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Abstract 

Existing literature confirms that effective leadership contributes to motivation in a way that enhances 

organisational performance. This article confirms this view and reports on research that was conducted in a 

pharmaceutical organisation in South Africa that investigated the relationship between leadership behaviour of 

sales managers and the motivation of sales teams. A quantitative dominant mixed methods approach was used 

for this research with a correlational design and the inclusion of content analysis.  

Data were collected from a population of 60 respondents in a multinational pharmaceutical organisation, using a 

survey questionnaire. Factor analysis on the questionnaire confirmed four leadership behaviours, namely team, 

supportive, autocratic and directive leadership.  

The findings showed that Pearson’s correlation coefficient (r) for autocratic leadership and motivation was the 

highest with an r-value of 0.574, indicating that during the implementation of a strategic alliance strategy, the 

strongest relationship existed between autocratic leadership behaviour and motivation.  

Furthermore, the findings of the content analysis of the open ended questions indicated that task-oriented 

leadership behaviour could be the strongest motivating behaviour for sales team members when they implement 

strategies. 
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1. INTRODUCTION 

The economic downturn that started in 2008 negatively affected industries globally, including 

the pharmaceutical industry. In 2014, the size of the South African pharmaceutical market 

was USD 3.67 billion with an expected turnover of USD 3.62 billion for 2015, yielding a 

decline of 1.4% in dollar terms (BMI Research 2015:15). The effect of the economic 

downturn on the pharmaceutical industry is widespread (Behner, Vallerien, Ehrhardt & 

Rollmann 2009:1–10; Buysse, Laing & Mantel 2010:1–65). Most notably is the decline in the 

research and development (R&D) of innovative products.  

In the pharmaceutical industry, R&D forms the cornerstone of organisational growth. 

Consequently, pharmaceutical organisations allocate capital in growth opportunities that 

include collaborations with each other. In South Africa, several multinational pharmaceutical 

organisations entered into strategic alliance agreements with each other to ensure 

organisational growth, which may enhance organisational competitiveness. Strategic alliance 

strategies comprise the formation of business partnerships that offer organisations a 

competitive advantage (St John & Harrison 2010:88).  

As with other industries, the pharmaceutical industry requires a committed and motivated 

workforce that ensures optimal organisational performance. As sustainability is built on the 

sales of pharmaceutical products, it is increasingly important that the leadership of 

pharmaceutical organisations motivate sales employees to sell their products and avoid 

dissatisfaction, which adversely affects organisational performance.  

Sales employees, in particular, are key human actors in ensuring successful implementation 

of planned strategies. Jones, Brown, Zoltners and Weitsz (2005:105–111) confirm that 

motivating sales teams is challenging for the leadership of organisations. Wiese and 

Coetzee (2013:24) assert that sales managers leading sales employees have a duty to drive 

the motivation levels of the sales employees reporting to them in order to achieve the 

organisation’s objectives. Therefore, a motivational pathway may exist between a manager 

and his/her subordinates (DeRue, Barnes & Morgeson 2010:639). Linked with motivation 
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levels is the need to implement strategies successfully. Parisi and Adl (2012:2) confirm that 

leadership behaviours enhance successful implementation that effectively aligns and 

motivates those responsible for implementing strategies. 

Research on sales team member motivation within the pharmaceutical industry is not new. 

Durrani, Ullah and Ullah (2011:295), Malik and Naeem (2009:25), Parvin and Kabir 

(2011:117) conducted research on motivation in the pharmaceutical industry. In an attempt 

to identify factors which motivate sales employees, Malik and Naeem (2009:25) found that 

sales employees view a good relationship with their supervisor as an important motivating 

factor. This finding was confirmed by Parvin and Kabir (2011:117). Durrani et al. (2011:295) 

concur with previous research that a relationship exists between leadership and employee 

performance, denoting that the leadership behaviour of managers may increase sales 

employees’ motivation in a pharmaceutical context.  

