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Observation
Feedback .
And Action Planning

In Egypt today, when driving through the desert, you may see endless rows of strong, tall evergreen trees for hundreds of hectares. If it were not for the sand

under the pine needles, the scene could seem to be transplanted from regions such as from Mediterranean and European landscapes, places where water is

abundant.

So, how did this miracle take place? How were these trees grown in such unlikely drought-ridden areas where no rain falls? "lrrigation with water diverted

from the Nile River" may be an educated guess but that answer is very far from the truth.

Decades ago, in the middle of the desert, people patiently planted very small trees, barely bigger than twigs, painstakingly, one by one for miles on end. For

years, these small shrubs were then individually watered, in what must have seemed at the time like a massive and pointless exercise.

Hidden from human eyes, these evergreens patiently grew deeper and deeper roots. Underground they reached deeper and deeper, searching for an almost

mythical water table. In time over the years, they finally achieved their distant goal. Only then could their growth shift directions, and they started to reach for

the sky.

Today, many years later, these shrubs have become trees. They are big, healthy and numerous. In some areas, the forests they constitute have completely

transformed the landscape.



Why We
Do

When we provide feedback, coach, or train our staff members, we're watering our trees.

It's painstaking, time consuming, and like the growth of roots underground, we often fail to see the benefit on the surface. That doesn’'t mean for a second

that the work lacks value.

When delivering feedback, consider the Egyptian Evergreens. For your staff to grow, the daily activity you perform (feedback, coaching etc.) should

have a specific purpose (the growth of your staff) and result in an incremental performance improvement.
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Overview

Observation

To improve a behaviour or the performance of a staff member, a coach
must observe the current ongoing activity of a staff member in order to

add value.

Unless you observe effectively, you will not know HOW to improve

performance, compliment it or teach it to others.
This is an important point: Observation is NOT simply to find things for you to
fix. The ideal world scenario would be for you to only find examples of best

practice to share with the team as staff members push each other to perform.

Observations will tend to be focused around the staff member's main process:

e.g. sales/ service. However observations could be made on:

A How a staff member utilises technology (e.g. dialler)

A Staff members paperwork, notes etc.

A Staff Members performance (e.g. during off call activities)



We may have a requirement in our role to complete a certain number
of audits that look at the entire process from introduction to close.
These are broad in their focus and are not looking for anything

specifically (either right or wrong).

When completing these audits, we need to use a guidance document
to ensure consistency. It is key that we have a guide of best practice, or
what you expect as a Manager as an objective ‘check’ to work to. This

ensures consistency and ‘fairness' in the eyes of staff.

These types of observations are essential to get an overview of staff and
enable a coach to direct their efforts, but they can also be time

consuming as the whole journey of a client needs to be observed.

Think of broad spectrum olbservation as an ‘aerial photograph' of an
area you are interested in. You see everything first so that you can then

direct your attention to anything of interest.

Consistency

It is imperative that when observing long form as part of an audit that
as a coach, you are the most consistent you can be. Using a prompt
sheet or guidance document is important and if this can be shared

with your staff members, even better.



Once we have identified areas of development across our team
(either in a single individual OR a group) we can use Full Focused
Observations to ensure the specific action is being undertake and
reinforce. This is called Dip Checking. Dip checking is a great tool to
use whenever a new process has rolled out across a team and we

need to quickly ensure this has ‘landed’ with all of your team.

Action
Once you have raised actions with your staff member(s), complete
at least 2 Full Focused Observations remotely and then provide any

feedback. If possible, engage L+D to support
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To ensure coaches sing from the same hymn sheet, they

need to ‘level’ their observational activity collaboratively.

Levelling is an invaluable activity where coaches
individually mark an action or activity and then discuss
where their marking is similar, different and the same. This
supports continued development of the marking scheme

and allows coaches to share best practice.

Quality and best practice are evolving concepts, where the
‘best’ of something should change as all staff adopt new,
improved behaviours. If we do not level, inconsistencies

become more commonplace.

Action

Book time with your mentor or another Developing TL to
level together. Individually observe and mark the activity,
then meet to re-observe and discuss. If possible, engage

L+D to support.
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Full
Focused _
Observation

This would cover instances where a coach observes a specific area of a staff
member's activity (for example: the opening of a sales call) either side by side or
remotely, specifically looking for whether a behaviour or action that was

coached, trained or otherwise rolled out has been completed.
This enables a coach to quickly ensure follow up and that a behaviour has
embedded before providing feedback. It also means more observations can be

made as we are drilling down to the only section(s) we want to see, saving time.

