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Executive Summary - Insights

Objectives of this report:

Ÿ To provide insight about how organizations use 360 degree feedback and 

the process adopted for it.

Ÿ To provide insight on the critical factors that contribute towards success of 

360 degree feedback.

Report focuses on 5 areas:

Ÿ Application of 360 degree feedback

Ÿ Practices in administration of 360 degree feedback

Ÿ Design and process of 360 degree feedback

Ÿ Outcome of 360 degree feedback

Ÿ Factors affecting 360 degree feedback success
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Ÿ Good number of companies (77%) had shared report of 360 degree 

feedback with the feedback receivers where in the report sharing was often 

conducted by internal HR team (52%) and in some cases by external 

consultants (29%) and managers (16%).   

Ÿ Fairly large number of employees (89%) were satisfied with 360 degree 

feedback process adopted by the company. The companies also reaped the 

benefit of the feedback process in form of employee development, improved 

coordination between departments and transparency in working. 

Ÿ The key factors that were considered critical for 360 degree feedback 

process were; clear purpose and communicating it with the stakeholders, 

commitment and accountability of all stakeholders, adequate use of report 

for development of employees, organisation culture that promotes openness 

in giving and receiving feedback and, linkage of 360-degree feedback with 

other HR processes.

This report also presents best practices and suggestions that can help in proper 

planning and execution for positive impact of 360 degree feedback process. 

The best practices and suggestions are derived based on a review of literature 

that addresses 360-degree impact and behavioral change.

Key Findings from the report:

Following are the key findings of the survey;

Ÿ 65% of companies had used 360 degree feedback process.

Ÿ These companies had used 360 degree feedback majorly for employee 

development and performance appraisal.

Ÿ There was very less usage of feedback process for junior management (27%) 

and executives (17%). Companies had largely used it for senior (97%) and 

middle (60%) management level employees.

Ÿ Over a period, 360 degree feedback process had become an integral part 

of HR initiatives and was carried out every year or two years by number of 

companies.

Ÿ Large number of the companies (90%) had started aligning feedback 

process with their business and thus used organisation specific 

competencies/ assessment parameters for assessment instead of using some 

standard competency framework. 

Ÿ Increasingly internal HR team was involved in designing and conducting 

360 degree feedback process. There still were equal number of companies 

(50%) who roped in external consultants for the same. 

Ÿ Technology took over manual approach for feedback process and 93% of 

the companies had used online mode of assessment. 

Ÿ Ironically there was less involvement of feedback receivers (25%) in selection 

of feedback givers for themselves. Companies had gone more by decision 

of management and HR team for this. 
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In today's changing and volatile world, organizations are continually looking 

for ways to improve performance, and satisfy the demands of all stakeholders. 

Achieving this almost inevitably involves change, which then becomes the 

pivotal dynamic for success.

For an organisation to evolve the people working within it will have to adapt; 

and for this to be successful, they first of all need to know what it is about the 

way they are currently performing that needs to change.

This is where 360 degree feedback is playing a growing role in organizations 

through its ability to provide structured, in-depth information about current 

performance and what will be required of an individual in the future to enable 

detailed and relevant development plans to be formulated.

Introduction
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Professionally managed 360 degree feedback increases individual self-

awareness, and as part of a strategic organisational process can promote:

Ÿ Increased understanding of the behaviours required to improve both 

individual and organisational effectiveness.

Ÿ More focused development activities, built around the skills and 

competencies required for successful organisational performance.

Ÿ Increased involvement of people at all levels of the organisation.

Ÿ Increased individual ownership for self-development and learning.

Ÿ Increased familiarity with the implications of cultural or strategic.

Many organizations today use 360 degree feedback as a part of various talent 

management processes. It is a very powerful and sensitive process. Despite the 

popularity of 360-degree feedback, meta-analytic findings suggest that these 

interventions can lead to a significant change in behavior but the effect sizes 

are typically modest and when done poorly may lead to both disengagement 

and a decline in performance. When not managed well, it may cost both the 

individual and the organisation. 

