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Abstract

This thesis narrates a story in the study of aapheenon in the search of an
explanation of the motivation of temporary salesgbe [promoter] in information
technology and telecommunication companies in Hooigg. The use of these
non-permanent sales force in Hong Kong is becompapylar but there is a lack of
guidelines for motivating them. Given the explorgtoature of the study and limited
prior empirical research on the topic and orgaional settings, a qualitative
approach was adopted. Grounded research and nibgifiended theory were used
as a discovery tools to guide the overall studiafigulation of data collection
methods was used; and data were collected fromérfiloyers and employees
from focus group and in-depth interviews. Constamhparative method was
adopted in data analysis. Data were first compsarethta and the resulting
categories were compared to each other and tocthatanotivational theories,
rendering into a tentative conceptual frameworkvds found that the promoters’
resources comprised internal resourcefulness amgectedness, along with the
preemptive situational factors of organization, eviereling the promoters’

meaning-ascription and job-crafting motivation-pss.
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1. Introduction - research situation

1.1 Background to the research

As the title suggests, this research is seekimpt@lop a holistic
understanding about motivating temporary sales lpedjis research therefore is not
studying any particular motivational applicationdas not considering the situation
of permanent staff, or staff in non-sales functidifge setting is within the selected
information technology and telecommunication conisim Hong Kong and the

focus is on the sales people under non-permanegpibgment.

Many Hong Kong people shop for computer produstekample, laptop
computer, printer, scanner and digital dictionaryge telecommunication services
for example, fixed telephone line, internationd&pdone call, internet and mobile
phone network service. They will have come acrossesyoung and energetic sales
people in their sneakers and in costume, usudilyeashirt carrying the company logo,
or wearing a badge carrying the title ‘promotetiey may be working in the shop, at
almost all train station exits, at small boothsstneet corners, and are like sentries
standing on guard at every passage to large hoasiates greeting people walking
back home. Many of these promoters are only worgarg-time at weekends and they

are the point of interest of this research.

There are likely to be differences between permaaed temporary staff, in
terms of job nature, performance measurement systmer prospects, reward
system, perceived task ability, expectation anfiefétacy (Bandura, 1997). Like
other staff of the company, or particularly othales staff, the performance of
temporary sales people varies and so does thdimgviess to expend their effort. The
performance may further affect their perceptionthefabove issues, which in turn
will affect their satisfaction, self-efficacy andve further impact on motivation.
Temporary sales people also need to be motivatecbrding to Wiley (1997) money
and job security are clear motivators for employgstsve are still not sure whether
this is applicable in the temporary setting. THeaee not been many studies on

motivating temporary sales people.



The impact of employing non-permanent workers iaoizational
performance outcomes, skills and employment islpigbmplex (Tregaskis, 1997).
In this research setting, it seems rather diffitmliinanage and motivate temporary
sales people than permanent employees. The fasbneto account for it perhaps is
the insecure nature of a temporary job. Seconldbgd young temporary sales people
may not think that the promoter job will end uprgetheir career. Although there are
full-time openings from time to time yet these paisrs may not have plans to change
in the near future owing to their day-time studytteey have not yet determined their
careers. However, the findings from Allan and S@(ik998) showed that contingent
workers had higher motivational potential scoresttid the permanent ones but the
study did not target sales people. In the contidong Kong managers spend only
little time on managing and motivating the promstér may because the supervision
requires the managers to work during the weekesrdserhaps what and how to

motivate these temporary sales people have nothremmn very clearly.

1.2 Industrial background

The development of technology products has begnfast, particularly in the
past two decades, signaled by the emergence obfomnputing technologies and the
widespread use of the internet. Many technologygpects have become available and
affordable to general consumers. The younger ggaeria generally targeted as they
accept new technologies in good faith and fasteideéhts are an important segment
and therefore back-to-school promotions are comr@oping with the product
introduction cycle creates seasonal fluctuationdeimand for sales people in

matching seasonal promotional activities.

Technology companies grow fast - not just in owsibess revenue but overall
in contributing to the economy and in the numbérsuppliers as well. For consumer
technology products, they operate a low cost fegling model but are compensated
by rapid business growth. The cost of developmemiains high and also there is the
risk of technologies obsolescence. Technical adwpast are often very short and
results include shortened product life cycles dmattened technology adoption life
cycles (Moore, 1998). New products with better perfance and technologies are
always cheaper and render existing. Therefore stoukst move fast. This has created

a highly competitive market with plenty of promatfrequently running for end



users. It adds the pressure to push productsaadlgomplicates the seasonal needs of

sales people.

IT / telecom consumers exhibit complex buying hétracharacterized by the
high involvement in the buying process, decidingocends perceived to have
significant differences (Kotler & Armstrong, 200®)uring afterhours and especially
at weekends IT / telecom consumers have more afbbedime and the promoters can
help the buyers to pass through the learning psodésis when promoters are on duty,
these products sell better. To the seller, it mé¢faatsthere is a need to employ sales
people working afterhours and during weekends,ifaoie does not then other rival

competitors will do so to capture the market share.

The use of promoter is apparently the most prexatend in Hong Kong in
recent years for various reasons. Many field sailganizations are employing
part-time promoters due to seasonal resourcesreggents, to save cost and to
counteract headcount issues. There are agencigsirigoon referring technology
products promoters. Traditionally these consumahrtelogy products are sold in
computer shopping malls and two big chain storesttEss’ and ‘Broadway’ in Hong
Kong. There is no sign that the computer shoppiatishare retreating. For chain
stores, ‘Fortress’ and ‘Broadway’ are seen everyalreevery new shopping mall,
with bigger and bigger shop sizes. Chinese naticmaih stores, for example ‘GOME’
chain store has also landed in the territory. Appty the industry has increased the
employment of temporary sales people to operatela variety of promotional

activities.

1.3  Temporary sales people

Encarta World English Dictionary (2005) definesporary as an adjective of
[a] having limited duration; and [b] not needed Ifmmng; or as a noun to refer to worker
hired for limited time: a paid worker in an offioe other workplace hired for a limited
time only. This stands as contrary to its antongmpmanent which refers to an

everlasting and unchanging status.

Columbia Encyclopedia (2005) quotes from a U.&dgfrom Belous (1989)
and defines the temporary worker as an employeed tiirough a private and



specialized employment agency, who generally whags than a year on one

assignment, regardless of the number of hours wigoke week.

Many studies (Allen & Sienko, 1998; Belous & Assion, 1989; Wong,
2001; Wong & Hendry, 1997) refer to those workeroware not employed on a
full-time permanent basic to as contingent emplayinhat is, temporary, seasonal,
leased and subcontracted workers. There are sliffetences in employment terms
and processes with these contingent workers. T8porelents of this research are
largely drawn from those, more appropriately, chfjermanent part-time workers.
They are those sales people who are working im@d sbow at the lobby or foyer of the

shopping mall, in chain stores, and at a small fedimoth on the street.

Temporary workers are also called ‘contingencifiatg or ‘temps’ and their
names tell that they are utilized to accommodatetdiations in labor requirements.
Most of the workers that this study is looking e¢ working at weekends only. There
are many of them working as full-time but the warkdays must include the Saturday

and Sunday. This study is more concerned on thetipge promoters.

Casual employment / Part-time employment / Hongdcesidents working
in the mainland of China, Social Data Collectedthie General Household Survey
Special Topics Report - Report No.33 (Casual emmpbt / Part-time employment /
Hong Kong residents working in the mainland of @GhiSocial Data Collected via
the General Household Survey Special Topics Redoeport No.33, 2003) and
Report No. 37 (Patterns of hours of work of empésy/ePart-time employment,
Social Data Collected via the General Household&urSpecial Topics Report -
Report No.37, 2004) published by the Census antisfta Department of the HK
SAR government delimits the enquiry of part-timepdmgees with their main
employment at the time of enumeration fulfillingtfollowing criteria: [a] the number
of usual days of work per week was less than fyjahe number of usual hours of
work per working day was less than 6; or [c] thenber of usual hours of work per
week was less than 30.

The Employment Ordinance is the main piece oflagpn governing
conditions of employment in Hong Kong. It coversoaprehensive range of
employment protection and benefits including restsd paid annual leave, sickness



allowance, severance payment and long service paty@bapter 57 of the Ordinance
stipulated that the employees had to be employddnencontinuous contract to
entitle protection. An employee who has been emgaayontinuously by the same
employer for 4 weeks or more, with at least 18 bauork in each week is regarded as

being employed under a continuous contract.

However, a typical temporary sales person, faamse works for an IT vendor,
works only on Saturday and Sunday and from twedvanie. After deducting the
one-hour mealtime they are not eligible to be ceddyy the 4-18 provision in the
Ordinance. If this is carefully managed then terappsales people do not get benefits
from the corporation, and there is a cost savingedirm as explained by Belous
(1989).

According to the report from The Hong Kong Confedien of Trade Unions
(Union Action May 2001, 2001), part-time workersséan average monthly income
of HK$4,000 or US$513 equivalent; yet nearly hal#8% earn less than HK$4,000
per month. According to the survey, 25% of all garte workers fall outside the 4-18
rule in the Employment Ordinance.

In Western countries, the number of non-permanenkers has been on the
rise since the mid-1980s (Pfeffer & Baron, 198&gd&skis, 1997). In the U.S.,
temporary services grew from 0.6% of the workfarc&982 to 2.7% in 1998 and
became a $60 billion industry. In 1999, about 2iBion people were working in

temporary jobs (Henson, 1996).

In Hong Kong, according to the Census and Stesifdepartment (Casual
employment / Part-time employment / Hong Kong restd working in the mainland
of China, Social Data Collected via the General $¢twld Survey Special Topics
Report - Report N0.33, 2003) the number of casodlpart-time workers in the Hong
Kong SAR is steadily increasing. It can be infertleat the number of part-time
promoters is growing at least matching the ovéraiid. The survey also showed that
there were 122,000 part-time workers, an increé&éwover the previous year of
2000. It was reported that there were 25,007 enggeypr 13.9% of the total
workforce engaged in the retails industry were-piare sales staff according to 2004
Manpower Survey Report - Retail Trade report (2P@hpower Survey Report -



Retail Trade, 2004) from Retail Trade Training Bbaf the Vocational Training

Council.

Taking the Hong Kong’s hotel industry as an exanahd regardless of the
recovery and labor shortage, there are 10,000 tasdagart-time workers working
whose employers refuse to grant full, regular emyplent as per the report Union
Action May 2001 (2001) from The Hong Kong Confediera of Trade Unions.
Although there is no obvious evidence found frorg s@arch, official statistics or
reports on other industries yet it can be undedstbat the Hong Kong employers’

values and attitudes are more or less similar tdsvpart-time promoters.
1.4  Motivation at a glance

Green (2000) has built a motivational system baseexpectancy theory of
motivation and he has a simple answer to what amdtb motivate employees to do
their best: getting what they believe they desdmased on their performance.
Bergmann and Scarpello (2001) explain motivatioarasinfluence that triggers,
directs or maintains behavior. Luthans (1995) aefimotivation as a basic
psychological process and it interacts with and actonjunction with other
mediating processes and the environment to expkiavior. According to Mitchell
(1997), motivation is the processes that accourdariandividual’s intensity, direction,
and persistence of effort toward attaining a gRabbins (2003, p. 156) suggests the
study of motivation lies in the field of psycholothat seeks to measure, explain and
change individual behavior. To summarize, motivastudy is primarily the study of

motives and the process of how these motives work.

This study of motivation is concerned with howd&mporary sales people
try, assuming that the effort will be directed ¢ad to job-performance, and persist
long enough to achieve their goal. Therefore, #spondents are studied to explore
their acts with a reason or incentive to try hartieunderstand their feelings of
enthusiasm, interest, or commitment to do the golsomething that causes such a

feeling.

The early theories in motivation can be tracelzacfar as the turn of the last
century when the wage incentives was introducedayor (1911). The early



need-motivation relationship was suggested by Muft838) in his study of
personality. Then there came the content modetsitseof Maslow’s (1943)
hierarchy of needs, Herzberg’s (1959) motivatiogibge factors, and Alderfer’s
(1972) existence-relatedness-growth theory. Thestent models attempt to identify
what motivates people at work and explain job &atieon. The advantages of the
content approach are that they are easy to unddratad translate into practice.

However, research evidence points out some defimitations.

McClelland’s (1961) need theory of achievementy@oand affiliation
proposes a learned need theory has received mopersdrom research. The theory

explains well the relationship between achievera@dtproductivity.

Other developments on work motivational theori@gehcome from process
models, exist in psychology, which usually are ctaxgognitive processes. The most
significant contributions to the study of the compmotivation process are
expectancy theory (Vroom, 1964), performance-sattgin model (Porter & Lawler,
1968), equity theory (Adams, 1963, 1965), attribatiheory (Kelley, 1967) and locus
of control (Rotter, 1966), and cognitive evaluatibaory (Deci, 1975; Deci & Ryan,
1985). Process models are concerned with the ¢egmribtecedents that go into
motivation or how an individual gets motivated; axwhcern on how the cognitive

variables relate to one another in the complexgssof work motivation.

There are also some criticisms of contemporaryvabonal theories and the
details are discussed in the literature review wrapriefly, goal setting theory
explains productivity but does not address absamedurnover, or satisfaction.
Reinforcement theory (Skinner, 1953) has an impresgcord for predicting quality
and quantity of work, persistence of effort, absergm, tardiness, and accident rates
but does not offer much insight into employee &atison or the decision to quit.
Equity theory (Adams, 1963, 1965) deals with allfdependent variables and is
strong when predicting absence and turnover behabia weak when predicting
differences in employee productivity. Expectanogaity (Vroom, 1967) focuses on
performance variables and explains well employeeymtivity, absenteeism, and
turnover but it assumes that employees have fewt@nts on their decision
discretion and makes many of the same assumptiabshie relational model makes

about individual decision-making, thus restrictafgplicability. Motivational theories



are complementary with one another. There aresaste studies to tie these
contemporary theories together to understand ihigirrelationships (Klein, 1989;
Locke, 1991; Mitchell, 1997).

Therefore, when designing the study of motivatibrs a logical option to
adopt an open-minded exploratory approach. Onenalige is to study a single
relationship; the other is to study a compositibnasual effects; or look at the
motivation from the holistic approach such as tiuely described in this thesis.

1.5 Research issues

A preliminary study, conducted before this maise@ch, showed that
according to the managers in managing the tempsedeg people, they are faced with
the problems of staff turnover, cost and unreligg@@ddormance. Employers take them
as inborn constraints and limitations. There wasegntly no plan to develop these
temporary sales people or to develop a more stalatotivational system by these
managers. Current motivational approaches arelJangenetary based but are not
working well, as reflected in the varying performarof promoters. Some managers
are attempting additionally other approaches batess is still not clear yet.

There does not appear to be any published studgtothat has investigated
motivation among temporary sales staff in Hong Kdpigor motivational studies
have focused mainly on permanent employees andgziohals.

1.6 Research objectives

This research attempts to develop a thorough atlegrounded understanding
of the motivation of temporary sales people in gaheonsumer market of IT /
telecom companies. The aim of the research isaxwkdor the most appropriate
motivational approaches for temporary sales peopl€ / telecom companies in
Hong Kong. This will entail two directives: [a] tarry out a preliminary study to
understand the current policies and practices teyviewing owners/managers; and [b]
to understand the employees’ perceptions of antdioses to employers’ major
motivational activities by conducting focus groaperview, in-depth interviews using

critical incident approach with employees.



1.7  Significance of the study

Since Frederick Taylor’s (1911) Scientific Managg motivational theories
have developed for a century. Firstly, most curreativational theories were
developed in the United States by Americans anditadmericans (Adams, 1965;
Adler, 2002). Secondly, very few works have beenedim look at the differences of
full-time and part-time staff for designing motivat programs. Thirdly, there is still a
search for a comprehensive theory to explain mttimaFourthly, most studies on
sales people are for permanent staff and focub@sdles performance (DeCarlo,
Teas, & McEiroy, 1997; Grant & Cravens, 1999; KangiLago, 1997; Murphy &
Sohi, 1995; Pitt, Berthon, & Robson, 2000) andéhae still issues such as
commitment, motivation, and job satisfaction, whidve not been yet fully explored
or adequately answered (Churchill Jr, Ford, Hart®eWalker Jr, 1985; Simintiras,
Lancaster, & Cadogan, 1994).

There are large amounts of research done onipatvorkers in Western
countries. Comparatively, limited research has lweened out on part-time
employment in Hong Kong. Wong and Hendry (1997 ,298vealed that Japanese
multinational retailers in Hong Kong are using parte workers. The historical
development of contingent employment in Hong Koag pareviously been examined
by Chow (1998). Wong (2001) also explored whetlmertiogent employment
practices are a conscious management strategyehéif unveiled that the use of
contingent workers in Hong Kong is far more tham dlntcome from functional or

pure market concerns as indicated in Atkinson’88)9nodel of the flexible firm.

Temporary workers, particularly in Asia, are thassing persons’ in
organizational research (Rotchfold & Roberts, 1988)s research is looking at sales
people who represent a farther smaller percentaile 6missing persons” population.
In this research the temporary sales people vaigrins of how long they work at a
particular location, the number of hours, theirelesf skills and the amount of control
they have over their work. It is obvious that tlzeg lacking an explicit or implicit
open-ended employment contracts. Although therslaykt differences in

employment conditions most of them are remunenabelér a similar scheme.



Managers complain about the problems of managimporary sales people
and account for them as the inborn attributes ratten exploring further how to
better motivate and improve their performance. &heia need to expand the
knowledge on the motivational framework to allow éomore informed management
approach. This may help the formulation of the appgate human resource strategies
in order to maintain a highly motivated sales fom@mprising the alternative and

contingent or temporary employment sales people.

This research is not meant to explain the phenomarith one single school
of thought. The use of grounded theory in this aed®e provides an alternative search
for the understanding of the holistic view of mation and the interrelationships
between both new and existing theories. In anatlzeds, it is intended to see how
different theories can be aggregated to explaimgbeworld, in addition to the

discovery of new concepts.

In a nutshell, little is known in this area andtresearch will expand the
knowledge on motivation of temporary sales peapldang Kong, particularly in the
IT / telecom industry. This study will not be tlast of this kind, hopefully. From the
outset of the study, the aim was to contribute Kedge that would lead to more

action research. An increased number of studielslcoake comparisons possible.

Finally, this study is part of the doctoral degreguisite for the researcher and
it will also enhance the knowledge of the researtieontinue the contribution to the
knowledge in the practice of management. The rekeahopes that this study is also
of value in terms of the methodology and reseagesigh developed to explore the

research questions.

1.8 Research design and method

The research design and method are briefly outlineghis section and are
addressed in greater details in the methodologgteha
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1.8.1 The qualitative approach

1.8.1.1 The nature of the research - ontology

Ontology is the specification of a conceptuali@at{Gruber, 1993). In this
study context, the aim is to conceptualize motoratSpecifying the approach to
fulfill the aim is driving the ontology to be congttivist. Constructivism aims at the
understanding and constructions that people ihitradld, and thereafter the
continuous revisions, that is, reconstructionghese constructions, both of the
enquirer and the participant (Guba & Lincoln, 192d04; Watson, 1998). In this
context, this research explores the social spatengborary sales staff. Data will be
sought until a substantive theory of sales motratian be tentatively provided. Thus,
the nature of this research - in search of tempales people motivation, will drive

a constructivist ontology.
1.8.1.2 The nature of the knowledge - epistemology

This research seeks understanding of motivatioruniderstand motivation is
practically to pursue a particular episode in tie*world” and “produce a theory
which agrees with experience ...” (Giorigi, 19701B4). It calls for the in-depth
knowledge of subjects emphasizing on the inner wwésocial reality and therefore

drives an interpretive epistemology.
1.8.1.3 The logic of the methods - methodology

The ontology and epistemology of this researcheditie methodology to be
gualitative. The main objective, thus, is to seeknderstand the employees’
perceptions. Qualitative data analysis is an ecl@cocess where quite different
approaches may be equally appropriate (Creswedd)lSimilar to other modes of
carrying out qualitative research, data sourcegatieered mainly from interviews,
including employer interviews, employee focus grauprviews and employee

in-depth interviews.

As a theoretical framework is to be built, it iI®posed to follow the grounded
research approaches from Whiteley (2000) and fraartikand Turner (1986).
Grounded research originates from grounded thd&slgser & Strauss, 1967), which

is an inductive, theory discovery methodology stict the researcher can develop a
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theoretical account of the general features opatehile simultaneously grounding

the account in empirical observations or data.

The overall approaches of this research are difreen Dey (1999). Data are
used for cross-checking other data as well ashgeneration of theory. The
sampling plan is based on theoretical samplingthedretical saturation, and
triangulation of data collection is adopted to eéaghe truth value or the confidence in
the truth of the findings of data - credibilityaths, internal validity. Analysis is done
by constant making of comparisons of data to dathdata to theory in systematic

coding procedures.

Following grounded research guidelines, the dioestof subsequent search
are to be guided by the previous ones. Thereforgtart with, a purposive preliminary

study is planned to lead in the search.

1.8.2 Research design

The overall research design is to facilitate tiguctive approach of this
gualitative research aiming to discover the motorapertaining to the temporary
sales people. That is, the theoretical framewotkbei emerged from the data only

after collecting the field data and reflecting @n i

Prior to the designing the main study, a prelimyreaudy will be carried out by
interviewing managers. The objective of the intews is to understand the current
situations in the use and management or the cupities and practices of
temporary sales people. It is purposively execsteds the data collected will shed
light on directing the subsequent research design.

The managers to be selected for the preliminaryysinust clearly reflect the
real situations and not delimit the scope of datace. Therefore, along the product
distribution chain, the researcher will select ¢hoeganizations each representing an
important node of the supply chain so that it cenal kinds of employers. The
managers to be invited are coming from a foreignufecturer, a local distributor and
a local retail chain store.

12



The sampling plan of the temporary sales peopteifation will be guided by
the emerging theory using theoretical samplingai&s, 1987). The search will be
stopped when nothing new can be discovered. Acagrtdi Dey (1999), the selection
of the initial sample will basically draw upon ttieeoretical relevance concerns. The
early samples are basically chosen because ofrtpigsentational value. Subsequent
sampling decisions are to be based on the precedialgsis and are revolved around

comparison in terms of the concepts being invesdja

To start the employee interviews, a focus grotgrinew of promoters will be
carried out prior to the in-depth interviews. Ttegadcollected are analyzed to guide
the subsequent search directions, for examplewvelaole the probes for in-depth
interviews, as well as to crosscheck data fromratlaéa collection processes as a
mean of triangulation. The main data collectiodase through in-depth interviews of
temporary sales people. The interviews will be addped, transcribed and analyzed

using personal computer software.

Critical incident interview approach will be ade@t Specific experiences of
interviewees will be sought as examples (Weiss4189reflect their perceptions and
behaviors. Interviewees will be asked to recaltipalar events that happened in their

history and speak out their feelings towards tlaents.
1.8.3 Data analysis

The purpose of the analysis is to make senseealdba gathered, with
particular but not exclusive reference to the regeabjectives. In order to increase
the rigor of this qualitative research it is im@nt to apply a consistent analytical
approach across the interview data to facilitageuthderstanding and to enable
comparisons where possible (D. Silverman, 1993SWerman, Ricci, & Gunter,
1990; Tashakkori & Teddlie, 1998). Computer sofsv@SR’s N6 (2002) will be
used to assist the basic data analysis processlbasMata management.

The preliminary employer interviews will be anagzimmediately with the

end result in mind - the aim to direct the futunedges.

Similarly, the initial focus group study will b@alyzed to provide guidance to

develop the main investigation of employee in-deptérviews. Moreover, the data
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from the focus group will be analyzed and compaith the subsequent data as a

means of triangulation.

As data are to be analyzed immediately, there Imeaysks of researcher bias -
inherent reflexivity of qualitative research (Hanmsiey & Atkinson, 1983) but the
advantage is that it enables the researcher tblbé@progressively focus and gain
theoretical sensitivity (Glaser, 1978).

The employee in-depth interviews are analyzeddigtband the subsequent
batch will be checked again all the categoriehefgdrevious data. The stop of further
interview will be indicated when there are no nestegories formed. Data from the
employee in-depth interviews are compared to edodroto the employee focus
group study, and also to the employer in-depthrwigevs. When a theory is emerged
from the data comparison then the subsequent datzoanpared to this theory
discovered. The emerged theory will then be congparexisting theories. This
constant making of comparison is aiming at develg@in understanding grounded

from the data.
1.9 Delimitation of this thesis

The more controversial issues regarding this sasdyeing a qualitative
research are highlighted. It is important to nbt &ll these points are addressed in

detail in the methodology chapter.

This research is aiming to explore the temporatgsspeople to see what
motivates them and how they are motivated at waskdescribed earlier in this
chapter this research is exploratory and the meiloggl is interpretative. Therefore

we are not carrying out any test of hypotheses tifatimely or qualitatively.

Due to the fact that there is not enough knowruabiee research situation, a
gualitative approach is justified for the explooati The sampling plan is not definite.
However, theoretical sampling procedures are fadidand triangulation of data
collection method is employed to guarantee richa@sissome representativeness of

the data being reached through in situ investigatio

14



While there are many industries hiring temporates people and there are
also more than one type of temporary setting, Xxangle the full-time promoter
versus the part-time promoter, this research caeltibe one of the early studies
that look into this situation that the explanatisgrounded from actual experiences.

To testify its applicability it may call for moresearch to be carried out.

1.10 Outline of this thesis

This thesis is comprised of five chapters. Eadptér charts the progress of
the research. Overall, it narrates a story in thdysof a phenomenon in the search of
an explanation of the research situation.

Chapter 1 provides an introduction to the resetoplt and the overall
research situation. The industrial background gdbed and the theoretical
background reviewed. The research issues ared/iite objectives proposed. The
significance of the study is discussed and findilk/ research design and process
drafted.

Chapter 2 is a comprehensive review of relevaertdiure associated with the
central issues of motivation as they apply to cayent or temporary sales people. It

also acts as a source for more detailed definitidrkey concepts.

In Chapter 3 the research approach and its reagdmm the philosophical
[constructivism] to the practical the organizingngiples and underlying rules are
presented. The qualitative research method idipgt@nd grounded research and
modified grounded theory are discussed as a disgaoels to guide the overall
journey of the study. Then the chapter presendgegties for establishing the rigor of
the research. Finally the down on the earth actssarch design and research

processes are presented.

Chapter 4 presents the findings from the datat Hiraccounts for the
employer interviews and describes the intervievectyyes, schedules, setting and
findings. Secondly, it accounts for the employemutogroup study, and the objectives,
schedule, settings and findings are describeddlbhithe findings from the employer
interviews and focus group study are compared.thiyit accounts for the

employee in-depth interviews, and the objectivebedule and setting are described.
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Finally, the chapter continues by taking and conmggthe findings from all the
previous analyses. Thus, grounded from the datedtegjories and their meanings of
various themes are formed. The meaning relatiossdm@ analyzed and a few
explanations of the situation thus are discoveffathlly the research issues are

revisited.

Chapter 5 concludes the thesis and discussebébeetical account or the
conceptual framework from Chapter 4 and the imphbes. This further analysis and
discussion are based on the earlier findings frata,dvith the literature review
going into this study as well as literature direlchy data. Lastly, it examines the
limitations of the study, highlights the contribaris made and presents the
researcher’s opinions on further possible resedirelctions.

1.11  Summary of the research situation

This chapter laid the foundations for this thekismtroduced the research
situation and provided the justification for thadyt. Following the theme of the
research, the methodology was reviewed and aalimigw of the research design was
formed. Finally the limitations associated withststudy were discussed and the

structure of the thesis report was outlined.
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2.

Literature review

There is a paucity of literature on motivation afes promoters and none so far in

Hong Kong. However, recent, mainstream literata® een reviewed and is

emerging as in Figure 2-1.

Figure 2-1: Recent mainstream literature on satgspeand motivation

Author & date

Title

Focus

Conclusion

Murphy,
Dacin & Ford
(2004)

Sales contest
effectiveness: An
examination of
sales contest desig
preferences of field
sales forces.

Surveyed 796
salespeople from 46
business units of 3
ncompanies. The
research examined the
design preferences of
salespeople regarding
sales contests intended
to motivate
salespeople.

The study revealed preferences
for outcome-based goals, for
limiting the number of winners to|
40 percent, for cash-based awar
and for high value rewards (3
weeks’ pay).

ds,

Turner (2006)

Pay for
performance:
Contrary evidence
and a predictive
model.

From a review of prior
studies on the use of
rewards, the paper
argued that
performance based
rewards detract from
employee engagement
and fail to meet
employees’ needs for
autonomy.

The author developed a model
that relates the negative effects ¢
reward contingencies on 3
organizational outcomes: In-role
performance, extra-role
performance, and turnover.

of

Mallalieu & Understanding the | The research examined It was found that consumer goal$
Nakamoto role of consumer | the interaction between and salesperson behaviors
(2008) motivation and selling behaviors and | interacted and led to specific
salesperson consumer motivation. 2 hypothesized cognitive and
behavior in experiments were emotional outcomes.
inducing positive | conducted with 149
cognitive and undergraduate students The authors recommended that
emotional participating in a salespeople avoid formula-baseq
responses during a| scenario-based format| sales approaches and place mor
sales encounter. and 127 in a Computer effort on understanding consume
program. motivation.
Kuvaas & Perceived From 3 studies with a | It was found that investment in
Dysvik (2009) | investment in total of 826 employee development indirectly
employee respondents from 9 increased work effort through

development,
intrinsic motivation
and work
performance.

organizations, the
research explored the
impact on work effort
and organizational
citizenship behaviors
(OCB) of investment in
employee development,
as mediated or
moderated by intrinsic
motivation.

increased intrinsic motivation, an
that investment in employee
development increased employe
OCB if this increased intrinsic
motivation to a sufficiently high
level.

]

|

= D

o

D
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Author & date | Title Focus Conclusion
Onyemah The effects of From survey responses The findings suggested that
(2009) coaching on of 2,532 salespeople, | formal education of, confidence i
salespeople’s regression analyses | product, and ages of salespeople
attitudes and were conducted to influenced the likelihood that
behaviors — a examine impacts of the coaching engendered affective
contingency coaching on commitment, improved
approach. salespeople’s attitudes| satisfaction of job and supervisor,
and behaviors under | and lowered perceived role
various contingencies. | ambiguity.
Wegge et al. | Promoting work The authors conducted The authors integrated prior
(2010) motivation in a meta-analysis and | empirical findings into a new
organizations — conceptual review of | model, featuring as antecedents
should employee | the impact of EIOL on | three-forms of EIOL.:
involvement in work motivation in organizational participation,
organizational organizations. shared leadership, and
leadership (EIOL) organizational democracy.
become a new tool
inthe The model also included a number
organizational of central mediators (goal
psychologists’ Kit? commitment / motivation,
emotions and moods, knowledge
exchange, extra-role behavior /
identification, and psychological
empowerment) and some
moderators (desire for
participation / task uncertainty /
trust), leading to improved
individual, team and
organizational performance and
increased overall job satisfaction,.
Menguc, Auh | Salespeople’s Based on a survey of | It was found that stronger
& Kim (2011) | Knowledge-Sharing 222 salespeople from | autonomy climates indirectly
Behaviors with 38 organizations, the | increased KSBs through increased
coworkers outside | authors analyzed how | self-efficacy and better coworker,
the sales unit. and under what relationships.
conditions
salespeople’s The study also found that KSBs
knowledge-sharing | penefited from coworker
behaviors (KSBs) were relationship quality under weak
motivated. but not strong knowledge sharing
norms.
Milyavskaya | Psychological From a sample of 203 | Autonomous motivation was
& Koestner needs, motivation, | adults, the authors found to act as a partial mediato
(2011) and well-being: A | assessed whether the | on the path between need

test of
self-determination
theory across
multiple domains.

association of need
satisfaction to
well-being was
consistent across
important life domains.
The proposition that
autonomous motivatior
is a mediator on the
path between need
satisfaction and
well-being was also
tested.
Self-determination
theory was used as a

reference point.

satisfaction and well-being.
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Author & date | Title Focus Conclusion
Watanabe, When openness to | A survey was For system engineers, personalit
Tareq & experience and conducted with 166 traits (openness to experience a
Kanazwa conscientiousness | system engineers from conscientiousness) affected
(2011) affect continuous | a large information continuous learning via intrinsic
learning: A systems company and| motivation as mediator; but for
mediating role of | with 171 car car salespeople the effects were
intrinsic motivation | salespeople from an | direct. The authors argued that
and a moderating | automaker in Japan. | situation influences accounted fqr
role of occupation. | The researchers the non-significant mediation for
examined the impacts | the car salespeople.
of two personality traits
(openness to
experience and
conscientiousness) an
person-situation
interaction (intrinsic
motivation) on
continuous learning,
and whether intrinsic
motivation was a
mediator.
Agnihotri, An emotion-based | With a sample of 107 | The research found support for t
Rapp, model of salespersons and 19 of positive influence of capacity for
Kothandarama| salesperson ethical| their empathy and capacity for guilt of

& Singh (2012

behaviors.

managers/supervisors
from an Indian media
conglomerate, the
research assessed the
influence of
salespeople’s higher
order prosocial
emotions (i.e. capacity
for empathy and
capacity for guilt) on
ethical attitudes, and in
turn on ethical
behaviors. It also teste
whether such
person-situation
interaction is
moderated by role
clarity.

ethical attitudes, and found a
positive relationship between
salespeople’s ethical attitudes arj
their ethical behaviors.

It was also found that role clarity,

coupled with ethical attitudes, has

positive influence on ethical
behaviors.

ne

Jeon & Choi
(2012)

The relationship
between employee
satisfaction (ES)
and customer
satisfaction (CS)

Drawing on data from
227 pairs of customers
and corresponding
employees from a
leading private
education company in
Korea. The research
examined the
directionality of the
relationship between
ES and CS, taking
account of moderating

variables.

The results indicated that ES leal
to CS, but not vice versa.

It was also found that the
dispositional variables of self
efficacy and cooperative
orientation moderated the impac
of ES on CS.

t
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2.1 Introduction to literature review

“As with any topic of scientific inquiry, ‘motivadin’ requires theory and
conceptual thinking” (Porter, Bigley, & Steers, 200. 45). This chapter presents
reviews and summaries of work motivational theoaied whenever applicable

illustrates the application of theory to motivatiegnporary sales people, promoters.

Employee performance is frequently described asna function of ability
and motivation, and the primary task of a managén motivate employees to
perform to the best of their ability (Moorhead &ifBn, 1998). “Motivating
employees has become more challenging” as: [a] Graas forms of corporate
restructuring and downsizing” have changed the jbaspeople perform; and [b]
“direct supervision is incompatible with the valuggoday’s educated workforce”
and “businesses have not discovered other wayotwvate employees”; and [c]
“employee needs are changing” and the “workforeemity and globalization have
added to this complexity because diverse emplotygesally have diverse values”
(McShane & Von Glinow, 2004, p. 140).

“Motivation is a problem and organizations keepkiog for a solution”
(Robbins, 2003, p. 154). It has also been chaiaetéas “the number one problem
facing business today” (Watson, 1994, p. 4) andnasof the most pivotal concerns
of modern organizational research (Baron, 199ha#t been claimed that the
maximization of individuals’ motivation to achieeeganization’s objectives can
only be obtained through a thorough understandinigemries of motivation (Reid,
2002).

In this chapter, the key motivational theoriesrangewed with the aim of
providing a comprehensive picture of employee naditbn, particularly in terms of
the contingent sales force. This chapter will cally review twelve motivational
theories: Maslow’s (1943, 1954) hierarchy of neédderfer’s (1969, 1972) ERG
theory; Herzberg's (Herzberg, 1966, 1968) two-factomotivator-hygiene theory;
McClelland’s (1955, 1961) needs for achievemeriiljatfon and power; Vroom’s
(1964) expectancy theory; Porter-Lawler’s (Portelcavler, 1968)
performance-satisfaction model of motivation; Adafh863) equity theory; Locke’s
(1968) goal-setting theory; Kelley's (1967) attriloun theory; Deci’s (1971)
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cognitive evaluation theory; behaviorism, includBkinner’s (1953) reinforcement
theory; and job design, including Hackman and Ohfkg1975) job characteristics
model. In addition, some integrative motivation relsdwill be reviewed. Whenever
appropriate, each key theory is summarized, relenemearch findings are evaluated
and potential applications are illustrated. Towdtadsend of this chapter, research
and theorizing regarding the application of moiimaal theories to the specific

contexts of temporary sales people and Chinesetseswill be critically reviewed.
2.2 Foundations of modern work motivation

At the turn of the twentieth century, Frederick 8low Taylor [1856-1915]
became known as the man with a stopwatch in hid.ndowadays he is known as
“the man who changed work forever” (Farnham, 198i@ugh initiating the
scientific management movement. Taylor advancedagement by advocating the
use of wages incentives to motivate employees atalled work studies to find “the

one best way” to improve productivity.

The change from “rule-of-thumb” (Taylor, 1911, |3) Inanagement to
scientific management involves the study of worls@ence, and assumed that
economic return was the main motivator for a ralamorkman, and Taylor

remarked that:

The principal object of management should be targeithe maximum
prosperity for the employer, coupled with the maximprosperity for each
employé (Taylor, 1911, p. 9).

Taylor suggested using a “piece-work price” sys{éaylor, 1911, p. 34),
paying “higher wages” than the competition (Tayl®11, p. 11) and giving a
“special incentive” (Taylor, 1911, p. 33) of betwedirty to one hundred percent of
the workman'’s ordinary wages “whenever the workmacceeds in doing his task
right, and within the time limit specified” (Taylot911, p. 39). However, Taylor
acknowledged that the use of incentives was onéyaspect of scientific
management, and did not particularly distinguidhoiin other approaches. He

encapsulated that point as follows:
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Broadly speaking, then, the best type of managememtliinary use may be
defined as management in which the workmen givelibst initiative and in
return receive some special incentive from theipleyers. This type of
management will be referred to as the managememtittive and

incentive’ in contradistinction to scientific marexgent, or task management,
with which it is to be compared (Taylor, 1911, pp-35).

Taylor (1911) designed time study to measure the taken for a worker to
complete a task. A disciple of Taylor, Frank Bun&dlbreth [1868-1924] originated
motion study (Gilbreth & Kent, 1911) and he definieds “the science of eliminating
wastefulness resulting from using unnecessarglineted, and inefficient motions”
(Gilbreth, 1914, p. 8). Together, time and motitrdg became famous as a means of
improving productivity and reducing unit cost. Acdimg to Taylor, these are
“merely the elements or details of the mechanismahagement” (Taylor, 1911, p.
133). Taylor emphasized instead that “close, int&npersonal cooperation between
the management and the [work]men is of the essaint@dern scientific or task

management” (Taylor, 1911, p. 26). In closing losky Taylor remarked that:

This means increase in prosperity and diminutiopomerty, not only for
their men but for the whole community immediatebpad them ... As one of
the elements incident to this great gain in outpat;h workman has been
systematically trained to his highest state otafficy, and has been taught
to do a higher class of work than he was able taidder the old types of
management; and at the same time he has acquiieeinaly mental attitude
toward his employers and his whole working condgiovhereas before a
considerable part of his time was spent in criticjsuspicious watchfulness,
and sometimes in open warfare. This direct gaialtof those working

under the system is without doubt the most imposmgle element in the
whole problem (Taylor, 1911, p. 144).

Moreover, in order to closely monitor the workesigery movement so that it
would be impossible to go slow without detectioayldr also suggested the
adoption of the principle of radical division oblar of Adam Smith (1776), as cited
in Reid (2002). This began the stratification @ thorking class into layers of

supervisory, administrative and technical workers.
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After Taylor, “managers continued to look for wagsmprove productivity”
(Dalton, Hoyle, & Watts, 2006, p. 8). Chester IgyiBarnard [1886-1961] attempted
to connect scientific management and human relatiBarnard (1938, p. 45)
asserted that the “social factors are always pteseawoperation, ... because of the
effect of social experience upon individuals arertimotives”. Barnard (1938, p.
296) believed “that a due proportion or balanceveen them [the expansion of
cooperation and the development of the individisa§f necessary condition of
human welfare”. He brought out the idea that “tinection of executives is to serve
as channels of communication” (Barnard, 1938, p) 2hd argued that
“organizations must adapt their processes ... ofyaelisg individuals” (Barnard,
1938, p. 153). That is, upon finding “the one hveay”, the managers [executives]
should then communicate to the employees why s$hilsa best way.

While recognizing that the scientific managementement might have
contributed to economic progress, attention artttsnvere called to “The Seamy
Side of Progress”, the name of the first chaptét@orge Elton Mayo’s [1880-1949]
book, The Social Problems of an Industrial Civiliaa. In that chapter, Mayo

remarked:

The achievements of physical science, of chemigtrgedicine, in the last
century have been very great; but the very dimengidhese achievements
has thrown society out of balance. And, until sticte as sociology and
psychology can, out of lowly and pedestrian skilesyelop the beginning of
understanding, until then we shall continue to fiechnical advance

provocative of social chaos and anarchy (Mayo, 1$430).

In the Hawthorne Works, when conducting ‘scientiéigperiments into
various job factors, the connection between iniciasd social factors and
productivity was uncovered, accidentally througtoenbination of experimental
design and serendipity. The experiments were krasvine Hawthorne studies and
were reported in the “Management and the Workerpfficial account of the whole
range of experiments” by “F. J. Roethlisberger aftrd University and William J.
Dickson of the Western Electric Company” (Mayo, 39¢@. 60).
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The experiments, which comprised seven key studiese conducted from
1924 to 1932 at the Western Electric Company HamhdVorks. The first three of
them were designed as experiments into the “relatfauality and quantity of
illumination to efficiency in industry” (Roethlisbger, Dickson, Wright, & company,
1949). The results did not indicate any relatiopsietween illumination and
productivity, so more tests were conducted andag found that there were other
“various factors affecting the performance” (Romsttérger et al., 1949, p. 19). The
focus of the other studies was primarily on “thiatien between conditions of work
and the incidence of fatigue and monotony among&yeps” (Roethlisberger et al.,
1949, p. 1). The latter studies included two kegyegiments in the “Relay Assembly
Test Room” and “Mica Splitting Test Room”, obsergas in the “Bank Wiring
Observation Room”, and a plant wide interview of126 employees (Roethlisberger
et al., 1949, p. 204). Roethlisberger et al. (194®prted a great amount of detail

about the studies but Mayo’s succinct summary wegantial:

The Western Electric experiment was primarily digelcnot to the external
condition but to the inner organization. By stremggting the “temperamental”
inner equilibrium of the workers, the Company eedtithem to achieve a
mental “steady state” which offered a high resistano a variety of external
conditions (Mayo, 1933, p. 75).

The Hawthorne studies have been quoted in manlgdeks but “the
Hawthorne effect is poorly understood and imprdgidefined” (Adair, 1984).
According to Mayo (1933, 1945), the Hawthorne firgh revealed that there was no
causal relation between working conditions and petidity. This interpretation
differs somewhat from other interpretations. Faairaple in Reece and Brandt (2005,
p. 16), the Hawthorne studies were interpretedwviaig. “All the attention focused on
workers who participated in the research made te@hmore important”.

McQuarrie (2005) reviewed fourteen Canadian textsarf management and
organizational behavior and found that, regardimagrtinterpretation of the
Hawthorne studies, “every textbook surveyed hddast one example of omission,
error, inaccuracy, or vague wording”. Olson, Verl8gntos and Salas (2004) also
reviewed the contents about the Hawthorne studigésenty-one industrial

organization and organizational behavior textbcaks remarked that “Hawthorne
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research” had formed “beliefs about the complexseawf work performance” but
“the breadth of the Hawthorne Studies makes thertljbok authors] a difficult
topic to review and summarize in introductory tedaks”.

The interpretation that “the general improvemerthioutput of the
operators [in the Relay Assembly Test Room and Migktting Test Room], which
rose independently of the specific changes in d¢ardi of work made during the
study”, and which was attributed to “the operatattered total responses to their
new [social] working environment” (Roethlisbergeémlé, 1949, p. 189) was labeled
the Hawthorne effect later. Review from Olson, ¥griSantos and Salas (2004)
showed that thirteen out of twenty-one textbooksltided an explicit definition of
the Hawthorne Effect”; nine definitions “implicagrparticipants’ knowledge of
being observed or of being in an experiment”, a@rdimplicating participants’
favorable or novel treatment, and/or special attaenpaid to subjects”. Parsons
(1974, p. 930) commented: “Generalizing from theipalar situation at Hawthorne,
| would define the Hawthorne effect as the confongdhat occurs if experimenters
fail to realize how the consequences of subjeeopmance affect what subjects
do”. Nowadays, the Hawthorne effect tends to berpreted more broadly as “the
idea that the human element is more importantdadystivity than technical or
physical aspects of the job” (Dalton et al., 20069). Perhaps even, “the real
Hawthorne effect was the potential change in ingalgielationships made possible
by the insights of scientific management of thé paoposed by Elton Mayo”
(Brannigan & Zwerman, 2001). Mayo (1945, p. 74) $ah stated that while the
interview program of the Hawthorne studies wasdioilly designed to study the
comfort of workers in their work as a mass of indials, it has come to clear
specification of the relation of working groupsnbi@nagement as one of the
fundamental problems of large-scale industry”. Mdi®not coin the term
Hawthorne effect, instead he said:

The most significant change that the Western Bte€ompany introduced
into its “test room” bore only a casual relation the experimental changes.
What the Company actually did for the group wagetmnstruct entirely its
whole industrial situation ... The consequence thasthere was a period

during which the individual workers and the growgdito re-adapt
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themselves to a new industrial milieu, a miliewimch their own
self-determination and their social well-being radkfirst and the work was
incidental (Mayo, 1933, p. 75).

The existence of Hawthorne effect itself has alserbchallenged. “There
have also been criticisms leveled against the ndetllogy of the studies themselves
and the interpretations of the study data” (McQea005). According to Rice
(1982), the “Hawthorne effect was never actualljndestrated by the original
study”. Carey (1967) examined the arguments oH#&&thorne studies and found
that the evidence “did not support any of the casicns derived by the Hawthorne
investigators”. Jones (1992) also examined “theigogb evidence for the existence
of Hawthorne effects using the original data frdra Hawthorne Relay Assembly
Test Room” and concluded that “these data showdsteor no evidence of a
Hawthorne effect”. Franke and Kaul (1978) condudigdistical analysis to
re-examine the Hawthorne evidence. The principalifig was that the experimental
control variables, together with other externatdas such as impending economic
adversity and raw materials problems, could expddimost all the recorded variation
in output, thus condemning the Hawthorne researchds concern with human
relations and humanitarianism. Jones (1992) alpbeapquantitative methods to
re-examine the Hawthorne evidence. The resultsategti¢hat the external factors
and the worker interactions were of joint imporgit affecting output and Jones
(1992) concluded: “The human relations approadhdastrial sociology is not

controverted by the original Hawthorne data fromaohlht began”.

The Hawthorne studies started off, following theestific management, by
regarding productivity as a function of task-orashbrganizational factors, but
“because of the discovery of the potency of saoidiences on worker productivity,
the Hawthorne studies are often credited with ghog the foundation for the field
of human relations” (Hatch, 1997, pp. 241-242),aevned with the factors that
affect human behavior at work. “Whatever else Tagld, at least he gave impetus
to the development of management thinking andates development of
organizational behavior” (Mullins, 2005, p. 72). hatever the interpretation of the
results of the Hawthorne experiments, they did gerenew ideas concerning the

importance of work groups and leadership, commuimics, output restrictions,
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motivation and job design ... The Hawthorne experitmemdoubtedly marked a
significant step forward in providing a furtheriigist into human behavior at work

and the development of management thinking” (Mslli2005, pp. 80-81).

