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Feedback.....

1.What is it?
2.Why is it so hard?

3.What’s the framework?
4 speed rounds!




1. Feedback: what is it? Information!

Evaluative

Boeghes Some | S fene .

3 e p—r— Evaluation:
Appreciation: ‘clarifi

; ! clarifies where
ezl Thanks you stand and
encourages

Feodhac

Coaching: ‘helps you improve’

mf the what’s expected’
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2. Feedback: why is it so hard?

When Managers Are Uncomfortable Giving Feedback

Two-Thirds of Managers
Are Uncomfortable
Communicating with

Employees

L

PERCENTAGE WHO SAY THEYRE UNCOMIORTABLE
COMMUNICATING WITH EMPLOYEES WHEN ..

comnanca o et | -~
Ghang direct feeditonck fcriticem about thelr
S e —————y Ry
Darsormtrating wulrerabebty
(0 .. sharing mistakes you've boar ned from) - o
Recogeiting empiopes sdvenamnents - 0

Dallwering the "company lise™ in a ponsine way
{e.g, comagoeny direction, change it plare) - 0

anteg cinar avactioos [N »
Crachting cthers with hawing good dess - 16

Speaking fecw 40 etw risther Uhan by email - 15
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2. Feedback: why is it so hard?

Two-Thirds of Managers
Are Uncomfortable
Communicating with

Employees

by Lo B

“145 study participants received a range of bad-news scenarios, and with
each scenario, they were given two potential deliveries. For each received
message, they ranked how clear, considerate, direct, efficient, honest, specific
and reasonable they perceived it to be. They also ranked which of those
characteristics they valued most.

Participants, for the most part,

?
valued clarity and directness What works?

over other characteristics.”

lan Manning, Nicole Amare. Bad news first: How optimal directness depends on what is negated. 2017;
DOI:
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2. Feedback: why is it so hard?

Two-Thirds of Managers
Are Uncomfortable
Communicating with

Employees

(S S

EMOTIONAL LABOR FEAR OF RETALIATION CONSEQUENCES

“Blame is a key managerial concern (Bell & Tetlock,
i 1989; Bies, 1987b). Being blamed for bad news can
“...dealing with bad news is a difficult “Those who deliver bad news may prove costly, as it may seriously erode one’s
emotional task for managers for a variety become a target of anger and
of reasons (Harris & Sutton, 1986).” retaliation by the recipient of the

news.

organizational legitimacy (Salancik & Meindl, 1984)

“For example, it can be emotionally
distressing for those who deliver the bad

news.”
(Folger & Skarlicki, 2001). (Bies, 2012) (Tripp & Bies, 2009). (Bies, 2012) (Bies, 2012)
2021 A1 Marager Taining,
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http://dx.doi.org/10.1109/IPCC.2017.8013959
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Feedback: what works?

4 Rounds

Two-Thirds of Managers
Are Uncomfortable
Communicating with
Employees

By Lou Sclemsen

< Round 1: Feedback — Renniger’s 4 step framework

« Round 2: Feedback — giving kudos/appreciative feedback
« Round 3: Feedback — giving corrective/coaching feedback?

« Round 4: Feedback — when the right feedback lands wrong.

©2021 Al Manager Training. Naledi L K L
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P

Watch her fantasticyfive minute TED Talk
bit.ly/Feedback4Step
N —

< Let the other person know that feedback is about to be given and create a moment of buy in

bit.ly/feedback-landing

heard or experienced

< No “Blur Words”: cut out any words that aren't objective; no adjectives without evidence

< Give a data point that specifically names the situation/achievement/problem, including what you saw,

< Acknowledge the impact or significance

< Name exactly how that specific data point affects you/your team/ the organization/your goal

< Wrap up your feedback message with a question/statement that encourages dialogue

©2021 Al right Manager Training. K

Round 1: There are four steps to feedback: LeeAnn Renniger

Your turn!

Take 2 minutes
each and give each.

