View metadata, citation and similar papers at core.ac.uk brought to you by fCORE

provided by Unisa Institutional Repository

PERSONALITY AND THE PERFORMANCE OF SALES STAFF IN A CALL CENTRE
ENVIRONMENT

by

CECILIA DENTON

submitted in part fulfilment of the requirements for the degree

MASTERS OF ARTS

in the subject

INDUSTRIAL AND ORGANISATIONAL PSYCHOLOGY

at the

UNIVERSITY OF SOUTH AFRICA

SUPERVISOR: DR L.M. UNGERER

October 2012


https://core.ac.uk/display/43173253?utm_source=pdf&utm_medium=banner&utm_campaign=pdf-decoration-v1

DECLARATION

I, Cecilia Denton, student number 31587437, declare that this dissertation of limited scope,
entitled Personality and the Performance of Sales Staff in a Call Centre Environment, is
my work and that all the sources and gquotes have been identified and acknowledged by

means of complete references.

| further declare that ethical clearance to conduct the research has been obtained from the
Department of Industrial and Organisational Psychology, University of South Africa, as well

as from the participating organisation.

CECILIA DENTON

30 October 2012



ACKNOWLEDGEMENTS

I would like to thank the following for their assistance during the writing of this dissertation:

My supervisor, Dr Leona Ungerer, for her continuing support, guidance and patience
throughout the completion of my dissertation.

Professor Delene Ljungqvist for her competence and direction with the final product.
Your input was highly appreciated.

Merle Werbeloff for the competent and professional manner in which she supported,
guided and assisted me through the entire statistical process. Your help was
invaluable.

Alexa Barnby, the language editor that did an absolute amazing task finalising my work
in a fast and professional manner.

Siza Selahle, the technical advisor who assisted me with the technical aspects of the
dissertation.

My husband, Glen Denton, who believes in me, encourages and supports me in all my
undertakings, especially this degree. | would like to dedicate this study and all my hard
work to you. Without you this would not have been possible.

Jeannette van Dyk, my friend who supported me on a personal and professional level
throughout the process of this study. It is truly appreciated.

| would like to thank my mother, Nico, Francois and Magda for their support during this
time and for always believing in me and always being there for me. Your support in the
last three years has been invaluable and is truly appreciated. Thank you for being
patient and understanding throughout this whole process.

Psytech SA, which provided me with the psychometric instruments as well as the
assistance | required to complete the study.

The participating organisation which afforded me the opportunity to conduct the study
within their organisation.



SUMMARY

PERSONALITY AND THE PERFORMANCE OF SALES STAFF IN A CALL CENTRE
ENVIRONMENT
by
CECILIA DENTON

SUPERVISOR : Dr L.M. Ungerer
DEPARTMENT : Industrial and Organisational Psychology
DEGREE . MA (Industrial and Organisational Psychology)

The objective of the study was to determine whether any relationships exist between
personality and the performance of sales staff in a call centre environment. Personality type
(measured by the Jung Type Indicator [JTI]) and sales personality type (measured by the
Sales Preference Indicator [SPI]) were correlated with sales staff performance in an
insurance call centre environment. A quantitative survey was conducted using a sample of N
= 146.

Correlational and inferential statistical analyses revealed statistically significant positive,
although weak, relationships between personality type and the performance of call centre
sales staff while statistically significant positive and negative correlations, although weak,
were found between sales personality type and the performance of call centre sales staff.
More female and black sales staff members were found in the higher performing clusters
than in the average and poorer performing clusters. The best subset of personality scales
from the JTI that predicted univariate measures of performance were the extroversion-
introversion scale and the judging-perceiving scale while the best subset of predictors from
the SPI personality scale were the consistent-adaptive scale and the cooperative-competitive

scale.

Call centre performance criteria are based mainly on quantitative performance criteria. It
emerged from the literature review that the call centre sales position is synonymous with
emotional labour and it is, thus, recommended that future research should emphasise the
importance of emotionally intensive labour and its measurement combined with quantitative

performance measures.

Key words: personality type; sales personality type; sales performance; individual

performance; organisational performance; call centre.
iv
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CHAPTER 1
SCIENTIFIC OVERVIEW OF THE STUDY

This study explores the relationships between personality and the performance of sales staff
in a call centre sales environment. In the study personality will be explored as “personality
type” and “sales personality type”. Call centre sales staff performance is measured based on
the time spent on the telephone with customers, sales volumes generated and the quality of
the sales process. Chapter 1 outlines the background, motivation and problem statement for
the study. The aims and paradigm perspective of the study are also outlined, while the
research design and method are explained and the chapter layout presented.

1.1 BACKGROUND AND MOTIVATION

The focus of this study is an investigation into whether relationships exist between
personality and the performance of sales staff in a call centre insurance sales role. The
context of this study is the identification of suitable call centre sales staff during the hiring
process so as to enhance an optimal person—environment fit in an environment that is

characterised by both extreme pressure and emotional labour.

If organisations are to survive and flourish, it is essential that they adapt to global changes,
particularly in view of the fact that they face more foreign competition than ever before,
political transformations and the increasing advancement of technological markets (Abed &
Haghighi, 2009; Greenhaus, Callanan, & Godshalk, 2000; Greenberg & Baron, 2008).
Overall, the highly competitive environment in most industries is constantly creating pressure
to optimise the efficiency and effectiveness of business processes (Abed & Haghighi, 2009)
and organisational survival has become centred on effective, high quality sales based on a
customer-centred approach (Nel & De Villiers, 2004). Changes in the world of sales and an
increased demand for customer-centredness gave rise to the introduction of call centres that
enable organisations to provide customers with immediate, interactive customer service and

offering a wider range of products (Nash, 1994).

According to the South African Insurance Report (Business Monitor International, 2011;
Metcalfe, 2006), a concern in South Africa is the sluggish economic growth as a result of
weak confidence in business and high unemployment. However, call centres have
significantly boosted both job creation and foreign investment in South Africa (Pritchard,
2011) with the South African insurance industry, in particular, showing overall positive growth

as well as overall higher profitability (Business Monitor International, 2011). This, in turn, has



facilitated the introduction of new insurance products in South Africa and possible expansion

into Sub-Saharan African markets, thus creating more job opportunities.

A call centre serves as a customer support and sales channel by means of telephonic
communication either to generate more business through sales or to retain current business
(The Telephone comes to life, 1995). An increasing number of organisations are becoming
interested in sales focused call centres and approximately two-thirds of interactions with
customers currently are established through call centres (Bakker, Demerouti, & Schaufeli,
2003; Batt & Moynihan, 2002).

The premise of call centre sales is based on improved quality customer service and the
maintenance of lower costs, thus endeavouring to find a balance between quantitative and
gualitative sales (Banks & Roodt, 2011; Deery & Kinnie, 2002; Korczynski, 2002; Russell,
2009). This, in turn, has influenced and changed the definition of the performance of sales
staff significantly.

Companies within the financial insurance sectors are relying specifically on call centres to
optimise the quality of service delivery (Visser & Rothmann, 2009). The constant evolution of
call centres has resulted in continuous changes in technological advancement, employee
workload and the nature of the call centre sales role. Sales objectives in general have
become standardised and target-driven, resulting in more stress for sales staff (Russell,
2009). The call centre sales position, in particular, has become more multifaceted (Russell,
2009) and includes various responsibilities such as the generation of high sales volumes,

whilst delivering high quality customer service in an efficient manner (Dean & Rainnie, 2009).

Despite the fact that the main goal of a call centre is maintaining low costs and ensuring high
performance, delivering high quality customer service is essential (Taylor, Mulvey, Hyman &
Bain, 2002). The organisational and occupational transformations in these work processes
have led to call centre sales staff becoming increasingly isolated and enjoying very little
moral support (Russell, 2009). The call centre sales position has developed into a
challenging and multi-layered role which impacts on call centre sales agent performance. In
particular, absenteeism, turnover, tardiness and employee burnout have further been
increasing the challenges in the call centre sales environment in a way that is impacting
significantly on organisational performance (Deery, Iverson & Walsh, 2002; Russell, 2009;
Visser & Rothmann, 2009).

This study will focus on staff members who fulfil the dual responsibility of providing excellent



customer service while delivering high volumes of insurance sales within a call centre
environment. People in these positions are often required to perform under pressure and to
act in a manner which is contradictory to their own personality types. This, in turn, constitutes
emotional labour. Hochschild (1983) defines emotional labour as the interpersonal interaction
during the social exchange between employee and customer. It is considered as a type of
labour as the employee is required to perform a specific task, the employee is expected to
complete this task successfully and the task is sold for a wage (Hochschild, 1983). Thus,
emotional labour may also refer to the management of one’s feeling in order to elicit a
reaction in others (Hochschild, 1983). The emotional labour that is expected of call centre
sales staff goes hand-in-hand with the expected display rules of a call centre sales
organisation. The display rules defined by an organisation often require sales staff to act in a
sociable and concerned manner which then increases the emotional demands on the
salespeople concerned (Diefendorff & Richard, 2003). The emotional labour inherent in call
centre sales performance has an impact on organisational performance, including

absenteeism, turnover and employee burnout.

