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Do you dread the annual review process? It is likely that your employees do too. Is it time to

change the way leaders give feedback to employees?  

Is it time to change the way leaders give feedback?

Feedback helps employees grow and adapt their behavior. It adds to their knowledge--if the

feedback is given properly. The tips and resources in the MentorLoft Feedback in 15 guide will

improve how you give feedback any time of year. It will show you how to give effective feedback

to employees in 15-minute focused sessions. The content in this guide has been adapted from the

“ .”MentorLoft Leadership Feedback Assessment

Feedback is tough to give (or receive) in the best of times. Doubly so during troubling times, such

as during the Covid 19 pandemic. In a high-stress environment, emotions are high. Sensitivities

are raised. Feedback is tricky. However, giving feedback is part of your job as a leader.
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In this guide you will �nd: 
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The end of the year often brings performance reviews, which are a pain. Even though the annual

performance review is still alive, it’s on its way out. Adobe, Expedia, Microsoft, and Kelly Services

are just some of the �rms that have dropped the annual review. That process, developed in the

1940s by big business, has long been a plague to managers and employees alike.

4 Steps to Give Focused Feedback in 15 Minutes

https://mentorloft.com/resource/quiz-how-well-do-you-give-feedback/
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Below are four steps to give effective, focused feedback in 15 minutes. 

From there you can probe the issue and provide support as needed to help the employee uncover

reality. Probing questions include:

1) Ask, don’t tell.

Do not start by focusing on what an employee did wrong. That is demoralizing. The sandwich

method isn’t much better. That’s when you start with good feedback, followed by negative

feedback, and end up with more positive feedback.

People remember what they hear �rst and last. Everything else in between (negative feedback)

is quickly forgotten. Instead of telling an employee they need to improve, guide an employee

down a path of realization. You can do this by asking probing questions.

 How do you think the project went?

 I’d like to hear how you tackled X problem.

 Help me understand how you approached the problem. (NOT: What were you thinking?)

 What have you learned from that experience?

 What type of support or resources would help increase your success in the future?

 If you’re in the same situation again, what would you do differently?

 What do you need to learn in order to improve outcomes in the future?

 Who can advise/teach you that?

It’s time to �nd ways to give feedback that are more palatable to all and that are more effective.

Instead of marathon annual reviews, consider giving feedback more frequently in short meetings.

An employee might need improvement in multiple areas. Don’t tackle all of the areas in one

conversation. Limit feedback to one topic at a time. When feedback is given in focused, smaller

chunks, employees can absorb the information and act on it. 

https://mentorloft.com/resource/quiz-how-well-do-you-give-feedback/
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2) Give feedback in a neutral environment.

There are few situations more nerve wracking than sitting down for a performance review with a

boss. This is especially true for employees who have had little to no feedback throughout the

year. Instead of limiting feedback to an annual review, meet with employees regularly.

Avoid sitting behind your desk, which reinforces your stature as the boss. Choose a neutral

environment, such as a conference room. Select a round table if available. This ensures no one is

sitting at the head of the table, the power position.

By regularly checking in with your employees, you can help them improve performance along the

way. Provide corrective guidance as needed. This approach leads to better communication and

more timely growth for the employee. Don’t ask employees to make a hard shift under pressure

once a year.

https://mentorloft.com/resource/quiz-how-well-do-you-give-feedback/
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Ask an employee:

 What are you working on?

 How is it going?

 What metrics are you using to measure success?

 Are there any roadblocks threatening success?

 Where might you need additional support to stay on track with your goals? What do you need to

be successful?

Ask the employee to address these points:

3) Take one topic at a time.

An employee might need improvement in multiple areas. Don’t tackle all of the areas in one

conversation. Limit feedback to one topic at a time. When feedback is given in focused, smaller

chunks, employees can absorb the information and act on it.

Let the employee know the purpose of the meeting. The meeting is a chance for the employee to

update you on progress. It is also an opportunity for you to coach the employee around speci�c

problem areas impacting growth. If an employee asks for feedback, have them think through their

issue ahead of time and bring notes. By thinking through the problem in advance, they can focus

their message and not get distracted by miscellaneous details.

 Why this issue is important to me

 Relevant background information

 Challenges I’m facing

 Options I’m considering

 What help I want from my manager

https://mentorloft.com/resource/quiz-how-well-do-you-give-feedback/
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I’ve heard . . . and this is what you’ve committed to do. (Paraphrase or summarize your

discussion.) Is that what you heard? Have I missed anything?

Questions to facilitate growth include:

 How can I help you? (Builds a positive relationship with the employee.)

 Where will you learn that and by when? Let’s set a speci�c goal around that.

 Which of your personal goals does this situation �t under?

Restate the outcome. . .

Let’s plan to meet again on date and time. Keep up the good work.

4) Focus on growth.

The focus of feedback should be on growth, not punishment. Tie feedback to an employee’s

goals.

Going over goals once a year leads to goals being forgotten. Instead, structure frequent goal

check-ins that also include feedback.

Write out all of the feedback that you want to give an employee before your meeting. Get all

your thoughts out in a brain dump. Then go back and review. Edit your thoughts. What is

constructive? What is overly critical? Help someone understand where they made mistakes so

they can grow.

https://mentorloft.com/resource/quiz-how-well-do-you-give-feedback/
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 Download the Feedback in 15 Leader's Packet   

On the next pages you will �nd templates that you can use to prepare focused feedback

meetings. You will see a sample version that is �lled out to show you how to use the template.

There is a Feedback in 15 Template for Leaders, as well as a Feedback Planning Sheet Template

for Employees. You can download all of the �les in the Feedback in 15 Leader's Packet below. 

Feedback in 15 Templates

https://mentorloft.com/resource/quiz-how-well-do-you-give-feedback/
https://mentorloft.com/leaderpacket/
https://mentorloft.com/leaderpacket/
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 Download the Feedback in 15 Leader's Packet   

https://mentorloft.com/resource/quiz-how-well-do-you-give-feedback/
https://mentorloft.com/leaderpacket/
https://app.designrr.io/projectHtml/641977?token=0220966e59237e80aae642b815868790&embed_fonts=
https://app.designrr.io/projectHtml/641977?token=0220966e59237e80aae642b815868790&embed_fonts=
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MentorLoft Feedback Assessment 

MentorLoft Feedback Assessment 
Use the tools and resources in the MentorLoft Feedback in 15 guide to improve how you give

feedback to employees. The more you use these strategies and tools, the better you will become

at giving feedback to employees to help them grow. 

Want to know how you are doing? After giving an employee feedback, you can test your

feedback skills by taking the MentorLoft Feedback Assessment in the link below. 

https://mentorloft.com/resource/quiz-how-well-do-you-give-feedback/
https://mentorloft.com/resource/quiz-how-well-do-you-give-feedback/
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You have the basics down when it comes to giving feedback. Good job! Improving how you

communicate feedback will make you a better leader. With a little coaching, you can become a

feedback pro. We can help. 

Want to become a feedback pro? 

Every day, MentorLoft
helps leaders grow.

MentorLoft's Executive Coaching focuses
on people skills, communication, managing
and leading others, business acumen, and

more.

Learn more

https://mentorloft.com/resource/quiz-how-well-do-you-give-feedback/
https://mentorloft.com/ceos-executives/

