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The Complete Guide to 360° Leadership Surveys
Everything you need to know to implement a smooth and impactful 360⁰ survey program.
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WHY 360⁰ SURVEYS?
High performing leaders are a key leverage point for any successful organization. 

The key to effective leadership is creating a balance between driving

results and valuing employees. However, managers often do not have an

accurate understanding of how well they balance these two critical aspects

of leadership.

Feedback from employees, peers, and one’s supervisor provides important

self-awareness that can accelerate a manager’s skills so that he or she has

the biggest impact on achieving the organization’s goals.

When done well, 360° surveys can be a powerful catalyst for building self-

awareness and developing one’s leadership skills. On the following pages

are five important questions to consider as you design your 360⁰
program. “The key to effective leadership is creating a 

balance between driving results and valuing 
employees. ”

AN EFFECTIVE 360° SURVEY WILL:

§ Help a leader understand if his or her style is balanced toward achieving 
results and valuing people

§ Uncover areas of genius, opportunity, and blind spots

§ Identify gaps between the leader’s rating of performance and the ratings 
of others

§ Provide rich detail on areas of genius and opportunity through narrative 
comments
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What a 360° Survey Should Measure
Effective leaders demonstrate a balance between achieving results and 
valuing people. A 360° survey should give leaders feedback on both.

VALUE PEOPLE
Engage and inspire

ACHIEVE RESULTS
Drive results and demonstrate 

expertise

LEADERSHIP ACCELERATION

Understand Areas of Genius and Opportunity

An effective 360° report should help leaders understand their areas of 
genius, opportunity, and blind spots. 
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Unrecognized Genius

Self-ratings are below 
average on this competency 
while all others rated above 

average.

Participant could consider 
how to leverage this strength 

more often.

Blind Spot

Self-ratings are above 
average on this competency 

while ratings from others are  
below average.

Participant should consider
how this might impact his/her  

leadership.

Recognized Opportunity

Self-ratings and ratings from 
others are below average for 

this competency.

Participant could consider 
ways to leverage others on 
the team who are strong in 

this area.

Recognized Genius

Self-ratings and ratings from 
others are above average for 

this competency.

Participant could consider 
how to leverage this area of 

genius more often.



GETTING YOUR 360⁰ PROGRAM RIGHT IS THE 
DIFFERENCE BETWEEN GIVING LEADERS A LOT OF 

BUSY WORK OR AN IMPACTFUL DEVELOPMENT 
EXPERIENCE.  

CONSIDER THE FOLLOWING FIVE IMPORTANT 
QUESTIONS TO DESIGN A 360⁰ SURVEY PROGRAM 

THAT HELPS LEADERS THRIVE.
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1. WHICH LEADERS SHOULD PARTICIPATE IN A 360⁰ SURVEY?

Leaders who want to participate and are committed to developing
self-awareness. Leaders who aren’t willing to receive feedback or
take ownership of the 360⁰ process are not likely to get much out of
this opportunity.

Leaders who want to start an open a dialogue with their teams and
improve working relationships that are critical to success.

Often leaders can benefit from going through a 360⁰ process in a
cohort where other leaders are giving and receiving feedback as well
because it allows them to share experiences, process the feedback
and discuss best practices. It can also be beneficial for one leader to
go through the process on their own, as long as he or she has support
from a supervisor or a coach.

High potentials can benefit from the insight gained from a 360⁰
survey, which may help springboard to the next level of their
leadership.

Front-line, mid-level, or executive leaders. Leaders at any level may
be the right choice for a 360⁰ survey, but you will want to ensure
that the content of the 360⁰ is appropriate for whatever level you
include in the process.
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2. WHO SHOULD PROVIDE FEEDBACK?

The best raters are those most familiar with leaders’ performance.
Good raters have had many opportunities to observe the leader in
action. Feedback should be based on raters’ own specific
experiences with the leader, not based on stories heard from others.

The best raters are willing to be honest and candid

The best raters are willing to give positive and constructive
feedback. All leaders have something to celebrate and something to
improve.

The best raters, combined, provide a holistic perspective. Leaders
should invite their direct manager/s, all direct reports, 3-10 peers
with whom they work closely, and 3-5 other individuals who may
have unique and important perspectives (if applicable).
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3. HOW DO WE ENSURE A SMOOTH SURVEY ADMINISTRATION?