One of the major consequences of emotional labour is absenteeism and this is one of the key
challenges in the call centre sales role (Barrick & Mount, 2005; Deery et al., 2002).
Absenteeism may be linked to poor individual performance but it also has an effect on
organisational performance (Muchinsky, Kriek & Schreuder, 1998). If 1% of the employees in
an organisation are absent, then the productivity of that organisation falls by 2,5% (Soma
initiative: Enhancing employee productivity, 2011). Currently 17% of an organisation’s annual
payroll and 20% of the annual working days are lost as a result of absenteeism while the call
centre sales environment is experiencing its highest level of absenteeism at a rate of 3,67%
per year in 2011 as compared to previous years (Soma initiative: Enhancing employee
productivity, 2011).

Another major impact of emotional labour on the call centre sales environment is staff
turnover. Despite the fact that the mass production strategy of the sales call centre was
designed to combat staff turnover (Batt & Moynihan, 2002), staff turnover remains a critical
problem within the call centre sales environment (Barrick & Mount, 2005; Deery et al., 2002).
However, the effects of high staff turnover extend further than merely the burden of replacing
employees and, according to recent findings, high staff turnover has a significant impact on
an organisation’s overall performance (Flex execs management solutions, n.d.). This
includes not only the selection, hiring and training of new staff members but may also affect
productivity and lead to customer dissatisfaction as a result of a lower quality service.

Customer satisfaction is critical because it may cost an organisation between 5 to 11 times



more to generate new business rather than expand existing business (Ferrell, Hirt & Ferrell,
2008).

Emotional exhaustion and burnout appear to be characteristic of the call centre sales position
but have also been linked to poor performance (Brotheridge & Lee, 2003; Russell, 2009;
Visser & Rothmann, 2009). Barrick and Mount (2005) argue that it is necessary to study
people and not merely their traits to understand the role of personality and its relationship
with job performance. It is not sufficient simply to measure personality, but researchers need
to understand the challenges and uniqueness of certain work environments in which
individuals are required to perform. The call centre sales environment is often associated
with emotional exhaustion because employees may have to behave in a manner which is
inconsistent with their real personality types and they are often caught between the
expression of false feelings and the suppression of true feelings (Zapf, 2002).

Wallace, Eagleson and Waldersee (2000) found that sales organisations often drive the
pressures that create emotional labour in call centre sales staff by means of both a sacrificial
human resource strategy and a focus on sales output. In order to sustain efficiency and
excellent service, the organisation depends on the friendliness, enthusiasm and endurance
of the employee and this, in turn, creates immense pressure. The call centre sales strategy
was originally designed to combat employee turnover and organisations anticipated that it
would also mitigate employee stress and burnout (Batt & Moynihan, 2002). However,
absenteeism, turnover and burnout remain major challenges and affect employee

performance.

According to Guy, Newman and Mastracci (2008), some employees are energised through
an emotional exchange with customers, whereas others find it exhausting. They believe that
emotional labour is a unique skill that depends on individual differences in personality.
Despite the fact that the call centre sales position is characterised by emotional labour and
emotional exchanges with customers, call centre sales performance is still measured in
terms of “hard” performance criteria such as calls waiting, calls answered, call duration and

customer waiting times (Banks & Roodt, 2011).

According to Hough and Oswald (2008), it is critical that the role of personality in the
prediction of job performance be taken into account because, fundamentally, most job
performance dimensions reflect discretionary behaviours that are closely associated with
personality constructs. Hogan and Hogan (2007) further argue that assessing personality in

the workplace may successfully predict job performance if the personality characteristics that



underlie job performance are suitably investigated and explored. For example, if a job role
requires attention to detail, personality assessment may identify a “sensing personality type”
as a possible high performer. Various studies support the notion that personality predicts
overall job performance, including objective performance, task performance, contextual
performance (Dudley, Orvis, Lebiecki & Cortina, 2006) and sales performance (De Mascio,
2010; Foster, 2009; Kahle, 2008). Personality also tends to be related to the prediction of
various behaviours such as goal setting and procrastination (Steel, 2007), creativity and
innovation (Hough & Dilchert, 2007) and employee wellbeing (Steel, Schmidt & Shulz, 2008).

It is significant that all these behaviours are important in a sales environment.

Personality has also been linked to the prediction of counter productive work behaviours
(Berry, Ones & Sackett, 2007), absenteeism, turnover and tardiness (Barrick & Mount, 2005)
as well as team performance (Peeters, Van Tuijl, Rutte & Reymen, 2006). There does,
indeed, appear to be a clear relationship between organisational outcomes such as sales
performance, absenteeism and turnover and the personality characteristics of call centre
sales staff (Sawyer, Srinivas & Wang, 2009). It is, therefore, essential to identify which
personality attributes are suitable for the call centre sales environment in order to reduce the
risk of employing poor performers (Deeter-Schmelz & Sojka, 2007) and to minimise

counterproductive behaviours.

In the light of both the high turnover rate and the high level of employee burnout in sales
departments it has become essential that some of the hiring criteria, for example, personality
attributes of call centre sales staff, be reviewed as a matter of urgency (Banks & Roodt,
2011; Nel & De Villiers, 2004; Russell, 2009). Dramatic changes in the sales process,
accompanied by the challenges which call centre sales staff face, have led to additional
complications such as limited career advancement and decreasing levels of solidarity (Deery
et al., 2002; Russell, 2009; Visser & Rothmann, 2009). However, it is possible that, if
personality-congruency within a demanding sales environment could be established,

stressful experiences may be reduced.

Metcalfe (2006) maintains that the recruitment of competent and suitable staff should be a
priority if the effectiveness of the sales function is optimised. However, in order to develop
effective selection criteria, it is essential to understand the type of individual who will be
successful within the call centre sales environment (Sawyer et al., 2009). Various methods
are used to select call centre staff, including interviews, psychometric assessment and
assessment centres (Nankervis, Compton & Baird, 2005). In addition, research has also

made a considerable contribution to the understanding of the structure and make-up of



personality and, as a result, various instruments are available with which to assess the

personality types of new recruits (Barrick & Mount, 2005).

However, despite the increasing focus on call centres in South Africa, there is little research
available on this industry (Banks & Roodt, 2011). According to Moller, Crous and Schepers
(2004), most service organisations make use of call centres and yet there is limited research
available on the high levels of staff turnover currently being experienced in these
organisations. Thus, it would appear that further research relating to personality and sales
performance in the call centre sales environment, in particular to identify suitable sales staff

during the hiring process and increase the person—environment fit, is warranted.

The objective of this study is to examine whether a relationship exists between the
personality of sales staff and their sales performance in a call centre sales environment.
Accordingly, personality types will be investigated in an effort to optimise person—
environment fit. The main goal of a sales organisation is the generation of sales (Dannenburg
& Zupancic, 2009) and, thus, this study will investigate sales personality types in order to
identify the most suitable sales staff for the call centre environment. The results from this
study may benefit the sales organisation’s understanding of the personality attributes which

are necessary for effective call centre sales performance.

1.2 PROBLEM STATEMENT

The call centre sales role differs somewhat from the traditional sales role. Originally customer
interactions and sales were personalised and local but have now been influenced by the
affordable national and international technological advances (Batt & Moynihan, 2002) with
the call centre providing a more cost-effective service sales strategy than the traditional sales
role (Taylor & Bain, 1999). The traditional sales role includes physical meetings with the
customer whereas the call centre sales role requires contact through the medium of
technology (Batt & Moynihan, 2002). The quantitative Tayloristic approach to call centres
was originally characterised according to the scripted, routinised and close monitoring of
sales staff with rigid performance objectives (Taylor & Bain, 2001). However, call centre
sales performance has become even more repetitive, monotonous and predictable (Russell,
2009) with an increased focus on improved service efficiency and enhanced quality delivery
(Aksin, Armony & Mehrotra, 2007). The improved efficiency of the interactions between call
centre sales staff and customers has resulted in the call centre becoming extremely labour
intensive (Aksin et al., 2007; Wallace et al., 2000). The call centre sales position was

originally developed as a customer contact point but has developed into a more sales



orientated role that requires relationship building between sales agent and customer (Aksin &
Harker, 1999; Strandberg, 2003). Wood, Holmen and Stride (2006) identified adaptability and
innovation as important behavioural strategies with which to cope with the demands of the
call centre sales position. They also identified the importance of the call centre sales agent in
delivering a variety of services and products to the customer. As a result, a challenge was
identified in the call centre where the focus is still mechanised and is on routine sales.

However, a shift to relationship building should result in improved sales.

Deery, Iverson and Walsh (2004, p. 8) describe call centre sales staff as representing “the
personality of the firm to the customer over the telephone”. The specific personality attributes
of call centre sales staff that are necessary to ensure the successful execution of tasks
include maintaining good customer relations as well as dealing with constant change and
customer complaints (Carrim, Basson & Coetzee, 2006; Nel & De Villiers, 2004). In fact, the
behaviour of sales staff should reflect exceptional customer service (Korczynski, 2002) while
being characterised by an appropriate social demeanour when interacting with customers
(Russell, 2009). In order to meet the emotional demands of their position, call centre sales
staff are required to build rapport with customers, support and nurture these relationships

and be both gregarious and empathic (Bolton, 2005).

The call centre sales agent should have the appropriate personality attributes to solve
problems competently and to assist customers knowledgeably through an innovative
perspective of the organisation’s greater goals (Korczynksi, 2002). It is evident that the
growing demands of the call centre sales role require salespeople to deal with multifaceted
issues such as handling difficult customers and upholding the organisation’s quality of
service (Lewig & Dollard, 2003). In addition, sales staff may also have to deal with unfriendly
and verbally abusive customers. This, in turn, requires that they suppress their emotions and

they often have to behave in a manner that is inconsistent with their true self.