In the 1940s, the Tavistock Institute of Human Refe studied the “new

social techniques developed in [coal-mining] indyis(Trist & Bamforth, 1951, p. 3)
and discovered that the efficient use of coal-ggtthethod was influenced by the
social relationships of workers and superiors.dswoncluded that “the persistence
of socially ineffective structures ... is likely t@ la major factor in preventing a rise
of morale, in discouraging recruitment, and in @aging labour turnover” (Trist &
Bamforth, 1951, p. 37). The socio-technical systap@oach adopted by the
Tavistock researchers has swayed research furtfegr lom scientific management.

The evolution of management theory has reflecteshgbs in the surrounding
economical and social environment. Changes in¢ba@any and society worldwide
resulted, in the advanced Western economies, ikfor@es that no longer accepted
being treated like cogs of the machine, and coressttyubrought out the importance

for managers of workers’ motivation and satisfattio
2.3 Adefinition of work motivation

This research focuses on job motivation at worle basic concepts
underlying motivation are summarized in Figure 242e model describes a basic
process of motivation. This begins with human netsfiencies, desires or
expectations, which result in the driving forcenuotives for finding ways to satisfy
the needs or to achieve the goals. The study of mb#vates people is delineated
by the content theories that explain motivatioterms of needs. Maslow’s (1943,
1954), Alderfer’s (1969, 1972) and Herzberg's (1,9888) theories concern innate
needs, and McClelland’s (1955, 1961) concerns aeduieeds. The study of how
motivation occurs is categorized mainly under thaepss theories that explain
motivation in terms of human perceptions, beliafsj expectations about attaining
rewards in order to satisfy needs. Particularlg,ékpectancy theories of Vroom
(1964), and Porter and Lawler (1968) focus maimiythee strength of the tendency to
act; the equity theory of Adams (1963, 1965) fosuse the perception of fairness of
the reward and its role in the selection of an actl the goal-setting theory of Locke
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(1968) focuses on the effects of goals, includeepback on goal attainment, on

how behavior is directed. There are also othemsets/es, such as the reinforcement
theory of Skinner (1953), which Vroom (1964) focaie® how the effect of the
following consequences and schedule on which thergdelivered, and on how

prior stimuli gain control over behavior-consequenelationships.

Figure 2-2: A motivational process model, adaptedchfHellriggel, Slocum and
Woodman (2004)

Needs . Driving . Desired
results inm=p [ achieves==p goal
feedback directs behavior
Re- .
assessment(-followed bymss Reward «€==provideg==== Performance

The word ‘motivation’ is derived from the Latin ‘meo moti motum’, which

means to move, arouse, affect, or influence (Orilinglish to Latin Dictionary,
2005). To motivate a person means to move, araffeet, or influence a person to

act or to behave.

Columbia Encyclopedia (2005) defines motivatiomd®ld in psychology,
and as the intention of achieving a goal, leadingdal-directed behavior. In Encarta
World English Dictionary (2005), motivation is dedid [a] as the act of giving
somebody a reason or incentive to do something{[l@drak a feeling of enthusiasm,
interest, or commitment that makes somebody wadbtsomething, or something
that causes such a feeling; and [c] as a reasalofog something or behaving in a
particular way; and [d] in psychology, the biolaglicemotional, cognitive, or social
forces that activate and direct behavior. Motivai®a complex issue and is at once
characterized by each of the elements above aritiggebncept is more than the sum

of individual elements.
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Some authors have put emphasis on understandingation as a
psychological process. Kreitner (1992) describetvation as the process that gives
behavior purpose and direction. Mitchell (1997)asathat motivation is the process
that accounts for an individual’s intensity, diteat and persistence of effort toward
attaining a goal. Luthans (1998, p. 161) definesivation as a “process that starts
with a physiological or psychological deficiencyrared that activates a behavior or

drive that is aimed at a goal or incentive”.

Some other contemporary authors have defined niativan terms of
directing individual behavior. Pinder (1998) debes work motivation as the set of
internal and external forces that initiate workatetl behavior, and determine its
form, direction, intensity, and duration. Daft (B0®. 588) refers motivation to “the
forces either within or external to a person thiatiae enthusiasm and persistence to

pursue a certain course of action”.

Motivation has been understood as a predispoditidiehave in a purposive
manner to achieve specific, unmet needs (Bufordelm, & Lindner, 1995); as an
internal drive to satisfy an unsatisfied need (kgg1994); and as the will to
achieve (Bedeian, 1993).

While recognizing its complex nature, motivatiorcigracterized by an inner
force that drives individuals to accomplish perd@mal organizational goals. In this
context, the study of motivation in this researmyoives seeking to explain the

temporary sales people’s actions for attainingrtheals.
2.4  Atypology of motivational theories

“Content theories emphasize the needs that motpedple” (Daft, 2005, p.
590), place emphasis on what motivates, and seielembify and account for the
specific influences that motivate people. Thaingyeneral, content theories regard
motivation as the result of internal drives thainpel an individual to act or move
toward the satisfaction of individual needs. Theydyg the source of goals and

examine what motivates a person through the coac#pteeds and motivators.
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The prevalent content theories are Maslow’s (19454) hierarchy of needs,
Alderfer’s (1969, 1972) ERG theory, Herzberg’s (696968) two-factor theory and
McClelland’s (1955, 1961) needs theory of achievetmatfiliation and power needs.

“Process theories explain how workers select bemalactions to met their
needs and determine whether their choices weressitd” (Daft, 2005, p. 596).
They view motivational factors as a complex setafables that, when taken
together, enable motivation. They study the consclluman decision making
process and examine how behaviors are selectedjized directed, initiated and

maintained in the specifically willed and self-aited human cognitive processes.

Process theories include Vroom’s (1964) expecténegry and Porter and
Lawler’s (1968) performance-satisfaction theoryaAw’ (1963) equity theory, and
Locke’s (1968) goal-setting theory.

Coming from a different perspective is the behaliapproach, represented
in this review by Skinner’s (1953) reinforcemergahy. It focuses on the
manipulation of stimuli to achieve specific behasiaesponses and rewarding
required responses, in this way, controlling betyvaviihere are also other
distinguished approaches such as the Kelley’'s (jLa@iibution theory, Deci’s (1971)
cognitive evaluation theory, and job design, inaigdHackman and Oldham’s (1975)

job characteristics model.
2.5 Content perspectives

Content theories of motivation study needs. “Neggtserate the energy
required for survival” (Weiner, 1992, p. 64). “Thhysiological deficits, or needs
instigate the organism to undertake behaviorsrdstlt in the offsetting of those
needs” (Hull, 1943), as cited in Weiner (1992, 4). @wo broad types of needs are
identified: physical primary needs, which are ima&nd secondary needs, which are
psychological and learned. Human needs are a povgariirce of explanation of
human behavior and social interaction. This seatmsits and reviews major
content theories of motivation, attempting to ekplahy people have different needs
at different times. Figure 2-3 summarizes the @y needs based motivational
theories, namely Maslow’s (1943, 1954) hierarchpedds, Alferder’s (1969, 1972)
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ERG theory, Herzberg's (1966, 1968) motivator-hpgi¢heory and McClelland’s
(1955, 1961) learned needs theory.

Figure 2-3: Need-based [content] motivational tlesyradapted and modified from
McShane and Travaglione (2003)

Maslow's Herzberg's McClelland's
Hierarchy of Alderfer's Motivator- Learned Needs
Needs ERG Theory  HygieneTheory Theory
Self- Need for
actualization Growth Achievement
Motivators
Esteem Need for Power
Belongingness | Relatedness Need for
& Love Affiliation
Hygiene
Safety Factors
Existence
Physiological

2.5.1 Maslow’s hierarchy of needs

In his seminal work, Abraham Harold Maslow [19087@Psummarized the

famous hierarchy of needs theory:

There are at least five sets of goals, which we cadlybasic needs. These are
briefly physiological, safety, love, esteem, arliastualization. In addition,
we are motivated by the desire to achieve or mairttee various conditions
upon which these basic satisfactions rest and bgicemore intellectual
desires ... These basic goals are related to eaddr,diking arranged in a

hierarchy of prepotency (Maslow, 1943, p. 392).

Maslow (1943, 1954) classifies all human needsfintocategories and says

that only unsatisfied needs motivate. Accordinthttheory, the lowest level of the
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hierarchy of needs is the “physiological needsémehg to the concepts of
“homeostasis” - “the body’s automatic efforts toimain a constant, normal state of
the blood stream” and “appetite” - the “prefereintiaoice among foods” (Maslow,
1954, p. 15). Physiological needs refers to théchased for survival such as getting
a salary that covers basic living expenses, togettie such conditions such as rest
breaks, pleasant work conditions, and cafeteriiéditias. The second level is the
“safety needs” such as “security; stability; depamay; protection; freedom from
fear, anxiety, and chaos; need for structure, otder and limits; strength in the
protector; and so on” (Maslow, 1954, p. 18). Thedtlkevel is the “belongingness
and love needs” (Maslow, 1954, p. 20) that reflecssneed for love, acceptance and
belonging exemplified through having compatible kgyoup members, receiving
employee-centered supervision, engaging in recneatnd social activities, having
personal and professional friends. The fourth l&véhe “esteem needs”. These are,
first, the self-esteem needs such as the “desirstifiength, achievement, adequacy,
mastery and competence, confidence in the fadeeolvbrld, and independence and
freedom”; and second, the social-esteem needsasuttte “desire for reputation or
prestige, status, frame and glory, dominance, m&tiog, attention, importance,
dignity, or appreciation” (Maslow, 1954). The high&vel is the “self-actualization
need” and refers to the “desire for self-fulfillnienamely, the tendency for them to
become actualized in what they are potentially (b&s1954, p. 22).

According to Maslow (1943, 1954), needs follow gusntial hierarchy. He
claims that as the person satisfies a lower legetinthe next higher need in the
hierarchy becomes the primary motivator, and thiater known as the
“satisfaction-progression - a process whereby mebptome increasingly motivated
to fulfill a higher level of need as a lower lewdineed is gratified” (McShane & Von
Glinow, 2004, p. 141). Maslow describes the hidvamal relations of these five
needs:

At once other [and ‘higher’] needs emerge and theather than
physiological hungers, dominate the organism. Ahdmthese in turn are
satisfied, again new [and still ‘higher’] needs ege and so on. This is what
we mean by saying that the basic human needs gaaized into a

hierarchy of relative prepotency (Maslow, 19432p).
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According to Wiley (1997), the main strengths ofdléav’s theory are the
identification of individual needs for the purpasemotivating behavior, and the
idea that by appealing to an employee’s unfulfitkegds, managers may influence

performance.

Figure 2-4: Sales people’s job characteristics aslw'’s hierarchy of needs,
adapted from Berl, Williamson and Powell (1984)

Self-

actualizatio

(challenging job,
creativity &

achievement in work)

Esteem
(job title, responsibility,
recognition & promotion)

Belongingness & Love

(amount of liking & respect from
boss, peers & customers)

Safety
(job security & fringe benefits)

Physiological
(financial compensation, heat, air-conditioning &
cafeteria)

Figure 2-4 depicts Maslow’s hierarchy of needs t#redcorresponding job
characteristics of sales people likely to meetd¢he=eds. Maslow’s was the first
widely known and adopted theory of motivation atgydecause it is simple to
understand and easy to translate into practice.edewresearch has not been able to
establish the validity of the needs hierarchy.rireatensive review of the research
findings associated with Maslow’s hierarchy, Walabd Bridwell (1976) concluded
that Maslow’s model presents the students of wookivation with a paradox: The
theory is widely accepted, but there is little sgsé evidence to support it.
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There are major issues. First, there is no cle@eece indicating that human
needs can be classified into five distinct categgo(Porter et al., 2003). Secondly, the
hierarchical structure of needs lacks empiricalsup Thirdly, there is little
evidence to suggest that people are motivatedtisfysaxclusively one need at a
time, except in situations where needs conflict,ibis arguable that each individual

has her or his own hierarchy of motives (Beck, 3000

In a longitudinal study, the data on 187 managefsarganizations were
collected for correlational analysis, Lawler llicaButtle (1972) found little evidence
to support the view set forth by Maslow and ottiteeg human needs are arranged in
a multilevel hierarchy. Rowan (1998, 1999) criteszhe notion that Maslow’s
hierarchy of needs is a one-way linear trend fromelr to higher levels. Berl,
Williamson and Powell (1984) tested the Maslowisrarchy of needs theory with
the sales forces of fourteen companies. It wasddhat the needs were not arrayed
in a hierarchical manner. Lindner (1998) found thatrange of motivation factors of
the employees was mixed rather than conformingediterarchy. In a study of the
geriatric patients, Majercsik (2005) found that kirerarchy of needs turned upside

down.

The hierarchy of needs was adopted in internatioraaketing to study
worldwide consumers assuming that they have simgads and wants in order to
understand the standardization of marketing stieégRaymond, Mittlelstaedt, &
Hopkins, 2003). However, the needs and their hebsawere challenged across
cultures and there was little empirical supporttfa universality of the theory. In
some situations, Maslow’s hierarchy also has difficin explaining cases such as
the starving artist who neglects physiological rse@edpursuit of aesthetic or spiritual
needs. According to Rowan (1999), the main soufegeakness of Maslow’s
approach is that individual needs are assumed tonage, so that the influence of

social interaction and culture are seriously dowdgd.

Nevertheless, Maslow’s hierarchy remains a clasgptanation of motivation
and behavior (Champoux, 2006), and if Maslow’s tiie® accepted and applied it in
its full form, the basic rule for the manager wohklto motivate the temporary sales
people to move up the needs hierarchy. The creafitie basic motivational force

can start with an attractive financial compensatfsit is difficult to closely
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supervise these sales people working outbound;ahmpensation can consist of a
larger portion from the sales commission rathen i@ hourly pay in order to
encourage self-initiation of diligent selling. Teecond level of motivational force is
to offer job security, for instance when temporsales peoples consistently perform
then they may be invited to sign a short-term @mitto secure a basic minimum
level of employment. Perhaps also, medical insweaowerage and paid sick leave
could be included as company benefits. Progredsitige third level,
well-performing sales people may be awarded sometlike high achievers’ club
membership and may be invited for an award pretentgathering. At the fourth
level, these high achievers may also be assigisediar title with responsibility to
train new sales people, and perhaps given opptigeno meet with management
regularly to express their opinions on how to inyarthe business. Finally the
highest level of motivational force might offer ahcement to senior level posts
with opportunities to develop company strategiedte facing of challenges and the

development of dynamic capability.

2.5.2 Alderfer's ERG theory

The ERG theory (Alderfer, 1969, 1972) is an extemsif the Maslow
content theory of work motivation (Luthans, 199)d attempts to overcome the
problem of Maslow’s (1943; 1954) needs hierarchyetdting ‘need satisfaction’ to
‘strength of desires’ (Alderfer, 1969) in empiri¢abts. Alderfer (1969) identified the
same human needs of Maslow, but reclassified tikoneixistence or survival needs,
relatedness or social needs, and personal growtsnghe ERG theory.
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Figure 2-5: Alderfer’s ERG model, adapted from Afde (1969)

Need Strength of Need
Frustration Desires Satisfaction
- ’}\
. ’,/:l //,’\l' E .
heightézn;\ P1 Xistence
regress; P2 \\::“Jl Needs
Vo

P3 progress

1 ]

L 5
e |
v s

heightdn! P4 Relatedness
N, Needs

-
» ~
N SeJd
-

l i P6/ progress

i Growth P7) strengthen
- Needs

~
S~ad

N
NS
~

Figure 2-5 depicts Alderfer’s (1969, p. 148) ER@dty. The major
propositions in the ERG theory are: “[P1] The lesstence needs are satisfied, the
more they will be desired; and [P2) The less rella¢ss needs are satisfied, the more
existence needs will be desired; and [P3] The ragigtence needs are satisfied, the
more relatedness needs will be desired; and [P4]ld$s relatedness needs are
satisfied, the more they will be desired; and [PB¢ less growth needs are satisfied,
the more relatedness needs will be desired; andIik&more relatedness needs are
satisfied, the more growth needs will be desired; [7] The more growth needs are

satisfied, the more they will be desired”.

In ERG theory of motivation, the ranking of theglrcategories of core needs
of the ERG theory is neither universal nor preditdaand the needs, in general,
follow the satisfaction-progression process whemhgtence needs motivate at a
more fundamental level than relatedness needshwiirn if satisfied will progress
to the growth needs. On the other hand, the ERGehs@lso conditioned by the

frustration-regression principle that recognizesdisire of needs may regress to
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lower level needs if higher level needs remainslfilied, then the lower level needs
are reactivated and become the primary driverebébior. Alderfer (1969, 1972)
maintains that even though a need may be metddti@s not mean that it will cease to
be a motivating factor of the individual's behavidhus, the growth needs can
continuously be strengthened to provide motivatliéorze. Moreover, the ERG
model proposes that more than one need may betmgaraa given individual at any

point in time.

Unlike Maslow, ERG theory contends that peopleiffécent cultural
backgrounds rank the need categories differentiyré; Ghiselli, & Porter, 1963) and
is “more consistent with our knowledge of individld#&ferences among people”
(Robbins, 2003, p. 162). Thus, the needs themsebm@sot be generalized to all
individuals as they differ from person to persoradsnction of culture, education,

family background, and age.

On the whole, ERG theory appears to represent a plausible version of
needs hierarchy theory than Maslow’s. It has reambiyetter research support than
Maslow, “mainly because human needs cluster maaiynaround the three
categories proposed by Alderfer than the five aaieg in Maslow’s hierarchy”
(McShane & Von Glinow, 2004, p. 142). A few studies/e shown support for the
ERG theory (Borg & Braun, 1996; Schneider & Alderfe973), but there is also

evidence that it does not work in some organizati{@org & Braun, 1996).

Alderfer's ERG model is still being applied in raseh. Stam and Molleman
(1999) applied the ERG model to study the need®woihg IT professionals, it was
found that the growth and development needs of gdlirprofessionals were very
high and the results indicated that firms will berensuccessful in recruiting and
retaining young IT professionals if they are abléulfill their growth and social

needs. This exemplifies the typical applicationtef ERG model.

To apply the ERG model to motivate the young teraposales people,
managers may use a combination of the rewardst¢o fa all the three needs, but
more emphasis can be put on the growth and soeii@ahging needs. For example, to
cater for the growth needs, the managers can sepupgression system such that

the young sales people can be promoted to alsdddrdne responsibility to coach
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new hires and to perform some direct supervisiothem. To cater for the social
needs, promoted sales people can also help toimegiommal business meetings

such as training and briefing sessions and infosuoeial gathering such as
barbecues. Managers must also be careful not umaetirte existence needs because
when all else fails to motivate, this is where toyide the basic motivation.

Therefore the basic salary and commission schens¢ Inelkept competitive, not

only in relation to the similar positions in the nketplace but also to the alternative
part-time jobs that these temporary sales peopl&ldnd. In some cases, managers
can also consider offering a higher-than-marketgmnemes to attract the best
guality and most aggressive sales people, and caw&fully manage to arrange

better earnings per hour worked.

2.5.3 Herzberg’s two-factor [motivation-hygienegtny

Frederick Irving Herzberg [1923-2000] and his agstes Bernard Mausner
and Barbara Synderman interviewed two hundred laree taccountants and
engineers and asked them to think of a time irptst when they felt especially
good or bad about their present job or any prevjobisand to provide reasons, and a
description of the sequence of events giving wsthat positive or negative feeling
(Herzberg et al., 1959). This method became latenk as the critical incident
method. The responses were interpreted and sikietrs were identified related to
either job satisfaction or job dissatisfaction.d-factors related to job satisfaction
tended to be intrinsic in nature and were labetethativators or growth factors and
they are achievement, recognition, work itselfpogssibility, advancement, and
growth. Hygiene factors are those that are jobexdrnelated and whose presence
has no perceived effect, but whose absence matieasteeople become dissatisfied
and act to get them back. Eleven factors relatgdltalissatisfaction tended to be
extrinsic, and were named as hygiene or maintenf@oters. These were company
policy, supervision, relationship with supervisasgrk conditions, relationship with
peers, salary, personal life, relationship withadinates, status, and security.
According to the theory, motivators are job contefdted and their presence
motivates, but their absence does not cause atgyar dissatisfaction and just
fails to motivate. Herzberg's (Herzberg, 1966, 1,988rzberg et al., 1959)

two-factor theory is illustrated in Figure 2-6.
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Figure 2-6: Herzberg’s two-factor theory
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There is some similarity between Herzberg’s andlMas models. They

both suggest that needs have to be satisfiedder dor the employee to be
motivated. However, Herzberg (Herzberg, 1966, 1868zberg et al., 1959) argues
that only the higher levels, that is, the self-atation and esteems needs of the
Maslow’s hierarchy, act as a motivator. The remmajmeeds can only cause
dissatisfaction if not addressed. Herzberg (198%)erthe retrospective commentary

on his motivation-hygiene theory:

It suggests that environmental factors [hygienes] at best create no
dissatisfaction on the job, and their absence @ealissatisfaction. In
contrast, what makes people happy on the job artd/ates them are the job

content factors [motivators] (Herzberg, 1987, pp94120).

Some research articles (Bockman, 1971; Whitset &g, 1967) strongly
support Herzberg’s position, while others (Hous&/&dor, 1967; Vroom, 1964)
seriously question the research methodology uniteyiyre theory (Porter et al.,
2003).
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Herzberg’s theory is still in use in research todayartnership with
PricewaterhouseCoopers Global Human Resource 8o ta survey was
undertaken in the metropolitan Tokyo area that emadhmotivation of Japanese
workers using the two-factor Herzberg model, whappeared to be supported
(Brislin, MacNab, Worthley, Kabigting Jr, & Zukig005).

The theory has not only been used in human relaticanagement research
but also in other fields to understand satisfactidre idea of satisfaction as a
function of the hygiene or the motivator attributesre adopted in Crompton’s (2003)
study in the travel industry to explain the visigatisfaction with an event. The result
is consistent with Herzberg’s suggestion that &ation only results from the

interaction with the motivator attributes.

Using two-factor theory (Herzberg et al., 1959adsamework for analyzing
empirical about student satisfaction in collegeirsgt it was found that the path
coefficient [causal connection] from student paxt@lege experience to satisfaction

was consistent with the two-factor theory (DeStseld Kara, & Kaynak, 2005).

Dunn (2001) adopted Herzberg’s two-factor theoryniderstand the
satisfaction and dissatisfaction of project teanminers in a matrix organizational
structure. It was found that a pattern of contra@rahe Herzberg factors for project
team members exists in a matrix organization, yrtject managers tending to

control motivators and functional managers tendingontrol hygiene factors.

Herzberg’s two-factor theory has also receivedatifiemation. A study was
carried out to test the two-factor theory on Tragtruction engineers and foremen
following Herzberg'’s interviewing procedure and tlesults were compared to
Herzberg’s factors. It was found that achievementributed to satisfaction for
engineers but contributed to both satisfaction@diedatisfaction for foremen. It was
concluded that that Herzberg's theory is not elytispplicable in the Thai
construction setting (Ruthankoon & Ogunlana, 2003).

Moreover, Tamosaitis and Schwenker (2002) fountdHierent age groups

focused on different factors as motivational fastand hygiene factors. Shipley and
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Kiely (1986) found that environmental job conteatiables could also be motivators

and intrinsic variables such as the work itselfldalso be hygiene factors.

Gardner (1977) criticized Herzberg's critical ineid interview questions on
the grounds that the data obtained from the resgasdvould be very likely
retrospective and selective. The claim that it t@yatural for people to take credit
for satisfaction and to blame dissatisfaction otemal factors (Vroom, 1967), as
cited in House & Wigdor (1967, p. 369) also lechtoontroversy about the intrinsic
versus and the environmental, or the job contersugejob context, dichotomy of the
theory. The criticism was that hygiene factors wamestly environmental factors that
people blame for dissatisfaction and motivationdescwere mostly personal factors
that people take credit for satisfaction. It isgbke that self-service attributional

biases were invoked during the interviews.

Another criticism is about the possible bias irerpteting data during the
process of coding. It might be inevitable for reshars to use some of their own
interpretations while they sorted out the data gategories. The researchers’ own
interpretations of the data could lead to contatroneof the dimensions so derived
(House & Wigdor, 1967). One major argument is dmahe factors, for example,
salary, are reported by some respondents as sagisipd by some as dissatisfying

but Herzberg classified salary as one of the hygfantors.

Nevertheless, Herzberg's (1966, 1968) theory has beoadly read and
despite its weaknesses, its enduring values arét tlegognizes that true motivation
may come from within a person and the notion tmstisfied situations may or may

not cause dissatisfaction.

If motivation is to be addressed in accord withberg's (1966, 1968)
theory, job dissatisfaction has to be removed abdgtisfaction has to be enhanced.
To remove dissatisfaction among temporary saleplpet is suggested to regularly
review the pay and the pay scheme as they seemtteelmost salient dissatisfaction
factors for students taking up a part-time jobametheir living while going through
college. It is also suggested to address two ditkedy dissatisfaction factors, namely
the issues of supervision and the relationship thiéhsupervisor. Some high
performers can be promoted to become a supervisosimall district with
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additional responsibility to provide direct supsigen by visiting the other temporary
sales people during non rush hours and perhapstsmgtthe sales reporting
responsibility from the sales people to the sup@ng. This could not only address
the dissatisfaction factors of the sales peopledsupervised but also enrich the job
of the experienced and persistent high perforneus, heightening the satisfaction
of the high performers. It is also suggested tosales contests and organize social
gathering events to entertain the entire saleefand also to recognize the
performers and present them with incentives arkpriln the events, the sales
people enhance the relationships with the compadycalleagues while the
incentives and prizes presentation recognize theeaements. The key is that both

hygiene and motivational factors are considered.

2.5.4 McClelland’s needs theory of achievementljaibn and power

McClelland’s (1955, 1961, 1962, 1965a, 1965b, 19875, 1984, 1987)
needs theory contends that individuals acquireaterteeds from the culture of a
society by learning from the events that they eignee. David Clarence McClelland
[1917-1998] used the Thematic Apperception TesTT#s a tool to measure the
individual needs of different people. The respondepresented with a series of
ambiguous pictures and is asked to develop a speots story for each picture,
assuming that people will project his or her owedginto the story. The
information is then interpreted to form the indwéd's score for each of the needs

mainly of achievement, affiliation, and power.

In his book - The Achieving Society, McClelland €119 proposed that
humans are motivated by three major needs: the foeedhievement [nACH], the
need for affiliation [nNAFF], and the need for povePOW]. The theory is based on
the belief that most people are motivated towacdréain pattern of behavior by one
or a combination of the three major needs (McQhel|al984, 1987).

NACH refers to inner urge to excel or to do thibgster and to achieve
self-set standards (McClelland, 1984, 1987). liebavior directed toward
competition with a standard of excellence. Accogdim the theory, this need is
shaped in part rather early in life by culture angart by varying techniques of
parenting. In relation to work motivation, the cheteristics of high achievers are
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theorized as being: [1] a strong desire to asswengopal responsibility for
performing a task or finding a solution to the gesb; and [2] a tendency to set
moderately difficult goals and take calculated sisknd [3] a strong desire for
performance feedback especially in quantitativentor

NAFF refers to the need to form and maintain megfalrrelationships with
others (McClelland, 1984, 1987). It is the desires$tablish and maintain friendly
and warm relations with other individuals. Charastees of individuals with a high
need for affiliation are: [1] a strong desire f@paoval and reassurance from others;
and [2] a tendency to conform to the wishes andnsasf others when pressured by
people whose friendships they value; and [3] asgsmmterest in the feelings of
others. According to the theory, people with a héiFF are attracted to tasks
involving groups and people with this need woulttéo be the peacemakers, team
members, and the social coordinators. These peofbdy the challenge of group
work and they want to be accepted by the groupetore they tend to listen,

compromise, and enable a group to move forward.

nPOW refers to the desire to influence or contx@rathers (McClelland,
1984, 1987). This need is explained as the needritrol others, to be responsible
for them, and to influence their behavior. Chanasties of individuals with a high
nPOW are: [1] a desire to influence and direct domdy else; and [2] a desire to
exercise control over others; and [3] a concermfamtaining leader-follower
relations. People with a high nPOW tend to win argats, persuade others, and seek
power positions. McClelland (1987) suggests thatfitst face of power to be the
need to control and dominate others and the o#uer to be the social or institutional
need to persuade and inspire people to help tham\a attain goals but not

dominate them.

Support for the theory comes from the large bodfemmpirical research,
mainly done by McClelland and his associates ( Md&hd, 1955, 1961, 1965a,
1965b, 1970, 1975; McClelland & Boyatzis, 1982; N&@nd & Winter, 1969;
Miron & McClelland, 1979).

However, there have been a number of criticismdatlelland’s work
summarized by Porter, Bigley and Steers (2003)tHé&]primary research instrument
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used TAT has questionable predictive validity; §jdhe claim that the needs,
especially nACH, can be learned by adults confligth a large body of literature
stating that motives are normally acquired in dimidd and that they are difficult to
alter in adulthood; and [3] it is questionable wiegtacquired needs are acquired

permanently.

Despite these criticisms, the concept of learnesicquired needs has clear
applicability to organizational and work setting®(ter et al., 2003). Employees
with high nACH, when given challenging jobs, wikgiorm (David Clarence
McClelland, 1961). Employees with high nAFF havédreattendance records than
those with low nAFF (Birch & Veroff, 1966). Emploge with a high nAFF perform
better in situations where personal support andosapare tied to performance
(Chung, 1977; French, 1958). Employees with higpWPtend to be superior
performers, to be in supervisor positions, to halveve-average attendance records,
and to be rated by others as having good leadeasiiifes (Steers & Braunstein,
1976).

McClelland’s (1962) assertion that the nACH isarteed need has long been
a matter of uncertainty. This assertion has bestedeusing structural equation
modeling to assess the causal influence of the nAafiHother McClelland’s needs
on the performance intentions of managers andlinenémployees (Arnolds &
Boshoff, 2003). The empirical results support gemrhed need assertion and the
findings highlight the disadvantages to comparties disregard the achievement
motivation of lower-level employees. In anotherdston the effects of an
entrepreneurship program, Hansemark (1998) fouaictitie participants had
developed a higher level of nACH, which coincidethvprevious research
(Alschuler, 1969, 1973; McClelland & Winter, 1969iron & McClelland, 1979)
that achievement motivation could be developed.

McClelland’s theory has been applied to the studplo satisfaction. Harrell
and Stahl (1984) studied seventy-seven professiaial large international CPA
firm and it was found that individuals with relatly high power and achievement
needs appeared more apt to experience high jatfeszion and to be motivated to
develop into superior work performers. This resulggests that McClelland’s theory

can be employed to provide a conceptual understigrafihow intrinsic differences
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between individuals can influence some persongpergence relatively high job
satisfaction in a work environment in which thesntemporaries experience

relatively low job satisfaction.

McCelland’s theory has also been widely acceptealrmgans of analyzing
motivational needs. Rutter, Smith and Hall (20@)rd that students enrolled in
family and consumer sciences were motivated morthdyeed for achievement
than by the need for affiliation and more by thedéor affiliation than by the need
for power. Langan-Fox (1995) investigated the psladjcal attributes and
motivations of founder women, including an explamatof McClelland’s need for

achievement to study the founder women’s entrepirgsdeachievement.

To apply McClelland’s needs theory to motivate tenapy sales people, it is
suggested that the achievement, affiliation andgraoweeds have to be addressed. It
is suggested to create a set of concurrent ditgetrgisory positions for the senior
sales people to cater for the power need; to sathigh achievers’ club to cater for
the achievement needs; and to set up a sociafatuhbe affiliation needs. To start
with, performance goals are set and sales cordest@rranged monthly, quarterly or
for special seasons. High performers might be neized as the ‘star of the period’
with incentives such as buffet or karaoke shop oasgor them to spend with their
families or friends. They might also be awardeditnpmints equivalent to dollar
values that they can accumulate to buy the gifty ttke most from the shop they are
working. To address the power needs, selectedspensiperformers could be
assigned as members of the organizing committédeeagocial club, funded by the
company to organize social activities for other penary sales people. Committee
members would have to use time after working htwido all the planning and
implementation but would be paid a fixed amounaasllowance to compensate the
transportation and other costs. Some top perforowrkl be appointed as term team
leaders to supervise a small district. Conditiomghtnbe set for remaining in the
team leaders’ position, such as fulfilling certaales targets, otherwise they would
be replaced by others. They would need to provicetdsupervision during business
hours and some coaching and some reporting usimgpusiness hours. These
non-business hour duties could be paid at a figéel These conditions would also

encourage the team leaders to fulfill their needsaffiliation and power. The
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fundamental principle suggested here would befer attivities to address all three
needs advocated in McCelland’s theory. Lastly, ediog to the theory, it might be
advantageous to give hiring preference to indivislwath the aptitude and profile
identified for the high achievers.

2.6 Process perspectives

Process theories ask how motivation occurs. Prabessies “explain how
employees select behaviors through which to mest tieeds and how they
determine whether their choices were successfudft(l2005, p. 596). The
explanations are in terms of human perceptiongefisehttitudes and expectations

about the attainability of the goals and the vatuaobf the needs for working.

2.6.1 Vroom’s expectancy theory

The expectancy theory (Vroom, 1964) states thatvaidn to behave or
perform results from conscious choices among alteras to maximize pleasure and
minimize pain. It suggests that motivation is atiplitative function of three
constructs: expectancy, instrumentality, and vadeNator Harold Vroom’s
Expectancy theory has become a standard in mativadis reflected by its
incorporation as a general framework for a wideetgirof research (Brockner, 1992;
Kilduff, 1990), as cited in Ambrose and Kulik, (1991t has its roots in cognitive
psychology and in the concepts of choice behawndruility from classical

economic theory (Luthans, 1998).

According to Scheibe (1970), a person’s behaviarnssult of individual
values reflected as wants and beliefs. The expegtéreory holds that people are
goal-oriented beings (Tan, 2000) engaged in amatiprocess to direct their efforts
(McShane & Von Glinow, 2004) in response to theilidfs and values. It applies an
expected value model to an organizational settmtjis often used to predict one’s
job satisfaction, one’s occupational choice, tkelihood of staying in a job, and the

effort one might expend at work (Behling & Stark8y3).

The two key variables in the theory, expectancyiaatfumentality, are
probabilities. Expectancy links effort to perfornsarand refers to the perceived

strength of a person’s belief, that is, the proligbabout whether or not a particular
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job performance is attainable. Instrumentality §igderformance to outcome and as a
probability belief linking the performance to centalesired outcomes. Valence refers
to the emotional orientations people hold with ezdfo outcomes and ranges from
negative to positive. It is the utility of the remdao the individual, or the

attractiveness, or the anticipated satisfactiodissatisfaction that an individual feels
toward the reward.

Figure 2-7: Expectancy theory - three constructstae variables affecting them,
adapted from Vroom (1964) and Scholl (2002)
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Figure 2-7 is adapted from Vroom (1964) and Sc(#flD2), and illustrates
the model of expectancy theory and the variabliestfig the three constructs:

expectancy, instrumentality and valence. Perceptmwrbeliefs such as self-efficacy,

goal difficulty, and perceived control over perf@nte heighten expectancy; and
trust in the leader, control over the reward, ardhlized policies increase
instrumentality. The valence is based on the vHiaethe individual personally
places on the rewards with respect to how it mimetsndividual's needs and goals.
Finally, the motivational force that directs betwa\s theorized to be the

multiplicative function of the three constructs egfancy, instrumentality and
valence.
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Since its introduction in 1964, expectancy theay benerated substantial
research interest. According to Porter, Bigley 8tekrs (2003), two difficulties are
encountered when testing the model (Harrell & Sta886; Miner, 1980): [1] there
is limited agreement about the meaning of effart E] the theory does not specify
which outcomes are relevant to a particular indialdn a particular situation. Porter,
Bigley and Steers (2003) further criticize expectatheory on the grounds that
individuals are not always conscious of their owstires, expectancies and
perceptual processes, contrary to the assumptiole lmaexpectancy theory; and
because it tends to ignore habitual behavior abd@wscious motivation. According
to Robbins (1998), there are other critics, formegke, Heneman Il and Schwab
(1972), Mitchell (1974) and Reinharth and Wahbarg)9yet most of the evidence is
supportive of the theory, for example, Porter aad/ler (1968), Parker and Dyer
(1976) and Arnold (1981).

Van Eerde and Thierry (1996) performed a meta-aimatp analyze the
correlations of seventy-seven studies from 19649@0 on Vroom’s (1964)
expectancy model. The results reinforce the posditiculated by Mitchell (1974)
that expectancy theory is a within-person decismaking model. Tan (2000) also
claims to have found evidence of the construcivgliof the expectancy theory of

work motivation.

Expectancy theory has evidence to support it apceiicts motivation in
situations in which effort-performance and perfoncereward linkages are clearly
perceived by the individual (House, Shapiro, & Wali974). McShane and Von
Glinow (2004) say that the theory has providedreleguidelines to alter the
employee’s effort-performance expectancies, perémee-outcome expectancies and
outcome valences. Specifically, expectancy theppfieations are given in Matteson
and lvancevich (1999): [1] regarding the expectacmycept: select high quality
employees, provide adequate training, provide rsscgsesource support, and
identify desired performance; and [2] regardingitietrumentality concept: clarify
the reward system, clarify performance-reward poleses, and ensure rewards are
contingent upon performance; and [3] regardingvidence concept: match available
rewards identified from individual needs and prefees for outcomes, and construct

additional rewards as possible and feasible.
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To apply expectancy theory, managers must firdt seencrease the
temporary sales people’s expectancies that thieirtefill lead to performance and
the instrumentality that their performance willdeta rewards. It is suggested to
organize sessions for: [a] case experiences armssisharing; and [b]
announcement of clear measurement and reward syséemh [C] presenting rewards
that are valued. Sharing sessions are to be caglbgtachievers to share, not only
the skills proven to be successful, but also haey #xpend their effort to achieve
performance. Announcement of the measurement avafdesystems serves to
communicate the message that performance willwarded, while the presentation
of the rewards demonstrates and reinforces thadi@kFurthermore, the presentation
of the rewards and the rewards themselves muddinenestered to ensure that they
are valued rewards that are of positive valendbdaales people. It is suggested to
set up a merit points system where the sales peapkFits can be accumulated so
that the sales people can redeem from a widelgtyaoif choices such as, for
example, electronic gadgets from the chain stotesr@&/some temporary sales
people are working.

2.6.2 Porter-Lawler’s performance-satisfaction ni@denotivation

The Porter-Lawler model of motivation, as depidte&igure 2-8 (Lawler,
1973; Porter & Lawler, 1968), is developed largebm expectancy theory (Vroom,
1964), and attempts to integrate a great numbfctdrs. It is a multivariate model
that explains the complex relationships that exsbng motivation, performance
and satisfaction. Particularly, the model doesassume that satisfaction or
performance mean motivation. Porter and Lawler 8)$®inted out that effort does
not necessarily result in performance, but is allaenced by the employees’
abilities and traits and by role perceptions. Theoty posits that performance
depends on satisfaction, and that satisfactioeterthined by the extent of the actual

rewards received and by the individual’s perceptibreward equity.

According to the model, the initial effort that @its behavior towards
performance is created by the value of the rewardhie individual, and by the
individual’s perception of the likelihood that effavill lead to reward. An individual
may be ineffective in performing if he or she hittel ability and has inaccurate role

perceptions. Performances are paid off by extriastt intrinsic rewards. Examples
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of extrinsic rewards are good working conditiond atatus. Intrinsic rewards, which
according to the theory are more effective thamiesit rewards, include a sense of
accomplishment and actualization. Performanceynm, forms the perception of
effort to reward probability and leads to a judginamout whether rewards are
equitable. Perceptions regarding whether the resvarel equitable affect the level of
satisfaction. The level of rewards received alsmipces attitudes about satisfaction.
Satisfaction in turn reinforces the value of revgaitb summarize, “effort leads to
performance, and good performance may lead tojblgkatisfaction” (Beck, 2000,
p. 409).

Figure 2-8: Porter-Lawler’s performance-satisfattiodel of motivation, adapted
from Porter and Lawler (1968), as cited in PoiBegley & Steers, (2003)
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The Porter-Lawler’s model suggests that managersigditarefully assess

their reward structures and that through carefahping and clear definition of role
requirements, the effort performance-reward-satigfa system should be integrated

into an entire system of management.
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Despite that satisfaction does not necessarilyymmtivation, the
Porter-Lawler model has made a significant contrdsuimproved understanding of
work motivation and has some research supporgXample, from Blau (1993),
Podsakoff and Williams (1986), Locke and LathanB@9and Peach and Wren
(1992). Although it is more applications orientedn the Vroom’s (1964) model, it
is still quite complex and has proved to be a difi way to bridge the gap to actual

management practice (Luthans, 1998).

The previous section illustrates the applicatiovmfom’s (1964) expectancy
theory and the suggestions there are also appdicatihe Porter-Lawler model.
However, the two significant differences betweenntiodels suggest two additional
considerations. First, it is suggested to condigerabilities and traits’ factor by
profiling the existing high performers for critetiainclude during the recruitment
process. For existing employees, training progreamsbe arranged to bring them to
the desired performance level. Secondly, the masdge/e to communicate clearly,
to ensure that the ‘role perception’ factor of é#meployees is favorable for
performance, that is, the managers need to maketisairthe employees perceive
clearly what it is that they are expected to egédrt in, in order to accomplish their

role.
2.6.3 Adams’ equity theory

John Stacey Adams was a workplace and behavioyehpkbogist, and was
the first to propose the equity theory of work naation (Adams, 1963, 1965). The
theory states that employees strive for equity betwthemselves and other
employees. Adams (1963) argued that equity is @amfagtor influencing job
performance and that satisfaction is a produchefdegree of equity or inequity that

employee perceive in the working environment.

Figure 2-9 summarizes Adams’ (1963, 1965) equigpti: tension is created
when an individual experiences and perceives ingcand then he or she takes

actions to reduce the tension.

51



Figure 2-9: Inequity as a motivational process
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Equity theory (Adams, 1963, 1965) is a social conspa theory, which

assumes that employees are consistently compdwengselves against other people
and that they respond to inequity in order to neama fair balance between inputs
and outputs. Adams calls the efforts put into tethe inputs, and calls the

outcomes of the achieving the job the outputs.

Luthans (1998) explains that inequity occurs wh@emson perceives that the
ratio of his or her outcomes to inputs and theratia relevant other’s outcomes to
inputs are unequal. Motivation is predicted to lghbst if the output-input ratio is
similar to that of other referents. Overpaid or empaid inequity results in low
motivation due to guilt or the use of coping stgae. The employee may try to get
raises for the other employees in the case of baregpaid, or may seek extra

rewards for himself or herself in the case of bainderpaid.

According to Matteson and Ivancevich (1999), eqthigory suggests a
number of alternative ways that employees canasestore a sense of equity: [a]
Change inputs; and [b] Change outputs; and [c] Gaattitudes [rationalization];
and [d] Change the referent person; and [e] Ch#mgeputs or outputs of the

referent person; and [f] Leave the situation.
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Figure 2-10: Schematic representation of Adamsitgdieory, adapted from
Luthans (1998)

. L person’s outcomes other’s outcomes
Under-rewarded inequity: — —
person’s input other’s input
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Over-rewarded inequity: — —
person’s input other’s input
o person’s outcomes __  other’s outcomes
Equity: — = —
person’s input other’s input

Figure 2-10 shows the schematic representatiordah#s’ equity theory.

There is one equity state where the employee thatshis/her outcome-input ratio is
at parity with others; and there are two inequiites where the employee feels that

he or she is either under-rewarded or over-rewarded

Laboratory research and several reviews suppoint thet notion that
under-rewarded inequity leads to lower performg@eenberg, 1982; Mowday,
1991), and that over-rewarded inequity does nadiyze increased performance
(Greenberg, 1982; Locke & Henne, 1986). Naturalistudies also support the
theory but there is also evidence that individutiécences play an important role in
a person’s perceptions of and responses to equityreequity (Greenberg &
Ornstein, 1983). In the 1990s, the literature ajmglequity theory to work
motivation was sparse, but there were discussibits application to a variety of
areas such as intimate and marital relationshijpsjigion of public goods, and
consumer behavior (Ambrose & Kulik, 1999).

The application of equity theory to motivation teagghtforward. Overall, the
responsibility lies with the managers to avoid uagsvarded or over-rewarded
situations, and to present the information abowtrds [outcomes] and efforts
[inputs] thoroughly and with social sensitivity.istsuggested that the management

can acquire salary survey reports, check them agtiair salary scheme, and adjust
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the latter as appropriate. The reports can be suinedsand together with the pay
policy can be briefed to the employees. Additiopdhe briefing session can be
facilitated to allow the employees to feedbacknthi@ughts and ideas about the pay

scheme.

2.6.4 Locke’s goal-setting theory

Goal-setting theory (Locke, 1968) states that fibeceived value of
outcomes leads to emotions and desires” and thagrfgoloyee sets goals that direct
his or her behavior in order to satisfy the emdiand desires” (Gerber, Nel, & Van
Dyk, 1998, pp. 274-275). A goal reflects one’s s and refers to quantity, quality,
or rate of performance (Locke & Latham, 1990). Mafd and Von Glinow (2004)
explain that goals are the immediate or ultimafedives that employees are trying
to accomplish from their work effort, and goal-switis the process of motivating
employees by establishing performance objectivasstietch the intensity and
persistence of effort; and by clarifying the rokrgeptions so that the effort is

channeled toward behaviors to improve work perforcea

This review starts by looking at the setting offpenance objectives, and
considering the following variables: relative diffity of the goals, goal specificity,
timeliness of goals and feedback on progress tanwgodls, participation in and

acceptance of goal-setting, and lastly the issiselifefficacy.

Regarding relative difficulty, according to Lock€¢ 968) experiments,
difficult goals lead to a higher level of perforncarthan easy goals. Furthermore,
moderately difficult goals also lead to better pariance than ‘do your best’ goals
(Locke & Latham, 1990).

Specific goals produce higher performance than @amals (Beck, 2000, p.
406). People with specific quantitative goals saslspecific performance outputs,
standards, and deadlines for completion of taskgetform better than people with

no set goal or only a vague goal.

The theory (Locke, 1968) suggests that in goalrsgtboth long-term end
goals and short-term progress goals are impor&rurt-term goals, set at realistic

levels, are regarded as instrumental to the atemof end goals (Locke, Cartledge,
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& Knerr, 1970). However, if goals are set unrealaty, both short-term goal failure
and the lack of progress toward the end goal wititdbute to adverse emotional
experience. Moreover, short-term goals also prowmasions and opportunities for
regular feedback. Particularly, goal-setting iseesally effective when timely
feedback is provided that permits the employeeacktprogress relative to the goal
(Earley, Northcraft, Lee, & Lituchy, 1990) so tleahployees may confirm or change
the direction. Outcome feedback tells a persondhange is needed, but process
feedback tells the person how to change.

Participation in goal-setting and acceptance oftheds have been found to
be effective strategies for enhancing goal commitrby Locke (1996) but Zetik and
Stuhlmacher (2002) found no effect for participatio setting goals although the
overall results were consistent with goal-settimgorry that the higher the goal the

higher the outcome.

Another factor to consider is the impact of seffeaicy as an antecedent of
the goal-setting process. Self-efficacy is a pessgndgment of personal capability”
to perform an activity and the effect this judgmieas on the future conduct of the
activity (Bandura, 1977). Self-efficacy has beemnfo to influence both the difficulty
of the goal accepted and goal commitment (Lock@619Brown and Latham (2000)

found that self-efficacy correlated positively wighbsequent performance.

