
 
 
 
 
 
 
 
 
 
 
 
 

Do sales targets put basic psychological needs in the backseat? 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Jonas Osberg 
 
 
 
 
Handledare: Mats Najström 
C-UPPSATS, PSYKOLOGI III VT 2013 

STOCKHOLMS UNIVERSITET 
PSYKOLOGISKA INSTITUTIONEN 

 



DO SALES TARGETS PUT BASIC PSYCHOLOGICAL NEEDS IN THE 
BACKSEAT? 

 
Jonas Osberg 

 
 

Lack of motivation is a substantial productivity cost for organisations 
and business in generally work under the assumption that pay predicts 
performance. Satisfaction of the basic psychological needs has in 
research demonstrated a positive relationship with a better 
performance (i.e. Baard et al., 2004). If this is the case in the complex 
nature of sales work, with its primary focus on goals set (sales target) 
is yet to be decided. The purpose of this study was to examine the 
relationships between the basic psychological needs, health and sales 
performance. The results emanating from this study on 252 sales 
people goes against previous research on performance as no 
significant relationships were found between the basic psychological 
needs and sales performance. However the study provides a strong 
empirical confirmation of the proposition that the basic psychological 
needs play an important role for health. Overall the results suggest that 
goal-setting (i.e. sales target) has significant consequences in shaping 
salespeople's cognitive aspect of motivation, putting the basic 
psychological needs behind and may result in impaired health.  
 
 

The sum for lost productivity due to lost engagement in the US is calculated to 300 
billion USD/year, which equals the gross domestic product of Israel (Zenger, Folkman, 
& Edinger, 2009). Motivation was found to be the third most effective predictor of sale-
performance (In Churchill et al., 1985). Engagement and motivation can be reached in 
several ways and a conventional way is through money. Some research reveals that the 
relationship between pay and performance not is as high as it might be expected (r = 
0,24) (Jenkins, Mitra, Gupta, & Shaw (1998) which also might explain why two out of 
three still would return to their job after winning millions of dollars on the lottery 
(Latham, 2007). There are certainly aspects about money and motivation that science 
knows but that has not fully been transferred to the business sector. This study aims to 
explore the relationship between performance and motivation. 
 
At work Scientific management (Frederick Taylor), prevailed under the early 1900s, a 
theory that works under the premise that workers are primarily motivated by external 
motives as pay. Succeeded by behaviourism (B.F Skinner, 1953) external motives was 
tuned to involve carrots and sticks, designated as rewards and punishment by 
behaviourism with the tenet that employee motivation comes from the outside. Other 
experiments in the 1940-50s performed by Harry Harlow discovered that internal 
motives, previously attributed solely to the human biological drive, also could include 
an inherent type of motivation where work itself can be a reward that stimulate 
behaviour (Harlow, 1953). Maslow (1965) and Hertzberg (1968) explored the theory 
further in the 1960s. Their research argued that external motives as rewards and 
punishment can enhance short-time performance but to fully motivate employees 
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internal motives should be taken into account. Deci and Ryan (1980) continued the 
research on intrinsic motivation, which resulted in the Self-Determination Theory, 
which suggest that the three psychological needs (autonomy, competence and 
relatedness) play a crucial part in intrinsic motivation. 
 
Autonomy  
Autonomy involves choice and decision-making flexibility within guidelines, and is the 
psychological need to experience self-direction and personal endorsement in the 
initiation of one´s behaviour (Deci & Ryan, 1985). A behaviour is considered being 
autonomous (self-determined) when our interests, preferences, and wants guide our 
decision-making process to engage or not to engage in a particular activity. When a 
force from the outside takes our choice away and put pressures on us to think, feel or 
behave in a certain way we are not self-determined (Deci & Ryan, 1980). The level of 
autonomy is generated by three qualities consisting of perceived locus of causality 
(PLOC), which is referred to a persons understanding of the causal source of his or her 
motivated actions (Heider, 1958), volition, which is how free versus coerced a person 
feels that one´s action are, and last perceived choice which refers to the decision-making 
flexibility, the sense of choice we experience that we have (Reeve, 2009).  
 
Competence  
Competence is the psychological need to feel valued as knowledgeable, skilled and 
experienced. It is demonstrated through the need for people to exercise one´s capacitates 
and skills to have effective interactions with the environment and to seek out and master 
optimal challenges (Deci & Ryan, 1985). Optimal challenge, introduced as flow by 
Csikszentmihalyi (1975), is reached when the relationship between task challenge and 
skills are in harmony. Research has shown that people forced to avoid situations that 
trigger enjoyment under an experiment after a short period of time reported difficulties 
with concentration, headaches, sleepiness. According to Csikszentmihalyi (1975) people 
are more likely to reach the flow state in work than in leisure. Opportunities and support 
to develop and demonstrate competence are powerful internal motivators for every 
employee. These are important components in a flow friendly environment that helps 
people master optimal challenges, which can increase productivity and satisfaction at 
work (Marsh, 2005). 
 
Relatedness 
Relatedness is the psychological need to establish close emotional bonds and 
attachments with other people, and it reflects the desire to be emotionally connected to 
and interpersonally involved in warm relationships (Baumeister & Leary, 1995; Fromm, 
1956; Guisinger & Blatt, 1994). When relatedness is high people function better, are 
more resilient to stress, and report fewer psychological difficulties (Cohen, Sherrod & 
Clark, 1986; Lepore, 1992; Osterman, 2000; Ryan, Stiller & Lynch, 1994). Within an 
organisation relatedness can reflect the need to collaborate with colleagues and co-
workers regardless of their role.  Relatedness plays an important role in the process of 
internalization when an individual transforms a formerly external regulation or value to 
an internally endorsed one (Ryan et al., 1993). Relatedness to others provides the social 
context in which internalization occurs and low relatedness affect internalization 
negatively (Goodenow, 1993; Grolnick, Deci & Ryan 1997). 
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Autonomy, competence and relatedness are psychological needs that are equivalent 
across countries and subjectively determined by the individuals in the culture which for 
example was demonstrated in a cross culture study where workers in an authoritarian 
state owned Bulgarian company showed greater satisfaction of the need for autonomy 
compared to private workers in USA (Deci et al, 2001).  

Intrinsic motivation 
Humans have an inherent need for being curios, vital and self-motivated. When fully 
motivated they are agentic, inspired, ready to learn and extend themselves, they want to 
master new skills (mastery) and apply their talents appropriately (autonomy). In 
research this motivation goes under the name intrinsic motivation and is something that 
occurs when a person finds an activity inherently satisfying, or when a person performs 
the task to satisfy some other underlying important need. The psychological needs 
autonomy, competence and relatedness are critical components within intrinsic 
motivation (Deci & Ryan, 2000). 
 
On an individual level research shows that there are many advantages being intrinsically 
motivated; better performance, which for example has been seen in school environments 
where intrinsically motivated students score better on tests and receive better 
evaluations from teachers (Grolnick and Ryan, 1987) or when performing in verbal 
tasks (poetry writing) and artistic activities (design and draw) (Amabile, Goldfarb, & 
Brackfield, 1990). Furthermore intrinsic motivation is linked to enhanced persistence, 
for example to stick to physical training programs (Ryan, Frederick, Lepes, Rubio & 
Sheldon, 1997), or to attend and stay in school (Hardre & Reeve, 2003), goal attainment 
(Sheldon & Kasser, 1998). Intrinsic motivation leads to enhanced creativity (Amabile, 
1983), it promotes flexibility in thinking (McGraw & McCullers, 1979), and conceptual 
understanding in learning, rather than rote (Benware & Deci, 1984; Boggiano, Flink, 
Shields, Seelbach, & Barrett, 1993; Vansteenkiste, Simons, Lens, Soenens, & Matos, 
2005). Intrinsic motivation is associated with active information seeking (Koestner, 
Lekes, Powers & Chicoine, 2002).  
 
Considering the health aspect intrinsic motivation has shown to play an important role 
in mental health. A study by Kasser and Ryan (2002) on college students showed that a 
person striving for a goal considered being intrinsic (i.e. competence, relatedness, 
autonomy) is more likely to show better functioning and higher psychological well-
being in contrast to a person pursuing extrinsic goals (e.g., financial success, social 
recognition, physical image). Extrinsic goals generally have a negative impact on well-
being while intrinsic goals have a positive impact on well-being. Intrinsic motivated 
people demonstrate a greater self-actualization, greater subjective vitality, less anxiety 
and depression, greater self esteem, higher-quality interpersonal relationships, fewer 
hours watching television, and a lesser use of drugs such as alcohol and cigarettes 
(Kasser & Ryan, 1996, 2002). Phrases as “ I feel energized” and “I look forward to each 
new day” are more likely to be said by intrinsically motivated than by people who are 
extrinsically motivated (Moller, Deci & Ryan, 2006). Individuals who rate typical 
extrinsic, materialistic values as high in comparison to other pursuits (e.g., self-
acceptance, affiliation, community feeling), demonstrate a lower score on quality of life 
(Kasser & Ryan, 1993, 1996, 2002; Baard, Deci & Ryan, 2004; Lee et al., 2003; Oishi 
et al.,1999). The age factor also has an impact. Research on motivation at work has 
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shown a declining satisfaction of the psychological needs with increased age 
(Vansteenkiste et al., 2007). The basic psychological needs play an important part in 
well-being and once the needs are met adding wealth does not contribute significantly to 
increased subjective well-being (Diener, Sandvik, Seidlitz & Diener, 1993; Kasser, 
Cohn, Kanner, & Ryan, 2007; Kasser & Ryan 1993; Lee, Sheldon, & Turban, 2003; 
Oishi, Diener, Lucas, & Suh, 1999).  