More specifically, the call centre sales position may be described as emotional labour,
particularly while demonstrating social skills during customer interactions (Van den Broek,
Callaghan & Thomson, 2004). Many sales service-related positions require sales staff
members either to act in a fake positive manner towards the customer, showing insincere
interest and friendliness, or to suppress negative feelings, such as anger or frustration, that
may arise towards the customer (Diefendorff & Richard, 2003). Morris and Feldman (1996, p.
987) define emotional labour as the “effort, planning and control needed to express
organisationally desired emotions during interpersonal transactions”. In other words,

emotional labour requires the management of either the feelings (Hochschild, 1983) and/or



the behaviour (Ashforth & Humphrey, 1993) required in the organisation as part of the
specific job role. It is incumbent on call centre sales staff to adhere to specific organisational
display rules in order to regulate their emotions and behaviours and, thus, to attain set work
goals (Cropanzano, Weiss & Elias, 2004). Brotheridge and Lee (2003) describe
organisational display rules as the use of emotional strategies in order to complete work
tasks successfully. Organisational display rules are synonymous with call centre sales staff
performance and the type of work objective that sales staff endeavour to realise (Diefendorff
& Gosserand, 2003).

However, despite the fact that the call centre sales position may be described as emotionally
intensive, performance criteria are still described in quantitative measures. Benner, Lewis
and Omar (2007) define call centre sales performance criteria according to call handling
times, monitored task times, call waiting time and subjective supervisory ratings. The
insurance call centre sales position, for instance, requires sales staff to talk to hundreds of
customers daily in a scripted manner in an attempt to sell insurance policies and reach
monthly targets (Holman, 2003; Totterdell & Holman, 2003).

Bono and Vey (2007) found that personality plays a significant role in the effective
management of emotional regulation, as is expected of call centre sales staff. Sales
organisations may benefit from the identification of employees who are able to manage their
emotions optimally in order to produce the required emotional expression with the necessary
sincerity and with low stress (Bono & Vey, 2007). Bono and Vey (2007) also found that
personality-congruent or incongruent emotions may stimulate different reactions in
individuals in terms of either the stress experienced or performance delivered. It was further
found that individuals often behave in manners inconsistent with their personality in the
pursuit of career or personal goals and, as a result, they remain in positions to which they are
not suited (Little, 2000). In addition, individuals behave in ways that are consistent with their
personality in order to comply with organisational expectations and to display rules which

may make them appear more suitable for a given position (Little, 2000).

The sales personality type that is aligned with deep acting may be expected to result in
effectiveness, as it is related to emotional performance (Grandey, 2003; Tsai & Huang,
2002). Deep acting is related to higher motivation, higher quality service and the authentic
display of expressions which are assumed to have a positive effect on customer expectations
(Bettencourt, Gwinner & Meuter, 2001; Groth, Hennig-Thurau & Walsh, 2009; Hennig-
Thurau, Groth, Paul & Gremler, 2006). In addition, the positive mood helps to preserve the

energy and social resources of the sales staff (Brotheridge & Lee, 2003). Groth et al. (2009)



related deep acting to prioritising the needs of the customer which should, in turn, also

increase the financial compensation which sales staff receive (Lynn & Simons, 2000).

Russell (2009) believes that there is disagreement about the essential personality attributes
which are required for effective performance in the call centre sales role. According to
Furnham and Fudge (2008), a salesperson’s personality has a definite impact on his/her
sales performance. Accordingly, the identification of suitable personality attributes to predict
call centre sales staff behaviour is critical (Carr, De la Garza & Vorster, 2002; Du Toit,
Coetzee & Visser, 2005; Nicholls, Viviers & Visser, 2009).

The benefits of identifying a suitable personality type for the call centre sales environment
may include enhanced customer service quality as well as an increase in the earnings of the
sales staff (Grandey, 2000). However, a mismatch resulting from a poor person—environment
fit because of emotional dissonance may lead to strain and, therefore, poor performance
(Grandey, 2000). In light of the demanding nature of the call centre sales position, it is, thus,
critical to investigate both the type of personality that will perform optimally in the call centre

sales position and also ways in which to enhance the person—environment fit.

1.2.1 Research questions with regards to the literature review

The general research question of this study is to investigate whether there is a relationship
between personality type and the performance of sales staff in a call centre environment.
Personality is investigated in terms of personality type and sales personality type.

1.2.2 Specific research questions with regards to the study

The literature study will address the following research questions:

o How is “personality type” conceptualised in the literature?

. How is “sales personality type” conceptualised in the literature?

. How is the “performance of sales staff’ conceptualised in the literature?

. Do theoretical relationships exist between “personality type”, “sales personality type”

and “performance of sales staff” in a call centre sales environment?
. What are the implications of the theoretical relationships between “personality type,
sales personality type and the performance of sales staff’ in a call centre sales

environment?

The specific empirical study will address the following research questions:



° Do empirical relationships exist between “personality type” and the “performance of
sales staff” in a call centre insurance sales environment?

° Do empirical relationships exist between “sales personality type” and the
“performance of sales staff’ in a call centre insurance sales environment?

. What is the best subset of personality scales from the Jung Type Indicator (JTI) and
the Sales Preference Indicator (SPI) for predicting each of the univariate measures of
sales performance?

o Based on the research findings of this study what are the implications and
recommendations for the field of Industrial/Organisational Psychology as regards to
“personality type, sales personality type and the performance of sales staff”’ in a call

centre sales environment?

1.3 AIMS

The following general and specific aims were formulated from the research questions above.

1.3.1 General aim of the research

The general aim of this study is to investigate whether relationships exist between personality
type, sales personality type and the performance of sales staff in a call centre sales

environment.

1.3.2 Specific aims of the research

The following specific aims were formulated for both the literature review and the empirical

study:

1.3.2.1 Literature review

The specific aims relating to the literature review were to conceptualise:

. personality type from a theoretical perspective.

. sales personality type from a theoretical perspective.

. the performance of sales staff in a call centre environment from a theoretical
perspective.

. the theoretical relationships between personality type, sales personality type and the

performance of sales staff in a call centre environment.
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° the implications of the theoretical relationships between personality type, sales

personality type and the performance of sales staff in a call centre sales environment.

1.3.2.2 Empirical study

The specific aims relating to the empirical study were to:

. determine the empirical relationships between personality type and the performance of
sales staff in a call centre sales environment

o determine the empirical relationships between sales personality type and the
performance of sales staff in a call centre sales environment

o determine the best subset of personality scales from the Jung Type Indicator (JTI) and
the Sales Preference Indicator (SPI) for predicting each of the univariate measures of
sales performance

° provide recommendations to the discipline of Industrial and Organisational Psychology,
relating to personality type, sales personality type and the performance of sales staff in

a call centre sales environment and also for further research.

1.4 THE PARADIGM PERSPECTIVE OF THE STUDY

The purpose of a paradigm is to assist the researcher with the intended research technique
in ontologically and epistemologically significant ways (Guba & Lincoln, 1994). A paradigm
may be described as the basic belief system (Guba & Lincoln, 1994) or mutually exclusive
views on the social world as regards to generating different theories relating to psychological

topics (Kavous, 2000).

A paradigm serves as a research guide and, therefore, it precedes the research method
(Guba & Lincoln, 1994). According to Terre Blanche and Durrheim (1999), the paradigm is
central to the research design as it provides a rationale both for the study and for the manner
in which the research question will be addressed. In addition, the paradigm commits the
researcher to amassing, observing and construing the required information in an
unambiguous manner (Terre Blanche & Durrheim, 1999). The paradigm perspective clearly
enunciates the intellectual climate as well as the market of intellectual resources which serve

to demarcate the boundaries of the study.

1.4.1 Relevant paradigms

A paradigm assists researchers in conceptualising and classifying their research (Denzin &

Lincoln, 2000). As such, it provides assumptions relating to the research and assists with the
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identification of instruments, participants and the methods that will be applied in the study
(Denzin & Lincoln, 2000). The psychodynamic and positivist paradigm will provide a sound
theoretical, psychological basis on which the results of the research study will be based and

interpreted.

1.4.1.1 Literature review

From a literature viewpoint, the personality type of the call centre sales staff is approached
from a psychodynamic perspective. The psychodynamic paradigm is based on the argument
that basic, general principles are accountable for the behaviour in which individuals engage,
although it proposes different elements for conceptualising and investigating human
behaviour (Bergh & Theron, 2009). The psychodynamic perspective approaches human
behaviour from a psychological, biological and societal viewpoint (Danziger, 1990). The mind
is occupied with biological, intrapsychic drives according to endemic mechanical laws
(Ratner, 1994). However, if the individual consciously denies or suppresses any of these
drives as a result of societal pressures, these drives will remain hidden in the unconscious
and lead to a distorted perception of the self and others (Ratner, 1994). Nevertheless, the
repressed unconscious remains active and intrepidly attempts to evade the societal

pressures which often serve to guide the consciousness (Danziger, 1990).

