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The construction industry is fast-moving. When the economy is good, a shortage of personnel is very common. Hiring becomes critical and is done quickly, but unfortunately such speed can make the process ineffective in terms of finding the most qualified people. Those doing the hiring think that it is simply because there is no time and no money to waste on the hiring process when people are needed right away on the job. This should be rethought. Indeed, spending more time on the hiring process by including a personality type test during the pre-employment process will be more than rewarding to the company, and to both those who do the hiring and those who are hired. The personality type tests give the company a competitive advantage by getting the best people into the right positions. The finest people are needed even when the economy is strong.

This article has been designed to help construction professionals understand the intent of personality type testing and the many advantages of using such tests as an adjunct to the regular hiring process. Indeed, all the companies that have been using those tests often are highly satisfied with the results. 
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INTRODUCTION

Everyone has a certain way of thinking, acting, or perceiving things that they derive from other people. “Personality type” is the generic term for this group of characteristics. Personality refers to “the totality of qualities and traits, as of character or behavior, peculiar to a specific person” (Costello et al., 1997). Although personality is something deep inside a person, there are several ways to measure it. One of those is testing. Although tests are not 100% accurate, they can give a good idea of a person’s personality. Unfortunately, the construction industry seems not to use this tool, as administered through industrial psychologists, very often (Williams, 2000). A person’s personality contains the need for pleasure and relationship, the need of power and control, and the encouragement to suit. Therefore, according to Carl Jung, existence is seen by each of us through our own personality type (Thomson, 1998).
TERMS

Several terms are being used to describe the study of personality types. Some of the terms employed are the individual types, “personality profiling,” “psychometric profiling,” “personality assessment,” “personality inventory,” and “human pattern inventory.” Some of those terms are interchangeable, while others are unique. The expression first employed by the father of analytical psychology, Carl Gustave Jung, in the 1920s and widely used by psychology professionals today is “psychological type.”
WHY IS IT USED?

It is becoming more and more important for companies to understand how a prospective employee would react if she or he is in a critical situation, as well as toward his or her daily tasks. Understanding the personality type of each staff member in a company is essential for team building. Building a personality inventory of a company’s employees seems to be a logical step for the well-being of not only the company, but also of its employees. Even though, according to a study prepared by the Associated General Contractors of America (AGC), “401(k) and retirement options are the most common techniques used by employers to recruit and retain employees,” the study also shows that “low wages and compensation were identified as the biggest contributor to the industry’s recruitment and retention problems, followed closely by industry image” (“Human Resource and Labor News,” 2000). Although employees are looking for acceptable compensation packages, they are also evaluating the potential work environment with their co-workers and managers.  While some people will seek out employment that assures like-mindedness, others will seek the work atmosphere that values personality diversity. These are individuals who appreciate the challenge and growth that goes with a diverse workplace. Although the team needs players that want the same thing at the end of the project (success), managers want each person on their teams to bring them a different approach to the issue. Employees who are always thinking like their co-workers may not be a benefit when working toward an improved change. The world changes, and therefore entrepreneurs need to “keep changing to stay competitive” (Zimmerman, 2000).

The hiring process is also a challenging task for human resources professionals. How can an interviewer know through the normal interview process how well a person would do a particular job in that company’s environment? The first screening step during the hiring process would be to review all the candidates’ résumés and then to select the ones who have the skills or the level of education the recruiters are seeking. The next step is contacting those persons for one, two or even three interviews—and then what? The recruiters definitely know that those who are looking for a job have been preparing, probably for hours, the answers to the questions that the recruiters likely would ask. It is a great deal easier today to master those interview skills by buying books with such topics as “the 100 questions most asked during an interview.” Any person who goes through those help guides can answer an interviewer’s questions in just the correct manner.

