Day 3–Module 13

FEEDBACK AND CONSTRUCTIVE CRITICISM

Understanding Participants’ Needs

Feedback is often associated with criticism. Supervisors need to know techniques for offering constructive criticism without offending others --in essence, become comfortable with ways to encourage others to work toward improving themselves rather creating more problems by the criticism.


General Ideas

In this module we offer participants a chance to learn how to give constructive feedback; how to speak clearly about it; ways to focus on solutions; and also teach them how to think it through before they approach the employee and do irreparable damage. We also want to encourage supervisors to accept feedback from peers for self-improvement.

Module Introduction/Transition

Have you ever been criticized? Ever had someone tell you something that you knew was true but his or her approach was so negative that you refused to hear it? You already know that if we “push” other people that they are likely to push back. We need a way to share constructive criticism that doesn’t immediately make a person feel that they are being pushed. Let’s start with the idea of communication.
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Objectives

· To clarify that communication is the process of sending and receiving messages

· To introduce the importance of the fourth “R”—relationships

Thinking Behind the Page

Almost all of us learned in school of the three R’s and their importance in our success.  The fourth “R” was never taught—the “R” of relationships. We introduce the idea of relationships on this page, but the theme will be continued throughout the module. 

Teaching Tips

· Just talk participants through this page, it should be self-explanatory.

PowerPoint

· Yes

Transition

Knowing about relationships is helpful to our ability to give constructive feedback.  However, we’ll need additional tools because things are changing.
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Objectives

· To clarify that constructive feedback alone does not solve problems or issues 

· To discuss some of the challenges faced when giving or receiving feedback

Thinking Behind the Page

We want participants to know clearly that there will be challenges in giving or receiving feedback.  By discussing them openly, we also afford ourselves a chance to solve them or find workarounds.

Example/Quote

·  Emphasize that many people do not get feedback, because they see it as a negative event.  Help participants understand that with the right tools and processes, they can give feedback and it can become constructive based on the manner in which they deliver it.

Transition

Identifying the challenges we face in giving or receiving feedback prepares us for the opportunity to give feedback. Let’s look at page 13 to see how we can convey appropriate and positive intent.
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Objectives

· To gain skills in conveying appropriate and positive intent

· To learn how to speak clearly about what has been observed

Thinking Behind the Page

One of the immediate problems with giving feedback is it is perceived as negative. Participants need to know how to convey the appropriate and positive intent while at the same time speaking clearly about what their intentions or wants are. This page covers five total actions that we might take for giving positive feedback.

Activities

Use this page as an activity by talking participants through each bullet. We want their answers on why they should convey appropriate and positive intent. What are some of the benefits? What are some of the positives? What does it do to morale? Does it improve productivity? 

We want to follow that with their ideas of how to do it.  If you choose, you may want to have them do this by tabletop teams.

Overheads/PowerPoint

· Yes
Transition to page 13–5

We’ve covered two steps in our opportunity to give feedback—convey appropriate and positive intent, and speak clearly about what you have observed.  Now let’s look at two additional steps we can take.

Transition to page 13–6

At this point our intentions are good, but don’t forget that we can be diverted or interrupted throughout the conversation and giving of feedback. Let’s look at focusing on solutions.

Transition to page 13–7

Let’s continue thinking through our choice to give feedback.
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Objective

· To give participants an easy to follow flow- chart to help them identify the problem and make decisions on what action to take

Thinking Behind the Page

This page is a chance for participants to see an easy to follow flow chart that will allow them to make decisions as they progress in their relationship with employees.

Teaching Tips

· Talk participants through the flow chart, asking them questions about how they would handle situations.  

Activities

See above. 

Transition

Everything we've covered so far is about giving feedback to others.  Now let’s take a look at receiving feedback as a supervisor so we might develop our interpersonal skills.
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Objectives

· To help supervisors recognize the importance of receiving feedback on their personal performance

· To give supervisors suggestions that are easily followed to improve their ability to use feedback in a positive way

Thinking Behind the Page

Supervisors are in a lonely position—they have bosses above and subordinates below and there are pressures on them from both. Many supervisors consider it a rare occasion when they receive positive feedback or any type of feedback besides negative. They need tools to not only accept feedback, but they also need to learn to say, “thank you.” 

