INTRODUCTION

Here's the funny thing about continuous feedback, it's not new.
We are already doing it. Not only that, we are doing it in
abundance, on more topics and in more significant volumes than
ever before but in our personal lives. From every like and
comment to every thumbs up and crying laughing emoji, we've
never been feeding back more to everyone out there; whether we
know them or not.
Think of one of your Whatsapp groups as an example. If someone
messages into one of them today, querying what date suits
everyone to meet next month, whether anyone could
recommend a good restaurant in the city or even expressing a
grievance; not only is everyone notified and updated, they
respond. Sometimes, even immediately. Everyone starts feeding
back to the group. It's fast, effective and efficient. So why isn't
this transferring to our professional lives?

"If you are restricting feedback, professional
pressure builds up like a dam until one day it
bursts."
There are several reasons this is the case. For starters, the notion
of continuous feedback in the professional context has been
saturated in negative connotations over the years. People dread
feedback. Praise risks feeling patronising while unconstructive
criticism risks upsetting people or triggering defensiveness. This
can make potential problems worse rather than resolved.

To be fair, as people leaders, you have enough on your plate, so
why add to your overwhelm? It's not uncommon to immediately
think: ‘If I implement continuous feedback, I'm just going to be
swarmed with everyone's problems and complaints. Why would I
do that? I don't have time and certainly not the capacity.’ These are
fair assumptions but are not 100% accurate.
This is where the word continuous plays a vital role. If you are
limiting feedback to once a year, then that's probably what those
sessions can feel like, limiting. If you are restricting feedback,
professional pressure builds up like a dam until one day it bursts.
By implementing continuous feedback instead, you can bring
flow to the process, by regulating it. This means less stress and
more ease of operation in your feedback system.
With this all in mind, it's fair to say continuous feedback is in dire
need of a rebrand. Throughout this eBook, we're going to not
only explore its positive impacts and dispel some of the myths
but look at the best ways you can implement it, leaving old
opinions behind.

BENEFITS

We need continuous feedback; we all do. Everyone in your
company, as well as your company, needs it, including you. It's
crucial, in fact. Let's start with why it's vital for your most
important grouping.
Your People
Gives Them a Voice - By giving people this space, you are giving
them a voice, a place to use it and one to be heard. Sure, they can
express their concerns but also their passions and their praises.
There is no replacement for hearing directly from your people.
The same way there is no substitute for listening to them.
Shows They Are Valued - These sessions are a place where they
can give feedback and also receive it within a safe, reliable
process. Your people will start to see that their contribution is
valued and therefore, will feel valued.
They Feel Supported - This is a no-brainer. Consistent check-ins
mean stable processes. This ensures the conversations you are
having are centred on current priorities and are being held within
the current context. This is the kind of security that makes
people feel supported in their work, especially when there are
challenges to be faced.
It Empowers Them - When you combine the elements above,
such as giving people a space to express themselves as well as
making them feel valued and supported, you will empower your
people. As we say, empowered people become engaged people,
and engaged people become productive people.

You, The People Leader
Gain Valuable Insight - This is a real opportunity for you to know
what's really going on. Waiting until the end of the year for
someone to tell you about something that happened six months
ago, isn't very helpful nor is hoping you will be informed of
everything you need to know about since the last review.
Continuous feedback means you are checking in regularly with
your company's biggest knowledge source and removing these
communication obstacles.
Proactive Over Reactive - Gathering the wisdom learned
through continuous feedback enables you to know what is going
on with everyone in your company. It also means you are
informed when issues arise. This allows you to be proactive and
supportive in your actions through intervention or prevention,
rather than having a knee-jerk response when it's too late. Also,
bite-sized information is both easier to consume, digest and
work with.
Lead - Continuous feedback allows you to truly lead your people.
It provides you with the opportunity to get to know them, to
build trusting connections and learn more about what's
important to your people both personally and professionally,
which leads to better leadership.

Both of You
Personal Improvement - Feedback works both ways. It's an
ideal opportunity to get feedback on your performance, to
actively listen, take constructive criticism on board and learn
from it. This is the case for both your people and for you as a
people leader.
Knowledge Share - The power of knowledge sharing should not
be underestimated. You are learning from one another and
sharing information that not only helps each of you in your role
but by association, wider teams and the company.
Improves Productivity - By having a robust feedback system in
place, it has a positive ripple effect on other processes
throughout your company. From communication to managing
expectations, it naturally improves workflow, which leads to less
frustration, more action and advances performance.
Deepens Relationships - By coming together regularly, you are
learning more about each other and deepening your relationship
through knowledge sharing. You are also engaging in two-way
interactions and joint problem solving, strengthening your
dynamic.

