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Abstract 
The greatest disconnect in business is Feedback – it’s a ‘soft skill’ which employees 

find the hardest to practise with their colleagues, team and boss. We get caught up 
in the system of performance appraisals and neglect the power of feedback. 
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CONTEXT 

In our daily routine, we hope to be surprised by new ideas, new customers, increased sales and 

productive happy staff. However, very quickly, these surprises and positive outlooks can be 

sabotaged and affected with reality. 

These unwelcome interruptions; 

- Are predominantly to do with people – i.e. your staff, managers, customers  

- Can be boiled down to - communication between staff and management - where 

expectations and assumptions differ 

- And these issues cause us to move to being reactive (acting in the business) rather than 

being proactive (working on your business). 

Whether you are the business owner, CEO, HR manager, team leader or the technical expert, the 

expectation would be that your people and communication processes, procedures and principles 

would solve these interruptions and problems. However, people are social beings and they don’t 

quite work as we expect. 

 

I am passionate about people performance and no doubt like you, I connect daily with 

people in business and we have conversations about their concerns. 
 

These concerns include (and no doubt you can add to the list): 

- their talent is underutilised, and their strengths are untapped  

- staff don’t contribute or limit their input when ideas or feedback is requested 

- conflict isn’t addressed quickly enough, and it escalates to Human Resources (HR) 

- problems snowball and time is spent trying to unravel them 

- gossip fuels speculation and fake news spreads quicker than you can squash it 

- some people don’t help whereas others give 110% 

- mental well-being isn’t being addressed and people take sick leave to mask their problem 

- we only receive feedback when we’ve stuffed things up, there’s never recognition. 

And, all this has occurred on your watch even though there are 

systems in place! 
 

I suspect these are the issues and reasons why: 
 

• We spend an inordinate amount of time fixing problems and leave limited time to work with 

talented people. Prioritisation on what’s important diminishes quickly with the urgent 

matters that steal your attention. 
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• People naturally avoid giving feedback to other people as they undervalue their capability, 

or they believe it’s not their role. They place themselves in the pecking order of the 

organisational chart, believing it’s someone else’s role to give people feedback. There is 

limited belief that it’s everyone’s role to give and receive feedback.  

 

• Feedback consequences are feared; a fear that you’ll lose: a friendship in the office, the 

respect you have in the team, the trusted relationship and the credibility people have about 

you in your role. We deflect to the negative rather than the positive, so we avoid seeking out 

feedback about our performance. With this belief, we avoid giving feedback as it may open 

the opportunity for someone to give negative feedback. 

 

• If feedback doesn’t flow in the business, then there is a shared belief that there is no 

consequence from providing feedback. There will be no action taken, no change to a process 

and no action taken regarding someone’s undesirable behaviour. The belief is formed that 

there is no reason to support the act of being involved in the feedback. 

 

• Feedback is only associated with the Performance Appraisal period – the once a year 

conversation where your role is scrutinised, unclarified peer feedback is shared and 

generally there’s a surprise piece of feedback which you didn’t see coming as it occurred 

months earlier. Yes, feedback can have a bad reputation when it’s only used once a year. 

 

• Then there is the self-rating component which leads to an unrealistic perception of 

performance. We tend to only recall the great things we did, rather than areas where we 

could improve. When self-rating is used once a year, it’s an uphill battle to arrive at an 

agreed rating. Inconsistent irregular feedback wreaks havoc as you need to unpack 

assumptions blocked by the rosy coloured glass perception that everything is good. 

 

• Being non-compliant in a compliant business practice (a ‘human resource’ exercise) can end 

ugly. If the ‘HR department’ starts chasing, hounding and pushing for compliant completion, 

it signals the wrong message about the value which HR adds to the business. Likewise, a 

negative connotation is associated with performance appraisal conversations. When we 

prioritise the system over the conversation, we shut down feedback opportunities.   

 

 

• Implications of incorrect data associated with the ‘HR Appraisal system’ is another battle. 

