Plain-speaking Guidelines On Selecting Your Next
360-Degree Assessment Projects

Selecting the best 360-Degree assessment projects for your requirements can
be challenging. With an abundance of differing types available, narrowing down the
options can be challenging. In this matter, our aim is to assist you make the correct
choice.

On some 360 degree instruments, raters can include both internal and external
customers. Because internal customers can overlap with peers, managers should be
advised to select raters with as little overlap as possible in order to get feedback
from both groups separately and to thus maximize the richness of the resulting
feedback report. The boss can be used to refer to if there are issues emerging
through the data-gathering process. You can also build in extra questions in the 360
especially for the boss and/or consult with them fully on the survey content so they
are confident the most useful questions are being covered. Ensure it is their project
as much as yours and you will maximise impact. 360 degree feedbackforms are a
structured way to offer constructive criticisms to an employee. Although they are
meant for improvement purposes, they are also a great space to share positive
thoughts and feelings about someone in the team. The number of people who go
through a 360 varies widely, depending on what you’'re trying to accomplish. For
example, some companies use it only for a single leader - often an executive - who
is struggling. Or they might use it when they are considering someone for a specific
promotion, and want to get some data about where they can improve. Work
associates who are part of 360 degree feedbacksystems are rarely reluctant to
identify poor performance or nonperformance. Moreover, team members are not
reluctant to give a coworker a nudge if he or she is not sufficiently contributing to
the team's efforts or if he or she needs help. The most compelling argument for the
use of 360 degree feedbackfor performance applications is that many organizations
are planning to use the process for performance management.
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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. 360 feedback doesn’t actually
focus on performance, but rather on all aspects that can be attributed to an
employee’s behavior. In this way it can help the person improve their interactions,
their communication, and in the end, their job performance. Online 360s are more
convenient than interviews and less costly, but, if correctly formulated and well-



structured, interviews can help provide additional context and information.
Sometimes an executive coach can use both, and follow up on a previous online
360 or performance review by interviewing designated feedback providers, in-
person when possible, and via video conference or phone for those who are
traveling and/or who work in different locations. A great feature of 360 degree
surveys within the process is that you can send them out for employees to complete
in-between tasks. This is instead of interrupting them, perhaps during a business
critical operation, to answer a few questions. You might have to nudge a few of
them to ensure you get responses, but it’s quicker to do that and less disruptive to
productivity. People need to feel in control of their destiny - that is why a clear
understanding of what is 360 degree feedback is important to any forward thinking
organisation.

Enhancing Creativity And Innovation

As opposed to managers, team members are those that work side-by-side with an
employee. By receiving well thought-out feedback from team members, it helps not
only with increasing the efficiency of team projects, but also create a sense of unity
and cohesion among the team. The 360 degree process is a great opportunity for
teams to discuss and potentially reevaluate who would be the best fit for specific
tasks in a team project. 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.
Arguably one of the most essential parts of any 360 degree review is the follow-up.
When organizations fail to follow up with employees, they miss out on opportunities
for strategic action. Scheduling a meeting a month or two after the review helps
increase accountability, requiring both the manager and employee to implement
the changes. The follow-up meeting offers insight into the effectiveness of these
changes and opens discussions on whether the changes are worthwhile or if they
need additional adaptations. With so many things that can impact a 360 feedback
rating, you might ask yourself what is the point? Well, regardless of these factors it
is giving you a solid indicator of your reviewers’ opinions or at least the opinions
they are prepared to register right now. It is giving you a broad view of opinion so
you get the whole picture - not just what your boss thinks. 360 is only effective if
you take the results seriously and respect the fact that people have been genuine in
what they say about you in order to help you improve. Feedback needs to be given
in a climate of openness and honesty and it is important to ask your respondents to
tell the truth even if they think you won’t like it. Organisations should avoid fear
based responses when coming to terms with 360 appraisal in the workplace.

