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Personal Differences, Job Tension,
Job Outcomes, and Store
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Store Managers

The authors investigate the relationships between four personal difference variables and job outcomes
of retail store managers. They also investigate the influence of job tension on managerial performance
and of the manager’s performance on the financial performance of the retail store. Empirical results
indicate that achievement orientation and inner- and other-direction of retail store managers have im-
portant direct as well as moderating influences on key job processes and outcomes. Empirical results
demonstrate the critical influence of managerial effectiveness on retail store performance.

FFECTIVE management of human resources in

retailing is critically important for achieving a
competitive market position and a high rate of return.
It is of special concern at the store level because both
the creation and exchange of value in retailing are de-
cidedly “local” phenomena. However, studies di-
rected towards a better understanding of the job pro-
cesses and job outcomes of this workforce are few and
far between. Especially disturbing is the paucity of
research on the antecedents and consequences of job
outcomes for store managers.

The store manager has a unique influence on the
achievement of organizational objectives. At the local
level, he or she is simultaneously a merchandiser, a
salesperson, a financial officer, a marketer, and a su-
pervisor of other employees. The manager is also a
key intelligence gatherer and a market researcher in
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the store’s trading area, as well as a modest strategist
for the store. It is disheartening to observe that, with
few exceptions (e.g., Nordstrom, Wal-Mart, The
Limited), most retail firms are not cognizant of the
significance of this key actor. This is unfortunate, as
no retail strategy is likely to succeed without dedi-
cated execution by these people at the “front lines.”

As Lucas (1985) points out, most job outcomes
research in retailing has centered on understanding the
correlates of role perceptions and job outcomes of de-
partment managers or salesclerks rather than store
managers (e.g., Donnelly and Etzel 1977; Dubinsky
and Mattson 1979; Oliver and Brief 1977-78; Teas
1982). Recent research, however, indicates that there
may be significant differences in these relationships,
depending on the task characteristics and the occu-
pational level in the organization (e.g., Fisher and
Gitelson 1983; Jackson and Schuler 1985; Lucas 1985;
Van Sell, Brief, and Schuler 1981). Therefore, though
the results of retail salesforce research are directional,
direct extrapolations may be misleading.

Though research is scarce, there is ample conven-
tional wisdom about what makes a store manager
“successful.” For example, Lusch (1982, p. 15-17)
and Davidson, Sweeney, and Stampfl (1984, p. 466—
7) suggest that a store manager needs analytical skills,
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creativity, decisiveness, flexibility, initiative, leader-
ship, organization, risk taking, and high stress toler-
ance to be effective in managing a retail operation.
However, neither Lusch nor others provide any con-
ceptual framework or empirical evidence to support
such recommendations. Furthermore, there is no evi-
dence that store managers who have the requisite per-
sonal characteristics and skills are, in fact, happy or
satisfied in their jobs. Equally important, there is little
evidence on whether job processes or outcomes (e.g.,
job tension, performance, or satisfaction) have any di-
rect or indirect impact on store performance (cf.,
Donnelly and Etzel 1977; Kelly, Gable, and Hise 1981).

The purpose of our article is to present a prelim-
inary model of the correlates of job outcomes for store
managers. In the proposed model, several personal
difference: variables (i.e., achievement orientation, self-
esteem, and inner- and other-direction) are related to
tension experienced at work, which in turn is related
to key job outcomes (i.e., job performance and sat-
isfaction) of store managers. The model also explores
the relationships among job tension, job performance,
and store performance. The latter investigation should
shed light on the importance of the store manager in
achieving the economic objectives of the retail enter-
prise.

Background and Research
Questions

Marketing research has an impressive research tradi-
tion of investigating the antecedents of job outcomes
in industrial salesforces (e.g., Bagozzi 1978, 1980;
Becherer, Morgan, and Richard 1982; Behrman and
Perreault 1984; Churchill, Ford, and Walker 1974,
1976; Fry et al. 1986; Kohli 1985; Teas 1981, 1983;
Teas, Wacker, and Hughes 1979; Tyagi 1982; Walker,
Churchill, and Ford 1975, 1977). Marketing research-
ers also have examined similar issues for industrial
buyers (e.g., Michaels, Day, and Joachimsthaler 1987,
Parasuraman 1981), brand managers (e.g., Lysonski
1985), and salesclerks (e.g., Donnelly and Etzel 1977,
Dubinsky and Mattson 1979; Oliver and Brief 1977—
78; Teas 1982). The output is even more voluminous
in the fields of industrial and applied psychology, or-
ganizational behavior, and labor economics. Meta-
analysis on (1) the antecedents and outcomes of role
perceptions (Fisher and Gitelson 1983; Jackson and
Schuler 1985), (2) organizational antecedents of job
satisfaction (Loher et al. 1985), (3) determinants of
(salesperson) job performance (Churchill et al. 1985),
and (4) salesforce selection criteria (Ford et al. 1987)
summarize the empirical findings to date.

Personal Differences and Job Outcomes

The general interest in the personal differences/job
outcomes relationships is rooted in the motivational
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theories of human behavior and performance. The major
theoretical queries here are whether and to what extent
individual differences affect role perceptions, perfor-
mance-reward expectancies, and effort-reward instru-
mentalities. Though personal difference variables
generally are assigned only secondary roles in current
job outcome studies (Weiss and Adler 1984), answers
to these questions have a definite appeal to marketers.
As Bagozzi (1978, p. 521) notes, most selling and
marketing jobs are “a uniquely individual activity where
the [person’s] successes and failures rise and fall more
on his or her abilities and efforts than on shared team-
work with others.” If personal differences are in fact
important in determining favorable individual and or-
ganizational outcomes, the relevant variables would
be of considerable help in the identification of the
“right” people.

Of particular relevance to our study are four per-
sonal difference variables: (generalized) self-esteem,
achievement orientation, and the inner- and other-di-
rection of store managers. These constructs and their
relations to job outcomes are of special interest in re-
tailing because most store operations are managed
outside the “corporate” organization. A store manager
is in the unique position of being one part organiza-
tion employee and one part entrepreneur. In a highly
turbulent and competitive environment, a store man-
ager, as the major implementor of strategic plans, is
expected to be highly motivated, significantly goal-
directed, and highly tolerant of stress and tension. The
personal difference variables in our research, to var-
ious degrees, aim to capture such personal character-
istics.

The role of self-esteem. Generalized self-esteem
(GSE) is defined as the extent to which a person sees
and evaluates him/herself as a competent, moral, and
need-fulfilling individual (Korman 1968). Though self-
acceptance, self-confidence, and self-assurance gen-
erally are considered synonymic to GSE, it may be
more appropriate to think of these concepts as related
dimensions. (Task-) specific self-esteem (TSSE), or
self-efficacy, is a situation-specific concept of similar
(self-) evaluations in a narrower context, for example,
of an individual’s job (Brockner 1988).

The role of self-esteem in affecting job satisfaction
and job performance, or in moderating their relation-
ships, was an area of intense inquiry following
Korman’s internal consistency hypothesis. Korman
(1970, p. 32) argued that only high self-esteem in-
dividuals would show a higher satisfaction with work,
because “individuals [high on self-esteem] will be
motivated to perform on a job consistent with [their]
self-image . . . and choose and find most satisfying
those roles which are consistent with their self-cog-
nitions.” In their conceptualization of industrial sales-
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person performance, Walker, Churchill, and Ford
(1977) proposed that salespeople high in self-esteem
would also hold greater expectancies and have higher
satisfaction with their work. Researchers in organi-
zational behavior (e.g., Greenhaus and Badin 1974;
Inkson 1978; Jacobs and Solomon 1977), as well as
in marketing (e.g., Bagozzi 1980; Kohli 1985; Teas
1981, 1982), have found support for both proposi-
tions. In a rare study of store managers, Lucas (1985)
also reported a positive association between TSSE and
job satisfaction and performance. Despite these and
other findings, however, the body of evidence in this
area is equivocal.

