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“O wad some Power the giftie gie  us
To see oursels as ithers see us!”

Those famous lines from the Scottish poet Robert Burns sum up a crucial need of all 
business people — the ability to view themselves through the lenses of other people who 
are important to their success.
  

The  360-degree feedback process provides just such a view.  With the 360 survey, you were 
profiled by several other people in addition to yourself — your Manager, plus a combination 
of Peers and Direct Reports.
  

The written profile, completed in confidence by the respondents, gives you feedback related 
to the behaviors important to your success. Your feedback  includes several dozen pages of 
personalized computer graphs and other data to help you build your own action plan for 
improved performance.  Also provided is rich qualitative feedback — written comments from 
the people solicited to provide you insights. (Except for your Manager, the sources of these 
comments are not identified.)

Comparing your perception of your own performance with the perceptions of others 
who work closely with you is a powerful tool for performance improvement.  Remember 
that feedback does not describe you.  It describes how some people perceive you to be.  
Perceptions are important, because people interact with you based on their perceptions.  

It's been demonstrated time and again that the most effective business people are those 
who frequently solicit—and use—feedback.  They make adjustments and course corrections.  
They improve. Then they solicit feedback again.  

Try it. You'll be pleased by the results. And so will the people who are important to your 
success.

Feedback: 
The Breakfast of Champions
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The Choice You Can Make: 
Getting Value From This Profile
A major article in Fortune magazine describes 360-degree feedback as a process that 
can "change your life." Although that may sound a bit dramatic, there's no doubt that 
detailed information about the perceptions of people important to your success can 

serve as a powerful catalyst in your 
quest for continuous improvement.  
You can be defensive, anxious or overly 
critical of your feedback. Or you can 
view it as constructive, objective and 
helpful information about your working 
relationships. The choice is entirely yours.

This feedback suggests how your work 
behaviors are perceived by other people 
in your organization.  Feedback is neither 
right nor wrong. It is simply another 
perspective that helps create a more 
complete picture of your effectiveness.  

How you choose to think and feel about your feedback will determine its value to you. If 
you choose to view your feedback as valuable, you’ll tend to respond by making specific 
plans to be more effective. If you choose to see the feedback as threatening, it will be.
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Some Recommendations
Phase 1: Review your feedback carefully, using the pointers in this Action Planner. Don't 
get too hung up on a single piece of information. Look for trends and patterns.

Phase 2: From your feedback, find three issues in which:

•	 You feel there is opportunity for improvement.

•	 If improvement occurred, it would have a high leverage impact on your effectiveness.

Where appropriate, try to leverage your strengths in addressing your areas for improvement.

Phase 3: Create an action plan for each issue you select. This guide is designed to help.

Upon returning to the work place — 

1. Acknowledge the feedback and thank respondents for their support. You likely 
don't know exactly who provided your feedback, so simply tell your Direct Reports 
and other colleagues that you got your feedback report and appreciate those who 
participated. Because some people may be a bit concerned about confidentiality, 
don't ask people if they gave you feedback. You can be sure that your feedback 
came from people whose opinions are pertinent to your success.  

2. Share your action plans. It's usually a very good idea to involve others in your action 
plans. For example, if your feedback indicates an opportunity for improvement in               
Establishing Performance Standards, it makes sense to clarify expectations with 
your Direct Reports and Peers. This, in itself, is an example of better listening and 
it sends a signal that you're serious about improving. 

3. Implement your action plans. The key to your success can be summarized in six 
simple words: Follow through. Follow through. Follow through.

4. Periodically, discuss your progress with the people who gave you the feedback.
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Traps to Avoid
It's very important that you choose a balanced response.  For many people who get feedback, 
it's tempting to fall into one or more of the following counter-productive behaviors:

•	 rationalization or literal acceptance — They either try to rationalize the feedback 
away, or they accept every piece of data as absolute "reality."

•	 fight or flight — They resist dealing with the feedback either by fighting against 
and criticizing the data or by tossing it aside and ignoring it. Both behaviors are 
dangerous forms of denial.

•	 "that's interesting" or "that's terrible" — They either shrug off the feedback as 
only mildly noteworthy or they allow it to cause a major case of heartburn. 

