stay, thus supporting the 
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unidimensionality of the construct (see Table 7). The relatively high KMO index (.86), and 

a Bartlett's test of sphericity statistic of 859.89 (j> = .00) indicate that principal 

components analysis is suitably applied to the data. All item loadings exceed .5 and the 

factor explains 61% of the total item variance. Thus, the six items appear to adequately 

represent a salesperson's intention to stay. 

Table 7 

Construct: Intention to Stay 

Item ID Item Communality Loading 

Q139 I think about leaving XXX every day (R) .69 .83 

Q141 I doubt that I will be with this company six 

months from now (R) .68 .83 

Q144 I regularly circulate my resume to other 

employers (R) .60 .78 

Q146 Once I have established a track record here, I 

will begin looking for another sales job (R) -57 .76 

Q147 I took this job knowing I will probably leave it 

in a year or two (R) .33 .57 

Q148 I plan to search for another job in the near 

future (R) .79 .89 

Number of Factors = 1 

Kaiser-Mever-Olkin Measure of Sampling Adequacy = .86 

Bartlett's Test of Sphericity = 859.89 df= 15 p = .00 

Total Variance Explained (%) = 60.82 Eigenvalue = 3.65 
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Table 8 presents the results of a principal components analysis conducted on the 

three items intended to represent success beliefs (the extent to which a salesperson 

believes that performing sales behaviors will achieve success). The unidimensionality of 

this construct is supported as the analysis extracts only one factor with an eigenvalue > 1. 

The KMO index of .66 for this measure is mediocre (Kaiser, 1974). The Bartlett's test of 

sphericity statistic of 112.94 (g = .00), however, suggests that the data is suitably 

subjected to a principal components analysis. The loadings for the three items are 

relatively high, ranging between .76 and .78. Additionally, the extracted factor explains 

almost 59% of the total item variance, and all item communalities are above .5. Taking 

context and consistency into account, the items appear to capture a single construct. 

Table 8 

Construct: Success Beliefs 

Item ED Item Communalitv Loading 

Q90 Performance targets are achievable .60 .78 

Q117 I am always uncertain that I will make the 

budget (R) .57 .76 

Q118 I am 80% certain that I can make or exceed 

the budget every pay period .59 .77 

Number of Factors = 1 

Kaiser-Mever-OIkin Measure of Sampling Adequacy = 66 

Bartlett's Test of Sphericity =112 94 (if =3 g=.00 

Total Variance Explain£di%) = 58.72 Eigenvalue = 1 76 
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Perceived behavioral control is the construct that did not converge in the 

constrained 9-factor solution obtained in a principal components analysis with 45 items. 

This observation warrranted close examination of the results obtained through principal 

components analysis conducted using the two items identified to measure the construct. 

Table 9 reports a low KMC) index of .5 and a low Bartlett's test of sphericity 

statistic of 28.61 (p = .00), thus the use of principal components analysis is only marginally 

supported. The extraction of a single factor (eigenvalue =1.31) suggests that the 

construct is unidimensional. Additionally, the two items exhibit acceptable communalities 

(.65) and loadings (.81). Notably, the single factor accounts for over 65% of the item 

variance. The above findings support the use of two items to represent the construct. 

Table 9 

Construct: Perceived Behavioral Control 

Item ID Item Communality Loading 

Q121 I have sufficient knowledge to handle most of 

the situations I face in my job .65 .81 

Q13 3 I often need the assistance of my DSM when 

making important decisions relating to a sale 

(R) .65 .81 

Number of Factors = 1 

Kaiser-Mever-Olkin Measure of Sampling Adequacy = .50 

Bartlett's Test of Sphericity = 28.61 df=1 p =.00 

Total Variance Explained (%) = 65.39 Eigenvalue = 1.308 
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No validated measure exists for effort. Results of the principal components 

analysis conducted on the 2-item set representing sales effort, however, support the idea 

that effort can be operationalized as a unidimensional construct. Table 10 indicates that 

items Q110 and Ql l l load on a single factor. A low KMO index of .5 and a relatively low 

albeit statistically significant value for the Bartlett's test of sphericity statistic (chi-square = 

23.83, p = .00) indicates that conducting a principal components analysis on the data is 

marginally acceptable. 

The extracted factor explains 64% of the total variance in the scale items. The 

items representing the effort construct have acceptable loadings (.80) and item 

communalities (.64). Thus, the two items together are accepted as a measure of sales 

effort at this stage. 

Table 10 

Construct: Effort 

Item ID Item Communally Loading 

QUO It is important to me to perform better than 

others at my job .64 .80 

Ql l l Few other reps put in more hours per pay 

period than I .64 .80 

Number of Factors = 1 

Kaiser-Mever-Olkin Measure of Sampling Adequacy = .50 

Bartlett's Test of Sphericity = 23 83 df= 1 g= .00 

Total Variance Explained^ = 64.10 Eigenvalue = 1 282 
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Principal components analysis of the four items selected to measure organizational 

commitment yields two factors (see Table 11; p. 152). Items Q67 and Q68 load on the 

first factor and items Q138 and Q140 on the second factor. A low KMO index of .57, 

combined with a Bartlett's test of sphericity statistic of 229.95 (p = .00) suggest that 

principal components analysis is marginally acceptable for the data. The two factors 

account for almost 77% of the item variance. Because organizational commitment is a 

unidimensional construct, the 2-factor structure represents a limitation. However, any item 

deletion at this exploratory analysis stage is precluded by the apparent conceptual 

relevance of the items. 

Confirmatory Factor Analysis, Validity, Reliability 

Subsequent to principal components factor analyses, confirmatory factor analysis 

(CFA) was conducted with 40 items selected to represent the seven linearly related 

constructs. Principal components analysis linearly transforms a set of items into a set of 

dimensions with the pupose of explaining the maximum possible proportion of variance in 

the set of analyzed items (Kim & Mueller, 1978). Confirmatory factor analysis (CFA), on 

the other hand, specifies and tests the hypothesized relationships of observed variables 

with the constructs they represent, allowing the underlying constructs to intercorrelate 

freely (Anderson & Gerbing, 1988). The model assessed through CFA serves as a 

measurement model. In confirmatory factor analysis, there is an a-priori identification of 

the constructs that the various items represent, and an analysis is performed on sample 

data to test the extent to which the estimated covariance or correlation matrix (based on 

the theorized factor structure) fits the sample covariance or correlation matrix of items. 
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Table 11 

Construct: Organizational Commitment 

Loading Loading 

Item ID Item Communalitv (Factor 1) (Factor 2) 

Q67 I really feel that the products we 

sell help independent business 

people succeed .78 .88 .12 

Q68 My sales efforts are very valuable 

to XXX .79 .88 .14 

Q138 Taking a new job with XXX was 

one of my better decisions in life .73 .24 .82 

Q140 I cannot see myself working for 

another company .78 .04 .88 

Number of Factors = 2 

Kaiser-Mever-Olkin Measure of Sampling Adequacy = .57 

Bartlett's Test of Sphericity = 229.96 j jf=6 p=.00 

Variance Explained (%) Eigenvalue Total Variance Explained (%) 

Factor 1= 49.78 1.592 

Factor 2 = 27.029 1.480 76.808 

The utility of a measurement model as evaluated by CFA can be appraised through 

several overall goodness of fit statistics. The chi-square (%2) likelihood ratio is a 

descriptive index that represents the general fit of a measurement model (Joreskog & 
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Sorbom, 1989). A nonsignificant %2 value (p > .05) for a measurement model would 

indicate that there is no statistically significant difference between the observed and the 

fitted covariance or correlation matrices. Nonsignificance for the chi-square value lends 

validity to the measurement model. Yet because "the x2-measure is sensitive to sample 

size and very sensitive to departures from normality"(Joreskog & Sorbom, 1989, p. 26), a 

measurement model can yield a significant %2 value and still represent the constructs. 

Other descriptive indices that can be evaluated along with the chi-square (x2) 

likelihood ratio in determining the fit of a measurement model include the normed fit index 

(NFI), the root mean square residual (RMR), the goodness of fit index (GFI), the adjusted 

goodness of fit index (AGFI), and the comparative fit index CFI). Each of these 

descriptive indices is discussed briefly. 

Developed by Bentler and Bonett (1980), the normed fit index (NFI) relates the 

difference in chi-square value attained through a measurement model relative to an overall 

null model (i.e., a measurement model in which correlations between constructs is 0) to 

the chi-square value of the overall null model. NFI, therefore, is an index that indicates the 

fit of a measurement model on a scale of 0 to 1. Bentler and Bonett (1980) suggest that an 

index > .9 indicates a good model fit. Root mean square residual (RMR) is the square root 

of the average of the squared discrepancies between the observed covariance matrix and 

the fitted covariance matrix developed from parameter estimates (Loehlin, 1992). Thus, 

RMR is a summary indicant of the absolute differences between the observed and fitted 

covariance or correlation matrices. An RMR of. 1 or less implies acceptable model fit. 



154 

The goodness of fit index (GFI), which is based on the ratio of the squared 

discrepencies (between the observed and the fitted covariance matrices) to the observed 

variances (Loehlin, 1992) is another descriptive measure of the degree of fit of a 

measurement model. The adjusted goodness of fit index (AGFI) adjusts the GFI by the 

ratio of the degrees of freedom of the measurement model relative to that of the overall 

null model. AGFI is not affected by sample size and is robust against deviations from 

normality in the data (Joreskog & Sorbom, 1989). Both GFI and AGFI typically have 

values ranging between 0 and 1. High values for GFI and AGFI (i.e., values > .90) 

indicate a good fit for the specified measurement model. 

The comparative fit index (CFI) is yet another measure that evaluates the extent to 

which a hypothesized measurement model fits available data. This index is calculated by 

dividing the difference between the %2 values for the overall null model and the 

measurement model being tested (after reducing these values by their respective degrees 

of freedom) by the adjusted x2 value for the overall null model (Williams & Holahan, 

1994). 

Another set of fit indices, commonly referred to as parsimonious fit indices, are 

useful for comparing alternative versions of measurement or structural models. Williams 

and Holahan (1994) demonstrate that the Tucker-Lewis index (TLI), the Akaike 

information criteria (AIC), and root mean square error of approximation (RMSEA) are 

useful for distinguishing the utility of alternative models generated from the same data. 

The usefulness of parsimony fit indices is highlighted below. Subsequent paragraphs 

describe three parsimony fit indices briefly. 
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The %2 likelihood ratio of a structural model relates inversely to the number of free 

parameters in the model, i.e., the %2 likelihood ratio decreases with an increase in the 

number of free parameters (hypothesized relationships) the structural model estimates. 

Consequently, a poorly specified structural model in which a majority of available 

relationships are hypothesized can exhibit low %2 values (may not be statistically 

significant). Initially, such a model would appear to fit the sample data adequately. 

Parsimonious fit indices adjust an estimated model for the degrees of freedom available 

(number of relationships that are not estimated). The parsimonious fit indices are, 

therefore, useful in identifying models that fit the sample data adequately with a minimal 

number of specified relationships. 

The Tucker-Lewis Index (a parsimony fit index) is calculated by dividing the 

difference between the x2 values for the overall null and the measurement models (after 

dividing these values by their respective degrees of freedom) by an adjusted %2 value for 

the overall null model (see Williams & Holahan, 1994). A TLI of .9 or greater indicates a 

good fit for a structural or measurement model. 

The Akaike information criteria (AIC), another parsimonious goodness of fit 

index, is derived from information theory, and is available in various forms (Loehlin, 

1992). LISREL 8.12 (Joreskog & Sorbom, 1993) calculates a positive value for this index 

by adding the %2 value to twice the number of estimated parameters in the model. The AIC 

adjusts a decrease in %2 likelihood ratio resulting from an increase in the number of 

relationships specified for a structural model, by adding to the decreased %2 value a 

number equal to twice the additional parameters estimated. A structural model with a low 
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value on the AIC, therefore, represents a model that fits the data well with a minumum 

number of specified relationships. 

The root mean square error of approximation (RMSE A) index is comparable to 

the "RMS standardized effect measure in an analysis of variance framework" (Williams & 

Holahan, 1994, p. 166). A lower value on this index indicates a better model. Both AIC 

and RMSEA indices are sensitive to sample size changes and thus are more appropriately 

used in comparing alternative model fits with the same data. Along with the descriptive 

and parsimonious goodness of fit statistics, a confirmatory factor analysis (CFA) provides 

two useful item based statistics, standardized loadings and squared multiple correlations. 

The standardized loadings for items in CFA are statistically equivalent to the 

standardized loadings derived from principal components factor analysis. The squared 

standardized loading for an item indicates the proportion of its variance explained by the 

construct it represents. The multiple correlation of an item with a factor (construct) 

measures the association of the item with the linear function (comprising all the items that 

load on the factor) that represents the factor (construct). Squared multiple correlations, 

consequently, measure the strength of the linear relationships between the items and the 

constructs they measure (Joreskog & Sorbom, 1989). A high squared multiple correlation 

coefficient for an item indicates that the item is a good measure of the construct. 

Together, the fit indices, standardized factor loadings, and squared multiple correlations in 

a CFA indicate the degree to which the constructs are appropriately represented. Table 12 

(see p. 157) presents the results of a maximum likelihood CFA conducted with a 

covariance matrix of 40 items in LISREL 8.12 (Joreskog & Sorbom, 1993). 
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Table 12 

Confirmatory Factor Analysis Model) 

Constructs and Items Std. Loading Sq. Multiple R 

Perception of Manager Behavior 

Q72 .67 .45 

Q73 .83 .69 

Q74 .87 .76 

Q75 .80 .65 

Q76 .69 .48 

Q78 .63 .39 

Q82 .83 .69 

Q83 .70 .49 

Q84 .51 .26 

Q86 .72 .52 

Q87 .54 .30 

Q88 .83 .68 

Q89 .68 .46 

Perception of Outside Group Behavior 

Q60 .62 .39 

Q61 .70 .23 

Q115 .75 .25 

Q136 .50 .56 
Table 12 continues 
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Constructs and Items Std. Loading Sq. Multiple R 

Perception of Work Group Behavior 

Q41 .78 .60 

Q42 .52 .27 

Q43 .85 .72 

Q47 .56 - .31 

Q48 .55 .31 

Q51 .35 .12 

Perception of Senior Management Behavior 

Q55 .85 .72 

Q56 .73 .53 

Q59 .66 .43 

Q62 .70 .50 

Q63 .69 .48 

Organizational Commitment 

Q67 .35 .12 

Q68 .36 .13 

Q138 .81 .66 

Q140 .61 .37 

Effort 

QUO .36 .13 

QUI .79 .63 
Table 12 continues 
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Constructs and Items Std. Loading Sq. Multiple R 

Intention to Stay 

Q139 .82 

Q141 .83 

Q144 .70 

Q146 .66 

Q147 .46 

Q148 .86 

Goodness of Fit Statistics Value Parsimony Indices Value 

Y2(719 N = 290 1239.3 (jp.OO) 3 U .90 

RMR .14 AJC 1441.31 

.67 

.68 

.49 

.44 

.21 

.75 

GEE 

AGFI 

NFI 

CFI 

.83 

.80 

.80 

.90 

RMSEA .05 

Note. 1. Table 12 presents the results of a confirmatory factor analysis conducted to 

substantiate the factor structures of 7 linearly related factors. 2. The various goodness of 

fit indices are abbreviated. 3. Sq. Multiple R = squared multiple correlation. 

Table 12 indicates that for the initial measurement model, %2(719 N = 290) = 

1239.31, g = .00, indicating a statistically significant difference between the sample 

covariance matrix and the fitted covariance matrix. Also, the measurement model has a 
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RMR of. 14 (higher than the conventionally acceptable limit of. 10 or less). All but one of 

the goodness of fit indices are lower than the suggested value of .9, the Tucker-Lewis 

index value being equal to .9. These summary statistics indicate that the model has only a 

tolerable fit. Additionally, Table 12 displays low loadings and marginal squared multiple 

correlations for several items. For instance, items Q67, Q68, and QUO exhibit loadings of 

.35, .36 and .36, respectively, and squared correlations of .12, .13, and .13, respectively. 

Anderson and Gerbing (1988) emphasize that respecification of a converged 

measurement model may be both justifiable and necessary if items in any construct 

measure have either been erroneously included or mis-specified. They further note that a 

model respecification, with any attendent item deletion, should be based on both statistical 

benchmarks and item content. Accordingly, the content of all items in the measurement 

model that had loadings less than .5 and squared multiple correlations less than .3 were 

reviewed. This review resulted in the deletion of five items from the measurement model. 

Items Q67 and Q68, selected to represent organizational commitment, had 

unacceptable loadings of .35 and .36, respectively (see Table 12). Also, these items related 

minimally to the construct as evidenced by their low squared multiple correlations of .12 

and .13, respectively. The results of principal components analysis, where the inclusion of 

these items in the organizational commitment measure resulted in a 2-factor solution for 

the unidimensional construct (see Table 11; p. 152), also suggested the unsuitability of 

items Q67 and Q68. 

A closer inspection of the statements in these items revealed that these items could 

be justifiably excluded from the organizational commitment measure. Meyer (1992) 
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indicates that, in addition to the organization, there exist other foci and bases of 

commitment. Item Q67 ("I really feel that the products we sell help independent business 

people succeed") appears to address a salesperson's perception of the usefulness of the 

firm's products as opposed to perceptions regarding the organization. Similarly, item Q68 

("My sales efforts are very valuable to XXX") is likely measuring a salesperson's 

perception of value or contribution to the organization rather than the extent to which a 

salesperson feels committed to the organization. In light of their divergence from affective 

commitment, items Q67 and Q68 were deleted from the set of four items used to represent 

organizational commitment. The exclusion of items Q67 and Q68 resulted in a 2-item set 

that represented a salesperson's affective organizational commitment. 

One of the items representing the effort construct, item Q110 ("It is important to 

me to perform better than others at my job") exhibited an unacceptable loading of .36 and 

a very low squared multiple correlation coefficient of .13 (Table 12; p. 157). The loading 

and the squared multiple correlation coefficient indicated that item Q110 was marginally, if 

at all, related to the effort construct. Naylor, Pritchard, and Ilgen (1980, p. 6) define effort 

as the amount of time and energy spent on a given task. The wording of item Q110 

captures a salesperson's desire to perform better than others but does not reflect the effort 

a salesperson expends. Consequently, item Q110 was deleted as it was erroneously 

included in the measure. Exclusion of item Q110 resulted in a single item measure for sales 

effort. That given, the effort construct is not comprehensively estimated in the study as the 

intensity with which a person works is not measured here. 
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Table 12 also revealed that item Q51 ("Others in my division took time to show 

me the ropes"), intended to measure a salesperson's perception of work group behavior, 

had an unacceptable loading of .35, and related minimally to the construct (squared 

multiple correlation = .12). Further, the item may be understood to refer to any person at 

any level in the division, and not to salespersons per se. Item Q51 was, therefore, dropped 

from the set of items identified to measure a salesperson's perception of work group 

behavior. The deletion of item Q51 resulted in a 5-item set that measured this construct. 

Item Q147 was the last item deleted from the initial measurement model (Table 12; 

p. 157). The item ("I took this job knowing that I would leave in a year or two" reverse 

coded) taps a pre-established intention of a salesperson to leave the organization at a point 

in time. Hence, the item is unsuited to capturing the intention of a salesperson to stay or 

leave the organization arising out of interactions within the organization. Item Q147 

exhibited a loading of .46 and a squared multiple correlation coefficient of .21, both 

indicants are below desirable levels. Consequently, item Q147 was deleted from the set of 

items used to tap the intention to stay construct, yielding a reduced 5-item set of 

indicators for the construct. 