From an organisational perspective there is support for the importance of need 
satisfaction in work organizations. A study at an investment bank showed that 
intrinsically motivated employees received better performance evaluations from their 
managers (Baard et al., 2004.) and concerning employee output, a practical example are 
the intrinsically motivated scientists that, within the same time-frame, filed significantly 
more patents compared to scientists motivated by money (Sauerman & Cohen, 2008). 
Several studies demonstrate the value for an organisation of optimal functioning among 
its employees which can be translated into positive outcomes as enhanced engagement, 
better performance, well-being, and retention/years of employment, not to mention that 
intrinsic motivated employees simply are better co-workers (Gagné & Deci, 2005; Deci, 
Gagné, Ryan, Leone, Usunov, & Kornazheva, 2001; Meyer & Gagné, 2008). Successful 
organizations strive to attract and keep employees who are competent, fully engaged 
and healthy (Gagné & Forest, 2008). In short, there are an infinite number of reasons for 
organisations to nurture the basic psychological needs among their employees. 
 
Extrinsic motivation 
As mentioned earlier there are two ways to enjoy an activity, intrinsically or 
extrinsically. In contrast to intrinsic motivation where the motivation comes from within 
extrinsic motivation refers to when people turn to the environment to supply motivation 
by offering incentives and consequences (i.e. food, money, praise, attention, awards, 
public recognition). A typical extrinsic motivator in work life is money or a reward. An 
issue with expected and tangible rewards is that they consistently undermine sustained 
long-term motivation. Rewards generate compliance, low-quality learning, minimal 
functioning and a dependence on further external regulation, which has been shown in 
several studies. Expected rewards undermine intrinsic motivation while unexpected 
rewards do not (Greene & Lepper, 1974; Orlick & Mosher, 1978; Pallak, Costomirirs, 
Sroka, & Pittman, 1982). Expected tangible rewards cannot just harm intrinsic 
motivation they also interfere with both the process and quality of learning (Harter, 
1978; Pittman et al., 1982). Rewards interfere with the quality of learning by narrowing 
the attention toward memorizing facts at the expense of conceptual understanding 
(Benware & Deci, 1984; Boggiano et al., 1993; Flink, Boggiano & Barett, 1990). The 
flexibility in thinking and solving the problem and come up with an optimal solution is 
put aside in favour of producing a quick answer (McGraw & McCullers, 1979). 
Incentivizing creativity (i.e. deadlines) can interfere with the progress due to stress and 
pressure. Reduced creativity has been seen among people who write and draw out of 
interest compared to when they do it for the reward (Amabile, 1985; Amabile et al., 
1986). However intangible rewards, as positive feedback (verbal reward) does not come 
with these negative side effects. On the contrary verbal rewards, when given in a 
specific manner has shown a positive effect (Deci, Koestner & Ryan, 1999).  
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Also important to remember is that rewards do not harm intrinsic motivation if there is 
no intrinsic motivation to begin with, it depends on the task (Deci et al., 1999). Among 
behaviour scientist’s job-tasks are divided into two categories; algorithmic or heuristic. 
In an algorithmic task there is a strong link between investment in time and outcome in 
production. An algorithmic task consists of following established instructions, where a 
protocol or a straightforward solution is present. A heuristic task is the opposite; no 
algorithm for solving the task exist and the link is vague and unpredictable. A heuristic 
task requires more cognitive flexibility (Gagné & Deci, 2005). Self-determination 
theory (described below) predicts positive reward effects for algorithmic tasks and 
negative effects for heuristic tasks (Gagné & Deci, 2005). This is supported by several 
studies that have found a positive effect of contingent pay plans on performance for 
algorithmic tasks (Bandiera, Barankay, & Rasul, 2007; Locke, Feren, McCaleb, Shaw, 
& Denny, 1980). Studies on heuristic tasks found no effect or a negative effect (e.g., 
Amabile et al., 1990). A study on the effect of performance contingent rewards found 
for simple and boring tasks a effect d = 0.42, but for complex and interesting tasks the 
effect was d = -0.13 (Weibel, Rost & Osterloh, 2007). Positive effects on incentives 
have for example been seen in manufacturing firms but not in service firms (Stajkovic 
& Luthans, 1997). Research has concluded that monetary incentives have a positive 
effect on performance quantity, but not on performance quality (Jenkins et al., 1998) 
 
Competition is another factor that can threaten intrinsic motivation. When competition 
is experienced in a controlling way it decreases intrinsic motivation because focus 
among the competitors is moved from the task itself to the reward of winning (Deci, 
Schwartz, Scheinman, & Ryan, 1981; Vallerand, Gauvin, & Halliwell, 1986). However 
when winning is less emphasized then the informational aspects of competition, like 
winning, making progress and improved performance increase intrinsic motivation, 
while losing, lack of progress undermine the perceived competence and therefore 
decrease intrinsic motivation (McAuley & Tammen, 1989; Reeve, Olson, & Cole, 
1985). A person who loses a competition can still have a high level of intrinsic 
motivation due to the fact the person feels satisfied with the performance (Vansteenkiste 
& Deci, 2003).  
 
Self-determination theory 
Intrinsic and extrinsic motivation is described in Self-determination theory (SDT; Deci 
& Ryan, 1985, 2000). Intrinsic motivation refers to when a person is doing an activity 
spontaneously for its own sake. Carrying out the inherently interesting and satisfying 
activity is seen as a reward itself. Extrinsic motivation refers to doing an activity for 
instrumental reason and consists of several different types reliant on the control by 
external factors. An activity is relatively autonomous; depending on the individual 
regulation through a person´s acquired goals and values. SDT describes these types of 
external motivation along a continuum referring to what degree they are internalized. 
Internalization is specified as the “active assimilation of behaviours regulations that are 
originally alien or external to the self” (Ryan, 1995).  
 

SDT-continuum 
The continuum describes three different types of motivation; amotivation, extrinsic 
motivation and intrinsic motivation (figure 1). Extrinsic motivation is divided into four 
categories and has on its low-end external regulation, which is doing an activity solely 
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for the incentives or consequence. Externally regulated behaviours are performed to 
obtain a reward or to satisfy some external demand. The presence or absence of an 
extrinsic motivator (e.g., deadlines, money, rewards) regulates the motivation (Reeve, 
2009). In contrast to the other three types of extrinsic motivation people regulated 
through external regulation show poor functioning and poor outcomes (Deci & Ryan, 
1987; Kohn, 1993; Ryan & Connell, 1989; Ryan & Deci, 2000). Next step on the 
continuum is introjected regulation, which is doing an activity to avoid guilt or to boost 
self-esteem (ego-involvement). The person acts as a stand-in for the external 
environment and emotionally rewards or punishes oneself for performing a behaviour. 
The person is carrying out societies or cultural demands rather than self chosen 
activities. (Reeve, 2009) This creates an internal pressure, which partially internalizes 
but is still considered controlled. Next, identified regulation, which means doing an 
activity for the personal importance of it. The behaviour is perceived as useful and 
valuable for one´s life. It is considered meaningful and identified with ones values, 
which make it autonomously, regulated. The final category is integrated regulation, 
which constitutes the most autonomously endorsed type of extrinsic motivation. This 
refers to activities that are congruent with ones values which makes it habitual and a 
part of the person’s sense of self. Activities carried out here are fully autonomous and 
internalized.  
 
Internalization is the process of taking in a value or a way of behaving integration is the 
process through which individuals fully transform their identified values and behaviours 
into the self (Ryan & Deci, 2000). This is a process of development and involves that 
the individual examine oneself to develop new ways of thinking, feeling and behaving 
into a congruent pattern with one´s existing ways of thinking, feeling and behaving 
(e.g., I recycle newspaper because it is aligned with that I value the environment). The 
more integration the more the extrinsically activities become self-determined (Reeve, 
2009). Integrated motivation is the most self-determined type of extrinsic motivation 
and is associated with several benevolent outcomes as prosocial development and 
psychological well-being (Ryan & Deci, 2000).  
 
External regulation and introjected regulation is seen as controlled motivation whereas 
identified, integrated and intrinsic motivation is seen as autonomous motivation (Gagné 
& Forest, 2008). Controlled motivation is associated with the presence of contingent 
awards (Deci et al.,1999), deadlines (Amabile, DeJong, & Lepper, 1976), surveillance 
(Lepper & Greene, 1975), and evaluations (Smith, 1975). Controlled motivation has 
also been associated with inconsistent goal striving (Koestner, Losier, Vallerand & 
Carducci, 1996), vulnerability to persuasion (Koestner & Losier, 2002), and impaired 
performance and persistence because of concentration and memory difficulties 
(Vallerand, 1997).  
 
