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ABSTRACT

Data from 166 insurance agents were used to examine how three forms of commit-
ment—job involvement, professional commitment, and community commitment—are
related to job perceptions, attitudes, and performance. Professional commitment
demonstrated strong and pervasive relationships with job perceptions, job attitudes, and
annual earned income. Job involvement was significantly associated with some specific job
perceptions and attitudes but not with performance. Community commitment exhibited only
isolated effects. The three forms of work commitment were independently associated with
work related outcomes. The implications of these findings are discussed in a context of
understanding work commitment and insurance sales.

Introduction

“Work commitment™ describes a number of concepts relating to employee
attachment to work related entities. Morrow (1983) has identified five such
entities or facets of work commitment: commitment to one’s organization, job,
career or profession, union, and work values. While these forms of work
commitment have received the most attention, other commitments such as those
to a community have also been proposed and investigated (Steffy and Jones,
1988). It has been suggested that, since salespeople (e.g., insurance agents)
clearly have multiple loyalties, multiple forms of work commitment should be
considered within single investigations (e.g., Chonko, 1986: Johnston et al.,
1990).
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Considerable attention has been paid over the years to the qualities of the
measures used to tap commitment concepts (e.g., Koslowsky, Caspy, and Lazar,
1990; Mathieu and Farr, 1991), to identifying the antecedents and consequences
of these concepts (e.g., Colarelli and Bishop, 1990; Mathieu and Zajac, 1990),
and recently to how these forms of work commitment might interact to
influence attitudes and performance behaviors. It is the last of these topics that
constitutes the focus of this article.

Blau and Boal (1987) were among the first to hypothesize how various
forms of work commitment might interact to affect work related attitudes and
behaviors. Their model crosses high and low levels of organizational commit-
ment with high and low levels of job involvement, producing four types of
employees. Their model predicts that job attitudes such as job satisfaction and
behaviors such as turnover and absenteeism can be better understood by
examining the interaction between organizational commitment and job
involvement than by examining either form of work commitment separately.
Positioning commitment variables as antecedents is also more consistent with
the view that commitment is a processual phenomenon, affecting work related
perceptions and outcomes, and not just a consequence of perceptions and
attitudes (Johnston et al., 1990; Mowday, Porter, and Steers, 1982; Pinder,
1984; Wiener and Vardi, 1980). Vandenberg and Lance (1992), for example,
used a structural equation model to demonstrate that organizational commitment
caused satisfaction rather than satisfaction causing commitment. It is also
consistent with the social information processing approach (Salancik and
Pfeffer, 1978; Staw, 1986), which contends that perceptions and attitudes are
highly variable and relatively unstable judgments that are easily influenced by
such factors as preexisting attitudes (e.g., levels of commitment). Accordingly,
this study examines the effects of commitment, separately and interactively, on
the attitudes and behaviors of insurance agents.

Agent work commitment is an important issue to the insurance industry
because of the difficulty and costs associated with attracting and retaining
productive agents and because of the direct impact agents have on the insurer’s
financial success. Job turnover among agents at independent agencies has been
shown to be relatively low, but the loss of an experienced agent can be
catastrophic (CPCU Journal, 1991). In the life insurance industry, on the other
hand, agent retention from 1988-1990 averaged 19 percent (King, 1992). Life
insurance companies are currently emphasizing the allocation of resources for
agent training and seasoning, focusing on retention rather than on new producer
recruitment (King, 1992). Research on agent work commitment should prove
. useful to such retention efforts.

Because of the nature of the insurance industry, a direct replication of Blau
and Boal’s model using insurance agents is not appropriate, particularly
because not all forms of work commitment are equally germane to the
insurance industry. Union commitment, for example, is not applicable to the
insurance agent domain. Organizational commitment also has less applicability
to insurance agents than to other employee populations, because many
insurance agents—particularly independent agents—sell numerous types of
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policies from several companies; thus, it is less logical to think of an agent’s
psychological attachment and desire to remain with a particular company.
Commitment to one's profession and to one’s job are much more relevant
targets of study among insurance agents, and such research has explicitly been
called for by Ingram, Lee, and Skinner (1989). The work values dimension of
commitment was not selected for inclusion in this study because it is deemed
to be relatively permanent over the course of one’s life (Morrow, 1983) and
thus is subject to little influence. Although information regarding how work-
related values affect agent attitudes and behaviors might prove useful from a
selection perspective, information on the impact of other forms of commitment
has utility from both a selection and a development perspective.

A study of insurance agent commitment offers the opportunity to explore an
additional commitment: that to one’s community. This form of commitment,
the psychological attachment of individuals to the community in which they
live, may be highly applicable to insurance agents for whom residents of their
own community comprise their main constituency. Given that insurance work
entails personal sales and service over time, involvement in one’s community
may enhance contacts and generate repeat business. Finally, the concept of
multiple commitments is especially relevant to insurance sales in that agents
spend a great deal of time with people outside their organization (Ingram, Lee,
and Skinner, 1989; Johnston et al., 1990).

