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Enhancing Salespersons Performance:
Applving the Concept of Organizational ldentification
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The issue of enhancing salespersons performance by introducing the concept of organizational
identification has been addressed. This empirical study focuses on how salespersons performance is
influenced by organizational identification. Salespersons’ performance is the main outcome variable.
Organizational identification may also affect performance through internalization. This study also
examines how several anfecedents influence organizational identification. Three important antecedents
in this study are (1) tenure with the organization, (2) the organization’s perceived prestige and (3)
perceived interorganizational competition. Among six hypotheses formulated based on the conceptual
framework, five are found accepted based on a sfructural equation model. Several theoretical and

managerial implications are presented.

Key words: salesperson, performance, organizational identification

I. Introduction

Salespersons are the first to establish contact

with outsiders (customers), serving as a critical
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link with the firm, Through these contacts and
links, salespersons convey an image of their
organization and obtain valuable markefing
data about customers. Moreover, the organization's

performance depends on salespersons’ performance,
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Salespersons spend a large amount of their
work time outside of the company and
sometimes they may experience a diminished
psychological connection with the organization
and their co-workers, They may feel an urge
to search for a new job, if they feel isolated
and a sense of disidentification with their firm.
In this case, salespersons may lose the
motivation to work for their organization.

How can salespersons be motivated to work
with great effort for their organization? Many
organization psychologists, such as Argyris
(1970), Beckhard (1972), and Walton (1973),
point out the importance of internal commitment,
team building and social integration. Enhancing
organizational idenfification may be one way of
motivation. The extent to which one identifies
with the organization as a whole is referred to
If people
perceive that they and the group are one, they

as organizational identification.
will exert considerable effort for their group or
firm (O'Reilly III and Chatman 1986).

The concept of organizational identification
can be used to determine whether salespersons
have indeed become psychologically attached
to the company they work for. Originally
developed In social psychology, this concept has
been studied for nearly 30 years (Ashforth and
Mael 1989; Becker, Billings, Eveleth, and
Gilbert 1996: Hewstone, Jaspars, and Lalljee
1982; Mael and Ashforth 1992: Oakes and
Turner 1980: OReilly and Chatman 1986:
Tajfel et al. 1971: Turner 1975). The present
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study addresses organizational commitment,
along with organizational identification, which
will be explained in detail in the theoretical
framework section.

Organizational identification is a long resear-
ched concept in organizational behavior and
social psychology: however, it has not been
much studied in relation to salespersons in the
markeling area, Instead, organizational commitment
was studied as one of the mediating variables
and was not divided into components including
organizational identification (MacKenzie et al.
1998 Johnston et al. 1990 Brown and
Peterson 1993). Several studies (ie, Brown
1969: Dutton, Dukerich, and Harquail 1994;
O'Reilly IIT and Chatman 1986: Shamir 1990)
in the fields of organizational behavior and
social psychology show that positive identifi-
cation with the organization can have a
positive effect on performance. Hence, sales-
persons’ identification with the organization is
expected to enhance their performance and in
turn the firm's performance.

Tyagi (1982) examined the relationship
between salesperson motivation and the organi-
zational climate, He included organizational
identification as one of the seven organizational
climate variables, To our knowledge, no previous
studies investigated the relationship between
salespersons’ performance and  organizational
identification itself. Therefore, a main contri-
bution of the present study is to formally test

whether organizational identification influences



a salesperson’s performance. If a positive
relationship between organizational identification
and performance is obtained, the next step
would be to find what determines the extent
to which a person identifies with the
organizafion, What are the variables that
influence the degree of organizational identi-
fication? Can they be controlled? Which ones
are the most effective? In the present study,
we search for links between salespersons’
organizational identification, their performance,
and the factors that affect identification.

This article is organized as follows: First, a
brief summary is presented about the concept
of organizational identification. We present a
model for the proposed relationship followed by
a set of hypotheses. A research method to test
the hypotheses is presented. Reliability and
validity tests for constructs are provided. Major
findings and a discussion are presented with
hypothesis festing. And finally, some managerial

implications and conclusions are presented.

II. Theoretical Framework and
Hypotheses

This section presents the concept of
organizational identification and its antecedents
and consequences based on the literature
review of social psychology and then hypotheses

between these constructs are derived.

2.1 The Concept of Organizational
Identification

Organizational identification originated as a
component of organizational commitment (O'Rellly
[l and Chatman 1986). Organizational com-
mitment is a psychological attachment to the
organization, O'Reilly III and Chatman (1986)
divided organizational commitment into com-
pliance, infernalization and identification.
Compliance is instrumental involvement related
with specific, extra rewards. Internalization
means that employees take the values of the
organization as their own.