Following Locke’s (1968) seminal paper, there waggplosion of research
on goal-setting, identifying the relationship ofagattributes to level of performance,
the impact of moderators such as feedback, goaptacce and supportiveness, and
individual differences in responses to goal-setfiracke, Shaw, Saari, & Latham,
1981). Mitchell and Daniel (2002, p. 231) concludgdal-setting theory is quite
easily the single most dominant theory in the figlanotivation, with over a

thousand articles and reviews published on the tiopa little over thirty years”.
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Figure 2-11: Locke’s goal-setting theory, adaptednf Luthans (1998)

Value &value__| Emotions & |_| Intentions or ReSBagses, Consequences,
judgement desires GOALS = adfion,or =P fgedback, P
performance reinforcement

Figure 2-11 summarizes the goal-setting theoryfinesequential stages: [a]
Values and value judgments; and [b] Emotions arsitele and [c] Intentions or
goals; and [d] Responses, action, or performanue] Consequences, feedback,

or reinforcement.

Locke (1968) points out that goal-setting theorgnisre appropriately viewed
as a motivational technique. Gibson, lvancevich @adnelly (2000, p. 169) clearly
describe the steps of a goal-setting program iorganization are to: [a] “diagnose if
the organization, the people, and technology usedeady for goal-setting”; and [b]
“prepare employees to set goals through communpitsitincreased participation,
and coaching”; and [c] “emphasize the attributegaxls to everyone”; and [d]
“conduct intermediate reviews to amend establigieads”; and [e] “conduct a final
review to check set goals, amendments, and accsingpligoals”; and [f] “feed back

the results from goal-setting in terms of improwedtivation and skills”.

Some companies apply goal-setting through manageyavbjectives
[MBOQ], the notion that management activity shouéddirected towards the
accomplishment of pre-established goals, introddogeBrucker (1954), and later
popularized as a management system by Odiorne Y18BShane and Von Glinow
(2004) explain that MBO is a participative goaltsef process in which
organizational objectives are cascaded down to woits and individual employees.
According to Luthans (1998), MBO has evolved toralleorganizational systems
generally follows the series of cyclical and sysstimsteps: [a] set overall objectives
and action plans; and [b] develop the organizatiom [c] set individual objectives
and action plans; and [d] conduct periodic applaiaad provide feedback on

progress and make adjustments; and [e] condudtdppaaisal of results.

56



For line managers to apply goal-setting theong suggested that they first
set up a regular planning and review mechanismlwing the temporary sales
people. The overall planning and review sessioeragsmmended to be once a quarter
and another quick review session quarterly for rgamato review the short-term
goal and provide feedback. The planning sessiorbedad by managers to follow
the blueprint: [a] develop a desire to achievegbal; and [b] write out the goal; and
[c] identify the resources needed to solve theaubss; and [d] deadline the goal;
and [e] prioritize the activities; and finally [ommit to the plan. According to the
theory from Locke and Latham (1990) individuals eascomplish more than one
goal at a time assuming that they have the cognénd physical capabilities to do so
and the goals do not conflict. It is suggested thatplanning session can start from a
high level perspective but cascade down to thengetf multiple secondary and
tertiary goals. The same session can also be agegiew the last plan and for
managers to provide feedback on both the resuitsrenprocess to achieving them.
Moreover, the meeting session will be a golden opynity for managers to praise
and recognize high performers. Lastly, it is su¢gpeso record the plan and the sales
results in an internet enabled computer systerhaaémporary sales people,
working remotely, can access for their progressraadagers can give quick and

timely feedback.

2.7  Other perspectives
2.7.1 Kelley’s attribution theory

Attributions refer to the causes individuals geteta make sense of their
world. Attribution theory emerged from Heider’s 88) postulation of a set of rules
of inference by which a person might attribute casibility to a target person for an
action. Heider (1958) posited that the balancees$@nal forces [internal attributions]
and environmental factors [external attributiofns]ttoperate on the target person
determines the attribution of responsibility. Kglld967) advanced the theory by
adding hypotheses about the factors that affeciottmeation of attributions:
consistency, distinctiveness, and consensus. Gensisrefers to the degree to
which the target person performs that same behéswaard an object on different
occasions. Distinctiveness refers to the degreeéhioh the target person performs

different behaviors with different objects. Conaeneefers to the degree to which
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other actors perform the same behavior with theesalbject. Heider (1958) proposed
a psychological theory of attribution and Kelleye(ley, 1967, 1973) advanced it,
Weiner and colleagues (Jones, 1972a, 1972b; Wdifi86) developed it to a
theoretical framework that has become a major rekgaaradigm of social

psychology.

Attribution theory is concerned with how individeahterpret events and
how this relates to their thinking and behavioriftée, 1958; Weiner, 1980). The
theory assumes that people are like amateur ssigntiiying to understand other
people’s behavior by piecing together informationilithey have arrived at a
reasonable explanations or causal attributionss;Tatiributions are also
significantly driven by emotional and motivatiorhives.

According to the theory (Heider, 1958; Weiner, 19&(tribution is a
three-step process through which we perceive otieecausal agents: Perception of
the action; and judgment of intention; and attiidmutof disposition. One way to
change the motivation is to change the beliefe -dtftributions, such that one could
teach unmotivated, underachieving, and depressgulgthat by exerting more
effort life-events can be controlled.

Heider (1958) said that attribution is the proagfsdrawing inferences.
According to the theory, people make two typestwftaution: [a] internal attribution,
the inference that one is acting particularly beeanf one’s attitude, character or
personality; and [b] external attribution, the mafiece that one is behaving a certain
way because of something about the situation oime Ehus, an external attribution
claims that some outside thing motivated the eveamd; an internal attribution
assigns causality to factors within the person.

Weiner (1974) focused his attribution theory oniaeément. He (Weiner,
1980) states that causal attributions determirectife reactions to success and
failure. He identified ability, effort, task diffidty, and luck as the most important
factors affecting attributions for achievementristitions are classified along three
causal dimensions: locus of control, stability, aodtrollability. The locus of control
dimension is classified to internal versus exteloalis of control. The stability
dimension captures whether causes change oveotimat. For instance, ability can
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be classified as a stable, internal cause, and efftssified as unstable and internal.
Controllability contrasts causes one can contrathsas skill/efficacy, from causes

one cannot control, such as aptitude, mood, othetgins, and luck. Weiner’s theory
has been widely applied in education, law, clingsychology, and the mental health

domain, and shows a strong relationship betwed+csatept and achievement.

Attribution theory explains that achievers havered that they are able to
succeed, that hard work increases the chancexoéss) that learning about
themselves facilitates success, and that succeelergoyable and worthwhile
(Weiner, 1980). Weiner (1980) used attribution tigdo explain the difference in
motivation between high achievers and unmotivatdgns. A high achiever will
approach rather than avoid tasks, persist whewtink gets hard, select challenges
of moderate difficulty, and work with a lot of eggr On the contrary, an
unmotivated person will avoid tiring though suceesated tasks, quit when having
difficulty, choose either easy or very hard tasiks] work with little drive or

enthusiasm.

As sales people also attribute successes, manegeraotivate them easily
and in simple ways. For example, managers cangtlagsstemporary sales people by
simply saying this casually, ‘good business, highi@vers!’ to greet them during the
encounter. The sales people, being addressedlasattigevers and if they are of real
performers, then have to rationalize the outcontbeo attribution. Rationalizing
and believing what was heard, the sales peoplenaile changed their beliefs such
that they believe that they are high achievers edryield good business returns.
Moreover, managers, during the regular performa&veduation session, can say
something like this, ‘You seem to know the prodwtd the selling skills very well!
You really work hard in selling. You're trying mqreeep at it!’ Now, the sales
people believe that they are good at the sellibggjad that they are motivated to be
good. Lastly, attribution theory can be applieddoruiting and training of the sales
force. Applying attribution theory to motivate erapées may not necessarily be
costly but the managers must understand how théogegs are motivated and must
learn to make optimistic yet credible assertionsualemployees’ potential and

competence.
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2.7.2 Deci’s cognitive evaluation theory

Cognitive evaluation theory (Deci, 1971; Deci & Ry4a980, 1985; Ryan &
Deci, 2000) postulates that there are two motivaictates: an extrinsic drive to
perform; and an intrinsic drive to perform. Intimsewards refer to pleasure, that is,
happiness and joy, associated with feeling compéatemjob, the feelings of control
over job, or with the ability to learn at a job.tEmsic rewards refer to pay, status,
fringe benefits and cash bonus.

According to the theory, employees’ intrinsic matien links with the
perceived competence in activities and their contrth the environment. It
hypothesizes that employees attribute the cauieeafown behavior to internal
needs and perform behaviors for intrinsic rewarts satisfaction - an internal locus
of causality. If employees feel competent in arnvégt can choose freely to
participate, and feel positive affects from papation, the level of intrinsic
motivation will increase and the employee’s purguthe activity will be greater.
However, when employees feel pressured or coeadd something, intrinsic
motivation is decreased. Moreover, employees’ peedecompetence, or
self-efficacy, also relates to intrinsic motivati®ihen looking at activity, employees
evaluate it in terms of how well it meets the netedeel competent and in control.
When employees evaluate their performance to beesstul, an increase in feelings
of competence takes place resulting in an increasgrinsic motivation; however,
when the performance is evaluated to be unsucdeaddecrease in feelings of
competence is experienced which leads in turndecaease in intrinsic motivation.
Thus, the sense of competence and autonomy obttiraeyh work

accomplishment are the major determinants of joisfaation.

The introduction of extrinsic rewards for work whibas previously been
intrinsically rewarding may decrease motivation ¢D&975). If employees attribute
their behavior to the situational factors, the tsindm internal causes to external
causes results in a decrease in intrinsic motiagfeci & Ryan, 1980). Some
studies have shown that contingently applied esitirewards decrease intrinsic
motivation created by an interesting task (Wiersi¥®¥®?2). Unexpected rewards may

have no detrimental effects spent by the personbase & Kulik, 1999).
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According to Ambrose and Kulik (1999), cognitiveafyation theory
provides a very strong theoretical definition oftmation, but previous research has
operationalized cognitive evaluation theory pradits in different ways, sometimes
emphasizing time spent on a task and sometimesasignhg task performance or

reported interest in the task.

The distinction between intrinsic and extrinsic iwation is important
because it suggests that temporary sales peopldenaptivated for intrinsic or
extrinsic reasons. To practice, managers can pepeateived competence, for
example, the manager can recognize first the teanpsales peoples’ successes
before commenting on their weaknesses. This byjldircompetency will help fuel
the employees’ efforts to excel in the selling. @elty, the manger can provide a
perception of choice, for example, in schedulirgribster duty the manager can
provide choices of sites or products for the terappsales peoples to choose from.
This feeling of control will likely help increaske level of intrinsic motivation the
temporary sales peoples will feel regarding purstithe sales activity. Thirdly, the
manager can communicate the intrinsic rewardseeitha one-to-one, for example
reporting or appraisal session or one-to-groupei@mple briefing and sharing
session, instead of offering merely extrinsic redgail he intrinsic rewards may
include the feelings of happiness for helping thstemers to make decision on

acquiring the best products.
2.7.3 Behaviorism, including Skinner’s reinforcernéreory
John Broadus Watson [1878-1958] defined behavioasm

“... a natural science that takes the whole fielcdhoman adjustments as its
own ... It is the business of behavioristic psychplogto predict and control
human activity” (Watson, 1925, p. 11).

Watson (1925) studied observable behavior, rejgatitrospection and
theories of the unconscious mind, originated tlehdviorism’ school of psychology,
in which behavior is described in terms of physjidal responses of the organism to
external stimuli. His work influenced Burrhus Fradeskinner [1904-1990] in his

groundbreaking studies of operant conditioningn8ér (1938) was the first to make
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the important distinction between operant and redpot behavior (Luthans &
Kreitner, 1975). The operant behavior is learnedl @perates on the environment to
produce a consequence while the respondent behaWos to the unlearned or
reflexive behavior (Luthans & Kreitner, 1975). Skan (1938) maintained that
learning occurred as a result of the organism ajpeyan its environment, and

coined the term operant conditioning.

Operant conditioning, also called instrumental@ag, or operant learning,
was first extensively studied by Edward Lee Thokedil874-1949] through
experiments involving observation of the behavibammals. A typical
experimental situation involved hungry cats trytogescape from puzzle boxes.
When first constrained in the boxes, the cats sng time to escape. With
experience, ineffective responses occurred legsiém@ly and successful responses
occurred more frequently, enabling the cats togsaaless time over successive
trials. Thorndike (1898) suggested that certaimsli and responses become
connected or dissociated from each other accotdihgs law of effect: [a] when
particular stimulus-response sequences are folldwequeasure, those responses
tend to be ‘stamped in’; responses followed by pand to be ‘stamped out’; and [b]
the immediate consequence of a mental connectiomvogk back upon it to
strengthen it. This evaluation led Thorndike tosmeathat all beings learn and
learning involves the formation of connections, andnections were strengthened
according to his Law of Effect. Since then, the Lavieffect remained influential
and has “formed the basic for reinforcement the¢8taddon, 2001, p. 10).
Reinforcement theory posits that behavior thatgieasant consequences will
probably be repeated (Smit & De J Cronje, 1992).

Reinforcement is the key element in Skinner’s slimasponse theory. Built
upon Thorndike’s ideas, Skinner’s (1953) reinforeeaftrtheory constructs a more
detailed theory of operant conditioning. Skinne943, p. 65) “borrowed from
Pavlov’s [Russian physiologist] analysis of the ditioned reflex ... called all events
which strengthened behavior ‘reinforcement’ andtadl resulting changes
‘conditioning’ ”. Originally, “the operation of raforcement is defined as the
presentation of a certain kind of stimulus in apenal relation with either a stimulus

or a response” (Skinner, 1938, p. 62).
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Ferster and Skinner (1957) examined the effectffering schedules of
reinforcement on the behavior. Interval reinforcatirefers to “reinforce behavior at
regular intervals” and an organism “will adjust livé nearly constant rate of
responding, determined by the frequency of reirdorent ... If two agencies supply
the same service, we are more likely to call the which answers more often”
(Skinner, 1953, p. 100). Ratio reinforcement refergeinforcement at a ‘fixed ratio’
- the ratio of reinforced to unreinforced response# is essentially the basis of
professional pay and of selling on commissionnbiustry it is known as piecework
pay. It is a system of reinforcement which natyredicommends itself to employers
because the cost of the labor required to produgieesm result can be calculated in
advance” (Skinner, 1953, p. 102). Beck (2000) drplad further that reinforcement
could be attained through scheduling rewards atfixtervals, variable intervals,
fixed ratios and variable ratios. Fixed intervdtagduling rewards employees at
specific time intervals and includes salary anduahbonuses; variable interval
scheduling rewards and praises employees at ratideas for displaying the
preferred behavior; fixed ratio scheduling rewagdgployees after a fixed number of
performances; and variable ratio scheduling infb@snthe maintenance of desired
behavior the most by varying the number of perfarces required for each

reinforcement.

According to Bandura (1986) and Locke (1977), m@ioérs, the
consequences of behavior, affect subsequent aasitime individual: [a] anticipates
that the reinforcer will follow future actions; afio]l desires or values the reinforcer;
and [c] understands what actions need to be takgattit; and [d] believes that he or
she can take the requisite actions. According farg&k (1953, p. 73), “some
reinforcements consist of presenting stimuli, aiag something to the situation”,
and are called “positive reinforcers” while “oth@mnsist of removing something
from the situation” and are called “negative remts”. In both cases the effect of
reinforcement is the same - the probability of cese is increased. Positive
reinforcement is therefore the administration pfeasant and rewarding
consequence following a desired behavior. Negagirdorcement is the removal of
an unpleasant consequence following a desired bh@aft, 2005, pp. 601-602).
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There are two additional types of reinforcements@o techniques by which
reinforcement theory may be used to modify humdrabier (Daft, 2005, pp.
601-602). Punishment is the imposition of unpleasatcomes on an employee.
Extinction is the withdrawal of a positive reward.

“Many of Skinner’s concepts and principles haverbempirically validated
both in the laboratory and in field settings” (Latts & Kreitner, 1975, p. 26).
Reinforcement has undoubtedly important influerame®ehavior yet it ignores
individual needs, feelings, attitudes, expectatigasls, inequity and other cognitive
variables that are known to impact on behavior itady 1998). Reinforcement can
be used in conjunction with other motivation tecjugs but the rules should be to
reinforce appropriate behavior to change behaviothians, 1998).

Ambrose and Kulik (1999) reviewed studies publisirech 1990 to 1997 in
mainstream organizational journals on reinforcenaet punishment effects and
reports two research accomplishments: [a] the redanterest in punishment as an
influence on employee behavior; and [b] the moveréneinforcement theory
research away from simple tasks in laboratoryragdtio field settings and began to
explore international applications. Ambrose andikk(1999) further commented
that the compensation research had largely prodeadependently of the
organizational literature on reinforcement theany & had only begun to explore the
effects of non-monetary reinforcements, for exanfgéelback and praise in

organizational settings.

In motivation, Skinner explained the drive in teraigieprivation and
reinforcement schedules. In practice, it may beptenyet effective to use positive
reinforcement to heighten the motivation of temppsales people, for example, the
managers can measure the performance and wheheveerformance standards are
met, for instance in the case of meeting a morghlgs target, a mobile phone short

message can be scribbled out to congratulate teg gaople.

Daft (2005, p. 604) concluded from Sarri and Lati{@882) and Pritchard,
Hollenback and DeLeo (1980) that “the most powesfiiedule is the variable ratio
schedule, because employee behavior will persisd fong time due to the
administration of reinforcement only after a lonterval”. This may be implemented
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by introducing a random check for sales statusramarded with a gift if pro-rata
sales targets have been reached at the time atr&azdt (2005, p. 604) also said
that “partial reinforcement schedules are morecéffe for maintaining behavior
over extended time periods”. To implement motivatid temporary sales people, a
compensation package consists of basic wage aoohaission scheme may be
introduced to the sales force. The variable infesghedule may be implemented by
conducting the monthly performance appraisals avidggawards at random times
to those meeting pro-rata sales quota. Alternativenagers may occasionally
praise verbally to the sales people for a job Wefile and it does a lot to make him or
her feel appreciated. Other reinforcement schedidesalso be implemented, for
example, for every five compliments a sales peogteives from clients he or she
may receive a small gift from the company. Finally,these fixed interval or ratio

schedules extinguish rapidly, they need to be nemlirom time to time.

The principles of reinforcement are already in pcacby human resources
professionals and they are implemented as polanesprocedures including
remuneration, performance management, and disaigliprocedures. Moreover, in
rewarding and punishing the appropriate behavenforcement theory can be very
useful in establishing a culture-driven organizatifemporary sales people are also
one important work force of the company and wanh thanagement attention
comparable to the core worker. Therefore it is tmottile to develop policies and
procedures for this specialty work force. For mamagand regardless of whether
temporary sales people are hired directly or thihoaig agency, it is suggested that
simple but clearly written policies and proceduaies passed to the sales people.
From the document and during the orientation, éwearding and disciplinary
schemes are to be communicated. As positive raafoent motivates, so
particularly when rewards are given, they shouldanaele known to everyone.
Similarly, when disciplinary actions are executiy should be also be

communicated and with the reasons referenced tpdhees and procedures.
2.7.4 Job design, including Hackman and Oldhaniiscjoaracteristics model

According to McShane and Von Glinow (2004, p. 18 design refers to
the process of assigning tasks to a job, inclutiegnterdependency of those tasks

with other jobs. A job is a set of tasks perforngdne person”. According to
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Luthans (1998, p. 197), “job design has emergeahamportant application area for
work motivation”. All suggest that using job desiggsults a clear job description, a

motivated workforce and successful completion sk$a

Arguably, the concept of job design can be traaek o one of the early and
strongest advocates Frederick Taylor (1911) duinegperiod of scientific
management movement. Later, along with the humlatiors movement, the adding
of “motivational effect of job characteristics” hbscome “the central focus of many
job design changes” (McShane & Von Glinow, 2004186). “There are many
theories of job design in the management literatiteleveloped to explain the
relationships between certain job characteristickthe affective and behavioral
responses of employees” (Kiggundu, 1981, p. 498is $ection takes the
perspective that the theory and practice of jolgmesntails taking into account the

psychological and social factors of work processes.

Some approaches to job design may be viewed asléouon Maslow’s
(1943, 1954) hierarchy of needs and others, pdatigujob enrichment, on
Herzberg’s (1966, 1968) two-factor theory. Accogdin Herzberg (1987, p. 120),
“The 1970s was the decade of job enrichment, sonestcalled job design or
redesign by opponents of the motivation-hygienenyie However, neither
Maslow’s (1943; 1954) nor Herzberg'’s (1966, 196®&)dries found much research
support until subsequent testing of the Hackmanl@éh@m (1975) job characteristics
model. Indeed, job enrichment, characterized bykhan & Oldham’s (1975, 1976,
1980) job characteristics model, “has dominateddbealesign literature” (Luthans,
1998, p. 197). Cheser (1998, p. 197) also shasevibiw: “One of the most widely
recognized theoretical constructs in the study afker motivation is the Job
Characteristics Model [JCM] (Hackman & Oldham, 19¥880), which, since the
early stages of its development ( Hackman & Lawlléi1; Hackman & Oldham,

1975, 1976), has become the primary approach iremums job design efforts”.

Herzberg'’s two-factor [motivation-hygiene] theorgasivthe first to provide a
relatively easy to understand, intuitively appeglpoint of reference for redesigning
jobs to take care of the psychological and soeaielidrs, and gave impetus to the
development of job enrichment and job design thaoiy practice. According to

Herzberg (1968, p. 114), the motivation-hygienetiiésuggests that work be
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enriched to bring about effective utilization ofgennel” and “such a systematic
attempt to motivate employees by manipulating tleévator factors” is described as
the job enrichment movement. Specifically, job emment refers to “vertical [job]
loading or providing motivator factors”, as opposedhorizontal job loading” that
“merely enlarges the meaninglessness of the jot’vémch has “been the problem
of earlier job enlargement programs” (Herzberg,8,96 114). In practice, job
enrichment is a technique that harnesses employgessic motivation to create
positive behaviors by making changes in the wortgléccording to Daft (2005, p.
608), “job enrichment incorporates high-level mators into the work, including job

responsibility, recognition, and opportunity foogith, learning, and achievement”.

Whereas Herzberg (1959, 1968) focuses on genetak$aof achievement,
recognition for achievement, responsibility, advement, and growth, Hackman and
Oldham (1975, 1976) concentrate on specific fadtuasare an integral part of the
job itself. Specifically, Hackman and Oldham (197976) assert that an enriched
job is relatively high in skill variety, task idetyt task significance, autonomy, and
feedback from the job. Both Herzberg (1959, 1968) Hackman and Oldham (1975,
1976) predict that when jobs are high in theseattaristics employees will
experience a sense of meaningfulness, respongitaititvork outcomes, and
knowledge of results of their work activities. Thttge ultimate result is predicted to
be higher job satisfaction, lower absenteeism, tdwaover, and higher internal

work motivation.

The job characteristics model has been revisedaletwmes to determine the
parameters within the job that lead to beneficistomes (Brief & Aldag, 1975;
Evans, Kiggundu, & House, 1979; Hackman & Oldha@v 5 Hackman, Oldham,
Janson, & Purdy, 1975; Tiegs, Tetrick, & Fried, 2pFigure 2-11 presents JCM
graphically showing the “relationships among cae gimensions, critical
psychological states, and on-the-job outcomes”dkiHean et al., 1975, p. 58) and

“concrete action steps” of job enrichment ( Hackragaal., 1975, p. 62).
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Figure 2-12: Job characteristics model with impletaBon concept steps, adapted
from Hackman, Oldham, Janson and Purdy (1975, ). 58

. 3 Critical Personal and
5 Ingplﬁmer:tlng gﬁgf&g@ ——— 1 Psychological —— Work
oncepts States Outcomes

Skill i ighi
ills variety Experienced \Ijvgr:l( internal
Task identity meaningfulnes motivation
-------------- R of the work
Task significan . .
High quality
work

Experienced

responsibility for
Autonomy ey o es of the

work

performance

High
satisfaction
with the work

Knowledge of
the actual resul
/ Feedback b 4 of the work

activities

High
satisfaction
with the work

Employee ‘
Growth-Need
Strength ‘

Job characteristics model assumes that internalatimin can be achieved

through the design of work and states that thexdiae job characteristics that foster
three critical psychological states that leaduimto four work outcomes. The
effect of these relations is moderated by indivigudifferent needs for growth and
development known as employee growth-need streamgitthe contextual
satisfaction factors such as pay, job securitywooker, and supervision (Hackman
& Oldham, 1980; Oldham, Hackman, & Pearce, 1976).

According to Hackman, Oldham, Janson and Purdy3,19.758), the three
“psychological states” experienced are “criticatigtermining a person’s motivation
and satisfaction on the job”: [a] “Experienced magfulness: The individual must
perceive his work as worthwhile or important by sosgstem of values he accepts”;
and [b] “Experienced responsibility: He must bedigtaat he personally is
accountable for the outcomes of his efforts”; arjd'iKnowledge of results: He must
be able to determine, on some fairly regular bag®ther or not the outcomes of his
work are satisfactory”. “When these three condgiane present, a person tends to
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feel very good about himself when he performs weild those good feelings will
prompt him to try to continue to do well so he cantinue to earn the positive

feelings in the future. That is what is meant bytiragional potential”.

Hackman and Oldhman have identified five core jobeshsions that
determine a job’s motivational potential. Skillgiesy, task identity and task
significance are “three job dimensions represemtsngortant route to experienced
meaningfulness”. Skills variety refers to “the degto which a job requires the
worker to perform activities that challenge hidiskand abilities”. Task identity
refers to “the degree to which the job requires gletion of a ‘whole’ and
identifiable piece of work - doing a job from beging to end with a visible outcome.
Task significance refers to “the degree to whidahjtb has substantial and
perceivable impact on the lives of other peoplegtiver in the immediate
organization or the world at large”. If the jobhigh in all three, the worker is quite
likely to experience his job as very meaningfulhelfourth core job dimension
autonomy refers to “the degree to which the jolegithe worker freedom,
independence, and discretion in scheduling workdatdrmining how he will carry
it out”; and “people in highly autonomous jobs knthat they are personally
responsible for successes and failure”. The fiftregob dimension feedback refers
to “the degree to which a worker, in carrying g tvork activities required by the
job, gets information about the effectiveness efdfforts” (Hackman et al., 1975, p.
59).

The Job Diagnostic Survey [JDS] was developed &palty to test the
viability of the JCM (Hackman & Oldham, 1976). metoriginal study, the JDS was
sent to six hundred and fifty-eight employees axgisty-two different kinds of jobs
in seven industrial and service organizations. Daee also collected from
supervisors of the focal job of each employee usiegob rating form. The results
generally supported the relationships specifiethénrmodel, but with some
exceptions. Most seriously for the model, the nssudicated that the predicted
relationship between autonomy and experienced nsdpitity was not strong, with
the latter associated with some of the other jaratteristics. The JDS has since
been the focus of considerable criticism. Someistuidave replicated the five-factor

model produced by Hackman and Oldham in the originaly, but other studies
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have not. Other measurement problems are attritiatéte unnecessarily complex
way in which the Motivating Potential Score [MPS]derived. Many have pointed
out the reliance of the JDS on the same sourcataf that is, self-report, making
tests of the JCM subject to the problems of commethod variance.

Loher, Noe, Moeller and Fitzgerald (1985, p. 28&ydrdone a meta-analysis
and it was found that the relation of job charast&s to job satisfaction “indicated a
moderate relation between job characteristics abdatisfaction”; and “this relation
is stronger for employees high in GNS [employeengineneed strength]”; and
“situational characteristics appear to be more irtgm in determining satisfaction

for employees low in GNS”.

Fried and Ferris (1987) provide a comprehensiveeveand meta-analysis of
relevant research on job characteristics theorgyoncluded that: [a] job
characteristics are related to both psychologicdllzehavioral outcomes; and [b] the
critical psychological states mediate the role leetmjob characteristics and
outcomes; and [c] growth-need-strength moderaeeseiationship between job
characteristics and performance. However, theymd$ed that the correlations
between job characteristics and the psychologtests were less supportive of the
theory; and although the results support the maidhsionality of job characteristics,

there was no agreement on the exact number of dioren

Tiegs, Tetrick and Fried (1992) used a large saiiyp®,405] and did
empirical investigations of JCM. They reported tHedings clearly cast doubt
upon the proposition that a person’s reactionparéicular job characteristic or
psychological state is jointly moderated by hider desire for challenging work and
satisfaction with a focal contextual aspect ofuloek environment. These findings
are consistent with those reported by Oldham, Hackemd Pearce (1976), which
found that GNS [employee growth-need strength]eaxch of the four context
satisfactions did not jointly moderate the relati@mtween the overall motivating
potential of a job [MPS] and internal motivatiorither overall job satisfaction nor
growth satisfaction were examined. However, important to point out that
Oldham, Hackman and Pearce (1976) also reportdihfjrpositive support for the
joint moderating effects of these individual difece factors on MPS-performance
relations” (Tiegs et al., 1992, p. 590).
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As concluded by Ambrose and Kulik (1999), testgobfcharacteristics
theory generally find support for its predictioegarding employee attitudes and
behaviors, and tests of the theory provide consist@pport for the mediating effect
of the critical psychological states, although ¢fffects for growth-need-strength

remain inconclusive.

The job characteristics model has been operatmedhiiHackman & Oldham,
1975), in which employees are asked to rate thenéxod which the five core job
characteristics are present in their job. The gatiare then used to calculate the
overall motivating potential of the job. A motivagj potential score [MPS] is then
calculated by obtaining the mean of the skill vigrigask identity, and task
significance scores and then multiplying the séoreautonomy and the score for
feedback as depicted in figure 2-12.

Figure 2-13: Motivating potential score, adaptamhfrLuthans (1998, p. 202)

o Skill Skill Skill

Motivating Variety Identity * Significance

Potential = X Autonomy X Feedback
Score 3

These MPS may turn out to be positive or zero. #odisproduce a high MPS
are expected to lead to higher performance, satisfg low absenteeism/turnover,
and high internal motivation particularly for thoseployees high in growth-need
strength. Knowing these scores can be useful aageas can have strategies to
motivate the potential high achievers to make shaethey work hard so will be a
sure business attainment. Alternatively, managansuse a different strategy to bring
up those employees with below the average MPS.

To apply the job characteristics theory to managalgs people, Luthans
(1998, p. 203-204) suggests examples of redesighegbs in a workshop. For
skill variety, the sales people may be sent to wordifferent locations with different
clienteles, sell different products and use diffiéiselling approaches, new

merchandise and displays. For task identity, thesgaeople may be asked to keep a
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personal record of daily sales volume in dollaegka record of number of
sales/customers, and mark off an individual displaea that they consider their own
and keep it complete and orderly. For task sigaifee, the sales people may be
reminded that selling a product is the basic oVetgkctive of the retail point, the
appearance of the display area is important tingelhnd they are ‘the store’ to
customers and they were told that courtesy andategness help build the store’s
reputation and that the products they are selliagara difference in the customers’
life. For autonomy, the sales people may be engauaréo develop and use their own
unique approach and sales pitch, may be allowedifn@ to select their own break
and lunch times, and encouraged to make sugges$tonblanges in all phases of the
policy and operations. For feedback from the jgblft the sales people can be
trained how to observe and interpret the non-vdibhhviors in the customers, and
thus to gauge their own impact on the customeegbrfgs. Moreover, sales people
may be encouraged to keep personal records ofdiveirsales volume, encouraged
to keep a sales/customers ratio, and remindecetablishing a good rapport with
customers is also a success and are told thag gakential customer leaves with a
good feeling about the store and its employeessdles person has been successful.
For feedback from agents [peers, bosses and custhrsales people may be
encouraged to observe and help each other witmiguags of selling, seek out
information from their boss and relevant departrs@mt all phases of their job, and
invite customers for thoughts concerning technkcawledge, merchandise and
services. Thus, the jobs of temporary sales pexgiebe redesigned to initiate
changes to move performance behaviors to the dedirections, to promote job

satisfaction, in anticipation of improved performan

2.8 Integrative models of motivational theories

Three types of integrative models of motivatioreddries can be identified.
First, there have been several previous attemptdgdgrate current motivational
theories (Locke, 1997; Naylor, Pritchard, & 1lgé®80; Robbins, 2003). These
integrated theories allow better understandindnefibterrelationships of the
integrative theories (Robbins, 2003, p. 176). Hosveas Porter, Bigley and Steers
(2003, p. 22) commented, they are more like orgagigchemes attempting to show

how motivational theories may relate to each otklereover, these integrated
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empirical models of work motivation are complicate! contain a plethora of
variables, making them very difficult both to valid theoretically and to put into
practice. Accordingly, Ambrose and Kulik’'s (1998Vrew of the 1990s literature has
suggested that these integrative theories havbe®ot particularly successful in

inspiring and guiding investigative research.

Second, there is growing realization that tradaianodels of motivation do
not explain the diversity of behavior found in angaation settings, Leonard,
Beauvais and Scholl (1999) propose a meta-theowook motivation incorporating
theories of self-concept, both external and intethat have been proposed in the
sociological and psychological literatures into theerent theories of work
motivation they categorized into intrinsic processtivation, extrinsic/instrumental
motivation, and goal internalization. Accordingtb@ authors, the advantages of this
expended model are that it can explain situatignationsistent behavior as well as
the overall stability or cross-situational consiste of behavior. As the theory is still
young, it may require quite some time and reseatk to establish to supersede or
override the current theories. Yet, it serves emmander of the potential importance,

in terms of motivation, of situationally consistetg-a-vis inconsistent behavior.

Motivation varies between persons, the environmamd, perhaps more
importantly it is influenced by culture. The thirgpe of integrative models of
motivation is culture bound and is based on a bottip process of inquiry (HsEif
FE{%], 2003; LiuBJKHA], 2001). Liu and Hsu’s models are developed fer th
Chinese society in Taiwan, and take into accouhtiispecific influences on
motives, that is, needs such aamgii and face. Although these are indigenous
models, many of the constructs are drawn from otmetivational theories. These
inquiry processes illustrate plausible directiomsthe understanding of motivation

in Hong Kong.

2.9 Motivation of sales people

Sales force management has long been recognizex iusiness
community as an important marketing activity (Wjletarker, & Harris Jr, 1987).

Customer orientation requires greater expenditbiedfort by the salesperson in
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customer-related interaction and consequentlysgadeple have to be motivated to

engage in this mode of selling (Thakor & Joshi, 200

A salesperson’s motivation is regarded as one mgtant of performance
(Churchill Jr et al., 1985). In the area of salespe’s performance, motivation is the
amount of effort a sales people plans to expen@sks associated with his or her
job (Walker Jr, Churchill Jr, & Ford, 1979), asecitin Badovick, Hadaway &
Kaminski, (1992).

According to Gray and Wert-Gray (1999), the persseHding environment is
unique when compared to most employment situationsiany cases, a salesperson
cannot accurately predict a sale and so cannotdsorify predict that an increase in
effort will result better sales performance. It degs on the customer - an external
party. Additionally a salesperson cannot confideptkedict the rewards, for an

example, from sales contests due to the inequalitisales territory potentials.

The dominant framework for researching salespessmiativation is
expectancy theory (Brown, Cron, & Slocum, 1994;Coubinsky, & Michaels,
1988; Gray & Wert-Gray, 1999; Ingram, Lee, & Skinr©89; Murphy, Dacin, &
Ford, 2004; Smith, Jones, & Blair, 2000; Tyagi, 2p&ttribution theory has also
been used in research involving salesperson mativand performance (Badovick
et al., 1992; DeCarlo et al., 1997; Dubinsky, Skini& Whittler, 1989; Sujan, 1986).
Williams, Celuchand Vorhieg2002) examined how dimensions of supervisory
feedback work through salesperson self-efficaapflaence key motivational
consequences. There were some research studiespgbeed the sales people
motivation using Hackman and Oldham'’s (1975, 19880) job characteristics
theory (Thakor & Joshi, 2005; Tiegs et al., 199%&)wever, all these research studies
focused on full time, permanent sales people. Tamture coverage in studying

temporary sales people’s motivation is rather spars

Wotruba (1990) compared job satisfaction, perforceaand turnover
between full-time and part-time sales people froor fU.S. direct selling consumer
goods organizations. It was found that [a] partetiworkers had greater job
satisfaction and less propensity to quit; and lfiig] part-time workers were also better
performers as measured by earnings per hour wogketljc] the high levels of job
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satisfaction for part-timers is consistent with theory that they are less involved in
organizational functioning so have less opportutdtgccumulate dissatisfying
experiences. Hoverstad, Moncrief Ill and Lucasl®90) studied insurance agents,
including all new hires over three two-year periat®71-1972, 1975-1976, and
1980-1981. It was found that part-time agents raethemployed longer than
full-time agents although there were some diffeesna two-year survival rates
among the three periods. Allen and Sienko (1998)iadtered the Hackman and
Oldham (1980) Job Diagnostic Survey to study tiséefst growing segments of
temporary but professional technical workforce ofi@or U.S. Telecommunications
company. It was found that the contingent workexd higher motivating potential
scores and scored significantly higher in task iitherfeedback from the Job and
combined growth need strength than the core or eemt workers. These findings

suggest that temporary or contingent workers caa tieh source of motivated staff.

2.10 Role of culture in motivation

“Management and organization scholars have histlhclooked for
universal laws. For a long period, they had eitiggrored the roles of culture
and environment or used them superficially” (Ch£@95, p. 11).

This section explores the influence of culture amagement, with a focus

on culture in Chinese societies, especially Hongd<o

Fan (2000, 2002) studied different kinds of defoms of culture (Downs,
1971; Herskovits, 1955; Hoebel, 1960; Hofstede 019884; Kluckhohn & Kelly,
1945; Terpstra & David, 1985; Tylor, 1871) and daded that “culture can be
described as the collection of values, beliefsavlurs, customs, and attitudes that
distinguish a society” (Fan, 2000, p. 4). Perh&yesnhost influential definition of
culture is by Hofstede (1991, p. 6): Culture isg“ttollective programming of the
mind that distinguishes the members of one grougategory of people from
others”.

Culture affects human motivation (Kashima, 1994} évery level, culture
profoundly influences the behavior of organizatiassvell as the behavior of people
within organizations” (Adler, 2002, p. 35). Culture this context, can be explained

75



as the “deeply learned mix of language, beliefijes and behaviors that pervades
every aspect of our lives, significantly influen@as motivation” (Wlodkowski,
1999, p. 2). Thus, in a sense, culture determires/es and drives. Benedict (1935)
indicated that each culture selects for emphadisafew of the motives. Due to
these cultural differences, the concepts of workwork motivation are viewed
somewhat differently in Eastern, compared to Wessecieties where most of the

management and motivational theories originateshfro

According to Hofstede (1980, p. 42), “Many of th#etences in employee
motivation, management styles, and organizaticmat&ires of companies
throughout the world can be traced to differencehe collective mental
programming of people in different national culsiteHe has questioned the
universal validity of management theories developetie U.S., and he reasoned
that the most popular American theories in motoatieadership, and organization
may apply elsewhere but “often, the original pohayl have to be adapted to fit
local culture” (Hofstede, 1980, p. 63). In his famdook, Culture’s Consequences:
International Differences in Work-Related Valuesf$iede (1984, pp. 252-253)
concluded that “organizations are culture-bound] trat “there are no universal
solutions to organization and management problekisfstede (1984, p. 253)
explained further that “management itself is veryctman American concept” and
“the empirical basis for American management thesoi$ American organizations;
and we should not assume without proof that theyyaglsewhere”. Hofstede (1980)
examined motivational theories, starting from Sigih&reud’s ‘id’ and ‘ego’
concepts to David McClelland’s achievement motmatito Abraham Maslow’s
hierarchy of needs, to Frederick Herzberg's twddestheory, to Victor Vroom'’s
expectancy theory, and found that “the implicatwdnhe different motivation
patterns in different countries is that personmdicpes aiming at motivating people
will have different effects in different countrie@4ofstede, 1984, p. 256).

Adler (2002, pp. 164-207) also examined global éeskiip, motivation and
decision making and concluded that the ways thaiagers “approach these core
managerial behaviors remain, in part, determinethby own cultural background
and that of their work environment” (Adler, 2002,1195). According to Adler (2002,

pp., p. 182), “Americans’ strong emphasis on indlilism has led to expectancy
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and equity theories of motivation: theories thaplasize rational, individual
thought as the primary basis of human behavior.érhphasis placed on
achievement is not surprising given Americans’imgjhess to accept risk and their
high concern for performance. The theories theesflar not offer universal
explanations of motivation”. Likewise, Chinese eraglze other values and may in
need for a unique theory to explain their motivatim terms of behavior, Chen
(1995, p. 17) explained the Hong Kong Chinesediti@al beliefs, ideas and
practices that “while Americans see success asngarit upon their own efforts,
Hong Kong Chinese tend to balance their own effwits an element of ‘joss’ or

luck in their business dealings”.

Adler (2002) commented on the application of Amamitheories elsewhere:
“Far from being useless, traditional models gulteeduestions we ask. Only
observation and analysis of each culture and ssuagan guide our answers” (Adler,
2002, p. 195).

2.10.1 Dimensions of culture

Through factor analysis, Hofstede (1984) and Hefi#sand Bond (1988)
clustered the associated values that appeareffeéceditiate between cultures into

several dimensions:

[a] The Power Distance dimension addresses the sumequity in society and
“indicates the extent to which a society acceptsfétt that power in
institutions and organizations is distributed urayd (Hofstede, 1984, p.
45).

[b] Regarding the Individualism versus Collectivisimension - “individualism
implies a loosely knit social framework in whichgpée are supposed to take
care of themselves and of their immediate famillybwhereas a collectivist
society is “characterized by a tight social framekwio which people
distinguish between in-groups and out-groups; #hect their in-group
[relatives, clan, organizations] to look after theand in exchange for that
they feel they owe absolute loyalty to it” (Hofstéed 984, p. 45).
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[c]

[d]

[e]

The Masculinity versus Femininity dimension reeees “the extent to which
the dominant values in society are ‘masculineat i, assertiveness, the
acquisition of money and things, and not caringothvers, the quality of life,
or people” (Hofstede, 1984, p. 46).

The Uncertainty Avoidance dimension “indicathe extent to which a
society feels threatened by uncertain and ambigsibugtions and tries to
avoid these situations by providing greater caséaility, establishing more
formal rules, not tolerating deviant ideas and be&taand believing in
absolute truths and the attainment of expertiseeNkeless, societies in
which uncertainty avoidance is strong are alsoattarized by a higher level
of anxiety and aggressiveness that creates, antbegthings, a strong inner

urge in people to work hard” (Hofstede, 1984, p. 45

Later, an “Eastern dimension” (Hofstede & Bo@888, p. 19) was added to
compensate for the potential Western bias of tiggral research, and the
values of Chinese societies were considered (Bohtb&tede, 1989;
Hofstede & Bond, 1988). This dimension “deals véathociety’s search for
Virtue” (Hofstede & Bond, 1988, p. 19). As sometudse values can be
traced back as originated by the Chinese philogopbafucius, Hofstede
and Bond (1988, p. 16) “called this dimension ‘Gari&n Dynamism’ to
show that it deals with a choice from Confuciugad and that its positive
pole reflects a dynamic, future-oriented mentalitigereas its negative pole
reflects a more static, tradition-orientated metytal“This dimension
indicates a societies’ time perspective and atudtiof persevering”
(Hofstede). In practical terms, it refers to Lomegrh verses Short-term
Orientation of life, and the term was labeled sqgoseatly by Hofstede (2001).
“Long-term Orientation stands for the fosteringvotues oriented towards
future rewards, in particular perseverance andkthiis opposite pole,
Short-term Orientation, stands for the fosteringidiies related to the past
and present, in particular, respect for traditjgneservation of ‘face’ and
fulfilling social obligations” (Hofstede, 2001, p59). Thus, individuals and
companies in cultures with a Short-term Orientatenmd to adapt to change

more rapidly, because long-term traditions and caments do not become

78



impediments to change. On the other hand, in LengrOrientation
societies, people may be more enduring, “overcorabmgjacles with time, if

not with will and strength” (Hofstede).

In summary, the first three dimensions describen/alvefer to social
behavior - “behavior toward people higher or lowerank [Power Distance],
behavior toward the group [Individualism/Collecsm], and behavior according to
one’s sex [Masculinity/Femininity]” (Hofstede & Bdn1988, p. 11). The
Uncertainty-Avoidance is a uniquely Western dimenghat deals with a society’s
search for truth and the Eastern dimension Confubignamism deals with a

society’s search for virtue (Hofstede & Bond, 1988)

Different countries score uniquely on these cultdiaensions. Business
comprises people and business practices refletttreuthat is, how people think,
feel and act from their own experiences. It folldwat understanding where a
particular culture is located in terms of thesdural dimensions is likely to facilitate
better understanding of the kinds of manageriattmes that are likely to be

acceptable within that culture.

2.10.2 Hong Kong culture

Based on the scores on five dimensions for fiftyrddes and three regions
(Hofstede & Bond, 1988), Hong Kong is comparechist.S., where most
motivational theories originated from, and to twhey Chinese ethnic countries

Taiwan and Singapore.

First, Hong Kong culture is characterized by laRgaver Distance, reflecting
a traditional patriarchal system. Hong Kong hadgh Power Distance Index score
[PDI] of 68, which was higher than Taiwan’s PDI5# and the U.S.’s PDI of 40 but
lower than Singapore’s PDI of 74 (Hofstede, 1984/ f). Hong Kong people, like
those in many Eastern societies, see large indmsadis natural and proper (Herbig
& Genestre, 1977). According to Snape, Thompson,afal Redman (1998), as
cited in Selmer & de Leon, (2003, p. 53), “prionsygiven to family/clan interests,
authority is accepted without question, and a gtisense of obligation is followed in
all relationships”. Loyalty is to the person in laottity, not the institution.
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Decision-making is highly centralized and employdesot expect, and are not
expected, to be involved. Participative and openagament systems, such as
management by objectives (Alexander Hamilton logi{U.S.), 1985), are unlikely
to be successful. Likewise, conflicting with theaigetting theory, participation in
goal-setting may not necessarily be an effectixatesjy to motivate Hong Kong

workers.

Secondly, Hong Kong exhibits a collectivist cultuf@ée U.S. scored the
highest Country Individualism Index [IDV] of 91. Byntrast, Hong Kong’s IDV
score was 25, although the two other Chinese sesiet Hofstede’s study scored
lower: Singapore’s IDV was 20 and Taiwan’s IDV sseras 17 (Hofstede, 1984, p.
158). In collectivist countries, there is oftenaanotional dependence on the
company; Managers aspire to conformity and ordeskn Group decisions are
considered better than individual ones, and masagdue security in their work;
Employees expect their ‘big boss’ to make majorisiens for them (Herbig &
Genestre, 1977). “Loyalty in a collectivist cultusgparamount. The society fosters
strong relationships where everyone takes respiihsfor fellow members of their
group” (Hofstede). According to Kirkbride and Westvd (1993), as cited in Selmer
& de Leon (2003, p. 52), “Hong Kong people regardividuals as inseparable from
membership of a distinct social group, and defiretselves in direct reference to
the communal situation in which they are entrenthddng Kong is one of “these
cultures reinforce extended families and colleciwdere everyone takes
responsibility for fellow members of their grougidfstede) and Hong Kong people
may be especially responsive to concrete rewaatshitlp them fulfill their family

obligations. It is also inferred that team perfontebased rewards may work well.

Thirdly, Hong Kong is a masculine society (Hofsteti@94). Hong Kong had
a Masculinity Index [MAS] score of 57, only a ldtlower than the U.S.’s MAS
score of 62. The Hong Kong score was higher thasetlof both other Chinese
societies in Hofstede’s study: Singapore’s MAS samas 48 and Taiwan’s MAS
score was 45 (Hofstede, 1984, p. 189). Masculiceetes emphasize
competitiveness, assertiveness and materialisngeSaful managers are seen as
more male - indicative, aggressive, competitive @mugh, and in these countries,

earnings, recognition and advancement are impotvaginployees (Herbig &
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Genestre, 1977). In general in Hong Kong, “econageurity and material
advancement are the prime motivators” (Selmer &elen, 2003, p. 53). As the
society “reinforces the traditional masculine woole model” (Hofstede), it may
work well to motivate the workforce with achievermerontrol, and power.

