
6 Things You Ought To Consider Regarding
360-Degree Assessment Instruments
Decisions, decisions! Our lives are packed with them, from the minute and ordinary,
for example, what to eat, to the significant, such as what 360-Degree
assessment instruments to purchase.

Any effective 360 degree program must be ready to deal honestly, professionally,
and sometimes subtly with participant reactions to this incredibly potent feedback.
While 360 reviews can be an extremely effective performance management tool,
they, like any other method, have their advantages and disadvantages.
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. 360 [reviews] give the employee
a wide range of feedback, which tends to provide more insight than simply being
reviewed by their boss, who only sees how they perform in certain settings. In
addition, if an employee has a manager who is not particularly effective at giving
feedback, it gives the employee being reviewed the opportunity to get constructive
feedback from other sources. The benefits to be reaped by implementing a 360
degree feedbacksystem in terms of performance increased through transparent
communications and greater self-awareness are too immense to ignore, despite its
challenges. 360 degree feedbackis a fully managed service that combines
experienced and skilled Managed Service Team, web-based 360-degree assessment
and project management system, and powerful reporting capabilities.

You can tell if your decisions and judgments are aligned with your unconscious or
not – they feel fine and clear and good, or they tend to feel awkward and wrong if
they are not. It is hard to truly discern our unconscious biases as they are so
hidden. Others may know more about them than you do yourself. 360 degree
feedbacksystems must guarantee absolute anonymity to respondents and
confidentiality to employees regarding their feedback, or the process will fail. A
bank instituted a 360 degree feedbackprocess whereby the feedback providers
confronted the employees directly in an open meeting. The results were highly
inflated, and therefore useless, ratings for everyone and unhappy participants, who
disliked the entire process. The 360 degree action plan the employee walks away
with should be one they co-constructed with their manager. To ensure each team
member is on track, they can set goals within your workforce management



platform. Each goal can be broken down into milestones over a certain period of
time so that the steps are manageable. If reviewees have already participated in
360-degree reviews before, you can publish the results for them immediately after
the review is over. When choosing a third-party service for organizing a 360-degree
feedback review, check whether it is possible to publish the results for all reviewees
at once or separately for each of them after the review ends. Researching 360
feedback software is known to the best first step in determining your requirements
and brushing up on your understanding in this area.

Individual Characteristics And 360-Degree Feedback
Your key senior 360 degree feedbackchampions might be your partners and could
end up being your best sales people. Use them to advise you on how to progress, to
find a mentor to support you. Use the project as a developmental experience and
an opportunity to learn. Random leaders can be your partners as can anyone who
really gets the potential value of 360 degree feedbackand thinks others should be
going through the process. A desirable and important effect of 360-degree feedback
systems on organizational development is that it can result in a culture that begins
to value more the giving and receiving of feedback and openness in
communication. However, for such a system to be effective, implementation
becomes itself an important organizational development issue. 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. The most relevant measure of
process effectiveness comes from user satisfaction surveys of the performance
appraisal process. The best way to determine the validity of a 360 degree
feedbackprocess is to ask users whether the process met project objectives, such as
fairness, accuracy, or simplicity. User satisfaction surveys provide a strong
indication of how various stakeholders feel about the process and whether they
support its continued use. Consistency is key. With any review process, 360-degree
feedback is most effective when done consistently and frequently. Establishing a
consistent approach for gathering and reviewing feedback will also increase the
accuracy of the data you receive. Supporting the big vision encompassing 360
appraisal will lead to untold career development initiatives.

