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ABSTRACT

PURCHASING EFFECTIVENESS

By
Ross Richard Reck
Purpose
The purpose of this research was to determine some of the
individual characteristics that differentiated more effective from
less effective purchasers. This was accomplished by empirically

testing a Purchasing Effectiveness Profile. This profile was

developed as a result of reviewing the literature pertaining to
purchasing effectiveness and consisted of certain personality,
socioeconomic, and performance measures. The personality measures

included: self-esteem, need for certainty, external control, desire

to satisfy higher order needs, and a Composite Personality Index.

The socioeconomic measures included: age, years of purchasing

experience, years with current firm, salary level, salary increase—-

last five years, satisfaction--purchasing career, satisfaction--

current firm, number of positions--last five years, number of pro-

fessional development activities attended per year, number of

professional associations, and education level. The performance

measures included: profit potential, procedures, sourcing, personal

skills, departmental coordination, negotiation, product research,

interfirm coordination, quality assurance, and overall effectiveness.
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The need for this study stemmed from the fact that, on the
average, purchasing departments in the manufacturing industry are
responsible for spending over half the income their companies
receive on materials and services. This means that the effectiveness
of the purchasing function can have a significant impact on a com-
pany's profits. Since much of the activity involved in carrying
out the purchasing function is performed by individual purchasers,
knowledge of some of the characteristics that differentiate more
effective from less effective purchasers should be of particular
interest to purchasing and other corporate executives. A review of
the literature, however, revealed only one study that had directly
investigated purchasing effectiveness.

The data for this research was obtained by administering a
mail questionnaire to a large national sample of purchasers. This
survey resulted in 1,090 usable responses. Before these data could
be analyzed, however, it was necessary to determine who, within the
sample, were the more effective and the less effective purchasers.
This was accomplished by utilizing the marketplace to identify a
group of extremely more effective and a group of extremely less
effective purchasers from the sample of respondents. Once identified,
these two groups were compared and analyzed according to their mean
scores on the ten purchasing performance measures. This analysis

revealed that profit potential, personal skills, departmental

coordination, negotiation, interfirm coordination, and overall

effectiveness were the performance measures that differentiated more

effective form less effective purchasers. Using these results as a
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basis for differentiating more effective from less effective pur-
chasers in the total sample involved adding together the response
scores of each individual on these six performance measures to form

a Purchasing Performance Index. This index served as the basis for

dividing the sample into five levels of purchasing effectiveness.
The mean scores of each of these five effectiveness levels on the
personality and socioeconomic variables were then compared. This

analysis indicated that self-esteem, desire to satisfy higher order

needs, and the Composite Personality Index were positively related to

effectiveness, and need for certainty and external control were nega-

tively related to effectiveness. In addition, age, years of purchasing

experience, salary level, salary increase--last five years, satisfac-

tion--purchasing career, satisfaction--current firm, number of pro-

fessional development activities attended per year, number of pro-

fessional associations and education level were all shown to be

positively related to purchasing effectiveness.

Based upon the findings of this study, the following conclu-

sions were formulated:

1. There is a general congruence between purchasers' per-
ceptions and their firms'perceptions of the purchasers'
level of effectiveness.

2. The more effective purchasers perceived themselves as
having superior ability to use their interpersonal skills.

3. More effective purchasers demonstrated a more positive
self-image than less effective purchasers.

4. More effective purchasers tended to look at their jobs
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from the standpoint of opportunities to reinforce their

high self-image.

More effective purchasers tended to be more interested

in developing themselves professionally.
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CHAPTER 1

INTRODUCTION

Purpose

The purpose of this research is to determine some of the
characteristics that differentiate more effective from less effective
purchasers. This is accomplished by developing and testing the com—

ponents of a Purchasing Effectiveness Profile.1 This profile resulted

from reviewing the literature pertaining to purchasing effectiveness
and consists of certain personality, socioeconomic and performance

measures. The personality measures include: self-esteem, need for

certainty, external control, desire to satisfy higher order needs,2

and the development of a new Composite Personality Index.3 The

Socioeconomic measures include: age, years with current firm, years

of purchasing experience, salary level, percentage salary increase--

last five years, satisfaction—-purchasing career, satisfaction--

current firm, number of positions--last five years, entry level posi-

tion, present position, supervisor's position, position--five years

hence, number of professional development activities attended per

1The Purchasing Effectiveness Profile is developed and pre-
sented in Chapter 1I.

2The rationale for including these four personality variables
in this study is presented in Chapter II.

3Development of this index is presented in Chapter V.
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year, education level, employer's line of business, undergraduate

college major, graduate college major, the number of professional

asgociations, and sex.“ The performance measures include: profit

potential, procedures, sourcing, personal skills, departmental co-

ordination, negotiation, product research, interfirm coordination,

quality assurance, and overall effectiveness.5

Need For The Study

On the average, purchasing departments in the manufacturing
industry are responsible for spending more than half of the income
their companies receive on materials and serv:lces.6 This means that
more dollars are spent for materials and services than for all other
expenses combined, including wages, salaries, depreciation, and taxes.
Therefore, the effectiveness of the purchasing function can have a
significant impact on many corporations' profits. Since much of the
activity involved in carrying out the purchasing function is performed
by individual purchasers, knowledge of some of the characteristics
that differentiate more effective from less effective purchasers
should be of particular interest and use to purchasing and other cor-
porate executives. Such information could assist purchasing execu-

tives in more effectively selecting, training, evaluating, and

4The rationale for including these socioeconomic measures in
this study is discussed in Chapter II.

5The rationale for including these performance measures in
this study is presented in Chapter I1I.

6George W. Aljian, ed., Purchasing Handbook (3rd ed.; New
York: McGraw-Hill, 1973), Section 1, p. 8; and Lamar Lee, Jr. and
Donald W. Dobler, Purchasing and Materials Management (2nd ed.;
New York: McGraw-Hill, 1971), pp. 9-10.




3
placing purchasing personnel, thereby potentially improving overall
purchasing performance.

A review of the purchasing literature revealed a number of
purchasing writers who felt that certain personality characteristics
were related to purchasing performance.7 Some of these character-
istics included honesty, shrewdness, truthfulness, industriousness,
executive ability, and adaptability. A review of the literature, also
revealed that, although relationships between a number of personality
characteristics and purchasing effectiveness had been theorized, none
of these relationships had ever been proven to exist. One possible
reason for this i1is that some of the personality characteristics such
as truthfulness, industriousness, honesty, and shrewdness were rather
general in nature and did not readily lend themselves to quantifying
measurement. One step toward proving the existence of a relationship
between personality characteristics and purchasing effectiveness would
be to convert some of these general characteristics into specific per-
sonality characteristics for which measurement instruments are already
available.

To date, however, it appears that only one researcher has
directly explored the link between measurable personality character-
istics and purchasing behavior.8 In his study, David T. Wilson found

that a purchasing agent's need for certainty and, to some extent, his

7A review of the literature concerning purchasing effective-
ness and personality characteristics is contained in Chapter II.

8David T. Wilson, "An Exploratory Study of the Effects of
Personality and Problem Elements Upon Purchasing Agent Decision
Styles," (unpublished Ph.D. dissertation, University of Western
Ontario, London, Ontario, Canada, April, 1970).
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level of self-confidence were good predictors of his decision-making

style.9

Although Wilson did not directly explore the link between
measurable personality characteristics and purchasing effectiveness,
the results of his research strongly implied that investigating this
link would prove to be a fruitful undertaking.

A review of the purchasing literature also revealed a number
of purchasing writers who felt that certain socioeconomic character-
istics were related to purchasing effectiveness.lo Some of these
socioeconomic characteristics included age, experience, education,
and financial rewards. The literature review also revealed that to
date, only one researcher had directly investigated the link between
socloeconomic characteristics and purchasing effectiveness.11 In his
study, Robert I. Cook concluded that there did seem to be a relation-
ship betwen the age, experience, and education level of buyers and
whether they were effective or ineffective performers. Cook's
research suggested that further exploration of the relationship

between socioeconomic characteristics and purchasing effectiveness

would prove to be a worthwhile venture.

The research of Cook also appeared to be the only study that
directly explored the relationship between the performance of certain

purchasing activities and purchasing effectiveness. 1In his research,

9

10The literature pertaining to purchasing effectiveness and

socioeconomic characteristics is reviewed in Chapter II.

11R.obert I. Cook, Industrial Buyers: Critical Incidents Which
Distinguish Between Effective and Ineffective Purchasing Performance
(unpublished Ph.D. dissertation, Michigan State University, 1974).

Ibid., pp. 89-90.
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Cook identified 28 purchasing activities;12 and he found that certain
of these activities tended to be more frequently associated with

effective buyers whereas others tended to more frequently be associ-

ated with ineffective buyers. For example, Cook reported that the
effective buyers tend to emphasize human relations skills as well as
product knowledge while ineffective buyers seemed to be inept at
following procedures and in communicating with other people.13 These
findings suggested that further investigation of the relationship be-
tween the performance of certain purchasing activities and purchasing

effectiveness would prove to be a productive endeavor.

Description of Variables Used in the Study

Personality Variables

Self-esteem: The extent to which an individual perceives him-

self as being effective in dealing with problems that confront him.14

Need for certainty: The extent to which a person dislikes
15

ambiguity or uncertainty of information.

External control: The extent to which a person perceives

events that happen to him as being beyond his control.16

12/p1d., p. 111.

131bid., p. 134

lkE. E. Ghiselli, Explorations in Managerial Talent (Pacific
Palisades, California: Goodyear Publishing Company, Inc., 1971),
PP. 54-55.

_15Douglas N. Jackson, Manual for the Personality Review Form
(London, Ontario: The University of Western Ontario, 1967), p. 32.

16Laur1e A. Broedling, "Relationship of Internal-External
Control to Work Motivation and Performance in an Expectancy Model,"
Journal of Applied Psychology, 60 (February, 1975), p. 65.
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Desire to satisfy higher order needs: The degree to which an

individual is desirous of obtaining higher order need satisfactions
from his work. Higher order needs relate to an individual's need for
social activity, status, and personal growth.17

Composite personality index: This index was developed by com-

bining items from the research instruments used to measure the above
four personality variables. The development of this index is discussed

in Chapter VI.

Socioeconomic Variables

Age: The respondent's chronological age.

Years with current firm: The number of years a purchaser has

spent with his current firm.

Years of purchasing experience: The number of years the

respondent has spent in the purchasing profession.
Salary level: The respondent's current salary level.

Salary increase--last five years: The percentage salary in-

crease that the respondent has received during the last five years.

Satisfaction--purchasing career: The respondent's satisfac-

tion with his career progress in purchasing.

Satisfaction—-current firm: The respondent's overall satis-

faction with the firm he currently works for.

Number of positions--last five years: The number of positions

the respondent has held during the last five years; these can be

175. R. Hackman and E. E. Lawler III, "Employee Reactions to
Job Characteristics," in Readings in Organizational Behavior and
Human Performance, ed. W. E. Scott and L. L. Cummings (Homewood,
I11.: Richard D. Irwin, Inc., 1973), p. 224.
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either purchasing or nonpurchasing positions.

Entry level purchasing position: The position at which an

individual entered the purchasing profession. Examples of such entry
level positions are: Clerk/Expediter, Assistant Buyer, Buyer, Pur-
chasing Agent, Manager of Purchasing, and Vice-President of Purchasing.

Present purchasing position: The current position level of

each participant in the study. A 1list of such positions is similar

to that listed above under entry level purchasing position.

Supervisor's position: The position level occupied by a

purchaser's immediate supervisor. The purchasing positions falling
into this category are similar to the entry level positions listed
above.

Position--five years hence: The position a purchaser expects

to occupy five years into the future. The purchasing positions falling
into this category are similar to those mentioned above. In addition,

nonpurchasing positions and retirement are also included in this cate-

gory.

Number of professional development activities attended per

year: The number of professional development activities (seminars,
meetings, training programs, etc.) the respondent attends per year.

Education level: The highest formal education level attained

by the respondent.

Employer's line of business: The type of business activity

engaged in by the respondent's employer as classified by one of the

following categories: educational, governmental, industrial insti-

tutional, wholesale or retail.

Undergraduate college major: The respondent's major area of




study at the undergraduate level.

Graduate college major: The respondent's major area of study

at the graduate level.

Number of professional associations: The number of profes-

sional associations in which the respondent holds active membership.
Example of such organizations are:

1. National Association of Purchasing Management
(N.A.P.M.).

2. National Institute of Government Purchasing
(N.I.G.P.).

3. National Association of Educational Buyers
(N.A.E.B.).

4. American Production and Inventory Control Society
(A.P.I.C.S.).

Sex: Male or female.

Purchasing Performance Measures

Profit potential: The extent to which a purchaser's acti-

vities result in cost savings for his firm.

Procedures: A purchaser's normal adherence to his firm's
established buying procedures.

Sourcing: The degree to which a purchaser searches for new
suppliers or reevaluates old suppliers.

Personal skills: The successful expenditure of extra effort

on the part of a purchaser to convince others in his organization to
accept his proposals.

Departmental coordination: Effort a purchaser spends in com-

municating, providing reports, arranging meetings, or providing liaison
within his department or organization.

Negotiation: The extent to which a purchaser's discussions
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with his suppliers produce favorable results.

Product research: The amount of product research a purchaser

performs by studying reference sources or questioning salesmen, sup-
pliers, and users of similar products.

Interfirm coordination: The extent to which a purchaser

arranges meetings between himself, members of his firm, and vendors
in order to improve cooperation.

Quality assurance: A purchaser's investigation of quality by

checking samples, having tests run, comparing items, or discussing
possible adjustments with vendors.

Overall effectiveness: A purchaser's self-rating on total

performance in his present purchasing position.

Presentation Overview

Chapter I has presented an introduction to the topic being
researched in this dissertation. Chapter II summarizes the relevant
literature pertaining to purchasing effectiveness and presents the
design of the research. 1In Chapter III, the procedures used to
collect the data for this research are described. Chapter IV presents
some of the characteristics of the sample population. Chapter V pre-
sents the evaluation of the purchasing performance measures as they
relate to purchasing effectiveness. In Chapter VI, the personality
measures are evaluated as they relate to purchasing effectiveness.
Chapter VII presents the valuation of the socioeconomic measures as
they relate to purchasing effectiveness. Finally, Chapter VIII con-

tains the summary, conclusions, and recommendations of this study.



CHAPTER II

LITERATURE REVIEW AND RESEARCH DESIGN

A review of the literature pertaining to purchasing effective-
ness was accomplished by first examining the writings and research
concerning purchasing effectiveness and personality characteristics.
Second, literature pertaining to purchasing effectiveness and socio-
economic characteristics was examined. Third, some of the previous
writings and research relating to purchasing effectiveness and pur-
chasing performance were analyzed. As a result of this review, a
hypothetical Purchasing Effectiveness Profile was developed.

Previous Writings and Research Concerning
Purchasing Effectiveness and Personality Characteristics

Literature Prior to 1900

Prior to the twentieth century, several writers in the pur-
chasing field were already expressing what they thought were some of
the necessary personality characteristics for effective purchasing.
An article that appeared in 1892 mentioned the need for honesty and
shrewdness on the part of a purchaser. The article stated:

I tell you, sir, if there 1is one place more than another in

a large concern that requires an honest, shrewdi experienced,
practical man to make money, it is the buyer's.

1vMachine Shop Notes," The Engineering Magazine, December,
1892, pp. 477-478, quoted in Harold E. Fearon and John H. Hoagland,
Purchasing Research in American Industry (New York: American Man-
agement Association, 1963), Research §E%Hy 58, p. 22.

10
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Four years later, J. Slater Lewis in his book The Commercial

Organization of Factories, emphasized the importance of shrewdness

for effective purchasing. Lewis stated:

Stores cannot, of course, be purchased advantageously with-
out that particular shrewdness which is characteristic of a
successful buyer; and no system of bookkeeping, however com-
plete, can possibly dispense with that personal quality.2

Literature from 1900-WWII

In 1900, Hugo Diemer introduced tact as an important person-
ality characteristic of an effective purchaser. Diemer believed
that: "in securing good terms and low prices, much depends upon the
shrewdness and tact of the purchasing agent."3

In 1915, C. S. Rindsfoos listed what he thought were the

attributes of "the perfect purchasing agent." Rindsfoos pointed out

that "honesty,"”" "truthfulness," "industriousness,' and "loyalty" were

essential to auccess.4 Rindsfoos went on to say that there were

several characteristics that applied with peculiar force to successful

purchasing. These were "broad-mindedness, and "a natural

5

tact,

aptitude."
Edward T. Gushee and L. F. Boffey also believed that person-

ality characteristics played an important role in determining pur-

chasing effectiveness. In their book, Scientific Purchasing, written

23, slater Lewis, The Commercial Organization of Factories
(London: E. and F. N. Spon, 1896), p. 1038; ibid.

3Hugo Diemer, "Functions and Organization of the Purchasing
Department,”" The Engineering Magazine, March 1900, pp. 836; ibid.

40. N. Rindsfoos, Purchasing (New York: McGraw-Hill, Inc.,
1915), p. 51.

5

Ibid., pp. 51-55.
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in 1928, they presented a list of fundamental standards of purchasing
competence. Among these standards were "absolute honesty," "ability
to reason calmly and logically," "executive ability," and "the ability
to deal with people."6 According to Gushee and Boffey:

These are the fundamental standards by which fitness for

the purchasing function may be measured and which should

be considered in the selection of an incumbent for the

purchasing position. If, upon examination, a man cannot

be fairly graded in each one of the standards he is likely

to fall short of real competence in the work of buying.7

In another book published in 1928, entitled Principles of

Scientific Purchasing, Norman F. Harriman discussed the importance

of yet another personality characteristic and its relationship to
effective performance-—-namely, the purchaser's mental attitude.
Harriman contended:

From the standpoint of the psychology of business relatioms,
the purchaser's chief interest may be said to be in the
manner in which his mental attitude effects the transaction.
When the purchaser knows how his reactions influence the
vendor, he is in a position to do his purchasing profitably.8

Literature from WWII to Present

There was a noticeable lack of purchasing literature during
the 1930'89 Furthermore, nothing more seemed to have been written
concerning the relationship between purchasing effectiveness and per-

sonality characteristics until after 1945. 1In his 1946 article, "This

6Edward T. Gushee and L. F. Boffey, Scientific Purchasing
(New York: McGraw-Hill, Inc., 1928), pp. 16-20.

7

Ibid., p. 19.

8Norman F. Harriman, Principles of Scientific Purchasing

(New York: McGraw-Hill, Inc., 1928), p. 58.

9Fearon and Hoagland, Purchasing Research, p. 27; Robert I.
Cook, Industrial Buyers, p. 19.
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Business of Procurement," Howard T. Lewis emphasized that "the key to

the procurement function is found in successful negotiation with

w10

vendors. Lewis further stated that to be fit as a negotiator, an

individual should possess high amounts of certain personal qualities:

vision," "willingness to cooperate," "judgment,"

wll

"integrity,
"intelligence,” and "adaptability.
John H. Hill, in his speech to the 38th Annual International
Convention of the N.A.P.A. in 1953, reiterated what earlier writers
had said concerning tact as a necessary characteristic of an effective
purchaser. Hill stated that in addition to "tact," a good purchaser

' and "self—confidence."12

must have "poise,'
In 1959, A. L. McMillan introduced the personality concept of
temperament when he discussed the qualifications for purchasing:

"Not all persons are fitted temperamentally to perform the work of a

purchasing office."13

McMillan further pointed out that

Some personalities are irritated by the necessity of defining
every item of dimension and quality, . . .Some people do not
like the 'haggling' that goes even with the best of pur-
chasing.... Such temperaments should seek other occupations
than the field of purchasing.l4

104oward T. Lewis, "The Business of Procurement," Harvard
Business Review, Spring, 1946; reprinted in the Journal of Purchasing
and Materials Management, Vol. 11, No. 2, 1975, p. 10.

111p14., p. 11.

12John H. Hill, "The Purchasing Revolution," the keynote
address given to the 38th Annual International Convention of the
National Association of Purchasing Agents in Los Angeles in 1953;
reprinted in the Journal of Purchasing and Materials Management,
Vol. 11, No. 2, 1975, p. 21.

13,. L. McMillan, The Art of Purchasing (New York Exposition
Press, 1953), p. 355.

l41pi4d.
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In 1961, the National Association of Purchasing Management
published a 1ist of personality characteristics that were believed
to be important contributors to success in professional purchasing.15
The list was a summary of some of the characteristics mentioned by a
few of the earlier purchasing authors. The personality character-
istics included on the list were "integrity," '"dependability,"

"initiative," "industriousness," "

unusual ability to cooperate,"
"unusual tact," "ability to learn," "ability to work on details,"
"mechanical aptitude," '"good human relations skills,”" "inquiring
mind," and "a high sense of values and ethical standards."16

In their 1971 edition of Purchasing and Materials Management,

Lamar Lee, Jr. and Donald W. Dobler commented on the N.A.P.M. list of
personality characteristics:

The 1ist is long, and many of the characteristics listed
contribute to success in most professional areas; how-

ever, several characteristics receive greater emphasis

in purchasing and therefore warrant further comment. Most
purchasing authorities agree that top-flight buying requires
an unusually high degree of initiative. The total framework
within which a buyer operates is largely unstructured. He
must depend upon his own initiative and imagination in
developing sources of supply, good vendor relations, alter-
native materials, value analysis projects, and cooperative
investigation with other operating departments. The extent
to which a buyer is a "self-starter" greatly influences his
success in these areas. A good buyer must also be especially
tactful and must display genuine cooperative ability. A
buyer's success depends ultimately upon the effectiveness

of the relationships he develops with suppliers and with

the technical personnel in his own organization. Such
relationships can be achieved only through the use of tact
and cooperative abilities of a high order.

151, V. Fine (ed.), Purchasing as a Career, a booklet pre-
pared by the Project Development Committee on Purchasing as a Career,
National Association of Purchasing Management, New York, 1961,

PP. 14-15.

16

Ibid.
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Four years later, J. Slater Lewis in his book The Commercial

Organization of Factories, emphasized the importance of shrewdness

for effective purchasing. Lewis stated:

Stores cannot, of course, be purchased advantageously with-
out that particular shrewdness which is characteristic of a
successful buyer; and no system of bookkeeping, however com-
plete, can possibly dispense with that personal quality.

Literature from 1900-WWII

In 1900, Hugo Diemer introduced tact as an important person-
ality characteristic of an effective purchaser. Diemer believed
that: "in securing good terms and low prices, much depends upon the
shrewdness and tact of the purchasing agent."3

In 1915, C. S. Rindsfoos listed what he thought were the
attributes of "the perfect purchasing agent." Rindsfoos pointed out

" and "loyalty" were

that "honesty," "truthfulness," "industriousness,
essential to success.4 Rindsfoos went on to say that there were
several characteristics that applied with peculiar force to successful
purchasing. These were "broad-mindedness," "tact," and "a natural
aptitude."5
Edward T. Gushee and L. F. Boffey also believed that person-
ality characteristics played an important role in determining pur-

chasing effectiveness. 1In their book, Scientific Purchasing, written

23, Slater Lewis, The Commercial Organization of Factories
(London: E. and F. N. Spon, 1896), p. 108; ibid.

3Hugo Diemer, "Functions and Organization of the Purchasing
Department," The Engineering Magazine, March 1900, pp. 836; ibid.

AC. N. Rindsfoos, Purchasing (New York: McGraw-Hill, Inc.,
1915), p. 51.

5

Ibido [ ppo 51-550
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in 1928, they presented a list of fundamental standards of purchasing
competence. Among these standards were "absolute honesty," "ability
to reason calmly and logically," "executive ability," and "the ability
to deal with people."6 According to Gushee and Boffey:

These are the fundamental standards by which fitness for

the purchasing function may be measured and which should

be considered in the selection of an incumbent for the

purchasing position. If, upon examination, a man cannot

be fairly graded in each one of the standards he is likely

to fall short of real competence in the work of buying.’

In another book published in 1928, entitled Principles of

Scientific Purchasing, Norman F. Harriman discussed the importance

of yet another personality characteristic and its relationship to
effective performance--namely, the purchaser's mental attitude.
Harriman. contended:

From the standpoint of the psychology of business relations,
the purchaser's chief interest may be said to be in the
manner in which his mental attitude effects the tramsaction.
When the purchaser knows how his reactions influence the
vendor, he i8 in a position to do his purchasing profitably.8

Literature from WWII to Present

There was a noticeable lack of purchasing literature during
the 1930'89 Furthermore, nothing more seemed to have been written
concerning the relationship between purchasing effectiveness and per-

sonality characteristics until after 1945. 1In his 1946 article, "This

6Edward T. Gushee and L. F. Boffey, Scientific Purchasing
(New York: McGraw-Hill, Inc., 1928), pp. 16-20.

7

Ibid., p. 19.

8Norman F. Harriman, Principles of Scientific Purchasing
(New York: McGraw-Hill, Inc., 1928), p. 58.

9Fearon and Hoagland, Purchasing Research, p. 27; Robert I.
Cook, Industrial Buyers, p. 19.




13

Business of Procurement," Howard T. Lewis emphasized that "the key to
the procurement function is found in successful negotiation with
vendora."lo Lewis further stated that to be fit as a negotiator, an
individual should possess high amounts of certain personal qualities:
"integrity," "vision," "willingness to cooperate," "judgment,"
"intelligence," and "adaptability."ll

John H. Hill, in his speech to the 38th Annual International
Convention of the N.A.P.A. in 1953, reiterated what earlier writers

had said concerning tact as a necessary characteristic of an effective

purchaser. Hill stated that in addition to "tact,” a good purchaser
wl2

must have "poise," and "self-confidence.

In 1959, A. L. McMillan introduced the personality concept of
temperament when he discussed the qualifications for purchasing:

"Not all persons are fitted temperamentally to perform the work of a

nl3 McMillan further pointed out that

purchasing office.
Some personalities are irritated by the necessity of defining
every item of dimension and quality, . . .Some people do not
like the 'haggling' that goes even with the best of pur-
chasing.... Such temperaments should seek other occupations
than the field of purchasing.l4

10Howard T. Lewis, "The Business of Procurement," Harvard
Business Review, Spring, 1946; reprinted in the Journal of Purchasing
and Materials Management, Vol. 11, No. 2, 1975, p. 10.

111p14., p. 11.

12John H. Hill, "The Purchasing Revolution," the keynote
address given to the 38th Annual International Convention of the
National Association of Purchasing Agents in Los Angeles in 1953;
reprinted in the Journal of Purchasing and Materials Management,
Vol. 11, No. 2, 1975, p. 21.

134, L. McMillan, The Art of Purchasing (New York Exposition
Press, 1953), p. 355.

l41piq.
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In 1961, the National Association of Purchasing Management
published a 1list of personality characteristics that were believed
to be important contributors to success in professional purchasing.15
The list was a summary of some of the characteristics mentioned by a
few of the earlier purchasing authors. The personality character-
istics included on the list were "integrity,'" "dependability,"

"initiative," "industriousness," "unusual ability to cooperate,"

"unusual tact," "ability to learn,'" "ability to work on details,”

" "good human relations skills," "inquiring

nl6

"mechanical aptitude,
mind,"” and "a high sense of values and ethical standards.

In their 1971 edition of Purchasing and Materials Management,

Lamar Lee, Jr. and Donald W. Dobler commented on the N.A.P.M. list of
personality characteristics:

The list is long, and many of the characteristics listed
contribute to success in most professional areas; how-

ever, several characteristics receive greater emphasis

in purchasing and therefore warrant further comment.  Most
purchasing authorities agree that top-flight buying requires
an unusually high degree of initiative. The total framework
within which a buyer operates is largely unstructured. He
must depend upon his own initiative and imagination in
developing sources of supply, good vendor relations, alter-
native materials, value analysis projects, and cooperative
investigation with other operating departments. The extent
to which a buyer is a "self-starter" greatly influences his
success in these areas. A good buyer must also be especially
tactful and must display genuine cooperative ability. A
buyer's success depends ultimately upon the effectiveness

of the relationships he develops with suppliers and with

the technical personnel in his own organization. Such
relationships can be achieved only through the use of tact
and cooperative abilities of a high order.