Fourthly, Hong Kong is a harmonious society. Horan had an Uncertainty
Avoidance Index [UAI] score of 29. This was lowkanh Taiwan’s UAI of 69 and the
U.S.’s UAI of 46 but it was higher than SingaporgAl of 8 (Hofstede, 1984, p.
122). Of note is that among the cultures studietibistede, Hong Kong had the
fourth lowest UAI, much lower than the average @8bre of 63 for the Far East
Asian countries. In the case of Hong Kong, thiglitates a society that not only
tolerates uncertainty and a freedom of opinionsulses this strength to be a place
where many varying cultures and ideas can comeéhegegHofstede, 1984). In
strong uncertainty-avoidance societies, peopleseilk to reduce uncertainty and
limit risk by imposing rules and systems to brifgpat order and coherence; while as
a weak uncertainty-avoidance culture, Hong Kongofeeare comfortable
accommodating ambiguity and using it (Herbig & Gare 1977). “Hong Kong
people consider the preservation of outward sagiahimity to be their crucial
obligation. In all relationships, there is the tendy to avoid extreme, disruptive
behaviour” (Selmer & de Leon, 2003, p. 52). Heroenparatively, Hong Kong
people can be said to have a moderate tendencgépiacontingent,

performance-based pay or ‘at risk’ pay insteacewfarding loyalty and seniority.

Fifth, Hong Kong had the highest Long-term Orieiotabr Confucian
Dynamism index [LTO] score of 96, followed by Tam&LTO score of 87,
Singapore’s LTO score of 48 and the U.S.’s LTO sadr29 (Hofstede & Bond,
1988). For Hong Kong this very “high Long-term Quiation ranking indicates the
country prescribes to the values of long-term cotmants. This is thought to
support a strong work ethic where long-term rewargsexpected as a result of
today’s hard work” (Hofstede, 1984). Therefore, Hatong people’s long-term
traditions and commitments may give them an impgiwgork harder.
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2.10.3 Indigenous characterizations of Chinese lpeop

“Culture and management is an interesting but diffi field for study. It is
more interesting and difficult to study Chinesduw@ and management. This
is because both subjects are complex and multidsroeal and little is

known about the relationship between these twaestsij (Fan, 2000, p. 3).

According to Fan (2000, p. 4), “Chinese cultureegithe Chinese people
their basic identity” although there exist diffeces in terms of political, social and
economic dimensions in Chinese culture dominatedses in the mainland China,
Hong Kong and Taiwan, or in other overseas Chigeseties. “Chinese culture has
been molded by three philosophical traditions - fQoianism, Taoism, and
Buddhism. Briefly, Confucianism deals with humatatienships, Taoism deals with
life in harmony with nature, and Buddhism dealdwgeople’s immortal world”
(Fang, 2006, p. 51). Nevertheless, Confucianisumdisputedly the most influential
thought, which forms the foundation of the Chineskural tradition and still
provides the basis for the norms of Chinese intsgp®l behavior (Pye & Pye,
1972), as cited in Fan (2000).

Confucianism [ru-f], is a moral and practical philosophy of human
relationships and conduct (Tu, 1984), developenthftioe teachings of Confucius
[551-479 BC]. “As in other Chinese societies, H&ang has been deeply
influenced by traditional Confucian values that &agze family socialization.
Chinese philosophy emphasizes that one’s conducidlalways be within the
norms of propriety [l and in conformity to a rigid hierarchy of socralations
[wi-lan]” (Selmer & de Leon, 2003, p. 52). As explaiigy Chen and Chen (2004, p.
307), “the fundamental Confucian assumption of hukiad is that individuals exist
in relation to others. Of the great variety of tiglaships, the most important ones
were known as the Five Cardinal Relationships iiim: ruler-subject, father-son,
husband-wife, elder brother-younger brother, amhé-friend”. Confucian morality
“emphasizes virtuous personal qualities requirggeiriorming roles”, and the
“required moral behaviour varies according to apels role, position and
relationship with the other role-players” (Tan &n2002, p. 362). In Confucian
terms, “... a person must demonstrate a consideralniger of desirable qualities,

plus the five cardinal virtues of benevolence ar rélial conduct or xiao,
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trustworthiness or xin, loyalty or @hg, and righteousness or yi” (Tan & Snell, 2002,
p. 362).

Hofstede and Bond (1988, p. 8), from their cultuliahensions perspective,
have summarized the key influences of the Confutdanhing: [a] “The stability of
society is based on unequal relationships betweeplp”’; and [b] “The family is the
prototype of all social organizations”; and [c] fiious behavior toward others
consists of treating others as one would like terbéated oneself: a basic human
benevolence - which, however, does not extendraasfthe Christian injunction to
love thy enemies”; and [d] “Virtue with regard taejs tasks in life consists of trying

to acquire skills and education, working hard, spgnding more than necessary”.

Besides Hofstede’s dimensions, there have beeausdther ways of
characterizing distinctive aspects of Chinese ce#tuLockett (1988) analyzed the
relationship between problems of management ifPduple’s Republic of China and
China culture and identified four features of Clsmeulture, important in
understanding Chinese management practices andizatjanal behavior: [a]
“respect for age and hierarchal position”; and“f@ypup orientation”; and [c] “the
concept of face”; and [d] “the importance of redatships” (Lockett, 1988, pp.
475-486).

Another view is that, the “three concepts ofigixi, face and rén-ging are the
keys for understanding Chinese social behaviortdépes” (Chen, 1995, p. 52). Chen
(1995, p. 53) further explains: guxi refers to “special relationships two persons
have with each other”; and face refers to an imtligl’s “dignity, self-respect, and
prestige” (Chen, 1995, p. 54); and rén-qing, messtire relation orientation, refers
to “human feelings”, which “covers not only sentméut also its social expressions
such as the offering of congratulations or condoésrand the making of gifts on
appropriate occasions” (Yang, 1957, p. 292), axidit Chen (1995, p. 55). In
Chinese traditions, Confucianism is a system fonagang relationships - as
expressed in rén-ging, and for achieving sociahoary - as in face, regulated within
the doctrine of w-ltn - as reflected in gu-xi that “links two persons of unequal
rank or social status” (Chen, 1995, p. 53). Indinallly, “if one fails to follow the rule
of equity in exchange of rén-qing, one loses ofa&s, hurts the feelings of one’s

friends and looks morally bad, and one’ampxi-wang [connection network] is in
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danger” (Chen, 1995, p. 55). In summary, the Caafumfluences promote a
harmonious society with interconnected individusdd-governed by their roles - a
model of utter utopia. It is this feature of thenBlecianism that shaped the Chinese
culture for over 2,500 years.

Guan-xi and face are so fundamental to the ChineseHbafi:x%{%] (2003)

from Taiwan, proposed to consider them as the tagicineeds in order to study the

motivation of Chinese.

In Western cultures, in general, motivational tihe®have assumed that
people are inherently unmotivated to work and thahagers have to seek ways to
improve workers’ personal satisfaction through imoees. However, motivation, in
the Chinese tradition “is not necessarily driversbif-interest”, and contrasts
“sharply with the Western focus on improving workgrersonal satisfaction ... The
crux of motivating people to work in Eastern cudtsiis anchored in such
nonmaterialistic properties as trust, altruistiotsaents, norms of reciprocity, and a
moral duty obliging them to act and perform outdpirit of spontaneous consensus”
(Kao & Ng, 1997, pp. 120-121). Explained in Con&ucterms, Chinese workers are
fulfilling their expected roles in the workplacedhare motivated from an inner

acceptance of their place in society.
2.10.4 Motivation studies in Chinese societies

According to a Hong Kong scholar, G.W. Cheu&gi/#] (1996), various

cross-cultural studies have been conducted tahesdpplicability elsewhere of
motivational theories that have been hypothesinedvarified in the U.S., and the
findings show that for needs theories, differeaicp emphasize different needs.

Cheungff{&#] (1996) also explained that the cognitive prodbssries were less

effected by culture and time variables as theyatdhave specific needs.

In Taiwan, W.L. Hsug¥E5] (2003) reviewed the development of work
motivation research and the existing studies iw@aifrom the 1980s to date and

found that the studies were moving forward in ttpbases, the same view as B[

JKHA] (1992): from ‘testing Western theorie§sEE%I1/1%¢] to ‘cross-cultural or
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comparative and modifying Western theori@& { (L= {Z [EEIAF5E] to ‘indigenous
theories’ [+ FzmAIRFFE].

C.M. Liu [Z]JKBH], a scholar from Taiwan, used a bottom-up appraach

series of studies, and inquired into the core cant of work motivation and their
antecedents and consequences in Taiwan Chinestyshdi[2(JKHA] (Liu[ £JKHH],

1992, 1993a, 1993b, 1996, 2001) first revieweditbeature to develop an
integrated theoretical framework then interview@d business employees
individually by using the critical incident techuig (Flanagan, 1954) and collected
955 motivation events, which subsequently wereyaeal to form ten motivational
constructs that he used to develop a work motimatigentory and then
administered to 750 business employees and dewkebfmur-factor structure from
the factor analysis. According to LEi[JKHH] (2001), the model states that four

motivational antecedentgf{#%#<;J5] effect the four psychological statejf#ir5E],
which in turn effect the consequenc@ésfféiz 5] then their derivatives{i 4= 1% ).
The motivational antecedents are ‘leader behavi@figE {7 %], ‘job characteristics’
[ T/ERF4], ‘achievement rewards and punishmerd&3f{4%iZ] and
‘ruler-dominant organization climate{;&H{[=]]. The psychological or affective
motivation states are ‘future developmenfcZE], ‘feelings of current situation’
[FR 7], ‘horizontal competition’ i A3 5%] and ‘vertical or self identification’
[4¢ 2152 [E]]. The only direct consequence variable is theefitibn to work hard’$%
F1EFE] and its derivatives are ‘job performance’ {E#¥], ‘work attitude’ [T {F
FEJE], ‘withdrawal behavior’ {E4517 £] and ‘life adjustment’ £ 57 E]. Finally
Liu[ 2]JKHH] (2001) tested his model with 1,111 business eyg@e and the results

of the path analysis indicated that most of theljsted paths in the conceptual

framework were significant.

Hsu[{EFE{%2] (2003) queried Liu'sg|JkHH] (2001) questionnaire and the
complexity of the conceptual model. Her view waat thhork motivational theories
had a cyclical nature, started from needs, endéelavior consequences and back

to needs again and H$&f#% (5] (2003) proposed that go-xi and face needs lead to

work obligation and responsibility, that lead tdlimgness to exert effort to work
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harder, that leads to the performance and rewartgef equitably by
guan-xi-governed decisions and collectivist considerat that in turn affect needs.

As yet, this theoretical framework has not beemadtd.

As Liu[%£]JkBH] (2001) said in the beginning of his paper, worstivation is
a very important issue in organizational psycholadlgg related studies in Chinese

societies are just beginning.
2.10.5 Implications of culture for the present stud

Arguably, culture informs management as well asivatibnal theories, and
may make the current motivational theories lesdiegipe in Chinese societies.
Some scholars, in the case of Taiwan, suggeshthganous approach in motivation
studies for a local model that grounded from tlwal@ontexts. Conversely, given the
large number of motivational theories, this stuldgidd be open to drawing on
current theories as a resource and reference fooiahhancing the understanding of

work motivation in the local context.

“ ...the Hong Kong case seems to attest to the asserthat there is an
alternative culture of work motivation in this tagary, distinguishable not
only from the Western mainstream but also fronntely popularized
prescriptions of Japanese management. It has retbpervasive vestiges of
the traditional Chinese heritage, such as inforityadind trust, yet is also
capable of acclimatizing its organizations to aiety of Western
management influences, such as individually netgatipay and incentive
packages. Moreover, it has applied these crosss#allinterfaces to form
one of the world’s most successful venues for grgerprise’ capitalism”
(Kao & Ng, 1997, p. 126).

It would follow from this that the present studyliwieed to be sensitive to
the local context and cannot assume that Westeoridgs can be meaningfully

applied without modification.
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2.11 Summary of literature review and discussion

The needs based theories are relatively easy terstachd and put into
practice and they explain and predict job satigfactalthough some of the early
theories lack empirical support. The goal-settimgpry (Locke, 1968) explains
productivity but not absenteeism, turnover, orsfatition. On the contrary, equity
theory (Adams, 1963, 1965) is weak in predictingpkryee productivity but is
strong in explaining absence and turnover. Reiefoent theory (Skinner, 1953) is
good at predicting quality and quantity of workrgstence of effort, absenteeism,
tardiness, and accident rates but neglects satmfa&xpectancy theory (Vroom,
1964) explains productivity, absenteeism, and twendut focuses on the
individual’s rational decision-making process witlh¢taking care of emotion,
personality and attitudes. Ambrose and Kulik (198®)cluded that most of the
traditional motivational theories have receivedsidarable empirical support and
argued that research continues to refine the masheldo suggest moderators and
boundary conditions. Regarding the integrated nmdieey are difficult to validate

and also impractical to implement, as they reqthieecontrol of too many variables.

The motivation process is complex and particulantiividuals and to
situations and there is no general formula thatbmaguaranteed to work, but
understanding of the process will help to explaime of the problems and
difficulties faced by people at work (Handy, 199330). According to Porter, Bigley
and Steers (2003, pp. 22-23), we are all uniqule genetic and personal
backgrounds that shape our wants, desires, antlaesto events and these
individual differences play a crucial role in unskanding motivation and variation in
motivation, and it seems unlikely that one gentrabry of motivation will emerge.
There are attempts at integrating current theamesshowing how they relate to
each other; there is meta-theorizing underway;fanthe Chinese societies, there
are local theoretical frameworks developed fromiibom-up that have considered
the impact of the unique cultural factors. All tagkeories and frameworks
constitute resources for the interpretation of aot® of workplace motivation and
sparkle with excitement regarding the potentialdamrying out further studies.

That Chinese society possesses its own uniquesies®ady a common view.

Among these common motivational theories, whicheharginated from the more
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developed Western societies, none have consideeagnique characteristics of the
Chinese societies, especially for Hong Kong peapk particularly for sales people

in the temporary employment settings.

At present, current theories have already sheadmgint on motivation and
more broadly on employee behavior. However, wédtilnot know enough to be
very sure of the content, sources and processa®iation of temporary sales
people in Hong Kong, given its setting in a unigig on the edge of both East and
West. To understand the sales people’s own viewseaperience, we may have to
research into their own accounts of workplace sibaa, grounding their
explanations in a comprehensive understandingeotdimditions in which they work.
The next chapter explains and justifies the methogoadopted for this research
study. This study seeks to uncover the meaningsodivation to managers and
promoters or temporary sales people in the setiidd@ / telecom products in Hong
Kong. As such, it is concerned with perception emerpretation of reality presented
as the voice of respondents. Using a constructpptoach, insights into promoters’
impressions of, and reactions to, motivation mesha@ctices by their managers

will be gathered.
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3. Methodology

3.1 Introduction to methodology

This study seeks to uncover the meanings of miivdao managers and
promoters or temporary sales people in the sedlirid / telecom products in Hong
Kong. As such, it is concerned with perception emerpretation of reality presented
as the voice of respondents. Considering to adtgrnative research paradigms, this
study will gather insight into the promoters’ imps@ns of and reactions to the

motivation methods practiced by their managers.

The following discussion sets out the alternatiopen to the researcher in
terms of paradigm, ontology, epistemology, and medtogy. Following this
investigation it was decided to combine a qualragxploratory interview design
(Kuhn, 1970) and a grounded theory approach (G&asttrauss, 1967). Grounded
theory aims at generating “an integrated set o€eptual hypotheses” (Crotty, 1998,
p. 3). This small exploratory study sets the sdgngenerating insights and issues
through the comparative analysis of focus groupiastkepth interviews with the

employers or owners/managers and employees or peosno

The design of this research begins with the seledf a topic and a paradigm.
The selected topic concerns the motivation of pitemsoor temporary sales people,
and the chosen inquiry is oriented to the congtristtinterpretive paradigm
following a qualitative-inductive approach to cali@nd analyze qualitative data. The
interest of the researcher and the chosen theakggcspective inform the research
design and process, shape the questions to be aslegliide the data collection and

analysis processes.

The present chapter discusses the key philosd@mdamethodological issues
and the research processes adopted to investigatedtivation of promoters in the IT
/ telecom industries in Hong Kong. The rationalederpinning the constructivist
paradigm, using qualitative research methodologlytha adoption of grounded
theory approach are discussed. The origin of gredreory is described, along with
the continuing debate regarding various groundedrthapproaches, and leads to the
choice of a grounded theory approach. The useonfsfgroup and of in-depth
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interviews as data collection methods adoptedighstudy is discussed. The principle
of theoretical sampling (Crotty, 1998, p. 7) isadissed, and its use in this study is
explained. The constant comparative method (De&4imcoln, 2000a, p. 21) is
explained, along with its use from the start ofdadllection and throughout the data
analysis. The practices of coding, categorizingnmiag, sorting and writing to
delimit the theory and integrating from the litenat are discussed, and their
applications in this study are described. The nghis study of data management
software is also briefly described. Finally, thagirces of trustworthiness and rigor

are discussed.

3.2 Theoretical framework

This section accounts for the theoretical ratiermal the philosophical and
methodological perspectives in choosing the rebeaethodology that leads to the
use of associated methods and techniques. Thechsieemma facing the
researcher is considered to reason for the chéiagesearch paradigm of the
constructivist perspective. Then the methodologaggdroach is outlined. Finally, the

chosen methodology grounded theory is discussed.

3.2.1 Research paradigm

Constructivist ontology of qualitative researclkaiparadigm revolution. This
section discusses research dilemmas or issuesligdbe researcher, including the
perceived dichotomy between qualitative and quaiinig research methodologies
and the antagonistic relationships of mutually esisle theoretical or philosophical
positions underpinning the chosen methodology. & has been much debate and
positioning of constructivist research (Charma®3,2000, 2001, 2004, 2005,
2006), culminating in the current debate on mixedhads (Brannen, 2004; Bryman,
1992; Creswell & Plano Clark, 2007; Guba & Lincak®04; Teddlie & Tashakkori,
2003). There is still the need, especially in atpast-dominated research region
such as Hong Kong, to justify the use of constuisttiresearch. Constructivist
research is chosen after becoming aware of a gamaidivolution that has generated
a wider variety of perspectives that promise totbuate to generating theory in new

and interesting ways.
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Science often advances through paradigm revolsitidne term paradigm
shift was first used to refer to scientific revadut by Kuhn (1962, p. 1). Although
not advocated by the originator, the concept chgi@gm has been borrowed for use
in social science to refer to a conceptual framé&vior seeing and making sense of
the social world. Thus, in social science, a payadis a set of beliefs, values,
techniques shared by members of a scientific conitm@rotty (1998, p. 34-35)

describes a paradigm as:

“... a unitary package of belief of science and stferknowledge ... an
overarching conceptual construct, a particular wayvhich scientists make

sense of the world or some segment of the world ...".

At the end of the 1960s and beginning of the 1%t@s$al scientists Rom
Harré and John Shotter were among those advodasesew paradigm, and who
challenged the tradition of laboratory-experimemakstigations into behavior
(Parker, 1995). With regards to inquiry, Crotty 989p. 42) states that:

“... a paradigm is the matrix that shapes the reatdye studied and
legitimates the methodology and methods whereatanitbe studied”.

Therefore, the paradigm underlying the theorepeasitpective informs the
methodology - a particular research design thategithe researcher in choosing
methods and shapes the use of the methods chdssrvidw echoes the explanation
of Guba and Lincoln (1994, pp. 107-108) that a gigra contains the researcher’s
beliefs and assumptions about ontology and epidtegyahat inform the choice of

methodology:

“... a paradigm may be viewed as a set of basic fslie that deals with
ultimates or first principles. It represents a wabriew that defines for its
holder, the nature of the ‘world’, the individuafdace in it, and the range of
possible relationships to that world and its partsThe beliefs are basic in
the sense that they must be accepted simply ¢n[fentvever well argued));
there is no way to establish their ultimate truthéss. If there were, the

philosophical debates ... would have been resolvédmmia ago”.
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Denzin and Lincoln (2005, p. 22) posit that “tret that contains the
researcher’s epistemological, ontological, and wdtkogical premises may be
termed a paradigm”. Ontology is concerned with tilogvinquiry defines truth and
reality. Epistemology is concerned with how theesgsher comes to know that truth

or reality. Methodology is concerned with how aquiry is performed.

Guba and Lincoln (2005) identify five main paradggof contemporary
qualitative research: [a] positivism, for exampkperimental, [b] post-positivism,
for example manipulative, [c] critical theory, fexample dialectical, [e]
constructivism, for example interpretive, and [&[tipatory, for example
collaborative action inquiry. Paradigms share @amalxiomatic elements or issues
such as intended action and textual representdbomstance, “positivism and
postpositivism are clearly commensurable ... intanpis#/postmodern critical theory,
constructivist and participative inquiry fit comfably together” but “... axioms of
positivist and interpretivist models ... are contcaoiily and mutually exclusive”
(Nightingale & Cromby, 1999, p. 6).

According to Goulding (2002p. 43), “positivism .tillsremains the dominant
paradigm within the field of organizational and somer research”. The positivist
tradition is more concerned with testing for caifgand examining correlations
between variables, which “psychologists preferde the term construct [rather than
variable], which carries the connotation of mor@nfabstract idea than a
specifically defined term” (Crotty, 1998, p. 3).tlms research, perceptions are
studied, concerning about what and how the motiwas being constructed and

re-constructed through the lens of promoters aail thanagers.

The constructivist-interpretive paradigm, as ohthe “four major
interpretive paradigms that structures qualitatasearch” (Hayes & Oppenheim,
1997; Pidgeon & Henwood, 1997), is adopted in thsearch. Though embroiled in
a fierce debate that persists in some circles,tnoets&vism emerged as a paradigm
shift, challenging the fundamental beliefs of okijgsm. The rational-objectivist, or
scientific, or positivist paradigm has been domirfanthe past several hundred
years. Guba and Lincoln (1989) contend that “theveational paradigm is

undergoing a revolution in Kuhnian sense (Kuhn,)9@nd that the constructivist
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paradigm is its logical successor”. The construstiparadigm is also called the

“naturalistic, hermeneutic, or interpretive paradigGuba & Lincoln, 1989, p. 83).

3.2.2 Theoretical perspectives

A theoretical perspective is:

“... the philosophical stance informing the methodgl@and thus providing a
context for the process and grounding its logic anteria” (Crotty, 1998, p.
3).

and

“... statement of the assumptions brought to theanresetask and reflected in
the methodology as we understand it and emplofQtbtty, 1998, p. 7).

The particular theoretical perspective, chosea i@sult of ontological and
epistemological analysis, informs a particular metslogy, guiding theory, questions
pursued and conclusion drawn. That is, researshaped by paradigmatic
assumptions and also by the principles and concgstsribed in the theoretical
perspective. This researcher is no exception asclparticular theoretical
perspective ontologically and epistemologicallyd &me overall methodology
adopted in this particular research embraces tidenlying theoretical perspective.
To the potential benefit of the researcher, andraddgor to the current research,
seeking better understanding of methodologicakisguovides an opportunity for
research practices to improve, and to foster ctersty between the underlying

assumptions, literature review and theory-genegadtivities.

The research upon which this dissertation is basaderns the meanings of
motivation to promoters and their managers. ltelselved that in this research, the
realities studied are subjective, not objectivel terefore cannot be discovered,

rather they can only be reconstructed.

The theoretical or constructivist-interpretive g@igm of this research
reflects the researcher’s theoretical frameworkwwitvhich a set of assumptions,

concepts, values, and practices operate. It catesifin inter-subjective perspective

93



on the experiences of motivation specifically ie tfi / telecom industries, as
expressed by managers and promoters to the researuth is influenced by the
values held by the researcher, managers and proswat®se these cognitive
perceptions are explored. This constructivist vieflecting the exploratory nature

of the research, drives the interpretive processutihout the research activities.

The intention is not to advocate one paradigmpg®sed to another. Rather,
it is purported to clarify a particular strand birtking and researching specific to
this research. The aim is to enable the strandténweave into the research design
and practice in a consistent and coherent mannéra true to the underlying
relativist-subjective assumptions and advance tttecombine insights into new and

interesting ways.

The patrticular paradigm adopted in this study e&su“a relativist ontogeny
[there are multiple realities to be re-construciaj a subjectivist epistemology
[knower and subject create/co-construct understaysdt interpretation]” (Denzin &
Lincoln, 2000a, p. 21). As such, this interpretigsearch refers to a set of
approaches where the core research interest mehaing that promoters or their
managers give to the promoter experiences on nimiva

To summarize, the chosen paradigm shapes resgtatsimost basic level,
and the chosen theoretical perspective frameg/fies tof questions asked. Research
arises from a particular paradigm that informs digalar theoretical perspective,
that in turn shapes the choice of methodology,reege “strategy or plan of action”
(Crotty, 1998, p. 7). The particular methodologpseqguently is implemented
through the use of particular methods and techmsigliee research methodology,
that is, grounded theory based methodology comssitilne ways of thinking about
and studying social reality. The research methodgsist of in-depth interview and
focus group study are both actions and techniquets as theoretical sampling,
constant comparative method and theoretical seitgitor collecting and analyzing
empirical materials. The overall theoretical franogekvof this research is depicted in

Figure 3-1.
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Figure 3-1: The overall theoretical framework cfearch

Ontology Epistemology Methodology Methods & techniques

(Grounded theory)
In-depth interview
Focus group interview
Theoretical sampling
Constant comparative methods
Theoretical sensitivity

Constructivist —>| Interpretive > Qualitative >

3.2.2.1 Constructivist ontology

“What is the nature of the phenomena, or entiti@ssocial ‘reality’, that |

wish to investigate?” (Mason, 2002, p. 14).

“Ontology is the philosophical science that stedieing as common to all
things or objects. Following the methodology oflpsophy, it uses unaided human
reason to study beings” (Sheeran, 1993, p. 21) cbheept of ontology is used to
refer to Aristotle’s first philosophy, and literglineans what comes after physics. The
term was only first coined in the I Zentury. Ontological analysis clarifies the

structure of knowledge, and questions the natuwehat is to be investigated.

The ontological perspective “is so fundamentakkies place earlier in the
thinking process than the identification of a [i@®#] topic” (Mason, 2002, p. 14).
Such a stance calls for the articulation of theireaaind structure of the world, and

the interaction between social structures and iddals.

This research is concerned with motivation - whaaid to exist in the world
of selling IT / telecom products that potentialigtpromoters and their managers can
be talked about, constructing or re-constructirgggticial facts about motivation and
participants. These social facts depend on humaungtit for their existence, and
they are generated by human practices and humardet, including perceptions,

feelings, and judgments (Searle, 1995).

Crotty (1998, p. 42) defines constructivism ag"thew that all knowledge,
and therefore all meaningful reality as such, istic@ent upon human practices,

being constructed in and out of interaction betwa@man beings and their world,
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and developed and transmitted within an essensaltyal context”. “There is no
meaning without a mind ... Truth or meaning comes axistence in and out of our
engagement with the realities in our world. Meansgot discovered, but
constructed” (Crotty, 1998, p. 9).

Conformable with constructivism, this researchdoet attempt to describe a
circumscribed stereotype but rather seeks to dépeatiepth and diversity of
promoter motivation and perspectives possible withe IT / telecom industries -
the fast moving consumer electronic goods. Therdtmal framework also attend to
issues and values that turned out to be importeaptdmoters, for instance, matters

of identity, representation, obligation, power, toh and social justice.

The basic beliefs and principles underlying thestauctivist research
perspective is of a relativist ontology that “quess the ‘out-there-ness’ of the world
and emphasizes the diversity of interpretationsdha be applied to it” (Willig,
2001, p. 21). By contrast, Searle (1995) defendbsra and the correspondence
theory of truth as necessary for our understandfrgpcial reality. Realism sees a
real world exists independently of human ideasrapdesentations. The
correspondence theory of truth asserts that statisnaee true if they correspond to
facts in the real world. Attempting to repudiate ttoctrine of realism, relativism
argues that “since any such external world is iaasible to us in both principle and
practice, it need not be postulated or considerédNightingale & Cromby, 1999, p.
6). From this, it follows that there can be mukipéalities that are complex and not
easily quantifiable, and therefore realities caly tv@ constructed.

From the constructivist perspective, and in tesearch, motivation is
concerned with the perceived reasons for behaasomeaningful representational
phenomena, which are constructed as participagistia¢e and intersect their praxis
experiences with one another. Therefore, the mgasfimotivation cannot be
discovered objectively, but instead is construstgojectively and transactionally.
Incentives and other motivational tools, as businesicies and practices, still have
an existence but their particular significance arehnings are only derived from the
context of promoter interaction with them, as peses, as events, in a given time
and space. Guba and Lincoln (1989, p. 43) assatrtithalities are social

constructions of the mind, and that there exishamy such constructions as there
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are individuals [although clearly many constructiavill be shared]”. In other words,
the world consists of multiple individual realitisgluenced by context. The

motivation of promoter is context and time specifind value bound.

3.2.2.2 Interpretive epistemology

Epistemology or the theory of knowledge is thenlshaof philosophy
concerns with the nature and scope, or limitatioh&nowledge. It is “a way of
understanding and explaining how we know what wan(Crotty, 1998, p. 3). The
theory of knowledge is embedded in the ontologwel as in the methodology.

This research seeks knowledge about motivatiors. 3éction seeks to
analyze and clarify the structure of knowledge espntation about the motivation of
promoter. It addresses the questions: What is keayd? How is knowledge
acquired? What do people know? How do we know wieaknow?

The subjectivist view of this research is comnaiti@ contrast to the
objectivist perspective. The objectivists hold tagtroposition is considered to be
objectively true when its truth conditions are bthed independently of the mind.
Therefore, objective truths are discovered andmmtesult of any judgment made
by a conscious entity. Contrary to objectivity, abivity refers to a subject’s
perspective, particularly feelings, beliefs, andides, and is used in informal
discourse to refer to unjustified personal opinjonsontrast to knowledge and

justified belief.

Epistemologically, constructivism emphasizes thigiective interrelationship
between the researcher and participant, and tl®estruction of meaning. (Hayes
& Oppenheim, 1997; Pidgeon & Henwood, 1997) Indinald create the social world,
and the world depends on the participants. Resegaras ‘knower’ cannot be totally
separated from the ‘known’, are part of the redeanot objective observers, and
their values must be acknowledged as an inevitadnteof the outcome. (Guba &
Lincoln, 1989) In a similar vein, Nightingale andoGhby (1999, p. 6) also assert that
“knower and known are interactive and inseparablknowledge is both part and
product of social action”. There is no objectivetuedge independent of mind or
thinking and meanings are acts of interpretatioterpretive research concerns with
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the meaning and seeks to understand participagfisiition of a situation (Schwandt,
1994, p. 118). Constructivism argues that knowlemig truth are the result of the
perspectives that are adopted (Schwandt, 199£25). On the contrary,
interpretivism addresses essential features oedhaeaning and understanding, and

hence, assumes that all truths are relative to soe@ning contexts or perspectives.

Ryder (1994) posits that constructivist thinkingws knowledge as the
outcome of experience mediated by the researcberisprior knowledge as well as
by the experience of others. In contrast with dipjein which embraces a static
reality that is independent of human cognition,starctivism holds that reality can
only be represented by human thought. This is stersi with the view that each new
conception of the world is mediated by prior-consted realities, and that human
cognitive development is a continually adaptivecess of assimilation,
accommodation, and correction (Piaget, 1968). $ooiastructionists, for example
Berger and Luckmann (1966) suggest that realitggadn meaning through the
social process and that lives are formed and reddrtihhrough the dialectical process
of socialization. This forms the basic theoretsaince of the interpretive

epistemology of this research.

The interpretive and related constructivist pagath are distinguished by an
interest in understanding the world of lived expeade from the point of view of
those who live it. Their concerns, therefore, aith \subjective realities. Researchers
working in this paradigm focus on particular siechtactors who they construe as
composing meaning out of events and phenomenaghrnowlonged processes of
interaction that involve history, language andattiThus, social reality is not given.
Rather, it is built up over time through shared taign for granted ideas as to the
way the world is to be perceived and understoagrpmetive social research, then,
focuses on what events and objects mean to pempleow they perceive what
happens to them and around them, and on how thegt #tkir behavior in light of
these meanings and perspectives (Rubin & Rubing200

Like many other management and organization ssuthe grounded theory
approach adopted in this research is involvedritoee wholly interpretive study and
in theorizing. The question of truth is to be ans@eby disclosing which or whose

truth is true, and in understanding the particutdrthe motivation and de-motivation
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episodes in the world of lived experience of proen®in IT / telecom companies in
Hong Kong calls for the in-depth knowledge of papants, emphasizing the inner
view of social reality and therefore is driven byiaterpretive epistemology.

3.2.2.3 Qualitative methodology

“Qualitative research is a field of inquiry” tHatrosscuts disciplines, fields
and subject matters” (Denzin & Lincoln, 2005, p.‘Rualitative research is a
situated activity that locates the observer intloeld. In consists of a set of
interpretive, material practices that make the dersible. These practices transform
the world. They turn the world into a series ofresgentations, including field notes,
interviews, conversations, photographs, recordiagd, memos to the self. At this
level, qualitative research involves an interpretivaturalistic approach to the world.
This means that qualitative researchers study shimgheir natural settings,
attempting to make sense of, or interpret, phenaneterms of the meanings people
bring to them” (Denzin & Lincoln, 2005, p. 3).

Creswell (2007, p. 15) defines qualitative reskeas:

“A qualitative study is defined as an inquiry preseof understanding based
on distinct methodological traditions of inquiryathexplore a social or
human problem. The research builds a complex, thofwcture, analyzes
words, reports detailed views of respondents, amalacts the study in a

natural setting”.

Accordingly, the procedures of qualitative reshanvolve emergent
methods, ask open-ended questions in intervievesanalyze texts and images
(Creswell, 2007, p. 17).

Qualitative research for management provides intsighccording to Gephart
Jr. and Rynes (2004, p. 455), “an important valugualitative research is
description and understanding of the actual humgeractions, meanings, and
processes that constitute real-life organizatige#ings ... it provides insights that
are difficult to produce with quantitative researchhas potential to rehumanize

research and theory by highlighting the human augons and meanings that
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underlie phenomena and relationships among vaddbéd are often addressed in the
field”.

Qualitative research suits management studieorflioty to Gummesson
(2000, p. 1), qualitative methodology provides “@oful tools for research in
management and business subjects”. Gummesson (20087) suggests that
gualitative research is suitable for conducting aggament research as it fulfills the
purpose to “contribute to improved research prastizy addressing three key
realities in management research, all being lardeiyegarded by research:
complexity, context and persona [the human andataspects of researcher
behavior]”. “Qualitative research is practiced bgmagement and organization
scholars ... across a number of communities of rekganactice” (Locke, 2001, p.
6).

Qualitative researches are based on constructivigarticipatory
perspectives. Qualitative researchers have beeamibled by Glesne and Peshkin
(1992) as meaning-makers who draw on their own rexpees, knowledge, and
theoretical outlooks, to collect data and to presiesir understanding to the world.
In qualitative research the researcher often mkkewledge claims based primarily
on constructivist perspectives, that is, the mldtipeanings of individual
experiences, meanings socially and historicallystmeted, with an intent of
developing a theory or pattern or advocacy/pafdittip/ perspectives, that is,
political, issue-oriented, collaborative or chawgented or both (Creswell, 2003, p.
18).

Quantitative research bases on positivist or amgiperspective (Creswell,
2007). A fundamental point to understand about odlogical issues concerns the
differences between quantitative and qualitatigeaeches, which reflect different
research paradigms and assumptions rather tharmyndéferent sets of research
techniques. Quantitative research has a long imadif adherence to the positivist
paradigm that assumes an objective reality indegatnaf the researcher, which is in
contrast with the interpretive paradigm adoptedualitative research that views

realities as subjective and socially constructeen(idster & Parry, 2011).
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Qualitative research becomes more accepted. “Rgdldé contents of many
of the ‘prestigious’ journals in our discipline g the impression that research and
practice in work and organizational psychology@einated by quantitative
techniques of analysis, informed by positivist éfsliabout how good research
should be conducted and how effective change cdmdeght about” (Symon,
Cassell, & Dickson, 2000, p. 457). As a consequghege is a danger of becoming
overly restrictive in both the theoretical develagarhand the solutions offered to
organizations (Glaser, 1992, 1998). Nonethelestharmpast two decades, qualitative
research has become more widely accepted acrossfralas and in many

disciplines.

Bound within the ontological or relativist-congttivist and epistemological
or subjectivist-interpretive premises, qualitatiaductive research methodology is
logically chosen for this research to allow roomgense-making of the complex

world of promoters and their environment.

3.2.3 Grounded theory approach

The term grounded theory was first used by GlasdrStrauss (1967, p. 1) to
refer to “the discovery of theory from data” anatithe discovery of theory from
data - systematically obtained and analyzed inasoesearch - can be furthered” by
using “a general method of comparative analysi$ds€r (1998, p. 3) explains
further that the theory is generated through “anegs research method”, and “is not

findings, but rather is an integrated set of cohegphypotheses”.

Grounded theory refers both to a method and theryhof the phenomena.
“Grounded theory refers both to a method of inqaing to the product of inquiry”
(Charmaz, 2005, p. 507). As a product of inquirgr@unded theory is the continual
process whereby the data drive the theory to asngling the theory in the data, and
the theory accurately reflects the data. It em@essio generate conceptualizations
of “abstraction across time, place and people” $&1a2002, para. 3). It uses the
empirical data to identify and inter-relate abst@mncepts into an analytic schema
explaining basic social processes. “Grounded theanybe presented either as a
well-codified set of propositions or in a runnitrgeoretical discussion, using
conceptual categories and their properties” (Gl&s8trauss, 1967, p. 31).
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Grounded theory generates “two basic kinds ofyiesubstantive and
formal” (Glaser & Strauss, 1967, p. 32). Substantheory is developed for an
empirical area and does not endeavor to develofaeaiions outside the research
setting of inquiry. Formal theory is developed tloe conceptual area of inquiry and
has explanatory power within a discipline or acr@sange of situations. Substantive
theories are used as “a springboard or steppimg $tothe development of a
grounded formal theory” (Glaser & Strauss, 1967/9). The two types of theory are
differentiated by the degree of generality. “Bothynbe considered as ‘middle-range.’
That is, they fall between the ‘minor working hypeses’ of everyday life and the
‘all-inclusive’ grand theories” (Glaser & Straud$67, pp. 32-33).

Grounded theory is a rigorous research methodurigked theory is selected
as the qualitative methodology for this researatheupinning the
constructivist-interpretive-qualitative perspectitrst, grounded theory is “a
rigorous research method” (Glaser, 1998, p. 3jHeory generation. Although it
offers flexibility yet the techniques, for exampkeoretical sampling and constant
comparative methods, that put together providesnapecehensive guide from

beginning to ending the research process.

Grounded theory generates both substantive antafdheories, and “may be
the most widely employed interpretive strategyhi@ social sciences today” (Denzin
& Lincoln, 1998, p. xviii). Grounded theory (Glas®IStrauss, 1967) is developed to
encourage the development of the empirical acctmurgpresent the pattern surfaced
in the practical level or the grounded theory sjeto the research setting, and
grounded theory generates a mid-range level ofrfh&bich is ignored in grand
social theorizing (Locke, 2001). Grounded theomkseo attempt to ground these
highly abstract concepts, that is, theories, ircgjgecontexts, and the research
processes endeavors to be ways of determiningotieepts or general theories that
are of empirical relevance and practical usefuln€ks discoveries about the IT /
telecom promoters’ motivations comprise a grourntiedry as a substantive area of

management research.

Grounded theory is popular in management resdardts insights and
detailed phenomenon. Locke (2001), Jones and N@bl&7, p. 84) assert that

grounded theory “has proved popular in managenesgtarch for three reasons: it is
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useful for developing new theory or fresh insights old theory; it generates theory
of direct interest and relevance for practitionarsy it can uncover

micro-management processes in complex and unfokliegarios”.

Grounded theory rejuvenates where other methodsap not work well.
Glaser (1995, p. 15) suggests that grounded theorypecome “an answer where
other methodologies did not work well enough, esdlgdn the sensitive dependent
variable fields within the health science and bessand management”. Grounded
theory is more viewed as a well-established, widetpgnized, credible and
rigorous methodology suitable to be used in busimesearch (Goulding, 2002;
Locke, 2001; Ng & Hase, 2008). Martin and Turné&8@) point out that the use of
grounded theory in business and organizationahrebas advantageous owing to
the “methodology’s ability to facilitate understamgl and to identify improvements
in work contexts”. In a similar vein, Locke (20Q4.,95) argues that grounded theory
is “particularly appropriate to researching manager. behavior” as it captures the
complexity of the managerial process involving artigular substantive issues.
These features are attributed to “the logic of gamd theory guides your methods of
data-gathering as well as of theoretical develogim&harmaz, 2006, p. 16). Work
motivation involves complex mental activity of humiaeings, and therefore suits the

principles of using grounded theory.

In management research, grounded theory proviteslactic approach to
theorizing mature theories. In developing a sulistartheory from data, the
researcher seeks to understand the problem situatjperienced by participants and
how they dealt with the problem (Glaser, 1992, 3988this study, the problem
being considered is motivational processes angliaes as experienced by managers
and promoters. Locke (2001, p. 97) justifies bussnend management research
using grounded theory by arguing that its “buildagproach has been used to bring
a new perspective and new theorizing to matureobsiteed theoretical areas,
enlivening and modifying existing theoretical frantgks”. Taking these stances the
grounded theory is selected, and in pursuanceeadtiidy of motivation, it is
expected that the grounded theory methodologyezaah o an insightful account of
the issues. However, the evolution of groundedrthbas resulted in somewhat

competing theoretical assumptions.
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3.2.3.1 \Variations of grounded theory

Grounded theory research adopts different teclasigorocesses and
theoretical perspectives. Soon after their origmailication ‘The discovery of
grounded theory’, Glaser and Strauss disagreedamy mechniques of “doing
grounded theory” (Glaser, 1998, p. 1), resulting split in the theory that adopt
some different techniques and processes. Themaamng academic debates
concerning grounded theory methodology in what &1§5998, p. 35) calls a
“rhetorical wrestle”. Glaser rebuts that the rhet@argument “undermines grounded
theory at every turn by preconceived forcing of da¢a”. An example can be seen in
his book which Glaser (1992) argues chapter bytenap the book Basics of
Qualitative Research by Strauss and Corbin (1990).

Both originators have developed partially diffeéreechniques and processes
based on their stances of the theoretical pers@sctCharmaz (1990) points out that
the original approach presented by Glaser and &iréll967) was inconsistent in
promoting both positivist and phenomenological eag#s, that is, reconstructed
narrative based methods, and distinguishes bettineenbjectivist or classical and
her constructivist grounded theory (Bryant, 200Bafnaz, 2000).

Glaser (1994) takes issue with most of the vanatiand considers that they
have eroded its essential focus on the data. Giesans all other variations of
descriptive grounded theory, including naturalmgjuiry (Lincoln & Guba, 1985) and
constructivist grounded theory (Charmaz, 2000, 20@6be “qualitative data
analysis” (Glaser, 2002), as a way to distingulsdnt from his classical or original

version of grounded theory.

There are seven variations of most widely useditqtiae research.
Grounded theory methodology, with increasing pofitylas the “most widely used
gualitative research” but has “many extended erégj (Bryant & Charmaz, 2007).
Denzin (2007) lists seven different versions ofugrded theory methodologies:
“positivist, postpositivist, constructivist, objégst, postmodern, situational, and
computer assisted”. For instance, the groundedyheethodology as presented by
Strauss and Corbin (1990) “remains firmly entremcivéhin the modernist,
postpositivist tradition” (Denzin & Lincoln, 1998, xviii). Stern (1994) holds that
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the Straussian and Glaserian represent two fundaihedifferent approaches.
Annells (1996) places grounded theory in the doro&iritical realism, rooted in the
postpositivist paradigm (Guba & Lincoln, 1994). By (2002, abstract) posits that
grounded theory “proceeds from an antipositivigmation that sees truth as
socially constructed and sustained”. Distinguistieg views from Glaser’s
objectivist perspective, “a student of Glaser atrdi®s, Charmaz (2000) has
emerged as the leading proponent of constructivminded theory...” (Mills,
Bonner, & Francis, 2006) as she presumes thatthethesearcher and participants
interpret meanings and actions. The objectivissjpective assumes the reality of an
external world and assumes that the researchbeaseutral viewer derives concepts
and categories from data. The constructivist petspe“recognizes that the viewer
creates the data and ensuing analysis througlactien with the viewed” (Charmaz,
2000, p. 523). “Charmaz is not prescribing the trmgsivist view as the only valid
one, but is making the case for a full and propersaeration of issues of
constructivism” (Bryant, 2003, para. 4). Glaserethels his classic or original
grounded theory of the “true conceptual nature’afgl, 2002, para. 28). Glaser
argues that his use of “constructivist data, éxist at all, is a very very small part of
the data that grounded theory uses” (Glaser, 28@&ract) and refutes that the
“constructivist grounded theory is a misnomer” (§&gg 2002, para. 1). Glaser
defends his classical or original grounded thediye “true conceptual nature”
(Glaser, 2002, abstract) that still “remains tdigared out what it is” (Glaser, 2002,
para. 1).

Proceeding along this research, most of the methad techniques are
adopted from the classical grounded theory of Glasd Strauss (1967) and from
Glaser (1978), within the conditions of and trutider the constructivist-interpretive
paradigm of Charmaz (1995, 2000, 2001). It is adghat the genuine discovery
nature of grounded theory is the most approprippeaach to study the motivation
of promoters and that the researcher’ experieraegiell as the interaction with the

promoters inevitably subjectively influence thedhegeneration.
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3.3 Research design

“A research design describes a flexible set of glingks that connect
theoretical paradigms first to strategies of inquand second to methods for

collecting empirical materials” (Denzin & Lincoli2005).

Research design is the outline, plan or strategy wo answer the research
guestion. It calls for decisions about how the aese should be carried out, about
how data should be collected and analyzed, andtdloouinferences should be

drawn to realize the purposes of the research.

The qualitative approach structures the researeltopns, instead of the
research objectives in quantitative research, tanssvered by the research design.

This section discusses the development of the refsstrategy and process.
3.3.1 The research question - the research desgymeais the research question

“In a qualitative study, inquirers state researcheasgtions, not objectives [i.e.
specific goals for the research] or hypotheses predictions that involve
variables and statistical tests]. These researchsjons assume two forms: a

central question and associated subquestions” (@edls 2003, p. 105).

The title of this dissertation ‘The motivationteimporary sales people in IT /
telecom industries in Hong Kong’ interrogates tkaet theories to explain the
motivation of temporary sales people or promotdT ihtelecom industries. The major
disputes are that the promoters are local Hong Kaimgese, temporary, part-time but
long-term employees, contrasting with permanerit staployed under open-ended
contracts. The domain of inquiry on managementraativation has been dominated
by theories tested through hypotheses that havelissed upon Western philosophies,
and have been characterized by the impositionéisoategories on settings that may

be deviating from the original ones.

This study involves the researcher to know fromghomoters and their
managers on their motivation. Researchers anccpaatits are human and complex
beings who attribute uniqgue meaning to situatians, express reality as perceived.

