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ABSTRACT 

Recent r e sea rch  has shown t h a t  job enrichment, t h e  concept 

of  developing mot iva t iona l  con ten t  i n t o  jobs,  has been 

app l i ed  s u c c e s s f u l l y  i n  an i n c r e a s i n g  number of  organiza- 

t i o n s .  However, t h e  va r ious  job enrichment techniques 

need f u r t h e r  development . Recent s t u d i e s  have concent ra ted  

on t h e  phases which 3ead t o  t h e  implementation of job en- 

richment programs. This  s tudy i s  a  f u r t h e r  con t r ibu t ion  

towards improving these  phases.  I t  focuses on t h e  i d e a  

genera t ion  and i d e a  eva lua t ion  phases and inc ludes  t h e  par- 

t i c i p a t i o n  of t h e  workers themselves. 

The technique employed i s  t h e  Delphi method. I t  i s  used t o  

e l i c i t  t h e  p a r t i c i p a n t s '  sugges t ions  on how t h e i r  jobs may 

be improved. T h e r e a f t e r ,  two Delphi rounds a r e  used t o  

eva lua te  t h e  sugges t ions  and t o  b u i l d  a  consensus on t h e  

value of each suggest ion.  

The s tudy inc ludes  t h e  n a t i o n a l  s a l e s  fo rce  of one of 

Canada' s l a r g e s t  meat packing companies. The e f f e c t i v e n e s s  

of t h e i r  p a r t i c i p a t i o n  was measured by the  amount of consen- 

sus formed, changed a t t i t u d e s ,  a c t u a l  measures of the  p a r t -  

i c i p a n t ' s  e f f e c t i v e n e s s  on t h e  job and t h e i r  r e a c t i o n s  t o  

t h e  p r o j e c t  a s  obta ined  through ques t ionna i res .  

The resea rch  demonstrated t h a t  t h e  Delphi method i s  s u i t a b l e  

f o r  t h e  genera t ion  and eva lua t ion  of ideas .  However, t h e  



p a r t i c i p a n t s  ' choice of i d e a s  confirmed p r i o r  content ions  

t h a t  employees p r i m a r i l y  c o n t r i b u t e  ideas  which a re  hygiene 

f a c t o r s  r a t h e r  than motivat ing ideas .  The s tudy a l s o  con- 

firmed p r i o r  r e sea rch  which ind ica ted  t h a t  p a r t i c i p a t i o n  i n  

a  job enrichment p r o j e c t  by i t s e l f  does n o t  change a t t i -  

tudes  o r  t h e  e f f e c t i v e n e s s  of the  p a r t i c i p a n t s .  

Being l i m i t e d  t o  t h e  i d e a  genera t ion  and i d e a  eva lua t ion  

phases,  the  s tudy was only a  p a r t i a l  a n a l y s i s  of a  Job 

Improvement p r o j e c t .  Hence, f i n a l  eva lua t ion  awaits  the  

complete implementation of t h e  program. Nevertheless ,  t h e  

consensus produced by t h e  success ive  r a t i n g s  of t h e  sug- 

ges t ions  i n d i c a t e d  t h a t  t h e  Delphi technique may be a  use- 

f u l  process .  In  a d d i t i o n ,  t h e  Delphi method was shown t o  

have t h e  p o t e n t i a l  a s  an inexpensive technique f o r  t h e  gen- 

e r a t i o n  and communication of i d e a s  i n  a  bus iness  organiza- 

t i o n .  
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CHAPTER I 

INTRODUCTION 

Job Enrichment 

A g r e a t  d e a l  of i n t e r e s t  has  been developed i n  "Job 

Enrichment" s i n c e  Frederick Herzberg's "The Motivation t o  

work"' was publ ished i n  1959. In  h i s  book, Herzberg pre-  

sen ted  a theory which p o s i t s  i n c r e a s e s  i n  both worker 

s a t i s f a c t i o n  and p r o d u c t i v i t y  by r e s t r u c t u r i n g  t h e  con ten t  

of a job. He c a l l e d  t h i s  process  "Job Enrichment". The 

g r e a t e s t  appeal  of t h i s  process  i s  t h a t  it b e n e f i t s  both t h e  

employee a s  w e l l  a s  t h e  f i rm.  Myers descr ibed  it a s  "a 

process  f o r  developing employees s o  t h a t  they th ink  and 

2 behave l i k e  managers i n  managing t h e i r  jobs" . 

Herzberg proposed t h a t  t h e r e  a r e  two types  of f a c t o r s  which 

a f f e c t  work performance: (1) Hygiene f a c t o r s  which -- do n o t  

cause motivat ion,  b u t  t h e  absence of which prevents  

motivat ion and ( 2 )  mot iva tors  which can l e a d  t o  g r e a t e r  

performance and s a t i s f a c t i o n ,  providing hygiene f a c t o r s  a r e  

a l s o  p resen t .  Hygiene f a c t o r s  were i d e n t i f i e d  as  company 

po l i cy  and admin i s t r a t ion ,  superv i s ion ,  working cond i t ions ,  

in t e r -pe r sona l  r e l a t i o n s  and s a l a r y .  Motivators were 

1 Herzberg, F. ,  Mausner, B. and Snyderman, B. The Motivation 
t o  Work, New York: John Wyley & Sons, 1959. 

2 Myers, M. S c o t t ,  Every Employee a Manager, New York: 
McGraw-Hill, 1970. 



i d e n t i f i e d  a s  achievement, recogni t ion ,  r e s p o n s i b i l i t y  and 

personal  growth. Herzberg suggested t h a t  i n  a d d i t i o n  t o  

providing f o r  a l l  t h e  hygiene f a c t o r s ,  management must re- 

s t r u c t u r e  jobs t o  enable  workers t o  achieve goals  t h a t  a r e  

meaningfully r e l a t e d  t o  doing the  job. He a l s o  maintained 

t h a t  workers be allowed g r e a t e r  autonomy i n  t h e  way i n  which 

they perform t h e i r  job. 

I n  genera l ,  t he  r e s u l t s  of  job enrichment experiments r e -  

por t ed  i n  the  l i t e r a t u r e  have been h ighly  success fu l .  

Typica l ly ,  t h e r e  has been improvement i n  job s a t i s f a c t i o n ,  

p r o d u c t i v i t y  and q u a l i t y ,  and reduct ion  i n  absenteeism tu rn -  

over  and gr ievances.  Despite an i n i t i a l  dec l ine ,  t h e  usual  

e f f e c t  on p r o d u c t i v i t y  has  been a  gradual  rise t o  h igher  

than  previous l e v e l s .  When job enrichment f a i l e d  t o  produce 

3 p o s i t i v e  r e s u l t s ,  no de t r imen ta l  e f f e c t s  were r epor ted  . 
But such f a i l u r e s  o f t e n  helped i d e n t i f y  o b s t a c l e s  t o  job en- 

richment,  thereby c o n t r i b u t i n g  t o  success  elsewhere.  

To sum up, job enrichment has  been used a s  a  s t r a t e g y  f o r  

so lv ing  problems such a s  low morale, low p r o d u c t i v i t y ,  

worker d i s s a t i s f a c t i o n ,  poor p r o d u c t i v i t y ,  high absenteeism 

and high turnover .  

3 Hackman, J .  R . ,  Oldham, G . ,  Janson, R. and Purdy, K., 
"A New St ra tegy  f o r  Job Enrichment", C a l i f o r n i a  
Management Review, 1975, 17, 4 ,  pp. 57-71. 
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The p r i n c i p l e s  of job enrichment c o n s i s t  p r imar i ly  of 

4 providing upward i n t e g r a t i o n  of a worker 's  t a s k s  . An 

"enriched" job c o n s i s t s  of one i n  which the  employee i s  

given increased  information and a u t h o r i t y ,  t h e  freedom t o  

determine t h e  t a c t i c s  f o r  achieving h i s  o b j e c t i v e s ,  and t h e  

r e s p o n s i b i l i t y  f o r  a whole job. Controls  a r e  removed while  

r e t a i n i n g  accoun tab i l ty  and provi'ding the  oppor tuni ty  f o r  

t h e  employee' s development and growth. 

Concepts of Job Improvement 

Job enlargement is  a method of work r e s t r u c t u r i n g  whereby 

each employee c a r r i e s  o u t  more t a s k s .  This provides v a r i e t y ,  

b u t  provides few, i f  any, of  t h e  advantages of job enrichment. 

S imi la r ly ,  job r o t a t i o n  provides v a r i e t y  f o r  t h e  worker a s  he 

switches from one t a s k  t o  t h e  n e x t  throughout a d a i l y ,  weekly 

o r  monthly cycle .  Although job r o t a t i o n  r e l i e v e s  boredom, 

i t s  opponents c laim t h a t  some workers a r e  n o t  given t h e  same 

opportuni ty t o  acqu i re  e x p e r t i s e  i n  a s p e c i f i c  job, while  

o t h e r s  f e e l  more a t  e a s e  and l e s s  upse t  doing one s p e c i f i c  

job. 

4 B u t t e r i s s ,  Margaret, Job Enrichment and Employee 
P a r t i c i p a t i o n  - A Study, London: I n s t i t u t e  of Personnel 
Management, 1971, pp. 35 and 36. 



A l l  t h r e e  concepts  -- job enrichment,  job enlargement and job 

r o t a t i o n  -- can be c l a s s i f i e d  under t h e  heading of Job 

Improvement. Each claims t o  improve worker s a t i s f a c t i o n  a s  

w e l l  a s  p r o d u c t i v i t y .  I n  some cases  s a t i s f a c t i o n  precedes 

p r o d u c t i v i t y  ga ins .  I n  t h i s  s tudy,  job improvement connotes 

improved employee e f f e c t i v e n e s s  f i r s t ,  with personal  

s a t i s f a c t i o n  a s  a  by-product. 

Job improvement programs g e n e r a l l y  c o n s i s t  of a s e r i e s  of 

s t e p s ,  inc lud ing  work f a m i l i a r i z a t i o n ,  d iagnos is  of the 

problem a r e a s ,  genera t ion  of sugges t ions  f o r  change, and t h e  

eva lua t ion  of these  sugges t ions .  This i n i t i a l  phase of t h e  

program i s  followed by a  choice of  i d e a s ,  t h e i r  implementa- 

t i o n  and subsequent review. Such a  program is  usua l ly  

c a r r i e d  o u t  as a  r e s u l t  of group brainstorming by managers 

and t h e  imposi t ion  of t h e  r e s u l t a n t  changes onto  t h e  workers. 

An a l t e r n a t e  approach p r a c t i s e d  by many i s  p a r t i c i p a t i v e  

job enrichment. This s l i g h t l y  d i f f e r e n t  process  allows 

employees t o  p a r t i c i p a t e  i n  t h e  genera t ion  and eva lua t ion  of 

i d e a s .  The p r a c t i t i o n e r s  of t h i s  approach b e l i e v e  t h a t  

p a r t i c i p a t i o n  provides consensus and commitment while  e a s i n g  

5 implementation. Herzbesg, however, d i sagrees  . 
. . .  . . . .  

5 Herzberg, F. ,  "One More Time:  How do You Motivate 
Employees?" Harvard Business Review, Vol. 4 6 ,  No. 1, 
January-February 1 9  6 8, pp. 5 3-6 2 .  



H e  i n s i s t s  t h a t  t h e  job must be enr iched only by t h e  work 

i t s e l f  and n o t  by t h e  temporary fee,ling of p a r t i c i p a t i o n .  

Ford d i sagrees  with worker p a r t i c i p a t i o n  i n  job enrichment 

6 programs f o r  d i f f e r e n t  reasons . He claims t h a t  such a 

program must be exc lus ive ly  a management r e s p o n s i b i l i t y .  

He claims t h a t  t h e  experiment would be impaired i f  super- 

v i s o r s  were pressured  i n t o  implementing sugges t ions  t h a t  

they would normally r e j e c t ,  while  employees would l i m i t  

themselves to '  sugges t ing  maintenance i tems. 

The concept of group brainstorming has been chal lenged a s  

w e l l .  Dunnett, Campbell and J a a s t a d  have found t h a t  

i n d i v i d u a l  brainstorming produced f a r  more ideas  than  group 

7 brainstorming . Research by Van de Wen and Delbecq 

8 confirmed t h i s  conclusion . Group brainstorming was found 

t o  have dys func t iona l  pyschological  f a c t o r s  such a s  

dominant l eader  persuas ion ,  r i g i d i t y  t o  pub l i c ly  expressed 

6 Ford, Robert N . ,  "Motivation Through t h e  Work I t s e l f " ,  
New York: American Management Associat ion,  1969. 

7 Dunnett, Campbell & J a a s t a d ,  "The E f f e c t  of Group P a r t -  
i c i p a t i b n  onABrainstorming ~ f f e c t i v e n e s s " ,  ~ o u r n a l  of 
Applied Psychology ( l 9 6 3 ) ,  pp. 30-37. 

8 Van de Ven, A. and Delbecq, A. ,  "The Effec t iveness  of 
Nominal Delphi and I n t e r a c t i n g  Group Decision Making 
Process" ,  Academy of Management Journal  (1974),  pp.605-621 



opinions ,  t h e  bandwagon e f f e c t  and t h e  unwil l ingness  t o  

change one ' s  mind i n  pub l i c .  

Obiec t ives  of  This Studv 

Recent r e sea rch  on job improvement has  concentrated on 

improving t h e  s t a g e s  of  t h e  job improvement process .  Most 

noteworthy is  Hackman and Oldham's con t r ibu t ion  t o  diagnosing 

9 the r e c k p t i v i t y  of workers t o  job improvement programs . 
This  s tudy f u r t h e r s  t h i s  research  i n t o  improvements i n  t h e  

s t a g e s  of t h e  job improvement process .  S p e c i f i c a l l y ,  it 

analyzes a  new approach f o r  t h e  genera t ion  and eva lua t ion  

phases of t h e  job improvement process . .  

The new approach under cons ide ra t ion  i s  t h e  Delphi technique.  

Unlike t r a d i t i o n a l  h e u r i s t i c  approaches, t h e  Delphi process  

is  an a n a l y t i c a l  process .  I t  develops o b j e c t i v e  r a t i n g s  f o r  

t h e  i d e a s  t h a t  have been proposed a s  compared t o  t h e  sub- 

j e c t i v e  eva lua t ion  of t h e  ideas  genera ted  i n  more t r a d i t i o n a l  

approaches. Such o b j e c t i v e  r a t i n g s  can be used more e a s i l y  

t o  make a choice.  

, . , . . . . , . .  . . . .  

9 Hackman, J. R . ,  Oldham, G . ,  Janson, R. and Purdy, K . ,  
"A N e w  S t ra t egy  f o r  Job Enrichment", C a l i f o r n i a  
Management Review, 1975, 17, 4 ,  pp. 57-71. 



The d e t a i l s  of t h e  Delphi process  w i l l  be analyzed i n  t h e  

nex t  chapter .  A s  w i l l  be shown, Delphi has c e r t a i n  t r a i t s  

t h a t  make it appropr ia t e  f o r  genera t ing  and eva lua t ing  i d e a s  

f o r  job improvement. I t  makes use of i n d i v i d u a l  b ra in -  

storming which has been shown t o  be b e t t e r  than group bra in-  

storming used i n  most job improvement programs. Secondly, 

t h e  Delphi process  tends  t o  genera te  a consensus of  opinion 

which r e f l e c t s  group suppor t  towards t h e  generated ideas .  

Third,  t h e  q u a n t i t a t i v e  eva lua t ions  produced by t h e  Delphi 

process  can a i d  t h e  dec i s ion  maker a t  t h e  choice phase i n  

deciding which ideas  t o  implement. F i n a l l y ,  t h e  consensus 

and commitment produced by t h e  Delphi process  can l e s s e n  

r e s i s t a n c e  t o  implementation i f  t h e  workers who a r e  t h e  

r e c i p i e n t s  of t h e  changes helped genera te  t h e  consensus. 

This s tudy s p e c i f i c a l l y  analyzes t h e  f i r s t  two of t h e  above 
< 

f o u r  t r a i t s .  I t  i s  hypothesized t h a t  t h e  Delphi process  w i l l  

l ead  t o  (1) a consensus opin ion ,  ( 2 )  g r e a t e r  s a t i s f a c t i o n  

amongst t h e  p a r t i c i p a n t s  and ( 3 )  increased  e f f e c t i v e n e s s  a s  

a r e s u l t  of  genera t ing  t h e  i d e a s .  This s tudy does n o t  

analyze t h e  appropr ia teness  o f  t h e  Delphi technique a t  t h e  

choice and implementation phases.  Time l i m i t a t i o n s  pre- 

vented such follow-up t o  be considered. 



The S e t t i n g  

The test  of t h e  Delphi method was conducted w i t h  t h e  salesmen 

of one of t h e  l a r g e r  Canadian meat packing companies. These 

salesmen work i n d i v i d u a l l y  o r  i n  small  groups i n  s a l e s  

o f f i c e s  across  Canada. Thei r  communication with t h e  f i r m  is  

mostly l i m i t e d  t o  t h e  e n t e r i n g  of o rde r s  and t h e  r e c e i p t  of 

marketing d a t a .  This s tudy was t o  involve these  salesmen i n  

t h e  genera t ion  and eva lua t ion  of ideas  f o r  job improvement. 

The method by which t h i s  s tudy could be c a r r i e d  o u t  presented  

s e v e r a l  problems due t o  t h e  unique combination of opportun- 

i t ies and c o n s t r a i n t s  a f f e c t i n g  t h i s  mat ter .  The salesmen 

w e r e  spread o u t  ac ross  Canada. Severa l  days would have been 

necessary wi th  a l l  p a r t i c i p a n t s  t o  c a r r y  o u t  t h e  s tudy on a 

convent ional  b a s i s .  The time and c o s t  involved i n  b r ing ing  

them toge the r  would have been p r o h i b i t i v e .  Since t h e  Delphi 

approach could be conducted by m a i l ,  c o s t  savings were 

poss ib le .  Moreover, t h e  salesmen were a knowledgeable and 

a r t i c u l a t e  group, accustomed t o  communicating by mail .  

These f a c t o r s ,  along wi th  t h e  negat ive  aspects  o f  group 

brainstorming o u t l i n e d  above, prompted t h e  use of t h e  Delphi 

method. 

The n e x t  chap te r  d i scusses  i n  more d e t a i l  t h e  t r a i t s  of  t h e  



Delphi technique.  I t  s p e c i f i c a l l y  cons ide r s  bo th  t h e  

advantages  and d isadvantages  o f  Delphi.  The t h i r d  c h a p t e r  

d e s c r i b e s  t h e  expe r imen ta l  method and t h e  v a r i o u s  phases  of  

t h e  s tudy .  Chapter f o u r  p r e s e n t s  t h e  f i n d i n g s  on t h e  

consensus g e n e r a t i n g  a b i l i t y  of  t h e  Delphi method. F indings  

on t h e  a t t i t u d e  and e f fec ; t iveness  changes a r e  documented i n  

c h a p t e r  f i v e  . The conc lus ion ,  c h a p t e r  s i x ,  e v a l u a t e s  

whether t h e  hypotheses  have been s u b s t a n t i a t e d .  



CHAPTER I1 

THE DELPHI METHOD 

His tory  

Developed a t  t h e  RAND Corporation by Olaf H e l m e r  and Norman 

Dalkey, Delphi r e l i e s  on a panel  of e x p e r t s  who answer ques- 

t i o n n a i r e s  a s  a way t o  o b t a i n  consensus on dec i s ions  o r  

1 sugges t ions  . I t  c o n s i s t s  of e l i c i t i n g  and s y s t e m a t i c a l l y  

a l t e r i n g  t h e  judgement o f  i n d i v i d u a l s  through c o n t r o l l e d  

2 i n t e r a c t i o n  . Delpbi was f i r s t  used by s e n i o r  s c i e n t i s t s  a t  

RAND i n  t h e  e a r l y  f i f t i e s .  I t  was l i t t l e  used u n t i l  about 

t e n  y e a r s  l a t e r ,  i n  t h e  mid-s ix t ies .  A t  t h a t  t i m e  t h e r e  was 

a sudden world-wide i n t e r e s t  i n  methods f o r  both corpora te  

and m i l i t a r y  f o r e c a s t i n g s .  There a r e  now hundreds of  corpor- 

a t i o n s  using t h i s  method, inc luding  Weyerhauser Co., 

McDonnell-Douglas, Du Pont, S c o t t  Paper,  and Lever Brothers  

i n  t h e  United S t a t e s .  I t  i s  a l s o  used i n  t h e  United Kingdom, 

3 Japan and t h e  Sov ie t  Union . H e r e  i n  Canada it i s  used by 

B e l l  Canada, IBM Canada, MacMillan-Bloedell and t h e  Federal  

1 Dalkev. N .  C . .  The D e l ~ h i  Method, An Experimental Study of - - -. -- - a .  ~ - 

Group opinion;   he  RAN^ ~ o r ~ o r a t i o n ,  RM15 888-PR, 
A p r i l  1 9 6 9 .  

2 Farquhar,  J. A. ,  A Prel iminary Inqui ry  I n t o  t h e  Software 
Est imation Process ,  t h e  RAND Corporation, RM-6271-PR, 
August 1970. 

3 C u r r i l l ,  D. L . ,  "Technological Forecas t ing  i n  S i x  Major 
U. K. Companies", Long Range Planning, March 1972. 



4 Government, among o t h e r s  . Delphi i s  used most f r e q u e n t l y  a s  

a t o o l  i n  f o r e c a s t i n g  a v a r i e t y  of t r ends  and d i r e c t i o n s .  

F i r s t  developed f o r  f o r e c a s t i n g  and developing s t r a t e g i e s  f o r  

the m i l i t a r y ,  it has been appl ied  ex tens ive ly  f o r  technolog- 

i c a l  fo recas t ing .  Today, many corpora t ions  use it a s  a guide 

f o r  f u t u r e  product development, based on f o r e c a s t s  of  tech- 

no log ica l  t r ends  and consumer demand. 

To d a t e ,  however, t h e  Delphi technique has n o t  been u t i l i z e d  

t o  genera te  a consensus amongst a group of worker exper t s  on 

5 how an opera t ing  bus iness  system can be improved . The 

behavioural  impl ica t ions  of commitment and consensus which t h e  

technique genera tes  may make it a promising procedure f o r  pro- 

ducing i d e a s  t o  improve and enr i ch  jobs. S tudies  have indica-  

t e d  t h a t  research  i n  Delphi should s t r e s s  i t s  psychological  

a spec t s  i n  terms of communication, r a t h e r  than i n  mathematical 

t e r m s  a lone.  Y e t  t h e s e  behavioural  impl ica t ions  have been 

6 l a r g e l y  ignored by resea rcher s  u t i l i z i n g  t h e  Delphi technique . 

4 Canadian Computer/Communications Task Force,  Branching Out, 
Vol. 2 ,  Information Canada, Ottawa, May 1972. 

5 Wedley , W .  C. , The Delphi Technique f o r  Job Enrichment, 
Proceeding - F i r s t  Annual Conference of t h e  Canadian 
Associat ion of Administrat ive Sciences,  Kingston, Ontar io:  
Queen's Univers i ty ,  1973 pp. 5-271 - 5-305. 

6 P i l l ,  J u r i ,  "The Delphi Method: Substance, Context,  A 
c r i t i q u e  and an ~ n n o t a t e d  Bibliography",  ~ b c i o - ~ c o n o m i c  
Planning Sciences,  Vol. 5, 1971, pp. 57-71. 



The Delphi Technique 

The Delphi technique has been descr ibed  a s  

r ep lac ing  d i r e c t  debate  with a  c a r e f u l l y  designed 
program of s e q u e n t i a l  i n d i v i d u a l  i n t e r r o g a t i o n s  
( b e s t  conducted by ques t ionna i res )  , i n t e r s p e r s e d  

with information and opinion feedback, der ived  by 
computed consensus from e a r l i e r  p a r t s  of t h e  pro- 
gram. Some of t h e  ques t ions  d i r e c t e d  t o  respon- 
dents  may, f o r  i n s t a n c e ,  i n q u i r e  i n t o  "reasons" 
f o r  previous ly  expressed opin ions ,  and a  co l l ec -  
t i o n  of  such reasons may be presented  t o  each 
respondent i n  t h e  group, toge the r  with an inv i -  
t a t i o n  t o  recons ider  and poss ib ly  r e v i s e  h i s  
e a r l i e r  e s t ima tes .  Both t h e  enquiry i n t o  t h e  
reasons and subsequent feedback of t h e  reasons 
adducted by o t h e r s  may se rve  t o  s t i m u l a t e  t h e  
e x p e r t s  i n t o  t a k i n g  i n t o  due account considera- 
t i o n s  they might, through inadvertance,  have 
neglec ted ,  and t o  g ive  due weight t o  f a c t o r s  
they were i n c l i n e d  t o  d i scuss  a s  unimportant on 
f i r s t  thought  7. 

Adducted, a s  used by t h e  authors ,  i s  intended t o  mean t h e  

p u l l i n g  toge the r  of responses towards t h e  c e n t r e  o r  t h e  

consensus. 

I n  p r a c t i c a l  s i t u a t i o n s ,  t h e  e x p e r t s  do n o t  face  one another .  

Thus t h e r e  i s  no conf ron ta t ion .  Group dynamics a r e  el imin-  

a t e d  a s  t h e  e x p e r t s  a r e  p o l l e d  by ques t ionna i re .  The 

opinions of these  e x p e r t s  a r e  anonymous. Only t h e  col-  

8 l e c t i v e  r e s u l t s  a r e  made known . 

7 Helmer , 0. and Reschner , N . , On t h e  Epistomology of t h e  
Inexact  Sciences,  t h e  RAND Corporation, R-353, 
February 1960. 

8 "Forecas ters  Turn t o  Group Guesswork", Business Week, 
March 1 4 ,  1970, pp. 130-134. 



The q u e s t i o n s  a r e  asked i n  a  series of  rounds. A round i n -  

c l u d e s  t h e  e l i c i t i n g  o f  op in ion  and t h e  feedback showing t h e  

c o l l e c t i v e  r e s u l t  of t h e  p o l l .  For  b e s t  e f f e c t s ,  t h r e e  o r  

f o u r  rounds should be conducted. I n  t h e  second round and 

onwards, t h e  e x p e r t  can review t h e  opinions and q u a n t i t a t i v e  

assessments  of t h e  o t h e r  e x p e r t s ,  d i s p a s s i o n a t e l y  and by him- 

' s e l f ,  w i thou t  any pe r sona l  c h a r a c t e r i s t i c s  of  o t h e r  e x p e r t s  

e n t e r i n g  i n t o  h i s  frame of r e fe rence .  A f t e r  f o u r  rounds,  t h e  

e x p e r t  has  u s u a l l y  reached a  f i r m  opin ion .  A s  a  gene ra l  

r u l e ,  t h e r e  i s  g r e a t e r  consensus among p a n e l i s t s  i n  l a t e r  

rounds,  b u t  a l s o  d iminish ing  r e t u r n s  t o  consensus. 

