
Have you ever sat down to discover information in relation to 360 assessment initiatives
just to discover yourself staring aghast at your computer monitor? I know that I have.

People need to understand why they are doing 360 degree feedback. They should
understand how it will support their development. If this doesn’t happen, engagement is
lower and the value reduces. Many companies use 360-degree feedback to formally assess
how employees are performing. The approach is sometimes even used to decide whether or
not to award bonuses. A survey is circulated in advance of the employee's annual appraisal.
Staff across the company who have worked alongside the employee answer the questions. It
is typical for the person's line manager to send out the questions and receive the responses.
The line manager collates and anonymises the answers before giving the feedback to the
employee during their appraisal. The 360 degree feedbackmodel is great in theory. It makes
perfect sense for individuals to gather feedback from all around. Doing so helps them
develop an accurate sense of their performance, understand their relationships with their
stakeholders and identify both strengths and development areas to work on. Multisource
systems present a number of unique opportunities for failure, as we have seen. These
obstacles to 360 degree feedbackimplementation occur consistently and must be addressed.
History indicates that many processes that fail lacked the administrative or organizational
support to continue. Given all the potential challenges to 360 degree feedbacksystems, it
becomes understandable why so few organizations have successfully implemented the
process or even tried. Fortunately, these obstacles may be overcome by anticipating and
addressing them effectively in the process design stages. We strongly recommend that
businesses use software to conduct 360-degree feedback reviews. Not only does this
protect the anonymity of your employees’ feedback, but it’s a far more efficient way of
managing large amounts of data. Shortly after a 360 performance review finishes, managers
should set up a 1:1 meeting with each team member. It’s important for them to discuss the
review together, get their impressions, and understand more about how they experienced it.

Face validity is a critical factor and perhaps the easiest to assess by HR – this can be
checked by truly listening to the feedback from participants. Do they think this relevant to
them and their jobs? Does this sound of interest? Is the language right for them? Does the
whole look and feel inspire and motivate those you need to engage? Selecting the right mix
of raters and a sufficient number of them is essential to gathering relevant and actionable
360-degree review feedback. These decisions will be informed by the employee’s particular
role and their relationships within the organization. If the reason for using 360-degree
feedback is clear, business-driven, and tied to conditions under which an individual is likely
to be able to accept and use the feedback, then the activity will probably be successful. If the
reasons are vague and event-driven, or if the feedback is threatening or thoughtless, then
the 360-feedback practice will probably be unsuccessful. In the latter case the outcomes are
likely to be worse than wasted time and money. The real loss may be the credibility of
human resources development (HRD), which may be coupled with cynicism toward future
human resources initiatives. Data collection for 360 degree appraisals should include



safeguards so that the source of individual feedback is not identifiable in any manner to the
employee. Using an inappropriate mode of collecting feedback, such as a telephone survey
that does not ensure respondent anonymity, predictably creates data errors and undermines
process integrity. If respondents do not feel the information they provide is absolutely secure,
they may either refuse to participate or provide uniformly inflated evaluations. Supporting the
big vision encompassing what is 360 degree feedback will lead to untold career development
initiatives.

Benefits To Key Stakeholders
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. The main value of 360-degree feedback is that it helps leaders see how their own
perception compares to others' perceptions. This insight can help them uncover both hidden
strengths and blind spots. These blind spots are often the most powerful outcomes of a 360.
Suddenly, leaders can see how specific behaviors might have held them back. These turn
into “a-ha” moments and can help them commit to change. There’s no need to over
complicate matters with the 360 degree programme. It should be simple, light and easy for
those involved to understand. Reports from the programme need to be easy for managers to
interpret, so they can feed the findings back to employees in a confident manner. The
organizational value of 360-degree feedback has two closely related but distinct dimensions.
One is a by-product of individual value, that is, when the performance of individual managers
is improved, it is generally assumed that the organization will be better off. Information that
challenges our selfview is not easily accepted. The first step in changing our self-perception
is the reception of disconfirming information. Managers who see themselves as great
communicators will not necessarily alter their self-view at the first hint of their inability to
conduct a productive meeting; only selected information will make its way through.
Researching 360 appraisal is known to the best first step in determining your requirements
and brushing up on your understanding in this area.