•	 analysis Paralysis or seat of the Pants — They either become unduly mired in 
the nitty gritty details of the statistics (sometimes even trying to discredit the 
methodology), or they give the feedback and action planning process only cursory 
attention. Again, these are dangerous forms of denial.

Remember that feedback is good. Avoid attacking those who provide it.  Look for positives, 
not just negatives. Choose the areas that seem to merit more attention.
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How Your 360 Is Scored
Scoring on the 360 survey items is simple: The greater the extent to which a "positive" 
behavior is observed, the higher the score for that item. To help ensure validity of the results, 
as well as to keep survey respondents alert, about a fourth of the items in the survey are 
worded in a "negative" way.  The computer recognizes these items as "negative" and adjusts 
the scoring accordingly.  Note these differences in the examples below.

scoring on a “positive” survey item:

scoring on a “negative” survey item:

• For the sake of consistency, all survey items are worded in a “positive” way in your 
feedback report.

• In the Importance vs. Frequency type of survey items, total scores are accomplished 
through simple averaging.

tO what eXtent dOes 
this PersOn:

To a 
very 
little 

extent

To a 
little 

extent

To a 
some 
extent

To a 
great 

extent

To a 
very 
great 

extent

Don’t 
Know

49.  Ask others how they will be 
affected by decisions?

1 2 3 4 5 X

tO what eXtent dOes 
this PersOn:

To a 
very 
little 

extent

To a 
little 

extent

To a 
some 
extent

To a 
great 

extent

To a 
very 
great 

extent

Don’t 
Know

51.  Become impatient when things 
don’t go right?

5     4 3 2 1     X



© 2011 Duncan Worldwide. All Rights Reserved. 8

Most of the items in the 360 survey are organized in Modules and Categories. A Module 
consists of a number of survey items dealing with the same theme — such as the "Excel-
lence & Engagement" Module shown in the example below.  A Category is a subset within 
the Module — such as the "Results Orientation" Category shown here. Notice that each 
item is different, but they all address the sub theme of stewardship delegation.

It's tempting to glance at a category title such as "Results Orientation" and assume 
you understand what is being measured. But you should take the time to review all the 
individual items used to create the category.

Analysis of Categories

Self 4.3

Module Average
Excellence & Engagement 3.3

Score 1 2 3 4 5

Module 3: Excellence & Engagement
Category 9: Results Orientation

Page 17
Bob Sample

XYZ Corporation

Module Analysis

Category Averages
Results Orientation - Overall Score

Manager
Peer
Direct Report

3.5
3.3
4.0
3.2

Score 1 2 3 4 5

Individual Item Scores
Results Orientation - Overall Score

33. Keep people focused on the task to be accomplished.
34. Organize work priorities to reinforce what is really 

important to XYZ Corporation.
35. Encourage others to care about and strive for excellent 

performance.
36. Embrace the idea that doing a job right the first time is 

more important than just getting it done.

3.5
3.1
3.4

4.1

3.5

Score 1 2 3 4 5

Total Self Mgr Peer DR
Item Resp Score Resp Score Resp Score Resp Score Resp Score
33 9 3.1 1 4.0 1 3.0 5 3.5 3 3.0
34 8 3.4 1 5.0 1 3.0 4 3.6 3 3.3
35 9 4.1 1 5.0 1 4.0 5 4.8 3 3.7
36 9 3.5 1 3.0 1 3.0 5 3.7 3 3.7

Item Score Breakdown

Consider This
"We must welcome the future, remembering that soon it will be the past; and we must respect the past, 

remembering that it was once all that was humanly possible." - George Santayana

Interpreting Your Score
Each score indicates “to what extent” the described behavior is perceived.

The following are the possible responses and associated scores.
1=Very Little   2=Little   3=Some   4=Great   5=Very Great

(Notes: Any score below 4.0 should be an area of focus.  Your responses (“Self”) are not included in the “Total” calculations.)

© 2010 Duncan Worldwide. All rights Reserved
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Self 4.3

Module Average
Excellence & Engagement 3.3

Score 1 2 3 4 5

Module 3: Excellence & Engagement
Category 9: Results Orientation

Page 17
Bob Sample

XYZ Corporation

Module Analysis

Category Averages
Results Orientation - Overall Score

Manager
Peer
Direct Report

3.5
3.3
4.0
3.2

Score 1 2 3 4 5

Individual Item Scores
Results Orientation - Overall Score

33. Keep people focused on the task to be accomplished.
34. Organize work priorities to reinforce what is really 

important to XYZ Corporation.
35. Encourage others to care about and strive for excellent 

performance.
36. Embrace the idea that doing a job right the first time is 

more important than just getting it done.

