The Three-step Approach to Feedback as a Stress-reduction Tool During the Class Observation Process
Magdalena Kaźmierkiewicz, Poland
Magdalena Kaźmierkiewicz works as a Director of Studies in Sokrates School of Foreign Languages in Warsaw. The most important area of her job is to assist and help teachers in their development process. She worked in the PASE association where she was responsible for the content of teacher conferences. She has a passion for creative thinking and writing workshop programmes and conferences and is a Teacher Development SIG co-ordinator in IATEFL Poland. Email: mi.kazmierkiewicz@gmail.com
                                      [image: image1.jpg]



Introduction
Class observations are probably one of the most stressful parts of the teaching profession and academic management. They are associated with stress, control and often with the preparation of documents, which may be perceived by teachers as unnecessary. The general reluctance of teachers to class observation is associated with the perceived controlling purpose of teaching evaluation rather than the evaluation itself (Elstad et al., 2015). Perceiving class observation as a tool for teacher assessment, instead of a supportive, developmental approach based on extensive and supportive feedback, is the reason for the psychological fear of "face threatening act". Often, teachers do not know the purpose of observations and are not sufficiently supported by developmental feedback. The purpose of this article is to present a three-step approach to feedback after observed lessons as a concept individually adjusted to the observed teacher’s needs. It is based on the assumption that the success of evaluation and accountability systems depends on perceptions held by those individuals affected by the evaluation, and on their acceptance of the system (Tornero and Taut 2010, 133).
Pre-feedback
Regardless of the type of observation, whether announced or not, the majority of teachers are stressed when observed. Even if its final result is not used for this, teachers can perceive it as a control method, which in turn can cause uneasiness. Therefore, the first task of an observer should be to make an effort to reduce the stress levels of an observed person. An academic manager who leaves a teacher without giving feedback, leaves him/her behind a wall of doubt and with a sense of uncertainty. As a part of the three-stage approach to the feedback model, pre-feedback plays the role of stress reducer, i.e. short, positive feedback provided to the teacher on a piece of paper before we leave the classroom. It should be one short slogan referring to the observed class, such as "good time management", "great choice of exercises", "effective control of students' attention", "excellent warm-up", "clear instructions" etc. The purpose of this action is to lower the level stress felt by the observed person and evoke, even to a minimal extent, a sense of accomplishment that will allow the teacher to bring the lesson (or further lessons) to an end in a good atmosphere. Giving pre-feedback in this form from the beginning works on the strengths of the teacher, giving him energy to develop and change for (even) better. Pre-feedback, in addition to being a form of appreciating the teacher, is also a way to direct the observer's thoughts to positive paths.
Feedback mind map
The stimulation of positive post-observation association is extremely important for the effectiveness of the entire feedback process. Too often, instead of "good job!" we hear a negative message in our work, or only areas for improvement. Therefore, before we talk to the teacher, we must be well-prepared. From my point of view, feedback is a prepared and thoroughly written mind map, i.e. an ordered graphic set of what happened during the lesson. In the concept of three-stage feedback, the feedback mind map acts as a tool in which all areas that the observer drew attention to during classes are marked. The map construction is based on the "bottom-up" approach. In the first place, the observer lists the main areas of observation (purposes). In the second step, smaller categories (measures / features) are defined for each of these areas. The model feedback mind map consists of five areas : goal, group, lesson, summary & feedback and "extra":
· The "goal" category determines if the lesson goal has been set at all, and if so, to what extent it has been achieved. This is done by correctly identifying the means, i.e. all the activities undertaken by the teacher that led (or were to lead) them to the purpose of the lesson.

· An essential element of observation is to look at the group and its features - how it works, what stage of development it is at , what the relationships between participants are, how the teacher deals with this group, how they manage, etc. At the same time, it is worth focusing on each participant individually - how he/she behaves in a given situation and why.

· The lesson is the category in which the observer looks at the teacher's preparation for classes, ways of managing student attention, TTT (Teacher Talking Time), or "time management" or the skills of managing time of classes.

· Summary & feedback are such important elements of the lesson that they require a separate category. The observer draws attention to the fact whether there was a summary of the lesson and whether the teacher asked the students for feedback.

