Giving timely and effective feedback helps to improve team performance as well as boosting morale and motivation. However, giving feedback can be challenging, so managers need to ensure that their approach is constructive and appropriate. Take this self-assessment to find out how effective your feedback skills are, and where you could improve your approach.
Task
Read the scenarios below, and think about how you would react in these situations. Once you’ve answered all the questions press the Submit button at the end. You’ll then be given some advice about your chosen approach and suggestions for further materials to look at. You might want to print the screen to keep for your records, or to share with your manager.
Question 1.  You are a busy manager and are involved in lots of different projects. You also have your team to manage, some of whom are based in various locations around the UK. Which of the following describes how frequently you give feedback to your team members about their work?

A: I give feedback to my team members whenever I can find the time.

What happens?

Your team find it hard to know whether you are satisfied with their work or not. The sporadic feedback from you makes people sometimes doubt their abilities and as a result, motivation and morale are not as high as they could be.
Advice

It is important to organise regular feedback sessions with each of your team members. To help you remember to give feedback more regularly, why not plan ahead and book monthly one-to-one sessions with each person? You could also start keeping a feedback diary or log, to help your record specific examples of performance that you’d like to give feedback on, as you see them happening. See Preparing to Give Feedback for more advice on making a good assessment.
Understanding what makes people ‘tick’ can also help you tailor your approach to motivating your team. Hertzberg’s Motivation-Hygiene Theory provides a useful overview of individual ‘hygiene’ or motivating factors which managers can apply across their teams. Remember too that feedback can also be delivered informally, so don’t forget to praise your team on the spot when they perform well, and recognise individual instances of good performance in action. 
B: I schedule in regular feedback sessions with each of my team members.

What happens? 
Your team have a clear understanding of your expectations of them, and are able to work in the knowledge that they are performing at the right level. People also feel motivated and energised as a result of receiving regular feedback.

Advice

It is great news that you organise regular feedback sessions with each team member, as this will help improve their performance, as well as improving morale and engagement. Remember too that giving informal feedback is just as important as having a formal feedback conversation, so remember to thank individuals when you see good performance in action. The Power of Praise and Recognition offers a useful overview of how best to praise your team members.
C: My team generally perform well, so I don't tend to give them that much feedback on their work. 
What happens?
Although your team perform well, the lack of feedback from you makes people feel rather de-motivated. Consequently the atmosphere in your team is quite flat, as people feel that your attention is focused on other projects rather than on them. Productivity starts to drop as a result. 
Advice

Even if your team are generally performing well, it is essential to give them regular feedback on their performance. It is important for your team to know that they are focusing their efforts in the right areas. This keeps productivity levels up, and boosts morale at the same time. Feedback Essentials gives a useful overview of the benefits of regular feedback. 

Remember too that understanding what makes people ‘tick’ can help you tailor your approach to motivating your team. Hertzberg’s Motivation-Hygiene Theory provides a useful overview of individual ‘hygiene’ or motivating factors which managers can apply across their teams.
D: I keep a close eye on team members and deliver continual feedback about their work. 
What happens? 
Your team feel under constant scrutiny, as if you don’t really trust them to get on and do a good job. They start to resent being micromanaged and would prefer to work more autonomously.

Advice
It is important to find a balance and deliver the right amount of feedback to your team. Too much constructive feedback and monitoring can be demoralising, and can result in your team ‘working to rule’ rather than taking the initiative. Instead of focusing on constructive feedback only, try to work towards a more balanced approach which contains a mixture of positive and constructive feedback. Feedback Essentials and The Power of Praise and Recognition contain useful advice to help you change your approach.
Question 2.  Your department has recently rolled out a new initiative designed to improve customer service. Now that you have had some time to observe your team members using the new approach, you are ready to give them feedback on what you’ve observed. Which of the following options best describes how you would do this? 
A: I deliver this type of feedback in private one-to-one meetings, ensuring that there are no interruptions.
What happens?
Your team are happy that you make a point of setting aside protected time to deliver feedback about how they are coping with the new way of working. They feel able to talk through any problems or complex issues during these specific meetings. When people have performed really well, however, you get the impression that some individuals would prefer recognition to be a little more public.
Advice

