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WHAT IS FEEDBACK

Open, concrete and honest feedback is the basis for establishing
a cooperative and effective business environment within the
organization. It supports and builds cooperation and collabora-
tion within the teams through productive and open two-way
communication between the team members. Eventually, it is a
crucial performance management and productivity improve-
ment tool.

So, what is feedback?

A comprehensive definition of feedback would be that it is the
process of giving descriptive and timely information to an indi-
vidual, group or organization about their behavior during the
accomplishment of specific tasks and activities (or in specific
situations) so that they can get an outside view on the situation
and if necessary correct or adjust the behavior in order to
achieve the desired results (in a desired and acceptable man-
ner). In that sense feedback is the information that employees
get from their managers and peers, that companies get from
their customers and partners and eventually the information
that we get in our everyday life from our friends and family.

10 Minutes Guidebook Series

Feedback is the process of giving
descriptive and timely

information to an individual,
group or organization about their

behaviour during the
accomplishment of specific tasks

and activities (or in specific
situations) so that they can get

an outside view on the situation
and if necessary correct or adjust
the behaviour in order to achieve

the desired results.



Copyright © 2018 by Dejan Madjoski                             4

RULES OF EFFECTIVE FEEDBACK

1. Timely and contextual.

Feedback should be related to a recently performed task, project
or other activity. It should describe the performance and the
behavior during the accomplishment of the task and it should be
as close to the end of the task as possible. There is no value in
giving unrelated or general feedback that cannot be supported
with concrete examples. That would sound more like judgment
and won't give the intended results.

Also giving feedback about a task that has been executed a long
time in the past makes no sense and will have the same effect as
the general feedback. The reason why we give feedback is to
improve performance. And performance can be evaluated and
improved only if the memories are fresh and the feedback is still
relevant.

2. Specific.

To give a specific feedback means to describe exactly what was
good and what needs improvement. Feedback such as “You did
a great job” or “You should have done better” will not help the
feedback receivers to improve their performance or develop
themselves. In that direction, the feedback should describe a
specific behavior and tell what was good or bad about it.

3. Focus on the performance and the behavior, not on the per-
son.

By describing the performance and the behavior the feedback
giver is creating a safe environment because he is putting the
person out of the focus thus preventing he will feel being “under
attack”.

4. Description, not an evaluation.

In order the feedback to be accepted and perceived as feedback
instead of a judgement, the feedback giver should first describe
what he has seen or noticed and only after that to say what,
according to his opinion, was good and what should be im-
proved. By describing the behavior or the situation the feedback
giver helps the receiver to see how the feedback giver sees the
whole situation and by that understand the logic of his message.

5. Mentoring instead of patronizing / Constructive feedback
instead of criticism.

Having in mind that the feedback should serve as assistance and
guidance for further development, the words and phrases used
to give feedback should be chosen very carefully. This will help
the feedback to be accepted by the receiver. Mistakes in words
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and phrases can lead to the feedback being perceived as patron-
izing which will at the end create resistance.

If the feedback giver thinks that something hasn’t been done as
it should, then he should describe the whole situation and say
what he thinks should have been done differently. If, during the
feedback session, the feedback giver has to address both posi-
tive and negative behaviors, the rule is to always start with the
positive ones.

6. Feedback is a two-sided communication.

As any other healthy communication, feedback should be two-
sided. The feedback giver, from one side, has to ensure that the
receiver has understood him well, and from the other side to
ensure that the receiver had the right opportunity to respond
and state his point of view. Eventually, the feedback is about the
receiver and not about the giver.

7. Feedback should be given in a proper environment.

Receiving feedback is personal. Only a small number of people
wouldn’t mind if they were given (constructive) feedback or
describing their behavior in front of others. In that direction,

feedback should be given in person, one on one in a room that
offers privacy of the session.

8. Giving feedback means that one also has to be open for
receiving feedback.

Being good at feedback means both being good at giving and
receiving it. By being open and prepared to listen and receive
feedback from others, one is creating the environment where
others would like to receive feedback from him as well.