Thus while implementing 360 degree feedback, organizations should keep in 

view various factors for its success and to make the best out of this process.
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Research Methodology

The report is based on data from an online survey conducted in May 2017 by 

NAMAN team. There were 40 respondents representing 35 Organizations 

who participated in the survey.

A survey was designed based on the literature review. Based on this the report is 

constructed under following themes:

 1. Application of 360 degree feedback

2. Practices in administration of 360 degree feedback

3. Design and process of 360 degree feedback

4. Outcome of 360 degree feedback

5. Factors affecting 360 degree feedback success
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Respondents by Sector

Chemical & Pharmaceutical

Services (Finance, Management & IT)

Engineering & Construction

Others 
(Ports & Shipping, Rubber & Plastic, 

Textile & Garment, Auto & Ancillary)

34%

14%

12%

40%

Fig. 1: Participating Companies

Companies using 360 Degree Feedback

35%
(Not Using)

65%
(Using)

11%

46%

32%

Less than 

1 year 

1 to 3 

years 

4 to 10 

years

More than 

10 years

Fig. 2: 360 degree feedback usage by companies

In survey the highest representation was of Engineering & Construction (40%) 

and Chemical & Pharmaceutical (34%) industry sectors.

Ÿ 65% companies had used 360 degree feedback process wherein still 

significant number of companies (35%) had not used it in their organisation. 

Ÿ Very few companies (11%) had initiated the feedback process before 10 

years. 46% companies started using it in past 1 to 3 years.

11%

Years of usage of 360 DF
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Results / Findings
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Ÿ Considerable number of companies (63%) had initiated feedback process 

as a part of new HR initiative or to identify developmental needs of its 

employees (30%).

Ÿ In certain situations, it was started to address findings of employee survey 

(17%). 

Reasons for initiation

Fig. 3: Reasons for initiation of 360 degree feedback

Ÿ 58% of the companies had used feedback process for developmental 

purposes like training, coaching, mentoring, etc. Few companies (10%) had 

used it as a tool for training needs identification.

Ÿ It had also been used during Performance appraisals (22%) and Succession 

planning & Internal transfer (10%).

Development Performance 

appraisal

Succession planning

& Internal transfer 

Training need 

identification

58%

22%

10% 10%

Applications

Fig. 4: Application of 360 degree feedback

17 18

Part 1: Usage of 360 degree feedback

Best practices and Suggestions:

New Initiative by HR

Management decision

Identify Developmental Needs

Outcome of Employee Survey

63%

17%

40%

30%

Best practices and Suggestions:

360 degree feedback process can be used to;

Ÿ Enhance the critical competencies of managers for competitive 

performance based on feedback of stakeholders.

Ÿ Develop open channels of feedback when people operate in vacuum 

which can enable in serving customers better.

Ÿ Develop a different culture that emphasizes continuous feedback and 

improvement when organizational hierarchy may have become rigid or 

less effective.

Most often companies use 360-degree feedback process for  purposes like;

It is essential for an organisation to be prepared for and attain some maturity 

level when initiating 360 degree feedback process. It may not be wise to 

initiate 360 degree feedback just because others are doing it.

Organizations with different cultures and countries and, multinational 

organizations should take sufficient care while initiating 360 degree 

feedback process for its workforce in different countries. They should 

prepare their employees well to understand and be sensitive towards 

cultural differences before initiation of feedback process.

Ÿ Management development

Ÿ Selection/ succession planning 

Ÿ Training needs identification

Ÿ Performance management

Ÿ Career development



Part 2: Practices in Administration of 360 degree 

feedback

97%

60% 17%

Ÿ 36% of the companies conducted 360 degree feedback every two years 

and 29% carried it out every year or as and when required.

Ÿ 7% companies carried it out half yearly.

Fig. 5: Employee coverage in 360 degree feedback

Senior management

Middle management

Junior management

Executives

27%

19 20

Employee Coverage

Ÿ While companies had used 360 degree feedback for multiple levels of 

employees, less focus was given on junior management (27%) and 

executives (17%) when formal feedback process was concerned.

Ÿ 97% of the companies had used 360 degree feedback process for senior 

management. Besides, it was adopted for middle management (60%) too. 

