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CASE STUDY
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3D Group helps clients win in the marketplace by leveraging scientifically
valid talent assessment solutions to drive individual and organizational
change. Our team of employee feedback experts excels at designing and
implementing strategically aligned 360 degree feedback processes for
businesses of all shapes and sizes.
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Historically, HR leaders at The
Andersons had made key
decisions about how to manage HR
services based on direction from
individual business unit leadership.
In early 2017, the CEO and new VP
of HR initiated a shift towards a
shared services model requiring
the HR Leadership Team to
collaborate with their peers in a
new, and sometimes challenging,
way.

Using our unique side-by-side
rating method, every member of
the Anderson’s HR team, including
the VP, provided individual ratings
& comments for their teammates
in a confidential survey process.
Then each team member met oneon-one with a coach to discuss
their individual feedback and
prepare for a Team Retreat. 3D
Group consultants customized the
Retreat agenda based on insights
from individual coaching, survey
results, and response patterns
within the team’s survey data.

“People walked away with
permission to get beyond ‘MidWest nice’ and speak more freely,
which has helped us to surface and
work through differences of
opinion.”
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-Valerie Blanchett, Vice President,
Human Resources, The Andersons

Background & Team Challenges
In 2015, The Andersons, a diversified U.S. agricultural company with a 70 year
history, appointed a new CEO, Patrick Bowe. Bowe was the first non family
member to lead the business, but had deep roots in agriculture and a
compelling vision for a leaner organization that would be better equipped to
thrive, even under challenging market conditions. Bowe focused on
opportunities to improve processes, safety, and accountability across the
organization. In early 2016, Bowe hired an experienced Vice President of
Human Resources, Valerie Blanchett, and gave her a mandate to apply a
consistent system, lower costs and improve service quality.
In 2017, Blanchett formed a new HR Leadership Team to increase the Department’s efficiency by standardizing
HR services across their 4 lines of business: the Grain Group, Plant Nutrient Group, Ethanol Group, and Rail
Group, plus Corporate Services. Historically, these business lines had been very autonomous, and HR had been
operating in support of this autonomy with only minimal centralization of policy and procedure. Each unit had
their own way of doing things, and to a larger degree HR practices followed suit. To implement a shared
services model would require a huge shift in approach. For the first time, HR leaders needed to work in
partnership and align themselves around the various HR functions rather than the preferences of each business
unit.
Within the larger organization, there had been significant turnover among senior leadership and company
financial performance had been below target for the past 2 years, in line with a general downturn in U.S.
agricultural markets. Bowe had made the difficult decision to close their Ohio-based Retail grocery business,
which was difficult for employee morale due to the business’ strong history and presence in local communities.
These business pressures added additional pressure for the new Team to quickly realize efficiencies from a
more centralized process.
Adding to the complexity was the fact that some HR Leadership Team members had been with the company
for more than 20 years while others had been there for only 10 months, with very little in between. One thing
that they did have in common was that most team members, even the long tenured employees, had been
recently promoted or placed in a new role. The degree of change created discomfort, especially for the HR
Business Partners who were now responsible for communicating and championing significant changes in HR
Services within their individual lines of business. During initial meetings to plan these changes, the team
focused on role clarification and alignment around shared values and principles, but communication was
strained. There were very real business challenges that needed to be faced head-on, but no one wanted to be
perceived as uncooperative or difficult, so tensions stayed below the surface.
As Vice President of HR, Blanchett knew that the HR staff needed to lead the change effort from within and we
needed 100% buy-in to the new way of doing business. To do that, she needed the leaders to open up, share
their concerns and be willing to work through the tough aspects of change openly and together.
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Team NavigatorSM Solution
To get her team aligned, Blanchett knew she needed to articulate
a clear vision for the Department that would inspire, overcome
resistance to change, and create a strong foundation for
successful teamwork. She needed credible data on how team
members perceived her leadership, the new direction for the
department, and how well they could work together toward a
shared goal. Did they feel that they could count on each other?
Was there enough trust on the team for individuals to risk open
debate? How could she encourage them to openly share
information and listen to new ideas?
As savvy human resource professionals, the members of The
Andersons’ HR Leadership team had extensive experience with
teambuilding methodologies and tools. Blanchett decided that
she needed team strengthening support with a high level of
credibility that was customized to their situation. She also
needed a solution that would allow everyone on the team to be
an active, focused participant – not a trainer or facilitator.
3D Group had been providing 360 degree feedback services at
The Andersons since 2013, serving leaders across several
business units, including Corporate Services and members of the
HR Leadership Team itself. Blanchett knew that 3D Group’s
previous experience with the group added credibility and that
their objectivity as an external partner would help her see blind
spots. 3D Group’s Team Navigator solution, which leverages the
power of 360 degree feedback to improve team performance,
was aligned with her need for a data-driven, customized
teambuilding solution.
3D Group consultants developed the Team Navigator model
because they recognized the power of the ‘a-ha’ moments that
individuals have during 360 coaching and during group
discussions of 360 results (with the right level of support). The
specific factors measured by the assessment are grounded in
considerable research on team effectiveness and 3D Group’s
experience working with leadership teams.
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A Model of High Performing Teams
Team Navigator survey content is based on a
proprietary team effectiveness model withthree
key dimensions: Purpose, People, and Climate.
Specifically, the assessment measures: 1) the
degree of alignment around the team’s Purpose,
2) People: confidence in the fit, skills, and
attitudes of team members, including the team
leader, and 3) Climate: the level of cohesion
within the team.

