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A 360-degree feedback service does not always know about all work contacts of
reviewees. There is also less involvement from reviewees as they don’t participate
in a reviewers selection process. Also, access to internal company data is required,
which is not always possible to provide due to security regulations. Not even the
most holistic multi-rater initiatives, such as the 360 degree review, can succeed
without the involvement of key decision-makers in a company. And the senior
management’s support is indispensable. It is an excellent idea to ask these key
stakeholders to agree to join the pilot group. It is crucial to set the proper tone as
they share their experiences and feedback with every stakeholder in the
organization. In smaller companies with less beefed up HR departments 360 degree
feedbackis less common. It can be run internally by the HR department but is better
left to an external HR consultant who provides experience in asking the right
questions, providing guidance interpreting the results, coaching the subsequent
growth and last but not least, the external specialist will provide privacy
guarantees. The verdict on 360 degree feedbackremains to be decided.
Organizations and researchers will continue to study the impact of 360 degree
feedback. The findings presented in this chapter indicate that 360 degree
feedbackhas a measurable impact on the fairness of the performance assessment
process. It seems to offer an equitable and useful development and assessment
process for all organization members. The corporate world has utilized 360-degree
feedback as a development tool for all levels of leadership for years. When
companies invest in their people, culture improves, retention increases, and
ultimately, profit goes up. 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.

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.
Some people develop self-insight by observing how people react to them or by
asking for feedback. These individuals are open to new ideas about themselves.



Other people have a crystallized view of themselves and interpret others' behaviors
and reactions as consistent with that self-view. As a result, they fail to learn much
from their observations or from feedback. There is a distinction between upward
reviews and 360-degree feedback surveys, although sometimes the two terms are
used interchangeably. An upward review is when employees or team members
evaluate the individual or manager who assigns and oversees their work product.
The questions are typically around delegation, feedback, and management skills. A
360-degree review is conducted across the organization and includes feedback from
employees, peers, superiors, and occasionally clients. The world of managers who
deal with multiple constituencies with varying points of view allows for
discrepancies between how managers view themselves and how others view them.
Some managers tend to overestimate their performance; some underestimate their
performance; others tend to be right on target about how others perceive them.
Interestingly, these rating tendencies have been found to be stable over time, in
that managers who overestimate their effectiveness, for example, will tend to do so
repeatedly. Organisations should avoid fear based responses when coming to terms
with 360 feedback software in the workplace.

360 Gives You Feedback On Relevant Specifics
For small groups of 360 degree reviewees (up to 30), we recommend limiting a
360-degree feedback review by one or two weeks. Reviews with a large number of
reviewees may take 3-4 weeks, sometimes longer. However, we do not recommend
stretching your review too much, as this may lead to such issues as less relevance
of feedback (outdated or influenced by other reviewers). The bosses in a 360
degree feedbackproject have their own SCARF needs and status and control may be
the key ones to satisfy. As well as being fully informed and briefed, consider being
clear to give them a strong role in the process – whether it is to hold “development
conversations” with their managers shortly after the 360 degree feedbacksessions
or whether it is to have a de-brief with the 360 degree feedbackcoach and be
presented with a review of the aggregated data so they have special and full access
to the team-level stats. Managers and leaders within organizations use 360
feedback surveys to get a better understanding of their strengths and weaknesses.
The 360 feedback system automatically tabulates the results and presents them in
a format that helps the feedback recipient create a development plan. There is a lot
at stake if you allow yourself to really look at the data and in a 360 feedback project
this so easily means that you respond as if your very survival is at stake. Your
primitive brain kicks in in milliseconds and this response will protect you as if your
life is being threatened and it will be highly effective. There is a very basic premise
that assumes that people do things for good reasons. Everything anyone does, they
do it for what seems like a good reason to them. Others may consider them totally
daft of course, and you can have a situation where literally everyone around you
thinks something different from you, so even if others think you should do
something differently you will have good reason not to. If you did not have good
reason then of course you would do things differently. There is a logic in the way
people work. Keeping up with the latest developments regarding what is 360
degree feedback is a pre-cursor to Increased employee motivation and building the
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link between performance and rewards.

