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“ The SDI is easy to relate 
to and uses concepts that 
‘stick’ better.”

  Steve Blankenship 
Director, Learning & Development 
Time Warner Cable

The SDI® (Strength Deployment Inventory®) is the 

flagship assessment of a suite of tools based on 

Relationship Awareness — a learning model for 

effectively and accurately understanding the motives 

behind behavior. When people recognize the unique 

motivation of themselves and others, they greatly 

enhance their ability to communicate more effectively 

AND handle conflict more productively.
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4 SDI

Lexus was launched in the United States as a 
new car brand in 1989, with a view to taking a 
leading position on the American premium car 
market. Since then, Lexus has been on top of 
the list of satisfied car owners all over the world. 
The guiding star of Lexus in all of their  
endeavors has been the pursuit of perfection.

In 2007, Lexus Sweden initiated a new training 
program for its sales group. The program was started  
during the spring under the guidance of Johan Carlius,  
Network Development Manager at Lexus Sweden. “The result 
of the activity has been extremely instructive,” says Carlius. 
Part of the program was to take a closer look at the way sales-
people were handling needs analysis in the customers’ buying 
process. Carlius turned to two Relationship Awareness assess-
ments to accomplish the training goal: the Swedish translations 
of the Portrait of Personal Strengths and the Expectations 
Portrait of Personal Strengths.

The training kicked off with the 
salespeople assessing their own 
priorities and most frequently 
used personal strengths. After that, 
they had to establish a connection 
between those strengths and the 
strengths that they deemed were 
most needed with the client in 
order to carry out an accurate  
needs analysis.

The participants, divided into groups, used their experiences in 
order to identify the personal strengths that they felt were most 
successful in accomplishing a needs analysis with a potential 
buyer. The focus was to determine the “top 6” and the “bottom 
6” for an ideal sales behavior. The groups tried to gain a good 
knowledge of the top and bottom sub-groups. After that, the 
salespeople were encouraged to compare these “top” and  
“bottom” strengths with the rank and value of the similar 
strengths in their own Portrait of Personal Strengths.

 
By means of this comparison, many of the salespeople were 
able to note that there were differences in top strengths 
between how they do operate and how they should operate in 
order to be more successful. And in many cases, the majority of 
top “ideal” selling strengths were concentrated at the bottom of 
the chart of their own personal strengths.

The next observation by the group was that most people had to 
adopt a “borrowed” approach in order to be able to carry out a 

good needs analysis with the buyer. 
In addition to that, the participants 
gained a better understanding of 
how their natural behavior choices 
may be contributing to a failed 
or lost sale. They realized that 
it was important to tailor their 
own behavior toward the “ideal” 
behavior in order to have more 
success.

For those salespeople who would 
need to “borrow” behaviors, the 

facilitators then provided specific training in those “ideal” 
sales behaviors. Furthermore, the respective salespeople got 
support by being coached in needs analysis by their own 
sales managers. The task of the sales managers was to provide 
subsequent feedback and support for the needs analysis activity.

“Many of our salespeople believe that they have increased  
their own abilities in the needs analysis. It turns out that the 
whole buying process often goes much more smoothly now,” 
noted Carlius.  nnn

 
A Portrait of 
Sales Perfection

Lexus: 

lexus sweden turns to relatIonshIp awareness to perfect sales technIques
SA

LE
S 

TR
AI

NI
NG



5SPECIAL ISSUE: SDI SUCCESS STORIES

sdI traInIng nets 6,841% roI for conflIcted veterans admInIstratIon hospItal

Return on Inve
stment

The symptoms were festering and it was shaping up to be 
a costly situation. Recent government funding cuts had 

forced the downsizing and merger of the billing and coding 
offices from two different Veterans Administration Medical 
Centers. Several staff members from both offices lost their 
jobs and those who were left standing were being forced to 
work in close quarters with many new people. The result was 
a toxic combination of grief and culture-shock. Interpersonal 
problems began to surface immediately and within a matter of 
months, five people had approached their union representative 
to inquire about filing Equal Employment Opportunity (EEO) 
complaints against co-workers or managers.

alternative medicines:  
formal Procedure vs. d.i.Y. 
Past experience showed that costs for administering EEO 
grievances ranged from $20,000 (informal) to $100,000 
(formal). Due to the nature of the complaints and the 
disposition of the parties involved, the union rep estimated that 
three out of the five conflicts would be filed at the “formal” 
level while the others would be filed as “informal” complaints. 
The organization could be facing a cost of at least $340,000 
not including the potential loss of productivity inherent to 
workplace conflict.

Needless to say, the union was motivated to seek an alternative 
solution to the problems plaguing this department — and the 

ideal solution was not hard to find. The Strength Deployment 
Inventory (SDI) had been (and still is) a prominent part of 
the training program for the union leaders and upper-level 
management of the Veterans Administration, so it seemed an 
obvious choice for damage-control within this department. 
Based on this recommendation, 
the SDI was a key component of 
an internal seven and-a-half hour 
intervention spread over two days. 
In attendance were 11 employees 
and two managers. The total cost for 
the program was $4,970 including 
travel, facilitator costs, materials, 
and participant down-time.

full Recovery: fiscal + Personal
The intervention paid off in more ways than one. The 
individuals involved in the looming grievance filings were 
empowered to work through their conflicts on their own. 
No official complaints were filed — a $340,000 expenditure 
avoided. This fact alone translates to a 6,841-percent return on 
investment. 

But if you were to ask the 13 people who experienced the 
SDI, you’d hear the results described in a very different way. 
Suddenly, light bulbs were flashing as they learned to recognize 
and understand their differences. The room buzzed with 

SDI Helps  
VA Hospital  
“Self-Medicate”  
Conflict Pains

c o n t i n u e d o n pag e 10. . .

CONFLICT M
ANAGEM

ENT

“ “The SDI just seems to do it 

in a way that not only heals 

the problem, but enhances 

the overall wellness of 

relationships at the same time.
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Imagine the challenge of relocating to 
a rural post in a resource-poor country 
where you are responsible for managing 
a basic health center in a small village. 
Although you are fully trained as a 
nurse, you have no formal training in 
leadership, management, administration 
or finance.  At the same time, you are 
faced with limited financial resources, 
deteriorating facilities and little support.

Such is the case with health professionals 
in developing nations. Since turnover 
is high, newcomers quickly become 
the senior leaders and pay is minimal. 
Thrust into challenging situations, 

team members are expected to achieve 
high-level results including enhanced 
teamwork, community outreach and 
administrative improvements.

Management Sciences for Health 
(MSH), a non-profit international health 
organization based in Cambridge, MA, 
works to improve health throughout 
the world by improving the systems 
that support health. MSH developed 
the Virtual Leadership Development 
Program (VLDP) in 2002. The program 
is designed to empower healthcare teams 
to strengthen their leadership skills 
to effectively address organizational 

challenges. The core modules of the 
VLDP focus on leadership competencies, 
identifying challenges, communication, 
and change management. The seven-
module, interactive, Internet-based 
learning program extends leadership 
development opportunities into the 
workplace for health managers and their 
teams who may seldom have the time 
or resources to attend offsite leadership 
development programs.

