GUIDE TO 360-DEGREE COACHING

1.  Purpose.  The purpose of this guide is to provide the requisite information, resources, and data necessary for an individual to act as a 360-degree feedback coach.  This guide will cover the following topics:


(  Roles and responsibilities of the 360 coach


(  Understanding the psychology of the 360-degree feedback process


(  Structure of the 360 process


(  Analyzing 360 feedback


(  Developing performance improvement action plans

2.  Roles and Responsibilities of a 360-Degree Feedback Coach.  The following specifies the roles, responsibilities, requirements, limitations, restrictions, and duties of the 360-degree feedback coach--also known as the "360 coach"--when providing assistance to an individual--also known as an "applicant."

A 360 coach agrees to provide their services to any individual within the Huntington District that requests assistance with any aspect of the 360-degree feedback process. 

The 360 coach will provide unbiased, objective evaluations to those applicants seeking assistance with the 360 process.

The 360 coach will maintain complete confidentiality between themselves and the applicant regarding all conversations, communications (including e-mail and voice mail), interview data, feedback data, action plans, and any other information or data pertaining to the 360 process.

The coach will not share any information regarding a coaching session with managers, supervisors, subordinates, customers, suppliers, or individuals outside the District.  Even if the applicant indicates that the sharing of feedback information is fine with them, the coach will require that the applicant share their feedback at their own discretion.  The coach will in no way share the feedback information.

The coach will stress to all applicants that the 360-degree feedback process is solely for individual developmental purposes and in no way will impact formal appraisals or TAPES.

The coach will clearly point out that participation in the 360 process is completely voluntary.

Coaches will discourage applicants from seeking their assistance when the coach is a rater or senior rater for the applicant in the TAPES system.  However, the coach may provide coaching to the applicant ONLY after informing the applicant that the sharing of 360 information with their official rater or senior rater indicates that the applicant understands that the District's management can no longer guarantee that the feedback will not be used in the formal appraisal process.

Coaches will inform the applicant that they may not ask their raters for their individual ratings of the applicant.

Coaches will clearly inform ratees that the feedback data is the sole property of the ratee. However, the agency reserves ownership of the network resources on which the feedback is stored and may delete, but not read, the feedback after six months. 

Coaches will encourage applicants to view the 360-degree feedback training video located in the District's library.

Coaches will provide assistance in getting the applicant the training required to improve performance.

Coaches will stress that feedback is only the perception of the rater, and may or may not be valid.

Coaches will seek to instill confidence that the 360 process is secure and that information is protected from everyone except the ratee.

3.  Psychology of 360-Degree Feedback.  To understand the psychology behind the 360 process, six influence factors are presented below.  It must be remembered that these factors may influence the 360 process consciously or subconsciously by participants in the process.  The factors are as follows:


(  Participation Variables


(  Individual Variables


(  Contextual Variables


(  Relationship Variables


(  Group Membership Variables


(  Reciprocity Variables


a.  Participation Variables. A basic characteristic of the 360-degree feedback process is that participation in the process is voluntary. However, low participation rates can lead to poor reliability of the composite rating, bring into question the validity of the received ratings, hamper user acceptance of the process, and irrevocably suspend the effectiveness of the process.

(  Participation can be framed within the context of expectancy theory.  The theory contends that motivation to perform a task—including participation in a 360-degree feedback process—is a function of three factors.

First, expectancy (E) is a measure of the individual's perception of his or her ability to complete the task.

Second, instrumentality (I) refers to the individual's perception of the benefits/cost ratio of completing the task.

Third, valance (V) refers to the individual's preference for the perceived outcomes.

(  The theory is shown mathematically as:

MOTIVATION = ( E x I x V )

(  Hence, a low score on any of these factors can result in a low motivation.


(  The applicant's expectancy or perception of ability to complete the task of rating or being rated is based primarily on personal characteristics.  Though situation factors will play an important role in this perception, the applicant's own "sense" is what will inevitably determine the level of expectancy.


( Participation, then, or the motivation to participate, is precariously founded on the multiplicative relationship among expectancy, instrumentality, and valence.  A low score on any of these factors is theorized to reduce motivation, and, in the present case, the desire to participate in a 360-degree feedback process.


b.  Individual Variables. The second primary factor identifies the individual variables that will influence ratings. Here, influence can take place either consciously or subconsciously, with varying degrees of influence. Five basic variables will be examined—personality, frame of reference, power position, perception, and attitudes.


