CLP Executive Development Guide 2008
STRATEGY DRIVEN LEADERSHIP DEVELOPMENT

The on-line 360o feedback system was customized to reflect key management and leadership abilities needed to achieve strategic business initiatives and key performance indicators.
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ON-LINE 360 DEGREE FEEDBACK INSTRUCTIONS
1. Manager: 

2. Complete the 360 on yourself. 

To complete the confidential form, go to: www.vantageassociates.com. On the Vantage Associates home page scroll down to the 360 section at the bottom of the page and click on the “company list” icon under the 360-feedback icon. Select CLP Vice Presidents. Your user name is CLP and your password is leader. 

Then follow the instructions at the top of the 360-feedback form page. When you complete the registration information, be sure you register as SELF.

1. Select your feedback givers to complete their assignment ( see Master 360 list worksheet on page 2 )

2. Send your list to Ellen Barber by e-mail (ebarber@vantageassociates.com) or fax (205-879-0503).
3. Send message to feedback givers. (See sample email below). 

 SAMPLE EMAIL

Thank you for your willingness to participate in my leadership and career development process by completing the online feedback survey that I mentioned to you.  To complete the confidential survey, go to: www.vantageassociates.com. On the Vantage Associates home page -scroll down to the 360 feedback (at the bottom of the page), and click on the “company list” icon and select _CLP Vice Presidents_. User name is ___CLP______ and the password is _leader_. The 360 Assessment will open.  Follow the instructions at the top of the 360 Assessment survey page. When you complete the registration information, be sure you register as my (designate one) - Boss, Peer, Direct Report, etc.
* Your responses will be combined with at least 2 other people and will be confidential.  It should take you about 15 minutes to complete the survey. I would appreciate your comments in the sections following each heading. 

Again thank you for sharing your perspective on my leadership and management style. I will follow-up with you as my plans unfold.

4. You will Monitor the feedback givers progress (see How to Monitor below).

HOW TO MONITOR

Here is how to check the status of your 360-feedback participation:

1- Go to www.vantageassociates.com  

2- Click on the company list box located on the left near the bottom of the page and then select CLP Vice Presidents. 

3- When the page opens you’ll find CHECK STATUS located at the top / right side of the page.

4- Click on the CHECK STATUS and follow the directions. You will see the names and categories for each person who has completed the 360 for you. (Your name should be listed as completed as well). If someone registered in the wrong category say, a direct report registered as a peer, you can correct the error by following the instruction posted on line. When all your people have completed your forms and are in the correct category, please email Mike Tate that you are complete.  Then Vantage will send you a key code to go online to retrieve your report.

If you are not complete, please notify your feedback givers to get it done.

360 DEGREE FEEDBACK MASTER LIST

 Name________________________ Dept___________________________

Contact information______________________________________________

Please complete the list below and fax (879-0503) or e-mail to Ellen Barber at ebarber@vantageassociates.com. 
Instructions: List the names of the people you will choose to participate in your 360-degree feedback.  Please notify each person that they will be receiving a 360 feedback request via e-mail and request their confidential feedback.  (Your Boss response will not be confidential since he/she is the only person in the category.)

Your Boss/ Manager 

Your Peers 

Your Direct Reports

Other (Mentors/Customers)

After you have completed your 360, forward the email instructions to your participants listed above.  (See sample) Please tell each participant which category to choose (Boss, Peer, Direct Report) in your email to him or her.

FEEDBACK BY ANY OTHER NAME IS FEEDBACK

For years I have coached executives to help them manage feedback more effectively. For the first 10 years in my outplacement business, the feedback to my clients received was “You are no longer needed in your position or this organization. Hit the road. That’s right, you’re fired”.  The message was to improve your performance but do it somewhere else.  This is a traumatic event for most people. 

Today my clients receive feedback to improve their performance and are given the opportunity to take their careers to the next level at the same organization. “You’re fired”- compared to “Here are your strengths, and some weakness areas you need to work on,” are quite different in the emotional weight.  However, it has been my experience, that the waves of emotional reaction/moods people go through are very similar.  Following are some examples of some typical initial reactions/responses we see. Please read each item below and consider the response you will choose.

Possible initial responses to surprising feedback:

            Response
Benefit of this Response?