In social psychology, social identification
refers to the extent fo which a person
identifies with society. Organizational identi-
fication is the perception that one belongs to a
social group, indicating that organizational
identification is a subset of social identification
(ie, Ashforth and Mael 1989; Becker et al.
1996; Hewstone, Jaspars, and Lalliee 1982:
Mael and Ashforth 1992: Oakes and Turner
1980: O'Reilly 1T and Chatman 1986; Tajfel et
al. 1971: Turner 1975).

It seems that there is a difference between
organizational identification and organizational
commitment. (Bhattacharya, Rao, and Glynn
1995). Oranizational commitment appears to be
a larger concept than organizational identi-
fication (Ashforth and Mael 1989). In this
paper, we focus on organizational identification,

not on organizational commitment.

Enhancing Salespersons’ Performance: Applying the Concept of Organizational Identification 3



Organizational identification comprises several
key aspects. First, people tend to categorize
themselves and others in terms of the
organizations they belong to. This cate-
gorization is also referred to as identification
(Hogg and Abrams 1988). Second, the level of
identification with the organization varies from
person to person. Third, since people like fo
maintain positive identities, they may want
others to evaluate their organization in a
positive way. Phrases such as “my organi-
zation” or "my company” tend to convey a
favorable attitude. Bias in favor of one's
organization is called positive and favorable
prejudice, Previous studies (Tajfel et al. 1971;
Turner 1975) support the view that members
of an organization are biased in favor of “their
organization,” Fourth, identifying with the
organization affects the members behavior,
They conform with the goals and accepted
behavior of the organization. This happens
through the formation of a psychological link,
emotional attachment with the organization.
Through these links, members take on the

characteristics of their organization.

2.2 Research Hypotheses

This study develops a conceptual model that
includes organizational identification and its
antecedents and consequences. Antecedents
can be divided into three categories: personal

factors, organizational factors, and environ-
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mental factors (Mowday et al. 1982). Several
varlables were studied as components of each
factor, Not all variables studied in exploring
organizational identification may be relevant in
the case of salespersons. Variables, such as
tenure, visibility of membership, frequency of
contact, participation in similar organizations,
position in the organization and contribution,
were studied as personal factors. In the case of
salespersons, the most relevant variables may
be tenure and position in the organization,
which were included in this study. Visibility of
membership, frequency of contact, and
participation in other organization may not be
relevant because salespersons are employees or
members of cne cornpany.

Variables studied as crganizational factors in
the past studies were prestige, similarity, size
of the organizaticn, service quality, and
socialization strategy for new hires. In this
study, all subjects are from the same company
so that size is the same for all of them.
Similarity is studied with respect to values so
that  similarity

Subjects in this study are not new hires. The

relates to internalization.
quality of service of the organization is studied
with respect to customers. The subjects in this
study are employees, not customers. So,
prestige is selected as a relevant variable of
the organizational factor,

Variables studied as environment factors are
differentiation and competition, Differentiation

and competition are related with competitive



related  with
competition. Therefore, competition is selected

advantage. Differentiation is
as a variable of environmental factors.

As mentioned above, organizational inter-
nalization is included because it is a construct
related to organizational identification and
performance. In the area of organizational
behavior, Becker, Billings, Eveleth, and Gilbert
(1996) studied relationships between identification
and internalization and the performance of
newcomers fo the organization, They observed
a positive but insignificant effect of organi-
zational identification on performance and a
significant, but negative effect of organizational
internalization on performance,

The relationship among these variables is

shown in (Figure 1): details on these concepts
are presented later. Among the six variables
included in the model, organizational identi-
fication is at the center,

This is the first study of applying the
concept of organizational identification to the
area of sales management. To the authors
knowledge, there is no research about how
organizational identification affects the perfor-
mance of salesperson.

(Figure 1) shows the relationships among the
variables mentioned above, The six hypotheses
were formulated based on the proposed model

and they are explained below.

