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Feedback and 

Constructive Criticism

"Seek first to understand, then to be understood," recommends Stephen Covey . He, and many others, believes this precept is paramount in interpersonal relations. To interact effectively with anyone--managers, 

peers, community members, even family members--you need first to understand where the person is "coming from." 

Communication is the process of sending and receiving messages. It’s

more important than ever in a world that’s shrinking due to technology. How we interact with coworkers, superiors, staff members, as well as customers determines our success in efficiency, effectiveness, and the “bottom line.” 

In school you were taught the value and importance of the three R’s:




Reading
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“Riting”




“Rithmetic”

The odds are that you had to learn the fourth R on your own:
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What’s Changing?

Constructive feedback alone does not solve problems or issues, but it does open the door to problem solving or additional follow-up action.

One of the keys in giving and receiving constructive feedback is maintaining a spirit of mutual respect and learning.  Organizations today are going through a steep learning curve. In response to changing markets and technologies they are having to rethink everything that they do.


How?

· Fewer fixed duties, more open-ended assignments

· Less formality in reporting 

· Interaction with more people

· Introduction of new work processes and tasks

· Constant need to learn and to teach others

What’s Hard?

Many people shy away from giving feedback because it is perceived as 

negative.  At its core, however, constructive feedback is information about 

the impact of a person’s behavior or action. The information is not negative AND solving the problem can be a positive change for the entire 

organization.

	When Giving
	When Receiving

	Leave room for the individual’s initiative.
	Listen without interrupting.

	Share feedback in a way that conveys respect and support.
	Avoid taking the feedback as a personal attack.

	Respond to what they say back to you.
	Respond constructively when you feel “blindsided.”

	Offer feedback when you don’t know them well or they have more authority.
	Hear the real truth behind the feedback, and take appropriate action.


Your Opportunity to Give Feedback
Convey Appropriate and Positive Intent
Why should you do it?

How do you do it?


1. Mental preparation

2. Consider the timing.

3. Brief statement

4. Focus on a common objective.

Speak Clearly About What You Have Observed

Why should you do it?

How do you do it?


1. Be specific.


2. Get to the point.

3. Focus on the behavior or action, not the person.

4. Put limits on your feedback.

Behavior and Actions

Describe the Impact of Behavior and Actions
Why should you do it? 

How do you do it?


1. State one or two significant consequences.

2. Maintain an objective tone.

3. Link behavior and actions to important business needs or issues such as:

a. Business plans or goals;

b. Investor/client satisfaction;

c. Important reports or measurements;

d. Organization-wide systems;

e. Costs or cycle time; and

f. Rework.

Ask for a Response

Why should you do it?

How do you do it?


1. Invite their response.

2. Listen objectively to what they have to say.

3. Summarize or paraphrase their key points, as appropriate.

Focus on Solutions 


Why should you do it?

How do you do it?


1. If possible, ask directly for the change you want.

2. Be careful not to come across as an “expert.”

3. Let the responsibility for action be theirs.

4. Manage your expectations.

5. Determine what to do next.

Think It Through

	Their Response
	Your Possibilities

	They just didn’t know what was expected.
	Clarify your expectations.

	They don’t think there is a 

problem.
	Repeat actions from module 3 or 4 

to establish the need for change. 

Use neutral, objective language, 

and remain calm and focused.

	The person says they can’t 

make the changes right now.
	Determine whether there is a need 

for training or coaching.

	The person says they can’t make changes based on the given 

situation.
	Ask questions about other 

approaches, or if you can help 

commit to problem solving.

Don’t underestimate the positive

impact of your feedback. You may

be on target even if they don’t 

respond.

	They become emotional.
	Allow them time to calm down, be empathetic.

	They agree and welcome 

suggestions.
	Offer alternatives and your support.


Try The Eight-Step Flow-chart

Receiving Feedback

What About Receiving Feedback?


Receiving feedback almost always involves a level of discomfort. It 

may take extra effort to hear the person out.


The techniques below will help you respond constructively even if 

you don’t think the feedback is justified. Use these in any order 

and as often as necessary.

· Focus on the content, not the person.

· Listen calmly and attentively.

· Clarify the picture.

· Acknowledge their concerns.

· Avoid defending or over explaining.

· Welcome suggestions.

Don’t forget!

· Ask for feedback regularly.

· If in doubt about the merits, verify with others.

· Evaluate the feedback, and decide what changes you can make.

· Let others know about feedback that you act on.

Giving Feedback
Giving Feedback Upward

Some feedback situations are more challenging than others. Here 

are some techniques that apply in all feedback situations but are 

especially helpful when giving feedback upwards or to someone 

that you don’t know well.

1. Assess the situation.

2. Do your homework.

3. View the situation as a learning opportunity.

4. Show your willingness to explore and carry out possible solutions.

Feedback Rules
· Feedback must be timely. 

· Feedback must be specific. 

· Feedback is reasonable. 

· Feedback must be mutual. 

· Feedback must be respectful. 

· Feedback must be constructive in its intent. 

· Lastly, feedback must be fair. 

Does Feedback Mean Complaint? 

Most of what you’ve just read could make it sound as though feedback is only used when something is wrong with a situation. That’s not true. Positive feedback is the easiest and most fun use of feedback. Positive feedback is the embodiment of “catching someone doing something right.” Very few of us take the time to tell someone when he or she is doing a great job—or even an acceptable job, for that matter. Try it for a few days, and you’ll be amazed at the positive return your feedback generates. 
Why Managers Are Often Reluctant to Provide Feedback


As important as feedback is, this critical managerial task remains one of the most problematic. Many managers would rather have root canal work than provide feedback to an employee—especially feedback that might be viewed as critical. Why are managers so reluctant to provide feedback? The reasons are many:

· Fear of the other person's reaction; people can become very defensive and emotional when confronted with feedback and many managers are very fearful of the reaction 

· The feedback may be based on subjective feeling, and the manager may be unable to give concrete information if the other person questions the basis for the feedback.

· The information on which the feedback is based (e.g., performance appraisal) may be a very flawed process.
· Coach vs. Judge: Many managers would prefer to be a supportive coach than judge; feedback often forces a change in the relationship from friend to friend to parent-child. Some have called this "playing God."


Check Yourself!


1. How can understanding behavior and actions help you in preparation for a feedback session?
2. What are some steps you would take to speak clearly about what you have observed?
3.  What are some challenges you might face in giving feedback upward or to someone you don’t know well?
4. Choose one employee that deserves a compliment. Write out the compliment using the positively simple formula.

              End Day Three Professional Development Plan     
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“Constructive feedback is information that calls attention to a problem or potential problem in a positive manner.”                                                     —Barry Pruitt






























































Day Three


























A Positively Simple


Feedback Formula





    Tell them what you like . . . 





then . . . 





    Tell them why you like it!





Objectives of this module are to:





Help you understand mutual respect and its role in feedback;


Help you understand appropriate and positive intent and how to speak clearly about what you have observed;


Explain a flow-chart for potential feedback; and


Prepare you to receive feedback. 








Upon completion you will be able to:





Conduct a feedback session through proper preparation.
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