Other  f e a t u r e s  of t h e  technique  inc lude  anonymity o f  t h e  

p a r t i c i p a n t s ,  c o n t r o l l e d  feedback and s t a t i s t i c a l  group 

response.  Typica l  c h a r a c t e r i s t i c s  w e r e  o u t l i n e d  by 

9 Sackman . H e  s t a t e d  t h a t  q u e s t i o n n a i r e s  a r e  accompanied by 

some set  of i n s t r u c t i o n s ,  guide l i n e s  and ground r u l e s .  

P a r t i c i p a n t s  do n o t  m e e t  o r  d i s c u s s  i s s u e s  face- to- face ,  

and they  may be geograph ica l ly  remote from one another .  The 

q u e s t i o n n a i r e  i t e m s  may be genera ted  by t h e  d i r e c t o r ,  t h e  

p a r t i c i p a n t s ,  o r  bo th ,  and c o n s i s t  of a  series o f  i t e m s  
.. 

us ing  s i m i l a r  o r  d i f f e r e n t  s c a l e s ,  q u a n t i t a t i v e  o r  q u a l i -  

t a t i v e ,  concerned wi th  t h e  s tudy  o b j e c t i v e s  . 

9 Sackman, H . ,  Delphi Assessment: Expert  Opinion, Fore- 
Cas t ing  and Group Process ,  t h e  RAND Corporat ion,  
R-1283-PR, A p r i l  1974, pp. 7 & 8. 



Sackman f u r t h e r  s t a t e s  t h a t  t h e  ques t ionna i re  i s  adminis tered 

f o r  two o r  more rounds and t h a t  although p a r t i c i p a n t s  r e s -  

pond t o  s c a l e d  o b j e c t i v e  i tems,  they may o r  may n o t  respond 

t o  t h e  open-ended ve rba l  r eques t s .  Each i t e r a t i o n  i s  accom- 

panied by some form of  s t a t i s t i c a l  feedback which usua l ly  

involves  a  measure of c e n t r a l  tendency i l . : mean o r  

median) , some measure of d i s p e r s i o n  (i .e . : i n t e r - q u a r t i l e  

range o r  s tandard  d e v i a t i o n ) ,  o r  perhaps t h e  e n t i r e  f r e -  

quency d i s t r i b u t i o n  of responses f o r  each i tem. I t  may a l s o  

be accompanied by s e l e c t e d  ve rba l  feedback from some p a r t -  

i c i p a n t s ,  wi th  t h e  types  and amounts of  feedback determined 

by t h e  d i r e c t o r .  O u t l i e r s  (i .e. : upper and lower q u a r t i l e  

responses)  may be asked by t h e  d i r e c t o r  t o  provide w r i t t e n  

j u s t i f i c a t i o n  f o r  t h e i r  o u t l y i n g  responses.  F i n a l l y ,  

i t e r a t i o n s  wi th  feedback a r e  continued u n t i l  convergeance of 

opinion,  o r  consensus, reaches some p o i n t  of diminishing 

r e t u r n s .  

Appl ica t ion  of t h e  Delphi Method 

The above c h a r a c t e r i s t i c s  i n d i c a t e  t h a t  t h e  Delphi method 

would be app l i cab le  t o  t h i s  s tudy a s  it lends  i t s e l f  e a s i l y  

t o  be used f o r  t h e  genera t ion  and eva lua t ion  of i d e a s  f o r  

improvement. This s tudy w i l l  provide a unique oppor tuni ty  



t o  test  t h e  Delphi method a s  a behavioural  t o o l .  

The advantages of Delphi f o r  t h i s  a p p l i c a t i o n  inc lude  t h e  

oppor tuni ty  f o r  i n d i v i d u a l  brainstorming,  and a more c r e a t i v e  

genera t ion  of ideas .  Delphi a l s o  provides q u a n t i t a t i v e  

measures f o r  eva lua t ing  t h e  suggest ions a s  opposed t o  t h e  

usua l  h e u r i s t i c  ones,  providing o b j e c t i v e  f a c t s  on which t o  

base choices.  Moreover, t h e  low c o s t  of adminis te r ing  t h e  

p r o j e c t  and t h e  f e a s i b i l i t y  of ca r ry ing  it o u t  wi thout  

b r ing ing  the  p a r t i c i p a n t s  toge the r ,  provided f u r t h e r  advan- 

t a g e s  f o r  using t h i s  method. 

Conversely, t h e  Delphi method i s  n o t  devoid of drawbacks. 

The ideas  t h a t  a r e  generated can only be a s  good a s  t h e  

e x p e r t s  who genera te  them. I n  t h i s  a p p l i c a t i o n ,  it may be 

prudent t o  ques t ion  t h e  a b i l i t y  of  a salesman t o  submit new 

ideas  about h i s  own job. The answer is  probably ' y e s '  with 

regards t o  improved methods by which he c a r r i e s  o u t  h i s  job. 

However, he would n o t  be expected t o  submit proposals  f o r  

changing t h e  broader  system wi th in  which he works, a s  he 

l acks  t h e  pe r spec t ive  t o  be i n  a p o s i t i o n  from which t o  

suggest  such changes. 

One a n t i c i p a t e d  problem i n  t h i s  a p p l i c a t i o n  i s  t h e  long t i m e  

i n t e r v a l  between i t e r a t i o n s .  I t  i s  d i f f i c u l t  t o  maintain t h e  



proper  momentum between rounds and thus  a p a r t i c i p a n t  may 

n o t  remember t h e  ideas  he was e x c i t e d  about i n  t h e  previous 

round. F i n a l l y ,  by i t s  n a t u r e ,  Delphi discourages t h e  ad- 

ve r sa ry  process ,  encourages conformity and pena l i zes  d i s s e n t .  

Taking i n t o  account t h e  above c h a r a c t e r i s t i c s  o f  Delphi and 

the advantages and disadvantages of t h e  method, i t s  appl ica-  

t i o n  t o  our  s tudy  i s  acceptable .  Considering a complete 

l ack  of a l t e r n a t i v e  methods t h a t  would provide t h e  a n t i c i -  

pa ted  r e s u l t s  a s  w e l l  a s  t h e  low c o s t s ,  t h e  Delphi method 

was found t o  be t h e  only way of ca r ry ing  o u t  t h i s  s tudy.  



CHAPTER 111 

THE METHOD 

The d e t a i l e d  procedure c a r r i e d  o u t  t o  t e s t  both the  Delphi 

method and the  hypotheses i n  t h i s  s tudy,  cons i s t ed  of f i v e  

phases.  I n  the  f i r , s t  phase,  t h e  p a r t i c i p a n t s  were i n t r o -  

duced t o  t h e  p r o j e c t  and t h e i r  suppor t  was requested.  This 

phase a l s o  included t h e  a c q u i s i t i o n  of s p e c i f i c  and t imely 

d a t a  t h a t  was subsequently used t o  measure t h e  e f f e c t i v e n e s s  

of  the p r o j e c t .  

I n  t h e  second phase, an experimental  group of  salesmen 

p a r t i c i p a t e d  i n  t h e  f i r s t  Delphi round. They were requested 

t o  genera te  ideas  f o r  improving t h e i r  job. The nex t  phase 

cons i s t ed  of t h e  second round of t h e  Delphi process  t while  

t h e  f o u r t h  phase was t h e  t h i r d  and f i n a l  Delphi round. I n  

t h e  l a s t  phase, d a t a  was once more c o l l e c t e d  t o  provide 

r e l e v a n t  information f o r  measuring e f f e c t i v e n e s s .  

A f t e r  t h e  f i r s t  phase,  t h e  p a r t i c i p a n t s  were d iv ided  i n t o  

two groups: An experimental  group and a c o n t r o l  group. 

Both groups were t o  provide d i t a  f o r  t e s t i n g  t h e  e f f e c t i v e -  

ness  of t h e  p r o j e c t .  The c o n t r o l  group, however, d i d  n o t  

p a r t i c i p a t e  i n  t h e  Delphi por t ion  of t h e  p r o j e c t .  This 

arrangement provided s u f f i c i e n t  d a t a  t o  provide a b a s i s  f o r  

comparison i n  two d i f f e r e n t  ways: A 'before '  p r o j e c t  versus  

'during'  p r o j e c t  r e l a t i o n s h i p  and an 'experimental  group' 

versus ' c o n t r o l  group ' r e l a t i o n s h i p .  



The F i r s t  Phase 

To ensure  a reasonable chance f o r  success ,  t h e  Firm's Vice- 

P res iden t  of Marketing was reques ted  t o  suppor t  t h i s  p r o j e c t  

by encouraging t h e  salesmen t o  p a r t i c i p a t e .  The Vice- 

P r e s i d e n t  was advised t h a t  t h e  p r o j e c t  cons i s t ed  p r imar i ly  of 

s tudying  a new technique which would hopeful ly  i n c r e a s e  t h e  

e f f e c t i v e n e s s  of t h e  s a l e s  fo rce .  I n  o rde r  t o  s e t  t h e  V i c e -  

P res iden t  a t  e a s e ,  he was t o l d  t h e  f u l l  i n t e n t i o n s  of t h e  

s tudy.  I n  a memo, a copy of which may be found i n  Appendix I ,  

he  was t o l d  t h a t  t h e  p r o j e c t  cons i s t ed  of a s e r i e s  of mailed 

ques t ionna i res  which h i s  s t a f f  w i l l  be reques ted  t o  answer. 

The responses t o  t h e  ques t ionna i res  would hopeful ly  l e a d  t o  

a consensus on a s e r i e s  of suggest ions which could poten- 

t i a l l y  en r i ch  t h e  salesment s jobs. The Vice-president  was 

reques ted  n o t  t o  divulge t h e  method t o  t h e  p a r t i c i p a n t s  

before  t h e  s tudy was complete. 

None of t h e  p a r t i c i p a n t s  knew t h a t  an experiment was being 

conducted o r  t h a t  a consensus was expected. They were t o l d  

only t h a t  they w e r e  t ak ing  p a r t  i n  a p r o j e c t  t o  imprave jobs. 

The Vice-president  endorsed t h e  p r o j e c t .  To i n d i c a t e  h i s  

suppor t ,  he, i n  tu rn ,  s e n t  a memo t o  a l l  salesmen, i n d i c a t i n g  

t h a t  he w i l l  s tudy t h e  r e s u l t s  with a view t o  implementing 



1 those  sugges t ions  which must be in t roduced  by Management . 
A t  t h e  same t i m e  t h e  Vice -p res iden t ' s  o f f i c e  s e n t  t h e  au thor  

an a n l y s i s  of each sa lesman ' s  r e c e n t  performance. This  

r e p o r t  was coded by a s e c r e t a r y  t o  maintain  anonymity. 

The f i r s t  l e t te r  t o  t h e  salesmen (see Appendix I)  in t roduced  

t h e  au thor  and t h e  s tudy  which, they  w e r e  t o l d ,  was an inves-  

t i g a t i o n  of a method which would hopefu l ly  i m ~ r o v e  jobs ,  job 

performance and t h e  s a t i s f a c t i o n  gained from t h e  work. They 

were promised complete anonymity a s  each q u e s t i o n n a i r e  was 

i d e n t i f i e d  only  by a code number and t h e  au thor  had no way 

of  a s s o c i a t i n g  any name w i t h  any code number. This  l a s t  

f a c t o r  was an extremely impor tan t  m a t t e r  a s  t h e  a t t i t u d e  

tests d i scussed  below r e q u i r e  some very f rank  answers t o  

ques t ions  about  t h e  sa lesman ' s  a t t i t u d e  towards h i s  work and 

t h e  f i rm.  

Anonymity was a s su red  a s  a l l  mai l  t o  and from t h e  p a r t i c i p a n t s  

was be ing  handled by t h e  S e c r e t a r y  t o  t h e  M.B.A. program a t  

Simon F r a s e r  Un ive r s i ty .  The au thor  had no way o f  r e l a t i n g  

any q u e s t i o n n a i r e  wi th  a s p e c i f i c  salesman. A l e t t e r  from 

P r o f e s s o r  Wedley (see Appendix I)  suppor ted  t h e  n e c e s s i t y  f o r  

t h e  maintenance of  anonymity and a s su red  a l l  p a r t i c i p a n t s  t h a t  

1 See Appendix I f o r  copies  of a l l  w r i t t e n  communications 
used i n  phase one. 



t h e  M.B.A. o f f i c e  would provide t h e  means by which anonymity 

w i l l  be preserved.  

F i n a l l y ,  t h e  salesmen were informed t h a t  some would rece ive  

more ques t ionna i res  than o t h e r s .  The salesmen who end up i n  

t h e  c o n t r o l  group w i l l ,  of course,  r ece ive  fewer quest ion-  

n a i r e s .  A l l  t h e  salesmen were t o l d  t h a t  i n  t h e  f u t u r e ,  they 

would rece ive  t a b u l a t e d  r e s u l t s  of some of  t h e  surveys s o  

t h a t  they w i l l  be a b l e  t o  b e n e f i t  from t h e  sugges t ions  and 

opinions of t h e i r  fe l low salesmen. They were n o t  t o l d  t h a t  

they w e r e  p a r t  of an experimental  o r  c o n t r o l  group. The 

f i r s t  ques t ionna i re  was designed t o  measure need f u l f i l l m e n t  

and need s a t i s f a c t i o n  before  t h e  s tudy began. The quest ion-  

n a i r e  was s e n t  t o  a l l  salesmen, t h e  experimental  group a s  

w e l l  a s  t h e  c o n t r o l  group. The r e s u l t i n g  d a t a  provided a 

measure of a t t i t u d e s  which can be compared t o  subsequent 

tests. A sample i s  enclosed i n  Appendix I.  

The a t t i t u d e  ques t ionna i re  was based on one developed by 

1 Lyman W.  P o r t e r  i n  1964 . I t  cons i s t ed  of t h i r t e e n  i tems 

i n  t h e  fol lowing form: 

1 P o r t e r ,  L. W.  and Lawler, E.  E . ,  Managerial A t t i t u d e s  
and Performance, Homewood, Ill.:  Irwin-Dorsey, 1968, 
pp. 190-193. 



The oppor tuni ty  f o r  independent thought and a c t i o n  i n  my 
f 

job p o s i t i o n :  

(a) How much i s  t h e r e  now? 

(Min) l . . .2. . .3.  .. 4...5...6...7...8...9... (Max) 

(b) How much should t h e r e  be? 

(Min) 1. . . 2 .  . . 3 .  . .4. . .5. . .6. . .7. . .8. . . 9 .  . . (Max) 

The complete l i s t i n g  of t h i r t e e n  i t e m s  -- although presented  

i n  a  random o r d e r  i n  t h e  ques t ionna i re  -- had been pre- 

c l a s s i f i e d  i n t o  f i v e  types  of needs: 

S e c u r i t y  

S o c i a l  

Esteem 

Autonomy 

S e l f - a c t u a l i z a t i o n  

Salesmen were given t h r e e  weeks from t h e  d a t e  of mai l ing  t o  

complete t h e  ques t ionna i res  and r e t u r n  them t o  t h e  author .  

For ty-s ix  a t t i t u d e  ques t ionna i res  w e r e  s e n t  o u t  and f o r t y -  

three were re tu rned .  (See Table I .  ) Immediately fol lowing 

r e t u r n  of t h e  a t t i t u d e  ques t ionna i res ,  f i f t e e n  p a r t i c i p a n t s  

were s e l e c t e d  a t  random t o  become t h e  c o n t r o l  group. This  

group simply d i d  n o t  r ece ive  any f u r t h e r  ques t ionna i res  

u n t i l  t h e  f i n a l  phase. 



T
A

B
L

E
 

I
 

M
A

IL
IN

G
 

r
 

-
 -
 

"B
e

fo
re

" 
A

tt
it

u
d

e
 

S
u

rv
ey

 

R
o
u
n
a 
1
 

Id
e

a
 G

e
n

e
ra

ti
o

n
 

R
ou

nd
 
2
 

Id
e

a
 E

v
a

lu
a

ti
o

n
 

R
ou

nd
 

3 

Id
e

a
 R

e
-e

v
a

lu
a

ti
o

r 

"
A

ft
e

r"
 A

tt
it

u
d

e
 

S
u

rv
ey

 

D
A
T
E
 

(
A

ll
 i

n
 

1
9

7
5

) 

J
u
n
e
 

3 
/ 46 

1 03 

T
O

T
A

L
 
M
A
I
L
E
D
 9
3
 

Ju
n

e
 

1
9

 

A
ug

. 
1
2
 M

ai
le

d
 

. O
u

t 

N
o

. 

S
e

p
t 

30
 

N
ov

. 
2
6
 

1 

R
e

tu
rn

e
d

 

3
1

 

2
2
 

2
2
 

37
 

2
2
 

1
7

 

7
1

 

7
7
 

1
5
 

2
4
 

6
 8
 

6
5
 



The Idea-Generation Phase 

The n e x t  ques t ionna i re  asked t h e  salesmen t o  l i s t  as  many 

i d e a s  a s  poss ib le  on how t h e i r  job could be made more 

e f f e c t i v e .  A s  a  means of providing a  c e r t a i n  amount of 

educat ion  i n  t h e  a r e a  of job enrichment, a  l e t t e r  was en- 

c losed  wi th  t h e  ques t ionna i re  which focused the  p a r t i c i p a n t ' s  

a t t e n t i o n  on sugges t ions  which would inc rease  t h e  in f luence  

of  t h e  p a r t i c i p a n t ' s  motivators .  The suggest ions would 

prompt t h e  salesman t o  recommend changes f o r  r e s p o n s i b i l i t y  

i n  h i s  job, more c o n t r o l  over  h i s  work, feed-back and 

recogn i t ion  of ou tpu t  and a  means t o  s e t  h i s  own goa l s .  The 

i n t e n t  of t h i s  in f luence  was t o  s t e e r  away from task - re la t ed  

sugges t ions  a s  w e l l  a s  maintenance (hygiene) f a c t o r s .  

The ques t ionna i re  was designed t o  e l i c i t  about t e n  ques t ions  

2 i n  an uns t ruc tu red  format . A s  i n  a l l  mai l ings ,  coded ques- 

t i o n n a i r e s  were taken t o  Simon F r a s e r  Univers i ty ,  where they 

w e r e  s t u f f e d  i n t o  t h e  appropr ia t e  envelopes.  A due d a t e  

t h r e e  weeks a f t e r  mail ing was given t o  a s su re  prompt r e t u r n  

of t h e  ques t ionna i re .  

Upon r e t u r n  t o  Simon F r a s e r  Univers i ty ,  ques t ionna i res  w e r e  

s epa ra ted  from t h e i r  envelopes and passed on t o  t h e  author .  

Twenty-two (71  pe rcen t )  of t h e  th i r ty-one  ques t ionna i res  were 

re turned .  Only those p a r t i c i p a n t s  who responded t o  t h i s  

p~ 

2 See Appendix I1 



f i r s t  round were mailed subsequent  Delphi q u e s t i o n n a i r e s .  

The rest  w e r e  assumed t o  have chosen n o t  t o  p a r t i c i p a t e .  

The sugges t ions  were many and v a r i e d .  Most had t o  be e d i t e d  

and shor tened  t o  provide concise ,  s p e c i f i c  s t a t emen t s .  Af t e r  

e l i m i n a t i n g  d u p l i c a t i o n ,  s i x t y - f o u r  sugges t ions  w e r e  l i s t e d  

i n  random orde r .  This  l i s t  of sugges t ions  was f e d  back t o  

t h e  p a r t i c i p a n t s  on t h e  q u e s t i o n n a i r e  i n  t h e  nex t  phase.  

(See Appendix I11 f o r  samples) . 

Phase Three -- I d e a  Evalua t ion  

The n e x t  mai l ing  inc luded  a  l e t t e r  thanking t h e  salesmen f o r  

t h e i r  sugges t ions  and e x p l a i n i n g  t h e  ground r u l e s  f o r  t h e  

e v a l u a t i o n  phase. Each sugges t ion  was t o  be r a t e d  f o u r  ways: 

(1) t h e  s u g g e s t i o n ' s  b e n e f i t  t o  t h e  salesman h imse l f ,  ( 2 )  t h e  

b e n e f i t  t o  t h e  Company, ( 3 )  t h e  b e n e f i t  t o  h i s  customer and 

( 4 )  t h e  e a s e  t o  implement t h e  sugges t ion .  Rat ings  were 

based on a  s c a l e  of one t o  n ine .  The g r e a t e r  the b e n e f i t  of 

t h e  sugges t ion ,  t h e  h i g h e r  t h e  number. S i m i l a r l y ,  an ex- 

t remely d i f f i c u l t  sugges t ion  t o  implement would r a t e  a  low 

number, whi le  an easy one t o  implement would r a t e  a  h igh  

number. I n  a d d i t i o n  t o  t h e  exp lana t ion  , in  t h e  l e t t e r ,  i n -  

s t r u c t i o n s  and sample s c a l e s  w e r e  shown on each page of t h e  

q u e s t i o n n a i r e  . 



The salesmen were asked t o  r a t e  each of t h e  s ix ty - four  

sugges t ions  ( a  t o t a l  of two-hundred and f i f t y - s i x  v a r i a b l e s ) .  

They were a l s o  given t h e  oppor tuni ty  t o  add any comments 

they wished regarding any suggest ion.  Room f o r  comments was 

a l s o  provided on t h e  ques t ionna i re  ( see  Appendix 111) . 

A f t e r  t h e  r e t u r n  of t h e  ques t ionna i res ,  each response was 

key-punched and t h e  mean f o r  each v a r i a b l e  ( b e n e f i t  t o  

salesman, Company, customer, e a s e  of implementation) f o r  

each sugges t ion  was c a l c u l a t e d  wi th  t h e  a i d  of a  computer. 

These r e s u l t s  were documented and f e d  back t o  t h e  p a r t i c i -  

pan t s  a s  p a r t  of t h e  nex t  ques t ionna i re .  The comments were 

a l s o  summarized, e d i t e d  and l i s t e d .  They were f e d  back t o  

3 t h e  p a r t i c i p a n t s  a s  w e l l  . 

Phase Four -- Idea  Re-Evaluation 

The f o u r t h  phase was b a s i c a l l y  a  r e p e a t  of t h e  previous one. 

I n s t r u c t i o n s  requested t h a t  t h e  p a r t i c i p a n t s  review t h e  l i s t  

of sugges t ions ,  which now had t h e  mean r a t i n g s  a longs ide  each 

suggest ion.  They were asked t o  r e - r a t e  each suggest ion i n  

view of  t h e  r a t i n g  ass igned by t h e i r  peers .  Again, they w e r e  

given t h e  oppor tuni ty  t o  make comments, and encouraged t o  do 

3 See Appendix I11 f o r  a  l i s t  of t h e s e  comments. 



so i f  they disagreed with t h e  shown r a t i n g s .  Once more, 

i n s t r u c t i o n s  and sample s c a l e s  were included on each page 

of t h e  ques t ionna i re .  ~ p p e n d i x  I V  inc ludes  a  sample. 

The ques t ionna i res  were r e tu rned  i n  t h e  usual  manner. 

Response, a t  t h i s  s t a g e ,  dropped s l i g h t l y  t o  s i x t y - e i g h t  

pe rcen t .  A f t e r  key-punching and computing, t h e  means were 

4 documented along with t h e  r e s u l t s  of t h e  previous round . 
These r e s u l t s  were mailed t o  t h e  p a r t i c i p a n t s .  

Standard dev ia t ions  f o r  t h e  r a t i n g s  i n  phase t h r e e  and f o u r  

a s  w e l l  a s  t h e  s i g n i f i c a n c e  of  t h e  changes i n  means and 

s t andard  dev ia t ion  were a l s o  computed. The h ighes t - - ra ted  

sugges t ions  were s e l e c t e d  and t h e  r e l e v a n t  r e s u l t s  a r e  

included i n  Table 11. These t a b l e s  contained t h e  consensus 

on t h e  h i g h e s t  r a t e d  sugges t ions  f o r  job improvement. 

Assuming t h a t  t h e  Delphi rounds f u l f i l l e d  t h e  o r i g i n a l  

i n t e n t ,  Table I1 should conta in  t h e  b a s i s  f o r  a  choice of 

sugges t ions  t o  be implemented. Since they a r e  t h e  end pro- 

duc t  of t h e  p r o j e c t ,  they a r e  being s e n t  t o  t h e  salesmen and 

t o  t h e  Vice-president  of Marketing f o r  t h e i r  cons ide ra t ion .  
v 

4 See Appendix I V  



The Concluding Phase 

The l a s t  phase of t h e  p r o j e c t  cons i s t ed  of mai l ing  

a t t i t u d e  ques t ionna i res ,  t o  both  t h e  experimental  and t h e  

c o n t r o l  group. They were i d e n t i c a l  t o  t h e  i n i t i a l  quest ion-  

n a i r e  wi th  one except ion.  The experimental  group was a l s o  

s e n t  an a d d i t i o n a l  s h o r t  ques t ionna i re  which enquired about 

t h e i r  opinion on t h e  e f f e c t i v e n e s s  of  t h e  p r o j e c t  a s  a whole. 

It asked about t h e  t i m e  and e f f o r t  t h e  p r o j e c t  r equ i red  a s  

w e l l  a s  t h e  b e n e f i t s  it produced. This a d d i t i o n a l  quest ion-  

n a i r e  was t o  provide t h e  author  wi th  some d i r e c t  feed-back 

t o  augment t h e  o t h e r  measures of e f f e c t i v e n e s s .  A sample 

ques t ionna i re  i s  contained i n  Appendix V. 

During t h i s  l a s t  phase, a coded vers ion  of each salesman's 

performance ( a  Company s a l e s  a n a l y s i s  r e p o r t )  was s e n t  t o  

t h e  author .  I t  i n d i c a t e d  each salesman's  average perform- 

ance over  t h e  p a s t  four  months. This information provides 

an i n d i c a t i o n  of performance from t h e  time t h e  salesmen 

completed t h e  idea-generat ion ques t ionna i re  t o  t h e  t i m e  

they f i l l e d  o u t  t h e  l a s t  a t t i t u d e  survey. The r e s u l t s  of 

the surveys and t h e  measures of e f f e c t i v e n e s s  a r e  d iscussed  

i n  subsequent chapters .  
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CHAPTER I V  - 30 - ,  

RESULTS OF THE DELPHI ROUNDS 

A s  desc r ibed  i n  t h e  prev ious  c h a p t e r ,  t h e  p a r t i c i p a n t s  

c r e a t e d  s i x t y - f o u r  sugges t ions  f o r  job improvement. The 

salesmen assumed t h e  r o l e  of  t h e  e x p e r t s  who gene ra t ed  and 

r a t e d  t h e s e  sugges t ions .  Thirty-one e x p e r t s  w e r e  i n i t i a l l y  

p o l l e d ,  b u t  on ly  f i f t e e n  completed a l l  rounds.  A complete 

l i s t  of a l l  sugges t ions  and t h e i r  r a t i n g s  a r e  i n  Appendix I V .  

