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Figure 1 - The Full Circle Feedback Process

A successful project is one in which the data is gathered against a customer survey, then displayed in

meaningful and comprehensive reports. This report should be in a one to one feedback session with the staff

member where they are able to gain insights from the feedback and map strategies for performance improvements
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Maryanne Mooney is Managing Director
of Full Circle Feedback Pty Ltd, and a
renowned performance management
practitioner with clients in Australia and
the United States. Maryanne designed
Full Circle Feedback, a multi source or
360-degree feedback tool, to assist
organisations effectively track their
people's performance. This performance
feedback process has recently been
embraced in school and university
systems for administrative and teaching
staff at all levels.

In this first article, Maryanne provides an
introduction to the 360-degree feedback
process as a useful tool for school management.
Given that staff typically account for over
70% of operating costs in schools, effective
performance management will be increasingly
recognised as a fundamental source of
competitive advantage and a measure of

school effectiveness. Case studies from
various schools and school systems currently
applying this process will be detailed in the
next three editions of Enterprising Schools.

One of the biggest challenges facing schools
and other organisations in the current
environment is the rate of change required to
ensure success. The key to achievment in this
environment of rapid change lies in maximising
the commitment and involvement of people
within the organisation. This need to engage
people is increasing as levels of external
competition rise and resources within
organisations are rationalised. Whiist the
importance of people receiving specific, relevant
and timely feedback to aid personal development
and performance is generally understood, it is
not always put into practice consistently and
professionally.

After 15 years of working in the management
of organisational change, I concluded that a
feedback famine is rife. The two most common
and long standing complaints of staff are that
‘no one talks to me about what is expected’
and ‘no one tells me how I am going’. The
intriguing aspect of this is that constructive
feedback is the cheapest, most readily available
and powerful performance enhancement
available to managers and leaders and yet the
most under utilised. My ongoing action research
in schools and school systems strongly confirms
this is the case.
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continued from page one...

Recently 1 suggested to a group of education

professionals that their core business is learning.

The discussion which followed highlighted the

tendency for leaders to lose sight of that raison

d'être due to daily challenges and bureaucratic

demands. Students are expected to learn, but

there are few structured processes which enable

education professionals to hold up the mirror

and enhance their own development.

It may be construed as idiosyncratic that schools

are very focussed on assessment of their clients

(the students), but overlook the need to assess

their people at all levels to effectively self

monitor their performance and development.

Teachers often work in isolation from colleagues

and other professionals. Hence relevant

feedback is scarce.

In the current environment schools are now

influenced by customer and market expectations

of accountability and performance, an are

increasingly viewed from a business perspective.

Accordingly effective management strategies

are required. Performance measurement is

an integral part of this paradigm shift.

w h a t  i s  3 6 0 - d e g r e e
p e r f o r m a n c e  f e e d b a c k ?

Multi source, or 360-degree feedback, is based

on the sensible assumption that people benefit

from work based performance review, not only

by managers or supervisors but from colleagues,

direct reports, clients and other people with

whom they interact (other stakeholders).

Traditionally most performance review has

been the sole responsibility of management -

a top down approach. Whilst there may be

some performance issues that require manage-

ment review, there is now a strong recognition

that other stakeholders may provide the data

needed to improve performance. One of the

reasons for this is that managers often suffer

the iceberg of ignorance effect.

This means that the higher a person sits in a

hierarchical structure, the likelihood of viewing

filtered behaviour increases.

Hence the capacity to give effective and

comprehensive feedback may be limited. In

contrast other stakeholders may present a

different view.

in a typical 360-degree feedback project, each

participant rates their performance using a

behaviourally based survey. In addition, each

participant selects a team of people to do the

same. The survey is customised to reflect the

behaviours required within an organisation to

be effective in their work. For example, a survey

may include 'Communication' as a 'Key Result

Area'. Issues which a rating team addresses

in this area may include the following -

l Finds the time to listen

l Provides regular, constructive and timely
feedback to the team

l Facilitates effective communication between
groups within the school

l Discusses difficult issues openly and
positively to resolve conflict

l Provides clear and simple directions and
explanations.

An important part of the process is enabling

participants to understand how others

experience their behaviour in the workplace.

