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Leadership Feedback –
Implementing a global and
standardized hybrid process at

Together with meta | five this tool was transferred suc-
cessfully into a standardized online process employed 
throughout the entire group.

One of the main challenges in connection with this was 
to approach and support the more than 13.000 feed-
back recipients worldwide by means of a multi-stage 
communication concept. A further goal was to integrate 
questionnaires in paper form into the online process as 
part of a so-called hybrid questioning in order to enable 
employees without internet access to participate.

Background
Since 1995, Knorr-Bremse has conducted Leadership 
Feedbacks on a regular basis. However, the complete 
paper-pencil process – controlled by the head office in 
Munich - meant a considerable effort on the entire HR 
department´s side. Parallel with this, several internation-
al offices established their own feedback systems.

Objective
The objective of the new Leadership Feedback is to 
maintain fundamental advantages of the existing tool, 
encourage managers´ to grow autonomously, support 

For the past few years, Knorr-Bremse AG has regularly carried out Leadership 
Feedbacks in their company headquarters. Managers receive feedback from their 
employees, which forms the basis for a joint reflection process on their leadership 
behaviour and helps optimise the cooperation.

 Infobox

The Group (at time of project)
Knorr-Bremse is the world’s leading manufacturer 
of braking systems for rail and commercial vehicles. 
Roughly 16.000 employees worldwide in both business 
divisions work in 87 locations in 29 countries (Europe, 
North and South America as well as Asia/Australia). 

The objective
Within the context of aligning personnel development 
tools, all managers at Knorr-Bremse are to receive 
feedback from their employees on their leadership be-
haviour by means of a global and standardized feedback 
system. The objective is to intensify dialogues between 
managers and their teams and thus achieve a sustained 
feedback culture at Knorr-Bremse. 

The approach
To enable employees worldwide to provide their 
managers with feedback and at the same time increase 
the efficiency of the Leadership Feedback, it was carried 
out in form of an online hybrid process. A network of 
decentralized HR managers was in charge of steering, 
controlling and the administration of local feedback 
processes but they also served as local facilitators for 
feedback recipients.

The benefit
Transforming the Leadership Feedback into an on-
line process not only increased its efficiency but also 
augmented data security and the anonymity of ratings. 
Continuous inclusion of local facilitators and meta | 
360´s functions supporting the communication promot-
ed transparency of the process and thus candidates´ 
readiness to participate and provide open feedback. 
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dialogues between managers and teams but also to 
strengthen the general feedback culture at Knorr-Brem-
se.

Based on this, a further goal was to define a stand-
ardized process across the entire group and invite all 
employees worldwide to take part in it to promote 
global alignment.

The implementation was to be carried out principally 
in the form of an online process. This on the one side 
aimed at reducing the need for internal resources and 
on the other, increased efficiency, data security and ano-
nymity on the participant’s side.

For Knorr-Bremse, it was important to have in meta | 
five a partner at their side with extensive experience 
in realising online feedback processes. Moreover, meta | 
five offers a tool – meta | 360 – which was developed 
in-house and with flexible configuration options. Thus, 
it is able to perfectly depict Knorr-Bremse´s specific 
process.

Success factors
At the outset of the project, those responsible at 
Knorr-Bremse and meta | five identified factors particu-
larly critical to success:

During the planning phase, it was already imperative to 
include various relevant interfaces.

A further objective was to guarantee central measures 
and stipulations were implemented while at the same 
time considering regional features.

Moreover, the internet-based feedback process had to 
ensure all employees had the chance to provide feed-
back – even without access to a computer workstation.

Realisation
In order to reach stipulated goals and master all 
challeng-es successfully, meta | five and central project 
managers jointly established a network of contacts and 
multipliers at all Knorr-Bremse locations worldwide: The 
local process facilitators.

Their tasks ranged from distributing information for 
feedback participants to the administration of feedback 
processes through to supporting follow-up measures.

As native speakers at their respective office, local 
process facilitators were also involved in checking the 
translation of the feedback tool in one of 13 languages 
available. Thereby, their tips and advice contributed to 
the linguistic optimization of Knorr-Bremse´s specific 
questionnaires, e-mail texts and system dialogues and 
thus considerably to increasing the tool´s acceptance.

Hence, local process facilitators played a key role with 
regard to communicating but also implementing Lead-
er-ship Feedbacks on site.

Communication
Communication regarding the Leadership Feedback 
project already started during the planning phase, e.g. 
by involving relevant group committees like the works 
council and data protection officers. Here, open inter-
action between all involved as well as regular feedback 
loops were key to success.

Furthermore, a centralized, multi-step communication 
process supported a friction-free and efficient imple-

meta | five

Local
process-

facialiators

feedback-
reciptients

feedback-
providers

Central HR

fig. 1 | Multi-step communication  
 process 

||| meta | five | gmbh



Page  3

||| meta | five | gmbh  fon +49 � 221 � 71615 � 0 | fax +49 � 71615 � 400 | info@meta-five.com | www.meta-five.com

Case Study | 17

mentation of global feedback processes comprising 
more than 1.100 feedback recipients (= managers) with 
more than 12.000 feedback providers (= employees). 
Information and communication documents compiled 
jointly by meta | five and the central HR department 
were sent to the local facilitators who in turn informed 
feedback participants via the local communication chan-
nels (see fig. I).

To assure the quality of local participant support, 
process facilitators were briefed prior to the Leadership 
Feedback in two “webinars” conducted by meta | five. 
Within the context of this cost and resource saving 
online event, all process facilitators worldwide were 
informed about mile-stones relevant to them during 
the process. Furthermore, they received a live demon-
stration of their administrative tasks in the feedback 
system and were able to clarify open questions with the 
moderator. 

