


Feedback techniques

Introduction

Until others give us the feedback we need, we will not know what it is we don’t

know.

So what is feedback? What techniques are available and what skills are needed to
be effective in giving feedback? In its simplest sense feedback can be viewed as
any information an individual receives which allows them to evaluate whether

their behaviour at any time is appropriate, in terms of:

| meeting their own needs and goals
| meeting the needs and goals of others
| being socially acceptable.

The importance of feedback as a core management skill is increasingly
highlighted by the rising ‘popularity’ of 360° feedback by organisations. It is
also emphasised by the emergence of managerial coaching whereby managers are
asked to develop their people on the job. In addition, where organisations are
embracing self-managed development, the importance of skills in receiving and

giving feedback is critical to gaining useful data for personal development.
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Where to start?

If you have less than an hour, read the overview and select an article from the
recommended list in the resources section that is specific to your needs; watch
the video entitled Feedback Techniques or listen to the audio tapes. The Feedback
Techniques video is the most commonly used on the development programmes at
Ashridge.

If you have slightly longer than this, some of the recommended books and
articles are short, easy to read and full of useful tips. The list of practical
development activities, suggests opportunities and tips for improving your
feedback skills.
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Resources

Videos

Feedback Techniques (1994), Fenman Training, 20 mins.

This explores the problems of giving people feedback in ways which help them
grow and develop without making them defensive and resentful. Objective and
impartial feedback is likely to give an individual food for thought and should
concentrate on informing that person of the effects of their behaviour rather than

making comments on their personality.

The Art of Criticism...Giving & Taking (1998), Kantola Productions, 22 mins.

Beverly Everett, a top sales rep and talented engineer, learns how to rebuild a
hostile, destructive relationship into a productive professional one. In the video
you learn when to give criticism and when not to, how to minimise
defensiveness, how to plan a constructive exchange and a three step formula for

keeping your criticism on track and yourself under control.

Audio cassettes

Succeed at Work and Play (1994), Person to Person Communication.

This discusses fundamental aspects of communication, self-presentation,
presence and personal image. Provides ideas to consider and exercises designed
to improve your attitudes and responses to yourself and others. Tape 1 covers
the basis of good communication and how to create a positive personal presence.
Tape 2 looks at accepting and giving criticism and releasing stress.

Upward Appraisals (1992), BBC, 30 mins.

A programme first broadcast on the radio, which gives an account of companies

where staff members are encouraged to give formal feedback to their bosses.
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Journal articles

Cleeton, David (1992), Is Your Feedback Achieving Change? Industrial and
Commercial Training, Vol 24 (9), p. 9-13.

Crainer, Stuart (1997), Feedback to the Future, Management Today, June, p90-92.

Fowler, Alan (1996), How to Provide Effective Feedback, People Management,
11 July, p44-45.

Heath, Laura (1997), Coming Full Circle on 360 Degree Feedback, Croners
Reference Book for Employers Magazine, Vol 30 (3), July/August, p8-10.

Huntley, Stephen (1990), The Johari Window - How Blind are We to its Uses?
Training and Development (UK), Vol 8(6) June, p17,19,20,23.

Jones, Sue (1998), How to Give Effective Feedback, Training Officer,
January/February, Vol 34 (1), p18-19.

Lawrence, Harriet V and Wiswell, Albert K (1995), Feedback is a Two-way Street,
Training & Development (USA), Vol. 49(7), July p49-52.

Lepsinger, Richard and Lucia, Antoinette D (1998), Creating Champions for 360-
Degree Feedback, Training & Development (USA), Vol 52(2), February p49-52.

Wimer, Scot and Nowack, Kenneth M (1998), 13 Common Mistakes using 360 -
Degree Feedback, Training & Development (USA), Vol 52(5), May p69-80.
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Information files

There are information files containing a number of newspaper and journal

articles, including those recommended, in the following areas:

[ Appraisal.

[ Feedback.

| Performance management.
Books

** Books marked with asterisks are available for sale from the LRC Bookshop.
Mail order service available. Tel: +44 (0)1442 841159.
Fax: +44 (0)1442 841211. Email: celia.tucker@ashridge.org.uk

Bee, Roland and Bee, Frances (1996), Constructive feedback, Institute of
Personnel and Development.
Ashridge shelf reference: JMB (BEE).