( Personality.  As with all performance evaluation systems, assessments are made by individuals, each with a differing personality.  Four personality characteristics have been singled out for research study as they pertain to feedback processes—self-esteem, feedback seeking, locus of control, and self-efficacy.

Self-Esteem. (1) Individuals with high self‑esteem tend to accept more risks and present themselves in a positive, self‑enhancing manner, (2) high-esteem ratees use their organizational environments to assess their performance, and (3) individuals with low-esteem tend to distance themselves from situations where performance evaluations require self-assessment.

Feedback Seeking. Feedback seeking, or the quest for relevant information concerning the seeking individual, carries a cost incurred by the seeker. The higher the perceived costs of seeking feedback were, the less favorable employees were to using multi-rater feedback systems in the future.

Locus of Control. Locus of control identifies whether an individual believes that events are determined by forces within themselves or by external forces such as luck, fate, and other external powers.  Individuals with internal locus of control—that is, those who believe they can control their lives—are more favorable to the introduction of the 360-degree feedback process than those with external locus of control.

Self-Efficacy. Self-efficacy, an individual's belief that he or she is capable of performing established tasks, has three components—magnitude (the level of task difficulty a person believes he or she can achieve), strength (determination as to whether magnitude is strong or weak), and generality (degree to which the expectation is generalized across situations).  The level of difficulty imposed by the rating process in relation to the magnitude of self-efficacy will perhaps play the significant role in the individual's determining whether he or she is capable of performing the evaluation.  Hence, low self-efficacy, or self-efficacy magnitude less than task completion difficulty, will inevitably lead an individual to consider the task too difficult, and so provide assessments that may distort final ratings.


(  Frame of Reference. Frame of reference refers to an individual's interpretation of the rating instrument and its categories, based on his or her past life experiences.  The fact that every individual has a unique collection of past experiences leads to the realization that each individual will develop his or her own perspective—which may be more or less a distortion regarding the intended purpose.  Two raters may therefore interpret, assess, and evaluate a ratee from two extremely different perspectives in a manner or degree that cannot be attributed to rating freedom.  Frame of reference errors include halo effect, central tendency, range restriction, leniency, and harshness.


(  Position Power. Position power refers to the power vested in a supervisor by the nature of his or her organizational position.  The concept of the 360-degree feedback process poses two main difficulties for managers.  The first concerns performance appraisal duties, which were once a sole responsibility of the manager.  These duties would be shared with a wide range of perspectives, providing a system of checks and balances that may not be well accepted.   Second, managers now face the prospect of being rated by their subordinates.  This new interaction of manager/subordinate poses difficulties that individuals—both managers and subordinates—will cope in different ways.


(  Perceptions. Perception is the process by which an individual gives meaning to the environment.  It involves organizing and interpreting various stimuli into a psychological experience.  Different individuals receive, organize, and interpret various stimuli differently.  Personality plays an important role in perception.  What an individual perceives during the rating process, accurate or not, will therefore affect the evaluation.  The rater's perception of the ratee will encourage various beliefs concerning that individual, affecting the rater's objectivity. Five precursors to the formation of perceptions—biodata,
 individual characteristics,
 job‑relevant experiences,
 cognitive processes,
 and context/situation.
 It is therefore clear that objectivity, as a narrow goal, will probably not play a dominant role in rater appraisals.


(  Attitudes. An attitude is "a positive or negative feeling or mental state of readiness, learned and organized through experience, that exerts specific influence on a person's response to people, objects, and situations."


c.  Contextual Variables. Contextual variables play a greater role in determining attitudes toward the process than even personality.  Contextual variables are those variables that are not explicitly related to the nature of the rater, ratee, or rating instrument but that may be considered part of the context in which the rating occurs. The following is a discussion of four predominant contextual variables—supervisory style, feedback-seeking environment, rating size, and rating time.


(  Supervisory Style.  Subordinates who had more autocratic supervisors considered the 360-degree feedback process a desirable means of gaining a voice in the decision-making process.  Also, subordinates with more participatory supervisors were less likely to experience any significant modification of organizational processes.


(  Feedback-Seeking Environment. Organizations will differ in terms of the ease with which their employees can seek, and feel comfortable seeking, performance‑relevant information.  Organizations—by means of their structure, management style, corporate philosophy, manager attitudes, and culture—create an environment that in varying degrees either encourages employees to seek feedback or discourages such efforts.  Attitudes within a given organization toward the 360-degree feedback process are positively related to the feedback environment of the organization.


