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A small sample 
of our clients



Today we will cover
Building Your bespoke 360:
• Deciding on the structure, layout and length of your 360
• How to re-word your competencies to create effective 360 questions
• How to choose the right rating scale for your 360
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How Organisations use 360 Degree Feedback



Deciding on the structure, 
layout and length of your 360 



Always keep your final objective in mind

What to 
measure?

What will 
it look 
like?

Why?



Identify your Skillsets



LEADERSHIP FRAMEWORK

Leading People

Building Trust
Fostering Collaboration

Developing People

Value diversity
Listen to others

Create trust
Build relationships

Develop people
Promote collaboration

Stakeholder Relationships
Dealing with Ambiguity

Communicating Effectively

Give direction
Create clarity

Build confidence
Inspire others
Decide swiftly
Gain support

Inspiring 
Performance

Driving Customer 
Value

Customer Focus
Leading Change

Improving Performance

Customer value
Great execution

  Make things happen
  Empower others

  Drive change
  Continuous improvement

Strategic Thinking

Building Strategic 
Awareness

Creating  Innovative  Ideas
Increasing Adaptability

LEADERSHIP COMPETENCIES



Competency 1 Competency 2 Competency 3

Competency Framework

Skillset 1 Skillset 2 Skillset 3

360 Skillsets



Competency 1 Competency 2 Competency 3

Competency Framework

Skillset 1



How many questions in each ?

• This… • Not this…!



How to create effective 360 questions



Business 
Development

Customer 
Management People Management

Competency Framework

Developing the 
Business



Business Development: Competency 

• Lead a business development culture in Our company by bringing in a 
pipeline of business and adhering to strategies and use of systems.

• Create a profile both inside and outside the firm; become the known 
face and the person to come to for advice and direction; join relevant 
associations and business groups; maintain a social media profile.

• Define a networking plan to ensure that networking is targeted  
rather than scattergun; Attend networking events and other 
opportunities to widen the professional and contact network; 
Network effectively within events to ensure there is a goal and not 
just a jolly; Follow-up with relevant information – creating a need to 
stay in contact; become the conduit for a professional network.



1. Draft Your questions for each Skillset

Developing the Business

• Leads a business development culture
• Brings in a pipeline of business
• Creates a profile both inside and outside the 

firm

• Joins relevant associations and business 
groups

• Defines a networking plan
• Networks effectively within events

• Break down each Skillset 
into separate statements 
which will become the 
360 questions



• If you only have headline 
competencies or Skillsets 
e.g.…

• Values diversity
• Listens to others

• Creates trust
• Builds relationships

• Develops people
• Promotes collaboration



• …break each down to the 
behaviours that 
demonstrate it, what  it 
“looks like”…

Develops people = 
• Provides opportunities for me to 

learn and improve
• Supports me with constructive 

feedback
• Makes time to coach team 

members
• Encourages colleagues to learn 

from mistakes
• Allows time out to attend 

training



2. Questions for effective 360 feedback

Take each question you have and make 
it:

Observable:
Can you see someone doing it?
“Thinks strategically” (how do you know?)

“Demonstrates strategic thinking”



Measurable:
Can you rate it on a scale?



Meaningful:
Does it make sense to the person giving the 
feedback, and the person getting the 
feedback?

“Leads a business development culture”

“Prioritises business development” or
“Supports the team in prioritising business 
development tasks”



• Only 1 observable action in each 
question

“Asks for and responds positively to feedback” 

“Asks for feedback” 
“Responds positively to feedback”



• Make each question a positive, 
not a negative sentence, 
otherwise people will get 
confused!

“Doesn’t  treat anyone in the team differently” 

“Treats everyone in the team equally and fairly”



• Don’t try to measure the generalities 
or ‘psychological’ factors of the 
employee

• Instead, focus on actions and what 
can be seen and observed

“Is an understanding manager”

“Shows concern for the needs of her team”

 



• Keep the wording simple and not 
‘HR’ or ‘corporate jargon’ (e.g. 
avoid “competencies” in your 
questions!)





• Don’t use vague or general 
sentences like “Is a good 
communicator”.  

Instead break it down to what a good 
communicator does in your organisation, e.g. 

•  “Gives constructive feedback”

• “Explains tasks clearly”

• “Changes communication style for different 
audiences”



3. Decide On Your Rating Scale 



• A 5 Point scale is most common and best practice

• A 4 Point or other scale can be used

• Labels can include

- Strongly disagree, Disagree, Partly Agree, Agree, Strongly Agree
- Needs development/Some development points/Effective/Highly 
effective/Role Model
- Frequency, i.e. Almost Never/Sometimes/Regularly/Often/Always

We recommend you check each question to make sure the wording fits the 
rating scale you have chosen





4. Consider text as well as rating questions

• Add comments, observations or notes on the particular Skillset





4. Other text feedback

• “What would you like Kareem to Start doing, Stop doing or Continue 
doing?”

• “What one thing should Kareem do to become a better team leader?”

• “What do you like most about working with Kareem?”



5. Review your draft 360 and rating scale, 
consult with stakeholders and users
• Ensure style and language are suitable for the organisation
• Remove duplicate questions
• If too many questions, decide on critical questions and remove 

secondary or less important questions





Feedback Report: Examples 











• jo.ayoubi@tracksurveys.com
For a demo and a full sample 360 report, please email me

mailto:jo.ayoubi@tracksurveys.com
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