This may be quite different from their own

perceptions. A gap analysis may uncover the

'blind spots', and provide each participant with

opportunities for personal development. A

structured performance management process

conducted with skill and integrity, identifies

improvement opportunities and enables personal

development.

h o w  i s  3 6 0 - d e g r e e
p e r f o r m a n c e  f e e d b a c k  u s e d ?

The key purposes of 360-degree feedback are

l A personal development tool, and

l Part of a formal performance
management system.

As a development tool, 360-degree feedback

may be a stand alone process or training

intervention. As part of a formal performance

management system, it allows each participant

to assess development prior to undertaking the

training and to track progress once completed.

Organisations now realise that it is not only

important to measure whether people meet

goals but also how they are achieved.

Full Circle Feedback identifies a 360-degree

process. The power in this message is that of

sustainable performance improvement and

personal development (refer figure 1,  page 1).

360-degree feedback reports contain information

and intelligence for each participant to use as

the basis for planning performance

improvements. In schools, this intelligence

provides the data to identify the development

needs of the group.

Figure 2 - Key Results Area and Score

The Full Circle Feedback results for an organisation were
used as the basis for tracking sustainted performance
improvement over a 2 year period

1999 1997
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This enables effective planning to address both

individual and group development needs, either

by formal or informal learning methods.

A key performance management dilemma is

effective measurement of change and its

sustainability.

Full Circle Feedback provides both current per-

formance development data for individuals and

groups, as well as providing organizations with

data to measure performance changes over

time. Many organizations use the results

of feedback projects to track performance

changes from year to year. The results are

meaningful as they reflect behaviours and key

result areas required by people at a certain

classification for performance effectiveness

(refer figure 2 left).

Change is challenging for all participants.

Sometimes it is difficult to sustain. The purpose

of effective 360-degree performance feedback

is to enable personal development. This process

of self-discovery is one of life’s fundamental

challenges - it supports professional develop-

ment. This is especially relevant for educational

professionals who have the responsibility of

assisting this to take place in others. School

educators who are closed to learning about

themselves are on shaky ground as role models.

In this the first of a series of four sequential

articles, Dr. Stephen Holmes outlines how

schools can take marketing to the next stage.

Stephen investigates a critical, though rarely

addressed issue for school management -

identifying and tackling the issues to gain

increased support for marketing across school

communities.

In relation to the application of marketing in

schools, what is the state of play? Why does

the influence of marketing in many schools

continue to be somewhat restricted? What are

the major cultural barriers to marketing in

schools for administrators to understand?

h o w  i s  m a r k e t i n g  b e i n g  a p p l i e d
i n  s c h o o l s ?

An overview of the evolution of the marketing

concept provides a basis for understanding the

various ways that marketing may be applied in

schools.

s t a g e  1 :  m a r k e t i n g  e q u a l s  s e l l i n g

With the arrival of mass production in the early

1900's, marketing was conceived as a method

of selling. This interpretation suggested that if

a product could be promoted effectively, it

would likely sell in large quantities. Therefore,

people focused on a range of selling or

promotional techniques.

s t a g e  2 :  m a r k e t i n g  e q u a l s
p r o d u c t  i m p r o v e m e n t

Around the 1950's, some people came to

realise that rather than merely focusing on

product promotion, sales could be enhanced

by focusing on product quality. Therefore,

attention turned to methods of improving

product quality (start of the Total Quality

Management movement).

s t a g e  3 :  m a r k e t i n g  e q u a l s
c u s t o m e r  s a t i s f a c t i o n

More recently, it has become widely accepted

that quality can only be measured through

customer satisfaction. Therefore, the benefits

that customers see in products and services

have become the true measure of marketing

effectiveness. This interpretation has not

resulted in the demise of promotion and product

quality as components of marketing; rather

these perspectives about marketing have

become part of a mores integrated approach

that incorporates a range of strategies.

Based on this historical development, schools

may be at any of these three stages in their

understanding and application of marketing.

Together, these stages may be viewed as the

pathway toward an integrated marketing

approach. Marketing in schools seemingly

develops, therefore, from a purely external

(selling) approach toward an internal and external

approach that focuses on customer satisfaction

(refer Figure 3 below).

s c h o o l  m a r k e t i n g :
p l a n n i n g  t h e  w a y  f o r w a r d

integrated marketing

Stage 1:

Selling Focus

Stage 2:

Product Focus

Stage 3:

Customer

Satisfaction Focus

Figure 3

Marketing activities established

Some intgration of

marketing activity

Marketing orientation

Staff relieved of other responsibilities to respond

to the need for a sharper promotional focus. Some

advertising, promotion and publicity developed.

