
 

 

Developing a feedback culture 
Benefits 

• Balcazar et al. (1986) noted ‘‘Feedback does not uniformly improve performance.’’ 
• Feedback is only information which can have a positive or negative impact. 
• This study used a field experiment methodology in which positive and negative feedback was explicitly provided. It 

found that positive supervisory feedback had a significant, positive effect on subordinates’ self-efficacy. 
• Building on feedback’s demonstrated role as an antecedent to self-efficacy, positive feedback in the workplace may 

lead to broader outcomes such as enhanced retention, productivity, and loyalty.  

Reference: Reynolds, D. (2006). To what extent does performance-related feedback affect managers’ self-efficacy? 
International Journal of Hospitality Management, 25(1), 54–68. https://doi.org/10.1016/j.ijhm.2004.12.007 

************************************************************************************************* 

Effective feedback requires a combination of qualities, skills, and some structure. Ultimately, feedback is about 
communication. The skills are generic: active listening; asking a balance of open, reflective, facilitating, and closed 
questions; challenging; and summarising. Giving feedback is not just to provide a judgment or evaluation. It is to provide 
insight. Without insight into their own strengths and limitations, people cannot progress or resolve difficulties. Thus, the 
key skills are to listen and ask, not, as is often the temptation, to tell and provide solutions. 

People are motivated when they are: 

• Clear about what is expected 

• Supported by managers or supervisors 

• Recognised for their efforts 

• Contributing in a way which is positive and recognisable 

• Free to express their views and ideas 

• Challenged in a way which helps them to develop and be more creative 

Criteria for feedback 

People are motivated when they are: 

• Descriptive - of the behaviour rather than the personality 

• Specific - rather than general 

• Sensitive - to the needs of the receiver as well as the giver 

• Directed - towards behaviour that can be changed ("You're too tall" is unhelpful) 

• Timely - given as close to the event as possible (taking account of the persons readiness, etc) 

• Selective - addressing one or two key issues rather than too many at once 

Defensive reactions to feedback 

Trying to tear down defences is not constructive - they are there for a reason. There are various strategies for reducing or 

eliminating defensiveness. The effective approach is the four stage, structured feedback described above. But if 

defensiveness persists or suddenly occurs the following approaches are useful: 

• Name and explore the resistance - "You seem bothered by this. Help me understand why 

• Keep the focus positive - "Let's recap your strengths and see if we can build on any of these to help address this 

problem" 



 

 

• Try to convince the trainee to own one part of the problem - "So you would accept that on that occasion you did 

lose your temper" 

• Negotiate - "I can help you with this issue, but first I need you to commit to â[euro]¦" 

• Allow time out - "Do you need some time to think about this?" 

• Allow time out - "Do you need some time to think about this?" 

• Keep the responsibility where it belongs - "What will you do to address this?" 

Reference: King, J. (1999). Giving feedback. BMJ, 318(7200), S2–7200–2. https://doi.org/10.1136/bmj.318.7200.2 
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Feedback should be: 

• both formal (regular and covering term outcomes) and informal (daily); 

• given as a positive critique to encourage self-assessment and emphasise the positive; 

• specific and constructive, and done at the right time, in the right place. 

Reference: Lake, F., & Vickery, A. (2006). Teaching on the run tips 14: teaching in ambulatory care. Medical Journal of 

Australia, 185(3), 166–167. https://doi.org/10.5694/j.1326-5377.2006.tb00508.x 
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Performance Feedback 
There are three main factors that determine how performance feedback is received and used by an employee: 

1. With regard to performance management, the reaction of the employee to the feedback provided is crucial in 

determining any change and improvement in future performance and the way the feedback is communicated is 

paramount to it being of benefit (Gifford, 2016). On this basis, it is important to follow-up with employees after 

performance appraisals. In particular managers need to ensure that employees perceive the performance 

appraisal process as being fair as this perception has also been found to have a significant effect on whether or 

not feedback is used to improve future performance. 

 

2. Research has also found that positive feedback is more effective for the purposes of managing performance than 

negative feedback. Framing feedback as constructive suggestions with a focus on ‘enhancing performance’ rather 

than ‘correcting poor performance’ has a much greater likelihood of being effective (Gifford, 2016). In particular, 

feedback that threatens an employee’s sense of self-esteem tends to lead to negative responses (Kluger and 

DeNisi, 1996).   

 

3. The final factor contributing to the effectiveness of feedback in improving future performance is the relationship 

between the manager and the employee. Genuine two-way conversations that the employee can fully participate 

in and contribute to are perceived as more fair and are more likely to led to improved performance than directive 

orders (Gifford, 2016). Managers who are able to take a strengths-based approach to performance management 

and draw on coaching skills to engage the employee in processes of continual learning and growth will get batter 

outcomes from performance review conversations than managers who simply inform and direct. 

References: 

Gifford, J. (2016). Could Do Better? Assessing What Works in performance Management. Centre for Evidence-Based 

Management. 

Kluger, A. and DeNisi, A.(1996). The effects of feedback interventions on performance: A historical review, a meta-analysis 

and a preliminary feedback intervention theory. Psychological Bulletin, 119(2), 254-284. 
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Feedback can press your buttons… 

• Truth triggers are set off by the content of the feedback. When assessments or advice seem off base, unhelpful, 

or simply untrue, you feel indignant, wronged, and exasperated. 

• Relationship triggers are tripped by the person providing the feedback. Exchanges are often colored by what you 

believe about the giver (He’s got no credibility on this topic!) and how you feel about your previous interactions 

(After all I’ve done for you, I get this petty criticism?). So you might reject feedback that you would otherwise 

accept if it came from someone else. 

• Identity triggers are all about your relationship with yourself. Whether the feedback is right or wrong, wise or 

witless, it can be devastating if it causes your sense of who you are to come undone. In such moments you’ll 

struggle with feeling overwhelmed, defensive, or off balance. 

Inviting and accepting feedback:  

• Feedback is less likely to set off your emotional triggers if you request it and direct it. 

• Ask just one thing…“What’s one thing you see me doing (or failing to do) that holds me back?”  Response: 

“Thank you for the feedback” 

“I don’t believe that receiving feedback well means that you have to take the feedback” ~ Shelia Heen 

Reference: Heen, S and Stone, D. (2014). Find the Coaching in Criticism. HBR. 
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More good resources 
Empathy in the workplace whitepaper:  

https://cclinnovation.org/wp-content/uploads/2020/03/empathyintheworkplace.pdf 

Lencioni, P. (2005). Overcoming the Five Dysfunctions of a Team: A Field Guide for Leaders, Managers, and Facilitators 
(1st edition). San Francisco, CA: Jossey-Bass.  
 
Stone, D. (2014). Thanks for the feedback The Science and Art of Receiving Feedback Well. Viking Publishers 

The Joy of Getting Feedback by Joe Hirsch: https://www.youtube.com/watch?v=h4zNEl7XgXI 

 

https://cclinnovation.org/wp-content/uploads/2020/03/empathyintheworkplace.pdf
https://www.youtube.com/watch?v=h4zNEl7XgXI