3.5
3.1
3.4

4.1

3.5

Score 1 2 3 4 5

Total Self Mgr Peer DR
Item Resp Score Resp Score Resp Score Resp Score Resp Score
33 9 3.1 1 4.0 1 3.0 5 3.5 3 3.0
34 8 3.4 1 5.0 1 3.0 4 3.6 3 3.3
35 9 4.1 1 5.0 1 4.0 5 4.8 3 3.7
36 9 3.5 1 3.0 1 3.0 5 3.7 3 3.7

Item Score Breakdown

Consider This
"We must welcome the future, remembering that soon it will be the past; and we must respect the past, 

remembering that it was once all that was humanly possible." - George Santayana

Interpreting Your Score
Each score indicates “to what extent” the described behavior is perceived.

The following are the possible responses and associated scores.
1=Very Little   2=Little   3=Some   4=Great   5=Very Great

(Notes: Any score below 4.0 should be an area of focus.  Your responses (“Self”) are not included in the “Total” calculations.)

© 2010 Duncan Worldwide. All rights Reserved

At the top of each page in the Analysis of Modules & Categories section of your feedback 
report you'll see a box entitled "Module Average" and a box entitled “Category Averages,” 
like the example above.

Module average.  Each module is comprised of multiple categories. The Module 
Average represents the average score of all question, from all respondents (exclud-
ing Self) in each related category. When identifying strengths and areas of focus, 
comparing the difference between the Module Average and associated Category 
Averages can be enlightening.

category averages and respondent type.  A category summarizes the results of 
several survey items dealing with a common theme, such as Results Orientation.  This 
view also provides a scoring breakdown by respondent type. Identifying notable 
differences (gaps) in scores between respondent types, as well as your own (Self) 
score, will be key in assembling an action plan. The Overall Score is the average of 
all respondents results (excluding Self).

your scores for this category.  Your score is represented on a scale of 1-5, with five (5) 
being the highest, and best, possible score (see page 7 of this Guide for a reminder 
on how scoring is done).

Performance target range. The dashed vertical line represents the beginning of the 
performance target range (score of 4.0-5.0). Keep in mind that scores of 3.9 or below 
indicate low scores (areas of concern or vulnerability) and scores of 4.0 or greater 
indicate high scores (areas of strength).

Category Results

3

2

1

1

2

3

4

4
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Category Results by 
Manager, Peers, Direct Reports, Self

You'll notice that after the Overall Score is displayed, the category results are then sub-
divided into results for Manager, Peers, Direct Reports and Self.

Remember, the Overall Score is the average score for all respondents—i.e., Manager + 
Peers + Direct Reports, but do not include the Self score. (The Self score is provided as a 
point of comparison—your reality check.)

It's of course important to consider the Overall Score because it gives you a general idea 
of how you're doing. But it's very important to review the same results as shown in the 
sub-groups. Notice that not all groups respond in the same way to each category. That's 
because people see you and your performance through different lenses. If your Leader 
results are less positive than the organizational norm, it means your leader rated you less 
positively than the average of all leaders comprising the norm.

As you compare the perceptions of each group for the category, ask yourself questions such 
as: "Why would this group perceive me differently from that group?" "How do I manage 
my relationships differently?"  "How do the expectations and needs of my leader differ 
from those of my direct reports or my peers?"  Then, as you examine each group, look for 
significant variations in the scores.

Self 4.3

Module Average
Excellence & Engagement 3.3

Score 1 2 3 4 5

Module 3: Excellence & Engagement
Category 9: Results Orientation

Page 17
Bob Sample

XYZ Corporation

Module Analysis

Category Averages
Results Orientation - Overall Score

Manager
Peer
Direct Report

3.5
3.3
4.0
3.2

Score 1 2 3 4 5

Individual Item Scores
Results Orientation - Overall Score

33. Keep people focused on the task to be accomplished.
34. Organize work priorities to reinforce what is really 

important to XYZ Corporation.
35. Encourage others to care about and strive for excellent 

performance.
36. Embrace the idea that doing a job right the first time is 

more important than just getting it done.

