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Executive summary 

The research report aims to critically analyse the current 360 feedback process and tool that is deployed across Tata Steel Europe through the employee system called PeopleLink and to identify any areas for improvement that can be implement for further engagement and participation of employees.  
The methodology included in the report was a combination of primary and secondary data.  The primary data consisted of a number of reports that provides statistic on the current usage of the tool and feedback from stakeholders through a questionnaire on positive elements of the process and tool and potential areas of improvement.  The secondary data included in the literature review provided areas of best practice from which improvement recommendations can be identified on both current processes and longer-term strategy.
The target group for feedback included a sample size of 282 individuals, of which 48 responded to the questionnaire.  The questionnaire results revealed that individuals who participated in the process valued the opportunity to receive such feedback and the ability to create development objectives from the feedback, this was illustrated by the comments provided in the free text.  
The three improvement recommendations are primarily driven from the research findings that illustrate whilst the numbers initiating the process, only 9% complete the process and receive feedback. The research provides understanding of the reasons for this and proposes implementing short, medium- and longer-term actions that can continue to support the organisation and employees in development opportunities.  The recommendations will be provided to the Talent team for further review and implementation.
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[bookmark: _Toc44842802]1. Introduction 
This research report is a critical evaluation of the current 360 feedback process and tool that is currently in use across Tata Steel Europe.  The organisation currently employs 19,458 employees where 90% of the population have access to the process through our employee system called PeopleLink.  The process is deployed to enable employees wishing to gain feedback from managers, peers and stakeholders, which can be initiated in multiple ways, these being from a performance discussion with line management, training programmes or by the employee themselves to gain feedback. 

The research analysis initiated as a result of discussions within the talent team, the talent team being the owners of the 360-feedback tool, during a review of their processes suggested that the current 360 tool was not fit for purpose and therefore not being used and declining in use.

The report will outline the findings of the critical analysis and will make recommendations based on the analysis undertaken from the tool usage and from stakeholder feedback. In doing this the report will aim to: 

· Identify and critically analyse the usage of the tool over the past 3 years
· Critically analyse the feedback from stakeholders on the process and tool
· Make recommendations on both the process and tool for more engaged and action driven development


[bookmark: _Toc44842803]2. Literature Review

2.1. The 360-feedback process
Taylor and Woodhams (2016) outline 360-degree appraisals as a method of appraising managerial employees, where peers, subordinates and manager can provide feedback and mechanisms for evaluating management performance.  360 feedback, also known as 360-degree appraisal, multi-rater feedback, performance appraisal.
CIPD expand on the 360 process further and describe that the 360 feedback is a method of performance appraisal which gathers feedback from a number of sources such as pears, colleagues, customers senior management and direct reports and can provide a wide ranging respective helping a more objective and fair performance management. An important role for 360-degree feedback is to challenge recipients’ perceptions of their skills and performance and to provide motivation to change, it should not provide any surprises and should focus on helping understand how individual’s behaviour is perceived confirming the behaviour that is most likely to get results. 

2.2.  Reflection and feedback
Delves, R (2020) outline eight core beliefs to support a leadership development culture, of these eight, one being reflection.  Described is how critical and key reflection is in cementing understanding and by reflecting, builds on an individual’s behaviours and skills and helps build self-awareness, in turn recognising their strengths, weaknesses and actions which can aid making better decision making.

McGee, P (pg 20, 2013) discuss the important of reflection within an organisation and state that to increase self-awareness and self-reflection, feedback is multi directional, that is, not only managers providing feedback to staff but staff also providing feedback to managers but with a view of providing balanced perspective on both improvement areas but also highlighting positive traits. 

Providing feedback both negative and positive is important for individuals to grow and develop, this is supported by Ernst, R (2019) who states that as difficult as giving and receiving feedback can be, a strong feedback culture is absolutely crucial for the growth of an organisation.