To summarize, this study examines three forms of commitment—job
involvement, professional commitment, and community commitment—and their
relationship to insurance agent perceptions, attitudes, and performance. The
perceptions, attitudes, and performance behaviors selected for inclusion in this
study have been used repeatedly in predicting work related outcomes in a
variety of employee populations within the management literature (see recent
reviews, e.g., Morrow, Mullen, and McElroy, 1990). Perceptions studied
include job design (i.e., task autonomy, identity, variety, significance, and
feedback), perceived job overqualification, and perceived opportunities for job
mobility within the same community. Attitudes surveyed include satisfaction
with work, pay, and co-workers, and probability of remaining in the insurance
profession. These outcomes are also of interest because they offer the
possibility of change via organizational intervention (see Johnston et al., 1990).
Finally, the performance behaviors we examine are the percent of income
derived from insurance renewals, annual earned income, and the percent of
total income from insurance business sources. These performance measures
were selected to determine whether these forms of commitment, either
separately or interactively, have any “bottom line™ implications for agents.

Literature Review

Previous research has recognized the importance of job perceptions and
attitudes among insurance salespeople. For example, researchers have examined
agent motivation and performance (e.g., Oliver, 1974), agent satisfaction and
performance (Hafer and McCuen, 1985), the impact of leadership behaviors on
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agent attitudes (Dubinsky et al., 1988), agent citizenship behavior and
performance evaluations (MacKenzie, Podsakoff, and Fetter, 1991), and job
characteristics and organizational outcomes (Tyagi, 1985). Little research exists,
however, on the relationship of the various forms of work commitment to agent
perceptions, attitudes, and performance.

Job Involvement

A popular topic in organizational behavior research is job involvement, the
extent to which an individual psychologically identifies with his or her job. Job
perceptions, including job design variables, or how people describe various
aspects of their work, overqualification, and opportunities for job mobility have
been subjects of frequent interest. With respect to job design, job scope has
been positively linked to job involvement (Mathieu and Farr, 1991; Rabinowitz
and Hall, 1977), while research on other job design variables has been
equivocal (Blau, 1987; Parasuraman and Alutto, 1984; Sekaran, 1989). This
suggests that some job design variables are related to job involvement while
others are not.

Another managerially relevant perception is overqualification; that is, the
extent to which individuals feel their abilities are not fully utilized (Khan and
Morrow, 1991). Insurance agents are susceptible to this phenomenon given that
opportunities for advancement and horizontal job expansion are necessarily
limited by the direct sales nature of the insurance industry. Agents who do not
perceive themselves as overqualified are hypothesized to exhibit higher levels
of job involvement. Job involvement and perceived job mobility have
consistently demonstrated an inverse relationship (Farrell and Rusbult, 1981;
Rusbult and Farrell, 1983).

The relationships between job involvement and job attitudes are mixed.
While the causal direction is not clear, numerous studies have shown that job
involvement and job satisfaction are positively related (Blau and Boal, 1987;
Mathieu and Farr, 1991; Mathieu and Kohler, 1990). The relationship between
job involvement and intention to remain in the same career or profession has
been shown to be not statistically significant in nonselling samples (Blau, 1985,
1989). However, an examination of job involvement and intent to remain
revealed a positive relationship among industrial salespeople (Ingram and Lee,
1990).

The relationship between job involvement and indicators of job performance
is also somewhat murky. Of five studies investigating this relationship, four

~ demonstrated a positive relationship (Brooke, Russell, and Price, 1988; Mathieu
and Farr, 1991; Parasuraman and Alutto, 1984; Cron and Slocum, 1986), and
one indicated no relationship (Hollenbeck and Williams, 1986). Although
tangential to performance, it is perhaps relevant that both Weiner and Vardi
(1990) and Ingram et al. (1989) found a positive relationship between job
involvement and selling effort.
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Professional Commitment

Professional commitment emphasizes the importance of a profession in one’s
life. Because of the steady increase in the number of formally recognized
professional occupations (Cherniss and Kane, 1987), interest in managing
professional commitment continues to increase (Morrow and Wirth, 1989).
Maintaining professional commitment is of special interest in professions like
insurance sales, where only a few field representatives or agents work together
and others in the community in the same line of work serve as competitors.
Insurance agent professionalism is also being touted as a solution to consumers’
negative perception of agents and the insurance industry and to the increasing
amount of lawsuits, investigations, and adversarial rhetoric that the insurance
industry receives (Knowles, 1990).

