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360-Degree Feedback
Collect the views you can't see. For development, not verdicts.
WHAT IT IS
360 feedback gathers structured input on a person from the full circle around them: manager, peers, direct reports, sometimes clients. It surfaces the behaviors you physically can't observe. How someone treats peers when you're not in the room. How their reports experience their leadership.
WHY IT WORKS
You see maybe a tenth of an employee's working life, and the most consequential behaviors happen mostly outside that tenth. Multi-source feedback corrects the single-rater blind spot. The evidence is just as clear on the caveat, though: 360s work best for development and degrade fast when wired to ratings and pay, because raters start managing consequences instead of telling the truth.
HOW TO USE IT
1. Declare the purpose and keep the promise. “This is for development. It will not set your rating.” And mean it. The first broken promise poisons every future cycle.
1. Ask few, behavioral questions. “What should this person do more of? Less of? Keep doing?” beats forty Likert items nobody answers thoughtfully.
1. Pick raters together. The employee nominates some, you add others, including at least one person they find difficult.
1. Protect anonymity in small samples. Fewer than three raters in a category? Aggregate it or drop it. “Anonymous” feedback from someone's only two reports isn't.
1. Debrief toward two themes. Help them find the two strongest patterns and build one development action for each. A 20-page report with no plan is noise.
PITFALLS TO AVOID
1. Weaponized 360s. Running one only on people already in trouble turns a development tool into evidence-gathering. Everyone learns that fast.
1. Score fixation. The numbers start conversations. The written comments carry the insight.
1. Feedback without follow-up. A 360 with no development action teaches the org that honesty changes nothing.
Shortcut: no formal tool needed. Ask three of a person's collaborators “what's one thing they should do more of, and one thing less of?” That's the core of a 360 right there.
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