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The Gift Of Feedback Introduction

About Marshall Goldsmith, Ph.D. k

Marshall Goldsmith is known around the world as a le on the subject
of feedback, and is one of the most active consultantSs evelopment and
implementation of feedback programs for organizati

s, his firm has delivered
360-degree feedback sur-

veys and personal feedback interviews. n Kelty Goldsmith, his consulti
firm, conducts large scale feedback for organizations, it is usua

he top executives.

ed seminars on feedbac as his

Goldsmith is also known f

popular program, “Mon &) rantee Coaching.” He is als Board of

Advisors for the Peter D er'Poundation, and has been bath editor and contrib-
0

utor to three 0%
About @
C e’S@he Gift of Feedback is a filmiwhiel explores an often misunder-
stoo ject: feedback. Many see a negative thing, something that
ppensi@fter a mistake is made.dBut ghe truth is that feedback is a gift, without
ich some aspects of personalagr uld be difficult, if not impossible. For
yone who interacts with 4@ : k or at home, it is crucial that the gift of

eedback is understood a critical role in living effectively in an interper-
sonal world.

In the film, M 1 tells & story which captures one of the reasons why the sub-
Jject of feed s such a challenge. As he drives to the airport, his wife
shouts a arshall’s response and subsequent reflection get us thinking

nts of feedback, and how difficult it is to establish a set of good
eedback.

M I proceeds to outline a five-step process for taking advantage of the gift
of feedback. These steps — Ask, Listen, Thank, Think and Follow up — are

each explained in detail, supported by stories and anecdotes to enhance learning
and understanding.
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About the facilitator’s guide

This guide has been developed to support those who wish to f: Ming
about feedback in their organization through the use of thi ssion
questions, background information and tools such as ises are provided
to help learners both understand and implement the concepts. In other

words, this guide was designed to give you the tgols to accomplish
your organizational goals around the underst and utilization of feedback.

Purpose of the flmand g

The purpose of the learning pr
tor’s guide — is to help indaadu
sonal growth in an inte

ch includes the film and th -
S .
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Uses of the film and guide k

A number of potential uses were taken into account as t
are sure you will create others as well. Consider usi

W roduced; we
ift of Feedback in:

rganization has an
appraisal system, and many include face-to<fs ussions among key par-

ticipants. The most typical meeting of@urs between boss and employee, V
a

although increasing numbers of o jons are including the emplo
effective. At ChartHouse nal, we

associates in the process. This ram can lay the groun
highly productive meeting eedback as a gift.

B  Making performanc

define performance g, I a meeting to summariz&ithe many instances
of performance which occurred during th eriod in question.
In other word§; pesformance evaluation happens >while the perfor-
mance appra S nnual or semi-annual t arning program can
form 0 aining program whic thggperformance evaluation

pro tive manner while und i mportance.

ping an openness to 360-
workess are provided feedbac
sometimes customers and s
€ not prepared for the
event in their lives. Thi
process, or as an

dback. Each year, millions of
eers, bosses, selves, direct reports and
bstantial number of those workers
ertainly don’t see feedback as positive
rogram is ideal for framing the feedback
precedes the distribution of feedback results.

B Deriving benefits frompother surveys. Surveys and instruments are common-
place in t lace today. Any such tool that provides information from
IS S

others e human forces addressed by this learning program.

@ an openness to self-report instruments. Many self-report

S are normed, and provide feedback by comparing a person’s
Sponses to those of others (the Myers-Briggs Type Indicator is one exam-
While the feedback doesn’t come from another person, it does arise out
of comparisons to a composite of other people. With special adaptations, this
learning program can assist the presentation of results from such surveys.
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Benefits to participants
1. More willingness to accept feedback with an open mind. V

2. A greater likelihood that feedback will lead to beh nge.

3. Less tension and conflict in feedback sessio

4. A greater understanding of feedback pro

odel a willingness to as
k about its implications

1oral change. E

5. More effective leadership, with ledders,w
, t

feedback, listen to it, thank th:
up on those areas most in n N
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Staying focused as a facilitator

As a facilitator, it’s important that you understand the f

Mssage, for it
will serve as a compass to keep you on track and o e’ It will help you
in answering questions and fielding resistance.

