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WELCOMING FEEDBACK

What is Welcoming Feedback?

Welcoming feedback is the demonstration of the commitment to self improvement, and
therefore showing gratitude and grace when others are giving feedback or critique you, your
efforts, services and/or products.

Why is it important to be open and welcoming of feedback?

Being able to both constructively provide AND receive feedback is an essential life and business
skill. And to be fair, developing these skills to a high level of competency may not always be easy.
However, with practice, they can be mastered.

Here are some key points for consideration about feedback in general:

0 Feedback allows individuals to highlight what they're feeling.

0 People generally give feedback because they care about you, the impacts of a behaviour, a
particular topic, the relationship with the topic and/or the relationship with you.

0 Feedbackis provided on important issues, and the importance may be subjective to the
persons involved.

0 In mostinstances, people want the feedback acknowledged and they want to hear what will
be done with the feedback provided.

0 It may lead to ongoing personal and professional development.

0 Feedback may enhance performance results in the workplace and other environments.
O It can help improve interpersonal relationships.

0 It potentially reduces stress and creates psychological security.

0 And feedback can play a part in developing the ideal organisational and/or commercial
environment.

Why is it so easy to slip up in the area of welcoming feedback?

There are tips for both giving and welcoming feedback on the following pages. Although this
documented is primarily focused on receiving feedback, both of these frameworks are being
provided because the main reason why feedback is not taken on board or welcomed fully is because
one or more of these guidelines are not honoured.

Please read them carefully.
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Guidelines for Giving Constructive Criticism/Feedback
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Be clear about your motives for providing the feedback. What do you have to gain? Are you
focused more on the needs of the organisation or the other person more than on your own
personal or professional needs? What's the right balance for the situation?

Conduct the conversation in private wherever possible.

Choose the right time to provide the feedback. As soon as possible after the event may be
more productive and effective.

Check your tone. Make sure you don’t sound or act threatening. Check your body language
as well and ensure the content, tone and body posture all match in a positive and supportive
way.

Keep the criticism balanced. Start with strengths or something positive, work the critical
comments into the middle, and ensure the finish is with constructive and positive
comments.

Focus on the problem or issue and not on the person’s personality. Be clear in your
conversation that this isnt a personal attack, but a solution focused conversation related to
the issue.

Have your evidence ready to support the criticism. Check it for objectivity and accuracy. It
may not be helpful to slam a folder of evidence in front of the person. Instead, consider
providing the best examples from the evidence that would strongly and positively define
the issue for discussion.

Check your language to ensure you're accurately describing the situation. Avoid words like
“always” and “never” as well as qualitative judgements like “worst” in your description of
the issue. Watch for assumptions and generalisations.

Check to ensure you're not comparing the individual with others. Keep the conversation
focused on the topic at hand, the individual and your role in it. Also watch if the individual
starts comparing themselves to others, as this may not be fair and productive.

Limit the scope of the conversation to only a few critical points. It can be overwhelming to
someone to suddenly receive a long list of criticisms, to the point that they may actually feel
attacked and incapable of meeting your expectations.

Set the tone up front in the conversation. Remind the individual this isn‘t personal and that
the focus is on finding a solution to the issue at hand, and that you're committed to working
together to co-create that solution.

Leave past issues out of the conversation, unless you can draw on historic examples as
proposed solutions for the current situation.

Ask the individual lots of questions, particularly solution focused questions such as, “What
would you like to do about this?” or “What ideas do you have that we could discuss?”
However, avoid questions that begin with the word, "why” as these can easily put the other
person on the defensive. Find the right balance between asking questions and making
statements.
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Ask the individual to make a commitment to the agreed change. Likewise, be willing to
make a commitment yourself so that this is a collaborative effort and no one person carries
all of the responsibility.

Keep the conversation on track. If there are secondary issues that come up, you can take
note of those and request that those are saved for a separate and more relevant
conversation. Be sure that you do follow-up on that.

