Leadership Cohort Meeting
February 28, 2017
3:15-4:30
Lib 107C

Bring: iPad; Handouts on Giving Feedback (below)

Peer Feedback & Difficult Conversations
Grab Snacks!

I. Chew & Chat (3:15-3:30)

In Pairs: [Up on TV as they walk in]:

I. Partner 1: Take 1 minute to share a challenge or dilemma you are facing or working on right now in your leadership work.
II. Partner 2: Take 1 minute to ask questions and share some suggestions or ideas for addressing this issue.
III. Together: Take 1 minute to identify one thing Partner 1 can do to move forward with this challenge.
IV. Switch Roles.

[bookmark: _GoBack]Follow-Up from January Meeting: Anyone delegated recently?

II. Providing Peer Feedback (3:30-4:10)

[TV: Cartoon]

a. We all have had or will have to have a difficult conversation with a colleague regarding her/his work, interactions, performance (or lack thereof), from poor teaching evaluations to not following through on a task or pulling her/his weight or making inappropriate comments/emails.

b. Today we’re going to think about ways to effectively engage in these feedback conversations.

c. Let’s start with our own experiences.

i. Me Share: Parent Night at FSS. Parent told me everything I was doing wrong.
ii. Quick Think: take a moment to think about a time when you received face-to-face feedback about your work. What did you like or appreciate about how it was delivered/handled? What didn’t you like?

1. SHARE
a. Identify  features of effective or ineffective performance feedback-giving from their examples

d. We’ll begin with some frameworks and guiding principles about engaging in these difficult conversations.

e. Review other components of effective feedback [HANDOUT #1]

i. review preparation & delivering sections;
ii. point out other sections in handout #2 (laying groundwork).
iii. SHARE features of Ignation conversation framework [TV]

f. Analyze one of two case studies: Pairs

i. Drawing on these strategies, you’re going to analyze a case study and discuss with a partner how you’d prepare for a conversation with this person: jot down your plan/what you’d say

1. Share your best strategy or statement with the whole group

g. TV: Working with a partner, identify a current situation one of you has where you need to have a difficult conversation with a colleague.

· Could be saying no to writing that letter, asking someone to do something you know they don’t want to do (Eric), pointing out inappropriate behavior, not pulling your weight, etc.

i. Plan out your conversation (or at least your opening/summary statement)


III. Odds & Ends (4:10-4:15)

· Next meeting: March 21

Case Studies: Giving Feedback

CASE STUDY #1: JACK SLACK

A few weeks ago, you met with several colleagues to develop a plan for improving your unit’s communication plan with students. Everyone agreed that there were some areas that needed addressing. After a productive conversation, everyone agreed to tackle one part of the plan to revise the process and bring their work to the next meeting in three weeks. Now, three weeks later, everyone has submitted their part of the task except for Jack, despite weekly check-ins and reminders. When pressed, Jack said that he had a big grant deadline and couldn’t do his part. This is not the first time that Jack has not followed through on a unit-level task. In fact, it is a pattern for him.


CASE STUDY #2: LENORE SNORE

Lenore is a tenured faculty member in your school/department with 14 years of experience at the university. She is also one of the most prolific scholars in your school. Next Fall, she’ll be going up for promotion to full professor, and the word on the street is that she’s a shoe-in because of her publication record. You have concerns, however, with her teaching. Comments and scores on her university teaching evaluations indicate low-student engagement, dissatisfaction with the time it takes to return and provide feedback on student work, and overall low scores on the “Effective teaching” rating. You’ve also received informal complaints from students. During informal “water cooler” conversations, Lenore’s been known to moan about “students these days” for complaining too much and not working hard enough.


***

How would you prepare for a conversation with Jack or Lenore?

Script out notes for your conversation with Jack or Lenore.


PREPARING FOR AND HOLDING FEEDBACK/DIFFICULT CONVERSATIONS


Preparing for a Feedback Conversation

· Don’t go into a meeting cold. If you don’t have time to prepare, reschedule it.

· Keep ongoing records/data on faculty accomplishments or issues. 

