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ABSTRACT

Performance appraisal is a c¢rucial function of sales managers.
Ofiten, performance appraisal information is wused as a basis for
decisions relating to pay, promoticn, and termination. Such decisions
¢an  have a substantial impact on the motivation, satisftaction, and
productivity of members of the sales force. Despite its importance,
little research has investigated the way in which decisions concerning
salesperson performance are made. The primary goal of this research
was tu examine the relative effects of salespeople's ability and effort
on decisjons relating to promotion, compensation, transfer, and
termination. A secondary purpose was to see if salesperson sex
influenced these decisions.

A sample of 256 subjects participated in the study. In a role
playing situation, subjects' responses suggested that a salesperson's
ratings on ability and effort criteria play a significant role in
determining actions concerning salesperson performance. The results
indicated that when a salesperson's performance was characterized as
below average, the most coercive actions, including termination, were

more iikely to be taken when the salesperson was rated low on effort
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criteria rather than ability criteria. When making decisions
cencerning good performance, however, subjects were more likely to
promote and to transfer to a better territory those salespeople who
performed well on ability criteria rather than on effort criteria.
There was some evidence of differential treatment of male and
female salespeople. Males were more likely to be punished for poor
performance but were more likely to be promoted for good performance
than were females. The results suggest, however, that ratings on
ability and effort performance dimensions have a greater influence on

reactions to salesperson performance than salesperson sex.
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CHAPTER 1

DESCRIPTION OF THE RESEARCH TOPIC

Introduction to the Problem Area

Performance appraisal is one of the sales manager's most important
functions. It is the process by which the sales manager monitors and
appraises the performance of members of the sales force. Performance
evaluation provides feedback to the salesperson, identifying behaviors
that need to be changed or modified in order to adjust behaviors to
meet performance expectations (Kearney, 1976). Furthermore, data
obtained in performance appraisal serve as a basis for decisions
relating to pay, advancement, transfer, and retention. The sales
manager, depending on how evaluation information is used, has the
potential to positively or negatively affect salesperson satisfaction,
motivation, and subsequent job performance.

Despite the importance of performance appraisal, sales force
evaluation has not generated a great deal of research interest. To a
large extent, the existing sales management literature has been
descriptive or normative regarding evaluation. Previous research has
focused primarily on developing procedures or methods for evaluating
salespeople or on describing evaluation practices (e.g., Cocanougher
and Ivancevich, 1978; Jackson, Keith and Schlacter, 1983). But, the
way in which sales managers use evaluation information in making

decisions concerning sales force members has received little attention.



The next section presents a discussion of the need for and
relevance of the research study. The section includes a statement of
the purpose and a discussion of the significance and expected

contributions of the research stady.

Statement of Need for and Relevance
of Research on the Topic

Traditionally, research on performance appraisal has focused on
the effect that various aspects of appraisal have on salespeople's
attitudes and performance. For example, the effects of performance
feedback (e.g., Tyagi, 1985b; Teas, Wacker and Hughes, 1979) and of
salesperson participation in the evaluation process (e.g., Walker,
Churchill and Ford, 1975%; Behrman and Perreault, 1984) on salesperson
performance and satisfaction have received considerable research
attention.

Although the information processing of sales managers has not
received a great deal of research attention, some recent research has
focused on the cognitive processes of the sales manager and how they
impact evaluations of salespeople (e.g., Patton and King, 1985; Mowen,
Fabes, and LaForge, 1986). The present study focused on the
information processing activities of the sales manager and how they
influence sales force evaluations.

Salespeople’s evaluations are typically based on a set of multiple
job-related performance dimensions. The dimensions reflect job-related
abilities (e.g., product knowledge, selling skills, planning activity),
job-related efforts (e.g., number of calls made, amount of time spent
preparing for calls), job-related traits (e.g., appearance,
enthusiasm), and/or the salesperson's results for the evaluation period

(e.g., sales volume in dollars, sales volume as a percentage of quota).