We found no studies that explicitly evaluate the relationship between
professional commitment and job perceptions. However, as in the case of job
involvement, agents who report lower feelings of overqualification are
hypothesized to demonstrate higher levels of professional commitment. Stronger
relationships have been observed in conjunction with job attitudes. Professional
commitment has consistently demonstrated a positive relationship to job
satisfaction (Blau, 1989; McCloskey and McCain, 1987; Norris and Niebubhr,
1983). Professional commitment and intent to remain in the same career or
profession have been shown repeatedly to be inversely related (Blau, 1985,
1988, 1989). Lastly, job performance was not found to have been explicitly
examined with respect to professional commitment.

Community Commitment

Little research exists on the antecedents and consequences of community
commitment. One might hypothesize that community commitment is salient to
insurance agents because members of the community constitute their main
constituency. Stated differently, service to community members is the focal
point of an insurance agent’s work. Achieving and maintaining a high profile
in the community through participation in civic affairs, for example, may
enhance contacts, customer confidence, and referrals. Attachment to actual or
potential customers may even substitute for feelings of satisfaction others
receive via conventional co-worker contact. Finally, since insurance agents are
more individually responsible for their success than workers in other occupa-
tions, career planning is an important behavior for agents. Steffy and Jones
(1988) found that individuals with higher levels of community commitmernt
engaged in more career planning. Consequently, community commitment might
affect agents’ willingness to serve members of the community and, subsequent- .
ly, their job satisfaction and performance behaviors. The lack of any prior
research on this newly articulated concept makes specific prediction difficult.
But the nature of the insurance agent’s work provides a unique setting in which
to test the efficacy of this commitment construct.

Finally, if interactive models of commitment are correct, one would predict
the presence of multiple forms of commitment to intensify the impact of



368 The Journal of Risk and Insurance

commitment on attitudes, behaviors, and performance. Professional commit-
ment, job involvement, and community commitment are all related to an
insurance agent’s work. Indeed, these three concepts are deemed to be three
different facets of work commitment. Consequently, an interactive model, such
as that proposed by Blau and Boal (1987), posits that the more psychologically
attached one is to one’s work (i.e., the more commitment one feels), the more
positive will be one’s perceptions, attitudes, and, ultimately, performance.

Research Propositions

Based on the above literature review, four general propositions serve to
guide this research.

1. Insurance agents with higher levels of job involvement will report more
favorable job perceptions and attitudes and more positive performance
behaviors than insurance agents with lower levels of job involvement.

2. Insurance agents with higher levels of professional commitment will
report more favorable job perceptions and attitudes and more positive
performance behaviors than insurance agents with lower levels of professional
commitment.

3. Insurance agents with higher levels of community commitment will report
more favorable job perceptions and attitudes and more positive performance
behaviors than insurance agents with lower levels of community commitment.

4. In line with Blau and Boal’s (1987) interactive model of commitment, it
is expected that these three forms of commitment will interact to affect job
perceptions and attitudes and performance behaviors. Specifically, an interactive
model would predict that higher levels and a variety of commitments will result
in more positive job perceptions, attitudes, and behaviors.

Method

Sample

Data were collected from 221 insurance agents attending continuing
education seminars in a U.S. rural midwestern state. Seminars were held at
seven sites within the state, and agents met in groups ranging from 25 to 40
participants. Questionnaires were distributed at each seminar site, and
respondents were given the option to complete and return the survey during the
seminar or return it by mail later. Of the 221 questionnaires distributed, usable
data were obtained from 166, yielding a response rate of 75 percent. The
sample was primarily male (79 percent) with a mean age of 45 years. The
~ average agent in the sample had attended some college and currently worked
in a small community of between 5,000 and 10,000 residents. Fifty-two percent
of the responding agents classified themselves as independent agents represent-
ing multiple insurance companies, with the remainder being either primarily life
or captive/exclusive agents who represent a single insurance company. Since
these demographic variables were not of substantive interest, they served as
covariates in the analysis.
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Independent Variables

Three forms of work commitment constituted the independent variables of
interest in this study. The first, job involvement, was operationalized using
Kanungo’s (1982) ten-item job involvement scale. Using a five-point Likert
scale (1 = strongly disagree, 5 = strongly agree), respondents indicated the
extent to which they disagree or agree with statements such as, ““1 am very
much personally involved in my job,” *“Most of my personal life goals are job-
oriented,” and I consider my job to be very central to my existence.”” Scores
on the individual items were totaled and then divided by the number of items
in order to convert responses back to the scale’s original metric. This scale
demonstrated good internal reliability, as evidenced by a coefficient alpha of
0.84.

