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Abstract 

In an era of economic and technological change, organizations are increasing their efforts to develop their 
employees by providing them several training opportunities. Due to the need for making employees get the most 
out of these trainings and using budgets more efficiently, training evaluations have become extremely important. 
Training evaluation is a systematic process of comparing the level of performance of attendants before and after 
the training activity and assessing the results of the program by linking the outputs obtained to the targets of the 
organization. This study discusses the use of 360-degree feedback method for evaluating training performance 
and suggests that this method may yield more objective and participative results by taking not only the 
supervisor’s but also the other parts’ (customers, colleagues, and subordinates) views into consideration. The 
study was carried out with the cooperation of a private bank during one of their training organizations in which 
50 employees from different branches participated. As the 360-degree feedback method requires direct feedback 
from an employee’s subordinates, peers, supervisors, and customers as well as a self-evaluation, participants’ 
supervisors were contacted before the training and requested to state who would take place in this process.  For 
each employee, the contact lists included the first-line manager, the second-line manager, one of the peers, and 
five direct customers. The review of these parts were received before the training and one month after the 
training by survey method. A total of 900 surveys were obtained at the end of these two steps. The obtained data 
were subjected to one-sample t-test and Kolmogorov-Smirnov test using SPSS software. According to the 
analyses, it was found out that the results of the 360-degree feedback method was positive and, in turn, 
significant. As a result, the method has been found suitable for evaluating training performance. Although, 
receiving feedback from many different parts requires relatively more time and effort than conventional ways of 
training evaluation, the method can be used as a valuable tool in organizations and help employee development. 
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1. Introduction 

Employees are expected to develop themselves continuously in order to adapt to changes in the business 
environment. To maintain this development, companies often provide training opportunities to their employees, 
and promote education processes in the organization. Training is a process that involves not only transferring 
knowledge to employees, but also trying to make employees more familiar with such knowledge and skills so 
they can use them constantly in their daily tasks. In addition, training is one of the most important and expensive 
investments of an organization.  

Companies want to get the most out of their employees with minimum time and cost. Motivating employees, 
building their self-trust, and linking their individual targets with those of the organization are expected outcomes 
of training facilities (Goldstein, 1980). In order to achieve these targets, companies spend significant budgets on 
training. Evaluating training performance helps in determining training needs, setting up training programmes, 
and planning subsequent training (Holton, Bates, & Naquin, 2000). 

The main reasons for using training evaluation methods are finding out the extent to which employees benefit 
from various training modules and how the outcomes of the training serve organizational targets. In order to 
achieve these results, several methods are used to evaluate training performance and measure the success of 
activities. Current training evaluation methods used in various companies include the test-retest method, pre-post 
performance method, and control group method (Day, Blair, Daniels, Kligyte, & Mumford, 2006). 

In the test-retest method, a test is applied to the participants before the training, and repeated after the training. 
The difficulty of this method is in assessing whether developments are caused by training and whether these 
outcomes are applied in real life to generate positive outcomes. On the contrary, the pre-post performance 
method focuses directly on task-related attitudes and behaviours. In this method, the development in knowledge 
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and skills is assessed for its contribution to job requirements and tasks. In the control group method, individuals 
are not evaluated individually; rather, a group that has undergone training is compared with another that has not 
(Pulakos, 1986). 

All these methods have different advantages and disadvantages. The aim of this study is to explore the 360-
degree feedback method and assess whether it can be used as an alternative method to evaluate training 
performance. This method may generate valuable results, because it has the advantage of providing an overview 
of several different parties, including customers’, colleagues’ and subordinates’ views and the participation of all 
these groups in the process. 

2. 360-degree feedback method 

There are several methods to evaluate employee performance. Every organization needs to try to find and use the 
most appropriate method according to their own conditions. Managers’ role is not only to provide training to 
employees but also to ensure they get the most out of such training. They need to define how this training meets 
the development needs of employees and makes a difference in employees’ work behaviours. In order to 
determine the training needs of companies and also evaluate how these needs are met by given training 
programmes, training evaluation methods become extremely important. As described above, well-known 
methods include the test-retest, pre-post, and control group methods. As an alternative to these, the 360-degree 
feedback method can be used in evaluating training performance similarly to employee performance. 