The danger with this method is that we miss development needs in other areas

as you focus on one element of the call, so a mix of observation types is advised.




Scanhin
And/
Sampling

Scanning -I 2

Scanning is an invaluable tool that can (with practice) be completed during
other day to day activity. Scanning is where a coach walks around and
observes by listening and/or observing passively and watching staff perform

their role without intervention or pre-positioning.

This method is valuable as you can often observe behaviour or activity you
may not come across during formal listening. It is also especially useful if you
have given a team or group actions to perform and so observing all the staff

members would be time consuming.

This method would be best described as informal, and so would probably not
generate any paperwork so should support another form of observation

rather than be relied upon alone.

Sampling

Similar to scanning, sampling is where a coach pulls a number of calls,
examples or pieces of documentation together to observe as a group. The
benefit of this is that trends can be quickly identified, that the coach builds a
rhythm as they work, and that group activities as well as individual actions can

be formed.

This method is good to gather data on an action you have set an individual or
group, but would be time consuming if you are looking at an overview of

work.
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What
To
Consider
Whilst _
Observing

Observation has little value if observational feedback is not used to
support staff members and help them improve performance

results.

In other words, if you didn't see AND CAN EVIDENCE the ‘thing’

you want a staff member to change/work on..you're at the

bottom of the mountain with a long way to climb.

Positives and Best
Practice

What did the customer respond well to?
What technigques worked well?

What can be shared with the team?
What was already in place as an action
and subsequently performed by the staff

member?

Anything Missing/ Not
Performed

Was anything incorrect?

Did the staff member miss out a section/
action?

Did the staff member NOT demonstrate a

coached behaviour?

Development Areas
What could be improved?

How did the staff member come across?

11
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Observation

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

change..”

Be accurate, honest,
granular and add value.

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

Help staff members
reach the next level of
performance.

13
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If the observation is of a high enough quality, evidences its findings,
and works to an established framework, there is no reason you cannot

provide the observations of a third party in your feedback.

Our business is such that other departments may observe staff and
provide feedback in writing or digitally. This is no less valuable to the

coaching and feedback loop than your own observations of staff.

Additionally, observational feedback can come from a number of
forms, not just audits or call quality assessments. Merely physically
seeing a staff member performing an activity and commenting on this

in a structured, developmental way is observational feedback.

What is important is that this activity is recorded and actioned. The

form that the observation(s) take is secondary.

In either instance, before we provide our feedback we must pre-

position (or prep) our staff member.
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Pre-Positioning of Change within Observational Feedback
Change management and buy in will be covered later in this training
program, but for now there needs to be an understanding in staff that your

methodology will change slightly post-training.

Pre-positioning is a powerful tool in business, it improves buy in and reception
of information in staff. Pre-positioning needs to form part of your feedback,
coaching and training methodology but before that, you need to pre-position

this shift with your team.

The
Power

o, O pQre-
Positioning

16
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Coaching

It is critical that you are honest when providing feedback — staff members

need honest feedback to help them improve.
Tactful honesty needs to be specific to hold value.
Providing honesty in feedback does not mean being mean-spirited.

The goal is always to help the staff member, to build skills, and to improve

performance results.

Saying “everything is fine" is as detrimental to performance as saying nothing

at all, can demotivate staff, and fails to add value.

Most staff members will appreciate candid, honest feedback IF they

understand the intent is to help them be the best they can be. 17
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Pre-positioning is important if you feel that there will be a natural
resistance to honesty in feedback. This is especially true where the

current baseline for feedback has not been based on honesty.

It may be valuable to script or at least plan your pitch to staff members
to ensure you communicate these changes effectively and gain buy in.

For example:

“In the past | was not as effective when feeding back to you as |
could have been. Because my job is to build you up to be the best
that you can be, I'm going to be far more precise and detailed in

my feedback to you.

When | observe you | will be looking for ways to improve your
performance and when feeding back, we will discuss ways to take

you to that next level of performance.

| want you to be great, and to do that | need to feed back more to

you. Excellence at every level is essential.”

Resistance

o

Honesty
In .
Coaching

18



Staff need to know why you are doing what you are doing and the
benefits to them. Draft your own ‘pitch’ to your staff around honesty in
feedback. Consider these three key elements that you want to

communicate:

A Why you are going to be more precise and candid.

A Why now?

