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INTRO

Effective leadership is the foundation of any 
organization. Without strong leaders at the helm, 
companies may fail to realize their pro�tability 
goals, experience declining employee and 
customer satisfaction and lose competitive 
ground. When properly administered, 360° 
feedback is a highly effective way to identify 
strengths and opportunities for improvement in 
leaders and accelerate their development.

During the 1990’s, companies made big investments in 360°’s: 
multi-rater surveys that provide feedback from subordinates, peers, 
managers as well as a self evaluation. They later fell out of favor 
adb`trd sgd nqhfhm`k o`odq,`mc,odmbhk oqnbdrr oqnudc cheǀbtks  
to track and was suspect to validity issues since results were  
hand tabulated. 

Today, web-based systems make the multi-rater assessment 
oqnbdrr pthbj+ deǀbhdms `mc qdkh`akd- Eddca`bj b`m ad qdptdrsdc
from raters anywhere in the world by email. Automated systems can 
be highly customized. Reports can be generated in minutes, making 
a 360° a highly-effective tool for identifying and developing high 
potential leaders. 

Organizations can use 360s for a variety of purposes: developing 
individuals, enhancing team effectiveness, furthering large cultural 
change and supporting human resource initiatives. In this paper, 
vd­kk enbtr rodbhǀb`kkx nm gnv 25/ eddca`bj b`m ad trdc `r `
leadership development tool and the steps involved in designing and 
implementing a successful survey.
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Effective Leadership is Key  
to Business Success 
Our research increasingly shows that leadership 
behavior is a key factor in driving employee 
engagement. Certain leadership competencies 
create motivating climates that encourage 
employees to perform at high levels, driving 
greater customer satisfaction and increased 
�nancial performance. Companies that engage their 
people deliver greater results and leaders are the 
driving force behind the domino effect. 

Effective leaders generate productive energy in 
their employees that motivates them to strive and 
feel engaged, unlike satis�ed employees who are 
sometimes complacent and accepting of the status 
quo. Inspiring leaders encourage employees to go 
beyond expectations, recommend improvements 
and seek out ways to expand their roles. They also 
earn their employees� trust through fair treatment 
and open communication, which can strengthen 
commitment and promote the retention of top 
performers.  

360s as Leadership Development Tools 
Fhudm sgd rsqnmf khmj adsvddm dloknxdd dmf`fdldms `mc rodbhǀb
leadership behaviors, it is important for companies to evaluate 
leadership performance on a regular basis to determine which 
behaviors have the greatest impact on employees and what should be 
done to strengthen them to further drive a culture of engagement. 

A 360 assessment can unleash leadership potential by identifying 
areas where individuals excel as well as management behaviors they 
mddc sn cdudkno- Nsgdq admdǀsr hmbktcd9

Individuals get a broader  �Á
perspective of how they are 
perceived by others

New insights can be obtained �Á
from candid, open feedback

Leaders obtain a more  �Á
rounded view of their  
overall performance

Hcdmshǀdc rsqdmfsgr b`m ad�Á
used to the best advantage of 
the business

Leaders become more aware �Á
of how they personally impact 
others – both positively  
and negatively

While a 360 can be extremely valuable in terms of individual 
development, aggregate reporting of participant results can provide 
important data that can help the organization as a whole:

Increase productivity by tapping under-utilized strengths�Á
Make succession planning more effective�Á
Develop more targeted coaching and training programs�Á

Whether focusing on individual or group development, 360s should 
be used to engage people in a dialogue about change that will drive 
improved results. When well-executed, they stimulate conversation 
about topics previously considered too sensitive and provide valuable 
feedback that helps good managers become great leaders.
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A number of decisions need to be made during a 360 feedback effort, many of which 
involving multiple stakeholders. Here are some guidelines for navigating through the 
decision-making process:

Position the  
360 Exercise

Identify the goals of the 
feedback process and how the 
results will be used so senior 
management’s expectations 
`qd bkd`q- Cdǀmhmf gnv qdrtksr
will be used goes beyond just 
stating how the organization will 
use the collected data. Goals 
should include guidelines for 
how participants are expected 
to follow up on their results and 
the resources that will be made 
available for them to  
do so. 

Overall, be sure to clearly 
communicate that the 360 is a  
positive development tool, not 
a performance appraisal. In 
addition, gain organizational 
support by integrating the  
multi-rater assessment with  
other key organizational 
initiatives, if possible.

