
Advice About 360-Degree Assessment Tools From
Industry Experts
The sheer number of individuals on social networks, particularly Twitter and Bubbly,
chattering about 360-Degree assessment tools keeps growing from month to
month. I'd like to know what you think about 360-Degree assessment tools?

After implementing a 360 degree feedbackprocess, project administrators can
compare these data taken under the traditional model with those from the new
feedback process. Research from dozens of organizations shows that most
employees prefer to receive feedback from more people than just their supervisor.
360 feedback questions are typically a combination of open-ended and closed-
ended questions that would be asked of anyone surrounding one particular
employee. The mix here is crucial, as you want to make the questions easy to
answer (to avoid delays) but substantive to accurately rate performance. When 360
degree feedbackis implemented in the context of performance appraisal the
questions will be of a more practical and transactional nature. In this case the
questions could look at input, output, method and integration. For 360 degree
feedbackyou need to pull definitions apart and make sure the questions are not
increasing the overlap and leading to more confusion and double-counting than is
already occurring. The 360-degree feedback process method provides well-rounded
feedback from peers, reporting staff, coworkers, and managers and can be a
definite improvement over feedback from just a single individual. 360 feedback can
also save managers time in that they can spend less energy providing feedback as
more people participate in the process. Coworker perception is important and the
process helps people understand how other employees view their work. Broken
agreements can be highlighted by warning signs in the data or open text –
especially if there are some critical questions included in the survey, eg “How well
do they deliver on their promises?” which can give you direct evidence. If this is the
experience of the reviewer you will likely find all their data tainted and dimmed by
this issue. Worth looking out for, as those reading the report may not be aware that
the consequences of these areas have been so pervasive.

The 360 performance review is mostly focused on the contribution of the employee
and their skills along with their competencies. It is a balanced way to view the
actual performance of employees in the area of teamwork, leadership, interaction,
interpersonal communication, contribution, management, accountability, work
habits, vision, and other things based on the employee’s job profile. Most



reasonably established organisations have now developed their own competency
model. Some models are simple with only six competencies, and some are more
complex with, say, 16 competencies and five levels! Your 360 degree feedbackwill
need to be adapted and designed especially for your initiative. Ideally the survey
itself will speak directly to the relevant themes. It will be named and branded
appropriately and, perhaps more crucially, the process will be tailored carefully to
the initiative. The timing will dovetail and the support will automatically fall into the
right space. In addition to the insufficient training organizations provide both people
receiving feedback and people providing feedback, there are numerous ways raters
go wrong. They may inflate ratings to make an employee look good. They may
deflate ratings to make an individual look bad. They may informally band together
to make the system artificially inflate everyone’s performance. Checks and balances
must exist to prevent these pitfalls as well as training for the people who are
providing the ratings. Nonetheless, a keen understanding of 360 degree feedback
can be seen to be a multifaceted challenge in any workplace.

Exploring Possible Consequences
If you want to run 360 degree feedbackin order to improve managerial self-
awareness and also to gather data for good training needs analysis (TNA) – but no
one is that keen on 360 – then check if they are interested in developing leadership
skills, talk about why that might be a good idea, and look to inspire them in what
may be possible if there was an increase in self-awareness. Then have a
conversation about how that might best be delivered. You may then get a surprise.
A major way in which 360-degree feedback adds value to organizational
development is by institutionalizing performance management. It does so through
focusing on key communication processes that promote clarity of performance
expectations, feedback, and continuous learning. Focusing attention on what the
organization considers important is a key strategy for accomplishing this goal. This
becomes particularly critical when organizations want to transform themselves. For
example, the elements on which managers are rated on a 360-degree feedback
instrument communicate aspects of managerial behavior that are considered
important to the organization. Best practices for 360-degree feedback say that you
should survey performance at least every several months. Another added benefit of
consistent reviews is that it enables managers to compare performance across
time. A 360 degree feedbackprogram increases Employee Engagement:
Establishing a culture of feedback is essential to employees feeling heard. Asking
leaders and employees to engage in the feedback process helps reinforce
organizational values of fairness, respect, belonging, and psychological safety.
Encouraging the exchange of honest and constructive feedback is the way forward
for businesses seeking to build a high-performance culture. Correctly implemented,
the 360 degree approach will inspire employees to note their strengths and
weaknesses and encourage them to push their boundaries. People need to feel in
control of their destiny - that is why a clear understanding of 360 degree feedback
system is important to any forward thinking organisation.

