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ABSTRACT 

This is a qualitative case study in which the researcher observed the 360 degree feedback 

process in a Midwestern university and collected reflective data to provide evidence of 

the processes that university facility, administration, and staff provided while going 

through the process. Performance evaluations can give good insights to individuals to 

improve job performance, create career goals, plan for professional development and 

develop an awareness on ones strength and areas to grow. Traditionally, universities 

follow strict, simple procedures in evaluating staff however limited ofreal feedback to 

use for leadership development. It shows that a staffmembers can be measured as above, 

within or below by their peers, students and administrators. The study showed that some 

participants had some stress regarding feedback from evaluators however they were able 

to use that information to help in future development. The participants also followed 

Scott and Jaffe's (1989) change model to make the experience positive and utilize for 

future professional development and goal setting. Finally, some participants had a 

difficult time adopting Zenger and Folkman's (2002) philosophy of focusing on the 
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average or good competencies and making them great rather than focusing on below 

average competencies and trying to make them great. 
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Chapter I: Introduction 

Statement ofthe Problem 

Performance evaluations can give good insights to individuals to improve job 

performance, create career goals, plan for professional development and develop an 

awareness on ones strength and areas to grow. Traditionally, universities follow strict, 

simple procedures in evaluating staff, however limiting real feedback to use for 

leadership development. Appendix A shows an example of one universities evaluation 

form. It shows that a staff member can be measured as above, within or below by their 

peers, students and administrators. How can a person improve through this kind of 

evaluation? 

Purpose ofthe Study 

The research on leadership explains that in order to survive in a highly 

competitive environment, organizations are going to have to hire the most competent, 

passionate, results driven people (Zenger & Folkman, 2005). The behaviors ofleadership 

apply to all people at any level in any job, because an organization needs everyone to 

lead. One way a person can develop their leadership is to do a 360 degree feedback 

assessment which reveals data about the strengths and how they can move from being a 

good leader to a great leader. However, the research on 360 assessments has shown that 

the process can be psychologically uncomfortable (Schein, 1968). The purpose of this 

qualitative case study was to determine through observation and reflective writing of 

university participants the experiences that they encountered while going through the 360 

degree process. 
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Assumptions ofthe Study 

The assumptions of this study are: every participant will go through with the 

study however participants can withdraw at anytime and participants may have some 

uneasiness with initial results but will be able to utilize information for future 

development. 

Definition ofTerms 

360 Degree Feedback: "process may include input from one set of employees, 

such as only direct reports, or multiple sets of sources, such as colleagues or 

direct reports" (Edwards & Ewen, 1996, 20); "an experience in which a person 

receives, in anonymous form, ratings ofperformance from peers, superiors, 

and subordinates; compares these with self-ratings; and perhaps gets limited 

coaching and sets goals for improvement" (Kaplan & Palus, 1994, 1) 

Extraordinary Leader Process: objective is to move beyond traditional 

approaches to personal development, focuses on cultivating extraordinary 

performance by identifying and building on strengths, and apply new 

"nonlinear" process for increasing on-the-job effectiveness and impact (Zenger 

& Folkman, handbook) 

Fatal Flaws: when a competency is rated low and it is rated important to the 

organization (Zenger & Folkman, 2002) 

Top 10% Leaders: employee commitment to these leaders increases from 20% 

to 80%, turnover decreases nearly 50%, and in one study the great leaders 
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brought in almost double in income than other leaders (Zenger & Folkman,
 

handbook)
 

Leadership: guides, directs, and positively affects the actions and results of
 

individuals and groups; motivates, initiates dialogue with subordinates
 

(Edwards and Ewen, 1994)
 

Administrator: the facilitator of the process and the focus groups, a guide for
 

participants to determining what and how to develop their professional plans
 

Leadership Competencies: "character, leading organizational change, focus on
 

results, interpersonal skills, and personal capability" (Zenger & Folkman,
 

2002, 13)
 

Limitations ofthe Study 

One of the limitations of this study was coordinating participant's schedules to fit 

for the focus group meetings. The focus groups are very crucial to the participant's 

development with the 360 process. Having the participants understand their evaluation 

and hear other participant's reactions will only help the growth process. 

Another limitation was expressed in literature is that the 360 degree process costs 

too much in regards to time spent on the feedback. However, Edwards and Ewen (1996) 

found that the 360 degree process cost less than a traditional performance appraisal. It 

was stated that supervisors spent an average of four hours on each traditional 

performance appraisal compared to the 15-30 minutes on a 360 feedback form (Edwards 

& Ewen, 1996). 
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Some organizations fear that their employees will only pick their friends to 

provide feedback which, then, will alter the results. This was also found to be untrue and 

research suggests that friendships have little to do with accurate feedback (Edwards & 

Ewen, 1996). Edwards and Ewen (1996) noted that when a friend's feedback was 

compared to a non-friend's feedback the scores came within seven percent ofthe 

composite score ninety percent of the time which suggests that people will provide 

accurate feedback. 

Methodology 

Staffmembers from a Midwest University were introduced to the concept of360 

degree feedback at a pre-college meeting. The self-selection of leaders for a 360 degree 

feedback is important due to the extensive information given back for the final analysis 

(Kaplan & Palus, 1994). A leader should be able to process critical feedback and be 

willing to change behaviors ifneeded. Leaders also need to be stable or comfortable in 

their personal life. Having extensive feedback given when other life stresses are added 

may make the feedback more difficult. Leaders that would not be ideal for this process 

would be fragile and highly defensive or rigid individuals. The results were based on a 

case study in a university in Wisconsin. Kaplan and Palus (1994) suggested that 

informed choice by the leader is essential in a valid 360 feedback process. 

Once the leaders were contacted either by electronic mail or by face-to-face meeting 

they determined if the feedback process would be right for them. The leader signed a 

consent form to participate in the research. The participants then chose five individuals 

who worked closely with who were willing to provide feedback. The individuals who 

were providing feedback completed an online survey and by doing so they gave consent. 



5 

The subordinates and leaders names were on the feedback fonn; however, only the 

clearing house will have that original form. The researcher, participants, nor will the 

evaluators see that form, When the leaders received their personal analysis there was not 

any names on the form; however, their supervisors are categorized specifically so 

identification may occur. The researcher only received an organizational analysis where 

there are not any names on the report. 
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Chapter II: Literature Review 

360 degree feedback 

The 360 degree feedback is a way that a person receives ratings from peers, 

supervisory, and direct reports that is then compared with a self-evaluation (Kaplan & 

Palus, 1994). These ratings are used to set professional goals, increase the awareness of 

strengths and weaknesses, and help address any problems that the person may not be 

aware of (Kaplan & Palus, 1994; Rogers, Rogers & Metlay, 2002). In other terms, 

Edward and Ewen (1996) state that the "intent of a 360 degree feedback is to support 

people and encourage their continued improvement through the use of high-quality 

information." (pg. 20) Edward and Ewen (1994) continue describing this feedback 

system "allows the process design to be created by those who use the system-employees 

and managers, uses a valid process for developing employees' competencies for 

assessment, uses a valid method for selecting evaluation teams, relies on research-based 

protocol for collecting and scoring data and reporting information, etc." (pg. 20) The 360 

degree feedback typically consists of items that are descriptions of behavior, observations 

ofdifferent situations, psychometric measures of personality and motivation, and in 

extensive assessments items (Kaplan & Palus, 1994). 

The history 

The 360 degree feedback process has evolved from a variety ofdisciplines such 

as; organizational surveys, total quality management, developmental feedback, and 

performance appraisals (Edwards & Ewen, 1996). In the 1940's the British military 

developed the assessment center. In the assessment centers, participants were given tests, 

games, and simulations and then they were evaluated on the different tasks (Edwards & 
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Ewen, 1996). Assessment centers try to determine how an applicant would react to 

situations on the job. These assessment centers could be considered one of the 

foundations to 360 degree feedback, because like the assessment centers, 360 degree 

feedback provides highly valid and credible information to the actual job setting 

(Edwards & Ewen, 1996). 

In the late 1960's the U.S. Naval Academy used computer cards to help the 

process of the multi-source assessment (Edwards & Ewen, 1996). The midshipmen were 

assessed by their classmates and commanding officers on their leadership skills. This 

process was often called peer grease. This rating had an impact on their class standing 

and what types of assignments they receive (Edwards & Ewen, 1996). Also in the 1960's 

job evaluation committees, hiring and selection panels, and promotion boards were 

introduced (Edwards & Ewen, 1996). These committees determined who received raises. 

Today the 360 degree feedback utilizes this concept by using many respondents to 

receive information about the leader or whomever receiving the feedback. Kaplan and 

Palus (1994) note that this process "aims to improve performance by providing a better 

awareness of strengths and weaknesses, and if the person is experiencing problems, it can 

be used to develop a more precise understanding of them and what to do in response" (pg 

1). Edwards and Ewen (1996) also note that the organizations that utilize the 360 degree 

process, want to "seek to motivate behavior change" (pg 7.) This process may also 

encourage "cultural change, reinforce team behaviors, or implement strategic initiatives" 

(Edwards & Ewen, 1996 , 7). 