Person who’s first
name is closest to
A goes first.

% Hey - do you have a minute?

% We need the full hour when we meet, and for the last 3
9am meetings, time you've shown up late.

Datapoint

e needed to to delay starting my next meeting with
ho | sometime meet right after we do

End on a
Question

H This means we might not get to what we need to, and
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Feedback: what works?

Two-Thirds of Managers
4 Rounds Are Uncomfortable
Communicating with

Employees

by Lou Sclemsen

i

« Round 1: Feedback — Renniger’s 4 step framework

< Round 2: Feedback — giving kudos/appreciative feedback

« Round 3: Feedback — giving corrective/coaching feedback?

« Round 4: Feedback — when the right feedback lands wrong.

©2021 Al Manager Training. L ?
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Round 2: kudos/appreciation

= Alixis an
undergraduate
student from
Stanford, who
aspires to pursue
her PhD in the
sciences. Postdoc
Bo is responsible
for training her in
PCR.

Your turn!

Take 2 minutes
each and give each.

Person who’s first
name is closest to Z
goes first.

Bo talked her
through the
experiment, and
yesterday they
showed Alix how to
do it.

Alix has just
< May I give you some feedback? completed the
experiment, and her
results are pretty
good - her bands
are visible and

< Let the other person know that feedback is about to be given and create a moment of buy in

< Give a data point that specifically names the situation/achievement/problem, including what you

saw, heard or experienced i % Your PCR is great. It shows a very

Datapoint strong band, which you can see looks
% No “Blur Words”: cut out any words that aren't objective; no adjectives without evidence g‘é‘l‘:‘:"‘"l” 10 heband in the Same
at I performed yesterday.
< Acknowledge the impact or significance & hat means the iency of your
< Name exactly how that data point affected you/the work the lab/your goal < . A DT TG 1
< Name exactly how that specific data point affects you/your team/ the organization/your goal End on a
Question

©2021 A1l Manager Training. K (Assess how they think it's going/their thinking?
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pretty strong.

How can Bo
recognize Alix’s
progress and signal
their approval? With
kudos feedback!
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Round 2: kudos/appreciation

= Alix is an
undergraduate
student from
Stanford, who
aspires to pursue
her PhD in the
sciences. Postdoc
Bo is responsible
for training her in
PCR.

Red light. Green light

“Why give kudos
feedback regularly?”

You’re developing
discernment

Bo talked her
through the
experiment, and
yesterday they

showed Alix how to
doit.

Alix has just
completed the
experiment, and her
results are pretty
good - her bands
are visible and
pretty strong.

< Let the other person know that feedback is about to be given and create a moment of buy in O Ry 50 g7om e (el

< Give a data point that specifically names the situation/achievement/problem, including what you

saw, heard or experienced < Your PCR is great. It shows a very

Datapoint strong band, which you can see looks
quite similar to the band in the same

< No “Blur Words”: cut out any words that aren't objective; no adjectives without evidence PCR that I performed yesterday

How can Bo
recognize Alix’s
progress and signal
their approval? With
kudos feedback!

< Acknowledge the impact or significance ¢ s h=_" means the efficiency of your
< Name exactly how that data point affected you/the work the lab/your goal g ‘e can ove o :‘n ::1:“ :;""‘3 in

< Name exactly how that specific data point affects you/your team/ the organization/your goal a

nd on
Question

©2021 Al Manager Training. L ?
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Feedback: what works?

Two-Thirds of Managers
4 Rounds Are Uncomfortable
Communicating with

Employees

2y Lou Soleosen

j

< Round 1: Feedback — Renniger’s 4 step framework

< Round 2: Feedback — giving kudos/appreciative feedback

< Round 3: Feedback — giving corrective/coaching feedback?

< Round 4: Feedback — when the right feedback lands wrong.