The SDI (Strength Deployment 
Inventory) has become an integral 
part of the program because it offers 
immediate insight into how each team 
member affects the entire group.

“The reason we chose SDI was because 
we wanted a tool that helps people 
understand their own behavior and the 

MSH, a non-profit international health organization, 

employs the SDI to improve health throughout the world 

by improving the systems that support health.
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SDI Strengthens  
Healthcare Leadership Skills 
in Resource-Poor Countries

SDI

vIrtual leadershIp development program empowers health care teams facIng      challengIng sItuatIons
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differences with other team members,” 
explained Lourdes de la Peza, an MSH 
staff member and experienced VLDP 
facilitator. “When they understand 
how and why other people behave, they 
can accept it and value how differences 
contribute to the richness of the team 
and they can learn how to work better as 
a team.”

Since 2002, MSH has administered the 
SDI to more than 1,000 participants in 
38 countries.  Translated into French, 
Spanish, Portuguese, Arabic and Russian, 
the training combined Internet-based 
and printed materials with face-to-face 
team meetings and offsite facilitation. 
This blending of learning methodologies 
has proved especially effective where 
security concerns and unreliable 
transportation make it difficult to 
conduct on-site training.

Between April and July 2006 human 
resource managers in Africa set out to 
strengthen their leadership capacity and 
address the human resource crisis in 
the health sector. Some HR managers 
focused on the challenge of retaining 
health workers in the public sector given 
the current high internal migration. 
Seventy-five health managers from 
Kenya, Ghana, Tanzania, Lesotho, 
Uganda, Namibia and Nigeria were 
trained for 16 weeks without having 
to leave their workplaces or incur 
extraordinary travel expenses.

The human resource managers 
experienced increased team integration 
and cohesion, enhanced communication, 
and new knowledge of themselves and 
fellow team members as a result of 
the training. “I have found out that in 
situations of conflict my motivation is 
affected to an extent that my thought 
process gets compromised,” reported 
a participant from Kenya. “The tool 
provides avenues of self-improvements 
through continuous practice.”

According to Thomas McMennamin, 
Program Officer at MSH, participants 
consistently report that they like the SDI 
self-assessments because the categories 
are easy to identify, they like the color 
selection and the tool is “a simple yet 
powerful way to look at your own 
patterns of communication and use your 
strengths to be more effective.” Hundreds 
of SDI participants in countries where 
MSH works are encouraged by the 
mere fact that, as individuals, they are 
significant and their ability to work as a 
group is important.  As they go forward 
in a more positive environment, they 
are able to achieve more and to pass 
their learning onto the next group for 
consistency in the message.

Success is based on a pre-evaluation  
baseline that includes perceptions of 
workgroup climate. Intermediate results 
report that participants work better,  
communicate better, and use the  
fundamentals of the program methodol-
ogy in their work.  Over time, there is a 
continued positive work climate and a 
continuity of the program models passed 
from those trained to new hires.

As a result of the VLDP program which 
integrates the SDI, MSH teams have 
impacted the health and well-being of 
communities in remote locations around 
the world. These results include:

Peru: In a small village of Aguaytia, 
the medical team that participated in 
the VLDP was assigned the goal to 
achieve an improvement of 30-percent in 
maternal and child health indicators such 
as assisted births and maternal mortality.  
The team used the VLDP and SDI to 
harmonize their relationships as they 
built community campaigns, workshops 
and outreach activities. Intermediate 
results indicated that 60-percent of the 
population was aware and participated 
in screenings and that the goal of 
30-percent improvement was attained 
and surpassed.

iraq: A neonatal team developed 
staff training plans, created reference 
materials, and secured resources from 
the World Health Organization and the 
United Nations Children’s Fund.

Haiti: Health leaders collaborated 
with their NGO partners to strengthen 
HIV/AIDS care, vaccination rates, and 
management of services. Participants 
reported improved communication, 
increased enthusiasm, improved 
relationships among team members 
and greater willingness to partner with 
colleagues on initiatives.

uganda: Health leaders are 
improving systems for managing multi-
donor funds.

Belize: Ministry of Health staff 
increased DNA testing in newborns of 
HIV positive women.

“The SDI is a positive way to understand 
human behavior quickly and to help 
in situations where self-worth is 
threatened,” said John Thill, Partner at 
Personal Strengths.  At MSH locations 
around the world, swift response to 
failure in communication can mean life 
or death for entire communities.

Management Sciences for Health has 
discovered the strength of the SDI in 
evaluating, educating and empowering 
leadership to improve health conditions 
around the world. nnn

VLDP team from Uganda

vIrtual leadershIp development program empowers health care teams facIng      challengIng sItuatIons



8

the sdI helps one new Zealand company merge companIes and cultures

Using Relationship Awareness  
to Ease Culture Clash

“...the insights gained from the SDI helped 

everyone—employer and employee—see  

where they ‘fit.’”

SDI

In 1997, there were over 7,000 mergers of U.S. firms, with 
the total value of those deals estimated at $1.2 trillion. Yet, 
according to various studies, anywhere from half to three-
quarters of these mergers will fail to meet the objectives that 
made them seem like a good idea in the first place.

The problem?  Failure to merge the workforces successfully, 
especially in areas such as cultural understanding and 
communication.  The solution?  Among other things, as 
Marks and Mirvis delineate in Joining Forces: Making One 
Plus One Equal Three in Mergers, Acquisitions and Alliances, 
systematically learning about and respecting pre-merger 
cultures.

There are lessons to be learned from one New Zealand 
organization’s efforts to promote a new organizational culture, 
following its merging of two previously competitive companies.
The new company wanted to make increased use of teams, 
operate with a commitment to continuous improvement, 
provide exceptional customer service, and optimize safety. The 
goal: to increase effectiveness and competitiveness.  

Like most New Zealand companies in its industry, this forest 
products-based company has a workforce that is predominantly 

Maori, while the company is managed primarily by members 
of the majority population, whose ancestry is European.

The Maori, who are New Zealand’s indigenous people, 
now comprise approximately 15-percent of the country’s 
population.  As New Zealand’s non-Maori populations became 
the majority, the Maori culture was largely suppressed, except 
to the extent that its customs and rituals could contribute to 
the success of New Zealand’s tourism industry.  However, since 
the 1980s, Maori have played a more active role in society, and 
the non-Maori population has gained a better appreciation of 
Maori culture and related issues. 

The company launched a two-day staff development program 
to support the desired organizational change.  The program 
incorporated Relationship Awareness,™ with the SDI® 
(Strength Deployment Inventory®) being completed and 
debriefed on the second day.  It was clear that the insights 
gained from the SDI helped everyone — employer and 
employee — see where they “fit.” The program helped build a 
commitment to team goals, while strengthening the skills that 
the employees needed to examine and improve work practices.
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conflIct resolutIon pays off at nextel

c o n t i n u e d o n pag e 17. . .