Giving positive feedback to your manager will remind them that you appreciate
what they do and that you’d like them to continue doing what works well for you.
Positive affirmation can build relationships up and even make sure we are front of
mind when new opportunities arise. There is a great debate about whether
360-degree feedback should be used for development only or for appraisal and
other administrative decision making. However, a reframing of the debate might
lend itself to forward movement here. Instead of considering this an either-or
situation, the challenge for practitioners is to determine under what conditions both
purposes can exist. Then, we can design 360-degree feedback systems and create
the kinds of conditions in our organizations that are conducive to development,
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while also integrating 360-degree feedback with other human resources
management processes, such as reward systems, for purposes of accountability and
alignment. Though it may be more difficult to attain, some 360 degree review from
your clients on an employee can also provide helpful information for the feedback
process. The more sources consulted, the more likely the possibility of biases and
discrimination can be reduced. Not only will you make your clients feel that their
opinion is important and appreciated, you can also most directly spot what issues
there may be with the way your employee or team is conducting certain tasks right
now. Ideally you are sitting next to each other at a table for the 360 degree
feedbackreport to be seen simultaneously by both of you. Coffee tables and comfy
chairs do not work so well. You want to be the “right” distance from each other –
this will differ depending on the culture and individual but check whether they look
like they want to back away – don’t keep pushing forward. Some participants may
feel they want to start the meeting across a table from you. You can always start
this way with an aim to move nearer and alongside as their comfort increases. A
potentially negative aspect of an employee rating a supervisor in 360 degree
feedbackis the possibility of retaliation. Supervisors who are aware that
subordinates have given them negative ratings may punish them by assigning
undesirable tasks, withholding salary increases, or generally making the employees'
jobs more difficult. The fear of retaliation, real or imagined, may work to positively
bias the ratings. Organisations should avoid fear based responses when coming to
terms with 360 degree feedback system in the workplace.

Career Development Programmes
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. Organizations have most commonly utilized
360-degree feedback for developmental purposes, providing it to employees to
assist them in developing work skills and behaviors. However, organizations are
increasingly using 360-degree feedback in performance evaluations and
employment decisions (e.g., pay; promotions). When 360-degree feedback is used
for performance evaluation purposes, it is sometimes called a "360-degree review".
Trainers should be well aware of who is likely to be blindsided by 360 degree
feedbackbefore it ever happens. The trainers have seen all the data on each
participant beforehand, and they should know enough about the person to gauge
his or her emotional reaction. 360-degree feedback can inform the development of
an employee by allowing employees to address performance-related issues not
previously flagged by their direct reports and helping employees improve their
working relationships with their colleagues. 360 feedback isn’t perfect, and
unfortunately many teams will implement it for the wrong reasons. You need to be
very careful when doing this. If your culture already has an issue of trust or the
team isn’t getting along well, this might only worsen the problem. Making sense of 
what is 360 degree feedback eventually allows for personal and organisational
performance development.
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Before the 360 degree process starts, be sure to let employees know what will be
expected of them, what kind of time commitment the process will require, why the
organization is implementing it now and how this process will differ from their
regular performance reviews -- and assure them that feedback guidelines will be
provided. By participating in 360-degree reviews, employees learn to give feedback
to their colleagues that motivates them to improve and strengthens their working
relationships. Perhaps in the first review, not all feedback will be informative, but
each time the effectiveness of the 360-degree review will increase over time. In a
diverse enough group of participants, one might decide to have different
questionnaires for different categories of respondents. 360 degree wuestionnaires
also vary depending on the competencies you choose to collect feedback on. 360
reviews should only be used to help team members as a development tool:
Providing feedback that helps people grow in their careers. This exercise should not
be used as a performance rating instrument, and especially not for deciding
promotions or raises. An individual’s 360 degree data is really representing the
current quality of their relationships more than anything else. This is where you
need to encourage everyone to take the broad view of the data rather than
overinterpreting low ratings. For this reason it is important to always look at the
patterns more than the numbers themselves and your job is to encourage others to
do the same. Developing the leadership pipeline with regard to 360 degree
feedback helps clarify key organisational messages.

Fair Reward Decisions
For best results with a 360 degree instrument, raters should be asked to rate
leaders on behaviors associated with each competency area, instead of the overall
competency. This helps pinpoint exactly which behaviors leaders need to change.
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. Over the years there have
been several concerns about verbatim text on 360-degree instrument feedback.
One concern is that a rater's handwriting may reveal his or her identity-can be
overcome if the input process is PC-based (that is, if raters input their verbatim
responses directly into the computer). However, in some cases, the nature of the
comments or examples given may still allow the receiving manager to know, or to
feel he or she knows, who provided the comments. Check out further intel regarding
360-Degree assessment instruments in this Wikipedia link.

Related Articles:
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