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Abstract— In a time when hierarchy is being replaced by 

teamwork, participative leadership, empowering employees, 

improving customer service and re-engineering, employers 

need to look at other alternatives that will support and 

enhance personnel development. Organizations are asking 

personnel for more productivity with fewer resources. 

Layers of management are being reduced causing increased 

workloads and supervisors are managing larger work groups 

with larger spans of control. The traditional tops down 

supervisor-only evaluation systems are no longer practical. 

Supervisors with increased workloads and a large number of 

reporting relationships lack the opportunity to observe and 

provide fair, accurate, credible and motivating performance 

appraisals. 
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I. INTRODUCTION 

In a time when hierarchy is being replaced by teamwork, 

participative leadership, empowering employees, improving 

customer service and re-engineering, employers need to 

look at other alternatives that will support and enhance 

personnel development. Organizations are asking personnel 

for more productivity with fewer resources. Layers of 

management are being reduced causing increased workloads 

and supervisors are managing larger work groups with 

larger spans of control. The traditional tops down 

supervisor-only evaluation systems are no longer practical. 

Supervisors with increased workloads and a large number of 

reporting relationships lack the opportunity to observe and 

provide fair, accurate, credible and motivating performance 

appraisals. 

Organizational leaders clearly have many choices 

when selecting performance evaluationand development 

tools. One tool that has gained popularity and has become a 

growing trend in Corporate India in recent years is the 360 

degree performance review. This popularity is based on the 

perceptions of organizational leader’s that 360 degree 

reviews establish a culture for continuous learning and 

provide more global feedback for employees, which leads to 

improved performance. They allow an organization to: 

 Translate department/organization’s mission into 

specific achievable goals 

 Manage performance rather than react to it 

 Reduce overlap of job duties and ineffective, 

inefficient use of employee skills 

 Provide written acknowledgment of completed 

work 

 Gain new information and ideas from staff 

 Discuss skill and career development 

 Protect organization from unfounded charges of 

discrimination 

 Reduce stress for the supervisor -- managing rather 

than reacting 

 Reduce stress for the employee – what is expected 

is made clear 

II. OBJECTIVE  

In order to make appraisal more objective, transparent and 

participative concepts such as self- appraisal, peer appraisal, 

subordinate appraisal and appraisal by customers (both 

internal and external) were introduced, these led to the 

introduction of 360 degree feedback system. There has been 

vigorous debate among practitioners and academics 

concerning the role of 360-degree feedback in the HR 

function. The use of such systems for developmental 

purposes only is based on the argument that their application 

for other uses (e.g. linking them to pay or performance 

appraisal) lessens the impact and outcome from the process. 

However, there is increasing pressure and willingness in 

organizations to adapt the process to other means, rather 

than limiting it to development. 

III. RESEARCH METHODOLOGY  

Research Design: Descriptive Study 

Research Tools: Secondary data was used. Data was 

collected from the Internet from various websites, journals 

IV. DISCUSSION 

A. History  

Contemporary 360-degree methods have roots as early as 

the 1940s. However, the exact details of the start of the 

technique are not very clear.  Most scholars agree that 360-

degree performance appraisal has historical roots within a 

military context.  

During the 1950s and 1960s, the multi-rater trend 

continued in the United States within the Military service 

academies.  At the United States Naval Academy at 

Annapolis, the midshipmen used a multi-source process 

called “peer grease” to evaluate the leadership skills of their 

classmates. During the 1960s and 1970s, in the corporate 

world, organizations like Bank of America, United Airlines, 

Bell Labs, Disney, Federal Express, Nestle, and RCA 

experimented with multi-source feedback in a variety of 

measurement situations. 

B. What is a 360 Degree Feedback  

360 degree system involves evaluation of a manager by 

everyone above, alongside and below him. Structured 

questionnaires are used to collect responses about a manger 

from his bosses, peers, and subordinates. 360-Degree 

feedback is aimed at improving performance by providing a 

better awareness of strengths and weaknesses. The 

employee receives feedback, in anonymous form, on 

performance ratings from peers, superiors and subordinates. 
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Feedback from multiple sources, such as superiors, peers, 

subordinates and others has a more powerful impact on 

people than information from a single source, such as their 

immediate supervisor. Employees view performance 

information from multiple sources as fair, accurate, credible 

and motivating. They are more likely to be motivated to 

change their work habits to obtain the esteem of their co-

workers than the respect of their supervisors. 

