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One of the most important things you can do when leading a team is to create one-
one time with each team member that is productive and meaningful to both. The
last thing you, or your team members want is to waste time. Walking away from a 1-
1 meeting feeling that the meeting was productive boosts focus and connection.
When this happens, employee engagement increases and results are achieved.

This time is for your team member to get 1-1 access to you. This means that during
this time, they should have the benefit of your experience, knowledge and opinions
as well as context about the work they have to do and why. It’s their time with you
to be coached and to help them identify and remove obstacles they haven't yet
been able to remove on their own. As a leader, you have a chance to assess and
develop their capabilities, gauge their progress and learn more about what is
happening in your team.

The ideal 1-1is leader led and employee driven.

Consider your 1-1 meetings today. On a scale of 1 to 5, with one being low and 5
being high, how productive are your one-one meetings?

Next, consider what your team members think? How would they score the value of
these meetings?

If they or you would score 1-1 meetings 3 or lower, consider these questions:
e How would | benefit from better one-one meetings?

e How would my team member benefit?
e What is one thing | can do more of, or less of, to getto a 4 or 5?
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You'll know your one-one meetings are productive when your team comes
prepared, shares their views willingly and commits to action. The energy in a

productive one-one is motivating because the discussion creates clarity, action and
commitment.

Here are 7 tips that can help you to have more productive one-one meetings.
Which one will have the biggest impact for you now? Choose one and act on it!
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1.

Get clear on what you both want to discuss.

Whether this happens before, or at the start of the meeting, it’s critical
to clearly lay out what are the priorities for the time that you have. By
taking a couple of minutes to confirm the specific topics to review, or
the decisions to be made, you will set yourself up for a more focused
conversation.

Having this clarity helps you stay on track or get back on track, when
the discussion goes off on a tangent. Aim for a short list. It's better to
go through a short list productively then a long list superficially.
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2.

Find out what they think first.

As you cover each topic, get their views first. This can be tougher than
it seems because as leaders, we are often conditioned to fix things
right away and give answers. Furthermore, we mistakenly think when
we do this that we're supporting the other person, however, more
often than not, we are actually making them dependent on us and
robbing them of a chance to learn.

While it's true that sometimes a person may not know the answer and
may need it from you (and in those cases, give the answer), it is more
common that team members are capable of figuring out a suitable
solution on their own and may simply need some guidance. By finding
out what they think first, you demonstrate your interest in their
opinions and learn what they can do. This approach is also beneficial
because it helps them to be more prepared and think things through
first instead of relying solely on you.
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3.

Ask impactful open-ended questions.

Finding out what they think first requires you to ask questions that get
them talking. To do that, use open-ended questions. These are
questions that provide an opportunity for the other person to
elaborate. Open-ended questions generate deeper insight and bring
forward more information.

Avoid questions that have ‘yes’ or 'no’ responses. Yes/no questions are
examples of closed questions and these are useful when trying to get
data or need a very specific answer. However, they are not useful
when trying to generate dialogue.

Compare these two questions and consider the different responses
they could elicit.

e What makes this solution a good option for you? (Open)
e |s this solution a good option for you? (Closed)

Asking impactful open-ended questions involves the other person,
builds accountability and commitment, and shows the other person you
are interested in what they think.
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4.

Listen with calm curiosity.

It won’t help your discussion if you ask questions and then don’t listen
to the answers!

Listening often becomes compromised when leaders hear views they
don’t agree with, are anxious to fix or are distracted. These are just a
few examples that can cause a leader to interrupt and take over.
Consider instead the impact of being calm and curious. You may not
agree with everything you hear and that’s ok. You don’t have to agree
to be able to move forward. By being calm and curious, you'll be able
to listen more effectively and be more equipped with an accurate
understanding of what your team member thinks and feels.

A helpful tip to listen better is to paraphrase what the other person is
saying in your own words. That gives them a chance to clarify anything
that needs to be corrected and signals to them that you are paying
attention.

When a person feels heard and understood, they also feel respected.
This creates a space where more collaboration can happen and in that
space, you're more likely to arrive at an outcome that works for you
both.
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5.

Be concise and direct when sharing your opinion.

Your team member wants to know what you think otherwise, why
would they bring up the topic? Now that you know what they think,
share your views.

Because you already know what they think, you know what you agree
with. Tell them. Clearly and succinctly pointing out where you are on
the same page builds energy and commitment. Plus, it emphasizes that
common ground exists even when you disagree.

When you disagree, clearly explain why you disagree and then find out
what they think about your opinion. This is where they also get the
benefit of considering your experience and knowledge. Perhaps after
hearing your perspective, they’ll change their minds, or perhaps they
won't. If they don’t, explore their views on this point further.
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6 Find out what they think should be done.

Whether you agree or disagree, at some point, you both must move
forward to decision and/or action. A common trap for leaders is to jump
in and take over, outlining everything that must be done. Instead,
pause and ask the other person what they think the next steps are first
before you say what you think the actions are. They are more likely to
feel committed to actions they’re involved in identifying then actions
that have been assigned to them. If you don’t agree with actions

they’ve identified, say so and explain why.
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7 Close with clarity.

Ensure that you are on the same page regarding decisions made or
actions to be taken. Summarize specific commitments on who is doing
what by when.

Closing with clarity helps set you both up for your next 1-1 as you can
discuss progress you’'ve made on the actions identified. Plus, it can
help you both walk away from the meeting feeling like it was time well
spent — the result we ultimately want!
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