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CHAPTER I 

INTRODUCTION 

A hard working^ dedicated and stable work force is 

prized and sought after by most business leaders. 

Employee organizational commitment and job satisfaction 

have long been considered key íactors in a firm's ability 

to build and to maintain such a force. 

In the field of marketing the problem of maintaining 

satisfied and committed employees is more difficult than 

in some other functions of the enterprise. Marketers tend 

to function at the boundaries of their organizations. 

Industrial salespeople, marketing researchers, product 

managers, public relations and advertising people are all 

"boundary spanners." They all share role sets with 

people outside their organizations.(Churchill, et al. , 

1985). 

This means that on a day-to-day basis marketers must 

deal with many persons located outside their own firm or 

department. This situation tends to subject marketers to 

conflicting, and sometimes irreconcilable demands from 

their many role partners. As a result, marketers who hold 

boundary-spanning positions are susceptible to job-related 

stress caused by constant conflicts and ambiguities in 

their work environment. 

Marketers are also called upon to solve many non-

routine problems, making their work role an innovative 

one. This is a further source of potential stress on the 

individual marketing employee <Kahn, et al.. 1964). 

In excessive quantity, stress becomes a threat to the 

individual's mental and physical well being, as well as a 



predictor of job dissatisfaction and lowered commitment to 

the organization. In turn, these outcomes may predict 

lower performance, absenteeism and eventual voluntary 

turnover. 

Little is known about the personality traits which 

prepare the marketer to meet this diíficult work environ-

ment. However, it is known that a "misfit," or incon-

gruence between job demands and the individual's personal 

traits can cause stress and negative outcomes such as Job 

dissatisfaction (Dubinsky, Howell, Ingram, & Bellenger, 

1986)? Kahn, 1981) and turnover. 

Negative outcomes may be due to dissatisfaction and 

lack of commitment to the employing organization, or due 

to dissatisfaction and lack of commitment to the career 

occupation being performed. The "objects" of commitment 

and satisfaction are seldom studied as distinct betveen 

occupation (career) vs. organization (employed Job). As a 

result, marketers may be satisfied and committed to the 

career of "salesperson, " but not to the sales job at "XYZ" 

company. Little is understood concerning the differences 

in these types of satisfaction and loyalty. 

Marketing management can ill afford dysfunctional 

outcomes. The cost to hire, train and develop Just one 

industrial salesperson may run from $10,000 to $50,000. 

According to one authority, American companies spend over 

$5 billion each year to replace salespersons who are fired 

or quit voluntarily (Weitz, 1979, in Albaum & Churchill, 

1979). But, no exact price can be placed upon the failure 

to perform and perform aggressively in the marketplace. 

The actual cost may be failure of the firm in the face of 

its competitors. 

Next the current situation and opportunities for 

research are reviewed. 



The Current Situation 

Marketing management currently has at its disposal a 

considerable body of theoretical assistance for choosing, 

motivating, and understanding its sales personnel (e.g., 

Churchill, Ford, Walker, Sales Force Management. 1985). 

However, these models offer little insight into the 

effects of personal traits on marketer Job satisfaction 

and commitment. 

Furthermore, there is little research available to 

help management understand various marketing positions 

other than sales, such as marketing researchers, product 

managers, and advertising personnel. These positions often 

contain stress factors similar to those faced by the 

salesperson. It is important to maintain the satisfaction 

and commitment of these employees, and to hire new 

recruits who will "fit" the demands of the marketing Job 

environment. 

Current Models 

One popular current explanation of marketer behavior 

is the Churchill, Ford, Walker, Model of the Determinants 

of Salesperson's Performance (Churchill, et al. , 1985). 

This model (Figure 1.1) cites the antecedents of perfor-

mance and satisfaction of the salesperson as "personal, 

organizational, and environmental variables" (p.298). 

The model then posits the functions of motivation, 

skill levels, aptitude and role perceptions (role ac-

curacy, conflict, and ambiguity) as influencers of 

performance. Satisfaction, in turn, is influenced by the 

person's rewards from performance and the potential stress 

from role perceptions (a negative factor). 

Explanatorv weakness. Empirical research has been 

disappointingly weak in supporting the predictive value 

of the various antecedents of marketer behavior. The 

result of a recent meta analysis shows that the average 
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coefficient (r) across 1653 individual correlations is 

only .19. Not even 4% of the variance in sales perfor-

mance was predicted by the determinants measured. 

The use of multiple factors improves prediction, but 

the combined explained variance remains modest. A recent 

study of Job satisfaction and performance conducted with 

196 sales representatives (Behrman & Perreault, 1984) 

explained Just 25% of the variance in Job performance, and 

42% of the variance in Job satisfaction. 

This weakness in explanatory power of personal, 

organizational and environmental variables has lead 

Churchill, et al. (1985), to comment that many questions 

concerning these variables remain unanswered. There is a 

lack of empirical work investigating interactions between 

antecedents and the search for new determinants (p.302). 

Areas in Particular Need of 
Further Research 

Three areas of particular need have been selected for 

this research to help broaden our understanding of 

marketer satisfaction and commitment. These areas are: 

(1) Conqruence. or how the personal characteristics of 

marketers fit the demands of their work environment. (2) 

Personal characteristics, those factors which individually 

prepare a person to meet the environment's demands. 

Personality is the particular area of focus. (3) The 

ob.iects of "commitment" and "satisf action" . . . do these 

constructs represent attitudes toward the "job," or toward 

the "career?" Next, each of these areas is reviewed, 

discussing first the focal problem seen in the literature, 

then proposed new approaches. 

Conqruence 

A good fit between the characteristics of the indivi-

dual and the demands of the job is important to a person's 



Job satisfaction and commitment to the firm. Holland, in 

his Theory of Vocational Choice said, "Vocational satis-

faction, stability and achievement depend on the con-

qruehce between one's personality and the environment...in 

which one works" (Holland, 1973, p.9; Cemphasis added]). 

In the marketing literature, Dubinsky, et al. . (1986) in 

their recent study of sales force socialization, point out 

the importance of congruence to job satisfaction and 

performance and call for further research to determine how 

congruence can be more effectively measured. 

Both "person, " and "environmental, " factors are 

usually included as basic model antecedents to predict 

marketer behavior (Note: Figure 1.1). But, individually 

they explain little of the behavior that they are expected 

to predict. 

Current approaches. Current research suggests that 

environmental and personal characteristics are moderated 

by the role perceptions of the individual (Churchill, et. 

al.. 1985; Behrman & Perreault, 1984; Fig. 1.1 and 1.2). 

If the individual's perceptions are accurate and uncon-

flicting then marketer behavior and attitudes should be 

enhanced. But, if role conflict and role ambiguity exist, 

there is an "incongruity" between the person and the job 

environment. 

When role conflict and ambiguity are present, re-

searchers have determined that Job-related stress results 

(Kahn, et al., 198^). This leads to job dissatisfaction 

and degradation of performance. However, there appear to 

be problems in both the conceptualization and measurement 

of role- conflict and ambiguity. These problems are now 

discussed and a proposed solution is advanced for the 

direct measurement of congruence. 

Current problems in measurement of conqruence. The 

effects of person-environment fit and Job-related stress 

upon organizational commitment have been largely 
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un-researched in the field of marketing. A current 

approach to conceptualizing the effects of role stress on 

satisfaction and performance is illustrated in the 

summarized Behrman & Perreault (1984) model, Figure 1.2. 

In a field test with 196 sales representatives, the 

Behrman & Perreault Role Stress model explained about 257. 

of the total variance in Job períormance. The study also 

explained 42% of the variance in Job satisfaction 

(organizational commitment was not included). While the 

explanation of satisfaction was meaningíul and statisti-

cally significant, much variance was left un-determined. 

Considering that portion of the model which explains 

Job satisfaction, difficulties in the research approach 

are apparent. It is hoped that addressing these difficul-

ties in the present research may lead to improved ap-

proaches to the study of role-stress effects on Job 

satisfaction. 

The first difficulty deals with the conceptualization 

of role stress as either role conflict or role ambiguity. 

The second difficulty concerns the assessment of the 

effects of individual differences, both the approach to 

measurement of these effects and the choice of charac-

teristics to be considered, particularly in the area of 

personality traits. 

Problems in present concepts of role stress. In the 

Behrman & Perreault (1984) model and in the Churchill, et. 

al. (1985) model, Job related stress is conceptualized as 

entirely "role conflict" or "role ambiguity" (ChurchiII 

adds, "role accuracy"). Both of these concepts are well 

accepted and have been used as indicators of role stress 

since the Kahn, et al., 1964 work on the subject. How-

ever, this approach has certain disadvantages. 

First, the role conflict-ambiguity approach to role-

stress measurement implicitly assumes that the effects of 

all the role-related stress reflected in these two vari-



ables may be interpreted in a consistent manner. This has 

not been the case. There are at least two different 

theories suggesting how role conflict should be inter-

preted. 

The "Yerkes-Dotson Law" (1908) suggests a "U"-shaped 

relationship between stress and performance. Supported by 

the "activation" theory of motivation (Scott, 1966), this 

line of interpretation would suggest that the presence of 

very little conflict would offer the person insufficient 

stimulus to perform. A moderate amount of stress would be 

assumed optimum, and a high level would damage performance 

because the individual would become pre-occupied by coping 

activity. 

A second competing theory equates conflict with chal-

lenge (Meglino, 1977). Here "more is better" and the in-

creased role conflict is hypothesized as a positive linear 

antecedent to performance. 

In current marketing empirical studies, role conflict 

is considered to exert a positive influence upon Job 

performance, but a negative influence on Job satisfaction. 

Role ambiguity is viewed as a negative influence in both 

cases. 

The role conflict-ambiguity approach to the measure-

ment of stress does not specify, per se, whether the 

"observed" stress is positive or negative (good or bad), 

nor does it indicate in any way what quantities of stress 

are tolerable to the individual. Furthermore, this 

approach fails to connect the measured role stress to a 

specific antecedent where multiple causal factors are 

present. 

Students of the Job satisfaction concept consider 

satisfaction to be a positive emotional response to the 

Job experience (Locke, 1976, p.1300). Stress, due to role 

conflict is currently viewed as a negative influence on 

such emotional responses (Behrman & Perreault, 1984). 
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However, it is conceivable that an aggressive, highly 

competitive salesperson might actually welcome some amount 

of role conflict as stimulating and be satisfied by its 

presence in his Job (per "Yerkes-Dotson Law"). On the 

other hand, another individual could find role conflict 

extremely displeasing, even in moderate amounts (per 

current theory) and report Job dissatisfaction. 

A similar example could be offered in the case of 

role ambiguity. A talented marketing researcher might 

consider ambiguity, even role ambiguity, a challenge to an 

analytical mind. This person's individual response to 

role ambiguity might actually be positive, Just the 

opposite direction from current theory prediction. Again, 

the role conflict and ambiguity approach, as currently 

applied, fails to consider individual differences in 

stress acceptance. 

In short, the first difficulty presented by the role 

conílict-ambiguity approach to stress measurement is 

twofold. First, there are conflicting theories of how the 

construct should be interpreted, and second, the approach 

fails to consider the individual differences in human 

acceptance, or tolerance, of stress. 

Current problems in role-stress measurement. The 

lack of a valid instrument with which to measure role 

stress is a serious weakness in current research. The 

most widely used instrument, the Rizzo, House, Lirtzman 

scale (1970), has been challenged as failing to measure 

two discriminantly valid dimensions of stress (conflict 

vs. ambiguity) (Howell, Wilcox, Bellenger, & Chonko, 

1985). 

The scale is further criticized as lacking reliabil-

ity in some items which appear sample specific. Finally, 

the scale distinguishes only among people who exhibit low-

to-moderate role stress. In short, marketing researchers 
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may have a flawed instrument for measuring Job-related 

stress. 

To these criticisms must be added the fact that even 

if the House, Rizzo, Lirtzman scale did accurately measure 

role conflict and role ambiguity stress, it would not 

recognize individual differences in the subject's toler-

ance for stress. In other words, it is uncertain that a 

given individual who reports role conflict or role ambi-

guity would experience felt stress, or the ensuing strain 

outcomes. 

Ob.iective 1: Conqruence--Direct measurement. The 

foregoing problems concerning the role conflict/ambiguity 

method of measuring Job stress suggest the need for an 

improved approach. 

One such approach would identify a discrepancy in the 

conqruence between the individual's personal character-

istics, such as needs, capabilities, and tolerances, vs. 

the demands and opportunities of the work environment. 

Congruence of the individual with the environment 

infers a lack of stress. But, incongruity (lack of fit), 

or "missmatch" of person and environment would predict the 

likelihood of Job-related stress as well as the physiol-

ogical, psychological and behavioral strain which accom-

panies it. 

This is the principle of the Person-Environment (P-E) 

Fit measurement approach to determining Job related stress 

(Caplan, et al. , 1971; French, et al. , 1974). The ad-

vantage of this approach lies in its ability to provide a 

broader and more direct "goodness-of-fit" measurement. 

The goodness-of-fit method is broader because it 

allows all the characteristics of the individual to be 

involved in the comparison with specific characteristics 

of the environment which the person faces. It is more 

parsimonious because it provides a "congruence" score 



which eliminates the need for an intervening variable, 

such as role conflict or ambiguity. 

This approach is particularly appropriate for market-

ing researchers to use to explain the effects of "con-

gruence" on Job satisfaction since that concept depends 

upon matching the characteristics of the person with the 

Job. . . "Job satisfaction depends on the characteristics of 

both the Job and the individual who holds it" (Kahn 1981, 

p. 104). 

The goodness-of-fit approach has not appeared beíore 

in the marketing literature and will be introduced in this 

dissertation. 

Next, we discuss the current situation regarding 

assessment of the effect of individual characteristics on 

marketer behavior, Job satisfaction and organizational 

commitment. 

Individual Characteristics 

Individual characteristics examined in the marketing 

studies have included age, tenure, training, experience, 

and personality traits. In general, these characteristics 

have been weak in explaining marketer Job-related behavior 

and attitudes. 

Personality factors. While personality factors are 

often included in explanatory models of Job satisfaction 

and organizational commitment, the results have been 

generally weak. This is particularly disappointing, since 

one would naturally expect that a marketer's personality 

would have a strong influence on his or her success in a 

marketing Job. Achievement need, locus of control, self-

esteem, and growth-need strength are some of the more 

significant personality factors. 

For example, Behrman & Perreault (1984) found the 

personality factors, locus of control (-), and need for 

achievement ( •*• ) were both signif icantly correlated with 



13 

industrial salesperson Job satisfaction. However, in a 

regression analysis of explanatory variables influencing 

satisfaction the researchers retained locus of control, 

but dropped achievement need from their "trimmed" model. 

In the Behrman & Perreault (1984) study locus of 

control was correlated r= -.43 with satisfaction, but 

achievement need was only correlated r=.25. Bagozzi's 

(1978) research on causes of Job performance and satisfac-

tion found "task specific" self-esteem correlated at .28 

and .25 (in 2 samples) with Job satisíaction signiíicant, 

but low. "Generalized" self-esteem correlated .10 and .07 

with Job satisfaction in the same two studies. These 

relationships were not statistically significant. 

A meta analysis of determinants of salesperson 

performance conducted by ChurchiII et al. , (1985[b]) found 

that "personal factors" produced an average r* of only . 03 

in 407 relationships tabulated. "Aptitude" was even 

weaker, averaging only .02 r* in 820 relationships. 

The management literature reports mixed opinions of 

the needs-satisfaction approach to Job attitudes and 

behavior study (Pfeffer, 1982, pp.54-63). The individual 

needs proposed by Maslow, Alderfer, and McCIelIand have 

been widely researched, but also widely criticized as 

influencers of Job attitudes and behaviors. Criticisms 

range from lack of falsifiability, to lack of empirical 

evidence. 

However, researchers continue to study individual 

personality and needs differences with the result that the 

empirical evidence of their importance is growing. As 

example, Loher, Noe, et al., (1985) in a meta-analysis of 

28 studies found that individual growth need strength 

<GNS) was a significant moderator of the Job characteris-

tics-Job satisfaction relationship (p.2a7). 
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Better individual characteristics predictors needed. 

The low explanatory value of personality traits may result 

from the use of "borrowed" measurement scales which tap 

narrow segments of the individual's personality. For 

example, the Rotter (1966) internal-external locus of 

control scale is a significant predictor of satisfaction 

and of stress. But, it is generally used in combination 

with other scales in order to provide sufficient "person-

ality" decriptors to serve the purposes of a given model 

(e.g., Behrman & Perreault, 1984). 

The nature of boundary-spanninq persons (BRP's). 

There would seem to be a need for a broader-based 

personality instrument, more suited to the particular 

needs of marketing management. Since the marketer's Job 

often involves "boundary-spanning" activities, personality 

characteristics reflective of the demands of such Jobs 

would be appropriate. 

The unique demands of the boundary-spanner's role are 

described by Adams (1976) as the following: (1) distance, 

(2) representative nature, and, (3) influence agent 

status. This means that the boundary role person (BRP), 

for example an industrial salesperson, may operate at a 

considerable organizational and/or physical distance from 

supervision. The BRP acts as an interíace, representing 

the parent organization with the outside world. There is 

much communication and many "transactions" conducted with 

outsiders. Finally, the BRP is often called upon to take 

on an advocacy role on behalf of his or her own organiza-

tion. The sales person is an excellent example, but 

product managers, advertising/public relations people and 

even market researchers are boundary-spanners as well. 

The BRP's role subjects the individual to con-

siderable role stress (Kahn, et al., 1964). Kahn says 

that boundary positions "...constitute a major bat-

tleground of intergroup conflicts" (p.101). 
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The personality characteristics which would fit a 

person for such a Job and enable him or her to cope with 

the environment might be expected to include the following 

psychological traits: high need for achievement, internal 

locus of control, high tolerance for ambiguity, and a high 

degree of innovativeness. 

Qb.'jective 2: A measure of "entrepreneurial spirit. " 

The characteristics of the BRP and the demands of the 

boundary-spanning Job sound similar to those of the entre-

preneur, the person who initiates and manages new business 

enterprise (Table 1.1). The entrepreneur must be inter-

nally controlled (f&&l master of one's own fate), be 

driven to achieve, and put up with a large amount of 

conflict and ambiguity. The entrepreneur is also innova-

tive and needs independence and autonomy. 

No composite instrument which measures this partic-

ular combination of personality characteristics (of such 

great importance to marketers) is known to exist. It will 

be an objective of this dissertation to develop and test 

such an instrument. 

Entrepreneurial characteristics have been studied for 

some time. Leading researchers in the field have already 

associated several well known personality traits with the 

entrepreneur. These are summarized in Table 1.1. 

It is hoped that the availability of such a measure 

of "entrepreneurial spirit" will help marketing management 

in its efforts to recruit individuals who will possess 

personalities with the "right stuff" to succeed, be 

satisfied with, and committed to their demanding marketing 

Jobs. 

The next issue addressed is the current situation 

related to the study of organizational commitment in 

marketing and the need to distinguish the "objects" of 

commitment and satisfaction between attitudes toward 

"career" and "Job." 
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Table 1.1 

Historical Development of Studies of Psychological 
Characteristics of Entrepreneurs 

Year Researcher(s) Entrepreneurial Trait 

1964 

1965 

1965 

1971 

CoIIins, Moore and 
Unwalla 

McCIelIand 

Litzinger 

Hornaday and Aboud 

1975 Shapero 

High need for autonomy 

High N ach 

High need for autonomy; 
Low need for support 

High N ach; high need 
for independence and 
leadership; low need 
for support 

Internal locus of 
control 

1979 DeCarlo and Lyons High need: achievement, 
aggression, indepen 
dence, leadership; 
low need for 
support, conformity, 
benevolence 

1982 Schere' High tolerance for 
ambiguity 

Source: Sexton & Bowman, 1984 Academy of Management 

Meeting 
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"Ob.iects" of Commitment and Satisfaction 

Commitment refers to loyalty, allegiance and the 

identification which an individual feels toward an 

organization, a career, an occupation, or a cause. It is 

an important concept which has been related to employee 

absenteeism and turnover (Figure 1.3). In fact, Mowday, 

Porter and Steers suggest that, "...the strongest and most 

predictable behavioral outcome of employee commitment 

should be reduced turnover" (Mowday, et al.. 1982, p.35). 

Yet, there are only two studies in the marketing 

literature which address the issues of commitment (Hunt, 

et al. . 1985, and StiII, 1983). The Hunt, et al. (1985) 

study tested a commitment model with practitioner members 

of the American Marketing Association, mostly sales, 

product and marketing managers, and marketing researchers. 

StiII's research addressed the difference in commitment 

between part time and regular retail store employees in 

Sidney, Australia. Considering the important outcomes of 

commitment this would seem very little attention from the 

marketing community. 

A typical model of commitment suggests that four 

categories of antecedents are influencial. They include 

personal and role-related characteristics, structural 

characteristics, and work experience (Figure 1.3). 

First among the outcomes of commitment is the desire 

and intent to remain with the organization. These 

outcomes translates into turnover vs. continued employment 

and are thus extremely important to management. 

"Job effort," while less researched, promises the 

potential of hard work on behalf of the interests of the 

company. This is more difficult to measure, but none-the-

less prized by management. 

This research expects to add to the few studies of 

organizational commitment in the marketing literature by 

testing person-role congruence as a new antecedent. 
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Personal — 
Characteristics 

Role-Rélated — 
CharacteristicB 

Structural — 
Characteristics 

Work 
Experience — 

Organizational 

Commitment 

Outcomes 

Desire to Remain 
Intent to Remain 
Attendance 
Retention 
Job Eífort 

Figure 1.3 

Commitment As Attitude 

Howday, Porter and Steers, 1982, p.30 (similar to Steers 
1977, p.47). 
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Next discussed is a special aspect of commitment and 

satisfaction which has not been addressed in the marketing 

literature before. This is the diatinction between "ob-

jects" of commitment and satisfaction. 

"Qbiects." Although considerable work has been done 

investigating the causes and outcomes of Job satisfaction 

and (in management literature) organizational commitment, 

the "objects" of these two constructs have not been 

clearly distlnguished (Churchill, et al.. 1976; Mowday, et. 

al.. 1982, and Bagozzi, 1980). 

Importance of dif ferentiating "ob.lectB. * An impor-

tant distinction in "objects" is the difference in 

commitment to, and satisfation with, one's .1ob as a 

sltuation (place to work), as opposed to a career or 

occupation. To illustrate the difference between these 

two objects, one might consider the commitment of a 

professional to thé goals, principles, and intrinsic 

satisfactions of the professional career occupation. This 

is termed, "career" commitment. 

In contrast, consider the commitment and satisfac-

tions which one inight have for a specific organization, or 

employer. This concept is termed, "job" commitment. 

A marketer could be quite satisfied and even com-

initted to a career as, say, a market research profes-

sional. The individual might be well suited for this 

position, both by training and temperment, and desire to 

maintain membership in the profession. However, at the 

same time, work experiences, role-related factors, or 

structural characteristics of the company for which he 

works, may cause the person to quit. 

The outcome of thls example was turnover, which might 

have been predicted by a better understanding of "career" 

commltment as opposed to "career" or organizational 

commitment. 
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TvpeB of oblects. The management literature recog-

nizes at least three types of commitment. They are as 

follows: (1) organizational commitment, (2) job commit-

ment, and (3) career commitment (Wiener & Vardi, 1980). 

The concept of "dual" commitment indicates simultaneous 

loyalty to two entities (Angle & Perry, 1981). 

Dual commitment. Dual commitment suggests that 

loyalty to both entities is possible and may co-exist 

provided one entity does not enforce conflicting demands 

vith the interests of the other. Some examples which have 

been researched thus far include dual commitments to a 

trade union and a company, a military reserve position and 

a civilian Job, and a medical professional (nurses) and a 

health care institution (Angle and Perry, 1986; Martin and 

O'Laughlin, 1984; and Welsch and LaVan, 1981). 

In the field of marketing no attempts have been made 

to distinguish between objects of commitment or satisfac-

tion beyond the multifaceted job satisfaction scales which 

generally include a category of "intrinsic" job satisfac-

tion (the Job itself). It would seem that clarifying the 

"object" of satisfaction and commitment would help manage-

ment to defend against un-wanted turnover and personnel 

"pirating" by other firms. 

Qblective 3: Distinauish "ob.lects" of commitment and 

satisfaction. Advanced knowledge of the conditions which 

weaken "job" commitment in favor of "career" commitment 

could lead to Job adjustment programs and the like to make 

loyalty to the company more attractive than "job hopping." 

Qne of the objectives of this research will be to 

draw the distinction between "job" and "career" commitment 

and satiBfaction and to test the Influence of person-role 

congruence on both. The next chapter will focus upon a 

review of the literature pertinent to the concepts 

embodied in this research. 



CHAPTER II 

LITERATURE REVIEW 

Introduction to Concepts 

The purpose of this chapter is to bring to light 

current theory and empirical knowledge of the main con-

structs addressed in this dissertation. The following 

central research issues guide the direction of the litera-

ture review. 

Central Research Questions and Issues 

1. What principles can help marketing management 

to gain and to keep a committed and satisfied 

work force? 

2. What are the causes of and barriers to 

achieving job satisfaction and organizational 

commitment among marketing employees? 

3. How does the marketer's boundary-spanning 

role increase the individual employee's suscep-

tibility to job stress and strain? 

4. Does the person-role fit of a marketing employee 

make a difference to his, or her feelings of stress, 

satisfaction in the job, and commitment to the 

organization? 

5. If the person-role fit is important, does a 

particular personality trait, an "entrepreneurial 

spirit," enable marketers to better cope with the 

stress of their jobs and find intrinsic happiness in 

their labor? 

The concepts which influence the central research 

issues of the dissertation are summarized in this section, 

21 



22 

A detailed literature review follows in the body of the 

chapter. 

Boundarv-Spanning 

One of the features of many marketing jobs, such as 

that of the industrial salesperson, the product manager, 

and the market researcher, is the "boundary-spanning" 

nature of their work. Their roles place them in com-

munications and dealing with role partners outside their 

own departments and firms. The marketer represents his 

organization with other organizations and with the public. 

This is a potentially stressful position when one 

considers the conflicting demands and expectations of so 

many role partners and the importance of success in the 

Job. There are many traits of the "entrepreneur" in 

boundary-spanners. They must be independent, want to 

achieve, be innovative and resourceful, and able to handle 

conflict and ambiguity. Boundary spanning is an important 

variable to the understanding of marketers' satisfaction 

and commitment. 

Conqruence and Stress 

HoIIand's theory of vocational choice states that 

people choose a Job which is congruent with their per-

sonality. The theory goes on to predict that, "vocational 

satisfaction, stability and achievement depend on the 

congruency between one's personality and the environment-

...where one works." 

Phrased another way, "congruency" means "fit," fit 

between the person and the environment. The measure of 

congruency used in this dissertation is the P-E fit 

concept of the industrial psychologists (Caplan, et al.. 

French, and others). This device compares the indivi-

dual's perception of his environment with his environmen-

tal "ideal," or "preference." The result is a goodness-
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oí~fit score which indicates how "congruent" the person is 

with some particular aspect of his Job situation. 

The advantage of the P-E fit system is its ability to 

measure compatibility directly. The individual's own 

self-report automatically adjusts for differences in 

strength or weakness of personality, as well as severity 

or ease of the environmental situation. The net effect 

("fit") of the interaction of person and Job is reported 

directly. 

Of course, the subjects of this research may choose 

not to provide honest self-reports and to falsify the 

data. However, the researcher anticipates that, as 

supported in previous studies (Kahn, 1981, pp.101-120), 

differences will be revealed and that self-reports will be 

generally valid as found by ChurchiII, et al.,(1985 b, 

p. 117) in their meta-analysis of salesperson self-reports 

of performance. 

Stress is the most obvious result of misfit between 

person and Job. Stress is an expected outcome of incon-

gruence and one that has been well supported in the 

management literature (Kahn, et al.. 1964). It results in 

unhappiness (dissatisfaction), instability (turnover), 

degradation of performance, and actual physical illness. 

Role stress is well documented and viewed in the marketing 

literature as role conflict or role ambiguity. However, 

there are serious difficulties in the operationalization 

of these constructs. They have been found to be lacking 

discriminant validity (Howell, Wilcox, Bellenger, & 

Chonko, 1985) and their items may not measure stress 

evenly throughout the population. 

Seldom if ever has the presence of stress been 

measured in the marketing context using the P-E fit 

approach. This will be a contribution of the present 

dissertation. 
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Job Satisfaction 

Job satisfaction is an emotional response to the Job. 

It is "happiness" with one's work in all of its facets, 

pay and promotion, recognition for having done well, the 

Job itself and the person's ability to grow and be 

challenged by it, working conditions, and the people with 

whom one works. AII of these factors make up Job satis-

faction. It is a potentially volitile concept because any 

of its many causes can be "up one day and down the next." 

Job satisfaction is very important to the employee 

and to the employer, as well. It has been negatively as-

sociated with stress, absenteeism and turnover. On the 

positive side, it represents morale and is associated with 

commitment to the organization. Satisfaction is no longer 

viewed as a cause of high performance, as it once was. 

But, most researchers will agree that a minimal amount of 

Job satisfaction is a necessary, if in-sufficient condi-

tion for success. 

Job dis-satisfaction is a negative result of Job 

stress. It is one of the dependant variables of this 

dissertation. Its causes will be examined in the light of 

the person-role congruity vs. stress "fit" which is 

produced. 

Job satisfaction will also be related to organiza-

tional commitment. How sensitive are the two concepts to 

differences in P-E fit? Are "entrepreneurial-type" 

personalities more satisfied in their boundary-spanning 

Jobs? Would it be advisable for marketing managers to 

recruit for persons who possess "entrepreneurial" per-

sonality traits that equip them to cope with boundary-

spanning marketing Jobs? 

Orqanizational and Dual Commitment 

Organizational commitment includes the notions of 

involvement with the organization, acceptance of its 
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beliefs and goals, wanting to work hard for it, and a 

strong deslre to maintain membership in it. In short, it 

means loyalty. 

Hany of the same antecedents which cause Job satis-

faction also contribute to commitment; for example, Job 

characteristicB, work relationships and personal at-

tributes influence both concepts. But, in addition, there 

is a socialization process and a build-up of vested 

interest vhich contribute to commitment. The "invest-

ments" are made by being a member of the organization. 

These are the bonds that build over time such as tenure, 

retirements, seniority, associationB, non-transferrable 

training, deeds and experiences. They all serve to make 

the individual want to be an integral part of the organi-

zation and stick with it. Some of these investments are 

made consciously, like big and little "side bets" placed 

in hopes of a future benefits in exchange for faithful 

service. Others merely accrue with age and tenure. 

The bonding process of commitment of the individual 

to the organization is sometimes lengthy. The concept 

itself ÍB more stable than Job satisfaction. It does not 

swing to and fro from day to day with the Job conditions 

and pay atmosphere. Instead, it is deeply rooted in the 

individual, both psychologically and instrumentally. 

However, it would be reasonable to hypothesize that 

commitment will falter in the face of "incongruence" 

between the person and the Job. If the stress produced is 

the result of a perceived misfit, the intrinsic Job 

characteristicB would hold less interest and the person 

might leave the "fire" to avoid the "heat." 

Qrganizational commitment iB particularly important 

to marketing management who's people work at the boun-

daries of the firm, representing their companies often far 

from supervision. If these individuals are loyal and 

committed beyond the grip of the paycheck, will they not 
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be more productive human resources of the firm? Organiza-

tional commitment Is the second dependant variable 

examined in this dissertation. 

Dual Commitment 

Dual commitment refers to the ability of a person to 

express loyalty and be committed to two entities at once. 

This might be a union and a company, or a profession and a 

company <institution), a reserve military career and a 

civilian profession, and the like. 

Dual commitment is possible and desirable from the 

manager's point of view since it can benefit both the 

organization and the individual. However, dual commitment 

will dissolve if one of the dual entities pressures the 

individual with demands which are incompatible with his 

loyalty to the other. 

Dual commitment is important when the employee is 

deeply involved in his work and able to maintain a profes-

sional, or semi-professional status. This gives the 

person mobility and enables him or her to leave more 

easily, if conditions lack compatibility, and pursue the 

professional career elsewhere. 

Entrepreneurial Spirit 

Finally, employers would like to recruit and hire 

people who will perform their marketing Jobs in an out-

standing fashion and be happy and committed to their work. 

Any indicator of "fit" between the individual and the 

position can be useful in reducing employee turnover and 

the proper placement of individuals within the marketing 

organization. The presence of Entrepreneurial Spirit may 

be Just such an indicator. 

The personal characteristics of the entrepreneur 

vhich lead these individuals to independence, achievement, 

and innovation are of great value to the marketing 
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function of a business which is charged with the task of 

finding new markets and new products. The literature of 

entrepreneurs and entrepreneurship is reviewed last in 

this chapter. The reader will be struck by the natural 

link between marketing and entrepreneurship. This section 

provides the basis for the Phase I Scale Development stage 

of the research which describes the construction of the 

Scale Of Entrepreneurial Spirit, a measurement device 

which will identify these traits in marketers. Next, 

each of these concepts are examined in detail in the 

following review of current theory and empirical research 

findings in each field. 

Boundary Role Positions 

The salesperson's role set includes many diverse 
individuals...(he) may sell to hundreds of 
different customers...(and)...people from 
diverse departments and organizations...at least 
some role demands will be incompatible. (Chur-
chill, Ford & Walker, 1985, pp. 312-13) 

Introduction 

Marketing occupations are often exposed to exception-

al Job-related stress due to their boundary position 

nature. While some stress in a Job may be acceptable as 

an energizer and a motivator, high levels of stress 

incongruent with the individual's personal make-up may be 

detrimental to his functioning. High levels of stress may 

negatively affect the person's .1ob satisfaction and bonds 

to the organization causing withdrawal or turnover (Kahn 

et al., 1964). Recognition of marketing occupations as 

boundary roles is necessary to the understanding of the 

function of person-role incongruity and its effects on 

stress. 

A boundary position is one in which, "...some members 

of the role set are located in a different system..." 

(Kahn, et al.. 1964, p.101). The different system may be 
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another company as in the case of customers or suppliers; 

or, it may be another organization within the same 

company. 

Boundary positions generate stress due to the con-

flicting demands of the individual's constituents and 

clients (e.g., costumers vs. superiors and associates). 

The boundary role person (BRP) is often caught in the 

middle. This individual must represent the firm's inter-

est, negotiate on its behalf, co-ordinate divergent 

factions and integrate the work of others. 

What positions are boundary role positions? Kahn, et 

al. (1964) say that they are generally found in the 

"acquisition" and "disposal" functions of the firm. Roles 

mentioned include marketing and sales, purchasing, adver-

tising and public relations, information and intelligence 

gathering and selling, and "...others whose activities 

place them at organization boundaries for the purpose of 

effecting transactions with the environment" (Adams, 

1976). According to Kahn, et al. (1964), boundary 

positions "...constitute a major battleground of inter-

group conflicts" (p. 101). 

Salespeople are likely to experience more role 

conflict and ambiguity than others in the firm (e.g., 

production, administrative and maintenance personnel) 

because they are boundary role persons, according to 

ChurchiII (1985, p.311). Lysonski (1985), in his study of 

170 product managers, points out that the product manager 

role is a boundary role which must interface with inside 

and outside organizations and successfully adopt the 

product line's marketing mix to an uncertain environment. 

The role entails "...countless conflicting or ambiguous 

pressures as internal/external and formal/informal inter-

faces make their demands" (p.26). It is known for its 

"managerial burnout and rapid turnover." 



29 

Information and intelligence gathering and selling is 

mentioned by Kahn as a boundary role. Although not yet 

viewed in this light by the marketing literature, market-

ing researchers do fit this description and may be said to 

fill boundary roles since they constantly deal with 

information source entities outside of the firm as well as 

many constituent organizations inside the firm. 

The unique properties of boundary positions and their 

causes are described by Adams (1976), Kahn et al. (1964) 

and Katz and Kahn (1966). 

UnÍQue Properties of Boundary 
Positions and Their Causes 

The unique properties of boundary position roles 

result from their structural relationships to other roles. 

Boundary role occupants are required to conduct transac-

tions with agents external to their own organizational 

unit. This places them in the position of trader, bar-

gainer, and co-ordinator representing the interests of the 

"home organization" in competition with the interests of 

outsiders: clients, customers, suppliers and the like. 

As opposed to non-boundary roles (production, 

managerial, maintenance, etc.), boundary roles are 

characterized by three factors: (1) distance, (2) represe-

ntative nature, and (3) influence agent status. (Adams, 

1976). 

Distance. A boundary role person (BRP) is often more 

distant psychologically, organizationally, and sometimes 

physcially from his own internal constituents than he is 

to the external environment and its agents with whom he 

deals. This results in potentially weakened orqanization-

al bonds <re: commitment), suspicion by his constituents 

and a desire to monitor the BRP's behavior. Finally, the 

boundary role person enjoys greater behavioral freedom 
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than persons in non-BRP Jobs. The latter causes the BRP 

some anxiety concerning how he is perceived "back home." 

An outside salesman is easily cast in the boundary 

person role. The territory may be remote, far from "home 

office" and even field sales management scrutiny. Much 

time is spent in travel or unaccounted for and private; 

even "secret" sales encounters are held with customers. 

But, with this apparent autonomy comes the anxiety of not 

knowing what is happening back home that affects the BRP. 

There is the further uncertaintv of not knowing exactly 

how to proceed with specific tasks on a day-to-day basis, 

since each customer may require a different approach. 

Representative. A boundary role person is, "...the 

face of the organization" (Adams, 1976, p.1177). The BRP 

is a representative of the organization with all of its 

various "publics" in the outside world. The BRP conveys 

the organization's "image": its beliefs, attitudes, 

preferences, needs, norms, aspirations, etc. . 

In a "transaction, " the BRP has two tasks. First, he 

must reflect his own system's requirements and desires to 

the outsider. Second, he should reflect the outsider's 

response, requirements and desires back to his own or-

ganization. These duties are not without considerable 

risk in both directions and may be the source of con-

siderable role conflict. 

The "representative" characteristic of a BRP is easy 

to equate to a salesperson, but it is also present with 

product managers, advertising and public relations people 

and even marketing researchers who may be representing the 

company and its products in information gathering studies 

and market tests. 

Influence aqent. The boundary role person becomes an 

influence agent when he tries to, "...influence the 

behavior of other persons and organizations whose pref-

erence orderings typically differ from those of his own 
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organization" (Adams, 1976, p.ll7a). This is a principal 

task of an industrial sales person. It is also the task 

of a purchasing agent who is a BRP attempting to buy 

resources for his company at a bargained low price. The 

purchasing agent is the "target" of an outside organiza-

tion. 

As both an "applier" and "receiver" of influence 

(from both inside and outside the organization), the BRP 

is subject to potentially high levels of role conflict and 

tension (stress). The BRP is truly the person "in the 

middle." The amount of tension may affect his bargaining 

approach, the bargaining outcomes achieved, his Job 

satisfaction, and the bonds that held him to his organiza-

tion (Kahn et al.. 1964). 

Boundary Role Position Model 

The nature of the boundary role is more clearly 

explained by means of Adam's (1976) Structural Model of 

Organizational Boundary Systems (Figure 2.1). 

This model clearly indicates the interfacing nature 

of the boundary role person (BRP) in representing his/or 

her company in a "transaction." The BRP conducts a trans-

action" with an opposite member of an outside organiza-

tion. The two BRPs ("A" and "B") comprise the Boundary 

Transaction System principals, each representing the 

interests of respective parent organizations. Both BRPs 

also interact with constituents ("C") within their own 

organizations and represent their "preference ordering." 

The preference ordering of the other party of each 

dyad in which the BRP is a member, may be different. The 

potential conflicts may be almost irreconcilable and cause 

the BRP considerable role conflict and stress. For 

example, the BRP (an industrial salesman) may quote a low 

price to his BRP client (a purchasing agent) to gain his 

business. The BRP's superior (Cl), the sales manager, may 
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Org. A I I Org. B 
Boundary Transaction System 

CBt ̂  -I BRP. •-

CSa 

^ BRPfc I 

Cb. 

Cbj 

Figure 2.1 

Structural Model of Organizational 
Boundary Systems 

Adams, J. Stacy, "The Structure and Dynamics of Behavior in 
Organizational Boundary Roles," pp. 1175-1199, in Dunnette, 
Marvin (Ed. ), Handbook of Industrial and Oraanizational 
Psychology, Rand McNalIy, Chicago, III., 1976. 
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agree, but C2 (the comptroller) vetoes the price as 

beneath company profit standards, and C3 (product manager) 

pushes for the sale to gain market share and market 

reputation for his product line. In addition to the role 

conflicts presented above, this example also suggests a 

severe role ambiguity, confusion for the BRP, and uncer-

tainity concerning which constituent to satisfy. 

Boundary Spanninq and Stress 

Kahn et al. (1964), using data from their intensive 

study of six industrial plants and their national study of 

1300 workers, provided basic empirical evidence for link-

ing boundary roles with experienced role conflict and 

"tension." Kahn studied boundary spanning, as defined by 

"frequency of contact beyond company boundary" and 

frequency of interdepartmental contacts." Experienced 

role conflict and tension were both self-reported meas-

ures. Results are shown in Table 2.1. 

Role conflict is monotonically related to frequency 

of contact beyond company boundaries, lending support to 

the view that "...an organizational boundary role is 

exposed to chronic conflict..." (Kahn, et al. 1964, 

p.102). Kahn calls attention to the fact that tension 

scores do not increase monotonically with boundary con-

tacts; in fact, they remain level (at 1.8) for the more 

frequent categories of boundary contact. He suggests that 

boundary position holders may be better equipped to handle 

the conflicts that they face, and those remaining in the 

Job are willing to accept its vissicitudes in order to 

reap the benefits. 

Boundary role persons are significantly (p=<0.05) 

more oriented toward the achievement of status than 

others. Futhermore, the level of tension is still 

significantly higher than for non-BRP's. Apparently these 

people find the tension congruent with their tolerance 
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Experienced Role Conflict and Tension Related 
to Frequency of Contact with Role Senders 

"Beyond Company Boundaries" 

34 

Frequency of 
Contact 

Mean Experienced 
Role Conflict N 

Mean 
Tension N 

Never 1.6 
Rarely 2.2 
Sometimes 2.4 
Rather often 2.4 
Nearly all the time 2.6 

( 1 5 7 ) 
( 4 2 ) 
( 5 1 ) 
( 4 0 ) 
( 5 5 ) 

1 . 4 
2 . 0 
1 . 8 
1 . 8 
1 . 8 

( 1 7 3 ) 
( 4 3 ) 
( 5 2 ) 
( 4 7 ) 
( 6 4 ) 

Kahn, Robert L., et al., Orqanizational Stress: Studies in 
Role Conflict and Ambiquity, John Wiley & Sons, Inc., 
N. Y. , N.Y., 1964, pp. 103-04. 
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levels. They "can stand the heat, " so they elect not to 

"leave the kitchen." A second set of data shows roughly 

the same set of conflict and tension relationships for 

people who report the frequency of inter-departmental 

contacts (internal "boundaries"). 

In a study of 202 research and development profes-

sionals, Miles (1976), found that role conflict (par-

ticularly intersender conflict) was best predicted by 

integration and boundary spanning activities. Research 

scientists protected from outside transactions experienced 

relatively little conflict. 

Lysonski (1985) in his study of 170 product managers 

upheld several propositions relating to boundary spanning 

persons and stress: (1) boundary spanning among product 

managers is positively related to environmental 

uncertainty, (2) role conflict and role ambiguity are 

positively related to environmental uncertainty, (3) 

product manager's boundary spanning is positively related 

to role conflict (but not significantly to role ambigu-

ity), (4) there are inverse relationships between role 

conflict, perceived performance and lob satisfaction of 

product managers, (5) there is a positive relationship 

between role conflict and Job tension, (6) role ambiguity, 

perceived Job performance, and Job satisfaction are 

inversely related, and (7) role ambiguity is positively 

related to Job satisfaction. 

ChurchiII (1985) cites salesperson susceptibility to 

role conflict and ambiguity as a result of multiple role 

set partners, many of whom are external to the firm 

(customers). These people (internal and external role set 

partners) send the salesman diverse and often "incom-

patible" demands. The resulting perceived role conflict 

and ambiguity have been directly linked to "...high mental 

anxiety and tension and low Job satisfaction." (Chur-

chill, 1985, p.311) (Kahn, et al., 1964, pp.57-71; Greene 
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and Organ, 1973, pp.95-103; Rizzo, House, & Lirtzman, 

1970, pp.150-163). ChurchiII also points out that the 

salesman's role is complicated by the great number of 

persbns with whom he must deal. Many careers, inside and 

outside of the company depend upon his actions. This 

further accentuates the boundary nature of his Job and 

leads to a potential for more role conflict, ambiguity 

and resulting stress. 

Summary. Boundarv Role Position Attributes 

The boundary role person who shares role set "part 

ners" across organizational boundaries is susceptible to 

significantly higher role conflict, role ambiguity, and 

Job related stress than persons in more sheltered, non-

boundary positions. These factors have been shown to 

affect Job satisfaction and perceived Job performance 

(Pruden and Reese, 1972). They may also affect the 

"bonds" that hold a person to the firm (Kahn, et al., 

1964). This latter result concerns commitment to main-

tain membership and has yet to be confirmed. 

Marketing occupations are among the forefront of 

boundary role Jobs. Kahn said that the "...most prevalent 

of high boundary positions (are) sales and procure-

ment..." (Kahn et al.. 1964, p. 105). Other marketing 

occupations such as product management, advertising and 

public relations, and even marketing research have all 

been termed "boundary positions." 

In his work Kahn suggested the importance of in-

dividual differences in the ability to handle the conflict 

and tension which accompany boundary positions. He showed 

that boundary person tension did not increase monotonical-

ly with either boundary contacts or with perceived role 

conflict (see Table 2.1). Instead it plateaued at a 

significantly higher level than tension experienced by 

non-BRP's. The implication was the pressure. In other 
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words the Job was congruent with their personal make-up. 

These individuals are higher in achievement status need 

and can tolerate ambiguity. 

The foregoing suggests that a direct measure of 

congruity of salient individual psychological characteris-

tics and Job and role characteristics could explain 

differences in felt stress related to the Job. In turn 

the relationship of stress to certain Job related outcomes 

such as Job satisfaction and commitment can be assessed. 

The next section reviews literature concerning Job 

stress and the congruity between the person's individual 

characteristics, his Job role and work environment. 

Stress. Strain and Person-Role Conqruity 

Strain is minimized and satisfaction is maxi-
mized when the demands and opportunities of the 
Job fit the abilities and needs of the in-
dividual. (Robert L. Kahn, Work and Health> 
1981, p.115) 

Introduction 

As boundary spanners, marketers may be more suscep-

tible than most to Job-related stress and strain. Sales-

people, product managers, and even marketing researchers 

operate in role sets which include persons from other 

departments and organizations. This often results in the 

stress of role conflict and role ambiguity. These 

stresses in turn can lead to psychological strains oí 

anxiety, depression, Job dissatisfaction, turnover, and 

reduced performance. 

In this section we examine how stress has been viewed 

in the marketing literature. The concept of person-role 

congruity is introduced to expand the explanation of how 

personal characteristics interact with the marketing work 

environment to produce satisfaction or stress. 
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Concepts of Job-related Stress in Marketina 

The marketing literature most often considers stress 

a function of role perceptions, or misperceptions. Chur-

chill et al., (1985, p.310; Ford, Walker, ChurchiII 

<1975); Walker, Churchill, Ford <1972); Belasea,<1966) 

mention three role perceptions in their discussion of 

salesperson performance: 

1. Perceived role ambiguity--The sales representative 

<or other individual) feels <a) inadequately informed to 

perform the Job, <b) uncertain about how to perform a 

certain task, <c) uncertain of role partner expectatlons. 

2. Perceived role conflict--The individual perceives 

that the demands of two or more role members are incompat-

ible. 

3. Perceived role inadequacy--The person's percep-

tions of role partner's demands are inaccurate. 

Tyagi <1985, p. 294) suggests two other stress variables: 

4. Sub-unit confIict--The degree to which the 

policies and goals of one department conflict with 

another. 

5. Role overload--The expectations of others which 

exceed the salesperson's ability or motivation to perform. 

These stresses all represent a discontinuity between 

the individual's ability and the demands of the Job. The 

Churchill model Buggests the "Causes and Consequences of a 

Salesperson's Role Perceptions" <Figure 2.2). 