A 360 degree performance review is a formalized 

process whereby an individual receives feedback from 

multiple individuals or “raters” who regularly interact with 

the person being reviewed, commonly referred to as “the 

learner”. The objective is to provide the learner with 

feedback on their performance behaviors and outcomes as 

well as their potential, while identifying and establishing 

development goals. As a result of this feedback, the learner 

is expected to be able to set goals for self-development 

which will support the advancement of their careers and in 

turn benefit the organization.  

 

As depicted in above figure, the employee is at the 

core of this system and on the four corners are the different 

entities that play important role in the employee’s work. 

Thus, the 360-degree appraisal has four integral 

components, let’s look at each of them in detail 

1) Self-Appraisal 

 It a very essential part of 360-degree appraisal 

because it gives the employee absolute freedom to 

objectively look at his/her strengths and areas of 

development along with an opportunity to assess 

the performance.  

 Surprisingly enough, in a well-established system 

employees use the self- appraisal very effectively. 

It also provides the opportunity to the employee to 

express his/her career moves for the future.  

2) Superior’s Appraisal 

 This undoubtedly continues to be the heavy-weight 

component of the appraisal system. Very 

significant element of the superior’s appraisal is to 

put career aspirations of the employee in proper 

perspectives. 

 On the one hand, superior must communicate to the 

employees in clear way what the organization plans 

for the employee. 

 On the other hand, if the employee has entirely 

unrealistic aspirations then also it is superior’s 

responsibility to share with the employee the 

realistic picture given his/her strength, 

development areas, experience, qualifications and 

the organization’s ability to provide growth. 

3) Peer-Appraisal 

 It is significant because peers play a critical role in 

the life of any employee in the organization. 

 First thing about peer appraisal is to select the right 

peers for getting the appraisal done. They must 

include peers both from within the department as 

well as from the other departments which are 

directly connected with the working of employee’s 

department. 

 The concept of internal customers comes handy 

here. Three to five internal customers should 

normally be chosen for peer appraisal. 

C. Pre-requisites for having 360 Degree Feedback  

It is very important for the organization and the employees 

to be prepared in advance for the change and accepting a 

new method for appraisal. Following are some points to be 

taken care of for this method to be effective: 

 Top management should be able to spare so much 

of time to give feedback for all the employees.  

 The feedback thus given should be free from bias 

and anonymity should be ensured for the method to 

be effective.  

 The feedback should be considered seriously and 

the information should be used to bring positive 

change in oneself and the organization.  

 Teamwork should be encouraged in the 

organization in order to achieve the organizations 

common objective. 

 There should be existence of healthy competition 

among the employees of the organization. 

 Employees should be inquisitive and should want 

to know how people feel for them so that they can 

improve their behavior and performance. 

D. Evaluation of 360 Degree Feedback  

1) Pros 

 Greater self-awareness of the top managers as it 

revels strengths and weaknesses  

 The gap between self-assessment and the views of 

one’s colleague is reduced. 

 When peer group assessment is included teamwork 

thrives. 

 Facts about organizational culture and ambiance 

are brought to light. 

 Empowerment is facilitated. 

 Inflexible managers are forced to initiate self-

change. 

2) Cons 

 The system may be utilized to humiliate people. 

 Response from colleagues tends to be biased. 

 Linking rewards to findings can prove to be unfair. 

 Ignores performance in terms of reaching goals. 

 Assesses may deny the truth of negative feedback 

E. Applicability of 360 Degree Feedback  

1) Personal Development 

A good 360° instrument will provide specific, actionable 

feedback, along with guided, data based development. 

Personalized and graphically displayed 360° feedback has a 

striking effect on people's attention. Once digested, the 

information in the feedback report is next used to generate a 

personal improvement plan based on which skills are most 

important and in need of development. 

Leader-managers find 360° feedback particularly 

valuable. To be successful, they need to know several 
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things: 1) Are they demonstrating competence in the skills 

needed to achieve the results for which they are held 

accountable, 2) Are they using an approach or style with 

their teams that facilitates rather than obstructs the 

achievement of results, and 3) Do they have the necessary 

competencies to navigate the uncertain waters of continuous 

change. Middle managers are often targets of re-structuring 

and downsizings. For them, survival is dependent on their 

ability to continually add value to the organization. 360° 

feedback provides a means of measuring and making sure 

their contributions are valued. 

