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Feedback and Performance Management
Participant Guide
When, where, and how to give effective feedback that fosters behavioral change
Name  ________________________________________     Date  ________________
Opening reflection
Which communication traps create the most trouble? Check up to two.
	☐  Explaining before asking
	☐  Avoiding the hard message

	☐  Leaving out important context
	☐  Jumping straight to a solution

	☐  Assuming the other person understands
	☐  Waiting until frustration builds


What usually happens next when people fall into one of these traps?
 
 
Everyday performance management
Most performance management should happen between formal reviews.
	1
	2
	3
	4

	Set expectations
	Notice behavior
	Give feedback
	Follow up


Feedback closes the gap between what was expected and what actually happened.
Two jobs of feedback
	REINFORCE
	REDIRECT

	Make useful behavior easier to repeat
	Make needed change easier to understand and act on


Listen and rebuild
As you watch the video, note the four parts of the feedback process.
	1. 
 
	2. 
 

	3. 
 
	4. 
 




The complete feedback conversation
The four steps during the conversation work best when you also choose the moment and setting before it begins, then follow up afterward.
	BEFORE
	Choose the moment and setting

	DURING 1
	Ask permission

	DURING 2
	Name what you saw or heard

	DURING 3
	Explain why it matters

	DURING 4
	Ask for perspective and the next step

	AFTER
	Follow up

	PURPOSE
	Help the receiver understand what happened, why it matters, and what to do next


Four-part structure adapted from LeeAnn Renninger, The Secret to Giving Great Feedback, TED, January 2020. This workshop adds guidance on timing, setting, and follow-up.
Choosing the moment and setting
For each situation, choose the best first move. More than one answer may be defensible if it protects dignity and allows dialogue.
	A
	A report contains errors that delayed another team.
☐ Now     ☐ Later       ☐ Private     ☐ Public       ☐ Live     ☐ Written
Why this choice:
 


 
	B
	A colleague handled a tense family question exceptionally well.
☐ Now     ☐ Later       ☐ Private     ☐ Public       ☐ Live     ☐ Written
Why this choice:
 


 
	C
	You are still frustrated after a difficult meeting and want to address someone’s tone.
☐ Now     ☐ Later       ☐ Private     ☐ Public       ☐ Live     ☐ Written
Why this choice:
 


 
Guardrails
	TIMING
	SETTING

	• Soon enough that the details remain useful
• After you can be specific rather than unload frustration
• When the other person can engage
	• Corrective or sensitive feedback: private
• Recognition: public only if welcomed
• Complex or emotional feedback: conversation first


The test: Does this choice protect dignity and make dialogue possible?
Urgent risk: intervene immediately. Debrief when the situation is stable.


During the conversation
The first two steps establish readiness and make the message specific enough to act on.
1  Permission to begin
A brief micro-yes signals what is coming and creates a moment of choice. It does not make required feedback optional. When appropriate, it creates a reasonable choice about timing.
	“Can we take a few minutes to talk about today’s handoff?”

	“I’d like to share something I noticed. Is now a workable time?”

	“I want to talk about what happened in the meeting. Can we do that now?”


My opening:
 
 
 
2  Observable words and actions
Anchor the moment. Use exact words or actions. Remove labels that force the receiver to guess what you mean.
	LESS USEFUL
	OBSERVABLE

	“Your attitude in the meeting was unprofessional.”
	“When Jordan asked about the deadline, you sighed, looked away, and said, ‘We’ve already covered this.’”

	Labels: attitude, unprofessional
	Evidence: moment, actions, exact words


Words that often blur the message: always, never, careless, bad attitude, unprofessional.
The behavior I need to name:
 
 
 
 


Impact perspective and follow-up
The message becomes useful when the receiver understands the effect, can add information, and leaves with a clear next step.
3  The impact
Observation: The status report was due Monday and arrived Wednesday afternoon.
Complete the thought: The result was...
 
 
 
One concrete impact: The operations team could not finalize its update for Tuesday’s review.
A useful impact stays concrete and proportional. It may involve work, service, trust, safety, learning, or another person.
4  Perspective and next step
Which question is most likely to create ownership? Check one, then note why.
	A  ☐  Do you understand why that was a problem?

	B  ☐  What was happening from your point of view?

	C  ☐  Can you promise it won’t happen again?


