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USE OF NON-COGNITIVE INSTHUMENTS 1IN PERSONNEL
SELECTION AND ArPRAISAL

T. Venkatesward Rao
Indian Iastitute of Manag'em"en t, ‘Ahmedabad

] This paper attempts to. explore the scope of us:lng non-cognitive
instruments in personnel selection, and appraisal systems.” By non-
cognitive instruments i& meant the instruments measuring behavioural
dimensions other than knowledge, intellf gence, abilfties, aptitudes
and technical skills around which traditionally personnel selection
revolved, These non-cognitive instruments could be viewed broadly
under three levels or categories: 1. instruments at the level of the
self, 2, 1mttumenta at the level of socfal {nteraction, and 3,

i nstruments, dealtng with the 1ndividuals' interaction. with the
occupat:lon, :professions, organization or the System in which he
18 a member, EBach of these categories are defined in:this paper below,
) follgw_ed by the explorat;on of the scope fer use of these instruments
in personnel selectipn and appraisal systems. - chritique of the
available 4nstruments in India desling with that level ot category
of behaviour is presented. after this and SUggestions are made for
future work. along with orgenizational implications, - 'This pattern
ts followed for all the four:categories of instryments,’ r~Usually
in a typical selection attempt we define the job, make a’job- .
_analysis and'we look for the indicat. rs of behaviour to perfqrm
the functions of the. job, After an analysis of such indicators
we develop instruments or tests to.identify people:possessing or
. having the: potgm:ial to; dgyglop these indicators, In this paper
{ndicators n‘! Behaviour thit m2y have general utility in'persomnel
selection and’ appraisal .are explered. . The discussion indicates
the present status of measurement in Indie in relation'to’these
indicators. 4n individual user will have to fiyst establish.the
relevance, disirability, extent etc, of a given indicator with refer-
ence to the position(s) he is looking for., Then only some: of the
dimensions outlined here and remarks made would be relevant,

Iestrum ntJ t Self Leve 1

Instruments at . this lavel ‘deal with thase dimensions of tha .
self that the indvidual carries with him for over some period of
time, that are within him and influence his. behaviour and thereby-
his performance of a task, Ihese m2y, be personality traits that .
are stable Btructures for over a pe::lod of time, whichi:may be
di £ficult to specify . as it varies: ‘from individuals to-fndividual '



and for the same from one to other characteristic. But these, are
enduring enough to warrant consideration at the time of selection,
training or promotion. Some such important attributes include:
self-perceptions,” self-acceptance, autonomy, motivational dispo-
sitions, anxiety, concerns, adjustment, neurotic-tendencies, extro-
version-introversion, intolerance of ambiguity, authoritartantsm,
rigidity- flexibility, independence, initistive taking disposition,
tisk- taking, conformi ty, inferiority, insecurity, ego-strength,
emotional maturity, e=tc. While several Such dmensions could be
listed, these seem to be somewhat appropriate and have attt‘acted
the attention of paychologists in .India,

Any job requfres .certain personaiity characteristics or

" dispositions to do it well, [For example a salesman requires high
internsl control, moderate other directedness, need achi evement,

hi gh sensitivity, high concern for the work, the customer and the
organisation, problem solving-orientation and ‘tolerance of ambiguity,
Similarly a manager requires to have 1ndependence concern for others,
creativity, flexibildi ty; moderni zati on values, commitment, honesty,
and certain other value pattetns, A.doctor b@ides the technical
knowl edge should have a hi gh concern for others, patience, . ‘empathy,
high modernization,. moderate of economic values and sc on. A husiness
entrepreneur needs to have high achievement motivation, initistiye
taking, ability, planmd ng-orientation, moderate risk-taking tendency,
econom ¢ values and values for independence etec. Similarly in new
organizations in their initial stages of existence néed erm:loyees
having 2 high tolerance for ambiguity. besides other thmgsand otherwi se
they are likely to be frustrated and their socfalfzation may be
distorted affecting.the growth of the organization,. Bvidence i8 -
also available from research that the qualities required to enter an
organizition are ..ot same as the qualities required to be Ouccessful in
that occupation.l For example one hypothesis could be that the
characteristics required to be successful in any given occupation