· The last element of the feedback map is the area called "extra", which covers all other events that deserve attention (usually praise), and which do not fall into the categories mentioned above. This can be, for example, a great idea for a revision game, a very effective choice of teaching materials, etc.
Colours are an inseparable element of the map, consistent with the colours known from formative assessment - green indicates areas that deserve praise, yellow indicates elements that need to be worked on, or those that require additional explanation on the part of the teacher, and red areas that need to be clarified or eliminated. Colouring has its order. Just as the map was constructed using the bottom-up technique, we colour it top-down. We start with smaller areas by giving them an individual assessment (colour). When all the elements have been coloured, we look at what colour dominates in a given area. In a situation where most of them are of one colour, we shade the entire area precisely to this colour. For example, when each of the elements of a given area deserved to be appreciated (so we have only green bubbles), we get a clear message that the analysed area of classes is a very strong point of the observed teacher (and therefore also deserves a green colour). The situation changes slightly when we have several colours within one area. Then we try to "average" the assessment of the area (with appropriate weights for individual elements). This can be approached purely mathematically by giving weight to individual bubbles in advance (so that the weights add up to 1). The map created in this way gives us a ready and clear picture of the areas that came out well and of which the teacher should be proud of, but also those ones that need to be thought over, discussed or finally improved. A well-prepared mind map becomes a ready-made scenario for a post-observation meeting. What's more, it is an additional element of work on teacher development, who after the meeting receives precisely drawn areas for development or improvement, making it easier for him to remember what to look for in order to improve his work. By the way, it is absolutely necessary for an academic manager to respect the time of the teacher and their own, and must be prepared for the post-observation meeting, which helps to build relationships of mutual respect within one organization.
The last step of feedback
The pre-feedback and the drawn, coloured mind map give the observer substantive comfort and a sense of preparation for an interview with a teacher. The correct identification of areas for praise and possible improvement is an excellent base for the last element of the three-stage feedback, i.e. post-observation meeting. Its effectiveness is strictly dependent on compliance with the principles of Nonviolent Communication (NVC). The idea of Nonviolent Communication, which he first described in a book with such a title Marshall B. Rosenberg, consists in resigning from the assessment of other people's behaviour and communicating their needs and looking for the needs in the interlocutor's statement. Nonviolent Communication, in addition to giving negative feedback, also teaches you how to express gratitude / praise and how to receive gratitude / praise. It is desirable to follow the following rules to ease the process of post- observation meetings:
1. An atmosphere of trust
In principle, the feedback meeting should not go beyond trying to find an agreement for the common good of the observed person and the observer. The starting point is the attitude, which should express a desire to communicate from the beginning. It is good practice to talk in a sitting position, next to each other, and not, as is often the case, opposite, which could be seen as a confrontation.

2. "What happens in Vegas, stays in Vegas"

You must contract before starting the conversation. It is worth arranging even obvious things - from the time we have for the conversation to how it will look after explaining the principle of "Las Vegas" (what we talk about during the conversation stays between us). This approach gives a sense of security to both the methodologist and the teacher. What's more, ensuring confidentiality also supports a sense of mutual trust.

3.70:30

Division 70:30 is the so-called magical proportions of a good post- observation conversation. During a post-observation interview, an observer should strive to make the teacher speak for most of the time. Of course, the proportions will always be variable dependent primarily on the knowledge and experience of the teacher and their methodology and on what lesson is discussed. The effect of the conversation will, however, be more measurable if during the conversation you can keep the abovementioned proportions. It is good practice to use opening questions such as 'What are you most proud of?', 'Is there something that you think needs improvement?', 'What can we do about it?'. Looking at the mind map, it often turns out that after such questions you don't have to add anything. Usually, teachers are aware of their work. Let us strengthen this awareness, therefore.

4. Feedback sandwich

We can provide feedback using the sandwich model. Then we start the conversation with positive information (it may result from pre-feedback). Then we move to areas that need improvement. We end the conversation as we started (something "plus") so that the tone of the conversation is positively remembered by the observed person.

5. Open attitude

A positive, open-minded approach to other people always helps. Always.

6. Time is precious. For both sides

The feedback should be concise and precise. To achieve this effect before the interview, you can ask the teacher to think about the lesson areas he is proud of and which should be improved. Good preparation of both sides of the conversation allows you to avoid moments of silence or departing from the main thread of the conversation. As a result, we naturally receive the desired ratio of 70:30. Of course, the control of the conversation is the responsibility of the observer, who should intervene to put it on the right track as soon as he/she sees the risk of insufficient discussion of the areas previously identified as crucial. The questions listed below might be a helpful guide in conducting the post- observation meeting:

· What do you think you achieve during the class? What are you particularly satisfied with?

· What do you think could have been better? (What did I have influence on and what did not?)

· Have you achieved your goals? Why? / why not?

· How did you feel during class? Why?

· What did these classes teach you about your students? Have you observed anything interesting?

· How do you feel about what we talked about during feedback? What was particularly important to you? What do you "take with you”?
Notes
It should be remembered that the presented three-step approach to feedback, as a concept of developmental feedback tailored to the recipient, is only a tool to overcome the natural resistance to observations. Its effective implementation requires an individual reference to the regulations that apply in a given school. Another thing is that the academic manager must have a thoughtful overall observation process - from whether they go with the thesis or not, through what they would like to happen after the observation, what expectations they have of themselves and what the teacher wants, on feedback (its form, time it will be given) ending. Hence, the basis for the implementation of the three-stage feedback system is to resign from emphasizing the control function of observation, in favour of developmental feedback, so crucial for the functioning of the school and the team employed in it. Only such an approach will break down barriers on both sides and make both the teacher and the observer discover the value of a well-conducted class observation.
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