Having a solid communication strategy is critical. An internal project
manager should kick-off the 360⁰ process by 1) sending a heads-up
communication to leaders and raters one week prior to the survey start, or
2) conducting an internal meeting to discuss the 360⁰ process from the
perspectives of the leader and rater. Share the purpose of the
360⁰feedback process and a timeline so people allocate time in their
schedules to participate.

Develop detailed survey invite and reminder messages that allow leaders
and raters to seamlessly access the survey. Include information about why
they are being invited to participate in the feedback process.

Determine how often you want to remind participants to complete the
360⁰ survey. Automatic reminders every other day can be effective to keep
the survey at the top of raters’ inboxes. Send reminders only to raters who
have not yet completed their evaluations. It is important to maintain
confidentiality; avoid sharing direct names of raters who have or have not
completed their surveys.

Plan to administer the survey over two weeks with an option for a one-
week extension. This time-frame typically works well even with very busy
leaders and raters.

During survey administration, encourage leaders to reach out to their
raters. It can go a long way when leaders send an email to everyone,
thanking all who have participated and requesting that those who have not
participate at their earliest convenience.

Provide coaching support and resources to help leaders understand their
360⁰ feedback. This may include a report guide, post-360⁰ workshop, or
working with a coach.

Clearly communicate expectations of leaders after the 360. Determine an
action planning process and timeline. What leaders do with the results is
even more important than participating in the 360⁰ survey.

Encourage leaders to thank all their raters after reviewing the 360⁰
feedback. Even better, leaders can share their key findings from the
feedback, including strengths and opportunities and what they plan to
work on. Better yet, leaders can also identify what they plan to focus on as
a result of the 360⁰ process.
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4. WHAT SHOULD 360⁰ FEEDBACK LOOK LIKE?

A mix of quantitative feedback (e.g., raters’ scores) and qualitative
feedback (e.g., comments and detailed examples) is important in
360⁰ feedback.

Feedback should reflect leaders’ behaviors, which are often grouped
into critical competencies.

There should be variability in leaders’ feedback so they can
distinguish areas of strength from areas of opportunity. This is
primarily accomplished through a reliable and valid tool that has
strong measurement properties. Leaders may have to recalibrate
their expectations for what a ‘good’ score looks like; many leaders
are high achieving and want the best scores across the board, but
this isn’t particularly helpful. Having a scale that encourages raters
to distinguish leaders’ strengths from opportunities will provide
actionable feedback.
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5. WHAT HELPS LEADERS GET THE MOST OUT OF THE 
FEEDBACK?

Encourage the right mindset. When reviewing 360⁰ feedback, remind
leaders to begin with an open mindset, be curious and compassionate, and
slow down to process the feedback.

Remind leaders that emotions are at play. Feedback can lead to an
emotional reaction. Help leaders prepare for this and discuss productive
ways to acknowledge and manage their feelings effectively.

Share feedback with others. It can be especially helpful for leaders to share
feedback with “loving critics” – i.e., people who have leaders’ best interest
in mind but are willing to be honest. Additionally, leaders who share key
learnings with their manager/s, peers, and direct reports tend to get more
about of the feedback and are more likely to hold themselves accountable,
Encourage leaders to share key take aways such as a few strengths,
opportunities, and where they will focus.

Plan to administer the survey over two weeks with an option for a one-
week extension. This time-frame typically works well even with very busy
leaders and raters.

Remind leaders not to dismiss or discredit “outlier” feedback. Some
feedback can take leaders by surprise. Keep in mind that it may be the first
time someone was able or felt comfortable sharing the feedback.
Perception is reality for people, so reflect on what might be contributing to
surprising feedback or initiate follow up conversations to learn more.

Encourage leaders to create a specific action plan that defines what they
will work on, the steps to get there, what success will look like, and how
they will hold themselves accountable.

Help leaders understand how to use triggers to form new habits.
Leadership takes practice, and practice is more likely when we have
reminders in place.



IF YOU ARE ENCOURAGING LEADERS TO GO 
THROUGH A 360° FEEDBACK PROCESS, HOW CAN 
YOU MAKE SURE THEY GET THE MOST OUT OF IT?

