Feedback - Everything You Ever Wanted To Know


What is feedback & What’s the point?

Feedback is about providing information about performance or behaviour with the aim of affirming and/or developing performance or behaviour, i.e.
· to affirm what you do well

· to help you develop in areas you do less well (either qualitatively or quantitatively)
The whole point of giving this information is to help the receiver(s) do better the next time round.  It is hoped that through raising awareness and discussing possible ways tackling issues might improve performance.  Giving feedback to affirm what is done well is meant to sustain motivation where credit is due.   As the description of what we did is fed back to us, we come to understand better what we did and did not do, and what we need to do more and less of to close the gap between our intent and the effect we produced.  The most powerful single modification that enhances achievement is feedback; but it has to be done effectively for it to work.  We hope to cover this in this article.
"Improper guidance and feedback are the single largest contributors 
to incompetence in the world of work, and a principal culprit at school".

 (Gilbert, 1978, p. 91)
‘Oh what power the gift could give us.  To see ourselves as others see us’

Robert Burns, 'To a Louse', 1786

Scottish poet
Where does feedback fit in?
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Do you think this is a good model?

Why don’t we use it more often?

Types of Feedback
Feedback can be given in a summative or formative way; it all depends on what you are trying to achieve.  Summative feedback is when information is given to affect the quantity of performance.  It is often given at the end of the unit/course and will include a summary of what the student has achieved and how well they have done. 

Formative feedback is when information is given in a way to affect quality of performance, i.e. how they are progressing and how they can improve.  Formative assessment should enable learners to engage in a self-reflective process to enable them to see where they are now and what they need to do to get to where they want to be.
If the primary e understood as the most important assessment practice.

Formative assessment can identify strengths and also areas of weakness:-

· Unconscious incompetence – is when learners do not know that they do not know something. Formative assessment can promote awareness

·     Conscious incompetence – is when learners are aware of what they do not know.  Formative assessment can promote learning

· Conscious competence – is when learners know that they know something.  Formative assessment can encourage them to incorporate their learning into practice
· Unconscious competence – is when learners are so familiar with their practice that they do not know that they know something.  Formative assessment can keep them from lapsing
In addition to telling learners what their needs are and where they are in the learning process, formative assessment can:

· Tell them when they are ready to learn

· Enhance their innate motivation to learn

· Demonstrate a range of strategies and ways of learning

· Offer the opportunity to reflect on the learning process itself
Evidence shows that high quality formative assessment does have a powerful impact on learning.
Examples of Ways to Get Formative Feedback

· Video analysis

· Random Cases Analyses

· Problem Case Analyses
· OSCEs – can be done in a formative or summative way
· Significant Event Analyses

· Prescribing reviews

· Referral analyses

· Feedback from other members of the health care team (type 360 degree type feedback into Google)

· Patient feedback
· Appraisal
Why do I need to learn about Doing Feedback Effectively?

Because feedback can encourage OR discourage behaviour.  If given in the wrong way, negative feedback can result in an “unpredicatable subsititution or change of behaviour” (Tosti, 1986) thus preventing you from what are really trying to achieve.  

Can You Remember a Time When You Were Given Bad Feedback?

If we want to figure out how to give good feedback, it is probably a good starting point to figure out how to do it badly.  Try and recall feedback (may be at school, college or university or even in the work place) that was awful for you.
Use the reflective cycle to describe the episode.  (see figure below)
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THE REFLECTIVE CYCLE (Gibbs 1988)
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Feedback is NOT:
About blame, approval or disapproval; evaluation is all about placing a value on a performance or piece of work.  Feedback is more neutral – it merely describes what you did or did not accomplish given a standard or intent.

And, going back to your recollection of bad feedback, it may well have been due to one of the following reasons:
· A negative emphasis: It is a mistake to concentrate exclusively on a person’s weaknesses. Feedback also reveals areas of strengths about which the participant should be encouraged to feel proud and to develop further.

· A "flavour of the month" approach: where everyone is compared to each other in a displayed graphical form.  Individuals may see their results as interesting, but there is no emphasis on action for improvement. Consequently, any small benefits soon fade away.

· Poor communication about the purpose: If participants and respondents are not told the purpose of the exercise, there will inevitably be some who invent their own reasons when responding to constructive comments.. The way the exercise is presented and the time invested in explaining it are crucial to the results obtained. 