As the preceding paragraphs detail, a total of five items were deleted from the 

initial measurement model, yielding a 3 5-item measurement model. Confirmatory factor 

analysis was conducted on this reduced model using LISREL 8.12 (Joreskog & Sorbom, 

1993). To facilitate such analysis, the item loading for Q l l l (which represented the effort 

construct) was fixed at .67. Table 13 (p. 163) summarizes the results of the confirmatory 

factor analysis. Along with standardized item loadings and squared multiple correlations 
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coefficients, the table displays 1 values and their significance levels (two-tailed) which test 

the null hypothesis that standardized loadings are equal to zero. 

Table 13 

Constructs and Items Sq. Multiple R Std. Loadings t U 

Perception of Manager Behavior 

Q72 .45 .67 12.71 <001 

Q73 .69 .83 17.25 <001 

Q74 .76 .87 18.50 <001 

Q75 .65 .80 16.31 <001 

Q76 .48 .69 13.25 <.001 

Q78 .39 .63 11.63 <001 

Q82 .69 .83 17.14 <001 

Q83 .49 .70 13.49 <001 

Q84 .26 .51 9.05 <001 

Q86 .52 .72 13.92 <001 

Q87 .30 .54 9.77 <.001 

Q88 .68 .83 17.06 <.001 

Q89 .46 .68 12.91 <001 

Table 13 continues 
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Constructs and Items Sg Multiple R M , Losings 1 £ 

Perception of Outside Group Behavior 

Q60 .39 .62 10.08 <.001 

Q61 .23 .48 7.59 <.001 

Q115 .57 .75 12.42 <001 

Q136 .25 .50 7.81 <001 

Perception of Work Group Behavior 

Q41 .61 .78 14.96 <001 

Q42 .27 .51 8.80 <.001 

Q43 .72 .85 16.79 <.001 

Q47 .30 .55 9.53 <001 

Q48 .31 .55 9.58 <001 

Perception of Senior Management Behavior 

Q55 .72 .85 17.06 <001 

Q56 .53 .73 13.74 <001 

Q59 .43 .66 12.00 <.001 

Q62 .50 .70 13.11 <001 

Q63 .48 .69 12.83 <.001 

Organizational Commitment 

Q138 .63 .79 14.14 <001 

Q140 .74 .61 10.65 <.001 

Table 13 continues 
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Constructs and Items Sq. Multiple R Std. Loadings 1 e 

Intention to Stav 

Q139 .68 .82 16.76 <.001 

Q141 .70 .84 17.12 <.001 

Q144 .48 .69 13.06 <.001 

Q146 .42 .65 12.00 <001 

Q148 .75 .86 18.01 <001 

Effort 

QUI .74 

Goodness of Fit/ Parsimonious Fit Statistics 

Statistic 

y2f540N = 29(y> 

Root Mean Square Residual (RMR) 

Goodness of Fit Index fGFD 

Adjusted Goodness of Fit Index 

(AGFD 

Normed Fit Index (NFI) 

Comparative Fit IndexfCFI) 

Tucker-Lewis Index (TLB 

Akaike Information Criteria fAIO 

Root Mean Square Error of 

Approximation fRMSEA^ 

.86 

Value 

858.37 (p=. 00) 

.13 

.86 

.84 

.85 

.94 

.93 

1038.37 

.045 

Table 13 continues 
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Note. 1. Table 13 presents the results of the respecified confirmatory factor analysis 

conducted with 35 items representing seven constructs. 2. Sq. Multiple R = squared 

multiple correlation; Std. Loadings = standardized loadings; t = 1 value; p = p-value (two-

tailed significance level). 3. As item Ql l l was fixed to .67, no 1 value or significance level 

is reported for this item. 

Table 13 incorporates several goodness of fit measures that can be evaluated to 

assess the fit of the hypothesized measurement model. The first goodnesss of fit measure 

i.e., x2 (540 N = 290) = 858.37, p = .00, indicates that the sample covariance matrix differs 

significantly from the fitted (reproduced) covariance matrix. However, the high %2 value 

should be interpreted keeping in mind the relatively large sample size (290 respondents) 

the study utilizes. Marsh, Balla, and McDonald (1988) found that the %2 value of in a CFA 

was substantially affected by sample size. Joreskog and Sorbom (1989) provide the 

following caution: (a) the %2 value is likely to increase as sample size increases, (b) the size 

of the x2 value should be evaluated with respect to the degrees of freedom, and (c) the 

statistic should be interpreted in concert with other goodness of fit indices. The other 

descriptive indices Table 13 reports are discussed next. 

The goodness of fit indices for the respecified measurement model (Table 13) are 

improved from those derived in the initial measurement model (see Table 12; p. 157). The 

RMR decreases from . 14 to . 13 (still higher than the conventionally acceptable upper limit 

of. 10). This difference implies that the discrepancies between the sample and the fitted 

covariance matrices may be lower, a desirable result. A GFI of .86, an adjusted GFI value 
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of .84 and the NFI value of .85, although lower than the suggested value of .9, show 

marked increases over similar statistics in the initial measurement model. The CFI for the 

respecified model is .94 as compared to a value of .90 in the initial measurement model. 

These fit statistics indicate that the measurement model which specified the relationships 

between the items and the constructs is a considerable improvement over an overall null 

model in which all items are independent. 

A comparison of the parsimonious fit indices for the two models demonstrates that 

the respecified model with 35 items has a better fit than the initial 40-item measurement 

model. Respecification of the initial measurement model increases the TLI to .93 from .90. 

There is a marked drop in the AIC (from 1441.31 to 1038.37), and the RMSEA decreases 

from .05 to .04. As all the parsimonious fit indices improve in the respecified model, and 

as the TLI and the RMS are at acceptable levels, the model is considered an acceptable 

representation of the constructs. The succeeding paragraphs evaluate the loadings and the 

squared multiple correlations for the items included in the revised measurement model. 

A salesperson's perception regarding his or her manager's behavior is represented 

by 13 items in the respecified measurement model (see Table 13). Items measuring this 

construct show statistically significant standardized loadings ranging between .51 and .87 

(p < .001), implying that the construct explains a substantial amount of the total item 

variance. Further, 11 items measuring this construct exhibit strong linear relationships with 

the construct, as evidenced by their squared multiple correlations (between .3 and .76). 

Only item Q84 has a low squared correlation coefficient of .26. Item Q84 ("My DSM 

holds my nonwork obligations against me," reverse coded) is retained as an indicator for 
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this construct as it is conceptually relevant. Judged on the basis of loadings and item-

construct squared multiple correlations, the construct seems to be adequately measured. 

The four items measuring a salesperson's perception regarding the behavior of 

employees in other departments in the organization (Table 13; p. 163) also exhibit high 

standardized loadings (ranging from .48 to .75) that are statistically significant (|3 < .001). 

Items Q61 and Q136 have relatively low squared multiple correlations of .23 and .25, the 

remaining items exhibit correlations of .39 and .57 with the construct they measure. The 

construct explains sufficient variation in the items that represent it, and the items appear to 

be linearly related to the construct. 

Inspection of the loadings and reliabilities for the reduced 5-item set that 

represents a salesperson's perception of work group behavior (Table 13) reveals that all 

items possess loadings in excess of .5. Squared multiple correlations for these items all 

exceed .3 except for item Q42 which has a squared multiple correlation coefficient of .27. 

The conventional indicators suggest that the five items adequately represent the construct, 

perception of work group behavior. 

With standardized loadings ranging from .66 to .85 (g < .001), and with squared 

multiple correlations coefficients between .43 and .72 (see Table 13), the five items 

representing a salesperson's perception of senior management behavior appear to suitably 

reflect the construct. Statistically significant loadings of .79 and .61 and squared multiple 

correlation coefficients of .63 and .37 for the two items representing organizational 

commitment indicate that the construct explains significant variation in the items, and that 

the items exhibit strong linear relationship with the construct they measure. 
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Standardized loadings for the five items that represent a salesperson's intention to 

stay with the organization range from .66 to .82 (j> <001). The item loadings indicate that 

the construct explains a substantial proportion of item variance. The squared multiple 

correlations of the items with the construct (ranging between .43 and .72) signify the 

strength of the linear relationships between the items and the construct. 

The effort construct is represented by a single item (QUI) measured on a Likert 

Type scale. As this is not an objective measure, no definitive statement can be made about 

how well the item appears to represent the construct. The item loading for Q111 was fixed 

at .67. Table 13 indicates a standardized loading of .86 for this item. However, any 

conclusion about the size of the loading should be made with caution as starting values 

have some effect on the calculated standardized loadings. 

Convergent and Discriminant Validity of the Respecified Measurement Model 

An adequate fit for the measurement model, combined with acceptable loadings 

and squared multiple correlations for the 35 items included in the model, provide 

justification as regards the suitability of the indicator sets representing various contstructs 

in the model. However, it is essential to establish the construct validity and reliability of a 

measure prior to testing its hypothesized relationships with other measures. Construct 

validity of a measure refers to the extent to which the measure is able to tap the underlying 

construct (Kerlinger, 1986; Nunally, 1978). The construct validity of a measure can be 

established by ascertaining that the measure exhibits both convergent and discriminant 

validity (Kerlinger, 1986). Anderson and Gerbing (1988) suggest that a measurement 

model can be used to assess both these validities. 
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Anderson and Gerbing (1988) propose that statistically significant loadings for the 

items indicate that the measurement model possesses convergent validity. In other words, 

statistical significance of item loadings for a construct implies that the construct explains 

adequate variance in the items and that the items measure the same construct. The t values 

and significance levels for the items included in the respecified measurement model (see 

Table 13; p. 163) suggest that the measures of the constructs studied here possess 

convergent validity. The single item indicator for the effort construct permits little 

comment concerning the convergent validity of the measure. 

Discriminant validity concerns whether a construct, as measured, can be 

differentiated from other constructs (Kerlinger, 1986). Assessing the discriminant validity 

of constructs as represented through a measurement model involves successively 

constraining the correlation between pairs of constructs to one and then performing a chi-

square difference test on the values obtained for the measurement model vis-a-vis the 

constrained model. The test should be performed on one pair of factors at a time 

(Anderson & Gerbing, 1988). Bagozzi and Phillips (1982) state as well that "A 

significantly lower %2 value for the model in which the trait correlations are not 

constrained to unity would indicate that the traits are not perfectly correlated and that the 

discriminant validity is achieved" (p. 476). 

Anderson and Gerbing (1988) emphasize that the overall level of significance for 

the "family of tests" has to be maintained when determining significant differences in x2 

values between the various constrained models and the measurement model. They suggest 

that the significance level for individual tests should be calculated by the formula: 
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aF = 1- (1 - where aF signifies the overall level of significance for all the tests, ai: is the 

critical significance level for each such test and t denotes the total number of tests 

conducted. As twenty one comparisons are required here to test for the discriminant 

validity between all the pairs of constructs, the critical alpha value (a;) for each individual 

test based on ctF = .05 is equal to .00246. Table 14 summarizes the results of the analysis 

conducted to determine the discriminant validity of seven constructs as measured here. 

Table 14 

Models / Construct Pairs Model X2 
P 

Unconstrained Measurement Model (d.f= 5401 858.37 

Constrained Models (d.f= 541) 

Perception of Manager Behavior & Intention to Stay 1519.54 < .001 

Perception of Senior Management Behavior & Perception of 

Manager Behavior 1348.29 < .001 

Perception of Senior Management Behavior & Intention to Stay 1195.85 < .001 

Perceptions of Work Group & Perception of Manager Behavior 1182.06 < .001 

Perception of Work Group Behavior & Intention to Stay 1150.47 < .001 

Perception of Work Group Behavior & Perception of Senior 

Management Behavior 967.92 < .001 

Perception of Outside Group & Perception of Manager 

Behavior 1027.16 < .001 

Perception of Outside Group Behavior & Intention to Stay 999.61 < .001 

Table 14 continues 
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Model/Construct Pairs Model x 2 £ 

Perception of Outside Group Behavior & Perception of Senior 

Management Behavior 946.42 <.001 

Perception of Outside Group Behavior & Perception of Work 

Group Behavior 999.03 < .001 

Effort & Perception of Manager Behavior 916.32 <.001 

Effort & Intention to Stay 923.09 <.001 

Effort & Perception of Senior Management Behavior 949.12 <.001 

Effort & Perception of Work Group Behavior 923.60 <.001 

Effort & Perception of Outside Group Behavior 952.01 <.001 

Organizational Commitment & Perception of Manager Behavior 928.34 <.001 

Organizational Commitment & Intention to Stay 859.33 p> .25 

Organizational Commitment & Perception of Senior 

Management Behavior 912.57 <.001 

Organizational Commitment & Perception of Work Group 

Behavior 911.29 <.001 

Organizational Commitment & Perception of Outside Group 

Behavior 924.14 <.001 

Organizational Commitment & Effort 908.40 <.001 

Note. Critical a = .00246; Critical x2 u d.f, P = .ooi) =10.828; £.= significance level. 

The results presented in Table 14 above demonstrate that five of the seven 

constructs as measured exhibit discriminant validity; i.e., they measure different constructs 

(g < .001). The intention to stay and the organizational commitment measures differ 
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significantly from the five other constructs being evaluated (p < .001). However, the chi-

square difference test could not reject the hypothesis that the organizational commitment 

and the intention to stay measures may be tapping the same construct. The measurement 

model and relevant literature were revisited at this stage to better understand the reasons 

for this finding. 

Anderson and Gerbing (1988) suggest that mis-specifications in multi-indicator 

models can be identified by noting the pattern of normalized residuals. Items that are 

assigned to the wrong factor will exhibit a pattern of significant negative residuals with the 

other indicators of the factor to which they are assigned, and a pattern of significant 

positive residuals with the indicators of the factor to which they should belong (Anderson 

& Gerbing, 1988). The pattern of standardized residuals for the measurement model did 

not indicate any such mis-specification for the items comprising the intention to stay and 

the organizational construct measures. Thus, the evaluation of the measurement model 

offered no additional insight. 

Review of theoretical and empirical literature indicated that organizational 

commitment and intention to stay, while they are conceptually distinct constructs, appear 

to be closely related. Mowday, Porter, and Steers (1982) define organizational 

commitment as "the relative strength of an individual's identification with and involvement 

in a particular organization" (p. 27). Thus, organizational commitment consists of an 

affective response towards the organization. Mowday, Porter, and Steers (1982) further 

note that a fundamental characteristic of organizational commitment is a strong desire to 

maintain membership in the organization. As the intention to stay construct measures a 
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behavioral intention on the part of an employee to remain with the organization, there 

exists a strong relationship between the two constructs. Several studies have hypothesized, 

tested and found evidence of such a relationship (e.g., Babakus et al., 1996; Bashaw & 

Grant, 1994; Johnston et al., 1990; Sager, 1990). 

The above review and investigation reaffirmed that organizational commitment and 

intention to stay are distinct constructs that are related strongly. Given the conceptual 

inter-relationship between intention to stay and organizational commitment, the lack of 

statistical divergence in these constructs as measured here may partially be a consequence 

of the nature of relationship between them. The study acknowledges a lack of discriminant 

validity between the two constructs as measured here. 

Generally, the pattern of significant item loadings (see Table 13; p. 163), and the 

chi-square difference tests (Table 14; p. 171) provide evidence that the various constructs 

as measured possess both convergent and discriminant validities, i.e., they are construct 

valid. In other words, aside from the lack of discriminant validity for the organizational 

commitment and the intention to stay measures, the constructs in the measurement model 

are adequately represented by their designated indicators. 

Reliability 

Reliability indicators for the sets of items used to represent the constructs were 

assessed subsequent to the tests conducted to evaluate their construct validity. Reliability 

of a measure determines the stability of the measure in that it establishes the extent to 

which responses to items are consistent over different situations (Nunnally, 1978). 

Coefficient Alpha (Cronbach's alpha) is a measure of reliability that determines the degree 
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of commonality or internal consistency of items belonging to a set (Nunnally, 1978). Table 

15 presents the results of the reliability analyses conducted on all the multi-item constructs 

included in the salesperson's CPT model (Figure 3; p. 26). 

Table 15 

Construct Reliabilities 

J Construct # of items Coefficient Alpha fa) 

1 Perception of Manager Behavior 13 .93 

2 Perception of Work Group Behavior 5 .79 

3 Perception of Senior Management 

Behavior 5 .84 

4 Perception of Outside Group Behavior 4 .68 

5 Organizational Commitment 2 .63 

6 Intention to Stay 5 .88 

7. Success Beliefs 3 .65 

8 Perceived Behavioral Control 2 .46 

In discussing the standards for reliability, Nunnally (1978) notes that a reliability of 

.70 is acceptable for hypothesized measures of constructs, particularly during initial stages 

of research involving such constructs. In general, a value equal to or greater than .8 for 

coefficient alpha (a) suggests good consistency (reliability) for a set of items, and an a 

reliability between .6 and .7 is marginally acceptable (Nunnally, 1978). 

According to the standards suggested by Nunnally (1978), the item sets 

representing the exogenous constructs in the salesperson's CPT model (Figure 3), i.e., the 
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perceptions a salesperson has regarding the behaviors of: (a) his or her manager, (b) senior 

management, (c) other salesperson in the division, and (d) employees in non sales 

departments exhibit adequate to good reliabilities (see Table 15). This implies that the 

items within any set that represents an exogenous construct in the study have significant 

commonalities amongst themselves. 

The item set representing organizational commitment has a marginally acceptable 

albeit low reliability (a =.63). A marginally acceptable reliability coefficient (a =.65) is 

also evidenced for the item set that represents success beliefs. As validated or reliable 

scales that measure success beliefs are not available, the reliability Table 15 reports for this 

construct is considered fair. The 5-item set that represents a salesperson's intention to stay 

is internally consistent as evidenced by an alpha reliability of .88. The item set representing 

the perceived behavioral control construct, however, does not exhibit sufficient reliability 

(a =.46). This implies that the two items comprising this indicant share little variance 

between them. However, no previously validated and reliable scale measure exists for this 

construct. 

Results of the analyses conducted in this section are summarized here. Sales 

performance, turnover, and effort are the three single indicator constructs in the 

Salesperson's CPT model (Figure 3; p. 26). Of these, performance and turnover are 

measured accurately through objective criteria, while effort is measured by a single item 

on a Likert Type scale. Almost all of the items sets representing the other constructs 

included in the Salesperson's CPT model (Figure 3) exhibit adequate to good reliability 

and validity, that is, they can be considered as suitable measures for the constructs they 
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represent. Exceptions include a lack of discriminant validity between the organizational 

commitment and intention to stay indicator sets, a low reliability for the item set that 

represents the organizational commitment construct, and a disappointing reliability 

quotient for the item set that represents the perceived behavioral control construct. 

Path Analysis: Hypothesis Testing and Model Fit 

The analysis conducted in this study follows the two-step procedure Anderson 

and Gerbing (1988) advocate for structural equation modeling. The first step involves 

developing and analyzing a measurement model to purify the construct measures and 

establish their reliability and validity. The previous section describes in detail this first step, 

as undertaken in the current study. The second step entails including both the 

measurement and the structural models in a single analysis using either a covariance or 

correlation matrix (Anderson & Gerbing, 1988). The succeeding paragraphs describe a 

parallel approach adopted in this study. Specifically, this section tests the hypothesized 

linear relationships between constructs utilizing a path-analytic technique. 

The Salesperson's CPT model (Figure 3) proposes linear relationships between 9 

out of the 11 included constructs. Indices measuring these constructs were inputted into 

the LISREL 8.12 (Joreskog & Sorbom, 1993) program to facilitate path analysis. A single 

indicator was employed for each construct. An indicator for a construct was developed by 

summing the items selected to measure that construct (see Table 13; p. 163 for items sets 

that represent the constructs). The loading for each construct was set to the alpha 

reliability value (a) for the measure of that construct (see Williams & Hazer, 1986). The 

error term for a construct was set to 1 - ct. Values of .99 and .95, respectively, represented 
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performance and turnover, the two behavioral constructs in the Salesperson's CPT model 

(Figure 3). A conservative loading of .45 represented the effort construct as a reliability 

coefficient for this single item construct was not available. 

