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Why Are One-on-One Meetings Essential?

Leaders achieve results through others.
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Unlike frontline staff, leaders achieve results through others. To get the best results for the organization, a leader will be talented and committed to:

· Casting a vision for team members that expresses where they are going and the strategy for getting there.

· Setting goals for staff that demonstrate they are making progress in fulfilling the vision and mission and that establish accountability for results.

· Resourcing team members with tools, products, staffing levels, equipment, and a budget aligned with the goals.

· Developing and training each staff member to be fully able to do his/her best work and be ready in advance for new challenges.

· Communicating with their team members, establishing frequent and open paths for two-way communication, receiving, and giving feedback, making sure staff members have what they need, including individual support from their supervisor.

One-on-one meetings provide supervisors an opportunity to connect with their team member as an individual. This guide lays out an approach to effective one-on-ones that can improve communication and establish routines that will better enable team members to succeed and achieve results.
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Basics Of Effective One-On-One Meetings

	Basic
	This

	Elements
	Looks Like…

	Frequency
	At Least

	
	bi-weekly

	
	Minimum of

	
	30 Minutes

	
	One-on-One

	Structure
	Agenda Driven

	
	Focused

	
	Rose, Thorn, Buds,

	
	Gift Bouquets


Active
Asking Questions

Listening

Taking Notes

Waiting for

Responses

Follow Through

Give/Receive
Ask for

Feedback
Feedback

Give Feedback



Why is This

Important?

Team members need timely information and need help and feedback from their supervisor. They have individual needs, in addition to team needs.

Meetings help you find out what’s going well, tripping up, or coming up for each person. As a routine, they keep things moving. Agendas keep meetings on track. Structure assures you cover the key issues.

This is often the only time your team member has your complete attention.

Questions get at root issues, notes show you are listening, and waiting shows their thoughts are important. Follow through using your notes and keep your promises is essential for building trust, their ability to succeed and mutual accountability.

Set an expectation that each meeting will be an exchange of feedback. Everyone is prepared to hear it and getting and

giving it is easier- no

surprises.
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Frequency

[image: image5.png]



is Important
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Time together builds trust and understanding, and it must happen more than once or twice a year. If your proof of effectiveness as a leader is your ability to achieve results through the well-supported efforts of others, then logically, you will prioritize this time. A 30-minute meeting once a week is ideal; but a bi-weekly meeting can be successful, too. Research has unveiled many reasons that leaders find to avoid frequent one-on-one meetings. Yet there are equally as many motivating factors to help leaders set aside their excuses in order to make these meetings happen. Read on:

Reason

Leader holds legacy ideas about achieving results alone, not seeing his/her role as one that equips others.

Thinks team meetings are substitutes for one-on-one meetings.

Thinks stand-ups or hall meetings are substitutes for one-on-one meetings.

Is too busy to come up with an agenda.

Believes employees should ask for help when needed.

Is generally introverted or shy and finds meetings uncomfortable.



Motivation to Overcome

Study stories and literature of great leaders. Watch Simon Sinek’s YouTube videos on how leaders make employees feel safe, and how they inspire others.

Employees are individuals and each one has his/her own needs and concerns, different from the team.

These are good for some general purposes but can’t have the organized content and meaning of a one-on-one meeting.

Decide on a fixed agenda and ask team member to bring most content.

A leader always has an opportunity to add value. An open door is good, but a one-on-one meeting shows you consider your employee’s needs a top priority and allows you to provide support proactively.

Allow the team member to share for most of the meeting. Have a list of standard questions to ask and give standardized updates.
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Structure
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Ensures Focus
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A simple structure keeps a short, 30-minute meeting on track and is a built-in agenda.

Many leaders employ this model, which suggests the following classic 4-point structure:

Roses

Thorns

Buds

Gift Bouquets
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What are your successes?

What are your challenges?

What new things are coming up that might become roses or thorns?

Ask for/give feedback about improvements for you or your team member


Roses
Thorns

What Are Your Successes?
What Are Your Challenges?

	Buds
	
	Gift Bouquets

	What’s New, Potential Roses or Thorns?
	
	How Can I/We Improve?