The second independent variable in this study was professional commitment,
which was measured using an instrument developed by Aranya, Kushnir, and
Valency, (1986). This instrument adapts the fifteen-item seven-point Likert
scale employed by Mowday, Steers, and Porter (1979) in their Organizational
Commitment Scale, with the word “‘profession™ substituted for the word
“organization.”” Although there is some debate about whether items reflecting
an intent to remain in the organization or profession should be retained in this
measurement approach, the value of being able to make comparisons with
studies using the full version of the measure is felt to outweigh recent criticism
(Mathieu and Zajac, 1990; Morrow, 1993). Sample items include “I talk up my
profession to my friends as a greal field to work in,”” “I really care about the
fate of my profession,” and “I find that my values and the values of my
profession are very similar.” As with job involvement, the arithmetic mean of
the scale responses serves as a single indicator of one’s level of professional
commitment. Coefficient alpha for this scale was 0.90.

The third independent variable in this study was community commitment,
which was also measured using an instrument based on Mowday, Steers, and
Porter’s (1979) Organizational Commitment Scale. We substituted the word
“community” for the word “organization™ in order to gauge one's sense of
community commitment. Coefficient alpha was 0.90 for this scale. Descriptive
information on each of these measures is presented in Tables 1 and 2.

Evidence supporting the independence of the three forms of work commit-
ment is provided by the relatively low intercorrelations among the measures
(i.e., rs = 0.40, 0.27, and 0.28; see Table 2). Further support for the indepen-
dence of the construct was supplied by a factor analytic assessment, available
from the authors on request. A principal components analysis using a varimax
rotation yielded a seven-factor solution accounting for 62.8 percent of the total
variance. The first three factors clearly corresponded to the commitment forms
specified; the remaining emergent factors indicate that some commitment
measures may be multidimensional.
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Table 1
Descriptive Statistics
(n = 166)
Number of Items Response Standard  Coefficient
Measures in Scale Range Mean Deviation Alpha
Independent Variables
Job Involvement 10 1-5 3.21 0.60 0.84
Professional Commitment 15 1-7 321 0.86 0.90
Community Commitment 15 1-7 5.12 0.85 0.90
Covariates
Age 1 21-77 45.16 12:22 n.a.
Education 1 1-11 543 3.58 n.a.
Type of Agent 1 1-2 1.36 0.48 n.a.
Dependent Variables
Job Perceptions
Autonomy 3 1-7 3.93 0.99 0.71
Identity 3 1-7 5.49 1.10 0.83
Variety 3 1-7 8.32 0.97 0.60
Significance 3 1-7 5.82 1.01 0.67
Feedback 3 1-7 DT 0.95 0.75
Overqualification 5 1-5 2.33 0.63 n.a.
Perceived Chances of Getting
Another Job in Community 1 1-6 4.39 1.54 0.62
Job Attitudes
Satisfaction with Work 18 0-3 213 0.43 0.84
Satisfaction with Pay 8 0-3 2.01 0.85 0.86
Satisfaction with Co-workers 18 0-3 2.37 0.62 n.a.
Probability of Remaining in
Profession 1 1-6 5.29 1.02 n.a.
Behaviors/Performance
Percent of Income Based on
Renewals | 1-6 3.64 2.07 n.a.
Annual Earned Income 1 1-6 297 1.14 n.a.
Percent of Total Income from
Insurance 1 1-5 372 1.58 n.a.

Note: Coefficient alpha is calculated using Cronbach’s alpha, a measure of internal consistency
reliability.

Dependent Variables: Job Perceptions

Job design variables. The Job Diagnostic Survey (JDS) developed by
Hackman and Oldham (1975) was used to measure respondents’ job percep-
tions. This instrument measures six job characteristics: autonomy, identity,
variety, task significance, feedback, and dealing with others. Dealing with
others was excluded from this analysis because of reliability problems,
presumably emanating from confusion among insurance agents over whether
“others™ refers to co-workers or customers.

The remaining five job design perceptions are important in that they
collectively measure the extent to which a job is thought to embody positive
attributes by job incumbents. These perceptions, in turn, are linked to em-
ployee attitudes and behavior. Although the JDS has its critics, Griffin
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(1982) notes that it has been the most widely used measure in task design
research. Each of the five job design perceptions used in this study was
measured using a three-item scale and a seven-point response format.
Coefficient alphas ranged from 0.60 for the job variety scale to 0.83 for the
identity scale.

Overqualification. The degree to which respondents feel overqualified for
their current position was measured using a five-item scale developed by Khan
and Morrow (1991). On a five-point Likert scale, respondents agree or disagree
with statements such as My job frequently provides me with new challenges”
(reverse coded), “My job provides me with many opportunities to learn new
things™ (reverse coded), and “My talents are not fully utilized on my job.”
Coefficient alpha on this scale for this sample was 0.75.

