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Dear colleagues and peers 
in profession, I had 

finished the ‘me-time’ concept 
and started with feedback and 
its role in decision-making for 
dentists both in personal and 
professional life in the July 
2020 issue. Let us continue 
further on the role of feedback 
in dentists’ life in this part of 
the series.

20. Rule No. 20: Learn 
and develop the art to 
make calculated but quick 
decisions: (Contd.) 

Feedback, as per me is the third 
important cog in the wheel of 
the decision-making. Our brain 
is a goal striving mechanism 
and the ultimate goal it has - is 
to; "Live long and prosper". 

Dr. Bhavdeep Singh Ahuja
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There are three types:

 Making progress.

 Not making progress.

 Regress.

The American author, Ken 
Blanchard, came up with the 
cheesiest of all management 
slogans: 

Feedback is the  
Breakfast of Champions

~ Ken Blanchard

A cheesy line, but very practical 
and true, isn’t it? 

most of us. Feedback is nothing 
but just a ways and means to do 
a task perfectly.

Always strive for perfection 
with surrection and achieve 

success with madness
~ Dr. Bhavdeep S. Ahuja

We always don’t have to 
take but sometimes give the 
feedback also – can be in a 
restaurant, to our clinic staff 
(directly). 

So, what exactly is the perfect 
way to give a verbal feedback (if 

not going the written 
way)? 

Perhaps the most 
popular and most 
effective feedback 
model consists of 
usually four steps 
in the technique 
also known as ‘The 
Manager Tools’ 

Feedback Model.

a. Ask – May I? – especially if 
not asked to give, but you 
desperately want to give.

b. Describe specific behaviour 
you saw, heard or read 
about.

c. Describe the impact of 
the behaviour – Once you 
have described what you 
observed, tell them what 
you felt or what impact it 
had on the company, project 
or team.

d. Discuss next steps – Even 
with affirmative (positive) 
feedback, state ‘Good work. 
Keep it up’. 

For corrective (negative) 
feedback, ask open-ended or 
leading questions to encourage 
the staff to suggest change. 

Example: “What can you do 
about this? 

How can I help you?”   
  and so on.......…

Feedback otherwise, is a 

central component of the 

manager-employee or, in 

our case, Dentist-Staff 

relationship. Often, managers 

(dentists) are reluctant and 

resent giving corrective (or 

negative) feedback. They 

assume employee (staff) 

defensiveness and fear that 

negative feedback will offend 

the staff and thus, affect their 

rapport with the staff. Such 

dentists are likely to withhold 

criticism. They fail to provide 

timely, relevant feedback 

in various circumstances, 
from employee tardiness to 
inappropriate attire (especially 
if the employee is of the opposite 
gender). 

So, what is the solution?

The Answer – Sandwich 
Feedback!!!!

The one advice here can be to 
be specific about the task we 
are going to be detailing rather 
than telling vaguely about the 
whole clinic experience or any 
other reference in there. 

b. The Meat/Filling/Main 
Ingredient: This is actually the 

moment to convey and 
do the needful and the 
total purpose behind 
the whole meeting 
(actual feedback). 
After letting the staff 
member know that we 
were satisfied with the 
general performance, 

it is time to actually do the 
intended. We can thus, proceed 
to offer the constructive 
criticism; we needed to in the 
first place. The basic philosophy 
to be followed in this is the 
KISS principle (Keep It Short 
& Straightforward). We should 
not be letting the staff member 
leave the office; confused, 
flabbergasted or exhausted. 
The main aim should be to try 
to limit the number of aspects 
we have to criticize. This part 
of the communication can be 
actually two way as well and the 
staff member doesn’t just have 
to sit and listen. The approach 
can be problem-solving rather 
than a lambasting one and 
we can actively involve them 
in the process of solving the 
issue at hand. This step goes 
a long way in improving 
the work performance and 
avoiding future mistakes. The 
example can be in our clinic: 
‘I noticed quite a few mistakes 
in your communication with 
the patient which can actually 
confuse the patient and send a 
wrong message about the clinic 
vision and mission. 

