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The first hard and fast rule of observational feedback is to provide it as close

F I I I to the initial observation as possible.

This is for a number of important reasons: The staff member may worry

about what has been observed and become resistant or defensive without

reason. The observed behaviour may need rectifying quickly.

The staff member's memory of the event observed is freshest closer to the
time and this really helps when feeding back. Quick, immediate and
balanced feedback should be motivational, contribute to development and

drive performance.

The best coaches do not just tell staff members “Do a better job next time”,
he or she shows the staff member how to do a better job or equips them in
some way to achieve this: “This is what you did, and this is how we can
improve...”

The key rules of feedback are:

A Be accurate, honest, granular and add value.

A Provide a take away (in the form of actions) that helps the staff member

improve.

A Help staff members reach the next level of performance.
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Pre-positioning prior to delivering observational feedback means
employees understand the structure of what you are doing and

improves buy in and receptivity.

You want to ensure your employee understands what is going to
happen, the format of the feedback and what you and they are going

to aim to do. Ensure the focus of your feedback is development.

Pre-positioning doesn’'t mean that you are tipping your staff off, and if
approached correctly, shouldn't mean staff become defensive or
prepare for an argument. Before you deliver any feedback it is best
practice to look to your notes and begin to structure what you are
going to discuss. There may be a number of points to cover but
remember: you can only raise so many actions before a staff member

has way too many points to work on.

Prioritise your feedback so that you can focus on the bigger/ more
critical areas first and then move down your list. For example, if you
have multiple areas of development but a couple of compliance
issues, the focus of your feedback will need to be compliance, this

doesn’t mean you can’t discuss other areas though.



Obtain your
staff

members
erception

The staff member goes first: They give their perception of what they

did, with the positives first, followed by any development areas.

This means the staff member has to talk first and starts to establish
the rhythm of coaching, most of the talking should be coming from

the staff member. Remember to try and work to an 80/20 ratio.

E.g. Tell me what you thought was good about your call. What do you

feel you need to work on to improve?

Asking the staff member helps establish whether they are actually
aware of development areas or are working under the assumption
that what they are doing is correct. It also helps pull out ‘off topic’
issues as staff members may bring up actions outside of the context

of your observations.

Ideally, feedback should be given as close to the initial observation as
possible. If this is not the case for whatever reason, it may be best to

ask the staff member for ‘generalised feedback’ to avoid dragging out
a session where your staff member struggles to recall a specific

activity.
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Once the staff member has finished, the coach then gives their perception.

Again they start with the positives and then work towards the development
areas, giving balanced observational feedback, evidenced by their audit

document.

You can use the structure:

A What you observed (specifically)
A The effect this had (to the customer, business, colleagues)
A Specific best practice or development within the observed behaviour (be

granular)

There are no ‘Bad’ parts, just ‘opportunities to develop’. Often this section
will be the coach agreeing with what the staff member has said! Which is

not a bad thing at all.



Next, the coach and the staff member look at what they have identified as

‘development areas’.

At this point the coach needs to really drill down on why the staff member

needs development here, what has caused this development area etc.

Is this an action that the staff member can undertake alone? Will the staff
member require support / coaching? E.g. We agree on these
observations...So, what do we need to work on? OR What are we going to
work on? It is important that the staff member is collaborated with during

this stage and that they are still the one doing the talking.

A collaboratively agreed development plan is more likely to be followed as it

was the staff members idea!

Reach
consensus




This is where we start to plan actions for the staff member

and for the coach to undertake in order to address any go o
o o o o o ‘ ; :“’n L ‘ -

shortfalls in either performance or behaviours as raised in | 7 .

the initial observation.

Action planning should occur ‘in the moment’as itis a
collaborative process but that doesn’'t mean you can't
come to a session with an idea of the actions you think

will be appropriate.

At this point in the process, you and your staff member

should have identified the areas that require

development, reached consensus, and are now focused on

who to improve in these areas.

Think in terms of the employee needing to either Stop,
Start or Continue. The actions you set should ensure that
they are Clear on how this should happen, Capable to put

this action into place and Motivated to succeed.







