Figuratively Breaking Apart The Concept Of 360
Degree Assessment Initiatives
You can delay making a selection on the best 360 degree assessment initiatives
for ages, but what does that really achieve? It’s just a timewasting tactic that buys a
small amount and may cost lots. The shrewder approach is to painstakingly review
your choices and single out the one that has the most advantages going for it.
There must be differentiation, or a spread of scores, across the performance
measures in a 360 appraisal if the results are to support pay decisions. These
distinctions must be sufficient to make credible differential reward decisions. If all
the scores are clustered at the top of range, the information is not useful, and
reward decisions revert to nonperformance factors, such as politics, friendship, or
popularity. Participants at the 360 degree feedbacksession may say very little, eg
“Yes, it is quite interesting, nothing that new, it’s fine”. Wherever they are up to, it
is fine. And the key point is that, if there was a burning issue distracting them, they
have had a chance to get it off their chest (and possibly resolved) and you now
know where they are in terms of feeling and relating to their data. It is easy to have
broadly defined dimensions in your 360 degree feedback, eg “Leadership” or “One
Team”. They sound great and can give clear messages about what is important but
if they are too broad they will not work in a 360 degree feedback. If they are broad
they will need a large number of questions to properly cover them. An employee
engagement survey is a significant organizational process, which provides detailed
insights into employees’ perceptions on a range of critical areas. This kind of survey
can be carried out frequently to measure trends and track improvements in
employee engagement and productivity levels. Many times, participants discover
through the 360 degree review process that topics such as collaboration, thinking
more strategically, or developing their direct reports are key to their future success.
Putting more of a focus on these competencies will actually help drive better
results. Conversely, too much emphasis on results while ignoring relationships and
work-life balance will lead to burnout and turnover on the team. The 360-degree
feedback process should include setting goals, creating development experiences,
improving performance, and enhancing organizational development. And people
must have a clear sense of how the process can affect, for good or ill, the creation
of continuous learning cultures. In the following pages we aim to give you this
understanding.

Often the 360 degree feedback process involves use of one or more questionnaires,

confidential information, and involvement from many different areas of an
organization. Therefore, training and orientation to the feedback process is needed
to facilitate a smooth feedback process. At the end of a 360 degree
feedbacksession, every concern has been discussed, every low rating has been
reviewed, every highlight has been acknowledged, a range of hypotheses and
themes have been discussed and you are satisfied that nothing has been left undiscussed that should be. There may have been reactions and disappointments
emerge through this discussion and you should have been able to assist in these. As
we know, feedback is important for growth. However, what makes 360-degree
feedback extra valuable is that it is one of the most practical ways to create a
feedback-rich environment and provide a comprehensive review for each individual.
In high-potential development programs, the 360-degree feedback results are used
to form the basis for a development plan. Typically included in the plan are
opportunities to engage in specific kinds of challenging assignments; to be exposed
to experts, coaches, and role models; to experience a feedback-rich environment;
and to do course work. Analysis and decision making become easier when an
understanding of 360 appraisal is woven into the organisational fabric.

Get Clear On Your Vision For 360 Degree Feedback
360-degree feedback must move beyond being a tool primarily used to examine
individuals as performers. It must also help individuals understand themselves as
learners and as members of learning groups. The concept of 360-degree feedback
for individuals must be expanded to include 360-degree feedback for groups and for
organizations. Organizations must make many decisions and follow a number of
steps to ensure a successful implementation of the 360 degree feedbackprocess.
Process implementation, whether as a pilot or an ongoing project, should be
followed by analysis of 360 degree feedbacksystem safeguards and a user
assessment, which quickly indicate the quality of the project. 360 degree
feedbackcan be an emotional ride for participants. For some it will be no big deal,
they will take it in their stride, be interested in their data, process it and emerge
clear about where they need to go in terms of moving things forward. These
individuals are likely to be ambitious and/or have a growth mindset. Feedback from
the surveys may offer insight into an employee’s talents, which can open up
possible career pathways for them. Managers can work with employees to map out
possible promotion opportunities based on the data received from 360 surveys.
Organizing and delivering feedback through the 360-degree feedback process may
seem long and cumbersome to some but the human and organizational benefits
received from the process far outweigh any other concerns. People need to feel in
control of their destiny - that is why a clear understanding of 360 feedback software
is important to any forward thinking organisation.
A positive side effect of 360 degree reviews is that they can help teams work more
productively and effectively – simply by nature of openly sharing feedback with one
another. Research also finds that as teams continue to seek out feedback from one
another, they increase trust with each other and are more likely to achieve
performance goals. In order to do something new an individual needs to know what

to do and be prepared and willing to do it. This means therefore that the idea of a
new way of doing things needs to be sold and also that it needs to be very clear
exactly what the new it looks like. 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. Unfortunately, what we know about the integration of the
large amount of data generated by 360-degree feedback is limited. People possess
many mechanisms that distort, block, and amplify social information. One of the
primary reasons 360-degree feedback is effective for individual development is that
it minimizes the effect of these mechanisms and sends a clear message to the
feedback recipient: This is where you stand in relation to the organization's
standards. You need to ensure that questions asked in a 360 review are truly
reflective of one single behaviour, and that action could be taken to improve that
behaviour. Introducing multiple concepts into a question means that feedback is
almost impossible to provide accurately. Supporting the big vision encompassing
360 degree feedback will lead to untold career development initiatives.