Therefore, in meetings to sharing with the reseamdiuth is subjectively expressed
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reality as perceived by the participants. The netes, as knower is inseparable with
the known, understands, comprehends and recorsthecknowledge of the
participants. This view of complexity and relativitibjective reality does not only
legitimate and inform a qualitative research apghoaut also structures the research

guestion.

This research studies people facing local paretamployment conditions that
are different from the traditional settings. Theus is on the exploration or theory
generation using qualitative data about the meanfignotivation processes, issues,
or phenomena. The central research question, bddea to the simplest form, is
about the perceptions of and concerning managerpramoters about what and how
to get promoters motivated. Immediately, it entbAlle sources of participants - the

managers and the promoters.
The central research question is:

» What are the meanings of motivation to managerspaachoters in the

selling of IT / telecom products in Hong Kong?

The research subquestions are:

= What are the current policies, practices and mamaget of promoters?
» Associated with the job, what are the promotergriessions of and

reactions to the motivation methods practiced ®rtmanagers?

3.3.2 The research strategy

“Strategies of inquiry connect researchers to speepproaches and
methods for collecting and analyzing empirical miais” (Denzin &
Lincoln, 2000b, p. 371).

In this view, the strategies of this researchietwe major components. First,
committing to a constructivist-interpretive-qualit@ perspective, this research
adopts the grounded theory approach which is aaigomethodology for
theory-generative and organizational study. Sectireselected methodology, that is,

grounded theory, and the chosen methods or techsiigjoat is, theoretical sampling,
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constant comparative method, dictate the reseandegses and guide all activities

from collecting to analyzing data to writing up titeory.

3.3.3 The research design

McMillan and Schumacher (2001, p. 599) definesgagech design as “the plan
that describes the conditions and procedures fteatmg and analyzing data”. From
this perspective, the design of this researchpisuia and structured framework,
intended to guide the research process to addresgsearch question and thereby
expand knowledge and understanding. Through a alehmwell-developed research
plan, error is reduced and validity maximized, teakancing the confidence that

readers have about the rigor of the work.

“The methods and procedures [are] really the hafatte research ...
activities should be described with as much depossible and the continuity
between them should be apparent” (Wiersma & J@852p. 416). The design of this
gualitative research is flexible regarding the @as techniques of data collection and
analysis, encompassing a variety of accepted metaod structures. In this research,
focus group and in-depth interviews are carefuigigned and conducted as per a
standardized structure in the pre-set researchepsp@ order to answer the research

guestion.
3.3.4 Research process

“The detailed, conceptual grounded route from deddlection to a finished
writing is a process composed of a set of doublekiséeps ...the steps

are ...collection of research data, open coding efdhta soon after,
theoretical sampling, generating many memos witimash saturation as
possible and emergence of core social psychologicddlems and processes,
which then become the basic for more selectiver¢tieal sampling, coding
and memoing as the analyst focuses on the coreddgs] 1978, p. 16).

Adopting the grounded theory approach, the oveeskarch design and
processes are depicted as in Figure 3-2.
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Figure 3-2: The overall research design and process
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Stage 1: Literature review

This research begins by understanding the res@aotthems to setting the
context then reviewing relevant literature to imfothe researcher without

committing to one or more theories.
Stage 2: Interview round 1 - managers

Adopting the strategy of triangulation, three rdsiof data collection and

analysis are designed to collect data from diffesexirces using different methods.

The first round of data collection begins from arglanding the managers or
business owners as employers. In-depth intervieasiged to understand the
management policies and practices in using prommokeailowing grounded theory
principles, the first sample was purposive anchasstudy was qualitative and
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exploratory issues of probability were not includéde managers’ sample was small
but care was taken in selection to ensure divensitgrms of location along the
supply chain by selecting managers from differarston the chain. In-depth
interviews are arranged as managers are matureeady to talk. The data are
analyzed immediately for an initial finding, forngithe meanings on the knowledge
of the motivation of promoters. This perspectiveh&f manager is subject to be
enhanced by incorporating the views from the premadhus informing the
subsequent rounds of data collection.

Stage 3: Focus group - promoters

The second round of data collection employs tleegayroup interview in
which the less-matured promoters are encouragédubastheir opinions can be heard
during the study. The promoters are identified fnamous sources and coming from
different business environments. The data are aadlfor the continual
development of the earlier-discovered categorieaednings. New categories of
meanings are expected as well as variations whaphlme found to become the
conditions of the particular meaning. These caliddirther data collection and thus
the sampling of promoter individual in-depth intews are informed.

Stage 4: Interview round 2 - promoters

The final round of data collection is engageditetiviewing promoters
individually. Promoters are selected accordinghtrelevance. Data are analyzed in
clusters of like with like promoter attributes aselemed relevance prioritize the
analysis sequence. This sensitizes the researofidsing more new data to flow in
the analysis early, thus facilitating the reaclohghe theoretical saturation.

Stage 5: Presenting the findings

Stage 5 presents the findings of three roundst dollection and analysis
and shows how findings are further compared. Tiasigesconcludes by presenting

the analysis for the emerging central theme.

Stage 6: Discussion
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In stages 2 to 5, field data are compared to fial@. In stage 6, insights
emerged from the field data. These were addresseams of the relevant theories
discussed in chapter two, part one. This was tileeareviewed going in to the study
and related to the research questions. Seconellg,data were interrogated for their
association with theory not reviewed going in te gudy, using grounded theory
theoretical sensitivity. The emergent theories weesented as part two of the
literature review and discussed in the discussi@pter. The emergent literature
provided ideas for a future research agenda falystg the motivation of temporary

sales people or promoters.

3.3.5 Theoretical sensitivity

The term theoretical sensitivity was coined “tmadi the researcher’s ability
to ‘see relevant data’ ” (Udo, 2005, para. 8), tisat he can conceptualize and
formulate a theory as it emerges from the theoBtager & Strauss, 1967, p. 46).

“Theoretical sensitivity refers to the researcheétisowledge, understanding,
and skill, which foster his generation of categsraad properties and
increase his ability to relate them into hypothesesl to further integrate
the hypotheses, according to the emergent theatatorles” (Glaser, 1992,
p. 27).

3.4 Data collection

This research adopts interviewing, including theividual in-depth and
focus group interviews, as the data collection m@s$h Recruitment of participants
follows the principles of theoretical sampling. Galering the strategies of data and
method triangulation, individual in-depth and fogueup interviews are adopted. In
both methods, interview schedules are developéaktlitate the participants to give
meanings. The triangulation of data sources didnadtide qualitative and
guantitative combinations. Data were gathereditit @iews from roles surrounding
the sales promoters. This study has interviewedrftanagers, six promoters in a
focus group, and another thirteen promoters indiiky. This section discusses the

theories and practices of interviewing and theoa¢sampling in this research.
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3.4.1 Interviewing

Interviewing is about asking people, listenindgltem, building data slices

and studying the meanings.

“when finding information out about people - thesbeay is to ask them!”
(Yates, 2004, p. 156).

“Interviews are, by their very nature, social emai@rs where speakers
collaborate in producing retrospective [and protipefaccounts or versions of their
past [or future] actions, experiences, feelingstandghts” (Macnaghten & Myers,
2004, p. 16).

“The qualitative research interview is a constirtsite of knowledge. An
interview is literally an inter view, and inter aige of views between two persons
conversing about a theme of mutual interest” (Kvafif6, p. 2). “Qualitative
interviewing is an extremely versatile approackdamng research ... Qualitative
interviewing listen to people as they describe hlogy understand the worlds in which
they live and work ... Qualitative interviews alsq#ote specific topics, events, or
happenings” (Rubin & Rubin, 1995, p. 3).

Multiple data slices helps build better theorydmguring the generated theory
works from multiple perspectives. According to @&iaand Strauss (1967), “different
kinds of data give the analyst different views antage points from which to
understand a category and to develop its propettiese different views we have
called slices of data ...” and the researcher “wankder the diverse structural
conditions of each group” and collects data fronffédent perspectives of people in
different positions”. First, managers practicing thotivation are interviewed
contrasting to the perspectives from promotersoS@cpromoters as well as the
promoter supervisors are interviewed. Third, prarobdf different brands and

coming from different sites are interviewed.

Fundamentally underpinning the constructivist gaya and the grounded
theory approach of qualitative methodology, thsesrch collects data by
interviewing. Interviewing is an important tool ¢ollect qualitative data (Stewart,

Shamdasani, & Rook, 2007). This strategy respamdiset critique arguing that
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positivist methods strip contexts from meaningth process of developing
guantified measures of phenomena (Berg, 2004; @&s2007; Denzin & Lincoln,
1994; Glaser & Strauss, 1967). As Marschan-PieldadiWelch (2004, p. 6) state
that the qualitative methods are “procedures fonimg to terms with the meaning
not the frequency’ of a phenomenon by studyingaisial context ... and may

include ... focus group ... and narrative interviewgdrf Maanen, 1983, p. 9).
3.4.1.1 In-depth interview

In-depth interview is a guided and extended disicuns “Qualitative
interviews are conversations in which a researgbatly guides a conversational
partner in an extended discussion” (Rubin & RuBD05, p. 4). There are many
approaches which differ in the use of narrow omldrquestions. They range from the
use of open-ended questions in unstructured irger/{Fontana & Frey, 2005) to
more specific, semistructured or focused questibreston, Lowenthal, & Kendall,
1990; Rubin & Rubin, 2005). The in-depth interviewshis research are basically
semistructured, with questions prepared that “gtterto understand the complex
behavior of members of society without imposing arpriori categorization that may
limit the field of inquiry” (Fontana & Frey, 2009, 706).

In-depth interviewing fits the grounded theoryastgies. Specifically,
“grounded theory methods depend upon a similar ofgkexibility as in-depth
interviewing ... the combination of flexibility andntrol inherent in in-depth
interviewing techniques fit grounded theory straedor increasing the analytic
incisiveness of the resultant analysis. Groundedrhinterviewing differs from much
in-depth interviewing because we narrow the rarfgeterview topics to gather
specific data for developing our theoretical frameg as we proceed with

conducting the interviews” (Charmaz, 2006, p. 29).

The in-depth interview adopted in this study seanistructured life world
interview, that defined by Kvale (1996, pp. 6-7)as interview whose purpose is to
obtain descriptions of the life world of the intewees with respect to interpreting the
meaning of the described phenomena”. To facilitageparticipants to give meanings,
interview questions are prepared. Charmaz (20089 )psuggests that “questions
must explore the interviewer’s topic and fit thetdpant’s experience ... questions
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are sufficiently general to cover a wide rangexgeriences and narrow enough to
elicit and elaborate the participant’s specificexgnce ... Having an interview guide
with well-planned open-ended questions and readlyg® can increase your
confidence and permit you to concentrate on whap#rson is saying”.

The role of the researcher is to define and coftiteosituation. “The topic of
the interview is introduced by the researcher, @aiso critically follows up on the
subject’s answers to his or her questions” (Kva896, p. 7). Therefore, in
conducting the interviews, the researcher planngdhe settings, selected

participants, set up questions, prepared probesadiodved up the answers.

3.4.1.2 Focus group

Focus group assembles people to discuss sharedssmmns (Rubin & Rubin,
2005), and contributes to some individuals’ rectigniand awareness of their own
subjugation (Madriz, 2000). Kreuger (1988, p. 18fimks a focus group as a
“carefully planned discussion designed to obtairc@gtions in a defined area of
interest in a permissive, non-threatening enviramthé\n underlying nature of the
focus group interview is that the interviewer ordaator may direct the interaction
and inquiry in a very structured or unstructurechimea, depending on the interview’s
purpose (Fontana & Frey, 1994, p. 356). FontanaFaed (1994, p. 703) state that
“the group interview is essentially a qualitatiegalgathering technique that relies on
the systematic questioning of several individuatsustaneously in a formal or
informal setting ... Today, all group interviews gemnerically designated focus group

interviews”.

Interviewing is “limited to those situations whehe assembled group is small
enough to permit genuine discussion among all @sbers” (Stewart & Shamdasani,
1990, p. 10). Rubin and Rubin (2005) suggest a dgoaas group to consist of six to

twelve members.

The milestones in focus group research is provide8tewart, Shamdasani,
and Rook (2007) that trace back to as early a91131They suggest that focus groups
were previously called “focussed” (Stewart et2007, p. 5) group interviews in
1941, and a definitive class in 1962 “The Group thdpterview” (Stewatrt et al.,
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2007, p. 6). The term focus group was later colmeerton, Fiske and Kendall
(1956).

Focus groups were used in the late 1930’s by ksdi@ntists to “investigating
alternative ways of conducting interviews” (Kruege€asey, 2000, p. 5). Fontana
and Frey (1994, p. 365) state that Merton, Fislkekendall (1956) coined the term
‘focus group’ in 1956 to apply to a situation iretfollow-up study in which the
interviewer asks participants specific questionsuala topic resulted from
considerable research. Patton (2001, p. 387)ted tom Krueger, (1994, p. x) that
“the focus group is beneficial for identificatiohmajor themes”. “Focus group today
takes many different forms” (Stewart et al., 200.75) and can be used in a variety of
settings.

Stewart, Shamdasani and Rook (Stewart et al.,,2j041-42) summarize
the more common uses of focus groups to includealdtining general background
information about a topic of interest; [b] genangtresearch hypotheses that can be
submitted to further research and testing usingenqaantitative approaches; [c]
stimulating new ideas and creative concepts; [@}dosing the potential for problems
with a new program, service or product; [e] genegaimpressions of products,
programs, services, institutions, or other objetinterest; [f] learning how
participants talk about the phenomenon of intefdsi, in turn, may facilitate the
design of questionnaires, survey instruments, lseratesearch tools that might be
employed in more quantitative research; [g] intetipig previously obtained

gualitative results.

Focus group allows for diversity and richnessatbd Merton, Lowenthal, and
Kendall (1990, p. 135) suggests that the focusgrith a group of people “yield a
more diversified array of responses and afford eeneatended basis both for
designing systematic research on the situatiomimh “Focus groups may be useful
at virtually any point in a research program, lnatytare particularly useful for
exploratory research when rather little is knowowttihe phenomenon of interest”
(Stewart et al., 2007p. 41). The use of focus giaupis qualitative research is to
allow diverse and rich data to emerge. Qualitdidoeis group encourages participants
to disclose reality and express feelings in a aafénurturing environment. Krueger

(1994, pp. 10-11) maintains that “the focus graupnview works because it taps into
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human tendencies. Attitudes and perceptions rglatirtoncepts, products, services,
or programs are developed in part by interactidh wiher people. We are a product of
our environment and are influenced by people arasidThus, opinions may be held
with confidence.

Focus group is used as an alternative to indivioshte@rviewing to realize the
strategy of method triangulation. “Focus groupsehalgo allowed researchers to
explore the nature and effects of ongoing socsdalirse in ways that are not possible
through individual interviews or observations. Wdual interviews strip away the
critical interactional dynamics that constitute muwdé social practice and collective
meaning making” (Dimitriadis & Kamberelis, 2005,982). Focus groups “capitalize
on the richness and complexity of group dynami&simjtriadis & Kamberelis, 2005,

p. 903).

The role of researcher, as if in other intervigyyiis to plan out and control
the running of the focus group. On the spot, theenator facilitates the discussion,
becomes the group leader, ask questions and lisighe answers of the whole group
(Rubin & Rubin, 1995).

The rationale for a focus group was based on $swvds. First, due to the
difficulty of securing respondents in this partausetting, the opportunity was taken
to elicit data from respondents as a group. Thergkeceason was the facility of
focus group data collection to initiate and buitdideas and issues. In a collectivist
context such as Hong Kong, respondents are veryortable in group data

collection.

3.4.2 Theoretical sampling

“Theoretical sampling allows the grounded theotsbuild variation into
theory, thus enhancing its explanatory potentidfeergaard & Ulhgi, 2007,
p. 135).

“The detailed, conceptual grounded route from datkection to finished
writing is a process composed of a set of doubtdciséeps”. The steps are
“collection of research data, open coding of theadaon after, theoretical sampling,

generating many memos with as much saturation ssilge and emergence of core
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social psychological problems and processes, wthieh become the basic for more
selective theoretical sampling, coding and memasthe analyst focuses on the
core” (Glaser, 1978, p. 16).

“Theoretical sampling is done in order to discovategories and their
properties, and to suggest the interrelationsimfmsa theory” (Glaser & Strauss,
1967, p. 62). “The adequate theoretical sampledged on the basis of how widely
and diversely the analyst chose his groups foratitig categories according to the
type of the theory he wished to develop ... onceadiered the relationship is
assumed to persist in direction no matter how kidlse previous sample of data was,
or the next sample is ... For generating theory tiésses are treated as conditions
changing the relationship, which should be wovéa the analysis as well” (Glaser
& Strauss, 1967, p. 63).

“Theoretical sampling is the process of data ctibe for generating theory
whereby the analyst jointly collects, codes andyaes his data and decides what
data to collect next and where to find them, ineortd develop his theory as it
emerges. This process of data collection is cdettdly the emerging theory,
whether substantive or formal” (Glaser & Strau®§7], p. 45). The “general
procedure” involves eliciting “codes from raw détam the start of data collection
through constant comparative analysis as the dataip. Then to use the codes to
direct further data collection, from which the cedee further theoretically
developed with respect to their various propeidies their connections with other
codes until saturated, Theoretical sampling oncte ceases when it is saturated,
elaborated and integrated into the emerging the(@éser, 1978, p. 36).

Grounded theory is an iterative process directethboretical sampling.
Comparison groups are selected based on the aitdat they can further the
development of the emerging categories. Accordin@laser and Strauss (Glaser &
Strauss, 1967), generating grounded theory reqairéterative process of data
collection, coding and analysis, and planning thigsequent research activities. As
the iterative research processes continue, thandsenay explore the same group
more deeply or in different ways, or may seek aw igroups. The comparison
participants are selected such that they furthedtvelopment of emerging

categories. For comparative analysis, the complayabi participants is important.
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They are guided by the research results. Initigtg, sampling is purposive and
deemed theoretical relevance to the matters studlelsubsequent direction of
which groups to study and how to analyze the degeedds on the early findings,
often in the form of questions, emerged and unaleang the coding and analysis.
The researcher is needed to be theoretical semgitivollecting and coding data to

sense where the data is taking them and what fexio

3.4.3 The practice - data collection implementation

This research was designed to collect data iretroends from two types of
participants. In the first round, four managerslifferent nature of employers were
individually interviewed. In the second round, ade group was conducted with six
promoters. In the third round, another thirteempoters were individually

interviewed.

3.4.3.1 Round one - managers’ interviews

The research activities begin by interviewing nggra who are setting and
practicing motivation policies. Considering thag tmanagers are mature enough and

can express well, semistructured in-depth intergiave adopted.
3.4.3.1.1 Sampling for managers’ interviews

This qualitative inquiry used non-probability sdmg that did not depend
upon the rationale of probability theory, therefarédid not involve the random
selection process. Instead, it was more concermhdaghieving a wider coverage
and representation of variation within the popolatiThe interviewee selection
process began by considering what the researclesr &hout the range of types of
employers that might hire promoters in the IT irtdes. The selection of the initial
sample basically drew upon the theoretical relegarmmcerns. According to
Charmaz (2006, p. 189), “when engaging in theaseiampling, the researcher
seeks people, events, or information to illumireatd define the boundaries and

relevance of the categories”.

Retailers, distributors, manufacturing vendors araiketing consultancy are

four types of employers known to the best knowledlgine research. In the IT
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industries, sellers of all tiers along the supgigiao might hire promoters to work in
the retail field. The first type being the retdibps hiring promoters to add to their
generic sales forces on the shop front. The seanddhird types are the distributors
and manufacturing vendors hiring promoters andrs#iog them to the retail field to
strengthen their product sales forces. The foygk ts the marketing consultancy
hiring promoters on behalf of the distributors amanufacturing vendors, and
charging them the costs of promoters as outsouna@lleting services. Most of these
hiring are funded out of the manufacturing vendomperative marketing fund.
Therefore, many promoters in the field usually esent specific brands and promote

specific products.

In the outset, three managers were identifiedessgnting the retailer,
distributor and manufacturing vendor. The first 1ager selected came from a retalil
chain store managing ten shops in Hong Kong. Tberskmanager selected was also
the owner of a local distributor representing ogassmanufacturing vendors. The
third manager selected came from the local office large multinational
manufacturing vendor. All three managers had dekcideaise promoters and were
engaged in directly or indirectly managing themm®tme later, taking an
opportunity as Repley (2004, p. 17) states thatrtiégment happens on an ad-hoc and
chance basic”, two marketing consultants from aketamg consultancy were also
interviewed. Although the sample is very small et mix of interviewees covers all
the known types of employers. These managers aeesdi in terms of experiences

and responsibility ranging from the operationakleo the business owner.

3.4.3.1.2 Managers’ interviews setting

It was intended that the interviews would be carteld comfortably and
therefore the venue were chosen by the manageesn@hager of the retail chain
store proposed to be interviewed during lunch. isuee the venue would not be too
disturbing owing to noises from other tables sgttwo close, the lunch interview
was arranged in a quiet private club house restaufae other managers’ interviews
were all conducted in rooms of the office settingttwere considered appropriate.
The owner-manager of the local distributor wasringved in the researcher’s office.

The manager of the multinational manufacturing \oemnvdas interviewed in the
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meeting room at the vendor’s office. The conseoratiwith the two marketing

consultants were taken in a meeting room in thieeff the consultancy.

The interviewer was the researcher, and becausaéea veteran of the IT
industry, he was well versed with the terminologyd expected that he would readily
comprehend the material described by the mana@erthe other hand, he anticipated
that he might be preoccupied with his own undeditanof the situations, issues and
viewpoints expressed that there were some riske taddressed. These were that the
interviewer might respond to the questions throtinghlens of his own personal views,
might not inquire deeply enough into the intervieg/gpoint of view, and might draw

premature conclusions on behalf of the interviewees

As one safeguard against this, the interview dqoestvere sent to the
interviewees prior to the meetings so that theydtunk through their answers,
helping to reduce the influence of interviewer bascond, in the data analysis, the
accounts from respondents (i.e., not the resegrcberprised the basis for evidence.
Third, when analyzing the data the researcher dadyhice from an experienced
researcher, who helped him to question his intéapoms and to recognize when he
was allowing his prior assumptions to bias therprtations.

The informed consent was sought by phone and efreel interview
guestions were sent to the interviewees when tpheiapments were made. During
the meeting, the interviewees were asked agaith&r permission to record and the
concerns of confidentiality and anonymity were expéd one more time. “The
tape-recorder alongside the presence of the im@rguide, the initial greetings, and
talk about the aims of the research create ‘aqaati social context for the interview
communication (Warren, 2001, p. 91). They can worforecast a specific
interactional context, to shift the identities bétspeakers to interviewer and
interviewee, where the interviewee is producecdhasing something of importance
to say’'” (Rapley, 2004, p. 18).

3.4.3.1.3 Managers’ interview schedule

Recapture of the research question for the manager
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» What are the current policies, practices and mamagmet of promoters?
[see Section 3.3.1]

The interviews were designed and scheduled wéhrttention of allowing
the managers to talk freely about the use of anuagement of the promoters. The
guestions were scheduled to elicit the manageesVsj and to let them follow their
own train of thought regarding motivating promo#es.Berg (2004, p. 70) suggests
that “questions are asked in a systematic way ariggpants are allowed freedom to
digress”. Therefore the questions were not meabetmmllowed strictly but rather
were adjusted on the spot if it were felt necestagnhance the quality of the

dialogue.

There were four main sets of questions scheduled:

[a] Is the use of the temporary sales force isaty®

* Does your business use a non-permanent sales fids®how long have
you been using them?
* Does your business plan to continue using a tempsedes force? What

are your considerations regarding this?

[b] Is the employment of temporary sales forcea@risterm or long term

strategy?

* What are the types of sales force that your busirseessing? What do you
call these various types?

* Why does your business use a temporary sales fovta® differentiates
the temporary sales force from other categoriestaif?

* Do you use more temporary sales people during spaeific times than
at other times? Please explain.

[c] What are the challenges and problems of mampggitemporary sales force?

* How does your business manage its temporary sales™
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* How do you go about motivating the temporary sédese? Can you tell
me your most successful cases? Can you tell miealsesuccessful
cases?

* What are the considerations in motivating the teraposales force?

* What are the problems [if any] in motivating temgrgrsales force, for
example, in terms of employees’ attitude, selftatibn, absenteeism,

turnover, sales performance, etc.?

[d] What do you think is the psychological contraetween employers and

temporary sales people?

* What are the expectations of members of your teargaales force in
terms of career development, pay, fringe bendfit?e

* What does your business expect from the tempoedeg $orce in terms
of work attitude, loyalty, commitment, etc.?

3.4.3.2 Round two - promoters’ focus group

This promoters’ focus group study was conductéet die managers’
interviews. In this round the promoters’ views oativational incidents were asked
to compare with the managers’ perspectives. Italss planned to answer some of
the questions that arose from the managers’ irdersji and to explore directions for
further inquiries. As promoters are less maturengopeople, the focus group is
advantageous by tapping into the human tendendiesenattitudes and perceptions
can be developed through interaction with othénss &allowing the opinions to be

held with confidence during the group discussioru@ger, 1994).
3.4.3.2.1 Sampling for the promoters’ focus group

The principle of collecting relevant and good es@ntative data maintained.
The sources of the promoter participants were dramthe relevance and also
followed the criteria of “widely and diversely” rga of grounded theory (Glaser &
Strauss, 1967, p. 63). Multiple strategies wereluard the promoters were sourced
from cold canvassing in a computer shopping meferred by their managers and
by the marketing consultants. They included botidges, came from different shops

and sold a variety of different products.

122



As a sampling tactic, the cold canvassing usetdignsearch might better be
termed expert sampling, in that, the participanésenchosen because they were
knowledgeable, had expertise in the trade, and warently working. For this part
of the motivation study, the performers were tréate experts. It was assumed that
motivated promoters, after accumulating the necgdswmwledge and skills, would
have higher intention to work harder and therefpeater likelihood of performing
better. Some promoters worked in an open area anel thherefore publicly
accessible, so that the researcher could watclseledt the performers to approach.
It was intended to recruit some promoters of tiigl ko participate in the focus
group. The researcher went around three shoppitlg,matched for performers and

cold-canvassed a few promoters. Two promoters ddreparticipate in the focus

group.

For referrals from the managers and marketingutargs, there is a risk of
human bias. To contribute the most representatiealak of the sample, the purpose
of the research was explained to the managershantharketing consultants then
discussed for a selection criteria of promoters fijsix-to-four male-to-female
gender ratio according to the marketing consultariserved ratio of the promoter
population; [b] with more than one year experieand still active in working as a
promoter; [c] with generally expressive type of idters that are willing to talk; [d]
have worked for multiple clients and are not affixte a particular end employer or a
combination of promoters who have worked for défgrmanagers; [e] have worked
in different geographic locations or a mix of praers who have worked in different
locations; [f] have worked for different productsasomix of promoters who have
experience in promoting different products. Eigbtemtial participants were

recruited from those sources.

It was planned that the focus group to consisiotfo twelve promoters
(Charmaz, 2004) all in one room for interactiveugranterview. A larger group may
be more representative but the choice of a smgitarp favors the interactive
discussion. The recruitment stopped after ten ptera@greed to take part. Two were
sourced from cold-canvassing; another two wereanedeoy distributors; and six were

referred by a marketing consultancy. Among themyare female, and two were
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full-time promoters. The mix of potential focus gppomembers thus covered all

known hiring sources, both genders, and differemleyment modes.

3.4.3.2.2 Promoters’ focus group setting

Six promoters turned out in the focus group, wdaktpart in an interactive
group setting where they were free to talk witheotroup members, in response to
open-ended questions about their concepts anddesittowards their job as
promoters. They were asked: [a] to describe tleedifbeing a promoter; [b] to recall

motivation incidents; [c] to suggest the elementsaf motivation system.

The study was scheduled on a Saturday late mosanigat the promoters,
after finishing the focus group study, could gaisfint to work, that usually would
start at twelve or one o’clock when the traffiglre shopping mall is building up.
This meeting schedule aimed at accommodating tpah#cipants’ working time in
order to avoid bothering their work, so as to emeaapport and to increase the

attendance rate.

The venue was a commercial focus group studyitiaail a multinational
market research company in a first grade highasamercial building near an
urban underground train station. The meeting vevaga plain commercial
conference room with full-height walls and a woodeor. Participants were kept
undisturbed and undistracted from outside. One @idiee room was a glass curtain
wall with an elevated street view and one othee svds a large one-sided mirror.
The room was air-conditioned with office bright wehiight. During the discussion,
the participants and the moderators were sittingadca wooden table and on
comfortable office chairs. This meeting venue wassen to give the participants a

comfortable and easy environment to encourage tbespeak out openly.

The focus group study moderator was the researahdrhe had experience
of the industry and some knowledge about the tr@eone hand, this enabled the
moderator to better comprehend the material destidly the promoters. On the
other hand, this might have predisposed the maaolet@be preoccupied with his
own understanding of the situations, issues angpo@ts expressed. There were
risks that the moderator, during the facilitatimgponded on the basis of his own
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view, through his own lens, and might not have iregideeply enough to reflect the
participants’ views. Macnaghten and Myers (2004,1).state that “focus group
moderators may be more less interventionist ... neagrdess empathy ... more or
less identifiable ... contribute more or less in d&sion ... the moderator intervenes
by formulating [rephrasing what participants haailsn his own words], proposing

views to get a response, selecting speakers, aildioching them”.

To compensate for this risk, the focus group meetras designed to
incorporate some structural control to reduce mifleénce of moderator bias. First,
the focus group schedule was prepared in advarccevas adhered to entirely.
Second, moderator scripts and guidelines were pedpa advance and included the
initial questions and probes. These directed théaraior to facilitate the meeting,
and reminded the moderator to properly respondl fmadicipants’ answers and not
to wantonly accept answers matching only the madesaassumptions or ideology.
Third, as noted above, a faculty member was in\atedn observer to watch for any
special problems during the meeting and to makeeadiate suggestions to the

moderator to improve the data collection process.

Behind the one-sided mirror a faculty member wa#ted as the observer.
The observer’s role was to record any special abtait the study. In this study, the
observer made notes and gave feedback to the ntodédaring the break, the
observer commented on the moderation and the jpamits’ responses, and made
suggestions to the moderator’s immediate actiomspoove the data collection
process. For example, one specific observationtixatone participant was
especially quiet and later in the second half efftitus group study the situation
improved after the moderator encouraged the ppainti Figure 3-3 shows partially

the notes taken by the observer during the focosmstudy.
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Figure 3-3: An example of the observer’s note

The researcher played the moderator role to leadteractive conversation.
After greetings and collecting general demographita, the promoters were divided
into two groups, one for positive and the otherrfegative incidents of employers’
motivational activities, for discussion. Each grabpn chose a representative to

present their experiences.

“Using Videotape provide much more data for analy@vlacnaghten &
Myers, 2004, p. 73) and need not have some “egatufes” in the transcript that
“make the text nearly unreadable, and even inflageraders’ sense of the social
status of participants”. The advantage of a videoallows the researcher to always
look at the video while analyzing from the tranptrirhe whole process was both
video- and audio-recorded. The conversations warstribed, managed and
analyzed in QSR’s N6 (2002). The other data arg#ngcipants’ and the observer’s

notes.
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The focus group was designed to run for 85 minuthe focus group study
started actually several minutes later than thedaled time, in the hope that the
absentees would turn up, but they did not. Thedapoup was run more or less in
accordance with the schedule as shown in FigureT3d audio- and video-records
showed that all the components were present anchéfeéing overran for two and a

guarter minutes.

3.4.3.2.3 Promoters’ focus group schedule

Recapture of the research question for the pramote

» Associated with the job, what are the promotergriessions of and
reactions to the motivation methods practiced lgyrtmanagers? [see
Section 3.3.1]

The focus group questions and schedule was dekgmas to facilitate the
promoters to answer the research question. Thes fg@up schedule is summarized

in Figure 3-4.
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Figure 3-4: The focus group schedule

Time Activity
Start and build rapport:

2 min. - Introduce the study objectives and assure confiiaigy

Warm up and collect participants’ profiles:

5 min. - Do paired cross-interview for introduction of the@moters
5 min. - Do individually round table cross-introduction
8 min. General discussion on the work life of besngromoter

* Why do your employers hire you?

* What skills do you have to be hired?

* |If you had a choice, would you still like this jofrobe: If
there is full-time work, would you still keep thsb or why
don’t you give up this job?]

Recall motivation events [discussion]:

20 min. - Recall the motivation events, in 2 groups

5 min. Break

Recall motivation events [presentation]:

10 min. - Present the motivation events, in 2 groups

Speak out the wishes:

20 min. - Develop a wish list of a motivation scheme, igrdups
10 min. - Present the wish list of a motivation scheme groups
85 min. total

The focus group schedule was planned to conteostiady in a timely
manner and to ensure that discussions centered tbarobjectives. Some modified
approaches were introduced to encourage speakingehting a competitive
atmosphere and making the activities interestinggaiticipate in.
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First, this focus group used participant crosesiiews in an attempt to warm
up the group quicker and to maximize encouragerfioerthe participants to speak up,
without pressure and tell the entirety of theirigt®. In a traditional focus group
study, the moderator might ask questions to dtartitscussion, but in this study,
instead of there being a self introduction, memb#esviewed each other then

introduced the interviewees.

There followed the traditional general and opestdssions where the
moderator asked questions to one after anothes@ught to create and maintain an
open discussion atmosphere. Based on threads gedeiy analyzing the managers’

interviews, the promoters were asked directly tewaer and discuss three questions:

* Why do your employers hire you?
* What skills do you have to be hired?
* If you had a choice, would you still like this jofrobe: If there is full-time

work, would you still keep this job or why don’t y@ive up this job?]

Then the participants were divided into two grotgpsompete for the longest
listing of motivation events recalled from memariie participants were encouraged
to compete with the other group so as to injectarion, to reduce moderator
intervention and thus make participants feel mormafortable and stimulate each

other.

In the last part, the two groups were asked tahmrmselves into the shoes of
their managers to generate ideas for designingfemped scheme to motivate
promoters. This last exercise was also designedcasnpetition game, for similar
reasons, that is, to encourage the promoters todve free and open.

3.4.3.3 Round three - promoters’ individual intews

To answer the second research subquestion, the §youp and in-depth
interviews were designed to ask promoters to tplnty with guided interview

guestions to answer the research question.

Recapture of the research question for the pramote
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» Associated with the job, what are the promotergriessions of and

reactions to the motivation methods practiced ®rtmanagers?

The promoters’ individual in-depth interviews weine third round of data
collection. This section reports the data collectieethods of the thirteen promoters’

individual in-depth interviews.

3.4.3.3.1 Sampling of promoters’ individual interwis

To keep up with recruiting a wide and diverse mafjpromoters, multiple
strategies were adopted in sampling and recruitnidm basic selection criteria of
the focus group maintained, and purposely addesvgpfomoters from Telecom
companies to contrast with the focused IT promofEnese promoters were not the

same interviewed before in the focus group to acomtamination.

Recruitment attempts included electronic mailitagan undergraduate
college, cold canvassing, and referrals from marsagied marketing consultants. For
direct recruitment, the research approached theqiers by himself to ask an
appointment. For referrals, the researcher telepthdime promoters based on the

contact information gathered upon the consent®ptiomoters.

Thirteen promoters were interviewed. There weueisenale and eight
female promoters. Ten of them were referred by etarg§ consultants, and two from

their managers, and three from cold canvassing.

3.4.3.3.2 Promoters’ individual interviews setting

The strategies and adoption of interviewing indla& collection process in
this research were consistent throughout the relseds was adopted in the
managers’ interviews, the promoters’ individuakmiews were also semistructured
with an interview schedule prepared with open-erglesktions so as to allow
promoters to talk freely. Again, the promoters waltewed to choose the meeting
point and time. The ten interviews of promoterenefd by the marketing
consultants were conducted in the meeting roorheroffice of the consultancy in
the morning. The other five interviews were conddadn casual restaurants and food

court near the promoters’ work, with three intewsedone before they started to
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work before lunch time and two afterwards in the kvening. The researcher was

the interviewer. All the interviews were taped.
3.4.3.3.3 Promoters’ individual interviews schedule

To facilitate the interviews, an interview schexlulas prepared to guide the
researcher to lead the conversation in the medargadly, the questions were
designed so that they would elicit the interviewetalk broadly about their
experiences and views on motivation. Specificayne questions were more

purposive as guided by the results of the eaiinglirigs.
The interview schedule contained the followingrige
[a] Start by introducing the objectives of the niregt

Script: My name is Vincent Chan. | am doing a resledor my doctoral
thesis on the work of promoters in the IT / teledadustry. Thank you for
helping me. | request you to be as true as possilitdling me about your
stories of being a promoter. Our conversation kellrecorded so that | can
listen again for data extraction and the informaticollected will only be

used for writing up my thesis. You name will begiissed.

[b] Ask the promoter how she/he got started with phomoter job and to

describe a typical working day:
Ask the task nature of their work?
Ask their perceived responsibility? Ask their respibility being told?

Ask their relationship perceived with other peogievork [boss, shop, peers,

competitors, etc.]?
[c] Ask the promoter how she/he feels about the[jask], in terms of nature?

[d] Ask the promoter if there is any training ftwetn? Ask them if the trainings

are important?
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Follow-up script: Does training matter and howadition to
performing her/his job, does training matter to/lien in future

development?

[e] Ask the promoter to recall and describe the raoi® they felt good but still

performing?

Ask if their boss and shop were satisfied? Askéytare also satisfied?

Ask what made them feel good? Ask for their atgtaehd behavior when
they feel good?

Ask for the critical incidents when they feel extiepally good [got
motivated] and bad [got de-motivated] and what nthden feel good and
bad?

Ask if there is any case that has made them wordk baharder? Ask if the
results are good? Ask if they will work hard/hardgain and what are the

conditions [under what conditions make them stopkviard]?

[f] Ask the promoter to list their expectation [wafgoals/ambitions] on

employers?

Hints to promoters: what do you want the emplogetd more often and less

often?

[0] Ask the promoter to list her/his expectatiomspts/goals/ambitions] on

themselves.

Ask the promoter how she/he feels about the premextperience can affect

the future career development?

[h] Ask for the demographic information and closing

Hint: Ask for their age, gender, work mode [panti or full-time],

experience, and education
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Ask the respondent to allow future contact in dasther clarification is

required.

The average length of the interviews was 29 mmbGieseconds

according to the recorded tape, and the shortestlwaninutes 13

seconds, and the longest was 49 minutes 50 seconds.

Data analysis

This section discusses the use of constant cotmgaraethod in this

research for the analysis of data. The processasadysis, from coding to

categorizing to writing the concepts from datadescribed.

3.5.1 Grounded theory data analysis

Grounded theory “involves alternating between tithe and deductive logic

as the research proceeds” (Glaser, 1978, p. 78ur@ed theory is:

“induced or emerged after data collection starteddctive work in grounded
theory is used to derive from induced codes coneguides to where to go
next for which comparative group or subgroup, iderto sample for more
data to generate the theory ... Later as the genggatontinues,
comparisons with extant theory may link it to a bemof diverse theories
which touch upon various aspects and levels oétherging theory ...
Research hypotheses in the generating approactrasen from emergent
connections between the emerging coded and qusgtieduced from the
codes] ... Theoretical sampling is, then, used asyaaf checking on the
emerging conceptual framework rather than beingluse the verification of

preconceived hypotheses” (Glaser, 1978, pp. 37-39).

Constant comparative method is a data analysisepsy combined with the

use of theoretical sampling, guide the entire gdaahtheory approach of inquiry.

This process involves a continual or constant syatie organization and

classification of the data into a number of categIAs various categories emerge

and additional data which fit these categorieggatbered, subcategories are seen.

These subcategories become the properties of tagarg and solidify the theory.

133



These properties solidify the categories and pridipas based on data are then

constructed.

3.5.2 Constant comparative method/analysis

Grounded theory is “a general method of compagadivalysis” (Glaser &
Strauss, 1967, p. 1) and comparative analysis geferal method, just as are the
experimental and statistical methods” (Glaser &&s, 1967, p. 21). Data are
“evidence collected from other comparative groujidaser & Strauss, 1967, p. 23).
Not just for a piece of evidence to be “used tockhmut whether the initial evidence
was correct”; it is also used to generate a contapn one fact, which then
becomes merely one of a universe of many possibésk indicators for, and data

on, the concept” (Glaser & Strauss, 1967, p. 23).

Essentially this comparative analysis process @xasmall data slices which
are similar on a given dimension or category andpares to slices which are
similar on one or more dimensions but differ orotie¢ically important dimensions.
For example, incidents quoted by promoters desugithieir experiences on
motivation are collected and compared to incidégtsnanagers who set and practice

the motivational policies.
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Figure 3-5: The design of the comparative analysisess

Literature
review
going into

Managers’ Promoters’ Promoters’ the study
interviews focus group interviews +
findings findings findings Literature

review
directed by
data

Figure 3-5 depicts the design of the comparathadyais process of multiple
data slices for this research. The data of the gemsainterviews were analyzed by
grouping the meanings into themes as given by teagers. This resulted the
understanding on the use and policies on motivadioghoters from the managers’
perspectives. These results were compared to shtsef findings from the
promoters’ focus group, forming the initial combingew. This combined view was
further compared to the results of findings frora gnomoters’ individual interviews,
concluding the current situations of the motivatodipromoters. In the final stage of
comparison, the current situations of motivatiomevehecked against extant theories
as if they were data slices, accounting for theasibns with the theories or by
adding variations and conditions.
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Figure 3-6: The logic and process of constant coatp& method

Constant comparative method
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are found. with a smaller
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Delimiting the
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reducing the
original list of
categories for
coding.

The constant comparative method (Glaser & Stral887) is depicted in
Figure 3-6. The constant comparative method ofitaliale analysis aims at
generating theoretical ideas - categories and preperties, hypotheses and
interrelated hypotheses. Glaser and Strauss (J0@D5) describe the constant
comparative method as a mean for deriving a gradititksory in four stages: “[a]
comparing incidents applicable to each categoiyinflegrating categories and their
properties, [c] delimiting the theory, and [d] vimg the theory. Although this method
of generating theory is a continuously growing j@sx- each stage after a time is
transformed into the next - earlier stages do ranmaoperation simultaneously
throughout the analysis and each provides contimdevelopment to its successive

stage until the analysis is terminated”.

Constant comparative method stage 1 - Comparingents to category
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The first stage is the comparison of incidentdiapple to each category. The
comparison begins by coding the data into as matggories as possible. The

utterance or meaning comments are labeled as codes.

Constant comparative method stage 2 - Integratiegories and their conditions

The second stage is the integration of categanestheir properties. When
more instances of the same code are found, thes@degrouped into categories and
memos are written of these ideas. The comparisolves to focusing on emerging
properties of the category, and diverse propestiag to integrate. The resulting
theory begins to emerge by itself.

Constant comparative method stage 3 - Delimitirgthieory

The third stage is the delimitation of the theang the categories. “First, the
theory solidifies, in the sense that major modifmas become fewer and fewer as
the analyst compares the next incidents of a cagdgats properties” (Glaser &
Strauss, 1967, p. 110). The second level is torkatig the categories by the
“reduction in the original list of categories fayding” (Glaser & Strauss, 1967, p.
111). Sampling, that is, data collection, is stapp#en codes are enough to saturate
the properties of the categories. Glaser and S@d@67, p. 167) state that “the
criterion for judging when to stop sampling thefeliént groups pertinent to a
category is the category’s theoretical saturat@aturation means that no additional

data are being found whereby the sociologist careldp properties of the category”.
Constant comparative method stage 4 - Writing lieey

The final stage is the writing and rewriting oéttiheory for “a reasonably
accurate statement of the matters studied” whemdtralytical framework forms a
systematic substantive theory” (Bryant & Charm&@?2 p. 24).

3.5.3 Caoding

“Substantive codes conceptualize the empiricastsuize of the area of
research. Theoretical codes conceptualize howubstantive codes may relate to

each other as hypotheses to be integrated intingoey” (Glaser, 1978, p. 55).
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Substantive codes are developed during coding psoddeoretical codes are used,
in providing an account in theoretical terms, tougr substantive codes to form a

theoretical model about the area under inquiry.

Substantive coding is conceptualizing on the fegel of abstraction.
“Substantive codes are the conceptual meanings ¢iygenerating categories and
their properties, which conceptually sum up thegeas found in the substantive
incidents in the field” (Glaser, 1992, p. 27).

Theoretical codes integrate the grounded theonydsving the fractured
concepts into conceptions that work together imemty that can explain the main
concerns of the participants. In theoretical codthg researcher applies a theoretical
model to the data. This model is not forced befanehbut can only be emerged

during the comparative analysis of the groundedrthprocess.

“Without substantive codes, theoretical codeseanpty abstractions. But
substantive codes could be related without thezaktiodes, but the result is usually
confused, unclear theoretically, and/or typicaliycected by descriptive topics but
going nowhere theoretically” (Glaser, 1998, p. 16d)conceptualizing the data, the
grounded theory researcher “talk substantive caddghink theoretical codes”
(Glaser, 1998, p. 164).

Glaser (1978) presents an extended list of thisatetoncepts stemming
from sociological, philosophical or everyday corgeX hese terms or codes include
The Six C’s [causes, contexts, contingencies, apreygces, covariances and
conditions], the process, degree family, dimen$awnily, and other fourteen set of
codes are known as the coding families. The conafehieoretical coding offers an
approach for analysis to develop empirically graohtheoretical models. It is
argued that its utility for research practice skaubt be limited by only eighteen

coding families.

In this research, three projects were openedsttféir the managers’
interviews, promoters’ focus group and the promgdtadividual in-depth interviews.

The interview meeting transcripts were used as. dateh interview was transcribed
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and stored in a plain text file format then impdrieto the Document Explorer as an

online document corresponding to the relevant ptoje

To conceptualize the data line by line, one liheranscript was set as one
text unit for analysis so that each of them cowdraividually coded. The
researcher then browsed each transcript file aathered the concepts contained
line by line and started off the coding. At firdte research followed ‘In Vivo Coding’
function of QSR’s N6 (2002) and coded a passagexbfby a code whose name was
that passage of text. The researcher also gavecedeha brief description, and
wrote a memo to record the ideas about the co@myifThese initial codes were all
contained under ‘Free Nodes’ in QSR’s N6 (200Z)rst.

3.5.4 Categorizing

Categorizing is combining concepts, or classifarabf possible concepts
derived from the data, which are seemed to reffezsame phenomena. Similar
codes are grouped into categories forming hierascAnd developed into analytic
frameworks containing several codes (Charmaz, 2@)0g¢ategorizing data selected
and common themes and patterns in several codebenegtegorized into a category
which is conceptual, as long as possible, and samebusly remaining true to and
consistent with the data (Charmaz, 2000).

In furthering the course of analysis, and as ndate were coded, the
like-with-like conceptual or substantive codes wererged into new concepts,
resulted new codes forming a hierarchical structlibe newly created codes were
eventually renamed, modified and stored under “Nedes’ in QSR’s N6 (2002).
The original codes grouped under the higher lesdes became the siblings and
their properties contained in the description arm fields defined their ‘parent’
codes. The concepts of the parent codes were wetid stored in new memos to the
parent codes. Variations were not removed but #dgg a memo as variations

and/or conditions.

3.5.5 Memoing

A memo is written to explain and clarify an id&&emoing works as an

accumulation of written ideas into a bank of idaasut concepts and how they
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relate to each other. “Memos are the theorizingeaup of ideas about substantive
codes and their theoretically coded relationshipthay emerge during coding,
collecting and analyzing data, and during memoii@&aser, 1998, p. 177).
Memoing records the development of ideas about mgueoncepts and relate them
to each other when the researcher is conceptuglizoidents. Memos also keep
tracks of the refinement of ideas when the researshdelimiting the theory. Memo
piles are the basics to writing the theory. In stimemo-making, that is, writing
analytic notes to explicate and fill out categaribe crucial intermediate step
between coding data and writing first drafts of graf) (Charmaz, 2004, p. 497).

