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The Fatal Flaws of Traditional Feedback
Frameworks

Core Thesis — Enterprise organisations run on three deeply flawed feedback

channels. All three are broken in different ways and for the same underlying reason —

they were designed to answer a different question than the one leadership actually

needs answered.

TARGET EXECUTIVE AUDIENCE

Chief Executive Officer (CEO) · Chief Human Resources Officer (CHRO) · Board of Directors

THE STRUCTURAL BLIND SPOT

Enterprise feedback systems force leaders into a false choice: broad but lag-heavy data from annual

surveys, or highly filtered intelligence from a reporting chain that has been professionally optimised for

palatability. Meanwhile, the richest signal available — the exit interview — is gathered from a person

who has already resigned, which gives it the operational usefulness of an exceptionally well-informed

post-mortem.

THE STRATEGIC POINT OF VIEW

The annual engagement survey reaches everyone, which is its great virtue and its fundamental limitation.

The questions were written by someone who does not know this team, in this quarter, managing this

particular set of difficulties. The answers were shaped by what respondents felt was safe to say. High

reach. Almost no richness. And whatever richness it contains arrives months after the conditions that

produced it have changed entirely.

Most organisations learn the truth about their people in one of three ways: a

survey reporting how everyone felt last spring, a management chain reporting

what managers decided they should hear, or an exit interview reporting

everything — just a little too late. The fourth option is what changes the question

entirely.

The management chain is, in theory, richer. The manager knows their people. What travels up the chain,

however, is not what the manager knows. It is what the manager decided to share — softened, reframed,

and professionally calibrated for an audience known to prefer good news. By the time it reaches the

executive suite, it bears the same relationship to reality as a game of telephone bears to the original



message.

The historical trade-off between information reach and richness is a legacy system limitation, not a

permanent law of organisational design. Leaders must implement a direct-line communication framework

that answers the governance question every board should be able to answer with evidence: "What did we

know, and exactly when did we come to know it?" — a question that is, in most organisations, currently

met with a silence that speaks volumes.

ARCHITECTURE VALIDATION LINKAGE

Introduces a governed, non-hierarchical reporting mechanism that cuts through traditional organisational

friction — retaining, with timestamp and attribution, the evidence base required to answer the accountability

question before it is asked in a boardroom rather than after.
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