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ABSTRACT
As the world is rapidly advancing in technology and organizations are changing to become
flatter, leaner, more efficient and more profitable it is critical for leaders and managers to keep
their skills relevant to the world. In particular, outside sales managers once thought if they were
outstanding performers as a sales person the next logical promotion would be to an outside sales
manager. Therefore, it is vital to the success of an organization and the human capital in the
organization, that leaders, in particular outside sales managers, have the necessary skills or
competencies to be successful.

The purpose of this study was to explore the critical competencies needed for successful
outside sales managers. The perspective of expert panelists was used in a three round Delphi
study. Eighteen expert panelists looked at a comprehensive list of 172 competencies and then
ranked them using a 5-point Likert scale, where 1=least important and 5=most important.

Fourteen competencies arose as critical for outside sales mangers. They are: a) managing
and measuring work; b) initiative; c) determination; d) drive for results; e) clarifies expectations;
f) develops others; g) builds effective teams; h) inspires and motivates others; 1) manages
diversity; j) depth of understanding others; k) displays high integrity and honesty; 1) trust; m)
ethics and values; and n) customer focus.

The findings of this research can be used by organizations in making a competency model.
Competencies, such as the fourteen identified in this research have been recognized as critical to
the success of an outside sales manager. This competency model is referred to as The Duet

Leadership Competency Model.

www.manaraa.com



Chapter 1: Introduction
Background

As the world is rapidly changing, it is important for leaders and managers to keep up with
the trends in business to be relevant and successful (Babakus, Cravens, Grant, Ingram &
LaForge, 1996; Kantor, 1989; Zenger & Folkman, 2009). As many of the world’s business
enterprises have changed over the past century, so too has the focus on efficiency and success
and what it takes for a manager to be competent. At the turn of the 20th century, Taylor (1911)
noted, “The principal object of management should be to secure the maximum prosperity for the
employer, coupled with the maximum prosperity for each employee” (p. 3). Maximum
prosperity refers to the highest state of excellence and efficiency that should be attained in every
sector of the business (Taylor, 1911). Fundamentally, maximum prosperity meant having people
use their best initiative to produce the highest volume of work. There was no mention of specific
job-related competencies managers or subordinates needed for success, other than to produce
more volume than the competition. Taylor’s rudimentary approach reinforced the infancy stage
of the competency movement, management, and leadership. At the time, the word leadership
was not used in the business world, although management was used (Wren & Bedeian, 2009).

In the 21st century, managers are described as leaders and not necessarily managers, even
though the word manager is generally in the title of their position. The leaders in many business
organizations define success as more revenue, more profits, higher market share, cost savings,
and new product offerings. However, these cannot solely define success. Malcolm Forbes
shared the following on success: “Only a handful of companies understand that all successful
business operations come down to three basic principles: People, Product, Profit. Without TOP

people, you cannot do much with the others” (as cited in Cashman, 2008, p. 23). It has been
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recognized that the top ten percent of managers show the most positive impact on the business
results of an organization (Zenger & Folkman, 2009).

Leaders of business enterprises define their success by the revenue they generate and
their profitability. Productivity and performance of sales, therefore, are central issues for
organizations. In the past, the emphasis on improving revenue and subsequently success has
involved focusing on salespeople’s performance rather than looking at the sales manager’s
performance and leadership in the organization (Babakus et al., 1996). Salespeople derive their
performance through their ability to gain new distribution of products, either tangible or
intangible, gaining new accounts, as well as by hitting sales targets on a monthly, quarterly, or
annual basis. In comparison, the performance of a sales manager should be seen as the ability to
hire and develop talent that eventually they could use in succession planning and building the
bench. Building the bench refers to having a line-up of people who are ready and able to take on
new positions when a vacancy arises. In addition, sales managers are responsible for strategic
planning and identifying opportunities on which sales teams could capitalize. Lastly, sales
managers are responsible for the motivation and engagement of their teams. Having engaged
sales teams has been linked to the overall success of an organization (Zenger & Folkman, 2009).
These two roles, the sales person and the sales manager, while closely linked, have very different
responsibilities. Salespeople are responsible for the growth of their territory, and sales managers
are responsible for the growth and development of their people and the territory. This
description juxtaposes the two positions and shows that both have a foundation that is sales
based, yet the sales manager has an additional tier of responsibility: people. The second tier

separates the skills or competencies required for each role.
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It has been customary in the field of sales, that if a sales representative excels at his or her
job, the next step in the progression would be a promotion to a sales manager role. However,
this dynamic does not always lead the sales manager or the organization to the path of success.
Salespeople and sales managers have two distinct roles, and each role has its own skill set to
perform well in the job. For sales managers, generally, the focus has been on the outer
manifestations of leadership, which are a leader’s vision or drive to get results, rather than on the
inner competencies. Leaders with strong inner competencies are authentic, have influence, and
create value (Cashman, 2008). The competencies that a sales manager is skilled in have a direct
effect on the value a salesperson brings to the organization (Babakus et al., 1996; Cravens,
Nikala & Piercy, 2009). With the effect that sales managers have on their salespeople, it is
paradoxical that most sales managers have been promoted out of sales positions to become first-
time line managers based on a strong individual contributor role. In other words, if someone can
do Job A, it is predicted that person will be able to do Job B (Hallenbeck, McCall, & Silzer,
2006; Spiro, Rich, & Stanton, 2008). By taking this approach to promote a person out of sales
and into an outside sales manager position or middle management position can hinder their
ability to be successful in the new role and to be considered later for another promotion into an
executive role. It has been shown in a 2013 Aberdeen Group study that 29 months is the time
frame it can take a mid-level manager, that has high potential to become ready for a senior-level
management position (Kaufman, 2014).

The competencies a salesperson needs are different from the competencies a sales
manager needs to be an effective manager (Deeter-Schmelz, Goebel, & Kennedy, 2002). To
some degree, it is assumed that managers seen as more effective or successful have a more

desirable set of competencies (Garavan & McGuire, 2001).
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Dessler (as cited in Kalargyrou & Woods, 2009) indicated that competencies “are
demonstrable characteristics of a person that enable performance, and they entail knowledge,
skills, and behaviors that facilitate employees to outperform” (p. 362). The competencies of
outside sales managers (OSMs) is the area of interest for this study. Outside sales managers are
also referred to as vice-president of sales, directors of sales, district managers, or regional
managers. Outside sales managers are managers of an individual contributor or salesperson.
This layer of management will be the focus of this research.

Given the direct, positive impact of the optimal competencies of sales managers on an
organization’s success, the question that organizations face is whether people can learn
competencies or they are innate. There are some traditional views that share competencies and
competence are given or innate (Garavan & McGuire, 2001; Kalargyrou & Woods, 2009).
McClelland (1973), Spencer and Spencer (1993), and Boyatzis (1982) showed the importance of
competencies and how individuals can learn the behaviors to improve organizational outcomes.
Improving organizational outcomes was proven in a separate global study of 180,000 individuals
covering five layers of management that showed the continued development of people was
critical to the importance of the individuals’ success (Cashman, 2008). If the individual is
successful, ultimately the organization will be successful.

Driving Forces of Change/Statement of the Problem

Many organizations are choosing to restructure their hierarchy for a number of reasons.
The reasons that are being considered are slower sales, mergers and or acquisitions, the ability
for a company to stay ahead and nimble in their industry, flattening the hierarchy for numerous
reasons, such as allowing the manager less opportunity to micromanage by having more direct

reports. If a manager’s competencies are not relevant in the world today, based on
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environmental and organizational changes such as flatter and less hierarchical organizations, then
organizational leaders need to reevaluate the competencies required of an OSM so success can
continue to occur (Allen, Freeman, Russel, Reizenstein & Rentz, 2001; Gentry, Harris, Baker, &
Leslie, 2008).

In addition, the emergence of the Internet and e-commerce has changed the way people
do business. The Internet too has created organizational changes in which sales teams may be
more widely dispersed across the United States, thus creating a need to monitor teams remotely.
More widely dispersed teams increase the need for managers to communicate more effectively
and have improved performance (Gentry et al., 2008). This generates a need for managers to
develop new competencies as their roles may be changing in scope.

The leaders of more than 75% of U.S. companies have embraced the competency
framework and are using these concepts to develop the human capital in their organizations
(Kalargyrou & Woods, 2009). While this percentage may seem positive, what is not shared are
the competencies that are being sought after by these U.S. companies. While Zenger & Folkman
(2009) propose, “Our research identified 16 competencies that actually separated the top 10
percent of all leaders from the rest” (p. 18). If organizations are not identifying the competencies
that are mission critical for a leader in their business this can translate to poor leaders. Poor
leaders in turn can still have a significant impact over an organization and its’ success. This
impact can lead to greater turnover, less engaged associates, less satisfied customers and poor
sales results. Therefore, identifying the mission critical competencies for a leader are crucial to
the success of the individual and the organization.

Although the competency movement is relatively young, with roots going back to the

1970s, there is still a lot of work needed to ensure the competencies being used 40 years later are

www.manaraa.com



still relevant, which is the basis for more investigation. The competencies or principals first
identified by Taylor (1911) will be explored in this research up to more current competencies as
identified by Lombardo & Eichiner (2014).

Purpose of the Study

Sales managers who possess the right competencies for their job are critical to the
financial success of organizations. Yet, the literature contains an inconsistent list of the
competencies that sales managers need to support the long-term success of their organizations.
A competency is broadly defined as a skill set that has been identified as important for a
particular job. Accordingly, the purpose of this study is to identify competencies that outside
sales managers or OSMs who work in the for-profit sector need to possess to be successful. An
OSM is identified as the following positions; vice-president of sales, director of sales, district
manager, or regional manager. The OSM position is responsible for the development of a sales
team, executing plans, and achieving goals and quotas.

Research Question

The research question to examine in this study is as follows:
What critical competencies do OSMs need to be successful?

This research may to add to the current body of knowledge with a list of competencies
needed by OSMs to support the success of their organizations. The primary responsibility of
OSMs is to lead and manage nonmanagerial sales personnel while being accountable for the
development of their personnel and the revenue produced by all associates within their division
or business unit (Cron & DeCarlo, 2009; Dubinsky & Ingram, 1983).

Other considerations are expectations based on gender roles whether males and females

should have the same or similar competencies. Today, more women are choosing to leave
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traditional roles in the home and are seeking employment in the business world. Almost 29% of
the companies in the United States are women-owned firms, which is a vast difference from
decades ago (U.S. Census Bureau, 2010).

Other reflections to consider are the variety of generations and ethnic groups working
together today. Aghazadeh (2004) noted, “Becoming a diverse organization makes good
business sense for profit as well as for not-for-profit companies” (p. 525). This diversity was
represented on the 2010 U.S. Census, with the Hispanic or Latino population representing almost
17% of the population and becoming the fastest growing minority population in the United
States. In addition, just over 56% of the U.S. population is foreign born. The foreign-born
population comes mainly from two countries. Twenty-eight percent had a birthplace in Asia, and
53% were born in Latin America. The median age of the entire U.S. population is 37.2 years
old. So much diversity can give organizational leaders the opportunity to realize gains in many
areas, which can make them more successful and competitive in the marketplace.

Significance of the Study

A review of the literature indicates that research in the area of salesperson competency
has been conducted, yet the research on sales managers has been somewhat limited in the recent
past (Lambert, 2007). Therefore, the aim of this research is to fill the gap in literature and
research, at least partially, by exploring the competencies for OSMs. Having the essential
competencies is important to business as the mastered competency of OSMs will increase their
ability to lead a team of sales representatives effectively, which in turn will help stakeholders to
be successful. The stakeholders are retailers, which is the customer; consumers; the OSM’s

peers and manager; and the organization as a whole.
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The current body of research shows that successful managers have a different set of
competencies than average managers (Boyaztis, 1982). Being able to research which
competencies are seen in average and in successful OSMs will benefit organizations in the
future, especially given how much change has occurred in the past decade. The significance of
this research will help to unfold the leadership competencies that retailers and OSMs’ line
managers consider necessary for success. Identifying gaps in leadership competencies will
benefit OSMs by allowing them to fill the disparity perceived by the retailer or their own line
manager. These gaps, once identified can be filled in through the use of training to ensure the
individual has the best chance to improve his or her skill set.

Limitations of the Study

The researcher’s main place of employment is in the same industry as many of the
stakeholders. Therefore, there is some degree of subjectivity regarding what the researcher may
initially believe the outcome of the research will be. Kumar (2011) described subjectivity as
“related to your educational background, training and competence in research, and your
philosophical perspective” (p. 246). The researcher will be cautious and aware of these views
and attitudes toward possible outcomes and will seek to gain the true essence of the stakeholders’
beliefs.

Other limitations may include the following:

* Panel experts may not be able to see the big picture in a study in which they are involved.

* Limitations of the Delphi approach include but are not limited to a decline in response
rate at each new round.

* Panelists may intentionally withhold information for any number of unknown reasons.

Chapter 3 mentions more limitations.
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Key Assumptions

A few key assumptions the researcher is considering are:

* The panelists will be completely honest in their feedback when identifying how important
or not important the competencies are.

* The panelists will not show a bias based on the lens they are looking through and what
they customarily look for without necessarily fully considering the competencies being
shown to them.

Definition of Terms

It is important to be familiar with the terms shown below, which will appear throughout
the paper.

Competency companions. When a leader has demonstrated one competency and another
competency is assumed to be held by the leader, yet not demonstrated is glued to the previous
demonstrated competency, thus giving someone the impression that a person is good at two areas
when only one competency was demonstrated (Zenger & Folkman, 2009).

Competency movement. David McClelland is referred to as the “father of the modern
competency movement.” This movement identified a variety of frameworks and competencies to
be used in making job descriptions.

Distributor: A company that buys an item from the manufacturer and sells it to another
person or company.

Effective performance: “Minimally acceptable level of work, the lower cutoff point
below which an employee would not be considered competent to do the job” (Spencer &

Spencer, 1993, p. 13).
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Emotional intelligence: A theory from the 1970s used to describe the ability of a person
to identify their own emotions as well as the emotions of others. Daniel Goleman’s model is
being referred to in this study.

Learning Agility: Often seen as a person’s ability to know what to do, when they don’t
know what to do. Defined as “the silver bullet” to the success of an organization when selecting
successful candidates for performing well (Orr & Hallenbeck, 2013).

Lominger: A company name derived from two authors: Michael Lombardo and Richard
Eichinger.

Manufacturer: A company that produces an item and sells it to another person or
company.

Outcomes: The result of a person’s action that can be tangible or intangible, such as
advice or a decision (Mansfield & Gowa, 1993).

Outside sales manager (OSM): Also known as vice-president of sales, director of sales,
district manager, or regional manager. This position is responsible for the development of a
team, executing plans, and achieving goals and quotas.

Outside salesperson: A salesperson who goes from one retail establishment to another in
search of selling products and promotions his or her company is offering for sale.

Retailer: The person who owns or works in the retail establishment who has purchased
product from the distributor and sells the goods to the consumer or end user.

SMART goals: Goals that are written using five components; specific, measurable,
attainable, relates to corporate goals and time bound.

Superior performance: The top 10% of all performers, statistically shown as one

standard deviation above average performers (Spencer & Spencer, 1993).
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Underlying characteristics: Generalized ways of thinking that endure for long periods of
time that can predict behavior (Spencer & Spencer, 1993).
Summary

How organizations define success is a key component and for those organizations who
describe having top people as mission critical to their success more often than not will find they
are more profitable and successful. These top people are seen as having key competencies that
average performers do not. Therefore, the identification of these key competencies should be a
driving force for organizations to look for in individuals. However, this was not always the case.

Early at the turn of the 20" century, Taylor had a rudimentary approach to identifying
principles of management, which could be seen as the onset of the infancy stage of the
competency movement. While these principles spoke of management, there was no mention of
leadership. Fast forward to the present day of 2014 and now almost 75% of U.S. based
companies are using some sort of competency framework for their associates. What is not said is
what type of competencies are these organizations looking for? Is it the competencies that have
been identified by some authors as those found in superior performers? A comprehensive list of
competencies will be identified in this research and a determination made as to which
competencies are mission critical.

For the purposes of this study, the competencies that are needed for successful outside sales
managers is being sought out for identification. While much research has been done on the role
of a salesperson and the competencies needed for this position, the role of an outside sales
manager has limited research. There has been an assumption by many that if a sales person
could do Job A well, then it was predicted they could do Job B well. Many sales people have

excelled in their positions find the next likely progression is to move into management.
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However, the competencies needed for each position are different, which makes the theory of
doing Job A well equals doing Job B well, may not be the best strategy or progression for sales
people leading them into a management or leadership role. Looking at each role individually and
the competencies that each role is required to have should be the criteria when evaluating people
for positions in sales versus positions in management.

Identifying the competencies for an outside sales manager is important, as it will
distinguish what they need to excel at to be productive or profitable for their organizations.
While OSMs may have similar base competencies as a sales person, such as customer focus,
there is a tier of competencies that the manager would need to acquire that a sales person does
not.

In addition, there are numerous driving forces that are creating a need to change how
business is being conducted. Changes such as flatter and less hierarchical organizations,
managers who are managing teams remotely, the Internet and e-commerce create a necessity for
outside sales managers to develop new competencies or reinforce existing competencies as their
roles change in scope. With change occurring at a faster rate today than in the past, it will be
important to forecast competencies needed for the future. If organizations wait till the new
change has occurred this may be too late and then the organization may find themselves behind
the curve.

Many people in organizations can learn much from those leaders who are excelling. It is
for this reason that the “cutoff” point for excellence on competencies was “set at the 90"
percentile” (Zenger & Folkman, 2009, p. 244). It may seem like a high standard to achieve, yet

to been seen as the best it is a standard that needs to be strived for.
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One area that some organizations may need to address is when and how to determine a
person has the competencies needed that are considered critical to the position of an OSM. The
when can be answered by starting with the interview process. If a company does not have a
process in place to identify competencies, then this will require more pre-work on the part of the
organization. According to Claudio Fernandez-Araoz (2014), “Few executives think their
companies are doing a good job identifying and developing qualified leaders” (p. 6). Even more
disturbing was research conducted by Boston Consulting Group which showed, “...56% of
executives see gaps in their ability to fill senior managerial roles...” (Fernando-Araoz, 2014, p.
6). Hiring for competencies or effectively retraining and developing leaders that have gaps in

competencies are essential to their success needs to happen today.
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Chapter 2: Review of Literature

Introduction

This review of literature includes an examination of the state of the art in research
regarding leadership and other competencies for OSMs in the for-profit sector to be successful.
In reviewing the literature, the following eight themes surfaced and are discussed in the
following sections:

1. Early stages of management

2. The evolving workplace

3. The role of an OSM

4. Defining a competency

5. History of the competency movement

6. Developing a competency model

7. Leadership

8. Competencies identified
These eight themes will show the evolution from early management into the current concepts of
leadership and competencies.
Early Stages of Management

The world is a tumultuous place for organizations to survive and thrive (Alldredge &
Nilan, 2000; Kantor, 1989; Kouzes & Posner, 2007). The evolution of conducting business has
made it necessary for managers and leaders to adapt to a changing world. The need to change
and evolve to stay relevant has allowed some organizations and people to succeed and bring
along new managers and leaders for continued success. Kouzes and Posner (2007) shared the

following on leadership in times of uncertainty:
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Leadership matters. And it matters more in times of uncertainty than in times of
stability. And since leadership matters more in times of uncertainty, then leadership
development should matter more now than ever. If today’s leaders want tomorrow’s
organizations to thrive, they have an obligation to prepare a new generation of leaders.

(pp- 22-23)

Leaders are facing challenging and complex situations that will require using skills to
accomplish organizations’ strategic goals. Skills that leaders used in the past might no longer be
relevant as other skills emerge as important (Hallenbeck et al., 2006). The identification of
current skills needed to match the requirements of the job need evaluating based on current
organizational goals and the landscape of the environment. What managers faced years ago may
not be the relevant issues they are facing today.

The terminology of management and needed skills in people can be seen thousands of
years ago. Delegation in Egypt existed as early as 1750 BCE, in which the word supervisor is
derived from the ancient term vizier (Wren & Bedeian, 2009). An Egyptian Hebrew named
Joseph, who had been sold into slavery by his brothers, was delegated by the pharaoh to the
position of vizier. Joseph received this position from the pharaoh due to his ability to forecast,
which was a key responsibility for Joseph as he monitored the rise and fall of the Nile River, a
main artery for the economy (Wren & Bedeian, 2009). The ability to forecast may be viewed as
strategic agility today. Despite the need for a term of supervisors, there was no specific
declaration of management, yet Joseph was clearly supervising.

For years, researchers have noted that management has been in need of proficient
leadership. More recent than a vizier are the words of Sun Tzu, which give some resemblance to

management through graduating ranks among his officers (Wren & Bedeian, 2009). Sun Tzu
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was a high-ranking Chinese strategist who declared the following to his staff: “The General that
hearkens to my counsel and acts upon it will conquer. . . . The General that hearkens not to my
counsel nor acts upon it, will suffer defeat” (as cited in Wren & Bedeian, 2009, pp. 14). In this
quote, Sun Tzu gave some indication of the delineation of ranks, listening to one’s manager, and
the problems that went along with a manager-subordinate role. In this example, there will be
consequences for the manager or general who does not follow directions.

This manager-subordinate role has been played throughout the world and is known as the
rule of 10 (Wren & Bedeian, 2009). This hierarchy of management, the rule of 10, refers to 10
people working under one main person or groups of 10 people multiplied in 10s. Although never
worded as management, that is what it was. The Egyptians showed this hierarchy even when
burying their dead. Distinctive clothing was noted when excavating Egyptian burial grounds.
Workers were clustered together and buried with one style of clothing, whereas robes would
adorn perceived supervisors. The rule of 10 management hierarchy also shows up in the Roman
army as cohorts. A cohort consisted of 10 soldiers, which led into a larger cavalry of over 100
soldiers. Wren and Bedeian (2009) reported Marco Polo to have spoken about tribes in “China,
Tibet, Burma, India . . . Mongolia and Manchuria organized their armies for battle . . . and
appoints an officer to the command of ten men” (p. 22). Hierarchical spans of management
occurred throughout the millennia and through a multitude of civilizations.

In 1850, the idea of management was unknown (Drucker, 1992). A cotton mill owned by
the Friedrich family, with less than 300 people did not use the word manager to identify those
that were put in charge of others. Instead, they employed charge hands whose job was to enforce
discipline over their fellow workers. During this era, Henri Fayol, a French engineer, and Max

Weber, a German economist, shared their ideas about principles of management (see Table 1)
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and how a company should be structured (Wren & Bedeian, 2009). Their works continue to
influence managerial thinking.

Table 1

List of Principles of Management by Fayol

Division of work Authority Discipline Unity of command
Unity of direction Remuneration Centralization Scalar chain

Order Equity Initiative Esprit de corps
Subordination of individual interests to the Stability of tenure of personnel

general interest

The list of principles was not meant to be a rigid approach to management. Instead, the
manager using these principles was allowed to have the flexibility to decide how and when to use
the principles, which would require a degree of expertise. Since the introduction of this list,
Fayol has become known as the father of modern management. This list of principles can be
viewed as a precursor to more modernized leadership competencies.

Almost 175 years after Fayol began to structure the management concept, the largest
single group of workers, which the U.S. Census Bureau calls managerial and professional,
contributes to one third of the total of all U.S. workers (Wren & Bedeian, 2009). This
classification of workers once not named throughout history as such, has emerged as a class of
its own. Although the design of management has been around since the dawn of civilization, as
noted throughout history, it is critical to understand how this layer of people needs to evolve
continually to be relevant in the workplace. Lombardo and Eichinger (2014), share, “The major
research on management and leadership development, however, is still a young, evolving set of
finding, and the systems around it haven’t been mature enough to necessarily work in a practical

manner” (p. 13).
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The Evolving Workplace

Evolution and change are constants. How individuals handle change is the basis for their
relevance in the workplace. To stay relevant in the workplace, people must evaluate their own
skill sets. Skill sets need to keep up with the rapid pace of technology and need to be forecasted
to some degree as to what competencies will be needed for the future. Individuals and
organizations change as the environment changes, and individuals need to acquire new skills
frequently and quickly or they will become obsolete (Drucker, 1992). Keeping up with how
organizations are changing is vital. Many organizational leaders are choosing to downsize and
restructure their organizations due to rising costs, due to lack of profit or revenue, to remove
poor performing employees, and to eliminate excessive layers of unneeded management
(Babakus et al., 1996; DeMeuse, Bergmann, Vanderheiden & Roraff, 2004; Gentry et al., 2008).
Downsizing or announced lay-offs in some organizations has become an accepted best practice
in dealing with uncertainty (DeMeuse et al., 2004; Wertheim & Robinson, 2000). Organizations
are shifting from a top-down, command and control model of management to a leaner and flatter
hierarchy (Allen et al., 2001; Gentry et al., 2008). Along with restructuring, technology has
helped evolve the management sector as well.

Technology is a common practice in most businesses. Kantor (1989) contended that
technology and competitive stress have made some forms of work and positions archaic.
Friedman (2007) noted the turning point in a new era of technology occurred in 2000 and called
it Globalization 3.0. Globalization 3.0 is described as many individuals having access to a
personal computer and the digital world, which in turn allowed for greater collaboration between
individuals, companies, and countries. The Internet has led business leaders to reorganize the

manner in which things are done. E-mail and social media have created a new form of
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communication between companies, customers, and employees. This change has created a need
for improvements in communication, performance, team collaboration, and managing (Salas,
Kosarzycki, Tannenbaum & Carnegie, 2004). Skills and abilities important to mangers at the
turn of the 20th century are different from those needed in the 21st century (Kantor, 1989). The
evolving workplace is what drives the need to identify competencies continually to ensure the set
of competencies being used are relevant.
Role of a Sales Manager

The sales manager’s position is evolutionary. The workplace has evolved into a flatter,
leaner hierarchy, and in many instances, managing remotely is commonplace. With flatter
organizations, salespeople are expected to work in territories that have a vastly larger
geographical area. This has meant sales managers typically have more direct reports covering a
larger geographical area. Sales managers are expected to manage more people remotely. The
new workplace structure has driven sales managers who once managed with a top-down
command style to manage by objectives. Managing by objectives does not involve
micromanaging; managers instead review reports, objectives, and sales from each salesperson.

As the role of salespeople evolves to meet the needs of the market and customers, sales
managers also need to evolve. Salespeople used to focus on selling their products (Spiro, Rich &
Stanton, 2008). Today, salespeople must solve problems, be aware of consumer insights, be a
marketing consultant, and be a category manager. Sales managers are trying to empower their
salespeople, rather than dominate them (Spiro et al., 2008). Therefore, the old top-down
dictatorial style of managing is evolving so OSMs are becoming leaders rather than dictatorial
bosses. Spiro et al. (2008) shared six distinct roles of a sales manager (see Figure 1). The six

roles may vary based on the depth and breadth of other departments in an organization. For
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example, some larger firms have very large personnel and organization departments that may

hold the responsibility for conducting all or a part of the recruiting and hiring process. However,

most sales managers have some involvement in this process.