· There was no action or support, just an evaluation: For feedback to be useful it must result in action. A good facilitator can help the learner see the priorities and work through an action plan.
How the Learner May React to Feedback
1. On the person receiving the feedback :- 

2. Anger: ‘I’ve had enough of this’
3. Denial: this reaction often accompanies the initial shock of feedback   ‘I cant see any problem with that’
4. Blame: ‘It’s not my fault.  What can you expect when the patient won’t listen?
5. Rationalisation: finding excuses to try and justify their behaviour ‘I’ve had a particularly bad week’  ‘Doesn’t everyone do this?’
6. Acceptance

7. Renewed Action (this is what you are after)
And, as the Giver of Feedback, avoid doing this:
1. Obligation: ‘I’m duty-bound to tell you this’
2. Stand on Moral high ground: ‘It is for your own good!’
3. Bullying and fudging: taking a long time to get to the point and covering many irrelevancies

4. Minimising: ‘Don’t worry, it is not such a big deal.  Everyone does it at some time’

5. Colluding: ‘You’re probably right, perhaps I am overreacting’
Do You Relate to Any of These?

Some people hold back from giving motivational feedback because:

· they think that compliments are inappropriate

· because the staff member is only doing what he or she is paid to do

· they feel too embarrassed

· they believe that the person receiving the feedback may relax and take it easy…….the ‘halo effect’

· they believe that the person receiving the feedback may be suspicious of their motives

· they think that the feedback may be misinterpreted as a ploy to fish for compliments in return

· they don't like receiving motivational feedback themselves
Some people hold back from giving developmental feedback because:

· they worry that they might upset the receiver ………‘the horns effect’

· they are concerned that the receiver may reject them/reject the feedback

· they are concerned that the person might retaliate with developmental feedback his or herself

· they are concerned that it may end in a confrontation that would be difficult to resolve and might damage future relations

· they think that the issue is too trivial, and that it would be better saved for something more substantial

· they don't like receiving developmental feedback themselves.

If you do relate to any of these then what you need to do is develop you method of giving EFFECTIVE feedback.  Most of these perceptions are just that: perceptions NOT reality.  Most people really want to know how they are doing. They want to know if other people like what they’re doing. They also want to know if something could be done more effectively or if boundaries are being overstepped. 

So, How Do I Give Effective Feedback? The Billion Dollar Question.
Earlier, we said feedback is “information about performance or behaviour that leads to action to affirm or develop that performance or behaviour.”  There are four key words in this definition:
1. information: hard facts, concrete data, observable examples of performance and behaviour and NOT personal hunches NOR assumptions!

2. about performance or behaviour (i.e. what the person does and how they do it) and NOT about who they are.
3. a very specific intention, that is, to lead to action.  If this does not happen, then there is no point in giving it.

4. feedback is intended to affirm or develop performance or behaviour.  This means that before delivering feedback, the deliverer must be clear as to the outcome they wish to see.  If this is not clear to the deliverer, what hope has the recipient got?
Clearly, if you want people to improve the quality of their work in relation to a standard, you have to get rid of the secrecy about the standard. The trainee needs the opportunity to see the models, to look at the rubrics, to look at past efforts and say "Alright, how can I accomplish this work myself? How can I really do it well?" That takes deliberate training in self-assessing, self-adjusting, and goal setting.
Guidelines for effective feedback

According to Tosti (1986) there are three general principles for effective feedback. They are fit, focus and timing. The following table offers basic guidelines to consider for creating effective feedback:

There are several things you need to remember 

TIMING

Check to make sure it is the right time to give feedback

Eg if the giver or receiver are in a foul mood or upset about something else in their lives, now might not be a good time.  Check!

Try and give feedback soon after the event – not months later when the receiver can’t recall it anymore and it thus becomes a “cold” topic.  Research shows that feedback given immediately after a test-like situation is best.  In general, the more delay that occurs in giving feedback, the less improvement there is in achievement

· be well timed 

· enough time take time and prepare well
· full attention/no interruptions

· both people feeling calm

· if possible, receiver should feel prepared

· both parties need time… don’t rush

GET THE FACTS

· IF IN DOUBT - SHUT UP AND LISTEN

· TIMING IS CRITICAL

ENVIRONMENT

· involve mutual goodwill

· receiver should feel that the giver isn’t their enemy

· giver needs to want to help  receiver develop
· give criticism on “neutral” territory

· Need to Alter Beliefs concerning Feedback

· Fundamental to being able to give effective feedback is the belief that feedback is a helpful, healthy and positive communication between two people. The purpose of feedback is to maintain and improve performance - it should therefore have both a positive intention and impact. Consequently it is vital that the whole feedback process, whether giving motivational feedback (what has gone well) or developmental feedback (where the individual can improve) is conducted in a positive and constructive way.