Autonomous motivation is nourished in environments that satisfy the three basic needs 
of competence, autonomy and relatedness (Deci & Ryan, 2000). Figure 1 describes the 
continuum upon to which degree a person’s need for autonomy is satisfied. Control 
indicates low satisfaction of autonomy whereas self-determination reflects high 
satisfaction of autonomy.  
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Figure 1. Continuum of Self-determination (Deci & Ryan, 2002) 
 
Goals and performance in motivation 
As described earlier intrinsic motivation consist of needs, cognition and emotions. 
Goals comes from the cognitive perspective on motivation and is seen as a cognitive 
mental event that energizes and directs action due to discrepancy on present state and 
ideal state (Ames, 1990). Goals (i.e. sales targets) has for long been a hygiene factor 
within the world of business. The principle of Goal setting theory is that goals, when set 
in right way, enhance motivation, performance and ultimately well-being and 
satisfaction (Locke & Latham, 2002). Goals need to be difficult since that mobilizes 
effort and increases persistence and they also needs to be specific since that directs 
attention and promote strategic planning (Reeve, 2009). The mere presence of a goal is 
not sufficient to make people motivated and hence perform (Locke & Latham, 2002). 
 
The Goal setting theory explains why performance among employees is markedly 
higher when goals are set compared with no goal setting (Locke & Latham, 1990). A 
number of factors explain why some people are motivated and others are not. Firstly, 
goal-commitment, which becomes stronger when the goal is more challenging. The 
commitment is affected by two factors; the importance (including goal acceptance from 
the performer), and the self-efficacy (confidence in the performers own ability). The 
importance is much decided by to which degree the goal is accepted since only fully 
internalized goals improve performance (Erez, Earley, & Hulin, 1985). Secondly, 
feedback enhances the progress and helps people alter their strategy if necessary to 
achieve the goal. Thirdly, the goal setting is moderated by task complexity. The link 
between goals and performance is clearest for low complexity tasks (algorithmic). For 
heuristic, or highly complex tasks, goal attainment is much more depended by to what 
extent a person has the ability to control anxiety and increase their motivation, effort 
and task focus. Situational factors beyond the control of the employee, as work and 
organisational design, stipulate if the goal is attainable (Locke & Latham, 2002).  
 
The orientation of the goal, if is a Learning goal or a Performance goal also has an 
impact. Learning goal is better than performance goal on new challenges. Performance 
goal are suited for straightforward problems but can inhibit the ability to conceptualize 
learning strategies such as relating information to existing information when 
encountering new challenges (Dweck, 1991). The effectiveness of goals with the ability 
to concentrate the mind also comes with a downside. Goal-setting theory is developed 
within the fields of business and management where profit is the basic tenet and 
therefore more about worker output than about motivation (Reeve, 2009). Goals that 
people set for themselves are usually healthy but goals assigned by others –sales targets, 



 8 

quarterly returns, standardized test scores can have dangerous side effects. Goals narrow 
the focus, which can be detrimental for complex and conceptual tasks, and can induce 
unethical behaviour (Ordoñez, Schweitzer, Galinsky et al. 2009. Goals setting can also 
be associated with side effects as stress due to overly challenging goals 
(Csikzentmihalyi, 1990; Lazarus, 1999), opportunities for failure causing distress and as 
controlling with a negative impact on autonomy (Reeve, 2009). 
 
Goals are through sales control systems with sales targets and budgets ubiquitous in 
most sales organisations. Anderson and Oliver (1987) conceptualized two types of sales 
control systems -outcome control and behaviour control. The definition of outcome 
control is the use of incentive rewards in direct proportion to the sales performance, 
whereas the definition of the behaviour control reflects an active form of management 
involving evaluation, training, monitoring and compensation reflecting the behaviour of 
the salespeople rather than the direct sales outcome. According to Anderson and Oliver 
(1987) salespeople under behaviour control score higher on intrinsic motivation due the 
focus on competence (improved behaviour) rather than on the immediate sales outcome. 
Contemporary sales organisations apply both behavioural and outcome control (Oliver 
& Anderson, 1994), which complicates decipherment of causal relationships.  
 
Sales and the basic psychological needs 
Real world compensation systems are complex and not all studies correspond with the 
theories. One field study executed by Fang and Gerhart (2000) showed that employees 
under a pay-for-performance system reported greater intrinsic job interest then 
employees under a base pay system. Another study by Frey and Osterloh (2005) 
contradict those results and argues that improved performance reached by an increased 
payment is counteracted by the negative effect on intrinsic motivation. The effect on the 
reduced effort can be prevented by the use of fixed pay systems (i.e. noncontingent) 
combined with providing an environment that nourish need satisfaction (Frey & 
Osterloh, 2005). Research has also shown that employer´s use of control over the 
employee sometimes leads to a reduction in the employee´s performance (Falk & 
Kosfeld, 2006). It seams like real life compensation system affect need satisfaction 
differently than laboratory rewards systems because of differences in importance, size 
and time frame (Rynes, Gerhart & Parks, 2005).  
 
The basic psychological needs are important factors for intrinsic motivation with several 
subsequent benefits including better health and performance. Work within sales today 
involves many creative, problem-finding skills, which might be considered heuristic 
rather than the reductive, problem-solving skills constituting algorithmic. In the present 
study the aim is to address if these benefits also are present within a goal driven area as 
sales where clear sales targets prevail. The selected sample work with business to 
business sales (i.e. sales with corporate customers where the seller is responsible for 
specific customers, can offer multiple solutions and has the power to adjust price.)  
 
The purpose of this study was to examine the relationships between the basic 
psychological needs, health and sales performance. The results can shed further light on 
the complex question on how to motivate sales-people in the optimal fashion for the 
best performance. 
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Research Questions and hypothesis; 

1. Can satisfaction of the basic psychological needs autonomy, competence 
and relatedness predict performance among sales-people? Hypothesis one (1) is 
that there is a positive relationship between satisfaction of the psychological 
needs and performance. 
 
2. Can satisfaction of the basic psychological needs autonomy, competence 
and relatedness predict goal attainment (sales target) among sales-people? 
Hypothesis two (2) is that there is a positive relationship between satisfaction of 
the psychological needs and goal attainment. 
 
3. Can satisfaction of the basic psychological needs autonomy, competence 
and relatedness predict health among sales-people? Hypothesis three (3) is that 
there is a positive relationship between satisfaction of the psychological needs 
and health. 

 
 

Method 
 

Participants  
Participants were 284 individuals working in three different sales organisations with 
corporate customers (business-to-business) within the technical industry in Sweden. The 
answering frequency was 93%. To have homogeneity within the data treating solely 
individuals working directly with sales 11 sale managers and 21 individuals from 
customer service were excluded. Leaving 252 participants for the study, 230 males 
(91%) and 22 females (9%). Due to the disproportion between male and females no 
analyses from the gender perspective was carried out. 

Three groups of salespeople participated; field sales, store sales and indoor sales (Table 
1). The goals of the participants are categorized as outcome control based (Anderson & 
Oliver, 1987), with the focus on numbers (i.e. sales, quotations, meetings). Assignments 
for field sales involve managing and extending corporate customer accounts within 
several industries (i.e. construction, real estate, transport and health care). Indoor sales 
are office based and their assignments involves composing quotations to customers and 
respond to inquiries from customers. Assignments within store sales involve sale, 
service and support to customers coming to the store. Years of employment and age 
span of participants are shown in table 2 and 3. 
 
 
Table 1. Participating sales groups. 

 
   

Category Frequency Percent

Field sales 78 31%
Store sales 118 47%
Indoor sales 56 22%
N 252 100%
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Table 2. Years of employment span of                    Table 3. Age span of participants. 
Participants. 

 
 
Instruments 
The e-survey consisted of three demographic questions (sex, age and years of 
employment), Basic Need Satisfaction at work (BNSW) and General Health 
Questionnaire (GHQ-12).  

Basic Need Satisfaction at Work  
This instrument is based on the motivation construct in Self-determination theory that 
postulates that all people have three basic psychological needs, which are autonomy, 
competency, and relatedness (Deci & Ryan, 1985). The scale consists of 21 items 
distributed on three subscales, seven items measured autonomy (i.e. I feel like I can 
make a lot of inputs to deciding how my job gets done), six items measure competence 
(i.e. I have been able to learn interesting new skills on my job) and eight items 
measured relatedness (i.e. I consider the people I work with to be my friends). 
Translation of BNSW was carried out primarily by the author of this study. To ensure 
content validity the translation was matched with two other translations carried out by 
two people with extensive experience working internationally with English as a major 
language. The three translations were after each translation has been provided with 
feedback developed to a consensus and compounded to a final version. This version was 
translated back to original using back-translation method by a bilingual Canadian 
citizen, resident in Sweden since 22 years with English as mother tongue. As a final step 
all involved in the translation verified the relevance of the scale. A few differences 
worth mentioning. Question number 12 “Most days I feel a sense of accomplishment 
from working” was translated in Swedish to “De flesta dagarna känner jag en 
tillfredställelse i vad jag uträttat på arbetet”, and back-translated to “On most days I feel 
satisfied with what I have done at work”. Reliability estimate (Cronbachs-alfa) for 
BNSW in the present study was α = ,855 (Cronbach´s α for autonomy =,619. 
Competence  = ,621. Relatedness  = ,834). 
 