The set of dimensions used to evaluate salesperson performance
typically derive from and are related to factors impacting salesperson
job performance. For jobs where there 1is a time lapse between
behaviors and the achievement of results, such as many industrial sales
jobs, salespeople wusually are evaluated, not only on results, such as
sales volume, but also on input factors, such as product knowledge or
number of sales calls. Such input factors are indicative of
salesperson job-related ability and salesperson job-related effort. 1In
addition, these are factors over which the salesperson has control and
can be changed, and they directly impact the long-run achievement of
desired results.

There are instances in the marketing literature in which
salesperson evaluation is based solely on input factors. For example,
in a study of sales supervisors of pharmaceutical salespeople, neither
the supervisors from whom information was collected nor the authors of
the research used sales data in evaluating salespeople (Futrell and
Parasuraman, 1984). Instead, such attributes as attitude, "hard work,"
and product knowledge were used as evaluative criteria.

After the set of dimensions has been selected for use in the
evaluation process, the sales manager assesses each salesperson along
each dimension using either rating scales, check-off lists, narratives,
or some other quantitative or qualitative techniques. The set of
ratings are then summarized in some manner resulting in an overall
performance score for each salesperson.

Often the resulting evaluations are used as a basis for making
promotion, compensation, transfer and termination decisions. In these
situations, the sales manager may base his decisions on salespeople's

ratings on particular performance dimensions rather than on their



overall performance scores. For example, salespersons' ratings on
product knowledge (an ability-related dimension) may be the key
criterion when deciding who to promote, but receive little emphasis
when allocating bonuses. Or, the sales manager may react more
punitively toward salespeople who were rated low on number of sales
calls made (an effort-related dimension) than those who were rated low
on other performance dimensions.

Research in the marketing literature has, for the most part,
neglected the impact of job-related ability on salesperson performance.
Notable exceptions are the recent work of Weitz, Sujan, and Sujan
{(1986) and Sujan (1986), who focused on one aspect of salesperson
ability - adaptive selling - which they referred to as "working
smarter." They suggested that salespecple's level of ability (working
smarter), perhaps to an even greater extent than their level of effort
(working harder), has an important bearing on their performance (Sujan,
1986, p. 48). The possibility that salespeople's ratings on job-
related ability and job-related effort dimensions may differentially
affect a sales manager's decisions concerning members of the sales
force has received little research attention.

In addition to the influence of a salesperson's ratings on
particular performance dimensions, the sales manager's decision making
process may be influenced by other factors. Previous research in
organizational behavior and social psychology suggests that the sex of
a subordinate affects a manager's information processing activities.
For example, studies have found that sex differences influence a
manager's choice of job appligants (e.g., Rosen and Jerdee, 1974;
Dipboye, Fromkin, and Wiback, 1975; Haefner, 1977), performance

evaluations {e.g., Jacobson and Effertz, 1975; Bigonness, 1976;



Abramson, Goldberg, Greenberg, and Abramson, 1978), ratings of
subordinates on such dimensions as likability, acceptability,
integrity, and longevity (e.g., Rosen, Jerdee, and Prestwich, 1975;
Gutek and Steven, 1979), and the allocation of rewards and sanctions
(e.g., Dipboye, Arvey and Terpstra, 1978; Terborg and Ilgen, 1975;
Taynor and Deaux, 1975). The influence of gender on human judgment
processes has been particularly evident in situations that are
traditionally considered predominately masculine domains and that
require relatively high levels of 3skill--fcr example, managerial
positions (e.g., Rosen and Jerdee, 1%74; Cash and Kilcullen, 1975),
attorneys (e.g., Abramson et.al., 1978), college professors (e.g.,
Fidell, 1970), and engineers or scientists (e.g., Shaw, 1975).

The lack of research in the sales management literature
investigating the effects of salesperson sex on a sales manager's
information processes is understandable given the small number of women
in professional sales jobs in the past. For example, in 1970, females
comprised only 6.6% of the total commodities sales representatives
(U.S. Bureau of Census, 1984).