Recent research suggests that the importance of self-
esteem in predicting job outcomes may be moderated
by other variables such as sex roles and status (Dipboye
et al. 1979; Lopez 1982). Tharenou and Harker (1984,
p. 630), in contrast, intimate that GSE is “more likely
to be a direct predictor of [job outcomes] rather than
a moderator variable.” Some researchers also have
posited that self-esteem may not be an antecedent of
job outcomes but, on the contrary, an outcome of job
processes. Bagozzi (1978), for example, hypothesized
GSE and TSSE to be functions of a salesperson’s job
satisfaction, role ambiguity, role conflict (tension), job
performance, and other-directedness. Though his em-
pirical results tend to corroborate some of these hy-
potheses, such results should be interpreted cau-
tiously.'

There is a significant distinction between one’s
concept of self, which is in constant reappraisal by the
person, and one’s self-concept (e.g., self-esteem),
which is the product of this reflexive activity (Gecas
1982). Self-esteem, as a relatively enduring outcome
of one’s self-evaluations, can be expected to be af-
fected, but only very gradually. Therefore, proposed
linkages from various job outcomes fo self-esteem (or
to other personal difference variables) are not only
problematic, but in some cases (e.g., cross-sectional
studies) clearly unwarranted. Unless a study is de-
signed to capture dynamic and longitudinal interaction
between such variables and job processes, it is more
prudent to treat them as antecedent conditions (or
moderating variables) rather than job outcome mea-
sures.

The role of achievement orientation. Achievement
orientation is an individual’s generalized tendency to
be energized to perform well. Persons high in

'Certain important limitations of Bagozzi’s (1978) study should be
noted. First, his single-equation testing strategy is open to question
given the complexity and interdependencies among his variables. Sec-
ond, the cross-sectional design of his study significantly limits his
ability to entertain “causal” inferences between GSE and TSSE and
their hypothesized antecedents. Finally, in some of his other articles
(e.g., Bagozzi 1980), he proposes relationships in which “causal” in-
ferences entertained in his 1978 article are, in fact, reversed.

achievement orientation value work in and of itself
and are highly motivated to seek and conquer chal-
lenges in their jobs (Deci 1975; Duncan and Featherman
1973).

The nature of the achievement orientation/job
outcomes relationship(s) can be considered in parallel
with self-esteem. However, though internal balance
or consistency is the original theoretical basis for a
GSE/job outcome relationship, achievement orienta-
tion typically is explained in terms of an expectancy-
value framework (Korman 1974). Briefly, the logic
of expectancy-value theory is that the more an actor
can obtain rewards or value from a given form of be-
havior, the more the actor will engage in that behav-
ior. Further, to the extent that the source of motiva-
tion is internal (external) to the individual, the more
the individual will work for and value intrinsic (ex-
trinsic) rewards, all subject to possible diminishing re-
turns (Korman 1974; Porter and Lawler 1968). In the
marketing literature, Walker, Churchill, and Ford
(1977) provide a general framework for the anteced-
ents of salesperson motivation, but do not consider
achievement orientation as a distinct variable in their
propositions.

The general expectation here is for store managers
high in achievement orientation to have higher job
performance and satisfaction, because for these man-
agers work is a central, primary activity, and the in-
strument for success. However, managers high in
achievement orientation may become dissatisfied if
perceived rewards are not obtained or are inconsistent
with their expectations. Empirical evidence in support
of these expectations is mixed and is summarized by
Korman (1974, p. 181-209). The studies following
Walker, Churchill, and Ford’s (1977) framework gen-
erally have investigated organizational variables and
have not included achievement orientation as an an-
tecedent of salesforce job satisfaction or performance.
In the only study in this area, Bagozzi (1980) ex-
amined the direct relationship between achievement
motivation and job satisfaction and found support for
a positive linkage.

The role of inner- and other-direction. Inner- and
other-direction (or locus of control) generally refer to
the degree to which individuals perceive the events in
their lives as being a consequence of their own actions
and hence controllable (inner-direction) or as being
unrelated to their behaviors and therefore beyond their
control (other-direction) (Lefcourt 1972; Rotter 1966).
There is, however, considerable debate on whether
these perceptions are the opposite ends of a continuum
or represent two independent personal characteristics.
Confirmatory analyses in our research support the hy-
pothesis that inner- and other-direction are reasonably
distinct dispositions, negatively correlating at modest
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to low levels® (cf. Collins, Ashmore, and Ross 1973).
Therefore, in our study, we treat inner- and other-di-
rection as two related but distinct personal character-
istics.

With its basis in social learning and attribution
theories (Weiner 1972), the inner- versus other-direc-
tion of individuals has significant implications for their
motivation and achievement behavior. The body of
evidence in this area indicates that inner-directed in-
dividuals are cognitively more active, higher in mo-
tivation, less prone to stress, and more resistant to ex-
ternal influences (Lefcourt 1972). In Walker, Churchill,
and Ford’s (1977) conceptualization of performance
determinants, inner-direction is posited to be an im-
portant predictor of instrumentality estimates of sales-
people and potentially a positive correlate of job sat-
isfaction. Recent research also reinforces the notion
that internal control and internal reward orientation may
have a positive influence on the job performance and
satisfaction of salespeople (e.g., Sujan 1986; Teas and
McElroy 1986; Weitz, Sujan, and Sujan 1986).

In the organizational behavior area, researchers
generally have found internally oriented workers to
have higher job satisfaction (e.g., Mitchell, Smyser,
and Weed 1975; Organ and Greene 1974). In mar-
keting, Behrman and Perreault (1984) report a strong
negative association between external orientation and
job satisfaction. In general, empirical evidence tends
to support Walker, Churchill, and Ford’s (1977) ex-
pectation of a positive association between (internal)
locus of control and instrumentality estimates in in-
dustrial and retail salesforces (Teas 1981, 1982). On
the basis of these and earlier observations on achieve-
ment orientation and self-esteem, the following re-
search hypotheses can be entertained.

H,: Retail store managers high in (a) self-esteem, (b)
achievement orientation, (c) inner-direction (other-di-
rection) have higher (lower) levels of job satisfaction.

H,: Retail store managers who are more achievement-ori-
ented have higher job performance.

Though it is clear that the personal differences
considered in H; are not independent, we find no the-
oretical justification for a “causal” relationship(s) among
these variables. The review of the conceptual evi-
dence, however, strongly suggests that we should ex-
pect inner-direction, achievement orientation, and GSE
to be closely associated. Not surprisingly, in articles
reporting measures of assocation for similar variables,
we find modest to high correlations that reinforce these

2When items for inner- and other-direction are hypothesized to form
a unidimensional scale, the variance-covariance structure cannot be
fairly reproduced (x> = 56.30, d.f. = 20; p < .00) and the unidi-
mensionality hypothesis must be rejected. However, when the items
are set to be indicators of two associated dimensions, the resulting
interfactor correlation is —.38 and the alternative model fits the data
well (¢ = 21.51, d.f. = 19; p < .31).
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expectations (cf. Bagozzi 1978; Behrman and Perreault
1984). Hence we also propose the following research
hypothesis.

H;: Generalized self-esteem, achievement orientation, and
inner-direction are associated positively among them-
selves and negatively with other-direction.

Personal Differences/Job Tension

We define job tension to be an affective state resulting
from an individual’s feelings associated with per-
ceived negative consequences of role perceptions. Ac-
cording to this conceptualization, the traditional no-
tions associated with role theory (e.g., ambiguity,
conflict, overload, and accuracy) represent the pro-
cesses that result in an overall affective state about
one’s job and work environment. Our research inter-
est is (1) to explore whether the level of tension felt
in one’s job is related to personal differences and (2)
to investigate the moderating effect of these personal
differences on the relationship between job tension and
job outcomes.