It is important to think carefully about the environment in which you deliver feedback, particularly if you are giving feedback about changing an employee’s behaviour. It is good that you choose to deliver feedback in private, as this respects the confidentiality of your team members. Keep up the good work by following the principles outlined in Preparing to Give Feedback and Top Tips to Motivate Your Team. Remember too that it can sometimes be appropriate to vary how you deliver feedback depending on the situation or in accordance with an individual’s personal motivating factors. Classic Models of Motivation – Part One offers a useful overview of how people are motivated in different ways. For example, some individuals like peer group recognition, so why not try giving positive feedback in a team meeting?
B: I give my feedback to people at their desks, or when I see them around the office.
What happens?
Your team start to worry about when you will next appear at their desks, and what you will say when you do! Other team members often listen in to what you are saying, and this causes resentment and negative gossip to develop in the team. 
Advice
It is important to be sensitive when giving feedback. It is not advisable to give constructive feedback in the presence of others - this should be done in private. Why not follow the advice outlined in Preparing to Give Feedback and Top Tips to Motivate Your Team to improve your approach? With positive feedback, remember that people respond in different ways, so think about what will work best for each of your team members. The Johari Window is a useful feedback approach you can use to improve your interpersonal relationships with team members. Some employees like recognition amongst their peers, so you could provide feedback for a job well done in a team meeting. Others might appreciate a sincere thank you delivered in private or perhaps on a handwritten card.
C: I change where and how I give feedback, depending on whether I am praising a team member or giving constructive feedback.
What happens?

Your team feel confident that you will respect their confidentiality when giving feedback about an area they need to improve on, but that you will also raise awareness of a job well done more widely when it is appropriate. Consequently your team have a good understanding of your expectations for their performance in this new area of work.
Advice

It is good that you think about the type of feedback you are giving, and how it should best be delivered rather than relying on the same tried and tested approach (which can become stale). People are motivated and respond to feedback in different ways, so you should always consider what will work best for each member of your team. You can keep things going by following the guidance outlined in Top Tips to Motivate Your Team and Preparing to Give Feedback.
D: I am quite creative about giving feedback, and use a mixture of formal and informal face-to-face discussions, email and handwritten communications. 
What happens?
Your mixed approach to giving feedback keeps your team on their toes, and generates a buzz when you try something new. People are pleasantly surprised when you deliver feedback in a different way, and your team are engaged and motivated to perform well as a result. 
Advice
It is great that you are creative about how you deliver feedback. Informal praise such as a simple 'thank you', 'well done' or 'you did a great job on that report' is just as important as feedback delivered in a more formal setting. Remember though to ensure that each approach is suited to the situation – for example, an email would not usually be the best way of delivering constructive feedback to a team member. 
Continue to keep your approach fresh and imaginative by following the advice in Top Tips to Motivate Your Team. Furthermore, ensure that you establish how each person in your team responds to different kinds of feedback, and which approach(es) work most effectively for each person. Classic Models of Motivation – Part One contains a useful overview of personal motivation to help you get started.
Question 3.  Tony has worked at the same level in your team for a couple of years. He is an average performer and his work is generally consistent, although there are times when you have seen him really go the extra mile. Which of the following options best describes your approach to giving Tony feedback about his work?
A: When I think that Tony’s performance has been truly exceptional or outside the normal boundaries of his usual area of responsibility.
What happens?
By reserving feedback for exceptional performance only, Tony is missing out on the benefits of regular feedback. The result is that he doesn’t really know if you are happy with his work on a day-to-day basis. This causes Tony to feel resentment that your feedback and attention is reserved for ‘high flyers’ only and this is starting to cause a ‘them and us’ culture to  develop within the team.
Advice

Remember that feedback should be used to highlight different levels of performance. Don't reserve feedback for instances of exceptional performance only - it is important that your team members know that you are happy with their performance on a day-to-day basis through regular, constructive feedback and praise. The Power of Praise and Recognition and Feedback Essentials can help you adopt a more balanced approach to giving feedback. Why not start a performance log for each member of your team, and use it to record instances of both good and poor performance, which you can discuss at regular intervals with each person? If you need to give an employee feedback about changing their behaviour, Preparing to Give Feedback and Delivering Feedback are helpful guides.
B: I tend to give Tony feedback when I think he could improve his approach to a particular task or project.
What happens?
Unbeknownst to you, Tony’s self-confidence is starting to dip, as the interactions he has with you are limited to focusing on areas for improvement. His productivity gradually starts to suffer as a result and Tony is not motivated to do a good job. He feels that his performance won’t ever be good enough so has gradually stopped putting as much effort into his work.
Advice
A key part of your role as a manager is to coach your team members to improve their performance. Remember that feedback should be used to highlight examples of both good and poor performance. Feedback Essentials explains why this is important. Feedback that is only focused upon poor performance or apportioning blame only serves to reduce an individual's self-confidence and can have a damaging impact upon their performance and productivity. Ensure that your members know that you are happy with their performance by providing regular, constructive feedback and praise. You can find practical tips on how to do this in Top Tips for Praising Others and Rewarding Good Performance.
C: I give Tony regular feedback which highlights examples of both good and poor performance.
What happens?
Tony knows where he stands with you and has a good understanding of your expectations for his performance. He knows the specific areas where you’d like him to improve, and understands what he needs to do to better his performance.
Advice

