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Figure 1 - Current Performance Profile Kevin
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Maryanne Mooney, founder and Managing

Director of Full Circle Performance Feedback

Pty Ltd., commences her focus on recent case

studies of schools applying the 360 degree

feedback tool.

Kevin is a Principal in a large, metropolitan

secondary (high) school. He has been at the

school for the past two years, replacing someone

who had been in the position for sixteen years.

Kevin's brief was to review and improve the

school's profile in the community as there had

been a significant decline in enrolments and

performance in key indicators during the past

three years.

After an extensive review Kevin came to the

conclusion that a fairly radical culture shift was

required to ensure the long-term viability of the

school. Kevin described this to the Board of

Management as the need to move from what

he called a bureaucratic, inward and backward

looking, hierarchical institution' to a 'modern,

forward looking organisation'.

He defined the new school as operating from

the basis that the students were the key

stakeholders and the role of staff was to ensure

sound educational and personal development

outcomes for students. Kevin gained acceptance

from the Board but he was very aware that to

many staff the concept of the student as client

would not be openly embraced.

It took Kevin quite a few months to consult

with his senior staff and gain commitment to

a way forward. During this period two staff

decided to move on, as they were

uncomfortable with the proposed structural

and cultural changes. At the end of the

consultation period there was agreement for a

series of activ-ities designed to achieve the

desired outcomes.

One of the activities that Kevin was keen to

use was a 360-degree feedback project. During

the consultation period there had been much

discussion about the qualities now required of

staff to assist in the quest for change. A working

party developed the ideas into a behavioural

competency framework. It was agreed that the

teachers had to consistently apply the

competencies in the workplace. The purpose

of the 360-degree project was to ensure that

a benchmark for performance was established

and a measurement process put in place for

individuals, departments and the school. Kevin

believed that change begins with individuals

and people need feedback to monitor progress.

After some discussion Kevin asked the Senior

Administration Team to join him in a pilot for

the 360-degree feedback project. He felt it

important that he and his Deputy Principal

participated in the pilot to send out a positive

message to the rest of the staff. There were

four other members in the team.
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t h e  i n i t i a l  s t e p s

1. It was agreed that the outcomes of the

pilot project would be to assist Kevin and

his team in their development. The pilot

would also benefit the school by enabling

an evaluation process to take place before

a decision was taken to cascade it through

the various departments.

2. A survey was designed around four key

result areas outlined in the competency

framework. The Key Result Areas were

Communication, Change Leadership,

Teamwork and Personal Effectiveness. Each

of the four areas contained approximately

nine behavioural statements. They were all

behaviours that can be observed in the

workplace.

3. A rating team of eight people was selected

by each participant, which included

themselves, their supervisor/group leader,

three colleagues and others who reported

to them directly. Some people also included

parents and support staff.

4. The rating teams, which interacted regularly

with the participants, were given a concise

briefing about the project and instructions

on how to be an effective rater. They were

given the survey, which asked them to rate

the participant's performance on each

behavioural statement. Each behavioural

statement was also rated in terms of

desirability or importance.

The participants were briefed about the

process to allay any possible fears about

issues such as anonymity and information

usage.

5. The rating teams, including the participants,

completed the surveys and returned them

for processing.

6. Each participant received an individual report

in a facilitated, one hour feedback session.

k e v i n ' s  r e p o r t  a n d
f e e d b a c k  s e s s i o n

The facilitator explained to Kevin that the

feedback report was a collection of perceptions

at a particular point in time. Kevin understood

from his leadership training that effective leaders

understand how their behaviour impacts on

others. The facilitator agreed and highlighted

that we tend to judge our own performance

by our intentions whilst others judge us by our

actions. Hence different perceptions develop

which are important to understand. The purpose

of the feedback session was therefore to assist

Kevin to develop some insights about the data

and to formulate an action plan.

The first page of Kevin's report was an overall

summary of his performance with a Current

Performance Profile (refer Figure 1, page 1).

