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  CHARACTERS & BACKGROUND

FILM  12   |   HOW A MANAGER SHOULD NOT GIVE FEEDBACK TO A DIRECT REPORT

  FILM 13   |   HOW DOES A MANAGER GIVE FEEDBACK TO A DIRECT REPORT?

James is Martin’s manager. This is an informal conversation about the previous six months work. James is happy with
Martin’s work on the whole. He would like to offer him some feedback about his reserved behaviour in meetings and the
impact of this on projects.

James asks good open questions, but leaves little time for Martin to answer.
J- ‘Talk to me about how you’re getting on generally?’
M- ‘Fine……’
J- ’Fine, I’d like to echo that..’

There is a mismatch in energy levels. James’s direction of energy is more extraverted than Martin’s, and his pace is
faster. James asks leading questions, for example:
‘Is that something you recognise?’

This means that Martin does not own the feedback and gives James the answer he wants to hear rather than the answer
he wants to give James sometimes gives misleading feedback, for example:
‘I’m very, very happy with that..’
James uses generalities rather than specifics, for example:
‘I’ve a sense that you don’t pipe up and share our thoughts’

James does 90% of the talking. Even though this is feedback, it is important that the recipient of the feedback should be 
given the opportunity to contribute.

The big difference is James’s use of silence. What we see is the effect of waiting and listening on someone who needs
time to think. Some of the silences may feel awkward and long, but we see James giving Martin good attention, even
though neither of them is speaking. By using silence, Martin has the time to think about the work more objectively.

James gives clear feedback – and asks Martin what the impact of his behaviour is likely to have been.

James gives Martin a specific example by pointing out the discrepancy between an idea he had shared with him privately
and his reluctance to speak up about it in the meeting.

The balance of the conversation is more equal.

The conversation reaches a level of depth. Martin feels relatively comfortable about disclosing his insecurities. This is
very helpful in being able to develop Martin and change his behaviour in the future.

James gives Martin the opportunity to go away and think about how to approach the situation differently – which suits
Martin’s reflective style.
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  BEHAVIOURS TO ENCOURAGE

•	 Using silence – allowing the other person space and time to think
•	 Matching the pace of the other person
•	 Clarity – what happened? What was the impact? What needs to be done differently?
•	 Getting to the point
•	 Being tough on the facts, open minded on the reasons
•	 Owning the message
•	 Landing the message
•	 Having the courage to say what you feel whilst remaining in control
•	 Naming the ‘elephant’ in the room
•	 Think about where the conversation will happen and how you will set it up
•	 Coming up with alternative suggestions when asked
•	 Sticking with your point
•	 Remaining calm and not humiliating the person you are feeding back to
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  CHARACTERS & BACKGROUND

FILM 14   |   HOW NOT TO GIVE FEEDBACK TO YOUR BOSS

  FILM 15   |   HOW TO GIVE FEEDBACK TO YOUR BOSS

Rod – Naomi’s boss. He is friendly and charming to the point of being manipulative; he is used to getting his own way.

Naomi – has worked for Rod for three years. Naomi has a huge workload. At present she is covering extra work for her
colleague, Jenny, who is on maternity leave. Rod promised to appoint temporary maternity cover to alleviate Naomi’s
workload, but so far has not done so.

Rod has asked Naomi to complete two projects which share the same deadline. She is concerned that she will not be
able to complete both deadlines and is unclear about which one to prioritise

Naomi thinks the conversation is going to go badly from the start – there is a sense of self-fulfilling prophecy.

Naomi’s body language is still and static – she stays in the same position for most of the conversation. She frowns,
shakes her head and looks worried.

Her tone of voice is on one level, and she sounds unconfident when asking for the deadline to be moved. She allows
herself to be interrupted.

As well as sounding hesitant, Naomi uses the word ‘just’ 6 times in her first three sentences, which weakens her impact.

Rod looks and sounds like he has the control of the conversation.

Naomi looks and sounds more confident and assertive. She looks more energised through her body language position.
She explains the situation clearly and asks questions to establish the priority of what needs to be done.

Naomi is friendly with Rod, but firm about the workload.

When Rod tries to use charm, Naomi asks further questions, and restates her point about the workload.

The questions Naomi asks are specific, and she leaves silence for Rod to answer. She clearly states the problem, the
impact of the problem and what she would like to do differently.

At the end of the conversation, Rod has been challenged, but not humiliated.
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  BEHAVIOURS TO ENCOURAGE

•	 Clarity – what happened? What was the impact? What needs to be done differently?
•	 Getting to the point
•	 Being tough on the facts, open minded on the reasons
•	 Owning the message
•	 Landing the message
•	 Having the courage to say what you feel whilst remaining in control
•	 Naming the ‘elephant’ in the room
•	 Think about where the conversation will happen and how you will set it up
•	 Coming up with alternative suggestions when asked
•	 Leaving silence after questions have been asked
•	 Sticking with your point
•	 Remaining calm and not humiliating the person you are feeding back to
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  CHARACTERS & BACKGROUND

FILM 16   |   HOW NOT TO DEAL WITH A FORMER COLLEAGUE?

  FILM 17   |    HOW DO YOU DEAL WITH A FORMER COLLEAGUE?

Marie and Karen used to work together. They joined the company at the same time, had the same manager and used to
go out together occasionally.

Karen has stayed at the same grade, while Marie has moved on in the company, and recently returned to manage Karen
and her team. Marie has asked to see Karen to give her some feedback.

Karen is not performing well; despite doing a good job of work, her behaviour around the office is distracting. Driving
this behaviour is the fact that Karen is bored, feels rejected by her former friend, and would like to develop in her role.

Marie is coming across as ‘managerial’ using phrases such as:
‘We need to follow the new directive’
’now I’m the manager’

Marie makes assumptions about Karen’s behaviour:
‘You don’t seem to respect me or the rest of the team.... ’.

Marie delivers the feedback emotionally. This makes Karen defensive and sarcastic and so she eventually closes down,
uttering one word answers.

Marie is personal:
‘I can’t believe what you’re wearing today...’
‘Everybody notices it’
‘You go around and just chat to people....’

The conversation feels like a ‘telling off’ rather than a constructive conversation and the opportunity for the feedback to
help Karen has been missed. The overall tone of the conversation is negative.

Marie strikes a good balance between being friendly and formal. She sounds less emotional, less accusatory and more
respectful.

Marie uses examples and includes herself:
‘..I’m wearing different clothes......I’d like to see you …’

Marie feeds back on the impact that Karen’s behaviour is having on others, eg with the lateness, Karen is a key member
of staff and therefore a role model for the younger members of the team.

Marie spots an opportunity to develop Karen and include her in special projects.
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  BEHAVIOURS TO ENCOURAGE

•	 Tone – striking the balance between being professional and friendly
•	 Clarity – what happened? What was the impact? What needs to be done differently?
•	 Getting to the point
•	 Being tough on the facts, open minded on the reasons
•	 Owning the message
•	 Landing the message
•	 Having the courage to say what you feel whilst remaining in control
•	 Naming the ‘elephant’ in the room
•	 Think about where the conversation will happen and how you will set it up
•	 Coming up with alternative suggestions when asked
•	 Leaving silence after questions have been asked
•	 Sticking with your point
•	 Remaining calm and not humiliating the person you are feeding back to