General Health Questionnaire  
 It is a self-administered screening instrument designed to detect current diagnosable 
mental disturbances and disorders. It is used in surveys or in clinical settings to identify 
potential cases, leaving the task of diagnosing actual disorder to a psychiatric interview 
(Goldberg, 1978). The instrument has been translated into Swedish and 38 different 
languages over the years (Löve, Moore & Hensing, 2012).  Reliability coefficients of 
the questionnaire ranged from 0.78 to 0.95 in various studies (Jackson, 2007). Goldberg 
(1978) reported that the average area under the ROC curve was 0.88, range from 0.83 to 
0.95, which reflects its validity. Each item is scored by four responses, typically being 
“not at all”, “no more than usual”, “rather more than usual” and “much more than 

Age Frequency Percent Years of employment Frequency Percent
18 - 25 21 8% less than 6 months 4 2%
26 - 35 40 16% 1 - 1,5 years 37 15%
36 - 45 83 33% 2 - 2,5 years 30 12%
46 - 55 69 27% 3 - 3,5 years 8 3%
56 - 65 37 15% 4 - 4,5 years 11 4%
65 years and above 2 1% 5 years or more 162 64%
N 252 100% N 252 100%
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usual”. The method used in the present study for scoring the GHQ ranges from 0 to 3 
respectively: with the least symptomatic answers scores 0 and the most symptomatic 
answers score 3. Scoring – Likert Scale 0, 1, 2, 3 from left to right. 12 items, 0 to 3 each 
item Score range 0 to 36. 
 

Performance measurement.  
Level of performance, defined in the survey with the question “How has the salesperson 
performed in relation to his/her objectives on 7-point Likert scale” was rated by 
respective manager. For the group field sales additional sales figures on performance 
against sales target was contributed (100 % = met sales targets). 
 
Procedure 
All participants were contacted through their respective employer. After top managers 
had granted permission for their employees to participate in the study, the employees 
received an e-mail where the research was explained and subsequently an e-mail with a 
link to the electronic survey (www.enalyzer.se). All participants were told that 
participation was voluntary and confidential. They completed the survey individually, at 
their own scheduling, during a 3-week period. 

 
Resul ts  

 
Data analyses began with an assessment of descriptive data.  Examination of the 
distribution indicated that all variables except relatedness and health were relatively 
normal distributed. Relatedness and health scores were adjusted due to non-normal 
distribution and violation of assumptions according to procedure in SPSS manual 
(Palant, 2005).  Relatedness: skewness -.984, std error ,145. Formula: Reflect and 
neperian logarithm (transformed relatedness = ln (57 - relatedness). Health: skewness 
,595, Std error ,154. Formula: Square root (transformed health = SQRT (Health). 
 
Level of performance, defined in the survey with the question “How has the salesperson 
performed in relation to his/her objectives on 7-point Likert scale” was rated by 
respective manager. Mean score on 4,28 indicate that managers in the study consider 
their sales force performs above average (4 points). Mean score for the 72 sales people 
working towards a sales target was 104 % (1,04), indicating that the sales outcome for 
the majority of the sales people were above their sales target/objectives (100% = met 
sales targets). 
 
Bivariate analyses 
Pearson correlation analyses among the research variables (Table 4) indicated that the 
basic psychological needs autonomy, competence and relatedness were positively 
correlated with each other. Among the basic psychological needs health correlates 
strongest positively with autonomy, secondly with competence and last with 
relatedness. Low scores on health (GHQ-12) indicates better health. Information about 
performance (manager evaluation) was available from 245 individuals and information 
about sales targets (sales outcome) was available for 72 individuals. Performance was 
subjectively assessed by manager while information about sales target was gathered 
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from the sales system and therefore existed only for sales people with a set sales target. 
Performance and sales target did not significantly correlate with any variables. 
 
Table 4. Bivariate correlation analyses over examined variables 
 

 
** Correlation is significant at the 0.01 level (2-tailed). Note that Relatedness falsely shows a 
negative correlation due to transformed scores. 
 
Hierarchical Multiple Regression Analysis 
In the three research questions there were no cases with large standardized residuals, 
studentized residuals or Cook’s (>1). Regarding Mahalanobis’ distance there was one 
case with the score 18.69 in question one (1) and 18.77 in question two (2). Values, 
which both exceeded the critical value of 16.27 but was not removed due to the little 
impact on this amount of data. Multicollinearity was not detected, as none of the 
independent variables had a small tolerance value (<.10) or a high variance inflation 
factor (VIF) value (>10). Therefore, all the independent variables in bivariate analyses 
were included in the multiple linear regression equations.  

Question one (1). Can satisfaction of the basic psychological needs autonomy, 
competence and relatedness predict performance among sales-people? 

 
To test if the performance evaluation by manager, who’s task is to keep track of 
employee performance is an accurate measurement a bivariate correlation analysis was 
performed between the performance and real sales figures accessible for the field sales 
group. The correlation between the two factors was strong (r = ,621 p < 0.01) which 
indicates that the performance measurement is accurate to use (performance N = 245, 
sales figures N = 72) 
 
A hierarchical multiple regression was used to examine the effect of the basic 
psychological needs on performance, with age and years of employment serving as 
control variables. The basic psychological needs autonomy, competence and relatedness 
were predictor variables and performance the dependent variable. Age and years of 
employment was entered in the first block and autonomy, competence and relatedness 
in the second block.  
 

Correlations
Autonomy Competence Relatedness Health Performance Sales target

Autonomy r
N 252

Competence r ,515**
N 252 252

Relatedness r -,518** -,582**
N 252 252 252

Health r -,550** -,487** ,480**
N 252 252 252 252

Performance r 0,03 0,115 -0,058 0,031
Sig. (2-tailed) 0,646 0,072 0,369 0,631

N 245 245 245 245 245
Sales target r 0,013 0,125 -0,042 0,038 ,621**

Sig. (2-tailed) 0,915 0,296 0,725 0,754 0
N 72 72 72 72 72 72
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Using the enter method within the blocks, two non-significant models emerged. Non-
significant variables are presented in table 5. None of the psychological needs, neither 
the age nor years of employment could with statistical significance explain the variance 
in performance.  
 
Table 5. Hierarchical multiple regression analysis. Performance as dependent variable. 
Unstandardized coefficients. 
 

 
N = 240 (N = 245 for age and years of employment)  
*Unstandardized beta values 
 

Question two (2). Can satisfaction of the basic psychological needs autonomy, 
competence and relatedness predict goal attainment (sales target) among sales-
people 

 
A hierarchical multiple regression was used to examine the effect of the basic 
psychological needs on goal attainment (sales target), with age and years of 
employment serving as control variables. The basic psychological needs autonomy, 
competence and relatedness were predictor variables and goal attainment (sales target) 
the dependent variable. Age and years of employment was entered in the first block and 
autonomy, competence and relatedness in the second block. Results presented in table 6. 
Using the enter method within the blocks, no significant model emerged. Model 1: F (2, 
71) = 3,232 p = ,053 and Model 2: F (5,71) = 1,410 p = ,232.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 

β* Std.Error p value r2 r2 change Tolerance VIF

Block 1 model: ,501 ,006 ,0003
Age ,086 ,077 ,265 ,776 1,287
Years of employment ,046 ,054 ,394 ,776 1,287

Block 2 model: ,425 ,02 ,015
Autonomy ,007 ,017 ,681 ,993 1,008
Competence ,035 ,021 ,099 ,994 1,007
Relatedness ,013 ,168 ,939 ,999 1,001
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Table 6. Hierarchical multiple regression analysis on field sales. Goal attainment as a 
dependent variable. Unstandardized coefficients. 
 

 
N = 72  
*Unstandardized beta values 
 

Question three (3). Can satisfaction of the basic psychological needs autonomy, 
competence and relatedness predict health among sales-people? 

 
In the third (3) research questions, a hierarchical multiple regression was used to 
examine the effect of the basic psychological needs on health, with age and years of 
employment serving as control variables. The basic psychological needs autonomy, 
competence and relatedness were predictor variables and health was the dependent 
variable. Age and years of employment was entered in the first block and autonomy, 
competence and relatedness in the second block. 
 
Using the enter method within the blocks, two significant models emerged. Model 1: F 
(2, 251) = 7,277 p = 0,01 and Model 2: F (5, 251) = 35,760 p < 0,01. The overall 
regression model is significant, r2 = ,421 p < 0,01.  
 
Table 7. Hierarchical multiple regression analysis. Health as a dependent variable.  
 

 
N = 252  
*Unstandardized beta values 

β* Std. error p value r2 r2 change Tolerance VIF

Block 1 model: ,053 ,081 ,059
Age ,054 ,028 ,060 ,930 1,075
Years of employment ,036 ,017 ,057 ,930 1,075

Block 2 model : ,761 ,097 ,028
Autonomy -,001 ,006 ,903 ,693 1,442
Competence ,006 ,007 ,414 ,585 1,709
Relatedness ,011 ,053 ,836 ,683 1,464

β* Std. Error p value r2 r2 change Tolerance VIF

Block 1 model: ,000 ,055 ,048
Age -,235 ,069 ,001 ,777 1,287
Years of employment ,154 ,049 ,002 ,777 1,287

Block 2 model: ,000 ,421 ,408
Autonomy -,068 ,012 ,000 ,657 1,521
Competence -,049 ,015 ,000 ,591 1,692
Relatedness ,356 ,120 ,000 ,590 1,695
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Discussion 
 

The purpose of this study was to examine the relationships between the basic 
psychological needs, health and sales performance. This study illustrates the multi-
dimensional nature of the relationships between the basic psychological needs, health 
and sales performance. Furthermore the impact of the cognitive aspect of motivation, 
goal setting, and the relationship with basic psychological needs are discussed.  
 