Each of the four Key Result Areas is shown as

a segment of the circle. In each segment Kevin

could easily see how he had rated himself (one

to five scale) compared with his supervisor!

group leader and the average score of his rating

team. His perceived strengths and areas for

development were easily identified.

k e v i n ' s  c o m m e n t s

I found the Current Performance Profile useful

as I could see at a glance how everyone,

including myseh§ was rating my performance.

The things that leapt out for me were the gaps

between how I was rating myself compared

with my rating team. For example it was quite

confronting to see that I had given myself a

higher rating for each Key Result Area than the

team had, except for Change Leadership. Driving

the new changes is very challenging and

resistance from others is to be expected. I

found the gaps to be a very helpful way to

ensure I was in touch with how my staff were

thinking and reacting to what I was trying to

achieve.

Each of the four key result areas was broken

down and explored in more detail. Teamwork,

an example of a Key Result Area, is highlighted

in the graph above. Compared with his

supervisor/group leader and the average score

of his rating team, Kevin was able to see how

he had rated himself on each of the questions.

Figure 2 above also explains the results using

numbers. Kevin could read what the gap was

between his own and his rating team's score.

A gap of greater than plus or minus 0.7 is

significant on a 5 point scale and requires

discussion and possible action.

Figure 2 - Current Performance Profile Teamwork
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1 Displays respect for all team members

2 Shows pride in team achievements

3 Uses a consultative approach to deal with issues when

appropriate

4 Builds on others’ ideas to find solutions

5 Encourages effective team work from staff

6 Develops a strong team spirit and staff morale

7 Supports the team to achieve outcomes for the school

8 Identifies and plans for the future development needs of

the team

9 Involves the team in developing common goals and

objectives

Self Rating Team Gap Supervisor/

Group Leader

1 5.00 4.25 0.75 5.00

2 4.00 4.25 -0.25 5.00

3 4.00 3.67 0.33 4.00

4 3.00 3.50 -0.50 4.00

5 3.00 2.67 0.33 2.00

6 3.00 2.67 0.33 3.00

7 4.00 4.00 0.00 4.00

8 3.00 3.25 -0.25 4.00

9 4.00 4.00 1.00 3.00

3.67 3.47 0.19 3.78
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k e v i n ' s  c o m m e n t s

It is important to go through the report in detail

to get a sense of your specific strengths and

areas for development. I found myself looking

at the results for a particular question and

thinking about what I am doing or not doing

to make people rate me that way I was pleased

with the overall score for Teamwork as we had

been under a great deal of pressure. There was

quite a range of scores in this Key Result Area

and it really started me thinking about the key

messages. I realised that I was so intent on

moving forward that I had forgotten to address

issues such as team morale. We were going

to need to be a strong team if we were to

succeed.

As we worked through each of the remaining

Key Result Areas I started to pick up some

patterns in the feedback and they were

consistent with what I had learned about myself

in the past.

Kevin's rating team also rated each ot the four

Key Result Areas in terms of the importance

of each item. Figure 3 shows an overall

comparison between how his team rated him

on each of the Key Result Areas, compared

with how important they thought each key

result area was to the job. This report indicated

that Kevin was performing reasonably close to

how everyone felt he needed to be. However

there were some gaps that needed to be

explored.

k e v i n ' s  c o m m e n t s

This report helps me to understand whether or

not I am performing in areas that people think

are important. I've had some really interesting

discussions about this. It has made me think

about my own priorities. I explored each question

and looked for the significant positive and

negative gaps.

It also gave me a feel about what we are valuing

as a team and in some ways this helped me to

tap into what I would call the dominant culture.

The final graphic report (Figure 4) provided

Kevin with a summary of some 'snapshot'

strengths and areas for development. His rating

team, including himself, selected five strengths

and five challenges from a possible list of

twenty customised items. The performance

snapshot displays the top five strengths and

challenges.

k e v i n ' s  c o m m e n t s

This was just another way of getting feedback

and it did seem special as people had taken

the time to select the items as they related to

me. It reinforced the message that whilst I am

good at creating a vision, I need to look around

and ensure that I have taken the time to engage

others.