(Figure 1) Relationships among Constructs

Organizational
Tenure

Perceived
Organizational
Prestige

Perceived
Inter-organizational
Competition

Organizational
Internalization

Organizational

Identification

H6

Performance
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2.2.1 The effects of antecedent variables
on organizational identification

People joining an organization usually are not
aware of its characteristics, values, and
environment. But, they tend to identify with
the organization as they go through the process
of socialization. This observation is supported
by Levintal and Fichman (1988), who showed
that a person’s psychological attachment to an
organization tends to grow over time,

Lau (1989) and Dutton, Dukerich, and Harquail
(1994) proposed that there was a positive
relationship between the degree of organi-
zational identification and the length of
membership. This proposition was tested and
found to be supported in a study of school
alumni (Mael and Ashforth 1992) and in the
study of museum members (Bhattacharya, Rao
and Glynn 1995). However, Harris et al. (1993)
did not find any relationship between length of
time and organizational identification in their

research. So, more concrete evidence is needed.

Hypothesis 1: Salespersons’ tenure has a
positive effect on the degree
to which they identify with

the organization.

According to social identity theory, people
generally fry to achieve a positive social
identity. This means that people strive to be
socially accepted. In other words, people
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generally want to belong to a group, most
often to one that is more positively perceived,
if they can (Messick and Mackie 1989). Thus,
people tend to avoid behaving in the ways that
are Inconsistent with their group’s image and
they prefer behavior that is consistent with
their group image. If the group they belong to
has a positive imzge, they develop a positive
self-image by more closely identifying with
their group.

Dutton, Dukerich, and Harquail (1994) argued
that how the members of an organization
perceived their organization determined the
extent to which thay identify with the organi-
zation. In other words, a person’s self-image
depends on the group the person belongs to.
For example, members of an organization that
is highly regarded by the public have a
positive image of themselves, and in turn, they
think others also evaluate them in a positive
way. Therefore, they make an effort to nurture
a close relationship with the organization, in-

creasing the degree of organizational identification.

Hypothesis 2: Organization's perceived prestige
has a positive effect on the
degree to which salespersons

identify with their organization.

According to social identity theory, people
who categorize themselves as members of a
certain group compete with members of other

groups. Dutton, Dukerich, and Harquail (1994)



proposed that this categorization affected the
level of identification. For example, there
seems to be a posifive relationship between
identification and the degree of cooperation
among organization members and there also
appears to be a positive relationship between
identification and the degree of competifion
with non-members,

Several studies showed a relationship be-
tween organizational identification and per-
ceived inter-organizational competition (Friedkin
and Simpson 1985: Mael and Ashforth 1992).
Price (1989) also showed that when the level
of inter-organizational differences (in this case,
perceived Inter-organizational competition) was
highlighted, people usually behaved not in
terms of their position, but in terms of their
organization's position,

These studies strongly suggest that perceived
inter-organizational competition has a positive
effect on organizational identification. Sales-
persons seem to feel more belongingness to
their organization if they perceive more

competition from other organizations.

Hypothesis 3: Perceived inter-organizational
compefition has a positive
effect on the degree to which
a salesperson identifies with

the organization,

2.2.2 The effect of organizational iden-
tification on performance

Most studies support the relationship between
organizational identification and performance,
but there is a difference with regard to the
direction between these two constructs. Becker
et al. (1996), Lau (1939) and Dutton, Dukerich
and Harquail (1994) proposed that organi-
zational identification affected performance.
Furthermore, O'Reilly Il and Chatman (1986)
found that organizational identification affected
performance. MacKenzie, Podsakoff, and Ahearne
(1998) found that organizafional commitment
affected extra-role performance. Brown and
Peterson (1993) and Low et al. (2001) found
that performance affected commitment.

Porter et al. (1974) defined organizational
commitment in ferms of the strength of an
individual's identification with and involvement
in a particular company. They characterized
commitment by three factors: 1) a strong
belief in and acceptance of the organizational
goals and values, 2) a willingness to exert
considerable effort on behalf of the company,
3) a definite desire to maintain organizational
membership. Therefore, people who identify
with the organization will make efforts on
behalf of the organization. Several studies
showed some relationship between organizational
identification and positive behavior. Lau (1989)
and Dutton, Dukerich, and Harquail (1994)
proposed  that

organizational identification

Enhancing Salespersons’ Performance: Applying the Concept of QOrganizational ldentification 7



influenced both the citizenship behavior within
organizations and cooperation. O'Reilly 111 and
Chatman (1986) treated identification as a
psychological attachment in their study, finding
a significantly posifive effect of organizational
identification on extra-role behavior. Further-
more, in the field of marketing, MacKenzie,
Podsakoff, and Ahearne (1998) found the em-~
pirical evidence that organizational commitment
affected extra-role performance of 672 sales-
persons working for an insurance company in
the United States of America.