During the 1970's and 1980's organizational surveys became more targeted 

towards employees and their satisfaction with their leadership. Then the surveys evolved 



8 

into upward feedback and multi-source assessments (Edwards & Ewen, 1996). Total 

quality management developed customer service surveys that are widely used today. 

Also during the 1970's executive selection was used to provide assessment ofleadership 

effectiveness; which is now often called succession planning. Furthermore, many 

organizations used multi-source assessments to determine recognition, rewards, 

placement, pay, and promotions (Edwards & Ewen, 1996). Here many professionals 

believed this to be valid, but safeguards were set to help prevent biases. To determine 

that the 360 degree feedback assessment is valid and reliable computer software can 

generate a safeguard report (Edward & Ewen, 1996). This report will indicate what 

people thought about the process. An example given by Edwards & Ewen (1996) was if 

an assessment was successful then the response rate of an item will be greater than 85%, 

but when respondents do not support the assessment then the rates will be lower than 

85% (P127). 

During the late 1980's employee development became popular which then grew 

into developmental-only feedback. The philosophy ofdevelopmental-only feedback is to 

help the employee avoid derailment. Derailment is defined as the lack of knowledge, 

skills, and abilities (Edwards & Ewen, 1996, 27). A "fatal flaw" is another term that can 

be used the same way as derailment (Zenger & Folkman, 2002, 24). Also during this 

time period some organizations began using the multi-source assessment to help develop 

leadership, talent assessment, and performance appraisal (Edwards & Ewen, 1996). In 

addition, other organizations that were experimenting with the multi-source assessment 

decided that it was too expensive and time-consuming to be used for developmental 

purposes so they moved to using this method as a means of rewards or pay. 
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According to the Extraordinary Facilitator Guide (2005) "Zenger and Folkman 

spent two years analyzing the impact of leadership performance, and the key behaviors 

that great leaders demonstrate. They were trying to define difference between good and 

great leaders." (FG 1-5) Zenger and Folkman studied over 20,000 managers over a two 

year time span to determine these characteristics dividing good to great leaders (FG 1-5). 

Benefits 

Participating in 360 degree feedback process benefits the customers, team 

members, leaders and managers, and the organization as a whole. For example, when 

customers are able to participate in the 360 degree feedback process it allows them to 

strengthen the relationship between supplier and the customer (Edwards & Ewen, 1996). 

Edwards and Ewen (1996) also stated that when customers are involved in the 360 degree 

process it gives them an opportunity to reward and recognize quality and to contribute 

new ideas that can directly benefit the entire organization. 

Edwards and Ewen (1996) noted that when employees participate in the process 

they have a better sense of fairness and can have a strong impact on their career 

developments. Another benefit ofusing a 360 degree feedback is the positive perception 

by the participant. When a person is allowed to participate in their own evaluations there 

is a more positive perception on fairness, rater credibility, and usefulness (Becton & 

Schraeder, 2004). Using the 360 degree feedback also allows the employee/participant to 

internalize the data received. In traditional evaluations most of the data is not in-depth 

enough for an individual to be able to actually change. However, with a 360 degree 

feedback the individual receives information that is from a variety of sources and consists 

ofpersonal information (Kaplan & Palus, 1994). 
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In many organizations people work in teams which can sometimes lack a useful 

evaluation tool which can lead to lack of accountability and lack ofparticipation ofwork 

(Edwards & Ewen, 1996). However, with a 360 degree feedback in place the overall team 

and the individuals in the team can be evaluated. 

Furthermore, the supervisors and leaders in the organization with a 360 degree 

feedback process can be provided with a deeper insight of the performance information 

and may even reduce their time in which they spend with the traditional evaluation 

systems (Edwards & Ewen, 1996). Leaders and supervisors may also receive information 

about the organization that they may not typically receive from employees due to the fear 

of being reprimanded (Edwards & Ewen, 1996). This information can help the 

organization grow and improve. 

The organization that incorporates a 360 degree feedback process can gain 

credible, quantitative data to help understand the strengths and weaknesses, leadership 

areas, and training needs (Edwards & Ewen, 1996). Not only do organizations receive 

useful information, they are enabling their employees to grow professionally and 

positively. 

Risks, misuses and criticisms 

The information provided from a 360 degree feedback needs to be handled with 

care due to the critical and positive feedback. Many people view themselves differently 

than their peers or supervisors, for example. When these views are challenged, however, 

discomfort or stress may occur; for this reason, Schein (1968) states that for an adult to 

change, a person must "unfreeze" there perceptions and beliefs about themselves and be 

open to others beliefs and perceptions. Since a 360 degree feedback is going to enlighten 
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the participant in one way or another, they must have an open mind and be prepared for 

the impact. That is why Kaplan and Palus (1994) strongly suggest that the lead 

investigator follows through with leading the participant to personal and professional 

growth so that the participant does not feel like their "left hanging" (pg 5). 

One criticism of utilizing a 360-degree feedback is that the implementation and 

correct use costs too much. However, the performance appraisal that many organizations 

use is more cost draining than the 360-degree feedback. Edwards and Ewen (1996) 

provide the following example: "Westinghouse found that supervisors spent about four 

hours on each direct report. Contrasted with the 15 to 30 minutes they reported with the 

360-degree feedback process" (p 171). 

Furthermore, the employees using the 360-degree feedback process have more 

developmental opportunities than a typical performance appraisal system; which is often 

overlooked. 

Another criticism of the 360-degree feedback process is that it is too time 

consuming. According to Edwards and Ewen (1996), an organization must allot time for 

training and completion of the surveys. They stated that with pre- and post-feedback 

training three to six hours are needed and this is based on a needed to reply to seven 

surveys. Some employees may be worried that they will be asked to complete many 

surveys, but "less than two percent of nonsupervisory respondents are asked to complete 

more than fifteen surveys" (Edwards & Ewen, 1996). Furthermore, Edwards and Ewen 

(1996) stated that individuals who are asked to complete numerous surveys are accurate 

with their feedback. 
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Some organizations fear that employees will select their friends rather than an 

individual with valid feedback, but research suggests that friendships have little to do 

with accurate feedback (Edwards & Ewen, 1996). Edwards and Ewen (1996) noted that 

if everyone has the opportunity to select their friends then everyone is in the same 

playing field. It is also noted that assessment from a non-friend and a friend come within 

seven percent of the composite score over ninety percent of the time which suggests that 

if the survey is confidential people will give accurate feedback regardless of friendships 

(Edwards & Ewen, 1996). 

Professional growth and development plays an important role in the 360 degree 

process. One concept that Zenger and Folkman (2002,2004) use is the leadership sweet 

spot. When an executive is at their peak performance and extraordinary achievement and 

enjoy what they do is a brief description of the leadership sweet spot. This model 

consists of three categories: competence, passion, and organizational needs. Competence 

is those areas of skill and ability that you do naturally well. An example of this was 

discussed in one of the focus groups; a NBA basketball player typically had that natural 

coordination skill starting as a child. Passions are those things that you love to do, 

independent ofhow well you do it. Going back to the NBA basketball example many 

kids love to play basketball but can't do a lay-up or hardly dribble to the ball, but still 

insist on playing everyday. Finally, the organizational needs are activities or services that 

are greatly needed and valued in the organization. It's when these three things can meet 

in the middle that you have the leadership sweet spot. The person in their leadership 

sweet spot will have the perfect job for them. They will have the motivation to come to 
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work everyday, will want to do the best they can at the task, and will want to organization 

to succeed (Zenger & Folkman, 2002). 

The leadership tent model is also important for professional growth because it 

gives a visual of competencies that are closely related. Research suggests that when you 

improve one you improve another (Zengar & Folkman, 2002). The model consists of 

five posts that are important to becoming a great leader. This model was the foundation 

of the assessment because each "pole" of this model was used in each category is the 

assessment. The character post is the most crucial for leadership because it deals with the 

integrity, honesty, credibility, and dignity within the leader; however, all posts are critical 

to the tent. The next pole described in the tent model is personal capability which 

consists of technical knowledge, product knowledge, problem-analysis and problem 

solving skills, innovation, initiative, and effective use of information technology. Focus 

on results and interpersonal skills are the next to poles in the tent model, but they can not 

exist without the character and personal capability poles in place but focus on results and 

interpersonal skills can be described in either order. The characteristics of a great leader 

in the category of focus on results are establishing stretch goals for their people, take 

personal responsibility for group outcomes, provide ongoing feedback and coaching, and 

focus on organizations goals. Interpersonal skills can be portrayed as communicating 

powerfully, inspiring others to high performance, building positive relationships with 

others, and developing the skills of subordinates. Finally, leading organizational change 

is the final post necessary in the leadership tent model. A great leader who is able to lead 

organizational change has the ability to lead projects and programs with support from 

others, has a strategic perspective, connects the outside world with internal groups, and 
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helps people understand how meeting customers' needs is important to the mission ofthe 

organization. 