Jung (1971) proposes that individuals should explore the functioning of the psyche in order to
discover the meaning behind symptoms and behaviours as this meaning holds the key to
understanding oneself. He bases his theory on the premise that personality as a whole may
be described as the psychic self which includes both a conscious and an unconscious
component and demarcates the functional complex personality. Jung (1971) divides the
content of the human psyche into three parts. The first part is the ego, which is similar to the
conscious mind. Secondly, there is the personal unconscious, of which we are not presently
aware, but which may easily be recalled. Thus, the personal unconscious refers to the
recollection of memories and thoughts which are not inhibited but which are concealed in a
person’s mind. The third part is known as the collective unconscious. Jung (1971) describes
this collective unconscious as a multitude of experiences that has been inherited from the
human species at birth. Jung (1971) further emphasises the principle of opposites that is an
ineradicable and indispensable precondition for all psychic life. Personality types and the

principle of opposites will be investigated in detail in this study.

1.4.1.2 Empirical study
The empirical study is approached from the positivist research paradigm perspective. Terre

Blanche and Durrheim (1999) describe the positivist research approach as a study of stable
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and fixed external realities. This approach enables the researcher to adopt an impartial and
detached epistemological position in the research process. The positivist research approach
is a reliable, objective method of observing facts through the eyes of a neutral observer
(Cassell & Johnson, 2001; Madill, Jordan & Shirley, 2000). Thus, it is possible to control and
manipulate the research methodology through experimental, quantitative or hypothesis

testing procedures (Terre Blanche & Durrheim, 1999).

According to Cacioppo, Semin and Berntson (2004), the positivist research approach is
characterised by a specific process with the observed facts of the research being
contextualised within either a model or theory. This is usually followed by a quantitative
experimental study. After capturing the data, inferential statistics are applied to verify the
previously stated hypothesis. Functional relationships may be deduced after the
interpretation of the statistical results which pertain to the original hypothesis statement
(Guba & Lincoln, 1994). Brink (1991) argues that the positivist approach promotes the
reliability, stability and duplication of findings as a result of the fact that the researcher’s
impartiality is maximised. The primary concern of the positivist research approach is the
clarification of experimental data so as to ensure that it is, ultimately, possible to control,

manipulate and predict phenomena (Brink, 1991).

1.4.2 The market of intellectual resources

Mouton and Marais (1996) define the market of intellectual resources as the collection of
beliefs which has a direct bearing on the epistemic position of scientific status. They further
differentiate between two types of belief, namely, theoretical beliefs which pertain to the
nature and structure of phenomena and methodological beliefs which pertain to the nature
and structure of the research process. This study is supported by the meta-theoretical
statements which are based on the theoretical statements and central hypothesis of the

study.

1.4.2.1 Meta-theoretical statements

A meta-theoretical statement is often referred to as traditions or schools of thought that
investigate, analyse or criticise theories in a specific domain (Hjgrland, 2005). The meta-
theoretical statement forms part of the sociological, teleological, ontological and
epistemological dimensions of social science research study and it contributes to the
identification of the specific research methodology to be followed in a study (Hjgrland, 2005).
The three sub-fields of psychology, which are particularly relevant to this study, are

organisational psychology, personnel psychology and psychometric assessment. These sub-
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fields will now be briefly discussed.

Ivancevich and Matteson (2002) describe an organisation as an all-encompassing entity that
comprises a number of components. The organisation is also part of a much larger system
within the environment. The task of organisational management is to create an optimal
balance between the components of the organisation. This study focuses on the way in
which the human capital function forms part of a bigger organisational system. It is hoped
that exploring the different components of the organisation, including understanding the way
in which personality relates to the performance of the sales staff in a call centre environment,
will help contribute to optimal job performance and organisational functioning.

Muchinsky et al. (1998) identify individual differences and job performance as important
elements of personnel management. These elements encompass the recruitment of
personnel, as well as the selection, retention, development and utilisation of human
resources. This study addresses the personnel function within the organisation, particularly
as regards to the identification of suitable sales staff for a call centre environment. It is
envisaged that identifying suitable sales staff may enhance the person—environment fit in the
call centre sales environment (Sawyer et al., 2009) while optimised hiring processes may
eliminate poor performers and reduce financial and human resource costs, leading, in turn, to

improved organisational outcomes (Sawyer et al., 2009).

Psychometric assessment refers to a systematic process in terms of which psychometric
tests are used to gather a wide array of information regarding human behaviour (Foxcroft &
Roodt, 2009). Foxcroft and Roodt (2009) further emphasise the importance of psychometric
assessment in the selection and recruitment of suitable candidates for a specific job or in a
specific field of study. This study will investigate personality type, as measured by the Jung
Type Indicator (JTI), and sales personality type, as measured by the Sales Preference
Indicator (SPI). The data will be analysed statistically in order to formulate conclusions

regarding suitable personality and the performance of sales staff in a call centre environment.

1.4.3 Relevant theories and models

Theories are unproven inferences about authenticities, which are often either agreed or
disagreed upon (Ewen, 1984). Personality theories provide frameworks and explanations
aimed at simplifying complicated human behaviours and highlighting important aspects of
human behaviours (Ewen, 1984). Jung's personality theory of opposing energies forms the

basis for investigating personality type in this study while sales personality type is
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investigated in the context of the social interaction theory. A model serves as a framework for
the acquisition and organisation of scientific knowledge in order to understand the nature of
reality and the investigation of that reality (Frigg, 2006). Thus, the person—environment fit

model should assist with the investigation of the employee and organisational compatibility.

1.4.3.1 Jung’s personality theory

Jung’s (1971) personality theory is based on the concept that opposition generates power
within the psyche. Jung (1971) explores personality type in terms of the principle of
opposites, equivalence and entropy, which will be discussed in more detail in Chapter 2.
Personality type is further divided into basic attitudes and psychological functions. This study
will investigate extraversion (E) and introversion (I) as basic attitudes and also sensing (S),
intuition (N), thinking (T) and feeling (F) as psychological functions.

Based on Jung’s personality theory, Briggs and Briggs-Myers (1984) developed a personality
measure, the Myers Briggs Type Indicator (MBTI). They incorporated Jung’s two basic
attitudes and four psychological functions into this measure and added a further dimension,
namely, judging (J) and perceiving (P). The JTI will be used to measure personality type

according to the E-I; S-N; T-F and J-P scales.

1.4.3.2 The social interaction theory

After a thorough investigation of the SPI manual and conversations with A. Mclnnes and P.
Wood, the originators and distributors of the SPI (personal communication, November 23,
2011), it was determined by the researcher that it was not possible to conceptualise sales
personality type, as measured by the SPI, according to a specific theory, but that the
conceptualisation would have to be based on a detailed literature review on personality sales
dimensions (Opra Consulting Group, 2007). The researcher then identified a suitable theory
that could serve as a framework for sales personality types. In view of the nature of the call
centre sales position and the demands placed on the call centre sales agent the researcher
deemed it appropriate to explore sales personality type in the context of both surface and

deep acting (Grandey, 2000) in relation to the social interaction theory (Coté, 2005).

Sales staff behaviour is predetermined by the organisationally desired display rules to which
sales staff must adhere to in order both to attain high sales volumes and to realise high
quality customer service (Cropanzano et al., 2004). The call centre sales position is
becoming increasingly stressful and this, in turn, is impacting on sales performance
(Diefendorff & Gosserand, 2003). As pointed out earlier, the stressful nature of the call centre

sales position has resulted in the label of emotional labour (Van den Broek et al., 2004).
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Bono and Vey (2007) are of the opinion that personality may be linked to sales staff

emotional performance.

The researcher decided to apply Grandey’s (2000) surface and deep acting theory in the
context of Coté’s (2005) social interaction theory, particularly in view of the fact that the
relationship between personality and performance is regulated by the nature and demands of
the job role (Sawyer et al., 2009). These two interlinked theories, surface and deep acting
theory and social interaction theory, appeared relevant as it is critical to identify which
individuals are energised through the emotional exchange process with customers, and
those who are not (Guy et al., 2008). The strain caused by the requirements of the call centre
sales position not only affect sales performance, but may also impact on broader
organisational performance issues such as absenteeism, turnover and burnout. Grandey’s
(2000) surface and deep acting are illustrated in the context of Co6té’s (2005) social

interaction theory in Figure 1.1, as proposed by the researcher.

l Social Interaction Theory (C6té, 2005) l
'/ Manipulation of emotion once it is QjManipulating the emotion before it is

underway — changing public display fully underway (Coté, 2005).
but not felt emotion experienced Expression of behaviour — attempting
(Coté, 2005). Superficial display of to understand the desired emotion so
behaviour and faking desired emotions that the natural display which follows is
according to organisational display in alignment with organisational
rules (Grandey, 2000). display rules (Grandey, 2000).
Inauthentic behaviour - “Acting in bad Authentic behaviour (Grandey, 2000) -
faith” (Grandey, 2000). “Acting in good faith”

Increased individual strain and e )
Less individual strain

resentment
Poor individual and organisational Positive behaviour and higher level of
performance (Diefendorff & Gosserand, performance (Diefendorff & Gosserand,
2003). Displaying negative behaviour, 2003; Grandey, 2003)
resulting in customer dissatisfaction \_

Burnout (Brotheridge & Lee, 2003),

emotional exhaustion (Grandey, 2003).

Figure 1.1 Co6té’s social interaction theory (2005)
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The display rules expected in the call centre sales environment require sales staff to act in a
friendly and interested way (Diefendorff & Richard, 2003), manage demanding customers
(Lewig & Dollard, 2003) and reach sales targets through effective, high quality sales (Russell,
2009). Some call centre sales staff may be more adept at adhering to such rules than others
while the personality of these staff members may play an essential role in this process. It is,
therefore, critical to identify which sales personality types are suited to the call centre sales
position in order both to promote deep acting and to avoid surface acting so as to optimise
call centre sales. An understanding of sales personality types and the identification of
suitable sales staff for the call centre sales position may ensure a more optimal person—

environment fit and a higher level of sales performance.