I n  a d d i t i o n  t o  t h e  mean s c o r e s  shown, t h e  s t anda rd  d e v i a t i o n  

f o r  each of t h e  f o u r  v a r i a b l e s  f o r  each sugges t ion  was ca l -  

c u l a t e d .  Those sugges t ions  wi th  a  high mean a t  t h e  end of 

t h e  t h i r d  round a r e  t h e  ones of  g r e a t e r  va lue .  Another i n d i -  

c a t i o n  of t h e  b e t t e r  sugges t ions  i s  a sma l l  s t a n d a r d  devia- 

t i o n  a t  t h e  end of  t h e  t h i r d  round. The s m a l l e r  t h e  s t a n d a r d  

d e v i a t i o n ,  the g r e a t e r  t h e  consensus.  Also,  t h e  g r e a t e r  t h e  

dec rease  i n  s t anda rd  d e v i a t i o n  between rounds,  t h e  g r e a t e r  

t h e  change towards consensus.  

For computing purposes,  t h e  f o u r  v a r i a b l e s  f o r  each of  t h e  

s i x t y - f o u r  sugges t ions  were considered a s  two hundred and 

f i f t y - s i x  v a r i a b l e s  f o r  each of t h e  two idea-eva lua t ing  

rounds. Resu l t s  showed t h a t  of t h e  two hundred and f i f t y -  

s i x  means, one hundred and e leven  inc reased ,  s i x  d i d  n o t  

change between rounds and one hundred and t h i r t y - n i n e  

decreased.  However, none of  t h e  changes i n  mean w e r e  

s i g n i f i c a n t  a t  t h e  t e n  p e r c e n t  l e v e l  i n  a  p a i r e d  two- ta i led  



T-tes t .  Thus means changed very l i t t l e  between rounds and 

any v a r i a t i o n s  can be a t t r i b u t a b l e  l a r g e l y  t o  chance. 

Although no e x a c t  c a l c u l a t i o n s  were made, a  p o s i t i v e  corre-  

l a t i o n  seemed t o  occur between h igh ly  r a t e d  sugges t ions  and 

i n c r e a s i n g  means a s  we l l  a s  lower r a t e d  sugges t ions  and de- 

c r e a s i n g  means. 

Changes i n  s tandard  dev ia t ion  were more d e f i n i t e .  The 

s t andard  dev ia t ion  decreased i n  two hundred and f i f t y - t h r e e  

o u t  of two hundred and f i f t y - s i x  cases .  I t  inc reased  i n  only 

t h r e e  cases .  I n  grouped one- ta i led  T- tes t s ,  twenty-six de- 

c r e a s e s  i n  s tandard  dev ia t ion  were s i g n i f i c a n t  a t  t h e  t e n  per- 

c e n t  l e v e l ,  f i f ty -one  cases  a t  t h e  f i v e  pe rcen t  l e v e l  and one 

hundred and e i g h t  cases  a t  t h e  one pe rcen t  l e v e l .  This would 

genera l ly  i n d i c a t e  a  very d e f i n i t e  t r e n d  towards a  consensus. 

Although each suggest ion was r a t e d  on t h e  b a s i s  of t h r e e  

b e n e f i t  s c a l e s  and an ease-of-implementation s c a l e ,  t h e r e  was 

genera l ly  a  very s t rong  c o r r e l a t i o n  between a l l  four  scores .  

The scores  f o r  each of the  four  v a r i a b l e s  seldom v a r i e d  by 

more than  one p o i n t  f o r  any p a r t i c u l a r  suggest ion.  This  

c loseness  w i l l  probably prompt f u t u r e  use of an average score  

or one summarizing score  p e r  suggest ion.  Such a  use of t h e  

scores  sugges ts  t h a t ,  i n s t e a d  of having four  d i f f e r e n t  scores  

p e r  sugges t ion ,  one would have been s u f f i c i e n t  -- a -  score  

i n d i c a t i n g  the  o v e r a l l  value of t h e  suggest ion.  



The use of a s i n g l e  s c o r e  may be accep tab le  f o r  some s t u d i e s ,  

b u t  a s  c l o s e  c o r r e l a t i o n  between t h e  va r ious  b e n e f i t  s c a l e s  

and e a s e  of implementation s c a l e s  i s  n o t  n e c e s s a r i l y  a t t a i n e d ,  

t h e  use  of a s i n g l e  sco re  p e r  sugges t ion  may n o t  provide  an 

adequate ,  o b j e c t i v e  measurement of  t h e  va lue  o f  t h e  sugges- 

t i o n .  Furthermore, by e l i c i t i n g  f o u r  d i f f e r e n t  s c o r e s  f o r  

each sugges t ion ,  t h e  p a r t i c i p a n t  i s  fo rced  t o  cons ide r  s e v e r a l  

a s p e c t s  of  t h e  sugges t ion ,  thereby  b r i n g i n g  about  more con- 

s i d e r e d  judgements. A s i n g l e  s c o r e  would al low a quick ,  

impuls ive r a t i n g ,  whi le  s e v e r a l  va lue  judgements would f o r c e  

t h e  p a r t i c i p a n t  t o  weigh t h e  b e n e f i t s  more c a r e f u l l y .  

Of t h e  s i x t y - f o u r  sugges t ions ,  on ly  n i n e  can be considered a s  

1 mot iva to r s  which would e n r i c h  jobs . Only two of t h e s e  n ine  

mot iva tors  w e r e  inc luded  i n  t h e  s i x t e e n  sugges'tions which 

r ece ived  t h e  h i g h e s t  r a t i n g s .  The remainder of t h e  sugges- 

t i o n s  concern themselves wi th  maintenance f a c t o r s  and opera- 

t i o n a l  changes i n  t h e  salesman's  work. These hygiene o r  

maintenance sugges t ions  would probably have no e f f e c t  on t h e  

sa lesmen ' s  f e e l i n g  of s a t i s f a c t i o n .  I f  implemented, however, 

many of  t h e s e  sugges t ions  might make t h e  salesman more 

e f f e c t i v e ,  a s  some of  t h e s e  i d e a s  would i n c r e a s e  e f f i c i e n c y  

wi thou t  caus ing  motivat ion.  Customer-oriented sugges t ions ,  

1 Suggest ions  No. 7, 10, 1 4 ,  19, 20, 2 1 ,  3 8 ,  47, 50, 
L i s t  of sugges t ions ,  Appendix 11. 



such a s  those sugges t ing  changes i n  t h e  s e r v i c e  l e v e l  t h e  

Company provides,  may, i n  e f f e c t ,  i n c r e a s e  s a l e s .  Increases  

i n  e f f e c t i v e n e s s  may t h e r e f o r e  occur due t o  both management 

implemented po l i cy  changes a s  w e l l  a s  due t o  increased  s t a f f  

motivat ion.  

I n  s p i t e  of t h e  l i m i t e d  number of motivator  sugges t ions ,  t h e  

Delphi process  f o r  Job Improvement may s t i l l  produce va luable  

r e s u l t s .  The f a c t  t h a t  most s t andard  dev ia t ions  decreased 

s i g n i f i c a n t l y  means t h a t  much g r e a t e r  convergence of opinion 

has been achieved by using t h e  Delphi technique.  Therefore,  

even i f  only a very l i m i t e d  number of  sugges t ions  a r e  imple- 

mented, t h e  consensus t h a t  was achieved w i l l  probably a s s i s t  

implementation a s  a r e s u l t  of t h e  salesmen's  commitment and 

expected a t t i t u d e  change. 



CHAPTER V 

MEASURES OF EFFECTIVENESS 

Three measures of  e f f e c t i v e n e s s  were implemented f o r  t h i s  

s tudy.  I t  w a s  hoped t h a t  some, i f  n o t  a l l ,  o f  t h e s e  measures 

would prov ide  p o s i t i v e  i n d i c a t i o n s  t h a t  t h e  Delphi t echnique  

i s  a b e n e f i c i a l  method f o r  g e n e r a t i n g  and e v a l u a t i n g  job i m -  

provement s u g g e s t i o n s .  A l l  t h r e e  measures w e r e  t aken  b e f o r e  

and a f t e r  t h e  Delphi t r ea tmen t .  The f i r s t  was t h e  a c t u a l  

s a l e s  performance of  t h e  exper imenta l  and c o n t r o l  groups.  

The second measure was an a t t i t u d e  survey  which would i n d i -  

cate changes i n  need s a t i s f a c t i o n  as a r e s u l t  of  t h e  p r o j e c t .  

The l a s t  measure was d i r e c t  feed-back from t h e  p a r t i c i p a n t s  

o f  t h e i r  p e r c e p t i o n  of t h e  p r o j e c t .  

E f f e c t  on S a l e s  Performance 

I t  i s  r e l a t i v e l y  e a s y  t o  measnre t h e  performance of  a  s a l e s -  

man compared t o  any o t h e r  worker,  a s  t h e  produc t  of  h i s  work 

( t h e  s a l e s  he  makes) i s  t a n g i b l e  and g e n e r a l l y  w e l l  docu- 

mented. Unfo r tuna t e ly ,  h i s  e f f e c t i v e n e s s  i s  o f t e n  dependent 

on many f a c t o r s  which a r e  o u t s i d e  h i s  c o n t r o l .  

Hence, a l though  t h e  sales he made a r e  measured, h i s  e f f o r t ,  

i n  r e l a t i o n .  t o  t h e  a s s i s t a n c e  and h inderance  he meets, 



cannot be determined. Assis tance and hinderance he meets 

inc lude  t h e  p o s i t i v e  in f luences  of  product q u a l i t y ,  prompt 

s e r v i c e ,  high repu ta t ion  of t h e  goods, favourable  market 

condi t ions  and good customer r e l a t i o n s  whereas the  negat ive  

in f luences  include s t rong  competi tors ,  low demand, high 

p r i c e s  and d e l i v e r y  problems. 

T r a d i t i o n a l l y ,  salesmen's performances have g e n e r a l l y  been 

eva lua ted  on a c t u a l  s a l e s  only,  while  t h e  p o s i t i v e  and neg- 

a t i v e  in f luences  were assumed t o  be a  cons tan t  f a c t o r  t h a t  

could be ignored i n  month-to-month o r  year-to-year ana lyses .  

Due t o  t h e  i m p r a c t i c a l i t y  of weighing and inc luding  a l l  

t h e s e  e x t e r n a l  f a c t o r s ,  t h i s  s tudy had t o  r e l y  on a c t u a l  

s a l e s  f i g u r e s  alone. This does n o t  n e c e s s a r i l y  mean t h a t  

t h e  e x t e r n a l  f a c t o r s  were cons tant .  

The in f luence  of t h e  p r o j e c t  on the  salesmen's e f f e c t i v e n e s s  

w a s  measured by comparing a  p a r t i c i p a n t ' s  average weekly 

s a l e s  j u s t  before  t h e  f i r s t  ques t ionna i re  was mailed,  t o  h i s  

average weekly s a l e s  during the  l a s t  seventeen weeks of  t h e  

p r o j e c t ,  ending when the  l a s t  ques t ionna i re  was re turned .  

A l l  s a l e s  f i g u r e s  were converted t o  i n d i c a t e  t h e  s a l e s  a  

p a r t i c i p a n t  w a s  respons ib le  f o r  a s  a  percentage of the  t o t a l  

s a l e s  f o r  h i s  s a l e s  d i v i s i o n .  This i s  because of t h e  r e l a -  

t i v e  d i f f e r e n c e  between t h e  s i z e s  of var ious  s a l e s  



t e r r i t o r i e s  and t h e  v a r i a t i o n  of t o t a l  demand r e s u l t i n g  from 

seasonal  and market in f luences .  Such a c a l c u l a t i o n  should 

equa l i ze  a l l  e x t e r n a l  in f luences  t h a t  a f f e c t  salesmen, a s  t h e  

environmental  condi t ions  wi th in  a d i v i s i o n  would a f f e c t  

salesmen equal ly .  However, d i f f e r e n t  environmental  condi- 

t i o n s  . a f f e c t  each of t h e  geographic s a l e s  d i v i s i o n s .  This 

required. t h a t  s a l e s  comparisons be maintained wi th in  each 

d i v i s i o n . .  

The p a r t i c i p a n t s  were included i n  f i v e  of t h e  company's 

n a t i o n a l  s a l e s  d i v i s i o n s .  Although th i r ty -one  salesmen were 

asked t o  p a r t i c i p a t e ,  only f i f t e e n  completed t h e  p r o j e c t .  

The performance of those f i f t e e n  was compared t o  t h e  n ine  

members of t h e  c o n t r o l  group t h a t  p a r t i c i p a t e d  i n  both t h e  

i n i t i a l  and f i n a l  a t t i t u d e  survey. 

r 

The s a l e s  of each man, before  and dur ing  t h e  p r o j e c t ,  whether 

member of experimental  o r  c o n t r o l  group, were converted t o  

percentage of d i v i s i o n  s a l e s .  Next, t h e  "before" and 

"during" f i g u r e s  were compared and a percentage inc rease  o r  

decrease  was ca lcu la ted .  

Table I11 shows t h e  changes i n  s a l e s  percentage achieved by 

each of e leven salesmen i n  t h e  experimental  group and n ine  

salesmen i n  t h e  c o n t r o l  group. The remaining p a r t i c i p a n t s  



TABLE I11 

CHANGE IN SALESMEN'S EFFECTIVENESS IN PERCENT 

EXPERIMENTAL GROUP 

CODE NO. CHANGE 

CONTROL GROUP 

CODE NO. 

16 
20 
18 
9 
1 

23 
19 
17 
26 

CHANGE 

+9.4 
+5.9 
+2 .o 
+l. 0 
+0.9 
+0.7 
+O. 4 
-0.2 
-0.4 



were d i v i s i o n a l  s a l e s  managers whose e f f e c t i v e n e s s  was n o t  

i n d i c a t e d  by s a l e s  a n a l y s i s  r e p o r t s .  The changes a r e  shown 

i n  rank sequence. The Wilcoxson Sum of Ranks test  on t h i s  

d a t a  demonstrated t h a t  t h e r e  was an i n s i g n i f i c a n t  d i f f e r e n c e  

1 between t h e  two groups . On examination, t h e r e f o r e ,  t h e  

d i f f e r e n c e s  a r e  due t o  ou t s ide  in f luences  o r  chance. The 

p r o b a b i l i t y  of ou t s ide  in f luences  having an e f f e c t  on t h e  

r e s u l t  i s  s t rengthened by t h e  implementation of new market- 

i n g  p o l i c i e s ,  r e s t r u c t u r i n g  of t e r r i t o r i e s  and t h e  substan- 

ttsl reduct ion  of t h e  t o t a l  s a l e s  f o r c e  during t h e  course of 

t h e  p r o j e c t .  There i s  s u b s t a n t i a l  reason t o  be l i eve  t h a t  

t h e  e f f e c t i v e n e s s  of t h e  salesmen has been inf luenced f a r  

more by e x t e r n a l  f a c t o r s  than by t h i s  p r o j e c t .  

E f f e c t  on A t t i t u d e s  

A s  descr ibed  i n  Chapter 111, t h e  a t t i t u d e  surveys cons i s t ed  

of two i d e n t i c a l  t e s t s ,  adminis tered t o  both experimental  

and c o n t r o l  groups, a t  t h e  beginning and end of t h e  p r o j e c t .  

Each t e s t  included t h i r t e e n  p a i r s  of ques t ions .  These ques- 

t i o n s ,  though presented i n  a  random o r d e r  i n  t h e  quest ion-  

n a i r e ,  had been p r e c l a s s i f i e d  i n t o  one of  f i v e  types  of needs. 

1 See Appendix V I  



They w e r e  s e c u r i t y ,  s o c i a l ,  esteem, autonomy and s e l f -  

a c t u a l i z a t i o n  needs.  The key f e a t u r e  of  t h e  des ign  o f  t h e  

t h i r t e e n  i t e m s  was t o  t r y  t o  determine t h e  r e l a t i v e  potency 

2,3 of  t h e  va r ious  needs c l a s s i f i e d  i n  Maslow's theory  . 

For each of t h e  t h i r t e e n  i t ems ,  two q u e s t i o n s  w e r e  asked: 
b 

How much (of t h e  c h a r a c t e r i s t i c )  do you now have 

i n  your job? 

How much (of t h e  c h a r a c t e r i s t i c )  should you have , 

i n  your job? 

The answers t o  t h e  f i r s t  of  t h e s e  two q u e s t i o n s  f o r  each of  

t h e  t h i r t e e n  i t e m s  w e r e  t aken  a s  a  measure o f  need f u l f i l l -  

ment. The d i f f e r e n c e  i n  answers between t h e  second ( t h e  

perce ived  e q u i t a b l e  amount) and f i r s t  x the r e a l i t y )  of  t h e s e  

q u e s t i o n s  was taken a s  t h e  o p e r a t i o n a l  measure of need s a t -  

i s f a c t i o n .  That i s ,  t h e  g r e a t e r  t h e  amount by which "should 

be" exceeded " i s  now" i n  t h e  f i n d i n g s ,  t h e  g r e a t e r  is  t h e  

d i s s a t i s f a c t i o n .  

Table I V  shows the mean a t t i t u d e  s c o r e s  ob ta ined  from t h e  

two groups b e f o r e  and a f t e r  t h e  Delphi process .  I t  shows 

2 P o r t e r ,  L. W. and Lawler, E .  E . ,  Managerial A t t i t u d e s  and 
Performance, Homewood Ill.:  I rwin  Dorsey, 1968, p. 131. 

3 Maslow, A .  H . ,  Motivat ion and P e r s o n a l i t y ,  
New York: Harper, 1954. 



TABLE I V  

A t t i t u d e  S u r v e y s  - L e v e l s  of Need F u l f i l l m e n t  

Need 11 
S e c u r i t y  Needs 

1. Job S e c u r i t y  

S o c i a l  Needs 

2 .  O p p o r t u n i t y  t o  
h e l p  

3 .  F r i e n d s h i p  I 
Esteem Needs 

4.  S e l f - e s t e e m  

5. I n s i d e  p r e s t i g e  I 
6.  O u t s i d e  p r e s t i g  .i 

Autonomy Needs 

7 .  A u t h o r i t y  

8. I n d e p e n d e n t  
t h o u g h t  I 

9 .  P a r t i c i p a t i o n  
t o  set  g o a l s  

10 .  P a r t i c i p a t i o n  
- methods  

.se.l.f. Act. . - u a l i z a t i o n  

11. P e r s o n a l  g rowth  

12 .  S e l f - f u l f i l l m e n  

13 .  Accomplishment  

-- 

E x p e r i m e n t a l  Group 

A f t e r  

C o n t r o l  Group 

B e f o r e  

- -- 

A f t e r  Change 

-0.7 

-1.2 

1 . 3  

-0.2 

0 .2  

-0.2 

71 .0  

-0.2 

0 .7* 

0.6 

0 . 1  

0 . 3  

0 .4  

* ~ n d i c a t e s  change  s i g n i f i c a n t  a t  1 0 %  l e v e l , , p a i r e d  one- 

t a i l e d  tes t .  



the l e v e l s  of s a t i s f a c t i o n  t h e  p a r t i c i p a n t s  i n d i c a t e d  f o r  the  

var ious need f a c t o r s  descr ibed  above. S t a t i s t i c a l  a n a l y s i s  

i n d i c a t e s  t h a t  t h e  change i n  a t t i t u d e  i s  i n s i g n i f i c a n t  when 

comparing the  d i f f e r e n c e  between the  a t t i t u d e s  of t h e  exper- 

imental  and c o n t r o l  group before  t h e  s t a r t  of t h e  p r o j e c t .  

This means t h a t  t h e  two groups a r e  comparable. Analysis  

a l s o  i n d i c a t e s  t h a t  t h e  d i f f e r e n c e  i n  a t t i t u d e  of  the  exper- 

imental  group between "before" and " a f t e r "  t e s t s  i s  a l s o  

i n s i g n i f i c a n t .  I n  f a c t ,  t h e  before  and a f t e r  response t o  

only one ques t ion  was s i g n i f i c a n t l y  d i f f e r e n t  i n  t h e  t e s t  on 

t h e  experimental  group. One s i g n i f i c a n t  change i n  t h i r t e e n  

ques t ions  i s  a  r e s u l t  t h a t  could e a s i l y  be due t o  chance. 

S imi la r ly ,  only one response from t h e  c o n t r o l  group i n d i -  

ca ted  a  s i g n i f i c a n t  change, again probably due t o  chance. 

However, it i s  i n t e r e s t i n g  t h a t  t h e  same ques t ion ,  . " the  

oppor tuni ty  i n  my s a l e s  p o s i t i o n  f o r  p a r t i c i p a t i o n  i n  the  

s e t t i n g  of goals  f o r  the  Sa les  Department", was the  one t h a t  

i n d i c a t e d  s i g n i f i c a n t  change f o r  both groups. I t  i s  a l s o  

noteworthy t h a t  t h e  experimental  group f e l t  t h a t  t h e  oppor- 

t u n i t y  f o r  p a r t i c i p a t i o n  had become l e s s ,  while t h e  con t ro l  

group perceived inc reas ing  oppor tuni ty  f o r  p a r t i c i p a t i o n .  

This f i n d i n g  impl ies  t h a t  p a r t i c i p a t i o n  i n  t h e  Delphi pro- 

cess d i d  n o t  provide t h e  salesmen wi th  a  f e e l i n g  t h a t  they 

were p a r t i c i p a t i n g  i n  the  s e t t i n g  of o rgan iza t iona l  goa l s .  

I t  i s  p o s s i b l e  t h a t  t h e i r  p a r t i c i p a t i o n  i n  the Delphi 



TABLE V 

A t t i t u d e  Surveys - Levels  of  Need S a t i s f a c t i o n  

- 
Need 

Secur i ty  Needs 

1. Job S e c u r i t y  

S o c i a l  Needs 

2 .  Opportuni ty  t o  
h e l p  

3 .  Fr iendsh ip  

E s t e e m  Needs 

4 .  S e l f  Esteem 

5.  I n s i d e  P r e s t i g e  

6 .  Outs ide P r e s t i g e  

Autonomy Needs 

7. Author i ty  

8. Independent 
thought  

9 .  P a r t i c i p a t i o n  
- g o a l s  

10,. P a r t i c i p a t i o n  
- methods 

Self  A c t u a l i z a t i o n  

11. Per sona l  growth 

12 .  S e l f - f u l f i l l m e n t  

13. Accomplishment 

Experimental  Group 

A f t e r  

Cont ro l  Group 

A f t e r  

* I n d i c a t e s  a change s i g n i f i c a n t  a t  10% l e v e l ,  p a i r e d  t e s t  



rounds made them more aware of t h e i r  l ack  of  p a r t i c i p a t i o n ,  

thereby lowering t h e i r  perceived degree of  p a r t i c i p a t i o n .  

Table V shows t h e  l e v e l s  of need s a t i s f a c t i o n  i n d i c a t e d  by 

t h e  p a r t i c i p a n t s .  The need s a t i s f a c t i o n  r e l a t e s  t o  t h e  "how 

much should t h e r e  be" p a r t  of each ques t ion .  The responses 

i n d i c a t e  t h a t  only two changes i n  a t t i t u d e  were s i g n i f i c a n t  

i n  t h i s  p a r t  of t h e  t e s t  a s  we l l .  I t  i s  i n t e r e s t i n g  t o  note ,  

however, t h a t  t h e  l e v e l s  of need s a t i s f a c t i o n  have genera l ly  

decreased f o r  t h e  experimental  group while  they increased  

s l i g h t l y  f o r  t h e  c o n t r o l  group. One might surmise t h a t  t h e  

p a r t i c i p a t i o n  i n  t h e  p r o j e c t  has  lowered t h e  salesmen's 

expecta t ions  of  the  l e v e l s  of s a t i s f a c t i o n  t h a t  t h e  job 

should provide.  This i s  t h e  only d e f i n i t e  t r e n d  i n d i c a t i n g  

a d i f f e r e n c e  between experimental  and c o n t r o l  group, before  

and a f t e r  t h e  Delphi rounds and, a s  i n d i c a t e d  e a r l i e r ,  t h e  

changes a r e  n o t  s t a t i s t i c a l l y  s i g n i f i c a n t .  Nevertheless ,  

o u t s i d e  in f luences  should n o t  be completely ignored. The 

reo rgan iza t ion  of one d i v i s i o n ,  real ignment  of t e r r i t o r i e s  

and reduct ion  of t h e  s a l e s  fo rce  mentioned e a r l i e r  would 

normally be expected t o  have a t  l e a s t  an o v e r a l l  short- term 

negat ive  in f luence  on a t t i t u d e s .  This ,  however, was n o t  in-  

d i c a t e d  i n  t h e  t e s t s .  I t  can t h e r e f o r e  be concluded t h a t  

a t t i t u d e s  were n o t  a f f e c t e d  by t h e  salesmen's  p a r t i c i p a t i o n  

i n  t h i s  p r o j e c t .  There i s  a  p o s s i b i l i t y ,  of  course ,  t h a t  



t h e  p r o j e c t  r a i s e d  t h e  a t t i t u d e s  somewhat t o  o f f s e t  t h e  neg- 

a t i v e  e f f e c t s  mentioned above. 

/ 

E f f e c t i v e n e s s  as Perce ived  bv t h e  P a r t i c i ~ a n t s  

To o b t a i n  some d e f i n i t e  feedback from t h e  p a r t i c i p a n t s ,  

t h o s e  i n  t h e  exper imenta l  group w e r e  asked t o  complete an 

4 e x t r a  q u e s t i o n n a i r e  i nc luded  w i t h  t h e  l a s t  a t t i t u d e  survey  . 
The fo l lowing  r e s u l t s  were revea led :  Most salesmen s p e n t  

between one hour  and f i v e  hours  on complet ing q u e s t i o n n a i r e s .  

One s p e n t  n i n e  hour s ,  b u t  t h e  average  w a s  3 . 2 .  A l l  b u t  two 

agreed  t o  p a r t i c i p a t e  i n  a s i m i l a r  s t u d y  i n  t h e  f u t u r e  i f  

r e q u e s t e d  t o  do so .  

For  f u t u r e  budget  purposes ,  i f  a s imi la r  Delphi s tudy  w a s  t o  

be  c a r r i e d  o u t ,  t h e  c o s t s  would have t o  i n c l u d e  t h e  p a r t i c i -  

p a n t ' s  t i m e ,  t h e  a d m i n i s t r a t o r s '  t i m e ,  key-punch c o s t s ,  com- 

p u t e r  t ime c o s t s  , photocopying and m a i l i n g  c o s t s  . The c o s t  

of the sa lesmen ' s  t i m e  was based on a s a l a r y  of  $260  p e r  

week. F i f t e e n  salesmen, spending 3 . 2  hour s  each  f i l l i n g  o u t  

q u e s t i o n n a i r e s ,  would amount t o  $333 .  Admin i s t r a t i on  c o s t s  

i n c l u d e  t h e  wages f o r  a  s e c r e t a r y  (a t  an e s t i m a t e d  s a l a r y  of 

4 See Appendix V 



$220 p e r  week) who codes,  m a i l s  and opens mailT-rqm p a r t i c i -  

pan t s .  The e s t i m a t e d  c o s t  would amount t o  two hours  p e r  

round: $35. Design, p r e p a r a t i o n  and t y p i n g  of t h e  ques- 

t i o n n a i r e s  a long  w i t h  photocopying and c o l l a t i n g  them, would 

r e q u i r e  about  twelve hours .  I f  a  s e n i o r  o f f i c e  employee, 

w i th  a s a l a r y  of  $250 p e r  week c a r r i e d  o u t  t h e s e  t a s k s ,  h i s  

c o s t  would be $80. Key-punching and photocopying c o s t s  were 

e s t i m a t e d  a t  $40 and -pos t age  a t  $20. Computer c o s t s  a r e  

dependent on many v a r i a b l e s .  Assuming t h e  r e q u i r e d  system i s  

a v a i l a b l e  and t h a t  a  s u i t a b l e  s t a t i s  t i c a l  a n a l y s i s  program 

can be used when r e q u i r e d ,  machine t i m e  c o s t s  could be  a s  

low as $5 - $10 p e r  run .  Consequently,  t h e  t o t a l  c o s t  of 

such a Delphi s tudy  can be e s t i m a t e d  a t  j u s t  ove r  $500. 

