
Should You Invest In 360-Degree Appraisal Tools?
The Positives And Negatives
I am absolutely convinced you have consumed plenty of pieces about 360-Degree
appraisal tools. They are decidedly common with writers and readers alike.

In 360, we are deliberately breaking the norm with good intention (if we were not
then there would be little value in it), yet norm-breaking is notoriously (and
logically) uncomfortable and, should the pain get too great, it can be dismissed,
dissed and outlawed. The ratings and answers gleaned from 360 degree responses
can then be used by an efficiently automated 360-degree feedback system to
create the feedback report that an individual receives and hopefully can understand
and benefit from. Look at including a ranking survey or a “forced-choice” section in
your 360 degree appraisal where you might, for instance, show all your dimension
headings and ask people to rate which two or three are strongest for this person
and which two or three are weakest. This allows you to be sure that every
participant will get colourful data, regardless of how bad or good they are generally.
It also provides participants with a very interesting insight on how people really feel
about them and gives more evidence of their leadership brand. Executive coaching
has been on the rise for decades as a strategic investment in human capital. When
well-designed and delivered, coaching has been found to be one of the most
effective approaches for developing senior leaders and enhancing the performance
of their teams and organizations. Some people will receive 360 degree behavior
feedback and still not change. True, some people ignore advice from everyonetheir
doctor, their friends, their spouse. And certainly some people do not change their
behaviors when they receive feedback from only the immediate supervisor.
However, most people find the combined feedback from their supervisor and
coworkers highly motivating. Most people are sensitive to and respond to
constructive behavior feedback, and most also seek the esteem of their teammates.
Many organizations initially use nonsophisticated scoring in 360 degree appraisals
to avoid technology costs. A spreadsheet or survey program to score and create
basic reports can be constructed in a few days. As users become more sophisticated
and aware of data errors, however, they need more formalized data collection and
scoring methods, which mean an investment in software.

Acute, deep listening in a 360 degree feedbacksession makes a difference. This is
where you reflect back what you are hearing and feeling. You summarise what has
been said. You bring things already said earlier in the session into a particular



conversation. Listen with all your power and all your body. 360 degree feedback,
also known as multi source assessment, is a development tool. It’s one of the best
ways to get personalised, accurate information about how others see you at work.
An individual's 360 degree plan can become a road map by which to measure
progress. It becomes a tool to show individuals how management and leadership
skills are learned from the work itself. When these programs are done well, the skills
measured by the 360-degree feedback baseline survey are driven by anticipated
business needs and conditions. Organizations adopt multisource systems with the
intent of improving information quality and reducing measurement errors. Informal
multisource systems, while useful for individual employee development, may simply
replace one set of assessment errorsfrom the supervisorwith others. Supporting the
big vision encompassing what is 360 degree feedback will lead to untold career
development initiatives.

The Promise Of 360 Degree Feedback
An objection frequently raised when administrative support is requested for 360
degree projects is that the process is too complex to administer efficiently. This
objection can be overcome by piloting a 360 degree feedbackprocess to
demonstrate the simplicity of each administrative activity. All 360 degree
administrative activities require a relatively modest investment of time and
resources. Automation can substantially reduce administrative support needs. For
example, changing from paper surveys to an automated, online system enables one
system administrator to support up to two thousand users. As you can guess,
soliciting so many opinions for 360 degree feedbackcreates a lot of work, especially
for people who deal with a variety of different coworkers across the company. This
is why many enterprises struggle to do this on an ongoing basis. 360 degree
feedbackis used in some organizations as a strategy to communicate to employees
that new skills will be needed to effectively implement a new business strategy or
direction. A company may be moving into new markets as, for example, they
become international. It may be attempting to instill more collaborative and
interdependent work-flow processes in order to become more responsive to internal
and external information, that is, to become a continuous learning organization. To
really aid the success of your 360 degree programme, have your supplier support
with help desk (assistance for both raters and participants) and consider facilitators
or trainers to show managers how give their people feedback in the most
constructive way possible. In a 360-degree feedback process, a manager will
typically receive a packet of questionnaires. In that packet will be one form the
manager will use to record self-ratings on a variety of behaviors and skills, along
with a number of forms for others to complete. These forms are usually almost
identical in content to the self form and are to be distributed to the manager's boss,
direct reports, peers, customers, or others who are in a position to rate the skills
and behaviors included in the questions or items on the questionnaire. The
specificity/anonymity conundrum takes another turn when the idea of 360 degree
feedback system is involved.