Although these two steps are completely valid, the screening process could also be complemented by a personality type test. Although it is fairly simple for a prospective employee to influence the results during an interview, it is almost impossible to trick a personality type test. In fact, the tests are designed with cross-check questions for which there is no right or wrong answer. For example, in one section of the test, a question could be, “What ice cream flavor would you prefer: chocolate or vanilla?” Farther in the test, the question could appear as “What ice cream flavor would you prefer: vanilla or chocolate?” Since this sample test is short, it is not possible for the respondent to be fooled into listing chocolate as his or her answer to the first question and vanilla as the answer to the second question. Obviously the questions are not as evident as this on an actual personality test.

SYSTEMS USED FOR ASSESSMENT

Many employee assessment tests are available to the manager looking for certain qualities in an employee. Choosing the type of test that is best suited for the company environment and the purpose of the hiring process is difficult. However, one should know what is available. The employers need to know the results of the tests, as they are interpreted individually by a person that has been trained for the specific tests taken. Following is a list of a few of these tests:

· DISC, a test that is mostly used for personal growth and to know the style of fellow employees. The abbreviation stands for Dominant, Influential, Steadiness, and Competence.

•
The Minnesota Multiphasic Personality (MMPI or MMPI-2 second version) is a test that is well-researched and highly reliable. This test is mostly used in the court setting to define the personality characteristics used in criminology.

•
The Myers-Briggs Test Indicator (MBTI), developed by Isabel Briggs Myers and her mother, Katherine Briggs, is based on Jung’s typological theory. It was developed after World War II. The MBTI is considered the most popular personality test in the United States “1.5 million people took the MBTI, businesses accounted for 40 percent of sales. According to a Fortune article, “No self-respecting personnel officer could afford to be ignorant of this instrument” (Benfari,1991).

· Other well-known tests include the Campbell, the PMAI, and the MMTIC, all of which are for children

Many tests have been designed for a specific position level in a company. However, no general test exists to measure the personality of a person as it would be required for a superintendent or project manager.

WHAT CAN PERSONALITY TESTING BRING TO THE CONSTRUCTION INDUSTRY?

This paper’s hypothesis is that the construction industry would greatly benefit if it incorporated personality type assessment and personality type inventory of all employees into its standard practices. For hiring or team building, this is an excellent way of maintaining innovative thinking in the company. It will, in turn, improve the company’s inner communication and thus increase the overall profit. Assignment of the right people to the right positions increases satisfaction for the employees—and satisfied employees give back to the company in terms of good work.

Some advantages of using a test are to better understand the person applying for the company, direct any persons towards the right position or the right people within the company, and it might also decrease the turnover. People that plan to stay in the company for a long period of time can be detected through a test. It will help to raise the industry standards. On the other hand, such tests are not the only solution to all the problems dealing with employees. 

These tests obviously have some disadvantages as well. The technical experience of the applicant could be more important than his or her personality. The applicant’s answers might be erroneous if the applicant believes that he or she should answer a question in a certain way in order to qualify. Finally, the cost of administrating a test can be very high. Indeed, the tests need to be given, interpreted by a qualified person, and, most importantly, incorporated into the hiring and promotion process.
THE ETHICS AND LEGALITY OF PERSONALITY TESTS

One delicate issue in the use of such tests is the ethics of doing so. One could expose his or her firm “to lawsuits or other legal problems if [he or she uses] any personality-profiling tool that isn’t validated or thoroughly tested” (Koch, 1999). Although the applicant’s answers to the questions will remain confidential, the questions themselves should not be too discriminating or too personal. Upper management should not be able to learn something highly personal from a person’s test that would bias or alter action toward the employee. On the other hand, employees should not be made to feel uncomfortable about answering or obligated to answer any of the questions.

INTRODUCING PERSONALITY TESTING IN THE CONSTRUCTION CURRICULUM

Many people in the construction industry are not yet very familiar with or have not even heard about personality type assessment at all (see the answers given in the questionnaire, Appendix A). To introduce the concept of personality type into the educational curriculum would be an excellent start to increasing the industry’s familiarity with the concept. It is a topic that should be known to construction students. It is important that students hear about the concept of personality assessment before they go to job interviews so that they can talk about it and, later, when they are employees, can use it to their company’s benefit. Such knowledge may increase their chances of getting the position they want. 

