
Use the CEDAR™ framework 
to guide the conversation 

FEEDBACK 
CONVERSATION GUIDE for managers 
Feedback helps people to recognise what they are doing well and 
encourages them to use those capabilities further. It also helps them to 
understand where they most need to improve, so that they can make 
critical adjustments. Both conversations have a direct impact on results. 

PURPOSE: 
HOW LONG: 
HOW OFTEN: 

To help people know how they are doing 

Between one and ten minutes 

Frequent light touches work best 
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TO EXPLORE EACH STEP 

Help the individual to understand the 
significance of the feedback and how 
it fits into their overall performance. 
Positive feedback is more powerful if 
you lead first, while developmental 
feedback is best led by the individual. 

The impact (on others/the task) was… 

This is important because… 

What is your perspective? 

SAY SOMETHING LIKE 

CONTEXT 

EXAMPLES 

DIAGNOSIS 

ACTION 

REVIEW 

Use specific examples to illustrate  
the context. There may be one big 
example or two or three smaller ones. 
With positive feedback,  
give recognition for effort as well  
as results. 

What happened?  

What did you/others say or do? 

Help the individual to understand why 
they are where they are. Exploring 
cause and effect is an essential way 
to help people develop insights.  

What were the reasons it went well/not well? 

What wider factors might have contributed? 

Ask what actions they want to take. 
This plan needs to be clear and led 
by the individual. Add your 
suggestions where helpful, just don’t 
give these too early.  

For positive feedback ask: How might you use 
these abilities more? 

For developmental feedback ask: What 
actions do you want to take next? 

How can I help you?

`````Decide how best to follow up together. 
Help the individual to embed new 
behaviours through deliberate practice. 
Support progress with resources or 
coaching where appropriate.  

When should we follow up next? 

What steps will you have achieved by then? 