The 360 performance review is mostly focused on the contribution of the employee
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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. When it comes
to monitoring and promoting effective performance, there are a number of
performance management tools and techniques employed by companies around
the world. Some of these are new, while some have existed for many years and
continue to be popular today, despite studies demonstrating their innate
drawbacks. Always link 360 degree survey questions to development and not
performance. Cover skills that the employee can improve on in line with company
values and desired behaviors. 360 evaluations can be tied to performance
appraisals, but it should not be used to assess employees on job related metrics.
360 degree feedbackprograms measure “The How”: In addition to measuring
“what” gets done, 360 Feedback helps organizations, leaders, and employees
consider how things get done. 360 Feedback Assessments measure skill and style.
By focusing on both the outcome and the process, leaders and employees are
giving themselves the best chance of creating successful outcomes. The 360 degree
feedbackprocess starts with the HR team who need to plan and design the process.
Feedback should be given using a combination of quantitative and qualitative
metrics, for example rating a series of specific behaviors or competencies, and open-
ended questions to allow evaluators flexibility to comment on other relevant areas.
This will allow the company to analyze the results and produce progress reports,
whilst giving specific feedback to the employees on an individual level. 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.

Open-text Feedback
360-degree feedback is impossible without reviewees (those who receive feedback)
and reviewers (those who give feedback by filling out questionnaires). While it’s
easy to create a list of reviewees as you usually know who is going to get feedback
in your planned 360-degree review, there may be difficulties with selecting
reviewers for each reviewee. Administrative time is probably the biggest obstacle to
360 degree feedback. Few organizations have a department of employees
dedicated to administering and collecting surveys, scoring them, and reporting the
information. Hence, total administrative time should be minimized or the process
will not be supported, even if it provides good information. You need a vision of the
future and a clarity on what success in this area might look like. Painting this picture
vividly and having it known and understood by key leaders is also crucial as it
brings the future towards you. Specific, real-time feedback conversations in all
directions — upward, downward, and peer — are incredibly important. There’s no
doubt that 360 reviews are an excellent way to gather feedback from stakeholders
at all levels of an organization, and leverage that feedback to drive performance,
development, and growth for individuals and teams. 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
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real and perceived credibility, meaning it is accurate and valid, and also seen as
such. Nonetheless, a keen understanding of 360 appraisal can be seen to be a
multifaceted challenge in any workplace.

Many 360-degree feedback reports highlight high and low scores on items and
scales as a way of helping the individual sift through the large amounts of data that
are provided and set developmental priorities. Highlighting the highest and lowest
scores at the scale level can be useful, especially when there are many scales on
which feedback is received and when the interpretation of scale scores does not
depend on the interaction of scales (that is, no additional interpretive power is
gained by looking across the scores provided on different scales). Any 360-degree
feedback process, no matter how sophisticated and nuanced fails in its duty if not
supported and structured in a simple and easily navigable feedback form. At the
crux of any feedback system is human endeavor and participation. A 360-degree
feedback form should thus have a clear tone and clean layout – one that
encourages participating respondents to readily give constructive feedback.
Discovering what your blindspots are is supremely useful. A small but fresh glimpse
of what others think of you can make a world of difference to how you handle these
people in the future. You can position things differently, you can say more or less,
you can choose not to deal with them at all... lots of choices! To ensure success, all
employees need to feel comfortable with the 360 assessments. Do not be
concerned about over-communication, the more the better! Explain how
confidentiality and anonymity will be maintained. Educate all employees about the
process and provide proper training prior to execution. Providing feedback is
optimally effective only when questions are framed that carefully guide and fully
utilize the mutually beneficial space for communication and understanding that the
360-degree feedback process provides. Evaluating 360 feedback software can
uncover issues that may be affecting employee performance.

Increased Employee Motivation
While traditionally 360 feedback was seen as a tool for senior leadership
development, it can be invaluable for many other employee groups too. People
managers at all levels are one such example. Developing managerial capabilities
and behaviours in this group has the potential for far reaching benefits both for the
individual and the organisation. The development process itself, of which the
360-degree feedback survey is a part, has a rationale that can be quickly explained
and understood by anyone walking up to the 360-degree feedback sponsor in the
hall and saying, "Why do I have to do this?" Drawing from the discussion in the body
of the chapter, possible answers include, "We have no bench strength," "We are
losing some of our best people," "We are changing our production processes," "We
are losing our creative edge and our market share." 360 degree feedbackcreates
high-quality assessments from internal and external customers, teams, project
assignments, clients, and any other appropriate sources, which many organizations
need in their TQM initiatives. Check out further insights on the topic of 360-Degree
appraisal tools on this NHS article.
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