TALENT TOOLS

everything you need
to know about 360°
degree feedback

1. what is 360 degree?
360 Degree Feedback is also known as Full Circle,
Multi-Level, Upward Appraisal or Peer Review.
Where ' regular' performance appraisals provide for ' single- source' ( topdown) feedback, normally from an employee's direct line manager only, 360degree feedback appraisals are ' multi- source' - involving behavioural feedback
from a variety of sources such as Peers, Direct Reports (subordinates)
,Customers (internal and/ or external) as well as Managers.
These are called " Rater Groups", consisting of three or more Raters per Rater
Group (except for the Rater Group ' Manager/s' where an employee may only
have one line manager) .
The employee receiving the feedback (called ' Appraisee' or ‘ Feedback
Recipient’) , gets rated by several 360° Raters. Only Raters having worked with
the Appraisee for a minimum three months should be asked to provide
behavioural feedback to the Appraisee. The Appraisee also fills out a selfrating that includes the same questions the Rater Groups receive in their
questionnaires.

the benefits 360° feedback:
Simply put - it is harder to discount the opinions of several of your colleagues
or customers than the views of just one person. The 360° process also provides
a much more complete and richer picture of an employee' s performance. It
also gives people an opportunity to provide anonymous feedback to a
colleague, which they might otherwise be uncomfortable to give face- toface.

Receiving feedback from others allows for:
Increased self- awareness, by understanding how your behaviour is
perceived by others and comparing this perception with your own self
assessment.
To identify and build upon the strengths that you are currently exhibiting.
To identify priority areas where you might change your behaviour to improve
your work performance and organisational effectiveness.
More focused learning and development activities, and increased individual
ownership for self- development.
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Feedback is essential in facilitating
performance improvement.
It informs employees of their actions that may create problems for others, and
what behavioural changes may be necessary to improve working relationships,
team synergy, performance outputs or customer service. Received in a positive,
open- minded, non- defensive spirit, 360° - feedback can play a significant role
in an employees' personal and professional growth, and job satisfaction. It can
serve as motivation for personal development and behaviour change.
360° feedback from peers and direct reports is often the only way that senior
executives can get feedback on their performance, as there may just not be
anybody else to do it.
When managers are new to an organisation, and especially if they have many
direct reports, it can take a while to get to know them well. 360° feedback can
be the ideal process to gather behavioural information on them fast and
effectively.
The data collected from 360-degree feedback throughout the organisation can
be very useful in providing insight into organisation- wide behaviours and
competency (or the lack thereof), and identify what development and other
interventions would benefit the organisation.

What are the practical applications of 360degree feedback?
Employee Self-Insight (for personal attitude and behaviour change)
Employee Development and Coaching/Counselling
Leadership Development
Learning Needs Analysis
Team Building and Development
Training Workshop Pre- and Post Assessment
Organisational Change Interventions
Career Development
Succession Planning (identification of star performers)
Complementing Performance Appraisals
Customer Feedback
Student Feedback (educational institutions)
Assessment Centres
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Source: http://www.thecorporatetoolbox.com/system/media_files/files/45/original_article_Handling360-Feedback.pdf?1251334938

2. how to implement
What is a Rater?
A Rater, also known as a Multirater, Respondent, Assessor or Observer, is the
person providing 360-degree feedback to the Appraisee (feedback recipient).
Raters are classified into different Rater Groups, the most common being Peers,
Manager/s, Direct Reports ("subordinates") and Customers (internal or external).
Why is the anonymity of 360° Raters so important?
It is important that the anonymity and confidentiality of 360° Raters be
guaranteed to ensure they cannot be identified by the Appraisee. Without this
assurance, Raters may either not respond, or they may "fudge" their responses
to avoid potential friction
.
EXCEPTION TO THIS RULE: In close-knit teams where a high maturity level in
respect of giving and receiving feedback exists, the 360° process may be
enhanced if the individual Raters and their feedback is revealed to Appraisees
(with everybody's upfront knowledge and buy-in of course). The Appraisee will
then be able to ask a Rater more in-depth, clarifying questions about their
feedback, which will enhance the behaviour modification and development
power and potential of the 360° feedback program.

