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The study investigated the predictive validity of the

California Psychological Inventory (CPI) as a tool for sales

selection. Two analyses were conducted. Study 1 consisted

of 20 male home improvement representatives. The average

net and gross closing ratios for a six month period were

used as the criteria. The results indicted that none of the

CPI scales differentiated between poor and good performers

when correlated with the secondary criterion of gross

closing ratios. These findings were contrary to a previous

concurrent validity study. Study 2 investigated month to

month retention/separation for 61 home improvement

representatives, to determine if the CPI differentiated

between short and long term success. Phi coefficients

showed no statistical significance between

retention/separation and the CPI profile score over time.
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VALIDITY OF THE CALIFORNIA PSYCHOLOGICAL INVENTORY

AS A TOOL FOR SALES SELECTION

One of the most frustrating situations for personnel

specialists and for sales and marketing executives is the

ever present problem of selecting and retaining effective

sales representatives. This frustration was put into words

by Shartle (1944), who states, "we have studied something like

20,000 occupations and we find the difficulty encountered in

devising improved selection techniques for sales work is

probably not equaled in any other group of occupations" (p.

94). This statement, while rather disheartening, still

holds true today.

Many studies in sales selections have been reported

throughout the years. Unfortunately, few of the studies

have shown positive results for sales selection procedures.

Despite this fact, researchers have continued the search for

improved methods. The apparent determination of researchers

can be understood when we look at the costs associated with

the poor selection of salespersons. As Greenberg and Mayer

(1964) have pointed out, the cost of turnover is nearly

incalculable. There are, first, the substantial sums that

are paid to new salespeople as salary, draws on commission,

and training costs, which are entirely wasted when they fail

to sell. The less tangible costs, which are perhaps of more
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importance, include the vast costs inherent in lost sales,

reduced company reputation, and wasted territory which has

lost its value as a possible place for sales.

The antiquity of much of the literature cited in this

study emphasizes that in recent years published research

into this difficult area has dwindled. Hypothesized reasons

for the difficulty in selection are many. One writer

(Poliak, 1944) felt that one of the basic difficulties in

selecting salespeople results from the great complexity of

the combination of abilities and aptitudes which constitute

the equipment of the salesperson, a complexity not easy

either to analyze or to measure.

Realizing that sales selection is not simple nor

straightforward, researchers have tried a variety of ways

to develop successful selection procedures for salespeople.

Kornhauser and Shultz (1941) reported there are basically

three selection methods which are successful. They listed

these as a) standardized and evaluated application blanks;

b) carefully planned "diagnostic" interviews, and

interviewers' rating scales; and c) standardized tests and

question blanks, which include interests and attitudes,

personality traits, mental alertness, and special knowledge

and skill. In his study of 1949, Husband agreed with the

previous selection methods, but added one more. He added

the Clinical Analysis or Rating to the list which involves
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studying the qualitative characteristics of superior

salesmen in detail.

Tests specifically designed to predict sales

performance have not fared so well. Although nearly two

dozen generalized sales aptitude tests are registered in the

Sixth Mental Measurements Yearbook (1965), not enough

technical data has been published about any one of them to

permit serious evaluation. There are only five tests

specified for sales selection in the Ninth Mental

Measurements Yearbook (1985). Reviews on several of these

tests are non-existent. Tests that have been reviewed have

not received much favorable response due to the fact that

validity and reliability data has been poor. The decrease

in the number of tests demonstrates (as previously stated)

the decrease in published materials for sales selection.

Although this is the case, tests (sales specified and

otherwise) seem to be used quite frequently in the selection

of salespeople. Guion and Gottier (1965) reviewed a study

of Spriegel and Dale (1953) in which it was found that 39.5

percent of the 628 companies they surveyed indicated they

used some type of personality or interest test in their

selection program. The wide usage of personality tests is

due to the fact that a genuine need is present to predict

the kinds of behavior influenced by personality--the "will

do" as opposed to the "can do" aspects of behavior on the

job. In his study of 1949, Husband agreed with this by
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saying that selling is primarily a social or personality

function, rather than a purely motor or intellectual

function. Personality tests, however, often are found to be

imperfect and often fail in predicting sales performance.