It’s surprising how often development programmes are set up with intentions of
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them becoming part of the fabric of the organisation, only for them to fall by the
wayside as other demands get in the way. If you want your employees to take the
360 degree process seriously, and you want both your organisation and your
employees to truly benefit from the programme, you need commit to making it a
core component of your long term people development strategy. The feedback from
a 360 degree process is gathered in the form of reviews in terms of the
competencies of the employee. The employee himself or herself also takes part in
this appraisal with the help of self-assessment. The 360-degree performance
appraisal system is a way to improve the understanding of the strength and
weaknesses of employees with the help of creative feedback forms. Supervisors
often think they give performance feedback and coaching, yet they may present the
feedback in such a manner that the direct reports cannot identify it. An employee
may say she has not had a performance review in six years, yet her supervisor will
attest to conducting performance reviews on an ongoing basis. Obviously, the
communication is inadequate. In some jobs, performance metrics can be calculated
on an ongoing basis through management information systems. If reliable and
relevant data can be collected, this can be a valuable source for performance
reviews. For organizations that are trying to create more collective learning norms,
360-degree feedback should not be overlooked as one avenue for encouraging and
supporting those norms. Although we are not aware of any organization where
360-degree feedback is handled in a completely shared fashion, we have seen
evidence of organizations taking steps in this direction. Developing the leadership
pipeline with regard to 360 appraisal helps clarify key organisational messages.

Social Desirability Biases
The time commitment for a 360-degree assessment varies based on the number of
people being assessed. If you’re doing only one or a few leaders, the whole process
could be wrapped up in a month or so. Of course, if you’re rolling out the survey
across a broader group, it may take about two or three months, depending on how
much work you need to do up front to identify your competencies. Understanding
why something is the way it is is one question which you will probably never answer
– but you might find it interesting and very useful trying to. Working out what is
possible and how on earth to facilitate this is another. This is the work of every HR
professional to some extent. Organisations use 360-degree feedback for both
development, and increasingly, for performance evaluation. Feedback can come
from co-workers, peers, reporting team or the manager and tends to be a more
informal process concentrating on skills and contributions that an employee makes.
This can be done at all levels from shop floor workers to the senior management
team. It will be critical to engage senior leader champions for a successful 360
development program. Take the time to educate and reiterate the importance of
feedback and how it helps to address future skill needs of the organisation as well
as provide development to employees. Some organizations use 360-degree
feedback as a strategy to communicate to employees that a new skill set will be
needed for an anticipated organizational or culture change in work methods, work
content, work flow, or work demand. Just as 360-degree feedback may be used to
communicate a key skill set, organizational strategy, or a business need, so may
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the monitoring of change using 360-degree feedback maintain the focus of the
organization's members on where they stand relative to those goals, and on the
very fact that the organization is making these changes. Supporting the big vision
encompassing what is 360 degree feedback will lead to untold career development
initiatives.

Employees want honest feedback for their career development, yet managers, often
finding it difficult to provide specific and critical feedback, tend to shy away from
addressing performance problems. You may wish to add some extras into your 360
degree appraisal – some measures that you might want to use for research and
validation purposes only. We call these “hard measures” which are extremely useful
for checking that your competency model is truly reflecting those behaviours that
relate to effective leadership and can tell you which of your items are the real
career drivers. One of the big challenges for 360 degree feedbackloops is that some
staff can become upset by what their peers have said about them. This is especially
true if the employee doesn’t feel the feedback is appropriate or fair. However,
surveys can be collected in a way that makes sure no-one knows who provided the
answers. 360 degree feedbackshould be conducted from the beginning and
preferably every quarter helping employees develop, and management to motivate
and support their teams. The complicated part in designing a 360 degree
assessment is choosing the real indicators of top performance that matter for your
company’s success. Identify the qualities you see as important for a certain position
and role. It’s important to base this choice on research or empirical evidence, not
assumptions. Keeping up with the latest developments regarding 360 feedback
software is a pre-cursor to Increased employee motivation and building the link
between performance and rewards.

Personal Experiences
Some jobs lend themselves much more readily to performance metrics than others.
In some contexts, accurate and even real-time performance data are available on
teams or individual employees – an example is a customer contact centre, where
data on call length and outcomes can be recorded as the calls take place. As
opposed to managers, team members are those that work side-by-side with an
employee. By receiving well thought-out feedback from team members, it helps not
only with increasing the efficiency of team projects, but also create a sense of unity
and cohesion among the team. The 360 degree process is a great opportunity for
teams to discuss and potentially reevaluate who would be the best fit for specific
tasks in a team project. The arguments for using 360-degree feedback for
evaluation are that (1) the appraisal process should be just as comprehensive as
the development process and that (2) individuals should be rewarded for having
skills that the organization values, as seen from multiple perspectives. Proponents
for using 360-degree feedback for appraisal believe that the data are only useful if
they are shared with the supervisor and if they end in a development plan that is
tied to results, as well as to subsequent organizational rewards and punishments.
You can get further intel relating to 360-Degree assessment tools on this NHS link.
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