
Should You Spend Money On 360 Degree
Evaluation Applications? The Advantages And
Disadvantages
Wouldn’t it be astounding if every single person who was searching for knowledge
about 360 degree evaluation applications found what they were searching for?

Some individuals get 360-degree feedback annually or every other year as part of
their regular feedback process. For others, it might take place only when there’s a
triggering event, such as a change in organizational strategy. Some only conduct
these surveys when they are hearing that there are cultural leadership issues in all
or part of the company. For the 360 degree feedback, a series of different
information points are presented in a report that is used to help the manager go
through with the employee and create a tailored plan to get key skills, strengths
and weaknesses aligned with the organisation and what can be improved moving
forwards. In addition to working closely with an assessment vendor to choose the
right 360 assessment for your business needs, ensure whatever assessment is
selected aligns with your organization’s competency model and business outcomes.
One way supervisors seek to soften the aversive impacts from open feedback
sessions is to ask for anonymous input from work associates. Yet user surveys
consistently indicate that those who provide written feedback to supervisors do not
feel their input is truly anonymous. And because this sort of information goes to the
person being assessed or to the supervisor, work associates are understandably
reluctant to be totally honest. They worry that the assessee will find out what they
said. The list of competencies in a 360 degree report is usually presented in the
form of a table or list with an overall average rating for all reviewer groups (except
for self-assessment). Often, the list is supplemented with an average self-
assessment rate, so that you can immediately see similarities and differences. 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.

For many reasons, organizations are no longer responsible for developing the



careers of their employees - if they ever were. While the bulk of the responsibility
falls on the employee, employers are responsible for providing an environment in
which employees are encouraged and supported in their growth and development
needs. Multi-rater feedback can provide excellent information to an individual about
what he or she needs to do to enhance their career. In a 360 degree report, you will
see many elements that compare a reviewee’s self-assessment with an assessment
of others. This comparison allows reviewees to improve their understanding of how
they are seen by their colleagues, and how the opinion of colleagues differs from
the opinion of reviewees about themselves. Through that comparison, reviewees
can identify their strengths that they rated low, or vice versa, discover areas that
they overestimated. There are several important challenges in 360 degree
feedbackthat we need to be aware of from the perspective of the individual and the
organization. The first is the increased information-processing complexity that
comes with the richness inherent in 360-degree feedback. The second is the
person's readiness to accept the feedback. A third is costsdirect and indirect as well
as short- and long-term. A fourth challenge deals with how we manage
expectations. And a final challenge revolves around the purpose of the 360-degree
feedback process: development versus appraisal and other administrative decision
making. An important aspect of 360 degree feedbackis to enhance understanding,
during both the input and the output phases of the process. To enhance
understanding, materials should be unambiguous in their instructions, in the items
to which people will respond, in the way data are fed back, and in materials that
help people take the information forward into the rest of their lives. Looking into 
360 appraisal can be a time consuming process.

Good Development Plan
One of the big challenges for 360 degree feedbackloops is that some staff can
become upset by what their peers have said about them. This is especially true if
the employee doesn’t feel the feedback is appropriate or fair. However, surveys can
be collected in a way that makes sure no-one knows who provided the answers.
Interestingly, in the world of natural childbirth and also in the world of caring for the
dying there is a growing awareness of the need for privacy. This is somewhat
counter-intuitive as in these situations, as with highly personal data, the individual
is also known to need support and help – and people who care want to give just
that. But it seems the human condition has a preference for private transition. 360
degree feedbackdata can be seen as the death of a previously held (and loved!) self-
identity, so it may be that you are dealing with a grieving process here too. If you
want to improve 360 degree Feedback, start by rethinking how you implement it. As
consultants Jack Zenger and Joseph Folkman have argued in the Harvard Business
Review, the differences between successful and not-so-successful feedback are
mostly organisational. According to the Chartered Institute of Personnel and
Development (CIPD) the job of HR is to champion better work and working lives by
improving practices in people and organisations. The job of improving the people
practices implies the HR job is to improve the way leaders manage the organisation
which implies there is something wrong with how they are right now. This deficit
position is actually not a helpful starting point. Five important issues should be
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considered with respect to the use of 360-degree feedback: (1) linking individual
with organizational change, (2) mapping the impact of 360-degree feedback, (3)
looking at development as a system, (4) managing connectivity inherent in the
relationships that define the work that organizations need to get done, and (5)
looking at 360-degree feedback both as a means and as an end. These issues can
have significant implications for both the practice and research we do with
360-degree feedback. Keeping up with the latest developments regarding 360
degree feedback system is a pre-cursor to Increased employee motivation and
building the link between performance and rewards.

