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The motive behind the project

The sales personnel’s satisfaction with the orgation and their intention to leave the
company.

The sales personnel play an important, althoughallysmuch underestimated, role
in the working of a modern business. As indicatedhe results of much research and by
practitioners’ experience, the satisfaction ofshkes staff has a great, direct or indirect,
influence on the effectiveness of the sales perqi@rown, Peterson 1993, Babakus,
Cravens, Johnston, Moncrief 1996, Darmon 2005)vedkas on their other behavior, such
as their intention to leave the company (FutredkaBuraman 1984, Johnston, Futrell,
Parasuraman, Sager 1998, Ladik, Marshall, Lasskdkef 2001).

The loyalty of the sales personnel, expressedéyintention to leave the
company” is an important determinant of the cursaiés effectiveness as well as the
company’s long-term market position (Darmon 2005).

Identification of determinants that shape thespkrsonnel satisfaction and
correlation of satisfaction with intention to leahe company has a great impact both on
the theory as well as the practice of managemenisfied salespeople seem to be more
loyal towards the organizations which employ thamsentiment that is reflected mainly by
relatively low rates of the declared intentiongave the company and a significantly lower
level of voluntary fluctuation among this groupeshployees (Roach 1979, Parasuraman,
Futrell 1983, Johnston, Varadarajan, Futrell, S4§&7, McEvoy, Cascio 1987, Roland
R., Stewart, Miller, Pielack 1996, Russ, McNeil§9b, Ladik, Marshall, Lassk, Moncrief
2001, Hom, Kunicki 2001, McCulloch 2003).

Following Churchill, the Authors assume that a spégson’s satisfaction with the
organization is a component of seven autonomouabias and comprises respectively
satisfaction with: (1) the nature of duties perfedn(2) the salary, (3) the relationship with
the immediate superior, (4) the atmosphere prexpdimong the sales team, (5) the
customers, (6) the career prospects, (7) the coynpalicy (Churchill, Ford, Walker,
Johnston, Tanner 2000).

The organizational variables which are a source sdlesperson’s satisfaction
(dissatisfaction) can, therefore, vary from theuraeration system, the atmosphere
prevailing in the company, through the company’kcpes towards the sales force and the

clients, to the salesperson’s relationship withithemediate superior, especially the manner



in which targets are determined and communicatedljrawhich sales regions are
allocated to particular members of the sales ¢taitas, Parasuraman, Davis, Enis 1987,
Tett, Meyer 1993, Williamson 1993, Chonko 1996, an 2005, Adidam 2006).

In Poland the relation between the sales persasatisfaction and their behavior
has not hitherto been subject of research. Thiaqgenon has never before been analyzed
in a broad organizational context, especially latren to such a numerous and such a
specific group of professionals as salespeoples pioject is therefore the first attempt to
fill the gap between the attainments of managersienties worldwide and the knowledge

and practice of managing sales forces in our cguntr

The objectives of the project

In this project, the Authors have set themselveddhowing objectives:
1. To identify determinants of satisfaction which beéstine a salesperson’s general
satisfaction with the organization.

2. To identify determinants of satisfaction which baéstine a salesperson’s general

dissatisfaction with the organization.

3. To assess the declared intention to leave the coynpaking into account the time

factor.

4. To identify the variables with the highest impantthe intention to voluntarily

turnover the company.
Methodology

Study of literature

The first phase of the research project preparetidyuthors comprised an in-
depth study of the literature, including an anaysfiover 30 most representative articles
and research reports taken from specialized peatsidedicated to sales force
management, to the sociology of organizations aadagement of human resources
published between 1974 and 2008.

The primary concern of the aforementioned analysis to identify variables which
most strongly influence the level of satisfactidrire sales personnel. It served to
customize and later to verify the research todhenform of a standardized questionnaire.

At the same time, following from analysis of keyerence papers, Authors

assessed the relations between a salespersosfstin (dissatisfaction) and their



declared intention to voluntarily leave the compasydescribed in publications. It has

allowed to formulate relevant research objectives.