Staff believe that the system will affect their salary, role and career progression and 

succession. No wonder you rarely hear “I’m so looking forward to my Annual Performance 

Appraisal this year.” 
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• Investing in performance management systems alone treats the problem opposed to 

diagnosing the issues. Technical problems can be managed however adaptive issues 

(unknown people solutions) need leadership conversations. People become disconnected 

when they’re not having rich conversations which includes hard data about their 

performance. If there is a time lag between conversations, then it’s more challenging to 

build relationships and establish trust to share feedback. If there isn’t trust, then you skirt 

around issues and handball them to HR. 

 

• And in an era where employees and former employees rate companies and management 

anonymously using Glassdoors (it’s like trip advisor for employees) we need to be even more 

savvy leading in this digital age – the world doesn’t give second chances.  

 

Does this resonate with you? Do you feel this pain? 
 

I’m sure you also know that: 

• Staff have rights and it’s imperative that they are made aware of how they are progressing. 

Their motivation to work can be influenced (negatively and positively) by their manager and 

if there doesn’t appear to be an easy way to fix it, they leave physically or mentally. 

 

• It can be expensive if you don’t give feedback. Heads Up, the workplace educational unit at 

Beyond Blue tells us that psychological mental health is exacerbated when there is a lack of 

feedback about performance. And the cost associated with unhealthy workplaces which 

cause depression and anxiety costs Australian workplaces $10.8 Billion each year in lost 

productivity and compensation expenses.  

 

• The ‘manager’ has the greatest impact on a staff member. Research tells us that people 

leave their manager, they don’t leave their company. In the 2015 Gallup Survey ‘The State of 

the American Manager’, 50% of people interviewed had left their company, at some stage in 

their career, to escape their manager. 

 

• You are watched, viewed, observed and judged. In your capacity as a manager/CEO/people 

leader, your people watch you, listen to you, and, have expectations of you and your role. 

They, like most humans, crave the experience to do what they love and it’s an intrinsic 

motive to know that they’ve done a good job – so they’re expecting your recognition and 

praise. 

 

 

http://www.glassdoors.com.au/
http://www.glassdoors.com.au/
https://www.headsup.org.au/home
https://www.headsup.org.au/home
https://www.gallup.com/workplace/236570/employees-lot-managers.aspx
https://www.gallup.com/workplace/236570/employees-lot-managers.aspx
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• We spend more money on recruiting people and dealing with attrition – rather than training 

our staff to be great people leaders who continually provide feedback. 

 

• We fall back on the style of feedback which we’ve experienced and it’s not ‘cutting it’ with 

the various generations in the workplace. Marcus Buckingham & Ashley Goodall report in 

March April 2019 Harvard Business Review “We humans do not do well when someone 

whose intentions are unclear tells us where we stand, how good we “really” are, and what 

we must do to fix ourselves. We excel only when people who know us and care about us tell 

us what they experience and what they feel, when they see something within us that really 

works.”  

 

• Feedback can be an interruption. If we rely on a reminder to complete an appraisal or 

provide formal feedback, our concentration is immediately hijacked and we’re in a reactive 

mode. We’re on the backfoot scrambling to recall examples and experiences. 

 

Case Study: 

 

I was asked to meet with a team of staff, individually, to help the Human Resource department identify 

a course of action to solve a deepening conflict in the team’s business unit. Sadly, the delay in seeking 

help had exacerbated the unacceptable behaviour of the protagonist and they had to be removed from 

the company. Directors, lawyers and many other staff were involved in this event. 

 

What I identified was a team whose manager was removed from the issue and made no attempt to 

work at helping solve the team’s dilemma. I suspect there was a mental health issue, a definite deficit 

in leadership and a lack of accountability by all staff. 

 

To avoid this reoccurring, I’ve continued to work with the manager cementing communication 

practices including feedback and regular meetings. 