'Constructive Feedback' plays a vital role in enhancing performance and
relationships. The authors help you identify when to give feedback, how best to

give it, and how to receive and use feedback yourself.

Binstead, Don (1986), Developments in Interpersonal Skills Training, Gower.

Ashridge shelf reference: JMB (BIN).

A monograph written for trainers and managers who wish to develop their
people. It introduces theory and practice in relation to effective learning along

with self-development activities. It includes a chapter on feedback strategies.
Briggs Myers, Isabel with Myers, Peter B (1995), Gifts Differing: Understanding
Personality Type, Davies-Black Publishing.

Ashridge shelf reference: APA (BRI) **

The book explains the essential personality traits described by the Myers Briggs

Type Indicator and their practical significance in your daily life.
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] more often positive than negative

m verifiable.

Feedback on what?

You need to decide what you want to reward and give recognition as a reward to
consistent performers as well as for one-off events. This might be to
communicate on performance or a person’s effect on others. It could be to make
the person more aware of what he/she does or how he/she does it. Give
feedback on:

Behaviour and not the person
Observation and not inference
Description and not judgement
Sharing ideas and not giving advice
Exploring alternatives and not providing answers

To do this requires: courage, skill, understanding, self-respect, and respect for
others. Focus on behaviour that can be changed. Consider how much feedback
to give and when to give feedback. Think about whether the feedback has been
clear and whether the feedback has been accurate. Feedback must be designed to

give value to the receiver and not release for the giver.

Structure the team culture and climate to achieve this. Praise must be specific
and sincere and it is quite acceptable to praise upwards (boss) as well as your
peers or subordinates. Recognise and encourage direct reports for their level of
achievement based on their standards and not on yours. Avoid rating and
classifying people as below or above standard. It only creates winners and losers
when in fact it may be the individual’s circumstances which make it difficult to
succeed. It is better to manage for performance by setting up a personal contract

for performance. This creates winners and potential winners.

Receiving feedback

Listen fully to what is being said. Try to notice your own responses and share

them with others if in a group setting. Communicate accurately. Notice and
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acknowledge your feelings as well as your thoughts. Talk directly to those giving
the feedback. Key questions which you need to address to be effective in

receiving feedback are:

Key question Implication
Do I understand it? Your intentions may not be perceived in

your actions

Is it valid? Yes it is from at least ONE point of view!

[s it important? Does it have an impact on your
effectiveness?

Do I want to change? It's your choice - but there may be
consequences.

Receiving upward feedback

Upward feedback is where subordinates or direct reports give feedback to their
manager on his or her performance or competence. Below are some Do’s and

Don'ts if you are in the position of receiving upwards feedback.

Do

[ look at all the negative behaviours identified in the feedback and don't
fall into the trap of repeating them at your meeting. Surprise them.

[ remember that people provided data anonymously. It is a big step to now
meet face to face to discuss the issues - think about how you will position
the meeting

= have a well thought out opening to set up the meeting

= be open and honest with them - show them you are human too

= ask open questions. - who, when , why, how. “...I am really interested to
find out more about...... '

[ listen carefully to the answer without interrupting. Use active listening
skills

| focus on positives.
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Don't

u be judgmental - accept the answer, although probing sensitively and

seeking clarification is OK

[ make an excuse. Eg’...Oh, I must have had an off day!...’

n be defensive

[ argue

[ let your body language send out mixed messages - use open body
gestures

= analyse the data - try to understand it!

Transactional analysis

Transactional analysis provides a view of how personality affects how you give or
receive feedback. Eric Berne built on Freud’s work to originate transactional
analysis as a method of examining the situation in which ‘I do something to you
and you do something back’ - fundamentally a transaction. Berne observed that
three states exist in all of us. The states are that of the parent/adult/child, each of
which differ in manner, appearance, words and gestures. He takes them to refer
to parts of us that deal with the world in different ways and their meaning is
reflected in our thinking and in our behaviour. The parent part deals with rules,
prejudices, rights and wrongs, among other things. The parent state shows itself
in two ways. As the nurturing parent in which one can be developmental, caring
and concerned, as a mother or father would ideally be towards their growing
children. In the critical state your behaviour might be similar to how a skilled
person looks at a product and points out a defect in it. One can also be over-
demanding and rebuking in the critical parent state, or smothering when

behaving as a nurturing parent.