! 

Other  q u e s t i o n s  r evea l ed  t h a t  on s c a l e s  of  one t o  n i n e ,  t h e  

salesmen averaged 5.2 f o r  l e a r n i n g  from t h i s  p r o j e c t .  Fo r ty  

p e r c e n t  of them sco red  6 .  The q u e s t i o n  "d id  you g e t  new 

i d e a s  from t h i s  p r o j e c t "  s co red  an average  o f  5.5 whi le  

"enjoyment r e c e i v e d  from t h i s  p r o j e c t "  averaged 5 .3 .  With 

r e l a t i o n s h i p  t o  t h e i r  work, t h e  men awarded an average o f  

4 .5  f o r  t h e  a s s i s t a n c e  i n  work p lanning  t h a t  t h i s  p r o j e c t  

has  p rov ided ,  and a  mean o f  4.8 went t o  " d i d  your  involve-  

ment i n  t h i s  p r o j e c t  h e l p  i n  your  work". 

The s t a n d a r d  d e v i a t i o n  f o r  most responses  was 2.0, i n d i c a t i n g  



l i t t l e  consensus among t h e  p a r t i c i p a n t s  i n  r a t i n g  t h e  p r o j e c t .  

The responses  f u r t h e r  i n d i c a t e  a r a t h e r  n e u t r a l  f e e l i n g  which 

p rec ludes  any g r e a t  en thus iasm about  t h e  p r o j e c t  on t h e  p a r t  

of t h e  p a r t i c i p a n t s .  It  i s  f e l t  t h a t  t h e  salesmen could n o t  

i d e n t i f y  w i th  any r e l e v a n t ,  new o r  m o t i v a t i n g  i d e a s  a s  a 

r e s u l t  o f  t h i s  p r o j e c t .  This  matter i s  d i s c u s s e d  f u r t h e r  i n  

t h e  n e x t  chapte r .  



CHAPTER V I  

CONCLUSIONS 

The success  of a Delphi Job Improvement Program from the  

pe r spec t ive  of a corpora t ion  i s  dependent on whether t h e  

workers who p a r t i c i p a t e d  w i l l  f e e l  t h a t  t h e i r  jobs have 

been enriched,  and, a s  a r e s u l t  of job enrichment,  w i l l  

have become more e f f e c t i v e  and s a t i s f i e d .  A s  d iscussed  i n  

t h e  In t roduc t ion ,  research  has shown t h a t  job enrichment i s  

achieved through changes i n  the  work i t s e l f .  Consequently, 

f i n a l  j u s t i f i c a t i o n  can only be achieved a f t e r  a l l  phases of 

t h e  job improvement program have been completed. This s tudy 

i s  a p a r t i a l  one i n s o f a r  a s  it only cons iders  t h e  i d e a  gen- 

e r a t i o n  and i d e a  evalua t ion  phases. 

There a r e  a few f a c e t s  which impaired t h e  success  of t h e  

o v e r a l l  p r o j e c t  . Most of these  impairments were completely 

beyond t h e  a u t h o r ' s  c o n t r o l .  Nevertheless ,  i l l umina t ion  of 

these  obs tac les  w i l l  he lp  provide quidance f o r  f u t u r e  

s t u d i e s .  

A s  p revious ly  descr ibed by Sackman i n  h i s  research  f o r  the  

1 
RAND Corporation , a s h o r t  time i n t e r v a l  between rounds i s  

c r i t i c a l  f o r  t h e  maintenance of momentum among t h e  p a r t i c i -  

pants .  I n  t h i s  p r o j e c t ,  p a r t i c i p a n t s  rece ived  feedback from 

1 Sackman, H . ,  Delphi Assessment: Expert  Opinion, Fore- 
c a s t i n g  and Group Process ,  t h e  RAND Corporation, 
R-1283-PR, Apr i l  1 9 7 4 .  



t h e  previous round a f t e r  a  f i v e  week w a i t ,  a l lowing f o r  

mai l ing ,  processing and t h e  product ion of t h e  nex t  quest ion-  

n a i r e .  I n  add i t ion ,  the  l a s t  round was f u r t h e r  postponed by 

a n & t i o n a l  mail  s t r i k e ,  which caused an e x t r a  t h r e e  weeks ' 
delay.  During the  mail  s t r i k e ,  t h e  l a s t  round of ques t ion-  

n a i r e s  was dispatched v i a  var ious  company t rucks .  With t h e  

e f f o r t  and co-operation of t h e  company's T r a f f i c  Department, 

ques t ionna i res  were de l ive red  t o  t h e i r  d e s t i n a t i o n  and re- 

turned,  sometimes being handled by s e v e r a l  d i f f e r e n t  

c a r r i e r s .  The de lays ,  however, f u r t h e r  impaired t h e  e f f e c -  

t i v e n e s s  of t h e  p r o j e c t .  During t h e  l a t t e r  rounds some 

salesmen considered these  ques t ionna i res  a s  nuisances des- 

p i t e  i n i t i a l  wi l l ingness .  The extended t i m e  frame may a l s o  

have been p a r t l y  respons ib le  f o r  e l i m i n a t i n g  any improve- 

ments i n  a t t i t u d e s  which t h i s  p r o j e c t  may have s t imula ted .  

I n  f u t u r e  Delphi p r o j e c t s ,  it would be h ighly  d e s i r a b l e  t o  

have the var ious  rounds no more than a week a p a r t .  This 

could be accomplished by severe ly  reducing the  time requi red  

between rounds f o r  computing r e s u l t s  and prepar ing  the  

fol lowing ques t ionnai re .  I n  a  company-wide Delphi p r o j e c t ,  

where p a r t i c i p a n t s  a r e  g r e a t l y  sepa ra ted ,  t h e  use of t e l e t y p e  

or o t h e r  e l e c t r o n i c  communications medium should be con- 

s i d e r e d  a s  a  quick method f o r  e l i c i t i n g  responses from p a r t -  

i c i p a n t s . .  Although a  n a t i o n a l  mail  s t r i k e  cannot usual ly  

be a n t i c i p a t e d  months before  it occurs ,  f u t u r e  Delphi 



p r o j e c t s  should include contingency p lans  f o r  the  speedy 

handling of ques t ionna i res .  

An overwhelming number of  sugges t ions  were concerned with 

hygiene f a c t o r s .  This f a c t  i n d i c a t e s  t h a t  t h e  p a r t i c i p a n t s  

e i t h e r  d i d  n o t  know what type of sugges t ion  t o  submit o r  

could n o t  o r i g i n a t e  job enr i ch ing  i d e a s .  Ford, i n  h i s  re-  

search ,  found t h a t  workers d i d  n o t  have a  broad enough con- 

c e p t u a l i z a t i o n  of t h e i r  jobs t o  enable  them t o  genera te  

2 v i a b l e  ideas  f o r  job enrichment . This f ind ing  has been 

borne o u t  i n  t h i s  p r o j e c t  a s  we l l .  On the  o t h e r  hand, t h e  

l e t t e r  which was enclosed w i t h  t h e  ques t ionna i re  contained 

some s p e c i f i c  ques t ions  which were supposed t o  guide t h e  

3 p a r t i c i p a n t s  towards motivat ing ideas  . These ques t ions  
/ 

were intended a s  a  simple replacement f o r  the  work famil-  

i a r i z a t i o n  s t age .  Since only hygiene f a c t o r s  were generated,  

it appears t h a t  t h e  leading  ques t ions  were only a  super- 

f i c i a l  t rea tment  of t h e  work f a m i l i a r i z a t i o n  s t a g e .  

Future p r o j e c t s  of t h i s  type should inc lude  a  s u b s t a n t i a l  

amount of o r i e n t a t i o n  i n  job enrichment concepts and methods 

2 Ford, Robert N . ,  "Motivation Through t h e  Work I t s e l f " ,  
New York : American Management Associa t ion ,  1969. 

3 See Appendix I1 



b e f o r e  t h e  Delphi rounds beg in .  Although t h e  salesmen 

could be  cons idered  a s  e x p e r t s  i n  t h e i r  jobs ,  t h e i r  i n a b i l i t y  

t o  gene ra t e  mot iva t ing  op in ions  a l s o  d i s t o r t e d  t h e i r  appre- 

c i a t i o n  o f  t h e  va lue  of t h e i r  s u g g e s t i o n s .  

Th i s  p r o j e c t  d i d  n o t  t es t  t h e  c r e a t i v i t y  of t h e  sugges t ions  

no r  t h e i r  e f f e c t s  on job improvement. S ince  t h e  implemen- 

t a t i o n  phase of  t h e  program has  n o t  y e t  t aken  p l a c e ,  it w a s  

imposs ib le  t o  measure t h e  impact  of  t h e  changes i n  t h e  work 

i t s e l f .  However, it w a s  found t h a t ,  c o n t r a r y  t o  t h e  i n i t i a l  

hypo thes i s ,  a t t i t u d e s  and e f f e c t i v e n e s s  were n o t  s i g n i f i -  

c a n t l y  a f f e c t e d .  This  f i n d i n g  concurs  w i t h  t h e  Herzberg 's  

and F o r d ' s  con ten t ions  t h a t  on ly  t h e  a c t u a l  changes i n  t h e  

work i t s e l f  w i l l  a f f e c t  t h e s e  f a c t o r s .  Consequently,  t h e  

o v e r a l l  succes s  of  t h i s  s tudy  i s  dependent on t h e  e f f e c t i v e -  

n e s s  of  t h e  whole program. 

The e f f e c t i v e n e s s  of t h e  Delphi method a s  t e s t e d  i n  t h i s  

s tudy  i s  more encouraging.  The r a t i n g s  o f  t h e  sugges t ions  

i n d i c a t e d  ve ry  s t r o n g  concensus.  I t  i s  hoped t h a t  such con- 

s ensus  would lower r e s i s t a n c e  t o  change d u r i n g  t h e  imple- 

menta t ion  phase. The Delphi method t h e r e f o r e  has  p o t e n t i a l  

as be ing  a v i a b l e  t echnique .  I t  g e n e r a t e s  and communicates 

i d e a s .  I t  g i v e s  o b j e c t i v e  r a t i n g s  which can a i d  t h e  dec i -  

s i o n  maker when making a choice .  Moreover, when a p p l i e d  



anonymously t o  workers, i t  becomes an e x c e l l e n t  veh ic le  

f o r  providing upward 'communication. 

Poss ib le  f u t u r e  use of t h e  Delphi method f o r  s i m i l a r  app- 

l i c a t i o n s  a s  a formalized suggest ion box o r  a method f o r  

s o l i c i t i n g  ideas  warrants  f u r t h e r  r e sea rch .  The Delphi 

method has been shown t o  be e f f e c t i v e  and simple t o  apply.  

A t  t h e  c u r r e n t  c o s t  of $500 f o r  a p r o j e c t  which inc ludes  

f i f t e e n  p a r t i c i p a n t s  from c o a s t  t o  c o a s t ,  it i s  a r e l -  

a t i v e l y  inexpensive t o o l .  



APPENDIX I 

F I R S T  MAILING - INTRODUCTION AND ATTITUDE SURVEY 



Further to our conversation here in Vancouver, I am now 
hoping to get started on the research project I mentioned to you. 

INTERCOMPANY CORRESPONDENCE 

The projcct consists of testing a new technique designed to 
increase the effectiveness of our salesmen. It entails their 
participation in a series of surveys which have a two-fald purpose. 
First, they ask the salesman to think about ways he can improve 
his own effectiveness by changing the makeup of his job, and second, 
the results of the survey will hopefully point the way for Flanage- 
ment to further improve the Salesmen's effectiveness. 

- 

As mentioned, the project consists of a series of questionnaires, 
the answers leading to a consensus on a plan. In this case, the 
plan is .to improve the Salesmen's effectiveness through reshaping 
his job and enriching it. In colloquial terms, the aim is to design 
his job so that he gets more satisfaction from it, a greatcr feeling 
of achievement, accepts m6re responsibility and has more scope for 
growth. A short write up on this method in a different type of 
application is enclosed. Incidentally, I would appreciate it if the 
met.hod not be discussed with the Salesmen before or during the 
duration of the project. The reason for this is we would not want 
the Salesmen's reaction to be affected by their expectation of how 
the technique works. 

From G.S. Merchant 

As the success of the project is entirely dependent on the 
participation of Management and the Salesmen, I need y o ~ r  full 
support for the following: 

Date: April 24, 1975 

1. A list of names and addresses of all Salesmen, 
Sales Managers and Plant Mznagers. 

2. A letter from you to each Salesman advising them that 
I, as a student of Simon Fraser University, am doing 
a project into the performance of Salesmen and that 
you urge them to participate. This means filling out 
a series of questionnaires, one of which will probably 
take 45 minutes, the rest about 10 - 15 minutes for 
a total of no more than two hours over about two months. 
The Salesmen will be asked for opinions and suggestions 
which will be completely confidential. Only the grouped 
results of all suggestions will be transmitted to 
yourself, Company Management and the participants. 

3. The abovr letter should also state that you will study 
the resu!*s of the project with a view to implementing 
these suggcstions. Without this committmcnt, the whole 
exercise will be futile in the Salesmen's eycs. 



I am p l a n n i n g  t o  i n c l u d e  t h e  S a l e s  and P l a n t  Managers 
i n  my s u r v e y  b e c a u s c  I ' m  s u r e  t h e y  have many i d e a s  f o r  
improving t h e  S a l e s m a n ' s  job .  I hope t h i s  i s  okay w i t h  
you. 

I n  o r d e r  t o  h e l p  a s c e r t a i n  w h e t h e r  t h e  p r o j e c t  h a s  been 
s u c c e s s f u l ,  I w i l l  need  t o  s t u d y  t h e  S a l e s  A n a l y s i s  o f  
e a c h  o f  t h e  Salesmen.  I w i l l  r e q u i r e  t h e  P r o d u c t  Group 
By Route Summary showing one s a l e s  d i v i s i o n  p e r  page 
(sample e n c l o s e d )  f o r  e a c h  d i v i s i o n  a t  t h r e e  d i f f e r e n t  
t i m e s :  once j u s t  b e f o r e  t h e  f i r s t  s u r v e y ,  once 
immedia te ly  a f t e r  t h e  l a s t  s u r v e y  and once a b o u t  t h r e e  
months l a t k r .  These  r e s u l t s  w i l l  i n d i c a t e  ( h o p e f u l l y )  
any change i n  e f f e c t i v e n e s s  when comparing t h e  s a l e s  i n  
a t e r r i t o r y  i n  which t h e  Salesman p a r t i c i p a t e s  w i t h  
one i n  which ' h e  Salesman does  n o t .  Of c o u r s e ,  i n i t a l l y  
a l l  Salesmen a r e  u r g e d  t o  p a r t i c i p a t e  and a s u b s t a n t i a l  
number a r e  e x p e c t e d  t o  respond .  Could Bruce Goodfellow 
p r o v i d e  t h e  l i a s o n  on t h i s ?  

One a s p e c t  o f  t h e  t e ~ h n i q u e  i s  an  a s s u r a n c e  t o  t h e  p a r t i c i p a n t s  
that t h e  answers  w i l l  be t r e a t e d  anonymously.  With c o n f i d e n t i a l i t y  
a s s u r e d ,  t h e  Salesmen w i l l  f e e l  f r e e r  t o  respond .  To a s s u r e  them 
of comple te  c o n f i d e n t i a l i t y ,  my p r o f e s s o r ,  D r .  Wi l l i am C .  Wedley, 
w i l l  have h i s  o f f i c e  m a i l  and  r e c e i v e  t h e  q u e s t i o n n a i r e s .  He w i l l  
a l s o  m a i n t a i n  a  c o d i n g  l i s t  f o r  i d e n t i f y i n g  t h e  r e s p o n d e n t s .  I  w i l l  
r e c e i v e  t h e  coded q u e s t i o n n a i r e s  f o r  a n a l y s i s ,  b u t  I w i l l  n o t  know 
t h e  names a s s o c i a t e d  w i t h  t h e  code  numbers.  

Many t h a n k s  f o r  go ing  a l o n g  w i t h  me o n ' t b i s  p r o j e c t .  I 
s i n c e r e l y  hope t h a t  i t  w i l l  be  a  c o n s t r u c t i v e  t o o l  which n o t  o n l y  
p a y s  d i v i d e n d s  by improving t h e  e f f e c t i v e n e s s  o f  y o u r  s t a f f ,  b u t  a l s o  
by p r o v i d i n g  u s  w i t h  a  new method o f  o b t a i n i n g  p a r t i c i p a t i o n  from 
t h e  whole team. 

To s a v e  you some t i m e ,  I am e n c l o s i n g  a  p o s s i b l e  sample l e t t e r  
which you might  c o n s i d e r  s e n d i n g  t o  t h e ' s a l e s m e n .  P l e a s e  f e e l  no 
o b l i g a t i o n  t o  u s e  any p a r t  o f  t h i s  l e t t e r ,  a s  I ' m  n o t  t r y i n g  t o  p u t  
words i n  y o u r  mouth. While I was i n  t h e  m i d s t  o f  making up l e t t e r s  
and memos I t h o u g h t  I  might  a s  w e l l  i n c l u d e  t h i s  one and p o s s i b l y  
s a v e  you some t i m e .  

F i n a l l y ,  I would a p p r e c i a t e  t h a t  l i s t  o f  names and a d d r e s s e s  
of:.Salesmcn and t h e i r  Managers a s  w e l l  a s  t h e  S a l e s  A n a l y s i s  s h e e t s  
as  soon a s  p o s s i b l e !  s o  t h a t  I may g e t  s t a r t e d .  Thanks.  

L 
~ e o r g e  Mcrchnnt 

. 
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FELLOW L A L E S M E N :  

We w a n t  t o  m a k e  y o u r  j o b s  m o r e  e n r i c h i n g .  

A c c o r d i n g l y ,  G e o r g e  M e r c h a n t  o u r  V a n c o u v e r  M a n a g e r  

of A d m i n i s t r a t i o n ,  i s  p r e s e n t l y  c a r r y i n g  o u t  a  s t u d y  

w h i c h  w i l l  b e n & f i t  b o t h  y o u  a n d  t h e  C o m p a n y .  T o  d o  

t h i s ,  he m u s t  i n v o l v e  a l l  f o r t y - t w o  s a l e s m e n  i n  a  

s e r i e s  o f  g u e s t i o n a i r e s .  T h e  r e s u l t s  o f  t h e s e  g u e s t -  

i o n a i r e s  h o p e f u l l y  w i l l  b r i n g  a b o u t  i m p r o v e d  a n d  m o r e  

s a t i s f y i n g  j o b s  f o r  a l l  s a l e s  p e o p l e  - t h i s  i s  o u r  

o b j e c t i v e .  

A g a i n ,  m a n y  n e w  i d e a s  s h o u l d  c o m e  f r o m  t h i s  

p r o j e c t .  B o t h  y o u  a n d  I w i l l  be g e t t i n g  f e e d - b a c k  

on t h e s e  n e w  t h o u g h t s .  W e  l o o k  f o r w a r d  t o  u s i n g  t h e  

i d e a s  y o u  b r i n g  o u t  i n  y o u r  f u t u r e  s a l e s  w o r k .  

P l e a s e  d o  y o u r  p a r t  t o  a n s w e r  G e o r g e ' s  q u e s t i o n s .  

T h e  p r o j e c t  i s  b e i n g  d o n e  f o r  y o u r  b e n e f i t .  I t  w i l l  

w o r k  o n l y  i f  y o u  p a r t i c i p a t e . .  

I t h a n k  G e o r g e  f o r  h e l p i n g  u s .  L e t ' s  g e t  b e h i n d  

t h i s  p r o j e c t  a n d  m a k e  i t  a  s u c c e s s .  O n l y  y o u  c a n  m a k e  

t h i s  h a p p e n  - p l e a s e  d o  y o u r  p a r t .  

. 



To: A l l  Salesmen Froin: G. Merchant 

Date: June 3,  1975 

Although I am known t o  some of you, l e t  me in t roduce  myself t o  
those  I have not  had the  p leasure  of meeting. 

A s  you can see ,  my name i s  George Merchant. My presen t  posi-  
t i o n  i s  Manager of Administrat ion i n  t h e  Vancouver Off ice .  I 
have been employed by t h e  Company f o r  6 yea r s ,  b u t  go t  t o  know 
many people wi th in  the  o rgan iza t ion  long before  I joined.  

I am p resen t ly  going t o  Simon F r a s e r  Univers i ty ,  working to-  
ward a  Masters Degree i n  Business Administrat ion.  A s  p a r t  of 
my s t u d i e s ,  I am i n v e s t i g a t i n g  a  method of improvina jobs,  job 
performance and t h e  s a t i s f a c t i o n  people g e t  from t h t i r  work. 

. I 'would  l i k e  t o  have your a s s i s t a n c e  i n  sugges t ing  improve- 
ments f o r  the  Salesman's job wi th in  our  Company. Over t h e  nex t  
month o r  two, you w i l l  be r e c e i v i n g  some ques t ionna i res  . t o  f i l l  
o u t  and r e t u r n  i n  a  pre-addressed envelope. A l l  of the  surveys 
w i l l  be  anonymous. A few people w i l l  be r ece iv ing  more ques- 
t i o n n a i r e s  than o t h e r s .  Your ques t ionna i re  w i l l  be i d e n t i f i e d  
by a code number, b u t  a s  P r o f e s s o r  Wedley has mentioned i n  h i s  
accompanying l e t t e r ,  only he and h i s  s e c r e t a r y  w i l l  know t h e  
name assoc ia ted  wi th  t h e  code. 

You w i l l  rece ive  t h e  t a b u l a t e d  r e s u l t s  of  some of the  key sur-  
veys s o  t h a t  you w i l l  be a b l e  t o  b e n e f i t  from t h e  suggest ions 
and opinions of your f e l low Salesmen. This  feedback should 
make your p a r t i c i p a t i o n  an i n t e r e s t i n g  and enjoyable experience.  
It i s  a n t i c i p a t e d  t h a t  no more than two hours of your time w i l l  
b e  r equ i red  f o r  a l l  of  t h e  surveys.  

I have received our  Vice-pres ident ' s  permission and suppor t  t o  
work wi th  the  Sa les  Force on t h i s  p r o j e c t .  A t  t he  end of the  
survey,  both you and t h e  Vice-pres ident  w i l l  rece ive  a  l i s t  of 
sugges t ions .  He has given me h i s  assurance t h a t  he w i l l  s e r -  
i o u s l y  consider  every sugges t ion .  Obviously, f o r  the  p r o j e c t  
t o  succeed, I need t h e  s e r i o u s  suppor t  of a l l  concerned. 

P lease  i n d i c a t e  your w i l l i n g n e s s  t o  p a r t i c i p a t e  by f i l l i n g  o u t  
t h e  a t t ached  q u e s t i o n n a i r e .  Do n o t  e n t e r  your name because 
your ques t ionna i re  i s  a l r e a d y  i d e n t i f i e d  by a  code n u d e r  and 
we  want t o  maintain anonymity. Upon completion of the  form, 
j u s t  enclose  it i n  t h e  envelope provided and mail it back t o :  
P ro fessor  William C .  Wedley, Department of Economics and 
Commerce, Simon F r a s e r  Unive r s i ty ,  Burnaby, B. C. Your r e p l y  

, w i l l  be analyzed on June 18,  1975 s o  p lease  have your response 
i n  t h e  mail before  t h a t  t ime.  The b e s t  i d e a  i s  t o  spend a  few 
minutes t o  f i l l  o u t  t h e  q u e s t i o n n a i r e  r i g h t  now. 

Thank you. 



, . . / I  . . . . ' Y 

SIMON F I ~ A S E R  UNIVCHSIIY, DUI~FJAUY 2. u c.. CANADA 
M.B.A. EXECUTIVE PROGRAMME: 191-3639 

Dear S i r :  

I am s o r r y  t h a t  I have n o t  had t h e  oppor tun i ty  t o  meet t h e  S a l e s  
f o r c e  of ' . . A s  your company's name impl ies  
you a r e  spread too f a r  a c r o s s  t h e  country  t o  enab le  a meeting t o  be held .  

I am w r i t i n g  t o  e x p l a i n  my r o l e  i n  M r .  George Merchant's s tudy  of 
a method f o r  making jobs  niore s a t i s f y i n g  and rewarding. I have been 
adv i s ing  and a s s i s t i n g  George i n  o rgan iz ing  the  s tudy.  I have a l s o  agreed 
to  a c t  a s  the  person who codes ,  ma i l s  o u t ,  and r e c e i v e s  the  ques t ionna i res  
which you w i l l  be completing. This  procedure enab les  u s  t o  keep t r a c k  of 
which i n d i v i d u a l s  respond wi thou t  a c t u a l l y  i d e n t i f y i n g  those  i n d i v i d u a l s  
by naine. 

The procedure works a s  fol lows.  George w i l l  p r e s e n t  me wi th  (1) 
enlrelopes w i t h  your addresses  on them, (2) uncoded q u e s t i o n n a i r e s ,  and 
(3) pre-addressed r e t u r n  envelopes.  I o r  my s e c r e t a r y  w i l l  p l a c e  a code 
number on your q u e s t i o n n a i r e  and send t h e  m a t e r i a l s  t o  you. Upon r e t u r n  
~f t h e  completed q u e s t i o n n a i r e  from you, I w i l l  open and d i s c a r d  t h e  
envelope, and g ive  t h e  completed and coded q u e s t i o n n a i r e s  t o  George f o r  
a n a l y s i s  and p r e p a r a t i o n  of  t h e  n e x t  ques t ionna i re .  

I can a s s u r e  you t h a t  o n l y  I and my s e c r e t a r y  w i l l  know the  names 
a s s o c i a t e d  w i t h  t h e  code nunbers.  I f  i t  ever  became known t h a t  I d i d  no t  
r e s p e c t  c o n f i d e n t i a l i t y ,  then  my a b i l i t y  t o  be involved i n  s i m i l a r  s t u d i e s  
i n  indus t ry  would be  s e r i o u s l y  jeopardized.  A s  a consequence, I have no 
i n t e n t i o n  of r e v e a l i n g  names and b reak ing  your t r u s t .  

Your p a r t i c i p a t i o n  i n  t h e s e  s e r i e s  of q u e s t i o n n a i r e s  should be a 
workhwhile exper ience wi thou t  a major expend i tu re  of time on your p a r t .  
The p r o j e c t  has  many b e n e f i t s  f o r  you, and I urge you t o  give  i t  your 
s e r i o u s  cons ide ra t ion .  

