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THIS IS A RESEARCH PAPER WHICH FOCUSSES ON 

360-DEGREE FEEDBACK APPRAISAL IN INDIAN CONTEXT 

Niharika Rai 

OBJECTIVE 

The objective of this study is to see the acceptability of 360 degrees feedback in Indian context. 

The following points are to be covered in my study: 

1. The major steps involved in the process of 360 degree feedback 

2. The major benefits companies get by using this technique of appraisal system 

3. The no. of companies in India who are already using this technique and furthermore, the 

no. of companies who plan to apply this technique in the coming years. 

4. The various problems faced in implementing 360 Degree feedback 
 

METHODOLOGY 

The Study would be using both qualitative and quantitative aspects. Both primary and secondary 

data would be used in the exploratory research. 

 The major source of primary data would be administered observation, personal interviews 

with the employees of those organizations who are implementing 360-degree performance 

Appraisal. 

 The secondary source of data would come from past performance details of the employees, 

fact finding sheets, journals, internet, etc. These involve collecting the relevant information from 

various known books and journals. Various researches case studies already done on this topic are 

also used to supplement the study. 
 

360 DEGREE FEEDBACK 

360 Feedback has been in use since 1940 and has evolved to become a very common tool. It is a 

tool that provides information about yourself from multiple sources, such as your supervisor, 

peers, direct reports, and others. It is sometimes called multi-source feedback, multi-rater 

feedback, multi-level feedback, upward appraisal, peer review.  

The results of this type of feedback process provide an understanding on how the employee is 

perceived from different perspectives. This process helps an individual understand how others 

perceive them.  
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Feedback is essential to facilitating performance improvements. Feedback allows people to 

utilize their strengths to their advantage. Feedback informs employees which actions create 

problems for others and to know what changes may be needed. 

SUPERVISORS 

 

 

 
      PEERS                                                              OTHERS 

 

 

 

 

                                                           DIRECT REPORTS 
 

SOURCES OF 360 DEGREE ASSESSMENT 

1.  SUPERIORS: Evaluations by superiors are the most traditional source of employee 

feedback. This form of evaluation includes both the ratings of individuals by supervisors 

on elements in an employee’s performance plan and the evaluation of programs and teams by 

senior managers. 

CONTRIBUTION OF THIS RATING SOURCE 

 The first-line supervisor is often in the best position to effectively carry out the full cycle of 

performance management: Planning, Monitoring, Developing, Appraising, and Rewarding. The 

supervisor may also have the broadest perspective on the work requirements and be able to take 

into account shifts in those requirements. 

 The superiors (both the first-line supervisor and the senior managers) have the authority to 

redesign and reassign an employee’s work based on their assessment of individual and team 

performance. 

 Most Federal employees (about 90 percent in a large, Government wide survey) feel that the 

greatest contribution to their performance feedback should come from their first level 

supervisors. 
 

.   SELF ASSESSMENT: This form of performance information is actually quite common but 

usually used only as an informal part of the supervisor-employee appraisal feedback 

session. Supervisors frequently open the discussion with: “How do you feel you have 

performed?” In a somewhat more formal approach, supervisors ask employees to identify the key 

accomplishments they feel best represent their performance in critical and non-critical 

SELF 
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performance elements. In a 360-degree approach, if self-ratings are going to be included, 

structured forms and formal procedures are recommended. 
 

CONTRIBUTION OF THIS RATING SOURCE 

 The most significant contribution of self-ratings is the improved communication between 

supervisors and subordinates that results. 

 Self-ratings are particularly useful if the entire cycle of performance management involves 

the employee in a self-assessment. For example, the employee should keep notes of task 

accomplishments and failures throughout the performance-monitoring period. 

 The developmental focus of self-assessment is a key factor. The self-assessment instrument 

(in a paper or computer software format) should be structured around the performance plan, but 

can emphasize training needs and the potential for the employee to advance in the organization. 

Self-appraisals should not simply be viewed as a comparative or validation process, but as a 

critical source of performance information. Self-appraisals are particularly valuable in situations 

where the supervisor cannot readily observe the work behaviors and task outcomes 

3. PEERS: With downsizing and reduced hierarchies in organizations, as well as the increasing 

use of teams and group accountability, peers are often the most relevant evaluators of their 

colleagues’ performance. Peers have a unique perspective on a co-worker’s job performance and 

employees are generally very receptive to the concept of rating each other. Peer ratings can be 

used when the employee’s expertise is known or the performance and results can be observed. 