The study will explore sales personality type together with the SPI in terms of consistent (C)
versus adaptive (A) selling; emotional connection (EC) versus emotional objectivity (EO);
quiet (Q) versus outgoing (O); separate networks (SN) versus integrated networks (IN); self-
focus (SF) versus organisational focus (OF) and cooperative (CP) versus competitive (COM)
selling. If the personality types of call centre sales staff correspond to those required in the
call centre sales environment, this may result in a higher level of sales performance as well
as reduced absenteeism, reduced turnover and reduced burnout and this may, in turn,
improve organisational performance in the long term. The relevance of Grandey’s (2000)
model of emotional labour as part of Coté’s (2005) social interaction theory in conceptualising

the sales personality type is described in more detail in Chapter 2.

1.4.3.3 Person-environment fit model

According to Judge and Cable (1997), employees are attracted to organisations where they
“fit” while they will inevitably leave organisations where they do “not fit”, as based on various
organisational variables. Some of these variables may be associated with rewards which
may, in turn, be defined as either extrinsic or intrinsic (lvancevich & Matteson, 2002).
Extrinsic rewards refer to the personal feedback or financial reward which an employee
receives from management while intrinsic rewards refer to the satisfaction an employee
experiences when his/her personal needs are fulfilled. Incongruity between extrinsic and
intrinsic rewards may result in an employee experiencing stress (lvancevich & Matteson,
2002). This elevated form of stress may cause discomfort or dissatisfaction, which may then

lead to the employee either becoming unproductive or seeking employment elsewhere.

Hulsheger and Schewe (2011) investigated the person—environment fit based on various

models of emotional labour, including emotional dissonance and surface and deep acting.
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They found that acting inauthentically and experiencing negative emotions may lead to ego
depletion and emotional dissonance as a result of role-conflict. They further argue that the
degree of role-conflict which sales staff experience may impact their performance. The

person—environment fit model is explained in more detail in Chapter 2.

1.4.4 The central hypothesis

The central hypothesis for this study may be defined as follows:

There is a relationship between personality (defined as personality type and sales personality
type) and the performance of sales staff in a call centre environment.

1.5 RESEARCH DESIGN

This research study is based on a quantitative survey design using correlational analyses to
determine whether a relationship exists between personality constructs and the performance
of sales staff in a call centre environment. The independent variable is personality type and
the dependent variable is the performance of sales staff. Personality type is measured by

means of the JTI and sales personality type is measured by means of the SPI.

Performance data was derived from three sets of quantitative criteria that the participating

organisation uses to measure the performance of its sales staff:

° Actual time spent on the telephone with customers
. Total sales volume generated by sales staff
. Quality of telephone calls measured by an independent quality control department

through quantitative measures

As regards to the statistical analyses performed in the study, the above performance

measures were used to create the following four univariate criterion variables:

. Quiality of the telephone calls with customers

. Efficiency of the sales staff is calculated through combining the sales volumes
generated by sales staff and the time spent on the telephone with customers

. Sales volume generated by sales staff

. The consistency of the sales generated over a period of three months.
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Multivariate combinations of performance variables were further created through cluster
analyses of the above mentioned performance criterion variables for the purposes of further
correlational analysis. In carrying out the study, descriptive, correlational and inferential
statistics were used, following a thorough investigation of the psychometric properties of the

measurement scales.

1.5.1 Statistical procedure

The statistical analysis of the study is described below:

1.5.1.1 Descriptive statistics

Descriptive statistics are conventionally used to analyse raw data by indicating the number of
participants in a study, the minimum and maximum scores, means and standard deviations
(Gravetter & Wallnau, 2007). The first section of the statistical analysis provides a description
of the respondents according to age, ethnicity and gender. This is followed by an
investigation of the reliability and validity of the research measurement (including the
personality measurements and performance measurements) by means of Cronbach’s alpha
coefficients and the item total correlations of each scale. Factor analysis was an additional
optional procedure which was used for examining the construct validity of personality scales

with questionable psychometric properties.

Performance data may be described using multivariate combinations of performance
variables that are achieved by clustering respondents with similar performances together,
and apart from other respondents with different performances on these variables. The
purpose of these multivariate techniques is to group data together that is similar and,
therefore, to identify a natural structure in the data (Hair, Black, Babin, Anderson & Tatham,
2006). Cluster analyses of data involve the gathering of data into two or more groups and
maximising the homogeneity of the objects within groups and between groups (Hair et al.,
2006). The k-mean clustering method was used in this study. This clustering method involves
the classification of a data set with the aim of finding the most optimal configuration through a
certain number of clusters (MacQueen, 1967). The resultant clusters were then described
and compared through an Analysis of Variance (ANOVA) on the continuous dependent

variables and Chi square analyses of the categorical variables.

1.5.1.2 Correlational statistics
Correlational statistics were used in the study to identify relationships between constructs

(Gravetter & Wallnau, 2007) and, thus, the Pearson product moment correlation was used.
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The first set of correlational statistics arose from the analysis of the empirical JTI items and
the univariate performance measures. This was followed by a correlational analysis of the

empirical SPI items and the univariate performance measures.

1.5.1.3 Inferential statistics

Multiple regression analysis was the multivariate procedure used in this study to predict
scores on the dependent variable as opposed to a number of scores on the independent
variables. Correlations between the personality type measures with the univariate criterion
variables of sales, efficiency, quality and consistency of sales were investigated using best
subset regressions. The best subset regression technique was applied in this study because
the researcher was investigating the best possible subsets that would predict performance
and not a single subset only (Neter, Wasserman & Kutner, 1985). The typical stepwise
regression method assumes that there is a single “best” subset of variables predicting the
independent variable, which is often not the case. However, according to Neter et al. (1985),
the best subset regression method overcomes the limitation of the stepwise regression
technique of a single subset, but provides the researcher with “all-possible-subsets”. This is
followed by a parallel comparison of the JTI and SPI and the cluster means of the

multivariate performance combinations.

1.5.2 Internal and external validity

The monitoring of the validity and reliability of the study is described in the following section.
According to Gravetter and Wallnau (2007), a study is valid if the study measures what it
intends to measure while; if a study produces consistent and stable results, the study may be
described as reliable (Gravetter & Wallnau, 2007). Mouton and Marais (1996) further define
the reliability of a study as the minimisation of the variation disturbance through the

structuring of the research model in a way which is appropriate within the research context.

It was essential that this study be both reliable and valid and, thus, the reliability and validity
of the study were assessed using the empirical data of the research study. Personality tests
with documented evidence of sound reliability and validity and which were recommended by
Psytech South Africa, a leading psychological test provider, were used to gather information

regarding personality type and sales personality type.

Mouton and Marais (1996) maintain that it is essential that a research study be planned and
structured in such a way that both the internal and the external validity of the study are

maximised. Neuman (2003) defines the internal validity of a study as the exploration of tests
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in order to create a concept of what will be measured and the attempt to control possible
internal errors in the research design that may affect the outcome of the study. The internal

validity of this study was monitored as follows:

° The statement of a properly defined central hypothesis

o The application of models and theories derived from the literature review

. The utilisation of valid psychometric assessment instruments that are scientifically
reliable and valid

Neuman (2003) defines the external validity of a study as the possibility of accurately
generalising the findings of the study to other populations similar to the individuals in the

research study. The external validity of this study was controlled as follows:

° By creating a suitable benchmark for the performance of sales staff through objective
performance criteria
° By ensuring that the sample was representative of the population group that was

investigated

Terre Blanche and Durrheim (1999) describe the unit of analysis as the object under
investigation in the research process. It is essential that researchers define whom or what
they want to explore and about whom/what they intend to draw conclusions. Thus, the
research question needs to be examined thoroughly to identify what the unit of analysis is
(Terre Blanche & Durrheim, 1999). The unit of analysis in this study was the call centre sales
agent (Mouton & Marais, 1996).

1.5.3 Ethical execution of the study

Specific measures were taken in this study to ensure the ethical execution of the research
process. The participating organisation provided written consent for the study to be
undertaken. In addition, the informed consent of every participant was obtained before the
research process commenced. The purpose of the study and the confidentiality of the scores
were explained to all the participants. The participants were treated with respect with every
participant being given the option of requesting personal feedback on his/her scores. The
researcher maintained a high professional standard of competence and ensured that every
participant was treated with skill and care. Figure 1.2 depicts the flow of the research

process.
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Figure 1.2 Flow diagram of the research process

1.6 RESEARCH METHOD

The research study comprised two phases, namely, the literature review and the empirical

study.



1.6.1 Phase one: Literature review

The first phase of the study comprised the literature review. This phase is explained in more
detail in Chapter 2. The literature review explores personality in terms of personality type and
sales personality type with a theoretical link being established between personality type,
sales personality type and the performance of call centre sales staff. Lastly, the implications
of a relationship between personality and the performance of call centre sales staff are
examined.

1.6.2 Phase two: Empirical study

Chapter 3 describes the empirical study which is presented in the form of a research article.
The background to and problem statement of the study are indicated and trends from the
literature, as well as the potential value of the study, are discussed. This chapter also
describes the research design, the research results and concludes with a discussion on the
practical implications of the study, the limitations of the study and future recommendations.
Chapter 4 integrates and discusses the conclusions of the study, the limitations and the
recommendations as regards to the field of Industrial and Organisational Psychology and

possible future research.

