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LEADERSHIP & MANAGEMENT
Managers Guide to 
Giving and Receiving Feedback
 Practical guidance for meaningful, constructive and two-way feedback conversations
Effective feedback is one of the most powerful tools a manager has. Done well, it builds confidence, improves performance, strengthens relationships and creates a culture of continuous development. This guide is designed to help managers give and receive feedback in a way that is honest, constructive and genuinely useful.
SECTION 01
Giving Feedback

▪ Why Feedback Matters
Employees consistently cite feedback - or the lack of it - as one of the biggest factors affecting their engagement and performance. Regular, honest and specific feedback helps people understand what they are doing well, where they need to develop, and how they can continue to grow in their role. It removes ambiguity, builds trust and supports a high-performance culture. Feedback is most effective when it is timely, specific, balanced and delivered with the intention of helping the other person - not simply venting frustration or ticking a box.
▪ The Principles of Effective Feedback
-  Timely - give feedback as close to the event as possible
-  Specific - focus on observable behaviours and outcomes, not personality or assumptions
-  Balanced - acknowledge strengths as well as areas for development
-  Actionable - make it clear what the person should do differently, or keep doing
-  Private - critical feedback should always be given in private
-  Proportionate - match the weight of the feedback to the significance of the issue
-  Consistent - apply the same standards to all team members
▪ Giving Positive Feedback - Making Praise Land
Positive feedback is not just about making people feel good - it reinforces the behaviours and outcomes you want to see more of. To make praise effective:
-  Be specific about what the person did and why it mattered
-  Deliver it promptly - delayed praise loses impact
-  Make it personal and genuine - avoid generic phrases like 'good work'
-  Connect the behaviour to wider impact - on the team, the client, the business

▪ Example of weak praise:

"Good job on that report."

▪ Example of effective praise:

"The way you structured the client report this week was excellent - the executive summary was clear, the data was well presented and the recommendations were directly relevant. The client specifically mentioned it in their feedback. That is exactly the standard we are aiming for."



▪ Giving Developmental Feedback - The SBI Model
The SBI model (Situation - Behaviour - Impact) is a simple and effective framework for giving clear, evidence-based feedback on areas for development:
	SITUATION
	SET THE CONTEXT - WHEN AND WHERE DID THIS HAPPEN?

	Behaviour
	Describe the specific, observable behaviour - what did the person do or say?

	Impact
	Explain the impact - what was the effect on the team, client, project or outcome?


▪ Example using SBI:
"In yesterday's team meeting [Situation], when you interrupted Sarah twice before she had finished speaking [Behaviour], it visibly discouraged her from contributing further, and a couple of other team members seemed to disengage too [Impact]. I'd like to explore how we can make sure everyone feels heard in those discussions."
After delivering the SBI element, invite dialogue:
-  "How did you feel the meeting went?"
-  "What was going through your mind at that point?"
-  "What might you do differently next time?"
▪ Using Feedforward
Effective feedback looks backward at what happened. Feedforward looks forward at what could happen - and it is often more motivating, more actionable and easier to hear. Rather than focusing solely on past behaviour, the most skilled managers pair feedback with a future-focused question that opens a constructive path forward.
Feedforward shifts the conversation from judgement to development. It signals that you believe the person is capable of doing better - and invites them to think about how, rather than dwelling on what went wrong.
▪ Feedforward questions to use after SBI:
-  “What could you do differently next time to get a better outcome?”
-  “What would success look like next time?”
-  “What support would help you approach this differently?”
-  “If you were to approach a similar situation again, what would you do first?”
-  “What one thing would make the biggest difference to your performance in this area?”
▪ Feedback + Feedforward: how they work together
	STAGE
	FEEDBACK (SBI)
	FEEDFORWARD

	Focus
	What happened and why it mattered
	What could be done differently going forward

	Time orientation
	Past
	Future

	Typical response
	Reflection - can trigger defensiveness
	Problem-solving - tends to be generative


▪ The Feedback Conversation - A Practical Structure
	1.  Prepare
	Know specifically what you want to discuss. Have examples ready. Choose the right time and private setting.

	2.  Open well
	Start with a genuine, open question - "How do you think that went?" - before sharing your view.

	3.  Deliver clearly
	Use SBI. Be direct but respectful. Avoid cushioning critical feedback so much that the message is lost.

	4.  Listen
	Give the person space to respond. Genuinely hear their perspective before moving to solutions.

	5.  Agree next steps
	Focus on what the person will do differently going forward. Agree any support needed.

	6.  Follow up
	Check in on progress. Recognise improvements when you see them.


▪ Common Feedback Mistakes to Avoid
-  The feedback sandwich - burying critical feedback between two pieces of praise dilutes and confuses the message
-  Being vague - "you could communicate better" is not actionable; describe the specific behaviour to change
-  Storing it up - waiting until an annual review to raise ongoing concerns is unfair and unhelpful
-  Making it personal - comment on behaviour and outcomes, not character or personality
-  Public criticism - never deliver critical feedback in front of others
-  Assumed intent - "you clearly don't care about..." is an assumption; describe what you observed
-  One-way dialogue - feedback is a conversation, not a lecture
▪ Giving Feedback to Different Personalities - A Brief Guide
People respond to feedback differently based on their personality, experience and current wellbeing.
Consider the following:
-  High performers - be specific, connect feedback to bigger ambitions, avoid being too general in your praise
-  Less confident employees - lead with genuine strengths before development areas; be encouraging and concrete
-  Defensive employees - stay calm, stay factual, use SBI and avoid getting drawn into argument; allow time for reflection
-  Those going through difficulty - show empathy first; ensure the environment is right before delivering development feedback