3.5
3.1
3.4

4.1

3.5

Score 1 2 3 4 5

Total Self Mgr Peer DR
Item Resp Score Resp Score Resp Score Resp Score Resp Score
33 9 3.1 1 4.0 1 3.0 5 3.5 3 3.0
34 8 3.4 1 5.0 1 3.0 4 3.6 3 3.3
35 9 4.1 1 5.0 1 4.0 5 4.8 3 3.7
36 9 3.5 1 3.0 1 3.0 5 3.7 3 3.7

Item Score Breakdown

Consider This
"We must welcome the future, remembering that soon it will be the past; and we must respect the past, 

remembering that it was once all that was humanly possible." - George Santayana

Interpreting Your Score
Each score indicates “to what extent” the described behavior is perceived.

The following are the possible responses and associated scores.
1=Very Little   2=Little   3=Some   4=Great   5=Very Great

(Notes: Any score below 4.0 should be an area of focus.  Your responses (“Self”) are not included in the “Total” calculations.)

© 2010 Duncan Worldwide. All rights Reserved
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Individual Item Scores

Scores for individual survey items are scored in the same way as category scores—i.e., 
they have a range of 1 to 5 and a five is the best possible score. Item scores indicate 
the extent to which items are responded to in a positive way. (Refer again to page 7 for a 
reminder on how scoring is done with the  360.)

item number.

item description.  The actual survey item (each is positively worded).

total item score. The total score for each item is graphically displayed to the 
right of the item description. Remember that these plots present only the total 
results for each item. Scores for the Manager, Peers and Direct Reports may differ
substantially from the total (see Item Score Breakdown, page 12).

Performance target range.  The dashed vertical line represents the beginning of the 
performance target range (score of 4.0-5.0). Keep in mind that scores of 3.9 or below 
indicate low scores (areas of concern or vulnerability) and scores of 4.0 or greater 
indicate high scores (areas of strength).

1
2
3

4

Self 4.3

Module Average
Excellence & Engagement 3.3

Score 1 2 3 4 5

Module 3: Excellence & Engagement
Category 9: Results Orientation

Page 17
Bob Sample

XYZ Corporation

Module Analysis

Category Averages
Results Orientation - Overall Score

Manager
Peer
Direct Report

3.5
3.3
4.0
3.2

Score 1 2 3 4 5

Individual Item Scores
Results Orientation - Overall Score

33. Keep people focused on the task to be accomplished.
34. Organize work priorities to reinforce what is really 

important to XYZ Corporation.
35. Encourage others to care about and strive for excellent 

performance.
36. Embrace the idea that doing a job right the first time is 

more important than just getting it done.

3.5
3.1
3.4

4.1

3.5

Score 1 2 3 4 5

Total Self Mgr Peer DR
Item Resp Score Resp Score Resp Score Resp Score Resp Score
33 9 3.1 1 4.0 1 3.0 5 3.5 3 3.0
34 8 3.4 1 5.0 1 3.0 4 3.6 3 3.3
35 9 4.1 1 5.0 1 4.0 5 4.8 3 3.7
36 9 3.5 1 3.0 1 3.0 5 3.7 3 3.7

Item Score Breakdown

Consider This
"We must welcome the future, remembering that soon it will be the past; and we must respect the past, 

remembering that it was once all that was humanly possible." - George Santayana

Interpreting Your Score
Each score indicates “to what extent” the described behavior is perceived.

The following are the possible responses and associated scores.
1=Very Little   2=Little   3=Some   4=Great   5=Very Great

(Notes: Any score below 4.0 should be an area of focus.  Your responses (“Self”) are not included in the “Total” calculations.)

© 2010 Duncan Worldwide. All rights Reserved
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The Item Score Breakdown enables you to see even more precisely how people in each 
group responded to individual survey items.  Notice item number 35 in the example above:  
The Manager score is 4.0, the Peer score is 4.8, and the Direct Report score is 3.7.

item numbers.  These show the numbers of the survey items that comprise the 
category.

number of respondents. The total number of people (excluding Self) who 
responded to the survey item. Occasionally, the number of people responding 
across questions will vary. That’s because people sometimes skip survey items or 
select “Don’t Know.”

score.  The values represent the average score for all respondents – i.e., Manager + 
Peers + Direct Reports, but do not include the Self score.