Yours s i n c e r e l y ,  

W.C. Wedley 
A s s i s t a n t  P rofessor  



INSTRUCTTOPIS: Several characteristics or qualities con- 
nected with Sales positions are listed. For each charactcristic 
you arc asked to ~ i v e  two (2) ratinqs on the separate scales 
numbercd one (1) r-o ninc (9). The low numbers on each scale 
represent low or :iinimum (rnin) amounts of the characteristic 
being measured, ?.nd high numbers on each scale represent hiqh or 
maximum (max) amounts of the characteristic being mcasurcd. 

EXAMPLE: The opportunity for professional growth connected 
with my Sales position; 

a. How much is there now? (min) 1 2 @ 1! 5 6 7 8 9 (rnax) 

b. -How much should there be? (mill) 1 2 3 4 5 0 7  8 3 (max) 

Notice that in the example above, the numbers ( 3 )  and ( 6 )  
were circled. This does not mean to imply that the number circlzd -- 
in the (a.) part of each question must be smaller than thc number 
circled' in the (b.) part of the same question. Once you circle a 
number on the (a.) part of the question, you are Cree to choose any 
number on the (b.) part of that same question. In other words, ycu 
may make your responses in any coinbination you so choose. BUT BE 
SURE TO CIP,CLE A lifUPlSER ON BOTH THE (a.) AND THE ( b . )  PZiRTS TO EACH - 
QUESTION. 

1. feeling of security in my Sales position: 
a. - How much .is there now? (min) 1 2  3 4 5 6 7 8 9 (max) 

b. How much should there be? (rnin) 1 2 3 4 5 6 7 8 9 (max) 

2. The opportunity in my Sales position to give help to Customers: 

a. How much is there now? (min) 1 2  3 4 5 6 7 8 9 (max) 

b. How much should there be? (rnin) 1 2 3 4 5 C 7 8 9 (max) 

3. The opportnnity to develop close friendships in my Sales posi- 
tion (particularly among fellow workers) : 

a. How much is there now? (min) 1 2 3 4 5 6 7 8 9 (max) 

b; How much should there be? (min) 1 2 3 4 5 6 7 8 3 (max) 

4. The feeling of self-esteem a person gets from being in my Sales 
position: 

a. How much is there now? (min) 1 2 3 4 5 6 7 8 9 (max) 

b. How much should there be? (min) 1 2 3 4 5 6 7 8 9 (mas) 

5 .  The prestige of my Sales position inside the office and plant 
( t h a t  is, the reqard rcceivcd from others who work in the office, 
including Pranagers and staff ) : . 
a. How much is there now? (rnin) 1 2 3 4 5 G 7 8 9 (max) 
b. How much should there be? (min). 1 2 3 4 5 G 7 8 9 (max) 



The prestige of my Salesman's position outside the Plant 
.(that is, the regard received from others not connected 
with the business): 
a. How much is there now? (min) 1 2  3 4 5 6  7  8 9 (max) 

b. How much should there be? (min) 1 2 3 4 5 6  7  8 9 (rnax) 

The authority connected with my Sales position: 

a. Now much is there now? (min) 1 2  3 4 5 6  7  8 9 (max) 

b. How much should there be? (rnin) 1 2 3 4 '5 6  7 8 9 (max) 

The opportunity for independent thought and action in my Sales 
pc.sition : 

a. How much is there now? (min) 1 2 3 4 5 6  7 8 9 (max) 

b. How much should there be? (rnin) 1 2 3 4 5 6  7 8 9 (max) 

The opportunity in my S'ales position for participation in the 
setting of goals for the Sales department: 

a. How much is there now? (min) 1 2 3 4 5 6  7 8 9 (max) 

b. How much should there be? (rnin) 1 2 3 4 5 6  7  8 9 (max) 

The opportunity, in my Sales position, for participation in the 
determination of methods and procedures: 

a. How much is there now? (min) 1 2  3 4.5 6  7 8 9 (max) 

b. How much should there be? (rnin) 1 2 3 4 5 6  7  8 9 (max) 

The opportnnity for personal growth and development in my Sales 
position : 

a. How much is there now? (min) 1 2  3 4 5 6 . 7  8 9 (max) 

b. How much should there be? (rnin) 1 2 3 5 6  7 8 9 (rnax) 

The feeling of self-fulfillment a person gets from being in my 
Sales pcsition (that is, the feeling of being able to use your 
own unique capabilities, or realizing your potential): 

a. How much is there now? (min) 1 2  3 4 5 6  7 8 9 (max) 

b. How much should there be? (min) 1 2 3 4 5 6  7 8 9 (max) 

The feeling of worthwhile accomplishment in my Sales position: 

a. How much is there now? (min) 1 2  3 4 5 6  7 8 9 (rnax) 

b. How much should there be? (min) 1 2 3 4 5 G 7 8 9 (max) 
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SECOND MAILING - IDEA-GENERATION PHASE 



To: The Sales Force 
From: George Merchant 

June 19, 1975 

Gentlemen: 

Thank you for returning the first questionnaires. Your 
answers are being tabulated. In the meantime, here is another 
questionnaire. This is the one which will take the most of 
your time, but is also the key questionnaire in the project. 

You are requested to list a series (as many as you can) of 
ideas on how your job could be made more effective. Please think 
about this for a minute or two, then jot down whatever comes to 
mind. I have jotted down some questions, the answers to which 
may trigger an idea or two in your minds: 

How can I get more involved in the work, so that I feel I 
am a greater part of-it? 

How can I take greater control of things so that I can make 
more decisions that affect my work? 

Is there a better way for me to know when I've done a good 
job? 

How can I get my boss to talk to me more, so I can tell 
what he expects of me? 

How can I get a better handle on what the Company thinks of 
my potential for getting ahead? 

What would have to change in order to make me feel great 
after a successful day's work? 

How can I grow in my job? Get ahead as quickly as possible 
and let others see how well I'm doing? 

How can I have more say about what I should be doing, how I 
should be doing it and when? 

How can I set my own goals? 

How can I meet the goals I have set for myself? 

Are my present goals high but attainable? If not, how can 
they be changed? 

Does the boss really let me know how I'm doing? If not, 
how can we change the situation? 



Does t h e  Company e v a l u a t e  my e f f o r t s  i n  a  f a i r  manner? I f  
n o t ,  how can t h e  method of e v a l u a t i o n  be changed? Can I 

;. keep s c o r e  myself? 

DO t h e  rewards I g e t  r e f l e c t  t h e  e f f o r t  I p u t  i n t o  my job? 
If n o t ,  how should t h e  reward ( s a l a r i e s ,  bonus, p r i z e s )  
system be changed? 

DO I g e t  h e l p  when I want i t ?  I f  n o t ,  how can  I g e t  i t ?  
HOW can I g e t  encouragement when I f e e l  I need i t ?  Can I 
g e t  t h e  boss  t o  leavo  me a lone  when I d o n ' t  want h i s  he lp?  
What can be changed s o  1 can  have my way i n  t h i s  m a t t e r ?  

Khat can be done t o  g e t  r i d  of  my p e t  g r i p e s ?  

What can  I do t o  do a b e t t e r  job on t h e  t e r r i t o r y ?  

Is my t ime scheduled i n  such a  manner t h a t  I can g e t  my 
job  done wi thout  having t o  w a i t  f o r  o t h e r s ?  I f  n o t ,  how 
can  I change t h e  schedule? 

Do I have t h e  information neces sa ry  t o  do  my.job? If n o t ,  what 
i n fo rma t ion  do I need? 

Do I want more chance t o  t a k e  p a r t  i n  d e c i s i o n s  t h a t  a f f e c t  my 
work? How can t h a t  be accomplished? 

What can  be done t o  a d j u s t  t h e  amount of  work I do? 

Am I do ing  t h e  amount and q u a l i t y  of  work t h a t  i s  expected of 
me? Is t h e r e  a  way I can meet g r e a t e r  demands? 

P l e a s e  t a k e  a few minutes r i g h t  now and j o t  down a s  many 
s p e c i f i c  i d e a s  a s  p o s s i b l e .  The i d e a  h e r e  i s  t o  g e t  an abundance 
of i d e a s ,  s o  a s  long a s  t h e  i d e a  is b e n e f i c i a l ,  j o t  it down. 

When You c a n ' t  t h i n k  of any more i d e a s ,  p u t  them i n  t h e  envelope 
and m a i l  them back. We ' l l  t a b u l a t e  them a l l  by z u l y  1 2 ,  1975. 
S h o r t l y  a f t e r  t h a t  d a t e  I w i l l  l e t  you know t h e  i d e a s  t h a t  were c r ea t ed .  

Thanks. 



SUGGISSTIONS, page 1 , 



SUGGESTIONS, page 2 .... .. ---- .... .--" . . . . . . .  . .....-.a- ....-.. 

... .... .. . . . . . . . . . . .  . " . .  . a * . . . . . . . . . .  --. - .....-. .--.--- --- - .--.-- ----,-. ...... 
please-  return.  Enclose. more sheets, if you wish, Thank . . 
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THIRD MAILING - IDEA-EVALUATION PHASE 



TO: A l l  Sa l esmen  

SUBJECT: L I S T  OF SUGGESTIONS 

FROM: Geo rge  M e r c h a n t  

DATE:  A u g u s t  12 ,  1975  

Many t h a n k s  f o r  r e t u r n i n a  y o u r  l i s t  o f  s u g g e s t i o n s  w h i c h  
w o u l d  make y o u r  j o b s  mo re  e f f e c t i v e .  You r  s u q q e s t i o n s  and  
comments we re  much a p p r e c i a t e d  s i n c e  t h e y  i n d i c a t e  t h a t  y o u  
m u s t  h a v e  t a k e n  c o n s i d e r a b l e  t i m e  and  s p e n t  c o n s i d e r a b l e  e f f o r t  
on t h i s  p r o j e c t .  

A l l  s u g g e s t i o n s  made h a v e  been  r e p r o d u c e d  o n  t h e  a t t a c h e d  
s h e e t s .  You w i l l  n o t e  t h a t  t h e y  h a v e  a l l  been  r e w o r d e d .  T h i s  
was done  t o  make e a c h  s u g g e s t i o n s  mo re  b r i e f ,  c o n c i s e  and  t o  t h e  
p o i n t .  I t  was a l s o  done  t o  make t h e  s t y l e  o f  a l l  s u g g e s t i o n s  
s i m i l a r  t o  a l l o w  y o u  t o  compare  one  s u g g e s t i o n  t o  a n o t h e r  mo re  
e a s i  l y .  

The  n e x t  s t e p  i n  t h i s  p r o j e c t  i s  t o  e v a l u a t e  e a c h  o f  t h e s e  
s u g g e s t i o n s .  As t h e  a t t a c h e d  s h e e t s  i n d i c a t e ,  t h e  i d e a  i s  t o  
r a t e  e a c h  s u g g e s t i o n  o n  a  s c a l e  o f  1  t o  9 upon  i t s  b e n e f i t s  t o  
t h e  s a l e s m e n  ( y o u r s e l v e s )  t o  t h e  company a n d  t o  t h e  c u s t o m e r .  We 
a r e  a l s o  l o o k i n g  f o r  a  r a t i n g  t e l l i n g  how e a s i l y  t h e  s u g g e s t i o n  
c a n  b e  p u t  i n t o  e f f e c t .  As n o t e d ,  b y  a  s c a l e  o f  1 t o  9 we mean 
t h a t  if y o u  c o n s i d e r  t h e  s u g g e s t i o n  as  v e r y  b e n e f i c i a l  y o u  s h o u l d  
r a t e  i t  as  9  and  i f  y o u  see  i t  as v i r t u a l l y  u s e l e s s  r a t e  i t  as 1,  
o r  g i v e  i t  a  r a t i n g  anywhe re  i n  b e t w e e n  e x t r e m e s .  Any number f r o m  
1 t o  9  i s  a c c e p t a b l e .  I n  t h e  same manne r ,  i f  a  s u g g e s t i o n  i s  e a s y  
t o  i m p l i m e n t  g i v e  i t  a  r a t i n g  o f  9,  a n d  i f  v e r y  d i f f i c u l t  a  r a t i n g  
o f  1 .  Once a g a i n ,  a n y  number  b e t w e e n  1  and  9 i s  a c c e p t a b l e  as l o n g  
a s  i t  d e s c r i b e s  t h e  ease  o r  d i f f i c u l t y  o f  p u t t i n g  t h e  s u g g e s t i o n  
i n t o  e f f e c t .  

Y o u r  r a t i n g  o f  e a c h  s u g g e s t i o n  w i l l  b e  a  c l e a r  i n d i c a t i o n  o f  
t h e  v a l u e  o f  each  s u g g e s t i o n .  A l t h o u g h  t h i s  t a s k  w i l l  n o t  t a k e  t o o  
much o f  y o u r  t i m e ,  i t  i s  i m p o r t a n t  t h a t  y o u  c o n s i d e r  each  s u g g e s t i o n  
c a r e f u l l y  and  r a t e  i t  as y o u  t r u l y  s e e  i t .  

I hope t o  a n a l y z e  y o u r  r e s p o n s e s  s t a r t i n g  Sep tembe r  8 t h ,  t h e r e -  
f o r e  t iope y o u  c a n  g e t  y o u r  q u e s t i o n n a i r e s  b a c k  t o  me w e l l  b e f o r e  t h a t  
t i m e .  

Many t h a n k s  a g a i n  f o r  p a r t i c i p a t i n g  i n  t h i s  v e r y  w o r t h w h i l e  
p r o j e c t ,  and,  as b e f o r e ,  I w i l l  g e t  b a c k  t o  y o u  w i t h  t h e  r e s u l t s  o f  
y o u r  e f f o r t s  as  soon  as y o u r  q u e s t i o n n a i r e s  h a v e  been  a n a l y s e d .  

PLEASE BE SURE TO MAIL B A C K  ALL 6 PAGES. ----------- 

GM/cm Geo rge  M e r c h a n t  



Shown below i s  a  l i s t  o f  t h c  suggestions submi t t c t l  jn t h c  p r c v i o u s  q u c s t i o n n a i r c .  P l c a s c  
t a t c  cach  o f  thct~:.  P i ck  t h e  nuntbcr you c o n s j d c r  ; !pp l i cab lc  from t h e  abovc s c a l e s  and w r i t c  
i t  i n  t h e  s p p r o p r i a t c  s q u a r e  bclow. Rate  e a c h  q u c s t i o n  f o u r  ways: 

1. How h c n c f i c i a l  i s  t h e  s u g g c s t j o n  t o  t h e  sa l e sman  ( h c n e f j t  s c a l c )  
2. HOW b c n e f i c i a l  i s  t h c  sug:!:cstiol~ t o  t h c  Compi~ny ( b c n c f i t  s c a l c )  
3. llov h c n c f j c i a l  i s  t h c  s u g g c s t i o n  t o  t h e  C u s t o ~ ~ c r  ( b e n c f i t  s c a l c )  
4. How c a s i l y  can t h c  s u g g e s t i o n  be  p u t  i n t o  e f i c c t  ( c a s e  s c a l c  

You may add any  comments you wish  t o  cach  s u g g c s t i o n .  

A summary o f  p r o 8 u c t s  s h o r t e d  d u r i n g  
t h e  weck s h o u l d  b e  i s s u e d  on F r i d a y s  
t o  a l l o w  sa l e smen .  t o  h o o s t  t h e i r  
volume t h e  f o l l o w i n g  week. 

Salesmen s h o u l d  b e  aware  o f  new 
p r o d u c t s  o r  l a b e l s  b c f o r e  t h e y  a r c  i n  
.the f i e l d .  They shoul i !  b e  in fo rmed  
a b o u t  t h e  p r o d u c t  and  have  2 szxnple 
to show customers , ,  even  i f  o n l y  a 
p i c t u r e .  

Salesmen s h o u l d  b e  k e p t  i n fo rmed  a s  
t o  which p r c d u c t s  a r e  i n  s h o r t  s u p p l y  
as w e l l  an  which s h o u l d  b e  moved. 

Some b e e f  s o l d  i n  t h e  Vancouver a r e a  
c o u l d  b e  bough t  d i r e c t l y  f rom Red - 
Deer t o  make t h e  company more 
c o m p e t i t i v e .  

The company s h o u l d  g e t  p romot ions  i n  
s t o r e s  f o r  2 ~ e e k s  a t  a  t i m e .  More 
e x p o s u r e  o f  o u r  b r a n d  l a b e l  s h o u l d  
p r o v i d c  r e p e a t  b u s i n e s s .  

lo s h o u l d  become a  p r i c e  l e a d e r  a t  
l e a s t  some o f  t h e  time. 

Salesmen s h c u l d  have  more s a y  a s  t o  
t h e  i s s u i n g  of c r e d i t  f o r  r c t u r n c d  
p r o d u c t ,  c r s o r s  o r  s h i p p i n g  troubles. 

A Dook o!l t h c  t y p e  and s i z e  o f  h o t e l ,  
x c s t i ~ u r c l n t ,  ar.d i n s t i t u t i o n a l .  c u t s  
s h o u l d  b c  iiv.?il+bl.e t o  sa l e smen  
c a l l i n g  on  such  a c c o u n t s .  

Thc! company s h o u l d  hiive a  s a l c s  
s u p e r v i s o r  i n  thc v a r i o u s  a r c a s  who 
would spcnd  t ime  on e a c h  t e r r i t o r y  t o  
h e l p  s a l c s ~ n c n  s o l v e  t h e i r  problems. 

Sa1csmc.n s h o u l d  b e  in fo rmcd  on the 
a v n i l . h j 1 i t . y  o f  product i n  advancc so 
t h a t  t h c y  can 1-lan s a l c s .  

Strl.as~ncrr shoulcl  h n v r  morc r m p o r t u n i t y  
to  par.?; c u q w i n t s  o n t o  I?apt.  lwatls 
uit lront.  I ~ c j l ~ c ~  ) > i I t  on  t l~r c!cfcnr,ivc. 

- 
i ASE - C O M M E N T S  



R O U N D  T W O  Q 1 J C S T I O ' N N A I R E  

r I N  S C A L E  I 

Shown helow i s  n l j s t  o f  t h e  sugp ,c s t ions  s u b m i t t e d  jn  t h e  p r c v i o u s  q u e s t i o n n a i r e .  P l c a s c  
r a t e  cach o f  t h c n ~ .  P ick  t h e  nunhcr  you c o n s i d c r  a p p l i c i l l ~ l c  from t h c  abovc s c s l c s  and w r i t e  
'it i n  t h e  a p p r o p r j a t e  s q u a r e  I ~ e l o w .  Kate  cach  q u e s t i o n  f o u r  ways: 

1. HOW h e n c f i c i a l  i s  t h e  sup .gcs t ion  t o  t h c  snlesman ( b c n c f i t  s c a l c )  
2. ilow h c n c f j c i n l  i s  t h c  s u f : p c s t i o n  t o  t h c  Company (bcnc . f i t  s c a l e )  
3. ilow h e n c f i c i a l  i s  t h e  suggestion t o  t h c  Cus ton~cr  ( b e n e f i t  s c a l e )  
4. llow e a s i l y  can  t h e  s u g g c s t j o n  be  p u t  i n t o  e f f e c t  ( e a s e  s c a l e  

You may cdd any comments you v j s h  t o  e a c h  s u g g e s t i o n .  

S U G G E S T I O N  
-- - - -- - 

If  a  sa1e:;man is n o t  w i l l i n g  t o  f u l l )  
a c c e p t  company p o l i c j  c s ,  p r o c e d u r e s ,  
wages ,  bonuses  and q u o t a s ,  he  i s  n o t  
d o i n g  h i m n e l i  o r  t h e  conpany any  
good a n d  s h o u l d  l o o k  e l s e w h e r e .  

Salesmen c o u l d  make c u s t o m e r s  happy 
by c a l l i n g  a t  t h e  c u s t o m e r ' s  con- 
v e n i e n c e ,  n o t  t h e  s a l e s m e n ' s .  

Salesmen s h o u l d  " s e l l "  more and 
s p e n d  less t ime  q u o t i n g  pkices--  and  
t h e n  w a i t i n g  t o  s e e  who is t h e  l o w e s t  
b i d d e r .  

P r o d u c t i o n  s h o u l d  t r y  h a r d e r  t o  f i l l  
any o r d c r s  Chat were,  p r o n ~ i s e d .  

The company s h o u l d  p roduce  more 
custom h o t e l  c u t s .  

Sa le smen ' s  m e e t i n g s  s h o u l d  b e  h e l d  
once  a  month and a l l  p c o p l c  s h o u l d  
p a r t i c i p a t e  i n  a l l  d i s c u s s i o n s .  

The re  s h o u l d  b e  more s a l e s  m e e t i n g s  
' w i t h  p r o d u c t i o n  p e o p l c  p r e s e n t .  

There  s h o u l d  be  a  b e t t e r  exchange of 
problems and i d e a s  bc twern  d e p a r t m e n t  
h c a d s  and sa l e smen .  S a l e s  m e e t i n g s  
c a n  p r o v i d e  such  o p p o r t u n i t i e s .  

Therc  s h o u l d  bc  morc m c e t i n g s  between 
sa l e smen  and d c p a r t m c n t  h e a d s  t o  
d i s c u s s  ncw p r o d u c t s ,  ncw i d e a s  and  
s low movcrs.  

Thore  s h o u l d  b e  more o p p o r t u n i t v  t o  
d i s c u s s  new p r o d u c t s  wi l h  mnagemcn t .  

Accounts  should b e  re-distributed 
among calcsmcn s o  that :  cach  sa lcsman 
h a s  l a r q c  a s  w c l l  a s  s m a l l  a c c o u n t s .  
l h c  salcsnrcm w i t h  most1 y smi~ll 
nccoun ts  v u l d  iniprovc h i s  volume by 
g c t t i n q  l i l r g c r  a c c o u n t s  and t h o  one  
w i t h  la]-clc account.s troul rl i ~ l c r c a s c  
h i s  volu~ac: by a l s o  c a l l i n g  on  somc 
s m a l l  o m s .  

ASE - C O M M E N T S  



R O U N D  T W O  Q I J C S T T O N N A I R E  

Shown bclow is a  l i s t  of t h c  suf igcs t ions  suhmit tcd in t h c  p rcv ious  c lc~cs t ionnni r r .  P l c a s c  
ratc car11 of  thcm. Pick t h c  number you c o n s i d e r  a p p l j r n b l c  iron1 t h c  abovn s c a l c s  and w r i t c  
it 511 t l ~ c  appropriate square  bclow. Rate cach q u e s t i o n  f o u r  ways: 

1. . How h c n c f i c i a l  i s  t h e  sugp.cstion t o  t h c  snlcsnxin (bcnefi  t s c a l e )  
2. llov b e n c f j c j n l  i s  t h c  suggcs t ion  t o  t h e  Company ( h c n c f i t  s c a l e )  
3. )low b r n c f j c j a l  i s  t h c  sugl:cstion t o  t h c  Custorr~rr ( b c n e f i t  s c a l e )  
4 .  How e a s j l y  can t h e  s u c g c s t i o n  bc p u t  i n t o  e i i c c t  (case  s c a l c  

You may ,~dd  any comments you wish t o  each s u g g c s t i o n .  

S U G G E S T I O N  

., 14ore D ~ O ~ U C ~  i n • ’  ormation,  c o n t e n t s  & 
make-up of  p roduc t ,  as  w e l l  a s  t ime 
r c q u i r e d  t o  produce it ,  should  b e  - 
'made a v a i l a b l e  t o  t h e  salesmen. 

Salemen's e a r n i n g s  should  be  based on 
s a l a r y  p l u s  conunission. 

Salesmen's  e a r n i n g s  should  i n c l u d e  a  
bonus system based on b u s i n e s s  done 
t h e  y e a r  round. 

Salesmen's  rewards should  be  d i r e c t l y  
r e l a t e d  t o  h i s  success .  Therefore ,  
h e  should  be  p a i d  more a s  he 
i n c r e a s e s  h i s  volume o r  margin. 

Salesmen should  be  a b l e  to  g e t  a  
commission on s a l e s  above l i s t  p r i c e .  

~f a salesman wants  t o  g e t  ahead,  he 
s h y ~ l d  say s o  once i n  a w h i l e .  

Salesmen should be  t o l d  morc o f t e n  
how they a r c  dojng i n d i v i d u a l l y  and 
should  be t o l d  of  ways t o  improve 
i h e i r  own performance. 

Top management should  a c c e p t  more 
r e s p o n s i b i l i t y  t o  I ~ a v e  more c o n t a c t  
with salesmen,  t e l l  thcm t h c i r  
p o t e n t i a l  and g i v e  thcm a d v i s e .  

TO succced,  salcsmen must makc money 
for t h e  company. Thcrc iorc  t h e  cm- 
p h a s i s  should be or. margin, w i t h  . 
volulne second i l l  impor tmcc .  

)?,. Decis ions  should  not. be made o n l y  w i t ?  
c o n s i d c r n t i o n s  f o r  t h o  ma j o x i t y  . 
Xndividuals  sllould g c t  cons i r lc ra t ion  
R S  ~ ~ 1 1 .  

53. Salcsmcn should have more p r i c i n g  
knowlcclge, such a s  c o s t s  and s a l e s  
n1argi.n~ t o  cllablc t h a n  t o  t r a d e  on 
t h e  s p o t  i n s t e a d  of having t o  phone 
t h c i r  manacjcr. 

- 
nsr - C O M M E N T S  



R O U N D  T W O  Q U l ! S I ' T O ' N N A I  R E  

r B N I I I T  S C A L . 1 :  I 

I ' 
sotnc v n l u c  I 

C 
1 i A S I i  0 1 :  I ' U 1 ' T l N G  I N T O  E 1 : J : E C ' l '  S C A I . 1 ;  

2 

q u i  t c  easy 

Shown below i s  a  l i s t  o f  t h c  s u g g c s t j n n s  submitted i n  t h e  p r e v i o u s  q u c s t i o n n n i r c .  I'Jv:~qc 
r a t e  caclr of  lhcm. P i c k  t h c  n u n ~ i x r  you c o n s j d c ~  applicable fro111 t h c  above s c a l e s  and w r i t e  
i t  i n  t lrc a 1 ) p r o p r j a t c  s q u a r c  bclow. Katc  cach  q u c s t j o n  f o u r  ways: 

1. How b c n c f i c i a l  i s  t h e  s u g g c s t i o n  t o  t h c  sa l e sman  ( b c n c f i t  s c a l c )  
2. How b c n c f j c i a l  is  t h c  s u g g e s t i o n  t o  t h c  Conpany ( b c n c f j t  s c a l c )  
3. How b c n c f i c i a l  i s  t h c  s u ~ g c s t j o n  t o  t h e  Customcr (bcnc f ~ t  s c a l e )  
4. How e a s i l y  can  t h e  s u g g c s t i o n  be  p u t  i n t o  c f f c c t  ( e a s c  s c a l e  

You may add any comments you wish  t o  e a c h  s u g g c s t i o n .  
I 

S U G G E S T I O N  

Salesmen s h o u l d  havc  a c c e s s  t o  c o s t i n g  
i n f o r m a t i o n  s o  t h a t  t h e y  c o u l d  
promote  t h e  p r o d u c t s  t h a t  c a r r y  the 
l a r g e s t  s a l e s  marg ins .  