There has been a significant increase, however, in the percentage
of women in professional sales in the last decade. In 1980, the
percentage of women had reached 14.5%, representing a percentage
increase of 119.7 (Gable and Reed, 1987). The increasing number of
women moving into industrial sales positions has generated some
research interest in the sales management literature. Research on
salesperson sex has focused on compariscns of male and female
salespersons' perceptions along such dimensions as job satisfaction,
reward desirability, and role clarity (e.g., Busch and Bush, 1978;

Swan, Futrell, and Todd, 1978; Gibson and Swan, 1981-82) and on



customer acceptance of female salespecple (e.g., Swan, Rink, Kiser, and
Martin, 1984; Lundstrom and Ashworth, 1983). These studies made a
valuable contribution to the understanding of sex differences because
of the importance of self-perceptions on occupational behavior and the
importance of customer acceptance for sales success.

The increasing movement of women into professicnal sales and the
research evidence indicating that managers' information processes are
influenced by subordinate sex, particularly in masculine occupations
such as industrial sales, appear to increase the importance of
obtaining an understanding of the effects of salesperson sex on sales
managers' performance appraisals, A search of the sales management
literature found only cne study (Futrell, 1984) designed to investigate
the influence of sex differences on evaluations. Futrell's study was
designed to examine salespeople's ratings of male versus female sales
managers on the effectiveness of and satisfaction with their leadership
styles. Not one study was found examining the effects of sex on
promotion, compensation, transfer or termination decisions regarding

salespeople.

Purpose of the Research Study

The way in which sales managers make decisions about performance
has a substantial 1impact on the effectiveness of the marketing
function, yet little research has examined such decisions (Johnson and
Shields, 1983). The present research study was designed to help fill
this gap by investigating how sales managers make decisions.
Specifically, the purposes of the research were: (1) To examine the

relative influence of salespeople's job-related ability and job-related



effort on decisions relating to promotion, compensation, transfer, and
termination; and (2} To investigate the effects of salesperson sex on

these decisions.

Significance of the Research
and Expected Contributions

An understanding of sales managers' decision making processes has
several implications for the effective management of members of the
sales force and for sales force researchers. First, awareness of which
performance dimensions influence decisions relating to promotions,
compensation, transfer, and termination should 1lead to a clearer
understanding of performance expectations and a more definitive
specification of the relationship between performance and rewards.
This should enable salespeople to work more effectively toward the
achievement of desired rewards and strengthen salespeople's perceptions
that rewards are based on performance. In addition, it should enhance
the sales manager's ability to explain and defend decisions to the
sales force, reducing potential misunderstandings and perceptions of
inequities.

Second, a comparison of the effects of job-related ability and
job-related effort will aid in the wunderstanding of how these two
components of salesperson performance impact management decisions. To
a large extent, job-related ability has been overlocked in sales force
research, even though it is an important determinant of success and
should be recognized, rewarded and used effectively. Finding that high
priority is placed on ability in management decisions may indicate a

new direction for researchers investigating salesperson productivity.



Finally, despite the increasing number of females among the ranks
of professional salespeople, the sales management literature contains
no information pertaining to how female salespersons are treated in
terms of rewards and sanctions. Knowledge of the influence of
salesperson sex on managerial decisions should be of some importance to
sales managers, if for no other reason, due to the scrutiny of the
governmental agencies overseeing personnel practices, There are,
however, more important reasons for wunderstanding the effects of
salesperson sex on sales managers' decision making processes.
Differential allocation of rewards, unless justifiably based on
differences in performance levels, is clearly detrimental to the sales
organization. Vroom (1964) has suggested that '"the importance of a
given level of wages to a worker is dependent not only on its amount
but on the extent to which it is believed to be fair or equitable" (p.
260). Perceived inequities in the allocation of rewards and sanctions
tend to reduce the importance attached to those rewards and the
propensity to work toward the achievement of those rewards (Tyagi,
1985a). Thus, management, through inequitable reward distribution,
loses or reduces the value of an important source of control over
salespeople. The direction of preference, whether toward males or
females, is much less important than whether a preference exists,

An effective performance appraisal system informs members of the
sales force about performance criteria, procedures, and objectives. It
may be just as important to inform salespeople about the way evaluation
information is used in reaching decisions concerning salespeople. Not
understanding the relative importance of performance dimensions and of

the effects of salesperson sex on advancement, pay, transfer, and



retention decisions may well result in problems of role ambiguity and

dissatisfaction as well as adversely affecting salesperson performance.