or profession in the earlier stages may be di fférenit from the
characteristics required to be successful at later stages, One
example supparting this hypothesis 1s the Block Extension educators
in primary health centers in the family planning programmes In
the beginning when there wes a need to create awdreness and motivate
people to accept famly plamming: the extension echcators did a

good job,- As time passed thelr performancé levels camé down and
today they face several problems and in a majority of cases they are
very ineffective,. This is because {n the eaxrlier they required

no special traits 8part from knowledge about family planning and Some
Sociological knowledge about the villages where they work. This

was sufficient to. create awereness and attract potential acceptors
who already had positive:predispositions to family planning, As

/This observation gives rise to
severzl hypotheses.



time passed such acceptors got reduced as they became regular users
needing no more care, Today the extension educator faces resisting
population and he needs altogether df fferent: oersona,lit;y disposi tion

to tackle these. For example empathy, extenSion motivation (concem

for others), M gh initiative taking abllity,. pe);suasivencss, committment
high SOci.aI values and achievement moti(ihtion a_re Sopg.tralts required by
today's extension educator 'to be effective. n.ven a. moderate or ‘low
levéls of these would have done well seven or eight years back, This

1s also the case with several other categories of personnel like Bales-
man (as the sales field {s continuously changing), mauagers (as the

i ndustrial enviranment 18 changing contimuousiy) ahd 56 on. The cognitive
ability based selection procedures unfortunately do not take. this
changing environment and are often based on the assumption that 1f

X abilities are given the person can do Y job at any given'point of time,
While these basic abilities are necessary, they would not be sufficient.
The non-cogni tive components allowing scope for change and review need to
be considered for. the development of effective select:;lbn procedures

In a recent survey of non-cogni tive instruments 11 India by
Pareek and Rao (1974) it was found that there are at least 218 1nstmments
available in India dealing with several of the dmensions of behaviour
at the self level indicated above, Of these about 73 aré adaptations of
fnstruments developed abroad, These are tests and scales using Thurstone,
Likert, Guttman etc, scaling techniques and projective techniqies,
Several of these are reproduced in the Handbook of Psychologicel and
Soctal Measurement’ by the seme authors. Many of these {nstruments are
s tandardized, The orly unfortunate part of the instrumentation at the
self level in India is that they are based on-and .tested out: mostly
on adolescents and youths for reasons of conveni ence ‘and- as. such may
have '1im ted value beyond provlding leads for further instrumentation in
peraennel ulection '‘and appraisal systems. ' A detailed study of these
instruments {s very likely to provide concentual clarl ty-and-maké the
job easier for future instrumentators in pérsomnel sclection; Some:
of these instrumenits could be used as such,but {tems could be borrowed
and many new instruments can be developed on. the Same dimensions,

. Instruments at the Social Interaction Level

Tl oLTa el

There are several limitations of the instruments at s=z1f-
level by virtue of the fact that most of these are self-reporting
instruments, Self-reporting instruments have the problem bf faking
in a selection situation. In arder to.avoid these problems an .
alternative could be to put the individual in interactional. &ituations
and observe him, This observation may be: co look for certain
characteristics supposedly asspeiated with competence or-8uccess .
in the job ‘or which the person ts being considered, : The 1nter-
ation situations could be simulated sctual 3ob si tuatiornis, or, group