9. Feedback doesn't have to be formal.

Not only that feedback doesn’t have to be formal, even more,
informal feedback that isn't given on specially arranged meet-
ings have much better effects than a formally organized feed-
back session. The informal atmosphere creates an environment
for the receiver to be more relaxed and less stressed.

10. Integrity.

Integrity is walking the talk. If one advises someone to start
doing something, then he should be the first one that constantly
does that in the same way. For the feedback giver, doing the
opposite of what he says will do a lot of damage to how his
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feedback is accepted. Eventually he can be labeled as a hypocrite.

11. Don’t Push It.

Though feedback should be voluntarily at both sides there are
certain situations where feedback is necessary. For instance,
managers have to give feedback to their employees after the
completion of certain tasks or activities etc. But even then, the
manager who is giving the feedback should see if the employee
is able to listen and receive feedback. If the employee is not able
to receive feedback at that time or they are opposing it, then
there is no use in giving them feedback at that point of time. The
purpose of the feedback is that the receivers get valuable infor-
mation on their performance and behavior so that they can
adjust and correct if needed. If they don't want or cannot receive
feedback at the time, then the manager should schedule it for a
time when they are able to actively listen.
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EXAMPLE 1: GIVING POSITIVE
FEEDBACK
PART 1

Manager: Hi John. How are you?

Employee: Hi Peter. I am fine, thank you.

Manager: I hope you had a great weekend. The weather was
great.

Employee: Yes, indeed. We had a family picnic. Just what we
needed after all these rainy days.

Manager: I am happy to hear that. … As you know we have just
finished our Project and I wanted to talk to you about your part
in it. I hope you have the time to hear me out.

Employee: Yes, of course. I would like to hear your thoughts.

(At the beginning of the session the feedback giver should ensure
comfortable and pleasant atmosphere in which employees can
talk freely. If necessary they can use an “ice-breaking” conversa-
tion not related to the subject (talk about what they have been
doing during the weekend; family; sports etc. whatever is suitable
for the situation). The second thing to do is to inform why they
have called the feedback receiver and ensure that they are OK to
have a feedback session at the moment. Eventually, the feedback
is about the receiver not about the giver, so they have to be at their
best concentration and willing to hear the feedback so that they

can use it. And finally, the feedback should be timely relevant and
specific “As you know we have just finished our Project”)

PART 2

Manager: Great! According to my opinion the way you led your
team during the accomplishment of the project activities was
really good. I think that the way you communicated with them,
encouraged them to come to you whenever they need to and
scheduling regular meetings is a good way to keep things on
track and have everyone informed about the project status and
other relevant questions.

Furthermore, I think that you had just the right amount of per-
sonal involvement in the accomplishment of the tasks in order to
show the team that you are with them and doing your part of the
job on one side, and that you are not micromanaging on the
other side.

(During the main part of the feedback the giver should describe
the behaviors, give examples which helped them create their opin-
ion and tell what the result of that behavior was. Another thing
which is very important is to say that it is their opinion (which
means that it doesn't have to be 100% correct and that it isn't an
evaluation or a judgment). Words need to be chosen wisely.
Wrong words can ruin the whole session.)

10 Minutes Guidebook Series



Copyright © 2018 by Dejan Madjoski                             8

PART 3

Manager: That was all I wanted to say. Do you have any ques-
tions or would like to discuss any part of it?

Employee: No, I think that everything is clear. I am happy to see
that my effort is recognized. Thank you.

Manager: Thank you for your time.

(At the end the feedback giver should give opportunity for
questions and clarifications. Feedback is a two-way communication
and the receiver should have as much right to speak as the giver.
However, make sure that this doesn’t end up in a never-ending
discussion who is right or wrong.)
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EXAMPLE 2: GIVING POSITIVE AND
CONSTRUCTIVE FEEDBACK
Two things are important when giving positive and constructive
feedback at the same time. First, we need to make sure we
always start with the positive elements, and second, ensure that
there is a smooth transition from the first to the second part in
order when giving the constructive feedback not to cut of every-
thing that has been said during the positive feedback.