Strategic
Planning

Performance
Evaluation

Motivation &
Leadership

Training &
Development

Figure 1. Six roles of a sales manager.

Organizing the
Sales Force

Recruiting
& Hiring

1. Strategic planning: The OSM is responsible for meeting or exceeding a company’s

goals. These goals could be laid out as shown in Figure 2.

Set objectives > Formulate a strateg>

Develop a plan to
achieve the objective

Figure 2. Strategic planning for OSMs.

Outside sales managers may find themselves having to manage competing goals from

different departments in an effort to hit the metrics for which they are accountable. Setting

objectives, formulating a strategy, and being accountable for achieving goals are the ultimate

responsibilities of sales managers. Normally the work in how this is conducted is done through

the efforts and implementation of the salesperson.
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2. Organizing the sales force: Ensuring that the geography of the sales person’s territory
is accurately pinned out and the right coverage is being made on the customers is important
(Spiro et al., 2008).

3. Recruiting and hiring: To create a talent pipeline, sales managers need to be effective
and skilled in the art of recruiting and hiring new salespeople (Orr & Sack, 2009). Hiring a new
person should be done with the thought of building the bench for the future. If sales managers
continue to hire for current roles, they may have a pool of people who may not be suited for
future roles.

4. Training and development: While most large corporations have in-house training
departments, the sales manager needs to identify areas of development in which each salesperson
may need to obtain mastery so that the salesperson can be effective. Training needs to be
continually reinforced by the sales manager to the salesperson. Identifying skills or lack thereof
is the responsibility of the sales manager.

5. Motivation and leadership: It has been proposed that passion is something that all
leaders need to have, along with a balance of competence and meeting organizational needs
(Zenger & Folkman, 2009). Sales managers need to be able to rally their teams to create
enthusiasm and excitement. The enthusiasm can decrease easily from some salespeople as they
try to close sales and are not successful. In addition, managers need to ensure that the vision of
the organization has been accepted and is being acted upon by all salespeople on their team. If
there is any uncertainty here, then goal attainment may be strained.

6. Performance evaluation: Sales managers should give regular consistent feedback and
coaching to their salespeople. Quarterly feedback sessions between a sales manager and

salespeople should involve both parties giving feedback about what is working and what is not
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working in the salespeople’s performance. Sales managers conduct performance evaluations
consistently throughout the year. Feedback given and received throughout the year should match
the year-end result.

The six elements a sales manager is responsible for encompass many areas and are
different from the role requirements of a salesperson. The competencies needed for success
should be carefully considered for each role, and each role should be filled with people who meet
the appropriate competencies. An individual contributor role, or salesperson, is concerned with
him or herself, whereas the manager has responsibility for him or herself and others.

Defining a Competency

The word competency can be used as a generic term for anything that can affect job
performance. The terms competency and skill set are often used interchangeably. Definitions
for the word competency abound (see Table 2), but they are closely aligned in meaning. The
first step of this research is to look at defining what a competency is, which involves reviewing
the works of four different authors. A review of the definitions indicates competencies are not
job descriptions and often are used interchangeably with the word skill.

Table 2

Definitions of Competency by Author

Author Definition
Boyaztis “A job competency is an underlying characteristic of a person in that it
may be a motive, trait, skill, aspect of one’s self-image or social role,
or a body of knowledge which he or she uses” (Boyaztis, 1982, p. 21).
Klemp “An underlying characteristic of a person which results in effective
and/or superior performance in a job” (Boyatzis, 1982, p. 21).
Hornby & Thomas | “The knowledge, skills and qualities of effective managers/leaders” (as
cited in Woodruffe, 1993, p. 29)
Spencer & Spencer | “A competency is an underlying characteristic of an individual that is
casually related to criterion-referenced effective and or/superior
performance in a job or situation” (Spencer & Spencer, 1993, p. 9).
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Several of the definitions infer that the characteristic or competency the manager

possesses should lead to effective or superior performance. Therefore, understanding the

characteristics that make up a competency is essential to understand. Spencer and Spencer

(1993) purported five types of competency characteristics (see Figure 3):

1.

Motives: Things a person resolutely thinks about, guided by behavior to a goal or
action.

Traits: Physical characteristics and trained responses to a situation or information
received.

Self-concept: A person’s self-image, values, and attitudes.

Knowledge: The amount of information a person has in a particular area.

Skill: A person’s ability to perform a task, either physical or mental.

s.\. -2
- ?
o

VISIBLE:

Figure 3. The iceberg model of five types of competency characteristics.

The visible aspects of competencies are skills and knowledge. These areas are relatively

easy to learn and develop through training. The hidden aspects are known as traits and motives

and typically are more deeply rooted to personality, while self-concept (values and attitudes) lies

between the visible and the hidden aspects and can be changed by training (Spencer & Spencer,

1993). People in professional and managerial jobs typically boast higher IQs and degrees from
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influential universities, yet what distinguishes the superior performers is their competencies in
interpersonal skills, their ability to motivate others, and their political skills (Boak & Coolican,
2001; Spencer & Spencer, 1993). The hidden aspects, trait and motive, are most “cost effective
to select for” (Spencer & Spencer, 1993, p. 11).

Brief History of the Competency Movement

There are some conflicting messages regarding the origin of the competency movement.
The competency movement has been debatable at least by Horton as to the exact origins (2000).
Horton (2000) noted, “Like most movements the competency movement has no single origin” (p.
306), although Rothwell and Lindholm (1999) reported, “David McClelland is often called the
father of the US-based approach to competency modeling” (p. 92). Kalargyrou and Woods
(2009) agreed that McClelland’s work should be recognized as leading the movement on the
importance of competency research. McClelland is known today as the father of the competency
movement (Korn Ferry, 2014). Since the 1970s, the competency movement has progressed the
research to begin a competency program.

The definition of competency and its foundation changed the way researchers studied
managers. In the 1970s, McBer and Company was associated with McClelland and Boyaztis,
and the American Management Association (AMA) launched the first large-scale competency
program (Bolden & Gosling, 2006; Rothwell & Lindholm, 1999). In a 5-year study, AMA
researchers studied over 1,800 managers to identify job competency with a precise concentration
to determine the characteristics (see Table 3) associated with superior performance. Hayes
noted, “[The] AMA defined a competency as a generic knowledge motive, trait, self-image,

social role, or skill of a person that is causally related to superior performance on a job” (as cited
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in Rothwell & Lindholm, 1999). The competencies that are fundamental for a manager’s
achievement are recorded in Table 3.
Table 3

AMA’s Five Key Competencies Essential to Job Success of a Manager

Competencies essential to job success of a manager

1. Specialized knowledge

2. Interpersonal maturity

3. Intellectual maturity

4. Entrepreneurial maturity

5. On-the-job maturity

In 1981, the AMA commissioned McBer and Company consultant Richard Boyatzis to
examine whether he could derive a generic model of managerial competency from the various
models that McBer and Company had developed to date. Horton (2000) noted,

Boyatzis concluded that there are 19 generic competencies that outstanding managers

tend to have—though not all jobs will require all 19 [although Boyaztis comments in his

book on 21 types, see Table 4], and there are other competencies that may also be

required for outstanding performance in any given job. (p. 308)

Table 4

Twenty-one Types of Characteristics

Twenty-one types of characteristics
Accurate self-assessment Conceptualization Concern with close relationships
Memory Proactivity Efficiency orientation
Managing group process Managing group process Perceptual objectivity
Positive regard Self-control Spontaneity
Self-confidence Stamina and adaptability Use or oral presentation
Use of socialized power Use of unilateral power Specialized knowledge
Developing others Diagnostic use of concepts | Logical thought
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Building even further on the works of McClelland and Boyatzis is the enhanced
definition of a competency as it relates to superior job performance by Lyle Spencer and Signe
Spencer. Spencer and Spencer (1993) explained, “A characteristic is not a competency unless it
predicts something meaningful in the real world” (p. 13). Therefore, identifying competencies
should be an undertaking conducted by all organizations.

Competency models were familiarized first and offered influence for management.
Competency models were introduced by McLagan (1980), who defined them as “a decision tool
which describes the key capabilities required to perform a job” (p. 23). Boyatzis advanced
McLagan’s work, and it was from Boyatzis’s work that the first empirically based book was
written on competency model development. Boyatzis (1982) confirmed his expanded view on
competency modeling by connecting three specific influences on performance:

* Job demands

* Organizational environment

* Individual competence
If any two out of the three above influences are considered consistent, then effective
performance is likely to be the result (Boyatzis, 1982). The effective performance was a direct
result of the competencies being present in management. The work of Boon and Van der Klink
(2001) also supported these three distinct areas.

McClelland had a powerful impact on the competency movement and the process of
identifying an initial list competencies. Choosing to look at competencies that produce superior
performance is the model that should be used; however, a number of competency models are
available. It has been shown that a positive link exists between competencies and roles, business

goals and strategies when using a competency model (Schippman et al. 2000). Knowing which
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competencies to measure against is vital for areas such as; development, recruiting, performance
and succession planning (Lombardo & Eichinger, 2014). In fact, today the American
Productivity and Quality Council now has, “More than 550 organizations from 45 industries
worldwide come to APQC for one reason: to improve. When an organization becomes an APQC
member, every employee gains access to benchmarking assessments, data, best practices,
business expertise, and a network of peers who understand the tremendous impact sustainable
process management capabilities have on the bottom line” (American Productivity and Quality
Council (2014). Furthermore, it was found, “...that every one of their best practices
organizations had developed a competency model designed to guide their selection and
development efforts” (Korn Ferry, 2014, p. 2).

Developing a Competency Model

Competencies can quickly become outdated based on the changing environment. There
are many models used to identify what competencies are needed in particular job roles. Using a
particular model may depend on the environment. A job role that changes quickly enough in an
organization to meet the needs of the marketplace is critical. Several models require time and
validation, which must be done early enough so the organization and the people in the
organization will not become irrelevant.

Although there are many approaches to competency modeling, the literature shows
competency modeling falls into three approaches: (a) borrow an existing model; (b) adopt an
existing model and make modifications; or (c) create a newly tailored model (Boak & Coolican,
2001; Rothwell & Lindholm, 1999). Borrowing an existing model may be the simplest and least
expensive way to create a model, but it is also the least rigorous and borrowing does not take into

account any unique corporate cultures or traditions (Rothwell & Lindholm, 1999). Choosing to
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adopt an existing model and then make modifications should assure the user, practitioner, or
organization that at least some research has been conducted on the model. The tailored approach
will require the most thorough research. Boyatzis (1982) noted that whatever system is used, the
competencies must be empirically decided upon. Five approaches are widely used in the United
States; two are classical competency modeling approaches (process-driven and outputs-driven)
and three are modern approaches (the invented approach, the trends-driven approach, and the
work responsibilities-driven approach) that have gained popularity in recent years (Rothwell &
Lindholm, 1999).

Process-driven approach. The process-driven approach is the oldest approach created
and made famous by McBer and Company (now Hay/McBer). The process-driven approach is
one of the more streamlined processes. In this process, a group of job incumbents who are
experienced and have superior results become members of a focus group. This group then agrees
on the various responsibilities of a particular job category for review. The first focus group then
recommends another group of successful job incumbents to rate the list of responsibilities. From
here, two lists are created. The first list describes competencies of superior job incumbents and
the second list describes competencies of average performers. Any competency showing up on
both lists becomes a minimum competency, whereas competencies showing up under the
superior performers become competencies used in creating the new competency model. The last
task involves verifying the results.

Outputs-driven approach. The second approach, made famous by Patricia McLagan, is
the outputs-driven approach that looks at the key outputs of a targeted job (McLagan, 1997).
Rothwell and Lindholm (1999) stated, “Outputs are what successful performers produce, the

outcome or results of their work™ (p. 98). An expert panel of supervisors who manage successful
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job performers is asked to create a list of work outputs and then create a list of competencies
associated with each output. The work outputs should be developed using clusters. The
literature has shown the best way to begin reviewing competencies is to cluster them into three to
five main collections and then to give each collection a name based on the communal theme
(Boak & Coolican, 2001; Spencer & Spencer, 1993). Next, validation involves conducting the
same research approach but with a second expert panel and then comparing the results. The
competency model is then finalized.

Invented approach. This approach is best used in situations where the specific job role
will undergo a major change. Having the opinions of incumbents in these former positions is
therefore not important. This approach also has the least amount of reliability or validity since
the model is being made up as it is developed.

Trends-driven approach. This approach is forward driven based on issues and trends of
the future that may affect the job. This approach focuses on what people need to know rather
than what people need to do. It is important first to identify what people need to know to
manage future trends.

Work-responsibilities approach. In this approach, a group of eight to 12 exceptional
performers and two to three managers from the job category under review are assembled to
discuss the responsibilities and behaviors of the targeted group. This is an 18-stage process, but
the major elements of this approach are to identify the responsibilities and to create categories in
which to group the responsibilities and behaviors. The categories are then placed in sequential
order and a survey is created to rank the order of importance or need of the responsibility. A
different group of job incumbents who are exceptional performers, along with several managers,

then validates the survey.
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Competency models can become quickly outdated based on changes facing an
organization. Regardless of the approach used to create competency models, what must be taken
into consideration is how to improve the organization’s performance. Having superior
performers using the best used and needed competencies will allow for continued success. In
addition, many competencies are seen as portable and can be used across departments within an
organization (Rothwell & Lindholm, 1999). This boundary-less career will give superior
performers the opportunity to consider other future careers using a base of already developed
competencies. These portable competencies can also be beneficial in an organization where
downsizing or restructuring is occurring, as it allows a worker to slide into contingent positions
with more ease. Leaders with portable competencies will be able to plug themselves into
different roles with more ease and effectiveness than their peers can.

Leadership

Evolution is readily seen across the ages. The prehistoric age, middle-ages, and industrial
revolution have all undergone transformation, although the speed of change in each has varied.
Whether a person was called a vizier, a charge hand, a manager, or a leader, the roles and their
definitions of each has changed just as much as the era each has lived in. These roles and their
definitions may continue to undergo more change. It is important to define the role under
examination, which is the role of a leader.

The Oxford English Dictionary indicates the word leader emerged as early as the year
1300, but the word leadership did not emerge until the mid-19th century (Bass, 1981). To show
the changes in how people viewed leadership and management over the decades, Drucker (1992)
shared this, “There have to be people who are accountable for the organization’s mission . . . its

performance, its results. Society, community, and family may have ‘leaders,” but only
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organizations know a ‘management’ (p. 11). Yet today, the organization’s mission is seen as
stemming from the leaders’ vision of the organization and their ability to influence others to
reach the end result. Many great leaders have the uncanny ability to see the end as the result
before envisioning the process to get there (Kouzes & Posner, 2007). Definitions on leadership
abound. It is important to first explore how leadership is defined (see Table 5).

While one definition indicates the leader is the person with the highest number of the
most desirable trait, the predominant theme in leadership is influencing others to gain a desirable
outcome. The former becomes rather subjective. As influence is a major component of
leadership, many factors affect leadership.

Table 5

Definitions of Leadership by Various Authors

Author Definition

Bingham (1927) The person who had the highest number of desirable traits in the
areas of character and personality.

Haiman (1951) An interactive process, in which one individual influences the
behavior of others towards a goal.

Bennis (1959) To induce another person to behave in a desired fashion.

Bass (1960) Leadership is confirmed when the behavior or actions of someone
else was actually changed.

Cashman (2008) A person who creates value by influencing others in an authentic
manner.

Bolman & Deal (2008) | Offering oneself to others.

Northouse (2010) Achieving a common goal by influencing other people.

Blanchard (2010) An influence process that leads to worthwhile results.

Factors affecting leadership. Who determines leadership can be seen through the eyes
of the followers. Each follower can debate why he or she chose to follow or be influenced by a
particular leader. A leader may influence or inspire followers in a variety of ways. Drucker
(1992) would agree the mission of the organization is not to command as shown in Fayol’s list of

management principles, rather the mission should be to inspire. Kouzes and Posner (2007) listed
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inspiring as one of the top four characteristics of admired leaders. This characteristic and others
were determined in a research study that started over 25 years ago. Kouzes and Posner (2007)
asked the following question, “What values, personal traits or characteristics do you look for and
admire in a leader” (p. 28)? This question received several hundred responses and was narrowed
down to a list of 20 and then administered to over 75,000 people around the world. The list of
characteristics that quickly rose to the top were as follows (in order of importance): honest,
forward-looking, inspiring, competent, intelligent, fair-minded, straightforward, broad-minded,
supportive, dependable, cooperative, courageous, determined, caring, imaginative, mature,
ambitious, loyal, self-controlled, and independent (Kouzes & Posner, 2007).

The top four characteristics, honest, forward-thinking, inspiring, and competent, were
consistently the top four in survey distributions conducted in 1987, 1995, 2002, and 2007. It is
easy to understand why honesty would be ranked at the top; no one wants to be lied to or to be
deceived. Honesty is the characteristic that can be damaged the quickest and then take the
longest to repair (Covey & Merrill 2006; Kouzes & Posner, 2007). The values and ethics of a
leader are tied closely to honesty. Followers want to understand what their leaders stand for.

Forward-thinking refers to the leaders’ ability to create a vision. People want their
leaders to have a vision for the future. People who are engaged in their work also want to have a
hand in seeing their organization reach the vision. Most people are not interested in having a
leader who is going to be on a solitary quest to see a vision to fruition. Having the ability to see
the end result first and then gain an active, involved followership to achieve these results
involves influencing or inspiring, which is the third most desirable trait of a leader.

More than 70% of the 2007 respondents listed inspiring as one of the most important

traits of a leader (Kouzes & Posner, 2007). To be most effective, a leader needs to inspire those
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around him or her, and this inspiration is normally best achieved through positive emotion.
Positive emotion is easily transmitted to another person. In what are known as mirror neurons,
the brain allows neurons that mirror what another person does (Goleman & Boyaztis, 2008).
Therefore, a leader’s positive effects will affect those people around the leader positively and
powerfully. If a leader is going to inspire and get maximum performance from followers,
positive emotions must drive the performance (Kouzes & Posner, 2007).

People will normally follow leaders seen as competent, which is the fourth top
characteristic. Competence is “the leader’s track record and ability to get things done” (Kouzes
& Posner, 2007, p. 35). The level of competence and the skills required by a leader will vary
based on the role of the leader. For example, a sales manager may be expected to have more
competence in the area of directing a sales team and having excellent people skills, whereas an
IT manager would be expected to have a higher level of expertise in programming or
understanding various software programs. Each manager would have a level of desired
competence in his or her field of expertise, but needs nothing more than an understanding of
what the other person does.

Success of a leader. The success of a leader is not solely based on having certain
characteristics or competencies. Leadership success can also be specific to having the right
organizational fit. Zenger and Folkman (2009) provided the following story. A very successful
university manager named Charles landed a position in a consulting firm. He started out in an
administrative role, yet the move was intended to put Charles in a director role of the consulting
firm. He later made this transition. Charles soon realized decisions were being made in
conflicting ways and he decided what the firm needed was a committee to consider how the firm

was making decisions. Soon after this, the only thing Charles convinced the partners of was that
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he needed to leave the firm. He was given a severance package and soon after found a new
position working as a hospital administrator. Charles was rapidly promoted to several new
positions in the next few years, was seen as successful, and enjoyed his work.

Zenger and Folkman (2009) asked why Charles was able to rebound and do amazingly
well in his new job after he failed at the consulting firm. This story illustrates the point that
some combinations of people and organizations do not work out well (Zenger & Folkman, 2009).
Finding the right organizational fit for a leader is important. Why some people were successful
in some organizations but not in others became the basis for more research. Zenger and Folkman
(2009) conducted research in which they posed the following two scenarios:

* Scenario 1:

What if research revealed that every leader in the organization needed a high level of
competence in five specific behaviors- and everyone needed the exact same five?
Anyone acquiring these five behaviors would become a successful leader as long as
they were done extremely well. (p. 109)
* Scenario 2: What if research revealed that great leaders need exceptional ability in a
few competencies, but the specific behaviors could be different for each effective
leader? Great leaders could be unique, widely different one-of-a-kind versions (p.
109).
The quest in their research was to identify the answer to this question: “Great leaders always do
[blank] well” (Zenger & Folkman, 2009, p. 110). The research showed there was no consistent
answer. Each great leader did his or her own great things, which showed that great leaders are

unique and Scenario 2 became the unexpected result (Zenger & Folkman, 2009). While most
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leaders look very different on the outside, there are some fundamental similarities on the inside.
Some of these items come more easily to some than to others.

The leadership sweet spot. Helping leaders find their best fit in an organization is
important for the success of the leader and the organization. Understanding the jobs leaders
considered their career-bests was determined to be important by Zenger and Folkman (2009) as
this extracts several important factors:

* A career best identifies a person’s talent or competencies

* A career best shows what people are passionate about

* A career best brings value to a company
Out of these three factors, a model was developed by Zenger & Folkman (2009) that created the
competencies, organizational needs, and passion (COP) model. The COP model (see Figure 4)
stands for competencies, organizational needs and passion. The purpose in creating this model
was to expand on the number of career-bests a leader and an organization would encounter rather
than relying on luck to make it happen. This career-best experience was originally identified by
Sandholtz and Cutadean and later Zenger and Folkman expanded this research into the COP

model and the leadership sweet spot (Zenger & Folkman, 2009).

Leadership Sweet Spot

O

Figure 4. The COP model showing the leadership sweet spot.
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In the COP model, competencies are skills or abilities that a person does exceptionally
well. Organizational needs are the valued competencies within an organization that will have a
positive correlation with the success of the company. Passion refers to what the leader enjoys
doing and the activities or events from which the leader receives satisfaction. When all three of
COP categories are equally achieved and balanced that arrives at the intersection of each of the
three areas and is known as the leadership sweet spot. Zenger and Folkman (2009) reported that
finding the sweet spot reveals significant transformations in behavior and performance. People
in the sweet spot are more engaged, have a fun time at what they do, are higher performers in the
organization, are happy with their current job, are constantly learning and adding new skills, and
work longer hours.

An imbalance in any of the three COP model areas can lead to three possible outcomes.
The first outcome (see Figure 5) occurs if competence and organizational needs are present but
there is no passion. This person may be bored in his or her role. This might be someone who

has been doing a job for a long time but he or he does not see excitement in it.

Organizational
Competence Needs

Passion

Figure 5. Competence and organizational needs but no passion.
The second area of imbalance (see Figure 6) occurs in a leader who works passionately for

an organization that has a need, but does not have the proper level of competence. In this case,
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the leader is viewed as mediocre or labeled incompetent. The individual may have the passion to

make the attempt, yet has not mastered particular skills needed to conduct a task with expertise.

organizational

Passion Needs

Competence

Figure 6. Organizational needs and passion but no competence.

In the last example (see Figure 7), a leader has passion and competence, yet the
competencies the leader has mastered are not essential to the job he or she is doing. Leaders in
this situation are often a bad fit for the organization. Individuals who struggle in situations like

this in one company can change organizations and flourish in another.

Passion Competence

Organizational
Needs

Figure 7. Passion and competence but no organizational needs.
The COP model shows that a leader who may have all the greatest competencies needed

to do the job and the skill, yet when the passion or will is lacking, success is unlikely to happen
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for the organization or the individual. The COP model shows that passion coupled with
competence and the needs of the organization need to be in harmony. If there is any
misalignment, a better fit should be the desired outcome for the individual and the organization
so success can result. The COP model shows competencies alone are not enough for a person to
be successful.
Competencies Identified

With much discussion on the competency movement, what a competency is, and choices
to make when choosing which model to use to create a competency framework, it is also
important to identify the competencies. There are numerous views on which set of competencies
or skills a leader ought to possess, all of which are described as being important to individual and
organizational success (Bass, 1981; Blanchard, 2010; Cashman, 2008; Covey & Merrill, 2006;
Goleman, 1995; Kouzes & Posner, 2007; Zenger & Folkman, 2009). Many empirical studies
have shown how to determine which competencies are most effective for leaders (Kouzes &
Posner, 2007; Orr & Sack, 2009; Zenger & Folkman, 2009). In fact, research has shown the
power of connecting competencies in combinations to enhance the effectiveness of the leader
(Orr & Sack, 2009; Zenger & Folkman, 2009). In contrast, the competencies needed for
individual and organization success in OSMs are supported by very limited literature or
empirical research (Lambert, 2007). The intention is to explore the different competency
frameworks classified as what a leader needs for success.

Zenger and Folkman (2009) identified the top 10% of managers and the bottom 10% of
managers as seen through the eyes of those around them. It is important to identify the list of

competencies that comprised the top 10%, which is the high-performing group. Out of this grew
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a list of 16 competencies (see Table 6) identified as making a difference in how they were
perceived.

Table 6

Zenger and Folkman’s List of 16 Competencies

Zenger & Folkman’s List of 16 Competencies

Displaying high Technical and Solving problems Innovation

integrity & honesty | professional expertise | and analyzing issues

Practicing self- Focus on results Establish stretch Take responsibility for
development goals outcomes/initiatives
Communicating Inspiring & Building Developing others
powerfully and motivating others relationships

prolifically

Collaboration & Developing strategic | Championing change | Connect internal groups
teamwork perspectives with the outside world

An interesting phenomenon developed out of identifying these 16 characteristics, which
was that competencies seem to be linked together. For example, if someone had a strength in
building relationships, the person could have high technical skills as well. Zenger and Folkman
(2009) noted no research has been validated to prove this, which could be due to one of four
scenarios.

The halo effect. The halo effect is if a person is good in one competency, he or she is
also perceived as good in others. The opposite of this can be true as well. Soloman Asch
confirmed the existence of the halo effect through research (Zenger & Folkman, 2009). In 1946,
Asch conducted experiments on how people form impressions of other people. He started by

creating a list (see Table 7).
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Table 7

Sample List of Personal Attributes

List 1 List 2
Intelligent Intelligent
Skilled Skilled
Warm Cold
Determined Determined
Practical Practical
Cautious Cautious

The list was shown to two different groups. The only difference between these two lists
is the words warm and cold. The group shown List 1 added on other words to describe members
of the group, such as happy, good-natured, and other similar words. The group shown List 2 did
not choose the same words. Using either warm or cold made a difference on how people in the
group described other attributes of that person. When given a small set of attributes, a larger set
can be expounded on based on the first set seen. Zenger and Folkman (2009) noted Asch’s
research, “Had powerful conclusions. Some attributes such as ‘warm’ or ‘cold’ are central traits.
When a person is perceived to possess that characteristic, others immediately impute tag-along
characteristics. These are glued to the central trait” (Zenger & Folkman, 2009, p. 2). Many
people do not look at each competency individually and then make a judgment if a leader or
manager had this competency. Rather, people will make assumptions if someone possesses other
competencies or not based on the ones they see most readily. The goal should be to get this first
impression to work for you and not against you.