Ma.lor Indicators of Job-related Stress 

Role conflict. When primary role partners <inter-

senders) send confllcting role expectations to the 

individual he experiences a stressful conflict. In the 

case of a particular marketing occupation, the industrial 

salesperson, these role partners may include the <1) sales 

manager <8upervisor), <2) other company superiors, <3) 

customers, and <4) family. 
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A study conducted among 265 industrial sales repre-

sentatives from 10 companies illustrated how conflicting 

these role expectations may seem to the sales representa-

tive (Ford, Walker, ChurchiII, 1975). For example, over 

half of the sales people studied perceived conflicts 

between the expectations of their supervisors (sales 

managers) and the salesperson's customers regarding such 

important issues as delivery date firmness, expense 

account use, personal relationships with the customer, 

"stretching" the truth, etc.. 

Similar discrepancies were found between perceived 

expectations of the sales manager and the family of the 

salesperson. Conflicting expectations concerned work on 

weekends, being available to the customer at all times, 

and leaving the Job behind when at home. AII of the 

salesperson's role partners were seen to conflict at one 

time or another. Conflicting parties included higher 

company management vs. sales management, company manage-

ment vs. customers, sales management vs. family, and 

customers vs. family. AII of these conflicting role 

relationships put the salesperson "in the middle," 

obviously a stressful place to be. ChurchiII's role 

perceptions model (Figure 2.2) illustrates these relatio-

nships and their consequences for sales persons. 

In the product management field, Lysonski (1985) found 

that the product manager is subjected to similar types of 

role conflict stress due to his position as a boundarv 

spanner co-ordinating product line matters. This in-

dividual experiences the conflicting demands and pressures 

of the environment outside the company from consumers, 

retailers, suppliers, competition, consultants and other 

organizations. Furthermore, the product manager also 

receives the conflicting pressures of internal "role 

senders." His co-ordinating role requires that he deal 

with many other departments within his own company, each 
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of which may send conflicting signals and make conflicting 

demands. These other internal role partners included 

advertising, R&D engineering, other internal information 

sources, finance/accounting, and production, as well as 

his own direct line of reporting supervision. 

Similar role conflict situations may well exist in 

other marketing positions not specifically addressed in 

the literature. For example, marketing researchers who 

deal with outside information sources, as well as many 

internal "clients" of research, are likely to experience 

the stress of role conflict. Advertising and public 

relations people hold analogously stressful positions. 

Other members of marketing management may have similar 

multiple role sender sources of conflict. 

Role ambiquitv. Role ambiguity, or uncertainty 

concerning how one is evaluated by his role partners or 

the Job and how it should be pursued, is also a cause of 

stress. The individual salesperson again serves as an 

example of how role ambiguity occurs. 

The same study (Ford, Walker, ChurchiII, 1975) showed 

that nearly one out of five industrial sales representa-

tives were unsure about management expectations regarding 

their use of expense accounts, forming personal relation-

ships with customers, and allocation of time. Almost one-

third did not know how far they could go to extend more 

liberal credit to customers. Between 10% and 18% did not 

know how their boss was evaluating them, nor their 

supervisor's expectations regarding their performance. 

Similar ambiguities existed concerning the family's 

expectations of what activities were most important in 

their Job and even what customers expected of them in the 

Job. All of these ambiguities again stressed the sales-

person much as did role conflict. 

Donnelly and Ivancevich (1975) in a study of sales-

persons called the "...non-existence of information needed 
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to do the Job..."a lack of role claritv. The concept was 

almost identical to role ambiguity. It stemmed from the 

salesperson's boundary spanning position with its many 

role relationships, the semi-innovative nature of his Job, 

and the lack of clear knowledge of his customers' inter-

ests, potential or actual needs. Again many feelings of 

uncertainty cause pressure to build. 

Role conflict/ambiquitv. Role conflict may cause 

role ambiguity, or they may be indistinguishable as 

separate constructs. Behrman and Perreault, (1984) model 

role conflict as a contributor to role ambiguity and list 

it as an "outcome" variable along with Job performance and 

satisfaction (Figure 2.3). They found a positive rela-

tionship to performance, but they see its negative 

performance effects accruing through "ambiguity." 

In a psychometric assessment of role conflict and 

role ambiguity scales, Howell, Wilcox, Bellenger, and 

Chonko (1985) found a lack of discriminant validity 

between role conflict and role ambituity in the Rizzo, 

House, and Lirtzman (1970) scale. They found that the 

scale actually measured only the presence of low-to-

moderate levels of general role stress. While other 

scales may be more effective in measuring high stress or 

role conflict as distinguished from role ambiguity, these 

findings do indicate the similarity of the concepts. 

Antecedents 

Behrman and Perreault (1984) and Teas (1983) tested 

role (Job) characteristics which lead to role conflict, 

role ambiguity and, in the case of Teas, lead directly to 

the outcomes which they predict. Similar antecedents are 

also included in the ChurchiII, Ford, Walker model (Figure 

2. 2 ) . 

These antecedents are characteristics of the work 

environment which may be responsible for causing stress 
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in the individual directly if they are found present, or 

lacking as theorized. Five such characteristics are 

shown in the Behrman and Perreault (1984) model. A 

summary of the antecedents of role stress tested in the 

Teas (1983) and Behrman & Perreault (1984) studies appears 

in Table 2.2. 

Study #1 (Behrman & Perreault, 1984) tested all the 

Job environment antecedents that were suggested in the 

Churchill model of salesperson perceptions, except sales 

training. Most were found to be significant causes of 

either role conflict or role ambiguity or both, as 

hypothesized by Walker, ChurchiII, Ford (1975), Pruden & 

Reese (1972), and others. 

Closeness of supervision slightly, but significantly 

reduced ambiguity as expected. Presumably closer 

supervision made the salesperson's Job clearer, corrected 

errors more quickly, and removed more uncertainties. 

Influence on standards and the way the Job was to be done 

slightly reduced role conflict, but not ambiguity, as had 

been hypothesized. 

The requirement for innovativeness in the Job 

significantly increased role conflict as did the require-

ment for inteqratinq various functions or persons. These 

factors are typical requirements of boundary person roles 

where the individual must co-ordinate, conduct transac-

tions, make "deals" and innovate solutions. This type of 

Job demand requires a person who will find innovative ac-

tivities compatible with his personality. The ven-

turesome, innovative, "entreprenurial" person might be 

hypothesized to "fit" well. 

Locus of control. was significantly related to role 

conflict. This personality trait moderates (rather than 

causes) role conflict. Internal locus of control indi-

cates that the individual feels more in control of his own 

destiny. The "internal" type personalty is typical of the 
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Table 2.2 

Regression Analysis of Antecedents of Role Stress 
(Role Conflict and Ambiguity) 
Among Industrial Salespeople 

Hypothesized 
Antecedents 

Role Role 
Conflict Ambig. 

Signiíicance 
Level 

Studv »1: 
Communications frequency 
Close supervision 
Influence on standards 
Innovativeness required 
Integration required 
Locus of control 
Role conflict 
Sales experience 

Studv #2: 
Consideration 
Initiation of structure 
Feedback 
Participation 
Experience 

n. a. 
n. a. 

-. 02 
. 21 
. 22 
. 05 
n. a. 
n. a. 

. 40 

. 24 

. 09 

. 10 

. 01 

-. 02 
-. 02 
-. 00 
n. a. 
n. a. 
n. a. 
. 44 

-. 12 

. 25 

. 03 

. 12 

. 14 

. 00 

p<n.a., 
p<n.a., 
p<.05 , 
p<.01 , 
p<. 01 , 
p<.01 , 
p<n.a., 
p<n.a., 

p<.001, 
p<.05 , 
p<. 15 , 
p<. 05 , 
p<. 10 , 

n. s. 
. 01 
n. s. 
n. a. 
n. a. 
n. a. 
. 01 
. 01 

. 005 

. 350 

. 025 

. 005 
n. s 

Studv #1: Behrman, Douglas N. and Perreault, Wm. D.Jr., 
"A Role Stress Model of the Performance and 
Satisfaction oí Industrial Salespersons, " 
Journal of Marketinq. Vol. 48, Fall 1984, 9 -
21. 

Studv #2: Teas, R. Kenneth, "Supervisory Behavior, Role 
Stress, and the Job Satisfaction of Industrial 
Salespeople" Journal of Marketino Research. 
Vol.20, Feb. 1981, 84-91. 
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entrepreneural character. It equips one to better handle 

role conflict (Rotter, 1966). 

Sales experience did significantly reduce role 

ambiguity, as might be expected. Had sales training been 

tested it would have been hypothesized to have a similar 

influence. Sales experience and training may be con-

sidered personal as opposed to organizational variables. 

Finally, role conflict itself was regressed upon role 

ambiguity and proved to be highly significant in explain-

ing its variance. This tends to support its view that the 

Rizzo, House, Lirtzman (1970) scale may not differentiate 

between the two constructs. 

Study #2 (Teas, 1983) tested a causal model which 

attempts to explain individual salesperson role stress and 

satisfaction in terms of supervisor behavior. Leader 

consideration of the salesperson as an entity (see Job 

satisfaction discussion) was the most influential and 

statistically significant variable predicting both 

conflict and ambiguity role stress. This finding tends to 

support the view that social support helps to relieve 

stress (French, Caplan, Harrison, 1982, p.3; House, 1981). 

Consideration is a factor that management has some control 

over as a potential route to stress reduction. 

Initiation of structure (individual likely to define 

and structure his own role) influenced role conflict, but 

not role ambiguity. Feedback had the reverse effect and 

influenced ambiguity. Participation weakly influenced 

both forms of stress. In this second study experience was 

not a significant factor. 

Psvcholoqical Outcomes of Job-
Related Stress 

The ChurchiII model of salesperson role perception 

(Figure 2.2) indicates three psychological consequences: 

(1) intrinsic satisfaction, (2) extrinsic satisfaction. 
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and (3) mental anxiety. These outcomes are seen to 

affect the motivation component and the behavioral 

consequences. 

Both satisfaction (dissatisfaction) and mental 

anxiety have long been considered results of stress by 

industrial psychologists and the medical community (Kahn 

et al.. 1966; Kahn, 1981; French, Caplan & Harrison, 

1982; McLean, 1979). They refer to stress outcomes as 

psychological strains which distort the individual's 

normal psychological condition and endanger mental health. 

Each of the psychological consequences suggested by 

the ChurchiII model have been confirmed in the marketing 

literature for marketing occupations and more broadly in 

the management literature for many other occupations. 

(Note: The Michigan Center for Social Research (NIOSH) 

study of 23 occupations (Caplan et al. , 1975). Next we 

discuss psychological consequences of stress related to 

Job satisfaction, followed by a more complete list of 

psychological strains. 

Job satisfaction. Job related stress is related to 

Job satisfaction. It results in lower Job satisfaction or 

raised Job dissatisfaction (Kahn, 1981). The industrial 

psychologist considers satisfaction a measure of psycho-

logical strain along with depression and anxiety. 

The sales management marketing literature indicates 

that Job satisfaction is influenced by stress, but the 

findings vary on how this comes about. ChurchiII, et al., 

(1985) find that person role conflict affects extrinsic 

Job satisfaction (Pruden & Reese, 1972). Perceived role 

ambiguity affects both intrinsic and extrinsic Job satis-

faction. 

Extrinsic factors such as pay, promotion, praise and 

recognition may all be influenced by the individual's 

role partners. When conflict occurs with role partners it 

can affect the person's ability to earn rewards. On the 
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other hand, role conflict may not greatly affect the 

individual's intrinsic satisfaction since a good bit of 

conflict is often accepted as, "coming with the terri-

tory," or, as part of the Job. 

Perceived role ambiguity stress is likely to affect 

both intrinsic and extrinsic satisfaction (Donnelly and 

Ivancevich, 1975). When the individual is uncertain of 

how to perform or how he is evaluated, the result may be 

both a loss of confidence and of self-esteem (Bagozzi, 

1980). Extrinsic rewards are seen as problematic, and the 

pleasure of achievement from the Job itself is lacking. 

Behrman and Perreault (1984) found both role conflict 

and role ambiguity significant explanators of total Job 

satisfaction (95 item scale) with no distinction made 

between intrinsic or extrinsic items. They noted a strong 

interrelationship between the two stress measures, but 

that both made significant contribution to the model. 

In his study of industrial salespeople, Teas (1983, 

p.88) reported a -.42 pairwise correlation between role 

ambiguity and Job satisfaction and a -.51 correlation 

between role conflict and satisfaction. He concluded that 

role ambiguity was not a significant predictor of Job 

satisfaction due to its .52 correlation with role con-

flict. This inter-relationship made them unreliable 

predictors. By using alternative equations it was found 

that ambiguity could be dropped (if conflict kept) without 

loss of significance. 

Oroanizational commitment. While not included in the 

marketing models discussed above, Job-related stress in 

the form of role conflict has a significant negative 

effect on organizational commitment (Morris & Sherman, 

1981, p.518). In a study of 280 employees of three health 

care facilities, Morris & Sherman found that organization-

al commitment correlated r=-.40 with role conflict and r=-

. 36 with role ambiguity. In their regression analysis 
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role conflict proved highly significant (B=-.21) but role 

ambiguity failed to make a significant "unique" contribu-

tion to the variance in commitment at the p<.01 level. 

Morris and Koch (1979) reported significant relation-

ships between role ambiguity and professional and clerical 

Job-holder commitment, but not manual labor employees. In 

contrast they found only role conflict significantly 

related to manual labor employee' commitment. 

Anxiety. When the salesperson (or other employee) is 

in conflict with role partners, or uncertain of relation-

ships with them, tension builds and anxiety occurs (Chur-

chill, et al. , 1985). The industrial psychologists 

classify anxiety along with Job satisfaction as a "strain" 

that results from Job-related stress (Kahn, et al. , 1966; 

Kahn 1981). 

Behaviors and Intentions Affected by Role Stress 

Job performance. Role stress is generally considered 

detrimental to Job performance. Two theories are advanced 

to explain the relationships of stress to performance 

(Jamal, 1984, p.2). 

The "Yerkes-Dodson Law" (1908) suggests a "LI"-shaped 

relationship between stress and performance. It is 

supported by the "activation theory of motivation" (Scott, 

1966) which states that low stress is insufficient to 

motivate a person. Mid-range stress is optimal, and high 

stress is detrimental because the subject spends his time 

coping instead of performing. This is the most popular 

current view (Jamal, 1984, p.2; Ivancevich & Matteson, 

1981). 

The other competing theory equates stress with 

challenge (Meglino, 1977). It holds that difficulties, 

anxieties and challenges function as a spur to construc-

tive activity and better performance. These concepts 

trace back to John Dewey and Arnold Toynbee. This view 
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was tested empirically only once with 93 owner-managers 

(entrepreneurs) of businesses damaged in a hurricane 

(Anderson, 1976). 

Jamal, while finding support for negative relation-

ships between Job stress and performance did demonstrate 

that both orqanizational and professional commitment 

moderate the relationship. 

In the marketing literature there is general agree-

ment that role ambiquitv has a negative effect on perfor-

mance. Behrman and Perreault (1984) found that role 

ambiguity was the strongest negative predictor of perfor-

mance in testing their model (Figure 2.3). Their explan-

ation: "Simply put, it is hard to do the Job well if the 

rep is uncertain about how time and effort should be 

allocated, or what will be rewarded" (p.l3). 

In contrast, role conflict is seen in a somewhat 

difíerent light, more in the "challenge" theory view. 

Since most marketing occupations involve dealing with 

rather large role sets, role conflict is often unavoidably 

part of the Job. Marketing people must (and do) learn to 

cope with role conflict. They may be stimulated and even 

challenged by conflict. 

This line of reasoning has caused some writers to 

hypothesize the positive relationship ("challenge" theory) 

between role conflict and Job performance in sales work 

(Donnely and Ivancevich, 1975; Franke, Behrman and Per-

reault, 1982; Pruden, 1969). 

The Behrman and Perreault model (Figure 2.3) took 

this approach. It hypothesized that salesperson role 

ambiguity would have a negative influence on Job perfor-

mance and role conflict would have a positive influence. 

This was the outcome of their test. However, they hasten 

to note that role conflict does positively influence role 

ambiguity and thereby could indirectly affect performance 

in a negative way. 
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Turnover and absenteeism. Job stress has been 

directly related to turnover in the organizational 

behavior literature (Gupta and Beehr, 1979; Porter, 

Steers, Mowday and Boulian, 1974; Brief and Aldag, 1976; 

Parasuraman and Alutto, 1984). In a longitudinal study of 

sources and outcomes of stress in organizational settings 

(a medium sized food company) the researchers concluded: 

"A major finding of this study was that felt stress and 

low organizational commitment directly contributed to 

voluntary termination of employment" (Parasuraman and 

Alutto, 1984, p.346). 

Since Job stress influences satisfaction (a psycho-

logical strain), it can also be linked to absenteeism and 

turnover through that construct. These behaviors have 

been found to be outcomes of Job satisfaction in both the 

organizational behavior and marketing literature (Locke, 

1976, p.1331; Sailer, Schlacter and Edwards, 1982; 

Parasuraman and Futrell, 1983; Futrell and Parasuraman, 

1984). 

A recent study of Job satisfaction vs. propensity to 

leave the firm (pharmaceutical company) explained 27% of 

the variance in the criterion (Futrell & Parasuraman, 

1984, p.37). However, the study also measured performance 

as a moderator of the predictive effects of Job satisfac-

tion. It developed that among hiqh performers satisfac-

tion accounted for only 19X of the variance in propensity 

to leave. For low performers the figure was 38X1 Spencer 

and Steers (1981) found the same result in their study of 

295 midwestern hospital employees. Apparently, Job 

performance moderates the Job satisfaction/turnover 

relationship. This suggests that one should be cautious 

when using Job satisfaction, even though related to 

stress, to predict turnover. 
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Personal Characteristics and Other 
Moderators of Role Stress 

Job related stress is influenced by various aspects 

of the work environment which affect the individual's work 

role. These factors are: (1) organizational level (Kahn, 

et̂ _aĴ . , 1964; Parasuraman & Alutto, 1981; Van Sell, et^ 

al_. , 1981), (2) supportative leadership practices (or the 

lack thereof) (Caplan, et al. . 1975; House & Rizzo, 1972), 

and, (3) task characteristics (Brief & Aldag, 1975; Hall & 

Lawler, 1970; Parasuraman & Alutto, 1981; Schuler, 1977)." 

The five task characteristics most often researched are, 

autonomy, closeness of supervision, complexity, inter-

dependence, and routinization. 

While these factors have all been found significant 

causes of stress by previous research they do not operate 

with the same strength to produce the same levels in all 

individuals. The stress that one person feels may be 

quite different than that of another. Kahn (1981) 

described Job stress as the result oí interaction between 

the Job environment and the individual's personal make-up 

and situation. Personal characteristics thus become 

moderators of the role-related organizational factors 

which contribute to stress. 

Individuals will differ in their reactions to par-

ticular stressors. Some will be more susceptible to 

physiological and psychological strains than others. 

Effect differences due to individual characteristics have 

been found with regard to Job satisfaction, turnover, 

absenteeism, and performance (Parasuraman & Alutto, 1984; 

Beehr and Newman, 1978; and, Van Sell, et al.. 1981). 

Personal characteristics which have been found to 

influence the individual's perceptions of stressors, and 

their reactions to stressors, are shown in Figure 2.4. 
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Influence Stress Reactions 

1. Locus of control (Beehr & Newman, 1978; Beehr & 
Schuler, 1982). 

2. Trait anxiety (McGrath, 1970; Spielberger, 1966). 

3. Achievement need 

4. Demoqraphics: Age, sex, educational level, organ-
izational tenure (Alutto, Hrebiniak, & Alonso, 
Beehr & Schuler, 1982: Indik, Seashore, & Slesin 
ger, 1964; Rizzo, House & Lirtzman, 1970). 

5. Job involvement (Weissenberg & Grunfeld, 1968). 

6. Commitment to the orqanization, lob^ profession 
(Jamal, 1984, p.3). 

Note: Commitment was found to moderate Job 
stress and Job performance. The theory is as 
follows: (a) Job/profession commitment is self-
selective, thus attracting persons who are more 
re-sistant to Job related stress. This occurs, 
in part due to anticipatory socialization. (b) 
Organizational commitment, organizationally 
committed people may not be affected enough by 
stress to have their Job performance degraded 
(Ouchi, 1981, in Jamal, 1984). They may, 
however, spend more time coping. Less 
loyal (committed) employees are likely to 
perform marginally under stress. 

7. Tvpe A behavior (Matteson, Ivancevich, and Smith, 
1984.) 

8. Experience (ChurchiII, Ford Walker, 1976, p.327). 

Note: Experience is a moderator of stress effect 
on satisfaction. Persons with experience are 
better equipped to cope with role conflict and 
ambiguity. 

Figure 2.4 

Personal and Individual Situational Characteristics Found 
to Influence Perceptions or Reactions to Stressors 
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Conqruence. the Person and the Job 

The choice of vocation is an expression of 
personality. Vocational satisfaction, stability, 
and achievement depend on the congruency between 
one's personality and the environment <composed 
largely of other people) where one works. John L. 
Holland, The Psvcholoqy of Vocational Choice. 
1966, p.6. 

As boundary spanners, marketers may be exposed to 

more Job-related stress than most people, but do they ex-

perience more stress? Are there individual differences 

which moderate the effects of stress for these people? 

After all, most salespersons, product managers, marketing 

researchers and the like are employed in those professions 

because they want to be. Most of them made the choice and 

sought out the Job. Many even prepared themselves with 

considerable advanced training. 

HoIIand's Theorv 

Holland's theory of vocational choice <HoIland, 1966, 

1973) would suggest that people tend to choose careers 

which are compatible with their needs, interests and 

talents: "The choice of vocation is an expression of 

personality" <HoIIand, 1966, p.6). 

The theory holds that like people choose like 

careers which are congruent with their personal make-up. 

It follows that the inhabitants of a given occupation have 

much in common. Noting this, HoIIand categorized 

personalities in the American Culture into six types: 

realistic, investigative, artistic, social, enterprising, 

and conventional. While no one is entirely typical of 

Just one personality type, most individuals will nonethe-

less fall predominantly into a major category and be 

partially represented in two or three others. By mixing 

the six types Holland's model provides for the possibility 

of some 720 different personality patterns. 
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Six environment types parallel the six personality 

classifications. The environment types describe the 

physical settings to which each of the six personality 

types are attracted. According to HoIIand, the six 

environment categories are typified by "special problems 

and stresses" (HoIIand 1973, p.3). The environments also 

tend to be dominated by people who personify the modal 

personality type for the category. 

Thus, an "enterprising" environment is dominated by 

"enterprising" individuals. In other words, people tend 

to be conqruent with their Job environments. This occurs 

mainly by self-selection. When individuals turn out to be 

inconqruent with their work environment trouble is likely 

to occur in the form of increased stress and the outcomes 

which accompany stress. 

The thrust of HoIIand's Theory is found in this 

excerpt from his book: "Vocational satisfaction, stabil-

ity, and achievement depend on the congruence between 

one's personality and the environment. . . in which one 

works. " HoIIand (1973), p.9. A currently accepted view 

of Job-related stress considers stress as a lack of 

person-environment congruence, or "fit," i.e., P-E Fit" 

(Coplan, Cobb, French, Harrison, & Pinneau, 1975; Har-

rison, 1978; and Kahn, 1981). Latack (1981) points to the 

"HoIIand person/environment congruence model. . . " as 

providing a basis for future research in person role 

conflict since it can be readily applied to stress 

management and career development programs in its present 

f orm. 

Person-Environment Fit 

The concept of congruence has been widely recognized 

in the study of work-related stress and stress outcomes 

(strain). It is generally accepted that occupational 

stress is a result of interaction between two factors: 



56 

(1) the work environment stressors, and (2) the personal 

dimensions or characteristics of the individual. The 

interaction effect is called person-environment fit. 

Early work suggesting the P-E fit concept is credited to 

Caplan (1971), French (1973), French, et al. . (1974), 

Murray (1938) and Perrin (1968). It was given large scale 

support in research conducted for the National Institute 

of Occupational Safety and Health (April, 1975) by 

Professors Caplan, Cobb, French, Van Harrison and Pinneau 

of the University of Michigan Institute for Social 

Research (Caplan, et al. . 1975). 

In describing the person-environment concept these 

researchers state: 

. . . the fit between personality and Job environ-
ment may be an important predictor of strain. 
The goodness of fit may explain variance in 
strain in addition to that accounted for by 
either personality or environment. (Caplan, et_ 
al. . 1975, p.47) 

The authors point out that such strain could result 

from a mismatch between the demands of the Job and the 

person's ability to fulfill them, or between the needs of 

the individual and the Job's ability to supply them. 

ThuE, the "fit" or "congruence" applies not only to 

personal abilities and needs, but to Job.demands and 

"supplies" (of opportunity). This view of person/Job 

match or mismatch is very similar to HoIIand's Person/En-

vironment Congruence model. 

The P-E fit measurement. The measure of P-E fit is 

the descrepancy between the answers to two questions for 

each environmental stressor of interest (Caplan, et al.. 

1975, pp.47-48). The first question, "E", asks the 

respondent his perception (scaled) of the degree to which 

the stressor is present in the enviroment. For example: 

"How much supervision do you receive in your Job?" The 

answers might be scaled from 1 (very little) to 5 (very 
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much). The answer to this question measures the person's 

perception of the environment. 

The second question, "P," measures the amount of the 

environmental characteristic that the individual would 

prefer to have in his or her Job. Example: "How much 

supervision would you like to have in your Job?" The same 

scale would be used to answer both the (P) and (E) ques-

tions. 

The difíerence between the two scores (E-P) is the 

P-E fit score. If there is no difference (0) then the fit 

is said to be perfect and no psychological strains would 

be predicted. On the other hand, if a difference (plus or, 

minus) is found, then the person is revealing a "misfit" 

between his personal needs and/or abilities and the Job 

demands and/or opportunities. The "mismatch" or "misíit" 

scores are considered measures of occupational stress 

which predict certain psychological strains such as Job 

satisfaction, anxiety, depression, irritation and somatic 

complaints. 

P-E fit Model. The general model of P-E fit is shown 

in Figure 2.5. The basic concept of the person-environ-

ment fit modes is that "...individual adjustment consists 

of goodness of fit between the characteristics of a person 

and the properties of that person's environment" (Kahn, 

1981, p.105). 

Both objective and subjective P-E fit are theorized 

and the person's adjustment occurs in both cases. Coping 

processes (environmental mastery and adaptation) adjust 

the "objective" fit, and defense mechanisms adjust the 

"subjective" factors. The objective environment and the 

objective person are connected to subjective perception 

measurements (P-E measurements) of the individual by (a) 

the contact which the person has with reality, and (b) the 

accuracy of the person's self-assessment. 
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P-E Fit FuII Model 

Harrison, V. R. , "Person-environment and Job stress, in 
C. L. Cooper and R. Payne (eds), Stress at Work> N.Y. : 
Wiley, 1978; reprinted in: Kahn, Robert L. , Work and 
Health, N.Y., 1980, p.108. 
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om The P-E fit (or misfit) score which results fr( 

operationalizing this model is self-reported, and it is a 

perception. This suggests the possibility of method error 

in predicting strain. However, the Caplan, et al. NIOSH 

(1975) study and others have used the P-E fit method 

successfully. The abbreviated model used in the NIOSH 

study is shown in Figure 2.6. 

Note that the person (P) and the environment (E) 

elements of the model are still seen as acting directly to 

produce strains on the individual. The addition of the P-

E fit (mismatch) adds significantly to the variance. 

Examples of qoodness-of-fit hypothesis tests. Several 

studies have compared the effectiveness of P-E fit (or 

goodness-of-fit) methods and while not more efficient in 

every case, the approach has been supported as illus-

trated by Kahn (1981) in the three cases cited below: 

1. House (1972)-- n a study predicting Job satisfac-

tion one third of the relationships (5 of 16) between 

personal or Job characteristics and satisfaction were 

better predicted by goodness-of-fit methods than by either 

(or both) of the original (P) or (E) predictor variables. 

2. Kulka (1976)--A study of high school students 

experienced improved measurement with goodness-of-fit in 

one-fifth of the cases, 44 of 205 relationships studied. 

3. Harrison (1976)--In a sub-sample of 318 men in 23 

occupations (from larger sample of 2010 men) Harrison 

studied the effects of P-E fit in four categories: Job 

complexity, work load, responsibility for others, and role 

ambiguity. Each dimension was correlated with the strains 

shown in Table 2.3. Eighteen of the twenty-seven relation-

ships (two-thirds) were better predicted using the good-

ness-of-fit approach. 

Kahn (1981) notes that the goodness-of-fit approach 

has its greatest advantage when the relationship between 

P-E fit and the predicted strain is "U"-shaped ("Yerkes 
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Caplan, et al. , 1975, p.179. 
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Table 2.3 

Correlations and Multiple Correlations Between Strains 
and E, P, Misfit Indexes of Job Complexity 

Six Measures 
of Strain 
Misfit 

(E) (P) 
"Misfit" 
E(-)P 

(E)&(P) 
PIus 

(E)&(P) 

1. Job dissatisfaction 
2. Boredom 
3. Somatic Complaints 
4. Anxiety 
5. Depression 
6. Irritation 

-. 31 
-. 51 
n. s. 
n. s. 
n. s. 
n. s. 

-. 30 
-. 34 
n. s. 
n. s. 
-. 12 
n. s. 

. 47 

. 51 

. 16 

. 21 

. 22 

. 15 

. 34 

. 51 
n. s. 
n. s. 
n. s. 
n. s. 

. 50 

. 61 

. 18 

. 25 

. 23 

. 20 

Harrison (1978), in Kahn (1981),p.117. Based on a study 
of 318 men from 23 occupations. For all correlations 
shown, p=.05. 
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Dodson Law"). That is, where either a high (•), or a 

low(-) misfit score indicates strain. This indicates that 

either too much or too little of the characteristic is 

stressful. Workload is an example in point. Too much 

work is a work overload which leads to stress and too 

little work invites boredom. 

P-E fit, its value to manaqement. In some marketing 

occupations the Job characteristics leading to stress are 

impossible to change, nor would management wish to do so 

if it could. Operating at the "boundary," pleasing a 

hundred customers and your boss, goes with the territory 

of an industrial salesman. However, if management can 

determine with personal characteristics enable a person to 

"fit" the Job they can recruit those people who have more 

of the "right stuff" and improve the desirable outcomes of 

Job satisfaction and organizational commitment. 

The P-E fit approach holds much promise for ofíering 

this type of improvement in the field of marketing where 

the method is largely untried. Next we review the litera-

ture describing the criterion variables, Job satisfaction 

and organizational commitment. 

Job Satisfaction 

Job satisfaction depends on the characteristics 
of both the Job and the individual who holds it. 
(Kahn, 1981, p.104) 

Introduction 

Job satisfaction is a dependent variable in this 

research. It is an important personal outcome for market-

ers because it implies a contented work force. Although 

Job satisfaction is no longer considered a prerequisite 

for better Job performance it has been directly related to 

other outcomes including internal work motivation, absen-

teeism, turnover, and work quality (Loher and Noe et al. . 
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1985). Marketing management should be interested in 

promoting Job satisfaction for its own sake and frequently 

does so in the form of Job "enrichment" programs. 

Both Job satisfaction and organizational commitment 

reflect the employee's interaction with his or her work 

environment, although in a somewhat diíferent manner. Job 

satisfaction represents reaction to the day-to-day, 

changing aspects of work while commitment is a more 

enduring and stable trait (Porter, Steers, Mowday and 

Boulian, 1974, p.608). Job satisfaction and commitment 

are distinct, but somewhat similar concepts. The focus of 

this research will be upon the effects of person-role 

congruity (or the lack thereof) on Job satisfaction and 

commitment. 

This section reviews the literature which describes 

the concepts of Job satisfaction, its causes and effects. 

Concepts of Job Satisfaction 

Lawler (1973) defines Job satisfaction as "...affec-

tive attitudes or orientations on the part of individuals 

toward Jobs." Locke offers a more elaborate two part 

definition as follows. 

The first part of Locke's definition emphasizes Job 

satisfaction as "pleasure." 

Job satisfaction may be defined...as a pleasura-
ble or positive emotional state resulting from 
the appraisal of one's Job or Job experiences. 
(Locke, 1976, p.1300) 

This definition describes "pleasurable" feelings 

which result from the individual's work experience. It 

also suggests that Job satisfaction may be short-Iived 

since it is an emotion which change with current Job 

experience. In fact, the changing nature of Job satisfac-

tion is a characteristic which differentiates it from 

organizational commitment. 
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The second part of Locke's definition emphasizes 

person-role fit, as indicated in the quotation that 

follows. 

Job satisfaction results from the perception 
that one's Job fulfills or allows the fulfill-
ment of one's important Job values, providing 
and to the degree that those values are con-
gruent with one's needs. (Locke, 1976, p. 1307) 

Here Locke mentions important 1ob values and needs, 

and their conoruitv. The "needs" aspect of Job satisfact-

ion refers to the degree to which the work environment 

fulfills the individual's requirements for physical and 

mental well being. Mental needs include the requirements 

for sensory stimulation, pleasure, and self-esteem. Both 

physical and psychological needs satisfaction are part of 

the construct definition. 

The "values" aspect of Job satisfaction represents 

"...that which one acts to gain and/or keep" (Rand, 1964). 

Locke says that while "needs" are objective requirements 

of the individual, "values" are subjective, acquired, or 

learned wants. They indicate how much the needs are 

desired. In the end, Job satisfaction is the result of 

value attainment. The reference to value-needs "con-

gruity" includes a caveat that man does not always need 

that which he values (e.g. : drugs, alcohol, etc. ) and that 

satisfactions derived from the attainment of such values 

are short-lived. 

Locke, in his review, "The Nature and Causes of 

Satisfaction, " concludes that nearly all theorists on the 

subject of emotion. "...would agree that in some sense an 

individual's affective reactions are dependent upon an 

interaction between the person and his environment" 

<underlining added; Locke, 1976, p.1302). 

Several content theories have been advanced to 

identify what needs and values that arise from the Job-

person interaction must be satisfied. Maslow's Need 
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Hierarchy Theory (Maslow, 1970) and Herzberg's Motitvator-

Hygiene <two-factor) Theory <Herzberg, Mausner & Snyder-

man, 1959) provide a content foundation for assessing Job 

satisfaction. 

Maslow. Maslow proposed five classes of needs which 

must be satisfied for all humans and apply to the person-

work situation as well. The needs include: <1) psychol-

ogical, <2) physical safety, <3) belongingness and love, 

<4) esteem, including mastery, achievement, and the 

recognition and approval of others, and, <5) self ac-

tualization, or the need to become more than one is. This 

is also referred to as the qrowth need. 

Herzbero. Herzberg's Motivator-Hygiene Theory was 

developed following exploratory studies with accountants 

and engineers who provided descriptions of "satisfying" 

and "dissatisfying" work "incidents. " In this manner, 

Herzberg differentiated between "motivators" which 

represented satisfying incidents involving the work 

itself. and "hygienes" representing dissatisfying inci-

dents most of which were associated with pay, supervision, 

working conditions, company policies, interpersonal 

relationships and the like. 

Herzberg's Theory resulted in a separate set of needs 

held responsible for satisfying as opposed to dissatisfy-

ing Job situations. While both Maslow's and Herzberg's 

theories have been subjected to logical and empirical 

criticisms, both contribute content to the current "lists" 

of Job satisfaction measurement scale items. 

Herzberg's approach has been recognized for its 

emphasis upon psvcholoqical qrowth as a prerequisite for 

Job satisfaction. He found that "growth" derives from the 

work itself* achievement. recoqnition. responsibilitv. and 

advancement. 

In some 16 studies covering 1,685 subjects, Herz-

berg's "motivator" factors were found to account for 81X 
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of all reported "incidents" of Job satisfaction. However, 

they also account for 31% of the cases of Job dissatisfac-

tion. This leads critics to attack the separation of 

ante(::edents of satisfaction as opposed to dissatisfaction 

(Herzberg, 1968, p. 57). 

Herzberg's "motivator" factors particularly reflect 

mental challenge (opposite of boredom). Mental challenge 

has been associated with involvement and interest in the 

Job (Ford, 1969; Patchen, 1970). This suggests a link 

with the antecedents of organizational commitment. It 

also illustrates the intrinsic nature of those factors 

which reflect positively upon Job satisfaction. The 

following antecedents of Job satisfaction have been devel-

oped based upon foundations laid by Maslow and Herzberg. 

Antecedents of Job Satisfaction 

Locke has classified the "values-related" antecedents 

to Job satisfaction (Locke, 1976, pp. 1319-28) in two 

groups. The first represents job events and conditions. 

These include pay, promotion, recognition, working condi-

tions, and work itself. The other group represents 

"aqents" such as the "self, " supervisors, co-workers, and 

subordinates, company and management). The main antece-

dents are discussed below. 

The work itself. The antecedent, "work itself," 

includes all those attributes of the Job which relate to 

work interest or to the Job as a career. These are 

factors which provide challenge and even fun in the work. 

They represent an opportunity to use one's mental facul-

ties and to grow mentally. If the challenge is adequate 

and is accepted by the individual, he or she will become 

interested and involved in the Job. The "work itself" 

factor has been related to the concept of iob involvement 

(Ford, 1969; Patchen, 1970; Locke, 1976, p.1320). 
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Challenqe in work stimulates involvement by requiring 

the individual to exercise Judgement and make choices. 

This makes the person himself the causal agent in perform-

ance. The individual's ego becomes involved and there is 

an additional satisfaction from having successfully 

achieved one's goals in the face of adversity. 

The "work itself" antecedent of satisfaction des-

cribes internally (intrinsically) satisfying aspects of 

the Job. The following Job attributes are included within 

the category, "work itself": (1) a chance to use one's 

valued skills, (2) opportunity for new learning, (3) 

variety of tasks, (4) creativity, (5) difficulty and 

amount of work, (6) responsibility, (7) control over the 

method and pace of work (autonomy), and, complexity of the 

task (Locke 1976, p.l319). 

While all the foregoing Job attributes offer the 

individual the satisíaction of challenge and mental 

growth, they should not ofíer too much challenge. It is 

important to recognize that satisfaction and pleasure 

derive from successfully coping with a difficult chal-

lenge, but one which the person can feasibly overcome 

(Herzberg, 1966; Vroom, 1964). McCIelIand in his study of 

Achievement Need points out that the high achiever seeks a 

challenge which does not prevent the satisfaction of 

fulfilled achievement need (McCIelIand, 1961). 

Satisfaction from the "work itself" must also contain 

the factor of personal interest in the work. Challenge 

and stimulus by themselves are not enough; the Job must be 

interesting for its own sake (Herzberg, et al. , 1959; 

Strong, 1943) in order to return satisfaction to the 

individual. HoIIand's research on Job choice supports 

this point. It suggests that individuals not only match 

their interests with their Jobs, but they match their per-

sonalities as well ("The choice of a vocation is an 

expression of personality." HoIIand, 1966, p.2). 
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Finally, satisfaction with the work itself assumes 

working conditions that are relatively free of physical 

strain and danger to health. This point is sometimes 

taken for granted in today's high tech regulated work 

environment. 

Pay and promotion. An obvious antecedent of Job 

satisfaction concerns whether or not the individual feels 

properly compensated for his effort and fairly advanced in 

the Job. Since a person's appetite for both pay and 

advancement could be insatiable, theorists have sought to 

determine, "how much is adequate?" In describing pay and 

organizational effectiveness, Lawler (1971) contrasts 

discrepancv theorv and equity theory as approaches to 

assessing the influence of pay. 

Discrepancy theory suggests that a person's satisíac-

tion with a Job will depend upon how large the difference 

(discrepancy) is between pay received compared with pay 

valued (desired). Locke (1976) operationalized this 

"discrepancy" by first establishing the person's minimum 

acceptable amount, thus creating a self-contained, 

independent model for evaluation of pay effects. 

Equity theory suggests that pay satisfaction is a 

function of how an individual perceives his pay related to 

his own results (outcomes) vs. those of other comparably 

employed individuals. Promotion, like pay becomes a 

satisfier only relative to the model of "amount desired 

(needed) vs. amount attained" and the difference between 

the two...as well as the difference between the person's 

own attainment and that of his peers. 

Feedback. Verbal and non-verbal feedback concerning 

competence of performance and achievement is essential to 

the feeling of satisfaction (McCIelIand 1961). One cannot 

know if one has "filled the bill" unless verbal or other 

feedback clues are received. The need for self-esteem is 

the reason individuals desire feedback and recognition. 
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Individuals with stronger self-concepts and high self-

esteem will require less verbal feedback to feel Job 

satisfaction than those who are less confident. 

McCIelIand emphasized the importance of feedback to 

satisfaction in his studies of "n-Ach." He concluded from 

his study of entrepreneurs, professionals, and government 

administrators that many persons who possess high achieve-

ment need choose business as an occupation because feed-

back on performance is relatively fast compared to other 

professions; the "bottom line" is a clear non-verbal, task 

related feedback (McCIelland, 1961, pp. 284-85). 

Workino conditions. Working conditions are not seen 

as greatly affecting Job satisfaction in this age of 

automation and technology, unless they are "extreme" 

<Locke, 1976, p. 1304). The physical workplace must 

present at least a moderate, or minimal sufficiency of 

comfort (temperature, humidity, etc.) and lack of physical 

strain or danger. Location, adequate equipment and status 

relative to other workers are also important. However, 

unless there is a specific standard for comparison, 

physical working conditions are likely to be taken for 

granted and not become a salient factor in Job satisfact-

ion (Chadwick-Jones 1969, p.50). 

Aaents. 1. The "self"--0f all the human elements 

involved in causing Job satisfaction, the individual 

himself is the most crucial. Individual differences, 

particularly in the area of psychological needs and 

personality traits affect what a person considers pleas-

urable and how he will interact with the Job environment 

to gain those pleasures <satisfactions) which it offers. 

Past research supports the importance of psychological 

eelf-esteem in this context <Korman, 1968). 

Locke suggests seven hypotheses <predictions) 

concerning the llkely behavior of persons of high vs. low 

self-esteem In various Job circumstances. These points 
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emphasize the importance of individual differences to Job 

satisfaction. They also suggest that the absence of 

personality-Job (or role) "fit" could seriously detract 

from" a person's ability to derive satisfaction from the 

Job. 

A person of high self-esteem would be expected to (1) 

have a higher valence for challenging tasks, (2) obtain 

more (and more enduring) pleasure from achievement, (3) 

desire promotion more íor "Justice" and responsibility 

than for status, (4) value verbal feedback less, (5) be 

less affected by criticism, (6) experience less anxiety 

from the Job, and, (7) employ less defensiveness (Locke, 

1976, p.1325). 

ChurchiII adds the trait of locus of control to the 

feeling of self-esteem as an influence upon expectancies 

(and instrumentality) estimates of salespeople (Churchill, 

Ford, Walker, 1985, p. 444-45). The matching of measures 

of "self" and "role" is not widely researched in terms of 

direct conqruities related to Job satisfaction, particu-

larly in the field of marketing. 

2. Supervisors, co-workers, and subordinates--

"Significant others" such as supervisors, co-workers and 

subordinates in the Job environment also influence Job 

satisfaction. Here, supervisor "consideration" (Vroom 

1964) is associated with employee satisíaction. Other 

persons (both peers and superiors) who view the employee 

in an "entity" as opposed to "functional" relationship 

will also influence the employee's perceptions of the 

"worth." The nature of these relationships adds to or 

detracts from the pleasure and satisfaction the individual 

derives from his or her work circumstance. 

A "functional" relationship between individuals rests 

upon an exchange between them, i.e., what services can one 

accomplish for the other. An "entity" relationship is 

based on mutual regard, admiration and "liking" for one 
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another. Both functional and entity relationships are 

normal in Job environments and can lead to Job 

satisfaction. However, in the case of functional relat-

ionships, the individual will be satisfied with persons 

who help him to achieve his Job-related goals and values 

such as pay, promotion, challenging work and the like. 

3. Company and management--Work load, degree of 

responsibility, task definition, pay and promotion are all 

under the control of the employing organization. The 

individual's relationship with the company as an institu-

tion is a "functional" one similar to that between 

supervisor and employee. The assigned role or task and 

environmental support may lead to role conflict and role 

ambiguitv which have been associated with Job dissatisfac-

tion. 

Summary of antecedents. Job satisfaction was earlier 

defined as the attainment of important Job values which 

were "congruent with or help to fulfill one's basic 

needs" (Locke, 1976, p.1319). The needs described are 

both physical and mental (psychological) with the psychol-

ogical need for qrowth especially emphasized. 

Translating the needs into specifics to be valued 

about the Job, we derive the following antecedents of Job 

satisfaction: <1) the Job itself <intrinsic challenge, 

stimulus and mental growth provision), <2) pay and promo-

tion <extrinsic rewards), <3) feedback <self-esteem-

building recognition from persons who "count"), <4) 

working conditions <physical accommodations), <5) human 

agents <the individual himself with his own unique make-up 

of needs, and the workplace "society" of supervisor, co-

workers and subordinates), and finally, <6) the organiza-

tion or firm and its management <the individual's relation 

to the institution, its policies, treatment of employees, 

vorkloads, conflicts and ambiguities). 
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ChurchiII <1985) in describing the satiBfaction of 

salespeople, adds, <7) "customers" to the list of antece-

dents. Their response to and interaction with the sales-

person can provide satisfaction or its lack. ChurchiII 

also groups satisfactions stemming from rewards into 

"intrinsic" and "extrinsic" categories. The intrinsic 

category concerns rewards which the salesperson receives 

from his or her "work itself." These rewards satisfy 

growth needs. Extrinsic rewards and their satisfactions 

derive from pay, promotion, company policies, support, 

supervision, customers and fellow workers <ChurchiIl, et. 

al. . 1985, p.304). 

When considering the effects of intrinsic vs. extrin-

sic rewards upon Job satisfaction Churchill notes the work 

of Maslow, Herzberg and Alderfer which indicates that 

"higher order needs" <self-esteem, achievement, etc. ) are 

not valued until lower order needs <physical) are satis-

fied. With these causes of Job satisfaction in mind, what 

are the results or outcomes of employee satisfaction vs. 

dissatisfaction in the Job? 

Results of Job Satisfaction 

Happiness. To the extent that it reflects happiness 

for the individual, Job satisfaction can be considered an 

end in itself which benefits the company as well as the 

person by providing a contented and motivated work force. 

Job satlsfaction, or its lack, can also affect other 

attitudes of the individual as well as his physical health 

and longevity. It affects his mental health and certain 

Job related behaviors, including "quitting" <turnover), 

absenteeism, work variability and slower learning <due to 

boredom), complaining and grievances, and lateness or 

leaving early. 

Behavior/performance. Job satisfaction and produc-

tivity <or performance) have been linked, but the 
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direction of causation normally flows from performance tg. 

satisfaction rather than the reverse. However, Job 

satisfaction has been íound to be a cause of intrinsic 

motivation and of work quality (ChurchiII et al. , 1985, 

303-304, Hackman and Oldham, 1976). 

In the case of a salesman the link to motivation 

occurs when success is achieved (performance). This 

provides the individual with a sense of accomplishment, 

thus satisfying a higher order "growth need." Intrinsic 

satisfaction resulting from reward "feedsback" as an 

intrinsic motivator of future performance. 

The mechanism by which satisfaction causes "action" 

deals with the behavioral tendencies surrounding emotion. 

As an emotion, satisfaction occurs as shown in Figure 2.7. 

The feelings of Job satisfaction or dissatisfaction may 

involve an action tendency rather than some immediate 

overt action. Action tendencies which result from 

dissatisfaction respond to it as though it were a threat. 

These action tendencies may result in avoidance behavior. 

On the other hand, action tendencies which result from 

satisfaction respond to it as they would to a benefit, or 

valued situation. The result may be "approach behavior" 

on the part of the individual. The Job-related "avoid-

ance behavior following dissatisfaction might result in 

employee withdrawal (quitting/turnover), absenteeism, or 

lateness. 

Behavioral outcomes have been consistently assoc-

iated with Job dissatisfactions, but the relationship is 

usually not very strong...generally less than r=.40 (Locke 

1976, p. 1330). The reasons for weak association deal 

with situational factors as well as differences in 

individual characteristics such as psychological needs and 

personality traits. 
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OBJECT 
(Bituation) 

PERCEPTION 
(cognition) 

APPRAISAL -
(value 
Judgement) 

•*• EM TION 
(satisfac-
tion or dis 
Bn t. ) 

ACTION TENDENCIES 
(the íelt urge to action) 

SATISFACTION 
(•Beneíit) 

DISSATISFACTION 
(-Threat) 

Approach Behavior Avoidance Behavior 

Figure 2.7 

Satisfaction as an Emotion 

Locke 1976, p. 1330. 
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For instance, dissatisfaction with pay, supervision, 

and co-workers which would tend to cause an individual to 

quit his Job may be tolerated to a considerable extent if 

the person happens to be in financial difficulty, or under 

special obligations. A shortage of Job alternatives could 

have the same moderating effect. 