meetings or situatipnal puper-pencil tests dealing with social
interaction behaviours,. Behavioural dimensions like initiative.
taking behaviour in social interaction, inquisitiveness, openness
to feed back, interperSOnal aggressi’ eness, dominance, Gpehness to
1'deas’ of others acceptanée of feelings, style of presentation of
the sélf in an interqctlng $ituation, sensitiveness to others'
feelings, building oh the ideas of cthers, authenticity in inter-
action, rigiditysﬂexibility, di rective behaviour use of group
resoun:es, involvement, timidity, leadership qualities, styles of
influencing others, empz2thy ete, could be aSSSSSed through l:hese
techniques. .
In group situations whenever such techniques are used the
obsarvations should be systematized to include those dimensions that
are crucial to the performance of given rolz, Rating scales could
be used by the assessors to provide objectivity, It is futile ¢€o
asses8 each individual on 4ll the possible dimension® -of behaviour
in an interactional situation. A 8ystem like that of Bales or
Flanders coulcd be used to quantify the interection behaviour,
Studies have been made in India where teacher-student interaction has
been objectively quantified on a 10-category freguency matrix mak:lng
it possible for analysing the effects of teacher interaction ' .
patterns on student personality (Pareek & Rao,:1971), Such systematic
observational techh:lque-based selection is desl'rable;
‘Another variation is select:lon through: observa.l:ion of interaction
in actual! sftuations, For example before recruf ting the salcsmen,
‘probationary officers, mansgers,  extension workers, or administrators
etc, who have to deal with people it may be useful to put them in. .
‘actual sftuations and assess their behaviour. For example in
selecting extension educators one strategy may be to take a group
of them t6 a village and ask them to make contacts, come back
and report. Observers could go with them, persons whom they met
could be tnterviewed and self-reports on interaction could be
studied for assessment. One such rating scxzlé based on the actual
8 tuational behaviour is by Lokhande and Moulik (1972)., This
scale has weighted rating system for leadershin behaviour in
actual situations,
Situational paper-pencil. tests are also of immense use in
assessing interpersonal orientations, One example of such tests
'1s a general attitude scale by Anand and Dave-(1969) developed at
the Rogional College of Education Mysore, This test presents
several social interaction situstions =nd the person 18 asked
what he would do in such situations, This test has also been
tri:ed out successfully in student sSelection, Another example is



a classroom trust scale by .areek and associates (1°70) where situations
“besting interpersonal trust are presented and alternative responses

‘are given. The alternative reactions are presented in such a way that
the assessee cannot guess which alternative is desirable unless he knows
what is being tested (which is rather difficult to guesgs). These kinds
of situational paper-pencil tests are gensrally oro_]ectlve or semi-
projective in nature and require the development of -objective category
systems. In the final use of these tests it is desirable 2lso to use
more than one assessor to avoid subjectlivity. Another methodological
variation may be the presentation of the same test to persons who are.
likely to work together. Responses may be eompared to-.measure conflict
or potentiality for conflict. For example Kakkar (1370) has developed

a scale to measure the conflict between parents on child-rearing practices.
.This methodology may be quite useful in employes appraisal and promotion.
New prométions nsed personnel to work with new bosees. Before promotion
placemént, allottment of supervisors could be ma.derequcz.ng the conflict
iftattitudes of both level personnel are measured similatandously on same
instrumsnts. This methodology has been used very often in studies of
role-conflict. ,

Another dimensions of interaction -inclddes the style of interaction
one brings into the sltuation. A number of jobs like those of managers,
doctors, teachers, sales personnel, administrators, heads of units ete.
require interpersonal interaction dispositions. of different kinds.
O»jective gelf-reporting techniques are ‘availahle where faking could be
reduced., For example FIROB by Schultz is one such instrument measuring
Fundamental Interpersonal Behaviour Orientation of an individual., It
gives the orlemtation of an individual on the basis of his needs to include
and to be included, to control and to be controlled, to get affection and
to be affectionate. There are certain jobs which canno‘t satisfy needs to
control others. In such position individuals who haye high need to control
others are likely to have problems. In positions requiring independence
in action and no supervisors individuals with high needs to be controlled
are likely to be dissatisfied. More such instruments on person-person
interaction need to be developed as this is an essential component in
‘most-of the jobs. when such imstruments are dsveloped, before they are
actually being used it is better to conduct experimental studies to find
out the- extent of the:tr fallabihty in selec*‘ion.-