Cross-training. Cross-training occurs when a person tries to develop one skill and it
makes other skills stronger in the process. A person who knows how to water ski, for example,
may be able to pick up snow skiing or snowboarding easily. Learning one sport may make it

easier to develop the ability to do the others equally well.
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Success increases self-confidence. Self-confidence increases as skills are developed,
which in turns leads to further confidence building and further skill enhancement. Gaining more
self-confidence becomes a perpetual cycle after gaining new skills.

Increased aspiration level. When people succeed, the level to which they aspire is
raised, which makes them continue to become more effective at other levels.

The research confirmed that a leader with a more favorable perception has a positive
impact on profits, customer satisfaction, and less employee turnover, whereas a leader perceived
poorly has the opposite effect in these areas (Zenger & Folkman, 2009). Due to these findings,
Zenger and Folkman (2009) created a 360-degree assessment to rate a leader in these 16
competencies, with an additional five questions that address the engagement and commitment
level of their associates. Identifying the leaders who positively affect their associates and
ultimately the organization is critical for the future success of the individual and the
organization.

One way for leaders to improve how successful they are with a competency is by using
competency companions. “Competency companions are simply best friends” (Zenger &
Folkman, 2009, p. 174). A competency companion is used to leverage the strength of another
competency. If someone has Competency A, then it might be assumed that he or she also has
Competency B. These types of competencies fit together like a puzzle, and it makes sense that
someone who has good character would have high integrity. If a leader excels in developing
others, the perception from those around him or her is that the leader also excels in
communicating well with others (Orr & Sack, 2009; Spencer & Spencer, 1993; Zenger &

Folkman, 2009).
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Whether one looks at a competency as a series of puzzle pieces or as a foundation, it is
important to identify the competencies that not only matter but also separate mediocre
performers from superior performers. Covey and Merrill (2006) noted trust changes everything,
regardless of performance. An in-depth study of 341 salespeople in five industries over 11
companies revealed the importance of trust. There were two groups; one group had 173 top
performers and a second group had 168 average performers. Ziglar (2003) shared the results:
“The primary difference between the two groups was not skill, knowledge or ability. The 173
[top performers] were more productive because their customers trusted them” (p. 95). Trust is
the one element that must be present and if removed can destroy relationships, governments, and

businesses. The economics of trust is shown in Figure 8.

[ rust Speed CoSs

[ rust Shee( COS

Figure 8. Economics of trust.

The basis of the economics of trust is that low trust takes longer and costs the
organization, person, or country more money (Covey & Merrill, 2006). A leader in an
organization who has low trust by their subordinates will tend to take longer to accomplish tasks
and projects that will cost the organization more money due to the slowness. On the contrary, a
leader with high trust is able to get tasks done with a higher speed and a lower cost. Thus,
identifying how a leader builds trust is essential. In the model Covey and Merrill (2006) is
proposing from Figure 8, one important component of trust is a person’s capabilities. People
will extend trust toward a person seen as capable of performing a job. Covey and Merrill (2006)

proposed the four cores of credibility to building trust: integrity, intent, capabilities, and results.
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Integrity. Integrity is synonymous with honesty. Being honest means telling the truth
and leaving the right impression (Covey & Merrill, 2006). A short story to convey the meaning
of integrity is about tennis player Andy Roddick. During a tournament, the umpire made a call
in favor of Roddick. A serve returned to Roddick was determined to be out-of-bounds, but
Roddick did not agree. He showed the umpire the indentation in the dirt marking the in-bounds
placement of the ball. Roddick made a call against himself and ended up losing the match. This
is integrity. It is doing the right thing, regardless of how the situation may affect a person
negatively. Although Roddick may have lost the game, he won the respect of the audience and
the umpire that day.

Intent. “Intent is defined as a plan or purpose” (Covey & Merrill, 2006, p. 78). Covey
and Merrill (2006) noted three things accompany intent: motive, agenda, and behavior. Motive
is the reason why a person does something, and agenda grows out of motive. The agenda is what
a person wants to promote. Last is behavior, which is the expression of a person’s agenda and
motive. Conveying intent to others is the ideal situation, especially if others perceive behavior as
not being congruent. The old adage walk the talk, and talk the walk is important to leaders.
Saying one thing as a leader and acting in a manner that is not congruent will lead to distrust and
suspicion.

Capabilities. Covey and Merrill (2006) emphasized, “The first aspect of competence is
capabilities—the talents, skills, knowledge, capacities and abilities that we have that enable us to
perform with excellence” (p. 91).

Results. How a person performs in the past, present, and future is important. People

should hold the bar high and achieve better results than they thought possible.
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Moving on from the four cores of in building trust, the focus changes to the 13 behaviors
that Covey and Merrill (2006) identified as key factors in getting, gaining, and keeping trust.
The 13 behaviors are as follows:

* Talk straight

* Demonstrate respect

* Create transparency

* Right wrongs

¢ Show loyalty

* Deliver results

*  Get better

* Confront reality

* Clarify expectations

* Practice accountability

e Listen first

* Keep commitments

* Extend trust
It is important to understand as a leader what each of these 13 trust behaviors means to their
direct reports. Understanding this basic concept will allow each direct report to extend trust to
the leader as the leader works to get, gain, or grow the trust of these people. Covey and Merrill
(2006) emphatically noted, “You can’t talk yourself out of a problem you’ve behaved yourself
into . . . but you can behave yourself out of a problem you’ve behaved yourself into . . . and often

faster than you think” (p. 127).
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Not all competencies can be behaved into or out of to fix a weakness. Korn/Ferry
International, in conjunction with Lominger, a leading consulting and training firm in the area of
leadership, conducted research on competencies. Lombardo and Eichinger (2000) created a list
of 67 competencies that which roll up into 21 leadership characteristics validated by research.
The list of 67 competencies is intended to be narrowed down to around 10, along with an
additional five to 15 that are skills needed to do a particular job (Orr & Sack, 2009). Of the 67
Lominger competencies, the following are a few that are key competencies for a manager of
others: engaging associates, developing talent, directing others, motivating others, building
effective teams, and driving for results.

Korn/Ferry conducted a global normative study in 2009 and compared the data against
results in 2006 to determine the rank order of importance in select competencies (Orr & Sack,
2009). This increase or decrease in rank order was attributed to the changing landscape of the
world (Orr & Sack 2009). Disturbingly, Eichiner & Lombardo (2002) state the “raters
accurately predict the competencies critical to success about 60% of the time” (as cited in Orr &
Sack, 2009, p. 3.) Conversely, it can be said that there is a failure rate of 40% to predict the
competencies critical for success. It can be assumed that leaders in most organizations would not
be in favor of a 40% failure rate to identify the needed competencies, especially since having the
right competencies in individuals can have positive impacts on the success of an organization.
However, the competency is related to each level of the hierarchy in an organization. The 2009
global normative study looked at executives, managers, and individual contributors. Alongside
this information, the importance of the skill is also identified regarding to what degree it is
important for each level being studied. A summary of the findings from this study is shown

below.
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Executive level. Strengths that are emerging as increasingly important are dealing with
ambiguity and perspective. These competencies are harder to develop and improve on.
Managerial courage is highly important; the importance of it is to make sure the executive level
speaks up when the business needs to be seen as getting back on track. Problem solving is a
strength in the executive level and are continuing to get better at the ability to solve problems
effectively. One area that is rapidly declining as a strength is motivating others. Orr and Sack
(2009) reported, “[1t] has dipped eight spots in rank order of skill” (p. 7). Executives can be in
jeopardy of losing good talent if they do not soon inspire them again. A notable untapped
strength is learning on the fly. Executives do not see the correlation between this and success in
their organization. Areas such as being open to change, eager to learn from new experiences,
and willing to experiment relate to learning on the fly. The deduction to make is executives need
to become more creative, to value innovation, and to move away from a center of crisis all the
time.

Managerial level. Ethics and values was the competency that made the most notable
movement in rank order of importance. The rank moved up by 14 spots. Managers need to be
talented to deal with close calls and able to call out issues that are inconsistent to the
organization’s code of conduct. Untapped strengths are self-development and time management.
Most significant to discuss is time management, as this competency spills over into work-life
balance in which managers must be resourceful in leveraging their priorities and their time. An
area just as critical as, if not more than, time management is developing direct reports and others.
This is the lowest ranked skill. With it being known that a successful manager that has a positive

impact on direct reports affects the overall success of the organization, this area needs to be
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addressed. The role of a manager is to build the future talent pipeline (Ng, 2011; Orr & Sack,
2009; Spiro et al., 2008).

Individual contributor. Just as the manager role in ethics and values has risen in rank
order, so too has the individual contributor in this area and by 20 spots higher. This could be a
new area for further research. As in the manager and executive level, motivating others and
influencing without authority are competency weak areas. One suggestion to build future talent
in this area is to begin developing this competency at the individual contributor level so that it is
mastered before moving up the ladder. Another weak link is managing vision and purpose.
Although individual contributors are not responsible for creating the vision, they do need to
understand the vision and support it. Understanding the weak links is important, yet having a
plan to correct a deficiency is essential.

Orr and Sack (2009) stated, “Research strongly suggests that 70% of development comes
from experiences where there is something at stake, where success matters” (p. 14). Creating
development plans to improve effectiveness at a given competency should not be done in a linear
fashion (Zenger & Folkman, 2009). Creating a development plan using the assistance of a
mentor and working through it physically has the best results (Orr & Sack, 2009).

In addition, to the 67 competencies identified by Lombardo & Eichinger (2014), both
have conducted research to further identify their 67 competencies that are most highly correlated
to emotional intelligence and learning agility. However, identification of these competencies that
a person may have them, does not indicate how high they are in the areas of emotional

intelligence or learning agility. These competencies are reflected in Tables 8 and 9.
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Table 8

Competencies With High Correlation to Emotional Intelligence

Competency Rank Order
Listening 1
Conflict management 2
Sizing up people 3
Dealing with ambiguity 4
Understanding others 5
Motivating others 6
Patience 7
Interpersonal savvy 8
Composure 9
Self-knowledge 10
Building effective teams 11
Standing alone 12
Customer focus 13
Managing diversity 14
Comfort around higher 15
management

Compassion 16
Integrity and trust 17
Dealing with paradox 18
Personal learning 19
Approachability 20
Peer relationships 21
Humor 22
Table 9

Competencies With High Correlation to Learning Agility

Competency Rank Order
Dealing with ambiguity 1
Learning on the fly 2
Problem solving 3
Perspective 4
Conflict management 5
Personal learning 6
Sizing up people 7
Dealing with paradox 8
(continued)
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Competency Rank Order

Standing alone 9

Composure 10
Command skills 11
Process management 12
Creativity 13
Motivating others 14
Self-knowledge 15
Political savvy 16
Understanding others 17
Managing diversity 18
Self-development 19
Organizing 20
Timely decision making 21
Innovation management 22

49

Another competency set to consider is one by Spencer and Spencer (1993). Spencer and

Spencer cluster five different headings (see Table 10) of competencies. Each cluster has a

variety of listed competencies that have been categorized. Table 10 shows five headers, which

are the main cluster names, followed by a competency in italics and a list of supporting

behaviors for each competency. This list does not appear to be as robust as the Lominger

competencies. Some of the behaviors in this model look as though the behaviors could be

looked at subjectively. According to Spencer and Spencer (1993), “Most reports included t-tests

of statistical significance of each competency but not of the significance of each behavioral

indicator within each competency” (p. 19). Therefore, since the significance of each behavior

has not been validated this may mean the right behaviors are not accurately aligned inside each

cluster.
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Table 10

Spencer & Spencer Competency Cluster Model
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Achievement & action Helping & human service Impact & influence Managerial Cognitive
Achievement |Initiative |Interpersonal |Customer Impact & |Organizational |Developing Directiveness [Analytical |Conceptual
orientation understanding  [service influence |awareness others thinking thinking

orientation
Intensity Time Depth of Focus on Actions  |Depth of Completeness |Intensity Complexity |Complexity
dimension |understanding |needs taken understanding |of of analysis |& originality
others of organization |developmental of concepts
plan
Achievement |Self Listening to Discretionary |Breadth or |Relationship ~ |Rank of Team Technical /
impact motivation |others effort to help [network |Building people leadership Professional/
others of directed Managerial
influence Expertise
(EXP)
Degree of Closeness of  |Teamwork & |[Strength of Technical
innovation relationships  [cooperation  |the leadership knowledge
built role
Intensity of
fostering
teamwork
Size of team
Summary

Over thousands of years, people have evolved in how they influence others to conduct

work or tasks for them. Tasks have evolved over the millennia and will continue to evolve in the

future. The environment dictates which approach to use to be successful. These approaches

have been influenced and changed throughout history. Managerial tasks and leadership roles

have been assumed by people from all civilizations. Although terms such as manager and

leadership may not have existed, their functions certainly did happen. Management roles and

principles were later theorized and put into practice by Fayol, the father of modern management,

in the late 1800s. This list of principles was the first rudimentary concept of competencies and

continues to evolve.

Managers and leaders have been challenged to keep up with change, especially in the last

40-50 years, as significant advances have been made in the area of technology. Technology has

changed the way business is conducted, which changes the skill sets needed by people of all

levels in a business organization. In addition, organizations have undergone massive changes,
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such as reorganizations. Reorganizations have contributed to have leaner, flatter hierarchies,
which have increased the spans of reporting for managers. Managers are now managing and
leading remotely, which requires a shift in how they direct their associates.

The role of managers is vastly different from the role of their associates. Sales managers
are seen as reinforcing the company vision and obtaining its goals, along with hiring,
interviewing, developing talent, training, and incorporating feedback loops on performance. The
salesperson is the conduit used to achieve the goals and normally has no managerial
responsibilities; therefore, the competencies that each role is required to have are very different.

Just 20 years ago, managerial guru Drucker (1992) saw the role of a manager as one who
identifies the vision, whereas a leader was seen in roles in the community or a family, yet not a
business organization. Today, the leader is the person who pinpoints the vision, and managers
and their team must see the vision to a reality. The overwhelming consensus is influence over
others allows people to follow the vision of the leader. Leaders gain influence from their
followers based on leadership traits others admire in them. Some of these traits are as follows:
inspiring, competent, self-controlled, imaginative, broad-minded, and honest. Leaders who
possess these traits and others will more likely be able to have more influence over another
person.

Proponents of the competency movement began to look at traits, also known as
competencies, in the 1970s. McClelland, as well as Boyaztis, Spencer and Spencer and
McLagan, had influence during this time. Most notably, McClelland has been branded the father
of the modern competency movement. Boyatzis produced the first empirically based book

written on competency model development. Boyatzis was also influential, along with others, in
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defining a competency. Boyatzis’s definition of a competency became the framework for what
other authors, such as Spencer and Spencer, Klemp, and Hornby and Thomas, would use.

It is urgent to identify which competencies identify and mark the difference between
average performers and superior performers. More organizations should consider the
identification of the competencies possessed by superior performers. Even though 70% of
organizations in the United States use a competency model, researchers do not know how many
are using a model that determines a superior performer. There are many approaches in
developing a competency model, and each has its own advantages and disadvantages. Time,
education, and cost will be determining factors to get more organizations to join the competency
movement.

The list of competencies is as long as the list of authors. However, each viewpoint has an
argument for the rationale used to determine which competency to consider. The complete list of
172 competencies will be under review in this study (see Table 11).

Many empirical models have created competency categories, and having a list of no more
than 10-15 competencies is important for each job role. Any more competencies than this that a
person is expected to master will be difficult to monitor. It is important to identify the
competencies for roles and expectations in the future. Predicting what role expectations will be
in 5 or 10 years may allow organizational leaders to determine which competencies may still be
valid and which ones will need to change. Korn Ferry (2014) states, “Since competency
modeling is future-oriented...it is instrumental in influencing employee behaviors” (p. 3). Refer
to Table 12 to see highlights of differences between competency modeling and traditional job

descriptions.
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List of 172 Competencies Used in Study
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Competency name

Source

Division of work, unity of direction, order, authority, discipline, unity of
command, remuneration, centralization, scalar chain, equity, initiative, spirit de
corps, subordination of individual interests to the general interest, stability of
tenure of personnel

Fayol (as cited in Wren &
Bedeian, 2009)

Specialized knowledge, interpersonal maturity, intellectual maturity,
entrepreneurial maturity, on-the-job security

American Management
Association (as cited in
Rothwell & Lindholm,

1999)

Accurate self-assessment, memory, logical thought, positive regard,
conceptualization, proactivity, managing group process, self-control, concern with
close relationships, efficiency orientation perceptual objectivity, self-confidence,
use of socialized power, stamina and adaptability, use of unilateral power,
specialized knowledge, use or oral presentations, spontaneity

Boyaztis (1982)

Honest, forward-looking, inspiring, competent, intelligent, fair-minded,
straightforward, broad-minded, supportive, dependable, cooperative, courageous,
determined, caring, imaginative, mature, ambitious, loyal, self-controlled,
independent

Kouzes & Posner (2007)

Displaying high integrity & honesty, technical & professional expertise, solving
problems & analyzing issues, innovation, practicing self-development, focus on
results, establish stretch goals, take responsibility for outcomes, communicating
powerfully, inspiring & motivating others, building relationships, developing
others, collaboration & teamwork, developing strategic, championing change,
connect internal groups to the outside world, perspective

Zenger & Folkman (2009)

Talk straight, demonstrate respect, create transparency, right wrongs, show
loyalty, deliver results, get better, confront reality, clarify expectations, practice
accountability, listen first, keep commitments, extend trust

Covey & Merrill (2009)

Intensity, time dimension, depth of understanding others, focus on needs, actions
taken, depth of understanding organization, completeness of developmental plan,
complexity of analysis, originality of concepts, self-motivation, listening to others,
discretionary effort to help others, breadth or network of influence, rank of people
directed, degree of innovation, closeness of relationships built, strength of the
leadership role, technical knowledge, intensity of fostering teamwork

Spencer & Spencer (1993)

Action oriented, dealing with ambiguity, approachability, boss relationships,
business acumen, career ambition, caring about direct reports, comfort around
higher management, command skills, compassion, composure, conflict
management, confronting direct reports, creativity, customer focus, timely
decision making, decision quality, delegation, developing others, managing
diversity, ethics and values, fairness to direct reports, functional/technical skills,
hiring & staffing, humor, informing, innovation management, integrity and trust,
intellectual horsepower, interpersonal savvy, learning on the fly, listening,
managerial courage, managing and measuring work, motivating others,
negotiating, organizational agility, organizing, dealing with paradox, patience,
peer relationships, perseverance, personal disclosure, personal learning,
perspective, planning, political savvy, presentation skills, priority setting, problem
solving, process management, drive for results, self-development, self-knowledge,
sizing up people, standing alone, strategic agility, managing through systems,
building effective teams, technical learning, time management, TQM/Re-
engineering, understanding others, managing vision & purpose, work/life balance,
written communications

Eichinger & Lombardo
(2000)
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Table 12

The Difference Between Competency Modeling and Traditional Job Analysis as adapted from

Korn Ferry (2014).

Traditional Job Analysis Competency Modeling
Focused on the past/future Future-focused
Associated with day-to-day operations Associated with organizational strategy
Focuses mostly on the technique facet of the job | Captures value and personality orientation
Describes behavior Influences behavior
Connects to a particular job Can be applied to many jobs

Waiting until the last minute to make adjustments will not lead an organization to
success. Success comes when OSMs have mastered the competencies identified in superior
performers. As shared by Prahalad & Hamel (1990), “Core competence does not diminish with
use....competencies are enhanced as they are applied and shared...they are also the engine for
new business development” (p. 5-6). By managing a portfolio of competencies rather than a
portfolio of business, these authors observed companies can have a better competitive advantage

in doing so (Prahalad and Hamel, 1990).
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Chapter 3: Research Methods

This chapter contains an outline of the research methodology that will be used in this
study. Included in this chapter is the research design, the method chosen for selecting
participants, a discussion on how to protect participants, and the method selected for collecting
the data.
Statement of the Problem

Outside sales managers play a key role in the success of an organization and need to be
hired based on a set of competencies designed for their job roles. A review of the literature
indicated that researchers have conducted a lot of research on sales people, but not on OSMs.
Given how much has changed in the way of technology, flatter organizations, and remotely
managing associates, competencies that need mastering should include components that will
allow OSMs to manage their sales team effectively based on these changes. Hiring OSMs by
looking at competencies found in superior performers will allow higher caliber people to be
recruited and employed. Using this method will allow organizations to flourish if their talent
pool is of the utmost quality.
Purpose of the Study

Sales managers who possess the right competencies for their job are critical to the
financial success of organizations. Yet, the literature contains an inconsistent list of the
competencies that sales managers need to possess to support the long-term success of their
organizations. Accordingly, the purpose of this study is to identify critical competencies that

OSMs who work in the for-profit sector need to possess to be successful.
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Research Question

The primary research question examined in this study will be as follows:

What critical competencies do OSMs need to be successful?
Research Design

This study will include a Delphi method to explore the competencies needed for superior
performing OSMs within the continental United States. Hall (2009) noted, “The Delphi Method
for doing mixed-method research is a valuable way to do research in business, government and
in academic settings” (p. 1). The Delphi method was pioneered by Dalkey, Helmer, and Rescher
of the RAND Corporation (Landeta, 2005; Skulmoski, Hartman, & Krahan, 2007), who worked
on a U.S. Air Force project in which they solicited expert opinions. The Delphi technique is a
procedure used to “obtain the most reliable consensus of opinion of a group of experts . . . by a
series of intensive questionnaires interspersed with controlled opinion feedback™” (Dalkey &
Helmer, 1963, p. 458). There are many ways to apply the Delphi method, but the four
characteristics that define the process of the Delphi procedure are anonymity, iteration,
controlled feedback and the statistical findings of the group (Skulmoski et al., 2007).

1. Anonymity: Using questionnaires will allow group members to express their opinions
and views without pressure from other members of the group. This also allows each
person’s voice to be heard, and no one will be pressured to make decisions based on
what other members in the group may be saying.

2. Tteration: The process of using questionnaires can happen over several rounds, and in
each round, the group members can continue to give valuable feedback.

3. Controlled feedback: Members of the group are informed of their anonymous

colleagues’ responses. Typically, a group summary is given.
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4. Statistical findings: Once a round is complete, the results from the group are
statistically summarized and given back to the group members. The group opinion
then becomes the statistical average.

The application of the above process can have some degree of variation. For example,
the first round could be a free-flowing interview with each member to gain initial responses. In
subsequent rounds, the responses can be elicited in a quantitative method. Using the Delphi
method is an efficient way to get “the cream to rise to the top” (Dalkey, 1969, p. 16).
Appropriateness of the Delphi Process

The Delphi process has been shown to be effective in the following areas, as noted by
Linstone and Turoff (1975): “gathering current and historical data not accurately known or
available . . . distinguishing and clarifying real and perceived human motivations . . . exposing
priorities of personal values [and] social goals” (p. 1). In addition, Linstone and Turoff (1975)
noted the applicable circumstances for a Delphi study:

* The problem does not lend itself to precise analytical techniques but can benefit from

subjective judgments on a collective basis

* The individuals needed to contribute to the examination of a broad or complex
problem have no history of adequate communication and may represent diverse
backgrounds with respect to experience or expertise

* More individuals are needed than can effectively interact in a face-to-face exchange

* Time and cost make frequent group meetings infeasible

* The efficiency of face-to-face meetings can be increased by a supplemental group
communication process

* Disagreements among individuals are so severe or politically unpalatable that the
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communication process must be refereed or anonymity assured

* The heterogeneity of the participants must be preserved to ensure validity of the
results (i.e., avoidance of domination by quantity or by strength of personality, also
called the bandwagon effect; Linstone & Turoff, 1975).

The input of knowledgeable experts as participants to determine which managerial,
leadership, and personal competencies are needed for successful OSMs will be used through a
Delphi study. Because the participants live across the continental United States, using a Delphi
study will limit the time and cost to meet with the group.

Limitations

The researcher will gain consent from each of the direct stakeholders. The direct
stakeholders in this research will be VP’s of Sales, Directors, C-suite executive, distributor
owners, and OSMs’ line managers. The researcher’s main role is similar to the role of some of
the stakeholders. Therefore, there is some degree of subjectivity regarding what the researcher
initially believes will be the outcome of the research. Kumar (2011) described subjectivity as
“related to your educational background, training and competence in research, and your
philosophical perspective” (p. 246). The researcher will be cautious and aware of these views
and attitudes toward possible outcomes and will seek to gain the true essence of the beliefs of the
stakeholders. It is critical that the researcher does not unintentionally influence the responses or

direction of the study (Hall, 2009).

Other possible limitations of a Delphi study are as follows:

* Ignoring rather than exploring disagreements or differences

* High attrition rate

www.manaraa.com



59

* Poorly written questionnaires can limit robust responses

* Time consuming, as iterative rounds are a part of the method

* Success will depend on the quality of the participants

* Number of panelists may not be representative of a wider population, which can

result in generalization
* Answering the survey with neutral answers to quicken the process
The researcher is seeking highly engaged, professional panelists that should

overcome these limitations. The researcher has designed an easy to read survey with a five point
Likert scale. Using a five point Likert scale will give reliable results as will a seven point Likert
scale. A shorter scale is being used in an effort to avoid rater-fatigue and attrition in the survey
process.
Procedural Steps in the Delphi Process

Overview. The steps in the Delphi process will commence with an initial questionnaire
given to a panel of knowledgeable experts, after which he researcher will summarize the findings
and disseminate them to the group. At this point, the iterative process will begin. Normally two
rounds or more will be conducted until a consensus is met. Rowe and Wright (1999) noted,
“One of the aims of using Delphi is to achieve greater consensus amongst panelists” (p. 363).
Participants will then continue to have the opportunity to refine their opinions based on the
feedback from the group at each new round.

Panel of experts. After the initial list of competencies are identified, the next task will
be to determine who will be on the panel. Rowe and Wright (1999) emphasized the importance
of having panelists with expertise in the area of review. Interestingly, “most empirical studies

have used inexpert (often student) panels” (Rowe & Wright, 1999, p. 371). Attributes other than
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the panelists being experts include gender and education. Tomasik (2010) conducted two
separate studies and determined no relationship existed between these demographic factors and
the impact on the effectiveness of the Delphi study. Brockhoff (1975) showed there was no
consensus on the number of panelists to use in the study. Rowe and Wright (1999) noted the
lack of a “consistent relationship between panel size and effectiveness criteria” (p. 372). Delphi
studies have used between four and 345 panelists (see Table 13).