However, these studies limit themselves to motivation on an overall basis and do not assess 

this relationship during a specific situation, or during the implementation of a specific 

strategy, which may be the relationship between a leader’s behaviour and the motivation of 

sales employees during the implementation stage of a strategy.  

The research on which this article reports attempted to highlight important correlations 

between leadership behaviour of sales managers and motivation of their sales teams. This 

quantitative dominant mixed methods research, which comprised 60 respondents, including 

sales managers and sales team members, investigated the extent to which a relationship 

exists between leadership behaviour of sales managers and the motivation of sales teams 

during strategy implementation. Furthermore, the present research explored which 

leadership behaviours may be required to motivate sales teams during the implementation of 

strategic alliance strategies.  

The interest in the present research originated from a practicing sales team member who is 

interested in leadership behaviour of sales managers and the extent to which it motivates 

sales teams during the implementation of a strategic alliance strategy in a pharmaceutical 

organisation in South Africa.  

Although research has been conducted in the field of leadership and its relationship with the 

motivational aspects of sales people, there still exists insufficient evidence of leadership 
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behaviour in a pharmaceutical organisation in South Africa, particularly during a specific 

stage (implementation) and the application of a specific strategy (strategic alliance).  

The findings of this research may be of value to practicing sales team managers because 

the research identified leadership behaviours that may increase motivation levels of sales 

teams when a specific task of implementing strategic alliances is required. Further, the 

findings are quite possibly contrary to contemporary views on leadership behaviour. It was 

surprising to find that autocratic and task-oriented leadership exhibited the strongest 

relationship with sales team motivation.  

What follows in this article is an overview of the theoretical framework, which is underpinned 

by two constructs, namely leadership behaviour (of sales managers) and motivation (of sales 

team members). A description of the methodology is followed by a description of how the 

data were analysed. The reliability, validity, credibility and ethical considerations are 

explained. The findings and discussion follow thereafter, which leads to a discussion of the 

limitations and implications.  

2.  LEADERSHIP PERSPECTIVES DURING STRATEGY 
 IMPLEMENTATION 

The concept of leadership has been researched extensively. Within this journal, Dirkse van 

Schalkwyk, Davis and Pellissier (2013:227) define leadership as an activation of influence 

upon others that steers towards a common objective through a process of developing 

effective relationships. This definition is applied in the marketplace as providing significant 

co-ordination and direction (Mutsonziwa & Serumaga-Zake 2015:166). From an 

organisational perspective, and for the purpose of this research, leadership is regarded as a 

phenomenon consisting of leaders and followers, whereby a leader exercises a measure of 

influence through a process of social exchange that guides decisions and actions towards 

organisational performance.  

The evolution of leadership theories started in the twentieth century. These theories are 

currently referred to as ‘traditional leadership theories’, comprising the trait theories as the 

first leadership theories, followed by the behavioural theories and thereafter, the creation of 

the contingency theories of leadership (Mello 2003:346).  
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The contingency theories claim that a situation dictates the amount of power and influence 

given to a leader (Fiedler 1972:454). A situation may involve a specific task at hand. The 

task-oriented perspective of leadership is concerned with the efficient use of resources to 

complete operational tasks in an orderly manner (Yukl 2002:65). Another popular 

contingency leadership style is autocratic leadership. An autocratic leader expects his/her 

subordinates to obey his/her decisions without question (Maseti & Gumede 2011:1479).  

Furthermore, Hersey and Blanchard (1977:94) link contingency theories with leadership 

behaviour and posit that leaders adapt their leadership style to the development level of their 

subordinates, and are based on two leadership behaviours, which are directive and 

supportive leadership (Blanchard 2008:22). Directive leadership considers the extent to 

which a leader engages in one-way communication, whereas supportive leadership 

assesses the extent to which a manager engages in two-way communication, listens to, 

supports, encourages and involves subordinates in decision-making.  

However, Spillane (2005:144) comments on the contingency theories of leadership and 

claims that these theories focus on the leader in isolation and his/her role in the exchange of 

influence, which gave rise to contemporary perspectives of leadership that distributes or 

shares the leadership role amongst the various stakeholders in the exchange setting. 

