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“Business Clarity -
           The Essential Role 

     of 360◦ Feedback and Best   

        Practice Techniques”

Prepared by Sewells.
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NEW TO 360◦ FEEDBACK? … HERE ARE THE BASIC FACTS…
360◦ feedback is the assessment of people, by others who understand them and their work. 

As a process, 360◦ feedback (also known as multi-level, multi-source feedback), can sit alongside a number of other processes used in organisations to channel the potential of individuals.  Ideally it is used to complement other appraisal techniques and draw on specific strengths of each, bringing them together in a new form.

360◦ feedback is a process whereby an individual (the recipient) is rated on their performance by people who know something about their work (the raters).  This can include direct reports, peers and managers and in some cases it is good to involve customers or clients. This means the findings from the 360◦ feedback are perceived as being realistic, objective and credible. 
The benefit can be to increase the individual’s awareness of how their performance is viewed by their colleagues and indeed how it compares with their own view of their performance. (which can often be different).
The objectives of the programme and how the 360◦ feedback is linked to organisational or individual performance goals must be clear, in order to engage people and gain their full involvement. Clear and positive communication is essential.

Consider and determine what you need the 360◦ feedback programme to achieve. What’s the objective, the outcomes you want to achieve, what do you want to change? 

You do need to think about and check the legal and contractual side of things such as – individual choice, data protection, privacy, acceptable practices and rules, training, individual rights, etc..
In terms of the number of raters you choose, where possible, there should be three to five raters for every individual. Where there are less than three to five people available, it may be necessary to combine groups, (such as direct reports and peers) to ensure confidentiality. The assessment should be based on a large enough sample to ensure that it is valid. If it is too small, there is a danger that one rater’s view could have an impact on the overall results. 
If using an anonymous format, the sample of raters needs to be large enough that individual sources cannot be identified. 
360◦ feedback is a very powerful and sensitive process/tool for measuring performance and ability. It also identifies development needs and support to increase involvement and commitment from individuals.  
For an organisation to progress the people working within it may have to change; and for this to be successful, they first of all need to know what it is about the way they are currently performing that needs to change. 

NEW TO 360◦ FEEDBACK? … HERE ARE THE BASIC FACTS…
With the current economic challenges, organisations are continually looking for ways to improve performance, and reassure the demands of all stakeholders. Achieving this will almost inevitably involve change, (behavioural and organisational) which then becomes the crucial steer to the success of the programme.
360◦ feedback provides structured information about current performance and what will be required of an individual in the future.
There are situations where 360◦ feedback should be avoided, such as future capability needs, or other financial implications or if the organisation is not supportive. In these cases other assessment techniques may be more appropriate. 

If not administered properly, there can be costs to both the organisation and the individual in getting it wrong. 

WHEN SHOULD I USE 360◦ FEEDBACK? 
360◦ feedback is an essential first step to identity any issues. That then means any action you take is going to be more effective. 

Below are some examples of when to use 360◦ feedback. 
To:-
· measure the effectiveness of individuals (as viewed by others) 

· identify individuals strengths and areas for improvement 
· assist with the implementation of Personal Development Plans
· gain feedback from various sources such as customers, peers, line managers etc

· improve and open up the communication within the organisation

· raise performance levels and improve business results  
· be seen as an organisation that encourages ‘continuous learning’ 

· increase motivation (when used in a supportive organisation). 

· measure where you are now compared to where you need to be as an organisation.
 OPEN AND HONEST 
Depending on the culture of the organisation – you may decide to keep your 360◦ feedback, as confidential i.e. anonymous raters. You will find some people are more comfortable giving feedback anonymously. Also some individuals find it difficult to deal well with criticism from a named person. 

The alternative (subject to the type of organisation) may benefit more from operating a programme that is completely transparent. 

This is up to you to decide in terms of the culture of the organisation.
Whichever method you choose to administer the 360◦ feedback the individuals need to trust that the organisation is using the programme for positive development and for them to feel comfortable about expressing their views honestly and openly.
RESOURCE AND TIME
The process of designing, piloting and implementing a new 360◦ feedback can be time-consuming. It is not recommended that you rush into a programme without firstly planning and piloting it properly. 
It is important to consider, in advance, the resources needed to support the activities involved in the whole process. It is very easy to fall into the trap of concentrating on the mechanics of organising the process and lose sight of the original purpose/objective of the 360◦ feedback.
It may be worth considering using a specialist partner i.e. a third party - to establish the process if your in-house resource and skills are limited. 