There are both significant contributions and serious pitfalls that must be carefully considered 

before including this type of feedback in a multifaceted appraisal program. 

4. SUBORDINATES: An upward-appraisal process or feedback survey (sometimes referred to 

as a SAM, for “Subordinates Appraising Managers”) is among the most significant and yet 

controversial features of a “full circle” performance evaluation program. Both managers being 

appraised and their own superiors agree that subordinates have a unique, often essential, 

perspective. The subordinate ratings provide particularly valuable data on performance elements 

concerning managerial and supervisory behaviors. However, there is usually great reluctance, 

even fear, concerning implementation of this rating dimension.  

  

OBJECTIVES OF 360 DEGREE FEEDBACK 

Three common objectives for 360 Feedback: 

 

1. Targeted Development 

 Focuses on personal and career development 

 Discovers where you are and where you want to grow  

 Culminates in the creation of a personalized action plan  
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2. Team Effectiveness 

 Focuses on team-effectiveness skills  

 Allows groups to come together on goals  

 Promotes a safe environment to share "the undiscussables"  

3. Performance Assessment  

 Focuses on creating measurements for pay and performance  

 Provides an objective and accurate view of individual contributions  

 Scores can be factored into pay and performance calculations  

Leadership Intelligence 360 Degree Surveys 

There are statistically valid and reliable 360° Feedback survey instruments addressing leadership 

competencies and behaviors. The survey content is relevant to the different roles and positions of 

participants. For Example:Business Leaders    

 Team Leaders                                     

 Individual Contributors        

 Sales Professionals 

 Healthcare Professionals 

 Trainers and Presenters 

PROCESS OF 360 GEDREE FEEDBACK 

1.  DEVELOP QUESTIONNAIRE: 

A questionnaire used for 360 Degree Feedback typically contains items that are rated on a 5-

point scale. These items may be developed to measure different dimensions of job performance 

(e.g., communication, teamwork, leadership, initiative, judgment). Questionnaires also typically 

include one or more open-ended questions to solicit written feedback.  

Questionnaires typically include from 50 to 100 items. When estimating the amount of time to 

complete the questionnaire you should estimate about 1 minute per questionnaire item.  

If using a printed questionnaire form, you should consider using forms that can be scanned into a 

computer.  
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2.  ENSURE CONFIDENTIALITY OF PARTICIPANTS: 

Steps must be taken to ensure the confidentiality of the feedback results. For example, feedback 

ratings from several subordinates may be combined (averaged) to mask the identity of an 

individual subordinate. Comments or written answers to questions may be summarized in the 

results to mask the identity of the author. The confidentiality helps ensure that the results are 

genuine.  

3. PROVIDE TRAININ/ORIENTATION: 

      Often the feedback process involves use of one or more questionnaires, confidential 

information, and involvement from many different areas of an organization. Therefore, training 

and orientation to the feedback process is needed to facilitate a smooth feedback process. During 

this training/orientation, employees should be informed of what 360 Degree Feedback is and 

why it is being implemented at your organization. You may want to provide samples of the 

questionnaire items and/or feedback results. 

 

4. ADMINISTER THE FEEDBACK QUSTIONNAIRE: 

Distribute questionnaire forms (if using printed copies) with instructions. May want to prepare 

answers to common questions if other employees will be assisting in the administration. If 

possible, post the questions and answers to your web site for easy access.  

It is important to monitor the progress through the system in order to contact employees who 

need to complete forms.  

5. ANALYSE THE DATA: 

Basic data analysis would include averages of ratings. More complicated analyses may include 

item-analysis and/or factor-analysis. Types of analyses include: Performance Dimension 

Summary; Summary-Performance vs. Expected; Individual Item Ratings; Item Ratings-

Performance vs. Expected (normed); Highest- or Lowest-Rated Items (shows individual's 

strengths and weaknesses); Group & Organizational Ranking, and Recommendations for 

Development.  

You may want to analyze the data by organizational division or department to assess group and 

organizational strengths and weaknesses. This can be used to support or promote training and 

organizational development.  

6. DEVELOP AND DISTRIBUTE RESULTS: 
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Feedback results should be shared with the employee. It should not be mandatory that the 

employee share the results with their supervisor. However, you may want to make this an 

optional part of the performance review of the employee.  

Most results for an employee will include a comparison of their ratings to the ratings of their 

supervisor and average of the ratings from others (peers, customers). The comparisons may be in 

the form of numbers or simple bar charts.  