Your Company
Builds Trust - Reliable and regular interactions lead to building
trust between you and your people. With regulation, comes
consistency which is a critical factor in trust-building. These
actions also aid transparency and accountability, which further
strengthen a trusting relationship and a trusting work
environment.
Improves Communication - Clear, consistent communication
processes are essential to minimise conflict and increase
productivity. It empowers people to know the correct channels
and have access to them, as well as to understand what they can
expect.
Positive Company Culture - When people are connected,
relationships nurtured and everyone knows how to use the
processes in place, this all contributes towards creating the right
kind of company culture, one where your people as well as your
business not only grow but thrive.

FEEDBACK IN ACTION

Now for the nitty-gritty. This is a process that comes in many
forms, as well as the must-do and the must avoid. Top of the list
is 1:1 meetings. These are one of the best ways to find out what
your people's priorities are so you know where they are coming
from on their actions, decisions and approach as well as how
best to support them. It means you can intervene if problems
arise before they intensify or indeed, act to prevent them.
They also ensure a clear alignment of goals and an opportunity
to show your people why their work matters. There are several
different kinds of 1:1s, but we would recommend including the
following into your continuous feedback process.
Operational 1:1
We'd encourage you as a people leader to meet with your people
for what we'll call an operational or standard 1:1 and that it takes
place weekly or fortnightly for at least 30 minutes. The purpose
of this meeting is to report on progress, remove any blocks to it
and ask or answer any specific or relevant questions that your
people might have.
We recommend sticking to a pre-agreed agenda that has been
collaboratively created between you. It should be prepared and
reviewed in advance of the meeting and consist of the identified
key priorities as well as key talking points. It's to ensure your
people are working on the right things. It's also about showing
how their work contributes positively to the wider context and
goals of the business. This type of 1:1 should be set-up as a
recurring event, and with a rolling collaborative agenda in mind,
that can easily be updated to reflect priorities.

Engagement 1:1
Many organisations opt for sending regular pulse surveys to their
entire team rather than setting up this type of face to face
interaction with their people. We can see why they decide to go
with this approach from a scale perspective, but there is just no
substitute for meeting with your people in person.
Engagement 1:1s exists to get a general pulse on your people's
happiness and engagement levels in their role within your
organisation. As a people leader, the goal of this meeting is to
identify any early indicators that may cause them to be bored or
burn out so you can intervene. Ideally, it is something that
happens monthly with each of your people.
This form of meeting works best if there's a small number of
questions, let's say four to six, shared in advance. We suggest
creating a collaborative document between you as the manager
and the individual. This better prepares you both for the meeting
so you can start straight into the discussion, knowing what to
expect as well as what you want to express. When it comes to
these questions, we encourage you to begin by asking some
reflective ones.
For example:

"In the past month or since we last met, what has gone
well?"
"In the past month or since we last met, what would you
change?"

It's also an ideal opportunity to get some feedback on your
performance and that of the wider management team. For
example:

"How could I be a better manager for you?"
"If you were me, what would you do differently?"
"What's the one thing about our organisation you would
change?"
Taking this a step further, your people are likely part of a wider
team. It's a good idea to include some questions to get your
people's perspective on this. For example:

"How do you feel the team is working?"
"What would you change?"
To finish the conversation, we would recommend bringing it back
to individual goals. Focus it on their future. For example:

"In the next month, what would you like to do differently
from last month?"
"What areas would you like to grow in or learn more
before the end of this year?"

Performance 1:1
The last 1:1 we'll dive into is focused on career development. If
this meeting can follow the output of a quarterly or bi-annual
performance review cycle that your people took part in, it would
be best. That way, you have data from the review cycle for
context. Alternatively, it can be a stand-alone event. As a people
leader, your goal for this meeting is to understand the aspirations
of each of your people when it comes to their careers and what, if
anything, is preventing them from achieving them. Only then can
you know how best to support them.
Ahead of this meeting, each of your people should be asked to
prepare responses to questions centred on their role currently
and their career aspirations. For example:

"What do you like and dislike about your current role?"
"What roles or people do you aspire to?"
"Where do you see your career in 6 months, 12 months
and then in 3–5 years?"
"Outline anything you feel you need to advance your
career goals, e.g. skills, experiences, coaching or
mentoring."