School is highly reactive to market demands.

Marketing moves from sole focus on visual identity

(eg’s. school prospectus, presentation) to systems/

processes/behaviour. A proactive approach develops,

which may be co-ordinated by an experienced

marketing leader positioned at a more senior level.

Marketing focus moves from institutional features

(eg’s. school systems/procedures) to customer

benefits. Marketing becomes generative and plays

a key role in moving strategic developments to

those adding value to the customer. Attention

shirts to customer service, relationship and loyalty

development, course design, staff development,

and evaluation. Marketing becomes integrated into

activities of all staff, and a joint responsibility.



The application of marketing would become

more significant at each stage, impacting on

greater range of individuals and groups

associated with the school.

w h y  i s  t h e  d e v e l o p m e n t  o f
m a r k e t i n g  r e s t r i c t e d  i n  s c h o o l s ?

Though in some organisational contexts

marketing has evolved to a focus on customer

satisfaction through a range of strategies, this

has generally not been the case in schools. The

focus in schools has largely been on marketing

as selling, or marketing a s product promotion.

These relatively limited applications are partially

attributable to the brief history of marketing in

schools. On the surface it would appear that

over time schools might develop integrated

strategies that centralise customer satisfaction.

However, the reality is that schools by their

nature face additional challenges in developing

an integrated and comprehensive approach to

marketing. These challenges can only be tackled

through understanding the forces that shape

culture in schools. Numerous education studies

have identified culture as a critical aspect in

achieving change. Nothing is more important

than an understanding of culture to increase

the acceptance and integration of marketing in

schools. Editions 2 and 3 of Enterprising Schools

will focus on cultural strategies to fast track

support for marketing, no matter how ingrained

opposition may be.

w h y  i s  a n  u n d e r s t a n d i n g  o f
c u l t u r e  a  c r u c i a l  f a c t o r  i n
d e v e l o p i n g  m a r k e t i n g  i n  s c h o o l s ?

Culture refers to the meaning that each individual

reads into what occurs in an organisation. There

is typically an absence of shared meaning

among individuals in schools. For example, the

meaning behind celebration of a sporting success

at weekly assembly could be open to wide

interpretation by the various individuals

attending. Since different individuals read

different meanings into what occurs in schools,

there generally exists a multiplicity of cultures.

My extensive case study research suggests

that there are two reasons for this - great

variation occupation or role of people associated

with a school (eg. teachers, administrators,

students, parents) and the existence among

these individuals of a range of educational

perspectives. In addition, the role played by

the individual in the school does not necessarily

dictate that they hold a certain educational

perspective. These factors provide fertile-ground

for a disconnection between cultures in a school.

Therefore, the interaction of diverse roles and

various educational perspectives impedes

development of a shared interpretation and

acceptance of marketing in schools. Though

the existence of diverse roles is significant in

creating different meanings, the educational

perspective held by the individual is the over-

riding basis for ascription of meaning to

marketing. People rely largely on their

educational perspective to interpret the meaning

of what they see in. schools. There exist four

educational perspectives in schools in relation

to marketing. These can be described as the

Professional, Community, Managerial and

Consumer perspectives:

l Professional - for individuals holding this

perspective, marketing is not relevant to

the role of schools;

l Community - for individuals holding this

perspective, marketing is important to high

light successes in schools and is a way of

building a united school community;

l Managerial - for individuals holding this

perspective, schools are viewed as a

business and marketing is a strategy central

to ensuring survival;

l Consumer - for individuals holding this

perspective, marketing is important in

assisting schools to meet preferences of

consumers and other external stakeholders.

c u l t u r a l  i s s u e s  r e q u i r i n g
f o c u s  t o  d e v e l o p  m a r k e t i n g

The existence of different roles and educational

perspectives among individuals associated with

schools manifest themselves in diverse personal

ideologies. In the case of marketing, a set of

key contested issues can be identified that

stem from diverse ideological positions.

