	
	
	



Leadership Guide: Building a Team Culture of Feedback
Using the More, Better, Different, Less Feedback Framework
The Feedback Framework for High-Performing Teams in Government

The Challenge for Leaders in the Public Sector Today
You’re leading in one of the most complex environments in Australia.
 Expectations are high. Budgets are tight. Accountability is relentless.
You and your team care deeply about your mission, but you’re stretched thin. Priorities shift daily. Motivation dips. And too often, the conversations that should drive progress are replaced by reports, meetings, and red tape.
“High performance in government isn’t about working harder - it’s about working smarter, together.”
According to McKinsey, if governments worldwide matched their top-performing peers, they could unlock $3.5 trillion in value each year.¹
So the question isn’t should we lift performance, it’s how do we do it sustainably and humanely?
The More, Better, Different, Less (MBDL) Feedback Framework is a cost-effective tool that helps leaders lift performance in a sustainable way, building a culture of continuous improvement.
💬 Why Implementing This Framework Matters
In government, performance doesn’t fail because people don’t care... it fails because the conversations that drive improvement aren’t happening often enough or clearly enough.
The MBDL framework ensures feedback becomes part of your leadership rhythm, not an afterthought.
 It shifts culture from reaction to reflection, from defensiveness to development.
When leaders implement MBDL well:
✅ Teams know what’s expected and feel seen and supported
 ✅ Problems surface early, before they become risks
 ✅ People take ownership for solutions, not just tasks
 ✅ Energy is redirected from managing mistakes to building capability
“You can’t improve what you don’t discuss — and you can’t discuss what doesn’t feel safe.”
High-performing leaders don’t wait for annual reviews — they create real-time learning loops that drive continuous improvement every week.

🎯 What Is the MBDL Feedback Framework?
The More, Better, Different, Less (MBDL) framework is a simple, structured way to turn feedback from something uncomfortable into something powerful.
It gives leaders and teams and team members a shared, safe language for improvement — replacing vague, personal feedback with clear, actionable insight.
	Lens
	Focus
	Guiding Question
	Example

	More
	Amplify what’s working
	“What’s working that we could do more of?”
	“More collaboration early in project planning.”

	Better
	Refine what needs improvement
	“What could we improve or refine?”
	“Better clarity around stakeholder updates.”

	Different
	Innovate and try new approaches
	“What could we try differently?”
	“Different format for presenting financial results.”

	Less
	Simplify or stop low-value work
	“What adds limited value?”
	“Less time spent on duplicated reporting.”


💡 MBDL turns feedback into forward movement — structured, human, and actionable.

💡 Why MBDL Works
MBDL works because it shifts the tone, focus, and ownership of feedback.
1️⃣ It’s neutral and safe.
 It focuses on process and improvement, not personality — reducing defensiveness.
2️⃣ It builds shared ownership.
 Leaders and team members co-create solutions, turning feedback into collaboration.
3️⃣ It’s future-focused.
 It moves conversation from blame (“What went wrong?”) to progress (“What’s next?”).
4️⃣ It’s repeatable.
 Because it’s simple, it becomes a habit — embedding continuous improvement into everyday work.
“When feedback feels safe, people stop hiding problems and start solving them.”

⚙️ How do I put the MBDL Feedback Framework into Practice in My Team?
1️⃣ Master it personally first.
 Understand and model the framework before introducing it to your team.
2️⃣ Share the framework.
 Explain what MBDL is and how it helps everyone grow.
3️⃣ Discuss the rules for using it.
 Create shared expectations for how feedback will be given and received.
4️⃣ Start small.
 Try the framework in one area — a meeting, project, or one-on-one — before expanding it.
5️⃣ Reflect and integrate.
 Review what worked, what didn’t, and refine your approach.

🏗️ Where Can I Implement the MBDL Framework?
A) One-on-Ones
Use MBDL to make every check-in meaningful.
· Start broad (“More / Better”) before exploring (“Different / Less”).
· End with clear next steps and agreed actions.
Leader prompts:
· “What’s something that’s working we should do more of?”
· “What could we do better next week?”
· “What could we try differently?”
· “What could we stop or simplify?”