Part 1 and 2 of the conversation are the same as in Example 1.

PART 1 and 2

Manager: Hi John. How are you? …

… Furthermore I think that you had just the right amount of
personal involvement in the accomplishment of the tasks in or-
der to show the team that you are with them and doing your part
of the job on one side, and that you are not micromanaging on
the other side.

PART 3

Manager: And I think that you could have had even better results
as a project team leader if you had made more personal connec-
tions with the team members in order to get to know them
better and to get to know their personalities. I think that could

help you for better delegation of the tasks and responsibilities as
well as to reduce the number of conflicting situations in the team.

(The first word is one of the most important words of the construc-
tive feedback. It should always be the word “and”. That means
that the feedback giver is adding on to what they have previously
said during the positive feedback. If they use “but” instead of
“and” it will cut off everything that they have said before. The
need to choose words wisely here is much greater than during the
positive feedback. And again, an important thing to remember is
that the feedback giver is giving his/her opinion on what should be
better; not telling them what was bad. Just take a look at the
words I used “I think that you could have even better results”. This
means that what they are doing is already good and can be im-
proved. These kind of use of words will create more pleasant atmo-
sphere and won't make them feel being under attack. And again,
describe, be time relevant and specific.)

The ending part should be the same as in Example 1. In this
situation the feedback giver should make sure that the message
has been understood the right way.
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EXAMPLE 3: GIVING ONLY
CONSTRUCTIVE FEEDBACK
The most difficult situation would be to give only constructive
feedback. Here the feedback giver doesn't have the positive
effects of building a pleasant and comfortable atmosphere
through the positive feedback. However, the first thing to do is
to make sure that they aren't forgetting something positive and
worth mentioning. If there it is such a thing, then it is important
to use it.

When starting the only-constructive feedback session the feed-
back giver has to make sure they always get the Part 1 and 2 of
the scenarios right. That should ease the process.

After that they should make sure they have chosen the right
words, that the receiver has understood them well and that
they’ve made all the necessary clarifications. At the end the giver
should thank the receiver for their time.
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RECEIVING FEEDBACK

The success of the feedback session isn't down only to the art of
giving feedback, but also to the art of receiving feedback. Al-
though the giver is the one who should lead and control the
session, the taker can make their job a lot easier or very difficult.
While sessions with positive feedback are usually easy to lead,
sessions with constructive feedback can turn into difficult con-
versations and arguments. However, even during the positive
feedback, the receiver should know how to receive the feed-
back, how to listen and understand so that they can make use of
it because feedback isn't telling how good someone is, but what
was good so that they keep on doing it and what wasn't that
good and should be improved.

The art of receiving feedback is also very important when the
giver isn't very skillful in giving feedback. No matter if the giver is
trying to give positive or negative feedback the receiver should
make sure that he correctly understands the message that the
giver is trying to convey.

1. Being Open and Accepting

This means that we should be open to receiving feedback and
welcoming it. Although at times we might hear opinions that are
different from our own opinion, hearing them can be an eye

opener. This doesn’t mean that their opinion is right or wrong. It
just means that they have different view on things from us.

Also, it can be difficult to remain calm when hearing constructive
feedback especially from someone that isn't that good at giving
feedback, but even in these situations the best thing is to try to
be open and try to see the value that we can take from the
feedback. Something useful might come out of it after all.

Being accepting doesn’t mean that we should agree with their
point of view. It means that we should accept their view instead
of rejecting it right away. By accepting and taking time to think
about it we might come to different conclusions.

2. Asking for Feedback

One step further from being open to feedback is asking for
feedback. People who ask for feedback are aware that they
don't have the whole picture of their behavior and performance
basing solely on their own opinion. We need different views from
different angles to complete that picture. Our behaviors impact
tasks, activities, relationships and connections that have other
people involved in them, as well. The views of all these people
make the whole and correct picture that describes our behavior.
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Asking for feedback doesn’t mean that we should just go to a
person and ask them what we did good or bad. Before we do
that, we should make a self-assessment of our work and results.
Then, the second thing would be to make a list of questions that
we want to ask them. We need to be as specific as possible if we
want to get valuable feedback. Eventually, we need to approach
and ask them if they would like to give us feedback. If they agree,
then the next thing is to arrange a meeting at an appropriate
time in order to give them enough time to prepare.

