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Employees



Managers & Supervisors: 
“Agents of Management”

 As an agent of the university, what you do and say 
reflects the intent of management.

 Being a supervisor or manager is dedicated work

 Assign work to employees – Set priorities, deadlines

 Evaluate the quality of that work

 Provide feedback on performance

 Hold employees accountable

 Administrative vs. Functional Supervision



Should I Say Something?

YES. As supervisors, it’s your job to: 

 Address misconduct/behavior that requires correction

 Resolve on-going, evolving employee issues  

 Manage performance problems

 Help employees in need of assistance

 Clarify expectations

 Communicate policy, rules, and other requirements

HAVE THE CRUCIAL CONVERSATION

Crucial conversations are the ones that, if missed or avoided, 
result in a deteriorating situation or the weakening of a working 
relationship. 



The Contexts of Feedback
Know direct reports’ union status –

Represented vs. Non-Represented

Know their academic rank -

What are the guiding rules? Contract, State Statute, University 
Policy, Federal Law

Know their individual Workload Agreements –
What are their specific duties/assignments?
What teams/committees do they work with?
What is their schedule?

Know the operational needs of your department
What is the daily flow of work?
Are their seasonal highs and lows of workload?
How do other stakeholders depend on the outcomes of your 
department?



Feedback Best Practice: CEIJ

Claim 
Name the performance or behavioral issue observed. 

Evidence 
Provide specific examples to support the observation. 

Impact/Interpretation
Illustrate why it is important. Put the issue in context

Judgement
Describes how the performance relates to expectations



Framework for Difficult Feedback Conversation

Stay Engaged
Use Active Listening
Make Eye Contact

Speak Your Truth
Focus on Evidence (not hearsay)
Focus on Behavior (not personality traits)

Experience Discomfort
Be Aware of Your Emotional Reactions
Be Aware of Body Language
Acknowledge Awkwardness If Necessary



Performance and Conduct

Performance – How well an employee performs assigned duties within 
the scope of their position.

Can’t Do

Conduct – The behaviors an employee engages in while in the workplace. 
The behaviors may be in the course of performing their duties, or other 
behaviors 

Won’t Do



10 Common Mistakes in Giving Feedback

1. The feedback judges individuals, not actions.
2. The feedback is too vague.
3. The feedback speaks for others.
4. Negative feedback gets sandwiched between positive messages.
5. The feedback is exaggerated with generalities.
6. The feedback psychoanalyzes the motives behind behavior.
7. The feedback goes on too long.
8. The feedback contains an implied threat.
9. The feedback uses inappropriate humor.
10.The feedback is a question, not a statement.

Weitzel, S., Feedback That Works: How to Build 
and Deliver Your Message, Center for Creative 
Leadership, 2000



Scenario 1
You’re at the beginning of your second year as Chair of 
your Department. Last semester, you were chagrined to 
read poor student evaluations for Liz, a long-time faculty 
member in your department. The students said that 
although she seemed like a very nice person, Liz was 
disorganized and unprepared for classes and that she had 
canceled multiple lectures, often at the last minute. 

It’s September 30 and two students have sent you 
separate email messages about Liz. One says Liz hasn’t 
disseminated a course syllabus and the other says that 
the M/W/F class has been canceled twice already. 

What do you do? 



Scenario 2

You are a relatively new Associate Dean. You’ve become 
increasingly concerned about your colleague, Harry, who 
has begun acting surly at work. Harry has been abrupt 
with and dismissive of other faculty in meetings and has 
started keeping the door to his office closed at all times. 

You approach Pat, Harry’s Department Chair, who tells 
you, “Harry is moody – this is nothing new.”

In a departmental meeting, Harry pounds the table in 
dissent and startles Pat and all of the other faculty in the 
room. Harry then stands up, points his finger in Pat’s face 
and says he doesn’t need to listen to this bu#$%*t before 
stalking out of the room and slamming the door behind 
him. 

You weren’t at the meeting but a faculty member who was, 
comes and tells you about it. What do you do? 



Scenario #3

Carlotta is Communications Professional, and 
has time sensitive projects that are required by 
other university departments. Last year 
Carlotta’s mother had a stroke and since that 
time Carlotta has been the primary caregiver. 
Carlotta provided the necessary FMLA 
documentation to be absent from work on an 
intermittent basis. During the past six months 
you have met regularly with Carlotta to provide 
support and direction, but recently Carlotta 
missed an important deadline that has reflected 
poorly on the department. Next month there is 
another critical project that she is responsible 
for, but she is now making comments that her 
mother’s condition is worsening and doesn’t 
know what will happen next.



RESOURCES

HRS Labor and Employee Relations
228 Waterman / uvmler@uvm.edu

Peter Blackmer – 656-8538
Megan Boucher – 656-4440
Rodman Cory – 656-4499
Maggie Ferron – 656-4499

Amanda McIntire – 656-2412
Noel McCann –656-3486 

Mackenzie Munro – 656-0678

InvestEAP 866-660-9533 / 
www.investeap.org

Department or Unit HR Rep or Business 
Manager

mailto:uvmler@uvm.edu
http://www.investeap.org/