A What are the benefits to the staff member(s)

Because everyone is different emotionally, there may be staff
members who resent honesty in feedback. Remember you are digging
into their work and in some cases (positively) providing criticism!

A Acknowledge their feelings, both internally and verbally.

A Remind them WHY you are providing feedback.

A Remind them that the goal is to improve their performance and

realise their full potential

A Remain positive throughout. Your feedback is developmental,

which is a good thing.

re
ou
oin
his?

19






Learning
Styles

An Introduction to Learning Styles
Discovering the learning style(s) of staff you manage can be incredibly useful
when tailoring coaching or feedback to an individual, and will improve the

impact of your interactions.

We're all individuals who absorb information in different ways, and if we
identify the way we do this best we can play to that strength when learning a

new process or behaviour.

There are four main learning styles that individuals can exhibit. When
delivering feedback it is best practice to understand the style that dominates

a staff members learning and to tailor your behaviour appropriately.

You will tend to favour a presentation style that compliments your own
learning style. There isn't anything wrong with this, its only natural to do it!
However as a coach, you'll need to be aware that your preferred style or

approach isn't going to fit' everyone.

Action
Have your team complete a learning styles assessment and record your

findings. Consider these when delivering training, coaching or feedback.

pA
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underlining, highlighting and other
ea rners visual aids to support their learning

Visual learners respond best to:

Visual learners like to look at what they

are being taught and normally

Z accompany their notes with doodles,

Pictures, videos, posters, slides
Flowcharts

Underlining, different colours,
highlighters

Textbooks with diagrams and pictures

Craphs

When studying or taking in

information they may want to try:

Reconstructing the images in different

‘e ways: trying different spatial

arrangements.

Redrawing pages/ information from
memory

Replacing words with symbols or initials
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Kinaesthetic
Learners

N\
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Kinaesthetic means to learn by doing,
Kinaesthetic learners respond best to: When studying or taking in

learners like to be hands on and try things information they may want to try:

All senses being engaged - sight, touch,

for themselves. Often this means getting Making examples relatable to things
. . taste, smell, hearing. Coaches who give
things wrong to see what will happen as , e discussed, using case studies to help with
. real-life examples and applications of
part of a trial and error process. principles and abstract concepts. Talking

their learning
, , about notes with another kinaesthetic
Hands-on approaches (especially with
, person.
computing)



Create
finance

Read-
Write
Learners

o=
7

Read-Write learners are the list makers.

They will often have to do lists, up to date

calendars and written plans of action.

©

Read-Write learners respond best to:
Lists, Headings, Glossaries, Definitions,
Hand-outs, Textbooks, Notes (often
verbatim), Coaches who use words well
and have lots of information as notes,

Manuals

24

When studying or taking in
information they may want to try:

Reading their notes (silently) again and again.
Rewriting the ideas and principles into other
words. Organizing any diagrams or graphs into
statements. Turning diagrams, charts and flows

into words.



Auditory
Learners

J
J

Often Auditory learners look like they
aren't paying attention, but in fact are
actively listening, meaning their notes
don't need to be as comprehensive. They
will often be the first to discuss topics as

this helps them retain information.

Auditory learners respond best to:
Discussions and tutorials, Discussing

topics with others, Discussing topics with
Coaches.

Explaining new ideas to other people,
Remembering the interesting examples,

stories and jokes.

When studying or taking in
information they may want to try:

Expanding their notes by talking with
others and collecting notes from the
textbook.

Asking others to ‘hear’ about their topic.

25
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It is often said that we should treat others the way we would like to be
treated. This approach fails to take into account that we're all different,
with varied needs and wants that need to be fulfilled for us to feel

valued. Ideally we should treat others as they would like to be treated.

The only issue with this approach is that we don’t know how people

want to be treated unless we actively find out.

Understanding a persons preferred communication style and being
able to understand and then flex to support this will help improve the
impact of any conversation you have, but is especially valuable in a

feedback and coaching environment.

To quickly ascertain a persons communication style, ask yourself two

qguestions:

A Is this person open or self contained?

A 1s this person direct or indirect?

Your answers to these two questions will give you one of four possible

communication styles:

Flexing Your
Communication
Style

29
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Communication
styl es These are Expressive Communicators.

Open but Indirect

These are Amiable Communicators.

Direct but Self-Contained

These are Driven Communicators.

Indirect and Self-Contained

These are Analytical Communicators.