The adult is where our logical thought takes place, usually in a dispassionate
objective way. It can also be described as the internal manager of our
personality, and in that role has three functions. Information collecting and
processing, testing reality and estimating probability, and selecting appropriate

behaviours.
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The child state shows itself in the ‘natural child” and the ‘adapted child’. The
natural child is the part that seeks instant satisfaction and contains all feelings
such as joy, fear etc. The adapted child is a part of us that has learned that we

cannot always do what we want.

Fig 1 Analysing the transaction

adult adult

transaction

Source: I'm OK, You're OK by Thomas A Harris, published by Arrow. Reprinted by permission
of The Random House Group Ltd.

Thomas A Harris, in his book “I'm OK-You're OK” uses Berne’s work on
transactional analysis to construct four possible life situations with respect to

yourself and others. These are:

I'm not OK: you're OK

I'm not OK: you're not OK
I'm OK: you're not OK

I'm OK: you're OK
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The value of this conceptual approach to feedback is that it allows you to
interpret behaviour with understanding and more importantly it allows you to
re-plan behaviour in a deliberate way. If possible seek an I'm OK: you're OK

situation in order to give or get the most from a feedback session.
Just helping or conflict management?

Is feedback seen as helping or as part of a conflict management process? The
person who is giving feedback mostly sees themselves as helping whereas in
reality their position may be better described as being in conflict with other
people. For example, if the feedback giver feels that there is something wrong
with the other person’s behaviour. On the other side, the receiver may feel
grateful because of the attention or the intention to help but probably also feels
hurt and resentful because he or she senses that they are being criticised and that
a behaviour that is comfortable to them is being attacked. A skilled feedback
giver should be able to distinguish between conflict and helping feedback.

Feedback in relation to achieving sustainable change

The main challenge of giving and receiving feedback is achieving sustainable
change for the individual and the organisation. This is regardless of how the
aims for required competence, personality traits and behaviour are defined. All
feedback is in large measure received at the level of feelings and as such activates
defence mechanisms. If this is not recognised and embraced as essential to
successful learning then it will lead to frustration at best and damage at worst.
There is a need for trust and the motives of people giving feedback as being for
the other person and not for themselves, with tolerance of vulnerable spots, and
self-knowledge of their own issues. We all have experience of events in which
negative comments have been most common and observed the damaging effect

of this at work.

The main blocks to achieving effective change relate to:

n low or weak self esteem
= absence of situations to try out new behaviours
u no support to reinforce behaviour
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[ insufficient belief that changing behaviour will be worthwhile.

Two techniques for addressing these issues are provided through the use of the
Johari Window for analysing group process and 360° feedback for the

individual.

The Johari Window

The Johari Window (see Fig 2 below) was developed by two psychologists,
Joseph Luft and Harry Ingham, for use in their work on group process and
feedback. This is a dynamic model in which interactions can be viewed as a
communication window through which you give and receive information about
yourself and others. And, can be used as a means of analysing the dynamics

which occur in interactions between yourself and others.

Fig 2 The Johari Window

known to others

known to self

Source: Luft, Joseph and Ingham, Harry (1969), University Associates

The model describes four panes within the window which represent four aspects

of knowledge about ourselves, two of which are known to us and two unknown.
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The open pane or ‘arena’ relates to things you and others know about yourself.
The ‘blind spot’ is the pane showing things other people know about you, but
which you do not know about your self: things such as regular behaviour
patterns which are apparent to others under certain circumstances. The more an
individual seeks feedback from others, thus becoming aware of such things, the

smaller the blindspot pane will be.