(  Rating Size. A basic principle of the 360-degree feedback process is that ratees can select, with certain restrictions, those who will provide their evaluations.  In a 360-degree feedback process, each individual will be both a ratee and a rater with multiple ratees to evaluate. The literature makes it clear that there is a direct correlation between the number of evaluations that one individual must complete and the quality of these evaluations.


(  Rating Time. Employees who perceive the time required to complete the 360-degree feedback instrument in an acceptable manner were more likely to participate than are employees who are less comfortable regarding the time required to complete the assessment.


d.  Relationship Variable. Relationship refers to the perceived and actual binding of two or more individuals by means of friendship.  Depending upon the strength of the bond, reliance of the individuals on each other will increase and will be manifested in actions beneficial to each other.  A scenario will often be repeated therefore: two equally skilled workers receive two widely different appraisals from the same individual due to a friendship between the rater and one of the ratees.


e.  Group Membership Variables. Almost all of an organization's employees belong to at least one group within the organization—whether the group is small or large is of no consequence.  This factor reflects the manifest norms of these groups at the time evaluations are being completed.  Two perspectives must be addressed:

In the first perspective the ratee belongs to a particular group which does not include the rater.  Here, perceptions about the group attitudes held by the rater concerning the group, and the rater's opportunity to carefully observe the ratee outside of the influence of the group will have a far-reaching influence on the rater's evaluation.

The second perspective focuses on the rater's determination as to whether a ratee is in the rater's group or out.


f.  Reciprocity Variables. This pertains to instances of reciprocity that may exist between rater and ratee.  According to the three primary theories of reciprocity—Social Exchange Theory,
 Inducement and Contribution Theory,
 and Zone of Indifference
—influence and power shift between entities in accordance with the exchange of tangible and non-tangible goods, exertion of effort, and influence sphere.  If equilibrium is not maintained, power shifts to one of the parties involved.  In a rating process, therefore, power or influence over another individual—rater or ratee—can militate against fair and equitable assessments.

3.  The 360-Degree Feedback Process


a.  General Outline of the Process.  The following are the steps in the 360-degree feedback process.


(1)  Rater selection


(2)  Ratee notifies and gains rater participation


(3)  Ratees allow raters 10 business days to complete instruments


(4)  Ratees terminate the rating process


(5)  Ratees create feedback reports from feedback data


(6)  Ratees analyze feedback


(7)  Ratees create action plans for performance improvement


b.  Selecting Raters and Rater Groups


(  Ratees must select at least 8 raters for result validity


(  Ratees must select those that can provide relevant feedback.


(  Raters must work regularly with the ratee


(  Ratees should try to adhere to the charts.  However, these charts are not hard and fast rules, but guidelines.

For Non-Supervisory Ratees

Rater Category



Quantity

Same-Level Peers


6

Customers


7

Yourself




1

Your Immediate Supervisor

1

Your Senior Rater


1







Total:

16

For Supervisory ratees

Rater Category



Quantity

Same-Level Peers


4

Customers


4

Subordinates (Multi-Level)

5

Yourself




1

Your Immediate Supervisor

1

Your Senior Rater


1







Total:

16

c.  Completing the 360-Degree Feedback Instrument


(  All questions on the instrument are multiple choice answers, except for open ended comment sections for each question.


(  Possible answers for all questions are:



(1)  Always, or almost always



(2)  More than sometimes



(3)  Sometimes



(4)  Hardly ever



(5)  Never, or almost never



---  Insufficient knowledge to rate


(  Raters should provide written comments for two primary reasons:



To explain either a very low rating or a very high rating



To give extra feedback to help ratee develop


(  Middle-of-the-road ratings mean very little to ratees


(  Raters should look for areas that need improvement


(  Raters should provide specific, not general, open-ended comments


(  Rater should give descriptive, not evaluative, comments.



Descriptive:  Fails to meet deadlines on Fridays



Evaluative:  Becomes lazy on Fridays


(  Comments should be short; action verbs and nouns

4.  Analyzing the Feedback.  Ratees should complete four analysis forms to understand their feedback; Aggregate Feedback Calculation Form, 360-Degree Feedback Analysis Form, Summary 360-Degree Feedback Form, and the Feedback Type Analysis Form.


a.  Aggregate Feedback Calculation Form.  The purpose of this form is to translate the percentages from the feedback report to an aggregate feedback response.  This aggregate will allow the ratee to directly compare their single response to that of the rest of the raters.  Follow the instructions and example on the form for details on completing the form.