Best practices and Suggestions:

Senior level employees could be the first group to receive feedback. Their 

commitment and willingness to take part and receive feedback non-

defensively can set a positive tone for others, be a role model and create 

buy-in for teams below.

Some companies as well administer 360 degree feedback to horizontal 

group of managers. This has the potential to send a powerful message of 

openness and receptivity throughout the organisation. Thus cascading the 

process from top to bottom will aid in involving all and creating an open 

culture that encourages feedback and development.

In some case if only one manager 'needs' feedback, it is suggestive to start 

with a group. Then, everyone in it is together and 'one' is not singled out or 

does not have unfavorable impact. 

Frequency of Assessment

Half

Yearly

Yearly Every two

years

As & when

required 

7%

29%
36%

29%

Fig. 6: Frequency of 360 degree feedback 

Feedback should be an ongoing, day-to-day process that helps employees 

manage performance and contributes to keeping an organization healthy 

instead of a once-a-year event.

Besides, a 360-degree feedback process should be repeated over time – 

typically 8 to 12 months later. When supportive feedback is given to 

individuals with an opportunity to learn and practice new behaviors, it helps 

to provide them new feedback to assess change in behavior and identify 

future challenges.

Best practices and Suggestions:



Ÿ 90% of companies had used organisation specific competencies/ 

parameters for assessment. 

Ÿ Only 10% had used other standard competency framework for assessment. 

Assessment Parameters

Fig.  7: Assessment parameter used for 360 degree feedback
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Standard Competency Framework

Organisation Competency Framework

10%

90%

Best practices and Suggestions:

For effectiveness of 360 degree instrument, it is essential to consider 

following aspects about the assessment parameters;

Ÿ Competency framework should align with the specific goals of the 

initiative.

Ÿ There should be use of organizationally developed assessments and its 

parameters that have adequate psychometric properties (i.e. reliability 

and validity).

Ÿ Parameters should be relevant to the jobs of the participants taking part in 

it and be in line with organisation's culture and values.

Ÿ Questions/ statements should relate to the competency or area being 

assessed.

Assessment Parameters Aligned with Business



Part 3: Design and process of 360 degree 

feedback

23 24

Designing and Execution

External 

Consultant

Internal 

HR 

Team

50%50%

Ÿ Companies had taken equal support from External Consultants and Internal 

HR Team (50%) while designing and executing 360 degree feedback. 

Fig. 8: Designing and conducting 360 degree feedback

Best practices and Suggestions:

The team (internal or external) designing and managing 360 degree 

feedback should have; 

Ÿ Familiarity with designing principles and assessments. 

Ÿ Knowledge and competence in the use and interpretation of 

assessments.

Ÿ Adequate measurement and statistical expertise to fully explain and 

interpret results to feedback receiver. 

While designing questionnaires and rating scales following aspects should 

be looked at;

Ÿ Reviewing the technical qualities (reliability and validity) of the instrument 

at the early stages of the process.

Ÿ There should be appropriate minimum number of statements included to 

achieve the purpose of the exercise and which relate to actual job 

performance. There should be opportunity for free-text comments.

Ÿ Questionnaire should be user-friendly, clear, make sense to people, and be 

easy to complete in limited time (15 to 20 minutes).

Ÿ There should be use of consistent and a 'non-judging' scale that gives 

useable feedback.

Ÿ The rating scale should offer respondents the opportunity to indicate where 

they have not had the opportunity to observe behaviour, or where the 

behaviour is not relevant to the job, so as not to force them to guess.

Ÿ Satisfaction or effectiveness can be better over frequency scales (e.g., 

“never” to “always”).

Ÿ Short (less than three) and long (greater than seven) response scales are 

generally less reliable and popular in practice. 



Mode of Assessment

Paper - Pencil

Online

7%

93%

Ÿ Increasingly technology had taking over manual approach for 360 degree 

feedback. 93% of companies used online method for conducting 360 

degree feedback. 

Ÿ A few companies (7%) used paper-pencil approach to capture 360 degree 

feedback.

Fig. 9: Mode of assessment used for 360 degree feedback

Selection of Feedback Givers 

Ÿ 46% of selection of feedback givers was decided by management may be 

because the feedback process was conducted for senior management.