Organization of Dissertation

Chapter 1 served to acquaint the reader with an overview of the
research topic. The lack of research on sales managers' decision
making processes was identified as a major gap in the sales management
literature. In addition, the purposes of the research study were
delineated. Finally, the significance and expected contributions of
the study were discussed.

Chapter 2 contains a review of the literature. The review is
presented in several sections. Research on salesperson performance is
first presented followed by a review of sales force evaluation studies.
The final sections of Chapter 2 contain reviews of research on sex
differences in sales jobs and related research from the organizational
behavior literature,.

Chapter 3 presents a conceptual framework for studying the impact
of evaluative criteria on evaluators' cognitive processes. The
research hypotheses and methodology are also presented in Chapter 3.
Chapter 4 contains analyses of the data and Chapter 5 presents a

discussion of the research conclusions and ilmplications.



CHAPTER II

REVIEW OF RELEVANT LITERATURE

Introduction

This chapter is divided into four sections. The first section
contains a review of research on salesperson performance. The review
of this research focuses on studies that examined the impact of
salesperson characteristics on salesperson performance, studies that
used the degree of match between salesperson and customer
characteristics to predict performance outcome, studies that
investigated the impact of role perceptions on salesperson satisfaction
and performance, and studies that examined the relaticnship between
supervisory behaviors and role perceptions. This section concludes
with a discussion of the research findings.

The second section presents a review of the sales force evaluation
research in the sales management literature. The review of this
literature is divided into three subsections consisting of: (1)
research on evaluative methods, (2) research on evaluation practices,
and (3) research on evaluative decisions. The section concludes with a
discussion of the conceptual and methodolegical implications of the
sales force evaluation research for this study.

In the third section, research on sex differences in sales jobs is
reviewed. The review is divided into subsections which present

research on sex differences in salesperson’'s perceptions, research on

10
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sex differences in customer perceptions, and research on sex
differences in evaluation processes. The research findings are then
discussed. Finally, a brief review of related research in the

organizational behavior literature will be presented.

Research on Salesperson Performance

Much of the research on salesperson performance has focused on the
relationship between salesperson characteristics and performance level.
These studies have relied heavily on physical traits ({such as age and
height}, personal experience data (such as education and sales
experience), and personality characteristics (such as ego-drive and
empathy) in studying salesperson performance. The results of studies
that have considered these characteristics related to sales performance
are summarized in Table 1.

The data presented in Table 1 indicate that these characteristics
are inconsistently related to performance. For example, both age and
education were significant in three studies and insignificant in six.
Eight studies found characteristics such as ego-drive and dominance
significantly related to performance while four studies did not find a
significant relationship between these characteristics and performance.
In addition, as seen in Table 1, the findings regarding characteristics
such as social intelligence and social adaptability are also
inconsistent.

Methodological considerations may account for some of the

inconsistencies across studies. A variety of methods have been used to
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TABLE 1

Summary of Studies on Salesperson Characteristics

Significantly Related
to Performance

Not Significantly Related
to Performance

Age

Kirchner et.al. 1960 {industrial)
Mosel 1952 {(retail)
Weaver 1969 (retail)

Education

Meranda & Clarke 1959 (life insurance)
Mosel 1952 (retail)
Weaver 1969 (retail)

Sales Related Knowledge
Sales Experience, Training,
Product Knowledge

Baier & Duggan 1957 (life insurance)

Cotham 1969 (retail)

Ghiselll 1969 (stockbroker)

Tanofsky et.al. 1969 (life
insurance)

Meranda & Clarke 1959 (1life
insurance)

Lamont & Lundstrom 1977
(industrial)

French 1960 (retail)

Baehr & Williams 1668
(specialty food)

Tanofsky et.al. 1969 (life
insurance)

Lamont & Lundstrom 1977
{(industrial)}

Ghiselli 1969 {stockbroker)

Cotham 1969 (retail)