Table 16 (p. 179) displays a correlation matrix of the exogenous and endogenous 

constructs that are conceptualized to be linearly related in the Salesperson's CPT model 

(see Figure 3). These constructs include performance, turnover, and the seven constructs 

evaluated for their reliability and validity in the previous section. This correlation matrix 

was used to analyze the structural relationships, hypothesized in the Salesperson's CPT 

model (Figure 3), utilizing a path-analytic technique. 

Use of a correlation matrix for path analysis and structural equation modeling is 

permissible and may even be more beneficial (than a covariance matrix) in cases where a 

single sample is being analyzed, where the sample size is large enough, or where extreme 

ranges of values in one or more construct scales cause imbalances in variation (Loehlin, 

1992). The analysis conducted here uses a single sample (a = 290). Additionally, the 

covariance matrix of construct measures developed here is unbalanced due to the large 

range of values (-25 to 247%) for the performance construct. Hence, the sample 

correlation matrix facilitates path analysis here. 

Table 16 (p. 179) indicates that: (a) various perceptions of salespersons correlate 

positively and significantly with organizational commitment, (b) organizational 

commitment correlates positively and significantly with both intention to stay and 

performance, and (c) turnover correlates negatively with intention to stay. These 

correlations are in the direction of hypothesized relationships (see Chapter 3; p. 103). 
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Unexpected observations from the correlation matrix include negative correlations 

between: (a) organizational commitment and effort, and (b) effort and performance. 

Table 16 

Intercorrelations Among Constructs (Phi Matrix^ 

Construct 1 2 3 4 5 6 7 8 

1. PERWGRP 

2. PEROGRP .3 

(.001) 

3. PERDSM .35 .14 

(.001) (.014) 

4. PERSM .62 .47 .29 

(.001) (.001) (.001) 

5. ORGCOM .37 .22 .20 .40 

(.001) (.001) (.001) (.001) 

6. ISTAY .39 .31 .31 .48 .73 

(.001) (.001) (.001) (.001) (.001) 

7. EFFORT -.16 -.25 -.10 -.23 -.12 -.13 

(.008) (.001) (ns) (.001) (.001) (.023) 

8. PERFORM .05 -.03 .13 .05 .23 .27 .05 

(ns) (n-s) (.025) (ns) (.001) (.001) (ns) 

9. TURNOVR -.06 -.09 -.14 -.12 -.01 -.07 .03 

(ns) (.03) (.022) (.047) (ns) (ns) (ns) 

-.16 

Table 16 continues 
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Note. 1. PERWGRP = Perception of work group behavior; PEROGRP = Perception of 

outside group behavior; PERDSM = Perception of manager behavior; PERSM = 

Perception of senior management behavior; ORGCOM = Organizational commitment; 

ISTAY = Intention to stay; PERFORM = Sales outcome; and TURNOVR = Sales force 

turnover. 2. Two-tailed significance levels are provided in the parentheses. 

Path Analysis: The Salesperson's CPT Model 

The objectives of path analyses in this study include: (a) testing the hypotheses the 

Salesperson's CPT model (Figure 3; p. 26) derives, (b) conducting theoretically and 

empirically justified post-hoc analysis, and (c) evaluating the comparative fit of the 

proposed model. Hypothesis testing involves determining whether the standardized path 

coefficients that represent proposed direct or indirect relationships are statistically 

significant (g < .05) in the direction expected (implying one-tailed tests). These 

coefficients are standardized partial regression coefficients, and therefore, are also useful 

when comparing across several constructs (Loehlin, 1992). For example, the coefficients 

of the paths leading from the four exogenous constructs (dimensions of psychological 

climate) to organizational commitment in the Salesperson's CPT model (Figure 3) can be 

compared to determine the more influential paths or relationships. 

Table 17 (p. 181) reports the results of the path analysis. Along with goodness of 

fit and parsimony fit indices that indicate the fit of the path model that is evaluated, Table 

17 indicates standardized path coefficients, and their 1 values and one-tailed significance 

levels, for the various direct and indirect relationships Chapter 3 hypothesizes (see p. 103). 
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Table 17 

Hyp. # Hypothesis Std. Coeff I Significance <p) 

Hypothesized Direct Relationships 

l .A PERWGRP =* ORGCOM .11 .93 n.s 

I B PEROGRP - ORGCOM .09 1.0 n.s 

l .C PERDSM - ORGCOM .15 2.31 <.025 

I D PERSM - ORGCOM .38 2.74 <.005 

2. A ORGCOM =» EFFORT -.25 -2.67 <.005 

2. B ORGCOM - ISTAY .98 14.86 <.001 

4. EFFORT -> PERFORM .00 -.05 n.s 

5. ISTAY -> TURNOVER -.11 -1.72 <.05 

Hypothesized Indirect Relationships 

6. ORGCOM - TURNOVER -.11 -1.71 <.05 

Other PERWGRP =* ISTAY .11 .93 n.s 

PERWGRP =» EFFORT -.03 -.88 2U> 

PEROGRP - ISTAY .09 1.00 ILS 

PEROGRP =* EFFORT -.02 

O
N

 i" JLS 

PERDSM =* ISTAY .14 2.32 <.025 

PERDSM EFFORT 

o I* -1.76 <.05 

PERSM - ISTAY .37 2.76 <.005 

PERSM -> EFFORT I o -1.93 <.05 

ORGCOM =* PERFORM .00 .05 n.s 

Table 17 continues 
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Descriptive Goodness of Fit Indices 

y2 (22 N = 2901 p=.00 

RMR 

GFI 

AGFI 

NFI 

CFI 

87.3 

.086 

.94 

.88 

.87 

.90 

Parsimonious Fit Indices 

TLI .83 

AIC 

RMSEA 

133.30 

.10 

Note. 1. Std. Coeff.. = Completely standardized path coefficients; 1 = t value; Significance 

= significance level for one tailed tests; n.s = not statistically significant (p > .05). 2. RMR 

= Root Mean Square Residual; GFI = Goodness of Fit Index; AGFI = Adjusted Goodness 

of Fit Index; NFI = Normed Fit Index; CFI = Comparative Fit Index; TLI = Tucker-Lewis 

Index; AIC = Akaike Information Criteria; RMSEA = Root Mean Square Error of 

Approximation. 

Figure 4 (see p. 183) depicts the direct relationships Table 17 reports along with 

their standardized path coefficients and corresponding significance levels. The paths are 

represented using terminology utilized in structural equation modeling. Specifically, the 

symbol x (gamma) represents a path coefficient indicating the relationship between an 

exogenous and an endogenous construct, and the symbol 0 represents a path coefficient 

indicating the relationship between any two endogenous constructs (see Figure 4). The 

succeeding paragraphs use information from both Figure 4 and Table 17 to present the 

findings of path analysis. 
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Although the model exhibits a statistically significant chi-square, i.e., x2 (22 N = 

290) = 87.3, p = .00, the other descriptive and parsimony fit indices suggest an acceptable 

fit for the theorized model. The Tucker-Lewis Index value of .83 suggests that a more 

parsimonious explanation may be available for the data. This possibility is investigated 

later in this section. 

Hypothesis 1 relates four dimensions of psychological climate, expressed in terms 

of perceptions held by a salesperson (see p. 103), directly and positively to his or her 

organizational commitment. The standardized path coefficients, and their respective 1 

values and significance levels Table 17 reports (p. 181) support two of the four posited 

relationships. Figure 4 (p. 183) depicts these four relationships through direct paths 

leading from the salesperson's perceptions to his or her organizational commitment. 

Hypothesis l.A proposes a direct and positive relationship between a salesperson's 

perception of the behavior of other salespersons in a work group and his or her 

organizational commitment. Although the standardized path coefficient representing this 

relationship in the sample is in the desired direction, it is not statistically significant (g > 

.05). The results therefore, do not support Hypothesis l.A. Hypothesis l.B proposes a 

direct and positive relationship between a salesperson's peception of the behavior of 

employees in other (non sales) departments of the organization and organizational 

commitment. The standardized path coefficient representing this relationship is also in the 

desired direction but is not statistically significant (p > .05). Hence, Hypothesis l.B is not 

supported here (see Table 17; p. 181, and Figure 4; p. 183). 
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Hypothesis l.C is supported. Table 17 (see also Figure 4; p. 183) reports a 

positive, statistically significant relationship (y. = .15, J = 2.31, p < 025) between a 

salesperson's perception regarding manager behavior and organizational commitment. 

Such evidence supports the belief that the favorability of a salesperson's perception of the 

behavior of his or her manager relates directly and positively to the salesperson's 

organizational commitment. Hypothesis l.D is also supported. A positive, statistically 

significant standardized path coefficient (y = .38,1 = 2.74, g < 005) indicates that the 

more favorable is a salesperson's perception regarding senior management behavior, the 

greater is the salesperson's organizational commitment (Figure 4; p. 183). 

The standardized path coefficients for the relationships supported by the study (see 

Figure 4) indicate that a salesperson's perception of senior management behavior may 

contribute more to his or her commitment to the employing organization (y_ = .38) than 

does the salesperson's perception of the behavior of the immediate manager (x = .15). As 

the study proposes independent relationships between the exogenous constructs and 

organizational commitment, the sum of the squared standardized path coefficients for 

statistically significant relationships explain the variance in organizational commitment (see 

Loehlin, 1992). Together, the perceptions of a salesperson regarding manager and senior 

management behaviors account for approximately 17% of the observed variance in 

organizational commitment scores. Chapter 5 reviews the practical ramifications of the 

findings. 

Hypothesis 2 relates a salesperson's organizational commitment to sales related 

outcomes including sales effort and intention to remain with the organization (p. 103). 
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Results summarized in Table 17 (and depicted in Figure 4; p. 183) support one of the two 

proposed relationships. Hypothesis 2. A posits that organizational commitment relates 

directly and positively to the effort a salesperson exerts on selling activities. However, a 

negative and statistically significant path coefficient of-.25 (£ = -2.67, p < .005) for the 

proposed relationship suggests a contradictory viewpoint, i.e., the results suggest that 

organizational commitment of a salesperson relates negatively to his or her selling effort. 

Hypothesis 2. A, therefore, is not supported. Chapter 5 provides insight into possible 

reasons for the unexpected finding regarding Hypothesis 2. A. 

Hypothesis 2.B proposes that organizational commitment relates directly and 

positively to a salesperson's intention to remain with the organization. Hypothesis l.B is 

supported. Table 17 (see also Figure 4; p. 183) reports a positive and statistically 

significant path (J3 = .98, t = 14.86, p <001) for the proposed relationship. The beta 

coefficient emphasizes the strong relationship that exists between organizational 

commitment and intention to stay. The greater is a salesperson's organizational 

commitment, the greater is the intention of the salesperson to stay in the organization. 

Other studies (e.g., Sager, 1991; Sager et al., 1989) report a similar conclusion. 

Hypothesis 3 proposes that success beliefs and perceived behavioral control, taken 

together, moderate the strength of the positive relationship between a salesperson's 

organizational commitment and sales effort. Moderating relationships are evaluated 

through hierarchical regression analysis in a separate section (see p. 200). 

Hypothesis 4 proposes that the effort a salesperson exerts on selling activities 

relates directly and positively to performance. The analysis did not support Hypothesis 4. 



187 

Table 17 (see also Figure 4; p. 183) reports a negligible and statistically insignificant path 

coefficient (0 approaching zero) for the path relating effort and performance. Chapter 5 

evaluates this unexpected finding in light of prior research that supports a relationship 

between effort and performance (e.g., Brown & Peterson, 1994), and it surfaces research 

findings that may be contra-indicative of a positive relationship between effort and 

performance. 

Hypothesis 5, which proposes a direct and negative relationship between intention 

to stay and turnover, is supported. Table 17 (see also Figure 4; p. 183) reports a negative, 

statistically significant path (£=-.11,1 = -1.72, p < .05) from intention to stay to turnover 

behavior for the sample studied. 

An indirect relationship between any two variables can be assessed by the product 

of all the coefficients representing direct relationships that link the two variables (Cohen & 

Cohen, 1983). For example, in the Salesperson's CPT model (Figure 3), perception of 

manager behavior relates indirectly to intention to stay through two direct relationships: 

(a) perception of manager behavior relating to organizational commitment, and (b) 

organizational commitment relating to intention to stay. The indirect relationship between 

perception of manager behavior and intention to stay is calculated as the product of the 

path coefficients for the two direct intervening relationships. Table 17 reports standardized 

path coefficients (J3) for the indirect relationships the Salesperson's CPT model posits. 

Hypothesis 6 proposes that a salesperson's organizational commitment indirectly 

and negatively influences his or her turnover by positively influencing the salesperson's 

intention to stay in the organization. In other words, a salesperson who is committed to 
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the organization is likely not to leave the organization because he or she intends to 

maintain the existing membership. A negative, statistically significant path coefficient (j3 = 

-.11, t = -1.71, p < .05) representing this indirect relationship supports Hypothesis 6 (see 

Table 17; p. 181). 

In addition to Hypothesis 6, Chapter 3 proposes several other indirect relationships 

between constructs included in the Salesperson's CPT model (Figure 3). Chapter 3 states 

that the more favorable a salesperson's perceptions are regarding: (a) the behavior of 

other salespersons, (b) the behavior of employees in non sales departments of the 

organization, (c) the behavior of his or her immediate manager, and (d) the behavior of 

senior management, the more committed is the salesperson to the organization. 

Extrapolating through organizational commitment, these perceptions are hypothesized to 

have positive, indirect influences on: (a) the effort a salesperson exerts on selling activities, 

and (b) the salesperson's intention to remain with the organization. Additionally, a 

salespeson's organizational commitment, through effort, is posited to indirectly and 

positively influence the salesperson's performance. Table 17 lists the path coefficients, 1 

values, and one-tailed significance levels for the proposed indirect relationships. 

Table 17 (p. 181) reports statistically significant path coefficients for the following 

indirect relationships: (a) perception of manager behavior and intention to stay (J3 = .14, l 

= 2.32, p < 025), and (b) perception of senior management behavior and intention to stay 

(Ji = .37, t = 2.76, g < 005). These findings support the proposition that a salesperson's 

perceptions of both manager behavior and senior management behavior indirectly and 

positively influence his or her intention to stay by influencing the salesperson's 
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organizational commitment. Similar hypotheses for indirect relationships between (a) a 

salesperson's perception of work group behavior and intention to stay, and (b) a 

salesperson's perception of the behavior of persons in nonsales departments in the 

organization and intention to stay were not supported (see Table 17; p. 181). 

Results of the path analysis (Table 17) also do not support the existence of indirect 

positive relationships between the perceptions of a salesperson (dimensions of 

psychological climate) and sales effort. On the contrary, the results summarized in Table 

17 suggest that a salesperson's perception of manager and senior management behaviors 

indirectly and negatively relate to his or her sales effort. The indirect positive relationship 

between a salesperson's organizational commitment and performance is also not upheld. 

Chapter 5 discusses this contra-intuitive finding. A summary of the hypotheses supported 

in the study is provided next. 

Evidence gained from testing the relationships the Salesperson's CPT model 

proposes indicates that a salesperson's perceptions of manager behavior and senior 

management behavior independently relate: (a) directly and positively to organizational 

commitment, and (b) indirectly and positively through organizational commitment to the 

salesperson's intention to stay. Analysis undertaken thus far also indicates that the 

organizational commitment of a salesperson associates: (a) directly and positively with 

intention to stay, and (b) indirectly and negatively through intention to stay with turnover 

behavior. Additionally, the analysis conducted on the sample data supports a direct and 

negative relationship between a salesperson's intention to stay and his or her turnover 

behavior. 
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The next step involved conducting a post-hoc path analysis to investigate possible 

theoretically grounded relationships other than those the study hypothesizes in the 

Salesperson's CPT model (Figure 3; p. 26). Specifically, the analysis investigated: (a) the 

possibility of a direct positive linkage between organizational commitment and 

performance, and (b) the extent to which a salesperson's climate perceptions related 

indirectly to performance through organizational commitment. The rationale for 

investigating these questions, and the results of exploratory analysis are summarized next. 

Post-Hoc Structural Analysis: Rationale and Results 

Theoretical and empirical precedents in literature suggest that organizational 

commitment relates directly and positively to performance. For example, Hunt, Chonko, 

and Wood (1985) hypothesize performance as a useful outcome of organizational 

commitment. Meyer et al. (1989) empirically supported a positive relationship between 

affective commitment and performance. And Becker et al. (1996) concluded from their 

study that commitment based on internalization relates positively and directly to 

performance. However, the current study did not forward or test this hypothesis as the 

Salesperson's CPT model (see Figure 3) incorporated effort as a construct that mediated 

the relationship between organizational commitment and performance. 

Unexpected results from the path analysis conducted to investigate relationships 

hypothesized by Salesperson's CPT model (Figure 3) provided another basis for 

conducting the post-hoc analysis. Paths relating organizational commitment to effort and 

effort to performance (see Figure 4; p. 183) did not relate as hypothesized. Path 

coefficients indicated that: (a) organizational commitment related negatively to sales 
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effort, (b) sales effort did not relate directly and positively to sales performance, and (c) 

organizational commitment did not, through sales effort, relate indirectly to sales 

performance (Table 17; p. 181). These findings are diametric to extant conceptualizations 

of organizational commitment (e.g., Mowday, Porter, & Steers, 1982), and severely limit 

the examination of possible indirect relationships between performance and the climate 

dimensions (salesperson's perceptions) the Salesperson's CPT model posits (Figure 3). 

In light of theoretical and empirical support for a direct and positive relationship 

between organizational commitment and performance, and support from this study for a 

negative relationship between organizational commitment and effort, an alternative path 

model was conceived. The alternative model omits effort and specifies a direct path from 

commitment to performance. Thus revised, the path model allowed the evaluation of 

possible indirect relationships between the four climate dimensions and performance. 

Psychological climate dimensions (salesperson's perceptions) were expected to 

relate, positively and indirectly to effort through organizational commitment in the CPT 

model. Extension of that logic suggests that climate dimensions can be expected to relate 

positively and indirectly to performance through organizational commitment. 

Along with the relationships outlined above, all the hypotheses tested through the 

Salesperson's CPT model (except those involving the effort construct) were also 

evaluated here. Table 18 (p. 192) reports the goodness of fit and parsimony fit indices for 

the alternative model along with standardized path coefficients (and their respective t 

values and one-tailed significance levels) for the linkages tested through path analysis on 

this revised model. Figure 5 (p. 194) depicts the alternative path model and indicates the 
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path coefficients for the direct paths as reported in Table 18. Together, Figure 5 and Table 

18 illustrate the results of the post-hoc path analysis. 

Table 18 

# Relationships tested Std, Coefif, 1 Significance. fp"> 

Direct Relationships 

1. PERWGRP - ORGCOM .10 .86 ILi 

2. PEROGRP - ORGCOM .08 .90 n.s 

3. PERDSM -» ORGCOM .15 2.40 <01 

4. PERSM - ORGCOM .38 2.74 <.005 

5. ORGCOM - PERFORM .29 4.69 <.001 

6. ORGCOM =* ISTAY .99 15.09 <.001 

7. ISTAY - TURNOVER -.11 -1.82 <05 

Indirect Relationships 

1. ORGCOM - TURNOVER -.11 l 00
 

<.05 

2. PERWGRP =* PERFORM .03 .85 n.s 

3. PERWGRP =* ISTAY .1 .86 n.s 

4. PEROGRP - PERFORM .02 .89 n.s 

5. PEROGRP - ISTAY .08 .90 n.s 

6. PERDSM =* PERFORM .04 2.16 <025 

7. PERDSM - ISTAY .15 2.42 <01 

8. PERSM =* PERFORM .11 2.39 <01 

9. PERSM - ISTAY .37 2.76 <.005 

Table 18 continues 



193 

Descriptive Goodness of Fit Indices Parsimonious Fit Indices 

Y2(15N = 290). p=-00 46.26 JLJ .90 

RMR .085 AIC 88.26 

GFI .96 RMSEA .085 

AGFI .91 

NFI .93 

£FI .95 

Note. 1. The alternative path model has a direct path from organizational commitment to 

performance. 2. Std. CoefF. = Completely standardized path coefficients; Significance fpt 

= one-tailed significance level; n.s = not statistically significant (p >.05). 3. RMR = Root 

Mean Square Residual; GFI = Goodness of Fit Index; AGFI = Adjusted Goodness of Fit 

Index; NFI = Normed Fit Index; £FI = Comparative Fit Index; TLI = Tucker-Lewis 

Index; AIC = Akaike Information Criteria; RMSEA = Root Mean Square Error of 

Approximation. 