Previous studies on role theory have been con-
cerned mainly with the antecedents and consequences
of role ambiguity and role conflict as distinct from job
tension. However, it is generally accepted that con-
flicting and ambiguous role perceptions lead to higher
levels of tension in the work environment (Churchill,
Ford, and Walker 1976; Fry et al. 1986; Walker,
Churchill, and Ford 1977). In their meta-analysis,
Jackson and Schuler (1985, p. 40) note that “[in] studies
of role ambiguity and role conflict [which] include

measures of tension and/or anxiety . . . tension tends
to be positively correlated with both ambiguity (r =
.43) and role conflict (r = .47) . . . [and this] seems

to be the major reason that research on conflict and
ambiguity is categorized as ‘stress’ research.”

Generally, studies on the antecedents of tension-
producing role perceptions also have been restricted
to investigations of organizational factors and leader
behaviors, with personal differences relegated to sec-
ondary roles as moderating variables. Most research-
ers agree, however, that personal differences may af-
fect the way individuals perceive and/or react to
stressful events in their work environment (Brockner
1988; Jackson and Schuler 1985; Weiss and Adler
1984). Hence, as Schuler (1980) suggests, it is plau-
sible to study personal differences not only as “mod-
erators of relationships between stressors and stress
symptoms, [but also as] factors explaining the level
of stress an individual will experience.”

In this context, and of the variables considered in
our study, inner- and other-direction (locus of control)
of individuals are probably the most closely studied
personal differences. Internally controlled persons are
theorized to hold the generalized belief that job-life
outcomes are the consequence of their own actions,
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whereas the externally controlled persons believe such
outcomes are determined mainly by chance, fate, or
more powerful others (Rotter 1966). In comparison
with externally directed individuals, inner-directed
persons are also more likely to rely on self-generated
role definitions, impose their own role expectations,
and hence be relatively less bothered by tension-pro-
ducing elements in their work environment.

In studies of organizational behavior, researchers
consistently have found a positive association be-
tween (external) locus of control and tension-produc-
ing role perceptions. Some researchers also have hy-
pothesized tension-producing processes to have stronger
negative job outcomes for internally oriented than for
externally oriented individuals (e.g., Abdel-Halim 1980;
Batlis 1980). However, as Jackson and Schuler (1985,
p. 35) note, though the “moderator hypothesis is more
prevalent . . . the evidence is less supportive” of such
conceptualizations.

Similar (but weaker) findings support a negative
association between self-esteem and tension-produc-
mg role perceptions. As Brockner (1988, p. 68) notes,

. by their very nature, stressors test individuals’
coping abilities. High SEs’ greater self-confidence may
enable them to ward off the impact of the stressor to
a greater extent than low SEs. Not only, then, are low
SEs more likely to experience the stress of role strain,
but also low SEs may be more apt to exhibit the neg-
ative consequences of role strain.” However, as noted
before, in several studies GSE or TSSE is considered
to be a criterion variable, despite the general agree-
ment that self-esteem is a person’s relatively stable
evaluation of self-concept (e.g., Bagozzi 1978; Kohli
1985). The notion that tension or tension-producing
states lead to lowered self-evaluations is plausible, but
because of the cross-sectional nature of nearly all such
studies, the evidence for this linkage is inadequate.
Given the conceptual definition of self-esteem, we be-
lieve it is more reasonable to expect that persons with
more favorable self-cognitions and evaluations feel less
tension.

No direct theoretical or empirical evidence links
an individual’s achievement orientation to job ten-
sion. The few studies that have examined a related
concept, need for achievement, have produced mixed
results. However, these studies view need for
achievement as a moderator of job tension and job
outcome relationships, as opposed to a (direct) ante-
cedent of job tension (Johnson and Stinson 1975; Morris
and Snyder 1979). Though evidence is limited, it ap-
pears plausible that persons who value work and the
challenges of work as a conduit to success experience
less tension. This expectation does not rule out the
possibility, however, that persons high in achieve-
ment orientation may also feel less satisfied in the
presence of high tension if tension is perceived as an

inhibitor of success. In summary, managers high in
achievement orientation may be less bothered by ten-
sion-producing elements (i.e., a direct effect) but, given
a high amount of tension in the work environment,
these individuals might be less effective and less sat-
isfied than managers who are lower in achievement
orientation (i.e., a moderating effect).

Results from studies examining personal differ-
ence variables in salesforces support the preceding ex-
pectations. For example, Behrman and Perreault (1984)
show that (external) locus of control is related posi-
tively to role conflict. Interestingly, the correlations
they report (p. 17) also indicate a significant, uni-
form, and positive association between (external) lo-
cus of control and role ambiguity, and similar but
negative associations between need for achievement
and the two role perception variables. Generally, in-
ferential evidence here suggests that high achievement
needs and inner-direction may be associated nega-
tively with tension-producing role perceptions.

In a similar study, the associations between other-
directedness and job tension (conflict) and role am-
biguity are again uniform, positive, and significant
(Bagozzi 1978). In the same study, both GSE and TSSE
are associated negatively with role ambiguity and job
tension (conflict) indices (p. 526, Table 3). Finally,
in a study investigating industrial salesforce supervi-
sory behavior, Kohli (1985) found a positive relation-
ship between TSSE and role clarity, which is consis-
tent with Bagozzi’s findings.

In summary, personal differences may indeed have
a moderate to strong direct influence on the perception
of tension-producing processes and their outcomes.
On the basis of these observations, we propose the
following direct relationships.

H,: Retail store managers who are high in (a) self-esteem,
(b) achievement orientation, and (c) inner- (other-) di-
rection will experience lower (higher) levels of job
tension.

However, as noted before, several researchers have
looked at personal differences not as antecedent fac-
tors, but as moderators of the strength of the rela-
tionship between tension-producing elements and job
outcomes. For example, it has been proposed that the
relationship between tension and job satisfaction would
be weaker for “internals” than for “externals” (Jackson
and Schuler 1985) and that the job performance and
satisfaction of only low SEs would be significantly
(and negatively) affected by various role strains
(Brockner 1988). The conceptual development in this
area is very limited, but the implications of moder-
ating effects are intriguing. To explore these issues,
we pose the following research questions without spe-
cific a priori expectations.

Are the relationships between job tension and job
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outcomes (performance and job satisfaction) dissimi-
lar between retail store managers who are higher in
(a) self-esteem, (b) achievement orientation, and (c)
inner (other) direction and store managers who are
lower on the same characteristics?

Job Tension and Job Outcomes

Both cognitive and motivational explanations predict
that tension and tension-producing perceptions will be
associated negatively with job performance and job
satisfaction. As hypothesized by Walker, Churchill,
and Ford (1977), and corroborated in numerous stud-
ies in marketing and allied disciplines, tension-pro-
ducing role perceptions are found to relate negatively
to job satisfaction but positively to the tendency of
individuals to leave their jobs. Walker and his coau-
thors and Rizzo, House, and Lirtzman (1970) provide
the conceptual underpinnings for these expectations,
and the meta-analyses by Jackson and Schuler (1985)
and Fisher and Gitelson (1983) review the empirical
findings.

Job tension, as the collective outcome of work
overload, ambiguity surrounding others’ expectations,
and the conflicting nature of those expectations, is also
predicted to lower managerial effectiveness. In gen-
eral, empirical results tend to confirm this expecta-
tion, but the (negative) association reported for the
tension-performance linkage is nearly always of a
smaller magnitude than that found for the job tension/
job satisfaction relationship (Jackson and Schuler 1985).

