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Introduction 

It’s widely accepted that listening to and engaging with your staff can 
be a practice that yields great dividends. Companies with engaged 
employees return 14% per year on each pound invested, when the 
overall market return is only 6% per year. Forward thinking 
organisations use feedback from their managers and staff to help 
improve organisational performance and productivity.  
  

Implementing a 360 degree feedback process can be a very effective 
way of gathering insight and information from a range of different 
stakeholder groups in your organisation. Organisations that implement 
360 degree feedback processes see benefits that include better 
communication, demonstrably improved productivity, improved 
employee motivation, satisfaction and engagement, more effective 
training and development programmes and stronger organisational 
performance. 
  

360 degree feedback can be used in a variety of industries and by any 
type of organisation. 
  

This document includes some guidelines to help you think about how 
you can use feedback from your managers and staff to help you 
manage your organisation more effectively. Read on to find out how 
360 degree feedback can improve your organisational performance. 
 

If you have questions, or would like to find out more, contact us now or 
download our free white paper, “Why Use 360 Degree Feedback?”. 
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GREAT MANAGEMENT GUIDELINES: 
Staff Feedback Health Check 
1. Does your organisation have a process in place to monitor the 

performance of your managers and staff? 

 

Performance management monitoring provides a wealth of 
information about the levels of individual, team, department and 
organisational performance. It’s the kind of insight no successful 
organisation should be without. Successful organisations use the 
feedback from this type of evaluation system extensively. 

 

2.  Does your organisation offer managers and staff a convenient 
way of providing performance feedback on themselves and  
their colleagues? 

 

A performance feedback process encourages managers and staff 
to give each other (and the organisation as a whole) honest, 
constructive feedback. Implementing a feedback process like this 
need not be difficult and the benefits far outweigh the costs. 
Online tools make it easy to design and implement feedback 
questionnaires quickly, easily and cost effectively. 
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3.  When gathering performance feedback from your managers and 
staff, do you use a standard, ‘off-the-shelf’ set of survey 
questions, or do you use a tool that can be customised to suit 
your organisation’s needs? 

 

For maximum effectiveness, feedback tools that can be readily 
customised to meet your organisation’s needs will encourage your 
managers and staff to express their views on issues that are 
important to them. Surveys that are relevant to their roles, job 
levels and areas of work are more likely to generate an enthusiastic 
response. Standard surveys can sometimes discourage user 
participation because employees feel the survey does not relate to 
them.  

 

4.  Is your performance appraisal process based on a well 
documented and clearly understood skills and / or competency 
framework? 

 

Having this as the basis for management assessment feedback 
makes the conversion to an online process very straightforward. 
The wording of each of the competencies is easily adjusted to 
become a set of statements within a questionnaire that 
participants can score their performance effectiveness against. 
These can be grouped into performance-related themes, thus 
allowing the simple summary of results. Making the transition from 
this to a 360 assessment process where multiple participants rate a 
candidate’s performance is even simpler still! 
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5.  How many questions do you think should be included in a 
questionnaire that’s designed to gather performance feedback 
from your managers and staff?  
 
The length of any questionnaire is an important consideration. 
The more questions that are included, the greater the chances of 
respondent fatigue and the higher the risk you’ll receive 
incomplete questionnaires. Questionnaires that are too short 
run the risk of not gathering enough information for your results 
to be meaningful. Designing a good questionnaire can be a 
balance of art and science. If you’re in any doubt about how long 
your questionnaire should be, it’s probably best to consult an 
independent third party or your survey process provider for 
expert advice. There are also many clever options that can be 
used to reduce the apparent scale of a questionnaire when using 
online technology. 

 
6. Should your performance feedback questionnaire use clearly 

defined, structured answers only, or should the questions be 
open-ended / narrative? 
 
There are many schools of thought on this. To a large degree, it 
depends on what the reporting is required to produce and how 
much effort needs to be applied during the analysis process to 
produce this.  
 
Where respondents provide freely expressed narrative feedback, 
this can be enormously rich in content, but in large volumes it is 
practically impossible to analyse so that easy comparisons can be 
made. There is also the risk of respondent fatigue setting in as 
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relatively few respondents are inclined to spend a lot of time 
typing detailed responses.  
  

Any questionnaire should provide the respondent with at least 
one or two opportunities to express their view on a main topic in 
their own words. Ideally, answering open-ended questions 
should be optional if the rest of the questionnaire can be 
designed to acquire the key data without these additional 
insights. 

 

7. How do you think organisations should use the feedback from 
360 degree reviews? 
 

The drivers for undertaking any form of appraisal where 
individuals are required to provide performance-related 
feedback on themselves and/or their peers need to be clear so 
that the design of the process thereafter can ensure the 
requirements are fulfilled as efficiently and effectively as 
possible.  
  

360 degree reviews can be used for a wide range of reasons. 
These include: 
  

• Reporting on staff productivity across the organisation 
• Reviewing and adjusting remuneration 
• Checking for and correcting performance-related issues 
• Providing the basis for ongoing staff learning and 

development programmes 
  

Any or all of the above objectives can be achieved when the 
results of staff assessments are married with the relevant review 
processes in an organisation. 
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8.  Who in your organisation should participate in a 360 degree 
feedback exercise first? 
 
Ideally, the process should be piloted by a representative group 
of as many main roles and levels within the organisation as is 
practical prior to implementation. It’s even better if the pilot 
group includes senior management representatives so that they 
can show their commitment to and support for the project. This 
helps them to have the benefit of first-hand experience of the 
process so they can encourage and support their teams in turn.  
 