Who should have access to the 360° feedback
reports?
If the Appraisee is not guaranteed that the results will remain confidential,
they will tend to experience anxiety about the purpose of the exercise and the
use of their data. The safest and most desirable option is to only allow the
Appraisee and a neutral feedback facilitator access to 360° feedback reports.
At most, the direct line managers of 360° Appraisees may also be allowed
access.
Employees may fear the process if their line managers are given access to
their feedback reports, UNLESS both parties have been properly informed and
trained in their respective roles in the process.
Managers should, as a rule, not be allowed to interpret the results and handle
the feedback and development discussion with employees themselves.
However, they should have access to the resulting Development Plan so that
they can assist employees in achieving their development goals, and act as
ongoing coaches.
In this regard, management training in coaching skills is highly recommended.
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How should 360° feedback results be presented to
employees?
The effective feedback of 360° appraisal results is CRUCIAL for the process to
succeed.
IMPORTANT: Do not provide 360° feedback in a " vacuum" by just letting
employees get their 360° appraisal results in the form of printed or online
reports.
Feedback should be interpreted and presented by professionals who are
experienced in delivering 360- degree feedback, and coaching employees to
make good use of the content. This should be a suitably competent Human
Resources staff member or an external consultant. If feedback is negative, it
can be very demoralising - so it' s important employees have access to a
neutral and experienced person who can help them understand their feedback.
It is common for feedback recipients to focus on the negative, even though
they are generally doing a good job. A professional feedback facilitator or
coach can help employees identify both their strengths and weaknesses and
create a Development Plan that encourages them to build on their strengths
and eliminate or reduce their weaknesses.
It speaks for itself that a Development Plan without the necessary support
mechanisms and resources (funds, training courses, on-the-job coaching) will
not only be a waste of time but can also do a lot of harm to the credibility of
your 360 program.

When should 360° feedback results be
communicated to employees?
Communication should be done as soon as possible after all the Raters have
completed their respective 360° questionnaires (the latter also to be done in
the shortest time span possible).
This will ensure that the feedback is relevant when Appraisees receive it, and
that their motivation to receive it is still high.
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Should 360-degree feedback be linked to
performance appraisal and compensation?
If 360° feedback is linked to performance appraisals and compensation, it loses
its power as a development tool. Especially with peer feedback, the danger
arises where individuals may quickly learn how to play the game: " I'll scratch
your back if you scratch mine."

Appraisees are also likely to become unduly defensive during the feedback
process to protect their income levels. Instead adopt a positive and optimistic
mindset that performance WILL improve as a result of stress- free learning and
development, based on valid 360° feedback.

The 360° feedback process as a performance appraisal tool should ONLY be
considered if there is a very strong existing performance appraisal system in
place, as well as an open and mature organizational culture where constructive
feedback is given and accepted in the spirit of continuous improvement.
.

What employee training will support the
implementation of a 360-degree feedback scheme?
The following training should be considered to ensure a successful
360°program implementation:
Line Managers: Training in coaching skills, and how to assist employees with
implementing their Development Plans and giving ongoing feedback on
progress.
Appraisees: Training in how to constructively accept feedback and
effectively manage their own Development Plans.
Raters: Training in how to provide useful positive and constructive feedback.
If employees do not trust your intentions, they may sabotage your 360°
initiative through their resistance to participate. So let them know that they
are not going to be dismissed, demoted, or penalised in any way based on the
results.
360° appraisal programs will not work in dysfunctional departments or in
organisations where there is a lack of openness and trust, and an
unwillingness or fear to give and receive feedback.
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3. feedback sessions tips:
Make sure you analyse the 360° reports ahead of time, identifying all the STRENGTHS
mentioned, and two to three key DEVELOPMENT NEEDS. If there are many “negatives”, then
focus on the top maximum THREE this time.
Ensure that a comfortable venue is used, free of interruptions and noises.
Have a suitable ice-breaker to get the appraisee at ease.
Briefly explain the purpose of the feedback session, the key strengths and development
needs that came out, and to agree on a Development Plan.
Reassure the appraisee of the confidentiality of their 360° results, and inform them who
has access to it.
Start with the STRENGTHS, Make the most of the strengths to emphasize this is a balanced
exercise and to motivate and encourage them, but without becoming condescending,
which may possibly create the perception that you are “softening them up” for the blow to
come.
Next, cover the DEVELOPMENT NEEDS one at a time. Be extremely careful that the raters
are not identified through any events they may have mentioned. Ask the appraisee how
they feel about the development need. Can they see where raters are coming from on this?
Can they think of examples where this have happened? (NOTE: They have to accept it’s a
development need before you can move forward, Facilitate the process through
questioning, probing, clarifying and paraphrasing so THEY come up with the solutions and
improvement actions.