151, V. Fine (ed.), Purchasing as a Career, a booklet pre-
pared by the Project Development Committee on Purchasing as a Career,
National Association of Purchasing Management, New York, 1961,

PP. l4-15.

16

Ibid.
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Although a buyer also spends considerable time dealing

with people, much of his work also involves detailed

analyses. Without patience and an aptitude for detailed

investigation, a buyer would find it difficult indeed to

arrive consistently at sound decisions.l7

The purchasing literature presented thus far has only dealt

with personality characteristics as they related to being an effective
purchasing agent or buyer. In 1964, however, Victor H. Pooler
attempted to answer the question, '"What personality characteristics
make for an effective purchasing manager?" Pooler contended that an
effective purchasing manager

must be honest, loyal, reliable, intelligent, and mature

and possess sound judgment. In these respects, the pur-

chasing manager is no different from any other good

manager. Still there are many more characteristics which

are particularly conducive to success in purchasing man-

agement.

According to Pooler, some of these additional characteristics were

"flexibility," "the ability to stimulate subordinates to their best
wl9

efforts,"

and "understanding the viewpoints and problems of others.
The purchasing literature reviewed revealed a fair number of
personality characteristics that the authors thought related in some
way to purchasing effectiveness. It should be noted, however, that
although relationships between certain personality characteristics

and purchasing effectiveness were theorized, none of the writers

proved the existence of such relationships.

17Lamar Lee, Jr. and Donald W. Dobler, Purchasing and Mate-

rials Management (New York: McGraw-Hill, Inc., 1971), p. 543.

18V:lctor H. Pooler, Jr., The Purchasing Man and His Job (New
York: American Management Association, 1964), p. 36.

19

Ibid., pp. 36-38.
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To date, it appears that only one researcher has directly
explored any relationship between measurable personality character-
istics and purchasing behavior.zo Although Wilson did not directly
explore the link between measurable personality characteristics and
purchasing effectiveness, the results of his study strongly implied
that investigating this link would prove to be a fruitful undertaking.
In a later study David T. Wilson and Blair Little found that a pur-

chasing agent's need for certainty and to some extent his level of

self-confidence were good predictors of his decisionmaking style.21

Personality Variables Selected for Testing

If the relationships between persbnality characteristics and
purchasing effectiveness were to be explored, a question that needed
to be answered was which measurable personality characteristics should
be included in such research. Although the previously reviewed liter-
ature theorized that a large number of personality characteristics
were related to purchasing effectiveness, the need for respondent co-
operation required that the time necessary to answer the questionnaire
should be limited. This time constraint, in turn, limited the number
of megsurable personality characteristics to be selected for inclusion
in this study. Those personality traits eventually selected were

self-esteem, need for certainty, external control, and the desire to

20Dav:ld T. Wilson, An Exploratory Study of the Effects of Per~
sonality and Problem Elements Upon Purchasing Agent Decision Styles
(unpublished Ph.D. Dissertation, University of Western Ontario,
London, Ontario, Canada, April, 1970).

21David T. Wilson and Blair Little, "Purchasing and Decision-
Making Styles of Purchasing Managers," Journal of Purchasing and
Materials Management, Vol. 6, No. 1 (1974), pp. 38-40.
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satisfy higher order needs. The rationale for the inclusion of these

particular personality traits is discussed in the following sections.

Self-Esteem

The concept of self-esteem as used in this study was developed
by Edwin Ghiselli.22 The reason for selecting self-esteem was that
it is a measurable personality characteristic that is virtually
identical in definition to the "self-confidence" characteristic that
Wilson found useful in predicting a purchaser's decision-making style.23
It was reasoned that since this characteristic had already been shown
to be related to a purchaser's decisionmaking style, it might also be
related to a purchaser's level of effectiveness.

The high degree of similarity between self-esteem and self-
confidence becomes apparent when their definitions are compared.
Wilson defined self-confidence as "the degree of correspondence between

n2b

an individual's ideal and actual self-concept. Wilson further

stated that self-confidence "may reflect a person's success in solving

problems."25 Ghiselli defined self-esteem as the extent to which an

individual perceives himself as being effective in dealing with

problems that confront him.26 The reason the Ghiselli concept of

22E. E. Ghiselli, Explorations in Managerial Talent (Pacific
Palisades, California: Goodyear Publishing Company, Inc., 1971),
PP. 54-61.

23The paragraph that follows compares the definitions of
these two concepts.

24Wilson, An Exploratory Study, p. 29.

251b14., p. 30.

26Ghiselli, Explorations, pp. 54-55.
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self-esteem was selected for use in this study over the self-confi-
dence concept used by Wilson was that self-esteem appeared to be a
more widely used personality concept.27 Furthermore, the behavioral
literature contains a number of accounts that attest to the validity
of the instrument designed to measure the concept of self—esteem.28

Although no known research involving self-esteem has dealt
with purchasers, the results of a number of studies do imply that
persons with a high level of self-esteem will tend to be more effec-
tive. For instance, in a recent study involving self-esteem and per-
formance, it was concluded that high self-esteem individuals tended
to perform better than low self-esteem individuals.29 Along these
gsame lines, a study conducted by P. D. Hechler and Yoash Wiener con-
cluded that high self-esteem individuals generally manifested higher

quality work than those low on self-esteem.3o

27see, for instance, Jeffrey H. Greenhaus and Irwin J. Badin,
"Self-Esteem Performance, and Satisfaction: Some Tests of a Theory,"
Journal of Applied Psychology, 59 (December, 1974), pp. 722-726;
Abraham K. Korman, '"Self-Esteem as a Moderator in Vocatiomal Choice,"
Journal of Applied Psychology, 53 (January, 1969), pp. 188-192; Yoash
Wiener,fﬁfhsk Ego-Involvement and Self-Esteem as Moderators of Situ-
ationally Devalued Self-Esteem," Journal of Applied Psychology, 58
(October, 1973), pp. 233-238.

28See, for example, E. E. Ghiselli, The Self-Description
Inventory Manual (University of California, Berkeley: avallable from
author, undated), gp. 9-11; Abraham K. Korman, "Relevance of Personal
Need Satisfaction for Overall Satisfaction as a Function of Self-
Esteem," Journal of Applied Psychology, 51 (December, 1967), pp. 533-
538; Skipton Leonard and Joseph Weltz, "Task Enjoyment and Task
Perseverance in Relation to Task Success and Self-Esteem,'" Journal
of Applied Psychology, 56 (October, 1971), pp. 414-471.

29Greenhaus and Badin, Self-Esteem, Performance, and Satis-
faction, p. 722.

30?. D. Hechler and Yoash Wiener, "Chronic Self-Esteem as a
Moderator of Performance Consequences of Expected Pay," Organizational
Behavior and Human Performance, 11 (February, 1974), p. 104.
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Need for Certainty

The need for certainty is another measurable personality
characteristic that Wilson found useful in predicting a purchaser's
decisionmaking style.31 It was reasoned that since this character-
istic had already been shown to be related to a purchaser's decision-
making style, it should be related to a purchaser's level of effec-
tiveness. Other researchers have shown that people with a high need
for certainty tended to perceive new or complex situations as a
source of thteat.32 In addition, such individuals strongly disliked
ambiguity and uncertainty of information.33

Although no studies were found that related the need for
certainty to purchasing effectiveness, the research conducted by
Wilson implied that more effective purchasers tended to have a lower
need for certainty than less effective purchasers. Wilson's research
showed that purchasers with a high need for certainty tended to be far
more conservative in their decisionmaking.34 Wilson also pointed out
that purchasers with a high need for certainty would either avoid
situations where uncertainty was high or would seek to reduce the

uncertainty.35

31Dav:l.d T. Wilson, "Industrial Buyers' Decision-Making
Styles," Journal of Marketing Research, Vol. VIII (November, 1971),
PP. 435-436.

328. Budner, "Intolerance of Ambiguity as a Personality
Variable," Journal of Personality, 30 (1962), p. SO.

33Douglas N. Jackson, Manual for the Personality Review Form
(London, Ontario: The University of Western Ontario, 1967), p. 32.

34

Wilson, Industrial Buyers, p. 435.

35w1130n, An Exploratory Study, p. 90.
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External Control

External control is defined as the extent to which an indi-
vidual perceives events that happen to him as being beyond his con-
trol.36 Persons who rate themselves low on external control tend to
believe they can influence what happens to them whereas persons who
rate themselves high on external control tend to believe that fate
and forces beyond their control influence what happens to them.37

External control was selected for inclusion in this study
both because it is a measurable personality characteristic and be-
cause it appeared to be closely related to shrewdness, tact, and the
ability to cooperate, which several of the earlier purchasing writers
considered to be closely related to purchasing effectiveness.38 The
apparent relationship between each of these characteristics and
external control stems from the assumption that shrewdness, tact, and
the ability to cooperate all involve a purchaser's ability to success-
fully influence those individuals with whom he works and deals. This
implies that more effective purchasers will tend to rate themselves

lower on external control than less effective purchasers.

Desire to Satisfy Higher Order Needs

This personality characteristic is a measure of the degree

to which individuals are desirous of obtaining higher order need

36Laurie A. Broedling, "Relationship of Internal-External
Control to Work Motivation and Performance in an Expectancy Model,"
Journal of Applied Psychology, 60 (February, 1975), p. 65.

37Ibid.

3SSee for example, Machine Shop Notes, quoted in Hoagland
and Fearon, Purchasing Research, p. 22; Rindsfoos, Purchasing,
p. 51; and Lewis, This Business, p. 10.
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satisfaction from their work. Higher order needs relate to an indi-
vidual's need for social activity, status, and personal growth.39
Lower order needs, on the other hand, refer to an individual's need
for physical well-being and security.ao Research by J. R. Hackman and
E. E. Lawler showed that people with a stronger desire to satisfy
higher order needs performed most effectively when they were placed
on jobs that were high on certain di.mensions.l’l Specifically these
dimensions were: variety (the opportunity to use a number of person-

ally valued skills and abilities), autonomy (the chance to feel respon-

sible for one's work), task identity (the opportunity to perform a

whole piece of work) and feedback (the opportunity for an individual
to find out how he is doing).42 The research by Hackman and Lawler
also pointed out that individuals who were not desirous of satisfying
their higher order needs on the job or who were incapable of dealing
with complex jobs requiring large amounts of autonomy would probably
be ineffective on such jobs and dissatisfied with them.43 These
findings suggested that it was critical, in the interest of facilita-

ting effective performance, to achieve a match between the psycho-

logical makeup of an individual with the psychological demands and

39A. H. Maslow, "A Theory of Human Motivation," Psychological
Review, 50 (1943), pp. 370-396.

40

Ibid.

41J. R. Hackman and E. E. Lawler III, "Employee Reactions to
Job Characteristics,'" in Readings in Organization Behavior and Human
Performance, ed. W. E. Scott and L. L. Cummings (Homewood, Ill.:
Richard D. Irwin, Inc., 1973), p. 231.

4

21bid., pp. 218-219.

431bid., p. 232.
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44
opportunities of a job.

Many purchasing writers have in effect contended that a high
proportion of purchasing jobs contained relatively high amounts of
variety, autonomy, task identity, and feedback.45 This suggests that
current purchasing practitioners who have a relatively strong desire
to satisfy their higher order needs on the job will tend to be the

more effective purchasers.

Composite Personality Index

The four previously discussed personality variables were
selected for this research both because they appeared to be related
to purchasing effectiveness and because research instruments were
available to measure them. It was suspected that if the individual
item responses on these four research instruments were analyzed sepa-
rately, certain items would be more strongly related to purchasing
effectiveness than others. It was further suspected that if the
responses on these certain items were added together to form a Compo-
site Personality Index, that this new index might be more strongly
related to purchasing effectiveness than any of the four original
personality variables would be individually.

Previous Writings and Research Concerning
Purchasing Effectiveness and Socioeconomic Characteristics

The socioeconomic characteristics selected for inclusion in

this study were: age, experience, financial rewards, satisfaction,

441bid., pp. 232-233.

45gee for example, Harriman, Principles, pp. 13-16 and
McMillan, The Art of Purchasing, pp. 334-338; J. H. Westing, I. V.

Fine, and Gary J. Zenz, Purchasing Management (New York: John Wiley
and Sons, Inc., 1976), pp. 9-12.
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professional development activities, education, college majors,
position levels, and sex. In the sections that follow, some of the
literature pertaining to each of the above socioeconomic character-
istics and its relationship to purchasing effectiveness will be pre-

sented.

Age

Prior research by Robert Cook concluded that there did seem
to be a relationship between a purchaser's age and whether he is
effective or 1neffective.46 Cook's research utilized the critical
incident technique by asking purchasers to describe situations in
which they had observed a buyer performing in a particularly effec-
tive or ineffective manner. In addition to these incidents, infor-
mation concerning each buyer's age, education, and purchasing expe-
rience was gathered. A comparison between the buyers' ages and
whether or not they were effective or ineffective led to the findings
that ineffective buyers tended to be under 30 years of age while the

effective buyers tended to be 30 years of age or older.47

Experience

Purchasing writers began discussing a relationship between
experience and purchasing effectiveness sometime prior to the twenti-
eth century. In 1887, Marshall M. Kirkman expressed the idea that
experience was related to a purchaser's ability to save money for

his firm. Kirkman said

46Cook, Industrial Buyers, p. 137.

471b14., p. 116.
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a capable purchasing agent, it is probable, can save his
employer a greater sum through the exercise of experience
and intelligence, than any other officer of like grade.48
In 1892, an article that appeared in the Engineering Magazine
stated that experience was one of several important characteristics
related to a purchaser's ability to make money for his firm: "if
there is one place more than another in a large concern that requires
an honest, shrewd, experienced, practical man to make money, it is
the buyer's."49
In 1915, Rindsfoos put forth the notion that judgment was an
important characteristic of successful purchasing. Rindsfoos then

n350

went on to state that "judgment is based on experience. Cady, in

his book, Industrial Purchasing, emphasized the idea that experience
within one's own company is an important characteristic for successful
purchasing.

The most important quality for any member of the purchasing

department is his ability to align his thinking and his

actions with the "feel" of the company. If he lacks this,

then any technical training or previous experience as a

purchasing agent may be the worst enemy of his chances to

succeed. For this reason many purchasing agents prefer
to select their personnel from within the company itself.5l

In 1959, McMillan advanced the idea that a successful purchaser
should have a variety of experiences: "The successful purchasing

agent today must be a man of many parts."52 McMillan further stated

48Marsha11 M. Kirkman, The Handling of Railway Supplies--

Their Purchase and Disposition (Chicago: Charles N. Trivess, 1887),
P. 42; quoted in Fearon and Hoagland, Purchasing Research, p. 22.

49Machine Shop Notes, p. 478.

50Rindsfoos, Purchasing, p. 55.
51Cady, Industrial Purchasing, pp. 207-208.

- 52McMillan, The Art of Purchasing, p. 335.
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that experience as a salesman ''is excellent training for the future
buyer and purchasing specialist."53 Furthermore, "Experience in
store-rooms, inventory and cost accounting, production control,
expediting and other related activities lead qdite naturally to the
purchasing office."sa

The research of Cook pointed out that the duration of pur-
chasing experience was also related to effective purchasing perform-
ance. Cook's data indicated that ineffective purchasers tended to
have less than five years of purchasing experience while the effec-
tive purchasers tended to have five or more years of purchasing expe-
rience.55

In 1971, Stuart F. Heinritz and Paul V. Farrell discussed
the types of experience and training they considered most likely to
lead to success in purchasing; they noted that a successful purchaser

should have:

1. Practical training in the production, stores,
accounting, and engineering departments.

2. Practical training in all sections of the pur-
chasing department; experience in, or familiarity
with, clerical positions, and service as a buyer
and assistant purchasing agent.
The above writings and research have several implications for

purchasing effectiveness. First, a more effective purchaser will tend

53Ibid., p. 337.

341p1d.

55Cook, Industrial Buyers, pp. 118-119.

56Stuart F. Heinritz and Paul V. Farrell, Purchasing (Engle-
wood Cliffs, New Jersey: Prentice-Hall, Inc., 1971), pp. 69-70.
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to have more years of purchasing experience. Second, a more effec-
tive purchaser will tend to have more years of experience with his
current firm. Third, as a result of their wide training experiences,
more effective purchasers will tend to have océupied more positions

during the last several years.

Financial Rewards

Over the years, a number of purchasing writers have contended
that there is an important relationship between the financial rewards
a purchaser receives and his level of effectiveness. For example,
Gushee and Boffey considered financial rewards to be important for
attracting and keeping competent people as well as for motivating and
rewarding effective performance:

the competent purchasing agent must be properly rewarded.
In the past, the tendency has been to set the wage for
purchasing at a level far from commensurate with its per-
formance. To attract and maintain the right type of men
in purchasing, the remuneration must be in keeping with
the responsibilities of the position and results achieved.
An adequately paid purchasing agent may, and usually will,
save from ten to a hundred times his salary as compared
with the results obtained by a man who draws half the
amount or less, it being assumed that salaries are paid
in true relation to the efficiency of the individuals.57

In the 1945 edition of his book, Cady expressed an argument similar
to that of Gushee and Boffey when he stated:

The ability of the purchasing department to attract and
hold the highest type of personnel will depend largely
upon the incentives offered. Salary, of course, is the
primary incentive.... More than one large purchasing
department is making the mistake of hiring too many men
and paying each of them too little, rather than devoting
the same budget to hiring fewer and better men. The
purchasing agent who is underpaid is likely either to

57Gushee and Boffey, Scientific Purchasing, p. 20.
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accept too many favors from salesmen who have money to
spend or to bolster his spirit by thinking of the size
of the company he represents and so become overbearing
and arrogant to the salesmen. Either course tends to
reduce the high standard of cooperation which obtains
the best results for purchasing departments.358
Some of the more recent writers in the purchasing field also
thought there was a strong relationship between a purchaser's salary
level and his level of effectiveness. In the 1971 edition of their
book, Lee and Dobler stated that "No department operates at its full
potential for long if its salary structure fails to reward individuals
in relationship to their respective performance levels."59
Westing, Fine and Zenz went one step further when they dis-
cussed the role of salary increases:
it is important that some measure of ability and perform—-
ance be devised and used periodically in rating the indi-
vidual's (developmental) progress. On the basis of these
ratings, the employee should be advised of his shortcomings
or rewarded for his improvement with a salary increase.60
The above writings have at least two implications for pur-
chasing effectiveness. First, more effective purchasers will tend to

receive higher salaries. Second, more effective purchasers will tend

to receive larger salary increases.

Satisfaction

A number of purchasing writers have acknowledged some sort
of positive relationship between satisfaction and purchasing effec-

tiveness. In the 1964 edition of his book, The Purchasing Man and

58Cady, Industrial Purchasing, pp. 209-210.

59Lee and Dobler, Purchasing, p. 556.

6°West1ng, Fine and Zenz, Purchasing Management, p. 405.
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His Job, Victor Pooler listed what he called five non-cost incentives
that were designed to improve a purchaser's level of satisfaction
which, in turn, was supposed to increase a purchaser's level of
effectiveness.61 Pooler's non-cost incentives included:
. Participation in the making of decisions.
. Additional responsibility.
. Special projects.

. Opportunity to be heard.

. More prestige on the job.62

NHWN -

Pooler went on to say that:

People want to get into the act! Poor performance on the
job 18 due more to lack of involvement than to laziness

or incompetence. The buyer who is allowed as much influ-
ence as possible on the decisions that affect him so that
he can be a party to the problem and motivated to find the
solution is a better producer than the one who feels no
need to take action since "it's not my problem."63

Lee and Dobler also thought that effective purchasing perform-
ance was related to satisfaction. These authors contended that:

The wise (purchasing) manager knows that long run perform-
ance is dependent on the job satisfaction of his employees....
Over the long run, most people perform better when they

enjoy their work. And people tend to enjoy a job more

when their abilities and interests are fully utilized

and challenged by the requirements of the job.64

The 1973 edition of the Purchasing Handbook also subscribed

to the idea that purchasing effectiveness and satisfaction were posi-
tively related. The Handbook stated that purchasing jobs should be

structured "in such a way as to optimize the job satisfaction factors

61Pooler, The Purchasing Man, p. 70.

621bid.

631b14., p. 71.

64Lee and Dobler, Purchasing, pp. 541-542.
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of achievement, recognition, the work itself, responsibility, advance-
ment and growth opportunities."65
The above writings suggest at least two implications for pur-
chasing effectiveness: (1) purchasers who are more satisfied with
their purchasing career will tend to be more effective, and (2) pur-

chasers who are more satisfied with the firm they currently work for

will tend to be more effective.

Professional Development Activities

Opportunities for professional development have often been
made possible through the efforts of professional associations.

According to the Purchasing Handbook,

Professional associations are generally organized to draw
together individuals who are members of the profession to
provide them with the vehicle and tools for improving
themselves and their profession through mutual cooperation,
interchange of ideas, educational programs, ethical stand-
ards and other such means.$

Another author viewed professional associations as being a
forum for an interchange of ideas and a discussion of prob-
lems while providing its members with a means of developing
themselves professionally so as to increase their contribu-
tions to the profitability of their respective firms.67

A number of professional associations have been organized

within the purchasing profession. The National Association of Pur-

chasing Management has claimed to represent "a wide diversification

65George Aljian, ed., Purchasing Handbook (3rd ed.; New York:
McGraw-Hill, 1973), Section 27, p. 21.

66Ibid., Section 29, p. 3.

67Frank J. Winters, "A Look Back. . .and Ahead," Journal of
Purchasing and Materials Management, Vol. 11, No. 2 (Summer, 1975),
PP. 47-48.
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of business interests; it has members from large and small units of
industrial, education, governmental, utility and distribution organ-
izations."68 Other purchasing professional organizations have been
organized around specific segments of the purchasing profession.
Some of these organizations include: the National Institute of Gov-
ernmental Purchasing, the National Association of Education Buyers
and the National Association of Hospital Purchasing Management. In
addition, a number of professional associations have been organized
that represent professions closely related to purchasing, such as the
American Production and Inventory Control Society and the National
Council of Physical Distribution Management.

Each of the above professional associations has claimed to
exist, at least in part, for the purpose of assisting individuals in
improving their level of effectiveness on the job.69 These associ-
ations have accomplished this by providing educational programs such
as seminars and workshops. At the same time, many of the national
professional associations have also supported and assisted local
professional associations in organizing professional development

activities.7o

It therefore seems reasonable to expect that a more
effective purchaser will tend to belong to a larger number of profes-
sional associations and will tend to participate more often in the

professional development activities.

68A1jian, Purchasing Handbook, Section 29, p. 12.

69

Ibid., Section 29, pp. 13-17.

701b1d., Section 29, pp. 17-28.
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Education
A college course in purchasing was offered at least as far
back as 1917; the establishment of one purchasing course was the re-
sult of a cooperative effort betwen the Purchasing Agents Association
of New York and New York University's School of Commerce, Accounts
and Pinance.71 Harvard University also established a purchasing
course during the 1917-1918 academic year and a few decades later
there were purchasing courses in ninety colleges and universities
throughout the United States and Canada.72
In 1945, E. L. Cady pointed out the fact that a number of
colleges were teaching courses in purchasing and suggested that
graduates of these schools might be good candidates for purchasing
positions. Cady stated:
Many colleges and universities have a course in indus-
trial purchasing given in conjunction with their schools
of business administration.... The records of graduates
of these schools may be consulted, and conversations
with professors will elicit much about the graduates....
Engineering graduates who have the necessary ability to
cooperate, with the instinct for ferreting out facts,
often make good members of purchasing departments.73
In 1959, A. L. McMillan noted that "The academic training
called for in purchasing offices has risen considerably in recent

years."74 Cady referred to a survey conducted in the state of Ohio

in 1951 that showed 34 percent of the purchasers surveyed had college

71Paul V. Farrell, Fifty Years of Purchasing (New York:
National Association of Purchasing Agents, 1954), p. 31.

72

Ibid.

73Cady, Industrial Purchasing, p. 209.

74McM111an, The Art of Purchasing, p. 335.
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degrees:
in the younger group, aged 24 to 34 years, the percent
(having college degrees) had risen to 56 percent, indi-
cating that the requirement of a college degree will
be a more common qualification for the purchasing
office in future years. 5
More recently, Heinritz and Farrell listed a college educa-
tion as one of the personal qualifications most likely to lead to
success as a purchasing executive.76 They also listed a college
degree as a desirable, although not a necessary personal qualifica-
tion for individuals seeking buying positions.77 Heinritz and
Farrell went on to state, however, that if these people expected to
advance to a position of top responsibility for purchasing management,
they should "have the ambition and perseverence to acquire the equiva-
lent educational qualifications through evening and extension courses."78
The study by Cook appeared to be the only piece of research
that demonstrated a relationship between formal education and pur-
chasing effectiveness. Cook found that purchasers with only a high
school education "are not as likely to be effective as those with more
education."’?
Cooks's findings, taken together with the other writings

mentioned above imply that a more effective purchaser will tend to

have achieved a higher level of formal education.

75Cady, Industrial Purchasing, p. 209.

76Heinritz and Farrell, Purchasing, p. 69.

77Ibid., p. 73.

781b1d.

79Cook, Industrial Buyers, p. 120.
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College Majors, Position Levels, and Sex

In order to gain additional insight into the type of people
who were included in the sample, information was gathered concerning
the respondents' undergraduate and graduate college majors, entry
level position, present position, superior's position, desired posi-
tion five years into the future, and sex. Because of time and resource
limitations, this information was not related to purchasing effective-
ness. Nevertheless, this information did prove useful in revealing
several examples of possible sample bias. It should be noted, however,

that plans are afoot to more thoroughly analyze these data in future

research.

Previous Writings and Research Concerning
Purchasing Effectiveness and Purchasing Performance Measures

One problem that had to be faced with regard to evaluating
purchasing performance was deciding whether to use ratings by superiors
or self-ratings. Superior ratings involve having supervisors rate the
performance of their subordinates. Self-ratings involve having the
individuals rate their own performance. There were a number of
subjective, as well as objective rating techniques that could have been
used by superiors in rating the performance of their subordinates.so

However, it was not possible to draw a sample that was statistically

8oAljian, Purchasing Handbook, Section 27, pp. 22-23; John P.
Campbell, Marvin D. Dunnette, Richard D. Arvey and Lowell V. Hellervik,
"The Development and Evaluation of Behaviorally Based Rating Scales,"
Journal of Applied Psychology, Vol. 57, No. 1 (February, 1973), pp.
23-27; Lee and Dobler, Purchasing, pp. 556-558; Heinritz and Farrell,
Purchasing, pp. 432-437; C. H. Lawshe, N. C. Kephart and E. J.
McCormick, "The Paired Comparison Technique for Rating Performance
of Industrial Employees,'" Journal of Applied Psychology, Vol. 33,

No. 1 (February, 1949), pp. 69-77.
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appealing.

An alternative research strategy that overcame many of the
deficiencies of ratings by superiors was to identify performance
dimensions that were common to most purchasing jobs and then ask the
purchasers in different organizations to rate themselves on these
identified performance dimensions.

In the past, several questions have been raised about the
usefulness of self-ratings and their comparison to superior ratings.
Some researchers have claimed that self-ratings tend to be more
lenient and have less variability than superior ratings.al Other
researchers have questioned the validity of self—ratings.82 However,
recent research by Herbert G. Heneman indicated that when self-ratings
were obtained under conditions where they could be used solely for
research purposes, they tended to be less lenient and more variable
than superior ratings.83 Heneman's findings also showed that self-
ratings demonstrated less halo error than superior ratings.