1.7 CHAPTER LAYOUT

The chapters will be presented in the following manner.

Chapter 2: Literature review: Personality and the performance of sales staff in a call centre
environment
Chapter 3: Research article

Chapter 4: Conclusions, limitations and recommendations

1.8 CHAPTER SUMMARY

Chapter 1 presented the scientific orientation of the research study. The chapter also
contained the background to and motivation behind the study, the research problem, general
and specific aims of the study, the paradigm perspective, the research design and the
research method. Personality was explored in terms of personality types and sales
personality types. It is hoped that, by exploring the relationships between personality and the
performance of call centre sales staff, organisations may be able to identify the personality

attributes that contribute to effective call centre sales performance. This information may, in
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turn, enhance the identification of suitable personality types during the selection and hiring
process of call centre sales agents. The chapter concluded with the chapter layout and a

summary of the study.
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CHAPTER 2
LITERATURE REVIEW: PERSONALITY AND THE PERFORMANCE OF SALES STAFF IN
A CALL CENTRE ENVIRONMENT

Chapter 2 provides a theoretical overview of the relevant literature on personality and the
performance of sales staff in a call centre environment. The first construct, namely,
personality, is described in terms of “personality types” and “sales personality types” in the
context of the relevant theories and models. The second construct, namely, performance, is
discussed in the context of call centre sales models, call centre sales job designs and
specific call centre sales performance criteria. The practical implications of the theoretical
relationships between the constructs will be elaborated upon.

2.1 PERSONALITY

The term, personality, is applied in order to make sense of human behaviour (Gregory,
2000). The constructional and dynamic personal features of personality are reflected by
individuals and continuously appear in reaction to certain contexts that either distinguish
people from another or group them together (Costa & McCrae, 1992; Pervin, 1993). Osif
(2005) describes personality as the unigue observed impression a person makes on another
and the inherent structures which provides the reason for creating that impression while
Weiten (2008) defines personality as a unique collection of steady behavioural qualities.
According to Vohs and Baumeister (2011), personality is a constellation of different
dimensions of relatively stable individual differences that are usually found evenly distributed

among the general population.

The next section presents a conceptualisation of personality types in the context of Jung’s
personality theory within the framework of the psychodynamic perspective. On the other
hand, sales personality type is conceptualised in the context of the social interaction theory
and the person—environment fit model. Lastly, personality measurement and the variables

influencing personality measurement are discussed.

2.1.1 Conceptualisation of personality type

Personality type may be defined as observed behavioural tendencies that are consistent,
habitual and stable over a given time period and in different situations. Accordingly,
personality type is assumed to refer to abiding inner tendencies representing commonalities

and differences between individuals (Funder, 1991; Gregory, 2000). If any of these
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predispositions or attitudes occur regularly, they are described as the individual’s personality
type (Jung, 1971).

2.1.2 Jung’s personality theory

Jung’s (1971) personality theory forms the basis of this study within the parameters of the
psychodynamic paradigm. Jung (1919) believed that human behaviour is instinctive, constant
and regular, and driven by inherent physiological desires. His contribution to the
psychodynamic paradigm is based on the premise that the self needs to be explored in terms
of both the conscious and the unconscious processes (Jung, 1971). The totality of the
unconscious is divided into the psyche which delineates the personality. Jung’'s (1971)
principle of opposites constitutes an engrained and requisite condition for psychic life and

illustrates Jung’s principles of the operation of the psyche in terms of three categories.

The first category portrays the principle of opposites (Christopher & McFarland Solomon,
2000; Jung, 1971). Every thought immediately generates an opposite thought, similar to a
battery with two opposing poles. Jung (1971) suggests that it is the concept of opposition that
creates the power or libido of the psyche. According to Jung (1971), a strong contrast results

in strong energy while a weak contrast results in weak energy.

The second category is that of equivalence. Jung (1971) suggests that the opposing energies
are expended equally on both the abovementioned opposing poles. Depending on the
specific wish that was made, the energy will result in various behaviours aimed at realising
the wish, while the other part of the energy, once acknowledged and recognised, will
contribute to a general improvement of the individual’s psyche. Should the other side of the
wish or desire not be acknowledged and accepted, the energy will develop in the form of a
complex. The complex may be defined as a trend of suppressed thoughts and feelings that

create a theme around a given archetype (Jung, 1971).

The final category is that of entropy, which refers to the tendency of opposing poles to
collide, resulting in the energy gradually decreasing until it is evenly distributed. Jung (1971)
based this principle on physics, which explains that all physical systems run down until the
energy involved in the systems is equally disseminated. The process of viewing both sides of

who we are is known as transcendence (Jung, 1971).

Jung (1969) proposes that personality is structured in various components. The first
component of personality, the consciousness, may be described as the tip of the iceberg in a

vast ocean (Jung, 1964; Jung, 1969). The conscious is then further divided into the ego and
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the persona (Jung, 1964; Jung, 1969).

The ego forms the centre of an individual’'s awareness and conscious ideas and is described
as both stable and unique. The ego is a representation of the human conscious intelligence
and a reproduction of experiences (Hollis, 1996). Through the ego, the psychic energy is
directed to conduct business, achieve goals in order to maintain stability and endurance
through life (Hollis, 1996). The persona that Jung describes as part of consciousness refers
to the mask that is worn by individuals to hide their true inner feelings (Jung, 1969). In other
words, the persona is the projection of what individuals feel is expected of them and
“behaviour that is forced on them by the world” (Jung, 1969, p. 57). According to Jung
(1964), the conscious is strongly influenced and affected by the reality of life and the powerful
unconscious. It is critical to understand the ego, as this may provide answers to questions
regarding career success and the realisation of goals in the work environment. The persona
may be of particular relevance to the current study as call centre sales staff are often
required to act in ways which are inconsistent with their personality type.

The second component of personality is the personal unconscious, which Jung (1969, p. 3)
describes as “inborn”. Certain memories are forgotten because they are no longer important
while some memories are repressed as a result of their threatening nature. Initially the “state
of repressed or forgotten contents” was defined and limited as a “concept of the
unconscious” (Jung, 1969, p. 3). Psychodynamic theorists, however, describe the
unconscious as the autonomous force operating within, which is often transferred to the outer
world (Hollis, 1996). Jung (1964) further describes the shadow as a repressed part of the
personal unconscious. The shadow is repressed because it is shameful and unpleasant,
although beneficial and balancing to the favourable outer persona. The shadow is of
particular importance in this study as behaviour that is repressed as a function of the persona
is buried in the shadow. It is argued in this study that, in the context of the call centre sales
environment, both a poor person—environment fit and unpleasant experiences are managed
by the persona and are hidden in the shadow so as to enable the individual to cope with the

demanding situation of the call centre sales environment.

The third component of the personality is termed the “collective unconscious” (Jung, 1969, p.
3). This third component represents of the deepest layer of the complex psyche. Jung (1969)
uses the term “collective” because the concept differs from the term “personal psyche”. The
collective unconscious is indicative of individuals portraying similar “modes of behaviour”
(Jung, 1969, p. 4) to that of all other individuals. The collective unconscious may be

described as the behaviour of an organisation and accepted beliefs of a group of people
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working together in similar circumstances.

According to Ewen (1984), Jung’s theory provides a framework for understanding the psyche
although his theory is often misconstrued and oversimplified. It is not possible simply to
classify an individual in a category of which the opposing function is eliminated. The
opposing function may be less developed, but it will always be present. According to Jung
(1971), all the above psychological functions are present in all people, but in varying
proportions. The proportions may be categorised as follows:

° The superior function — this function is extremely well developed in the individual.

° A secondary function — individuals are aware of this function and it supports the
superior function.

. A tertiary function — this function is slightly less developed and the individual is not very
conscious of it.

. An inferior function — this refers to an extremely poorly developed function that is
unconscious and is denied by the individual.

Jung’s (1971) personality types are illustrated in Figure 2.1.

Extraversion (E)
Thinking (T)

Conscious

Sensation (S) Intuition (N)

Unconscious

Introversion (1)
Feeling (F)

Figure 2.1 Jung’s personality types (Ewen, 1984)

If the E-type is the dominant attitude, then the T function will be directed towards the external
world (Ewen, 1984). The S-N types may be either conscious or unconscious auxiliary
functions. The Il-attitude and F-function will, therefore, be repressed into the unconscious.
The same applies to the remainder of the attitudes and feelings. According to Jung’s

personality theory, a dominant attitude and function have to develop for the person to

28



progress and become successful (Ewen, 1984).

The identification of an employee’s personality type may lead to an understanding of the way
in which the person manages time, solves problems and makes decisions (Briggs & Briggs-
Myers, 1984). Briggs and Briggs-Myers (1984) further state that an understanding of
personality type may help an employee to understand the organisational culture and optimise
his/her performance in a team. In the sales role, it is essential to understand the personality
type of both the employees and the customers in order to optimise individual sales
performance and, ultimately, organisational performance (Briggs & Briggs-Myers, 1984).
Jung’s (1971) personality typology is based on two opposing attitudes and four psychological

functions. These are described below.