sample development plan

Note down the improvement actions and give them a copy afterwards. The Development
Plan must include the date of a follow-up session in 4 to 6 weeks.
Discuss progress and any remaining issues at that follow-up session, and agree on at least
on more follow-up session.
It is up to you whether you want to give the appraisee their 360° reports or not, but do not
do so if there are too many negatives, if any raters CAN be identified through their
narrative feedback or if there were just one or two raters in a specific Rater Group.
Your organization may also have a specific policy in this regard – whether to give
individuals access to their 360° reports or not.
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summary: five steps for
communicating 360° feedback
1.When?
The sooner the better.
Keep the 360° initiative relevant and rolling. Provide quick, actionable
feedback and progress to the development plan.

2. how?
In-Person, face-to-face, and preferably, one-on-one. Use scheduled feedback
sessions, not ad-hoc conversations.
Sensitively communicate the results in a constructive manner.
Consider using a multiple-session approach, which encourages recipients to
reflect and seek clarification.

3. who?
By a suitably trained person.
The feedback consultant (be they internal or external, an HR professional or
trained manager) plays an integral role in the feedback session, helping the
recipient interpret and understand their report. They also convey meaning
and provide context.
Their role is to help the recipient (and organisation) to accept and benefit
from the 360° experience.

4. where (to start)?
Share the averages first.
Knowing the group averages at the outset helps the recipient to feel more
comfortable discussing their individual results.

5. what?
Focus on strengths.
Beginning with strengths sets the stage for the review making it a positive
experience. Be mindful that people will easily get better at what they are
already good at.
Take a risk mitigation approach to working on weaknesses. Discuss
overcoming weaknesses by utilising their strengths.
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4. best practice
1. survey design
A 360° survey typically consists of ratings of behaviors and
competencies, combined with an opportunity for open-ended
comments.
Design the survey using attributes important to YOUR organisation
and relevant to employee development. Use either internal
resources, or engage an outside HR consultant with expertise in
360° programs to construct the assessment instrument.
Open-ended comments often provide the most valuable feedback
to the employee; however they are also the most time consuming
for assessors to provide thoughtful responses. A good balance of
scaled closed-ended and open-ended questions should be the goal
in survey design.

2. participation
Keep in mind that a critical element for success is broad
participation. You'll want employees to complete their assigned
assessments with a high degree of focus, thoughtfulness and
attention to their responses. This takes time, and employees' time
must be respected.
Be sure to allow adequate opportunity for employees to complete
their assessments.
Avoid administering a 360°-program during the company's busy
season, and wherever practical, make allowances for employees
who may be travelling or on holidays.

3. communicate
Good communication of the program will also contribute to its
success. Involvement of senior management will help show a toplevel commitment and also can be used to dispel anxiety relating
to employees' trust and openness of responses.
Full and clear explanations of the purpose, how data will be used,
and how it will be protected should be communicated to all
stakeholders in the process - those being assessed as well as the
feedback providers, and those not invited to be raters nor
assessees.
Use of a third-party administrator is also highly recommended to
increase the level of trust of the program.
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best practice
4. implementation
From the point of view of those providing feedback (the assessors),
the implementation should facilitate an organised, well-structured
and easy-to-complete design.
Each participating employee may be tasked with completing
assessments for several peers, managers, etc, and the process
should make it easy to organise his or her assessments and track
which have been completed. If it is a large exercise and people
will be completing multiple assessments for others, consider a
staggered roll-out to avoid questionnaire fatigue.
A well-designed web-based 360° implementation will send a single
email to each assessor, with a link to a website which monitors the
status of survey completion for each assessment they need to
complete.
A dashboard displays the names, survey links and completion
status for each assessment the employee is responsible for.
Additional real-time reporting of response rates will give program
administrators the information they need to gauge participation
and help determine when additional reminders are required.