Teaching Tips

· Use this page to talk about some of the reasons that we don’t like to receive feedback or compliments. Why they make us feel uncomfortable.

· Teach participants to say thank you in more than one way, but do not make it a long response.  Here are some examples:

· Thank you.

· I appreciate that.

· Thanks, I needed that.

· You’ve made my day.

PowerPoint

· Yes

Transition

 Let's look at some additional information on giving feedback.
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Objectives

· To open a discussion on giving feedback upward to superiors

· To clarify basic feedback rules

Thinking Behind the Page

This page further defines the basics the giving feedback. In some ways, it's a recap of information already covered and a prelude to the following page.

Teaching Tips

· Talk through this page.

Transition

Let's close this module with another look at why we as managers or supervisors are often reluctant to provide feedback. Turn with me to the next page.Page 13–11

Objectives

· To identify why managers are reluctant to provide feedback

· To teach a simple formula for giving positive feedback

Thinking Behind the Page

We wanted to encourage managers and supervisors to give feedback.  In addition, they needed tools on giving positive feedback that's believable.  

Teaching Tips

Talk through the bullets at the top of the page. 

Activities

In the box at the bottom of the page, have participants practice with partners. To ensure their success, give them an example:


What—“I appreciate your help with the data.”

Why—“I had several other commitments during the day and would never have been able to 

complete it without you.” 


What—“Thank you for your willingness to stay late and complete this project.”

Why—“You helped me save face with my boss, and you have also shown your willingness to go above and beyond.” 

Overheads

· Yes

Transition

Let’s give ourselves a quick check-up.
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Check Yourself!

1. How can understanding behavior and actions help you in preparation for a feedback session?
Behavior and actions are what the employee is doing. To understand,we must first observe and then think about what the employee is doing. This is the beginning of our preparation for a feedback session utilized in “convey appropriate and positive intent” and “speak clearly about what you have observed.”
2. What are some steps you would take to speak clearly about what you have observed?
Expect a minimum of these four steps in the workbook: (1) Be specific; (2) Get to the point; (3) Focus on the behavior/action, not the person; and (4) Put limits on your feedback.

3.  What are some challenges you might face in giving feedback upward or to someone you don’t know well?
Let participants discuss this in an open forum.

4. Choose one employee that deserves a compliment. Write out the compliment using the positively simple formula.

Have participants write this out. Then have them check their neighbor. Ask that they follow the formula on page 13–11.
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END DAY THREE PROFESSIONAL DEVELOPMENT PROGRAM

Ask participants why we have page 13–13 on start/stop habits. Their answers should include:

· Changing habits requires effort;

· Requires changing or stopping a previous habit; and

· In order to carry today’s learning forward, they need to set goals in the areas already covered.

Turn to page 13—13, and for each category, please make a commitment of something that you will start doing and something you will stop doing.

Close the day with a reminder look at PowerPoint slide #39. Remind supervisory participants that this is the focus; this is the picture of what they support. Then, ask them to pack their belongings and to get out three sticky notes. 

On one sticky note write, “start.” This stands for the one activity or habit they will start. Ask them to choose the one that seems most important at this time. Ask them to write their name and phone number on the note also. Once complete, ask them to find a partner in the room and exchange sticky notes. Choose a time when the partner will follow with them on their success in starting the new habit. 

On the second sticky note ask them to write, “stop.” This stands for an activity or habit that they should stop doing. Have them post this sticky note on the door as they leave. 

On the third sticky note, have them write a number based on the following question and scale:

“How helpful would you rate the class so far?” Scale 1–7, 1 = NOT helpful, 7 = very helpful. Please include any suggestions on how to improve or raise the number score.

Preparation for next day:   

Take the sticky notes and group by “stop” and number/suggestion. Look them over. For the “stop” sticky notes, read briefly to class and offer any additional comments or ideas you have on how to maintain their momentum towards success based on what they wrote. Average the number score (add all numbers and divide by number of responses). On day four tell the participants your average, and read any suggestions for improvement. Respond to these suggestions as to whether you will try to implement them, or tell them if it is not possible. 

Objectives of this module are to:





Help you understand mutual respect and its role in feedback;


Help you understand appropriate and positive intent and how to speak clearly about what you have observed;


Explain a flowchart for potential feedback; and


Prepare you for receiving feedback. 








Upon completion you will be able to:





Prepare for a feedback session through proper preparation.
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