Table 13

Delphi Rounds and Sample Size

Authors Number of rounds Sample size
Richards (2000) 2 23
Friend (2001) 3 8
Skulmoski (2002) 3 17
Ayers (1985) 3 82
Hartman & Baldwin (1995) 1 62
Lecklitner (1984) 2 345

Because there is no agreed upon best number with regard to the number of participants,
researchers should consider whether the group is heterogeneous or homogeneous. In a
homogeneous group, a smaller group of 10 to 15 experts should yield sufficient results
(Meijering, Kampen, & Tobi, 2013; Skulmoski et al., 2007). However, Dalkey (1969) found if
the group was up to at least 11 members, there was an increase in accuracy. Furthermore,
Dalkey, Brown, and Cochran (1970) “concluded that 15-20 panel members might be optimal for
Delphi studies” (p. x). A very large number will become cumbersome to manage in the Delphi
process (Dalkey, Rourke, Lewis & Snyder, 1972; Delbecq, Van de Ven & Gustafsen, 1975).
The targeted number of panel members for this study will be 20 experts. These experts will

come from the researchers contacts via Linked In.
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Lastly, participants chosen to be Delphi panelists should meet four criteria: knowledge,
experience, willingness to participate, and ability to commit the necessary time to the Delphi
process (Adler & Ziglio, 1996). Participants who are able to meet the criteria may have work
schedules that make it difficult to accommodate the study from start to finish. Ensuring the
questionnaire is engaging is one way to capture and keep participants’ attention, time, and focus.
Helmer (1967) advised, “Select your experts wisely, create the proper conditions under which
they can perform most ably . . . use considerable caution when deriving from their various
opinions a single combined position” (p. 5).

Phases of a Delphi study. A Delphi study involves four major phases (see Figure 9).
Linstone and Turoff (1975) described the four distinct phases as follows:

The first phase is characterized by exploration of the subject under discussion, wherein
each individual contributes additional information he feels is pertinent to the issue. The
second phase involves the process of reaching an understanding of how the group views
the issue. If there is significant disagreement than the disagreement is explored in the
third phase to bring out the underlying reasons for the differences and possibly to
evaluate them. The last phase, a final evaluation, occurs when all previously gathered
information has been initially analyzed and evaluations have been fed back for

consideration. (p. 5-6)
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PHASE 1:
Exploration of the
subject or initial
evaluation

PHASE 4:

Final evaluation after all
information has been
analyzed and given back
for consideration

PHASE 2:
Reach an understanding
of how the group views
the subject

PHASE 3:
Exploration of
disagreement-

consensus

Figure 9. Four main phases of a Delphi study.

In this study, the four phases will be modified as follows. The first phase of the analysis,
the initial evaluation, will consist of developing an exhaustive list of competencies and placing
these items on a questionnaire to assess their degree of importance to the success of OSMs. The
second phase, the iterative process, will involve reassessing the items by asking the panel of
experts to reevaluate the degree of importance of each item and eliminating from the list those
items deemed unimportant. Using a median score of 4.50 or greater for each competency will be
used to place those competencies on a subsequent survey. The third phase, consensus, is the
process of determining if consensus is achieved. As described below, consensus will be
determined by either 70% of the remaining items reporting an interquartile range (IQR) of 1 or
smaller or if no significant changes to the median scores are achieved in two consecutive rounds.
In Phase 4, the researcher will group the remaining competencies, all deemed important, into
common themes and report those items and the items that comprise them. The process becomes
iterative from here and begins the steps from phase two through four until consensus is reached.
The number of rounds will vary by study and the amount of disagreement that may arise.

Phase 1: Initial evaluation. Each panelist will receive a survey and a request to provide

his or her initial input on rating the competencies based on importance. One hundred seventy-
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two competencies have been identified through an exhaustive review of literature presented in
Chapter 2. These competencies will be listed on the survey and a 5-point Likert-type scale will
help to identify the level of importance of each competency. The scale will be 1 = least
important, 2 = somewhat unimportant, 3 = neither important nor unimportant, 4 = somewhat
important, and 5 = most important.

The results gathered in the first phase will be evaluated and then sorted for Phase 2. The
evaluation will consist of calculating a median importance rating for every item. After the
median is calculated for each of the 172 items, the Phase 2 instrument will be sorted by listing
the items rated most important (median scores of 5) to items rated least important (median scores
of 1). Items with median scores of less than 4.50 will be eliminated from the instrument. The
remaining items will be listed with the same Likert-type scale as used in Phase 1.

Phase 2: Iterative process. In this phase, the iterative process of the Delphi model
begins. The results of the first round, the Phase 2 instrument, will be returned to the panel of
experts for reevaluation. After the participants complete and return the instruments, median
scores and IQRs for each item will be calculated. Competencies will be rated from most
important (median score of 5) to least important (median score of 1). The median score of each
item will be reported, and the corresponding IQR will be reported next to each item in
parenthesis. Items with median scores below 4.5 will be removed from the list and the remaining
items will be listed on a new instrument along with a 5-point Likert scale. This process will be
repeated until consensus is achieved or until the list has reached 10-15 competencies with a
median score of 4.25 or higher in the final round.

Phase 3: Consensus. Measuring consensus is the component of the Delphi method that

is the least developed (Rayens & Hahn, 2000). The three methods to analyze the responses from

www.manaraa.com



64

these questionnaires statistically are interquartile range (IQR), the McNemar test, and
Cronbach’s alpha (Bland & Altman, 1997; McNemar, 1947). The IQR will be used exclusively
to analyze the questionnaires in this Delphi study.

The IQR is used to determine consensus. The IQR is the difference of the value between
the 75th and the 25th percentiles. An IQR of less than 1.0 is an indicator of consensus (Raskin,
1994). However, Rayens and Hahn (2000) noted there is no consistency in using IQR as a
method of analysis for the Delphi method, yet the IQR does appear to be a common method for
analysis. In addition, Rayens and Hahn proposed,

A cut off of 70% generally positive respondents (5—7 on the Likert scale) means that if a

factor has an IQR < 1.00 and > 70% of the respondents provided a positive response to

this factor then it can be considered that consensus has been achieved. (p. 312)

Because the study will include a 5-point Likert-type scale, this is the IQR range that will be used
for evaluation. Although Rayens and Hahn propose using a Likert scale of 5-7, this researcher
has decided to use a 5-point Likert scale since there initially will be 172 competencies to review.
The aim behind using the 5-point Likert scale is to make it easier for the panelists to give
feedback without losing interest in taking the survey and quitting. Interquartile range in 4-point
Likert-type scales may have insufficient criteria (Rayens & Hahn, 2000) to determine agreement
and as such will not be used in this study. If an IQR of 1 or less is not achieved among at least
70% of remaining items, then consensus will be accomplished if no significant changes in the
ranking of the items is achieved in two consecutive rounds of the Delphi study.

Phase 4: Final analysis. Once consensus is achieved among the remaining items on the

list, then those items will be grouped together under common themes, similar to the approach
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used in content analysis of qualitative data. Major themes (groupings) of similar items will be
reported with their relative importance.
Validity and Reliability

The Delphi method is characterized by iterative rounds of collecting data from a panel of
experts, in this study there were three rounds conducted. After an exhaustive search of the
literature, an initial list of 172 competencies was identified by the researcher and used in the first
survey. After each round, the researcher analyzed the results from the survey, reported the
results back to the panel of experts and used the results as the basis for the second survey. This
was conducted a total of two times. The iterative process and the panel of experts in the study
supports the external validity of this study. It should also be noted, in a homogenous group, as
was the case in this study, a smaller group of 10-15 experts should yield sufficient results
(Meijering, Kampen & Tobi, 2013; Skulmoski et al., 2007).
Plans for Institutional Review Board

Selection of experts. The panel of experts will include VP of Sales, Directors, C-suite
executives and distributor owners in the for-profit business sector across the continental United
States. To allow for easier communication between the researcher and the panelists, panelists
will be limited to those who live in the Pacific Standard Time Zone. Criteria for inclusion in the
study include being a manager of sales managers, a minimum of 5 years of experience in
managing others, or the owner of a business, providing the owner has responsibility for hiring at
the OSM level or higher. Conversely, exclusion from the study will be panelists who live
outside the Pacific Standard Time Zone along with new, first time supervisors.

The number of panelists being used in this study will be 10-15, as suggested for

homogenous groups (Skulmoski et al., 2007). The researcher will send out requests to
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participate to a minimum of 20 prospective panelists. This overage will allow the researcher to
determine that the participation of the panelist will meet the required timeframe for completing
the surveys. If the number of panelists that participate in any survey falls below 7, then the
Delphi study will terminate and commence again with a new group of panelists.

Human subjects consideration. This study meets the requirements for exemption under
Section 45 CFR 46.101(b)(2) of the U.S. Department of Health and Human Services that govern
the protection of human subjects (Protection of Human Subjects, 2009). The only risk
anticipated would be the time to participate in the study to reflect on inadequacies in the current
competencies or lack thereof.

An application for the claim of exemption will be filed with the Institutional Review
Board at Pepperdine University. This study will involve an initial phone contact or email via
Linked In to explain the study to each panelist. An application for waiver of informed consent
has been submitted (see Appendix A), thus allowing the researcher to eliminate the need for a
signed response from each expert panelist. The information normally included in a consent
form, which includes; the purpose of the study; the methodology of the study; benefits of the
study, if any; estimated time commitment for the study; a statement noting the panelist’s
participation is voluntary and can stop at any time they choose; and a statement that says their
participation will be anonymous and confidential to the other participants, unless they specify
otherwise will be listed at the beginning of each survey. Anonymity is key and maintained
throughout the process. The responses from each panelist will not be tied to their name, but just
organized by overall themes.

The information collected via surveys will remain confidential and only a summary of the

outcome of the survey will be shared with the group. The survey will be conducted online at
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Surveymonkey.com, and the results will only be able to be accessed by the researcher. All data
will remain on the personal computer of the researcher, which is password protected. All data
will be destroyed within 3 years after study completion.

The Pepperdine Institute Review Board has approved the application (Appendix B) that
was submitted by the researcher. Upon their review, the researcher met all of the criteria under
Section 45 CFR 46.101(b)(2) of the U.S. Department of Health and Human Services that govern
the protection of human subjects (Protection of Human Subjects, 2009).

Recruitment of Participants

To garner participation in this study, all expert panelists will be contacted by e-mail using
a script (see Appendix C). The e-mail will outline the criteria for eligibility and the forecasted
time commitment. The method of recruitment will be via phone and the researcher’s LinkedIn
account and other personal contacts via email. The researcher has been intentionally inviting
people to become “connected” on LinkedIn for the purpose of this study. However, there has
been no contact or conversation regarding this study. By connecting with people this allows the
researcher to send “in emails” via the LinkedIn account to prospective panelists. An in email is
an e-mail, which is sent through LinkedIn and goes directly and privately to the receiver on the
other end. This is the method that will be used for prospective panelists that the researcher does
not personally know. For other prospective panelists the researcher does know, they will be
contacted individually via email or a personal phone call using the script.

After gaining the commitment from the panelists, they will receive a letter via e-mail (see
Appendix D) thanking them for agreeing to participate, reminding them that their participation is
voluntary and they can elect not to participate or withdraw at any time, and providing a link to

take their first survey. The initial survey (Appendix E) will be e-mailed to all panelists.
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Subsequent questionnaires will be made and sent out after determining consensus from the first
questionnaire.

If the panelists do not answer the survey within a 5-day window after each survey
distribution they will receive a reminder email (see Appendix F). As long as the researcher has
the minimum number of panelists, which has been defined as 8§ the Delphi study will proceed.
However, the ideal number of panelists to participate is 10-15. Less than 8 respondents will
require the Delphi to end and commence from the beginning.

Summary

Since the onset of the Internet, change has been occurring more rapidly and making it
necessary the way people and organizations do business to be reconsidered. Organizations need
to ensure that the people they employ are examined to ensure the competencies needed to do the
job are still the right competencies to get the job done and make sure the company succeeds at
the same time. Forecasting these competencies needs to be done to a certain degree by
organizations to make sure that what may be important in the future is being looked at today.

This research aims to partially fill the gap in literature among OSMs who work in the for-
profit sector. Identifying the competencies needed for success by this layer of management has
not been conducted to the same degree as the competencies that sales people need. Using a
Delphi method to explore the competencies needed for OSMs will be employed in this research.
It has been shown that using a Delphi method is the most efficient way to get “the cream to rise
to the top” (Dalkey, 1969, p. 16). It is for this reason along with the ability to come to consensus
that a Delphi method will be used. The Delphi method allows each panelist to provide feedback
and insights anonymously, which may allow for more transparent feedback since the panelist

does not have to worry about what others may think of their responses.
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The list of competencies is quite robust, with 172 competencies (see Appendix G) that have
been identified for the Delphi. It is being assumed that three rounds will be used in this Delphi,
however if consensus can be found in two rounds then that is all that will be necessary. Other
Delphi studies have found consensus in just one round. Using the interquartile range or IQR will
be the method used to determine consensus in this study. A 5-point Likert scale will be used
over a 7-point scale with the assumption that it will be more time effective for the panelists when
providing their feedback.

In addition, the sample size or number of participants, otherwise known as panelists should
have at least 11 and this increases the accuracy (Dalkey, 1969). In this study a total of 15
panelists will be sought out to participate.

The researcher of this study will act in accordance with all ethical and legal obligations that
is required by the Institutional Review Board at Pepperdine University. Appropriate forms to
communicate the purpose of the study, the methodology of the study, benefits of the study,
estimated time commitment for the study and of course a statement letting the panelists know

that their participation is voluntary and can end at any time.
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Chapter 4: Research Findings
Introduction

This chapter represents the results of the Delphi study, including the ranking of all 172
competencies evaluated by a panel of experts, along with the data collected in each of the three
phases of the study. There is discussion around the recruitment of participants, initial responses
to the study, the competencies in which no consensus was found along with the thematic analysis
of the data.

Recruitment of Participants

The selection process for participants in the study began by considering qualifications
needed for a panel of experts. Criteria for inclusion in the study included being a manager of
sales managers, a minimum of 5 years of experience managing others, or a business owner who
has responsibility for hiring at the OSM level or higher. Qualified panelists were those who live
in the Pacific Time Zone to allow for quicker response time to the surveys distributed.
Conversely, excluded from the study were panelists living outside the Pacific Time Zone, along
with new, first-time supervisors with less than 5 years of hiring at the OSM level.

An application for Waiver or Alteration of Informed Consent Procedures was requested
and granted by the Institutional Review Board, thus allowing the investigator to omit the
requirement of having a signed consent form from the subjects in the study. The researcher
solicited the experts via a personal account on LinkedIn. An initial letter was sent out to 42
prospective panelists whom the researcher thought might meet the minimum criteria based on
their own job title, which consisted of vice president of sales, director of sales and marketing, C-
suite executives, or the owner of a manufacturer or distributor. The letter invited prospective

panelists to participate voluntarily in the study if they met the minimum criteria and to respond
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back in the affirmative to the LinkedIn InMail. Out of the 42 people, two people declined to

participate, one did not meet the minimum qualifications, and 18 people responded in the

affirmative, thus leaving 21 people who did not respond back at all (see Figure 10). This

represented an initial response rate of 41.8%.

Initial Responses to Participate in Study
21
18
2 1
. —
Declined to Not Qualified No Response Agreed to
Participate Participate

Figure 10. Initial responses to participate in study.

As some of the people asked to participate in the study were in the same industry as the

researcher, it was assumed that this might have been a causal factor for the low response rate.

The target number was 15 panelists, and this number was met and exceeded, with 18 individuals

agreeing to participate (see Figure 11).

Number of Participants and Their
Titles
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Out of 42 possible panelists, only three were women. This is discussed later in Chapter
5. Tomasik (2010) determined that demographic factors such as gender did not have an impact
on the effectiveness of a Delphi study. All three women agreed to participate. Therefore, 17%
of the panelists were female, and 83% were male. All panelists who agreed to participate were
located in California according to their LinkedIn profiles.

Participation

Forty-two prospective expert panelists were initially contacted via LinkedIn e-mail, and
18 opted to participate voluntarily in the study. A minimum of eight expert panelists was needed
to participate in each round. Failure to achieve this number would indicate the study would have
to cease and begin again. Because this was a homogenous group, 10 to 15 experts should have
yielded sufficient results (Meijering et al., 2013; Skulmoski et al., 2007). Nine of the 18 expert
panelists took the first survey, for a 50% participation rate. A reminder e-mail was sent out after
5 days, allowing the panelists an additional 3 days to take the survey. On the second round, 10
out of the 18 expert panelists took the survey, resulting in a 55.6% participation rate. Again, a
reminder e-mail was sent out after 5 days, allowing the panelists an additional 3 days to take the
survey. On the third round, 10 out of the 18 expert panelists took the survey, resulting in the
same 55.6% participation rate.

Each survey was open for eight days during all three rounds. This allowed for the initial
five days for each expert panelist to complete the survey and gave time for the reminder email,
which gave the panelists an additional 3 days to complete. Each round was analyzed on the ninth
day. The analysis took one day to complete for each round and the new survey was sent out on

the same day as the analysis took place. Each survey was closed on the ninth day, thus not
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allowing any more panelists to take the survey. Therefore it is not known if additional panelists
tried to complete the survey.
Round 1 Analysis

For the first round of analyses, the researcher constructed a questionnaire listing all 172
competencies and sent it out via Surveymonkey.com to 18 expert panelists, of whom nine
responded. The minimum number of respondents needed to take the survey was seven;
otherwise, the study would have ceased and started again. A 5-point Likert-type scale was used,
where 1 indicated least important and 5 indicated most important. All 172 items (see Table 14)
had comparatively high levels of importance. Interestingly, a median rating of 3.0 or higher was
found for all 172 items. In addition, almost all items (n = 167, 97.1%) had a median rating of at
least 4.0 on the 5.0 scale. In Round 1, 41 items (23.8%) that had a median rating of at least M >
4.50 were used in Round 2. Those 41 items are displayed in Appendix H and were used as input
for the Round 2 evaluation process.

As a point of reference, interquartile range (IQR) is used to determine consensus. The
IQR is the difference of the value between the 75th and the 25th percentiles. An IQR of less than
1.0 is an indicator of consensus (Raskin, 1994). The mean (M) is the average of all the numbers,

while the median (Mdn) is the middle number in a list of sorted numbers.

Table 14
Round 1 Results
Survey item M Mdn I0R
Initiative 5.00 | 5.00 0.00
Honest 5.00 | 5.00 0.00
Integrity and trust 5.00 | 5.00 0.00
Displaying high integrity and honesty 4.89 | 5.00 0.00
Deliver results 4.89 | 5.00 0.00
Action oriented 4.89 | 5.00 0.00
(continued)
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Action oriented 4.89 | 5.00 0.00
Interpersonal maturity 4.78 5.00 0.50
Entrepreneurial maturity 4.78 5.00 0.50
Take responsibility for outcomes 4.78 5.00 0.50
Practice accountability 4.78 5.00 0.50
Keep commitments 4.78 5.00 0.50
Strength of the leadership role 4.78 5.00 0.50
Developing others 4.78 5.00 0.50
Managing and measuring work 4.78 5.00 0.50
Motivating others 4.78 5.00 0.50
Intellectual maturity 4.75 5.00 0.75
Stamina and adaptability 4.67 5.00 0.50
On-the-job maturity 4.67 5.00 1.00
Self-confidence 4.67 5.00 1.00
Focus on results 4.67 5.00 1.00
Inspiring and motivating others 4.67 5.00 1.00
Developing others 4.67 5.00 1.00
Demonstrate respect 4.67 5.00 1.00
Intensity 4.67 5.00 1.00
Actions taken 4.67 5.00 1.00
Self motivation 4.67 5.00 1.00
Approachability 4.67 5.00 1.00
Customer focus 4.67 5.00 1.00
Perseverance 4.67 5.00 1.00
Drive for results 4.67 5.00 1.00
Remuneration 4.56 5.00 0.50
Esprit de corps 4.56 5.00 1.00
Straightforward 4.56 5.00 1.00
Determined 4.56 5.00 1.00
Solving problems and analyzing issues 4.56 5.00 1.00
Clarify expectations 4.56 5.00 1.00
Depth of understanding others 4.56 5.00 1.00
Managing diversity 4.56 5.00 1.00
Ethics and values situation 4.56 5.00 1.00
Interpersonal savvy 4.56 5.00 1.00
Building effective teams 4.56 5.00 1.00
Intensity of fostering teamwork 4.44 5.00 1.00
Logical thought 4.44 4.00 1.00
Forward-looking 4.44 4.00 1.00
Broad-minded 4.44 4.00 1.00
Courageous 4.44 4.00 1.00
Ambitious 4.44 4.00 1.00
Listening to others 4.44 4.00 1.00
Business acumen 4.44 4.00 1.00
Composure 4.44 4.00 1.00
Confronting direct reports 4.44 4.00 1.00
Timely decision making 4.44 4.00 1.00
Fairness to direct reports 4.44 4.00 1.00
Managerial courage 4.44 4.00 1.00
Planning 4.44 4.00 1.00
Unity of direction 4.33 5.00 1.00
(continued)
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Order 4.33 4.00 1.00
Specialized knowledge 4.33 4.00 1.00
Accurate self-assessment 4.33 4.00 1.00
Conceptualization 4.33 4.00 1.00
Managing group process 4.33 4.00 1.00
Self-control 4.33 4.00 1.00
Managing group process 4.33 4.00 1.00
Inspiring 4.33 4.00 1.00
Competent 4.33 4.00 1.00
Dependable 4.33 4.00 1.00
Mature 4.33 4.00 1.00
Self-controlled 4.33 4.00 1.00
Listen first 4.33 4.00 1.00
Time dimension 4.33 4.00 1.00
Complexity of analysis 4.33 4.00 1.00
Dealing with ambiguity 4.33 4.00 1.00
Comfort around higher management 4.33 4.00 1.00
Command skills 4.33 4.00 1.00
Intellectual horsepower 4.33 4.00 1.00
Organizational agility 4.33 4.00 1.00
Dealing with paradox 4.33 4.00 1.00
Priority setting 4.33 4.00 1.00
Sizing up people 4.33 4.00 1.00
Strategic agility 4.33 4.00 1.00
Managing vision and purpose 4.33 4.00 1.00
Collaboration and teamwork 4.22 4.00 0.50
Confront reality 4.22 4.00 0.50
Decision quality- consistently chooses the right outcome 4.22 4.00 0.50
Listening 4.22 4.00 0.50
Peer relationships 4.22 4.00 0.50
Process management 4.22 4.00 0.50
Positive regard 4.22 4.00 1.00
Use of unilateral power 4.22 4.00 1.00
Loyal 4.22 4.00 1.00
Independent 4.22 4.00 1.00
Show loyalty 4.22 4.00 1.00
Delegation 4.22 4.00 1.00
Problem solving 4.22 4.00 1.00
Managing through systems 4.22 4.00 1.00
Time management 4.22 4.00 1.00
Talk straight 4.13 4.00 0.75
Memory 4.11 4.00 0.00
Use of socialized power 4.11 4.00 0.00
Establish stretch goals 4.11 4.00 0.00
Conflict management 4.11 4.00 0.00
Perspective 4.11 4.00 0.00
Political savvy 4.11 4.00 0.00
Self knowledge 4.11 4.00 0.00
Unity of command 4.11 4.00 0.50
Proactivity 4.11 4.00 0.50

Intelligent 4.11 4.00 0.50
(continued)
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Supportive 4.11 4.00 0.50
Technical and professional expertise 4.11 4.00 0.50
Communicating powerfully 4.11 4.00 0.50
Building relationships 4.11 4.00 0.50
Developing strategic 4.11 4.00 0.50
Focus on needs 4.11 4.00 0.50
Informing 4.11 4.00 0.50
Learning on the fly 4.11 4.00 0.50
Negotiating 4.11 4.00 0.50
Standing alone 4.11 4.00 1.50
Written communications 4.11 4.00 1.50
Discipline 4.00 4.00 0.00
Caring 4.00 4.00 0.00
Boss relationships 4.00 4.00 0.00
Caring about direct reports 4.00 4.00 0.00
Organizing 4.00 4.00 0.00
Equity 4.00 4.00 0.50
Practicing self-development 4.00 4.00 0.50
Depth of understanding organization 4.00 4.00 0.50
Spontaneity 4.00 4.00 1.00
Fair-minded 4.00 4.00 1.00
Subordination of individual interests to the general interest 4.00 4.00 1.50
Perspective 3.89 4.00 0.00
Discretionary effort to help others 3.89 4.00 0.00
Breadth or network of influence 3.89 4.00 0.00
Understanding others 3.89 4.00 0.00
Concern with close relationships 3.89 4.00 0.50
Create transparency 3.89 4.00 0.50
Technical learning 3.89 4.00 0.50
Efficiency orientation perceptual objectivity 3.89 4.00 1.00
Functional/technical skills 3.89 4.00 1.00
Championing change 3.88 4.00 0.75
Presentation skills 3.78 4.00 0.00
Cooperative 3.78 4.00 0.50
Get better 3.78 4.00 0.50
Rank of people directed 3.78 4.00 0.50
Personal learning 3.78 4.00 0.50
Work/life balance 3.78 4.00 0.50
Technical knowledge 3.78 4.00 1.00
Closeness of relationships built 3.78 4.00 1.50
Stability of tenure of personnel 3.75 4.00 0.75
Use or oral presentations 3.75 4.00 0.75
TQM/Re-engineering 3.75 4.00 0.75
Originality of concepts 3.67 4.00 1.00
Compassion 3.67 4.00 1.00
Imaginative 3.67 4.00 1.50
Innovation 3.67 4.00 1.50
Scalar chain 3.63 4.00 1.00
Authority 3.56 4.00 1.00
Right wrongs 3.56 4.00 1.00
Patience 3.56 4.00 1.00
(continued)
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Self-development 3.56 4.00 1.00
Hiring and staffing 3.44 4.00 1.00
Humor 3.44 4.00 1.00
Innovation management 3.44 4.00 1.00
Extend trust 3.44 3.00 1.00
Career ambition 3.44 3.00 1.00
Completeness of developmental plan 3.44 4.00 1.50
Creativity 3.44 4.00 1.50
Specialized knowledge 3.33 4.00 1.00
Degree of innovation 3.33 4.00 1.00
Connect internal groups to the outside world 3.33 4.00 1.50
Division of work 3.33 3.00 2.00
Personal disclosure 3.00 3.00 0.00
Centralization 2.78 3.00 2.00

77

Table 15 shows the eleven competencies on which consensus was not achieved (also see

Appendix I). The IQR was used to determine consensus. The IQR is the difference between the

75th and 25th percentiles. Raskin (1994) noted an IQR of 1.0 or less is an indicator of

consensus. Because the eleven competencies in Table 14 are above 1.0, they were dropped from

the second survey. In addition, any competency with a median of at least 4.50 was used in the

second survey.
Table 15

Round 1: Items With No Consensus

Survey item M | Mdn | IOR
Division of work 3.33 | 3.00]2.00
Centralization 2.78 | 3.00 | 2.00
Standing alone 4.11 | 4.00|1.50
Written communications 4.11 | 4.00|1.50
Subordination of individual interests to the general interest | 4.00 | 4.00 | 1.50
Closeness of relationships built 3.78 | 4.00 | 1.50
Imaginative 3.67| 4.00|1.50
Innovation 3.67| 4.00|1.50
Completeness of developmental plan 344 | 4.00]1.50
Creativity 344 | 4.00]1.50
Connect internal groups to the outside world 333 ] 4.00]1.50
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For the second round of analyses, the researcher constructed a second email, which

contained a link to take the second survey (see Appendix J). The survey listed the remaining 41

items and sent it out via Surveymonkey.com to 18 expert panelists, and 10 responded back to be

rated. A 5-point Likert-type scale was used, where 1 indicated least important and 5 indicated

most important. As before, comparatively high levels of importance were given for the 41

remaining items. Specifically, all but one of the 41 items (97.6%) had a median rating of Mdn >

4.0. In Round 2, there were 22 items (53.7%) that had a median rating of Mdn >4.5. Those 22

items (see Table 16) appear in Appendix K and were used as input for the Round 3 evaluation

process.
Table 16
Round 2 Results

Item M Mdn | IOR
Displaying high integrity and honesty 5.00 | 5.00| 0.00
Integrity and trust 490 | 5.00 | 0.00
Ethics and values 490 | 5.00 | 0.00
Honest 480 | 5.00 | 0.25
Building effective teams 470 | 5.00 | 1.00
Focus on results 4.60 | 5.00 | 1.00
Initiative 450 | 4.50 | 1.00
Keep commitments 450 | 5.00 | 1.00
Motivating others 450 | 4.50| 1.00
Developing others 450 | 5.00 | 1.00
Perseverance 450 | 5.00 | 1.00
Clarify expectations 450 | 5.00 | 1.00
Deliver results 440 | 4.00 | 1.00
Take responsibility for outcomes 440 | 5.00 | 1.25
Practice accountability 440 | 5.00 | 1.25
Managing and measuring work 440 | 5.00 | 1.25
Customer focus 440 | 4.50| 1.00
Drive for results 440 | 450 | 1.00
Stamina and adaptability 430 | 4.00 | 1.00
Inspiring and motivating others 430 | 450 1.25
Demonstrate respect 430 | 4.00 | 1.00
Approachability 430 | 4.00 | 1.00
Solving problems and analyzing issues 430 | 4.00 | 1.00
Depth of understanding others 430 ] 4.50| 1.00

(continued)
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Action oriented 420 | 4.00 | 1.00
Actions taken 420 | 450 | 1.25
Self-motivation 420 | 4.00 | 1.25
Straightforward 420 | 4.00 | 1.00
Determined 420 | 450 | 1.25
Managing diversity 420 | 450 1.25
Interpersonal savvy 420 | 4.00 | 1.25
Entrepreneurial maturity 410 | 4.00 | 0.25
Developing others 410 | 4.00 | 1.00
Intellectual maturity 4.10 | 4.00 | 0.25
Esprit de corps 410 | 4.00 | 1.00
Interpersonal maturity 4.00 | 4.00 | 2.00
Strength of the leadership role 390 | 4.00| 2.00
Self-confidence 390 | 4.00| 1.50
Intensity 390 | 4.00 | 0.25
On-the-job maturity 3.70 | 3.50 | 2.00
Remuneration 340 | 4.00 | 1.25
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Table 17 shows the 14 competencies for which consensus was not achieved (Appendix

L). These 14 competencies were dropped from the subsequent survey. Any competency with a

median of at least 4.50 was used in the final survey.

