
 

 

CASE STUDY 

International, by Design 

Overview  
Many organisations that have operations in multiple countries may prefer to use a unified 
assessment approach. But many assessments have been designed in a country or region, 
without taking a significant level of diversity into account. 

What does it take to create a truly international tool? The team at Cubiks, who developed 
PAPI 3 to address this need, have shared their story. 

Challenge 
Organisations around the world had been using Cubiks’ Personality and Preference 
Inventory (PAPI™) for a half-century. Over the years the tool had evolved in line with their 
shifting needs and changes in working environments.  

Given the reality of modern workplaces becoming increasingly globalised, with many 
individuals working across borders on a daily basis and international organisations seeking 
to use the same tool across the globe, they felt it was critical that their tools be truly 
internationally relevant and applicable. 

They observed that many personality questionnaires find their roots in the USA or UK – 
including the original version of PAPI. In the past, to use PAPI outside these territories, they 
had gone through the steps of translation, back-translation and cultural adaptation. Now they 
felt that this approach had limitations in the sense that it always meant adapting an 
inherently UK-centric tool. So, when considering ‘what’s next,’ the Psychometric Designers 
wanted to address two increasingly important considerations: 

• International relevance  

• Interactive usage 

Psychometric and technical experts developed PAPI 3 preserve PAPI’s tried and 

tested core elements and years of research, by combining history with the latest 

technology. 
The Practitioners found that developing personality scales and their associated items can 
result in unexpected interpretations, when they are examined across cultures and 
languages. Some scales in the original PAPI questionnaire even caused problems in certain 
cultures. For example, they received feedback suggesting:  

• In India, the word ‘control’ had a negative connotation, whereas the words ‘influence’ 
or ‘assert’ were more acceptable 

• In France, the words ‘influence’ and ‘control’ were associated with manipulation, 
whereas the phrases ‘being responsible for others’ or ‘being in charge of others’ were 
preferable 

When developing PAPI 3, the Practitioners’ challenge was how they could tackle this 
limitation in an innovative way, and deliver an assessment tool that their clients could rely 
upon to provide the same interpretations and elicit the same calibre of behavioural evidence, 
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in any part of the world. Construct and criterion-related validity data across languages were 
required to demonstrate this. 

The second challenge faced by the Designers was around reporting options. They believed 
that the market was filled with paper-based reports that were hard to interpret, and not 
particularly engaging or innovative. They felt that the ideal balance of offering highly 
insightful content in an engaging and aesthetically attractive way had not yet been achieved. 
And they found their clients were used to accessing information rapidly and expected the 
interface to be engaging. Their clients were highly capable of navigating complex online 
information themselves, so the question was how the Practitioners could leverage their 
assessment software and transform the visual elements of the PAPI 3 report into an 
interactive and dynamic portal for consumers. 

Approach 
The design process for PAPI 3 involved teams from 15 different countries, to help ensure the 
tool would be fundamentally international in orientation. This design process and 
implementation took over three years to complete and was carried out in stages. These are 
described below. 

Research and Consultation 

• Research and consultation of users and consultants across the globe to produce 
initial scale concepts 

• Confirmed concepts were then reviewed by teams in ten countries which the 
Business Psychologists believed were broadly representative of PAPI’s international 
usage pattern (China, Denmark, Finland, France, India, the Netherlands, Poland, 
Spain, UAE and the UK). This ensured three key things: 

• The concept underlying each scale or dimension existed in the relevant language and 
culture 

• It would be acceptable for work-related assessment to measure each concept in the 
relevant language and culture  

• The example personality items and questions produced would be suitable and 
appropriate for use in the relevant language and culture 

Content Creation 
• The writing of the personality items and questions involved extensive international 

collaboration 

• Country teams worked on this project in pairs, which had been carefully selected to 
maximise the differences between the languages of those working together 

Trial 
• The first trial involved identifying scales and items to include in PAPI 3 

• The items were tested on a sample of 1,186 individuals across five languages: 
Chinese, Dutch, English, Finnish and French 

• To enhance the validity information for the tool, the trial participants were also invited 
to complete the Revised NEO Personality Inventory 