Regardless of this, the need for tests and the actual use

of them by companies has not lessened.

The answer to the dilemma of imperfect tests, as stated

by many researchers, is that "tailor-made" personality and

interest measures need to be developed for particular groups

of sales jobs. These tests will work well if standards have

been set for their use on the basis of carefully designed

research studies. "Tailor-made" tests do not necessarily

mean new tests need to be developed; rather, it can mean

using existing tests with a special weighting scheme, or the

use of certain items only.

Many authors and experimenters, including Husband (1949)

and Lawshe and Balma (1966), have indicated the

impracticality of trying to make generalizations drawn in

one field of sales activity applicable to the selection of

salespeople in another field. Each type of product or

services sold may require independent analysis with

individual selection procedures adopted to its particular

requirements. In their study of 1941, Kornhauser and Shultz

agreed that effective selection procedures must be worked

out in relation to the particular type of selling. They

recommended the following steps in any development. First,
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tests must be carefully selected or specially designed for

the organization after a study of the job and its modifying

conditions affecting success or failure has been performed.

Secondly, precise studies must be made of measures of

success, as a basis for evaluating the effect of selection

instruments. Next, each selection measure should be tried

out, carefully analyzed and evaluated by reference to the

criteria of success. Lastly, the effective procedures

should be combined into a practical selection program for

further analysis and improvement prior to final adoption.

In addition, periodic and studies need to be instituted to

check, improve, and adapt the selection methods as

conditions change.

Validity

The previously stated steps in selection procedure

development touch on the topic of validity. One of the

most important questions to be asked about any psychological

test concerns its validity, that is, the degree to which the

test actually measures what it proposes to measure.

Validity provides a direct check on how well the test

fulfills its function.

A test's validity must be established with reference to

the particular use for which the test is being considered.

With regards to sales selection tests, not only might the

validity be specific for certain types of sales jobs, i.e.,

insurance selling vs. retail, but also to groups of
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salespeople within these relatively specific types of sales

jobs, i.e., life insurance vs. auto insurance.

There are three principal categories of validation.

These are content, construct, and criterion related

validity. Content validation involves the systematic

examination of the test contents to determine whether it

covers a representative sample of the behavior domain to be

measured (Anastasi, 1982).

Construct validation involves investigation into a

measure of some attribute or quality which is not directly

observable. It is used to determine the extent to which the

test may be said to measure a theoretical construct or

trait.

The third type of validation study is criterion related

validity. These procedures indicate the effectiveness of a

test in predicting an individual's behavior in specified

situations (Anastasi, 1982). Performance on a test is

checked against a criterion, or a measure of that which the

test is designed to predict.

Both concurrent and predictive validation are forms of

criterion related validity. They are most commonly

differentiated between on the basis of time elapsed between

test administration and gathering of criterion. A test that

is being concurrently validated is administered to job

incumbents, and measures of their job performance are

obtained at essentially the -same time. Predictive validity,
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on the other hand, administers the test under investigation

at or near the time of hire and it is subsequently related

to measures of job performance, after a period of time. It

has been stated by Siegel (1980) that predictive validity

is the type preferred by the Equal Employment Opportunity

Commission, and it is the most commonly used for employment

tests.

Variations on the "pure" forms of these validation

procedures are numerous. Guion and Cranny (1982) list five

variations of the pure predictive validation procedure,

including a "Follow-up, present system" method in which

applicants are tested and selected on the basis of whatever

procedures are already in effect; scores are correlated with

subsequently collected criterion data. Variations on the

predictive studies are probably many, due to the need for

the extended time period that is required of pure predictive

studies.

