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What If We Have the 
Concept of Feedback 

All Wrong? 



tŜƻǇƭŜ 5ƻƴΩǘ /ƘŀƴƎŜ .ŜƘŀǾƛƻǊ Wǳǎǘ .ŜŎŀǳǎŜ ²Ŝ 
Tell Them To Change

Telling someone how to fix the problem is often the 

wrong approach.
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Session Objectives

Define psychological safety

Understand how it influences learner 

engagement in clinical and classroom 

settings

Differentiate feedback types

Effective feedback vs. miscommunication vs. 

miscommunication vs. perceived 

mistreatment

Identify hindering practices

Recognize how feedback assumptions may 

may unintentionally impact performance

performance

Practice safe feedback

Apply techniques using clinical and classroom scenarios

Commit to change

Identify actionable steps to support safe, inclusive learning 

environments



What makes 
feedback land ς or 

fall flat?



Intent vs. Impact





What if the difference between a 

successful and an unsuccessful 

trainee was more about whether or 

not we (the educators) believed the 

trainee would be successful?
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Silent Messages

1. Manzoni JF, Barsoux JL. The set-up-to-fail syndrome. Harvard Business Review. 1998.
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Growth 
Mindset
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The Power of Growth Mindset
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Mindset Distributions

Å 50-50 growth and fixed mindsets1-2

Å No statistical differences by level of training2

Å Clinical Supervisors3

ü 88% have a GROWTH mindset about clinical reasoning

ü 43% have a GROWTH mindset about intelligence

ü 55% have a GROWTH mindset about empathy

ü 47% have a GROWTH mindset about moral character

1. Jegathesan M et al. BMC medical education. 2016 Dec;16(1):1-6.

2. Naifeh and Thompson. The Effect of Mindset on Performance and Burnout in 

Graduate Medical Education.  Presented at PAS 2018.

3. Pal NE et al. Medical Teacher. 2020 Mar 3;42(3):291-8.









Via Zoom:  Think. Share. Chat.



Creating Safe Learning 
Environments

Å Build relationships first

Å Flatten the hierarchy within the team

Å Reflect on and minimize implicit biases

Å Share personal stories to promote belonging

Å Get to know your trainees (and let them know you)

Å Empower the trainee

Å Share gratitude and words of affirmation

Bump and Cladis. J. Gen Intern Med 2024



A Learner's Perspective

"Stand up in front of peers and staff and present. You are 

You are then asked probing questions to identify gaps in 

gaps in your knowledge. You get feedback on your 

performance (usually only when you are doing it poorly or 

poorly or wrong). You feel like you are under a constant 

constant microscope."

- A medical trainee



Catch Learners Doing Things Well

Hierck, Tom. Seven Keys to a Positive 
Learning Environment in Your Classroom. 

2017.



Micro Feedback
Brief (<60 sec) statement on what was done well or 

could improve. Ideal for quick, real-time reflection.

Appreciative:  ά²Ƙŀǘ I appreciate ƛǎΧέ

Constructive: ά¸ƻǳ ŎƻǳƭŘ ōŜ even more effective ƛŦΧέ



Micro Feedback Exercise

Think about a recent learner

Write 2-3 sentences of specific, positive feedback 

describing what they did well

Be specific about:

ω What behaviors you observed

ω The positive impact of those behaviors

ω Why those actions matter



The Human Need for Validation

"Next to physical survival, the greatest need of a 
of a human being is psychological survival, to be 
to be understood, to be affirmed, to be validated 
validated and to be appreciated."

- Steven Covey



How to Show You Value Your Team

Åά²ŀƛǘƛƴƎ ǘƻ ŀǎƪ ƳŜ ǉǳŜǎǘƛƻƴǎ ŀōƻǳǘ ǘƘŜ ŎŀǎŜ L ŀƳ ǇǊŜǎŜƴǘƛƴƎ 
ǳƴǘƛƭ L ŦƛƴƛǎƘ ǘƘŜ ǿƘƻƭŜ ǇǊŜǎŜƴǘŀǘƛƻƴέ

Åά!ǎƪƛƴƎ ƳŜ ǿƘŀǘ L ǿŀƴǘ ǘƻ Řƻ ǿƛǘƘ ǘƘŜ ǇŀǘƛŜƴǘέ

Åά.ŜƛƴƎ ƻƪŀȅ ǿƛǘƘ άL ŘƻƴΩǘ ƪƴƻǿΦέ

Åά¢ŜƭƭƛƴƎ ƳŜ ǘƻ ƴƻǘ ƘŜǎƛǘŀǘŜ ǘƻ Ŏŀƭƭ ŦƻǊ ŀƴȅ ǊŜŀǎƻƴΦέ

Åά!ǎƪƛƴƎ ƳŜ ǿƘŀǘ L ǿŀƴǘ ǘƻ ƭŜŀǊƴΦέ



Draw a vehicle



Set Clear Expectations

"Please set expectations at the 
beginning...instead of waiting for us to 

do something wrong before saying how 
you want it done."

