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Likewise, the following factors suggest that aggregate prices will remain 
stable relative to overall inflation:

• There is still significant opportunity for both productivity and 
technological improvements.

• Although the most economically advantaged reserves are being 
exhausted, there are still significant reserves available.

• If prices increase enough, alternative transportation methods come into 
play, which will hold prices down.

• A significant amount of aggregates can be reused and/or recycled.

Given the above, our prediction is that aggregate prices will continue its
trend of tracking overall inflation for at least the next 10 to 15 years. Check back
with FMI in 2020, and we’ll see how close our prediction came to the actual
pricing results. n

Will Hill is a senior associate with FMI and the Construction Materials departmental editor. He may be reached at

303.398.7237 or by e-mail at whill@fminet.com.

LEADERSHIP 
Discovering Blind Spots 

Most of us have worked with someone with a “blind spot” — whether it was
in their skills, knowledge, behavior, or attitude. While it is usually very easy to
see these blind spots in others, most of us simply do not have that same clarity
when it comes to ourselves. 

The 360° feedback process enables individuals to uncover these blind 
spots. The process works by having individuals rate themselves on a variety of
leadership competencies and skills. In addition, the individual requests feedback
from others — typically peers, supervisors, direct reports, and clients and 
customers. Feedback from responding groups is provided back to the individual

being rated anonymously and is used
most effectively for professional
development, not performance 
evaluation. While supervisors may
consider 360° results as background
for an annual performance evaluation,
360° reports should not, in most
instances, be used as a stand-alone
annual evaluation.

A PERSONAL EXPERIENCE
As part of FMI’s Leadership

Institute, each attendee completes a
360° assessment and undergoes an
individual coaching session with one
of the faculty. At a recent Leadership
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Institute program, an attendee, Mark, met with one of our staff to review his
360° assessment. Mark had a demeanor that intimidated most everyone. Our
staff member wondered if he might receive his first Leadership Institute black
eye when he told Mark that he did not believe Mark had any chance of being 
promoted with his present people skills.  

Two months later, this same staff member was talking with another 
individual from Mark’s company and heard first-hand about his leadership 
development. The individual from
Mark’s company asked the staff 
member, “What did you do to 
Mark at the Leadership Institute? 
She continued, describing a new 
kindness and consideration coming
from Mark. She recounted a 
particular day when Mark took up 
a collection for an employee that 
had missed a few days of work and 
as a result, was short of money. 
The example of Mark underscores
how powerful the 360° assessment
can be in raising individual awareness
and self-perception. 

While some of these blind 
spots are easy fixes, other problems
can be much more serious and 
harder to fix. But no matter what is
the issue, the first step in personal
and professional development 
is a realistic self-perception. The 
360° feedback is the best process,
enabling others to point out our blind spots and provide suggestions for
improvement. This then allows developing leaders to react appropriately 
and either develop, correct, or work around these issues and ultimately be 
more successful.

A recent study by The Hay Group, a global organizational and human
resources consulting firm, suggests that senior-level leaders are more likely to
see themselves incorrectly. This research confirms previous findings, which
examined results from more than 1,200 360° assessments in a number of 
industries. This research found that senior-level executives had the greatest 
discrepancies between their own self-image and other’s views of them.
Moreover, the higher people are in an organization, the less likely they are to
see themselves accurately. These leaders tend to overrate themselves and 
lose touch with those they lead — an inconsistency that can lead to serious
leadership problems. A recent university study found that leaders who over 
estimated their own leadership ability had direct subordinates with significantly
lower levels of both job satisfaction and productivity.

While 360° feedback is critical for senior executives, those serious about
developing themselves at any level can benefit from these reports. Also, while
360° feedback is most prevalent in business enterprises, leaders in private, 
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public, and non-profit sectors can all receive valuable insight from the experience
of a 360° report. Anyone who works with people has a need to see himself or
herself more clearly to increase their effectiveness.

Organizations that adopt a process of 360° feedback and make the 
investment to provide this information to their people, send a significant 
message to their employees about the importance of personal and professional
development. In addition, aggregate ratings for managers across an organization
aid in identifying enterprise-wide strengths and weaknesses. This, then, enables
human resource professionals to focus training and development efforts in 
the appropriate areas for increased effectiveness. 