Group data.  Breakdown, by respondent type, of scores and number of respondents 
for each item.

For an even more detailed breakdown on results, see the Frequency Distribution section 
at the end of your feedback report.  In that section you may note that some respondents 
selected "Don’t Know" for a survey item. These responses are neither calculated nor 
included in the score. 

With some issues, a respondent may simply not be able to offer an opinion. For instance, a 
peer may not be involved enough or may not have occasion to observe the way you delegate 
to Direct Reports. This means you should always check the “0” column in the Frequency 
Distribution before jumping to conclusions about high positive or high negative scores.

Item Score Breakdown

1

2

3

4

Self 4.3

Module Average
Excellence & Engagement 3.3

Score 1 2 3 4 5

Module 3: Excellence & Engagement
Category 9: Results Orientation

Page 17
Bob Sample

XYZ Corporation

Module Analysis

Category Averages
Results Orientation - Overall Score

Manager
Peer
Direct Report

3.5
3.3
4.0
3.2

Score 1 2 3 4 5

Individual Item Scores
Results Orientation - Overall Score

33. Keep people focused on the task to be accomplished.
34. Organize work priorities to reinforce what is really 

important to XYZ Corporation.
35. Encourage others to care about and strive for excellent 

performance.
36. Embrace the idea that doing a job right the first time is 

more important than just getting it done.

3.5
3.1
3.4

4.1

3.5

Score 1 2 3 4 5

Total Self Mgr Peer DR
Item Resp Score Resp Score Resp Score Resp Score Resp Score
33 9 3.1 1 4.0 1 3.0 5 3.5 3 3.0
34 8 3.4 1 5.0 1 3.0 4 3.6 3 3.3
35 9 4.1 1 5.0 1 4.0 5 4.8 3 3.7
36 9 3.5 1 3.0 1 3.0 5 3.7 3 3.7

Item Score Breakdown

Consider This
"We must welcome the future, remembering that soon it will be the past; and we must respect the past, 

remembering that it was once all that was humanly possible." - George Santayana

Interpreting Your Score
Each score indicates “to what extent” the described behavior is perceived.

The following are the possible responses and associated scores.
1=Very Little   2=Little   3=Some   4=Great   5=Very Great

(Notes: Any score below 4.0 should be an area of focus.  Your responses (“Self”) are not included in the “Total” calculations.)

© 2010 Duncan Worldwide. All rights Reserved
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Things You Should Note
Your 360 report is chock full of information designed to help you interpret the data and 
get the most benefit from it.

Most Positive, Most negative items: 
In addition to checking the Overview of Modules at the front of your feedback report, 
one way to get a feel for opportunities for improvement is to review the section showing 
the Most Positive and Most Negative Items.  

Each of these lists five items.  You should not assume that just because an item is on 
the Most Negative list that it is in fact a significant problem.  We simply list the five most 
negative items statistically.

importance vs. frequency:  
Shows the degree to which you are perceived to exhibit certain kinds of behavior, plus 
an indication of the degree to which respondents regard those behaviors as important 
to your success.

written comments:  
All written comments are presented to you exactly as written by the respondents.  
The comments are unedited. Do read all the comments, and use them to clarify issues 
from the numeric data. Do not try to identify who made a particular comment. This 
is counterproductive and tends to foster rationalization or denial rather than problem 
solving and improvement.

frequency distribution:  
This lists each item in the 360 survey and the number of people who marked each response.  
It is from this list that scores are calculated.

Graphic Overview:  
Just as its title implies, this single page provides a quick overview of the key findings in 
your profile.  Some long-time users of the 360 process go to this page first to get a quick 
feel for the trends and patterns in their feedback.  Then they go to the other sections of 
the report to "dig deeper" for meaning.
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Translating Feedback Into Action
An excellent way to monitor your progress is to administer the 360 survey on a regularly 
scheduled basis — say, once a year.  This helps you measure the impact of your action plans.

