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ABSTRACT 

The primary objective of the study reported here 

was to examine the influence of perceived organizational 

climate on sales force motivation. To achieve this objective, 

a descriptive research was conducted with a random sample 

of one hundred respondents drawn from the pharmaceutical 

industry in Kenya. The data were collected using a 

structured questionnaire. once collected, the data were 

analysed by means of multiple regression and correlation 

techniques with motivational components (that is, valence, 

instrumentality, and expectancy) as the criterion 

variables. The findings from these analyses led to the 

conclusions that: 

a. if motivation construct is 

certain components are more 

split into its components, 

strongly influenced by 

organizational climate variables than others. 

specifically, the results from this study have shown that 

the organizational climate variables in this study bad 

relatively stronger influence on intrinsic instrumentality 

than extrinsic instrumentality. 

b. the influence of 

intrinsic and 

organizational climate variables on 

extrinsic components of salesperson 

expectancy and valence were more or less the same. 



(viv) 

c. most of the organizational climate variables, except job 

importance and task conflict, had significant influence 

on expectancy component of salesperson motivation. 

d. most of the organizational climate variables in this 

study had significant influences on salesperson • s 

motivational components, that is, valence, 

instrumentality, and expectancy. 

e. according to the findings of this study, pharmaceutical 

sales personnel are motivated by challenging jobs, 

jobs with variety, jobs with autonomy, jobs with low 

level of task conflict and role overload, and those 

tasks which they feel are very important to the 

survival or their organization. 

by considerate leadership, the 

They are also motivated 

feeling that their 

organizations are always willing to assist them to 

achieve their personal goals and ambitions, and the fact 

that the management is concerned and aware of their 

individual needs and problems. They are further 

motivated by extrinsic rewards 

organizations, and 

f. this study has also shown 

available in their 

that work group 

characteristics have soma role to play in salesperson's 

motivation. 



CHAPTER ONE 

INTRODUCTION 

Success for almost every industrial firm hinges on 

its ability to develop a strong personal selling 

representation with its customers and prospects. The 

successful firm must not only attract, select, and train the 

sales personnel who have the aptitude and skills to cope with 

the demands of the selling job, it must also develop and 

implement organizational structures and management procedures 

which support, and more importantly, motivate its sales 

personnel. 

The marketing and sales executives have a major 

role to play in helping their organizations to develop a 

strong personal selling representation. In addition, they 

have the sole responsibility of ensuring the continuity and 

the improvement of that strong personal selling 

representation over time. 

One of the marketing and sales executive's job 

would, therefore, be to look for possible strategies and 

tailor them to ensure the development of a strong personal 

selling representation and to ensure that such strategies are 

executed by others. 
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From operational point of view 1 the job is to 

ge t results through the company 1 s sales personnel. The 

performance of the marketing/sales executive, therefore, 

depends upon the composite performance of the individuals 

making up the sales force. Factors that have impact on the 

performance of an individual sales personnel are, therefore, 

of significant interest to marketing and sales executives. 

The question that often arises is: " What causes a 

particular salesperson to achieve a given level of 

performance?" Certainly innate ability is part of the answer. 

No one can achieve more than he or she is capable of 

achieving. Ability has a lot to do with the skills gained 

from experience, education, and training. Such skills 

influence sales personnel performance. 

Assuming that the sales person has the requisite 

skills, abilities and resources needed for satisfactory 

performance, the next question which arises is: "What causes 

the salesperson to expend the necessary effort?" The answer 

here lies on the behavioral construct called Motivation. 

The issue of work motivation has over the years 

been a problem to many business executives. The problem is 

even more acute today when business organizations face stiff 

competition from one another. Every organization - profit or 

nonprofit - just wants to get the best out of its work force 

so as to increase its productivity at least cost. The 
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question still being asked today by many managers is: "How 

can we motivate our employees so as to get the best out of 

them? " 

1.1 Definition of Work Motivation 

It is no exaggeration to say that there have been 

almost as many definitions of motivation offered over the 

years as there have been thinkers who have considered the 

nature of human behavior. That is to say, there have been 

quite a variety of definitions of work motivation. The very 

multiplicity of the views on the nature of motivation and 

human behavior is reflected in the diversity of chapters 

found in a recent anthology compiled by Levine (1975]. This 

anthology and the work of Atkinson ( 1964] , and Cofer and 

Appley ( 1964] offer a thorough treatment of the historical 

and philosophical perspectives which have been offered over 

the years. 

The definition of work motivation offered by Pinder 

[1984] has been adopted and used throughout this study. He 

defines work motivation as follows: 

work motivation is a set of energetic forces 
that originate both within as well as beyond an 
individual's beinq, to initiate work related 
behavior, and to determine its form, direction, 
intensity, and duration (p.B). 
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Within the selling context, motivation then is that 

drive or force either originating from the salesperson 

himself or from his organization that compels him to strive 

to achieve higher productivity above even what is expected 

of him. So the marketing and sales managers are looking for 

that force which will make their sales personnel not only to 

meet their individual sales targets, but also to make each 

of them to achieve far and above the set sales target. 

High productivity in a sales force comes about 

neither naturally nor accidentally. Some sales personnel are, 

in fact, self - starters. As such they need little or no 

external motivation to perform effectively. But they are 

exceptions. The greatest majority of sales personnel require 

additional motivational help from management so as to reach 

and maintain satisfactory performance level (Still et al. 

1981]. 

1.2 Nature of the Sales Job 

There are a number of characteristics of the sales 

personnel's role within an organization which make them very 

important, somewhat unique, and subject to additional 

motivational help (Berhman and Perreault 1984; Still et al. 

1981; Churchill et al. 1974; Albaul and Churchill 1979]. 

First, is the inherent nature of the sales job. 

Although sales jobs vary from company to company, they are 
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alike in certain aspects. To a larger or lesser extent, each 

sales job involves successions of ups and downs, a series of 

experiences resulting in feelings of exhilarations and 

depression. Sales personnel interact with many pleasant and 

courteous clients as well as unpleasant and rude ones, with 

whom it is difficult to deal. They are frequently frustrated 

particularly when aggressive competitors are vying for the 

same accounts and they meet numerous turn downs (Dubinsky and 

Lippit 1979, pp.200/6). 

Furthermore, sales personnel spend most part of 

their time away from home, causing them to miss attractive 

aspects of their families. These conditions cause an 

individual sales person to become discouraged, sometimes to 

achieve low performance level, or even seek non - selling 

positions . 

Second, the role of a sales person is at the very 

basic, a "boundary" one interfacing the firm and its market 

environments. In this context , the sales personnel deal with 

role expectations and demands from persons outside their 

organization - customers - as well as their supervisors and 

other employees in the organization. 

Third, the role of the sales personnel is of 

central importance in determining the success of the 

organization's revenue producing efforts. This means that the 

sales personnel's performance has a direct and immediate 
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an order. Many sales persons require additional motivation to 

maintain continuing enthusiasm for their work and to generate 

renewed interest in it. 

1.3 Statement of the Problem 

Sales force motivation is an increasingly 

important and demanding task on the part of marketing and 

sales managers. For instance, many advertisements in the 

Kenyan media for Marketing and Sales Executive positions 
1 

incorporate "ability to motivate their sales people". The 

question which arises then is : " How can these executives 

influence the design of their organizations so as to provide 

a working climate which motivates their sales personnel?" 

1.4 Objective of the study 

The objective of this study was to examine the 

influence of organizational climate variables on the Kenyan 

Pharmaceutical sales force. This objective was met by testing 

a number of conceptual hypotheses with the data collected 

from a sample of sales personnel in the Pharmaceutical 

Industry in Kenya. 

1. see Daily Nation, March 6,1991, p. VII; Daily Nation, 
March s, 1991, p.23. 
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1.5 X portance of the study 

In the developed countries of the West, 

particularly in Northern America, a lot has been done to 

bridge the gap between theory and practice with respect to 

issues of sales force motivation. In developing countries 

like Kenya the situation has remained unclear for some time 

now. The current study is, therefore, justified by the need 

to provide the Marketing and Sales executives in the 

Pharmaceutical industry, and indeed in other industries with 

some material which is relevant to the local work 

environment. 

The findings of this study are particularly 

useful to Marketing and Sales managers, because they have 

several important and potentially useful implications for 

practice. 

Secondly, this study is expected to stimulate 

further academic research in the area of sales force 

motivation in particular and sales force management in 

general. 
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impact on the success or failure of occupants of many 

positions in the organization, as well as the success or 

failure of the whole organization. Consequently, everyone in 

the organization is interested in influencing the behavior of 

the sales personnel, particularly toward greater 

productivity. 

Fourth, the sales personnel more often than not 

perform some creative and innovative activities. In most 

cases they encounter new and unusual demands with no set 

standard operating procedures for guidance. There is, 

therefore, the need to motivate them to continue being 

creative in their selling activities (Kotler 1988]. 

Lastly, is the tendency toward apathy. Most sales 

personnel have a tendency to become apathetic. Those who, 

year after year, cover same territory and virtually same 

customers, tend to lose interest and enthusiasm. Gradually, 

their sales calls degenerate into routine order taking 

(Still et al. 1981; p.407]. Their approach to customers 

typically become: "Do you need anything today Dave?" They 

fail to recognize that friendship with customers does not 

obviate the necessity for creative selling and that most 

customers do not sell themselves on new products and 

applications . The customer's response is, as often as not: 

"Nothing today Joe". Later a competing sales person calls on 

the same account, uses effective sales techniques, and gets 
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1.6 Research setting 

This survey was done in the Pharmaceutical Industry 

in Kenya. Considerations were made only to the pharmacuetical 

manufacturing firms. Wholesale and retai 1 firms were 

therefore excluded from the study. 

Pharmaceutical products fall into three broad 

categories. First, are the ethical products. These are 

basically new products which have to be prescribed only by a 

medical doctor. Since they are new, the details of their 

effectiveness must first be marketed to the medical doctors 

before they are marketed to the ordinary consumers. Major 

marketing efforts are geared toward specialists in the 

medical profession. The aim is to build the specialists' 

confidence in the new product and to get their approval and 

recommendation. The doctors would them recommend the new 

product to the ordinary consumers. At least in the Kenyan 

scene, building full doctors' confidence on a new 

pharmaceutical product takes an average of three to five 

years . However, this can be less or more depending on the 
2 

product in question. 

2. Personal interviews with Marketing and Sales managers of 
firms in the current sample. 
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The second category are the Over the Counter 

[O.T .C ] products. They are also called Consumer Health care 

Products [C .H.P ] . As ethical products gain acceptance in the 

market, they become common and familiar to the ordinary 

consumers . They can be purchased even without the doctor's 

prescriptions. They become O.T.C (C .H.P ] products. 

For O.T.C products, marketing activities are 

directed both to the ordinary consumers and the medical 

professionals. Their distribution become unrestricted by both 

the manufacturer and the government authorities. Examples of 

O.T.C products common in the Kenyan market are Panadol, 

Dawanol, Malariaquine, Comaquine, Cofta, Breacol, Hedex, 

Vicks, Sloans Liniment, Salamia Liniment, Andrews Liver Salt, 

etc. 

The third category are those products which can not 

be sold to the ordinary consumer without a qualified medical 

doctor's prescription. These products are considered very 

dangerous if taken without a qualified medical doctor's 

recommendation. Most marketing activities for this category 

of products are wholly directed toward the medical 

professionals. 

10 



CHAPTER TWO 

LITERATURE REVIEW 

2.0 Introduction 

In this chapter a review of the literature on the 

theories of motivation in general is first presented. This 

is then followed by a review of the literature on specific 

i ssues of sales force motivation in particular. 

Subsequently, conceptual hypotheses which are tested in 

subsequent chapters are presented. 

2.1 THEORIES OF MOTIVATION 

There are a number of competing theories of motivation. 

They are broadly categorized into two: content and process 

theories . They are summarized in Figure 1. A brief review of 

these theories follows. 

2.2 CONTENT THEORIES OF MOTIVATION 

The content theories focus on the question, " What 

causes people to act the way they do?" (Pinder 1984). These 

theories include need, incentive, and perceptual theories. 