·  Be encouraging in tone

METHODOLOGY

Enuser the receiver can understand the feedback you give so they can act on it.  Try and pitch it at the right level.


encouraging self-evaluation and reflection .

· Concentrate on behaviour, not the person. - focus on “the problem” rather than “the person”

Be Descriptive

· Be Specific - focus on facts and give examples

You don’t have to be overinclusive and cover everything.  Think and revaluate: “have you said enough?”

The simplest prescription for improving education must be “dollops of feedback.”

· Feedback is enhanced by Is enhanced by dialogue which encourages the ability to self-assess.  1.
Make space for reflection on both sides

· -
is the feedback leading to better outcome??  If not why not?  What is responsible for the hindrance?
· ‘The key skills are to listen and ask, not, as is often the temptation, to tell and provide solutions.’
· -
monitor the relationship periodically; a)
How am I feeling about giving it?

CONTENT

· Don’t forget to balance the feedback.  Only give feedback where it is going to make a difference.  Don’t over do it with negative feedback – you may push the learner into defensive and unrevealing mode.  Don’t forget to provide some positive stuff. Positive feedback generally provides more information than negative feedback and strengthens a student’s motivation and self-confidence.

· is balanced - positive and negative

· is specific - with clear facts and examples

· is descriptive (not evaluative) - how the receiver behaves, not who they are

· if ‘developmental’, refers to something the receiver can change - and offers an idea of how to change

· acknowledge the other person’s strengths and good points

· empathise

· discuss solutions

· highlight benefits to both parties

· try to end on a positive note
Don’t forget to get feedback on yourself
· Purpose for the teacher

· How are my teaching strategies working?

· How well are the students, individually and collectively, doing, in terms of my course grades?

· What information can I obtain about the characteristics of the students

· What do the students think about my teaching, etc.?
Well Known Methods of Giving Feedback
Brown & Leigh’s (1996) Constructive feedback Rules
My personal favourite.   They say feedback should be:

DESCRIPTIVE

non-judgemental, based on behaviour not personality
BAD: "I think you’re selfish in that you don’t listen to anyone else”
GOOD: "I notice that you don’t look at people when they are talking to you".                 




Both these comments can apply to the same situation, but the second describes what is happening, whereas the first is judgmental. The second gives information which the other person would find difficult to dispute, but relatively easy to take action on. The first is more likely to provoke a defensive reaction, with little chance of any resultant improvement.

SPECIFIC

or focussed;   In order to focus developmental feedback:-

a) avoid personal comments

POOR: ‘you fool! Cant you remember that I needed these accounts for the meeting yesterday?’
GOOD: “Shirley, I need the accounts for 2pm on Friday for the management meeting later in the afternoon.”
b) Avoid Mixed Messages

POOR: “John, you always look as if you have just got out of bed but patients clearly like you”
GOOD: ‘John, can I be so bold as to suggest you take more effort with your appearance in order to make a better impression?  I’m just think what first impressions patients might make – what do you think?’
c) Avoid diffusion

POOR: ‘You’re not very good at relating to patients.  You have to improve.’
GOOD: ‘Richard, do you think your difficulty with patients might be because you need to identify their ideas and concerns a bit more?.  Can we talk about it & work out some plans to improve?’
DIRECTED

towards behaviour that can be changed.  Feed back on observed behaviour  and a way of doing this is to focus on what the individual has said or done; don't make subjective judgements.  

POOR:  “why the poker face?  You always look miserable”
GOOD: ‘I’m wondering if  you smiled a bit more, patients might engage more?”
TIMELY

given as close to the event as possible (taking account of the person’s readiness etc)

SELECTIVE

addressing one or two key issues rather than too many at once

I’ll add a sixth…….

SUGGESTIONS rather than  PRESCRIPTIONS

feedback should be in the form of suggestions rather than prescriptive comments)
“I wonder if….”; “Do you think it might have been helpful if…..”;   “Have you any thoughts on ….”; “What if…..  what do you think?”