Understanding the process of change is very important when initiating a new 

assessment or discussing professional growth within an organization. Scott and Jaffe 

(1989) discuss four major types of change: structure, tasks, technology and people. After 

looking at the downsizing of organizations, Scott and Jaffe (1989) and Pritchett (1994) 

also found four lessons that need to be recognized: "(1) People need to be flexible and 

willing to change to preserve important values and goal; (2) people need a positive 

attitude toward lifelong learning to remain viable in the workplace; (3) career education 

is a survival skill, since people must learn to mange their own careers; and (4) change can 

be expensive-consider that if 100 employees with an average annual salary of$24,000 go 

through a six-month change or transition resulting in two hours of distraction per day, the 

cost is $276,000" (278). These lessons are important to organizations because if 

recognized, the change process will be welcomed and go smoothly without a lot of 

retaliation. 

Scott and Jaffe (1989) also state that when people are negative about the changing 

process the stages are denial, resistance, and negative attitudes; however, when 

participants are more positive about the changing process it is perceived as exploration, 

personal responsibility, and commitment. When participants have the positive attitudes 

regarding change they begin to: "believe the change is the right thing to do, have 

influence on the nature and process of the change, respect the person who is champion 

the change, expect the change will result in gain, and believe this is the right time for 

change" (Scott & Jaffe, 1989,283). 
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Zenger and Folkman is an organization that believes in helping other 

organizations develop their leadership through "empirical research, innovations in 

development methods and the employment of software tools that drive more effective 

implementations" (http://www.zfco.com) Zenger and Folkman have found that it takes 

three to five strengths to be an extraordinary leader. They believe that an organization 

should not be satisfied with good leaders they should be satisfied with extraordinary 

leaders. They also focus on building a leader's strengths for increase the return on 

investment rather than focusing on fixing the weaknesses (Zenger & Folkman, 2003). 
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Chapter III: Methodology 

Performance evaluations are a good source of information to individuals; such as, 

job performance, career goals, and a plan for professional development. However, 

universities follow simple and strict procedures that are a limited source of feedback. 

This chapter will describe how a 360 degree feedback process can be implemented in a 

university environment and describe the affects of this type of feedback assessment on 

the people ofhigher education. 

Subject Selection and Description 

This study was conducted in a Midwestern University within a technology 

management and engineering school that consisted of four males and five females. In an 

intense 360 degree feedback process it is important to have informed participants who 

decide to understand the type of information that may evolve from this process. For this 

research and specifically for the pilot study, four leaders participated and a number was 

assigned to each leader. The leaders self-selected and volunteered for this study. The 

leaders were introduced to the research in a pre-college meeting. Once the leaders had a 

chance to process information about the 360 degree feedback process they were able to 

decide whether or not they chose to participate. The participating leaders decided who 

they would like to receive feedback from. The researchers decided to use leaders in 

higher education for the pilot study because when an organization wants to implement a 

new tool for professional growth, research suggests that support from the top is essential 

for the rest of the organization to follow and succeed (Zenger & Folkman, 2002). 

The same process was used with the second group of participants. The second 

group ofparticipants consisted of five faculty and staff members of the university. 
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Instrumentation 

When participants completed the survey it was automatically, via email, to the 

clearinghouse for analysis. After the clearinghouse analyzed individual data, they send 

the personal results to the appropriate participant. The researchers only received an 

organizational analysis of all data combined. The data from the organizational report can 

not be traced back to the self-raters or the managers, peers, direct reports, etc. After all 

the leaders received their personal reports focus groups were held to discuss their 

thoughts and reflections of the process. 

After the leaders received their own 360 feedback results a series of focus groups 

were conducted to help them interpret their assessments and how to develop professional 

growth plans. This process was also used for the second group of participants. During 

the focus groups, the leaders were asked to respond to reflection questions and the 

researcher recorded observations. The first meeting of both participant groups was used 

to distribute numbers to each participant for them to use on their reflections to ensure 

confidentiality. This initial meeting was also used to explain the purpose of the 

handbook provided and how to analyze the individual reports. 

The 360 degree assessment used in this study used by Zenger and Folkman which 

is an organization that provides external organizations with the tools and resources 

needed for organizational development. 

The assessment was broken into eight sections: how to interpret your feedback, 

leadership tent model, 16 differentiating competencies summary, 16 differentiating 

competencies with item details, employee commitment index, importance ratings, highest 

scored items, and lowest scored items. 



18 

Data Collection Procedures 

Reflection questions were given to all participants in both groups to understand 

their feelings and thoughts about the 360 process. The following are the questions used 

for both groups: (first meeting) what are your initial feelings and thoughts about the 

process and feelings about the first look at the assessment, what section of the assessment 

did you go to first, and did the assessment say what you thought it would; (second 

meeting) where are you at with the assessment, what are you feeling; (third meeting) 

where are you at in the assessment and plan process? 

Data Analysis 

During the focus group sessions the researcher observed the participants in their 

reactions and comments about the assessment. The researcher recorded the observations 

into an electronic file. The paper copy was also kept on hand. The researcher was able to 

reference notes to describe the growth experience for participants and identify changes 

with the process. Upon the completion of all focus groups, the data was compared and 

analyzed for significant differences between each individual to.identify personal growth. 

Limitations 

One of the limitations of this study was coordinating participant's schedules to fit 

for the focus group meetings. The focus groups were very crucial to the participant's 

development with the 360 process. Having the participants understand their evaluation 

and hear other participant's reactions will only help the growth process. 
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Specific to this study time to meet and review the information within the focus 

groups became difficult. Unlike a corporate setting, in higher education it was difficult to 

arrange and organize participant's schedules because there was not set business hours and 

some teach classes at different hours than their peers. 

Another limitation that was expressed in literature is that the 360 degree process 

costs too much in regards to time spent on the feedback. However, Edwards and Ewen 

(1996) found that the 360 degree process cost less than a traditional performance 

appraisal. It was stated that supervisors spent an average of four hours on each traditional 

performance appraisal compared to the 15-30 minutes on a 360 feedback form (Edwards 

& Ewen, 1996). 

Some organizations fear that their employees will only pick their friends to 

provide feedback which, then, will alter the results. This was also found to be untrue and 

research suggests that friendships have little to do with accurate feedback (Edwards & 

Ewen, 1996). Edwards and Ewen (1996) noted that when a friend's feedback was 

compared to a non-friend's feedback the scores came within seven percent of the 

composite score ninety percent of the time which suggests that people will provide 

accurate feedback. 



20 

Chapter IV: Results 

Each participant was asked to complete written reflections throughout the focus 

groups. They understood that these reflections would allow the researcher to understand 

the personal feelings and changes that are exhibited during the 360 degree feedback 

process. The following are those reflections and the stories ofeach individual. Each 

participant was referred to as "he" to keep confidentiality. In addition, each participant's 

reflections were written exactly how they originally responded. 

November 14,2005 

To start this meeting the researchers distributed numbers that the participants 

would use on their reflections to insure confidentiality. The researcher introduced the 

system ofthe focus groups and material that would be used. Along with this, the group 

started to define what an organization is and reviewed a case study named "Richard's 

Dilemma" that was given in the program manual. In this case study, a project leader 

position was available and Richard applied for it believing that he was a top candidate; 

however, when the decision was made, Richard did not get the position. Richard 

approached his manager for advice. His manager stated that he was doing a good job and 

to keep doing what he was already doing. Since he was already doing this, Richard felt 

that he still needed to improve so he took the 360 degree assessment. When Richard 

received the results, he was rated at or above the norm so his manager suggested creating 

a development plan. After reviewing the case study the group was asked to discuss 

multiple questions. One ofthe discussion questions was "If Richard implements this 

manager's advice, what do you see happening to future performance?" If Richard were 

to follow this advice his performance would "probably decline because if you're not 
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improving, you're falling behind." (Zenger & Folkman, 2005) When the participants are 

asked what Richard should work on the typical answer is Richard should work on the 

lower scored competencies however the "Good to Great" philosophy is the beliefof 

making your average competencies great. The group also discussed this programs 

philosophy ofbecoming good to great. The program states that the more strengths a 

leader has the more followers they will also have. The concept of fatal flaws was also 

discussed which means that there are constructs that are essential to the job or the 

organization and if these competencies appear to be below average for the participant 

then it is a fatal flaw. If a competency is not essential to the job or the organization and it 

is negative for the participant then it is not a fatal flaw. Later in the meeting, the 

leadership tent philosophy was also discussed. 