The research of Cook was helpful in developing a self-rating

81E. P. Prien and R. E. Liske, "A Comparative Analysis of
Supervisor Ratings and Incumbent Self-Ratings of Job Performance,"
Personnel Psychology, Vol. 15 (1962), pp. 197-194; and G. C.
Thornton, "The Relationship Between Supervisory and Self-Appraisals
of Executive Performance,” Personnel Psychology, Vol. 21 (1968),
pp. 451-456.

82D. T. Campbell and D. W. Fiske, ''Convergent and Discrimin-
ant Validation of the Multitrait-Multimethod Matrix," Psychological
Bulletin, Vol. 56 (1959), pp. 81-105; and J. B. Miner, "Management
Appraisal: A Capsule Review and Current References," Business
Horizons, Vol. 11 (1968), pp. 83-96.

3Herbert G. Heneman, III, "Comparisons of Self and Superior
Ratings of Managerial Performance," Journal of Applied Psychology,
Vol. 59, No. 5 (October, 1974), pp. 638-642.
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scale to measure purchasing performance. Cook identified 28 pur-
chasing activities and ranked them in order of their frequency of
occurrence;sa he suggested that the frequency of occurrence of each
of these activities might reflect their relative importance. Cook's
ranking of these 28 purchasing activities is presented in Table II-1.
The definition for each of these activities is presented in Appendix E.

It was assumed the purchasing activities that tended to occur
more frequently would also tend to be more generally applicable across
a wider variety of purchasing jobs. This implies that activities such
as profit potential, procedures, and sourcing would tend to be engaged
in by more purchasers than would activities such as scrap and surplus
disposal, target pricing and forward buying. For this reason, the
purchasing self-rating scale used in this study was developed from
the purchasing activities that occurred most frequently in Cook's
research.

The activities selected for inclusion in the purchasing self-
rating scale were: profit potential, procedures, sourcing, personal
skills, departmental coordination, negotiation, product research,
interfirm coordination, and quality assurance. In addition, an
activity called overall effectiveness was also added to the scale.

The definitions of each of these activities were shortened in length
in order to reduce the amount of space required by this scale on the
mail questionnaire that was used to collect the data for this research.
The definition of each of these activities as it appears on the mail

questionnaire is presented below.

84Cook, Industrial Buyers, pp. 109-115.
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Profit Potential - The extent to which your buying acti-
vities result in cost savings for your firm.

Procedures - Your normal adherence to your firm's estab-
lished buying procedures.

Sourcing - The degree to which you search for new suppliers
or reevaluate old suppliers.

Personal Skills - The successful expenditure of extra
effort on your part to convince others in your organ-
ization to accept your proposals.

Departmental Coordination - Effort you spend in communi-
cating, providing reports, arranging meetings, or
providing liaison within your department or organiza-
tion.

Negotiation - The extent to which your discussions with
your suppliers produce favorable results.

Product Research - The amount of product research you
perform by studying reference sources or questioning
salesmen, suppliers, and users of similar products.

Interfirm Coordination - The extent to which you arrange
meetings between yourself, members of your firm, and
vendors in order to improve cooperation.

Quality Assurance - Your investigation of quality by
checking samples, having tests run, comparing items,
or discussing possible adjustments with vendors.

Overall Effectiveness - Rate yourself on total performance
in your present purchasing position.

Purchasing Effectiveness Profile

The review of the purchasing literature revealed previously
discussed personality, socioeconomic, and performance measures that
appeared to be related to purchasing effectiveness. These apparent

relationships are presented in the Purchasing Effectiveness Profile

shown in Figure II-1.
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FIGURE II-1

PURCHASING EFFECTIVENESS PROFILE

Characteristics of Characteristics of
Less Effective : More Effective
Purchasers Purchasers

Personality Variables

Low Level of Self-Esteem High
High Need for Certainty Low
High Degree of External Control Low
Low Desire to Satisfy Higher Order Needs High
Low Composite Personality Index High

Socioeconomic Variables

Low Age High
Experience
Low a. Years of purchasing
experience High
Low b. Years with current firm High
Low c. Number of Positions--
last five years High

Financial Rewards

Low a. Salary level High
Low b. Salary Increase--
last five years High
Satisfaction
Low a. Satisfaction--purchasing
career High

Low b. Satisfaction--current firm High
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FIGURED II-1 (continued)

Characteristics of Characteristics of
Less Effective More Effective
Purchasers Purchasers

Professional Development Activities

Low a. Number of professional High
development activities
attended per year

b. Membership in Professional High
associations
Low Education Level High

Purchasing Performance Measures

Low Profit Potential High
Low Procedures High
Low Sourcing High
Low Personal Skills High
Low Departmental Coordination High
Low Negotiation High
Low Product Research High
Low Interfirm Coordination High
Low Quality Assurance High

Low Overall Effectiveness High
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Statistical Analysis

The original plan for data analysis involved the use of such
classical statistical techniques as Pearson product-moment correlation,
multiple regression, and factor analysis. The Pearson correlation
was to be used in order to determine the strength and direction of
any possible relationships between the personality or socioeconomic
variables and purchasing effectiveness. Multiple regression was to
be used for the purpose of determining the strength of any possible
relationships between combinations of personality or socioeconomic
variables and purchasing effectiveness. Factor analysis was to be
used for the purpose of searching for any new variables that might
underly the manifest data. These techniques were chosen for two
reasons. First, it was expected that the responses on the items of
the research questionnaire would be distributed in a reasonably
normal manner. Second, it was assumed that the relationship between
any of the variables to be analyzed would be reasonably linear.

Examination of the frequency of the questionnaire items,
however, revealed that some of the data was not distributed normally
as expected.85 This examination uncovered a number of items that
demonstrated either skewed or bi-modal response distributions. For
example, the frequency distributions of items 64 through 75 in
Appendix B were all heavily skewed on the high side of the mean.
This response skewness indicates that the amount of variance

recorded by these items was considerably less than if these

85The mail questionnaire used to gather the data for this
research is exhibited in Appendix A.
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responses had been normally distributed. On the other hand, items
49, 50, 51, 62, 57, 61 and 62 of Appendix B demonstrated bi-modal
response patterns in that high percentages of responses were clustered
on both sides of the middle response category. These bi-modal re-
sponse patterns indicate that these items were not linearly related
to the items that exhibited either skewed or normal response distri-
butions. Because of the number of skewed and bi-model response
distributions that were found to exist in the data, it was concluded
that a straightforward application of the previously mentioned
statistical techniques might be inappropriate and could possibly
result in misleading or invalid interpretations. For this reason,
a different data analysis approach was taken.

The methodology used to analyze the data involved the develop-
ment of a purchasing effectiveness measure that was labelled the Pur-

86

chasing Performance Index. This index was the basis for dividing the

entire sample into five levels of purchasing effectiveness. The mean
scores of each of these five effectiveness groups on the four person-
ality measures were then compared. The purpose of this comparison was
to determine which, if any, of the personality variables were related
to purchasing effectiveness. Similarly, the individual item responses
on the four personality research instruments were also analyzed. Those
individual items found to be most strongly related to purchasing effec-

tiveness were added together to form a Composite Personality Iudex.87

86This Purchasing Performance Index is developed in Chapter V.

87The personality variables are analyzed in Chapter VI.
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The five effectiveness levels determined by the Purchasing

Performance Index were also used to identify possible relationships

between the socioeconomic measures and purchasing effectiveness. The
scores of each of these five effectiveness groups on each of the socio-
economic measures were then compared in order to determine which of

these measures were related to purchasing effectiveness.88

Limitations
In conducting this research, no attempt was made to identify
all the data on the questionnaire. Such an undertaking was well
beyond the time and resource limitations of this single dissertation.
It should be noted however, that in the interest of achieving further
progress in the field of purchasing, plans to more thoroughly identify

these data in the future are currently underway.

Summary

The review of the purchasing literature revealed a number of
personality variables that purchasing writers assumed were related
to purchasing effectiveness. Some of these characteristics included
honesty, shrewdness, truthfulness, industriousness, executive ability,
and adaptability. The literature reviéw further revealed that,
although relationships between a number of personality characteristics
had been theorized, none of these relationships had ever been /2,
to exist. One possible reason for this was that some of the person-

ality characteristics such as truthfulness, honesty, and shrewdness

were rather general in nature and did not readily lend themselves to

88The socioeconomic variables are analyzed in Chapter VII.
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behavioral measurement. Thus, in testing the relationships between
personality characteristics and purchasing effectiveness, it was
decided to select personality characteristics for which measurement
instrument already existed. Based upon the findings of the literature
review, it was decided to test the relationships between purchasing
effectiveness and self-esteem, need for certainty, external control,
and the desire to satisfy higher order needs.

The literature review also revealed a number of purchasing
writers who theorized that certain socioeconomic characteristics were
related to purchasing effectiveness. Some of these socioeconomic
characteristics included age, experience, education, and financial
rewards. The literature review revealed that, to date, only one
researcher had directly explored the link between socioeconomic and
purchasing effectiveness. In his study, Cook concluded that there
did seem to be a relationship between age, experience, and education
level of buyers and whether they were effective or ineffective per-
formers. Based upon Cook's findings and the findings of the litera-
ture review, it was decided to test the relationships between pur-
chasing effectiveness and age, experience, financial rewards, satis-
faction, professional development activities, and education.

The research of Cook also appeared to be the only study that
directly explored the relationship between the performance of certain
purchasing activities and purchasing effectiveness. This research
proved helpful in developing a self-rating scale to measure purchasing
performance. In this study, Cook identified 28 purchasing activities
and ranked them in order of occurrence; he further suggested that

the frequency of occurrence of each of these activities might reflect
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their relative importance. For this reason, the purchasing self-
rating scale used in this study was developed from the purchasing
activities that occurred most frequently in Cook's research. These
activities included profit potential, procedures, sourcing, personal
skills, departmental coordination, negotiation, product research,
interfirm coordination, and quality assurance. In addition, an

activity called overall effectiveness was also added to the scale.



CHAPTER III

DATA COLLECTION

Obtaining the data for this research was accomplished by
(1) developing a mail questionnaire, (2) identifying a sample popula-
tion of purchasers, and (3) randomly sampling this population. The
collected data from 1,090 usable respondents was then subjected to a
"cleaning" procedure, which ensured that the information that appeared
on the computer input cards accurately represented the data that

appeared on the mail questionnaire.

Development of the Mail Questionnaire

Questionnaire Design

The questionnaire used to collect the data for this study was
designed utilizing a marked-sense format. This type of questionnaire
design had several distinct advantages: First, utilizing a marked-
sense format cut down significantly on the physical length of the
questionnaire. What would have been an eleven-page typewritten
questionnaire was reduced to four pages of printed marked-sense
questions.l This alone appeared to stimulate a higher response rate
since the questionﬁaire did not seem too long to the respondent.
Second, a marked-sense format gave the questionnaire a professional

appearance. Judging from some of the respondents' comments, this

15 copy of this questionnaire is exhibited in Appendix A.
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also appeared to stimulate a higher response rate than would have
normally been expected. Third, since the marked-sense questionnaires
were read by an electronic scanner, the data were automatically punched
onto the data cards. As a result, there was no need for a separate
keypunching operation.

A cover letter was also designed to accompany the question-
naire. The cover letter explained that the information was needed
for doctoral research and that the project was being financed, in
part, through a Doctoral Research Grant from the National Association
of Purchasing Management.2 The letter also stated that the responses

were completely confidential and would not be identified in any way.

Pilot Testing the Questionnaire

Before the questionnaire and cover letter were printed in
final form, they underwent two pilot tests. The first pilot test
involved thirty members of a local purchasing association. Each mem-
ber of the pre-test group was given a copy of the cover letter, a
questionnaire, and a postage-paid return envelope. They were then
asked to read the cover letter and fill out the questionnaire making
constructive comments in the margins as they went along. Each person
in this pilot test was assured of total anonymity and was asked to
mail the questionnaire and cover letter to the researcher in the
return envelope provided. Twenty-four of the questionnaires and
cover letters were returned and several of the comments made by the
the pilot test group were incorporated into the next draft of the

questionnaire and cover letter.

2A copy of this cover letter is exhibited in Appendix A.
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The next pilot test took place just prior to the time when
the cover letter and questionnaire were ready to be printed in final
form. This pilot test was comprised of 44 purchasers from across the
United States, who were attending a one-week purchasing management
seminar at Michigan State University. Seminar participants were
given envelopes identical to the ones received by those who were
ultimately included in the mail survey. The envelope contained a
cover letter, a questionnaire, and a return envelope. Each person in
the group was asked to read the cover letter and questionnaire and to
make constructive comments as they went along. This group was also
assured that anonymity and confidentiality would be maintained and
were asked to return the questionnaire and cover letter in the return
envelope provided. The comments and criticism made by this group
were minor in nature compared to the first pilot test group.

In the sections that follow, the specific measurement tools

used to collect the data for this study are presented.

The Personality Measures

Self-Esteem
The respondent's level of self-esteem was measured with the

self-assurance scale of the Ghiselli Self-Description Inventory.3

The scale consisted of 31 pairs of personally-descriptive adjectives
with one word from each pair relating to self-esteem. For the first

fifteen pairs of adjectives, the respondents were asked to choose one

3E. E. Ghiselli, Explorations in Managerial Talent (Pacific
Palisades, California: Goodyear Publishing Company, Inc., 1971),
PP. 54-55.
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word from each pair that described them best. For the remaining six-
teen pairs, the respondents were asked to choose one word from each
pair that described them least. This scale was scored utilizing a
weighting scheme developed by Ghiselli. The score for this scale
was the sum of the weights of the items checked. The higher the
score, the higher the degree of self-esteem possessed by the individual.

The Ghiselli instrument was selected to measure self-esteem
because it was brief and simple. 1In addition, this scale has been
widely used on managers of all levels as well as skilled and unskilled
workers and students.4

In other previous research, the reliability of this instru-
ment had been determined by Ghiselli utilizing the Kuder-Richardson
formula 20.5 Data for the calculation were obtained by administering
the instrument to 300 employed adults and 50 industrial foremen. The
reliability coefficients for the 300 adults and 50 foremen were .56
and .63, respectively.6 In an attempt to verify these results, a
reliability analysis was conducted using Cronbach's alpha formula
(a generalization of the Kuder-Richardson formula 20) and the data
from the 1,090 mail respondents involved in the present study.7 This

analysis yielded a reliability coefficient of .39.

4E. E. Ghiselli, The Self-Description Inventory Manual
(University of California, Berkeley: undated), p. 1ll.

SJames L. Bruning and B. L. Kintz, Computational Handbook of
Statistics (Glenview, Illinois: Scott, Foresman and Company, 1968),
PP. 188-191.

6Ghiselli, Self-Description, p. 3.

7william A. Mehrens and Irvin J. Tehmann, Measurement and
Evaluation in Education and Psychology (Chicago: Holt, Rinehart and
Winston, Inc., 1973), p. 113.
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It is generally accepted that a reliability of .70 or better
is considered to be a high.8 This means that the instrument is accu-
rately measuring some characteristics of the people taking it. In
addition, a reliability of .70 or better also means that the items
on the instrument are producing similar patterns of response in dif-
ferent people.9 Furthermore, a high reliability coefficient means
that the items making up the instrument are homogeneous and inferred
to be valid.lo Although the reliability coefficients obtained on
the Ghiselli instrument were less than .70, they were large enough to
suggest that the instrument was still fairly accurately measuring
some characteristic of the people to whom it was administered.ll

The Ghiselll self-assurance scale is part I of the question-

naire found in Appendix A.

Need for Certainty

The Budner Intolerance of Ambiguity Scale was used to obtain
12

a measure of the respondent's need for certainty. The scale con-
sisted of sixteen statements about which the respondents were asked
to indicate their level of agreement. Scoring ranged from a 5 for
strong agreement to a 1 for strong disagreement. The scores for each

statement were then summed to obtain a measure of the respondent's

overall need for certainty. A high score indicated a high need for

8Bruni.ng and Kintz, Handbook, p. 191.
Ibid.
101p14.

11Mehrens and Tehmann, Measurement and Evaluation, p. 122.

128. Budner, "Intolerance of Ambiguity as a Personality,
Variable," Journal of Personality, 30 (1962), pp. 29-50.
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certainty.

This instrument had been administered to a wide variety of
student groups ranging from undergraduate psychology students to
medical students in varying stages of their career. The reliability
coefficients (Cronbach's alpha) computed with data from these groups

3 When the reliability coefficient

have averaged approximately .49.1
was computed from the responses used in the present study, a coeffi-
cient of .48 was obtained. This was consistent with Budner's findings.
Budner defended this modest demonstration of reliability by
pointing out that the need for certainty is a rather complex con-

struct;14 he went on to say that, the more complex the construct is,

the lower will be the reliability coefficient of a measure of it.ls
The implication here is that the reliability of the instrument is
acceptable considering the complexity of the variable it is measuring.
The primary reasons for selecting this instrument were that
it was brief and easily adaptable to a marked-sense format. Other
scales were either two to three times longer or they required
written responses. In addition, the Budner scale was easy to under-
stand and simple to administer.
The Budner Intolerance of Ambiguity Scale is part IV of the

questionniare found in Appendix A.

External Control

The respondent's degree of external control was measured

using a factored version of the Rotter Internal-External

131pid., p. 35.

141p1d., pp. 34-35.
151bid., p. 35.
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Scale.16 This scale consisted of eight pairs of statements with each
pair consisting of one internal and one external statement. The
respondent was asked to choose the statement from each pair with
which he most strongly agreed. In scoring this scale, the number of
external statements the respondent chose were added together. Thus,
a high score on this scale signified high external control while a
low score signified low external control.

The Rotter instrument was selected to measure external control
because it was short in length. The instrument had been used on
students, scientists, engineers, vocational rehabilitation clients,
naval officers, and naval enlisted men. Through repeated use, this
instrument has consistently yielded reliability coefficients (Kudner-
Richardson) of .70 or better.17 For purposes of verification, a
reliability analysis was conducted for the factored version of the
Rotter scale used in this study. The reliability was calculated
using Cronbach's alpha formula and the data from the 1,090 mail
respondents. The analysis yielded a reliability coefficient of .74,
which conformed to Rotter's findings.

The Rotter Internal-External Scale is part III of the ques-

tionnaire found in Appendix A.

Desire to Satisfy Higher Order Needs

To obtain a measure of the degree to which the respondents

were desirous of obtaining higher order need satisfaction from their

l6J. B. Rotter, "Generalized Expectancies for Internal versus
External Control of Reinforcement," Psychological Monographs, 80
(1966), Whole No. 609.

1p14., p. 13.
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work, an instrument developed by Hackman and Lawler was utilized.18
The respondents were asked how much of certain opportunities and
attributes they would like to have in their purchasing position. The
respondents indicated the amount of each opportunity or attribute
they would like by marking the appropriate number on the scale that
followed each opportunity or attribute. The number 5 indicated the
respondent would like the maximum amount of the attribute or oppor-
tunity while the number 1 indicated he would like none or the minimum
amount. Scores on each of these twelve items were summed to obtain a
measure of the strength of the respondent's overall level of higher
order need.

The coefficient of reliability computed by Hackman and Lawler
for this instrument in their study was .89. This was obtained using
data from administering the instrument to 208 employees of a large

utility.l?

The coefficient of reliability computed for this instru-
ment using the data from the 1,090 respondents participating in the
study was .85.

This instrument is part V of the questionnaire found in

Appendix A.

Need for Achievement

A measure of the respondent's need for achievement was

obtained using the Lynn Achievement Motivation Questionnaire.zo The

183, Richard Hackman and Edward E. Lawler III, "Employee
Reactions to Job Characteristics," in Readings in Organizational
Behavior and Human Performance, ed. W. E. Scott and L. L. Cummings
(Homewood, Ill.: Richard D. Irwin, Inc., 1973), p. 224.

191b1d.

20Richard Lynn, "An Achievement Motivation Questionnaire,"
British Journal of Psychology, 60 (1969), pp. 529-534.
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instrument consisted of eight questions to which the respondents were
to answer "yes" or "no." Scoring the instrument involved giving the
respondent one point for each correct answer. The points were then
summed up to give an overall measure of the respondent's need for
achievement.

The primary reason that this instrument was selected was that
it does away with all the major disadvantages of the TAT (thematic
aperception test) which involves open-ended responses and requires
highly-skilled scorers. In addition, the reliability between such
scorers had been shown to be far from perfect. On the other hand,
Lynn's instrument was brief, easy to understand, and easy to
administer. Lynn's instrument also required much less effort on the
part of the respondent.

Although Lynn cited a fair amount of evidence supporting the
validity of his insttument,21 he did not mention its reliability.
When the reliability of the Lynn instrument was calculated using the
Cronbach alpha formula and the data from the 1,090 mail respondents,
the result was a very low reliability coefficient of .08. Such a low
reliability implies that the instrument failed to elicit similar
response patterns from different people and therefore was not accu-
rately measuring any characteristic of the people to whom it was
administered. For this reason, the need for achievement, as measured
with Lynn's instrument, was dropped from further analysis.

The Lynn Achievement Motivation Questionnaire is part II of

of the questionnaire found in Appendix A.

2l1y44., pp. 31-3.
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The Socioeconomic Measures

Each of the socioeconomic variables included in the Purchasing

Effectiveness Profile, as well as several others, were measured by

asking the respondent to answer a question relating to each of these
variables. Most of the questions involved having the respondent

select one answer from the alternatives listed after each question.
Several other questions required the respondent to write short answers.
In all, eighteen questions were used to measure eighteen socioeconomic
variables. A nineteenth socioeconomic variable, sex, was predetermined
from the names on the mailing list prior to sending out the question-
naire. These questions appear as part VII of the questionnaire found

in Appendix A.

The Purchasing Performance Measures

To obtain some measures of purchasing performance, a self-
rating scale was utilized. The scale consisted of ten performance
measures on which each respondent was asked to rate himself in com-
parison to other purchasers. A self-rating of 1 indicated high per-
formance on that dimension. The performance self-rating scale is

part VI of the questionnaire found in Appendix A.

Design of the Sample and Data Collection

The data necessary to carry out this research were collected
through the use of a mail survey. With the help of Professor John H.
Hoagland and the Editors Group of the National Association of Pur-
chasing Management, a mailing 1list of over 15,000 purchasers was
assembled. This 1list was comprised of purchasers from the major

population centers of thirty states. With such a large sample
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population of purchasers scattered across the entire United States,
it was concluded that it was a reasonable representation, for pur-
poses of this research, of the population of purchasers in general.
It was further concluded that if a large enough random sample were
taken from such a sample population, it should exhibit character-
istics similar to the entire population of purchasers.

Once the entire mailing list was assembled, a random sample
of 3,648 names was selected. A questionnaire was sent on June 27,
1975 to each person whose name turned up in the random sample. The
cutoff date for including returned questionnaires in the analysis
was August 2, 1975. The returns from this group included 1,090

usable responses, 88 unusable responses, and 65 responses that were

returned for insufficient or obsolete addresses. As mentioned earlier,

a cover letter accompanied the questionnaire explaining that the
information was needed for doctoral research and that the research
was being financed, in part, through a Doctoral Research Grant from
the National Association of Purchasing Management. The letter also
stated that the responses were completely confidential and would not
be identified in any way. Also accompanying the questionnaire was a
postage-paid return envelope. The respondents were instructed both
in the cover letter and on the questionnaire to return the completed

questionnaire in the return envelope provided.

Cleaning the Data

As the questionnaires were returned by the respondents, each
was examined to ensure that the.respondent had filled it out com-

pletely and that any erasures had been cleanly made. Any
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questionnaires that were not properly filled out were removed from
the sample.

Since a marked-sense format was used, the questionnaires were
read by an electronic scanner and the data were automatically punched
onto data cards. This automatic process of transferring data from
the mail questionnaires onto the data cards, however, was not with-
out its problems.

Visual comparison of the data cards and the questionnaires
revealed two types of errors associated with transferring the data
from the questionnaires onto the cards. One type of error involved
the situation where the respondent changed a response but failed to
cleanly erase the old response. A second type of data transfer error
occurred when the respondent failed to mark a response heavy enough
on the questionnaire to be read by the scanner. The data transfer
problems were solved by using a special computer program to sort out
those cases where either two responses or no response had been
recorded for a particular item or question. Once these cases were
sorted out, the associated mail questionnaires were examined and
each incorrectly transferred response was corrected. Once all the
corrections were made, the cards were again run through the error
sorting program to ensure that no incorrectly punched cards were
missed.

Although the error sorting procedure described above worked
very well, there were still several data errors that needed to be
corrected. These errors involved situations where the scanner picked
up extraneous pencil marks from several of the questionnaires and

recorded these marks as responses. This type of error was not
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discovered until a frequency distribution of each item on the ques-
tionnaire had been run. A visual inspection of these frequency dis-
tributions revealed eleven cases where the responses, which were read
by the scanner and punched onto the data cards, were outside the range
of possible values for a particular question or item. These errors
were eliminated by examining the erroneous questionnaires and making

the necessary corrections.

Summary

The methodology used to obtain the data for this research in-
cluded the development and administration of a mail questionnaire to
a large national sample of purchasers. This questionnaire was designed
using a marked-sense format, which had several distinct advantages:
1) The length of the questionnaire was cut from eleven typewritten
pages to four pages of printed marked-sense questions, 2) the marked-
sense format gave the questionnaire a more professional appearance,
and 3) since the questionnaires were read by an electronic scanner,
the data were automatically punched onto computer input cards.
Numerous response errors, however, made it necessary to subject the
data to a "cleaning" procedure. This procedure helped to ensure that
the information that appeared on the computer input cards was exactly
the same as the information that appeared on the mail questionnaires.
Analysis of the data gathered with this methodology will be presented

in Chapters IV, V, VI, and VII.



CHAPTER IV

CHARACTERISTICS OF THE SAMPLE POPULATION

The data collected for this study revealed a number of
interesting characteristics concerning the sample population. Some
of these characteristics are presented and discussed in the sections

that follow.

Present Position

The present position of the purchasers in the sample popula-
tion are presented in Table IV-1. Since the individuals in the sample
were taken from membership lists of purchasing associations affili-
ated with the N.A.P.M., it seemed logical to assume that the distri-
bution of present positions would be representative of N.A.P.M. mem-
bers in general. It was further assumed that any sample drawn from
N.A.P.M. affiliated members would be representative of the total popu-
lation of purchasers. Analysis of Table IV-1l indicated, however, that
this latter assumption was probably erroneous. For example, Table
IV-1 shows that 42.5 percent of the sample were managers of pur-
chasing, but less than one percent held the position of assistant
buyer. This means that the sample population contained 58 managers
of purchasing for every assistant buyer. It did not seem reasonable
that such a ratio of managers to assistant buyers was an accurate

representation of the total population of purchasers in general.

58
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TABLE IV-1

FREQUENCIES CONCERNING RESPONDENTS' PRESENT POSITION

Absolute Relative Cumulative
Present Position Frequency 'Frequency Frequency

(Percent) (Percent) (Percent)
Assistant Buyer 8 .7 .7
Buyer 125 11.5 12.2
Purchasing Agent 332 30.5 42.7
Manager of Purchasing 463 42.5 85.1
VP of Purchasing 64 5.9 91.0
Researcher 11 1.0 92.0
Other ___ 817 8.0 100.0

Total 1,090 100.0

Therefore, it was concluded that by including only N.A.P.M. affiliated
purchasers in the sample, a possible sample bias was introduced. The
possibility of a sample bias in turn restricted the conclusions that
could be inferred from this sample.