From this meeting, your aim is to identify a clear number of
personal development goals and needs. It's your role as a people
leader to then commit to articulating and investing in the next
steps to get started. We recommend you align the progress you
are driving against these goals and give continuous feedback
through the regular operational 1:1s. It will make your people feel
supported and motivated to move things forward as well as ask
for help.
There's no doubt that these meetings take time. However, when
done right, 1:1s are an opportunity to show your people that you
care about them, their professional success, and their overall
happiness. It also gives each of your people a chance to reflect
and think about what they need to be successful, and to hold you
as their people leader accountable in helping them achieve this.

In the Moment Feedback
We often get asked if it's only scheduled 1:1s when feedback
should be given, and the answer to this is no. As your continuous
feedback journey progresses, you'll get to a stage where you and
your people are comfortable giving and receiving in the moment
feedback - and it's a worthy goal to reach. Adopting a technique
created by the Center for Creative Leadership known as
Situation-Behaviour-Impact, can help with this and giving
feedback in general. It focuses your feedback on specific
situations and behaviours and then outlines the impact that
these behaviours have on others. Here is how it looks.
Let's say you attend a meeting where one of your people is
regularly speaking over others. Directly after the meeting, ask
them if they have a minute and ensure where you are speaking to
them is in private. There, you can highlight that it's inappropriate
to talk over other people. By doing so, it disrupts the flow of the
meeting, slows it down, and risks making others feel like their
contribution won't be heard. Offer guidance alongside this. In
this case, assure the person in question that the meeting is
designed to hear from everyone, so by following the process,
there will be adequate space for them and everyone to
contribute so speaking over others isn't necessary.

Approaching these situations with this technique, means you are
giving feedback in the context of the situation when everything is
fresh. Making time for in the moment feedback is always a
winner. It's clear, informal and time-relevant, which all support
your people's learning. From a people leader perspective, what
does in the moment feedback need to take flight? From our
experience, it requires time, commitment and leadership to
nurture a culture of it.

How To Make Time
We hear the following a lot: "Where will I get the time to do all this
when I already have so much on?" It's a fair question, but it is
possible. Firstly, it's about being intentional in your approach.
There should be no fear of hidden agendas. Instead, everyone is
prepared for their meetings and knows what to expect, so they
run smoothly. Also, hold shorter meetings. Instead of a usual
hour-long one you have planned, make it 45 minutes. This allows
time on either side of it for these kinds of interactions with your
people.

Create A Retrospective Culture
From presentations to product releases and company
communications, make time for reflecting on how things went as
a team. It's a way to look at what you want to stop doing,
continue to do or most importantly, what you are going to
improve. Creating opportunities for reflection following events
supports this kind of feedback.

Be Consistent in Your Delivery
As a people leader, this one is right up there when it comes to
delivering this form of feedback. Here are the things you need to
know:
- Carry it out in a setting where others cannot overhear it.
- Make it timely, specific and context-driven.
- Always focus on the behaviour and not the person.
- Make sure you are clear as to why you are delivering feedback.
- Ensure your feedback is coming from a neutral place. Your
people should never feel like you are working against them.
- Always encourage two-way dialogue on points been discussed.
- Reinforce positive behaviour. If your feedback concerns a
problem, look for opportunities to catch them doing it right.
In addition to this, we've noticed in companies where regular
feedback is adopted, and there is a flow to their process, it opens
the way for a lot more casual conversations. These can often tell
you more than the scheduled meetings. Whether you realise it or
not, you'll be gently building a personal as well as professional
relationship with your people. It will organically lead to side
interactions, as they should. These are not to replace the more
formal process, so nothing falls through the cracks, but they are
essential in building a good rapport and strengthening the
human connection.

The Do's & Don'ts
There are things to keep in mind across the board when it comes
to delivering feedback and creating a culture of continuous
feedback in your company. Some of these are musts, and others
are a hard no, but all of them support your continuous feedback
goals.

Do
- Follow a shared collaborative agenda consistently when it
comes to your 1:1s.
- Prepare questions in advance. Take the time to review
responses to such questions and prepare for your meetings. This
not only makes the meetings more productive but builds trust
and transparency, making your people more likely to get on
board with the process.
- Include questions that ask about your role and performance in
supporting your people. Always give your people adequate time
to respond to these questions when you meet.
- Use helpful tools when giving feedback, such as the Situation
Behavior Impact technique outlined above.