Concurrent studies are sometimes used as a substitute

for predictive validation due to the impracticality of

extending the studies over the time period required for

predictive studies. Some researchers however, feel that

this type of validation is not "true" validation. These

feelings arise from the fact that present employees will have

had varying amounts of job experience, which may be

reflected in their test performance and thereby confound the

relationship between test score and criterion. In addition,
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when employees are given tests for "research purposes only,"

their motivation and test taking attitudes may be quite

unlike those of genuine job applicants. Byham and Spiter

(1971) suggest that applicants may be selected by

concurrently validated tests and that later performance be

examined in order to obtain a measure of predictive

validity. One problem with this, however, is that the

measure of predictive validity may be reduced by the

screening effect imposed when the tests are used for

selection. Barrett, Phillips, and Alexander (1981) argue

against all of the previously stated criticisms of

concurrent validity. They have found that, for cognitive

tests, concurrent validities provide useful estimates of

predictive validities. They do not know, however, whether

their conclusions will generalize to other commonly used

predictors.

As a final point, it must be stated that validity

coefficients may change over time because of changing

selection standards and job characteristics. Due to this

fact, periodic validity checks should be made. Keeping in

mind the importance of validity, the search for tests used

for selection continues.

Test Usage

When searching for tests for the selection of

salespeople, it is important to remember what Flemming and

Flemming (1946) state, "There is no 'general sales ability'
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test that can measure ability to sell any product anywhere

under any and all conditions" (p. 134). There is no single

composite of qualities, each in specified strength, that

makes a complex called "general sales ability"; no one

combination of traits that comprises "the personality of a

salesman." Flemming and Flemming go on to say that people

have tended to attach too much importance to a single trait

as a factor predictive of sales success. They feel a

combination of aptitudes, in terms of both ability and

personality, make a successful salesperson.

Ghiselli (1973) reviewed aptitude tests in relation to

personnel selection. He found that for selection of sales

clerks, tests of intellectual abilities, perceptual accuracy

and motor abilities were of no value. He did find, however,

that tests of intellectual abilities were rather good for

the assessment of applicants for the job of salesmen (not

sales clerks) (r = .33), while tests of perceptual accuracy

(r = .23) and of motor abilities (r = .16) were of modest

value. For both types of sales occupations, measures of

personality were rather good (i.e., sales clerks, r = .35,

salesmen, r = .30).

An alternate method of selection to the basic paper and

pencil tests, is the Assessment Center. In a study

conducted at American Telephone and Telegraph Company, Bray

and Campbell (1968) found that assessment centers staffed by

sales managers instructed in assessment techniques can be a
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valuable aid in the selection of prospective salesmen. It

was reported however, that supervisors' ratings did not

match reviewers' ratings in the assessment center.

Despite the warnings, researchers continue to search

for one perfect test that will predict sales success in all

industries. One such test that in the past was thought to

predict sales ability very well was the Strong Vocational

Interest Blank (SVIB). This interest test was reported by

Husband (1949) to be "a good measure of both permanency and

success in the field" (p. 129). He goes on to say that the

prognosis for success is still better when personal history

items are added. Correlations have ranged between +.10 to

+.55 between ratings on the life insurance selling scale of

the SVIB and production records.

Other studies, however, have found that the available

Strong Vocational Interest Blank (SVIB) sales keys might

give misleading results if used for selection purposes in

other sales areas. Hughes and McNamara (1958), Guion

(1965), and Husband (1949) all found that the SVIB cannot

predict sales success in all sales specialities. Husband

(1949) reported that the SVIB scores failed to correlate

significantly with either actual production records or

manager ratings for casualty insurance agents. Hughes and

McNamara (1958) constructed two SVIB sales keys, which were

validated on two different types of salespeople in the same

company. The results showed that each key was valid only
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for the type of salesperson used in the item analysis to

construct the key. The absence of significant correlation

between the two keys indicated the independence of the two

sales interest patterns related to success in different

sales positions in one company. The conclusion, reached by

other researchers as well, is that correlations between the

SVIB keys and sales other than life insurance may be poor.

This is due to the fact that different sales approaches must

be used depending on the nature of the product sold.