TOP DOWN BUY-IN 
Your 360◦ feedback programme should be introduced and cascaded from ‘the top down’.
The programme will have a much stronger take-up and credibility if the senior management team is also willing to undertake (and accept) feedback in the same way as all other staff will be expected to do. 

This senior management commitment has a major influence on whether 360◦ feedback is seen as credible within the organisation.
The next commitment is introducing the 360◦ feedback to other participants.  It’s more effective, (and you will increase individual ownership), if you involve them in the progamme (the raters as well as recipients). For example, explain how the programme will be structured and implemented, how it will be used, the purpose, elements of the content, how it will be measured, outcomes required etc. 
By following this kind of approach, any doubts, or worries, are likely to be alleviated and enough trust and credibility will be built up for the programme to be a success. 
THE QUESTIONNAIRE
When designing the feedback document (i.e. the questionnaire) it needs to:-

· portray the behaviours which relate to the actual job role/performance, built around  competencies/key skill areas required for successful organisational performance.

· be a reliable measurement tool.
· be in line with the organisation’s culture, vision and values. 

· have questions which are carefully worded.
· avoid a forced answer, offering recipients the opportunity to indicate where they have not had the opportunity to observe a behaviour (rather than a ‘gut feel’), or where the behaviour is not relevant to the job.

· be quick and easy for the raters and recipients to use.

You may want to consider a section for free-writing, in which other observations, or comments, can be added.  This can help to add more value to the actual ratings. 

An effective follow up system needs to be in place for any low return of the questionnaires – whether that’s the raters, or the recipients. Continue to monitor this to ensure agreed timescales are met. 

Deadlines need to be agreed and communicated to everyone involved and continue the effective communication throughout the process. 

When considering the format of the questionnaire, taking an average score can sometimes have the disadvantage of failing to identify important differences. 

WHERE TO START? 
Below are five critical stages of managing a successful 360◦ feedback process:-

1. Planning 

2. Piloting 

3. Implementation 

4. Feedback

5. Review 

THINGS TO CONSIDER BEFORE YOU START  
1. Planning 

· Does the organisational culture support the introduction of 360◦ feedback?

· Are the objectives and outcomes clear?

· Is there senior management commitment?

· Have the individuals involved in the programme been part of the planning stage? 

· Have the raters been identified by following a clear process?

· Is the feedback presented in an effective and sensitive way?

· Have the resources for future development needs and ongoing training been planned into the programme?
2. Piloting 

When developing a new 360◦ feedback programme, a pilot is strongly recommended and useful to test all the elements of the programme before rolling it out. 

It also helps to remove various uncertainties and issues for future roll-out of the prorgamme, as well as allowing for a complete review of the 360◦ feedback tool. 

The pilot will also indentify the resources required to manage the process effectively throughout the organisation. 

· Does the questionnaire relate to job performance, key competencies and day to day behaviours?

· Is the questionnaire reliable and suitable for the objective to be achieved?

· Is there the resource in place for the cascade of the programme?

· Is the rating system effective? 

· Are you planning a launch to get the message across about the 360◦ feedback programme? 
· Are you still focused on the overall objective?
· How much time is involved from an administration point of view, as well as those rating the performance and those who are receiving the feedback?

· What was the reaction from the recipients with regards to the feedback they received?  

· How easy is it to manage the feedback element of the programme? 

THINGS TO CONSIDER BEFORE YOU START – Continued…

3. Implementation 

The most critical part of the implementation is to ensure that everyone involved in the process is clear about what is required, and the specific role they play. 

It’s so important to consider the lessons learned from the pilot and make the necessary changes before implementation of the roll-out. 

· Is there clear communication between everyone who is involved?

· Is someone accountable for the programme? 

· Are the deadlines clear and what are the consequences if deadlines are not met? 

· If required, is there a point of contact for any queries or support and has this been communicated to everyone involved?  
· The raters need to be clear about the part they play – how are they briefed?

· Have those giving the feedback been trained in the relevant skills?

· Can the programme be measured? 

4. Feedback 

Sensitivity is needed when deciding on the approach to delivering the feedback – as the individual will be receiving information about their performance (as perceived by their colleagues and maybe customers) it needs to be considered thoroughly on the best approach. 
People need to have the right skills to support this part of the programme and an awareness of the range of reactions individuals have to feedback. That need to be seen as trustworthy and sincere. Is there appropriate support for the individual post-feedback?
It’s vital that individuals receiving the feedback are clearly briefed beforehand to manage their expectations. 
Effective feedback will provide subsequent development needs and is vital to the success of the process. 

Plan the programme so the individuals receive feedback as soon as possible to ensure the information is still relevant for the role. Having a short turnaround maintains momentum and credibility to see the programme through. 