Salesmen c o u l d  become more i n v o l v e d  
w i t h  t h e i r  work by  s h a r i n g  i d e a s  w i t h  
f e l l o w  salesmen and  h e l p i n g  e a c h  
other more. 

If a sa le sman  makes a good s a l e ,  h e  
s h o u l d  n o t  h e s i t a t e  t o  l e t  h i s  
s u p e r i o r  know. 

I n  f u t u r e  s a l e s  c o n t e s t s ,  c h a i n  store 
t e r r i t o r i e s  s h o u l d  compete i n  a 
s e p a r a t e  d i v i s i o n  o f  the c o n t c s t .  

Salesmen shou ld  have  more a u t h o r i t y  
to make d e c i s i o n s  on p r i c i n g  p o l i c i e s  

Salesmen s h o u l d  have more t r a d i n g  
p r iv i l . edge .  The l o s s  on one  i t c m  
c a n  b e  o f f s e t  by t h e  rest of t h e  
o r d e r .  

Salcsmcn s h o u l d  b e  c o n s u l t e d  when an  
a c c o u n t  i s  s w i t c h e d  from PREPAID t o  
COLLECT before t h e  chanqe i s  macle & 
g i v e n  t h c  r e a s o n  f o r  t h e  change.  

Salesmen s h o u l d  b e  q i v e n  more 
t r a i n i n g ,  be  g i v e n  t h c  o p p o r t u n i t y  t o  
t o u r  t h e  p l a n t ,  s e e  t h e  o p e r a t i o n  and 
a l l  t h e  p r o d u c t s  s o  t h a t  t h c y  havc  a 
bcttcr knowledge o f  wha t  t h e y  a r e  
s e l l i n g .  

S a l c m c n  s h o u l d  t a l k  t o  as many 
p c o p l c  w i t h i n  t h e  i n d n s t r y  a s  
possible. Tho mom t i icy  I i s t c n ,  t h e  
morc t h c y  w i l l  l c a r n .  Thc mom they 
l c a r n ,  t h e  b c t t c r  t h e y  w i l l  b c  a b l c  
t o  do t h e i r  job.  

Salcsmcn s h o u l d  l e a r n  a l l  t h c y  cat )  
a b o u t  our 6. rc1aLc.d i n c l u ~ t r i c ~ .  The 
morc knowlcdgc t h c y  h a v c ,  t h c  rnorc 
confidence t l ~ c  custotncr:; uj 11 Itavo 

C O M M E N T S  
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i c l r m  
some v a l u e  

Shown below i s  a  l i s t  o f  t h c  s u g g e s t i o n s  s u b m i t t e d  j n  t h c  p r c v i o u s  q u c s t i o n n a j r c .  P l e a s e  
r a t e  each  o f  thela. P i ck  t h c  nu1111)cr you c o n s j d e r  applicable from t h c  above s c a l e s  and w r i t e  
.it i n  t h c  a p p r o p r i a t e  s q u a r e  bclow. - R a t e  e a c h  q u e s t i o n  f o u r  ways: 

1. How b e n e f i c i a l  i s  t h e  s u g g c s t i o n  t o  t h e  sa l e sman  ( b e t l c f i t  s c a l c )  
2. Ilohl b c n c f i c i a l  i s  t h e  sup.p.estion t o  t h e  Company ( b c n c f i t  s c a l c )  

' 3. How b e n e f i c i a l  i s  t h e  s u g ~ e s t i o n  t o  t h c  Custol~tcr  ( b c n e f j t  s c a l c )  
4. llow e a s i l y  c a n  t h e  s u g g e s t i o n  be p u t  i n t o  e f f e c t  ( c a s e  s c a l c  

You may r d d  any conments you wish  t o  e a c h  s u g g c s t i o n  

S U G G E S T I O N  

Salesmen s h o u l d  b e  s u p p l i d  w i t h  more 
indus l i ry  and marke t  i n f o r m a t i o n  and 
p r i c e  t r e n d s .  

Salesmen s h o u l d  b e  made more aware  o f  
the problems i n  t h e  mea t  i n d u s t r y  & 
l i v e s t o c k  marke t s .  

Salesmen cou ld  g e t  more i n v o l v e d  i n  
t h e i r  work i f  t h e y  would l c a r n  a l l  
a s p e c t s  o f  t h e  mea t  i n d u s t r y .  - 
Salesmen shou ld  b e  a l l o w e d  t o  s e t  morr 
i n v o l v e d  i n  t h e i r  work; They s h o u l d  
be i n v o l v e d  i n  a l l  d i s c u s s i o n s  
a f f e c t i n g  t h e i r  t e r r i t o r y .  

Salesmen shou3.d b e  made more aware  
t h a t  t h e i r  e f f o r t s  a r e  b e i n g  e v a l u a t e (  

The o r d e r s  r e c e i v e d ,  t h e  paperwork 
done,  and t h c  p r o s p e c t  o f  more o f  t h e  
same tomorro:+ s h o u l d  g i v e  t h e  s a l e s -  
men a good f e e l i n g  o f  accomplishment .  

When a sa lcsman h a s  done a  good job ,  
t h e  b o s s  s h o u l d  c o n g r a t u l a t e  h im 
p e r s o n a l l y  by  phone. 

Salesmen s h o u l d  b e  g i v c n  more i n f o r -  
ma t ion  t h a t  t e l l s  thcm how t h e y  a r e  
d o i n g  compared t o  t h c i r  c o u n t e r - p a r k .  

S e l l i n g  becomes much c a s i c r  when t h c  
s a l c s ~ n m  s c t s  d a i l y  and weekly  g o a l s  
f o r  h i m s c l f .  

Each sa l e sman  s h o u l d  h e  awarc  t h a t  h e  
can  r e a c h  h j s  rjoal o n l y  w i t h  t h e  h e l p  
of nlnnagclncnt, p l a n t  s t a f f ,  o i f i c e  
s t a f i ,  h i s  f a m i l y  and ~ w s t  of a l l  - 
his s c l f - c o n f i d c n c c .  

Salcsmcn s h o u l d  p u t  cmphas i s  on good 
communication w i t h  t h c i r  s u p e r i o r s .  
I t ' s  t.Im kcy t o  making l.hc r a l c s m c n ' s  
par t  i n  t h e  company s u c c c o s f i ~ l .  

- 
ALE 
LIAb - ASE - - C O M M E N T S  
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~ s c l c s s '  'mjfiht I%-' vk q u i t e  b c n c i i c i a l  cxccl  lent 

I .  so;& v a l u e  I 

Shown hclow i s  a l i s t  of t h e  s u f i ~ c s t i o n s  s r ~ b m i t l c d  i n  t h e  p rev ious  q u c s t i o n n a i r c .  Plcnsc 
r a t e  cnch of  thcm. Pick t h e  I ~ L I I I I ~ ~ T  you considel .  a p ~ > l i c a b l e  from t h e  above s c a l c s  and w r i t e  
i t  i n  t h c  a p p r o p r i a t e  square  below. .Kate each quc;tion f o u r  ways: 

1. . How b c n r f i c i a l  i s  t h e  s u g g e s t i o n  t o  t h e  salcsman ( b e n e f i t  s c a l e )  
2. llow b r n c i i c r a l  i s  t h e  sufi l : rs l ion t o  t h e  C o ~ p n n y  ( b c n c f i t  s c a l e )  
3. How h c n c f i c j n l  i s  t h e  s u g ~ c s t i o n  t o  t h e  Custo~ncr  ( b c n r f i t  s c a l e )  . 4. How e a s j l y  can t h e  s u g g c s t i o n  be  p u t  i n t o  c f f c c t  (ease  s c a l e  

-You may add any comments you wish t o  each s u g g c s t i o n .  

S U G G E S T I O N  

55.  Some s a l e s  managers need t o  be  much 
s t r o n g e r  when t r y i n g  t o  n e g o t i a t e  

. something between t h e  salesmen and 
t o p  management . 

- O f f i c e  and p l a n t  s t a f f  should  h e l p  
the salesmen by p u t t i n g  more e f f o r t  
i n t o  c a t c h i n g  e r r o r s  i n  o r d e r .  
processincj . 
Those v:ho f i l l  o r d e r s  i n  t h e  p l a n t  
must b c  made aware t h a t  they  s h a r e  
r e s p o n s i b i l i t y  f o r  t h e  s u c c e s s  of  the 
s a l e s  f u n c t i o n .  

Salesmen should do more f o r  t h e  
s t r u q g l i n g  merchants who a r c  a t  a  
d i sadvantage  due t o  t h e i r  l o c a t i o n  
and s h i p p i n s  schedules .  

The company should  spend more money . 
on r a d i o ,  T.V. and newspaper adver-  
t i s i n g .  

The company should  spend more monsy 
on  p u b l i c  r e l a t i o n s  work. 

It would bc  a  d e f i n i t e  a s s e t t  f o r  the  
salesmen t o  h a w  some hockey o r  f o o t -  
b a l l  t i c k e t s  t o  g ive  away i n  t h e  
r i g h t  p l a c e s .  

Salcarfien should  b e  cncouraqcd and 
suppor ted  t o  j o i n  s e r v i c e  c l u b s  such 
a s  Lions,  Rotary,  E l k s ,  e t c .  Taking 
an a c t i v e  p a r t  i n  comnunity a f f a i r s  
is i d e a l  f o r  good P.11. work. 

Morc p r i n t e d  m a t e r i a l ,  p o s t e r s ,  e t c .  
should  bc provided t o r  c u s t o ~ n c r ' s  
d i s p l a y s .  

Whcn Chc cornpany o f f e r s  a salcsman a 
movr t o  a n o t h e r  pl-ovincc, i t  must be 
wil l incl  t o  cornmitt j t s c l f  and give 
f i r m  answcrs b c f o r c  c x p c c t i n g  a  
conunj t tmcnt  from t h c  salcsntan. 



APPENDIX IV 

FOURTH MAILING - IDEA-RE-EVALUATION PHASE 



To: A l l  Salesmen 

Subjec t :  

From: George Merchant 

Round Three Ques t ionna i re  

Many thanks f o r  r e t u r n i n g  t h e  l a s t  ques t ionna i re  wi th  your 
r a t i n g s  of each suggest ion.  

The l a s t  round of t h i s  ques t ionna i re  r e q u i r e s  t h a t  you t ake  
a look a t  t h e  sugges t ions  again.  You w i l l  no te  t h a t  a  r a t i n g  f o r  
each has  been included.  This i s  t h e  mean o r  average of the  
r a t i n g s  t h a t  each of these  sugges t ions  r ece ived  from a l l  of you 
as a group. 

I would l i k e  you t o  r e - r a t e  each of t h e s e  sugges t ions  i n  view 
of the r a t i n g  t h a t  your peers  have ass igned it a l ready .  A s  t h i s  
is the most c r i t i c a l  phase of t h e  experiment, I would l i k e  each 
of you t o  take  t h e  time t o  re-read t h e  sugges t ion ,  t ake  a  look a t  
t h e  r a t i n g  assigned and once more decide  what r a t i n g  you would 
g i v e  t h a t  suggest ion.  Inc iden t ly ,  p l e a s e  n o t e  both s i d e s  of t h e  
s h e e t s  a r e  being used t h i s  t i m e  s o  p lease  t u r n  t h e  pages over 
and be s u r e  t h a t  you go through a l l  s i x  pages of sugges t ions .  I f  
You d i sagree  wi th  the  r a t i n g s  shown, f e e l  f r e e  t o  say why i n  your 
comments. 

Many thanks again f o r  your p a r t i c i p a t i o n  i n  t h i s  p r o j e c t ,  and 
as I mentioned, s i n c e  it i s  a  c r i t i c a l  p a r t  of the  experiment I do 
hope t h a t  you w i l l  make t h e  e f f o r t  one more time t o  h e l p  me com- 
p l e t e  t h i s  p r o j e c t .  I hope t o  s t a r t  t h e  a n a l y s i s  of your 
responses  by October 15 th ,  t h e r e f o r e  hope t h a t  you can g e t  t h e s e  
-ques t ionna i res  back t o  me w e l l  be fo re  t h a t  t i m e .  

P l e a s e  be  s u r e  t o  r e t u r n  a l l  t h r e e  pages. For your information 
1 a m  enc los ing  a  summary of the  cortxnents made i n  Round Two. 



f ' lcasc  r e - r e t . c  car11 o f  the  f o l l o w i n g  sup,p .cs t ions .  The nr~nlbcrs  a l r cac ly  sliown a r c  t1,c nvcl.;lgcs 
of t l tc  r a t i n g s  : ~ p p l i c d  hy a l l  p a r t  i c j p a n t s  d u r i n p  t h c  p r c v j  o u s  r o u ~ ~ d .  Consjclcr-jng t l lc  r;lt j116s givcn thcsc: s ~ l l : ~ c s t i o n s  by y o u r  f c l  low p a r t i c i p a n t s ,  r c - r a t c  a l l  s u ( : ~ c s t j o n s ,  a c a j ~ ,  p j  c k i  np. 
thc nppllcaL1.c n11n1l)cr f rom t h c  s c n l c s  abovc  and w r i t i n g  j . t  i l l t o  t l ~ c  sc luarcs  I)c?lol~ 111c r~trrrrl,cl- 
shown. I h t c  tach suggcs t . i on  a s  b c f o r c ,  f o r  b e n e f i t  t o  you ,  t o  t h c  C o r ~ ~ j , a ~ ~ y ,  t o  t l lc C t ~ s t o r ~ ~ c r .  
and f o r  east o f  p u t t i n g  i n t o  c i f c c t .  A g a i n ,  you may add  ally cammc~rts  you w i s l ~ ,  c s p r c i n l i y  i f  your vjcw v a r i e s  w i t h  t h e  a v e r a g e .  

~ ~ 

S U G G E S T I O N  

1. A summary o f  p r o d u c t s '  shc;tcd c lur inc~ 
t h e  week s h c u l d  b c  i s s u e d  on F r i d a y s  
t o  a l l o w  s i i lcsmcn t o  b o o s t  t h e i r  
v03.ume t h e  f o l l o w i n g  week. 

2. Salesmen s h o u l d  b e  aware  o f  new 
p r o d u c t s  o r  1abcl .s  b e f o r e  t h c y  a r e  i n  
the .field. They s h o u l d  h c  in fo rmed  
a b o u t  t h e  p z o d u c t  and h a v e  a  s a n p l e  

.' t o  show c u s t o ~ n c r s ,  e v e n  ii o n l y  a 
p i c t u r e .  

3. Snlesmcn s h o u l d  b e  k e p t  i n f o r m e d  a s  
' , to which  p r o d u c t s  a r c  i n  s h o r t  s u p p l y  

as w e l l  a s  which s h o u l d  b c  ~novcd.  

4. Soma b e e f  s o l d  i n  t h e  Vancouver  a r c a  
c o u l d  b e  b o u g h t  d i r e c t l y  from Red 
Deer to make t h e  company luore 
c o ~ n p e h i t i v e  . - 

5 .   he company shou1.d g e t  p r o m o t i o n s  i n  
s t o r e s  f o r  2 wccks  a t  a tilne. More 
e x p o s u r e  o f  o u r  b r a n d  l a b e l  s h o u l d  
p r o v i d e  r e p c a t  h u s i n c s s .  

6 .  We s h o u l d  become a  p r i c e  l e a d e r  a t  
l c a s t  sornc o f  t h e  t h e .  

7. Salcsnicn s h o u l d  havc  more s a y  a s  t o  
t h c  i s s u i n g  of  c r e d i t  f o r  r e t u r n e d  
p r o d u c t ,  c r r o r n  o r  s h i p p i ~ ~ g  t r o u b l e s .  

8. A Ilook on  t h c  Cypc and s i z e  o f  h o t e l ,  
r c s t a n r a n t ,  nncl i n s t i t u t i o n ; l l .  c u t s  
s h o u l d  Lc  a v a i l a b l r  t o  :;slcr.rncn . 
c a l l 5  ng  on  such  a c c o u n t s .  

9. The colnpnny s h o u l d  hnvc ;I s a l e s  
o u p o : v i s o r  i n  t h e  v a r i o u s  nroils who 
would s p e n d  t i m e  on c a c h  I c r r i C o u y  t o  
help s i ~ l c s m c n  so1 .w  t h e i r  ~ ~ r n b l c m s .  

10. Sn1c:;mcn c h c ~ l c l  bo inZormc*d o n  tlrc 
a v n i 1 i l b i l i t . y  o f  p r o d u c t  i n  ndvancc S O  

t h a t  t11c.y c:\n pl.;ln ! i ; \ lcs .  

I].. Sttlv!;n~cn !;houlcl havc morc or.)po~:tunit.y 
to  ~XIS:I cot~!pni n t n  o n t o  I\:pt. hnat19 
\!l.tl~out. Loi nq p n t  on t.I~c. c?c!l a n s i v c  . - 



S U G G E S T I O N  

12. I f  a sa l e sman  is  n o t  w i l l i n g  t o  f u l l y  
a c c e p t  company p o l i c i e s ,  procedures, 
wages ,  bonuses  and  q u o t a s ,  h e  i s  n o t  

- I .  d o i n g  h i m s e l f  o r  t h e  company any  
good a n d  s h o u l d  loo): e l s e v h c r e .  

13. Snlesmcn c o u l d  make c u s t o m c r s  happy 
by  c a l l i n g  a t  t h e  c u s t o m e r ' s  con- 
v o n i c n c e , . n o t  t h c  s a l e s m e n ' s .  I-I-- 

14. Salesmen s h o u l d  " ' s e l l "  more a n d  
s p e n d  lcss Clime q u o t i n g  p r j c e s  a n d  
t h e n  w a i t i n g  t o  see who i s  t h e  l o w e s t  
b ic idcr  . 

15. P r o d u c t i o n  s h o u l d  t r y  h a r d e r  to  f i l l  
any  o r d e r s  t h a t  were  p r o ~ a i s c d .  

-- 

~6. The company s h o u l d  p roduce  more 
custorn h o t e l  c u t s .  

I?. S a l e s m e n ' s  m e e t i n g s  s h o u l d  b c  h e l d  
once. a month and 31.1 p e o p l c  s h o u l d  
p a r t i c i p a t e  i n  a l l  d i s c u s s i o n s .  

.B. T h e r e  s h o u l d  b e  more s a l e s  m e e t i n g s  
w i t h  m-ocluction i x o i > l c  i x e s c n t .  

.9. Tlierc? r;hould h e  a  b e t t c r  cxchangc  o f  
' prol i lcms and i d c a s  bctwccn dcpa r t rncn t  

Ileilds and s a l c s ~ n c n .  S a l e s  ~ : i c c t i n g s  
can  p ~ r o v j  dc  s u c h  o p p o r t u n i t i e s .  . . 

- 
0 .  Thcrc  s h o u l d  bc  more m e e t i n g s  hc twccn  

salcsnic!n and dcpn~rCmrnt  hcncls t o  
d i s ' c u s s  IICW p ~ : o d u c t s ,  new i d c a s  and  
s 3 . o ~  Inovcrs. 

1. Thcrc  s h o u l d  l x  nrorc o p p o r t ~ r ~ l i t v  t o  
d i s c u s s  ncw p r o d u c t s  w i t h  nlannqcmcnt. 
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very  d r i 1 1 ~ u l $ '  ~ h i ~ c u i t  -?-==?--T-L-t so~nc c i  T o r t  q u l t c  c a s y  

Plcasc r c - r n t c  cnch o f  t h e  f o l l o w i n l :  sup. j :cs t jons .  T11c n r~mbcrs  n l r c n d y  s l i o ~ t i  a r c  1.11~ nvcrnp.cs 
of t lrc r a t i n c s  app l  ic t l  by a l l  p a r t j . c i p n ~ ~ t s  d u r i n ~ :  t h e  p r c v j o u s  round .  Consj  t l c r j n ~  t l ic  r : ~ t i n p s  
~ i v c n  t h c s c  su[:gc.st.iolls by y o u r  f e l l o w  ] w r t i c i p a n t s ,  r c - r n t c  a 1 1  s u g c c s t i o n s ,  a g n j n  ~ ~ j c l ; i  I I ~ .  
l l ~ c  s p p l j c n b l e  number fro111 t h c  s c n l c s  nbovc and w r i t i n g  i t  i l l t o  t l ic  s q u a r e s  bclow t h c  ~~nr:il)cl- 
shown. Rate  cach  su[:r .cstion a s  b c f o r c ,  f o r  L c n c f i t  t o  y o u ,  t o  t h e  Company, t o  t h e  C tcs to~~ lc r  
and f o r  c a s e  o f  p u t t i n g  i n t o  c i f c c t .  Aga in ,  you Inny add a n y  conmcnts  you w i s h ,  e s p c c j . n l 1 ) ~  i f  
your  v icw v a r i c s  w i t h  t l ic  a v c r a g c .  

I S U G G E S T I O N  SALE 
-MAN 

23,:. More p r o d u c t  i n f o r m a t i o n ,  c o n t c n i s  & 7 
make-up o f  p r o d u c t ,  a s  w e l l  2s t i n e  - 
r c q u i r c d  t o  proclucc it, s h o u l d  b c  
made a v a j  l n b l e  t o  t h e  sa l e sn ien .  Li- 

24. Sa lemen ' s  e a r n i n g s  s h o u l d  b e  b a s e d  on 
s a l a r y  p l u s  comn~is s ion .  -- 

- 
25. ~ a l e s m c n ' s  e a r n i n q s  s h o u l d  i n c l u d e  a 8_ 

bonus  s y s t e m  b a s e d  on b u s i n e s s  done  
. t h e  year  round .  I 

r c l a t c d  t o  h j s  s u c c e s s .  T h c r e f o r c ,  
he c h o u l d  b e  p a i d  niorc a s  h e  
i n c r c a s c s  h j s  volulne o r  marg in .  

27. Salesmen s h o u l d  be a b l e  to  get a  
conmiss ion  on  s a l e s  above l i s t  p r i c e .  

, A  

- 
6 28: I f  a sa l c sman  w a n t s  t o  g c t  a h e a d ,  h e  

s h o u l d  s a y  s o  oncc  i n  a  w h i l e .  

8 29. Salcsnlen s h o u l d  he b o l d  more o f  t c n  -- 
how t h e y  a r a  ,doing i n d i v j . d u a l l y  and  
c h o u l d  b e  t o l d  o f  ways t o  i n p r o v e  
t h e i r  own p e r f  ormance. 

. . - 
3 0 .  Top manaqcmcnt s h o u l d  a c c e p t  more 7 

xespons i .b i1 . i t y  t o  h a v e  more c o n t a c t  
'- 

. . w i t h  s a l c s ~ n c n ,  tc ll thcnl t h e i r .  
p o t e n t j . a l  3nd g i v e  t l l c m  a d v i s e .  - 

32. To s u c c c c d ,  s a l c smcn  mus t  makc moncy 6 ----- 
Sol: PC company. T l i c rc fo re  t h c  cni- 
p h a s l s  s h o u l d  b c  on marg in ,  w i t h  
volunw sccond  i n  i n ~ p o r t n n c c  , 

6 
32. D e c i s i o n s  s h o u l d  n o t  1)c madc o n l y  wi th '  

c o n s i d c ~ . n l - i o n s  for  t h c  m a j o r i t y .  
I n d i v i d u a l s  s l iou ld  g c t  c o n s j . d c r a t i o n  
ns w c l l .  

; 
- - 

I 33. Salc!;~ncw s h o u l d  hovc more pri.ci.iiq I --.- 
knowlcdgc,  such  il!; cos ts  and :;alcn 
mmrgins t o  c n a b l c  t l i c~n  t o  t r a d e  on 
t l rc  l ipc>l:  i n:;tcntl o f  h a v i n g  t o .  phonc 
thoir  nmxqcr. 
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-1~u1t' q u ~ t c  ~ I J J I C U I L  ' r j u i t c  c a s y  ' v e r y  c n s y  

P l c a s c  r c - r a t c  cacli  o f  t h c  i o l l o w i ~ ~ p .  s u g g c s t j o n s .  Thc ~ lumlwrs  a l r c n d y  shown a r c  t l lc  avc!r;igcs 
of t l lc  r a t i n g s  a p p l j c d  by a l l  p s r t j c j p a r i t s  d u r i n g  t l ic  p r c v i o u s  round.  Consjc lcr jng tllr: r;,t jnl:s 
givcll  t l i c s c  s ~ ~ g g c s t j o n s  by y o u r  f c l l o v  Imr t  i c j p a n t s ,  r c - r n l c  a 1 1  sup,p,ct;tj on?;, i~p ,a in  p i c l : j  nl: 
t11c applicable n~imhcr  from t l ~ c  s c n l c s  a l ~ o v c  a n d  w r i t i ~ l f :  j t  j n t o  t l lc  sclunrcr; l ,clov t l lc I I ~ I I I ~ , C ~  

shown. ] la ic  c a c l ~  s u g g e s t i o n  a s  before, f o r  Ibcnc f i t  t o  you ,  t o  t h e  C o t ~ ~ p a ~ ~ y ,  l o  t l ~ c  C ! I S ~ O I I I ~ : ~  

and f o r  c a s e  of p u t t i n g  i n t o  c i f c c t .  Al::~in, you ]nay add a n y  conmcnts  you w j s h ,  e s p c c i a i i y  j f  your vicw v a r i c s  w i t h  t h e  a v c r a g e .  

S U G G 1 : S T I O N  SAL13. . 
-MAN ,?O:.IP. CUST 

3 4. ' ~ a l e s m c n  s h o u l d  h a v e  a c c c r .  to  c o s t i n g  
Lnfo rma t ion  s o  t h a t  t h e \  c o u l d  
promote  t h o  p r o d u c t s  t h i t  c a r r y  t h e  
l a r y c s t  s a l e s  m a r g i n s .  

ii: s a l e s m e n  coul i i  becon,= n o r e  i n v o l v e d  :- w i t h  t h e i r  work b y  s h a r i n g  i d e a s  w i t h  --- 
f e l l o w  sa l e smen  and  h c l p i n g  e a c h  
o t h e r  more.  

3i;. I f  a sa l e sman  makcs a  good s a l e ,  he - -- -- 
s h o u l d  n o t  h c s i t a t c  t o  l e t ' h i s  .- . 
r u p c r i o r  );nod. 

6 4 
31.  I n  f u t u r e  s a l e s  c o n t e s t s ,  c h a i n  s t o r c  -6 - 

t e r r i t o r i e s  s h o u l d  ccmpeie  i n  a 
s e p a r a t e  d i v i s i o n  o f  t h e  c o n t e s t .  - 

6 38.  Salesmen s h o u l d  h a v e  more a u t h o r i t y  
to  m k c  decisions on p r i c i n g  politics. 

39 .  Salcsmcn shoulcl  havc  more  t r a d i n g  
p r i v i l e d g c .  Thc l o s s  on onc  i t e m  
c a n  be o f i s c t  by t h c  rest o f  t h e  
o r d c r .  

