
6/2/2022

1

The Art and 
Science of 
Feedback in 
Medical Education

LAURA E DGAR,  E DD,  CAE

CALVIN  CHOU,  MD,  PHD

1

©2022 ACGME

Questions
1.Have you received feedback that was hard to hear?
2.Have you given feedback that didn't land?
3.How much training have you received on hosting 

effective feedback conversations?
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Topics
• Feedback Steps
• ARTful Feedback
• Brief overview of Clinician Educator Milestones (CEM)
• Feedback Milestones and Supplemental Guide
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Creative Commons License
Attribution-NonCommercial-Share Alike 3.0 Unported

You are free:
• to Share — to copy, distribute and transmit the work 
• to Remix — to adapt the work

Under the following conditions:
• Attribution. You must give the original authors credit (but not in any way that suggests that they endorse you 

or your use of the work).
• Noncommercial. You may not use this work for commercial purposes. 
• Share Alike. If you alter, transform, or build upon this work, you may distribute the resulting work only under a 

license identical to this one. 

See http://creativecommons.org/licenses/by-nc-sa/3.0/ for full license.
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Quotation

Ende, JAMA 1983
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Case 

• You are supervising Calvin, a second-year resident who is generally 
average but whose fund of knowledge is occasionally lacking. For one 
teenage female patient with lower abdominal pain, Calvin does not 
know some of the important differential diagnoses including ovarian 
torsion and sexually transmitted infections.
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Scenario 1

• You say only positive things to Calvin.
• In your evaluation, you write: “resident was terrific.”
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Scenario 2

• You say only positive things to Calvin.
• In your evaluation, you write: “resident did fine but should read 

more.”
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Scenario 3

After Calvin’s presentation, you say:

“You know, you missed some of the most important points on the 
differential, like ovarian torsion and STIs. That’s unacceptable: you 
need to work on that more.”
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Scenario 4

After Calvin’s presentation, you say: 
“Calvin, you named important things on the differential, and it sounds 

like you were able to calm down some anxious family members. You 
could be better with fleshing out your differential, specifically to 
include ovarian torsion and STIs. But overall you’re doing great.”
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The sandwich
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The sandwich
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Definition and Facts • Feedback: specific, 
nonjudgmental information 
comparing performance with 
a standard, given with intent 
to improve performance

• Fact: Feedback is always 
occurring, consciously or 
unconsciously, skillfully or 
carelessly

• Suggestion: Feedback is an 
expression of commitment 
to the relationship

Van de Ridder et al, Med Educ 2008
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Brief Literature Review

• Feedback as part of an “educational                         
alliance”

• Tying feedback to learner’s goals*
• Understanding the learner’s position helps
• Calibrating the amount of feedback

Telio et al, Acad Med 2015; Van de Ridder et al, Med Educ 2015; Watling & 
Ginsburg, Med Educ 2019
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Feedback Steps
• Set up
• Gather Information / Observe
• ARTful Feedback Conversations
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Laponis, in Communication Rx, 2017
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Imagine a scenario

• Think about a colleague / learner 
• Envision a scenario in which you would have a 

feedback conversation with that colleague / learner
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Set-Up

• Creating a permissive environment to maximize collective 
learning
 In context of relationship
 In the spirit of dialogue rather than downloading

• Microskills
 Introduce each other, establishing a personal connection 

(affirmation, icebreaker, etc)
 Express importance of feedback in working relationship 

and how feedback conversations will occur (frequency, 
one-way vs dialogic, etc) 

 Elicit and help specify goals for performance 
 Name a specific time for feedback proximal to the event
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Gather information

• Transcribe what is happening
• Verbal
• Nonverbal

• Record words and/or behaviors to give 
feedback about

• Avoid “You were…”
• Practice “I saw…”; “I heard…”; “I 

noticed…”
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Feedback Steps
• Set up
• Gather Information / Observe
• ARTful Feedback Conversations

Reinforcing
Modifying
Take Homes
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Laponis, in Communication Rx, 2017
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ARTful Skills
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Ask

• Self-
assessment

• Recall 
previously-
stated goals 
from Set-Up

Respond

• Depends on 
active listening

• Using 
empathic 
words can be 
helpful

Tell

• Your own 
assessment 
and thoughts

• Behavioral and 
specific

• Can illuminate 
blind spots
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ARTful
Reinforcing

Feedback

•

•

•

•

23

ARTful 
Modifying 
Feedback

• Ask: What do you think you’d like to do 
differently?

• Respond, Tell (remain as nonjudgmental as you 
can!)

• Continue the ART cycle: ask for reactions to your 
feedback

For challenging situations, try: 
• Asking about intention (cultural sensitivity)
• Responding with empathy or a summary
• Telling your perception of how intention and 

impact differ
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ARTful Take Homes

• “What will you take home from our conversation?”
• Doing this teach-back allows you to 

• Assess impact
• Measure outcomes
• Ensure accountability

For high-stakes situations: 
• Agree on action plan and accountability

• By when?
• What would you expect to happen if you can’t 

/ don’t meet our agreement?

25
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About feedback

"Courage is what it takes to stand up 
and speak. Courage is also what it 
takes to sit down and listen“
~ Winston Churchill
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Milestone 
Levels – A Brief 
Review

Level Dreyfus Stage Description (clinical reasoning example)
1 Novice Rule driven; analytic thinking; little ability to 

prioritize information
2 Advanced

beginner
Able to sort through rules based on experience; 
analytic and non-analytic for some common 
problems

3 Competent Embraces appropriate level of responsibility; dual 
processing of reasoning for most common 
problems; can see big picture; Complex problems 
default to analytic reasoning. Performance can be 
exhausting.

4 Proficient More fully developed non-analytic and dual process 
thinking; comfortable with evolving situations; able 
to extrapolate; situational discrimination; can live 
with ambiguity

5 Expert Experience in subtle variations; distinguishes 
situations
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Level Dreyfus Stage Description (clinical reasoning example)
1 Novice Rule driven; analytic thinking; little ability to prioritize information

2 Advanced beginner Able to sort through rules based on experience; analytic and non-analytic 
for some common problems

3 Competent Embraces appropriate level of responsibility; dual processing of reasoning 
for most common problems; can see big picture; Complex problems 
default to analytic reasoning. Performance can be exhausting.

4 Proficient More fully developed non-analytic and dual process thinking; comfortable 
with evolving situations; able to extrapolate; situational discrimination; 
can live with ambiguity

5 Expert Experience in subtle variations; distinguishes situations

Milestone Levels – A Brief Review

LEVEL ≠ NOT PGY
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Overall Competencies

Foundational
Milestones

Administrative

Educational 
Theory and 

Practice

DEI

Well-being
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Overall Competencies

Foundational
Milestones

Administrative

Education 
Theory and 

Practice

DEI

Well-being
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Self Assessment Case
Before attending today’s session, you review the Milestones 
and Supplemental Guide and identify your abilities at Level 1. 
After the session, you ask a mentor to observe your next 
feedback session. Your mentor says you are a 2 because you 
still primarily give reinforcing feedback.

How can you use the Milestones and Supplemental Guide to 
continue improving? 
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How will you 
continue to develop 
your skills in 
FEEDBACK?

QUESTIONS?
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Here to help

Milestones:
milestones@acgme.org
Laura Edgar
ledgar@acgme.org
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