· I’m shocked, how could they say that after all I’ve done

· They are wrong! Look what I’ve accomplished in my career.

· They are all out to get me.

· I’ll just ignore this and move on with my job.

· Why hasn’t someone said something to me before now?

· I know who said that…or I wonder who said that.  I’ll find out and they will pay.

· I’m so embarrassed, I don’t want to face them.

· One day when they least expect it, I’ll get them back.

· I need to think about this, talk with my boss and get a plan together.

· This is interesting information, what do I need to learn and do next?

· I appreciate these people taking their time for me and having the courage to be honest, so I’ll...

It may not always be evident by his/her outward appearance, but like a balloon with an open end, unfavorable career or life performance feedback initially takes the air out of most people. After the initial shock, people tend to move through these 4 emotional stages: (often in this order) Denial, Resistance, Exploration and then Commitment to future action. All of these stages or moods need to happen for a healthy lasting change to take place, but seldom do we follow this step-by-step model. Each individual works through these stages on his/her own timeframe and in her/his own way, like riding a wave on the ocean.

So, as you work through this process, I request that you observe your reactions, feelings and moods as natural and expected.  You can decide to stay stuck in a stage and blame your lack of progress on the process, the information, your background or your environment or the other – you can ride the wave and honor these natural feelings and reactions and hit the beach running. 

Step back and objectively observe how you manage your personal transitions. This could benefit you the next time another change or feedback threatens to throw you into deep water.  Hang on, enjoy the ride and keep your feet under you.


Michael Tate

DEVELOPMENT PLANNING GUIDE INSTRUCTIONS

SECTION 1:
Analyzing Your Data

A Few Words about Feedback

Research tells us that managers who receive feedback by using a perceptual interview process on a 360o-assessment tool improve their performance.  Common sense tells us that in order for this to occur, one must not only read and understand the data in the feedback reports, one must also create an action plan to carry out the desired changes.  

This Development Planning Guide is designed to help you focus your feedback, see the trends and set achievable objectives and plans.  In order for your feedback to have more than “input”, you need “insight” to create a development plan to capitalize on your strengths and address your development needs.  So begin with a look from the top information.  Take 10 minutes to go back through your feedback report and identify the big picture.  Do not use any writing tools, highlighters or calculators during this exercise.  

· EXERCISE 1: The Big Picture

It is natural to want to bear down on the data and dig into the detail of your Feedback.  The danger of doing this is that you may not see the forest because of your analysis of the trees.  It is critical to have a sense of what, in general, you do well; and what, in general, you do less well.  Over the course of your career, you will receive feedback from a variety of sources that use differing words and concepts to assess broad behavior sets.  It will be helpful in the long run to be able to track your progress against some of these broader ideas.  After 10 minutes (or sooner if you are ready), close your report.  From memory, complete the table on the next page.

In general, people see my strengths as:

In general, people see my development needs as:

I was surprised to learn that:

SECTION 2: Identifying Strengths and Development Needs

· EXERCISE 2: Sorting the Responses

Now compare your perceptual interview written or 360o Feedback summary with your perception.  Look for items where there is clear agreement about your strengths and development needs.  This data typically can be sorted into four distinct groups:

· Good news and not surprising.  You said an item was a strength and others agreed;

· Good news and surprising.  You said an item was a development need, but your raters viewed it as a strength;

· Bad news and not surprising.  You said an item was a development need, and your raters agreed; and 

· Bad news and surprising.  You said an item was a strength, and your raters said it was a development need

Select the top 4-6 individual items that most clearly fit each of these categories and write them in the appropriate boxes on the following page:

1. Good news and not surprising: You said an item was a strength and others agreed:

	Item # & Letter
	Description
	Rater(s)

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


This is probably the most neglected part of your feedback.  We tend to rush pass this section to bare down on the development needs.  It is critical that we honestly and clearly recognize and understand what we do well for two reasons.  First, we need to capitalize on our strengths to deploy a strategy for dealing with our weaknesses.  Second, our research shows that careers seldom derail just because weaknesses surface rather than the over-dependence on strengths that can cause problems.