HERE ARE 10 TIPS TO SET YOUR LEADERS UP FOR 
SUCCESS.
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ASK THE RIGHT QUESTIONS.
Align survey questions to the organization’s strategic focus.

360° surveys are only valuable if they are providing feedback on

the right behaviors. Many survey companies offer 360° surveys

based on common leadership competences.

This is a great starting point, but it’s important to make sure that

the competencies are targeted based on the mission, vision, values

and strategic goals of the organization.

For example, if your organization is focused on driving innovation,

leading innovation should be included in the items on the 360°.

Also, consider including items that give leaders a view on their

ability to get results and demonstrate value for people. This will

help participants understand if they have a balanced approach to

leadership.

Designing your survey so that leaders understand not only where

they need to focus, but their strengths as well, is important to

building accurate self-awareness.

Our Office in New Jersey 
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BE FUTURE-ORIENTED.
Build leadership capabilities that will be needed 3-5 years out.

Leadership development should be focused on ensuring the organization

has the leadership skills to accomplish what it needs to be successful in the

future. In designing your 360° survey, consider what skills will be needed

from leaders in the next three to five years. Include these competencies on

the 360° survey so that leaders start working on strengthening their skills

in these critical areas now.

As an example, one Newmeasures client was focused on operational

efficiencies and cost savings. Recently, the CEO noted the importance of

changing to a growth strategy and that meant different leadership skills,

such as building external relationships, understanding new markets, were

required. Items to measure these competencies were included on their

360° so that leaders understood how they were doing against these critical

topics.

Our Office in New Jersey 
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FOCUS ON QUALITY.
Don’t get stuck in the numbers.

The quality of the raters who complete the 360° survey

determines the quality of the feedback.

Encourage leaders to select raters who:

§ Are familiar with their performance

§ Are from a variety of perspectives (supervisor, peers,

direct reports, customers, etc.)

§ Will give honest feedback, not just positive feedback.

Sometimes we can learn the most from the people who

we have had the biggest challenges with.

Our Office in New Jersey 
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GIVE RATERS A HEADS-UP. 
Encourage leaders to personally ask raters to provide their 
feedback.

Strong levels of participation are critical to receiving valuable

feedback. Encourage leaders to send a heads-up message to their

raters before the survey goes out.

This helps to emphasize that the leader values the process and the

time raters put into providing the feedback.

Our Office in New Jersey 
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PROVIDE COACHING.
Support and accountability go a long way.

Having someone who is skilled at executive coaching walk leaders

through their results can be invaluable in terms of interpreting

data and staying focused on constructive insights.

Whether coaches are internal or external to the organization, they

should be someone who is trusted and has a process for helping

leaders cut through the noise and focus on key development

opportunities.

In selecting an executive coach, look for someone who has a clear

process for coaching, incorporates feedback from multiple sources,

has strong business experience, and will help leaders integrate

their development plan into day-to-day life.

Ask a prospective coach for specific examples of how they have

helped others.

Our Office in New Jersey 
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FOCUS ON WHAT’S MOST 
IMPORTANT.
Encourage leaders to work on the topics that are  most relevant to 
your career.

Not all of the items measured on a 360° are equally important to

every leader. Rather than focusing on the areas where the leader

received the lowest scores, start with the end in mind.

In other words, ask leaders to reflect on which competencies are

most important for achieving current and future goals and view

the feedback with that lens.

Our Office in New Jersey 
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ENCOURAGE AN OPEN 
MIND.
Remind leaders to be curious and seek to understand.

Getting feedback is hard and it can be easy to come up with

reasons to dismiss it. At times leaders will make comments like,

“that person isn’t really familiar with my performance,” or “people

are trying to punish me.”

Rather than explaining away the feedback, encourage leaders to

look for key nuggets of insight that help them grow as a leader.

And perhaps more importantly, don’t let leaders forget to focus on

positive feedback as well – knowing what you are good at is just as

important so that you can leverage areas of genius.

Our Office in New Jersey 



NEWMEASURES, LLC

HIGHLIGHT GAPS IN 
PERCEPTION.
Ask leaders to consider how they show up in different situations.

Does a leader show up differently for his/her boss than for his/her

direct reports?

Within the same rater category, do some people rate the leader’s

performance positively and others negatively?

Understanding the context of how one’s leadership is perceived

can be eye-opening and help the leader be more intentional.