Perceptions of mobility within community. A single item was used to
measure respondents’ perceptions of how mobile they are within their own
community. The participants were asked, “If you decided to leave your present
Job, how would you describe your chances of getting another job in your
community?”’ Response options ranged from 1, very high (I am 95-100 percent
sure I would find another job), to 6, very low (I am 95-100 percent sure I
would not be able to find a job).

Dependent Variables: Job Attitudes

Satisfaction. Smith, Kendall, and Hulin’s (1969) Job Descriptive Index (JDI)
was used to operationalize three facets of satisfaction: satisfaction with work,
satisfaction with pay, and satisfaction with co-workers. Two other facets
measured by the JDI, satisfaction with supervisor and satisfaction with
opportunities for promotion, were not used due to their inappropriateness for
insurance agents, who are, in many instances, self-employed.

The JDI employs a list of adjectives and a “yes,” “no,” or *“?” response
format. The authors of the index have argued that a ? is closer to a no than a
yes and consequently score the responses 3 for yes, 1 for ?, and O for no. In
cases where responses are reverse coded, a ? response is given a score of 1.
Hanisch (1992) has supported the appropriateness of this scoring scheme. In
this study, arithmetic means are used as single indicators of satisfaction with
work, pay, and co-workers.

Satisfaction with work is measured using an eighteen-item scale. Sample
adjectives to describe satisfaction with one’s work include ‘‘fascinating,”
“boring™ (reverse coded), “pleasant,” “respected,” and ‘“‘challenging.”
Coefficient alpha for this scale, 0.62, was below the normally reported 0.70,
-indicating that results involving this scale should be viewed with caution.
Satisfaction with pay is measured using an eight-item scale. Sample adjectives
include “income adequate,” ‘“‘bad™ (reverse coded), and *highly paid.”
Coefficient alpha for this scale was 0.84. Satisfaction with co-workers is
measured using an eighteen-item scale. Sample adjectives include “stimulat-
ing,” “stupid” (reverse coded), “intelligent,” and “‘responsible.” Coefficient
alpha for this scale was 0.86.
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Intention to remain in profession. A single item explored the relationship
between forms of commitment and one’s attitude toward remaining in the
insurance profession. The question asked, ““Assuming things in your personal
life and work remain about the same, what is the probability you will remain
in your profession in the near future?"’ Response options ranged from 1, very
low (I am 95-100 percent sure I will leave or try to leave), to 6, very high (I
am 95-100 percent sure I will stay).

Dependent Variables: Income Performance Variables

The final set of dependent variables asked respondents to report on their
performance, as measured by their self-reported income. Three single-item
measures were used. The first asked, *“What percent of your income is based
on renewal business?”’ Response choices were 1, under 10 percent; 2, 10-15
percent; 3, 16-20 percent; 4, 21-25 percent; 5, 26-50 percent; and 6, over 50
percent. The second question asked respondents to report their total annual
income. Response choices were 1, $0-$10,000; 2, $10,001-$25,000; 3, $25,001-
$50,000; 4, $50,001-$75,000; 5, $75,001-$100,000; and 6, over $100,000.
Finally, respondents were asked to indicate the percent of their total income
that comes from their insurance activities. Response options were 1, 0-10
percent; 2, 11-25 percent; 3, 26-50 percent; 4, 51-75 percent; and 5, 76-100
percent.

Research Design

Interactive commitment models, such as that proposed by Blau and Boal
(1987), are predicated on a dichotomization of forms of commitment. In
essence, individuals said to be high on two different forms of commitment,
high on one form but low on another, or low on both, are predicted to differ
in their job attitudes and behaviors from individuals holding other combinations
of commitment. Consistent with these models, the three measures of commit-
ment—ijob involvement, professional commitment, and community commit-
ment—were dichotomized into high and low levels by dividing the scores on
each measure at the median. This resulted in a 2 X 2 X 2 factorial research
design with two levels of three forms of commitment for eight possible
combinations of commitment. Cell sizes within these eight possible combina-
tions ranged from 7 to 34. Multiple analysis of covariance (MANCOVA) and
analysis of covariance (ANCOVA) were then used to examine the main and
interaction effects of these three forms of commitment on the above-mentioned
14 dependent variables, with age, education, and type of agent serving as
covariates.
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Results

MANCOVA

MANCOVA, controlling for the demographic covariates, was used to assess
the overall impact of each form of commitment on the dependent variables.'
Because of the variety of dependent variables of interest—some of which
constituted perceptions, some attitudes, and others which were behavioral in
nature—separate MANCOVAs were conducted on each set of dependent
variables: job perceptions, job attitudes, and job performance. Results revealed
significant MANCOVA main effects for job involvement on job perceptions (F
=241, p < 0.05) and job attitudes (F = 2.88, p < 0.05), while the MANCOVA
associated with performance was not significant. Professional commitment
exhibited strong main effects on all three sets of variables, significantly
affecting job perceptions (F = 5.62, p < 0.001), job attitudes (F = 641, p <
0.001), and performance variables (F = 9.41, p £ 0.001). Community
commitment had a statistically significant impact on job perceptions (F = 2.79,
p < 0.01) and job attitudes (F = 2.54, p < 0.05) but no relationship with the
performance variables. In order to further explore these findings, separate
ANCOVAs were conducted on each of the dependent variables.