Becker et al. (1996) proposed that newcomers’
identification with the organization affected
their performance, but this was not supported
in their research. Their result was based on
regression analysis, so the structural relation-
ship between variables was not considered.

Brown and Peterson (1993) and Low et al.
(2001) supported the relationship between
commitment and performance. These two
studies found a significantly positive effect of
performance on  commitment. Brown and
Peterson (1993) did a meta-analysis about
salesperson job satisfaction and found that
salesperson performance affected commitment,
Low et al. (2001) proposed a positive effect of
salesperson performance on organizational com-
mitment. This hypothesis was supported in
their study with a sample of 148 salespersons
in Australia, As with MacKenzie et al. (1998),
these studies of organizational commitment

focused on in-role aspects of sales perfor-
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mance, such as sales volume and dollar sales.
Therefore, these aspects are different from
extra-role aspects of performance such as
prosocial behavior, MacKenzie et al. (1998)
proposed that in-mle performance affected
commitment, and thal commitment affected
extra-role performarce. In the present study,
performance measures include many aspects of
extra-role performarice. Therefore, organizational
identification is experted to affect performance.

Therefore, we take the position that
organizational identification affects performance.
But, before drawing a conclusion, testing the
effect of organizational identification on
performance is necessary, as well as a look at
the reverse relationship of the effect of
performance on organizational identification by

considering the structure between variables,

Hypothesis 4: The extent to which sales-
persons identify with the
orgenization has a positive

effect on their performance.

2.2.3 The effect of organizational iden-
tification on internalization

Internalization is a concept related to
identification. However, there is a difference
between identification and internalization,
Identification is closely related to how members
of an organization perceive the organization. It

requires no change in attitude by members of



the organization, On the other hand, inter-
nalization requires a change in basic affitude
toward the organization. Infernalization happens,
when a member of the organization assumes
the values and attitudes of the organization,
Ashforth and Mael (1989) presented the
following chain reaction: socialization affected
identification and identification affected inter-
nalization, Awards, punishments and other
social evaluations can play a role in the
socialization of organizational members. This
can strengthen the degree fo which they
identify with the organization, affecting the
degree of internalization. A strong level of
identification can lead to internalization.
Generally, when members of an organization
perceive themselves and the organization as
being one, they take the goals of the
organization as their own. As a result, they
may work aggressively fo achieve their goals
by learning the strengths and weaknesses of
their own products, by cooperating with other
departments in  the

company and by

aggressively selling products.

Hypothesis 5: The degree to which sales-
persons identify with the
organization has a positive
effect on their internalization
of the organization's values

and attitudes.

2.24 The effect of internalization on
performance

Members

organization highly, when their values are

assume fthe wvalues of the

similar to those of the organization. They also
assume the atfitudes of the organization. A
change in aftitude results in a change in
behavior. So, there should be a relationship
between internalization and performance. Becker
(1992) found a positive relationship between
internalization and prosocial behavior. Becker et
al. (1996) vpredicted a positive effect of
infernalization on performance. By using
regression analysis, they got a positive effect of
superior-related internalization but a negaftive
effect of organizational internalization. Similarly,
O'Reilly III and Chatman (1986), also, proposed
that internalization affected performance. They
reported mixed results in two studies. In the
first study with employees, they did not find a
statistically significant relationship between
internalization and exfra-role or prosocial
behavior, nor did they find a statistically
significant association between internalization
and intra-role or prescribed behavior, In the
second study with students, they found a
statistically significant relationship between
internalization and extra-role behavior: but, a
non-significant - relationship  between inter-
nalization and intra-role behavior.
Internalization is considered a component of

organizational commitment (ie. OReilly I

Enhancing Salespersons” Performance: Applying the Concept of Organizational Identification 9



and Chatman 1986). As was mentioned with
regard to hypothesis 4, three studies supported
the relationship between commitment and
performance (Brown and Peterson 1993: Low
2001; Podsakoff, and
Ahearne 1998). One study found a signi-

et al MacKenzie,
ficantly positive effect of commitment on
- performance (MacKenzie, Podsakoff, and Ahearne
1998), and the remaining two studies (Brown
and Peterson 1993; Low et al. 2001) found a
significantly positive effect of performance on
commitment.