It is important to distinguish between needs, 
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1.6 Organization of Subsequent Materials 

The research project reported here is organized 

into five chapters. The material presented so far is the 

introduction which is Chapter One . This is followed by a 

literature review in Chapter Two. Chapter Three is the 

research design and data collection method. Data analyses and 

findings are presented in Chapter Four. Last, Chapter Five 

contains summary and conclusions, managerial implications of 

the study, limitations of the study and directions for 

future research. 

11 



i nc entive, and perceptions. Needs are internal causes of behavior 

tha t energize, direct, and sustain behavior. Incentives are 

Figure 1: Typology of Motivation Theories 

I 

Content Need Theory 
Incentive Theory 

Theories Perceptual Theor' 

Motivation 
Theories 

. Process Reinforcement The 
Equity Theory 

Theories Expectancy Theory 
Porter -Lawler-M 

source: Adapted from Chung, H.K. (1987], Management: Critical sue~ 
Factors, Newton = Allyn and Bacon, p.330. 

external causes of behavior which induce an individual to act. 

Perceptions , on the other hand, are internalized mechanisms that 

i nterpret meanings of the needs and incentives [Chung 1987]. 

Following is a brief discussion of the need, incentive 

and perceptual theories of motivation. 
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2.2.1 Maslow's Need Hierarchy Theory 

Maslow's theory suggests that human beings have five 

needs which can be arranged in a hierarchical order of 

importance: 1. biological, 2. security, 3. social, 4. self -

esteem, and 5. self - actualization. 

According to Maslow, lower order needs are the basic to 

human survival and must be satisfied first before higher order 

needs emerge to motivate behavior. Second, he argued that a 

satisfied need ceases to motivate . Third, he argued that with 

respect to lower needs, their satisfaction reduces their 

significance as motivators while the satisfaction of higher order 

needs does not diminish their importance as motivators [Pinder 

1984] . 

A major weakness of this theory cited severally in the 

literature is one which perhaps, Maslow never anticipated. 

Maslow's hierarchy is really a classification scheme of needs -

not an all encompassing list of human needs. 

2.2 .2Alderfer's ERG Theory 

Alderfer's ERG theory is quite related to Maslow's 

theory. Alderfer classified human needs into three: Existence 

(E) , Relatedness {R), and Growth (G) . The E needs include 
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biological and security needs that must be satisfied first for 

human survival . The R needs are those which can be satisfied by 

interacting with others and include affection, love, and 

affiliation. The G needs, on the other hand, are associated with 

personal and professional growth, competence, autonomy, 

competence, and achievement. 

According to this theory once the E needs are 

satisfied, the R and G needs can emerge as motivators of human 

behavior either simultaneously or independently. 

2.2.3 Herzberg's Two Factor Theory 

Among the incentive theories is the Herzberg's two 

factor theory. The incentive theories provide some insights of 

how management can devise motivational programs that can yield 

need satisfaction and work motivation simultaneously [Koontz et 

al. 1988). 

Herzberg's two factor theory divides job related 

factors (incentives) into two classes: motivators and hygiene 

factors. Motivators are factors causing satisfaction. These 

factors include the job itself, achievement, recognition, 

responsibility, and growth opportunities. Herzberg called them 

satisfiers. They are derived from the job and are capable of 

sat isfying growth needs [Koontz et al. 1988; DuBrin 1978]. 

Hygiene factors, on the other hand, are supervision, 

company policies, working conditions, coworkers, job security and 
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pay. They are extrinsic to the job and are concerned with 

satisfying existence and related needs. According to Herzberg, 

when hygiene factors are inadequate, workers express 

dissa t i sfaction. But when they are adequate, neither job 

satisfaction nor work motivation results (DuBrin 1978]. 

A major criticism of the theory is that it appears to 

apply only to professionals and not to the general population. 

Another criticism emanating from empirical studies is that 

dissatisfiers can be motivational if they are contingent on 

performance [Chung 1987]. 

2.2.4 Perceptual Theory 

Perception is the process by which people see 

themselves and things around them, and attach particular meanings 

to them (Hellriegel and Slocum 1979, p.143). People usually 

behave differently since they perceive similar things or 

situations differently and attach different meanings to such 

similar things or situations. This is why people with more - or 

less similar needs and wants and are subjected to same 

organizational climate behave differently. 

Three factors have been identified as having relevance 

in explaining the perceptual theory of motivation. These factors 

are: (1) self concept, (2) role perception, and (3) 

personality [Chung 1987]. 

Self - concept relates to the way one perceives himself 
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or herself. It is the frame of reference one uses to perceive 

object s and situations. The concept of self has two implications 

for understanding work motivation [Pinder 1984; Hellriegel and 

Slocum 1979; Koontz et al. 1988; Chung 1987 ] . 

First, it influences one's level of aspiration. If an 

employee perceives himself or herself as competent in hisjher 

j ob, i t has been observed that befshe will set and strive to 

achieve higher goals, otherwise he/she will set and strive to 

achieve lower goals. 

Second, one's perception of his own competence 

gra dua l ly becomes a sort of self - fulfilling prophecy. It has 

been observed that he who believes in himself ventures out and 

t r i es to conquer his own environment, and gradually gains 

competence [Chung 1987]. 

Role perception relates to the manner in which a person 

defi nes his or her job. It refers to those activities which a 

per s on believes are significant to perform the task at hand. An 

emp l oyee who believes he is expected to perform highly attempts 

to d o his best. 

Last, personality is a set of psychological traits a 

person possesses. One's personality has been observed to affect 

the way he perceives objects and situations around his 

environment (Kotler 1988, p.l78). Specifically, personality has 

bee n observed to affect one's attitude toward his job, coworkers, 

employer, company policies and the outlook of life in general 

[Chung 1987 ) . 
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Attitudes have been observed to influence motivation in 

several ways. First, attitudes influence level of aspiration. 

Second, attitude toward one's job determines the level of job 

involvement [Johnston et al. 1990, p.334]. Third, one's attitude 

t oward coworkers determines to a larger extent the degree of 

involvement in group activities. 

These three perceptual determinants discussed so far 

i nfluence every aspect of human behavior and hence motivation. 

Their influences are examined fully when the process theories of 

motivation are discussed later in the text. 

In summary content theories are concerned primarily 

wi th identifying factors which cause behavior: needs, 

incentives, and perceptions. 

The major strength of these theories is that they try 

to identify causes of behavior of people. But their major 

l i mitation is that they fail to explain the process by which 

p eople make motivational decisions and how motivated behavior 

relates to employees satisfaction and job performance. The 

p r ocess theories discussed below address these issues. 
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2 . 3 PROCESS THEORIES OF MOTIVATION 

The process theories attempt to explain and describe 

how huma n behavior is energized, directed, sustained and stopped 

[Pinder 1984 ] . Following is a review of these theories of 

mot ivat i on in some detail. 

2.3.1 Equity Theory 

According to equity theory, employees evaluate their 

performance and rewards (outcomes) 

p eop l e in the same job situation 

in comparison with other 

(the comparison persons) . 

According to this theory, people are motivated to maintain a 

sense of equity on their jobs. This is determined by comparing 

the i r own outcome - input ratio with those of others in the same 

job situation (DuBrin 1978). 

Input are what people contribute to the organization 

such as job skills, education, time, effort, and performance. 

Outcomes, on the other hand, are the things which people receive 

fr o m their organization and include such things like job 

security, pay, praise, job challenge, and task performance. 

An employee whose outcome - input ratio is equal to 

thos e of the comparison persons perceives the reward system as 

equit a ble and will feel satisfied. If his ratio is smaller or 

larg e r than those of the others, he will experience some level of 

disequil i brium. He will, therefore, be motivated to adjust his 

19 



level of outcomes and/or inputs to correct the sense of inequity 

or dissatisfaction experienced. 

2.3.2 Reinforcement Theory 

Reinforcement theory is based on the law of effect. 

This law states that a rewarded behavior will be repeated while 

an unrewarded behavior will be discontinued [DuBrin 1978). 

Re i nforcement is the process whereby external stimuli produce 

and maintain a behavior. 

According to the reinforcement theory, if a manager 

wants to influence the behavior of his subordinates, then he or 

she must learn to manipulate two behavioral consequences: reward 

and/or punishment [Pinder 1984]. Good behavior should be 

rewarded immediately to encourage it. Bad behavior should be 

discouraged by not rewarding it or perhaps by punishment [DuBrin 

1978] . 

The process by which a person influences the behavior 

of others is called operant conditioning (Chung 1987]. The 

behavior that produces a desirable consequence or outcome is 

called operant behavior. The outcome that follows an operant 

behavior is called a reinforcer. 

Four types of reinforcement strategies have been 

identified. These are positive reinforcement, negative 

reinforcement, punishment and extinction [DuBrin 1978]. The first 
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two s trategies are used to promote desirable behaviors, while the 

l atter two are used to discourage undesirable behaviors. 

Pos i t i ve reinforcement, also referred to as behavior 

modific a tion, involves givi ng a reward after a desired behavior 

is per f ormed. Negative reinforcement involves removing an 

unpleas a nt consequence or punishment after a desired behavior is 

performed. It has been observed that when the removal of 

punishment is made contingent upon a desired behavior, this 

strategy can increase the frequency of that desired behavior 

[ DuBrin 1978). 

Punishment strategy involves presenting an unpleasant 

conse quence after an undesirable behavior is performed. Because 

of its painful nature, people tend to avoid punishment. 

Extinction refers to an absence of reinforcement. It occurs when 

a behavior is followed by a neutral response or when a positive 

reinforcement is withdrawn. The assumption here is that since the 

behavior is not rewarded, it will be discouraged (Chung 1987). 

2.3.3 Expectancy Theory 

Expectancy theory can be traced back to the work of 

Professor Victor H. Vroom. He wrote a book in 1964 where he 

post ulated what he called the expectancy theory of motivation. 

The t heory explains the process by which people make 

motivat i onal choi ces. It shows a system of cognitive variables 

Whi c h reflect individual differences in work motivation. The 
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theory maintains that people usually have several alternative 

behaviors from which to select. They choose one based on their 

expe c tations about the alternatives. Choice, therefore, is one of 

the important variables of the model [Obado 1990). 

The other three basic components of the model are: 

expectancy, instrumentality, and valence. According to this 

theory, people make motivational choices based on how they 

evaluate {1) the chance of getting the job done (expectancy}, (2) 

the relationship between performance and reward 

(instrumentality), and (3} the value of reward (valence} [Chung 

1987). Motivation is said to be a multiplicative function of 

expectancy, instrumentality, and valence. Following is a brief 

discussion of each of the motivational components. 

2.3.3.1 Expectancy 

This concept focuses on the relationship between effort 

and performance. Expectancy is the strength of the belief that a 

particular behavior will be followed by a particular outcome 

[Vroom 1964; Pinder 1984]. For example, the salesperson's 

subjective estimate of the probability that expending a given 

amount of effort on a particular task ( i} will lead to an 

improved level of performance of some performance dimension (j). 

When a sales person meets a task, he asks: "If I try, can I 

accomplish it?" If the answer is affirmative, he or she is likely 

to be motivated to undertake the task, otherwise he or she will 

be discouraged. 
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2.3.3.2 Instrumentality 

Instrumentality refers to the perceived relationship 

between performance level and reward. It is basically the 

relationship between outcomes. Vroom ( 1964) suggests that 

instrumentality should be considered as a probability belief 

linking one outcome (performance level) to other outcomes. It 

ranges from +1. 0 (meaning that attainment of the second level 

outcome is certain if the first level outcome is achieved), 

through Zero (meaning that there is no likely relationship 

between the attainment of first level outcome and the attainment 

of the second) , to -1.0 (meaning that the attainment of the 

second level outcome is certainly without the first and that it 

is impossible with it). 

Given a task, an employee would ask: "Will I be 

rewarded if I perform this task well?" If the answer here is 

affirmative, he will be motivated to increase his level of 

performance, otherwise he will not be motivated. It has been 

suggested that instrumentality can be improved by matching 

rewards in an organization to performance 

1984; Chung 1987). 

2.3.3.3 Valence 

[Vroom 1964; Pinder 

The concept of valence focuses on the relationship 

between employee needs and rewards. It is actually a measure of 

individual's feelings about a particular outcome vis - a - vis 
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his needs [ Vroom 1964; Pinder 1984). Vroom ( 1964] uses the term 

valence to refer to the affective or emotional orientations 

people hold with regard to outcomes. Valence can be positive or 

negative . An outcome is said to be positively valent for a 

pers on i f he or she would prefer having to not having it. For 

example, one would say promotion is positively valent to a sales 

person who would prefer to be promoted to not being promoted . 