Team members, similar to colleagues and direct reports, typically provide excellent
feedback. In a sense, team members are colleagues, and when they have sufficient
contact with the employee, they provide thoughtful and accurate information.
Monitor how the process is going. If your organization conducts 360 feedback all
year around, create some KPIs on the number of feedback an employee should give.
If your 360-review is part of the formal review process, create realistic deadlines.
The more raters there are, the longer the 360 process will take. It is recommended
that the online or interview-based 360 should be shared in full, but only with the
coaching participants themselves, as this increases the comfort that people have in
being open and honest in the feedback that they provide without concern that
tough feedback and/or specific criticism will somehow end up in the coachee’s
“file.” It is easy to focus unduly on the issue of confidentiality of data during a 360
degree feedbackproject as this is often a primary question or concern for reviewers.
If you notice this happening, you might want to remind people that they should of
course feel comfortable with the parameters of the project but that some company
cultures (yes, even in the UK) would refuse point blank to give feedback
confidentially. If people do not get satisfactory ratings, morale can decrease when
360 is linked to performance appraisal mode. But when 360 is used purely for
development, low scores tend to be viewed as constructive feedback. Supporting
the big vision encompassing 360 degree feedback system will lead to untold career
development initiatives.

Be Clear On Your Purpose For 360 Degree Feedback
In most cases, supervisor ratings, as opposed to other sources, are not confidential.
In other words, the feedback recipient is aware of the ratings given by the
supervisor because these ratings are not aggregated with other raters, as is the
case with peer, subordinate, or customer ratings. As a result, supervisors must be
prepared to defend their ratings to subordinates. This may make the ratings less
reliable or more one-sided than ratings derived from a group of raters. A
360-degree instrument acts as a snapshot-as a view of individuals where they are
at a given time. Another 360-degree instrument given in twelve to eighteen months
can give individuals a clear picture of where they are going with their goals and,
additionally, more data on how their relationships within the company are
improving. Before an organization begins to implement a 360 degree
feedbackprocess, its leaders or key change agents need to commit to the process,
select a design team, and create a communication plan to inform employees about
the new process. Among the most critical issues is attaining leadership support. It is
usually up to the HR manager to schedule meetings and expectations and deadlines
for the entire 360 degree feedbackprocess. The 360-degree feedback process
should be incorporated as a long term development measurement rather than a one-
time experiment for it to be truly effective in increasing your organization’s
efficiency. There is no transformation from a 360 degree feedbacksession unless
there is an acceptance of their position though – instead there will simply be a
sense of failure, disappointment, etc, which may then translate into resignation or
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depression depending on the coping strategies deployed. Making sense of 360
degree feedback eventually allows for personal and organisational performance
development.

360 degree feedbackis a system or process in which employees receive
confidential, anonymous feedback from the people who work around them. This
typically includes the employee's manager, peers, and direct reports. A mixture of
about eight to twelve people fill out an anonymous online feedback form that asks
questions covering a broad range of workplace competencies. Good people
strategies and processes are critical for good business. You know this. You see
examples of this all the time. You see when the people processes work well and
when they do not. You see how this leaves employees and you see how the worst
can behave and how the best can leave. Confirmation bias is the tendency to
privilege information that reaffirms our current beliefs. This can often be behind
unfair performance reviews. By having more eyes on the ball – co-workers and
teammates as well as managers, confirmation bias disappears. Avoiding
unconscious bias makes for performance reviews that inspire, not alienate,
employees. At the end of a 360 degree feedbacksession, every concern has been
discussed, every low rating has been reviewed, every highlight has been
acknowledged, a range of hypotheses and themes have been discussed and you are
satisfied that nothing has been left un-discussed that should be. There may have
been reactions and disappointments emerge through this discussion and you should
have been able to assist in these. 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. Looking into 360 appraisal
can be a time consuming process.

Blindspots Worth Exposing
A 360 degree feedbackproject without stakeholder commitment can be hard work
and lacklustre in results. Your time is too precious to be wasting it doing that. Both
public and private sector organizations are adopting 360 degree feedbacksystems.
Recent survey research suggests that more than 90 percent of the Fortune 1000
companies use some form of multisource assessment system for at least
developmental feedback. 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. Get supplementary insights on the topic of 360 degree assessment
tools at this Wikipedia article.
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