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Introduction 

The Xtended Reality Leadership for Xtra-ordinary Leaders (XRL) project (October 2018 – September 2020) 
is focused on preparing new leaders in the UK, Portugal, Spain and Sweden, for leadership in the 21st 
Century by developing high quality leadership competences in improving productivity, integrated technology 
innovation, globalisation, inclusive leadership, responsible leadership and core leadership skills. 

In this frame, the aim of this toolkit, structured into two main parts – methodology and tools -, is to provide 
a tailored assessment and feedback methodology to evaluate modern leadership competences in line with 
short and long term organisational goals and mapped against the areas of the XRL training curriculum: 

 Inclusive leadership: advantages of a democratic leadership style and the potential of diversity in
the workplace, namely how can it lead to better team working and better business results

 Improving productivity: importance of planning by scenarios' anticipation and the challenges of
improving productivity in a more and more volatile, uncertain, complex and ambiguous (VUCA)
environment

 Core leadership skills for globalisation: focused on globally-minded individuals exercise agency
and voice with a critical awareness, and self-reflection on own rights and responsibilities

 Leading a multicultural team: benefits from multicultural perspectives and behaviours to create a
free space to share ideas and promote change and innovation

 Integrated technology innovation: dimensions of digital literacy, understand technology
partnerships, outsourcing and suppliers, and how to manage technological change

 Responsible leadership: sustainable business decisions which take into account the interests of
all stakeholders

 Cross cutting leadership themes: that could lead to a better and empowering leadership

The XRL methodology can be applied in a wide range of situations from individuals wishing to develop their 
own leadership competences (self-assessment) to boards of directors, CEOs, senior managers and HR 
departments wishing to develop their future leaders (360-feedback), leadership apprenticeship providers, 
leadership training providers, VET and HE course providers and leadership coaches and mentors (action 
plan for continuous professional development). 

Conducting the XRL 360 process can help leaders to: 

 Obtain feedback from multiple stakeholders (self, peer, board, team)
 Help a leader understand others’ perceptions
 Increase leaders’ self-awareness as they compare differences between their own and others’

beliefs
 Develop an action plan that capitalises on strengths and builds upon areas for improvement
 Improve individual and team effectiveness
 Promote and reinforce behaviours which are aligned with the short and long term organisational

goals
 Provide a confidential mechanism for other staff to give feedback to support transparent and

accountable leadership
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Part A: XRL Holistic Methodology 

 

Since human behaviours are so complex and dynamic, a holistic assessment and feedback methodology 
should necessarily be conducted to capture various aspects of leadership. In the frame of XRL, this includes: 
360-assessment, report, debrief and action plan.  

As a result, involving multi stakeholders and using various methods and tools synthetically turns the 
assessment process into a reward for the leader by providing an unambiguous path toward greater 
effectiveness and accomplishment in his/her professional life. Whether leaders learn new information or 
find that the results confirm their own perceptions, they gain from the 360 process. The benefits can be 
targeting development more effectively or re-prioritising and adjusting the apportionment of time and effort 
in their leadership role. 

 

 

Planning the 360 process 

The key of any 360 process is the involvement of multi stakeholders. To gather the full potential of XRL 360-
feedback it is suggested to involve four raters, but is can be done with less. 

Participation as a rater should always be voluntary ‐ at no time should individuals feel forced to 
participate, nor should individuals be required to reveal whether or not they participated. An email to 
invite raters is desirable before the process begins, and this should come directly from the leader to be 
rated. This way it is seen as a direct request for feedback, and is more authentic if it is in their own 
words.  

The key points to be included in such email might be: 

o Details about the XRL 360 process and timeframes 
o Instructions to base feedback provided on observed behaviours, not on assumptions about 

capabilities or general impressions 
o An expression of appreciation for the rater’s time and valuable opinion 
o Information regarding anonymity 

 

 

• Self
• Peer
• Board
• Team

360 Feedback 
summariesReport Feedback 

meetingsDebrief Plan 
short/longAction
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360-feedback 

 

The XRL 360-feedback provides today’s leaders an effective measurement tool from which they can 
objectively assess their current modern leadership strengths and areas for improvement. This tool is 
predicated on the project research that identifies seven key areas of competences, and is designed to 
collect ratings from multi: self, the board, a peer and a team member. 