I don’t want them to think 
that we don’t follow adequate 
protocols. You need to re-
direct the same patients to 
me wherever you are not clear 
about the same. You also need 
to revisit the clinic vision and 
mission statement thoroughly 
before venturing on any such 
adventurous mission in the 
clinic. What do you think’? The 
overall vibe of the conversation 
and especially our tone has 
to remain friendly, so that 
the staff member doesn’t 
feel countered from all sides 
like being attacked because 
sometimes the subject at hand 
can be with office conduct 
(like inappropriate dress 
code, relationships with other 
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In order to live long and 
prosper, each day, it takes 
certain actions: 

 Some actions work to take 
you closer to your goals.

 Other actions don't take you 
any closer to your goals.

 Still other actions are 
c o u n t e r - p r o d u c t i v e ; 
meaning that they take 
you further away from your 
goals.

These three types of results 
represent the feedback on your 
current actions: 

 Moving further.

 Staying stagnant. 

and

 Going backwards.

Feedback is thus, the 
information that relates the 
results of your current actions 
to your goals.

We all know that breakfast 
is the most important meal 
of the day. Without a good 
breakfast, we don't have the 
energy to get through the day. 
The reason ‘Feedback is the 
breakfast of champions’ is that 
"winning" is not the result of a 
single, superhuman, supreme 
effort. Instead, winning is the 
cumulative result of many 
efforts, over many months, 
sometimes years and many of 
the efforts are usually abortive 
too; i.e., the efforts sometimes 
fail to hit their intended target. 

Likewise, without feedback, 
any organization can starve 
badly. It operates in a vacuum 
and can’t improve, adapt or 
evolve. Taking an actual on-
ground feedback helps a lot 
in making subtle, but sure, 
changes in dental clinic to 
impress upon our patients. 

In our clinic, many patients 
will not tell us about their 
dissatisfaction unless they are 
given a confidential format. 
Our website feedback links can 
be a lot effective if they offer 
a secure and unbiased mode 
to submit the form without 
making the patient force to 
reveal their identity. 

So, it is always best to eat this 
breakfast with the coffee and do 
all great things to be a customer 
experience champion. We can 
use our staff in a better way by 
involving them in changes we 
make as it opens up a third eye 
perspective (bird’s eye view) for 

The Sandwich Feedback 
technique is a popular three-
step procedure to help managers 
(dentists) who are ill at ease 
with providing corrective 
feedback. This method consists 
of praise followed by corrective 
feedback followed by more 
praise. In other words, the 
sandwich feedback method 
involves discussing corrective 
(negative or actual) feedback 
that is “sandwiched” between 
two layers of praise.

What exactly is the Sand-
wich Feedback?
Let us take a look at the 
sandwich feedback in action via 
a few examples below:

a. The First Slice of Bread/
Burger/Loaf: Breaking the ice 
is vital to any talk between 
two people as one can’t directly 
bombard the person with a 
flow of information which is 
exactly not very friendly to 
the latter. The best way, via 
this approach is to begin the 
feedback with a compliment 
to get the conversation going. 
The first aim should be to talk 
positive and complement the 
individual (staff) on something 
they are genuinely good at or 
have done the part of the task 
(in question) right but making 
sure not to exaggerate the 
same. The example can be in our 

clinic: ‘I saw how you handled 

the last patient effectively via 

your great clinical hand. I am 

really impressed and glad that 

you are taking your associate 

(locum) job seriously’ or we 

can comment on the general 

performance of the staff member 

and show that we actually 

appreciated their efforts. The 

necessity in this is to be sincere 

and not overdo the same by 

using too many hi-fi adjectives 

like ‘stunning’ or ‘marvellous’. 
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Benefits of the Sandwich 
Feedback
We all probably have been on 
both sides of the feedback table 
in our professional life, so we 
should not resent this process 
and avoid it, but rather face 
it, at all costs. This feedback 
sandwich is known to give an 
optimized solution in many 
cases. The above three steps 
are easy to remember and can 
make it easier to structure our 
feedback. Let us look at some of 
the benefits, it provides:

1. Makes it easier to deliver 
criticism.

2. Can help avoid employee 
frustration or aggression 
openly.

3. Known to be healthy and 
constructive.

4. Actually softens the blow, 
making the staff member 
more willing to listen to the 
feedback.

5. Can easily defuse a tense or 
a unavoidable situation.

encourage employees to repeat 
desired behaviors and to offer 
corrective feedback to influence 
change. Once managers are 
comfortable giving feedback, 
they can focus on discussing 
what their employees do 
right and defer offering 
corrective feedback for other 
conversations.