3.5.6 Sorting

Memos are sorted when “coding is almost saturaf@téiser, 1978, p. 116),
that is, when reading of data do not yield new c&@teting puts fractured data back
together and categorizing codes. Sorting in thempled theory process refers to the
conceptual sorting. It requires the researcheatelithe sensitivity to determine
how they may relate to other ideas to be integratteda theory which accounts for

the processing of a problem” (Glaser, 1978, p. 116)

Sorting is the key to formulate the theory forgaetation to others. “The
theoretical integration of a paper, talk or boaknes in the form of an outline
generated by theoretical sorting” (Glaser, 197816). New ideas emerge during

sorting and are recorded in new memos giving themeen-memos phenomenon.

3.5.7 Writing

“Writing is a ‘write-up’ of piles of ideas from doretical sorting” (Glaser,
1978, p. 128). With the outline and the memos enatlitline after sorting, the
researcher begins to write the grounded theory.different categories are now
related to each other. The concepts are mixedwathdhick description in words,
tables, or figures to optimize readability. Thetg is refined by rewriting. In the
later rewriting the relevant literature is wovetoimnd put the grounded theory in a

scholarly context.

Glaser (1998, p. 197) notes “two conceptualizatides that that apply to

writing. First think theory write substance. Or mdully, think theoretical codes,
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write substantive codes. Second, try to alwaydeaancept to concept instead of

concept to people, which lower the conceptual level
3.5.8 Theoretical saturation

“Theoretical sampling may only require a few greup exhaust one category,
and many groups to exhaust another, dependingeoextient of saturation and the
level of theory, that is, substantive or formalb®generated. When the initial
comparison of incidents yields a few categoriesthed properties, the researcher
“should try to saturate his categories by maxingaiifferences among groups”
(Glaser & Strauss, 1967, p. 62). Saturation ishhedavhen no additional data can be
found that develops properties of the conceptuagmaies. Core theoretical

categories are saturated more than subcategories.
3.5.9 Theoretical sensitivity

Theoretical sensitivity means continually incregssensitivity to concepts,
their meanings and relationship. The researcheeesled to be sensitized to give
insight and also to see the boundaries of the cengmsion, as it evolved from data.
According to Glaser and Strauss (1967, p. 46)rékearcher should be “sufficiently
theoretically sensitive so that he can conceptealrad formulate a theory as it

emerges from the data”.

The researcher can enhance her/his theoreticsitiséy to what is going on
with the phenomenon by improving from reviewingitdture, drawing on the
professional experience for knowledge and insiging, based on personal
experience to easily understand and comprehenar&tieal sensitivity is an
ongoing process. The skills of and the informe@aesher are of distinct advantages
to enhance theoretical sensitivity. The techniquéalk substantive codes and think
theoretical codes” (Glaser, 1998, p. 164), the s®ewf conducting literature review
alongside with and during the whole research psyaasd the seeking of advices

from the faculty member are practices adoptedigregsearch.
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3.6 Data management

Computer-assisted qualitative data analysis sofV@SR’s N6 (2002) was
used as a tool in the empirical analysis of theassh data. QSR’s N6 (2002) is
software which has been used widely in social mebeand its development has been
strongly influenced by grounded theory. It therefsuits ideally this research which
is inductive rather than deductive (Gibbs, 200@3loes not automate the data
analysis process but it supports the interpretatad constructions of the researcher

by organizing and reorganizing the data accordintipé interpretations.

3.6.1 Use of CAQDAS

“Computer use in qualitative research can now Idaick on a history of two
decades. Nowadays more than twenty different sodtpackages are
available that can assist qualitative researchershieir work with textual
data, and some of these programs [like NVivo, ATLAEMAXQda] are
widely applied. The field of ‘computer-assistedlgaave data analysis’
[sometimes referred to by the acronym ‘CAQDAS’] mepresents a
well-established field in the domain of qualitatmethodology” (Kelle, 2004,
p. 473).

More and more qualitative research use softwarddta analysis despite of
the fiercely debated topic among researchers (Camra000; Kelle, 2004; Lonkila,
1995; Miles & Huberman, 1994). Particularly, thare increasing “grounded
theorists adopt software to expedite their analyd&yant & Charmaz, 2007).

In Glaser’s work, all examples of the groundedtlygorocedures are made
based on manual work. Glaser has cautioned setweesd his views on what he calls
“technological traps” (Glaser, 1998, p. 185) cosigbpress creativity. Glaser admits
the popularity of NUDIST but comments it to “hindeerd cop out the skills of doing
grounded theory ... [and] legitimate non groundeaitieroduction” (Glaser, 1998,
p. 185).

There are concerns that the overly emphasis omgaduld be dangerous in
forcing the data, and undermine interpretativevéiis. According to Charmaz
(2000, p. 520), some scholars (Coffey, HolbroolAt&inson, 1996; Lonkila, 1995)
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“express concerns about qualitative programs ths¢t on conceptions of grounded
theory methods and their uncritical adoption byrsise and fear that these programs
overemphasize coding ...” and undermine “nuancedpnééve analysis”. She adds
that “these software packages appear more suitexbjectivist grounded theory than
constructionist approaches ... because objectivisirgted theory echoes positivism,
computer-assisted programs based on it may prowidespread acceptance not just
of the software, but of a one-dimensional view adlgative research” (Charmaz,
2000, pp. 520-521). Kelle (2004, p. 473) refuteéské many other controversies in
the field of social research methodology, the delmbver-burdened with rather
abstract concepts and ideas”. There are some adyemnbf using CADQAS.

The benefits of using CADQAS are traction or awidiil of data analysis,
shortcuts for coding, sorting and integrating dat cope with grounded theory data
analysis methods. It is suggested “that qualitadviéware may help the process of
verification. Retention of the original coding frammeans that these can be reapplied
by another investigator, providing us with a typewodit tool” (Corti & Thompson,
2004, p. 334). According to Charmaz (2000, p. 52@)mputer-assisted techniques
offer some shortcuts for coding, sorting, and iraéigg the data ... including

NUD.IST ... are explicitly aimed at assisting in gnoled theory analyses”.

The data-handling and manipulation capability &fZDAS provides great
benefits to the data analysis by significantly erdiag the data to be accessed,
retrieved, and viewed, and made notes into itsingiCAQDAS, the analysis is
guided by its features and functions towards a rgséematic and objective process
that could be more transparent and rigorous (Ra$)ar999).
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3.6.2 QSR’s N6

Figure 3-7: The QSR’s N6 full version of NUDIST

QSR N6 is the latest version of QSR’s world leading
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management of qualitative data analysis projects.
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The QSR’s N6 (2002) full version, as shown in FegB8-7, has been used in
this research. QSR’s N6 (2002), released in 2002 SR, is the sixth version of
NUDIST, an acronym for Non-numerical Unstructureat®Indexing Searching and
Theorizing, originally worked in scroll mode on grsharing mainframe computers. It
is designed and built by Tom Richards, an Austnati@mputer scientist, for a very
large qualitative research project being undertdiesociologist Lyn Richards in the
early 1980’s. Universities and other research ¢sritegan buying licenses to it in the
90s. Subsequent revisions took it to the Macinfwatform, then to PC/Windows

platforms.

QSR’s N6 (2002) is used in this research for dasaagement, and as a
repository for coding and categorizing. The us®@8R’s N6 (2002) in this research is
primarily for data management purposes, and ittieenely helpful to be able to store
and retrieve these data. Moreover, QSR’s N6 (280@3ed for coding the interview
transcripts, analyzing and exploring that codingmming in interpreting and
categorizing codes.
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Figure 3-8: A basic NUDIST system, adapted from G online help
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As shown in Figure 3-8, QSR’s N6 (2002) has bdlgitaree tools: the
coders, ext searclandnode searchwhich operate in two explorer systems. The
document explorer holds all data and research matesined in memo to the

document and provides text search.

145



Figure 3-9: Screen capture of QSR’s N6 Documenidtgpand Nodes Explorer

«= QSR N6 - Indepth Copy Copy [=E3
Project Documents Modes Browser Windows Help

|@IJM@I — g EEEREEERIECER

= E &5 Browsing Document Tlanyel’, 670 text nnits [1 - 616 in buffer] [T”E‘&l
Online Document: R s
I o
[T aryel +++ ON-LINE DOCUMENT: O1anye] =
First batch # | First batch
22T B noteheck Fotess 22, F, 1B notebook, Fortress
U 7an law Sudent cnd i1 =4 Shui Yan law student 2nd yr
Test Units ’7:| ||||||||||||||||||||||||||||||||||||||||||||||||||||||||||||
Created: 7:08 am, Oct 11, 2007 [Dlewgef) e1=G0) N
Modiied: 520 am. Ock 24 2007, Pramaoter (employee) individual in-depth interview
Coded by 3 Hodes . . .
* Intervewse: Yen: rale, age 22, 4 years experience, hired by agency -
* MMC, currently studying law in Shui Yan College,
Biowse temo Feport Text Search *

and selling IBM notebook computer in Fortress
4" Date and time:  9th June 2005 2:30 p.r. (32 min. 13 sec.)
*“%enue: hMeeting room at MMC in Kowloon Bay

* Interviewer: “incent Chan
| *incent
T-Text Searches[D] Eeti How do you get into the job?
M -Mode Searches [ 0] ESCIE
Document Annotations " Yen ) )
Made Clipbaard Starting from doing this trade?
Created: hd
Modified < | | -
Caodes - text unit in - documents
|| Code | UrCods ¥ Shew

Test of the Document. Section headers begin with asterisks, ™. Selections are of text units.

Tatal Documents: 18 Total Modes: 75 Tewt Unit Tupe: Line

The node explorer represents all the topics atefjoaes that matter to the
research, and holds all codes and their memo c¢ontpihe researchers’ ideas about
them. Figure 3-9 captures the screen of the QSRBR’€R802) running the document

explorer and the nodes explorer systems.
3.6.3 Coding and categorizing in QSR’s N6

The document and nodes systems are connectedlimgc€odes are
contained on the nodes that index passages ofdeiext. The text search and node
search are tools that assist the researcher téogeaed relate categories from codes
on nodes during the process of analysis, storesidbaut these categories in memo,
as well as test, explore and modify them and ttailes incrementally, as
understanding grows. The text search looks forgggesscontaining words or phrases
the researcher is searching for, and codes thasages as a node. In the node
search, the researcher looks at existing nodes@ngares their coding, often
resulting in creating new nodes and new memo réaegitie theoretical account of
grouping categories or the conditions of the reBpeaode. As the researcher
further analyzes from the nodes, they are furthgamized usually into a tree
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hierarchy. Thus, the categories are grouped anthéanings, including variations

and conditions, and ideas are managed.

3.6.4 Reporting in QSR’s N6

Figure 3-10: An example of a partial report frora thodes Explorer in QSR’s N6

FG
QSR N6 Full version, revision 6.0,
Licensee: Unregistered.
PROJECT: Promoter Motivation Focus Group, User Vincent Chan, 9:48 am, Sept 7, 2007.
OCUMENT: Focusgl
+++ Document Description
*Focus Group Study O1Nov2003
#10:15 711:45 in R.L. FG Room

*6 x Temporary
ator:  Vincent Chan
*Observer: Professor Robin 5. Snell

Sales People - Alex, Chris, Yan, Dione, York, Jason

pom |

(117 fmarketing support/resource/road show

++ Units:327-327  675-675

(1 24) /marketing support/resource/advertising support

+ Units:393-393  563-563

(1 28) o ~Imarketing support/resource/premium support

++ Units:480-480 482-482  563-503

(129 /marketing support/resource/promotion program support )
+ Units:341-341  343-343 484-484  486-486  488-488  400-490  504-504  547-547
(3 17

++ Units:744-74

n

(4 44) fexpectation to employer/expect support in marketing
+ Units:886-886

(5138) /job meaningfulness/skills/promoter's attribute

++ Units:139-139

(51 10) {job meaningfulness/skills/presentation skill

+ Units:153-153

(534) {job meaningfulness/task significance/contribution
++ Units:63-63 69-69

{5 315 {job meaningfulness/task significance/function

+ Units:77-77

(54 2) i /job msgn,:gfuincsﬁflask identity/responsibility

Reporting could be done in both the document egpland node

explorer. The researcher made document reportg #imdata in the
system, displaying the text and coding. The re$earalso made report
about a node showing sibling nodes and coding datse reports were
the base for the researcher to write the theorynaakk reference to data.
An example of a partial report from the Nodes Exgidon QSR’s N6
(2002) is shown in Figure 3-10. In this partial@gpof the analysis of the
focus group, the relationships of codes are shoitimneference made to
the data where the concepts are coded.
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3.7  Trustworthiness and rigor

In qualitative research, establishing trustwomssiconcerns persuading the
“audiences [including self] that the findings of iaquiry are worth paying attention
to” (Lincoln & Guba, 1985, p. 290). Truth value péipability, consistency and
neutrality are four aspects of interest conventignBor grounded theory, “the
fundamental sources of trust in grounded theoryttadour criteria for its evaluation”
(Glaser, 1998, p. 236) and they are fit, relevamnm@kability and modifiability. This

section discusses the trustworthiness and rigthisfresearch.
3.7.1 Trustworthiness of qualitative research

The evaluation of qualitative research differsrirquantitative research which
attain rigor through the use of statistical craesind conceptions of reliability and
validity to assess the quality of quantitative fimgs, and common concerns include
method biases, sample size and sampling erropritrast, interpretive research is
assessed in terms of trustworthiness criteria diolyicredibility, transferability,
dependability and confirmability (Guba & Lincoln994; Lincoln & Guba, 1985).
Figure 3-11 summarizes the four main aspects ofideration and the
corresponding area of concerns for both qualitadive quantitative research. Both

approaches are rigorous.

Figure 3-11: Aspects of trustworthiness, adaptethfGuba and Lincoln (1994) and
Lincoln and Guba (1985)

Aspect Area of concern QqantlFatlve an“t‘jﬂlve
inquiry inquiry
Truth value fCi?r(])dr:]:g?nce in the truth of thig Internal validity Credibility
. ... |Applicability in other contexfs External validity .
Applicability or with other responder (generalizability Transferability

Inquiry, if replicated, will
result same finding

Findings & interpretations afe  Objectivity
from data; Not biase reliability &

Consistency Reliability Dependability

Neutrality Confirmability

In Guba and Lincoln (1994) and Lincoln and Gub288), some techniques

for establishing trustworthiness have been intreduélthough there are some
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refinements at some more recent time yet the @iggcommendations have
allowed the researcher to grab a more holistic wevthe comprehensive guidelines

for the planning of research activities throughitnet research process.

In principle, the consideration of rigor of thisognded theory approach
research follows the guidelines of the method bamyrof the techniques inherited
from general qualitative research methodology Haeen adopted, and some slight

traces can be found in many places, especiallyisnchapter.

3.7.2 Rigor in grounded theory

Underpinning the constructivist paradigm, thiswgrded theory approach
research has drawn most of the techniques and oeetham the classic grounded
theory. It is logical to assess the trustworthireass rigor of this research, taking the
view from the methodology standpoint to follow Gdgsand to focus on the four
aspects. These four aspects concern the fit, neteyavorkability and modifiability

of the grounded [conceptual] theory.
3.7.2.1 Fit

“Fit is another word for validity” (Glaser, 1998, 236) and by “fit we meant
that the categories of the theory must fit the ‘d@Edaser, 1978, p. 4). According to
Glaser (1978, p. 4), there are three vital propsttid fit: [a] The first criterion of fit is
automatically met when the categories of grountiedry are generated directly
from the data; and [b] The other criterion is test@antly refit emerging categories to
the data, and [c] The last is to develop and enm¢rggebetween the data and an
extant category that might work. They are all mdiato how thoroughly theoretical
saturation is achieved and the constant compadagortidents and phenomena to

concepts was done.
3.7.2.2 Relevance

“Grounded theories have ‘grab’ and they are irstigng. People remember
them; they use them” (Glaser, 1978, p. 4). A ralewaquiry captures attention as it
deals with the real concern of participants. Iféader becomes sufficiently caught

up in the description so that he feels vicarioukbt he was also in the field, then he
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is more likely to be kindly disposed toward thes@shers’ theory ...” (Glaser &
Strauss, 1967, p. 230). “It is automatic that tiregent concepts will relate to the
true issues of the participants in the substararea. Grounded theory generates a
theory of how what is really going is continualsplved. This is very relevant”
(Glaser, 1998, p. 236).

3.7.2.3 Workability

A grounded theory works when it offers analytieaplanations for problems
and processes in the context to which it seeksfes.r*By work, we meant that a
theory should be able to explain what happenedligreshat will happen and
interpret what is happening in an area of substardr formal inquiry ... For the
theory to work, its categories must fit, to be st also it must ‘work’ the core of
what is going on; it must be relevant to the acbobthe area” (Glaser, 1978, pp.
4-5).

3.7.2.4 Modifiability

“A theory must be readily modifiable, based onresmmerging notions from
more data” (Glaser, 1978, p. 4). A grounded thé®gymodifiable theory that can be
altered when new relevant data is compared toiegigtata. New insights of

empirical research in the future are able to extardicontinually develop the theory.
3.7.3 Strategies for trustworthiness and rigor

In accord with the practicality, many of the guides have been followed in
this study. For example, data triangulation andhoes triangulation techniques
(Patton, 2001) are adopted. This has helped torstahel the concerns from multiple
data sources and use multiple research methodsré¥&w is also adopted and the
researcher has sought discussion with a faculty lmeerfinom a university in Hong
Kong on the research’s interpretations and conahsswith other people. This
disinterested researcher is not directly involvethie research and plays the role of
the devil’s advocate (Denzin & Lincoln, 1998). Thiser has challenged the
researcher to provide proof of solid evidence fbinéerpretation. Last, the complete
set of data analysis documents are on file andabtaiupon request. This access is

making the research process repeatable as clggessible, and the research
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document trail is allowing other researchers talle to transfer the conclusions of

this inquiry to other empirical studies.
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4, Findings
4.1 Introduction to the five rounds of data anaysi

Figure 4-1: The five rounds of data analysis

’ ’
Managers Promoters
. . Focus group . .
interviews . interviews
. findings .
findings findings

\ g

This chapter presents the results of findingsvie founds of analysis of data
collected in three stages. Section 4.1 introdunessats out this chapter. Section 4.2
states the presentation convention used. Sect®bdescribes the background of the
different participants in this research. Sectiodstd 5 present the five rounds of data
analyses. Figure 4-1 presents graphically the lagiwell the procedures of applying
the constant comparative method in the analys@stt sets out the next stage of
furthering the analysis by comparing the overaltiings to extant literature. Section
4.4 reports the findings from four individual inteaws of managers from different
firms playing different roles along the supply ahaf offering the IT products to
consumers. Section 4.5 reports the findings froenfdlcus group study with six
members of diverse backgrounds. Section 4.6 regwetBndings on the combined

view on motivation resulting from the comparisonvizeen the managers’ interviews
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and the promoters’ focus group study. Section dpbits the findings from

individual interviews of thirteen promoters. Lastgction 4.8 reports the findings

from the comparison between the promoters’ intevgiand the combined view of

motivation from the managers’ interviews and thenpoter’s focus group.

4.2

(@)

(b)

Presentation convention
Graphical presentation

Each emergent theme is presented in a tree maygrgihthe grouping
of categories at the conceptual levels. The codimycategorizing is a
dynamic process and the names of codes are modbjidtte researcher
during the analysis. Therefore the initial codas|uding the in vivo codes,
cannot be shown in full in the graphical represgoreaof categories. At the
lowest level of grouping presented in the graph,uhit meanings shown are
adopted or derived from the in vivo codes as welhe labeled codes.
Nonetheless, the passages coded are quoted asaviddhe text to support

the emergent concepts.
Direct quotations

According to Glaser (1978, p. 16), “data is usedltstrate the
resulting theory”. In this chapter, direct quotasdrom data are used
extensively as evidence to support the emergemedbeDirect quotations as
said by the participants are shown in italic tygred indented in the text. The
punctuation convention of // xxx // xxx // are ugedndicate quotations from
different participants, or quotations taken for slaene participant but from
different parts of the interview. The sources aaslifons of the direct
guotations are cited in curly brackets { }. Wordssquare brackets [ ] in the
direct quotations indicate the annotations madthbyesearcher to clarify
the meaning, especially when not to do so, woultseaonfusion as to the
meaning or context of the quotation given. Theritiae of triple-dot
ellipsis ... in some portion of a direct quotatiodirates that the researcher
has removed words that are not relevant, undecdhdition that the

contextual meanings are not altered.
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4.3 Background of participants

This section describes the background of the nmensag the in-depth
interviews, the promoters in the focus group amdgiomoters in the in-depth

interviews.
4.3.1 Managers in individual in-depth interviews

In this stage, alongside the distribution chariuding from the
manufacturing vendor, distributor, and retailelnseé managers or owners have been
selected to be interviewed. Taking an opportumng employment agents from a

marketing and employment consultant were alsovigered.

The three selected interviewees were veterarfseafade and were well
verse of managing promoters. The corporate marfeyarthe multinational
manufacturing vendor had more than ten years expegiin managing the product
groups that sell to consumers through distribuaoic retailers. She was responsible
for the marketing and sales and ultimately theress performance of the product
groups in Hong Kong. She managed the marketing flaatdsupported both direct

and indirect hire of promoters.

The manager from the local distributor was the avaie private business. A
business man in his forties, he had founded tine ten years previously, and made
all managerial and operational decisions for thegany. On behalf of

manufacturing vendors he hired and seconded prosmehe retail stores.

The manager from the retail chain store used @ t@rporate manager of a
regional distributor. At the time of the intervielae was responsible for the profit and
loss of all the ten retail outlets of a small saaf&il chain store. He managed
promoters that were hired by his company as wegbirasoters seconded from

manufacturing vendors and distributors.

The two marketing consultants were actually emmlent agents operating
the outsourcing services that provided promoteosh B their twenties, they were

responsible for recruiting the promoters, liaisimith the manufacturing vendors and
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distributors, dispatching the sales people to ¢tailrstores, and for administrating

the charges and payouts to the promoters.

In conclusion, the interviewees covered all marageown that would hire

and manage promoters.

4.3.2 Promoters in focus group study

Figure 4-2: Sources and profiles of promoters gufogroup study

Year of
Name |Gender [Age . Work mode  |Source [employer]
experience
Part-time
Alex |Male 18 0.5 Agency
promoter
) Part-time
Chris |Female | 19 0.5 Agency
promoter
_ Part-time o
Dion |Female | 22 2.0 Distributor
promoter
Part-time .
Manufacturing
Jason | Male 22 3.5 promoter
_ vendor
supervisor
Part-time
Yan Female | 19 0.5 Agency
promoter
Full-time
York [Male 22 3.0 Agency
promoter

There are six participants in the focus grouptitjure 4-2 summarizes the
sources and profiles of participants in the foausug study. The mix of attending
promoters remained close to the original designthadliversity was considered
satisfactory. Four participants had been recrditech an agency and two by
cold-canvassing by the researcher in computer shgppalls. One of the latter two
was employed directly by a Japanese manufactuengar and the other one was
employed by a local distributor representing a Beiese manufacturing vendor. The
six members consisted of promoters of differentlegmpent modes and with
different levels of experience. There was one tiulle promoter and five part-timers.
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The full-time promoter was a day-time universityd#nt and he worked after hours
and in weekends. He also supervised other junmmpters. Instead of being paid by
hourly rate, he had a fixed basic monthly salaheil promoter experience ranged
from 0.5 to 3.5 years, with an average of 1.7 yeRast-timers worked during the
weekends and public holidays. Full-timers workeddsys a week and could choose
one weekday as the rest day of the week. The athe gfarticipants ranged from 18
to 22 years old, with an average of 20.3 yearsrdiere three females and three

males promoters.

4.3.3 Promoters in individual in-depth interviews
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Figure 4-3: Profiles of promoters in the individiraldepth interviews

ce

Name Yen Tony Wafer Ryan Carrie Sam Rice Ray Glorig Linus iGavi Lea Yoyo
Gender F M F M F M M M F M M F F
Age 22 21 22 22 23 22 24 22 20 19 39 22 18
Yr. of experience 4 1 2 3 3 2 4 2 0.75+2 1 5 3 1
Telecom
ITvendor - | IT vendor - service
Employer Agency Agency Agency Agency Agency Agency Agenc gercy Agency Agency Apple Apple vendor -
HKBN
Shue Yan | Unnersity |y space|  ve HKBU IVE IVE IVE IVE VE | photographe  CityU
Full-time work / | University (local) (with a US HKBN
study ; ; ; ) Promoter
Law Translation | Assoc Degrée HDip Finance | Eectronics - Computing | Multi-medial Dip | Uni. degree) g
Computing Eng Computing
Brand IBM IBM IBM IBM HP HP HP HP HP HP Apple Apple HKBN
Computer,
Product LapTop Laptop Laptop Laptop p_nnter, Printer Computer & PDA Printer Printer iPodto Ma¢ iPodto Mac IDD Servi
Computer Computer Computer Computer | projector & printer
PDA
Fortress
mostly & Fortress
Shop Fortress GOME Fortress Broadway | Broadway or BEST Fortress all| - Broadway Cheung Kwan Broadway Not Fixed Not Fixed Street
Mongkok ) over Mongkok Mongkok
sometimes O
GOME
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The profiles of the promoters in in-depth intewseare summarized in Figure
4-3. Twelve promoters were part-timers selling catep products and one full-timer
was selling Telecom service plans. Eleven out efthiirteen promoters were
full-time students of whom seven were students glpimst-secondary study and four
were university undergraduates. There was one pgeymaath a university degree
who was working as a full-time photographer. Teonpoters were employed through
agencies and they were selling personal compussdbeomputer products; two by
the Macintosh computer manufacturing vendor; arelfoom a Telecom service
provider. Ten promoters worked in fixed locationghie shop front of large and
chained computer retail stores; two were not fizatimany times they had worked
in product road shows in different shopping mals Telecom promoter worked at
mobile booth on the main streets of a designatsiicti. Their experiences ranged
from 1 to 5 years with an average of 2.6 yearsyThpresented information

technology or Telecom promoters of diverse backggou

4.4  Findings from the managers’ individual in-dejptterviews

This section presents categories found in the gemsaindividual in-depth
interviews. Themes and categories are emergedangdared within the data from

the managers’ interviews.
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4.4.1 Strategic use of promoters

Figure 4-4: Strategic use of promoters from the agen interview

Category Sub-category Units of meaning
(derived from in vivo
or labeled codes)

Product promoter ‘

Retail store, road shows &
exhibitions

Weekends, summer & Christmas

holidays
Increase sales force in busy times ‘
Lower costs ‘
Deployment
. Not making recipients lazy ‘
Reasons Get around headcount constraint ‘
plplceis History 2-5 years ‘
of promoters
When retail competition
Future intensified
Recruitment Strategic tools in road show &

exhibitions at Christmas &
summer holidays

From post-secondary students ‘

Through advertisement, referrals,
calling those who had worked
before, cold-canvassing in the

shopping malls

e

(&8  Where and when to deploy promoters

The promoters hired by a brand were product premspand worked
in the retail environment inside the stores, irdrehows and exhibitions,

especially during the summer and Christmas periods:

/I Promoter are hired by the brand, say, if theyéagreed with some
stores to place promoters at some specific tinteetp them out, and
this help, of course, is mainly to sell their prothu// {Marketing

consultants in-depth interview p. 3, In. 1-2}
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/I Every year in summer and Christmas Jusco organane big road
show other than in the shops, for example, in Basbor City. The
shops inside are open doing promotion in parallghwhe road show.
Therefore it requires more manpower and we hirep@ary staff //

{Retail chain store in-depth interview p. 1, In-33}

/I They are used in road shows and also in exloibsti/ {Distributor
in-depth interview p. 1, In. 40}

The promoters hired by the retail chain store veatked sales

assistants and they worked during weekday everingsat weekends:

/I For all retail stores under our management ...hage some sales
assistants and they are part-timers ... and we ttetitem as
long-term employment but they work in part-time enadd they
report duty at evenings, on Saturday and Sundawo.d three
evenings during the week // {Retail chain storeépth interview p. 1,
In. 39-41, and p.2, In. 8}

They appeared to be different from the other pcoguomoters by

having to cover all brands and products carriethénstore.
(b) Reasons for using promoters

The employers hired promoters because they intetadkeep down
labor costs and to place lower level sales peaptbd field flexibly such that

there were stronger sales forces at busy timesighdseasons:

/[ another reason is about skill set and whethetase skill set is
required ... or for certain skill set, when the temgpyp sales force can
suit our needs then | will go for temporary salesé // permanents
are more expensive // at high seasons we needtareamore sales by
adding more resources // {Vendor in-depth intervew, In. 31-32

and 42, and p. 2, In. 32-33}
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/I cost is one reason and the other is flexibilitypecause not all the
time we need that many staff but we can alwayshatitmany people //

{Retail chain store in-depth interview p. 3, In-20}

I/l We have to promote the products and we needritact with the
customers. But these contacts are all happenedsimoa period of
time. There is no use if we are there all the timdact during the
weekdays there are not so many of clients. Usuallye launch of a
campaign to introduce a new product, we want afgieople to know
about it in a short time, this is a quite good wi§Distributor

in-depth interview p. 2, In. 13-16}

According to the retail chain store and the distior, there was not
enough work to keep a full-timer busy at all tim&s, in their view, the hiring
of part-time promoters prevented employees frofmfainto the Chinese

management trap ‘to make the recipients lazy’:

/I In fact other than cost and considering for mging these people
we cannot allow to give them nothing to do and #lso not good for
these people as well // If they get used to leisuok then they cannot
be aggressive again when we need them // {Retaihdtore in-depth
interview p. 3, In. 21-23 and 27-28}

/I If we have a full-timer there may not be enougitk for him. Our
aim is to make him contact the customers // Howadg // should be
more expensive than a full-timer // {Distributordepth interview p. 2,
In. 21-22 and 26}

The multinational manufacturing vendor explaineat their use of

promoters also functioned to get around the cotpdraadcount constraint:

// Business need. We will look at the cost, andanehese skills set
require a permanent headcount. You know all congsaare talking
about cutting costs. Headcount is difficult to dEbusiness must go

on then it is a creative way of getting peopleadlte business in the
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(©)

(d)

field. Maybe temporary sales force is a solutiofV#ndor in-depth

interview p. 1, In. 25-27}

History of using promoters

The marketing consultants might have been amomgéily ones to

use promoters. The manager of the retail chaire &taid when they started to

use promoters these had been supplied via a magksgnsultant:

/I Sometimes ago we used promoter agency. Formiveotyears, we
found that the agency cannot provide us with tgatrcandidates and
we started to do the recruitment by ourselves &t chain store

in-depth interview p. 1, In. 25-26}

The retail chain store and distributor reporteat they had used

promoters for four to five years:

/[ for four or five years or around four years Rédtail chain store

in-depth interview p. 2, In. 37}

/[ about four to five years // {Distributor in-ddpinterview p. 1, In.
44}

The vendor reported that they had used promooersvb years:

/l we have been using these promoter for over taosy If we use this
word temporary to define them then this temporamather long-term

temporary sales force // {\Vendor in-depth intervigw2, In. 9-10}

This might reflect that the use of promoters hasirag from an

intensification of competition in the battlefieltratalil.

Future envisaged use of promoters

All employers clearly expressed that they wouldtowe to use

promoters. This might have evolved to become aegji@tool in road shows
and exhibitions, at Christmas, during summer hgkdand at weekends:
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/I Every weekend and in department stores, thexreadot of promoters
and temporary staff // They sell fruits, home paiduand many others
/[ {Distributor in-depth interview p. 1, In. 55-56nd p.2, In. 4}

/I In many exhibitions there are plenty of promstar example in
jewelry exhibition and it is not limited to IT bafso in jewelry, watch
/l all kinds of exhibitions // {Retail chain staredepth interview p. 3,
In. 39-40}

The distributor and retail chain store explaineat the use of

promoters had become popular in many industries:

/I At this moment in the foreseeable future // {idenn-depth
interview p. 1, In. 21}

/l'in near future for road shows // probably yestfte two times
[summer and Christmas] road shows // {Retail chstiore in-depth

interview p. 2, In. 50}
(e) Recruitment of promoters

Many part-time promoters were students. The tigtar estimated

that 80% of part-time IT promoters were students:

/I Some are students, some are doing it part-torveatn more money //
Many of them are students particularly during thensner holidays //
and may be also many in ordinary days // | mearethee also
students on Saturdays and Sundays // students coayra for 80% //
{Distributor in-depth interview p. 3, In. 47, and 4, In. 1-2 and 15}

The agency said that they recruited promotersldgimy

advertisement in websites for post-secondary stsden

Il We place advertisement in job recruitment wédssiThere are many
feedbacks from the JUPAS [Joint University Prograamdmissions
System] and it is a joint web site with job postiogstudents of all the
eight universities. We advertise in the correspogdiolumn. IVE
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[Hong Kong Institute of Vocational Education] alkave a web site
and we also post there. The reason is that itae &f charge and costs
nothing. They require the job details to be vepacland we do not
mind. The feedbacks from there are very good, @adily at summer
holidays. In any single day there are many emai8ied applying for
the job of promoter // {Marketing consultants inptleinterview p. 2,
In. 16-22}

The retail chain store and distributor recruiteanpoters through
advertisements, from referrals, by calling thos@Wwhd worked before, and
through managers watching and approaching thenit@mghe retail store as

they were working:

/ Normally | do two ways to recruit. One way isamvertise and the
other to call back those old temporary staff // #lechain store

in-depth interview p. 5, In.32-33}

/l we advertise on newspaper. Second, they argbefarred //
{Distributor in-depth interview p. 3, In. 6}

/l Sometimes we see them in the shopping malltheamdwe approach
them and ask them if they are interested, theneep kheir telephone
numbers // {Distributor in-depth interview p. 3, t0-11}
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4.4.2 Harnessing the flexibility of promoters

Figure 4-5: Harnessing the flexibility of promotdérsm the manager interview

Category Sub-category Unit of meanings
(In Vivocodes or
labeled codes)

Lower costs \

Lower-level \

Less costly lower-level retail sal
people Sales assistant \

Harnessing
the flexibility
of promoters

Seasonal to add to the sales for PEL S 00 ‘

and promotion

Full-time promoter \

Paid by hourly rate & Seasonal promoter |
commissions

Hourly rate & commission \

On acall basis \

@) Less-costly lower-level retail sales people

It might be explained that the vendor and distobwere not
operating any point of sale. Their sales peoplesvdeing different tasks as
compared to promoters employed by retail outlelt® Tendor commented

further that their permanent sales people weregdoigher level sales tasks:

/I 1 would define our company’s staff in sales anterms of duty they
are of higher pay and work at a higher level //f®er in-depth
interview p. 4, In.1-3}

Promoters were doing different selling jobs andlidg with different
clientele. The permanents followed up with longert customers while

promoter focused on passers-by and casual custonsets the store:

/I Their job natures are different. Permanent sates/ need to do
some more long-term work and they need to followramporary
promoters are working at particular moments to pardar customers.

There is only one customer at a time. Their nataresvery different.
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(b)

For ordinary sales people, they may have an acctufdllow up, he

may need to see the customer tomorrow and thee sieevcustomer

on the day after tomorrow. For a temporary promgidnen a

customer passes by he may has talked to him fdvila twut after the

customer has gone he will not look for the custoagain //

{Distributor in-depth interview p. 3, In. 20-25}

Four types of promoters to add to the retails Salese

According to the managers, promoters seconddukteetails field

from distributors or manufacturing vendors areeteht from their

permanent sales people. There are four types aiqters and they are

additional resources to the field sales force.

Figure 4.6 illustrates the four types of employarsd four types of

promoters contrasting to the permanent sales people

Figure 4-6: Types of promoters from the managerineéw

Types of promoters
Seasonal
Part-time [summer
sales Part-time | and X'mas] | Full-time | Permanent
assistant promoter | promoter promoter | sales people
Employment | Open-endec | Termed Open-ended
Long term on-call basis
mode contract contract contract
o Friday
Working time _
_ evening and Weekendsg Weekends and 3 other days per week
at retails
weekends
Sell all
brands and .
Product Represent a brand and promote specific products
all products
in the store
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Remuneratior

Pay monthly

Paid by hourly rate and commission salary and
structure .
commission
Work in Work in

Sales people

hired by retail

stores / road

N/A N/A N/A

stores / road

shows / shows /
store
exhibitions exhibitions
Sales people Promoters are seconded Sell at
ell a
hired by N/A to stores / road shows /| N/A
o o higher-levels
distributor exhibitions
to
Sales people .
) Promoters are seconded to stores / | designated
hired by N/A o
road shows / exhibitions customers
vendor
Sales people Promoters are seconded to stores /
hired through | N/A road shows / exhibitions on behalf of N/A
agency the vendor or distributor

The retail chain store hired part-time sales tesis to work with the

full-time permanent sales people to operate the sithese sales assistants

also formed an additional sales force for the surmand Christmas holidays

in road shows and exhibitions:

I/l We have some sales assistants and they ardipeets ... and we

treated them as long-term employment but they woplart-time

mode and they report duty at evenings, on SatuadaySunday ... two

to three evenings during the week // {Retail clsare in-depth

interview p. 1, In. 39-41, and p.2, In. 8}

This study revealed that there were four typgsrofmoter, namely

sales assistants, part-time promoters, full-tintermters, and seasonal, for

example summer and Christmas promoters:

/I 1 would define temporary sales force more agati@act sales force.

The word temporary is ... and as | said | have bestmguthese

temporary for over two years. If we use this wemhporary to define
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them then this temporary is rather long-term tenappsales force //
at high seasons we need to capture more salesdiyigathore sources
then we will do so and likewise the other way rolindfe have
full-time and part-time contract sales force. Ftithers are self
explanatory by the name. Part-timers are seasamakall. For
example for certain promotion | need more peopidligo through
the agency to call for more people // Full-timers avorking more in
terms of days, so more man-days [more pay daysjaideng
[working] hours, during that day they are more es$ the same in
terms of starting time. For example they startitioeity at twelve
o’clock and close at ten. Full-timers are defingdrban-days //
{Vendor in-depth interview p. 2, In. 8-10, and plr3 32-33, 39-41
and 47-49}

/I We have mostly two types. One is on hourly basas, and they are
hired to work on Saturday and Sunday when salesid. ttgere is high
traffic. The other one is that we also hired in suen and summer
holidays are also consumer sales busy season. ré& students for
summer jobs and their pay is less expensive. Thanaages are that
they can report duty everyday and their pay is pregsive then we can
train them up and then send them to work on Sayuasia Sunday.

For a particular part-timer we seldom hire them contract or sign

him year after year // {Distributor in-depth inteew p. 2, In. 49-54}

Il Yes these are fixed. That’s why and | am nat sdrether they
should be called temporary or contract sales fdfd&endor in-depth

interview p. 2, In. 24-25}

/I During the week we only hire the assistants k&g on hiring more
of them [promoter] weekend after weekend // Wdaking at hiring
more and in fact we are looking at doing more readdws the scale
may be bigger // {Retail chain store in-depth iniew p. 4, In. 6-7 and
16}
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/It is seasonal // summer holidays is a busy se#dn summer
holidays the traffic in the shopping mall is mowee // the daily
people traffic is more even so it is worthwhiléniee // They are used
in road shows and also in exhibitions // {Distributn-depth interview
p. 3, In. 31, 35, 39 and 40}

/I Normally for full timers they are hired througliathe year. Part
timers are affected by seasonality ... at high seas@may have 20%
more and at low seasons we may have only 10%/|@gésn/dor

in-depth interview p. 4, In. 23-25}
(c) Paid by hourly rate and commissions

All of the promoters were paid by an hourly ratel sales
commission.

4.4.3 Challenges and problems of managing promoters

From the managers’ interviews, it is found thaytivere facing the
challenges and problems arising from the diffi@dtand inadequacies of managing.
The possible impacts on promoters were the feebh¢gso much pressure and lack
of motivation. The behavioral consequences werk tighover, absenteeism and

lateness. This theme is illustrated in Figure 4-7.
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Figure 4-7: Challenges and problems of managingpters from the manager

interview
Category Sub-category Units of meaning

(derived from in vivo
or labeled codes)

Difficult to monitor & control

remotely
Insufficient coaching &
counseling
Absence of proper system of
supervision
ST " = of Difficult in establishing trust &
ifficulties & inadequacies o understanding
supervising

. Lack of motivation ‘
Possible impact on promoters

Feel too much pressure ‘

Lack of loyalty ‘

Challenges
& problems
of managing
promoters

Behavioral consequences -
High turnover ‘

Absenteeism & lateness ‘

[a] The difficulties and inadequacies of supengsi

For the daily operation, the vendor and distribstnd they were

using permanent staff to supervise the promoters:

/I In fact | have another colleague helping to mgaghe temporary
sales force on a daily basis, and performing theral sales force

management // {Vendor in-depth interview p. 43B+34}

Il We have a supervisor to supervise them // {ibigtor in-depth
interview p. 4, In. 21}

The dispatch of promoters was city-wide and thideal to the
difficulties in the management of promoters.
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Because a large promoter force was scatteredtgderritory of the
city and there were limited supervisory resourgesjght not be possible for

the vendor to provide sufficient coaching and celing for the promoters:

I if they face some problems is there any effectinkeasy way to
feedback to the management here // {Vendor in-diepehview p. 5, In.
20}

Similarly, it might be difficult for vendor and gmoters to establish
trust in each other. The lack of contact betweemtimight make it difficult
for the vendor to understand and appreciate thegiers’ competence and
working attitude. For example, the vendor may rédghe market intelligence

reported by promoters as suspect:

/I Another problem is that if they feedback mankeglligence or
market information how accurate the informatio/ise / she may not
know how to answer customers’ queries. Or, a gustaeturn with

a specific situation and he / she does not know toasheal with it.
Sometimes it is the individual’s attitude issug¥éhdor in-depth
interview p. 5, In. 21-22 and 34-35}

[b] Possible impact on promoters

The vendor said that the turnover of part-timees Wigher than
full-timers, and attributed the causes of thisi#fecdlties of supervision, lack

of motivation, and too much pressure:

Il part-timer turnover is definitely higher thanlftimers // Whether
there was no motivation, or pressure being toonség or not
managed well, or too loose, whatever, | do not kifdhere were
particular reasons // {\Vendor in-depth interview&.In. 44, and p. 8,
In. 36-37}

The vendor explained that the promoters might pee$sure as their

sales performance was closely monitored and delibemd obvious actions
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were taken against under-performing promoters, sasatelocating them to

another retail shop:

Il for example if the quota was not met severagsirontinually then
we would already have someone looking into it towskat was
happening and what we could help. For those coatlgumissing the
guota it is an issue. We may dispatch him to amdtdwation // we will
try some other methods to make him perform. Arad,l#st he is not
performing then we have no other way // {Vendodepth interview p.
8, In. 49 and 53}

The distributor stated that the promoters mightialsking in loyalty:

/I Lack of loyalty, and disappeared after working énly one or a half
days // {Distributor in-depth interview p. 4, IN0p

[c] Behavioral consequences

According to the vendor, it was difficult to mamitand control
remotely and therefore absenteeism and latenegspessible problems as

there did not appear to be a proper system of gigien:

/Il It is because the record is not accurate andrirot say or judge
whether the problem is serious or not but therelate to work
situations // Temporary sales forces are more rentotus. For
example, regarding late to work and early leaveés really hard to
track the details and | am still exploring whetltleere is any way of
doing so // {Vendor in-depth interview p. 5, In2 Bnd 18-19}
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4.4.4 Motivation practices

Figure 4-8: Motivational factors from the manageerview

Category Sub-category Unit of meanings
(derived from in vivo

or labeled codes)

Dealing with people

Low basic salary & high
commission

Dispatch to good-business
districts

Inherent job-related factor Pressurizing the promoters
Financial incentives rewards for Tightening the recruitment
Motivation good performance criteria
practices . Sophisticated remuneration
Stricter control wdhame
Induced non-financial rewards Non-cash rewards as symbols of
recognition
Sense of belonging ‘
Promotion ‘

Management attention, care &
praise

Training

Four motivation practices or the motivational tastfrom the managers’

perspectives were identified. They include [a] me#m job-related factor, [b]
financial incentives rewards for good performarjcgstricter control, and [d]

induced non-financial rewards.

@) Inherent job-related factor

The retail chain store manager mentioned thatpoomoter might

have stayed with the job because he liked dealitiy people:

/I'l have one sales assistant who has been wofkingne for four

years and he is still working for me as an assisthathink he is doing
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this more for his interest and may be in here leésfgood; may be his
full-time work is very boring. In here he can wdmk chatting with
people that is interesting // {Retail chain stanedepth interview p. 5,
In. 23-27}

The distributor also mentioned that the compaseyved training a
motivational tool. In his view, training allowedgmnoters to understand the
nature and importance of their objectives, and iplex¥ them with the

opportunity to learn and grow:

/[ With training they know what they are doing. Wit it, they just
stand there, ask customer directly to buy, and teeylike they are
silly and there is nothing to learn. With trainitigere is something to

learn // {Distributor in-depth interview p. 5, 212p
(b) Financial incentives rewards for good performance

The distributor argued that the most successfuh fof motivation

was when the promoter earned a large sum of coraniss

I/l An example is that we have run a program wedl tiey have
learned a lot of money from it // {Distributor iredth interview p. 6, In.
20}

The distributor compared the difference betweetivating
permanent sales people and motivating promotersamcluded that money

provided the strongest source of motivation fompoters:

/I For permanent sales, it is their bread and butiveryone must
attach importance to his / her core job, and isihgJoyalty. For
permanent sales, the fringe benefits are diffeteot It is also their
career. For a part-timer, if they earn a dollar thés only one dollar,
and they can choose not going back to the workéx¢ day, and it is
not seriously affected them // {Distributor in-demterview p. 5, In.
43-46}
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The distributor was using a remuneration schentle avlow basic
salary and a high commission rate, hoping thatwioisld encourage the

promoter to take more initiative in looking for tosers:

I/l we offer incentive // incentive to motivate théinow basic salary
and higher commission rate // My idea is that ifigwve them higher
basic salary there is no motivation as one can gtshd still all the
time to earn the money // {Distributor in-depthentiew p. 4, In. 21,
39 and 44-45}

He also said that he was considering motivatiegaitomoters by

relocating them to good-business districts, theggtijng them opportunities
to earn more commission:

/I if they perform well then they were given goddritts // So they
know there is the differentiation, and they perfah@y will be given
good districts and this is also a recognition /figDibutor in-depth
interview p. 6, In. 2-3 and 7-8}

To improve staff performance, the manager fronrétail chain store

said that he was considering setting up a moreistigdted pay scheme:

/I For the time being this is what we are doinge-ope through
setting up sophisticated recruitment criteria ahé pay scheme could
improve business results // {Retail chain storel@pth interview p. 8,
In. 54-55}

Stricter control

To improve staff performance, the retail chainestoas considering
pressurizing the promoters harder, tightening titerca for the recruitment

and selection of promoters, and setting up a mapeisticated pay scheme.