2. Good news and surprising: You said an item was a development need, but your raters viewed it as a strength:

	Item # & Letter
	Description
	Rater(s)

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


These areas may be hidden strengths.  You may be better at these items than you realize, you may be hard grader or you may be more of a perfectionist about your expectations of yourself.

3. Bad news and not surprising: You said an item was a development need, and your raters agreed:

	Item # & Letter
	Description
	Rater(s)

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Although it is never easy to see that we have development needs, it helps to know that we have an accurate fix on some of these areas.  You may have considered these items in the past and have decided that they do not impact your effectiveness.  It may be time to reconsider, especially if you role has changed.

4. Bad news and surprising: You said an item was a strength, but your raters viewed it as a development need:

	Item # & Letter
	Description
	Rater(s)

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


These items may represent blind spots that you have about your performance.  They at least represent a departure from the way you perceive your performance and the way it is perceived by others.  Allow yourself some time to reflect on the item in this box before jumping into action to correct them all.  Blind spots sometimes require more data gathering on your part.

EXERCISE 3: Identifying Themes/Trends Within Your Development Needs

Study the items in the four boxes on the previous pages.  Is there a theme/trend that ties the items in boxes 1 and 2 together?  Is there a trend that ties the items in boxes 3 and 4 together?  Write the trend or trends in the spaces below:



SECTION 3: Establishing a Developmental Plan

You have just reviewed and analyzed a considerable quantity of data and will need to select and focus on specific critically important development areas.  When you have identified these critical issues, we suggest you ask yourself 3 questions:

· What specific Business Initiatives, Critical Issues, Objectives or Key Performance Indicators will be impacted when I improve my performance in this area?

· Is it worth the time and energy it will take to develop this area?

· How will my organization and I benefit from my development in this area?

· EXERCISE 4: Critical Issues and Key Decisions 

Critical issues are ones that must be addressed this year or you will not reach your long-term objectives.  Key decisions are statements of strategy that will be implemented to address the critical issues.  Turn to page #30 in your Leadership & Life Planning workbook for examples of a way to write critical issues and key decisions.  

In the following space, identify two critical career development issues and some key decisions that you will set as a result of your feedback.

Critical Issue  #1 & Key Decision(s): Focus on the areas in your report where others (and perhaps you) identified a development need.

____________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________

This supports which goals, objectives and initiatives on your organization/team plan?

Critical Issue  #2 & Key Decision(s):
____________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________

This supports which goals, objectives and initiatives on your organization/team plan?

Next Step

On the following page is a guide to help you use your Birkman® method profile data to design personal strategies and action plans to support your key decisions.

USING YOUR BIRKMAN REPORT FOR DEVELOPMENT STRATEGIES/ACTIONS

Behind each tab in your Birkman Report, you will find information and strategies to help you prevent and manage unproductive behaviors.  Some of these areas are listed below.

Look at your Key Decisions you wrote on page 10.  See if any fall into the areas referenced below.  If a key decision falls, align with one of the statements in the left hand column, turn to your Birkman to the tabs and pages indicated.  Record any ideas in the far right column.

	Critical Issue/Key Decision have to do with improving:
	Turn To Tab
	Page #
	Suggestions & Strategies

	· Interpersonal relationship with groups or individuals

· Participation in meetings

· Maintaining open lines of communication
	Narratives
	2
	

	· Time Management

· Project Management

· Personal Organization
	Narratives
	4
	

	· Managing meetings effectively

· Delegation
	Narratives
	4
	

	· Confronting performance problems with others

· Building & maintaining self-esteem
	Narratives
	2
	

	· Overreacting to interpretation

· Flexibility in dealing with imposed changes
	Narratives
	4
	

	· Conflict Management

· Listening Skills

· Openness to Others’ ideas
	Narratives
	6
	

	· Cooperating with teams

· Taking initiative

· Rebelliousness
	Narratives
	6
	

	· Decision Making

· Risk Taking
	Narratives
	8
	

	· General Career Motivation
	Career
	All
	


EXERCISE 5: Ideas and template for your plan

In establishing a developmental plan, there is a tendency to act as if all development needs can be achieved through reading the latest management handbook or attending a class of some kind.  Research on the way in which managers learn and grow indicates otherwise.  While these activities help, many managers report that increased range results from using new behaviors on the job.

