
In order to keep up with the increased rate of change and disruption, organizations have been de-
emphasizing command and control leadership behaviors, in favor of more agile and collaborative
approaches. This trend has put pressure on leaders to not only be more adaptable, but to be able
to have direct conversations and give effective feedback to subordinates, peers, AND bosses. 
 
Below is a 5 step process for giving consistent, effective feedback that gets results, while also
strengthening relationships.    
 
Pre-Work - Prime the Feedback Pump - Begin by acknowledging positive moments as often as
possible, aiming for a 6:1 positive / critical feedback ratio over time. For bosses and peers
especially, have a collaborative conversation about feedback before attempting to give it. This will
gain buy-in, and establish a shared agreement about what will be received best by that individual.
 
Example: “We all have our blindspots, so if you notice anything about my leadership or
performance that is impacting our work, positively or negatively, please let me know. I imagine that
you would like me to do the same for you. If so, how would you like to receive that feedback?” 
 
Step 1 - Clarify the Issue - What is the issue at hand from your perspective? Offer “camera lens”
observations, and how you feel about the situation, rather than offering your judgments about the
person or situation.
 
Example: “I noticed that we missed a deadline last week, I’m nervous about making our six month
targets, and I’d like to connect and get more clarity about our approach ” vs. “You’ve been
underperforming and dragging the team down.” 
 
Step 2 - Take Ownership - Take responsibility for your personal contribution to the challenge. This
will help lower the other person’s defenses, and models accountability for them as well.
 
Example: "I did not clarify my expectations around communicating with me if you get behind...” vs.
“You did not let me know that you were behind...” 
 

“The only way to discover your strengths is through
feedback analysis.” 

Peter Drucker, management consultant
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Step 3 - Present Ideal Outcomes - Describe your hopeful outcome for the situation. Being forward
looking, rather than rehashing or assessing the past, will keep defenses down, and open up a more
creative, engaging dialogue.   
 
Example: “I would really like to develop a process for what information we share and when, and I
need your help.” vs. “I’d like to dig into the root cause of why our team is underperforming.”
 
Step 4 - Collaborate on Actions - Partner and coach to reveal actions that will move you to the
ideal outcome. People invest more in what they co-create, so take the mindset of a thought partner,
and get curious. 
 
Example: “Please let me know what you think will help us close the gap between where we are, and
where we want to go.” vs. “I will send you a list of what I am going to need to see from you.”
 
Step 5 - Make an Actionable Request - Based on the actions that you arrive at, make a clear
request, rather than issuing a command. Continuing to mostly make demands will decrease
motivation and creativity over time. A request gives the space for the person to assess their ability
to commit, and say no if needed to work on a more doable request. 
 
Example: “Given what we’ve discussed, I wonder if you’d be willing to give your teammate Steve
some direct feedback” vs. “You need to go get your team in order immediately.” 
 
This feedback process has allowed many of my clients to approach any feedback conversation with
confidence and skill. Start with a low stakes situation, like giving minor feedback early in a project,
and continue to practice in order to be able to give feedback in the most challenging situations!
 
For further support, please reach out to schedule a strategy session at todd@rhinomind.com

 

“Feedback is a gift.” 
Mike Feiner - former Chief People Officer, PepsiCo
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