Pgrson-Orga_miza :ion and Pg;son-Profe ssion Interactlon based Sel

This is rather arother aJproach to ﬁersonnel selectlon. This -
is based on the model that each profession or organization has the
potency of stisfying certain needs of individuals more than certain other
needs (Mathur and Rao, . 1974). TFor example & .ersor who has a high need
to influence others is likely to be more satisfied in a teaching job
>r a sales job, a person who has high\aeed to control others may be



happy being an administrator, a person high on extension motive, {.e.
..conesrn for others is likely to ba a bappy social worker, a person with
high need for achievement:may"be,cbmfprtable in an organization encourag-
ing innowativeness, a sseurity oriented person may be comfortable in an
atmosphere where he- has no fear of losing job.and so on. Organizations,
~as they grow, establish a characteristic culture of their own which is
likely to satisfy certain nesds of people rather than others. When .
people whose needs are different than the organization or the profession
has the potency to satisfy, join the organizat on or take up profession
‘they are likely to be jmeffective. In such cases extra efforts are
"peeded to integrate ‘the individusl nezds with those of the organization.
I, ordeg{to"avoid these problems a selection strategy ray be used where
organizational press and occupational press (in Murray's terms ) my be
assessed and during selsction the gamut of individual needs may be assessed
. to see the congruence. Stern (1787) has developzd some parallel sdales to
measure 30 such needs and parallel press provided by the organizational
environment. Howevar, hz did not use thess for selsction purposes and it
mzy be useful to try these out. This strategy would be useful in relatively
older organizations that have stabilized cultures. In organizatioas with
continuous changes, regular assessment of the organizational preés may be
needz=d. ‘ T n

Selection based on attitudes towards the job or the compnents invol-
ved in the job im also another dimension of selegtion. This is basdd
on the premise that commtment to work is an esseritial component -for:
successful accomplishment of any job. Here commitmsnt is not ‘treated
as a.general personality orientation but is taken in relation to a specific
task. For example a good family planning worker needs to have been
strongly convinced himself of family planning, otherwise he 'may be dys-
functional at some point of time or other. Similarly a tédcher needs
to bhave certain types of beliefs and attitudes towards student, knowledge
and dissemination of it and towards teaching profession as such.
Projective.tests may be used to msasure theseé kinds of behaviours. Other
scaling techniques also might be useful. There are several walue scales
(Parsek and Rao, 1974) available which could te used to measure if the
work. value systems of the individual tits into the value system required
by the job. For example, the work value scale.for doctors developed
by Rao and Pareek (1773) could be used to predict if 'a doctor is going
to be happy in a rural environment, in e eity hospital, in & medical
college or in private practice. Similar value sealss are being
developed for mansgers which would holp in counselling minagerial
job-aspirants and help them choose from different types of managarial
positions so that. their values systems ae not thwarted. In any case
organizational, professional, occupational cultursl disgnosss should
go hund-in-hand with person diagnosis.in any effective selection system.
Equal stress should be made on predicting the outcomss of interaction
between the person and the organization as on thz technical cowmpestence,
personality requiremsat, social competence stc. of thz position incumbent.



Experlience is available f rom some orgamizations where investments on
systematic selection procedures ended up in selecting highly competent
persons who did not fit into the culture and left the orgenizations

a few weeks after they joined. Such wastages could be avoided with this
stratsgy. . - - -

Non-Cocznitive Instrumentztion in India

Several instruments have beerz d eveloped by Ind).an behav:.oural
scientists that deal with some of the above mentioned dimensions., A
majority of them are useful in selection although most of them have been

“developed for ressarch purposes. Some of them could be used for dis-
covering relationships that might indirectly lead to development of. -
selection tests and appraisal systems. A survey has been made of all
such research instruments availeble in India by Pareek and Rao (1374).
About 503 instruments have been located that fall into four categories:
Personality, Education, Organizational Behaviour and Social Phenomena.