Be willing to answer questions about the validity or reasons for the feedback. Support the
individual to understand where the feedback is coming from and why it’s important. Also,
link the importance of the feedback to future needs, objectives, strategies and/or
relationships. Try to be both present and future focused versus simply past focused.

Create a “coaching for performance” versus a “performance management” conversation. If
this isn’t a verbal or written warning situation, make sure that is clear up front.

If the individual isn’t taking the criticism well, check in on how the person is “feeling” by
asking questions such as, “"How does this feedback make you feel?” This can be an
important step as it honours the individual’s personal feelings. Once this is done and the
person is allowed the opportunity to express their feelings, it is more likely that the
conversation can then be re-directed back to an objective framework for a solution-focused
discussion.

If the individual refutes the feedback and claims it's invalid, it may be helpful to remind the
person that feedback provided as a result of the perceptions of others means that there is
always at least the potential for truth. This means that the perceptions of others also needs
to be addressed. Consider asking what behaviours could be performed that might
positively turn the perceptions of others around?

If the individual continues to refuse to believe the feedback, despite the evidence provided,
it may be useful to offer the person some time to review the evidence, situation and their
feelings on their own for a day. The benefit of this strategy is that the person may be
feeling attacked and unable to objectively respond to the feedback immediately. Given
some personal time, they may check in with their own feelings, review the evidence and
come back with a different attitude and approach. Be sure in this scenario to schedule the
next conversation.

Get creative. You don’t have to control the situation yourself, as this is a collaborative
conversation, although you may be the primary facilitator of it. Consider asking the
individual, "How would you like us to discuss this feedback?” or "What do you think would
be the best approach to discuss this?”

Sometimes the only person someone is willing to accept feedback from is themselves.
Therefore, you may want to consider strategies where you ask the other person to identify
what the improvement opportunity is. For example, if the individual has made a number of
errors in a business report, you could ask them to take the report away, analyse it and come
back the next day with their own ideas of how it could be improved and the solutions to
those issues. This makes the individual primarily responsible for identifying and solving the
issue. You can always provide them further feedback after you've given them the
opportunity to provide their own.
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Look at yourself. How do you respond to criticism? What can you take from what works
well for you, or doesn’t. Do you need to improve on something as well, particularly if that
development area is related to what you're providing criticism to someone else on? Are you
willing to offer your own areas of development as part of the conversation and solution so
that there’s more equality in the discussion?

Finally, end the conversation with encouragement. It's important that the last words heard
are positive and may inspire the person. You may certainly feel better for having done so as
well.

Guidelines for Welcoming Constructive Criticism/Feedback

(0]

Criticism is simply feedback. Feedback is simply information. Choose your attitude to best
support the acceptance of information and to allow you to objectively process it.

Listen to the feedback. The person providing it has taken the time to share what they or
others feel, and this may be important to them to share. Honour the relationship and also
accept that this may be quite difficult for the other person. When you listen effectively, you
are potentially making it easier for the other person, and you're more likely to really hear
the positive intention of the message.

Check your body language to ensure that it is “open” and that you make eye contact with
the person. Is the content of your language, the tone it is delivered in and your body
language all matching in a positive way?

Restate the critical feedback to ensure you understand it correctly. This includes
paraphrasing any emotional comments the other person makes, such as, "I can see that it
has upset you when this situation happened.”

View the criticism as an attempt to solve a problem or turn a particular situation around. It's
not a personal attack. For example, it may be about customer feedback where the
perception of the customer is based on their experience. If the customer perceives it to be
true, then there is at least the potential of truth in the feedback. This applies to many
situations, therefore be willing to accept that there is always the potential for truth in any
feedback, even if that truth is uncomfortable and contradicts what you feel the truth really
is.

Thank the person giving you the feedback, regardless of whether or not the feedback itself
is uncomfortable to hear.

Focus on the potential solutions to the situation. By not doing so, you are potentially
motivating the conversation to become even more uncomfortable and have greater
negative consequences. If you would like to avoid further discomfort, work with the
individual to keep a positive framework to the conversation. Offer solutions if you have
them, or ask the individual what solutions they would like to propose if you can't think of
any yourself at the moment.