This model was a good visual on how the competencies and the participant have 

a role in becoming a great leader. Research suggested that when you improve one 

competency, you improve another. (Zengar & Folkman, 1998) The model consisted of 

five posts that are important to becoming a great leader. This model was the foundation 

of the assessment because each "pole" ofthis model is used in each category is the 

assessment. The character post is the most crucial for leadership because it deals with the 

integrity, honesty, credibility, and dignity within the leader; however, all posts are critical 

to the tent. The next pole described in the tent model is personal capability which 

consists of technical knowledge, product knowledge, problem-analysis and problem 

solving skills, innovation, initiative, and effective use ofinformation technology. Focus 

on results and interpersonal skills are the next two poles in the tent model, but they 

cannot exist without the character and personal capability poles in place but focus on 
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results and interpersonal skills can be described in either order. The characteristics of a 

great leader in the category of focus on results are establishing stretch goals for their 

people, take personal responsibility for group outcomes, provide ongoing feedback and 

coaching, and focus on organizations goals. Interpersonal skills can be portrayed as 

communicating powerfully, inspiring others to high performance, building positive 

relationships with others, and developing the skills of subordinates. Finally, leading 

organizational change is the final post necessary in the leadership tent model. A great 

leader who is able to lead organizational change has the ability to lead projects and 

programs with support from others, has a strategic perspective, connects the outside 

world with internal groups, and helps people understand how meeting customers' needs 

is important to the mission of the organization. 

During this meeting only one participant read their individual report prior to the 

focus group and two participants did not print their reports prior to the meeting. All 

leaders had positive outlooks on future development and growth. Participants expressed 

that they were not worried about confidentiality and most participants were comfortable 

in sharing their thoughts and experiences with the group. When discussing parts of the 

assessment however, participants shared that the importance rating seemed to be 

complicated and confusing. After receiving the results, comments were made that the 

process was "like school" because of the different thought process that the assessment 

takes and learning the tools to get the most out of it. When the session came to an end, 

most participants expressed that they did not want the session to end. They were anxious 

to know when the next meeting would be held. 
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Participant One 

What was your initial reaction to your assessment? 

"My initial reaction to completing the self assessment was optimism and that of 

curiosity. I couldn't help but empathize with the people I was asking to complete the 

questionnaire this is a time consuming activity. 

I completed the self-assessment after I had completed an evaluation of another 

study participant which caused another introspective moment. Would I be judged harshly, 

kindly, constructively? Did I respond with kindness, constructive or harsh comments. 

When submitting the email addresses of those being asked to evaluate me, I was hopeful 

their responses would be helpful. In addition, I started out with a few names then 

expanded the list to include a deeper and broader pool of evaluations." 

Participant Two 

What was your initial reaction to your assessment? 

"*paranoid 

*insecure about potential "bad" feedback 

*looking forward to addressing developmental areas 

*cautiously optimistic-hopeful to the majority ofthe feedback will be at least "ok" 

*looking forward to building this feedback into my visioning process for my next 

life chapter 

*interested in learning more about the 360 process-to utilize in my classes and to 

a very limited degree within my work group" 

Participant Three 

What was your initial reaction to your assessment? 
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"When it arrived in the email I was busy and didn't take the time to read it. After 

3-4 days I printed it/took it home and read it I had been told it was an emotional 

experience, but the initial reading wasn't. Some of the processing later was a little bit so. 

I've processed a little further my first reading and in fact have some ideas in mind to 

address some things I read. I think I will refer to some areas again over time. I am 

usually neither reflective or worried about self development." 

Participant Four 

What was your initial reaction to your assessment? 

"Great anticipation 

High curiosity 

Positive 

Confident 

Looking forward to learning how others view my leadership (good or bad) 

A chance to learn/grow 

Also hope that this will be helpful (i.e. validity)" 

December 1, 2005 

This meeting consisted of the phases oforganizational change and the phases 

organizations need to go through. This organizational change model is referred to as Dr. 

George Land's Growth Model. The forming phase is the initial step in answering 

questions such as "Why are we here, what are we suppose to do, how do we do it, and 

what happens ifwe don't do it?" Although this phase is scary it is also described as an 

exciting phase because there is time to move forward and explore new options (Land & 

Jamran). Land et al states that the main goal ofphase one is to get out of it. During 
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phase one the organization must discover Replicatable Pattern or Replicatable Process. 

When this pattern is found the organization will make a decision about where they are 

and where they are not going to be (Land et al). 

The next second phase is the nonning phase which consists of an early stage and 

late stage. This phase, according to Land et aI, can be described as more structured and 

the systems begin to run the organization. "There's less fear of survival during this stage 

and more focus on growth." (Land et al). The early stage of phase two is specifically 

noted for growth and learning, becoming organized, developing systems, hierarchy, open 

channels of communication, and more structure. The later stage ofphase two is noted for 

establishing success pattern, highly predictability, bureaucratic, and complacent. 

Once the organization is finishing phases two it moves into phase three. Phase 

three is also a new beginning but different than phase one in that phase three is vision 

focused, changeable and adaptable, customer-focused, interdependent, creative, 

innovative, and managing risks. The control type of leadership and hierarchy does not 

work in phase three. Phase three may seem more chaotic and confused but really this 

phase is to "trust the people" (Land et al). Overall this phase one is the dependent stage, 

phase two is the independent stage, and phase three is the interdependent stage. 

Land et al states that "our Comfort Zone is the gravitational force that is keeping 

us stuck. It pulls us down and keeps us trapped in our Survival Center at the very time 

we most need to be in our Creative Center." 

This meeting was full of energy. Most leaders were ready to talk about their 

experiences with the assessment up to that point. The leaders were asked to write their 

reflections on the previous session and where they were at with the assessment. A few 
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leaders did not review their assessment between sessions. One leader expressed that they 

felt good about their scores, but actually felt intimidated by their supervisor's 

performance but later realized that the supervisor is more of an inspiring person and 

model. Another leader was somewhat sad by some of their responses but throughout the 

session understood how to generalize the information to help utilize it effectively and 

positively. An observation of the leaders was most evaluated themselves somewhat 

lower than their subordinates, so when reviewing their assessments they were somewhat 

surprised to see the results. 

Participant One 

Where are you at with your assessment and how are you feeling? 

Before session reflections: 

"Confused on somethings, clearer on others. Sometimes I beat myself up and am 

too critical of myself when I really need to look and think big picture. While I see some 

numbers scores that I'd like to be higher, I have to think about other measures include 

personal interactions and daily accomplishments. I appreciate and admire Kari's passion 

and enthusiasm and the opportunity to work with goal oriented individuals." 

How do you feel after the session? 

After session reflections: 

"I feel really good about my high scores: character, interpersonal skills and 

leading change. I'm concerned with the perception of some lower scores-communication 

skills, competence, and while all are 3++3.94 I tend to obsess over. What I need to do is 

look at big picture, draw on my strengths and complete a plan of action for improvement. 
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I do feel somewhat intimidated by the high performance of my supervisor while I aspire
 

to be perceived as highly as he is, I have to remember that I have taken a risk by being
 

involved in this activity, and that overall my performance is pretty good!
 

Things I'm not sure how to respond- The passion and Where am I."
 

Participant Two 

Where are you at with your assessment and how are you feeling? 

Before session reflections: 

"* More clarity on next step and how to use materials 

*Comfort in shared and common experiences 

*Gives me a sense of control over future" 

How do you feel after the session? 

After session reflections: 

"During my 1st review of the report, I was saddened by the responses to some 

competencies, angry about others and in complete agreement with yet others. A small, 

verbal "may sayer" took prominence in my perception. However, as I began to work 

through the structured exercises in sections lone through four, I began to better 

understand the value ofthe feedback and was better able to identify generalizable 

information from which to develop a plan. I am confused about what I perceive to be 

valuable developmental competencies versus what the respondents identified as 

necessary competencies for a department chair. I haven't been able to identify a fatal 

flaw-but I know, with absolute certainty, that I have several." 

Participant Three 

Where are you at with your assessment and how are you feeling? 
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Before session reflections: 

"I am still confused, but think I see a light at the end of the tunnel. Hard to 

interpret yet. .. Still working any way through it." 

How do you feel after the session? 

After session reflections: 

"Interesting-I'm not one to evaluate, reflect, but both direct supervisors are. So I 

was drawn in. I don't think of myself as a leader because I have no direct reports. I 

might be a leader among my peers but that could stretch the definitions. I found it much 

easier to answer questions online. In fact, I haven't written in the book yet. It is too 

permanent, real, revealing I think. But my plan to write the answers on another sheet of 

paper hasn't materialized either. Ijust keep my ideas in my head. 

Results were in some way revealing. I consistently scored myself lower than 

others did. Might be my age, gender, Waspishes. Disappointed when others, manager in 

particular, because there was only one and the results stood out, scored average. Will I 

get over that okay because I can live with average/slightly higher than average. Top 

quartile makes me really happy! 95% is only pretend and untrue, but nice to be told so 

anyway." 