©2021 Al Manager Training. K
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W y n = AIX IS an
Round 3: giving corrective/coaching feedback undergraduate
student from
Stanford, who
aspires to pursue
her PhD in the
sciences. Postdoc
Bo is responsible
for training her in
PCR.

Your turn!

Take 3 minutes

q They talked Alix
each and give each. Y

through the
experiment, and
yesterday they
showed her how to
doit.

Person who’s first
name is closest to
A goes first.

Alix has just

tompleted the
experiment, and
her results are not
great- her bands

% Can | give you some corrective are somewhat
<+ Let the other person know that feedback is about to be given and create a moment of buy in feedback? | need you to do L .
Eomaihinglditiarenilys visible, although it
could be stronger,
<+ Give a data point th_at specifically names the situation/achievement/problem, including what you . % Your PCR shows a very weak band Bo’s not sure it's
saw, heard or experienced Datapoint compared to the band in the same worth the time to
PCR that I performed yesterday. address it
<+ No “Blur Words™: cut out any words that aren't objective; no adjectives without evidence g
— — - There are so many
<+ Acknowledge the impact or significance * o aty b things to get to —
2 t we need to improve
% i of y bef maybe they should
<+ Name exactly how that data point affected you/the work the lab/your goal et experiments just move on
+ Name exactly how that specific data point affects you/your team/ the organization/your goal nd on a ha appe v :icazzesize!sfk
Question o differe P 9
. N along.
©2021 Al Manager Traning. L (Assess how they thin ing/ their thinking)
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Feedback: what works?

Two-Thirds of Managers
4 Rounds Are Uncomfortable
Communicating with

Employees

By Loy Sclemsen

j

< Round 1: Feedback — Renniger’s 4 step framework

< Round 2: Feedback — giving kudos/appreciative feedback

< Round 3: Feedback — giving corrective/coaching feedback?

< Round 4: Feedback — when the right feedback lands wrong.

Questions!

©2021 Al Manager Training. K
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Feedback: what works?

Two-Thirds of Managers
4 Rounds Are Uncomfortable
Communicating with

Employees

By Lou Solemsen

)

« Round 1: Feedback — Renniger’s 4 step framework
« Round 2: Feedback — giving kudos/appreciative feedback

« Round 3: Feedback — giving corrective/coaching feedback?

< Round 4: Feedback — when the right feedback lands wrong.

©2021 Al Manager Training. L
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Round 4: when the right feedback lands wrong Human Beings are

Dynamic Elements

Silence
Tears

Blam:
Othe

Blaming You

Refusal to
Tak
onsi

What do |

something differently.
< Give a data point that specifically names the situation/achievement/problem, including what you

saw, heard or experienced compared to the band i 2 m

Datapoint

PCR that I performed yes
< No “Blur Words”: cut out any words that aren't objective; no adjectives without evidence

Profuse
Apology

Resp
< Can | give you some corrective
< Let the other person know that feedback is about to be given and create a moment of buy in feedback? I need you to do

< Acknowledge the impact or significance

< Name exactly how that data point affected you/the work the lab/your goal

< Name exactly how that specific data point affects you/your team/ the organization/your goal End on a
Question

3 But we need to improve
¢ e of your PCR before we Self
Flagellation
n Bewilderment
(Assess how they think it's going/ their thinking)

©2021 Al Manager Training. K
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Round 4: when the right feedback lands wrong

What is my 01

whatismy 03  Aam1 04

REASON GROUNDED

Whatdo | B

ROLE SAY

% Can | give you some corrective
feedback? | need you to do
something differently.

Your PCR shows a very weak band
Datapoint

compared to the band in the same
PCR that I performed yesterday.

Now, the good news is

band at all. But we need to improve
the efficiency of your PCR before we

©2021 Al Manager Training. L

Human Beings are
Dynamic Elements

Acknowledgement

Te
Blam
Other:
laming You

Refusal to

Take
Responsibilit

Profuse
Apology

Self
Flagella
Bewilderment

17

Round 4: when the right feedback lands wrong

What is my 01
ROLE

y

whatismy 03 am1 04

REASON GROUNDED

Whatdo | B

SAY

< Can | give you some corrective
feedback? I need you to do
something differently.

