Feedback and Confrontation

I. Giving Feedback
i. Strong AD coaching requires timely input

1. Establish a supervisory climate for feedback
a. let your staff know

b. That you want them to excel in their work

c. That to aide them that you will be giving them feedback on what you see 

d. Positive and Negative

e. Your intent is not to judge them but to encourage them and help them address areas that if addressed will enhance their effectiveness

f. Start giving positive feedback before there is anything negative to be addressed 
2. Choose feedback areas with reflection and prayer
a. Prayer for discernment

b. Looking for growth focused areas
c. Where are the critical “results gaps” in their work on staff? 
d. Connect it with key chapter planting or building strategies

e. Last fall a planting coach called me 

i. Planter a super gatherer

ii. No one was sticking

iii. Coach unsure why – “Ask Questions”

iv. Too problems (no idea what to do with a potential missional Christian; no hang out time)

3. Prayerful / Thorough Preparation
a. A coach is someone who can give correction without causing resentment. John Wooden
i. Not always possible

ii. But can often be avoided by preparation
b. Crucial that you are rested and ready
c. Had time to observe them in action

d. Know your feedback tendencies

i. Too direct?

ii. Avoidance?
iii. Too vague?
e. Never off the cuff – May need to ask questions to clarify what is going on from the staff person’s perspective
4. Principles of Giving Feedback 

a. Never simply ventilate your strongly held negative feelings  

i. Not appropriate to cry or yell when you addressing a negative in someone else

ii. Avoid attributing motivations

b. Address behaviors or the way their attitude is affecting others  
c. Avoid attributing motivations -  you don’t know them

d. Do not explain away your feedback
i. Share clearly what is needed

ii. Stop – may need time to reflect / go for a walk
iii. Let them engage with the point

e. Acknowledge that this is hard to hear 

f. Ask, what are they hearing? …how it is affecting them?
5. Options and Action Plans

a. Some will need time to reflect on what they’ve heard

i. others will be ready

ii. let them choose

b. Explore options to address the gap

i. Ask, “What steps might you take to address this issue?”
ii. List the options with them
iii. Ask them, “Which options seem most doable and most likely to produce a different result?”

c. Measure what is going on in them

i. Are they able to engage the issue with optimism?

ii. What might keep them from taking action
1. Blown away

2. Don’t understand what needs to happen

3. Don’t understand how to take action

4. Feel unable or untrained
5. Situational Leadership

6. Ready to act? – give affirmation & arrange accountability

a. This is just the beginning step

b. Follow-up and troubleshooting is critical
Role Play #1

You’ve just heard your staff give a talk to a group of missional or potentially missional Christians at a core meeting calling them to embrace the vision for the chapter and commit themselves to taking a leadership role in the fellowship. 

There were a few helpful aspects to the talk but it rambled quite a bit, did not have any rooting in scripture, and there was no clear way for the students to respond and indicate their desire to commit to the fellowship. 

Give your staff member feedback on their talk, pointing out aspects of it that were strong and areas that need improvement. Finally help them develop a plan to follow-up this talk with their students and develop steps to give a stronger vision talk next time.

Role Play #2

Your staff worker has developed a subtly bad pattern in their participation and demeanor at staff meetings. They seem to come tired to meetings and their first comment upon arriving is often a mild expression of negativity about being there. When team mates ask them why they are tired they talk about how late they were up the night before and what they are missing that day on campus. When administrative expectations or needs are discussed they get glassy eyed and rarely suggest positive ideas about how to make it work.
The last time you tried to talk with them about the issue, somehow the conversation moved into an evaluation of how boring and unproductive the meetings are for the staff person and the rest of the team. You got defensive and even a little angry. It became a conversation about your leadership and what needed to change in the way you lead meetings. You left the meeting with a headache, a long staff meeting to do list, feeling discouraged about your leadership. 

After talking with your coach, you are ready to reengage the staff person on the aspects of the conversation that involve change on their part. You’ve set up a time to talk but the staff person has no idea what the subject of your conversation will be. 
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