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Today’s Objectives

• Provide an overview of the theory and science behind effective audit 
and feedback design, 

• Present key contextual factors driving feedback effectiveness, and 
• Recommendations for optimizing the design of audit and feedback to 

improve quality of care
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Poll:  What brings you here today?

I am a consumer of audit and feedback

I deliver audit and feedback and want to learn to do it better

I want to use audit and feedback as an implementation strategy

I want to study audit and feedback

What’s audit and feedback?
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A typical example of a dashboard



Theories of Feedback
25 Years of Evolution

5



6

notin
tt

e
 Af

s oucoL
Task details

Meta-task 
processes (away 

from the task)

Focal taskFocal task

Feedback 
intervention cues 

(e.g., format, 
content, 

frequency)

Situational and 
personality 

variables

Task 
characteristics

Behaviour
change Task performance

The Classic:  Feedback Intervention Theory
Kluger & DeNisi, 1996



7

The Classic Expanded: A Model of Actionable 
Feedback
Hysong et al., 2006
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The Classic Expanded: Reactions to Feedback
Payne and Hysong, 2016

https://www.ncbi.nlm.nih.gov/pmc/articles/PMC4944319/figure/Fig1/
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Today: Clinical Performance Feedback Intervention Theory 
Brown et al., 2019



Using Feedback More Effectively: 
Theory-Informed Empirical Research
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Feedback characteristics

Task characteristics

Situational variables

Personality variables

The Classic: 
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Make 
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More 
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Kluger & DeNisi, 1996
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Feedback characteristics

Task characteristics

Situational variables

Personality variables

Adapting the 
Classic to the 
Healthcare 
Context
Hysong, 2009
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What else does the evidence say about 
feedback design?
• Frequency: Give feedback frequently, but not too frequently (Lam et al., 

2011)
• Timeliness: Feedback should be timely, but encourage comparison 

across multiple time periods (Lurie & Swaminathan, 2009)
• Content: Providing correct solution information makes feedback more 

effective (Hysong, 2009)
• Customizability: Feedback interventions should be customized (Hysong

et al. 2006; Anseel et al. 2011, Chen & Mathieu 2008) 
• Individual Characteristics: Take into account the characteristics of the 

feedback recipient (e.g., the lower your competence, the more likely to 
dismiss negative feedback (Sheldon et al. 2014)



Practice Feedback Interventions: 15 
Suggestions for Optimizing Effectiveness
Brehaut et al. 2016

Nature of Desired Action

•1. Recommend actions 
that are consistent with 
established goals and 
priorities

•2a. Recommend actions 
that have room to 
improve for the recipient

•2b. Recommend actions 
that are under the 
control of the recipient

•3. Recommend specific 
actions

Nature of Available Data

•4. Provide multiple 
instances of feedback

•5. Provide feedback as 
soon as possible and at a 
frequency informed by 
the number of new 
patient cases (or 
opportunities to enact 
the behavior)

•6. Provide individual 
rather than general data

•7. Choose comparators 
that reinforce the 
desired behavior change

Feedback Display

•8. Closely link the visual 
display and summary 
message

•9. Provide feedback in 
more than one way

•10. Minimize extraneous 
load for feedback 
recipients

Feedback Delivery

•11. Address barriers to 
using/engaging with the 
feedback itself

•12. Provide short, 
actionable messages 
followed by optional 
detail

•13. Address credibility of 
the information

•14. Prevent defensive 
reactions to feedback

•15. Construct feedback 
through social 
interaction



Making Informed A&F Design Choices
aka “Ok… So how does theory help me?”
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How theory and evidence can help inform 
design choices

Source: Hysong et al., 2016
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How theory can help inform design choices

Source: Hysong et al., 2016



Case Example: A&F to Decrease Inappropriate 
Prescribing for ABU

Decrease inappropriate urine culture and  Rx for ABU

Consistent with IDSA guidelines

Diagnosis, test orders, prescription orders

Multiple cases, delivered over course of a year 

Feedback delivered no less than monthly

Individualized case feedback

Compare clinician decisions to IDSA algorithm

Interactive PPT linking individual behaviors to 
IDSA algorithm and correct solution info 

Interactive ppt. highlights correct pathway

Educational session on IDSA guideline; study PI as champion

Correct solution info provided IDSA guideline details

Study PI as champion highly respected in CAUTI field

Standardized script for feedback

No built-in design features
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Specific actions

Consistent with goals and priorities

Actions can improve and under recipient’s control

Multiple instances of feedback

Timely and at  a frequency informed b n of new pts

Individual level data

Comparators reinforce desired behavior

Link visual and summary message

Multiple formats of feedback

Minimize extraneous cognitive load

Address barriers to FB use

Short actionable messages /optional detail

Source credibility

Prevent defensive reactions

FB through social interaction



Where to Next?
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Feedback to Teams
• Who should receive feedback in a team?

• Oftentimes only the physician has access to feedback 
dashboards

• Existing dashboards and feedback tools often work best when 
given to non-physician team members (Hysong et al., 2014)

• The entire team need not receive every piece of feedback all the 
time.  But consistent debriefing among team members is critical 
to effective team feedback (Hysong et al. 2021)

• At what level of aggregation should you provide feedback? 
• Giving individual goals to members of a team decreases team 

performance (Mitchell & Silver, 1990; Walton & Gilbert, 2022)
• “Groupcentric goals” (individual goals focusing on contributions 

to team performance) combined with (Crowne and Rosse, 1995)
• Team members perform to whichever level (team vs. individual) 

they receive the most and highest-quality feedback (DeShon et 
al., 2004)
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Feedback Recipient Characteristics
• Feedback-seeking behavior (Anseel et al., 2015)

• We can encourage feedback seeking behavior by making clear the value of 
feedback

• Small relationship with performance 

• Goal Orientation
• Mastery orientation – preference for task-referenced feedback
• Performance-approach orientation – preference for normative feedback
• Performance-avoidance

• Individual characteristics can change over time
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Feedback Climate
A supportive feedback climate positively predicts employee performance 
and outcomes (Anseel & Lievens 2007; Rosen et al. 2006)

Factors that help foster a supportive feedback environment:
• Source credibility • Frequency of positive feedback
• Source availability • Frequency of negative feedback
• Consideration • Feedback-seeking encouragement
• Feedback quality • Time for high quality reflection
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Takeaways

• Feedback, when designed and implemented correctly, can 
be a powerful tool for behavior change and quality 
improvement

• For feedback to succeed, we must consider:
• Characteristics of the feedback intervention
• The nature of the task involved
• Orientation of the feedback recipient
• The environment (climate) of feedback

• Theory and research can help design specific feedback 
interventions to optimize success

• We still have a lot to learn about how best to use this 
powerful tool to its best advantage! 
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Feedback Frequency
Feedback frequency and performance curvilinearly related

Source: Lam et al. 2011

Mediating effect of task effort on the 
curvilinear relationship between feedback 
frequency and task performance Relationship between task 

performance and feedback frequency 
over time.
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