Against hypothesis, and against previous research on performance (Baard et al., 2004; 
Sauerman & Cohen, 2008; Amabile et al., 1990) no significant relationships were found 
between the basic psychological needs and sales performance. The study also provides a 
strong empirical confirmation of the proposition that the basic psychological needs play 
an important role for health (i.e. Ryan & Deci, 2000).   
 
Research question one (1) and two (2) 
Research question one (1), can satisfaction of the basic psychological needs autonomy, 
competence and relatedness predict performance among sales-people? Against 
hypothesis one (1), which states that satisfaction of the psychological needs has a 
positive relationship with performance, no relationships were found. This suggests that 
the basic psychological needs cannot predict performance among sales people. None of 
the factors examined are responsible for the performance (manager ranking). Neither the 
psychological needs, nor the age or years of employment could with statistical 
significance explain the variance in performance. With a different dependent variable 
(goal attainment as real sales figures) the same aspect was examined in research 
question two (2), can satisfaction of the basic psychological needs autonomy, 
competence and relatedness predict goal attainment (sales target) among sales-people? 
Similar to result in question one (1) no relationships were found meaning that basic 
psychological needs cannot predict goal attainment among salespeople.  Hypothesis two 
(2), that there is a positive relationship between satisfaction of the basic psychological 
needs and goal attainment is therefore rejected.  
 
These results go against previous research where the satisfaction of the psychological 
needs correlated positively with a better performance. This has been reported from 
school environments where intrinsically motivated students scored better on tests and 
received better evaluations from teachers (Grolnick and Ryan, 1989) and in creative 
experiments as poetry writing and design/drawing activities (Amabile et al., 1990). The 
relationship has also been reported in studies of organisations.  A study at an investment 
bank showed that intrinsically motivated employees received better performance 
evaluations from their managers (Baard et al., 2004). Concerning employee output, a 
practical example is the intrinsically motivated scientists that, within the same time-
frame, filed significantly more patents compared to scientists motivated by money 
(Sauerman & Cohen, 2008).  
 
So what lies behind these differences in results? An important limitation regarding the 
method used by Baard et al. (2004), which the authors also point out, is that “the 
participants were told to report their latest performance rating prior to collection of the 
data of need satisfaction, raising the possibility that performance evaluations influenced 
need satisfaction”. A person reporting a high performance rating is most likely more 



 16 

prone to rate themselves as more satisfied with their basic psychological needs. All the 
same there are obviously other differences between performing in sales and at school, 
within poetry’s, as a scientist or at an investment bank. Discerned aspects that make the 
matter complicated are tasks and payment, goals and internalization of values, which 
are discussed below. 
 
Tasks and payment. 
Task and method of payment differ between the activities. SDT predicts positive reward 
effects for algorithmic tasks, where a protocol or a straightforward is present, and 
negative effects for heuristic tasks, which require more cognitive flexibility (Gagné & 
Deci, 2005). A possible explanation for the fact that satisfaction of the psychological 
needs does not predict performance within sales may be that sales people consider their 
assignments as mainly algorithmic, hence no intrinsic motivation exist and rewards are 
suitable 
 
Can sales tasks be considered algorithmic and straightforward in nature? What 
constitutes the role of a salesperson? A certain personality, ambivert (medium 
extraverted) has shown to predict superior performance in sales in contrast to introverts 
and extroverts (Grant, 2013). Apart from that, what type of qualities and capacities does 
a position in sales demand? There are a number of studies in the field of business 
psychology that highlight different aspects. For example, a sales person needs to be able 
to show empathy or even more important take the perspective of the other part since that 
according to Galinsky (2008) has a larger impact on sales and negotiations than 
empathy.  Perspective taking is a cognitive capacity, while empathy is an emotional 
response (Galinsky, 2008). Furthermore, a sales person needs to understand not only the 
other person´s perspective but also the surrounding relationships and connections. This 
demands a high capacity of social network analysis (Lahti, Darr, Krebs, 2002). The 
sales person needs the capacity of “problem finding” which is the capacity to help 
others see their situation in new and more illuminating ways and to identify problems, 
or improvement areas the customers didn´t realize they had, instead of just solving 
existing problems (Getzels, 1979; Simon, 1989; Runco, 1994)  
 
To conclude, sales today involves many creative, problem-finding skills, which might 
be considered heuristic rather than the reductive, problem-solving skills constituting 
algorithmic.  

Goals 
An important distinction between sales and other professions is the prominent role of 
goals and sales targets. Based on the results of this study, it may be so that goals tend to 
subordinate the basic psychological needs due to the narrowed focus a goal causes, 
which can be related to the cognitive aspect of motivation as mentioned earlier 
(described in Figure 2).  
 
Goals as such have a business perspective implicating that the primary focus is on 
worker output, not necessarily on enhancing motivation. Within the business 
perspective, there are two important aspects to analyse in terms of goal setting. One of 
them is the orientation of the goal. Is the goal focusing on the performance or is it 
focusing on the learning aspect? Within a business perspective and due to the profit 
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nature of business, the goals are oriented towards performance and output rather than 
learning among the participants. According to theories (Dweck, 1991) performance 
goals are suited for straightforward problems but can inhibit the ability in new situations 
where learning goals are considered superior. As discussed under tasks and payment, 
sales is a complex profession with heuristic tasks, which could imply that the set 
performance goals actually may result in a poorer performance among the participants. 
The other aspect to analyse in terms of goal setting is the control system. The goals of 
the participants are categorized as outcome control based (Anderson & Oliver, 1987), 
referred to as strictly focusing on numbers (i.e. sales, quotations, meetings). In contrast 
to a behaviour control system this type of sales control system can be detrimental for 
intrinsic motivation and its possible positive outcomes (Anderson & Oliver, 1987).  
 
Figure 2. A possible structure of motivation where goals, under cognition (1), tend to 
subordinate the basic psychological needs, under needs (2).  

 
 
Internalization of values 
Internalization is referred to as the process of taking in a value or a way of behaving 
(Ryan & Deci, 2000). A sales organisation provides clear guidelines and expectations 
for the employees, suggesting that there is a matching process between employee and 
organisation involved. An individual, with high satisfaction of the psychological needs, 
working in such an environment must have internalized the corporate culture with 
values and ways of behaving. A number of variables seen as controlling  (i.e. contingent 
awards, deadlines, surveillance and evaluations), in other environments with more of a 
cross-cut population sample, are detrimental for intrinsic motivation (i.e. Koestner et al., 
1996). However, these controlling variables are not just salient in the corporate culture, 
they constitute the fundament of the values and ways of behaving, shaping the culture 
and the framework the sales people act within. This framework is accepted as “the rules 
of the game” and do not seem to have the severe negative effects on the autonomous 
motivation which could have been expected. This phenomenon can be linked to the 
“sorting process” described by Fang and Gerhart (2012) implicating that certain 
employees gravitate to organisations with sales targets and special pay plans. The 
normally detrimental control variables (i.e. contingent awards) are present but without 
the negative effect on the intrinsic motivation. The relativity of autonomous regulation 
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has also been demonstrated in previous research, for instance where workers in an 
authoritarian state owned Bulgarian company showed greater satisfaction of the need 
for autonomy compared to private workers in USA (Deci et al, 2001).   
 
Research question three (3)   
In the last question the health perspective is added. Research question three (3), Can 
satisfaction of the basic psychological needs autonomy, competence and relatedness 
predict health among sales-people? Hypothesis three (3) was confirmed and provides a 
strong empirical confirmation of the proposition that the basic psychological needs have 
an important role in health (i.e. Ryan & Deci, 2000). The results are in line with other 
research that highlight the fact that intrinsic motivated people demonstrate better health 
in terms of a greater self-actualization, greater subjective vitality, less anxiety and 
depression, greater self esteem, higher-quality interpersonal relationships, fewer hours 
watching television, and a lesser use of drugs such as alcohol and cigarettes (Kasser & 
Ryan, 1996, 2002). 
 
The basic psychological needs showed a strong positive relationship and contributed in 
the studied sales environment with 42,1 % of variance in health. Relatedness had the 
unique strongest relationship with health. The age and number of years of employment 
among the sales people showed weak negative relationships with health, indicating that 
older individuals working longer have a slightly poorer health. This is in line with 
previous research on motivation at work that has shown a declining satisfaction of the 
psychological needs with increased age (Vansteenkiste et al., 2007).  
 
The strong relationship between health and the basic psychological needs is not 
surprising.  Aspects as choice and decision-making flexibility and experience of self-
direction (autonomy), to feel valued as knowledgeable, skilled and experienced 
(competence) and to establish close emotional bonds and attachments with other people 
(relatedness) might be perceived as obvious components in mental health, which pass 
for sales-people as well. In particular relatedness demonstrated the strongest 
relationship with health, indicating that this need among sales people is the least 
satisfied, which may be related to aspects of the sales work (i.e. individual 
responsibility for customers, individual sales targets, working on the field) 
Nevertheless, some of the participants that perceived their needs as supported, scored as 
distressed when asked directly about their mental health. This may be related to an 
acceptance or possible unawareness of one’s status of the questioned aspects as sleep, 
concentration, happiness, decision ability etc. The current status is simply viewed as the 
normal mode when working in the performance oriented nature of sales allowing a 
higher degree of distress.  
 