The Team Navigator Process
The Team NavigatorSM process helps teams learn what team effectiveness looks like, and then identifies
strengths and areas for improvement for each team member, the team leader & the team as a whole.

1. Confidential Survey
Blanchett met with 3D Group Senior
Consultants to discuss the teams’
needs and the best way to create
excitement and buy-in. To help her
team feel comfortable giving honest
feedback, she introduced the project
with a clear explanation on how the
data was going to be used (i.e.,
confidentially, presented in
aggregate, discussing themes and
not any ‘one’ person’s responses).
Using 3D Group's side-by-side rating
method, each member of the team
was able to concurrently calibrate
their ratings between all team
members on each behavior. Team
members also rated Blanchett on
her leadership of the team using a
specific Team Leader survey.

2. Individual Coaching
After the survey process was
complete, each team member,
including Blanchett, met with a 3D
Group coach for a one-on-one
coaching session.
The sessions focused on helping
each individual understand their
personal impact on the team and on
identifying specific changes that they
could make to be better team
members and to strengthen the
team as a whole.
In addition to her personal results,
Blanchett received a group report
with aggregated data that revealed
team strengths and areas for
improvement and met with Senior
Consultants to discuss the results
and prepare for the Retreat.

3. Team Retreat
At the Team Retreat, the Team
discussed their group results. The
challenges Blanchett had identified
around constructive conflict and
open communication quickly
emerged.
The retreat included exploration of
these challenges and learning new
techniques that would allow team
members to more easily engage in
productive conflict and to
communicate in a more
collaborative way to break down
silos.
With the support of their coaches,
team members came prepared to
share insights and themes from their
individual feedback reports and each
shared at least one concrete step
they personally planned to take to
improve the functioning of the team.

“To work as a high functioning team, we needed to partner effectively and
take more ownership. It’s hard to argue with data, so the reports and
coaching helped us to more clearly understand and face team challenges.”
-Valerie Blanchett, Vice President, Human Resources
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Results
Initial reactions to the Team Navigator℠ process have been extremely positive. Blanchett and Eric Levos, Senior
Manager of Talent & Learning, both report that following the retreat and focused coaching, team members are
significantly more supportive of each other, collaborative, and candid. Importantly, the retreat gave the team
specific language to use during disagreements so that conflict could be constructive and team members are willing
to speak up more readily.
Specifically, the team made the following commitments at the end of the retreat:

1

Instead of avoiding difficult
conversations, we’ll push through the
discomfort by indentifying 3 ways that
having the conversation brings value to
The Andersons (benefits of ‘fruitful’
friction).

2

We will speak up - adding our input and
feedback on important decisions AND
demonstrate that we value the input of
team members by actively seeking their
involvement and staying open to new
ideas.

By articulating these behaviors at the team and individual level, each team member had a clear blueprint for
their intentions. While these commitments may not have been kept every day in every interaction, the team
quickly made progress shifting many of their practices in-line with the commitments they made during the
retreat.
One of the most immediate "wins" for Blanchett coming out of the Team Navigator process was a dramatic
improvement to their annual Talent Review. The status quo for Talent Reviews had been for each HR Business
Partner to independently complete their 9-block ratings. Without coordination on process or presentation
style, the effort had looked disjointed, and even competitive, to an audience of the company’s senior
executives.
The Team Navigator experience led the HR team to completely shift its approach to 9-block ratings. In
preparation for their annual Talent Review meeting, team members worked together to agree on a more
consistent process and presentation structure. Behind the scenes, there was spirited debate about the best
approach, but ultimately, engaging in productive conflict as agreed allowed the team to give a unified,
professional presentation to their senior executives. HR team members were willing to present their
candidates as potential assets within other areas of the business and the focus stayed where it belonged – on
the company’s strategy goals.
In late September, the Team met for a 2-day session planning session focused on continued alignment of HR
services in the coming year. Resources that had previously been devoted to individual lines of business were
no longer treated as ‘sacred cows’ and the discussion moved beyond personal concerns to how HR can lead
organizational change efforts and implement strategies that will bring long-term value to The Andersons.
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“Before we started the Team Navigator process, team
members were guarded and uncomfortable speaking
their minds. To work as a high functioning team, we
needed to partner effectively and take more
ownership. It’s hard to argue with data, so the reports
and coaching helped us to more clearly understand
and face team challenges. The activities at the Retreat
felt authentic and it was reassuring for people to see
that others were struggling with the same issues.
People walked away with permission to get beyond
‘Mid-West nice’ and speak more freely, which has
strengthened individual contributions, relationships
and helped us to surface and work through differences
of opinion.”
-Valerie Blanchett, Vice President,
Human Resources, The Andersons
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3D Group helps clients win in the marketplace by leveraging
scientifically valid talent assessment solutions to drive individual and
organizational change. Our team of employee feedback experts
excels at designing and implementing strategically aligned 360 degree
feedback processes for businesses of all shapes and sizes.
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