All the descriptive goodness of fit indices are at or better than acceptable levels 

(for e.g., GFI = .96; AGFI = .91; see Table 18). The parsimony fit indices indicate that the 

model suitably explains the data with relatively few estimated paths (e.g., TLI = .90). 

Direct comparisons between the alternative and the theoretical models are not possible 

because the number of latent constructs in the two models differ. The alternative path 

model (Table 18), however, yields better fit indices than does the theorized model (see 

Table 17; p. 181). Both Figure 5 and Table 18 are utilized to present path analysis results. 
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The results Table 18 reports (and Figure 5 depicts) for the alternative path model 

support all the relationships that were upheld in the path analysis of the Salesperson's CPT 

model (Figure 3). In addition, the alternative path model reveals the following 

relationships: (a) organizational commitment relates positively and significantly to 

performance ({£ = .29,1 = 4.69, g <001), and (b) two of the four psychological climate 

dimensions (i.e., perception of manager behavior and perception of senior management 

behavior) relate positively and indirectly, through organizational commitment, to sales 

performance. A later section in this chapter examines the direct relationship between 

commitment and performance further. Chapter 5 brings up possible ramifications for the 

results obtained here, and those attained through a subsequent analysis which tested for 

moderating relationships in the alternative path model (Figure 5; p. 194). 

Analysis of Nested Models 

The final analysis undertaken in this section involved a relative assessment of fit for 

the Salesperson's CPT model (i.e., the theoretical path model). Anderson and Gerbing 

(1988) advocate that such an assessment should involve specification and evaluation of a 

series of five nested models including the saturated, theoretical and structural null models. 

A model is nested within another model when its number of free parameters are a subset 

of the other model (Anderson & Gerbing, 1988). In a saturated structural model, all 

parameters signifying unidimensional paths are estimated, in a null model, on the other 

hand, no relationships between constructs are specified or calculated (Anderson & 

Gerbing, 1988; Williams & Holahan, 1994). Thus, in terms of parameters estimated, all 

structural models necessarily lie between the saturated and the structural null models. 
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The current study adapted the analytical protocol Anderson and Gerbing (1988) 

suggest for model comparison. Utilizing a classification schema for nested models 

developed by Williams and Holahan (1994), seven path models including the saturated, 

theoretical, and structural null models along with the more constrained and less 

constrained models were specified and tested (see Table 19; p. 198). The nested sequence 

specifies two more constrained models (i.e., Model(T+1) and Model(X+iA)) and one less 

constrained model (i.e., Model^). Some justification exists for each model. 

Empirical evidence from studies in sales management indicates that manager 

behavior directly influences performance orientation which then influences performance 

(e.g., Kohli, Shervani, & Challagalla, 1998). A meta-analytic study by Gerstner and Day 

(1997) found that studies have consistently demonstrated direct relationships between the 

quality of a leader-follower relationship and job performance. 

The abovementioned findings from previous studies suggest the existence of direct 

paths between perceptions of manager behavior and performance and perceptions of 

senior management and performance. This indication prompted the specification of two 

nested path models, Model(X+1) and Model(X+1A) (see note to Table 19; p. 198). The two 

path models, respectively, account for possible direct relationships between: (a) perception 

of manager behavior and performance, and (b) perception of senior management behavior 

and performance. As the note to Table 19 (p. 198) states, specification of each of these 

path models involved adding a relevant path to the theoretical model. 
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Deletion of the path between effort and performance in the Salesperson's CPT 

model yielded the third nested path model (Model^; see Table 19). A distinct 

justification for omitting the path from effort to performance is not apparent from 

literature. In contrast, several studies (e.g., Brown & Leigh, 1996; Brown & Peterson, 

1994) indicate that effort relates directly and positively to performance. However, some 

studies (e.g., Sujan, Sujan, & Bettman, 1986; Sujan, Weitz, & Kumar, 1994) tend to 

dispute the notion that greater effort necessarily results in higher performance. These 

researchers propose the notion that work strategy and knowledge application as opposed 

to work effort determines a salesperson's performance. This indication from extant 

literature prompted the specification of the trimmed model, Model^.,,. Chapter 5 further 

explores and debates the relationship between effort and performance. 

In addition to the three path models described above, the assessment of fit included 

specifying a fully saturated path model (Model(SS)), the theoretical path model (Model(X)), 

an overall null model (Model(UF)), and a structural null (Model(SN)) model (see note to 

Table 19). The range of fit falls between chi-square value for the fully saturated path 

model and that of the overall null model. 

The descriptive fit indices (Table 19; p. 198) for each model demonstrate whether 

the model fits the sample data suitably. The parsimony fit indices (i.e., the TLI, the AIC, 

and the RMSEA; see Table 19) aid comparisons across the seven path models. Subsequent 

analysis and discussion of selected models facilitate conclusions regarding the fit of the 

path model (Figure 4; p. 183) that depicts the relationships the Salesperson's CPT model 

advances. 
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Table 19 

Nested Path Models (Comparing Model Fit) 

Path Descriptive Goodness of Fit Indices Parsimonv Fit Indices 

Models M x2 RMR GFI AGFI NFI CFI TLI AIC RMS 

Model(l:F) 36 659.6 .25 .61 .51 0 0 0 677.9 .24 

Model(SN) 30 407.8 .21 .77 .65 .38 .39 .27 437.8 .21 

Model^., ̂  23 87.3 .086 .94 .90 .87 .90 .84 131.3 .098 

Model(T) 22 87.3 .086 .94 .88 .87 .90 .83 133.3 .10 

Model(T+1) 21 81.8 .079 .94 .88 .88 .90 .83 129.8 .10 

Model(T+1A) 21 85.7 .081 .94 .87 .87 .90 .82 133.7 .10 

Model(SS) 0 0 

Note. 1. Models = Model with no correlated factors and no relationships specified for 

latent variables (equivalent to null model in path analysis); Model(SN) = Path model with 

correlated exogenous constructs but no other relationships specified; Model(1M) = 

Reduced (more constrained) path model in which the path from effort to performance is 

deleted; Model(X) = Model proposed in the study; Model(X+1) = Proposed model with an 

added path from perception of manager behavior to performance; Model(T+1A) = Proposed 

model with an added path from perception of senior management to performance; 

Model(SS) = Fully saturated path model. 2. d.f= degrees of freedom; •£_ = Chi-Square 

likelihood ratio; RMR = Root Mean Square Residual; GFI = Goodness of Fit Index; AGFI 

= Adjusted Goodness of Fit Index; NFI = Normed Fit Index; CFI = Comparative Fit 

Index; TLI = Tucker-Lewis Index; AIC = Akaike Information Criteria; RMS = Root Mean 

Square Error of Approximation. 
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The descriptive fit indices (see Table 19) indicate acceptable fits for: (a) the 

theoretical model, (b) the two relatively unconstrained models, and (c) the trimmed model. 

Of these four models, Model(T+1) has the lowest RMR (.079) and the highest NFI (.88). 

The trimmed model (Modelf^) reports the highest AGFI (.90). The four models report 

identical values on most of the other descriptive fit indices. The parsimony fit indices, 

however, do discriminate between these nested path models as discussed below. 

Table 19 indicates two models, Model(X+i} and Model(T.1)5 with marginally better 

parsimony fit indices. These indices suggest that (a) adding a direct path from perception 

of manager behavior to performance, or (b) deleting the direct path from effort to 

performance in the Salesperson's CPT model (Figure 3; p. 26) results in a marginally 

better fit. Each of these models is, in turn, compared to the theoretical model (i.e., the 

Salesperson's CPT model). 

The addition of a direct path from perception of sales manager behavior to 

performance in the theoretical model decreases the AIC value from 133.30 to 129.83 

although the other parsimony indices remain the same. This nested model also indicates 

that a salesperson's perception of manager behavior relates directly to sales performance 

(X =r .15, l = 2.37, p <01). A subsequent analysis involved evaluating this apparently 

significant path in the alternative model (revised model which omits the effort construct 

and depicts a direct relationship between organizational commitment and performance). 

Adding a direct path between the perception of manager behavior and performance 

in the alternative model indicates that the path is not statistically significant (1 = 1.41, j> 

>.05). The indirect relationship between a salesperson's perception of manager behavior 
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and performance through organizational commitment remains statistically significant in 

this model. This suggests that the direct relationship observed in Model(X+1) is spurious 

(see Cohen & Cohen, 1983). Thus, although this nested model more efficiently fits the 

data, it does not provide any additional information. 

Modelfj.,), developed by deleting the path between between effort and 

performance, generates better values for two of the three parsimony fit indices (i.e., TLI 

and RMSEA) the study evaluates (see Table 19). The fit statistics indicate that the 

trimmed model explains the sample data more parsimoniously than does the Salesperson's 

CPT model (Figure 3). The efficiency of the trimmed model, the model in which the path 

between effort and performance is deleted, lends support for the deletion of paths leading 

to or initiating from effort in the theoretical model (i.e., the Salesperson's CPT model). 

The alternative path model incorporated these deletions. Results obtained from evaluating 

the alternative path model were reported in Table 18 (see p. 192). 

To summarize the above discussion, all the three nested models: (a) the model 

relating a salesperson's perception of manager behavior to performance (Model(X+1)), (b) 

the salesperson's CPT model (theoretical model), and (c) the trimmed model (Model(X.1}) 

provide the same information from the sample data and explain the same relationships. 

Evaluated in terms of fit and imposed constraints, Model(X.1}, is the most efficient model. 

The next section describes the moderator analysis conducted in the study. 

Moderator Analysis 

The Salesperson's CPT model (see Figure 3), conceptualizes the influence of two 

moderator constructs, success beliefs and perceived behavioral control. Chapter 3 
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develops the theoretical rationale for such an influence and postulates that together, these 

constructs moderate the strength of the positive relationship between the salesperson's 

organizational commitment and the effort the salesperson exerts on selling activities such 

that greater success beliefs and greater perceived behavioral control are associated 

positively with a stronger relationship between effort and performance. 

Path-analytic evaluation of the linear relationships proposed in the Salesperson's 

CPT model (Figure 3) suggests that organizational commitment relates negatively to 

effort, and that effort is not related to sales performance (see Table 17; p. 181 and earlier 

discussion). These unexpected findings preclude a substantive investigation of the 

hypothesized moderator influence. However, the proposed moderating influence of 

success beliefs and perceived behavioral control on a direct relationship between 

organizational commitment and performance can be conducted. Such an analysis is 

justified on several grounds. 

Chapter 3 discusses theoretical conceptualization (e.g., Hunt, Chonko, & Wood, 

1985) and some related empirical studies (e.g., Becker et al., 1996; Meyer & Allen, 1991; 

Meyer et al., 1989) that support the existence of a direct and positive relationship between 

organizational commitment and performance. The moderator hypothesis proposes that 

greater levels of perceived behavioral control and success beliefs yield a stronger positive 

relationship between organizational commitment and its succeeding construct (i.e., effort). 

Organizational commitment is succeeded by performance in the proposed analysis. Thus, 

similar moderationg influences can be expected to exert themselves on the direct 

relationship between organizational commitment and performance. This implies that higher 
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levels of the moderator constructs, when taken together, intensify the positive relationship 

between organizational commitment and performance. 

The hypothesis concerning moderators, as Chapter 3 proposed, involved 

evaluating the influence of an interaction between the moderator constructs and 

organizational commitment relative to performance. The proposed moderator analysis 

tests for the same end result. 

The research questions posed in Chapter 1 also justify the revised moderator 

analysis. More specifically, such a test can further understanding regarding: (a) the nature 

of relationship between organizational commitment and performance, and (b) variables 

that may mediate or moderate the relationship between these constructs. Finally, the 

revised moderator analysis can help develop a fuller explanation of the relationships 

between climate dimensions, organizational commitment, and performance, a central 

objective of the current study. 

The moderated regression analysis procedure Sharma, Durand, and Gur-Arie 

(1981) advocate was used here to evaluate the joint moderating influence of success 

beliefs and perceived behavioral control on the posited relationship between organizational 

commitment and performance. Chapter 3 conceptualized success beliefs and perceived 

behavioral control as quasi-moderators (i.e., they were expected, in addition to 

moderating the relationships between two constructs, to interact with or be related to the 

criterion and predictor constructs; see Sharma, Durand, & Gur-Arie, 1981). Hence, the 

hierarchical regression analyses undertaken here involved evaluating independent effects of 

success beliefs and perceived behavioral control. 
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Table 20 (p. 204) presents, in sequence, the analysis effected to explore whether 

success beliefs and perceived behavioral control moderate the relationship between 

organizational commitment and performance. For each step undertaken, Table 20 reports 

several statistics including standardized regression coefficients (|3) for the predictor 

construct(s), 1 values and two-tailed significance levels for such predictor construct(s), and 

the variance (R )̂ in the criterion construct (performance) accounted for by the predictor 

construct(s). Figure 6 (p. 205) depicts the relationships gleaned from Table 20 at each step 

of the analysis. Each step, and the results thereof are presented below. 

The first three steps in the analysis involved testing for the direct relationships 

between performance and (a) organizational commitment, (b) perceived behavioral 

control, and (c) success beliefs, respectively. In addition to a positive and statistically 

significant relationship between organizational commitment and performance (J3 = .23, t = 

3.99, p = .00), the analysis indicates that perceived behavioral control (§ = .15, t = 2.64, p 

= ..009), and success beliefs (J) = .38, t = 3.82, p = .00) have independent direct 

relationships with the performance construct. This finding suggests that each of the three 

constructs can, individually, predict performance to an extent. However, it is observed 

that, out of the three constructs, only success beliefs accounts for any reasonable amount 

of variance in sales performance (R^ = .14). Figures 6 A, 6B, and 6C illustrate the direct 

relationships observed in the first three steps (see p. 205). 

The fourth step involved conducting a regression analysis with both organizational 

commitment and perceived behavioral control as predictors of performance. The Beta 

coefficients, their t values and the significance of the 1 values indicate that both these 
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Table 20 

# Constructs entered B SEB a t P R: Adj R2 

1. Organizational Commitment 3.24 .81 .23 3.99 .000 .05 .049 

2. Perceived Behavioral Control 2.70 1.02 .15 2.64 .009 .02 .020 

3. Success Beliefs 3.82 .55 .38 6.94 .000 .14 .14 

4. Organizational Commitment 3.03 .81 .21 3.74 .000 .07 .063 

Perceived Behavioral Control 2.27 1.01 .13 2.26 .025 

5. Organizational Commitment .83 .884 .06 .94 .348 .146 .140 

Success Beliefs 3.5 .63 .35 5.60 .000 

6. Organizational Commitment .81 .88 .06 .916 .360 .152 .143 

Perceived Behavioral Control 1.4 .98 .08 1.43 .155 

Success Beliefs 3.38 .64 .33 5.28 .000 

7. Organizational Commitment .91 .90 .06 1.00 .316 .177 .159 

Success Beliefs 3.11 .65 .31 4.78 .000 

Perceived Behavioral Control 1.88 .99 .11 1.90 .058 

Organizational Commitment -.35 .19 -.11 -1.9 .064 

X Success Beliefs 

Organizational Commitment .029 .360 .01 .081 .936 

X Perceived Behavioral 

Control 

Success Beliefs X Perceived .593 .260 .16 2.28 .023 

Behavioral Control 

Note, B - regression coefficient; £E B = standard error; 0 = standardized regression 

coefficient; 1 = t value; p = significance level; B? = variance; Adj Rf = Adjusted variance. 
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constructs associate positively and directly with performance (see Table 20 and Figure 

6D). Inclusion of these two constructs did not, however, contribute to a statistically 

significant increase in the amount of variance in performance accounted for, over and 

above what each construct explains individually. 

The results of the fifth regression analysis (see Table 20), in which organizational 

commitment and success beliefs are included as predictor variables, indicate a statistically 

significant and positive association of success beliefs with performance (f3 = .35, t = 5.59, 

j> = .00), and a nonsignificant albeit positive relationship of organizational commitment 

with performance (Ji = .06,1 = .94, g = .35). This indicates that, when considered 

together, success beliefs predicts performance but organizational commitment, which was 

a predictor in an earlier step, does not. Figure 6E illustrates the relationship between 

success beliefs, organizational commitment and performance as indicated by the results of 

the regression analysis at step 5. 

Cohen and Cohen (1983) discuss two scenarios under which an independent 

predictor of a criterion variable may exhibit nonsignificance in the presence of a second 

predictor variable: (a) when the predictor variable is related to the criterion variable only 

because of its association with the second predictor variable, or (b) when the second 

predictor variable mediates the relationship between the criterion variable and the first 

predictor variable. Because previous findings and theoretical rationale indicate a positive 

nonspurious relationship between organizational commitment and performance, the first 

scenario is rejected. Figure 6E, consequently, illustrates that success beliefs mediate the 

relationship between a salesperson's organizational commitment and performance. 
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The results of the subsequent regression analysis (see Table 20), in which 

organizational commitment, success beliefs, and perceived behavioral control are included 

as a set of predictor constructs, indicates that success beliefs is the only significant 

predictor of performance (|£ = .33,1 = 5.28, p = .00). Extension of the logic advanced for 

the previous step indicates that success beliefs mediates the relationship between (a) 

organizational commitment and performance, and (b) perceived behavioral control and 

performance. Figure 6F (p. 205) provides a diagrammatic representation of the results 

obtained at this step. 

The last step involved a regression analysis where, in addition to the three 

previously included constructs, three interaction terms that represent possible interactions 

between: (a) organizational commitment and success beliefs, (b) organizational 

commitment and perceived behavioral control, and (c) success beliefs and perceived 

behavioral control are also included. This step tests for the presence of 2-way interactions 

among the predictor constructs that predict performance. 

Table 20 indicates that, in addition to the direct association of success beliefs with 

performance ({3 = .31, l = 4.78, p = .00), the interaction between perceived behavioral 

control and success beliefs associates positively with (and predicts) performance ({3 = 

156, t = 2.28, p = .020) in this analysis. Figure 6G illustrates the results reported in Table 

20. The diagram in Figure 6G indicates that, for the sample analysed: (a) success beliefs 

are predictive of performance, (b) organizational commitment relates indirectly and 

positively to performance, and (c) the interaction between perceived behavioral control 

and success beliefs relates positively to performance. 
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The results of the exploratory analysis conducted in this section suggest that a 

salesperson's success beliefs may directly influence his or her performance. Also, the 

positive influence of a salesperson's organizational commitment on performance may not 

be direct but instead be mediated through the salesperson's success beliefs. Perceived 

behavioral control, in contrast to success beliefs, appears to have a moderating influence 

on performance. The foregoing analysis suggests that a salesperson's perceived behavioral 

control can positively influence sales performance if the salesperson possesses a strong 

belief that he or she can succeed at selling tasks. Chapter 5 evaluates observations just 

related, and discusses possible ramifications and associations of these observations with 

other findings of the current and previous studies. 

Summary 

Chapter 4 tests the relationships hypothesized in the Salesperson's CPT model 

(Figure 3) with data collected from a sample of premise and telephone salespersons 

working for a telecommunications firm. In the process of establishing the validity of the 

data base an outlier observation is deleted, resulting in 290 usable observations. 

Thereafter, Chapter 4 purifies the item sets that represent the constructs in the 

Salesperson's CPT model (Figure 3; p. 26) utilizing both theoretical and empirical bases. 