French 1960 (retail)

Tanofsky et.al. 1969 (life
insurance)

Meranda & Clarke 1959 (life
insurance)

Baehr & Williams 1968
(specialty food)

Cotham 1969 {retail)

Ghiselli 1969 (stockbroker)

French 1960 {(retail)



Table 1 (continued)
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Significantly Related
to Performance

Not Significantly Related
to Performance

Dominance, Ego-drive,

Harrell 1960 (0il company)

Meranda & Clarke 1959 (life insurance)
Greenberg & Mayer 1964 (life insuracne)
Howells 1968 (vans)

Greenberg & Mayer 1964 (mutual fund)
Greenberg & Mayer 1964 (automobile)
Dunnette & Kirchner 1960 (trade)
Dunnette & Kirchner 1960 (industrial

Social Intelligence, Social
Adapability

Meranda & Clarke 1959 (life insurance)
Howells 1968% (technical rep)

Howells 1968 (retail)

Howells 1968 (van)

Intelligence

Ghiselli 1969 (stockbroker)
Miner 1962 (oil company)
Bagozzi 1978% (industrial)

Empathy

Tobolski & Kerr 1952 (new automobile)
Greenberg & Mayer 1964 (automobile)
Greenberg & Mayer 1964 (life insurance)
Greenberg & Mayer 1964 (mutual fund)
Lamont & Lundstrom 1977% (industrial)

Miner 1962 (oil company)

Zdep & Weaver 1967 (life
insurance)

Howells 1968 (technical rep)

Howells 1968 (retail)

Miner 1962 (o0il company)

Harrell 1960 (o0il company)

Pruden & Peterson 1971
(industrial)

Scheilbelhut & Albaum 1973
{real estate)

Scheilbelhut & Albaum 1973
(utililty)

Bagozzi 1978 (industrial)

Harrell 1960 {oil company)

Tobolski & Kerr 1952 (used
automobile)

*significant but negatively related
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measure personality variables as well as sales performance. Such
variations can contribute to inconsistent results, For example,
Tobolski and Kerr (1952) administered the Empathy Test to new and used
car salesmen. They found empathy significantly related to the sales
performance of new car salesmen but not to the sales performance of
used car salesmen. Lamont and Lundstrom (1977) used Hogan's (1969)
empathy scale to investigate the relationship between empathy and the
performance of industrial salespeople. They found that empathy was
significantly but negatively related to overall management evaluations
of the salespeople.

Even though there have been methodological differences between
these studies, the degree of inconsistency in results is substantial.
Variables that can be assessed with high accuracy and reliability like
age, education, and sales experience are related to performance in some
studies and unrelated in others (Table 1). In addition, the
relationship, when found significant, between these characteristics and
performance is apparently weak. Churchill, Ford, Hartley, and Walker
(1985) conducted a meta-analysis of 116 studies that investigated
factors that influenced salesperson performance. The studies included
in the meta-analysis were conducted between 1918 and 1982. The
majority of these studies had focused on personal characteristics (25%Z)
of the salesperson and aptitude measures (personality variables) (507).
Churchill et.al. {(1985) found that the average correlation for aptitude
measures was only .138 and for personal characteristics, .161. These
findings suggest that, on average, slightly less than 2% of the

variance in salesperson performance can be accounted for by variations
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in aptitude or by variations in personal factors (Churchill et.al.,
1985).

A second major approach in the study of salesperson performance
was to match salesperson and customer characteristics to predict
performance ocutcome. A great deal of this research focused on buyer-
seller similarity. The rationale for these studies, which derived from
the interperscnal influence and communications literature (e.g.,
Kelman, 1961; Homans, 1961), suggests that the probabiiity of
successful sales performance increases when the buyer and seller are
similar along such dimensions as physical characteristics, backgrounds,
interests, and attitudes.