 

 

Each one of the seven key areas of the XRL competences are described in terms of requirements and criteria 
at three different levels, enabling to map own/others’ competences against the competency profile and thus 
gain an understanding on how the competences can be evidenced through concrete behaviours. 

 

3-level rating scale 

 

 

 

  

LE
VE

L 
1 Some Development

Could benefit from 
some development 
related to this 
competence 

LE
VE

L 
2 Fully Competent

Expected competence, 
held by the majority of 
leaders LE
VE

L 
3 Strong Asset

Highly effective 
competence, held by a 
minority of leaders

XRL 
360

SELF

BOARD

PEER

TEAM
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Competency profile 

 

Inclusive leadership  
Level 1 Level 2 Level 3 
Takes in consideration team’s 
opinion in decision taking 

Applies principles of democratic 
leadership and inclusive 
management 

Develops team's empowerment, 
through an effective democratic 
leadership 

Has the ability of rapidly 
establish trust-based 
relationships no matter the 
cultural background 

Demonstrates key traits involved 
in international leadership 

Assumes international 
leadership as a natural attitude 

Has an open attitude and 
cultivates a non-judgmental 
attitude towards differences 

Manages diversity in the 
workplace 

Takes advantages of the 
diversity in the workplace, 
bringing up the best of people’s 
differences 

Is aware of the importance of 
having an inclusive attitude 

Defines successful strategies to 
get inclusive teams 

Engages and motivate others 
acting in an inclusive way 

 

Improving productivity  
Level 1 Level 2 Level 3 
Is able to identify weak signals, 
uncertainties, emerging trends 
and potential paths of evolution 

Anticipates scenarios as a way 
of planning 

Manages in continuous 
adaptation and permanent 
learning 

Adjusts management according 
to the conditions on the fly 

Evaluates the impact that 
difficult conditions can have on 
productivity 

Uses several techniques to 
anticipate and manage difficult 
conditions in order to optimize 
team’s productivity 

Acts trying to minimize the 
impact of a difficult environment 

Defines strategies to better 
adapt to a difficult environment 

Is flexible and rapidly adjusts the 
strategies to the context when 
needed 

 

Core leadership skills for globalisation  
Level 1 Level 2 Level 3 
Thinks globally, has vision Examines local, global and 

intercultural issues 
Manages competiveness by 
looking at the ‘big picture‘ 

Is open and keeps a learning 
attitude towards difference 

Considers different perspectives 
and world views 

Nurtures growth and 
encourages ‘out of box thinking‘  

Has the ability to embrace 
duality 

Interacts successfully and 
respectfully with others 

Has the ability to develop 
goodwill among people from 
different cultural backgrounds 

Acts with honesty and integrity 
in all contexts 

Complies with rights and 
responsibilities in a global 
context 

Reflects an open mind and is 
flexible in thoughts and tactics 
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Leading a multicultural team  
Level 1 Level 2 Level 3 
Creates and leads teams, 
valuing different perspectives 

Creates connections and 
bridges differences in a 
multicultural team 

Implements employee 
involvement strategies, taking 
advantages of the multicultural 
team 

Fosters innovation Recognises and integrates 
other's contributions in 
innovation processes 

Coaches and trains peers and 
subordinates, trying to take 
advantage of the multiple 
perspectives in the innovation 
process 

Displays cultural interest and 
sensitivity, values diversity and 
difference 

Prevents and manages conflict 
in diverse cultural contexts 

Is able to deal with complexity in 
diverse cultural contexts 

 

Integrated technology innovation  
Level 1 Level 2 Level 3 
Uses digital information and 
social media platforms sensibly 

Understands social and digital 
technologies, application and 
implications  

Builds trustworthy relationships 
and delegates tasks using social 
and digital technology 

Considers different perspectives 
and world views when starting 
technology partnerships 

Recognises the importance of 
having technology partnerships 

Examines local, global and 
intercultural issues that can 
affect technology partnerships 

