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Howto
Evaluate
Your 360
Feedback
Eftorts

By Kenneth M. Nowack,
Jeanne Hartley, and William Bradley

You can demonstrate results through this follow-up survey.

our training manager calls you in and

asks how well your 360-degree feed-
back programs are actually resulting in
more effective supervisory behavior and
management practices. You assure her
that the use of the multirater instruments
are always the highlight of your training
and OD consulting assignments and that
participants seem to feel that they’re ex-
tremely useful for becoming more aware
of their strengths and areas needing de-
velopment.

Your training manager mentions that
her own boss, the senior vice president
of HR, isn’t totally convinced of the val-
ue of multirater feedback instruments
and wonders whether anyone “is really
candid” or “takes the time” to provide
quality feedback. In fact, he wonders
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whether this isn't just “another training
and deveiopment trend” that many com-
panies are using without much evalua-
tion to back it up. You're asked to
provide some information to the senior
VP to demonstrate that the use of mult-
rater interventions is having a positive
effect on participants and on the strategic
business of your organization.

You also want to know what impact
your 360-degree feedback interventions
are having in your organization. After
all, you put a tremendous effort into de-
signing and implementing a variety of
programs—supervisory training, indi-
vidual coaching, and management de-
velopment—that have included some
type of multirater feedback system.
You've purchased some instruments



from ouiside vendors and de-
signed others specifically to as-
sess critical competencies
relevant to the particuiar needs
of an internal client.

You know that an evaluation
study will be a bit challenging
because of some recent down-
sizing in your department and
because the multirater instru-
ments have been used in several
different interventions, have tar-
geted different competencies,
and have linked to development
planning after completion of the
intervention. In some cases, fol-
low-up feedback has been given
by outside consultants who
helped facilitate the interpreta-
tion of the summary reports.

You begin contacting col-
leagues in other organizations to
see what they’ve done about
evaluating their multirater feed-
back interventions, looking for
best practices. You begin to re-
alize that few organizations
have tried to measure whether
the use of 360-degree feedback
makes a real difference in skill
transfer or development. It ap-
pears that despite the growing
use of multirater feedback inter-
ventions for development and
performance evaluation, few

A Checklist

Here are some typical challenges to conducting a
multirater evaluation survey.

/ Multiple 360-degree assessment instruments have
been used in your organization (purchased from dif-
ferent vendors for different programs or custom de-
signed for different departments).

v/ The competencies being measured in different
multirater feedback interventions aren’t the same.

7/ The 360 instruments have been used in diverse
types of interventions, such as training or coaching
assignments.

/ Some of the 360 interventions have been linked to
other HR systems, such as performance management,
/ Raters are difficult to identify for post-program
evaluation purposes.

/ Employee turnover and downsizing have re-
sulted in a loss of evaluation subjects.

J/ The follow-up timeframe to measure transfer of
leaming may effect results.

/ The sample size of raters and participants is small.
J/ Organizational changes concurrent with the
360 interventions make it difficult to determine their
impact.

/ There’s little or no senior management support
for conducting an evaluation.

/A poor response or participation in the evaluation
survey results in a small sample size.

J/ There’s a lack of clarity or focus in the evalua-
tion survey.

/ The evaluation, focus group, interview, or sur-
vey questions are poorly designed.

2 Were participants expected
to have greater readiness and
motivation to improve one or
more critical competencies?

d Were participants expected
to have greater confidence and a
sense of efficacy in their ability
to use more effective behaviors
on the job?

2 Were participants expected
to create and implement a pro-
fessional development plan suc-
cessfully?

2 Were participants’ develop-
ment plans integrated within
other HR systems (such as per-
formance evaluation, succes-
sion planning, and so forth)?
Q Were participants expected
to meet with their managers to
discuss development plans?

3 Did the muitirater interven-
tion result in some key changes
in specific and measurable orga-
nizational outcomes?

3 Did it result in some key
changes in specific and measur-
able individual cutcomes?

2 Was the multirater interven-
tion cost-effective?

Once you’ve clarified what
you want to evaluate, you're
now ready to design a set of
questions that can be part of a
multirater evaluation survey in-

evaluation studies have been conducted.
As you begin designing your evaiua-
tion study, you realize vou don't have a
lot of time to interview participants and
feedback providers or to hold focus
groups. You decide that the most effi-
cient way to help you evaluate your pro-
grams is to administer a post-program,
multirater, 360-degree feedback survey.