You may want to provide individual review sessions or group workshops conducted by a 

facilitator to help individuals review and understand the results and develop appropriate goals 

and objectives. 

MAJOR BENEFITS OF 360 DEGREE FEEDBACK: 

People need feedback, and 360-degree feedback is the most effective way to give them 

information about hard-to-measure aspects of their performance. With a flexible feedback 

platform, a wide variety of survey and assessment needs can be assessed.  

 Systematic performance evaluation: Day-to-day, person-to-person feedback is exceedingly 

valuable. But feedback based on one person's observations is unpredictable, and it's usually 

focused on only one aspect of performance. 360 lets you ask for and get feedback from many 

sources about a comprehensive array of closely related workplace behaviors. This input is 

ideal for individual development planning.  

 Coworker feedback: Giving effect feedback requires a certain amount of interpersonal skill. 

Most people are uncomfortable in the feedback role-whether giving positive or constructive 

feedback-and they're happy to leave this task to managers. Also, most people don't like being 

negative, and they don't want to risk offending their coworkers. 360-degree feedback gives 

people a safe vehicle for giving their opinions about another person's work patterns.  

 Feedback from many sources: Feedback from one source is better than no feedback at all. 

But even when it's from the boss, it's still one person's opinion. Consistent feedback from 

many sources is more convincing. Faced with the hard work of changing behavior, people 

want feedback to be thorough and credible.  

 Objective, quantified data about "soft" areas of performance: Many important elements 

of performance are hard to quantify. The most obvious examples are the interpersonal aspects 

of work, such as leadership, team communication, sales, service, negotiation and instruction. 

Because 360 combines scaled measurements from many sources focused on detailed, 

researched aspects of behavior, the data are highly objective.  

 Simplified feedback administration: Administering 360 feedback is extremely complex and 

cumbersome.  

 Data for individual development planning: The wealth of objective feedback about areas of 

competence makes it possible to accept the data and focus on priority areas for self-

improvement.  
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 Data for needs assessment and HRD planning: The data produced by collecting individual 

feedback can be aggregated as averages for group and organizational analysis of strengths and 

weaknesses.  

 

MISTAKES THAT CAUSE 360-DEGREE FEEDBACK TO FAIL 
 

 INEFFECTIVE ASSESSMENT ITEMS: If you are not asking the right questions, how can you 

expect to get good data? You need to consider organizational expectations as well as job-

specific competencies. Moreover, your assessment items need to be well written to gather the 

data you are looking for. Poorly written items will yield useless data. Garbage in - garbage 

out.  

 LACK OF ALIGNMENT WITH THE ORGANIZATION'S VISION, MISSION, AND STRATEGY: If 

the things you are measuring are not important to the organization's vision, mission, and 

strategy, then employees will not be developing competencies that are aligned with the 

direction of the organization.  

 LACK OF SENIOR-LEVEL SUPPORT: If the leaders of your organization do not vocally 

support and encourage participation in the feedback program and express their belief in the 

benefits it will provide, your 360 initiative will never get off the ground. 

 LACK OF COMMUNICATION: You must communicate with both the people receiving 

feedback and the people getting feedback. If you do not tell them what, why, how, and when, 

they will not be comfortable with the program. You must get buy-in at all levels of your 

organization to make it work.  

 FEAR: Fear is your worst enemy. If participants are afraid to get feedback or respondents are 

afraid to give feedback, you will be fighting an up-hill battle. Communication is important to 

reducing fear, but the most effective way to reduce anxiety is to employ a neutral third party 

to administer your feedback program.  

 POOR PLANNING: If your feedback program is not well thought out, it will not run smoothly. 

There are many logistical issues to consider before launching a feedback program. If your 

employees perceive that the program is not well planned, your credibility will be 

undermined.  

 INAPPROPRIATE DELIVERY OF FEEDBACK: The idea of a feedback program is to help 

employees perform better. Negative feedback can be very demoralizing. If feedback is not 

provided in an appropriate manner, your program could backfire. We recommend using 

professional, neutral coaches to deliver feedback.  

 NO DEVELOPMENT PLAN: So what if you run a smooth 360 program? If you fail to do 

anything with the data, you have wasted your time as well as the time of both participants 

and respondents. Every person who receives feedback needs to create some developmental 

goals based on the feedback he or she received - and remember - those goals need to be both 

measurable and achievable.  