CONFLICT M
ANAGEM

ENTThe following case study demonstrates the power of the 

SDI assessment to “heal” a team riddled with conflict. This 

example merely scrapes the tip of the iceberg as it relates to 

the true return-on-investment in the workplace. The team’s 

hard work and dedication to measured results as well as daily 

reinforcement of the SDI principles produced amazing and 

sustainable results. 

Something was definitely amiss in the Jackson, MS market of Nextel 
Partners, Inc. Recent turnover and lack of productivity was rising at an 
alarming rate. The numbers were staggering. Turnover was averaging 
over 100-percent and net sales performance was only 10-percent of 
expectations. Sound like conflict? Interpersonal problems were rampant 
and all but one Account Executive began to pursue external opportunities. 
Something had to be done.  

entering the War Zone
Jason LeClear, General Manager, arrived in Jackson, MS in March 2004 
with a plan.  He began restoring relationships between partners and 
focusing on building the right team to implement his plan.  LeClear knew 
he couldn’t turn the ship around on his own. He needed a highly effective 
team and a tool to aid in the elimination of a toxic and unproductive 
work environment.

Historically, Jackson was a “challenging” market as it relates to achieving 
positive sales results. On January 1, 2005, intervention commenced to 
impact performance in the Jackson market. After several visits to identify 
the root-cause of the problems, it became clear that Jackson (and more 
importantly, LeClear) wanted and needed assistance. 

the Battle Plan
By February 2005, the first Jackson intervention was well under way. 
The team was provided a comprehensive virtual (online) pre-work 
program which included the SDI, the conflict resolution model, and 
an introduction to Relationship Awareness Theory. A one-day program 
was then conducted for all members of the team, which grounded the 
SDI theory using extensive experiential, interactive learning approaches.  
Additionally, the participants were provided a number of post-program 
reinforcement tools, including posters, computer cubes, team arrows, etc.  
LeClear’s solution also included coaching, mentoring, leadership and sales 
interventions. In the end, the Jackson market had begun a transformation 
into a culture of understanding its goals, its mission, and above all, its 
people. The results from this initial visit later proved to be astronomical! 

The concepts  introduced in the SDI-rooted Conflict Resolution program 
were not entirely new to LeClear. He attended Nextel’s initial 

Nextel Partners Sees 
1,570% Improvement 
Using SDI for Conflict
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Part of the price of peace is the 
consolidation and downsizing of 

aerospace firms. The Northrop Grumman 
Company completed their task of building 
B-2 bombers in 1999. And with that 
completion came downsizing. The ever-
increasing rate of technological change, 
corporate mergers and acquisitions and 
a world economy in a high state of flux 
virtually guarantee that few people will 
hold a single job or even a single career in 
their lifetime. Lifelong employment has 
been replaced by the multi-career path. 
Recognizing opportunities within the 
apparent disaster of job loss separates the 
successful career changer from those left 
behind. Following is a process that The 
Career Transition Center in Southern 
California used to assist employees at 
Northrup Grumman. It is a process that has 
been effective at restoring a sense of self-
esteem and helping dislocated workers to 
focus on the path ahead.

Employees who received notice of layoffs 
were invited to attend a two-day “Job Search 
Strategies” workshop. The workshop’s 

goal was to focus participant’s attention 
on the task of finding not just a job, but a 
rewarding new career. After dealing with 
some of the initial emotions brought on by 
the sudden loss of work, the participants 
were offered an opportunity to “learn 
something new about themselves” through 
the SDI (Strength Deployment Inventory).

In administering the SDI to this type of 
group, it was vital to emphasize that the SDI 

is about their 
whole life, not 
just their work. 
Participants 
that focus only 
on the work 
setting tend to 
get inaccurate 
results with 

the SDI, especially after losing their job. 
Participants are often under stress and at 
the “end of their arrows” because of their 
situation, so much of the first day was spent 
identifying and understanding conflict and 
the associated emotions.

We used “The Five Stages of Layoff ” 
model to help participants move through 
the process: 1. Shock, 2. Denial, 3. Anger, 
4. Depression, and 5. Acceptance & 
Movement Forward.

We related the first four stages of layoff to 
individuals’ Conflict Sequences from the 
SDI and asked them to share how they 
were feeling about this time in their lives. 
While this can be a highly emotionally-
charged time, it also showed that they 
were not alone. Everyone in the room 
was experiencing some level of stress or 
discomfort. The fifth stage, Acceptance & 
Movement Forward, is related to resolving 
the conflict and returning to their Valued 
Relating Style.

Shifting gears, we asked the participants 
to focus on the job they just left and 
recall some of the positive and negative 
experiences they had there. At this point, 
they completed the Expectations Edition of 
the SDI focusing on that job. Comparing 
the Expectations Edition arrow and the 
SDI arrow is always an eye-opening 
experience. Participants whose arrows were 
similar usually said that they really liked 
their jobs and were truly disappointed 
by their situation. Participants with very 
different arrows usually said that they were 
experiencing a high degree of job stress. 
This revelation often leads them to a sense 
of relief.

sdI helps laId-off employees of the northrop grumman company make a smooth   transItIon to a new career

Downsizing... Rightsizing...
Redundancies... Any Way You 
Say It, You’ve Lost Your Job!

“You will be happiest 

in a job that rewards 

someone with your 

unique abilities. Go 

find that job!”
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comments like, “Now, I get it!” “We need to talk a different way.” 
“No wonder I’m unhappy.” But the crucial success of the SDI 
training rested in its ability to depersonalize conflict. The infighting 
that had plagued the department could now be discussed in a safe, 
objective way that wouldn’t be taken personally. This newfound 
self-awareness encouraged great dialogue between participants and 
helped them to understand one another (and their patients) better.

Post-op
The long-term impact of this one training event has been 
remarkable. The once dysfunctional department now meets 
monthly as a group to discuss any issues. They still use the SDI 
learning and terminology as a common language for discussing 
interpersonal issues. Concepts like “warranted” and “unwarranted” 
conflict have become part of their operational culture and team 
members address each brand of conflict accordingly. 

Furthermore, the turnover rate for this department has slowed to 
well below the organization-wide average. One year after the SDI 
intervention, only one person had quit their job… not surprisingly, 
it was the only person who chose not to attend the training. 
Although no dollar value has been attached to the reduction in 
turnover, the costs savings are significant.

Every time the facilitators check in with the team, they are greeted 
with enthusiasm and gratitude. What was discovered over those 
two days was not about “learning” skills, but about revealing and 
understanding what was there all along. Participants came to realize 
that they all really shared the same goal: Provide optimal patient 
care in a way that maintains their self-worth. There are many ways 
to treat a malfunctioning department. The SDI just seems to do it 
in a way that not only heals the problem, but enhances the overall 
wellness of relationships at the same time. nnn

Conflict Management at the VA c o n t i n u e d f r o m pag e 5
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For homework, participants were assigned 
the task of completing another Expectations 
Edition, this time based on their 
ideal or “perfect job.” In the 
morning, the arrows from the SDI 
were compared to the arrows of 
their ideal job. These two arrows 
are usually fairly close and we are 
able to deliver the main learning 
point of the session: “You will be happiest 
in a job that rewards someone with your 
unique abilities. Go find that job!”

