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I suspect if you’re reading this Bonus Byte, you already understand the differences between the four types 
of feedback. But if someone has passed this on to you, or you want a refresher, we’ll start there.

If you know exactly what I am talking about, you can skip right on down to the Five Balancing
Strategies section . . .

You’ve likely heard that the feedback you deliver should be balanced. When you have heard that, what 
people are suggesting is that you should strive to give people a balance of positive and negative feedback.

This advice is only half-right.

It is an understandable misunderstanding because people think there are only two types of feedback, 
when in fact there are four types.

The Four Types of Feedback

Negative feedback, or corrective comments about past behavior. These are things that didn’t go well.

Positive feedback, or affirming comments about past behavior. These are things that went well and need 
to be repeated.

Negative feedforward, or corrective comments about future behavior. These are things that don’t need to 
be repeated next time.

Positive feedforward, or affirming comments about future behavior. These are things that would improve
 
The distinction that is largely missing for most people missing is the focus on the future or feedforward.

As you begin to understand the power of balancing both positive and negative input with observations 
about the past (which can’t be changed) and advice for the future (which can be changed), you have a new 
paradigm for the feedback and coaching process.

Here are five balancing strategies to help you use these four types of feedback in a way to help the other 
person receive and use your insights to improve performance.



Five Balancing Strategies

• Make sure you use them all. Which means you must understand the importance of each, and have 
insights in each area to share. The starting point must always be usefulness. Your challenge is to look 
for examples in all four areas, not make something up or be overly generic.

• Ask the other person his/her opinion, first. Ask questions about all four areas. Do it without it being 
an interrogation – ask something like “How do you think it went?” Or, more specifically, “What did 
you think went well?” “What do you wish you had done differently?” Then ask about the future with 
questions like, “Knowing what you know now, what would you do differently next time?” “What will you 
avoid next time? “What do you plan to make sure you do next time?”

• Tie it all together. Connect the dots for people between past performance and how that relates to the 
future. This may require generalizing out an idea or behavior. Tying together past and future can help 
keep people from being defensive or spending their energy trying to justify the past – which can’t be 
changed anyway.

• More ‘and,’ less ‘but.’ When you tie ideas together, do it with “and” not “but.” “But” erases everything 
said prior to using the word “but.” “And” is inclusive and draws people forward emotionally.

• Focus on the future. While you want the feedback to be balanced, the overall focus needs to be on 
the future. Remember no one can change the past – its value in a feedback situation is for context, 
consequences and concrete examples, not for dwelling, hand-wringing or excessive blame. Always end 
the conversation talking about the future, including their thoughts (see suggestion above about asking 
their opinion) early and often. Doing this will give you the best shot at an action plan of which the other 
person will feel ownership.

Hopefully this gives you a bigger view of what balanced feedback can be… and how your feedback can be 
more successful in helping others create even better results.
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ABOUT BUD TO BOSS

Bud to Boss provides new leaders and organizations looking to develop new leaders with insight,  
resources and powerful learning opportunities designed to specifically address the challenges of 
successfully transitioning from peer to leader.

To speak with someone about how we can help you or your organization, send a note to  
info@BudtoBoss.com or call the number on this page.

You can learn more about us at:  

BudtoBoss.com

Our products and services include:

• Books & Learning Resources, including the best-
selling book From Bud to Boss

• Classroom & Virtual Workshops

• The Bud to Boss Toolkit eLearning Course

• A Variety of Enterprise Solutions including Onsite 
Training and Certification

The Kevin Eikenberry Group
8021 Westover Drive
Indianapolis, IN 46268

(317) 387-1424

@FromBudtoBoss

@BudtoBoss

/ BudtoBossOfficial



My Journey From Bud to Boss  
A companion volume to the From Bud to Boss book, the 
Journey is a workbook designed to help you apply the 
knowledge gained to actual work experiences. It includes 
activities, questions, and exercises designed to take 
you beyond the concepts introduced to you during the 
Workshop or the book. And while this book is completely 
designed to be written in, all of the templates and tools 
are available in both PDF and Word document form so 
that you can use them over and over.

Remarkable Leadership
is a practical handbook written for anyone who 
wants to hone the skills needed to become 
a remarkable leader. This book outlines a 
framework and a mechanism for both learning 
new things and applying current knowledge in 
a thoughtful and practical way. It explores real-
world concerns such as focus, limited time, 
incremental improvement, and how we learn.



The Long-Distance Teammate 
Written by the founders of the Remote Leadership Institute, 
this book is the most authoritative single resource for helping 
remote workers get work done effectively, build relationships 
that are both productive and satisfying, and maintain a 
career trajectory when they are not in constant close contact 
with their leader, coworkers, or the organization in general.

The Long-Distance Leader
is a practical, candid look at what it takes to lead 
people, projects and teams in today’s dispersed 
workplace. The book showcases 19 rules for 
being a remarkable remote leader, and offers 
practical models, tools, and best practices to 
tackle the real-world challenges from how we 
work and communicate virtually. 

Check out our website for additional leadership resources including our free 
video training series, blogs, newsletters, podcast and more!

BudtoBoss.com/resources