Twenty three items (out of a total of 63 items) that are unrepresentatitive of constructs 

evaluated in this study are deleted during principal components analysis and confirmatory 

factor analysis, thus yielding 40 items that more validly and reliably measure the 

unidimensional contracts included in the Salesperson's CPT model. 
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Hypotheses that propose both direct and indirect linear relationships among the 

constructs (Chapter 3; p. 103) are tested using a path-analytic technique. In addition, 

Chapter 4 conducts an exploratory post-hoc path analysis to evaluate theoretically and 

empirically grounded relationships in an alternative path model. This analysis is followed 

by a comparison of the fit of the path model the study theorizes with several nested path 

models. The results indicate that none of the compared models provides any additional 

information. And finally, a hierarchical regression analysis is conducted to test the 

moderating influence of two constructs on the direct relationship between organizational 

commitment and performance. 

Chapter 5 will evaluate the the results arising from the analyses conducted in 

Chapter 4 with respect to the research questions formulated in Chapter 1. The discussion 

in Chapter 5 will deal with the theoretical and practical consequences of: (a) relationships 

that the analysis in Chapter 4 supports, (b) unexpected or intriguing relationships 

evidenced through the analysis Chapter 4 performs, and (c) relationships that exploratory 

path analysis and hierarchical regression analysis conducted in Chapter 4 suggest. 

Additionally, the contributions of the study will be summarized, the limitations of the 

research will be listed, and fixture research agenda will be introduced. 



CHAPTER 5 

DISCUSSION AND RECOMMENDATION 

Introduction 

Chapter 4 tested the hypotheses the Salesperson's CPT model derives (Figure 3; p. 

26). Chapter 4 also analyzed an alternative path model (Figure 5; p. 194) and conducted a 

hierarchical regression analysis to investigate the theoretically grounded relationships 

arising from the results of testing the proposed hypotheses. Chapter 5 discusses the results 

of hypothesis testing and related exploratory investigation, and examines the implications 

of these results for theory and practice in sales management. Specifically, Chapter 5: 

1. Summarizes the results of: (a) path analysis of the Salesperson's CPT model, (b) 

exploratory path analysis of an alternative model, and (c) hierarchical regression analysis 

that tested for moderating influences in the alternative model (Table 20; p. 204); 

2. Examines in some detail key findings obtained from analyzing the Salesperson's 

CPT model and the alternative path model. The discussion undertaken here relates these 

findings to the research questions the study addresses (Chapter 1; p. 24); 

3. Considers the theoretical and practical implications of the salient findings in the 

study; 

4. Suggests the contributions the study makes to research and practice in the area 

of sales management; 

5. Points out the limitations of this study; and 
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6. Offers avenues for related research arising from the results of the various 

analyses undertaken and the conclusions derived in the study. 

Summary of Findings 

Results of Hypothesis Testing 

Table 21 (see p. 212) summarizes the results of the hypotheses that are stated in 

Chapter 3 and tested in Chapter 4. As Table 21 indicates, no support was evident for 

hypothesized relationships relating two climate constructs, i.e., a salesperson's perceptions 

regarding (a) the behavior of other salespersons in his or her group, and (b) the behavior 

of employees in non sales departments in the organization, to organizational commitment, 

effort, and intention to stay. Support was found for hypotheses relating two other climate 

constructs, i.e., a salesperson's perceptions regarding the behavior of (a) immediate 

manager, and (b) senior management, to organizational commitment, and intention to stay. 

No support was attained for hypothesized relationships between organizational 

commitment and effort and between effort and performance. 

Indeed, no hypothesized relationship which included effort was supported. 

Particularly unexpected were the findings indicating: (a) a negative relationship between a 

salesperson's organizational commitment and effort, and (b) a failure to support the 

hypothesized and generally presumed relationship between a salesperson's (self reported) 

effort and sales performance. The proposed moderating influence for a salesperson's 

success beliefs and perceived behavioral control on the relationship between commitment 

and effort could not be tested because it presumes a direct positive relationship between a 

salesperson's effort and sales performance (Hypothesis 3 is not supported). 
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Table 21 

Summary Results of Hypothesis Testing 

# Hypothesis g p Result 

Not 

.11 ils Supported 

Not 

.09 ils Supported 

H 1. A A salesperson's perception of work group 

behavior relates directly and positively to 

organizational commitment. 

H1.B A salesperson's perception of outside group 

behavior relates directly and positively to 

organizational commitment. 

Hl .C A salesperson's perception of manager behavior 

relates directly and positively to organizational 

commitment. 

H I D A salesperson's perception of senior management 

behavior relates directly and positively to 

organizational commitment. 

H 2. A Organizational commitment relates directly and 

positively to the effort a salesperson exerts in 

selling activities. 

H 2.B Organizational commitment relates directly and 

positively to a salesperson's intention to remain 

with the organization. 

.15 <.025 Supported 

.38 <.005 Supported 

Not 

-.25 <.005 Supported 

.98 <.001 Supported 

Table 21 continues 
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# Hypothesis ft Result 

Not Tested 

Not 

.00 ILS Supported 

11 <.05 Supported 

H 3. Together, success beliefs and perceived 

behavioral control moderate the positive 

relationship between organizational commitment 

and effort. 

H 4. The effort a salesperson exerts towards selling 

activities relates directly and positively to 

performance. 

H 5. A salesperson's intention to stay in the 

organization relates directly and negatively to his 

or her turnover behavior. 

H 6. A salesperson's organizational commitment 

indirectly and negatively influences turnover by 

positively influencing the salesperson's intention 

to stay in the organization 

Indirect Relationships Proposed in the Salesperson's CPT model 

Through organizational commitment, a salesperson's 
perception of work group behavior positively influences his 

or her intention to stay. 

Through organizational commitment, a salesperson's 

perception of outside group behavior positively influences 

his or her intention to stay 

-.11 <05 Supported 

Not 

.11 ILS Supported 

Not 

.09 n j Supported 

Table 21 continues 



214 

& Hypothesis |3 p Result 

Through organizational commitment, a salesperson's 

perception of manager behavior positively influences his or 

her intention to stay .14 <.025 Supported 

Through organizational commitment, a salesperson's 

perception of senior management behavior positively 

influences his or her intention to stay .37 <.005 Supported 

Through organizational commitment, a salesperson's 

perception of (a) work group behavior, (b) outside group 

behavior, (c) manager behavior, and (d) senior management 

behavior, positively influence the effort a salesperson exerts None of the relationships 

on selling activities are supported 

Through effort a salesperson's organizational commitment Not 

positively influences his or her sales performance .00 JLS Supported 

Note. 1. Chapter 3 hypothesizes all the relationships (p. 103-105). 2. J3 = standardized 

path coefficient; p = significance level (one-tailed); ILS = not significant (g > .05). 

Results of Path Analysis (Alternative Models 

The results of hypothesis testing (see Table 21) led to the conceptualization of an 

alternative path model (see Figure 5; p. 194). This model omitted effort as an outcome of 

organizational commitment and instead incorporated a direct positive relationship between 

organizational commitment and performance. In addition to the relationships supported in 
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tests of the Salesperson's CPT model (Figure 3), path-analytic tests on the alternative 

model supported three other relationships. Table 22 summarizes the three relationships 

that were obtained through exploratory evaluation. 

As Table 22 indicates, the expected direct relationship between a salesperson's 

organizational commitment and performance was supported. Support was also evident for 

relationships running through organizational commitment to performance for a 

salesperson's perceptions of manager behavior and senior management behavior. 

Table 22 

Summary of Relationships Supported in the Alternative Path Model 

# Relationship g g 

1. A salesperson's organizational commitment relates directly and 

positively to sales performance. .29 <001 

2. Through organizational commitment, a salesperson's perception of 

manager behavior relates positively to performance. .04 <025 

3. Through organizational commitment, a salesperson's perception of 

senior management behavior relates positively to performance. .11 <.005 

Note, {i = standardized path coefficient; g = significance level (one-tailed) 

Results of Hierarchical Regression Analysis 

An exploratory analysis, utilizing hierarchical regression, was conducted to shed 

light on the roles of a salesperson's perceived behavioral control and success beliefs 

relative to the direct relationship between organizational commitment and performance. 
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Table 23 summarizes the results of such an analysis. The next section discusses these 

findings in light of those observed through a path-analytic test conducted on the 

alternative model (see Table 22). 

Table 23 

Summary of Findings Obtained Through Moderator Analysis in the Alternative Model 

# Relationship {3 g 

1. A salesperson's success beliefs relates directly and positively to his 

or her sales performance. .31 .000 

2. The greater a salesperson's perceived behavioral control, the 

stronger is the positive relationship between his or her success 

beliefs and sales performance. .16 .023 

Note. fJ = standardized regression coefficient; p = significance level (two-tailed). 2. The 

moderated regression analysis also indicated that a salesperson's organizational 

commitment, through success beliefs, positively influences his or her sales performance. 

Discussion 

Results of Hypothesis Testing 

Psychological climate and organizational commitment. 

Chapter 1 emphasized that the hypothesized relationships between psychological 

climate perceptions of salespersons and organizational commitment had not been proposed 

or studied, and it discussed the usefulness of studying such relationships. Research 

questions that sought answers regarding the existence of such relationships were 
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formulated for this study. Chapter 4 reported the results of tests that evaluated the 

hypothesized relationships between four climate dimensions of a salesperson and his or her 

organizational commitment. The findings of the investigation are discussed below. A 

subsequent section discusses the implications of such findings. 

Results of hypothesis testing (see Table 21; p. 212) indicate that a salesperson's 

perceptions of (a) the behavior of other salespersons in the division, and (b) the behavior 

of employees in non sales departments of the organization are not influential in 

determining the salesperson's commitment to the organization. In contrast, other findings 

indicate that a salesperson develops a deeper commitment to the organization if the 

salesperson perceives favorably, the behavior of his or her immediate manager. The study 

also indicates that a salesperson's commitment to the organization is likely to be greater if 

the salesperson possesses a favorable perception regarding the actions of senior 

management in the organization. Thus, two of the four psychological climate dimensions 

the current study conceptualizes relate positively to organizational commitment. 

These findings contradict, in part, previous theoretical and empirical findings in 

literature on socialization and organizational commitment that suggest the considerable 

roles that interactions with both managers and coworkers play in shaping an employee's 

commitment to the organization. Evidence in extant literature indicates that an employee's 

interactions with coworkers and managers influence significantly his or her successful 

socialization into the organization (e.g., Feldman, 1976; Porter, Lawler, & Hackman, 

1975; Schneider & Reichers, 1983; Van Maanen & Schein, 1989). An employee's 

socialization into an organization has been shown, in both sales and non sales contexts, to 
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relate directly and positively to his or her organizational commitment (e.g., Bauer & 

Green, 1998; Caldwell, Chatman, & O'Reilly, 1990, Fullagar et al., 1995; Wanous et al., 

1992). The succeeding paragraphs evaluate the lack of relationship this study found 

between a salesperson's perceptions of coworker behavior and his or her organizational 

commitment. 

The partial contradiction in the findings of this study, relative to previous studies, 

is accounted, in part, by the nature of work a salesperson engages in. As compared to non 

sales members of an organization, the interaction a salesperson has with other salespersons 

or with other employees in the organization is necessarily limited by job requirements. A 

salesperson's job necessitates spending a significant number of total work time interacting 

with current and potential customers, leaving less time for interactions with coworkers in 

the work environment. Thus, coworkers play a relatively limited role in the socialization 

of, and consequently, in the development of the organizational commitment of a 

salesperson. 

Another reason for the relatively minor role of coworker influence on a 

salesperson's organizational commitment is as follows. A consequence of limited 

interaction with coworkers is that the salesperson-sales manager interaction becomes more 

valuable and relevant in determining the nature of the salesperson's relationship with the 

organization. The salesperson becomes dependant on his or her immediate manager, rather 

than on coworkers, for information, support, and feedback. Thus, a salesperson's 

socialization process and thereby, his or her commitment to the organization is determined 

to a greater extent by the perception the salesperson holds towards the behavior of his or 
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her manager relative to the perception he or she holds regarding coworker behavior. 

The rationale provided above also explains the influence a sales manager has in 

determining how committed a salesperson becomes to the organization. Additional 

rationale can be found in studies relating leadership behavior to organizational 

commitment (e.g., Gerstner & Day, 1997, Klein & Kim, 1998). 

The above discussion does not imply that interactions with coworkers can have no 

influence whatsoever on the degree to which a salesperson feels attached to the 

organization, only that the influence of such interactions is attenuated for salespersons, 

and is not evident from this study. It should be noted, that although hypotheses supporting 

the impact of interactions with coworkers are not significant, they are in the desired 

direction. 

The positive relationship between a salesperson's perception of the actions taken 

by senior management and the salesperson's organizational commitment is particularly 

relevant in light of a finding in this study that such a perception is more instrumental in 

shaping the salesperson's commitment to the organization than is his or her perception 

regarding the actions of the immediate sales manager. Actions taken by senior 

management may have greater influence on a salesperson's commitment to the 

organization because the salesperson is likely to equate senior management with the 

mission of the organization. If a salesperson perceives that senior management is fair and 

just and takes actions that benefit the salesperson, he or she will be more attached to the 

organization, and desire to stay and flourish with the organization. For salespersons, and 

by extension, for all the employees of an organization, the actions taken by senior 
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management determine the short and long term success of the organization, and 

consequently, that of the employees who remain with the organization. A subsequent 

section discusses the implications of this finding. 

Organizational commitment, effort, and intention to stay. 

The Salesperson's CPT model (Figure 3), conceptualized in Chapter 1, sought to 

provide explanations regarding a salesperson's performance and turnover behavior. The 

CPT model conceptualized that sales effort mediates the relationship between 

organizational commitment and performance. Intention to stay was advanced as a 

construct that mediates the relationship between organizational commitment and turnover 

behavior. 

The study did not support a direct and positive relationship between a 

salesperson's organizational commitment and effort (see Table 21). In fact, the results of 

the analysis undertaken in Chapter 4 indicate a direct negative relationship between the 

two constructs, implying that a committed salesperson is less likely to exert effort on 

selling tasks relative to a salesperson who is not as committed to the organization. 

This counter-intuitive finding does not have any support in relevant literature. On 

the contrary, job effort is cited as an important outcome of organizational behavior in the 

employee behavior and performance literature (e.g., Steers, 1977). Mowday, Porter and 

Steers (1982) state that a willingness on the part of an employee to exert considerable 

effort is an intrinsic part of organizational commitment. There is no reason to think that 

these relationships do not apply to a salesperson. 
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Two explanations are advanced for this unexpected finding. The first explanation 

concerns the rough conceptualization of the effort construct used in the extant literature. 

Very few studies have conceptualized effort as a construct. Instead, the meaning and 

dimensions of effort have largely been implicit. This study adopted the definition offered 

by Naylor, Pritchard, and Ilgen (1980), who define effort as "the amount of energy 'spent5 

on the act per unit of time," (p. 6). Walker, Churchill, and Ford (1979) similarly conceive 

effort as the amount of time and energy a salesperson expends on selling jobs. Aside from 

these studies, the concept of effort has largely not been evaluated. This is surprising in 

light of the fact that effort is believed to mediate the relationship between performance and 

several constructs such as role ambiguity, role perceptions, supervisory behavior, and 

personality characteristics (see Brown & Peterson, 1994). 

The second explanation derives from the poor operationalization of the effort 

construct used in this study. A validated, reliable scale to measure effort was unavailable in 

literature. This study (after examining and deleting unrelated or irrelevant items), 

measured sales effort through a single Likert Type item (i.e., "Few other reps put in more 

hours per pay period than I"). As this item taps only the 'time' and not the 'intensity' 

dimension of effort (see definition by Naylor, Pritchard, & Ilgen, 1980), the construct was 

represented incompletely in this study. 

In contrast to the finding concerning effort and commitment, strong evidence 

demonstrates that a salesperson who is committed to an organization will desire to stay 

with that organization. There is ample empirical evidence in sales management literature to 

support the finding (e.g., Babakus et al., 1996; Bashaw & Grant, 1994; Johnston et al., 
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1990; Sager, 1990). This study, then, confirms the results of previous findings. 

Implications that flow from this finding are discussed in a subsequent section. 

Effort and performance. 

Findings in this study (see Table 21) indicate that a salesperson's effort does not 

influence his or her performance. This unanticipated finding contradicts research that 

supports a positive and direct linkage between sales effort and sales performance (e.g., 

Brown & Leigh, 1996; Brown & Peterson, 1994). As noted in the previous discussion, 

this counter-intuitive finding can be explained in part by (a) problems that exist in 

literature regarding the conceptualization of the effort construct, and (b) the poor 

operationalization of effort in this study. Aside from these, another rationale can be 

advanced to explain why effort and performance may not have a direct causal linkage. 

Sujan, Weitz, and Kumar (1994) found evidence to suggest that, along with 

working hard, salespersons who work smart (i.e., apply their knowledge effectively in light 

of their objectives) perform better. The authors suggest that working hard may be more 

important in determining performance for repetitive and routine selling activities (e.g., 

taking inventory, writing up orders for replacement stock), whereas working smart may be 

a better determinant of performance for creative and complex selling tasks. This view is 

echoed in a study by Sujan, Sujan, and Bettman (1988), who found evidence suggesting 

that effective telephone salespersons had better integrated knowledge structures about 

their customers than less effective salespersons. These studies suggest that for creative 

selling tasks, work strategy and application of knowledge (relative to exertion of sales 

effort) determines sales performance. 



223 

Few studies have investigated empirically the link between effort and performance, 

the relationship has largely been assumed. This fact is underscored by Brown and Peterson 

(1994) who report that their meta-analytic examination of studies that incorporated an 

explicit linkage between effort and performance and/or job involvement identified a total 

of 11 such empirical studies. Only 6 of the 11 studies identified by the authors investigated 

sales force performance, the rest were non-marketing related organizational behavior 

studies. Further, sales performance as a construct has been measured from both a 

behavioral perspective (e.g., Bashaw & Grant, 1994), and an output based perspective 

(Klein & Kim, 1998). In light of the (a) scant empirical evidence in literature that links 

effort and output based performance measures, and (b) evidence that suggests that 

working smart may be a better predictor of performance than working hard for creative 

tasks, this study demonstrates that the relationship between effort (as defined in the 

literature), and sales performance needs further clarification. 

Intention to stay and turnover. 

The findings in this study support the notion that a salesperson who exhibits an 

intention to maintain membership in an organization is not likely to leave the organization, 

relative to a salesperson who has a deliberate intention to do so. A salesperson's intention 

to stay, then, is a good predictor of his or her fixture relationship with an organization he 

or she works for. This relationship has previously been upheld in the sales management 

literature (e.g., Sager, Griffeth, & Horn, 1998; Sager, Varadarajan, & Futrell, 1988). 
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Indirect relationships. 

The findings of this study support several indirect relationships (see summary in 

Table 21). Specifically, findings of this study indicate that a salesperson who is committed 

to the organization is not likely to leave the organization as he or she possesses a 

deliberate intention not to do so. Further, a salesperson who has (a) a positive perception 

as regards the behavior of his or her manager, or (b) a positive perception concerning the 

actions of senior management is more inclined to stay with the organization. This intention 

arises out of the salesperson's enhanced commitment to the organization resulting from 

such climate perceptions. A salesperson's intention to stay, as the study indicates, reduces 

the likelihood of the salesperson leaving the organization. 

The findings (see Table 21; p. 212) also suggest that actions taken by senior 

management have a greater influence in shaping a salesperson's intention to stay with the 

organization than does the behavior of the salesperson's immediate superior. A 

salesperson's perception of coworker behavior, however, does not influence his or her 

intention to stay with the organization. Thus, two of the four climate dimensions evaluated 

here appear to shape a salesperson's intention to stay with the organization. 