/I And, we pressure them a bit harder // For timeetibeing this is what

we are doing - we hope through setting up soplatgat recruitment
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(d)

criteria and the pay scheme could improve businesslts // {Retall

chain store in-depth interview p. 8, In. 48 and5%}-

Induced non-financial rewards

The vendor was considering using non-cash rewasdymbols of

recognition for good performers in order to raiseit spirit:

/I'l have not been using extra money to incent tteedo more because
to perform is the basic requirement. Perhaps irking at a key
contributor or something like this, we may use sameetary reward
like giving away a MP3 player, something like tHzt we are not
giving away one thousand or two thousand dollaen they would

be proud of it so that the teams also want to gét{\Vendor in-depth
interview p. 8, In. 12-15 and 19}

The vendor considered that a sense of belongirsgawamportant

motivational factor for promoters:

/'l think this sense of belonging is importantiiem - this is from the
feedback of my other colleagues and during shamversations with
the sale force the little information | collectédVendor in-depth
interview p. 5, In. 50-52}

The vendor recalled that once a promoter valuegtbmotion to

being a permanent staff of the company:

Il there is a successful case and a permanent pal@sle who is
coming from the temporary sales force // as a tearycstaff and later
get promoted to become a permanent staff and k thiis is career
development // the permanent staff who used to teeitemporary
sales force and he values the transfer // {\Vendatepth interview p. 7,
In. 31-32, 48-49 and 53-54}

The vendor said that she was paying more attetiamd

demonstrating more care for the promoters and guigtsem more often:
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/I'1 will show up to give them some encouragemadtthey did well |
will recognize them, verbally // {Vendor in-deptitarview p. 6, In.
38-39}

However, the distributor questioned the effectesanof the
non-material motivational means and claimed thaséhwere not necessarily

welcome by the promoters:

/I They are not doing a full-time job. If they aleing a full-time job,
they will have certain requests, for example, ttay take sick leave. If
they are doing a part-time job, and if they dohow up then there is
no money. Unless they really cannot come, theycaritie to earn the
money, and they will show up // {Distributor in-depnterview p. 6, In.
47-50}

4.4.5 Managers’ assumptions about promoter expecsat

Figure 4-9: Managers’ assumptions about promogx@ectations

Manager assumptions of promcﬁgrw R Money \
expectations I Sense of belonging |

The managers assumed that the promoters havdittialgxpectations from
the promoter job. Money and some sense of belorngangsatisfy the needs of
promoters.

[a] Money

The distributor appeared to assume that they wersly concerned
with money and did not believe that the promoteightrhave non-monetary

requirements in order to be motivated:

/I For temporary, there is hardly any request addb. They are not
doing a full time job. If they are doing a full &nob, they have certain
requests, for example, they can take sick leavbeif are doing a part
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time job, if they don't show up then there is noeyo Unless they
really cannot come, they will come to earn someewoand they will
show up // {Distributor in-depth interview p. 8, #8 and 47-50}

[b] Non-monetary needs such as sense of belonging

The vendor believed that the sense of belongirgimaortant to
promoters and that they would perform better whanagement gave them
more attention, and showed up in meetings and gayseto cheer them up,

and gave praise to the promoters:

/'l think this sense of belonging is importanthiem // | am thinking
maybe at my level | also need to join their meetithd will show up to
give them some encouragement and if they did well tecognize
them, verbally // {\Vendor in-depth interview plr§,50-51, and p. 6, p.
1-3}

4.4.6 Managers’ expectations of promoters

Figure 4-10: Managers’ expectations of promoters

IT skills

/\
( Manager expectations )* Initiative
\

|
|
Meet sales target |
Behave professionally \

The retail chain store expected promoters to pasgeskills and be

self-initiating:

/I ... IT skills ... and | also want them to be moléisdiative //. {Retail chain

store in-depth interview p. 3, In. 53}

The distributor expected the promoters to mees#es target and behave

professionally to project a good brand image tdguiothe interest of the company:
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/l we have expectations ... like quota // like owrokimage // show their
knowledge // if they offend a customer then thepemy will lose one
customer // {Distributor in-depth interview p. &, b5, and p. 7, In. 3and 7
and 11}

4.4.7 Comparison of manager assumption and proresfectation

Figure 4-11: Managers’ assumptions on and proniaepectation from the

manager interview

Category Sub-category Unit of meanings
(In Vivo codes or

labeled codes)

Money ‘

Sense of belonging ‘

anager assumptions of promoter

Manager vs. expectations 1T skills
promoter

expectations Promoter expectations Initiative ‘

Meet sales target

Behave professionally

There could be gap between the management’s atisanapd policies on

motivation and the effects or practices. The marsagesumed promoters needed
money and sense of belonging and expected aftdmignt they would have
possess IT skills, initiative, capability to meates target and behave professionally.
It is apparently that there are plenty of roomsiprove in this area for the

managers.
4.4.8 Summary of findings from the manager intawie

According to the managers, the promoter tradeavasatively new but
popular occupation within the IT retail sectoryess the case in relation to many
other retail products. The use of IT promotersénasved to become a strategic tool
for manufacturing vendors, distributors and resaibps during busy times and busy

seasons.
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Four types of promoter were identified, nameljesassistant, part-time
promoter, seasonal promoter, and full-time promadfieny part-time and seasonal
promoters were students. Usually they represeqtedfec brands and worked inside
the store, or at product road shows or exhibitidiney were paid by means of a
relatively low hourly rate and a high sales commisscheme. As promoters worked
remotely from their employer and/or manager, tivezee associated issues in
supervising and motivating them, such as lack ppsut and lack of relationship
building, which were suggested to be causes ofivels high turnover, .

Various motivational factors were mentioned byehgployers, some of
which were said to be practiced by employers, amaesof which were merely under
consideration. These factors included inherentr@ated factors, financial

incentives for good performance, stricter contaoild induced non-financial rewards.

The retail chain store and distributor indicateat they were managing the
promoters by monitoring the sales results, andttteyt were motivating them
primarily by using money. The vendor manager, peshzecause she was directly or
indirectly paying the promoters, had begun to adersusing non-financial rewards

as motivational tools.
4.4.9 Furthering the study after the manager imn@rv

This stage of the research project collected filata various types of
manager, but because of the small numbers it cdoendeemed to provide a
comprehensive picture of employers’ views in geh&tavertheless, this inquiry
fulfilled its purpose by casting light on curremhgloyer practices and by identifying
ideas about motivational practices that subsecquests$ of this research project may

investigate further.

The interviews reflected the perspectives of tngleyers about motivational
policies but not the ideas of the promoters theveselThe subsequent stages of the
research project focused on the perspectives girthraoters via a focus group study

and through individual in-depth interviews.

This stage of the research project has identifiege types of promoter. The

main focus of interest in the remainder of the aesle project will be on the
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long-term [contract] part-time promoters as a spddnd of peripheral work force.
This part of the research project, because it darttee beginning, adopted a
sampling method that inevitably addressed the tstn®f other types of promoter.
Among the promoters, it appeared that the partsSmesre in a medium-term
transitional position, and it was this apparentdgtween’ characteristic that

particularly interested the researcher.
4.5 Findings from the promoters’ focus group study

This section reports the promoter focus groupystutie second qualitative
inquiry in this research. It was planned to anssane of the questions that arose

from the employer interviews, and to explore diats for further inquiries.
4.5.1 Promoter functions

Figure 4-12: Functions of promoters from the proenddcus group study

Category Sub-category

Make sales

Increase market share

Functions of
promoter Promote product features
and functions, and

demonstrate how they work

2 N

N

Provide post-sales services

The promoters were asked, “Why do your employeesyou?” Four primary
functions of promoters were identified: [a] to maades; [b] to increase market
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share; [c] to promote product features and funsti@md demonstrate how they work;

and [d] to provide post-sales services.
[a] To make sales

One promoter mentioned the need to get saleshatdhe primary
function was selling:

/I In the mall there are many people and it is isgible to introduce to
every one of them. Regarding the product, themdionly my brand
but there are many others. We have to judge i€ttstomer will buy a
computer or not. If he or she is a real potentiar we have to stop
him/her at the shop entrance to buy // {Focus grstyaly p. 6, In.
7-10}

[b] To increase market share

Other promoters said that they have to ‘snatckt@mers to buy at

their booths and shops, and ‘snatch’ customers &ather brand as well:

/I For a product there is more than one brand so lave to get
customers from other brands // {Focus group study, jn. 41-42}

/I Snatching the customer is to get customers tiisvirom other
brands or from other shops for the same brandplill in the

customers to come to my shop // {Focus group gtu@yIn. 48-50}
[c] To promote product features and function, aachdnstrate how they work

There was also the idea that the promoter’s rae t@ promote the
features and functions of the product, and to destnate how the product

works:

/' We will talk to the customers more about thecfioms and usage so
they become knowledgeable about how to use mdine roduct //

{Focus group study p. 4, In. 3-4}
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/I If there is no promoter, customers would mdslyi not buy them
[the products], as they do not know if they areatelle, if they [or the

brands] really work and what is the accuracy // {fas group study p.
5, In. 1-2}

The most experienced promoter in the group alseeaijthat the two
major functions of promoters to be sales and prodremotion:

/I They [functions] are mainly two-folded. Oneaschase after the
numbers and there is a sales quota. The otherpss$s information.
Say if it is a new product, and for example likelA3 and some time
ago no one knew about this, then there is a neesbimeone to

introduce and explain its usage // {Focus grouggtp. 4, In. 11-14}

[d] To provide post-sales services

Finally, another experienced promoter added tiet aire there also to
provide customer service. This may include postssahd technical services

in equipment operation:

I/l We can answer questions even after the salotys group study p.
6, In. 44-45}

Thus, four roles of promoters were identified. igh&as no mention whether
the promoters learnt about these goals from timepleyers, but it appeared that the

nature of these goals were clearer for the morergxpced promoters.
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4.5.2 Promoter qualities

Figure 4-13: Qualities of promoter from the promditeus group study

Category Sub-category

Initiative, proactive and
out-going characteristics,
and self-confidence

Qualities of

promoter People handling skills ]

Computer knowledge ]

Promoters were asked, “What skills do you haveetired?” They identified
three sets of promoter qualities for the employersire them. They were [a]
initiative, proactive and out-going characteristi@sd self-confidence; [b] people

handling skills; and [c] computer knowledge.

[a] The first promoter quality mentioned was themoters’ initiative, proactive

and out-going characteristics, and self-confidence:

/I Taking initiative to talk to customers ... andhink the
characteristics must be out-going so that he orciebe a

promoter. // {Focus group study p. 5, In. 33-34}

/I Have to be proactive to sell to the customeun d@nnot just
do your own thing when the customer is approachiogking
over, one just cannot pretend there is no custahee. //
{Focus group study p. 6, In. 1-2}

/I Initiative is important, and one cannot be sthyFocus

group study p. 8, In. 2}
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[b] The second promoter quality was people handiiilis, including skills of
expression, persuasion, and presentation, andetkibifity to adjust to

different customers:
/I Eloquence. // {Focus group study p. 6, In. 32}

/' We look for good presentation. Products are dgathnot
talk itself] and are not easy to understand. If yaun
understand one concept then you can understandthies
hundred ones. We are concerned about presentatits. Ve
look at this skill first before anything else. Hocus group
study p. 8,In.49 - p. 9, In. 2}

/I The flexibility to adjust to all levels of custers is
important. // {Focus group study p. 8, In. 4-5}

[c] Finally, a promoter mentioned a third promajeility - some knowledge

about computers:

I It is very basic to have some computer knowlgelikge what
they are and what are their functions. For a dedg®ywledge,
say how to compare products, we can always go tmattlem
later. Presentation, to our company, is more imaott Maybe
we are more concerned about our company imag€&okys

group study p. 9, In. 8-11}

Although they were selling computer products, whapparently
require substantial technical knowledge, this avaa the last to be

mentioned.
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4.5.3 Job attractiveness

Figure 4-14: Job attractiveness from the promateus group study

Category Sub-category
Pay j
Job Job satisfaction due to
customer feedback

attractiveness

Opportunities to learn and
grow

Promoters were asked, “If you had a choice, wgold still like to do this
job?” Promoters indicated that they were attratbedio the job for three main
reasons: [a] the pay; [b] the job satisfaction ttueustomer feedback; and [c] the
opportunities to learn and grow.

[a]  Pay

At first, the promoters responded that there viarelly comparable

jobs available:

/I There really are not many choices // {Focus gratudy p. 9, In. 43}

/I It is difficult to have other choices // {Focgsup study p. 10, In. 2}

Then everybody mentioned that the pay of the jab relatively good

by comparison to the other jobs available:

/'l also feel bored, but this is easy money //difgroup study p. 11,
In. 32}

/I Office work is paying very low // {Focus groupdy p. 11, In. 49}
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/I The pay is so low for an office job // {Focusgp study p. 12, In. 3}

/I This job earns more money. | do not want to gpehe higher pay //
{Focus group study p. 12, In. 21}

/I 1 work only on Saturday and Sunday and can geuathree
thousand dollars or more. It is worth it // {Focgsoup study p. 12, In.
25}

//'I'look up to the money // {Focus group studg.In. 31}

/ Money is also an important consideration // {Eeagroup study p.
13, In. 45}

The promoters found that the job was attractive @aid them
decently. Although some mentioned that they hatbi@led with the job, they
also indicated that they would not give up thelr.jbherefore, pay appeared
to be the primary reason why promoters chose tovgité the trade.

[b] Job satisfaction due to customer feedback

In counterpoint to the mention of dullness of jilie, one experienced
and enthusiastic promoter said that he liked tbesmmuch that he worked
extra time so that he could greet the returningacusrs whom he treated like

his fans:

/I although there is only required seven hoursWofk], | put in at
least ten hours every day // {Focus group studyOpin. 6-7}

I/l There are familiar customers and fans come imie // {Focus

group study p. 10, In. 13-14}

This view was challenged by another experiencedpter, who

explained that she worked for the money only:

/' feel a little bored after more than 2 yearsriiag in this job ... but

the salary for office work is so low, a lot lowbaah | work as a
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promoter. Therefore, | keep on working this jofF@cus group study p.
11, In. 1-4}

Then another promoter supported her, and explahedhe job

required hard work and that the competitive enviment was pressurized:

/I As a matter of fact this job requires quite hardrk. | have to put in
long hours each day ... we need to OT [work overtimief. Many
times | reported duty at 1 pm and left at 10 pnd,Amithin this length
of time, | have to keep an eye on the printersyake sure that other
brands’ people cannot mess them up, cannot belitéen [sabotage
them]. So | feel it is quite hard // {Focus groupdy p. 12, In. 35-39}

Despite the various opinions, the notion of tHegatisfaction due to
feedback from customers could not be obliterated.

[c] Opportunity to learn and grow

There were mentions that the job provided oppdatiesito learn and

grow:

/I'l can learn something on this job. It is intemeg to talk to
customers. | have learnt one thing that does raathten school. It is
communication. | work at Golden [Golden Shoppingatle] and
there are people from all walks of life. | havddoe different people.
People can be grouped into different kinds ... amedetlare only a few
kinds // {Focus group study p. 13, In. 45-49}

/I This job gives us rich experience and extensmnavledge // {Focus
group study p. 14, In. 19}

/I It makes us bolder with people // {Focus grotydg p. 14, In. 25}
/I It makes me more mature // {Focus group studydpln. 28}

/I We can still use the skills in bargaining ... @lkere // {Focus group
study p. 11, In. 22-23}

188



While explaining the above reasons for continumgo the job, the
promoters also identified negative factors aboeatjthb such as difficulty, pressure,
boredom, and hard work, but these issues werernbefd because they were not on

the schedule.
4.5.4 Promoters’ experience of motivational inciden

Figure 4-15: Recalled motivational incidents frdme promoter focus group study

Category Sub-category Lowest level sub-category

Working in an exhibition ‘

Weak competition ‘

Marketing support ‘

Favorable conditions
Many customers ‘

Little selling effort ‘

Sales achievement -
Host cooperation

Achievable sales target ‘

Recognition
Recalled g Large sales volume ‘
motivation
incidents . . . Returning customers ‘
Pay rise & job promotion
Winning competitions ‘
o g Exceedii t

Challenging job . |

Recognition ‘

ey Pay rise and job promotion

Challenging job ‘
Equity ‘

During the focus group study, participants weked#id into two

arbitrarily-composed groups to discuss their exgrexes of motivation events. Each
group listed their quotations on paper. Then, agsgntative of each group presented

them. Both these notes and the transcript are aseédta for analysis.

Group A listed fifteen quotations and Group B ¢ggim. To begin the analysis
it was arbitrarily decided to examine and categotie set of quotations from Group
A first. Quotations with similar attributes weraustered together by appending latter

guotations right after the earlier ones, thus preisg as well as possible the original
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sequence of the list. Clusters were then groupdcategories and sub-categories,
and labeled. After all quotations in Group A wereuped, quotations in Group B

were examined and appended to the emerged categorie

Altogether, six categories of motivation incidemsre indentified, and the
groupings were shown in Figure 4-15. Five categonere built from quotations in
Group A. Most quotations from Group B fitted neatlto four of these categories,
while and a sixth category was built to accommodtiaerest. The six categories
were [a] favorable conditions; [b] sales achievem recognition; [d] pay rise and

job promotion; [e] challenging job; and [f] equity.

[a] Favorable conditions

Eight favorable conditions to making sales achieset were recalled
from when promoters felt they had accomplishmemfthe job. It consisted
of substantially more quotations than other categaand there were eight
guotations from Group A and eleven from Group Bthiis category,
promoters reported that they were happy when thditons were favorable.
The favorable conditions recorded were: [i] workingan exhibition; [ii] weak
competition; [iii] marketing support; [iv] many csners; [v] little selling
effort; [vi] host cooperation; [vii] achievable saltarget; and [viii] large sales

volume.:

[i] Working in an exhibition

/I At a road show when | had been in the tradeofdy 3 months. [At
that time,] the market was slow and the mall haeinba deadly place.
[When | worked in the exhibition,] our prices wéoev and | sold 18
units all by myself. // {Focus group study Groupdies item no. A01}

/l Worked in a computer exhibition and sold marydpicts // {Focus

group study Group A notes item no. BO6}

[ii] Weak competition
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iii]

[iv]

V]

[vi]

/I Other competitive brands were running out otktd/ {Focus group

study Group A notes item no. A05}

/I Competitors were running were running out oc&td/ competitors
were suffering from negative news // {Focus growply Group B
notes item no. BO4 & B0O5}

Marketing support

/I The brand advertised // Shop prices were elittheaper than others
/I {Focus group study Group A notes item no. AOR1&}

/I The brand advertised // The brand released newsycts // the
brand reduced prices // Many special offers // {E®group study
Group A notes item no. B11, BO1, BO3 & B16}

Many customers

/I  was lucky as when | started to work there canoge and more

customers // {Focus group study Group A notes itemA09}
Little selling effort

/I Customers were easy to sell to // Customersciuste, pointed at the
products and ordered straight away // {Focus grestydy Group A
notes item no. A1l & A12}

/I Customers just came to buy // {Focus group stachyup B notes
item no. B14}

Host cooperation

/I Shop sales helped [to get approval] and thereavmeany free gifts
[from the shop] to give away to customers // {Foguzup study

Group A notes item no. A13}

/I Shop people helped [when | was busy] // {Foaasig study Group

B notes item no. B15}
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[b]

[viil Achievable sales target

Reduced the sales target made achieving salea qgaster.

/I company reduced the sales target [made achiesabgs quota
easier] // {Focus group study Group B notes itemBi@8}

[vii] Large sales volume

/l One customer bought many units from the prombfgiocus group
study Group B notes item no. BO9}

/I Corporate customers // {Focus group study Gr&upotes item no.
B13}

Sales achievement

The second category was sales achievement angstsahsf five
guotations. It was interpreted that favorable ctods were likely to result in
sales achievement. There were recorded three sfggades achievement: [i]

returning customers; [ii] winning competitions; &g exceeding quota:
[1] Returning customers
Customer returning is a buying signal.

/I Customer returned [after shopping around // {Eegroup study
Group A notes item no. A02}

/I Customer returned to look for me // {Focus graipdy Group B

notes item no. BO7}

[ii]  Winning competitions

Winning sales over competition is sales achievement

/l fought against Canon [competitive brand] and viba customer //

{Focus group study Group A notes item no. A04}
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[c]

[d]

(€)

/I Snatch customers successfully // {Focus grougysGroup B notes
item no. BO2}

[iii] Exceeding quota

Fulfilling sales expectations is sales achievement.

/I Exceeding quota // {Focus group study Group feadtem no. A07}

Recognition

The third category was recognition. There were fjuotations in this
category. Direct and indirect praises from the ewppis, customers and the
shops were interpreted as results of sales achevieamd were seen as

recognition of promoters.

/I At last, the vendor representative praised rhBraised by customer.
I/l Praised by shop owner// {Focus group study Gréupotes item no.
A01, AO6 & Al15}

/I Praised by customer // Customer said the proeas useful //
{Focus group study Group A notes item no. B18 &}B10

Pay rise and job promotion

The fourth category was pay rise and job promofidrere were two
guotations in this category. The pay rise and jaimtion were also

interpreted as results of sales achievement:

I/l Rise in commission [rate] // {Focus group stu@isoup A notes item
no. A03}

/I Job promotion // {Focus group study Group B atem no. B17}

Challenging job

The fifth category was challenging job. A promdi@m Group A

reported making sales using a second languagengtuta. It was
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interpreted that this promoter was pleased andss¢iéfied about the mastery

of a second language:

// Sold to mainland customers, using Putonghu&adt{is group study

Group A notes item no. A10}
) Equity

The sixth category was equity. There was one giootérom Group B
in this category, mentioning that getting paid onet was important. The

expectation of fair treatment may be risen outaxf bxperience:

/I Company paid on-time // {Focus group study Gr8upotes item no.
B12}

The categories of these initial findings couldoo¢lined into a schema of
motivation in Figure 4-16. In summary, promoterd hecalled motivation incidents
when they received recognition and pay rise; theyas challenging; and they were
being treated equitably.

Figure 4-16: Schema of motivation from the focusugr study

- ¥ Recognition
Favorable Sales :
., . A p . . *
conditions achievement :
.| Payrise and
- P job
promotion
— e e — Y Y Satisfaction,
@=® | motives or
drives
Challenging job o
Equity o
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This schema suggests that three types of factoeuat for the motivation,
that is, satisfaction, motives or drives of promst&hey are the sales achievement

reflected from financial and non-financial rewardshallenging job, and equity.

4.5.5 Promoters’ perspective on a motivation schigmmederred motivation

scheme]

Figure 4-17: Preferred motivation scheme from tw$ group study

Category Sub-category

Remuneration j
Appraisal j
Communication j
Preferred Training
motivational
scheme
Appearance

Involvement in recruitment

Equity

Resources & support

N T

Figure 4-17 showed the grouping of the categaimekdescriptions of a
preferred motivation system from the focus growalgt Continuing the focus group
study after the discussion of their experiencaemativation events, promoters were
shuffled and arbitrarily divided into another twgps. They were asked to put

themselves into the shoes of the employers to g@peystem or ways to improve
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the performance of promoters. They listed theiugids in writing, and then they

presented them. The quotations were subsequeatlgdribed and analyzed.

The Group C produced a list of thirteen items @ndup D eleven. A similar
analytical procedure was adopted to that desciibéte previous section 4.5.4 -
Promoters’ experience of motivation incidents. Téraporal sequence of category
emergence was maintained. During the process, tiems were interpreted to have
two meanings; each was sorted into two differetegaries. Finally, eight categories
emerged: [a] remuneration; [b] appraisal; [c] comication; [d] training; [e]

appearance; [f] involvement in recruitment; [g] #guand [h] resources and support.

[a] The first category was remuneration. Promopeoposed a low basic wage,
high commission rate scheme, and different quatadifferent locations and
different basic wages. They also proposed allow&mcpromoters to attend
meetings and trainings, a staff purchase beneafgnam and exceeding-target
bonus. The composite picture was of a more compshe remuneration

scheme than currently existing in the experiencesgpondents.

/[ Have direction, low basic wage with high commaisgate // Set
sales target based on the shop location // Progvessommission
rates // Have travel allowance to attend meetigdaff discount //
Bonus // {Focus group study Group C notes itematd.,, C02, C0O5,
C08, C10 & C13}

/I Different hourly rate in different mall // Sedles target with
commission and exceed-target bonus // Fixed mettimggschedule
and paid by hourly rate // Training with more textwlescription and
paid by hourly rate // Meal allowance // Staff puase discount //
{Focus group study Group D notes item no. D01, D@3, D10,
D09}

[b] The second category was appraisal. Promotgyeesged that an evaluation
system was important, and that must also include $fedback and field
evaluation. They proposed praising promoters wheg performed well, and

removing non-performers. As remuneration was a meékeeping and

196



motivating promoters, a proper appraisal schemera@sred to support the

remuneration.

/I Must have performance evaluation // Must gediieek from the
shop // Have regular field visit performance evdioa // Praise //
{Focus group study Group C notes item no. C03. @B & C12}

/I Field evaluation to kick out non-performers raike when
performing well and censure when committing wrath§socus group
study Group D notes item no. D06 & D11}

[c] The third category was communication. Promopgmgposed more informal
and social gatherings. It might reflect their de$o enhance the relationship

with company officials, and peers who they might s®e each other at work.

/I Organize gatherings and meal gatherings // {Fogwup study
Group C notes item no. C0O6}

/I Gatherings to enhance communications // {Foaosig study Group

D notes item no. D05}

[d] The fourth category was training. Promotersgasied up-to-day training
contents that covering greater details. They alsotimned that the training
need to be well scheduled and they proposed tdhgay allowance to attend
these training courses. This reflected the cutramings were insufficient
and in need to be structured in contents and sdingdu

/I Provide sales training // First time updatedarhation // {Focus

group study Group C notes item no. C06 & C11}

/I Training with more textual description and pdog hourly rate //
Fixed meeting time schedule and paid by hourly #a§Eocus group
study Group D notes item no. C08 & D04}

[e] The fifth category was appearance. Promotensvel their concern on their

appearance and they asked for help from the comipelowild their images.
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/[Appearance // {Focus group study Group C noteshiho. C07}

I/l *‘Sharp’ costume to make promoters pretty gimsl &tylish guys, and
also look mature and dignified // {Focus group st@roup D notes
item no. DO7}

[f] The sixth category was equity. Promoter sugeg@shat the motivation need
to be of high transparency. It might had arisenafuhe promoter’s bad
experience and reflected the need for a transpaystém to allow for self

evaluation.

/I High transparency // {Focus group study Group@es item no.
C14}

[0] The seventh category was involvement in reanaiit. Promoter showed the
interest to be involved in recruiting other promsté here was not further
explanation but it might reflect the promoter’sideso build the peers and

team, and control the internal competitors.

/I Through friends to recruit new promoter // {F@cgroup study
Group C notes item no. C15}

(h)  The eighth category was resources and support. Reorasked for resources
and support from the company in order to make rsales and to make the

sales easier.

/I More free gifts for promoters // {Focus groupady Group D notes
item no. D03}

4.5.6 Comparing recalled motivational incidentpteferred motivation scheme

The recalled motivational incidents consistediwvfcategories. The preferred
motivational scheme consists of eight categorieshé comparison, the categories
were compared to the categories of the other chiue comparing categories were
examined to see if they are compatible. Their i@hahip was checked as the
researcher was thinking of the theoretical codégs €onceptual relationship in
theories while working on and thinking about theamags of these substantive
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codes. The results are merged codes with broadeomr descriptive definitions or

may be conditions.

Figure 4-18: Comparing recalled motivational incitteto preferred motivational

scheme

Remuneration

Recalled
motivational
incidents

Preferred
motivational
scheme

Appearance

g i 1\
R

Resources & support

Combining the promoters’ experiences and theieetgiions yielded a richer
description of the concepts of motivation on proanet There was no contradiction
between themes. Instead, the combined view exteogiekinowledge on the
motivation of promoters. Adding to the initial scha in Figure 4-16, communication

and involvement in recruitment are now the fourd &fth motivation factors.

4.5.7 Summary of findings from the focus group gtud

The focus group study has allowed the research@nderstand more from
the promoters’ perspective on promoter functiomsiter qualities and job
attractiveness. The focus group study has revdaiegdoromoter functions and three
attributes of a promoter’s quality. Moreover, thedy has unveiled some
motivational factors from the perspective of proerston the basis of their recalled
incidents and preferred treatment. Promoters aracééd to the job fundamentally
because of pay and the opportunities to learn amd. d he job returns satisfaction

from various feedbacks, including praises mostyfithe customers. The
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motivation factors now expanded to include saléseaement reflected from
financial and non-financial rewards, a challengwig equity, communication and

involvement in recruitment.

4.5.8 Furthering the study after the focus groupst

This section of the research project collectea ffam different promoters in
a focus group study. Also due to the small numtbenembers it cannot be deemed
to provide a comprehensive picture of promotersmg in general. Nevertheless, this
inquiry fulfilled its purpose by casting light omgmoter functions and qualities, job
attractiveness, and motivation factors. It canlaamed to collect further data in
order to expand the knowledge, and perhaps toffithere will be any further data

to support the current understanding.

The planned individual in-depth interviews witltoproters will fit this
direction. This stage of the research project Hastified three types of promoter.
The main focus of interest in the remainder ofrésearch project will be on the
long-term [contract] part-time promoters as a spdand of peripheral work force.
This part of the research project, because it darttee beginning, adopted a
sampling method that inevitably addressed the tsttn®f other types of promoter.
Among the promoters, it appeared that the partrfSmesre in a medium-term
transitional position, and it was this apparentdegtween’ characteristic that
particularly interested the researcher.

4.6  Comparison between the manager interview amgthmoter focus group

study

This section examines the relationships betwekthgafour management and
motivational factors identified from the managgrsispective and explained in
section 4.4, and [b] the six types of recalled wadton incidents and eight preferred
motivation categories voiced by the promoters afdagned in section 4.5.

There was no logical contradiction between conctpisd from the managers’ or
promoters’ perspectives. Figure 4-19 showed theriafl grouping of motivational
factors regardless of their sources. This groupimgched the definitions of

categories.
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Figure 4-19: Grouping of the managers’ and pronsgb@rspectives on motivational

factors
Promoter focus group
Manager interview Recalled motivational Preferred motivational
incidents scheme
Inherent job-related factors
Inherent job-related factors ‘ Challenging job H Training ‘
Remuneration
Financial incentives
‘ rewards for good ‘ ‘ Pay rise & job promotion Remuneration ‘
performance
Non-financial rewards
I -fi ial . .
LR ‘ ‘ Sales achievement ‘ Appraisal
rewards
‘ Recognition ‘ Communication
Involvement in recruitment
Stricter control
Stricter control
Equity
Equity Equity
Company support
Favorable conditions Resources & support
Appearance

The inherent job-related factors refers to alsabat come with the job

including the job requirement to deal with peopite challenge and mastery of
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Putonghua needed to perform the job, and the trgithiat was provided by the

companies.

The remuneration refers to the rewards designéacastive for doing the
job well, and includes the components of the rematien structure - basic salary,
commission and bonus, and the performance evatuatid appraisal system that
may lead to pay rises and job promotion.

The non-financial rewards are induced, in contt@#therent, factors in
perceived effective management and motivation. Thelyde [a] non-cash rewards
as symbols of recognition, sense of belonging, tmn, management attention,
care and praise, training; [b] sales achievemedtsatisfaction arising from
returning customers, winning competitions, and era®y the quota; [c] praise as
recognition; [d] gatherings for enhanced commuicatand [e] referring promoters’

friends as new hires.

The stricter control is not considered as a mtitwal factor as it does not
influence workers to act voluntarily. The manadwead clarified that it included,
perhaps effective ways, such as pressurizing thegter, tightening the recruitment

criteria and use sophisticated remuneration scheme.

The equity concept relates to a transparent moaivaystem and to the
opposite of promoters’ grievance about having tuest that their employers pay
them on time. While mentioned by the promoters eimployers did not raise the

issue of equity.

The company support refers to the need for compasgurces for the
standalone promoter in the battlefield. Again, éhgployers did not mention this as a

motivational factor.

4.7 Findings from promoters’ individual in-depthearviews

This section presents findings from promotersaividual in-depth

interviews.
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Thirteen promoters were interviewed under theaptd interview schedule.
These interviews were analyzed in five batches.sHugience of batches for analysis
was arranged as per their potency in discoveryaaondrding to the year of
experience of the promoter. The implications waed most of the meaningful codes
were unveiled earlier, thus subsequent analyses mere capable to offer support to
the earlier findings. The no-new-code situatiotatdr analyses also signifies data

saturation more obviously. The particulars of th&ches are shown below:

Figure 4-20: Sequence of analyzing promoter ina@gerviews

Year of
N Experience| Background Product
2 X university graduate 2 x Apple computer,
1*batch | 2 3-5 PDA & MP3 player
[1 just graduated]
2 X university 2 X computer
undergraduate
2 X post-secondary
2" patch| 4 3-4 student 1 x compulter,
projector, printer
& PDA
1 x computer & printer
4 x post-secondary 1 x computer
student
3%batch | 4 2 1 x PDA
2 X printer

203



1 x university 1 x computer

undergraduate

1 x post-secondary

th -
4" batch | 3 1 student 1 x printer

1 x full-time promoter

1 x Telecom service

4.7.1 Potential to grow

Promoters grew when they were directly exposdualiginess demands, and
when connected to networks which gave them acoediéférent people in different
trades. They were open to learning from experiefacehe purpose of a better future.
They learned various skills from their day-to-dagrky from other promoters, and
from training courses: such as communication skallstomer handling skills,
managing sales presentations, analytical skiltgnausly training skills, product
knowledge, speaking better English and Putongmahdaaling with different
people.

Il First is the people communications skill // {Ryta. 494}

/I Meeting people and talking to people and nowaveéhimproved a lot in
people relationships ... Say for working in the shgeting with customers ...
There are many customers and it could be up 5@tcustomers every hours.
It is impossible to entertain all and how to retéiem one after the other and
introduce the machines to them individually needse some old tricks //
{Linus In. 324-332}

//When | talk | have to know which part is more amant and which part can
be briefly brought out, and how to handle whenghsmot much time left //
{Linus In. 472-474

/I Some time ago another brand entered into theketaand | felt that there
were some issues with the machine. | used ugkalbwv from my entire life

and found out the machine’s weaknesses // {LinuUsdf-569}
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/l Maybe | can learn how to deliver training. S&ywork longer, | am not

staying in this trade, | have to train other peoglgRay In. 361-362}

/It is natural that we can handle it. IBM brieflguches on it but at HP they
dont mention it at all. When you are sent to thegsfor one month or two
and when you get acquaintance to the shop therraityou will know. It
does not need to be trained. // {Yen In. 290-293}

/I After working this job, | have seen a lot ofiljg and discovered they
[promoters] can face different people; they carktahd deal with all sorts
people. Now | am not afraid to talk to strangefgLEa In. 290-292}

4.7.2 Job meaningfulness through job crafting

In contrast to the Telecom promoters, the IT primrwliked their job, which

they perceived as interesting and enjoyable beaafube contact with people:

// Basically this job is dealing with people andnsre interesting // {Wafer In.
367}

/I The other fun part is that | can talk to peoglgSam In. 105}

Although there was no written description of tbb,jit was self-evident that
the IT promoter job required incumbents to sell prainote the products to
customers. Beyond this, promoters crafted theis,jtdking it upon themselves to
shoulder many other responsibilities: to behavéassionally, to handle post-sales
customer services, and to acquire extensive knaelatbout the products in order to

be better equipped to close sales:

/I In my mind of course it is about promoting bfieaa while it is like shop
keeping. First | have been working in the shopglaite a long time so | know
/[ {Yen In. 97-100}

Il We are representing the product. We are reprisgithe company. We are
not just ourselves but we are representing the @mypso we should not say
anything inappropriate // {Tony In. 168-169}
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/I Other than selling the machines and sometimies Hfe sales customers

may have problems in using them then they come/bfRian In. 98-99}

/I If this is within my knowledge then | can resolliem. | need to provide this
service, whether or not | am a promoter, and | dugloffer some help //
{Ryan In. 114-116}

This showed that promoters were shaping theitgadnhance its

meaningfulness and advantageousness.
4.7.3 Financial reward

Promoters mentioned that they worked harder it get better

remuneration:
I/l Sometimes there is a bonus then | work harddRyan In. 459}

/Il think it may be the bonus. If the employer ttank of some products they
want to push more and give us the bonus we withbe than happy to sell
for them // {Rice In. 428-430}

They reported that they could work extra timerides to get more order.

They also indicated that monetary incentives médsdidhem:

/I It doesnt matter. Maybe | work the little lorrgend can sell one more
machines // {Ryan In. 150-151}

/I Sometimes | have to work overtime for half aarliblt is possible to sell
one more machine with additional money for one maegal // {Linus In.
120-121 & 125-126}

Of note was that although both Apple promotergirez no monetary
incentives, one of them indicated that she wouldkharder if incentives to do so

were to be provided:

/I With incentive certainly | will work harder amdaybe pitch more // {Lea In.
496}
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4.7.4 Affirmative feedback [positive reinforcement]

Affirmative feedback provides energy for promot&rsvork. Promoters
reported that they felt good when they receiventraéitive feedback. Such feedback
could come from customers, shop managers and ventaould be conveyed
verbally and directly or symbolically and indirggtimplied through actions. Verbal
feedback was expressed in conversations and intlexigressions of praise and
encouragement. Symbolic feedback included sigrtartiaied compliments,
including a crowd forming around the both, and meing customers, especially those

bringing in another customer.
€)) Praise from vendors:

/l Encouragement ... Yes they do. When the salesenusndpood they
praise us // {Wafer In. 579-580}

Il l was spot-checked by Apple’s senior managemdigrwards, he
told my boss that the promoter, it's me but hersittknow my name,
had explained everything // {Gavin In. 292-295}

(b) Praise from shop manager:

/I  worked very hard and after work the shop masragade the
compliment to me and asked me to stay for lon@sl ieally

surprised.

/I The shop manager retained me // Thereafter #ys evere quite
happy and | kept working. It was the unhappy moraredtafter it
passed | felt the real happiness. | really felt twvas unhappy and |
treasured the happy things more. During the cowplgays | felt that |
had completely changed from an unappreciated prentmgaring
complaints to, only after one day, a promoter pediby a ‘Broadway’
shop manager who kept me in his shop. // {Linu§21-522, 524 &
528-533}

(c) A returning customer:
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/I The customer comes back means he has confidertbe promoter.
It is good. // {Gavin In. 183-184}

(d)  Acustomer brings another customer:

/l He came back to me and brought his friends toftlam me. The
happiest thing is that we were exchanging our dfpgse. | felt very
happy when he bought to use and came back and see&my me told
me it was very good. He also said it was so goathkb invited his
friend // {Lea In. 433-437}

(e)  Acrowd of enthusiastic customers:

/I If there are many people surrounding the bob#mtl am very active
/[ {Lea In. 476-477}

On the contrary, harsh words from the shop, andrbauthing and

finger-pointing by peers were annoyances that npadenoters feel bad about the job,
and obstructed the progress:

/I'1 achieved a good sales number and people veaieys about me. Even if |
did not make it, people could still made up stoabsut me too // But there
were people who were jealous about other’s suckgsople bad mouth at

the back. | had thought about quitting the job é\Be In. 711-712, 720 &
728-729}

4.7.5 Sales achievement

Promoters indicated that successful sales ledtisfaction especially when
winning over competition,

/I The happiest moment was that the customer wgsally looking at
another brand. | have explained to the customertsrande some comparisons.

After a while, the customer came back to buy fram/h{Carrie In. 364-367}
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Il when | successfully sell a customer from he lsnaething and listens to my
presentation then makes a immediate decision tdhmiynachine, | feel happy.
/[ {Gavin In. 116-119}

Conversely, unsuccessful sales experiences ceatttb depression:

On the contrary, there are times that we are deggds| have no idea
of when | work harder but | can definitely feel thepression. When
experienced one after the other that 4 or 5 custsroannot be led to

the topics and cannot sell, | feel very depresgdavin In. 556-559}

4.7.6 Self-efficacy

Many promoters were comfortable and confident abweiselling role.
Substantial confidence and self-appreciation madasgier for promoters to find

sufficient energy to try to make sales.

/I When the sales number is good | will work evadér trying to sell as
many as possible. // {Yen In. 225-226}

/I First, | have seen a lot of people and | amafoaid to meet with new
people. | have been selling on the street. You khiswn the Mongkok and on
the street | am not afraid at all to sell on theest .Ehh ... It is also possible
to work as a salesperson as we are now familiain wiem. // {Sam In.
345-349}

One source of self-efficacy derived from vicari@xperience. For example,

during gathering activities, promoters met othempoters and learned how they did
the job.

/[ This gives us an environment that | can medt sgime more experienced

full-timer ... another mode of communications // {ldrin. 201-203}

This category appeared in some way to be the ajepafsexternal
forces/pressure and is described next.
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4.7.7 External forces/pressure

Some promoters reported having to respond to press order to secure
their job and/or fight for their places and notrbplaced by others. Such pressure
came from vendors and shops, as well as perfornfaedback in the form of sales
numbers. It could also arise when promoters contpiduer own performance with
others, became concerned to avoid falling behind,exerted extra effort to reach

the commonly achieved sales volume:

/I When the work is there then | do it. | am nanhdat for more but | do not
do it, I will be eliminated // If | do not do wehen | can accept that they place
another promoter // {Linus In. 99-100 & 603-604}

4.7.8 Company support

Promoters mentioned that they had been motivatexhwhe company had
provided support. This included: provision of a sintastume to attract customers;
product information; technical support; sales praoroprograms; including
discounts or premiums to the customer for closalgss and sales and technical

training:

// But at closing and when they [shop sales peogde] me have talked so
much, they may take out a promotion coupon or dlggremium to help me
close the deal // {Gavin In. 258-260}

4.7.9 Instrumental relationships

Promoters indicated that, for practical reasdmsy needed to be connected to
and associated with the shop and shop sales pebplemployment agents, the
vendors and other promoters. Some vendors arrgargedbter gathering activities to
enable the promoters to improve the relatednedbeloase of a relatively more
loyal Apple promoter, he indicated that he felthtael a good relationship with the
vendor as he was able to contact the vendor direbik appears to be exceptional
since most vendors did not provide access to prermot his connection need was

based on the practical concerns to know more abheytroducts of the brand they
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represented, and more about the supporting pers@mtkto learn from other

promoters:

/I Sometimes at training we chat to each other.iBstnot possible to know

all. If there are activities then we can know eatfer. // {Sam In. 311-312}

/I This gives us an environment that | can medt 8oime more experienced
full-timer | partnered before. It is another modecommunications // {Linus
In. 201-203}

4.7.10 Sense of belonging

Some promoters also mentioned that they enjoydctipating in gathering
activities, communicating with each other, receivecbgnition from the vendor and
felt the sense of belonging:

I/l Just then we are talking about bonus and aatisitl think to organize more
activities is O.K. because like last time | feast@nger sense of belonging. //
{Rice In. 438-440}

/I This gives us an environment that | can medt soime more experienced
full-timer | partnered before. It is another modecommunications and we

also played happily. // {Linus In. 201-204}

/'l feel this was more like a celebration ceremdrhey arranged it like
recognition and they said that we have renderechtee much effort, the
results showed and they thank us. As it is implessibgive bonus to
part-timers so therefore the money allocated wansm a different way for

food and entertainment and there were prizes.ifids In. 211-215}

4.7.11 Conscientiousness

Many promoters were ego-driven; they would takeative and gave

themselves self-direction to push for more sales.

/I 1 want to perform better and do not want to faifront of other people //
{Bowie In. 796-797}
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Some worked to their conscience and integrity,\wace committed not to
use tactics or tricks to make sales, and were duittead by ethical and moral
principles, that is, heart, and would seek onlgét the most appropriate products to
the customers:

/I'1 will not step down on competition // {Gloria.|149}

/[l am, as a promoter, more focusing on promotimgown brand. Of course,
if a customer is pointing at a different brand drwannot force him // {Linus
In. 56-58}

/l put your heart at work // {Gavin In. 212}

/I'1 will not cover up and say that the machinaigood computer and push
for a sale // {Lea In. 253-255}

4.7.12 Clear objectives

Some promoters mentioned that unclear and canfiigoals [guidelines and

directions] impaired their work.

/I better if there are clearer guidelines and direns. When the shop’s, Max
Market's [employment agency] and HP’s [vendor] fdmsis are not clear then
we do not know what to do. At such position we naay ceased working or
do not know what to do and feeling confused. /§Ric 431-433}

Among the Telecom promoters, job objectives wenmeawly targeted at

sales:

/Il Yes. ltis fixed. Every day there is a minimafri2 orders. The team
leader asks us to at least hand in 8 orders buttmapany’s quota is 12
orders. // {Yoyo In. 112-114}

Among the PC promoters, most, by contrast, crafied own jobs in order
to make these more meaningful [see also 4.7.2)yaatd clear job objectives, which,

in turn, motivated them. For example, the Applenpoters mentioned that they
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worked hard even though there were no sales corangser monetary incentives

for them, as they had worked out a clear understgraf the purpose of their jobs.

I/l We are not sucking money from their pocketdf/tApproach us. If this
fulfills them then they are paying the money hapfihis is very important
and the most important in a promotion. If you bagnsthing this should be a
happy instance. If | were the customer, even ifyl & cosmetic product the
sales keep saying this is a very good one but bfiat on it the first time at
home | dont feel this is fitting me well then itlwe spared in the

corner. Cosmetics are only 100 and something idlsnaney but a computer
costs several thousand dollars. | know there araespeople with a lot of
money to spend and don' care but the majorityeafigbe are not. // {Lea In.
362-371}

The non-Apple PC promoters were all paid by corsiaigs and for them,

selling was a primary objective:

/I'l looked for the meanings of my existence aftarking all day long. Say if
worked for the whole day and could not sell onglsimachine, someone may
not care about the money, but to me it would benmeg#ess to my

existence. So | tell myself | must sell the mackimey day. This is my driving
force. // {Carrie In. 527-531}

Thus having clear objectives was not the samexaisifp clear written

descriptions of promoter functions.

4.8  Synthesis of findings from the managers’ inams, the promoters’ focus

group study and the promoters’ in-depth interview

Figure 4-21 summarizes all the motivational fagtdentified through the

various methods adopted in this study.
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Figure 4-21: Grouping of the managers’ and pronsoparspectives on motivation
factors from the manager in-depth interviews, prtanéocus group study, and

promoter in-depth interviews
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4.9  Conclusion to data to data comparison and €urily the analysis

This chapter has presented the initial findingsnfithree methods of data
collection: in-depth interviews with managers, eu® group study with promoters,
and in-depth interviews with promoters. Eventualy/findings were grouped under
ten categories. Chapter 5, the relationships betweitems within each of the ten
categories will be further explained, with refereraso to extant theories of

motivation.
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5. Further analysis and discussion

Although this was a small, exploratory study th&ghts gained are strong
enough to inform a broader study, using the ‘thediof respondents as a firm basis.
Figure 5-2 shows the results of analysis in a cptuze framework. This chapter

discusses the rendering of the conceptual framewaodkthe implications.

5.1 Introduction to further analysis

Figure 5-1 illustrates the method and process tadadp this final round of
analysis. Based on the findings in chapter fow litlerature review going into this

study is reexamined and further literature is rerei@ as directed by data.

Figure 5-1: The final round of analysis - literaueview going into the study and as
directed by data

Literature
review
going into
the study
+
Literature
review
directed by
data

\ g

This chapter presents and discusses the resuhe @ihal round of analysis.

This beginning section 5.1 introduces the purpo$edl sections in this chapter.
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Section 5.2 reexamines all the data categories &ointegrative prospective, with
literature review going into the data analysis asdlirected by data, attempting to
make sense of and to explain motivation as desthlygoromoters and their
managers. Section 5.3 discusses the key diffetemtsaof this research result
comparing to the job characteristics model. Sedidndiscusses the implications for
practical motivational schemes for promoters. $&ch.5 discusses the further

research opportunities. Section 5.6 discussesrtti@iions of the study.
5.2  Anintegrative analysis of IT promoter motieti

This section describes the researcher, at thas $ilmge of analysis,
consolidating all findings, and interpreting dasegories and their relationships
from the comprehension of literature into a congaljized framework around the
central theme of motivation. The result of analysishown in a conceptual
framework as depicted in Figure 5-2: The compositbthe IT promoter motivation
in Hong Kong. The model brings together the variegses mentioned by the
part-time promoters and therefore integrates relefzctors within their social space.
Although the model focuses on part-timers it maydantally also be relevant to
full-time workers. However, this possibility wastrexplored in the research.
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Figure 5-2: The composition of IT promoter motieatin Hong Kong

L
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Communication
channels with the vendor
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Promoters’ Organizational Motivation- Motivation-
resources situations process outcomes

The framework encompasses four main categoriesfifdt category is the

promoters’ resources, consisting of the internsbuecefulness and connectedness of
promoters. The promoters’ internal resourcefulreessprises their understanding of
performance objectives, self-efficacy and consaeisness balanced by conscience.
The promoters’ connectedness comprises the proghotstrumental connectedness,
sense of belonging and affirmative feedback.