Due to the great interest in personality tests, many

researchers have studied them in relation to sales

selection. A personality test that has received a great

amount of usage, both generally and for the purpose of

selecting salespeople, is the Bernreuter Personality

Inventory. Husband (1949) summarizes the studies on the

Bernreuter, by saying that "the best that can be said, is

that trends rather than certainties appear. There was much

more agreement between the extremes of salesmen than between

salesmen and non-salesmen" (p. 142). He states that a

"sales type," representing merely the willingness to work in

the field, may exist apart from the level of potentiality

-toward the occupation.

Dodge (1938) used an item analysis technique on the

Bernreuter with some success. The traits that

differentiated the successful sales person from one of

marginal efficiency were: 1) not moody nor subject to
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worry; 2) self-confident and self sufficient; 3) aggressive

and willing to assume responsibility; 4) sociable; 5) free

from self-consciousness; 6) little tendency to talk about

oneself; 7) not resentful to criticism or discipline; and 8)

radical and unconventional.

Another personality test which has been used, is the

Gordon Personal Profile test. Hughes (1960) found that

ipsative scoring methods were significantly related to

performance of sales trainees, however normative scores were

not. The traits found most often among top performers in

training class, based on instructors ratings, were

Ascendancy and Sociability. The trait found least often was

Responsibility. These results correspond generally to what

is expected from the popular personality stereotype of a

successful salesperson. On a follow-up study, Hughes and

Dodd (1961) found results that were contrary to this. They

found that a sales trainee high on Sociability, while

satisfactory in the training situation, tended to be a poor

risk to become a top salesman. On the other hand,

Responsibility (not valued highly by sales instructors) was

found in a large proportion of the top producing and

promoted group. The authors of this study suggest that the

stereotype of salesman needs to undergo careful scrutiny

(considering the evidence from this study), because it did

not conform to realities of the actual sales situation.
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Another widely used personality test is the Edwards

Personal Preference Schedule (EPPS). The EPPS measures the

relative strength of 15 basic human needs. It is felt by

some that it is valuable in selection matters due to the

equation for "social desirability." This "social

desirability" factor is thought to minimize normal attempts

by applicants to look as good as possible. A study by

Kirchner, Dunnette, and Mousley (1960) compared EPPS scores

of a sample of college educated sales applicants to a

normative sample of college students. Their findings were

that 14 of the 15 mean differences were significant at the

.01 level indicating that the groups were indeed different

in their EPPS response. They drew one major inference from

the mean differences: the sales group score higher on

scales that have good "face validity" for persons in sales

work. The sales group tends to be made up of more forceful

(Dominance), more ambitious (Achievement), extroverted

(Exhibition), and more persistent (Endurance) individuals.

This reflects the stereotype of an outgoing, sociable,

determined, forceful, driving salesperson. Kirchner et al.,

concluded that college educated males applying for sales

jobs are significantly different on the average on the

EPPS from a normative sample of college males. The

difference is mainly one of looking "better" on the EPPS.

Whether or not this reflects a true difference between the

two, or whether it reflects faking tendencies is open to
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question. In another study, Kirchner (1962) identified a

tendency toward faking on the EPPS among retail salespeople;

he did not, however, identify a similar tendency among

industrial salespeople.

The California Psychological Inventory (CPI), another

personality inventory, can detect "faking" also. This test

consists of 480 items that are answered "True" or "False."

The test yields scores on 18 personality scales. In their

study of 1958, Dunnette, Kirchner and DeGidio felt that the

use of the CPI and EPPS as instruments to aid in the

selection and placement of job applicants would be greatly

enhanced with the accumulation of information on the

effects of test taking attitudes and possible "faking"

tendencies on scores derived from them. Both the CPI and

EPPS were developed primarily for use with "normal"

populations. Personality dimensions are more socially

relevant than those found in more psychiatrically oriented

personality tests such as the Minnesota Multiphasic

Personality Inventory. Excellent results have been found in

an unpublished study by Johnson (1985) in using the CPI for

selection of home improvement sales people. In this

validation study each subscale and clusters of subscales

were correlated with the two sales performance criterion

measures of net and gross closing ratios for the calendar

year 1984. Three scales from the CPI showed statistically

significant correlations with the criterion measures. They
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were Sociability (Sy), Self Acceptance (Sa), and

Responsibility (Re). A linear composite score was developed

by adding Sociability and Self Acceptance scores and

subtracting the Responsibility score (which correlated

negatively with the criterion). The correlation of this

composite score with the net closing ratio was .66 (p =

.003) and with gross closing ratio was .52 (p = .005).

