How to Give Constructive Feedback Guide


Constructive feedback is one of the most powerful tools a supervisor can use to improve performance, build trust, and strengthen team culture. Employees benefit from knowing how well they are performing and how they can grow. When delivered consistently and effectively, feedback does the following:

· Employees grow: They understand expectations and how to improve.
· Teams perform better: Misunderstandings and repeated errors are reduced.
· Engagement rises: Employees feel valued, supported, and motivated.

A Simple Approach 
Next time you’re ready to give feedback, try this six-step approach:
1. Prepare – Be clear on the behavior you want to discuss and why it matters.
2. Be timely – Share feedback soon after the event, not weeks later.
3. Be specific – Focus on what you observed, not assumptions or generalizations.
4. Balance – Reinforce what’s working as well as what needs adjusting.
5. Invite dialogue – Ask for their perspective and ideas on how to improve.
6. Follow up – Circle back to acknowledge progress and keep momentum going.

Following these steps can help you prepare for the feedback conversation. 

Feedback Prompts
Sometimes getting started can be the hardest part. If you feel unsure about how to start the feedback conversation, consider using the following prompts:

Constructive Feedback Starters (Growth-Oriented)
· “I’d like to talk about [specific situation]. Here’s what I observed, and here’s why it matters…”
· “Something I think could help you be even more effective is…”
· “Let’s look at how [behavior] affected the outcome. What do you think could be done differently next time?”
· “I noticed [specific behavior]. What was your thought process at the time?”

Two-Way Feedback Starters (Invite Dialogue)
· “I’d like to share some observations, and I’d also like to hear your perspective. How did you feel it went?”
· “Before I share my feedback, what’s your view of how [task/project] went?”
· “What do you think went well, and where do you see room for improvement?”
· “How can I support you better as you work on this?”



Development Feedback Starters
· “I see potential for you to grow in [area]. One way to start is…”
· “Have you thought about how you could build on your strengths in [specific skill]?”
· “A skill I’d like to see you stretch in is [skill]. How do you feel about working on that?”

Accountability Feedback Starters
· “I want to talk about expectations around [specific responsibility]. Here’s what I noticed, and here’s why it’s important…”
· “I noticed [missed deadline/error]. Can you walk me through what happened?”
· “Our standard for [task] is ___. I want to work with you on making sure we get there consistently.”

Don’t forget positive feedback. Recognizing your employee’s contributions are just as important. Below are some suggestions on how you can give specific recognition for a job well done. 

Positive Feedback Starters
· “I really appreciated the way you handled [specific task/situation]. It made a big difference because…”
· “One thing I’ve noticed you are doing really well is… Can you share what’s been working for you?”
· “I want to highlight your contribution on [project]. The way you [specific action] had a strong impact on…”

If you prefer a more structured approach to feedback, consider using those conversation starters with the following frameworks.

Feedback Frameworks
A feedback framework is a structured method for giving feedback that makes the conversation with the employee clear, specific, balanced, and action-oriented. For example, instead of saying, “You need to do better,” a framework describes what happened, why it matters, and what can be done differently, without it sounding personal, vague, or judgmental.

Benefits of frameworks:
1. They reduce defensiveness.
By focusing on behaviors and outcomes rather than personality, frameworks make feedback feel less like criticism and more like coaching.

Example: “In yesterday’s team meeting when you interrupted Sarah, it made it harder for her to share her ideas.”
vs.
“You are too rude in meetings.”

2. They make feedback specific and actionable.
Frameworks prevent vague statements like “Be more professional” and replace them with clear guidance employees can act on.



3. They build trust and consistency.
When supervisors use a reliable structure, employees know feedback will be fair, balanced, and focused on growth, not just on mistakes.

There are many feedback frameworks available. A few of the most common include:
· SBI (Situation–Behavior–Impact)
· GROW (Coaching framework)

S-B-I Feedback 
The S-B-I model helps you give feedback that is clear, objective, and focused on observable actions rather than assumptions or personality. It works equally well for reinforcing positive behavior and addressing performance issues.

The S-B-I Framework

	Step
	What it Means

	Situation
	Describe when and where the behavior occurred.  This helps the feedback feel concrete and anchored in context.

	Behavior
	Describe the specific, observable behavior (not attitude, motive, or personality).