Likewi se, one would say that an outcome which a sales person 

would prefer to avoid has negative valence for him or her. 

Fatigue, stress, and layoffs are examples of outcomes that are 

usually negatively valent among employees. 

In summary, according to Vroom (1964), motivation is a 

monotonically increasing function of the algebraic sum of the 

products of the valences of all outcomes, and the strength of the 

person's expectancies that the act will be followed by the 

attainment of these outcomes (Vroom 1964, p.18} . Symbolically 

then: 

(1} 

Where: 

n 
M = f [ ~ 

i k=l 
E * V ] 
ik k 

M = the motivation to perform an act, 

E = the strength of the expectancy/belief that act 
ik i will be followed by outcome k, 

V = the valence/importance of outcome k, and 
k 

n = the number of outcomes. 
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2.3 .4 Porter - Lawler Integrative Model 

The Porter Lawler model is an 

motivational model incorporating all the other 

integrative 

theories of 

motivation. This model can be summarized as shown in Figure 2. 

The expectancy theory component of the model explains 

why people are motivated; the performance component explains how 

abilities and perceptions interact with motivational effort to 

determine the level of performance, and the equity theory 

component explains how performance is related to reward and 

satisfaction. 
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A brief discussion of the components of this model will 

s uffice. Porter and Lawler start with a simple assumption that 

motivation does not equal satisfaction or performance. 

Motivation, satisfaction, and performance are distinct concepts 

t hat relate in different ways. They argue that satisfaction, 

r ather than being a cause, is an effect of performance. 

Di fferential performance determines rewards that, in turn, 

produce variations in employee satisfaction. Following then is a 

br ief discussion of the components of Porter - Lawler model. 

Valence of Reward [(box 11 is similar to Vroom's valence measure. 

That is, various rewards a person might hope to get (e.g. 

p r omotion, merit salary increase, etc.) from the job can be 

desired in different amounts. 

Perceived Effort Reward [box 21 refers to a person's expectations 

that given amounts of reward depend upon given amounts of effort. 

Effort [box 3) refers to the amount of energy a person exerts in 

a ny situation. The amount of effort depends upon the interaction 

between value of reward and the perceived effort - reward chance. 

Ef fort thus refers to energy expended to perform a task. It is 

s i milar to Vroom's use of the term motivation. 

Abilities and Traits [box 4] refer to a person's characteristics 

(e .g. intellectual capacity, manual skills, personality) that can 

a f fect the ability to perform. They are in some cases independent 
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of situation. 

Role Perceptions [box 5) refer to the kind of activities that 

people believe they should perform if they wanted to perform a 

job successfully . According to Porter and Lawler, effort 

(motivation) does not directly lead to performance, but is 

mediated by individual abilities and role perceptions. 

Performance [box 6) - the combination of value of rewards and 

perceived effort reward form expectations about performance. 

Performance comes after effort (motivation) has been exerted. 

Rewards [boxes 7A & 7B] are desirable outcomes. Initially Porter 

and Lawler included only a single reward variable. But empirical 

studies have shown that this category should be divided into 

intrinsic reward [box 7A] and extrinsic reward (box 7B]. 

Perceived Equitable Rewards [box 8] are the amount of subjective 

rewards that people feel they should receive as a result of a 

given level of performance. 

Satisfaction [box 9] is an attitude, a person's internal state. 

To the extent that actual rewards exceed perceived equitable 

rewards [box 8) the person is satisfied. 

This model is at least important for two reasons. 

First, it indicates that employee satisfaction is only partially 
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determined by the actual rewards (intrinsic and extrinsic). 

Satisfaction also depends on what people feel the organization 

should reward them for a given level of performance. Second, the 

model recognizes that satisfaction is more dependent upon 

performance than performance is on satisfaction. Only through a 

fee dback loop (to value of reward) will satisfaction affect 

performance . 

The major limitation of this model relates to its 

complexity, although it is a very realistic motivational model 

that encompasses other motivational models 

2.4 SALESPERSON MOTIVATION 

Recent studies in sales management assert that sales 

force motivation should be viewed as a process rather than as an 

aggregate concept, where several attitudinal components interact 

to form an individual salesperson's motivation [ Tyagi 1982; 

Teas 1981; Churchill et al. 1979; Oliver 1979,1974,1973; Walker 

et al. 1977]. The traditional view was that sales force 

motivation was an aggregate concept. This led to the 

"conventional wisdom" which maintained that financial incentives 

were the key factors in influencing salesperson motivation. This 

"conventional wisdom" was perhaps influenced by the works of 

content theorists like McClelland (1975] ; Litwin and Stinger 

[1968] . 
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According to the "conventional wisdom" approach, the 

issue of motivating people was very simple. Just give and keep 

giving them more money and then expect the employees to work hard 

and even harder. The success of this approach to employee 

motivation has been questioned from both empirical and practical 

view points . 

From the empirical stand point, opponents of this 

school of thought have questioned the manner in which studies 

wh ich led to the conventional wisdom were conducted. With 

respect to sales force motivation, the conclusions were based on 

what marketing and sales managers thought or perceived would 

motivate their sales force and not what the sales people 

did believe motivate them (Churchill et al. 1976; Teas 1981; 

Tyagi 1982] . 

From the practical stand point, the wisdom of the 

tradi tional approach to employee motivation has been questioned 

by practicing managers who have tried the approach and found it 

not working out considerably well across the board. They have 

found very mixed results among d'fferent categories of employees 

i n the same job situation. Some have even mentioned negative 

results when financial incentives are used alone. 

30 



2.4.1 The Salesperson Motivation Model 

The recent view that sales force motivation be seen as 

a process (rather than as an aggregate concept) is based on the 

logic of the expectancy theory which has been discussed in the 

text . 

Many sales force motivation researchers have commonly 

ag reed on the cognitive process in which a salesperson 

undergoes when he or she encounters a selling task. The consensus 

again is that a salesperson has several alternative behaviors 

from which to select. Given a task he will undergo a process 

which involves an evaluation of three issues. First, the chances 

of getting the job done well (expectancy), i.e., he will ask: 

"Can I do this job well?" If the answer is affirmative, then he 

evaluates the chances of being rewarded for a job well done, 

i.e., he will ask: "Will I be rewarded if I do this job well?" 

(instrumentality) . 

Third, he will evaluate whether the reward to be given 

is contingent to his current needs (valence). 

Because this school is based on the logic of 

expectancy theory of motivation, it is, therefore, necessary to 

discuss this theory of motivation and its development over time 

in some detail. 

The original 

expectancy model is as 

symbolic conceptualization of the 

given in equation (1). However, in its 
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widely discussed version, two levels of outcomes are considered. 

The first - level outcomes include things like job performance, 

etc. The second - level outcomes are those expected to result 

from first - level outcomes, and include things like monetary 

rewards, promotion, and recognition. The resulting model is 

expressed symbolically as follows (Tyagi 1982, p.241; Teas 1981, 

p.215): 

(2) 
n 

M = f[ E * ~ ( V * 
k=l k 

I ) ] 
jk 

Where: 

M = salesperson's motivation, 

j = the performance level, 

k =the outcome as a result of performance level j, 

n = total number of outcomes, 

E = the salesperson's subjective estimate that his/her 
j efforts will lead to performance level j, 

I = the instrumentality of the performance level j 
jk required for the second - outcome k, and 

V = the valence of the second level outcome k. 

A further delineation of the components of the 

expectancy model involves the distinction between intrinsic and 

extrinsic outcomes. Accordingly, the valence and instrumentality 

components of an individual's motivation are further dichotomized 
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on the basis of an intrinsic versus extrinsic. Intrinsic outcomes 

are internally induced, that is, the individual rewards himself 

or herself. They involve such outcomes as feelings of 

a ccomplishment, self - competence, and personal growth. 

Extrinsic outcomes (rewards) are part of the job 

s ituation and are given by others. They are externally mediated 

and include things like promotion, financial incentives, 

compensation packages, etc. (Pinder 1984]. 

The resulting model incorporating intrinsic and 

extrinsic outcomes is as follows (Tyagi 1982, p.242]. 

(3) M = 
ni 

f[E*{(~V * 
j k=1 ki 

I ) 
jki 

ne 
+ (~ v * I ) } ] 

k=1 ke jke 

All the symbols in equation 3 are the same as in 

equation 2 except that subscripts "i" and "e" signify the 

variables corresponding to intrinsic and extrinsic outcomes 

respectively. 

A further justification for the expectancy theory as a 

more meaningful motivational model with respect to sales 

personnel, is based on the conclusions of Campbell and his 

associates. According to Campbell et al. ( 1970] , among the 

theories of motivation discussed so far, many researchers in 

industrial psychology and other disciplines have regarded 
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expectancy theory as particularly meaningful. They argue that it 

is meaningful in the sense that it is able to explain the 

cognitive processes by which behavior is initiated , how it is 

d i rected, how it is sustained, and how it is stopped. In 

addition, the theory explains the cognitive process by which 

people make motivational choices in a much simpler way than would 

the more complex Porter - Lawler integrative motivational model 

[Tyagi 1982, p.241; Teas 1981, p.209). 

Many researchers have pointed out that the other 

theories, particularly the content theories, simply identify the 

variables which influence behavior but not the processes by which 

they do it [Tyagi 1982; Oliver 1973,1974]. Because of this, 

expectancy theory of motivation is regarded as more appealing 

because of its pragmatic usefulness in predicting work motivation 

both in selling and non selling situations. 

The current study has used expectancy model of 

motivation to examine the influence of organizational climate on 

salesperson motivation . Porter - Lawler integrative motivational 

model was not used simply because of its complexity. As far 

as the current researcher knows, no empirical studies, 

especially on sales force motivation, have used the Porter -

Lawler model. 
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In the literature of marketing, sales management, 

organizational psychology and other related disciplines, sales 

person motivation to expend effort on his job is usually 

viewed as a function of one or more predictor variables which 

are often referred to as antecedents of salesperson's motivation. 

The t hree sets of antecedents so far identified in the literature 

are shown in Figure 1. There is need to discuss them in some 

detail in the following section. 

2.5 Salesperson Motivational Antecedents 

Three sets of sales force motivational antecedents have 

been i dentified in the literature as shown in Figure 1. This 

means that a sales person's motivation is influenced by his 

perceived organizational climate, his perceived marketing 

e nvironment and his own personal traits. The current study 

recognizes the other two sets of motivational antecedents but 

because of time limitation, the researcher has only examined the 

influence of perceived organizational climate on the Kenya's 

Pharmaceutical sales force motivation. 

35 



Figure 3: A Paradigm of Antecedents of Salesperson Motivation 

Antec edents (Predictors 
Variables Determining Sales­
person Motivation) 

A: Organizational Climate: 

1. Job characteristics 
2. Leadership characteristics 
3. Organizational characteristics 
4. Work group characteristics 

B: Personal Characteristics: 

1. Locus of control 
2. Self esteem 
3. Self perceived ability 
4. Experience/ Tenure 

C: Marketing Environment Characteristics: 

1. Economic conditions 
2. Strength of competition 
3. Sales territory potential 
4. Restrictions of product 

availability 

Dependent 
Variable to b 
Explained 

SALES PERSON 

MOTIVATION 

Source: Obado,O.P.[l991] , "Sales Force Motivation: A Literature Rev 
Unpublished Independent Paper, Department of Business Administratio 

Faculty of commerce, University of Nairobi, [January], p.25. 
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2.6 Organizational Climate 

Organizational climate is in a sense the personality of 

the organization and includes relatively constant variables in a 

work environment (Steers and Porter 1979,p.348] . It is created 

as a result of several forces including employee past 

experiences, constraints imposed by the formal organizational 

system, and the nature of the tasks required of employees, among 

others. 

The common view among researchers is that 

organizational climate should be conceptualized as a set of 

global perceptions held in the minds of individuals about their 

objective organizationa 1 situations and interrelationships 

between them (Tyagi 1982,p.240]. 