Carson, Teslukpe and Marrone (2007:1220) describe distributed or shared leadership as an 

interactive process of influence between individuals that drives all members towards 

common goals. Distributed or shared leadership is often pertinent in team settings or team 

dynamics, in which team members engage for mutual benefit. Team leadership, as construct 

of distributed leadership, attempts to satisfy the needs of team members that will ultimately 

ensure team effectiveness (Morgeson, Derue & Karam 2009:144). 

However, complexities may arise considering factors such as human diversity and other 

elements in the business environment, which interact with each other. Earlier studies 

identified the aforementioned deficits and introduced the concept of complexity leadership 

(Uhl-Bien, Marrion & McKelvey 2007:302).  

Complexity leadership is an interactive system that considers the dynamic and unpredictable 

variables that interact with each other in complex feedback networks. The outcomes of the 

interactions lead to knowledge dissemination, learning innovation and further adaptation to 

change.  
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According to Spillane (2005:143-150) distributed leadership is effective if responsibilities are 

shared amongst team members, and complexity leadership recognises the complexity that 

exists between variables of people and factors that are interrelated. Both distributed and 

complexity leadership may be applied effectively within a team context, depending on the 

relationships between the variables. In addition, certain aspects of contingency leadership 

may be included to supplement situational behaviours expected from various levels of 

management. However, for the purpose of this research, a few contingency leadership 

behaviours (autocratic, directive and supportive leadership) and one contemporary 

leadership behaviour (team leadership) were examined. 

It has already been established that leadership drives strategy implementation (Mosia & 

Veldsman 2004; Thompson & Martin 2010; Pearce & Robinson 2013). The leadership at 

various levels of management may be a key driver in ensuring the successful 

implementation of a strategy, which is the action stage of the strategic management process. 

However, a degree of uncertainty exists on whether formulated strategies are actually 

implemented to their full potential (Jooste & Fourie 2009:2) due to implementation barriers, 

such as a lack of cooperation and motivation (Cocks 2010:263; Lynch 2015:17). The onus 

rests upon the leadership team to ensure implementation success and to overcome such 

implementation barriers. The leadership team ultimately drives an implementation culture, 

which is based on organisational performance standards that are inclusive of all members 

within the organisation (Hrebiniak 2013:11).  

Closely linked to leadership is motivation – another driver in strategy implementation. The 

leadership team should also recognise the centrality of employee motivation to the 

performance of the organisation (Steers, Mowday & McKelvey 2004:379). Motivation is 

concerned with the factors that influence people to behave in a manner that drives them to 

attain an end-result (Ryan & Deci 2000:54). 

3.  MOTIVATION IN THE PHARMACEUTICAL INDUSTRY 

As with leadership, some published research on motivation in the pharmaceutical industry 

exists. Specifically within the South African pharmaceutical industry, Singh (2010:72) 

investigated pharmaceutical sales people in a large pharmaceutical organisation in Cape 

Town, and identified growth, promotion, recognition and relationships with co-workers as 
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some of the key motivators. In KwaZulu-Natal, Roopai (2012:44) discovered that working 

conditions, work itself and recognition were amongst the top motivating factors for 

pharmaceutical sales people, with good supervision ranking as the seventh highest 

motivating factor. Wiese and Coetzee (2013:38) investigated various large pharmaceutical 

organisations in South Africa with the aim to identify the non-financial motivators, and found 

that good customer relations, being well informed, having strong products, job security and 

high ethical standards exhibited by the pharmaceutical organisation ranked as the five most 

important motivating factors.  

Although the South African-based research acknowledges the depiction of a manager or 

supervisor as a motivating factor, the manager does not appear as a top motivating factor. In 

studies conducted in Bangladesh and Pakistan, the relationship with a supervisor was 

viewed as a more important motivator (Malik & Naeem 2009:25; Parvin and Kabir 2011:117), 

denoting that in other countries, a stronger relationship may exist between leadership and 

employee motivation in a pharmaceutical organisation (Durrani et al. 2011:295). In addition, 

the literature explores the motivating factors in a general, day-to-day sense, without 

cognisance of specific conditions or situations, such as implementing specific tasks. This 

article reports on research that set out to address this gap by investigating the relationship 

between leadership behaviour of sales managers as direct supervisors and the motivation of 

sales employees in a pharmaceutical organisation in South Africa during the implementation 

of a strategy. 