Table 17

Round 2 Items With No Consensus

Item M Mdn | p25 | p50 | p75 | IQR
Interpersonal maturity 4.00 4.00 | 3.00 | 4.00 | 5.00 | 2.00
Strength of the leadership role 390 | 4.00|3.00|4.00|5.00|2.00
On-the-job maturity 3.70 3.50 | 3.00 | 3.50 | 5.00 | 2.00
Self-confidence 390 | 4.00|3.50|4.00|5.00|1.50
Take responsibility for outcomes 4.40 5.00 | 3.75|5.00 | 5.00 | 1.25
Practice accountability 4.40 5.00 | 3.75|5.00 | 5.00 | 1.25
Managing and measuring work 4.40 5.00 | 3.75|5.00 | 5.00 | 1.25
Inspiring and motivating others 4.30 4.50 | 3.7514.50 | 5.00 | 1.25
Actions taken 4.20 4.50 | 3.7514.50 | 5.00 | 1.25
Self motivation 420 | 4.00|3.75|4.00 |5.00|1.25
Determined 4.20 4.50 | 3.7514.50 | 5.00 | 1.25
Managing diversity 4.20 4.50 | 3.7514.50 | 5.00 | 1.25
Interpersonal savvy 4.20 4.00 | 3.75 1 4.00 | 5.00 | 1.25
Remuneration 3.40 4.00 | 2.75 1 4.00 | 4.00 | 1.25
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For the third round of analyses, the researcher constructed a third survey (Appendix M)

listing the final 22 items (see Table 18) via Surveymonkey.com and sent an email (Appendix N)

to the 18 participants, of whom 10 responded. A 5-point Likert scale was used, where 1

indicated least important and 5 indicated most important. For the 22 items, mean ratings ranged

from M = 4.08 to M = 4.92, with 10 of the items having a median rating of M > 4.50. All 22

items also had an interquartile range of IQR < 1.0.

In Round 3, all items had consensus and were being used moving forward. A letter to

each of the 18 participants was sent out thanking them for their time and contribution to this

research (Appendix O). Of the three surveys given, only 21 items did not have consensus

reached. The final results are listed in Appendix P.

Table 18
Round 3 Results
Survey item M Mdn IQR

Displaying high integrity and honesty 4.92 5.00 0.00
Integrity and trust 4.75 5.00 0.75
Ethics and values 4.67 5.00 1.00
Building effective teams 4.58 5.00 0.75
Honest 4.50 4.50 1.00
Developing others 4.50 5.00 1.00
Take responsibility for outcomes 4.50 5.00 1.00
Practice accountability 4.50 5.00 1.00
Managing and measuring work 4.50 4.50 1.00
Depth of understanding others 4.50 4.50 1.00
Keep commitments 4.42 4.50 1.00
Customer focus 4.42 4.50 1.00
Drive for results 4.42 4.00 1.00
Focus on results 4.33 4.00 1.00
Motivating others 4.33 4.50 1.00
Actions taken 4.33 4.00 1.00
Determined 4.25 4.00 1.00
Perseverance 4.18 4.00 1.00
Clarify expectations 4.17 4.00 1.00
Initiative 4.17 4.00 1.00
Managing diversity 4.17 4.00 1.00
Inspiring and motivating others 4.08 4.00 0.00
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Coding of Competencies

After a comprehensive list of competencies resulting from the Delphi analysis was
compiled, the researcher conducted a thematic analysis of the results by coding the data. The
competencies on the list were coded into themes. Auerbach and Silverstein (2003) noted, “A
theme functions as a way to categorize a set of data into an implicit topic that organizes a group
of repeating ideas” (p. 133). The goal of thematic analysis is to narrow down a number of
themes from the data to create one overarching theme. Theming the data is applicable when
using participant-generated documents, rather than “researcher-generated field notes” (Saldana,
2009, p. 139). Initially, the researcher color-coded (see Figure 12) each competency name based

on clusters that appeared to emerge.

Survey Item
Displaying high integrity and honesty
Integrity and trust
Ethics and values
Building effective teams
Honest
Developing others
Take responsibility for outcomes
Practice accountability
Managing and measuring work
Depth of understanding others
Keep commitments

Motivating others

Clarify expectations

Managing diversity
Inspiring and motivating others

Figure 12. Thematic analysis: initial coding.
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As a result of the thematic analysis, the final 22 items were organized into four main
clusters. This step is consistent with the recommendation from the literature, as previously
explained, that the best way to develop themes is to organize or cluster the competencies into
three to five main collections and then give each collection a name (Boak & Coolican, 2001;
Spencer & Spencer, 1993).

The 22 competencies were originally reviewed and organized by name, and those with
similar topics were arranged together. After grouping each of the 22 competencies, four main
clusters arose. The collection names or clusters are delivers results, understands others, enhances
teams & talent and trust (see Table 16). Under each cluster name, the 22 competencies that have
answered the research question; What are the critical competencies for outside sales managers,
are listed in Table 19.

Table 19

Clusters and Competencies

Delivers Results Understands Others Enhances Teams & Talent Trust
Managing and measuring | Inspires and motivates Clarifies expectations Displays high integrity and
work others honesty

Initiative Manages diversity Develops others Takes responsibility for
outcomes
Perseverance Motivating others Builds effective teams Practices accountability
Determined Keeps commitments

Actions taken

Focus on results

Drive for results

Integrity and trust

Ethics and values

Honest

Customer focus

The four clusters will be referred to later as the DUET Leadership Competency Model.

The four clusters from Table 18 have also been refined to reflect the competencies listed in Table
20. The purpose in doing this is to eliminate the redundancy of competencies. Therefore, Table

20 has taken the list of 22 competencies down to 14.
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The DUET Leadership Competency Model
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Delivers Results

Understands Others

Enhances Teams & Talent

Trust

Managing and Inspires and motivates Clarifies expectations Displays high integrity and
measuring work others honesty
Initiative Manages diversity Develops others Trust
Determination Depth of Builds effective teams Ethics and values

Drive for results

understanding others

Customer focus

Summary

An extensive list of competencies was sent to 18 expert panelists to be analyzed from

least important to most important using a Delphi method. A Likert-type scale was used, with 1 =

least important to 5 = most important. Three rounds were conducted to refine the list of critical

leadership competencies for successful OSMs from 172 down to 14. Two of the 14

competencies, displays high integrity and honesty and inspires and motivates others had the least

amount of disagreement (/OR = 0.0). Using a Delphi allows the “cream to rise to the top”

(Dalkey & Helmer, 1963, p. 16). The competencies that rose to the top were as follows:

1. Managing and measuring work: Defines and assigns goals, tasks, or activities; sets

clear expectations and measures; monitors progress; gives feedback; and holds others

accountable (M = 4.50, IOR = 1.0).

2. Drive for results: Is consistently a top-performer and sets goals and objectives while

pushing themselves and others to accomplish them and secures business objectives

(M =442, I0R = 1.0).

3. Determination: Has the willpower to see projects through, faces adversity, and others

look up to this leader as an example as one who never gives up (M = 4.25, IOR = 1.0).

4. Depth of understanding others: Is able to make good judgments about other people
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and understands how other people make decisions, how they learn, how they
communicate, how and where they get their energy from (M = 4.50, IOR = 1.0).
Manages diversity: Ensures all types of people are respected and represented (M =
4.17, I0R = 1.0).

Inspires and motivates others: Understands the development and commitment needs
of direct reports and is able to get the most and best out of their direct report, creates
autonomy, empowers others, and others aspire to do their best for this leader (M =
4.08, IQR = 0.00).

Developing others: (M =4.50, IOR = 1.0).

Building effective teams: Knows how to blend people into teams, creates a strong
team spirit and camaraderie, lets the team finish their work, allows open dialogue and
shares the wins and loses of the team (M = 4.58, IOR = 1.0).

Inspires and motivates others: Understands the development and commitment needs
of direct reports and is able to get the most and best out of their direct report, creates
autonomy and empowers others, and others aspire to do their best for this leader (M =
4.08, IOR = 0.00).

Clarifies expectations: Ensures that all team members understand the vision and know
what goals or tasks they are responsible for achieving (M =4.17, IOR = 1.0).

Trust: Admits mistakes, is seen as a widely respected leader, keeps confidences, talks
straight, listens well, extends trust, keep promises or commitments made, and walks
the talk (M =4.75, IOR = 0.75).

Ethics and values: Sees the difference between right and wrong, has sound decision-

making skills, and makes the appropriate choice in the right situation consistently (M
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=4.67, I0R = 1.0).

13. Customer focus: Seeks to understand the customers’ needs, dedicates him or herself
to meeting the needs and expectations of internal and external customers, and
establishes rapport and trust to maintain relationships with customers (M = 4.42, IOR
=1.0).

14. Initiative: Enjoys working hard and takes advantage of more opportunities than most

people (M =4.17, IOR = 1.0).

The list of competencies was then put into four main clusters, called the DUET
Leadership Competency Model. The clusters are: delivers results, understands others, enhances
teams & talent and trust. These clusters and competencies are presented as those competencies
that are critical to successful outside sales managers. The next chapter shares a discussion with

suggestions for future research and more on the researcher’s observations.
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Chapter 5: Conclusions, Discussions and Suggestions for Future Research
Overview

The purpose of this study was to conduct a Delphi study analyzing 172 competencies and
determining which competencies were the most critical for successful OSMs. As a result of this
study, the list of competencies was narrowed down to 14 and placed into four main themes or
clusters. This chapter includes a discussion of the results, a comparison to earlier studies, the
researcher’s observations, and recommendations for future research.

Discussion of Demographics

Out of the initial 43 people that were contacted to participate, only 1% were female. Of
the 43 contacted, 18 agreed to participate, of which 16% of the expert panelists who agreed to
voluntarily participate were female. Out of the expert panelists who took the surveys, 16% of the
panelists were female, thus leaving the male population that participated at 84%. According to
the U.S. Census Bureau, 72.2% of men hold management positions, compared to 27.8% of
women. Research is not skewed by a lack of women participating as expert panelists, but there
appears to be a lack of women in leadership at the vice president of sales, director, and C-suite
executive levels.

While the lack of women in this study should not be shocking, it is fairly representative
of the number of women that hold senior leadership positions. Forbes (2014) shares, “In North
America, where 21% of senior leadership positions are held by women... only 21 of the Fortune
500 CEOs are women” (para. 9). There is still a disproportion among men and women at the

senior leadership level. This could prove to be an interesting topic for further research.
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Discussion on Reaching Consensus

The initial survey sent out included 172 competencies, the second survey contained 41
items, and the third survey had 22 items. Through all three surveys, only 21 items did not reach
consensus. In an effort to reduce the number of competencies sent out on each subsequent
survey, the researcher used a median score of 4.50 or higher to identify competencies that would
appear on the new survey. The researcher assumed there would be less consensus than there
actually was. The researcher used a 5-point Likert-type scale, but perhaps should have
considered a 6- or 7-point scale. Rayens and Hahns (2000) determined that using a Likert-type
scale of 5 to 7 points is most appropriate for a Delphi study, and the researcher used a 5-point
Likert-type scale based on the size of the initial survey. The purpose in choosing a 5-point scale
was to avoid rater-fatigue from the participant, which might have resulted in fewer participants
taking the first survey.
Discussion of the Results

The research question addressed in this study was as follows: What are the critical
leadership competencies needed for successful OSMs? The expert panelists narrowed the
exhaustive list 172 competencies down to 22 competencies. The researcher refined the 22
competencies to eliminate redundant competency names, thus narrowing the list to 14
competencies. The competencies are listed in order of importance as ranked by the expert
panelists under each cluster name. The results and their definitions will be discussed over the

next few pages.
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Delivers Results

Managing and measuring work: Defines and assigns goals, tasks, or activities; sets clear
expectations and measures; monitors progress; gives feedback; and holds others accountable (M
=4.50, IOR = 1.0).

Drive for results: Is consistently a top performer, sets goals and objectives while pushing
themselves and others to accomplish them, and secures business objectives (M =4.42, IOR =
1.0).

Determination: Has the willpower to see projects through, faces adversity, and others are
able to look up to this leader as an example as one who never gives up (M =4.25, IOR = 1.0).

Initiative: Is proactive, enjoys working hard, seizes more opportunities than others, and

has passion and energy for things that are challenging (M =4.17, IOR = 1.0).

Understands Others

Depth of understanding others: Is able to make good judgments about other people.
Understands how other people make decisions, how they learn, how they communicate, and how
and where they get their energy to get the most out of an individual. (M =4.50, IOR = 1.0).

Manages diversity: Ensures all types of people are respected and represented (M =4.17,
IOR = 1.0).

Inspires and motivates others: Understands the development and commitment needs of
direct reports and is able to get the most and best out of their direct report, creates autonomy and

empowers others, and others aspire to do their best for this leader (M = 4.08, IOR = 0.00).
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Enhances Teams & Talent

Builds effective teams: Hires and staffs effectively to build the future pipeline for talent
and succession planning, can identify learning agility in the interview process, sizes up others
well, and ensures direct reports are capable of producing results (M = 4.58, IOR = 0.75).

Develops others: Seeks to build the talent pipeline, understands what his or her direct
reports aspire to do in the organization, gives feedback frequently to direct reports, and provides
challenging assignment and opportunities that allows associates to learn and grow (M = 4.30,
IOR =1.0).

Clarifies expectations: Creates focus by letting others know what is expected of them.

Use of SMART goals to create clarity and focus. (M =4.17, IOR = 1.0).

Trustworthiness

Displays high integrity and honesty: Can be counted on to do the right thing when no one
is around (M =4.92, IOR = 0.00).

Trust: Admits mistakes, is seen as a widely respected leader, keeps confidences, talks
straight, listens well, extends trust, keep promises or commitments made, and walks the talk (M
=4.75,I0R = 0.75).

Ethics and values: Sees the difference between right and wrong, has sound decision-
making skills, and makes the appropriate choice in the right situation consistently (M = 4.67, IOR
=1.0).

Customer focus: Seeks to understand the customers needs, dedicates him or herself to
meeting the needs and expectations of internal and external customers, and establishes rapport

and trust to maintain relationships with customers (M = 4.42, IOR = 1.0).
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Comparison to Earlier Studies

To reinforce the literature, develops others was a competency identified in research
conducted by Orr and Sack (2009) as being one of the lowest ranked skills in which a manager
has skills. In this researcher’s study, develops others was not ranked as the lowest skill.
Develops others had a mean of 4.50, compared to the low, which was inspiring and motivating
others with a mean of 4.08 and the high was displaying high integrity and honesty with a mean
of 4.92. The expert panelists used in this study clearly saw this as a critical leadership
competency. Although many managers are new to managing and leading, they are transitioning
from doing the work themselves to directing others to get results done (Orr & Sack, 2009). The
transition for a person to go from doing to leading requires a new set of skills and is not as
simple as saying if a person could do Job A, then he or she can do Job B (Hallenbeck et al.,
2006). This is the case with many people thinking that salespeople who do an outstanding job in
sales should be considered for the next level in their career, which might seem to be managing.
This is not the case. The developing others critical leadership competency for managers should
be a competency developed in a manager before he or she assumes a new managerial role. Orr
and Sack (2009) outlined that managers are poorly skilled in this competency.

Perseverance or determination as named in the cluster, impacts results, the first of the
four I’s of leadership competencies and was also ranked fifth in order of importance on the Korn
Ferry report (Orr & Sack, 2009). In the current study, determination was eighth out of the 14
competencies. The Korn Ferry data indicated what competencies are listed as untapped
strengths, hidden differentiators, leveraged strengths, and known differentiators. Perseverance or
determination is not mentioned as a competency that should be developed for the next level of a

career at the individual contributor, manager, or executive level. It is seen as important, but not
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Ethics and values were high up in the rank order of importance (Orr & Sack, 2009). In

the current study, ethics, trust, and honesty were consistently at the top of the list in terms of the

mean and IQR, gaining consensus every time. These findings aligned with the research study

Kouzes and Posner (2007) conducted. Honesty was the characteristic most important in a list of

20 characteristics administered to over 75,000 people worldwide (Kouzes & Posner, 2007).

Trust can take a long time to create and establish, yet it is also an area that can be eroded the

quickest based on the actions of a person, department, company, or government. A leader who

has good ethics and values can gain the trust of others quicker than an unscrupulous leader can.

Lombardo and Eichinger (2014) conducted research that showed 22 of their 67-

competency model that aligned with emotional intelligence and 22 competencies highly

correlated to learning agility. This list can be referred back to Tables 8 and 9. When comparing

these emotional intelligence and learning agility competencies against the researchers 14

competencies that were validated by expert panelists, the following similarities show up (Table

21).

Table 21

Researchers 14 Competencies that Align with the Lombardo and Eichinger (2014) Research on

Emotional Intelligence and Learning Agility Correlation

Competency

Emotional Intelligence

Learning Agility

Managing and measuring work

Initiative

Determination

Drive for results

Clarifies expectations

Develops others

Builds effective teams

Inspires and motivates others

Manages diversity

Depth of understanding others

Displays high integrity and honesty

P[P

Trust

Ethics and Values

Customer Focus
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Six of the fourteen researcher’s competencies are aligned with emotional intelligence (EQ) and

two of the fourteen researcher’s competencies align with learning agility. According to the

research conducted by Lombardo and Eichinger (2014) these competencies would be highly

correlated to emotional intelligence and learning agility. Conversely, Table 22 shows the

Lombardo and Eichinger (2014) competencies that are highly correlated to emotional

intelligence and learning agility that were not chosen by this researcher’s panel of experts.

Table 22

Lombardo and Eichinger (2014) Competencies Linked to Emotional Intelligence and Learning

Agility Not Picked by Researcher’s Expert Panel

Competency

Emotional Intelligence

Learning Agility

Listening

X

Conflict Management

Dealing with ambiguity

Patience

Interpersonal savvy

Composure

Self-knowledge

b

Standing alone

Comfort around higher
management

R LN R R E

Compassion

Dealing with paradox

Personal learning

Approachability

Peer relationships

humor

PR R R

Learning on the fly

Problem solving

Perspective

Command skills

Process management

Creativity

Political savvy

Self-development

Organizing

Timely decision making

Innovation management

R E R S R E o E L i E
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Researcher’s Observations

Old world meets new world. Reflecting back on Fayol’s (as cited in Wren & Bedeian,
2009) list of principles, previously shown in Table 1, these early competencies are more closely
associated with top-down, dictatorial ways of working, which are less of the norm than in the
current working world (Babakus et al., 1996; DeMeuse et al., 2004; Gentry et al., 2008). On
Fayol’s list are division of work, unity of direction, order, authority, discipline, unity of
command, remuneration, centralization, scalar chain, equity, initiative, esprit de corps,
subordination of individual interests to the general interest, and stability of personnel’s tenure are
all very indicative of an authoritarian leader. A comparison of these to the DUET Leadership
Competency Model (delivers results, understands others, enhances teams & talent and trust)
indicates how leading and the competencies needed to be successful in leading have changed
substantially since the early 1900s. Hallenbeck et al. (2006) indicated that the skills leaders
needed in the past may not be relevant to the current requirements of the job.

Competencies. Three competencies did not emerge as critical leadership skills in this
study, which were conflict management, dealing with ambiguity, and creativity, yet Orr and Sack
(2009) indicated conflict management and creativity were untapped strengths. These
competencies were in the researcher’s study, along with dealing with ambiguity, and the
researcher thought that these competencies would have made it to the end of the last survey,
however they did not. Orr and Sack noted that dealing with ambiguity is a critical leadership
skill at the executive level, not at the managerial level. Conflict management and creativity were
considered by raters to be leadership skills that matter for the managers, although not necessarily
OSMs. Neither of these competencies were listed as highly important in the current study. In

fact, creativity was one of 11 competencies in which consensus was not achieved after Round 1.
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Furthermore, conflict management was identified as a critical leadership skill at the individual
contributor level, yet individual contributors were not skilled in this area (Orr & Sack, 2009).
Based on Orr and Sack’s research, conflict management is most likely an area that needs
cultivation starting at the individual contributor level and moving into the managerial level.
Suggestions for Future Research

More research is still needed in the following seven areas: (a) conduct similar research on
critical competencies for successful leaders, but look at these needed skills from a global leader
perspective; (b) conduct more empirical research on the behaviors that accompany a competency
to decipher which behaviors will drive competency mastery to the highest level; (c¢) look at
different manager roles within different industries to determine if a leader should have a certain
list of competencies needed to be successful based on industry; (d) based on the culture of an
organization, what type of competencies is most desired for a particular organization; (e)
research the competencies needed for the next level of management above the OSM level; (f)
identify why the competency ethics and values are increasingly seen as extremely important in
managers and individual contributors; and (g) conduct empirical research on competency
companions linked to other central traits.

Global leader competencies. Globalization 3.0 has changed the way the world goes to
market, which is now via the internet (Friedman, 2007). As many leaders are leading and
managing teams across the continent, does managing remote global teams require additional or
different competencies?

Behaviors that drive competency mastery. While understanding others might be a
competency, using a tool such as DiSC or Myers-Briggs personality assessments does not

correlate to a person behaving a particular way. Each person still chooses the way he or she will
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act. Being able to identify the behaviors that drive a person to gain mastery in an area may be
important as individual contributors try to move into a managerial role and as managers want to
move up to an executive level. Zenger and Folkman (2009) evaluated the leadership sweet spot
and found the original research by Sandholtz and Cutadean that indicated if an individual could
define a career-best this would then indicate the areas in which he or she was highly skilled at. A
career-best identifies what a person’s talent or competencies are, shows what he or she is
passionate about, and brings value to an organization (Zenger & Folkman, 2009). If other
researchers can find something similar to a career-best that indicates what drives a person to
master something new, can this be re-created toward competency mastery? This may be defined
through a history of hard work or perhaps a time of sacrifice or a time in which a person had to
use great determination to make something happen against the odds.

Competencies for leaders by industry. This research focused on the OSM, but did not
focus on critical leadership competencies by industry. Research has indicated that some people
may have a boundary-less career (Zenger & Folkman 2009), which allows a person to transfer
his or her skills and knowledge to something completely different.

Define competencies for cultures. If company leaders can identify competencies
needed for a person to be successful, which in the end makes the company successful, can the
company leaders identify the competencies needed to live and survive within the organization
based on the company’s culture? It is highly recommended to conduct further research using the
research of Cameron & Quinn (2011) as it relates to their model of the competing values
framework, which out that came the organizational culture assessment instrument (OCAI). In
the competing values framework, four different cultures are referenced, they are: clan culture,

adhocracy culture, market culture and hierarchy culture (see Figure 12).
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The Competing Values of Leadeship, Effectiveness and Organizational Theory
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Figure 12. Competing values framework: 4 culture types.
A list of competencies that could be considered price of admission should be discovered based

on the four different culture types as listed above in Figure 12.

Identify next-level competencies. Korn Ferry (2014) has identified through research
which competencies are lacking in an individual contributor and manager for his or her next
upward position. Are these two general categories enough to determine successful competencies
for someone’s next role? Specifically, what do OSMs need to master to be effective in their next
role as vice president of sales or director of sales?

