
 Using 360 Feedback
An Advice Guide from Propel International



360 Feedback can be a very 
powerful development tool, or a 
dreaded, demotivating process. 
The difference is in effective 
implementation. We hope that 
this advice guide supports you in 
delivering 360 Feedback that is 
motivational and influential.
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360 Feedback questionnaires are one of the 
most widely used development tools across 
organisations globally. Using these tools, 
individuals can receive structured feedback 
on their performance from others they 
interact with at work, based on key role-
relevant behaviours. 

Those providing feedback typically include 
peers, managers, direct reports and 
sometimes clients and other stakeholders. 
Whilst often used for management 
roles, 360 Feedback can provide helpful 
insight for individuals at all levels of an 
organisation who work closely with others. 
360 Feedback, when well-managed, can be 
extremely valuable for both individuals and 
organisations.

This advice guide provides information 
about how to best benefit from 360 
Feedback, including guidance on: 

What are the benefits of using 
360 Feedback?

How can 360 Feedback be best 
implemented?

What are the next steps after a 
360 Feedback process?
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What are the benefits of 
using 360 Feedback?

1

There are several benefits to using 360 Feedback for both individuals and organisations:

1. Providing valuable information to support 
   personal development: 

The defining characteristic of 360 Feedback is that 
it captures information from multiple sources. This 
means individuals can get a view on their overall 
strengths and development needs from several 
perspectives, and also gain valuable insight into 
differences in how these groups perceive them. 

2. Ensuring feedback is gathered in a structured, 
    constructive, and role relevant way:

In many organisations, people are unwilling or unable to 
provide feedback in a way that can support individual 
development. 360 Feedback questionnaires provide a 
mechanism to both capture feedback that is relevant 
to the role and communicate it in a way which is helpful 
and accessible for individuals.  

3. Understanding how they work rather than what 
    they have achieved:  

Whereas traditional performance reviews typically 
focus on whether or not objectives have been met, 
360 Feedback provides information on how the 
individual works based upon key behaviours.  This can 
provide valuable information to support development 
discussions between individuals and their managers.

1. Understanding collective strengths and 
    development needs: 

In addition to understanding individual development 
needs, group reporting of 360 data can provide 
information about where strengths and development 
challenges exist in particular teams or departments, 
or across the organisation as a whole.  This can help 
in planning development interventions and support 
succession planning.

2. Creating a performance and feedback culture:

360 Feedback can be a good mechanism for fostering a 
performance culture in the organisation, by creating a 
collective responsibility for development. 

3. Enhancing collaboration:

Because of the nature of 360 Feedback, it helps 
individuals understand how others perceive them and 
identify barriers or issues that are affecting collaboration.

4. Embedding desired competencies and behaviours:  

360 Feedback can be an effective way of ensuring 
a collective understanding of the organisation’s 
competencies and ensuring the relevance of 
performance discussions around these.

For Individuals: For Organisations:
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How can 360 Feedback be 
best implemented?

Implementation of 360 Feedback

2

Traditionally, 360 Feedback questionnaires have been used for management and leadership development, 
capturing the views of subordinates as well as others. However, individuals do not need to have direct reports to 
be able to gain insight, which can be equally valuable from peers, customers, or managers. 

Because of the nature of how data is collected in 360 Feedback questionnaires, the method lends itself most 
directly to development purposes and not to decision-making. Raters are much less likely to provide honest 
responses when the 360 Feedback questionnaire informs a selection or promotion decision, as opposed to an 
objective that is purely about personal development.  

1. Deciding on Purpose

As indicated above, it is really important to be clear 
about the purpose of any 360 Feedback process from 
the start and ensure that this informs decisions about 
its implementation.
  
2. Deciding on the Questionnaire Content

A key decision is about what the questionnaire will 
measure. There are a few decisions to be made here: 

a. Off-the-shelf & ready-to-use vs. custome & 
    tailored 360:  

360 Feedback questionnaires typically fall into 
two categories:  1) those that are off the shelf 
and are based around a particular vendor’s 
model or competencies, and which contain 
pre-set statements to measure the desired 
behaviours and standard reports; and 2) tailored 
versions in which an organisation uses their own 
competencies, statements, and other adjustments 
to the design aesthetic of the survey and the 
feedback report.  