· “Too often the action that is regarded as the ‘last straw’ after years of bad behavior actually ends up being the first time anyone considered documenting it.” (Crookston, p. 102)

· E-mail or call the person to make an appointment and let him/her know what the meeting is about. Don’t be vague or skirt the issue.

· Don’t combine an evaluation meeting with other agenda items (e.g., discussion of a curriculum proposal).
· Hold the meeting in your office or other private space. Don’t provide negative feedback in a public space.
· Just before meeting, clarify in your mind what message you want to say. Try to put it into one sentence.

· Practice saying the difficult lines.

· Embody a curious stance. Be open to changing your mind. “Being curious is one of the most powerful things you can do to give feedback effectively. This doesn’t mean holding back on what you think; it means being as equally curious about the other person’s view as you are convinced about your own.” (Schwarz, 2013)

· While you are giving feedback, maintain eye contact and a calm tone. Be calm and confident. The person being receiving the feedback is more nervous than you.
Delivering Feedback
1. Reiterate or Agree on the Purpose of the Conversation. 
2. Jointly design the order of the feedback. Ask the person you are giving feedback to how they would like to receive it. Don’t assume sandwich (positive/negative/positive) is what everyone wants.
3. Be straightforward and simple. State exactly what you have seen and what your concern is.
i. Focus on behavior/performance (not personality) and its impact 
ii. Be clear about the standards you are looking for (that you didn’t see).
a. Not specific. “Teach better next year”; “you did a great job.”
b. Specific: “When you come late to meetings it throws things off and we get behind”
iii. Use specific examples/data & identify source of concern
a. Be clear what the basis is of your concern—did it come from course evaluation data? Peer evaluations? Student complaints? This is better than issuing general concerns or complaints based on hearsay or water cooler chat.
4. Elicit recipient’s point of view. What are her/his perceptions of the behavior?
5. Ask about your own contribution. Toward the beginning, say, “I’m open to the possibility that I may be contributing to the very things that I am concerned about in your performance. If I am, I’d really like you to tell me.” (Schwarz, 2013)
6. Discuss benefits for improvement for individual, students, program, department, school.
7. Respond to defensiveness with curiosity. If someone seems to get defensive, simply ask about it: “I noticed the last couple of minutes, you have gotten quiet – yes? I’m wondering, are you feeling defensive?” (Schwarz, 2013).
8. Set Goals and identify steps for improvement/action plan. Agree on what recipient will do to work towards improvement. Outline what you’d like to see. Discuss available resources to support plan.
9. Get feedback on how you are giving feedback. Ask them what you did in the feedback session that was helpful and what they would like you to do differently next time. 
10. Follow up with written documentation.
i. Remember when you give bad news, people tend to shut down and stop hearing what you say for a while. So, you’ll need to follow up in writing.
ii. Identify what you hope to see in the next year, such as presentation at a conference or work on publications, or attendance at CTL workshops.
iii. Repeat and clarify the central message of the session.



LAYING GROUNDWORK for PRODUCTIVE CONVERSATIONS (ONGOING WORK)


1. Build trust with colleagues

· “The most important element in providing effective feedback is establishing an atmosphere of mutual trust and regard. When a feeling of trust has been created, it is easier both to give and to accept feedback.” (OHSU)
From Crookston[footnoteRef:1]: [1:  Crookston, K. (2012). Working with Problem Faculty.] 