Ethics and values. According to Orr and Sack (2009), “Ethics and values rose 14 spots

in rank order of importance at the manager level” (p. 8). Identifying the root cause as to why this
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competency has risen steeply in their past research may be valuable. What issues or situations are
managers facing today that ethics and values may be presenting itself that needs addressing?
Perhaps, identifying a common theme to these issues so that managers can be trained on ahead of
time. A recommendation to investigate if risk-taking or decision-making might be valuable
training for OSMs.

Competency companions. Identifying behaviors or traits that accompany certain
competencies is important to understand and may be a way for leaders to build themselves up or
repair their image with others. Being able to identify indirectly which competencies may help
strengthen other competencies that are perceived or actually unskilled may help a leader repair a
poor image. Good research to use when conducting a 360 for a leader who needs to fix a possible
blind spot.

Implications for the Field

Practitioners may find the DUET Leadership Competency Model very useful in their own
consulting and training practices. The DUET Leadership Competency Model can be used in a
variety of applications to include but not limited to: hiring more effectively, training individual
contributors to prepare to become a manager, training OSMs, training the human resource
department, using competencies within a particular culture and creating an assessment to
determine how strong or weak an OSM is in a particular competency.

Please note, the researcher makes references to a Korn/Ferry workshop that was attended
by the researcher, which helped to give some additional perspective on competencies and
creating a framework. This is discussed more in depth under Author’s Observations at the end of
Chapter 5. In the meantime, one reference that needs to be made now with regards to the Korn

Ferry workshop was the use of “sort cards.” Lominger® distributes sort cards that are index
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sized cards that contain information on their own 67-competenecy model. The process that was
used in “sorting” is highly recommended to gain alignment from those who have a understanding
about the job role that is being looked at. Some of the implications below suggest using a sort
card method. In essence, someone can look at the DUET Leadership Competency Model and the
14 accompanying competencies and do a “sort” or a prioritization to decide what is highly
important or least important in the use of the 14 competencies.

Hiring more effectively. Employing the DUET Leadership Competency Model can be
used to identify the competencies that an OSM should possess. For organizations that do not use
a competency framework, a practitioner can consult with organizations to design a program to
use the DUET Leadership Competency Model as the basis of interviewing and hiring OSMs. The
work hired for in this scenario would be two projects the consultant would work on.

The first project is to discuss the DUET Leadership Competency Model and a review of
the competencies to ensure these are the correct competencies. The use of a “sort” will be
necessary to ensure these are the correct competencies for the role. If not, other competencies
may need to be considered. The use of other competencies may come down to the culture of the
organization, which is another implication discussed further down.

The second project, once the DUET Leadership model has been agreed to, is to train
anyone in charge of hiring using this model. This project would include creating questions to use
during the interview session itself. The types of questions may vary depending on the
interviewing model a company may be using. This practitioner highly recommends using a four
step behavioral interview technique. Using this four-step technique will allow the interviewer to
ask a question that the applicant will identify a situation, share what the task is, analyze what

occurred and share the results. A component of this technique is also to try to relate how the
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applicant might use their own findings or experience and translate it into another area, in which
they have no experience. This can be an indicator of learning agility.

Training individual contributors. Numerous training workshops can be developed as a
method to inspire and develop individual contributors in the competencies to become an OSM. A
practitioner can design and develop material based on the four components of the DUET
Leadership Model. For example, the cluster called delivers results could be one component of a
leadership program. This component would have material that deals with the four competencies
in the cluster, which are; managing and measuring work, initiative, determination and drive for
results. Interactive role-play sessions could be used to bring these areas to life. The same would
be done for the next three clusters; understands others, enhances teams & talent and trust. Since
this material would be part of a leadership development program other assessments and tools
could be used and weaved into the leadership program. These assessments could be tools such as
MBTI® or FIRO-B®. The practitioner would need to be certified to use these tools or would
need to hire out for these projects.

Training OSMs. Training workshops can be conducted for OSMs either through public
workshops or one organization at a time, depending on the size of the company. The purpose of
this training event would be to give additional assistance in areas that an OSM may be deficient
in or to use as a refresher. This workshop could be one to four days in length, based on the time
commitment a company is willing to use. A one-day workshop could be broken up into four 90-
minute segments for a total of six hours of content, which allows time for two breaks and a lunch
break. Four segments will allow each category of the DUET Leadership Competency Model to
be represented in the training. A four-day workshop can allow for a full-day training in each

category of the DUET Leadership Competency Model as well as incorporating hands on training
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for each participant to allow for the most learning to stick. The four-day program can be tailored
to represent a 2 or 3-day workshop as well.

Training the human resources department. For the organization that has its’ own
human resource and training department and desires to roll-out a program themselves, a point
person can be trained using the DUET Leadership Competency Model. A practitioner can find
him or herself very useful in this type of a situation and may be able to command a higher
consulting fee for this type of work. It would be advised to create customized content for the
organization, using the organizations logos and such on any intellectual property that is being
used.

Competing values framework and competencies. Every organization has its’ own
culture. In general, culture can be described as, “This is how we do things around here.” Using
the competing values framework of Cameron & Quinn (2011) along with the OCALI the culture
of an organization can be determined. Once the culture has been determined a practitioner can
look at the DUET Leadership Competency Model and decide how to alter the competencies an
OSM may need to possess in order to be effective in a particular culture. In reviewing the
researcher’s rendition of the competing values framework in Figure 13, one can see some

possible competencies that may be important to have in a particular culture.
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In the clan culture, the cluster, increases collaboration may be very important, however, in a

market culture, the cluster, impacts results could be more relevant to the market culture.
Creating an assessment. While the aforementioned training could be very beneficial for

an OSM and the organization they work in, how will it be determined how skilled they are in the

DUET Leadership Competencies? It is for this purpose it is recommended that a practitioner
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create an assessment that can be used in a 360 fashion to determine the answer to how skilled the
OSM is.
Recommendations for Using the Findings

This section contains recommendations to use the findings from the study. Departments
such as sales, human resources and independent consultants or practitioners might benefit from
these suggestions.

Using competencies. It is highly recommended for the leaders of any organization that
has not yet decided to use some sort of competency framework to do so right away. The
literature revealed that more than 75% of U.S.-based organizations are using a competency
framework. It is critical to the success of any business to make sure that it hires correctly and for
the right competencies. Hiring has a two-pronged approach. The first approach is to hire
associates needed to fill current positions and the second is to hire associates to fill the future
pipeline of an organization. This may require retraining OSMs or those responsible for the
interview process in an organization. An interview process that detects competencies needs to be
created or bought. In either case, a process needs to be identified, taught, and rehearsed. If the
only time a leader conducts an interview is when a position is open, the leader will not be
proficient in interviewing for competencies. Interviewing becomes a skill set and is part of
building effective teams. It is highly recommended that organizations use competencies from
which to interview for based on the position. Those organizations who do not use competencies
may find themselves with less than adequate staffing needs for current and future roles.

Developing others. Pricewaterhouse Coopers (2014) conducted their 17th annual Global
CEO Survey, in which it stated, “93% of CEO’s say they recognize the need to change strategies

for talent, yet 61% haven’t taken the first step (p. 120). Although the CEOs of many large
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corporations see the need to change, they are not making it a part of their talent pipeline strategy
(Fernandez- Araoz, 2014). Knowing that leaders may be lacking in particular competencies as
noted by Korn Ferry (2014) prior to moving into a managerial role, it is critical that people are
being developed before stepping into a new role to have the best possible outcome for success.
Realizing the percentage of CEO’s who have not even taken the first step to create a strategy to
develop their own talent pipeline leaves a large opportunity for consultants and practitioners who
are able to deliver training in developing competencies in individuals. Based on the work of
Korn Ferry (2014) looking at the competencies that are associated with learning agility are areas
that should be cultivated at the individual contributor level.

Author’s Observations

This section of Chapter 5 shares three ah-ha moments the researcher had while doing
research and conducting the analysis to go along with it. These three areas are noted as; how 22
competencies aligned with other research, the DUET Leadership Model and the findings on
competencies as an overused skill.

How the 22 competencies align with other research. After completing the research
study, the researcher had an opportunity to attend a Korn Ferry Leadership Architect ® four day
workshop. During this workshop the researcher learned about the 67 Lominger competencies
framework more in-depth. While these 67 competencies have been heavily researched, a part of
the workshop entailed looking at which of the 67 competencies are necessary for a particular job
role. During the workshop, one activity involved placing the 67 competencies into three groups
for a particular job role. These three groups were titled; most important, neutral, and least
important. The directions included placing 22 competencies into the most important category, 23

into the neutral category and 22 in the least important category. Based on the research of Korn
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Ferry, the company believes 22 competencies is the number of competencies that should be used
for any particular job role. It is at this juncture that this researcher found an ah-ha moment. The
research of the DUET Leadership Competency Model in the third and final round had 22
competencies that gained consensus. It seems ironic that out of this research 22 competencies
rose to the top, which is the same number of competencies that Korn Ferry suggests to use.

While not all authors agree that 22 is the number of competencies that should be used for
a job role. Originally, while this researcher found during the literature review process, many
authors felt that 10-15 competencies were sufficient to use for a particular job role. It was for this
reason this researcher eliminated eight competencies from the original list of 22. These eight
competencies were eliminated due to redundancy.

The DUET Leadership Model and resonant leadership. The researcher chose to name
the competency model, The DUET Leadership Model. Using the name DUET implies a
relationship or performance between two people. The DUET Leadership Model is a leadership
competency model that aims to have a positive impact on another individual or an organization
when used appropriately. The positive impact should be looked at as resonant leadership. In
creating resonance, the leader has a positive emotional pitch on those around him or her
(Goleman, D., Boyatzis, R., & McKee, 2004).

Competencies as overused skill. While it should be noted Korn Ferry has a belief that
the 67 Lominger competencies are seen in three ways. These uses are either a competency that a
person is 1) skilled in; 2) unskilled in; or 3) as an overused skill. The overused skill can be
described as a skill that has just too much of it, similar to an ingredient in a recipe that may have
too much salt. One can almost instantly say, this has too much salt and due to an overuse of salt

the recipe may not be as tasty to some. The same can be said of an overused skill as well. This
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becomes one belief. The other belief or “camp” is the camp of not seeing skills as being
overused. This is the belief of Folkman & Zenger. The point of this observation here is not to
debate which camp is right or better, rather to show other practitioner’s that these two camps
indeed exist. It might be prudent of a practitioner to research these two varying view points, then
become familiar with both views and decide which view they may decide to use, if any in their
own practice.
Summary

As mentioned in Chapter two, over 100 years ago, Frederick Taylor’s idea of
management needed to ensure the maximum success for a company was by people being their
best to produce the highest output by volume. While the big research is still young in
“management and leadership development” the research continues to evolve and is continually
updated (Lombardo and Eichinger, 2014, p. 13). From Taylor to Fayol and more recently
Lombardo and Eichinger there are many people who are dedicated to identifying what
competencies are needed for the success of an organization and its’ people. Malcolm Forbes
noted, “Successful business operations come down to three basic principles: People, Product,
Profit” (as cited in Cashman, 2008, p. 23). It is not a matter of old-world meeting new world any
longer; is it now more important that the new world meets the future. Leaders need to determine
the competencies that the workforce will need in 5-10 years. Otherwise, by the time new
competencies are identified as lacking, it could be too late for an organization to have a
competitive edge (Hallenbeck et al., 2006).

Traditionally, sales people have been promoted into sales management positions, strictly
due to their success as a sales person. This assumption of if the person can do Job A than he or

she can do Job B (Deeter-Schmelz et al., 2002). Rather than using this approach, what should be
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considered are the competencies needed at each position. The competencies as a sales person or
individual contributor are different than those of an outside sales manager. If the salesperson
does not possess these competencies, then the development process must begin now and not after
the person has been promoted to OSM. This process requires forethought and planning, as well
as time and effort, by the organization.

Demographics, specifically gender should be looked at in the future to ensure that women
are being equally developed into management and leadership roles. Reasons as to what is
causing the imbalance between men and women should be identified. If the reasons are a lack of
competencies that are needed to enter a senior role, then women should be given or take the
opportunity to enhance their competency in the needed areas.

In addition, looking at competencies that are associated with emotional intelligence and
learning agility should be an area that hiring managers do put into their consideration set when
hiring. It should be noted that competencies highly correlated to emotional intelligence and
learning agility, based on the research of Korn Ferry, does not mean that a person has high
emotional intelligence or high learning agility.

Based on the literature, the researcher believes the success of an organization is
determined by the talent within the organization and the competencies they possess, which was
supported by other authors (Drucker, 1992; Lombardo and Eichinger, 2014; Orr & Sack, 2009;
Prahalad & Hamel, 1990). The process of finding talent starts when a new associate is being
interviewed all the way to the succession planning process. Interviewers are trying to determine
which competencies a prospective new hire has already acquired and which critical leadership
skills her or she needs to develop or who is ready to be promoted to the next level based on the

competencies acquired thus far. Since it has been shown in a previous Aberdeen Group Study
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that the middle-management level of management takes approximately 29 months to develop
into the next level, it is important to identify the competencies that are needed for the next level,
before taking on the next level. This will allow for a smoother transition and should allow the
individual to be more successful in his or her new position. In closing, the DUET Leadership
Competency Model is being presented as the competency framework to use for what am outside

sales manager will need to be successful as an individual and to make their organization

successful as well.
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APPENDIX A

Application for Waiver or Alteration of Informed Consent Procedures

Date: February 13,2014 IRB Application/Protocol #:

Principal Investigator: Christie Cooper
[] Faculty [ ] Staff x Student [ ] Other

School/Unit: [ ] GSBM [ ] GSEP [ ] Seaver [ ]soL [ ] SPP
|:| Administration [] Other:

Street Address

City: Yorba Linda State: CA Zii Code: F

Telephone (work): - Telephone (home):

Email Address:

Faculty Supervisor: Farzin Madjidi (if applicable)

School/Unit: [ ]GSBM  x GSEP [ ]Seaver [ ]SOL [ ] SPP
[ ] Administration [] Other:

Telephone (work): (-

Email Address:

Is the Faculty Supervisor Review Form Attached? X Yes [ ] No [ ]N/A

Project Title: Leadership Competencies for Outside Sales Managers in the For-Profit
Sector: A Delphi Study
Type of Project (Check all that apply):

x Dissertation [ ] Thesis

[] Undergraduate Research [] Independent Study
[] Classroom Project [] Faculty Research
[ ] Other:

Has the investigator completed education on research with human subjects?
X Yes [ ] No [ ]N/A
If applicable, attach certification forms to this application.

Informed consent of the subject is one of the fundamental principles of ethical research for human
subjects. Informed consent also is mandated by Federal regulations (45 CFR 46) and University
policy for research with human subjects. An investigator should seek a waiver of written or verbal
informed consent, or required elements thereof, only under compelling circumstances.

SECTION A

Check the appropriate boxes regarding your application for waiver or alteration of informed
consent procedures.

[ ] Requesting Waiver or Alteration of the Informed Consent Process
x Requesting Waiver of Documentation of Informed Consent
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If you are requesting a waiver or alteration of the informed consent process, complete Section B
of the application.

If you are requesting a waiver of documentation of informed consent, complete Section C of the
application.

Section B
Request for Waiver or Alteration of the Informed Consent Process - 45 CFR 46.116(c) & 45 CFR
46.111(d)

Under certain circumstances, the IRB may approve a consent procedure which does not include,
or which alters, some or all of the elements of informed consent, or the IRB may waive the
requirements to obtain informed consent. The following questions are designed to guide the
decision making of the investigator and the IRB. Check your answer to each question.

[ 1YES [ ]JNO B.1. Will the proposed research or demonstration project be conducted by or
subject to the approval of state or local government officials. {45 CFR
46.116(c)(1)}

Comments:
If you answered no to question B.1, skip to question B.3.

[ 1YES [ ]JNO B.2. Is the proposed project designed to study, evaluate, or otherwise
examine:

(1) public benefit or service programs;

(i1) procedures for obtaining benefits or services under those
programs; (iii) possible changes in or alternatives to
those programs or procedures; or (iv) possible changes in
methods or levels of payment for benefits or services

under those programs {45 CFR 46.116(c)(1)}

Comments:
If you answered yes to questions B.1 and B.2, skip to question B.6.

[ ]YES [[JNO B.3. Will the proposed research involve greater than minimal risk? (Minimal
risk is defined as the probability and magnitude of harm or discomfort
anticipated in the research which are not greater in and of themselves than
those ordinarily encountered in daily life or during the performance of routine
physical or psychological examinations or tests.)

{45 CFR 46.116(d)(1)}
Comments:

[ 1YES [JNO B.4. Will waiving or altering the informed consent process adversely affect
the rights and welfare of the subjects?{45 CFR 46.116(d)(2);}
Comments:

[ 1YES [JNO B.5. Will pertinent information regarding the research be provided to the

subjects later, if appropriate?{45 CFR 46.116(d)(4)}
Comments:
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[ ]YES [ INO B.6. Isit practicable to conduct the research without the waiver or alteration?
(”Practicable” is not an inconvenience or increase in time or expense to
the investigator or investigation, rather it is for instances in which the
additional cost would make the research prohibitively expensive or
where the identification and contact of thousands of potential subjects,

while not impossible, may not be feasible for the anticipated results of
the study.) {45 CFR 46.116(d)(3)}
Comments:

Waiver or alteration of the informed consent process is only allowable if:
* The answer to questions B.1 and B.2 are yes and the answer to question B.6 is no,
OR
* The answers to question B.1 is no, B.3 is no, B.4 is no, B.5 is yes, and B.6 is no.

If your application meets the conditions for waiver or alteration of the informed consent process,
provide the following information for IRB review.
* A brief explanation of your experimental protocol in support of your answers to
questions B.1 - B.6.
* Identify which elements of consent will be altered or omitted, and provide
justification for the alteration.
* The risks involved in the proposed research and why the research presents no more
than minimal risk to the subject.
* Describe how the waiver or alteration of consent will not adversely affect the rights,
including the privacy rights, and the welfare of the individual.
* Define the plan, where appropriate, to provide individuals with additional pertinent
information after participation.
* Explain why the research could not practicably be conducted without the waiver or
alteration.
*  Other information, as required, in support of your answers to questions B.1 - B.6.

SECTION C

Request for Waiver of Documentation of Informed Consent - 45 CFR 46.117(c)

An IRB may waive the requirement for the investigator to obtain a signed consent form for some
or all of the subjects. The following questions are designed to guide the decision making of the
investigator and the IRB regarding this topic. Circle your answer to each question.

x YES [ JNO C.1. Was informed consent waived in Section B of this application? If yes,
skip Section C, documentation of informed consent if not applicable.

[JYES x NO C.2. Does the proposed research project qualify for alteration of the informed

consent process under Section B of this application?
Comments:

www.manaraa.com



122

X YES [ JNO C.3. The consent document is the only record linking the subject and the
research, and the principal risk is potential harm resulting from a breach
of confidentiality. {45 CFR 46.117(c)(1)}

Comments:

X YES [ ]NO C.4. The research presents no more than minimal risk of harm to subjects and
involves no procedures for which written consent is normally required
outside the research context. {45 CFR 46.117(c)(2)} (Minimal risk is
defined as the probability and magnitude of harm or discomfort
anticipated in the research which are not greater in and of themselves
than those ordinarily encountered in daily life or during the
performance of routine physical or psychological examinations or tests.)
Comments:

Waiver of documentation of the informed consent is only allowable if:
* The answer to question C.1 is yes, OR
* The answer to questions C.1 is no and the answer to either question C.3 or C.4 is
yes.

If your application meets the conditions for waiver of documentation of informed consent,
provide the following additional information, supplementing the material provided in Part C of
this application, for IRB review.
* How the consent document is the only record linking the subject to the research.
* How the principal risk to the subject is the potential harm from a breach of
confidentiality.
*  Why, if performed outside the research context, written consent is not normally
required for the proposed experimental procedures.

If the IRB approves a Waiver of Documentation of Informed Consent, the investigator must:

* Ask each participant if he or she wants documentation linking the participant with the
research (i.e., wishes to complete an informed consent form). The participant’s
wishes will govern whether informed consent is documented. {45 CFR 46.117(c)(1);}

AND

* At the direction of the IRB, provide participants with a written statement regarding
the research.

{45 CFR 46.117(c)}
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APPENDIX B

Institutional Review Board Approval

PEPPERDINE UNIVERSITY

Graduate & Professional Schools Institutional Review Board

April 14, 2014

Chiristie Cooper

Protocol # E0214D05

Project Title: Leadership Competencies for Outside Sales Managers in the For-Profit Section: A Delphi
Study

Dear Ms. Cooper:

Thank you for submitting your application, Leadership Competencies for Outside Sales Managers in the
For-Profit Section: A Delphi Study, for exempt review to Pepperdine University's Graduate and
Professional Schools Institutional Review Board (GPS IRB). The IRE appreciates the work you and your
faculty advisor, Dr. Madjidi, have done on the proposal. The IRB has reviewed your submitted IRB
application and all ancillary materials. Upon review, the IRB has determined that the above entitted project
meets the requirements for exemption under the federal regulations (45 CFR 48 -

hitp:/hentew. nibtraining. comidohsrsitefguidelines/45cfrd6. html} that gowern the protections of human subjects.
Specifizally, section 45 CFR 46.101(b)(2) states:

(b} Unless otherwise required by Department or Agency heads, research activities in which the only
imvolvement of human subjects will be in one or more of the following categories are exempt from

this policy:

Category (2) of 45 CFR 46101, research invalving the use of educational tests (cognitive,
diagnasfic, aptitude, achievement), survey procedures, interview procedures or observation of public
behavior, unless: a) Information obtained is recorded in such @ manner that human subjects can be
identified, directly or through identifiers linked to the subjects; and b) any disclosure of the human
subjects' responses putside the research could reasonably place the subjects at risk of criminal or
civil liability or be damaging fo the subjects' financial standing. employability, or reputation.

‘four research must be conducted according to the proposal that was submitted to the IRB. If changes to
the approved protocol cocur, a revised protocol must be reviewed and approved by the IRB before
implementation. For any proposed changes in your research protocol, please submit a Request for
Maodification Form to the GPS IRB. Because your study falls under exemption, there is no requirement
for continuing IRB review of your project. Please be aware that changes to your protocol may prevent the
research from qualifying for exemption from 45 CFR 45.101 and require submission of a new IRB
application or other materals to the GPS IRB.

A goal of the IRB is to prevent negative occurrences during any research study. Howewver, despite our
best intent, unforeseen circumstances or events may arise during the research. If an unexpected situation
or adverse event happens during your investigation, please notify the GFPS IRB as soon as pessible. We
will ask for a complete explanation of the event and your response. Other actions also may be required
depending on the nature of the event. Details regarding the timeframe in which adverse events must be
reported to the GPS IRE and the appropriate form to be used fo report this information can be found in the
Pepperdine Liniversity Profection of Human Faricipanfs in Research: Policies and FProcedures Manual
[see link to “policy materal” at hitofwww. pepperdine. edwirbfgraduate’).

Flease refer to the protocol number denoted abowve in all further communication or comespondence related
to this approval. Should you have additional questions, please contact Kevin Collins, Manager of the

6100 Center Drive, Los Angeles, California 30025 = 310-388-5600
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Instiutional Review Board (IRE) at gpsirk@peppderdine.edu. On behalf of the GPS IRB, | wish you

success im this scholady purswit.
Sincerely,
Thema Bryant-Davis, PhD.

Chair, Graduate and Professional Schools IRB

ool Or. Lee Kats, Vice Provost for Research and Strategic Initiatives

Mir. Brett Leach, Compliance Attorney
Dr. Dr. Madijidi, Faculty Advisor
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APPENDIX C
E-mail Script: Initial Contact About the Study

Hello, I am inquiring if you would be interested in participating as an expert panelist in a
voluntary research study to explore the personal, leadership and managerial competencies needed
for outside sales manager’s in today’s society. An outside sales manager (OSM) is defined as a
director of sales, district manager, or regional manager. This position is responsible for the
development of a team, executing plans, and achieving goals and quotas. The OSM position
should not be confused with the outside sales person’s job responsibilities.

This study is conducted in partial fulfillment of the requirements for the degree of Doctor
of Education in Organizational Leadership at Pepperdine University.

The results of the study can be used to develop job descriptions, which include the
competencies needed for successful outside sales managers in order to perform their job
effectively. As an expert panelist you can receive benefits from this study as you will be given
the results of the research, which includes the list of competencies that are being deemed as
competencies needed for successful outside sales managers. This list can be used in your own
organizations if you choose in the future. Potential risks as a participant are expected to be
minimal for factors such as boredom, fatigue, and the normal experience of completing a survey.
As an expert panelist your information will be kept confidential as the researcher will keep track
on a spreadsheet (Appendix M) the list of names of the panelists who agreed to participate,
however when completing and submitting a survey this is anonymous to all, including the
researcher. This information will be kept on the researchers computer, which is password
protected,

As an expert panelist, it is required that you have a minimum of five years managing
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others with a title of outside sales manager, director of sales, VP of sales, Regional Manager,
District Manager or similar. As an expert panelist your participation will be anonymous — the
other panelists will not know who you are. Your class standing, grades or job status will not be
affected by refusal to participate or by withdrawal from the study. Your participation will require
taking a survey on three separate occasions within 1-2 weeks of each other. If a survey is not
completed within one week a reminder email will go out (Appendix L) requesting the panelist
take the survey within 3 days. If there is still no response a second reminder email will go out on
the 5™ day again requesting the panelist take the survey. If there is no response within 3 days, the
researcher will continue on with the survey as long as the minimum of 8 panelists has taken the
survey.

The study employs a Delphi technique, in which an initial list of competencies obtained
through an exhaustive search of the research literature is compiled. Each competency’s
definition is also presented. You will be asked to indicate the degree to which you believe each
competency is important to the success of Outside Sales Managers. Your input will be used to
reduce the list of the competencies by eliminating those items that are deemed least important,
neither important or unimportant or somewhat unimportant on the scale provided. A new survey
containing the remaining items will be developed and sent to you for additional rounds of
analysis. This process will continue until consensus among the panel members is achieved. It is
believed that consensus is typically achieved in approximately 3 rounds of analysis. The first
survey will be the longest, approximately 30 minutes and each subsequent survey will take
considerably less time, approximately 10-15 minutes, as the list of competencies becomes

smaller. An electronic link to the survey will be emailed to you in each round.
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Would you like to participate in this research study? If so, I will include an informed
consent form at the beginning of the first survey. This portion of the survey will occur only once

and will take approximately 3-5 minutes to read and electronically sign.

Thank You,
Christie Cooper

Doctoral Candidate

Pepperdine University
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APPENDIX D

Letter to Panelists for First Survey

[today’s date]
Dear Prospective Panelist,

Thank you for agreeing to be an expert panelist in my doctoral research study to
determine the competencies needed for outside sales managers. This first survey will be the
lengthiest and most comprehensive and thus requiring the most time out of the three surveys.

