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by Kevin Eikenberry

Everyone has received feedback that was hard to take – perhaps you didn’t agree with it, it was a surprise, 
or it was given in a way that made it hard for you to accept.

The first key to giving better feedback is to learn lessons from when you have been given feedback. If you 
can correct the errors others have made with you, you are further down the path to giving more successful 
feedback to others.

One of the most common pieces of advice about successful feedback is what I call “The Feedback 
Sandwich.” More on the ingredients in a minute, but like any other sandwich, making The Feedback 
Sandwich incorrectly can make it less palatable, and perhaps even not edible at all!

Hopefully your desire when giving feedback is that people hear it, understand it and put it to use. So it’s 
important to make feedback as valuable and “easy to eat” as we can. When you prepare the feedback 
sandwich correctly, it will have the maximum possible impact.

A Feedback Sandwich?

Here’s how the feedback sandwich is most often described:

When giving someone potentially negative feedback, make sure to give positive feedback first, then any 
negative feedback, and close with more positive feedback.

Do you see the sandwich? Think of the positive feedback as the bread for the negative feedback  
in the middle.

Think about the times when you have received feedback like this, and reflect on how well you liked it.
If it was done correctly, you probably found it helpful. If not, your sandwich may have left a bad taste
in your mouth.

What Makes It Unsavory

In most cases, the main appeal of a sandwich is what’s in between the bread.

It’s not a sourdough sandwich with salami and provolone, it’s a salami and cheese sandwich. You may 
make a bread choice, but the focus is clearly on what is inside. While this makes sense for a Club or a
Rueben, it makes less sense for a feedback sandwich. Let me explain.

Feedback sandwiches can sometimes be tough to eat because the entire focus is on the middle – the 
negative feedback. Usually when a coach or leader or parent says they want to give someone feedback, 
they mean corrective (read negative) feedback. And so, while they may want to share a combination of 
positive negative feedback, the focus is generally on the negative, corrective feedback. This means that 
even though they may have thought about some positive things to say; they are more specific about the 
middle (the negative), more passionate about the middle and more focused on the middle.



When the receiver gets that sandwich, the positive feedback is either weak, vague or general, and it’s 
clearly not the focus of the conversation. This leaves the receiver with not much of a sandwich at all.

One common reaction? “They tried to sugar coat their comments with some positive stuff, but all they 
really wanted me to hear was what I’m doing wrong.”

And the result? That feedback isn’t well received and perhaps not “eaten” at all (or is the cause of 
indigestion for a long time).

None of this means the feedback sandwich isn’t an effective way to give feedback, it absolutely is – but 
only when that sandwich has been well constructed.

Making it Most Appetizing

A sandwich can’t live by meat alone – the bread is also important! Here are three ways to make your 
feedback sandwich most appetizing:

Specific. All of the feedback you give – both positive and negative – needs to be specific. Giving specific 
corrections with a vague “nice job” for the positive won’t work.

Helpful. The best sandwiches are about more than the main ingredients. The condiments make it all work 
together. The condiments for a feedback sandwich are your intention. If your intention is truly about helping 
people understand their performance and improve, let them know that. Also know that whatever your 
intention is when giving feedback, it will have an impact on how well the feedback will be received.

Balanced. There are two slices of bread and just one middle to most sandwiches. So it is with your 
feedback. I’m not saying you have to have a two-to-one ratio for positive to corrective feedback.  
However, it is important to balance your conversation by sharing (specific and helpful) positive as  
well as corrective comments.

When you build your feedback sandwich with planning, preparation and thought, the result will 
be comments people will want to hear, will listen to, and will use. Otherwise, your feedback 
may be like the sandwich that is nibbled and tossed in the trash, or never sampled at all. 

© Copyright 2022 The Kevin Eikenberry Group

FromBudtoBoss.com BudtoBossCommunity.com

http://FromBudtoBoss.com
http://BudtoBossCommunity.com


ABOUT BUD TO BOSS

Bud to Boss provides new leaders and organizations looking to develop new leaders with insight,  
resources and powerful learning opportunities designed to specifically address the challenges of 
successfully transitioning from peer to leader.

To speak with someone about how we can help you or your organization, send a note to  
info@BudtoBoss.com or call the number on this page.

You can learn more about us at:  

BudtoBoss.com

Our products and services include:

• Books & Learning Resources, including the best-
selling book From Bud to Boss

• Classroom & Virtual Workshops

• The Bud to Boss Toolkit eLearning Course

• A Variety of Enterprise Solutions including Onsite 
Training and Certification

The Kevin Eikenberry Group
8021 Westover Drive
Indianapolis, IN 46268

(317) 387-1424

@FromBudtoBoss

@BudtoBoss

/ BudtoBossOfficial



My Journey From Bud to Boss  
A companion volume to the From Bud to Boss book, the 
Journey is a workbook designed to help you apply the 
knowledge gained to actual work experiences. It includes 
activities, questions, and exercises designed to take 
you beyond the concepts introduced to you during the 
Workshop or the book. And while this book is completely 
designed to be written in, all of the templates and tools 
are available in both PDF and Word document form so 
that you can use them over and over.

Remarkable Leadership
is a practical handbook written for anyone who 
wants to hone the skills needed to become 
a remarkable leader. This book outlines a 
framework and a mechanism for both learning 
new things and applying current knowledge in 
a thoughtful and practical way. It explores real-
world concerns such as focus, limited time, 
incremental improvement, and how we learn.



The Long-Distance Teammate 
Written by the founders of the Remote Leadership Institute, 
this book is the most authoritative single resource for helping 
remote workers get work done effectively, build relationships 
that are both productive and satisfying, and maintain a 
career trajectory when they are not in constant close contact 
with their leader, coworkers, or the organization in general.

The Long-Distance Leader
is a practical, candid look at what it takes to lead 
people, projects and teams in today’s dispersed 
workplace. The book showcases 19 rules for 
being a remarkable remote leader, and offers 
practical models, tools, and best practices to 
tackle the real-world challenges from how we 
work and communicate virtually. 

Check out our website for additional leadership resources including our free 
video training series, blogs, newsletters, podcast and more!

BudtoBoss.com/resources