My roles: | am not the:

Supervisor Q Therapist (Student Health, Faculty Staff Assistance Prg)
Educator/Trainer ) Case Manager (Grad Din/ Postdoc Dean)
Mentor 1 Learning Specialist/ Accommodation Officer

[ Colleague/peer

Your PCR shows a very weak band

compared to the band in the same
PCR that I performed yesterday.

(Learning Resonrce Center/ Disability Services/ HR)
1 Career Counselor (Ofice of Career and Professional
development - OCPD)
) Legal Rights and Advocacy (Office of the Omrbuds,
Care Adyocate, CORE, Offce of Discrimination)
1 Pure Mentor

onto other experimen

©2021 Al Manager Training. K

Human Beings are
Dynamic Elements

Other:

fusal to
Tak
on it

e
Resp

Profuse
Apology

Self
Flagellation

Bewilderment

18
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Round 4: when the right feedback lands wrong

Not at all comfortable Extremely comfortable

How
1|23 |a|s| 6| 7|89 |1 fullis
my
2
QOHow comfortable am | about giving feedback generally? 6 cupt

QHow comfortable am | with giving this feedback?

Less than 10? Self Care, Community Support & Possible Off Ramp 7

What is my 01
ROLE

whatismy 03  Aam1 04

REASON

Whatdo | 5

GROUNDED SAY

% Can | give you some corrective
feedback? | need you to do
something differently.

Your PCR shows a very weak band
compared to the band in the same
PCR that I performed yesterday.

©2021 Al Manager Training. L L

Human Beings are
Dynamic Elements

Blam
Other:
Refusal to
ke
t
ella

Res
Profuse
Apology
Self
Flag
Bewilderment
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Round 4: when the right feedback lands wrong

What is my 01

whatismy 03 am1 04

REASON

Whatdo | B

ROLE GROUNDED SAY

Can | give you some corrective
feedback? I need you to do
something differently.

Why am | doing this?

[ I'm doing this because it's my role/responsibility

[ I'm doing this to help the person feel
appreciated/improve/succeed here

' I'am doing this because if give them feedback
about this now, | will avoid issues and be able to
protect my time later

[ 1 am doing this to normalize giving feedback

Your PCR shows a very weak band
compared to the band in the same
PCR that I performed yesterday.

What’s stopping me from doing

this?

©2021 Al Manager Training. K:

Human Beings are
Dynamic Elements

Other:

fusal to
Tak
on it

e
Resp

Profuse
Apology

Self
Flagellation

Bewilderment

20
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Round 4: when the right feedback lands wrong

[}
35
CN-]
m e
o3
3¢9
Zo
a0

Acknowledgement

O What are my core values?

Clear
+ Tears

Civil

Blaming
Others

Blaming You

What is my 01 What is my 03 Am | 04 What do | 05

ROLE REASON GROUNDED SAY

Refusal to
Take
Responsibilit

% Can | give you some corrective
feedback? I need you to do
something differently.

Profuse
Apology

Self
Flagellation

Bewilderment

©2021 Al Manager Training. Naledi Ke
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Values are tied to your Professional Identity: How do you want to show up, professionally?

A What are my core values?

Clear
+
Civil

©2021 Al right Manager Training. Nal L Ke
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Values are tied to your Professional Identity: How do you want to show up, professionally?

What are 1-2 core values or qualities for you?

O What are my core values?