Ask for time to consider the feedback if at the moment you are feeling that it's too difficult
to be objective. In your request, let the other person know that you would like to take some
time to consider the feedback and come back with a positive response and/or solutions. If
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you don’t provide some assurance to the individual providing the feedback, they may be left
feeling negative and that they weren’t effective or supportive. This outcome doesn’t
support a long-term positive relationship or solution strategy.

0 Don't talk about the feedback with others unless it is really appropriate to do so. Check
your motivations before discussing with others. A common error here is to consult with
other individuals to gain a consensus as to whether or not the feedback is valid and fair.
Most likely, the situation doesn't warrant such consultation. The feedback has been
presented with evidence and/or someone else’s personal emotional comments. The
feedback is between you and the person who provided it to you. Honour that relationship
and keep it between yourselves.

Characteristics and/or Behaviours of a person who welcomes feedback well

0 They actively seek feedback with enthusiasm more than perfectionism.
0 They always say thank you for the feedback regardless of whether they agree with it or not.

0 They may ask enquiring questions about the feedback but they don't dispute or dismiss the
perception and opinions of others in the process.

0 They make commitments about what they’ll do with the feedback.
0 They follow through on their commitments.

0 They check in with others to see if an improvement is observable and having the desired
positive impact.

0 They share what they've learned with others with a desire to support others in their own
personal and professional development, when and where they have permission to do so.

Evaluate your own perspective on welcoming feedback

0 Reread each of the guidelines for giving and receiving feedback in this document and rate
yourself on a scale of one to ten (1-10) where ten is the highest level of consistent quality
and positively impactful behaviour.

e How do you feel about your self-evaluation results?

e Which areas do you believe you could improve in?

e Which three areas are the priority for you to focus on right now?

e What's one thing you could do for each area that would have a more positive
impact?

How will you measure that impact?

What will be the difference in your personal life if you make these changes?
What will be the difference in your professional life if you make these changes?
Besides your own interest, who currently really “needs” you to be making these
changes and why?




Q@;&

high 1deals

0 Specifically go ask your colleagues, clients, friends and/or family members for feedback on
how well you receive feedback. Ask them for specific examples of your behaviour now and
also the specific examples of the behaviour they would like to see. Ensure that you also ask
them how they have felt at times they've provided you feedback and how they would like to
feel in the future. This is also your opportunity to make commitments to improve and to
follow through on those commitments.

Improve your degree of welcoming feedback

After you have completed your evaluation, if you have noticed some room for improvement, you
might like to try some of the following strategies:

0 Seek out a person (or persons) who you believe have developed an exceptional level of skill
at welcoming feedback. Interview them and ask them questions about their own
development process to get to where they are now. Consider that this is a mentoring
session where it may be expected that you will make a commitment to this person at the
end of the interview and that it'll be necessary for you to follow through.

0 Create a personal/professional development plan around both giving and receiving
feedback based on your self evaluation scores you gave when reviewing the guidelines
section earlier in this document. You may need to select someone to help you keep
accountable to that plan, such as a coach, mentor, colleague, friend or family member.

0 Consider getting coached or mentored on this area (or any other area you'd like to develop)
and work with the coach to determine the actual habits which are effective and those which
are negatively impacting your performance to give and/or receive feedback well. If you're
not sure where to start to look for a coach or mentor, the High Ideals member directory
includes members who offer these services, which may be a good place to begin your
search as you'll know that those practitioners have also achieved the High Ideals
credentials.
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Further resources

If you would like to develop further in the area of accountability, the following resources may be
worth considering.

Please note that High Ideals does not endorse or receive any direct benefit from recommending the
following resources. The list is simply a suggestive collection of materials that members of the High
Ideals management team have found useful in their own development.

O http://managementhelp.org - This is the Free Management Library which has numerous
articles and resources for professionals and business. You'll find a number of articles
specifically on giving and receiving feedback.

O http://www.mindtools.com/ is a site High Ideals often refers people to as it is an incredible
resource to assist people in developing their own professional skills regardless of whether
they run their own business or work for someone else.