Limitations 
The risk for random result in a significance testing is 5%, and the risk increases with the 
number of significance testing’s presented (Borg & Westerlund, 2006). Significance 
testing on the relationships has been presented concerning eight (8) variables 
(autonomy, competence, relatedness, health, performance sales target, age, years of 
employment). Therefore, the reader should have the mass significance problem in mind. 
Apart from the risk there are limitations worth noting. Firstly the cross-sectional design 
involving an observation at one specific point in time may not provide the full picture, 
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which is why the causality should be interpreted with caution. Secondly the sample in 
this study came from three different companies, with one company representing the 
major part. Work in sales across the industries and countries has many common 
denominators, still the generalizability of the results to other organisations is limited. 
Thirdly the data regarding motivation and health in this study was collected using self-
report questionnaire, while i.e. performance was collected solely from managers, with 
additional sales figures for one group (field sales). Information about goal setting was 
collected from both managers and sales people. In addition to sales figures, the use of a 
multi-source data collection from both sales people and their managers concerning all 
constructs would have been a more robust method. Performance, defined as how the 
salesperson has performed in relation to his/her objectives was evaluated by respective 
manager. The evaluation indicates that managers rate their employees high (M = 4,28 
on a 7-point Likert scale).  Performance evaluation by managers seems to be an accurate 
objective measurement in view of the strong relationship to sales figures demonstrated 
within field sales (r = ,621 p < 0.01). Nevertheless there is a risk that the strong 
relationship has been affected by a blind trust in figures, meaning that the managers 
simply let the sales figures be the single factor to measure performance. 

This study suggests a number of opportunities for future research. One important aspect 
that could be added is the gender perspective and the potential differences between 
males and females concerning the basic psychological needs within sales. Since the 
cognitive dimension of motivation has demonstrated to have a major impact on sales 
performance, future research could also elaborate this further. A longitudinal study 
comparing groups involving aspects as learning and performance goals with base-pay 
and pay-by-performance (bonus) in which need satisfaction data were collected prior to 
subjective performance evaluations (both by manager and sales person) and sales target. 
Such result could be compared and contrasted and would be useful for the organisation 
and the sales managers.  

Furthermore, the differences in tasks among different industries or job characteristics 
(heuristic or algorithmic) require different selling strategies. In some cases informal 
goal setting systems might be preferable as an approach for the best performance, which 
also would be interesting for future research. 

Conclusions 
Lack of engagement and motivation is a substantial productivity cost for organisations. 
Motivation alone was found to be the third most effective predictor of sales 
performance (Churchill et al., 1985) and throughout the history the business sector may 
have been overly confident on the relationship between pay and performance. The 
purpose of this study was to examine the relationships between the basic psychological 
needs, health and sales performance to shed further light on the complex question on 
how to motivate sales-people in the optimal fashion for the best performance. 

The relationships between the basic psychological needs, health and sales performance 
are highly complicated. Health and the basic psychological needs have a strong 
relationship. However no significant relationships were found between the basic 
psychological needs and sales performance or sales outcome. Sales people with poor 
health, low satisfaction of the psychological needs perform just as well (or poor) as 
sales people with good health and high satisfaction of the psychological needs, at least 
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in the short perspective. This may derive from the nature of sales work, which differ 
from other professions concerning tasks, payment, culture (internalization of values) 
and the salient aspect of goals (sales target). The results suggest that goal-setting (i.e. 
sales target) has significant consequences in shaping sales people's cognitive aspect of 
motivation, subordinating the basic psychological needs and may result in impaired 
health. Sales managers, in particular those who within their sales force primarily rely on 
outcome based sales targets and pay by performance, may need to rethink their control 
system focusing more on a behaviour based system with learning goals, and most 
importantly with the concept of intrinsic motivation in mind. Goals, assigned or not, can 
be assessed and set through the lens of the basic psychological needs, especially with 
enhanced focus on the less satisfied need relatedness, if a long-term sales performance 
is desired.  
 

R e f e r e n c e s  
 

Amabile, T M, Goldfarb, P., & Brackfleld, S. C. (1990). Social influences on creativity: Evaluation, 
coaction, and surveillance. Creativity Research Journal, 3, 6–21. Retrieved from 
http://www.erlbaum.com/ 

Amabile, T M, Hennessey, B. A., & Grossman, B. S. (1986). Social influences on creativity: the effects 
of contracted-for reward. Journal of Personality and Social Psychology, 50, 14–23. Retrieved from 
http://www.ncbi.nlm.nih.gov/pubmed/3701569 

Amabile, T M. (1983). The social psychology of creativity: A componential conceptualization. (R. F. 
Kidd, Ed.)Journal of Personality and Social Psychology, 45, 357–376. 

Amabile, T M. (1985). Motivation and creativity: Effects of motivational orientation on creative writers. 
Journal of Personality and Social Psychology, 48, 393–397. 

Amabile, T M, DeJong, W., & Lepper, M. R. (1976). Effects of externally imposed deadlines on 
subsequent intrinsic motivation. Journal of Personality and Social Psychology, 34, 92–98. 

Ames, C. (1990). Motivation: What teachers need to know. Teachers College Record, 91, 409–421. 
Retrieved from http://www.tcrecord.org/Content.asp?ContentId=401 

Anderson, E., & Oliver, R. L. (1987). Perspectives on Behaviour-Based versus Outcome-Based Sales 
force Control Systems. Journal of Marketing, 51, 76–88. 

Baard, P. P., Deci, E. L., & Ryan, R. M. (2004). Intrinsic Need Satisfaction: A Motivational Basis of 
Performance and Weil-Being in Two Work Settings1. Journal of Applied Social Psychology, 34, 2045–
2068.  

Bandiera, O., Barankay, I., & Rasul, I. (2007). Incentives for Managers and Inequality Among Workers: 
Evidence From a Firm-Level Experiment. Quarterly Journal of Economics, 122, 729–773. 

Baumeister, R. F., & Leary, M. R. (1995). The need to belong: desire for interpersonal attachments as a 
fundamental human motivation. Psychological Bulletin, 117, 497–529. Retrieved in April 2013 from 
http://www.ncbi.nlm.nih.gov/pubmed/7777651 

Benware, C. a, & Deci, E. L. (1984). Quality of Learning With an Active Versus Passive Motivational 
Set. American Educational Research Journal, 21, 755–765. 



 21 

Boggiano, A. K., Flink, C., Shields, A., Seelbach, A., & Barrett, M. (1993). Use of techniques promoting 
students’ self-determination: Effects on students' analytic problem-solving skills. Motivation and 
Emotion, 17, 319–336. 

Borg, E. & Westerlund, J. Statistik för beteendevetare. Liber 

BNSW. Basic Need Satisfaction at Work. Retrieved in February 2013 from 
www.psych.rochester.edu/SDT 

Churchill, G. A., Ford, N. M., Hartley, S. W., Walker, O. C., Ford, M., & Hartley, W. (2013). 
Determinants of Salesperson Performance  : Meta-Analysis, 22, 103–118. 

Cohen, S., Sherrod, D. R., & Clark, M. S. (1986). Social skills and the stress-protective role of social 
support. (Sheldon Cohen & S. L. Syme, Eds.)Journal of Personality and Social Psychology, 50, 963–973. 
Retrieved from http://www.ncbi.nlm.nih.gov/pubmed/3486973 

Csikszentmihalyi, M. (1975). Beyond boredom and anxiety: The experience of play in work and games. 
The JosseyBass Behavioural Science Series (p. 231). Jossey-Bass. Retrieved from 
http://www.worldcat.org/title/beyond-boredom-and-anxiety-the-experience-of-play-in-work-and-
games/oclc/317667075&referer=brief_results 

Csikszentmihalyi, M. (1990). Flow: The Psychology of Optimal Experience (Book). Library Journal, 
115, 105. Retrieved from 
http://search.ebscohost.com/login.aspx?direct=true&db=aph&AN=9005070595&site=ehost-live 

Deci, E. L., & Ryan, R. M. (1980). The empirical exploration of intrinsic motivational processes. In L. 
Berkowitz (Ed), Advances in experimental social psychology (Vol. 13 pp. 39-80). New York: Academic 
Press. 

Deci, E L, Koestner, R., & Ryan, R. M. (1999). A meta-analytic review of experiments examining the 
effects of extrinsic rewards on intrinsic motivation. Psychological Bulletin, 125(6), 627–668; discussion 
692–700. Retrieved from http://www.ncbi.nlm.nih.gov/pubmed/10589297 

Deci, E L, & Ryan, R. M. (1987). The support of autonomy and the control of behavior. Journal of 
Personality and Social Psychology, 53, 1024–1037. Retrieved from 
http://www.ncbi.nlm.nih.gov/pubmed/3320334 

Deci, E. L., & Ryan, R. M. (2000). The “what” and “why” of goal pursuits: Human needs and the self- 
determination of behaviour. Psychological Inquiry, 11, 227-268. 

Deci, E. L., Ryan, R. M., Gagne, M., Leone, D. R., Usunov, J., & Kornazheva, B. P. (2001). Need 
Satisfaction, Motivation, and Well-Being in the Work Organizations of a Former Eastern Bloc Country: 
A Cross-Cultural Study of Self-Determination. Personality and Social Psychology Bulletin, 27, 930–942. 
doi:10.1177/0146167201278002 

Deci, Edward L, & Ryan, R. M. (1985). Intrinsic motivation and self-determination in human behavior. 
(P. Press, Ed.)Springer (Vol. 17, p. 371). Plenum Press. 