Description of the surveyed population of sales pko

The survey was carried out on a sample of 544 eypplof a sales department of
one of the leading Polish mobile telephony compar the time of the survey, the
company employed 640 staff in 244 branch offic&p&f whom took part in the research
project. In the research sample a slight majoritwyamen (57%) over men (47%) was
observed. The sales personnel of the company istigneconsists mostly of very young
(under the age of 26 — 67% of employees) or yo@bgd 35 years old — 32% of
employees) people with a relatively little expade both in the company and in sales.
Most of the salespeople surveyed had a high Idvedlacation (59% held a bachelor or
master degree, or a diploma from a technical usitygr Data obtained from
guestionnaires shows that as many as 64% of teesadple surveyed are currently
continuing their studies. In other words, nearly tiirds of all respondents were students

at various types of universities.

Research tools and variables measured

The analysis of relations between company satisfaeind intention to leave the
company is a part of broader research projectdaristhe entire sales organization of the
company in question. Empirical research has sexvédild a profile of the salespeople
which referred to such organizational variablethadevel of sales effectiveness,
satisfaction with the organization, declared loyaibwards the company, devotion to one’s
profession and opinion about the scale of fluctuain the sales staffurthermore, the
respondents’ opinion aime reasons for which the sales personnel leavw@sdmpany and
the main consequences of fluctuation among salpépand sales managevgas also
registered.

The survey of the salespeople was based on a stirethquestionnaire, containing
93 close-ended questions, including demographistoues. Each questionnaire was
accompanied by a brief cover letter and each questas preceded by a short and clear

instruction.

Answers to demographic questions which containeibies describing individual
respondents, such as gender, age, education pegédssional experience, and number of

customers served, were calibrated using eitheothhchous or multiple-choice nominal



scales. To other questions a special six-poingrizad, verbal, forced Likert scale was
applied.

The question pertaining to the respondent’s effeciss was a separate research
category. This variable was defined as the degree¢ntage) in which their assigned
target, i.e. their quarterly sales quota, was aeueln this case an interval scale was
applied, with the number of intervals and intemwadth defined basing on empirical data

from the surveyed company.

All the variables described above were of a detilagaature, i.e. the measurement
was based solely on the opinions of the surveysgomdents, no other methods or sources
were used to further verify them.

A special standardized average was used for cosgranwhich allowed to relate
measures of different variants of answers. At Hmaestime it should be stressed that this

average is an abstract value, serving only aseaamete point.

The survey was conducted between December 15, &td&arch 31, 2009. It took
the form of an electronic questionnaire accessilae webpage of Sales Force
Management Center. In order to access the quesirenmespondents logged onto the
webpage and then entered an individually generaidd and a password. The computer
programme operating the questionnaire “forced’rdgpondents to give an answer, hence

the test results do not include the category “remean.”

Methodological limitations and organizational contitbning of the research project

The project is limited by a number of factors rethto the methodology and to the
organization. The survey was conducted on the s#ddéisfrom one company, a fact which
visibly affects their “representativeness”. Thelésgpersonnel population” which was
surveyed is composed mainly of young, highly ededtg@teople, who, in some cases, are
continuing their studies. Thus the sales persooindgle surveyed company differed
significantly from the employees of a sales departiirom a “typical” Polish company.
Finally, the survey was carried out during a 14+4eeriod, during which a radical change
occurred in the economic situation and social dierroughout the country. These

changes were bound to affect the respondents’tioteto leave the company.



Percentage distribution and analysis of answers gin to selected questions

The sales personnel’s satisfaction with the orgaation

This module is composed of 28 close-ended questsmased with a six-point,

forced Likert scale. The index of average satigbacivith the organization, calculated

basing on the answers, equals 0.715 on a scale(rbrho 1.

Table 1. Sales staff job satisfaction index (SSJS!)