A broad category-wise break up of these instruments is presented in Table 1
and further descriptions exe presented below -

Table 1: 4 Break-up of Non-Cognitive Instruments in Indis

Number of Instruments availiable

Pimension  Kdaptations Originals Total
PARSONALITY .
1. General instruments . 51 | 83 134
2. hdjustment. . . S m 29 40
3, Andety. . 5 “5 10
4. Self-concept 0 RS- 9
5. Motivation - 19 25
Total 73 . 45 2
EDUCATION S
1. Genmeral , .0 18 180
2 -Student; Prolblem and )

"~ Adjustment .4 - 0 Y >
3. Irrberests .:md Freferefces 4 . 21 25 -
4. Attitudes 2 22" 24
5. Iatitutior_ 2 4 8

Total B_ 76 B4




ORGANIZATIONAL BEHAVIOUR

1. Industrial Organizations 5 27 32
2. Hospitals 0 9 9
-3. M{litary ind others 0] 12 12

Total s a8 . 53

S0CIAL FHENOMELON

1. Values 8 18 24
2. Stratification 0 9 9
3. Social Stereotypes 2 12 14
4, Modernization and Soecial Change O 53 33
5. Religion and Morality 0 15 .15
A, Other Soclal Attitudes o 33 23

Total 8 .- 140 143

—

As nmentioned earlier a great number of instruments are anﬁ;ble
at the self-level under perscnality. About one third of them are
adaeptations. General imstruments under this section deal with several
Aimensions like intolerance of ambiguity, neuroticism, extraversion,
rigidity-flexibility ete. These instruments in personzlity deal with
various citegories of people including students at different age levels,
farmers, tecchers, block officers and executives. These instruments used
different sealing techniques and projective methodology. A great majority
of them have been standardized and reliabilities have been worked out.
However about half of them have not used nropsr validational procedure:.
Items from a number of these tests could be used for several selection
situations. The relevance of that particulzr dimension to the successful
performance of the job has to be established before a given instrument is
used for selaction. Several of these instruments can be used in
counsellirg situations for employees. For exa ple the adjustmsnt,
anxiety and self-concepts instruments can be used in counsellings
orientation cte. programmes and placement

Instruments in education are mostly useful for student ind
teacher selection, counselling, and teacher training programmes.- The
general instruments in this section deal with dimensions like teacher
personality, effectiveness, styles, student espirations and interactions.



Dimensions like cosmopoliteness, role conflict, leadership stylas,

role perceptions, job=sgtisfaction, human relationshlps ete. are

covered., The instruments under attxtudes megsure attitudes to several
aspects of education like compul sory NGC training, teaching, extension
education, cocurricular activities, mrdern educatiomal trends, medium

of instrucfion etc. The instruments under educaticnal institutions deal
with institutional environment. Most of these instruments are well
standardized and are useful in student counselling, teacher-trainee
selection ete. However, more projsctive and other methodology based tests
nesd to be developed in this area.

The instrunents under industrial organizations cover attitudes
towards industry, adoption propensity, interpersonal trust, workers!
attitudes towards management, supervisory qualities, organizational
climate, labour unions, bureaucratic orientation, sales orientation,
morale, work-motivation etc. Most of these are Likert or Thurstone
scales and a few are check lists. Reliabilities have been reported
for most of them. The irs truments on health organizations deal with
dimensions like patient satisfaction with doctors, murses, trsatment etc.,
comminity image of the hospital, interrole perceptions etec. Instruments
on other categories deal with job-satisfaction, administrative decentrali-
zation, leadership styles ete. of various categories of non-industrial
personnel, Several of these imstruments are also well standardized.
However, these instruments have mobe broader value in organizational
development, programmes, organizational reorganization etc. than in

selection per 8&.

Velue instruments have a great value in seleetion for severel
occupstions. Fortunately several instruments are available dealing
with dimensions like conservatism, fatalism, scienticism, authoritarianism,
harmony, love, sympathy, tolerance, eeénomiec nspects, security, inde-
pendenes, creativity, modermism, dignity of iabour, politiecal values etc.
These are well standardized instruments and cater tc different groups of
persons. The instruments on stratification are useful for screening
persons on the basis of socio-economic status etc. However the instruments
available may have to be modified as most of them have been developed
years back. Instruments on modernization ind social change also have a
special valus as most of the emerging ocecupations need modernization
attitudes, Instruments dealing with family planning, artificial in-
semination, adoption of innovations, commnity development programmes,
change-proneness, ete. are available. In gensral, instruments in
this section are also well standardized and are likely to be useful in
selection a.nd training programmes.
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