Unlike other methods, the 360-degree feedback method is based on reviews of employees’ work environment 
including from managers, colleagues, subordinates, and customers or suppliers (Karl, 1998). The method yields 
more objective and participative results by including not only supervisors’ views but also those of other parties. 
The conventional evaluation methods lack this multi-angle assessment, relying only on supervisors’ feedback. 
Employees often complain about their supervisors’ performance evaluations (London, & Beatty, 1993). They 
find the 360-degree feedback method more motivating and accurate than other methods. They change their 
behaviours and attitudes not only to satisfy their supervisors’ wants, but also with a wider focus on customers 
and colleagues (Waldman, 1998). 

The aim of the 360-degree feedback method is to provide feedback from different sources and help employees to 
develop themselves. It helps employees to recognize their weaknesses and strengths (London & Smither, 1995). 
It is a supportive process that enables individuals to give feedback to each other. It is also possible to evaluate 
group performance instead of that of individuals with this method. Organizations can use the 360-degree method 
with different targets. It has a positive effect on the feedback and communication culture in the organization, and 
supports organizational development (Antonioni, 1996).  

The method requires feedback to be obtained from others. In conventional methods, only supervisors’ views are 
taken into account (Carson, 2006). This can be problematic and create conflicts. Nevertheless, taking into 
account the views of other parties is more objective and supportive. When employees change their mind about 
evaluations and start to see them as a development opportunity, they treat them with more interest. They can also 
be used in career planning (London & Smither, 1995). However, this method requires much more time than 
others. A dedicated software may be needed. Otherwise, in order to maintain objectivity, a third party such as an 
HR professional should hold the responsibility for carrying out the process. 

2.1. 360-degree feedback process 

Companies should first consider their readiness to apply this method. Preparation is the most important stage. 
Companies should take into account the current situation and the expectations from the new method. The needs 
of the new method should be evaluated first. Before starting, securing the support of top management is very 
important. In the beginning, giving the opportunity to subordinates to evaluate their supervisors can disturb some 
managers (Tyson & Ward, 2004). This may jeopardize further steps and reduce positive expectations of the 
method. Neither the size of the company nor the demographic characteristics of managers and employees are of 
concern. 

When the support of management has been secured, the second step is to determine the evaluation criteria. The 
targets should be very carefully and clearly shared with employees. The evaluation criteria should relate to the 
skills employees need for the tasks they do in their job. Exploring which skills are important and which are not is 
an important step in this process (Markham, Smith, Markham, & Braekkan, 2014). If the organization uses a 
competency evaluation model, this should be adapted for use in the 360-degree feedback method. If no 
competency model exists, then one should first be established. All competencies should be clearly stated and 
must be related to the job definition. 

The third step is selecting the tools for the evaluation. This defines how feedback from different parts will be 
obtained objectively. For the effectiveness of the method, the decisions made at this stage are very important. 
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Selecting the right feedback providers is key to success in the 360-degree feedback process (Rosti & Shipper, 
1998). This helps employees believe in the nature of the model. Like the performance evaluation procedure, 
different roles and the relations between them should be clearly stated. Feedback can be obtained by interview 
and survey methods. The survey method is widely accepted because of its objectivity and ease of use. It also 
brings structure to the process and gives an opportunity to compare reviews. Surveys must be developed in line 
with previously defined targets. The dimensions must be specific to the position. This is very important to give 
development opportunities to employees. They should understand their weaknesses and strengths clearly. With 
the help of an electronic system, the cost of the method can be kept low. However, taking responses can be 
difficult with an objective and blind system. 