The category "other" contained in Table IV-1 was used to cate-
gorize purchasers in the sample whose present position did not fit one
of the available categories. Since a marked-sense questionnaire for-
mat was used to gather this information, there was no way to determine
what types of positions were included in this category. Some of the
unsolicited comments received on the questionnaire, however, indicated
that these people held such positions as senior buyer, materials man-

ager, or chief of supply. In the future, it is suggested that the
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"other" category either be replaced with several additional position

titles or with an open-ended response.

Entry Level Position

The entry level positions of the sample population are pre-
sented in Table IV-2. As shown in the table, 62.5 percent of the sam-
Ple entered the purchasing profession at the positon of buyer or
below. This, along with the information contained in Table 1V-3
indicates that a fair number of purchasers were entering the purchasing
profession at a relatively low position level and were working their
way up through the ranks. For example, Table IV-3 shows that 17.3
percent of the managers of purchasing started out as clerks or

expediters, 13.4 percent entered the profession as assistant buyers,

and 25.9 percent entered purchasing as buyers.

TABLE IV-2

FREQUENCIES CONCERNING RESPONDENTS' ENTRY LEVEL POSITION

Relative Cumulative

Entry Level Position Absolute Frequency Frequency
Frequency (Percent) (Percent)

Clerk-Expediter 188 17.2 17.2
Assistant Buyer 164 15.0 32.3
Buyer 329 30.2 62.5
Purchasing Agent 193 17.7 80.3
Manager of Purchasing 125 11.5 91.7
V.P. of Purchasing 20 1.8 93.6
Other __170 6.5 100.0

Total 1,090 100.0
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It is interesting to note from the data in Table IV-2 that
15.0 percent of the sample population entered purchasing as assistant
buyers. Yet, less than 1 percent of the sample population were cur-
rently occupying the position of assistant buyer. This seems to indi-
cate that individuals who occupy higher level positions are more
likely to become purchasing association members than those occupying
lower position levels.

A further point worth noting is the relatively large number
of individuals who have entered the purchasing profession at either
the managerial or vice-president level. As shown in Table IV-2,

13.3 percent of the sample population entered purchasing either as
managers or vice-presidents. This indicates that a fair number of
individuals moved into these higher level purchasing positions from

fields outside of purchasing.

Supervisor's Present Position

Information concerning the position level of the immediate
supervisor of each purchaser contained in the sample population isv
presented in Table IV-4. As the table shows, almost 62 percent of
the supervisor's positions were unaccounted for. One possible reason
for this is that many of the purchasers in the sample may have been
reporting to individuals who either occupied nonpurchasing positions
or positions that were not listed on the questionnaire. One possible
way of precluding this problem in future research is to use an open-

ended question format for gathering this type of information.
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TABLE IV-4

FREQUENCIES CONCERNING THE POSITION OF THE
RESPONDENTS' SUPERVISORS

. Relative Cumulative

Supervisor's Position Absolute Frequency Frequency
Frequency (Percent) (Percent)
Assistant Buyer 2 .2 .2
Buyer 10 .9 1.1
Purchasing Agent 61 5.6 6.7
Manager of Purchasing 231 21.2 27.9
V. P. of Purchasing 111 10.2 38.1
Other __675 61.9 100.0
Other 1,090 100.0

Position--Five Years Hence

The position that the sample population expected to occupy
five years in the future is presented in Table IV-5. It was expected
that this information might prove useful in providing insight into
the aspiration level and position mobility of purchasing people. As
shown in the table, 48.3 percent of the sample expected to either be
managers or vice-presidents of purchasing. This implies that a sig-
nificant proportion of the sample population expected to advance
within the purchasing profession during the next five years. The
data in Table IV-6 supports this implication. For example, 34.4 per-
cent of the buyers expected to be purchasing agents in five years,
17.6 percent of the buyers expected to be managers of purchasing,

and 2.4 percent expected to be vice-presidents. A similar pattern
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TABLE IV-5

FREQUENCIES CONCERNING POSITIONS WHERE THE RESPONDENTS
EXPECT TO BE FIVE YEARS IN THE FUTURE

POSitézsz;Z: Years Absolute 'git:::::y g:::t:;t;e
Frequency (Percent) (Percent)
Assistant Buyer 1 .1 .1
Buyer 21 1.9 2.0
Purchasing Agent 147 13.5 15.6
Manager of Purchasing 326 30.0 ‘ 45.6
V. P. of Purchasing 199 18.3 63.9
Non-Purchasing Position 246 22.7 86.6
Retired 146 13.4 100.0
Total 1,086 100.0

of expected advancement held true for purchasing agents and managers
of purchasing. The only alternatives available for vice-presidents
were to either advance to a nonpurchasing position or to retire. An
interesting point to note from Table IV-6 is that within the sample
population, 159 purchasers expected to be vice-presidents during the
next five years. Yet, of the 64 vice-presidents contained in the
sample, only 38 expected to move on or retire. This implies that the
competition for these high level purchasing positions might be some-
what keen, especially given the fact that some of these positions
will be occupied by individuals currently occupying positions outside
the purchasing field.

Table IV-5 also shows that 22.7 percent of the sample expected
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to occupy nonpurchasing positions sometime during the next five years.
Since, however, this information was not gathered with an open-ended
questionnaire format, there was no way to determine what types of
positions these people expected to occupy. Such an anticipated move-
ment could possibly have been to another firm, or the movement in and
out of the purchasing field could have been part of the normal train-
ing and development programs of some firms. If such information is
sought in future research, it is recommended that this specific item
be expanded on a marked-sense format or that an open-ended format be
used.

Table IV-5 further indicates that 13.4 percent of the sample
expected to retire during the next five years. Table IV-6 shows
however, that the percentage of persons retiring is relatively even
across all purchasing positions with the exception of the vice-presi-

dents where 28.1 percent expected to retire.

Number of Positions--Last Five Years

Information concerning the number of positions occupied by
the sample population during the last five years is presented in Table
IV-7. This table shows that 39.2 percent of the sample population
have occupied the same position during the last five years. Table
IV-8 points out that the percentage that occupied only one position
during the last five years increased as the position level increased.
For example 43.8 percent of the managers and 46.9 percent of the vice-
presidents held only one position while only 32 percent of the buyers
and 38 percent of the purchasing agents held only one position. One

possible reason for this relationship is that in many firms manager
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TABLE IV-7

FREQUENCIES CONCERNING THE NUMBER OF POSITIONS HELD BY
EACH RESPONDENT DURING THE LAST FIVE YEARS

. Relative Cumulative

Number of Positions Absolute Frequency Frequency
Frequency (Percent) (Percent)
One 427 39.2 39.2
Two 400 36.7 75.9
Three 190 17.4 93.3
Four 52 4.8 98.1
Five or More 21 1.9 100.0
Total 1,090 100.0

of purchasing or vice-president of purchasing are the highest level
purchasing positions. Once these positions are reached, there is no
further room for advancement within the purchasing area. Hence, those
who are fortunate enough to reach these positions have a tendency to
remain in them for longer periods of time.

Table IV-7 also points out that 36.7 percent of the sample
occupied two positions during the last five years. Table IV-8 shows
that the percentage that occupied two positions tended to decrease as
position level increased. Only 17.4 percent of the purchasers in the
sample occupied three positions. Again the percentage tended to
decrease as position level increased. Table IV-7 further points out
that only 6.7 percent of the sample occupied four or more positions

during the last five years. No meaningful analysis of this group
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TABLE IV-8

CROSS TABULATION OF PRESENT POSITION WITH THE NUMBER
OF POSITIONS HELD DURING THE LAST FIVE YEARS

Positions--Last Five Years

Present Five Row
Position One Two Three Four or More Total
Assistant 1 4 2 1 0 8
Buyer (12.5) (50) (25) (12.5) 0) (100.0)
Buver 40 53 23 6 3 125
y (32)  (42.4) (18.4) (4.9) (2.4) (100.0)
Purchasing 126 137 55 9 5 332
Agent (38) (41.3) (16.6) (2.7) (1.5) (100.0)
Manager of 203 145 83 21 11 463
Purchasing (43.8) (31.3) (17.9) 4.5) (2.4) (100.0)
V. P. of 30 23 10 0 1 64
Purchasing (46.9) (35.9) (15.6) (0) (1.6) (100.0)
Researcher 2 6 1 2 0 11
(18.2) (54.5) (9.1) (18.2) (0) (100.0)
Other 25 32 16 13 1 87
(28.7) (36.8) (18.4) (14.9) (1.1) (100.0)

Note: Row percentages are in parentheses.

could be made, however, due to the small sample sizes of some of the

position categories.

Age

The ages of the sample population are presented in Table IV-9.

As the table shows, the largest portion of the sample is fairly evenly
distributed between the ages of 30 and 60. Table IV-10 shows that

age tended to increase as position level increased. For example,
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TABLE IV-9

RESPONDENT FREQUENCIES CONCERNING AGE

Relative Cumulative
Age Absolute - Frequency Frequency
Frequency (Percent) (Percent)
Less than 30 107 9.8 9.8
30-40 324 29.7 39.5
41-50 317 29.1 68.6
51-60 271 24.9 93.5
Over 60 71 6.5
Total 1,090 100.0

as position level increased from buyer to vice-president, the percent-
age of purchasers who were less than 41 years of age decreased. Omn
the other hand, as position level increased, the number of purchasers
who were 41 years of age or older increased. One possible reason for
this is that in many firms people are advanced, at least partly, on
the basis of experience. One of the natural results of increased

experience is increased age.

Years With Current Firm

The number of years each person in the sample had spent with
his current firm is presented in Table IV-11l. As the table shows, the
largest percentage of purchasers had been with their firm for less
than five years. Table IV-12 shows, however, that as position level

increased from assistant buyer to vice-president, the percentage of
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CROSSTABULATION OF PRESENT POSITION WITH AGE

Present Age
Position Less Over Row
than 30 30-40 41-50 51-60 60 Total
Assistant 4 1 1 2 0 8
Buyer (50) (12.5) (12.5) (25) 0) (100.0)
Buver 34 45 28 8 10 125
y (27.2)  (36.0) (22.4) (6.4) (8) (100.0)
Purchasing 44 103 81 82 22 332
Agent (13.3) (31.0) (24.4) (24.7) (6.6) (100.0)
Manager of 18 135 149 134 26 463
Purchasing (3.9) (29.4) (32.2) (28.9) (5.6) (100.0)
V. P. of 1 13 20 20 10 64
Purchasing (1.6) (20.3) (31.3) (31.3) (15.6) (100.0)
Researcher 1 2 4 3 1 11
9.1) (18.2) (36.4) (27.3) 9.1) (100.0)
Other 5 24 34 22 2 87
(5.7) (27.6) (39.1) (25.3) (2.3) (100.0)
Note: Row percentages are in parentheses.

purchasers who had been with their firm for less than five years

tended to decrease. It is very interesting to note, on the other

hand, that 23.5 percent of the managers and 25.0 percent of the vice-

presidents had been with their companies less than five years.

This

indicates that nearly one-fourth of the individuals who occupied

these higher level positions had probably moved into them from out-

side firms.

Table IV-11 also shows that 25.2 percent of the sample popu-

lation had been with their present firms for more than twenty years.
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TABLE IV-11

RESPONDENT FREQUENCIES CONCERNING YEARS WITH CURRENT FIRM .

Relative Cumulative
Humber of Years Absolute - Frequency Frequency
with Current Firm Frequency (Percent) (Percent)
Less than 5 293 26.7 26.9
5-10 253 23.2 50.1
11-15 148 13.6 63.6
16-20 121 11.1 74.8
More than 20 275 _25.2 100.0
Total 1,090 100.0

Table IV-12 shows that the percentage of these individuals tended to
increase as position level increased. How much more than twenty
years is a question that cannot be answered from the above data.

To make these data more meaningful, the categories in Table IV-1ll
should have been expanded in five-year increments on out to at least
more than forty years. From the existing data, there is no way to
determine the actual make-up of this "more than 20" category and

the analysis potential of these data is greatly reduced.

Years of Purchasing Experience

Experience has long been discussed in purchasing circles as
an important determinant of purchasing effectiveness. The informa-
tion contained in Tables IV-13 and IV-14 was gathered in order to

determine if in fact there was any relationship between purchasing
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TABLE 1IV-12

CROSSTABULATION OF PRESENT POSITION WITH YEARS
WITH CURRENT FIRM

Years with Current Firm

Present
Less More Row
Position than 5  5-10 11-15  16-20  than 20  Total
Assistant 5 0 2 0 1 8
Buyer (62.5) (0) (25) (0) (12.5) (100.0)
Buyer 50 32 15 8 20 125
o4 (40) (25.6)  (12) (6.4) (16)  (100.0)
Purchasing 93 81 42 36 80 332
Agent (28) (24.4) (12.7) (10.8) (24.1) (100.0)
Manager of 109 102 70 56 126 463
Purchasing (23.5) (22) (15.1) (12.1) (27.2) (100.0)
V. P. of 16 10 7 7 24 64
Purchasing (25) (15.6) (10.9) (10.9) (37.5) (100.0)
Reseacher 2 1 2 1 5 11
(18.2) (9.1) (18.2) (9.1) (45.5) (100.0)
Other 18 27 10 13 19 87
(20.7) (31.0) (11.5) (14.9) (21.8) (100.0)

Note: Row percentages are in parentheses.

experience and purchasing effectiveness. Table IV-13 shows that the
sample population was fairly evenly divided in terms of experience
levels. The analysis potential of this data could have been greatly
improved, however, if the '"years in purchasing" categories had been
expanded in five-year increments on out to at least more than forty
years. From the data shown in Table IV-13, there is no way to deter-

mine the actual make-up of the "more than 20" category.
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TABLE IV-13

RESPONDENT FREQUENCIES CONCERNING YEARS
OF PURCHASING EXPERIENCE

Relative Cumulative
Number of Years
in Purchasi Absolute Frequency Frequency
n furchasing Frequency (Percent) (Percent)
Less than 5 198 18.2 18.2
5-10 282 25.9 44.0
11-15 195 17.9 61.9
16-20 169 15.5 77.4
More than 20 249 22.6
Total 1,090 100.0

Table IV-14 shows there is a relationship between the level

of experience and position level.

For example, as position level

increased from assistant buyer to vice-president, the percentage of

purchasers with ten or less years of experience decreased.

On the

other hand, as position level increased, the percentage of purchasers

with eleven or more years of experience increased.
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TABLE IV-14

CROSSTABULATION OF PRESENT POSITION
WITH YEARS OF PURCHASING EXPERIENCE

Years of Purchasing Experience

Present

Position Less than More than Row
- 5 5-10 11-15 16-20 20 Total
Assistant 5 2 1 0 0 8
Buyer (62.5) (25) (12.5) 0) 0) (100.0)
Buyer 53 39 15 7 11 125
y (42.4) (31.2) (12.0) (5.6) (8.8)  (100.0)
Purchasing 59 114 55 48 55 332
Agent (17.8) (34.3) (16.6) (14.5) (16.9) (100.0)
Manager of 62 95 92 85 129 463
Purchasing (13.4) (20.5) (19.9) (18.4) (27.9) (100.0)
V. P. of 5 7 12 13 27 64
Purchasing (7.8) (10.9) (18.8) (20.3) (42.2) (100.0)
Researcher 3 2 1 3 2 11
(27.3) (18.2) 9.1) (27.3) (18.2) (100.0)
Other 11 23 19 13 21 87

(12.6) (26.4) (21.8) (14.9) (24.1) (100.0)

Note: Row percentages are in parentheses.

Salary Level

The salary levels of the sample population are presented in
Table IV-15. As the table shows, less than 2 percent of the sample
made less than $10,000; slightly more than 20 percent made $25,000 or
more. Because of limited number of salary categories used to gather
the data in Table IV-15, there was no way to determine the complete
salary range for the purchasers in the sample. This problem could
have been eliminated, however, if the number of salary categories

had been expanded in $5,000 increments on out to at least $50,000
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TABLE IV-15

FREQUENCIES CONCERNING SALARY LEVEL

Current Salary Relative Cumulative
Level Absolute - Frequency Frequency
Frequency (Percent) (Percent)
Under 10,000 20 1.8 1.8
10,000 - 14,999 271 24.9 26.7
15,000 - 19,999 352 32.3 59.0
20,000 - 24,999 228 20.9 79.9
25,000 or over 219 20.1 100.0
Total 1,090 100.0

per year or over.
Table IV-16 shows that a positive relationship exists between
position level and salary level. For example, as position level in-
creased from assistant buyer to vice-president, the percentage of
purchasers making $14,999 or less tended to decrease, and the per-
centage of purchasers making $15,000 or more tended to increase.
Table IV-16 further shows that nearly 80 percent of the purchasers

making $25,000 or over were either managers or vice-presidents.

Percentage Salary Increase--Last Five Years

The data concerning the rate of salary increase of the sample
population during the last five years are presented in Table IV-17.
The table shows that only 7.8 percent of the sample received salary
increases of 10 percent or less during the last five years; 18.2

percent received increases of more than 50 percent during the
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TABLE IV-16

CROSSTABULATION OF PRESENT POSITION
WITH SALARY LEVEL

Salary Level

§§:§§:§n Under 10,000 15,000 20,000 25,000 Row
10,000 14,999 19,999 24,999 and over Total
Assistant 1 6 1 0 0 8
Buyer (12.5) (75) (12.5) 0 0 (100.0)
9 69 34 12 1 125
Buyer (7.2)  (55.2) (27.2) (9.6) (.8) (100.0)
Purchasing 6 123 125 61 17 332
Agent (1.8) (37.0) (37.7) (18.4) (5.1) (100.0)
Manager of 3 59 154 125 122 463
Purchasing (.6) (12.7) (33.3) (27.0) (26.3) (100.0)
V. P. of 0 1 9 7 47 64
Purchasing (0) (1.5) (14.1) (10.9) (73.4) (100.0)
0 3 5 0 3 11
Researcher 0)  (27.3) (45.5)  (0)  (27.3) (100.0)
1 10 27 23 26 87
Other (1.1)  (11.5) (31.0) (26.4)  (29.9) (100.0)
Note: Row percentages are in parentheses.

last five years. Table IV-18 shows there was a slight tendency for
those occupying higher level positions to receive higher salary in-
creases. For example, 52.6 percent of the vice-presidents and 36.5
percent of the managers received salary increases of 41 percent or
greater. In contrast, only 28.4 percent of the purchasing agents
and 36.0 percent of the buyers received salary increases of 41 per-
cent or greater.

Because the salary increase data were gathered using only
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TABLE IV-17

FREQUENCIES CONCERNING PERCENTAGE SALARY INCREASE
DURING THE LAST FIVE YEARS

Perc;:g:g:s:alary Absolute g:::ﬁi::y g::zi:;i;e
Frequency (Percent) (Percent)

0-10 85 7.8 7.8
11-20 214 19.6 27.4
21-30 238 21.8 49.3
31-40 170 15.6 64.9
41-50 185 17.0 81.8

More than 50 _ 198 _18.2 100.0

Total 1,090 100.0

the categories presented in Table IV-17, the complete range of
salary increases for the sample population could not be determined.
This shortcoming could have been avoided if the number of 10 percent
salary categories had been expanded, or if an open-ended response

had been used for salary increases beyond 50 percent.

Satisfaction With Purchasing Career

Information concerning the respondents' level of satisfaction
with their career progress in purchasing is summarized in Table IV-
19. The table shows that only 17.3 percent of the sample population
expressed themselves as being either very dissatisfied, moderately
dissatisfied, or neutral in regard to their purchasing career

progress, and 82.6 percent were either moderately or very satisfied.
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TABLE IV-18

CROSSTABULATION OF PRESENT POSITION WITH PERCENTAGE
SALARY INCREASE DURING THE LAST FIVE YEARS

Percentage Salary Increase

P
Position More Row
0-10 11-20 21-30 31-40 41-50 than 50 Total
Assistant 1 2 2 2 1 0 8
Buyer (12.5) (25) (25) (25) (12.5) (0) (100.0)
Buyer 21 28 20 11 21 24 125
Y (16.8) (22.4) (16.0) (8.8) (16.8) (19.2) (100.0)
Purchasing 26 66 90 54 48 648 332
Agent (7.8) (19.9) (27.1) (16.2) (14.4) (14.4) (100.0)
Manager of 27 93 94 79 83 87 463
Purchasing (5.8) (20.1) (20.3) (17.1) (17.9) (18.8) (100.0)
V. P. of 2 6 12 10 15 19 64
Purchasing (3.1) (9.4) (18.8) (15.6) (23.4) (29.7) (100.0)
0 2 3 2 2 2 11
Researcher 5y  (18.1) (27.3) (18.1) (18.1) (18.1) (100.0)
Other 8 17 17 12 15 18 87
(9.1) (19.5) (19.5) (13.8) (17.2) (20.7) (100.0)
Note: Row percentages are in parentheses.
TABLE 1IV-19
FREQUENCIES CONCERNING THE RESPONDENTS' SATISFACTION
WITH THEIR PURCHASING CAREER
Relative Cumulative
Satisfaction Level Absolute Frequency Frequency
Frequency (Percent) (Percent)
Very Dissatisfied 27 2.5 2.5
Moderately Dissatisfied 92 8.4 10.9
Neutral 70 6.4 17.3
Moderately Satisfied 565 51.8 69.2
Very Satisfied ' 336 30.8 100
Total 1,090 100.0
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Although this response pattern is heavily skewed toward the "very

satisfied" of the response scale, Table IV-20 does reveal a positive

relationship between position level and satisfaction with purchasing

career. For example, as position level incfeased from assistant

buyer to vice-president, the percentage of purchasers who were

either neutral, moderately dissatisfied, or very dissatisfied tended

to decrease. Conversely, as position level increased, the percentage

of purchasers who were either moderately satisfied or very satisfied

tended to increase.

TABLE IV-20

CROSSTABULATION OF PRESENT POSITION WITH
SATISFACTION WITH PURCHASING CAREER

Satisfaction with Purchasing Career

Present
Very Mod. Mod. Very Row
Position Diss. Diss. Neutral Sat. Sat. Total
Assistant 0 2 0 4 2 8
Buyer 0) (25) -(0) (50)  (25) (100.0)
8 19 10 65 23 125
Buyer 6.4)  (15.2) (8.0) (52) (18.4)  (100.0)
Purchasing 2 30 24 177 99 332
Agent (.6) (9) (7.2)  (53.3) (29.8)  (100.0)
Manager of 11 32 25 243 152 463
Purchasing  (1.0) (6.9) (5.4)  (52.5) (32.8)  (100.0)
V. P. of 2 3 1 22 36 64
Purchasing  (3.1) (4.7) (1.6)  (34.4) (56.3)  (100.0)
1 0 1 7 2 11
Researcher 4, (0) (9.1)  (63.6) (18.2)  (100.0)
3 6 9 47 22 87
Other (3.4) (6.9)  (10.3)  (54.0) (25.3)  (100.0)

Note: Row percentages are in parentheses.
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Satisfaction With Current Firm

Table IV-21 summarizes the respondents' level of satisfac-
tion with the firm they currently worked for. This table is similar
to Table IV-19 in that 17.5 percent of the sample were either neutral,
moderately dissatisfied, or very dissatisfied with their current firm.
On the other hand, 82.4 percent of the sample were either moderately
or very satisfied with their current firm. Although this response
pattern is heavily skewed toward the "very satisfied" end of the
response scale, Table IV-22 does reveal a slight positive relationship
between position level and satisfaction with one's firm. For example,
as position level increased from assistant buyer to vice-president,
the percentage of purchasers that were either moderately or very
dissatisfied tended to decrease. Conversely, as position level
increased, the percentage of purchasers who were either moderately or

very satisfied with their present firm tended to increase.

TABLE IV-21

FREQUENCIES CONCERNING THE RESPONDENTS' SATISFACTION
WITH THEIR CURRENT FIRM

Relative Cumulative

Satisfaction Level Absolute Frequency Frequency
Frequency (Percent) (Percent)

Very Dissatisfied 41 3.8 3.8
Moderately Dissatisfied 108 9.9 13.7
Neutral 42 3.9 17.5
Moderately Satisfied 407 37.3 54.9
Very Satisfied 492 45.1 100.0

Total 1,090 100.0
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TABLE IV-22

CROSSTABULATION OF PRESENT POSITION
WITH SATISFACTION WITH CURRENT FIRM

Satisfaction with Current Firm

Present
Very Mod. Mod. Very Row
Position Diss. Diss. Neutral Sat. Sat. Total
Assistant 0 3 0 2 3 8
Buyer (0) (37.5) 0) (25) (37.5) (100.0)
Buyer 9 21 4 49 42 125
(7.2) (16.8) (3.2) (39.2) (33.6) (100.0)
Purchasing 10 27 16 124 155 332
Agent (3.0) (8.1) (4.8) (37.3) (46.7) (100.0)
Manager of 17 38 17 177 214 463
Purchasing (3.7) (8.2) (3.7) (38.2) (46.2) (100.0)
V. P. of 2 6 0 16 40 64
Purchasing (3.1) (9.4) (0) (25) (62.5) (100.0)
Researcher 1 0 0 3 3 11
(9.1) 0) (0) (45.5) (45.5) (100.0)
2 13 S 34 33 87
Other (2.3)  (14.9) (5.7) (39.1)  (37.9)  (100.0)

Note: Row percentages are in parentheses.

Number of Professional Associations

The information concerning the number of professional associ-
ations in which purchasers in the sample held active membership is
presented in Table IV-23. Examples of professional associations
include the National Association of Purchasing Management and the
American Production and Inventory Control Society. Table IV-23 shows
that nearly 70 percent of the sample belonged to only one professional
association and less than 30 percent belonged to two or more.

Although there is very little dispersion in this pattern of response,
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TABLE IV-23

FREQUENCIES CONCERNING THE NUMBER OF PROFESSIONAL ASSOC-
IATIONS IN WHICH THE RESPONDENTS HELD MEMBERSHIP

Mmocisvions Aot Fregeney  Preaueney.
Frequency (Percent) (Percent)
0 65 6.0 6.0
1 734 67.3 73.3
2 201 18.4 91.7
3 63 5.8 97.5
4 19 1.7 99.3
3 5 .5 99.7
6 2 .2 99.9
7 1 .1 100.0
Total 1,090 100.0

Table IV-24 does reveal a positive relationship between position

level and the number of professional associations. For example, as
position level increased, the percentage of purchasers who belonged
to either zero or onme association tended to decrease. On the other
hand, as position level increased, the percentage of purchasers who

belonged to two or more associations tended to increase.

Number of Professional Development Activities

The data concerning the number of professional development
activities attended per year by purchasers in the sample population

is presented in Table IV-25. Examples of professional development
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TABLE IV-24

CROSSTABULATION OF PRESENT POSITION WITH
NUMBER OF PROFESSIONAL ASSOCIATIONS

Number of Professional Associations

Present

Position Five or Row
Zero One Two Three Four More Total
Assistant 2 5 1 0 0 0 8
Buyer (25) (62.5) (12.5) (0) (0) (0) (100.0)
Buver 9 92 21 2 1 0 125
4 (7.2) (73.6) (16.8) (1.6) (.8) 0) (100.0)
Purchasing 26 236 51 12 12 - 2 332
Agent (7.8) (71.1) (15.4) (3.6) (3.6) (.6) (100.0)
Manager of 21 305 92 34 34 2 463
Purchasing (4.5) (65.9) (19.9) (7.3) (7.3) (.4) (100.0)
V. P. of 2 36 14 7 7 3 64
Purchasing (3.1) (56.3) (21.9) (10.9) (10.9) (4.7) (100.0)
Researcher 0 9 1 1 1 0 11
(0) (81.8) (9.1) 9.1) (9.1) (0) (100.0)
Other 5 51 21 7 7 1 87
(5.7) (58.6) (24.1) (8) (8 (1.1) (100.0)

activities include seminars, meetings, training programs, etc. Table
IV-25 shows that nearly 50 percent of the sample attend three or less
professional development activities per year. This finding implies
that although most purchasers in the sample belonged to at least one
professional association, a substantial proportion of these people do
not very actively participate in their association's activities. This
finding implies that employers who paid the membership fees for these
relatively inactive members probably did not get much in the way of
return on investment. On the brighter side, Table IV-25 shows that

nearly 30 percent of the sample attended four to seven activities
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per year and nearly 25 percent attended eight or more activities

per year.