All that and much more will be 
unveiled in the next part of this 
series in The IDA Times!!! 

Don’t Miss!!!
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team members etc.), that can 
be difficult for people to take 
these comments on board. I can 
advise a few tips here especially 
for this sensitive step to be 
taken into consideration:

1. Be calm and cool like a 
cucumber and friendly like 
a family member.

2. Once we start to address the 
issue, no more roundabouts 
and we should get 
straightaway to the point.

3. It is pertinent to ask for 
their side of the story 
mandatorily.

4. We shouldn’t try to be 
judgmental and with 
inhibitions as this 
communication is intended 
to be two way as well unless 
the staff immediately 
accedes to his mistake.

5. If the employee’s version 
or viewpoint is deemed 
as correct by you but the 
way with which the same 
was done is not, we should 
try and look for solutions 
together, if possible and not 
unnecessarily reprimand 
him.

c. The Second Slice of Bread/
Burger/Loaf: Even though the 
conversation between the two 
of us has to maintain a positive 
vibe overall, the sandwich 
feedback method dictates that 
we end the meeting with an 
extra dose of positivity. Some 
possibilities include:

1. Restate the initial 
compliment.

2. Talk about how much they 

have evolved professionally 

in the time period with you.

3. Appreciate their work 

ethics and interaction with 

other staff members (if this 

particular is not the topic of 

discussion between you two).

4. Let them know the faith and 
trust covenant between you 
two to do a good job for the 
patient.

5. Compliment them on how well 
they are receiving feedback 
(the middle constructive 
part).

The example in clinic can be: “I 
have very little doubt that your 
next handling of the patient in 
such matter will be exemplary 
because you have always come 
across as a true professional 
and honestly, my belief in you 
was hardened after our today’s 
conversation’. 
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But a word of caution here!!!

The Sandwich Feedback 
Technique can be rendered 
ineffective sometimes because 
of a few very common mistakes:

Common Mistake #1: Praise is 
substantial and obscures the 
criticism.

Common Mistake #2: Praise 
is trivial or just-for-sake and 
serves no function.

Common Mistake #3: 
Employees get tuned in to the 
praise-criticism-praise pattern.

Once managers use the 
sandwich feedback technique a 
few times, employees recognize 
the praise-criticism-praise 
pattern. They realize that the 
managers offer criticism after 
initiating their conversations 
with praise. Subsequently, they 
learn to discount this praise 
since such praise is just a lead-
in to the criticism. Sandwich 
feedback is perhaps, best 
used to help new managers 
develop feedback skills: to 
provide affirmative feedback to 

Disadvantages of the 
Sandwich Feedback
The main disadvantage of 
sandwich feedback is that it is a 
standardized “fit-all” practice. 
Every manager doesn’t think 
of the same as very highly. It 
is a very popular method and it 
has often been used incorrectly 
without considering the real 
context or the personality of 

the recipient. As a result, 
many people recognize it 
straight away, prepare 
for the worst and feel 
that all the compliments 
they have received are 
absolutely counterfeit 
(sugar-coated lies). 
There are quite a few 
reasons that this method 
has now been re-branded 

as the ‘shit sandwich’:

1. Can undermine a manager’s 
authority.

2. Wastes time.

3. Can come off as fake.

4. Seems to be unreliable.

5. Doesn’t work for everyone.

What are the aspects of the 
sandwich feedback other than 
the ones mentioned above?

What are the general principles 
of a feedback? 

What exactly is the process of a 
feedback?

What is the scope of a good 
question in a feedback? 

How to react or actually 
control our emotions during an 
extremely negative feedback 
given in face by the patient?

What are the effective 
strategies for a good feedback? 