Ÿ There was less involvement of HR team (29%) and feedback receivers 

themselves (25%) in deciding who should give feedback for them. The 

managers of feedback receiver were not included in the selection of 

feedback giver for their reportees.

Feedback receiver Management HR team Manager

25%

46%

29%

0%

Fig. 10: Selection of feedback giver

25

Best practices and Suggestions:

In terms of assessment method/ mode, soft copy based/ computers are 

used more. Online feedback process is used considerably as it aids in 

gathering feedback where people work on different sites and in different 

countries. Technology/ online based systems are used more as it can help in 

reducing the workload involved in it.

Best practices and Suggestions:
While selecting feedback givers, following practices can be adopted; 

Ÿ The selection of number and type of raters can be a participative process 

between the participant and the manager/ HR team to optimize 

acceptance of the feedback results. 

Ÿ ideally the participants should have full involvement in identifying who 

they think is in the best position to comment on their performance. The 

raters must be credible to the recipient for them to act on the resulting 

feedback. However, a frequent concern is that the participant may 

respond negatively towards the rater if the feedback is not positive. To 

address this, anonymity for the raters should be maintained.

Ÿ Having a critical mass of feedback in each rater category (a minimum of 

three to five people) is essential and for that inviting more raters will help 

in ensuring accuracy, relevance and usefulness of feedback (whether 

they are selected by participant, HR team or manager). Where there are 

fewer people available, it is suggestive to combine groups, for example, 

direct reports and peers to ensure confidentiality.
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Report Sharing (With)

Feedback receiver

Management

HR team

Manager

77%

57%

57%

50%

Ÿ 77% of companies shared report with feedback receivers.

Ÿ 57% of companies also shared the report with management and HR team.

Ÿ 50% of companies as well shared feedback report with the managers of 

feedback receivers.

Fig. 11: Sharing of report

Report Sharing (By)

External Consultant

Internal HR Team

Manager 

Online Report

29%

52%

16%

3%

Ÿ 52% of companies indicated that their internal HR team conducted report 

sharing with the feedback receivers.

Ÿ 29% of report sharing was also carried out by External consultants. 

Ÿ Managers of feedback receivers did report sharing in some cases (16%) and 

in few instances (3%) report was shared online with feedback receivers.

Fig. 12: Report sharing conduction 
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Best practices and Suggestions:

The report is commonly divided in 3 sections: (1) Comparison of self-other 

rating similarities/differences using bar, line, spider, and scatterplot graphs 

to illustrate these gaps and trends; (2) A list of most and least frequently 

observed or effective behaviors that summarize strengths and development 

opportunities; and (3) Open-ended question narrative responses about 

development opportunities or strengths to leverage. 

In terms of sharing of report, once a decision is made on who has access to 

the report; this needs to be adhered to throughout the process. A gap in this 

is the most common reasons for lack of trust in the process. If there are 

reasons to change, it is critical to seek the permission of the individuals 

involved before making that change.

Having shorter turn-around times for giving feedback would maintain the 

momentum of the process as well as motivation for the individual.

Best practices and Suggestions:

While giving feedback, it is necessary that the feedback provider has the 

skills to support this process, is trained, is familiar with both instrument and 

report, has good understanding of the organisation's policies on 360, is 

aware about the range of reactions individuals have to feedback, is seen as 

trustworthy and credible and effectively explains report especially the open-

ended responses which are very critical (negative comments that can 

interfere with the acceptance of feedback).

Greater transfer of learning, goal setting and readiness to change occurs 

when managers and/or facilitators (internal or external) help participants 

understand/ debrief their reports, draw out evidence and make 

connections in ratings and use feedforward suggestions using face-to-face 

interaction which can stimulate self-awareness. Reports may also be shared 

in groups. It can also be done using highly structured online goal setting 

systems, however may be less effective.



Part 4: Outcome of 360 degree feedback

Dissatisfied 6%

Highly Dissatisfied6%

Highly Satisfied
20%

Satisfied
69%

Ÿ Largely (89%) the employees who had gone through 360 degree feedback 

were satisfied with the feedback process, where in some among them were 

highly satisfied (20%).