The second category is the preemptive factorseetl@ organizational
situations, and it comprises the job charactesstemuneration system,
organizational support, communication channels wighvendor and low degree of

imposed job control.

The third category is the promoters’ internal @ssof enhancing the job and
its meaningfulness through job crafting by ascglimeaning and significance to

their jobs.
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The fourth category is the outcome of motivatiotervened by the sense of
sales achievement, manifested as the promotersgtffaction, extra effort, staying

intention and being comfortable with the job.

These four categories have been incorporatedhitgatative conceptual
framework of IT promoter motivation. The framewadmprises the promoters’
resources and preemptive factors of organizatisiahtions fueling the
meaning-ascription job-crafting motivation-procdsgding to a sense of sales
achievement, and to motivational outcomes. Shdwddd proposed categories and
their inter-relationships be supported by moreissdt is envisaged here that the

task of motivating promoters would be greatly erdeah

Although the data gave some support to the claimlborhead and Griffin
(1998) that the primary task of a manager is toivate employees to perform to the
best of their ability, this was not so clear cuthis study. Promoters, the temporary
sales people at the centre of the study, wereshateessible to management
attention as they would have been as full timeqgersl. Therefore, as the data
suggest, promoters had to draw on several resoathesthan continued
management attention. These resources includethatteesources, networking and,
sometimes creative ways of filling the gaps thaeafrom not being closely
supervised. It is proposed here that McShane and3imow’s (2004) comment that
motivation has become more challenging resonatiésthe data in this study but not
necessarily for the three sets of reasons givéimeiin paper. McShane and Von
Glinow (2004) argued that: [a] “numerous forms ofporate restructuring and
downsizing” have changed the jobs that people p&xffb] “direct supervision is
incompatible with the values of today’s educatedkfarce” and “businesses have
not discovered other ways to motivate employeasd; [@] “employee needs are
changing” and the “workforce diversity and globatibn have added to this

complexity because diverse employees typically thverse values”.

Rather, and this will be discussed later in thaptér, the promoters were
challenged to develop their own motivation process®l found support for this
when acquiring clear objectives, receiving affirimatfeedback, securing and
retaining interconnectedness with the organizatimal, feeling a sense of belonging.

Such resources give the promoters in the studynsesaf meaningfulness in the job.
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5.2.1 Promoters’ resources

Revealed and interpreted from data, promotersuegs comprise internal
resourcefulness and connectedness. These, alamgh@ipreemptive factors of

organizational situations, fuel, drive and enabkpromoters’ motivation-process.
5.2.1.1 Internal resourcefulness

Figure 5-3: Internal resourcefulness subcategories

Internal
resourcefulness

Understanding of
performance objectives

Self-efficacy

Conscientiousness
balanced by conscience

Motivated promoters are internally resourcefug[ségure 5-3]. The
traditional career avenues that permanent staff meesrenjoy are typically not
available to promoters. Driven from within, promstéave developed the
competence to find ways to cope with the situatibiey face by developing an

understanding of their performance objectives;stitacy, and conscientiousness
balanced by conscience.

[a] Understanding of performance objectives

Il better if there are clearer guidelines and dtrens. When the shop’s,
Max Market's [employment agency] and HP’s [vendpdsitions are
not clear then we do not know what to do. At suaditpn we may
have ceased working or do not know what to do aeting confused.
/I {Rice In. 431-433 quoted in section 4.7.12}

The quotation above contrasts with Management lifecdives [MBO]
- a system of defining objectives in an organizago that management and

employees agree to them. This prescriptive the@y mopularized by

220



Drucker (1954) and Odiorne (1965). Drucker (1954uad that managers
and other employees could only work effectivelthigir performance was
guided by clear and explicit objectives that hadrbagreed upon by
themselves and their superiors. The essence of MBQrticipative goal
setting, freeing employees to choose courses mfraahd make ad hoc
decisions to achieve the agreed-upon goals. Aaogrtdi the theory, if
promoters have been involved in goal setting aedrae to choose the
course of action to be followed by in order to metgoals, they are more

likely to achieve those goals.

The application of such guidance to the work @npotion was not
readily achieved since most promoters did not fzasmgle reporting line to
a particular superior. It appeared that a commatiehge faced by promoters
was the absence of a clear set of explicit andealgugpon objectives. Figure
5-4 depicts promoters’ understanding of performantgjectives. Promoters
reported also that there were occasions when messdgut sales objectives
from different sources, such as employment agshtsy management,
vendor sales representatives and promotion flyegse diverse and even
contradictory. They reported that when they reatis@ntradictory and or
conflicting messages about objectives from diffeserurces, before initiating
new action they would clarify their objectives thgh inquiry across their

network.

Figure 5-4: Understanding of performance objectelesnents

7 = | Remuneration structure |
Sources of - im el

| understanding +— Perceived customer needs
Copc | Feedback from shop
Different brand | products |
| Understanding | - or locations J
i of clear % Situational & =
ST | circumstantial Different incentive
3 objectives ‘| scheme for
= = different promottion
"ampaten

uﬂd“‘l"[ﬂ.ﬂdﬂl” of ij“([li es
|_ enables goal-setting

On the basis of the incentive reward structuresgieed customer

needs and feedback from the shop, promoters deainédnferred their own
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sales and non-sales objectives, including meetantjqolar sales targets,
engaging in product and brand promotion, and progigre- and post-sales

services.

House (1996) introduced the idea of path-goalmheoguing that a
leader’s behavior is contingent to the satisfactrontivation and
performance of her or his subordinates. The thelaiyns that it is the
leader’s job to assist followers in attaining gaatsl to provide the direction
and support needed to ensure that their goalsoaneatible with the
organization’s goals. According to the theory, ngera should guide
promoters to choose the best paths to reach tiveirgoals, as well as those
of the organization. From this point of view, maeeggwould help and
support employees towards achievement of objectites/ever, this state of
affair did not appear to exist, and the promotegseared to be left alone to

generate their own motivation.

Understanding of their objectives and the commitinie achieve
them were important sources of motivational formetfie promoters. The
internally resourceful promoters managed to devalofear understanding of

their performance objectives.
0] Sources of [clues for] understanding objectives

One clue for the promoters in ascertaining thbjectives
came from the remuneration structure. Most of ttoenters in the
study earned sales commission in addition to thesic wage. For
many of them, the high commission rate yieldedificantly higher
total income than just the basic wage, making ga¢ermance
unambiguously an important objective. Based orr tiaeget income
and contemplated other environmental factors, gucmoters
worked out achievable and challenging sales objestirom the
commission scheme. Apple promoters in the studlypagh they did
not have a commission scheme from which to deressargets,
referred to the sales results to gauge their padoce and the success
of the promotional campaigns in which they wereoimed.
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(ii)

The second source of understanding was inferaooe f
perceived customer needs. Apple promoters emplibs@e-sales
objectives were, as they did not have a commissibieme, important
elements from which to derive sales objectives.-Xpple promoters
ascribed additional meanings and significance éar jobs. They
crafted and aligned objectives of product and bianodnotion, as

well as pre- and post-sales face-to-face custosrgices.

The third source was derived from the feedbackfstop
management. Promoters are usually hired by verdiggstly or
indirectly to work in the retail environment. Where shop sales were
short of meeting shop targets, retail shop managgers feedback to
promoters, applying pressure and instructing thetake more
initiative as well as to push customers for instalés closure. In the
absence of close supervision from the legitimatpleyer, promoters
accepted the need to adapt to this feedback améke the associated

adjustments to daily sales targets.
Promoters’ objectives are situational and circumtsia

The promoters’ objectives vary from one situatiomnother.
In different situations, promoters set differenjegives. Vendors may
have different sales expectations for differeninpoion campaigns
and at different locations. Vendors may adjustpfmnotion tactics
and give a special commission scheme or give aciditisales
incentives for a particular promotion campaignyéihg exerting
situational influence on the promoter’s sales dijes.

Promoters work for various brands, in various shopin
temporary promotion kiosks in various locationst &xample, in a
big sales campaign, offering large discounts wathidr commission
rates, promoters raise the sales target. In thenabof close
supervision and job control, promoters become radkenturous and
the motivation stems from their engagement in ifg@ng and

exploiting sales opportunities.
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(iii)

Clear understanding of objectives enables goalkgett

Clear understanding of objectives provides congdsupport
for promoters in setting their own goals. Goaliggtts effective
when ensuring that promoters are clearly awarelatus expected
from them, in order that objectives are to be adtde The process of
setting goals allows promoters to decide on, tleenmit towards
their own objectives (Locke & Latham, 2002).

This is different from the typical situations assd by
mainstream motivation theorists. In such situationanagers would
play the role of situational leaders, helping anpp®orting promoters
to set their own objectives in various situationd aircumstances,
depending on the task, job or function that needsetaccomplished
(Hersey & Blanchard, 1977).

Unlike such situations, without leaders to guiden,
promoters set their own goals on the basis of iimfgrthe
expectations of vendors, customers and shop manages active
and cue-seeking role in goal setting supports it of Locke
(Locke, 1968, 1977, 1991, 1996, 1997). It explaivzg when
promoters are exerting effort to achieve the objest they must be
clearly aware of what is expected from them. Settireir own goals
commits promoters to achieving the goals, and #ig@ch themselves
psychologically to the associated brands, prodaetslocations. They
display positive attitudes and behaviors, exentzegftfort, and take
initiatives. Thus, promoters motivate themselveadcomplish their
goals through their own work efforts. They estdbperformance
targets and set goals to stretch the intensitypansistence of their
effort. With specific and self-clarified objectivggromoters engage in
activities to improve their work performance. Thal setting is a
self-regulatory mechanism but is nonetheless amitapt tool for

managers to invoke.
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Data indicated that some promoters were able tivate
themselves to invest extra time and effort throggéal setting,

thereby using this technique tacitly as an interasburce
[b] Self-efficacy

/I First, | have seen a lot of people and | am afoaid to meet with
new people. | have been selling on the streetkiow it is in the
Mong Kok and on the street | am not afraid at alsell on the street.
Ehh ... It is also possible to work as a salespeesowe are now
familiar with them. // {Sam In. 345-349 quoted &ttson 4.7.6}

// Sold to mainland customers, using Putonghu&adt{is group study
Group A notes item no. A10 quoted in section 4£5.4

Figure 5-5: Self-efficacy elements
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Some promoters appeared to be especially intgrredburceful and
exhibited strong beliefs in their capabilities fmcomplishing their objectives
[see Figure 5-5]. Such promoters believed that tree/the skills and
competencies that were required to perform welkyTiteported that they
were comfortable with and confident about selliDgring the interviews,
some promoters expressed pride about their rapsieryaof Putonghua.
They also were confident about their ability to @@ various prospective
situations. These espousals suggest the concsptfddfficacy of Bandura
(1969, 1977, 1995, 1997) which is a person’s béli@ne’s competence to
perform to a certain manner to attain certain gdalemoters were working
in open spaces, and they could build their confiédny observing others in

the context of social interactions, experienced, @rtside media influences.

It appeared that substantial confidence and ggifegiation enabled

some promoters to maintain sufficient energy, piigaky to canvass
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[c]

customers and make sales. Promoters built théieHalacy based on their
past experiences of achieving sales expectationgthas learning
Putonghua. In accordance with theories of seltaffy by Bandura (1977)
and Schunk (1990), promoters with high self-efficdevoted strong and
persistent effort. Promoters with high self-effigdelieved that they were
capable of achieving demanding self-set objectaresdrove themselves
from within to become more resourceful. It follolwsm Bandura (1988) that
promoters with high self-efficacy would be moreelkto regard difficult
tasks as something to be mastered rather thanaediéed, and, unlike those
with low self-efficacy, would approach difficultdls by making extra effort

and persisting longer.

Accounts suggested that receiving praise couldmcen self-efficacy.
Managers who praised more often were perceiveave breated the
environment [e.g. organizing gatherings] that eedlgraise to be delivered
and the effect of such praise to be amplified. Actte suggested also that it
was beneficial to all concerned if managers coldd set a clear sales target
and remuneration system, so that promoters cotitthedize and believe in

themselves within the selling.

Conscientiousness balanced by conscience

/[ put your heart at work // {Gavin In. 212 quotedsection 4.7.11}

Figure 5-6: Conscientiousness balanced by conseieletnents
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Internally resourceful promoters were consciergtjquut their heart
into their work, and strove for achievement [seguFé 5-6]. They were
charged with energy and determination, self-driteeput in extra effort to
make more sales. Their job required them to sedtt@angers and they looked

out for and seized opportunities to close saleb patssers-by. Conscientious
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promoters were motivated to sell and to sell mdnemthey saw the delight
on the faces of customers when customers bougttpt®that could solve a
problem or enhance their lives. According to Mas(@®43; 1954), there are
social needs of human involving feelings of love &elongingness. Berl,
Williamson and Powell (1984) attribute the amouinilong and respect from
boss, peers and customers to the sources of betpregs. Thus,
conscientious promoters: sell well; delight managestail shop and
customers; and feel the sense of belongingnestudititheir own social

needs.

In order to be successful, promoters must compieteselling cycle
within a specific time frame when there are potdrtustomers entering into
their booth or responsible area. Such requirememdsconstraints create
pressure that inclines promoters to be aggressigigashy, both to
themselves and to customers. This is where theevot integrity plays its
part.

Virtue ethics reflect philosophies of Aristotl®in Greek civilization
and Confucius from Chinese civilization. Both pkidphies seek the middle
way between the vice of deficiency and the vicexafess (Fisher & Lovell,
2009). In the research, promoters’ descriptiongsesigd that in the context
of selling, the virtue of conscientiousness isrttiddle way between the vice
of indolence and the vice of excessive diligenaagcience circumscribes
conscientiousness, ensuring that the promotersstafiieient action to
address performance objectives while also ensthi@gromoters do not
intrude upon the personal space or rights of comssinPromoters mentioned

not too close or too far away - go too close amdcibtnsumer goes away.

It may be the case that managers believe thaessfid sales people
are aggressive and pushy, but it appeared thatgiesswith integrity were
alert to and applied their conscience in refrairfiogn overselling. They
followed socially accepted norms and acted in ataace with conventional
morality, that is, they were polite and respectfiogy avoided telling lies and

they corrected customers’ misconceptions if thesmime apparent. The
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promoters’ efforts and initiatives were thus driv@ntheir conscientiousness

but balanced by their conscience.

This description of conscientious promoters cqroesls with the
analysis by Snell and Wong (2007, p. 889) thatrescientious worker is
careful at work, dependable, punctual, is willingdake on new ideas, and
adheres to company rules. The data also indichatesded for at least four of
the facets of conscientiousness: competence, thdss,
achievement-striving, and self-discipline (Costa,(vea, & Psychological
Assessment Resources Inc., 1992; Goldberg, 198dnRint, 1998; Russell,
Karol, & Institute for Personality and Ability Tesg., 2002; Weiner &
Greene, 2008). People with high competence betleatethey have the
intelligence and common sense, drive and self-obngcessary for
achieving success. Promoters showed that theyiwereed of competence,
self-efficacy or confidence. They indicated th&nse of moral duty and
obligation. They needed achievement and they itelictheir drive to be
recognized as successful, thus keeping them ok toacard their goals. They
expressed self-discipline and willpower to perarst follow through tasks

that they wanted very much to complete.

Interviews nonetheless did not reveal any criticaidents that
highlighted the need for the orderliness and deditien facets of
conscientiousness. Conscientious promoters terdee teliable and hard
working while less conscientious ones were laikbbess goal oriented, and

less driven by success.

This conscientious approach guides promoterg totb the larger
environment. They act like managers as describderégman (2004) in
stakeholder theory that balance the needs andrezgeints of various interest
groups (Hickenlooper et al., 2007). Promoters foltibjectives of customers,

shops and vendors, to excel beyond official requéets.

The stakeholder theory is a theory of organizaiiomanagement and
business ethics that addresses morals and valmesnaging an organization
(Freeman, 1994; Phillips, 2003). The stakeholder@gch identifies
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stakeholders of a corporation, describes and reemsmethods by which
management can give due regard to the interestosé groups. It attempts
to address who or what really matters. Therefoamagers may focus on
promoter effectiveness | terms of addressing tteel roé the stakeholders.

5.2.1.2 Connectedness

Figure 5-7: Connected subcategories

Connectedness

Instrumental
connectedness

‘ Sense of belonging

‘ Affirmative feedback

Motivated promoters exhibited a sense of conneetesl[see Figure 5-7].
Centered on the brand, the connectedness was antanpmotivational factor,
arising from the belief held by promoters that Weedor managers, and shop
co-workers, as well as the customers care abousapylort their work. Promoters
with solid social relationships seemed to thrivieisTiinding supports the social
relationship view of management (Trist & Bamfori®51). Social support is
grounded in self-determination theory (Deci & Ry&a885). According to the theory,
relatedness, competence and autonomy are three ineeds, if satisfied, drive
optimal function and growth. With regard to relateds from Ryan and Deci (2000),
one has innate psychological needs that are the feaself-motivation. He or she
sees the meaningful cultural norms and internalizes, and then feels attached or
related to the reference group. Similarly, a neknafrclose relationships is essential
to promoters. Practically, this network allows pgremoters to secure soliciting
resources [e.g. promotion materials]. Emotionatlgerves as a reference group. All
these suggest that the promoters’ connectednesdaditeir resources and fuels the

motivation-process.

The connectedness of promoters comprises instiateonnectedness, sense

of belonging and affirmative feedback. Instrumentainectedness reflects the
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informational relationships necessary to providenpoters with sufficient support
for their performance. Promoters derive a senseoéptance and belonging by
engaging themselves actively in organizationahéats. Finally, the sense of
connectedness can also be built up when promateesve affirmative feedback.

(@) Instrumental connectedness

/I Sometimes at training we chat to each other.iBstnot possible to
know all. If there are activities then we can knearch other. // {Sam
In. 311-312 quoted in section 4.7.9}

Promoters become motivated when they are connectexdgaged
with various stakeholders, including vendor mansgerd sales
representatives, shop managers and sales peopyenent agents, other
promoters and customers, in a manner that endides stakeholders to share
information or promotional material with them thispractically instrumental
to the success of the promoter job. Instrumentaheotedness thus helps
promoters to achieve their desired ends by progidesources and support to
fulfill customers’ needs. Instrumental connectedresnforces the intrinsic

motivation.

Within a networked society, connectedness can steuimental
(Castells, 1996). Just as students connect to aendcagents connect to an
agency, promoters are connected to their brandsoapelople with stakes in
these brands. Connectedness allows promoters tofgenhation as well as
to connect to resources to solicit support forafe selling. In some cases,
managers enabled promoters to build key relatignishicreating the
environment for promoters to develop closer angdeeelationships with

each other and with other organizational personnel.

A psychological contract represents the mutuakligliperceptions,
and informal obligations between an employer andraployee, and defines
practically the exact tasks to be done (Conway &&r 2005). It is
distinguishable from the formal written employmeanntract which only
identifies mutual duties and responsibilities.He tase of a well-managed
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psychological contract, the employers and employekslevelop mutual
trust, linked to matching objectives and commitrsesftthe organization to
their employees. Conversely, in a negative psydicéd contract,
disenchanted employees feel de-motivated and fesehtuthority in the
organization. In the absence of a detailed employmentract and in the
lacking of close supervision, promoters formedmgl& sided psychological
contract from their expectation. Such relationshwese fragile and
vulnerable. Organizations that sought carefullypnmage the psychological
contract and promoter expectations might run mtiextvely the promoter

operations.

Sense of belonging

/'l think this sense of belonging is importantiiem - this is from the
feedback of my other colleagues and during sharversations with
the sale force the little information | collectédVendor in-depth

interview p. 5, In. 50-52 quoted in section 4.7.10}

Promoters work in some isolation at retail plac2ther people
surrounding the promoters in their place of work @mpetitors’ promoters
or shop sales people. Nonetheless, promoters@lbpportunities to enjoy
informal gatherings or training events organizedh®yvendor, which
appeared to foster a sense of belonging. The ligtni manager and the
vendor manager mentioned how they attempted tolaleyeomoters’ sense
of belonging in order to get promoters more engageheir work. They
hoped that through a sense of belonging promotetddasustain a positive
attitude to the work, despite their relative ismlat

A sense of belonging has been cited in Maslowgg 8] 1954) work
as the third most important on his hierarchy of haameeds, after
physiological and safety needs. According to tle®tl, the sense may
include feeling secure, recognized, suitable, diid t participate. When a
promoter has a sense of belonging he or she igedfto having the feeling

of being connected, accepted and being viewedrafthe brand’s group.
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Promoters were working remotely from the vendoffece and were
often alone, without any co-worker from the samanbr A sense of
belonging could positively influence promoters’lfeg of identity and how
much they wanted to represent the brand, and appéaerefore to be an
important source of motivational force. That therpoters all felt some sense
of belonging, based on interrelations with otheh®walso had connections to
the vendor, appeared to motivate them to persendheir work. The data
therefore supported Maslow’s (1943, 1954) clainmt #memotionally based
social relationship with people at work builds aseof belonging and

acceptance that reduces loneliness and provide/atiotn.

Affirmative feedback

/I There are familiar customers and fans come ime // {Focus
group study p. 10, In. 13-14}

A source of motivation for promoters was to reeaffirmative
feedback, such as encouragement and praise inisgdprderviews, or from
customers, vendor managers, retail shop managerisy sales people, or
employment agents. Affirmative feedback could biévdesd verbally or
non-verbally, or through gestures or symbols, aiodigded direct and
positive reinforcement for the desirable attitudad behaviors of promoters,
thereby enhancing their resourcefulness. This wieiches ideas about the
importance of Herzberg's (1959) satisfier-motivaMaslow’s (1943, 1954)

need of self-actualization and McClelland’s (1968&gd for achievement.

Herzberg (Herzberg, 1968, 1987; Herzberg et 869}, Maslow
(1943, 1954) and McClelland (1987) all agree thate is a higher level of
satisfaction, where self-achievement or self-actatibn acts as a motivator.
For promoters, such an internal sense of beingeddhy themselves as well
as others appeared to be their primary driversosk Wl hese driving forces
were sustained and validated externally by praiskracognition. These
external validations constituted affirmative feeckaas they helped to fulfill
the internal sense of value, demonstrated intesestyeinforced desirable
behaviors (Skinner, 1953).
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5.2.2 Preemptive factors

Figure 5-8: Preemptive factors subcategories

Preemptive factors

‘ Job characteristics ‘

‘ Remuneration system ‘

‘ Organizational support ‘

Communication
channels with the vendor

Low degree of imposed
job control

There are factors relating to organizational managnt which are considered
to be situational givens [see Figure 5-8]. Theyexternal to the promoter but may
affect the promoters’ consequential effort and leathe ascription of meaning and
crafting of the job. They include the job natuemuneration system, company

support, communication channels and job control.
5.2.2.1 Job characteristics

The categories of job characteristics referreit the model correspond to
some that derive from job design theory. Job deisigolves the systematic
assignment of tasks by management to a job. Jogrdasd job redesign can be
traced back to the time-motion management in thiegef scientific management
by Taylor (1911), to job enrichment by Herzberg§Zpand Hackman and Oldham
(1975, 1976, 1980). Although promoters’ jobs mayhmave been designed by
management in a systematic manner, job charadatsraste nonetheless highly
relevant to this study, because they comprise thmaia job elements that may affect
promoters’ job satisfaction and motivation. Thematers’ jobs were found to be
challenging, offering potential for growth, and u&tng promoters to deal with
people. These inherent job-related factors [searEig-9] were extrinsic forces that
actuated, directed and maintained the resourcefslloepromoter behaviors, as

reported by managers and promoters.
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Figure 5-9: Job characteristics elements

1 Potential to growth |
Challenging job

Deal with people

The job of promoters required high skills variety,promoters were dealing
both with people and with short life cycle techrgéal products. The selling nature
of the job identified various tasks to be done. Tdsk of getting sales was clearly
significant to the business. The lack of direct alu$e supervision constituted
autonomy for promoters. Quantitatively, the saé=silts and qualitatively the
responses from shop people, competitor promotatsastomers were sources of
immediate and genuine feedback. An implicatiorheftheorizing of Hackman,
Oldham, Janson and Purdy (1975) would be thathgivese job factors, together
with the potential to grow, promoters are likelyfited the work meaningful, assume
responsibility for the results of the work, anddaeded by knowledge of the actual
results, resulting in job satisfaction and motigatiThis appeared to be confirmed by
the promoters’ accounts of their experiences. Thexg nonetheless be scope for
manager s to use techniques such as job enlargamenbb enrichment to further

enhance promoters’ satisfaction and motivation.

(&8 Challenging job

// Sold to mainland customers, using Putonghu&adt{is group study

Group A notes item no. A10 quoted in section 4£5.4

/I When 1 talk | have to know which part is mor@artant and which
part can be briefly brought out, and how to handleen there is not
much time left // {Linus In. 472-474}

Il First, I have seen a lot of people and | am afoaid to meet with
new people. | have been selling on the streetkMow it is in the
Mongkok and on the street | am not afraid at aléétl on the
street .Ehh ... It is also possible to work as agadeson as we are
now familiar with them. // {Sam In. 345-349}
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Speaking Putonghua, selling under time pressuttesalting to
strangers on the street are challenging to promaied they only learned
them on the job. More satisfaction and motivati@revgenerated when
promoters were taking up challenging tasks. A emafing job has been
found to be one of the important job characterigtators. According to
expectancy theory (Vroom, 1967), the presenceloflaly challenging job
increases the value of the outcomes, and thusoreed the valence of doing
the job. Moreover, fulfilling a challenging job genates more satisfaction and
achievement (McClelland, 1987). Therefore, whempters are taking up
challenges, this affirms the value of their exisgsrand meeting challenges
confirms their own expectancies (Vroom, 1967) aidforces the valence of
doing the job, and the promoters’ need for achiex@n@icClelland, 1987).

The pursuit of satisfaction drove the promotersdntinue exerting
effort in their work. For promoters, envisaging daking up challenges was
a satisfaction-seeking process. For example, prammoeported that they felt
proud and satisfied when they mastered using Phtang conjunction with

their selling skills.

Vroom'’s (1967) expectancy theory suggests thaardmgtions should
relate rewards directly to performance and endwatethe rewards are those
deserved and wanted. Managers can carefully chbesewards to reinforce
the valence to the organizational outcome. Proradéde up a challenging
job, look up to the rewards, and match expectationgork persistently

towards the goal.

Murray (Murray & Harvard University. Harvard Psydbgical Clinic.,
1938) and McClelland (1965a) refer to the needhfidrievement as an
individual’s desire for accomplishment, masterifigkills, gaining control,
or attaining high standards. Some promoters expdestsong desire for
success. They felt proud when mastering the largskjs and the selling
skills and when meeting high sales quotas. Sucheszjpns spelt out clearly
their need for achievement. The strength of ddeirguccess varied from
promoter to promoter and perhaps was lower whejothaas either

relatively less challenging or too challenging. Apipg McClelland’s (1965a)
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need for achievement theory, if promoters are mghACH they are
characterized by a tendency to seek challenges aingh degree of
independence. Applying Vroom’s (1967) expectan@ptly, the reward must
be carefully designed and chosen such that thepattealue of outcome can
be realized in practice. To run an effective praand¢am, managers could
recruit high nACH promoters then give them satisfyiewards in

recognition of their achievement.

Potential for growth
/I ... I have improved a lot in people relationshipgd/ {Linus In. 324

qguoted in section 4.7.1}

According to Maslow (1943; 1954) people have basieds to develop and
realize all of their potential talents and capaiesi. Similarly, for Herzberg et
al. (1959), motivation stems upon from personailgnoand base on an
innate need to grow. That is, these theorists assbat people, who work on
interesting, challenging and significant tasks ftad satisfaction, and that
the desire to fulfill the potential drives peopbeseek growth and provides the
incentive to achieve. However, not everyone mayehagh growth need
strength. In the job characteristics model (Hacketaal., 1975) growth-need
strength is measured as the moderating effecetavtitk outcome. The
growth-need strength has been proved to be an targaituational
characteristic to determine satisfaction (Lohealgt1985), thence effecting

motivation.

Promoters with high growth need strength pursamiag
opportunities through the work itself. This is daetor that attracts such
promoters to the job and keeps them in it. Pronsotdro remain happily in
the job are growing psychologically while they &arning. Although the
promoter’s job is considered as a transitional gageent, it enables the
promoters to experience growth and motivation wlaning many skills
and items of knowledge that they perceive as daatibns to enter other
professions. That the job offers the potentialtfi@ promoter to grow
provides motivation (Herzberg, 1987; Herzberg gt1ld@l59) for those with
high growth-need strength, as in the JCM (Hackmablé@ham, 1975, 1976).
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[c] Dealing with people

/I'l have one sales assistant who has been wofkingne for four
years and he is still working for me as an assisthathink he is doing
this more for his interest and may be in here leésfgood; may be his
full-time work is very boring. In here he can wdmk chatting with
people that is interesting // {Retail chain stanedepth interview p. 5,
In. 23-27 quoted in section 4.4.4 a}

The job offers opportunities for promoters to geknow customers
and to help them. Promoters and managers in thlg séported that as
promoters they felt comfortable with people, likeehling with them, and
thus derived satisfaction in the job from sociatmction with people. The
requirement to deal with people, and the assocraded to exercise people
skills satisfied and motivated the promoters.

5.2.2.2 Remuneration system

Figure 5-10: Remuneration system elements

| Equity

| Summative appraisal
& formative appraisal

/[ Have direction, low basic wage with high commaisgate // Set
sales target based on the shop location // Progvessommission
rates // Have travel allowance to attend meetigdaff discount //
Bonus // {Focus group study Group C notes itemati.,, C02, C05,
C08, C10 & C13 quoted in section 4.5.5 a}

The remuneration system was another factor thagaed to
influence promoters’ performance, satisfaction aradivation [see Figure
5-10]. It is generally desirable for there to beeffiective compensation
strategy and structure, in order to attract, engage retain critical

employees, and this is also the case with promotées remuneration
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elements that were especially appreciated by prersetere being assigned

to better locations, a form of upgrading, and négogi enhanced pay.

“Banjoko (1996) states that many managers use yntoneward or
punish workers. This is done through the processwérding employees for
higher productivity by instilling fear of loss asl [e.g., premature retirement
due to poor performance]. The desire to be promatedearn enhanced pay
may also motivate employees” (Grey & Wiersma, 19§b,3-4). However,
Deci (1971, 1975) found that when money was usexhasxternal reward,
intrinsic motivation tended to decrease and whebaleeinforcement and
positive feedback were used as rewards, intringitvation tended to
increase. Remuneration systems may work better dpgpraisal system is in
place as a source of evaluation and control. Anpragtitioners, there is still
the assertion that money remains the most significetivational strategy.
Theoretically, this view can be dated back to ttiergific management
movement when Frederick Taylor (1911) advocatediieeof financial
incentives to motivate industrial workers. Money hao facets of
motivational influence. Money itself is a key maaéfactor but it also
symbolizes intangible and higher level objectiveshsas security, power,
social status, a feeling of success, and a serseht#vement (Spector, 2003).
The dualistic characteristic of money as satigfiredissatisfier was argued by

Herzberg, Mausner and Snyderman (1959).

For promoters, money, as extrinsic reward (Uniatigh May 2001,
2001), motivates. Promoters sought financial rewamcbrder to fulfill their
material needs. According to the self-actualizatimorists, such as Maslow,
when these material needs are realized money becsyn#olic and fulfills
promoters’ higher level of psychological needs sagecognition, learning

and growth, self worth and self esteem, socialstand self actualization.

With the exception of the Apple promoters, prometgere subject to
compensation schemes, with low basic hourly ratelsrelatively
high-weighted commission rates. Promoters also iomeed that there were
additional incentives and bonuses. Both managaetpeomoters preferred a

remuneration structure consisting of a low-weighiadic wage and a
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(b)

relatively high-weighted commission rate schemeweleer, there was an
associated risk of losing good promoters when lassiid not yield good
levels of commission. Promoters wished that therdccbe higher
commission rates in less favorable locations tomemsate for there being
fewer sales opportunities. Managers thought diffédyeand considered
seconding high performing promoters to premiertioce or flagship shops

but did not adjust the commission scheme.

Summative appraisal and formative appraisal

/I Must have performance evaluation // Must gediieek from the
shop // Have regular field visit performance evdioa // Praise //

{Focus group study Group C notes item no. C03. QD9 & C12

guoted in section 4.5.5 b}

An appraisal system can contribute to the sucokessmuneration
strategies. An appraisal allows promoters to sgberformance feedback and
a formative appraisal facilitates learning throeglaching and guidance.
Summative appraisal judges performance and if &blersupports a sense of
self-worth.In formative appraisal, managers provide instrugtmaching
and guidance. Thus, both appraisal and formatipeasgal may instill
motivation. Promoters called for there to be aqenbince appraisal system.
This is understandable as most promoters are postdary students with
little prior work experience, and while there iléi relatively formal training
for the job, their work requires continuous leagiiRrom this perspective,
promoters may become more resourceful if they lagpzaisals that yield
feedback that can guide and direct their work beirtaand attitudes toward

Success.

Equity

According to Adams (1963), the rewards used tovatd employees
must be perceived as being equitable and fair. Véngployees perceive
there to be under-reward treatments, they may atljamselves towards a

more negative attitude and sluggish behavior (Addr863). Remuneration
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systems are more likely to be effective if theyoge@red as equitable.
Promoters are equity-sensitive and asked for tiemesyh remuneration
schemes and for equitable treatment. It appeastdathbiguous or
inequitable treatment such as untimely pay or iffie processing of sales
results of different promoters would be potentielrdotivators with adverse

impacts on work attitudes and behavior.
5.2.2.3 Company support

Promoters appreciate company support in the fdrtaabnical and
marketing information, gift premiums and uniformsterms of technical solutions
and marketing information, a product developmeatiroap can help them answer
technical queries and advise customers on the iathogit technology. Gift premiums
assisted promoters in resolving customer hesitaipmemoving barriers to
purchasing and closing sales. Moreover, the auétlabf the technical information
brought peace of mind to promoters and made thehcénfortable in responding

to customer inquiries.

Some promoters asked, in the interviews or focasg for a smart costume
or uniform. Thus they called on managers for helpackaging and presenting

themselves to be more attractive to potential custs.
5.2.2.4 Communication channels with the vendor

In the focus group, promoters called for commutmeachannels with the
vendor as part of their ideal motivational scheagea means for clarifying goals and
for obtaining brand promotional material and otfesources. Possible channels of
communication include social gatherings, field agals, and meeting and training
sessions. According to comments by the promotestipe perceptions of company
communications raised motivation levels among prensoand fostered promoter
advocacy, ultimately resulting in a strengtheneahpter brand. Promoter brand
refers to the positive emotional connection betwg@moters and their company

through the brand, and the extension of the brapdréence to customers.

(@  Gatherings
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Gatherings were welcomed by promoters. They daffere
communication opportunities. They drew promoterghtovendor, enhancing
the sense of belonging. Those promoters, who hesktbpportunities felt a
sense of acceptance by the larger group, theinfgebf importance
increased (Maslow, 1964) and they accordinglydedense of belonging..
While having fun, promoters could make connectitmnand build
relationships with other promoters, vendor managegyvendor sales

representatives and technical engineers.

(b) Formal training events

The distributor managers and promoters mentiorseding as an
element of the promoter motivation scheme. The dppdy to continue to
grow and develop through training and developmeag an important factor
in salesperson motivation. Formal training enaplesnoters to acquire

knowledge from vendors.

Although the formal training component may notsbeuseful for
experienced promoters, training events were anaoyperof vendor-created
environment that allowed promoters, whether expegd or not, to connect
to various people from the management and to prersdtom other
locations. When performing their work, promoters dispatched throughout
the territory singly and promoters of the same Brseldom work together.
Training events provided a channel for informal commication. They
enabled promoters to meet and build relationshigis ether promoters,
vendor sales representatives and technical engia@erto discuss issues and
techniques with them. Thus the informal discussisitls other people at

such events are motivational and are sources tfdumsights.
5.2.2.5 Low degree of imposed job control

Imposed job control entails management effort yslems to design,
redesign and adjust, that is, add, change, antedaleks and monitor how they are
being carried out. The distributor manager mentiothe need for stricter imposed

job control as a means to manage promoters bydrtdmoters expressed a different
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view. Low or absent imposed job control was an irtggdt preemptive situational
factor, allowing promoters to craft and shape tjghs. Promoters were seconded
and dispatched all over the territory but did na¢dndirect supervisors. This absence
of job control allowed flexibility for promoters drwas an important determinant of
their expectations about being able to seize oppdares and cultivate favorable

situations. Job crafting is only possible undenva tiegree of imposed job control.
5.2.3 Motivation-process: Enhancing the job andné&aningfulness

Particular organizational situations facing proemst who are internally
resourceful individuals with a strong sense of @mtedness, fuel the engine of

motivation, resulting in the ascription of meantoghe job and enhancement of it.

Promoters solicited and synthesized informatiomfvarious sources to
develop a clear understanding of their performanijectives and put their heart into
their work in order to fulfill them. This effort abled promoters to improve their
essential skills, increase their opportunities,agrde their job and increase their

self-confidence and motivation.

Promoters drew on affirmative feedback to crafamegful aspects of their
work. The stronger the sense of belongingness andectedness that promoters
experienced, the more they felt a sense of respiihsand accountability at work,

which in turn constituted meaningfulness of work.

Preemptive organizational situations influenced lppomoters acted to
enhance their job and its meaningfulness. The labacteristics were challenging and
fostered growth. The low-basic-high-commission secbe that applied to most
promoters drove them to take initiatives to getersales. The availability of company
support, the existence of communications chanmalslae absence of job control

facilitated the job enhancement process.

Lacking formal job specifications, job descriptimnd close supervision by
vendor managers, in practice, promoters possessedamy in shaping their job,
which in combination with the factors mentioned \aidostered their motivation
process. Managers may focus on promoters’ salésrpgnce, but promoters

perceived a much wider scope of the job, whichudetl non-sales objectives such as
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pre- and post-sales support services. Promoteedadedduced and changed tasks as
they crafted their jobs. While crafting their jglyomoters assessed how they were
performing in it. As a result, they ascribed anstified meanings to their tasks [see
Figure 5-11], thereby enhancing its meaningfulness.

Figure 5-11: Subcategories of enhancing the jobs&neaningfulness

Enhancing job
& its
meaningfulness
Ascribing
meanings

Crafting
job

5.2.3.1 Crafting the job

Promoters, it is argued, need to create new \alugnemselves in the job.
Job crafting is a process, through which promadstsibed meanings to the job by
identifying and reconstructing their own identitidsb crafting reflects redesigning
of jobs to foster engagement, resilience, and itigiat work (Wrzesniewski, Berg,
& Dutton, 2010), and ultimately job satisfactiorhi¥ study reveals that promoters’
discretion at work, in the absence of close sup@mj enables job crafting

behaviors.
5.2.3.2 Ascribing meaning

Promoters find personal significance by ascribvmganing to their jobs. This
coping and shaping behavior is steered by promoteesls and desires for job
satisfaction (Columbia Encyclopedia, 2005; Judderésen, Bono, & Patton, 2001;
Sarri & Latham, 1982) and from handling relativetpre difficult jobs (Sarri &
Judge, 2004). These factors, in turn, affect tlenmters’ ability to initiate and guide
consistent goal directed behavior, self-regulatiod self-management (Latham,
2004; Latham & Locke, 2007; Raabe, Frese, & Be&b7). This coping behavior
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of promoters could be further understood by lookihthe person-organization fit

and needs-supplies fit perceptions of promoterblgCa Derue, 2002).

Promoters attempted to sustain their self-porttageages and identities by
engaging in meaningful work. To this end, some egged their willingness to get
involved in recommending, selecting and recruitiegv promoters, and probably

training them.

5.2.4 Motivation-outcomes

The motivation-manifestations reflect attituded &ehaviors of promoters
that are manifested as motivation-outcomes, inolyithe exertion of extra effort, the
feelings of comfort in doing and performing the imater job, intention to stay, job

satisfaction, and sales achievement.

5.2.4.1 Sense of sales achievement

Promoters attained sales achievement when thesedrd the sales quota,
won out against competition, or received returngstamers. A sense of sales

achievement provided immediate motivation and feekllio promoters.

Motivation is a result of an interaction betweepramoter and a particular
situation. Promoters regard the promoters’ resauasepersonal drives and
organizational situations as external factors stiatulate a need for achievement,
with rivalry as a competitive driver for them to et@xcellent performance standards.
These reported narrations coincide with the conftept Murray (1938), McClelland,
Atkinson, Clark, and Lowell (1953, 1976), and Mcd@led (1961) of achievement
motivation, which is conceptualized as the needstmcess and the attainment of
excellence. It can be explained that promotersatisfying their needs through
different means, and are driven to succeed foringmeasons both internal and

external.

Exerting extra effort creates expectations aboeifperformance results in
addition to financial rewards. When extra efforesrgvpaid back, promoters felt a
sense of achievement. Promoters felt that theyalshdtved something when they

met and exceeded the quota or won a deal in congpewvith rivals. The return of
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customers signaled immediate feedback on soméaithtad been well done in the
past. Promoters appeared to regard the informbkgats as a reward to repay their
hard work. During these events, promoters may geliprecognition if they receive

sales awards from the vendor.

5.2.4.2 Motivation-manifestations: Organizationatammes

Promoters in the study reported motivation-outcemeanifested as extra
effort, attraction to the job, staying intentioabjsatisfaction and comfort with doing
the promoter job. However, managers in the studyitheld the difficulties of and
their inadequacies in managing promoters. The cpreseces were higher turnover,
absenteeism and lateness among part-time, tempan@moters than among
full-time promoters. Promoters felt that the mamaggesire for control would
generate too much pressure and would erode theivation. The implication
appeared to be that there is a great deal of galesbcialization among promoters.
Those who can adapt to the conditions by craftiregjob appropriately and who can
ascribe meaning to their work are likely to repudtivation outcomes. Others may

exit rapidly.

Figure 5-12: Sense of sales achievement and oi#onal outcomes subcategories

Organizational
Outcomes

‘ Extra effort ‘

Sense of
sales =P ‘ Job satisfaction ‘
achievement

Comfortable with the
job & staying
intention

(@) Extra effort

Promoters mentioned they may put in extra effod extra time [see Figure
5-12]. They did not resist working overtime andeqted it naturally, for example,
on a poor business day when the shop manager waqaitdlly be getting anxious
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and worried about the sales results, promotersavdgly work long hours until the
shop closed down, and would also be more proattit@uting for customers.
Promoters also stated that in such circumstanegsmight even pay for the extra

costs of photocopying brochures and product speatifins.
(b) Job satisfaction

Job satisfaction reflects how content promoteeswdth the job. It has been
assumed that the happier people are within thbirtfte more satisfied they are said
to be (Luthans, 1995). In this research, promotene asked to report incidents
when they felt happy and satisfied. Although jotis$action is not the same as
motivation, they are clearly linked (Herzberg, 1968@rzberg et al., 1959), with job
satisfaction being enhanced through job craftind)meaning ascription by

promoters.

(c) Comfortable with the job and staying intention

Promoters were attracted to the job at first lgrgee to the potential
monetary rewards. They also mentioned that thegdltke high pay, challenges,
learning and growth and autonomy offered by the fpbas been assumed that the
happier and more satisfied people are with thdiy jbe more likely they are to
indicate staying intention. Promoters were prouthefmastery of selling (Bandura,
1977, 1986) as well as the technical skills. Sglas a loner in the retail field is
difficult and challenging, especially when littlegoort can be obtained from the
vendor. Yet this did not erode promoters’ passinany were enduring survivors,

even if some who still liked the job branched aubianother full-time career.

5.3 Differentiating from the job characteristicsarb[JCM]

Targeting to redesign jobs to enhance motivatml, based on prior studies
of job characteristics and job satisfaction, JCM¢kinan & Oldham, 1975, 1976)
theorizes that employee job satisfaction, intringtck motivation, and productivity
are a function of the characteristics of a job. &bthors portray a three-stage
motivation-process that is fueled by five job cleéeastics, producing three
psychological states and resulting in positive ootes (Hackman & Oldham, 1975,

1976). The job characteristics are skill varietygkt identity, task significance,
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autonomy and feedback. The psychological statesxqerienced meaningfulness of
work, responsibility for work outcomes and knowledy results. The job outcomes
are internal work motivation, job satisfaction, @th satisfaction, low absenteeism
and high quality performance.

In the JCM (Hackman & Oldham, 1975, 1976), the lewyge attitudes and
performance are moderated by the employee’s neagtdavth, that is, employees
with low growth need strength are less respongi\jel characteristics than
employees with high growth need strength. Intemgsjj in this study, promoters
fostered their own task identity and task signifioa. They valued autonomy and
skill variety and found personal ways to self-dadigese into promotional activities.
Similarly, they had more dispersed avenues of faeklthat may have been the case

for permanent employees.

In this research, the understanding of promotedrvation was developed
from the data. The motivation-process was analyzethe basis of how promoters’
resources interact with the various organizatiaitaktions. Striking insights into the
motivation-process emerged when comparing the prersiand managers’
expectations. The main gap in expectations wasdooifbe that promoters craft jobs
and ascribe meanings to them, whereas managemeertiaheir own lack of control

and thus ability to dictate external meaning.

The driving forces for promoter motivation derivem the promoters’
resources, consisting of promoters’ resourcefulaesispromoters’ connectedness

and the organizational situations.
5.4 Implications for practical motivational schenfi@spromoters

The research has developed a tentative motivaticaraework to help
managers and promoters to understand the contdrmiranesses of what motivates
promoters. The research also indicates how managgysattract potential promoters
to the job. There are various benefits and atwastassociated with the promoter job.
Although many promoters do the job initially fonéincial reasons and remain in the
job only for a short period prior to their formalreer, the job experience may make
an important contribution to the continual selfrlgag, growth and development of
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promoters. Although this was a small-scope stutdgeveloping the framework,
many concepts from goal setting and cognitive tiesowvere drawn upon, and may

have broader theoretical implications.
5.5 Further research opportunities

Action research may build on the results of teisearch. The motivational
framework developed in this study may be applieth&two industries as
motivational systems. These may take the form ahds-off’ organizational
structures to allow for responsibility, accountaiiland job crafting, as well as the
reward system training workshops for promotersmadagers, to enhance the

satisfaction of promoters in the retail setting.

Other directions for further development includerengeneralization of the
framework to other cultures and contexts, which mdjuire more studies of

literature and integrating other concepts.

Furthermore, based on this tentative conceptaatdéwork, a survey

guestionnaire could be developed for validationu®e in further studies.

5.6 Limitations of the study

The results are limited to the discovery of mdiiwaal factors and processes

for promoters rather than the strength of eaclofact

Because of the choice of methodology, this curséundy is limited by the
small sample size, although the design has comfesh&a this by using

triangulation of data collection methods.

The young and inexperienced promoters may not haea able to express
their feelings and ideas precisely and they maghmeen influenced by the opinions
of more senior peers and other leading promotessieier, in reflecting views from

the community of practice this may have enhanc#terahan limited the research.
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