Impact of Job Involvement

The ANCOVA results indicated that job involvement significantly affected
five of the dependent variables. As shown in Table 3, job involvement
significantly affected two job perceptions—perceptions of task variety and task
significance—and three of the job attitude measures—satisfaction with work
and with pay, and one’s attitude toward remaining in the insurance profession.
Specifically, agents classified as high in job involvement perceived their jobs
as having greater task variety (M, ; = 5.00, M, ;, = 5.58, p < 0.01) and
greater task significance (M, , = 5.50, M, , = 6.13, p < 0.01) than did
agents low in job involvement. Moreover, agents highly involved in their jobs
reported significantly higher levels of satisfaction with work (M, , = 2.01,
Mien n = 2.24, p < 0.01), higher levels of satisfaction with pay (M, , = 1.80,
M 5 = 2.18, p £ 0.05), and a higher probability of remaining in the insurance
profession (M, ;; = 5.08, M,y = 5.55, p < 0.05) than agents classified as low
in job involvement. The amount of variance in these dependent variables
explained by job involvement, as measured by 1’ (see Table 3), ranged from
3.4 percent in probability of remaining in insurance to 6.7 percent in satisfac-
tion with work. In addition, the impact of job involvement on the job
- perception of feedback approached significance (p < 0.10) as shown in Table

"The results presented here focus on F values, calculated as a means of determining whether the
relationship specified is statistically significant. The p values indicate the level of statistical
significance associated with the F value (i.e., a p £ 0.05 means that we are confident that the
observed relationship could not have occurred by chance more than five times out of 100). The
M, and M, designations stand for the mean values of the dependent variable for respondents
scoring less (M,,,) or more (M,,,) than the median on an independent variable.

Tow.
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3. These results provide partial support for Proposition 1. That is, job
involvement appears to affect some job perceptions and attitudes, but it has no
impact on insurance agent performance, at least as measured in this study.

Impact of Professional Commitment

Professional commitment significantly affected nine of the fourteen
dependent variables (see Table 3) and exerted an especially strong influence on
job perceptions. Agents highly committed to their profession perceived their
jobs more favorably than those less committed to their profession. They
perceived higher levels of task autonomy (M, pc = 5.62, My, pc = 6.25, p <
0.01), task identity (M, pc = 5.19, My, pc = 5.85, p < 0.01), task variety (M,,,,
pc = 4.84, My, pe = 5.77, p < 0.001), task significance (M, pc = 5.40, My, pc
= 6.27, p < 0.001), and task feedback (M, pc = 5.24, M4, pc = 5.90, p <
0.001).

Professional commitment similarly affected most job attitudes. Agents
classified as highly committed professionally reported higher levels of
satisfaction with both work (M,,,, pc = 2.00, M,y pc = 2.27, p < 0.01) and pay
(Mg pe = 1.68, My, pc = 2.34, p < 0.001) than agents low in professional
commitment. These same agents also reported a higher probability of remaining
in the insurance profession (M, pc = 5.03, My, pc = 5.60, p < 0.05) than the
agents lower in professional commitment.

Finally, professional commitment significantly affected one of the perfor-
mance measures and approached statistical significance in another. Highly
professionally committed agents reported higher levels of annual income (M,
pc = 2.56, My, pc = 3.43, p < 0.001) than agents less committed to their
profession. More professionally committed agents reported greater percentages
of their income coming from insurance business sources than less committed
agents, although the difference was not statistically significant.

These results provide relatively strong support for Proposition 2. Professional
commitment appears to affect insurance agent job perceptions and attitudes.
Professional commitment was also found to account for a substantial 19.2
percent of the variance in annual income of the agents represented in this
sample. Overall, the amount of variance explained in these dependent variables
by professional commitment, as measured by n°’, ranged from 3.4 percent for
probability of remaining in the insurance profession to 19.2 percent for annual
income (see Table 3).

Impact of Community Commitment

Community commitment significantly affected one job perception measure -
(probability of getting another job in the community) and one job attitude
(satisfaction with pay) (see Table 3). Agents more committed to their
communities reported enhanced perceived probabilities of obtaining another job
in the community (M,,, oc = 404, My, ¢ = 4.81, p < 0.01) and, contrary
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to Proposition 3, lower levels of pay satisfaction (M, cc = 2.04, My, ¢ =
1.92, p < 0.05). The amount of variance in these dependent variables explained
by community commitment, as measured by n°, ranged from 5.3 percent of the
variance in pay satisfaction to 6.4 percent of the variance in the probability of
obtaining another job in the community. Although the MANCOVA results for
community commitment were statistically significant for job perceptions and
job attitudes, ANCOVA results reveal this to be the byproduct of a strong
significant impact on only one job perception and one job attitude variable.
Consequently, these results provide little support for Proposition 3.