In the case of individual differences. Job factors 

(e.g., pay, the work itself, etc. ) could have effects upon 

individuals which will vary with their psychological needs 

strengths. Since "Job values" vary with personal charac-

teristics, the satisfaction realized from attainment of 

those values will vary as well. This phenomena is illus-

trated in the meta analysis of the Hackman and Oldham 

Job Characteristics Model as moderated by GNS (growth 

needs strength) shown in Figure 2.8. 

Job characteristics satisfaction model 

Five "core" Job characteristics suggested by Hackman 

and Oldham (1976) have been linked to Job satisfaction and 

other Job related outcomes such as turnover, absenteeism, 

work quality and intrinsic motivation. The psychological 

"states" which signify value attainment are shown in 

Figure 2.8. 

In a meta analysis of 21 studies conducted between 

1971 and 1982 involving over 14,000 subjects Loher et al. 

found average correlations between the Job Characteristics 

Index (JCI) and Job satisfaction ranging from .22 to .68 

(median, .31). 

Job Satisfaction Summary 

Job satisfaction is an emotional response to the 

individual's interaction with his or her work environment. 

This interaction involves the satisfaction of the per-

son's intrinsic and extrinsic needs through attainment of 

valued ends. 
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Flve Core Job 
CharacteristicB 

Psychological 
States Outcomes 

1. Skill Variety —. Feelings of 
2. Task Identity V— Meaningful-
3. Task Significance —' ness 

4. Autonomy 

5. Feedback 

••• Feelings of 
Responsibility 

-*• Knowledge of 
Results 

Employee Growth Need Strength 
(Moderator) 

High intrin-
cic Motivot-
ion 

High Quality 
of Work 

Low obsentee-
ism & Turn-
over 

Figure 2.8 

Relations Between Core Job Dimensions, Critical 
Psychological States and Job Outcomes 

Hackman and Oldham, 1976, in Loher, Noe, Moeller and 
Fitzgerald, 1985, p.281. 
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Antecedents of Job satisfaction include the work 

itself, pay and promotion, feedback, working conditions, 

and human agents (self, associates, etc. ). The Hackman 

and Oldham (1976) Job Characteristics Index (JCI) contains 

five core Job characteristics which correlate between .22 

and .68 with Job satisfaction (from Meta Analysis by 

Loher, et al. . 1985). 

The main outcome of Job satisfaction is a happy and 

contented and motivated workforce. In its extreme, Job 

dissatisfaction can cause both mental and physical health 

problems. Performance and other behavioral outcomes of 

Job satisfaction are hard to predict. Since satisfaction 

is an emotional response, it is more likely to result in 

"action tendencies" rather than immediate overt actions. 

Dissatisfaction may function psychologically as a 

threat to the individual and cause a tendency toward 

"avoidance" behavior, including withdrawal (quitting/turn-

over). Satisfaction may function as a benefit and result 

in "approach" behavior, such as repeating an act or 

maintenance of membership in an organization. 

Unfortunately, the action tendencies are modified by 

so many different individual needs and situations that 

they are almost impossible to predict. This means that 

Job satisfaction is not a good predictor of specific 

behavioral work outcomes such as performance. 

High intrinsic motivation, high quality of work and 

low absenteeism and turnover have all been related to Job 

satisfaction. Churchill models Job satisfaction of a 

salesperson as an outcome of performance and an input to 

motivation. 

Job satisfaction and organizational commitment are 

similar concepts in that they both concern the fulfillment 

of needs and wants of the individual employee. They 

differ with respect to depth and permanence. 
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Job satisfaction is less enduring than commitment 

because the conditions for satisfaction vary directly with 

current changes in the Job environment. In contrast, 

organizational commitment is a more stable construct as 

discussed in the next section. 

Orqanizational Commitment 

Introduction 

"Commitment" refers to the loyalty, allegiance and 

identification which an individual feels toward an 

organization, a profession, a career, an occupation, or 

cause. 

Commitment, loyalty, willingness to work hard for an 

organization are universally desired employee attributes. 

AII marketing managers want loyal, committed employees, as 

do leaders of other business functions. 

Organizational commitment has not been widely re-

searched in the marketing literature despite its important 

relationship to employee turnover, absenteeism and work 

attitudes. But, recently a model of organizational 

commitment was proposed and partially tested on a sample 

of 900 marketing professionals examined by Hunt, Chonko 

and Wood (1985). This model and precursors from the 

literature of industrial psychology and sociology are 

discussed here along with their antecedents and expected 

outcomes. 

Organizational commitment is considered a relatively 

stable behavioral characteristic which develops within an 

individual over time as a result of favorable work exper-

ience, organizational structural characteristics, role 

related characteristics, and personal characteristics 

(Mowday, et al. 1982). 

From a psychological perspective, commitment is a set 

of internalized beliefs, attitudes and intentions stemming 

from a fundamental "exchange" relationship between the 
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organization and the individual <March and Simon, 1958; 

Buchanan, 1975). The former supplies requirements of 

certain physical and psychological needs in exchange for 

the latter's allegiance, loyalty and effort to further the 

organizational "cause." 

Marketing management can exert some influence over 

organizational commitment by adjusting the work environ-

ment and improving employment screening practices to match 

the characteristics of the individual to those of the 

marketing Job and role that the recruit must assume. This 

research aims to improve understanding of the person-role 

and person-environment "fit" and how these factors relate 

to organizational commitment in marketing occupations. 

Concepts of Commitment 

Commitment to a marketing organization follows 

general concepts of commitment to any social organization. 

Theories of commitment referred to here originate in the 

fields of sociology and industrial psychology. 

Socioloqical perspectives 

In the view of the sociologist, "commitment is a 

consideration which arises at the intersection of the 

organizational requisites and personal experience" 

<Kanter, 1968, p.499). Kanter conceives of commitment as 

a mutually beneficial Joining of the interests of the 

social organization and the individual: 

Commitment...refers to the willingness of soclal 
actors to give their energy and loyalty to 
social systems, the attachment of personality 
systems to social relations which are seen as 
self-expressive. <Rosabeth Moss Kanter, 1968, 
p.499) 

Commitment speaks to those basic problems which are 

common to all organizations, i.e., the problems of 

achleving organizational continuance. cohesion. and 
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control. The psychological processes involved are 

coqnitive, cathetic, and evaluative. These are aspects of 

the personality systems which "fit," "support," or are 

"congruent" with the organizational issues. 

Continuance. Continuance involves cognitive process-

es such as the cost-benefit considerations of an in-

dividual who decides to stay or to leave an organization 

depending upon how the costs vs.. the rewards fall. 

Cohesion. Cohesion involves affective, or cathetic 

ties that build esprit de coros. It includes the personal 

satisfaction and pride of being a member of the group. 

Cohesion reflects the tendency of members of the group to 

stick together. 

Control. Finally, the evaluative orientation is 

connected with control commitment. Here, the individual 

accepts, internalizes, and adheres to the norms of the 

group. 

The three stages of commitment are analogous to the 

morality growth stages of a child. In the early stage the 

child obeys the social dictate based upon reward or 

punishment. Later the child follows the social system 

demands due to "attachment to others," and finally it 

develops an internalized moral code which provides 

guidance. <Kanter, 1968, p.501). 

Psycholoqical Perspectives of Commitment 

Organizational commitment concepts are set forth in 

detail by Mowday, Porter and Steers in their book, Em-

ployee-Orqanizational Linkaqes, The Psycholoqy of Commit-

ment, Absenteeism, and Turnover (1982). Mowday, et al. , 

dichotomize the many aspects of commitment in two antece-

dent-based perspectives. Qne deals with commitment-related 

behaviors and the other deals with commitment-related 

attitudes. 
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While emphasizing attitudinal commitment in their 

Qrganizational Commitment Ouestionnaire <QRQ) development, 

Howday, et al., concede that both behavoral and at-

titudinal concepts of commitment are important and that 

they do in fact re-enforce each other. The behavioral-

attitudinal dichotomy is described next. 

Behavior-related. "calculative" commitment. In the 

view of Hrebiniak and Alutto <1972) organizational commit-

ment, "is primarily a structural phenomenon which occurs 

as a result of individual-organizational transactions and 

alterations in *Bide bets' on investments over time" 

<Hrebiniak and Alutto, 1972, p. 556). This approach 

treats commitment as the result of an exchange, or reward-

cost concept <Homans, 1958). The greater the rewards and 

the lower the costs for the individual, the higher his 

commitment to the organization. 

The simple "exchanqe" approach is refined by Becker 

<1960) who introduced the notion of "side bets" as behav-

ioral contributors to commitment. In this view, in-

dividuals accumulate a history of "behaviors" which tend 

to bind or commit them to a course of action. The "side-

bets" are essentially "investments" of something the 

individual values which he or she "invests" in the 

organization. Investments constitute a number of 

"behaviors." For example, they may represent sacrifices 

of foregone personal opportunities <for the sake of the 

organization), extra efforts, personal attachments, 

organizational arrangements <e.g., pension plans and 

seniority), "image," reputation, contacts and connections. 

All these tend to constrict one's future behavior and to 

blnd or commit one to a course of action. 

In marketing, examples of "side bet" Investments are 

numerous: for instance, the salesperson who has "learned 

the territory" and built good relationships with many 

prospects and clients; or, the market researcher who 
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begins to understand his company's "image" with its 

varlous "publics" and builds a bank of information and 

sources on its markets and competition. 

The product manager places his commitment "side bets" 

by learning his company's product technologies, building 

rapport with the many contacts with whom he must co-

ordinate <both inside and outside the company), and by 

mastering the distribution system or becoming an expert on 

the end-use consumer. 

As these investments accumulate, a person becomes 

increasingly committed and bound to the organization by 

his or her actions. Commitment then becomes the perceived 

utilitv of continued participation. The greater the 

accumulation of "side bets, " the greater the need for 

continuance, the higher the commitment, and the lower the 

likelihood of departure. 

Staw <1977) and Salancik <1977) suggest that be-

haviors which tend to bind the individual to the organiza-

tion might be termed, "sunk costs." For example a 

commission salesperson may agree to accept a transfer to a 

less lucrative sales territory at the company's request. 

In exchange, he or she expects that some day the or-

ganization will, in some way, recognize the sacrifice. As 

these behaviors accumulate, the individual may feel 

increasingly bound to the company...committed by his or 

her past behavior. 

Age and tenure <experience) on the Job are expected 

to correlate positively with commitment according to the 

"side bet" theory. This has been the case with empirical 

tests <Alutto, Hrebiniak, and Alonso, 1973; Sheldon, 1971; 

Grusky, 1966; Hunt, et al., 1985). Thus, strong commit-

ment is reflected in a person's reluctance to change 

organlzations for "moderate personal advantage" <Hrebin-

iak and Alutto, 1972). 
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The "investment model" (Farrell & Rusbult, 1981; 

Rusbult & Farrell, 1983) formalized the behavioral/cal-

culative approach to commitment by relating commitment 

(negatively) to turnover. The model states three formulas 

which describe the relationships as shown in Figure 2.9. 

Attitudinal commitment. The concept of attitude-

based commitment links an individual to the organization 

through the concept of "identification." Attitudinal 

commitment occurs when "the goals of the organization and 

those of the individual become increasingly integrated or 

conqruent" (Hall et al. . 1970, p.l76). Often this 

attachment to the organization also comprehends an 

exchange relationship whereby "individuals attach them-

selves to the organization in return for certain rewards 

or payments from the organization" (Mowday, et al. , 1979, 

p.225; March and Simon, 1958). 

This type of exchange relationship differs from the 

exchanges discussed under "calculative" commitment. They 

are not "cognitive" or "deliberate" exchanges and they do 

not involve "side bet" behaviors (deliberate, or not). 

Instead these exchanges tend to involve satisfaction of 

psychological needs and the need to make good use of one's 

talents and skills (Farrell & Rusbult, 1981; March & 

Simon, 1958). 

People come to an organization with certain needs and 

expect to find a work environment where they can use their 

abilities. If the company is dependable in providing a 

Job vehicle which makes good use of an individual's 

talents the likelihood of higher commitment is increased 

(Steers, 1977). On the other hand, if the company is not 

dependable, or does not provide its employees with 

challenging, meaningful tasks, the reverse will occur and 

commitment should diminish. 

Attitudinal commitment as a partisan attachment 

through identification is described by Buchanan (1974). 
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The Rusbult and Farrell Formula 

<1) SAT = REW - CST, Satisfaction = Reward less cost 

<2) COM = <REW - CST) * INV - ALT, Commitment = the 
difference between reward and cost, plus 
the size of investment less alternative 
Job quality 

<3) TURN ~ COM, Job commitment directly influences 
turnover 

Figure 2.9 

The Investment Model of Commitment 

Rusbult and Farrell, 1983, p. 430 
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Buchanan conceptualized organizational commitment as 

comprised of three components <which he included in his 

measurement scale): identification, Job involvement, and 

loyalty. He defined commitment as follows: 

...a partisan, affective attachment to the 
goals and values of an organization, to one's 
role in relation to goals and values, and to the 
organization for its own sake, apart from its 
purely instrumental worth. <Buchanan, 1974, 
p. 533) 

Franklin <1975), in developing a scale to measure the 

"bond between an individual and his or her organization," 

termed organizational commitment, "...a willingness to 

uphold norms and rules and willingness to remain with the 

organization" <FrankIin, 1975, p.737). 

Cook and Wall <1980), drawing upon both Buchanan 

<1974) and Porter, Steers, Mowday & Boulian <1974), saw 

commitment again as a tripartate construct involving the 

dimensions of <a) Identification, or pride in the or-

ganization including internalization of its goals; <b) 

Involvement, meaning a willingness to invest personal 

effort as a member of the organization, for the sake of 

the organization; and, <c) Loyalty, or affection for and 

attachment to the organization, including a desire to 

retain membership <Cook & Wall, 1980). 

The present research emphasizes organizational 

commitment viewed from the attitudinal perspective. 

Behavioral antecedents, while contributing to the overall 

level of commitment tend to be related to situational 

factors and tenure with an organization. While recogniz-

ing the Importance of behavioral factors, the focus of 

this work is upon the conoruence of personality with 

environmental factors, thus the attitudinal perspective is 

appropriate. 

A broadly used definition of attitudinal commitment 

is provided by Porter and Smith, 1970 <Mowday, Steers and 

Porter, 1979; Mowday, Porter and Steers, 1982): 
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...organizational commitment was defined here as 
the relative strength of an Individual's ident-
ification with an involvement in a particular 
organization. Conceptually, it can be charac-
terized by at least three factors: <a) a strong 
belief in and acceptance of the organization's 
goals and values; <b) a willingness to exert 
considerable effort on behalf of the organizat-
ion; and, <c) a strong desire to maintain 
membership in the organization. <Mowday, et. 
al. . 1982, p.27) 

In this definition organizational commitment is 

represented as... "more than mere passive loyalty in an 

organization. It involves an active relationship with the 

organization such that individuals are willing to give 

something of themselves in order to contribute to the 

organization's well being" <Mowday, et al. . 1982, p.27). 

Clearly such commitment would be an especially 

valuable attribute to find in marketing employees who must 

often work with little or no supervision at the boundary 

of their organizations, representing their firms' inter-

ests with clients, suppliers and the public. Strong 

organizational commitment among marketing employees should 

enhance the company's effectiveness by providing employees 

with the mental orientation for loyal, independent, and 

resourceful execution of their Jobs. 

Qrganizational commitment, when defined in this 

manner, does not preclude commitment to other entities. 

For example a salesman may also be committed to his 

family, or a religious affiliation, and still be committed 

to his company. Commitment to one's profession or 

occupation is also possible, as in the case of a medical 

doctor or perhaps an insurance agent, either one of whom 

may realize satisfactlon from "the Job itself," or the 

intrinsic task they perform. This phenomena will be 

dlscussed further under the topic, "dual commitment." 



87 

Models of Orqanizational Commitment 

An attitudinal model. The most commonly referenced 

model of organizational commitment <Mowday, Porter, 

Steers, 1982) suggests that commitment, as an attitude, is 

associated with four sets of antecedents: <1) personal 

characteristics, <2) role-related characteristics, <3) 

structural characteristics, and, <4) work experiences. 

Outcomes of attitude-based organizational commitment 

include <1) desire to remain with the organization, <2) 

intent to remain, <3) attendance, <4) actual retention, 

and, <5) Job effort. These factors are summarized in the 

Mowday, Porter, Steers model which is discussed further in 

this chapter. 

Behavior based models. Behavior-based commitment 

antecedents are not included in the original Mowday, 

Porter and Steers model <Figure 2.10). While Mowday, et. 

al. . acknowledge the importance of the "investment" model 

of commitment, they prefer to treat its effects in a 

longitudinal explanation. 

Their conceptualization of the longitudinal develop-

ment of organizational commitment suggests three stages: 

<1) the pre-entry stage, characterized by anticipation on 

the part of the individual; <2) the early employment 

stage, initiation and socialization; and, <3) the middle 

and late career stages, characterized as "entrenchment. " 

As the person progresses through these stages of em-

ployment, tenure and experience within the organization 

increase, as do the accumulated "investments, " or "side 

bets" described by Becker, Hrebiniak and Alutto. The 

result is a cycle between "attitudinal" and "behavior-

based" commitment where each contributes to <or reinfor-

ces) the other and commitment in total is increased. This 

Buggests that commitment should increase with time on the 

Job. Figure 2.11 illustrates this point. 



88 

Personal 
Characteristics 

Role-Related 
Characteristics 

Structural 
Characteristics 

Work 
Experience 

rganizational 

Commitment 

utcomes 

Desire to Remain 
Intent to Remain 
Attendance 
Retention 
Job Eííort 

Figure 2.10 

Commitment As Attitude 

Mowday, Porter and Steers, 1982, p.30 (similar to Steers, 

1977, p.47). 
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->• Attitudinal Commitment to 
the rganization 

Committing Behavior -̂  

Figure 2.11 

Attitudinal & Behavioral Commitment 

Mowday, Porter and Steers, 1982, p.48. 



90 

The Buccessive <longitudinal) models of Mowday, 

Porter and Steers show varied sets of antecedents and 

interactions depending upon the employment stage. For 

example, during the early employment period (Figure 2.12) 

the pre-entry influences of Job expectations, Job choice 

factors, and personal characteristics are important. In 

the later career stage investments, social involvements, 

Job mobility and sacrifices all become more salient 

(Figure 2.13). 

"Felt responsibility" is the key link between 

characteristics of the person's Job situation and commit-

ment. Salancik <1977) suggested that, "any characteristic 

of the person'B Job situation which reduces his felt 

responsibility will reduce his commitment <SaIancik, 1977, 

p. 17). FoIIowing this direction in their general model 

of commitment <Figure 2.10), Mowday, et al.. point to, 

". . . characteristics of the Job and work environment that 

increase the employee's felt responsibility. . . " as the key 

determinants of commitment. 

When an employee feels a sense of responsibility, he 

is more likely to increase his involvement in the work. 

The greater involvement will lead to higher commitment, 

all else held equal <Mowday, et al. . p.58). 

As the individual continues employment in an or-

ganization and enters the middle and late career stages 

Mowday et al., provide an "entrenchment" model. It adds 

behavior related antecedents such as investments and 

social involvements which progressively increase organiza-

tional commitment <Fig.2.13). 

A Combined model; attitudinal and behavioral commit-

ment. In the marketing literature, Hunt, Chonko and Wood 

<1965) recently developed a combined model to explain 

organlzational commitment in marketing occupations <Figure 

2.14). The Hunt, Chonko, Wood model brings together ante-

cedents from both attitudinal and behavior-based concepts 



91 
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Figure 2.12 

Hajor Determinants of Organizational 
Coromitment During the Early Employment Stag( 

Mowday, Porter and Steers, 1982, p.56. 
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Figure 2.13 

Factors Influencing Contlnued Development 
of Commitment During Later Career Stages 

Mowday, Porter and Steers, 1982, p.65. 
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Hunt, Chonko & Wood Model of 
Organizational Commitment 

Hunt, Chonko, Wood 1985, p.ll3. 
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of organizational commitment <Figure 2.14). In this 

article they note that the concept of commitment is, " a 

dimension of marketers' Job performance <which) has only 

recently been examined" <p.ll2). 

Comparison of Commitment Models 

It is useful to compare the Mowday et al. . <1982) 

model with the Hunt et al.. <1985) model. The former 

represents the attitude-based commitment research stream 

while the latter incorporates both attitudinal and be-

havioral perspectives. 

The Hunt and Howday models are very similar in terms 

of suggested outcomes. Both would expect turnover <non-

retention) and absenteeism <attendance) to be negatively 

correlated with commitment. The Mowday model further 

predicts a positive correlation with "intent" and "desire" 

to remain. Hunt's model suggests a positive relation to 

"performance" while Mowday speaks of "Job effort." The 

Hunt model also predicts a positive relationship with Job 

satisfaction, an outcome which Mowday does not address. 

Antecedents of the two models overlap at several 

points. Both include similar factors for personal charac-

teristics and work relationships/work experiences. The 

Job environment is treated differently in the two models. 

Hunt employs the Job Classification Index <Sims, Szilagyi, 

and Keller, 1976) to measure the effect of basic perceived 

Job characteristics such as variety, autonomy, identity, 

and feedback. Mowday suggests an antecedent called 

"perceived structural characteristics." 

With its emphasis on attitude, the Mowday model fea-

tures role-related characteristics as a major category of 

antecedents while Hunt excludes them. On the other hand, 

Hunt adds the antecedent, "personal investments," thus 

linking the behavior-related antecedents discussed by 

Becker <1960), and Hrebiniak and Alutto <1972). Such a 
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combination of attitudinal and behavioral antecedents to 

commitment has not been suggested before in the marketing 

literature. Mowday et al., introduce "investments" only 

in the entrenchment phase of their longitudinal analysis 

<Figure 2.13). 

Pre-employment influences of Job search behavior 

(e.g., the number of applications made) and anticipatory 

socialization (previous work experience) are included as 

antecedents in the Hunt model. These factors do not 

figure in Mowday's general model <Figure 2.10), but they 

are included in the longitudinal Early Employment Stage 

model <Figure 2.12). 

The "pre-employment" vs. "current employment" 

topology of antecedents to commitment is also used by 

Leone Still <1983) in her study of part-time versus full-

time retail sales people <Still 1983, p.60). StiII also 

classified personal characteristics as a "pre-employment" 

antecedent to commitment. 

The operationalization of the concept of commitment 

differs considerably between the Mowday and Hunt models. 

Mowday et al. <1982) follow the earlier Porter et al. 

<1974) definitions of commitment which culminate in the 

15-item Organizational Commitment Questionnaire <OCQ, by 

Mowday, Steers & Porter, 1978, p.228). 

This questionnaire measures organizational commitment 

as a three dimensional construct defined as "<1) a strong 

belief in and acceptance of the organization's goals and 

values? <2) a willingness to exert considerable effort on 

behalf of the organization; and, <3) a strong desire to 

maintain membership in the organization" <Mowday, Steers, 

& Porter 1979, p.226>. 

The Hunt, Chonko and Wood <1985) operationalization 

of organizational commitment uses a concise, four-item 

scale exclusively to address the desire to maintain 

membership in the organization, as the measure of 
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organizational commitment. A third operationalization by 

Leone StiII (1983) in the marketing field focused on all 

three categories of the Porter et al., definition using a 

14-item commitment scale similar to previous scales, but 

with removal of cultural bias. 

In summary, existing models of organizational commit-

ment provide a framework and operationalization of both 

"attitudinal" and "behavioral" commitment within a three 

dimensional definition of the construct. Next, the 

antecedents and outcomes of organizational commitment are 

examined. 

Antecedents of Orqanizational Commitment 

Using the combined categories of antecedents sug-

gested by the Mowday and Hunt models, one may construct a 

composite of empirically supported causes of commitment. 

There are four major determinants of attitudinal 

organizational commitment (as measured by the OCQ). 

Mowday, Porter and Steers (1982) identified them as (1) 

personal characteristics, (2) Job, or role-related charac-

teristics, (3) work experience, and (4) organizational 

structure. 

The first three of these were supported by major 

studies of 382 hospital employees and 119 scientists and 

engineers conducted by Steers (1977). The fourth antece-

dent, "structure," was found significant only in certain 

dimensions, i.e., formalization, functional dependence and 

decentralization. Specific attitudinal commitment 

antecedents are shown in Figure 2.15. 

Personal Characteristics 

Demographic factors, personality traits, and personal 

values are individual characteristics which have been 

related to attitudinal commitment. These characteristics 
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Commitment Antecedents 

A. Mowdav. Porter & Steers B. Hunt, Chonko & Wood 

1. Personal CharacteristicB 1. Personal Attributes 

2. Job or Role-related Char 
acterics 

2. Job Characteristics 

3. Work Experience 3. Work Relationships 

4. Structural Characteristics 4. Personal Investments 

5. Anticipatory Social-
ization 

6. Job Search Behavior 

Figure 2.15 

Commitment Model ComparÍBon--Antecedents 

Mowday, Porter & Steers 1982; Steers 1977; and Hunt, 
Chonko and Wood 1985. 
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are discussed below. These characteristics include age 

and tenure, education, gender, personality and the like. 

Aqe and tenure. Age and tenure on the Job are both 

positively correlated with commitment (Angle & Perry, 

1981; Alutto, et al. , 1973; Hall, et al. . 1970; Hunt, et, 

al.. , 1985 Cage onIy3). Although some mixed findings 

indicate that age and tenure may not be direct correlates 

of commitment <HaIl & Schneider, 1972; Steers, 1977), the 

rational for a positive relationship to commitment is 

strong. As a person becomes older there are fewer 

available Job alternatives, therefore commitment to the 

organization strengthens. Further, the opportunity to 

make personal "investments" will have increased with both 

age and tenure. 

Educational level. Education has been found nega-

tively related to organizational commitment <Angle & 

Perry, 1981; Hunt, et al.; Steers, 1977). The explanation 

here suggests that the higher the educational level, the 

more occupationally mobile the individual. The highly 

educated person may also feel a greter commitment to a 

profession or occupation than to the organization <note, 

"dual commitment" section). This person is not ony 

mobile, but may view himself as a "professional" who can 

practice the skill with personal satisfation for many 

organizations. 

Gender. Sex has been found to be related to commit-

ment in some, but not all studies. Women are usually more 

committed to the organization than men <AngIe & Perry, 

1981; Hrebiniak and Alluto, 1972). One explanation 

suggests that women must overcome more barriers in order 

to become Buccessful in a business organization. As a 

consequence, they prize organizational membership more 

highly and therefore become more committed. 

Personalitv. Personality factors such as achievement 

need, sense of competence, and other higher order needs 
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have been related to commitment <Koch, 1974; Morris & 

Sherman, 1981; Rotondi, 1976; Steers, 1977; Steers & 

Spencer, 1977). The Steers research findings <Table 2.4) 

indicate that achievement need ranked high among the 

variables included in his multiple regression of the OCR 

vs. antecedents in the Hospital Employees and Scientists & 

Engineers studies. 

Achievement need was first linked to business enter-

prise and "entrepreneurship" by David C. McCIelIand in his 

book, The Achievino Societv <1961). McCIelIand found that 

the probable common term between n Ach. and entrepreneur-

ship was 

. . .a similar interest in situations involving 
moderate risk or maximum opportunity of getting 
achivement satisfaction without undue risk of 
failure. (McCIelIand, 1961, p.59) 

One could presume that persons with a high achieve-

ment need, or high "entrepreneurial spirit." would feel 

more committed to organizations which offered an environ-

ment where such needs could be gratified. 

Personality factors increase organizational commit-

ment, "...to the extent that employees see the organiza-

tion as a source of need satisfaction" (Mowdy, et al. , 

1982 p. 31). This follows Buchanan's <1974) concept of 

commitment as an "exchanqe" relationship where the 

employee offers his commitment to the organization in 

exchange for needs gratification. 

Conaruitv. This influence of person-organization 

congruence also Buggests a link to Holland's Theory of 

Vocational Choice <HoIIand, 1966, 1973). Although he did 

not refer directly to commitment, Holland points to the 

need for person-environment "fit" or "congruence": 

...vocational satisfaction, stability and 
achievement depend on the congruence between 
one's personality and the environment...in 
which one works. <HoIIand 1973, p.9) 
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Table 2.4 

Antecedents of Qrganizational Commitment 
Regressed Upon the OCQ 

Independent 
Variables 

Beta vs. OCQ 
Hospital/Scientist Scale Used 

Achievement need <P) .19 

Group attitudes <WE) .20 

Education <P) 

Task identity <J) 

Age <P) 

-. 15 

. 13 

. 16 

Met expectations <WE) .15 

Organizational 
Dependability <WE) 

. 12 • 

Personal import. <WE) .10 • 

Feedback <J) 

25 

24 

24 

13 • 

. _ 

Steers & Braunstein 
<1976) 

Buchanan <1974) 

Actual 

Hackman & Lawler 
<1971) 

Actual 

Buchanan <1974) 

27 • Buchanan <1974) 

22 • Buchanan <1974) 

17 • Hackman & Lawler 
<1971) 

Multiple R 
Multiple R* 

81 
65 

.71 

.48 

Hote: "•" = significance .05 to .001; no • = .001. 
Hospital employees, N=382; scientists and engineers, 
N=119. 

Tvpe Variable: P=Personal Characteristic, WE=Work 
Experience, J=Job Characteristic. 

Adapted from: Steers, Richard M., "Antecedents and 
Outcomes of Qrganizational Commitment," Adm. Science 
Qtlv., Vol. 22, March 1977, pp.46-56. 
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Values and interests. The values and interests of 

the employee have also been related to organizational 

commitment. People with a strong personal work ethic tend 

to be highly committed to their organizations (Buchanan, 

1974; Kidron, 1978). Persons with a strong work-oriented 

"central life interest" have also been found to be highly 

committed (Dubin, Champoux, and Porter, 1975). 

The findings related to values and interests are sig-

nificant and consistent with the personality-role con-

gruence theories of HoIIand (1966 and 1973). 

Job or Role-related Characteristics 

There are three aspects of the person's Job or work 

role which have been related to attitudinal organizational 

commitment (Mowday, et al.. 1982). They are Job scope, 

role conflict, and role ambiguity. These refer to the 

challenge which the Job represents and the clarity and 

harmony with which it is pursued. 

Job scope. Job scope refers to the challenge of the 

person's duties. If the individual feels challenged by 

the work, or experiences an increased sense of respon-

sibility ("Job scope"), he or she is likely to increase 

commitment to the organization. The idea of "exchange" 

(Buchanan, 1974) related to higher order needs is again 

involved. 

Steers (1977) offers support with his significant 

regression (beta) coefficients for "task identity" (.13), 

and "feedback" (.17) presented in Table 2.4. In their 

study of marketers, Hunt, et al. (1985) found significant 

relationships between commitment and the Job characteris-

tics: feedback. 1ob varietv. and autonomv. but not task 

identity (closure). In the Hunt et al. study, the three 

significant variables accounted for 17% of the variance in 

commitment (p.15). 
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Roie.. Role conflict, role ambiguity, and role 

overload have been found negatively related to attitudinal 

commitment. Role conflict (conflicting work demands) 

results in tension and reduced Job satisfaction (Morris 

and Sherman, 1981; Hrebiniak and Alutto, 1972) and lower 

commitment. Role ambiguity (not knowing what is expected) 

relates negatively to Job satisfaction, propensity to 

leave (inversely) and Job involvement. The effects of 

role conflict and ambiguity on commitment are mixed 

(Morris & Koch, 1979; Morris & Sherman, 1981). Role over-

load (work demands beyond one's capacity) was strongly and 

negatively related to commitment by Stevens (J.M. Stevens 

et al.. 1978). 

In summary, Job and role related factors are likely 

to enhance commitment if the Job assignment situation is 

clear and challenging. Mowday et al. (1982) conclude that, 

"when assignments become ambiguous, place the employee in 

conflict, or provide excessive role stress, the effects on 

commitment tend to be adverse" (p.32). 

Work experience 

Work experiences are a major socializing force. They 

are important to the concept of attitudinal commitment to 

the extent that they cause psychological attachments with 

the organization (Figure 2.16). Negative work experiences 

have an adverse effect on commitment. 

Steers (1977) found significant regression relation-

ships (Table 2.4) for work experience variables vs. com-

mitment in the following three cases: (a) group attitudes 

(.20-.24), (b) met expectations (.15), and (c) organiz-

ational dependability (.12-.27). 

In the case of the Scientists and Engineers study, 

the .27 coefficient for organizational dependability was 

the highest of the seven independent variables reported 

(Table 2.4). It simply supports the "exchange" notion 
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Work Experience Antecedents to Commitment 

Effect Variable 

Organizational Dependability 

Personal Importance to the 
Organization 

Source 

Buchanan '74, Steers 
'77, Hrebriniak '77. 

Buchanan '74, 
Steers '77. 

Employee Expectations Met Grusky '66, 
Steers '77. 

Positive Co-Worker Attitudes Buchanan '74, 
Patchen '70', 
Steers, '77. 

Perceived Pay Equity Rhodes & Steers< 

Group Norms Regarding 
Hard Work 

Rhodes & Steers, 
Buchanan '74. 

Leadership Style: Leader 
"Initiating Structure and 
Leader Consideration 

Brief, Aldag & 
Waldron '76, Morris 
& Sherman '81 

Employee Social Involve-
ment in the Organization 

Sheldon '71,Buchanan 
'74, Rotondi '75. 

Figure 2.16 

Work Experience Antecedents to Commitment 
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which wight be stated, "I will probably not become 

committed to the organization unless it turns out to be a 

dependable employer." 

Qther work experience variables include "felt import-

ance" to the organization, positive attitudes of co-

workers tovard the organization, leadership style and 

employee social involvement with others in the organiza-

tion. All of these variables add to a description of the 

company as a work place with pleasant, rewarding working 

conditions, or vice versa. 

Work experience antecedents to commitment are numer-

ous. Those listed in Figure 2.16 have been shown to be 

significant correlates of organizational commitmentt 

Oroanizational Structure 

Qrganizational structure commonly influences Job 

satisfaction, but only certain dimensions are antecedents 

of commitment <Cummings & Bergen 1976; Porter & Lawler, 

<1965). Stevens, Beyer and Trice <1978) tested organiza-

tional size, union presence, span of control <of super-

vision), and centralization of authority and found no 

significant effect on commitment. Two years later, Morris 

and Steers <1980) replicated the test of organization size 

and span of control with the same result. However, they 

also examined formalization <degree of formal written 

rules of the organization), functional dependance <on the 

work of others), and decentralization and found positive 

effects. 

Worker ownership has a great deal to do with the 

commitment of employees to the organization. As expected, 

vhen employees have a significant vested financial 

interest in the firm they exhibit significantly more 

commitment to it. It seems reasonable to hypothesize a 

link here between commitment to the organization and 

entrepreneurial drive or "spirit." One of the primary 
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motivations of the entrepreneur is ownership of the 

financial rewards of his enterprise <Manchuso, "The 

Entrepreneur's Quiz," 1982). 

Rhodes & Steers (in press) conducted a study of two 

plywood plants where one was employee-owned and the other 

was investor-owned. They found much greater commitment 

among the employee-owners. These persons considered 

themselves much more than "Just" employees. They had at 

least a partial "ownership" self-image. 

This would suggest that entrepreneurs, partners, and 

investors who also happen to be "employees" will be much 

more strongly committed members of the business than 

9:ØØAM to 5:ØØPM "payrollers. " 

Occupational qroupinos have not been found sig-

nificant explanators of organizational commitment as 

identified by the OCO. Howeve,r, using a modified scale of 

organizational commitment (measuring tendency to retain 

membership) Hunt et al. (1985) found significant differ-

ences between occupational levels of marketers vis-a-vis 

commitment. They found no significant difference in this 

respect between the occupational groups studied: marketing 

vs. researchers vs. marketing management (using the 

Scheffe test of multivariate significance). Hunt found 

lower commitment among "upper level marketers" than among 

the "middle" or "lower" levels. 

Other Antecedents of Orqanizational Commitment 

Three other antecedents of organizational commitment 

include personal investments, anticipatory socialization, 

and Job search behavior. These factors were discussed by 

Hunt, Chonko and Wood in their 1985 study of marketers. 

Personal investments. An individual's commitment to 

the organization will increase as he evaluates the accumu-

lated utility of his personal investments in the organiza-

tion. Kantor (1968) viewed commitment as a long term 
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Investments 

1. Length of service 

2. Job Tenure 

3. Vested (or not) retirement programs 

4. Specific, or non-portable training 

5. Friendship involvement 

6. Spousal employment 

7. Home ownership 

8. Religious and community ties 

9. Global measures: Example: "In general, how much 
have you invested in this Job?." 

Figure 2.17 

Personal Investments, According to 
Rusbult and Farrell 

Rusbult, Caryl E., and Farrell, Dan, "A Longitudinal 
Test of the Investment Model: The Impact on Job 
Satisfaction, Job Commitment, and Turnover of 
Variations in Rewards, Costs, Alternatives, and 
Investments, Journal of Applied Psycholoqy. Vol.68, 
No. 3, 1983, p. 432. 
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Investments 

1. Length of service 

2. Job Tenure 

3. Vested <or not) retirement programs 

4. Specific, or non-portable training 

5. Friendship involvement 

6. Spousal employment 

7. Home ownership 

8. Religious and community ties 

9. Global measures: Example: "In general, how 
much have you invested in this Job?." 

Figure 2.17 

Personal Investments, According to 
Rusbult and Farrell 

Rusbult, Caryl E., and Farrell, Dan, "A Longitudinal 
Test of the Investment Model: The Impact on Job 
Satisfaction, Job Commitment, and Turnover of 
Variations in Rewards, Costs, Alternatives, and 
Investments, Journal of Applied Psvcholoqy. Vol.68, 
No. 3, 1983, p. 432. 
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shown to relate to later levels of commitment (Schein, 

1971: Van Maanen 1975). Also, the anticipated level of 

"trust," or perception of a friendly, co-operative work 

environment has been related to subsequent levels of 

commitment (Hrebiniak & Alutto, 1972). The anticipation 

of a happy work environment suggests a link to the concept 

of Job satisfaction as an antecedent to organizational 

commitment. This concept is further discussed in Chapter 

II under the topic, "Job Satisfaction." 

Job search behavior. StiII (1983) proposed that the 

number of Job applications made, the number of offers 

received, the time taken to find a Job, the number of 

interviews obtained and the reasons for working (at all), 

and for applying to a certain company would all be predic-

tors of eventual commitment levels (p.62). 

Although her study was aimed at discovering differ-

ences between part-time vs. full-time employees, Still 

found that Job search behaviors do set the level and tenor 

of long term expectations of an employee. They become the 

foundations for later attitudes such as Job satisfaction 

and attitudinal commitment, operating in much the same 

anner as anticipatory socialization factors. m 

Antecedents Summary 

The concept of organizational commitment is multi-

faceted and it has a great many antecedents. Their 

relative importance depends upon the commitment definition 

of interest. If commitment is narrowly defined as a 

desire to maintain a course of action, such as employment, 

concepts of Exchange and Investment Theory should weigh 

more heavily. The notions of rewards, costs, quality of 

Job alternatives and personal investments (Rusbult & 

Farrell, 1981, 1983) will be most important. If commit-

ment is more broadly defined as loyalty, identification, 

involvement, internalized normative pressures (SchoII, 
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1981), then antecedents bearing on work experience, role-

related and Job characteristics, and personality con-

gruence will become more influencial. 

In total, an individual's commitment to an organiza-

tion is shaped by a combination of internal and external 

factors. Commitment and loyalty will be enhanced if there 

is congruence between the person's internal psychological 

make-up in terms of achievement needs and the organiza-

tion's tendency to satisfy them. Job characteristics 

which provide challenge (Job scope), variety, autonomy and 

feedback, will further the individual's sense of achieve-

ment and perceptions of "felt need" by the organiza-

tion. . . in short, successful and recognized contribution to 

the cause. Doubts and conflicts related to what the in-

dividual is expected to do will have the reverse effect 

and reduce comitment. 

Work experiences which the individual encounters 

provide the person with clues concerning whether or not 

commitment to the organization is appropriate. For 

example, are expectations concerning the Job being met 

(including pay equity)? Do co-workers have good attitudes 

and high morale? Is the leadership supportive and 

positive toward employer-initiated actions? Is the 

organization itself a dependable outfit that can be 

counted upon to recognize and reciprocate loyalty? 

Finally, are there sizeable personal investments, 

"side-bets," "sunk costs" that will bind the individual to 

the organization? For instance, has the salesperson 

undergone a non-transferrable training, or invested in 

non-transferrable account-building? Are there seniority 

privileges connected with accumulated tenure? Is there a 

non-contributory (and non-portable) retirement plan? AII 

of these factors represent the type of personal invest-

ments which an individual might make over time with 
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respect to an employing organization which might tend to 

commit him to it. 

Personal investments tend to promote stability of the 

organizational commitment phenomenon. Once made, invest-

ments are preserved through maintenance of membership in 

the organization. Other antecedents such as work exper-

iences and satisfaction of psychological needs may change 

rather quickly in response to changes in supervision or 

working conditions. But, once an investment is made, it 

becomes a "sunk cost" and its binding effect changes 

little, if at all. 

It would seem that multiple factors, both long and 

short term in effect and in time of generation, may lead 

to the establishment of organizational commitment or to 

its destruction. Personal investments in the organization 

may take some time to build and may have lasting "value" 

to the individual. Work relationships and satisfaction of 

psychological needs may be slowly or rapidly built and 

Just as rapidly removed. The short term factors tend to 

overlap with the "Job Satisfaction" construct. They 

explain the day-to-day reasons why the individual should 

remain committed to the firm. 

Outcomes of Orqanizational Commitment 

If organizational commitment is (by definition) an 

identification with the goals and values of an organiza-

tion, a willingness to work hard for it, and a desire to 

maintain membership in it, then the expected outcomes 

follow easily. A committed individual will exhibit loyal-

ty, hard work, and maintenance of membership (low turn-

over). 

Five possible outcomes of organizational commitment 

are suggested by Mowday, et al. (1982): <1) Job perform-

ance, <2) tenure, (3) absenteeism, <4) tardiness, and, 

<5) turnover. They suggest that, "...the strongest and 



111 

most predictable behavioral outcome of employee commitment 

should be reduced turnover" <Mowday, Porter and Steers, 

1982, p. 35). 

Performance. Available studies show a disappoint-

ingly weak relationship between commitment and perform-

ance. The Steers Hospital Employees Study <Steers, 1977) 

reported four separate measures of performance for one 

time period. Qnly two of these were significantly related 

<. 05 level) to commitment with correlations of Just .11 

and .10. 

Retail-management trainees <Porter et al. , 1976) 

indicated correlations ranging from .20 to .36, but only 

two "approached" reliability (.05 level). Wiener and 

Vardi <1980) studied insurance salespersons and staff 

professionals, finding negative and low (-.05, -.15) 

correlations between commitment and overall salesperson 

performance effectiveness. 

A possible explanation for the weak relationship is 

advanced by Mowday, et al. (1982). They point out that 

current theories of employee motivation indicate that 

performance is influenced by, "...motivation level, role 

clarity, and ability" <p.36). Attitudes such as commit-

ment might be expected to influence only one aspect of Job 

performance. 

On the other hand, commitment should affect the 

amount of effort devoted to a Job and the individual's 

general attitude toward it. There should be some effect 

upon Job performance, although it has not yet been 

successfully measured. 

If "performance" includes the ability to work 

Independently and loyally with little supervision <as with 

boundary spanning persons), then the concept of commitment 

may be regarded as the source of a new approach to manage-

ment <Walton). This aspect of performance is particularly 

important in the management of marketing personnel, many 
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of whom hold boundary spanning Jobs (e.g., industrial 

salesperson, product manager, marketing manager). 

Tenure. Commitment and Job tenure are strongly 

related. Significant correlations were found by Mowday et. 

al. (1979) between commitment and tenure among public 

employees (.23), and by Steers (1977) with hospital 

employees (.26). 

However, it is not clear in what direction the causal 

relationship flows. Does added longevity with a company 

result in a deeper feeling of loyalty, identification, and 

desire to remain, or does commitment result in tenure? 

Investent Theory suggests that tenure causes commitment 

due to the accumulation of personal investments, side 

bets, and sunk costs over time. 

Absenteeism and tardiness. A negative relationship 

is expected between both absenteeism and tardiness and 

commitment. If the individual is identified with or-

ganizational goals and wishes to work hard to see that 

they are achieved, it would seem incongruous to find the 

person absent from the Job or not punctual. 

Angle and Perry (1981) found a strong support for 

this outcome in the case of tardiness (-.48), but the 

absenteeism outcome support is mixed. Mowday, et al 

(1979) and Steers (1977, Scientists and Engineers Study) 

found the expected negative relationship to absenteeism 

(-.13 and -.28). However, Steers' (1977) study of 

Hospital Employees and Angle and Perry's (1981) study of 

Transit Workers found insignificant positive relation-

ships! No explanation of the conflicting findings is 

given by the authors, other than to note that a direct 

causal relationship was never implied. 

Possibly the relationship between organizational 

commitment and absenteeism is moderated by the level of 

the Job, or "calling" of the individual. Scientists and 

engineers may consider their "calling" higher than do 
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transit workers, thus better fulfilling the hypothesized 

prediction. 

Turnover. Mowday, Porter and Steers (1982) state 

that their strongest and most predictable behavioral 

outcome finding is that commitment reduces turnover. In 

their studies (cross-sectional and longitudinal), commit-

ment was positively associated with the act of staying 

(vs. leaving) and negatively correlated with intent to 

leave. 

Five studies found high correlation between predicted 

turnover and actual subsequent leaving: Angle and Perry 

(1981), -.48; Home et al.. (1979), -.58; Koch & Steers 

(1978), -.38; Mowday, et al. . (1979), -.19; and Steers 

(1977), -.17; Mowday, et al.. (1981, p.37). 

A sixth study of psychiatric technicians indicated 

that commitment increased significantly over time (Parker, 

et al., 1974). Finally, a seventh study of retail-manage-

ment trainees (Porter, et al. . 1976) was conducted over 

the first five months of employment. Here, persons who 

left the company had lower measured commitment levels than 

those who stayed. 

Most significantly, the "leavers" had lower commit-

ment attitude scores on the first day of employment on. 

This indicates that turnover should be predictable from 

commitment attitudes during pre-employment screening...a 

definite help to management. In the Porter (1974) study 

commitment was found to be an even better predictor of 

turnover than Job satisfaction, the most generally used 

measure. 

The next section deals with a review of the litera-

ture concerning the possibility that an individual could 

be loyal to both his, or her, profession, association, 

union and the like, as well as his organization. This 

phenomenon, "dual commitment," affects turnover; it will 

be discussed next. 
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Dual Commitment 

Introduction 

The concept of dual commitment to one's organization, 

profession, union, etc., is of interest to marketing 

management with respect to retaining their valued person-

nel. Marketing employees may view their occupations as 

"professions" in which they have become deeply involved 

and may wish to pursue permanently, without confinement to 

one single employer. 

These employees may exhibit many of the characteris-

tic behaviors attributed in the literature to "profes-

sionals" (Thornton, 1970; Becker, 1962; Cogan, 1953; 

Goode, 1957, and Greenwood, 1957). Some generally 

recognized attributes of professionals include training 

and knowledge (educational level), a service orientation 

to associations, and some form of control by a profes-

sional group. 

For example, professionals may espouse loyalty to 

professional codes of conduct, such as the case of market 

researchers who subscribe to the American Marketing 

Association Code of Ethics. They may also maintain 

professional relationships and uphold professional stan-

dards, and display interest in advancement of the dis-

cipline or field. 

Dual Commitment in Marketinq 

To the extent that marketing occupations have certain 

characteristics of "professions," they may possess skills 

which are transferrable and can be practiced across many 

different organizations. With respect to company "loyal-

ty, " the marketing employee might well find professional 

commitment stronger than organizational commitment, if the 

organizational climate is displeasing. On the other hand, 

a level of "dual commitment" may exist whereby the 
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marketer can show allegiance to both organization and 

career or profession. 