Conditions for personal growth frequently can be at odds in an organizational
environment where there are concerns over issues of trust, candor, and openness of
communication. In such a situation, it is not surprising to find that when 360-degree
feedback is used as part of performance appraisal, the organization risks losing the
value of individual and organizational development because the conditions
necessary for such change are taken away. Given that people are not always good
at giving and receiving feedback, it is not surprising that organizations usually work
hard at developing communication systems that incorporate this objective-usually
as part of their performance appraisal and development systems. However, candid
feedback that individuals are not afraid to give, nor afraid to receive and use, takes
a lot of effort to achieve. The better the 360 degree feedbackproject data, the more
managers will want it. So make sure you are very clear what the agreement is in
terms of who sees what data and be careful to stick to this. Even if others are highly
persuasive, do not change your mind. The 360 degree feedbackthat’s received
might not be 100% accurate. Your colleagues might want to be nicer that what they
really feel, or maybe due to internal politics they’re dishonest to be mean. If you’re
on a small team and everyone’s friends with each other, can we really be that
critical of each other? On the flipside, if you’re on a very large team, do the people
reviewing you really know you well enough to give you an accurate assessment?
Customer pulse surveys are smaller versions of long-form customer surveys. They
include a very low number of survey questions/statements and are sent out more
frequently. The multiple ratings and responses help understand the immediate
needs and satisfaction levels of the customers. Developing the leadership pipeline
with regard to 360 degree feedback helps clarify key organisational messages.

Understand Behavioural And Technical Competencies
360 degree feedbackis a fine-tuned diagnostic instrument and if every little glitch is
considered a problem then you can end up with a significant amount of over-
diagnosis. This phenomenon has been observed in the world of medicine with the
advent of new technology such as the MRI and ultrasound that can identify
abnormalities that would otherwise have gone unnoticed. You might think this is
good – surely you want to see all the abnormalities – but it is not so simple.
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 degree feedbackcan help identify developmental needs at an
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organizational level. For instance, if multiple 360 reviews reveal that employees are
struggling with motivation and engagement, it could be an organizational issue, not
an individual one. Leadership could then use those reviews to develop a plan to
drive employee engagement and motivate their teams. Intelligent 360 degree
feedbacksystems can be built that learn from experience. For example, when an
honesty problem occurs, that person's competency profile can be stored and
compared with others. As an organization builds knowledge based on competency
effectiveness, it can build knowledge based on which competencies are most
sensitive to honesty or dishonesty. Such systems have high value in public service
jobs or in roles that have an impact on public safety, such as pilots, drivers, or
people who handle dangerous cargo. The same method offers solutions for safety,
security, and accident avoidance. During 360 degree feedback, each rater receives
an anonymous feedback form with different questions. These questionnaires detail
what an employee did well and where they could improve. Using customized
employee surveys gives a well-rounded view of each employee. They also better
reflect the relationship between the reviewer and the reviewer. Researching 360
feedback software is known to the best first step in determining your requirements
and brushing up on your understanding in this area.

If you’ve decided that you want to use 360-degree reviews within your organisation,
then you’ll want to make sure you create a comparison chart. People like to see how
they measure up to others. Designing a final report that shows how people compare
to those in the top X% can help elevate aspirations. For organizations that are
trying to create more collective learning norms, 360-degree feedback should not be
overlooked as one avenue for encouraging and supporting those norms. Although
we are not aware of any organization where 360-degree feedback is handled in a
completely shared fashion, we have seen evidence of organizations taking steps in
this direction. You may picture the use of 360 degree feedbackas a dynamic and
evolutionary process in organizations. As employees get used to the process and
continuous learning becomes part of the corporate culture, the organization can
experiment with new approaches. Different performance dimensions or items can
be added to keep the process fresh and reflect changing business goals and
strategies. New techniques and approaches may be tried, such as computer-based
administration and feedback. In addition to individuals, groups may use 360-degree
feedback to obtain information about how they are viewed by other groups. Privacy
matters in 360 degree initiatives. We don’t want to end up with phony
congratulations. We want to get to some critical feedback. Considering the size of
the teams and the need for some open questions we cannot guarantee that you
won’t figure out who the one is that gave you a bad rating. But there are some
things we can do to maximize the perceived anonymity of the process. The extent
to which 360-degree feedback information is accepted and internalized by the
recipient is crucial for individual development. Consider the hypothetical situation of
a manager whose effectiveness has been assessed by her co-workers with great
precision; all of the manager's strengths and weaknesses have been identified.
Before development can take place, this information has to be clearly presented to
the manager. The specificity/anonymity conundrum takes another turn when the
idea of what is 360 degree feedback is involved.
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Fear Of Reprisal Or Reaction
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. When preparing to implement a 360-degree feedback system, remember
that organization is key. 360-degree systems are an intensive and time-consuming
venture, so organizing and planning your strategy out in advance will help
streamline the process. Work with your leadership team to determine how often you
will gather feedback, the length, and questions from your surveys, what evaluation
system you will use, and how to use the data you collect. Your 360 degree
feedbackproject is best built with the express intention of assisting and facilitating
people in dealing and recovering from this emotional response should it occur.
Making sure people get over their upsets is a challenge however, especially as
many can get quite fond of their complaints and “position”. Their upsets become
part of who they are and can be further justification of why their lives are as they
are. Check out more info about 360 degree evaluation applications on this NHS link.
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