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Four Steps To Constructive Feedback

We are indebted to our client and
friend, Trish Candler, SPHR, RCC, Senior
Organization Development Specialist at
LG&E-KU Energy LLC for this newsletter.

Do you think “constructive feedback” is
an oxymoron? A check in the Thesaurus
yields synonyms like “positive,” “helpful”
and “useful” for the word constructive.
What does it take to make feedback feel
positive, helpful and useful?

There are many articles and blogs with
ideas and tips for providing feedback.
Four basic steps show up in most of these
writings. See if these four steps show up
in your feedback sessions. They are:

(1) Intention; (2) Incident; (3) Impact; and
(4) New behavior.
1. Intention

Establishing your intention for giving
feedback clarifies what you intend to
focus on and sets the tone of the
conversation. Intention, in word and
body language, should always
demonstrate your basic respect for the
other person as well as your desire to
help the person improve.

2. Incident

Incident describes observable actions
or behaviors, like what you can capture
with a video recorder. Be as specific as
possible and use only facts and data, not
conclusions in your description. A good
opening phrase for describing a particular
incident is, “When you ...” followed by a
“doing” statement. This statement needs
to be non-judgmental. There should be
little disagreement about incident

statements if they remain factual.
3. Impact

The impact is the effect of the
observed behavior on others such as you,
the team, the department, the company
or the customer. This is not an
opportunity to judge the behavior — “that
was a really stupid thing you did!” — but
rather a way of holding up a mirror to let
the person see the consequences of their
behavior and to let him or her know it did
not go unnoticed. Some phrases for
impact could be, “How it affects me ...” or
“How this impacts the team is ...”

4. New Behavior

Now that the person has heard about
an incident and its impact, it is time to
help him or her consider a solution or a
new behavior. Thisis also a good time to
clarify the cause of the behavior by
saying to the individual, “Help me
understand what caused this behavior.”
Once you have all of the information,
help the individual be ready for the next
situation by stating, “If this happens
again, what can you do differently?” In
some situations you may need to offer
additional suggestions for the employee
to consider, such as, “What would be
helpful in the future is ...” or “What you
might consider is ...”

Examples

“When you turned the report in two
days late, it caused the team to work
overtime in order to meet the customer’s
deadline. What was the reason for the
delay? What can you do in the future to
get your reports in on time?”

“When you corrected Joe during the
meeting everyone got quiet and the
conversation stalled. What was your
intention in correcting Joe at that
moment?

The next time you are in a similar
situation what could you do to give Joe
feedback without shutting down the
conversation?”

Commitment

The feedback process is nearly
complete. Conclude the discussion by
gaining agreement from the individual
about their solutions and expressing your
appreciation for their efforts.

Better to Give Than Receive?

Some people think it is more difficult to
receive feedback than to give it. The
Team Handbook gives the following
suggestions for receiving feedback:

Breathe
Listen carefully (intention)
Ask questions for clarity (incidents
and impact)
Acknowledge the feedback
Acknowledge valid points
Take time to sort out what you heard
(consider new behavior)

TrustT Catalyst For Success

Whether giving or receiving feedback,
trust within the relationship is vital to an
effective dialogue. If the person senses
your positive intent, hears specific
examples and understands the impact of
their actions, he or she will be more likely
to consider a new behavior. And, you
may increase the trust in that
relationship.
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