S0, these studies showed mixed results.
However, acceptance of organizational values
and making efforts for the organization are the
characteristics of organizational commitment as
Porter et al. (1974) mentioned. And, since
identification has been shown to be positively
related to performance, internalization should
show a similar result. Therefore, we propose a
positive relationship between internalization and

performance,

Hypothesis 6: Internalization has a positive
effect on salespersons’ perfor-
marnce,

Major hypotheses are summarized in terms of

directions of paths among variables,

Il. Research Method

3.1 Sample

To test

above, data were collected from the sales staff

research  hypotheses formulated

of one of biggest ol companies, Data were
collected once a week during re-training
sessions for the sales staff. A questionnaire
was distributed to zach person during a break
in the About 30
salespersons participated in each of the weekly

orientation meetings.

surveys. A total of 215 questionnaires were

(Table 1> Summary of Hypotheses

Hypothesis Number Independent Variables Dependent Variables Signs of Relationship
Hypothesis 1 Organizational Tenure Organizational Identification Positive
Perceived Organizational .
Hypothesis 2 erce.zve reanizationa Organizational Identification Positive
Prestige
i Inter- izational ) »
Hypothesis 3 Percem.ad. fierorganzationa Organizational Identification Positive
Competition
Hypothesis 4 Organizational Identification Performance Positive
Hypothesis 5 Organizational Identification Organizational Internalization Positive
Hypothesis 6 Organizational Internalization Performance Positive
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distributed and collected over a seven-week
period. We used 208 for the analysis. As was
shown in {Table 2, all of the respondents
were male: thelr average age was 35.8 years:
764% of the respondents had less than 10
years work experience at the current company,
and 236% had more than 10 years work

experience for the current company.

3.2 Measures

Measures employed in this study were used
and validated in previous studies. Sources of
the measures are as follows: perceived
organizational prestige from Mael and Ashforth
(1992), perceived inter-organizational com-
petition from Mael and Ashforth (1992),
organizational identification from Mael and
Ashforth (1992), organizational internalization
from OReilly [II and Chatman (1986) and
performance of salespersons from Behrman and
Perreault (1982). Finally, tenure was measured
using a single item: "How long have you

worked at this company?”

All of these variables, except tenure, are
multi-item measures, The number of items
used for analysis in each measure was; per-
ceived organizational prestige (5 items), perceived
inter-organizational competition (6 items),
organizational identification (6 items) and
organizational internalization (5 items). Per-
formance s a multi-dimensional scale, comprising
five different dimensions. They are sales
objectives (7 items), technical knowledge (6
items), providing information (5 items), con-
trolling expenses (7 items), and sales present-
ations (6 items). In the present study, the five
performance dimensions (sales objectives, technical
knowledge, providing information, controlling
expenses, sales presentation) were combined
and treated as a single dimension. It seems
that there may be differences among those
five dimensions. But, in this study, a major
focus is on investigating any possible effect of
organizational identification on overall sales
performance, not on individual sales performance,
The descriptions of all the measures used in
this article are specifically explained in {Table 3.

{Table 2> Profiles of Respondents

Age Years of Working Experience for Years Qf W§>rl§ng Expf?rience

the Current company only (including all job experiences)

Below 30 274% 1-5 471% 1-5 36.1%
From 30 to 39 45.7% 6-10 29.3% 6-10 245%
From 40 to 49 22.6% 11-15 12% 11-15 16.3%
Above 49 29% above 16 96% 16-20 149%
Non-response 14% Non-response 2% Above 21 6.3%
Non-response 1.9%

Enhancing Salespersons’ Performance: Applying the Concept of Organizational identification 11




(Table 3) Descriptions of Construct Item Indicators

Construct Scale Ttems Source
Perceived People in my community think highly of (name of organization) Mael and
Organizational |1t is considered prestigious in the social community to be an employee of Ashforth
Prestige {(name of organization) (1992)
a=80 (Name of organization) is considered one of the best (organizations)
People from other (organizations) look down at (name of organization)(R)
Each employee of (name of organization) would be proud fo be a member
of (name of organization)*
(Name of organization) does not have a good reputation in my
community (R)
A person seeking to advance his/her career in (this area) should downplay
his/her association with (name of organization) (R)*
When other (organizations) are recruiting new salesperson, they would not
want salespersons from (name of organization)(R)*
Perceived There is a rivalry between the (organizations) Mael and
Interorganization | Each (organization) tries to stress its superiority over the other organizations Ashforth
al Competition |Salespersons are constantly comparing and rating the {organizations) (1992)
a=70 Salespersons at (name of organization) often measure the organization against
the other (organizations)*
Each (organization) points to reasons why it is the best (organization)
Each (organization) tries to demonstrate that it has the most illustrious
worker
The (organizations) do not see themselves as competitors(R)*
Organizational | When someone criticizes (name of organization), it feels like a personal insult | Mael and
Identification {1 am very interested in what others think about (name of organization) Ashforth
a= 30 When I talk about this school, I usually say ‘we’ rather than 'they’ (1992)
This organization’s successes are my successes
When someone praises this organization, it feels like a personal compliment
If a story in the media criticized the organization, I would feel embarrassed
Organizational |If the values of this organization were different, I would not be as attached O'Reilly 11
Internalization to this organization and
a=85 Since joining this organization, my personal values and those of the| Chatman
organization have become more similar (1986)
The reason 1 prefer this organization to others is because of what it stands
for its values
My attachment to this organization is primarily based on the similarity of
my values and those represented by the organization
What this organization stands for is important to me
Performance | Sales objectives Behrman
a=93 Technical knowledge and
Providing information Perreault
Controlling expenses (1982)