O http://www.selfgrowth.com/ is a site High Ideals often refers people to as it offers both
personal and professional self-development information and resources. You can type in any
search word you want, such as “giving and receiving feedback” and you'll get a list of
articles, blogs, resources and links to other sites which could assist you in your own
development.

O  http://www.high-ideals.com — Check out the Member Directory section for High Ideals
members who offer services which could support you, such as coaching, mentoring or
consulting on High Ideals criteria/values.

Author and editor acknowledgement

High Ideals would like to acknowledge and thank Noel Posus for his work on this document. Noel
Posus is the Director of Training, Research and Development for High Ideals as well as a
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High Ideals directory by clicking here and search by name.
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search by name.
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Disclaimers and Other Important Information

High Ideals Pty Ltd is committed to ensuring that all of our services, products and information we
share is foremost designed and delivered in a manner which has the potential to support others.
Our values are focused on giving, being supportive and making a positive difference in the world.
We are also dedicated to ensuring that we are at all times ethical demonstrating integrity at all
levels. Therefore this Disclaimers page is necessary to provide clarity on a number of key points, as
follows:

0 AllHigh Ideals Pty Ltd documents are for information purposes only.

0 Clients and all who read these documents are responsible for their own decisions and High
Ideals Pty Ltd will never provide advice or direct you what to do. Our services include sharing
these resource documents, which are focused on assisting clients to raise their own awareness,
by which they can make their own decisions and be responsible for their own actions. It is the
responsibility of anyone who receives an High Ideals Pty Ltd resource document, whether they
are a direct client of ours or were forwarded this document from a third party, to read our full
terms and conditions available on our website:www.high-ideals.com

0 The client and/or reader of this document are responsible for engaging in their own research,
further reading, and exploration. This document is simply an information sharing starting point
only.

0 All of our High Ideals Pty Ltd personnel and members can contribute to our Resource Library,
and share the responsibility for writing all of these documents. As a collective, we have a huge
range of backgrounds and areas of expertise. We also take great care when sharing information
to ensure it is accurate, useful and a product of sound research as well as our own personal and
professional experience. Therefore many of our comments are born out of our many years of
experience in a large number of areas of endeavour or interest and the successes of our clients is
the evidence behind these strategies and techniques. If we are providing personal opinion, we
make that clear, and take care to validate why and/or how this personal opinion may be useful
in the total picture of self exploration of the client/reader. When we do share personal opinion,
it is typically in the form of sharing from our relevant experience, ideas of strategies we feel may
be helpful, and potentially have been helpful for us personally. Personal opinion never includes
giving advice or providing specific direction to the client/reader. If we are referencing the work,
thoughts or opinions of others, we also make that clear and give full attribution and
acknowledgement to those other sources of information. We also share our validation for why
we feel this information may be of benefit to the client/reader.

0 We adhere to the Harvard Referencing System in providing reference information and
acknowledgement for all books, websites and other information sources. We are continually
updating our documents to match this standard. If you ever notice a reference which you feel
does not meet this standard, please let us know by writing to info@high-ideals.com with this
feedback so we can attend to it immediately.
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0 High Ideals Pty Ltd never makes any endorsement or recommendation of any websites, books,
companies, products or services. Instead, we provide ideas for the client/reader to explore
certain websites and books in particular. We review and carefully select which websites and
books we feel may have some potential value to our clients/readers. Then, when we raise these
ideas with the client/reader, we also provide our justification for why we feel the idea may have
some merit. For example, if we raise the idea to the client/reader to explore a particular
website, we will indicate what it is about that website which we feel has the potential to be
useful to the client/reader. It is then the responsibility of the client/reader to make the final
assessment as to whether or not it is actually useful.

0 We also take no responsibility for the content of any website other than High Ideals Pty Ltd.
We cannot control the accuracy, security or technical performance of any website other than
our own. Similarly, we have no control over the content of any books we raise ideas for
exploration about, or the availability of those books. It is the total responsibility of the
client/reader to determine whether this information is for them to pursue further.
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