
 

GIVE AND GET GREAT FEEDBACK 
The goal of feedback is to share information with your team member so that they know 

how they’re performing – what they’re doing well and should keep doing (positive 

feedback, praise or recognition) as well as what they should change, improve or stop 

doing (constructive feedback or coaching). Without feedback individuals are often unaware 

of how their performance or behaviour is perceived by others.   Providing effective 

feedback is a key leadership skill.  Honest, open and timely feedback is the cornerstone 

for building rapport and trust, while supporting your team member to be successful.  

FEEDBACK THAT WORKS 

Feedback can generally be defined as either positive praise or constructive/corrective 

feedback. 

DELIVERING POSITIVE FEEDBACK OR PRAISE 

Positive feedback tells people when they are doing something well and encourages more 

of the same. Remember: 

● Constantly be on the look out to catch your people ‘doing the right thing’ and 

recognise these behaviours as they happen 

● Make your praise specific, sincere and personalised to the individual 

● Don’t wait too long to praise people for their progress, achievements and effort.  Be 

guided by the complexity and duration of the task, as well at the ‘style’ of the 

achiever and your intuition to make praise appropriate 

● Don’t diminish the praise, especially in public, by making flippant or humorous 

comments at the expense of the receiver.  Some people reduce the effectiveness 

of their praise by making light of the achievements. 

● Often a personal note (hand written) goes a long way in recognition.  This is 
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especially true where the recognition is coming from senior leaders. 

 

Here’s a simple to follow process for delivering positive feedback. When preparing for your 

feedback conversation, address each of the steps below. That way you’ll deliver the most 

impact with your feedback. 

Step 1: The purpose of the discussion 

State the purpose for your discussion (make sure that feedback is given as close as 

possible to the event) 

●  “Do you have a few minutes to talk about how your project is tracking? 

● “I would like to take you through some feedback about the meeting this morning. 

When can we sit down and talk about it?”  

Step 2: Describe what the person did well 

Describe what the person did well using specific examples 

●  “I wanted to commend you for…” 

● “I noticed that…” 

● “I was delighted to see…" 

Step 3: The positive impact of the person’s actions 

Describe the positive impact of the person's actions (how their actions benefited the team, 

customer, you, or the organisation).  

● “The impact of this is…” 

● “You’ve helped the team by....” 
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● “Your actions meant that we have been able to keep the customer happy and 

therefore …” 

Step 4: Your personal appreciation 

Express your genuine personal appreciation for their efforts and actions. Look them in the 

eye and tell them how much you appreciate their accomplishment 

● “I appreciate all the effort you put into this.” 

● “I am personally grateful to you for how you handled this.” 

● “I’m thrilled with the outcome you’ve achieved.” 

DELIVERING CONSTRUCTIVE (COACHING/CORRECTIVE) FEEDBACK 

 
Constructive feedback is that feedback which helps a person to understand what they 

should improve, change or stop doing and why. Remember: 

● Choose an appropriate time and place to give feedback to ensure confidentiality, 

discretion and respect for the individual, particularly when the feedback is 

challenging. As a rule of thumb ‘praise in public, criticise (constructively) in private’. 
● Keep it short and get to the point. Be straightforward but tactful. Don’t overload the 

person with too much information – give them digestible amounts of information 

that is useful and helpful and they can action 

● Be on the look-out for opportunities to observe the employee consciously improving 

their performance or adjusting their behaviours so that you can recognise / praise 

their efforts 

● Avoid emotional generalisations such as ‘irresponsible’ or ‘unprofessional’ 

● Be aware of your own emotions.  Do not give feedback when you are upset or 

angry yourself 

● Avoid being bullied or sidetracked from your point  

● Don’t use your personal relationship with the receiver, humour or sarcasm to 
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deflect from, or diminish, your feedback.  

Here’s a simple process to follow to deliver effective constructive or corrective feedback. 

Step 1: The purpose of the discussion 

State the purpose for your discussion (make sure that feedback is given as close as 

possible to the event – timing is everything!) 

● “Do you have a few minutes to talk about how your project is tracking? 

● “I would like to take you through some feedback about the meeting this morning. 

When can we sit down and talk about it?”  

Step 2: The observed behaviours or performance  

Describe the behaviours or performance you have observed in a direct and straightforward 

manner (using specific examples of the behaviours that need to be adjusted) 

● “I’ve been reviewing our project plan and am concerned that you’re a week behind 

schedule with your work on ABC. I’ve noticed that you’re spending more time 

working on XYZ than on this project.” 

● “During this morning’s client meeting, I noticed that you were not able to answer 

the client’s questions about  …” 

● “I’d like to share an observation I made during the last two team meetings. I’ve 

noticed that you became aggressive when XXX challenged your comments around 

XXX. A good example of this was our conversation about…” 

Step 3: The impact or effect these actions are having 

Describe the impact or effect that these actions are having (e.g. on the customer, project 
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deliverables, other employees, suppliers etc.) 