The industrial salesperson, a product manager, or a 

marketing research professional might become committed 

either through behavioral ("investment") processes, or 

through attitudinal processes. The form of commitment 

which develops is less important than the fact that two 

(or more) commitments exist. The issue for management 

revolves about the question, "are dual commitments 

compatible with each other, or must one eventually win out 

and take precedence over the other?" 

Alternate Concepts of Dual Commitment 

While the concept of dual commitment has not been 

previously addressed in marketing, it has been studied 

with respect to (a) organizational commitment vs. union 

commitment (Angle and Perry, 1986, Gallagher, 1984 and 

Dean, 1954) and (b) organizational involvement in and 

commitment to the organization vs. profession (Thornton, 

1970). The literature offers two streams of research to 

explain dual allegiance, or commitment. 

The role conflict approach. The first stream of 

research concerning dual commitment is influenced by the 

domain of role conflict (Kahn, Wolfe, Quinn, Snoek and 

Rosenthal, 1964; Rizo, House, Lirtzman, 1970). Inter-role 

conflict is the issue involved, as in the case of an em-

ployee who must play two roles at the same time which are 

seen to conflict with one another. 

The marketing research manager provides an example of 

potential interrole conflict where the person is consider-

ed both a marketing professional, proficient in the 

practice of marketing research and bound by the ethical 

standards <of say the American Marketing Association), and 

at the same time a loyal employee of his firm expected to 

produce all manner of research to support the objectives 
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of the organization. If the demands of the organization 

and profession are congruent, commitment to both entities 

<profession and organization) may coexist as "dual commit-

ment. " The individual would loyally fulfill his obliga-

tions to both, working hard for both and identifying with 

the objectives and values of both. However, if the 

demands of profession and organization should conflict 

"dual commitment" will be weakened and the individual 

might be expected to exhibit signs of "lack of commitment" 

such as a tendency to leave the organization. 

"Cosmopolitans" and "locals. " The second stream of 

research reflects the differences between "cosmopolitans" 

and "locals" <AngIe and Perry, 1986, p. 34). These two 

traits were originally seen as mutually exclusive so that 

if a person were loyal to a profession he or she could not 

be at the same time loyal to an organization <Gardner, 

1957). 

However, in a study of personnel managers, Ritzer and 

Trice <1989) found that these individuals were committed 

to both their organizations and their occupations, 

although they were slightly more committed to their 

occupations. <AngIe & Perry, 1986). The Ritzer and Trice 

study <1969) demonstrated that dual allegiance could occur 

in organization vs. occupation relastionships as well as 

organization vs. union relationships. 

Conditions of Dual Commitment 

In both organization/ union and organization/profes-

sion studies of dual commitment the notions of "conqruen-

cy" vs. "conflict" are used to explain the presence of, or 

the lack of dual commitment. In the Angle and Perry 

<1986) study of 22 municipal bus companies, the authors 

found that dual commitment was positively related to co-

operative labor-management climates. While separate 

commitments to the union and to the company also covaried 
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with labor-management climate, the relationship was less 

"monotonic" than with dual commitment. 

Incompatible demand . Miller and Wagner (1971) found 

that commitments to "profession" and to the "organization" 

could co-exist provided the demands and requirements of 

one did not conflict with the other. For example, dual 

commitment could exist if the company did not cause the 

employee to violate the norms of his or her profession. 

Such incompatible behavior demands were seen as causing 

fundamental role conflicts. 

Ambient relationship climate. In the view of Angle 

and Perry (1986, p.35) this "ambient relationship climate" 

will likely be a factor in any dual commitment situation. 

This suggests that the cognitive dissonance theory (Fes-

tinger, 1957) explains the process by which basic con-

flicts between multiple social systems reduce or enhance 

the individual's tendency toward dual commitment. 

The ambient relationship climate involving a market-

er's employer and the employee's membership in marketing 

professional associations (e.g., American Marketing 

Association, Sales and Marketing Executives Association, 

the Advertising Research Association, etc.) may be hypoth-

esized to be analogous to the employer-union relationships 

examined by Angle and Perry (1986). 

Involvement. Researchers of dual commitment in 

union-management situations have also found that intensity 

of union involvement moderates the "climate"/ dual 

commitment relationship. Where union participation is 

strong dual commitment will be more influenced by 

"climate." 

One should expect in the case of marketing occupa-

tions to find similar effects with the "climate" of 

company-association relationships influencing dual 

commitment, but moderated by the individual marketers 

level of professional activity. 
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Behavioral Sources of Dual Commitment 

Organizational commitment was conceptualized previ-

ously as variously the result of both behavioral and 

attitudinal factors. The same rationale may be extended 

to dual commitment if one accepts the notion that both 

organizational and, say "professional" or "occupational" 

commitments are growing within the individual simul-

taneously. 

As suggested by Becker (1960) the behaviors represen-

ted by "side bets" which tend to bind the individual to 

his or her organization may Just as well tend to bind the 

person to an "occupation." For example, the buyer-seller 

contacts and experience and the sales successes of an 

industrial salesperson may serve to enhance commitment to 

the organization, but at the same time commitment to the 

sales career (occupation) may be building strength in a 

parallel, or "dual" mode. 

Dual Commitment Marketinq Outcomes 

As a "boundary role person (BRP)" the sales profes-

sional is building experience, achievement, visibility and 

reputation with persons outside of the organization. The 

dual record of behavior and experience may be marketable 

elsewhere in the event that "dual commitment" should 

become weakened due to "climate" confict or due to reduc-

tion of any of the antecedents of organizational commit-

ment singly. 

The outcome of a lack of dual commitment may be 

employee turnover with respect to the organziation, but 

not the profession. In short, the individual would exit 

the company to practice the profession to which he had 

become committed...elsewhere. 

The final construct which will be examined is the 

concept of "entrepreneurial spirit." This construct is a 
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combination of individual personality characteristics 

which are common to people who start their own businesses. 

The characteristics of the entrepreneur are such that 

one might expect to find them among marketers whose roles 

call for independence, innovation, and achievement drive. 

AII of these combine in the characteristic termed, "entre-

preneurial spirit.' 

Entrepreneurial Spirit 

Humanity's progress from caves to campuses has 
been explained in numerous ways. But central to 
virtually all of these theories has been the 
role of the 'aqent of chanqe.' the force that 
initiates and implements material progress. 
Today we recognize that the agent of change in 
human history has been and most likely will 
continue to be the entrepreneur. By Kent, 
Sexton and Vesper, 1982. 

ntroduction 

The "spirit" of entrepreneurs is addressed in this 

research because of the many similarities in the roles 

that they and marketers play. Both pursuits involve 

autonomous, innovative action, both are often self-

motivated to achieve goals which are often self-estab-

lished, and finally, both face the stress of spanning the 

boundaries between their organizations and the outside 

world. 

The entrepreneur, perhaps more than any other per-

sonage in the business world exemplifies the traits of 

achievement motivation, independence, and ability to deal 

with what others would consider risks and stressful 

ambiguity. This spirit helps the entrepreneur to create 

new businesses and achieve considerable economic and 

social effects. 

The marketer, while generally not as completely 

independent as the entrepreneur, is responsible for 

discovering and planning for exploiting new markets. 



120 

developing new products, and making the sale of the firm's 

products to the consumer. In short, the marketer performs 

entrepreneurial tasks in a large business. 

If indeed the marketer does share the entrepreneur's 

traits...at least in part, can these traits be identified? 

If so, can it be shown that when these traits do exist in 

marketers, their view of their Jobs and careers will be 

influenced in a positive way. An instrument for identify-

ing the "spirit" of the entrepreneur could be of con-

siderable use in finding and recruiting individuals who 

will become innovative, resilient, achievement-oriented 

marketers. 

The concept of the "entrepreneur" and the effects and 

characteristics of entrepreneurs is discussed in this 

section next. 

Definition. An entrepreneur is one who creates a 

business enterprise where none existed before. In 

economic terms, the entrepreneur causes development of new 

business through "new combinations of productive means" 

(Schumpeter, 1934, 1968, p.66). 

In personal terms, the entrepreneur is one who estab-

lishes a new business through his or her own skill, risk, 

sacrifice and innovation. Then this person claims the 

intrinsic rewards of achievement and the extrinsic rewards 

of profit. In organizational terms, the entrepreneurial 

firm and management risk and innovate to create a new 

business and often a new industry. 

The task of the entrepreneur is difficult and many 

fail. Those who succeed have been shown to possess 

certain traits of personality and background which equip 

them to survive the rigors of the task. 

Although the entrepreneur is generally considered to 

be the owner as well as the manager of a new business, 

economists such as Schumpeter and Baumol would broaden the 

definition to include any person who carried out the "new 
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combinations" called "enterprise" (Schumpeter, 1968). By 

this definition a corporate executive who was personally 

responsible for creating and managing a new enterprise 

would also be considered an entrepreneur. 

There are both economic and behavioral views of 

entrepreneurship, its characteristics and its effects. 

These views will be examined briefly to provide a basis 

for developing an instrument to measure entrepreneurial 

spirit later in this research. 

The Economist's View of the Entrepreneur 

The term, "entrepreneur, " was first used by the 17th 

century economist Richard CantiIIion to represent the 

person who ventured to undertake a business enterprise. 

This individual was regarded as one of the four factors of 

production: land, labor, capital and the entrepreneur. It 

was his Job to marshall the other three factors, combine 

them in an effective way, manage the effort, and assume 

the risk of failure or take the profit of success. 

Davenport defined the entrepreneur as, "the independent, 

unemployed manager; the one who carries the risks and 

claims the gains of the enterprise" <Davenport, 1923). 

Joseph Schumpeter provided a more comprehensive view 

of the entrepreneur as the architect of the "new combina-

tions of factors" in his book, The Theorv of Economic 

Development <1934). Schumpeter stressed the aspect of 

innovation in what the entrepreneur accomplished. In his 

view economic development was defined by carrying out new 

combinations. He believed there were five types of 

behavior that characterized the entrepreneur. 

Five Entrepreneurial Behaviors <Schumpeter) 

1. Introduction of a new good 

2. Opening a new market 
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3. Introduction of a new method of production, 

including a new way of handling a commodity 

4. Conquest of a new source of supply of raw 

materials or of semi-manufactured goods 

5. Carrying out of the new organization of any 

industry Schumpeter's model presents the entrepreneur 

as an innovator who creates new enterprise through 

new "combinations." 

Princeton economist William Baumol in his commentary 

on "Entrepreneurship In Economic Theory" points to the 

role of the entrepreneur in business leadership. "It is 

his Job to locate new ideas and to put them into effect. 

He must lead, perhaps even inspire; he cannot allow things 

to get into a rut and for him today's practice is never 

good enough for tomorrow" <BaumoI, 1968). 

Harvard economist Harvey Leibenstein proposed an 

economic theory in which the entrepreneur fills a unique 

and crucial niche. Leibenstein sees the entrepreneur as 

a, "qap filler and input-completer...probably the prime 

mover of the capacity creation part of the <economic) 

growth process" <Leibenstein, 1968). Leibenstein cites 

ten functions which the entrepreneur performs on behalf of 

society. 

Functions of the Enterpreneur <Leibenstein) 

1. Searches for and discovers new economic 

opportunities 

2. Evaluates economic opportunities 

3. Marshals the financial resources necessary for 

the enterprise 

4. Hakes time-binding arrangements 

5. Takes ultimate responsibility for management 

6. Assumes ultimate responsibility for uncertainty 

or risk 
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7. Provides and Is responsible for the motiva-

tional system within the firm 

8. Searches for and discovers new economic 

information 

9. Translates new information into markets, 

techniques and goods 

10. Provides leadership for the work group 

In summary, economists view "entrepreneurial behavior 

as a factor in economic change" <SoIton, 1968). The en-

trepreneur is a chanae aoent. or one who initiates change 

and makes it happen. While economists were approaching 

the entrepreneur from a macro view, behavioralists were 

examining him as a person. They attempted to answer the 

question, "Why do people behave in an entrepreneurial 

manner?" 

Entrepreneur. the Person 

Achievement motivation. In 1961 Harvard psycholo-

gist, David HcCIelIand, published a work called, The 

Achievinq Societv. The purpose of this research was to 

explain the causes of economic growth in behavioral terms. 

McCIelIand's explanation provided an alternative to the 

economists' discussions of inputs, outputs and production 

functions. HcCIelIand examined instead the motivation of 

people to create new enterprise. 

In his work, McClelland offers a general theory of 

achievement to explain why some societies have historical-

ly experienced periods of more rapid growth than others. 

He concludes that an entrepreneurial spirit which exploits 

the resources of a society, accounts for differences in 

economic growth <McCleIland, 1982). 

Over a period of ten years, HcClelland tested nine 

psychological constructs as possible determinants of 

entrepreneurial status in twenty-two countries. He con-

cluded that the need for achievement motivation <n. Ach) 
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was the construct most explanatory of entrepreneurial 

behavlor. 

The entrepreneurial role behaviors which McClelIand 

predicts based upon the presence of n Ach are shown in the 

following list. 

Entrepreneurial Role Behavior (McCIelIand) 

1. Moderate risk taking as a function of skill, 

not chance; and, decisiveness 

2. Energetic and/or novel instrumental activity 

3. Individual responsibility 

4. Knowledge of results of decisions; money as 

a measure of results 

5. Anticipation of future possibilities 

6. Organizational skills 

J.W. Atkinson, an associate of McCIelIand, offered a 

. second dimension to the theory of achievement motivation 

related to entrepreneurs by introducing the motivation to 

avoid failure (Atkinson, 1957, 1964). He introduced two 

situational variables, the perceived expectancy of success 

and the incentive value of the task at hand. These 

variables were seen as modifiers of achievement motivation 

and failure avoidance. 

In a synthesis of findings related to achievement need 

and entrepreneurial characteristics McCIelIand set the 

pattern for a great deal of the entrepreneurship study 

which has followed <beIow, McCIelIand, 1962). 

Hioh n-Achievers <McCIeIIand) 

1. The high n-achiever prefers situations in 

which he takes personal responsibility for finding 

solutions to problems 

2. The high n-achiever tends to set moderate achieve-

ment goals and to take "calculated" risk 

3. He requires feedback on how well he is doing in 
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achieving his goals 

4. This individual has a longer range perspective and 

is willing to, "give up a bird in the hand for one 

in the bush" 

5. The high n-achiever is energetic and seeks out 

novel "instrumental" activity 

6. These individuals possess organizational abilities, 

but are low in the need for affiliation 

7. "Optimism" <inner direction) is sometimes, but not 

consistently, related to high n-achievement 

8. The highest n_-Ach scores are found in; owners, 

presidents (top managers), managers of sales/mar-

keting functions, middle income managers (as a 

group), and managers of small as opposed to large 

companies 

Locus of control, ambiquity, and situational factors. 

Later studies have developed other constructs beyond 

achievement motivation to explain the antecedents of 

entrepreneurial behavior. In 1975 Albert Shapero reported 

that entrepreneurs exhibited "internal locus of control" 

on Rotter's scale by that name (Shapero, 1975). 

More recently, Jean Loup Schere developed "tolerance 

of ambiguity" as a discriminating variable between 

entrepreneurs and managers (Schere, 1981). 

The situational variables of displacement, opportun-

ity, and the presence of role models were developed by 

Shapero (1975) and Mancuso (1983). Sativar Singh (1979) 

re-affirmed McClelIand's jQ.-Ach motivation need in his 

studies of entrepreneurial farmers in India. Finally, 

Brockhaus confirmed that entrepreneurs accept moderate 

risks much the same as non-entrepreneurs. 

Marketinq and Entrepreneurship 

Peter Drucker clearly defined the two entrepreneurial 

functions of a business as marketing and innovation. 
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Because its purpose is to create a customer, the 
business enterprise has two...and only these 
two...basic functions: marketing and innovation. 
Marketing and innovation produce results, all the 
rest are costs. (Drucker, 1974, p.61) 

In the "simple firm" the Chief Executive Officer, 

sometimes the entrepreneur himself is the greatest determ-

inant of that firm's entrepreneurship (MiIIer, 1984). But 

in the larger, more complex firm, marketing and innovation 

generally fall to the organizational specialists of the 

marketing function; sales, product management, market 

planning and research; and, the R&D function. 

In the area of sales the entrepreneur in the "simple 

firm" is also the chief salesman for the firm, but in 

larger corporations a formal sales organization performs 

this critical work. The need for the spirit of the 

entrepreneur in a sales man or woman is the need (dis-

cussed previously) to withstand the Job related stresses 

of a boundary role position and to act creatively and 

independently with high achievement motivation. 

The "product" area of the business also requires the 

spirit of the entrepreneur. Here, the large corporation 

depends upon formal organization for product management 

and development. 

Sometimes venture groups and ad hoc project teams 

coalesce within the firm to carry out specific entrepren-

eurial tasks. Such was the case for the International 

Business Machines Company development of the IBM PC 

(personal computer). A venture team was created indepen-

dent of all but the top IBM hierarchy and given the charge 

to, "develop, produce and bring to market a personal 

computer" (Manesse, 1984). 

This was done and the mammoth corporation renewed 

itself in an entirely new field. While this was an 

important entrepreneurial act for IBM, such developments 
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are more normally the result of functional organization, 

most generally...marketing. 

In the area of product entrepreneurship within a 

company, the product or brand manager is the individual 

who takes charge of particular products or product lines 

on behalf of the management of the firm. In some respects 

this individual is a surrogate for the chief executive. 

Product management is normally considered a marketing 

function and reports to the senior marketing executive of 

a firm or division. 

The product, or brand management concept was origina-

ted in the 1920's by Proctor & Gamble. The mission of the 

product manager is to focus managerial attention upon a 

single product or line of products and to coordinate the 

various functions of the firm to enhance product profita-

bility. Victor Buell reported that by 1973 the system was 

widespread and used by 85% of the consumer packaged goods 

companies, 34% of other consumer goods companies and 55% 

of industrial goods firms (Buell, 1975). 

The entrepreneurial nature of product management is 

illustrated by tasks which it must perform as developed by 

Luck and Novak (1965). 

Tasks of Product Manaqers 

1. Provide information on all aspects of the product 

line or brand, including product specifications, 

market situations and the like 

2. Create ideas for product improvement, new product 

development, and promotions; or gather such ideas 

from external and internal sources 

3. Advise top management on marketing aspects of a new 

product from conception through development 

4. Prepare advertising and marketing concepts 

5. Stimulate interest and support for the product 

throughout all functions of the firm 
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6. Prepare sales forecasts 

7. Product plans and strategies, propose product goals 

and budgets 

8. Assume responsibility for product strategy, cam-

paigns, and profitability 

Summarv. Whether performed by the chief executive, 

the original entrepreneur, or a marketing employee the 

entrepreneurial functions of creating new enterprise and 

renewing the old must go on in all businesses if they are 

to continue to exist in the future. 

A review of the literature of entrepreneurship 

suggests that economists recognize the entrepreneur as the 

agent of change who creates new enterprise where none 

existed before. The behaviorist has studied the human 

element of entrepreneurial activity and identified 

personal traits which help the entrepreneur to create 

change and at the same time withstand the forces which 

resist change. 

Finally, the management scientist sees the marketing 

and innovative functions of the enterprise as the entre-

preneurial functions of the business. The marketer more 

than any person in the enterprise, beyond the chief 

executive or the original entrepreneur, must possess 

"entrepreneurial spirit" to enable the firm to survive, 

change and grow. 



CHAPTER III 

OBJECTIVES, THE RESEARCH PLAN AND 

0PERATI0NALI2ATI0N OF CONSTRUCTS 

Ob.iectives 

Three general objectives have been established for 

the research based upon current needs in the study of 

marketer satisfaction with and commitment to the marketing 

occupation. The overall objective is to provide marketing 

management with a better understanding of how person-role 

congruity enhances (or detracts from) the individual's 

satisfaction with his or her Job, and loyalty and commit-

ment to the firm. 

Obiective 1 

Personalitv traits. Develop and test a new 

personality measure called "Entrepreneurial 

Spirit" for use in identifying personal charac-

teristics of help to marketers in facing the 

demands of their "boundary-spanning" Jobs. 

Obiective 2 

Conqruence. Introduce and test a direct 

approach to measuring of the "goodness-of-fit" 

between marketers' individual and Job charac-

teristics, and the relationship of this con-

gruence to satisfaction and commitment. Note 

that all measures of incongruence report "lack 

of fit," or incongruence. 

129 
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Obiective 3 

"Obiects" of commitment & satisfaction. These 

distinguish between the objects of marketer 

commitment and satisfaction as differentiated by 

commitment to, and satisfaction with, the job 

(in which employed), as opposed to commitment to 

and satisfaction with the career (occupation). 

A better understanding of the "objects" of 

commitment and satisfaction can lead to methods 

which may enhance dual commitment. that is, a 

compatible allegiance to both Job and career. 

Plan and Staqes of Research 

The research plan involves two phases as follows: 

Phase I 

The first phase of research is directed toward scale 

development. This includes construction of a scale to 

measure "entrepreneurial spirit" and scales to measure 

congruence with "Job" and "career." 

The "entrepreneurial spirit" scale provides marketing 

management with a new means of identifying personal 

characteristics of individuals who are suited for the 

innovative, "boundary-spanning" roles of marketing. 

The two "incongruence" scales assess the "fit" 

between the marketer's personal characteristics and his or 

her work environment. An inconqruent fit is hypothesized 

to influence the marketer's satisfaction and commitment 

negatively, both in terms of the person's Job and career. 

Phase II 

In Phase II of the research the Entrepreneurial 

Spirit instrument is used to profile the "ideal" or 

preferred environment of the incumbents of various 

marketing Jobs. 



131 

Hypotheses developed from the research model (Figure 

3.1) are tested during this phase. The tasks performed in 

Phase II are summarized next. 

1. Assess marketer's "ideal" iob environment. 

The first task of Phase II was to administer the 

Entrepreneurial Spirit Scale instrument to 

members of several marketing "occupations" to 

assess their "ideal," or preferred Job environ-

ments. 

2. Inconqruence vs. iob satisfaction/commitment. 

The second step was to test the relationship 

between marketer's person-role incongruence and 

their Job satisfaction and organizational 

commitment. 

3. Obiects of satisfaction and commitment. A 

third step was to test the relationship of 

incongruence to satisfaction and commitment so 

as to distinguish between the effects upon 

Job/organization "objects" as opposed to 

career/occupation "objects" (Figure 3.1). 

Next the research model will be discussed followed by 

the statement of the hypotheses. 

The Research Model (Fiaure 3.1) 

Entrepreneurial Spirit and work "Ideal." The first 

part of the research model which comprises the left side, 

Fig.3.1 suggests that there is a relationship between 

entrepreneurial spirit and the preferred work characteris-

tics which a marketer will find "ideal." If personality 

characteristics of the entrepreneur, as measured by the 

Scale of Entrepreneurial Spirit, are compatible with the 

marketer's work "ideal," one should expect this relation 

to be positive. Individuals who are high in entrepreneur-

ial spirit are expected to desire higher levels of work 
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"Actual" Perceived Work 
CharacteriBtics 

1. Variety 
2. Autonomy 
3. Task Identity 
4. Feedback 
5. People Contacts 

ET 
SPIRIT 

Global 
Incongruity 

and 
"Available 
Elsewhere" 

Job 
Incongruity 

- < 

"Ideal" Preferred Work 
CharacteristicB 

1. Variety 
2. Autonomy 
3. Task Identity 
4. Feedback 
5. People Contacts 

Job 
Satisfaction 

Job 
)mmitment 

Stress 

Career 
Incongruity 

Career 
iefaction 

Career 
Commitment 

Figure 3. 1 

Effects of Person-Role Incongruity on Marketer 
Job and Career Satisfection and Commitment 
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variety, autonomy, task identity, feedback and people 

contacts to be their preferred "ideal." That is the 

expectation expressed in Hypotheses Hl through H5. 

Person-role inconoruence. There are two sets of 

incongruence effects depicted in the research model (Fig. 

3.1). The first suggests the effects of person-role 

incongruence on the "objects," Job Satisfaction and 

Organizational Commitment (upper portion). The second 

suggests the effects of person-role incongruence upon the 

"objects," Career Satisfaction and Career Commitment. 

If an individual's personality is not in tune with 

his or her Job and career circumstances, Job-related 

stress will occur and work satisfactions and work commit-

ment will suffer. The effects of incongruence upon these 

"objects" is depicted on the right hand side of the model 

(Fig. 3.1). 

Hypotheses to be Tested 

The hypotheses suggested by the research model are 

shown in two groups (Figure 3.2). First, hypotheses Hl 

through H5 concern the influence of Entrepreneurial Spirit 

on the nature of work environments which marketers would 

prefer or consider "ideal" in a Job and a career. 

The second group of four hypotheses (H6 through H9) 

concern the effects of "incongruence" with one's work 

environment. They suggest that greater satisfaction and 

commitment to both the person's "Job" and "career" will 

result if there is "congruence. " "Congruence" and "incon-

gruence" are defined as the match between the person's 

"ideal," or work environment preferences and his or her 

"actual," or perceived work situation. 

In the context of congruence the terms "role" and 

"environment" are used to indicate external forces which 

impinge upon the individual. HoIIand (1966, 1973) 

discusses congruity, or "fit" between person and role 
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A. Hvpotheses Related to Entrgoreneurial Soirit (ET Spirit); 

Hl Persons hlgh In Entrepreneurlal Splrlt will desire more 
varietv in their Jobs. 

H2 Persons high In Entrepreneurlal Spirlt wlll deslre more 
Butonomv In thelr Jobs. 

H3 Entrepreneurial Splrit is positively related to the 
Indlvidual's desire íor task identitv in hls or her work. 

H4 ET Splrlt is posltlvely related to the receipt of 
feedback on the individual's performance. 

H5 ET Spirlt Is positively related to the indlvidual's 
perceived abllity to handle contacts outside of his or 
her ovn organization. 

B. Hvpotheses Related to Congruence: 

H6 A person whose iob perceptions ("Actual") and Job 
preíerences ("Ideal") are more congruertt will experience 
greater iob eatisfaction. 

H7 A person whose career perceptions ("Actual") and career 
perceptions ("Ideal") are more congruent will experience 
greater career eatisfaction. 

H8 A person whose iob perceptions ("Actual") and Job 
preíerences ("Ideal") are more congruent will exper 
ience greater orqaniZBtional commitment; 

H9 A person whose career perceptions ("Actual") and career 
preíerences ("Ideal") are congruent will experience 
greater career commitment. 

Figure 3.2 

Hypotheses 
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while Caplan refers to the person and environment fit, 

also called the P-E fit. 

The next focus will be upon operationalization of 

constructs contained in the proposed model. 

Qperationalization of Constructs 

The research model (Figure 3.1) requires operational-

ization of the constructs shown in the list below. The 

scale of Entrepreneurial Spirit, which was developed for 

this research, is diBcussed in detail in Chapter V. The 

operationalization of other constructs is discussed here. 

Constructs Qperationalized 

1. Entrepreneurial Spirit <"ET Spirit") 

2. Perceived Work Characteristics <"ActuaI") 

3. Global Incongruity 

4. Preferred Work Characteristics <"IdeaI") 

5. StresB 

6. Congruity/Incongruity 

a. Job Incongruity 

b. Career Incongruity 

7. Job Satisfaction 

8. Career Satisfaction 

9. Job <OrganizationaI) Commitment 

10. Career Commitment 

Individual Characteristics: 
"Entrepreneurial Spirit" 

"Entrepreneurial Spirit" is an important individual 

characteristic operationalized in the research. It repre 

sents the personality of the entrepreneur. In the past, 

entrepreneurs have been associated with individual per-

sonallty traits such as high achievement need, tolerance 

for ambiguity, and internal locus of control <Table 3.1). 

The "Entrepreneurial Spirit" construct is introduced in 
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Table 3.1 

Hinnesota Satisfaction Questionnaire Internal 
Consistency, Means, and Standard Deviations 

<N=1723) 

MSQ Hoyt Total Total Group 
Short Form Reliability Group Standard 

Scale Coeff. Rn. Mean Deviation 

Intrinsic .84 - .91 

Extrinsic .77 - .82 

General .87 - .92 

47. 14 

19.98 

74.85 

7.42 

4. 78 

11.92 

Weiss, et al., 1967, p.24. 
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the present research as an indicator of personality 

characteristics which help to equip marketers to cope with 

the demands of "boundary-spanning" Jobs <AdamB, 1976). 

Since no scale of "entrepreneurial spirit" is known to 

exist, one is developed during the Phase I research stage 

of this dissertation. The Scale of Entrepreneurial 

Spirit, its development and psychometric properties is 

discussed in the fifth chapter. 

Perceived Work Characteristics <*ActuaI") 

The Job Characteristics Inventorv <JCI). Job Charac-

teristics are important antecedents to both Job Satisfac-

tion <Lohr, et al.. 1985) and Organizational Commitment 

<Hunt, et al.. 1985). In view of their fundamental 

importance to both of these constructs, Job environmental 

characteristics are used here as the bases for the "Ideal" 

and "Actual" measurements which are compared in order to 

determine incongruence. They are measured in this 

research by adaptation of the Job Characteristics Inven-

tory <JCI) <Sims, Szilagyi, and Keller, 1976). 

Core dimensions. The JCI was developed from an 

earlier work by Hackman and Lawler <1971). It contains 

four core dimensions of the Job: <1) skill variety, <2) 

autonomy, <3) task identity, and <4) feedback. In 

addition it includes two "interpersonal dimensions, " <a) 

dealing with others, and <b) friendship opportunities. 

The dimensionality of the JCI has been supported in a 

study of "Organizational Commitment and Marketing" <Hunt, 

et al., 1985) with confirmatory factor analysis. The 

resulting reliabilities for the four core Job dimensions 

ranged from .79 to .89 and scale-factor correlations 

^'fidelity" coefficients) were all above .90. A Likert 

scale was used with answers from "1 strongly agree" to "7 

strongly disagree." 
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Contacts outside. In addition to the JCI Scale of 

Job Characteristics, a dimension is included to measurethe 

number of people who must be contacted in order for the 

individual to be able to carry out his or her Job. This 

dimension reflects the boundary-spanning nature of 

marketing Jobs. Scale items are based upon Lysonski's 

boundary-spanning measure in his recent study, "A Boundary 

Theory Investigation of the Product Manager's Role" 

(Lysonski, 1985). 

Two items were selected from each of the JCI's core 

dimensions and the Lysonski "people contacts" dimension. 

Thus, there are ten items used in this scale. The item 

phrasing may be seen in Exhibit II, Section B, Ouestions 

Ql-QlØ. 

Actual. The "Actual (or perceived) Work Characteris-

tics concept referred to in the research model (Figure 

3. 1) is a measure of the existing conditions. It measures 

the amount of each characteristic which the individual 

thinks that he or she experiences in the Job at which they 

currently work. 

Global Inconqruitv 

How well does a person "fit" with his or her Job 

environment? This issue is operationalized by Caplan, 

Cobb, French, Harrison and Pinneau in their study of "Job 

Demands and Worker Health" (1975, pp.47-48). They asked 

respondents each Job characteristics question twice, once 

to measure their "actual" situation and once for their 

"ideal" (preferred) situation. 

For example, the person might be asked, "How much 

variety is there in your Job as you perform it where you 

work?" Then, a second question would follow; "How much 

variety would you like in your Job as you perform it in 

the place where you now work?" 
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Caplan et al., would then determine incongruity by 

the difference between the scores for the two questions. 

They called the result, "Person-Environment (PE) Fit. " A 

large difference between the "Ideal" and "Actual" measures 

indicates a poor "fit," or "incongruity," and a small 

difference, the opposite. 

However, the Caplan et al. method of double question-

ing is boring to respondents, and requires the assumption 

that the individual has correctly remembered (and asses-

ses) the numerical level given the first ("Actual") 

response. The Caplan method is an indirect measure of 

congruence. 

In the present study the principles of Caplan's 

approach are adapted to a direct method of assessing 

congruence. Here, the "Actual" or perceived Job charac-

teristics question is asked Just as before. But, the 

second question (which determined incongruity) is asked 

differently. It approaches the issue directly by asking 

the respondent if the experienced ("Actual") amount of the 

characteristic is "about right?" or, would he or she 

"prefer moreî" or, "prefer less?" of the characteristic. 

The result of this measurement is a specifically 

"directional" response on the part of the individual 

indicating incongruity. Thus, the measure can be added as 

a positive or negative amount ("about right" = 0)to the 

Perceived Job Characteristic Score to arrive at the 

"Ideal," or Preferred Job Characteristic score. 

Incongruity measured in this fashion provides a 

general measure of incongruity from any source (Job and/or 

career factors) and is therefore called "Global Incon-

gruity." 

"Incongruity" has been found to correlate with Job 

dissatisfaction and other outcomes of stress. Kahn (1981) 

reports "misfit" scores correlated to Job satisfaction. 
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boredom, somatic complaints, anxiety, depression, and 

irritation (Kahn, 1981, p.117). 

The Global Incongruity scale includes ten items, one 

for each Perceived ("Actual") Job Characteristic. These 

items appear in Exhibit II, Section C, Ql-QlØ. The 

approach is tested and verified in the Phase I survey 

discussed in Chapter V. 

Preferred Work Characteristics ("Ideal") 

The concept of the Preferred ("Ideal") Work Charac-

teristic measure has been explained in the previous 

section. It should be added that the measure of "Ideal" 

work environment is employed as the dependant variable in 

testing Hypotheses H1-H6 (Figure 3.2) related to the cor-

relation between Entrepreneurial Spirit and the preferred 

Job environment. This relationship indicates the propen-

sity of more entrepreneurially disposed individuals to 

seek a work environment "Ideal" which indicates their 

suitability for "boundary-spanning" roles of marketers. 

The Preferred Work Characteristics Scale ("Ideal") is 

operationalized as the numerical sum of the Perceived Work 

Characteristic item ("Actual") and the Global Incongruity 

item. 

Stress 

The research model suggests that incongruity of the 

person and the Job or the career will contribute to Job-

related stress. Stress, in turn has been found related 

negatively to satisfaction with, and commitment to, one's 

work situation. 

Stress is operationalized here in two ways. First, a 

direct response item allows the respondent to "self-

report" stress. The question is, "How often do you feel 

stress related to your workî" (Not at all. ..Very 

frequently). 
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This question was included in both the Phase I Scale 

Development study and the Phase II Hypothesis Testing 

study. Since it appeared to be a weak indicator of stress 

in Phase I, it was supplemented by a second indicator in 

Phase II, the Scale of Role Conflict and Ambiguity 

(Rizzo, House, Lirtzman, 1970). 

While the dimensionality of the Role Conflict and 

Ambiguity Scale has been questioned (Howell, Wilcox, 

Bellenger and Chonko, 1987), it is still considered a 

general measure of stress. Seven of the scale's fourteen 

items were selected for the present study, including four 

"reversed" items. 

The Role Conflict and Ambiguity scale correlates 

negatively with Job Satisfaction (average r = -.37, 

Howell, et al.). As operationalized in Phase II of this 

study, the correlation was found to be -.45. Job-related 

stress ÍB also expected to relate positively to Job and 

Career Incongruence as demonstrated by the work of Caplan, 

et al.. (1975) and Kahn (1981). 

Job and Career Inconqruity 

The Global Incongruity measure described above is a 

composite of "misfit" stemming from both "Job" and 

"career" sources because both of these are combined in the 

measure of "Ideal," or Preferred Work Characteristics. 

However, one of the research objectives here is to develop 

a measure which distinguishes incongruity from each of the 

two sources, i.e., "career" versus "Job." 

This is accomplished by creating a third set of ten 

questions which is used in conjunction with Perceived Work 

Characteristics ("Actual") and Preferred Work Characteris-

tics <"IdeaI"). This third set of questions is referred 

to as the "available elsewhere scale." It determines the 

degree of incongruity which the respondent feels. 
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Available elsewhere. This question is phrased: 

Could you realize a more satisfactory level of 
each of the following aspects of your work if 
you performed the same Job, but for some other 
company? 

Q.2: The number of challenges that you face 

No I I I I I I I Yes 

The "available elsewhere" question makes possible 

allocation of incongruity to either "Job" or "career" by 

reversing the answering "poles." For example, an in-

dividual may have reported many ("Actual") challenges in 

his or her work, but would prefer much less ("Ideal"). Is 

this incongruity due to dissatisfaction with the person's 

Job situation, or career choice? 

If the pole of the answer scores "Yes" on the right 

side (as shown in the example), and the respondent marked 

that end of the scale, the person is reporting that the 

incongruity could be alleviated if he or she merely 

changed Jobs. This means that the individual tended to 

blame the incongruity on iob as opposed to career forces. 

On the other hand, if the respondent marked the same 

end of the scale and the poles were reversed so that the 

right side were scored as "No," the person would be 

reporting that the incongruity is not due to the Job 

itself, but the career. It would not help to quit the Job 

and look for work at another company because an environ-

ment that would alleviate the incongruity is not "avail-

able elsewhere." In short, the person's career choice is 

causing the problem and he or she might be happier in 

another line of work. 

The formula for constructiong the Job and Career 

Incongruity variables are shown below. 
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Jot> i Absolute I Available 
Incongruity = I Global Incongruity I X Elsewhere 

("Yes"=7) 

Career I Absolute I Available 
Incongruity = I Global Incongruity I X Elsewhere 

("Yes"=l) 

The operationalization of Job Incongruity and Career 

Incongruity is tested and validated in Phase I of the 

research. It provides a more direct measure of incon-

gruity than the Caplan et al.. "P-E Fit" approach, yet it 

maintains the "P-E Fit" method rationale of measuring the 

difference between the "Actual" and the "Preferred 

(Ideal)" work environments. At the same time, the present 

method achieves the objective of separating the "objects" 

of incongruity between "career" and "Job." 

Satisfaction 

The construct "satisfaction" is operationalized 

through adaptation of the Minnesota Satisfaction Question-

naire (Weiss, Dawis, England, and Lofquist, 1967, 1977). 

The MSQ has 20 sub-scales which offer the researcher a 

wide range of dimensions, some of which can be related to 

intrinsic satisfaction with the Job itself. These are 

emphasized when measuring "career, " as opposed to general 

"Job" satisfaction. 

The MSQ also provides a 20-item "short form" which 

measures general satisfaction, and intrinsic as well as 

extrinsic satisfaction. Reliability coefficients for the 

MSQ short form are shown in Table 3.1. 

Job Satisfaction. Job Satisfaction is operational-

ized here using a selection of the MSQ long form sub-

scales, in addition to the "intrinsic" satisfaction 

segment of the MSQ short form. 

"Career" Satisfaction. Career Satisfaction is opera-

tionalized using a selection of the MSQ long form sub-
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scales, in addition to the "intrinsic" satisfaction 

portion of the MSQ short form. The items have been re-

directed to "career" as opposed to "Job" in the "Career 

Satisfaction" scale. 

The MSQ long form sub-scale reliability scores (Hoyt, 

1941. in Weiss, et al.. 1967) are as follows: Ability 

Utilization (.91), Achievement (.84), Creativity (.87), 

Independence (.85), Variety (.86), and recognition (.93). 

These scales are of interest because they deal with the 

individual's "growth needs" satisfaction and the inherent 

challenge of the Job. 

It is posited that the content of "Career" Satisfac-

tion is more strongly related to the enduring aspects of 

the "work itself" which relate to needs satisfaction in 

the manner of Maslow's Need Hierarchy Theory (Maslow, 

1970) and Herzberg's Motivator-Hygiene Theory (Herzberg, 

et al.. 1959). 

Orqanizational (Job) and Career Commitment 

Qrqanizational Commitment. Commitment to the Or-

ganization, is operationalized using the Organizational 

Commitment Questionnaire (OCQ) developed by Porter and 

Smith (1970; Mowday, Steers, & Porter, 1979). This scale 

taps three aspects of commitment as defined by Mowday, et 

al.. (1979; Mowday, Porter, & Steers, 1982). These are as 

follows: 

(a) a strong belief in and acceptance of the 

organization's goals and values 

(b) a wilIingnesB to exert considerable effort 

on behalf of the organization 

(c) a strong desire to maintain membership in 

the organization. 

The OCQ was systematically developed, tested, and its 

psychometric properties of interest in the present work 

are shown in Figure 3.3. 
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Organizational Commitment Questionnaire 
Psychometric Properties 

1. Means and standard deviati 

Means 

Standard deviations 

Internal consistencv 

Chronback alpha 

ons 

4. 0 to 6. 1 
.88 to 1. 30 

.82 to .93; median=.90 

2. tem analysis 

Item to total score less item correlations (all positive) 
averages range from .36 to .72, with median of .64. 

Negatively worded items do correlate less with the total 
score than positively worded items, "...although the 
difference is not great" (p.222). 

3. Factor analysis 

Factor analysis was performed to examine homogeneity and 
the results rotated for varimax solution (Kaiser, 1958). 
Most of the items load well above .40, although there are 
some weak items with loadings below that figure (items: 
#4,7,12). The percent of common variance explained by 
Factor 1 ranged from 83% to 93% for the 15-item scale, and 
84% to 100% for the 9-item short form. 

Test, re-test reliabilities ranged from r=.53 to r=.75 
over periods ranging from 2 to 4 months. This compares 
favorably with re-test reliabilities for the Job Descrip-
tive Index of .45 to .75 (Smith, et al. , 1969). 

Figure 3.3 

Psychometric Properties of the Organizational 
Commitment Questionnaire (OCQ) 

(9 samples, N=59 to 605) 

Howday, Richard T., Steers, Richard M. and Porter, Lyman 
W. , "The Measurement of Organizational Commitment, " 
Emplovee-Orqanization Linkaqes, The Psycholoqy of Commit-
ment, Absenteeism, and Turnover, Academic Press, New York, 
N. Y. 1982. 
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4. Converqent Validitv 

The OCQ was correlated with five other scales to gather 
evidence of convergent validity. The results were 
moderate to very good. Typical correlations were as 
follows: 

a. Sources of Organizational Attachment (md. .70), 
b. Intent to Remain (-.30 to -.63), 
c. Motivation Force to Perform (.35 to .45), 
d. Intrinsic Motivation (.44), 
e. Central Life Interest (expressed toward work 

activities .39 and .43) 
f. Superior Ratings of Retail Trainees' Commitment, 

. 60. 

5. Discriminant validity 

"Distance" from similar, but distinct constructs was 
tested with three comparisons and the resulting correla-
tions were all considered low enough to represent dis-
criminant validity. The authors note that attitudinal 
measures taken at the same time are usually high, suggest 
ing that the following correlations are biased high. 

a. Job Involvement r=.30 to .56 (4 samples) 
b. Career Satisfaction r=.39 to .40 (2 samples) 
c. JDI (Work Itself) median r=.41 (4 samples) 

6. Predictive validity 

Significant relationships were found with Voluntary 
Turnover, Absenteeism, Actual Tenure in the organization, 
and Performance. 

Figure 3.3 continued 
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Career Commitment. Since no suitable scale exists, a 

Career Commitment scale was developed for this research 

during Phase I. The Career Commitment scale is patterned 

on the principles "identification" with the career and 

"desire to remain" in the career. The scale has five 

items and demonstrates convergent validity with Intent to 

Change Careers (Phase I, r= -.46). 

Summary 

The foregoing discussion describes the three objec-

tives of the research: (1) develop a new personal charac-

teristics measure called "Entrepreneurial Spirit" to 

identify traits helpful to marketers in facing the demands 

of their "boundary-spanning Jobs; (2) introduce and test a 

direct approach to measure marketer' person-role "fit" and 

and to assess its effects upon marketer work satisfaction 

and commitment; and (3) distinguish between the objects of 

marketer satisfaction and commitment as differentiated 

between the individual's Job versus career. 

The research model, hypotheses and plans are advanced 

to provide the means for accomplishing these objectives. 

And finally, the operationalization of all of the research 

constructs is discussed in preparation for the next 

section, Chapter IV, Survey Procedures and Methods. 



CHAPTER IV 

SURVEY PROCEDURES AND METHODS 

This chapter focuses on the actual process by which 

the two phases of research were carried out. The objec-

tives of the process were to obtain large representative 

samples from each selected population to enhance data 

reliability while at the same time maximizing response 

rates to reduce non-response bias. 

The Two Phases of Research 

Phase I--The purpose of Phase I was to develop the 

scale of Entrepreneurial Spirit and to test the opera-

tionalization of the person-Job incongruity and person-

career incongruity concepts. In addition, each of the 

other Bcales to be used in Phase II of the research 

(except the Rizzo, et al. , <1970) Conflict and Ambiguity 

scale) were tested. 

In all, the Phase I survey instrument <Exhibit II) 

contained 123 items. Phase I was a mail response survey, 

but the questionnaires were delivered to respondents 

personally or at group meetings. 

Phase II--The second phase of the research addressed 

the relationships expected in the research model <Figure 

3.1). The target populations here represent three mar-

keting occupational categories; sales, marketing research 

and product management. The Scale of Entrepreneurial 

Spirit was included as developed in Phase I, as were each 

of the other scales including a version of the Rizzo, et. 

al. . (1970) scale of Conflict and Ambiguity. The Phase II 

148 
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survey instrument was reduced to 113 items and the study 

was conducted by mail. 

Phase I 

Sample Selection 

The primary objective of Phase I was to develop The 

Scale of Entrepreneurial Spirit. Both the high and low 

extremes of entrepreneurial propensity were sought so that 

the scale might measure the widest possible range of the 

trait. Therefore, the sample was drawn to include persons 

who were self-employed, employed by private enterprise and 

by government <municipal workers). 

The survey samples were obtained from business, civic 

and professional organizations in Lubbock, Texas, and 

Wichita, Kansas. Since the objective was to represent a 

range of personality traits, no attempt was made to obtain 

geographic representation. The organizations included 

Lion's clubs Kiwanis, Rotary, American Business Women's 

Assoc. , and the Lubbock Advertising Club. Government 

workers were secured from the Central Wichita Public 

Library and the Wichita Mid-Continent Airport work forces. 

Survev Method 

The method of data collection for Phase I was by mail 

response questionnaire. First, the co-operation of each 

organization was sought from its leaders. Then a survey 

cover letter <Exhibit I) together with the survey instru-

ment <Exhibit II) and a postage paid return envelope were 

distributed at the organization's regular meeting. A 

general explanation of the study and request for co-

operation was made at each group meeting. Since the 

questionnaire was lengthy, most respondents completed it 

after the meeting, then returned it by mail. 

The municipal employee response was obtained in a 

similar manner. The site manager agreed to distribute 
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questionnaires to all employees at that location with a 

request for voluntary co-operation. Questionnaires were 

then returned by mail. 

Response from Phase I samples was excellent. Quest-

ionnaires were painstakingly completed despite the 123 

item length and half hour (or longer) completion time. 

The overall response rate of 37% varied by group as shown 

in Table 4.1. Usable response totalled 478 persons (35%). 

The objective of securing both "emplovees" and "self-

employed" persons was accomplished as shown in Table 4.2. 

In addition to providing a range of personality types, the 

usable response of 478 persons included 148 (31%) who 

classified themselves as "self-emploved" and 175 (37%) who 

said that they were either proprietor or partner of their 

firms. 

Many of the respondents claim to have actually start-

ed a business themselves (40%), or to have started a busi-

ness with one or more other people (22%). This response 

tends to lend face validity to the Entrepreneurial Spirit 

Scale development process. It also reinforces the thesis 

that employed persons may possess entrepreneurial traits 

and have actually experienced entrepreneurship themselves, 

yet are still capable of working as paid employees. 

The response included 54 persons (11%) who classified 

themselves as working within the marketing function. The 

Phase I sample was not intended to represent marketers. 

However, a number of proprietors, partners and general 

managers indicated elsewhere in the questionnaire that 

their business activities involved marketing, or were 

entirely marketing in nature. 

These individuals included retailers, marketing 

service firms, manufacturers' representatives and the 

like. A general occupational classification which was 

performed in this manner indicates that about 30% of the 
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Phase I Survey Response 
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Sample Source No. Distrib. 
No. % 

Returned Returned 

1. Rotary (L) 

2. Rotary (W) 

3. Lions (L) 

4. Lions (W) 

5. Kiwanis <W) 

7. Government - Library <W) 

8. Government - Airport (W) 

9. Other Groups 

Totals 

150 

353 

225 

190 

88 

6. Am. Bsns. Women's Club 100 
and Lubb. Advertising 

100 

105 

55 

1, 366 

(-) Unusable 

Total Usable 

43 

149 

68 

75 

24 

25 

35 

56 

28 

503 

25 

478 

29% 

42% 

30% 

39% 

27% 

25% 

35% 

53% 

51% 

37% 

2% 

35% 

Note: (L) signifies Lubbock, Texas location 
<W) signifies Wichita, Kansas location 
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Table 4.2 

Phase I Respondent Profile 

Profile Category y, (N=) 

40% 
22% 
38% 

(189) 
(103) 
(179) 

1. Employment status 

Self-employed 31% (148) 
Employed, working for another 43% (206) 
Both employed and self-employed 19% ( 90) 

2. Have ever started a business 

Yes, have started a business myself 
Yes, have started a busines with other(s) 
No, have not started a business 

3. Function performed vithin this business 

Partner or proprietor 
General management 
Marketing 
Production 
Finance or accounting 
Other function 

4. Gender of respondent 

Male 85% (403) 
Female 15% ( 69) 

37% 
27% 
11% 
3% 
3% 

17% 

(175) 
(127) 
( 54) 
( 16) 
( 16) 
( 81) 
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Phase I sample is engaged somehow in the broad field of 

marketing. 