SECTION 02
Receiving Feedback

▪ Why Receiving Feedback Well Matters
As a manager, how you receive feedback - from your team, your peers or your own manager - is just as important as how you give it. A manager who responds defensively, dismissively or with visible discomfort sends a powerful signal that feedback is unwelcome. This quickly erodes the psychological safety needed for honest, open communication.
Receiving feedback well does not mean agreeing with everything you hear. It means listening fully, considering it genuinely, and responding with openness and professionalism.
▪ How to Receive Feedback Effectively
-  Listen without interrupting - resist the urge to explain or defend while the other person is speaking
-  Ask clarifying questions - "Can you give me an example?" helps you understand the feedback more precisely
-  Acknowledge receipt - "Thank you for telling me that" is not the same as agreement, but it shows you have heard
-  Take time to reflect - you don't need to respond fully in the moment; it is fine to say "I'd like to think about that"
-  Separate the emotion - if the feedback stings, give yourself time before responding
-  Look for the truth - even poorly delivered feedback can contain a valid point worth considering
-  Follow up - if you decide to act on feedback, let the person know; this builds trust and encourages more openness
▪ Creating a Feedback Culture in Your Team
The tone for feedback in a team is set by the manager. If you want your team to give and receive feedback openly, model the behaviours you want to see:
-  Actively invite feedback on your own performance - ask your team what is working and what could be better
-  Thank people for raising concerns or sharing difficult feedback with you
-  Visibly act on feedback you have received - and tell your team when you have done so
-  Make feedback a regular, normal part of team life - not something reserved for difficult conversations or annual reviews
-  Normalise imperfection - acknowledge your own development areas as a manager and invite your team to do the same
▪ Feedback Frequency Guidance
High-performing teams treat feedback as a continuous conversation rather than an annual event. When feedback is only given at formal review points, it loses much of its value - it arrives too late to be immediately useful, it is harder to recall specific examples, and it can feel disproportionately weighty when delivered infrequently.
Managers who give feedback regularly and informally find that it becomes easier over time - for themselves and for the people they lead. Feedback given frequently feels normal. Feedback given rarely feels like a significant event, which makes both parties more anxious and less open.
▪ Suggested feedback rhythm:
	FREQUENCY
	TYPE OF FEEDBACK
	PURPOSE

	In the moment
	Brief positive recognition or a quick developmental nudge
	Reinforce or adjust behaviour in real time

	Weekly one-to-one
	Ongoing developmental feedback within regular one-to-ones
	Maintain ongoing development thread and address issues promptly

	Quarterly review
	Structured feedback tied to development objectives and performance
	Review progress, recalibrate development plan, agree next period priorities

	Annual review
	Formal summary of the year - nothing should be a surprise here
	Consolidate the year; set direction for the next


▪ Giving Feedback Virtually
Giving feedback remotely presents specific challenges. The absence of physical presence makes it harder to read the other person's emotional response, easier for tone to be misread, and tempting to default to written communication where a conversation would be more effective. The principles of good feedback remain the same - the medium changes some of the practical considerations.
-  Use video where possible - a face-to-face video call is significantly better than a phone call for any feedback that goes beyond a quick positive comment. Seeing each other allows both parties to pick up on facial expressions and body language, which are important signals in any sensitive conversation
-  Never deliver sensitive or developmental feedback by email - written feedback loses tone entirely and can easily be read as harsher or more critical than intended. It can also be re-read, shared and stored in ways that can escalate a simple development conversation into something much more serious
-  Pay extra attention to tone and pace - the absence of physical presence means you need to be more deliberate about your tone of voice. Speak more slowly than you might in person, check for understanding more frequently, and use the other person's name to maintain personal connection
-  Allow time for questions and reflection - silences feel more awkward on video. Resist the urge to fill every pause. Give the other person space to process and respond. If they need more time, agree to reconnect rather than rushing to a resolution
-  Be more explicit about checking in - in person, you can see how someone is responding as the conversation progresses. Remotely, ask more often: “How are you finding this?” or “Is this landing the way I intend it to?” This is especially important for developmental feedback
-  Follow up in writing after a significant feedback conversation - a brief summary of what was discussed and agreed, sent after the call, helps ensure both parties have a shared understanding and prevents any misremembering. Keep it factual and forward-looking - not evaluative
▪ Asking for Feedback - Useful Questions
Rather than asking "Any feedback for me?" (which often results in a polite "No, all good"), try asking more specific questions:
-  "What is one thing I could do more of or differently to better support you?"
-  "How did that meeting / project / decision land with you?"
-  "Is there anything I do that gets in the way of you doing your best work?"
-  "If you were advising me, what would you suggest I focus on developing?"
SECTION 03
Quick Reference

	Before giving feedback
	Is this timely? Do I have specific examples? Is the setting right?

	Opening the conversation
	"How do you feel that went?" / "I wanted to share some thoughts on..."

	SBI structure
	Situation → Behaviour → Impact → Invite dialogue

	Closing the conversation
	Agree specific next steps. Confirm any support needed.

	Receiving feedback
	Listen. Acknowledge. Clarify. Reflect. Respond. Follow up.

	Asking for feedback
	Be specific. Make it safe. Act on what you hear.


 
For support with giving or receiving feedback, or to explore feedback tools such as DiSC or 360-degree feedback, contact White Cube Consulting at hello@whitecubeconsulting.com or call 01224 531524.
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