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employee AssistAnce pRogRAm

June Online Seminar

Improve Your Health with Proper 
Ergonomics and Frequent Movement

Research has found that a sedentary 
lifestyle is just as or more harmful than 

smoking. But we can impact this by 
incorporating frequent movement 

into our lives!

Available on-demand starting 
June 19th at www.deeroakseap.com

2018 Supervisor Excellence Webinar Series 
& Leadership Certificate Program

Managers/supervisors who attend 5 of the 6 webinars will receive the 
Deer Oaks 2018 Leadership Certificate. Attendance is captured when 

viewing each recording. There is no other registration needed.

Session Recording Links

Preparing to Lead Effectively
 https://attendee.gotowebinar.com/recording/8571220193555391745?assets=true

Relationship Excellence for Managers
 https://attendee.gotowebinar.com/recording/8528081955655269121
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Basics
Do your employees seem perpetually confused about their roles and how to do their work? Providing effective 
feedback might be the answer.

Feedback is information about the consequences of past work behavior, not necessarily guidance about future 
behavior. Effective feedback is an essential tool for every manager. Whether you’re training employees or 
polishing their skills, you should provide feedback continuously.

Effective feedback says “thanks for a job well-done” or it corrects an employee who has strayed off-course.

• Positive feedback gives praise and confirms that the employee knows how to do the job
• Feedback for improvement corrects behavior and includes guidance on how to do the job

Effective feedback offers several benefits to you and your employees. It corrects errors or mistakes before they 
become habits. It reinforces correct behavior. And it helps employees who have met previous standards to face 
new challenges.

How to Give Effective Feedback

• Focus on facts. Giving feedback can be an emotional experience for you and the employee. By focusing on 
the facts, your employee will be less defensive while getting feedback and you’ll be less emotional while 
giving it. Don’t focus on personality. It’s difficult to correct an employee’s poor customer service attitude. 
But you can address specific behavior such as failing to acknowledge a customer when he approached 
the customer service desk. Think of yourself as a video camera when giving feedback—describe the 
problematic behavior in detail without adding any evaluative comments.

• Be balanced. Provide both positive feedback and feedback for improvement. If you give only corrective 
feedback, he may get frustrated, discouraged, or even quit. Provide a pat on the back as well as guidance.

• Explain your expectations and purpose. Let your employees know that you support their efforts to develop 
the skills and knowledge they need to succeed. By sharing feedback, you’ll clarify expectations and help 
them be more effective.

• Involve your employees. Receiving feedback can intimidate employees, especially new ones. Explain why 
it’s so important to give and receive feedback. Let the employee know it’s a two-way conversation. Listen 
to the worker’s perspectives. Ask how he feels and if he agrees with you. When discussed in a positive 
manner, most employees will agree with you even when receiving feedback for improvement.

• Establish trust. You can establish trust by being fair and consistent. Act with the company’s best interest 
and your employee’s best interest in mind.

Giving Feedback
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• Praise sincerely. Only give a compliment when you truly believe your employee earns it. If you tell 
employees they do a great job every day, after a week or so, your positive feedback will lose its oomph. 
Praise will be more credible if you let them know you struggled with a similar task.

• Don’t be late. For greatest effect, give feedback as soon as possible after the positive or negative behavior.

Key Tips
Be candid, prompt, and specific.
Employees will trust and respect you as a person if you provide honest feedback in a timely and professional 
manner. Remember to give detailed descriptions of the behavior in question.

Don’t forget to coach.
When providing feedback for improvement, managers often forget to give clear directions on how to perform the 
task correctly. Don’t just tell employees what they did wrong, coach them on how to perform the task correctly. 
If you spend most of your time reinforcing desired behavior, the need to give feedback for improvement will 
diminish.

Follow up on compliance.
Only your employee can decide whether to accept your feedback. If the worker repeatedly ignores your feedback, 
it’s time to consider disciplinary action.

Specifics

Positive Feedback
When giving positive feedback, be brief and sincere. Positive feedback is the most effective form of feedback. 
It satisfies your employees’ needs for self-esteem and self-worth. Positive feedback builds your employees’ 
commitment to their jobs and to you. When giving positive feedback, consider the following steps:

1. Describe the behavior. When describing your employee’s behavior, be specific on what the employee said 
or did. Describe the behavior you’re recognizing, such as handling a customer complaint, completing a 
project early, or working overtime.

2. Describe the impact of the behavior. By describing the result, the employee can clearly see why you believe 
it’s important. You can talk about the impact on you, the company, the department or the customer.

3. Express appreciation. Everyone likes to hear those magic words: “Thank you.” When combined with a 
specific description of what your employee did right, she’ll be proud of herself for a job well-done.

Here are two examples of positive feedback. If you just spent the afternoon creating a new schedule, which 
phrase would you value most?

• “I see you made a new schedule. Thanks.”
• “This new schedule you worked out gives us better coverage on our shift. We won’t have to scramble when 

it gets busy, and that will make all our lives easier. Thanks.”