Ready to use versions typically have the advantage 
of being lower cost and based around well-
validated and researched competencies and can 
also be used almost immediately. However, they 
will not be aligned to an organisation’s specific 
framework so may not be measuring all relevant 
behaviours. On the other hand, tailored versions 
are specific to an organisation and are likely to tap 

directly into the relevant behaviours for a given 
role and context, however,  they are likely to be 
more expensive and take longer to set up. 
 
b. The Quality of Statement Design:  

When designing 360 Feedback questionnaires, 
care should be taken when creating the 
behavioural statements. For example, 
statements that measure multiple behaviours 
can be difficult for raters to respond to and for 
feedback recipients to interpret, and statements 
should effectively capture key organisational 
competencies and values. There is real skill in 
quality statement design, so whether you are 
using a ready-to-use tool or developing your own, 
the design process should follow best practice to 
ensure accurate measurement and maximise the 
value of the 360 Feedback.

c. Selecting the Rating Scale:  

Many different rating scale options can be used 
in 360 Feedback questionnaires. Some asking 
raters to rate the effectiveness of an individual 
on a particular set of behaviours, some asking 
how frequently certain behaviours are generated.  
Both are valid approaches, but care should be 
taken to design/select a rating scale that is easy to 
use and interpret.  

d.  Deciding on Free Text Questions: 

 Free text questions in 360 Feedback 
questionnaires can be very valuable, in that they 
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allow the raters to provide details to add context 
to the ratings they have provided. This feedback 
can be very helpful if provided in the right way 
and serves to provide examples to illustrate what 
would otherwise be quantitative interpretation.  
However, they also have a potential risk in 
that they allow raters to provide unqualified, 
anonymous information about a participant 
which may have the potential to be demotivating 
and negative. So, whilst free text questions are 
valuable, we recommend using them with caution, 
and making sure that they direct the rater to 
specific areas e.g. what the participant should 
start doing, stop doing, or continue doing.

e. Designing the Report: 

The vast majority of 360 Feedback questionnaires 
are delivered online. The main differentiator 
between 360 offerings is the quality of the 
report containing the results.  Clear and easily 
interpretable reports can be hugely beneficial to 
the feedback process. In reviewing any 360, it is 
important to consider the quality of the reporting 
as it is here that the real value lies. 

3. Administering the Questionnaire

The first step in administration is ensuring that all 
stakeholders involved understand their roles and 
responsibilities. The following is a list of roles that are 
crucial in delivering an effective 360 questionnaire:

1. Administrator

The administrator is the person or the team 
responsible for setting up a 360 questionnaire 
and assigning access to the chosen recipients.

2. Recipients / Participants

The recipients or participants are the focus of 
the questionnaire ratings. They usually complete 
a self-evaluation version of the 360 questionnaire 
to enable them to see how their own self-
perceptions differ from those of their chosen 
raters. This can highlight important hidden 
strengths or blindspots.

3. Raters

The raters are invited to provide feedback on 
the recipient by completing the same survey. 
A recipient usually invites 8 - 15 raters. The 

composition is typically made up of their 
manager, peers / colleagues at a similar level, 
direct reports, and sometimes clients or other 
stakeholders.

The recipient should have full involvement in 
identifying who they think is in the best position 
to comment on their performance.  To get 
the most of 360 questionnaire experience, 
selecting the right raters is crucial. They 
should be individuals who will provide different 
perspectives, including constructive feedback.

360 Feedback typically promises full anonymity 
to raters to avoid the identification of individual 
ratings or comments.

The raters should give honest and constructive 
feedback, avoiding common pitfalls such as ‘halo 
effect’, leniency, and recency.
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The next phase in administering the questionnaire is 
to establish the step-by-step process. A typical 360 
Feedback process usually includes the following steps:

1. Initial creation or selection of 360 Feedback 
questionnaire and report.

2. Communication from higher management to all 
involved stakeholders.

3. Project launch by senior leadership to 
garner full buy-in and commitment from all 
stakeholders, communicating the purpose of 
the 360 Feedback process.

