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Preface

It’s hard to believe that it’s been more than ten years since we

wrote the first edition of The Art and Science of 360-Degree Feed-

back. To our surprise, the book has continued to be in demand, and

we are pleased to report that it is considered one of the best and

most complete resources on the topic.

Because of that, our editor asked whether we would be in-

terested in writing a second edition. Initially we both hesitated.

Would there be anything new to say? We hadn’t actually looked

closely at the book in several years and we were shocked at how

dated the material had become. Some of the companies we used

as examples no longer existed, and we never even mentioned the

Internet or the use of web-based technology. As it turns out, we

found that the book needed a serious refreshing, so in this edition

you’ll find new examples of companies that are using 360, infor-

mation on how the Internet has revolutionized the 360 process,

and tips for getting the most out of this exciting technology.

But we were still concerned that there might not be a lot new

to say about 360. To answer that question we decided to survey

both line managers and HR professional as well as our colleagues

to see what their experience has been over the last ten years. We

were glad to learn that the uses of 360 have expanded as people

have become more comfortable with the process and experienced

its benefits. We were also glad to learn that, despite the many ad-

vances and the increased number of organizations using 360, the

questions and client needs on which we based the first book are

still relevant today: “How do I go about selecting the best approach

xi
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to 360 for my needs?” “How can I ensure that we get the most out

of a 360-degree feedback process?” With this as confirmation and

reinforcement, we decided to plow ahead.

The book is written with three audiences in mind. The first

consists of human resource professionals who are just beginning

to look at 360-degree feedback as a means to address the busi-

ness needs of their organizations. These are people who have not

had much experience using 360-degree feedback to solve business

problems and have many basic questions that require answers if

they are going to use the technology successfully.

The second audience consists of line managers who have heard

a lot about “this 360-degree feedback stuff ” and want to under-

stand it well enough to determine whether it is the right approach

for their organizations. They also want to be able to have an in-

telligent conversation with the “experts” who are suggesting that

it is. These people need enough information to assess what is re-

quired to make the investment in 360-degree feedback pay off and

to determine whether the costs are in line with the benefits.

The third group consists of more experienced HR profession-

als who would like a comprehensive reference work on 360-degree

feedback that makes it easy to access the information they are

looking for without having to skim through dozens of magazine

and journal articles and textbooks.

We organized the book into two parts. Part One—Preparing

to Use 360-Degree Feedback—includes everything you need to

know and do to start a multi-source feedback process. The first

two chapters will help you clarify the business need and determine

how 360-degree feedback can help.

Chapter One, The ABCs of 360-Degree Feedback. As the title

implies, this chapter offers basic information, including a defini-

tion of 360-degree feedback and a brief overview of its history

and evolution. It also describes how multi-source feedback is being

used, and with whom. The chapter ends with a checklist to help

you determine whether you and your organization are ready to use

this technology.
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Chapter Two, The Uses of 360-Degree Feedback: A Tool for

Strategic Change. This chapter contains case studies that illustrate

how a diverse group of companies has successfully used 360-degree

feedback to address different organizational issues. These issues

include achieving business strategy, supporting culture change, fos-

tering individual development, and enhancing productivity. At

the end of the chapter, we summarize the lessons that these com-

panies and others have learned in the course of their experience

with 360-degree feedback and offer advice on how to implement

the process successfully in your organization.

The next three chapters will help you determine the best

method for collecting 360 data and for building support for the

process among key decision makers.

Chapter Three, The Most Important Decision You Will Make:

Choosing a Method for Collecting the Feedback. This chapter dis-

cusses and compares the two most common methods for collecting

360-degree feedback—interviews and questionnaires. A list of the

pros and cons of each will help you gauge which approach will

work best in your situation. The chapter also provides a detailed

look at the factors you need to take into account when selecting a

questionnaire and provides guidelines you can use to evaluate the

questionnaires you are considering.

Chapter Four, Using Interviews to Augment 360-Degree Feedback.

This chapter focuses on the use of interviews alone to collect data

or as a supplement to the data provided by a questionnaire. The ad-

vantages and disadvantages of the interview method are described

in detail, with advice on how to ensure that the process yields the

desired results. Guidelines for conducting an effective interview,

preparing reports of your findings, and presenting the feedback to

recipients are included.

Chapter Five, Creating Champions: Selling the Idea to Others in

Your Organization. The last chapter in this section deals with a

topic that is not often discussed in the academic or popular press:

how to enlist support and commitment for the use of 360-degree

feedback among key stakeholders. We outline a strategic process
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for achieving this goal, which includes techniques for identifying

key stakeholders and their level of support and for overcoming

common objections to using 360-degree feedback.

Part Two—Implementing a 360-Degree Feedback System—

includes information you will need to help ensure that the process

goes smoothly once you have chosen your approach and that it

achieves its intended short- and long-term results.

Chapter Six, Gathering the Feedback: Tips on Administering the

360-Degree Process. This chapter focuses on how to administer a

360-degree feedback process in a way that increases people’s en-

thusiasm and ensures a high degree of confidence in the results. It

is designed to help you avoid the most common pitfalls encoun-

tered during this stage by both describing them and offering tips

on how to avoid or overcome them. We also describe several ef-

fective techniques for increasing recipients’ sense of ownership of

their feedback.

Chapter Seven, Holding Up the Mirror: Presenting the Feedback.

The emphasis of this chapter is on what you can do to ensure

that people get the most out of the 360-degree feedback expe-

rience. It describes and compares three methods for delivering

the feedback—group workshops, one-on-one meetings, and self-

study—and provides criteria for assessing the appropriateness of

each method for your situation and audience. Two types of group

work sessions are also described in depth—one that focuses on

making participants aware of their development needs and one

that also provides an opportunity for skill development. The im-

portance of the coach-facilitator is stressed, with advice on how

to choose a coach who will best meet the needs of your target

population.

Chapter Eight, Creating Lasting Change: Follow-Up Activities. In

this chapter, we review what needs to be done after the feed-

back is collected and reviewed to ensure that recipients absorb the

messages they have been given and take appropriate action. We

describe several techniques that can be used for follow-up, specific

strategies for change, and suggestions for making the development
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plan a document that drives real learning and change, not just an

intellectual exercise.

Chapter Nine, Enhancing Performance Management Systems. The

most frequently asked question we hear is, “How can 360-degree

feedback be used with our HR management systems?” In this

chapter, we discuss the benefits and obstacles to using 360-degree

feedback in development, appraisal, and compensation systems.

Recommendations are provided, along with a list of what is re-

quired to make 360-degree feedback a value-added part of each

system.
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