For the relationship between job performance and
job satisfaction, the previous belief that satisfied
workers would be more productive generally has been
found not to hold. The major theoretical and empirical
support today is for the proposition that performance
influences satisfaction (e.g., Bagozzi 1980; Locke 1970;
Porter and Lawler 1968). However, it is also recog-
nized that a strong direct linkage should not be ex-
pected unless an important intervening variable, per-
ceived equitable rewards, also is modeled into the
system of relationships (Porter and Lawler 1968, p. 37).
These observations suggest the following two re-
search hypotheses.

Hs: A high level of job tension adversely affects (a) the
job satisfaction and (b) the job performance of retail
store managers.

Hg: Job performance of retail store managers has a posi-
tive (but weak) influence on their job satisfaction.

Job Outcomes and Retail Store Performance

The performance of a retail store clearly depends on
the effective performance of all employees. However,
the role of a store manager is probably the most crit-
ical, because he or she is responsible for all other em-
ployees and their productivity. Equally important, the
store manager is also frequently responsible for the
execution of a host of decisions that influence store
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performance (e.g., store hours, markdowns and other
reductions, inventory, promotion, etc.). To the extent
that the manager is doing a good job in these key de-
cision areas, retail store performance will be en-
hanced.’ These observations suggest the following re-
search hypothesis.

H;: The job performance of the retail store manager pos-
itively influences store performance.

It is reasonable to expect the satisfaction of a store
manager may also be influenced by the store’s per-
formance. Because a manager has a significant re-
sponsibility for the store’s operations, one would ex-
pect managing a unit that achieves high performance
to be satisfying. As one of the reviewers has sug-
gested, however, the nature or the strength of this re-
lationship may be moderated by personal differences.
For example, store managers high in inner-direction
might not need an external cue for their feelings of
satisfaction, as they tend to value only intrinsic re-
wards. For other-directed store managers, however,
store performance could provide positive feedback and
therefore might be a source of satisfaction with their
work. Similar arguments can be made for the other
personal difference variables considered in our study.
Collectively, these observations suggest our final two
hypotheses.

Hg,: Higher store performance is expected to have a pos-
itive influence on the job satisfaction of retail store
managers.

Hyg,: The magnitude of the store performance/job satis-
faction relationship may be moderated by individual
differences.

These and other hypotheses are summarized in
Figure 1. All variables in this framework are assumed
to be latent concepts, each measured by one or more
fallible indicators. In the next section, we briefly de-
scribe these measures and the research method used
in empirical analyses.

Method

Sample, Setting, and Research Instruments

The data for the study were obtained from a regional
variety store retailer with more than 200 stores in the
U.S. The statistical analyses reported are based on 182

*Clearly, the determinants of retail store performance are not limited
to the performance of its human resource base. For instance, the com-
petitive position of the retail unit in the marketplace, the degree of
overstoring, and the amount of competitive rivalry in the trading area
are among the many other factors that would affect store-level out-
comes. However, our focus is limited to the study of personal dif-
ferences and job outcomes of store managers. The interest in store
performance is an instrumental one that enables us to investigate the
relationships among the personal and organizational outcomes. As we
note subsequently, even in the presence of other factors, the relation-
ships examined here are substantially unaffected.
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FIGURE 1
Proposed Model of Job Outcomes for Retail Store Managers (measurement model not shown)

Mp: Proposed Model

Job

Satisfaction

4

stores and their managers for which complete data were
available for all variables. The retail units are located

-in major metropolitan and rural areas in nearly equal

numbers. Stores in metropolitan areas generally op-
erate in strip shopping centers and other stores are stand-
alone units in rural communities. Most stores have 7000
to 10,000 square feet of selling area; newer units are
larger, ranging from 15,000 to 25,000 square feet of
selling space. Each store offers a wide range of gen-
eral merchandise items, catering to a relatively narrow
trading area with a tight customer focus. Most stores
are also fairly uniform in terms of their merchandise
mix and store layouts, and are staffed by a store man-
ager and one or more assistant managers. A district
supervisor closely monitors the operations of 10 to 15
retail units and reports directly to senior managers.
Store-level data on operating and financial char-
acteristics of each store were obtained through a sur-
vey of store operations data form for the most recent
three years of operation. Items from this survey were
used to operationalize the store performance con-
struct. A survey of managerial effectiveness, designed

to provide an assessment of the performance of store
managers, was completed by the district supervisor
for each retail unit. This survey form also included
items on the demographic profile of each of the store
managers, which were obtained from the personnel
records of the company. A quality of work life survey
was mailed to and completed by each store manager.
This survey was designed to capture a large number
of personal and attitudinal characteristics of the store
managers and to provide measures for job outcome
variables used in the study. In addition, it included
demographic variables, such as the manager’s age,
tenure with the company, years of experience in re-
tailing, and education.

The surveys of store operations and managerial ef-
fectiveness were exhaustive in their coverage of the
chain’s retail units and store managers. For the quality
of work life survey, 208 of the 226 questionnaires (or
92%) were returned to be included in the study. How-
ever, all store managers who had less than one year
of tenure with the retail unit were eliminated from
analyses. Other deletions due to missing values in the
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combined database limited the statistical analyses to
182 stores and store managers.

Measurement

The scales used in the study were designed by re-
viewing the relevant literature and in collaboration with
the senior managers. Empirical definitions of the la-
tent constructs were obtained through confirmatory
methods described by Werts, Linn, and Joreskog (1974,
Werts et al. 1978) and J6reskog (1971a) and discussed
by Fornell and Larcker (1981) and Gerbing and
Anderson (1988). The pairwise correlation coeffi-
cients for the observed variables and the composite
reliability estimates for the latent variables are sum-
marized in Table 1. The construction and content of
individual scales are briefly described next.
Achievement orientation (ACO) was operational-
ized by a single indicator, based on the score from a
5-item scale adapted from Duncan (1969). All items
were measured on a S5-point scale ranging from
“strongly agree” to “strongly disagree.” Generalized
self-esteem (GSE) also was operationalized by a sin-
gle indicator, measured by 15 items from the Jackson
Personality Inventory. These items were anchored on
a 5-point scale from “very much like me” to “very
much unlike me.” The single indicator of other-di-

rection (ODR) was obtained from a scale from Collins,
Ashmore, and Ross (1973). The five items in the scale
elicited store managers’ agreement-disagreement, on
five points, to statements such as “I change my opin-
ion or do things to please others,” “In a group I am
unlikely to express my opinion,” and “To get along,
I tend to do what others expect.” Inner-direction (IDR)
was operationalized by a single indicator (also from
Collins, Ashmore, and Ross 1973) using three items:
“I am basically good at following through with my
plans,” “One’s behavior should be directed toward . . .
definite personal goals,” and “Tell it like it is is al-
ways the best policy.” These items were scored on a
5-point Likert scale from “strongly agree” to “strongly
disagree.”