The ‘private’ or hidden area relates to things you know about yourself but other
people do not know about you - the things you want to keep hidden. Much in
this area relates to your values. This pane can also depend upon your
relationship with others and the degree of trust that exists. The final pane is
called ‘unknown’ because it relates to those things hidden in our unconscious

that neither yourself nor others are aware of.

The main value of the model is to show that if we seek feedback from others of
what we cannot see of ourselves (the blind spot) and take risks in revealing some
of what is kept behind the facade (the private), then the vertical column moves
to the right and the horizontal line moves down enlarging the arena. In this state
a person’s behaviour is open to other group members and as a consequence there
is less tendency for other members to misinterpret or project more personal
meanings into a person’s behaviour. When all relationships are characterised by
this openness then participants are much less likely to enter into ‘game playing’
and hence give more effective and valuable feedback. The key learning point is
to actively develop group norms which encourage trust and enable the arena
pane to grow larger. Until others give us the feedback we need, we won't know

what we don’t know.

Hanson uses the Johari Window to describe how people of different stances react
in groups, and what their responses are likely to be, and their apparent level of
commitment to the group and typically how others will respond in their
comments and behaviour. He describes four window formations:

The ideal window is the most open, highest degree of information exchange.

The interviewer stance is characterised by a large dominant facade. Their

contribution to the group is predominantly asking questions. Many
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interventions in the form of ‘what do you think of this?... Would you have done
this in my shoes?...It is hard to know where he stands on issues..”. This style may

eventually evoke reactions or irritation, distrust and withholding.

The bull-in-china-shop is characterised by a large dominant blind spot pane: a
high degree of giving feedback but not eliciting any; a participation style in the
group is to inform the group what he thinks of them and where he stands on
group issues; appears to be insensitive to group feedback, or unable to hear it.
He/she is likely to respond badly to feedback by crying or being angry, or
threatening to leave. He/she is likely to appear out of touch with the group due
to one way communication, be insensitive to the steering function of the group

as he does not know which behaviours to change.

The turtle is the most closed position where very little feedback is elicited or
given. The observer in the group. When challenged on her/his lack of
participation she/he may respond with ‘T learn more by listening.” Energy is
channelled in maintaining a closed system which deprives the individual and the

group from learning and development.

The four styles can be used to improve feedback in a one to one or group
situation. It is also useful as a model for observing behavioural processes; as a
vehicle for facilitation of feedback between subordinates and line managers; as a

help in eliminating interpersonal conflict

360° feedback

This, as its name suggests, is feedback to an individual on specified competences
from the key people they work with within an organisation. Data is collected,
using questionnaires from those above (manager), those alongside (functional
and or non-functional peers) and those below (reports or subordinates).
Sometimes customers and suppliers are also included and this is known as 540°
feedback. This data collected along with the individual’s self-assessment is

processed and fed back to the individual.

This approach seeks to redress the limitations of top-down and self-appraisal

which characterised many assessment processes until recently. This situation is
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changing. A recent report from Ashridge indicates that 40% of respondents in

the Ashridge Management Index have received some kind of 360° feedback.

Fig. 3.

360° feedback

what is it?

top down

Cross :
functional —( ‘;' functional
peers peers

su burdmates

Source: Heath, Laura (1997) Coming Full Circle on 360 Degree Feedback; Croners Reference
Book for Employers Magazine, Vol 30 (3), July/August, p8-10. Reprinted with permission.

The main components of a 360° system typically include:
a set of competences specified by the organisation

a set of behavioural descriptors associated with each competence

a rating scale

a relative evaluation of importance for a job.

The competences relate to behaviours and skills observed in the work a manager
does. An example would be ‘business awareness’ which may be defined as
‘...understands the business, its customers and markets, the way it works, its

structure and culture...". The number of competences applied ranges from less
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than ten to over twenty. In many cases the competences are aligned with areas in

which the organisation believes are critical to its success - strategic competences.

For each competence there are a number of associated descriptors, typically

around five.

An example of a descriptor is ’....Shows sensitivity to the value and belief systems
of the organisation...". The descriptors are presented as questions in a
questionnaire which is completed by all feedback givers and the respondent

(manager receiving feedback).