2) Team Development 

In teambuilding’s, using a 360° feedback process allows a 

team to express their perceptions of the strengths and 

weaknesses of each member. Some 360° instruments are 

designed for team use. The individual proficiency levels 

from members within a team can be compiled to provide a 

snapshot of the group's skill level. This profile can generate 

a rich discussion on which skills are most closely tied to the 

group's goals, and how current skill levels are driving their 

present performance and results. Properly facilitated, this 

strengthens the performance and effectiveness of the team 

over time. 

360° feedback can also be used to stimulate team 

development. Most users of 360° instruments ask co-

workers or team members to provide them feedback. This 

usually annoys the co-worker's curiosity. When the assesse 

shares their results (a recommended practice) and requests 

support from the assessors, the team member's interest is 

aroused even more. The next comment often heard in the 

team after such a discussion is, "We all ought to do this." It's 

not far from this point to the question, "How are we doing as 

a team?"  

3) Change 

360° feedback can be used across departments or divisions 

as a way of spotlighting the need for change and hastening 

the organizational "shift". Major organizations put 

thousands of employees at all levels through 360° feedback 

programs designed to reduce horizontal boundaries, and 

increase accountability and strategic thinking. 360° feedback 

is used to transform cultures by providing hard data on what 

policies, practices, and procedures support high performance 

and which don't. It is often a "wake up" call for people or 

groups, who have been blissfully cruising along for years 

without a clue to how others see, or are impacted by, their 

performance. Framed within a discussion of customer 

responsiveness, for example, this can be a real eye opener. 

4) Self Directed Teams 

When a person receives high quality, reliable feedback from 

co-workers it highlights and reinforces the connection 

between individual performance and team results. 360° 

feedback strengthens accountability and self-management. 

Since self-directed teams are a non-traditional structure, 

they can use a 360° process to provide objective and reliable 

performance feedback for themselves individually and 

collectively. Through a process of self-assessment, teams 

can identify their developmental needs and provide their 

own direction for improving the level and quality of their 

performance. They can also include customers as part of 

their assessor base for added feedback dimensions. 

5) Learning Organizations 

In this climate of continuous change, 360° feedback 

becomes an invaluable tool to not only stay current, but to 

continually grow the cutting edge of the skills needed to 

thrive. Organizations tuned to success in the 21st century 

know they will be operating in a fluid, shifting environment. 

They are well aware that knowledge, both individual and 

organizational, will be a key success factor. 360° feedback 

can also be a quick and easy way of conducting training 

needs assessments. By keeping track of the skills needed 

and the proficiency levels demonstrated, training 

departments can rapidly and accurately determine the 

subject, content, and frequency of their program curriculum. 

What used to take weeks can now be done in hours. 

V. 360 DEGREE FEEDBACK: INDIAN CORPORATES’ VIEWS 

Of the various popular worldwide human resource practices, 

360-degree appraisal is one of the most important best 

practices followed by companies across the globe to build, 

retain, and develop talent.At times when the job 

environment is extremely unpredictable and employee 

motivation is on a downward spiral everywhere, companies 

need to streamline their performance feedback mechanisms 

to avoid heavy employee churn. 

According to HCL spokesperson, the 360-degree 

feedback process breaks the traditional mould and inverses 

the organizational pyramid ensuring reverse- accountability 

where management is now accountable to the employees. 

In HCL, as a process, the 360-degree feedback has 

been designed to be holistic in its reach. 

The managers receiving feedback gain by way of 

their development through the 360-Degree Reports and a 

highly structured Individual Development Plan (IDP) and 

various trainings, certifications, e-modules, etc. which come 

as part and parcel of the IDP.The development of employees 

is also catered through world class self-development e-tools 

and templates. 