Sales presentation

Note: The items were reverse scored for analysis are indicated by (R):
* these items were deleted because of low correlation during the refinement of items.
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Behrman and Perreault (1982) addressed the
accuracy of salespersons self-evaluation. And,
Churchill et al. (1985) showed that the
criticism  of salespersons’ tendency toward
upward bias in self-evaluations had no concrete
basis. Jaworski, and Kohli (1991) agreed with
Churchill et al. (1985). Based on the results of
these studies, we used salespersons self-

evaluations to measure performance.

3.3 Analysis, Reliability and Validity

To examine the structural relationship among
the constructs, we used structural equation
modeling. Reliability of the multiple item
measures for the constructs in the model was
checked before model estimation. (Table 3)
shows Cronbach's Alphas. Items with low
correlation were deleted for the refinement of
items; the remaining items were used in the

structural equation model. From the resulls,

the multiple items for each construct turned
out to be reliable and acceptable.

(Table 4) shows simple correlations and
squared correlations between variables. The
mean of organizational identification is 3.89 (in
a 5 point scale) and the standard deviation is
0.7, This that feel

organizational identification and that the level

shows salespersons
of identification varies among salespersons.
To test convergent and discriminant validity,
a confirmatory factor analysis was performed.
The result is shown in {(Table 5). All variances
extracted for each factor are greater than the
interconstruct squared correlations associated
with that factor. Al
significant. Overall, the patterns in (Table 5
show that the variables included in this study

have convergent and discriminant validity.

factor loadings are

(Table 4> Correlation Matrix of Constructs

g:;;ié:; Prestige Competition Tenure Identification | Infernalization | Performance
Prestige 1.000 0.159 0.006 0.156 0.119 0.025
Competition 0.399* 1.000 0.001 0.130 0.086 0.010
Tenure 0.083 -0.039 1.000 0.018 0.012 0,002
Identification 0.395* 0.361* 0.133 1.000 0.261 0.047
Internalization 0.345* 0.293* 0.108 0.511* 1.000 0.050
Performance 0.159* 0.099 0.040 0.217* 0.223* 1.000

Note: * p<0.05:
values above the diagonal are squared correlations.
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(Table 5> Measurement Coefficients and T-Values Resulting from Confirmatory Factor Analysis

Competition

Prestige

Identification Internalization Performance

Col
Co2
Co3
Cod
Cob -

0.60( 8.39)
0.70(10.01)
0.58( 8.05)
0.71(10.27)
0.59( 812)

Opl
Op2
Op3
Op4
Opb

0.80(12.30)
0.75(11.30)
0.71(10.51)
0.57( 8.03)
0.51( 7.11)

Oil
Oi2
Oi3
0!
Oi5
Oi6

0.63( 9.13)
0.71(10.73)
0.57( 8.06)
0.76(11.66)
(1933)
(

6.70)

0.64
049

Inl
In2
In3
Ind
In5

0.52( 7.50)
0.78(12.70)
0.92(16.53)
0.87(14.99)
0.59( 8.83)

Pel
Pe2
Pe3
Ped
" Peb

0.77(12.13)
0.74(11.56)
0.75(11.68)
0.69(10.51)
0.73(11.20)

Variance

extracted

40.8%

45.8%

40.9% 56.6% 54.2%

Note: (a) Chi- square value = 479.51{p=0.00), df =314, CFI=.92, NNFI=91
(b) T-values are shown in parentheses. All are significant (p <001)

IV. Major Results and Implications

Major results

based on the

equation modeling are shown in (Table 6.
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structural