A rating scale is used to assess the degree of competence for each of the
descriptors. Typically the scale is 0-5 where 0 = not competent and 5 = extremely

competent - regarded as an expert in this area.

The job importance rating is used to profile the relative importance of each of
the competences in the particular manager's job. Some organisations prefer not
to use relative competences but instead have adopted standard profiles for each
job by grade. Typically, only the respondent and their manager complete the

relative importance assessment.

The questionnaires are completed, returned and processed in confidence and a
report compiled which presents the data to the individual receiving the feedback.
The results can include a comparison of behaviour against national, functional,
industry or company norms. Feedback requires a high degree of skill. In the UK
there is requirement of the British Psychological Society that feedback givers
must be trained and certified to a defined level of skill. Constructive feedback
should focus on: reinforcing achievements in competence; identifying any
negative behaviours that should be avoided; and, suggesting areas for

development.

The key value of this tool is considered to be that it is the only way to reveal how
successful an individual is in all their significant working relationships and how
much of the skills and behaviours they exhibit that the organisation requires for:

n achieving business goals
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[ enhancing employee’s performance
] promoting cultural change
= team-working especially in the current business climate of leaner, more

horizontally structured organisations.

Hints for the receiver of 360° feedback

The evidence shows that the more the individual manager understands and get
involved in the 360° feedback process, the more likely he or she will be to
benefit in terms of self-awareness and personal development. Some of the key
aspects to focus on are:

Before the process:

n be clear of the organisation’s objectives for using 360° feedback

n clarify the confidentiality of the data and who has access to it

[ find out what kind of follow-up support is provided

[ approach those from whom you seek feedback in person - not an email
message!

u don’t discredit the process in response to quite natural anxiety about it.

When you get the data:

| look at the positives

n don’t assume who said what - very often you don’t —instead think about

the possibilities

n be aware you will react emotionally and psychologically
= be realistic and practical

n don’t dwell on the data - talk through the implications
= question for clarification

u seek follow-up discussions

= be realistic about working on a few areas of change.

Hints for giving 360° feedback

When giving feedback, it is important to make sure that your intention is to help

others to become more effective — not to put them down, settle old scores or
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boost your own image. You are not giving feedback on their personalities and

the impact that these have on others.

The uniqueness of the instrument is the nearness to real life. To maximise the
benefits the value of feedback is dependent on the quality of the data accuracy
and method of the delivery and follow up. Ensure feedback will be ‘received and

used as a basis for change by the focal participant'.
Psychometric tests

Psychometric tests are measures of aptitude, defined as specific abilities or
potentials; or of general intelligence, which can be defined as a broad, underlying
ability to solve a range of problems. The underlying assumption is that these
tests are objective and that they will provide the same results if administered on
different occasions to different individuals. These tests are used to assess the
potential of individuals to perform to a job requirement and are commonly used
in selection, development, assessing potential to benefit from training
programmes, and as a career indicator. However, aptitude tests alone are not

sufficient indicators of performance.

There are many different models of personality but modern psychological

definitions make use of one or more of the following ideas:

u arole - as an actor plays it

u a self - a permanent entity at the heart of our experiences
n a preference - for behaving in certain ways

u an adaptation - to the environment

= a probability - that someone will act in certain ways.

Most psychometric tests rely on a trait based approach to personality, ie, how
much of their observable behaviours do they display in similar circumstances
and how does this compare with that of other people in a similar population
group. It is implicit with these measurers that some behaviours will be more
suitable to an organisational position than others. An alternative is to look for
type based instruments. Type is independent of ability and judgement about the

rightness of type. The essential difference between type and trait approaches is
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that type based instruments such as Myers Briggs Type Indicator (MBTI) seek to
‘categorise’ individuals whereas trait instruments such as the Californian
Psychological Inventory (CPI) seek to place individuals on a number of
continuous scales, from low to high. These two and a third FIRO-B, are in

common use and are described below.