I have this page above my desk and it serves

as a good reminder.

Figure 4 - Performance Snapshot

t u r n i n g  f e e d b a c k  i n t o  a c t i o n

Kevin worked through his learning guide (which

accompanied the report). This helped him

analyse the results and target action for the

future. Kevin completed the action plan that

came with his report and made some dates to

review his report over the next year.

a  r a t i n g  t e a m  m e m b e r ' s
c o m m e n t s

The action plans helped change my perceptions

about Kevin as I watch him change the

behaviour he says he is going to change. I feel

part of Kevin~s ongoing development. I now

make an effort to let Kevin know when he is

doing things well.

The Senior Administration Team met and the

facilitator presented them with a group report

which focussed on the team's strengths and

current challenges. This discussion linked the

information to the school's change agenda.

People now had a framework to base their

discussions upon. Kevin was really looking

forward to involving the whole staff in the 360-

degree process.

Figure 3 - Desired/Current Performance Profile
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In the first issue of Enterprising Schools, the

School Governance Alignment Model was

introduced. This second article by Steffi Harbert

Principal Facilitator of Harbert Management

Pty Ltd, challenges existing tenets and explores

the notion of vision as the start point for

effective school governance through alignment.

What is vision? Vision is the medium to

transport us from the current reality into the

future. It describes where we want to be

tomorrow.

What are the characteristics of a great school

vision? A great school vision is simultaneously

inspirational to, and aspirational for, all

stakeholders. It excites, challenges and

confronts each participant in the school

community. An effective vision combines

realism and futurism with succinct clarity and

is meaningful for all stakeholders.

Why is vision required? A vision unites people

through a shared direction and provides a

sense of security and confidence. Abraham

Maslowi promoted the theory that a sense of

security is fundamental to individual

achievement; without individual achievement

there is no group, school or organisational

achievement.

How can a school vision meet this criteria?

A vision based on (1) knowledge and

understanding of the current reality, which

reflects (2) an understanding of the future

internal and external operating environments

with (3) a strong customer orientation, provides

participants with confidence in the sustainability

of the school. The vision defines the framework

for synergy between school, group and

individual achievement. And in so doing

provides people with real security - fundamental

to achievement at all levels. This is liberating

and self affirming.

In the previous paragraph three key factors in

effective visioning are identified. Let's focus

on each one separately.

( 1 )  k n o w l e d g e  a n d  u n d e r s t a n d i n g
o f  t h e  c u r r e n t  r e a l i t y

It's difficult to plan the way forward before the

starting point is known. I challenge leaders in

schools to 'bite the bullet' and define the current

culture and current 'perceptions of the school.

A meaningful survey can provide school

management with an understanding of the

current cultural framework. A primary

(elementary) school with which I recently

worked undertook such a process. In addition

to the information they obtained about their

client group, the experience for this school was

that people just valued being asked I It is

suggested data be sought from students (as

primary customers) and parents (as secondary

customers), academics, teachers, management

and administrative staff, and the broader

community. Ensure such a survey is conducted

objectively and, where practicable, independent-

ly, because participants will quickly identify

any attempt to maintain the status quo and

view the exercise as inane.

Be vigilant to ensure conclusions are supported

by data. Publish the results amongst all

stakeholders in the school community -I suggest

you commit to this up front.

There will be expectations that action will

quickly follow the survey, so explain the

purpose, work out an action plan and commit

to this up front as well. Your commitment may

be to the School Governance Alignment Model

(refer Edition 1 of Enterprising Schools), in

which case, focus the action plan around it

and think about launching the model.

You may have some existing data, which

provides more information relative to the

historical and current reality. Focus on data

with strong links to customers (students and

parents), staff and other stakeholders, in that

order. For customers, compile data and statistics

which measure enrolments, enrolment duration,

student achievement and satisfaction, parent

involvement and satisfaction. For staff, data

may measure days absent, time and involvement

in extra-curricular activities, job satisfaction,

continuing education and career progress. Other

stakeholder data may measure communi-ty

support (financial) and involvement in the school

by attendance at meetings (time), or school

involvement in community activities. Present

this data in an easily-read format, ie. coloured

graphs, bar charts.