- Student feedback



ñWe are learning and we make 

mistakes.  We are always 10 

times more frustrated and 

embarrassed for our faults than 

you are.ò



Share Your Evaluations of the Learner And Give the 
Learner Time to Improve

Provide Time for Growth



Model the Way

Think Aloud

Reflect openly about your 

clinical reasoning and decisions

decisions

Ask for Feedback

Request input on your own 

teaching practices

Show Patient-
Centered Care

Centered 

Demonstrate asking patients 

patients what you could do 

better

Share Failures

Discuss mistakes and how you recovered from

them

Acknowledge Gaps

Model taking responsibility for what you don't know

Ramani S, et al. Twelve tips to promote a feedback culture with a growth mind-set: Swinging the feedback 
pendulum from recipes to relationships. Medical teacher. 2018.

Schön DA.  Educating the Reflective Practitioner.  1987



The ABCs of Psychological Safety

Adjust frames

Reframe situations to 

understand different 

perspectives

Be curious

Approach situations with 

genuine inquiry, not judgment

Collaborate and Coach

Work together to find 

solutions rather than 

imposing them



Ability to take risks without fear of humiliation

Understanding Safety

ÅSafety is perception-based

ÅBuilt on trust, credibility and 
respect

ÅNot equal to comfort



How do you view feedback?



The Emotional Impact of 
Feedback

The exact feedback message may fade...

But the emotional response and how it made 

made the recipient feel tends to be more 
memorable



What is feedback

ñProcess whereby learners obtain 

information about their work in 

order to appreciate the similarities 

and differences between the 

appropriate standards for any 

given work and the qualities of the 

work itself, in order to generate 

improved work.ò

Boud D and Molloy E.  What is the Problem with Feedback?  
Feedback in Higher and Professional Education:  Understanding 
it and Doing it Well.  London:  Routledge: 2013:1-10



Throw Away the Feedback Sandwich



Feedback Spectrum

Effective Feedback

Specific, timely, actionable, 

balanced, received as intended

Miscommunication

Good intentions, poorly delivered 

delivered or misunderstood

Perceived Mistreatment

Received as harmful, undermining 

undermining psychological safety

safety



Secret of Feedback

Ask how they think it went



Focus on Priority Points

Not a laundry list

Too many corrections can feel like an attack

Choose 1-2 high-yield improvement opportunities



Check How the Feedback Landed

"What are your thoughts about 
what we just discussed?"

Watch body language













Feedback Fog 
Phrases





Separate Coaching from Evaluation

Coaching

Developmental, future-focused

Safe to make mistakes

Evaluation

Assessment, standards-based

Consequences for performance





Start With Curiosity, Not 
Not Assumptions

Ask for context and intent before making judgments

""I noticed you didn't answer the attending's question 
question earlier. I'm curious about what was happening 
happening for you in that moment."



Understanding the Why Before You Get 
to the How



Basic Assumptions

Everyone is here because they are intelligent, caring, and 
motivated adult learners who want to learn and become 
even better

Everyone comes to work with the best intentions

Even mistakes are "intentionally rational"



Debriefing through Good Judgment

Shares observations, opinions, and judgments based on expertise

Does not assume a stance of certainty or righteousness

Does use curiosity, respect, and one's own unique style to explore the 
basis of performance



Advocacy Inquiry

THE ADVOCACY-INQUIRY APPROACH
3 statements to uncover why a learner may be struggling

1
I SAW...

Advocacy ς first person
observation 2

I THINK...

Insert good judgment

3
I'M CURIOUS...

Inquiry into rationale
driving learner's

actions



https://youtu.be/Z9C0yVgTcbs



²Ƙŀǘ ƛŦ [ŜŀǊƴŜǊ Ψ{ǘǳƳōƭƛƴƎΩ ²ŀǎ ǘƘŜ bƻǊƳΚ



Remember Their Humanity

- A learner

άtƭŜŀǎŜ ǊŜŎƻƎƴƛȊŜ ǘƘŀǘ L ŀƳ ŘƻƛƴƎ Ƴȅ 
absolute best and striving to become better 
ŜǾŜǊȅ ŘŀȅΦέ