As a reminder: An outside sales manager (OSM) is defined as a director of sales, district
manager, or regional manager. This position is responsible for the development of a team,
executing plans, and achieving goals and quotas. The OSM position should not be confused with
the outside sales person’s job responsibilities.

The results of the study can be used to develop job descriptions, which include the
competencies needed for successful outside sales managers in order to perform their job
effectively. As an expert panelist you can receive benefits from this study as you will be given
the results of the research, which includes the list of competencies that are being deemed as
competencies needed for successful outside sales managers. This list can be used in your own
organizations if you choose in the future. Potential risks as a participant are expected to be
minimal for factors such as boredom, fatigue, and the normal experience of completing a survey.

As an expert panelist, it is required that you have a minimum of five years managing
others with a title of outside sales manager, director of sales, VP of sales, Regional Manager,
District Manager or similar. As an expert panelist your participation will be anonymous — the
other panelists will not know who you are. Your participation will require taking a survey on

three separate occasions. If a survey is not completed within five days a reminder email will go
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out requesting the panelist take the survey within 3 days. If there is no response within 3 days,
the researcher will continue on with the survey as long as the minimum of 7 panelists has taken
the survey. Therefore, your feedback may not be used if you do not participate in a particular
survey. You will be sent subsequent surveys for input, unless you specify you do not wish to
participate in the study any longer.

Please use the link below to take this first survey. It is estimated to take 30 minutes to
complete. Please have your responses submitted within 5 days of receiving the survey.

https://www.surveymonkey.com/s/Leadership-Study

If you have any questions please feel free to call me. As a reminder your responses are
anonymous and you may withdraw out of the study at any time without affecting your

relationship with me, Pepperdine University or any other entity.

Sincerely,
Christie Cooper
Doctoral Candidate

Pepperdine University
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APPENDIX E

Round One Survey

Competencies Needed 1

Dear Expert Panelist,

Thank you for agreeing to be an expert panelist in my doctoral research study to determine the competencies needed for outside sales managers.
This first survey will be the lengthiest and most comprehensive and thus requiring the most time out of the three surveys

As a reminder: An outside sales manager (OSM) is defined as a director of sales, district manager, or regional manager. This position is responsible
for the development of a team, executing plans, and achieving goals and quotas. The OSM position should not be confused with the outside sales
person's job responsibilities

The results of the study can be used to develop job descriptions, which include the competencies needed for successful outside sales managers in
order to perform their job effectively. As an expert panelist you can receive benefits from this sludy as you will be given the results of the research,
which includes the list of competencies that are being deemed as competencies needed for successful outside sales managers. This list can be
used in your own organizations If you choose in the future. Potential risks as a participant are expected to be minimal for factors such as boredom,
fatigue, and the normal experience of completing a survey.

As an expert panelist, It is required that you have a minimum of five years managing others with a title of outside sales manager, director of sales,
VP of sales, Regicnal Manager, District Manager or similar. As an expert panelist your participation will be anonymous - the other panelists will not
know who you are. Your participation will require taking a Survey on three separate occasions. If a survey is not completed within two weeks a
reminder email will go out requesting the panelist take the survey within 3 days. If there is still no response a second reminder email will go out on
the 5th day again requesting the panelist take the survey. If there is no response within 3 days, the researcher will continue on with the survey as
long as the minimum of & panelists has taken the survey. Therefore, your feedback may not be used if you do not participate in a particular survey.
You will be sent subsequent surveys for input, unless you specify you do not wish to participate in the study any longer.

It is estimated the first survey will take 30 minutes to complete. Please have your responses submitted within 5 days of receiving the survey. This
first survey is the longest, | appreciate your time and consideration in completing this

If you have any questions please feel free to call me. As a reminder your responses are anonymous 10 other panelists and you may withdraw out of
the study at any time without affecting your relationship with me, Pepperdine University or any other entity

Sincerely,

Christie Cooper

Doctoral Candidate

Pepperdine University

1. 1 agree to permit the researcher to use my name, professional affiliation and company
name. | understand my individual responses will not be associated with my name or

company and results will only be presented in aggregate form.
O Yes
O e

2. | agree to permit the researcher to refer to me only by a pseudonym form from a "store
owner/distributor/manufacturer/OSM/or a number such as #1" (e.g. Mr. Smith owner of a
store). | understand my identity and the name of my organization will be kept confidential
at all times.

www.manharaa.com




131

Competencies Needed 1
3. | agree to permit the researcher to use my name and professional affiliation fully for

further publication or research in the future.

O ves
O No
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Competencies Needed 1

4.1 have at least 5 years experience in hiring the OSM level - in other words you were a
manager hiring other managers.

5. What is your gender?
O remaie

O Male

O Prefer not to say

www.manharaa.com



133

Competencies Needed 1

childiike behavior

17. Intellectual maturity-

O
O

manager has mental
horsepower 1o make
appropriate decisions

18. Entrepreneurial
maturity- manager seeks
oppertunites

19. On-the-job maturity-
manager is well versed in
his/her job

20. Accurate self-
assessment- manager is
aware of his/her areas of
sirengths and opportunities

21, Memory - manager has
good recall of situations

22. Logical thought-
manager Is not irrational

23. Positive regard-
manager is seen and
viewed well in the
organization

24. Conceptlualization-
manager can inititate new
ideas

25. Proactivity- manager
acts now

26. Managing group
process- manager can
maintain order and
assembly of groups

27. Self-control- manager
can temper unnecessary
emotions

28. Concern with close
relationships- manager sees
the importance of getting
along well with others

O Q DO 0 000 0 b 8 ©

29, Efficiency crientation
perceptual objectivity -
manager seeks to get rid of
axcess waste

30. Self-confidence-
manager is confident In
his/her ability to get the job
done

O 9O 0 @0 Q8 0 006 O O O

31. Use of socialized power-
manager can use his/her
relationships in a beneficial
way

P L O O 0 0 0O 0 00 0O O O
D QO O O 09O OO 0 OO OO O O
P Q O O 00 OO 0 OO0 © D O ©

D O 0 ©

0

32, Managing group
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Competencies Needed 1

Competencies

6. Please review the 172 competencies below and rate them according to how strongly
you feel about the importance that an Outside Sales Manager, Regional Manager, District
Manager or Director of Sales should possess.

- neither important or
least important somewhat important important very important
unimportant

1. Division of work - O O O O O
manager seeks to divide
work equally

2. Unity of direction-
manager seeks to have all
workers working for the
same shared outcome

3. Order- manager
maintains an orderly-like
environment

4. Authority- manager is
seen as the main figure
head

5. Disclpline- manager uses
this when necessary

6. Unity of command-
manager maintain control

7. Remuneration- manager
sees that workers are paid
fairly

8. Centralization- manager
makes the decisions

9. Scalar chain

10. Equity- manager seeks
this in the workplace

11. Initiative- manager is
proactive

12. Esprit de corps-
manager maintains a team
spirit environment

13. Subordination of
Individual interests to the
general interest

14. Stability of tenure of
personnel- manager does
not have much turnover

15. Specialized knowledge-
manager has knowledge in
his/har area of working

0 O 0 QO OO0 0O & 0O ©

16. Interpersonal maturity-
manager does not display

C O 0 QO DOCCO0 O 0 0O O
C © @ © OO OO0 © © O
O O O O O0OO0OO OOO O O O
O O 0 0 000 000 © 0 0
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Competencies Needed 1

process- manager can
maintain order and
assembly of subordinates

33, Stamina and O O O O O

adaptability- manager can
go the distance and is
flexible to the needs of the
buisness and people

34. Use of unilateral power- O O O O O

managers abllity to use
resources across functions

35. Specialized knowledge-
manager has technical
expertise in a specific area

O
O
O
O
O

36. Use or oral
presentations- manager
makes professional
presentations that are

O
O
O
O
O

effective

37. Spontaneity- manager
uses their freedom to get
tasks done

38. Honest- manager is
seen as trustworthy

39. Forward-looking-
manager handles change
well

40. Inspiring- manager is
seen as a role model to
others

41. Competent- manager
has technical, functional
and interpersonal skills

42. Intelligent- uses his/her
mental acuity well

43. Fair-minded- manager
is free from making
assumptions in the
handling of people and
situatons

QO O @ OO0 ©
Q0O © 0 OO0 0O
OO0 O © 00 O
QDL Q 0 O O
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44. Straightforward-
manager has managerial
courage to speak up

45. Broad-minded- open to
diverse views

46. Supportive- helps others
when needed not just asked

47. Dependable- around
when needed

48. Cooperative- gets along
well with others

Q000 O

O
O
O
O
O
O
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Competencies Needed 1

49. Courageous- makes
tough decisions and takes a
tough stance when
necessary

50. Determined- will power
1o see projects through

51, Caring- can
empathesize with others

52, Imaginative- has
creative ideas

53. Mature- makes solid
decisions

54. Ambitious- is results
driven

55. Loyal- puts company
first

56. Self-controlled- can
manage one's emotions
well

57. Independent- can work
effectively alone

QR 00 QI O 0
@0 @0 00 000
Q0 Q008 QO
Q0 Q000 00O
Q0 Q000000 O

58. Displaying high
Integrity & honesty- can be
counted on to do the right
thing when no one is
around

58. Technical &
professional expertise- has
job competence

O
O
O

60. Solving problems &
analyzing issues- can
identify areas of

O
O
O
O
O

opportunities and make a
fix

61. Innovation- has crealive
ideas

62. Practicing self-
development- seeks to
improve his or her learning
continually

63. Focus on results- is
driven to accomplish goals

64. Establish stretch goals-
sels goals that can enable
more growth for their
organization

65. Take responsibility for
autcomes- does nol pass
blame

b & OO0 QO
O O 0 00

66. Communicating
powerfully- can get his/her

© O ©Q0 00
O O OO 00
O & O OO
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Competencies Needed 1

point acros well

67. Inspiring & motivating
others- others look up to
him/her

O

68. Building relationships-
makes effective connections
interally and externally

69. Developing others-
seeks to build the talent
pipeline

70. Collaboration &
teamwork- seeks the input of
others and creales cohesion

71. Developing strategic-
sets goals based on the
marketplace

72. Championing change-
can lead the lead in areas
of ambiguity

73. Connect internal groups
1o the outside world - is
seen as a good will
ambassador

74. Perspective- has good
insights that others can
utilize

75. Talk straight- does not
beat around the bush in
providing feedback

76. Demonstrate respect-
treats others with dignity

77. Croate transparency-
does not withhold
information

78. Right wrongs- seeks to
apologize and make
situations better

79. Show loyalty- puts
company first

80. Deliver resuits-
accomplishes goals that
were set out

81, Get better- seeks
continual learning

82. Confront reality- address
issues that need to be
addressed

Q Q0 QO O O @O 6 © 6 © B O O
Q QR G @ 0 © @ @ g 0O 9 0 O
O @0 00O 0O 00 O O U U0 o g o

83. Clarify expectations-
lets others know what is
expected of his person on
the team

0 00 00 0 00 O 6 € L 60 O ©
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Competencies Needed 1

point acros well

67. Inspiring & motivating
others- cthers look up to
him/her

O

68. Building relationships-
makes effective connections
interally and externally

69. Developing others-
seeks to build the talent
pipeline

70. Collaboration &
teamwork- seeks the input of
others and creates cohesion

71. Daveloping strategic-
seis goals based on the
marketplace

72. Championing change-
can lead the lead in areas
of ambiguity

73. Connect internal groups
to the outside world - is
seen as a good will
ambassador

74. Perspective- has good
insights that others can
utilize

75. Talk straight- does not
beat around the bush in
providing feedback

76. Demonstrate respect-
treats others with dignity

77. Croate transparency-
does not withhold
Iinformation

78. Right wrongs- seeks to
apologize and make
situations better

79. Show loyalty- puts
company first

80. Deliver resuits-
accomplishes goals that
were set out

81, Get better- seeks
continual learning

82. Confront reality- address
issues that need to be
addressed

83. Clarify expectations-
lets others know what is
expected of his person on
the team

Q Q0O QO O O O B © 0 O b O O
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Competencies Needed 1

84, Practice accountability-
walks the talk

86, Listen first- does not
Jump to conclusions - will
let the other party speak first
without interruption

O

86. Keop commitments-
follow through on promises

87. Extend trust- gives trust
readily without making
people first eam it

88. Intensity- is goal driven

89. Time dimension-
manages time well

90. Depth of understanding
others- is able to make
good judgments about
other people

91. Focus on needs- is not
seen as selfish

92. Actions taken- puts plan
(s) in place 1o accomplish
goals

93. Depth of understanding
organization- is well versed
in how the company
operates

94, Completeness of
developmental plan- sets a
goal to improve oneself

95, Complexity of analysis-
grasps complex issues and
is able to make a diagnosis

96. Onginality of concepts-
has fresh ideas

97. Self motivation- works
well indepently

98. Listening to others-
does not interrup, lets the
other person speak

99. Discretionary effort to
help others- supports others
without their expressed
need

100. Breadth or network of
influence- is seen as being
able to convince others

Q@ Q 000 0 & 0 8 000 O

O @ Q GO @ O 0 0 000 OB O
O O O @00 O @ 0O 00 000 90 O
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101. Rank of people
directed- has people that
once worked for them that
have been promoted

C
C
C
C
C
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Competencies Needed 1

102. Degree of innovation-
makes continual
contributions to the
Innovation pipeline

103. Closeness of
relationships built- has a
variety of networks
internally and externally

O

104 Strength of the
leadership role- is seen as a
leader without coersion

105. Technical knowledge-
has expert knowledge in
their area of needed
expertise

106. Intensity of fostering
teamwork- understands
group dynamics and is able
o gel the most out of teams

107. Action oriented- set
goals and acheives them

108. Dealing with
ambiguity- can deal with
“things up in the air* well

109. Approachability-
others feel comfortable
coming up and interacting
with this manager

110. Boss relationships-
manages "up” well

111, Business acumen-
maintains a professional
image

112. Career ambition- seeks
advancement in the
organization

113. Caring about direct
reports- can empathesize
with others well

114. Comfort around higher
management- is seen as
comfortable “in their own
skin® around upper
management

QO 0 00 O 00 © © O

Q @ Q OO0 @ Q¢ O .9 0. 0
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115. Command skills- takes
authority when needed in
an effective manner

O
O
O
O
O

116. Compassion- is tender
hearted in the appropriate
situations

N ——— O O B! O O

manage one's emotions

O
O
O
O
O
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Competencies Needed 1

well

118, Conflict management O
- seeks to identify issues and
gain a mutual resolution

119. Confronting direct O
reports- gives feedback

when needed, even under

tough circumstances

QO O

120. Creativity- has unique
and fresh ideas

121. Customer focus- seeks
to understand the customers
neads

O O
% % 5 &S © I
O QO D ©
G, g ©

£ O

O
O

122. Timely decision
making- can make good
decisions with limited
information time and time
again

123. Decision quality-
consistently chooses the
right outcome

124. Delegation- does not
micremanage

125. Developing others-
seeks to build their own
talent pipeline

126. Managing diversity-
ensures that all types are
respecied

127. Ethics and values-
sees the difference between
right and wrong and makes
the appropriate choice in
the right situation

L QO ¢ O
—0 ©© O
QO G QL O
L O 00 O
O 0O Q0 O

128. Faimess 1o direct
reports- does not play
favorites

129. Functionaltechnical
skills- is expert in areas that
are appropriate to his/her
function

130. Hiring and staffing-
has a full team always

131. Humor- uses humor
appropriately

132. Informing- gets
Information and shares it
with the appropriate parties

133. Innovation
management- seeks to find
new ideas

O O 00 0—0-0
o0 000 O O
Aﬁoooo O O
© 0O 000 O O

e
e
O
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Competencies Needed 1

134. Integrity and trust- can
be counted on at all times

135. Intellectual
horsepower- can see the
broad picture

0 @

136 Interpersonal savvy-
understands self and others
well

137. Learning on the fly-
learns quickly in all

O
0 O O g

circumstances with little
assistance

138. Listening- hear the
others persons point of view

139. Managerial courage-
takes a tough stance when
necessary

140. Managing and
measunng work- hold others
accountable

141, Motivating others- can
inspire others to march on

142. Negotiating- seeks a
win/win selution

143. Organizational agility-
knows how to get things
done in and around the
organization

144, Organizing- can
assemble people well

145, Dealing with paradox-
handies change well

146. Patience- is even
tempered

147. Peer relationships-
gets along and is respected
by others

148, Perseverance- does
not give up easily

148. Personal disclosure-
shares of oneself to others

150. Personal learning-
seeks continual
improvement

151. Perspective- can see a
wide vanety of view points

152, Pianning- plans
effectively to accomplish
goals

153. Palitical savvy-Is able
to get things done in the

¢ OO0 000 QOO ©OoOO O WO
Qb OO0 @O0 QOO OO C @0 O O O
O 90 @00 00U OO0 O og © O O
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Competencies Needed 1

organization

154. Presentation skills-
makes effective
presentations wel

O

155, Prionity setting- can
sort through what is
Important and what is not

156. Problem solving-finds
effective outcomes

157. Process management.
can management the
sequence well

158. Drive for results- set
goals and is able to
accomplish them

159. Self-development-
seeks continual self-
improvement

160. Self knowledge- is self-
aware

161, Sizing up people- can
read others well

162. Standing alone- is not
afraid to take a stance
alone

163. Strategic agility - can
makes plans based on the
environment and make
changes quickly when
needed

Q QOO0 O O o O

O ©O0O0 O O 00 O O
O Q0 0 0 0O © O
O OO0 O O 00 O O
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164. Managing through
systems- does not micro-

O
O

mange

165. Building effective
teams- ensures that direct
reports are capable of
prodicing results

O
O

166. Technical learning-
has adequate learning in a
specified area based on
his/her position

187. Time management-
uses the time in the day
effectively without being
wasteful

168. TQM/Re-engineering-
seeks to develop when
necessary

169. Understanding others-
has good social awareness

0O 0 © Q @ O
0@ O Q@ O 0O ©
0 0O Q © 0 @

Qe O © O
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170. Managing vision and
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Competencies Needed 1

purpose- understands the
company vision and sees
that others act upon it as
well

171. Work/life balance- has O O O O O

a healthy lifestyle that does
not teatar towards one end
too heavily

172 Written O O O O O

communications- has
effective and gramatically
correct wnting skills

Thank you for taking the time to complete this survey. This first survey is the longest the next two will be substantially shorter, Your participation in
this survey is helping me achieve my goal. | greatly appraciate your time and consideration in doing this!
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APPENDIX F
Reminder Letter to Panelists If No Response After 5 Days
[today’s date]
Dear Panelist,

Thank you for your participation in my study to this point. Your feedback is valued and
necessary for the continuation of this research. As of now you have not shared your opinion by
taking the survey. I am requesting that you do so in the next 3 days. You may contact me at my
email || i < is a rcason you cannot continue in the study or
with this next survey. Again, your participation is voluntary and you may end your participation
at any time.

Your participation and feedback are highly valued in this study. Thank you in advance

for taking this survey so that the study can continue.

Regards,

Christie Cooper

Doctoral Candidate

Pepperdine University

www.manaraa.com
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APPENDIX G

List of 172 Competencies

Neither
Least Somewhat | important nor |Somewhat| Most
Competency Name Important |Unimportant| unimportant | Important | Important source

Fayol (as cited
in Wren &
Bedeian, 2009)

division of work - manager seeks to divide
work equally

unity of direction- manager seeks to have all
workers working for the same shared
outcome

order- manager maintains an orderly-like
environment

authority- manager is seen as the main figure
head

discipline- manager uses this when necessary

unity of command- manager maintain control

remuneration- manager sees that workers are
paid fairly

centralization- manager makes the decisions

scalar chain

equity- manager seeks this in the workplace

initiative- manager is proactive

spirit de corps- manager maintains a team
spirit environment

subordination of individual interests to the
general interest

stability of tenure of personnel- manager does
not have much turnover

American
Management
Association (as
cited in
Rothwell &
Kindholm,
1999)

specialized knowledge- manager has
knowledge in his/her area of working

interpersonal maturity- manager does not
display childlike behavior

intellectual maturity- manager has mental
horsepower to make appropriate decisions

entrepreneurial maturity- manager seeks
opportunites

on-the-job maturity- manager is well versed
in his/her job

accurate self-assessment- manager is aware Boyaztis (1982)
of his/her areas of strengths and opportunities

memory - manager has good recall of
situations

logical thought- manager is not irrational

positive regard- manager is seen and viewed
well in the organization

conceptualization- manager can initiate new
ideas

proactivity- manager acts now

managing group process- manager can
maintain order and assembly of groups

(continued)
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Neither
Least Somewhat | important nor |Somewhat| Most
Competency Name Important |Unimportant| unimportant | Important | Important source
self-control- manager can temper unnecessary
emotions

concern with close relationships- manager
sees the importance of getting along well
with others

efficiency orientation perceptual objectivity -
manager seeks to get rid of excess waste

self-confidence- manager is confident in
his/her ability to get the job done

use of socialized power- manager can use
his/her relationships in a beneficial way

managing group process- manager can
maintain order and assembly of subordinates

stamina and adaptability- manager can go the
distance and is flexible to the needs of the
business and people

use of unilateral power- manager's ability to
use resources across functions

specialized knowledge- manager has
technical expertise in a specific area

use or oral presentations- manager makes
professional presentations that are effective

spontaneity- manager uses their freedom to
get tasks done

honest- manager is seen as trustworthy Kouzes &
Posner (2007)

forward-looking- manager handles change

well

inspiring- manager is seen as a role model to

others

competent- manager has technical, functional

and interpersonal skills

intelligent- uses his/her mental acuity well

fair-minded- manager is free from making

assumptions in the handling of people and

situations

straightforward- manager has managerial

courage to speak up

broad-minded- open to diverse views

supportive- helps others when needed not just

asked

dependable- around when needed

cooperative- gets along well with others

courageous- makes tough decisions and takes

a tough stance when necessary

determined- will power to see projects

through

caring- can empathize with others

imaginative- has creative ideas

mature- makes solid decisions

ambitious- is results driven

loyal- puts company first

self-controlled- can manage one's emotions

well

independent- can work effectively alone

(continued)
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Neither
Least Somewhat | important nor |Somewhat| Most
Competency Name Important |Unimportant| unimportant | Important | Important source

displaying high integrity & honesty- can be Zenger &
counted on to do the right thing when no one Folkman (2009)
is around

technical & professional expertise- has job
competence

solving problems & analyzing issues- can
identify areas of opportunities and make a fix

innovation- has creative ideas

practicing self-development- seeks to
improve his or her learning continually

focus on results- is driven to accomplish
goals

establish stretch goals- sets goals that can
enable more growth for their organization

take responsibility for outcomes- does not
pass blame

communicating powerfully- can get his/her
point across well

inspiring & motivating others- others look up
to him/her

building relationships- makes effective
connections internally and externally

developing others- seeks to build the talent
pipeline

collaboration & teamwork- seeks the input of
others and creates cohesion

developing strategic- sets goals based on the
marketplace

championing change- can lead the lead in
areas of ambiguity

connect internal groups to the outside world -
is seen as a good will ambassador

perspective- has good insights that others can
utilize

talk straight- does not beat around the bush in Covey (2009)
providing feedback

demonstrate respect- treats others with
dignity

create transparency- does not withhold
information

right wrongs- seeks to apologize and make
situations better

show loyalty- puts company first

deliver results- accomplishes goals that were
set out

get better- seeks continual learning

confront reality- address issues that need to
be addressed

clarify expectations- lets others know what is
expected of his person on the team

practice accountability- walks the talk

listen first- does not jump to conclusions -
will let the other party speak first without
interruption

(continued)
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Neither
Least Somewhat | important nor |Somewhat| Most
Competency Name Important |Unimportant| unimportant | Important | Important source

keep commitments- follow through on
promises

extend trust- gives trust readily without
making people first earn it

Spencer &

intensity- is goal driven Spencer (1993)

time dimension- manages time well

depth of understanding others- is able to
make good judgments about other people

focus on needs- is not seen as selfish

actions taken- puts plan(s) in place to
accomplish goals

depth of understanding organization- is well
versed in how the company operates

completeness of developmental plan- sets a
goal to improve oneself

complexity of analysis- grasps complex
issues and is able to make a diagnosis

originality of concepts- has fresh ideas

self motivation- works well independently

listening to others- does not interrupt, lets the
other person speak

discretionary effort to help others- supports
others without their expressed need

breadth or network of influence- is seen as
being able to convince others

rank of people directed- has people that once
worked for them that have been promoted

degree of innovation- makes continual
contributions to the innovation pipeline

closeness of relationships built- has a variety
of networks internally and externally

strength of the leadership role- is seen as a
leader without coercion

technical knowledge- has expert knowledge
in their area of needed expertise

intensity of fostering teamwork- understands
group dynamics and is able to get the most
out of teams

Lombardo &
action oriented- set goals and achieves them Eichinger
(2000)

dealing with ambiguity- can deal with "things
up in the air" well

approachability- others feel comfortable
coming up and interacting with this manager

boss relationships- manages "up" well

business acumen- maintains a professional
image

career ambition- seeks advancement in the
organization

caring about direct reports- can empathize
with others well

comfort around higher management- is seen
as comfortable "in their own skin" around
upper management

(continued)
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Neither
Least Somewhat | important nor |Somewhat| Most
Competency Name Important |Unimportant| unimportant | Important | Important source

command skills- takes authority when needed
in an effective manner

compassion- is tender hearted in the
appropriate situations

composure- can manage one's emotions well

conflict management - seeks to identify issues
and gain a mutual resolution

confronting direct reports- gives feedback
when needed, even under tough
circumstances

creativity- has unique and fresh ideas

customer focus- seeks to understand the
customers needs

timely decision making- can make good
decisions with limited information time and
time again

decision quality- consistently chooses the
right outcome

delegation- does not micromanage

developing others- seeks to build their own
talent pipeline

managing diversity- ensures that all types are
respected

ethics and values- sees the difference between
right and wrong and makes the appropriate
choice in the right situation

fairness to direct reports- does not play
favorites

functional/technical skills- is expert in areas
that are appropriate to his/her function

hiring and staffing- has a full team always

humor- uses humor appropriately

informing- gets information and shares it with
the appropriate parties

innovation management- seeks to find new
ideas

integrity and trust- can be counted on at all
times

intellectual horsepower- can see the broad
picture

interpersonal savvy- understands self and
others well

learning on the fly- learns quickly in all
circumstances with little assistance

listening- hear the others persons point of
view

managerial courage- takes a tough stance
when necessary

managing and measuring work- hold others
accountable

motivating others- can inspire others to march
on

negotiating- seeks a win/win solution

organizational agility- knows how to get
things done in and around the organization