Schneider and Bartlett (1968] have suggested that what 

is psychologically important to the individual must be how he 

perceives his work environment, not how others might choose to 

describe it. Therefore, a definition of organizational climate 

provided by Tyagi (1982] is much more appropriate for the 

current study. He defines organizational climate as follows: 
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Table l:A Summary of Organizational Climate Variables Under Study 

VARIABLE 

1 . J ob 1mportance 

2 . J ob challenge and 
variety 

3 . Job Autonomy 

4 . Task conflict 

5 . Role overload 

6 . Leadership 
consideration 

7 . Organizational 
identification 

8 . Participation 

9 . Management concern 
and awareness 

10. Group emotional 
support 

11. Group 
cohesiveness 

DESCRIPTION 

The extent to wh1ch the salesperson 
feels the job makes meaningful contributio~ 
to the organization. 

The extent to which 
person a chance to 
abilities, and calls 
in a wide range of 

a job gives the sa~ 
use his skills and 

for individual to enga~ 
behaviors. 

The degree to which the salesperson feels 
job provides substantial freedom,independenc~ 

and discretion to him in scheduling the 
work and in determining the procedures 
use in carrying it o t. 

The presence of pressures for conflicting 
mutually exclusive behaviors. 

The extent to which time, manpower, trainin~ 
or resources are inadequate to complete 
assigned tasks. 

The degree to which salespersons feel the 
ideas and opinions are sought by the 
supervisor and taken into consideration 
designing jobs which affect their performan~ 

The degree to which a salesperson feels to 
organization provides a vehicle fc~ 
development and accomplishment of person 
skills, goals and rewards. 

The degree to which a salesperson is ab~ 
to influence organizational decision mak~ 
about the job. 

The extent to which management attempts to 
assess and respond to its sales force's ne~ 
and problems. 

The degree to which the salesperson feels h~ 
fellow sales people provide him with emotion 

support that is necessary for satisfactory 
performance in the selling job. 

The degree to which the salesperson perceiv~ 
sales group members as sharing strong mut.: 
attraction toward one another. 
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2 . 7 RELATIO SHI PS BETWEEN ORGANI ZATIONAL CLIMATE VARIABLES 

AND MOTIVATI ON 

This section reviews the relationships between 

organ izati onal climate antecedents and motivational components. 

Empirical studies trying to clarify organizational 

clima te - instrumentality and organizational climate - expectancy 

r elat ionships are many. Most of them have attempted to pinpoint 

prec ise directions of how specific organizational climate 

var iab les impact employee's expectancy and instrumentality 

c omponents of individual's motivation. For example, leadership 

s tudi e s have shown that leadership consideration increases 

i nt r insic and extrinsic instrumentalities in several job 

situations (Tyagi 1982; Teas 1981; Sims et al. 1976; Evans 1971]. 

Organizational characteristic studies have also shown 

that management initiation of structure is positively related to 

empl o yees' instrumentality and expectancy estimates, while 

manag ement concern and awareness are positively related to 

inst rumentality beliefs and intrinsic motivation (Tyagi 1982; 

Teas 1981; L itwin and stinger 1968; Steers and Rhodes 1979]. 

S i mi l arly, job characteristic related studies have 

shown that perceived job dimensions: job challenge and variety, 

and job importance - have positive influences on employee's 

expectancy, instrumentality, and intrinsic motivation dichotomy 

[Tyag i 1982; Teas 1981; Hackman and Lawler 1971; Porter and Lawler 
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1968] . 

However, very 

theoretically about the 

little is known, both empirically and 

linkage between organizational climate 

variabl es and valences of outcomes. While some researchers are 

completely silent on the possible relationships (Teas 1981], 

others have only suggested from a theoretical standpoint, 

possible relationships between valence and organizational climate 

vari ables such as job characteristics (Mitchel 1974], and 

leadership behavior (House 1971]. 

House (1971] has, for example, suggested that when the 

subordinates perceive their supervisor as being sensitive to 

their needs, desires and problems, they will place high value on 

his judgement. They will ultimately perceive outcomes initiated 

by the supervisor as highly desirable. 

Many researchers have avoided proposing any 

relationships. Only Tyagi ( 1982), in an attempt to assess the 

magnitude of empirical linkages between organizational climate 

and valence, has come up with promising results which may form a 

theoretical basis for the linkages. He examined the analysis 

results of his study on a post hoc basis and found that two 

variables - organizational identification and management concern 

and awareness for sales persons' needs and problems - do affect 

the valence they attach to internally induced (intrinsic) 

outcomes associated with the job situation. These findings have 

formed the basis for the hypotheses about organizational climate 
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- valence linkages which have been tested in the current study. 

Following then is a discussion of relationships 

between organizational climate variables and salesperson 

motivational components. 

2.7.1 Relationship Between Job Importance and Motivation 

If an employee feels that the results of his work 

may have significant effects on the well-being of other people 

or the organization as a whole, his perception of meaningfulness 

of the work will be facilitated [Tyagi 1982; Teas 1981; Staw 

1977; Hackman and Lawler 1971). For instance, people who work 

inside a country's radar station and are assigned the task of 

guarding against in coming enemy war planes and missiles are much 

mor e likely to perceive their work as more meaningful than 

workers who guard the entrance to the same station - even though 

the skills involved may be somewhat comparable. Within the 

selling environment, if a salesperson feels that getting certain 

key customers will assist his company in defeating competition, 

he will be motivated to expend more effort toward that direction. 
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2.7.2 Relationship Between Job Challenge and Variety, and 

Motivation 

People who engage in activities that challenge or 

stretch their skills, imaginations and abilities often almost 

invariably consider such tasks as meaningful and motivating. In 

a selling context, if a job draws on several skills of a sales 

person, he may find the job to be of very high personal meaning 

even though it is not of great significance in any absolute 

sense [Tyagi 1982]. Should a sales job provide challenge and 

variety , it is likely to facilitate the salesperson's belief that 

successful performance will result in the attainment of intrinsic 

outcomes such as respect from coworkers, feeling of 

accomplishment, etc. This is because these outcomes are 

invariably inherent in the accomplishment of challenging tasks 

[Tyag i 1982; Teas 1981; Hackman and Lawler 1971], Such beliefs 

will, as a matter of fact, induce the salesperson to expend more 

e ffort to accomplish challenging tasks. 

2.7 .3 Relationship Between Job Autonomy and Motivation 

People who are in positions or jobs which provide 

substantial freedom, independence and discretion in scheduling 

t he work and in determining the specific procedures to be used in 
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e xecuti ng them believe that job performance is intrinsically 

rewar ding and may feel good performance in the assigned tasks 

will lead to direct reward from the organization (Teas 1981 ] . In 

a sales situation, if the sales job provides the salesperson with 

s ubsta nt i al autonomy, then he will perceive good job 

performance as intrinsically rewarding and that good performance 

will lead to d i rect reward from the company. 

2.7 .4 Rel ationship Between Task conflict and Motivation 

Task or role conflict arises when an employee believes 

t hat the task demands of two or more of his task partners are 

inc ompatible and are mutually exclusive, i.e., he can not 

possibly satisfy them simultaneously (Walker et al. 1977]. In a 

s ales context, a salesperson may meet conflicting situations or 

mutua lly exclusive expectat i ons. Two examples will explain this 

point. First, a salesperson may be working under the supervision 

of s everal people such as the marketing manager, the sales 

manager , the customer service manager, the training manager, and 

the account manager. Each may demand different sets of behaviors 

from the same salesperson. The second exampl e is a case where a 

key c u stomer demands delivery schedul es or credit terms that 

the s alesperson invariably believes will be unacceptable to his 

supervisor s. 
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Under such conf 1 icting demands the salesperson's 

expectancy and instrumentalities relating to the job performance 

and the outcomes are likely to be lowered [Berhman and Perreault 

1984 ; Walker et al. 1977; James et al. 1977]. This is because the 

s alesperson will feel less certain that his/her performance will 

satisfy the expectations of all parties involved. And in the 

case where he is under several supervisors, he will be skeptical 

about being able to obtain various extrinsic job rewards 

mediated by these executives. 

The above arguments have been supported theoretically 

by authors who focus on stress and conflict management ( DuBrin 

1978, p . 352]. Inconsistent role expectations cause individuals to 

experience " role based tension" which leads to 

dissatisfaction and low levels of individual motivation. 

2.7.5 Relationship Between Role Overload and Motivation 

Role overload occurs when a person is required to 

perform at higher than normally expected but he is not provided 

with adequate resources, skills, and time. An employee is 

unlikely to feel that his efforts will lead to good performance 

if time, manpower, and training to complete assigned tasks and 

responsibilities are insufficient (Tyagi 1982; walker et al. 
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19 77; James et al. 1977]. If an employee has inadequate 

resources, time and skills, then it is expected in normal 

circumstances that his performance will be low. 

Tyagi [ 1982] has argued that the stress due to an 

overload situation is likely to lower an employee's intrinsic 

instrumentality, because in such a (stressful) climate he will 

not feel his performance as leading to such intrinsic outcomes 

as interesting work would. 

2.7.6 Relationship Between Leadership Consideration, Employee 

Participation, and Motivation 

A considerate leader or supervisor seeks and takes into 

account employees' ideas and opinions in designing jobs which 

affect their performance. He will, therefore, seek employee 

participation in designing policies and strategies which shape 

employees' task performance. Leadership consideration and 

employee participation can affect subordinates' expectancies and 

instrumentalities (Tyagi 1982; Teas 1981; House 1971]. 

Participation in decision making is likely to increase 

the clarity of reward contingencies. In a selling situation, 

sales personnel's participation in decision making provides them 

with opportunities to clearly understand how to receive various 

rewards. This will increase their expectancies. Participation in 
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decision making has a further potential of increasing the 

control a salesperson has over what happens in his selling job. 

This, i n turn, affects his beliefs that good performance leads to 

the desired results (Tyagi 1982; Teas 1981). 

A number of empirical studies have shown that 

considerate supervisors, by allowing subordinates to participate 

in decision making, were successful in enhancing subordinates' 

instrumentalities, expectancies and motivation ( Tyagi 1982; Teas 

1981; Churchill 1976; James et al. 1977]. With respect to the 

valence component, an empirical study by Tyagi (1982) has shown 

that leadership consideration has significant positive 

relationship with extrinsic valence. He has suggested that 

perhaps, a participative leadership 

attractiveness of intrinsic rewards 

select rewards they value most. 

style can increase the 

by letting salespersons 

2.7.7 Relationship Between Organizational Identification and 

Motivation 

Employees' identification with their organizations has 

been shown to have positive influence on their expectancies and 

instrumentalities (Tyagi 1982) . Should a salesperson feel that 

the organization is providing him with the means for developing 

his personal skills and person goals, he will take personal 
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interests in carrying out the assigned tasks. Such feelings of 

organizational identification become influential in enhancing 

instrumentalities that relate to intrinsic outcomes such as 

personal growth and belongingness. If a salesperson identifies 

himself with the organization, he will feel part and parcel of it 

and would wish to share the successes and failures of the 

organization's programs [Tyagi 1982i James et al. 1977]. 

2.7.8 Relationship Between Management Concern and Awareness, and 

Motivation 

The degree to which managers attempt to assess and to 

respond to sales personnel's needs and problems has been proposed 

to influence the salesperson's instrumentality and expectancy 

components. Managers can enhance expectancy beliefs by supporting 

sa l es personnel's efforts through training programs, sales 

expenses and other resources needed by these people. If sales -

persons perceive their organization as willing to help them in 

every possible way to carry out their assigned tasks, this 

enhances their belief that their efforts will lead to good 

performance [Tyagi 1982]. 

Management concern and awareness have been suggested to 

have significant positive impacts on both intrinsic and 

extrinsic instrumentalities [House 1971]. This is said to be so 
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because in a climate where there is a feeling of management 

concern and awareness, employees feel optimistic about obtaining 

rewards from extraordinary performance [Tyagi 1982]. 

Tyagi [1982) has also shown from his empirical studies 

that management concern and awareness have significant positive 

influence on sales person's valence of intrinsic rewards. 

2.8 RELATIONSHIPS BETWEEN WORK GROUP CHARACTERISTICS 

AND MOTIVATION 

Work group characteristics have been hypothesized in 

the sales force motivation literature as having no influence on 

sa l esperson's motivation. Tyagi [1982) has maintained that sales 

per sonnel, especially insurance sales representatives, do not 

work in groups and as such they have relatively high operational 

independence from each other. Still, Cundiff and Govoni ( 1981) 

have stated that the salesperson, working alone for most part, 

finds it difficult to develop and maintain a feeling of group 

identity with other company sales people. They go on to assert 

that the team spirit, if present at all, tends to be weak 

[p .408 ] . 