The theory behind MBTI is that variation in human behaviour is not due to
chance but is the logical result of a few basic and observable differences in
mental functioning. These differences concern the way people prefer to use their
minds in relation to perceiving and judging. In terms of preference in how we
perceive, MBTI uses the terms sensing (S) and intuition (N) as preference types.
Judging is how we come to conclusions and in this MBTI uses the terms thinking
(T) and feeling (F) as a preference type. A third preference type is in our relative
interest between the inner and outer world - Extraversion (E) and Introversion
(I). The fourth type is our method of dealing with the world around us -
perceptive (P) and Judging (J). MBTI structures our personality around these

four preferences concerning the use of perception and judgement.

Californian Psychological Inventory (CPI) is a multi-purpose instrument for

assessing personality characteristics. CPI is not based on a pre-existing theory
but is based on ‘folk concepts’. These refer to 20 human attributes or qualities
such as dominance, sense of responsibility, self-control, and flexibility that all

people recognise in their languages. Its purpose is to:

= describe individuals in significant ways
n classify individuals according to social conditions
[ predict what people will do and say in specified contexts.

It has been widely used to predict educational progress; attainment of leadership
positions, interpersonal style and effectiveness; social maturity; work motivation
and performance, and creativity. CPI attempts to predict behaviour while
making no particular assumptions about where the behaviour comes from.
Whereas MBTI is based on theory and in contrast seeks to provide a model which
can help us understand and explain differences in people’s behaviour and
reaction. Its primary purpose is understanding with a strong emphasis on self-

understanding and how underlying preferences contribute to particular patterns
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of behaviour. There is overlap in the areas covered by the two questionnaires
and indeed it can be very valuable feedback to see if the same message is coming

from each on measures of introversion and extroversion for example.

FIRO-B is a psychological instrument developed to explain how personal needs
affect various interpersonal relationships. It enables scores to be attached to

three need areas:

n Our need for inclusion is subdivided into what we actively seek and
what we passively want from others. This relates to forming new
relationships and associating with people. It determines the extent of
contact and prominence that a person seeks.

n Our need for control is subdivided into what control we actively express
and that which we passively want given by others. This relates to
decision-making, influence and persuasion between people and
determines the extent of power or dominance a person seeks.

n Our need for affection is subdivided into what we actively ask for and
what we passively want from others. This relates to emotional ties and
warm connections between people, and determines the extent of

closeness that a person seeks.

The results of this instrument show the dynamics of these interacting elements
for the individual and the people they work or interact with outside. There is a
wealth of detail to be had on the impressions you create on others, their likely
impressions on you, issues of organisational culture and career development

arising from interpersonal needs and job fit satisfaction.

While the MBTI can be self-administered and interpreted from information
manuals, even this questionnaire result benefits from discussion and integration
with findings from other instruments with a trained skilled feedback giver. Most
organisations insist feedback givers have qualified for the British Psychological
Association’s Level A and B Occupational Psychological Testing certificate. This
would not ordinarily be the task of an untrained line manager for instance as it
requires a high degree of knowledge of the design, purposes and interpretation of
constellations of responses. Also, under what circumstances the findings may be

effected by ‘state’ influences on behaviour or well-being such as stress, illness. It
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is also important to understand the ethical principles of test usage, and the

influences of gender and racial biases in some instruments.

Focus groups and feedback

A focus group is method for getting people to think creatively and to share
openly their opinions about a chosen topic. It helps managers to understand the
opinions of their people and how these should influence strategy or policy and
the implementation of changes in these. A focus group brings together people
who are either interested or affected by the chosen subject in a relaxed

environment. The characteristics of a focus group are that it:

] is non directive

] allows people to share their views safely
u requires group interaction

n seeks creativity from within the group

u explores a subject in depth.

A moderator plans, prepares, selects and runs the focus group. Because the
process relies upon the flexibility of enquiry then the questions must be clear and

simple. The do’s and don’ts of type of questions used are:

Do use:

u open questions "...what, why, when...’

n clarifying questions such as ‘ ...was that before or after the policy change
was announced...;

[ non directive prompts such as ‘...1 see, can you say more about that...’

] the probe which seeks greater detail.

Avoid the use of:

n Double negatives such as ‘...what benefits will not be gained by doing
that...’
[ leading questions such as "...given the effort of the Chief Executive, do

you agree that...’
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[ multiple questions such as ‘...what do you think about outcome and
process used...’