TESTING LOCAL CONSTRUCTION FIRMS’ KNOWLEDGE OF PERSONALITY ASSESSMENT: THE QUESTIONNAIRE

A questionnaire was developed by the authors and sent to fifteen local (companies in the Toledo metropolitan area) construction companies. The purpose of the questionnaire was to get a feel for what instruments, if any, the companies are using for hiring or team building, and also to determine if they found any value on our research project. Fourteen of the fifteen questionnaires were returned and all the answers were very positive about the need for this research (see Appendix A). Most of the responses were in favor of continuing the research. Surprisingly, only six companies responded that they used a test for hiring. In the remaining eight companies, tests were not administered or fell by the wayside. The MBTI is apparently not the most common test used in the industry unlike most other industries in the United States; most of the contractors are using other packages or programs that have been tailored to their specific needs by private agencies.

SOME APPLICATION OF PERSONALITY TYPE TESTING

To further understand how the principles of personality type testing might be applied; the authors contacted four companies to investigate their application strategies.

Wayne Homes, North Canton, Ohio

On September 11, 2003, the authors discussed the various facets of personality tests with Donald Mead, a division president of Wayne Homes. He described the process that they are using in hiring and evaluating their employees: a system administered by Systems and Assessment Services, Inc. called Individual Resource Analysis Profile (IRA III). The prospective employee takes his or her test at home by completing short-answer or multiple-choice questions. The overall duration of the test is between 60 and 90 minutes, and the instrument should be completed in “one sitting without pre-reading or discussion.” Then, the questionnaire is sent to Systems and Assessment Services, Inc., and in about five days, the results are sent back to the recruiter with comments about the employee’s behavioral characteristics and a review of his or her compatibility with the requirements of the job. There is no face-to-face interview with a psychologist or a trained professional, as is the case with the MBTI. It is used in addition to the recruiting process. Mead said that he did not have any problems in using this method and that it was “pretty accurate.” The IRA is administered every quarter because, as Mead explained, “people change, get more experience, and can be moved to a different position.” 

Mead said that a different test is used for the personal evaluation of the employee already in the company. This test, administered in the office, is called DISC. As mentioned previously, each letter corresponds to a personality trait; Dominant, Influential, Steadiness, and Competence. It allows employees to better know themselves and their co-workers; it also is beneficial for an employee who is going to be moved to a higher position, because it allows the manager to see if the person would or would not fulfill the higher position. The DISC test gives the employee a good opportunity to evaluate themselves and to work on his or her weaknesses. It has been a good evaluation tool for team building, Mead said at Wayne Homes, the DISC test also is administered when an employee is considered for a promotion or a position other than the one he or she is currently in. It also enables the employees to better know the person they are working with. This test takes about 20 minutes, and the person taking the test computes their own results.

Baker Concrete, Monroe, Ohio

On September 17, 2003, the authors conducted a phone interview took place with Tonya Beesley, human resource at Baker Concrete. She said that the Myers-Briggs Test Indicator was not something she was familiar with or used at the company, and that Baker sometimes uses DISC profile tests. Through Spirit Seminars, the company also conducts a 16-hour seminar called TRIM (“Teamwork, Respect, Influence, Motivation”), to help employees understand different personality types and to help them learn how to work with different personalities.  She also said that nobody was released from employment as a result of the test; rather, mentors were assigned to the employees not achieving the expected results. Baker Concrete also occasionally uses DISC tests for hiring, Beesley said; the results are shared with the employee concerned.

Beesley believed that some companies do not use any personality test at all. She also admitted that no Baker employees have raised the question about the legality of such testing, not even employees who undergo the testing. She said she believed that introducing such a concept in a construction education program would be a valuable tool for the students.

The company is in the process of developing a mentoring program, Beesley said. In this program, they plan to use the “Devine Inventory,” which is an on-line test designed to evaluate co-workers’ strengths and weaknesses.