The seminal research with regard to sales performance was
conducted by Evans (1§863). He matched physical and personal history
characteristics of salespeople and prospects and analyzed similarity in
those dyads which resulted in a sale as opposed to those situations
where no sale occurred. His major conlusion was that similarity of
attributes within a dyad increased the likelihood of a sale. Similar
studies also found greater attitudinal similarity {(e.g., Riordan
et.al., 1977) and age similarity (e.g., Gadel, 1964) between
salespeople and sold and unsold prospects. Although, these studies
found a correlation between similarity and sales, they did not control
for the rival hypothesis that customers who make puchases perceive that
they were more similar to the salespeople than customers who do not
make purchases.

The results of Evans' study also indicated that a customer’'s
perceptions of similarity with the salesperson was of greater

importance than actual similarity in increasing the likelihood of a
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sale., As a result, a number of studies investigated the effects of
perceived similarity between buyer and seliler and sales outcome {(e.g.,
Capon, 1975; Mathews et.al., 1972; Wilson et.al., 1972). The results
of these studies suggest that the effectiveness of perceived similarity
as a predictor of performance depends in part on the success criterion
used. For example, Capon (1975) examined the relationship between
perceived similarity and attitude toward the product, attitude toward
the salesperson, and intention to purchase, The results showed a
strong, positive relationship between perceived similarity and attitude
toward the salesperson. However, no relationship was found between
perceived similarity and attitude toward the product or between
perceived similarity and the intention to purchase the product.

A number of studies using this approach studied the effectiveness
of both perceived similarity between buyer and seller and perceived
expertise of the salesperson on performance outcome {(e.g., Busch and
Wilson, 1976; Bambic, 1978; Brock, 1965; Woodside and Davenport, 1974).
The results of these studies are inconsistent with regard to the
relative effectiveness of perceived similarity and perceived expertise
in explaining performance outcome. For example, both Bambic (1978) and
Woodside and Davenport (1974) found that perceived expertise produced a
greater proportion of purchases versus nonpurchases than perceived
similarity. In contrast, Brock (1965) found that perceived similarity
was more effective than perceived expertise in persuading customers to
switch to higher and lower priced products. Wilson and Ghingold (1980}
speculated that the power of expert and similarity treatments has not

been equal, leading to inconsistent results.
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A more recent approach to the study of salesperson performance
views performance as a function of the salesperson's characteristics,
the salesperson's environment, and his perceptions of that environment.
Research in this area was stimulated primarily by a model of
salesperson performance developed by Walker, Churchill and Ford (1977;
1979). The model posits that salespeople's performance is a function
of five basic factors: motivation; aptitude; skill level; role
perceptions; and personal, organizational/environmental variables.
Personal, organizational/environmental variables also directly impact
the other determinants of performance, and role perceptions directly
impact satisfaction. Performance results in rewards, which, in turn,
lead to job satisfaction.

The primary focus of these studies has been on the
interrelationships between role perceptions, supervisory behaviors
(organizational/environmental variables), job satisfaction and job
performance. This appears to be a promising trend in the study of
salesperson performance. For example, the results of the Churchill
et.al. (1985) meta-analysis indicated that the average correlation
between predictor and performance was highest for role perceptions
(.294).

The role perceptions that have been studied most often are role
ambiguity and role conflict and the primary dependent measure has been
job satisfaction rather than job performance. Role conflict is the
degree to which a salesperson believes that the demands of two or more
of his role partners are incompatible and that all the demands cannot

be simultaneously satisfied (Walker et.al., 1979). For example, a
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salesperson 1is likely to experience role conflict when a customer's
demands are incompatible with company policy.

Role ambiguity 1is the degree to which a salesperson does not feel
he has the necessary information to perform the job adequately (Walker
et.al., 1979), Thus, when salespeople are uncertain about what is
expected of them, or how to satisfy expectations, or how their
performance will be evaluated and rewarded they are likely to
experience role ambiguity.

These constucts are of interest to marketers since several
characteristics of the sales job make salespeople particularly
susceptible to role conflict and role ambiguity. Salespeople occupy
boundary positions requiring them to deal with individuals in external
organizations as well as with individuals within various departments in
their own firms (Donnelly and Ivancevich, 1975). Thus, the sales job
involves a large number of people with diverse expectations, policies,
and problems exerting pressure on the salesperson to satisfy their
demands which are often incompatible {Pruden 1969; Belasco, 1966).