b.  360-Degree Feedback Analysis Form.  The purpose of this form is to allow ratees to view their ratings strictly from a quantitative perspective.  The analysis helps ratees identify where their own ratings agree or disagree with their raters.  It is vitally important for ratees to see themselves from the perspective of others, and to assess, if possible, why discrepancies occur between raters' perceptions and the ratee's own perceptions.


c.  Summary 360-Degree Feedback Form.    The purpose of this form is to allow the ratee to identify their strengths, areas for improvement, and areas where they disagreed with their raters by a significant amount.  The use of 1.5 as the cutoff point for strengths is somewhat arbitrary, but provides ratees a clearly identified point of reference for discussion and further analysis.  This form begins to clarify exactly what items the ratee needs to work on and the items that require the ratee to evaluate their own perceptions of themselves.


d.  Feedback Type Analysis Form.  The purpose of this form is to have ratees separate the feedback into the four feedback types or categories.  These feedback types are as follows:

Type 1:  Positive feedback the ratee expected

Type 2:  Positive feedback the ratee did not expect

Type 3:  Constructive feedback the ratee expected

Type 4:  Constructive feedback the ratee did not expect

It is vitally important that the ratee recognizes that Type 3 and Type 4 feedback are those areas where raters have identified areas for improvement.  It is these two feedback types that will be used for creating a performance improvement action plan.

5.  Action Planning for Performance Improvement.  The ratee, after completing the previously mentioned four forms, should complete the Performance Improvement Action Plan form.  The purpose of this form is to allow the ratee to develop a road map for improving those areas that raters identified as weak.  The three key components of the plan are:


(  Area for Improvement:  These are the Type 3 and Type 4 feedback items from the Feedback Type Analysis Form.

(  Goals:  What are the ratee's goals for improving this area.  Goals should be specific, should be measurable, and should have a definite deadline.


(  Objectives:  How will the ratee accomplish their identified goals.  This is where the rubber-meets-the-road.  Objectives should be specific steps to be taken to reach the goals.


(  Deadline:  When will the goal(s) and objective(s) be completed.  It is vitally important that ratee assign deadlines for performance improvement. 

Management Proposal

360-Degree Feedback Process

1.  The 360-degree feedback process (the process) will be deployed as a purely developmental tool for use by the individual for performance improvement.  The process will not replace, augment, or in any way impact the use of the Total Army Performance Evaluation System (TAPES).

2.  The process will be completely voluntary.  Individuals may elect not to participate as a rater, ratee, or both.  Supervisors will not require that individuals participate or that individuals indicate whether they are or are not participating in the process.

3.  All feedback received in the execution of the process is considered only the perception of the rater.  The individual ratee will solely determine the validity of the feedback.

4.  In the event that a ratee shares their feedback with their immediate supervisor, the anonymity or confidentiality of the feedback outlined in this proposal is thereby waived.  In this case, the agency cannot guarantee that the feedback will not be used in performance evaluations.  However, supervisors will be instructed that a subordinates 360 degree feedback is not to be used to impact the official performance rating.  With regard to a ratee’s sharing feedback with coaches outside the rating chain,  coaches will be instructed not to share a ratee's feedback with any other individual in the agency.

5.  Ratees--both supervisory and non-supervisory--will in no way seek to correlate the responses in the feedback to the rater providing that feedback.  Ratees may not ask their raters for details on their responses, even if the rater is willing to provide this information.

6.  All feedback received by a ratee is the sole property of the ratee.  However, the agency reserves ownership of the network resources on which the feedback is stored and may delete, but not read, the feedback after six months.

7.  The process will follow these general steps:


a.  A ratee will, at their own discretion, ideally select 15 individuals to act as raters.  Ratees may select fewer raters, but they must select no fewer than 8 individuals as raters since this hinders proper analysis and anonymity.  The ratee should select raters in accordance with the appropriate list below.

For Non-Supervisory Ratees

Rater Category

Quantity

Same-Level Peers


6

Internal Customers


7

Yourself



1

Your Immediate Supervisor

1

Your Senior Rater


1







Total:

16

For Supervisory ratees

Rater Category

Quantity

Same-Level Peers


4

Internal Customers


4

Subordinates (Multi-Level)

5

Yourself



1

Your Immediate Supervisor

1

Your Senior Rater


1







Total:

16


b.  The ratee will then notify the raters and request their participation.  Raters, for any reason, may decline to participate without fear of retribution.


c.  Ratees will allow raters a minimum of 10 business days to complete the feedback.


d.  Ratees, after the allotted time for feedback, will review the aggregated feedback.


e.  Ratees will determine validity of feedback and, if desired, will use the feedback to improve their job performance.