This section is designed to help you move from the "good intentions" stage to the 
"making real improvement" stage. Continuous improvement is central to everything 
good that's done in your organization.

The primary purpose of collecting data about your effectiveness is to help you deal strate-
gically with your vulnerabilities and build on your strengths.

Phase 1 helps you identify your support systems. That's because you'll need help to change 
your behavior.  Soliciting support from others is not a sign of weakness. In fact, it's the 
strong and wise person who acknowledges the influence of others. Seeking support from 
others encourages them to work with you instead of against you.

Phase 2 offers a detailed approach for making concrete action plans. There's nothing magic 
about this particular approach. But unless you're fond of reinventing wheels, we suggest 
you try it. It really works. Complete three of the  Action Planning Forms. Focus your efforts 
on only three issues that need change. If you chase too many rabbits, you'll catch none of 
them. (Keep one  Action Planning Form clean so you can photocopy it if you need extras.)

Phase 3 offers some ideas for responding to those who provided you with feedback.
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Target Your Strengths

As you review your feedback and note the perceptions that others have of your day-
to-day behavior, consider the following questions:

•	  As other people view my work, what do they consistently see as my most helpful 
contribution to achieving strategic goals?

•	 Do I agree that these perceived behaviors or actions are strengths? How do I feel 
about these perceptions?

•	 What, if anything, am I doing to reinforce these perceived strengths (to do more 
of the behaviors seen as helpful)?

•	 How do these strengths benefit me? How do they benefit others?

•	 In which of my relationships are these strengths not presently perceived to be 
demonstrated or used?

•	 Does it make sense for me to use these strengths in more of my relationships?

•	 Is it worth the effort to use my perceived strengths more?  Am I willing to “pay 
the price?”

•	 Where should I begin?

To get the most value from this profiling process, be sure to 
focus on the positive points as well as on areas of needed 
improvement. Some people allow negative comments or 
ratings to attract and dominate their attention. This may be 
tempting, but it's counter-productive. "Positive" ratings are 
just as valuable. In fact, some of the most effective people have 
learned to leverage their strengths in order to overcome—or at least make less relevant—their 
vulnerabilities or weaknesses.
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Phase 1
Building Your Personal Support Systems
You do not live in a vacuum.  All around you are people who are important to your success.  
People who care about you.  People who can help you.

Once you've crafted your action plans, it is you and you alone who are responsible for 
translating your good intentions into real action.  However, the whole process can be much 
easier if you let your "team" help you. This informal support "team" can provide valuable 
insight and encouragement.

select a coach

1. Identify a person—your "coach"—whom you trust and whose opinion you respect.

2. After you've reviewed and studied your feedback—and prepared your action 
plans—meet with your coach to discuss your plans.

A coach can help you by:

•	 Carefully listening, 
•	 Asking questions for clarification,
•	 Helping you acknowledge your blind spots,
•	 Challenging and advising,
•	 Offering a "reality check,"
•	 Lending courage and confidence, and
•	 Holding you accountable for follow through

3. Agree on a time (probably about four to six weeks into the future) for a follow up 
meeting in which you report progress.   
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Function                      
People

1. challengers:  People who challenge you to think.  

People who make you explain and who question 

your reasoning.

 

2. Peers:  People who share your concerns because 

they are in situations similar to yours. People 

who are striving for similar objectives — such as 

colleagues or co-workers. People with whom you 

share experiences, information or ideas. People with 

whom you exchange favors.

3. stakeholders:  People who have a stake in your 

success. People who rely on you for certain 

services. People whose own success depends on 

yours.

4. sponsors:  People at higher organizational levels who 

provide jobs and opportunities that challenge you.

In addition to your coach, there are no doubt people in your circle of friends and associates 
who can fill other helpful roles in your development process. 

Listed below are different kinds of support systems. Note the description of each one, 
then write the names of people who might fill each role.   

Phase 1 (continued)
Building Your Personal Support Systems
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Phase 2 
Completing Your Action Plan(s)

analysis worksheets:  At the back of this Guide you'll find blank Analysis Worksheets. 
In identifying high-leverage issues from your 360 feedback, these worksheets are useful 
in clarifying the "evidence." A sample, complete with comments from a previous 360 
participant, is found on page 19.

action Plan:  Also at the back of the Guide, you'll find blank Action Plan forms.  A sample 
plan prepared by a previous 360 participant is found on page 20.