Job tension was operationalized by three indica-
tors measured on a scale adapted from Kahn et al.
(1964). The score from two items, reflective of the
severity of demands imposed on the store manager by
time constraints, was used to define the first indicator,
tension due to role overload (TRO). The score from
four items was used to define a second indicator, ten-
sion due to role ambiguity (TRA). The four items were
reflective of pressures resulting from unclear role re-
quirements and the lack of adequate information on
the job. Finally, the score from four items was used

TABLE 1
Pairwise Correlation Coefficients and Measurement Properties of Latent Variables (n = 182)

Latent Variable: Job Tension Job Performance

Retail Store Performance

Job Satisfaction Personal Differences

Observed Variable: TRO TRA TRC JP1  JP2 JP3 NPS _SPF

PAY PRO SUP COW WRK ACO GSE ODR IDR

TRO 1.0
TRA 40 1.00
TRC 62 62  1.00

JP1 -7 -2 210 1.00

JP2 -1 -1t -16 8 1.00

JP3 -2 -0 -15 8 89 100

NPS 223 -06 -08 48 48 52 100

SPF -5 00 -04 24 33 34 6 100

SIN -6 -05 -07 37 42 44 65 .78
SFE -5 -06  -12 35 .38 .39 53
PAY -2 .47 -37 10 A5 12 10 12
PRO -4 -5 -32 -04 -03 -03 -03 -0
SUP -9 -5 -38 .16 A3 10 -05  -09
cow -1 -4 -39 05 -05 -05 -07 -08
WRK -8 -42 -3 07 .02 03 09 -03
ACO -9 -2 -25 -02 -05 -08 .07 .05
GSE -7 -04 -20 -04 -02 -04 -05 -02
ODR 35 23 .38 02 -03 -02 -08 -14

IDR -3 -8 -2 -03 -02 -09 .09 -05

1.00
65 100
09 06 1.0

-02 .00 54 1.00

-03 -0t 40 38 1.00

-03  -10 48 58 46 1.0

.08 02 36 53 38 56  1.00

.07 01 27 38 21 37 59 1.00

01 08 -1 02 -0 06 14 19 1.00
-1 -2t -8 -1 03 -08 -20 -20 -48 1.00
03 02 04 05 -07 20 21 30 26 -18 1.0

Observed Variable: TRO

TRC JP1 JP2 JP3 NPS SPF
No. of Scale ltems: 2 1

2 8 1

€ »3
R >
F-N

5.31

Mean: 974 8569 4268 530 6.12 6344
Standard Deviation: 2.00

SN SFE PAY PRO SUP

COW WRK ACO GSE ODR IDR
1 1 4 2 3 2 5 5 15 5 3

467 5578 1147 682 995 680 2112 18.16 4838 1175 1096

300 287 1249 857 124 640 2231 150 1253 365 178 274 18 3% 311 8147 346 207
Latent Variable: Job Tension Job Performance Retail Store Performance Job Satistaction ACO GSE ODR |IDR
Reliabilityt: 0.80* 0.95° 0.88 0.82 066 085 074  0.60°

t Composite reliability estimate(s) (see Werts, Linn, and Joreskog 1978).
* |dentification requires at least partial tau-equivalance.
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to measure the third indicator, tension due to role con-
flict (TRC). These items were reflective of the amount
of tension felt by the store manager due to discrepant
expectations at work, irrespective of time pressures.
All 10 items were measured on 5-point scales an-
chored by “never bothered” to “bothered all the time.”

Consistent with the previous research and litera-
ture (e.g., Churchill, Ford, and Walker 1974; Futrell
1979; Gillet and Schwab 1975), the job satisfaction
construct was operationalized through five indicators.
A 16-item scale derived from the JDI provided the
following measures: satisfaction with work (WRK),
with five items; satisfaction with compensation (PAY),
with four items; satisfaction with promotion oppor-
tunities (PRO), with two items; satisfaction with su-
periors (SUP), with three items, and satisfaction with
coworkers (COW), with two items. Each indicator was
measured by its respective scores on two to five items
ranging from “strongly agree” to “strongly disagree.”

Job performance of store managers was operation-
alized by three indicators measured on two scales de-
signed specifically for our study. The first measure of
Job performance (JP1) was the total score from a scale
of 22 items that exploratory interviewing had indi-
cated were attributes of effective managerial perfor-
mance. None of these items made any direct reference
to store performance but simply asked for an evalu-
ation of the store manager on such aspects as ability
(skills) to make sound or rapid decisions, solve day-
to-day problems, adjust to new situations, and cope
with strain and pressure, and knowledge of store op-
erations and competitive conditions in the market-
place. Each of the items was rated on a 5-point Likert
scale ranging from “strongly disagree” to “strongly
agree.” The second indicator of job performance (JP2)
was the total score from an 8-item, 7-point (“very sat-
isfied” to “very dissatisfied”) semantic scale. These
eight items were designed to reflect the supervisor’s
satisfaction with the manager’s performance on such
attributes as overall managerial skills, level of moti-
vation, and relations with others in the company. The
third and final indicator of job performance (JP3) was
a single-item rating of the “overall performance” of
the store manager by the supervisor on a 7-point se-
mantic scale.

Finally, four individual measures obtained from
the survey of store operations were used to operation-
alize the store performance construct: net profits be-
fore corporate tax allocation expressed as a percentage
of sales (NPS), net sales per square foot of selling
area (SPF), net sales per dollar of (average) inventory
investment (SIN), and net sales per full-time-equiv-
alent employee (SFE). Collectively, these measures
were intended to capture both the level of profitability
and the productivity of each store and to represent the
economic outcomes for the retail chain.

In summary, eight latent constructs in the study
were measured collectively with 19 indicators. The
personal difference variables each were measured by
a single indicator; the job tension, job outcomes, and
store performance constructs each had three to five
multiple indicators.

Statistical Procedure and Model Specification

The statistical method used was covariance structure
analysis with latent variables (Joreskog and Sérbom
1979, 1983). LISREL V-6.13 was used in the esti-
mation of both the composite reliability estimates and
the structural path coefficients. The moderating influ-
ences of the personal differences were assessed by
means of group analysis procedures summarized in
LISREL User's Guide (Joreskog and Sérbom 1983,
ch. 5) and described in more detail by Joreskog (1971b).

In model specification each element in the regres-
sion matrix, A,, was fixed to its composite reliability
(see Lord and Novick 1968, p. 61). One element in
each vector of the regression matrix, A,, was fixed to
one to set the scale of the respective m’s (Jéreskog
and S6rbom 1983). There were no correlated errors
(O or O3s) in the specification of the model; how-
ever, the off-diagonal elements (i # j) in ®, corre-
sponding to the expectations described in H;, were
free to be estimated. The overall fit of the LISREL
model(s) was assessed by the usual criteria (e.g., ab-
sence of improper solutions, a low X in comparison
with d.f., examination of parameter estimates, their
standard errors, and the residuals in (S-X), as well as
a series of incremental indices of fit over various al-
ternative models.*

The structural parameter estimates for the model
of Figure 1 and its overall goodness of fit are sum-
marized in Table 2. Several incremental fit indices
(Bentler and Bonett 1980) comparing the relative im-
provement in fit for the proposed model, Mp, over
three alternative (null) models also are provided in Ta-
ble 2. These (null) models are:

® the strict null model, Mo, of complete independence,

® a modified null model (measurement only), Mm, indi-

cating a completely orthogonal factor structure, and

® a modified null model (measurement only with six fac-

tor correlations), Mn, corresponding to noncausal as-
sociations between personal difference variables.

Results

Measurement Properties and Model Fit

Composite reliability estimates in Table 1 indicate ad-
equate reliability for all latent variables in the model.