Follows standards of ethical 
leadership when promoting 
technological change within the 
organisation 

Manages and promotes 
technological change 

Applies system thinking 
strategies and prioritises 
stakeholders’ interests when 
designing strategies for 
technological change 

 

Responsible leadership 
Level 1 Level 2 Level 3 
Complies with responsible and 
sustainable practices following 
the policy of the organization 

Promotes responsible and 
sustainable practices 

Mainstreams responsible and 
sustainable practices at 
different levels of the 
organization 

Applies self-awareness and self-
reflection practices 

Stimulates self-awareness and 
self-reflection 

Integrates self-awareness and 
self-reflection as part of the 
leadership strategy 

Follows instructions from the 
system thinking strategies and 

Applies system thinking 
strategies and prioritises 
stakeholders‘ interests 

Defines system thinking 
strategies and integrates the 
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recognizes stakeholders‘ 
interests 

stakeholders‘ interests in the 
organizational strategies 

 

 

 

 

Cross cutting leadership themes 
Level 1 Level 2 Level 3 
Acts according to the 
organisational values 

Takes in consideration 
organisational and personal 
values  

Applies leadership principles 
that support organisational, 
personal and others‘ values  

Complies with ethical leadership 
standards 

Follows and monitor the 
standards of ethical leadership 

Defines and maintain the ethical 
leadership standards for the 
organization 

Develops and maintains good 
relationships, collaborates with 
others and has good 
interpersonal skills 

Builds trustworthy relationships 
and delegates tasks  

Influences stakeholders and 
empowers teams 

Has a digital mindset and is able 
to deal with ever changing 
environment 

Uses digital information and 
social media platforms sensibly  

Applies technological savvy and 
confidence to operate in an 
environment of risk and 
ambiguity  

Uses creative problem solving 
techniques 

Makes informed judgments and 
applies skills to problem solving  

Gives good use to informed 
judgments and is able to make 
complex ethical decisions using 
a range of problem solving 
techniques 
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Report 

The culmination of any 360-degree feedback process is the report. This report should include the feedback 
summaries in an objective and easy-to-understand way. Depending on the goal and available resources, this 
can be done automatically with the help of an Excel, using own company tools or opting for one of the many 
available online 360-software and survey tools or apps. 

Graphics elements like spider diagrams or bar charts helps to better understand the results of the 360-
feedback, visualise the current competency profile, and identify areas for improvement. 

 

Debrief 

In the frame of the XRL assessment, one-to-one feedback meeting aim to provide support to interpret and 
understand results, and collect additional information and concrete examples about actual assessment in 
relation to the expected levels of competences’ performance. This will help to deeper understand the 
feedback gathered, identify areas for improvement and define a more efficient action plan. 

This must be done with a support of the HR department or an independent coach or mentor. Having an 
independent debrief session allows emotional scope to digest the results, encouragement of a balanced 
view, and expert guidance to understand the results in the context of the owns role and the XRL competency 
profile. 

 

Action plan 

The final step of the XRL 360 process is to create an action plan. This encourages leaders to identify ways 
to leverage their strengths, identify short and long-range development goals, in line with organisation, 
and define concrete actions and time frame to achieve them. 

Sustaining behavioural change and competences development can be challenging, even in the most 
ideal situations. Progress monitoring, re-evaluation and support play an important role in this process. 
Once again, it is desirable to work with the HR department or an independent coach or mentor to set 
measurable and specific goals and define areas for improvement.  

  



10 
 

 

The Xtended Reality Leadership for Xtra-ordinary Leaders (XRL) Project 2018-1-UK01-KA202-048067 has 
been funded with support from the European Commission. This document reflects the views only of the 
author and the Commission cannot be held responsible for any use which might be made of the 
information contained herein. 
 

Part B: XRL Assessment and Feedback Tools 

 

360-feedback: survey 

The aim of this survey is to collect anonymous feedback based on observed behaviours, not on assumptions 
about capabilities or general impressions. Single responses will be combined into the overall feedback 
report, but not shown as a separate result.  