Deci, Edward L, Schwartz, A. J., Sheinman, L., & Ryan, R. M. (1981). An instrument to assess adults’ 
orientations toward control versus autonomy with children: Reflections on intrinsic motivation and 
perceived competence. Journal of Educational Psychology, 73, 642–650. 

Diener, E., Sandvik, E., Seidlitz, L., & Diener, M. (1993). The relationship between income and 
subjective well-being: Relative or absolute? Social Indicators Research, 28, 195–223. 



 22 

Dweck, C. S. (1991). Self-theories and goals: Their role in motivation, personality, and development. In 
R. A. Dienstbier (Ed.), Nebraska Symposium On Motivation Nebraska Symposium On Motivation (Vol. 
38, pp. 199–235). University of Nebraska Press. Retrieved from 
http://www.ncbi.nlm.nih.gov/pubmed/2130257 

Erez, M., Earley, P. C., & Hulin, C. L. (1985). The Impact of Participation on Goal Acceptance and 
Performance: A Two-Step Model. Academy of Management Journal, 28, 50. doi:10.2307/256061 

Fang, M., & Gerhart, B. (2012). Does pay for performance diminish intrinsic interest? The International 
Journal of Human Resource Management, 23, 1176–1196. 

Fang, M. Y., & Gerhart, B. (2000). Does pay for performance diminish intrinsic interest? A workplace 
test using cognitive evaluation theory and the attraction-selection-attrition hypothesis. Unpublished 
manuscript, University of Wisconsin. 

Flink, C., Boggiano, A. K., & Barrett, M. (1990). Controlling teaching strategies: Undermining children’s 
self-determination and performance. Journal of Personality and Social Psychology, 59, 916–924. 
doi:10.1037/0022-3514.59.5.916 

Falk, A., & Kosfeld, M. (2006) The hidden cost of control. American Economic review, 96, 1611-1630 

Frey, B., & Osterloh, M. (2005). Yes, Managers Should Be Paid Like Bureaucrats. Journal of 
Management Inquiry, 14, 96–111. doi:10.1177/1056492604273757 

Fromm, E. (1956). The art of loving. Harper Perennial, New York, NY. Retrieved from 
http://search.proquest.com/docview/621123508?accountid=38978 

Gagné, M., & Deci, E. L. (2005). Self-determination theory and work motivation. Journal of 
Organizational Behaviour, 26, 331–362. doi:10.1002/job.322 

Gagné, M., & Forest, J. (2008). The study of compensation systems through the lens of self-determination 
theory: Reconciling 35 years of debate. Canadian PsychologyPsychologie canadienne, 49, 225–232. 
doi:10.1037/a0012757 

Gagné & Deci, Self-determination theory and work motivation, “journal of Organizational behaviour 26 
(2005):331-62. 

Galinsky, A. D., Maddux, W. W., Gilin, D., & White, J. B. (2008). Why It Pays to Get Inside the Head of 
Your Opponent in Negotiations. Psychological Science, 19, 378–384. 

Getzels, J. W. (1979). Problem Finding: a Theoretical Note. Cognitive Science, 3, 167–172. 

Goodenow, C. (1993). The Psychological Sense of School Membership Among Adolescents: Scale 
Development and Educational Correlates. Psychology in the Schools, 30(1), 79–90. 

Goldberg, D. P. (1978). The Detection of Psychiatric Illness by Questionnaire. London : Oxford 
University Press. 

Grant, A. M. (2013). Rethinking the Extraverted Sales Ideal: The Ambivert Advantage. Psychological 
science, (April). 

Greene, D., & Lepper, M. R. (1974). Effects of extrinsic rewards on children’s subsequent intrinsic 
interest. Child Development (Vol. 45, pp. 1141–1145). University of Chicago Press. 



 23 

Grolnick, W S, & Ryan, R. M. (1987). Autonomy in children’s learning: an experimental and individual 
difference investigation. Journal of Personality and Social Psychology, 52, 890–898. 

Grolnick, Wendy S, Deci, E. L., & Ryan, R. M. (1997). Internalization within the family: The self-
determination theory perspective. In J. E. Grusec & L. Kuczynski (Eds.), Parenting and childrens 
internalization of values A handbook of contemporary theory (pp. 135–161). John Wiley & Sons, Inc. 

Guisinger, S., & Blatt, S. J. (1994). Individuality and relatedness: Evolution of a fundamental dialectic. 
American Psychologist, 49, 104–111. 

Hardre, P. L., & Reeve, J. (2003). A motivational model of rural students’ intentions to persist in, versus 
drop out of, high school. Journal of Educational Psychology. 

Harlow, H.F (1950). Learning and satiation of response in intrinsically motivated complex puzzle 
performance by monkeys. Journal of comparative and Physiological Psychology, 43, 289-294. 
 
Harlow, H. F., Brown, J. S., Postman, L. J., Nowlis, V., Newcomb, T. M., & Mowrer, O. H. (1953). 
Motivation as a factor in the acquisition of new responses. (pp. 24-49) University of Nebraska Press, 
Lincoln, NE. Retrieved from http://search.proquest.com/docview/615267876?accountid=38978 

Harter, S. (1978). Pleasure derived from challenge and the effects of receiving grades on children’s 
difficulty level choices. Child Development, 49, 788–99 ST – Pleasure derived from challenge and t. 
Retrieved from http://www.jstor.org/stable/1128249 

Heider, F. (1958). The psychology of interpersonal relations. (F Heider, Ed.)The psychology of 
interpersonal relations (Vol. New York, p. 322). Wiley. 

Hertzberg, F (1968). One more time: how do you motivate employees? Harvard Business Review, 46, 53-
62. 
 
Jackson, C (2007). The General Health Questionnaire. Occupational Medicine; 57: 59. 

Jenkins, G. D. J., Mitra, A., Gupta, N., & Shaw, J. D. (1998). Are financial incentives related to 
performance? A meta-analytic review of empirical research. Journal of Applied Psychology, 83, 777–787. 

Kasser, T, & Ryan, R. M. (1993). A dark side of the American dream: correlates of financial success as a 
central life aspiration. Journal of Personality and Social Psychology, 65, 410–422. Retrieved from 
http://www.ncbi.nlm.nih.gov/pubmed/8366427 

Kasser, T. I. M., Ryan, R. M., Couchman, C. E., & Sheldon, K. M. (2002). Materialistic values: their 
causes and consequences. 

Kasser, T., & Ryan, R. M. (1996, March 1). Further Examining the American Dream: Differential 
Correlates of Intrinsic and Extrinsic Goals. Personality and Social Psychology Bulletin. 

Kasser, T., Cohn, S., Kanner, A. D., & Ryan, R. M. (2007). Some Costs of American Corporate 
Capitalism: A Psychological Exploration of Value and Goal Conflicts. Psychological Inquiry, 18, 1–22. 

Kasser, T., & Ryan, R. M. (2001). Be careful what you wish for: Optimal functioning and the relative 
attainment of intrinsic and extrinsic goals. In P. Schmuck & K. M. Sheldon (Eds.), Life Goals and 
WellBeing Towards a Positive Psychology of Human Striving (pp. 116–131). Hogrefe & Huber. Retrieved 
from http://psycnet.apa.org/psycinfo/2001-01629-007 

Kasser, T., Davey, J., & Ryan, R. M. (1992). Motivation, dependability, and employee-supervisor 
discrepancies in psychiatric vocational rehabilitation settings. Rehabilitation Psychology, 37, 175-187. 



 24 

Koestner, R., Lekes, N., Powers, T. A., & Chicoine, E. (2002). Attaining personal goals: self-concordance 
plus implementation intentions equals success. Journal of Personality and Social Psychology, 83, 231–
244. Retrieved from http://doi.apa.org/getdoi.cfm?doi=10.1037/0022-3514.83.1.231 

Koestner, R., Losier, G. F., Vallerand, R. J., & Carducci, D. (1996). Identified and Introjected Forms of 
Political Internalization: Extending Self-Determination Theory. Journal of Personality and Social 
Psychology, 70, 1025–1036. 

Koestner, R., & Losier, G. F. (2002). Distinguishing three ways of being highly motivated: A closer look 
at introjection, identification, and intrinsic motivation. (pp. 101-121) University of Rochester Press, 
Rochester, NY. Retrieved from http://search.proquest.com/docview/619738251?accountid=38978 
 
Kohn, A. (1993). Punished by rewards: The trouble with gold stars, incentive plans, A's, praise, and 
other bribes Houghton, Mifflin and Company, Boston, MA. Retrieved from 
http://search.proquest.com/docview/618407790?accountid=38978 

Lahti, R. K., Darr, E. D., & Krebs, V. E. (2002). Developing the productivity of a dynamic workforce: 
The impact of informal knowledge transfer. Journal of Organizational Excellence, 21, 13–21. 

Latham, G. P. (2007). Work motivation: history, theory, research, and practice. (D. Whetten, 
Ed.)Personnel (p. 337). SAGE. 

Lazarus, R. S. (1999). Stress and emotion: A new synthesis. (A. Monat, R. S. Lazarus, G. Reevy, A. E. 
Monat, R. S. E. Lazarus, & G. E. Reevy, Eds.)Stress and emotion A new synthesis (p. 0). Springer. 
Retrieved from http://search.ebscohost.com/login.aspx?direct=true&db=psyh&AN=1999-02362-
000&site=ehost-live&scope=site 

Lee, F. K., Sheldon, K. M., & Turban, D. B. (2003). Personality and the goal-striving process: The 
influence of achievement goal patterns, goal level, and mental focus on performance and enjoyment. 
Journal of Applied Psychology, 88, 256–265. 