People will often have a clear strategy for acquisition of more information, by neglect to plan for this on-the-job development.  They overlook the other approaches to behavioral change like observing others who do a particular skill well, practicing a new skill in the current job and asking for and listening to ongoing feedback from co-workers.

Observing Others

If you can identify someone who does what you would like to do, you may wish to intentionally observe how she/he behaves and attempt to model that behavior.  Perhaps you know someone who is a good public speaker, is cool under pressure, effective at managing his or her time or skilled at running a meeting.  Watch this person and identify specific positive behaviors that you see her/him use, and then practice these behaviors when you can.

Practice
Managers also act as if they should be able to perform newly acquired skills perfectly from the start, without practice and without backsliding to old habits.  These same managers would mot expect these outcomes when trying to improve their golf game, or learning to speak a foreign language.  Remember to take this into consideration when establishing your development plan

Ongoing Feedback

In order to know if your plan is effective, you will need to create open channels of feedback.  This involves asking for and listening to feedback on a regular basis.  Do not overlook the value of informal feedback that can occur in the moment.  Often managers will set up monthly meetings, for example, to get feedback from their direct reports.  While this can be an acceptable strategy, in some cases it can be more helpful to collect "instant" feedback.  An example would be asking a co-worker, as you are walking back to your office after a particularly important meeting with a client, "How do you think I managed that meeting when John Doe became angry?  Could I have done anything differently?"

Next Step

Turn to the form on page 30 in the Leadership & Life Planning Guide to see suggested template for writing your action plan.

SECTION 4: Following Through

When you return to work, the people who completed were interviewed will probably be curious about several things:

· How did you react to the feedback?  Are you pleased, angry, confused?

· Was it helpful to you?

· Were their responses really anonymous, as promised?

· Will anything change as a result?

The way you conduct your public response to this feedback will help others determine how open you are to feedback in the future.  If this kind of assessment is new to your organization, it will also determine how feedback in the service of learning and growth is accepted within your organization.  This is your opportunity to model some behaviors that illustrate key beliefs critical to a learning environment: no one is perfect; feedback is an essential step in knowing how you are performing; new learning takes practice; and making changes is hard work.

Therefore, an important step upon returning to work is to thank each individual who took the time to respond to your request for feedback.  Remind them that their responses were anonymous.  If you found the process helpful and/or learned something about yourself, tell them that as well.

Should you share specifics of your feedback with them?  This is completely up to you.  If you elect to share specifics of your feedback, here are some suggestions:

· Summarize: It would probably not be helpful to call a staff meeting and present your feedback to them page by page on an overhead projector.  Be clear and concise about what you learned;
· Reassure: Remind them that their responses were anonymous - you do not know "who said what";

· Focus:  If you share development needs, always present aspects of your strengths also; and you may also share your Birkman findings about what you need from them to be more successful;

· Appreciate: The manner in which you handle your return will indicate to your staff if you are open to ongoing feedback.  Remember to say thanks;

· Ask for their help: Tell them specifically how they can help.

With Peers and the Boss:

· Discuss: While it is your decision whether you share specifics with your peers and boss, we strongly suggest that you initiate a discussion with your boss upon your return.  In most cases, your boss will have to support your development plan to increase your chance for success.
· Initiate: Take the leadership for your development.  Decide how will use this feedback to have a productive conversation with your boss about you.  Take the responsibility for setting the meeting and for discussing the items that you want to discuss.  This initiative on your part can help to open the door for continuing feedback from your boss; and 
· Clarify: Often times a boss can help clarify your questions.  Seek clarification from your boss' point of view in a non-threating way, and pick one or two items or scales on which to focus.
Summary

By using the information from you 360o feedback and Assessment, you have collected a straightforward assessment of some critical skills and perspectives important for managerial success.  By analyzing this data and completing this development Planning Guide, you have taken some very important steps in determining where you will go from here.

All that remains is for you to fulfill your plan.  Managing how others perceive you and staying focused on being the vision of a new leader, you will be able to lead your team or organization to the next level.

NOTES

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
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____________________________________________________________________________________________________________________
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Trends that emerge from the two "good news" areas (1-2):
















































































Trends that emerge from the two "bad news" areas (3-4):





Trends that carry across both "good news" and "bad news" areas:
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