4.  RESEARCH METHODOLOGY 

The research on which this article reports followed a quantitative dominant mixed methods 

approach with a dominant quantitative approach, accompanied by a small qualitative 

component as part of the questionnaire. The population consisted of the only division within 

the organisation that was responsible for the implementation of strategic alliance strategies. 

The sales structure of the division had 60 members, who were demarcated into six sales 

teams. Furthermore, each sales team had a single sales manager who had seven to 12 

sales team members reporting to him/her.  

The research was conducted online using SurveyMonkey software. The respondents were 

able to complete the questionnaire at their own convenience. The use of SurveyMonkey 
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enhanced anonymity as it stored and numbered the collected surveys as “Respondent 1” to 

“Respondent 60”. A total of 57 questionnaires were collected. From these, 51 responses 

were collected from the sales team members, yielding a response rate of 91% from the sales 

team members. Six responses were collected from the sales managers, yielding a response 

rate of 100%. The total response rate was 95%. 

The questionnaire comprised four sections, covering biographical information and then 

focusing on the constructs of leadership and motivation respectively, using a six-point Likert-

type scale. The perceptions of respondents were explored using the Likert scale. The 

questions on the survey questionnaire were developed by the researcher and were informed 

by literature.  

Labels on the scale ranged from Strongly Disagree (1), to Disagree (2), to Slightly Disagree 

(3), to Slightly Agree (4), to Agree (5) to Strongly Agree (6). Respondents were required to 

select one option per question.    

The second and third sections of the questionnaire were aligned to the aim of the research. 

The second section comprised questions that measured sales teams’ perceptions of their 

manager’s leadership behaviour. The third section comprised questions based on motivation 

factors to establish the extent to which correlation existed between leadership behaviour and 

motivation.  

The questions in the third section were phrased differently to those in the second section 

with the aim to measure the associated motivation linked to the leadership behaviour 

question posed in the second section. 

The final section contained an open-ended question to explore which leadership behaviour 

the sales team members and sales managers perceived would enhance the motivation 

levels of sales teams. The inclusion of this section was aimed at identifying possible new or 

different perspectives of leadership behaviour that could induce sales managers to adapt or 

change their behaviour towards enhancing motivation levels of their subordinates. 

In summary, the questionnaire aimed to measure the perceptions of sales teams towards 

two constructs, namely the sales managers’ leadership behaviours and their own level of 

motivation, as well as their views on which leadership behaviour may increase their 

motivation levels during the implementation of strategic alliance strategies.  
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5.  DATA ANALYSIS 

The quantitative data gathered from the second and third sections were analysed using both 

inferential and descriptive statistics. Both these sections were analysed using Statistical 

Package for the Social Sciences (SPSS) where the responses of each member of the sales 

teams were plotted on the Likert-type scale.  The inferential statistical procedures that were 

used for this research were factor analysis and the analysis of variance (ANOVA). 

A Kaiser–Meyer–Olkin (KMO) measure of sampling adequacy and Bartlett’s test of sphericity 

were used to explore the factorability of the questionnaire. 

Table 1 shows the KMO measure of sampling adequacy and Bartlett’s test of sphericity for 

each theme on the questionnaire. An examination of the KMO measure of sampling 

adequacy suggests that the population is factorable since KMO is larger than 0,7 for all 

themes. Bartlett’s test of sphericity is highly significant for all themes with a p-value of 0.000.   

