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arshall Goldsmith proposes
this idea for more effective
performance development in

organisations.

He identifies a fundamental problem
with all types of feedback: it focuses
on a past, on what has already
occurred—not on the opportunities that
can happen in the future. As such,
feedback is limited and static, rather
than expansive and dynamic.

In an experiment now covering more
than ten thousand people, Goldsmith
asks participants to provide and to
accept feedforward—give someone
else and listen to suggestions for the
future and help or learn as much as
they can. Participants one word answer
that best describes their reaction to this
experience are almost always
extremely positive, with the most
common word: "fun!"

Rightly or wrongly, feedback is
associated with judgment. This can
lead to very negative unintended
consequences when applied to
managers or peers. Feedforward does
not imply superiority of judgment. It is
more focused on being a helpful
"fellow traveller" than an "expert".

It is therefore easier to hear from a
person who is not in a position of
power or authority.

Goldsmith’s intent with the idea of
feedforward is not to imply that leaders
should never give feedback or that
appraisals should be abandoned but to
show how it can often be preferable to
feedback in day-to-day interactions.

Aside from its effectiveness and
efficiency, feedforward can make life a
lot more enjoyable. When managers
are asked, "How did you feel the last
time you received feedback?" their
most common responses are very
negative. When managers are asked
how they felt after receiving
feedforward, they reply that it was not
only useful, it was also fun!

Quality communication is the glue
that holds organisations together. By
using feedforward leaders can ensure
that the right message is conveyed, and
that those who receive it are receptive
to its content.

The result is a much more dynamic,
much more open organisation—one
whose employees focus on the promise
of the future rather than dwelling on
the mistakes of the past.

Feedforward instead of Feedback

10 Reasons to Try Feedforward

1. We can change the future. We
can’t change the past.

2. It can be more productive to help
people be "right," than prove they
were "wrong."

3. Feedforward is especially suited to
successful people.

4. Feedforward can come from
anyone who knows about the task.

5. People do not take feedforward as
personally as feedback.

6. Feedback can reinforce personal
stereotyping and negative self-
fulfilling prophecies.

7. Face it! Most of us hate getting
negative feedback, and we don’t
like to give it.

8. Feedforward can cover almost all
of the same "material" as
feedback.

9. Feedforward tends to be much
faster and more efficient than
feedback.

10.Feedforward can be a useful tool to
apply with managers, peers and

team members.

Leader to Leader,
Marshall Goldsmith Partners LLC.

clipping from a 1971
newspaper fell out of an old
South Wales town roadmap

last month that dated from my earliest
working days as a sales representative.

Quoting from Management Today
magazine, the author reflected on the
difficulty of avoiding the redundancy
axe, and offered some ideas to ensure
protection, because “neither age nor
experience not seniority nor even
competence can provide adequate
protection when the axeman
cometh...”

Six ‘Steps to Survival’ suggested

include:

1.KGB (Kill the Good Brains). Clip
the high flyer’s wings in the hope he
will leave

2.Hari-kari. Never appear cleverer than
your boss, let him win arguments
and stage manage success.

3.Hunt the minnow. Cultivate your
intelligence network by keeping in
with junior staff who have access to
information.

4.Dynamic inertia. Support the boss’s
new ideas and volunteer to take the

The politics of management in the 1970s:
Six Steps to Survival

initiative — but let others do the
work.
5.Uncle Fred. Be the organiser and
enthusiast for company social events
6. Godfather. Cultivate the friendship
of those in a position to do damage
or create a fuss, like major
shareholders or journalists.
All of this — so the article suggested —
would help to “create a company image
for yourself which is virtually
fireproof.’
Has much changed in forty years?
The way politics is still played in some
organisations, possibly not.
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