Again traits that show great face validity surfaced as

valid. In Anastasi's (1982) words: "The CPI is one of the

best personality inventories currently available" (p. 235).

Mandell (1955) emphasizes that good results obtained

from a personality inventory in a research study are no

guarantee that good results will be obtained in actual use.

The reason for this is, that in most research studies, the

desire or need of the respondents to "fake" answers is at a

minimum.

A final point that has been made by Billis (1941) is

that personality test scores are more valid at the extremes

than in the middle range. In predicting success at selling

life insurance she found that definite successes and

failures are better predicted than the intermediate "fair

successes" and "just fairs."

Criterion Selection

In establishing the validity of selection tests

attention must also be paid to performance measures. In the

early 1900's Hugo Munsterberg emphasized the need for
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performance criteria, more specifically, that test scores

should be related to performance on the job. This concept

has been in all testing programs since then. The test

criteria employed in published studies cannot be assumed to

be identical with those the test user wants to predict. For

this reason, plus the diversity in testing needs, all test

users should try to check the validity of any chosen test

against local criteria. In the field of sales there are

several possible statistical criteria. Gross dollar amount

of sales is the major and most obvious. Others include

number of calls per day; percentage of completed product

demonstration; and percentage of sales. With the abundance

of available criteria the organization must choose criteria

that are most relevant to the needs of the organization.

For many purposes, the most satisfactory type of criterion

measure is that which is based on follow-up records of

actual job performance.

There is question however as to the time period the

researcher should allow to elapse. A study by Ohmann (1941)

found that sales volume during the first six months on the

job failed to correlate with subsequent performance. He

suggested that one should not jump to conclusions about the

correlation on the basis of early sales effort. If one

chooses to lengthen the time in which data is collected one

runs the risk of reducing the number of available

participants. Consequently, the costs and benefits must be
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carefully weighed while considering the individual study and

organization.

In the present study, a predictive validation was

undertaken to cross validate the CPI as a predictor of sales

performance. The CPI had been concurrently validated in a

previous study. It was assumed that the Sociability, Social

Presence, and Responsibility scales of the CPI would again

prove to be valid indicators of sales performance. This

assumption was based on the analysis by Johnson (1985) in

the concurrent validation study.

The present study was conducted in two parts. In the

first part, a correlation of the concurrently validated test

(CPI) with the performance criteria of net and gross closing

ratios was performed. The second part involved correlating

retention and separation with the summated scale scores

developed in the previous concurrent validation study.

Study I

Method

Subjects. The subjects used in this study were 20 male

home improvement sales representatives. The subjects ranged

in age from 26 to 60. All individuals were recruited from

the Sunbelt states as well as a West Coast state. Most of

the representatives have had previous sales experience,

however, few have had experience in the present industry.

Materials. The California Psychological Inventory

(CPI) (Gough, 1957) was the selection measurement under
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investigation in this study. It was designed to use with

normal populations from age 13 up. The CPI contains 480

items to be answered "True" or "False," and yields 18

standard scores. Three of these scales are "validity"

scales designed to assess test taking attitudes. These

scales are labeled: Sense of Well Being (Wb), Good

Impression (Gi), and Communality (Cm). The remaining 15

scales provide scores on the following personality

dimensions: Dominance (Do), Capacity for Status (Cs),

Sociability (Sy), Self-Acceptance (Sa), Social Presence

(Sp), Responsibility (Re), Self-Control (Sc), Socialization

(So), Tolerance (To), Achievement via Conformance (Ac),

Achievement via Independence (Ai), Intellectual Efficiency

(Ie), Psychological-Mindedness (Py), Flexibility (Fx), and

Femininity (Fe). All scores are reported in terms of a

standard score with a mean of 50 and a standard deviation

of 10.