PENDLETON’S RULES FOR FEEDBACK

Pendletons (1984) rules of Feedback 

1.
The trainee is asked to start by identifying his or her own strengths

2.
The trainer reinforces these and adds further strengths

3.
The trainee is asked to identify areas for improvement

4.
The trainer reinforces these, adding further areas if necessary

This structure works on the simple principle of an emotional bank balance: that withdrawals cannot be sustained without credits in place first.
THE SET-GO METHOD OF DESCRIPTIVE OUTCOME BASED FEEDBACK

	
	OBJECTIVE
	NOTES


Group members to base their feedback on:

	1
	What I Saw
	descriptive, specific, non - judgmental


Facilitator to prompt if necessary with either or both of:

	1
	what Else did you see
	what happened next in descriptive terms

	2
	what do you Think John?
	reflecting back to the doctor on the video who is then given an opportunity to acknowledge and problem solve himself


Facilitator then to get the whole group to problem solve

	1
	Can we clarify what Goal we would like to achieve
	outcome-based approach

	2
	Any Offers of how we should get there
	suggestions, alternatives to be rehearsed if possible 



Some Other Hot Tips for Giving Feedback

•
Importance of Congruency, Consistency & Honesty

•
‘feedback that doesn’t talk about the other is just talking about yourself’
Often, criticism is disguised as feedback.  Criticism is NOT feedback and is often delivered more to make the giver feel better than to really help the recipient improve their performance.

•
Feedback should be constructive not destructive

Turn negative feedback into positive suggestions.  Eg ‘the fact that you remained seated when Anne came in seemed unwelcoming.  I think if you had walked over and greeted her, it would have helped put her at her ease’

•
‘The connoisseur is as expert as the statistician, and sometimes more valid and reliable’

•
Be descriptive rather then evaluate

Tell the person what you saw or heard and the effect it had on you, rather than merely something was good or bad.

Eg ‘the tone of voice as you said that really made me feel you were concerned.’   Is better than ‘that was good’

•
Start with the positive…………..

Accept and digest the feedback, especially the positive. It often helps for the reciever to hear what he/she did well first before going on to what can be done differently.  Unfortunately we live in a culture that emphasises the negative.  If the positive is registered first, any negative is more likely to be listened to and acted on.

•
Prioritise your feedback - don't overload the receiver

Only one or two points at any one session! Don’t save all the mistakes for one go. Developmental feedback to be effective needs to concentrate on one correction at a time

•
Give motivational feedback before formative - don't start on a negative when you have a positive to offer too.

•
Be clear about what the individual did well and what he or she could do to improve

Don't use a positive-negative-positive sandwich such as 'The first part of your presentation was well structured, but the second part was not as clear; overall though you did really well.' This approach leaves the individual with the impression that everything is OK.

•
Ask questions when giving feedback - don't make the conversation one-sided; ask the individual what he or she thinks they did well, and where he or she thinks there's room for improvement.

•
Time your feedback - say it while it's fresh; don't wait until a long time after the event.

•
Own the feedback - don't feed back on behaviour that you have not observed but that has been reported to you by someone else.  Use ‘I’ comments.

•
Have a positive intention when you give feedback 

Don't use feedback to 'get at someone'; the purpose of feedback is to help the individual.

•
Leave the recipient with a choice

Don’t demand a change…because it is more likely to meet up with resistance.  Rather, skilled feedback offers people information about whether to act on it or not.  It can help us to examine the consequences of change vs no change, but it cannot involve prescribing change.

Which Method?
The choice of feedback mechanism will often depend on the nature and purpose of the task. Useful feedback can be received from a range of people (eg tutors, employers, peers, self) and students should be encouraged to make effective use of feedback from a variety of sources.

1.
Unconditional attention

2.
Applause

3.
Behavioural  gestures

4.
Written forms of feedback

5.
Creative communication & exploration

6.
walk & talk (a way of looking away)……...going for a walk and the two of you talking and reflecting.

7.
Mirroring and paraphrasing……………..”So you think that you need to….”

8.
Giving scores……………………………5 stars, number of thumbs up etc 

9.
‘Carrots’…………………………………also provides a useful incentive

Handling bad reactions to feedback
Trying to tear down defences is not constructive – they are there for a reason.  There are various strategies for reducing or eliminating defensiveness.  Pendleton’s method should hopefully prevent this from occurring.  However, if it does occur and persist, try the following:

· Name and explore the resistance – ‘You seem bothered by this.  Help me understand why’
· Keep the focus positive – ‘Let’s recap your strengths and see if we can build on any of these to help address this problem’

· Try to convince the trainee to own one part of the problem – ‘So you would accept that on that occasion you did lose your temper’
· Negotiate – ‘I can help you with this issue, but first I need you to commit to….’

· Allow time out – ‘Do you need some time to think about this?’
· If the recipient shows emotion: listen actively, empathise. You may need to postpone any further discussion until later.