• The second trial involved gathering cross-cultural validity data and create language 
specific norms 
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• This study was conducted across eleven different languages: Danish, Dutch, English 
(UK), English (US), Finnish, French, German, Norwegian, Polish, Spanish and 
Swedish  

• The Consultants observed that good reliability evidence was demonstrated overall, 
and across the individual language samples 

• For the validity element, individuals were also asked to complete a multi-rater 
assessment (MRA) which included two colleagues independently rating their 
performance against a range of work-related competencies. Data was collected for 
929 individuals 

Report Design 
The original idea of the interactive and dynamic report functionality stemmed from a Cubiks 
Consultant who presented his idea to the PAPI 3 steering group using a mock-up in 
PowerPoint. The concept to make the exploration of the assessment more interactive and 
innovative was well received.  

The brief for the Cubiks technical team included the following: 

• Interactive ‘touch-based’ explorations of the PAPI profile 

• Display text from several different reports 

• Visually appealing, engaging and fun, offering a different experience to the user 

• Works in major browsers and tablets 

In close cooperation with the Research and Development team, they developed a prototype 
that was still based upon the ‘old’ version of PAPI. This prototype was showcased to all staff 
at the Cubiks International Conference, which triggered feedback and new ideas, for 
example: that it should work offline, present linkages between dimensions, and 
accommodate branding. The actual build of the solution, working within the ‘Cubiks Online’ 
platform, started a year later. The process used was quite agile, although the team felt it was 
best described as organic, as the business was consulted on a regular basis and feedback 
was often incorporated in newer versions of the functionality. 

Outcome 
The Cubiks team believed that internationally relevant and applicable assessment tools were 
essential for increasingly globalised workplaces. 

Reliabilities and validation evidence from the combined language data gave support for the 
applicability of the PAPI 3 structure and scales in international settings.  

Successful Validation 

Welsh, Tate & Mortenson, 2015, reported impressive outcomes of the research effort.  

Predictions were made by four Psychologists as to which PAPI 3 scales would correlate with 
which aspects of the NEO PI-R. The results (N = 1,007) showed that all 50 of the predicted 
relationships were significant, and all the relationships were in the expected direction, with a 
median of 0.38.  

A concurrent validation study was conducted on a combined language sample (N = 929), 
with a 360° feedback tool measuring performance across 22 representative competency 
areas as the criterion. Data was collected across 11 different languages: Danish, Dutch, 
English (UK), English (US), Finnish, French, German, Norwegian, Polish, Spanish and 
Swedish. 
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Prior to the analysis being conducted, two Psychologists independently made predictions 
about the relationships between the PAPI 3 scales and the competencies. The individual 
Psychologists’ predictions were discussed and a final set of 23 moderate-to-strong 
hypothesised relationships, and 22 weak hypothesised relationships, were agreed. 

When analysed against the other ratings (e.g. line manager, peer, direct report etc.), the 
results showed that 20 of the 23 predicted moderate-to-strong correlations were significant 
at the p < 0.01 level in the expected direction, and one was significant at the p < 0.05 level in 
the expected direction, with a median correlation of 0.396. All the 22 predicted weak 
correlations were significant at the p < 0.01 level and in the expected direction, with a 
median correlation of 0.331. 

Lessons Learned 

Whilst the cross-cultural development process was resource-intensive, and it was 
challenging for the Consultants to collect adequate data samples across the multiple 
languages, the benefits of this approach can be seen.  

The Cubiks team found that the development of PAPI 3, and the multicultural dimension, 
drew a lot of interest from within the industry. The Developers shared their view on learning 
points that can be taken from the development process, including: 

• There is value in getting upfront agreement of scale concepts across a range of 
countries prior to item writing 

• It is useful to provide clear item-writing guidelines to all item writers 

• It is valuable to collect data from multiple language samples to determine the 
underlying structure of the tool 

After the launch of PAPI 3, many Cubiks clients quickly converted to the newest version. 
Users working with PAPI 3 and its interactive and dynamic reporting function received it with 
enthusiasm, and feedback was very positive. Users have expressed that they especially 
appreciated how effective and engaging the solution is, especially when facilitating virtual 
feedback sessions, for example when using screen sharing functionality. 

A demonstration of the Interactive & Dynamic Reporting tool is available online at: 
https://www.youtube.com/watch?v=lRKpChZ457c 
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