
 

 

 

 
 

 

          Better Business Focus  March 2015 

 

 

 

Ellie Mirman 

How to Give Feedback 

without Giving Feedback 

     

  I got this simple tip from a co-

worker years ago and, to this 
day, I still use it. It was the first 

time I was learning how to run 

one-on-ones - not because I 

was managing anyone, rather, I 

was working so closely with 
this mentor and friend that we 

held two-way one-on-ones 

with each other. This proved 

to be quite useful as I started 
to manage direct reports… 
 

Instead of giving feedback right 

away, he said, ask the person 

what feedback they have for 

themselves.  

What happens is that person goes 

through a self-reflection process and 

shares their thoughts on how they 

did (whether it's on a presentation 

or project or whatever else is in 

question). You may be surprised to 

find that they are completely aware 

and their self-feedback is in line with 

the feedback you would have shared 

with them. What's interesting about 

this interaction is that you don't 

even need to give feedback in the 

traditional sense. Even if the 

feedback is in line with what they 

thought, it's not always received 

positively. It can be seen as more 

critical and judgmental than when 

the person volunteers that same 

feedback. 

 

From there, you can agree or 

disagree with what they share. And, 

in this case, your comments are in 

response to their thoughts, 

continuing the conversation and 

reflection. 

 

There are all different methods to 

giving feedback effectively, one of 

the most popular being the 

"sandwich method", but I love this 

reverse feedback approach for its 

neutral and constructive style as 

well as its encouragement of self-

reflection. This practice not only 

makes it easier to get your point 

across, it also teaches that person to 

reflect on their work and provide 

feedback for themselves - a critical 

skill for self-development in one's 

career. 

 

An Example 

One of my most memorable 

experiences of this method - on the 

employee rather than manager side 

of the table - happened with a 

different boss. I went into my 

quarterly review and we started 

with having me share my thoughts 

on my performance over the 

previous few months. I shared some 

of my successes as well as some of 

the areas I thought were lacking. At 

the end of my self-reflection, he 

stated: You said it better than I 

possibly could. He elaborated and we 

took the conversation into how to 

address this area of improvement.  

 

It wasn't until later, when the digital 

copy of my review was sent to me, 

that I saw what he had planned to 

share. While the message was very 

much the same, I still had difficulty 

stomaching it. Somehow it came 

across as more harsh when it was in 

someone else's voice rather than my 

own. I had been glad for our in-

person experience and the 

opportunity to be the first to 

recognize and share what I needed 

to improve. 

 

Action Items 

If you're interested in implementing 

this style of feedback, I'd 

recommend these two action items: 

1. When running reviews, gather 

360 degree feedback - that 

means gathering feedback from 

one's peers, managers, direct 

reports, and themselves. This 

formalizes the self-reflection 

process and gives the employee 

time to think about their 

successes and areas of 

improvement. 

2. When you'd like to provide 

feedback on a recent 

performance, presentation, or 

project, start by asking your co-

worker: How do you think it went? 

What do you think you did well? 

What do you want to improve? Only 

after they share their thoughts do 

you jump in to add. 
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Important Notice 
© Copyright 2015, Bizezia Limited, All 

Rights Reserved 

 

This article appeared in Better Business 

Focus, published by Bizezia Limited ("the 

publisher"). It is protected by copyright law 

and reproduction in whole or in part 

without the publisher’s written permission is 

strictly prohibited. The publisher may be 

contacted at info@bizezia.com (+44 (0)1444 

884220). 

 

The article is published without 

responsibility by the publisher or any 

contributing author for any loss howsoever 

occurring as a consequence of any action 

which you take, or action which you choose 

not to take, as a result of this article or any 

view expressed herein.  

 

Whilst it is believed that the information 

contained in this publication is correct at the 

time of publication, it is not a substitute for 

obtaining specific professional advice and no 

representation or warranty, expressed or 

implied, is made as to its accuracy or 

completeness. Any hyperlinks in the article 

were correct at the time this article was 

published but may have changed since then. 

Likewise, later technology may supersede 

any which are specified in the article. 

 

The information is relevant primarily within 

the United Kingdom but may have 

application in other locations. 
 

These disclaimers and exclusions are 

governed by and construed in accordance 

with English Law. 
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