Gilbane, Division Office, Columbus, Ohio

On September 22, 2003, the authors conducted a phone interview with Brian Swope, a senior project manager for Gilbane, a construction company with a gross revenue of over $3 billion. Gilbane uses the DISC test for selecting employees, then a predictive index used for career planning. A person who desires to have a different position in the company is encouraged to take the latter test before interviewing for the position. Swope said the two-page test is very accurate. Gilbane apparently had no issues with the legality of such tests. When Gilbane applies results of these tests to its “Builder of the Year” award recipients, the winners all have similar personality traits. Swope believes that to get true diversity, one needs to be more objective than subjective about the candidates. Therefore, he said, it stands to reason that if a company is looking for ethic, gender, and social diversity in its management work force, it should start with a personality test. Once the match for the standard personality type is identified, then the diversity will flow from the results. Personality type tests are successful for selecting the combined intellectual power of the company, and to get the best people, he said. And he noted that one added benefit is that the test Gilbane is using appears to have a rather, ‘relatively’ low cost compared with the administration costs of other common tests.
Unnamed Company

The authors considered it best not to reveal the name of the fourth company or the name of the employee contacted. The company has an entrepreneurial culture from project to project and has a gross volume of about $800 million a year. The person interviewed said that his company did not do anything at all regarding personality testing for hiring. Moreover, he also stated that no personality type testing was used for team building. The authors were surprised by the company’s lack of enthusiasm for personality testing as a part of the policy for hiring. However, the interviewee seems to be willing to have some kind of testing inside the company and sees the value of it. This conversation provided some evidence that there is a huge diversity in how construction companies handle personality tests.

The Views of a Consulting Psychologist

To provide a view from outside the construction industry, the authors met with a consulting psychologist who works closely with construction companies. He reported that the biggest companies hold probably 50 percent of the market share and that bigger companies are more likely to use some kind of test for pre-employment. He revealed that the construction industry was not very involved in this kind of recruiting process, because it is expensive and can be a barrier to hiring a person quickly, something that often is a necessity.

The psychologist mentioned a large Ohio commercial contractor, that had several unqualified project managers and wanted to improve the quality of its staff. To find a better solution, the company turned to the private consultant. Personality testing is now done for each prospective applicant. He also told authors that the legality of such tests was a big issue, and that many associations, have been concerned about discrimination against and the privacy of applicants. Most companies in the construction industries that are using their consulting psychologists services are looking for three things:

· A better selection of the people during the hiring process;

•
Improvement in the actual performance of the people working for the company;

•
Help for employees in dealing with changes or restructuring in the company.

Overall, the conversation brought a new approach to the topic. It provided a view from the outside of the construction industry through the eyes of a professional consulting psychologist specialized for the construction arena.
CONCLUSION

The use of personality type assessment and personality type inventories in the construction industry needs to be investigated further. It is certainly one way of getting qualified people to better match the assignments given to them and the people with whom they will be working. But first, such testing must be communicated to more people in the industry. Many construction professionals have heard about these management techniques but have never actually understood the meaning of such tests nor have taken the initiative to investigate them further. Construction students should be introduced to the idea that people can be tested not only for recruiting but also for team building. It is telling that when the authors informed people about what their research involved, the reaction was almost invariably one of puzzlement—for many people have never heard of personality type assessment at all. This situation must change, and when it does, the construction industry as a whole will benefit greatly. 
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APPENDIX A

May 21, 2003

Construction Company

Dear first name,

We need just a few minutes of your time to get an initial reality check on a study that we are proposing on the use of personality type testing in the construction industry. I am hoping that you assist me by completing an informal beta test of a questionnaire so that I might be able to assess whether there is an element of interest on this subject in the real world.  I will use your responses to refine the questionnaire before we would do a larger canvassing effort.  I am asking you and fourteen other individuals in other construction companies to provide whatever input that you might have on the subject.   

Tristan Dumarcher, co-author is a graduate student from France and to his credit he has completed his undergraduate degree in our Construction Management and Technology (CM&T) program and he is continuing with his master’s degree.  The scenario that we are working off of is to develop a ten to fifteen page paper in which we define personality type testing, describe how it might be helpful to the management of a construction company, and provide some relevancy as to how it is being applied in the construction world.  If there would an individual that we are addressing it would be the construction executive who has a little hearsay information on the subject and would really like the “Cliff Notes” version so that he/she would have some background as he/she continues the investigation of the worthiness of the process.