Design the Survey

The 360 process often begins with a request 
for feedback for a particular leader or group of 
leaders that then expands to additional groups. In 
this scenario, the original survey may not contain 
items that are relevant to all participants, which 
can dilute the validity of the responses. Ideally, 
an organization should identify the criteria for 
selecting the leaders who will participate and then 
develop the tool around the unique requirements of 
the selected group(s).

Since the information obtained from a 360 is 
contingent on the quality of the questions, 
some customization to the organization or the 
rodbhǀb bnlodsdmbhdr ne sgd kd`cdq'r( hr sxohb`kkx
required. This ensures questions have real value 
and relevance to the users of the results. In 
addition, questions need to be clearly phrased and 
unambiguous in meaning. Generally, multi-rater 
surveys should:

Contain 40 to 60 questions to provide a range  �Á
of feedback

Include a few written comment items to add  �Á
additional insight and richness to the ratings

Use the Likert scale rating system that  �Á
measures degree of  positive or negative opinion 
on a statement

Enbtr nm nmd adg`uhnq `s ` shld�Á
Center on observable behaviors, not personality �Á
or character traits

Be relevant to a participant’s role�Á
Kd`c sn rodbhǀb `bshnmr�Á

NAVIGATING THE MULTI-RATER PROCESS

1 2



5

Implement the Program

Sgd ǀqrs rsdo sn hlokdldmshmf ` 25/ hr
identifying which leaders will be asked to 
participate. In preparing for this, it is important 
not only to determine the selection criteria, 
but also to explain why some individuals were 
excluded from the exercise. It is also necessary 
to decide whether participation is voluntary or 
mandatory and whether the participants will 
go through the process at the same time or at 
different intervals throughout the year. Before 
introducing a 360, be sure to address the 
concerns recipients and reviewers might have 
`ants bnmǀcdmsh`khsx+ gnv sgd hmenql`shnm vhkk ad
used in the organization and what type of follow 
up they can expect.  

Typical rater groups include supervisors, peers, 
direct reports and self; however, other raters 
can be added. These can include customers or 
indirect reports when their feedback is relevant. 
Participants should certainly provide input 
into who will be invited as a rater; however, 
sgdx rgntkc mns g`ud sgd ǀm`k vnqc- Sgd q`sdq
selection process should be a consensus 
between the participant, supervisor(s) and HR 
to ensure the feedback remains as objective as 
possible. To maintain anonymity, it is important 
that there be at least three raters in each 
subgroup.

Globalization has increased the likelihood 
that a 360 will need to be conducted in 
multiple languages. Determine the language 
requirements before the survey content is 
ǀm`khydc `mc ad rtqd sn `ccqdrr `mnmxlhsx
issues in translating comment responses from 
different languages.

Generate Reports and  
Interpret Results

The reports generated from 
multi-rater feedback should 
contain not only developmental 
suggestions, but also charts 
and graphs that visually depict 
leadership strengths. Special 
analyses should also be a part 
of the reports and provide a 
greater context into how to 
interpret the results. These 
analyses can include internal 
benchmarks, external norms and 
gap analyses as well as special 
comparisons unique to a leader 
or organization.

A key element of 360° 
interpretation is comparing a 
leader’s perception of his or 
her effectiveness with others’ 
perceptions. The consistency (or 
inconsistency) of these important 
comparisons can be highly useful 
in generating developmental 
action plans.

Hm sgd ǀm`k `m`kxrhr+ sgd
interpretation and guidance 
presented in these reports  
should help individuals 
understand the results and 
develop action plans that will 
lead to improved performance.

NAVIGATING THE MULTI-RATER PROCESS
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Develop Follow-Up Action Plans 
that Hold Leaders Accountable

Many companies spend too much 
time and energy on the design 
and implementation of the 360 
assessment and overlook the 
action planning and follow up 
phases of the process. To prevent 
this, organizations should take a 
systematic approach to creating 
and implementing development 
plans that guide leaders through 
the action planning process 
and specify timelines for the 
completion of various steps. 
This will give leaders a clearer 
understanding of their areas 
of accountability so they can 
effectively prioritize their efforts. 

Development plans should include 
goals, a summary of strengths and 
developmental areas and a list 
of activities that will increase skill 
levels and help bridge any gaps in 
performance.