Ÿ Very few (12%) employees showed dissatisfaction or high dissatisfaction 

regarding 360 degree feedback process.

Fig. 13: Employees' satisfaction for 360 degree feedback process
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Employee Satisfaction for Feedback Process
Benefits

Inter-Departmental Co-ordination 

Transparency

Employee Development 

No Change

26%

33%

81%

15%

Ÿ Many companies (81%) were benefits by focused efforts exerted by 

organisation towards employee development.

Ÿ There was increase in transparency (33%) in working among employees 

based on feedback.

Ÿ Certain companies (26%) were able to notice improvement in inter-

departmental coordination because of actions taken by feedback receivers 

post feedback process. 

Ÿ Whereas 15% of the respondents also indicated that there was no change or 

improvement noticed post the use of 360 degree feedback. 

Fig. 14: Benefits of 360 degree feedback



To measure the effectiveness of the 360 degree feedback process, it is 

recommended to conduct a post-program evaluation which could be 

carried out through post-program surveys, focus groups, or analysis of 

critical individual or organizational outcomes.

Research presents 8 factors that can impact behavioral change and 

performance improvement after 360-degree feedback interventions. 

These factors are;

Ÿ Delivery and content of the feedback.

Ÿ Interpretations and emotional reactions to feedback.

Ÿ Personality of the participant.

Ÿ Feedback orientation of the participant.

Ÿ Readiness to change.

Ÿ Beliefs about change as well as self-esteem and self-efficacy.

Ÿ Goal intentions versus implementation intentions.

Ÿ Taking/ sustaining action while managing possible relapse.

Research indicates following benefits of 360-degree feedback process for 

employees;

Ÿ Increased self-awareness and self-development.

Ÿ Performance and skill improvement.

Ÿ Improved self-perception accuracy.

Ÿ Improved attitude towards work and employee accountability.

Ÿ Increased individual and team effectiveness.

The benefits to the organizations based on 360 degree feedback process 

are;

Ÿ Supports organizational culture change.

Ÿ Enhances two-way communication and encourages positive attitude 

toward learning.

Ÿ Fosters working culture on participative leadership, empowerment, 

customer service, quality focus, competency-based rewards and team-

based rewards.

Ÿ Sustains focused behavioural change in majority of employees that 

leads to the organizational effectiveness.

Ÿ Aligns employee performance expectations with corporate values and 

focuses attention on dimensions neglected by organization. 

Ÿ Increases employee competencies on changing needs at work.

Ÿ Improves processes like career development, fair reward decisions, 

accurate performance measures, valid performance measures, non-

performance, diversity management, and legal protection.

Ÿ Increases customer loyalty, increased profitability, and customer 

retention.

Best practices and Suggestions:
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Part 5: Factors affecting 360 degree feedback success

Critical Factors %

86%

80%

77%

74%

71%

71%

63%

Table 1: Factors for success of 360 degree feedback

As shared by respondents, the top 5 factors that had contributed towards 

success of 360 degree feedback process in their companies were;

1. Clearly defined purpose.

2. Clearly communicating the purpose to feedback giver and receiver.

3. In depth report sharing with participant.

4. Developmental actions post report sharing (coaching, advice, follow-up 

on developmental plan, etc.).

5. Accountability of participant and manager for implementation of 

development actions.
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Critical Success Factors
According to respondents, the critical factors that can have an overall impact on 

success of 360 degree feedback process were; 

63%

60%

60%

54%

46%

46%

In depth report sharing with participant

Clearly communicating the purpose to feedback giver and receiver

Developmental actions post report sharing (coaching, advice, 

follow-up on developmental plan, etc.)

Confidentiality of feedback giver

Clearly defined purpose

Linkage of 360-degree feedback with other HR processes

Commitment of participants and feedback giver

Open culture that covers participants/ feedback receivers across 

levels

Confidentiality of reports

Accountability of participant and manager for implementation of 

development actions

Assessing competencies that relate with strategic business needs

Proper method for selection of feedback givers

Use of Tool or survey questionnaire

Reasons That Led to Success



Best practices and Suggestions:

Best practices suggests following key factors as essential to make 360 degree 

feedback process more fruitful and effective.