“In all LISREL applications, the covariance matrix was the input for
final parameter estimation. Only the ML parameter estimates and their
associated standard errors were examined for substantive interpreta-
tions (Joreskog and Sérbom 1983). However, for ease of presentation
and discussion, all parameters reported, unless otherwise indicated,
are standardized estimates.
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TABLE 2
Estimated (Standardized) Structural Parameters and Goodness of Fit of Proposed Model®

Sign Parameter
Proposed Linkages Re: H, Estimate
Between Endogenous Variables
Job performance — store performance + .506°
Job performance — job satisfaction + -.025
Store performance — job satisfaction + —.064
Job tension — job performance - -.233°
Job tension — job satisfaction - —.626°
Exogenous — Endogenous Variables
ACO — job tension - -.211°
ACO — job performance + -.137°¢
ACO — job satisfaction + .433°
GSE — job tension - .0%0
GSE — job satisfaction + —.036
ODR — job tension + .395°
ODR — job satisfaction - .175°
IDR — job tension - -.181°
IDR — job satisfaction + -.130°
Within Exogenous Variables
ACO < GSE + .192°
ACO < ODR - —.205°
ACO < IDR + .326°
GSE < ODR - —.A85°
GSE < IDR + .272°
ODR < IDR - -.193°
Model p-Value
Designation® X2 df. x2/d.f. o Ax* Ad.f. for A
Mo 1937 17m 11.33 10.6 — — —
Mm 556 156 3.57 3.1 1380 15 < .001
Mn 473 150 3.15 2.6 83 6 < .001
Mp 280 136 2.06 1.5 193 14 < .001
Ms 0 0 0.0
incremental
Fit indices Mo vs. Mp Mm vs. Mp Mn vs. Mp Mm vs. Mo Mm vs. Mo
Non-normed .90 15 1 .75 .79
Normed .86 14 .10 72 .76
Squared Multiple Correlations
For structural equations .51
For job tension .28
For job performance .05
For store performance .26
For job satisfaction .60

*All figures are rounded to nearest meaningful digit.
bt > 2.
°1.65 < t < 1.78.

9Mo = strict null model, Mm = measurement only, Mn = measurement and person variables correlated, Mp = proposed model,

Ms = saturated model.
*Minimum of ML fitting function.
‘Change in x* from the previous model.

However, the variance-covariance structure implied
by the proposed model does not reproduce the sample
variance-covariance structure well (see Table 2). As
is well known, this is an unreasonable test over a sat-
urated model, Ms, which implies near zero residuals
(Bentler and Bonett 1980). When the hierarchically
nested models in Table 2 are reviewed, clearly Mm
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is a significant improvement over Mo, Mn is a sig-
nificant improvement over Mm, and Mp is a signifi-
cant improvement over Mn. Furthermore, the normed
and nonnormed incremental fit indices also indicate
that a reasonably good fit has been achieved, though
further improvements could be possible if the model
were relaxed further—an issue we examine in the next
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section. For now, it seems reasonable to conclude that
the proposed model has good measurement properties
and provides a fair fit to the data.

Findings for Direct Effects

The first set of research hypotheses predicts that retail
store managers high in achievement orientation (H,,),
generalized self-esteem (H,,), and inner-direction (H,.)
will have higher job satisfaction, whereas other-di-
rected store managers will be less satisfied in their
job. The linkage from achievement orientation to job
satisfaction (.433, p < .01) is significant and in the
expected direction (see Table 2). The direct link from
other-direction to job satisfaction (.175, p < .01) is
also significant, but opposite the hypothesized direc-
tion. (The total effect of other-direction on job satis-
faction, however, is negative, but not large in mag-
nitude). Path coefficients for both GSE and IDR are
not statistically different from zero.

The second hypothesis predicts a positive rela-
tionship between achievement orientation and job per-
formance. The parameter estimate for this linkage
(—.137) is opposite in sign to what was expected and
it could be considered significant at a lower cutoff value
(p < .10).

H; posits that the personal difference variables are
all related to one another at arbitrary levels. The (Mn
vs. Mm) incremental fit analysis in Table 2 indicates
that these parameters are collectively significant. In
the same table, we see individual associations are also
significant and each pair of variables is correlated in
the expected direction(s). Specifically, achievement
orientation, GSE, and inner-direction are associated
positively with one another and other-direction is as-
sociated negatively with each of the other variables.
In general, store managers who are higher in achieve-
ment orientation and inner-direction appear also to be
higher in generalized self-esteem and lower in other-
direction. Though these findings are consistent with
the inner-other metaphor and the postulates of social
learning and motivational theories (Brockner 1988;
Collins, Ashmore, and Ross 1973), the magnitude of
the correlations indicates that these associations are
not very strong.

The fourth hypothesis predicts that store managers
high in achievement orientation (H,,), generalized self-
esteem (H,,), and inner- (other-) direction (H,,) feel
less (more) job tension. With the exception of GSE,
all parameter estimates are significant and in the di-
rection(s) hypothesized. Achievement-oriented and
inner-directed store managers appear to be less both-
ered by strain and tension (—.211 and —.181, p <
.01, respectively), whereas other-directed managers
seem highly tension prone (.395, p < .01). Collec-
tively, these results indicate significant direct rela-
tionships between personal characteristics and the

amount of job tension felt at work.

High job tension is predicted to have an adverse
effect on a store manager’s job satisfaction (Hs,) and
job performance (Hs,). The results are in the direc-
tion(s) hypothesized (—.626 and — .233) and signif-
icant (p < .01). Job stress or tension appears to have
a strong and negative impact on the effectiveness of
store managers and on their job satisfaction. The store
manager’s job satisfaction, however, is neither influ-
enced by his or her job performance (H¢) nor en-
hanced by the overall performance of the store (Hy).
Neither of these path coefficients (—.025 and —.064)
is statistically different from zero. These results sug-
gest that the job satisfaction experienced by store
managers is independent of their job performance and
of the performance of their store. Finally, H, predicts
a direct and positive relationship from job perfor-
mance to store performance. The parameter estimate
for this relationship is significant (.506, p < .01) and
in the expected direction. The effectiveness of the store
manager appears to have a strong and positive influ-
ence on the economic outcomes for the retailer.

The squared multiple correlations reported in Ta-
ble 2 summarize the amount of variance “captured”
by each of the structural equations. These quantities
are analogous to the R, measure in OLS and loosely
indicate the degree to which the relevant variances-
covariances are jointly accounted for by the variables
in the respective structural equation(s). Specifically,
the “predictive power” of the job tension (.28) and
store performance (.26) equations appears to be rea-
sonably strong, whereas that of the job performance
equation (.05) is low. For job satisfaction and for the
model as a whole, a reasonably high amount of vari-
ance is captured through all the direct and indirect
linkages (.60 and .51, respectively).

Findings for Moderating Effects

To explore and test for moderating effects of personal
differences, further analyses are necessary on a re-
stricted model (Rm) of “inner relations” (see shaded
area in Figure 1). For this purpose, we recast job ten-
sion as an exogenous variable, and retain the two job
outcomes and the store performance construct as en-
dogenous latent variables. Using the frequency dis-
tribution for each personal difference variable, we then
divide the original sample (n = 182) into nearly equal
halves.

The results from four separate group analyses are
summarized in Table 3. For comparison, the first col-
umn in the table is the standardized parameter esti-
mates from the Rm for the overall sample (n = 182).
In the next series of columns are the standardized pa-
rameter estimates for specific groups.

In the upper part of Table 3, the estimates are from
LISREL group analyses in which the measurement
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TABLE 3
Standardized Parameter Estimates from LISREL Group Analyses

Group Analysis

Restricted
Model Low High Low High Low High Low High
Estimates ACO ACO GSE GSE ODR ODR IDR IDR
Proposed Linkages in=182) (n=93) (n=89) (Nn=91 (h=91) (h=112) (h=70} (h=112) (n = 70)

Variant Measurement Models
Job perf. — store perf. .506° 505" .523° .522° .487¢° .503° .507¢ 431 .578°

Job perf. — job sat. —.072 —.099 .014 —.045 —-.095 —.044 -.198 -.017 -.125
Store perf. — job sat. —.040 .077 —.220° —.076 .009 -.113 .100 .001 -.128
Job tens. — job perf. -.194° —-.166° -.276° -.112 —.289° —-.176 -.274° -.231* —-.186
Job tens. — job sat. —.655° —.5564* .818* -.800° —.535° -.664° -.770° -.577° -.719°
X2 (d.f) 178.95 (85) 249.64 (170) 270.88 (170) 262.83 (170) 285.65 (170)