 

This whole team was affected; the HR team spent an inordinate amount of time addressing the issue 

and no doubt the expense was emotionally, mentally and productivity draining. 

 

This wouldn’t have occurred if: the manager had checked-in daily with feedback and conversations 

with each member of the team, hosted team check-in sessions, the team gave feedback to the 

manager and if the protagonist trusted their manager. 

 

I’m pleased to report that these regular conversations, short check-ins and feedback are now part of 

the team principles. 

  

https://hbr.org/product/recommended/an/BR1902-MAG-ENG?referral=03760&cm_vc=rr_item_page.books_recirc
https://hbr.org/product/recommended/an/BR1902-MAG-ENG?referral=03760&cm_vc=rr_item_page.books_recirc
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It is your responsibility to avoid this reoccurring system of behaviours: 
 

Intent to 
increase 
performance by 
having a 
feedback 
conversation. 

You’re intent 
is interrupted 
and other 
items get your 
attention. 

You ignore 
opportunities to 
give feedback, 
consciously or 
unconsciously. 

When you do 
act, you 
improvise and 
fail your intent 
and the person. 

Your 
feedback 
attempt is 
incorrectly  
interpreted. 

Your 
intended 
impact 
implodes – 
you both 
lose. 

 

• Your intention is positive – this is commended. You have a talented team member who 

would value your feedback about their performance. 

• Like most days, you’re interrupted, and your intent loses priority. 

• You walk past this person and ignore the opportunity to stop and share your feedback. 

• However, when you do remember, you improvise and blurt out what you want to say, 

unrehearsed in your head and you knowyou’ve stuffe d up. 

• And you’re spot on – the receiver leaves your conversation feeling confused. They’ve 

interpreted your feedback negatively. 

• What should have been a reinforcing conversation has left a person questioning their effort 

in their role. Your attempt has imploded and your relationship has possibly been 

jeopardised. 

• This spiralling problem is an expense to your business. When we’re not performing, we’re 

being unproductive, ineffective and our energy decreases. Worse still, this affects others in 

the workplace. 

  

AND IT AFFECTS YOUR PROFIT: 
 

Limited Feedback increases the chance of: Constant Feedback increases the chance of: 

Putting out fires and putting in stopgaps.  Knowing what motivates people to keep them 
turning up to work with you. 

Being unprepared with annual appraisal 
conversations which causes unnecessary stress 
while you search for data. 

Increased trust enabling positive practices to be 
shared regularly and freely. 

Chasing compliance requirements and getting 
frustrated with staff reactions. 

Team conversations result in more productivity 
and their output is effectively contributing to 
profit. 

Attrition, sick Leave, mental health issues of 
depression & anxiety and general chaos. 

Staff trusting the process as they know how they 
are performing at any point in time – there are no 
surprises. 

Being reactive and being on the backfoot 
chasing timelines of projects and customer 
delivery. 

Being proactive – you get to dissect and share 
profitable practices around your organisation. 
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We can solve these problems, as experience shows that people work effectively and 

are engaged and their performance increases when they are: 
 

• connecting, communicating, and continuously identify how they can increase their own 

performance 

• solving problems, fixing issues, sharing feedback while the matter is still current  

• hearing the truth, there is honesty in the conversation and no Bullsh*t 

• treated as adults, not children or as resources (refer to additional points raised by Patty 

McCord, former chief talent officer, Netflix | Code Conference 2018) 

We need to become skilled at framing our conversations and mindset 

for Feedback: 
 

Intent to increase 
performance is 
always at the 
forefront of your 
mind. 

Instigate the 
feedback, influence 
the importance of 
hearing from you 
and others. 

Individualise, 
illustrate and 
itemise the feedback 
– use one of your 
intelligent 
frameworks, models 
or techniques. 

Inspire trust by 
reinforcing this 
feedback by 
following it up 
during your next 
conversation. 

Your intent has 
made an impact 
–it’s a Game 
Changer. 