Lepore, S. J. (1992). Social conflict, social support, and psychological distress: evidence of cross-domain 
buffering effects. Journal of Personality and Social Psychology, 63, 857–867. Retrieved from 
http://www.ncbi.nlm.nih.gov/pubmed/1447698 

Lepper, M. R., & Greene, D. (1975). Turning play into work: Effects of adult surveillance and extrinsic 
rewards on children’s intrinsic motivation. Journal of Personality and Social Psychology, 31, 479–486. 

Locke, E. A., & Latham, G. P. (1990). A theory of goal setting and task performance. October (Vol. 16, 
pp. 480–483). Prentice-Hall. 

Locke, E. A., Feren, D. B., McCaleb, V. M., Shaw, K. N., & Denny, A. T. (1980). The relative 
effectiveness of four methods of motivating employee performance. In K. Duncan, M. Grunenberg, & D. 
Wallis (Eds.), Changes in working life. New York: Wiley 

Locke, E. a., & Latham, G. P. (2002). Building a practically useful theory of goal setting and task 
motivation: A 35-year odyssey. American Psychologist, 57, 705–717. 

Löve, J., Moore, C. D., & Hensing, G. (2012). Validation of the Swedish translation of the General Self-
Efficacy scale. Quality of life research  : an international journal of quality of life aspects of treatment, 
care and rehabilitation, 21, 1249–53. 

Marsh, A. “The art of work”, Fast Company Magazine, August 2005. Downloaded April 29th 2013 from: 
http://www.fastcompany.com/53713/art-work 
 



 25 

Maslow, A. H. (1965). Eupsychian Management. Homewood, IL: Irwin Dorsey Press). 
 
Maslow, A. H (1970). Motivation and personality (2nd ed). New York: Harper and Row. 

McAuley, E., & Tammen, V. (1989). The Effects of Subjective and Objective Competitive Outcomes on 
Intrinsic Motivation. Assessment, 11, 84–93. Retrieved from http://www.getcited.org/pub/103340402 

McGraw, K. O., & McCullers, J. C. (1979). Evidence of a detrimental effect of extrinsic incentives on 
breaking a mental set. Journal of Experimental Social Psychology, 15, 285–294. 

Meyer, J. P., & Gagné, M. (2008). Employee Engagement From a Self-Determination Theory 
Perspective. Industrial and Organizational Psychology, 1, 60–62. 

Moller, A. C., Deci, E. L., & Ryan, R. M. (2006). Choice and ego-depletion: the moderating role of 
autonomy. Personality and Social Psychology Bulletin, 32, 1024–1036. Retrieved from 
http://www.ncbi.nlm.nih.gov/pubmed/16861307 

Oishi, S., Diener, E., Suh, E., & Lucas, R. E. (1999). Value as a Moderator in Subjective Well-Being. 
Journal of Personality, 67, 157–184. 

Oliver, R. L., & Anderson, E. (1994). An Empirical Test of the Consequences of Behaviour- and 
Outcome-Based Sales Control Systems. Journal of Marketing, 58, 53–67. 

Ordóñez, L. D., Schweitzer, M. E., Galinsky, A. D., & Bazerman, M. H. (2009). Goals Gone Wild  : The 
Systematic Side Effects of Over-Prescribing Goal Setting Eller College of Management , University of 
Arizona. Business, 23, 6–16. 

Orlick, T. D., & Mosher, R. (1978). Extrinsic awards and participant motivation in a sport related task. 
International Journal of Sport Psychology, 9, 27-39. Retrieved from 
http://search.proquest.com/docview/616405651?accountid=38978 

Osterman, K. F. (2000). Students’ Need for Belonging in the School Community. Review of Educational 
Research, 70, 323–367. 

Pallak, S. R., Costomiris, S., Sroka, S., & Pittman, T. S. (1982). School experience, reward 
characteristics, and intrinsic motivation. Child Development, 53, 1382–1390. 

Palant, J. (2005) SPSS – survival manual. 2nd edition. Open university press 

Pittman, T. S., Emery, J., & Boggiano, A. K. (1982). Intrinsic and extrinsic motivational orientations: 
Reward-induced changes in preference for complexity. Journal of Personality and Social Psychology, 42, 
789–797. 

Reeve, J., Olson, B. C., & Cole, S. G. (1985). Motivation and performance: Two consequences of 
winning and losing in competition. Motivation and Emotion, 9, 291–298. 

Reeve, J. (2009) Understanding Motivation and Emotion. Chapter 4, 5, 6). New York: Johan Wiley & 
Sons, Inc. 

Runco, M. A. (1994). Problem Finding, Problem Solving, and Creativity. Creativity research Westport 
CT US Ablex Publishing 1994 xiv 303 pp. Ablex Publishing Corporation. Retrieved from 
http://psycnet.apa.org/psycinfo/1994-98186-000 



 26 

Ryan, R M. (1995a). Psychological needs and the facilitation of integrative processes. Journal of 
personality, 63, 397–427. Retrieved from http://www.ncbi.nlm.nih.gov/pubmed/7562360 

Ryan, R M, & Connell, J. P. (1989). Perceived locus of causality and internalization: examining reasons 
for acting in two domains. Journal of Personality and Social Psychology, 57, 749–761. Retrieved from 
http://www.ncbi.nlm.nih.gov/pubmed/2810024 

Ryan, R M, & Deci, E. L. (2000). Self-determination theory and the facilitation of intrinsic motivation, 
social development, and well-being. American Psychologist , 55, 68–78. 

Ryan, R M, Rigby, S., & King, K. (1993). Two types of religious internalization and their relations to 
religious orientations and mental health. Journal of Personality and Social Psychology, 65, 586–596. 
Retrieved from http://www.ncbi.nlm.nih.gov/pubmed/8410653 

Ryan, R M, Stiller, J. D., & Lynch, J. H. (1994). Representations of Relationships to Teachers, Parents, 
and Friends as Predictors of Academic Motivation and Self-Esteem. The Journal of Early Adolescence, 
14, 226–249. 

Ryan, Richard M, Frederick, C. M., Lepes, D., Rubio, N., & Sheldon, K. M. (1997). Intrinsic motivation 
and exercise adherence. International Journal of Sport Psychology, 28, 335–354. Retrieved from 
http://www.psych.rochester.edu/SDT/documents/1997_RyanFrederickLepesRubioSheldon.pdf 

Rynes, S. L., Gerhart, B., & Parks, L. (2005). Personnel psychology: performance evaluation and pay for 
performance. Annual Review of Psychology, 56, 571–600. Retrieved from 
http://www.ncbi.nlm.nih.gov/pubmed/15709947 

Sheldon, K. M., & Kasser, T. (1998). Pursuing Personal Goals: Skills Enable Progress, but Not all 
Progress is Beneficial. Personality and Social Psychology Bulletin, 24, 1319–1331. 

Simon, H. A. (1989). Creativity and motivation: A response to Csikzentmihalyi, 6, 177–181. 

Skinner, B. F. (1953). Science and Human behaviour. New York: Macmillan 
 
Smith, W. E. (1975). The effect of anticipated vs. unanticipated social reward on subsequent intrinsic 
motivation. Unpublished dissertation, Cornell University. 

Stajkovic, A. D., & Luthans, F. (1997). A meta-analysis of the effects of organizational behavior 
modification on task performance, 1975-95. Academy of Management Journal, 40, 1122–1149. 

Sauerman, H., Cohen, W. M., (2008) What makes them tick? Employee motives and firm innovation”, 
NBER working paper No 14443. 

Vallerand, R. J. (1997). Toward a hierarchical model of intrinsic and extrinsic motivation. (M. P. Zanna, 
Ed.)Advances in Experimental Social Psychology, 29(1), 271–360. 

Vallerand, R. J., Gauvin, L. I., & Halliwell, W. R. (1986). Negative Effects of Competition on Children’s 
Intrinsic Motivation. The Journal of Social Psychology, 126, 649–656. 

Vansteenkiste, M., & Deci, E. L. (2003). Competitively Contingent Rewards and Intrinsic Motivation  : 
Can Losers Remain Motivated  ? 1, 27, 273–299. 

Vansteenkiste, M., Simons, J., Lens, W., Soenens, B., & Matos, L. (2005). Examining the motivational 
impact of intrinsic versus extrinsic goal framing and autonomy-supportive versus internally controlling 
communication style on early adolescents’ academic achievement. Child Development, 76, 483–501. 



 27 

Vansteenkiste, M., Neyrinck, B., Niemiec, C. P., Soenens, B., De Witte, H., & Van den Broeck, A. 
(2007). On the relations among work value orientations, psychological need satisfaction, and job 
outcomes: A self-determination theory approach. Journal of Occupational and Organizational 
Psychology, 80, 251–277. 

Weibel, A., Rost, K., & Osterloh, M. (2007). Crowding-Out of Intrinsic Motivation - Opening the Black 
Box. Social Science Research Network. Retrieved from 
http://papers.ssrn.com/sol3/papers.cfm?abstract_id=957770 

Zenger, J., Folkman, J., & Edinger, S. K. (2009). How Extraordinary Leaders double profits  : Decoding 
Leadership Trends to Discover the Patterns, Chief lear(july). 

 
 


