
Working through a hard decision, such as investing in 360 degree evaluation tools, can
give us a kind of narrow outlook, where we get so fixated on the immediate results of the
decision at hand that we don’t think about the eventual outcomes we desire.

If views differ in a 360 feedback review and no one view is “right”, then what should you be
aiming for? Maybe it does not matter what people think after all? In 360 degree
feedbackdata the assumption often is that your goal is high ratings, as high as possible,
across what is usually a broad range of competencies/values but maybe this is over
simplistic and unrealistic. Performance management isn’t easy under any circumstances.
But a certain clarity exists in the traditional form of performance review, when a boss
evaluates a subordinate. The novelty and ambiguity of peer appraisal, on the other hand,
give rise to its paradoxes. Fortunately, managers can, with some forward thinking and a
deeper understanding of their dynamics, ease the discomfort. Let’s consider each paradox in
detail. Self-reflection is a rare activity for managers. The relentless pace at which most
managers operate leaves little room for reflection. The process of reflection allows one to
momentarily suspend the intense flow of new information to the brain. This enhances the
processing of existing information, thereby better preparing the person to handle the
demands of the rapidly changing environment. There are some specific pits you can fall into
with 360 degree feedback. Be careful “trialling” 360. You always want to build in pilots and
reviews all the way through but you do not want to “trial” a 360 degree feedbacksurvey as it
will not be real enough for the process to work properly. Would you like to be asked to try out
a dentist, go in with no pain, have the x-ray and exam and then be told you need some work
done when you had no interest or money for such work? Whatever the result it would not
fully test the process. 360 review processes often ask individuals to assess their peers using
a numeric scale and/or by answering open-ended questions. By not solely focusing on a
manager’s review of an employee’s performance, the 360-degree approach adds another
layer to the employee evaluation process by asking other relevant individuals to help identify
the employee’s strengths and weaknesses. 360 reviews can help you to fine-tune your
development efforts by enabling you to see if you are perceived differently by different
groups of people. For example, if your leader thinks you are phenomenal, but your direct
reports think the opposite, that would suggest that you need to focus your efforts on building
your relationship with your team and enhancing your leadership skills.

360 reviews can help leaders gain insight into how others perceive their direct reports. In
turn, this can help them coach [their employees] more effectively, and have more
well-rounded conversations about their development. 360 degree questionnaires invite
ratings and narrative comments to provide detailed information. This is then collated and
produced in a report. In most cases, you are required to complete a self-assessment. It’s
very important that feedback is confidential and anonymous. Therefore, it’s usually managed
online by a third party partner with a 360 feedback system. Research has found that the type
of 360 degree scale used to rate targeted behaviours affects the validity of the feedback
survey process. Standard Likert Scales of 1-5 ratings, ranging from ‘strongly agree’ to



‘strongly disagree,’ usually have a mid-point of ‘neither agree nor disagree.’ Within the
context of trying to determine raters’ opinion, it is futile to include this mid-point as it gives
raters an opportunity to evade the question. Happy, driven, challenged, and focussed
individuals are more likely to be motivated and productive and thus form the very crux of an
effective organization. Team building and skill determining exercises like the 360-degree
feedback process take precious time and effort and are resources expended in the service of
an organization and its employees’ goals and interests. Keeping up with the latest
developments regarding 360 degree feedback is a pre-cursor to Increased employee
motivation and building the link between performance and rewards.

Painting The Picture Of Your Organisation's Leadership
Everyone should be involved in the 360 degree feedbackprogramme, no matter what
position they have in your organisation. In fact, senior employees should be the “first at the
gate” and be vocal about how beneficial it can be, as this will help define the culture going
forwards. The questions and competencies asked about in 360 degree feedbackshould be in
line with the values and competencies that are unique to the organization. Although it is
possible to find good approximations with standardized tools, the best fit comes from a
custom survey. It is important that 360 degree feedbackis carried out sensitively and fairly
and that the individual should remain in control of the process as far as possible. There
should be adequate planning beforehand and support afterwards for the participants. Those
giving feedback should be encouraged to do so in an objective and positive way. The
conditions under which 360-degree instruments are administered should be as similar as
possible to eliminate unintended score variations. Instructions should be in the source and
target languages and should be communicated in the native language of the country of
choice. In countries where the 360-degree process is new, special care should be given to
explaining the ideal conditions in which to fill out the instrument. The data coming from the
360 degree survey is potentially used by multiple users. These include feedback recipients,
feedback providers, managers, coaches, and HR. Data should have both real and perceived
credibility, meaning it is accurate and valid, and also seen as such. Evaluating 360 appraisal
can uncover issues that may be affecting employee performance.