Having seen senior management involved in the process, it’s 
more likely the rest of the team will take the project seriously 
and participate enthusiastically.  

 
9. How should you communicate the results of a 360 degree 

feedback process once you have analysed the data?  
 
One of the keys to implementing 360 degree feedback 
successfully is to make sure you share the results appropriately, 
as soon as possible. Participating in the process naturally creates 
a degree of expectation on the part of the participants and it’s 
important to retain trust on the part of the staff by ensuring that 
the output is arrived at and shared as quickly as possible.  
  
How and to whom the information is shown depends to a 
degree on how open and transparent the organisation’s culture 
is. Balancing the dissemination of results against confidentiality 
issues is critical. Getting this wrong can severely undermine the 
360 process. 
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This doesn’t mean, however, that it’s necessary to communicate 
the results in the same format to everyone. Set clear goals at the 
beginning of the process about what you’re going to 
communicate, when and to whom. Effective communication will 
probably be very different for each organisation, so it’s 
important that you draw up a communication plan that’s right 
for your organisation. 

 
10.  Who should be responsible for following up and making sure 

that something actually happens in your organisation as a 
result of implementing 360 degree feedback? 
 
To facilitate real change, an organisation needs to make the right 
tools and support available to help candidates take constructive 
action based on the feedback they have received. Candidates 
shouldn’t, however, be solely accountable for setting specific, 
action-orientated development goals and driving their own self 
development. This behaviour needs to be actively encouraged 
and supported at all levels of the organisation. Checks should be 
made to ensure this is taking place so that individuals aren’t 
victims to ‘falling through the cracks’. This may be a role that the 
HR department plays across the organisation. 
  
Once the process is repeated on an ongoing basis, candidates 
can track their progress over time. This also helps the 
organisation to measure whether the right things are being done 
to sustain and improve performance and of course to show clear 
ROI on learning and development programmes. 
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Conclusion 
 
If you are implementing 360 degree feedback for the first time, be 
aware that it can take time for managers and staff to buy into the 
process. Change can be intimidating, and you may initially encounter 
resistance to the 360 degree feedback concept. Employees may feel 
uneasy giving feedback, especially if they are rating their manager,  
or the evaluation is related to pay increases and rewards. Set a  
clear anonymity / confidentiality policy, communicate it clearly  
and always respect these rules.The benefits, however, make  
persevering worthwhile. 
  
360 degree feedback can highlight organisational strengths and 
weaknesses. The process encourages managers and staff to 
communicate more openly and honestly about performance, which 
fosters better working relationships, more collaboration and better 
teamwork. It also allows candidates to have a more structured 
approach to, and better control over, their own development. 
  
Strong organisational performance requires great management. Key 
inputs into great management are insight, knowledge and 
awareness. 360 degree feedback gives organisations the tools they 
need to improve their management practices and, ultimately, the 
overall performance of the organisation. 
  
If you have questions, or would like to find out more, contact us now 
or download our free white paper, “Why Use 360 Degree Feedback?”. 



About 360 Degree Appraisals 

In a 360 degree appraisal, an individual rates their own performance 
and receives feedback from a collection of managers, peers, direct 
reports and sometimes even customers and clients. This 
comprehensive review gives individuals insight into how their 
behaviour, actions and attitude are perceived by those around them. 

  

Survey responses are usually collected electronically. Where 
participants may not have easy access to a computer, responses can 
also be captured in hard-copy and entered electronically. The data is 
analysed and collated into a report that includes a variety of charts, 
tables and ‘traffic light’ coloured indicators which emphasise positive 
and negative issues. Feedback is usually given to the individual face to 
face, sometimes by an external facilitator or coach. 

  

360 degree appraisals can be conducted at all levels in an organisation. 
They can be used as stand-alone interventions, but are often more 
powerful when they are part of an integrated, comprehensive people 
management and development strategy. 
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About SurveyShack 

SurveyShack specialises in developing and running flexible feedback and 
reporting systems that are designed to make collecting, analysing and 
reporting on data efficient and cost effective. 

  

We use our own unique technology to automate questionnaire design, 
deployment, response collection and collation, data analysis and reporting. 
Feedback can be collected via multiple mediums such as web, email, or 
paper questionnaires. 

  

We have helped a broad range of clients across several industries to gather 
insight about their customers, their staff, their products and issues that 
affect their businesses. We’ve helped organisations to: 

  

• Understand and benchmark customer satisfaction levels 

• Gather market research data from niche sectors 

• Conduct reader surveys and audience polls  

• Collect employee and member feedback 

• Evaluate events 

• Assess new products prior to launch 

• Develop pricing, distribution and packaging strategies 

• Measure brand awareness and advertising effectiveness 

• Implement 360 degree appraisals of leadership and management teams 

• Learn about current and desired organisational skills  

• Identify training needs 

• Measure organisational stress and well-being 

  

We are accredited by the Market Research Society (MRS). 
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Contact SurveyShack 

United Kingdom 

Mountbatten House 

Fairacres 

Windsor 

Berks 

SL4 4LE 

  

Tel: +44 20 7112 1960 

Fax: +44 121 275 6134 

 

UK Freephone: 0808 909 8035 

 
 

 

South Africa 
5 Harbour View Centre 
Harbour Road 
Port Alfred  
6170  

 

 
Tel: +27 46 624 5991 

Fax: +27 46 624 5706 

 
info@surveyshack.com 
www.surveyshack.com 
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