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The Feedback Process - Workbook
Objectives:

· The Importance of Feedback

· Giving Positive Feedback

· Giving negative Feedback

· 5 reasons employees don’t meet expectations
· The 5 Step Feedback Process

Feedback Is Essential for Companies, Teams, and Individuals. So why is it so hard to maintain consistent productive feedback?

What gets in the way?

List some things that you know get in the way of you giving consistent feedback to you team:
	

	

	

	


Consistent meaningful feedback is the standard for every manager in our organization. It should be part of our culture and simply put, part of how we do what we do. Many people equate feedback with bad news. Our “feedback” goal is that communication to improve our results as a company is understood as a necessary, welcomed operational standard.

By feedback we are talking about letting people know what they are doing right as well as where they are falling short of expected performance standards in service, behavior, and productivity. 

Making feedback part of the management process will develop an operational expectation that is positive. When you base feedback on measurable actions that can be tracked and repeated if positive, or corrected and avoided if negative, your crew will never fail due to lack of input or direction. Welcoming input from employees creates an environment where we all own our efforts as individuals and as a team.
Remember that feedback is most effective when it is a two-way street. People generally appreciate an environment where open, honest communication is promoted and supported.
Feedback should always have a purpose. It should not be long, but it must be meaningful and consistent to be taken seriously:
Feedback - Consistent communication that supports:

· The company mission statement

· Company values

· Company policies

· The store or department goals or mission statement
· Standards and expectations
· Productivity results
· Customer Service reputation
· Team work orientation
· The individual employee goals

· Development progress

· Leadership skills

· Communication skills

· Customer service skills

Positive Feedback for Positive Performance

The best way to assure that negative feedback will be heard and heeded is to commit to making  positive feedback a regular practice. Don’t wait to give this powerful kind of feedback. Make it direct and often. Build confidence and good will by praise for a job well done. 

· Tell them what you like 
· Be specific and detailed

· Take your time to deposit positively 

· Tell them why you like it 
· Use examples  
· How the action made an impact in the store, team, customers 
· Ask them about it  
· Creates the opportunity for self praise

Positive Feedback Worksheet

While giving positive feedback should be spontaneous, you should always record the feedback in order to capture it for reviews and for the employee’s file.

Use this work sheet to capture positive performance and behavior.
	Employee Name : 
	Date:

	

	What you like -

	

	

	

	Why you like it -

	

	

	

	Examples -

	

	

	

	Impact -

	

	

	

	


When giving positive feedback:

· Be spontaneous not programmed – Make it a management habit to tell people when they are doing a good job. Don’t wait for a formal review or meeting.
· Be individual not blanket – Give credit to those who deserve it on the spot.
· Be specific not general – Point out exactly what went right so that it will be repeated.
Know Your Team - Learn to identify what motivates your crew
In order to develop an employee to their potential it’s important to understand what motivates them. Pay attention to how the individuals on your team react, respond, and behave in various circumstances. Help them to identify their strengths and weaknesses and let them know that you want to take the steps necessary to help them grow.

Six Kinds of Positive Feedback

· Touch – Handshake, or pat on the back

· Time – Meet with, sit down and discuss the details of the matter
· Talk – Verbal feedback, with details regarding the results due to their involvement
· Take Action – Do something for them that demonstrates appreciation
· Tell Others – Feedback through others in a meeting, memo or newsletter
· Tokens – Rewards, or something given to the employee for their efforts
Exercise: Identifying feedback wins:
List the names of your crew members and how you think they best respond to positive feedback.
Most of us respond best to a combination of the feedback methods:

	Name
	What you think
	After two week observation

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Negative Feedback for Negative Performance

One reason managers put up with poor performance or failing employees is that they don’t know how to address the employee without ending up in an emotional mess. We often wait until our back is against the wall to move on an employee performance issue. Unfortunately this also puts the employee against the wall and often results in just what we fear most, an emotional wrestling match.
Instead Make it a habit to communicate performance expectations on a routine basis. Gain agreement by including everyone in copied corporate memos and results communications. By making communication a cultural focus, negative feedback becomes expected. In addition when consistently applied negative feedback can initiate positive change and individual and organizational improvement. 

