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LEADERSHIP & MANAGEMENT
One to One Meeting Form
Leadership & Management  |  White Cube Consulting
	MANAGER
	[Name and Job Title]

	TEAM MEMBER
	[Name and Job Title]

	MEETING DATE
	[Date]

	MEETING TIME
	[Time]

	DURATION
	[e.g. 30 / 45 / 60 minutes]

	LOCATION / PLATFORM
	[Location / MS Teams / Phone]



Making the most of one-to-ones
The one-to-one is the single most important management conversation - more influential than team meetings, more valuable than annual appraisals. Done consistently and well, it is where trust is built, problems are caught early, development happens and performance is sustained.
This template is a guide, not a rigid script. Adapt it to the individual, the relationship and what is happening in their world at the time. The team member’s agenda should drive the conversation - not the manager’s.
The best one-to-ones are consistent, protected from cancellation, genuinely two-way, and follow up on what was agreed last time. If they become a status update or a task review, they have lost their purpose.
Before the Meeting
▪ Manager Preparation
☐  Protect this time in both diaries - do not cancel or reschedule without a genuine reason
☐  Review notes from the previous one-to-one - what was agreed, what actions are outstanding?
☐  Consider this individual’s recent context - any pressures, achievements, upcoming deadlines or concerns?
☐  Prepare 1-2 topics you want to discuss - but hold them lightly. Their agenda comes first.
☐  Think about the right balance for this conversation - support, challenge, listening or information sharing?
▪ Team Member Preparation

Share this section with your team member a day or two before the meeting to help them prepare and to signal that this conversation belongs to them as much as to you.

☐  What has gone well since we last spoke that you want to share?
☐  What is your biggest challenge or pressure right now?
☐  Is there anything I can help you with, remove from your path, or think through together?
☐  How are you feeling overall - about your work, your development and your energy levels?
☐  Is there anything you want to raise that you have not felt able to mention before?
▪ Part 1 - Check In
Every one-to-one should begin with a genuine check-in - not “are you okay?” (which invites “fine”), but a real question that creates space for an honest answer. Do not rush this. Five minutes here can transform the conversation that follows.
How are you - really? What’s going on for you right now?

Anything on your mind that we should cover today?

▪ Part 2 - Actions from Last Time
Review what was agreed at the previous meeting. This signals that the conversation matters and that commitments are taken seriously - by both parties.
	AGREED ACTION FROM LAST SESSION
	STATUS
	NOTES

	 
	☐ Complete
☐ In Progress
☐ Not Started
	

	 
	☐ Complete
☐ In Progress
☐ Not Started
	

	 
	☐ Complete
☐ In Progress
☐ Not Started
	


▪ Part 3 - Their Agenda
This is the most important part of the one-to-one. The team member’s topics come first. Listen more than you speak. Ask before advising. Resist the urge to jump to solutions - understand first.
What achievement are you most proud of since we last met?

What is going well?

What is challenging or getting in the way?

Is there anything you need from me - support, information, a decision, or removal of an obstacle?

How is your workload and energy - is it sustainable?

If you were in the Manager’s position, what is one thing you would change?"

Stay Interview Questions - use periodically, not every session

What keeps you motivated and engaged here?

Is there anything that might cause you to consider leaving?

These questions build retention intelligence. Used sensitively and consistently, they allow the manager to act before flight risk becomes a resignation.

▪ Part 4 - Development and Growth

Development should be a regular part of every one-to-one - not just an annual appraisal topic. Even a five-minute development conversation builds capability, signals that you are invested in the person, and separates great managers from adequate ones. 

You do not need to talk about development in every one-to-one. But if you are never talking about it, something is wrong - either the individual has stopped growing, or you have stopped noticing.

What are you learning or developing at the moment?

Is there anything you would like to stretch into or take on in the coming weeks?

How are you progressing against your development objectives?

Is there any feedback from recent work or interactions that it would be useful to explore together?

Career Aspirations - revisit every few months

Where would you like your career to be over the next 12-24 months?

What is one thing I could do to help you move in that direction?

Understanding career aspirations early means development conversations can be proactive rather than reactive - and it builds significant trust.

▪ Part 5 - Manager’s Topics
If you have specific topics to cover - updates, priorities, feedback, organisational news - cover them here, after the team member has had their say. Keep this section proportionate. If every one-to-one is dominated by the manager’s agenda, the format has drifted from its purpose.
Topics to cover:

Any specific feedback to give (use SBI-R - Situation, Behaviour, Impact, Reflection):



▪ Part 6 - Agreed Actions and Close
Agree specific, named, time-bound actions before you close. Avoid ending with a vague “let’s keep an eye on that” - every action should have a clear owner and deadline.
	ACTION
	OWNER
	BY WHEN

	 
	☐ Manager
☐ Team member
☐ Both
	 

	 
	☐ Manager
☐ Team member
☐ Both
	 

	 
	☐ Manager
☐ Team member
☐ Both
	 

	 
	☐ Manager
☐ Team member
☐ Both
	 



Date of next one-to-one: [Date]
Topics to carry forward: [Description]
On a scale of 1 - 5, how useful was this conversation?   [Team member rates - optional]
(1 = not useful, 5 = very useful)

▪ Manager Reflection - for your eyes only
What will I do differently as a manager before our next one-to-one?

Did I listen more than I spoke?

Did this conversation belong to them as much as to me?

What did I notice that I should follow up on?

For one-to-one coaching skills training, management development programmes or a conversation about developing your team - contact White Cube Consulting at hello@whitecubeconsulting.com or call 01224 531524.
White Cube Consulting Limited  |  HR, Training and Recruitment Consultancy
431 Union Street, The Capitol, Aberdeen, AB11 6DA  |  01224 531524  |  hello@whitecubeconsulting.com  |  www.whitecubeconsulting.com
image1.png