TABLE 1:  KMO and Bartlett’s test for each theme 

SECTION B  

(Leadership behaviour) 

SECTION C  

(Motivation) 

Theme KMO Bartlett’s test Theme KMO Bartlett’s test 

Theme 1 O.885 0.000 Theme 1 0.822 0.000 

Theme 2 0.831 0.000 Theme 2 0.793 0.000 

Theme 3 0.872 0.000 Theme 3 0.839 0.000 

Source: Ahmed 2014:105 

Factor analysis was appropriate and was conducted with the response data. The findings of 

the factor analysis explained four factors in the second section and five factors in the third 

section. The factor analysis yielded a total of nine factors. Four of the 56 questions in the 

questionnaire were removed as a result of double-loading. The first four factors identified in 

the second section of the questionnaire related to directive, supportive, team and autocratic 

leadership behaviour. The five factors identified in the third section of the questionnaire were 

the motivation factors associated with the four leadership behaviour factors. For team 
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leadership, two types of motivational factors were identified, namely extrinsic and intrinsic 

motivation.  

Descriptive statistics were applied for the responses in the second section of the 

questionnaire to depict the leadership behaviours of sales managers. The mean values for 

each sales team were used. The descriptive research type for this research was a 

correlational design. Correlation analysis was established within each geographic sales team 

to identify whether the leadership behaviour of each sales manager correlated with his/her 

sales team’s motivation. The means and the Pearson correlation coefficient (r) were used for 

each sales team in order to measure the extent of the relationship between leadership 

behaviour of sales managers and motivation of sales teams. Correlation analysis was finally 

calculated as an aggregate for all six sales teams.  

Considering the above procedures, the means in the second and third sections were finally 

compared to establish to which extent a relationship existed between leadership behaviour 

of sales managers and the motivation of their respective sales teams. As indicated in the first 

paragraph of this section, data were analysed using SPSS where the responses of each 

member of the sales teams were plotted on the Likert-type scale. The responses to the 

open-ended question in the fourth section of the questionnaire were analysed using content 

analysis (Hsieh & Shannon 2005). The data collected from the open-ended question were 

manually coded to produce key themes to represent perceptions of leadership behaviour 

based on the words and phrases of the respondents. As the open-ended question formed 

part of the questionnaire, no direct probing was possible.  

Thereafter, the codes were reviewed for overlapping or common codes. The codes were 

eventually categorised into five categories, which are the five main themes that are 

represented as the findings of the fourth section. After assigning and categorising the codes 

into the key themes, the frequencies of the codes were counted for each category of 

leadership behaviour or leadership action. 

Microsoft Excel was used to present the key themes. The occurrences of the identified 

themes were counted and are presented as bar charts based on the number of times they 

appeared (i.e. the frequencies). The purpose of including an open-ended question was to 

explore which leadership behaviours may motivate sales teams during the implementation 

stages of a strategic alliance strategy. 
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6.  RELIABILITY, VALIDITY, CREDIBILITY AND ETHICAL 
 CONSIDERATIONS 

The questions formulated for the questionnaire were carefully constructed to adhere to 

issues of leadership behaviour and levels of motivation. Cronbach’s alpha was used to test 

the internal reliability of the questionnaire (see Table 2). 

TABLE 2:  Reliability of the questionnaire 

Leadership 
behaviour 

(SECTION B) 

Motivation 

(SECTION C) 

 

Question numbers 

 

Crohnbach 
alpha 

 

No. of 
items 

 

Team leadership Q1,Q2,Q3,Q5,Q6,Q7,Q8,Q9,Q10,Q11 0,939 10 

Extrinsic motivation 
correlated with team 
leadership Q29, Q30, Q31, Q33, Q39 0,896 5 

Intrinsic motivation 

correlated with team 
leadership Q34, Q35, Q36, Q37, Q38. 0,794 5 

Supportive leadership Q12,Q13,Q14,Q15,Q16,Q17,Q18. 0,937 7 

Motivation 
correlated with 
supportive 
leadership Q40,Q41,Q42,Q43,Q44,Q45,Q46. 0,899 7 

Autocratic leadership Q21,Q25,Q26 0,798 3 

Motivation 
correlated with 
autocratic 
leadership Q49,Q53,Q54 0,869 3 

Directive leadership Q19,Q20,Q22,Q23,Q24,Q27 0,914 6 

Motivation 
correlated with 
directive leadership  Q47,Q48,Q50,Q51,Q52,Q55 0,863 6 

Overall 0,939 52 

Source: Ahmed 2014:111 
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It was recognised that the researcher’s own perceptions on the subject matter could have 

been a threat to internal validity. As such, care was taken to remain objective and detached 

from personal views. 