Participant Four 

Where are you at with your assessment and how are you feeling? 

Before session reflections: 

"Still excited, very curious and motivated. Also feeling time crunched. Need to 

find the time to follow-up this is important. Karl's enthusiasm is contagious." 

How do you feel after the session? 
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After session reflections: 

"1 feel very good about the feedback that I've read so far with only one exception. 

The exceptions relates to how many respondents see my role. They felt strongly that 1 

am a representative/link to the "outside" world. As a leader 1 agree with that. But 

another important part of my role as a leader is to develop other (i.e. enable and grow 

servant leaders). Developing others wasn't ranked as important by many respondents. 

I'm having difficulty with that-it creates some questions about credibility of the process. 

I also am feeling a bit guilty. I had time to run through my exercises but not enough time 

to write/think about my responses to the exercises." 

June 26 Retreat 

The last session for the first group ofparticipants we reviewed where everyone 

was at with their evaluations but most of the group needed to review from the beginning. 

The session was held at the facilitators house for a more comfortable and relaxing 

environment rather than holding the session at the university. One of the sections that 

was reviewed was about the power ofperception. When we meet someone for the first 

time we nearly automatically view them in a certain way. The example in the feedback 

handbook was "a person riding a Harley-Davidson motorcycle wearing a studded black 

leather jacket with a skull and crossbones insignia, and sporting a bandana tied on his 

head" versus "a person smoking a pipe, wearing a tweed jacket with leather patches on 

the elbows, and driving a ten-year-old Volvo completed with a "Save the Whales" 

bumper sticker" will have very different perceptions. 

The same perceptions occur in organizations as well. People tend to evaluate us 

on one or two traits instead of evaluated us on our full set of traits. With the 360 degree 



30 

feedback if you perceive yourself higher than what others perceive it could be a fatal 

flaw. If the evaluators perceptions are different than the participant, the participant can 

change their behaviors and then perceptions can change. Wilson and Wilson (1998) it 

discusses the concept of in a situation what do we really know versus what are we 

making up. If people take a step back and really think about what the facts are within a 

situation there are less inferences and pre-conclusions made. This can be applied in any 

situation. 

During this session we also discussed the importance of knowing and 

understanding your strengths and extraordinary moments. When a participant receives 

the evaluation back the initial tendency is to review the comments and focus on the 

negative or average results. The 360 degree feedback philosophy is to review the above

average comments and results and focus on them to make them great. There is an 

exercise in the handbook that helps participants to reflect on the times they felt 

extraordinary within their professional life as well as their personal life. 

It was interesting that one participant stated that she still was having difficult time 

writing and committing to her development goals. Writing his goals down meant that it 

was something that you should be held accountable for and that is scary for a lot of 

people. 

Another participant recognized that she would like to be more optimistic but was 

quick to respond in a pessimistic way which is a prime example of how it is difficult to 

change without really setting goals. 

In addition to setting goals and plans, one of the assignments for the participants 

was to think of one thing they could do within the week to help or be apart of their 
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development. One participant automatically asked "This week? Faculty isn't around." It 

was then pointed out that he could do something for himself. 

It was also noted that none of the participants worked ahead on the development 

plans which was mainly due to time constraints. However, the retreat was three hours 

which allowed the participants to really get involved with the process and develop their 

plans. 

The following reflections from the participants were collected after the retreat and 

participants were asked to comment on the entire 360 degree process. 

Participant One 

How do you feel about the entire 360 degree process? 

"It was a humbling process. I was astonished by the graciousness and the positive 

and affirming comments provided by direct reports and my supervisor. 

The perception of the evaluators ofmy leadership capabilities was affirming as 

well. While there are some areas that I need to work on, my direct reports have 

confidence in my ability to represent them, connect with the outside industry experts, and 

my content knowledge. 

My supervisor has incredible faith in my leadership abilities! His comments were 

a bit overwhelming. 

I've got some work to do. While the perception about working toward continuous 

improvement is positive, the need to tie it to the college and university's goals/strategies 

was identified. That is one of the items on my agenda, to revise my current Program 

Director Goal Sheet to include a link the College and University's goals and strategies 

and discuss it! 
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I know the areas in which I need to work and have developed a plan to do so." 

Participant Two 

How do you feel about the entire 360 degree process? 

"Some general thoughts about the 360 process: 1) I need to focus and develop my 

strengths rather than always being concerned about the weaknesses 2) I need to be aware 

ofpotential fatal flaws if! choose to pursue a higher level position in the future 3) One 

respondent to the survey about me gave very bad feedback-this has weighed very heavily 

on me 4) The idea ofbreaking down the competencies into "sub competency" made me 

aware of the tremendous variety of types of strengths that individuals bring to the 

organization. This is a very powerful awareness both for myself and for my future 

students." 

Participant Three 

How do you feel about the entire 360 degree process? 

An interview was conducted to receive these results so there is not direct quotes. 

Open advantage, no direct reports so he felt that he only had stresses from one 

way versus from reports and supervisors. This process made him do more reflecting but 

still has a hard time reflecting without the assessment. It was okay to have his direct 

reports in the sessions with him. Having his direct reports in this process gave him an 

opportunity to work with them that he normally wouldn't have this opportunity to do so. 

The retreat really helped with implementing the assessment but the regular focus groups 

were necessary to learn and interpret the feedback. The assessment will really help him 

to develop his yearly goals along with goals within the year. He would recommend this 

to others and would do it again. 



33
 

\
 
Participant Four 

How do you feel about the entire 360 degree process? 

"I found the 360 process to be very helpful. It is a great way to get constructive 

and honest feedback about one's leadership skills and weaknesses. 

I liked the process because I believe it is very comprehensive. It provided me with a lot 

ofinfonnation to reflect on to help create a personal growth plan together for myself. 

I would definitely recommend this process to others. 

Because of its comprehensive nature ... the process does take a lot of time (both as 

a participant and as an evaluator ofothers). While I would recommend the process to 

others, I would warn them that it will take some time on their part to maximize its 

potential. I have an extremely busy schedule and found my available time to limit how 

far and fast I could go with the 360 degree. But the documentation I have received will 

allow me to soak this up on my timeline (something that is very helpful). 

Because the process assembles honest feedback from others about one's 

leadership, the person receiving the feedback must be willing and able to take 

constructive criticism as it is "unvarnished" and sometime quite "blunt." Personally, I 

like this kind of candid feedback (and sometimes in my position, I find that people hold 

back from being candid with me for a variety of reasons). So I highly valued the process 

and the feedback!" 

April 3, 2006 

This was the first session for the second group for the 360 degree feedback 

process. During the first session the group facilitator assigned numbers for 
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confidentiality purposes and started discussing the topics in the handbook such as 

Richard's Dilemma. 

It was also emphasized that the 360 degree feedback process has the belief of 

focusing the average scored competencies to make them great rather than focusing on the 

below average competencies and trying to make them average. It is also noted from 

Zenger & Folkman (2002) pg 35 that for leaders in the top 10% have 9% turnover 

compared to the bottom 30% leaders with 19% turnover. Furthermore, the top 20% 

leaders have an 82% customer satisfaction rating compared to the bottom 20% leaders 

have 21% customer satisfaction. This is an example of powerfu11eadership effects the 

entire organization not just direct reports. 

One ofthe exercises the participants were asked to complete was to describe the 

characteristics of their best and worst leaders. Some of the characteristics of the best 

leaders consisted oftrust, confidence, respect, visionary, and empowerment. Some ofthe 

characteristics ofthe worst leaders consisted of not detailed oriented, unorganized, didn't 

keep appointments, and cultural differences. The participants stated that it was easier to 

list the characteristics of a poor leader and more difficult to create a list for a good leader. 

Participants expressed that they were a little stressed and anxious about their 

second focus meeting; however only two participants were present due to time 

limitations. One participant needed to have their assessment file reopened for their 

subordinates to complete the feedback. The first time the subordinates did not respond to 

the assessment. 

When discussing the initial reactions of the evaluation, one participant was upset 

and confused about two different perceptions on the same topic such as the comments 
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didn't match the actual numeric feedback. Another participant was also upset with the 

initial viewing of the report. One very important point made throughout this meeting by 

the facilitator was that you can't change what people's perceptions are but you can 

change your individual behaviors and actions and then people's perceptions will change. 

Finally, some participants were interactive and highly participative but others just 

kept thoughts to themselves. 

Participant Five 

What were your feelings are you read your assessment? What did you review first? Did 

it say what you thought it would say? 

"The first meeting was encouraging because I've learned that improving 

communication and perception will help resolve conflict and improve perception." 

Participant Six 

What were your feelings as you read your assessment? 