Find here more information about the: 
rating scale 
competency profile 
 

KEY AREAS 
OF 

COMPETENCE 
OBSERVED BEHAVIOUR Some 

Development 
Fully 
Competent  

Strong 
Asset 

Inclusive 
leadership  

Applies principles of democratic leadership and inclusive management    
Demonstrates key traits involved in international leadership    
Manages diversity in the workplace    
Defines successful strategies to get inclusive teams    

Improving 
productivity  

Anticipates scenarios as a way of planning    
Evaluates the impact that difficult conditions can have on productivity    
Defines strategies to better adapt to a difficult environment    

Core 
leadership 
skills for 

globalisation  

Examines local, global and intercultural issues    
Considers different perspectives and world views    
Interacts successfully and respectfully with others    
Complies with rights and responsibilities in a global context    

Leading a 
multicultural 

team 

Creates connections and bridges differences in a multicultural team    
Recognises and integrates other's contributions in innovation processes    
Prevents and manages conflict in diverse cultural contexts    

Integrated 
technology 
innovation  

Understands social and digital technologies, application and implications      
Recognises the importance of having technology partnerships    
Manages and promotes technological change    

Responsible 
leadership  

Promotes responsible and sustainable practices     
Stimulates self-awareness and self-reflection     
Applies system thinking strategies and prioritises stakeholders’ interests    

Cross cutting 
leadership 

themes 

Takes in consideration organisational and personal values    
Follows standards of ethical leadership    
Builds trustworthy relationships and delegates tasks    
Uses digital information and social media platforms sensibly     
Makes informed judgments and applies skills to problem solving    
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Reports: online tools 

 

Free tools 

Survey Monkey 

https://www.surveymonkey.com/mp/360-employee-feedback-survey-example  

Google Forms 

https://www.google.com/forms/about/ 

Google Sheets 

https://www.google.com/sheets/about/ 

 

Paid software 

Appraisal360 

https://www.appraisal360.co.uk/products/bespoke-360-feedback-questionnaires/build-bespoke-360-
feedback-questionnaires/ 

Spider Gap 

https://www.spidergap.com/ 

Saba 

https://www.saba.com/uk/resources/templates/360-degree-feedback-forms-and-templates 

 

Apps 

360 Feedback  

https://www.surveymonkey.com/mp/360-employee-feedback-survey-example
https://www.google.com/forms/about/
https://www.google.com/sheets/about/
https://www.appraisal360.co.uk/products/bespoke-360-feedback-questionnaires/build-bespoke-360-feedback-questionnaires/
https://www.appraisal360.co.uk/products/bespoke-360-feedback-questionnaires/build-bespoke-360-feedback-questionnaires/
https://www.spidergap.com/
https://www.saba.com/uk/resources/templates/360-degree-feedback-forms-and-templates
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Debriefs: feedback meetings script 

 

  

How did you feel completing the 
360-feedback?  

 
 
 
 
 
 

 
How consistent are your ratings with 
those of your raters?  
 

 
 
 
 
 
 

Why do you think others perceive 
your behaviour in this way? 

 
 
 
 
 
 

What is the impact of this feedback 
on your leadership role? 

 
 
 
 
 
 

 
Which competences could you see 
as a development need? Why/why 
not?  
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Action plan: competences log 

 

COMPETENCE*: 

Short-range:  
critical development needs  
(6-12 months) 
 

Development goal:  
 
 
 
 
 
 

Actions steps:  
 
 
 

Time frame 

Long-range goal: important 
for growth within present or 
achieving future career goals  
(18-24 months) 

Development goal:  
 
 
 
 
 
 

Actions steps:  
 
 

Time frame 

 
Progress update #1 (after 6-12 months) Date: 
 

less effective                                                                                                                                             more effective 
0 0,5 1 1,5 2 2,5 3 

       
 

 
Areas for improvement: 
 
 
 
 
 
 
Progress update #2 (after 18-24 months) Date: 
 

less effective                                                                                                                                             more effective 
0 0,5 1 1,5 2 2,5 3 

       
 

 
Areas for improvemet: 
 
 
 
 
 

*An action plan for each one of the XRL competences  
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