In addition, the sales job may involve some  degree of
innovativeness, requiring the salesperson to develop new business, to
solve nonroutine problems, and to match company products to customer
needs. The salesperson's need for creativity and flexibility to
perform the job well increases the probability that the salesperson
will be in conflict with the organization's operating procedures and
with the expectations of other organizational members (Kahn et.al.,
1964). The number of people and the diversity of situations involved
in the job also create uncertainty concerning expectations and

priorities.
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Kahn et.al. (1964) suggested that role conflict and role ambiguity
have dysfunctidnal psychological and behaviocral consequences. Research
in the organizational behavior literature has demonstrated the
existence of associations among role conflict, role ambiguity, job
tension, dissatisfaction and performance, although the results of this
research are somewhat mixed. For example, some researchers have
reported a significant, negative relationship between role ambiguity
and satisfaction but no significant relationship between role conflict
and satisfaction (e.g., Hammer and Tosi, 1974; House and Rizzo, 1972;
Rizzo, House and Lirtzman, 1970). Others have found a significant,
negative role conflict/satisfaction relationship but no significant
relationship between role ambiguity and satisfaction (e.g., Tosi and
Tosi, 1970; Tosi, 1971).

The sales force research investigating the influence of role
conflict and ambiguity is summarized in Table 2. The studies examining
the impact of role perceptions on salespeople's satisfaction has, for
the most part, reported negative relationships. Franke, Behrman, and
Perreault (1982), for example, found that a significant portion (60%)
of salespeople's satisfaction was explained by role ambiguity and role
conflict, along with two other variables - internal locus of control
and nights worked (all predictors significant at p < .02). Role
ambiguity, role conflict and nights worked were negatively related to
satisfaction while internal locus of control was positively related to
satisfaction.

Similarly, Behrman and Perreault (1984) reported that role
ambiguity and role conflict were significantly (p < .01), negatively

related and internal locus of control was significantly (p < .01)
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TARLY 2

Summary of Ressarch on Salasparson Hole Psrceptions

Explanatory
Variables

Cutcome Variables

Job
Parformance

Job

Satisfaction

Role Ambiguity

Role Conflict

Bush & Busch, 1981-B2
Bagozei, 1978
Futrall, Swan

& Todd, 1976
Bahrman, Bigoness

& Parreault, 1981
Franke, Bahrman &
Parrasult, 1982
Bahrwan & Ferreault,
1984

Dubinsky & Hartley,
1976

Bagorzi, 1978
Pranke, Bahrman

& Parreault, 1982
Dubinsky & Hartley,
198¢

Bahrman & Perrsault,
1984

Bush & Busch (1981-82)
Churchill, Ford

& Walkar, 1976

Teas, Wacher &

Hughas, 1979

Donnelly & Ivancevich,
197%

Futrell & Schul,
Bagozzi, 1978
Franks, Behrman &
Perrsault, 1982
Taas, 1981
Bahrman & Perresult,
1984

Kohli, 1985

Dubinsky & Hartley,
1986

Fry, Futrell, Parasur-
aman b Chmielewski,
1986

Ford, Walker &
Churchill, 1%76

1977

Tord, Walksr &
Churchill, 1976
Churchill, Ford &
Walker, 1976
Bagozzi, 1978
Franke, Behrman &
Pearraault, 1982
Teas, 1982
Behrman & Parreault,
1984

Dubinaky & Hartley,
1986

Try, Putrell, Parasur-
aman & Chmislewski,
1986

{ + = positive relationship,

relationship)

- = pegative relationship,

x = nonsignificent
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positively related to salesperson satisfaction. The predictor
variables explained 427 of the variance in satisfaction. 1In both of

these studies, the path coefficients for role ambiguity (-.30, Franke

et.al.; -.32, Behrman and Perreault) and role conflict (-.32, Franke
et.al.; -.30 Behrman and Perreault) were approximately equal in

magnitude and were larger than the path coefficients of the other
significant predictors of satisfaction (internal locus of control, .24,
Franke et.al., .20 Behrman and Perreault; nights worked, -.20, Franke
et.al.).