Expressive

These individuals tend to be persuasive, entertaining

storytellers. They are charming and friendly but can be poor

o
Communicators

Remember, Expressives are Open and Direct, they are open
because they want people to know all about them and like
what they find, and Direct to ensure they are heard and not

ignored.

N\
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What do they want?

Expressives want to be popular within a
group, they seek excitement and
stimulation and fear both a loss of
influence and approval. They will act
enthusiastically in most instances but will
handle stress by disregarding it entirely or

verbally attacking.

N N

Planning Communications Communicating Effectively

. . Plan communication that stimulates all
Cet behind Expressive peoples goals,

- . . . learning styles but allow them time to
vision and values if possible. Avoid gsty

arguing as they wont shy away from this, talk. Be bold and bring up new topics

. . openly. When confirming details, use
and instead focus on reaching a level of penty 9 '

. o . email or writing to ensure the material
understanding. Take a genuine interest in 9

. . . lands'.
the person and aim to show them in their

best light, ideally in front of others.



te
nce

Amiable _
Communicators

Amiable communicators hate conflict and actively seek
the most secure, stable route over all others. These

people are reliable, dependable and always pleasant.

Amiable communicators are Open but Indirect, and so
want to avoid conflict at all costs, being involved in a
confrontation or argument switches them off and can

be highly stressful.

What do they want?
Amiable communicators want the

easiest, simplest stress free method.
Keeping these people calm and relaxed is
the best way to maximise their

performance.

Planning Communications

These people need to be shown that you
care and can empathise. You need to be
focused on them, and display active
listening to create a warm, friendly and

non-threatening environment.

Communicating Effectively
Amiables need to be shown that plans

and ideas will help them and others,
make them secure in their role, and
compliment their ability to get along with

others.
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Driven

Drivers often don't want to or don't have time to open up

and discuss feelings. Their emphasis is on completing tasks

[ 4
communlcators over building relationships, will tell more than ask and talk

What do they want?
Drivers want autonomy and to see results
or benefits immediately. A big fear of
Drivers is to be taken advantage of or

overlooked.

more than listen.

Drivers are fast paced go-getters and often have
commanding personalities, communicating with these
individuals can be challenging due to their dictatorial style,
but these people are usually your high performers, so it

essential you get them on side.

Planning Communications Communicating Effectively
When handling Drivers, be prepared and Be direct and to the point, co operate
organised so that you can get to the point with ideas and support their goals and

quickly and start to plan objectives. objectives where appropriate.

33



Analytical
Communicators

Analytical Communicators are less adept at sharing
feelings, thoughts and ideas with others. They thrive on
organisation and detail, often have a more formal

communication style, and hate to be seen to be wrong.

The Analytical commmunicator seeks to be right in order
to gain respect and understanding and wants a

manager to show the way for them to follow.

H H

What do they want?

Analyticals need to be shown, not told by
a prepared and patient person. Data,

charts and evidence all sway an Analytical
communicator so being well prepared to

support your point is essential.

Planning Communications

Analyticals will have questions that need
answering around your point(s). If you
need to propose solutions to problems,
ensure these are logical and have a clear,

explainable reasoning behind them.

Communicating Effectively

Meet confidently and get quickly to the
point, but don't push for answers or a
resolution quickly as Analyticals need
time to get up to speed on what will be

required of them.

34
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Ensure your staff member understands what is going to happen /the format

of the feedback and what you and they are going to aim to do. BRsure the

focus of your feedback is development.

Pre-positioning means staff understand the structure of whatyou are doing

and improves buy in and reception.

Pre-positioning doesn't mean that you are tipping your staff off, and if
approached correctly, shouldn't mean staff become defghnsive or prepare for

an argument.

Pre-positioning can be quick and simple, doesn't need much prep, and sets

you up for success. Examples of effective pre-positigRing could be:

A Making staff aware during your morning huddle
A A ‘tap on the shoulder’ during the day

A An email or phone call

33



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

Step 1 they did, with the positives first, followed by development areas.
o bta I n 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
You r 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

ta feel you need to work on to improve?
. that what they are doing is correct. It also helps pull out ‘off call’
Pe rce Ion issues as staff members may bring up actions outside of the3
context of your observations.

Ideally, feedback should be given as close to the initial observation as

Asking the staff member helps establish whether they are actually

aware of development areas or are working under the assumption

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.

E.g. What are you proud of on your calls? If you could improve

anything about your calls, what would it be?



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.

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 bg
the coach agreeing with what the staff member has said! Which is not a bad

thing at all.