8.  The instrument to be used in the process is shown at the end of this proposal.

9.  All ratees and raters will be given the opportunity to attend a training session to explain the 360-degree feedback process.

10. The rater will complete the survey instrument on the District network.  Raters will be able to use Government computers and duty time to complete the instrument.

11.  The ratee will use software on the District network to create a report with the feedback results.  The feedback will remain confidential to the ratee.  Supervisors will not ask for nor will they be allowed to view the feedback of team members.

12.  The feedback received by the ratee will not be used to determine the official performance rating of the ratee.

13.  The anonymity of the rater will be protected through a "dummy" network account.

14.  There will be no reprisal nor favoritism shown toward a rater for their feedback.

15.  On a yearly basis, a survey will be taken of all District employees to determine their satisfaction with the 360-degree feedback process.  It is understood that this survey will not determine the validity, efficacy, or performance improvement results of the process, but only gage the satisfaction of employees with the process.

16.  The process will be deployed for a test period of at least three calendar years beginning at the acceptance of this proposal.


Huntington District 360 InstrumentPRIVATE 

The following 360-degree feedback instrument will be used in the Huntington District deployment.  All questions in the instrument use the same rating scale as shown below.  Each question will also have space to provide textual comments associated to that question if the rater so chooses. 

Rating Scale

(1)  Always, or almost always

(2)  More than sometimes

(3)  Sometimes

(4)  Hardly ever

(5)  Never, or almost never

---  Insufficient knowledge to rate

INSTRUMENT

WORK COMPETENCE

The ratee--


1.
Demonstrates competence and expertise in their area of responsibility.


2.
Efficiently uses resources to accomplish goals.


3.
Uses sound judgment and rationale in making decisions or solving problems.


4.
Meets deadlines.


5.
Seeks continuous process improvement in their area.


6.
Practices and promotes safety in all aspects of their job.

ETHICS

The ratee--


7.
Is ethical and committed to doing what is right.


8.
Treats others similarly without regard to sex, race, age, religion, national origin, union affiliation, etc.


9.
Viewed as a trustworthy individual (e.g., honest, follows through on commitments, etc.)

COMMUNICATIONS

The ratee--


10.
Encourages open and honest communications. 


11.
Communicates in a clear, concise manner.


12.
Is accessible and easy to approach and talk to.

TEAM BUILDING

The ratee--


13.
Deals with others in a professional manner.


14.
Approaches conflicts or disagreements in a fair and rational manner.


15.
Works with team members to effectively accomplish the mission.

CUSTOMER FOCUS

The ratee--


16.
Regularly seeks feedback from their customers.


17.
Consistently seeks to satisfy the customer by providing quality products and/or services that meet the customer's needs.


18.
Seeks to market products and services to both internal and/or external customers.

LEADERSHIP

The ratee--


19.
Leads through example.


20.
Creates strong morale and spirit in their team.


21.
Actively supports and promotes the vision and goals of the District.


22.
Accepts and promotes positive change within the organization.


23.
Treats people as individuals.

KEEP, START, AND STOP CHARACTERISTICS

The ratee should KEEP the following characteristics which enhance their performance.


The ratee should START developing the following characteristics which lead to performance improvement.


The ratee should STOP the following characteristics which are detrimental to their performance.

AGGREGATE FEEDBACK CALCULATION FORM
Use this form to calculate the aggregate value of the feedback responses.  For each response level (except insufficient knowledge to rate), write down the total percentage for that response from the feedback report.  Then multiply the percentage by the response number (1 through 5) and then total the responses.  Divide the total by 100 to see what is the aggregate feedback.

For example,  if a feedback report showed the following responses:

1 Always, or almost always: 67%

2 More than sometimes:  13%

3 Sometimes:  10%

4 Hardly ever: 5%

5 Never, or almost never:  5%

The calculation would be:

( (1x67) + (2x13) + (3x10) + (4x5) + (5x5) ) / 100 = 1.68

( 67 + 26 + 30 + 20 + 25) / 100 = 1.68

Question
% of 1
% of 2
% of 3
% of 4
% of 5
Total
/100 =

1
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360-DEGREE FEEDBACK ANALYSIS FORM