This information helps to identify the school's

core competencies and strengths and is the

basis for the reality check.

( 2 )  u n d e r s t a n d i n g  o f  t h e  f u t u r e
i n t e r n a l  a n d  e x t e r n a l  o p e r a t i n g
e n v i r o n m e n t s

Society has undergone many changes, but the

nature and direction of society is hinged on

only a few wealth creation turning points.

The first key turning point was the agrarian

revolution and an economic structure which

replaced 'hunting and gathering' as a means

of survival. Second was the industrial revolution

with a factory and process base, and a hierarchy

of authority and control as the dominant

leadership paradigm. Some organisations are

still locked into this paradigm.

The third key turning point was the technology

revolution which started in the 1970's with

the advent of computers and silicon chips. Its

basis is still largely tangible assets such as

property, plant and equipment. Intellectual

'property' is emerging as an asset but still

peripheral.

Information management systems (software)

and electronic hardware support this revolution.

These technological tools are widely available

and whilst they may provide a short-term

Competitive edge by allowing us to move faster,

I suggest that any long term advantage is

delusion. So technology alone will not protect

us and our assets from assault.

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

governance and planning



We've seen the growth of Silicon Valley and

the reign of the computer buffs. Now we are

preparing to sweep away all the old assump-

tions and redefine success and entrepreneurship.

The new generation of entrepreneurs won't

take up space at marble tables in multi-storey

office towers, wearing designer suits and

chasing their 'first line reports'. They will be

truly liberated managing knowledge anywhere

and everywhere they want to be. Imagine an

environment where tangible assets are rendered

worthless, a virtual world where the marketable

commodity is your ability to imagine and create

knowledge-management innovations.

So prepare yourself for the next key turning

point, the knowledge-management tsunami!

Let's think about this in relation to schools.

What will the school of the future look like?

Will it be made up of tangible property assets,

classrooms, rigid timetables and imposed

discipline? Or will it be intangible property

assets, classrooms/chatrooms, flexible

timetables and self discipline? Contemporary

management writers advise against basing our

view of the future on current trends - the future

will in no way resemble the past. The

contemporary challenge is to create the future.

What will the role of school educators be in

twenty years? Already students have easy

access to the information superhighway - it's

just a click away. Students need to know how

to package and manage this information

imaginatively and creatively - this is their key

to success.

It may be frightening to rattle the existing

paradigm in this way, but any attempt at

visioning without doing so is far more

frightening.

( 3 )  s t r o n g  c u s t o m e r  o r i e n t a t i o n

Schools can be so enamoured and preoccupied

with an internal perspective of their strengths

that they fail to listen to their customers. As

a consequence student achievement may suffer,

or the school may lose students to a school

which does listen and provides the required

choice and sensitivities. Parents and students

are increasingly seeking out a school which

listens positively to their concerns, ie. a school

with a customer orientation.

Other schools (and businesses) pride themselves

on being customer-driven by responding

promptly to perceived customer needs. Whilst

this may be needed in some circumstances, it

is not sufficient to ensure sustainability. Don't

simply be customer-driven (reactive) but be

customer-focussed (proactive). This is the

visionary path - effectively addressing current

stakeholder requirements, but ready to lead the

change.

History is littered with tales of successful

organisations hitting the wall. Theodore Levitt2

maintains that the failure is at the top, and that

these industries endanger their future by

improperly defining their purposes'. Levitt cites

the railroads as an example.

Once the darling of the market but now

struggling to keep afloat, and in many cases

reliant on government support. It's not because

the need for passenger and freight transporta-

tion declined. Levitt suggests that the failure

is 'because they were railroad oriented (product)

instead of transport oriented (customer).'

Awestruck with the technology of the time and

enormous success, the blinkers were on when

it came to determining future customer needs.

Who should prepare the vision? If the purpose

of the vision is to unite people with a shared

direction, then I suggest you start as you mean

to finish. A top down approach may divide

stakeholders rather than unite them. I suggest

a team be established which truly represents

the stakeholders in the school community.