Each participant was asked to think about 
that perfect job and list jobs that they 
might find rewarding—without regard 
to qualifications or experience. We then 
narrowed the list down to the top two or 
three and built a job search strategy: “What 
will it take to get from point A (this room 
right now) to point B (a rewarding new 
career)?”

After the workshop, participants 
were assigned to individual 
case managers who helped them 
structure their job search or take 
advantage of retraining opportunities 
offered through the PIC Aerospace 
Network. The employees at the Career 
Transition Center list their highest reward 
as the news that someone they have helped 
has made the transition and found that 
“perfect job.” nnn

sdI helps laId-off employees of the northrop grumman company make a smooth   transItIon to a new career

Downsized!

Written by Kim Miyashiro & Lana Gray of the Career Transition Center. The 
Career Transition Center is funded by the County of Los Angeles Community & 
Senior Services Department through PIC Aerospace Network (PAN) funds, which 
are administered by the South Bay Private Industry Council (SBPIC). PAN is a 
coordinated system of 16 Southern California Private Industry Councils (PICs) to assist 
downsized aerospace workers during their career transitions.

At the Career Transition Center, Tomkinson & Associates, Inc. provided services to 
Northrop Grumman B-2 Stealth Bomber employees downsized from the Pico Rivera, 
California facility. The plant peaked at about 13,000 employees in the early 1990’s. 
At the time of this training in March 1997, there were 4,100 employees left. Northrop 
Grumman vacated the Pico Rivera site in September 2000.

Merging Companies and Cultures in New Zealand c o n t i n u e d f r o m pag e 8

In addition to these results, there was an unanticipated discovery 
— that the SDI scores of the Maori participants (who represent the 
majority of the company’s workforce) were distinctively grouped in 
one area of the triangle, as shown as follows:

 n 54% Cautious-Supporting (Blue-Green)    

 n 20% Flexible-Cohering (Hub)

 n 19% Altruistic-Nurturing (Blue)

 n 7% Analytic-Autonomizing (Green)

These results were similar to those recently seen in another setting.  This led to an 
investigation as to why this might be so, and what, if any, were the implications.

Interviews, informal conversations and library research yielded some valuable  
and interesting information. 

c o n t i n u e d o n pag e 16. . .
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slovenIa’s #2 telecomm operator manages growIng paIns wIth sdI 
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Most of us are familiar with some form 
of performance appraisal, usually once 
per year, a time when boss and employee 
sit down together and review what’s been 
going on for the past year and agree on 
goals for the next year.

360-degree feedback was originally 
born out of a way to improve the 
performance appraisal process. It 

assumes that your boss is not the only 
person who has useful information about 
your performance. In fact, in many 
cases your colleagues or direct reports 
often know you better than your boss. 
They also have a different perception 
of you based on a different working 
relationship than the one you have with 
your boss. So, what if these people could 
also contribute to your appraisal and 

could add their feedback about your 
performance — even make suggestions 
about things you could improve in order 
to be more effective.

This is exactly what Si.mobil, the second 
largest telecommunications operator in 
Slovenia, decided to do in its Customer 
Service team. Over the previous years, 
the team (comprising of approximately 
80 agents, eight team leaders and two 
managers) had already done a lot of 
training and development — not only in 
technical skills and product knowledge, 
but also in ‘soft skills’. They had used 
the SDI as part of their Customer 
Service training and also to help their 
Team Leaders and Managers to improve 
their leadership skills. A lot had been 
achieved with their SDI learning but 
they were now facing a particularly 
challenging time. A large competitor was 
withdrawing from the market place and 
Si.mobil was flooded with new clients. 
The sudden increase in business was 
affecting the customer service agents in 
a more negative way. They wanted to 
do something that would help the team 
leaders better manage and motivate 
their teams through this difficult period. 
And so they decided to expand their 
SDI work into the area of 360-degree 
feedback.

360-degree feedback is a way to collect 
feedback from a select group of people 
who know you to get a more ‘rounded’ 
picture of yourself as seen through the 
eyes of others. Why might you want 
this? Because seeing yourself as others 
see you is extremely valuable in getting 
to know yourself better. You begin to 
recognize the impact your actions and 
behaviors have on others and discover 
if your true intentions are being seen 
by others or not. Si.mobil implemented 
the feedback program with all the Team 
Leaders as a way to find out what impact 
their actions had on others around them 
and identify what was working and what 
wasn’t. This feedback would be used to 
encourage changes that would better 
support the agents, increase satisfaction 
and impact performance levels.

Turning 360-Degree 
Feedback with Si.mobil
360-degree feedback has become another one of those trendy 
subjects. Suddenly everyone is talking about 360-degree feedback 
and everyone wants to be able to say, “Of course, this is something 
our organization does.” But what exactly is it? Does your organization 
really need it? And what benefits can you get from it?
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c o n t i n u e d o n pag e 19. . .

gRound RuLeS foR effeCtiVe 360-degRee feedBaCk

StepS the principleS What Si.Mobil DiD

1 Ensure that the 360 process fits with your other development activities e.g. 
it’s a logical next step in the development processes you have been doing 
and will not be a shock to the participants.

This was a natural progression to the SDI development they had already 
done. All were already familiar with the SDI and the Team Leaders were 
keen to learn more about themselves.

2 Ensure you have a clear intention for the purpose of the process e.g. to 
continue the development of your management team by creating individual 
development plans for all participants and based on the results developing a 
Management Development program that will address common,  
weaker areas.

Their intention was to improve agent motivation, satisfaction and 
performance by improving Team Leader performance. Giving them the 
chance to see the impact that their actions had on others and to identify 
improvement areas.

3 Usually an external consultant is brought in to manage the 360 process. 
This will add to the validity of the process and help to prove confidentiality 
of information. Consultants would usually be the ones who review the 
feedback reports with the participants and help them to create a personal 
development plan.

Fast Forward (Personal Strengths Adriatic) acted as the facilitator to the 
Si.mobil 360-degree feedback process. We guided them through each step 
and ensured they achieved the results they wanted from the process.

4 Ensure all participants are fully briefed about the reason for the process, 
what will be involved, outputs of the process and the benefits they can 
expect from participating in this. Deal with any concerns and ensure the 
participants feel positive and optimistic about the process. (360 will not 
work if you ‘impose’ it on those who do not wish to do it. So it must be 
clearly communicated and commitment gained).

The Team Leaders were fully involved from the beginning and totally 
understood the process and the benefits they would gain. Their concerns 
were that the feedback from there direct reports and their boss would 
conflict — they would expect different things and so be impossible to  
please all.

5 Ensure that all those who will be asked for feedback are also briefed so that 
they understand why their input is needed, what exactly they will need to 
do, how much time it will take, what will happen with the information they 
give and what benefits they can expect from the process.

Within this group, three people were SDI qualified and these people 
explained carefully to the agents what the process would involve and what 
their part in this would be, how their feedback would be used, etc.