· Explore the resistance to understand it – ‘Help me to understand more about why you feel so angry’

· Keep the responsibility where it belongs – ‘What will you do to address this?’
· If the recipient is in denial: reiterate the facts, what you saw or heard
· If the recipient of the feedback goes into justification: refer the individual to the standards expected of him or her and ask the person what he or she could do differently to prevent the situation happening again.
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Handout for GP Trainees 
Feedback

Definition

Information about performance or behaviour which leads to action to affirm or develop performance or behaviour, i e 

· to affirm what you do well

· to help you develop in areas you do less well

Useful feedback should:
·  be well timed 

· enough time 

· full attention/no interruptions

· both people feeling calm

· if possible, receiver should feel prepared

· involve mutual goodwill
· receiver should feel that the giver isn’t their enemy

· giver needs to want to help  receiver develop

Giver should ensure feedback

· is balanced - positive and negative

· is specific - with clear facts and examples
· is descriptive (not evaluative) - how the receiver behaves, not who they are
· if ‘developmental’, refers to something the receiver can change - and offers an idea of how to change

Receiving feedback

· May need to ask for it
· Listen carefully
· Ask for clarification, examples and alternatives
· Give it time to sink in and get into perspective
· Think about your relationship with the giver (trainers want GPRs to do well!)  

· Try not to 
· feel devastated by small criticisms

· be defensive and make excuses
Rules for Receiving Feedback

· Listen carefully to what is being said

· Accept the Feedback, Don’t reject it!

Accept positive feedback…don’t reject it!

Accept negative feedback...don’t reject it!

People should be receptive to feedback and see it as helpful. When receiving feedback the individual has a choice whether or not to accept what he or she is told. Avoid rejecting what has been said, arguing or being defensive. 

· Ask questions to clarify fully and seek examples is useful. 

· Acknowledge the giver of feedback and show his or her appreciation

The feedback may not have been easy to give.
What should you do with feedback?

It is up to you to make the most effective use of the feedback you are given. You need to use it to build on your strengths and address areas for improvement.

· Read or listen to comments carefully and ensure you understand what is written/said. If not, ask.

· Keep notes of what is said to you.

· Try to keep feedback sheets/information together, so you can see common themes.

· Categorise information eg are there many comments on your referencing skills?

· With more general feedback, think about your own work and highlight the areas that apply to you.

· Identify what you need to do to reach the higher standard

· Re-read your feedback sheets and any notes before your next assignment

· Decide those areas on which you would like to concentrate in the next assessment

· Produce an Action Plan based on feedback information and on your views of what is important to improve eg:    Area to improve Actions to take, including sources of help By when? (date)
by Drs. Maggie Eisner & Ramesh Mehay, Bradford VTS
Feedback skills

	Pendleton's rules

· Clarify matters of fact  

· The doctor consulting says what went well and how  

· The observers identify other things that went well and how  

· The doctor consulting says what could be done differently and how  

· The observers add to this, concentrating on 'how' The doctor expresses how the feedback went  

· The pair or group agree areas for development 


The skills needed to give feedback are comparable to those needed for successful consulting. I believe the difficulties we all experience in giving feedback relate to our need not to destroy the other person. We often avoid areas that could be contentious or seem overcritical. Unfortunately, this often leads to a kind of cosiness, where feedback is restricted to broad comments on the consultation without clearly dissecting and potentially improving on the skills demonstrated. The most important part of feedback is offering an alternative to the skill or task being analysed. In this way the giver of feedback is also open to criticism by the receiver, and dialogue can then begin about the skills or attitudes in question. 

Pendleton's rules for organising feedback  provide a clear structure for this task. However, they are not a method for analysing consultations. The rules may be applied to any of the skills or tasks being analysed, so that each interaction is seen to be fair, and so the learner can express his or her own thoughts and feelings. Much adult learning takes place this way -facilitated rather than directly taught. As with any skill, practising the components enhances development and increases confidence. The safe environment of the trainers' group provides an ideal setting in which to rehearse the art of feedback on videotaped consultations, while helping colleagues to improve and refine their own techniques. The many techniques for analysing consultations can be classified as task-oriented models or behaviour and skills models.

	 

	
Communicate on:  

· Performance  

· Effects on others 

To enhance awareness of:

· What (s)he does  

· How (s)he does it. 

	
		  

	
	Feedback requires: 

· Courage 

· Skill 

· Understanding 

· Self respect 

· Respect for others 

	 Focus on: 

· Behaviour which can be changed 

· How much and when to give it 

· Being accurate and clear 

	Give feedback on:  

· Behaviour, not the person 

· Observation, not inference 

· Description, not judgment 

· Sharing ideas, not giving advice 

· Exploring alternatives, not providing answers 



	


   eventually





purpose of assessment is to support high-quality learning, the formative assessment ought to b
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