TABLE IV-25

FREQUENCIES CONCERNING THE NUMBER OF PROFESSIONAL
DEVELOPMENT ACTIVITIES ATTENDED PER YEAR

Number of Relative Cumulative
Activities Absolute Frequency Frequency
Frequency (Percent) (Percent)
0-3 507 46.5 46.5
4-1 324 29.7 76.3
8-11 135 12.4 88.6
12-15 83 7.6 96.3
More than 15 41 3.8 100.0
Total 1,090 100.0

Table IV-26 shows that the pattern of response for each posi-
tion level tended to be similar to the general pattern of response
shown in Table IV-25. Thus, there appears to be no direct relation-
ship between position level and the number of professional develop-

ment activities attended per year.
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TABLE IV-26

OF PROFESSIONAL DEVELOPMENT ACTIVITIES
ATTENDED PER YEAR

Present Number of Professional Development Activities
Position More Row
0-3 4-7 8-11 12-15 than 15 Total
Assistant 4 3 0 1 0 8
Buyer (50) (37.5) 0) (12.5) (0) (100.0)
Buyer 61 26 17 15 6 125
4 (20.8) (14.4)  (14.4) (12) (4.8) (100.0)
Purchasing 162 86 46 21 17 332
Agent (48.8) (25.9) (15.2) (6.3) (5.1) (100.0)
Manager of 208 154 56 33 12 463
Purchasing (44.9) (33.3) (12.1) (7.1) (2.6) (100.0)
V. P. of 28 19 8 6 3 64
Purchasing (43.8) (29.7) (12.5) (9.4) (4.7) (100.0)
1 4 4 1 1 11
Researcher (9.1) (36.4) (36.4) 9.1) 9.1) (100.0)
Other 40 32 7 6 2 87
(46) (36.8) (8) (6.9) (2.3) (100.0)
Note: Row percentages are in parentheses.

Education Level

Table IV-27 summarizes the education levels achieved by the
purchasers in the sample population. The table shows that nearly 50
percent had achieved a bachelor's degree or higher and that 8.7 per-
cent had achieved an advanced degree.

The data in Table IV-28 shows there is a positive relationship
between position level and education level. For example, as position

level increased, the percentage of purchasers with less than a
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TABLE IV-27

FREQUENCIES CONCERNING THE RESPONDENTS'
EDUCATION LEVEL

Relative Cumulative

Education Level Absolute Frequency Frequency
Frequency (Percent) (Percent)
High School 105 9.6 9.8
Some College 450 41.3 51.1
Bachelor's Degree 296 27.2 78.1
Some Graduate School 144 13.2 91.3
Advanced Degree 9 _ 8.7 100.0
Total 1,090 100.0

TABLE IV-28
CROSSTABULATION OF PRESENT POSITION WITH EDUCATION LEVEL

Education Level

Present Some
Position High Some Bachelor's Grad. Advanced Row
School College Degree School Degree Total
Assistant 1 4 2 1 0 8
Buyer (12.5) (50.0) (25.0) (12.5) (0) (100.0)
Buyer 18 50 33 17 7 125
4 (14.4) (40.0) (26.4) (13.6) (5.6) (100.0)
Purchasing 37 153 86 32 24 332
Agent (11.1) (46.1) (25.9) (9.6) (7.2) (100.0)
Manager of 41 184 136 65 37 463
Purchasing (8.9) (39.7) (29.3) (14.0) (8.0) (100.0)
V. P, of 6 21 11 15 11 64
Purchasing (9.4) (32.8) (17.2) (23.4) (17.2) (100.0)
0 6 2 1 2 11
Researcher 0)  (54.5) (18.2) (9.1)  (18.2) (100.0)
o 2 32 26 13 14 87
ther
(2.3) (36.8) (29.9) (14.9) (16.1) (100.0)

Note: Row percentages are in parentheses.
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bachelor's degree tended to decrease. Conversely, as position level
increased, the percentage of purchasers with a bachelor's degree or
higher tended to increase. An interesting point worth noting is that
51.3 percent of the managers and 57.8 percent of the vice-presidents
had a bachelor's degree or better; 40.6 percent of the vice-presidents

had either attended graduate school or held an advanced degree.

Undergraduate Major

Information concerning the respondents' undergraduate college
major is presented in Table IV-29. The table shows that the largest
portion (51.6 percent) majored in business; 17.6 percent had either
not attended college or had not selected a major area of study. The
table also shows that 12.0 percent of the sample majored in engineer-

ing and 10.7 percent majored in either liberal arts or social science.

TABLE 1IV-29

FREQUENCIES CONCERNING RESPONDENTS'
UNDERGRADUATE COLLEGE MAJOR

Relative Cumulative

Undergraduate Major Absolute Frequency Frequency

Frequency (Percent) (Percent)
None 192 17.6 17.6
Business 562 51.6 69.2
Engineering 131 12.0 81.2
Liberal Arts - Social Science 117 10.7 91.9
Science 60 5.5 97.4
Agriculture 13 1.2 98.6
Education 15 _1.4 100.0

Total 1,090 100.0
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Table IV-30 shows that undergraduate majors were distributed
across all purchasing positions in approximately the same proportion
as shown in Table IV-29. Hence, there does not appear to be any
direct relationship between position level and undergraduate college

major.

Graduate Major

The graduate college majors of the sample population are pre-
sented in Table IV-31. As the table shows, 76.3 percent of the
sample either did not attend graduate school or had not selected a
major area of graduate study. Table IV-31 further points out that
business was the most frequently chosen area of study among those
who attended graduate school.

Table IV-32 shows that graduate majors were distributed
across all position levels in much the same proportion as shown in
Table IV-31. Thus, there does not appear to be any direct relation-

ship between position level and graduate college major.
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TABLE IV-31

FREQUENCIES CONCERNING RESPONDENTS'
GRADUATE COLLEGE MAJOR

Relative Cumulative

Graduate Major Absolute Frequency Frequency
Frequency (Percent) (Percent)

None 830 76.3 76.3
Business 196 17.9 94.1
Engineering 19 1.7 95.9
Liberal Arts - Social Science 23 2.1 98.0
Science 13 1.2 99.2
Agriculture 2 .2 99.4
Education 7 .6 100.0

Total 1,090 100.0




91

*gosayjuaaed uy aie sadejuaoizad moy :330N

(0°00T1) (0) (0) (0) (v°€) (#°€) (€°62) (8°L9) 19430
L8 0 0 0 £ € [44 6S
Ao%oc va va va Aﬂs Aﬂe va CM.WND 15y>18989Y
(0°00T) (0) (0) 9°1) Ly 9°1) (%°%€) (8°LS) 3urseyoang
%9 0 0 T € T (44 LE 3o °d °A
(0°001) (6°) (0) (s°D (L°1) (s°D (8°8T) (9°SL) 3urseyoing
£9Y Vj 0 L 8 L L8 1193 jo 1a8euey
(0°00T1) (6°) (€°) (6°) (8'1) (z'1D) (6°€T) (0°18) juady
[4%3 £ T € 9 Y 9y 692 8urseyoang
(0°00T1) (0) (8) (8) (9°1) (r°2) (7°91) (0°08) 194ng
114 0 T T [4 13 8T 00T
(0) (0 (0) (0) (0) (0) (s°21) (s°L8) 134ng
0 0 0 0 0 0 T L JuelsEssy
1e301 uof3led 3an3jInd 90UdOg *Ido§ °d0§ Sugtasaurduy ssaufsng auoN wo 8o
moy -npy -1a8y *31V °q11 uwwwmum

1ofen 23enpeay

YOLVH A9dTI0D ILVAAVYO HIIM NOILISOd INASTId A0 NOILVINAVISSOYD

¢E€-AI FTAVL



92

Fmployer's Line of Business

Information concerning the type of business activity of the
respondents' employers is summarized in Table IV-33. This table
shows that more than 60 percent of the sample population worked for

industrial firms.

TABLE IV-33

FREQUENCIES CONCERNING THE LINE OF BUSINESS
OF THE RESPONDENTS' EMPLOYERS

Relative Cumulative

Line of Business Absolute Frequency Frequency
Frequency (Percent) (Percent)

Educational 47 4.3 4.3
Governmental 92 8.4 12.8
Industrial 667 61.2 74.0
Institutional ' 24 2.2 76.2
Wholesale 58 5.3 81.5
Retail 28 2.6 84.1
Other 173 _15.9 100.0

Total 1,089 100.0




93

The category '"other," which appears in Table IV-33 was used
to categorize purchasers whose employer's line of business did not
fit one of the other categories. Since a marked-sense format was
used to gather this information, there was no way to determine what
types of firms were included in this category. Some of the unsolic-
ited comments that appeared on some of the questionnaires indicated
that a number of these people worked for utility firms. 1In the
future, it is suggested that the "other" category either be replaced
with several additional types of firms or an open-ended response.
Table IV-34 shows that the different lines of business were
distributed across all position levels in much the same proportion
as they appear in Table IV-33. Hence, there does not appear to be

any direct relationship between position level and the employer's

line of business.

Sex

Table IV-35 shows that 95.2 percent of the sample population
were men and only 4.8 percent were women. This ratio of men to
women did not seem to be abnormal although there is reason to
believe that it will change significantly in the future as more women
enter the purchasing profession. Table IV-36 compares the distribu-
tion of men and women across all purchasing jobs. The table shows
that a higher percentage of women tended to occupy lower level posi-
tions and a higher percentage of men tended to occupy the higher
level positions. For example, 25.0 percent of the women were buyers
as contrasted to only 10.8 percent of the men. On the other hand,

43.4 percent of the men were managers of purchasing as constrasted
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TABLE IV-35

FREQUENCIES CONCERNING THE NUMBER OF MALES
AND FEMALES AMONG THE RESPONDENTS

Relative Cumulative
Sex Absolute Frequency Frequency
Frequency (Percent) (Percent)
Male 1,038 95.2 95.2
Female 52 4.8 100.0
Total 1,090 100.0
TABLE 1IV-36
CROSSTABULATION OF PRESENT POSITION
WITH SEX
Present Sex
Position Male Female
Assistant 6 2
Buyer (.6) (3.8)
Buver 112 13
uy (10.8) (25.0)
Purchasing 311 21
Agent (30.0) (40.4)
Manager of 451 12
Purchasing (43.4) (23.1)
V. P. of 63 1
Purchasing (6.1) (1.9)
Researcher (113) (119)
85 2
Other (8.2) (3.8)

Note: Column percentages are in parentheses.
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to 23.1 percent of the women. In addition, 6.1 percent of the men
vere vice-presidents in contrast to only 1.0 percent of the women.

It should also be noted that one woman made up this 1.9 percent.

Summary

The foregoing analysis revealed a number of shortcomings
concerning both the sample population and the data collected from
the sample population. With respect to the sample population, the
analysis uncovered an example of possible sample bias. This example
centered around the fact that the ratio of managers of purchasing to
assistant buyers within the sample population was 58 to 1. It con-
cluded that although such a ratio of managers to assistant buyers
may be representative of the population of N.A.P.M. affiliated pur-
chasers, it was probably not representative of the total population
of purchasers in general.

From the standpoint of data collection, the analysis revealed
a number of shortcomings. One of these shortcomings involved the
repeated use of the response category "other." Since a marked-sense
questionnaire format was used to collect the data, this response
category was designed to categorize responses that did not fit the
categories listed in the questionnaire. As a result there was no
way to determine the make-up of any of the "other" categories. This
problem could have been avoided, however, if larger and more inclu-
sive sets of response categories had been made available to the
respondents, or if the "other" category had been replaced with an
open-ended response.

Another data collection shortcoming involved several
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instances where there were not enough response categories to accommo-
date the entire range of possible responses. Th1§ problem could have
been avoided if the number of response categories had been increased,
or if the highest response category had been made open-ended.

In spite of these biases aﬁd shortcomings, however, the data
collected still proved useful for providing information concerning
purchasing effectiveness. What is important to note is that these
shortcomings and biases were recognized, and that the conclusions
drawn from these data were made after giving full consideration to

these biases and shortcomings.



CHAPTER V

PURCHASING PERFORMANCE MEASURES
AND PURCHASING EFFECTIVENESS
The evaluation of the purchasing performance measures (ques-

tions 76-85 on the mail questionnaire) as they relate to purchasing
effectiveness was accomplished in the following manner: first, the
marketplace was utilized to identify a group of extremely more effec-
tive and a group of extremely less effective purchasers. Second,
these two groups of purchasers were then compared and analyzed
according to their scores on the ten purchasing performance measures.
Third, as a result of this analysis, several of the purchasing per-

formance measures were then combined into a Purchasing Performance

Index. This index was subsequently used as a measure of purchasing

effectiveness for the entire sample of purchasers.

Using the Marketplace to Determine More
Effective and Less Effective Purchasers

Using the marketplace to determine who were more or less
effective purchasers was based on the assumption that those indi-
viduals who received larger rewards tended to be more effective pur-
chasers than those who received smaller rewards. The major problem
in applying this assumption was deciding which reward or combination
of rewards would best serve as criteria for determining who are more

and less effective purchasers.

98
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Salary Level as a Criterion of Purchasing Effectiveness

The use of salary level as a criterion of purchasing effec-
tiveness was based upon the premise that purchasers who received
higher salaries tended to be more effective than those who received
lover salaries. In order to test this premise, the sample of pur-
chasers was divided into five groups in accordance with the salary
level they were currently receiving. Since the group making under
$10,000 per year contained only twenty purchasers, it was decided
to drop this group from the analysis due to the small sample size.
The average scores of each of the four remaining salary groups on
the ten purchasing performance measures were then compared to see
which, if any, of these performance measures were related to salary
level.

Also, several socioeconomic measures of these four salary
groups were examined in this analysis. These were age, years with
current firm, and years of purchasing experience. These measures
were included in the analysis because it was suspected that one or
more of these measures might be closely related/to salary level. If
this were the case, then any observed relationships between salary
level and the performance measures might actually be the result of a
relationship between one or more of the socioeconomic measures and
the performance measures. This would imply that salary level was not
an independent indicator of purchasing effectiveness, but, instead,
might only be the result of age, years with current firm, or years
of purchasing experience. The mean scores of the four salary groups
on the purchasing performance measures as well as their mean scores

on the socioeconomic measures are presented in Table V-1.
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TABLE V-1

COMPARISON OF PURCHASERS' SALARY LEVELS WITH SCORES
ON THE TEN PURCHASING PERFORMANCE MEASURES AND
SELECTED SOCIOECONOMIC MEASURES

Performance and Socioeconomic Scores
N=271 N=352 N=278 N=216

$10,000- $15,000- $20,000- $25,000
$14,999 $19,999 $24,999 or More

Performance Measures

Profit Potential 3.89 4.09 4.18 4.34
Procedures 4.08 4.17 4.09 4.18
Sourcing 3.96 4.02 4.00 4.14
Personal Skills 3.91 4.01 4.15 4.34
Departmental Coordination 3.67 3.96 4.05 4.19
Negotiation 3.92 4.08 4.21 4.34
Product Research 3.70 3.78 3.73 3.69
Interfirm Coordination 3.50 3.73 3.90 4.01
Quality Assurance 3.50 3.61 3.48 3.59
Overall Effectiveness 3.98 4.13 4.26 4.35

Socioeconomic Measures

Age 2.40 2.83 3.12 3.44
Years with Current Firm 2.22 2.75 3.16 3.57

Years of Purchasing
Experience 2.17 3.03 3.37 3.70

Note: N = The number of respondents in each salary group.
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It becomes apparent upon examining the purchasing performance
scores of the four salary groups that several of the performance mea-
sures demonstrated a positive and fairly consistent relationship
with salary level. For example, as salary level increased, the profit
potential scores also increased in fairly consistent increments. A
similar relationship with salary level held true for personal skills,
departmental coordination, negotiation, interfirm coordination, and
overall effectiveness.

Several of the performance measures, however, did not demon-
strate consistent relationships with salary level. For example,
Table V-1 shows that as salary level increased from the $10,000-
$14,999 bracket to the $15,000-$19,999 bracket, the procedures score
also increased from 4.08 to 4.17. As salary level increased to the
next higher bracket, however, the corresponding procedures score did
not increase, but actually decreased to 4.09. Finally, as salary
level increased to the $25,000 and over bracket, the procedures score
reversed direction again and increased. This same sort of incon-
sistent relationship with salary level also held true for sourcing,
product research, and quality assurance.

As shown in Table V-1, all three of the socioeconomic measures
demonstrated positive and consistent relationships with salaty level.
This implies that the apparent relationship between profit potential,
personal skills, departmental coordination, negotiation, interfirm
coordination, overall effectiveness and a purchaser's salary level
might be the result of a relationship between these same six perform-
ance measures and either age, years with current firm, or years of

purchasing experience. For this reason, it was decided to examine
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other purchasing effectiveness criteria.

Position Level as Criterion of Purchasing Effectiveness

In using position level as a criterion of effectiveness, it
was assumed that purchasers who occupied higher position levels
tended to be more effective than those who occupied lower position
levels. It was further assumed that a purchasing agent occupied a
higher organizational position than a buyer, a manager of purchasing
occupied a higher position than a purchasing agent, and a vice-
president of purchasing occupied a higher position than a manager of
purchasing.

In order to test this effectiveness criterion, the sample of
purchasers was divided into four groups according to the position
they currently held. Two of the position level groups, namely
assistant buyer and researcher, were not included in the analysis
since they contained small sample sizes of only eight and eleven
respondents, respectively. The position level category of "other"
was also not included since there was no way to determine what level
of position any of these people currently occupied. The average scores
of each of the four remaining position level groups on the ten pur-
chasing performance measures were then compared.

The purpose of this comparison was to see if any of the per-
formance measures were related to position level. In addition, the
same three socioeconomic measures included in the previous analysis
were also included in this analysis. The mean scores of the four
position level groups on each of the ten purchasing performance mea-

sures and on the three socioeconomic measures are presented in Table V-2.
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TABLE V-2

COMPARISON OF PURCHASERS' POSITION LEVELS WITH THEIR
SCORES ON THE TEN PURCHASING PERFORMANCE MEASURES
AND SELECTED SOCIOECONOMIC MEASURES

Performance and Socioeconomic Scores

Manager Vice-Pres.
Performance Measures Purchasing of of
Buyer Agent Purchasing Purchasing
N=125 N=332 N=463 N=64

Profit Potential 3.72 4.00 4.18 4.55
Procedures 3.80 4.13 4.15 4.08
Sourcing 3.98 3.96 4.05 4.23
Personal Skills 3.72 3.98 4.13 4.52
Departmental

Coordination 3.51 3.83 4.03 4.16
Negotiation 3.91 4.04 4.20 4.44
Product Research 3.61 3.78 3.69 3.86
Interfirm Coordination 3.46 3.58 3.84 4.03
Quality Assurance 3.44 3.54 3.56 3.75
Overall Effectiveness 3.90 4.12 4.23 4.36
Socioeconomic Measures
Age 2.32 2.80 3.03 3.39
Years with Current Firm 2.33 2.79 2,97 3.20
Years of Purchasing

Experience 2.07 2.78 3.27 3.78

Note: N = The number of respondents in each salary group.
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The findings of this analysis were similar to the findings

of the previous analysis in that the strongest and most consistent
relationships were found betwen position level and the scores on the
performance measures of profit potential; personal skills, depart-
mental coordination, negotiation, interfirm coordination, and overall
effectiveness. Also, similar to the previous analysis, the perform—-
ance measures of procedures, sourcing, product research, and quality
assurance demonstrated the weakest and least consistent relationships
with the effectiveness criterion. Furthermore, as was the case of
salary level, the three socioeconomic measures also demonstrated strong
positive relationships with position level. This means that position
level, as a criterion of effectiveness, has the same drawback as does
salary level in that it may be the result of age, years with current
firm, and years of purchasing experience rather than the result of
purchasing effectiveness.

The Combination of Salary Level and Position Level
as a Criterion of Effectiveness

In both the previous two analyses, the socioeconomic measures
of age, years with current firm, and years of purchasing experience
appeared to be interrelated with the effectiveness criterion and the
performance measures. In an attempt to eliminate some of these
apparent interrelationships, it was decided to combine position level
and salary level into a single purchasing effectiveness criterion.
The assumption was that within each position level, those purchasers
who received higher salaries gended to be more effective than those
who received lower salaries. The findings of this analysis were

similar to those previously mentioned in that the strongest and most
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consistent relationships were found between the combination of salary
level and position level and the scores on profit potential, personal
skills, departmental coordination, negotiation, interfirm coordina-
tion, and overall effectiveness. Also, similar to the previous
analyses, the three socioeconomic measures again demonstrated strong
positive relationships with the combination of salary level and posi-
tion level. This implies that the socioeconomic measures are once
again interrelated with the effectiveness criteiron. For this reason
it was decided to analyze still another effectiveness criterion.
The Combination of Salary Level and Salary Increases

as a Criterion of Purchasing Effectiveness with
the Socioeconomic Measures Controlled

In each of the previous analyses, the three socioeconomic
measures appeared to be interrelated with the effectiveness criteria
and the purchasing performance measures. In an effort to control
these apparent interrelationships, two groups of extreme levels of
purchasing effectiveness were selected so that the interrelationships
with the socioeconomic measures ran counter to those observed in the
previous analyses.

One group consisted of purchasers deemed by the marketplace
to be extremely more effective, and the other group consisted of
those purchasers the marketplace deemed to be extremely less effec-
tive. The marketplace criteria for selection was the combination of
salary level and salary increase. It was assumed that more effective
purchasers tended to receive higher salaries and larger salary in-
creases than less effective purchasers. The more effective group was

limited to those purchasers who received salaries of $20,000 per
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year or more and who had received salary increases of 41 percent or
higher during the last five years.

In an effort to ensure that this group was truly more effec-
tive and not just a collection of older #nd more experienced pur-
chasers, selection was limited to those who were 40 years of age or
younger. This limited the number of years a purchaser could have
spent with his current firm as well as the number of years he could
have spent in the purchasing profession. In addition, membership in
this elite group was restricted to those purchasers who had occupied
at least two positions during the last five years and who had achieved
at least a bachelor's degree. This extremely more effective group
therefore consisted of purchasers who were younger and less experi-
enced, but who were mobile, college educated, received high salaries,
and high salary increases.

The extremely less effective group consisted of those pur-
chasers who received salaries under $15,000 per year plus salary
increases of 20 percent or less during the last five years. In order
to ensure that this group was truly a less effective group and not
just a collection of younger and less experienced purchasers, mem—
bership in this group was limited to those who were 30 years of age
or older, who had been with their firms for five or more years, and
who had five or more years of purchasing experience. This extremely
less effective group therefore consisted of purchasers who were older
and more experienced, but who were receiving low salaries and low
salary increases. The mean scores of these extremely more effective
and extremely less effective groups of purchasers on the purchasing

performance measures and on the socioeconomic measures are presented



107

in Table V-3.

As shown in Table V-3, the mean scores of the extremely more
effective group were much higher than those of the extremely less
effective group on profit potential, personal skills, departmental
coordination, negotiation, interfirm coordination, and overall effec-
tiveness. On the other hand, the differences on procedures, sourcing,
product research, and quality assurance were small or nonexistent.
Furthermore, the big difference in this analysis as compared to
previous analyses is that positive relationships between the socio-
economic measures and the effectiveness criterion were eliminated.

This comparative analysis of the extremely more and less
effective groups showed that profit potential, personal skills,
departmental coordination, negotiation, interfirm coordination, and
overall effectiveness are performance measures that can differentiate
more effective from less effective purchasers, at least at the extreme
levels of effectiveness.

A Purchasing Performance Index as a
Measure of Purchasing Effectiveness

At this point, the analysis has produced six performance mea-
sures that differentiate 44 extremely more effective purchasers from
58 extremely less effective purchasers. It should be noted that
these six performance measures have a valid relationship with pur-
chasing effectiveness and are not the result of age, experience, or
company seniority. The next problem that had to be dealt with was
how these six performance measures could be used to differentiate
the more effective purchasers from the less effective purchasers in

the entire sample. In order to resolve this problem, it was decided
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TABLE V-3

COMPARISON OF THE EXTREMELY MORE EFFECTIVE AND EXTREMELY
LESS EFFECTIVE PURCHASERS ON THE BASIS OF THEIR SCORES

ON THE TEN PURCHASING PERFORMANCE MEASURES AND
SELECTED SOCIOECONOMIC MEASURES

Performance and
Socioeconomic Scores

Performance Measures N=58 N=44
Less More
Effective Effective
Profit Potential 3.74 4.41
Procedures 4.21 4.02
Sourcing 3.93 4.11
Personal Skills 3.81 4.43
Departmental Coordination 3.69 4.27
Negotiation 3.83 4.45
Product Research 3.62 3.61
Interfirm Coordination 3.26 4.16
Quality Assurance 3.41 3.41
Overall Effectiveness 3.86 4.50
Socioeconomic Measures
Age 3.52 1.91
Years with Current Firm 3.81 1.82
Years of Purchasing Experience 3.14 2.14

Note: N = The number of purchasers in each effectiveness group.
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to combine each individual's total score on these six performance

measures to form a composite Purchasing Performance Index. These

composite performance indices could then be divided into groups
representing different levels of purchasing effectiveness, and the
personality characteristics of each of these groups could then be
analyzed.

The scores on this index had a possible range of 6 to 30
with 6 indicating a very low level of effectiveness and 30 indicating
a very high level of effectiveness. Once the scores on the

Purchasing Performance Index (hereinafter referred to as the PPI),

were computed, the next step of this analysis was to decide upon a
logical basis for classifying these scores into levels of purchasing
effectiveness. This decision involved analyzing the frequency dis-
tribution of the scores on the PPI for the entire sample. This fre-
quency distribution is presented in Table V-4. The histogram shown
in Figure V-1 illustrates the shape of this distribution.

As Table V-4 shows, the actual scores on the PPI ranged from
12 to 30 with a mean of 24.13 and a standard deviation of 3.43.
Based upon this information, the size of the sample, and the shape
of the distribution; it was decided to divide the PPI scores of
the sample into five effectiveness groups of comparable size. These
groups were labelled as low, medium-low, medium, medium-high, and
high in terms of their level of effectiveness. The criteria used
for determining which PPI scores were included in each of these
effectiveness groups will be discussed in the paragraphs that follow.