Don't
- Reschedule 1:1s unless there's a genuine emergency or
sickness. It's critical to demonstrate to your people the
importance of this time together.
- Delegate your 1:1s to a peer. This is a time committed between
you and your people.
- Deliver in the moment feedback in front of others if unsure how
it will be received. We would encourage positive praise in public,
but if there is ever a doubt about the message, then leave it out of
the public space and keep it for your private meeting.
- Give feedback out of context. Make sure it's at an opportune
time, relevant and has a purpose.
- Overthink giving feedback as you are likely to delay or avoid
giving it.

IMPLEMENTATION

This is all great in theory, but what about in practice? When it
comes to 'The Big I' of implementation, there are specific steps
we would recommend to make it successful, the best part being
that you can start today.

Start Offline
You have to start offline because you have to start with your
people. Strengthen relationships and the process by including
them in it. It needs to be clear that it's a constructive one. That's
where you must start. You can't move forward without your
people being part of the process and being on board.

Set Expectations
You need to set the tone and manage expectations. What will this
process look like for your people? What is expected of them?
What can they expect from you? Answers to these questions
need to be ironed out before anything gets underway. It gives
your new process the best chance of running smoothly if
everyone is on the same page about their role and
responsibilities.

Acknowledge the Benefits
Just like you, your people have enough work to do without
someone saying let's change a process. No doubt you'll be met
with some resistance. However, continuous feedback is the
answer we've all been looking for. It improves communication
channels as well as team dynamics. It empowers your people by
not only aligning, but keeping everyone on track with the
company's overall goals and vision. There are ample benefits. Be
sure to share them.

Build a Joint Framework
Sit down with your people and decide how you want this to work.
What do you want it to look like? How often are you going to sit
down with one another? Will there be casual check-ins and more
formal 1:1s? What areas are you going to cover in your meetings?
How would you like them to be structured? The most crucial
element to this is that it's a joint effort and be open to adapting
to find the right fit for everyone involved.

Be Consistent
It's a case of one for all with this. You cannot have one rule for one
department and another for another. People need to see and
experience consistency, follow through as well as equality. It also
applies to the process. You cannot drop the ball and expect there
not to be consequences. This is a long term process, the success
of which is mostly reliant on consistency.

Be Humble
Sometimes constructive feedback can be negatively received.
One of the ways to try and prevent this is in your approach.
Adopting a humble one in your delivery will help. The same goes
for giving praise. People don't want to feel like it's a token
gesture; it's crucial you mean what you say.

Be Specific and Unbiased
We often hear that people feel their current performance
management models produce unfair and biased feedback, and
many think the feedback they do receive is too vague. Clear,
specific feedback given regularly will help reduce bias and
improve your people's morale.

Hold Each Other Accountable
Everything about feedback is a two-way street. It might feel like
as a people leader, you are just going to get it all between the
eyes, but that's not necessarily the case. Actionable steps will be
agreed between those involved, and everyone needs to hold and
be held accountable. And if someone makes a mistake, it's a
learning moment. Why was it made? What's working? What isn't
working? Then change what you need and keep going.

Maintain the Trust You Build
We spoke earlier about building trust and how to do it, but it
requires maintenance. You might have a team member who you
have a great dynamic with, and you can rely on. But if you
overlook them because you think they will understand or forget
to check in with them, you are damaging the trust between you
both. You risk making it worse if you still check in on someone
you aren't so confident in. Everyone should be treated equally in
this process and feel like they are too. Don't take anything for
granted in this area. The good thing about this is, building and
maintaining trust can be as simple as touching base now and
again. For minimal time investment, the return is invaluable.

Take Action
The bottom line is, this won't happen if you don't take a step
towards achieving it. Small efforts over a longer period have a
better chance of success than the other way around. For
example, you might discuss introducing the process with
everyone in the company but start implementing it with one
team and then roll it out company-wide over time rather than
going from nothing to everyone. You know what's best for you,
your people and your company. The most important thing is that
you start, take the actions, lead and follow through.

TAKEAWAYS

Continuous feedback must become part of your company's
processes and culture. See it as a part of your company's
lifestyle. It's not an exact science, so for all the benefits and
actions, comes as many questions. We figured we would answer
the most commonly asked ones in the hopes of getting you
started on the right foot.

What's the most important thing I need to know?
The one word to remember when it comes to continuous
feedback is regular. If this slips, then it's just feedback. No doubt,
the feedback part already appears in some form or another in
your company — for example, the end of year review. However,
once a year does not constitute continuous or regular in our
book. It must be continuous.
For example, for us, we focus on regular operational 1:1s and
quarterly meetings to discuss performance in the context of our
shared goals and objectives. We gave some examples above for
the different types of meetings as a guide, but when it comes to
how regular it should be, talk to your people about this. See what
works best for everyone. You'll soon be able to feel out what's
right for you and your team. What's paramount is that they are
happening regularly.