It is important to find the right balance between positive and constructive feedback. For feedback to be meaningful and effective, it should be used to highlight both good and poor performance. Your consistent approach will ensure that your team are praised for a job well done, and also know when they need to improve. Top Tips for Praising Others and Feedback Essentials contain best practice advice to keep you on track. If you don’t do so already, ensure that any feedback you deliver is based on observed actions and behaviours rather than second hand information. Preparing to Give Feedback can help you do this effectively.
D: I give Tony a ‘pep talk’ every now and then when I think his motivation or productivity is beginning to flag.
What happens?

Tony realises that you only give him positive feedback and encouragement when you want something, rather than to recognise when he has performed well. Although this has the desired impact in improving his performance in the short-term, the lack of regular, constructive feedback causes Tony’s productivity and motivation to slip over the longer term.
Advice
Rather than relying on feedback as a short-term means of boosting performance, it is more effective to adopt a regular, focused approach. Your team need regular, constructive feedback in order to improve their performance and develop professionally, not just a brief pep talk once in a while. Feedback Essentials outlines some key principles you can follow to improve your approach. Why not start by keeping a performance log for each member of your team? You can use it to record instances of positive behaviour and potential development areas, which you can discuss at regular intervals with each person.
Question 4.  Laura, a hard-working, diligent team member has made an out of character mistake in her work. The error resulted in a number of customer complaints, which has caused more work for the team. What do you say to Laura about this?
A: “Laura, I noticed that you did ‘x’ rather than ’y’, which has unfortunately resulted in a number of customer complaints.”
What happens?
Laura is very apologetic, and says she understands what she needs to do in order to improve. She knows what to look out for in future and can focus on ensuring that the mistake isn’t repeated. 
Advice
Keeping your language neutral and non-judgmental has helped to keep emotion out of the situation. It is good that you stick to the facts, as feedback should always be based upon your own direct observations rather than subjective opinions or hearsay. Providing specific feedback about an employee's actions and where things went wrong will help to improve their performance for next time. Continue to adopt a consistent approach by following the guidance laid out in Delivering Feedback and Addressing Poor Performance. The audio piece Managing Poor Performance contains general advice on giving constructive feedback when you need to help a team member improve their approach.
B: “You’ve made a mistake that has caused problems for our customers.’’
What happens?
Although Laura knows you are not happy with her performance, she doesn’t have a clear understanding of what she specifically needs to do to change her approach. As a result she runs the risk of making a similar error again in the future.
Advice
Rather than focusing on whether something was 'right' or 'wrong' feedback should be a factual description of the events that occurred, and the specific, observed actions that the employee took. For example, you could say “I noticed that you did ‘x’ rather than ‘y’, which caused a major problem with some of our customer accounts.” You should also ensure that Laura knows exactly what she needs to do in order to improve her performance. The advice in Delivering Feedback and Poor Performance: How to Gather Evidence can help you deliver this type of feedback more effectively. The audio piece Managing Poor Performance may also be helpful.
C: “Laura, you have been really careless. I expected better of you.’’
What happens?
Laura feels really embarrassed and ashamed about what has happened, and your reaction only makes things worse. She becomes quiet and withdrawn, and her performance starts to suffer as a result.
Advice
Although you feel upset or even angry about the impact of Laura’s actions on the rest of the team, it is important not to let your emotions cloud the issue. It is important that you stick to the facts of the matter, and can outline what went wrong, using specific examples to back up your explanation. To help Laura improve, you need to focus on keeping feedback non-judgemental and factual. The advice outlined in Preparing to Give Feedback and Delivering Feedback will help you keep feedback factual and non-judgemental. The audio piece Managing Poor Performance may also be helpful.
D: You say nothing. Laura is usually a hard-working individual, so you view this incident as a one off and don’t feel it’s necessary to take her to task over it.
What happens?

Laura’s performance continues to slip, and your lack of action allows the issue to become a bigger problem. The other members of your team notice that you don’t seem to be doing anything about it, and people start to resent that Laura seems to be receiving ‘special treatment’ from you.