Question
Your Rating (1 to 5)
Feedback Rating (1 to 5)
Discrepancy

1.
Demonstrates competence and expertise in their area of responsibility.






2.
Efficiently uses resources to accomplish goals.




3.
Uses sound judgment and rationale in making decisions or solving problems.




4.
Meets deadlines.




5.
Seeks continuous process improvement in their area.




6.
Practices and promotes safety in all aspects of their job.




7.
Is ethical and committed to doing what is right.




8.
Treats others similarly without regard to sex, race, age, religion, national origin, union affiliation, etc.




9.
Viewed as a trustworthy individual (e.g., honest, follows through on commitments, etc.)




10.
Encourages open and honest communications.




11.
Communicates in a clear, concise manner.




12.
Is accessible and easy to approach and talk to.




13.
Deals with others in a professional manner.




14.
Approaches conflicts or disagreements in a fair and rational manner.




15.
Works with team members to effectively accomplish the mission.




16.
Regularly seeks feedback from their customers.




17.
Consistently seeks to satisfy the customer by providing quality products and/or services that meet the customer's needs.




18.
Seeks to market products and services to both internal and/or external customers.




19.
Leads through example.




20.
Creates strong morale and spirit in their team.




21.
Actively supports and promotes the vision and goals of the District.




22.
Accepts and promotes positive change within the organization.




23.
Treats people as individuals.




SUMMARY 360-DEGREE FEEDBACK FORM

List your identified strengths, areas for improvement, and discrepancies from the 360-Degree Feedback Analysis Form.  Use the following as a guide:

Strength:  You AND your raters gave you a feedback value less than 1.5.

Area for Improvement:  You AND your raters gave you a feedback value greater than 1.5.

Discrepancies:  Your rating varied by more than 0.5 points from that of your raters.

STRENGTHS
AREAS FOR IMPROVEMENT
DISCREPANCIES





























































FEEDBACK TYPE ANALYSIS

For each feedback type, list the elements from the 360 instrument that correspond to that feedback type.  Use the following as a guide:

Type 1:  Positive feedback you expected

Type 2:  Positive feedback you did not expect

Type 3:  Constructive feedback you expected

Type 4:  Constructive feedback you did not expect

Remember that raters expect you  to take action for Type 3 and Type 4 feedback.

Type 1

Positive Feedback Expected
Type 2

Positive Feedback Not Expected
Type 3

Constructive Feedback Expected
Type 4

Constructive Feedback Not Expected












































































PERFORMANCE IMPROVEMENT ACTION PLAN

For all items you listed in the Feedback Type Analysis form as Type 3 or Type 4, fill out the following action plan.

Area for Improvement
GOALS:  What are your goals to improve this area?
OBJECTIVES: How will you go about to accomplish your goals?
DEADLINES:  When will you accomplish your improvement goals?



















































�.  Refers to various biographical characteristics such as age, sex, education level, tenure in the job or with the organization, organizational position, and membership in a minority group.





�.  Included here are elements such as intelligence, achievement status, analytic ability, cognitive complexity, memory, locus of control, and interpersonal orientation.





�.  Past successes or failures on the job as well as prior feedback (directly or indirectly) can influence an individual's ratings of self and others. 	





�.  How people gather, process, store, retrieve, and use information, as well as their personal schemas, beliefs, expectations, and attitudes, can influence their ratings.





�.  Beyond the raters themselves, many factors in the job context or organizational situation can influence ratings. These factors include job pressures, political processes, prior rating experiences, familiarity with (and similarity to) the individual being rated, and the availability and specificity of information on which to base the ratings.





�.  The theory contends that (1)  all human behavior can be explained by exchanging goods (tangible) and non�goods (intangible) material; (2) if an individual receives these goods or non-goods from another individual, the receiver is under obligation to repay the giver; (3) if an individual gives a good or non-good to another, then the other individual is under obligation to reciprocate; and (4) the giving of a good or non-good is considered a cost to the giver, and the receiving of a good or non-good is considered a reward to the receiver.  The difference between costs incurred and rewards received is then a source of power.





�.  In this theory, inducement refers to actions on the part of an employer to instill in an employee the desire to perform their tasks at a high level of proficiency.  Contribution refers to the actions on the part of the employee toward performing their job.  The theory holds that these two factors must be at equilibrium.  However, if one of the factors is greater than the other, a source of power is then experienced by one of the constituencies.





�.  The basic fundamental of this theory is an imaginary "zone" in which requests from the outside are carried out without question.  However, requests that lie outside of the zone are met with resistance.  Power is gained or lost by the broadening or narrowing of this zone.