2.1.2.1 Extraverted versus introverted personality type

The two opposing attitudes, the E and I-types, are indicative of where people prefer to direct
their attention and how they relate to both their inner and their outer worlds (Jung, 1971).
Eales-White (2007) defines the E-I type as indicative of from where individuals obtain their
focus and energy. The E-type is concerned with facing the outer persona and outer reality,
whereas the I-type is the individual who relates to the collective unconscious and its
archetypes (Eales-White, 2007). It has been found that E-types, for example, will draw their
energy from their interaction with other individuals. It may, thus, be expected that an extravert
may enjoy negotiating with and influencing others, as is required in the sales roles (Barrick &
Mount, 2005).

2.1.2.2 Sensing versus intuitive personality type

Jung (1971) also identified certain basic manners in terms of which individuals deal
comfortably with their inner or outer worlds. The basic psychological functions may take on
different individual forms and are described as the S and N types. The S-N type indicates
from where an individual prefers to take in information or find out about things (Eales-White,
2007). The work of a call centre salesperson is often monotonous (Russell, 2009) while the
call centre salesperson is also often called upon to solve problems systematically
(Korczynski, 2002). The S-type, which is more detailed orientated personality type (Briggs &
Briggs-Myers, 1984), may, therefore, be a personality type which is suited to the call centre
sales position. The call centre sales role requires individuals to deliver high quality service
(Lewig & Dollard, 2003) and contribute to wider organisational sales goals (Korczynksi,
2002). On the other hand, the N-type may be described as the more strategic, bigger-picture
orientated preference (Briggs & Briggs-Myers, 1984) and it may be expected that this type

would be found in sales roles as a result of the intuitive manner in which customers are
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approached (Personnel today, 2007).

2.1.2.3 Thinking versus feeling personality type

Another psychological function is the T and F-types, which indicates the way in which an
individual prefers to make decisions (Jung, 1971). The T-F types indicate an individual’s
preference for logical versus harmonious decision-making (Eales-White, 2007). The call
centre sales role has become extremely target driven and the sales staff is forced to act in an
emotionally detached manner in order to reach predetermined, standardised sales goals. In
other words, the call centre sales staff members have to exercise their thinking (T-type)
preference (Russell, 2009). With the growing pressures and emotional labour demands of the
call centre sales role, management requires sales staff to identify with the customer (Russell,
2009) and, therefore, to exercise their feeling (F-type) preference.

2.1.2.4 Judging versus perceiving personality type

Briggs and Briggs-Myers (Briggs & Briggs-Myers, 1984) added the J and P-types to Jung’s
existing psychological functions. The J-P types are indicative of the way in which an
individual prefers to orient him/herself toward the outer world. Eales-White (2007) describes
the J-P dimension as an individual’s tendency to enjoy a structured or flexible environment
when operating in the external world. The J-type enjoys an organised environment (Eales-
White, 2007). This type may be particularly suited to the call centre sales environment which
is characterised by repetitive and often mundane labour (Russell, 2009). On the other hand,
the P-type is adaptable (Eales-White, 2007) and this may be an important requirement in the
call centre sales environment where the sales staff is required to deal effectively with

constant change and adapt to the needs of different customers (Carrim et al., 2006).

2.1.3 Conceptualisation of sales personality type

According to Wang and Liang (2012), a salesperson characteristically displays perseverance
and meticulous, cautious thinking. The typical sales personality includes organisational and
planning skills, goal orientation and self-motivation. According to Jerabek (2010), sales
personality type may be described in terms of good interpersonal skills, assertiveness,
initiative, confidence, competitiveness and a strong mental capability with high integrity. The
ability to retain existing customers and develop new business through effective relationships

is considered an integral part of the sales personality (Wang & Liang, 2012).

Wang and Liang (2012) indicate specifically that extraverted, agreeable and empathetic

personality types are necessary for success in the insurance sales environment. An extravert
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is described as a goal orientated salesperson who cares for the customer through a trusting
relationship. The agreeable sales personality type enables customers to feel warm and
valuable as a result of the smooth course of business, while the empathic sales personality
type promotes and develops business in a way which leads to increasing sales. According to
Mayer and Greenberg (2006), empathy and drive are critical requirements of a successful

salesperson.

The call centre sales position has become standardised, controlled, repetitive and highly
stressful (Moller et al.,, 2004). If call centre sales staff experience call centre sales
environment in a negative way, they may consciously or unconsciously direct their negative
emotions towards the customer and this may lead to the loss of sales (Moller et al., 2004).
Wang and Liang (2012) highlight the importance of being able to control one’s emotions
during the sales process as the constant level of human contact may lead to frustration and
strain. In addition, rejection from customers is often a cause of strain (Wang & Liang, 2012),
as well as having to deal continuously with problems and difficult customers (Barrick &
Mount, 2005). Sales staff deal with different customers with varying demands and it is,

therefore, critical that they are adaptable (Wang & Liang, 2012).

As a result of the inherently demanding requirements of the sales position, as indicated
above, it is critical to select sales staff with suitable sales personality types (Wang & Liang,
2012). According to Stevens and Macintosh (2003), it may be expected that individuals with
particular sales personality types may be more successful than others at certain tasks that
are required in a sales position. In view of the fact that specific personality types, such as
extraversion and conscientiousness, have been found to be positively related to sales
performance, it is advisable that organisations select and hire individuals with these sales
personality types (Stevens & Macintosh, 2003). Osif (2005) further argues that workplace
personalities affect employee perceptions of their jobs and the work environment.
Organisations with employees who have negative attitudes tend to experience higher

turnover as well as lower productivity levels and lower growth (Osif, 2005).

2.1.4 Coté’s social interaction theory

As indicated in Chapter 1, the researcher believes that Grandey’s (2000) perspective of
surface and deep acting in the context of Coté’s (2005) social interaction theory may serve to
enhance the understanding of sales personality type. Surface and deep acting on the part of
call centre sales staff are the categories that are used to classify emotional labour

(Hochschild, 1983; Grandey, 2000). Surface acting is described as a superficial display of
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emotions towards the customer without trying to change how the individual concerned really
feels while deep acting is described as an attempt to change the emotions one experiences
in order to align one’s behaviour and experiences with those desired by the organisation.
Surface acting is regarded as presenting a false self to others and deep acting is regarded as

presenting the true self to others (Hochschild, 1983).

According to Diefendorff and Gosserand (2003), the purpose of both surface and deep acting
is, ultimately, to benefit individual performance. However, if there is a discrepancy between
the sales agent’s customer interaction experience and the requirements of a particular
position, this will create strain for the individual (Diefendorff & Gosserand, 2003). In order to
reduce the strain, the cycle starts again and sales staff may choose to continue either to
surface or deep act.

According to Co6té’s (2005) social interaction theory, surface acting may elicit negative
responses from customers as the behaviour displayed by the salesperson is inauthentic. In
addition, in view of the fact that surface acting requires pretentious behaviour, it tends to
result in resentment in the salesperson (C6té, 2005). This type of interaction may cause
strain for the salesperson, resulting in poor performance and burnout. It may also have a
negative effect on organisational performance because of the high levels of job
dissatisfaction and the turnover among sales staff (Brotheridge & Lee, 2003; Diefendorff &
Gosserand, 2003; Grandey, 2003).

Deep acting, in the other hand, may be considered more authentic than surface acting (Coté,
2005). Despite the fact that deep acting is emotionally exhausting, it is supported by the inner
alignment of underlying feelings with the expected display rules of the organisation (Goldberg
& Grandey, 2007). If customers experience the behaviour of a salesperson as authentic, the
interaction tends to be more positive and less stress inducing for the salesperson (Grandey,
Fisk, Matilla, Jansen & Sideman, 2005) and this, in turn, may ultimately lead to improved

sales performance.

Personality should be explored in terms of personality-congruency when applying surface
and deep acting strategies in situations that require the emotional regulation of behaviour
(Bono & Vey, 2007). This study will explore sales personality type in terms of C versus A
selling; EC versus EO selling; Q versus O selling; SN versus IN selling; SF versus OF selling
and CP versus COM selling. The model presented in Figure 2.2 explains the way in which
the social interaction theory fits in with the sales personality types that are explored in the

study.
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Figure 2.2 Integration of C6té’s (2005) social interaction theory and sales personality types

Witt, Andrews and Carlson (2004) found that call centre sales staff are able to maintain high
call volumes and deliver high quality sales service to customers if they are not emotionally
exhausted. If, for example, a requirement of the call centre sales position is to act in a
friendly, interested and enthusiastic manner, a call centre agent may experience a lower level
of strain if the individual’s sales personality type is “outgoing” as compared to an agent who
is not “outgoing”. In other words, if the individual’s sales personality type is characterised as
“quiet”, the call centre agent position may create strain for the individual concerned and could

impact on his/her performance.