But before an effective 360-degree 
feedback program could begin, Si.mobil 
had to address a few concerns and 
questions: Why would the agents 
and others be open to giving this 
feedback? Wouldn’t their direct reports 
be concerned about telling the Team 
Leaders what they really thought about 
them? Could this information be used 
against them somehow? And wouldn’t 
their colleagues think it’s not their job to 
tell the Team Leaders if they are or are 
not doing their job the way they should, 
surely that’s between them and  
their boss?

When conducting 360-degree feedback, 
there are some basic principles that 
should be followed in order to ensure 

that the process goes smoothly, that the 
feedback given is honest and beneficial, 
and that something useful is done with 
the information gathered. The table 
below shows step-by-step how Si.mobil 
approached the project.

Who is 360-degree 
feedback best suited for? 
It’s typically carried out for managers, 
but is especially useful for any individual 
or group of people where there is a clear 
need to understand self and perceptions 
(or misperceptions) of others.

One year after the Si.mobil 360 
program, the Customer Service team is 
going strong. Each team leader has just 
undertaken an SDI team development 
process with their direct-reports in order 
to build on the original 360-degree 
feedback process and continue the work 
of developing and motivating their teams.

So, did they achieve  
their goal?
Yes! Results were calculated using 
various performance measures including 

customer satisfaction levels, speed 
of call answering, time on one call, 
achievement of goals, etc. and ALL of 
these indicators improved. But the main 
benefit that they saw was the motivation 
of the agents and team leaders. 
Communication between agents, team 
leaders, and customers — internal and 
external — greatly improved. Barbara 
Gorse, manager of the Call Centre had 
the following to say: “The SDI 360 
feedback process is an ingenious tool 
to understand the relationships in your 
team and the behavior of all individuals. 
It is a perfect process to improve the 
working atmosphere and to build a good 
working environment, where people are 
more relaxed, enjoy working with each 
other, and can get better results. Can 
you imagine anything better than an 
environment where everyone is aware 
that each and every person is unique, 
respects the differences, and uses these 
differences to build stronger healthier 
relationships? SDI and the 360 feedback 
process brought us here. The investment 
in this process is nothing compared to 
the results we achieved.”  nnn
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Halfway through their project of 
training all 20,000 members of 

the Canadian Air Force, the Flight Plan 
97 Training and Culture staff can report 
a noticeable change in organizational 
culture and are well on their way to 
meeting all training goals. What might 
seem at first an insurmountable objective 
has been made possible in part through 
the use of Relationship Awareness 
Training. The intensive training offered 
to all personnel grew from an awareness 
of the following factors:

n  Radical changes were in store for the 
Air Force in the next few years

n  The Air Force was overly bureaucratic 
and hierarchical

n  Many personnel felt that development 
opportunities were not adequate

n  Effective communication was stifled

Team leaders: Group Captain Brin 
Sharp (RAF), Captain Andy Tomasevic, 
Corporal Bill Lucas, Lieutenant-Colonel 
Rick Williams, Warrant Officer Nicky 
Noel and Mr. Rod Brazier of Intersol 
Consulting, Inc. considered the above 
factors and determined that the Air 
Force needed a new culture and a 
training program that met the  
following criteria:

n  Demonstrate to all trainees how 
the Air Force’s core values of 
Professionalism, Excellence and 
Teamwork relate to their jobs

n  Provide lasting personal and 
professional growth

n  In-house trainers must be able to 
understand and deliver the material in 
a relatively short period of time

n  Materials must be available in both 
English and French

The team chose the PVI (Personal Values 
Inventory; the easier reading version of 
the SDI) for its universal applicability. 
This allowed them to administer the 
same instrument to all personnel, from 
new recruits to four-star generals. Over 
200 trainers are presenting the four 
modules: Goals & Values, Personal 
Skills, Team Skills and Process Skills. 

To personally reflect on the new “Air 
Force Culture,” each participant was 
asked to choose three of 10 words that 
best described each of the Air Force’s 
core values and rate how well that 
word was exemplified by the Air Force. 
Blues, Reds, Greens and Hubs each 
tended to choose different words. This 
exercise then focused on the abilities of 
different people to achieve the same goal 
in a different manner — a function of 
individual Motivational Value Systems, 
not a difference of actual objectives.

In a second exercise, participants were 
broken into two groups and assigned 
assembly line duties with deliberately 
imposed bottlenecks (such as Quality 
Assurance, parts availability or 
fabrication difficulties). After learning 
the assigned system, the groups were 
asked to restructure their duties with 
no change in the product and reassign 
themselves to appropriate positions 
based on their knowledge of team 
members’ Motivational Value Systems 
and the requirements of the specific 
assembly line duties. The average 
group increased productivity by a 
factor of 5 and one group achieved an 
8 times increase in productivity. As a 
result of this exercise, group members 
learned how to recognize and remedy 
inefficiencies in real-life situations and 
how to assign team members to tasks 
that are inherently rewarding.

Relationship Awareness Theory and 
the PVI have provided a common 
vocabulary for all trainees and has 
become a part of the “New” Air Force’s 
lingo. The ability to convey complex 
concepts with simple statements such 
as “He goes green under conflict” has 
ensured that the lessons learned are 
retained and used as part of everyday 
events. The effectiveness of this culture 
changing exercise was summed up 
eloquently by one participant who wrote 
two words on his evaluation:  
“Life Changing.” nnn

Ground School 97

relatIonshIp awareness offers smooth landIng for aIr force culture shIft
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“ “

When I speak to groups I often 
take a quick poll to find out 

how many people are right-handed 
and how many are left-handed. I 
typically get the usual division of 93 
percent right-handed and 7 percent 
left-handed.

I then ask those who are right-handed 
if they give any particular thought to 
what seat is the “right seat” to sit in at 
the dinner table. Most right-handed 
folks answer with a puzzled look, 
“No.” Smiles appear on the faces of the 
left-handed folks, who are fully aware 
of the reason for my question.

Left-handed people inevitably know 
they must choose the “right seat” to sit 
in — which is the seat to the left of a 
right-handed person. If a left-handed 
person sits to the right of a right-
handed person, the meal is a disaster; a 
series of interruptions as elbows clash 
and food is lost. Neither can enjoy the 
meal, the conversation, nor even get 
their food consistently to their mouths. 
Overall, the mealtime experience is  
a loss.

The right-handed majority doesn’t 
have to concern itself with the needs 
of the left-handed minority, and yet 
that ignorance of “type” — their own 
and their table-mates — does have a 
negative impact if not managed. On 
the other hand, a sensitive left-handed 
person knows he must sit to the left of 
a right-handed person.

What is your type — right-handed or 
left-handed? That’s an easy one. Can 
you as easily identify your personality 
type? Probably not.

type knowledge
Knowledge of type can be a great way 
to help people adjust and adapt to 
their environments and work well with 
people of all stripes. We’ll continue 
our metaphor: A left-handed person 
already knows how to open a right-
handed refrigerator door, but how will 
a right-handed person respond when 
faced with a left-handed door? Or 
worse, a door with no handle at all?

Will that right-handed person argue 
with the left-handed person about the 
right way to open the door? Will he 
even recognize that there is more than 
one way? When two people interact, 
insensitivity to type leads to conflict 

and confusion, while type awareness 
can lead to more thoughtful responses 
and less confusion when relationships 
are built between people of  
differing types.