The study suggests that the four dimensions of the psychological climate 

(conceptualized here as four independent sets of perceptions) do not, through 

organizational commitment, influence a salesperson's effort on selling activities. This 

finding, however, should be evaluated in light of: (a) the conceptual inadequacy that exists 

in the literature regarding the effort construct, and (b) the partial operationalization of the 

effort construct in this study. 
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Results of Path Analysis and Hierarchical Regression Analysis (Alternative Model) 

Table 22 and Table 23 summarize the relationships observed in the study through 

conducting path analysis and hierarchical regression analysis, respectively, on the 

alternative model (see also Figure 5; p. 194, and Figure 6; p. 205). As Chapter 4 

explained, these analyses were conducted because: (a) hypothesis testing derived 

intriguing and unexpected results as regards the relationship of effort with other constructs 

(see earlier discussion) in the Salesperson's CPT model (Figure 3), (b) a theoretically and 

empirically grounded rationale existed for a direct relationship between organizational 

commitment and performance, (c) these analyses made possible the evaluation of research 

questions (posed in Chapter 1) concerning the relationships between climate dimensions 

and performance, and (d) these analyses enabled testing for the moderating effects of 

success beliefs and perceived behavioral control on the relationship between organizational 

commitment and performance. Importantly, all relationships discussed in this sub-section 

were investigated post-hoc and should be evaluated as such. 

When considered in isolation (from results of moderator analysis), the exploratory 

path analysis conducted on the alternative model indicates, tentatively, that a salesperson 

who has a greater commitment to the organization performs better, relative to a less 

committed salesperson (i.e., indicates a direct relationship between organizational 

commitment and performance). Further, results of the path analysis indicate that : (a) the 

behavior of the immediate (sales) manager towards a salesperson, and (b) actions of senior 

management that affect that salesperson, influence the salesperson's performance by 

directly impacting his or her commitment to the organization. 



226 

However, the conclusion of a direct relationship between organizational 

commitment and performance for salespersons is altered when the results of the 

hierarchical regression analysis (that tested for moderating influences) and exploratory 

path analysis are considered together. 

The hierarchical regression analysis suggests that a salesperson's success beliefs 

are directly and positively related to performance. An interpretation of this finding is that a 

salesperson who believes to a greater extent that performing a given sales task will result 

in its successful completion is a higher performer, relative to a salesperson who possesses 

lower success beliefs. The regression analysis further suggests that, instead of directly 

influencing performance, a salesperson's organizational commitment, through his or her 

success beliefs, influences indirectly and positively the salesperson's performance. In other 

words, a salesperson who is more committed to an organization, relative to another 

salesperson who is not, is likely to possess a higher degree of success beliefs (and 

therefore will perform better). An explanation for the positive linear relationship between a 

salesperson's organizational commitment and his or her success beliefs is advanced below. 

A salesperson who is committed to an organization (and therefore, desirous of 

working in that organization), relative to another salesperson who is not as attached to the 

organization, is more likely to be willing to search for and learn relevant information 

including information about the organization, its products, and its customers. Such a 

salesperson is also more likely to retain and utilize such information in his or her selling 

activities. The motivation to learn, absorb, and use relevant information should lead to 

higher success beliefs for the salesperson who is committed to an organization. 
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In addition to the direct linear relationship between success beliefs and 

performance and the indirect relationship between organizational commitment and 

performance, the moderator analysis also indicates that a salesperson's perceived 

behavioral control interacts with his or her success beliefs to positively influence 

performance (see Figure 6; p. 205). The presence of perceived behavioral control 

intensifies the relationship between success beliefs and performance. This implies that of 

any two salespersons who have similar degrees of success beliefs regarding a selling task 

(i.e., believe to a similar extent that performing the task will result in success), the 

salesperson who perceives the selling task to be less difficult to perform (i.e., has greater 

perceived control) is likely to be more successful at performing the sales task. The 

subsequent section enumerates the theoretical and practical ramifications arising out of the 

findings of this study. 

Theoretical and Practical Implications 

Theoretical Implications 

1. The study provides support for the idea that the perceptions of a salesperson 

regarding the behavior of (a) other salespersons in the division, (b) employees in non sales 

departments, (c) the immediate (sales) manager, and (d) senior management are distinct 

constructs. Such evidence is derived from the results of tests conducted in Chapter 4 (see 

Table 14; p. 171) to evaluate the discriminant validity of the four climate constructs 

included in the Salesperson's CPT model (Figure 3). 

2. The study supports the conclusion that the four climate perceptions of a 

salesperson (see Figure 3; p. 26) influence independently and to different extents his or her 
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organizational commitment. This finding derives some theoretical implications regarding: 

(a) the conceptualization of the psychological climate construct, and consequently, (b) the 

investigation of possible influences that psychological climate for a salesperson may have 

on organizationally relevant constructs. More specifically, the study indicates that an 

alternative way of conceptualizing the leadership and work group dimensions of 

psychological climate (see Table 1; p. 47) may be to partition these dimensions into more 

specific constructs (i.e., perceptions a salesperson holds towards different 

groups/individuals of the organization). Such a reconceptualization of psychological 

climate dimensions would allow (as exemplified by the discussion of findings in the 

succeeding paragraph) for more rigorous and discriminating investigations regarding the 

components of psychological climate that might influence a salesperson's attitudes and 

behaviors. 

3. Prior research in sales management has concentrated on the pivotal role that 

sales managers play in influencing the attitudes and behaviors of salespersons (e.g., 

DelVecchio, 1998; Klein & Kim, 1998; Sager, Yi, & Futrell, 1998; Yammarino, 1997). 

The findings of this study, however, indicate that a salesperson's perception regarding the 

actions of senior management has a greater influence, relative to the perception of sales 

manager behavior, on the salesperson's organizational commitment and intention to stay 

with the organization. An implication of this finding is that, in addition to sales managers, 

actions of senior management play an important role in shaping a salesperson's attitudes 

and behaviors. 
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4. This study failed to support a hypothesized relationship between effort and sales 

performance. This non finding in the current study indicates that effort may not be a 

consistent predictor of performance as suggested in some previous studies (e.g., Brown & 

Peterson, 1994). This contention of a weak link between effort and performance is 

partially supported by findings of other studies (e.g., Sujan, Sujan, & Bettman, 1988; 

Sujan, Weitz, & Kumar, 1994) which indicate that salespersons who work smart, relative 

to those who work hard, are more effective in creative selling situations. 

5. The results of exploratory path analysis and hierarchical regression analysis 

suggest that a salesperson's organizational commitment indirectly and positively 

influences, through success beliefs, his or her performance. The results further suggest that 

a salesperson's perceived behavioral control influences positively the relationship between 

the salesperson's success beliefs and sales performance. The findings of exploratory path 

analysis and hierarchical regression analysis, therefore, suggest that an alternative 

conceptual framework may explain the influence of organizational commitment on the 

performance of salespersons. The paragraphs that follow discuss the practical implications 

of the various findings of this study. 

Practical Implications 

The upper management of a sales organization should attempt actively to increase 

the organizational commitment of its sales force as this will negatively influence the 

turnover behavior of salespersons (i.e., increase sales force retention). This 

recommendation for sales management derives directly from the results of the study 

supporting a positive direct relationship between organizational commitment and intention 
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to stay. This viewpoint is supported by findings reported in studies that have investigated 

the turnover behavior of salespersons (e.g., Sager, Griffeth, & Horn, 1998; Sager, 

Varadarajan, & Futrell, 1988). 

Organizational commitment of a salesperson can be enhanced by facilitating a 

positive psychological work climate. Ensuring that a salesperson's psychological climate is 

favorable involves, among other factors, regular and positive interactions with or feedback 

from senior management in the organization and the salesperson's immediate (sales) 

manager. In fact, senior management should make a conscientious attempt to interact with 

salespersons more often than they currently do as such interactions have a greater 

influence on salespersons' commitment to the organization, relative to interactions with 

the immediate (sales) manager. 

Findings from the exploratory analyses provide a basing point for some further 

recommendations for sales management. In addition to increasing the organizational 

commitment of a salesperson (by enhancing the favorability of his or her psychological 

climate), an organization should also attempt to enhance the salesperson's success beliefs 

and perceived behavioral control. Actions taken by sales management (e.g., adequate sales 

training, new product seminars, manager and senior management feedback, support, and 

guidance) that are targeted at increasing the success beliefs and perceived behavioral 

control of salespersons are likely to increase their performance. 

Chapter 1 stated some expected contributions of this study. The next section 

reviews and reassesses such proposed contributions in light of the findings of this study 

and the implications of such findings for research and practice in sales management. 
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Contributions of the Study 

A posited contribution of the study involves identifying unique managerially 

relevant constructs that antecede a salesperson's organizational commitment. The results 

of the study indicate that all four proposed antecedent climate constructs are unique, and 

that two of these constructs (i.e., perception of manager behavior and perception of senior 

management behavior) influence positively salespersons' organizational commitment. 

Chapter 1 proposed that the respecification of the work group and leadership 

dimensions of psychological climate, as undertaken in this study, enhances the 

explanations of their theorized effects. This contribution was realized in the finding that 

perception of senior management behavior is more influential, relative to the perception of 

manager behavior, in shaping a salesperson's organizational commitment and intention to 

remain in the organization. The evidence suggested that salespeople respond separately to 

manager and upper management. 

Another contribution proposed in Chapter 1 concerns the ability of the 

Salesperson's CPT model (Figure 3) to provide an alternative explanation of the link 

between organizational commitment and sales performance (through the inclusions of 

effort as a mediating construct, and perceived behavioral control and success beliefs as 

moderating constructs). The study failed to support such a conceptualization. However, 

the findings of the study regarding the relationships between organizational commitment, 

success beliefs, perceived behavioral control, and sales performance identify a feasible and 

useful alternative to the Salesperson's CPT model. This framework is introduced and 

discussed briefly in a subsequent section. 
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Another contribution of this study, as advanced in Chapter 1, involves the 

development of a conceptual framework (i.e., the Salesperson's CPT model) which uses a 

managerially relevant determinant (i.e., organizational commitment) to parsimoniously 

explain two vital outcomes (i.e., sales performance and sales force turnover). The findings 

of the study indicate that the Salesperson's CPT model (Figure 3) provides an explanation 

of turnover behavior by utilizing a construct, organizational commitment, which can be 

influenced by management. The alternative to the Salesperson's CPT model, proposed in a 

subsequent section, explains both sales force performance and turnover behaviors. 

Limitations of the Study 

Chapter 1 listed some limitations inherent in this study (see p. 36). This section 

enumerates some additional limitations of the study arising out of the analyses conducted 

in Chapter 4. 

1. The effort construct is represented partially in this study. This limitation arises 

out of the fact that only one Likert Type item, which taps the 'time' but not the 'intensity' 

dimension of effort (see definition by Naylor, Pritchard, & Ilgen, 1980) is used to measure 

this construct. This may have skewed the results obtained in the study. 

2. The discriminant validity for the two item sets that represented organizational 

commitment and intention to stay could not be established. However, as discussed in 

Chapter 4, extant literature confirms that these constructs are strongly and positively 

associated with each other. Therefore, a lack of discriminant validity for items representing 

these constructs does not impact the obtained results to any appreciable degree. 
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3. The lack of a positive relationship between effort and sales performance did not 

permit an investigation of the moderating influences hypothesized in the Salesperson's 

CPT model (Figure 3). On the positive side, exploratory analysis in Chapter 4 that tested 

for moderating influences (see Table 20; p. 204) did yield useful suggestions regarding the 

relationships the proposed moderators had with constructs in the Salesperson's CPT 

model (Figure 3). 

The next section identifies some areas in sales management that require further 

research. These research areas flow from the findings and limitations of this study. 

Related Research Areas 

1. The current research examines the influence of two psychological climate 

dimensions (i.e., the leadership and the work group dimensions) on a saleseperson's 

organizational commitment, performance and turnover (Figure 3). Past studies (e.g., 

Brown & Leigh, 1996; James & James, 1989; Tyagi, 1982) have conceptualized, implicitly 

or explicitly, that psychological climate for an employee comprises four distinct 

dimensions (i.e., leadership, work group, organization related, and job related dimensions; 

see p. 47). A constructive area of research would involve testing the model hypothesized 

in this study, utilizing not just two but all the dimensions representing the psychological 

climate for a salesperson. Such a test would allow for a more comprehensive assessment 

of the influence that a salesperson's psychological climate has on his or her organizational 

commitment, performance, and turnover. 
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2. The effort construct is represented incompletely in this study. A similar study 

where the effort construct is measured comprehensively would allow for a reassessment of 

the linear and moderating relationships posited in this study. 

3. Another fruitful area for research involves testing the models suggested above 

using both objective and behavioral measures of sales performance. Such research would 

allow for an assessment of the influence of organizational commitment on a salesperson's 

sales behaviors as well. 

4. The current study uses information from an organization where the selling task 

is more creative than repetitive. Sujan, Weitz, and Kumar (1994) suggest that for 

repetitive selling tasks, a salesperson's effort may directly relate to performance, whereas 

in creative selling situations, a salesperson who works smart is likely to perform better. 

This proposition can be examined in a modified Salesperson's CPT model where both 

effort and indicators of sales efficiency and adaptability are included as constructs that 

mediate the relationship between organizational commitment and performance. This 

revised model can be tested on salespersons whose selling tasks are repetitive as well as 

for salespersons whose selling tasks are necessarily creative. Potentially useful suggestions 

for sales management follow from the confirmation of such a model. 

5. The generalizability of this study is limited as the sales force of only one 

organization was evaluated. Conducting similar research with salespersons drawn from 

several sales organizations will increase the generalizability of results obtained. However, 

it was believed preferable to study a one organization sample as a single sample controls 

for variance in results due to differences in organizational cultures and procedures. 
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6. The findings of this study suggest the conceptualization of an alternative model 

intended to explain relationships between a salesperson's organizational commitment, 

performance, and turnover. This proposed perceptual model (The Salesperson's CPT 

Model II, see Figure 7; p. 236) is developed along the lines of the theoretical model this 

study evaluates and incorporates the following changes. Instead of the effort construct, 

success beliefs are posited to mediate the relationship between a salesperson's 

organizational commitment and sales performance. The salesperson's perceived behavioral 

control is posited to moderate the direct positive relationship between success beliefs and 

sales performance such that the greater the perceived behavioral control of a salesperson, 

the stronger is the direct relationship between success beliefs and sales performance. 

Climate dimensions, through organizational commitment, are posited to relate positively to 

a salesperson's success beliefs. 

Summary and Conclusion 

Chapter 5 assimilates the concepts introduced and analyses conducted in the 

previous chapters to provide a summary of the research conducted in this study. Chapter 5 

summarizes the findings of hypothesis testing and exploratory analyses and provides 

rationale for the results observed through such analyses. A major objective of the 

discussion undertaken here is to provide some reasonable explanations for the unexpected 

and intriguing results observed in the study. Thereafter, Chapter 5 expands on the 

potential theoretical and practical implications arising out of the results obtained in the 

study. A critical review of the contributions of this study is undertaken next. Subsequently, 

limitations of the study arising out of the analyses the study conducted are enumerated. 
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The final section of Chapter 5 discusses some areas for future research and proposes an 

alternative to the Salesperson's CPT model (see Figure 7). 

In summary, the current study: (a) tests some managerially relevant relationships 

not evaluated before, (b) presents a useful alternative conceptualization of two dimensions 

of psychological climate, (c) supports partially a conceptual model linking organizational 

commitment, performance, and turnover, (d) makes some recommendations useful for 

sales management, and (e) offers a proposed conceptual model which potentially explains 

both sales force performance and turnover utilizing a single determinant, organizational 

commitment. 
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Table A1 

Definitions of Constructs Measured in the Study 

Construct Definition 

Organizational 

Commitment 

Effort 

Performance 

Intention to Stay 

Perceived Behavioral 

Control 

Success Beliefs 

Perception of Work 

Group Behavior 

The relative strength of an individual's identification with and 

involvement in a particular organization (Mowday, Porter, & 

Steers, 1982, p. 27). 

The amount of energy 'spent' on the act per unit of time 

(Naylor, Pritchard, & Ilgen, 1980, p. 6). 

The record of outcomes achieved in carrying out the job 

function during a specified period (Kane, 1986, p. 237). 

A salesperson's desire to maintain membership in an 

organization, i.e., to continue working for the organization. 

The person's belief as to how easy or difficult performance of 

the behavior is likely to be (Ajzen & Madden, 1986, p. 457). 

Predictions [of an individual] that if one tries to perform a 

goal-directed behavior, success or failure will result (Bagozzi, 

1992, p. 182) 

A salesperson's perception regarding the behavior of other 

salespersons in his or her group formed as a result of the 

interactions that the salesperson has with such individuals. 

Table A1 continues 
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Construct Definition 

Perception of Outside 

Group Behavior 

Perception of 

Manager Behavior 

Perception of Senior 

Management 

Behavior 

Turnover 

A salesperson's perception regarding the behavior of 

employees in other departments in the organization formed as a 

result of the interactions that the salesperson has with such 

employees 

The impression a salesperson holds concerning the behavior of 

his or her district sales manager formed as a result of the 

interactions that the salesperson has with the sales manager in 

the course of working for the organization. 

The impression a salesperson holds concerning the behavior of 

senior management in the organization formed as a result of 

direct and indirect interactions with senior management. 

A salesperson's voluntary forfeiture of membership in an 

organization 
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Table A2 

Items Representing the Constructs in the Study 

Organizational Commitment (represented by nine items on a 7-point Likert Type scale) 

1.1 really feel that the products we sell help independent business people succeed 

2. My sales efforts are very valuable to XXX 

3.1 definitely want to remain in a selling position like the one I have now 

4. If my earnings don't increase soon, I will have to leave XXX (R) 

5. It is important for me to perform better than others at my job 

6.1 enjoy learning about our new products 

7. Taking a sales job with XXX was one of my better decisions in life 

8.1 cannot see myself working for another company 

9. XXX has shown a great deal of commitment to me 

Effort (represented by a two items on a 7-point Likert Type scale) 

1. Few other reps put in more hours per pay period than 

2.1 feel emotionally drained every day when I quit 

Success Beliefs (represented by five items on a 7-point Likert Type scale) 

1. Performance targets are achievable 

2. My career is progressing the way I expect it to 

3.1 have trouble making budget because of outside responsibilities (R) 

4.1 am always uncertain that I will make budget (R) 

5.1 am 80 percent confident that I can make or exceed budget every pay period 

Table A2 continues 
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Intention to Stay (represented by seven items on a 7-point Likert Type scale) 

1.1 think about leaving XXX every day (R) 

2.1 doubt that I will be with this company six months from now (R) 

3. If things do not change soon, I plan to go work with another XXX sales force (R) 

4.1 regularly circulate my resume to other employees (R) 

5. Once I have established a track record here, I will begin looking for another sales job 

(R) 

6.1 took this job knowing I will probably leave it in a year or two (R) 

7.1 plan to search for another sales job in the near future (R) 

Perceived Behavioral Control (represented by four items on a 7-point Likert Type 

scale) 

1.1 have sufficient knowledge to handle most of the situations I face in my sales job 

2. It is difficult to keep up will all the new products and headings marketing 

introduces (R) 

3. The DM gives me sufficient time to work XXX 

4.1 often need the assistance of my DSM when making important decisions relating to a 

sale (R) 

Performance 

Year-to-date percentage of budgeted sales achieved by a salesperson 

Turnover 

Based on retention data 8 months out after the survey administration 

Table A2 continues 
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Perception of Work Group Behavior (represented by eight items on a 7-point Likert 

Type scale) 

1. The atmosphere in my division helps me stay focused 

2.1 look forward to hearing from other salespeople during the day 

3. The enthusiasm in my division is contagious 

4. If I have a problem, there is always someone here who will help me 

5. People in this division care about each other 

6. In this division issues and concerns are "out in the open" 

7. Others in my division took time to show me the ropes 

8.1 learned quickly that everybody here tends to her own business (R) 

Perception of Outside Group Behavior (represented by six items on a 7-point Likert 

Type scale) 

1.1 have to fight the system outside the division to place orders (R) 

2.1 spend a disproportionate amount of my time each day contacting non sales 

operating areas/line within the XXX and XXX (R) 

3. Non sales groups within XXX delay me in selling out ads (R) 

4.1 must often apologize for the misdeeds of other XXX reps (R) 

5. Reps in other divisions use XXX Policy against me (R) 

6.1 find it unpleasant to deal with account management (R) 

Table A2 continues 
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Perception of Manager Behavior (represented by 15 items on a 7-point Likert Type 

scale) 

1. My DSM coaches me on a regular basis 

2. My DSM effectively fends for our unit 

3.1 can trust my DSM to back me on decisions I make 

4. My DSM reinforces what I learned in XXX when I started 

5. My DSM explains the rationale behind any corrective counseling action 

6.1 hear from my DSM only when something goes wrong (R) 

7. My DSM listens to my side of any issue first 

8.1 respect my DSM 

9. My DSM understands my personality 

10. My DSM holds my nonwork obligations against me (R) 

11. My DSM tries to schedule canvasses to fit around my personal needs 

12. My DSM manages all reps consistently 

13. My DSM handles many of the details that would otherwise be dumped on me 

14. My DSM gives me good suggestions concerning problems I encounter in selling 

15.1 am hesitant to go to my DSM with a problem (R) 

Table A2 continues 
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Perception of Senior Management Behavior (represented by six items on a 7-point 

Likert Type scale) 

1. Senior management recognizes the contributions of the sales force 

2. Senior management makes decisions with the long run in mind 

3. Senior management sees that I have all the resources (technology, support) I need to 

sell 

4.1 see little evidence that the senior management trusts in the sales force (R) 

5. Senior management cares about the opinions, of sales reps, DSMs and DMs 

6. My DM helps us see where our efforts fit into XXX's business strategy 

Note, 1. (R) implies that the item is reverse coded. 2. Name of the organization is 

disguised. 
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Table A3 

Descriptive Statistics for Items 

item 
ID, Item Label N M M SD Var. Skew Kurt. 