360 Degree Feedback Processes
A 360-degree evaluation needs to be anonymous, but it shouldn’t turn into a chance
to snipe at a colleague. Those managing the process need to make it clear to
everyone taking the survey that the goal is to discover strengths as well as
weaknesses. In the case of a 360-degree review for employee development,
reviewees (as well as their supervisors) should understand that the review will be
conducted not for the company but for them. The review itself will not change the
employees, since it is not a "magic pill" that will do the work for each reviewee to
develop certain skills, so the reviewees should draw conclusions based on the
feedback results, and plan actions to develop their skills. 360 degree
feedbackrecipients are confronted with two essential pieces of information: (1)
others' perceptions of their effectiveness in relation to organizational standards and
(2) their own perceptions of their effectiveness. Much of the impact of 360-degree
feedback lies in the first element. Discovering what others think of them is often
very difficult for feedback recipients to accept. The knowledge that others think
positively (or negatively) about their abilities is very powerful. This impact is
increased when the perception of others is different from self-perception. 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. Organizational support systems
have to be in place if change is to be obtained and sustained from 360 degree
programs. Clear expectations need to be set about what the organization seeks and
why, as a context for development planning. Further, supervisors and others in the
organization associated with an employee's development have important roles to
play as coaches and supporters to provide follow-up support. Nonetheless, a keen

understanding of what is 360 degree feedback can be seen to be a multifaceted
challenge in any workplace.
The scales on which managers receive 360 degree feedbackalso should be aligned
with the vision and values of their organizations. Managers should perceive that the
dimensions on which they are being assessed are related to skills and perspectives
valued and rewarded in their organizations. Managers are not likely to be motivated
to work on development goals if those goals do not relate to valued skills and
practices seen as effective in their workplace. 360 degree feedbackhelps us to focus
on ‘how’ a task was completed, rather than whether it was completed or not. Thus,
providing basis for a detailed discussion and shed light on the employee’s behaviour
as well as attitude and team dynamics. This leads to clear and open communication
with supervisors and managers, which helps in enhancing overall performance of
the organisation and promotes team work. Problem-solving skills are important in
almost all industries. Colleagues working around the business may have seen the
employee demonstrate different skills whilst tackling challenging issues. This is why
it is worth including questions about problem-solving ability in your 360 degree
survey. 360 reviews provide better, more well-rounded, and more diverse feedback.
During a traditional review, the employee gets to hear feedback from one person —
their direct supervisor. But the 360-degree review process pulls feedback from
multiple people at multiple levels (including colleagues, peers, leadership, and
direct reports), which gives the employee a much broader, more diverse, and, in
many cases, better and more accurate range of insights into their performance. The
360 degree feedbackprocess builds a secure bedrock of improvements to employee
performance from empowering their work ethic and sense of recognition to using
insights gathered from the feedback reports to work towards sustainable goals, thus
strengthening institutional bonds and leading to better customer satisfaction.
Making sense of 360 degree feedback system eventually allows for personal and
organisational performance development.

360 Degree Feedback Data Is Right
360 degree feedbackcan be made more directly relevant to the individual's current
situation by allowing some choice in the competencies included in the instrument.
As in our example, Ann was able to customize her feedback to focus on
competencies particularly relevant to her job challenges and areas she sensed were
important for her continued development in the organization. Feedback is more
likely to be acted on when the information is clearly transferable to challenges and
relevant to areas where the individual is motivated to improve. If a standard online
360 will be used as the 360 degree instrument, it can be helpful, at times, to include
a few additional context-specific questions, including open-ended questions, to
gather more relevant information for the coachee. The boss and the coaching
participant will likely be interested in each other’s preferred additional open-ended
questions, as these questions will reveal their respective priorities and goals for the
coaching program. Whatever the nature of 360 degree the feedback you’re
delivering, it should always serve to encourage actions you’d like to see done more
often, including opinions about the style of management and its impacts on the

workplace. You can get more insights appertaining to 360 degree assessment
initiatives at this Wikipedia web page.
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