These assertions may be correct . However, as far as the 

current researcher knows, the assertions have not been 

empirically studied . The current study has considered the 
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fo l l owing work group dimensions: work group emotional support, 

work group cohesiveness, and group cooperation versus 

competi tion. Following is a brief discussion of the relationships 

between these work group dimensions and motivation. 

2.8.1 Relationship Between Work Group Emotional Support for its 

Members and Motivation 

Work groups usually provide emotional support to their 

members. Support in this nature can take the form of verbal 

encouragement for ideas expressed, listening to group members' 

problems or even providing " technical" assistance to perform the 

assigned tasks. When a sales work group is supportive, the group 

is eager to help each member to develop to his full potential 

[DuBrin 1978; p.209] . The supportive atmosphere of an effective 

group, whether formal or informal, 

group attaches high value to new 

stimulates creativity. The 

creative approaches and 

solutions to its problems and to those of the organization of 

which it is part. The motivation to be creative is high when 

one's work group prizes creativity. 

In a supportive group, the group members' motives and 

perceptions of the rewards that are offered by the organization 

Will affect the way in which each member will perceive such 

rewards/outcomes. Furthermore, if creativity is valued by an 
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e ffecti ve work group and is perc e i ved as positively related to 

good p erformance i n the assigned tasks, then these will influence 

expectancy estimates of individual group members. 

2 . 8 .2 Rel ationship Between Group Cohesiveness and Motivation 

A cohesive work group shares strong mutual attraction 

among t he members. When cohesiveness is high this allows for high 

membe r satisfaction. It further contributes to increased 

product ivity but only to the extent that group goals are aligned 

with those of management. Cohesive work groups are high in 

product ivity when members have high confidence in management 

[DuBrin 1978; p.209]. Members of a cohesive group tend to accept 

group goals whether they reflect high or low productivity. In a 

s ell i ng context, if members of a cohesive sales team accept 

group goals reflecting high productivity, then management if 

keen at group activities, it will invariably notice and be aware 

of t h is . In a selling situation if the the sales group members 

feel t hat the management is aware of and concerned about group 

devo t i on toward high p r oductivity, this will influence: (1) 

their percei ved chances of getting the job done well, that is, 

thei r expectanci es, ( 2) their feeling of being satisfactorily 

rewar ded for a job well done, that is their instrumentalities, 

and (3) the valence of rewards mediated by the top managers. 
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2.8.3 Relationship Between Group Cooperation, Competition, and 

Motivation 

The reward structure given to a work group is 

instrumental in determining whether members become cooperative or 

competitive (DuBrin 1978]. When reward is based on individual 

output, group members will inevitably tend to compete among 

themselves either openly or in a hidden manner. If group rewards 

are given, cooperation normally results among group members. In a 

selling context, the degree to which the salesperson perceives 

reward structure as based on individual output influences his 

valences of outcomes, their chances of getting the job done well 

through personal initiatives (expectancy), and his feeling of 

being rewarded for doing the job well (instrumentality). 

2.9 CONCEPTUAL HYPOTHESES 

On the basis of the materials presented in chapter one 

and the literature reviewed so far in this chapter, it is now 

possible to state the conceptual hypotheses which will be 

tested in the subsequent chapters. These hypotheses are: 
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H: 
1 

The greater the salesperson 
important: 

perceives his job as 

a. the higher will be his intrinsic instrumentality, and 

b. the higher will be his intrinsic motivation. 

H : The greater the perceived job challenge and variety 
2 by the salesperson: 

a. the 
b. the 
c. the 

higher will be his intrinsic instrumentality, 
higher will be his expectancy estimates, and 
higher will be his intrinsic motivation. 

H : The greater the salesperson perceives the sales job 
3 as highly autonomous: 

a. the higher will be his instrumentality, 
b. the higher will be his expectancy estimates, and 
c. the higher will be his intrinsic and extrinsic 

motivation. 

H : The greater the salesperson's perceived task/role 
4 conflict: 

a. the lower will be his intrinsic and extrinsic 
instrumentality, 

b. the lower will be his expectancy, and 

c. the lower will be his intrinsic and extrinsic 
motivation. 

H : The greater the role overload perceived by a salesperson: 
5 

a. the lower will be his expectancy, 
b. the lower will be his intrinsic and extrinsic 

instrumentality, and 
c. the lower will be his intrinsic and extrinsic 

motivation. 

H : The 
6 ship 

greater the salesperson's perception about leader­
consideration and employee participation: 

a. the higher will be his expectancy, 
b. the higher will be his intrinsic and extrinsic 

instrumentalities, 
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c. the higher will be his valence, and 
d. the higher will be his intrinsic and extrinsic 

motivation. 

H : The greater the salesperson identifies himself with 
7 the organization: 

a. the higher will be intrinsic and extrinsic 
instrumentality, 

b. the higher will be his intrinsic motivation. 

H : The greater the management concern and awareness of 
8 salesperson's needs and problems: 

a. the higher will be his expectancy, 
b. the higher will be his intrinsic valence, 
c. the higher will be his intrinsic and extrinsic 

instrumentalities, and 
d. the higher will be his intrinsic and extrinsic 

motivation. 

H : The greater the salesperson's perception of sales team's 
9 supportiveness in the selling job: 

a. the higher will be his expectancy, 
b. the higher will be his valence, and 
c. the higher will be his motivation. 

H : The greater the salesperson's perception of sales group 
10 (formal or informal) cohesiveness and the greater his 

perceptions of group goals leaning toward high 
productivity: 

a. the higher will be his expectancy, 
b. the higher will be valence of rewards, 
c. the higher will be his instrumentality estimates, and 
d. the higher will be his motivation. 

H: Salespersons who perceive organization reward structure 
11 as being contingent upon an individual output will: 

a. have higher expectancies, 
b. have higher valences on outcomesfrewards, 
c. have higher instrumentality estimates, and 
d. have higher motivation. 
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CHAPTER THREE 

RESEARCH DESIGN 

A descriptive research design was used in the current 

study . The study was set to examine the influence of 

organizational climate on sales person motivation. 

3 . 1 The Population 

The population of the current study consisted of sales 

personnel from a sample of Pharmaceutical firms in Kenya. By the 

time this study was conducted there were a total of 41 

Pharmaceutical manufacturing firms in Kenya. A list of these 

firms was obtained from the Pharmaceutical Society of Kenya Head 

office in Nairobi. 

3.2 Sample Selection Procedure 

A sample size of 100 salespersons was selected using a 

multistage sampling procedure. First, a random sample of 20 

Pharmaceutical firms was selected from a list of Pharmaceutical 

firms using simple random sampling procedure. Two of the sampled 

firms did not finally participate in the study. The first one was 

under r eceivership by the time this study was being conducted. 
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The second firm did not participate because its 

management could not allow the researcher to interview its sales 

force. The management of this organization had first agreed to 

al l ow their sales force to interviewed but changed its mind 

by bringing two additional conditions which were unacceptable 

to the researcher. First, it wanted distribution and collection 

of the completed questionnaires to be done by the marketing and 

sales managers. This meant getting access to the confidential 

information given by their sales people. Second, the management 

wanted the researcher to kind of exchange certain information 

about its close competitors which were in the sample with the 

firm's participation in the study. 

A proportionate stratified sampling procedure was used 

to select the respondents from the remaining eighteen firms. The 

basis for stratification was the size of the sales force. 

3.3 Data Collection Method 

The pertinent data for this study were collected using 

a s tructured questionnaire . This questionnaire was 

from a review of the available literature . It was 

using sales people from one of the Pharmaceutical 

developed 

pretested 

firms. The 

original version of the questionnaire was also discussed with a 

number of Marketing, Sales and Personnel managers of some of the 

Pharmaceutical firms. Modifications were made on the basis of 

these discussions and pretest results. The modified version was 
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used to collect the data [See Appendix I]. 

Most firms in the sample had their sales force 

sca ttered throughout the country. So the questionnaire was 

administered during the sales meetings/conferences of the firms 

in the sample. The questionnaires were given by the researcher 

personally to the sales people before the start of the meetings 

and were collected by the same at the end of the meetings. In all 

cases the researcher was invited to and actually did attend 

these meetings. This provided opportunities for the researcher to 

clarify certain things which were sometimes not clear to the 

respondents. There were few cases when the respondents were 

allowed to complete the questionnaires at their homes and bring 

them to the researcher the following day. 

The questionnaire used in this study was divided into 

five sections. Section A was designed to capture information 

relating to the perceived organizational climate. Sections B, C, 

and D captured information relating to expectancy model 

components, that is, valence, expectancy and instrumentality 

respectively. section E collected the respondents' background 

information. Lastly, section F was meant to capture information 

on respondent 's valence of rewards so as to supplement section B. 
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3. 4 OPERATIONALIZATION OF THE PREDICTOR VARIABLES 

3 . 4.1 Organizational Climate 

The relationship between organizational climate and 

moti vationa 1 components is characterized as a perceptive -

cognitive process in which employees form cognitive maps which 

reflect how organizational c l imate affects their selling job 

performance. 

The organizational climate variables relevant for this 

study are listed and defined in Table 1. A majority of them are 

perception and attitudinal oriented variables. They have been 

measured using Likert - type scales. The current study used 

scales developed by Jones et al. [ 1977) . These scales have been 

used by previous researchers to measure perceived organizational 

climate in selling and nonselling situations [Tyagi 1982; Teas 

1981; J ames et al. 1977]. 

Tyagi [ 1982) tested the reliability of the scales by 

calculating Cronbach alpha coefficients and found reliability 

estimates ranging from 0. 70 to o. 87. James et al. [ 1977] have 

also shown that the organizational climate variables developed by 

Jones et al. (1977] demonstrate internal consistency 

(coefficients ranging from . 61 to . 81) and high predictive 

validity. 
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3. 5 OPERATIONALIZATION OF THE CRITERION VARIABLES 

Expectancy model consists of three components: Valence, 

Instrumentality , and Expectancy. To measure these components, a 

list of salient job outcomes relevant to sales force in the 

Pharmaceutical industry was identified. These outcomes were 

obtained by preliminary interviews with the following parties: 

Marketing and Sales managers, training and personnel managers, 

and senior sales people in the Pharmaceutical industry. 

3.5.1 Valence 

Valence is defined as the salesperson's perceived 

importance of an outcome. Researchers have measured valence using 

Likert type scales. However, disagreements exist in the 

literature regarding the actual operationalization of the 

construct. Some researchers have used " important - unimportant" 

scales ( Wanous 1972], while some have used "attractive -

unattractive" scales (James et al.1977, Oliver 1973, 1974]. 

Others have used " desirable - undesirable" scales (Tyagi 1982). 

Vroom's (1964) definition of valence construct may help 

clear this misunderstanding in the literature. He defines valence 

as 11 affective orientations toward particular outcomes. He goes 

on to say " In our society, an outcome is valent when the person 

prefers attaining it (that is, indicating desirability) to not 
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attaining it (that is, indicating undesirability) (pp.14 - 19]. 

The c urrent researcher feels that researchers who have used " 

desi r abl e - undesirable" scales are far much closer to Vroom's 

concep tua lization of valence than those who have used other 

s cal e s . 

On this basis the current study used " desirable -

undes irable" scales. As a matter of fact, there are also many 

r esearchers who are on agreement with the appropriateness of 

t hese scales (Tyagi 1982; Staw 1977; Lawler 1973]. 

Valence was, therefore, measured using a five point 

Liker t -type scale ranging from " Very Desirable to Very 

Undes i rable". 

3.5 .2 

that 

Expectancy 

Expectancy is defined as the strength of the belief 

an act, "i 11
, will be followed by an outcome "k". It is 

t reated in the literature as a one - dimensional construct. That 

is, i t is a probability with values ranging from o to 1. 

One or more than one i tern may be used to measure 

expectancy. When more than one item is used, the items have to 

be cor related. Correlation coefficient statistic has, therefore, 

t o be computed. If they correlate highly, the standardized scores 

for t he items are combined and their sum constitutes the 

expectancy measure. Most researchers have used 10 chances format 
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to easure expectancy. 