"1 felt like 1had been kicked in the stomach. 1 am sad to see how people 

view/think of me-even though 1know there are areas of improvement. I wonder if others 

really know me or what I am trying to do with this assessment. Some areas were eye 

openers-even though I knew I needed to improve in areas and am trying, I felt as if others 

don't see my struggle /pain/effort. Other areas of improvement. " I don't know how to 

get there but 1want to know some areas were positive and I was grateful-but 1tend to 

focus on the negative and figure out how to improve." 

What did you look at first? 

"1 read the first page, second, third etc." 

Did your report say what you thought it would? 
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"Yes and no. Areas where I thought for sure I would score high, I received low 

scores from people that I thought would score me higher than they did. Areas where I 

know I need improvement were validated by people, but some written comments were 

very hurtful and some were contradictory-very confusing." 

What am I feeling now? 

After session: 

"Exhausted but excited to dive deeper into this process to l)improve myself, 2) 

provide different perceptions for others and 3) prove that I have some good-Reminder 

that some perceptions are from people with a different agenda (don't like me, threatened 

by me, other issues) 

I wish I knew how to implement some tools today to change perceptions but I am 

afraid. 

Thank you for what I was given today-I am positive this will be an exciting! 

encouraging adventure." 

Participant Seven 

What were your feelings as you read your assessment? 

"Feelings: Overall good. I hope to capitalize on strengths and i.d. near strengths. I'll 

consider discrepancies with my evaluation ofmyself. I'll consider and probably not 

worry about strong weaknesses. I looked at the first few pages and found that report was 

extensive and decided not to look more until I had the orientation." 

Participant Eight 

What were your feelings as you read your report? 
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"Would liked to have had more feedback: Responses, My fault, To 

communicate." 

What did you look at first? 

"The table of contents-how to interpret feedback." 

Did your report say what you thought it would? 

"Pretty much? Analyzed myself." 

Significance from today-Reflections 

"1) The give and take was instrumental in going up our discussion and feelings of 

group vs. the respondents. 

2) Made me look more at the negatives vs. what is real? And how I perceive 

myself with others." 

Participant Nine 

What were your initial feelings as you read your assessment? 

"Didn't read it yet but. .. 

1) Interested to see how it came out. Somewhat anxious. 

2) All of it- started at the beginning and worked through to the end. 

3) In light of how- "Out of control" I have felt with this Y2 operations Y2 project 

manager position, I am in, it was positive. 

I think the fatal flaws are not really a surprise to me. 

I was happy with the written feedback feels right. Now I need to find out what to 

do to improve. Teamwork and motivating people is a challenge in the office but had a 

great experience in the past. There is hope for the future." 

What was your overall thoughts and feelings with the 360 process? 
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"I am excited to see what the next step-mod 3- will show me. 

Perceptions are everything- We take responsibility for helping to improve on 

things to change those perceptions." 

April 13, 2006 

This meeting started with discussing how participants were doing with working 

on their evaluations outside of the focus groups. Then the participants needed to 

determine their extraordinary moments. 

Besides discussing the extraordinary moments, we discussed the importance of 

teams. The question asked was how do the participants take the information about teams 

and help their organization to develop. 

Furthermore, finding the sweet spot was also discussed. The sweet spot consists 

of three elements: competence, passion, and organizational needs. Zenger and Folkman 

describe competence as those areas of skill and ability that you do well naturally, passion 

are those things that you love to do, independent of how well you do them, and 

organizational needs is activity or service that is greatly needed and valued by your 

organization. When all three elements are equal that is the Leadership Sweet Spot. 

Two participants were present at the meeting. 

Participant Five 

Not present 

Participant Six 

How are you feeling about your assessment? 

"How am I feeling a week after I received the results, our first meeting and going 

through module 3? 

- - ----- --~-- --
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I have certainly calmed down since our first meeting. It took a couple of days for 

the ultimate shock/hurt feelings to "go away." 

1 know that 1 can't take it personally, but rather more of how people are 

perceiving me. Although some of it still stings I also know there are areas where 1can 

Improve. 

What 1am struggling with now is where the lines are- what I mean is- if 1am 

showing my true personality, I am considered too young- when 1 am insecure and quiet- I 

am thought to be mean or unwilling to help out- all not true- very frustrating." 

What are your feelings after the session? 

After the session today: 

"I feel like 1 am ok and not this horrible person. 1 know I have a lot to learn in life 

and in my current job- learning for me is continuous, but being impatient and not 

knowinglhaving the tools to make change. The other obstac1e- who did 1want to be and 

not care what people think about me. 

"Asking for clarification on the feedback pertaining to my job duties- having fun 

and implementing that change will make for better days allowing other things to fall into 

place." 

Participant Seven 

Not present 

Participant Eight 

What are your feeling about your assessment? 

"1) Sent my list to ZF for respondents according to the proper directions. That 1 

messed up on at the beginning. 
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More to come and better- from respondents 

My initial reaction was, no one responded 

Now in the loop 

How did it make me feel

2) Conversations-personal experiences, opened up and listened-talkers, being to 

develop some ideas how to better communicate with peers-needs versus their perceptions 

Finding sweet spot-or in the zone events and or activities? Past? Present? How to keep in 

the zone." 

Participant Nine 

Not present 

May 4, 2006 

Three participants were present at this meeting. One participant was on module 

four and two participants were on module three. Module three consists of the tent model, 

the feedback analysis, and starting to develop the plan. Module four consists the 

extraordinary moments and the leadership sweet spot. 

Three participants were present at this meeting; however, one participant had 

difficulty completing the feedback form for the respondents. The participants expressed 

that making the time to work on their professional growth plan is difficult and having the 

discipline is difficult. Another participant openly shared his experience with two other 

participants who were two modules behind. He used terms that had been introduced in 

prior focus groups and modules; for example "perceive." 

After this meeting the participants were asked to reflect on the entire 360 degree 

process and experience. 
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Participant Five 

Where are you at with your assessment? 

"Constructive to review the data, constructive to talk about this with my manager, 

helpful to discuss our common issues among the group." 

What are you final thoughts about the 360 degree process? 

Final reflection from interview: 

Most items lined up with what he already thought. Communication was opened 

when working with the process. First time in beginning second time a few months later 

he attempted to sit down with co-workers and discuss issues openly. He wants to know 

how hecould implement this process with his department and develop strategic planning. 

Focus groups helped to see how other departments are and how others are dealing with 

similar issues. More structure in focus groups could be helpful- wish other departments 

could do assessment. He wanted to work on communication anyway and the assessment 

opened those doors. He still tends to look at the negatives and how to improve them 

rather than looking at the average items and making them great. " 

Participant Six 

Where are you at with your assessment? 

"I think since our last meeting, my attitude has taken a turn for the better for 

several reasons: 

1) I don't think of myself as just a project appointment employee 

2) I am embracing the skills and knowledge I am taking away from my current 

job 
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3) I am back to my cheerful hellos and goodbyes regardless if! get it back from 

certain people (its their problem) 

4) I have made time to talk with co-workers on personal/outside of work/life, 

asking how people are, showing them I actually care and I can get work finished on time 

5) I have been pushing fun in the office- I sent out an email asking people ifthey 

wanted to do lunch for putting in so much extra time and effort into the 100 projects due 

on the exact same date. The director said we should reschedule, but thought it was a 

great idea. I received 3 out of4 yes answers to lunch. I remained happy and I plan to 

send the invite out again 

6) I made copies of a QFP meal flyer and put them in everyone's mailbox, the 

plan is to attend a meal together today 

7) for technical expertise, I've signed up for any and all classes/sessions to learn 

and show others I care 

8) I have taken more initiative on setting meeting for the office staff to get 

together to see where everyone is for projects who needs help, what has 1St, 2nd 
, etc 

priorities 

9) supplying candy and baking stuff to "kill em with kindness and sugar." 

Participant Seven 

Not present 

Participant Eight 

What are your feelings as you read your report? 

"1) Pretty much know myself: 

Skills 
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Weaknesses 

Need improvement areas 

I need to know that I do need to slow down and more patience, more careful of 

what I do, say, act 

Help delegate? Liked to?" 

What did you look at first from your assessment? 

"What did I look for first 

Innovate 

Collaborate 

Communicate" 

Did your report say what you thought it would? 

"Yes. Some nice surprises, and some helpful-"I can do better" comments" 

Participant Nine 

Where are you at with your assessment? 

"Things are not really a surprise to me. I have been pulled into two different 

directions with 50% 50% jobs that are actually 100%. This is causing the strengths that I 

had (not so long ago) to just be average. I need to identify those and tum that around. I 

am hopeful that this process will allow for that to happen." 

What are your overall thoughts regarding the 360 degree process? 

Final Reflection: 

"I thought that this process was great, it allowed me to get feedback from the 

people I work with and really look at where I sit as a leader; what are things I'm lacking 

and what are the things that I do well. What I found is that the particular job situation you 
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are in, really impacts what is going on in relation to your performance as a leader. This 

process shows you what is happening and then you can either act upon it, or ignore it. 