The low-effective group was composed of individuals whose

PPI scores fell one standard deviation or more below the mean.
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TABLE V-4

THE FREQUENCY DISTRIBUTION OF THE SCORES ON THE PURCHASING
PERFORMANCE INDEX FOR THE ENTIRE SAMPLE

Relative Cumulative
PPI Score Absolute Frequency Frequency
Frequency (Percent) (Percent)
12 2 .2 .2
13 "3 .3 .5
14 5 .5 .9
15 13 1.2 2.1
16 7 .6 2.8
17 16 1.5 4.2
18 25 2.3 6.5
19 37 3.4 9.9
20 43 3.9 13.9
21 67 6.1 20.0
22 90 8.3 28.3
23 119 10.9 39.2
24 130 11.9 51.1
25 126 11.6 62.7
26 126 11.6 74.2
27 103 9.4 83.7
28 83 7.6 91.3
29 48 4.4 95.7
30 47 _ 4.3 100.0
Total 1,090 100.0

Mean = 24.13 Standard Deviation = 3.43
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FIGURE V-1

HISTOGRAM OF THE REQUENCY DISTRIBUTION OF THE SCORES ON THE
PURCHASING PERFORMANCE INDEX FOR THE ENTIRE SAMPLE
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Since the mean PPI score was 24.13 and the standard deviation was
3.43, individuals with PPI scores of 21 or below were classified
as being low-effective. Because of an apparent irregularity in the
distribution of these PPI scores, however, it was decided not to in-
clude persons in this group with PPI scores of 15 or below. This
apparent irregularity can be seen by examining Figure V-1. Figure
V-1 shows that as the PPI scores decreased from 24, so did the number
of purchasers who demonstrated these scores. For example, as the
PPI score decreased from 24 to 23, the number of people who demon-
strated each of these scores decreased from 130 to 119. This rela-
tionship held until the PPI score decreased to 15. As Figure V-1
shows, thirteen purchasers posed a PPI score of 15, which was an
increase of 6 rather than the expected decrease from the number who
posted a score of 16. This apparent irregularity in the data may
have been due to a number of things such as random occurrence or
misinterpretation of the instrument on the part of some of these
respondents. Since it was not possible to pinpoint the nature of
this apparent irregularity in the distribution and since only 23
purchasers were involved, it was decided to eliminate these indi-
viduals from this analysis rather than take a chance on their biasing
the results. With these 23 purchasers eliminated from the analysis,
the low-effective group contained 195 purchasers. |

Individuals who demonstrated PPI scores that fell one standard
deviation or more above the mean were classified as being high-effec-
tive. Hence, this group contained those 178 purchasers whose PPIL
scores were 28 or above.

The medium-effective group included those individuals whose
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PPI scores fell one point either side of the mean. Since the mean
PP1 score was 24.13, this group contained those individuals with
PPI scores of 24 or 25. This medium—-effective group contained 256
purchasers.

The remaining two groups of purchasers were classified as
medium-low-effective and medium-high-effective. The medium-low
group was made up of those individuals whose PPI scores were either
22 or 23. The medium-high group contained those individuals whose
PPI scores were either 26 or 27. These two groups contained 209 and
229 purchasers, respectively.

In the chapter that follows, the personality characteristics
of the entire sample as they relate to these five levels of purchasing

effectiveness will be evaluated.

Summary
In an effort to identify those individuals within the sample

who were more or less effective purchasers, four effectiveness
criteria were utilized. These were salary level, position level, the
combination of salary level and position level, and the combination
of salary level and salary increase. Salary level, position level,
and the combination of salary level and position level were applied
to the total sample of purchasers but failed as effectiveness criteria
because of their apparent interrelationships with socioeconomic mea-
sures of age, years of purchasing experience, and years of company
seniority.

In an effort to find an effectiveness criterion that was not

interrelated with the socioeconomic measures, the combination of
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salary level and salary increase was utilized as an effectiveness
criterion to select a small group of extremely more effective and a
small group of extremely less effective purchasers. These groups
were selected in such a manner that their intérrelationships with
the socioeconomic measures ran counter to those observed in the
previous analyses. With the effects of the socioeconomic measures
removed, it was concluded that the combination of salary level and
salary increase was a useful criterion for differentiating extremely
more effective from extremely less effective purchasers. Applying
this effectiveness criterion resulted in the identification of six
performance measures that differentiated extremely more effective
from extremely less effective purchasers. These measures were
profit potential, personal skills, departmental coordination, nego-
tiation, interfirm coordination and overall effectiveness. Each
individual's total score on these six performance measures were then

added together to form a Purchasing Performance Index. This index

was then used to divide the entire sample into five levels of pur-

chagsing effectiveness.



CHAPTER VI

PERSONALITY MEASURES AND PURCHASING EFFECTIVENESS

Evaluation of the personality measures as they related to

purchasing effectiveness was accomplished as follows: First, the

Purchasing Performance Index was used to divide the entire sample

of purchasers into five levels of effectiveness. Second, the average
scores of each of these five effectiveness groups on the four person-
ality variables included in this study were compared. The purpose of
this comparison was to determine which of these personality vari-
ables were related to effectiveness. Third, in a similar manner,

the individual items that made up the instruments used to measure

the four personality variables were also analyzed. Fourth, those
individual items that were found to be most strongly related to pur-

chasing effectiveness were combined to form a Composite Personality

Index.

Personality Characteristics of the
More and Less Effective Purchasers

Analysis of the personality characteristics of the more and
less effective purchasers was accomplished in two steps. First, the
personality variables used in this study were analyzed as they related
to purchasing effectiveness. Second, the individual items that made
up the instruments used to measure these personality variables
(questions 1-75 on the mail questionnaire) were also evaluated as

115



116

they related to purchasing effectiveness.

Analysis of the Personality Variables as
They Relate to Purchasing Effectiveness

Analysis of the personality variables as they related to
purchasing effectiveness was accomplished by comparing the mean
scores of each of the five effectiveness levels on the four person-
ality variables included in this study. The purpose of this compari-
son was to determine which, if any, of these personality variables
were related to purchasing effectiveness. The scores of the five
effectiveness levels on the four personality variables are presented

in Table VI-1.

TABLE VI-1

COMPARISON OF PURCHASERS' EFFECTIVENESS LEVELS WITH
THEIR SCORES ON THE FOUR PERSONALITY VARIABLES

Personality Variable Scores

Personality N=195 N=209 N=256 N=229 N=178
Variables Low Medium- Medium Medium- High
Low High
Self-Esteem 24.44 28.31 28.32 29.24 30.29
Need for Certainty 43.63 42.76 41.97 41.04 41.78
External Control 3.88 3.26 3.21 2,82 2.60

Desire to Satisfy
Higher Order Needs 51.00 52.59 53.66 54.63 55.85
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Self-Esteem1

Upon examining Table VI-1, it can be seen that self-esteem
demonstrated a positive and fairly consistent relationship with pur-
chasing effectiveness. For example, as the level of effectiveness
increased from low to high, so did the self-esteem score. This
means that the more effective purchasers tended to see themselves
as being more competent in handling the problems that confronted
them than did less effective purchasers.

Need for Certain;xz

As shown in Table VI-1l, the need for certainty demonstrated
a negative but not a totally consistent relationship with purchasing
effectiveness. For example, as the level of effectiveness increased
from low to medium-high, the need for certainty score decreased from
43.63 to 41.04 in fairly consistent increments. As the level of
effectiveness increased from medium~high to high, however, the corre-
sponding need for certainty score did not decrease but actually in-
creased from 41.04 to 41.78. Although this inconsistency tended to
weaken the relationship between need for certainty and purchasing
effectiveness, the tendency still existed for more effective pur-
chasers to have a lower need for certainty than less effective pur-
chasers. This means that more effective purchasers had less tendency
to perceive new or complex situations as a source of threat than did

less effective purchasers.

lThe Ghiselli instrument was used to measure self-esteem
and was discussed in Chapter III.

2The Budner instrument was used to measure need for
certainty and was discussed in Chapter III.
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External Control3

According to Table VI-1, external control was also negatively
related to purchasing effectiveness. This indicates that the more
effective purchasers tended to more strongly feel that they could
influence things that happen to them. Conversely, there was a tend-
ency for the less effective purchasers to more strongly feel that
events that happened to them were beyond their control.

Desire to Satisfy Higher Order Needs4

The desire to satisfy higher order needs demonstrated the
strongest and most consistent positive relationship with purchasing
effectiveness. Table VI-1 shows that as the level of effectiveness
increased from low to high, the score on this personality variable
also increased. This means that the more effective purchasers tended
to be more desirous than less effective purchasers of obtaining
satisfaction from their work of their needs for social activity,
status, and personal growth.

Analysis of the Individual Personality Items
as They Relate to Purchasing Effectiveness

This analysis was carried out in four parts. Each focused
on the set of items that constituted one of the personality instru-
ments. The first items analyzed were those that made up the self-

esteem instrument. This analysis was followed in turn by analyses

3The Rotter instrument was used to measure external control
and was discussed in Chapter III.

4The Hackman and Lawler instrument was used to measure the
desire to satisfy higher order needs and was discussed in Chapter
III.



119
of the items that made up the need for certainty instrument, the
external control instrument, and the desire to satisfy higher order
needs instrument (hereinafter referred to as the higher order need
instrument).

Analysis of the Self-Esteem Items

This analysis involved comparison of the mean scores of
each of the five levels of effectiveness on the 31 items that made
up the eelf-eéteem instrument (questions 1-31 on the mail question-
naire). The purpose of this comparison was to determine which of the
self-esteem items were related to purchasiﬁg effectiveness. It
should be noted that this instrument involved having the respondents
choose from pairs of adjectives the one word that described them
best or least. On the first fifteen pairs of adjectives, the
respondents were asked to select the one adjective from each pair
that they thought described them best. For items 16-31, the respond-
ents were asked to select the one adjective from each pair they
thought described them less well.

The mean scores of the five levels of effectiveness on the
31 self-esteem items are presented in Table VI-2. For the first
fifteen items, the scores shown in the table indicate the proportion
of respondents in each level of effectiveness who felt that the top
adjective in the pair described them best. For items 16-31, the
scores shown in the table indicate the proportion of respondents in
each level of effectiveness who felt that the top adjective in the
pair described them less well. The numbers in the extreme right
column of the table indicate the difference between the proportions

of high-effective purchasers who selected the top adjective and the
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low-effective purchasers who selected the top adjective. This dif-
ference provides a rough measure of the magnitude of the relation-
ships between these individual self-esteem items and purchasing
effectiveness. This difference will be hereinafter referred to as

the relationship index.

In order to facilitate analyzing the data in Table VI-2, the
31 self-esteem items were classified as having either a relatively
strong or a relatively weak relationship with purchasing effective-
ness. Those items that demonstrated a relationship index (column 8
in Table VI-2) of .10 or greater were classified as having relatively
strong relationships with purchasing effectiveness. Those items
that demonstrated a relationship index of less than .10 were classi-
fied as having relatively weak relationships with purchasing effec-
tiveness.

It becomes apparent upon examining the scores of the first
fifteen items in Table VI-2 that several of the items demonstrated
relatively strong negative relationships with purchasing effectiveness.
Upon examining item number 1, for example, it can be seen that as
the level of effectiveness increased from low to high, the proportion
of purchasers who chose to describe themselves as understanding rather
than thorough decreased. 1In addition, items 3 and 14 also demon-
strated relatively strong negative relationships with purchasing
effectiveness. This means that as the level of effectiveness
increased, a decreasing proportion of purchasers chose to describe
themselves as unaffected as opposed to alert, and stable as opposed
to foresighted.

Analysis of the first fifteen items in Table VI-2 also
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revealed that items 4, 7, 10, 11, 12 and 13 demonstrated relatively
strong positive relationships with purchasing effectiveness. This
means that as the effectiveness level increased, an increasing
proportion of purchasers chose to refer to fhemselves as sharp-witted
rather than deliberate, progressive rather than thrifty, pleasant
rather than modest, responsible rather than reliable, dignified
rather than civilized, and imaginative rather than self-controlled.

Items 2, 5, 6, 8, 9, and 14 all demonstrated relatively weak
relationships with purchasing effectiveness. This means that as
the level of effectiveness increased, the proportion of purchasers
who preferred to be described by the top adjective changed very
little. These items were of little value in differentiating more
effective from less effective purchasers.

Analysis of items 16-31 in Table VI-2 indicated that several
items demonstrated relatively strong negative relationships with
purchasing effectiveness. Upon examining items 11, 26, 27 and 29,
it can be seen that as the effectiveness level increased, a
decreasing proportion of purchasers chose not to be described as
conceited rather than infantile, fussy rather than submissive,
opinionated rather than pessimistic, and hard-hearted rather than
self-pitying.

Items 17, 23, 24, 25, 28 and 30 demonstrated relatively
strong relationships with purchasing effectiveness. This means that
as the effectiveness level increased, an increasing proportion or
purchasers chose not to refer to themselves as immature rather than
quarrelsome, apathetic rather than egotistical, dependent rather

than evasive, weak rather than selfish, shiftless rather than bitter,
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and cynical rather than aggressive.

Items 18, 20, 21, 22 and 31 all demonstrated relatively weak
relationships with purchasing effectiveness. This indicates that
as the level of effectiveness increased, relatively similar propor-
tions of purchasers chose to describe themselves by the top adjective.
For this reason, these items were of little use in differentiating
more effective from less effective purchasers.

This analysis revealed that more effective purchasers tended
to have a more positive self-image than less effective purchasers.
They saw themselves as being more progressive, competent, and con-
fident than did their less effective counterparts. This analysis
also revealed that questionnaire items 1, 3, 4, 7, 10, 11, 12, 13,
15, 17, 19, 23, 24, 25, 26, 27, 28, 29 and 30 were the self-esteem
items that were most useful in differentiating more effective from
less effective purchasers. On the other hand, questionnaire items
2, 5, 6, 8, 9, 14, 16, 18, 20, 21, 22 and 30 were the self-esteem
items that were least useful in differentiating more effective from
less effective purchasers.

Analysis of the Need for Certainty Items

In this analysis, the mean scores of each of the five levels
of effectiveness on the sixteen items that made up the need for
certainty instrument (questions 48-63 on the mail questionnaire)
were compared. The objective of this comparison was to determine
which of these sixteen items were related to purchasing effectiveness.
This instrument involved having the respondents indicate the extent
to which they agreed or disagreed with sixteen statements that

represented commonly held opinions. A response of 1 represented
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strong disagreement with the statement, and a response of 5 repre-
sented strong agreement. The scores shown in Table VI-3 represent
the average response of each effectiveness lvel on the sixteen need
for certainty items. These sixteen items are presented in the second
column in Table VI-3 in summary form. These items can be found in
their complete form in part IV of the questionnaire exhibited in
Appendix A. The far right column of Table VI-3 contains the rela-

tionship index, which indicates the difference between the average

score of the high effective group and the average score of the low
effective group on each of the sixteen items. This difference pro-
vides a rough measure of the magnitude of the relationships between
these individual need for certainty items and purchasing effective-
ness.

Before analyzing the data in Table VI-3, the sixteen need
for certainty items were classified as having either a relatively
strong or a relative weak relationship with purchasing effectiveness.
Those items that demonstrated a relationship index (the far right
column in Table VI-3) of .20 or greater were classified as having
relatively strong relationships with purchasing effectiveness.

Those items that demonstrated a relationship of less than .20 were
classified as having relatively weak relationship with purchasing
effectiveness.

As can be seen from examining Table VI-3, several items
demonstrated relatively strong positive relationships with purchasing
effectiveness. For example, as the level of effectiveness increased
from low to high, the scores on items 48, 49, 56, 57, 58 and 59 also

tended to increase. This means that as the level of effectiveness
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increased, purchasers tended to more strongly agree with the
following statements:

—-An expert who doesn't come up with a definite
answer probably doesn't know too much.

--There is really no such thing as a problem that
can't be solved.

--1 would like to live in a foreign country for a while.

--People who fit their lives to a schedule probably miss
most of the joy of living.

--It is more fun to tackle a complicated problem than to
solve a simple one.

-=-0ften the most interesting and stimulating people are
those who don't mind being different and original.

Table VI-3 also contains several items that demonstrated
relatively strong negative relationships with purchasing effective-
ness. For instance, as the level of effectiveness increased from
low to high, the scores on items 52, 53, 54 and 55 tended to decrease.
This means that as the level of effectiveness increased, purchasers
tended to agree less strongly with the following statements:

--What we are used to is always preferable to what
is unfamiliar.

--A person who leads an even, regular life in which
few surprises or unexpected happenings arise, really
has a lot to be grateful for.

--1 like parties where I know most of the people more
than ones where all or most of the people are complete
strangers.

--The sooner we all acquire similar values and ideals,
the better.

Items 50, 51, 60, 61, 62 and 63 all demonstrated relatively
weak relationships with purchasing effectiveness. This means that

as the level of purchasing effectiveness increased from low to high,
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the scores on each of these items changed very little. For this
reason, these items were of little use in differentiating more
effective from less effective purchasers.

This analysis indicated that more effective purchasers were
more tolerant of situations involving uncertainty. In addition,
more effective purchasers were less likely to perceive complex or
unfamiliar situations as sources of threat. Furthermore, more
effective purchasers expressed a higher level of self-confidence
than did less effective purchasers. This analysis also pointed out
that questionnaire items 48, 49, 52, 53, 54, 55, 56, 57, 58 and 59
were the need for certainty items that were most useful in differ-
entiating more effective from less effective purchasers. On the
other hand, items 50, 51, 60, 61, 62 and 63 were the need for
certainty items that were least useful in differentiating more
effective from less effective purchasers.

Analysis of the External Control Items

This analysis involved comparing the mean scores of each of
the five levels of effectiveness on the eight items that made up
the external control instrument (questions 40-47 on the mail ques-
tionnaire). The external control instrument involved having the
respondents choose, from among pairs of statements, the one statement
with which they most strongly agreed. The scores of the five levels
of effectiveness on the eight external control items are presented
in Table VI-4. These scores represent the proportion of respondents
in each level of effectiveness who most strongly agreed with the top
statement of each pair. The eight pairs of external control state-

ments are presented in the second column of Table VI-4 in abbreviated
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form. These statements can be found in their complete form in part
III of the questionnaire exhibited in Appendix A.

The extreme right columm of the table contains the relation-
ship index, which indicates the difference between the propoftions
of high effective and low effective purchasers who most strongly
agreed with the top statement of each pair. This difference pro-
vides a rough measure of the size of the relationship between the
individual external control items and purchasing effectiveness.
Using the relationship index, these eight items were classified
as having either a relatively strong or a relatively weak relation-
ship with purchasing effectiveness. Those items that demonstrated
a relationship index of .10 or greater were classified as having a
relatively strong relationship with purchasing effectiveness.

Items that demonstrated a relationship index of less than .10 were
classified as having a relatively weak relationship with purchasing
effectiveness.

Upon examining Table VI-4, it becomes apparent that several
items demonstrated relatively strong negative relationships with
purchasing effectiveness. For instance, as the effectiveness level
increased, the scores on items 44, 45, 46 and 47 decreased. This
indicates that decreasing proportions of the more effective pur-
chasers most strongly agreed with the following statements:

--Who gets to be the boss often depends on who was
lucky enough to be in the right place first.

--As far as world affairs are concerned, most of us
are the victims of forces we can neither understand
nor control.

--Most people don't realize the extent to which their
lives are controlled by accidental happening.
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--Many times I feel that I have little influence
over the things that happen to me.

Conversely, this means that increasing proportions of the more effec-
tive purchasers most strongly agreed with the statements listed
below:

--Getting people to do the right thing depends upon
ability, luck has little or nothing to do with it.

--By taking an active part in political and social
affairs the people can control world events.

--There really is no such thing as "luck.”

--It is impossible for me to believe that chance or
luck plays an important role in my life.

Only item 40, shown in Table VI-4, posted a relatively strong
positive relationship with purchasing effectiveness. This means
that as the level of effective increased, an increasing proportion
of purchasers tended to agree that "In the long run people get the
respect they deserve in this world," as opposed to agreeing that "An
individual's worth often passes unrecognized no matter how hard he
tries."

Items 41, 42 and 43 demonstrated relatively weak relation-
ships with purchasing effectiveness. Therefore, the scores on
these items changed very little as the level of effectiveness
increased. These three items were, consequently, of little value in
differentiating more effective from less effective purchasers.

The above analysis pointed out that the more effective pur-
chasers expressed a higher level of confidence in their ability to
influence things that happen to them. These more effective pur-
chasers tended to believe that they were in control of their lives

and that luck or fate had little or no influence on them. This
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analysis also revealed that questionnaire items 40, 44, 45, 46 and
47 were the external control items that were most useful in differ-
entiating more effective from less effective purchasers. Question-
naire items 41, 42 and 43 were the external control items that were
least useful in differentiating more effective from less effective
purchasers.

Analysis of the Higher Order Need Items

In this analysis, the mean scores of the five levels of
effectiveness on the twelve items that made up the instrument used
to measure an individual's desire to satisfy his higher order needs
(questions 64-75 on the mail questionnaire) were compared. This
instrument involved having the respondents indicate what amount of
certain opportunities they wished to have in their purchasing posi-
tions. A response of 1 indicated that a respondent desired a minimum
amount of a given opportunity while a response of 5 indicated that
the respondent desired the maximum amount of an opportunity. The
scores in Tabie VI-5 represent the average response of each level
of effectiveness on the twelve items that made up this instrument.
These twelve items are presented in the second column in Table V-5
in summary form. These items can be found in their complete form in
part V of the questionnaire exhibited in Appendix A. The far right

column of the table contains the relationship index, which indicates

the difference between the average scores of the high effective and
low effective groups on each of the twelve items. This difference
provides a rough measure of the magnitude of the relationships
between these twelve items and purchasing effectiveness.

Before analyzing the data in Table VI-5, the twelve higher
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order need items were classified as having either a relatively strong
or a relatively weak relationship with purchasing effectiveness.

Those items that demonstrated a relationship index of .20 or greater
were classified as having a relatively stréng relationship with pur-
chasing effectiveness. Those items that demonstrated a relationship
index of less than .20 were classified as having relatively weak rela-
tionships with purchasing effectiveness.

As can be seen from examining Table VI-5, almost all of the
higher order need items demonstrated relatively strong positive rela-
tionships with purchasing effectiveness. For instance, as the level
of effectiveness increased from low to high, the scores on items 64,
65, 66, 68, 69, 70, 71, 72, 74 and 75 also tended to increase. This
means that as the level of effectiveness increased, purchasers
tended to more strongly desire the following opportunities in their
present purchasing positions:

--The opportunity for personal growth and development.

--The feeling of worthwhile accomplishment.

--The chance to do challenging work.

--The feeling that I know whether I am performing my
job well or poorly.

--The opportunity for participation in the determination
of methods, procedures, and goals.

~-The freedom to do pretty much what I want.
--The opportunity for variety.

--The chance for independent thought and action.
~-The opportunity to find out how I am doing.
--The opportunity to do a number of things.

Items 67 and 73 demonstrated relatively weak relationships
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with purchasing effectiveness. This means that as the level of
effectiveness increased, the scores on these two items changed very
little. These items were therefore of little value in differenti-
ating more effective from less effective pﬁrchasers.

This analysis revealed that more effective purchasers
expressed a stronger preference for jobs that provide opportunities
for variety, challenge, performance feedback, personal growth and
development, and independent thought and action than did less effec-
tive purchasers. This reflects a high level of confidence on the
part of these more effective purchasers that they would perform well
when placed in such jobs. In addition, this analysis also revealed
that questionnaire items 64, 66, 68, 69, 70, 71, 72, 74 and 75 were
the higher order need items that were most useful in differentiating
more effective from less effective purchasers. Furthermore, ques-
tionnaire items 67 and 73 were the higher order need items that were
least useful in differentiating more effective from less effective
purchasers.

Summary of the Personality Characteristics of
More and Less Effective Purchasers

Analysis of the personality characteristics of more and less
effective purchasers indicated that more effective purchasers saw
themselves as being more self-assured and in control of events that
surrounded them. They perceived themselves as being more tolerant of
uncertainty and they expressed a much stronger desire to satisfy their
higher order peeds. In addition, the more effective purchasers saw
themselves as being more thorough as opposed to understanding,

progressive as opposed to thrifty, imaginative as opposed to
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self-controlled, foresighted as opposed to stable, selfish as

opposed to weak, and egotistical as opposed to apathetic. These

more effective purchasers also tended to discount the role that luck
played in their lives and expressed a stronger preference for compli-
cated problems as opposed to simple ones. Furthermore, the more
effective purchasers more strongly preferred jobs that provided
opportunities for variety, challenge, performance, feedback, personal

growth and development, and independent thought and action.

Developing a Composite Personality Index

The foregoing analyses have shown that when the individual
item responses on the four research questionnaires were analyzed
separately, certain items were more strongly related to purchasing
effectiveness than others. It was suspected that if the responses
on these certain items were added together to form a Composite

Personality Index, this new index might be more strongly related to

purchasing effectiveness than any of the four original personality
variables would be individually. This analysis resulted in selecting
nineteen questionnaire items for inclusion in the Composite Person-
ality Index (hereinafter referred to as the CPI). The Pearson Cor-
relations between the four original personality variables, the CPI,
and purchasing effectiveness as measured by the PPI are presented in
Table VI-6.

As the table shows, all the correlations were significant
at the .00l level. Furthermore, the personality variable that
demonstrated the strongest relationship with purchasing effectiveness

was the CPI. This indicates that the CPI may prove useful for
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TABLE VI-6

CORRELATIONS AMONG THE PERSONALITY VARIABLES,
THE CPI AND PURCHASING EFFECTIVENESS

variables Beect teenes
Self-esteem .29
Need for Certainty -.13
External Control -.17
Desire to Satisfy Higher Order Needs .33
CPI .46

Note: N = 1,067. All correlations are significant at the .001 level.

predicting purchasing effectiveness in future research.

Summary

In order to determine which of the four personality variables
included in this study were related to purchasing effectiveness, the

Purchasing Performance Index was used to divide the entire sample of

purchasers into five levels of effectiveness. The average scores of
each of these five effectiveness groups on the four personality vari-
ables were then compared. This comparison revealed that self-esteem
and the desire to satisfy higher order needs were positively related
to effectiveness whereas the need for certainty and external control
were negatively related to effectiveness.
In a similar manner, the individual items that made up the

instruments used to measure the four personality variables were also

analyzed. Those individual items that were found to be most strongly
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related to purchasing effectiveness were then combined to form a

Composite Personality Index. Subsequent analysis showed this index

to be more strongly related to purchasing effectiveness than any of
the original personality variables. In the chapter that follows,
the socioeconomic measures of the entire sample will be evaluated

as they relate to purchasing effectiveness.



CHAPTER VII

SOCIOECONOMIC MEASURES AND PURCHASING EFFECTIVENESS

Evaluation of the socioeconomic measures as they related to
purchasing effectiveness involved the following steps: First, the
sample population was divided into the five effectiveness levels
determined by the PPI in Chapter V. Second, the average scores of
each of these five levels on the socioeconomic measures included in
this study were then compared. Third, the socioeconomic measures
were analyzed according to the relative strength of their relation-
ships with purchasing effectiveness. Fourth, the socioeconomic
characteristics of the lower effectiveness range were compared to
those of the higher effectiveness range. Finally, previous research
concerning age, years of purchasing experience, and education level
was replicated.

Socioeconomic Characteristics of More
and Less Effective Purchasers

The average scores of the five levels of purchasing effec-
tiveness on the socioeconomic measures are presented in Table VII-1.

The far right-hand column of this table contains the Relationship

Index. This index indicates the difference between the average score
of the high effective group and the low effective group on a par-
ticular socioeconomic measure. Therefore, this index provides a
relative measure of the strength of the relationship between a

142
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specific socioeconomic measure and purchasing effectiveness.

For purposes of analysis, the socioeconomic measures in
Table VII-1 were classified as having either a relatively strong or
a relatively weak relationship with purchasing effectiveness. Those
socioeconomic measures that demonstrated a relationship index of .25
or greater were classified as having a relatively strong relationship
iwht purchasing effectiveness. Those socioeconomic measures that
demonstrated a relationship index of less than .25 were classified
as having a relatively weak relationship with purchasing effectiveness.

It becomes apparent upon examining Table VII-1l, that most of
the socioeconomic measures demonstrated relatively strong positive
relationships with purchasing effectiveness. For example, as the
level of effectiveness increased, so did the score associated with
age. Similar relationships held true between purchasing effective-
ness and years of purchasing experience, salary level, salary
increase--last five years, satisfaction--purchasing career, satis-
faction--current firm, number of professional development activities
attended per year, education level, and number of professional
associations.