In this study 10 chances format w s 

respondents to indicate the probability for th 

items: 

0 

a. If you worked hard it will lead to 
-----------------> High 

in your selling job 

b. If you worked hard it will lead to 
----------------> Goo 

in your selling job 

3.5.3 Instrumentality 

Instrumentality variable is defined 

0 

r o 

relationship between outcomes. Vroom ( 1964] sugg 

instrumentality should be considered as a probab 1 i Y 

linking one outcome (e.g., performance level) to other ou co 

The items of instrumentality were phrased in terms o 

probabilities. The respondents were asked to esti 

chances in 1.0 that " a good job performance" would 

attainment of each of the salient outcomes which were r 

identified. 
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3. 6 Validity of the Scales Used 

Predictive validity and face validity of the scales 

used seem to be fairly satisfactory. This is because of two 

reasons. First, all the organizational climate variables (except 

work group variables) in the study have been discussed, tested 

for reliability, and have shown to have predicted expected 

results in some of the previous empirical studies found in the 

literature (Johnston et al. 1990; Tyagi 1982; Teas 1981; James 

1977; Jones et al. 1977]. 

Second, the design of the criterion variables, that is, 

valence, instrumentality, and expectancy, has strictly followed 

the designs available in the literature, which have been 

predominantly used by many researchers (Tyagi 1982; Teas 1981; 

Lawler 1973; Vroom 1964). 
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CHAPTER FOUR 

DATA ANALYSES AND FINDINGS 

4 . 0 I ntroduction 

In chapter three the research design which was used to 

collect the relevant data was presented. The chapter presented 

discussions on the population, sample selection procedure, data 

co llection method, operationalization of the predictor and 

criterion variables, and validity of the scales used. 

This chapter uses the data which were collected on the 

basis of the research design presented in the previous chapter to 

test the conceptual hypotheses presented at the end of chapter 

two. 

The data once collected were analysed using 

correlation and multiple regression techniques. The results are 

presented in two major sections. The first section discusses 

the extent of multicollinearity among the predictor 

(organizational climate ) variables. The second section is mainly 

devoted to testing the conceptual hypotheses. 

63 



h le %: Pairwise Correlat io htrir Por Predictor aria lea 

URI ABLES JCA u TC LC Jl ICA OJ GIS GC GCC 

Job cblleage aad urietr (JCA) I. 0000 

Job UtOIOIJ (JAJ . II 5 I. 0000 

uk coaflict (TCI .m4 .1m ). 0000 

Leadmaip couideratioa (LC) .UH .23TI . 196% 1.0000 

lob i1portuce (J I) .Jf64 .m9 • I 119 .tm I. 0000 

Role om load (KO) .3491 .m1 .1%58 .0186 .0941 J. 0000 ~ 
~ 

I •ace•eat coacer1 a d awareaeas IICA) .HJ8 .4319 • I 34 .on .om .Jm I. 0000 

Or~aai atioaal ideatificatioa (OJ) .3110 .1%68 .1563 .ms .1 OT .om .114% 1.0000 

Cro•p e1otioaaJ s1pport (GIS) .ms .38JZ .1163 . 1820 .tm .1 93 .zw .0883 1.000 

Oroap co eai •hen (GC) .2644 .3m .tm '1614 .1543 .1668 '1%43 .IOU '1043 I. 0000 

Groap cooperatioa aad coapetitioa (GCCI .3901 .3190 .1518 .lm .om .3TH .1m .4111 .0991 .1095 1.0000 



4.1 Multicollinearity Analysis 

Multicollinearity among predictor variables was 

examined by constructing a pairwise correlation matrix ( p< .05) 

which i ncluded all the predictor variables used in the current 

study . The results are shown in Table 2. Overall, the results 

show little multicollinearity among the predictor variables. 

4.2 MULTIPLE REGRESSION RESULTS 

4. 2.1 Overview 

The regression results reported here were obtained by 

use of STATGRAPHICS Statistical System Software Package - 1985 

Version . Multiple regressions were performed with motivational 

model components, that is, expectancy, valence, and 

instrumentality, as criterion variables. 

It is important to briefly mention the model fitting 

results' components of this software package. The multiple 

regression model fitting results components include parameter 

estimates (predictor variable coefficients) with their standard 
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errors, t statistics (for testing the hypothesis that the 

individual coefficients are equal to zero), and two - tailed 

significant levels for the t - values (p <0.05) . 

The last column is the P(>"T") which gives the 

value for the probability that a particular predictor variable 

has had a significant effect on the criterion variable. The 

interpretation is that the smaller the probability value, the 

more likely that that particular predictor variable has had a 
1 

significant effect on the criterion variable. 

There is also the computation of the coefficient of 
2 

determination (adjusted R statistic for the multiple 

regression model. This statistic indicates the relative 

proportion of the total variation in the criterion variable that 

can be explained or accounted for by the fitted regression model. 

1. statistical Graphics corporation [1985], Manual for 

STATGRAPHICS Statistical System Software Package -

version 1.1 , p.4 - 17 and p.18 - 6. 
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4. 2 .2 Multiple Regression Results With Expectancy as the 

Criterion Variable 

Two items were used to measure expectancy (E) 

compone nt. These items were: 

a. If you worked hard it will lead to 
-----------------> High Productivity 

in your selling job 

b. If you worked hard it will lead to 
----------------> Good Performance 

in your selling job 

The correlation between the two items used to measure 

expecta ncy component in this study was found to be significantly 

high . The correlation coefficient, (r) was found to be .83. This 

find ing is similar to those of previous studies. For example 

Tyagi ( 1982) found the two expectancy items to be highly 

correla ted with r = .86 and Teas (1981) found r = .so. 
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The raw score for the two items were converted into 

standard scores. The standard scores for these two expectancy 

i tems were, therefore, summed together, as has been done by 

previous researchers, to constitute one expectancy measure. 

The regression results with expectancy as criterion 

var iable are shown in Table 3. The results show that among the 

organ izational climate dimensions hypothesized to influence the 

expe ctancy component of salesperson's motivation, all the 

d i mensions except task conflict and job importance had 

statistically positive significant effects on salesperson 

expectancy beliefs. These results, therefore, partially support 

hypothesis number 2 through hypothesis number 10 . 

The value of the adjusted coefficient of determination 
2 

( R ) s hows that the organizational climate variables considered 

in this study explain about 53 per cent of the total variation in 

the expectancy dimension of salesperson motivation. 

The relationships that emerge suggest that if a 

salesper son perceives his selling job as challenging, autonomous, 

and ha s little role overload, his or her expectancy beliefs 

about s uccessful performance are enhanced. 
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Second, if a salesperson feels that the organization 

prov ides him or her with the means to achieve personal goals, 

that the management is concerned and aware of his or her needs 

and problems, that the management is always willing to help 

him or her in every possible way to carry out the assigned tasks, 

and he or she feels that his or her supervisors are considerate 

and allow his or her input in the decision making, that 

salesperson's expectancy beliefs will be enhanced. 

These results are more or less similar to those from 

previous empirical studies [Hackman and Lawler 1971; Walker et al 

1977; James et al. 1977; Teas 1981; Tyagi 1982; Behrman and 

Perreault 1984 J. 

As was expected, work group variables also influence 

salespersons' motivation. The relationships that emerge here 

suggest that a cohesive sales team or group which provides work 

related emotional support to its members and has internal work 

related competition among the members, has significant positive 

influence on individual salesperson's expectancy beliefs. These 

findings are contrary to the popular belief among researchers in 

this area that work group variables have no influence on 

salesperson ' s motivation [ Still et al. 1981; Tyagi 1982]. 
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4. 2 .3 Multiple Regression Results with Intrinsic and Extrinsic 

Instrumentalities as Criterion Variables 

The regression results with intrinsic and extrinsic 

ins trumentalities as criterion variables are shown in Table 4. 

The tabl e shows that the organizational climate variables had a 

much stronger influence on intrinsic instrumentality than on 

extrinsic instrumentality component of 

The results further show that all the 

salesperson motivation. 

organizational climate 

variables have statistically significant {p<O. 05) influence on 

int rinsic instrumentality. This partially supports hypothesis 

number 2 through hypothesis number 8, and hypotheses number 10 

and 11 . 

Surprisingly even where no relationship (Hypothesis 

number 9) was hypothesized, the results show that group 

supportiveness has a statistically significant influence on a 

salesperson's intrinsic instrumentality. 

The table further shows that only management concern 

and awareness, organizational identification, group cooperation 

and c ompetition have statistically significant influence in 

extrins i c instrumentality component. This partially supports 

hypotheses number 7, 8 and 11. 
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The hypothesized relationships between dysfunctional 

job traits (task conflict and role overload) and extrinsic 

instrumentality are not in any way supported, that is, hypotheses 

number 4 and 5 are not supported. This shows that even in 

s ituations of task conflicts and role overloads, the 

s alespersons believed they could still get extrinsic rewards 

given by their supervisors. 

The adjusted coefficient of 
2 

determination (R ) for 

intrinsic and intrinsic and extrinsic instrumentalities are .496 

and . 194 respectively. This shows that the organizational 

eli ate variables considered here explain a higher variance 

( 49. 6%) in the intrinsic instrumentality than in the extrinsic 

instrumentality (19.4%). Thus, these variables explain more than 

twice the variation in the intrinsic than in extrinsic 

instrumentality. 

4 . 2 . 4 Multiple Regression Results With Intrinsic and Extrinsic 

Valences as the Criterion Variables 

The multiple regression results with intrinsic and 

extrinsic valence as the criterion variables are reported in 

Table 5. The table shows that most of the organizational climate 

var i ables considered here have statistically significant 
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influence on both intrinsic and extr i ns i c valences. However , the 

results show that the impact was much greater in extrinsic 

valence component than in intrins i c component. 

The results in the table show that perceived job 

importance, job challenge and variety, and job autonomy have 

statistically significant influence on salesperson's intrinsic 

valence than extrinsic valence. 

Leadership consideration and employee participation, 

organi zational identification, and management concern and 

awareness of salesperson's needs and problems all have 

significant influences on both intrinsic and extrinsic valences. 

This finding shows that the variables have significant impact on 

the valences sales people place on both internally and 

externally induced outcomes or rewards associ ated with their job 

circumstances . 

Again Table 5 shows that all the dysfunctional job 

traits considered in this study have significant influences on 

both i ntrinsic and extrinsic sal esperson's valences. The table 

further reveals that task conf lict has a much stronger 

signi f icant effects on extrinsic valence than on intrinsic 

valence . On the other hand, role overload has a much stronger 

significant influence on intrinsic than on extrinsic valence. 
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With respect to the hypothesized relationships, the 

res l ts r eported in Table 5 seem to partially support Hypotheses 

9 through 11. The relati onships that have emerged 

i specific reference to work group characteristics suggest 

tha supportive and cohesive sales teams where there is either 

qro p competition or cooperation, not only have influence on the 

valences the sales group members places on both externally and 

'nternal l y induced rewards, but also they influence the valences 

individual place on similar rewards or outcomes. 

2 
The adjusted R values show that the organizational 

cl· ate variables considered her'e produce more or less the 
2 

sa e variance in intrinsic valenc~e ( adjusted R = 46.8 %) and 
2 

extrinsic valence (adjusted R = 45.3%). 

4 . 2.5 Multiple Regression Results With Intrinsic and Extrinsic 

Motivation as the criterion Variables 

According to the expectancy theory of motivation, an 

individual salesperson's motivation is the product of his or her 

expectancy beliefs, instrumentality estimates and valences of 

rewards or outcomes. 
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The regression results with intrinsic and extrinsic 

otivation as the criterion variables are reported in Table 6. 

Thi s table show that the organizational climate variables 

considered here have more or less the same significant 

inf 1 uence on intrinsic motivation 

motivation. The results tend to 

hypoth esized relationships with 

motivation. 

as they have on extrinsic 

partially support all the 

regard to salesperson's 

With respect to work group variables, the results show 

that they have a major influence on salesperson's intrinsic and 

extrinsic motivation. This finding is contrary to the popular 

belief among sales force motivation researchers that sales group 

characteristics have no role to play in salesperson motivation. 

Many researchers and authors have gone to great lengths to 

suggest that sales personnel have relatively high operational 

independence from each other Tyagi 1982]. Still et al. [1981] 

have even asserted that team spirit, if present at all among 

sales personnel, tends to be very weak. 