Table 2 indicates that all alpha coefficients are high and above 0,7, confirming the 

acceptable to excellent internal consistency of the surveyed constructs. The alpha coefficient 

of the entire instrument is 0,939, yielding an excellent overall level of internal consistency. 

External validity was limited because the population represented a single pharmaceutical 

organisation. To enhance face validity, the instrument was perused and endorsed by the 

case organisation’s human resource manager, who was an industrial psychologist and 

expert in the field of motivation and leadership. Credibility was established, because the 

researcher was employed by the case organisation and was familiar with the culture of the 

organisation.  

This research may be transferred as a thick description of the information was provided. 

Care was taken to remain objective and unbiased. A detailed description of the methodology 

is presented, making allowance for the results to be repeated and scrutinised. Further, the 

research was conducted with permission of the institutional research ethics committee. Data 

was collected in confidentiality and no respondents were harmed in their participation of this 

research project. Respondents were also informed that the results were to be used for 

academic purposes only. 

7.  FINDINGS AND DISCUSSION 

Table 3 presents a summary of means and p-values of leadership behaviour amongst the 

sales teams in descending order.  

The purpose of this analysis was to establish the leadership behaviour of sales managers in 

order to achieve the aim of the research on which this article reports, namely to highlight 

important correlations between leadership behaviour of sales managers and motivation of 

their sales teams. 

Table 3 indicates that the average means for team, supportive and directive leadership were 

4.93, 4.73 and 4.95 respectively.  
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Autocratic leadership had the lowest overall mean of 3.07. There was no statistically 

significant difference between the sales teams for team leadership, supportive leadership 

and autocratic leadership (p > 0.05).  

TABLE 3:  Summary of means and p-values of leadership behaviour  
  amongst sales teams 

TEAM LEADERSHIP Mean p-value 
SUPPORTIVE 
LEADERSHIP 

Mean p-value 

Sales team F 5.31  Sales team E 5.19  

Sales team E 5.22  Sales team C 5.07  

Sales team A 5.20  Sales team F 4.90  

Sales team C 5.03  Sales team A 4.74  

Sales team D 4.44  Sales team D 4.45  

Sales team B 4.38  Sales team B 4.08  

Average mean   4.93 0.079 Average mean      4.73 0.114 

AUTOCRATIC 
LEADERSHIP 

Mean p-value 
DIRECTIVE 
LEADERSHIP 

Mean p-value 

Sales team D 3.67  Sales team F 5.40  

Sales team B 3.24  Sales team E 5.39  

Sales team F 3.03  Sales team A 4.97  

Sales team E 3.00  Sales team C 4.97  

Sales team A 2.67  Sales team D 4.52  

Sales team C 2.61  Sales team B 4.35  

Average mean   3.07 0.460 Average mean  4.95 0.034 

Source: Ahmed 2014:139 

The findings indicate that all sales teams agreed that their sales managers exhibited 

supportive, directive and team leadership behaviour. The findings, however, show that sales 
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teams slightly disagreed that their respective sales managers exerted autocratic leadership 

behaviour. It could be inferred that traditional leadership behaviours, such as autocratic 

leadership, were perceived to be lower due to the organisational culture or possible policies 

within organisations that guided certain behaviours.  

In addition, based on the clustering of sales people into teams, there might have been a 

more participative approach within sales teams to enhance team effectiveness, whereby the 

need to include the feedback from sales teams was perceived as essential inputs for sales 

managers into decision-making processes. 

The aim of this article is to report on findings that investigated to which extent a relationship 

existed between leadership behaviour of sales managers and sales team motivation based 

on perceptions of sales teams.  

