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WHITE PAPER - ROOT PROBLEM No. 15

The Underdeveloped
Feedback Culture

When organizations talk about feedback but don't actually practice it.

This paper examines the gap between feedback as a concept and feedback as a behavior — and how
cultures that are "nice" and low in conflict quietly lose clarity, trust, and growth. It offers a single
method to make feedback a rhythm, not an event: the Two Agreements.
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Feedback is not a skill. It's a system.
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01 - DEFINING THE PROBLEM

Feedback as a concept,
not a behavior

THE PREMISE

Silence is not alignment. Silence is not clarity. Silence is not growth. Most organizations believe they
have a feedback culture because people are nice and conflict is low. But feedback as a concept is not
feedback as a behavior.

The Underdeveloped Feedback Culture forms when an organization believes it has a feedback culture — because
people talk about feedback, value feedback, or encourage feedback — but the actual practice of giving and receiving
feedback is inconsistent, shallow, or avoided altogether.

IN AN UNDERDEVELOPED FEEDBACK CULTURE, FEEDBACK IS

e infrequent e tied only to performance reviews
® vague o filtered to avoid discomfort
e reactive e delivered without clarity, safety, or skill

Everyone believes the culture is supportive... until the moment real feedback is needed.
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02 - THE COST OF NOT FIXING IT

Breakdowns that

build beneath the surface

The costs show up across human, cultural, and performance dimensions.

Human Cost
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People don't know how
they're doing

High performers don't get
reinforced

Struggling performers don't
get redirected

Emotional tension builds
beneath the surface

Trust erodes because clarity is
missing

Cultural Cost

Teams avoid hard
conversations

Leaders sugarcoat or soften
feedback

Accountability becomes
subjective

Conflict becomes personal,
not productive

Psychological safety weakens
over time
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Performance Cost

Problems go unaddressed
until crises

Rework increases without
clear expectations
Growth slows without
actionable direction

Leaders manage preventable
issues

The organization becomes
reactive, not developmental



03 - ONE ACTIONABLE METHOD

Build a Feedback-Ready
Culture: The Two Agreements

Shift from occasional feedback to agreed-upon feedback norms. The Two Agreements create shared expectations for
how feedback works — every time, with every person, at every level.

AGREEMENT 1 AGREEMENT 2

The Clarity Agreement The Safety Agreement

"We agree to give feedback that is specific, "We agree to receive feedback with openness,
actionable, and tied to expectations." curiosity, and non-defensiveness."
ELIMINATES ELIMINATES

¢ vague feedback e emotional shutdown

e personality-based feedback e defensiveness

e emotionalized feedback e fear of hurting feelings

o feedback that confuses instead of clarifies e avoidance of necessary conversations

Clarity turns feedback from a judgment into Safety turns feedback from a threat into a

a tool. shared practice.
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04 - THE LEADERSHIP SHIFT

A rhythm,
not an event

When clarity and safety are both present, feedback becomes a rhythm — not an event.

Feedback becomes normal Conversations become Accountability becomes
easier consistent

Growth becomes expected Relationships become
stronger

The Underdeveloped Feedback Culture dissolves when leaders stop treating feedback as a performance tool and
start treating it as a relationship tool. When leaders model the Two Agreements, teams become more honest, conflict
becomes healthier, expectations become clearer, performance becomes more consistent, and culture becomes more
resilient.

CLOSING REFLECTION

Feedback is not a skill. Feedback is a system.
When the system is designed intentionally, people grow — not by accident, but by design.

Which root problems are showing up in your leadership? Take the free Leadership Scan™ -
human-centeredculture.org/leadership-scan
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