Chi-square value is 478.28 with the degree of
freedom 316 and it is significant. GFI is 0.85
and AGFT is 0.82. TLI is 091 and CFT is 0.92.
Overall, these results imply that the model is

acceptable,



{Table 6) Path Estimates and T-Values

g;l;nolzi;i Relationships between Variables Main Model
Hypothesis 1 Tenure — Identification 0.16(2.27)
Hypothesis 2 Prestige — Identification 0.33(352)
Hypothesis 3 Competition ~— Identification 0.32(3.32)
Hypothesis 4 Identification — Performance 0.59(5.12)
Hypothesis 5 Identification — Internalization 0.60(6.61)
Hypothesis 6 Internalization -—— Performance 0.08(0.88)
Chi-Square df. GFl AGFI TLI CF1
Main Model 47828 316 085 0.82 091 0.92

Results show that the three antecedent
variables (tenure, prestige and competition)
have a significant effect on organizational
identification. Organizational identification was
found to affect internalization and performance,
Coefficlents of organizational identification on
Internalization and performance are 0.60 and
059. Internalization was found to have no
significant effect on performance. Therefore, all
hypotheses except hypothesis 6 are accepted.

Another structural equation model was fitted
after reversing the directions (performance
affects organizational identification and perfor-
mance affects internalization). Chi-square
value for this model is 474.18 with the degree
of freedom 313. So, this alternative model is
not better than the proposed model. Therefore,
organizational identification can be claimed to
affect extra-role performance as MacKinze et

al. (1998) suggested.

One more structural equation model was
fitted again to test the existence of hi-
directional effects between organizational iden-
tification and performance (from organizational
identification to performance and from perfor-
mance fo organizational identification) as well
as the existence of bi-directional effects
between infernalization and performance (from
internalization to performance and from perfor-
mance to internalization). Chi-square value for
this model is 56716 with the degree of
freedom being 316. So, this alternative model
also 1s not better than the proposed model. In
short, this comparison supports the hypothesis
that organizational identification (as a component
of organizational commitment) affects perfor-
mance (OReilly III and Chatman 1986:
MacKenzie, Podsakoff, and Ahearne 1998) and
the hypothesis that internalization (as a com-

ponent of organizational commitment) affects
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performance (OReilly Il and Chatman 1986;
MacKenzie, Podsakoff, and Ahearne 1998).

V. Discussion

The three anfecedent variables have
distinctive characteristics. As indicated earlier,
the tenure of employees relates to individuals
in the organization. perceived organizational
prestige relates to the organization itself and
perceived inter-organizational competition is
linked with the organization’s environment. In
other words, these three antecedents express
three different aspects of the organization
(individual, organization, environment). The
resulls of our empirical study show that
organizational identification can be enhanced
by these antecedents (Drumwright 1996: Gilly
and Wolfinbarger 1998).

All three wvariables affect organizational
identification significantly. These results give a
supporting evidence for previous studies that
claim and show the positive effects. Although
these effects are significant, the relative
strength of the effects is different. Coefficients
of perceived organizational prestige and
perceived inter-organizational competition are
twice as that of salesperson’s tenure.

The significant effect of perceived organi-
zational prestige is interesting in that many

efforts of the company (eg, making high-

16 BHEOIAEIMYE xiom HiE 20074 4%

quality products, imege advertising campaigns
and public relations activities) may make the
organization to be perceived prestigious. Such
efforts are important for employees as well as
for customers,

With respect to the consequences of organi-
zational identificatior,, the result gives useful
implications, Since szlespersons performance is
critically related to the firm's overall perfor-
mance (eg., market share, customer sati-
sfaction, etc), an important finding is that
salespersons’ performance is influenced signifi-
cantly by their organizational identification.
The result is consistent with previous studies
In some respects. Although the effect is not
significant in Becker et al. (1996), their resilt
showed a positive effect. ORelly I and
Chatman (1986) showed a positive, significant
effect on extra-tole behavior. The result of this
study implies that the company should
encourage organizational identification. This
study also shows those variables that signifi-
cantly affect organizational identification, offering
instruction on how tc raise performance.

The effect of internalization on performance
is positive, but not significant. This result is
not consistent with previous findings in some
respects. In Becker et al. (1996), the effect is
negative: however, in the OReilly I and
Chatman (1986) study, the effect is positive
and marginally significant in infra-role behavior
at the 0.1 level, not extra-role behavior. Both
Becker et al. (1996) and OWReilly II and



Chatman (1986) wused regression analysis.
Therefore, the structural relation between
variables was not considered. By reason the
effect must be positive, because people having
values similar to that of the organization often
work harder for the organization.

