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Apply the key components of 
effective delivery to increase 

learner engagement and 
support skill development 

and retention.

Implement evidence-based 
strategies for creating a 

positive feedback environment 
in your training programs. 

Identify individual and 
environmental factors that 

influence the feedback 
process.

Learning Objectives



Feedback:
 

Construct Clarity & 
Key Components





Feedback: ìőċƣШŔƣќƚШŰŸƣ

ÅReinforcement
ÁStatements intended to increase likelihood of 

behavior happening again
ÁĲЮŊЮШљÑőċƣШƽċƚШċШŊƖĲċƣШĦċƚĲШƓƖĲƚĲŰƣċƣŔŸŰЮњ

ÅEvaluation
ÁÅċŰťŔŰŊШũĲċƖŰĲƖќƚШƓĲƖŉŸƖůċŰĦĲШĦŸůƓċƖĲĬШƣŸШƓĲĲƖƚ
ÁSummative assessment after performance episode 

is completed 
ÁGenerally higher stakes



Feedback: What it is

ÅReinforcement/correction with 
explanation
ÅFormative
ÅIntended to keep or re-direct 

learner to meet goals
ÅGiven immediately or soon after 

performance episodes
ÅCan be formal or informal



Feedback: The Process

DELIVERY
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Feedback: The Real Process

Individual 
Influences

Environmental 
Influences

DELIVERY
PERFORMANCE 
IMPROVEMENTRECEIPT

BEHAVIOR 
CHANGE



Feedback: The Reality

ÅSocial dynamics play a huge role
Å In-groups versus out-groups (Tajfel, 1979)

ÅAttribution errors (Fiske & Taylor, 1991)

ÅContextual influences (Lawrence, 1988)

ÅItôs uncomfortable
Ågiving it

Åasking for it

Å receiving it



Feedback: The Why 

ÅPeople are inaccurate self-assessors 
(Kruger & Dunning, 1999)

ÅOther sources may be less 
stable/credible

ÅEnhance perceptions of training 
process

ÅItôs our job as educators J





Trainees want feedback.



In a study of over 1500 
postgraduate trainees, 
96% believed feedback 
was important for 
learning

Schultz, BMC Central 2004

Trainees want feedback.



Trainees never feel that they get enough feedback.



Trainees never feel that they get enough feedback.

Gil, J Med Educ 1984
Isaacson et al., J Gen Int Med 
1995



Feedback always improves performance.



In a cross-industry meta-analysis, 
researchers revealed that 
performance actually decreases a 
third of the time after receiving 
feedback.

Kluger & DeNisi, Psych Bull1996

Feedback always improves performance.



Satisfaction with feedback is a good indicator of 
quality of feedback.



Compliments preferred 
over specific feedback, 
even though specific 
feedback significantly 
improved performance.

Boehler et al. Med Educ 2006

Satisfaction with feedback is a good indicator of 
quality of feedback.



Individual & 
Environmental 

Factors



UTILITY

recognize that 
feedback is 

instrumental in goal 
achievement

ACCOUNTABILITY
recognize the 

obligation they have 
to act on the 

feedback they receive

SELF-EFFICACY
confidence in their 

ability to deal with the 
feedback they receive

SOCIAL 
AWARENESS

aware and sensitive 
ŸŉШŸƣőĲƖќƚШƻŔĲƽƚ

Feedback Orientation

ÅAn individualôs overall receptivity  to feedback (London & Smither, 2002)

Å4 dimensions of feedback orientation:



Real-time Feedback Orientation 
& Culture Assessment



7 Components of a Positive Feedback 
Environment

1. Feedback providers are available.
2. The environment promotes feedback seeking.
3. Feedback is delivered thoughtfully. 
4.   Feedback is high quality.
5.   Favorable feedback is provided.
6.   Unfavorable feedback is provided.
7.   Feedback deliverers are credible.





VFewer salary discrepancies across groups

VMore equitable promotions & 
advancement

VLess turnover from underrepresented 
groups



Creating a 
Positive Feedback 

Environment



Be Available

ÅDo the groundwork
ÅSet clear objectives & goals up front

ÅTalk about how you plan to deliver 
feedback

ÅCreate space
ÅDesignated time/place

ÅDelivery schedule/pattern

ÅEmbrace technology and mobile apps

1



Promote 
Feedback Seeking

ÅEncourage trainees to ask for 
feedback

ÅProvide it right away

ÅAppreciative spirit when asked

2



Deliver 
Thoughtfully

ÅMonitor your intentions 
Å Impacts reactions and responses 

(Fedor, Eder, & Buckley, 1989) 

ÅConsider delivery & demeanor

ÅDonôt take emotions for granted

ÅTask-focused
ÅDiscuss behavior or results, not the 

person

ÅAvoid peer comparison

3



Provide High Quality 
Feedback

ÅLabel it feedback (Sostok, Acad Med 2002)

ÅSpecific
ÅProvide examples
ÅLimit to 2-3 areas

ÅUseful
ÅTie to outcomes or implications
ÅDiscuss suggestions to improve

ÅAdopt a delivery model
ÅShared values & trust building
ÅÖŰĬĲƖƚƣċŰĬШũĲċƖŰĲƖќƚШŊŸċũƚШѼШƓĲƖĦĲƓƣŔŸŰƚ
ÅProvide feedback aligned with direct 

observation

4





TELL

Ask for next steps, understanding of 
the feedback, things to try differently, 
and when next feedback will happen

Tell learner what you have observed, 
suggest what to keep doing, and what 
to improve upon

ASK

Ask learner for a self-assessment ASK

The Ask-Tell -Ask (ATA) Model



Ask Tell Ask Explained



Provide Favorable  
Feedback

Praise is free!

џ§ŰĲЮƖċŰĬŸůЮĦŸůƓũŔůĲŰƣЮŉƖŸůЮŉċĦƨũƣǃЮ
has the ability to make an entire month 
ŸŉЮŊƖƨĲƚŸůĲеЮőċƖĬЮƽŸƖťЮċũũЮƽŸƖƣőЮŔƣиѠ

-  Surgery PGY3

5



Provide Unfavorable  
Feedback

ÅLet them know when performance 
falls below standards

ÅRelate performance concerns to 
your/training programôs standards

ÅEmpathize when appropriate

ÅTie back to goals, outcomes, 
implications

6



Be Credible

ÅEnsure you have ample opportunity 
to observe the recipientôs behavior 
(Albright & Levy, 1995)

ÅComprehensive snapshot

ÅMultiple tangible examples

ÅMonitor feedback equity

7



Holmboe, Osman, Murphy, & Kogan Acad Med 2023

Strategies to Reduce Bias 
in Feedback & Assessments



Apply the key components of 
effective delivery to increase 

learner engagement and 
support skill development 

and retention.

Implement evidence-based 
strategies for creating a 

positive feedback environment 
in your training programs. 

Identify individual and 
environmental factors that 

influence the feedback 
process.

Learning Objectives



ÅAppreciate social side of 
feedback delivery & receipt
ÅUnderstand contributors to a 

positive feedback 
environment
ÅAdopt strategies for 

successful implementation

Conclusions



Giving Feedback is a Muscle that 
Requires Exercise to Develop

Practice, practice, practice!



FacDev in 5 Video Series 

WATCH 

FACDEV IN 5

VIDEOS HERE
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