
Who is going through the 
360 feedback process? 

Usually, 360 surveys are administered in groups. Most 
organizations cascade them down the organization in 

waves starting with the executive team one month, VPs 
the next, and so on. 

Explain your ROLL-OUT PROCESS and who is involved. 
That way, participants don’t feel like they are being singled 

out when the 360 survey email shows up in their inbox. 

Additionally, let them know that this is for their development.

Before you use 360 feedback in your organization, make 
sure you have properly set expectations with all participants 

and raters involved. Here are the five questions that you 
must answer before you press send to distribute 360 

surveys to your leaders.

5 Questions
to Prepare for
360 Feedback

Who chooses raters?
Best practice is to allow the PARTICIPANT, the person 

receiving the feedback, to choose his or her raters (boss, 
peers, direct reports, etc.).  Their manager and/or HR can 

then review the list and make any edits. 

By choosing their own raters, participants are more receptive 
to the feedback knowing they had a say in who participated.
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What am I expected to do 
after getting my report?

Participants should CREATE A PERSONAL ACTION PLAN 
and share it with their boss. Even if the boss does not see 
the individual’s report, this will BUILD ACCOUNTABILITY 

into the process. 

The outcome is for the individual to GAIN AWARENESS 
about their leadership effectiveness and to commit to one 
or two GOALS for improvement. Some organizations incor-

porate these goals into the leader’s performance goals.

Who will see 
the report? 

Think about it. You thought you would be the only one 
to see your results but then you find out your report has 

been shared with HR, your boss, and your boss’ boss. 
That adds a significant amount of unexpected weight 

to the process for the individual. 

If this is the first time you have used 360 surveys, we 
recommend that report go only to the PARTICIPANT 
and the PERSON THAT WILL DEBRIEF the results. 

If others will see the report, communicate 
that information at the beginning of 

the process.

Who will debrief the 
results with me?

Every 360 feedback participant should have a one-on-one 
debrief of the results. This can be done by a trained internal 
HR PROFESSIONAL, EXTERNAL COACH, BOSS, or PEER. 

This allows the individual to process the results and 
create an action plan. 

Make sure it is clear who will conduct the 
debrief session and when.