Differences in perspective on these issues

underpin the existence of different

interpretations and acceptance of marketing in

schools (refer Figure 4 above).

Editions 2 and 3 of Enterprising Schools will

detail strategies to connect people in relation

to these divisive issues. Such culture shaping

strategies are necessary to infuse shared

meaning in relation to marketing, and galvanise

school communities. An integrated approach

to marketing can then be developed that takes

schools toward a focus on customer satisfaction.

(Focus of edition 4 of Enterprising Schools)

Schools should be

open institutions

Schools should be

closed institutions

Schools should be

more like business

Should not be like

businesses

Schools should advance

individualism (win-lose)

Schools should advance

collectivism (win-win)

Schools should

reflect stability

Schools should

be dynamic

Schools should be

autocratically managed

Schools should be

based on collaborative

relationships

v’s

Figure 4



In the contemporary educational environment

the demands of stakeholders are many and

diverse. Is it possible to reflect the needs

of a complex mix of stakeholders and unite

school communities? What is the key lever

- is it strategy, structure, clear goals? In this

the first of a series of articles for Enterprising

Schools, Steffi Harbert, Principal Facilitator

of Harbert Management Pty Ltd in Australia,

identifies the key issues for school

communities to align stakeholders with a

clear focus.

Everywhere we turn the management clichés

continue to surface- benchmarking,

improvement through people, process re-

engineering, quality assurance and so on -

each one claiming to deliver. Deliver what?

A quick fix solution to dysfunction in our

organisation - a panacea for organisational

ills.

Whilst there may be merit in each strategy,

in isolation they will not deliver sustainable

improvement. Instead of clarity and focus,

a management fad, or a series of

management fads, may increase confusion.

The result is that many organisations focus

on short term knee jerk reactions and develop

a negative, exacting culture. For schools,

the outcome of a negative culture is the

destruction of motivation, commitment and

loyalty across the board for students, staff,

parents, administrators and the community.

US based social commentator Robert

Theobaidl identifies a similarly negative focus

in contemporary society and the resulting

disempowerment and disenfranchisement of

individuals. His view is reinforced by the

seemingly unstoppable trend toward a

globalised marketplace scenario. We are in

a global economy, driven by market forces.

Our society is made up of consumers, not

people! We are fed to believe these

consumers are materialistic and demand

instant gratification. This view is pervasive-

 permeating every corner of society.

School governance should involve a co-

ordinated approach which will bring together

and inspire all stakeholders and provide clear

purpose and direction for the school.

The School Governance Alignment Model

shows the synergy which is critical to satisfy

the needs of diverse stakeholders (refer

Figure 5 below). This model is designed to

give people clear purpose and direction.

Effective school governance requires

alignment of vision, mission, values and key

performance indicators. The School

Governance Alignment Model demonstrates

this relationship and the link to supporting

behaviours and systems ('strategy

+structure' as shown in the model is the

target of subsequent articles in Enterprising

Schools). The model is holistic and

integrative, it defines the framework for real

leadership and powerful synergies within the

school environment.

This is the visionary path which will

simultaneously benefit everybody- students,

parents, staff, administration, community,

council and board. Students needs are met

through effective transfer- of knowledge and

skills; parents are satisfied because they see

their children achieving as students; staff

and administration benefit through personal

development, the satisfaction of doing

meaningful work and job security; the

community benefits from the restoration of

a strong and cohesive social fabric, and the

council and board realise security and

sustainability for the school.

l e a d e r s h i p  &  v i s i o n

The challenge for each individual is to

predicate one's life on positive energy and

belief in people.

As individuals we can choose to generate

positive energy - this is the one choice within

our control. We can choose to channel that

positive energy into the people, groups,

schools and other organisations with which

we have contact.

The challenge then for contemporary leaders

is to diligently pursue this positive energy

by creating positive environments for work,

life and learning; environments in which

individual an d group achievement are

synergistic. This is visionary leadership.

w h a t  i s  a n  e f f e c t i v e  g r o u p ?

A construct of people with shared vision.

To be truly effective, school governance

requires shared vision and alignment.

An effective vision has relevance and

meaning for all stakeholders. It is challenging,

confronting, simultaneously liberating and

self affirming. It builds in synergy between

individual and organisational achievement.