Several additional studies have reported significant negative

effects of both role ambiguity and role conflict on salesperson

satisfaction (Fry et.al. 1986; Churchill et.al., 1976; Ford et.al.,
1976). Others, however, have obtained inconsistent results (Dubinsky

and Hartley, 1986; Bagozzi, 1978; Teas, 1983). For example, the
results of the study by Dubinsky and Hartley (1986) indicated that role
ambiguity (-.43) was inversely and significantly {(p < .,0l) associated
with job satisfaction. Although the pairwise correlation between role
conflict and satisfaction was significant (p < .05), role conflict was
not a significant predictor of salespeople's satisfaction. Dubinsky
and Hartley reported that role ambiguity alone explained 187 of the
variance in satisfaction.

In contrast, Bagozzi (1978) and Teas (1983) found role conflict to
be significantly (p < .001) negatively related to satisfaction. In
both of these studies, role ambiguity was not a significant predictor
of satisfaction but the pairwise correlations between ambiguity and

satisfaction were significant (p < .01).
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Several explanations have been offered for the inconsistent
results. One possibility has to do with the role conflict measures
used in the studies. Although most of the studies used items from the
instrument developed by Rizzo et.al. (1970) to measure role conflict,
the type of role conflict being measured varied. Both Franke et.al.
(1982) and Behrman and Perreault (1984) measured several different
types of role conflict including intersender conflict, intrasender
conflict, personal role conflict and work overload. Intersender
conflict occurs when customers, managers, family and members of the
sales reps role set make competing demands while intrasender conflict
occurs when competing or inconsistent demands come from a single
individual (Miles and Perreault, 1976). When job expectations disagree
with salespeople's personal values or orientations, personal role
conflict occurs (Behrman and Perreault, 1984). Work overload results
wnen the salesperson is expected to accomplish more than 1is possible
given available time and resources. The results of both the Franke
et.al. (1982) and Behrman and Perreault (1984) studies showed a
significant role conflict/satisfaction relationship. Dubinsky and
Hartley measured only intersender conflict and did not find a
significant relationship between role conflict and satisfaction.
Perhaps the significant effects of role conflict obtained in the two
former studies were in part attributable to the fact that the conflict
measures used tapped more of the different aspects of the conf'ict
which the typical salesperson might experience on the job (Behrman and
Perreault, p. 19; Dubinsky and Hartley, p. 43). This explanation is
not entirely satisfactory because other studies that found role

conflict significantly related to satisfaction measured only
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intersender conflict as did Dubinsky and Hartley (Ford et.al., 1976;
Churchill et.al., 1976; Fry et.al., 1986; Teas, 1983; Bagozzi, 1978).
Only two of these studies, however, used items from the Rizzo et.al.
intersender role conflict scale (Fry et.al., 1986; Teas, 1983),

The inconsistent findings also may be due to the high correlation
between the role ambiguity and role conflict variables. To examine
this issue, Teas (1983) estimated two job satisfaction equations, one
dropping role ambiguity and the other excluding role conflict.
Dropping role ambiguity had little effect on the results; the
statistical significance of the remaining variables did not change, and
the reduction in explained variance was small. Dropping role conflict
resulted in a statistically significant (p < .10) negative role
ambiguity/job satisfaction relationship, no changes in the significance
of the other variables, and a small reduction in the amount of variance
explained. These results support the findings concerning a significant
role conflict/satisfaction relationship and indicate that the
insignificance of role ambiguity in the original equation was due to
shared variance between role ambiguity and role conflict, and thus
should be interpreted with caution (Teas, 1983, p.89).

A further explanation for the failure of some researchers to
obtain a significant role perception/satisfaction relationship relates
to the type of job satisfaction measures used in the studies. The
three studies reporting an insignificant role perception/satisfaction
relationship used a composite measure of satisfaction (Bagozzi, 1978;
Teas, 1983; Dubinsky and Hartley, 1986). The results of the study by
Fry et.al., (1986) indicated that role conflict and role ambiguity have

differential effects on various facets of job satisfaction. For