Survey Instrument 

The Phase I survey instrument included all of the 

scales which were eventually used in Phase II, except 

the abbreviated Rizzo et al. (1970) scale of Conflict and 

Ambiguity. This scale was added in Phase II to provide a 

general measure of stress (Howell, Wilcox, Bellenger, 

1987). 

The Scale of Entrepreneurial Spirit included 42 items 

which were developed during a series of pre-tests with 

student populations at Texas Tech University in 1983 

(n=88) and 1984 (n=294), and at the Wichita State Uni-

versity in 1986 (n=133). 

These pre-tests indicated the need to minimize re-

sponse bias of "socially acceptable" answering. For this 

reason polar statements were used and the positive and 

negative poles were switched frequently in the manner of 

"reverse coded" questions. No numbers, letters or 

statements were used to indicate, and perhaps bias the 

scale response levels. The scale construction is 

discussed further under Phase I Results. Appropriate 

instructions were given on the questionnaire (Exhibit II 

and below). 

Example of Entrepreneurial Spirit Scale Item 

Prefer a ready-made J ! ! ! L prefer to develop 
system already in my own system 
place 

The Phase I questionnaire was seven pages in length 

with reduced type size. The instrument was printed on 

canary yellow paper to attract interest. A covering 

letter (Exhibit I) stated the general nature of the 
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research, suggested a self-analysis benefit to the 

respondent and asked for co-operation. 

Phase l 

Sample Selection 

Since the primary research objective of Phase II was 

to test hypotheses concerning model relationships for 

marketing occupations, sources of lists were sought to 

represent these categories nationally. Three marketing 

occupations were selected for the study: (1) salespersons, 

(2) market researchers, and (3) product managers. 

In each case samples were sought which would identify 

a broad range of experience, tenure and responsibility for 

each occupation. AIl foreign residents and non-business 

persons were removed from the lists to make the sample as 

purely representative of the domestic U.S. occupational 

universe as possible. 

1. Salespersons. The sample of salespersons was 

drawn from subscribers to the Personal Sellinq Power 

periodical. This is a sales education and motivational 

newspaper which provides information on professional 

selling techniques, sales success stories and the like. 

It is used for sales training and it includes both sales 

management and non-management among its subscribers. The 

periodical has a circulation of 22,100 (1987). 

A random sample of 5000 names was purchased for the 

study. The list was purged of international addresses and 

an "nth" name sub-sample (with random starting point) of 

1507 was selected for mailing. 

2. Market researchers. The marketing research sample 

was secured from the American Marketing Association, the 

principal professional association of marketers (1987 

membership, 28,463). 

A list of marketing research members was requested, 

however it was found that there were 4,171 different 
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titles are included in the Association membership. These 

titles represent all manner of marketing Jobs from Mar-

keting Manager to Director of Market Research, Research 

Analyst and even Advertising Manager. 

While the titles often differed only slightly, such 

as the difference between "Market" Analyst and "Marketinq" 

Analyst, special efforts were required to identify the 

market researcher sample. This was finally accomplished 

by screening the entire AMA title list. A total of 681 

titles were selected from the list to represent marketing 

analytical Jobs. Most of these are believed to be staff 

positions, although a few are research account represen-

tatives for advertising and marketing research service 

firms. 

The screened list of titles yielded 4,179 names which 

were purchased. From these a sub-set of 1,501 names were 

drawn for mailing. Again, non-practitioners (particularly 

educators) and foreign residents were removed from the 

list. 

3. Product manaqers. No comprehensive list of 

product management personnel exists. Although the cat-

egory of "product" is considered one of the major areas 

of marketing emphasis, there are only 300 "product man-

agers" in the American Marketing Association membership. 

The occupation is poorly defined between technical 

"project" management, "product/brand" management, "new 

product development" and "product" management. 

Fortunately, there is a recently established (1976) 

professional organization of 450 members called the 

Product Development and Management Association (PDMA) 

which is a clearly "product oriented" group. This group 

assisted in the study by presenting its membership list to 

the author (a member) for scientific research purposes. 

Qnce more, the list was purged of international names 
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and non-practitioners. The remaining 283 members were all 

mailed Phase II survey questionnaires. 

Survév Method 

The Phase II questionnaire was handled entirely by 

mail. A six page 113-item instrument was mailed to a 

sample of 3,291 persons representing the three sample 

lists. 

The mailing packet included an individually addressed 

cover letter (Exhibit III), the Phase II survey instrument 

(Exhibit IV) and a postage paid (franked) return envelope. 

The investments in individually addressed envelopes and 

cover letters were made to enhance response by attempting 

to personalize the mailing. As in Phase I the survey 

instrument was printed on yellow paper to stimulate at-

tention and interest. 

Mailings extended over a five day period with the 

salesperson list mailed first followed five days later by 

the market research and product manager samples. 

A follow-up reminder postcard (Exhibit V) was mailed 

12 days after the first questionnaires. Response rates 

for each of the sample lists are shown in Table 4.3. 

Response. The overall Phase II Survey response was 

871 returns from a total mailing of 3,291 (26.5%). The 

usable responses numbered 835 after removal of incomplete 

questionnaires, bringing the usable response rate to 25.4% 

Individually, the sample sources yielded quite different 

return rates. The salesperson sample returned only 15% 

while market researchers and product managers both ex-

ceeded a 33% rate of response (Table 4.3). 

While no comparison was available for salesperson 

response, the marketing research and product management 

returns both compare favorably with past mail studies 

conducted with marketing professionals. For example, 

Myer, Massy and Greyser (1980) obtained a 29% rate of 
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Table 4.3 

Phase II Survey Response 

% 

Number Usable Usable 
Sample Source Mailed Returns Returns 

1. Personal Selling Power 1,507 

2. American Marketing Assoc. 1, 501 

3. Product Development and 283 
Management Assoc. 

Total 3,291 835 25. 4% 

232 

508 

95 

15.4% 

33. 9% 

33.6% 

Note: An additional 19 questionnaires were returned 
incomplete and 16 others were "returned to sender" 
unopened. 
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response in a study of the American Marketing Association 

membership. Hunt, Chonko and Wood (1985) obtained a re-

sponse of 25% from the "professional" members of AMA In 

their study of Qrganizational Commitment and Marketing." 

Finally, the AMA's own directly conducted membership 

survey was able to attract a 41% response. Considering 

these comparable studies, the overall Phase II mail survey 

response rate of 25% would seem to fall within an accept-

able range. 

Sample Characteristics 

The classification characteristics of the survey 

respondents are shown in Table 4.4: Phase II Respondent 

Profiles By Sample Source. These are discussed next. 

1. Gender. Overall, the male/female division within 

the study was 58% men and 42% women. This is much more 

strongly weighted toward women than the Phase I study 

(Table 4.2). In the marketing research sample the women 

<56% of total) actually outnumbered the men. A high 

percentage of women in the research sample was expected, 

but an actual majority was surprising. It would appear 

that analytical positions are very attractive Jobs for 

women in marketing. 

The ratios of women in sales and in product manage-

ment were much lower than in marketing research. As 

shown by item #1 of Table 4.4, women held Just 22% of the 

sales Jobs surveyed and about 19% of the product manage-

ment positions. 

2. Aae. Respondents to the Phase II study in total 

report what might seem to be a high average age level of 

37.5 years. This is due to the 41.5 year averages for the 

sales and product management samples. Qn the other hand, 

market researchers reported a much lower age figure of 

34.8 years. 
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CIassification Total 
Sales 
(PSP) 

Mktg. 
( AMA) 

Prod. 
(PDMA) 

1. Gender 

2. 

Male 
Female 
(N= ) 

Mean Aoe In Years 

Age 
Std. Dev. 
Range - Top 
Range - Bottom 
(N= ) 

57. 8% 
42. 2% 
(835) 

37. 5 
9. 8 

79. 0 
22. 0 
(835) 

77. 9% 
22. 0% 
(231) 

41. 5 
10. 3 
79. 0 
22. 0 
(230) 

44. 4% 
55. 6% 
(509) 

34. 8 
8. 6 

69. 0 
22. 0 
(505) 

81. 1% 
18. 9% 
(95) 

41. 5 
9. 3 

65. 0 
23. 0 
(95) 

3. Formal Education 
In vears 

Education 
Std. Dev. 
Range - Top 
Range - Bottom 
(N=) 

17. 1 
2. 1 

24.0 
10. 0 
(835) 

15. 7 
2. 2 

22. 0 
10. 0 
(231) 

17. 6 
1. 7 

24. 0 
12. 0 
(509) 

18. 1 
2. 1 

23. 0 
14. 0 
(95) 

4. Marital Status 

Married 
Never Married 
Divorced 
Widowed 
(N=) 

68. 5% 
20. 3% 
10. 7% 

. 5% 
(829) 

77. 4% 
11. 7% 
10. 4% 

. 4% 
(230) 

63. 4% 
26. 1% 
10. 1% 

. 4% 
(505) 

74. 4% 
9. 6% 

14. 9% 
1.1% 
(95) 

Sample sources: PSP is Personal Selling Power 
AMA is American Marketing Association 
PDMA is Product Development & Mgt. Assoc. 
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Classification Total 
Sales 
(PSP) 

Mktg. 
(AMA) 

Prod. 
Mgt. 
(PDMA) 

5. Birth Order 

Only Child 
Oldest Child 
A "Middle" Child 
Youngest Child 
(N=) 

8. 4% 
37. 0% 
26. 4% 
28. 3% 
(835) 

8. 2% 
41.1% 
30. 3% 
20. 4% 
(231 ) 

8. 5% 
34. 8% 
25. 5% 
31. 6% 
(509) 

8. 4% 
39. 0% 
23. 2% 
29. 5% 
( 95) 

6. Parent(s) Ever Self 
Employed 

Yes 
No 
Don't know 
(N=) 

43. 7% 
55. 2% 
1. 1% 
(835) 

44. 2% 
53. 2% 
2. 6% 
(231) 

44. 2% 
55. 2% 

. 6% 
(509) 

40. 0% 
60. 0% 

. 0% 
( 95) 

7. Ever Started A 
Business 

Yes, alone 
Yes, with others 
No 
(N= ) 

22. 3% 
14. 4% 
63. 4% 
(835) 

42. 4% 
18. 2% 
39. 4% 
(231) 

13. 0% 
12. 8% 
74. 3% 
(509) 

23. 2% 
13. 7% 
63. 2% 
( 95) 

8. Employment Status 

Self-employed 
Employed by others 
Both (above) 
(N=) 

5. 4% 
84. 2% 
9. 6% 
(835) 

15. 2% 
65. 8% 
18. 2% 
(231) 

. 6% 
92. 9% 
5. 5% 
(509) 

7. 4% 
82. 1% 
10. 5% 
( 95) 

9. Type Industry of 
Firm 

Industrial goods 
Consumer goods 
Services 
(N=) 

19. 9% 
21.6% 
54. 4% 
(834) 

21.6% 
23. 8% 
48. 5% 
(231) 

13. 8% 
20. 55 
62. 6% 
(508) 

48. 4% 
22. 1% 
25. 3% 
( 95) 
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The salesperson age distribution is "flat" and tri-

modal with peaks at ages 35 years, 39 years, and 44 years. 

The skew toward older sales workers may be related to the 

higher percentage of self-employed (15%) compared to the 

other samples. These people are not forced to retire and 

a number of them work beyond 55 (10%) and 60 (6%) with the 

range extending all the way to 79 years of agel 

Product managers had a similar age distribution with 

9% working past age 55, but none worked beyond the man-

datory retirement age of 65. It should also be noted 

that only 7% of the product managers reported themselves 

self-employed. Another contributing factor to product 

manager longevity may deal with the various satisfactions 

and commitments to the Job which will be discussed further 

under Phase II Results. 

It may be noted however that salespersons had the 

highest reported self-rating of success which may help 

account for their decision to work longer. 

By contrast, the marketing researchers were much 

younger with a mean age of Just under 35 years. Their age 

distribution was more normal with 56% of the sample under 

the age of 35. Market researchers also reported the 

highest share of "never married" persons (26%), the 

greatest share of "youngest child" birth order (32%), the 

lowest share of "ever started a business" (26%) and the 

lowest ratio of self-employed (.6%). Marketing research 

would appear to be the "young person's profession" in 

marketing, heavily populated by women and "singles." 

3. Education. On the whole, marketers are a rather 

well educated lot. The average education was 17. 1 years 

which is Just 1.1 years beyond a college batchelor's 

degree. Product management (and development) personnel 

and marketing researchers were the best educated. They 

averaged 2.1 and 1.6 years of education beyond the normal 

batchelor's level respectively. These high levels of 
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education are not surprising since both occupations 

involve considerable planning and analytical work. 

The sales sample was also well educated (15.7 years) 

by most standards, but the average was about two years of 

school less than the product managers and market re-

searchers. The sales range was lower on the bottom end 

as well (10 years). 

One or two years of graduate study (17 or 18 years 

total) might produce an Mba and this particular level was 

very popular among market researchers (50%) and product 

managers (41%). Only 26% of the sales sample reported 

this level. 

These results would suggest that the sales profession 

feels less need for formal graduate education than the 

other two professions. In contrast, nearly 32% of the 

product management sample and 20% of the market research-

ers reported 19 or more years of formal education, indic-

ating work beyond a masters degree. 

4. Type of industry. A general indication of types 

of industries in which respondents were employed is shown 

in Item #9 of Table 4. 4. The results are as expected for 

sales and marketing research personnel with the largest 

groups representing service industries. Many market 

researchers in fact were working for marketing research 

service companies. 

Product management personnel on the other hand were 

most employed by industrial firms (48%). This is not 

surprising considering the PDMA membership includes tech-

nical product development and project management person-

nel who are common to aerospace, defense, and electronics 

industries. AIso many of the product managers sampled 

reported working for companies which operated in both 

industrial and consumer goods industries. In such cases 

the questionnaire editing process coded multiple industry 

answers as "industrial" if that was one of the multiples 
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chosen. In any event the product management group was 

significantly more oriented toward "industrial goods" 

firms than the other two groups studied. 

^- Emplovnient status. A great majority of the market 

researchers (93%) and product managers (82%) were 

"employees" as opposed to being self-employed (Item #8, 

Table 4.4). Nearly two-thirds of the sales people also 

reported that they were "employees," but the sales group 

had the highest percentage of self-employed (15%) and the 

highest ratio of "moonlighters" (both employed and self-

employed) at 18%. 

6. Business start-ups. The sales sample also 

reported the highest incidence of ever having started up a 

business. Over 42% had started up a business themselves 

and another 18% reported starting one with someone else. 

The other two samples reported much lower entrepreneurial 

propensities. Only 13% of the market researchers and 23% 

of the product managers had ever started a business alone 

compared to the 42% figure for salespersons. 

Job Description Cateqories 

The actual breakdown of Job description categories 

for the three samples is show in Table 4.5: Phase II 

Respondent Job Descriptions By Sample Source. Since there 

were so many different Job titles represented in the sam-

ple groups the classification of Job function was made 

using the response to two questions in the Phase II in-

strument: (1) Question G-10, "Which of the following best 

describes your Job?" and (2) Question G-11, "What is your 

actual Job title?" (Exhibit IV). 

In constructing the Phase II survey instrument the 

sixth (last) page of the questionnaire was changed for 

each of the three samples. A different Question G-10 was 

constructed for each to list the unique Job types. The 
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Table 4.5 

Phase II Respondent Job Descriptions By Sour< >ce 

Job Function ĵ  (N=) 

A. Personal Sellinq Power (Salespersons) 

1. "Outside" salesperson 16.0% ( 37) 

2. "Inside" salesperson 3.5% ( 8) 

3. Sales manager (district or region) 19.1% ( 44) 

4. Sales manager (general or national) 16.9% ( 39) 

5. Owner or partner 19.1% ( 44) 

6. Other marketing management 16.0% ( 37) 

7. Other marketing non-management 1.7% ( 4) 

8. Consultant 1.7% ( 4) 

9. Other specified position 6.1% ( 14) 

Source Total 100.0% (231) 

B. American Marketing Association 
(Market Research Sample) 

1. Marketing research management 48.7% (248) 

2. Marketing research non-management 30.3% (154) 

3. Marketing or sales planning management 6.5% ( 33) 

4. Marketing or sales planning non-mgt. 3.9% ( 20) 

5. Other marketing management 5.1% ( 26) 

6. Other marketing non-mgt. 1.8% ( 9) 

7. General management (owner, president, 

general manager, vice-president) .6% ( 3) 

8. Consultant 1.2% ( 6) 

9. Other specified position 1.9% ( 10) 

Source Total 100.0% (509) 
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Table 4.5 (Cont.) 

Phase II Respondent Job Descriptions 
By Sample Source 

Job Function % (N=) 

C. Product Development & Management 

Association (Product Manaqers) 

1. New product or service development 

2. Existing product or service development 4. 2% 

3. Technical research and development 

4. Marketing research or planning 

5. Other marketing management 

6. Other marketing non-management 

7. Owner, partner, senior executive 
8. Consultant 

9. Other specified position 

Source Total 

4 7 . 4% 

4 . 2% 

1 1 . 6% 

9 . 5% 

9 . 5% 

1 . 1% 

6 . 3% 

6 . 3% 

4 . 2% 

1 0 0 . 0 % 

( 4 5 ) 

( 4 ) 

( 1 1 ) 

( 9 ) 

( 9 ) 

( 1 ) 

( 6 ) 

( 6 ) 

( 4 ) 

( 9 5 ) 
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second question (G-11) provided a verbatim description of 

the respondent's Job title which could be compared to the 

other question and a more consistent composite establish-

ed. The results of the composite question are shown in 

Table 4.5. 

1. Job overlap. There is overlap in Job type between 

the samples in certain cases. For example, this is most 

evident with persons who hold Jobs classified as, "other 

marketing management" and "other marketing non-management" 

Jobs. These two categories were included on each of the 

three different questionnaire versions. It ranged in size 

from 11% in the case of product developers to over 17% for 

both market researchers and sales personnel. However, 

even though these respondents are not titled with their 

sample group's mainline function (sales manager, market 

analyst, etc.), they are probably at least indirectly 

associated with these functions by virtue of their pres-

ence on the sample source lists. 

2. Personal Sellinq Power -sales. The sales list is 

believed to be well representative of sales personnel. 

The "pure" sales categories of "inside" and "outside" 

salesperson and "sales manager" (district/general) total 

55.5% of the sample return. "Owner or partner" represents 

another 19.l%who may be assumed to be either very inter-

ested in the sales function, or perhaps even proprietors 

of a sales company. Another 1.7% of the sample is made up 

of "consultants" who are sales management and training 

specialists and as such are intimately involved with the 

sales field. In summary, based upon an examination of 

titles and self-reported Job functions, 76% of the sales-

person sample is classified as strongly characteristic of 

the profession. The remaining 24% may be assumed to have 

some interest or involvement in the profession in that 

they are all marketers, and have subscribed to Personal 
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Selling Power which is a specialized periodical in the 

sales field. 

3« American Marketinq Association - market 

researchers. The marketing research sample, despite the 

enormous diversity of titles, appears to have produced an 

even more homogeneous sample than the salesperson list. 

In this case 79% of the sample are either research 

managers or research analysts (non-management) and hence 

are highly representative of the profession. The re-

maining 21% are marketing or sales planning managers 

(6.5%), non-management (3.9%), consultants (1.2%), and 

general management (.6%) or miscellaneous other positions 

(1.9%). These other persons are also related to marketing 

research by virtue of their Job titles which were care-

fully screened. The marketing research sample should be 

an excellent representation of this profession. 

4. Product Development & Manaqement Assoc. - product 

manaqers. This sample group is small and hence may not 

represent the entire field of product management as well 

as the other two samples represent their respective pro-

fessional categories. However, the field of product 

management is not well defined, as mentioned previously, 

and no better source could be found than the PDMA list. 

The PDMA is probably more representative of indus-

trial product management than consumer packaged goods 

"product brand management," as evidenced by the large 

percentage of respondents who work for "industrial" type 

firms. The group is also more technically oriented 

(technical R&D, 11.6%) and contains a high ratio of senior 

management (6.3%) consultants (6.3%) and other marketing 

management (9.5%). 

However, over half of the sample <51.6%) is engaged 

in either new product or service development (47.4%), or 

in existing product or service development (4.2%). AII of 

these persons belong to the specialized product 
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"professional" association (PDMA) and evidence interest or 

participation in the field. As such, this sample should 

be representative of a significant segment of the product 

management population and their traits of great interest 

to marketers. 

The Phase II Instrument 

The Phase II survey instrument (Exhibit IV) was 

nearly identical to the Phase I questionnaire. However, 

there were three important differences. 

First, the questionnaire was shortened from seven to 

six pages in length. This was mainly due to the reduction 

of the Scale of Entrepreneurial Spirit in Phase I from 42 

test items to only 26, including validation variables 

(intent to start a business and having started a business 

by the age of 17). 

Second, the Rizzo, et al.. Scale of Conflict and 

Ambiguity was added in a seven-item abbreviated form to 

provide a general measure of stress to supplement the 

self-reported measurement, Question G-14. 

Third, the classification section (Section G) of the 

questionnaire was changed to reflect the three sample 

populations targeted in Phase II. Separate Job descrip-

tion lists were printed for each sample as discussed 

earlier. AIso a question on marital status was added and 

one on family size was deleted. 

The questionnaire was pre-coded to enhance accuracy 

in data entry. AII questionnaires were edited and data 

transferred to optical scanning forms, which were then 

read directly into a computer. 

In all, the questionnaire processing went smoothly 

and it is believed, accurately. Since all questionnaires 

and data entry scanning forms were preserved, it was 

possible to make checks throughout the entire process, to 
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correct data errors from original documents, and to know 

at what point the error occurred. 

Summarv 

The research proceeded through two distinct phases; 

Phase I was a scale development stage wherein the Scale of 

Entrepreneurial Spirit was developed and eight other 

scales were tested. Phase II was the hypothesis test 

phase conducted among marketing professionals to examine 

the effects of person-role congruence upon their Job 

satisfaction and commitment. 

The survey sample for Phase I was a convenience 

sample chosen to reflect the widest possible range of 

personality types possible related to entrepreneurial 

traits. The Phase I sample produced a 35% usable re-

sponse. A significant portion of the sample was self-

employed (31%) or had started a business by themselves 

(40%). This was considered important to the validity of 

the entrepreneurship scale development process. 

The Phase II samples were drawn to represent three 

marketing occupations, salespersons, market researchers 

and product managers. These samples were reached by mail 

questionnaire with an overall effective response rate of 

25%. This return rate compares favorably to comparable 

studies. The demographic and classification profile of 

the incumbents of the three marketing occupations is 

interesting and provides a foundation for viewing the 

results of the entrepreneurial scale tests and hypotheses 

concerning congruency, Job satisfaction, and commitment 

which will be discussed in the next two sections. 



CHAPTER V 

RESULTS OF PHASE I 

Phase Obiectives 

The objectives of Phase I of the research are two-

fold, first to develop a personality scale to measure 

"entrepreneurial spirit, " and second, to develop or adapt 

other measurements for use in the hypothesis tests con-

ducted during Phase II. 

The Scale of Entrepreneurial Spirit ultimately may be 

used to identify entrepreneurial traits in marketers or 

persons who wish to choose marketing as a career. In this 

research it is applied in Phase II to test hypotheses that 

entrepreneurial traits (when present) do reflect a market-

er's work environment needs for certain Job characteris-

tics. These characteristics are hypothesized to include, 

work variety, autonomy, task identity, and performance 

feedback, as well as a positive tolerance for outside 

contacts. 

The second purpose of Phase I is to verify the 

efficacy of other previously developed scales for use in 

this study and to develop other measures as needed. The 

former includes adapted or previously developed measures 

of Job characteristics, Job satisfaction, career satisfac-

tion, organizational commitment, and career commitment. 

The latter involved development of a measure of person-

environment congruence which can be applied to satisfac-

tion with and commitment to the "objects" of iob or of 

career. 

These measures are used to test hypotheses dealing 

with the influence of person-environment congruence on 

170 
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marketer Job and career satisfaction and commitment to 

organization and career. 

The next topic to be discussed will be the develop-

ment of the Scale of Entrepreneurial Spirit. 

The Scale of Entrepreneurial Spirit 

Purpose 

The Scale of Entrepreneurial Spirit is intended to 

capture the spirit of achievement, independence, self-

reliance, innovation and venture which characterize the 

classic entrepreneur of Schumpeter (1934) and McCIelland 

(1961). The scale is designed to measure these talents 

wherever they are found, especially within the modern 

large corporation which seeks to find people within its 

own ranks who will eventually lead it into new markets, 

new products and new businesses. 

Scale Development Procedure 

Development of the Scale of Entrepreneurial Spirit 

follows the conventional procedure described by Churchill 

(1979). FoIIowing a review of pertinent literature (Chap-

ter II) items were generated from the "domain" of the 

entrepreneurial spirit construct. Pre-test data was col-

lected on three occasions prior to the present research. 

Each time the measure was purified using factor analysis 

and the reliability measure, coefficient alpha (Zeller, 

R.A., and Carmines, e.g., 1980). 

Finally the external validity of the scale was 

assessed using the criteria of entrepreneurial behavior 

and entrepreneurial intentions. Entrepreneurial behavior 

included evidence of having started a business enterprise 

and/or self-employment. Entrepreneurial intentions were 

represented by the intention to start or to own a business 

in the future. 
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The Domain of Entrepreneurial Spirit 

Entrepreneurs are considered by many to be the 

"movers and shakers" of society. As such, their personal 

characteristics have been studied with great interest for 

many years. The "domain" which comprehends their "spirit" 

is represented by attributes which they possess to a 

greater extent than non-entrepreneurs (Figure 5.1). The 

objective of the Entrepreneurial Spirit Scale development 

is to capture these personal characteristics. 

The domain of Entrepreneurial Spirit includes those 

personality traits which enable these individuals to 

establish and manage a new business enterprise where none 

had existed before. These traits help furnish the internal 

drive of the entrepreneur to achieve his or her goals, to 

innovate, and to face the stress, the conflicts, and the 

ambiguities of pioneering a new enterprise. 

To understand the domain of Entrepreneurial Spirit 

one should first understand how the entrepreneur has been 

viewed in the past. The term "entrepreneur" was first used 

in the 14th century by the French scholar Cantillion. He 

used the word to identify the person who assembled the 

means of production. The entrepreneur was a "go-between" 

who obtained the investment (capital), produced and sold 

the product, then took the profit (Palmer, 1971). The 

word "entrepreneur" itself is a French composite; entre. 

between, and prendere. to take (Encyclopaedia Britannica, 

1955). 

The entrepreneur is credited by economists with the 

creation of new enterprise. Joseph Schumpeter (1934) 

viewed the entrepreneur as one who creates new combina-

tions of resources and concepts which result in new 

products, new markets, new production methods, and new 

organizations of industry. Entrepreneurs are also 

credited with important innovation and risk-taking. 
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Psycholoqical Trgits of Fntrepreng.ur-B 

1. High need for achievement (MC) 

2. Internal locus of control (ATS) 

3. High tolerance of ambiguity (S) 

4. Innovative/creative (MC) (C&M) 

5. High need for autonomy, independence, 

leadership (L) (H&A) 

6. Low affiliation need (MC) 

7. Low need for support (D&L) 

8. High need for aggression (D&L) 

9. Moderate risk-taking (H, B & U) 

10. High endurance (M & M) 

Figure 5.1 

Entrepreneurial Traits 

List in part from Sexton & Bowman (1984), M&M (Mescon & 
Montanari, 1981), MC (McClelland, 1961), ATS (Shapero, 
1975), S (Shere', 1982), C&M (Collins & Moore, 1964), L 
(Litzinger, 1965), H&A <Hornaday & Aboud, 1971), D&L <De 
Carlo & Lyons, 1975), H,B & U (HuII, Bosley & Udell, 
1980), M&M (Mescon & Montanari, 1981). 



174 

Israel Kirzner called them the "...movers and shakers, the 

non-conformists, the builders of new enterprise. " 

Personalitv traits. It was not until the 1950's that 

behaviorists began to examine the entrepreneur as a per-

son. In his book, The Achievinq Societv (1961), the 

Harvard psychologist, David McClelIand, summarized 10 

years of empirical research equating entrepreneurial spir-

it with a high need to achieve. From the 1960's through 

the 1980's interest has grown in describing the entrepren-

eur and his or her psychological traits, characteristics, 

attitudes and behaviors. 

While McCIelIand's work with high n-Ach (achievement 

need) is probably the most comprehensive in the field, 

other landmark contributions have been made by Orvis 

Collins and David Moore of the University of Michigan. 

Their book, The Enterprisinq Man, is an in-depth psycho-

logical and economic study of the traits and habits of 150 

practicing entrepreneurs (CoIIins & Moore, 1964). 

In recent years researchers have been able to as-

sociate other psychological traits with the entrepreneur. 

This process has identified many characteristics from 

which to base the construction of a scale of entrepreneur-

ial spirit (Figure 5.1). 

Displaced persons. One researcher of the 1970's, the 

late Albert T. Shapero of the University of Texas at Aust-

in (and later Ohio State), discovered situational factors 

associated with becoming an entrepreneur (Shapero, 1975). 

While noting the presence of certain psychological 

traits, Shapero found that a majority of the entrepreneurs 

whom he studied were "displaced persons." In some cases 

they were literally refugee immigrants. 

Other displaced persons were individuals who had lost 

their Jobs or who had suffered some wrenching upset in 

their personal life situations. They had resorted to a 
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business of their own in many cases as the only route to 

survival. 

Shapero's concept of the "displaced person" becoming 

an entrepreneur put entrepreneurial spirit in a new light. 

Since some entrepreneurs embark on that course from situa-

tional necessity, perhaps there are others who have the 

"right stuff" to become entrepreneurs, but have not been 

"driven" to it. They may possess some "entrepreneurial 

spirit," but not enough to cause them to leave what may be 

a fine Job working for someone else. 

Thus, "entrepreneurial spirit" is not limited to the 

"practicing entrepreneur." In fact, one might expect to 

find it in varying amounts broadly on a continuum across 

the business population, although probably strongest with-

in "practicing" entrepreneurs themselves. 

Intrapraneurs. The recent commentary on "intra-pren-

eurs" by Gifford Pinchot (Intrapreneurinq. 1985), indi-

cates that there are a good many people within business 

who have "entrepreneurial spirit" and who are doing "en-

trepreneurial things" inside organizations which they 

obviously did not found. 

McCIelland noted the same phenomena in the 1950's. 

He discovered entrepreneurial spirit (his high n-Ach) in 

business and government leaders who were not entreprene-

urs. Yet, they were doing entrepreneurial things...start-

ing new business functions, introducing new products, new 

methods, etc., and managing them. 

Some of the latent psychological traits which have 

been found in entrepreneurs and might be included in a 

measure of "entrepreneurial spirit" are shown here in 

Figure 5.1. 

Attitudes and behavior. In addition to certain 

psychological traits, entrepreneurs have been found to 

hold certain attitudes and engage in certain 
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characteristic behaviors. These are summarized in Figure 

5.2 and may form the basis for validating items. 

Item qeneration 

FoIIowing the ChurchiII paradigm for developing 

better measures of marketing constructs, item generation 

takes place in a manner which "captures the domain as 

specified" (ChurchiII, 1979, p.67). In this instance 

there was a candidate list of 23 factor-analyzed items 

from earlier research conducted by the author, extending 

from Fall 1983 through June 1985 (Goodell, 1984 Ca], Cb], 

& Cc] ). 

This research included literature review, item 

selection, and two scale development projects with samples 

of upper level business students from Texas Tech Univer-

sity. The two sample bases were n=88 and n=422 respec-

tively. Common factor analysis was performed and coef-

ficient alpha and fidelity coefficients were calculated 

for the first sample. The same analysis in addition to 

IRT (Item Response Theory) was performed on the second 

sample. 

Item generation for the Phase I Entrepreneurial 

Spirit Scale development began with a review of the exist-

ing candidate items from the earlier research. Then, the 

list was supplemented from psychological traits shown in 

Figure 5.1. 

The principal psychological traits identified with 

entrepreneurs in previous studies were achievement need, 

internal locus of control (self-determination), tolerance 

of ambiguity, and innovativeness. Entrepreneurs have been 

found to accept moderate risk, especially when they 

believe that they can control the outcome. Hence, the 

entrepreneur desires to control his or her situation, be 

the boss, and not have to seek permission to proceed. 

Entrepreneurs are driven by the need to achieve. 
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Attitudinal and Behavioral Characeristics 

1. Dislikes working for someone else (JM) 

2. Prefers to rely on his own abilities and takes 

personal responsibility (MC) 

3. Requires feedback on performance (MC) 

4. Prefers to be in control and give the orders (MC) 

5. Prefers an expert as a working partner vs. a 
friend (JM, MC) 

6. Lacks patience, understanding and charity (C&M) 

7. Plans long range (MC) 

8. Able to organize (MC), motivates collaboration 
(TM) 

9. Drive & energy (MC, TM) 

10. Started many enterprises at an early age (JM) 

Figure 5.2 

Characteristic Attitudes and Behaviors 
of Entrepreneurs 

JM (Mancuso, 1983, 1974), MC (McClelIand, 1961), C&M 
(CoIIins & Moore, 1964), TM <Timmons, 1979). 



178 

Achievement need is accompanied by the need to set goals 

and to receive feedback on accomplishment. 

Prior to the start of Phase I a third pre-test was 

performed and the response to three sets of items was 

studied. The three separate pre-tests were conducted 

with undergraduate business students at Texas Tech 

University and The Wichita State University. A total of 

over 500 students were interviewed and factor analysis 

conducted in each study. 

Item pool. A pool of forty-two items (including 

criteria) was selected for the Phase I research. Items 

were phrased as polar statements separated by a 5-point, 

un-numbered scale. This was done to reduce the pos-

sibility of response bias. The scale was introduced as a 

study of preferences for one "polar" statement vs. 

another. The Entrepreneurial Spirit Scale questions are 

found in section "A. Preferences, " of the PERSONAL AND 

BUSINESS ATTITUDES QUESTIONNAIRE (Exhibit II). 

Data collection 

The Phase I scale development study sample was drawn 

entirely from non-student respondents. They included 

members of business organizations (Rotary, Lions, and 

Kiwanis Clubs) and city employees in the Lubbock, Texas, 

and Wichita, Kansas, areas. Questionnaires, an ex-

planatory cover letter, and a self-return mailer were 

distributed to respondents at their club meetings or 

places of work. 

A total of 1366 questionnaires were distributed and 

503 replies returned, for an overall 37% response rate. 

Of the 503 responses, 25 were unusable due to incomplete 

data, leaving a total of 478 usable replies (Table 4.1). 

The sample includes both entrepreneurs and persons 

who have never started a business. Approximately 40% of 

the sample have started a business themselves, another 22% 
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have started a business in partnership with another 

person, and 38% have never started a business. However, 

presently 43% of the sample is currently employed (working 

for someone else), 19% are both "employed and self-

employed" and 31% are self-employed entirely, with the 

remaining 7% retired. 

Factor analysis 

Exploratory factory analysis was conducted to deter-

mine the likely number of factors in the entrepreneurial 

spirit scale. A scree plot indicated the likelihood of 

either three or four factors with one clearly the strong-

est. A four factor oblique rotation was performed and 

items with low loadings or final communalities below .10 

were eliminated. As a general rule loadings below .30 

were eliminated, although a few in the .20's were kept as 

marginal on the basis that they seemed theoretically 

important. The items were further reduced and another 4 

factor solution was tried with 27 remaining items. It 

produced reasonably identifiable factors, but the fourth 

factor had only two weak items and there were still a 

number of unacceptable loadings and communalities. As a 

result, items were reduced to eighteen and a 3 factor 

analysis performed. 

Trial solutions. A three factor solution was 

produced using eighteen items which remained after the 

initial "purification." This solution produced facets 

which appeared consistent with theoretical expectations 

regarding entrepreneurial personality. The preliminary 

factor analysis psychometric values appear in Table 5.1. 

Factor 1 - Leader/controller 

Factor 2 - Innovator/planner 

Factor 3 - "Maverick" 
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Table 5.1 

Preliminary Factor Analysis 

Q. Load Com. Polar Statement Item Wordini 

FACTOR 1 (7 items) "Leader, controller, winner" 

07 .48 .20 like winning the game 
012 .34 .36 prefer to develop my own system 
020 .58 .40 prefer to be in control 
024 .67 .44 like being the boss 
028 .57 .33 prefer to make the decisions myself 
034 .77 .62 prefer to lead 
038 .30 .11 delegate it 

FACTOR 2 (8 items) "Confident, innovative planner" 

Q5 .59 .35 like new things 
Q13 .29 .19 he who hesitates is lost 
Q14 .52 .31 like setting new goals 
016 .32 .12 patterns of things are usually clear 
023 .53 .33 like trying things first 
025 .42 .19 focus on the benefits of actions 
027 .29 .16 prefer hard goals 
033 .31 .21 like to participate 

FACTOR 3 (3 items) "Unrestrained, resolute, independent" 

QIØ .65 .52 can't stand supervision of my work 
Q41 .36 .12 commitment to the project 
042 .35 .11 seek forgiveness 

Preliminary Eiqenvalues (Maximum Likelihood Method) 

Total = 6.04 Average = 0.34 

1 
2 
3 

4.83 
1. 18 

. 84 

4 
5 
6 

. 47 

. 38 

. 20 

Inter-Factor Correlations (Rotation Method Promax) 

FACl - FAC2 r=.42 
FACl - FAC3 r=.32 
FAC2 - FAC3 r=.10 
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The preliminary factor structure is shown in Table 

5.1 together with other psychometric properties of the 

three factor solution. In this solution the third factor 

contributes only .6% to the cumulative explained common 

variance therefore it was dropped from the scale at this 

point. However, the thought of a "Maverick" factor is 

intriguing and the three items of the third factor are 

included along with several others in the Phase II ques-

tionnaire for further exploratory purposes. The remaining 

two factors include fifteen items which comprise the final 

Scale of Entrepreneurial Spirit. 

Final scale. The psychometric properties of the 

fifteen item Scale of Entrepreneurial Spirit (ET SPIRIT) 

are shown in Table 5.2. The first factor is clearly 

dominant with an eigenvalue of 4. 70 which explains 89% of 

the common variance. The eigenvalue of the second factor 

is 1.07 and this factor explains the remainder of the 

common variance. The two factors are also strongly 

intercorrelated at r=.51, indicating that the scale should 

be used in its composite form rather than as two separable 

dimensions. 

An examination of the items in Table 5.2 shows two 

major themes within the scale which reflect the underlying 

needs of the entrepreneur. The first of these is the need 

to achieve success through control of your own 

destiny...to be the boss, be in control, make the 

decisions, develop your own system, and win the game. 

The second theme deals with innovation and tough, but 

positive goal setting...be the first to try new things 

(systems, methods, approaches), keep your eye on the bene-

fits, see the patterns <analyze), set hard new goals 

<strategy), participate <be part of the action), and once 

you make up your mind, seize the opportunity <he who 

hesitates is lost). 



182 

Table 5.2 

The Scale of Entrepreneurial Spirit 
Psychometric Profile 

Factor 
Ouest. Pattern Comun-
No. Items I II ality 

05 like new things 
07 like winning the game 
Q12 prefer to develop my own system 
013 he who hesitates is lost 
014 like setting new goals 
016 patterns of things are clear 
020 prefer to be in control 
023 like trying things first 
024 like being the boss 
025 focus on benefits of actions 
27 prefer hard goals 

028 prefer making decisions myself 
033 like to participate 
034 prefer to lead 
038 delegate it 

Preliminarv eioenvalues: 

Factor 1 = 4.70 88.8% of common variance 
Factor 2 = 1.07 109.6% of common variance (cumulative) 

Interfactor correlation: 

r = . 51 

04 
46 
35 
12 
03 
05 
59 
03 
68 
02 
02 
57 
22 
77 
27 

.61 
-. 07 
. 31 
. 31 
. 53 
. 32. 
.07 
. 59 

-. 05 
. 41 
. 33 

-. 01 
. 26. 
. 03 
. 07 

. 35 

. 18 

. 33 

. 14 

. 27 

. 12 

. 40 

. 32 

. 42 

. 15 

. 11 

. 32 

. 17 

.62 

. 09 
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Within these results of the final factor analysis can 

be seen McCIelIand's need to achieve (high n-Ach), the 

Roetter's internal locus of control, the innovative/crea-

tive drive of Collins and Moore and the need for autonomy, 

independence and leadership of Hornaday, Aboud and Lit-

zinger. Together, these traits describe "entrepreneurial 

spirit." 

Reliabilitv 

Before a measure can have validity it must possess 

the property of consistency. Chronbach's alpha was used 

to measure reliability of the Scale of Entrepreneurial 

Spirit. The scale as a whole has a reliability coeffi-

cient of .782, Factor 1 has a reliability coefficient of 

.74 and Factor 2 a reliability of .67 (Table 5.2). 

These levels, of reliability, while on the low side 

are well within the range of frequently used personality 

scales <e.g., organizational commitment scales: Cook and 

Wall <1980), .80 to .87, Koch and Steers, <1978), .71; .83 

and .62). 

Finally, one must examine the scale's validity; does 

it measure what it purports to measure? External validity 

is supported by the correlations shown in Table 5.3. 

These are discussed next. 

Validation 

Has the scale actually tapped the "Spirit" of the 

entrepreneur? Two types of support are offered: first, 

face validity, or the apparent association of entrepren-

eurial traits to the questions included in the scale; and 

second, convergent relationships, where the scale corre-

lates positively with known or expected entrepreneurial 

behavior and attitudes. 

Face validity. The lists of traits, preferences, and 

desires are what we would expect an entrepreneur to be 
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Table 5.3 

The Scale of Entrepreneurial Spirit 
Validating Factors 

Related Constructs r = p>= 

A. Converqent Relationships 

1. Having started a business (Q.G7) .23 .00 

2. Started many little businesses 

before the age of 17 (Q.A9) .19 .00 

3. Intend to start a business (Q.A21) .35 .00 

4. Career Satisfaction •25 . 00 

5. Career Commitment • 27 . 00 

6. Success (self-reported, Q.G17) .21 .00 

B. Diverqent/No Relationships 

1. Stress (self-reported, Q.G14) -.02 .67 

2. Intent to change Job (Q.G15) -.07 .11 

3. Intent to change career (Q.G16) -.05 .24 

Note: The items are shown in Exhibit II, the Phase I 
Questionnaire. 
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a person who wants to control his or her own destiny, 

drives to achieve his or her own ends, wants to control 

the situation, and is willing to innovate and venture. 

This is the picture painted by the lists of items and it 

is one supported by theoretical constructs in scientific 

writing. Whether the individuals who possess these traits 

are now or ever have been entrepreneurs is at least in 

part situational. As Shapero pointed out, many people 

start a business because they have become "displaced," 

often through no fault of their own. Others possess 

entrepreneurial traits and never start a business because 

they are satisfied with their circumstances as employees 

in business or, as McCIelIand found, in government. 

But whether or not the individuals who score high on 

the Scale of Entrepreneurial Spirit become self-employed, 

they possess the traits that would help them to do so. 

The attitudes and psychological thrust represented by the 

Scale depict an individual who is likely to be resistant 

to adversity, and one who will be a forceful achiever, 

whatever his or her occupation. Certainly they are likely 

to be attractive employees, to perform leadership, 

pioneering, or innovative roles. 

Converqent relationships. First, the scale does 

correlate positively with having started a business (Table 

5.3: r=.23, p>=.00). This is generally considered entre-

preneurial behavior, although due to situational factors 

it is not a prerequisite to possession of entrepreneurial 

spirit or intention. 

Second, the scale correlates positively with the 

intent to start a business in the future (r=.35, p>=.00). 

Since intentions usually proceed behavior one would expect 

this of persons who possess a higher degree of the under-

lying entrepreneurial trait. Futhermore, entrepreneurs 

are known to be prone to start several businesses, so even 
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a "practicing" entrepreneur is likely to be planning the 

next venture. 

Third, the perception of business achievement and 

success, as well as satisfaction with one's career, are 

positively correlated to the scale (success, r=.21; satis-

high achiever pictured by the Scale. Finally, those who 

score high on the Scale report no correlation with Job 

related stress <r=-.02); nor, do they appear intent on 

changing Jobs or careers <r=-.07; -.05). 

Summarv of Entrepreneurship 
Scale Development 

In short, it would seem that the traits which accom-

pany the entrepreneur are represented in the Scale of 

Entrepreneurial Spirit. This scale was based upon 

thoeretical concepts and empirical findings of studies of 

entrepreneurs. Its development was conducted using 

accepted systematic methods, and the scale outcome appears 

to be reliable and supported by validating measures. 

Verification of Scales 

The second objective of Phase I was to verify the 

efficacy of other measures selected, developed, or adapted 

for use in the research. These findings are discussed and 

summarized by scale next. The rationale for selecting 

each scale was discussed under "operationalization" in 

Chapter 111, so only the test results of Phase I will be 

covered in this section. 

Job Characteristics 

The measures of Job characteristics are based upon 

the Job Characteristics Inventory <JCI) by Simms, Szilagyi 

and Keller <1976). They are included as measures in this 

research to establish the Job environment perceptions of 

marketers related to the ideal environment which marketers 



187 

might prefer. The objectives of the research involve 

comparing the ideal environments sought by marketers to 

their level of Entrepreneurial Spirit, and later the 

congruity of the marketer with his or her Job and career. 

The properties of the Job Characteristics Scale 

(ACTUAL) are shown in (Table 5.4, Section A ) . There are 

five sets ofpaired items, each designed to measure a 

different environmental characteristic. The pairs measure 

Job variety, Job autonomy, feedback on performance, and 

task identity (the ability to see a task through to the 

end or do it all onself). These four pairs of items 

represent the "core" Job characteristics of the JCI Scale. 

A fifth set refers to the number of persons the individual 

must deal with each day ("contacts") inside or outside of 

the organization in order to perform the Job. 

Since this construct is dealt with by each of its 

dimensions, the paired items are correlated to indicate 

reliability. The first three characteristics are strongly 

correlated pairs: (a) Job variety, r=.52, (b) autonomy, 

r=. 53, and (c) task identity, r=.50. 

The fourth characteristic, feedback, is negatively 

correlated (r=-.ll) and the fifth, contacts, is weakly 

correlated (r=.19). This is a reflection of the negative 

correlation between performance feedback from the "super-

visor" and autonomy (the opportunity to work without 

supervision), r=-.08. Entrepreneurs make up 62% of the 

sample in this study, and they care much for autonomy and 

little for feedback from supervisors on their performance. 

Overall, the Job Characteristics Scale as operation-

alized for Phase I performs as expected. As shown in 

(Table 5.4, Section A ) , the scale as a summate correlates 

positively with Job Satisfaction <r=.33) and Organizati-

onal Commitment <r=.40) as predicted. 
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Table 5.4 

Phase I Scale Verification <A) 

A. Job Characteristics 

1. Size: 10 items 

2. Source: Job Characteristics Inventory by Simms, 
et al. . <1976). The first eight items were adap-
ed from JCI, the last two <contacts) were added. 