2.3.  Issues and making the process work
Issues are outlined with the 360-feedback process, firstly, objectivity when providing feedback and that raters are not providing feedback to promote their own interests (Taylor and Woodhams, 2016).   Another issue can be seen in management taking actions to gain more positive feedback rather than making decisions for the business. 
Taylor and Woodhams (2016) also outline another issue associated with the process, which is more practical related, that is providing the feedback of others views in a sensitive manner and follow up meetings to evaluate progress.  This is supported by CIPD, where its outlined that if a change is going to take place and a difference is performance achieved, feedback to individuals has to be carried out sensitively and fairly, with the individual in control.
Outlined by Taylor and Woodhams (2016) are two conditions that can remove the issues outlined above, these being that the 360-feedback process is only used for developmental purposes, that is, the feedback is not linked to any reward or promotion.  Secondly that there is complete confidentiality and to achieve confidentiality, a standard form for the whole organisation should be used and returned to a central team. CIPD also support the need for confidentiality and state that the process needs to be communicated outlining who has access to the data and how the information will be used.
CIPD outline four principles to make the process work:
· Questions need to be short, clear and relevant to the person’s job.
· The respondents are credible 
· Respondents are given guidance about the information they should be providing
· Feedback is provided by trained individuals


[bookmark: _Toc44842804]3. Methodology 

As a starting point for the research project, what was initiated would be described a ‘practical problem’ strategy where I was asked to simply ‘fix’ the 360 tool to make it more user friendly.  The expectation was to be have an approach similar to that of an interpretivist, where I take the words of what was discussed.  However, I believe I have undertaken a more positivist approach, using qualitative data to get to the root of the problem rather than rely on informal discussions with some stakeholders.  The project was initiated from more a burning desire (Taylor and Woodhams, 2016), that is, instead of taking the perceived views of others, I wanted to be more data driven, enabling fact-based decision making and to be clear of what the true problem is.  To ensure the latter multiple methods where used:

Primary data
Consideration for the research methodology undertaken was dependant on the stakeholder of the 360 process and which mechanism would provide the information to enable critical analysis. Information was a mixture of qualitative and quantitative to provide a combination of which items are not working and why 
· Tool usage Report - Quantitative
· For analysis of use and completion
· Understand target audience for feedback questionnaire
· Transition to Management Leadership programme attendance - Quantitative
· Questionnaire to users – Quantitative
· Informal discussions with stakeholders - Qualitative

[bookmark: _Toc44842805]Tool Usage Report
As a starting point, qualitative report was generated by our PeopleLink team to understand the usage.  This was built providing an overview of the usage for the last 3 years.  Also included in the report was the level of the employee within the organisation and the areas they worked in across the business.  

Transition to Management Programme Attendance
As an integral part to employees attending the transition to management leadership programmes, the 360-feedback process is initiated using the tool prior to commencing the programme.  The feedback enabling employees to understand development areas and to agree a development plan with line managers following the programme. Similar to the usage report, the report included individual information, when they attended the programme and the area of the business they were from. This enabled me to align the attendance with usage report to understand the of the process usage, what percentage was derived from programme attendance.

User Questionnaire
A questionnaire was created to gain feedback from the users of the process over the last 3 years.  Consisting of questions sets that where aimed to gain feedback on:
· The 360 form and how easy it was to initiate the process and use the tool
· The purpose of generating the 360-feedback process
· Whether the form / process was completed
· The feedback report
· Any other feedback
The form was created using MS Forms where I was able to share a link and individuals were able to feedback. The survey questions can be found in Appendix 1.

Informal discussions
Discussions took place with stakeholders of the process, these being:

· Talent team - owners of the 360-feedback process
· The Academy Central – drivers of the process through the leadership programme
Secondary data
As outlined in the literature review section, academic papers on the process and how to make the process work were researched to aid with conclusions and recommendations, based on best practice.

The research project as outlined by Bryman and Bell (2015) would be reliable, replicable and valid, however if the same methodology for feedback was initiated, I anticipate a reduced amount of usage and feedback due to the cash and ebitda constraints within the organisation.  This has meant that all training has been postponed and therefore a large portion of participants that would normally use the tool would not have done so in the last 12 months.

Ethical issues were considered and data protection adhered to by ensuring confidentiality in the feedback mechanisms, this was addressed in the content of the email circulated to gain feedback and also by bcc’ing respondents so to provide anonymity in who was being asked to provide feedback. Appendix 2.

The information provided through the reports and feedback collated will be analysed through various formats.  The usage report will be via excel, through running a series of pivot tables.  The questionnaire feedback will be collated into a report through forms which will provide a combination of pie charts and free text, this can also be exported into excel Appendix 3.
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4. Findings 

From reviewing the quantitative data, key findings are summarised.  The initial finding from the tool usage demonstrated that whilst the perception of the process and usage of the tool was declining, this was not indeed the case.  What the analysis illustrated was on plan to increase, however the more pressing issue arising from the critical analysis was that whilst forms are being initiated, they are not being completed and therefore individuals not receiving feedback on their performance.  The usage report highlighted over the 3-year period 282 users had initiated the feedback process, however only 24 had completed the whole process fig 4.1. and over the last year whilst the number of forms initiated was higher, the completion was lower.






