
 

 

 

 

There are Two Types of Feedback: 

 

1. Positive Reinforcement Feedback - feedback that reinforces the behaviours and 
actions that are working that you want to see more of. 
 

2. Feedback for Improvement - feedback you are going to use as an opportunity to 
help someone change and improve what they are doing so that they can get a 
better result. 

 

A simple tool to help you structure this feedback is the STAR. 

 

The S is for the specific SITUATION - the date, the context, the place, the time, the person, the 
project etc. 

 

The T is for the TASK that they were operating at the time - PLEASE NOTE - sometimes the 
Situation and the Task merge into one. The point is to make sure that it is specific and not a 
generalized  situation or task. This makes it genuine and more believable that the person has 
actually taken the time to observe what the other party is doing well or not so well. 

 

The A is for ACTION or behaviour. Behaviour is what we SAY and DO - therefore you cannot say 
things like, "I like your attitude" or, "you need to try harder.” It needs to be, "I really liked the 
way you listened to the customer and paraphrased what they said instead of getting angry and 
interrupting them"  or, " I really need to spend more time re-checking this spreadsheet and 
making sure it is accurate before you send it through to me.” 

 

The R is for RESULT. This is the Impact of their actions - whether good or bad - on themselves, 
the team, the business. 

 

Please note: 80% of the time should be spent on the ACTION. The result is not the most 
important part - as you may have a poor result but still have great ACTION, so we reward the 
ACTION, NOT the result (i.e. missing sales targets due to things that are out of the persons 
control - BUT they still did the right things!). 

 

  



 

 

 

 

When we give feedback for improvement, we add two dimensions:  

We still use the STAR: 

The Situation - as your role as customer service rep - we had a situation where we had a very 
unhappy customer last Tuesday. 

The Task - your job is to make sure that we solve our customers problems and you phone this 
customer to resolve the situation. 

The Action - you phoned the customer to ask how you could help them. When the customer 
became upset you raised your voice, you spoke over them, you did not ask them for their 
perspective and you did not clarify their situation and that you understood it. 

The Result - this customer has now cancelled their order and said that they will not use your 
services anymore. 

 

Alternative Action - what do you think you could do differently next time so that you get a 
better outcome - (ASK) OR - next time it would be helpful to hear the customer out, paraphrase 
what they said, and check that you have truly understood their perspective, even if you disagree 
with it . 

Alternative Result - in this way the customer will calm down and be more willing to engage in a 
solution focused conversation. 

 

So we give STAR's for great behaviour and we give STARAA 's for poor behaviour. Imagine you 
are at school and the teacher gives a STAR for good behaviour, and if you you disappoint, the 
teacher she says " AA" in a sad voice!  

 

High performing teams receive 5 STARS for every 3 STARAA's, which means we need to 
discipline ourselves to give more positive reinforcement feedback than feedback for 
improvement. 

 

Each person can also collect their own STARs and STARAA. 

Each time you get feedback from a customer, a colleague or a manager, document it in the 
form of a STAR or STARAA. This way you keep track of your performance with real data and 
evidence so that when you go to your performance review, you will have specific examples to 
justify why you believe what you believe about your level of performance. 

 

Each manager should  keep a folder of STAR and STARAA's for each employee which helps them 
keep the balance of 5:3 and also helps them give a balanced and accurate performance review.  
Otherwise, as managers, we only remember the most recent events and the really bad events. 

 