Criterion Measures. The criteria selected for this

study are the "Net"and "Gross" closing ratios. The gross

closing ratio is computed as the number of jobs a

salesperson "closes" (i.e., the customer agrees to buy) out

of all appointments seen in a given month. This is seen as

the secondary performance criterion. The net closing ratio

is the percentage of sales that are still valid after

customer cancellations and financing rejections are taken
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into consideration. This is the primary performance

criterion.

These have been selected as the criteria for several

reasons. First, these measures are based on follow-up

records of actual job performance. Secondly, the company

bases administrative actions such as terminations and

promotions on the net closing ratio. And lastly, in order

to replicate the pilot (concurrent validation) study, these

criteria must be used.

Pilot Study. The present study is a follow-up to an

initial pilot study by Johnson (1985). After extensive

interviews with several of the companies most experienced

and productive sales people, a job analysis was performed to

determine the important behaviors and characteristics of

successful sales people. Based on the job analysis several

tests were identified as bearing relationships to the job

analysis factors. The CPI was one of these tests. The

tests were then administered to currently employed sales

personnel for purposes of empirically establishing their

validity.

Scores from these tests were statistically correlated

with the company's primary job performance criterion, the

net closing ratio. A secondary correlational analysis was

also conducted with the job performance measure of gross

closing ratio as the criterion. In order to achieve

criterion stability data were not analyzed for any sales
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people who had worked less than six months. The total

sample size was 23.

Three scales from the CPI showed statistically

significant correlations with the criteria measures. They

were Sociability (Sy), Self-Acceptance (Sa), and

Responsibility (Re). The correlations between these scales

and the Net Closing Ratio were Sy = .32 (p = .066), Sa = .53

(p = .005), and Re = -.50 (p = .008). The correlations with

the Gross Closing Ratio were Sy = .38 (p = .036), Sa = .426

(p = .022), and Re = -.34 (p = .054).

An unweighted linear composite score was developed by

adding the Sy and Sa scores and subtracting the Re score.

This composite score correlated highly with both criterion

scales. The correlation with Net closing ratio was .66 (p =

.0003), and with Gross closing ratio .52 (p = .005). A

cutoff score of 81 was established based on these findings.

Because of the high validity established the CPI, with

the cutoff score, was immediately implemented into the

selection process.

Procedure. Normal recruitment procedures were

retrained for the study. Newspaper advertisements were used

to draw interested applicants in all locations. Recruitment

and hiring occurred in the months of May, June, July,

August, and September of 1985. Prior to the time of hiring,

all applicants for the position were individually

interviewed and subsequently given the CPI. Applicants were
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asked to read the instructions on the front cover of the test

booklet and to answer all questions as honestly as possible.

The test was given without time restraints. The CPI was hand

scored using templates provided by Consulting Psychologist

Press. The standard scores for the 18 scales were derived

in the manner indicated in the test manual. Selection for

the open positions was based on the recruiters' reactions

based on the interview plus reference to the test results.

Not all individuals who reached the previously established

cutoff score of 81 were hired, and conversely, some

individuals who did not reach the score were hired.

Essentially, the test was relied on more heavily when the

recruiter had mixed feelings about an applicant. Test

scores ranged from 59 to 112.

The sample began with 61 individuals. Twenty-eight of

these individuals were separated from the company (non-

voluntary) due to low closing ratios; an additional 13

voluntarily separated from the company for various reasons.

These individuals were not included in this study since six

months of actual follow-up data were not available for them.

To replicate the pilot study and to achieve criterion

stability, the six month period for data collection was

imperative.