 

• Be proactive and lead with the intention of continually conversing with staff 

• Identifying opportunities to instigate feedback, 

• Be on the front foot to identify and itemise matters before they materialise as problems 

• Show interest in others by following up which inspires trust, and 

• Show that you care about their role and the impact that their involvement has in the 

business and with customers. 

Measure what matters – Follow up your Feedback 
 

When you measure what matters, you have constructive conversations which uncover great staff 

ideas. It opens opportunities for development of skills and it enables you to dissect best practices to 

share around the organisation. 

Knowing what motivates people and how and why feedback works, and how to lead feedback as a 

manager, your proactive foot is forward. And, if there is a performance management system in 

place, you can regularly note and update performance progress and it becomes an activity which 

drives purpose and process. 

  

https://www.youtube.com/watch?v=80bymIwYrlI
https://www.youtube.com/watch?v=80bymIwYrlI
https://www.youtube.com/watch?v=80bymIwYrlI
https://www.youtube.com/watch?v=80bymIwYrlI
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How do you achieve a Feedback Culture in your workplace? 
 

Learn how to focus on the strength which you’d prefer to see used more effectively or used more 

regularly. Learn how to explain the impact of someone’s behaviour and learn how to be very specific 

with what you offer as an observation and your reaction.  

By focusing on the skill of giving and receiving feedback and making it the communication priority it 

demands, we know that it can be your game changer, proactively connecting you to your people 

rather than leaving it to a game of chance. 

Simply, start giving feedback. Start building a culture of conversations by implementing a framework 

of effective feedback. This feedback should be driven with the intention of lifting performance. It 

can be used with staff, within teams, used by staff to give feedback to their manager and managers 

giving feedback to the CEO. 

 

Your goal is to: 

• Control the approach to feedback, rather than leave it to chance. You need to win at the 

culture change – it’s a game of communication – great conversations involving feedback. 

 

• Work with the intent to lift the performance of the person and the team. 

 

• Connect with staff to measure performance and provide feedback to reinforce, correct, 

improve or change the performance. 

 

• Follow up and reinforce – show people that you care about them by helping them control 

the impact they have in the organisation and with clients. 

 

As opposed to: 

• Filling in the performance management system once a year. 

 

• Relying annually on your memory as we generally only remember some key features and 

many flaws. 

 

• Focusing on the system alone rather than the power of connection, relationships, respect 

and trust built through conversations. 

 

• Losing control of the impact that ‘loose behaviour’ has in your organisation. 
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How is your business performing?  

Which level is your business on this Feedback Index? 

LEVEL DESCRIPTION FEEDBACK STAGE SOLUTION APPRAOCH 
Level 5 High performing, quick to adapt 

or change, relationships are 
valued, communication is open 
and transparent.  

FEEDBACK 
CULTURE 

Impact – conscious of everything 
done, conversations are intentional 
with the impact in mind. 

Level 4 Clarity in expectations, 
accountability at all levels, high 
level of trust to communicate in 
all directions in the organisation. 
 

FEEDBACK 
PRACTISED 

Inspire – practising what you 
expect, being a role model, visible 
to all staff and customers. 

Level 3 Taking action, changing approach, 
skilling up and moving out of ‘the 
comfort zone’ into the ‘stretch 
zone’. 
 

FEEDBACK 
GROWTH 

Intelligence - learning phase, 
acquiring knowledge and skills, 
becoming familiar with techniques, 
models and practices. 

Level 2 Approach is inconsistent, leading 
to confusion & interpretation  

FEEDBACK 
RANDOMNESS 

Influence – targeting specific 
groups with one way feedback. 
 

Level 1 Status Quo – there is a lack of 
awareness, there is inaction, and 
a reluctance to change. 
 

FEEDBACK 
AVOIDANCE 

Intent – the feedback is only in the 
mind of the manager/CEO. 

 

Case Study 

I worked with an organisation in Victoria whose strategy to involve all team members in their 

feedback approach to appraisal completion was receiving major push back. Staff were uncomfortable 

in participating in providing feedback to their colleagues; there was a reluctancy to step up and be 

accountable.  