We suggest you follow these steps in creating your own action plans:

1. Examine the sample on page 20. Notice how simple, yet specific, it is.  

2. Take about a half hour to review your own 360 feedback report.

3. Based on your feedback, select a maximum of three goals that you plan to achieve. 
We suggest that you select two short-range goals (achieveable in 1-6 months) and one 
long-range goal (6-12 months).

 Most 360 participants find it helpful to articulate each goal as the state of affairs they will 
bring about. Clarity is a key. In writing your goals, it's a good idea to ask yourself these two 
questions:

•	 Would I know exactly what this goal means if I read it one year from now?

•	 If someone else read this, would he/she know the state of affairs I intend to bring 
about?

 If you can answer "yes" to both questions, your goals are clear.
 

4. For each goal, state the specific action(s) you will take to accomplish it.

5. For each action, identify the person(s) and support systems you can use to help 
you initiate and follow through on the actions.

6. For each action, select a specific date on which you will begin.

7. Describe how you will provide for on-going evaluation of your goals.
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Analysis Worksheet Sample

SAMPLE

THEWORKITSELFGROUPTHEWORKITSELFGROUPTHEWORKITSELFGR
WORKITSELFGROUPTHEWORKITSELFGROUPTHEWORKITSELFGROUP
TSELFGROUPTHEWORKITSELFGROUPTHEWORKITSELFGROUPTHEW
GROUPTHEWORKITSELFGROUPTHEWORKITSELFGROUPTHEWORKIT

the
work
itself
group

Analysis Worksheet 

Briefly state the issue: 1.  What do others perceive about you that you feel is out of harmony 
with your real character and goals?

I’m perceived as somewhat disconnected from other people  
i n  t h e  w o r k  g r o u p .  S o m e  f i n d  m e  i n t i m i d a t i n g ,  a  p o o r   
listener, and not interested in improving work processes.

Evidence:2. 

Category Scores:  • 

Personal Demeanor, 3.1
Listening Habits, 3.7
Establishing Performance Standards, 3.8
Maintaining Performance Standards, 3.6

Item Scores:• 
#49, 3.4;  #55, 3.1;  #45, 3.7;  #43, 3.2;
#47, 3.0;  #48, 3.7.

• 

“Often seems to be off in a world of his own.”  

“ I t  w o u l d  h e l p  i f  w e  k n e w  m o r e  a b o u t  w h a t  h e  w a n t s ,  
but most of us are reluctant to ask.”

Seek a deeper understanding:3. 

 WHAT
 Describe the   and/or behavior as perceived by others.

I’m seen as not really interested in the needs of my work associates. My 
head is perceived to be stuck in the sand of my own assignments.

 WHY
 What are your own views about these perceived  and behaviors?

I often feel inadequate in dealing with people, especially when it comes 
to holding them accountable for good performance.  I’m most comfortable 
in handling administrative details.
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 Action Plan Sample

SAMPLE

Resources
Achievement 

Dates/

THEWORKITSELFGROUPTHEWORKITSELFGROUPTHEWORKITSELFGR
WORKITSELFGROUPTHEWORKITSELFGROUPTHEWORKITSELFGROUP
TSELFGROUPTHEWORKITSELFGROUPTHEWORKITSELFGROUPTHEW
GROUPTHEWORKITSELFGROUPTHEWORKITSELFGROUPTHEWORKIT

the
work
itself
group

Develop my listening and "focusing"
skills so that my work associates feel 
and communicate to me an improve-
ment in my ability to understand and 
listen to them, to focus on their needs.

1. Improve our Monday meetings.

 a) Specifically solicit ideas or
  concerns from team members.
  Listen more carefully.

 b) Talk and act in ways designed to
  build confidence and teamwork,
  not fear.  Ask the team for
  feedback, and help them feel
  "safe" in being honest with me.

 c) Speak calmly and deliberately,
  being especially alert for words
  or tone that might intimidate.

 d) Ask my own managers for tips 
  on how to focus on work that  
       clearly supports our strategy.