Two of the socioeconomic measures, however, demonstrated
relatively weak relationships with purchasing effectiveness. For
example, as the level of effectiveness increased, the score on years
with current firm changed very little. A similar relationship existed
for number of positions--last five years. For this reason, these
socioeconomic measures were of little use in differentiating more
effective from less effective purchasers.

The findings in Table VII-1 are interpreted as follows:
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First, those individuals who were classified as being more effective
were also recognized as such by the firms for which they worked as
evidenced by the higher salary levels and larger percentage of
salary increases they received. Second, mbre effective purchasers
tended to have had more years of purchasing experience, which tended
to make them older than less effective purchasers. Third, more
effective purchasers expressed a higher level of satisfaction with
their purchasing career and with their current firm than did less
effective purchasers. Fourth, the more effective purchasers tended
to be more interested in developing professionally than did their
less effective counterparts. This 1s evidenced by the fact that
more effective purchasers tended to participate in more professional
development activities, belong to more professional associations,
and possess a higher level of formal education than less effective
purchasers.

Relative Importance of the Socioeconomic Characteristics
of More and Less Effective Purchasers

Additional insight concerning the relationships between the
socioeconomic measures and purchasing effectiveness was gained when
the socioeconomic measures were ranked according to the strength of
their relationship with purchasing effectiveness. This analysis
provided insight as to the relative importance of each socioeconomic
measure in terms of its relationship with purchasing effectiveness.
These relationships are presented in rank-order form in Table VII-2.

Table VII-2 shows that salary level demonstrated the
strongest relationship with purchasing effectiveness and salary

increase--last five years demonstrated the third strongest relatiomship.
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This suggests that salary level and rate of salary increase play a
relatively important role with regard to differentiating more effec-
tive and less effective purchasers. This finding should be of par-
ticular interest to those who manage purchaﬁing people, for these
are the individuals who often either control or at least influence
the salary level and the rate of salary increase received by their
subordinates. Those who manage purchasing people should ensure that
these financial rewards do in fact reward those individuals who
perform most effectively.

Years of purchasing experience also demonstrated a rela-
tively strong relationship with purchasing effectiveness. This
finding should also be of interest to managers of purchasers since
experience, in addition to being something that can be acquired over
a long period of years of working in a profession, can also be
acquired in a much shorter period of time through a planned and
deliberate training and development program.

Satisfaction--purchasing career, and satisfaction--current
firm, both turned out to be relatively important with respect to
differentiating more effective from less effective purchasers. This
suggests to managers that general dissatisfaction on the part of an
individual purchasers could be an important indicator of less effec-
tive performance.

The number of professional development activities attended
per year, the number of professional associations and education
level all fell toward the lower-middle part of the continuum in
terms of relative importance. These socioeconomic measures, however,

are still important to those who manage purchasing people because
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these are areas the manager can easily monitor and influence. If an
individual 1is developing himself professionally by participating in
professional development activities or by furthering his formal edu-
cation, this could be an indicator of more effective performance.
Just as important, however, if an individual purchaser shows little
or no interest in developing himself professionally, this could be
an important indicator of less effective performance.

Age turned out to be slightly higher than education level in
terms of importance in differentiating more effective from less
effective purchasers. It was suspected, however, that the strength
of this relationship was due to the close association between age
and experience and not because of the relative importance of age
alone in differentiating between more and less effective purchasers.
This close association between age and experience was discussed in
Chapter IV.

Years with current firm and number of positions--last five
years turned out to be the lowest in terms of relative importance
in differentiating more effective from less effective purchasers.
They are, therefore, less useful in differentiating more effective
from less effective purchasers.

Comparison of the Socioeconomic Characteristics

of the lower Effectiveness Range With Those of
the Higher Effectiveness Range

Further insight was gained from the information in Table
VII-2 when the scores on the socioeconomic measures of the two lower
effective groups (low and medium-low) were compared with the scores

of the two higher effective groups (medium-high and high). For
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example, as effectiveness increased from low to medium-low, salary
level increased from 2.80 to 3.22 for an increase of .42. Similarly,
as effectiveness increased from medium-high to high, salary level
increased from 3.47 to 3.84 for an increase of .37. The fact that
these two increases were nearly equal indicates that salary level is
equally useful in differentiating more effective from less effective
purchasers at either the lower range or the higher range of the
effectiveness scale. As Table VII-2 shows, similar relationships
held true for years of purchasing experience, satisfaction--purchasing
career, and satisfaction--current firm.

When other socioeconomic measures were analyzed in this
manner, however, a different set of relationships was revealed.
For example, as the level of effectiveness increased from low to
medium-low, the salary increase score went up from 3.31 to 3.68
for an increase of .37. As the level of effectiveness increased
from medium-high to high, the salary increase score registered no
change. This indicates that salary increase was more useful in
differentiating more effective from less effective purchasers at the
lower range of the effectiveness scale than at the higher range. As
Table VII-2 shows, similar relationships also held true for the num-
ber of professional development activities attended per year, the
number of professional associations, education level, and the number

of positions--last five years.

Replication of Prior Research

The literature review in Chapter II pointed out that the

research of Cook was the only known study that related age, purchasing
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experience, and education level with purchasing effectiveness. In
his research, Cook concluded that there did seem to be a relationship
between a buyer's age, experience, and education and whether or not
he was effective or ineffective. Cook fouhd that most effective
buyers were from 30-50 years of age, had over ten years of purchasing
experience and were college graduates. Cook also found that when the
ineffective buyers were compared to the effective buyers, most inef-
fective buyers were under 30 years old, had less than five years of
purchasing experience, and had only a high school education.l

In an effort to determine whether or not the findings from
the current study replicated the findings of the Cook study, it was
necessary to make the two sets of data compatible. This meant re-
grouping the age, experience, and education categories of the current
study so that they matched the categories used by Cook. Making the
effectiveness categories of this study compatible with those used in
the Cook study, however, was a bit more involved. In the Cook study,
buyers were categorized as being either effective or ineffective.
In the current study, purchasers were categorized as being more or
less effective on a five-level scale of effectiveness; in an effort
to make the effectiveness categories compatible with Cook's, the
medium effectiveness category was eliminated from this study. The
two lower effectiveness categories (low and medium-low) were then
labelled as being ineffective while the two higher effectiveness

categories (medium~high and high) were labelled as being effective.

1Robert I. Cook, Industrial Buyers: Critical Incidents
Which Distinguish Between Effective and Ineffective Performance
(unpublished doctoral dissertation, Michigan State University,
1974), p. 129.
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The data from the Cook study concerning age and effectiveness
is presented in Table VII-3 along with the data from the current study
in comparable form. The table shows that in both studies, most of the
effective purchasers were between 30 and 50 years old. Both sets of
data also point out that most of the purchasers who were under 30
years of age were classified as being ineffective. Thus, from the
findings of both studies it appears that younger purchasers are most
prone to ineffective performance.

Information from the two studies concerning years of pur-
chasing experience is presented in Table VII-4. The table shows that
in both studies, the majority of purchasers with less than five years
of experience were ineffective; as the years of experience increased,
the number of effective purchasers also increased. Thus, the findings
of both studies imply that effectiveness increases with years of
experience.

Comparison of the findings of the two studies concerning edu-
cation level 1is presented in Table VII-5. The table shows that half
of the purchasers in Cook's study and nearly half (47.8) percent of
the purchasers in the current study were college graduates; in both
studies, the majority of the effective purchasers were college gradu-
ates. The table further shows that in both studies, most of the

purchasers who possessed only a high school education were ineffective.

Summary

In order to analyze the socioeconomic measures as they
related to effectiveness, the five effectiveness levels, as deter-

mined by the Purchasing Performance Index, were utilized. The mean
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scores of each of these five effectiveness groups on the socioeconomic
measures included in this study were then compared. This comparison
revealed that age, years of purchasing experience, salary level,
salary increase--last five years, satisfaction—-purchasing career,
satisfaction--current firm, number of professional development acti-
vities attended per year, education level, and number of professional
associations were all positively related to purchasing effectiveness.

Analysis of the relative strength of the relationships be-
tween the socioeconomic measures and purchasing effectiveness
revealed that salary level, years of purchasing experience, salary
increase--last five years, satisfaction--purchasing career, and
satisfaction--current firm were the most important in terms of dif-
ferentiating more effective from less effective purchasers. On the
other hand, years with current firm, and number of positions--last
five years were shown to be the least important.

Comparison of the socioeconomic scores of the lower effective-
ness range with those of the higher effectiveness range showed that
salary level, years of purchasing experience, satisfaction--purchasing
career, and satisfaction--current firm were equally useful in differ-
entiating more effective from less effective purchaserg at either
end of the effectiveness scale. Salary increase--last five years,
the number of professional associations, the number of positions--
last five years, and education level, however, were shown to be more
useful in differentiating more effective from less effective pur-
chasers at the lower end of the effectiveness scale.

The effort to replicate the previous research of Cook proved

successful. Both the findings of the Cook study and the findings
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of the current study showed that most of the effective purchasers
were from 30 to 50 years of age, had over ten years of purchasing
experience, and were college graduates. The results of both studies
further concurred that when the ineffective purchasers were compared
to the effective purchasers, most ineffective purchasers were under
30 years of age, had less than five years of purchasing experience,

and had only a high school education.



CHAPTER VIII

SUMMARY AND CONCLUSIONS

This chapter summarizes the research effort and reviews the
research findings. Conclusions and recommendations are also pre-

sented.

Research Summary

The objective of this research was to determine some of the
characteristics which differentiated more effective from less effec-
tive purchasers. A review of the purchasing and related literature
revealed a number of personality, socioeconomic, and performance
measures that appeared to be related to purchasing effectiveness.

These relationships were summarized in the Purchasing Effectiveness

Profile presented at the end of Chapter I1I.

The research methodology used to test the appropriateness of
this profile included the development and administration of a mail
questionnaire to a large national sample of purchasers. With the
help of Professor John H. Hoagland and the Editors of the National
Association of Purchasing Management, a mailing list of over 15,000
purchasers was assembled. This list was comprised of purchasing
association members from the major population centers of thirty
states. From this mailing list a random sample of 3,648 names was

selected to whom the research questionnaire was mailed. The
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questionnaires were mailed on June 27, 1975 and the cutoff date for
including returned questionnaires in the analysis was August 2, 1975.
The returns from this group contained 1,090 usable questionnaires,
88 unusable questionnaires, and 65 questiohnaires that were returned
for 1nsufficient or obsolete addresses.

Analysis of the sample revealed that approximately 60 percent
of the respondents were between 30-50 years of age, had spent 15 or
fewer years with their present firms and had 15 or fewer years of
purchasing experience. Furthermore, nearly 75 percent of the sample
received salaries of $15,000 per year or more and had received salary
increases of 21 percent or greater during the last five years.
Analysis of the sample further pointed out that more than 80 percent
of the respondents belonged to two or fewer professional associations
while more than 70 percent attended seven or fewer professional
development activities per year. In addition, more than 90 percent of
the sample had attended college with more than 50 percent majoring in
business.

Further analysis of the sample population revealed an example
of possible sample bias. This example of possible sample bias
centered around the fact that the largest proportion of the sample
population (more than 42 percent) were managers of purchasing.

This apparent bias in favor of managers of purchasing was further
highlighted by the fact that the ratio of managers of purchasing
to assistant buyers was 58:1. It was concluded that although
such a ratio of managers to assistant buyers may be representative

of the population of N.A.P.M. affiliated purchasers, it was
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probably not representative of the total population of purchasers
in general.

Before the purchasing performance measures could be
analyzed as they related to purchasing efféctiveness, it was neces-
sary to determine who, within the sample, were more and less effec-
tive. In an effort to accomplish this, four effectiveness criteria
were applied to the sample population. These were salary level,
position level, the combination of salary level and position level,
and the combination of salary level and percentage salary increase.
Salary level, position level, and the combination of salary level
and position level failed, however, as effectiveness criteria be-
cause of their apparent interrelationships with age, years of
purchasing experience, and years of company seniority. Because of
these apparent interrelationships, there was no way to be certain
if the observed relationships between the purchasing performance
measures and the effectiveness criteria were valid or if they were
the result of a relationship between the performance measures
and age, years of purchasing experience, or years of company
seniority.

In an effort to find an effectiveness criterion that was
not interrelated with age, years of purchasing experience, and
years of company seniority, the combination of salary level and
percentage salary increase was used to select a small group of
extremely high effective purchasers and a small group of extremely
low effective purchasers. The extremely high effective group was

limited to those purchasers who received salaries of $20,000 per
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year or more and who had received salary increases of 41 percent
or higher during the last five years. In an effort to ensure that
this group was truly an elite group and not just a collection of
older and more experienced purchasers, selection was limited to
those who were 40 years of age or younger. This limited the number
of years a purchasers could have spent with his current firm as well
as the number of years he could have spent in the purchasing profes-
sion. In addition, membership in this elite group was restricted
to those who had occupied at least two positions during the last
five years and who had achieved at least a bachelor's degree.
This extremely more effective group therefore consisted of pur-
chasers who were younger and less experienced but who were mobile,
college educéted, and received high salaries plus high percentage
salary increases.

The extremely low effective group consisted of those pur-
chasers who received under $15,000 per year plus salary increases
of 20 percent or less during the last five years. In order to
ensure that this group was truly a less effective group and not just
a collection of younger and less experienced purchasers, membership
in this group was limited to those who were 30 years of age or older,
who had been with their firms for five or more years, and who had
five or more years of purchasing experience. This extremely less
effective group therefore consisted of those purchasers who were
older and more experienced but who were receiving low salaries and
low percentage salary 1ncreases.'

With the effects of age, experience, and company seniority

controlled, it was concluded that the combination of salary and
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salary increase was a useful criterion for differentiating extremely
more effective from extremely less effective purchasers. Applying
this criterion resulted in the identification of 44 extremely more
effective and 58 extremely less effective purchasers. When the
mean scores of the two groups on the ten purchasing performance
measures were compared, six of the performance measures were shown
to differentiate the extremely more effective group from the
extremely less effective group. These were profit potential, per-
sonal skills, departmental coordination, negotiation, interfirm
coordination, and overall effectiveness. Using these results as a
basis for differentiating more effective froﬁ less effective pur-
chasers in the total sample involved adding together the response
scores of each individual on the above six performance measures to

form a composite Purchasing Performance Index. This index served

as the basis for dividing the sample into five levels of purchasing
effectiveness.

Analysis of the personality variables as they related to
purchasing effectiveness involved utilizing the five effectiveness

levels that were determined by the Purchasing Performance Index.

The mean scores of each of the five effectiveness levels on the four
personality variables were then compared. This comparison revealed
that self-esteem and the desire to satisfy higher order needs were
positively related to purchasing effectiveness, and the need for
certainty and external control were negatively related to effective-
ness.

Similarly, the individual item responses on the four per-

sonality research instruments were also analyzed. The scores on
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the individual items found to be most strongly related to purchasing

effectiveness were added together to form a Composite Personality

Index. Subsequent analysis showed this index to be more strongly
related to purchasing effectiveness than ény of the original per-
sonality variables.

The five effectiveness levels determined by the Purchasing

Performance Index were also used to analyze possible relationships

between the socioeconomic variables and purchasing effectiveness.
The mean scores of each of these five effectiveness levels on each
of the socioeconomic variables included in this study were then
compared. This comparison revealed that age, years of purchasing
experience, salary level, salary increase--last five years, satis-
faction--purchasing career, satisfaction--current firm, number of
professional development activities attended per year, education
level and number of professional associations were all positively
related to purchasing effectiveness.

An effort to replicate the previous findings of Robert Cook
also proved successful. Both the findings of the Cook study and
the findings of the current study showed that most of the effective
purchasers were from 30 to 50 years of age, had over ten years of
purchasing experience and were college graduates. The results of
both studies further concurred that when the ineffective purchasers
were compared to the effective purchasers, most ineffective pur-
chasers were under 30 years of age, had less than five years of

purchasing experience, and had only a high school education.
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Research Findings

The Purchasing Effectiveness Profile proved itself credible

in that most of its predictions were confirmed. Specific findings

were:

Personality Findings (see Chapter VI)

a.

b.

More effective purchasers tend to have a higher
level of self-esteem than less effective purchasers.

More effective purchasers tend to have a lower need
for certainty than less effective purchasers.

More effective purchasers tend to have a lower need
of external control than less effective purchasers.

More effective purchasers tend to be more desirous
of satisfying their higher order needs than less
effective purchasers.

More effective purchasers tend to rate themselves
higher on the Composite Personality Index than
less effective purchasers.

Socioeconomic Findings (see Chapter VII)

a.

b.

More effective purchasers tend to be older than
less effective purchasers.

More effective purchasers tend to have more years
of purchasing experience than less effective
purchasers.

More effective purchasers tend to receive higher
salaries than less effective purchasers.

More effective purchasers tend to receive larger
percentage salary increases than less effective
purchasers.

More effective purchasers tend to be more satis-
fied with their purchasing career than less
effective purchasers.

More effective purchasers tend to be more satis-
fied with the firm they are currently working for
than less effective purchasers.

More effective purchasers tend to participate
in more professional activities per year than
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less effective purchasers.

h. More effective purchasers tend to hold active
membership in more professional associations
than less effective purchasers.

i. More effective purchasers tend to have achieved
a higher level of formal education than less

effective purchasers.

3. Performance Findings (see Chapter V)

More effective purchasers tended to rate themselves higher
than less effective purchasers on the following purchasing performance
measures:

a. Profit potential.

b. Personal skills.

c. Departmental coordination.

d. Negotiation.

e. Interfirm coordination.

f. Overall effectiveness.

Conclusions

The following conclusions are made based upon the research
findings:

1. Individuals classified as being more effective by the

Purchasing Performance Index were perceived as more

effective both by themselves and by their respective
companies. Their companies recognized them as more
effective by giving them higher salaries and higher
percentage salary increases. The individual's recog-
nized their own high level of effectiveness through
their self-ratings on the outcome performance measures

of profit potential and overall effectiveness. This

indicates a general congruence between the purchasers'

perceptions and the firms' perceptions of the purchasers'



165
level of effectiveness.
More effective purchasers perceived themselves as
having a superior ability to use their interpersonal
skills. This is evidenced by the fact that the more
effective purchasers tended to rate themselves higher

on personal skills, departmental coordination, negoti-

ation and interfirm coordination than less effective

purchasers. It should be noted that success on each
of these performance measures depends upon being able
to communicate effectively with others.

More effective purchasers demonstrated a more positive
self-image than did the less effective purchasers.
According to their own self-perceptions, these more
effective purchasers were more self-confident, more in
control and more tolerant of uncertainty. They also
saw themselves as being more progressive, foresighted,
and egotistical; they expressed a higher level of
satisfaction with their overall work situation.

More effective purchasers tended to look at their

jobs from the standpoint of opportunities to reinforce
their high self-perception. They expressed a stronger
preference for jobs that provided opportunities for
variety, challenge, performance feedback, personal
growth and development, independent thought and action,
and performing a job in its entirety.

More effective purchasers tended to be more interested

in developing themselves professionally. This is
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evidenced by the fact that they tended to participate
in more professional development activities per year
and belong to more professional associations than less
effective purchasers. They also tended to have
achieved a higher level of formal education than their

less effective counterparts.

Recommendations

following recommendations are offered:

The results of this study combined with those of other
studies reviewed in Chapter II suggest that the effec-
tiveness of potentially more effective purchasers could
be improved by the redesign of purchasing jobs to
include: variety (the opportunity to use a number of
personally valued skills), autonomy (the chance to

feel responsible for one's work), task identity (the

opportunity to perform a whole piece of work) and

feedback (the opportunity for an individual to find

out how he is doing).

Purchasing performance measures that were shown to
differentiate more effective from less effective pur-
chasers could serve as a focus for the efforts of those
responsible for the training and development of pur-
chasing personnel.

Purchasing performance measures that were shown to
differentiate more effective from less effective

purchasers could be used by purchasing managers to
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improve their present method of evaluaiing indi-
vidual purchasing performance.
Purchasing performance measures that were shown to
differentiate more effective from less effective
purchasers could prove useful to purchasers at all
levels as a guide for self-evaluation and self-
improvement.
Since several personality variables were shown to be
related to purchasing effectiveness, such variables
should be given more attention in future purchasing

research.

Commentary

In the interests of aiding future researchers the following

suggestions are offered:

1.

The self-rating technique should be employed in future
research as a means for obtaining individual perform—
ance ratings. This allows such research to be economi-
cally conducted across larger and more representative
samples of purchasers.

The marked-sense questionnaire format should be employed
in future research as a means for obtaining large amounts
of data from a mail questionnaire, and also for achieving
a reasonable response rate. This type of format reduces
the physical length and improves the appearance of the
questionnaire. Using the marked-sense format also

facilitates rapid processing of the data once the
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questionnaires have been returned.

Final Comment

This research has accomplished its purpose: to determine
some of the characteristics that differentiate more effective from
less effective purchasers. In conducting this research, however,
far more data was collected than it was possible to analyze in a
single dissertation. In the interest of achieving further progress
in the field of purchasing, plans for utilizing these data in future

research are currently underway.
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MICHIGAN STATE UNIVERSITY ?

GRADUATE SCHOOL OF BUSINISS ADMINISTRATION EAST LANSING * MICHIGAN - 48824
DEPARTMENT OF MANAGEMEN'T

Dear Purchaser:

Purchasing progress is achieved through research. To help
achieve this progress, we need a few minutes of your time today.

Please complete and return the enclosed questionnaire which
will assist in determining factors that enhance effective purchasing.
This research is being conducted at Michigan State University, and is
being financed, in part, by the National Association of Purchasing
Management through a Doctoral Research grant to Mr. Ross Reck.

The results of this research will be published in various
purchasing periodicals so that it can be helpful to many in
improving purchasing. Responses are completely confidential and
are not identified in any way. If you wish a summary of the
research results, please return to us, now or later, a name and
address.

This questionnaire can be answered in about fifteen minutes.
Your prompt response is important and will be greatly appreciated.

Please join with us in advancing purchasing knowledge.

Yours for purchasing progress,

John H. Hoagland
Professor of Management

JHH:das
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APPENDIX B

THE FREQUENCY DISTRIBUTIONS OF THE RESPONSES
FOR EACH ITEM ON THE RESEARCH QUESTIONNAIRE
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TABLE B-1

FREQUENCY DISTRIBUTIONS OF THE RESPONDENTS' SCORES
ON THE INDIVIDUAL SELF-ESTEEM ITEMS

Relative Cumulative
Questionnaire Absolute Frequency Frequency
Item Number Item Description Frequency (Percent) (Percent)

1 Understanding 587 53.9 53.9

Thorough 503 46.1 100.0

2 Loyal 298 27.3 27.3

Dependable 792 72.7 100.0

3 Unaffected 127 11.7 11.7

Alert 963 88.3 100.0

Deliberate 714 65.5 100.0

5 Kind 908 83.3 83.3

Jolly 182 16.7 100.0

6 Enterprising 482 44,2 44.2

Intelligent 608 55.8 100.0

7 Progressive 715 65.6 65.6

Thrifty 375 34.4 100.0

8 Thought ful 292 26.8 26.8

Fair-minded 798 73.2 100.0

9 Sociable 429 39.4 39.4

Steady 661 60.6 100.0

10 Pleasant 753 69.1 69.1
Modest 337 30.9 100.0

11 Responsible 665 61.0 61.0
Reliable 425 39.0 100.0

12 Dignified 415 38.1 38.1
Civilized 675 61.9 100.0

13 Imaginitive 569 52.2 52.5
Self-controlled 521 47.8 100.0

14 Sympathetic 476 43.7 43.7
Patient 614 56.3 100.0

15 Stable 589 54.0 54.0
Foresighted 501 46.0 100.0

16 Shy 137 12.6 12.6
Lazy 953 87.4 100.0

17 Immature 705 64.7 64.7

Quarrelsome 385 35.3 100.0
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TABLE B-1--Continued

Cumulative
Questionnaire Absolute Frequency Frequency
Item Number Item Description Frequency (Percent) (Percent)

18 Unfriendly 672 61.7 61.7
Self-seeking 418 38.3 100.0
19 Conceited 321 29.4 29.4
Infantile 769 70.6 100.0
20 Shallow 610 56.0 56.0
Stingy 480 44.0 100.0
21 Unstable 788 72.3 72.3
Frivolous 302 27.7 100.0
22 Dreamy 724 66.4 66.4
Dependent 366 33.6 100.0
23 Apathetic 570 52.3 52.3
Egotistical 520 47.7 100.0
2% Despondent 753 69.1 69.1
Evasive 337 30.9 100.0
25 Weak 750 68.8 68.8
Selfish 340 31.2 100.0
26 Fussy 349 32.0 32.0
Submissive 741 68.0 100.0
27 Opinionated 337 30.9 30.9
Pessimistic 753 69.1 100.0
28 Shiftless 722 66.2 66.2
Bitter 368 33.8 100.0
29 Hard-hearted 405 37.2 37.2
Self-pitying 685 62.8 100.0
30 Cynical 945 86.7 86.7
Aggressive 145 13.3 100.0
31 Undependable 812 74.5 74.5
Resentful 278 25.5 100.0

Note: For items 1-15, the respondents were asked to indicate which
adjective from each pair described item best. For items
16-31, the respondents were asked to indicate which adjective
from each pair described them less well.







176

TABLE B-2

FREQUENCY DISTRIBUTION OF THE INDIVIDUAL NEED
FOR ACHIEVEMENT ITEMS

Questionnaire Item ' Relative Cumulative
Number and Abbreviated Response Absolute Frequency Frequency
Item Description Category Frequency (Percent) (Percent)
32: It's easy to relax Yes 756 69.4 69.4
on a vacation. No 334 30.6 100.0
33: Annoyed with Yes 916 84.0 84.0
impunctuality. No 174 16.0 100.0
34: Dislike seeing Yes 1,067 97.9 97.9
things wasted. No 23 2.1 100.0
35: I like getting Yes 77 7.1 7.1
drunk. No 1,013 92.9 100.0
36: 1 forget about job Yes 510 46.8 46.8
after working hours. No 580 53.2 100.0
37: Prefer congeniality Yes 108 9.9 9.9
over competence No 982 90.1 100.0
38: Ineffeciency makes Yes 968 88.8 88.8
me angry. No 122 11.2 100.0
39: I work hard to be Yes 982 90.1 90.1
the best. No 108 9.9 100.0
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TABLE B-3

FREQUENCY DISTRIBUTIONS OF THE RESPONDENTS' SCORES
ON THE INDIVIDUAL EXTERNAL CONTROL ITEMS

Relative Cumulative
Questionnaire Abbreviated Item Absolute Frequency Frequency
Item Number Description Frequency (Percent) (Percent)

People get respect. 724 66.4 66.4

40 Worth passes unrec-
ognized. 366 33.6 100.0

41 Breaks make leaders. 156 14.3 14.3

Work makes leaders. 934 85.7 100.0
42 Work makes success. 696 63.9 63.9

A good job is 1luck. 394 36.1 100.0

Luck makes no differ- 934 85.7 85.7
43 ence.

Best to flip a coin 156 14.3 100.0
44 Being boss 1is luck. 144 13.2 13.2

Being boss is ability. 946 86.8 100.0
45 We are trapped. 434 39.8 39.8

We are in control. 656 60.2 100.0

Accidents control 682 62.6 62.6
46 lives.

There is no luck. 408 37.4 100.0

I have little influ- 440 40.4 40.4
47 ence.