After we have completed this study and depending on whether there is merit in this area, we envision that we might apply this to the curriculum in our CM&T program.  Our hypothesis is that there is a value added to our students if they graduate with an awareness of how personality type can be applied to the work place and what their individual type is.  We would then hope to share with other university construction educators our findings on its value to construction education and how it might be applied.

So if you are interested in helping us out, we would appreciate it if you would take a few minutes to complete the attached form.  We invite to you to “tear-it-up” with editing comments.  You don’t have to be polite.  We want your candid feedback.  Your responses will be confidential and only used in a composite finding. Thank you very much.

Sincerely yours,

L. Travis Chapin


Tristan Dumarcher

.   tchapin@bgnet.bgsu.edu

    tdumar@bgnet.bgsu.edu
Personality Type Testing Survey

Bowling Green State University

Construction Management & Technology

Company
_____14 Responses_________________________

Individual Responding  ___________________________ Email __________________

Having read the attached letter, what value do you put on this study?


 _(8)_  
Right on target, the industry needs to use these management techniques.


_ (6)_  
Maybe of some value but can easily get misguided.


 

It is nice in theory but I can’t see how it can really be successfully applied.

Does your company use personality type testing in hiring?


_(6)_  
Yes, in at least 75% of our hiring.


_(3)_  
Sometimes.


__         
Tried but it really didn’t work.


_(1)_  
Tried but we really didn’t give it fair chance.  Got distracted.

_(2)    
Never really even considered it.

_(1)      
Never really even considered it but I can see how it would help.

Does your company use personality type testing in employee relations?

_(3)_     Yes, everyone from superintendent on up understands their personal type.


_(2)  
Yes, but it is only for upper management.


_(5)_  
At best some of us took the Myers-Briggs at one time but it fell by the wayside.


_(4)_  
Never really even considered it.

__  
Never really even considered it but I can see how it would help.

If your company is implementing or trying to implement a strategy, what sources are you using?


_(1)_  
Myers-Briggs off the self-package.


_(6)   
Other off the self package.



What is it?


_(5)    
We have a program that is uniquely tailored by a private agency.

Do you feel that your company has a conflict of interest in providing information for this study?  “Why would we want to help other contractors by providing this information?”


_(11)_  
No problem in sharing this.


_(3)_  
I will watch my cards and be careful what I share.


__      
This presents a real conflict of interest problems.  I think most contractors 

                 
would be hesitant in being very candid.

Once again the main purpose of this questionnaire is to evaluate whether this “brainstorm” of ours has any merit.  Can you share your experiences with the personality type testing? 

The following is a summary of the comments we received. The respondents were rather enthusiastic about our research, even if some of them admitted to having a lack of experience in that domain. Some respondents who have used some kind of test have found it a very effective mentoring tool. Most of the responses were that the tests were remarkably accurate in pointing out potential weaknesses and that when these weaknesses were ignored in the hiring process, they would become a significant problem later on. However, it seems that some job candidates under great personal stress have inaccurate results. Personality type testing has given companies insight into prospective employees’ primary personality traits. Understanding personality types is critical when evaluating people as candidates for management positions. Often a person seeks a promotion when in reality his or her personality will prevent him or her from being successful.  It is imperative that managers have a sense of a person’s strengths and weaknesses to avoid this type of situation.  Let it also be said that many behavior patterns are learned over time and can be adjusted with proper coaching.  Again, without some sort of analysis, it is difficult to know where to start. A response was that the best interviewers met were more concerned about who a candidate is.  The personality tests were used to identify individuals who may need additional coaching to make them more effective and enable them to advance in their careers.  For instance, some individuals who are “rhinos”—a strongly dominant personality type—may need some coaching or toning down that high “D” (High dominant person) to seem less abrasive.  Obviously, not all personalities respond well to a domineering personality. Finally, one person thought that the results are able to be manipulated.