For me, the information gathered show me holding my own, but in a situation that 

was not going to lead to a good end. Due in part by the differing needs of the office staff 

compared to the field staff. Frustration probably would have driven me to eventually find 

another job. I had then a decision to make about my future. Fortunately for me, my boss 

went along with my plan to take control ofmy destiny and I am at least in a better 

situation to succeed today than a year ago. 

Leadership at any level is unbelievably important. I think too many "leaders" do 

not realize the kind of impact that they have on others, perhaps because they have not 

really been trained to be leaders, they just assumed the role sometimes without even 

knowing. Some have inherited the title because they are "get-r-done" kind of people. 

Unfortunately that kind of mentality usually leaves people in the wake as opposed to 

developing them. 

Another thought is that there may be too much of an expectation for people to be 

a "Jack of all trades" and that is not realistic. This process helps to identify what a 

persons strengths are so you can capitalize on them. Then by understanding your 

weaknesses, you can find the people with those strengths to support those organizational 

needs. This concept is what makes an organization strong/stronger. Trying to make 

someone be good at everything is a pipe dream." 

Item Analysis 

During the focus group sessions the researcher observed the participants in 

their reactions and comments about the assessment. The researcher recorded the 



------------------------------------------------------------------------
45 

observations into an electronic file. The paper copy was also kept on hand. The 

researcher was able to reference notes to describe the growth experience for participants 

and identify changes with the process. Upon the completion of all focus groups, the data 

was compared and analyzed for significant differences between each individual to 

identify personal growth. 

During the first focus group all participants had positive outlooks on professional 

development and growth which seemed to reinforce their decision to participate in the 

study. Although participants expressed their excitement and anxiousness to begin their 

analysis of their assessment, the importance rating was confusing and complicated. A 

few other participants noted that they wanted to know how they could utilize their 

personal and focus group information to help with their development plans as well as 

utilizing the information elsewhere in their lives. Also within the first focus groups some 

participants did not read over their assessment prior to meeting and some participants did 

not bring their assessment. 

Once participants reviewed their assessments it was pointed out that many 

participants rated themselves lower than their evaluators which made the participants 

somewhat surprised by their results. 

This can also be compared to the second meeting for the second group. A couple 

of the participants reflected that they were starting to understand the importance of 

perceptions, which was one ofthe key points throughout the reviewing of the assessment. 

Again during this focus group, many participants had different thoughts about their 

assessment; such as, one reflected a lot about communication and another participant 

reflected on developing more ideas on how to utilize the information. 
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Furthermore, the participants of the first group for the last meeting had many 

similar reflection themes. Multiple participants noted that the process was a humbling 

experience and it will allow them to develop and establish future goals. A few 

participants also noted that this process made them more reflective. 

The final meeting for the second group also had more similar reflections than in 

previous meetings. Some participants noted that this was a positive and constructive way 

to help them communicate and be more self reflective. However, a couple of the 

participants noted that their results and experience did not have any surprises attached. 

Another theme during this study was the way perceptions and ways the 

participant's thoughts changed in regards to professional development. One example of 

this was during one of the last focus groups when one of the participants was describing 

what he learned and how he was going to utilize the information in his career. One of the 

key words during the 360 degree feedback system was "perceive." 

In comparison to the participants understanding the process, it was also observed 

that some participants had a difficult time committing to their development plan. When 

the participants were asked "what is one thing you can do this week that can be 

productive to your development plan" one participant automatically asked "this week, 

faculty isn't around." It was then pointed out that he could do something for himself. 

Furthermore, one ofthe focus groups was held as a three hour retreat outside of 

the academic facility. It was apparent that the participants were able to relax and really 

focus on the development plans outside of the university. The participants were able to 

sit and discuss their ideas, concerns, and plans without worrying about their stresses at 

the university. 
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Chapter V: Discussion 

The 360 degree feedback is a way that a person receives ratings from peers, 

supervisory, and direct reports that is then compared with a self-evaluation (Kaplan & 

Palus, 1994). The research suggests that this process may be difficult for some people 

and not emotionally for others. It takes courage to embrace and be open with these 

potential differences. 

It was apparent during the actual participant reflections and the comparisons 

between the groups that some participants had a difficult time with their initial review of 

their assessment. Schein (1968) states that when people do self evaluations and then 

compare those to peer evaluations the participant must be ready to have their self

perceptions challenged; which may cause stress and discomfort. It was important for the 

participants to keep an open mind and be prepared for the impact of the results for this 

exact reason (Kaplan and Palus, 1994). 

Kaplan and Palus (1994) also noted that many evaluation systems are not in-depth 

enough for participants to actually change; however with the 360 feedback process the 

participants receive a wide perspective on their competencies. As the progression of this 

process went on; it was apparent that some participants underwent change on the way 

they thought about their results and how they were going to individually change. Some 

ofthe participants were already considering ways ofhelping others around them. 

There were similarities between the reflections of the participants within the same 

groups as well as between groups. During the first meeting, multiple participants 

indicated that they were optimistic and curious about how the process would go. A few 

other participants noted that they wanted to know how they could utilize their personal 
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and focus group information to help with their development plans as well as utilizing the 

information elsewhere in their lives. 

There were less reoccurring feelings among the first focus session for the second 

focus group. A few participants noted that they were excited and felt good about the 

results; however, some participants expressed that they were sad, confused, and anxious. 

While others, expressed that they had an eye-opening experience and were encouraged. 

The ranges of emotions were greater in this group. 

The overall comparisons for the first meetings ofboth groups were the 

participants were excited and overall felt good with their initial review ofthe assessment. 

However, there were some participants were did not read their assessment prior to the 

first meeting so that does need to be taken into consideration. 

There was a variety of emotions at the second meeting for the first group. 

Multiple participants were confused and felt very critical of them but at the same time 

were positive and wanted to understand the big picture. 

This can also be compared to the second meeting for the second group. A couple 

of the participants reflected that they were starting to understand the importance of 

perceptions, which was one of the key points throughout the reviewing ofthe assessment. 

Again during this focus group, many participants had different thoughts about their 

assessment; such as, one reflected a lot about communication and another participant 

reflected on developing more ideas on how to utilize the information. 

Furthermore, the participants of the first group for the last meeting had many 

similar reflection themes. Multiple participants noted that the process was a humbling 
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experience and it will allow them to develop and realize future goals. A few participants 

also noted that this process made them more reflective. 

The final meeting for the second group also had more similar reflections than in 

previous meetings. Some participants noted that this was a positive and constructive way 

to help them communicate and be more self reflective. However, a couple of the 

participants noted that their results and experience did not have any surprises attached. 

It was interesting at the beginning of the study many participants did not review 

their evaluations prior to the meeting. However, most of the participants seemed excited 

and enthusiastic to learn how to interpret and develop the information within the 

evaluations. In addition, the participants did not seem worried about confidentiality with 

discussing their results nor their experiences within the group even when some 

participants directly worked with other participants. Comments were also made 

regarding how much work is put into a 360 feedback assessment for the individuals being 

evaluated along with the evaluators involved. 

Another interesting observation between groups was the commitment to 

themselves in developing throughout this process. One participant stated that she didn't 

write her goals down because it "is too permanent." This thinking definitely plays a role 

in the effectiveness in this process. The whole 360 process is for professionally 

developing individuals, but it is scary or difficult to decide and commit to changing 

oneself. In comparison, another participant made the group aware that she wanted to be 

more optimistic, but moments later stated a more pessimistic reply to a suggestion that 

was made. Both of these examples show that most people want to change but doing it is 

much more difficult and needs a lot of attention to be able to follow through. A quote 
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was made by the focus group facilitator that was essential when working through the 

assessment: "the way you change perceptions is change your selfbehavior and then 

perceptions will change." 

It was interesting to observe the changes made in each individual from the first 

focus group to the last focus group. During the first focus group, the participants would 

focus on the negative comments and below average scores and try to understand why 

they were evaluated that way. However, the rules of the 360 degree feedback process 

was not focusing on the negatives, it was focusing on the average competencies and 

making those skills great or even making the above average skills great. During the last 

focus group, it was apparent that the participants understood how to become great 

leaders. They started using terms that were used during the focus groups along with how 

they visualized how and where they wanted to go with the process and information. 

In comparison; however, there were a couple ofparticipants who showed different 

effects. One participant in particular noted that although the philosophy of the 360 

degree feedback process is to make your average competencies great, he was still going 

to focus on the less than average competencies (Zenger & Folkman, 2002). Another 

participant stated that one of his goals was to be optimistic; however shortly after that 

goal, the group was asked "what can you do this week for growth and development," and 

the participant responded "this week, faculty isn't around!" This is significant to show 

that leaming and understanding the change process is more difficult than it may appear. 