Developing a shared vision for the school

can motivate students, staff, parents and

community alike.

Successful schools are totally committed to

achieving their vision, with absolute

synchronicity, constancy and focus at all

levels - alignment. A key role of the leader

is to design in that alignment by establishing

a mission and values which support and

enable achieving the vision.

v i s i o n a r y  s c h o o l  g o v e r n a n c e
t h r o u g h  a l i g n m e n t

governance and planning

Figure 5 - School Governance Alignment Model
* Key Performance Indicators



An important service of Enterprising Schools

is an interactive, technological element.

Members will have the exclusive opportunity

to field questions from guest writers in the

weeks following each edition of Enterprising

Schools, as well as interact with fellow

members around the world to discuss

experiences with various management

concepts in their own school contexts. If

you wish to contribute to the forum then

simply enter a username and a password

and you will be able to send messages to

our authors. It's all free! This will occur at

our website:

http://www.enterprisingschools.com

For the busy school practitioner, Technology

Corner will also provide relevant statistics

about the internet, demystify terminology,

discuss topical areas of interest from readers,

relate news items and review example web

sites that would be of benefit or interest to

members. If there are additional topics that

you would like to see please feel free to

email us at support@enterprisingschools.com

Definition of the month: The difference

between the internet and an intranet:

Both attempt to store and disseminate

information in an easily accessible way.

From. a users point of view an intranet can

be likened to a closed user group within an

organisation. This means that an intranet is

a private network for colleagues to share

information internally. There may be an

outside link from an Intranet to the Internet.

So, conversely, the internet is a public version

of an intranet.

Statistic of the month: Number of hosts on

the web nears 60 million, world wide (refer

figure 6 below).

t e c h n o l o g y
c o r n e r

technology update

a r e  v a l u e s  i m p o r t a n t ?

Peter Senge2 refers to the 'leader as designer'.

He states that, 'Few acts of leadership have

a more enduring impact on an organisation than

building a foundation of purpose and core

values.'

A statement of organisational values defines

the principles considered important and the

guidelines for action. It defines the cultural

context.

The development of individual values is intensely

personal and diverse. When a school expects

or demands an individual to deny a personal

value system, we are in effect asking that

person to be a hypocrite and a failure; a school

full of failures spells disaster.

If we wish to create a school of successful

individuals (achievers) we must respect the

uniqueness of each participant and the diversity

of their values. If a school is truly committed

to success it will strive to enhance the

development and success of its people.

Success and sustainability in the 'new age' is

contingent on ensuring the vision has meaning

and that the diverse values of all stakeholders

are fostered within the vision.

The strength of a group/organisation is the

diversity of its people. An effective leader seeks

out and nourishes that diversity by recruitment

and/or training and provides an environment

which is supportive, challenging and pluralistic.

The leader gives life to the values by example,

and every action reinforces that they are real.

The behaviour pattern demonstrated by the

key people is critical to close the gap between

stated (espoused) and actual values. Leaders

are the behavioural role model for effective

alignment.

t h e  s y s t e m  a s  a  t o o l  f o r  a l i g n m e n t

As well as behaviours, systems are critical

tools in the struggle for alignment in any

organisation. People are often shackled by

behaviours and systems which don't align with

the vision. Rather than a baton to entrench an

exacting culture, systems in place should

support the stated values and enable

achievement of the vision.

For example, a school which has a stated value

to develop self directed teams (espoused) may

find this unachievable because the systems

and processes in place are built around a model

of supervision and control (actual).

Key performance indicators influence the

evolution of school culture, both by the choice

of indicator and importance afforded to it.

Values may be compromised if measuring tools

don't align. An example is a school which states

its commitment is to academic achieve- miant

(espoused) but is focused on reducing the cost

of supporting resources (actual) as a key

performance indicator. This lack of alignment

compromises the synchronicity of the value

statement.

This article has presented an overview of the

concepts of alignment. in Enterprising Schools

editions 2, 3 and 4, the concepts shown in the

School Governance Alignment Model are

explained in detail, together with a methodology

for schools to apply. These articles will provide

the guidelines for developing effective school

governance within the framework of the Model

and align and inspire all stakeholders within

the school community.
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Figure 6 - Internet Domain Survey Host Count

millions

Source: Internet Software Consortium (http://www.isc.org/)
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