Our Office in New Jersey 
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ENCOURAGE DIALOGUE.

A peer or direct report can help leaders understand their feedback.

360° survey feedback inevitably raises further questions.

Talking to a supervisor, trusted peer or direct report can help the

leader get richer insight into key opportunities.

The leader should ask for specific examples to clarify the exact

nature of the feedback.

Better yet, encourage the leader to ask that trusted advisor to hold

him/her accountable.

Our Office in New Jersey 
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ENSURE ACCOUNTABILITY.
Ask leaders to share their feedback with someone they trust.

Speaking of accountability, encourage leaders to let someone know

what he/she is trying to work on and hold the leader accountable.

This is a great way to ensure the focus on improvement doesn’t fall

to the wayside.

For example, if going into a meeting, the leader may ask a colleague

to pay attention to his/her communication style.

• Does the leader get defensive?

• Is he/she give clear direction?

• After the meeting, encourage the leader to ask for

feedback while it is fresh in mind.

Our Office in New Jersey 



360⁰ SURVEYS ARE A GREAT TACTIC, BUT THEY ONLY 
REACH THEIR FULL POTENTIAL WHEN PART OF A 

LARGER LISTENING STRATEGY.

DO YOU HAVE A WHOLISTIC & COORDINATED APPROACH 
TO  EMPLOYEE LISTENING? 

NEWMEASURES CAN HELP YOU EVOLVE YOUR 
APPROACH. 



THE EMPLOYEE 
EXPERIENCE HAS 

CHANGED, 
BUT MOST 

ORGANIZATIONS 
HAVE NOT EVOLVED 

HOW THEY LISTEN

Common flaws with organizational listening:

§ Listening is organization-centric

§ It is haphazard, uncoordinated, and rarely strategic

§ The cadence of listening doesn’t match the pace of 
organizational change

§ It doesn’t match employee expectations 

§ It doesn’t close the loop

§ It’s siloed and disconnected from organizational outcomes



STRATEGIC EMPLOYEE LISTENING BRIDGES THE GAP 
SO EMPLOYEES FEEL HEARD, LIFE-CYCLE 

EXPERIENCES ARE MAXIMIZED, & LEADERS HAVE 
THE INSIGHTS THEY NEED TO MAKE PREDICTIONS

AND INFORMED DECISIONS
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WHAT IS STRATEGIC EMPLOYEE LISTENING?
Strategic employee listening is ongoing, aligned with the goals of the organization, and uses the right methods to check in at the right times so employees feel 
heard, life-cycle experiences are maximized, and leaders have the insights they need to make predictions and informed decisions.

TOPIC-DRIVENALWAYS-ON
EMPLOYEE 

ENGAGEMENT

PULSE MONITOR EXPERIENCE-
DRIVEN

Open forum for employees to 
share ideas and concerns at 

anytime

Monitor employee 
commitment and 

motivation 

Short and frequent 
survey to monitor 

morale

Deep dive into a 
specific topic

Check in on the 
moments that matter

THE COMPONENTS OF STRATEGIC LISTENING
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ABOUT US

Based in Colorado, Newmeasures is a boutique firm of
Industrial & Organizational Psychologists that believes
that listening to employees provides organizations with
insights that allow them to thrive.

Our expertise is in designing and executing employee
listening strategies via the following services:

• Design of employee listening programs connected to strategic
goals

• Validated surveys and customization

• Benchmark data

• Survey and reporting implementation services

• Post survey analysis and consultation

We are passionate about providing white-glove service to our
customers because we believe in the importance and pay-off of
exceptional employee experiences.

We look forward to partnering with you on the listening journey!

Our Office in New Jersey 

OUR MISSION IS TO PROVIDE 
ORGANIZATIONS WITH INSIGHTS THAT 
CONTRIBUTE TO AN EXCEPTIONAL 
WORKFORCE
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SOME OF OUR AWESOME CLIENTS
Newmeasures’ clients span across sizes, geographies and industries. If your organization is serious about improving the employee experience, we can help.



CONTACT US

Let Newmeasures Consultants help you design the perfect employee listening strategy.

linkedin.com/company/newmeasures-inc

Follow us on:

1035 Pearl St, #322 Boulder, CO 80302

1-877-888-3817

info@newmeasures.com

Contact us:

https://www.linkedin.com/company/newmeasures-inc