Says PradeepVaishnav, Senior Director – HR, 

India & South Asia for Sanofi, “At Sanofi India, we use an 

array of tools to gather performance feedback. We lay an 

equal amount of importance on ‘processing' this feedback so 

as to enable the employees to effectively ‘build' on the 

same. Therefore, we believe in using the 360 degree 

feedback mechanism very ‘selectively' and 

‘strategically'.”Owing to the entry of multinational 

companies in India and their implementation of world-class 

policies, it becomes imperative for Indian companies also to 

consider the 360-degree feedback process. 

PrabhirJha, Senior Vice President (Human 

Resources), Tata Motors says, “There are many Indian 

companies which consider 360-degree feedback, either as 

part of its performance management process or leadership 

development strategy.” 

A. Hassles of workplace politics 

Of all the numerous advantages that come with 

implementing this feedback process, employees often 

express their contentment over the fact that there is a decline 

in politics because of this. 

PrabhirJha opines, “360-degree feedback by itself 

is not the panacea for workforce politics (which is not 

always and necessarily dysfunctional!). If the organizational 
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culture has reached the level of maturity where feedback can 

be honest and candid, a 360-degree feedback may not even 

need to be anonymous.” 

SaumenChakraborty, President and Global Head of Quality, 

HR and IT, Dr.Reddy's Labs says, “This will not free the 

employees completely from the hassles of workplace 

politics.There could be many reasons and forms of such 

politics and hence any single instrument cannot provide the 

whole relief. However, the existence of a 360-degree 

feedback process enhances the transparency and trusting 

climate in the organization.” 

B. Bottom of the pyramid 

Obviously, this feedback mechanism is bound to be 

advantageous to teams in the middle and senior 

management. Does it trickle down to the bottom of the 

pyramid?Does it make sense to apply 360-degree feedback 

to employees of all cadres? Are there any limitations? Let us 

know the opinion of industry practitioners on this. 

Says K.Vaitheeswaran, CEO and Founder, 

Indiaplaza.com, “360-degree feedback is best suited to 

middle and senior management professionals. These are 

employees who through their decisions can influence large 

groups beyond their immediate teams. It makes sense to 

implement this process for such employees only. It is 

important to note that the employee who is being subjected 

to 360-degree feedback needs to have an openness and 

humility to receive such feedback from (say) subordinates 

and associates and act upon them.” 

Saumen adds, “Normally, from a cost benefit 

perspective, most organizations deploy 360-degree feedback 

from middle management upwards.There are several 

engagement tools including organization climate survey, 

speak out, open house, whistle blowing, etc. covering the 

entire workforce of the organization to capture the spirit of 

listening to the voice at the bottom of the pyramid.” 

C. Misuse of authority 

Alongside the numerous benefits, the 360-degree feedback 

process is also prone to some risks – the most important 

being the misuse of authority by groups of people. Unlike 

the traditional approach, where the reporting manager 

determines everything, it now gets into the hands of a group 

of people. If the group has common interests against a 

particular employee, the group might misuse this process to 

its advantage. Here are some ideas by industry experts that 

can be incorporated by any company to avoid such 

problems. 

PrabhirJha says, “This indeed depends on the 

prevailing organizational culture and also on the maturity 

ofthe process. Initially, one may run this risk but the process 

could have enough checks and balances to ensure the 

respondents are randomly selected by a more neutral agency 

and are fairly representative of various stakeholder groups.” 

Saumen adds, “This can be ensured by the design 

of the instrument and its administration. Nobody should be 

given the freedom to choose the constituency of 360-degree 

feedback providers. Peers could be selected at random. 

Internal and external customers should be included. All 

direct reports and a sample out of the indirect reports to a 

manager could constitute together the list of feedback 

providers.” 

VI. A WORD OF CAUTION 

Feedback is almost always a sensitive subject. People are 

often cautious, sometimes fearful, and occasionally 

emotional about it. A good facilitator or administrator 

recognizes and appreciates the sensitive nature surrounding 

360° feedback and takes serious steps to insure the integrity 

of the process and support of the individual. Once the 

process has been breached by any of the above actions, it 

will be difficult to recover. Spend the time up front doing 

the homework necessary to make the process successful. 

The results will be more than worth it 

VII. CASE STUDY: STARWOOD HOTELS TAKES 360 DEGREE 

FEEDBACK TO A NEW LEVEL 

Starwood Hotels & Resorts Worldwide, Inc. owns, manages 

and franchises some of the most well-known brands in the 

hotel industry. With over 1,000 properties and 

approximately 145,000 employees, Starwood is one of the 

world's largest hotel companies and one of the well-

respected in the industry. 