The correlation analysis aimed to determine the extent to which the leadership behaviour of 

sales managers showed a relationship with the motivation of sales teams. In summarising 

the aggregate correlation coefficients for all four leadership behaviours and the extent to 

which it motivated all six sales teams, the following table was compiled.  

Table 4 offers a summary of aggregate correlation coefficients between leadership 

behaviour and motivation. Table 4 provides a summary of the results of the leadership 

behaviours and the correlated motivation. The r-values of all five relationships reflect a 

positive value for Pearson’s correlation coefficient (r), indicating that the motivation of sales 

teams increased in relation to the leadership behaviour practised by their sales managers. 

The strongest relationship among the various leadership behaviours existed between 

autocratic leadership and the extent to which it motivated the sales teams within the entire 

sales force (r=0.574, p=0.000). The second strongest relationship was the extent to which 

team leadership behaviour was related to extrinsic motivation (r=0.525, p=0.000). Both 

relationships were statistically highly significant. The relationship between supportive 

leadership and motivation (r=0.334, p=0.017), as well as between directive leadership and 

motivation (r=0.329, p=0.018) was weak and statistically significant. The weakest 

relationship existed between team leadership and intrinsic motivation, which was statistically 

insignificant (r=0.220, p=0.122).  
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TABLE 4:  Summary of aggregate correlations between leadership behaviour 
  and motivation  

Leadership behaviour type 
and correlated motivation 

Pearson’s correlation 
coefficient (r) 

Significance (p-value) 

Team leadership and extrinsic 
motivation 

r=0.525 p=0.000 (highly significant) 

Team leadership and intrinsic 
motivation 

r=0.220 p=0.122 (insignificant) 

Supportive leadership and motivation r=0.334 p=0.017 (significant) 

Autocratic leadership and motivation r=0.574 p=0.000 (highly significant) 

Directive leadership and motivation r=0.329 p=0.018 (significant) 

Source: Ahmed 2014:157 

The findings indicate that, despite the fact that sales teams slightly disagreed that their 

respective sales managers employed autocratic leadership behaviour (refer to Table 1), it 

may appear that, when autocratic leadership behaviour is exerted, it may still be effective in 

certain situations, such as the situation of implementing a strategic alliance strategy. Such a 

strategy may require aggressive actions and this behaviour may be an effective match when 

actions require urgency and discipline. Despite the drawbacks of autocratic leadership 

behaviour, it may positively induce sales teams to accomplish tasks with a sense of urgency 

that may relate to motivation. The findings also suggest that leaders and managers may 

have flexibility in their behaviour and that no single leadership behaviour is effective in all 

situations. 

What emerged as the next strongest relationship was the extent to which team leadership 

behaviour had a relationship with extrinsic motivation. The findings suggest that sales team 

members may motivate each other towards achieving team goals. Each member serves as 

an external source of motivation. Both the relationships between autocratic leadership and 

motivation as well as between team leadership and extrinsic motivation were highly 

significant.  

As described earlier, the final question on the questionnaire contained an open-ended 

question. The combined results of the sales teams’ key themes, as well as a chart revealing 
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the key themes based on the sales managers’ perceptions are also included below. Figure 1 

provides a summary of the key themes as an aggregate of all six sales teams. 

 

FIGURE 1:  Bar chart of the summary of key theme responses across all six 
  sales teams 

Source: Ahmed 2014:159 

As can be viewed from Figure 1, task-oriented leadership behaviour ranked as the highest 

theme as it appeared 64 times in the responses. Supportive leadership behaviour ranked as 

the second highest leadership behaviour with a frequency of four recurrences. Sales teams 

ranked directive leadership as third highest, followed by team leadership behaviour. In last 

position was the recognition that sales teams require from their sales managers, appearing 

nine times. 

The findings of the sales managers’ perceptions are presented in Figure 2. 

