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Seven Best Practices for Conducting 360s
By Francie Dalton
In the last issue of Executive IdeaLink, the seven reasons why 360's fail were presented. This article focuses on best practices for achieving success in conducting a 360-degree feedback initiative. 
Before undertaking a 360-degree feedback initiative, be sure you plan carefully and are prepared to commit to the following best practices:  
1. Avoid these unnecessary distractions by choosing a qualified consultant to host your 360. Ensure your consultant can provide on-line instrumentation, has a strong background in facilitating senior executive work sessions, and a successful track record of executive coaching.
2. Your consultant should collaborate with your senior executives to establish and define the dimensions of excellence for leadership and management in your firm. Based on this input, the consultant designs a well-structured questionnaire that is customized exclusively to your organizational culture. Because those who'll be evaluated by the mechanism have input into its construction, greater receptivity to the process is secured, greater validity is imputed to the results, and commitment to improve is easier to sustain.
3. The CEO should conduct all-staff meetings to explain why the process is being inaugurated and how anonymity will be protected. The CEO should also inspire staff esteem for the courage and emotional maturity requisite of those who will be going through the process, asking that staff provide constructive but honest feedback.
4. The first time one is 360'd, the results should be confidential, known only to the consultant and the individual. Then, the consultant and the individual will meet monthly to develop and review action plans to remediate undesirable scores. Accountability for improvement is achieved when the second 360 is administered, and those results ARE shared with the supervisor. Because the perceptions of others take time to change, the second 360 should not be done until 18 to 24 months after the first. 
What CAN be shared with the supervisor regarding the first set of results is a Composite Report, which combines the scores of all those 360'd without revealing the identity of individuals. Composite reports can reveal shared characteristics of teams or departments, which can form the basis for the targeted improvements of groups. Additionally, those 360'd can compare their individual results to the composite results to see how their scores affect the group. 
5. After delivering an individual's 360 results, the consulting coach should immediately secure a date for a second meeting. Assignments between meetings with the coach are typical, with the first assignment being the prioritization of undesirable scores. Future coaching sessions focus on facilitating the development of and monitoring the progress of meaningful action plans targeted at improving prioritized scores. 
6. Three respondents in each rating population is the minimum number required to protect anonymity. Those to be 360'd (perhaps in collaboration with relevant internal colleagues) should identify at least five people in each respondent population, (five superiors, five peers, and five subordinates) from which the consultant then randomly selects three. For purposes of a 360, these need not be direct reporting relationships; instead, a superior respondent can be anyone hierarchically superior to the individual to be 360'd, who works closely enough with that individual to be able to respond to the questions. Similarly, a subordinate need not be a direct report of the individual to be 360'd; the person just has to have worked together closely enough for the subordinate to be able to respond to the questions. Narrative comments must be aggressively sanitized to eliminate any chance of attribution.
7. The best way to ensure the 2nd 360 is completed on schedule is to include it in the initial contract, with a substantial penalty clause for abandonment. This may sound harsh, but avoidance of the following negative consequences provides more than adequate justification for such a step: (1) Without supervisory review of the second 360, accountability for improvement by those who participated in the process cannot be meaningfully imposed, so the entire initiative won't be taken seriously; (2) Absent the 2nd 360, those who worked diligently to improve their scores won't have visibility into the results of their efforts, so they'll be left with uncertainty and lack of closure; (3) Respondents who labored to provide thoughtful input will believe their opinions never really mattered in the first place. 

Francie Dalton is founder and president of Dalton Alliances, Inc., a premier business consultancy specializing in the communication, management and behavioral sciences. For more information, call 410-715-0484 or visit www.daltonalliances.com. 
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When Teams Don't Work
By Charles Fleetham
There are many types of teams, and you may have been involved in one or more of them yourself. There are sports teams, business teams, volunteer teams, project teams, and more.
And, as you've probably found, teams often run into problems that seem to defy rational solutions.
When the rational leader confronts these problems, he or she fingers the usual suspects. The team:

· hasn't clearly defined its goals 

· lacks a good plan 

· doesn't have buy-in from either the customers, top leaders, or executives 

· is comprised of the wrong people 

The unrational team leader looks at why teams don't work and covers the same bases as the rational leader. Then, the unrational leader goes several steps deeper by trying to bring unconscious feelings out in the open so they can be dealt with. 
The unrational team leader asks how the personalities of the individuals in the team are in conflict and understands that what we see of each other - in other words, the seemingly rational personality that we experience at a meeting or at a project site--is only the tip of the iceberg. 
But what's beneath the surface is the unconscious. And that unconscious determines the vast majority of the behaviors and feelings, and perceptions of the team and what the team is about to do. As long as the team is working smoothly, and the waters surrounding the team are flowing in the same direction, the personalities find it easy to cooperate. But when the team runs into obstacles or has to make major decisions, these personalities drift or exit into their own safe harbors. And, during that process, the unconscious parts of the team members' personalities collide into each other and create conflict.
For example, a local government team gets together to pursue a big project (building a road, expanding the airport, or what-have-you). Everyone on the team agrees the goal is good because it's linked to prosperity and growth. Experts are hired to do studies, and the results are given back to citizens. But when it comes time to make decisions, unexpected and seemingly intractable issues are raised. Former supporters back away from the project, and the team avoids making any decisions, so the project can't proceed. 
At this point, a rational team leader might ditch the project or might bring in legal help and get everyone involved in a court battle. This is one way to force a decision, but it isn't the best way.
An unrational team leader asks how the personalities, both individually and collectively, unconsciously block the decision-making process. What unconscious fears and emotions are coming out just as we're approaching the decision point? How are they leading us to avoid a tough decision? This unrational team leader would use tools for tapping the unconscious, understanding the blocks, and resolving them.
These tools might include conducting a dialogue where each participant holds an object, like a stick or a stone. As long as individuals hold the object, they can talk as long as they need to. The group sits in a circle and considers their mistaken fears and visions. In this way, the group gets a look at its unconscious without running away from it, and without assigning blame. 
Another tool might be picturing. The team leader has each individual in the group draw a picture of a boat. Around that boat, team members draw images of the monsters in front of the team and the promised land the boat is trying to attain. When the group members share their monsters and their visions of success, unconscious emotions and assumptions are put out visually for the group to deal with. 
Once the unconscious forces are recognized and resolved, the team can move forward. Remember this the next time you're part of a team that seems stuck.
 
Charles Fleetham is the author of The Search for Unrational Leadership(tm): Using Rational and Irrational Methods to Change Your Life (Right Brain Books), www.rightbrainbooks.us. 
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Columns

Conversations 
Scott Hunter, founder and president of The Hunter Partnership Alliance, talked with Executive IdeaLink about the role you play in developing organizations that inspire employees and motivate them to action.
EI: In your opinion, who or what drives employee motivation?
Hunter: My belief is that people are inherently motivated. The question association CEOs have to ask is, "Why doesn't my staff bring their enthusiasm to work?" It's the CEO's job to create a work environment where motivation comes out naturally because people feel they are valued and appreciated.  
EI: What are some common pitfalls that decrease employee motivation?
Hunter: One of the biggest pitfalls is not including staff in decision-making. Your staff needs to feel that their input is important in the process. There has to be a future for the staff in your vision for the organization. 
Another pitfall is lack of face-to-face contact. When I work with the CEOs of corporations, I challenge them to figure out a way to get their work done in 80 percent of the time that it usually takes, so they can spend the other 20 percent interacting with staff and taking care of people's needs.
Some organizations focus too much on the bottom line. Remember that people create the bottom line. The more your nurture and empower people, the better the bottom line will be.
EI: How can the CEO help motivate staff?
Hunter: The CEO's primary responsibility in creating a good work environment is to communicate the organization's mission and generate enthusiasm for that mission. To do this, you must be visible to staff. Have as many meetings as you can; get to know them. More importantly, create a safe space that encourages employees to tell you the truth and bring problems to your attention.
EI: What do you think are the most important factors in fostering employee motivation?
Hunter: Appreciation and acknowledgement-people want to be a part of a team where their work and contributions will be valued. Find time to celebrate with staff even the small victories that they achieve every day. Highlight the good things people do, keeping in mind that whatever you focus on is what expands. 
If you have a suggestion for this column, please contact Apryl Motley, amotley@asaenet.org. 
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Section News

Book Club on Leadership  
Please join your colleagues for a lively discussion. The book club meets monthly on Wednesdays from 5:00 to 6:30 p.m. at ASAE headquarters in Washington, D.C. and by conference call.  
Upcoming Meetings
May 11th: Now, Discover your Strengths by Marcus Buckingham and Donald Clifton (facilitated by Joan Eisenstodt)
June 8th: The Cathedral Within: Transforming Your Life by Giving Something Back by Bill Shore (facilitated by Barbara Sido, CAE)
For those calling into the book club call 312-461-1123, pass code 390495. For those meeting in person come to ASAE at 1575 I Street, NW, 12th floor. 