	Impact
	Explain the effect the behavior had on you, the team, or the project.



When to Use the S-B-I Model
Best times to use it:
· After a specific event or interaction (ideally within 24–48 hours).
· When you want to reinforce positive behavior or coach for improvement.
· During one-on-one check-ins, performance reviews, or team debriefs.
· When giving feedback that could otherwise feel personal or emotional.

Why It Works
· Keeps feedback focused and factual rather than judgmental.
· Helps the receiver understand exactly what behavior you’re referring to.
· Encourages reflection and dialogue rather than defensiveness.
· Builds a culture of clarity, accountability, and trust.

Sample Feedback Scripts

Positive Feedback Example

Situation: “During Monday’s planning meeting…”

Behavior: “…you summarized everyone’s key points and captured them in the shared document.”

Impact: “That really helped the group stay aligned and move to decisions more quickly. Great job keeping the conversation productive.”


Constructive Feedback Example

Situation: “In yesterday’s client call…”

Behavior: “…you spoke for most of the meeting and didn’t leave much time for the client’s input.”

Impact: “I noticed the client became less engaged near the end. Giving them more space to share might help us understand their needs better next time.”


GROW Model
The GROW Model is a coaching framework often used in feedback conversations to help employees reflect, problem-solve, and take ownership of their development.

GROW stands for:
G – Goal: What do you want to achieve?
R – Reality: What’s happening now?
O – Options: What could you do differently?
W – Way Forward (or Will): What will you do next?

Instead of just telling an employee what they did wrong, GROW helps guide them toward self-awareness and accountability.

When to Use the GROW Model
Use GROW when:
· You want to develop someone’s skills rather than just correct a mistake.
· You’re having a coaching-style feedback conversation (not just a quick correction).
· An employee is struggling to meet expectations and needs support brainstorming solutions.
· You’re helping someone set development goals after a performance review.

Not ideal when:
· Immediate correction is required (e.g., safety issue, compliance problem).

Sample GROW Feedback Script

Scenario: An employee regularly misses deadlines on event planning tasks.

Supervisor (Goal):
“Let’s start with what you want to achieve. Ideally, what’s your goal when it comes to managing event timelines?”

Employee:
“I want to get everything done on time so the events run smoothly.”



Supervisor (Reality):
“Right now, I’ve noticed that a few of the event prep tasks have been delayed—for example, vendor confirmations came in late for last week’s community event. How do you see the current situation?”

Employee:
“Yeah, I’ve been juggling a lot and not tracking deadlines as well as I could.”

Supervisor (Options):
“What are some ways you could approach this differently to stay on top of deadlines?”

Employee:
“I could set calendar reminders and check in earlier with vendors.”

Supervisor (Way Forward):
“That sounds like a good plan. What specific step will you commit to before the next event, and when will you start?”

Employee:
“I’ll set up calendar reminders this afternoon and do weekly vendor check-ins starting next Monday.”

Supervisor:
“Great. Let’s touch base in two weeks to see how that’s working for you.”


Feedback frameworks work because they help make feedback conversations clear, fair, and focused on growth. They give supervisors confidence to speak up and employees guidance on how to succeed. 

Feedback Model Summary

	Model
	Definition
	Best Time to Use

	SBI 
(Situation–Behavior–Impact)
	Focuses on observable facts: situation, behavior, and impact.
	When you want to give clear, objective feedback without judgment.


	GROW 
(Goal, Reality, Option, Way Forward) 
	Coaching framework used to help employees reflect, problem-solve, and take ownership of their development.

	For developmental or coaching conversations.



Feedback is not just a performance tool—it’s a relationship tool. When given consistently and constructively, it builds trust, strengthens engagement, and helps employees thrive.




Supplemental Form

GROW Feedback Template 

	G – Goal

	· “What is your goal when it comes to ______?”
· “Ideally, what would success look like for you in ______?”
Supervisor notes: 






	R – Reality

	· “Here’s what I’ve observed: ______.”
· “What’s happening right now? How do you see it?”
Supervisor notes:






	O – Options

	· “What are some different ways you could approach _______?”
· “What might help you achieve your goal more effectively?”
Supervisor notes:







	W – Way Forward (or Will)

	· “What’s the specific action you’ll take, and when will you do it?”
· “How will we follow up to check progress?”
Supervisor notes: 
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