B) Team Meetings
Make MBDL a short, standing agenda item.
· Capture one More, one Better, one Different, and one Less each week.
· Assign owners and track progress.
This builds a rhythm of improvement — small, consistent steps that compound over time.

C) Project Reviews
Replace “What went wrong?” with:
“What can we do more, better, different, or less of next time?”
This small shift turns review meetings into learning sessions that build capability.

🔧 Try This in Your Team This Week
1️⃣ Start your next 1:1 with: “What’s one thing we could do better?”
 2️⃣ Add a 10-minute MBDL segment to your next team meeting.
 3️⃣ Recognise one More publicly — celebrate what’s working.
 4️⃣ Use the MBDL framework to review your next project or process.
Small conversations, consistently delivered, change culture.

🌟 Outcomes: What Can I expect when using hte MBDL Feedback Framework?
When you apply MBDL consistently, you’ll see results across three levels:
1. Behavioural (People)
· Higher psychological safety and trust
· More proactive problem-solving
· Greater ownership and accountability
2. Team (Ways of Working)
· Clearer priorities and fewer low-value tasks
· Earlier identification of risks and issues
· Improved collaboration and energy
3. Organisational (Performance)
· Up to 18% higher productivity in teams with strong feedback cultures²
· 3x higher engagement and 56% lower turnover risk among employees who receive regular 1:1 feedback³
“Feedback fuels trust. Trust fuels performance.”

A 2025 Case Study: The Finance Team That Rebuilt Trust
A state government finance team was struggling — missed deadlines, tense meetings, low morale.
 Their Director introduced the MBDL framework during weekly reviews.
Instead of asking, “What went wrong?”, meetings began with:
· What should we do more of?
· What can we do better?
· What should we try differently?
· What can we do less of?
The tone changed instantly. Feedback became shared problem-solving.
Within three months:
 ✅ Meeting prep time dropped by 20%
 ✅ Operational trust returned
 ✅ Team morale and collaboration improved
“It was the first time feedback didn’t feel personal — it felt useful.”

💭 Make Feedback Safe and Effective
Feedback only works when people feel safe to give and receive it.
To create that safety:
· Start with appreciation: “I can see how much effort went into this.”
· Ask forward-focused questions: “What could make this even better next time?”
· Model vulnerability: “I could have communicated that more clearly — I’ll fix that next time.”
· End with clarity: “You’ll draft the update by Friday; I’ll review Monday.”
“When leaders model curiosity and empathy, trust follows — and so does performance.”

🧠 Your Feedback Toolkit
Self-Check for Leaders:
· What’s one thing I could do more of that helps my team succeed?
· What’s one thing I could do less of that doesn’t add value?
Leader Prompts:
· “What’s working well that we should keep doing?”
· “What could we do better next time?”
· “What could we try differently?”
🖼️ Visual cue: Quadrant labelled More | Better | Different | Less


In-Person Workshops for Public Sector Leaders
Join our small-group, in-person workshops built for public sector leaders who want to lift performance through better feedback. These practical and interactive sessions give you tools to:
✅ Embed the MBDL Framework into your leadership rhythm
✅ Turn feedback into a daily habit that builds trust and accountability
✅ Create a culture of growth — without burnout
💬 “Better feedback builds better teams — and better teams build better outcomes.” — Elizabeth Kingston
Our Guarantee: If you don’t leave giving better feedback to your team, we’ll refund your ticket — no questions asked.
👉 Book your workshop today: www.kingstonhumancapital.com.au/training
👥 About Kingston Human Capital
At Kingston Human Capital, we help public sector leaders build cultures where feedback fuels growth, accountability drives engagement, and leadership feels human.
 We’re proud to be Queensland-owned, partnering with departments and agencies across Australia to help people and teams perform with purpose.
📞 (07) 3211 7719
 📩 Talent@kingstonhumancapital.com.au
 🌐 www.kingstonhumancapital.com.au
Approved supplier on the GGS0060 Labour Hire, A3737 HR Services, and GGS0111 Professional Services panels.
 Queensland owned. People focused. Results driven.

References
¹ McKinsey & Company — Improving Government Productivity: A Systemwide Approach (2023)
 ² Gallup — State of the Global Workplace (2024)
 ³ Harvard Business Review — Performance Reviews That Actually Motivate Employees (2024)

	
	
	



