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84. Feedback Flavors Framework 

How can I give people effective feedback? 

Key Definitions 

In cybernetics (the study of control systems), feedforward is the initial assignment given to a 

system or person to direct its behavior, while feedback is the information looped back to that 

system/person with the goal of correcting or confirming its course of action. In other words, the 

purpose of feedback is to steer the other in the intended direction. 

Unfortunately, in common usage, “feedback” has come to mean any type of comment that 

people make to someone else. “Can I give you some feedback?” is usually followed by an 

assessment, complaint, frustration and/or verdict. However, expressing a judgment without the 

intention of steering the other’s behavior isn’t feedback, but merely stating one’s opinion. 

Conceptual Model 

The Feedback Flavors Framework is a model outlining ten categories of responses that people 

can give to the behavior of others, of which four “flavors” qualify as highly effective feedback 

and four as moderately impactful. The main purpose of the model is to help distinguish between 

judgment and effective feedback. A response is a judgment if it is intended to convey the 

sender’s evaluation. It is only effective feedback if the response is tailored to influence the 

receiver’s behavior. Stated simply, judgment is “what I would like to say”, while feedback is 

“what the other needs to hear”. So, giving effective feedback requires the sender to move 

beyond merely expressing an opinion, to consider how to get the receiver to move in a 

particular direction. The framework then suggests four highly effective feedback flavors (in 

darker blue) and four moderately effective ones (in lighter blue). Two are usually ineffective. 

 

Key Elements 

The two opposite reasons for wanting to give feedback (on the vertical axis) are: 

1. Corrective Intention. Feedback is often used to correct course and get the receiver back 

on the right track. It focuses on what is missing or wrong and is directed at closing the gap.  



 
 

2. Confirmative Intention. Feedback can also be used to confirm the course and encourage 

the receiver to stay on track. It acknowledges what is going well and can be built on. 

The five main categories of responses (along the horizontal axis) are the following: 

1. Personal Judgment. Feedback can be directed at the personality of the receiver, which 

is nothing short of a verdict about their character. When positive, such feedback can help 

the receiver to feel appreciated, but if the feedback is critical, the receiver will likely feel 

personally rejected or even attacked, which rarely gets them to adapt their behavior.   

2. Behavioral Judgment. Instead of judging the person, feedback can be focused on judging 

their actions. When positive, such feedback can help the receiver to feel recognized, but if 

the feedback is critical, the receiver will likely take it as a complaint or a difference of 

opinion, which typically leads to a defensive reaction, not necessarily adapted behavior. 

3. Factual Observation. A more neutral form of feedback is where someone shares what 

they objectively see. This can make receivers more aware of the situation, nudging them 

to adapt or continue their behavior. But it can also reveal that both sides have a different 

perception of the facts, which can be a good start to even more effective forms of feedback.  

4. Advisory Feedback. Instead of immediately expressing their judgment, feedback givers 

can transform their assessment into forward-looking suggestions. Such feedback can be 

useful advice on how to improve or further build on the receiver’s behavior. Key for 

achieving acceptance is that receivers feel they are being helped, not berated.  

5. Coaching Feedback. Often, even more helpful than getting advice is being coached to 

come up with successful next steps yourself. This coaching can be in the form of questions 

or statements, intended to trigger a line of reasoning in receivers, so they formulate their 

own improvements or find their own ways to build on the current strengths. 

Key Insights 

• Effective feedback is receiver-oriented. We all judge others but voicing that opinion is 

not feedback. Sharing your views, or getting things off your chest, is not feedback. 

Feedback is the act of looping a signal back at a receiver with the intention of influencing 

their behavior. Feedback is only effective if it triggers a reaction. As with communication, 

it’s only effective if the message is packaged in a way that receivers will understand. 

• Effective feedback avoids defensive mechanisms. No one likes being judged, even 

when feedback is called “a gift”. Judgmental comments feel like an attack, even when 

they’re sugar-coated, and provoke a defensive response. Therefore, effective feedback 

avoids judgment but instead is helpful – it doesn’t condemn but is constructive. It isn’t about 

pointing out what is wrong but helping to find out how things could be made better. 

• Effective feedback can be corrective or confirmative. Effective feedback givers want to 

steer the behavior of feedback receivers (see Meyer’s Management Models #55, Duty of 

Care Model). This steering can be directed at getting receivers back on course (corrective 

feedback) or getting them to continue on course (confirmative feedback). 

• Effective feedback comes in eight flavors. Of the ten categories of feedback, two are 

hardly ever effective (in gray), because of their critical judgmental nature. Four types of 

feedback can have a moderately effective impact (in light blue), while four others (in darker 

blue) can be much more impactful, because they use helpful advice or coaching as means. 

• Effective feedback requires effort from the giver. Blurting out your opinion is easy. 