● “As a result, others on the team are having to pick up your share of the work…” 

● “The impact of this is that we’re starting to hear complaints from our clients.” 

● “What do you think the implications are on your team?” 

Step 4: Anticipated employee’s view 

What do you anticipate to be the employee’s opinion / point of view?  Encourage the 

employee to discuss their perspective on the performance or behaviours in question 

● “What are your thoughts on this?”  

● “How do you see things?” 

● “I’d like to hear your perspective on this.” 

Step 5: Questions to agree a solution 

Use questioning skills to reach agreement on a solution. (Consider what outcomes you are 

looking for with the employee but aim to have them generate the solutions). 

● “What do you think would be the best approach?”  

● “What ideas do you have?” 

● “What do you think needs to happen in order to meet the deadline? “ 

Step 6: Support the employee to make the change 

Consider also how will you support the employee to make the desired change or achieve 

the desired improvement? What will you be contributing? Ask the employee if there is 

something they feel you can assist with 

● “What support do you need from me to make this work?” 
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● “How can I support you best with this” 

Step 7: Summarise agreed solution 

Summarise the agreed solution and actions. Sometimes it’s very useful for the individual to 

consider what their next steps will be.  Often it’s not so much what mistakes we make, but 

how we set about recovering from them 

● “That sounds great. So, we have agreed that you will......”  

● “Sounds like we’ve come up with a good plan. I will … and you will …” 

Step 8: Agree follow up 

Agree on a plan for follow up 

● “When would you like to catch up again to check in on progress?” 

● “Let’s catch up again next Monday at 3pm to check in on progress” 

 

 

MAKING DIFFICULT CONVERSATIONS EASIER 

The worst thing to do when faced with a difficult or challenging conversation is to avoid it. 

How you respond or manage these conversations will determine whether a successful 

outcome is achieved or not.  

Often leaders wonder whether a difficult conversation is worth the effort.  Here’s a simple 

rule of thumb – 

● Is there an investment in the relationship? 
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● Are you bound to work together for a significant time into the future? 

● Is the project or purpose worthy of your mutual investment? 

If the answer is “yes” to any of these questions, then a difficult conversation will be an 

investment for the future and so worthwhile. 

Here are some helpful tips on handling more challenging conversations. They can be 

applied in any conversation, but, become all the more important as the conversations 

become more challenging. 

● Be clear from the beginning what you are here to talk about – don’t start the 

conversation with “so why do you think I’ve called you in here?” and try to get them 

to guess why they are there 

● Describe the situation from a neutral point, stay objective. Explain your views and 

how they were formed with specific examples 

● Once you have introduced the problem allow the other person to do most of the 

talking by inviting them to say what they think about the issue. “Tell me about the 

situation”. You should try to understand their perspective before jumping to 

conclusions 

● Acknowledge the importance of feelings — identify what the other person might be 

feeling and check this with them 

● Avoid inappropriate humour 

● Don’t be afraid of silence. Don’t feel the need to fill in silences with words. 

Sometimes allowing silence will prompt the other person to say something they 

were hesitant to say. And sometimes when you feel tempted to fill the silence, you 

digress from the main point which not only dilutes your message but introduces 

distractions to the topic 

● Be aware of how your message is interpreted. Check that your communication has 

achieved the desired result and not been misinterpreted 

● Try to establish a common purpose. What will they get out of this discussion? 

● If the topic of discussion is a particularly sensitive or challenging one, ask for 
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permission to discuss it first. E.g. “I need to ask you a hard question here…is that 

ok?” 

● Listen. Really listen. Don’t think about your next question while the person is 

answering your last question. You will miss vital information as you are not fully 

present, engaged on focussed on what the person is saying 

● Build a collaborative environment through the words you use – “help me to 

understand…”, “how can we work through this together…” 

● Use the “why” question with caution as it can sound judgmental. Try to turn it into a 

“what” question. E.g. “what made you approach the situation in that way?” rather 

than “ why did you do that?” 

● Decide together what a mutually acceptable outcome would be and how to achieve 

it. For example, “what would be the best outcome here?” 

● Try to bring the focus on solutions rather than problems as this tries to move the 

discussion forward into action rather than dwelling on problems and the past for too 

long. Identify the what strengths they can draw on in solving the problem 

● Try to help the person arrive at the solution or strategy themselves as they will be 

more committed to carrying it out then if you had made the suggestion 

● Agree common ground and find a way to get to ‘yes’  

● Remain open to possibilities you may not have considered throughout the 

conversation 

● Steer clear of blaming and judging, although it may be difficult. Blaming or judging 

will only make the other person feel attacked and defensive. Also remember not to 

become defensive yourself 

● Be aware of your own biases – positive and negative, and make sure these are not 

impacting the discussion or interaction with your employee. These are often 

referred to as unconscious biases. (See note below for further information). 