A. Business Challenge 

Starwood wanted to provide a valuable developmental 

offering for all leaders across the global organization. The 

organization had considerable experience with 360 degree 

feedbackin the past but over the years had decided to refine 

their approach and had developed specific criteria for this 

initiative: • Implement an easy-to-use 360 degree feedback 

process to gain more participation across the organization, • 

Tailor the survey questions to best address the skills most 

critical at various levels of the leadership team, • Partner 

with a vendor that could deliver a highly flexible solution 

but at a very reasonable cost, • Customize the feedback 

reports to not only provide critical information on strengths 

and development areas but also to allow individuals to 

interpret their feedback report without the use of individual 

coaching. The HR leadership team recognized that to 

achieve the above goals, they needed to partner with a 

vendor who not only had extensive experience working with 

large global organizations but also had a very flexible 

technology and consulting experts who could advise along 

the way Starwood chose viaPeople for this global 360 

degree feedback initiative. 

B. Solution 

viaPeople worked closely with Starwood to clearly 
understand their objectives for this project. Most 

importantly, Starwood wanted to provide leaders with 

valuable insight interms of their unique strengths and 

development areas. viaPeople and Starwood implemented a 

three-step process to achieve these objectives:  

1) Step 1: Design 360 Survey Content  

The first step in the 360 feedbackimplementation process 

was to ensure the 360 survey items not only included core 

leadership skills but also those constructs such as critical 

thinking, emotional intelligence and global perspective. The 

survey had to be specific enough to the role but be 

applicable to multiple levels of leadership. Every effort was 

taken to ensure a complete representation of skills while still 

limiting the number of questions.  
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2) Step 2: Configure a Customized, Multi-Lingual Solution  

To ensure that the system was configured to best meet the 

needs of the management population, a pilot 360 feedback 

program was conducted. viaPeople translated the 360 degree 

feedback systeminto 10 different languages. Their 

Translation Manager tool allowed local in-country reviewers 

to review translations in the context of the system and make 

real-time edits. This feature preserved the local language 

nuances to ensure clear understanding. Starwood had almost 

2,700 leaders participate in the 360 feedback process with 

over 15,000 raters completing surveys in the system.  

3) Step 3: Provide Individual and Aggregate Reporting  

Providing individuals as well as division leaders with 

actionable talent data were the most important objectives for 

Starwood in this process. After all ratings were captured, 

viaPeople generated individual 360degree feedback reports 

that provided each individual with their strengths and areas 

for development. Aggregate reports summarized 

competency/skill averages across organizational level as 

well as division. Leaders would now have the information 

they needed to leverage strengths and mitigate any talent 

risks due to skill gaps across the company. 

C. Results 

The Human Resources team at Starwood wanted this 360 

degree feedback data to provide their leaders, and the 

overall organization, with a solid foundation for making 

leadership development decisions. The 360 degree feedback 

data allowed the team to address a variety of individual and 

organizational aspects including: 

1) Individual Benefits:  

 A simple, easy-to-use 360 degree feedback tool  

 A “self-paced” 360 feedback report complete with 

targeted questions to guide the leader through the  

 process of uncovering strengths and development 

areas  

 Specific interpretive tables and graphs in the 

feedback report which helped leaders analyze their 

data.  

 A downloadable discussion guide for report 

recipients and their managers – what to focus on, 

how to lead  

 and focus the discussion, and how to deal with 

emotions/defensiveness  

2) Organizational Benefits 

 Competency/skill strengths and development areas 

across division and employee level  

o By better understanding the skill mix 

across the organization, Starwood was able to more 

effectively leverage the leadership strengths and 

refocus efforts where developmental opportunities 

may exist.  

o In addition, having specific data for each 

division allowed Starwood to target local training 

efforts thereby saving precious resources.  

 Each divisional leader received an analysis of their 

division’s results so they can take specific actions 

on the data and have a better understanding of the 

team strengths/development areas.  

The HR leadership team, along with other executives at 

Starwood, now has actionable talent data from which to 

create many different leadership development initiatives 

(such as specific development programs targeted at common 

opportunity areas). 
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