2. Have work associates know that I
 appreciate and care about their
 work and contributions.

 a) Work hard to "catch people
  doing things right" as well
  as "doing the right things."

 b) Make "attaboy" report a
  regular agenda item in
  weekly staff meetings.

 c) Meet one-on-one with each
  direct report at least monthly.
  Clarify mutual expectations.

 d) Meet one-on-one with each
  key peer at least monthly.
  Clarify mutual expectations.

Real Work Action Plan 

September 29

Today

Today

Today

Today

September 29

Begin today

Begin 
September 29

Begin next 
Tuesday

Begin with 
Bob on 
September 26
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Manager:  After identifying two or three high leverage areas of feedback and writing 
your personal action plans, make an appointment with your Manager.  You might 
say something like this: “I received some helpful feedback and have developed some 
ideas on how I can make myself even more valuable to the organization. I’d like to 
discuss these plans with you.” In the meeting, be open and candid, careful to avoid 
slipping into denial or rationalization about your feedback. Where appropriate, seek 
your Manager’s advice and participation in your action plans.

Peers:  Send them a note or email. (This seems to be more effective than a casual 
“thank you” in the hallway.)  Thank them again for responding to the 360 survey.  
Tell them that the feedback received from them and others was very helpful to 
you.  Mention that, as a result of the feedback, you’re better able to identify some 
of your strengths and vulnerabilities in the work place.  Tell them you’ve found that 
some of your practices could use some improvement.  Mention these specifically 
so they’ll know you did, indeed, “get the message.”  Again, be careful to avoid any 
hint of denial or rationalization about your feedback.

direct reports:  These are the people who are most likely to be nervous about your 
reaction to the feedback. You might find it helpful to meet personally with your 
subordinates as a group to discuss your  360.  Begin by sincerely thanking them for their 
time and care in sharing their views.  Remind them that the feedback is confidential 
and that you do not know and do not care to know “who said what.”  

Your only interest is to take the feedback seriously and use it productively. Mention 
some of the positive areas in your feedback, then discuss some of the areas needing 
action.  Share with them your action plans.  Solicit additional feedback.  Keep the 
focus on what you can do to improve.  Where appropriate, involve them in your action 
plans. The way you handle this meeting will have a major impact on the quality of 
feedback you receive in the future.  It can also serve to lubricate the on-going channels 
of communication.

Phase 3
Responding to Your Feedback
A critical key to using your 360 successfully is the way you respond to the people who gave 
you the feedback. Think of the impression you'll leave if you simply ignore the people who 
took the time (and perhaps even the risk) to give their candid views on your performance. 
Be aware that some people, especially those who report to you, may be quite worried about 
your reactions to the feedback.

Here are ways we've found to be very successful in dealing with the three respondent groups. 
We strongly recommend this follow up within a few days of receiving your 360 feedback report.
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Analysis Worksheet
THEWORKITSELFGROUPTHEWORKITSELFGROUPTHEWORKITSELFGR
WORKITSELFGROUPTHEWORKITSELFGROUPTHEWORKITSELFGROUP
TSELFGROUPTHEWORKITSELFGROUPTHEWORKITSELFGROUPTHEW
GROUPTHEWORKITSELFGROUPTHEWORKITSELFGROUPTHEWORKIT

the
work
itself
group

the
work
itself
group

Analysis Worksheet 

Briefly state the issue: 1.  What do others perceive about you that you feel is out of harmony 
with your real character and goals?

Evidence:2. 

Category Scores:  •	

Item Scores:•	

Written Comments:•	

Seek a deeper understanding:3. 

 WHAT
	 Describe	the	unproductive	attitudes	and/or	behavior	as	perceived	by	others.

 WHY
	 What	are	your	own	views	about	these	perceived	attitudes	and	behaviors?
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work
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Analysis Worksheet
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Goal / Action Resources
Achievement 

Dates/
Accountabilities

THEWORKITSELFGROUPTHEWORKITSELFGROUPTHEWORKITSELFGR
WORKITSELFGROUPTHEWORKITSELFGROUPTHEWORKITSELFGROUP
TSELFGROUPTHEWORKITSELFGROUPTHEWORKITSELFGROUPTHEW
GROUPTHEWORKITSELFGROUPTHEWORKITSELFGROUPTHEWORKIT

the
work
itself
group

the
work
itself
group

Real Work Action Plan Action Plan
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Goal / Action Resources
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