3. Listening Actively to Understand

Active listening is an important part of the mastery of receiving
feedback. It means being present both with body and mind.
When a person starts giving us feedback our job is to listen and
try to understand what they are saying. This means hearing them
out without interruptions and without distractions. We
shouldn’t interrupt them so that they can say what they want to
say in a way they want to say it. Save the questions for after they
finish. Then, the next thing to do is to eliminate distractions and
concentrate on what they are saying. Now it isn't the time to
think on other things, to think what to reply or to get defensive.
Just focus and listen.

By listening actively, we are making the job of the feedback giver
a lot easier and they will be able to express their point of view
much better. After all that is the truth that they are seeing from
where they are standing. Even when we are being given con-
structive feedback, instead of putting yourself in a defensive
position, try to assume good intentions. Feedback is given in
order to help us improve and correct in certain areas so that we
can become better at your work. It isn't criticizing.

Even if it starts to sound like criticizing and if the feedback giver
is only naming the things that weren't good, without saying how
they can be improved, getting defensive is not the right thing to
do. Instead, a good thing to do would be to ask for suggestions
how to improve. Or if that what is being said is very general, you
can ask the giver to be more specific by giving some examples of
the certain behavior so that we can better understand it.

Going one level higher is listening to understand which means to
do our best to understand what they are saying. So, when listen-
ing, don’t listen to reply or to tell your side of the story. By doing
that you will focus on your response instead on what they are
saying. You might even become defensive (no matter you aren't
talking, your reactions and body language can clearly create a
picture of your emotional reception of what is being said). In-
stead, put the focus on trying to understand what they are really
saying.
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At the end, have a piece of paper and a pen with you so that you
can take notes and reflect later.

4. Checking We Have the Same Understanding – Asking Ques-
tions and Summarizing

Asking questions and summarizing are techniques of active lis-
tening and listening to understand. After the feedback giver
finishes with the feedback the receiver should ask for more
information, clarifications and ask to further discuss parts that
they might not have understood fully or clearly. By asking ques-
tions we will ensure that you have all the answers and informa-
tion you need.

Summing up at the end, or shortly repeating what the feedback
giver has said will let both the giver and the receiver know if they
have the same understanding of the feedback messages and will
ensure that there are no misunderstandings. It will also show
that the receiver has been listening actively.

5. Taking Action – Reflecting and Agreeing on Further Steps

The purpose of feedback is to take action by continuing to do
what is good and to improve and correct what is not being done
right. Thus, we should undertake steps to ensure that happening.

The first thing to do is to take time and reflect on the feedback
session and the insights we got.

Reflecting will help us decide what we are going to accept and
what we should ignore. The feedback giver might be the direct
manager or a more experienced peer, but it doesn’t mean that
they have to be absolutely right about everything they are say-
ing. If you are not sure what you should accept or ignore you
could ask for a second or third opinion in order to get a clearer
picture on the subject.

After you decide what you are going to consider for improve-
ment and further development you should make an action plan
with measures that will help you achieve that. Then we should
take action and start doing it.

6. Checking the Improvement – Following Up and Asking for
Second Feedback

After you make sure that you have taken all necessary measures
and improved the areas in focus, the next thing to do is to follow-
up by telling the feedback giver what you have done and what
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you think you have accomplished. From there, we should ask
them for a second feedback where we will get another view on
our progress.

7. Thanking Them

Every feedback session should end by thanking the giver for their
feedback. No matter if it was useful or not feedback takes a lot
of energy and willingness so they need your gratitude which will
encourage them to give your feedback again.
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EXAMPLE 4: ASKING FOR FEEDBACK

Employee: Hi Peter. Do you have a minute? I would like to talk to
you about something.

Manager: Sure John. Go ahead.