At least on the basis of the results from the 

Pharmaceutical sales force in Kenya, the popular beliefs are not 

supported in any way. In the light of strong empirical linkage 

between sales team characteristics and sales force motivation, 

further research is very much necessary in this area. 
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2 
The adjusted R values show that the organizational 

climate variables produce a fairly significant higher variance in 
2 

intrinsic motivation adjusted R = 48. 3%) than in extrinsic 
2 

otivation ( adjusted R = 39.7%). 
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CHAPTER FIVE 

SUMMARY, CONCLUSIONS , AND IMPLICATIONS 

5.1 SUMMARY 

The primary objective of this study was to examine 

the influence of perceived organizational climate on Kenya's 

pharmaceutical sales force motivation. This objective was 

achieved by conducting a descriptive study. After a literature 

search, several conceptual hypotheses linking organizational 

climate variables to individual salesperson's motivation were 

formulated and tested with data obtained from a sample of one 

hundred pharmaceutical sales representatives in Kenya. 

The data were collected by use of a structured 

questionnaire. The data 

multip le regression 

collected were analysed by use of 

and correlation techniques The 

conclu sions based in the findings and their managerial 

implications are discussed in the following sections. 

5. 2 CONCLUSIONS 

The results of this study are very encouraging. This 

is because most of the hypothesized relationships between 

organizational climate and salesperson motivational components 

are statistically supported. 

Table 7 shows a summary of the major results of the 

hypotheses which have been tested. 
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fa le 1: 

CO CEPTUAL BYPOtaESKS TESTED C05CLUSIO 
---·--·--------------------------·------------------------·-------- --------------····--·---.... ----------·----·-------------------·---------·-·-·-----·--·------ ........................... _____ ...... _ .... ____ _ 

a: Tie greater lke aalesperaoa percei fU bit job u 
I iaporlut: 

a. tbe Ugher viii be his ialriuic iaslnmhlily, and 
. l e ~igher viii be his iatriaaic aolinlioa. 

I : Tae gre~ler th percei Yed job challuge ud uriety 
t by the nlespmoa: 

a. t~e higber viii be his ialrinsic iastrvaealality, 
b. th higher ill be his expectancy esliules, and 
c. tb higher viii be hia iatriasic toliutiOD. 

: The gre ler lie salespersoa percei m the sales job 
3 as ~ighJJ aolOIOIOUS: 

a. the bigbr viii be his iostmentalitJ, 
b. Ue higker vill be his ezpeclancJ esliutes, a d 
c. tke higber vi 11 be his ialriasic ud extrinsic 

aoli uti on. 

H : Tbe greater tbe aalespersoa'a perceiYed last/role 
4 coarlict: 

a. the lo er will be lis ialrinaic and exlriaaic 
instromtalitr, 

b. the lover viii be his expectancy, and 
c. t e lover will be his inlriaaic and extrinsic 

aoti lalion. 

R : The greater l e role onrload percehed bJ a salesperson: 
s 

a. the lo er vi II be his expeclaocJ, 
b. the lover till be his inlriuic aad extrinsic 

instruenlalilJ, and 
c. the lower vill be iia ialrinsic and extri sic 

aoti ulion. 

B : Ue greater lbe salespersoa's perceplioa about leader-
6 ahip cODSideration and eaployee parlicipalioa: 
a. the higher rill be his expectancy, 
b. the hicher viii be his iolrioaic ad exlrioaic 

iutruentalilies, 
c. lhe bigber till be his nleace, a d 
d. tb higher will be his intrinsic ud exlriasic 

aoti nlioo. 
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( a le Coalimdl 

B : Tke greater lb salespmoa identiriea ~imH vm 
7 t e orguiuliu: 

a. the ~igker viii be iatrinsic aod exlriaaic 
hstr mlalitr, s 

b. lke higher will be his intriasic eoti nlioa. S 

8 : The greater the magemt concen ud uareaesa or 
salesperaoa'a mds ud problm: 

a. the higher will be his expectancr, S 
b. Ue higber viii be his intrinsic nleace, S 
c. tbe higker will be his iatriasic and extriasic S 

iastraaeatalilies, and 
d. lh kigher till be his iotrinaic ud extrinsic S 

1oli utioa. 

B : Ue greater tbe saleapenoa'a perceptioa or aalea leu's 
9 sapporliteaess ia tke selling job: 

a. t e higker vill be his expectancr, S 
b. tke higher will be his ulences, and S 
c. lbe higher will be his intrinsic and extrinsic •olinlion. S 

B : The greater the salespersoa's perceplioa o! sales group 
10 (ronal or iafona ll cobesi-mess and the greater his 

perception of group goals leuing toward Ugh 
produclilitr: · 

a. the higher will be his expectancy, S 
b. the higher viii be uleaces or rewards, S 
c. the kigaer till be his iatriaaic ud extrinsic S 

inslramtalilies, aad 
d. the bigler will be his iotriosic ud etlr iasic •oliulion. S 

8: Salespersou 11ho perceive organiulioo renrd slractm 
II as beiDg cootiagent poa an i ditidaal oalpat viii: 

a. hue higher expectancies, S 
b. have bigker taleaces oa olllco•es/remds, S 
c. kave highe r iaLrinsic aad extrinsic i slramlalilJ, and S 
d. hue higher ialrinsic ud extriasic •olintion. S 
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The first major conclusion from this study is that if 

otivat ion construct is split into its components, certain 

co ponents are more strongly influenced by organizational climate 

variables than others. Specifically, the results have shown that 

the organizational climate variables had relatively stronger 

influence on intrinsic instrumentality than extrinsic 

instrumentality. 

Second, the influence of organizational climate 

variables on intrinsic and extrinsic components of salesperson 

expectancy and valence were more or less the same. 

Third, most of the organizational climate variables, 

except job importance and task conflict, have significant 

influence on expectancy component of salesperson motivation. 

Fourth, most of the organizational climate variables in 

this study have significant influences on salesperson's 

motivat ional components, that is, valence, instrumentality, and 

expectancy. 

Fifth, based on the findings 

Pharmaceutical sales personnel are 

of this study, the Kenyan 

motivated by challenging 

jobs , jobs which require the use of a variety of skills, jobs 

with autonomy, jobs with low level of task conflict and role 

overload, and those tasks which a salesperson feels are very 

important to the organization. They are also motivated by 

considerate leadership, the feeling that the organization is 
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al ays willing to assist them to achieve their personal goals and 

a bitio ns, and the fact that they feel the management is 

concerned and aware of their individual needs and problems. They 

are further motivated by extrinsic rewards available in their 

organizations. 

This study has also shown that work group 

characteristics have some role to play in salesperson motivation. 

However, findings from this study are very much 

incons i stent with the "conventional wisdom" of sales executives 

who basically rely on monetary rewards to motivate their sales 

personnel. These people assume that motivation related to 

intrinsic rewards (such as feeling of accomplishment, interesting 

and challenging work) is derived from the inner self and the 

organization has little or no power to influence them. But it 

can be concluded from the results of this study that the 

organization has the power and the means to influence such 

intrinsic rewards. With respect to the pharmaceutical sales 

force, this study has shown that the marketing and sales 

executives have the power to influence the design of their 

organizations to provide a motivating work environment. 

5.3 MANAGERIAL IMPLICATIONS OF THE FINDINGS 

The findings of this study have several important and 

potential ly useful implications for practising marketing and 
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s a es anagers not only in the pharmaceutical industry but also 

in other industries. The relevant managerial implications are 

that : 

a . Marketing and sales executives should focus on micro 

components, that is expectancy, intrinsic and 

extrinsic instrumentalities, valences, and 

motivation, instead of attempting to simply view 

sales force motivation as an aggregate concept . 

b. Marketing and sales executives should influence the 

design of their organizations so 

climate that can motivate their 

Specifically, they should design 

as to provide a 

sales personnel. 

interesting and 

challenging jobs, reduce task conflicts and role 

overloads , be concerned with their sales people ' s 

needs and problems, provide opportunities for sales 

people to develop their personal goals and ambitions. 

They should also provide considerate leadership, and 

extrinsic rewards that are highly valued by the sales 

force. 

c . Marketing and sales executives should conduct 

attitude surveys among sales people on a frequent basis 

to measure components of motivation and perceived 

organizational climate dimensions . Indices of different 

levels of motivational components and organizational 

climate dimensions should be developed for sales and 

marketing departments in the organization. current 
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levels of motivational components and organizational 

climate dimensions can then be compared with such 

indices; and 

d. If implication (c) is implemented, then marketing and 

sales executives should take steps to make appropriate 

adjustments in the organizational climate variables, 

and also measure the impacts of such adjustments on 

sales force motivation. 

5.4 LIMITATIONS OF THE STUDY 

Resource constraints were a major limitation of this 

study. Owing to lack of time and funds, it was not possible to : 

( i) examine the influence of all the three sets of 

motivational antecedents identified in the 

literature. The antecedents not considered in this 

study are personal characteristics and perceived 

market environmental factors. These may be the 

ones which may explain the unexplained variations 

in the fitted regression models in this study. 

(ii) take a larger sample size than the current one. 

(iii) undertake across industries' survey instead of 

surveying only one industry; and 
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(iv) conduct longitudinal study (panel data) or time 

series study instead of cross sectional (single 

point in time) study. 

5.5 Directions for Future Research 

Future studies should attempt to resolve some of the 

present limitations. First, the current study considered on one 

set of salesperson motivational antecedents. Therefore, future 

studies should go further and look at the influence of other two 

sets of salesperson motivational antecedents, that is, personal 

characteristics and perceived marketing environment. Perhaps, the 

three set of motivational antecedents should be studied together 

and the i r interaction effects on salesperson motivation examined. 

Second, as the sample used in the present study is by 

no means representative of the entire sales population in 

different industries, generalizability of the results can be 

ques tioned, particularly if they were to extend beyond the 

pharmaceutical industry. Therefore, more replicative studies in 

different personal selling situations such as service industries 

(bank i n g, tourism, hotels and restaurants, transportation, 

insura nce) and manufacturing industries such as consumer goods, 

petro l eum and agro - processing industries should be done. Such 

studi e s should examine whether the relationships between 

organ izational climate and salesperson motivation are situation 

- specific. 

87 



Third, the issue related to the internal structure of 

the expectancy model of motivation has not yet been resolved to 

da e. Many have argued with respect to the relative importance of 

incorporating valence, instrumentality and expectancy components 

and the multiplicative relationships between them (Mawhinney 

1979) . 

Fourth, the organizational climate factors considered 

in this study are not an all encompassing list of organizational 

climate factors found in the literature. Future studies should, 

therefore, attempt to include as many climate factors as 

possible, which have and even those which have not been 

hypothesized to influence work motivation. Some of the climate 

factors not considered in the current study include performance 

feedback, task complexity, task completeness, and initiation of 

structure, among others. 

The classical issue of causality should also be 

addressed by future studies. It is always difficult to draw a 

definite cause - effect conclusions from static designs like the 

current study. This can be addressed adequately through 

experimental designs . But given the difficult nature of 

experimental designs in areas like this, longitudinal designs are 

one of the alternative ways to address the issue of causality. 

Another alternative suggested by Baggozi (1980] is the structural 

equat ions procedure. Future studies should employ such analyses 

to try and identify causal relationships between organizational 

Climate variables and salesperson motivational components . 

88 



Last, the findings of this study related to the 

inxluence of work group characteristics on salesperson motivation 

have tended not to support the popular beliefs among researchers 

in t his area. Future research effort should be directed at 

examining these relationships. 
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A p p E N 0 I X A: 

APPENDIX Al: A SPECIMEN OF LETTERS TO PHARMACEUTICAL FIRMS 

The Marketing/Sales Manager, 

P.O . Box 

NAIROBI . 

Dear Sir/Madam, 

I am a Postgraduate student under a Master: of Business 
Administration Program in the Faculty of Commerce, University of Nairobi. 
I am currently researching in the area of "SALES FORCE MOTIVATION". The 
proposed topic is: THE INFLUENCE OF PERCIEYEQ ORGANIZATIONAL CLIMATE ON 
KENYAN PHARMACEUTICAL SALES FORCE. 

The purpose of this lett r is reque&t you to allow me to use 
your sales personnel to obtain the necessary data for the study. 

A.summary of the organizational climate variables which are 
considered for the present study are herein attached and a copy of the 
questionnaire which will be used is herein enclosed for your review. 