When you look in the mirror, you can learn Qrgs about yourself. But

on is like driving a car
o idea of the result o

windows: you bump into thi

The interpersonal wor igations is built around the in
individual human bei how relationships ar.
trust and respect ji eractions, the relationshi, ence the organi-

zation can thri n trust and respect are mis
To quote. @ 1 th: @
, \ X

sS@f our intentions. Your asso-
thinks what she or he thinks.
think. Your peers think what they
ective role in the organization, to
iCtivities, you need to know how others
nd even to your presence. You need to know

Your customers think wha

hink. For you to play
become a leader in a
react to your initi
what they thin

It is only afte ing that information that you can decide whether it is use-

Jul to you a Jind one or two things upon which to concentrate
your de ttention.
Feedba ift you can’t give yourself. It can only be given to you by anoth-

is why we should always say “thanks”.
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FACILITATING THE FILM

The next few pages offer new facilitators a blueprint to
experienced facilitators with a few ideas to conside

Wrovide

r facilitating this film
ocations. The material is

We have developed a standard opening and th
These three options are prepared to fit differe

We would love to receive your fe
the responsibility of passing t
to creating organizations wh

individuals.
Preparing pe§
The topic eeds to be framed cle icipants will have heard the

word “fe d in many ways, so it or you to provide a clear,
ing. We recommend an ope &c is both precise and benefit-

rela e 1deas below are designe e you a starting point in developing
our opening remarks. At the en is section is a space provided for you to

epare a draft of your openin

efinition of feedbac itators get grilled on definitions, so it’s worth-

while to think about ning of feedback in this context. It may be of inter-
est to note that the term'Was first used in reference to the screeching noise we
have all heard phones make. The feedback builds with intensity as the

sound waves
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In this learning program, our definition of feedback is quite specific. For
information to be considered feedback, it should meet these crite

1. It is information we receive from others.

2. We can ask for feedback, or it can just be deliver

3. It reflects on how we come across to others aSithey see us. V
4. It is important, in that it contains in ich could be significant

maintaining a trusting, respectfu jonship’ with another person.

5. You can’t give it to yoursel N u do not have the abili
self as others see you.

e ose of this learning pr
s focus on giving feed t this program is

iving it. It’s about usin:& r personal growth

Fo growth. Our focus will be o ack you can use to grow in areas
t rtant to your effective S 1, team member and friend. The
is important to all of yo s, but the focus will be on the

ganizational arena.

Receiving not sendi

unique in its
in an inte

Interdependence, notdndependénce. There are things we do alone and things
we do with others. ram is about our work with others.

Feedback is e say feedback is a gift because it is the only way you can
obtain i sout how you are developing as a leader, team member or
associa ce the information resides in others who work with you, their will-
ingness to e it with you is a gift. The only way to improve relationships is to
find out how the other person is reacting to your actions, values, beliefs, and
mannerisms.
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Facilitating the Film

Now write out some notes which will help you introduce your pro

Remember, feedback is a gift. After you have written yousfepening, study the
session options below and choose or create a sequence

@
QO
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Option 3: A half-day session

Introduce yourself and the topic.

\V

Make your opening statement which frames feedback as‘ayg1 d defines the
term in this context.

Give two personal examples of important fegdback? om your work life

and one from your personal life. V
List at least two possible benefits fr

Identify the organization’s interéshinfthis program, in other words,
organization hopes will hap & experience.

As a group, discu it would be like to have an
viduals saw fe c ft.
s

Show the entire film.
Note that the feedback which is no ample, feedback

with haming intent) but that we &mg solely on feedback
which i ift. We are assuming good imge

ion where indi-

AK FOR TEN MINUTES

group to come up with as many
ible. Review the definition before they
back in twenty minutes.

into small groups and 1
ood examples of feedbac
egin. Ask each group t

Listen to the resultifi@yexamples, and make reinforcing comments. Point out
the “gift” that i in each example. Where appropriate, note the risk
taken by theggive eedback.