Results

Net and gross closing percentages were correlated with

not only the test score but with each of the separate
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subscales of the CPI. The Pearson Product Moment

Correlation Coefficients showed no significance for the

composite score nor for any of the individual subscales for

the net closing ratio criterion. The correlation coefficient

for the gross closing ratio, however, showed significant

positive correlations with Responsibility r = .46 (p..05),

Intellectual Efficiency r = .48 (a( .05), and

Psychological-Mindedness r= .49 (p .05) . Correlation

coefficients can be seen in Table 1.

Figure 1 demonstrates that the scatterplot for the

entire sample (those terminated and those retained) shows

that nearly all of those with low composite scores did

indeed fail with the company. There are however, 25 "False

Accepts" (those who hit the composite score or above but

still failed with the company).

Discussion

Although the pilot study showed that the CPI composite

score had a direct significant correlation with both net

and gross closing ratios, the present study shows that this

finding is no longer substantiated.

Although gross closing ratio is positively correlated

with three of the CFI scales this is not of great benefit

due to the secondary nature of this criterion. It is inter-

esting to note, however, that the strong positive correlation

of Responsibility is in direct opposition to the previous

findings of strong negative correlation found in the pilot study.
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Table 1

Correlation Coefficients for Closing Percentages
and CPI Scales

Net

Composite Score

Dominance

Capacity for Status

Sociability

Social Presence

Self-Acceptance

Sense of Well Being

Responsibility

Socialization

Self-Control

Tolerance

Good Impression

Communality

Achievement via Conformance

Achievement via Independence

Intellectual Efficiency

Psychological-Mindedness

Flexibility

Femininity

Closing Percentage

Gross

-. 17

.04

.10

.06

.21

.00

.19

.29

.08

.14

.21

.05

-.24

.22

-. 17

.26

.31

-. 17

-. 23

-.37

.14

.33

.10

-.00

-. 09

.32

.46*

.09

.28

.36

.08

-.30

.27

.15

.48*

.49*

-. 10
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Figure 1. Scatterplot for Entire Group

The current findings might possibly be attributed to

several factors. The motivational differences in taking the

test which existed between job incumbents and job applicants

were tremendous. As a job incumbent the subjects might

have been quite unconcerned with the profile results since

they were assured no action (i.e. , termination) would

result from it. On the other hand, the job applicants faced

major consequences based on the results of this profile. In

addition, job knowledge and/or job interest acquired by

incumbents was not present in applicants. These facts in

themselves could have major consequences on profile results.

Of even more consequence, is the possibility that

expectations (by the company) of applicants is different at

this point in time. When the initial study took place



the company was small and trying to establish itself. Sales

people at that point were not labeled as employees, but

rather as subcontractors. Perhaps the company was looking,

at that time, for people who could be assertive risk-takers

to help the company reach the status desired. The company

has now established itself as the largest and most secure

home improvement company in the nation. With this standing

in the industry they may now desire a more professional,

educated, secure and established type of individual.

Another very important factor that may contribute to

the obtained differences is that the company is much

stricter in quickly terminating a salesperson from the

company if they are a low producer. They have always

terminated low producers, however it occurs much earlier now

than in the past.

Additionally, in the pilot study analysis was

performed on at least six months worth of data for each

subject, and in some cases, as much as one years worth of

performance was analyzed. The present study analyzed

performance data for a six month period only. Although

these changes may be present, the product, the criteria, and

the clientele are still the same.

The validity differences between gross and net closing

ratios is somewhat more difficult to explain. As stated

previously, the difference between the two closing ratios is

the -act that the net closing ratio takes into consideration
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the cancellations and finance rejections. A possible

explanation is that those individuals who are more

responsible, intelligent, and responsive to the customer

(Re, Ie, and Py) have an easier time getting the customer to

agree to purchase the product "tonight" since they appear to

be concerned for the customer. These traits in themselves,

however, are not all it takes to make the customer stick to

his decision to purchase. The elusive trait(s) of sales

success which has haunted personnel specialists for years

will continue to be searched for.