40. Salcsmen s h o u l d  b e  c o n s u l t c d  whcn an 
a c c o u n t  i s  s w i t c h c d  f rom PIXPAID t o  
COLIdZ.CT b c f o r c  t h e  chancjc is made & 
givcn t h c  r c n s o n  f o r  t h e  changc .  

-~ ~ 

4 1 .  Salcsmcn s h o u l d  b e  g i v e n  more 
t r a h i n g ,  b e  q i v c n  t h e  o p p o r t u n i t y  t o  
t o u r  t h c  p l a n t ,  s c c  t h c  o l r r n t i o n  and 
all. :the p r o d u c t s  s o  t h a t  t h e y  have  a  

. bcttcr knowlcdqc o f  what  t h e y  arc: 
cell i n g .  

42. Sillcsmcn s h o u l d  t a l k  t o  a s  many 
peop1.c withi11 t-l,c i n d u s t x y  a s  
possible. The more t h c y  l i s t e n ,  tlrn 
morc t h e y  wi 1.1 l e a r n .  TI>(? tnorc t h c y  
I c a r n ,  t h c  l > c t t c r  t11ey w i l l  LC a b l c  
to d o  t h c i r  job. ... 

43. Snlnsmcn shou ld  ~ c a r n '  a l l  t l ~ c y  c a n  
n b o u t  o u r  h r c l n t c t l  i n t l u s t r j c s .  Thc 
nlorc! knowlcclt~c t h e y  h a w ,  1 l ~ c  morc 
conf.idcncc: th: customcxn w i l l  havc  
3.11 thew . 
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your vicw vc t r i c s  w i t h  t l ic  a v c r a g c .  

S U G G E S T I O N  

4; Salesmcn s h o u l d  b e  s u p p l l , , d  w i t h  more 
i n d u s t r y  and m a r k e t  i n f o r m a t i o n  and 
price t r e n d s .  

5. Sa lc smcn  s h o u l d  b e  made morc aware  of 
thc prob lcms  i n  t h e  n c a t  i n d u s t r y  & 
livestock m a r k e t s .  

6. S a l e s ~ a c n  c o u l d  y e t  more i n v o l v e d  i n  
t h e i r  work i f  t h e y  would l e a r n  a l l  
a s p e c t s  o f  the mea t  i n d u s t r y .  

7. Salesmen s h o u l d  b e  a l l o w e d  t o  g e t  morc 
i n v o l v e d  i n  t h e i r  work. They s h o u l d  
be i n v o l v e d  i n  a l l  d i s c u s s i o n s  
a f f e c t i n g  t h e i r  t e r r i t o r y .  

(1. Salesmen s h o u l d  b e  made more aware  
t h a t  t h e i r  e f f o r t s  a r e  b e i n g  c v a l u a t e c  

9. Thc o r d e r s  r e c e i v e d ,  t h e  paperwork 
donc, and  t h e  p r o s p e c t  o f  n o r e  o f  t h e  
came tomorrow slioulc? g i v c  t h e  s a l e s -  
men a good f c c l i n g  o f  accomp1.ishmcnt. 

tO. When n  sa l c sman  h a s  done a  good job ,  
t h e  boss s h o u l d  c o n g r a t u l a t e  h im 

' p e r s o n a l l y  by phone.  

.I. Salesman s h o u l d  h c  g i v e n  morc i n f o r -  
m a t i o n  t h a t  t c l l s  tlrcm how t h c y  a r c  
d o i n g  coapnrvd  t o  t h c i r  c o u n t c r - p a r t .  

2; Scl.l.i.ng becomes much e a s i e r  whcn t h c  
calc!;man s c t s  d o i l y  and wcckly  g o a l s  
Sor I i i t i~sc l f  . 

3. Each n i~ lc sman  s h o u l d  l x  awnro t l i n t  l ie 
con s c n c h  h i s  g o a l  o n l y  w i t h  lhr. l i c l p  
'of mannqcnicnt, p l a n t  s t a f f ,  o f f i c e  
s t a f f ,  h i s  f a m i l y  and moot o f  a l l  - 
h i s  s e l f - c o n f  j dcncc .  

4. S n l c s ~ n c n  r.lioul.il put: c:np)linais on good 
c o r ~ ~ n i u n i c i ~ t j c ~ n  vi  t l i  1- l ic i r  s i i p c r j  oro. 
X t ' 6  Cl~c key t o  ~ i ~ n k i n r j  l.hc s i i l c s l ~ i c n ' s  
part: i n  tlrc compi~ny c i ~ c c c o s f u l .  

rlSE C O M M E N T S  



your vicw v a r i e s  w i t h  t l lc  a v c r a g c .  

I 
- 

S U G G E S T I O N  
C O M M E N T S  

Some s a l e s  managers  need  LO b e  much 
s t r o n g e r  when t r y i n s  t o  n e g o t i a t e  
someth ing  hciween t h e  s a l e s m e n  and  
t o p  m a n a g e m n t .  

56.  O f f i c e  and p l a n t  s t a f f  s h o u l d  h e l p  
. the s a l e s m e n  by pu+ . t ing  more e f f o r t  

- i n t o  c a t c h i n g  e r r o r s  i n  o r d e r  

--- p r o c e s s i n g .  

5 7 .  .Those ti110 f i l l  o r d e r s  i n  t h e  p l a n t  
mus t  b e  made aware  t h a t  t h e y  s h a r e  
x c s p o n s l l ~ i l i t y  f o r  t h e  s u c c e s s  o f  t h e  
s a l e s  f u n c t i o n .  - ' 

58. Salesmen s h o u l d  d o  more f o r  the 
' S t r u g g l i n g  merchan t s  who a r e  a t  a  

&isndvant;~ge due t o  t h e i r  l o c a t i o n  
. and  s h i p p h g  schedules. 

59. The company s h o u l d  spcnd  more money - 
on  r a d i o ,  T.V. and newspaper  a d v e r -  
t i s i n q .  

61. It would b e  a  d c f i n i t c  a s s c t t  f o r  t h e  
sa l c smcn  t o  have sonic hockcv o r  f o o t -  

60 . The compmy s h o u l d  s p c n d  more money 

ba l l  t i c k e t s  t o  g i v e  away i n  <he 
r i g h t  p1;lc:cs. I 

62. S a l c s m r n  s h o u l d  h c  cncouraqccl and  7 .7 
suppor t cc l  t o  j o i n  s c r v i c c  c l u b s  s u c h  
ns L i o n s ,  R o t a r y ,  Elk:;, c t c .  'J 'nking 
nn nc t . i vc  p a r t  i n  c o ~ ~ u > u r ~ i t y  a f f a i r s  
i s  i dc -o l  f o r  good P.1:. work. 

63. Elorc p r j . n t c d  m a t c r i n l  , p o s t c r s ,  ctc. 
s l ~ c ~ u l d  b e  p r o v i d c d  f o r  c u s t o m c r '  s 
cl ispl  q r . .  -- -- 

8 8 (4. When t h o  colepony offer : ;  n sa l c s~ac ln  n  .. 
mow! t o  o n o t h c r  provinr:cs, it mush b c  
w j l l i ~ q  to conunitt  j.tc:rl.f ant1 g i v e  
f i r n r  n n w c r s  l x f o r c  c x p c c t i n q  .a - .  
cormr iCt~~~cmt  iron1 Ulc snlcs lnnn.  

o n  pub1.j.c relations work. 6:37.G. .---. --- -- ---- 



A SUMMARY OF COMMENTS 

1 Very easy  t o  implement. Very b e n e f i c i a l  informat ion .  
Who wants t o  know a summary of shor ted  product? 
I t ' s  too  l a t e !  
W e  a r e  now wel l  informed on p o t e n t i a l  shor tages .  
Customers l i k e  t o  look ahead, no t  back. 

(2)  Exce l l en t  suggest ion! 
W e  a r e  kept  informed. - 

(3) Very good! 

(4) Unable t o  comment a s  n o t  i n  B. C. Divis ion .  
This  has t o  be a Company dec i s ion  as  they a r e  more 
knowledgeable than  t h e  Salesmen. 

(5) This  i s  p resen t ly  done where warranted. 

.(6) A f a i l u r e  of some salesmen i s  t h a t  a l l  they  know i s  p r i c e .  

(7) W e  a r e  busy enough a s  it is. 
Salesmen could provide  d e t a i l s  i f  r equ i red .  

(8) This  book is  a v a i l a b l e  now. 

(9) W e  do need help! 
I f  a s a l e s m a n  knows h i s  job, t h i s  is  n o t  necessary.  
T h a t ' s  the  Sa les  Manager's job. 

(10) A l l  they have t o  do i s  ask. 
I f  processed products  a r e  booked i n  advance, a v a i l a b i l i t y  
would be no problem 
Suggest  he work c l o s e l y  wi th  production people. 

(11) Tha t ' s  no problem here .  

(12) A good company-salesman r e l a t i o n s h i p  i s  a must. 
Some people need he lp .  
Acceptance yes,  b l i n d  acceptance,  no. 

(13) Impract ica l  ! 
You have t o  c a l l  on accounts  according t o  geographi; l o c a t i o n .  

(16) This would be done i f  s u f f i c i e n t  volume warranted it. 
Tha t ' s  where t h e  money is .  Good idea! 
Space i s  a t  a premium i n  P l a n t .  

(17) Once every two months should do. 

(22) Geographic l o c a t i o n s  make t h i s  impossible i n  some cases .  
. Okay i f  it doesn ' t  add t o  t h e  expense incur red  i n  t h e  t e r r i t o r y .  

Salesmen should work by d i s t r i c t ,  n o t  by s i z e  of account.  
A good idea .  

(24) Commission causes f r i c t i o n  among salesmen. ~ l s o  causes dishonesty.  
This  would no t  r e a l l y  work because of Unions. 
Extra  incen t ive  always makes f o r  added e f f o r t .  
Make i t  a two way street and c u t  earnings  i f  bus iness  i s  down. 



(25)  All it takes  it two o r  t h r e e  months of low commissions t o  
change your mind. 

(26) I have never found it t o  be o therwise  wi th  In tercon.  

(27)  No one should s e l l  above l i s t  pr ice!  
I am n o t  a  working crook. I se l l  according t o  t h e  p r i c e  list. 
What a  dreamer! 

(28) Let  h i s  r e s u l t s  t a l k  f o r  him. 
Salesman should t e l l  s u p e r i o r  what h i s  ambitions a r e .  

. (33)  Branch house l i s t  should be  made a v a i l a b l e .  

(34) Large margins wi thout  volume i s  a l o s i n g  p ropos i t ion .  

(35) Absolutely no complaint wi th  p r e s e n t  exchange of ideas .  
I do t h i s  a l l  t h e  t i m e  now. 

(36) Does it r e a l l y  he lp?  
My salesmanager t e l l s  m e  from my volume s h e e t s .  

(37) Every day is  a c o n t e s t  wi th  me. 

. ( a l l  Added expense i f  salesman has  t o  be  brought  i n  from d i s t a n t  
p o i n t  . 
S e l f  betterment r e s t s  wi th  the  salesman. 
The knowledge i s  a v a i l a b l e  . 

(42)  A progress ive  salesman w i l l  do t h i s  automat ica l ly .  
I c d ~ :  

(44)  This information i s  publ ished d a i l y  i n  t h e  p r e s s .  
Buy "Food i n  Canada" every  month and y o u ' l l  f i n d  a l l  t h e  
information.  

(46) This i s  a ma t t e r  of  pe r sona l  p r ide .  

(50) How insecure  can you be! 
(*%#:'*%#I 1 
Lt makes salesmen want t o  do more. 

' ( 5 4 )  If you a r e  no t ,  why a r e n ' t  you? 

(58)  I t  could c o s t  t h e  Company a l o t  of e x t r a  money. 

(62)  Company should a l s o  pay dues. 
Okay, providing it d o e s n ' t  c u t  i n t o  Company working t i m e .  



APPENDIX V 

AND ATTITUDE SURVEY 



To: - A l l  Salesmen 

From: G.  Merchant - 
November 26 ,  1975  

Many thanks  f o r  r e t u r n i n g  t h e  l a s t  q u e s t i o n n a i r e .  Due 
to  t h e  ma i l  s t r i k e ,  I h a v e n ' t  had  t h e  o p p o r t u n i t y  t o  g e t  t h e  
r e s u l t s  t o  you e a r l i e r ,  b u t  t hey  a r e  now e n c l o s e d .  

These r e s u l t s  a r e  t h e  ave rages  o f  t h e  former and l a t e s t  
rounds  of  r a t i n g s .  I w i l l  b e  p r e p a r i n g  my f i n a l  r e p o r t  
s h o r t l y .  I t  w i l l  show much more i n f o r m a t i o n ,  a s  it w i l l  
t a b u l a t e  t h e  most  b e n e f i c i a l  i d e a s  which had  t h e  g r e a t e s t  
amount of  consensus .  I n  o t h e r  words,  it w i l l  i n c l u d e  t h e  
i d e a s  which you judged would be  t h e  most b e n e f i c i a l .  

T h i s  r e p o r t  w i l l  go  t o  F red  M i t c h e l l  f o r  h i s  i n f o r m a t i o n  
a l o n g  w i t h  a  r e q u e s t  t h a t  he  l ook  a t  t h e  s u g g e s t i o n s  w i t h  a  
view t o  implementing them. There  a r e  many s u g g e s t i o n s  which 
o n l y  h e  can  g e t  s t a r t e d .  

I t  would be  a  p l e a s u r e  f o r  m e  t o  s e n d  you a  copy a s  w e l l  
i f  you would j u s t  f i l l  o u t  t h e  e n c l o s e d  q u e s t i o n n a i r e  and 
r e t u r n  it. 

T h i s  l a s t  q u e s t i o n n a i r e  i s  most i m p o r t a n t  t o  t h e  whole 
project a s  it t e l l s  m e  bo th  how you f e e l  abou t  t h i n g s  i n  
g e n e r a l  and t h i s  p r o j e c t  i n  p a r t i c u l a r .  

P l e a s e  t a k e  a  few minutes  t o  complete  t h i s  l a s t  
q u e s t i o n n a i r e  and re t -urn  it. I w i l l  a l s o  send  a  copy of  t h e  
f i n a l  r e p o r t  t o  t h o s e  who do  s o .  The s e c r e t a r y  who a d m i n i s t e r s  
t h e  q u e s t i o n n a i r e s  w i l l  a s s u r e  t h a t  a l l  i n f o r m a t i o n  i s  anonymous. 

Many thanks .  
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v c r y  d ~ i i ~ c u l t '  I q u l i F  ' q u i t c  c a s y  ' 

P l c n s c  r c - r n t c  c:~cl % 5 e  , 9" , r :cs t ions .  The numl,c:rs a l r c n d y  sholin a r c  t l l c  nvc,-:~ccs 
of t h e  r a t j n ~ s  nppl.  $x5 . , rants du r jny :  1.11~ p r c v j  ous  rolrnd. Con.;; t l c r j  nfi t11c I-;! t j  11l;s 
~ i v c n  t h c s c  s u y . p . c s t i ~  ,low p a r t j c i p m t s ,  r c - r a t e  a1  I. s i~ j : l ! c s t i o~ r r . ,  i r g n i ~ ~  ] ) i  c l , j  
t11c a p p l  i c n b l  c n~ l~n i , c r  .isles s h o v e  nnd w i l i n g  it  i n t o  t l ~ c  s q u n r c s  b r low tilt 11o::il,cr 
shown. lkil c C R C I I  S U E E L  as h c f o r c ,  f o r  1 ) c n c i i t  t o  you. t o  t h c  Con~pally, t o  t l lc  (:u::to~,lcr 
and  f o r  c a s e  of p u t t l n p ,  -0 e f f e c t .  A g a i n ,  you cay add  any  c o ~ ~ l ~ n c r i t s  .you wir . !~ ,  c s l > c c j n l  i y  i f  
y o u r  vicw v a r i e s  w i t h  t h e  a v c r a g e .  

1. A sumrlary o f  p r o d u c t s  sho r t ec?  d u r j n q  4 
t h e  vc?el: s h o u l d  b c  i s s u e d  on Frj.d;lys - 
t o  a l l o w  s a l e r m c n  t o  b o o s t  t h e i r  
v o l u m  t h e  f o l l o v i n q  week. 

4 

2. Sa le smcn  s h o u l d  b e  aware  o f  new 

t h e  f i e l d .  They s h o u l d  b e  i n f  ormeci 
S o u t  t h e  p x . x h c t  and  h a v e  a s m p l e  
t o  sho*v cus to lna r s ,  e v e n  i: o n l y  a 

p l c t u r c .  

3. Salcsmon s h o u l d  be k e p t  i n f o r m n d  a s  
t o  wllich p r o d u c t s  a r c  i n  s h o r t  s u p p l y  
as \,ell as which s h o u l d  b e  moved. 

I .  . Somc beef s o l d  i.n t h c  Vancouve r  area 
c o u l d  he b o u g h t  d i r e c t l y  f r o m  Red -- 
Deer t o  make t h e  company more  . - 
c o m p e t i t i v e .  I - I  - - 
s t o r e s  f o r  2 weeks  a t  a t i l a c .  More 
c x p o s u r c  o f  o u r  b r a n d  l a b e l  s h o u l d  
p r o v i c k  repeat b u s i n c s s .  

I c a s t  so:ne o f  t h e  t i n e .  

7 .  S i ~ l c s m c n  s l i o ~ l l d  hzve  mol-c s a y  a s  t o  A 
the j!;!;u.ing o f  c r c d i t  f o r  1-c tu lmcd 

. p ~ - o d u c t ,  c x r o r s  o r  s h i p p i n g  t r o u b l c 3 ;  6 

8. h llook on t h c  t y p e  and si 7.c of h o t e l ,  ?-- 
restaurant, and i n s t i  t u t i o ~ ~ a l .  cut!.; 
s h o u l d  b c  i ~ v a i l a b l c  i-o s a l c s n c n  8 
ci111 i n g  o n  such a c c o u n t s .  

-. 

3 . Tlw co~npany s h o u l d  hii\*c o sa1.c :~  7 
n u j w r v i n o r  5.n t h c  v a r i o u s  a r c a s  who 
wou1.d spcr>d t i n ~ ~  on tach t o r x i t o x y  t o  7 
h e l p  n:~lc::nicn r;ol.vc t h c j  r ) ) rob1 rnlc . -. 

8 .O. Sali:r.nicn s l ~ o u l c l  I>c jnfornwcl o n  t l l c  ----. 
~ v i ~ i l i l l ~ i l i t y  of \>I-otlucl. i.11 advance! s o  ,, 
t h i t t  ~ . I Ic !> '  C ~ I I I  ~ \ I . ~ I I  :it11~!1. \ I  -- - 

' I  I.. $rrlv!mrn !clloul rl 11avr innrr m y ~ n r t u n i  t y  . .- 
t o  ~ ; I ! ; s  co~,*~!.~.int  !i on1.0 Lkpt .  h:i1r1:1 
v l . t . l~ont  I ~ a j n r l  ~ i u t  on  t l ~ o  Lr:l(!lr:;ivr. 7 - . 
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I-=+ r;i;;G c a s y  ' 

I'ICBSC r c - r n l  c! cacl  Q g 
, g c s t i o n s .  The numbers n l r cn t ly  slro~sn' a r c  1 lrc iivcarnp.cs c r t i ~ a .  qP5 . ,#ants d u r i n c  t l ~ c  prcvjou: ;  rounlcl. C o n s i d c r j  nl: 1 I I C  r ; j t i l l l :s  g i v c ~ l  thcr ;c  s~r l : ) l ,cs t ic  , low p 3 r t j c i p n r l l s ,  r e - r n l c  a l l  sclegest  i o i l s ,  ag;iill 1,  ic1;infi t l ~ c  a p p l i c i ~ l l  e nlmibcr .;ales a b o v c  and a . r i t i n g  i t  i n t o  f h c  sclo:ircs i ~ c l o ~ g  i l l c  11uii11,~r 

SIIOWII. I b t c  coch s u p g ~  as b c f o r c ,  f o r  L c n c f i t  t o  you ,  t o  t h e  Cori~p:~ny, t o  t11c (:~istc~nicr and f o r  c a s e  of  p u t t i n g  -0 e f f e c t .  Aga in ,  you n a y  add any c o ~ ~ ~ n r e n i s  you r i s l l ,  e s p c r j a l l y  if  your vicw v a r i e s  with t h c  a v c m g c .  

S U G G E S T I O N  
I_-- 

12. I f  it sa lcsman is n o t  w i ' l i n g  t o  f u l l y  
a c c e p t  company politics, p r o c r d u r e s ,  
wages ,  bonuses  a n d  q u o t a s ,  h e  is n o t  

. ': d o i n g  h i ~ n s c l f  o r  t h e  company a n y  
good and s h o u l d  l o o k  e l s e v h c r e .  

15. Salesmen c o u l d  make c u s t o m e r s  happy  
by  c a l l - i n g  a t  t h e  customel:'s con- 
venicncc:  n o t  t h e  s a l e s m e n ' s .  

1 4 .  Salcsmcn s h o u l d  " s e l l "  more a n d  
sper?d l e s s  t i m e  q u o t i n g  p l - j ceo  a n d  
t h e n  w a i t i n g  t o  see who is  t h o  l o w e s t  
b i d d e r .  

15. P r o d u c t i o n  s h o u l d  t r y  h a r d c r  t o  f i l l  
any  o r d e r s  t h a t  \!ere p r o m i s e d .  

.. . 
1.6. The company s h o u l d  p r o d u c e  more  ' 

b --- 
c u s t o ~ n  h o l c l  c u t s .  6 

17. Sa lcsmcn ' s  m e e t i n g s  s h o u l d  be h c l d  
oncc  a month and  a 1 1  p e o p l e  s h o u l d  
p a r t i c i p a t e  i n  a l l  d i s c u s s i o n s .  

u 
18. Thcrc  s h o u l d  b e  more s a l e s  m e e t i n g s  F .. 

w i t h  p r o d u c t i o n  p e o p l e  p r e s e n t .  8 
7- 

19. 'I'hcre s h o u l d  bc  a b e t t e r  cxchangc  o f  -- 
p r o l ~ l c ~ n s  and i d c n s  b c t v r e n  i l c l ~ o r t ~ r . c n t  
h e a d s  and s a l c s ~ n c n .  S n l c s  n c c t i  n g s  7 
can PI-nviclc such  appor t :uni  t ics.  

20. Therc  r;lioul ci b e  morc mcctin5,o h c t w c c n  
s a l c s m r n  and d e p a r t m e n t  lrcatln t.0 

-- 

d i s c u s s  new p r o d u c t s ,  new i t l c a s  a n d  7 
61.0\i. IIIOVCl-S . - 

1 - 3  

2 1 .  Thcrr! !;houl.d b e  morc oppor  t u n i t v  t.o 
cliocusr. nrv p r o d u c t s  w i t h  n~i~nagc.nisnt.  

12. A C C O I I I ~ ~ T ~  shou l  A IZP ~ ~ ? - d j . s t r j . l ~ ~ ~ t c d  
nmolrg : ; i~ lc :x~crr  !;o t l l i l t  tach r.;~lc-smnn 

]. i \~(l<? as Wc1.1 ilr: !:l.lill.I, . - I C C O U ~ ~ D .  

Thc r;;tlt:r;~wn wi l.11 17n:;t ly s m l  l 
nccrcwnt::: ~.!oultl i i~ i !~~ :ovc  11i !; vo1.umc by  
gctt . jncr I a r l c ? r  ;~cc .ntmts  and t h o  on? 
wit11 I awlc  i ~ c c o u n l  r. m u 1  d i.ncrc:;isc! 
115.6 volwlrc 11y a1:m c a l l i  r ~ c j  o n  zwnc 
snml 1 c ~ n w  . 

-, 

ASE I C 0 B1 b! 1: N 1' S 



- 
23.1. Elorc p roduc t  i n f  orniatj.on, c o n t c n t s  L 

r e q u i r e d  t o  produce i t ,  s h o u l d  b c  

- 
26. Salerncn's c a m i n i s  shoulA be boscd on 

s a l a r y  p l u s  commission. -- .- 
5 . -5- 

25. ~ a l e s r n e n ' s  e a r n i n g s  ~ h o u l d  i n c l u d e  a 2-2 
bonus system b a w d  on b u s i n e s s  donc 

. t he  year round.  . 8 7 
1 - 
26. Salesmen's rcwards s h o u l d  b e  d i r e c t l y  8 2 

r e l a t e d  t o  h i s  s u c c e s s .  T h c r c f o r c ,  
he should  be  p a i d  morc a s  he  ' . r  8 7 

. i n c r c a s c s  h i s  volull\e o r  r n a r g h .  -- 
27. Galcsrnen s i ~ o u l d  be able t o  g e t  a  --.-- 6 -- 5 .- 

comnlisslon on s a l e s  above list p r i c e .  5 
3 ,. ---- 

28; If a salesman wants  t o  g e t  ~ h e a d ,  he 6 6 
should  say s o  once i n  a w h i l e .  

" 5 
- 5- --- 

8 7 29. Salcslncn should  h e  t -old morc o f t c n  
how tl;ey arc! ,doing individua1.l.y nncl 

. should  bc  t o l d  oi' ways t o  improve 8 7 
t h e i r  own pcrformancc . 

. . 
3 ' ~ .  Top manaqcmcni: should  a c c e p t  marc 7 

r c s p o n n i l i l i t y  t o  hrrvc inore contact-. 
-- 

w i t h  c;nl.csn~cn, t o l l  t1ic:ni t l lci~: 7 
p o t e n t i a l  and rjivc tlicin a d v i s e .  - 

31. 'J'o succccd ,  salrsrncn iliust nrrtkc nmncy 6 
dor Cha co:upnn y . l'l~crcl Corc t h c  ern- -----' 

phasis  nhoulil l,o on mai-gin, w i t h  
volume sacond i n  iiirpo~:ti~ncc. 

G 
- - 

6 32. h c i s i o n s  !;houlcl n o t  hc made on1.y wit11 
cons jdcr i r t ions  for  t h c  ~ n a j o r i t y  . 
Inc l iv idua ls  s l ~ o u l d  g o t  c o n s j d c r n t i o n  
as w c l l .  

33. Snlcri~rcn r;liould liavc mom p~:icj.ncl 
kncn~lci l~jc ,  such ~ I S  cos t  :: a ~ ~ d  :;a1 c!i 
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r - L  very c a s y  

P l c n s c  r c - r n t c  c a c l  , g c s t j  011s. Thc nurn1w1.s a1 rently s l r o ~ l l '  a r c  1.11~ ;~vt.r;t!:rs 
of (lie rr t i11p.s a11p1. .,,ants clurinl: t l ic  p r c v i o u s  r o u ~ i d .  COII:.~ d c r j  I][: t I , ( \  r ; ~ t  111):s ~ i v c n  t h c s r  sul:p.cstic , low p a r t j c i p a ~ i t r ; ,  r c - r a t  c  :ill s u p , ~ c s t  i oil:;, np.;rj 11 1,i c l:ii~i: 
t h c  app1 icn l ) l  c numbcr . i a I ~ s  above and w i t j n g  i t  j r ~ t  o  t h e  sclil:rrc.s h c l o v  t I;(. I I I I I : I~ ,CT 
s11crwn. R a t c  cnclr s u g c c  J S  b c f o r c ,  f o r  h r n c f i t  t o  Y O U ,  10 t11c COIIII):IIIY, t o  L ~ I C  C ~ I S I O I I ! < : ~  
and f o r  c a s e  01 p u t t i n g  _ o  c f f c c t .  A g a i n ,  you may add any  co~r~i i rc~i ts  you wjs l i ,  c s p c c i n l l y  i f  
y o u r  v icw v a r i c s  w i t h  t l rc  a v c r a g c .  