An accompanying process-specific administration manu-
al as well as the option to always fall back on a video re-
cording of the training (available online) supported the 
local process facilitators additionally in advising “their” 
feedback participants on how to use the tool properly, 

answer questions and scatter possible reservations and 
doubts.

Furthermore, meta | 360´s auxiliary communication 
functions ensured sustainability. Both local facilitators 
and feedback recipients had access to relevant infor-
mation via their personal feedback homepage as well 
as to templates to prepare and review the Leadership 
Feedback (see fig. 2). At the same time, help texts and 
system e-mails embedded in the tool outlined relevant 
next steps and guided participants through the feedback 
process.

Inclusion of paper questionnaires
In order to enable all employees at Knorr-Bremse to 
participate in the Leadership Feedback – also those 
without internet access at work – a questionnaire in 
paper form was integrated into the online process.

Not only that local process facilitators administrated 
al-located online processes, meta | 360 also supported 
them in organizing the distribution of paper-pencil ques-
tionnaires. Prior to the questioning, they received access 

fig. 2 
Participant information online
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fig. 3 | Cover sheet of the paper-
 pencil questionnaire including  
 the option to participate online

||| meta | five | gmbh



Page  4

||| meta | five | gmbh  fon +49 � 221 � 71615 � 0 | fax +49 � 71615 � 400 | info@meta-five.com | www.meta-five.com

Case Study | 17

to the print version of the respective questionnaires, 
which then were printed on site – thus reducing costs 
– and then distributed to the employees. A site-specific 
over-view of documents already and still to be printed 
as well as those marked as ‘distributed’ facilitated the 
local control process. 

Hybrid process
Furthermore, meta | 360 enables the questioning to be 
conducted in the form of a so-called hybrid process. 
This means that employees who received the question-
naire in paper form were not restricted to respond in 
the same way: In addition to a link to the questioning 
(see fig. 3), feedback providers also received their per-
sonal login data on their paper questionnaires and thus 
had the option to provide their feedback online too.

An automatically generated code guaranteeing the ano-
nymity of feedback providers and printed on each paper 
questionnaire prevents the questionnaire from being 
filled in twice and also means answers can be allocated 
clearly to feedback recipients.
Due to high anonymity standards, data accuracy and 
efficiency, those responsible for the process deemed the 
online process the favoured way of participating. Thus, 
the online process was promoted both in the commu-
nication documents and by local facilitators. Question-
naires from employees who nevertheless opted for the 
paper form were gathered in urns installed locally, which 
were then sent to meta | five for the purpose of data 
capture and evaluation.

Analysis of results
Immediately after the questioning period expired, 
managers could retrieve their individual results report 
(Fig. 4) via their online account in one of 13 languag-
es available. The results are based on a comparison 
between their self-image and others´ perception with 
regard to relevant aspects of leadership behaviour and 
are processed in a way that facilitates self-responsible 
use as far as possible. This provided managers with a 
good basis to convene follow-up meetings with their 
employees and deduce a development plan to optimize 
their cooperation.

In order to reflect the general managerial culture at 
Knorr-Bremse, all individual results were integrated into 
a regional overall evaluation for Europe, North and 
South America as well as Asia (Fig. 5). This helped identi-
fy the managerial team´s overall strengths and develop-
ment areas in each respective region.

Conclusion
The success of the communication and process control 
concept is also reflected in the considerable number 
of participants. Worldwide, an overall response rate of 
97% was achieved for feedback recipients and 77% for 
those invited to provide feedback.

Establishing a network comprising process facilitators 
throughout the whole group not only helped control 
feedback efficiently on site. Due to the bidirectional na-
ture of communication, regional facilitators also contrib-

fig. 4 | Excerpt:
 Individual results report
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fig. 5 | Excerpt: Overall evaluation
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uted valuable feedback towards the tool´s continuous 
improvement. 

The subsequent evaluation of the first online Leadership 
Feedback also included best practice approaches from 
various locations. For instance, one plant installed public 
internet computers to support the hybrid process 
which was so effective that this method will be adopted 
by many other locations next time round.

Due to the project´s success, a follow-up realisation is 
already being scheduled. In addition to further process 
optimisations, more languages and feedback provider 
perspectives (e.g. superiors or colleagues) are being 
discussed.

„Together with meta | five we successfully transferred 
our Leadership Feedback into a standardized online 
process on a global scale. In 2010, roughly 1100 
managers and their employees were able to choose 
from 13 languages and thus had the opportunity 
to participate in the questioning. We perceived the 
support provided by meta | five throughout the entire 
process as distinctively professional and well-struc-
tured“ 

Knorr-Bremse AG,
Corporate HR Development 
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Contact us:
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human performace consulting
deutz-mülheimer str. 183
d | 51063 köln

phone +49 | 221 | 71615 | 0
info@meta-five.com

Further informations:
www.meta-five.com

About us:
meta | five is a business consultancy with a team consist-
ing of psychologists, economists and IT-experts. 
Our service portfolio ranges from the development and 
realisation of strategies and processes to the design and 
implementation of tools for personnel diagnostics and 
development to analyses of “soft” factors of success 
and aspects of organisational development. We always 
execute these tasks taking into account our custom-
ers concrete objectives and framework conditions. All 
trainers and consultants from meta | five have extensive 
experience from various projects for customers from 
diverse business areas.
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