Q67 I really feel that the 
products we sell help 
independent business 
people succeed 291 6.14 .06 1.03 1.06 -1.77 4.65 

Q68 My sales efforts are very 
valuable to XXX 291 6.21 .07 1.16 1.35 -2.14 5.49 

Q100 I definitely want to remain 
in a selling position like 
the one I have now 289 4.25 .11 1.95 3.79 -.21 -1.05 

Q107 If my earnings don't 
increase soon, I will have 
to leave XXX (R) 289 4.45 .12 2.12 4.48 -0.33 -1.10 

Q110 It is important for me to 
perform better than others 
at my job 291 5.63 .08 1.29 1.66 -1.32 2.01 

Q114 I enjoy learning about new 
products 291 5.36 .08 1.34 1.78 -1.12 1.39 

Q138 Taking a sales job with 
XXX was one my better 
decisions in life 290 5.35 .09 1.45 2.09 -.90 0.43 

Q140 I cannot see myself 
working for another 
company 290 3.64 .11 1.94 3.75 .22 -1.07 

Q145 XXX has shown a great 
deal of commitment to me 290 4.45 .10 1.78 3.16 -.48 -.68 

Ql l l Few other reps put in 
more hours per pay period 

than I 291 4.49 .10 1.69 2.84 -.34 -.55 

Table A3 continues 
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Item SE 
ED. Item Label N M M SD Var. Skew Kurt. 

Q125 I feel emotionally drained 
every day when I quit (R) 290 4.80 .10 1.65 2.72 -.49 -.68 

Q121 I have sufficient 
knowledge to handle most 
of the situations I face in 
my sales job 287 5.53 .08 1.33 1.76 -1.37 2.24 

Q126 It is difficult to keep up 
with all the new products 
and headings marketing 
introduces (R) 287 3.42 .09 1.58 2.50 .361 -.55 

Q127 My DM gives me 
sufficient time to work 
books 287 4.18 .10 1.65 2.73 -.19 -.89 

Q13 3 I often need the assistance 
of my DSM when making 
important decisions 
relating to a sale (R) 290 5.03 .09 1.59 2.53 -.45 -.72 

Q139 I think about leaving XXX 
everyday (R) 289 5.06 .11 1.92 3.69 -.64 -.78 

Q141 I doubt that I will be with 
this company six months 
from now (R) 289 5.51 .10 1.69 2.85 -1.04 .30 

Q142 If things do not change 
soon, I plan to go work 
with another XXX sales 
force (R) 291 5.77 .09 1.59 2.54 -1.19 .56 

Q144 I regularly circulate my 
resume to other 
employees (R) 291 5.71 .10 1.67 2.80 -1.13 .15 

Table A3 continues 
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Item 
ID. Item Label M M M SP Var. Skew Kurt 

Q146 Once I have established a 
track record here, I will 
begin looking for another 
sales job (R) 290 5.77 .09 1.53 2.35 -1.21 .82 

Q147 I took this job knowing I 
will probably leave in a 
year or two (R) 291 6.23 .08 1.32 1.74 -2.09 4.21 

Q148 I plan to search for 
another sales job in the 
near future (R) 291 5.45 .11 1.86 3.44 -.99 -.15 

Q90 Performance targets are 
achievable 288 4.25 .10 1.66 2.77 -.40 -.91 

Q104 My career is progressing 
the way I expect it to 290 4.11 .10 1.74 3.04 -.26 -.76 

Q105 I have trouble making 
budget because of outside 
responsibilities (R) 289 5.45 .09 1.54 2.36 -.78 -.24 

Q117 I am always uncertain that 
I will make the budget (R) 291 3.87 .11 1.93 3.72 .08 -1.19 

Q118 Iam80 percent confident 
that I can make or exceed 
budget every pay period 291 4.75 .10 1.76 3.11 -.64 -.59 

Q41 The atmosphere in my 
division helps me stay 
focused 291 4.46 .09 1.59 2.54 -.47 -.43 

Q42 I look forward to hearing 
from other salespeople 
during the day 291 4.86 .09 1.47 2.17 -.67 .14 

Q43 The enthusiasm in my 
division is contagious 291 4.44 .09 1.58 2.50 -.34 -.63 

Table A3 continues 
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Item £E 
ID. Item Label N M M SD Var. Skew Kurt. 

Q46 If I have a problem, there 
is always someone here 
who will help me 290 5.00 .10 1.65 2.71 -.77 -.18 

Q47 People in this division care 
about each other 289 4.94 .08 1.37 1.87 -.72 .50 

Q48 In this division, issues and 
concerns are "out in the 
open" 283 4.08 .10 1.69 2.86 -.25 -.81 

Q51 Others in my division took 
time to show me the ropes 290 4.81 .09 1.57 2.46 -.66 -.24 

Q52 I learned quickly that 
everybody here tends to 
her own business (R) 290 3.9 .09 1.51 2.27 0.15 -.42 

Q60 I have to fight the system 
outside the division to 
place orders (R) 290 4.07 .10 1.69 2.87 .03 -.69 

Q61 I spend a disproportionate 
amount of my time each 
day contacting non sales 
operating areas/lines 
within the XXX and XXX 
(R) 290 3.30 .10 1.64 2.68 .37 -.64 

Q115 Non sales groups within 
the XXX delay me in 
selling out ads (R) 291 3.65 .11 1.82 3.32 .22 -.92 

Q116 I must often apologize for 
the misdeeds of other 
XXX reps (R) 291 3.58 .11 1.83 3.35 .25 -1.05 

Q13 5 Reps in other divisions use 
XXX policy against me 
(R) 290 4.87 .10 1.64 2.70 -.32 -.65 

Table A3 continues 
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Item SE 
ID. Item Label N M M Y3L Skew Kgrt 

Q136 I find it unpleasant to deal 
with account management 
(R) 290 4.62 .11 1.79 3.21 -.34 -.94 

Q72 My DSM coaches me on a 
regular basis 286 4.70 .11 1.81 3.29 -.61 -.62 

Q73 My DSM effectively fends 
for our unit 286 5.57 .10 1.67 2.78 -1.28 .86 

Q74 I can trust my DSM to 
back me on decisions I 
make 285 5.32 .10 1.70 2.91 -.98 .12 

Q75 My DSM reinforces what 
I learned in XXX when I 
started 288 5.15 .10 1.62 2.62 -.89 .17 

Q76 My DSM explains the 
rationale behind any 
corrective counseling 
action 283 5.02 .09 1.47 2.15 -.40 -.29 

Q77 I only hear from my DSM 
when something goes 
wrong (R) 286 5.40 .10 1.63 2.65 -.81 -.35 

Q78 My DSM listens to my 

side of any issue first 286 4.93 .10 1.67 2.77 -.65 -.35 

Q82 I respect my DSM 286 5.90 .09 1.48 2.18 -1.71 2.74 

Q83 My DSM understands my 
personality 284 5.43 .09 1.59 2.54 -1.05 .52 

Q84 My DSM holds my 
nonwork obligations 
against me (R) 286 5.29 .10 1.62 2.62 -.67 -.43 

Table A3 continues 
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Item £E 
ID. Item Label N M M SD Var. Skew Kurt. 

Q85 My DSM tries to schedule 
canvasses to fit around my 
personal needs 286 3.65 .10 1.71 2.94 -.02 -.79 

Q86 My DSM manages all reps 
consistently 288 4.88 .11 1.82 3.32 -.66 -.64 

Q87 My DSM handles many of 
the details that would 
otherwise be dumped on 
me 288 4.37 .10 1.74 3.02 -.34 -.74 

Q88 My DSM gives me good 
suggestions concerning 
problems I encounter in 
selling 286 5.38 .09 1.59 2.53 -1.02 -.35 

Q89 I am hesitant to go to my 
DSM with a problem (R) 286 5.48 .11 1.87 3.49 -1.05 -.12 

Q55 Senior management 
recognizes the 
contributions of the sales 
force 291 4.28 .10 1.79 3.20 -.41 -.82 

Q56 Senior management makes 
decisions with the long 
run in mind 291 4.33 .10 1.68 2.83 -.40 -.64 

Q59 Senior management sees 
that I have all the 
resources (technology, 
support) I need to sell 290 4.28 .10 1.64 2.70 -.28 -.70 

Q62 I see little evidence that 
the senior management 
trusts the sales force (R) 289 4.23 .11 1.81 3.27 -.17 -.95 

Table A3 continues 
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Item 
i a Item Label N M 

SE 
M SD Var. Skew Kurt. 

Q63 Senior management cares 
about the opinions of sales 
reps, DSMs and DMs 288 3.91 .10 1.71 2.93 -.11 -.85 

Q70 My DM helps us see 
where our efforts fit into 
XXX's business strategy 290 5.21 .08 1.42 2.02 -.90 .66 

PTB Year-to-date percentage 
of budgeted sales achieved 
by a salesperson 268 98.1 2.7 45.2 204 0.55 2.53 

Turn-
over 

Based on retention data 8 
months out after the 
administration of the 
survey 210 

Note. M = number of valid observations; M = arithmetic mean; SEMean = standard error 

of the mean; SD = standard deviation; Var. = variance; Skew = skewness; Kurt. = kurtosis 
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Rffect of Median Substitution on Mean and Variance of Items 

Levene's Test for 
Equality pf 
Variances Item 

ID Item Label 

T-Test for Equality 
of Means 

U U 

Q100 I definitely want to remain in a 
selling position like the one I 
have now .01 .912 -.01 .992 

Q107 If my earnings don't increase 
soon, I will have to leave XXX 
(R) .01 .918 .02 .983 

Q138 Taking a sales job with XXX 
was one of the better decisions 
of my life .00 .977 .02 .985 

Q140 I cannot see myself working 
for another company .00 .958 .01 .994 

Q145 XXX has shown a great deal of 
commitment to me .00 .968 .01 .99 

Q125 I feel emotionally drained 
every day when I quit (R) .00 .957 .01 .996 

Q126 It is difficult to keep up with all 
the new products and headings 
marketing introduces (R) .03 .861 -.04 .965 

Q127 The DM gives me sufficient 
time to work books .06 .815 -.02 .985 

Q133 I often need the assistance of 
my DSM when making 
important decisions relating to 
a sale (R) .00 .951 -.00 .999 

Table A4 continues 
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Item 
m Item Label 

Levene's Test for 
Equality of 
Variances 

T-Test for Equality 
of Means 

Q139 I think about leaving XXX 
everyday (R) .00 .95 .04 .968 

Q141 I doubt that I will be with this 
company six months from now 
(R) .01 .925 .02 .981 

Q146 Once I have established a track 
record here, I will begin 
looking for another sales job 
(R) .00 .958 .01 .995 

Q104 My career is progressing the 
way I expect it to .00 .958 -.00 .998 

Q105 I have trouble making budget 
because of outside 
responsibilities .01 .932 .03 .976 

Q46 If I have a problem, there is 
always someone here who will 
help me .00 .957 .00 1.00 

Q47 People in this division care 
about one another .01 .926 .00 .997 

Q48 In this division issues and 
concerns are "out in the open" .20 .653 -.01 .987 

Q51 Others in my division took 
time to show me the ropes .00 .964 .01 .996 

Q52 I learned quickly here that 
everybody here tends to her 
own business (R) .00 .964 .00 .998 

Table A4 continues 
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Item 
ID 

Levene's Test for 
Equality of 
Variances 

Item Label 

T-Test for Equality 
of Means 

U 

Q60 I have to fight the system 
outside the division to place 
orders (R) .00 .96 -.00 .999 

Q61 I spend a disproportionate 
amount of my time each day 
contacting non sales operating 
areas/lines within the XXX and 
XXX (R) .00 .96 -.01 .994 

Q13 5 Reps in other divisions use 
XXX policy against me (R) .00 .959 -.01 .993 

Q13 6 I find it unpleasant to deal 
with account management (R) .00 .957 .01 .993 

Q72 My DSM coaches me on a 
regular basis .17 .694 -.06 .954 

Q73 My DSM effectively fends for 
our unit .02 .88 .10 .918 

Q74 I can trust my DSM to back 
me on the decisions I make .00 .975 -.05 .962 

Q75 My DSM reinforces what I 
learnt at XXX when I started .01 .909 -.09 .929 

Q76 My DSM explains the rationale 
behind any corrective 
counseling action .35 .553 -.06 .951 

Q77 I hear from my DSM only 
when something goes wrong 
(R) .02 .903 .13 .898 

Table A4 continues 
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Item 
ID 

Leveng's Test for 
Equality of 
Variances 

Item Label 

T-Test for Equality 
of Means 

1 

Q78 My DSM listens to my side of 

any issue first .01 .947 -.09 .927 

Q82 I respect my DSM .05 .832 .05 .988 

Q83 My DSM understands my 
personality .07 .793 .10 .917 

Q84 My DSM holds my nonwork 
obligations against me (R) .04 .85 .09 .928 

Q85 My DSM tries to schedule 
canvasses to fit around my 
personal needs .06 .812 .04 .966 

Q86 My DSM manages all reps 
consistently .05 .852 .01 993 

Q87 My DSM handles many of the 
details that would otherwise be 
dumped on me .01 .916 .05 .964 

Q88 My DSM gives me good 
suggestions concerning 
problems I encounter in selling .03 .861 .08 .935 

Q89 I am hesitant to go to my DSM 
with a problem .06 .809 .06 .954 

Q59 Senior management sees that I 
have all the resources 
(technology, support) I need to 
sell .00 .961 -.01 .994 

Q62 I see little evidence that the 
senior management trusts in 
the sales force (R) .01 .916 -.01 .992 

Table A4 continues 
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Item 
m Item Label 

Levene's Test for 
Equality of 
Variances 

T-Test for Equality 
of Means 

f £ 1 

Q63 Senior management cares 
about the opinions of sales 
reps, DSMs, and DMs .05 .874 .01 .995 

Q70 My DM helps us see where our 
efforts fit into XXX's business 
strategy .00 .966 -.01 .995 

Q90 Performance targets are 
achievable .01 .915 .06 .955 

Q121 I have sufficient knowledge to 
handle most of the situations I 
face in my sales job .02 .9 .06 .954 

Performance 1.04 .31 .03 .977 

Note. f = f value; g = significance level (two-tailed); 1 = 1 value. 
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Table A5 

Item-Wise Differences Between Male and Female Salespersons 

Mean T-test 

Item Item Label 1 

Male Female 
ID 

(11=158) (n=129) t g 

Q70 My DM helps us to see where our 

efforts fit into XXX business strategy 5.06 5.42 2.12 .035 

Q75 My DSM reinforces what I learnt in 

XXX when I started 4.96 5.40 2.34 .02 

Q76 My DSM explains the rationale behind 

any corrective counseling action 4.80 5.29 2.90 .004 

Q100 I definitely want to remain in a selling 

position like the one I have now 4.04 4.50 2.04 .042 

Ql l l Few other reps put in more hours per 

pay period than I 4.73 4.23 -2.51 .013 

Q127 The DM gives me sufficient time to 

work XXX 3.99 4.39 2.07 .04 

Q140 I cannot see myself working for another 

company 3.44 3.91 2.06 .041 

Q146 Once I have established a track record 

here, I will begin looking for another 

sales job (R) 5.49 6.11 3.52 .001 

Table A5 continues 
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Mean T-test 

Item Item Label ~~~ 
Male Female 

IEL 
(n=158) (n=129) t g 

Q147 I took this job knowing I will probably 

leave in a year or two (R) 5.99 6.99 3.29 .001 

Note. 1. Table A5 lists items with statistically significantl different mean values (jd <. 05). 

2. Of these nine items, Q70, Q100, Q127, and Q147 were deleted during a later analysis. 

3. Gender information for 3 observations is not available. 4. t = t value; g = significance 

level (two-tailed); n = number of respondents. 
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Table A6 

Item-Wise Differences Between Telephone and Premise Salespersons 

Item 

ID 

Mean T-Test 

Item Label 

Tel. Prem. 

n=156 n=134 t 

Q55 Senior management recognizes the 

contribution of the salesforce 

Q56 Senior management makes decisions with 

the long run in mind 

Q59 Senior management sees that I have all the 

resources I need to sell 

Q60 I have to fight the system outside the 

division to place orders (R) 

Q62 I see little evidence that senior management 

trusts the sales force (R) 

Q63 Senior management cares about the 

opinions of sales reps, DSMs, and DMs 

Q90 Performance targets are achievable 

Q100 I definitely want to remain in a selling 

position like the one I have now 

Q105 I have trouble making budget because of 

outside responsibilities (R) 

4.69 3.84 4.12 .000 

4.63 4.01 

4.52 

4.55 

4.17 

4.57 

3.98 

5.67 

3.99 

3.83 

3.63 

3.92 

3.20 .002 

2.75 .006 

4.32 3.78 2.72 .007 

3.48 .001 

2.73 .007 

3.37 .001 

4.54 -2.46 .014 

5.18 2.77 .006 

Table A6 continues 
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Mean T-Test 

Item Item Label 
leL Prem. 

m 
n=156 n=134 t £. 