Ensure this group, the 'V Team', is effectively

facilitated so that all views are respected equally

and then have faith in your people.

Visioning is the starting point for effective

school governance through alignment. People

need meaning in their lives. Here is an

opportunity to tap into the true source of power

and develop a deep sense of purpose for all

groups in the school community.

r e f e r e n c e s

1 Maslow A, 'A Theory of Human Motivation,'

Psychological Review 50, No 4 (July 1943), p 370-396

2 Levitt T, 'Marketing Myopia,' Marketing

classics, Eighth Edition (1990). Prentice Hall. p 5

Figure 5
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In this edition Scott Evans, Manager of

Technology Support for Enterprising Schools,

explains how to use the Forum.

Have you ever wondered, after reading an

appealing article, what it would be like to talk

to the author and get them to expand on

particular topics? The major way of facilitating

the spread of knowledge is by use of an online

Forum. Right is a screen shot of the Enterprising

Schools Forum that provides an illustration of

what a Forum looks like.

a  f o r u m  v e r s u s  a  c h a t  r o o m

Unlike a chat room, where you need to wait

until someone else enters the 'room' before

conversations take place, a Forum is just like

a giant notice board where people can log on

and see what messages have been left. They

can view all the replies to questions and also

contribute a reply that everyone else will see.

In this way a knowledge base is built with

everyone alternating between 'teacher' and

'student' roles depending on their levels of

knowledge and expertise.

Enterprising Schools is taking the Forum concept

one step further. Here you can post messages

to the authors of articles in each edition. The

authors will then respond and everyone can

see the questions and the answer.

Because you are online, you may store the

questions and answers to print out for later

use. In this edition, authors from Editions 1

and 2 of Enterprising Schools have posed

questions in the Forum. You may like to join

them to explore each issue fully.

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

Step 1 - Click on Forum at

www.enterprisingschools.com

Step 2 - Register or be a Guest

It's Free: The forum is free and open to anyone.

Register: However, you do need to register if

you wish to post replies or ask questions in

the Forum. Registering has the advantage that

you can meet new colleagues who share a

common interest and are able to contribute to

relevant conferences or discussions.

Guest: If you don't want to register just yet,

there is a guest mode that allows view only

access to the Forum. That is, you can see what

is going on but you cannot contribute.

At the registration screen select a user name

that you can remember. If that user name is

already taken by someone else you will be

informed to selected another name. Make sure

you enter in your e-mail address as you will be

sent a welcome e-mail message to confirm

your user name and password. Once you have

your password, you can log on as a registered

user.

Step 3 - Post a Message to a Conference or

Reply to someone else. Using the forum is just

like using your e-mail. To 'post' a message

select a conference and a form will appear that

you can use to compose your topic or message.

Alternatively, select someone else's message

(or topic) and your reply will be attached to

their topic for others to see.

Conferences represent a different strand of

thought concerning Enterprising Schools and

topics are related to those conferences.

Topics are just messages sent which relate to

some aspect of a conference.

Users of the forum can always suggest their

own conferences by submitting a suggestion.

If enough people respond we will add the

conference.

Users may 'Post' messages to any conference

that they have selected. This is just the same

as sending an e-mail, but the message is typed

using your browser and not your e-mail program.

The Forum keeps track of all the replies to your

question or incorporates your answer in to the

running thread of a conference or topic within

a conference.

c o n f e r e n c e  i s s u e s  f o r  t h i s  e d i t i o n

Marketing - What strategies has your school

management team employed to address any

of the 'five barriers' to integrated marketing

outlined in Edition 1, and what result was

achieved?

Governance and planning - What are the benefits

of defining the school vision?

Staff improvement and performance - What

processes for formal staff performance

appraisals exist in your school?

So go ahead and try the Forum. See you there!

w w w. e n t e r p r i s i n g s c h o o l s . c o m

t e c h n o l o g y  c o r n e r  -
t h e  e n t e r p r i s i n g  s c h o o l s  f o r u m

technology update