 NO ACCOUNTABILITY: Developmental goals are meaningless unless people are held 

accountable for achieving them. 
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  NO FOLLOW-UP: How will you know if your program has been a success if you do not 

follow up? How will participants know if they are improving without follow-up feedback? 

Plan to solicit additional feedback six to twelve months after the initial data are collected. 

  READY TO LAUNCH: Double check that you have thought through the entire process before 

you start collecting feedback. Careful planning and communication are essential to a 

successful program. Timely delivery of the data is also important, so do not wait until the 

data are in to think about what you are going to do with them.  

 

360 FEEDBACK FROM DEVELOPMENT TO PERFORMANCE 

 

 

 

 

360 FEEDBACK FOR PERFORMANCE 

 

 

 

 

 

 

 

Development approach 

 

 Survey content based on 

leadership model 

 Individual report is strictly 

confidential 

 Rater selection up to the 

individual 

 Emphasis on coaching and 

development planning 

 Outcome is awareness and 

dialogue 

Performance approach 
 

 Survey content based on 

relevant competencies 

 Individual data is 

available to managers 

 Rater selection agreed 

with manager 

 Emphasis on evaluation 

and performance planning 

 Outcome is informed 

decision making 

 

PROS 

 

    Development plans and 

competencies match rewards 

   Evaluation with just the boss is 

more biased 

   Put teeths into core competencies 

   Formally starts the assessment 

process 

   Gives the participants a more valid 

review 

 

CONS 

 

 Rewards are based results,      

not on people’s skills 

 Peer evaluations can be 

political 

 Core competencies are a guide 

for development only 

 May hinder a sincere 

development process 

 Give less candid feedback  
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360 DEGREE LINKS PERFORMANCE 

 

 

 

 

 

 

 

 

 

360 DEGREE FOR PERFORMANCE 

Recommendations for Success: 

 Ensure sponsor has clear goals and expectations. 

 Build trust through a development process. 

 Conduct a pilot and test the survey instrument. 

 Train participants on the 360 purpose and process. 

 Provide a clear criteria for linking 360 feedback with the appraisal and compensation 

reviews. 

 Ensure compliance and follow-up. 

 Provide coaching resources for skill development. 
 

CONCLUSION 

360-degree feedback can provide individual development and improve individual performance if 

the feedback is linked to developmental planning, goal setting, and organizational support. The 

four conditions that will maximize the value of the 360-degree feedback process: 

 The intervention is business-driven 

360 DEGREE FEEDBACK 

 Soft skills, competency        

assessment                   

 Evaluation of person closest 

to people               

 Overall 360 rating                                               

PERFORMANCE EVALUATION 

 Hard performance results     

 Evaluation by the person’boss 

 Performance review score           

PERFORMANCE 

REVIEW 
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 The organization clearly needs the measured behaviors to support a corporate strategy or 

goal 

 The survey instrument and administration process are reliable and valid 

 Conditions for learning new skills exist 
 

RECOMMENDATIONS FROM PRACTITIONERS OF 360 DEGREE FEEDBACK: 

 Link the effort to a strategic initiative or a business need. “For 360 degree feedback to be 

effective as a stimulus for change, people need to understand its broader purpose. 

 Get senior management to participate in and drive the effort. “If the feedback is seen as 

something the top tells the middle to do to the bottom, it is less likely to have the intended 

effect” (Lepsinger, 1997) 

 Emphasize clear and frequent communication about the initiative’s purpose and implications 

for each member of the organization. “The more people understandabout why 360 degree 

feedback is being introduced in the organization and how the information will be used, the 

more likely they are to support the effort”  

 Ensure that people see the behaviors that will be measured as important and relevant to their 

jobs. “It is much easier to gain people’s commitment… if they believe the behaviors of their 

jobs”. 

    Provide ongoing support and follow-up. “People need clarification about what is expected of 

them after they receive the feedback, as well as ongoing support, if what they have learned is 

going to lead to action or change”. 

   “Including employees from multiple layers in the feedback process is concrete evidence that 

their opinions, observations and evaluations are valued by the organization. Creating an 

atmosphere that accents involvement can foster voluntary collaboration, an element 

sometimes sacrificed in traditional, striated cultures. 

     Successful implementation of a 360-degree feedback process depends on whether it truly 

addresses, and is perceived to address, an important performance strategy or goal in the 

company.  In addition to the benefits of exchanging feedback, its also a way to get people 

accustomed to living in a feedback-rich environment. When done well, 360-degree feedback 

systems can lead to positive change and enhanced effectiveness at the individual, team and 

organizational levels. 