5. reporting
Typically, the results of 360° programs are disseminated directly to
the participants. The output must be user-friendly and
understandable to employees at all levels.
Keep it simple - average ratings on behaviors and competencies
broken down by level of response (peer, manager, etc.), along with
a complete list of verbatim comments. Often the comments are
"cleansed" to remove names and sometimes profanity. In the data
analysis, steps can be taken to combine small groups so anonymity
of responses can be preserved.

Following a few simple guidelines can help ensure a 360° program
is a successful part of your company' s efforts to promote
employee development. These initiatives are easily scalable from
small companies or departmental work groups to company- wide
efforts. Fostering the growth of individual contributors, middle
managers and senior leaders.
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5. GETTING 360 DEGREE REVIEWS
RIGHT
Written by Jack Zenger and Joseph Folkman
We've all watched countless late-night infomercials regarding a new product or
self-help program. As it ends, the person on the TV screen testifies this new
vitamin or exercise process has "changed my life." We assume we're not alone
in our skepticism about how life transforming this new product really is.
Indeed, as we mature, it seems that fewer and fewer things actually make a
long-term difference in our lives.
But there is one thing we've personally seen that profoundly and consistently
changes lives, what's generally referred to as the 360-degree feedback process.
In the course of completing tens of thousands of these reviews as part of our
strength-based leadership programs, we had an up-close view of many people
who were teetering on the edge of job termination, and have seen them
blossom into extremely valuable contributors. It's been one of the really
gratifying parts of our work.
Maybe that's why our blood comes to a slow boil when we see a popular
columnist arguing that 360-degree feedback programs fail. Of course a careful
reading of the article describes an entirely flawed implementation of a 360°
process, and we grudgingly concur that this does happen. Sometimes the
senior executives don't support the program, and in the worst cases they don't
participate themselves. Perhaps reports go to participants with little or no
explanation of how to read them and without follow-up from the manager or
HR. Or perhaps the 360° feedback isn't used to guide and inform people's
progress within an overall system of development. Yes (we sigh) there are too
many 360° implementations that are a pathetic waste of time, resources, and
worst of all opportunity.
That's why we take heart when we see organisations do 360°'s well. What do
they do that makes the difference?
They begin by measuring the right skills, relying on empirical research to
determine which leadership competencies really make a difference to the
performance of their firm, rather than on some senior executive's beliefs
about what makes a good manager.
They take the time to properly explain, both to participants and to the
people giving feedback why they've going through the exercise and how the
data will be used for the participant's development.
They make certain, and make it known, that there will be no breaches of
confidentiality.
They use a survey that takes only 15 to 20 minutes to complete.
They focus primarily on discovering strengths rather than use the process to
uncover deficiencies. Yes, the process sometimes identifies major
weaknesses that need to be taken seriously, but in our experience, these
have been in the minority of cases.
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They tailor the results to each individual and to his or her position. Everyone
doesn't need to be good at the same things.
They present each person's results in a way that enables them to digest
them constructively and use the data to create a personal plan of
development.
They make the feedback report itself simple to read, presenting data in a
graphical format that is easy to absorb.
They design a final report to help participants see how they compare to
those in the top quartile and in the top 10%.This elevates everyone's
aspirations. No one leaves feeling complacent about being slightly above
average.
They include a mini-employee survey that shows managers the impact of
their behavior on their subordinates.
The effectiveness of any measure is based on how well that metric can predict
an outcome.
- Will the number of leads generated by a marketing campaign predict sales? - Will the number of hurricanes in the Gulf predict the price of gas?
- Will the number of times a new product is mentioned in social media predict
the success of that product?
What we know from our years of research correlating leaders' 360° ratings to
important organisational outcomes is that they are very predictive. While no
one person's opinion is in itself necessarily predictive, the aggregate average of
several raters really does provide a very accurate gauge of the skills of a leader.
Our research shows that individuals rated through this process as highly
effective leaders preside over operations in which turnover is lower and
employee engagement, customer satisfaction, and sales are higher.
That said, there is one 360° rater who is highly unreliable and rarely predictive
at all. As all our data and our long experience have shown us time and time
again, that person is YOU. That is, your own perception of yourself is rarely
accurate or predictive. For a GPS system to get an accurate picture of your
location, it requires four different satellites. For leaders to get an accurate
picture of their own effectiveness, they need feedback from their manager,
peers, direct reports, and others in the organisation.
Certainly, 360-degree feedback can be done well or poorly. But we are
heartened when we see the process done well, because we know that virtually
every time that happens, someone's life will indeed be transformed in a
positive way. In a very real sense, it can be one of the rare activities that truly
does influence careers and change lives.