Self-perception is never a perfect image. Individuals see themselves quite
differently from how others do. An indispensable tool, the 360° feedback helps
leaders at all levels to see themselves more clearly. 

USE IN PERFORMANCE APPRAISALS
Some organizations are tempted to use 360° feedback for performance

appraisals because these assessments often give insight into how raters 
perceive the ratee’s performance in various areas. However, caution should be

exercised when using 360° feedback
for this purpose. If organizations
decide to use 360° feedback for
appraisal purposes, they should 
proceed slowly, using feedback only
for developmental purposes first,
and then, gradually moving toward 
its use in appraisals as employees
become accustomed to the process.
Also, employees should know when
360° feedback is being used for 
performance appraisals. 

Finally, companies using 360°
programs for both development and
appraisal should keep the two uses
separate. Tying 360° feedback to 
performance appraisals increases 
the possibility that raters and ratees

will attempt to manipulate the process to achieve desired outcomes such as 
pay raises and promotions. Past research has found that up to 35% of raters
changed their ratings when the use of assessments shifted from development 
to evaluative purposes. In a pilot study of a 360° program, UPS interviewed 
participants to determine if they would have changed their ratings if their
responses were going to be used in their performance appraisals. Raters
responded that they would indeed change their ratings by raising or lowering
them. The primary purpose of changing ratings would have been to influence 
outcomes of the performance appraisal. In fact, in a recent survey, half of the
companies using 360° feedback for appraisal had discontinued its use in appraisals
for those reasons — rating inflation and negative employee perceptions. 

As you consider implementing 360° assessments in your organization,
remember that tools are only helpful if used in the proper manner. One of the
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critical aspects of a successful 360°
program is what is done with the
feedback that is given. Feedback
from 360° assessments can often be
shocking to recipients, especially
those with greatly different self-
perceptions. Less favorable feedback
has also been shown to be related 
to negative reactions and the belief

that the feedback is inaccurate. Therefore, the results of a 360° assessment
should be reviewed with a trained facilitator who does not focus solely on 
negative results. Feedback facilitation should focus on task performance rather
than the person, include information about how to improve performance, and
provide a goal-setting plan. 

An important requirement for success is organizational support for 
development needs uncovered by the 360°. Organizations should be prepared
to offer training and specific action plans based on the results. If 360° feedback
is not solicited amidst a supporting organizational culture, if responses are not
taken seriously, and if appropriate coaching and follow-up are not performed,
the potential benefits of these reports will not be realized. 

While not all leaders are interested in discovering their blind spots, 
exceptional leaders are in a constant exploration to find the best tools to make
themselves and those around them better. As evidenced through research and
personal stories, it is easy to see how 360° assessments fit the bill. n

Tom Alafat is a senior consultant with FMI. He may be reached at 303.398.7209 or via e-mail at 

talafat@fminet.com. Erik Hoekstra is chief development officer of the Harbor Group and Interstates Companies, 

a group of industrial electrical engineering and construction firms. He can be reached at 712.722.1662 or via e-mail at 

erik.hoekstra@harborcg.com. Jake Appleman works with FMI’s Leadership Group. He may be reached at 303.398.7248

or via e-mail at jappleman@fminet.com.

SURETY
“It’s a Whole New World”

Why has my rate increased? We’ve never had a loss. Why do we have 
to do that? We never did before? Why is the bonding company asking so 
many questions? 

These are the sort of questions contractors are asking bonding 
professionals concerning the new underwriting standards surety companies put
in place in 2004 and 2005. Unfortunately, the answer to these questions and
those like them are all pretty much the same: Surety-company losses have 
skyrocketed in recent years, forcing sureties to reevaluate their pricing and
underwriting models.

With a new direction in surety, underwriting contractors must be prepared
to actively manage their surety relationship. In the past, the relationship
between surety and contractor was one of relative ease and comfort. The surety
was willing to go that extra mile with little, or in some cases, no information