2.2. 360-degree feedback providers 

The basic principal of 360-degree feedback is to collect feedback from many different sources. It therefore 
requires the participation of many different people. These sources may be within or outside the company. 
Employees also complete self-assessments as part of the process (Harris & Schaubroeck, 1988). 

a) Self-evaluation: The employee is in the centre of this method. Self-assessment is very important. This 
kind of feedback gives managers the opportunity to see how employees evaluate themselves, and also 
gives employees the option to state their views about their own skills and development. This helps 
employees compare their statements and comments of other feedback providers. In this way they can 
see their weaknesses and areas of development, prioritize their development needs, and understand their 
strengths (Atwater, Roush, & Fischthal, 1995). 

b) Managers’ evaluation: As in conventional methods, the 360-degree feedback method naturally requires 
feedback from managers. Besides first-line managers’, second-line managers’ evaluations must also 
feature in the process. This makes conclusions drawn from the comments of the first-line manager more 
objective, and prevents negative attitudes towards employees (Atwater & Waldman, 1998). 

c) Colleagues’ evaluation: Colleagues’ evaluation is important because colleagues share the same working 
environment. They encounter the same difficulties and carry out the same tasks. They may evaluate 
their colleagues more realistically than other parties. In some cultures, due to competition among 
employees at the same level, colleagues may tend to give negative comments about others. In some 
situations, however, they may also give more positive feedback because of friendships. Despite these 
factors, colleagues’ reviews should be included in the method (Barclay & Harland, 1995). 

d) Subordinates’ evaluation: One of the most innovative features of the 360-degree method is that it gives 
subordinates the chance to evaluate their managers. This is the complete opposite of conventional 
methods. The subordinates’ view is important, both in individual and in organizational development. 
This gives opportunities to employees and increases their commitment to the company. It also helps 
develop leadership skills in the company, because employees are in a good position to evaluate their 
managers’ leadership skills (Bernardin, 1986). 

e) Customers’ and suppliers’ evaluation: Another important contribution of the method is the obtaining of 
comments from suppliers and customers. All tasks in companies are done to achieve customer 
satisfaction; their evaluation is therefore important. In some positions employees work closer to 
suppliers than customers. In these cases, the suppliers’ view is important. They evaluate employees 
according to their speed and efficacy in their job (Atwater & Waldman, 1998). 

3. Method 

The study was carried out with the cooperation of a private bank during one of their training organizations in 
which 50 employees from different branches participated. As the 360-degree feedback method requires direct 
feedback from an employee’s subordinates, peers, supervisors, and customers as well as a self-evaluation, 
participants’ supervisors were contacted before the training and requested to state who would take place in this 
process.  For each employee, the contact lists included the first-line manager, the second-line manager, one of 
the peers, and five direct customers. The review of these parts were received before the training and one month 
after the training by survey method. A total of 900 surveys were obtained at the end of these two steps. 
Demographic characteristics of the employees are shown in Table 1. 
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Table 1: Demographic Characteristics of Participants 

Demographics f % 
  Role   
Mid-level Manager 1 2 
Supervisor 26 52 
Officer 23 46 
  Service Period   
0-1 23 46 
1-5 26 52 
6-10 1 2 
  Sex   
Male 47 94 
Female 3 6 
  Age   
20-25 24 48 
26-35 23 46 
36-45 3 6 
  Education   
Vocational School 2 4 
Bachelor’s 46 92 
Master’s 2 4 

The survey of the study was developed after a detailed literature research and consisted sixteen items those were 
adapted from Parasuraman, Zeithaml, & Berry (1985) as shown in Appendix A. Five-point Likert scales are used 
to measure the constructs. The obtained data were subjected to one-sample t-test and Kolmogorov-Smirnov test 
using SPSS software. 

4. Findings 

T-test analysis was used in this study. With this test, the means of two different groups are compared to see 
whether the difference between them is statistically significant or not. One-sample t-test analysis was used in this 
study, because there is only one group. The evaluations were compared before and after the training. As seen in 
Table 2, in all the different groups of participants, employees’ development was found to be significantly 
different after the training. Evaluations received one month after training were found to be better than those 
received before the training. Especially first-line managers’ evaluations were clearly more positive. This means 
that they accepted the development of their subordinates. 