First things first -Establish the team standard through team agreement
· Rules of the road – The rules of the road meeting is one of the most effective meetings that you can have with your team. This is your team constitution or house rules
· Positive peer pressure – Creates a common expectation in regards to pride of operation
· Team supervision – Make supervision a matter of agreement
When giving negative feedback:

· Be specific not general – Give concrete examples regarding performance or behavioral issues
· Be immediate not convenient – The closer to the infraction, performance, or behavior the better 
· Be private not public - Public feedback may cause a defensive reaction and close down productive dialog.
Always document negative feedback on the appropriate Counseling or Warning records. 
Exercise: What are your team’s rules of the road

This is only an exercise to help you think about leading your team in the same process. The idea is to do this as a team to develop a set of team guidelines for your store’s daily operation. Include any area that a team agreement and understanding will improve results. Seek team agreement on every rule. If a disagreement arises discuss it until a reasonable agreement is accomplished. 

As the manager you should guide the meeting to an acceptable, productive conclusion.

	Example: 

	We agree to double check all orders before entering

	We always greet everyone, team and customers

	We will be neat and organized

	

	

	

	

	

	

	

	

	

	

	

	

	


Five Reasons Why Not Meeting Expectations

As it becomes necessary to give negative feedback and correct performance of behavior problems, consider the reasons why. Look at the employee as objectively as possible. Ask these questions as you review the situation:
1. Do they know WHAT is expected? 

a. Resolve with communication

2. Do they know HOW to do the job?

a. Resolve with training and educating

3. Do they have all the RESOURCES?

a. Department support

b. Operation support

c. Tools or materials

4. They don’t have MOTIVATION.

a. Evaluate environment – Do I provide an atmosphere to motivate

5. Are they the RIGHT PERSON for the job?

a. Hiring problem

5 Step Negative Feedback Process

1. State expectation – Clear and well defined
2. State actual performance – With recent examples 
3. Tell me about it – A chance to be heard

4. Restate expectation – Ignore emotional responses and challenges
5. Ask them how they intend to solve the problem – Record as a commitment to change
Be open to unknown information. Stick to the facts and never get emotional. Expect to be challenged then respond with patience and professionalism.

Focus on the positive results of the desired or improved behavior. Encourage the employee that this is part of the growth process and that you are committed to helping them succeed.  

Keep in mind that you may have to restate the expectation several times before you obtain a commitment to solve the issue. Remain calm and simply repeat the expectation. 

If the employee begins to make excuses or wants to “Tell you about it”, be patient and restate the expectation, and ask them for a commitment to solve the issues.

If the employee becomes difficult give them some time to consider the expected change and reschedule if necessary with your District Manager or Department Manager.

The 5 Step Negative Feedback Process Worksheet
When initially giving negative feedback use this form to help you stay on track. This form may also be used as documentation to demonstrate that you are working with an employee to improve performance.  Attach this form to any counseling or written warning that pertains to the incident.

	Employee Name : 
	Date:

	

	The Expectation -

	

	

	

	Actual Performance -

	

	Examples -

	

	Tell me about it - 

	

	

	Restate the expectation - 

	

	

	How will you solve the problem - 

	

	

	


The Feedback Process – Quiz

Based on the material circle the correct answer:

1. By Feedback, we mean consistent communication that supports which of the following:
a. The company mission statement

b. The store or department goals or mission statement

c. The individual employee goals

d. All of the above

2. When giving positive feedback:
a. Make it loud over the intercom
b. Be spontaneous not programmed
c. Always sit down and have a meeting about it

3. When giving negative feedback:
a. Do it publicly

b. Send the employee home afterward

c. Be specific not general

4. Which is not part of the 5 Step Negative Feedback Process:
a. Make sure the employee doesn’t know what you are going to talk about

b. State the expectation

c. State the actual performance

d. Ask them how they intend to solve the problem
5. Which is one of the reasons an employee may not be meeting job expectations:

a. They don’t know what is expected

b. They don’t know how to do the job

c. They don’t have all the resources

d. They don’t have the motivation

e. They are not the right person for the job

f. All of the above

Training Module:
Management
Page 9 of 9