Interaction Effects

Virtually no support was found for Proposition 4. When the three forms of
commitment under investigation impacted on job perceptions, attitudes, and
performance behaviors, they did so independently of one another. Evidence for
the lack of significant interaction effects is reported in Table 3. Only six of a
possible 56 interaction effects reached statistical significance, a number of
significant findings that might be due to chance. Job involvement and
professional commitment interacted to affect one’s reported probability of
obtaining another job in the community, while professional commitment and
community commitment interacted to affect satisfaction with pay. The amount
of variance explained by these interactions was 7.2 percent and 6.0 percent,
respectively. Job involvement and community commitment were represented
in three rather disparate interactions involving a job perception (variety, 4.2
percent), an attitude (satisfaction with pay, 5.1 percent), and a performance
variable (annual income, 3.7 percent). Finally, a lone three-way interaction
explaining 3.9 percent of the variation was observed in conjunction with
satisfaction with pay.

Discussion

This study empirically verifies a commonly held belief about and a current
movement within the insurance industry: the need to enhance professionalism
in insurance sales. Enhancing commitment to the insurance sales profession
appears to have an impact on how agents view their jobs, their attitudes, and
their performance, as reflected in annual income.

These results provide considerable evidence to suggest that the three forms
of commitment examined herein operate independently. The impact of
professional commitment was pervasive with respect to job perceptions and job
attitudes, with nine of fourteen relationships observed reaching statistical
significance. Although its association with performance was limited, it did
manifest the single largest effect (19.2 percent) on any dependent variable,
annual earned income. Job involvement demonstrated an intermediary capacity
to explain variance with five significant findings, three entailing attitudes. Only
two significant relationships involving community commitment were detected.
Collectively, these findings complement previous research (e.g., Brooke,
Russell, and Price, 1988; Morrow and McElroy, 1986) showing that various
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forms of commitment can be measured independently, that is, with little
redundancy or overlap.

The findings associated with each dependent variable were mixed relative
to their agreement with past research. Task variety and task significance, for
example, were found to be positively related to job involvement, while other
job design variables failed to reach statistical significance. The hypothesized
inverse relationship between overqualification and job involvement was not
borne out by the data, while perceived job mobility was unrelated to job
involvement, as suggested by previous inquiry. There were some surprises in
the job attitude category. While satisfaction with work and pay were positively
related to job involvement, as anticipated, satisfaction with co-workers was
unrelated, and the probability of remaining in the insurance profession was
positively related to job involvement. The satisfaction with co-workers findings
are perhaps attributable to the fact that some agents have peer co-workers while
others do not and that respondents were confused as to whom the co-worker
designation referred. Sales agents may view co-workers as competitors, and
thus the conventional research on co-worker satisfaction does not apply to sales
populations. Our finding with regard to the probability of remaining in the
insurance profession is good news for those charged with managing agent
turnover in that it implies that strategies for enhancing job involvement may
increase intent to remain in the profession. Finally, the results connected with
performance were counter to the majority of previous studies. Whether this is
an aberrant finding or something peculiar to the insurance industry is a question
for future investigation.

Findings associated with professional commitment were more consistent with
prior, albeit limited, research. The nearly universal finding of a positive
relationship between job design variables and professional commitment was
surprising as this relationship has not been previously documented. Contrary
to expectations, overqualification was not associated with professional
commitment, and no relationship was postulated or found between perceived
job mobility within the community and professional commitment. The pattern
of findings connected with job attitudes was identical to that observed in
conjunction with job involvement. With the exception of the co-worker
satisfaction findings, these results were also consistent with previous investiga-
tions. It is also possible that the relationship between professional commitment
and the probability of remaining in the profession was inflated because of the
“intention to remain” items embedded in the professional commitment
measure. Lastly, the performance findings indicated a sizable relationship
between professional commitment and annual earned income. The implications
of this finding are potentially far-reaching: that is, activities which promote
professional loyalty among insurance agents are associated with higher
incomes. This finding suggests that the option of developing a sense of
professionalism may spill over into many aspects of one’s life.

The inclusion of community commitment in this study was admittedly
exploratory, and little previous research was available from which to derive
hypotheses. Not surprisingly, community commitment was positively related to
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perceived job mobility. The finding of lower satisfaction with pay among
agents high in community commitment is rather disquieting and not readily
explainable. Taken together, however, the data suggest that community
commitment effects are rather isolated and do not appear to be systematically
related to job perceptions, attitudes, or behaviors.