In Search of New CEOs
The Aspiring CEO Task Force is one of several subgroups of the ASAE CEO Task Force on Leadership. We are looking for CEOs who have moved up from a senior staff position to the corner office and who would like to share their experiences and stories.   
These fresh tales of the CEO's first year or two on the job will help give other aspiring CEOs advice about how to get the job, add skills, learn about board relations, and share experiences to navigate through a successful career transition.  Ideally, we would like to find CEOs who have been in their new role for 12-24 months.  
Our goal is to collect the experiences of CEOs to identify patterns in the way they obtained their top jobs and the support they may have wished they had so that ASAE can tap into and meet the real needs of aspiring CEOs.  If this describes your path to the top job or if you can recommend someone we might interview, please contact  Pam Furneaux at  703-860-8743 or pfurneaux@starpower.net. 
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The Latest From the Listserver

Compensation contract review
Question: Being a relatively new association, we are just now beginning to have responsibility for long-term management contracts and compensation issues. I am seeking advice regarding the degree of detail to which an association management contract is reviewed by the full board. Is the compensation committee or executive committee's role to review the detail and present the overall cost to the board for expense approval? I want to make sure that we do provide the diligence of review and approval processes while also avoiding unnecessary fixation on contractual details.
--L. Greg Cunningham, CEO, American Case Management Association, Little Rock, Arkansas; cunninghamlgreg@aol.com 
Response: Our president, president-elect, and immediate-past president serve as the association's compensation committee for this purpose. For the base contract, the compensation committee was tasked by board resolution with working out the details with the association's and my respective counsels. The final contract was reviewed and approved by the whole board. Since then, each year the board, again by resolution, appoints and authorizes the compensation committee to review and adjust compensation. The committee reports back that it has completed its task without getting into numbers because it already has been authorized to make adjustments. A lot of nitpicking can be avoided if your compensation committee makes a proper presentation.
--Tom Holt, CAE, Executive Director, Oregon State Pharmacy Association, Wilsonville, Oregon; tomh@oregonpharmacy.org 

Monitoring the budget
Question: We are in the process of our end of first quarter financial projections. As in years past, we have the fortunate yet unfortunate problem of having a rather sizable surplus projected.  This is due to under spending of budgeted expenses, and revenues being higher than budgeted.
However, we are at the point where I am pushing to have something done about the bad projections. The problem is sizable; we have a budgeted surplus of about $100K, the projections have come in with a surplus of $500K, and I very conservatively estimate that we will end the year with a surplus of more than $1M. I think this puts us in a negative light with the board--that we are submitting these inflated budgets that don't reflect anticipated reality. I do not want the board to think negatively of me either since I am the keeper of the budgets. We obviously have an issue here with folks budgeting totally unrealistically, and only making minor revisions to their projections. I want (and now have the president's approval to move forward on) to tie these forecasts and budgets into where it hits them most, their pocketbooks.
While it has always been mentioned in the personnel evaluation, I would like to actually have it in the employee manual and tie the budgetary monitoring to their salary increase or, more likely, incentive compensation.
Does anyone have a similar policy? How do you quantify performance? Do you look at a certain percentage difference? Do you tie it to salary increases or incentive compensation? Do you ever make exceptions due to qualifying events/circumstances? Were there any problems when you rolled out the policy or unexpected issues? 

