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Providing Corrective Feedback
When dealing with problem situations, sometimes we can’t see the forest for the trees!  Look for cues to arising problems and tackle them immediately to stop a situation from becoming a bigger problem, or worse yet, an irrecoverable situation.  Like positive feedback, this requires practice.  
The key to effectively managing a problem is to communicate it in a way that will allow the employee to respond in a non-defensive manner.  If you accuse without knowing the reason why, the employee will likely become defensive and you will be unable to resolve the issue.  
Using this tool will help you to assess the reason why a problem is occurring and then give you the ability to appropriately respond to solve the problem.  Try the following steps to communicating, assessing and solving problem situations.
1. Communicate the situation – the first step is to communicate the problem in a very direct, specific and non-punishing way.  

Example: I noticed that XYZ project is $10K over budget and it appears you haven’t requested a change order.  Can you explain what happened?  
2. Diagnose the cause – listening to the answer will help you to diagnose the cause as:
· Expectations (“I didn’t know what the XYZ project budget was.”)
· Motivation (“I know, but I’ve been dealing with other things”)
· Ability (“I thought I could get it done, but it took me longer than I expected”)  

3. Respond based on diagnosis – Once you’ve diagnosed the cause, you can formulate your response in the appropriate manner.  
	Diagnosis
	Action
	Possible response

	· Expectations
	Revisit your expectations

	“Let me clarify what the budget is…”


	· Motivation
	Explain results


	“When you go over budget, that affects the profitability of the office, impairs the client relationship, and affects our ICP bonus pool, which in turn affects everyone?”


	
	If necessary, impose a consequence…
	“If you do not pay closer attention to the budgets established on projects, we’ll certainly have to address this as a performance-related issue.”


	· Ability
	Ask for ideas, solicit feedback and brainstorm options
	“What can we do to prevent this from happening in the future?”


4. The most critical piece to ensuring the problem doesn’t arise again is to follow-up!  Determine who does what, by when and then follow-up on it to ensure compliance.  
You can use the following model to assist you in working through a problem situation.
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