 

Note: Unconscious biases are the unconscious beliefs or values that you hold that 

impact your behaviours and decision-making in relation to other people. Unconscious bias 
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can impact how you recruit and make hiring decisions, allocate development opportunities, 

make promotional decisions, review performance, and your daily interactions around the 

office. As these beliefs are unconscious, you often have little knowledge at the time that 

your behaviours are being influenced by them. This is what allows these biases to have a 

potentially negative impact on your actions. The greater your awareness of these hidden 

perceptions, preconceived ideas, the greater your ability to recognise and monitor the 

effect of these biases and then ultimately change these attitudes before they are 

expressed through your behaviour. 

SOME COMMON DIFFICULT CONVERSATIONS  

Here are some common scenarios you might encounter with some ideas on how best to 

deal with them. 

Addressing under-performance for the first time with an employee 

This can be challenging, particularly if the employee views their performance as 

successfully meeting requirements, has been identified as a high performer in the past, or 

when performance has not been addressed before. 

Focus on the fact that it is better to communicate performance issues at the earliest 

opportunity as this provides the employee with the opportunity and support to make the 

necessary adjustments and avoid the situation becoming even more difficult. 

Try to investigate why there has been a recent change in performance and address the 

underlying issues. 

The employee disagrees with the feedback  

Focus your initial discussion on the “examples” of behaviour. If the person agrees that 

these occurred, discuss the effect of these behaviours from a personal perspective. It is 
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difficult to debate someone’s feedback in the context of the effect of their actions on you. 

If the person doesn’t agree with the “examples” of behaviour, you need to be prepared to 

rethink your feedback. For example, is it specific or general? Is it being perceived as a 

personal attack?  

The employee becomes emotional  

Respond with empathy and demonstrate your concern for the individual but do not become 

emotional yourself.  Allow the individual time and space to consider the feedback and, if 

needed, schedule another time to continue the discussion.  

Acknowledge your own contribution to their behaviour if this is appropriate (e.g. “I 

recognise that I have not previously given you feedback on this”; “I recognise that my 

instructions may not have been sufficiently clear”) 

If you are expecting an emotional response, be particularly conscious of the location and 

timing that you chose to provide the feedback. Ensure that you prepare thoroughly and 

consider discussing your proposed approach and feedback with your own manager prior to 

providing the feedback 

RECEIVING FEEDBACK – A CRUCIAL SKILL 

Being able to effectively receive feedback is just as important a skill as being able to give it 

to others. Receiving feedback on your performance is central to your own growth. As a 

leader you may from time to time receive feedback from your team about the way in which 

you manage or support them. Being able to really listen to and take on board feedback 

from them is an equally important skill to have as a leader and will help you understand 

how you can support your team more effectively. Equally important is the ability to 

proactively seek out feedback. Rather than waiting for feedback to come to you make a 

habit of inviting that feedback yourself. That way you are more likely to receive feedback 
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quickly, on the specific areas you are focusing on developing, and from the people who 

you know have recently had an opportunity to observe your behaviour or performance. 

Here are some useful tips to get you started when inviting and receiving feedback. For a 

closer look at your ability to receive feedback, take PlanDo’s Feedback Self Assessment. 

● Listen calmly and attentively be aware of when you start to respond emotionally 

● Acknowledge the feedback and explore it further by asking questions to clarify 

● Ask for examples if you are unclear or if the feedback is not specific enough 

● Acknowledge the other person’s concerns 

● Don’t interrupt or justify – let the person providing the feedback finish their 

feedback 

● Try not to become defensive 

● Focus on the content, not on the person 

● If the person is talking about a personal characteristic or a personal attribute, ask 

the person about your specific behaviour 

● Don’t dwell on the feedback, use it as an opportunity to make a change and then 

move on so that you can make that change 

● Make the assumption that behind the feedback are good intentions and that the 

feedback is being provided in the interest of maximising your effectiveness 

● Ask for feedback from others to check if they have the same perception 

● Focus on the future – ask for specific advice on what to do differently next time. 

People will find it easier to give you feedback on how to be more effective in the 

future rather than what you did wrong in the past 

● Make a conscious decision to act on the feedback and then do it. Let people know 

how their feedback was helpful. Strengthen your commitment to action by adding 

these into your development plan. 

● Encourage the person giving you feedback by thanking them for their feedback. Let 

them know that their observations are helpful. 

● Write down what they say. It shows you’re taking what they are saying seriously 
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and it’s easier to action when it’s in black and white. 

Giving and receiving feedback are essential leadership skills for both your own growth as a 

leader and the development, engagement and performance of your team.  Done well, it 

drives great performance and helps people be their best. But like any skill, it takes time 

and practice to do it well.  

© 2017 PlanDo  