» Accountable  ® Compassionate * Fair Clear « Respectful
» Adaptable « Common Sense « Faith-Minded Empathetic . * Responsible
« Adventureso  * Cooperative » Family-Oriented —  Cwi « Restrained
me « Courageous « Fearless * Savvy
* Agile * Curious * Friendly » Self-confident
* Ambitious « Decisive » Growth-Minded « Self control
« Assertive « Diplomatic * Healthy * Kind » Pragmatic » Serene
« Authentic « Disciplined * Honest * Logical « Rational « Service-Minded
+ Balanced * Engaged * Hopeful * Open Minded - Reason « Stewardship
« Bold « Equanimous * Humble * Optimistic » Recognition * Team-Oriented
« Brave « Ethical * Humorous « Patient « Reliable « Tenacious
« Calm « Empathetic * Inclusive - Patient-Centered * Reflective « Tolerance
« Creative « Evidence-Based - Innovative « Patriotic * Resourceful « Thoughtful
« Civil - Joyful * Perseverance « Resilient - Thorough

* Perfectionist « Transparent
* Playful * Trustworthy
« Positive « Unflappable
* Proactive

» Composed * Just

How you function with integrity

©2021 Al Manager Training. Naledi K
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Your Professional Identity: What are your values? How do you want to show up, professionally?

0 What are my core values?

Clear
| Empathetic [

Civil

How you function with integrity

How you How you
communicate handle conflict and change

©2021 Al right Manager Training. Nal L Ke
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Round 4: when the right feedback lands wrong Human Beings are

Dynamic Elements

Acknowledgement

O What are my core values?

Clear
| Empathetic [
Civil

Blaming You

w
o=
IH |
(]

What is my 01 What is my 03 Am | 04 What do | 05
ROLE REASON GROUNDED SAY

% I can see you're having a strong
reactions to this. | know how
frustrating it can be to not get a
tricky protocol right.

Datapoint

Your Turn

Profuse
Based on your Apology
responses, how would

you respond to Alex?

+ Butyou seem to be taking it
personally. And it's not personal.
It's just data, to help you improve

Self
Flagella

as | know you can.

nd on a
Question

Is there something that would help

the way I'm giving you feedb
because 0 cons

Bewilderment

E

©2021 Al Manager Training. Lo e snail.com,
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Round 4: when the right feedback lands wrong Human Beings are

Dynamic Elements

Repeat the Circuit Acknowledgement

Silence

Others

Blaming You

Whatismy (01 Whatismy 03 =~ Amt 04> whatdo! 05

ROLE REASON GROUNDED

« lcan see you're having a strong
. reactions to this. | know how
Datapoint

frustrating it can be to not geta
tricky protocol right.

% Butyou seem to be taking it
personally. And it's not personal.

Profuse
Apology

Self
Flagellation

It's just data, to help you improve
as | know you can.

End on a
Question

Is there something that would help

Bewildermen:

z
e ]
I<]
=1
&
=)

©2021 Al Manager Training. K
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Round 4: when the right feedback lands wrong Human Beings are

Dynamic Elements

Repeat the Circuit

Blai
Othe

Whatismy (01 Whatismy 03 Amt 04> whatdo! 05

ROLE REASON GROUNDED SAY

I can see you're having a strong
- reactions to this. | know how
Datapoint frustrating it can be to not get a

R
© [ “
tricky protocol right.
Profuse
Apology
< Butyou seem to be taking it
personally. And it's not personal.
It's just data, to help you improve
as | know you can.

Self
Flagellation

(o] Be erme
©2021 A1 Manager Training. L
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. i i i i Human Beings are
Round 4: Feedback is literally a feedback loop. Be patient and be curious il icaduid
Not at all comfortable Extremely comfortable
1 How
1|23 |a|s|6]| 7|8 | 9 | 10 . fullis
QHow comfortable am | about giving feedback generally? 6
QOHow comfortable am | with giving {hig feedback? 0
Less than 102 Self Care, Community Support & Possible Off Ramp 6

Blaming You

Whatismy (01 Whatismy 03 Aml 04 ) whatdo 1 05 oo
ROLE REASON GROUNDED 7' \'% Take

Responsib

Othe

Off-Ramping Language )

take a little more time to
% Okay. I'd like to take some time to think about think about this situation

what you’ve said/this situation a little more. and what might help.