= embroidered questions such as ‘...what do you think about...Do you
think we....I mean, is it OK..."

u and statements put as questions such as "‘Don’t you think it would be a

good idea to...’

The listening techniques for focus groups require ‘active listening’ from the
moderator to follow-up on underlying assumptions, clues from body language,
and gaps and hesitations. Active listening requires you enter the mind of the
speaker and try to understand their view of reality without judging it. To be
effective in active listening requires the moderator to encourage through non-
verbal signals such as nodding, posture and eye contact. To summarise what the
speaker has said; to express empathy which is not the same as agreement or
sympathy. It is important that all participants be given some form of feedback,
typically within three to four weeks after taking part. This should be provided on
a personal basis and not through a company broadcast such as the corporate

newsletter.
Problems in feedback giving

Problems with the use of reinforcing feedback stem from two sources: the
difficulty of transmitting messages accurately; and the degree of willingness on

the part of the recipient to use the information, and change.

It is often the case that the accuracy of transmission is not the major cause of
problems with the feedback process. Despite a skilful delivery, problems can
arise from hurt which leads to defensiveness and reprisals. A second issue has to

do with the willingness of the receiver to use/act on the feedback.

In addressing willingness, we can view feedback as an input to help direct
behavioural change. That change is necessary or desired brings out feelings of
being controlled and can result in cynical responses. Change messages can also
convey information that reduces esteem and causes defensive reactions even if

the change attempt is meant to be helpful.
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Change-oriented feedback also causes problems because of the focus of the
feedback. Negative feedback is opposed by the behaviouralists who believe you
focus on the positive or desired behaviours and ignore any undesirable
behaviours. A counselling perspective is similar and seeks to use ‘confrontation’
which builds on one’s strengths rather than one’s weaknesses. However from a
learning perspective it is argued by the learning theorists that it is negative

feedback that causes unfreezing and the need for change to occur.

Problems relating to 360° feedback systems relate to the following key issues
which must be addressed at the outset and monitored during the

implementation:

1. facilitating maximum trust - safeguard confidentiality for the participant and
anonymity for the respondents

2. the nature and variety of assessors or respondents
the balanced nature of the feedback

the perceived relevance of the competences being measured.
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Development activities

Giving and receiving feedback

Apply the checklist for meaningful feedback to a recent experience. Was it or did
it:

immediate?

specific?

describe results?

something the receiver can act upon and change?
of benefit to the receiver and not the giver?

more often positive than negative?

verifiable?

Where are the areas for improvement and what will you need to do differently to

achieve this change?

Select two to three trusted colleagues and in relation to your general feedback

skills ask them:

| What feedback skills do you use that you could be proud of?

] What is a major area for developing further?

When you are next making a presentation or chairing a meeting ask a trusted
colleague to observe how you give and receive feedback. Discuss the results and
identify one or two areas for improvement in your feedback skills. Observe a skill
development activity or get a video recording of such. Watch the interaction very
carefully and identify those significant events which could form the basis of
meaningful feedback. These could be body language or a reaction to something
said. List these as you watch. How many events were picked up on and how was
this done? How many were picked up on which you did not notice? Were any

picked up by the learner which you had not identified?
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Gain access to a development activity or video recording and use the
classification given in the overview to identify an example of the different types
of feedback that occurred. Did the choice of feedback match the learning
objective? How many types were used and which ones were missing? Were any

of those not used more appropriate to achieving the learning objectives?

Read Harris on I'm OK: You're OK. Use the three states to map out a recent
experience of giving or receiving feedback. Map this out for both the giver and
the receiver. What insight does this give? How might the goal of I'm OK: you're
OK be achieved?

Read Hanson's article on Johari Window and the four window formations. Assess
which of the four formations would fairly reflect the dynamic interactions of

your team. Actively develop group norms which encourage trust and enable the

arena pane to grow larger.

This learning guide was written by Carolyn Turnbull, an Ashridge associate.

© Ashridge - not to be reproduced without permission July-02 29