4. Communication with the participants/recipients 
to ensure they understand the whole process 
and the feedback they will receive.

5. Recipients identify and invite their raters. 
The rater list may require approval by an 
administrator before invitations are sent.  
Raters should be a representative cross-section 
of individuals, and should ideally have had the 
chance to work with the recipient for at least 
6-months or more.

6. Recipients complete the self-evaluation version 
of the 360 tool and raters complete their 
ratings.

7. Once all required raters have all provided 
feedback, the 360 Feedback report is released 
to the recipient or coach. 

8. A feedback session takes place between the 
recipient and consultant/coach to discuss the 
report and agree on development actions.
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One important aspect when 
administering a 360 Feedback 
questionnaire is timing. One week is 
recommended for individuals to select 
their nominated raters, and two-three 
weeks for raters to complete the 
questionnaire. A one-to-one feedback 
session should be scheduled soon after 
the questionnaire is completed to allow 
for data to be current. Other timing 
considerations include:

1. When to launch a 360 
   questionnaire:

The questionnaire should take 
place when most of those involved 
will have time to give it a proper 
attention. This means avoiding 
times where staff might get busy 
such as before long public holiday 
or end of the financial year.

2. Phasing of 360 
   questionnaires during the 
   year:

Through the year it may be 
necessary to avoid placing 
too great a rating burden on 
individuals at any one time. For 
example, a middle manager 
could be invited to provide rating 
themselves, and in giving ratings 
as a direct report, peer, manager, 
and internal customer.  To avoid 
rater fatigue the company should 
consider the frequency with which 
individuals have to act as raters.

3. The time allocated for rating:

A reasonable amount of 
time should be allowed for 
raters to complete all the 360 
questionnaires, ensuring that 
ratings remain reflective of 
current performance.. Two 
or three weeks is usually an 
appropriate length of time.
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What are the next steps after 
a 360 Feedback process?

3

To get the most out of a 360 questionnaire process, it is 
strongly recommended that the results and report should be 
delivered alongside a feedback session. The output from a 360 
Feedback process may reveal information that the participant 
may find upsetting or surprising. Therefore, a guided reveal of 
the feedback by a skilled and trained facilitator, with careful 
discussion about what it means, is vital for most recipients. 
 
When facilitating a 360 Feedback debrief, the coach / consultant 
should highlight what the recipient does well and what aspects 
of their performance could be improved, while keeping in mind 
that this review should not be a balancing act, sandwiching bad 
and good reviews – there is only useful feedback. The point 
of a 360 Feedback questionnaire is to focus on actionable 
feedback. When facilitating the feedback discussion, the goal 
of the meeting should be to help the recipient digest all the 
information that is coming their way and identify actionable 
areas for change, improvement, and development.  At the end 
of the review, an individual development plan (IDP) could be 
agreed to improve or change key behaviours and develop new 
skills. Finally, the conversation, the plan, and any resources the 
recipient will need going forward should be documented.

To summarise, there are several post-administration actions 
that should be included: 

1.  A feedback session to facilitate understanding of the 
report should be scheduled to 60 or 90 minutes.

2. The 360 Feedback report should be given to a 
designated coach / consultant that will read through and 
deliver the feedback session.

3. The recipient should take ownership of whether and 
when to share the report with their manager.

4. A trend analysis can be done, while maintaining 
anonymity and confidentiality of the raters and 
recipients, to look for key findings that will aid the talent 
initiatives of the organisation.
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Follow-Up &  Behavioural Change

Following the facilitated 360 Feedback 
session, the organisation and individual 

managers should support the individuals’ 
development plan and behavioural change 

objectives.  A repeat 360 Feedback questionnaire 
process is recommended to measure behavioural 

change and evaluate progress against development 
goals.  This should happen between 12 - 18 months 

after the initial 360 Feedback questionnaire to allow 
time for the raters to perceive any changes made. 

The repeated process could include all behavioural 
statements in the first 360 Feedback questionnaire 

or could feature a sub-set of behavioural statements, 
specific to the individuals’ development plan and 

expected behavioural change.
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Visit us at www.propel-international.com/360 for more and contact us at info@propel-international.com to 
launch 360 feedback programme for your business.
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