Invariant Measurement Models
Job perf. — store perf. .506° .497° .530* .549° .464* 519° .487° .421° .623°
Job perf. — job sat. —-.072 —-.119 .047 —.040 -.093 —.053 —-.191 -.028 —-.100
Store perf. — job sat. —.040 .005 -.200° -.078 .003 —.092 094 .002 -.122
Job tens. — job perf. -.194* -177° —.241° -.1M -.314° -.173 -.293° -.225° . -.198"
Job tens. — job sat. —.655° -.618* -.670° -—.792* —.b649° -.607° -.814° -.624° —.650*
x? (d.f.) 178.95 (85) 260.18 (197) 309.32 (197) 287.64 (197) 308.23 (197)

p < .01,

5p < .10.

properties in the groups are assumed to be variant.
Hence, these estimates are identical to what would be
obtained if each group were analyzed separately. In
the lower part of the table are parameter estimates from
analyses in which the measurement models are set to
be invariant over the two groups. Clearly, the first set
of estimates (with variant measurements) is nested in
the variance-covariance structure of the second set of
models (with invariant measurements). Therefore, the
chi square differences with their associated change in
degrees of freedom can be used to test the hypothesis
that measurement models are, in fact, invariant. These
tests indicate that the hypothesis cannot be rejected for
alternative specifications of ACO, ODR, and IDR. The
two alternative measurement models for GSE groups
indicate that invariant measurements may not be ten-
able (Ax*> = 38.4 and Ad.f. = 27, p < .08). However,
an inspection of the estimated parameters obtained with
either specification readily indicates that the estimated
path coefficients in all four groups are nearly identical
in magnitude.’

The results indicate that personal differences may
indeed moderate the strength of some of the relation-

*Before these comparisons were undertaken, we tested for the in-
variance of complete variance-covariance structure for each group,
that is:

l‘loi [2(1) = 2(2)].

The results from these analyses uniformly indicate that H,, cannot be
rejected. However, in a more stringent test, when all measurement
and structural parameters are set to be invariant:

. (1) = 3@
Hl- [EA.G.\P.Q.B,F - 2A.9,‘l’,¢,8,l‘]~

H, is uniformly rejected for all groups. Because of the large number
of free parameters in these formulations, however, the tests are clearly
influenced by the small sample size(s) (Joreskog 1971b). Therefore,
results from the group analyses should be reviewed with caution.
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ships between job tension and job outcomes of store
managers. Specifically, store managers who are higher
in achievement orientation and in generalized self-es-
teem are affected more adversely in their job perfor-
mance by a high amount of job tension than are their
counterparts who are lower on these dimensions. More
accurately, job tension/job performance relationships
are negative and significant only for store managers
who are higher in GSE and ACO. The moderating
effects of higher other-direction and lower inner-di-
rection are similar: store managers higher in other-di-
rection and those lower in inner-direction are the two
groups most adversely affected in their job perfor-
mance when there is high tension. For managers low
in other-direction and managers who are high in inner-
direction, job tension/job performance linkages are
not statistically different from zero.

Job tension/job satisfaction linkages in all groups
are large, negative, and significant. These results,
combined with the findings of the proposed model,
generally reinforce the common wisdom that every-
one is less satisfied when there is a high amount of
job tension. However, the impact of job tension on
job satisfaction is not uniform. Specifically, the more
achievement-oriented and more inner-directed man-
agers appear to be more dissatisfied when there is high
tension. Store managers who are lower in GSE and
higher in other-direction are likely to exhibit similar
tendencies. As is the case for the sample as a whole,
the job performance/job satisfaction linkage is not
statistically different from zero in any of the groups.
In contrast, job performance has a significant and uni-
form impact on store performance regardless of the
personal differences.

Finally, for the moderating effects of personal dif-
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ferences on the store performance/job satisfaction
linkage (Hg,), the results do not support the expecta-
tions suggested by one reviewer. In all groups, with
the possible exception of the high(er)-achievement-
oriented managers (—.200, p < .10), the path coef-
ficients are not statistically different from zero (see
Table 3, lower left). In general, store performance does
not appear to have any impact on job satisfaction, ir-
respective of the degree of personal differences.

Because our analyses are based on rather small
sample sizes, it is difficult to make strong inferences.
However, we believe the results are interesting enough
to stimulate further research in this direction.

Discussion

Collectively, our results can be examined in two parts,
(1) findings that corroborate conventional wisdom,
reinforce previous research, and warrant some sug-
gestions for the retail industry and (2) findings that
call for future methodological refinements before we
can draw substantive theoretical or practical conclu-
sions.

Role of Personal Differences

Though almost everyone appears to be affected ad-
versely by the stresses of work, some managers are
predisposed to cope better. As conventional wisdom
and previous research indicate, inner-directed and
achievement-oriented store managers are significantly
less bothered by tension than their counterparts who
are lower on those dimensions. Our findings indicate
that other-directed managers do not cope well with
stress.

We find no evidence to support the notion that GSE
makes a difference in influencing tension at work.
However, before discounting the importance or rele-
vance of self-esteem as an antecedent factor, we would
be prudent to examine more refined conceptualiza-
tions and measurements of this variable. Self-esteem
related to specific managerial tasks in a narrower job
context may have a better predictive value.

Personal differences are generally less important
as direct predictors of store managers’ job satisfac-
tion. Our findings indicate that only achievement ori-
entation has a significant (positive) relation to job sat-
isfaction. Neither GSE nor inner-direction has a strong
relationship with job satisfaction. Contrary to our ex-
pectation, the direct influence of other-direction on job
satisfaction is positive, but the total effect of the same
variable is negative. The latter finding is due to the
strong negative relationship between job tension and
job satisfaction. Other-directed store managers are most
prone to feel job tension, the net effect being lower
overall job satisfaction. In our sample of store man-
agers, this indirect effect is so strong (.395 X —.626

= —.247) that it completely negates the direct posi-
tive linkage (.175).

Churchill, Ford, and Walker’s (1985) meta-anal-
ysis suggests that personal differences may be more
important predictors of job performance in salesforces
than organizational variables, especially in service in-
dustries (see p. 112-14, corrected r’s for moderators).
Though we did not examine organizational determi-
nants, we generally do not find personal differences
to be direct determinants of job performance. How-
ever, we do find that personal differences are impor-
tant in coping with a key performance determinant (i.e.,
job tension). Hence, the indirect effects of personal
differences on job performance may be more impor-
tant than their direct influence. In this context, our
findings indicate that inner-directed store managers are
more effective in their job and other-directed man-
agers are less so. Neither GSE nor achievement ori-
entation, however, appears to have an important re-
lationship with job performance.

Overall, these findings suggest that personal dif-
ference variables are important and relevant in un-
derstanding the job processes and outcomes of store
managers. However, before managerial conclusions
can be drawn, more research is needed. For example,
though achievement orientation tends to reduce the
degree of tension felt at work, the strength of job ten-
sion/job performance relationships is significantly
different for high versus low achievement store man-
agers. In other words, achievement orientation helps
cope with tension but conceivably, in the presence of
high tension, high achievement orientation may “re-
duce” job performance and job satisfaction (see Table
3). Similar conclusions are also valid for managers
high versus low in GSE and low versus high in inner-
direction.

Clearly, the role of personal differences in influ-
encing job outcomes of store managers becomes sig-
nificantly more complex when examined closely. On
the basis of direct relationships alone, one could rec-
ommend that retail organizations seek and retain high
achievers and inner-directed individuals as store man-
agers. However, as our group analyses suggest, such
strong inferences may be premature. Furthermore, as
our results suggest, several of the relationships may
be nonlinear.

Role of Job Tension

The job tension construct has been a central factor in
the investigation of job outcomes in a variety of set-
tings. The reason is that job tension is believed to have
a strong adverse effect on both job performance and
job satisfaction and an equally adverse effect on or-
ganizational outcomes. Our findings substantially cor-
roborate these expectations: job tension has a direct
and negative effect on job performance and job per-
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formance has a strong positive influence on a store’s
performance.