Avoid giving feedback before the weekend or a holiday, as this increases the danger of negative consequences, (you may need help from an expert to help facilitate the feedback).

THINGS TO CONSIDER BEFORE YOU START – Continued…

5. Review

As with other appraisal processes, annual reviews are essential to ensure they remain relevant to your changing organisation. 
Reviewing the success of the programme is often overlooked.  Too often organisations assume that by implementing a process it will automatically be a success.  
It’s important the review includes all relevant people who were involved in the programme. 

· As part of the planning stage of the programme, has the review stage been planned? 

· Has the 360◦ feedback met the original objective?

· Have relevant development needs have been identified?
· What has been achieved/improved in terms of performance? 
SUPPORT REQUIRED? 

If involved in a number of feedback sessions, a third party, such as Sewells, will be in a better position to often extract the wider organisational issues and themes and then present the findings to the senior management and the Board. 

A trained facilitator in this field will be able to deliver the feedback with a sensitive approach but in a way that gets the message across, to help the individual understand the feedback and identify positive development opportunities.

It is a very powerful tool that needs to be managed professionally. 

If you’ve now read this report and you’re recognising there are things you can do to improve your 360◦ feedback you’ve done in the past, or you’re thinking this is an issue where a 360◦ feedback would be helpful for this current issue in the organisation. Then why not call us for an informal discussion on 01244 681068. If you prefer to email any questions to: tellmemore@sewells.com, that’s fine too. 

ABOUT SEWELLS

We use every penny, every hour and every ounce of the energy, creativity and experience we’ve been given to help our customers improve their business, their people and themselves.

Our specialities include:-

· Breathtaking improvements in sales

· Driving up bottom-line profits

· Creating high performance cultures where continuous improvement becomes the norm

· Developing inspiring leadership skills that turn strategic intent into brilliant execution and stunning business results
· Value-Based Management Development

· World-Class Personal Development

· Team Working Brilliance

· Effective Appraisal Systems

· Motivation to Die For

·  “Buy-in” to and “live” a common “Vision”, set of “Values” and “Standards of Behaviour” that will drive focus and consistent infectious, positive behaviour. 

· Engaging your people to amaze customers with levels of service that lock them to you forever

We don't do marginal performance increases of the one or two percent variety; we do explosive increases. What we do really works … and we’d love to help you achieve similar results.

In fact, in the last nineteen years, we have never failed to achieve the quantified outcomes and performance improvements that we’ve agreed with our clients are possible.

We’ve transformed performance in organisations across all business sectors, large and small, helping organisations achieve excellence through their people … at all levels … and in all roles. 

Here are a few you may know. 

ABOUT SEWELLS – continued…

We drive in the new and winning behaviours that produce breathtaking improvements in performance:-
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WHAT YOU CAN EXPECT FROM US
· Pre-agreed performance improvements.
· Build skills and positively change behaviour and the results that go with it.
· Down to earth “John Smith’s Bitter” no-nonsense approach to business and people development. 

· We obtain a clearer understanding of the challenges and opportunities that you are facing – by asking really simple and insightful questions. Then together we decide whether or not we can help you. 

· We will provide a Customer Account Manager as your dedicated point of contact, offering quality, focus and experience to meet and exceed your requirements. With effective communication lying at the core of everything we as a Company do, the Operations Team creates a crucial link between our customers, our facilitators and our Sales Team in fulfilling their roles as Account Managers, thus instilling complete confidence and a sense of reassurance at every stage and interaction.

· We will work with you to ensure that each element of the programme is organised efficiently and runs smoothly throughout the whole process. 

· We focus on doing simple things extraordinarily well.
· Our excellent reputation for consistently exceeding customers’ expectations can largely be attributed to the quality of service, levels of professionalism and attention to detail provided by the Sewells Team.

· The emphasis on providing a hassle-free and streamlined experience for our customers means that the Sewells Team becomes involved in the process even before a project has been formally agreed – and remains actively involved throughout its implementation.
HOW TO CONTACT US 
For more information, or to request details on specific areas of 360◦ feedback, please contact:-


Sewells


Holden House


Chester Business Park


Chester


CH4 9QU

Tel: 

01244 681068

Fax:

01244 677974


E-mail:
inspiration@sewells.com

Web:

www.sewells.com
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A stretching 5 year profit plan achieved in just 23 months





£10m per year saved in one division





Doubled sales in 4 years





Reduced absenteeism to zero





Productivity increased by 164% in 18 months





Sewells is the trading name of Sewells Training and Consultancy Limited a company registered in England number 1771342 
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