Luck plays no role. 650 59.6 100.0
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TABLE B-4

FREQUENCY DISTRIBUTIONS OF THE RESPONDENTS' SCORES
ON THE INDIVIDUAL NEED FOR CERTAINTY ITEMS

Questionnaire
Item Number & Relative Cumulative
Abbreviated Absolute Frequency Frequency
Description Response Category Frequency (Percent) (Percent)
48: An expert Strongly Disagree 218 20.0 20.0
should have Disagree Somewhat 415 38.1 58.1
a definite Neutral 157 14.4 72.5
ansver. Somewhat Agree 209 19.2 91.7
Strongly Agree 91 18.3 100.0
49: All prob- Strongly Agree 131 12.0 12.0
lems can Disagree Somewhat 250 22.9 35.0
be solved. Neutral 70 6.4 41.4
Somewhat Agree 316 29.0 70.4
Strongly Agree 323 29.6 100.0
50: Directions Strongly Disagree 320 29.4 29.4
must be Disagree Somewhat 329 30.2 59.5
clear. Neutral 110 10.1 69.6
Somewhat Agree 171 15.7 85.3
Strongly Agree 160 14.7 100.0
51: Tackle Strongly Disagree 294 27.0 27.0
small Disagree Somewhat 281 25.8 52.8
problems. Neutral 145 13.3 - 66.1
Somewhat Agree 261 23.9 90.0
Strongly Agree 109 10.0 100.0
52: I prefer Strongly Disagree 176 16.1 16.1
the fam- Disagree Somewhat 243 22.3 38.4
~1liar. Neutral 122 11.2 49.6
Somewhat Agree 344 31.6 81.2
Strongly Agree 205 18.8 100.0
53: I prefer Strongly Disagree 346 31.7 31.7
the regu- Disagree Somewhat 388 35.6 67.3
lar life. Neutral 133 12.2 79.5
Somewhat Agree 153 14.0 93.6
Strongly Agree 70 6.4 100.0
54: 1 prefer Strongly Disagree 55 5.0 5.0
familiar Disagree Somewhat 177 16.2 21.3
people. Neutral 242 22.2 43.5
Somewhat Agree 384 35.2 78.7
Strongly Agree 232 21.3 100.0
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Questionnaire
Item Number & Relative Cumulative
Abbreviated Absolute Frequency Frequency
Description Response Category Frequency (Percent) (Percent)
55: We should Strongly Disagree 647 59.4 59.4
all have Disagree Somewhat 253 23.2 82.6
similar Neutral 73 6.7 89.3
values. Somewhat Agree 69 6.3 95.6
Strongly Agree 48 4.4 100.0
56: Would like Strongly Disagree 176 16.1 16.1
to live in Disagree Somewhat 93 8.5 254.6
a foreign Neutral 170 15.6 40.2
country. Somewhat Agree 309 28.3 68.5
Strongly Agree 342 41.4 100.0
57: I dislike Strongly Disagree 81 7.4 7.4
schedules. Disagree Somewhat 258 23.7 31.1
Neutral 141 12.9 44.0
Somewhat Agree 343 31.5 75.5
Strongly Agree 267 24,5 100.0
58: I prefer Strongly Disagree 34 3.1 3.1
complicated Disagree Somewhat 99 9.1 12.2
problems. Neutral 108 9.9 22.1
Somewhat Agree 360 33.0 55.1
Strongly Agree 489 44.9 100.0
59: I prefer Strongly Disagree 25 2.3 2.3
different Disagree Somewhat 31 2.8 5.1
people. Neutral 60 5.5 10.6
Somewhat Agree 373 34.2 44.8
Strongly Agree 601 55.1 100.0
60: I appreci- Strongly Disagree 116 10.6 10.6
ate the Disagree Somewhat 246 22.6 33.2
complexity Neutral 164 15.0 48.2
of things. Somewhat Agree 386 35.4 83.6
Strongly Agree 178 16.3 100.0
61: Decisions Strongly Disagree 136 12.5 12.5
are often Disagree Somewhat 196 18.0 30.5
based on Neutral 89 8.2 38.7
insuffi- Somewhat Agree 447 41.0 79.7
cient in- Strongly Agree 222 20.4 100.0

formation.
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Questionnaire
Item Number & Relative Cumulative
Abbreviated Absolute Frequency Frequency
Description Response Category Frequency (Percent) (Percent)
62: Vagueness Strongly Disagree 359 32.9 32.9
breeds Disagree Somewhat 288 26.4 59.3
originality Neutral 90 8.3 67.6
Somewhat Agree 252 23.1 90.7
Strongly Agree 101 9.3 100.0
63: A super- Strongly Disagree 209 19.2 19.2
visor Disagree Somewhat 199 18.3 37.5
should Neutral 130 11.9 49.4
make you Somewhat Agree 353 32.4 81.8
wonder. Strongly Agree 199 18.3 100.0




FREQUENCY DISTRIBUTION OF THE RESPONDENTS' SCORES
ON THE INDIVIDUAL HIGHER ORDER NEED ITEMS
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TABLE B-5

Questionnaire
Item Number & Relative Cumulative
Abbreviated Response Absolute Frequency Frequency
Description Category Frequency (Percent) (Percent)
64: Opportunity Minimum Amount 2 2 .2
for per- Small Amount 9 .8 1.0
sonal growth Moderate Amount 83 7.6 8.6
Large Amount 245 22.5 31.1
Maximum Amount 751 68.9 100.0
65: Feeling of Minimum Amount 1 .1 .1
accomplish- Small Amount 3 .3 4
ment. Moderate Amount 27 2.5 2.9
Large Amount 251 23.0 25.9
Maximum Amount 808 74.1 100.0
66: Chance for Minimum Amount 0 0 0
challenging Small Amount 5 .5 )
work. Moderate Amount 48 4.4 4.9
Large Amount 295 27.1 31.9
Maximum Amount 742 68.1 100.0
67: Opportunity Minimum Amount 1 .1 .1
to complete Small Amount 20 1.8 1.9
work. Moderate Amount 117 10.7 12.7
Large Amount 304 27.9 40.6
Maximum Amount 648 59.4 100.0
68: Opportunity Minimum Amount 3 .3 .3
for per- Small Amount 8 .7 1.0
formance Moderate Amount 84 7.7 8.7
feedback. Large Amount 275 25.2 33.9
Maximum Amount 720 66.1 100.0
69: Opportunity Minimum Amount 2 .2 .2
to par- Small Amount 4 .4 .6
ticipate. Moderate Amount 48 4.4 5.0
Large Amount 281 25.8 30.7
Maximum Amount 755 69.3 100.0
70: Freedom of Minimum Amount 12 1.1 1.1
action. Small Amount 51 4.7 5.8
Moderate Amount 235 21.6 27.4
Large Amount 455 41.7 69.1
Maximum Amount 337 30.9 100.0
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Questionnaire
Item Number & Relative Cumulative
Abbreviated Response Absolute Frequency Frequency
Description Category Frequency (Percent) (Percent)
71: Opportunity Minimum Amount 0 0 0
for variety. Small Amount 14 1.3 1.3
Moderate Amount 123 11.3 12.6
Large Amount 439 40.3 52.8
Maximum Amount 514 47.2 100.0
72: Chance for Minimum Amount o 0 0
independent Small Amount 4 A .4
thought and Moderate Amount 72 6.6 7.0
action. Large Amount 423 38.8 45.8
Maximum Amount 591 54.2 100.0
73: Chance to do Minimum Amount 7 .6 .6
a whole job. Small Amount 26 2.4 3.0
Moderate Amount 141 12.9 16.0
Large Amount 337 30.9 46.9
Maximum Amount 579 53.1 100.0
74: Opportunity Minimum Amount 7 .6 .6
to find out Small Amount 20 1.8 2.5
how I am Moderate Amount 121 11.1 13.6
doing. Large Amount 303 27.8 41.4
Maximum Amount 639 58.6 100.0
75: Opportunity Minimum Amount 2 .2 2
to do a Small Amount 18 1.7 1.9
number of Moderate Amount 113 10.4 12.2
things. Large Amount 394 36.1 48.3
Maximum Amount 563 51.7 100.0
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TABLE B-6

ON THE INDIVIDUAL PERFORMANCE MEASURES

Questionnaire
Item Number & Relative Cumulative
Abbreviated Response Absolute Frequency Frequency
Description Category Frequency (Percent) (Percent)
76: Profit Very Low 10 .9 .9
potential. Moderately Low 25 2.3 3.2
Average 204 18.7 21.9
Moderately High 463 42.5 64.4
Very High 388 35.6 100.0
77: Procedures. Very Low 12 1.1 1.1
Moderately Low 40 3.7 4.8
Average 175 16.1 20.8
Moderately High 440 40.4 61.2
Very High 423 38.8 100.0
78: Sourcing. Very Low 7 .6 .6
Moderately Low 39 3.6 4.2
Average 226 20.7 25.0
Moderately High 470 43.1 68.1
Very High 348 31.9 100.0
79: Personal Very Low 9 .8 .8
Skills. Moderately Low 38 3.5 4.3
Average 189 17.3 21.7
Moderately High 487 44.7 66.3
Very High 367 33.7 100.0
80: Departmental Very Low 20 1.8 1.8
Coordination. Moderately Low 61 5.6 7.4
Average 245 22.5 29.9
Moderately High 404 37.1 67.0
Very High 360 33.0 100.0
81: Negotiation. Very Low 5 .5 .5
Moderately Low 20 1.8 2.3
Average 170 15.6 17.9
Moderately High 542 49.7 67.6
Very High 353 32.4 100.0
82: Product Very Low 19 1.7 1.7
Research. Moderately Low 83 7.6 9.4
Average 311 28.5 37.9
Moderately High 445 40.8 78.7
Very High 232 21.3 100.0
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Table B~6--Continued

Questionnaire
Item Number & Relative Cumulative
Abbreviated Response Absolute Frequency Frequency
Description Category Frequency (Percent) (Percent)
83: Interfirm Very Low 22 2.0 2.0
Coordin- Moderately Low 88 8.1 10.1
ation. Average 298 27.3 37.4
Moderately High 413 37.9 75.3
Very High 269 24.7 100.0
84: Quality Very Low 51 4.7 4.7
Accurance. Moderately Low 122 11.2 15.9
Average 330 30.3 46.1
Moderately High 363 33.3 79.4
Very High 224 20.6 100.0
85: Overall Very Low 1 .1 .1
Effective- Moderately Low 7 .6 o7
ness. Average 136 12.5 13.2
Moderately High 620 56.9 70.1

Very High 326 29.9 100.0
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TABLE B-7

FREQUENCY DISTRIBUTION OF THE RESPONDENTS' SCORES
ON THE SOCIOECONOMIC MEASURES

Questionnaire
Item Number & Relative Cumulative
Abbreviated Response Absolute Frequency Frequency
Description Category Frequency (Percent) (Percent)
86: Age. Less than 30 107 9.8 9.8
30-40 324 29.7 39.5
41-50 317 29.1 68.6
51-60 271 24.9 93.5
Over 60 71 6.5 100.0
87: Years with Less than 5 293 26.9 26.9
current 5-10 253 23.2 50.1
firm, 11-15 148 13.6 63.7
16-20 121 11.1 74.8
More than 20 275 25.2 100.0
88: Years with Less than 5 198 18.2 18.2
purchasing 5-10 282 25.9 44.0
experience. 11-15 195 17.9 61.9
16-20 169 15.5 77.4
More than 20 246 22.6 100.0
89: Salary level. Under 10,000 20 1.8 1.8
10,000-14,999 271 24.9 26.7
15,000-19,999 352 32.3 59.0
20,000-24,999 228 20.9 79.9
25,000 and over 219 20.1 100.0
90: Salary 0-10 85 7.8 7.8
increase-- 11-20 214 19.6 27.4
last five 21-30 238 21.8 49.3
years. 31-40 170 15.6 64.9
41-50 185 17.0 81.8
More than 50 198 18.2 100.0
91: Satisfac- Very Dissatisfied 27 2.5 2.5
tion—-- Moderately Dis-
purchasing satisfied 92 8.4 10.9
career. Neutral 70 6.4 17.3
Moderately Satisfied 565 51.8 69.2
Very Satisfied 336 30.8 100.0
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TABLE B-7--Continued

Questionnaire
Item Number & Relative Cumulative
Abbreviated Response Absolute Frequency Frequency
Description Category Frequency (Percent) (Percent)
92: Satisfac- Very Dissatisfied 41 3.8 3.8
tion--current Moderately Dis-
firm. satisfied 108 9.9 13.7
Neutral 42 3.9 17.5
Moderately Satisfied 407 37.3 54.9
Very Satisfied 492 45.1 100.0
93: Number of One 427 39.2 39.2
positions—- Two 400 36.7 75.9
last five Three 190 17.4 93.3
years. Four 52 4.8 98.1
Five or more 21 1.9 100.0
94: Entry level Clerk/Expediter 188 17.2 17.2
position. Assistant Buyer 164 15.0 32.3
Buyer 329 30.2 62.5
Purchasing Agent 193 17.7 80.3
Manager of
Purchasing 125 11.5 91.7
V.P. of Purchasing 20 1.8 93.6
Other 71 6.5 100.0
95: Present Assistant Buyer ] .7 .7
Position. Buyer 125 11.5 12.2
Purchasing Agent 332 30.5 42.7
Manager of
Purchasing 463 42.5 85.1
V.P. of Purchasing 64 5.9 91.0
Researcher 11 1.0 92.0
Other 87 8.0 100.0
96: Position of Assistant Buyer 2 .2 .2
immediate Buyer 10 .9 1.1
supervisor. Purchasing Agent 61 5.6 6.7
Manager of
Purchasing 231 21.2 27.9
V.P. of Purchasing 111 10.2 38.1
Other 675 61.9 100.0
97: Expected Assistant Buyer 1 .1 .1
position-- Buyer 21 1.9 2.0
five years Purchasing Agent 147 13.5 15.6
hence. Manager of
Purchasing 326 30.0 45.6
V.P. of Purchasing 199 18. 63.9
Non-purchasing
Position 246 22.7 86.6
Retired 146 13.4 100.0
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TABLE B-7--Continued

Questionnaire
Item Number & Relative Cumulative
Abbreviated Response Absolute Frequency Frequency
Description Category Frequency (Percent) (Percent)
98: Number of 0-3 507 46.5 46.5
professional 4-7 324 29.7 76.3
development 8-11 135 12.4 88.6
programs 12-15 83 7.6 96.3
attended More than 15 41 3.8 100.0
per year.
99: Education Less than high
level. school 2 3 .2
High school 105 9.6 9.8
Some college 450 41.3 51.1
Bachelor's degree 294 27.0 78.1
Some graduate school 144 13.2 91.3
Advanced degree 95 8.7 100.0
100: Employer's Educational 47 4.3 4.3
line of Governmental 92 8.4 12.8
business. Industrial 667 61.2 74.0
Institutional 24 2.2 76.2
Wholesale 58 5.3 81.5
Retail 28 2.6 84.1
Other 173 15.9 100.0
101: Undergrad- None 192 17.6 17.6
uate college Business 562 51.6 69.2
major. Engineering 131 12.0 81.2
Liberal Arts--
Social Science 117 10.7 91.9
Science 60 5.5 97.4
Agriculture 13 1.2 98.6
Education 15 1.4 100.0
102: Graduate None 831 76.3 76.3
college Business 195 17.9 9.1
major. Engineering 19 1.7 95.9
Liberal Arts--
Social Science 23 2.1 98.0
Science 13 1.2 99.2
Agriculture 2 .2 99.4
Education 7 .6 100.0
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TABLE B-7--Continued

Questionnaire
Item Number & Relative Cumulative
Abbreviated Response Absolute Frequency Frequency
Description Category Frequency (Percent) (Percent)
103: Number of 0 65 6.0 6.0
professional 1 734 67.3 73.3
associations. 2 201 18.4 91.7
3 63 5.8 97.5
4 19 1.7 99.3
5 5 .5 99.7
6 2 .2 99.9
7 1 .1 100.0
104: Sex. Male 1,038 95.2 95.2
Female 52 4.8 100.0




APPENDIX C

A SUMMARY OF THE RESPONSES CONCERNING
THE PERSONALITY VARIABLES
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Self-Esteem
Each respondent's level of self-esteem was measured with

the self-assurance scale of the Ghiselli Self-Description Inventory.

This scale is part I of the questionnaire appearing in Appendix A,
and i8 explained in Chapter III. The scoreé ranged from 11 to 41
with a higher score indicating a higher level of self-esteem. The
frequency distribution of the self-esteem scores for the 1,090
respondents participating in the study is presented in Table C-1.
The frequency distributions of the responses of each item that made
up the instrument used to measure self-esteem are presented in

Table B-1.
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TABLE C-1

FREQUENCY DISTRIBUTION OF THE RESPONDENTS'
SELF-ESTEEM SCORES

Relative Cumulative
Self-Esteem Absolute Frequency Frequency
Score Frequency (Percent) (Percent)
11 2 .2 .2
12 1 .1 .3
13 2 .2 .5
14 2 .2 .6
15 5 .5 1.1
16 5 .5 1.6
17 13 1.2 2.8
18 16 1.5 4.2
19 25 2.3 6.5
20 35 3.2 9.7
21 32 2.9 12.7
22 34 3.1 15.8
23 51 4.7 20.5
24 50 4.6 25.0
25 56 5.1 30.2
26 61 5.6 35.8
27 73 6.7 42.5
28 70 6.4 48.9
29 73 6.7 55.6
30 79 7.2 62.8

31 69 6.3 69.2
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TABLE C-1--Continued

Relative Cumulative
Self-Esteem Absolute Frequency Frequency
Score Frequency (Percent) (Percent)
32 78 7.2 76.3
33 71 6.5 82.8
34 58 5.3 88.2
35 45 4.1 92.3
36 36 3.3 95.6
37 19 1.7 97.3
38 16 1.5 98.8
39 6 .6 99.4
40 4 A 99.7
41 3 .3 100.0

Total 1,090 100.0
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Need for Certainty

The Budner Intolerance of Ambiguity Scale was used to measure

each respondent's need for certainty. This scale is part IV of the
questionnaire found in Appendix A, and is explained in Chapter III.
The respondents' scores on this scale ranged from 18 to 70 with a
high score indicating a high need for certainty. These scores are
summarized in Table C-2. The frequency distributions of the responses
on each item that made up the instrument used to measure need for

certainty are presented in Table B-4.
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TABLE C-2

FREQUENCY DISTRIBUTION OF THE RESPONDENTS'
NEED FOR CERTAINTY SCORES

Need for Relative Cumulative
Certainty Absolute Frequency Frequency
Score Frequency (Percent) (Percent)
18 1 .1 .1
20 1 .1 .2
22 1 .1 .3
25 2 .2 .5
26 2 .2 .6
27 10 .9 1.6
28 9 .8 2.4
29 12 1.1 3.5
30 11 1.0 4.5
31 17 1.6 6.1
32 15 1.4 7.4
33 21 1.9 9.4
34 25 2.3 11.7
35 32 2.9 15.6
36 61 5.6 20.2
37 50 4.6 24.8
38 47 4.3 29.1
39 50 4.6 33.7
40 66 6.1 39.7
41 76 7.0 46.7
42 65 6.0 52.7
43 54 5.0 57.6
44 65 6.0 63.6
45 55 5.0 68.6
46 56 5.1 73.8
47 48 4.4 78.2
48 42 3.9 82.0

49 42 3.9 85.9
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TABLE C-2--Continued

Need for Relative Cumulative
Certainty Absolute Frequency Frequency
Score Frequency (Percent) (Percent)
50 31 2.8 88.7
51 26 2.4 91.1
52 23 2.1 93.2
53 23 2.1 95.3
54 10 .9 96.2
55 11 1.0 97.2
56 10 .9 98.2
57 7 .6 98.8
58 3 .3 99.1
59 2 .2 99.3
60 1 .1 99.4
61 1 .1 99.4
62 4 A4 99.8
65 1 .1 99.9
70 1 .1 100.0

Total 1,090 100.0
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External Control

External control was measured using a factored version of

the Rotter Internal-External Scale. This scale is explained in

Chapter I1I and is part III of the questionnaire found in Appendix
A. The respondents' scores on this scale ranged from 0 to 9 with
a higher score indicating a higher degree of external control. The
scores of the 1,090 respondents are summarized in Table C-3. The
frequency distributions of the responses on each item that made up
the instrument used to measure external control are presented in

Table B-3.
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TABLE C-3

FREQUENCY DISTRIBUTION OF THE RESPONDENTS'
EXTERNAL CONTROL SCORES

External Relative Cumulative

Control Absolute Frequency Frequency
Score Frequency (Percent) (Percent)
0 225 20.6 20.6
1 104 9.5 30.2
2 124 11.4 41.6
3 160 14.7 56.2
4 150 13.8 70.0
5 112 10.3 80.3
6 110 10.1 90.4
7 54 5.0 95.3
8 35 3.2 98.5
9 ___16 1.5 100.0

Total 1,090 100.0
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Desire to Satisfy Higher Order Needs

A measure of the respondents' desire to satisfy their higher
order needs was obtained using an instrument developed by Hackman
and Lawler. This instrument is Part V of the questionnaire found in
Appendix A and is explained in Chapter III. The scores of the
respondents on this instrument ranged from 25 to 60 with a higher
score indicating a stronger desire to satisfy one's higher order
needs. A frequency distribution of the respondents' higher order
need scores is presented in Table C-4. The frequency distributions
of the responses on each item which made up the instrument used to

measure desire to satisfy higher needs are presented in Table B-5.
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TABLE C-4

FREQUENCY DISTRIBUTION OF THE RESPONDENTS'
HIGHER ORDER NEED SCORES

Higher Relative Cumulative
Order Need . Absolute Frequency Frequency
Score Frequency (Percent) (Percent)
25 1 .1 .1
33 1 .1 .2
35 1 .1 .3
36 5 .5 .7
37 2 .2 .9
38 2 .2 1.1
39 3 .3 1.4
40 2 .2 1.6
41 6 .6 2.1
42 6 .6 2.7
43 11 1.0 3.7
44 15 1.4 5.0
45 32 2.9 8.0
46 23 2.1 10.1
47 44 4.0 14.1
48 50 4.6 18.7
49 38 3.5 22.2
50 59 5.4 27.6
51 66 6.1 33.7
52 60 5.5 39.2
53 61 5.6 44.8

54 70 6.4 51.2
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TABLE C-4--Continued

Higher Relative Cumulative
Order Need Absolute Frequency Frequency

Score Frequency (Percent) (Percent)
55 76 7.0 58.2

56 73 6.7 64.9

57 87 8.0 72.8

58 91 8.3 81.2

59 53 4.9 86.1

60 152 13.9 100.0

Total 1,090 100.0
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Need for Achievement

The respondents' need for achievement was measured using the

Lynn Achievement Motivation Questionnaire. This instrument is part

II of the questionnaire found in Appendix A and is explained in
Chapter 1II. The scores ranged from 2 to 8 with a higher score indi-
cating a higher need for achievement. A frequency distribution of
the respondents' need fbr achievement scores is presented in Table
C-5. The frequency distributions of the responses on each item

that made up the instrument used to measure need for achievement

are presented in Table B-2.



FREQUENCY DISTRIBUTION OF THE RESPONDENTS'
NEED FOR ACHIEVEMENT SCORES
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TABLE C-5

Need for Relative Cumulative
Achievement Absolute Frequency Frequency

Score Frequency (Percent) (Percent)

2 6 .6 .6

3 13 1.2 1.7

4 50 4.6 6.3

5 177 16.2 22.6

6 381 35.0 57.5

7 284 26.1 83.6

8 179 16.4 100.0
Total 1,090 100.0




APPENDIX D

DEFINITIONS OF THE ACTIVITIES OF
EFFECTIVE AND INEFFECTIVE BUYERS



1.

2.

4.

6.

7.

10.

11.

12.
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ACTIVITIES OF EFFECTIVE AND INEFFECTIVE BUYERS*

Profit Potential. The buyer's activities are reported as
producing savings or causing a change in costs. Requires
judgment on how to meet company cost goals.

Transportation. The buyer reviews transportation modes,
services, possible improvements in delivery time or cost.

Departmental Coordination. The buyer develops mutually helpful
relations with other units in the firm as well as in his
purchasing group. Communicates, provides reports,
literature, educates. Provides liaison in the firm.
Arranges meetings.

Competitive Bids. Uses the bidding process. Asks for quotes.

Ethics. The buyer is honest and truthful in his operationms.
Avoids situations which could reflect unfavorably on
him or his firm.

Follow-Up. The buyer knows the status of purchase orders and
takes corrective action when necessary. Follows through
to see that procedures are completed satisfactorily.

Forecasting. The buyer projects trends for supply, demand,
prices.

Forward Buying. The buyer purchases more material than is
needed for current requirements, but not beyond actual
foreseeable needs. Determines when to buy based on
changes in the situation.

Interfirm Coordination. Arranges meetings between himself,
members of his firm, vendors, or customers to improve
cooperation. Communicates, advises of problems.

Inventory Control. The buyer checks stock balances, usage rates,
seeks to provide or maintain a sufficient supply of material.
Plans to increase or decrease inventory levels.

Legal Considerations. The buyer plans his activities to avoid
problems in contractual areas.

Make or Buy. The buyer is involved in a make or buy situation.

*Activities taken from Robert I. Cook, Critical Incidents Which

Distinguish Between Effective and Ineffective Performance
(unpublished Ph.D. dissertation, Michigan State University

1974), pp. 148-150.



13.

14.

15.

16.

17.

18.

19.

20.

21.

22.

23.

24.
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Market Analysis. The buyer studies the market for information
on previous or current supply, demand, or price conditionmns.

Negotiation. The buyer discusses the various factors of a pur-
chase with a supplier to obtain a better value. Under-
standing of terms and conditions is sought. Mutual benefits
are anticipated.

Organizational Decisions. The buyer makes decisions involving
the formal organizational structure. He acts on some
questions related to the chain-of-command or the flow of
authority and responsibility. Contacts another unit for
advice, assistance or clarification. He may challenge
requisitions, releases or recommendations of others.
Reacts to orders from superiors.

Procedures. The buyer usually follows established procedures.
Any changes should bring improvement. May decide to use
blanket orders. May omit or change the sequence of a step
in the regular procedure. Studies new systems, procedures.

Product Research. The buyer increases his knowledge of the
items he buys. Studies reference sources, questions
salesmen, suppliers, users of similar products.

Quality Assurance. The buyer investigates to achieve desired
quality. He checks samples, has tests run, compares items,
discusses any adjustments with vendor.

Records. The buyer is conscious of the importance of maintaining
complete, correct records of transactions and having them
available for reference.

Scrap and Surplus Disposal. The buyer arranges the dispostion
of excess or scrap material.

Sourcing. The buyer searches for suppliers, checks old and new
sources. Investigates and evaluates capabilities. May
need to develop and encourage a new source. Stimulates
competition.

Specifications. The buyer reviews specifications and may suggest

a change in a dimension, material, or design. He is con-
cerned with standards.

Substitutions. The buyer recommends a substitute product or an

alternative manufacturing process to his firm. Proposes a
solution to a problem.

Supplier Evaluation. The buyer reviews the capability and per-
formance of existing vendors. Visits supplier facilities.




25.

26.

27.

28.
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Target Pricing. The buyer works to develop a proper price by

analyzing or estimating a supplier's material, labor, and
overhead costs.

Personal Skills. The buyer is able to convince others in the

firm to accept his proposals. Defends his viewpoints.
Spends extra effort, personal time, to solve problems.
Weakness in these skills is indicated by a lack of
initiative, by delays in taking actions, and a lack
of insight in dealing with others.

Vendor Assistance. The buyer seeks the vendor's expertise in

solving a problem. He asks for suggestions. He may ask
the vendor to try a new method or alternative. May also
provide assistance to a vendor by buying for him, etc.

Vendor Relations. The buyer works to develop friendly,

courteous, continuing relations with his suppliers.
Intends to create mutually satisfactory inter-actions
and to avoid ill-will.
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