3. Item list: Exhibit II, Part B. Job Characteris-
tics, Questions 1-10. 

4. Dimensions: Five dimensions of two items each. 
Inter-item pair correlations are shown below: 

<a) Variety - 01 variety / 02 challenges r = .52 

<b) Autonomy - 03 supervision / 04 control r = .53 

<c) Task Identity - 05 finish the Job / 
06 the work itself r = .50 

<d) Feedback - 07 from the supervisor / 
08 from the Job itself r =-.11 

<e) Contacts - 09 no. of persons "inside" / 
010 no. of persons "outside" r = .19 

5. Validation: Convergent and divergent validity. 

<a) Variety / Job Satisfaction 
<b) Autonomy / Job Satisfaction 
<c) Task Identity / Job Satisfaction 
<d) Feedback / Job Satisfaction 
<e) Contacts / Job Satisfaction 

09 No. persons "inside"/Job Sat. 
No. persons "inside"/Start Bsns. 

010 No. persons "outside" /Job Sat. 
No. persons "outside" /Start Bsns. 

<f) Overall Scale Total: 

Job Characteristics / Job Satisfaction r = . 33 
Job Characteristics / Org. Commitment r = . 40 

r 
r 
r 
r 
r 

r 
r 
r 
r 

= . 34 
= . 39 
= .26 
= . 16 
= -.08 

= - . 12 
= - . 12 
= -.01 
= • . 12 
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Table 5.4 <Cont.) 

Phase I Scale Verification <B) 

B. Job Satisfaction 

1. Size: 5 items 

2. Source: Adapted from Minnesota Satisfaction Ques-
tionnaire by Weiss, Dawis, England and Lofquist 
<1967, 1977). 

3. Item List: Exhibit II, E. Work Satisfactions, 
Questions 1-5. 

4. Factor Structure - Eigenvalues: 

Factor 1 5.27 
Factor 2 .33 

5. Reliability: Coefficient alpha = .84 

6. Validity Indicators - Correlates 

a. Convergent Relationships: 

<1) Organizational Commitment r = .66 
<2) Intent to Change Jobs r = -.55 
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Table 5.4 <Cont.) 

Phase I Scale Verification <C) 

C. Career Satisfaction 

1. Size: 6 items 

2. Source: Adapted from Minnesota Satisfaction 
Questionnaire by Weiss, Ann Dawis, England 
and Lofquist <1967, 1977) 

3. Item List: Exhibit II, E. Work Satisfactions, 
Questions 6-11 

4. Factor Structure - Eiqenvalues 

Factor 1 13. 56 
Factor 2 . 62 

5. Reliability: Coefficient alpha = .93 

6. Validity Indicators 

a. Convergent: 

Job Satisfaction r = .66 
Intent to Change Career r = -.48 
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Table 5.4 (Cont.) 

Phase I Scale Verification (D) 

D. Qrganizational Commitment 

1. Size: 15 items 

2. Source: The Organizational Commitment 
Questionnaire by Mowday Steers and Porter (1982) 

3. Item List: Exhibit II, F. Attitudes Concerning 
Company and Career, Questions 1-15. 

4. Factor Structure - Eigenvalues: 

Factor 
Factor 
Factor 

1 
2 
3 

13. 65 
.95 
.78 

5. Reliability: Coefficient alpha = .90 

6. Validity Indicators - Correlates: 

a. Convergent Relationships 

(1) Job Satisfaction 
<2) Career Satisfaction 
<3) Career Commitment 
<4) Intent to Change Jobs 
<5) Intent to Change Careers 
<6) Stress <self-reported) 

r 
r 
r 
r 
r 
r 

= 

= 

= 

= 

= 

= 

. 66 

. 58 

. 52 
-. 56 
-.45 
-. 15 
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Table 5.4 <Cont.) 

Phase I Scale Verification (E) 

E. Career Commitment 

1. Size: 5 items 

2. Source: Developed for this research from principles 
cited in Chapter II 

3. Item List: Exhibit II, F. Attitudes Concerning Company 
and Career, Questions 16-19 and Question 22 

4. Factor Structure - Eigenvalues 

Factor 1 2.99 
Factor 2 .41 

5. Reliability: Coefficient alpha = .70 

6. Validity Indicators - Correlates: 

a. Convergent Relationships 

(1) Career Satisfaction r = .61 

(2) Job Satisfaction r = .49 
(3) Organizational Commitment r = .52 
(4) Have Started a Business r = .25 
(5) Self-Reported Success r = .23 

b. Divergent Relationships 

(1) Intent to Change Careers r = -.46 
<2) Intent to Change Job r = -.43 
<3) Congruity <absoIute) r = -.21 
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Job Satisfaction 

Job Satisfaction is operationalized as a five item 

scale adapted from the Minnesota Satisfaction Question-

naire <Weiss, et al. 1967, 1977) proved to be an excellent 

one factor measure with a reliability of .84 <TabIe 5.4, 

Section A). Job Satisfaction displays convergent validity 

support from a positive relationship to Organizational 

Commitment <r=.66) and from the negative correlation with 

Intent to Change Jobs <r=-.55). 

Career Satisfaction 

The Career Satisfaction Scale contains six items 

adapted from the MSO satisfaction questionnaire. Basic-

ally, the subject is changed from Job to career and two 

"intrinsic" satisfaction questions are added regarding 

the "happiness that your career provides" <Ouestion E9), 

and "the opportunity that your career provides to do good 

things for other people" <Question Ell). 

The Career Satisfaction Scale is also an excellent 

single factor scale with high consistency <.93), as shown 

in <TabIe 5.4, Section C). The scale demonstrated conver-

gent validity with its positíve relationship to Job Satis-

faction <r=.66), and in its negative relationship to 

Intent to Change Jobs <r=.-48). 

Qrqanizational Commitment <QCQ) 

The Qrganizational Commitment Ouestionnaire <QCQ) 

designed by Howday, Steers and Porter <1982) was used in 

its entirety to measure this construct. The scale is used 

in summate form in this research since it displayed only 

one dominant factor, eigenvalue 13.65 <TabIe 5.4, Sec-

tion D). The authors of the scale interpret it as re-

flecting three attitudes: first, a strong belief in and 

acceptance of the organization's goals and values; second, 

a villingness to exert considerable effort on behalf of 
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the organization; and third, a strong desire to maintain 

membership in the organization (Mowday,et al. 1982, p.27). 

The Phase I study results indicate that this scale 

possesses high reliability (alpha=.90). It also demon-

strates convergent support from positive correlation with 

Job Satisfaction (r=.66) and Career Satisfaction (r=.58), 

as well as divergent support from a negative relationship 

with Intent to Change Jobs (r=-.56). The latter is a 

strong indication that individuals who possess high 

organizational commitment do, indeed, wish to "remain with 

the organization" as the scale's designers claim. One 

question (F.4) was removed from the scale to improve it. 

Career Commitment 

The Career Commitment Scale was developed for this 

research since no suitable one was available. The 

principle of "identification" with the career, and direct 

questions were used to produce a five item, single factor 

scale. The reliability of the scale is moderate at alpha 

= .70 (Table 5.4, Section E ) . 

Convergent validity support is good. Career Satis-

faction correlates positively (r=.61), and Intent to 

Change Careers correlates negatively (r=-.46) as 

predicted. 

Phase I served as an effective "pre-test" of the 

scales described up to this point. It also provided a 

successful test ground for the approach developed to 

measure person-environment congruity. This will be 

discussed next. 

Conqruence Scales 

Two measures of congruence were operationalized and 

tested in Phase I. The first measures incongruity between 

a person's iob and his or her personal preferences, and 
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the second measures incongruity between career and one's 

personal preferences. 

The incongruity scales are "manufactured" in three 

stages. The first stage measures the individual's per-

ception of his or her actual Job environment. This is 

done by means of the ten item Job Characteristics Scale 

(ACTUAL) discussed previously. The scale measures the 

level of Job variety, autonomy, task identity and feed-

back, plus the extent of personal contacts the individual 

believes he or she experiences. The Job Characteristics 

Scale represents environmental "ambience. " 

The second stage measures the degree to which the 

existing Job environment is pleasing to the individual. 

This is done by means of another ten item scale called 

Global Incongruity. 

Each of this scale's ten items ask if the person 

would prefer more or less of one corresponding charac-

teristic on the Job Characteristics Scale. (Exhibit I, 

Part C, Questions 1-10). Any preference for more or less 

of the characteristics indicates some amount of incon-

gruity. 

The third stage measures the strength of the indivi-

dual's belief that the desired level of each of the ten 

Job characteristics is available elsewhere; that is, 

working in a similar position, but employed at a different 

firm. This third stage is the means whereby the effect of 

the incongruity is assigned to the person's feelings about 

his "Job" versus his "career." 

The result of the three stage process is the produc-

tion of two scales: Job Incongruity (is the person 

congruent with his or her iob?); and Career Incongruity 

<are the person and career congruent?). This method of 

assessing Job and career congruence was successfully 

tested during the Phase I study. The properties of these 

two scales are shown in Table 5.5. 
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Table 5.5 

Phase I Congruity Scale Development 

Job Congruity and Career Congruity 

1. Size: Each scale, 10 items 

2. Source: Derived from three other scales, (1) Job 
Characteristics, (2) Global Congruity, and (3) 
Available Elsewhere scales 

3. Item Lists: Exhibit II, Sections B, C and D 

4. Reliability: Job Congruity, coefficient alpha = .85 
Career Congruity, " alpha = .80 

5. Correlations of convergent and divergent validity in 
dicators (Note that higher numbers on the congruity 
scales indicate greater incongruity) 

Validatino Indicators: 

a. Job Satisfaction -.43 .00 ".18 .00 

b. Career Satisfaction 

c. Organizational 

Commitment 

d. Career Commitment 

e. Intent to Change Job 

f. Intent to Change Career .29 .00 

CNGJ 

-. 43 

-. 36 

-. 43 

-.26 

. 37 

P> = 

.00 

. 00 

. 00 

.00 

. 00 

CNGC P>= 

-.20 .00 

-.09 

-.08 

. 08 

.07 

. 04 

. 08 

.07 

. 13 
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Job Inconqruitv 

Job Incongruity is a strong construct which indicates 

the congruence between an individual and his or her Job 

environment at the place where currently employed. The 

scale displays very good consistency at alpha = .85. 

Further, it is a good predicator of Job Satisfaction (r=-

.43), Organizational Commitment (r=-.43), and it relates 

to Intent to Change Job (r=.37), as expected (Table 5.5). 

In short, Job Incongruity is a good construct for applica-

tion to this research. 

Career nconqruity 

Career Incongruity indicates the "fit" between an in-

dividual and his or her career environment. The construct 

has a reliability of alpha =.80 and it is not as strong a 

predictor as Job Incongruity. However, as shown in Table 

5. 5 it does significantly relate to Career Satisfaction 

(r=.20, p>=.00), and marginally to Career Commitment 

(r=.08, p>=.18). The reason for the relative weakness in 

the career congruity measure is believed to be the longer 

term nature of "career" than "Job." This leads to dif-

ficulty in assessing one's own feelings concerning its 

meaning relative to the meaning of a Job which is more 

tangible and present. 

The overall method and approach to assessing con-

gruence was Judged suitable and retained for Phase II. 

Work Ideal 

Finally, a scale called "Ideal" was constructed to 

represent what the individual would consider his or her 

work environment. This scale contains ten items which are 

the individual summates of the ten Job Characteristics 

items plus the ten congruity items. The higher the Ideal 

score, the more a person wants of each given character-

istic. As shown in Table 5.6, this scale has a 
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Table 5.6 

Phase I Ideal Job Characteristics 
Scale Development 

Ideal Job Characteristics 

1. Size: 10 items 

2. Source: Derived from two other scales, (1) Job Charac 
teristics, (2) Global Congruity. This Scale is the 
sum of the scores of scales (1) and (2). 

3. Item List: Exhibit II, Sections B and C 

4. Reliability: Coefficient alpha = .57 (Standardized, 
. 63) 

5. Convergent validity: 

Entrepreneurial Spirit r = . 26, p> = .00 
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reliability of alpha =.57. It is not hypothesized to 

correlate with any of the constructs in the study except 

Entrepreneurial Spirit. It does successfully relate to 

this concept (r=.26, p>=.00). 

Summary 

During Phase I the Scale of Entrepreneurial Spirit 

was developed and tested as were all other scales to be 

used in the final stage of the research, Phase II, hypo-

thesis testing stage. 

In Phase I it was discovered that the self-reported 

measure of stress was inadequate. As a supplement, the 

Scale of Role Conflict and Ambiguity (Rizzo, House, and 

Lirtzman, 1970) was added to the Phase II research in-

strument. The results of the Phase II research are 

discussed next in Chapter VI. 



CHAPTER VI 

PHASE II RESULTS 

Obiective of Phase II 

Phase II of the research tested the two groups of 

hypotheses suggested in the study model (Figure 3.1). The 

first group of hypotheses (H1-H5) relate to the associa-

tion between Entrepreneurial Spirit personality traits and 

marketer's preferred ("Ideal") work environment. The 

second group <H6-H9) relate to the congruence <fit) 

between <a) marketers' personal make-up and their happi-

ness <satis-faction) in their Jobs and their marketing 

careers; and, <b) marketers' commitment to their immediate 

Jobs as well as to their careers. 

This chapter focuses on the results of these tests. 

The three sections which will follow discuss, <1) veri-

fication of constructs used in Phase II and differences 

between marketer types, <2) results of hypothesis tests 

concerning entrepreneurial personality related to Job 

"Ideal," and <3) hypothesis tests concerning person-role 

congruence. 

Verification of Phase II Constructs 

Before conducting hypothesis tests, each construct 

involved in Phase II was re-analyzed to verify that it had 

been operationalized as planned. Each was then checked 

for expected relationships with other concepts to confirm 

construct validity support. In all, eleven scales were 

examlned. Each is discussed briefly in this section and 

accompanied by supporting tabular data. 

200 



201 

The Scale of Entrepreneurial Spirit 

The scale of Entrepreneurial Spirit was developed in 

Phase I through a study of self-employed and employed 

persons. The initial result was an eighteen-item, three-

factor scale with an overall alpha reliability coefficient 

of .75. 

The first two dimensions of the scale represented the 

subject's need to achieve via independence, control, and 

innovation. The first two dimensions comprise 15 items 

accounting for 99% of the common variance found in the 

three factor scale development analysis (Table 6.1). 

The first two factors are strongly inter-correlated 

(r=.42), indicating an underlying general dimension which 

is interpreted as McCIelIand's (1961) n-Ach. The summate 

of the first two factors was named "ET Spirit." ET Spirit 

embodies the salient characteristics of "entrepreneurial 

spirit" (Table 6.1,A). In Phase I the Scale of Entrepren-

eurial Spirit was found to relate, as expected, to the 

behavior of having started a business (r=.23, p>=.00), and 

the intention to start a business in the future (r=.359, 

p>=.00). 

A third dimension containing 3 items was also 

examined during the Phase I scale development phase. This 

dimension accounted for only 0.6% of the cumulative common 

variance explained in the Phase I factor analysis (Table 

6.1,A). It also had a much lower inter-factor correlation 

than the first two factors (r=.32; .10). 

However, while not reflecting entrepreneurial spirit, 

Factor 3 does reveal several interesting "anti-organiza-

tional" factors ("can't stand supervision"; "commitment to 

the project"; "seek forgiveness") which may, in some 

instances, be associated with entrepreneurial spirit. 

For this reason, Factor 3 was named, "the Maverick 

factor," and set aside for future research, but not 

included in the Phase II hypothesis testing. 
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Table 6.1 

Entrepreneurial Spirit Scale Verification 

Psychometric Characteristics Confirmatory r= 
ET SPIRIT Prelim. Cum. No. Coef. Started Intend 
FACTORS Eigen's. var. Items Alpha Bsns. Start 

A. Phase I: 

FACTOR 1 4.83 .80 7 

FACTOR 2 1.18 .99 8 

ET SPIRIT 6.01 .99 15 

FACTOR 3 .84 1.13 3 

TOTAL 6.04 1.00 18 

Interfactor 
Correlations: 

FACl FAC2 = .42 
FACl FAC3 = .32 
FAC2 FAC3 = .10 

B. Phase II: 

FACTOR 1 3.94 .87 7 

FACTOR 2 .84 1.06 8 

ET SPIRIT 4.51 1.00 15 

FACTOR 3 .53 1.18 3 

TQTAL 4.51 1.00 18 

Interfactor 
Correlations: 

FACl FAC2 = .55 
FACl FAC3 = .21 
FAC2 FAC3 = .31 

74 

67 

78 

37 

75 

. 24 

. 15 

.23 

. 12 

. 24 

. 34 

. 25 

. 35 

. 16 

. 36 

67 

61 

75 

35 

72 

. 21 

. 18 

.23 

.05 

.20 

. 30 

. 26 

. 32 

. 17 

. 34 
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The entire scale was re-factored during Phase II 

using a sample of 811 marketers. The results shown in 

Table 6.1,B indicate the reliability of fifteen-item 

Scale of Entrepreneurial Spirit <"ET Spirit") is satisfac-

tory atalpha=.75. The scale again relates as expected to 

other variables in its nomologic net, e.o.. having started 

a business <r=.23, p>=.00); and, intent to start a busi-

ness in the future <r=.32, p.=.00). 

Perceived Job Characteristics 

The Perceived Job Characteristics scale is adapted 

from the Job Characteristics Inventory <Sims, Szilagyi and 

Keller, 1976). This scale is included to provide a basic 

measure of how marketers perceive their work environment. 

The original JCI contained four core dimensions and 

two interpersonal dimensions totalling 30 items. In the 

present study the four core dimensions, skill variety, 

autonomy, task identity, and feedback were employed along 

with an indicator of the number of people whom the in-

dividual must deal with in order to perform his or her Job 

<"Contacts"). Two items identify each dimension. 

The original JCI correlates positively with overall 

Job Satisfaction <median r=.29, range=0.21 to 0.43; Brief 

and Aldag, 1978). Here, the Phase I study found a 

confirming correlation of r=.43 between the four Core Job 

Characteristics and Job Satisfaction <TabIe 6.2A). The 

Phase II relationship between the Core Job Characteristics 

and Job Satisfactlon was r=.45 <TabIe 6.2B). 

In addition to the four JCI core Job characteristics 

a fifth environmental factor, "Contacts," was included to 

describe the extent of interpersonal contacts which must 

be experienced by the individual in the process of day-to-

day work activities. The two "Contacts" items describe 

<a) "The number of people inside the company you deal with 

in order to do your Job," <Q.9) and, <b) "the number of 
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Table 6.2 

Perceived Job Characteristics (ACTUAL) Scale Verification 

Paired r, Job 
Job Characteristics Mean Std. Dev. Item r= Sat. 

A. Phase I:• 

0 1 Job variety 6.05 1.28 .28 
Q 2 No. challenges 5.93 1.37 .32 

VARIETY 5.99 1.16 .52 .34 

0 3 Without supvn. 6.41 1.08 .31 
O 4 Control work 6.16 1.29 .37 

AUTONOMY 6.23 1.04 .53 .39 

0 5 Complete task 5.83 1.42 .27 
0 6 Task alone 5.72 1.38 .19 

TASKID 5.78 1.21 .50 .26 

0 7 Sup'vsr's FB 3.29 1.90 .08 
0 8 Work itself FB 4.64 1.93 .14 

FEEDBK 3.97 1.28 -.11 .16 

O 9 People inside 3.78 2.24 -.12 
010 People outside 4.63 2.22 -.01 

CONTACTS 4.20 1.72 - .19 -.08 

ACTUAL (01-010) 5.25 0.73 .33 
ACTCQRE (01-08) 5.51 0.78 .43 

N = 478 <Phase I) 

• Exhibit II, Phase I Ouestionnaire, Section B 
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Table 6.2 <Cont.) 

Perceived Job Characteristics <ACTUAL) Scale Verification 

Paired r, Job 
Job Characteristics Mean Std. Dev. Item r= Sat. 

B. Phase II: 

0 1 Job variety 5.90 1.25 .31 
Q 2 No. challenges 5.71 1.38 .34 

VARIETY 5.80 1.16 .57 .37 

0 3 Without supvn. 6.17 1.13 .28 
0 4 Control work 5.53 1.61 .26 

AUTONOMY 5.85 1.19 .48 .31 

0 5 Complete task 5.70 1.30 .21 
0 6 Task alone 5.40 1.34 .09 

TASKID 5.55 1.10 .40 .18 

0 7 Sup'vsr's FB 3.74 1.79 .25 
0 8 Work itself FB 4.58 1.73 .15 

FEEDBK 4.16 1.27 .04 .28 

0 9 People inside 4.88 1.88 .02 
010 People outside 4.57 1.93 .15 

CONTACTS 4.73 1.38 .05 .11 

ACTUAL <Q1-Q10) 5.22 0.70 .43 
ACTCQRE <01-08) 5.34 0.75 .45 

N = 811 <Phase II) 

» Exhibit IV, Phase II Quéstionnaire, Section B 
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people outside the company you deal with..." <Q10, Table 

6.2). 

As shown in Table 6.2 <A and B), both of these items 

have a low or even negative relationship to Job satisfac-

tion. This is due to the low satisfaction with inside 

contacts. Outside contacts are uncorrelated with Job 

Satisfaction in the Phase I study and positively corre-

lated in the Phase II where the all-marketer sample is 

influenced by a large share of salespersons (27%) who 

regard outside contacts optimistically as an important 

object of their Jobs. 

Since the Job characteristics dimensions are each 

represented by two items, the inter-item correlation is 

shown in Table 6.2 for each pair. The item pairs for the 

constructs, "Job variety," "task identity" and "autonomy" 

are all strongly correlated <r=.40 to .57). 

The "feedback" item pair does not correlate (r=.04) 

due to the difference in means between the feedback from 

supervisors vs. feedback from the Job itself. However, 

both items provide significant correlations to Job Satis-

faction, indicating their value to the overall description 

of environment. 

The items measuring contacts "inside" and "outside" 

of the firm (Exhibits II & IV, Section B) indicated that 

the Phase I sample associated inside contacts with Job 

dissatisfaction (Table 6.2A). As expected, the Phase II 

<marketer) sample was less negative to inside contacts and 

associated outside contacts with Job Satisfaction <TabIe 

6.2B, r=.15). 

When all Job characteristics are summed into the 

composite indicator called "Actual" they correlate 

positively with Job Satisfaction as predicted <TabIes 6.2A 

and 6.2B: Phase I r = .33; Phase II r = .43). 

These measures of perceived Job environment provide a 

foundation for other constructs used later on in the 
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research. The concepts of Preferred Job Characteristics 

<"Ideal") and of Global Incongruity both include Perceived 

Job Characteristics <"ActuaI") as a base. 

Global Inconqruitv <CNG) 

Global Incongruity is a direct measure of the "fit" 

of the individual marketer to his or her perceived work 

environment. The method of operationalization treats 

Global Incongruity as a positive or negative preference 

with regard to the Perceived Job Characteristics which the 

individual currently experiences. 

The following question is asked for each perceived 

Job characteristic: "would you prefer more, prefer less, 

or is your current experience about right for you?" 

<Ouestionnaires: Exhibits II and IV, section C. , Job 

Characteristics). The response to the Global Incongruity 

questions is made on a 7-point scale centered at "0" 

("It's about right"). 

The mean Global Incongruity measure for all marketers 

sampled in Phase II is *0. 60. It ranges from -1.48 to 

•»•2.80 (Table 6.3). The average positive value of .60 

indicates that marketers would like somewhat more of these 

Job characteristics than they now experience. 

Global Incongruity represents a departure from a 

"perfect" work environment, as the individual perceives 

it. Therefore it should (and does) relate negatively to 

both Job and Career Satisfaction (r= -.36; r= -.26). It 

relates positively to the intention to seek a new Job or 

career <r=.34; r=.26). It also correlates positively 

<r=.28) to the presence of stress as measured by the Scale 

of Conflict and Ambiguity <Rizo, et al. , 1970). 

The Global Incongruity measure as used in Phase II 

behaves as expected in all respects. The next scale to be 

verified is the measure of preferred, or global ideal work 

environment <"IdeaI"). 
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Table 6. 3 

Global Incongruity Scale Verification 

Items and Factors Mean Std. Dev. Range 

N = 811 (Phase II) 

A. Global Inconqruity Item • 

0 1 Variety 1 0.84 1.16 

0 2 Variety 2 0.85 1.21 

O 3 Autonomy 1 0.51 1.07 

0 4 Autonomy 2 0.77 1.06 

0 5 Task ID 1 0.53 0. 59 

0 6 Task ID 2 0.18 0.93 

O 7 Feed BK 1 (supv'sr) 1.09 1.18 

0 7 Feed BK 2 (Job) 0.79 1.06 

0 9 Contacts 1 (inside) 0.05 1.18 

-3. 0 to -»-3. 0 

-2. 0 

-2.0 

-3.0 

-3. 0 

•^3. 0 

3 . 0 

3 . 0 

3 . 0 

3 . 0 

•^3. 0 

•^3. 0 

•^3. 0 

• •3 . 0 

•^3. 0 

•^3.0 

•••3. 0 

-3.0 •̂ 3. 0 010 Contacts 2 (outside) 0.41 1.12 

Global Incongruity 
(average of 10 items) 0.60 0.57 -1.5 to -^2. 8 

» 01-010, Exhibit IV, Phase II Questionnaire, Section C 

B. Related Factors (to CNG): 

Job Satisfaction 

Career Satisfaction 

Intent to Change Job 

Intent to Change Career 

Conflict & Ambiguity 

r = p> = 

- . 3 6 

- . 2 6 

. 3 4 

. 2 6 

. 2 8 

. 00 

. 0 0 

. 0 0 

. 00 

. 00 
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Preferred Work Environment--GIobaI 
Ideal ("Ideal") 

The concept of the preferred work environment, or 

Global Ideal was developed and tested in Phase I to 

provide dependent variable with which to detect the 

influence of Entrepreneurial Spirit on marketer Job 

characteristics preferences. The research hypotheses 

suggest that marketers who possess entrepreneurial 

"spirit" will prefer more of the core Job characteristics 

(variety, autonomy, task identity, and feedback) in their 

work environments than marketers with low entrepreneurial 

"spirit." 

It is also suggested that persons high in entrepren-

eurial "spirit" will be more receptive to interfacing with 

people outside the boundaries of their own organizations. 

Thus, Entrepreneurial Spirit is expected to relate posi-

tively to the measures of the "ideal" (preferred) work 

environment. 

As discussed previously, Global Ideal is the arith-

metic sum of the constructs, Perceived Job Characteris-

tics, plus Global Congruity. That is, the individual's 

"ideal" Job characteristic level is the current "per-

ceived" level, plus or minus the increase or decrease 

(incongruity) in that characteristic which the individual 

might desire. 

Phase II survey findings indicate that marketers tend 

to prefer high "ideal" levels of all the "core" charac-

teristics <TabIe 6.4). However they prefer to receive 

feedback on their Job performance more from the work 

itself than from supervisors. There are also interesting 

differences between salespersons, market researchers and 

product managers concerning their views of an "ideal" work 

environment. 

These differences are particularly interesting when 

"actual" and "ideal" levels of work characteristics are 
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Table 6.4 

Preferred Work Environment, Global Ideal (IDEAL) 
Total, AII Marketers 

IDEAL Variables Mean Std. Dev. Range 

6. 73 
6. 56 

1. 30 
1. 39 

1. 0 to 10. 0 
1.0 10.0 

6. 68 
6. 29 

1. 23 
1. 48 

1. 0 
0. 0 

10. 0 
10. 0 

6.22 
5. 58 

1. 23 
1. 56 

1.0 
1.0 

10.0 
10.0 

IVl Work variety 
IV2 Challenges 

VARIETY 6.65 1.15 1.0 10.0 

lAl From supervisor 
IA2 Work pace 

AUTONOMY 6.49 1.14 1.5 10.0 

ITl Finish task 
IT2 Work alone 

TASK ID 5.90 1.17 1.0 10.0 

IFl From supervisor 
IF2 From work 

FEEDBACK 5.10 1.24 -1.0 9.5 

ICl Inside co. 
IC2 Outside co. 

CONTACTS 4.96 1.54 -1.0 to 10.0 

IDEAL (Average) 5.82 0.70 3.2 to 8.8 

N = 811 (Phase II) 

4. 83 
5. 37 

1. 70 
1.74 

-1.0 
-1.0 

10. 0 
10. 0 

4.93 
4. 98 

2.08 
2.05 

-2.0 
-2. 0 

10.0 
10.0 



211 

compared directly. The difference <incongruity) repre-

sents the amount of change desired. However, the levels 

of "actual" (perceived) and "ideal" (preferred) work 

characteristics are noteworthy themselves. Marketer 

occupational group differences will be reported in the 

next section. 

Marketer Differences. Levels of "actual" 
vs. "ideal" Work Characteristics 

The comparative mean levels of "actual" (perceived) 

versus "ideal" (preferred) work characteristics by 

marketer type are shown in Table 6.5. There are differen-

ces (incongruities) of interest both by dimension and by 

marketer type. These incongruities are shown separately 

in Table 6.6 for ease in comparing the occupational 

groups. The two types of comparisons (between work 

dimensions and marketer type) will be discussed in-

dividually in order to provide the most useful information 

for management actions related to Job characteristics by 

occupation. 

Varietv. The research indicates that all three of 

the marketing professions studied already experience a 

great deal of variety and challenge in their work. Each 

would also like to have significantly more variety and 

challenge. It is interesting that the market researchers 

currently experience a lower general variety (mean = 5.71) 

and challenge (5.44) level than sales people (6.21, 6.21) 

or product managers (6.16, 5.97). One would expect that 

researchers would find more intellectual variety and 

challenge in their work, but this does not seem to be the 

case. 

Researchers also express greater "incongruity" with 

respect to variety. They report an "ideal" level nearly a 

full rating point higher than their perceived variety 

level <"ideal" = 6.53 vs. "actual" = 5.57). Of the three 
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Table 6.5 

ACTUAL versus IDEAL Work Environment by Salespersons, 
Market Researchers, & Product Managers 

Sales Mkt. Res. Prod Mgt. 

Variables ACT. IDL. ACT. IDL. ACT. IDL. 

Work variety 6.21 6.90 5.71 6.63 6.16 6.90 
Challenges 6.21 6.80 5.44 6.43 5.97 6.68 

VARIETY 6.21 6.85 5.57 6.53 6.06 6.79 

From supervisor 6.51 6.92 6.00 6.53 6.28 6.93 
Work pace 6.23 6.76 5.17 6.05 5.74 6.52 

AUTONOMY 6.37 6.84 5.58 6.29 6.01 6.73 

Finish task 5.93 6.37 5.63 6.18 5.48 6.08 
Work alone 5.67 5.87 5.36 5.58 4.93 4.90» 

TASK ID 5.80 6.12 5.49 5.88 5.21 5.49 

From supervisor 3.72 4.73 3.79 4.92 3.55 4.59 

From work 4.78 5.39 4.45 5.35 4.80 5.48 

FEEDBACK 4.25 5.06 4.12 5.13 4.17 5.04 

Inside co. 4.33 4.21» 5.02 5.15 5.43 5. 48^ 

Outside co. 5.45 5.73 4.09 4.56 5.10 5.46 
CONTACTS 4.89 4.97* 4.56 4.86 5.26 5.47 

Average mean 5.50 5.97 5.06 5.74 5.34 5.90 
Std. Dev. 0.62 0.73 0.71 0.68 0.58 0.61 

Phase II <N=) <222) <222) <498) <498) <91) <91) 

* Differences insignificant at p>=.05 
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Mean Global Incongruity by Marketer Type 
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Incongruity Dimension 
P>F 

SALES MR PM 

CVl Work variety 
CV2 Challenges 

VARIETY 

. 69 

. 59 

. 64 

. 91 

. 99 

. 96 

. 74 

. 71 

. 73 

3.43 .03 
9. 27 . 00 

7.51 .00 

CAl From supervisor 
CA2 Work pace 

AUTONOMY 

41 
53 

46 

. 53 

. 87 

.70 

.65 

. 78 

. 71 

1.81 
8. 36 

. 16 

. 00 

5. 56 .00 

CTl Finish task 
CT2 Work alone 

TASK IDENTITY 

CFl From supervisor 
CF2 From work 

. 44 

. 19 

. 32 

1.01 
. 61 

. 55 

. 22 

. 39 

1. 12 
. 88 

. 59 
-. 03» 

. 28 

1.04 
. 68 

1. 45 
2. 89 

1. 10 

. 80 
6. 16 

. 24 

. 06 

. 33 

. 45 

. 00 

FEEDBACK . 81 1. 01 .86 4.12 .01 

CCl Inside co. 
CC2 Outside co. 

CONTACTS 

12» 
29 

09» 

. 12 

.48 

. 30 

. 05» 

. 36 

. 21 

3. 28 
2.25 

4. 23 

.03 

. 11 

. 01 

INCONGRUITY (avg.) .46 .67 .55 
INCONGRUITY (std. dev.) .60 .56 .52 

10.62 .00 

<N=) <222) <498) <91) 

Hote: Ho Mean=0 is rejected at p>=.05 for all incongru-
ities shown, except as asterisked <•). F values refer to 
differences across marketer groups. 
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groups, market researchers stand out as needing more 

variety and challenge in their work. 

Autonomy. As one might expect, sales people current-

ly experience the highest degree of "actual" autonomy in 

theirwork (mean = 6.37 CSLS] vs.. 5.58 CMR], 6.01 CPM]). 

Sales people would like even more autonomy but their 

"incongruity" is less than that of market researchers or 

product managers.Both researchers and product managers 

want considerably more autonomy in controlling their work 

pace (incongruity = .70 CMR], .71 CPM], Table 6.6). 

Although these incongruity scores are the same for market 

researchers and product managers, the researchers finish 

with a lower "ideal" autonomy level when compared to 

product managers <6.29 CMR] vs.. 6.73 CPM], Table 6.5). 

Task identitv. Perceived <"actual") task identity 

scores are lower than those shown for either variety or 

autonomy. Again, sales people seem to enjoy the greatest 

task identity, both in terms of being able to work on a 

task "from start to finish" and the opportunity to work on 

a task "by yourself." This is not surprising, considering 

the salesperson's Job to create a specific exchange is 

generally expected to be a "solo" effort. 

The product manager is the most interesting of the 

three groups with regard to the task identity. Product 

managers rate their "actual" opportunity to work on a task 

alone rather low <4.93, Table 6.5). Furthermore, they 

experience no incongruity at that level (-.03, Table 6.6). 

This may be better understood when one considers that the 

product manager is required to co-ordinate diverse teams 

of functional specialists in the course of his normal 

work. The product manager's Job is not a "solo" task and 

this is reflected in the research findings. 

Feedback on performance. The scores for "actual" or 

perceived feedback on performance are the lowest of any of 

the five work characteristics measured (Table 6.5). There 
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is also considerable positive incongruity expressed by all 

three marketer groups, particularly in the case of perfor-

mance feedback from the supervisor (Table 6.6). Each 

occupational group sampled desires a full scale point more 

feedback from supervisors. 

All three marketer groups indicate that they already 

receive feedback more from the work itself than from 

supervisors. The "ideal" (perceived) levels desired 

indicate that all groups studied would prefer to receive 

more performance feedback from the work itself than from 

supervisors (Table 6.5). 

This might seem incongruous since all three groups 

also want increased feedback from their supervisors as 

well. However, one might interpret this to mean that 

marketers receive inadequate performance feedback from 

supervisors. They apparently believe that they should 

receive more feedback from supervisors, but they prefer 

performance feedback from the work itself, perhaps because 

they consider this source to be more objective than the 

supervisor. 

Contacts. Contacts, or the number of people one must 

deal with to perform one's work produces different 

findings depending upon whether the contacts are inside or 

outside of the company. 

Both product managers and market researchers exper-

ience a considerable number of inside contacts within the 

company in the course of their normal Job activities 

("actual" = 5.43 CPM], 5.02 CMR], Table 6.5). Both are 

satisfied with their current levels of inside contacts and 

both express little or no incongruity <.12 CMR], 05 CPM], 

Table 6.6). However, sales people are quite different in 

this regard. They experience many fewer inside contacts 

<"actual" = 4.33) and they would prefer the same amount or 

even less <"ideal" = 4.21). 
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This apparently indicates a higher tolerance for 

"inside" contacts among marketing researchers and product 

managers than among sales people. Such a finding is not 

too surprising since the former are staff positions which 

involve considerable internal co-ordination or direction 

or both. 

By contrast, sales people apparently see much less 

importance in numerous internal contacts. Perhaps greater 

numbers of internal contacts are even viewed as impedi-

ments by sales people who value autonomy so highly 

("ideal" autonomy = 6.84). 

Contacts "outside" of the company are also viewed 

differently by the three groups. AII three are unanimous 

in wanting more outside contacts (note incongruity, Table 

6.6). But, market researchers actually prefer a greater 

degree of "inside" than "outside" contacts ("ideal" inside 

= 5.15; "ideal" outside = 4.56). Product managers, on the 

other hand, are quite satisfied with the same ideal levels 

of inside and outside contacts (5.48 and 5.46). 

Meanwhile, sales people would prefer many more 

outside contacts than inside ones (5.73 outside; 4.21 

inside). This makes sense since their primary occupation-

al mission is to sell goods and services to customers 

outside their organziations. 

Next the findings of this section will be viewed 

briefly as summarized by occupational group. 

Salespersons. Sales people report the highest 

average scores of the three occupational groups for seven 

out of the ten perceived ("actual") work characteristics 

measured. They also report the highest average preferred 

("ideal") scores for six of the ten variables measured. 

Finally they indicate the lowest overall incongruity score 

<.46, Table 6.6) when all characteristics are averaged. 

The only areas in which sales people report less than 

highest "actual" scores are <1) feedback from the 
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supervisor, <2) feedback from the work itself, and (3) 

number of contacts inside the company. No particular 

significance can be attached to the first two differences, 

but the third (inside contacts) indicates a need on the 

part of salespeople to minimize contacts within the 

organization. Perhaps inside contacts are seen as inter-

fering with the salespersons' ability to conduct their 

"outside" contact sales tasks. 

Market researchers. Market researchers report the 

highest overall global incongruity in their work (.67, 

Table 6.6). They rank highest of the three groups in 

"actual" and "ideal" ratings for Just one variable and 

that is "feedback from the supervisor" (Table 6.5). 

Market researchers have the highest incongruity 

scores for seven of the ten variables (Table 6.6). This 

suggests considerable unhappiness and discontent within 

the marketing research profession. 

These incongruities are most pronounced in the areas 

of work variety, autonomy in the control of work pace, 

feedback in performance and the desire for a greater 

number of outside contacts (Table 6.6). 

It would seem that marketing management could make 

beneficial alterations in marketing research Jobs which 

might make these positions more rewarding to the occupants 

and perhaps more productive for the firm. 

Product manaqers. Product managers appear to fall 

between the sales people and market researchers with 

respect to most of the work characteristics measurements. 

They have the highest "ideal" score for work variety <same 

as sales) and the highest "ideal" score for work without 

supervision autonomy. They also have the least interest 

in working on their tasks alone <TabIe 6.5). 

On balance, the product manager seems rather satis-

fied and quite well adjusted. Areas of sensitivity for 

product managers include the need to work without 
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supervision, the ability to work on a task from start to 

finish and the desire to work with other people both 

inside and outside of the company to get the Job done. 

In summary, the research revealed substantial dif-

ferences between marketer groups related to "actual" and 

"ideal" work characteristics as well as "incongruity." 

These differences underscore the need to study marketing 

occupations separately and not to rely upon measurements 

made in the sales arena to represent the entire marketing 

profession. 

Satisfaction with Job and Career 

Measures of both Job and Career Satisfaction were 

included in Phase II <Exhibit IV, Section E) to provide 

dependent variables with which to test hypotheses concern-

ing the effects of person-role congruence. Incongruity 

was hypothesized to influence negatively the individual's 

level of satisfaction <happiness) in his or her work. 

Job Satisfaction <JS). Job Satisfaction is measured 

by a five item scale adapted from the Minnesota Satisfac-

tion Ouestionnaire <Weis8, Dawis, England and Lofquist, 

1967, 1977). The items represent an individual's satis-

faction with work associates, leadership, future pros-

pects, pay and general satisfaction with the Job. 

The Job Satisfaction scale has an acceptable relia-

bility of alpha=.78 <TabIe 6.7A). Verification checks 

indicate that it correlates positively with Organizational 

Commitment <r=.70) and negatively with Intention to Change 

Jobs <r= -.60). Both of these relationships have been 

found previously and were as predicted. 

Career Satisfaction <CS). Career satisfaction is 

measured with a six item scale also based upon the MSQ, 

but emphasizing the more intrinsic, enduring satisfactions 

of the work environment related to one's career. The 

career satisfactions measured include the chance for 
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Table 6.7 

Satisfaction With Job <JS) and Career (CS) 
Scale Verification 

Scales and Criteria Properties 

A. Job Satisfaction (JS) 

1. Number of items 5 

2. Alpha reliability .78 

3. Validatinq correlations (r=) 

a. Global Incongruity -.36 

b. Job Incongruity (CNGJ) -.46 

c. Organizational Commitment . 70 

d. Intent to Change Job -.60 

N = 811 

B. Career Satisfaction (CS) 

1. Number of items 8 

2. Alpha reliability .9® 

3. Validatinq correlations (r=) 

a. Global Incongruity -.26 

b. Career Incongruity (CNGC) -.16 

c. Career Commitment . 55 

d. Intent to Change Career -.45 

N = 811 
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personal growth and achievement, personal recognition, 

pleasure and happiness (in the career), the chance to 

perform good works for others, prospects for future 

earnings, and general career satisfaction. 

The Career Satisfaction scale has an alpha reliabil-

ity level of .90 and relates as expected to other con-

structs (Table 6.7B). It correlates negatively to Career 

Incongruity (CNGC) r= -.16, positively to Career Commit-

ment, r=.55 and negatively to Intention to Change Career, 

r=-.45. Thus, both the Job Satisfaction and Career Satis-

faction measures are verified for hypothesis test use. 

Commitment to Orqanization (OCQ) 
and to Career (CMTC) 

A major emphasis in Phase II hypothesis testing deals 

with the effects of person-role congruence on the indivi-

dual's commitment to the firm and to his or her career. It 

is hypothesized that person-role congruence with Job or 

career factors will positively influence a person's 

willingness to commit to the organization or the career 

(Figure 3.2, H6-H9). 

Orqanizational Commitment (OCQ). The scale used in 

Phase II to measure organizational commitment is the well-

tested Organizational Commitment Ouestionnaire (OCO) deve-

loped by Mowday, Steers and Porter (1979). The entire 

scale was employed, although one item was discarded due to 

respondent inconsistency mistakes in answering. 

The Organizational Commitment Ouestionnaire (with 14 

items) provided high reliability with an alpha coefficient 

of .92 (Table 6.8). It also relates to other attitudinal 

constructs as expected. For example, it correlates posit-

ively with Job Satisfaction <r=.70) and negatively with 

the Intent to Change Jobs <r= -.63). 

Career Commitment <CMTC). The Career Commitment 

scale was adapted during Phase I and verified in 
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Table 6.8 

Commitment to Organization and to Career 
Scale Verification 

Scales and Criteria Properties 

A. Orqanizational Commitment (OCQ) 

1. Number of items 14 

2. Alpha reliability .92 

3. Validatinq correlations (r=) 

a. Job Incongruity -.45 

b. Job Satisfaction .70 

c. Intent to Change Job -.63 

d. "Bridge" Item (career vs. firm) 

N = 811 

28 

5 

B. Career Commitment (CMTC) 

1. Number of items 

2. Alpha reliability -84 

3. Validatino correlations (r=) 

a. Career Incongruity "• l^ 

b. Career Satisfaction • ̂ ® 

c. Intent to Change Career -.34 

d. "Bridge" Item (career vs.. firm) .22 

N = 811 
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Phase II. It is based upon the commitment principle 

of"identification" and "desire to remain" (with the 

organization). In this case the identification and 

desire to remain refer to career as opposed to organiza-

tion. The scale contains five items and has an alpha 

reliability coefficient of .64 (Table 6.8). It relates 

positively as expected to Career Satisfaction, r=.60 and 

negatively to the Intent to Change Careers, r= -.34. 

Career Commitment correlates as expected with exogenous 

variables shown in Table 6.8. 

Commitment to career vs. company ("bridqe"). A 

question was asked to directly address the issue of 

whether an individual felt more loyalty to his or her 

career or company. It aims to "bridge" the gap between 

the two "commitments" to determine which is stronger. The 

item (0.21, Exhibit IV, Section F) was worded as follows: 

"I am more deeply committed to my career than to any 

particular company." While the "Bridge" question is not a 

conclusive indicator, it does relate to other variables as 

expected. It correlates negatively with Organizational 

Commitment (r=-.28) and positively with Career Commitment 

(r = .22). 

Marketer Differences in Mean Levels 
of Satisfaction and Commitment 
bv Occupation 

The research indicates that salespersons, market 

researchers and product managers differ meaningfully in 

their levels of satisfaction and commitment both with 

regard to their current Jobs and their careers. The 

occupational comparisons are shown in Table 6.9. 

Salespersons. Sales people rank "number one" (or are 

tied for highest rating) in each of the four satisfaction 

and commitment categories measured. As a group, sales-

persons are happier in their work and careers and more 
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Table 6.9 

Comparative Mean Levels of Satisfaction and Commitment 
by Occupation 

Construct TOTAL SALES MR PM P> 

Job 4.74 
Satisfaction 

Organizational 4. 89 
Commitment 

Career 5. 15 
Satisfaction 

5.21 4. 53 

5. 51 

5.61 

Career 
Commitment 

4. 61 5. 06 

4. 71 

4 . 6 1 

4 . 9 4 

4 . 3 6 

4. 93 

5. 22 

4. 92 

22.6 .00 

46.8 .00 

24.5 .00 

39.6 .00 

Note that connected, boxed numbers above are not signif-
icantly different (Waller-Duncan K-Ratio T Test, Duncan's 
Multiple Range Test). 
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committed to their work and careers than either market 

researchers or product managers. 

Market researchers. In sharp contrast to sales 

peopie, market researchers are the least happy and com-

mitted in their work of the three marketing occupations 

studied. The Phase II research measurements for each 

satisfaction and commitment construct finds market resear-

chers with the lowest scale ratings (Table 6.9). This is 

very likely related to the low market researcher ratings 

in six of the ten work characteristic "actual" and "ideal" 

categories discussed previously (variety, autonomy, 

feedback from work itself and contacts outside the 

company, Table 6.5). 

Product manaqers. Product managers fall within the 

mid range of satisfaction and commitment between sales 

people and market researchers. They are not significantly 

different from market researchers with regard to Job 

satisfaction. Product managers are closer to sales people 

with respect to career commitment ratings. 

The group differences found between the three 

marketer groups studied are pronounced with regard to 

their perceived and preferred work characteristics as well 

as their satisfaction and commitment to their organiza-

tions and careers. It should be noted that these dif-

ferences suggest that future research in this field be 

conducted on separate representative samples of each 

marketing occupation. 

Conqruence With Job and Career 

Testing the effects of person-role congruence on Job 

and Career Satisfaction and on Organizational and Career 

Commitment requires a distinction between the "objects" of 

Job and career. This is done by indicating the source of 

the incongruity through a variable called "Else" (Exhibit 

IV, Section D: "available elsewhere"). 
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The Job and Career Incongruity scales each contain 

ten items derived from the original Perceived Job 

Characteristics scale. The derivation of the two incon-

gruity scales is shown below: 

IDEAL = ACTUAL -̂  CNG 

CNGJ = <CNG) X ELSE <"Yes" = 7) 

CNGC = <CNG) X ELSE ("Yes" = 1) 

This method does apportion incongruity between Job 

and career using a minimum number of items. The Phase II 

measurement of Job Incongruity and Career Incongruity 

appears to perform as intended. Table 6. 10 shows a 

summary of the properties of each scale. Both Job and 

Career Incongruity also correlate strongly and postitively 

with Global Incongruity. 

There is a high negative correlation (-.70) between 

Job Incongruity and "Else" (Job characteristic "available 

elsewhere") indicating that the incongruence should be 

directed to "Job" as opposed to "career. " There is 

virtually no correlation between Career Incongruity and 

"Else." This indicates that incongruity should be allo-

cated to career. 

Other verifying relationships indicate that Job 

Incongruity and Career Incongruity both relate to other 

variables as expected. For example, Job Incongruity 

correlates with the stress measure, Role Conflict and 

Ambiguity, r=.33. It also relates positively to the 

Intent to Change Jobs, r=.44. 