Your value to the organisation can be very clear. You can make a significant difference to
your organisation if you remember that you cannot change it or your employees yourself.
What you can do is enable magical shifts through a clarity on focus and a supported strategy
to deliver transformational interventions. This will provide an experience or force a
conversation that will mean people start to see things differently and then be encouraged
and reminded to act differently. When introducing 360 degree feedback, don’t shock
employees by springing a completely new and complicated HR process on them. Ask
managers to set time aside during their one-on-ones to explain to their direct reports that the
organization is preparing to implement 360-degree feedback and what that means for them.
In most cases, 360 feedback is anonymous. This can sometime be an advantage of 360
feedback as some employees might feel more comfortable giving feedback. This is
especially the case for constructive and negative feedback. Long-term 360 degree
assessment allows the measurement of training effectiveness and supports a philosophy of
continuous learning and improvement. When implemented with sufficient rigour the 360
degree feedbackprocess holds promise to provide higher quality information about individual
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performance than typically exists today. Employers should use 360 surveys if the survey
promotes two outcomes: employees’ accountability for past performance and development
for future performance. This requires mapping out a thorough performance action plan and
ensuring all employees understand the intent and value behind it. Nonetheless, a keen
understanding of 360 feedback software can be seen to be a multifaceted challenge in any
workplace.

The Powerful New Model
Organization readiness is critical to assess before engaging in any of the five 360-degree
feedback processes. In describing the various processes, we have referred to some of the
organizational values and practices that underlie the success of each of these processes. In
Exhibit 6.1, we provide specific questions to ask in determining the organization's readiness
for a particular process. Employees must have confidence in the 360 degree feedback
process for it to work. They must understand the purpose of the 360-degree instrument,
recognize the importance of knowing that others' evaluations of their performance on the
items is valuable, and trust that the results will be used as promised (for instance, used for
development only and the results not given to supervisors or integrated with other
information to make administrative decisions about salary or promotion). Clear
communication is arguably a key factor in the 360 degree process. Make sure the
messaging is very clear around what the 360 process is for, how data will be used, who will
see it and how the participants benefit from taking part. Those who rate peers in 360-degree
feedback usually appreciate the equal assessment climate that eliminates negative
repercussions and improves working relationships. Employees who are rated are more likely
to feel the feedback was valid, credible, constructive and personalized. This helps to improve
their communication and performance. What can you do if you cannot change people? You
can be an agent of change in so many ways and can really make a profound impact on any
organisation should there be certain conditions in place. The HR role is a unique one – it is
often not clear what your accountability is or whether you are adding value, and if you said to
an ordinary line manager that you were there to facilitate them changing you would not
necessarily be welcomed or indeed get thanked. Organisations should avoid fear based
responses when coming to terms with 360 degree feedback system in the workplace.

Gathering feedback on your company’s 360-degree feedback process is crucial, especially if
the organization lacks experience with this process. Such feedback will help managers and
HR leaders to refine the questions included in the process and ensure participation in the
process is optimal. Traditional 360-degree feedback processes focus on the individual as the
subject of the rating. But what if the processes allowed groups within the organization or the
organization itself to be the subject of the feedback, allowing them to gain multiple
perspectives on their strengths and weaknesses as collectives? We view group and
organizational applications of 360-degree feedback as an important supportive process for
the development of a learning culture. For decades, 360-degree feedback has helped
managers, individual team members and L&D leaders understand the extent to which the
competencies required in a role are held by the individual. The results inform development
conversations, action plans and L&D initiatives. When used to map differences and
similarities in perceptions about common reference points, multiple ratings can be powerful
tools for individual or organizational development applications. Multi-rater assessments,
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such as 360-degree surveys and 360 performance appraisals, offer collective insights,
leading to more accurate feedback for the recipient. It is also essential to adopt a multi-rater
approach to: 360 degree feedbackallows employees to learn how to work more efficiently as
a team. You can benefit through stronger cohesiveness, better communication, and team
development. Making sense of what is 360 degree feedback eventually allows for personal
and organisational performance development.

Assessment Of Culture
The purpose of the 360-degree feedback is to assist each individual to understand their
strengths and weaknesses and to contribute insights into aspects of their work that need
professional development. Debates of all kinds are raging in the world of organizations about
how to select the feedback tool and process, choose the raters and how to use and review
the feedback. A common mistake when collecting 360-degree feedback is not spending the
time to select the ideal rater group. The quality of the data is dependent on the raters.
Picking people who are familiar with the leader’s performance and who will provide balanced
feedback is key. Organizations must provide employees time to participate in training and
time for completing surveys. Typically, pre- and postfeedback training, necessary only for the
first cycle, takes 3 to 6 hours, and the time to respond to surveys, assuming an average of
seven surveys, is 1½ hours. The process design team should make every effort to minimize
the time investment so that the organizational cost of the time invested exceeds the value of
the performance measures. One can unearth supplementary information appertaining to 360
degree evaluation tools on this Wikipedia entry.
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