4.1 Initiated and Completed forms

	Years
	Quarters
	Initiated
	Completed
	Completion % of forms launched

	2017
	Qtr2
	2
	 
	0%

	 
	Qtr3
	3
	 
	0%

	 
	Qtr4
	5
	1
	20%

	2017 Total
	 
	10
	1
	10%

	2018
	Qtr1
	38
	4
	11%

	 
	Qtr2
	35
	7
	20%

	 
	Qtr3
	23
	2
	9%

	 
	Qtr4
	41
	5
	12%

	2018 Total
	 
	137
	18
	13%

	2019
	Qtr1
	55
	3
	5%

	 
	Qtr2
	59
	2
	3%

	 
	Qtr3
	21
	 
	0%

	2019 Total
	 
	135
	5
	4%

	Grand Total
	 
	282
	24
	9%




Integrating the number of individuals who had attended the introduction to management programme to ascertain how many of the initiated forms were derived from training programmes.  The results concluded that 53% has been initiated from the training programme fig 4.2, the rest derived from either an employee taking the initiative to gain feedback or being asked to do so by management.


Fig 4.2 Initiated by Transition to Management programme 

	Years
	Yes
	No
	Grand Total
	% initiated from training

	2017
	4
	6
	10
	40%

	2018
	80
	57
	137
	58%

	2019
	65
	70
	135
	48%

	Grand Total
	149
	133
	282
	53%




Additional findings were achieved by reviewing the band levels who had initiated and completed the forms, this was to establish which population across the organisation was using the tool for feedback and whether leadership were taking an active role and leading by example fig 4.3.






4.3. Tool usage by Band

	Band
	Initiated
	Completed
	% of total initiated
	Completion % of forms launched

	Apprentices
	1
	 
	0%
	0%

	Band D
	108
	13
	38%
	12%

	Band E
	105
	6
	37%
	6%

	Band F
	10
	2
	4%
	20%

	Band G
	5
	 
	2%
	0%

	Band H
	1
	 
	0%
	0%

	BSM
	19
	1
	7%
	5%

	FEP Conditions
	2
	 
	1%
	0%

	Graduates
	12
	1
	4%
	8%

	Group Snr Mngr (06)
	4
	 
	1%
	0%

	Management
	1
	1
	0%
	100%

	Monthly Non-Banded
	4
	 
	1%
	0%

	Professional & Skilled
	6
	 
	2%
	0%

	#N/A
	4
	 
	1%
	0%

	Grand Total
	282
	24
	1
	9%



   
Questionnaire findings
Ease of initiating and using the tool
61% found it was easy to initiate the process in our employee system
48% found the tool easy to use, 13% were neutral, 39% did not find the tool easy to use 
Free text provided some themes for both positives and areas for opportunities

	Positives
	Improvements

	· Easy to use
· Liked the question sets and how it was linked to competencies
· Good way to gain feedback
	· Reduce the time spent needed to complete
· More flexibility around competencies and free text
· Guidance / training for initiators and responders



The purpose of generating the 360-feedback process
The options provided were training programmes, managers request, personal development and other.  Positive to see that the 40% was from the training programmes where personal development objectives are created and 42% for personal development.

Whether the form / process was completed
From the results it demonstrated that of those who responded 72% had their feedback completed and a report generated, enabling the individual to review.

The feedback report
Similar to earlier questions this was in 3 areas, 54% found the report easy to understand, 36% were neutral and 10% didn’t find the report easy to understand.  Open questions provided the opportunity for free text for positives and opportunities for improvement, themes summarised:

	Positives
	Improvements

	· Provided honest feedback
· Layout & scoring
· Grouping of information
· Gap analysis 
· Link to personal development
	· Facilitation of the feedback
· Formatting and layout of the printed report
· Linking potential learning solutions with development



Any other feedback
This area of feedback provided many items, the two predominant themes are 1. related to responders, whether this is responders providing feedback or having to ‘chase’ and remind responders to provide feedback. 2. The time required to provide the feedback given the complexity of the form.  


[bookmark: _Toc44842807]5. Conclusions 
The aim of the report was to critically analyse the 360 tool, its usage, feedback from stakeholders and to identify improvement recommendations. 