Cognitive processing of the 360 degree feedbackdata is where the upsets and reactions get
reviewed and when there is the opportunity to turn these new insights into real clarity and
new committed actions. First you need to allow participants to see the data, to see it as it is
and to let it in. You cannot be sure what any one piece of data is truly saying. You need to
see the whole picture to get some clarity over whether a particular data-point is indicating
“good” or “don’t know” for instance. But there is another big factor to take into account when
looking at any one rating. That is the unreliability of any rating. When giving 360 degree
feedback, be specific. Think about the specific behaviors that are important for your
colleague to do an amazing job. If you notice room for improvement, share it with your
colleague in break-down points. The first half of a 360 degree report is generally about
competencies, a comparison between self-assessment of competencies and the
assessment of others, and indicators with highest and lowest ratings. The second half
displays detailed information on each competency and indicator with average ratings for
groups, comments from colleagues, as well as answers to open questions. Instead of
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focusing on performance, a 360 review should target areas like behaviours and
competencies. Does the employee have a blind spot or a soft skill that might need
improving? That being said, a 360 review should focus on strengths and not be used to
identify weaknesses. In that sense, it’s important to review questions before the rollout. Do
they include instructions to keep the responses constructive, or do they allow opportunity for
the reviewer to get personal? Evaluating 360 feedback software can uncover issues that
may be affecting employee performance.

A Deeply Resistant Culture
In a surprising number of organizations, many employees are not experienced in either
giving or receiving performance feedback. If top management allows this situation to occur,
management and employees ignore the feedback process, pretending it does not exist.
Although managers are paid to manage, many prefer to escape the tough task of providing
feedback and coaching performance. You can very easily overstep your permission in a 360
process – at your peril. People may really want changes to happen as a result of 360 degree
feedback. They may be relying on it! Expecting individuals to change is a recipe for disaster
however. An empowering approach to 360 degree feedbackallows people to choose their
attitude to their 360 degree feedbackdata, so you cannot force or guarantee how anyone
responds. You help manage their upsets, etc, but you cannot make them OK or be sure they
will change. If 360 degree feedbackis designed to show views from all angles and give lots
of different perspectives, then can almost be a guarantee that there will be new, previously
unknown information emerging. And this is not like “news” – the latest information about the
world at large, or the economy, or the local planning issues – it is about you personally, your
reputation, your competence, your career and your future. Or so it seems. As organizations
increasingly use 360 degree feedbackto support both development and performance
management, they must remember to ask those who use the process if it adds value, is fair,
and is appropriate for appraisal and pay decisions. The user safeguards can eliminate the
predictable effects of potentially invalid respondent strategies, which is especially critical
when using 360 degree feedbackfor performance management. We humans have many
layers protecting us from outside influence and these layers can be engaged or not. In
general whatever you resist persists, and change will not occur with any ease. Resistance is
a phenomenon studied in physics and is seen as a hindrance to flow. 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.

For the organization, customer involvement in the 360-degree feedback process, especially
at the level of the individual service provider, offers several significant advantages. Direct
customer feedback helps the organization determine if strategic alignment of performance
has been achieved throughout all levels of the organization. Also, customer input and
feedback help to ensure that the organization continues to target its efforts at processes the
customer finds value-added. Your colleagues may have areas of skills and expertise you're
not aware of, and can provide really useful suggestions for your own professional
development that are as important as a direct manager's plan. Fundamentally, 360 degree
feedbackshows you how you interact with others and highlights areas that impact
relationships. Do you communicate clearly with others? Are you open to constructive
feedback? Do you treat people with fairness, dignity, and respect? For example, you may
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recognize a need to strengthen relationships with your peer group as you lead a
cross-functional change this year. What meaning you attach to your data is one very
important part of the equation but the other of course is how others interpret it and where it
leads them. It all requires some care and, most importantly, context, and if the data is at all
complex then it benefits from a sophisticated interpretation. The key to data is to look at
each piece in the context of the whole picture. The real value and interpretation comes from
seeing the patterns from the whole. During a 360 degree feedbackproject, you can set up
measures to limit the number of surveys any one person has to do, eg the system can reject
nominations if someone has already got six requests for feedback. An intention to take care
of the burden on them will go a long way. The specificity/anonymity conundrum takes
another turn when the idea of 360 degree feedback system is involved.

Moving From An Inside-Out To An Outside-In
Orientation
A common mistake when collecting 360-degree feedback is using external benchmarks to
draw definitive conclusions about how your leaders compare. The culture of a department or
organization can significantly affect the outcomes of a 360 survey. The rationale for
gathering 360 degree feedbackis that managers will not fully understand the contribution of
the people they manage, so obtaining information from more sources helps the employee
and their manager form a more accurate picture of performance. Accurate interpretation of
360 degree feedbackis critical in the responsible use of this powerful intervention – without
this your participant can end up upset about something that is not really there or can think
something is happening that may not be so. This can be very confusing, possibly
destructive, and can seriously undermine the credibility of such projects – and as you can
see it is not as straightforward as it may seem. Get supplementary details on the topic of 360
assessment initiatives in this NHS entry.
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