Verifying relationships for Career Incongruity are 

also significant, but at a much lower level than Job 

Incongruity. The correlation with Role Conflict and 

Ambiguity is moderate at r=.23, but the relationship with 

Intent to Change Careers is only .16. This relationship 

is significant <p>=.00) and the lower level is understan-

dable when one considers that career changes are more 

serious events than Job changes. A career change does 
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Table 6.10 

Congruence with Job <CNGJ) and Career <CNGC) 
Scale Verification 

Scales and Criteria Properties 

A. Job Inconqruity (CNGJ) 

1. Number of items 10 

2. Reliability .83 

3. Validatinq correlations (r=) 

a. Global Incongruity . 80 

b. Available Elsewhere -.70 

c. Conflict and Ambiguity . 33 

d. Intent to Change Job . 44 

N = 811 

10 

B. Career Inconoruitv (CNGC) 

1. Number of items 

2. Reliabliity •'72 

3. Validatinq correlations (r=) 

a. Global Incongruity • 61 

b. Available Elsewhere .01 

c. Conflict and Ambiguity .23 

d. Intent to Change Career 

N = 811 

16 
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involve response to environmental incongruities, but many 

other factors such as labor supply and demand, specific 

training, age, and personal interests must weigh more 

heavily. 

Conflict and Ambiouitv (CAMBY) 

The Rizzo, House, Lirtzman (1970) scale of Conflict 

and Ambiguity was used in reduced size (from 14 to 7 

items) during Phase II to provide a general measure of 

stress. The scale has an alpha reliability of .67 and 

relates to other constructs in the study as predicted 

(Table 6.11). Both Job and Career Satisfaction and Job 

and Career Commitment correlate negatively to the presence 

of stress. Positive relationships are also found with 

each of the Incongruity measures <"Global," Career, and 

Job) and with Intent to Change Job or Career. 

The next section will focus on the results of the 

hypothesis tests. The first focus will be upon hypotheses 

H1-H5 which concern the relationships between entrepren-

eurial personality and marketers' "ideal" work environ-

ment. 

Tests: Hvpotheses H1-H5. Entrepreneurial 
Spirit Related to Work Preferences 

Personalitv Trait Obiectives 

The objective of this section was to test a new 

personality measure called "Entrepreneurial Spirit" for 

use in identifying personal characteristics of help to 

marketers in facing the demands of their "boundary-

spanning" Jobs. 

The first portion of this research objective was 

attained during Phase I of the research with the initial 

development of the Scale of Entrepreneurial Spirit. ET 

Spirit is a fifteen-item scale of two main dimensions 

with an alpha reliability coefficient of .78 <Phase I). 
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Table 6. 11 

Conflict and Ambiguity <CAMBY) 
Scale Verification 

Scale Criteria Properties 

1. Number of items 7 

2. Alpha reliability .67 

3. Validatinq correlations (r=) 

a. Core Job Characteristics -.39 

b. Self-reported Stress .20 

c. Global Incongruity • 28 

d. Job Satisfaction -.43 

e. Career Satisfaction -.30 

f. Job Incongruity •33 

g. Career Incongruity •23 

h. Organizational Commitment -.43 

i. Career Commitment -.26 

J. Intent to Change Job . 30 

k. Intent to Change Career -21 

N = 811 
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A. General Relationship 

1. Correlation 

ET 
SPIRIT 

r = 35 

i> = 00 

IDEAL 

2. Reqression 

Intercept 3. 88 t = 21.31 p>t = .00 

B. 0. 52 t = 10. 73 p>t = .00 

. 12 

n = 811 (Phase II) 

3. Entrepreneurial Spirit (ET SPIRIT) : 
Preferred Work Characteristics (IDEAL) 

Entrepreneurial spirit, as measured by the Scale 
of Entrepreneurial Spirit has a positive rela 
tionship to the preferred level of work environ-
ment characterists (r=.35). These work charac-
teristics include work variety, autonomy, task 
identity, feedback and number of contacts with 
other people. 

Figure 6.1 

Model of Entrepreneurial Spirit Related to Marketer 
Preferred Work Characteristics (IDEAL) 
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r = (> = 

VARIETY 

AUTMY 

ET 
SPIRIT TASKID 

FEEDBK 

CNTCTS 

Variety 

IVl 
IV2 

Autonomy 

lAl 
IA2 

Task ID 

ITl 
IT2 

. 35 

.27 

. 32 

. 30 

. 26 

. 24 

.07 

. 06 

. 06 

. 00 

. 00 

. 00 

. 00 

. 00 

. 00 

.04 

. 08 

. 10 

Feedback . 08 

IFl -.06 
If2 .17 

Contacts .12 

ICl 
IC2 

.04 

. 26 

. 02 

. 12 

. 00 

. 00 

.22 

. 00 

N = 811 

Figure 6.1 (Cont.) 

Model of Entrepreneurial Spirit Related to Marketer 
Preferred Work Characteristics (IDEAL) 
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The second portion of the objective was to test the 

Scale of Entrepreneurial Spirit with a sample of marketers 

to determine whether or not the work environment preferen-

ces of marketers reflect the "spirit" of enterprise which 

is characteristic of entrepreneurs. This "spirit" 

involves the need to achieve, to innovate, and to be 

independent. It also incorporates the ability to cross 

boundaries beyond the borders of one's own organization, 

representing it in the marketplace and with other entities 

and the public. 

Hypotheses Hl through H5 <Figure 3.2) test the 

association between Entrepreneurial Spirit and marketers' 

Preferred Job Characteristics. The null hypotheses state 

that there is no association whatsoever. 

The general model of the relationships hypothesized 

in Hl through H5 is shown in Figure 6. 1, Part A. The 

relationship of the Entrepreneurial Spirit Scale and the 

summate of the Preferred Job Characteristics Scale for all 

marketers sampled is a Pearson correlation coefficient of 

r=.35, p>=.00. This correlation supports the general 

proposition that Entrepreneurial Spirit and marketer work 

environment preferences are related. The tests for 

specific hypotheses are now examined individually. 

Test for Hvpothesis Hl 

Hl Persons high in Entrepreneurial Spirit will 

desire more varietv in their Jobs. 

AII marketers. Marketers clearly perceive that they 

currently experience a great deal of variety and challenge 

in their Jobs. Furthermore, they desire even more variety 

than they now have, and their "Ideal" variety level 

correlates strongly with their Entrepreneurial Spirit 

scale score, <r=.35, Table 6.12). Hypothesis Hl is thus 

supported. 
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Table 6.12 

Test Data For Hypotheses H1-H5 
AII Respondents 

Means Corr. : 
IDEAL, 
Job Characteristics ACTUAL IDEAL SPIRIT P>= 

1. Varietv 

Job variety 5.90 6.73 .27 .00 
No. challenges 5.71 6.56 .32 .00 

VARIETY 5.80 6.65 .35 .00 

2. Autonomv 

Without supervision 6.17 6.68 .26 .00 
Control own work 5.53 6.29 .24 .00 

AUTONOMY 5.85 6.49 .30 .00 

3. Task Identitv 

Complete task 5.70 6.22 .06 .08 
Do task alone 5.40 5.58 .06 .10 

TASK ID 5.55 5.90 .07 .04 

4. Feedback 

Supervisor FB 

FEED BK 

5. Contacts 

<N=) 

3.74 4.83 -.06 .12 
Work itself FB 4.58 5.37 .17 .00 

4.16 5.10 .08 .02 

People, inside 4.88 4.93* 
People, outside 4.57 4.98 

CQNTACTS 4.73 4.96 

6. Scale Average 5.22 5.82 

• Difference insignificant at p> = .01. 

. 04 

. 26 

. 20 

. 35 

. 22 

. 00 

. 00 

. 0 0 

<811) (811) (811) 
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It is of interest that marketers do feel that they 

have a great deal of variety in their Jobs. Their mean 

response to the "Variety" dimension of the Perceived Job 

Characteristics scale is 5.8 on a scale of 1 to 7 (Table 

6.12). HoIIand would note that this fact reflects the 

nature of the marketers' personalities. His theory of 

vocational choice holds that "people search for environ-

ments that will let them exercise their skills and 

abilities, express their attitudes and values, and take on 

agreeable problems and roles" <HoIland, 1973, p.4). 

Futhermore, whatever Job incongruity they do feel, is 

positive. This indicates that they desire even more 

variety. The result of the sum of the two constructs, 

Perceived Job Characteristics and Global Incongruity is 

Preferred Job Characteristics <"IdeaI"). The "Ideal" 

score sums up the marketer's Job environment response. It 

is this construct which correlates with Entrepreneurial 

Spirit <r=.35) to support the Hypothesis Hl. 

Bv marketer tvpe. Hypothesis Hl is also supported in 

each of the study's three sub-samples as follows: sales-

persons <r=.30), market researchers <r=.33) and product 

managers <r=.38) <Table 6.13). 

Considering separately the two aspects of Job variety 

that were examined <"the amount of variety in the things-

you do in your Job," and "the number of challenges you 

face"), each of the three sample groups related Entrepren-

eurial Spirit most strongly to the number of challenaes 

faced. The product management group indicated the strong-

est relationship <r=.42) which may reflect that occupa-

tion's new enterprise development emphasis. 

Test for Hvpothesis H2 

H2 Persons high in Entrepreneurial Spirit will 

desire more autonomv in their Jobs. 
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Table 6. 13 

Test Data For Hypotheses H1-H5 
By Marketer Type 

Job Characteristics 

Correlation, IDEAL : SPIRIT 

TOTAL SALES MKT RES PM 

1. Variety 

Job variety 
No. challenges 

VARIETY 

27 
32 

35 

. 26 

.27 

. 30 

. 25 

. 30 

. 33 

. 20 

.42 

. 38 

2. Autonomv 

Without supervision 
Control own work 

AUTONOMY 

26 
24 

30 

. 13 

. 11» 

. 14 

. 26 

. 23 

. 29 

. 28 

. 16^ 

. 27 

3. Task Identitv 

Complete task 
Do task alone 

TASK ID 

. 06» 

. 06» 

.07 

. 05» 

. 05» 

. 06» 

05» .10» 
10 -.09» 

09 -. 00» 

4. Feedback 

Supervisor FB 
Work itself FB 

FEED BK 

06» 
17 

08 

.02» 

.21 

. 15 

07» -.01» 
14 .18» 

05» 13» 

5. Contacts 

People, inside 
People, outside 

CQNTACTS 

6. Scale Average 

<N=) 
<91) 

• Insignificant at p> = . 05. 

. 04» 

.26 

.20 

.35 

<811) 

-.02» 
.20 

. 12» 

.28 

<222) 

. 15 

.20 

.22 

.35 

<498) 

-.01» 
.20 

. 14» 

. 32 
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AII marketers. Marketers perceive that they have a 

high degree of autonomv in their Jobs and they desire 

even more <TabIe 6.12). Autonomy, particularly the oppor-

tunity to work without supervision is an entrepreneurial 

characteristic. The relationship of marketers' "Ideal" 

Job characteristic, autonomy, and their Entrepreneurial 

Spirit score is positive and significant <r=.30, p>=.00). 

This indicates support for Hypothesis H2. 

Bv marketer tvpe. Hypothesis H2 is also supported by 

positive correlations between "Ideal Autonomy" and ET 

Spirit in each of the three occupational categories 

studied; sales <r=.14, p>=.03), market research <r=.29) 

and product management <r=.27) <TabIe 6.13). Market 

researchers and product managers indicate strong correla-

tions while salespeople are much lower. 

The lower confirmation on the part of salespersons is 

incongruous with the independent image of this occupation. 

However, the sales respondents initially reported a very 

high level of perceived autonomy <mean = 6.37, the highest 

of the three categories, Table 6.5). On a scale of 1 to 7 

the salesperson score leaves very little room for variance 

at the upper end. This factor may have reduced the 

potential correlation with Preferred Job Characteristics 

("Ideal"). 

Test for Hvpothesis H3 

H3 Entrepreneurial Spirit is positively related 

to the individual's desire for task identitv 

in his or her work. 

AII marketers. Marketers feel they have considerable 

task identitv in their work currently, as indicated by 

the Perceived Job Characteristic mean of 5.55 <TabIe 

6.12). Their Preferred Job Characteristic <"IdeaI") 

scores suggest that they would like even more of this work 

characteristic <"IdeaI Task Identity mean = 5.90). 
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The relationship of marketers' task identity "Ideal" 

to Entrepreneurial Spirit is positive, but weak at r=.07, 

p>=.04 <TabIe 6.12). Hypothesis H3 is weakly supported 

overall. The weakness of the relationship to Entrepren-

eurial Spirit suggests that "task identity" as defined 

here may not be an important work environment discrimina-

tor for marketers. 

Task identity is measured in this study by two items: 

<1) "the opportunity to work on a task from start to 

finish," and <2) "the opportunity to work on a task by 

yourself." Both of these items are part of the Job 

Characteristics Inventory of Sims et al. <1976) "core 

dimensions" which were developed on samples of manufactur-

ing managers and nurses and confirmed with a sample of 

clerical workers. While the general relationship is 

supported as predicted, it is possible that a higher order 

of task identity items could be developed in the future 

which would tap the construct more effectively for 

marketers. 

Bv marketer tvpe. Neither the salesperson sample 

<r=.06, p>=.39), nor the product management sample <r=-

.00, p>.98) support the task identity hypothesis <TabIe 

6.13). The market research sample does support the 

proposition weakly, r=.09, p>.04. 

Test for Hvpothesis H4 

H4 Entrepreneurial Spirit is positively re-

ated to the receipt of feedback on the 

individual's performance. 

Considering the two sources of feedback measured, 

marketers do not feel that they receive a great deal of 

feedback on their performance from "supervisors" 

(Perceived Job Characteristics or "Actual" mean = 3.74) 

although they would like more ("Ideal" mean = 4.83, Table 

6.12). They receive somewhat more feedback from "the work 
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itself" <"ActuaI" mean = 4.58) and would like even more 

feedback from this source <"IdeaI" =5.37). 

Qverall, the relation of performance feedback to 

Entrepreneurial Spirit is positive as predicted, but very 

weak <r=.08, p>=.02 Table 6.12). Thus, Hypothesis H4 is 

weakly supported for the total marketer sample. 

However, it is important to note that the two JCI 

scale items used behave in opposite directions vis-a-vis 

"ET Spirit" to cause the weak relationship. In fact, 

feedback from the supervisor relates negatively to 

Entrepreneurial Spirit (r=-.06, p>=.12) while feedback 

from the work itself relates positively and significantly 

(r=.17, p>=.00). 

The opposite effects of these two items was unantici-

pated, but in retrospect it is easily explained. Entrep-

reneurs do not like supervision. In fact, they like to be 

the "boss" themselves and prefer as little evaluative 

feedback from other persons as possible. Thus, high 

Entrepreneurial Spirit may be accompanied by resentment of 

performance evaluation from other people, particularly 

supervisors. 

On the other hand, the expectation that entrepreneurs 

need feedback on their performance is still correct. This 

supposition is based on the theory that Entrepreneurial 

Spirit incorporates a strong need to achieve (McCIelIand's 

n-Ach). High achievement need requires feedback so that 

the individual can measure his or her own attainment. In 

this instance, the most acceptable feedback that the 

entrepreneur can obtain is from the work itself since this 

source is the most objective. 

Marketers have responded in this manner and the study 

indicates a positive correlation between Entrepreneurial 

Spirit and "feedback from the work itself" <r=.17, 

p>=.00). Thus, the feedback hypothesis <H4) is supported. 

Bv marketer tvpe. Salespersons and market resear-

chers support H4 with a positive relationship between 
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Entrepreneurial Spirit and "feedback from the Job it-

self; salespersons <r = .21, p> = .00), market researchers 

(r=.14, p>=.00). Product managers fail to support H4 

(r = .18, p> = .08; Table6.13). 

Each group reports an insignificantly low, or 

negative relationship with "feedback from supervisors" 

(Table 6.13). This was discussed above and seems consis-

tent with the nature of Entrepreneurial Spirit. 

Test for Hvpothesis H5 

H5 Entrepreneurial Spirit is positively relat-

ed to the individual's perceived ability 

to handle contacts outside of his or her 

own organization. 

The hypothesis that Entrepreneurial Spirit is posi-

tively related to the individual's perceived ability to 

handle contacts outside of his or her organization is 

supported by a positive correlation with the Preferred Job 

Characteristics item, persons dealt with outside the 

company <r = .26, p> = .00; Table 6.13). 

This is consistent with the thought that the entrep-

reneur is a "boundary-spanning" person who contacts "out-

siders" to represent the enterprise with the external en-

vironment. The individual's ability to withstand the 

stress of conflicts and uncertainties of boundary-spanning 

activity are hypothesized to be common to both the entre-

preneur and the marketer. This hypothesis is supported. 

The idea that contacts inside the company are also 

related to Entrepreneurial Spirit was implied, but not 

stated in Hypothesis H5. Qne of the two "contacts" items 

vas directed to measure this idea. The item queried 

response concernlng *the number of people inside the 

company you deal with in order to do your Job. " 

A negative, or insignificant relationship with Entre-

preneurlal Spirit was found for the "inside" contacts item 
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in the case of both salespersons <r=-.02, p>=.75) and 

product managers <r=-.01, p>=.95, Table 6.13). On the 

other hand, market researchers do. support the relationship 

between Entrepreneurial Spirit and "Ideal" inside contacts 

<r=.15, p>=.00). 

The explanation for this divided set of relationships 

regarding inside contacts may involve differences between 

the nature and "mission" of the market research vs. 

product management and sales Jobs. On the one hand market 

researchers are staff persons who are directed toward 

efficient handling of many internal "clients. " Whereas 

salespersons are directed to primarily "outside" ac-

tivities such as making sales in the marketplace. The 

fewer internal contacts they have to distract them the 

better. 

Similarly, product managers may have both internal 

and external "contacts" with whom they must deal. While 

the number of outside contacts may be consistent with a 

product manager's entrepreneurial needs (new suppliers, 

added markets. etc. ), larger numbers of inside contacts 

may impede his enterprise. 

This may explain the product manager's lack of rela-

tionship with "inside" contacts. It is also consistent 

with Gifford Pinchot's view (Pinchot, 1985) that an 

"intrapreneur" should stay "underground" with his enterpr-

ise as long as possible in order to avoid destruction at 

the hands of the "corporate immune system." 

Hypothesis H5 is supported in terms of the positive 

relationship between Entrepreneurial Spirit and outside 

contacts. A similar notion for inside contacts would be 

supported only for market researchers and rejected for 

product managers and salespersons, although this is 

explainable by the differences in the entrepreneurial 

aspects of their Jobs. 
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Summarv of tests for Hvpotheses H1-H5 

The objective of this section of the research has 

been to test the new personality measure, Entrepreneurial 

Spirit, for use in identifying personal characteristics of 

help to marketers in facing the demands of their boundary-

spanning Jobs. 

This objective has been accomplished by demonstrating 

support for the hypothetical relationship between Entrep-

reneurial Spirit and certain Preferred Job Characteris-

tics. The support for these hypotheses is summarized 

below: 

Support for Hl - H5 

Hl Variety Support 

H2 Autonomy Support 

H3 Task Identity Support 

H4 Feedback Support overall 

<a) Feedback from supervisor--reJect 

<b) Feedback from work itself--support 

H5 Contacts Support overall 

<a) Inside Contacts - Support by market 

researchers only, sales and product 

managers reject 

<b) Qutside Contacts - Support 

The next section addresses tests for the hypotheses 

which are related to marketer' person-role congruence as 

it affects marketer satisfaction with, and commitment to 

work and career. There are four hypotheses which comprise 

this section. 

First, hypotheses H6 and H7 suggest that congruence 

will relate positively to Job and career satisfaction. 

Second, hypotheses H8 and H9 suggest a similar relation-

ship between congruence and organizational and career 

commitment. 
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Tests; Hvpotheses H6-H9, Person-Role 
Conoruitv Related to Marketer 
Satisfaction and Commitment 

Qbiectives 

Conoruence. Introduce and test a direct measurement 

approach to determining the goodness-of-fit between the 

individual characteristics of the marketer and his or her 

marketing Job. 

"Obiects" of commitment and satisfaction. Distin-

guish between the objects of marketer commitment to and 

satisfaction with the iob <in which employed), versus com-

mitment to, and satisfaction with the career <occupation). 

It is hoped that a better understanding of the "objects" 

of commitment and satisfaction will lead to methods which 

can enhance dual commitment to Job and career. 

The Job and Career Incongruity scales were developed 

in Phase I to measure the congruence between an indivi-

dual's work perceptions <"ActuaI") and work preferences 

("Ideal"). "Incongruity, " higher values on the Job or 

Career Incongruity scales, indicates a lack of fit between 

the person and his or her work environment. As found by 

Caplan, et al. <1971) and French, et al. <1974), a poor 

fit between person and environment is associated with Job-

related stress. Stress, in turn, is associated with Job 

dissatisfaction, lack of commitment and even the intention 

to leave the firm <turnover). 

Hypotheses H6 through H9 suggest that a marketer's 

Job and Career Satisfaction and Commitment are a function 

of the individual's congruence between his or her own 

individual characteristics and the work environment. 

LVSE Model for Hvpotheses Tests <H6-H9) 

In order to test hypotheses H6 through H9 a latent 

variable structural equations model, LISREL <Joreskog and 
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Sorbom, 1984) was used to simultaneously estimate the 

measurement and structural parameters of the model shovn 

In Flgure 6.2. The hypotheses relating to marketer 

satisfaction and commitment for organization and career 

are as follovs: 

Hvpotheses H6 throuah H9 

H6 A person vhose Job perceptions <"ActuaI") and Job 

preferences <"Ideal") are more congruent will 

experlence greater .job satisfaction. 

Model: Yii = ø (Null); Yll < 0 (Alternate) 

H7 A person vhose career perceptions ("Actual") and 

career preferences ("Ideal") are more congruent 

vill experience greater career satisfaction. 

Model: Y32 s ø (Null); Y32 < 0 (Alternate) 

HS A person vhose Job perceptions ("Actual") and Job 

preferences ("Ideal") are more congruent vill ex-

perience greater oraanizational commitment. 

Model: Y21 * 0 (Null); Y21 < 0 (Alternate) 

H9 A person vhose career perceptions ("Actual") and 

career preferences ("Ideal") are congruent vill 

experience greater career commitment. 

Model: Y •• 2 = 0 (Null); Y •• 2 < 0 (Alternate) 

Multi-item summates. To make the model roanageable in 

terms of the number of indicants, a set of multi-item 

summates vere used for all of the constructs except Job 

Incongruity and Career Incongruity. 

Since differences have been found among the groups 

representing the different marketing professions, It vas 

necessary to examine the equallty of the structural coef-

ficlents across groups. The differences vere most pro-

nounced betveen the salesperson sample and market resear-

chers and product managers as a group. The structural 

differences vere therefore examined between these tvo 

groups. 
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1 c ^ 

Figure 6.2 

Congruence Model 
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This vas accomplished by pairwise comparisons as 

follows. First, the entire model was estimated for the 

market researcher group since it was by far the largest 

sample group. The structural coefficients resulting from 

this analysis were then fixed for analysis on product 

managers and salespersons. Equality is evaluated by 

thechange in chi-square and change in degrees of freedom. 

The results of this comparison are reported in Table 6.14. 

It is interesting that product managers and market 

researchers are fit by the same model (and therefore their 

data pooled) while salespeople are not. This suggests 

that two separate models are required to test hypotheses 

H6-H9. These models are presented in Figures 6.3a and 

6. 3b for salespeople and the combination of researchers 

and product managers respectively. The LISREL estimates 

for both models are shown in Tables 6.15 and 6. 16. 

Before the results are examined however, it is 

necessary to assess the fit of each model. It is clear 

that neither model appears to fit well; the market resear-

cher/product manager chi-square = 1572 with degrees of 

freedom = 388, while the salesperson group chi-square = 

871 with degrees of freedom = 388. However, chi-square 

partly depends upon the sample size and number of in-

dicants (Bentler and Bonet, 1980). 

To put the sample size issue in perspective Hoelter 

(1983) has suggested the use of "critical N" (CN), which 

assesses how small the sample size would have to be to get 

the identical model to fit. The formula is: 

(Ze-ât * 2df - 1) 
CN = 

2X« / <N-G) 

Where: CN = critical N 
Zerit = Z value for appropriate a level 
X« = chi-square value of actual fit 
N = sample size 
G = number of groups 
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Table 6.14 

Comparisons of Qccupational Groups With Structural 
Coefficients Fixed to the Market Researchers 

Qccupational Group Chi-Sq. df 

Product Managers <fixed coefficients) 741 398 

Product Managers (estimated coefficients) 733 388 

Difference 8» 10 

Salespeople (fixed coefficients) 967 398 

Salespeople (estimated coefficients) 871 388 

Difference 98 10 

» non-significant at alpha = .05 
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0) 

Figure 6.3a 

Market Researchers and Product Managers 
LISREL Model Testing H6-H9 

Y51.40 

Figure 6.3b 

Salespeople Qnly 
LISREL Model Testing H6-H9 
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Table 6. 15 

Parameter Estimates 
Measurement Model 

Variable Parameter 
Standardized LISREL 

Estimates 

Sales MR/Prod. Mgr, 

Job Satisfaction 

Organizational 
Commitment 

Career Satisfaction 

Career Commitment 

Stress 

Job Incongruity 

Career Incongruity 

Xi 
Xz 
X3 
XM 

X5 

XG 

X7 
Xe 
X9 

X 1 0 

A i i 

X 1 2 

A l 3 
X 11« 

X l 5 

X 1 6 
X l 7 

X 1 8 

X 1 9 

X 2 0 

X 2 I 

X 2 2 

X 2 3 

X 2 1» 

X 2 5 

X 2 6 

X 2 7 

X 2 8 

X 2 9 

X 3 0 

. 56 

.67 

.77 

. 77 

. 58 

. 57 

. 84 

. 92 

. 90 

. 78 

. 89 

. 88 

.78 

.70 

.65 

.56 

.37 

.78 

.42 

.48 

.74 

.84 

.70 

.61 

.60 

.46 

.77 

.72 

.48 

.31 

. 49 

. 68 

. 79 

. 70 

. 45 

. 75 

. 81 

. 89 

. 88 

.68 

.88 

.87 

.84 

. 55 

.76 

.64 

. 56 

.77 

.46 

. 59 

. 58 

.73 

.67 

.49 

.49 

.42 

.63 

.61 

.32 

.36 
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Table 6.16 

Parameter Estimates 
Structural Model 

Standardized LISREL 
Estlmates 

Parameter Sales MR/Prod.Mgr. 

A. Path Coefficients - Exoqenous 
to Endoqenous 

"1̂ 11 -.00» -.45 
Y21 -.11» -.36 
Y5 1 .40 .39 
Y3 2 -.06 -.22 
YU2 .01» -.22 
Y 5 2 • 00* • ̂ "7 

57 . 63 
B. Correl.- Exoqenous Vars. 

4> 2 1 

C. Path Coefficients Endoqenous 
to Endooenous 

Bi5 --^ô --^^ 
625 
635 
BU5 

.58 -.30 

.54 -.23 

.75 -.07 

D. Correl. - Error Terms of 
the Rearessions . 

,|>2i -40 .43 
^ 3 1 

^ • • 1 

^k 2 

^i* 3 

50 . 43 
20 . 17 
32 .31 
17 . 18 
36 . 55 

• Not significant at alpha = .05 
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Table 6.16 (Cont.) 

Parameter Estimates 
Structural Model 

Standardized LISREL 
Estimates 

Parameter Sales MR/Prod.Mgr, 

n 222 589 
X^ 871 1572 
df 388 388 

R* < ni) .45 .45 
R« < n2> .39 .33 
R* <n3 ) .31 .14 
R« <n^, .56 .07 
R« <ns) .16 .27 

Goodness of Fit Index .81 .85 
Root Mean Square Residual .07 .06 
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When Zerit is set at 1.96 <corresponding to p =.05), 

the formula yields a critical sample size number <CN) of 

291 for the researcher/product manager group and a CN of 

99 for the sales group. In general, any CN close to the 

suggested minimum sample size of 200 <the size at which 

maximum likelihood methods have been found to be robust to 

departures from normality (Fuller and Hemmerle, 1966)), is 

considered acceptable. 

There is obviously no concern with regard to the 

researcher/product manager group. However, the salesper-

son group is somewhat problematical. As shown below and 

noted earlier in this chapter, the sales group departs 

from expectations in several respects. Nevertheless, 

since the hypotheses are stated in terms of the paths in 

Figure 6.2, the models will be examined as estimated. 

However, caution should be exercised in drawing con-

clusions about the sales group. 

The results are quite interesting and can be con-

sidered at several levels. First, the results of the 

hypothesis tests are reported in Table 6. 17. For the 

researcher/product manager group, all of the coefficients 

are significant and in the expected direction. Thus, 

hypotheses H6 through H9 are supported for this group. 

On the other hand, none of the hypotheses are sup-

ported for the salesperson group. These differences are 

more clearly shown by inspection of Figures 6.3a and 6. 3b. 

In Figure 6.3a, the model reflecting the relation-

ships for the researcher/product manager group is just as 

expected, except for the lack of significance between 

Stress and Career Commitment. First, note that the cor-

relation between Job Incongruity and Career Incongruity 

is very high <(|>ai * .63), suggesting that it is difficult 

to separate the two. This could be the case if many of 

the respondents had limited experience with more than one 

f irm. 
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Table 6.17 

Hypothesis Tests 
Summary of Tests for H6 Through H9 

Parameter Value • 

Hypotheses <Ho, H«) 
Res./PM 

Salespeople Mkt . 

H 6 î Y i i = 0 < Y l l < 0 ) - . 0 0 < - . 0 2 ) - . 4 5 ( - 6 . 5 5 ) 

H 7 : Y 3 2 = 0 ( Y 3 2 < 0 ) - . 0 6 ( - . 9 9 ) - . 2 2 ( - 3 . 5 6 ) 

H8î Y 2 i = ø < Y 2 i < 0 ) -.11 <-1.61) -.36 <-6.12) 

H9: Y « » 2 = 0 < Y « « 2 < 0 ) .01 <. 14) -.22 (-3.04) 

• Z-Value in parentheses values > absolute value of 1.96 
are 

significant at alpha = . 05. 
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Thus, it would seem reasonable to assume that career 

and Job issues are one and the same until an individual 

has been employed with several firms. This would provide 

the experience necessary to develop the perspective 

required to disentangle the two. Unfortunately, the number 

of firms worked for was not a part of the survey. 

(Ysi) has a much larger coefficient. Similarly, job 

satisfaction, job commitment and career satisfaction are 

all negatively influenced by stress. The only path which 

is missing is that from stress to career commitment. 

This is understandable since the scale used to 

measure stress (Rizzo, House, Lirtzman 1970) tends to be 

organizationally specific and therefore may not capture 

more general stress. That stress which is related to 

career satisfaction may be attributable to the individuals 

still working for their first firm, as just noted. 

A striking departure from these conclusions is 

presented in Figure 6.3b, the model for salespeople. 

Although conclusions at this stage must be considered 

tenative, it would appear that the salespeople do not 

discriminate between Job and career. In effect, "sales 

work is sales work." 

Some support for this conclusion is available from 

the estimates of correlation among the constructs in each 

of the models <TabIe 6.18 A,B). For the researcher/prod-

uct manager group, the highest correlation is between job 

commitment and Job satisfaction, with lower correlations 

where Job and career are compared. This is not the case 

for the sales sample. Here, correlations are uniformly 

higher with the largest correlation existing between Job 

and career satisfaction. 

To the extent that these results are replicated in 

subsequent research, the implications are quite interest-

ing. For example, if salespeople tend to equate job 

satisfaction, career satisfaction, job commitment and 
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Table 6.18 

Inter-Construct Correlations 

Construct JS JC CS 

A. Researchers/Product Mgrs. 

Job Satisfaction 
Job Commitment 
Career Satisfaction 
Career Commitment 

8 1 
6 5 
3 0 

.49 

.29 64 

B. Salespeople 

Job Satisfaction 
Job Commitment 
Career Satisfaction 
Career Commitment 

8 2 
8 8 
7 0 

. 6 7 

. 63 76 
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career commitment, does this mean that they will be more 

prone to turnover and stress caused by Job incongruence 

than researchers and product managers? 

Summarv of tests for Hvpotheses H6-H9 

Hypothesis tests H6-H9 relating to the effects of 

person-role congruence on satisfaction and commitment are 

all supported for market researchers and for product 

managers (Figure 6.3a). For these individuals, Job and 

careerincongruity negatively influences their Job and 

career satisfaction and commitment. However, none of the 

congruence hypotheses are supported for sales people. 

Differences were found between the respondent groups 

which represent the three marketing professions studied. 

A comparison of the structural coefficients from LISREL 

models representing the sub-groups revealed that sales 

people exhibit none of the hypothesized relationships. 

Instead, Job Incongruity was found to influence Stress 

which, in turn, affects satisfaction and commitment 

<Figure 6.3b). 

These findings lead to the conclusion that sales-

people somehow find little distinction between job and 

career. The issue of job-related stress due to Job 

Incongruity becomes more important with salespeople and 

the effects of this relationship merit future research. 

SuDPort for H6-H9 

Job Satisfaction Congruence: MR/PM <•), Sales <-) 

Career Satisfaction Congruence: MR/PM <•), Sales <-) 

Qrganizational Commitment Congruence: MR/PM <•), 

Sales <-) 

Career Commitment Congruence: MR/PM <•), Sales <-) 



CHAPTER VII 

SUMMARY, IMPLICATIONS AND LIMITATIONS 

Summarv 

Studv Overview 

A hard working, dedicated and stable marketing 

work force obtained through a better understanding of work 

commitment and satisfaction have been the focus of this 

study. The marketer is viewed as a person who works at 

the "boundary" between his organization and that of oth-

ers. He or she is subject to the stress of shared role 

sets with people outside the home organization <ChurchiII, 

et al. . 1985). Whether the job is in sales, research, or 

product management, the marketing occupation demands in-

novative response, independent action, and the goal orien-

tation of a self-employed person, the entrepreneur. 

Current studies of the factors which influence mar-

keter behavior and affect have recognized personal, or-

ganizational, and environmental variables as important 

antecedents of performance, satisfaction, and commitment 

<ChurchiII, et al., 1985; Hunt, Chonko, Wood, 1985). 

Unfortunately, past studies have not been particular-

ly strong in explanatory power. ChurchiII's recent meta 

analysis of the field reports that the average correlation 

across 1653 relationships was only .188, explaining less 

than 4% of the varience studied. This suggests the need 

for continued research to provide improved predictors and 

a better understanding of relationships which influence 

the important outcomes of marketer work satisfactions and 

commitment to the enterprise. 

255 
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This study accepts the general import of personal, 

organizational, and environmental variables as antecedents 

of marketer behavior and job-related affect. It contrib-

utes additional insight to these relationships in three 

specific areas. 

<1) Personal characteristics. A new individual char-

acteristic called Entrepreneurial Spirit was identified to 

provide a measure of individual presence of self-confi-

dence, independence, and innovativeness. These are all 

traits of entrepreneurs which help equip them to cope with 

their demanding and stressful environment. 

This new personal characteristic measure is offered 

as an aid to marketing management to identify recruits who 

possess the "right stuff" to operate in a challenging 

marketing environment in a self-management mode. 

(2) Person and job-role conqruity. This part of the 

research provided a new direct method of measuring the 

"fit, " or congruence between the marketer's individual 

personal make-up and the work environment demands. This 

part of the study empirically supports the findings of 

Caplan, Cobb, et al. (1975), in other occupations, that 

incongruity between person and Job results in dysfunction-

al outcomes including work related stress and dissatisfac-

tion. These relationships are demonstrated for two mar-

keting occupational populations, product managers and 

market researchers. 

A third marketing population, salespeople, failed to 

support the direct relationship between incongruity and 

commitment and satisfaction, but it did confirm a strong 

link between Job incongruity and stress. 

The outcome of "commitment" is added in this study. 

It was found that marketer commitment to the enterprise is 

also affected adversely by incongruity between the indi-

vidual and the work environment. Previous findings, that 

job satisfaction and commitment are negatively related to 
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intention to turnover <quit the organization) were also 

supported <Howday, et al.. 1982). 

Again, these findings are supported for the marketing 

researchers and the product managers, but not for the 

salespeople. The implications for marketing or enterprise 

management are extremely serious and will be discussed 

further. 

<3) Qbiects of commitment and satisfaction. If a 

marketer becomes dissatisfied with the work environment 

and loses commitment to the enterprise, is the outcome 

related to the "object" of job or career? This research 

suggests and tests a new method for distinguishing between 

person-role congruity leading to the "objects" of Job sat-

isfaction and Job commitment, as opposed to career satis-

faction and career commitment. 

The findings of this research <Chapter VI) indicate 

that it is indeed possible to segregate the objects of 

satisfaction and commitment between Job and career. 

However, the job "object" is much stronger and more clear-

ly defined than the career "object," perhaps indicating 

that career satisfaction and commitment factors may be 

closely intertwined with the job experience. Career 

satisfaction and career factors are also longer term in 

nature and may respond to variables not included in this 

study, such as training and Job tenure. 

The Studv Phases 

The study was conducted in two phases <Chapter III). 

Phase I provided a stage for development of the Scale of 

Entrepreneurial Spirit, as well as other scales needed 

during the course of the research. The Entrepreneurial 

Spirit measurement contributes a new individual charac-

teristic dimension for use in explaining marketer behavior 

and Job related attitude. 
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Phase II of the research provided an empirical test 

of the study's hypotheses among populations of marketers 

representing three occupational groups; sales persons, 

market researchers and product managers. A large sample 

of these populations was obtained <811) and all constructs 

addressed in the study model <Figure 3.1) were represent-

ed. There were ten main constructs including Job and 

Career Satisfaction and Commitment, Career and Job Con-

gruity, Stress, Perceived <"ActuaI") Work Characteristics, 

Preferred <"Ideal") Work Characteristics, and Entrepren-

eurial Spirit. The study process, including method and 

sample selection, is summarized next. 

Phase I. The Phase I stage of the research utilized 

a convenience sample which was designed to represent a 

broad range of personality types related to entrepreneur-

ship. The development of the Scale of Entrepreneurial 

Spirit required inclusion both of persons who had and who 

had not started businesses in order to provide face valid-

ity support as well as personality trait variance. A 

sample of 1366 persons was obtained from business groups 

in Lubbock, Texas, and Wichita, Kansas. A usable response 

of 478 <35%) was returned. 

The survey instrument was self-administered and re-

turned by mail. It included the items to be tested for 

Entrepreneurial Spirit Scale development as well as items 

for all other scales <except for stress) which were used 

in the second phase of the research. 

Phase I included the successful development of The 

Scale of Entrepreneurial Spirit and the modification or 

development of all other scales required for the final 

stage of research. 

Phase II. Three different marketing occupational 

populations were sampled during the second and final stage 

of research. A total of 3291 marketers were selected from 

lists provided by Personal Selling Power Maaazine. 
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<saIespersons), The American Marketing Association 

<market researchers), and The Product Development and 

Hanagement Association <product managers). 

A mail questionnaire with follow-up reminder was 

administered and a useable response of 835 <25X) obtained 

for analysis. This stage of the study provided first a 

successful test of the Scale of Entrepreneurial Spirit 

among marketers. Second, it provided a test of hypotheses 

relating to person-role congruity and its effects upon 

marketer Job and career satisfaction and commitment. 

Research Methodoloav 

The development of the Scale of Entrepreneurial 

Spirit followed the ChurchiII paradigm for developing 

better measures of marketing constructs <ChurchiIl, 1979). 

Items were generated to capture the "domain" of entrepren-

eurial characteristics as specified in the existing 

literature. 

Series of pre-tests conducted from Fall 1983 through 

June 1985, narrowed the "pool" of items from 125 to 39. 

Common factor analysis with oblique rotation was used to 

assess dimensionality of the scale. Factor analysis and 

the alpha reliability procedures were used to purify the 

item list. 

The resulting Scale of Entrepreneurial Spirit <TabIe 

5.4) is a 15-item, two-factor, strongly unidimensional 

scale <Factor 1 = 89% of common variance) with a relia-

bility coefficient of alpha = .78. The Scale exhibits 

face validity and convergent relationships with "having 

started a business" <having been an entrepreneur) r = .23, 

and "intention" to start a business in the future, r=.35. 

Methodology used in Phase II to test hypotheses 

related to the relationship of marketer possession of 

Entrepreneurial Spirit and marketer Preferred Work 
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Characteristics <"IdeaI") includes simple regression and 

correlation analysis. 

The tests for hypotheses which concern the efforts of 

person-role congruity involved simple correlation and a 

latent variable structured equation model called LISREL 

<Joreskog and Sorbon, 1984), summarized in Figure 6.2, 

6.3a and 6.3b). 

The path coefficients of the structural model for two 

of the three occupational groups studied <market resear-

chers and product managers) indicated that all hypothesi-

zed relationships in the model were significant and thus 

supported. 

In the third sub-group, sales people, the congruity 

hypotheses leading to direct influence on satisfaction and 

commitment were not supported. But, it was found that Job 

incongruity does lead to stress among sales people. 

Results 

Entrepreneurial Spirit. Hypotheses Hl through H5 

test the notion that the presence of entrepreneurial 

traits in a marketer will be associated with a preference 

for more of certain Job characteristics. These Job char-

acteristics have all been related previously to employee 

satisfaction and commitment. In this respect they tend to 

predict a happy, stable and productive work force. 

Additionally, the presence of these factors may be expect-

ed to provide a favorable environment for independent 

functioning, and as such, be admired by individuals who 

prefer more independent and even "boundary spanning" 

positions. 

In short, the more entrepreneurially inclined indivi-

duals prefer an "Ideal" work environment which incor-

porates a high degree of Job variety, autonomy, feedback 

<from the work itself), and acceptance of contacts with 

persons outside the "boundaries" of their organizations. 
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The findings of the Phase II study <TabIe 6.13) 

support the hypotheses <H1 and H2) that job variety and 

autonomy are desired work environments by persons who are 

high in Entrepreneurial Spirit. Task identity (H3) 

receives support among market researchers, but not from 

product managers or sales people. This factor seems less 

important related to Entrepreneurial Spirit. 

Feedback on performance (H4) is an important aspect 

of the portion of entreprenurial personality related to 

achievement need. McCIelIand found that persons with high 

achievement need set goals for themselves and insisted 

upon feedback to determine whether or not they had attain-

ed their goals. McCIelIand noted that entrepreneurs and 

businessmen often found this feedback in the form of 

"bottom line" financial results of their businesses. 

These unbiased reports satisfied their need for feedback. 

This study indicates support for the feedback hypo-

thesis (H4) in the case of feedback from the work itself, 

but not feedback from the person's supervisor (Table 

6.13). The stronger relationship between entrepreneurial 

spirit and performance feedback from the work itself may 

reflect McCIelIand's observation that individuals who are 

high in achievement need require immediate and objective 

feedback on their performance. Marketers may regard 

performance feedback from the work itself as more timely 

and objective than that received from the supervisor. 

The hypothesis regarding the number of contacts with 

people outside or inside the organization necessary to 

carry out one's Job duties (H5) was supported by all three 

groups for "outside" contacts, but only by market resear-

chers for "inside" contacts (Table 6.13). This finding 

again reveals a split response which depends on whether 

the contacts are inside or outside of the organization. 

The original intent of the hypothesis <H5) was to 

test whether entrepreneurial individuals would welcome a 
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"boundary spanning" environment. Based upon behavior of 

the entrepreneur, who is the "prime" boundary spanner, 

entrepreneurial types should recognize the need for 

outside contacts and thrive on them. 

The findings of this study support the hypothesis 

<H5) that a greater number of contacts are welcomed by 

entrepreneurial individuals when the contacts are with 

persons "outside" of the organization, Just as presumed. 

However, reaction to more contacts with persons located 

inside the organization is quite the opposite for two of 

the three occupational groups studied; sales persons and 

product managers. 

These findings suggest that both sales people and 

product managers are more "entrepreneurial" in "outside" 

dealings with customers, suppliers, and the public than 

are market researchers. Product managers and salespersons 

may regard numerous inside contacts required to perform 

daily tasks as impediments to effective action. 

In contrast to the product manager and the sales-

person, the entrepreneurial market researcher supports the 

hypothesis moderately. This is not surprising since the 

marketing research position is a staff job which exists 

entirely for its internal clientele. 

In summary, the personality characteristic, Entrep-

reneurial Spirit has been measured in this study and found 

to relate to "Ideal" job characteristics preferred by 

marketers in three occupations; salespersons, product 

managers, and market researchers. These characteristics, 

job variety, autonomy, task identity, performance feedback 

and people contacts <outside the organization) represent 

Job environmental preferences which are significant both 

to the individual marketer and to his or her management. 

The "entrepreneurially spirited" marketer who finds 

these characteristics in his Job is likely to be happier 

with and more committed to his or her work situation. The 
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employer who provides this type of work environment for 

the "entreprenurially" spirited" employee can expect a 

fuller functioning of that individual's achievement drive, 

and self-confidence under independent operating condi-

tions. The result could well be greater employee satis-

faction with the Job and commitment to the enterprise, and 

less need for supervision; in short, a greater opportunity 

for both the individual and the firm; an opportunity for 

self-management. 

Conqruence. Individuals who perform roles in the profess-

ion of marketing are subject to the rigors of "boundary 

spanning" environments. They often act as the bridge 

between their organizations and the public or other 

organizations. As such they are "contact" people who must 

display the ability to set and achieve goals, act in-

depently and innovatively, and represent the interests of 

their enterprise under ambiguous and sometimes conflict-

ridden situations. Such work can be fun and rewarding for 

people who fit the demands of the Job, but quite stressful 

for those who do not. 

Some years ago John HoIIand pointed out that "Voca-

tional satisfaction, stability, and achievement depend on 

the congruence between one's personality and the environ-

ment... in which one works" <HoIIand, 1973, p.9). This 

congruence between the person and the work environment is 

especially important to marketers because of the stress 

factors surrounding their Jobs. 

The stress and strain that can result from incon-

gruence between the person and his job were characterized 

by Robert Kahn who said that "Strain is minimized and 

satisfaction is maximized when the demands and 

opportunities of the job fit the abilities and needs of 

the individual" <Kahn, 1981, p.115). 
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The important issue of person-role congruity is ad-

dressed in the final stages of this research with hypothe-

ses H6 through H9 (Fig. 3.2). In brief, these hypotheses 

(H6 and H8) hold that Job Satisfaction and Commitment to 

the Enterprise are enhanced when a marketer's "preferred" 

ddeal") and "perceived" ("Actual") work environments are 

congruent. 

The research provides mixed results with regard to 

person-role congruity. Substantial differences were found 

between the three sub-samples of marketers. The congru-

ence hypotheses are all supported for market researchers 

and product managers (Figure 6.3a). Here, each path coef-

ficient linking Job Incongruity and Career Incongruity 

directly with Job and Career Satisfaction and Commitment 

was significant. For these groups the indications are as 

hypothesized, i.e., incongruity is detrimental to job 

"health" as measured by satisfaction and commitment. 

The structural model also revealed significant links 

for these two groups to Job related stress and indirect 

links to Job Satisfaction, Job Commitment and Career Sat-

isfaction <but not to Career Commitment). These relation-

ships are all shown in Figure 6.3a. 

The failure of the salesperson sub-sample to support 

the congruity hypotheses is not completely surprising, and 

in retrospect at least partially understandable. The 

sales group exhibits a strong link between Job Incongruity 

and Stress and from there strong links <from Stress) to 

Job Satisfaction, Job Commitment, Career Satisfaction and 

Career Commitment <Figure 6.3b). 

It would seem that Incongruity is detrimental to the 

salesperson as well, but in a different fashion than the 

other groups. Sales people apparently see Job and Career 

Satisfaction and Job and Career Commitment all as highly 

interrelated, with Job Satisfaction as the pivotal factor 

<TabIe 6.12). 
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Thus, Job Incongruity is a strong element for the 

salesperson, but it contributes to Stress rather than 

directly to Satisfaction and Commitment. Of course, 

Stress links to Satisfaction and Commitment quite strongly 

<and negatively). The mechanism of how Incongruity 

affects sales people is a subject for further study, 

perhaps with different measurements of stress and con-

gruence. 

Ob.lects of Satisfaction and Commitment. In another 

area of results the research distinguishes the "objects" 

of satisfaction and commitment between "Job" and "career." 

This makes it possible to examine the effects of a market-

er's incongruity with respect to career as opposed to job. 

Hypotheses H7 and H9 <Figure 3.2) provide empirical 

support for this distinction by suggesting that congruity 

in a marketer's career perceptions <"ActuaI") and prefer-

ences <"IdeaI") will be positively related to Career Sat-

isfaction and Career Commitment. The structural model 

(Figure 6.3a) supports these hypotheses. The ability to 

make these comparisons is the result of a new approach to 

the direct measurement of incongruity which was developed 

for this research. 

The ability to separate the influences of career and 

Job congruity make possible future study of Job turnover 

in marketing occupations, relating it to Job environment 

factors versus career factors. 