In both the general model and in the group anal-
yses, we also find that job tension has a large and
negative effect on job satisfaction. Though these find-
ings reinforce conventional wisdom, plausible alter-
native explanations cannot be ruled out without fur-
ther analyses. For example, one could argue that these
concepts are strongly related because they are inher-
ently affective states. Job tension is a negative affec-
tive state (i.e., experiencing job tension makes one
feel bad about one’s job) and job satisfaction is a pos-
itive affective state (i.e., experiencing it makes one
feel good about one’s job). Hence, the strong negative
association between job tension and job satisfaction
may be confounded by (1) a “lack of differentiation”
between the two concepts because they reflect under-
lying affective dispositions or (2) a “spurious” rela-
tionship due to a third factor affecting both latent vari-
ables. Upon further analysis, the former conjecture is
found untenable, but the latter cannot be ruled out®
(i.e., though the two variables are sufficiently dis-
tinct, their association may be spurious).

At first thought it seems that, to understand the
influence of job tension on job satisfaction, we need
more complex specifications whereby the effects of
potential confounds can be isolated. However, new
and alternative specifications may not provide all the
answers. For example, Sieber (1974) makes strong
theoretical arguments for the possibility of a positive
relationship between tension-producing elements and
job satisfaction. According to Sieber, the multiplicity
of roles may produce strain, conflict, or overload;
however, these roles also are likely to provide role
privileges, legitimacy or status, and security for the
individual. As we accumulate potentially conflicting
roles, clearly we “burden” ourselves with the addi-
tional demands each role brings; yet there is also a
“hidden” satisfaction in doing so. The implications of
these possibilities are interesting and can be more far

°A weak test for the first conjecture is to evaluate the null hypoth-
esis, H,, in which we assume a common factor (with 3 + 5 = 8
indicators) reflecting affective dispositions. Results from confirmatory
analyses indicate that H, is not tenable x* = 138.7,d.f. = 20;p <
.00). However, the chi square difference between H, and an alter-
native model that specifies two correlated factors, H,, indicates that
H, cannot be rejected (H,-H,: Ax* = 60.75 (1), p < .01). Therefore,
we conclude that the relationship between job tension and job satis-
faction is not due to a lack of differentiation between the two con-
cepts. To evaluate the second conjecture, another test can be for-
mulated using two nested models: we let Mp be our base model, tested
against an alternative model (Ma) where ¥, is free to be estimated
(see Figure 1). The ML estimate for ¥,, = .52 (¢ = .07) indicates
that this parameter is significant. Furthermore, the differences be-
tween the nested models (Mp-Ma: Ax® = 10.42 (1), p < .005) in-
dicate that Ma does contribute significant additional information. Hence
we cannot rule out the possibility that job tension and job satisfaction
may be related, at least in part, because of their joint association with
a more general (method or nonmethod) factor.
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reaching than simply clarifying the job tension/job
satisfaction relationship. To investigate Sieber’s con-
jectures, however, we need entirely new measurement
instruments for these constructs. We hope that, in fu-
ture undertakings, marketing scholars will incorporate
some of these thoughts into their research agendas.

Role of Job Performance

Contrary to the implications of other studies (e.g.,
Donnelly and Etzel 1977; Kelly, Gable, and Hise 1981),
our findings suggest a strong positive relationship be-
tween the job performance of managers and the fi-
nancial outcomes for the retail unit. However, before
any substantive inferences can be drawn, alternative
explanations must be ruled out.

First, because our measure(s) of a manager’s job
performance is obtained from a survey of district su-
pervisors, a major source of concern is the potential
for “response bias.” A supervisor, given the nature of
his or her duties, is intimately knowledgeable of each
store’s performance in the district. Therefore, when
the supervisor is asked to assess a manager’s job per-
formance, the response demands may be such that we
could not possibly differentiate the two latent vari-
ables. However, when we reexamine the proposed re-
lationship(s) by incorporating the implications of this
conjecture into our model specification, we find this
alternative explanation untenable.’

A second source of concern is the possibility of a
model “misspecification,” because a host of other de-
terminants of store performance are not included in
our framework. More specifically, one could argue
that if “environmental” and/or “marketing mix” vari-
ables were specified as part of a more general model,
the positive association between job performance and

A strong test for this possibility is to evaluate a null hypothesis,
H,, of a common factor structure (with 3 + 4 = 7 indicators). Results
from confirmatory analyses indicate that this hypothesis is untenable
(H,: x> = 313.25, d.f. = 14; p < .00). The chi square difference
between H, and an alternative model (H,: where it is assumed there
are two correlated factors) indicates that H, cannot be rejected (H,-
H,: Ax> = 270.61 (1), p < .01). We therefore conclude that there are
two distinct, but related, dimensions. Another test, investigating the
possibility of a third-factor effect(s), also can be formulated via two
nested models. We let the proposed model of Figure 1 (Mp) be the
base model that is tested against an alternative model (Mb) in which
¥, is free to be estimated. The additional free parameter in Mb re-
flects the correlations in disturbances of 1, and m,, which is analogous
to a (higher order) factor influencing both endogenous variables. The
ML estimate for ¥;, = .18 (o = .33) indicates that this parameter is
not significant, and the differences between the two models (Mp-Mb:
Ax* = .64 (1), p < .50) indicate no new information is gained from
the less restricted model (Mb). Hence, we can rule out the possibility
that job performance and store performance may be related because
of a “halo” effect and conclude that superior performing store man-
agers make a significant contribution to store performance. Another
response issue with one supervisor evaluating the job performance of
a store manager is the potential for key informant bias. Unfortunately,
as triangulation was not possible in our research, we were unable to
examine this issue.
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. store performance should diminish considerably or, in
the extreme case, vanish altogether because such vari-
ables are arguably the “primary” determinants of store
performance. In the context of more general models
in which such factors (e.g., competitive intensity,
market position, and other trade area characteristics)
are incorporated into the structural equations, we find
that the job/store performance relationship we report
is substantially unaltered in its direction or magnitude
(Serpkenci 1984). We therefore conclude that the job
performance or effectiveness of a store manager has
a direct and significant influence on the financial per-
formance of the retail unit.

Finally, we find no relationship between either job
performance or the financial performance of the store
and the job satisfaction of store managers. These re-
sults, however, are not entirely unexpected. At the
time of our research, the company studied was per-
ceived to have neither an equitable profit-sharing
scheme nor a plan for meaningful progression through
the ranks. In fact, nearly 70% of the store managers
responding to an (open-ended) section of the quality
of work life survey had something “negative” to say
about the nature (absence) of company policies in those
areas and/or noted the (inequitable) distribution of re-
wards in the chain as a major source of concern. Hence,
in the absence of strong linkages between job and/or
store performance and rewards, a result of no asso-

ciation accurately describes the nature of these rela-
tionships in our sample. Conceivably, these findings

may be more generally true and warrant further re-
search.

Conclusion

Retail store managers occupy an indispensable bound-
ary role between the corporate organization, the store
operations, and the marketplace, yet what factors help
or hinder the job outcomes of these actors and how
those factors may affect the organizational outcomes
are rarely studied. A key objective of our study was
to examine these questions in a field setting and to
stimulate further research on these and other related
issues.

A more comprehensive understanding of job out-
comes of store managers undoubtedly will come from
research in which the personal differences are studied
simultaneously with (organizational) job characteris-
tics. Replications in other settings are also likely to
enhance our knowledge and in time may provide use-
ful guidelines for more effective utilization of retail
talent. Our study is only a start in this direction with
its focus on four psychological constructs and four
outcome measures. Other retail and marketing edu-
cators are encouraged to challenge, modify, and build
on the model we propose.
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