Advice
It is important to address instances of poor performance as soon as you see them, even with the highest performing members of your team, like Laura. By not giving feedback, your team member misses out on the chance to understand how to improve their behaviour, and the problem just gets bigger as a result. Ideally you should sit down with Laura to try to understand what went wrong and how you can support her to improve things. Why not take a look at the guidance outlined in Delivering Feedback and Addressing Poor Performance, and speak to Laura about what happened? The audio piece Managing Poor Performance may also be helpful.
Question 5.  You have recently participated in a new project at work which took you significantly out of your comfort zone. There were times when you lacked confidence and you’re not sure how your contribution was rated by colleagues. Your approach to seeking feedback about your performance is best described by:
A: You make an effort to gather feedback from a range of people who were involved in the project including people at your level, as well as from more senior colleagues.
What happens?

You get a well-rounded perspective of how your performance on the project is viewed by people at all levels. As a result you are able to focus on specific areas of weakness that you weren’t previously aware of, and your performance noticeably improves as a result. You continue to develop in your role and feel confident about the next big project that comes your way.
Advice
It is great news that you have decided to actively seek feedback from different people in your organisation. This may seem daunting at first, but is an excellent way to develop your self-awareness. If you don’t do so already, why not use a variety of methods to gather feedback from others, e.g. face-to-face, via anonymous 360-degree questionnaires and feedback forums? Remember that your team (and people that don’t know you well) may not be comfortable delivering feedback in person, so try to use a range of options. Also, ask for feedback at various stages during a piece of work, so that you can build up a picture of your overall performance rather than just at the end of projects. Keep up this positive approach by following the guidance outlined in Making Feedback Work for You, and The Johari Window: Self Awareness and Group Relationships.

B: You gather feedback from one or two trusted, close colleagues who worked on the project with you.
What happens?

By relying on feedback from close colleagues only, you miss out on the bigger picture. Your colleagues gloss over the more negative aspects of your performance, and you miss out on the type of honest, objective feedback that will really help you to improve. As a result you are still unsure what areas you really need to work on.
Advice
Although it can feel challenging, it is important to seek out feedback from people outside your ‘inner circle’ of trusted colleagues and friends at work. This will help you to gain a deeper understanding of your strengths and weaknesses, some of which you may not have previously been aware of. Why not follow the advice in Making Feedback Work for You to help you cope better with receiving feedback from people you don’t know well? Remember that asking for feedback in this way also raises your credibility, as it shows that you are willing to learn and develop yourself. Furthermore, The Johari Window is a useful tool you can use to improve your self-awareness in relation to gathering and acting upon feedback received from others.
C: You don’t want to bother people by actively seeking out their feedback – if they have thoughts on your performance, they’ll let you know.
What happens?
By not actively seeking feedback, you miss out on opportunities to learn about yourself and to develop professionally.  Your colleagues would like to be able to raise certain issues with you about how you performed during this particular project, but don’t feel that you are open to receiving it. This has a negative impact on your relationships with people across the wider business, as people feel they cannot approach you.
Advice
It is important that you can solicit feedback from a range of people in your organisation, including your peers, team members and more senior colleagues. This will give you a balanced perspective of how you perform, and pinpoint specific areas where you can start to change your approach. Why not read the advice contained in Making Feedback Work for You and try to improve your approach next time? You could also ask your project team members to fill in a short questionnaire about your performance, or perhaps ask a trusted senior colleague to facilitate a feedback session with them. 
D: Although you know you could probably benefit from some feedback from others on the project, you avoid asking for it because you’re scared about what people will say.
What happens?
By actively avoiding feedback, you miss out on hearing about ways in which you could improve your knowledge and skills. As a result, you continue to do things the same old way, rather than taking a flexible and adaptable approach to project work. The opportunities for you to get involved in exciting and challenging projects seem to get fewer and further between.
Advice
Although you might feel as though you have nothing new to learn, getting regular feedback is an essential aspect of your professional development, and can ultimately help you take the next step in your career if you are able to act upon it. If you are not used to receiving and acting on feedback from colleagues, the advice in Making Feedback Work for You is a good place to start. Remember that if you don’t make an effort to gather feedback or you choose to ignore any feedback that you do receive, this can potentially affect your credibility as a manager. There is a risk that you could end up being perceived as someone who ‘thinks they know it all.’ Why not make a start on improving your knowledge of the benefits of feedback by reading up on some key feedback models? 180-Degree and 360-Degree Feedback is a good place to start.