Calling your complaints “feedback” so the other is forced to listen is lazy. Effective feedback 

is hard, because it forces givers to think hard about how to trigger change in the receiver.  
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Insightful Tools to Kickstart Your Thinking 

 

Publication Schedule 

July 2019  Mind the Gap Model   Change Management 

August 2019  Digital Platform Map  Digital Strategy  

September 2019 Interaction Pressure Gauge Interpersonal Interaction 

October 2019  Revenue Model Framework Revenue Model Typology  

November 2019 House of Engagement  Organizational Engagement 

December 2019 Confidence Quotient  Trust Building 

January 2020  Competition Tornado  Competitive Strategy 

February 2020 11C Synergy Model   Corporate Synergy Management 

March 2020  Leadership Fairness Model Leader-Follower Interaction 

April 2020  Strategic Agility Model  Strategy Process Approach 

May 2020  Control Panel   Corporate Control Dimensions 

June 2020  Rising Star Framework  Talent Management 

July 2020  Strategy Development Cycle Strategy Process Steps 

August 2020  7I Corporate Center Model  Corporate Organization 

September 2020 Storytelling Scripts   Leadership Communication 

October 2020  Strategic Bets Framework  Strategic Decision-Making 

November 2020 Rebound Model of Resilience Organizational Resilience  

December 2020 4C Leadership Capabilities  Leadership Competences 

January 2021  Digital Product Model Dial  Digital Strategy  

February 2021 Digital Distribution Model Dial Digital Strategy 

March 2021  Empowerment Cycle  Employee Empowerment 

April 2021  Innovation Box   Innovation Approaches 

May 2021  Knowledge Sharing Bridges Best Practice Sharing  

June 2021  Followership Cycle   Leader-Follower Interaction 

July 2021  Everest Model of Change  Change Management 

August 2021  Fruits & Nuts Matrix   Priority-Setting 

September 2021 Powerhouse Framework  People & Organization Strategy  

October 2021  Strategy Hourglass   Strategy-Making Steps 

November 2021 Disciplined Dialogue Model Interpersonal Communication 

December 2021 Team Building Cycle  Team Building Process 

January 2022  Market System Map   External Analysis Framework 

February 2022 Strategic Alignment Model  Business Level Strategy 

March 2022  Creativity X-Factor   Creativity Enhancement 

April 2022  Organizational System Map Organizational Analysis 

May 2022  Corporate Value Creation Model Corporate Level Strategy  

June 2022  Change Manager’s Toolbox Change Methodologies 



 
 

July 2022  Sustainable You Model  Personal Sustainability  

August 2022  Value Proposition Dial  Business Level Strategy 

September 2022 The Tree of Power   Organizational Power  

October 2022  Psychological Safety Compass Team Dynamics 

November 2022 Strategic Action Modes  Strategy Process 

December 2022 Corporate Management Styles HQ Management  

January 2023  Thinking Directions Framework Reasoning Skills 

February 2023 5I Innovation Pipeline  Innovation Process 

March 2023  Resistance to Change Typology Change Management 

April 2023  Ambition Radar Screen  Motivation Analysis 

May 2023  Corporate Strategy Framework Corporate Strategy  

June 2023  Cultural Fabric Model  Organizational Culture  

July 2023  New Pyramid Principle  Presentation Approaches  

August 2023  Activity System Dial   Value Creation Analysis  

September 2023  Customer-Centricity Circle  Organizational Design 

October 2023  Status Snakes & Ladders  Leadership Branding  

November 2023 Stakeholder Stance Map  Stakeholder Management  

December 2023 Best Practice Sharing Modes Sharing Methods  

January 2024  Duty of Care Feedback Model  Feedback Method 

February 2024 BOLD Vision Framework  Organizational Vision  

March 2024  MOVING Mission Framework Organizational Mission  

April 2024  Leadership Circle Map  Leadership Skills  

May 2024  Digitalization Staircase  Digital Strategy  

June 2024  Time Management Funnel  Personal Time Management  

July 2024  Wicked Problem Scorecard Organizational Decision-Making  

August 2024  Hunting & Farming Typology Sales Management  

September 2024 Guiding STAR Matrix  Objective Setting Approach 

October 2024  Corporate Synergy Typology Corporate Level Strategy 

November 2024 Self-Centered Thinking Traps Thinking Styles  

December 2024 Sustainability Maturity Ladder Sustainability Management  

January 2025  Top Line Growth Pie  Growth Strategy 

February 2025 Innovation Sins & Virtues  Innovation Management 

March 2025  Interaction Drivers   Communication Determinants  

April 2025  Frictionless Flow Framework Customer Journey 

May 2025  Five Phases of Change  Change Management  

June 2025  Courageous Core Model  Leadership Behaviors  

July 2025  Integration Zippers   Corporate Strategy 

August 2025  Innovation Arena   Innovation Management  

September 2025 Conversation Elevator  Communication Approaches  

October 2025  5T SMART Plan   Strategic Planning  



 
 

November 2025 Organizational Diamond   Organizational Design  

December 2025 New Learning Curve  Personal Learning  

January 2026  Strategic Assignment Matrix Corporate Strategy  

February 2026 Five Company-Centric Forces Organizational Dynamics  

March 2026  Personal System Map  Personal Development  

April 2026  Resource Base Dial   Business Level Strategy   

May 2026  Humanistic Organization  Organizational Paradigm  

June 2026  Feedback Flavors Framework Interpersonal Feedback  

July 2026  Partnership Distance Model  Interorganizational Relations 

August 2026  Triple Diamond Model  Organizational Decision-Making  

September 2026 Personal Quick Guide  Personal Effectiveness 

October 2026  Synergy Value Matrix   Corporate Level Strategy 

November 2026 Change Contracting Cube  Organizational Change 

December 2026 Followership Fellows   Followership Types 

January 2027  Stakeholder Typology  Strategic Leadership  

February 2027 Best Practice Sharing Methods Organizational Learning 

March 2027  Learning Guilds   Organizational Learning 

 