% Could we reconnect on Thursday? Could we reconnect on
Thursday? Profuse
Apology

Self
Flagellation

I can see that this is hard for you to hear. 9
Why don’t we take a breather, and reconnect to talk more about this on Thursday.

Whatever is going on, | am sure we can figure it out.

©2021 Al Manager Training.

28

14



11/14/21

Round 4: Feedback is literally a feedback loop. Be patient and be curious Human Beings are

Dynamic Elements

What’s your off-ramping
language? Use your own
approach, with your values
in mind.

Repeat the Circuit
Your turn!

Person with the first name

Te
Bla
closest to Z goes first. Othe

Blaming You

Whatismy (01 Whatismy 03 Aml 04 ) whatdo! 05 ReroeaTio
ROLE REASON GROUNDED SAY Take

Respon

Off-Ramping Language “
Look. Why don’t be both
take a little more time to
% Okay. I'd like to take some time to think about think about this situation
what you’ve said/this situation a little more. and what might help.
«* Could we reconnect on Thursday? Could we reconnect on
e
Apology

Self
o Flagella
| can see that this is hard for you to hear.
Why don’t we take a breather, and reconnect to talk more about this on Thursday.
Whatever is going on, | am sure we can figure it out.

Bewilderment

©2021 Al Manager Training. L
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Finally: Find your circle of support! When engaging in complex

situations

First Response

D. Community Support E. Vision, Mission, & Goals
“Who's on your board?” Big picture overall strategy

C. Self Care ) ) F. Policies, Processes,
Strategies Frameworks &

Analytics | need you to
g . On the ground tactics r ’b breathe through
) ! _a that, and use your

A % p circle of support to
get to your:
G. Personal &
&
Awareness

B. Training/!
Development

Best Response

©2021 Al Manager Training. K
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Round 4: Feedback is literally a feedback loop. Be patient and be curious

Repeat the Circuit

QOHow comfortable am | with giving {hig feedback?

o

Less than 102 Self Care, Community Support & Possible Off Ramp 6

Not at all comfortable Extremely comfortable
1 What are my core values?
1 2 3 a4 5 6 7 8 | 9 | 10
— Clear
OHow comfortable am | about giving feedback generally? 6
+

Civil

What is my 03 Am | 04

What is my 01
ROLE

(

REASON

Why am | doing this?

I am the: I am not the:
Mentor 0 Therapist (Student Health, Faculty Staff Assistance 0 I'm doing this because it's my
Trainer Pry) role/responsibility
/ 0 Case Manager (Grad Div/Postdoc Dean) O I'm doing this to help the person feel

appreciated/improve/succeed here
Q I am doing this because if give them
feedback about this now, | will avoid
(Leamning Resonrce Center/ Disability Services/ HR) issues and be able to protect my time
Q Career Counselor (Ofice of Career and later
Professional development - OCPD) O 1am doing this to normalize giving
[ Legal Rights and Advocacy (Office of the
Omibuds, Care Advocate, CORE, Office of
Discrimination)
3 Primary Mentor

Educat.or [ Learning Specialist/ Accommodation
Supervisor  (¢fcer

Datapoint

E ona

What’s stopping me from

doing this?

Question

©2021 Al Manager Training. Naledi L K:

Whatdo | 5

GROUNDED SAY

Human Beings are
Dynamic Elements

I can see you’re having a strong
reactions to this.

So, | want you to know my goal is
not to micromanage you; it’s to
set you up for success.

* lwant to assure you that there is

flexibility here. The best way | can
explain it is that we interpret
timeliness as respecting people’s time.

ow people have different work rhythms
there something about the meeting
time that's an issue for you?
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Want more help?

Come talk with us by scheduling an appointment at

Career.ucsf.edu/appointments!

©2021 Al Manager Training. L

Check out career.ucsf.edu
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