Organisation culture that promotes openness in giving and receiving 

feedback 

The culture of an organisation needs to be considered prior to the 

introduction of the 360 degree feedback process. It is more likely to be 

easily introduced where openness, mutual trust and honesty are part of the 

organisational culture and there is a genuine interest in and desire for 

performance improvement. The adoption of a full 360 degree approach 

needs to stem from a steady evolution in appraisal and development 

practices. It is very unlikely that a 360 degree scheme would be accepted 

where there is no history of systematic feedback on performance.

Clear purpose and communicating it with stakeholders 

360 degree processes with a clear purpose and objectives are likely to 

be more effective, particularly when they are aligned with organisational 

strategies and goals and can be linked to existing processes within the 

organisation. When the purpose in unclear, it may lead to undesirable 

outcomes. The most critical part of the implementation process is ensuring 

that everybody involved in the process is clear about what it involves and 

their specific role(s).

Clear and positive communication is pivotal in 36o degree feedback 

process. It would be essential to communicate about confidentiality, how 

it will be safeguarded, what will be reported to who, and what the 

potential impact of negative feedback might be on someone's career 

besides other issues like plan of administration and execution of the 

process. 
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Explain what it is, what it 

does, how it’s used, and 

it’s benefits to all 

concerned, continually 

Provide 

information on its 

purpose and 

process to 

assessors 

Appraisal and 

employees should know 

the instrument they are 

using thoroughly 

Disconnect it from any 

compensation  decision 

(raises, bonuses, etc.) - 

make it developmental

Conduct Structured 

feedback workshop 

for feedback 

recipients  

Don’t Force it on 

people

Strategies for Success in 360 Degree Feedback

Reasons That Led to Misses/ Failure

As indicated by respondents, the top 5 factors that had unfavorably impacted or 

led towards less success/ miss of 360 degree feedback process in their 

companies were;

1. Open culture that covers participants/ feedback receivers across levels.

2. Linkage of 360-degree feedback with other HR processes.

3. Assessing competencies that relate with strategic business needs.

4. Use of Tool or survey questionnaire.

5. Clearly communicating the purpose to feedback giver and receiver.



Commitment of all stakeholders 

A powerful way of gaining commitment to the introduction of 360 degree 

is involve and keep stakeholders informed. Stakeholders can be senior 

managers, the intended recipients of 360-degree feedback, their 

immediate supervisors or managers, and the potential providers of the 

feedback –such as staff, peers, team members, and customers. All parties 

should know the strategic competencies to be measured, the methods for 

gathering and summarizing the feedback, and how the feedback will be 

integrated with existing development or evaluation systems. That 

involvement is critical to ensure people's support and commitment to a fair, 

objective, and constructive feedback process. This will also help in 

dealing with fears and building trust to let the process flourish.

Besides it is very important to gain senior management's true commitment 

and involvement. This is a key influence on whether 360 degree 

feedback is seen as credible within the organisation. A 'top-down' 

approach, with senior managers receiving feedback on their own 

performance is one way of achieving this

Adequate use of report for development of employees 

Where 360 degree feedback is being used to encourage development, 

it is important to have considered in advance the resources needed to 

support such activity. Considering the resources for subsequent 

development activity early in the process will help keep a focus on the 

overall objective. The feedback will provide a new understanding of 

development needs, but if there are no resources available to address 

these needs, it will be a frustrating experience for those involved. 

Linkage of 360-degree feedback with other HR processes 

For best use of 360 degree feedback process it is essential that there is 

successful integration of it with various HR processes of the organization. 

360 degree feedback should become part of an all-round performance 

management system. Data from 360 Degree feedback should be used 

for the development side of appraisal, extending into self-development 

plans, formal training, assessment or development centres, and finally 

remuneration. The purposes would be different, but linked and the data 

would be the same but would play a different part in each process. This 

may extend into career planning and selection. Databases can be set up 

containing performance data as well as other information about the 

individual, such as experience and qualifications. Job profiles can be 

constructed from competency frame works and a search can be made for 

people within the organisation whose strengths match those required. 
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