Which response made you feel better about the job you did? The second example provides a clearer picture. It 
tells you what you did well, and the benefits of your efforts. Your employees will feel better about themselves 
and you, when you describe their specific efforts. You’re telling them that you value their work.
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Feedback for Improvement
Feedback for improvement can be challenging even for an experienced supervisor or manager. It’s designed 
to correct substandard behavior and raise the bar for high-performing employees. You should never threaten, 
diminish or punish your employees with feedback. Feedback for improvement uses clear expectations to clarify 
desired behavior. As with positive feedback, feedback for improvement begins with the same two steps. Consider 
this example:

1. Describe the behavior. “When the customer got frustrated waiting for service, you told the customer, ‘You’ll 
just have to wait.’ “

2. Describe the impact of the behavior. “As a result, the customer walked away angry and we lost a sale.”

3. Describe the expected standard. “A better course would have been to say, ‘I realize you’ve been waiting for 
service and I apologize for the inconvenience. How can I help you?’ “

By describing the unacceptable actions or behavior of your employee and the effect of the behavior, you 
accomplish three things:

• You reduce the odds that the employee will take the feedback personally
• You correct the employee’s behavior or actions (you can’t change a person’s attitude or personality, only 

behavior)
• You reinforce what is standard or acceptable behavior

FAQs

I have a difficult time confronting people. How can I provide feedback for improvement without sugarcoating 
it? Focus on behavior. This way, you remove personalities as a source of possible tension. Stick to the facts. Don’t 
try to guess at your employees’ motives as to why they did what they did. Simply explain how and why what they 
did is unacceptable. Take corrective action by reinforcing the acceptable standards. The more you give feedback, 
the easier it becomes.

I’ve been promoted and I need to coach a former peer. How do I coach a friend?
This is one of the greatest challenges for new supervisors. Many employees have a hard time adjusting to a new 
boss, especially when the new supervisor was once a coworker. Ideally, you should handle feedback the same 
way for every employee. Try to stay objective and focus on the person’s performance. If you sense trouble ahead, 
have a heart-to-heart with your friend about your new role and what it will mean.

I don’t have a lot of time to chat with employees. What happens if I don’t give my employees feedback?
If you don’t provide feedback to employees, they’ll continue to exhibit unacceptable behavior. Eventually, this 
will hurt the employees, you and the entire business. Many employees quit because they don’t know what’s 
expected of them or they don’t know if they’re doing a good job. Withholding feedback can cause you to lose 
credibility with your employees. They’ll feel that you don’t care about them personally or about their work.

Source: Workplace Options. (Reviewed 2018). Giving feedback. Raleigh, NC: Author.
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The following are answers to common questions supervisors have regarding employee issues and making EAP 
referrals. As always, if you have specific questions about referring an employee or managing a workgroup 
issue, feel free to make a confidential call to the EAP for a management consultation.

Q. I am new to my leadership role. Can I learn leadership skills from a book, or is leadership too complex? Is it an 
art form or the product of some creative process? What role can the EAP play?

A. Much of leadership is learned from the school of “hard knocks,” but it is also an art and a science, as many 
books attest. Literature may increase desire and excitement for your new role, but it won’t shorten the learning 
curve of practical experience. Some principles that can help you shape your own style are worth hearing. Be 
clear with employees about what you want from them — don’t let them wonder about it. Offer a vision about 
what success looks like that they can grasp. Doing so will cause employees to establish standards of performance 
modeled after your examples. Never allow employees to think they aren’t accountable, and be liberal with praise 
and celebrate successes. Be consistent with your employees by not confusing them with different or muted 
reactions to problems and concerns. Employees will march to the rhythm you set and this will influence the work 
culture. Don’t let your leadership style develop accidentally. Make this a conscious process.

Q. I was hired to replace a supervisor who left the organization. There is a history of conflict, and I need to earn 
trust. I can tell this won’t be easy due to past experiences. How do I get employees to trust me? Is there any role 
for the EAP in helping me?
 
A. Although your employees had experiences with the prior supervisor that created a sense of distrust, it is 
human nature to trust another person over fearing them. The benefits of a trusting relationship far outweigh 
your employees remaining distrustful. For now, their distrust is about self-preservation, so you have the natural 
urge to trust on your side. Allow trust and approachability to naturally emerge by practicing several behaviors 
recommended for any supervisor. Do not allow the sense of distrust to cause you to avoid your employees. 
Engage with your direct reports and share “small” but personal things about yourself. Your employees will make 
a mental note of these interactions and your willingness to be vulnerable. This demonstrates you are initiating 
trust with them first, which is naturally reciprocal. Beyond personal engagement, demonstrate trust in other 
ways by backing and supporting your employees. Take chances with their abilities and capabilities. Some of 
your employees may resist trusting you longer than others do. Resistance from some individuals due to past 
experiences and personal issues may occur. The EAP can consult with you on these issues to help you build the 
winning team you want. 

Q. My employee’s work is good, and frankly, he is the best in his position. There is nothing to document regarding 
performance, but he has a bad attitude with his lack of humor, gruff style, isolation, and cynicism; he does not 
mesh well with us. Can the EAP help?

A. Yes, the EAP can help. You do have job performance issues that you can document and upon which you can 
base a referral. It’s attitude at work. Attitude can be described in a way that makes it measurable. The EAP can 
consult with you on useful language to consider in documentation, and it will do so with you confidentially. 
Useful language is critical because your organization may need such memos in the future to support performance 
management decisions. The task is to describe the manner in which your employee conducts himself, the 
disposition and temperament he displays, and most important, the impact on others. This is key to effective 
documentation—describing the harm or cost to the organization in lost productivity, lower morale, conflict, lost 
team cohesion, etc. 
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Ask Your EAP!

Information contained in this newsletter is for general information purposes only and is not intended to be specific guidance for any 
particular supervisor or human resource management concern. Some of it might not apply to your particular company policies and 
available programs. This information is proprietary and intended only for eligible EAP members. For specific guidance on handling 
individual employee problems, consult with Deer Oaks by calling the Helpline. 