--Russ Capps, Director of Finance and Administration, Association of Corporate Counsel, Washington, D.C.; capps@acca.com 
Response: I would suggest that you not tie "monitoring the budget" specifically to salary in this instance. Make it one of the critical areas in the performance appraisal as a whole.
Additionally, provide a short statement of policy and the procedures that staff should use to modify projections throughout the year. Better yet, have a quarterly sit-down with your managers on budgets and redo projections with them. This way, you can forecast increases/decreases in revenue/expense early on and provide the Board with the reasons for it in the budget narrative. At performance appraisal time, you can address the issue with chronic offenders after you have given them clear instruction as to expectations in this area (as well as others).
Also, I would examine carefully whether the increase/decrease is a one time instance based on new products or services or other unanticipated expense or revenue. Sometimes, when contributions to reserve push beyond the 5-7 percent area, it is a key indicator that the association is not providing sufficient staff or resources to mission related programs and services, thus starving critical program areas, leading to stress (the toxic type) and tension within a staff wholly burdened with insufficient resources to operate effectively and efficiently. History indicates that you can get away with this for a year or two, but sooner or later it will affect the value equation, staff morale and negatively impact overall operations.
--Stephen C. Carey Ph.D., CAE, Lead Strategist, Association Management & Marketing Resources, Bethesda, Maryland; scarey@ammr.com   

In my experience, budgeting is far more a cultural issue than a numbers one. I would first very carefully examine the underlying assumptions people are using in the budgeting process--are they really looking at strategic objectives and resources or merely using a previous template and increasing by a percentage method over past years. Are there thought provoking worksheets or meetings during which departmental supervisors are really evaluating what they will be doing, where the revenues are coming from, what trends they see emerging? Is the timetable for budgeting such that current trends and opportunities are being captured? Are there regular projection discussions to capture the information newly acquired? 

And, perhaps a major one here that could be a factor, how competent are
the supervisors in the process? Most people moving up the ladder in
organizations based on professional competencies don't necessarily get
training in the budgeting and accounting cycles and are pretty much winging it when it comes to the finances. It's also pretty likely that these folks won't want to put their lack of knowledge on public display by asking the questions that they really have. I think it might be useful to truly evaluate the culture in the organization with respect to this matter by starting with a managers professional development session on budgeting and financial management for the nonfinancial manager. Then follow such a session with a department heads meeting where you confront the challenge openly of how inept the staff appears when projections are so far off and try to figure out why this happens--are there some unintended incentives in the process for under-projecting? Is there a delay in the financial communications that prevent people from understanding how they are doing and what projections have been faulty? While this is hardly rocket science, there are people who are simply intimidated by what they perceive is a mystique about the finances and budget. 
If you've turned over all these rocks and still haven't found anything, you may need to change the reward system, but I agree with Steve again that that should be for performance in the larger context, of which the budgeting/projections are a part. As a wise colleague once told me, the problem with incentives are that they work. Make sure you create the right incentives for the performance you really want. 
--Diane James, CAE, Executive Director, Jacobs Institute of Women's Health, Washington, D.C.; djames@jiwh.org  
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From ASAE

Mark Your Calendar for Upcoming CEO Programs 
CEO Dialogue Online: Leading Associations in the 21st Century 
April 16-May 27, 2005 (six-week course) 
Level III*, CAE Hours: 18 
Online course 
ASAE members $425, Nonmembers $525 (all required reading included) 
Register today!
The success of your organization is largely dependent on your effectiveness as a CEO. Therefore, it's important for you and other senior staff executives to continually cultivate your business and association knowledge and hone your leadership skills. This course was meets that goal by combining facilitated discussions, a case study and easy-to-find resources in an affordable and convenient self-guided format. 

You'll learn from association professionals, renowned experts, thought-leaders and your peers who are shaping the future of our profession. Using The Five Temptations of a CEO: A Leadership Fable, by Patrick Lencioni, a peer group and an online facilitator, learn at your own pace and according to YOUR schedule. Be a part of this powerful community of shared knowledge by registering today!

Exceptional Board Governance: Strengthening the Leadership Team 
May 5-6, 2005 
The Palace Hotel, San Francisco
ASAE members $425, Nonmembers $525 
Register today!
Board governance is critical to the success of your organization. It can also be very time consuming and challenging to the CEO and chief elected officer. How can you breakthrough the barriers that hinder exceptional board governance and build a strong and vibrant leadership team? 

Exceptional Board Governance focuses on the information and tools the CEO and Board Chair need to build a dynamic board, one that understands its role, fulfills its responsibilities, demonstrates visionary leadership, and leads its organization to new heights. 

This program is most valuable if you attend with your newly elected chair and/or chair-elect a few months before they take office. This rare opportunity for dedicated time with one of your most important colleagues and peer teams will offer fresh ideas, current trends and strategies and real-world practices for building better boards.