The sales managers ranked task-oriented behaviour as the highest theme they perceived 

would motivate the sales teams when a strategy is implemented. Task-oriented leadership 

behaviour appeared at a frequency of 10 times. Supportive leadership behaviour ranked in 

second place and appeared at a frequency of four times. Directive and team-oriented 

behaviour was equally ranked in third position and lastly, recognition appeared only once. 
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FIGURE 2:  Bar chart of the summary of key theme responses by the sales  
  managers 

Source: Ahmed 2014:159 

In comparing the findings of the two groups of respondents, both groups perceived task-

oriented leadership behaviour as the most important behaviour that may motivate sales 

teams. Both groups of respondents also placed supportive leadership behaviour as the 

second most important leadership behaviour, followed by directive and team-oriented 

leadership behaviour.  

Lastly, both groups perceived recognition from sales managers as an important motivator. 

The findings of the content analysis showed that there were similarities in perceptions 

between sales teams and sales managers on leadership behaviours that may motivate sales 

teams during the implementation of strategies. The findings of the open ended question 

indicated that sales managers were well attuned to the leadership behaviours that may 

motivate sales teams for specific purposes of implementing strategic alliance strategies. 

8.  LIMITATIONS OF THIS RESEARCH 

Although the findings are relevant, the research was subjected to a number of limitations. 

Firstly, the scope of the research was limited to a single pharmaceutical organisation in 
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South Africa. This resulted in a relatively small sample size. Consequently, generalisations 

cannot be made to all sales teams in the pharmaceutical industry in South Africa.  

Furthermore, the population of this research comprised respondents from one 

pharmaceutical organisation. As a result, the respondents’ perceptions may have been 

influenced by internal beliefs, organisational culture and general perceptions about 

management behaviour. This research was largely quantitative in nature with an open ended 

question.  

The use of a Likert-type scale to draw conclusions may have impeded the quality and 

richness of the data collected. A qualitative research approach could have added greater 

insight and depth to the information gathered from the respondents. 

9.  IMPLICATIONS 

Amongst the four leadership behaviours measured in this research, team leadership was 

considered to be contemporary leadership behaviour, because in contemporary leadership 

behaviour, leadership is transferred to other members of the team.  

The organisation where this research was conducted had a traditional linear, top-down 

leadership structure. The application of contemporary leadership behaviour to a traditional, 

pharmaceutical organisation may be tested in further research. 

The differences in the extent to which sales managers’ leadership behaviour motivates sales 

teams should be acknowledged by sales managers and the organisation as a whole. Sales 

managers should develop a mechanism in which they find a fit between their leadership 

behaviour and sales team members’ motivation, especially during the implementation of a 

strategic alliance strategy. Actions may include perceptual workshops or training in order to 

align sales managers’ perceptions on their leadership behaviour with the sales team’s 

perceptions. 

Due to the limitation of using a Likert-type scale questionnaire, future research may include 

qualitative research to enhance the richness and quality of the data. In addition, further 

research should be conducted with different sales teams from various other pharmaceutical 

organisations in South Africa in order for generalisations to be made.  
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10.  CONCLUSION 

The aim of this research was achieved by investigating the relationship between leadership 

behaviour of sales managers and motivation of sales teams during the implementation of 

strategies in a pharmaceutical organisation. The findings of this research reveal that a weak 

to moderate relationship existed between the leadership behaviour of sales managers and 

the motivation of sales teams during the implementation of a strategic alliance strategy in a 

pharmaceutical organisation in South Africa.  

A surprising finding was that the strongest relationship existed between autocratic leadership 

and motivation. In addition, task-oriented leadership, which is a construct of autocratic 

leadership, exhibited as the highest factor that motivated sales team members. Since the 

situation in this specific research involved a specific task of ensuring the successful 

implementation of a strategic alliance strategy, the findings concur that autocratic leadership 

with the aim of completing a specific task enhances the motivation of sales teams, hence 

ensuring organisational performance.  

The findings also concur with some of the benefits of autocratic leadership whereby 

intensive inspection not only makes for quicker decision-making, but also enhances 

effectiveness and competitiveness (Maseti & Gumede 2011:1481) 

This research confirms the relative importance of the inclusion of certain types of traditional 

leadership behaviour in contemporary business environments with specific practical 

application when a specific strategy or task is being implemented.  
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