When the participant noted that faculty wasn't around to help with the growth and 

development assignment it brings up an interesting point between a 360 degree feedback 

assessments in higher education versus a corporate environment. Edwards and Ewen 
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(1996) noted that when individuals and organizations participate in 360 degree feedback 

process customers are affected. They also noted that when customers are able to 

participate in the process it allows them to strengthen their relationships with the 

suppliers or direct contacts (Edwards & Ewen, 1996). Even if the customers are not 

available; however, the assessment and professional development still progresses. This 

may be an interesting concept for professors and university staff members who have 

students as direct reports or in class and having them be involved with the evaluation 

process. As noted previously, the university assessments may not provide enough 

information to have a thorough measurement, but if a professor, for example, is partaking 

in this process it may be possible and effective to have students be evaluators. 

Scott and Jaffe (1989) and Pritchett (1994) found four lessons that need to be 

understood before people change: to be flexible, keep a positive attitude to continuous 

development, career education is essential, and change can be expensive to organizations. 

In nearly all participants it was observed that most of them were flexible to how they 

were evaluated, kept positive attitudes onthe results and what they could do to improve, 

and most participants understood that there may be courses or other skills they may need 

to learn to further succeed. The forth lesson did not directly apply to this study. 

Limitations 

One limitation ofthis study was that it cannot be directly replicated. The way in 

which it was conducted could be replicated but adjustments could be made. One 

adjustment that was made is that for the last focus meeting for the first group of 

participants there was a small retreat that lasted a few hours. The second group did not 

have that opportunity. 
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This leads into the second limitation which was the time issue. People in higher 

education have strict time limitations. They tend to put their job duties, schedule, and 

students before their professional development and their needs. This is not a bad thing, 

but it may hinder their professional development path. Along with that, it was difficult 

working with multiple schedules to set-up the focus groups. One participant was only 

able to attend one or two focus groups due to meetings and class. However, the retreat 

for group one seemed to have a relaxing factor that the participants enjoyed. 

Finally, it was difficult to get the participants to realize the importance of 

committing to where they wanted to go in the professional growth. As mentioned 

previously, one participant stated that she could not write down her goals because it was 

too permanent. In addition, most participants did not take the time to work on the 

program between focus groups. 

Even with the limitations, this process for professional growth can be applied to 

different groups of people within higher education as well as furthering the development 

in the public sectors other than large corporations. 

Conclusions 

The 360 degree feedback process can be a stressful yet rewarding experience for 

the participants (Schein, 1968). This was shown by multiple participants in this study. 

Some participants noted that the initial viewing of their reports was confusing, emotional, 

and exhausting. However, this was not the same for other participants who stated that 

their initial viewing did not state anything they hadn't already known yet it was 

encouraging. Schein (1968) also noted that often times self-perceptions are different than 

the evaluators perceptions which can be an eye opening. 
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Some participants also followed the positive steps that Scott and Jaffe (1989) 

describes. Most participants came to the first focus group believing that they wanted to 

change or develop for their future career development and overall personal development. 

Even when participants received information that was hard or stressful to have they still 

had respect for their evaluators and for the 360 degree process. Also stated by Scott and 

Jaffe (1989), participants would expect that change will result in personal gain, and that 

too is observed by the participants in this study. Most participants wanted to know how 

they could utilize this process in their everyday life. Finally, the participants also 

believed that this process would help them to change and it was the right time to go 

through this process. 

The entire philosophy behind Zenger and Folkman's (2002) 360 degree feedback 

process is improving participant's strengths to make them great rather than the past 

philosophy of improving participant's weaknesses. Zenger and Folkman (2002) 

described the importance of outstanding strengths among leaders that equal 100%. A 

person who does not have any apparent outstanding strengths is within 34% of the leaders 

for effectiveness. However, if a leader has one outstanding strength, that leaders perceive 

effectiveness jumps to 64% and furthermore, if a leader has five outstanding strengths, 

that leader's effectiveness jumps to 91%. Even with this study, some participants had a 

difficult time being able to let go of prior philosophies of focusing on weakness than 

accepting Zenger and Folkman's philosophy. This is important to recognize for the 

continuous development of the 360 degree feedback process in higher education as well 

as in any work environment. 
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Recommendations 

One of the recommendations for this study is reviewing the statistics of the 

overall organization rather than focusing on participants experiences. The clearing house 

that assessed the initial results for the participants also provided the researcher with an 

organizational assessment. It may be interesting to compare different groups and 

determine how the organization in a whole stands to professional development and 

leadership. 

Another recommendation is holding more focus groups in longer increments such 

as the retreat. It would be interesting to see if having more retreats allowed participants 

to develop and focus on the plans versus focusing on them for an hour and getting back to 

their other responsibilities. 

In addition to the previous recommendations, professors who use a university's 

standard assessment may want to consider how this can be used to develop teaching 

practices. Students would be able to provide a different insight than a supervisor or direct 

report would be able to provide. This would also allow the students to assess in a more 

honest and in-depth way versus a general overview. 

A final recommendation for this study is to follow one individual's experience 

with the 360 degree feedback process. This study focused on the overview of individuals 

within groups; however a more in-depth approach could be taken which would allow an 

even greater explanation of the emotional and development effects of this process. 
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Appendix A 



APPENDIX A
 
University of Wisconsin-Stout
 

SUMMARY OF PERFORMANCE EVALUATION
 
Faculty


Name _ 
Percent Assigned 

Unit :-- --,,--...,-_.,- ---::--__--::-_.,- to this unit _ 
The following rating is given based on performance for the period to 

Above Performance is judged to be above that described in the range
 
acceptable for this position.
 
Within Performance is judged to be well within the range described as
 
acceptable for this position.
 
Below Performance is judged to be below that described in the range
 
acceptable for this position.
 

Data was collected from the following sources and used in the composite evaluation. 
Student Affirmative Action 

Evaluations (see attached evaluation) 
Peer Other 

Evaluations 
__ Supervisory 
Ratings 
FACULTY: If the rating assigned is either above or below the range described as acceptable, 
give a brief summary statement on the back of this sheet (support data retained by supervisor 
for five years). 
1.	 Rating assigned by: _ 

(Signature of immediate supervisor) (Date) 
2.	 I have read the 

above statement: _ 

(Signature of facullyfacademic staff member) (Date) 
3.	 Rating reviewed and __ approved __ modified 

(Make modifications as additions to this copy; use back for explanation) 

(Signature of next level supervisor) (Date) 

4. I have seen the 
modified rating: _ 

5. 
(Signature of faculty/academic staff member) (Date)
Reviewed by: _ 

(Signature of Division Administrator) (Date) 
DEADLINE: Division Administrator approves and signs evaluation forms and forwards to 

Human Resources Office. 

FACULTY ONLY:
 
Immediate supervisor's brief summary of performance, if above or below the range.
 
Next level supervisor's brief summary of basis for modification of rating, if a modification is made.
 
DISTRIBUTION:
 

. After this evaluation has been reviewed by the Division Administrator, a copy will be
 
returned to the individual only.
 
. Chairpersons/supervisors, deans, and division administrators are advised to keep a copy
 
before forwarding to the next level.
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APPENDIX A 
Operations, Construction, and Management Department
 

Student Evaluation of the Instructor
 
This evaluation form has been developed to measure overall instructor effectiveness in this course. 
This information will be used to identify areas where the instructor excels and areas in which 
improvement is needed. The intention of this evaluation is to improve instruction. Please give 
thoughtful consideration to your evaluation. This is intended to be a positive way to provide valuable 
feedback to the course instructor. 

Instructor's Name Course #/Section ----

Please rate the instructor's performance for each of the criteria below using this rating scale 

ABC 0 E
 
Excellent Average Needs Improvement
 

PREPARATION
 

1. The instructor demonstrated advanced planning for this course. ABCDE 
2. The instructor demonstrated advanced planning for course meetings. ABCDE 
3. The instructor explained objectives and evaluation procedures. ABCDE 
4. The instructor used texts and other materials appropriate to the objectives. ABCDE 

I INSTRUCTIONAL METHODS I 
5. The instructor was enthusiastic. ABC 0 E 
6. The instructor taught the course objectives. ABC 0 E 
7. The instructor used examples to support instruction. ABC 0 E 
8. The instructor was knowledgeable about the course content. ABC 0 E 
9. The instructor used various instructional techniques to accomplish objectives. ABC 0 E 

IEVALUATION OF LEARNERS
 
17. The instructor provided performance feedback. ABCDE 
18. The instructor provided performance feedback in a timely manner. ABCDE 
19. The instructor's evaluation procedures reflected course objectives. ABCDE 

IOVERALL INSTRUCTOR PERFORMANCE 

20. The instructor's overall teaching performance was considered to be... ABCDE 



OVER
 

Please provide written comments to the following questions. 

21. The instructor was exceptionally good at. .. 

22. What suggestions for improvement do you have for this instructor? 

23. What suggestions do you have for course improvement? 

24. Do you have any additional comments? 

oeM Department/Instructor Evaluations 