No. | SSJSI components Satisfaction

Index *

1| Sales people perceive the atmosphere in the congsagyod 0.890
2 | Sales people are satisfied with relationship wittworkers 0.870
3| Sales people hold their superior in high esteem 0.830
4| Sales people like their current job 0.820
5| Sales people find working with clients a pleasure 0.810
6 | Sales people like their superior 0.810

7 | Sales people are satisfied with their relationshijtls their superior 0.800

8| Sales people acquired useful skills while workiagthe company 0.800
9 | Sales people are satisfied with their job 0.790
10| Sales people find the goals and tasks assignédaio tlear 0.790
11| Sales people believe the company treats clienty fai 0.780
12| Sales people find the goals and tasks assigndwto well-defined 0.780
13| Sales people can rely on the superior’s help i chproblems 0.770
14| Sales people receive support from their superiaraak 0.760
15| Sales people find the goals and tasks assignédano attainable 0.750
16| Sales people believe that tasks are distributely @mong the sales personnel 0.730
17| Sales people believe that information about changte offer arrives too late 0.710
18| Sales people believe that they are treated fajrishb company 0.710
19| Sales people believe that the company providegigeand stability to the workers 0.690
20| Sales people believe that their salary is fair carmag to the salary of co-workers 0.670

Sales people believe that only competence and sidlint when it comes to

21| promotions 0.620
22| Sales people believe that the work offers oppotiesifor development and makinga  0.620

' standardised average




career

23| Sales people believe that the company offers &iteatraining 0.590
Sales people believe that contacts with the compamyccasional — there is lack of

24| emotional relation with the company 0.560

25| Sales people believe that the salary is adequdke tsalesperson’s efforts 0.550

Sales people believe that salaries in the compangtiractive when compared to
26| others in this line of business 0.550

27| Sales people believe that changes in the prodterirag and price list are too frequent 0.510

28| Sales people believe that basic salary is sat@fact 0.470

Sales Staff Job Satisfaction Index 0.715

Source: Analysis of data delivered by Sales Foraaagement Center 2009

Detailed correlation analysis of the elementstht@ job satisfaction index has

allowed the Authors to identify organizational \adoes that influence a salesperson’s

general satisfaction with the organization as wasllto identify the variables without any

impact on a salesperson’s satisfaction.

Table 1. Determinants of a salesperson’s generaitsfaction with the organization.2

0.78

Sales people believe that they like their curreht |

0.56

Sales people find working with clients a pleasure

0.56

Sales people believe that the work offers oppotiesior development and making a
career

0.55

Sales people enjoy working in the sales department

0.51

Sales people believe that they will work in the sarganisation in 12 months’ time

0.49

Sales people believe that they are treated wethéyompany

0.47

Sales people believe that they will work in the sasmganization in 6 months’ time

0.46

Sales people declare that the organization thek faordeserves their loyalty

0.46

Sales people believe that their job is prestigious

0.45

Sales people declare that they are willing to recemd the organization to their family,
members as well as friends

2 pearson

correlation line coefficient higher th@



0.45

Sales people declare that in the future they wbkddto continue their professional
career in the sales department

0.44

Sales people believe that the organization delitermsmployees safety and stability

0.44

Sales people believe that they acquired a lot efuliskills while working for the
organization

0.41

Sales people declare that they receive support fin@m superiors

0.40

Sales people declare that their salary is attragtivcomparison to other organizations
the same business

0.40

Sales people declare that they are satisfied Wwélbase salary level

0.40

Sales people declare that in case of any problémvsrk, they can rely on their superig

0.40

Sales people believe that they can manage to kegph in the organisation in the nex
12 months

in

_,
(7]

—

Source: Analysis of data delivered by Sales Foraaagement Center 2009

About 20 variables defining sales personnel’ss&attion have been identified in

the survey. The most important were: atmospherthéncompany, satisfaction with the

relation with the clients and career opportunities.

There were fewer reasons for dissatisfaction ftbenside of the organisation. The

most important were: lack of career opportunitresnotonous character of work and lack

of general job satisfaction.