So what is type? There are several ways 
to define it, most of which are tied to a 
particular type measurement tool.

One of the most employed and most 
recognized of these tools is the Myers 
Briggs Type Inventory (MBTI). A 
very useful instrument, this tool helps 
people see themselves as one of 16 
different possible types.

Although it’s an insightful tool the day 
it is administered, it takes interest and 
effort to remember one’s type: ENFJ? 
ISTP? Which are you? How do you 
remember the four dimensions, and 
the mix of 16 possibilities each set 
might create?

The instrument provides insight 
into preferred thinking, decision 
making, etc., but I believe it is often 
forgotten within a short time and in 
my experience not a lasting tool for 
positive change for individuals or even 

why one doctor prescrIbes the sdI over the mbtI
dIvERSITy AW

ARENESS

What’s Your  
Type and Why  
Does It Matter?
A Physician’s Perspective

 

I administered the SDI to a group of 35 physicians. We saw a clear split among:

  SurGeOnS (red and goal-directed, with a, “cut it out and move on to  
the next patient,” mentality)

  FAMIlY PHYSIcIAnS AnD PeDIATrIcIAnS (blue and nurturing in their 
approach toward patients)

  rADIOlOGISTS AnD PATHOlOGISTS (green and focused on data,analysis, 
and systems; are more at ease reading the film or monitoring the IV drip)

  eMerGencY rOOM PHYSIcIAnS (hubs who navigated between all types  
as they cared for those in need of a surgeon, pediatrician or radiologist)

c o n t i n u e d o n pag e 18. . .

relatIonshIp awareness offers smooth landIng for aIr force culture shIft
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One hundred AmeriCorps participants 
were recently introduced to Relationship 
Awareness theory when they completed 
the SDI® (Strength Deployment 
Inventory®) and learned about their 
motivational values. The young adults, 
ages 18 to 24, are working in California’s 
local and state conservation corps 
projects through AmeriCorps — the 
national service program that sends 
members to work in community service 
projects and provides a stipend for living 
expenses and an education grant upon 
completion. AmeriCorps members are 
high school graduates who are deferring 
college or taking a year off from school 
in order to work in projects that address 
the country’s environmental, human 
service and public safety needs.

Throughout the United States, 
leadership development and conflict 
resolution training are integral 
components of the AmeriCorps 
experience. In California, the statewide 
coalition of conservation corps has 
addressed this mandate by developing 
two four-day retreats that will be 
meaningful and rewarding to our 
participants. A basic premise is that self-
awareness and understanding of others 
are crucial elements of leadership and 
conflict resolution. Hence it was decided 
that the SDI would be administered and 
interpreted during the first session of the 
first retreat.

As the facilitator, I found the 
participants to be open and willing 
learners. It was gratifying to see their 
expressions and hear their exclamations 
as the results were discussed and they 
recognized themselves and others. 
During the remainder of the retreat, 
other facilitators joined conservation 
corps administrators and participants 
in noting the impact of the SDI. Their 
observations are summarized in the table 
on the right.

This experience with AmeriCorps 
participants has validated my long-
held belief that the SDI is especially 
well-suited to young adults, because 
they can remain engaged long enough 
to complete the 20 items. As a result, 
there is a high degree of validity to their 
responses and their scores.  nnn

The author, Carol Cooley is the former 
Executive Director of the Orange County 
Conservation Corps and an adjunct faculty 
member in the Human Services Program 
at California State University, Fullerton.

the sdI empowers young  adults
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A Full Retreat for  
AmeriCorps Youth

Retreat Results:

n   Participants communicated more 
effectively.  They enjoyed sharing a 
common “language” that includes 
Hubs, Blues, reds, Greens, strengths, 
rewards, and overdone strengths.

n  Participants began to use their 
self-awareness to exercise greater 
control over their actions and make 
more rewarding choices.

n  Participants demonstrated awareness 
that no orientation is inherently better 
than any other...  
that everyone wants a sense of 
personal worth...  
that every orientation can contribute 
to Americorps’ objective: Getting 
Things Done.

Merging Companies and  
Cultures in New Zealand  

c o n t i n u e d f r o m pag e 11

Contemporary Maori culture owes much to its traditional 
values — in particular, respect for people, respect for 
materials (especially land), and respect for community, 
collective responsibility and kinship.

Identification of these values highlights the importance of 
utilizing certain complementary management practices, 
including the following:

n Letting employees know what is going on and why.

n Providing recognition for special expertise.

n  Demonstrating respect for and knowledge of  
Maori culture.

It follows that Maori employees are likely to be most 
comfortable and productive in a Cautious-Supporting (Blue-
Green) workplace environment — one that promotes, among 
other things, respect for individuals, fairness and resources; 
one that creates opportunities that will encourage growth, 
independence and “bringing out the best” in others. In such 
an environment, self-managed teams are likely to flourish, 
through their capacity to nurture the growth of other 
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the sdI empowers young  adults

Merging Companies and  
Cultures in New Zealand  

c o n t i n u e d f r o m pag e 11

people’s self-reliance. Building such an environment can be a 
challenging task, but in this New Zealand company, it is being 
achieved by a number of initiatives such as:

n  Implementing a training program that focuses on putting 
into practice the company’s vision, core values and core 
business strategies.

n  Requiring all company employees (including Senior 
Management) to attend a one-day Maori Awareness course, 
designed specifically to teach a better appreciation of  
Maori culture.

n  Seeking international recognition of its company policies 
and practices with regard to New Zealand’s indigenous 
people — the Maori.

n Promoting the development of self-managed work teams.

It is clear from this example that systematically learning about 
and respecting the cultures of others should be a key part of 
any major organizational change such as a merger, takeover, or 
acquisition. The tools of Relationship Awareness can be used 
effectively in this process. Relationship Awareness is not only a 
tool to help individuals achieve more productive interpersonal 
relationships, but also contributes to the insights and 
understandings that are prerequisites for a healthy organization 
operating in a global economy. nnn

The author, Phil Laurence, is director of Learning in Action 
International Ltd., a New Zealand management consulting and 
training firm that assists organizations engaged in workforce 
development. He specializes in workshops and interventions designed 
to build teams, develop leadership, and facilitate strategic planning. 

contemporary  
maori values

rewarding 
environment for 
cautious-supporting 
(blue-green) mvs:

respect for materials: 
In the Maori culture, 
everything has “mauri,” 
i.e., a life force.

respect for people: 
We all need each other.

each person is to be  
treated with respect.

respect for community: 
People have collective 
responsibility, kinship.

environment that respects 
individuals, fairness, and 
resources.

Opportunities to  
encourage growth  
and bring forth the  
best in others.

environment that affirms  
and develops self-sufficiency 
in self and others.

Nextel Partners Performance Improvement c o n t i n u e d f r o m pag e 9

SDI-related program in December 2004. According to LeClear, 
“The SDI concepts are universal. People and relationships are 
the most important ingredient to success. If you don’t have good 
relationship skills, who would want to work hard for you? SDI 
gave me a language to frame up the discussions and methods of 
motivations inherent with highly effective teams.”