Step 2:

Provide
Your
Perception

37
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otep 3:
NSeNSuUsS

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 memlbers idea, to do this we can use a

model specific to the staff members will and skill level.






A Guide to Models -

Using a Model

Dependent on your observations of the staff member, your knowledge of their personality, and their learning style, you will want to use a model to support

you and your staff member moving towards action planning

The models provided below are broken down into three groups, dependent on the staff members skill and will, a certain model is appropriate for use.

Working through a Model

After providing your perception, you need to move to your model. Work through the individual stages which should bring you to action planning.

Best practice would be to plan in brief what you wish to cover at each point in the model. Action planning should occur ‘in the moment’ as it is 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.
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The
MEDIC
Model:

For

Engaged
Poor
Performers

The MEDIC Model is good for developing staff with areas of poor performance

who have a will to succeed.

Motivation
Why does the staff member want/ need to do this?
E.g. You've told me you want to achieve next month's bonus. What are we going to

do to achieve that?

Explain
How will the staff member achieve this?
E.g. We can work on the areas identified in your call listening as ‘Amber’, looking at

your ‘quick wins' id say Call Open and Call Close are the best ways to start.

Demonstrate
Show the staff member how to perform the action/ demonstrate the behaviour.

E.g. So what we could do is...

Imitate
Get the staff member to show you how they will perform the action/ demonstrate
the behaviour.

E.g. Show me how you would do what I've just suggested.

Consolidate
Agree a way forward.

E.g. Right. How are we going to implement what we've done today?
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The
SAID
Model:

For .
Challengin
Poor
Performers

The SAID Model is useful to highlight why you are providing feedback to a poor

performer you feel may push back.

Standard

Legitimise your criteria - your feedback is not your opinion, so where has it come
fromn? E.g. Metrics, standards, compliance ruling etc.

E.g. If we look at the call quality criteria we can see where our areas for development

are.

Actions
What specifically have you observed - again keep it factual - based on your criteria.

E.g. So what | observed when | listened to you was...

Impact

You want this person to change their behaviour. Why should they, what is the
impact of doing so AND what are the consequences of failing to do so?

E.g. What we want to do is improve your performance in these areas so we can
move you into a ‘green’ category. If we continue in this way, we're going to find that

you aren't eligible for bonus and we have to move to an action plan

Do/Develop

What are WE going to do? What will you do to support the staff memlber, and in
return, what will they do for you?

E.g. So what can we do to improve performance? What support do you need from
me? If you could ask me for anything to improve your performance, what would it

be?



Specific
What do you want / does the staff member want to do? Metrics should
support this. How, How Much. By When?

E.g. I want to improve my NPS score to be above the team's average.

Measurable
How will you, as a TL, know when the goal has been achieved? What does the
staff member need to have achieved?

E.g. | will need to improve by 2.3

Achievable and Realistic
Is the goal achievable? Is this in line with the business needs/ goals? Can the
staff member reasonably be expected to hit the target/ goal?

E.g. | know thisis achievable as | have previously attained this score.

Time Bound
By what date should we reassess these goals and the achievement against
them?

E.g. By the end of the month I ill have achieved this goal.

Engaging and Reviewed

What are you going to do as a TL to ensure that the staff member stays the
course? What will keep them going? E.g. | will look at how this staff member
achieved their goal and build a development plan to support any other staff

members in the same way.

The
SMARTER
Model:

The
tandard
./ For
Buildin
Robus
Actions
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The GROW Model is ideal for high performers who you are pushing

to succeed. The
GROW
Set the overall objectives/ allow the staff member to set objectives.

These should be short, sharp and clear. ‘
E.g. What is your aim? What are you hoping to achieve? Mo e '

Reality

What is the advisors current reality? What is actually, factually going

on?
E.g. Where are you at right now? Could a SWOT analysis help?
Options I op

What do they want to do? What can you do to support?
E.g. To achieve that, what are you going to do? What can | do to P ﬁ rm r
support you on that journey?

Wwill

What are we going to do? When? How? Ideally you want more than
one objective to achieve the option.

E.g. Let's break down what you're going to do into smaller goals. How
are we going to do that? When are we going to do that? What

improvement will we see?



.

Step 4:
Action
Plan

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

to undertake.

Action planning should occur ‘in the moment' as it is 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 have identified the
areas that require development, to improve in these areas, these are the
GOALS.

E.g.: Joe Bloggs needs to improve his Objection handling around Secured

Apps to meet the team average of (KPI%)
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