Step 1: Defining what to
evaluate and measure

The first step in evaluating your multi-
rater 360-degree intervention is to define
what you hoped to accomplish. The use
of a multirater intervention should al-
ways be purposeful and tied to specific
business needs and strategic organiza-
tional objectives. The business needs
and objectives should be tied directly to
your evaluation approach. The following
questions should help you determine the
focus of your multirater evaluation effort
and the kinds of survey, interview, or fo-

Despite the growing use of
multirater feedback
interventions for development
and performance evaluation,
few evaluation studies have
heen conducted.

Cus-group questions to use.

3 Were participants expected to have
increased awareness about their
strengths and development areas?

2 Were participants expected to be-
come more proficient in one or more
competencies?

1 Were participants expected to have
more trusting, collaborative, or effective
relationships with their bosses, staff, or
peers?

strument, interview guide, or focus
group. The questions may address only
one or several of the questions listed
previously.

Step 2: Designing the survey
The key to evaluating your multirater
feedback intervention is to develop a
wetll-constructed survey. Here’s how.
Select a target audience (rater or
participant). Typical multirater pro-
grams include partictpants and their
managers, siaff, team members and other
peers, and internal and external cus-
tomers as part of the rating process. Each
rater group has a different, yet important,
perspective. In fact, current research
suggests that different rater groups em-
phasize different aspects of an individ-
ual’s competencies and performance,
Bosses tend to emphasize technical com-
petence and bottom-line performance;
staff weight interpersonal and relation-
ship factors.
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Multirater Feedback Evaluatio

Participant Survey:

supervisor was

1 positive
2 negative
3 mixed

- 1 higher
2 lowes
3 aboutthe same

. {eedback that

1 high

2 moderate
- Jlow

- gverylow

For that rea-

somn, it's important to identify the audi-
ence you'll focus on when evaluating the
impact of your multirater process. Most
likely, you’ll want to know how partici-
pants reacted to their feedback, how
they're using the feedback for develop-
ment planning, and what behaviors they
intend to change on the job. You may
also want to explore the effect of the
multirater process from the multiple per-

50 Training & Development, April 1999

r

i orts,
d to my direct rep ‘
gﬁﬂcfz‘zg:;ik instrument were general Y

2 o averag? m"';h n?t:eting with my supervisor 10

discuss MY rasults was

W
after receiving my teedback

r

i as
- gupervisor and direct reports W

sample Questions

1yes
2no

my ratings on the

g ihe 360 feadback 1 received
yation and willingness
ment pehaviors

a Dvera\\,tha results of the
creased my awa

-
increasej.d my Mo )
to change specific manage
pack onthe job.

360 teedback in-
reness of developmental areas.

1 strongly agree

e .
3?1%:“” agree not disagree
A disagree

time following the 360

tivities outlined in My e
c;la:\hgeeizralw covered these gme pen

5 strongly disagree

my developmental

1 less than six months

one
7 more than six months putless than
year of more
Anot applicable

3one

a The 360 program i parﬁcipated in

year

willincrease

- ation between
{ nd communica
instrument Wes the trust, cooperatnon,sa; p

ived from others o0 the 360 IS pe st o0 raton. 2

cel
d 1 strongly agree

1 very unexpects o

. mewhat unexpec  song »
%izir?tewhat expected s s

isagree
4 ex ected | i . e
| p nt1o which there was direct 5 stmng\vl_ d':gﬁem

2 e general,tzsge;t: feedback | received from MY g notapplic
agreement am

i n the 360
ps aresult of the feedbackl received ¢

ent
am likely 1© change My managem

1 strongly agree

2 agree

F gtrong

spectives of people who provide feed-
back to the participants. For example,
you right want to measure a manager’s
perception of a participant’s behavior
change or progress in his or her develop-
ment plan. If you're interested in multi-
ple target audiences, you will have to
construct more than one evaluation sur-
vey, with specific questions on areas you
want to measure.