(continued)
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Neither
Least Somewhat | important nor |Somewhat| Most
Competency Name Important |Unimportant| unimportant | Important | Important source

organizing- can assemble people well

dealing with paradox- handles change well

patience- is even tempered

peer relationships- gets along and is respected
by others

perseverance- does not give up easily

personal disclosure- shares of oneself to
others

personal learning- seeks continual
improvement

perspective- can see a wide variety of view
points

planning- plans effectively to accomplish
goals

political savvy-is able to get things done in
the organization

presentation skills- makes effective
presentations well

priority setting- can sort through what is
important and what is not

problem solving-finds effective outcomes

process management- can management the
sequence well

drive for results- set goals and is able to
accomplish them

self-development- seeks continual self-
improvement

self knowledge- is self-aware

sizing up people- can read others well

standing alone- is not afraid to take a stance
alone

strategic agility - can makes plans based on
the environment and make changes quickly
when needed

managing through systems- does not
micromanage

building effective teams- ensures that direct
reports are capable of producing results

technical learning- has adequate learning in a
specified area based on his/her position

time management- uses the time in the day
effectively without being wasteful

TQM/Re-engineering- seeks to develop when
necessary

Understanding others- has good social
awareness

managing vision and purpose- understands
the company vision and sees that others act
upon it as well

work/life balance- has a healthy lifestyle that
does not teeter towards one end too heavily

written communications- has effective and
grammatically correct writing skills
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Results of Phase One Survey
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Survey Item mean median IQR
Initiative 5.00 5.00 0.00
Honest 5.00 5.00 0.00
Integrity and trust 5.00 5.00 0.00
Displaying high integrity & honesty 4.89 5.00 0.00
Deliver results 4.89 5.00 0.00
Action oriented 4.89 5.00 0.00
Interpersonal maturity 4.78 5.00 0.50
Entrepreneurial maturity 4.78 5.00 0.50
Take responsibility for outcomes 4.78 5.00 0.50
Practice accountability 4.78 5.00 0.50
Keep commitments 4.78 5.00 0.50
Strength of the leadership role 4.78 5.00 0.50
Developing others 4.78 5.00 0.50
Managing and measuring work 4.78 5.00 0.50
Motivating others 4.78 5.00 0.50
Intellectual maturity 4.75 5.00 0.75
Stamina and adaptability 4.67 5.00 0.50
On-the-job maturity 4.67 5.00 1.00
Self-confidence 4.67 5.00 1.00
Focus on results 4.67 5.00 1.00
Inspiring & motivating others 4.67 5.00 1.00
Developing others 4.67 5.00 1.00
Demonstrate respect 4.67 5.00 1.00
Intensity 4.67 5.00 1.00
Actions taken 4.67 5.00 1.00
Self motivation 4.67 5.00 1.00
Approachability 4.67 5.00 1.00
Customer focus 4.67 5.00 1.00
Perseverance 4.67 5.00 1.00
Drive for results 4.67 5.00 1.00
Remuneration 4.56 5.00 0.50
Esprit de corps 4.56 5.00 1.00
Straightforward 4.56 5.00 1.00
Determined 4.56 5.00 1.00
Solving problems & analyzing issues 4.56 5.00 1.00

(continued)
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Clarify expectations 4.56 5.00 1.00
Depth of understanding others 4.56 5.00 1.00
Managing diversity 4.56 5.00 1.00
Ethics and values situation 4.56 5.00 1.00
Interpersonal savvy 4.56 5.00 1.00
Building effective teams 4.56 5.00 1.00
Intensity of fostering teamwork 4.44 5.00 1.00
Logical thought 4.44 4.00 1.00
Forward-looking 4.44 4.00 1.00
Broad-minded 4.44 4.00 1.00
Courageous 4.44 4.00 1.00
Ambitious 4.44 4.00 1.00
Listening to others 4.44 4.00 1.00
Business acumen 4.44 4.00 1.00
Composure 4.44 4.00 1.00
Confronting direct reports 4.44 4.00 1.00
Timely decision making 4.44 4.00 1.00
Fairness to direct reports 4.44 4.00 1.00
Managerial courage 4.44 4.00 1.00
Planning 4.44 4.00 1.00
Unity of direction 4.33 5.00 1.00
Order 4.33 4.00 1.00
Specialized knowledge 4.33 4.00 1.00
Accurate self-assessment 4.33 4.00 1.00
Conceptualization 4.33 4.00 1.00
Managing group process 4.33 4.00 1.00
Self-control 4.33 4.00 1.00
Managing group process 4.33 4.00 1.00
Inspiring 4.33 4.00 1.00
Competent 4.33 4.00 1.00
Dependable 4.33 4.00 1.00
Mature 4.33 4.00 1.00
Self-controlled 4.33 4.00 1.00
Listen first 4.33 4.00 1.00
Time dimension 4.33 4.00 1.00
Complexity of analysis 4.33 4.00 1.00
Dealing with ambiguity 4.33 4.00 1.00
Comfort around higher management 4.33 4.00 1.00
Command skills 4.33 4.00 1.00
Intellectual horsepower 4.33 4.00 1.00

(continued)
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Organizational agility 4.33 4.00 1.00
Dealing with paradox 4.33 4.00 1.00
Priority setting 4.33 4.00 1.00
Sizing up people 4.33 4.00 1.00
Strategic agility 4.33 4.00 1.00
Managing vision and purpose 4.33 4.00 1.00
Collaboration & teamwork 4.22 4.00 0.50
Confront reality 4.22 4.00 0.50
Decision quality- consistently chooses the right outcome 4.22 4.00 0.50
Listening 4.22 4.00 0.50
Peer relationships 4.22 4.00 0.50
Process management 4.22 4.00 0.50
Positive regard 4.22 4.00 1.00
Use of unilateral power 4.22 4.00 1.00
Loyal 4.22 4.00 1.00
Independent 4.22 4.00 1.00
Show loyalty 4.22 4.00 1.00
Delegation 4.22 4.00 1.00
Problem solving 4.22 4.00 1.00
Managing through systems 4.22 4.00 1.00
Time management 4.22 4.00 1.00
Talk straight 4.13 4.00 0.75
Memory 4.11 4.00 0.00
Use of socialized power 4.11 4.00 0.00
Establish stretch goals 4.11 4.00 0.00
Conflict management 4.11 4.00 0.00
Perspective 4.11 4.00 0.00
Political savvy 4.11 4.00 0.00
Self knowledge 4.11 4.00 0.00
Unity of command 4.11 4.00 0.50
Proactivity 4.11 4.00 0.50
Intelligent 4.11 4.00 0.50
Supportive 4.11 4.00 0.50
Technical & professional expertise 4.11 4.00 0.50
Communicating powerfully 4.11 4.00 0.50
Building relationships 4.11 4.00 0.50
Developing strategic 4.11 4.00 0.50
Focus on needs 4.11 4.00 0.50
Informing 4.11 4.00 0.50
Learning on the fly 4.11 4.00 0.50

(continued)
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Negotiating 4.11 4.00 0.50
Standing alone 4.11 4.00 1.50
Written communications 4.11 4.00 1.50
Discipline 4.00 4.00 0.00
Caring 4.00 4.00 0.00
Boss relationships 4.00 4.00 0.00
Caring about direct reports 4.00 4.00 0.00
Organizing 4.00 4.00 0.00
Equity 4.00 4.00 0.50
Practicing self-development 4.00 4.00 0.50
Depth of understanding organization 4.00 4.00 0.50
Spontaneity 4.00 4.00 1.00
Fair-minded 4.00 4.00 1.00
Subordination of individual interests to the general 4.00 4.00 1.50
interest
Perspective 3.89 4.00 0.00
Discretionary effort to help others 3.89 4.00 0.00
Breadth or network of influence 3.89 4.00 0.00
Understanding others 3.89 4.00 0.00
Concern with close relationships 3.89 4.00 0.50
Create transparency 3.89 4.00 0.50
Technical learning 3.89 4.00 0.50
Efficiency orientation perceptual objectivity 3.89 4.00 1.00
Functional/technical skills 3.89 4.00 1.00
Championing change 3.88 4.00 0.75
Presentation skills 3.78 4.00 0.00
Cooperative 3.78 4.00 0.50
Get better 3.78 4.00 0.50
Rank of people directed 3.78 4.00 0.50
Personal learning 3.78 4.00 0.50
Work/life balance 3.78 4.00 0.50
Technical knowledge 3.78 4.00 1.00
Closeness of relationships built 3.78 4.00 1.50
Stability of tenure of personnel 3.75 4.00 0.75
Use or oral presentations 3.75 4.00 0.75
TQM/Re-engineering 3.75 4.00 0.75
Originality of concepts 3.67 4.00 1.00
Compassion 3.67 4.00 1.00
Imaginative 3.67 4.00 1.50
Innovation 3.67 4.00 1.50
(continued)
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Scalar chain 3.63 4.00 1.00
Authority 3.56 4.00 1.00
Right wrongs 3.56 4.00 1.00
Patience 3.56 4.00 1.00
Self-development 3.56 4.00 1.00
Hiring and staffing 3.44 4.00 1.00
Humor 3.44 4.00 1.00
Innovation management 3.44 4.00 1.00
Extend trust 3.44 3.00 1.00
Career ambition 3.44 3.00 1.00
Completeness of developmental plan 3.44 4.00 1.50
Creativity 3.44 4.00 1.50
Specialized knowledge 3.33 4.00 1.00
Degree of innovation 3.33 4.00 1.00
Connect internal groups to the outside world 3.33 4.00 1.50
Division of work 3.33 3.00 2.00
Personal disclosure 3.00 3.00 0.00
Centralization 2.78 3.00 2.00
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Round 1 Results -Items with no Consensus
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Survey Item

Mean Median

p25 pS0 p75 IQR

Division of work 3.33 3.00 2.50 3.00 4.50 2.00
Centralization- 2.78 3.00 1.50 3.00 3.50 2.00
Standing alone 4.11 4.00 3.50 4.00 5.00 1.50
Written communications 4.11 4.00 3.50 4.00 5.00 1.50
Subordination of individual interests to the 4.00 4.00 3.50 4.00 5.00 1.50
general interest

Closeness of relationships built 3.78 4.00 3.00 4.00 4.50 1.50
Imaginative 3.67 4.00 3.00 4.00 4.50 1.50
Innovation 3.67 4.00 3.00 4.00 4.50 1.50
Completeness of developmental plan 3.44 4.00 2.50 4.00 4.00 1.50
Creativity 3.44 4.00 2.50 4.00 4.00 1.50
Connect internal groups to the outside world 3.33 4.00 2.50 4.00 4.00 1.50
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APPENDIX J

Round Two Survey

Leadership Survey #2

Dear Expert Panelist,

Thank you for agreeing to be an expert panelist in my doctoral research study 1o determine the competencies needed for outside sales managers.
This is the second survey and is estimated to take 10-15 minutes 1o complete, Please have your responses submitted within 5 days of recelving the
survey,

As a reminder: An outside sales manager (OSM) is defined as a director of sales district manager, or reglonal manager, This position is responsible
for the development of a team, executing plans, and achieving goals and quotas. The OSM position should not be confused with the outside sales
person’s job responsibilities.

The results of the study can be used to develop job descriptions, which inciude the competencies needed for successful outside sales managers in
order to perform their job effectively. As an expert panelist you can recelve benefits from this study as you will be given the results of the research,
which includes the list of competencies that are being deemed as competencies needed for successful outside sales managers. This list can be
used in your own organizations if you choose in the future. Potential risks as a participant are expected to be minimal for factors such as boredom,
fatigue, and the normal experience of completing a survey.

As an expert panelist, it is required that you have a minimum of five years managing others with a titie of outside sales manager, director of sales,
VP of sales, Regional Manager, District Manager or similar. As an expert panelist your participation will be anonymous — the other panelists will not
know who you are. Your participation will require taking a survey on three separate occasions. If a survey Is not completed within two weeks a
reminder email will go out requesting the panelist take the survey within 3 days. If there is still no response a second reminder email will go out on
the 5th day again requesting the panelist take the survey, If there is no response within 3 days, the researcher will continue on with the survey as
long as the minimum of 8 panelists has taken the survay. Therefore, your feedback may not be used if you do not participate in a particular survey.
You will be sent subsequent surveys for input, unless you specify you do not wish to participate in the study any longer

If you have any questions please fee! free to call me. As a reminder your responses are anonymous to other panelists and you may withdraw out of
the study at any time without affecting your relationship with me, Pepperdine University or any other entity

Sincerely,

Christie Cooper
Doctoral Candidate
Pepperdine University
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Leadership Survey #2

1. What is your gender?
O Female

O wmate

O Prefer not to say
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Leadership Survey #2

Competencies

When considering your answers, please try to use the full range of scoring from Least Important to Most important

2. Please review the 41 competencies below and rate them according to how strongly you
feel about the importance that an Outside Sales Manager, Regional Manager, District
Manager or Director of Sales should possess.

neither important or .
least important somewhat important important very important
unimportant
1) Initiative- manager is

proactive

2) Honest- manager is seen
as trustworthy

3) Integrity and trust- can be
counted on at all times

4) Displaying high integrity
& honesty- can be counted
on to do the right thing
when no one is around

5) Deliver results-
accomplishes goals that
were set out

6) Action oriented- set goals
and acheives them

7) Interpersonal maturity-
manager does not display
childlike behavior

8) Entrepreneurial maturity-
manager seeks opportunites

9) Take responsibility for
outcomes- does not pass
blame

10) Practice accountability-
walks the talk

11) Keep commitments-
follow through on promises

12) Strength of the
leadership role- Is seen as a
leader without coersion

13) Developing others-
seeks 10 build their own
talent pipeline

14) 140. Managing and
measuring work- hold others
accountable

15) 141. Motivating others-
can inspire others to march
on

0 @ 0 O 00d 00 €6 L 0000
0 O 0 O 000 00 OO0 O 000 0
00D O Q9 0G0 00 00 O TOO0Oo
o0 O 0 OO0 Q00 08 O DO
D Q0 QO QOO0 Q0 90 0006

16) 17. Intellectual
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Leadership Survey #2

maturity- manager has
mental horsepower to make
approprate decisions

17) 33. Stamina and
adaptability- manager can
go the distance and is
flexibie to the needs of the
buisness and people

O
O
O
O
O

18) 18, On-the-job maturity-
manager is well versed in
histher job

19) 30. Selt-confidence-
manager is confident in
his/her ability to get the job
done

20) 63. Focus on results- is
driven to accomplish goals

21) 67. Inspiring &
moltivating others- others
look up to him/her

22) 69. Developing others-
seeks 10 bulld the talent
pipeline

23) 76. Demonstrate
respect- treats others with
dignity

24) 88. Intensity- Is goal
driven

25) 92. Actions taken- puts
plan{s) in place to
accomplish goals

26) 97. Self motivation-
works well indepently

27) 109. Approachability-
others feel comfertable
coming up and interacting
with this manager

28) 121, Customer focus-
seeks to understand the
customers needs

29) 148, Perseverance-
does not give up easily

30) 158. Drive for results-
set goals and is able to
accomplish them

31) 7. Remuneration-
manager sees that workers
are paid fairly

32) 12. Esprit de corps-
manager maintains a team
spirit environment

Q0 Q0 O 00 O DO 00 g O 0 B ©
0 Q O 0L O OO0 06 0 O 0 O ©
O 0 © 0 C OO O O 0O O O ©
O 0 @ 0 QO 00 00 o g0 O O
QO 0O 00 O 00 00 © O 00 L O
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@

33) 44. Straightforward-
manager has managerial
courage 1o speak up

34) 50. Determined- wil O O O

power to see projects
through

35) 60. Solving problems & O O O

analyzing issues- can
identify areas of
opportunities and make a
fix

36) 83. Clarify expectations- O O O

lets others know what is
expected of his person on
the team

37) 90. Depth of O O O

understanding others- is
able to make good
judgments about other
people

38) 126. Managing O O O

diversity- ensures that all
types are respected

39) 127. Ethics and values- O O O

sees the difference between
right and wrong and makes
the appropriate choice in
the right situation

40) 138 Interpersonal savvy- O O O

understands self and others
well

41) Building effective O O O

teams.- ensures that direct
reports are capable of
prodicing results

Thank you for taking the time to complete this survey. You have now completed the second survey. Your participation in this survey is helping me

achieve my goal. | greatly appreciate your time and consideration in doing this!
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Results of Round Two Survey

APPENDIX K

Item mean mdn IQR
Displaying high integrity & honesty 5.00 5.00 0.00
Integrity and trust 4.90 5.00 0.00
Ethics and values 4.90 5.00 0.00
Honest 4.80 5.00 0.25
Building effective teams 470 5.00 1.00
Focus on results 4.60 5.00 1.00
Initiative 4.50 4.50 1.00
Keep commitments 4.50 5.00 1.00
Motivating others 4.50 4.50 1.00
Developing others 4.50 5.00 1.00
Perseverance 4.50 5.00 1.00
Clarify expectations 4.50 5.00 1.00
Deliver results 440 4.00 1.00
Take responsibility for outcomes 440 5.00 1.25
Practice accountability 440 5.00 1.25
Managing and measuring work 440 5.00 1.25
Customer focus 440 4.50 1.00
Drive for results 440 4.50 1.00
Stamina and adaptability 430 4.00 1.00
Inspiring & motivating others 430 4.50 1.25
Demonstrate respect 430 4.00 1.00
Approachability 430 4.00 1.00
Solving problems & analyzing issues 4.30 4.00 1.00
Depth of understanding others 430 4.50 1.00
Action oriented 420 4.00 1.00
Actions taken 420 4.50 1.25
Self motivation 420 4.00 1.25
Straightforward 420 4.00 1.00
Determined 420 4.50 1.25
Managing diversity 420 4.50 1.25
Interpersonal savvy 420 4.00 1.25
Entrepreneurial maturity 4.10 4.00 0.25
Developing others 4.10 4.00 1.00
Intellectual maturity 4.10 4.00 0.25
Esprit de corps 4.10 4.00 1.00
Interpersonal maturity 4.00 4.00 2.00
Strength of the leadership role 390 4.00 2.00
Self-confidence 390 4.00 1.50
Intensity 3.90 4.00 0.25
On-the-job maturity 3.70 3.50 2.00
Remuneration 340 4.00 1.25
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APPENDIX L

Round 2 Results -Items with no Consensus

Item Mean mdn p25 pS0 p75 IQR
Interpersonal maturity 4.00 4.00 3.00 4.00 5.00 2.00
Strength of the leadership role 390 4.00 3.00 4.00 5.00 2.00
On-the-job maturity 3.70 3.50 3.00 3.50 5.00 2.00
Self-confidence 390 4.00 3.50 4.00 5.00 1.50
Take responsibility for outcomes 440 5.00 3.75 5.00 5.00 1.25
Practice accountability 440 5.00 3.75 5.00 5.00 1.25
Managing and measuring work 440 5.00 3.75 5.00 5.00 1.25
Inspiring & motivating others 430 450 3.75 450 5.00 1.25
Actions taken 420 450 3.75 450 500 1.25
Self motivation 420 4.00 3.75 4.00 5.00 1.25
Determined 420 450 3.75 450 5.00 1.25
Managing diversity 420 450 3.75 450 5.00 1.25
Interpersonal savvy 420 4.00 3.75 4.00 5.00 1.25
Remuneration 340 4.00 2.75 4.00 4.00 1.25
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Round Three Survey

Leadership Survey #3

Dear Expert Panelist,

Thank you for agreeing to be an expert panelist in my doctoral research study to determine the competencies needed for outside sales managers.
This is the third and final survey and is estimated to take 5-10 minutes to complete. Please have your responses submitted within 5 days of
receiving the survey.

As a reminder: An outside sales manager (OSM) is defined as a director of sales, district manager, or regional manager. This position is responsible
for the p of a team, ing plans, and achieving goals and quotas. The OSM position should not be confused with the outside sales
person's job responsibliities,

The results of the study can be used to develop job descriptions, which include the petencies needed for | outside sales managers in
arder 1o perform their job effectively, As an expert paneiist you can receive benefits from this study as you will be given the results of the research,
which includes the list of petencies that are being deemed as competencies needed for successful oulside sales managers, This list can be
used in your own organizations if you chocse in the future. Potential risks as a participant are expected to be minimal for factors such as boredom,
fatigue, and the normal experience of completing a survey

As an expert panelist, it is required that you have a minimum of five years managing others with a title of outside sales manager, director of sales.

VP of sales, Reg | Manager, District Manager or similar. As an expert panelist your participation will be anonymous — the other panelists will not
know who you are. Your participation will require taking a survey on three separate occasions. If a survey is not completed within twe weeks a
reminder email will go out requesting the panelist take the survey within 3 days. if there is still no response a second reminder email will go out on
the 5th day again requesting the panelist take the survey, If there is no response within 3 days, the researcher will continue on with the survey as
long as the minimum of 8 panelists has taken the survey. Therefore, your feedback may not be used if you do not participate in a particular survey.

You will be sent subsequent surveys for input, uniess you specify you do not wish to participate in the study any longer.

If you have any questions please feel free to call me. As a YOur resp are anony to other p and you may withdraw out of
the study at any ime without affecting your r p with me, Pepperdine University or any other entity
Sincerely,

Christie Cooper
Doctoral Candidate
Pepperdine University
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Leadership Survey #3

1. What is your gender?
O Femaie

O wmale

O Prefer not to say
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Leadership Survey #3

Competencies

When considering your answers, please try to use the full range of scoring from Least Important to Most Important.

2. Please review the 22 competencies below and rate them according to how strongly you
feel about the importance that an Outside Sales Manager, Regional Manager, District
Manager or Director of Sales should possess.

neither important or
least important somewhat important important very important
unimportant

1) 58. Displaying high O O O O O
integrity & honesty- can be
counted on to do the right
thing when no one is
around

2) 134, Integrity and trust-

can be counted on at all
times

O
O
O
O
O

3) 127. Ethics and values-
sees the difference between

O
O
O
@)
O

right and wrong and makes
the appropriate choice in
the right situation

4) 38, Honest- manager is
seen as trustworthy

5) 165, Building effective
teams- ensures that direct
reports are capable of
prodicing results

6) 63. Focus on results- is
driven to accomplish goals

7) 86. Keep commitments-
foliow through on promises

B8) 69. Developing others-
seeks to build the talent
pipeline

9) 148, Perseverance- does
not give up easily

10) 83. Clarify expectations-
lets others know what is
expected of his person on
the team

11) 65. Take responsibility
for outcomes- does not pass
blame

12) 84. Practice
accountability- walks the
talk

O O @0 00 0. 90
L @ Q OO0 O8O 0
L W0 OO0 @00 OO0
O 0 OO0 g0 Do
O O OO0 O 0 84

13) 140. Managing and
measuring work- hold others
accountable
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14) 11, Initiative- manager
is proactive

15) 141. Motivating others-
can inspire others to march
on

16) 121. Customer focus-
seeks to undersiand the
customers needs

17) 158. Drive for results- O
set goals and is able 1o
accomplish them

18) 67. Inspiring &
motivating others- others
look up to him/her

Ly Q) O 0O

19) 90. Depth of
understanding others- is
able to make good
judgments about other
people

20) 92. Actons taken- puts O O

plan{s} in place to
accomplish goals

21) 50. Determined- will O O

power to see projects
through

22) 126. Managing O O O O O

diversity- ensures that all
types are respected

O O
O O
o ©

Thank you for taking the time to complete this survey. You have now completed the second survey. Your participation in this survey is helping me
achieve my goal. | greatly appreciate your time and consideration in doing this!
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APPENDIX N
Round Three: Email to Panelists with Link to Third & Final Survey
Dear Expert Panelist:

Thank you for your participation as an expert panelist in my doctoral research study to
determine the competencies needed for outside sales managers. This will be the third and final
survey.

As areminder: An outside sales manager (OSM) is defined as a director of sales, district
manager, or regional manager. This position is responsible for the development of a team,
executing plans, and achieving goals and quotas. The OSM position should not be confused with
the outside sales person’s job responsibilities.

Please use the link below to take this last survey. It is estimated to take 5-10 minutes to
complete. Please have your responses submitted within 3 days of receiving the survey.

https://www.surveymonkey.com/s/Leadership-Survey-3

If you have any questions please feel free to call me. As a reminder your responses are
anonymous to other panelists and you may withdraw out of the study at any time without
affecting your relationship with me, Pepperdine University or any other entity.

This new survey shows the results from the second survey with a new list of
competencies for outside sales managers that reflects the initial assessment of the panel of
experts. Please review this new list and indicate to what extent is the item important to the future

success of Outside Sales Managers.

Thank You,

Christie Cooper
Doctoral Candidate
Pepperdine University
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APPENDIX O
Results of Phase Three Survey & Participation Thank You Letter
May 22, 2014
Dear Expert Panelist & Valued Dissertation Partner,

I would like to first thank you for your commitment and participation in my doctoral
research study. Your feedback was vital to the success in completing my dissertation and for this
I am very grateful that you were diligent to take the three assigned surveys.

All the research materials will be kept on my personal computer, which is password
protected for a time not to exceed three years. I will fulfill my obligation by ensuring that I
protect your anonymity by use of a pseudonym name if that was your expressed desire from the
onset of the study.

The final results will be sent out after this dissertation is published. Please feel free to
call me should you have any questions or comments.

With Gratitude,

Christie Cooper
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Final Results

Survey Item mean mdn p25 p50 p75 IQR
Displaying high integrity & 492 5.00 5.00 5.00 5.00 0.00
honesty

Integrity and trust 475 5.00 4.25 5.00 5.00 0.75
Ethics and values 4.67 5.00 4.00 5.00 5.00 1.00
Building effective teams 4.58 5.00 4.25 5.00 5.00 0.75
Honest 450 450 4.00 4.50 5.00 1.00
Developing others 450 5.00 4.00 5.00 5.00 1.00
Take responsibility for 450 5.00 4.00 5.00 5.00 1.00
outcomes

Practice accountability 450 5.00 4.00 5.00 5.00 1.00
Managing and measuring 450 4.50 4.00 4.50 5.00 1.00
work

Depth of understanding others ~ 4.50 4.50 4.00 4.50 5.00 1.00
Keep commitments 442 450 4.00 450 5.00 1.00
Customer focus 442 450 4.00 450 5.00 1.00
Drive for results 442 4.00 4.00 4.00 5.00 1.00
Focus on results 433 4.00 4.00 4.00 5.00 1.00
Motivating others 433 450 4.00 4.50 5.00 1.00
Actions taken 433 4.00 4.00 4.00 5.00 1.00
Determined 425 4.00 4.00 4.00 5.00 1.00
Perseverance 4.18 4.00 4.00 4.00 5.00 1.00
Clarify expectations 4.17 4.00 4.00 4.00 5.00 1.00
Initiative 4.17 4.00 4.00 4.00 5.00 1.00
Managing diversity 4.17 4.00 4.00 4.00 5.00 1.00
Inspiring & motivating others 4.08 4.00 4.00 4.00 4.00 0.00
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