So You Want Results?  
Results, if accurately measured, are 
difficult to dismiss.  In order to 
demonstrate effectiveness, actual 
monthly and quarterly sales results 
at Nextel Partners were used to 
demonstrate performance results. The 
post-training numbers for 2005 demonstrate the Jackson team’s 
success in many categories. See table above.

An entirely separate study could be conducted solely on turnover. 
Studies from Society for Human Resource Management (SHRM) 
and American Society for Training & Development (ASTD) 
suggest that turnover can cost a company from 35-percent 
to 300-percent of an employee’s annual salary.  Let’s use an 
average salary of $50,000 as an example.  Using this example, 
each time an Account Executive separates from employment, 
Nextel loses between $17,500 and $150,000.  Using the average, 
which is $83,750, Nextel would lose $1,005,000 for every 12 
Account Executives that leave. The small investment of this 

program (including coaching, mentoring, leadership and sales 
interventions) shows an improvement of turnover in the Jackson 
market that has clearly impacted the bottom line.

The concept here is one of planting and watering.  The 
Conflict Resolution program planted a seed of positive working 

relationships through self and relationship awareness.  The 
concepts were brought back to Jackson and watered to their 
current stage... extreme maturity and measured results.

These results clearly show that the SDI does much more than 
increase sales productivity.  Increased team effectiveness, reduced 
conflict, reduced turnover, and increased efficiency are a few more 
expected results that can be anticipated and expected. nnn

The author, Keith Catchpole is the former National Leadership 
Training Manager for Nextel Partners, Inc. (Now Sprint-Nextel). 
He is currently Vice President of Business Development for Personal 
Strengths, USA and is a SDI Master Facilitator/Senior Associate.

measured results 2003/2004 avg. 2005 (after sdI) Improvement

Account executive Turnover 103% 36.4% 283%

Loss of Customers 3.2% 2.07% 155%

Avg gross Adds (New Phones Sold) 70% of goal 126% of goal 180%

Avg Net Adds (New minus Lost) 10% of goal 157% of goal 1570%
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less so for creating change within the 
cultural environment.

Today, as I work with individuals, groups 
or entire organizations, I prefer to use an 
instrument that I feel gets results. I have 
seen from experience that the Strength 
Deployment Inventory (SDI) delivers the 
positive impact of a common language 
and shared framework of a typology tool 
that will be remembered.

The SDI, which is used successfully 
worldwide and cross-culturally, was 
devised over 40 years ago by Elias Porter, 
a student of the humanistic psychologist 
Carl Rogers. Porter developed a 
framework of psychology called 
Relationship Awareness Theory that seeks 
to understand what motivates us when 
things are going well, as well as when 
things are not going well.

I have seen an incredibly positive effect on 
participants who gain that self-awareness 
and shared learning through a three- to 
four-hour facilitated learning experience.

The structure of the SDI is to assign 
different colors to different motivational 
attributes. “Red” is assigned to those who 
are motivated by goals, “blue” to those 
focused on others, and “green” to those 
compelled to look for the “right” answer.

There is also the “hub” attribute for those 
who are focused on belonging to a team. 
Porter identified seven potential types, the 
four mentioned here and the other three 
blends of the three colors, for those who 
had a blended preference between types.

Through SDI learning, we become 
familiar with our own types, the types of 
others, and how those types interact with 
each other, are motivated, and respond to 
stress. We see a powerful positive effect on 
communication, alignment and reduced 
stress as we work toward effective balance 
in our relationships with others. This 
moves all toward a healthy organizational 
environment.

A few years ago I administered this tool to 
a group of 35 physicians. We saw a clear 
split among:

Surgeons (red and goal-directed, with 
a, “cut it out and move on to the next 
patient,” mentality)

Family physicians and pediatricians (blue 
and nurturing in their approach toward 
patients)

radiologists and pathologists (green and 
focused on data, analysis, and systems, 
and are more at ease reading the film or 
monitoring the IV drip)

emergency room physicians (hubs 
who navigated between all types as they 
cared for those in need of a surgeon, 
pediatrician or radiologist)

When groups are made up of such a 
variety of types and, as in the medical 
field, the stakes are high, individuals 
frequently have communication 
problems and significant stress. By giving 
them an awareness of their own and 
their colleagues’ types, we can reduce 
those communications problems and 
understand more clearly the motivations 
and strengths of the others.

The insight gained from this tool goes 
beyond an academic perspective. What 
we see is our natural type and associated 
strengths, and then pay attention to what 
attributes we need to work on to be even 
more effective and successful in our caring 
or leadership of others.

Personal Case Study
As a family practice physician, I am a red/
blue — goal-directed and caring of others. 
It was natural for me to care for people 
and hope to lead them toward health. 
In determining my type, what was most 
telling for me was the knowledge that my 
lowest score was green (data driven). I 
knew this intuitively!

Whenever I had to admit a diabetic 
in a coma, I needed cheat sheets and 
consultants to walk me through the 
details. I did not relish caring for a 
comatose, non-verbal, critical patient 
who needed blood chemistries drawn 
and adjusted hourly. Green is my Achilles 
tendon, my lowest score on the SDI.

I also realized that there isn’t a “right” 
color to be in Porter’s Relationship 
Awareness Theory — there’s nothing 
“wrong” with me — but there is a need 
for awareness of our natural, preferred 
strengths and our areas for development, 
to bring balance in our approach  

and behavior.

To balance my work and myself, I 
work today as a physician in full-time 
organizational development. I work with 
individuals, teams and departments who 
exist within large companies  
and organizations.

My red/blue profile helps me lead people 
to adapt to change, manage conflict, 
communicate meaningfully at work or 
home, and help them achieve less stress 
and illness in the individual, as well as in 
the organization itself.

a Perfect Picture of  
a Relationship
Knowing your own type and the 
attributes that are naturally yours, and 
knowing the personal types of others, 
helps us come together in a mosaic that 
often builds a better picture than we can 
create alone.

The world will contain an occasional left-
handed refrigerator or even a refrigerator 
without a handle that will stump the 
majority of us right-handed folks. We 
must own a deeper self-awareness of who 
we are, our natural types, and a working 
real-time knowledge of what other types 
we meet daily. Type knowledge can reduce 
the stress brought by confusion and 
hopefully support understanding rather 
than destructive conflict.

Challenge yourself and those you lead 
to become more knowledgeable about 
personality types for greater success, less 
stress, and better health. Leadership takes 
knowledge and the courage and skills to 
successfully navigate our complex world, 
a world that needs less destructive conflict 
and misunderstanding. nnn

The author, William (Bill) Lynagh, M.D., 
is the Senior Director of The Advisory Board 
Company, Physician Leadership Academy in 
Washington, D.C.

This an excerpt from an article first 
published in THE PHYSICIAN 
EXECUTIVE January/February 2006
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gRound RuLeS foR effeCtiVe 360-degRee feedBaCk

StepS the principleS What Si.Mobil DiD

6 In addition to yourself, the following people are usually asked to give 
feedback:
    - your boss
    - 3 to 5 direct reports
    - 3 to 5 colleagues/peers

After reviewing themselves, the Team Leaders were reviewed by their boss 
and their direct reports. It was felt that due to previous trainings the Team 
Leaders as a group already new each other very well and it was not necessary 
to add this ‘colleague’ feedback into the process.