Although the problem of hiring successful sales people

has not been solved, invaluable information has been

obtained for this company. The study, although not

confirming previous results, has resulted in pursuing other

selection aids for the company. The cost of administration

and interpretation of the CPI can be halted and these

efforts put to use in devising new and improved selection

methods.

While the sample size may be seen as a limitation of

the study, the attrition occurring during the six month

criterion collection period is a very real and as of yet

uncontrollable circumstance.

In order to increase the sample size and include those

individuals separated from the company prior to the six

month period (who were very important to this

investigation), a second study was conducted. Study 2
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additionally investigated the possibility that the CPI will

differentiate between short term success and long term

success by correlating retention/separation on a month-to-

month basis.

Study 2

Method

Subjects. The subjects used in this study were 61 male

home improvement sales representatives. The subjects ranged

in age from 23 to 63. These individuals are the group from

which Study l's subjects were taken and include the subjects

from Study 1. Recruitment procedures were the same as Study

1.

Materials. The materials used were identical to Study

1.

Criterion Measures. The criterion in this study is

"retention" or "separation" from the company. Retention was

the ultimate desire of the company. Separation from the

company is primarily due to low closing ratios. The

criterion measure was based on follow-up records of actual

job retention or separation.

Procedures. The procedures used in this Study were

identical to Study 1, except that the 61 subjects in this

analysis included the 28 individuals who were separated from

the company due to low closing ratios. It also included the

13 individuals who voluntarily separated from the company

for various reasons. These individuals were included in
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this study since differentiation between those who are

retained and separated is the major concern for the company

(regardless of reason). The two dichotomized variables

were: retention or separation and composite score of above

81 or below 81.

Results

The Phi Coefficients derived for each of the first six

months of employment show no statistical significance

between retention or separation and test score of above 81

or below 81. See Table 2 for specific correlation

coefficients for each month.

Table 2

Phi Coefficients for Retention on a Monthly Basis

Month Retention/Separation

Il.13

.04

301

4 .08

5 .13

6 .12

For month 1 each subject's first month of employment

was used in the computation. For example, for some

individuals June was the first month of employment, while
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for others July or August may have been the first month of

employment. Each subject was counted as "retained" only if

they completed the entire month under investigation. If

only a partial month was completed they were counted

"separated" from that month henceforth.

The dichotomized variables: Retained/Above 81,

Separated/Below 81, Retained/Below 81, Separated/Above 81

are compared in Figure 2. Comparison in this fashion allows

us to visually compare the "desired" results (Retained/Above

81 and Separated/Below 81) to the "not desired" results

(Retained/Below 81 and Separated/Above 81).

40
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F>iure 2. Individuals Retained or Separated.



Discussion

As can be seen by Figure 2, although substantially more

individuals are retrained through-out the six month period if

a score of 81 or greater was reached it also shows that as

the months progress more individuals (proportionately) with

a test score of 81 or above are separated from the company

than are those with a test score below 81. There is no

indication that the profile score can differentiate between

short and long term retention.

As could probably be expected as the months progress

more separations occur. What is not expected however, is

that the proportion of individuals who were separated with

scores above 81 is larger than those who were separated with

scores below 81.

It should be noted that the fact that different

calendar months were analyzed together as Month 1, Month 2,

etc. may be considered a limitation of the study since this

type of work is often seen as seasonal work. Though this is

a limitation, it is not felt that it is a severe one, since

the company does continue selling and installing jobs

through-out the entire year.

Conclusions

The present studies demonstrate that the CFI is not

helpful in the selection of home improvement salespeople.

The CF'I scales and the composite score do not differentiate

between good and poor performers, nor does the composite
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score differentiate between short and lonq term success.

The CPI is being phased out as a tool in the selection

procedure for sales people while new methods are being

researched.

The results of this study support and reflect the

inconsistencies in sales selection tests that have been

seen since the 1930's. As quickly as one author reports

valuable results with a specific measurement tool another

author finds contradictory results.

The search for measurement tools to aid personnel

specialists with sales selection must continue, keeping in

mind that generalizations form one company to another or one

product to another cannot be made.
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