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            Conducting Constructive Feedback Conversations

There may be times when it is necessary to provide constructive feedback to employees whose performance is not meeting set objectives or whose behaviors are not consistent with performance standards.
These conversations need to occur in a timely manner.  Do not wait for designated milestones (e.g., midpoint/final review) to discuss performance deficiencies.  By creating a forum for open dialogue and candid feedback, the supervisor and employee can create a shared understanding for ensuring successful performance.

It is important to have a plan for conducting these conversations so that they remain on track, focus on improvement, and provide clear direction and guidance to the employee as to what is expected.  The following model reflects one way in which a constructive feedback conversation could be conducted.  Example statements are provided on the back.
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	Identify purpose of the feedback  session.
	Provide specific examples to    support your concerns.
	Seek ideas for achieving desired results.
	Concur on a plan.
	Ensure you and employee  understand next steps.

	Explain what you want to accomplish and why.
	Solicit additional input during  feedback session.
	Determine core requirements and training opportunities to improve performance.
	Specify what will     be done, by whom and by when.
	Set a date for following up on the plan.

	Emphasize importance of your concerns.
	Reach a shared understanding of issues.
	Consider support needed for success.
	Schedule follow-up meetings to track expected results
	Document outcome of the conversation and expectations.



	




	Identify purpose of the feedback session.

	“In this meeting, I’d like to review your progress toward accomplishing your performance objectives and demonstrating performance elements.”

	Explain what you want to accomplish and why.

	“You are doing well in several areas, but I have some concerns about your ability to meet deadlines, build relationships and your skills in leading teams.  I want us to develop a plan that will help you to be successful in these areas by the end of the performance cycle.”

	Emphasize importance of your concerns.

	“This is very important. Meeting your objectives not only directly affects your pay, it is also a critical element that enables our office and Army Intelligence to meet its mission.”

	



	Provide specific examples to support your concerns.

	Let’s take a look at your performance objective: “Lead analysis . . .” You’ve consistently missed internal deadlines by weeks and had some challenges with leading your team.  I’m aware of situations where you were unsuccessful at creating partnerships with SMEs outside the office.

	Solicit additional input during feedback session.

	“I’d like to get your thoughts on these concerns I’ve noted.”

	Reach a shared understanding of issues.

	“Okay… so we agree that you need help organizing larger projects and also need to improve your interpersonal skills when working with analysts who have other priorities.”

	


	Seek ideas for achieving desired results.

	“There is training on leadership and creating project plans which may help improve your skills.  I would like you to enroll in that as soon as it’s available.  Do you have any suggestions for how you can more effectively lead your team and build partnerships?”

	Determine core requirements to improve performance.

	“To be successful, you need to demonstrate by the cycle end that you:

1. Plan/Organize project more effectively

2. Provide clear direction

to junior analysts.

3. Network with external
SMEs and build rapport.”

	Consider support needed for success.

	1. Identify a mentor

2. Schedule flexibility to
meet with external clients
3. Provide administrative support


	



	Concur on a plan.

	Action Plan

1. Take the leadership courses within 30 days
2. Complete project management training by end of month
3. Identify a mentor by COB this week
4. Meet with mentor once a week
5. Develop a calendar with specific milestones to fulfill each objective and provide to me in 2 weeks

	Specify what will be done, by whom and by when

	1. Employee
2. Employee
3. Supervisor
4. Employee
5. Employee

	Schedule follow-up meetings to track expected results.

	“Plan on meeting with me in 2 weeks to discuss your progress.”

	



	Ensure you and your employee understands the next steps.

	“Do you have any questions or concerns? Do you understand the plan?”


	Set a date for following up on the plan.

	“Two weeks from today is the 24th.  Schedule a meeting for 30 minutes when my calendar looks open.”


	Document the outcome of the conversation and expectations.

	“I am going to capture what we have discussed and decided upon today.  I will forward it for your acknowledgement.”
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