Content Leaders:
Nancy Axelrod, founder and CEO of the National Center for Nonprofit Boards, now known as BoardSource. 
Paul Greeley, CAE, president, Association and Nonprofit Strategic Consulting Services for The Signature Group


Prometheus Leadership Think Tank 
May 12-14, 2005 
At the breathtaking Stein Eriksen Lodge, Park City, UT 
ASAE members $495; Nonmembers: $595 (includes welcome dinner, lunch, and two breakfasts) 
Register today!
The Prometheus Leadership Think Tank is an intimate, exclusive retreat where approximately 35 senior, experienced association executives will discuss leadership issues at deeper levels. You will explore topics and share issues with your peers in a supportive atmosphere. The agenda belongs to the participants who have addressed a diverse set of issues, such as motivating staff, new metrics of association management, working with boards, engaging people in conversation, and political and cultural transformation--challenges that go beyond the core competencies of the profession.

Facilitator: Gale S. Wood, CAE, president of COMET Consulting and Coaching
 

Invitational Forum on Leadership and Management
June 9-10, 2005, 
Marriott Montreal Chateau Champlain, 
Montreal Canada

A high-impact event for association CEOs and executive management! Over two days, you and your association peers will:

· Hear from four leading authors and a gifted facilitator; 
· Unearth countless ideas on how to excel as a leader and manager; 
· Have your thinking pushed beyond normal boundaries; 

· Learn how to put proven leadership and management theories into practice; 

· Network with successful association professionals. 
Mark your calendar today! Attendance is limited. Reserve your space today. www.centeronline.org. Questions? Call Anne Blouin, 202-326-9546 or e-mail ablouin@centeronline.org.
 
Experience Springtime 2005-The Premiere Association Industry Expo! 

[image: image1]
Thursday, May 26, 2005, Washington Convention Center
(ASAE members-enjoy this NEW membership benefit!) 
Register today!
· EDUCATION-Exciting, new, cutting-edge topics. Two banks of concurrent sessions will be offered on international meetings, membership, outsourcing, emerging legal issues, and more.
  

· NETWORKING-With more than 5,000 of the brightest stars in the meetings and association industry, you can't miss out on the chance to expand your contact list!
  

· GENERAL SESSION-Enter "the boardroom" with Kwame Jackson, the runner-up from season one of The Apprentice.  Kwame will share the business lessons he learned from working for Donald Trump and discuss how team building is essential for success and the importance of individuality.
  

· EXHIBIT HALL-Over 800 exhibitors offer the solutions you are searching for-from meeting sites and services to technology solutions and business services that keep your organization running smoothly.  It is the one place in Washington, D.C., where you can get all your business done in ONE day.  

www.springtimeexpo.com
Presented by The GWSAE Network and ASAE and The Center for Association Leadership.

Special thanks to our Springtime Signature Sponsors...
Hargrove, Inc. The Greater Milwaukee CVB, Tourism Toronto, Fort Lauderdale CVB, Greater Houston CVB, and Richmond CVB.
 

Take Your Association Performance to the Extreme! 

Attend the 2005 Annual Meeting & Exposition
August 13-16, 2005 
Gaylord Opryland Resort and Convention Center, Nashville
Register now at www.asaeannualmeeting.org 
Highlights...
· General Sessions, featuring Malcolm Gladwell, best-selling author of Blink and The Tipping Point; Phil Kotler, hailed as "the world's foremost expert on the strategic practice of marketing" and a soon-to-be announced prominent political leader!
  

· 90-plus Learning Labs, developed by your association peers, guarantee endless opportunities for content-rich learning experiences.  
  

· Thought Leader Super Sessions, featuring world-class speakers, will evoke new ways of thinking, while driving your energy level to new heights! 
  

· Nonstop opportunities to build a community of other association professionals before, during, and after the meeting. 
  

· Meetings and Expositions (M&E Days), a "conference within a conference" that will stretch your thinking beyond logistics and focus on strategy, marketing, business management, and more.
  

· The Association Solutions Marketplace, a vibrant expo of over 550 companies, where you'll experience new products, services, destinations, and hotels that will make everything your organization does a success. 
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ASAE's core purpose is to advance the value of voluntary associations to society and to support the professionalism of the individuals who lead them. 
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