Employee: As you know I have just finished my project and I was
wondering if you had time to evaluate it? I would appreciate your
feedback.

Manager: Yes, I was looking at the final report yesterday and I
think that in general it went well. Would you like to schedule a
meeting on Thursday so I can look into the details by then?

Employee: Sure. That would be great. Thanks!

(Just a couple of rules when asking for feedback. First, we should
ask politely. Then we should ask if they would like to do it. We
shouldn’t be insisting on it. Giving feedback isn't easy. Not everyone
can do it correctly and many don’t feel comfortable when doing it.
Another very important thing is to give them time to prepare. That
is the best for you and them, because they will systematize their
thoughts and will be able to give you feedback that you could
actually use. At the end thank them.)
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EXAMPLE 5: BEING OPEN AND
ACCEPTING
Version 1

Manager: Hi John. Do you have a minute? I would like to talk to
you about your last project.

Employee: Sure. Do you want to talk about it now?

Manager: Yes, if it is OK with you we can go to my office.

Employee: Yes, it is perfectly fine.

Version 2

Manager: Hi John. Do you have a minute? I would like to talk to
you about your last project.

Employee: Sure. Can we schedule a meeting for tomorrow? I
would like to go through the final report and other documents so
that I can prepare.

Manager: Yes, of course. I have free time tomorrow after the
staff meeting. Is that OK with you?

Employee: Yes, it is perfectly fine.

(The first rule here would be to accept if someone offers feedback.
We should accept it with openness and gratefulness to show them
that we are welcoming it. In a situation as in the one above where
the manager is the one that is offering feedback you shouldn't

even think about not accepting it. But also, in situations where our
peers, subordinates or other managers offer feedback we should
accept and see what they have to say. Eventually, something good
might come out of it.

Second, being open doesn't mean that we have to jump into a
feedback session right away (version 1). It would be wise to take
time and prepare for the session (version 2). The feedback giver
will come prepared, so we better do as well in order to take the
most out of it.)
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EXAMPLE 6: DURING THE SESSION

Accepting, Listening Actively to Understand, Asking Questions
and Summarizing

Manager: According to my opinion the way you led your team
during the accomplishment of the project activities was really
good. I think that the way you communicate with them, encour-
age them to come with you whenever they need to and schedule
regular meetings is a good way to keep things on track and have
everyone informed about the project status and other relevant
questions.

Furthermore, I think that you had just the right amount of per-
sonal involvement in the accomplishment of the tasks in order to
show the team that you are with them and doing your part of the
job on one side, and that you are not micromanaging on the
other side.

And I think that you could have even better results as a project
team leader if you made more personal connections with the
team members in order to get to know them better and to get to
know their personalities. I think that could help you for better
delegation of the tasks and responsibilities as well as to reduce
the number of conflicting situations in the team.

Employee: Could you tell me what exactly do you mean by “more
personal connections”?

Manager: For instance, when you start talking to someone you
could take a minute to see how they are doing, what did they do
for the weekend, or just talk about last night’s game. Also, you
could talk about things such as hobbies or common interests
which will help you build a more personal connection instead of
a simple professional connection.

Employee: It makes sense. So, if I understood correctly, I should
find something that is of interest for each of the team members
instead of having same kind of conversation with all of them.

Manager: Exactly. That will make it more personal and will have
real meaning to them.

Employee: OK. If I may sum it up, I communicate with my team
well and I could be even better at it if I build more personal
relationships?

Manager: Yes, that is correct.

Employee: Great. Is there anything else that you would like to
talk about?

Manager: No, I don’t have anything else at this time. That would
be it.

Employee: Thank you very much for your feedback. It helps me
see things a bit differently and I think it will help me improve my
communication.
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(Not going into each and every detail, we should point out that 1)
Accepting doesn't mean we agree. It means that you accept their
opinion and that you are willing to give it a thought. 2) Listening
actively to understand means listening carefully, but also asking
questions, paraphrasing and summarizing in order to make sure
we have understood the message correctly. 3) At the express grat-
itude.)
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