How can I make it manageable?
Our customers new to the process often ask: "Does this mean you
must have a lot more lengthy conversations throughout the year?"
No is the short answer, absolutely not. Divide them up. Make it
much more digestible for all involved. Regular check-ins are the
way to go forward.

Any top tip to prepare me for giving feedback?
As a people leader, we'd encourage you to have a go-to question
when it comes to constructive feedback. In her book, Radical
Candor, Kim Scott refers to her coach at Google Fred Kofman’s
approach asking: "Is there anything I could do or stop doing that
would make it easier to work with me?". (Scott, 2017. p.132.) Be
sure to offer enough time and be comfortable with the awkward
silence while your people formulate a response.

Does it always have to take place in person?
No. Continuous feedback can take place both online and offline,
once it's in a rhythm. We would always encourage in-person
feedback over all other forms, as you can pick up quickly on the
other person's reactions and clarify any points made
immediately. From our experience, praising your people for
excellent work at a staff or all company event is worthwhile but
carries a more significant impact when reaffirmed privately
during a 1:1 with the individual in question.

Any guidance on giving feedback to those working
remotely?
With the nature of distributed teams today, video calling is an
excellent alternative to in person. Email is also an option to
check-in on how someone is getting on and is much better than
nothing. However, be mindful of the fact that the person on the
receiving end only has the words you use, and not your tone or
mannerisms to determine how it's intended. This is especially
true of constructive criticism. On that note, be wary of 'Reply All'
when delivering feedback to someone over email. It should only
be sent to the person in question unless you want to share praise
for them with the team.

How do I get my people on board with the process?
One word: inclusion. Most people respond better to being
included in a process rather than being instructed without any
consultation. This not only secures your people's support, but it
then becomes a company community effort, meaning it's more
likely to succeed.

How do I know if it's working or not?
The answer to this isn't just in your company results. It's in your
people. It's in how your people are feeling. Although it's about
the professional side of people's lives, it's a very personal
process for them. And continuous feedback won't be a success if
your people don't feel good about the process. Not everyone is
always going to love their feedback, as are you, but they need to
at least buy-in to the system. If they feel they are not listened to
or you feel they don't understand why you are doing this in the
first place, something is up.
When implemented successfully, everyone should be able to
approach and be approached when it comes to feedback. If
anything seems awry, simply ask and find out what's going on, so
you know how to fix it. Everyone needs to be on board and feel
good about it for it to be successful, so give them the tools to
help build it.

CONCLUSION

It's fair to say the process of continuous feedback will take time
to create and embed. You have to appreciate the different
personalities you are working with, the different paces your
people like to move at and you as a people leader need to figure
these various factors out and work with them. There is no quick
fix for this, but the effort is worth it.

"Continuous feedback aligns with your
company's heartbeat."
One of the best features of this process is the fact that you can
respond in real-time to what is taking place, which is priceless.
You can celebrate the wins when they are happening rather than
returning to belated and deflated praise months later. It's about
jumping on that energy and enthusiasm of success when it's
occurring, harnessing it and putting it back into your company.
That's what is so great about it. Continuous feedback aligns with
your company's heartbeat.
The same applies to the more difficult conversations. Having the
opportunity to intervene and offer guidance, advice or support
when someone faces a challenge during a project, saves, time,
resources and moves things forward. Very often, it's a case of too
little too late, when it should be a case of finding prevention over
a cure.

The process should make you and your people feel like their
contribution is valued, as are they. They should always feel like
they have an avenue to express themselves; their
communication should never feel blocked. The aim is for you and
your people to feel confident and clear in the system they are
operating in and how it works. That's the difference between
having a short term structure in place versus one that stands the
test of time.
There's no doubt that continuous feedback within companies is
the feedback of the future. It responds to the present day
working community and what's important to them. If you rely on
old methods, you will get left behind not just by the industry, but
by your best people. This process is highly engaging and
empowering for everyone involved. It's part of the new-age of
business with the best parts of the old one; being regular,
consistent and continuous in your feedback approach.
At Frankli, we are on a mission to help businesses have the most
engaged, empowered, and productive people possible. We do
this by transforming company cultures, improving engagement
and increasing productivity.
We hope you enjoyed this instalment of our eBook series and it
supports you in creating your ideal company culture. If you’d like
to know more about how we can help you, your people and your
company achieve this, get in touch with Cian from the Frankli
Team today.
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