Jack Zenger is the CEO and Joseph Folkman is the president of Zenger/Folkman, a leadership
development consultancy. They are co-authors of the October 2011 HBR article "Making Yourself
Indispensable," and the book How to Be Exceptional: Drive Leadership Success by Magnifying Your
Strengths (McGraw-Hill, 2012).
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6.CASE STUDIES:
DO 360° RIGHT OR DON'T DO IT AT
ALL
Written by Sharon Hudson, Director, Talent Tools

EXAMPLE ONE: A RISK WITH RATER GROUPS.
Using too few raters in each rater group to achieve acceptable levels of
reliability can cause inaccurate results.
360-degree feedback is the collection of data from a population or sample
population of relevant stakeholder groups. An adequate representation for
each group is critical to ensure accurate and reliable data for analysis.
Based on recent research, we know that the correlation between two
supervisors sits around .50 - where 1 is perfectly correlated, and .70 or higher is
considered an acceptable level or correlation. This means that to allow for
differences within the 'supervisors rater group' you need at least 4 supervisor
group raters to get reliable scoring. There are "magic numbers" for peers and
direct reports as well.
If the TOTAL population of the rater group is below these 'magic' numbers,
there is no issue, as you have complete data to analyise, and any "averages" are
average of the whole rather than a sample population.
However, if you are using too small a sample population, you increase the
probability that averages used in reports will be misleading.
We know the value your 360-degree feedback project gives the organisation is
DIRECTLY related to the data your gather. This is regardless of the capacity of
your back-end analysis and investment in best practice feedback.

It is imperative that you identify an adequate number of the right raters,
across the right rater groups, to ensure you have reliable data to generate
valid results.
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EXAMPLE TWO: A RISK IN THE INTERPRETATION OF
360°FEEDBACK RESULTS
In our 360°-feedback experience encompassing a diverse range of:
- questionnaires/instruments
- measuring different competency models
- using various rating scales in a range of industries and;
- over a lengthy period of time
We have repeatedly observed patterns of perceptual distortions and bias. This
may be conscious, unconscious or a combination of both. All have implications
for interpreting the results and providing feedback to the candidate.
For example, let's have a look at those self-raters who tend to under-rate
themselves, which is common, particularly in the first round of 360°s. Underraters are those whose self-ratings are significantly or uniformly lower than the
ratings provided by the other rater groups.
There a a myriad of reasons for consciously or unconsciously self under-rating:
- modesty or humility
- not wanting to be seen to score ourselves higher than others rate us
- having high personal standards and expectations
- having a bad day or feeling down
There are several positive interpretation suggestions available when one
underrates, such as uncovering a hidden strength/s, being a humble high
performer, or continually striving to be better.
On the down-side, however, self under-rating may be interpreted as a lack of
in self-confidence, self-esteem, or lack of self-knowledge.

How does does self under-rating impact the feedback session?
Under-raters often appear to be hyper vigilant to the perceived "negative"
information contained in their report and often "fixate" on the lowest scores on
ratings scales and the open-ended comments that appear to be "neutral or
"critical" in tone or content.
Research shows that a person with a negative self-views tend to tune into
feedback that portrays them critically as opposed to positively.
We know that perceptions about feedback can be highly influenced by these
personality and individual differences, making it imperative that each
participant have a competent facilitator to really help them clarify and
interpret their individual results.
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