Table 2: T-Test Results 

 participants t-value mean sig. 

… assessment  before after before after  
Employees’ 50 40.352 52.358 3.7460 3.9880 p < 0.01 
Colleagues’ 50 32.329 42.540 4.0338 4.2188 p < 0.01 
First-line managers’ 50 41.229 67.732 3.8738 4.4988 p < 0.01 
Second-line managers’ 50 39.749 57.983 3.9263 4.4188 p < 0.01 
Customers’ 250 120.787 132.566 4.1574 4.3846 p < 0.01 
 

The Kolmogorov-Smirnov (K-S) test was also used in this study to test the sample data to see whether it fitted a 
statistical distribution. With the K-S test, if the results are significant this shows a link between the sample and 
the chosen distribution. Here, the scores before and after training were compared. The hypothesis was as 
follows:  

H: There is no difference in employees’ level of development before and after the training.  

As seen in Table 3, only the results for the colleagues’ evaluation were not significant. This shows there was a 
significant increase in employees’ development because of the training. Managers observed this development in 
employees more than other evaluators. 
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Table 3: Kolmogorov-Smirnov Test Results 

 participants mean Kolmogorov-Smirnov  
Z-value sig. 

… assessment  before after before after  
Colleagues’ 50 4.0338 4.2188 1.620 1.430 p > 0.01 
First-line managers’ 50 3.8737 4.4988 1.240 2.220 p < 0.01 
Second-line managers’ 50 3.9262 4.4187 0.979 1.710 p < 0.01 
Customers’ 250 4.1574 4.3846 3.061 4.325 p < 0.01 
 

5. Discussion 

The focus of this study is on the use of the 360-degree feedback method for evaluating training performance. It 
suggests that this method may yield more objective and participative results than conventional methods, due to 
taking not only the views of supervisors but also those of other parties (customers, colleagues, and subordinates) 
into consideration. The study was carried out with the cooperation of a private bank during one of their training 
programmes, in which 50 employees from different branches participated. It was found that the results of the 
360-degree feedback method were positive and significant. The method is therefore suitable for evaluating 
training performance. Although receiving feedback from many different parties requires more time and effort 
than conventional methods of training evaluation, the 360-degree method can nevertheless represent a valuable 
tool in organizations to promote employee development.  

The 360-degree method for training evaluation is a very new concept, and as yet there are no companies using it. 
The analysis shows that this method gives significant results and can be used for evaluating training performance 
in a range of companies. It helps to provide a broader perspective and comparisons between different parties, 
including colleagues and internal and external customers. Training evaluation is very important, and companies 
should place adequate focus on it. There is a need for a really good method that gives correct results in order to 
help use budgets better and improve employees’ contributions and planning.  

Companies can generate their own method according to their own conditions. They should exclude side effects 
emerging from the specific trainer or the place or time of training. They should prepare to use this system by 
building a database of feedback providers. HR departments should work with managers and employees. If 
employees find that this system helps them in their development, then they will start using it efficiently. 
Customers will also be happy to evaluate people they work with. 
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Appendix A 

 Please rate the employee according to;  

1. Doing tasks right and on time. 
2. Having sufficient information and experience regarding his job. 
3. Quality of the service he gives. 
4. Being curious and cheerful. 
5. Working without mistakes. 
6. Providing additional information to customers. 
7. Obeying dress code. 
8. Solving problems. 
9. Following up the tasks assigned to him. 
10. Being polite and kind. 
11. Communicating effectively. 
12. Addressing customers/colleagues in appropriate way. 
13. Having positive approach to his customers/colleagues. 
14. Puttting decent effort to undestand his customers/colleagues. 
15. Giving detailed and sufficient reponses to his customers/colleagues. 
16. His attitudes to customers/colleagues. 
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