Q107 If my earnings don't increase soon, I will 

have to leave XXX (R) 4.70 4.20 2.02 .045 

Q110 It is important for me to perform better 

than others at my job 5.46 5.81 -2.38 .018 

Q l l l Few other reps put in more hours per pay 

period than I 3.94 5.12 -6.30 .000 

Q115 Non sales groups within XXX delay me in 

selling our ads (R) 3.87 3.37 2.31 .021 

Q116 I must often apologize for the misdeeds of 

other XXX reps (R) 3.91 3.18 3.46 .001 

Q117 I am always uncertain that I will make 

budget (R) 4.09 3.63 2.02 .044 

Q126 It is difficult to keep up with all the new 

products and headings marketing 

introduces (R) 3.65 3.16 2.64 .009 

Q136 I find it unpleasant to deal with account 

management (R) 4.83 4.40 2.06 .04 

Q139 I think about leaving XXX everyday R 5.28 4.83 2.02 .044 

Table A6 continues 
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Item 

Mean T-Test 

Item 
Tel. Premr 1 £ 

ID Item Label 
n=156 n=134 

Q142 If things do not change soon, I plan to go 

work for another XXX sales force (R) 6.01 5.54 2.52 .012 

Q145 XXX has shown a great deal of 

commitment to me 4.69 4.18 2.41 .017 

Q41 Atmosphere in the division helps me stay 

focused 4.69 4.22 2.57 .011 

Q42 I look forward to hearing from other 

salespeople during the day 5.14 4.56 3.45 .001 

Q43 The enthusiasm in my division is 

contagious 4.70 4.16 2.93 .004 

Q47 People in this division care about one 

another 5.10 4.76 2.14 .033 

Note. 1. Tel. = Telephone salespeople; Prem. = Premise salespeople; n = number of 

respondents; t = t value; j> = significance level (two-tailed). 2. The mean scores of 

telephone salespersons were significantly different (p-value <05) from those of premise 

salespersons on twenty four items. 3. Eight of these items, namely, Q63, Q100, Q105, 

Q107, Q116, Q110, Q142, and Q145 were deleted in a subsequent analysis. 
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Table A7 

Differences Between Telephone and Premise Salespersons at the Construct Level 

Mean T-Test 

Construct 
Telephone Premise t U 

ID Construct Label 
n=156 n=134 

PERDSM Perception of 

management behavior 67.38 67.61 -0.124 0.901 

PERSM Perception of senior 

management behavior 22.55 19.29 4.216 0.000 

PERWGRP Perception of work 

group behavior 23.88 21.60 3.512 0.001 

PEROGRP Perception of outside 

group behavior 16.39 14.75 2.834 0.005 

ORGCOM Organizational 

commitment 9.28 8.68 1.758 0.08 

EFFORT Effort 3.94 5.12 -6.301 0.000 

ISTAY Intention to stay 28.19 26.81 1.647 0.101 

PCB Perceived behavioral 

control 10.56 10.57 -0.011 0.991 

SB Success beliefs 13.43 12.28 2.411 0.017 

PERFORM Sales performance 101.25 93.01 1.699 0.09 

Note- 1.1 = 1 value; p = significance level (two-tailed); n = number of respondents. 2. T 

tests are based on the purified construct measures. 



264 

Table A8 

Item Extracted Components and their Loadings 

ID 1 2 3 4 5 6 7 8 9 10 

Q72 .67 .08 .11 .11 .13 .11 .03 .05 -.20 -.2 

Q73 .83 .13 .06 .09 .03 -.03 -.1 -.01 -.04 -.10 

Q74 .85 .14 .04 .12 .00 -.02 -.01 .03 -.07 .08 

Q75 .78 .18 .09 .15 .06 .03 .10 -.02 -.13 -.05 

Q76 .70 .09 .03 .17 .10 -.04 .18 .06 .07 .05 

Q78 .65 .06 .00 .13 -.01 -.13 .02 -.01 .01 .34 

Q82 .82 .15 .08 .06 -.01 .06 -.14 .02 .02 .06 

Q83 .74 .1 .01 -.04 -.02 .03 -.01 .06 .07 .17 

Q84 .53 .05 .13 -.17 .10 .24 -.03 .09 .16 .48 

Q86 .75 .04 .14 .05 -.06 -.00 .16 -.06 -.01 -.07 

Q87 .62 -.02 .01 -.05 -.04 .01 .03 -.23 -.03 -.16 

Q88 .82 .04 .16 .11 .01 .11 .05 -.02 -.07 -.07 

Q89 .68 .02 .16 .03 .14 .21 -.07 .05 .08 .16 

Q139 .10 .72 .31 .05 .08 .08 .27 -.08 .01 .08 

Q141 .20 .73 .19 .09 .02 .11 .26 .02 -.04 .11 

Q144 .12 .72 .15 -.05 .14 .17 .01 .07 -.02 .10 

Q146 .15 .74 .07 .09 .07 -.02 -.06 -.06 .25 -.14 

Q147 .10 .56 -.06 -.01 .26 .2 -.13 .12 .04 -.42 

Q148 .14 .82 .17 .11 .08 .05 .10 -.04 -.03 -.03 

Q55 .10 .22 .79 .13 .16 .07 .04 -.09 -.09 -.01 

Table A8 continues 
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Item Extracted Components and their Loadings 

ID 1 2 3 4 5 6 7 8 9 10 

Q56 .11 .11 .70 .20 .09 .01 .11 -.13 .00 .01 

Q59 .15 .15 .65 .06 .21 .24 .02 .10 -.01 .01 

Q62 .11 .16 .66 .17 .23 -.01 .04 .01 -.01 .17 

Q63 .11 .28 .72 .09 .03 -.00 -.01 -.07 I o
 

4̂
 

-.12 

Q41 .26 .22 .48 .48 .00 .04 .03 .03 -.19 .08 

Q42 .01 .10 .23 .60 .05 .21 -.05 -.07 -.00 -.09 

Q43 .15 .24 .47 .59 .02 .10 .15 -.01 -.23 -.02 

Q47 .21 .08 .21 .67 .00 .11 -.04 .04 .15 -.05 

Q48 .16 .11 .36 .51 .07 -.15 .01 .08 .03 .01 

Q51 .22 .08 -.16 .54 .27 .19 .17 .00 1 b
 

.20 

Q60 .00 .05 .34 .06 .63 -.00 .10 -.01 .26 -.21 

Q61 .02 .00 .15 .29 .60 -.10 1 b
 

u>
 -.08 .01 -.07 

Q115 .03 .17 .32 -.02 .67 -.13 .11 -.12 .00 .06 

Q136 .04 .17 .04 -.04 .68 .15 .07 -.07 -.07 .13 

Q67 .06 .16 .16 .15 -.09 .80 .04 -.03 .06 -.09 

Q68 .12 .19 .03 .15 .05 .77 .06 -.02 .10 .09 

Q138 .12 .76 .12 .10 .05 .14 .22 .03 I b
 

4̂
 

.05 

Q140 .02 .64 .20 .16 -.05 -.05 .02 -.06 .09 -.04 

Q117 .04 .25 .1 .04 .16 .08 .64 -.04 -.04 .24 

Q118 .04 .29 .15 -.04 .04 -.03 .72 -.01 .11 -.14 

Q90 .05 .44 .44 .19 .2 .00 .33 -.09 i o
 

u>
 .24 

Q U O .03 .02 -.01 .10 -.12 -.11 -.1 .76 .10 .15 

Table A8 continues 
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Item Extracted Components and their Loadings 

ID 1 2 3 4 5 6 7 8 9 10 

QUI -.07 -.09 -.16 -.12 -.14 .09 .15 .72 -.15 -.21 

Q121 .04 .05 -.09 .13 .02 .21 .50 .24 .50 -.25 

Q133 -.16 .14 -.13 1 o 4^
 

.06 .12 .05 

vo 
O

 i* .78 .09 

Note. Component 1 (comprising the first 13 items; items Q72-Q89) is deemed to represent 

the perception of manager behavior construct; Component 2 (comprising the next six 

items; items Q139-Q148) is deemed to represent the intention to stay construct; 

Component 3 (comprising the next five items; items Q55-Q63) is deemed to represent the 

perception of senior management behavior construct; Component 4 (comprising the next 

six items; Q41-Q51) is deemed to represent the perception of work group behavior 

construct; Component 5 (comprising the next four items; items Q60-Q136) is deemed to 

represent the perception of outside group behavior construct; Component 6 (comprising 

the next four items spread over two separate factors; items Q67-Q140) is deemed to 

represent the organizational commitment construct; Component 7 (comprising the next 

three items; items Q117, Q118, and Q90) is deemed to represent the success beliefs 

construct; Component 8 (comprising items Q110, Q111) is deemed to represent the effort 

construct at this stage of analysis; Component 9 (comprising items Q121 and Q133) is 

deemed to represent the perceived behavioral control construct; Component 10 is not 

identifiable. 



267 

Table A9 

Factor Analysis (Eigenvalues and Variance') 

#of Eigen- %of Cumulative 

Factor Construct Represented Items value Variance Variance 

1. Pereception of Manager Behavior 13 7.43 16.51 16.51 

2. Intention to Stay 6 5.02 11.15 27.66 

3. Perception of Senior Management 

Behavior 5 4.09 9.09 36.75 

4. Perception of Work Group 

Behavior 6 2.49 5.52 42.27 

5. Perception of Outside Group 

Behavior 4 2.16 4.80 47.07 

6. Organizational Commitment 4 1.81 4.03 51.10 

7. Success Beliefs 3 1.76 3.92 55.02 

8. Effort 2 1.38 3.05 58.07 

9. Perceived Behavioral Control 2 1.31 2.90 60.98 

10. No construct could be identified 1.18 2.62 63.59 

Note. 1. The above results are obtained from the unconstrained principal component 

analysis conducted with 45 items using the Kaiser criterion (eigenvalue >1). 2. The 10th 

factor could not be identified. 
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Respondent Number: 

XXX Salesforce Survev: Please respond to ail items as honestly as possible. Your responses will be strictly confidential. Surveys 
will be returned directly to independent researchers. XXX managers will only see summary results. 

Regarding vour job with XXX, please circle the number that reflects your perception of each job characteristic 

1. High Stress l 
2. Challenging 1 
3. Clear Goals t 
4. Tiring t 
5. Good Pay i 
6. Constant Change i 

Low Stress 
Not Challenging 
Ambiguous Goals 
Energizing 
Poor Pay 
Stagnant 

Regarding the climate of vour division, please circle the number that best describes each aspect. 

7. Supportive 
8. Competitive 
9. Unfriendly 

10. Positive 
11. Cooperative 
12. Low Trust 
13. Team Oriented 
14. Orderly 
15. Exciting 
16. Fast-Paced 

Not Supportive 
Not Competitive 
Friendly 
Negative 
Uncooperative 
High Trust 
Individual Oriented 
Hectic 
Boring 
Stow-Paccd 

Please indicate your perceptions of the following XXX jobs. Circle the appropriate number for each job. 

Great Job Terrible Job 

17. Telephone Rep 
! 8. Premise Rep 
19. Credit Rep 
20. Mega Rep 
21. District Sales Manager 

5 6 

5 6 
5 6 

S 6 
5 6 

Please pick a number from the scale to show how important each personal characteristic is for being successful at your job. Write 
the appropriate number in the space in front of each item. 

Not at all important 

22. Intelligence 
25. Perseverance 
28. Listening Skills 
31. SeLT-Coafidencc 
34. Even Temperament 
37. Communication Skills 

5 

23. Computer Skills 
26. Self-Discipline 
29. Time Management Skills 
32. Organizational Skills 
35. Aggressive Personality 
38. Business Sense 

40. Where would you most like to see yourself in one year)? (Check only one alternative.) 

Extremely Important 

24. 
27. 
30. 
33. 
36. 
39. 

. Flexibility 
, Patience 
_ Integrity 
_ Enthusiasm 
. Work Ethic 
_ Creativity 

Telephone Rep Premise Rep DSM . Mega Rep Credit Rep With a different company 
I 2 3 4 5 6 

if you had the power to make one major change in XXX what would you change? (open-ended) 

Please continue the survey on the next page. 
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For the following statements, please indicate your level of agreement according to the scaJe below. Circle the appropriate number 
for each statement. 

Strongly Disagree 
" l 2 

Neutral 
3 4 5 

Strongly Agree 
6 i 

41 
42. 
43. 
44. 
-45. 
46. 
47. 

48. 
49. 
50. 
51. 
52. 
53. 

The atmosphere in my division helps mc stay focused 
I look forward to hearing from other salespeople during the day 
The enthusiasm in my division is contagious 
Most new reps burn out quickly in this division 
Experienced reps in our division seem apathetic about the job 
If I have a problem, there is always someone here who will help mc 
People in this division care about each other. 
In this division, issues and concerns are "out in the open" 
To last under our svstem of business, a new rep needs to make budget for the first two pay periods. . 
My performance depends on what book I work as much as it docs on my selling skills 
Others in my division took time to show me Uhc ropes 
I learned quickly that everybody here tends to her own business 
It takes a long time to learn how the XXX operation functions in its entirety 

54. 
55. 
56. 
57. 
58. 
59 
60 
6 i. 

62. 

63. 
64. 
65. 

67. 
68. 

My DM has the authority to make all major decisions neccssary to close the book 
Senior management recognizes the contributions of the sales force 
Senior management makes decisions with the long run tn mind 
XXX Policy helps me achieve my targeted budget 
I believe that book net is a useful benchmark for XXX to use 
Senior management sees that I have all the resources (technology, support) I need to sell 
I have to fight the system outside the division to placc orders 
I spend a disproportionate amount of my tune each dav contacting nonsalcs operating areas 
within XXX and XXX " 
I see little evidence that senior management trusts the saies force 
Senior management cares about the opinions of sales reps. DSMs. and DMs 
/XXX broadcasts help mc determine the btg picture 
My goal is to provide an advertiser with a plan that will bnng them more business 
My goal is to exceed budget, that's all 
I really feel that the products we sell help independent business people succeed 
My sales efforts arc very valuable to XXX 

t>9. My DSM lias the managerial skills neccssary to be effective i 2 
70. My DM helps us sec where our efforts fit into XXX' business strategy i 2 
71. Post XXX training my DSM provided helped mc *put it all together.'* i 2 
72. My DSM coaches me on a regular basis t 2 
73. My DSM effectively fends for our unit 
74. I can trust my DSM to back mc on decisions I make 
75. My DSM reinforces what I learned in XXX when 1 started 
76 My DSM never explains the rationale behind any corrective counseling action 
77 I only hear from my DSM when something goes wrong 
78 My DSM listens to my side of any issue first 
79 In my unit a new rep sinks or swims-there* s no life preserver 
80. My DSM is overwhelmed with administrative work 
81. The coaching my DSM provides has helped me improve my performance 
82. I respect my DSM 
83 My DSM understands my personality 
84. My DSM holds my nonwork obligations against me 
85 My DSM tries to schedule canvasses to fit around my personal needs 
86 Mv DSM manages all reps consistently 
87 My DSM handles many of the details that would otherwise be dumped on me 
88 My DSM gives me good suggestions concerning problems I encounter in selling. , 
89 I am hesitant to go to my DSM with a problem 

Please continue the survey on the next page. r i c t u c cc/rm/iHC m c j**/ vcy t/fi h u u r 

For the following statements, pleaie indicate your level of agreement according to the scale below. Circle the appropriate number 
for each statement 
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Strongly Disagree 
1 2 

Neutral 
4 

Strongly Agree 
l" 

90. Performance targets are achievable 
91. The six pay period average provides a sufficient window for determining my incentive earnings.... 
92. The compensation plan fosters unethical behavior by some reps 
93. XXXs send conflicting messages to reps 
94. Using net revenue as the basis for compensation fairly rewards reps' efforts 
95. The pay plan stifles teamwork between divisions 
96. The pay plan compels me to oversell advertisers 
97. New reps have a hard time surv iving under the present pay plan 

98. Relative to what XXX salespeople in other companies receive. XXX's pay plan is fair 
99. I am confident that I could move up in this organization if I so desire 
100. 1 definitely want to remain in a selling position like the one I have now 
101. To advance in this sales organization. I have to sign my life away 
102. My DM encourages reps to think about career pathing 
103. People who arc promoted to DSM or DM achieve that status based on merit 
104. My career is progressing the way I expect it to 
105. I have trouble making budget bccausc of outside responsibilities 
106. I have to alter personal plans and activities because of work-related considerations 
107. If my earnings don't increase soon. I will have to leave XXX 

I ox. I have no qualms about soliciting aid from others 
109. To last in XXX a rep needs to be able to absorb new product information without help 
I U>. It is important for me to perform better than others at my job 
111. Few other reps put in more hours per pay period than I 
112. Reps who succeed do it on their own 
113. 1 often foil as though I push my customers towards a predetermined decision 
114. I enjoy learning about our new products 
115. Nonsalcs groups within XXX delay me in selling our ads 
116. I must often apologize for the misdeeds of other XXX reps 

117. I am always uncertain that I will make budget 
II 8. 1 am 80 pcrccnt confident that 1 can make or exceed budget every pay period 
119 The market-management system used to assign accounts to me is equitable 
120. Concerns about my job preoccupy me during my off time 
121. I have sufficient knowledge to handle most of the situations I face in my sales job 
122. The initial sales training I received at XXX headquarters helped me to solve problems I initially 

encountered on the job 
123. The initial sales training I received at XXX headquarters helped me to manage my time on the job. 
124. The initial sales training I received at XXX headquarters helped me to aid customers in developing 

an advertising plan. 
125. 1 feel emotionally drained when I knock off every day 
126. It is difficult to keep up with all the new products and headings marketing introduces 
127. The DM gives me sufficient time to work books 
128. To succeed in this job, it must be the center of your life 
129. I am able to maintain a balance between work and nonwork activities 
130. J Premise reps only. JI am out of town too much 
131. All in all. I believe that this job is what I expected it would be 
132. Given the pressure to provide constant revenue growth, it is hard to be ethical in this job 
133. 1 often need the assistance of my DSM when making important decisions relating to a sale 
134. I generally make snap decisions 
135. Reps in other divisions use XXX Policy against me. 
136. t find it unpleasant to deal with account management 
137. XXX Policy overwhelms me 

Please continue the survey on the next page. 
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For the following statements, please indicate your level of agreement according to the scale below. Circle the appropriate number 
for each statement 

Strongly Disagree 
"l 2 

Neutral 
4 

Strongly Agree 
6 7 

138. Taking a sales job with XXX was one of my better decisions in life 
139. I think about leaving XXX every day 
140. I cannot see myself working for another company 
Ul. I doubt that I will be with this company six months from now 
142. If things do not change soon, I plan to go to work with another XXX sales force 
143. I regularly rcceive calls from sales headhunters 
144 1 regularly circulate my resume to other employers 
145. XXX has shown a great deal of commitment to me 
146. Once I have established a track record here. I will begin looking for another sales job. 
147. I took this job knowing that I will probably leave in a year or two 
148. I plan to search for another sales job in the near future 

Biodata Items: 

149. 
150. 
151. 
152. 
153. 

Number of months you worked for your previous employer 
Number of months you have been with XXX Sales Corporation 
Number of months of sales experience you had when you took a job with XXX 
How many children under IS live with vou'; 

Percent of your working time that you arc away from home overnight 

154. Arc you married or in a permanent relationship with another adult? {Circle yes or no) 
155. Have you been through XXX training at XXX? (Circle yes or no) I Yes 

„ months 
_ months 
_ months 
„ children 
. percent 

• Yes 
2 - N o 

2 =» No 

Please rank the following aspects of your job in order of their importance to you. Jot the number I next to the most important 
aspect, number 2 by the second most important, and so forth, with 8 being the least important. 

156. 
158. 
160. 
162. 

„ Good compensation 
. Responsive upper management 
„ Enjoyable working environment 
_ Knowing that I help customers 

157. ' A solid competitive company 
159. Job sccunty 
161. Challenge 
163. Prcdictablc incomc 

Please rank the following reasons why sales reps leave XXX. Jot the number I next to what you think is the most important reason, 
number 2 by the second most important, and so forth. 

164. 
166. 
168. 
170. 

, Not making enough money 165. 
„ Conflicts with personal life 167. 
. Not what they cxpcctcd 169. 
„ Conflicts with management 171. 

_ Too much work 
_ Get a better offer 
_ Lack of ability 

Other. 

How important is it for you to receive additional sales training in the following areas. Circle your response for each statement 

Not at all Important 
5 6 

Very Important 

172. Identifying a prospect's needs 
173. Closing the sale 

174. Handling objections 
175. Following up with information the prospect requests 
176. Increasing our business with a customer through new products. 
177 Increasing my knowledge regarding XXX's products 
178. Managing my time. 

This 15 en<i °f the survey. Thank you for your time. If you have any questions regarding this survey, please 
call Jeff Sager at 940/565-3125. Feel free to write any additional comments below or on a separate sheet of paper. 
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