Another issue that can be addressed by these findings is the utility of
interactive models of commitment. Contrary to Blau and Boal's (1987)
interactive model of commitment, these data add to the growing body of
research suggesting that various forms of commitment do not interact in unique
ways to affect job perceptions, attitudes, and behaviors (e.g., Huselid and Day,
1991). If future research upholds these independent commitment effects, then
understanding job perceptions, attitudes, and behaviors may be less complicated
than Blau and Boal proposed. Similarly, commitment need not be considered
a zero-sum game in which the benefits of one form of commitment come at the
expense of another form of commitment.

Limitations

Several limitations of this study should be noted. The sample used was
essentially one of convenience and may not be representative of all insurance
agents. It included only rural agents and, thus, the results observed may not
extend to agents working in more urbanized environments. Future research
employing a cross-section of rural and urban agents may shed additional light
on the role of community commitment. Also, regional differences in the
insurance firms and agents in the state studied may affect the generalizability
of these findings.

Several measurement limitations also merit comment. While the use of
standardized measures avoided problems of low reliability in most cases, the
satisfaction with work alpha coefficient (0.62) was slightly below the
conventional standard of 0.70. In addition, two single-item measures were used:
perceptions of mobility within the community and intent to remain in the
profession. There was also some restriction in the range associated with the
question about agents’ percent of income from insurance (i.e., 51 percent
reported the highest response option of 5, indicating that 76 to 100 percent of
their income was from insurance activity). The attenuating effect of this
restriction may explain the absence of significant findings associated with this
variable.

Finally, given that the data were collected in a self-report, cross-sectional
manner, the findings may have been affected by common method error
variance, and any inferred causal connections are grounded in theory rather
than in data. The causal ordering of the relationships observed may even be
reversed; for example, positive job perceptions and attitudes as well as higher
levels of annual income may cause agents to exhibit higher levels of profes-
sional commitment.
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Implications for the Insurance Industry

To the extent that the insurance industry views agent turnover as excessive,
the finding that the perceived probability of remaining in the profession is
positively related to job involvement and professional commitment is important.
Stated plainly, agents with higher levels of these forms of commitment were
found to exhibit a stronger intent to remain in the profession. Consequently,
insurance companies and agencies should place a high priority on allocating
resources spent on agent training toward activities that enhance job involvement
and, especially, professional commitment. Job involvement, for example, can
be increased by elevating job related self-esteem, intra-salesforce competitions
for acquiring product knowledge, and reduction of role ambiguity and conflict
through training and socialization programs (Ingram, Lee, and Skinner, 1989).
Examples of activities for enhancing professional commitment include
establishing mentoring programs, college agents programs, intra-agency
educational goal-setting, and reward structures that recognize continuing
education units, certification programs, etc.

Future research should determine if insurance agents who quit and move to
other insurance companies or leave the industry altogether hold differing
commitment levels prior to termination. Such research would further establish
the causal nature of the association found here between forms of work
commitment and agent intentions to stay or quit. Unfortunately, little is known
about this phenomenon since most studies evaluate only organizational and not
professional turnover. For example, a recent study discusses why successful
agents leave one independent agency for another but does not address the
interindustry turnover issue (CPCU Journal, 1991).

Finally, since the postulated implications of community commitment were
not borne out by this research, the findings serve to diminish the idea that
psychological attachment to the community is important to insurance agents.
From a practical standpoint, agents seeking to enhance their satisfaction and/or
income would be better served by spending less time in community activities
(e.g., officer positions in civic organizations) and more time in activities
reflective of professional commitment (e.g., improving product knowledge).

These results suggest that a focus on community commitment should not be
vigorously pursued. Perhaps a narrower conceptualization of community
commitment emphasizing only an agent’s willingness to serve members of the
community would be more useful. Alternatively, other more precisely defined
commitments, such as those to clients, may prove worthwhile. It may be that,
rather than commitment to the community per se, commitment to a subset of
the community—clients or potential clients, for example—may be the more
important focal point. An analogous tack has already been proposed in the
organizational commitment literature (Reichers, 1986; Zaccaro and Dobbins,
1989), where commitment to the work group has been offered as an alternative
to conventional commitment to the organization. Such an alternative may be
more viable because the client is a closer entity to the agent, one with whom
the agent interacts on a frequent basis. Switching from a community-based to
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a client-based commitment focus would also put researchers in closer touch
with industry trends. The current Total Quality Management movement with
its customer orientation would provide a fertile backdrop in which to test the
merits of client commitment. For now, however, this study suggests that efforts
to increase professionalism by insurers are likely to provide the best return to
companies and agents alike.
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