During a leadership team workshop aimed to identify how I would help them influence this approach, 

we created role plays to practise how they would give and receive feedback. It was immediately 

identified that no-one had a specific technique, method or skill to confidently approach the person in 

the role play. I demonstrated a series of techniques and consequently I returned to the client to work 

with all staff. 

I completed short skill building workshops (80 staff in a day), working with their concerns and 

practising various techniques to become involved in feedback.  I received feedback indicating that 

almost all staff now proactively provide unsolicited feedback which was boosting the team 

performance and positivity in the organisation. 

The intent of this organisation is to be commended. The intent was clear, the impact imagined and 

the missing piece was in the middle – the how to, the Feedback Skills. 
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What’s the best approach to lift the level of your positivity, 

performance & Profit?  
 

Approach One - Feedback Skills – Communicating Performance 
 

An interactive workshop targeting your Team Leaders/Managers (responsible for staff & projects) to 

identify the right feedback frameworks which work in your business/industry and how to train their 

team to receive and provide feedback. 

3-4 hours (depends on number of Team Leaders/Managers) 

Suitable for Levels Three & Four of the Feedback Index (Page 8) 

 

Approach One & Two - Feedback Skills – Commitment to Performance 
 

Rather than Team Leaders/Managers being responsible for training their team to use the feedback 

frameworks, I will host additional workshops with staff to practise using feedback techniques using 

current/realistic situations. 

Team Leaders/Managers can also participate in these workshops to reinforce the learning. 

3-4 hours – Teams/Staff Workshop (depends on number of Staff/Team Leaders/Managers) 

Suitable for Levels Two, Three & Four of the Feedback Index 

 

Approach Three – Generating a Feedback Culture 
 

If you’re at Level One or Level Two on the Feedback Index, then your approach requires you to focus 

on your culture. Creating a Culture of Feedback involves a series of conversations and workshops 

involving staff to build a leadership and communication framework to incorporate feedback skills in 

daily activities of the organisation. 

I will help you understand peoples’ motives, preferred behaviours and develop a company-wide set 

of communication principles to create the culture in which everyone flourishes with feedback. 

This incorporates the workshops identified in Approach One & Two. 

Personality and Relationship Intelligence profiling is also recommended to generate the culture 

change. 

This approach will be customised to suit your business needs. 

I also speak at conferences, strategy days and team building events.  



 

  

FEEDBACK SKILLS 

  10 

 

Which Approach have you selected to move along the Feedback 

Index?  
 

Please CONNECT with me to discuss and understand these three options to enable you to select the 

investment required to quickly implement this solution into your organisation. Let’s not delay 

increasing your positivity, performance and profit in your organisation. 

About the Author 
 

Louise Thomson gives and receives feedback on 

a regular basis: as a service provider of soft skill 

building workshops, leadership programs, 

mentoring and coaching, she’s continually 

checking in with her clients to ensure she’s 

delivering what’s expected and providing them 

with information to increase their performance. 

She is currently writing her first book, Overnight 

Leadership, the user guide for first time leaders, 

and regularly blogs and vlogs with practical 

leadership solutions. 

Louise has operated her practice for many years 

and her diverse leadership experience was 

procured in both corporate & volunteer worlds. 

 

Read more here: 

www.louisethomson.net 

www.linkedin.com/in/louise-thomson-leadership 

 

Let’s have a ‘lifting performance’ conversation today. 

Connect with me: 

0458 130100 

louise@louisethomson.net 

 

 

http://www.louisethomson.net/connect
http://www.louisethomson.net/connect
http://www.louisethomson.net/
http://www.louisethomson.net/
http://www.linkedin.com/in/louise-thomson-leadership
http://www.linkedin.com/in/louise-thomson-leadership
mailto:louise@louisethomson.net
mailto:louise@louisethomson.net