Identify the appropriate evaluation

3 peither agree nor disagree:
disagree :
tamon ly disagree

level (reaction, awareness or in-
sight, transfer, or cost-effective-
ness). Once you decide on the target
audience to survey, you need to define
what level of evaluation you’re most in-
terested in. [t's possible to construct a
survey that lets multiple levels be as-
sessed, For example, you can measure
participant reaction to the multirater in-
tervention process as well as specific be-
haviors modified back on the job. A
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findings and whether they can be gener-
alized across the entire organization.
Determine appropriate response
scales. Once you've written the evalua-
tion questions, you shouid determine
what you’'re actually trying to measure,
such as frequency of behavior practiced
back on the job, level of satisfaction,
commitment, or confidence. Then, you
can create the appropriate response
scales. Most numerical-response, Likert
scales can be even (1 to 4) or odd (1 to
5). Regardless of which you prefer,
make sure to provide labels or anchors
for each number in the scale—for exam-
ple, 1 = very dissatisfied, 2 = dissatis-
fied, 3 = neither dissatisfied nor
satisfied, 4 = satisfied, and 5 = very sat-
isfied, Check against each survey ques-
tion to ensure that you're using an
appropriate response scale.

Pilot test the survey. It’s important to
pilot test the survey with a group of em-
ployees. That will provide you with
feedback about the clarity of your in-
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Keep in mind that
you aren't attempting
to do academic research
but to leam how
to use mulfirater -
feedback interventions
more effectively.

structions, survey questions, and admin-
istration procedures. The pilot will also
give you valuable information about
poorly designed or ambiguous ques-
tions, which you can revise. Remember
that the pilot can reveal serious flaws in
the survey before you administer it to
your target audience. Better to redesign
and improve your survey than to send
out one that’s inaccurate or confusing.

Respondents are busy and are likely to
ignore poorly constructed, ambiguous
surveys, and you’ll get a low response
rate and limited data.

Revise and finalize the survey. Your
revised survey should look graphically
appealing and easy to complete. Some
surveys may be administered through
the Internet or intranet or in written for-
mat. In any case, the survey should be
easy to read and complete. Don’t forget
to include a cover letter on why you're
conducting the evaluation, where to send
completed surveys, and when they’re
due. Now, you're ready to begin the ad-
ministration process.

Step 3: Gathering data

Now that you've prepared a customized
multirater survey, it’s irportant to ensure
a high rate of compliance. Getting re-
spondents to complete the survey can be
challenging. Here are some suggestions.
2 Consider administering the survey
online—through your company’s in-

Visit us at ASTD Booth #9522



tranet or via the Internet,

3 Provide feedback and specific find-
ings from your evaiuation study through
appropriate means to all respondents
{company newsletter, email, intranet
postings, and so forth.)

0 Insert survey questions into a broad
annual employee satisfaction or other or-
ganizational survey project.

0 Maximize anonymity and confiden-
tiality for respondents,

0 Minimize the use of multiple, open-
ended questions to ensure that the survey
is brief yet comprehensive,

Step 4: Analyzing the data

and summarizing resulits

Once you have returned surveys in hand,
you’re ready fo analyze the results. With
the use of commercially available stat-
istical software (such as Statistical
Package for the Social Sciences) or
spreadsheet software (such as Excel),
you should be able to generate basic data
analyses useful for your evaluation
study, including item frequencies, chi-
square analyses. correlations, and t-tests
for specific analyses.

For example, you might be interested
in the effects of organizational tenure
or gender as related to specific mul-
tirater experience-~such as whether
gender differences in self-ratings exist
or whether younger employees take
greater initiative in development
planning. You can explore such differ-
ences easily, using statistical software
programs.

Whether you use sophisticated statis-
tical analyses or simple frequency analy-
sis (percentage responding to each of the
response categories within a question),
it’s important to summarize your evalua-
tion results in a simple, straightforward
manner. Remember: The purpose of
your evaluation is to facilitate successful
implementation and use of multirater
feedback processes within the organiza-
tion. Consider your audience, and that
will serve as your best guide for prepar-
ing a summary report that’s easily under-
stood. Keep in mind that you aren’t
attempting to do academic research but
to [earn how to use muitirater feedback
interventions more effectively.

By designing and administering
a well-constructed multirater feedback
evaluation survey, you can explore
how well participants gained insight

and translated their learning to new
behaviors. Carefully developed, a
multirater feedback evaluation survey
helps you understand what you can do
to ensure that your organization is
implementing best practices in these
types of training and development
interventions. 2
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450.8397; knowack@opd.ner. Jeanne
Hartley is principal of Jeanne Hartley
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