Note that needs to be proactive if you want to be sure to get what

youdiee

Discusssiefly why going out and soliciting feedback is difficult.
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B Have the group help you summarize the key points of the film.

B Summarize the key theme to provide the final focus V

B  Distribute tools for further study.*

® If you will be meeting again to extend the
and identify the time and place.

otttline the expectations

national has developed a supplementary guide on the subject of feedback,
ew Book Renewal™ collection. The book, sold separately from the film, can be
s a stand-alone training tool or as a complement to the film to help participants extend
rning about feedback. It includes supplementary concepts, personal activities and
application exercises which will ensure a higher level of learning transfer to the job. Titled
Finding the Gift in Feedback. and co-authored by Stephen C. Lundin, Ph.D. and Marshall
Goldsmith, Ph.D., it is scheduled for publication in March of 1998.
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Planning and preparation checklist

\V

Design the session:

[ ] Define what you hope to accomplish

(] Write your opening statement
The day before the session or

[ ] Review the film
[ ] Review your discussion q k
] Study your supplemien rial for consistency

%” shape often encourages

\V

Check audio visual eq

[ ] Greet participantsgas they aghive
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Issues of concern to a facilitator

There are some “hot buttons™ which may get pushed d
cussing feedback. We must remember that we have
history of a participant, and must first express o
rience and its emotional base is valid.

y:ess of dis-
er the emotional

tanding that their expe-

Our purpose is to help reframe and movéibeyon t experience. For instarV
® There are people who have ha ackWtsed against them, as w
serve another’s need for power or ol. There is not much weges about
that except be clear tha nopnaive, and know that thes : .
Then quickly move tgha'posi amework, focusing on the ep from
the film. It’s this step that the feedback participant

process.

B There may b igipants with unresolved epfoti blems, and the
threat 4 pening to feedback is toodi for them to even con-
® ultimate challenge fo i1 and enormous amounts
r

sid
be wasted on an unresolvab m while the group waits.

If think that the emotiona ge € person in question is just too
reat to resolve the issue t raifed, move the group to a quick exercise
d talk privately to the : out the following: a) they control their
use of the feedback ey ask for feedback; b) it is a choice, not a
requirement, to p e; @poffer to meet with them privately to consider
what you recogniz difficult situation; and d) ask if they would like to
continue or e. O o make leaving smooth.

B At some eir lives, most people have received feedback about things

hange (gender, personality, body type, parents or physical
example). Make it clear that we are only considering things
behavioral in nature, and which can be changed if desired.

15
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EXERCISES

The following material provides a basic structure upon
build. It’s not our purpose to develop a complete set
but if you want to spice things up a bit, here are agfe
tunities. Our network of facilitators tell us tha

Mitator may
ntary material,

EXERCISE #1:

Receiving feedback: a faci iscussion

N\

ity participants will be able

OBJECTIVES:

After completing thi

inr Adback, and be aware of ways to
cuss implications of %dback;
obtain a better unde of how others see them.

STEP 1. Ask participantSigg list some reasons why they might ask for feedback
from others. eir ideas on a flip chart as they are offered. The examples

may come fro ect of the person’s life. You will receive responses like
the foll

a in elf-awareness
n discover areas in which improvement is needed
B “to see if I see myself as others see me”

B to have an awareness of strengths /weaknesses

17
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STEP 2. Ask for comments and ways one might ask for feedback, and writ
them on flipcharts as well

STEP 3. Ask participants to list the reasons why peoplegmightavord asking for
feedback, and write these on the flipcharts. Typical r¢ ht include the
following:

B avoid critical remarks

B afraid of the answer

B retaliation @

B truth hurts !\

STEP 4. Ask participafits @ think of ways one might ov eserreasons,
and post their re @

STEP 5. alR8iep, ask the participants to ¢ N the implications of
not askin edback. They will come u ments like the following:

» ing will'change

will remain unaware of i thi
ommunication will be s

B our careers will suffer