S U G G E S T I O N  - 
I I .  ' s a l e smen  s h o u l d  h a v e  ac , c s s  t o  cos t inc r  / 

i n f o r m a t i o n  s o  t h a L  t h c y  c o u l d  
p romote  t h e  p r o d u c t s  t h a t  c a r r y  t h e  
l a r g e s t  s a l e s  m a r g i n s .  

15. Sa le smen  c o u l d  become niorc i n v o l v e d  
, w i t h  t h c i r  work b y  s h a r i n g  i d e a s  w i t h  

f e l l o x  s a l e s ~ ~ i e n  a n d  h e l p i n g  c a c h  - A 

o t h e r  morc.  

lb. I f  a  s a l e s m a n  nlakcs a  nood s a l e ,  h e  
- shou3.d n o t  l l e s i t a t c  t o - l e t '  h i s  -: . 

s u p e r i o r  know. 

17.. , I n  f u t u r e  s a l c s  c o n t e s t s ,  c h a i n  s t o r c  
' t e r r i t o r i e s  s h o u l d  cc inpcte  i n  a  

s c p n r a t c  d j v i s i o n  o f  t h n  c o n t c s t .  

18. Salesmen s l ~ o u l d  have  morc a u t h o r i t y  
to  niakc decisions on p r i  cincj  politics. 

19. Salesmen s h o u l d  h a v e  n o r e  t r a d i n g  
p r i v i l c d g e .  The l o s s  o n  o n e  item 
can  b c  o f f s e t  b y  t h e  rcst o f  t h e  
o rc l c r  . 

10. Sa lc smcn  s h o u l d  b c  consulted whcn a n  
a c c o u n t  i .s  s w i t c h e d  From 1'I:EPAID t o  
COLLECT b c f o r c  t h e  chanqc  i s  madc & 
n i v c n  t h c  rc!nson f o r  t h c  chnncrc. 

1. ~;~ lc . s r . i&n  r;liould b e  g i v e n  morc 
t r a i n i n g ,  b c  g i v c n  t l lc  o p l ) o r t u n i t y  t o  
t o u r  U I ~  p l i l n t ,  s c c  t h c  operation and  
a31 i l i a  y>roclucts s o  t l ~ a t  t.licy Iiavc a  
bct:t.cr kiiowlcdgc o f  wha t  t h c y  a r c  

-- 

42. Si11.cnracn s l i on ld  t a l k  t o  a s  ninny 
p c o p l c  w i t -h in  tlic i n t i u s t r y  ils 
possible. 'J'hc m o w  elicy l i t ; t o l ,  t h c  
marc t h e y  wi.l.1 l e a r n .  '1'11~ more t h c y  
I c n r n ,  t h c  b c t t e l :  t l w y  w i l l  Lc a b l e  
t o  d o  t l i c i r  :job. 

3. SaIc:!:mcn ?:hould l c a r n  a l l  t . l~cy  c ~ n  
n b o i ~ t  our h I - c ln t c t l  ind~i! ; t r lc : ; .  Tllc 
niol:c b.nowlctl<lc t l w y  Ii:ivt:, I lio Inoro 
con I iclc~r~cc? t l w  cr~:; tomcrn w i l l  lravc 
i l l  t.h~li1. 
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q u ~  t c  c n s y  ' 
-' 

<5 
n c i r s c  r c - ra tc  C:IC! e ' , v0 e l : c s t j o n s .  The n m b c r s  a l l -ca t ly  sl,ottpn' a r c  t l tc : I V C : ~ ~ C C S  

of i l l c  rn t in1:s  :tppl. q6 . , tnnts d u r i n g  t l ic  p r c v j o u s  rolllitl. Consj tlcriri(; t11r r a t  jngs  
given t l i c sc  s u p , [ : r s t j ~  dlow p : t r t i c j . p a n t s ,  r c -  r a t e  a l l  sul:flcst i o n s ,  :1 t ; i111  11i(:l;i11!! 
t lrc appl i c n b l  c numbcl. .;ales a l ~ v c  and v r j t j n p ,  i t  j n t o  t l lc  sc l r~; t r rs  I)clut< 1 1 1 ~  I ~ I I I J ~ I C I -  

shown. Rat c cnch  SlIJ:[:L ds b c f o r c ,  f o r  b c n c f i t  t o  y o u ,  t o  t h c  C o t ~ ~ p n ~ i y ,  t o  t h c  CU:;~O!IICI.  
and f o r  c a s c  o f  putt in^, .o c f f c c t .  Aga in ,  you Inay a d d  a n y  c o m n n t s  yoit wj.slr, c s p r c j n l  l y  i f  
your vicw v a r j . c s  uj.tIl t h c  avcr:tgc.  

- 
4 4 ;  Salesmen s h o u l d  b e  s u p p l i e d  w i t h  morc 

i n d u s t r y  and  n ~ a r k e t  i n f o r m a t i o n  and  
p r i c e  t r e n d s .  

45. Salesmo,n s h o u l d  b e  made more a w a r e  o f  
.the prob lems  i n  t h e  n e a t  i n d u s t r y  & 
l i v c c t o c l :  m a r k e t s .  

46. Ssles lnen cou1.d g e t  more i n v o l v e d  i n  
t h e i r  work i f  t h e y  would l e a r n  a l l  
a s p e c t s  o f  t h e  incat i n d u s t r y .  

. . 
47.  Salesmen s h o u l d  b e  a l l o w e d  t o  g e t  morc 

i n v o l v e d  i n  t h e i r  work. Thcy s h o u l d  - be i n v o l v o d  i n  a l l  d i s c u s s i o n s  
nffect.i.11g t h c i r  t e r r i t o r y .  

4 8. Salesmen s h o u l d  b e  made 111ore aware  
that t h c i r  e f f o r t s  a r c  h c i n g  e v a l u a t e c  

49. Thc o r d e r s  r c c c i u e d ,  t h c  pape rwork  
donc,  oncl Che p r o s p e c t  o f  niorc o f  t h e  
same tonor row s h o u l d  g i v e  t h e  s a l e s -  
men a goocl f  c e l j . n g  o f  accompl i shmen t .  - 

50. \Jhcn a sa l e sman  h a s  donc n good job ,  
the b o s s  rhou1.d c o n g r a t u l a t e  h im 
p e r s o n a l l y  by phone.  
- - - - - 

51. Salcsmcn s h o u l d  bc g i v c n  morc i n f o r -  
ma t ion  t h a t  t e 1 . l ~  them hoi,? t h c y  a r e  
doing corop;tred t o  t h c i r  c o n n t c ~ - - p a r t .  

52; S c l l j n q  hccomcs much c a s i c r  vhcn  t h e  
c a l e s ~ ~ r a n  !;cts d a i l y  a i d  w c ~ k l y  g o a l s  
for 11irnsc.lf. 

i 3. Eac:h s i~ l r r :~nnn  .shoul cl bc: aware  t h a t  h e  
can  math h i s  !foal o n l y  w i t h  t l lc  help 

'of raonaqcrocnt., p l a n t  s t a f f ,  o t t i c c  
s t a f f ,  h i s  f a m i l y  and triost o f  a l l  - 
h i s  s c l r - c o n i i . t l c t ~ c c .  

5 4. Snlnsmcn t:lioul.d p u t  c:nilJiar;i s on cjoo? 
c o ~ t u ~ i ~ l t ~ i c a t i o n  w i t h  t h e i r  !;upc.~-io1:s. 
It' G t . 1 ~  1:cy t o  .riiiiJ:inr~ 1 I t (?  s ir l~0111cn ' S  

p o r t  i n  Chc coinpany succcso j ' u l . .  
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S U G G E S T I O N  

55. Some s a l c s  manage r s  n e e d  t o  b e  much 
s t r o n g e r  whcn t r y i n g  t o  n c g o t i a t c  
s o m e t h i n g  between t h e  s a l e s m e n  a n d  
t o p  lr~anayelnent.  

56. O f f i c e  a n d  p l a n t  s t a f f  s h o u l d  h e l p  
we s a l e s m e n  by p u t t i n g  more  e f f o r t  
.into c a t c h i n g  e r r o r s  i n  o r d e r  
p r o c e s s i n g .  

57. T h o s e  w h o  f i l l  o r d e r s  i n  t h e  p l a n t  
must b e  made aware  t h i i t  t h e y  s h a r e  
r c s p o n s i b i l i t y  i o r  thc s u c c e s s  o f  t h e  
s a l e s  f u n c t i o n .  " 

58. Salcsmcn s h o u l d  d o  more  f o r  :.be 
s t x u g g l i n g  m e r c h a n t s  who arc! a t  a 
d i s a d v a n t a g e  due  t o  t h e i r  l o c a t i o n  

, and s h i p p i n g  s c h c d u l c s .  

59 . The cnzpany s h o u l d  s p e n d  morc  money . 
on r a d i o ,  T.V. a n d  newspape r  a d v e r -  
t i s i n g .  

6.0. The company s h o u l d  s p e n d  more  money 
o n  p u b l i c  ~ : c l a t . i o n s  work.  

61. It wou ld  b e  a d e f i n i t e  n s s c t t  f o r  t h e  
s a l e s m c n  t-.o h a v c  s o ~ s e  hockcy  o r  f o o t -  
ba l l  t i c k c i s  t o  g i v e  away i n  t!~e 
r ' i g h t  p 3 . n ~ ~ ~ .  ---- 

62. Salrsmc.11 s h o u l d  b e  encouraged a n d  
supporLcr1 t o  joi .n s c r v i c c  c l u b s  s u c h  

, i ts  ] , ions ,  I:ol:;lry, 1 : lks .  c t c .  Taking 
nn a c t i v c  part: i n  ~ o : l ~ l n u n i t y  a f  fairs 
i s  i d c n l  f o r  good P.1:. work.  

63. Elorr! pi- in tc i l  maLar in1 ,  po: ; tc ro  , ctc. 
s h o u l d  b c  p r o v i d c d  for c u s  t o m c r  ' s 
c1i:;pl a y s .  

64. \ttrcn Chc! colnpatry o f f c r r ;  a snlcr.nian n 
)LIOVC to irnol.licr ~ ) l -ov i  nct? , i C Intl:;l: b c  
u i l . l j n q  t o  conunj t t .  i t s c l f  and q i v c  
firm1 itnwcrr. lx.iol-c! c x l v c t j n g  a 
c o r ~ u j . t t ~ r c n t :  front t l ~ c  cn1c:;nlnn. 



. INSTRUCTIONS: S c v c r a l  c h n r i l c t c r i s t i c s  o r  q u a l i t i e s  con- 
ncctccl w i t h  S a l c s  p0s.i t i o n s  a r c  I i s t c d .  Fo r  each  c l i a r n c t o r i s t i c  
you a r c  askccl t o  q i v e  two ( 2 )  r n t i n q s  on t h c  . s~p i l r i l t c  s c a l e s  
numbcrcd onc (1) t o  n i n e  ( 3 ) .  Tlic low numlxxs on cach  s c a l e  
r c p r a s c n t  low o r  mini~num (rnin) amounts OF t h c  chn rac to r . i . s t i c  
b c i n g  mcasurcd, and h i g h  numbcrs on cach  s c a l e  r c p r c s c n t  h i q h  o r  
nmximum (ma>;) amounts of  t h e  c h a r a c t e r i s t i c  b c i n g  mcasurcd. 

EXAMPLE: Thc o p p o r t u n i t y  For p r o f e s s i o n a l  growth connec ted  
w i t h  my S a l c s  p o s i t i o n ;  

a .  How much i s  t h e r e  now? (min) 1 2 @ 1! ' 5  6 7 8 9 (ma::) 

b. How much s h o u l d  t h e r e  be?  (min) 1 2 3 4 5 0 7  8 9 (mas) 

No t i ce  t h a t  i n  t h e  example above,  t h e  numlxrs  ( 3 )  and ( 6 )  
were c i r c l e d .  T h i s  d o e s  n o t  mean t o  imply t h a t  t h e  number c i r c l e d  - 
i n  t h e  ( a , )  p a r t  of e a c h  q u c s t i o n  must he s m a l l e r  t h a n  t h e  number 
c i r c l e d  i n  t h e  ( b . )  p a r t  of t h e  same q u e s t i o n .  Once you c i r c l e  a  
number on t h e  ( a .  ) p a r t  o f  t h e  q u e s t i o n ,  you are f r e e  t o  choose  any 
number on t h e  ( b . )  p a r t  o f  t h a t  same q u e s t i o n .  , I n  o t h c r  words,  you 
may make your  r e s p o n s e s  i n  any  combina t i cn  you s o  chocrie. BUT BE 
SURE TO CIRCLE A NUMBEX ON BOTH THE ( a .  ) AND T I E  (b.  ) :'ARTS TO EACH - 
QUESTION. 

1. The f e e l i n g  o f  s e c u r i t y  i n  my S a l c s  p o s i t i o n :  

a .  How much is t h e r e  now? (min) 1 2 3 4 5 6 7 8 9 (max) 

b. How much shou ld  t h e r e  be? ( m i l l )  1 2 3 4 5 6'  7 8 9 (max) 

2. The o p p o r t u n i t y  i n  my S a l e s  p o s i t i o n  t o  g i v e  h e l p  t o  Customcrs: 

a. How much i s  t h e r e  now? (min) 1 2 3 4 5 6 7 8 9 (max) 

b .  How much s h o u l d  t h e r e  bc?  (rnin) 1 2 3 4 5 6 7 8 9 (max) 

3 .  The o p p o r t u n i t y  t o  d c v c l o p  c l o s e  friendships i n  my S a l e s  pos i -  
t i o n  ( p a r t i c u l a r l y  among fel.low workers )  : 

a. How much is  t h e r e  now? (min) 1 2 3 4 5 G 7 8 9 (max) 

b. IIow much s h o u l d  t h c r e  be?  ( m i l l )  1 2 3 4 5 G 7 8 9 (max) 

4. The Cce l ing  o f  s c l f - c s t c e m  a pe r son  g e t s  from b e i n g  i n  my S a l c s  
p o s i t i o n  : 

a. How much i s  t h c r c  now? (min) 1 2  3 4 5 6 7 8 9 ( m a )  
b. Ilow much sho\ i ld  t h e r e  bc?  (min) I. 2  3 4 5 G 7 8 9 (max) 

5. TIE p rc s t i c r c  o f  my S a l c s  p o s i t i o n  j n s i d c  t h e  o f f i c e  and p i n n t  
( t h a t  i s ,  tlic r c q a r d  r c c c i v c d  Croin others who work i n  t h c  oCCjcc, 
i n c l u d i n g  t lnnagers  and s t a t  F) : 

a. How much is t h c r o  now? (min) 1 2 3 4 5 G 7 6 3 (max) 
b. How much s h o u l d  there be?  (min) 1. 2 3 4 5 G 7 8 9 (max) 

, (QVER) 

s .  



The p r e s t i g e  of  my Salesman 's  p o s i t i o n  o u t s i d e  t h c  P l a n t  
( t l i a t  i s ,  t h e  r c g a r d  r e c e i v c d  from o t h e r s  n o t  connected 

w i t h  t h e  h u s i n c s s )  : 

a. IIow much i s  t h e r e  now? (min) 1 2 3 4 5 6 7 8 9 (max) 

b. Ilow much shou ld  t h c r e  be?  (min) 1 2  3 4 5 6 7 8 3 (rnax) 

The a u t h o r i t y  conncc tcd  w i t h  my S a l e s  p o s i t i o n :  

a. IIow much i s  t h e r e  now? (min) 1 2  3 4 5 6 7 8 3 (ma&) 

b. How much shou ld  t h c r c  be?  (rnin) 1 2 3 4 5 6 7 8 9 (rnax) 

The o p p o r t u n i t y  f o r  i ndependen t  t h o u g h t  and a c t i o n  i n  my S a l c s  
p o s i t i o n :  

a. How much i s  t h e r e  now? (min) 1 2  3 4 5 6 7 8 3 (max) 

b. IIow much shou ld  t h e r e  be?  (rnin) 1 2 3 4 5 6 7 8 9 (rnax) 

The o p p o r t u n i t y  i n  my S a l e s  p o s i t i o n  f o r  p a r t i c i p a t i o n  i n  t h e  
s e t t i n g  of  g o a l s  f o r  t h e  S a l c s  depar tment :  

a. How much i s  t h e r e  now? (min) 1 2 3 4 5 6 7  8 9 (max) 

b. How much shou ld  t h e r e  be? (rnin) 1 2 3 4 5 6 7  8 9 (max) 

The o p p o r t u n i t y ,  i n  my S a l e s  p o s i t i o n ,  f o r  p a r t i c i p a t i o n  i n  t h e  
d e t e r m i n a t i o n  of  methods and procedures: 

a. How much is  t h e r e  now? (min) 1 2 3 4 5 6 7 8 9 (max) 

b. How much shou ld  t h e r e  be?  (min) 1 2 3 4 5 6  7  8 9 (max) 

The o p p o r t u n i t y  f o r  p e r s o n a l  growth and development i n  my S a l e s  
p o s i t i o n :  

a. How much i s  t h e r e  now? (min) 1 2  3 4.5 6 . 7  8 9 (max) 

b. How much shou ld  t h e r e  be?  (rnin) 1 2 3 5 6 7 8 9 (mLx) 

12. The f e e l i n g  o f  s e l f - f u l f i l l m e n t  a pe r son  g e t s  from b e i n g  i n  my 
S a l e s  p o s i t i o n  ( t h a t  is ,  t h e  f e c l i n g  of  be ing  a b l e  t o  u s e  your  
own unique  c a p a b i l i t i e s ,  o r  r e a l i z i n g  your  p o t e n t i a l )  : 

a. How much is  t h e r e  now? Imin) 1 2  3 4 5 6  7  8 9 (ma,:) 

b, IIow much s h o u l d  t h e r e  be?  (min) 1 2 3 4 ' 5  6 7 8 3 (max) 

13.   he' f e e l i n g  o f  wor thwhi le  accompli.shment i n  my S a l e s  p o s i t i o n :  

a. IIow much is t h e r e  now? ( m i l l )  1 2 3 4 5 6 7 8 9 (max) 

b. How niuch shou ld  t h e r e  be?  (rnin) 1 2 3 4 5 G 7 8 9 (inax) 



 his s e c t i o n  of t h e  q u e s t i o n n a i r e  asks  your f e e l i n g s  about t h e  
p r o j e c t :  

A. How much t ime d i d  you spend on a l l  t he  ques t ionna i res  i n  
t o t a l ?  

h r s  . 
B. Would you p a r t i c i p a t e  i n  such a  p r o j e c t  again i f  

reques ted  t o  do s o ?  
Yes or No? 

Answer t h e  rest of t h e  q u e s t i o n s  by c i r c l i n g  a  number between 
1 and 9 ,  the  same way you d i d  i n  a l l  o the r  ques t ionna i res .  
"1" is a most n e g a t i v e  f e e l i n g ,  "9" a  most p o s i t i v e  one. 

C. Learning de r ived  from p a r t i c i p a t i o n  i n  t h i s  p r o j e c t :  

(rnin) 1 2 3 4 5 6  7 8  9  (rnax) 

D. Did you g e t  new i d e a s  from t h i s  p r o j e c t ?  

(rnin) 1 2  3 4 5 6  7 8  9 (max) 

E.  Enjoyment r ece ived  from p a r t i c i p a t i n g :  

(rnin) 1 2  3 4  5  6  7 8  9  ' (rnax) 

F. Assis tance  i n  p l a n n i n g  your work: 

(rnin) 1 2  3 4 5  6  7 8  9  (rnax) 

G. Did your involvement i n  t h i s  p r o j e c t  h e l p  i n  your job? 

(rnin) 1 2  3 4 5 6  7 8 9  (rnax) 



9'0: A l l  SAlcsmen - 
Qrom: G. Merchant - 

Novcmbcr 26, 1375 

With t h e  m a i l  s t r i k e  and o t h e r  e v e n t s  you p robab ly  
wondered what happened t o  t h e  Research P r o j c c t  you hclpecl m e  
o u t  w i t h  solne t i m e  ago .  

Well, d e s p i t e  a l l  t h e  problems a long  t h e  way, w e  - a r e  
p r o g r e s s i n g .  

I must  a sk  you t o  fill o u t  one more q u e s t i o n n a i r e .  
P l e a s e  f i l l  it o u t ,  (remember, i t ' s  a l l  c o n f i d e n t i a l )  and 
r e t u r n  it t o  m'e as soon  as p o s s i b l e .  

I w i l l  b e  p r e p a r i n g  my f i n a l  r e p o r t  s h o r t l y .  I t  w i l l  
show t h e  most b e n e f i c i a l  j ob  changes s u g g e s t e d  by you r  f e l l ow-  
salesmen.  I n  o t h e r  words ,  it w i l l  incl.ude t h e  s u g g e s t i o n s  
your  fe l low-sa lesmen judged mos t henef  i c i a l  t o  yourselves , 

s the  Company and cus tomers .  I w i l l  s end  a  copy of  my r e p o r t  
t o  t h o s e  who f i l l  o u t  and  r e t u r n  t h i s  q u e s t i o n n a i r e .  To 
r e c e i v e  a  copy,  j u s t  f i l l  o u t  t h e  e n c l o s c d  q u e s t i o n n a i r e  and 
r e t u r n  it. The s e c r e t a r y  who administers t h e  q u e s t i o n n a i r e s  
w i l l  a s s u r e  t h a t  a l l  kn fo rma t ion  is  anonymous. 

R e m e m b e r ,  t h i s  l a s t  q u e s t i o n n a i r e  i s  o f  t h e  g r e a t e s t  
impor tance  t o  t h e  whole p r o j e c t .  P l e a s e  send  it back a s  soon 
as p o s s i b l e .  i l o n ' t  worry  i f  it l o o k s  l i k e  one  you have  done 
b e f o r e .  I t ' s  n o t  a  d u p l i c a t i o n .  ' 

Thank you. 



APPENDIX VI 

THE WILCOXSON SUM OF RANKS TEST ON 

CHANGE IN SALESMEN'S EFFECTIVENESS 



Wilcoxson Sum of  Ranks T e s t  

Change i n  Salesmen's  Ef f e c t i v e n s s s  i n  P e r c e n t  

Exper imental  Group Con t ro l  Group 

Code No. Change Rank Code No. Change Rank 

T o t a l  Ranks: x1 = 116 x2 = 9 4  

Number of  cases: nl = 11 

n = t o t a l  n q e r  of cases 

n t d .  dev. =\- =,j-=\jy =f= = 13.16 

Mean f o r  exper imenta l  group : Mean f o r  c o n t r o l  group: 

2 - Tes t :  

Th i s  i n d i c a t e s  t h a t  d i f f e r e n c e s  between the two groups a r e  

i n s i g n i f i c a n t .  





BIBLIOGRAPHY 

B u t t e r i s s ,  Margaret ,  Job  Enrichment and Employee P a r t i c i p a -  
t i o n  - A Study, London: I n s t i t u t e  of  Personne l  Management, 
1971. 

Canadian Computer/~ommunications Task Force ,  Branching Out,  
Vol. 2, In format ion  Canada, Ottawa, May 1972. 

C u r r i l l ,  D .  L., "Technological  F o r e c a s t i n g  i n  S i x  Major 
U.  K .  Companies", Long Range P lanning ,  March 1972. 

Dalkey, N .  C. ,  The Delphi Method, An Exper imental  Study of  
Group Opinion, The RAND Corpora t ion ,  RM-5888-PR, A p r i l  1969. 

Dunnett ,  Campbell & J a a s t a d ,  "The E f f e c t  of Group Part ic i -  
p a t i o n  on Brainstorming E f f e c t i v e n e s s " ,  J o u r n a l  of Appl ied 
Psychology (1963) . 

Farquhar ,  J .  A . ,  A P re l imina ry  Inqu i ry  I n t o  t h e  Sof tware  
Es t imat ion  P roces s ,  The RAND C o r ~ o r a t i o n ,  RM-6271-PR, 
August 1970. 

Ford, Robert  N . ,  Mot iva t ion  Through t h e  Work I . t s e l f " ,  New 
York: American Management Assoc i a t i on ,  1969. 

"Forecas t e r s  Turn t o  Group Guesswork", Business  Week, 
March 1 4 ,  1970. 

Hackman, J .  R . ,  Oldham, G . ,  J anson ,  R.  and Purdy, K . ,  
"A New S t r a t e g y  f o r  Job  Enrichment",  C a l i f o r n i a  Management 
R e v i e w ,  1975, - 17,  4 ,  

H e l m e r ,  0 .  and Reschner, N . ,  On t h e  Epistomology of t h e  
Inexac t  Sc i ences ,  t h e  RAND Corpora t ion ,  R-353, February 1960. 

Herzberg, F . ,  "One More Time: How do  You Motivate 
Employees?" Harvard Business  Review, Vol. 46, No. 1, 
January-February 19 6 8 . 



Herzberg, F . ,  Mausner, B. and Snyderman, B . ,  The Motivat ion 
t o  Work, N e w  York: John Wyley & Sons, 1959. 

Maslow, Abraham H . ,  Mot iva t ion  and P e r s o n a l i t y ,  New York: 
Harper & Row, 1954. 

Myers, M. S c o t t ,  Every Employee a Manager, New York: 
McGraw-Hill, 19 70. 

P i l l ,  J u r i ,  "The Delphi Method: Substance,  Context ,  A 
C r i t i q u e  and an Annotated Bib l iography ,  Socio-Economic 
Planning Sc iences ,  Vol. 5 ,  1971. 

P o r t e r ,  L .  W. and Lawler, E .  E.,  Manager ia l  A t t i t u d e s  
and Performance, Homewood, Ill.:  Irwin-Dorsey, 1968. 

- - .  

Sackman, H . ,  Delphi  Assessment: Exper t  Opinion, Fore- 
c a s t i n g  and Group P roces s ,  t h e  RAND Corpora t ion ,  R-12 83-PR, 
A p r i l  1974. 

Van de Ven, A. and Delbecq, A . ,  "The E f f e c t i v e n e s s  o f  
Nominal Delphi and I n t e r a c t i n g  Group Decis ion Making 
Process" ,  Academy o f  Management J o u r n a l  (19 74) . 

Wedley, W .  C . ,  The Delphi Technique f o r  Job Enrichment, 
Proceeding - F i r s t  Annual Conference of  t h e  Canadian 
Assoc i a t i on  of Admin i s t r a t i ve  Sc i ences ,  Kingston,  Ontar io :  
Queen 's  U n i v e r s i t y ,  1973. 