	
	
	

	
	
	



Resource #4 of the Series
5

Active Listening


Shows You Care


One-on-one meetings will be most beneficial if the leader is truly listening. Employees will “disengage” from their leader if they believe their leader is not listening. What does active listening look like? Let’s consider it in terms of the 5 Golden Rules of Listening:


5 Golden Rules of Listening

1. Be Attentive

This starts with committing to the meeting, prioritizing the meeting, ignoring interruptions, and putting away distractions. Warmly acknowledge time spent together.

2. Give Time for the Other to Finish Thoughts

Active listeners don’t jump right in when others are almost finished with their own ideas. They leave a polite space in case the other person is not finished.

3. Ask Probing Questions

Examples: “Tell me more...” or “What did you conclude?” or “What might you still need?” or “How would you fix that?” or “Give me a few examples.”

4. Paraphrase What You Have Heard

Repeat back in your own words what you believe your team member was expressing. This shows attentiveness and clears up misunderstanding.

5. Take Notes

People feel honored and respected when someone else finds something they have said noteworthy. Follow up at the next meeting based on what you wrote.
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Give + Receive


Feedback


Studies show that planning for and asking for feedback prepares the receiver to truly hear and accept another person’s opinion. Sheila Heen, author of the best-selling book, Thanks for the Feedback, reveals that asking for feedback gives the receiver a sense of control over the timing of the feedback and improves receptivity.

By incorporating a time for feedback in each one-on-one meeting, you can catch issues early, clear up misunderstandings before they turn into conflict, improve accountability, and give affirmation and recognition. Here are some best practices:

Schedule. Include a time for feedback in each one-on-one meeting (Gift Bouquet)

Be Specific. Avoid generalizations, like “Your presentation was great.” Point out the details. For instance: “I notice the way you present is particularly effective when you use examples.”

If “Corrective,” focus on only 1-2 things. Too many items can overwhelm + discourage.

ABCD: When improvement is needed, state what you observe using the ABCD model:

Attention
Bring the item to the team member’s attention soon after it happens.

Behavior
Describe the behavior or action you observed that is the issue or concern. Don’t label, but do describe specifically.

“Last week you sent the schedule just the day before the event.”

Change
Describe the change in behavior or actions that is necessary.

Give your employee a specific example of what doing it right looks like.

“People generally need a week to plan for that kind of event.”

	Desired
	Explain the positive outcome that will result from the change.

	Results
	For example: “When you send the schedule out a week in advance,

	
	everyone has time to give feedback and we find out if there are

	
	going to be problems; versus fighting fires because people didn’t

	
	have time to adjust. That will help your event go more smoothly in

	
	the future.”
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Action Steps to Improve the Quality of One-on-One Meetings


Use this checklist to guide how you will put into action what you have learned about effective one-on-one meetings.

Statement
Accomplished

1. I have set up a schedule of 30-minute (minimum) bi-weekly meetings for each direct report.

2. I have committed this time as number one priority; and I will work other meetings around it.

3. I have talked with my employee about the format of the meeting and have given the 4 areas each meeting will cover: Rose, Thorn, Bud, & Gift Bouquet.

4. I prepare before each meeting; but I let my team member go first to make sure there is time for all the things that s/he wants to discuss.

5. I practice active listening skills, including pausing, asking questions, and taking notes.

6. I promote follow through by sending my notes to my team member and bringing up what was talked about at the next meeting.


7.  I ask for feedback about how I am doing at each meeting.


8.
I provide feedback about positive areas and areas for improvement at each meeting.


9. Understanding it is my job to enable my team members to perform well, I operate with an outlook that my job is

to achieve results through others.
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How This Resource Supports Your Employee Engagement Efforts


BCWI supports your survey action planning through providing your team with resources that specifically target areas of challenge and significance for engagement. This resource targets the following questions:

QUESTION 8:
I know what is expected of me.

QUESTION 15: In the last 6 months someone has talked to me about my progress.

QUESTION 16: My supervisor cares about me as a person.

QUESTION 17: My supervisor helps me to solve work-related problems.

QUESTION 18: I am satisfied with the recognition I receive for doing a good job.

QUESTION 45: My organization seeks the suggestions of staff/employees.

QUESTION 51: In my organization, people are responsible and held accountable for what they say they will do.


Looking To Grow

The Health Of Your Culture?

Find out more about our research-based

Employee Engagement Survey and other tools at:

BCWInstitute.org.
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Our

Vision

Christian workplaces set the standard as the best,

most effective places to work in the world.
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