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DOC-EXEC-24-11-03

Human Resource policy update: 360 degree appraisal
                        Document for discussion and decision 
Purpose of this item

EDF has an existing appraisal policy developed in 2015. Since EDF has grown, and staff are taking higher levels of management responsibilities, it is important to also enhance our training, development and feedback programme. The management team decided to develop a 360-appraisal starting with the senior management. Later, we can assess the efficacy, and offer if it’s useful and efficient, to roll it out further within the secretariat. 

Question for the executive

· Do you have suggestions to improve the policy? 

· Do you have important learning on 360 from your own organisation you would like to share? 

· Do you approve the policy? 
What is 360 degree appraisal?  

Our current appraisal system works based on a self-assessment, followed by one--to-one discussion between the line manager and the employee. The line manager gives input and feedback. The appraisal is based on last years objectives and how they have been achieved, or not. The new 360-degree process, to be tested first in the management team, will involve bringing in feedback from peers, line reports, supervisors (including if relevant in the executive) and external partners.  

What are the known benefits of 360 appraisal?  

Comprehensive Feedback: 360-degree appraisal gathers feedback from multiple sources, including supervisors, colleagues, team members, including line reports, and self-assessment.  It gives a more well-rounded view of performance. (Harvard Business Review).  

Input from colleagues and team members:  

Increased Self-Awareness: as the staff expands and becomes more autonomous, so do the interaction from managers with other teams. A 360 system will allow colleagues to feedback on areas that the line managers are not aware off. It will get better insight into how others experience our work.  

Improved Communication and Collaboration- by involving others we will open up honest and respectful channels of communication. 

Identification of Training Needs- we can see better/more objectively where our areas of development should be. 

Enhanced Accountability and Transparency: we will build a culture where managers will hear how they work, their approaches impact others. We will show a good example of being accountable.  

Leadership Development: we will become better as leaders and managers through identifying our strengths and training needs.  

The benefits of 360 evaluations are well-documented, but we need to do them carefully to avoid risks. Confidentiality is essential.  
For EDF, we will use a web-based platform Spidergap to test the process in 2025. This was compared with other services, which are compared in the Annex.
Draft EDF 360 appraisal policy 

1. Purpose 

The purpose of this 360 appraisal policy is to enhance performance and development. It will provide a structured and comprehensive feedback mechanism that involves input from an employee’s supervisor(s), peers, line reports, key external partners if relevant, and self-assessment. 

2. Scope 

This policy applies to members of the EDF management team in 2025. It will then be reviewed with a view to expanding it, or not.  

3. Objectives 

· To provide members of the management team with a well-rounded view of their performance. 

· To identify strengths and areas for improvement. 

· To enhance communication and collaboration within teams. 

· To support the development of personal development plans, and also more general training and development plans.  

· To map cross-team collaboration and where it can be strengthened. 
· To identify team strengths and weakness and enhance teamwork
4. Process 

4.1. Frequency 

The 360-appraisal process will be conducted annually, in line with EDF overall appraisal policy.  

4.2. Participants 

· Self-Assessment: Employees will complete a self-assessment to reflect on their performance and development. 

· Supervisor/(s): Direct supervisors will provide feedback on the employee’s performance. This includes the line manager in the secretariat, but also, possibly, members of the Executive Committee with whom the staff member works alot, or would like feedback from. 

· Peers: Colleagues who work closely with the employee will be selected to provide feedback. 

· Line reports: Feedback will be gathered from their direct reports. 

· External partners: it may be useful for certain staff who work a lot externally to seek feedback from key external partners. 

4.3. Feedback Collection 

Feedback will be collected through a standardised questionnaire that covers key performance areas such as communication, teamwork, leadership, problem-solving, and job-specific skills. 

4.4. Confidentiality 

Feedback will be collected anonymously to ensure honest and constructive input. The results will be compiled and shared with the employee in a summarised format during the review meeting. 

4.5. Review Meeting 

A review meeting will be scheduled between the employee and their supervisor to discuss the feedback received. During this meeting, they will: 

· Review the summarised feedback. 

· Identify key strengths and areas for improvement. 

· Develop an action plan for personal and professional development. 
In addition there will be a general report on the Management team which will also assist us to identify training and support needs. 
5. Roles and Responsibilities 

5.1. Human Resources (HR) 

· Ensure this policy is part of the overall HR manual and understood by all
· Contract the external service selected  

· Ensure confidentiality and anonymity of feedback. 

5.2. Supervisors 

· Coordinate the 360 process for their line reports
· Select appropriate peers and line reports, or external partners, for feedback. 

· Facilitate the review meeting and support the employee in developing an action plan. 

5.3. Employees 

· Complete the self-assessment honestly and thoughtfully. 

· Participate in the review meeting and actively engage in the development process. 

6. Monitoring and Evaluation 

The effectiveness of the 360 appraisal process will be monitored after one year. Feedback from participants will be gathered to make necessary adjustments and improvements to the process. 

7. Policy Review 

This policy will be reviewed in Autumn 2025 once all the management team have undergone the process. Input will also be sought from the full EDF team with a view to roll-out or not.  

 

Comparison of service providers 

	 
	What is it? 
	Advantages 
	Shortcomings 
	Budget 
	Other resources  
	Accessibility/inclusiveness 

	Spidergap 

 

Schedule your demo | Spidergap 
	An online platform that oversees the process and is specialised in 360 
	Professional report 

Summaries 

Set questions, but customizable  (I think we would add disability CRPD accessibility knowledge and skiils) 
	Manager needs to programme the 360 (looks easy) decide questions, timeframes and define respondents) 
	899 for one year for 10 people, 70 EUR per extra person 
	Quite lightweight for manager, need to use online platform- people into technology will find it easy.  
	They will send me their accessibility report  

	Louise Hilditch 
	Management consultant. Runs this in a simple way for managers,  
	She knows EDF, will be diplomatic and supportive 

Requires no technology use on our side; manual approach, she uses interviews and email 
	Expensive, loosely organised, not sure how harmonised and comparable it will be.  
	500 EURO per person was billed to Equinet for this. 
	Will need to follow-up with her, etc.  
	No barriers  

	Anne Battheu-Noirfalise 
	HR consultant- awaiting quote 
	 
	 
	 
	 
	 

	BambooHR- Demo wednesday  
	Web based platform 
	Has a range of HR possibilities in the pro package, including leave management, recruitment  
	Feedback and assessment questions were very limited and reports just narrative- no analysis, reports on strengths/weaknesses, nothing on teams 
	For 30 staff in EDF, a start up costs of 2250, with 500 EUR per month after.  
	Based in the US, feels very business focussed 
	Yes, platform ‘is compatible with JAWS’ 
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