Inconqruity and Stress. Finally, although not spec-

ifically addressed by hypotheses in this study, the re-

lationship between person-Job and person-career incongru-

ity and stress was examined. Here it was found (for 

researchers and product managers) that Job Incongruity is 

strongly related to stress (figure 6.3a, Gamma 51). A 

similar but much weaker relationship was found between 

Career Incongruity and Stress (Figure 6.3a, Gamma 52). 
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And, as Just discussed Job Incongruity is strongly related 

to Stress among salespersons (Figure 6.3b). 

Thus, person-role incongruence can be associated with 

the dysfunctional outcomes of job-related stress. Among 

the most concerning of these outcomes are Job dissatisfac-

tion and the tendency toward lower commitment to the ent-

erprise as well as certain physiological outcomes men-

tionned in Chapter II Literature Review. Both Job Satis-

faction and Qrganizational Commitment are strongly relat-

ed to Stress as shown in both of the structural models 

(Figures 6.3a and 6.3b). 

In addition, Stress was found to be strongly related 

to Career Satisfaction and Career Commitment among sales-

people (Figure 6.3b) and Career Satisfaction among market 

researchers and product managers. This relationship has 

not been demonstrated previously for marketing occupa-

tions. It indicates that Job stress affects an in-

dividual's longer term decisions related to his or her 

life's work. 

Implications 

There are a number of implications for marketing 

management, marketing theory and methodology which flow 

from this study. 

Marketinq Management 

1. Entrepreneurial Spirit. The traits of the entre-

preneur are clearly useful to the boundary-spanning mar-

keter whether the Job be in product management, sales, or 

research. The Scale of Entrepreneurial Spirit developed 

for this study provides marketing management with a psy-

chological testing device for identifying these traits in 

new recruits and existing employees. 

The Scale of Entrepreneurial Spirit will enhance 

marketing management's ability to find the sales recruit 
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who can quickly become independent and productive in his 

own territory; the product manager who will take a product 

line and develop it as his or her own; the "intrapreneur" 

who will lead a venture team to develop a new market, 

product, or business; and the market researcher who will 

perform independently as an objective, trusted consultant 

to a group or division. Entrepreneurial Spirit can be a 

great resource for a marketing management able to identify 

it and willing to put it to work. 

2. Conqruence. The significance of the fit between 

the person and the Job and the person and career has been 

clearly demonstrated in this research. People whose 

desired (the construct, "Ideal") and perceived ("Actual") 

work environments are out of line will experience job 

related stress, lower job satisfaction and a lack of 

commitment. These have been shown to lead to dysfunc-

tional outcomes such as reduced performance, intention to 

leave the firm, and actual turnover. These are costly 

outcomes to be avoided. With the Knowledge that incon-

gruence is dysfunctional, management can pursue three 

courses. 

First, recruitment procedures can include measurement 

of personal characteristics which are positively related 

to Job characteristic preferences known to be important to 

the field. One such personal characteristic in marketing 

is Entrepreneurial Spirit. 

Second, marketing management can alter the Job to 

make better use of the individual's personal characteris-

tics. If the individual is found to possess a high degree 

of Entrepreneurial Spirit, management may feel that the 

person can be "empowered" to a greater extent to do the 

Job with more autonomy and self-direction. For example, 

the market researcher might be permitted financial and 

organizational independence in serving "clients" through-

out a company, much as an outside consultant might do on a 
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profit-and-loss basis. Such a re-structuring of the Job 

might result in more economical operation as well as bet-

ter service to the researcher's "clients" throughout the 

company. 

Third, management should provide the tools of con-

gruency measurement on a periodic basis with the existing 

marketing work force. If job expectations and job real-

izations for certain work environment characteristics are 

"incongruent" a warning flag has been raised. The exis-

tence of Job Incongruity is a predictor of job dissatis-

faction, lack of commitment to the firm and eventual 

turnover. If the lack of fit is known, then management 

has the opportunity to take remedial action. Remedies 

might, for example, include personal re-assignment or Job-

restructure, or both. 

Implications for Marketinq Theory 

Entrepreneurial Spirit. A new individual charac-

teristic, Entrepreneurial Spirit, is conceptionalized and 

operationalized and its influence on marketer job environ-

ment preferences is tested in this research. Entrepre-

neurial Spirit constitutes a new antecedent for the study 

of marketer attitudes and behavior. Its introductory 

tests have addressed attitudinal factors related to work 

preferences among three categories of marketers; salesper-

sons, market researchers, and product managers. 

Conqruence. The concept of congruence between the 

characteristics and needs of the individual and the 

characteristics of the work environment has been opera-

tionalized in this research and empirically tested with a 

sample of three marketer populations demonstrating its 

influence upon Job Satisfaction, Organizational 

Commitment, Career Satisfaction, Career Commitment and its 

linkage to stress. 



269 

Marketer differencPR. The differences between mar-

keter groups with respect to the effects of incongruence 

on their work satisfactions and commitments should have 

important implications for future studies of personal 

characteristics. The notion that careful studies of 

salespersons can be used to represent the marketing pro-

fession must be questioned. If other marketing occupa-

tions are to be included in a study separate samples will 

be needed to generalize about each group. In other 

words, there is no general marketing profession, but 

rather a collection of occupations which together make up 

marketing. 

Methodoloaical Implications 

A new method of direct measurement of congruity is 

demonstrated in this research. Prior approaches have 

tended to infer congruity from comparative levels of 

response concerning "perceived" vs. "preferred" status of 

work characteristics <"P.E. Fit, " Caplan et al. . 1975). 

The direct measurement approach demonstrated here is less 

boring to respondents and provides a specific rather than 

inferred directionality. The direct method of congruity 

measurement is tested in this research with three market-

ing occupational categories. 

The separation of "objects" of satisfaction and 

commitment between Job and career is operationalized via a 

new method of determining whether the desired <"IdeaI") 

level of given work characteristics would be available 

"elsewhere" <as described in Chapter III). This method of 

separating Job and career influence factors makes more 

convenient the study of person-role congruity for numerous 

environmental and individual characteristics. 
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Limitations and Guidance for 
Future Research 

There are a number of limitations which should be 

observed with regard to the use of these research find-

ings. There are also natural gaps in knowledge caused by 

the limited scope of this understanding which might be 

filled by further investigations in the future. These are 

discussed next. 

Limitations 

Scope. This study was confined to only three occupa-

tions in the marketing field due to resource constraints. 

In view of the substantial differences found between these 

occupations it would seem beneficial to extend the re-

search to other marketing occupations in the future. 

Other groups might include advertising, public relations, 

and the ill-defined marketing manager, marketing planner, 

and marketing specialist categories. 

Survey response. The survey method employed in this 

study was a direct mail response approach wherein the 

survey instrument was mailed to the list of sampled 

individuals. The overall response of returned question-

naires mailed was 25%, which as discussed in Chapter III, 

is not atypical for this type of research. However, there 

remains an unknown non-response bias which must be con-

sidered and can only be evaluated by a continued stream of 

supporting research in the field. A follow-up reminder 

was sent to all respondents within two weeks of the 

initial mailing, and additional reminders which might have 

raised the response even further were unavailable due to 

budget constraints. 

Future Research 

Entrepreneurial Spirit. Further development and 

testing of this scale could increase our understanding of 
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Entrepreneurial Spirit by assessing its relationship to 

other constructs such as the notion of "Self-management" 

as well as certain behaviors; for example, actual Job 

choice and job change. Other marketing occupational 

groups should also be studied to determine the effects of 

Entrepreneurial Spirit in more marketing job categories. 

Expanded forms of the Scale of Entrepreneurial Spirit 

might be explored to build sub-scales to identify dimen-

sions which do not appear in the 18 question form. The 

notion of the "Maverick" dimension is particularly 

intriguing and this could be investigated to develop 

predictors of the relative ability to tolerate supervision 

in a corporate setting among individuals who exhibit high 

levels of Entrepreneurial Spirit. 

A "short form" of the scale could also be developed 

to better fit multiple characteristic test instruments. 

This would also expand the ability to relate Entrepreneur-

ial Spirit to other constructs. 

Conqruence. This concept of person-role congruity, 

or person environment "fit" may be extended to other 

individuals and environmental factors. The research here 

was limited to only four core job characteristics plus the 

number of "people contacts" to which the marketer is ex-

posed. For example, sales training, education, and pre-

vious marketing experience are all important individual 

characteristics which could be examined in the light of 

the individual's actual perceptions of adequacy compared 

with his preferred or personal "ideal" of preparation for 

the job he or she holds. 

In the area of self-management, job environmental 

factors could be broadly examined through congruency 

measurement approaches to match job structure with indivi-

dual characteristics profiles that result in better 

person-role congruence. This should lead to enhanced 
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marketing personnel selection techniques as well as to 

better marketing organizational structures. 

In the final analysis^ future research should be 

devoted to finding ways to expand our understanding of how 

individuals can be better matched for the sake of both the 

job satisfaction and happiness of the individual, and the 

firm's efficiency in handling human resources to produc-

tively serve its markets. 
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DcpeMment of Markedng and Small Buslnesi Min igemcnl /301 Cllnlon Hall 

WiaîITA STATE UNIVERSITY 
CoIIege of Business Administration 
Wichita. Kansas 6720B (316) 689-3367 

Wlchlta, KanBas 
December 1986 

Dear Rotarlan, 

Thank you íor taklng part In thlo research etudy. It 
Involves the development o£ a eet of queatlons that wili identiíy 
characterietica of pereona vho aeeociate themeelvee with varioue 
buBÍnees endeavors. 

Aa Bctive fnembers of the busineBS community, your responBee 
are esBentiai to the Bucceesful accomplishment of this research. 

Perhaps more important, answering these questions may help 
you to reflect upon some of your own attitudes tovard your work 
iife and to better understand your ovn personal satisfactiona and 
commltmenta. 

Pleaøe ansver all the questions rapidly and as accurateiy as 
you can. Some of the questions may eeem a little etrange, but 
they aii have a purpoee. You ahould be abie to finleh in about 
20 minutee. Pleaee use the encioeed postage paid mailer íor your 
reply. 

^''^/ncerely yours, 

Phiiiipa W. Obodeli 
Asst. Prof. Harketing & Small Business 

Encl.: Attltude questionnalre 
PoBtage pald return enveiope 
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PERSOHAL AMD BUSINESS ATTITUDES OUEST I DMIIA 1 nE 

Below Is B lÍBl of pBlred Bt^ltud^o or vl^»n. p\mt%n» lndlcnt»» YOMT o»n 
p»»rBon«l prf^írrwnce or frvling nbout ^ ch It^" by ctr«»lnq A ' C 1 n C L E' Bround 
THE VERTICLE HAn that ia cIoBíat lo your pBrllculBr leeilng. 

^or ^xamplff ií you ntronqly prpferr^d th^ rolor "rrd* ov^r t^y rnlor "bluf" 
you wouid CinCLE THE MAnK CLOSEST to th» 'pr.l.r th» color r»d' •t«t»m»itti 

prefer the coior biue I I I I íI7 preíer thB coior r»( 

On the other hand, if you strongly preíerred the color 'blu^," you *ould 
CIRCLE THE MARK CLOSEST TO YOUR PREFEnEHCE, •blu«». " If your pr^lere-ncp •«« 
not BB atrong either «ay, you couid circÍB one of the other marka IN BETWEEN. 

A. PREFEREHCESj 

1. wouid iikB ekydiving 

2. there are íe» thinga 
l cannot accompiieh 

3. th^ futuTB ia vhat I 
make it 

4. prefer worklng for a 
Bmaii company 

5. iike famiiiar thinga 

6. prefer advieora from 
inBÍda the f i m 

7. iike piaying the game 

8. iike to make piana 

9. by the age of 17 I had 
Rtarted many paying 
buaineaa venturaa 

iØ. cnn't Btand ouperviaion 
of my vork 

11. vork beat under deadiinBa 

i2. prefer a ready-made 

eysteffl aiready in piace 

i3. iook before you ieap 

14. like attalning oid goais 

15. aivayB read the 
Instructions 

16. patterna of thinga 
are often hard to aee 

17. preíer a high paying 
Job 

18. prefer gamea of akill 

vould hata akydiving (01) 

I accept my iimitationa 

th» futura la unpradictabl* 

prpfrr working for a iarg* 
company 

iike nrv thlngs 

pr^ler advloorw from 
outaid* the firm 

like vlnning the gome 

llke to carry out plona 

by the agp of 17 I hod 
nt«rtpd frw r^vl^q 
bualneBB vrntur^B 

dTn't ""Inrt nupervlnlon 
of my work 

vork bpot vltliout drndiinvB 

prefrr to develop my 
o«n Bxatem 

he vho hPBÍtotea ia loat 

like aetting nev goala 

never reod the 
inatructiona 

pstlerna of thinga are 
uaually ciear 

prpíer a Job I con control 
myaelf 

prefer gameB of chance tl8l 
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A. PREFERENCES (CONT.} 
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20. 

21. 

22. 

23. 
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27. 

28. 

29. 

30. 

31. 

32. 

33. 

34. 

35. 

36. 

37. 

38. 

39. 

40. 

41. 

42. 

ambiguouB aituationa 
•r* • ehaliano* 

viliing to iet othBra 
control 

Intand te atart a 
buainaaa of my ovn 

re-train incompetent 
peraon 

like trying thinga firat 

like being the boaa 

vatch for negativ* 
aida effBcta of actiona 

make important 
daciaiona Immadiateiy 

prefer hard goala 

prefvr to make tha 
daciaiona myaelf 

viii probabiy hav* 
a buaineaa of my ovn 

aome probiema cannot 
b* aoived 

don't car* to heor 
about th* job ogain 
after It ia don* 

pr*fer to maximiz* gain 

lik* to oba*rve 

prefer to lead 

g*t tlred fr*quantly 

a morning peraon 

r*ad d**ply 

delegate it 

prefer te be 
anonymoua 

lik* to hav* a m*ntar 

commitm*nt to th* fira 

a*ek permiaaion 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 t 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

t 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 I 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

ambiguoua altuationa ar* (19) 
to b* avoldad 

pr»fer to be In 
controi 

do not Intvnd to atart a 
bualnaaa of my o«n 

íire incompetent 
peraon 

iik* proven thinga 

iike being th* doer 

focua on benefita of 
actiona 

•aleep on" important 
daciaiona 

prafer realistic goaia 

prafar othara mak* th* 
dacioiona 

vill probably not hav* • 
buainaaa of my o«n 

any proble* can b* aoived if 
V* vork on it long *nough 

vant to hear all about ho« 
th* Job •aa recvived aft*r 
it ia don* 

pr*f*r to minimize loaa 

iik* to participat* 

prafer to aupport th* i*ad*r 

••idom g»t tirad 

an evening peraon 

read vidviy 

do it myaeif 

vant my accompiiahm*nta to 
be knovn 

lik* to go it aion* 

commitm*nt to tha project 

a**k íorgiv*n*aa (42) 
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B. JOB CHARACTERISTICSi 

Pleaoe rot* the CHARACTERISTICS OF YOUR JOBi that ia. thv actuai thtngB you do 
lor th* firm at vhich you vork. 

(PLEASE CIRCLE APPROPRIATE MARK» 

1. The amount of varlety in the thingo (43) 

you do in your Job 

2. Th* numb*r of chaiiangea you face 

3. The opportunity to vork vithout 
•uparviaion 

4. The amount oí controi you have ov*r 
the pac* of your vork 

5. The opportunity to vork on • t^ok 
from atart te finish 

6. The opportunity to vork on • t^ok 
by youraeif 

7. The •mount of feedback on performance 
you receiv* írom auperviaora 

8. The amount of feedbock on períormonc* 
you receive from th* vork itaeif 

9. The number of people inBÍde the company 
yeu d»«i vith in order to do your Job 

10. The number of peopie outaide the (52) 

company you deai vith in order to do 
your Job 

A iot 

Many 

A lot 

A iot 

Aiv^ya 

Aivays 

A lot 

A iittie 

F»» 

Fe« 

1 1 1 1 1 1 1 

1 1 1 1 1 1 1 

1 1 1 1 1 1 1 

1 1 1 1 1 1 1 

t 1 1 1 1 1 1 

1 1 1 1 1 t 1 

1 1 1 1 1 1 1 

1 1 1 1 1 1 1 

A little 

Fe« 

A iitti* 

A iittie 

Never 

Hever 

A ilttie 

• lot 

Hany 

flany 

C. JOB CHARACTERISTICSi 
Wouid you prefer more, prefer ieBO, 
or ÍB your current • perience about 
rÍQht for vou7 . — — 

(PLEASE CIRCLE APPROPRIATE MARK) 

PREFER 
LE55 

IT'S ABOUT 
RIGHT 

PnEFER 
nORE 

I 

1. The amount of varlety in the thinga 
you do in your vork 

2. The number of chaiiange- you foce in 

your vork 

3. Th. opportunity to vork vithout aup.rvi.ion 

4. The omount of controi you h^ve over the 

poce oí your vork 

5. The opportunity to vork on • t.ak from 
start te finiah 

6. The opportunity to vork on a taak 
by youravif 

7. The amount of feedbock on perforonc. 
you r.c.iv. írom aup.rviaora 

e. The amount oí feedback en performenc. 
you r.c.iv. írom th. vork Itaeif 

9 The number oí people inaide th. 
comp.ny you deei vith In order to 
períorm yeur Job. 

10 The number oí peopi. eutaide the 
comp.ny you deoi vith in order to 

parform your Jeb 

I I (53) 

1 1 1 1 1 1 1 

1 1 1 1 1 1 1 

1 1 1 1 1 1 ' 

1 1 1 1 1 t 1 

1 1 1 1 t 1 1 

1 , t 1 1 1 1 

, 1 1 1 1 1 1 

, 1 1 1 1 1 1 

I I (62) 
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D. AVAILABIL TY nr WQRK rMAHACTERISTiCS. 

Coold you reaiize o i-or« ••tlBfactory l.v.i 
of eaeh o£ the folioving aMpeeta of your 
vork ií you performad tha ••m» Job, but for 
•ome other companyT 

1. The amount oí variety in th. thlngo you do (63) 
In your vork 

2. Th« number o£ ehailangaa you faca 

3. The opportunity to vork vithout auperviaion 

4. The amount of contrei yeu have over the pace 
of yeur vork 

5. The opportunity to vork on a task from atart 
to finiah 

6. The opportunity to vork on a taak by yourøeif 

7. The amount of feedback on performance you 
racaiv* irom auparvlaora 

8. The amount of feadback on performanc* you 
raceiv* from the «ork itaeif 

9. The number of peopie inoide the company you 
daai «ith in order to do your Job 

10. The number ef people outoide the company you 
deal «ith In order te do your Job 

E. WORK 5ATISFACTI0H5 

VERY LIKELYt"NO"-"YES*» 
PLEA5E CIRCLE Tl 

APPROPRIATE HAnKi 

(72) 

No 

Ho 

No 

No 

No 

No 

No 

No 

No 

No 

t MOST 

All thinga conaideredt hov eatiafied 
vould you eoy you are vith each of the 
factora lÍBted beiovf (Note that both VERY 
'Jobø' and 'careera* or* mentioned) DISSATISFIED 

1. th* peopi* yeu «ork «ith on your Job? 

2. the le*derahlp on yeur Jobf 

3. your Job in genereif 

(PLEASE CIRCLE APPROPRIATE HARK) 

HEITHER 

4. your chancea of gettlng ahe^d In thla 
orgeniz^tien in the futuref 

5. your pay> conoidering your Bkiila Bnd the 
effert you put into your verkf 

6. yeur career» or occupation in goneraif 

7. the proapeeta for futur* ••rninga vhich 
your c^reer prevideaf 

a. the ehance fer pereonel grovth and 
achi.v.m.nt vhieh yeur career previde.f 

9. pl.aaure and happine.B that your c^reer 
previd.af 

iø, the ch.nee £or peroonai recognition 
thet your c^reer provldeaf 

11. th. opportunity that your career provide. 
te de good thinga for other peopief 

ERY 
ATISFIED 

(73) 

(63) 
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r. ATTITUDES CONCERNINO COnPANT 
.. AND CAWEEH, 

IPLEASE CIRCLC APPROPRIATE HARKI 
STRONCLY STROMGLT 
DISAOREE NEITHER ACREE 

1. I am vllllng te put in a great d*al of rffort 
beyond that normaily vMpeeted In order to 
heip thia organization b* •ucceoafui. 

2. I taik up thÍB organization to my frianda 
aa a graat organization to vork for. 

3. I feel v9rY littl. loyaity to thia 
erganization. 

4. I vouid accept almoat any type of job 
aeoignment in order to kecp vorking 
for thÍB organizatien. 

5. I find that my valuea and tha organization'• 
vaiuea ar. v.ry aimiiar. 

6. t am proud to teil other. that I am part 
o£ thia organization. 

7. I couid Just ao «ell ba working for a 
difierent organization ao long aa 
th. type ef vork vaa aimiiar. 

8. Thla orgeniiatlon raaily inHplrís the v*ry 
beat in me in the voy of Job periormanc*. 

9. It «ouid toke vtry little change in my preoent 
clrcumBtoncea to CBuee m. to leave thia 
organizotien. 

10. I am oMtremeiy glad that 1 ehoo* thi. 
organization te «ork for over othera I «•• 
conaidering et th. tim» 1 Join*d. 

11. There'B not too mueh to bo galned by otick-
ing vith thia orgonization indefiniteiy. 

12. Often, I find it dlffleult to agree vlth thio 
orgonizotion'B pollci*B on important mattera 
reioting to ita empleyeee. 

13. I reolly cor. about th. f«t. of thi. 
org.niz^tien. 

14. For m. thi. ia th. b*Bt oí «11 po.oibi. 
organiz^tiona íor vhich te vork. 

15. Deciding te vork for thia organizetion «•• 
• definite miatek. on my p.rt. 

16. f hav. • •tr^tegy for •chi.ving my car**r 
go.ia. 

17. I identify atrongly vith my chooen iin. 
ef verk. 

t 1 1 
1 1 1 1 1 1 1 

1 1 t 1 t 1 1 

t 1 t 1 t 1 1 

t t 1 t t 1 1 

1 1 1 t 1 1 1 

1 1 1 1 1 t 1 

1 1 t 1 t 1 t 

t t 1 1 t t 1 

1 1 1 1 1 t 1 

1 1 t t t 1 1 

1 1 t 1 1 • 1 

1 1 1 1 1 1 1 

1 1 1 1 1 1 1 

1 1 1 1 1 1 1 

1 1 1 1 1 1 t 

1 1 t 1 1 1 < 

1 1 1 1 1 1 1 

(64) 

I (leø) 
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IPLEASE CIRCLE APPROPRIATE MARK) 
r. ATTÎTUDES COHCERNINO COHPAHY STRONGLY 5TR0HGLY 

AHD CAREER (CONT. » t DISAGREE NEITMER AGREE 
t I I 

la. Som*tim*B I vlah I h.d choaen • diifervnt t t I t t t t (101» 
c^r..r fi.id. 

19. lí 1 vere to de.cribe myself to oomeone. l t t t l i l 
I vouid probabiy begin by atating my iine 
of vork. 

20. I don't beiieve that I couid do anything t I t t I I I 
eiae but thia iine of vork. 

21. I Bm more deepiy committed to my coreer t t I t t t l 
in my choaen fieid th.n to •ny p^rticui^r 
company. 

22. I vouid chang. car.er. te accept • Job in ( I ( > I I I (105) 
•nother fi.id th.t paid 30X mor. th.n I 
nev m^k.. 

G. IHFORriATIQH ABOUT YOU TO HELP CLA55 FY YQUR AHSWERSi 

PieBoe eircie the ietter in front of your •na«*r choica. 'or fiii in the biank, 

1, Your genderi a. maie, b. femaie (106) 

2. Your menth •nd ymmr eí birthi month , ymmr (107-10) 

3, In your f^mily, ver. you, •. the oldeat chlldf 
b. • 'middle* childf 
c. th. younge.t chiidf (111) 

4. Hov many chiidr.n «.r. there in your famiiy (inciuding youraeif)f 
(112-13) 

5. Were either of yeur p^rent. aeif-empieyed fer eny p^rt ef their «orking 
c^reeraf 

a. ymm, b. no c. don't knov (114) 

6. Do you hav. any oth.r r.l.tiv.a er ciooe •cquBÍntoncea «ho have atarted 
a buaineaaf 

a. Y"t b« "<' ^' don't knov (115) 

7. Hav. yeu .v.r atartad a buain.oa youraeif, er heiped te ot.rt onef (116) 

a. ymm, hav. atart.d • buaine«« my*.lf 
b. ymm, hav. atart.d a buain... vith on. or mor. oth.r. 
c. no, hav. net 

8. Hov lik.ly ia it !• th.t yeu viil atart up • buaineaa in th. futur.f (117) 

•. ne ch^nc. 
b. very unlikely 
c. aomevh.t uniikely 
d. couidn't gue.a 
e. aomevhat iikeiy 
f. very likeiy, 
g. •baoiuteiy certain 
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O. INFQRMATION ABQUT YOU TQ HELP CLAS51FY YOUW AMSwrnS (CDNT.»t 

Pieea* cireie the ietter in front of your ana«er ehole*, or fiii in thc biank. 

9. What ia your currvnt empioymant •tatuat (118» 

a. un*mploy»d (not r*tir*d) 
b. r*tir*d 
e. n^1f-•mplo 'd, 
d. *mploy»d (vorking for •om»on» »1*») 
*. both •e" and •d' 

10. 1£ *mpiey*d, vhat ia your main businee^t . (119-20) 

11. Whet type ef function do you perform vithin thi« buaine^ot (121) 

a. proprietor or partner 
b. generoi manogement 
c. morketing 
d. produetion 
e. finance/accounting 
£. oth»r funetion. 

(pi»aa» •p^cify oth»r iunetion) . 

12. 'Wh»t ia your po^ition In thi^ buain»»a eail»dt 
(122-23) 

13. In your «ork ho« often do you p*rform an •int*rfac»^ function b*t»»*n your 
organization and oth»r organizBtionat 

Net ot •ll 1 2 3 4 5 6 7 Very fr*qu»ntly 1124) 

14. Hev often de you feel atreoo reioted to your »orkf 

Het at 011 1 2 3 4 5 6 7 V*ry fr»qu»ntiy (125) 

15. Ho« likeiy i. it that you «111 octiv^ly look lor a n*« Job J" »̂̂ » ^^^^ 
yeerf (Pieoae rat. the likeiihood by circiing • number on thia •calei) 

very unllk.iy 1 2 3 4 5 6 7 very iikely «126) 

16. Hov likely ia It th.t you vlll actlvely .t.rt ^^'""rthi^'acri") '" 
the n.Mt yearf (Pl...e circi. .n appropriat. number on thia •c.l»i) 

v.ry unlik.ly 1 2 3 4 5 6 7 very iikely (127) 

17. Hov vouid you rate your buain**. .ucc*.o .t ^^J- ^"^"^. i:/°"^ ' ' " ' 
(Pie.B. r.t. yeura.if by circiing • number on thi. Bc.lei) 

very unBUCC.B.ful 1 2 3 4 5 6 7 vry .ucceoofui (126) 

THAHK YOU FOR PARTICIPATIHO IN ^"»5 RE5EARCH "OJ^CTI 

PLEASE RETURN THIS OUEST lOHHAl RE ^^ I^^^^'i^í*!* ! ' * I % " S 5 Î D E D . 
DEPARTMEHT OF MAHKETIHO & SMALL BUSIHESS IH THE EHVELOP PROVIDED. 



C. Exhibit III: Phase II Cover Letter 
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Ocpnrlmenl oí Markellng and Sm. i j Business Managfmenl, 301 Clinlon Mall 

WICHITA STATE UNIVERSITY 
College of Business Adminislralion 
Wichlta. Kansas 67200 (31G) 6U9-33G7 

Thank you for participating in this research study. It 
involves the development of a set of questions that will identify 
characteristics of persons who associate themselves with various 
marketing endeavors. 

As an active member of the marketing community, your 
response is essential to the success of this research. 

Perhaps more important, answering theRe questions may holp 
you to reflect upon some of your own attitudes toward your work 
life and to better understand your own personal satisfactions and 
commitments. 

Please answer all the questions as thoughtfully and as 
accurately as you can. Some of the questions may seem a little 
strange, but they all have a purpose. 

Your response is completely anonymous and will be used for 
statistical purposes only. You should be able to finish in about 
20 minutes. Please use the enclosed postage paid mailer for your 
reply. 

Sincerely yours, 

^/ 
:?. 
^ /̂ - y^c"^-^^ 

Phillips W. Goodell 
Asst. Prof. Marketing 6 Small Business 



D. Exhibit IV: Phase II Ouestionnaire 
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PCRSONAL AMD BUSIHESS ATTITUDES OUESTlONNAIRE 

B»lo« 1» . li»t oí p.lr.d .ttltud»» or vl»v». Pl»a»» lndic.t» your o»n 
p»r»on.i pr»f»r»nc» or f»»iing .bout ••eh it*-" by draving A 'CIRCLE' .round 
THE VERTICLE HARK th.t 1. clo»»»t to your p.rtlcul.r í»»iino. 

For »M.iiipl» ií you •trongly pr»í»rr»d th» color 'r^d' ov»r th» color 'blu^' 
you vouid CIRCLE THE HARK CLOSEST to th» *pr»í»r th» coior r»d* •t.t»«»nt; 

pr.f.r th. eoior biu» I I I t 
^ 

pr»f»r th» coior r»d 

On th. oth»r h.nd, if you .trongly pr»f»rr»d th» color *blu»,* you «ould 
CIRCLE THE HARK CLOSEST TO YOUR PREFERENCE. *blu».* If your pr»f»r»nc» »•» 
not o. .trong .ith.r voy. you eouid eirci. on» of th» oth»r m.rka IN BETWEEN. 

A. PREFERENCESi 

1. veuid lik. alcydivino 

2. pr.f.r .orklng for . 
••oii eo.pony 

3. lik. fooiiior thing. 

4. llk. pioying th. goa. 

5. by th. .g» of 17 I hod 

atort.d a.ny p.ylng 
bu.in... v*ntur». 

6. c.n't at.nd .up.rvi.lon 
of ay vork 

7. pr.f.r • r.ody-o.d. 
•y.t.M oir.ody in pi.c. 

6. look b.for. you I».p 

9. lik» .ttoining oid gooi. 

10. p.tt.rn. ef thlng. or. 
oft.n hord to o»» 

11. pr.f.r to b.t on go»». 
I pioy in 

12. vllling to l.t oth.r. 
eontroi 

13. Int.nd to .tort o 
bu.in... of oy ovn 

14. lik. trying thing. fir.t 

13. lik. b.ing th. bo.a 

16. votch for n.g.tiv. aid. 
.ff.et. ef oetien. 

17. pr.f.r h.rd oeoi. 

18. pr.f.r to w.k» th. 
d.ei.ien. .ya.if 

i9. vlil probobiy hov» 
• bu.in*.. ef ay evn 

2B. vont te knov r.ouit. 
eontinuouoiy 

21. lik. to ob«»rv» 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 t 1 1 

1 1 1 1 1 

1 1 1 1 1 

1 1 1 1 1 

• • I I I 

1 f 1 1 1 

1 1 1 1 1 

1 1 1 1 I 

i 1 1 1 1 

1 1 1 1 1 

1 1 t 1 1 

vould not llk» .kydivlng (01i 

pr»f»r vorklng for . l.rgv 
eoap.ny 

iik» n»v thlnga 

iik» vinnlng th» g.m» 

by th» .g» of 17 I had 
not at.rt.d ">.ny paylng 
bualn»»» v»ntur»» 

don ' t <nlnd •upvrvi.ion 
of ay vork 

pr»f»r to d.vvlop my 
ovn .yot»>« 

h» vho h»*lt.t». 1. lo.t 

ilk» a.tting n»v go.i. 

p.ttvrno of thlngo .r» 
u.u.lly el».r 

pr»f»r to b»t on g.m»o 
I don't ploy in 

pr»f»r to b» in controi 

do not tnt»nd to .t.rt . 
bu.in... of "y o«n 

llk» prov»n thing. 

iik. b.lng th» do»r 

focu. on b.n.fit. of 
•etion. 

pr.f.r prud.nt go.l. 

pr»f»r oth.ro w.k» the 
d.ciolono 

vlll prob.bly not h.v» . 
bu.in.o. of ) y ovn 

don't v.nt to knov r».ult. 
continuou.ly 

iik» to p.rtlclp.t. ( 21 ) 

http://oth.ro
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A. PREFERENCES (COHT)i 

22. pr.f.r to i».d 

23. r.od o iitti. 

24. d.ivg.t. it 

25. comf i t m . n t t o t h . f i rm 

26. • • . k p . r m i o . i o n 

pr»í»r to •upport th» l».d»r 

re.d . iot (23) 

d o it iity»»lí 

commltm»nt to the proj.ct 

•»»k forgiv»n»aB (26) 

B. JOB CHARACTERISTICSt . 
Pl».^. rot. th. CHARACTERISTICS OF YOUR JOBt thot i., th. octu.i thing. you do 
for th. fir. at vhich yeu vork. 

(PLEASE CIRCLE APPROPRIATE MARK) 

1. Th. amount of vori.ty in th. thing. <27) 

you do in your Job 

2. Th. numb.r of chail.ng.o you fac. 

3. Th. opportunity to vork vithout 
aup.rvi.ion 

4. Th. amount of control you hav» ov»r 
th. pac. ef your vork 

3. Th. opportunlty to vork on a ta.k 
from atart to finiah 

6. Th. opportunity to vork on a taok 
by youro.if 

7. Th. amount of fv.dback on p.rformanc. 
you r.ceiv. from aup.rvi^or^ 

8. Th. amount of f.odback on p.rformanc. 
you r.c.iv. from th. vork ita.if 

9. Th. numb.r of p.opl. in.id. th. company 
you d.ai vith in ord.r to do your Job 

10. Th. numb.r of p.opl. p u f id. th. < 36) 
company you d.ai vith in ord.r to do 
your job 

A iot 

Hany 

A iot 

A iot 1 

Alvay• 

Alvay. 

A lot 

A littl. 

F.v 

F»v 

1 1 1 1 1 t 1 

1 1 1 1 1 1 1 

1 1 1 1 1 1 1 

1 1 1 1 1 1 1 

1 1 1 1 1 1 1 

1 1 1 1 1 1 1 

1 1 t 1 1 1 1 

1 1 1 1 1 1 t 

1 1 1 1 1 1 1 

1 1 1 1 1 1 t 

A iltti. 

F»v 

A llttl» 

A lltti» 

N»v»r 

N.vor 

A ilttl. 

a iot 

Hany 

H.ny 

C. JOB CHARACTERlSTICSl 
Wouid you pr.f.r mor., pr.f.r l..«, 
er 1. your curr.nt . p.ri.nc. about 
r̂ flht for veuT __ 

1. Th. amount of varl.ty in th. thing. 
yeu de in your verk 

2. Th. numb.r of chall.ng.. you fac. in 
your vork 

3. Th. opportunity te vork vithout .up.rvi.ion 

4. Th. .mount ef contrel yeu h.v. ov.r th. 
p.c. ef yeur vork 

5. Th. opportunity to vork on a ta.k from 
at.rt te fini.h 

6. Th. opportunlty to vork on a ta.k 
by your.elf 

IPLEASE CIRCLE APPROPRIATE MARK» 

PREFER 
LESS 

IT'S ABOUT 
RIGHT 

PREFER 
HORE 

1 1 1 1 1 1 • 

) 1 • 1 t 1 1 

1 1 1 1 1 1 1 

1 1 1 1 1 1 < 

1 1 1 1 • 1 ' 

(37) 

(42) 
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C. JPB CHARACTERISTICS (CONT. I 

7. Th» .mount oí f»»db.ck on p»rfor.nc» 
you r»c.iv# from •up.rviaor^ 

8. Th» .mount of f»»db.ck on p»rform»nc» 
you r»c»lv» from th» vork lt»»if 

9. Th» numbvr of p»opl» in.jd. th» 
comp.ny you d».l vith In ord.r to 
p.rform your job. 

10. Th» numb»r of p»opl» out.id. th» 
compony you d».l vith in ord»r to 
p.rform your job 

I I t I I I I 

' » I I I I 

I t I I I I 

t I I I I I 

(43) 

(46) 

0. AVAILABILITY OF kORK CHARACTERISTICSi 
Could you r».llz. a mor» a.tl.í.ctory l»v»l 
of •ach of th» following aapact. of your 
vork if you p.rformad th. a.m* job, but for 
•Qm. oth.r eome.nv? 

1. Th. .mount of vari.ty In th. thinga you do (47) 
In your vork 

2. Th. numb.r of ch.ll»ng»» you f.c» 

3. Th» opportunity to vork vithout .up»rvl*lon 

4. Th. .mount of controi you h.v* ov»r th» p.c» 
ef your vork 

3. Th. opportunity to vork on . t.ak from at.rt 
to fini.h 

6. Th» opportunity to vork on . t.ak by your.vlf 

7. Th. .mount of f»»db.ck on p»rform.nc» you 
r»c»iv» from aup.rviaor^ 

8. Th. .mount of f»»db.ck on p.rfor.anc* you 
r.c.iv. from th. vork Ita.if 

9. Th. numb.r of p.opi. in.id. th. coap.ny you 
d.ai vith in ord.r to do your Job 

10. Th. numb.r of p»opl» o u f i d . th» co.p.ny you 
d » . i v i th in ord.r to do your job (56) 

VERY LIKELYí•HO', 'YES' ) 
PLEASE CIRCLE THE MOST 

APPROPRIATE HARKi 

No t 

No 

No 

No 

No 

No 

No 

No 

No 

No 

1 1 1 1 1 1 1 

1 1 1 1 1 1 1 

1 1 1 1 t 1 1 

1 1 1 1 1 1 1 

1 1 1 1 1 1 1 

1 1 1 1 1 1 t 

1 1 t 1 1 1 1 

1 1 1 t 1 1 t 

Y»a 

V»a 

Y»B 

Y»B 

Y»a 

Y»a 

Y»» 

y». 

Y». 

Y»» 

E. WQRK SATISFACHgNS 

Aii thing. con.ld.r.d, hov ..ti.fl.d 
vould you aay you ar. vlth »ach of th» 
factor. ii.t.d b.lovT (Not» th.t both VERY 
'Joba* and 'car.^r.* ar. mantion^d) DISSATISFIED 

(PLEASE CIRCLE APPROPRIATE HARK) 

i. th. p.opl. you vork vith on your JobT 

2. th. i.ad.r.hip on your JobT 

3. yeur Jeb in g.n.raiT 

4. your c h . n c . of g.tting .h.ad In thl. 
organlzation in th. futur.T 

5. yeur pay, con.id.ring your .klil. and th» 
.ffort yeu put into your vorkT 

6. yeur cara.r, or occupatlon in g.n.raiT 

I 

NEITHER 
t 

I I t 

VERY 
SATISFIED 

I I 

t 

1 

1 

1 

1 

t 

1 

1 

t 

1 

1 

1 

1 

1 

1 

1 

t 

1 

1 

t 

t 

t 

t 

1 

, 

t 

1 

1 

1 

t 

t 

1 

1 

1 

t 

(57) 

(62) 
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t. WORK SATISFACTIONS (CONT.) VERY 
DISSATlSriED 

t 
t 7. th» pro»p»ct» for futur» ».rnlng» vhlch 

yeur c.r»»r provid»»T 

8. th» ch.nc» for p»r»on.l grovth .nd 
achi»v»m»nt vhich your c.r»»r provid»»T 

9. pl».»ur» .nd h.ppln»»» th.t your c.r»»r 
provid»aT 

10. th» eh.nc. for p.r.on.l r.cognltion 
that your cara.r provid.aT 

11. t h . opportunity that your c.r»»r provid»» 
to do good thinga for oth»r p»opl»T 

NCITHER 
I 

I I I 

1 1 1 1 1 1 1 

1 t 1 1 1 1 1 

1 1 1 1 1 1 1 

t t 1 1 1 t 1 

v r n .-
S A T I ff IKl 
I 
I I 63 I 

167 • 

(»nd R 1 I 

F. ATTITUDES CONCERNIHQ COHPAHY 
AND CAREERt 

(PLEASE CIRCLE APPROPRIATE M A R K I 
STROHGLY STRONCLY 
DISAGREE NEITHER ACREE 

1. t .m villing to put In . grvat d».l of vffort 
b»yond th.t normall)r »Mp»et»d In ord»r to 
h»lp thi. org.nlz.tion b» •ucc»»^ful. 

2. I taik up thla org.nlz.tlon to my frianda 
•• a gr.at erganization to vork for. 

3. I f»»l v»ry litti. loy.lty to thl. 
org.nization. 

4. I vould .ccvpt .Imoat .ny typ» of Job 
.o.lgnment in ord»r to k»»p vorklng 
for thi. org.nlz.tlon. 

3. 1 flnd th.t my v.Iuv. .nd th» org.niz.tion'• 
v.Iu»» .r» v»ry »1*11.r. 

6. I .m proud to t»ll oth»r. th.t I .<• p.rt 
of thl^ org.nization. 

7. I could Juat .• v»ll b . vorklng for . 
dlff»r»nt org.nlz.tion .• long .. 
th. typ. of vork v.. ai.iiar. 

8. T h l . org.niz.tlon rv.ily ln.plr»« th» yfmry 
b».t In m» in th» v.y of Job p»ríor».nc». 

9. It vouid tak» v.ry llttl» ch.ng. in my pr.a.nt 
elrcumatanc. te caua. m» to i.av. thla 
erganization. 

10. I am •Mtr»m»ly gl.d th.t I cho.» thl^ 
org^niz.tlon to vork for ov»r oth»ra 1 ••• 
eon.id^ring .t th» tim^ 1 Join^d. 

11. Th^r^.'^ not too much to b» g.lnvd by .tlek-
ing vith thl^ org.nlz.tion ind.finit.iy. 

i2. Oft»n, I flnd it dlfflcult to .gr»» vlth thl. 
org.nlz.tlon'. pollcl»^ on import.nt m.tt.r. 
rvi.ting to it. •mploy.*^. 

13. I r».lly c.r» about th» f.t» of thi. 
org.niz.tion. 

i4. For m» thl^ !• th» b»»t of .11 po»^lbl^ 
org.niz.tiona for vhich to vork. 

< 6 A I 

(61 ) 
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F. ATTITUDES COHCERNINO COMPANY 
AND CAHEEH (CONT. )t 

19. D.cidlng to vork for thlv org.niz.tlon ••• 
• d»/init» Miat.k* on my p.rt. 

16. I h.v. . •trat»gy for .chl.vlng my r.r»»r 
go.i.. 

17. I ld»ntify .trongly vith my cho»»n lln» 
of vork. 

18. Som»tim». I vi»h I h.d cho.»n . diff»r»nt 
c.r»»r fivid. 

19. If I vvr^ to d»»crib^ •^••If to •o*»on». 
I vould prob.biy b.gin by •tating ny iin* 
ef vork. 

20. I don't b»li»v» th.t I could do .nything 
•i.^ but thi^ iin^ ef vork. 

21. I .m morv d»»ply committvd to my c.r»»r 
in my chos^n fi^ld th.n to mny p.rtieui.r 
eomp.ny. 

22. I vould ch.ng* car.»r» to .ec»pt . job In 
.noth.r fi*ld th.t p.ld 39% mor» th.n I 
nov mak». 

STRONCLY 5TR0M0LY 
DISACREE NEITHER ACREE 

I t t 
t I t t I I I (62) 

I I t I I I I 

I t t I I I I 

t I t I t I 

1 I 1 t t t t 

t t 1 I t ( t 

t t t I t t I 

t I t I I I I (89I 

CONCERHIHQ HY WORKt 

23. I f.»l c»rt.ln about hov much 
authority I hava 

24. I aeldom knov that I hav» divldvd 
my tim» prop.rly 

23. î knov vhat my rvaponaibll1tl^^ ar. 

26. I h.v. to do thing. th.t .hould b. 
don^ diff^r^ntiy 

27. I vork vlth tvo or mor» groupv vho 
op^r.t. quit. diff.r.ntiy 

28. I ••Idom r»c»lv» lnco"p.tlbl» r.qu^^t^ 
from tvo or morv p^opl^ 

29. 1 ..Idom r.c.lv^ .n .••Ignm.nt vlthout 
•d.qu.t. r..ourc.^ and •at.rl.l. to 
.x.eut. it 

STRONGLY STRONGLY 
DISAGREE MEITHER AGREE 

I I I 
t I I 1 

t 1 t t 1 1 1 

t 1 1 1 1 1 1 

1 t t 1 1 1 t 

1 t t t 1 1 t 

1 t 1 1 1 1 t 

1 1 1 t t 1 t 

t 19») 

t (96) 

p, îHFORMATiqH Aft""T vou TO HFl.P CLASglFY YPUR ANgWEf^g. 

Pl...» >.«.>•.• th» l^tt.r in front of your choic. or fiil m th. bl.nk. 

1. Your.g.nd.n •• "'•i». »>• f»"«i« " ^ ' 

(98-99) 

2. Tour •g.i 

3. Y..r. of form.i .duc.tion you h.v» eo«pl.t»dT (1(88-181) 

,.j c. •Ingle (dlvorc»d) 
4. Teur m.rifi .ftu.. .. iy/^[l\^^^^^ m.rri.d) d. .in,i» (.ldo.»d. (182) 

9. In your f.mlly, you v»r»i 
a. th» only ehild 
b. th. old».t ehild 

c. . *mlddl»* ehlld 
d. th» young».t ehlld (103) 
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0. IMFORHATION ABOUT YOU TO HELP CLASSIFY YOUR AHSWERS (CQHT ) : 

6. W.r. .ith.r of your p.r.nt. ..if-.mpioyod for any port of th.lr vorklng 
car..r.T 

a. y.., b. no, c. don't knov (104) 

7. H.v. you .v»r .tart.d a bu.inaaa your^.lf, or h.lp»d to .tart on»7 

.. y.., h.v. Btart.d a bu.in.ao myorlf 
b. y.^, hov. .t.rt.d o bu.in»ao vith on. or more oth.ro 

c. no, h.v. not (105) 

8. How lik.iy ia it ia that you wiii •t.rt up • bu.in... In th. futur.T 

.xtr.m.iy unlik.iy I I i I I I l aimo.t c.rtaln (106) 

9. Wh.t iii your curr.nt .mpioym.nt atatu.T 

•. r.tir.d d. .mpioy.d (vorking for .omon. .ia.) 
b. un.mpioy.d (not r.tir.d) .. both *c* and *d* 

c. a.if-.mpioy.d (107) 

10. Hhich of th. foiioving b.at d.acrib.a your Jobi (108) 

a. 'out.id.* .•i..p.r.on f. oth»r m.rk.ting non-monog.m»nt 
b. 'in.id.* ..l..p.r.on g. ovnrr or portn.r 
c. .ol.a monog.r (dl.t./r.gion) h. conoult.nt 
d. •al.a monog.r (n.tionoi/g.n.r.i) i. non. of th. obov» (ploose 
.. oth.r in.rk.ting monog.m»nt .p.cify) 11. Wh.t ia your •ctu.l Job titi.T (109-10) 

12. In wh.t typ. oí indu.try i. your íirmT 

• . indu.tri^l good. c. •.rvic. 
b. con.um.r good. d. oth.r (pi.... (111) 

• p.cify) 

13. In your work hov oft.n do you p.rform an 'int.rfac.* functlon b.tv..n 
your org.niz^tion •nd oth.r org.niz^tion.T 

not Bt •11 1 2 3 4 5 6 7 v.ry fr.qu.ntiy (112) 

14. la th. l.v.i of Job-r.i.t.d atr... th.t you curr.ntiy .xp.ri.nc. 
in your vork... 

vmry low 1 2 3 4 S 6 7 v.ry high (113) 

13. How lik.iy i. it th.t you wiii .ctiv.iy look for • n.v Job durlng 

th» n.xt y.«r7 

v.ry unlik.ly 1 2 3 4 5 6 7 v.ry lik.iy (114) 

16. How lik.iy i« it th.t you will •ctiv.iy .t^rt to ch^ng. your c.r..r 

durlnø th» n.xt y«.rî 

v.ry uniik.iy 1 2 3 4 5 6 7 v.ry lik.iy (115) 

17. Ho« would you r.t. your bu^in... •ucc... .t thi^ point in your iif.T 

v.ry •ry un.ucc...íul 1 2 3 4 5 6 7 v.ry .ucc...ful (116) 

THANK YOU FOR PARTICIPATING IN THIS RESEARCH PROJECTI 
PLEASE USE THE POSTAGE PAID HAILER AND RETURN THIS OUESTIONNAIRE TO 
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