In addition, an informed guess leads us to
propose  that internalization might have an
indirect effect on outcome through other
variables, This logic is supported by Harris,
Feild and Mossholder (1993), who found that
internalization is related with job involvement.
Therefore, we might state that internalization
may affect organizational performance through
other variables. But, more empirical research is

necessary to clarify this relationship.

VI, Future Research Directions

One area for further marketing research
would be to examine organizational identi-
fication by individual consumers who use the
products or services of that organization,
testing various relationships among selected
variables presented in this study. Consumers
who are not members of the organization
might show different reactions fo possible
anfecedents of organizational identification.
Testing  the

varlables and organizational identification in the

relationship  among  several

context of individual consumers would be

interesting. How deeply a customer can
identify himself or herself with a brand and
how this brand identification relates to brand
loyalty and attitudes should be explored. This
kind of future research would provide strong
theoretical and empirical support for recent
studies of brand personality, such as Aaker
(1997).

The present study shows that length of
tenure also affects organizational identification.
Managers should try to keep employees as well
as customers. The lifetime value of a customer
and an employee should be examined together.

The present study investigated the relation-
ship between organizational identification and
other constructs in the field of sales
management., The strength of the relationships
among the variables measured in this study
could change with the infroduction of other
variables. For instance, employee job level
could affect the relationships. In our study, one
group above section managers (respondents
number is 96) has an average of 4.02 in the
level of identification and the other group
below section managers (respondents nurmber
is 112) has an average of 3.78. These two
average values are significantly different
(p=0016). This result supports indirectly the
hypothesis that there may be a positive
relationship between the level of identification
and salespersons’ fenure, because section
managers have a longer tenure. This study

does not take this categorization info account.
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Other key wvariables can be tested as
moderators in future studies,

We showed the usefulness of organizational
identification in the company, because organi-
zational identification is related with perfor-
mances of salespersons and the company. More
research is necessary to investigate the validity
of organizational identification in the marketing
arca. We selected some relevant variables so
that other variables were omitted. Future
study can estimate the extended model with

more relevant variables.

VI. Conclusion

One of the findings from the present study is
that salespersons’ organizational identification
hes a significant effect on their performance.
We further found that organizational identi-
fication was influenced by three antecedent
variables; perceived organizational prestige,
perceived inter-organizational competition, and
length of tenure. When we combine these
varlables, we have a picture of antecedents
and outcomes for organizational identification.
Our findings give managerial implications for
marketing and salesforce management. We
obtained the results based on the structural
relationships  of constructs. The analytical
model used in this study is based on theoretical

background, The measures used for the study

18 SH=S0PEIMY Mo ®is 20074 4

are reliable and valid.

The results are meaningful because of their
implications  for theory development and
practical marketing management. The major
Implications are summarized as follows, First,
this study shows empirically the importance of
the concept of organizational identification in
marketing. The results concerning the effect of
organizational identification on performance
should encourage marketing managers to
pursue an understanding of this concept and
strive to increase the degree of employee
identification with the organization. To encourage
higher employee performance, managers should
be aware of the relationship between organi-
zational identification and performance, Managers
should spend more time enhancing salesper-
sons identification with the organization.

Second, another finding is that organizational
identification is affected significantly by three
antecedent variables: tenure duration, organi-
zational prestige, and inter-organizational com-
petition. If managers have a clear under-
standing of the role of these antecedent
variables, they could more effectively motivate
and manage the salespersons. For example, this
study highlights the effect of perceived
organizational prestige on organizational identi-
fication, Several strategies are available to
enhance employee identification with the
organization, such as corporate image advertising.
corporate social responsibility campaigns, and

aggressive participation in community improve-



ment projects. Activities like environmental
marketing and corporate adverfising, which
encourage social responsibility, are highly
recommended. Also of importance is that the
effect of corporate image advertising should be
measured not only in terms of customer
attitude but also according to how it affects
employee motivation (more specifically, employees’
organizational identification), as argued by
Aaker (1996). Further studies should look for
additional antecedent wvariables for organi-
zational identification,

Third, the positive relationship between
perceived inter-organizational compefifion and
organizational identification points to important
motivational tools in marketing management.
For instance, targeting other organizations to
increase employee competitive zeal can lead to
a higher degree of identification. Motivational
workshops could use this method to infuse
employees with a higher degree of com-
petitiveness.
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