It is evident through the feedback questionnaire that users of the process value and find the feedback useful for personal development, as outlined by CIPD and Taylor and Woodhams (2016).  However, what is clear is that there are improvements required to ensure the tool and the process is deployed more effectively and stakeholders are engaged.  

Three key areas of focus 1. Quick and easy improvement entails some flexibility of the question sets in the 360-feedback tool.  2. Medium term improvement to provide training to parties involved in the feedback process and the inclusion of the importance and how to provide feedback into leadership programmes. 3. Longer strategic improvement which requires further research and a strategy developed into what type of feedback culture does Tata Steel want to encourage.


[bookmark: _Toc44842808]6. Recommendations for change

6.1. Recommendation 1 – The 360 form
The first recommendation is a quick and easy improvement with no associated cost other than the PeopleLink Team time commitment on amending the questions sets in the system.  The improvement would be to change question set to enable the individuals and responders to choose which competencies are more relevant to the individuals and to also include free text boxes to make it more personal and not prescriptive.  


6.2.  Recommendation 2 – Training 
The second recommendation is a medium-term improvement that would require more time to development and commitment from many stakeholders, these being the Academy Central team who provide the leadership programmes, the Talent team as owners of the process and individuals who would be core to provided and facilitating feedback to individuals.  The training improvements are in three facets.

1. Training on how to perform a 360 for both recipient and respondents, supported by CIPD that both need to be briefed on the 1. The process, 2. Aims and objectives and 3. How to complete.

2. Training individuals to become coaches to provide feedback of the process

3. Include “the importance and how to provide feedback’ into all leadership programmes

6.3.  Recommendation 3 – Feedback Culture
The third recommendation would be to research further into the type of feedback culture Tata Steel want to be and to develop a strategic plan to implement this.  The first two recommendations are short and medium term based upon what is already exists within the organisation, this does not necessarily mean this is the type of organisation that is fit for the future.  As we are moving into a continuous performance review process, I would suggest the feedback also becomes a continuous way of working rather than a once a year type of activity as supported by Naschberger, C (2019) where it is outlined that organisations may benefit from this type culture as they are able to respond quicker to internal and external changes.


[bookmark: _Toc44842809]Limitations
The feedback questionnaire was selected due to the large sample size of 247 individuals, however only 48 responded providing limited responses.  Other obstacles providing limitations from the question set was the responses included a ‘neutral’ option which varied from 17% in question 1, 13% in question 2 and 36% in question 7, which is a large portion with over a third choosing not to answer, which did not provide a clear positive or improvement area in the feedback.
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Appendix 1.  Feedback questionnaire 

PeopleLink 360 Feedback
1.How easy was it to generate a 360 feedback in PeopleLink and invite participants?
Extremely easy
Somewhat easy
Neutral
Somewhat not easy
Extremely not easy

2.How easy was it to use the 360 feedback form?
Extremely easy
Somewhat easy
Neutral
Somewhat not easy
Extremely not easy

3.What did you like about the 360 feedback form?


4.What would you improve in the 360 feedback form


5.What was the purpose of generating the 360 feedback in PeopleLink
Training Programme
Managers request
Personal Development



6.Was the 360 feedback completed and a feedback report generated?
Yes
No

7.How easy was the feedback report to understand and use?
Extremely easy
Somewhat easy
Neutral
Somewhat not easy
Extremely not easy

8.What did you like about the feedback report?


9.What would you improve with the feedback report?


10.Please provide any further feedback you think that will help us improve the 360 Feedback

Submit


Appendix 2 – Feedback email 
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Appendix 3 – Feedback Report 
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Dear Colleagues,

1am aware that over the past year you have generated a 360 feedback form in PeopleLink with a view of gaining feedback on your strengths and opportunities for improvement against the TSE driving

performance competencies.

This short survey will only take a couple of minutes and is completely anonymous, we would appreciate your involvement to help us identify any improvements and to update the PeopleLink system

should we need to.
In our aim to improve, | would like to ask for some feedback on the 360 feedback form that is currently in use in PeopleLink.

Please click on the link below to access the survey:

Ifforms.office.com/Pages/ResponsePage aspxid=Mia7RAT-10KTPIZJ3NIMSQRGAD-YDbRFVBJGBYWEGOJUNTBETICZNOQOWERNTKEWRKNNOENMRVBZRS 4y

I would like to take this opportunity to thank you in advance for your support and feedback, we are committed to ensuring that our Talent & Performance processes are as effective and efficient as
possible and we value your feedback.

Met vriendelijke groet / Kind regards,

{ Claire Chambers =
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