7 Feedback providers are usually selected by the participating individual. They 
are asked to consider whose feedback would be most valuable to them and 
encouraged to include a variety of different kinds of people e.g. those they 
know well, those they don’t know so well, those they get along with well 
and those they don’t. This is so that the feedback will be more balanced. 
Not just the views of those who most ‘like’ you. However sometimes people 
to be asked can also be chosen more ‘objectively’ by human resources or a 
random selection of direct reports or colleagues. 

The manager was an obvious choice. For the agents, in some teams there 
were only 3 to 5 agents and so all completed the feedback. In a few teams 
there were 15 or more agents. Here, at the Team Leaders’ request, the agents 
were selected by the managers to ensure a random mix of new and longer 
serving agents with different working relationships.

8 Usually the feedback given by each individual remains confidential, with the 
exception of the boss. This is to encourage honesty when answering. This is 
achieved by producing separate reports of the feedback; all the results from 
the group of colleagues, and all from the group of direct reports. Some 360 
feedback processes are open so that they encourage face-to-face discussion 
between the feedback provider and recipient.

The open style for the SDI feedback was just what this group needed. And 
in terms of maturity, Si.mobil was ready for this. The feedback results were 
treated with respect and the openness encouraged more one-to-one sharing, 
discussion, and future planning.

9 All 360 processes ask for feedback by completing some kind of 
questionnaire which asks for feedback on certain criteria. This criteria can 
be competencies (as relevant for that job or company), skills, potential 
strengths, and weaknesses. The important thing is that the criteria is useful 
and relevant for the participants.

Here, the language of the SDI, which everyone was already familiar with, 
served as an excellent tool. The Team Leaders completed for themselves 
the SDI, the Portraits, the SDI Expectations Edition, and the Expectations 
Portrait. Their managers completed the SDI Expectations Edition and 
the Expectations Portrait. The agents completed the Feedback Portraits. 
Everyone already new each other’s actual SDI results.

10 Ensure enough time is allowed in the process for briefings, completing 
questionnaires, and collating feedback reports. These things often take 
longer than expected due to holidays, absences, and daily pressures of work.

One month was allowed to collect all the questionnaires. Some completed 
assessments individually while others came together in small groups and 
completed their feedback after a briefing.

11 Once all the feedback is gathered, reports should be produced and given 
directly to the feedback recipient with no other copies given to anyone else. 
Knowing that the feedback is confidential will also increase the likelihood of 
honest answers when people are giving the feedback. 

We (the facilitator) then used the SDI software to put together various 
comparisons of the data. Custom reports were printed and put it into a 
personal folder for each Team Leader. For example, we compared their own 
SDI and portraits with their job expectations and portraits. We compared 
their manager’s Expectations with their own Expectations. We compared 
the agents’ Feedback Portraits with their own Portraits, etc.

12 Each participant should be given time with an independent person (or 
coach) who will help them to interpret and understand the feedback they 
have received. This is an opportunity to make sense of the sometimes 
conflicting feedback and decide how they might be able to use this 
information to improve their relationships and performance.

Each Team Leader was then given their reports about a week before meeting 
with a “coach.” This allowed participants a chance to make their own 
conclusions and identify questions and discussion areas for their coaching 
session. They spent 2 to 3 hours with a personal coach to help them to 
make sense of the data and decide what they wanted to do about it.

13 The tangible output from the 360-degree feedback process should be a 
personal development plan which the participant has developed with the 
help of their ‘coach’ or ‘adviser’. This development plan should then be 
discussed and agreed upon with their boss. There may also be a “group” 
development plan that results from the process, which can be used to create 
a management development program later.

Each team leader identified a personal action / development plan which 
they created with the help of their facilitators and coach. They then took 
this back to their managers and discussed the plan in more details  
with them.

14 Participants decide whether to show their report to anyone else or not. 
Sharing should be encouraged as many more benefits can be gained from 
face-to-face discussion of feedback, both with the boss, direct reports or 
colleagues. However, the individual should be free to choose if they are 
comfortable with this or not.

Many of the Si.mobil Team Leaders chose to share their reports with 
their boss and with some of the agents in order to clarify some of the 
feedback and discuss how they might best use the information to improve 
relationships and performance.

15 The creation of the development plan is not the end of the process. There 
also needs to be mechanisms in place for reviewing progress, carrying out 
development in improvement areas, providing feedback on progress made, 
and possibly completing a follow-up 360 process to see if goals have been 
met and identify new areas for improvement.

The managers continued to work with their Team Leaders to put 
their development plans into action. They also decided to perform the 
360-degree feedback program on themselves to improve their relationships 
with team leaders and better understand what they were trying to do.

  The author, Pam Welsby, is the owner of FastForward International d.o.o. and Personal Strengths Adriatic in Slovenia. She is the 
main trainer and author of all FastForward programs. She is a People Development Specialist, a Human Resources Professional 
and a Master Practitioner of NLP. She began using the SDI about 15 years ago, receiving her training from Personal Strengths UK. 
Pam currently integrates SDI and Relationship Awareness tools into many varied programs including management, leadership, sales, 
customer service, communication skills, and relationship-building. She works primarily with international companies like DHL, 
Coca-Cola, Johnson & Johnson, Sava Tires (Goodyear), Nestle (pet food division).
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A few words from our customers...

“ I learned more about  
myself so that I can better  
understand myself and how  
I relate to others.

This is so helpful in  
my teaching of others. 
  I can better connect to my  
participants while instilling  
core diversity skills.”

  — marianne Pinto 
Independent Trainer

“The SDI is the 

Swiss Army Knife  
of training. 
  It’s a great people  
management tool.”

  — maria Slater 
u.S. Army Command &  
general Staff College

“The SDI provides a 
common language 
for conflict  
and quickly integrates new 
people into teams.”

   — Bob Petrello 
Psychologist and Consultant

“I’m amazed at the reception and 
instant connection to the SDI.

People leave energized 
and begging for more.”
  — Barbara Jemmott, 

Training Coordinator, Information Technology 
Deloitte & Touche

“The SDI gives us the 
tools we need to

support team  
effectiveness 
across a significant 
global integration 
effort.”

  — Jay Spach,  
SVP, organization Development 
Thomson Reuters

“The SDI was our instrument of 
choice to help us accomplish the 
rather daunting task of helping 
the department build sensitivity, 
plus skill in one-day training 
sessions. nearly 300 managers 
and line staff, in mixed groups, 
experienced the SDI. A few days 
after the training program was 
finished, the department director 
(also a participant) told us he had 
personally received more email, 
phone calls, and personal comment 
from staff about these programs 
than any training event in his 
memory. In fact, he said it was the 

most effective and 
memorable training 
experience for his 
department. WOW!”
  — Al Baldwin 

Director, organization Development & Training 
Contra Costa County

www.PersonalStrengths.com