It is evident that an unsuitable sales personality type may impact on the performance of call
centre sales agents if their sales types do not fit those required in the call centre sales
environment. Accordingly, it appears advisable to identify suitable sales personality types

that may predict call centre sales staff performance.
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2.1.5 Person—environment fit

A person—environment fit model refers to the compatibility between an organisation and an
employee. It has, for instance, been found that employees are happier and more productive
in work settings that are congruent with their personality dispositions (Chernyshenko, Stark &
Williams, 2009). Thus, identifying suitable personality types and sales personality types may
contribute to better person—environment fit in call centre sales positions. In addition, an
improved organisational fit may improve the application of human resource strengths and
improve the performance of organisations (Birkman-Fink, 2009; Datamonitor, 2007). Figure
2.3 illustrates the person—environment fit model in the context of Co6té’s (2005) social

interaction theory.

o ™) .
Suitable sales personality Authentic behaviour
preference Less strain
Good person-environment .
fit Higher performance
Requirements of the \ s \
position ’ ~ ,
Unsuitable sales Inauthentic behaviour
personality preference More strain
Poor person-environment
fit Lower performance
\ V. \

Figure 2.3 Person—environment fit model in the context of Cété’s (2005) social interaction theory

The SPI is based on specific sales personality preferences that are found in the sales
environment and was developed by the Opra Consulting Group (2007) based on research
conducted by Brett, Cron and Slocum (1995), McBane (1995), Spence and Helmreich (1983)
and Spiro and Weitz (1990).

2.1.5.1 Consistent versus adaptive sales personality type

The C-sales personality type approaches all customers in a similar manner (Opra Consulting
Group, 2007). These personality types have a routine, repetitive orientation towards the sales
process and may, at times, not interpret or understand the needs of customers correctly. In
view of the fact that they are more focused on themselves than on others, they
characteristically show little empathy and may be perceived as direct and outspoken, which
often results in miscommunication with the customer (Opra Consulting Group, 2007). On the
other hand, the A-sales personality type usually adjusts to the needs of the customer (Opra

Consulting Group, 2007). In view of the fact that they are tactful and considerate they tend to
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establish good rapport with customers and, therefore, they address the needs of customers
(Opra Consulting Group, 2007). When sales staff members adapt during different sales
encounters and apply different selling techniques, they are exhibiting a high level of adaptive
selling (Spiro & Weitz, 1990). The A-sales personality type is positively related to

assertiveness, gregariousness and affiliation (Opra Consulting Group, 2007).

2.1.5.2 Emotionally connected versus emotionally objective sales personality type

The EC-sales personality type is sensitive towards either a positive or a negative display of
emotion from new or existing customers (Opra Consulting Group, 2007). The emotional
connection that takes place during the customer interaction may easily affect the salesperson
and often determines whether a sale will be made or not. According to McBane (1995),
emotional objectivity refers to the ability to empathise with customers, understand their needs
and overcome their suspicion and scepticism. The EO-sales personality type is able to
distance him/herself from either a positive or a negative display of emotion from new or
existing customers (Opra Consulting Group, 2007). This style is characterised by resilience,
emotionally stability and composure during the sales process. Emotional objectivity is also
positively related to perseverance, flexibility and phlegmatic behaviour (Opra Consulting
Group, 2007).

2.1.5.3 Quiet versus outgoing sales personality type

The Q-sales personality type is characterised as shy and reserved and such a person is not
very proficient at generating new business (Opra Consulting Group, 2007). However, once a
relationship has been established with a customer, the Q-sales personality type is good at
managing and maintaining both the relationship and account. This personality type tends to
work in a structured, well prepared manner and is reluctant to share ideas with others (Opra
Consulting Group, 2007). The O-sales personality type, on the other hand, enjoys interacting
and dealing with other people. It is assumed that, because of their frequent dealings with
other people, they are quick to learn how to read and understand people. They enjoy working
in environments which require them to liaise, network and initiate conversation with other
people. The O-sales personality type is often related to self-assurance, arrogance,

persuasion and gregariousness (Opra Consulting Group, 2007).

2.1.5.4 Separate networks versus integrated networks sales personality type

SN and IN refer to the salesperson’s inclination or reluctance to integrate business with
pleasure (Opra Consulting Group, 2007). The sales personality type that prefers separated
networks will usually not do business with friends and family members in case this may

jeopardise the relationship. This may result in their taking longer than others to build a steady
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customer base. In view of the fact that they do not have a natural orientation towards selling,
they do not view sales as a worthwhile profession and rarely take pride in their successes
(Opra Consulting Group, 2007).

On the other hand, the sales personality type that prefers integrated networks is
characterised by the ability to incorporate business with family and friends in order to
enhance business. They do not experience emotional discomfort when sharing their business
with personal and professional contacts and, therefore, they quickly build a stable customer
basis. They have a natural orientation towards selling and, thus, do not experience any guilt
or shame in being associated with a sales vocation and they are proud of their successes. A
preference for integrated networks is positively related to affiliation and negatively associated
with independence and security (Opra Consulting Group, 2007).

2.1.5.5 Self-focused versus organisational focused sales personality type

The SF-salesperson may be defined as self-reliant and independent (Opra Consulting Group,
2007). Individuals with this sales personality type enjoys autonomy and freedom and applies
their own principles and values. Their behaviour is often based on their own feelings and
attitudes at a specific time (Opra Consulting Group, 2007). Brett et al. (1995) describe
organisational focus or commitment as the emotional attachment of an individual to an
organisation and his/her commitment to the team. When individuals manifest an
organisational focus they find the principles and values of their organisation of particular
important. The OF-sales personality type makes a concerted effort to adhere to
organisational display rules when dealing with customers (Opra Consulting Group, 2007).
This type is characterised by an awareness of the wider organisational context in which they
are functioning. The OF-salesperson is also described as assertive, persuasive, ethical and

affectionate (Opra Consulting Group, 2007).

2.1.5.6 Cooperative versus competitive sales personality type

Individuals with a CP-sales personality type works well in a team setting and share their
success easily with others (Opra Consulting Group, 2007). The CP-sales personality type
values security and usually acts in a manner that will minimise risk. Thus, they tend to
consult others before making any decisions or attempting new initiatives. They work well
within the boundaries of organisational systems and processes (Opra Consulting Group,
2007). In addition, they are often described as open and sincere and customers usually trust
them. They tend not to force the closure of a sale on a customer because they find building
rapport extremely important and would perceive this approach as too aggressive (Opra
Consulting Group, 2007).
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A key personality attribute in sales success is competitiveness (Brewer, 1994).
Competitiveness refers to the satisfaction derived from interpersonal competition and the
need to win (Spence & Helmreich, 1983). The COM sales personality type has a strong
competitive drive and may be described as a high achiever. These people enjoy working
individually and reaching their own sales targets and they find it easy to close a deal with a
customer in an assertive way. The COM-sales personality type is positively related to

achievement, friendliness, persuasion and assertiveness (Opra Consulting Group, 2007).

Figure 2.4 provides a summary of the personality types and sales personality types and their
relationships with call centre sales performance, as presented in this study.
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Figure 2.4 Summary of personality types and sales personality types and their relationship to call

centre sales performance

Personality type and sales personality type form a crucial aspect of this study. Both are
measured through personality assessment. Personality assessment will how be briefly
discussed.

2.1.6 Personality assessment

Personality assessment refers to the sampling of a range of an individual’s interpersonal
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characteristics in order to predict behaviour (Hogan & Hogan, 2007). Personality assessment
provides diagnostic value when the results are compared to norms or standards that
envisage certain behaviours. According to Anastasi and Urbina (1997), personality
measurement refers to the holistic evaluation of an individual, including the intellectual and
non-intellectual evaluation of emotional states, interpersonal relations, motivation, interests
and attitudes. Personality assessment may be conducted by means of questionnaires,

inventories, checklists and projective techniques (Foxcroft & Roodt, 2009; Gregory, 2000).

Personality assessment has contributed significantly to enhancing the selection and
screening processes of applicants in organisations (Anastasi & Urbina, 1997; Foxcroft &
Roodt, 2009; Gregory, 2000). It would, therefore, be beneficial for organisations to
incorporate personality assessment into their recruitment and selection processes. The
behaviours that are necessary to perform a job may be identified through a thorough analysis
of the job and pay structure in order to identify the personality traits which must be assessed
for the role (Furnham & Fudge, 2008).

Personality traits influence our daily behaviour and may be expected to be stable over time
(Matthews, Deary & Whiteman, 2003). In order to render traits scientifically useful,
personality is assessed so as to classify traits and, thus, to predict certain behaviours.
Personality type may be described as external behaviours, underlying attitudes, conscious
and unconscious motivations and the sense of one’s “self’ (Riso & Hudson, 2003). An
understanding of an employee’s personality type may contribute to enhanced customer
service and to the building of a profitable sales force. However, in order to do this, personality

type must be measured through personality assessment (Riso & Hudson, 2003).

2.1.6.1 Personality measures used in the current study

The JTl is a personality assessment that measures inherent psychological processes known
as personality types or preferences (Psytech SA, 2010). The purpose of the JTI is to
understand personality types in the corporate environment and to optimise both individual
and team performance. The SPI assesses sales personality type specifically with relation to
the individual’s inherent selling style. This includes aspects which are often found within the
sales environment, including adaptability, objectivity, salespersona, networking,
organisational focus and competitiveness — all of which have been found to be important

personality attributes during a sales transaction (Opra Consulting Group, 2007).

Test faking may be one of the main reasons for the weak correlations which are typically

found between personality and job performance (Putka & McCloy, 2004). However, test
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faking may influence hiring decisions (Goffin & Boyd, 2009). Accordingly, the topic of test

faking is briefly discussed in the following section.

2.1.6.2 Impression management and the validity and reliability of personality measurement
The deliberate or motivated faking of the responses on personality questionnaires has been
a concern for researchers for some time (Robie, Brown & Beaty, 2007). Hogan, Barrett and
Hogan (2007, p. 1) use the term “impression management” when responding to a personality
measure. This refers the intentional controlling of one’s answers when completing a
personality questionnaire and speci