Why:
 
 
Questions that open the conversation:
What did I miss?   What was happening from your point of view?   What do you think would help next time?   How can I support you?
My question:
 
 
After the conversation
	STEP
	WHAT IT MEANS

	1  Confirm the next step
	What will happen, by when, and what support is available

	2  Notice progress
	Reinforce the behavior when you see it

	3  Revisit the agreement
	Return to the conversation if the behavior does not change


My follow-up plan:
 
 


One conversation from start to finish
Read the example and mark the places where the receiver could respond. The model should sound like a conversation rather than a speech.
	PERMISSION
	“Can we take five minutes to talk about this week’s status report?”

	OBSERVATION
	“The report was due Monday and arrived Wednesday afternoon.”

	IMPACT
	“The operations team could not finalize its update for Tuesday’s review.”

	QUESTION
	“What got in the way, and what needs to change for next week?”

	FOLLOW-UP
	“Let’s agree on the plan and check in Friday.”

	RECEIVER’S VOICE
	Where would you pause and listen?


Table challenge
Taylor has started interrupting coworkers during team meetings. After today’s meeting, the manager says in front of the group: “You need to be more professional. Your attitude is becoming a problem.”
1  What makes this hard to hear or act on?
 
 
2  Rewrite it using the feedback conversation.
	PERMISSION
	 
 

	OBSERVATION
	 
 

	IMPACT
	 
 

	PERSPECTIVE QUESTION
	 
 

	NEXT STEP
	 
 

	FOLLOW-UP
	 
 


3  When and where should the conversation happen?
 
 


A possible repair
This is one workable version. Compare it with your table’s choices and note where you made the message clearer or more conversational.
	PERMISSION
	“Can we talk privately for a few minutes about today’s meeting?”

	OBSERVATION
	“When Morgan was explaining the scheduling concern, you spoke over her twice and continued after she asked to finish.”

	IMPACT
	“She stopped contributing, and the group moved on without hearing the information she was trying to share.”

	PERSPECTIVE
	“What was happening from your point of view?”

	NEXT STEP
	“What could you do in the next meeting to make room for others’ input?”

	FOLLOW-UP
	“Let’s check in after Thursday’s meeting.”


Practice preparation
Choose a real, low-stakes conversation or one of the examples below. Keep the situation safe enough to practice.
	REINFORCE
	REDIRECT

	A colleague’s contribution helped the team
	• A deadline was missed
• Someone dominated a meeting
• A handoff lacked key information


Conversation context
Who needs feedback?
 
 
What behavior will you reinforce or redirect?
 
 
 
When and where will you talk?
 
 


My feedback conversation planner
Plan one sentence for each part. Leave room to listen and adjust when the other person responds.
	1
	Permission
How will you begin and check whether the timing works?
 
 



	2
	Observation
What exactly did you see or hear? Anchor the moment and remove labels.
 
 
 
 



	3
	Impact
Why did it matter? Name one concrete, proportional effect.
 
 
 



	4
	Perspective
What question will invite the other person’s point of view?
 
 



	5
	Next step
What needs to happen next? What support may be useful?
 
 
 



	6
	Follow-up
When and how will you return to the agreement?
 
 


Before I practice
☐ I named behavior the person can recognize.    ☐ I explained a concrete impact.    ☐ I included a real question.    ☐ My timing and setting protect dignity.


Partner practice and coaching
Choose one partner. If the group has an odd number, create one triad with speaker, receiver, and observer roles.
	ROUND
	WHAT TO DO

	1
	Speaker practices the conversation. Receiver responds realistically, then offers 60 seconds of coaching.

	2
	Switch roles and repeat with a new situation.


Coach for
	☐  Specific, observable behavior
	☐  A question that encourages ownership

	☐  Concrete, proportional impact
	☐  A clear next step

	☐  A pause for the receiver’s perspective
	☐  A realistic follow-up plan


Coaching notes:
 
 
 
 
Practice debrief
1  What made the feedback easier to hear?
 
2  Where did the speaker become less specific?
 
3  Which question created the best conversation?
 
Your next conversation
Before you leave, complete the commitment below. No report-out is required.
By ________________, I will talk with ____________________________
about ____________________________________________________________________
I will follow up by ________________________________________________________
Clear feedback helps people understand what happened, why it matters, and what to do next.
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