
One on One GUIDE
(How to conduct 1-1 meetings as a Manager)

Why do 1-1s?

Provide a key opportunity every 2-3 weeks to engage with your sta� on a deep, personal level. As
a manager, you can have a tremendous impact on the performance and lives of your sta� by
doing them mindfully and to a high standard.

The 1-1 is where you build rapport and trust. It is critical that you are approachable as a manager,
and building a transparent and trusting relationship through these meetings ensures that your
team will be encouraged to consistently be open with you and feel safe approaching you if they
are in need. Having a good relationship with a manager is a vital factor contributing towards
happiness at work.

The ideal opportunity each week to talk about performance and developmental issues and to give
them a chance to speak in a way that they wouldn’t in the public space, (e.g. to vent about a
colleague who they had a conflict with, or raise their concerns about an ongoing project.)

As a manager, you can o�er advice, opinions, coaching, and support in this meeting. You can
nudge a variety of issues in a particular direction every couple of weeks, and in the long term, your
sta� and their projects will be on the right track.

Some considerations about 1-1s

● When: Set up one meeting every 2-3 weeks, approximately 45-60 minutes, for each of
your direct reports.

● Consider who you manage:
○ Juniors: focus on mentoring and action items from each 1-1  that they can do.
○ Seniors: retain them, build relationships with them, make this about if they’re

happy in the company or not.
○ A mix of di�erent seniority levels: you might have to adjust the plan for each

person, this means a bit more time to prepare before the meetings.

● It is the most important meeting: Do not treat this meeting as optional or unimportant.
Do not cancel it at the last minute or schedule other more "important" meetings on top of
it.



● It’s their meeting, not yours:
○ “keep the thought bubble over their head” for as much of the meeting as possible.

Do this by asking leading questions, nudging the conversation in particular
directions and most of all, by listening.

○ Try and get your direct report to do 70% of the talking. If you feel like solving their
problem for them, don’t. Ask another question and let them arrive at the
conclusion themselves.

○ Share your past experiences with them, especially those related to challenges
they are currently experiencing.

● Build mutual trust:
○ Get to know your direct report personally. You should be genuinely interested in

the family, personal hopes and fears, and their interests.
○ Reveal yourself through your fears and mistakes. Share your own worries with

them. It is a lot easier to accept di�cult requests coming from a tech lead when
you (as a direct report) understand what's worrying them.

● Help raise concerns: If your direct report is struggling to articulate their concerns, help
them by asking questions. Some questions that could work: "Can you give me some
examples?" "Why do you think it happened?" "How did you handle the situation / knowing
what you know now, how would you have handled it di�erently?" "What would you do if I
wasn't there and you were in charge?"

● These are not mainly project updates: The 1-1s are not primarily there for you to
receive updates on projects. Asking how work is going with the projects is not helpful for
either person. It is better asking questions about their work, for example, Software Design
or Architecture Design if they are developers; this is going to help you to provoke
discussion.

● Review their goals: It’s worth keeping in mind your direct report’s goals and frequently
stimulating discussion around them. It is additionally a great way to show that you are
thinking of their development and that you care.

● Taking notes and assigning actions: Throughout the 1-1, it’s useful to be jotting down
notes in the shared document and assigning actions. Review the actions at the end of the
meeting. The point is that your notes are not a secret. They’re for both of you.



1-1s Template
[Day] [Date]
1-1 Agenda
==========

● Catch-Up/Well-Being: (Questions: How are you feeling?)

● Recognition and review Previous Actions: Recognize the work of the direct report if anything
was highlighted and update the status of previous actions

● Identify the topic to discuss: (Questions: What would you like us to talk about? What can we
work on together? What would you like to get out of this 1-1? What work has satisfied you since the
last 1-1?)

● Deepen the concerns: Help to raise concerns: (Questions: Why do you think it happened? Can
you give me some examples? How did you handle the situation / knowing what you know now, how
would you have handled it di�erently? What would you do if I wasn't there and you were in charge?
What have you learned? What factors were there in that situation? What could be the worst thing
that happens?)

● Feedback: Feedback about the direct report’s performance. Try to be as specific as possible. It
can include reinforcing and constructive feedback. Ask for feedback also from the person.

● Closing: Review the actions defined and 1-1s feedback session (Questions: Anything you want
me to do before our next 1-1? Was today's 1-1 a valuable use of your time or helpful?

1-1 Actions
==========
(Actions questions: What’s the next step? What actions would help you achieve your goal?  What small
steps would be important to take? What are you going to do from here to the next session?...)

● [Why][What][Who][When]

1-1 Raw Notes
==========
Capture raw notes from 1-1 here

To add in the Agenda  in some 1-1s

● Recognitions: Anyone you would like to call out for some recognition? ( in your team, or outside of
it)

● Personal Goals: Review the status of the personals, discuss and define actions together in order
to ensure reach the goals