Thanking you in advance. 

Yours faithfully, 

Obado, O.P. 

cc: 

Prof. Kibera, F.N. Supervisor 

Or. K'Obonyo, Chairman, Dept. of Bus. Admin. 

Prof. Gufwoli, Dean Faculty of Commerce. 
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APPE DIX A2: SAMPLE OF LETTERS TO TH TS 

Obado, O.P. 

Univ rsi y of Nairobi, 

Faculty of Comm rce, 

P.O. Box 30197, 

NAIROBI. 

Dear Sir/Madam, 

I am a Postgraduate student under a Master of Business 
Administration Program in the Faculty of Commerce, University of Nairobi. 
I am currently researching in the area of ''SALES FORCE MOTIVATION IN 
KENYA ." I would highly appreciate if you provide me with the information 
I need for this study by completing the questionnaire attached. 

confidence 
assurance 
you do not 

The information you provide will be treated in s rict 
and the management of your organization has given me ad qu te 

that no one will have access to this information. Furthermore, 
need io disclose your name or identity in any way. 

Yours Faithfully, 

Obado, O.P. 
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A P P E M 0 I I A3: 

SAlES PERSOHHEl QUESliO HAl £ 

Jst use the scales below to indicate your feelings about the following ite1s concerning your organiza ion, your joo and 

, ~ . Respond by putting an ·r in the colu1n that 1ost closely approxi1ates your lml of agremnt. For exuple, if you 

:~r 11 a ree •ilh the statnent put an ·r in the Strongly agree colu1n for that statmnt. Please do not s ip any stalmnl 

~ a so do not put 1ore than one ·r in response to statemt. 

SlROHGLY 

ob c allense and Variety (JCY) 

I. 1 job requires the use of co1plex and a variety of skills 

. y ioo is interesting and challenging. 

l. y job requires alot of intellectual abilities and a variety 
s "lis . 

. 1 job stretches 1y i1aginations, skills and abilities. 

Job Mono1I (JA). 

6. 1 job allows ae to use self init~ative and discretion to carry 
o t e vork. ' 

· 1 job gives ae considerable opportunity for independence and 
free o1 in the assigned tasks. 

&. I re is no autono1y in 1y vork. 

.li; Conflict {ICl. 

9. I perf on 1y sales tasks under aore than one supervisor. 

DISAGREE 

(1) 

10. oae iaes task deaands of 1y supervisors can not be fulfilled 

a at the saae ti1e. 
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DISAGREE 

(2) 

HEIIHER 
AGREE HOR 
0 I SAGREE AGREE 

(3) (4) 

SIROHGl Y 

AGREE 



STRONGLY 

DISAGREE 

. 1 re ·s little role or task conflict in IJ job. 

17. of ay iuediate bosses duand that I do certain tasks which 
I u aot do all at the me tiae. 

13. las or role conflicts are low in IJ selling job in this fire. 

leadership consideration I LC) 

l. y s rvisors give advance notices of any changes related to 
tilt job that .ay arise. 

J. J s rvisors are friendly and approachable. 

J s. nisors help aake IJ job interesting. 

s ervisors show a lot of respect to all the sales ~eople. 

18, ~, s pmisors help ae in solving work related probleas. 

It su~ rv isors take our ideas and opinions when designing 
sal!S tasks and other issues affecting our perforaance. 

supenisors look out for the personal welfare of the sales 
pe s nel. 

r s pmisors do very little to aake it pleasant to be 
a mber of the sales force. 

JQb hoortance(J I). 

l. ~apeti tors will get us out of business without the sales 
forte jobs. 

2 . Y • rk as a sales person is very iaportant to this coapany. 

l. 1 Job is where a aost people can be affected by how well it 
s 

). J job is or very iaportant in the broader sense of things. 

7&. es Its of ay job are HOT very iaportant to the well 
ne ng of aanr other people. 

(1) 

HEll HER sr GL 
AGREE OR 

DISAGREE DISAGREE AG~EE GREE 

(2) (3) (4) 

J ___ _ 



SIROHGLY 

DISAGREE 

Role 0 erload (P.Ol 

. 1 ot have enough tiae to pass ay sales quota. 

8. 1 current skills uy not allow ae to perfora above what I 
c r renUy aanage to do. 

9. l ve so auch tiae to perfora above ay sales quota . 

e. 1 is coa any has given ae enough resources to enable ae to 
perfon effectively. 

3 . I ve acquired alot of skills through this coapany to enable 
perf ora above vhat is noraally required of ae. 

ll. I ere is virtually all the resources and tiae to enable ae 
erfon far auch better than ay sales quota. 

Kanageaeot Concern and Awareness (HC8) 

3 . I aa nageaent is always willing to help us (sales people) in 
! ery possible way to carry our assigned tasks. 

l e aanageaent always assesses and responds to our needs and 
robleas . 

H. lhe aanageaent sem not concerned about our probleas and 
needs as sales people. 

Orgaoizationa Identification (O!) 

3 . Our organization provides ae with or aos t of the things 
r. cessarJ for the developaent and accoaplishaent of personal 
skills, goals and rewards. 

Our organization is ahays willing to assist ay developaent 
and accoaplishaent of ay personal goals and aabitions. 

· 32. Our organization is quite rigid and does not in any way 
provide any chances for 1y develop1ent and acco1plishaent 
of personal goals, rewards and skills. 

lhere are no constraints to 1y developaent and accoaplishaent 
of personal goals and aabitions in this organization. 

( 1) 

DISAGRE E 

(1) 

HEll HER 
AGREE HOR 
DISAGREE AGREE 

SIRONGL Y 

AGREE 



Grouo £aotional Suooort IGES) 

sa ts eaa in this coepany is ery supportive . 

. 1 :sale:; eat in this co1pany so1etim provides 1e •ith 
"tee cal" su port to per fora assigned tasks. 

1 e s1 s m stiaulates and supports 'One another's 
mo · i y in solutions to selling problees. 

as sales tea• reflect hose of the eanageaent. 

as a sales teat are geared towards high 
•ty. 

•i. · e sa es group here is very co esive/united. 

·.e ta nageaenl is keen and uare of sales teae cohesiveness 
devotion to~a rd high productivity. 

esiveness. Cooperation and Co1petition (GCC) 

SlRO SLY 
DISAGR£E 

(1) 

: e mrd structure in this co1pany is based on individual output.----

e•ard str cture in this co1pany is based on group perfomnce . 

• :les peoP e in this coapany coape e one another to achim 
-~ sa es vol ae . 

•. e ,r .IS a sales teae and there is alo ot cooperation to 
at the group thinks each person is ca able 

aha1s coape e ith other salespersons to achie e higher 
}a l~s I'J uae than the• and they know i l. 

:. I e s naly coepete other sale~persons bul they do not no 
atj 1. 

DISAGREE 

(1) 

E IIHl 
AGRE£ 0 
DISAGREE 

(3) (4) 

SIRO l Y 
AG H 

(S) 



se t scde btlov lo record your feelings about each of the follo•ing outcoaes which m milable in your 
· zalion. espond by p~tting an ·r on the appropriate colnn. For m le if Sabry increase i ery esirable, put 'f in 

coluan corresponding to Yery Desirable. 

1. Se e of achimaent/feeling of ace plishaent 

2. lacoae security 

3. Increased Pay 

.. Proaolion 

~. spect froa other sales people 

6. especl fro• supervisors 

1. ersonal growth 

8. nn al Amds 

'· onors 

Profit - sharing - plans 

I. Morki g/ tour a broad (in other countries) 

SECJIO C; 

I. Please estiaale the probability/chance that: 

If YOU VORl HARD 
it will lead to 

--------------------> HIGH 
I TOUR SHU G JOB PRODUCIIYIIY 

. Also estiaate the probability/chance that: 

IF Y VORl HARD 
it will lead to 

------------------~ GOOD 

IN YOUR SElllHG lOB PERFOR ANCE 

VERY 

DESIRABLE 
(1) 

DESIRABLE 
(1) 

50:50 U DESIRABlE 
( 3) (.) 

YERY 

U DESIRABLE 
(S) 

P R 0 B A B I l I I Y ([PlEASE CIRRCLE 0 E) 

0 .1 .1 .3 .~ .5 .6 .1 .8 .7 

0 .1 • . 2 .3 .• .s .6 .1 .8 .7 



·~ 0 • 

Plust esliaale lht chance/probability that:· A GOOD SElliNG JOB PERFOR AMCE" leads to the followi119 job outeots: 

PROBAB Ill liES / CHAHCES (Please circle only OHE). 

•. Sense of achieveaent/feding of acCOiplishaent .1 .2 .3 .4 .s .6 .1 .8 .9 

Feeli of incoae security .1 .2 .3 • 4 .s .6 .1 .8 .9 

Increased Pay .1 .2 .3 .4 .s .6 .1 .8 .9 

Proaotion .1 .2 .3 .4 .s .6 .1 .8 .9 

t feeli of being respected by other sales people .1 .2 .3 .4 .s .6 .1 .8 .9 

. feeling of being respected by supervisors .1 .2 .3 .4 .s .6 .1 .8 .9 

Personal growth .I • 2 .3 .4 . s .6 • 7 .8 .9 

,_ Annual Awards .1 .2 .3 - ~ .s .& .1 .8 . 9 

Honors .I .2 .3 •• .s .6 .1 .8 .9 

Profit - sharing - plans .1 .2 .3 .4 .s .6 .1 .8 .9 

l. Vorting/lour abroad (in other countries) .1 .2 .3 .4 .s .6 .7 .8 • 9 



~occ:eat's job title ........................................ . 

•. esp nt's age ..................................... ......... .. 

nt 's sex Hale ( ) Feule ( ) 

esp nt's level of education (lick one) 

o - lml ( ) A - level ( ) Bachelors degree ( ) "asters degree ( ) Ph. 0 ( ) Other (specify) ..... 

5. arital status 

Si gle ( ) Harried Divorced ( ) Vidmd ( ) 

. o• 1 hm you been in the selling job Mith your present co1pany ? 

.......... . . years and .......... 1onlhs 

1. Ho• are you co1pensated 7 

Purely on aonthly salary .( Purely on couission ( ) 

Couiss ion and salary ( ) 

.EC 10 F: 

lease RAHl the following job Outcoaes in order of iaportance to youself. 

wu 
I 

. Sense of achieve1ent /feeling of acco1plishaent ( ) 

. feeli09 of incoae security ( ) 



3. rt ~ P•J ( ) 

( ) 

s. f li of bti respec ed by other sales people ( ) 

ftli of being respec ed by super isors ( ) 

7. Perso I gro th ( ) 

ual Awards ( ) 

9. ors ( ) 

10. Profi t - sharing - plans ( ) 

1. orting/ tour abroad (in other coutries) ( ) 

I 

ease in the space' below, put any couents that you would wish to be taken into account for purposes of this study. 

' IHAKl YOU SO "UCH FO YOUR COOPERAHOH t 

ICO 



A P P E N D I X B: 

QEMOGRAPHIC RESULTS 

Table B1: Sex of respondents 

Gender No. of Respondents 

Male 85 

Female 15 

TOTAL 100 

Table B2: Age of Respondents 

Age Group 

Below 25 

25 - 35 

36 - 45 

over 45 

Not Indicated 

Mean = 
Minimum = 
Maximum = 

25.8 
24.0 
57 . 0 

No. 

101 

of respondents 

7 

70 

18 

1 

4 

100 

% 

85 

15 

100 

% 

7 

70 

18 

1 

4 

100 



Table 83: Respondents Formal Education 

Level of Number of % 
formal Education Respondents 

0 - Level Certif1.cate 47 47 

A - Level Certificate 23 23 

Bachelors Degree 20 20 

Postgraduate 2 2 

Not Indicated 9 9 

TOTAL 100 100 

Table B4: Respondents Field of Training 

Age Group No. of respondents % 

Pharmacy only 63 63 

Veterinary medicine 2 2 

Agriculture 10 10 

Human medicine 2 2 

Business Admin. 17 17 

Pharmacy and Business 

administration 11 11 

TOTAL 100 100 
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Table BS: Respondents' Marital Status 

Mar1tal status No. of respondents % 

Single 27 27 

Married 69 69 

Divorced 

Not indicated 4 4 

TOTAL 100 100 
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