Table 3. Determinants of a salesperson’s generaklaof satisfaction with the organizatiori

-0.50

Lack of development and promotion opportunities

-0.46

Fact that many members of the team declare aailave the company

-0.45

Perception of job as monotonous

-0.39

Perception of the salary as too low

Source: Analysis of data delivered by Sales Fore@dgement Center 2009

3 Pearson

correlation line coefficient higher th@u



The impact of many variables which seemed to jgomant prior to the survey has
not been empirically proven. There was no corni@hatbetween stress and declared
satisfaction of the sales people. Also the % lefeichieved budget had no impact on the
level of sales people satisfaction. It is extremalgresting that the fact whether a sales
person has received the bonus or not has alsodadpact on their satisfaction.

Intention to leave the Company

The module of “a salesperson’s declared loyaltgludes 7 close-ended questions.
They were all constructed in the same manner, gasira six-point, forced Likert scale. In
this report only two questions were analysed — lusid to measure the sales personnel’s
declared intention to leave the company.

Chart 1. % answer to the question: ,| am certain tat in 6 months’ time | shall be working
for the same company”.

no; 2 definitely no; 1 definitely yes;
21

rather no; 7

—

yes; 33

yes; 36

Source: Analysis of data delivered by Sales Foraaagement. Center 2009

58% of the respondents believe they will be workimgthe same company in 6
months’ time, therefore the index of “intentionvimluntarily leave the company” has a
very low value. At the same time, there were narctieclarations of the intention to leave
the company.



Chart 2. % answer to the question: "I am certain that in 12 months’ time | shall be working
for the same company.”

rather no; 13

no: 3 definitelyno;2  definitely yes;
’ 14

yes; 23

rather yes; 46

Source: Analysis of data delivered by Sales Fore@edgement Center 2009

While analyzing the intention of respondents ttuatarily leave the company, one

can observe significant decline of sales peoplenaiihg to stay in the company in the

coming 12 months.

Identification of the variables with the highest ipact on the intention to voluntarily

leave the company.

correlation analysis has allowed the Authorsdentify variables which strongly

influence the intention to leave the organizdtion

Table 4. Variables strongly influencing the intenton of sales people to leave the organization

0,51

Recommendation of the company to friends and mesniifehe family

0,47

Satisfaction with the current job

0,46

Company deserves my loyality

-0,42

Declaration of leaving the company by many membétke team

0,40

Opportunities for personal development and career

Source: Analysis of data delivered by Sales Foraaagement. Center 2009

4 One can see below original questions used in tineey
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Conclusions

1) The sales staff of the surveyed company are charsetl by a relatively high level
of satisfaction with the organisation. The SaleaffSiob Satisfaction Index (SSJSI)
derived from analysis of 28 independent and heaxalyed factors is equal to 0.715 on a

scale from 0 to 1.

2) The five components which weigh in the Sales Slaff Satisfaction Index most
heavily are: “Good atmosphere in the company, featien with relationship with co-
workers and with the immediate superior, satistactivith the job and satisfaction with

relationship with clients”.

3) The components with the least relative weight i@ 8ales Staff Job Satisfaction
Index refer mostly to the sales persons’ opinioautlthe sales staff remuneration system

which is currently being operated in the studiechpany.

4) A detailed analysis of the relations between tlileiémce of the various elements of
satisfaction on the overall level of sales staffséaction confirms the significance of non-
material elements as earlier identified (Table 2).

5) The elements which in he opinion of respondentisiémice the lack of satisfaction
the most are: the sales persons conviction abaak ‘bf perspectives for development and

promotion” and their opinion that the “work is maaoous”.

6) As expected, the rate of declaration by the sataff sf their willingness to
voluntarily leave the company was very low (in an6énth time perspective) or low (in a

12-month time perspective).

7) The distribution of factors which directly influemthe intention to voluntarily leave
the organisation declared by the sales staff onwe rronfirms the relatively high level of
satisfaction of the sales staff with the compang #me high level of declared loyalty
towards the company, despite the observed lackttdfaction of the sales staff with their

salary and the their conviction that their worlstieessful and monotonous.

8) The research limitations signalled earlier and specific profile of respondents
limit the possibility to further generalise the ebged relations. At the same time, they
indicate an urgent need to undertake intense rdse#fiorts on a more representative group

of respondents — diversification of the subject ahthe surveyed line of business.
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