Organizations that are happy with the 360-degree feedback component of their
performance management systems identify these positive features of the process
that manifest in a well-managed, well-integrated 360-degree feedback process.
Once reviewees have received their 360 degree feedbackreports, they will have to
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determine what competencies or behaviors they want to improve over the next few
months. The list of planned actions for the development of competencies can be
recorded in the form of an individual development plan (IDP). After setting goals
together from the 360 degree feedback, managers should regularly check in on
progress and discuss what might be blocking individuals from reaching their goals.
As managers schedule 1:1s with team members, they should make sure to follow
through, only canceling a meeting in case of an emergency. Otherwise, it can give
the impression that they don’t care or that the professional development of their
team members is not high on their priority list. If you are one of the recipients in a
360 review, you will be getting feedback from your peers and managers. In
principle, this is the time for you to figure out the opportunities to grow. In reality,
what you are likely to face is an avalanche of comments and opinions based on
various observation and interpretation. In the best scenario, converging positive
feedback comes from all sources. However, there often is a large variety of
comments and sometimes contradictions. You can always look at the question-level
data at any time when you are working through a 360 degree report as this is where
the ultimate detail lies. This is where you can see the granularity of what people
have said. You can see clearly where there are differences of opinion, or, if there
are specific questions with particularly high or how ratings, you can also see open-
text feedback referring directly to the specifics if you have this functionality
available in your instrument. Nonetheless, a keen understanding of 360 feedback
software can be seen to be a multifaceted challenge in any workplace.

Using Data To Help You Enable Change

Fresh data can allow you to compare within your organisation. You can compare
between individuals or between teams or business units and you can compare your
organisation with outside - either within your industry or broader - all depending on
availability and quality of data of course. With data you can set standards and
clarify expectations and you can describe what is possible. You can use it to monitor
and manage processes, tracking where the breakdowns or bottlenecks are and
where you are on target or off. People differ in terms of their needs. You can check
out your own needs in relation to the SCARF model online. If you are delivering data
to an individual, see if you can guess their needs - if you cannot, then assume they
have them all and ensure you manage them all carefully. The key to satisfying all
the conditions - and the SCARF needs too - is privacy. If you can be sure people
have privacy when they get and look at their data then most aspects are taken care
of. Due to trust issues, 360 degree feedbackcan cease to be used for development,
where it's actually helpful. Instead it becomes used by individuals and leaders as a
way to evidence performance. There is a risk that 360 degree feedbacksimply
becomes an administrative burden for teams and organizations and that it provides
little real value. You can look to integrate 360 degree feedbackinto your best and
most inspiring people themes and initiatives - this is where it belongs, as
participants will not then be returning to the exact same context they were in
pre-360. Gathering feedback on your company’s 360-degree feedback process is
crucial, especially if the organization lacks experience with this process. Such
feedback will help managers and HR leaders to refine the questions included in the
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process and ensure participation in the process is optimal. Supporting the big vision
encompassing 360 degree feedback will lead to untold career development
initiatives.

A large amount of information gathered about the personnel in an organization and
how they work together are mined by the 360 degree report so that it can be used
to develop management action plans. The 360 degree feedbackprocess used for
developmental purposes throughout the organization yields rich information for
creating organization intelligence that provides a broad picture of training and
development needs. Similar roll-up reports, combinations of departments, identify
individual units' strengths and developmental areas. When you do a quick Google
search, you’'ll find a lot of claims about the advantages of the 360-degree feedback
instrument. However, the science behind it is seldom explored even though the
instrument has been thoroughly researched for the past 45 years. The employee
under assessment is in a highly vulnerable position during the 360-degree review.
Nurturing a work culture that prioritizes integrity, kindness, and empathy can help
maximize the nature of the 360-degree review system. You may wish to add some
extras into your 360 degree appraisal - some measures that you might want to use
for research and validation purposes only. We call these “hard measures” which are
extremely useful for checking that your competency model is truly reflecting those
behaviours that relate to effective leadership and can tell you which of your items
are the real career drivers. The specificity/anonymity conundrum takes another turn
when the idea of 360 degree feedback system is involved.

Should You Implement 360 Feedback On Your Team?

Many traditional 360-degree feedback instruments used for management and
leadership assessment and development focus primarily on management and
leadership behaviors and characteristics. Customers may be in a position to provide
feedback on these instruments if they have had the opportunity to observe the
target manager in his or her interactions with peers or direct reports. There’s no
one-size-fits-all set of questions to use in a 360 process. The questions needed will
be specific to the organisation. We usually recommend using an existing
competency or values framework as the starting point for a 360 questionnaire. From
there, consider key behaviours, skills or traits you want from the population in
question, then devise questions relating to these. If some of your team members
are scared to share negative feedback about a colleague, then 360 feedback can be
a safe space where they are able to flag these issues to their manager and the
colleague in question. You can find additional particulars regarding 360-Degree
assessment projects at this Wikipedia entry.
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