2. Be open and transparent.
a. Faculty will trust you if you’ve shared everything you can about a situation. “Allow people at all levels to see and hear the concern you have for the self-worth of everyone in your unit, including those who are viewed as problematic.” (47)
b. “The chair who shows that he or she cares about colleagues enough to be completely honest with them will enjoy their allegiance and commitment.” (47)
c. “Genuine trust exists among colleagues only when they are ‘comfortable being vulnerable with one another.’ (47)
3. Be tactful and considerate. “I may have insufficient information, so I’m open to feedback. Let me share what I’ve observed (or heard), and then I want to listen to you.” (49)
4. No one can persuade another to change. Each of us guards a gate of change that can only be opened from the inside. We cannot open the gate of another, either by argument or by emotional appeal…[W]hen we decide to open our own gate of change, our growth can be evolutionary and the net effect can be revolutionary” (57, citing Covey, 1989).
5. Take ownership. When someone acts like a jerk or fails to do something, “stopping to ask ourselves to what extent we are responsible for the disappointment can be powerful.” (58)
6. 3 Things we can ask ourselves to minimize prejudice with a colleague:
a. “What are this colleague’s anxieties, trials, burdens and pains?
b. How am I, or our department, adding to their problems?
c. In what ways have we neglected or mistreated this colleague?” (58)
7. Observe.
a. Be slow to label others as problems.
b. “Chairs who are looking for signs that colleagues are struggling will notice them.” (59)
c. Get our own heart right towards another faculty member, rather than focusing on whether or not their heart is right toward us or anyone else. “We can only get our own heart right; we achieve nothing by fussing over the status of someone else’s heart.” (62)
8. Practice the interpersonal skills you are not good at
9. Difficult colleagues often feel isolated—reach out to them.
a. “I have missed your active involvement in the department. What would it take to bring you back into the mainstream?” (72)
b. Having someone listen to you and understand your pov is very affirming
10. Take Effective Action
d. “Overlooking or discounting any deviant behavior establishes a culture of tolerance and mediocrity that invariably leads to decay.” (91)
11. When confronting others:
e. Do it in private (if you have to halt a department meeting, do it)
f. See the other person as a person rather than a villain
g. Allow others the opportunity to save face
h. Good leadership is not about getting even
i. “a confrontation should start by ‘describing the gap [between] what happened compared to what was expected.’” (96)
j. “whenever a person’s conduct damages the productivity and quality of life of the entire unit, it is more important to do what is best for the team rather than continue to struggle at rescuing a habitually disruptive comrade.” (97) “enabling anyone…to misbehave or operate below standards, especially repeatedly, weakens both them and the department.” (97)
12. Make sure expectations are clear before you hold someone to them.
k. Do you have what you need to meet expectation?
l. Performance = expectations x ability x motivation (or consequences)
m.  “expectations are the foundation from which a chair can have productive interaction.” (117) Make sure expectations are clear before you show the gap between expectations and performance. “What might be getting in the way of your meeting these expectations?” (117)
13. Develop a good relationship
14. Check if there are some skills or abilities missing that might impede performance
15. Passive-Aggressive Colleague
n. Recognize all good behavior that you can
o. Call them on things every time—late to meetings, etc. Don’t just complain about the behavior to someone else.
p. Hold everyone to the same standards, and call on colleagues to help uphold standards and accountability.
q. Don’t accept excuses
16. People resist change
r. Expect that change will energize some and traumatize others
s. Identify baby steps of progress during times of change
Sample positive and negative feedback statements:
· “When you do such detailed data analysis … it makes me really glad we’re co-authoring this paper together.”
· “When you report back to the department about your University service, it helps me understand that committee’s work and also your valuable input. Thanks for being on the committee.”
· “When you come late to meetings … it throws things off and we get behind”
· “When you tell me you’ll have the lecture done and don’t follow through … I can’t finish preparing the exercises and our class doesn’t flow for the students”
(Auzenne & Horstman, http://academics.boisestate.edu/facultyombuds/tips-from-the-faculty-ombuds/tip-giving-peer-feedback/)

Sample summary statements for Feedback Conversations:

Completely positive evaluation: “The one thing I want you to take away from today’s meeting is that this has been an absolutely first-rate year for you.”

Positive Evaluation with suggestions for minor improvement: “The most important thing I want you to remember about today’s session is that this has been a very, very good year. I want you to be proud of what you’ve done; it’s really been extremely good. Now we’re also going to talk about one or two areas where I think we can work to make some improvements.”

Negative evaluation with suggestions for improvement. “What I’d like to focus on today are a number of areas where I think we’ve seen some problems during the past year. Basically, what I’m going to tell you is that I think you could’ve done better. And I want to help you do that over the coming year.”

Negative evaluation with specific warning. “I don’t want to sugarcoat this. I think this has been a year where your performance wasn’t what it should’ve been. I’m going to give you some specific examples of that, and I’m going to try to explain how I think you could’ve done better. The message I want you to take away from this meeting is that we’re going to have to see some changes, and see them soon.”

(Buller, J. L. The Essential Department Chair)
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