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When | was first a manager, | decided that | would set aside
dedicated time each week for one-on-one meetings with the
people on my team. We were a small group, so there were many
opportunities to interact, but | felt it important to follow the
advice in the book someone suggested
(http://amzn.to/2Dl4kpa). People on the team were reluctant to
meet, and the early one-on-ones weren't all that interesting or
informative.
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But after a few weeks, something changed: | started to hear about people’s challenges and
concerns, and | was more able to help the team—and the people on it—be more effective. This
experience ingrained in me an understanding that one-on-ones are about one thing more than
anything else: building trust. That trust helped me to be a better manager.

The value of one-on-one time to managers and the importance of building trust often get lost,
especially when a team is faced with full schedules. In busy times, managers sometimes frame
one-on-one meetings almost exclusively in the context of a way to “support employees” and
check to see if the employee “needs to meet this week.” Supporting an employee jsa primary
goal of these meetings, but as a manager, | can’t support an employee unless | understand what
their goals, needs, and challenges are. Meeting with someone on a regular basis is one of the
best ways to develop this understanding.

Some might argue that other forms of communication can take the place of individual meetings.
Systems such as 15Five (https://www.15five.com/) and weekly email updates can be useful,
especially in environments that already have high trust. But in a low-trust environment, people
may be reluctant to share realissues in these channels. And the low-trust environments are the
ones that can most benefit from good management support.

While some managers seem naturally better than others at holding one-on-one meetings, there
are some simple things you can do to make them more productive. First, be clear in your words
and actions about the value that the meeting brings to you. Make the meeting a priority, and
don’t cancel or reschedule it capriciously. It may even be worth having a conversation early on
about the contract you will have with your employee about one-on-ones
(http://blog.berczuk.com/2018/01/a-contract-for-one-on-one-meetings.html). This agreement
could include items such as purpose, agenda and content, scheduling, and follow-up
expectations. Whatever you agree to, set expectations at the outset, and keep to them.

Managing people is hard work, and it requires good insight into what the team is doing. Trust
can help create a communication channel that lets the manager understand potential problems
in a timely fashion and can also improve morale, retention, and productivity. Maintaining a
consistent one-on-one meeting schedule, and remembering that the meetings are valuable to
you as well as thapeaples ©myeslolea e testdirsladan dewastbuldingthis trast:


https://www.techwell.com/users/steve-berczuk
https://www.techwell.com/users/steve-berczuk
http://amzn.to/2Dl4kpa
http://amzn.to/2Dl4kpa
https://www.15five.com/
https://www.15five.com/
http://blog.berczuk.com/2018/01/a-contract-for-one-on-one-meetings.html
http://blog.berczuk.com/2018/01/a-contract-for-one-on-one-meetings.html

Tags: people management (/keywords/people-management), teams (/keywords/teams)
, meetings (/other-keywords/meetings)

About the author

(/users/steve-berczuk)

’ Steve Berczuk

(https://www.techwell.com/users/steve-berczuk)

Steve Berczuk is a Principal Software Engineer with experience as a manager,
Scrum Master and technical lead in Boston, MA. The author of Software
Configuration Management Patterns: Effective Teamwork, Practical
Integration (http://www.stickyminds.com/s.asp?F=5541_BOOK_4),heis a
recognized expert in software configuration management and agile software
development. Steve is passionate about helping teams work effectively to
produce quality software. He has an M.S. in operations research from Stanford
University and an S.B. in Electrical Engineering from MIT, and is a Certified
ScrumMaster. Contact Steve at steve@berczuk.com
(mailto:steve@berczuk.com) or visit berczuk.com

(http://www.berczuk.com/) and follow his blog at blog.berczuk.com.
(http://blog.berczuk.com)

Conferences »
(/software-
conferences)

Communities »
(/software-
communities)

Associated Training
and Consulting »
(https://www.coveros.com/)

Advertise (/advertise-
with-techwell)

About Us (/about-us)

We use cookies to ensure you get the best experience on our website.


https://www.techwell.com/keywords/people-management
https://www.techwell.com/keywords/people-management
https://www.techwell.com/keywords/teams
https://www.techwell.com/keywords/teams
https://www.techwell.com/other-keywords/meetings
https://www.techwell.com/other-keywords/meetings
https://www.techwell.com/users/steve-berczuk
https://www.techwell.com/users/steve-berczuk
http://www.stickyminds.com/s.asp?F=S541_BOOK_4
http://www.stickyminds.com/s.asp?F=S541_BOOK_4
http://www.stickyminds.com/s.asp?F=S541_BOOK_4
http://www.stickyminds.com/s.asp?F=S541_BOOK_4
mailto:steve@berczuk.com
mailto:steve@berczuk.com
http://www.berczuk.com/
http://www.berczuk.com/
http://blog.berczuk.com/
http://blog.berczuk.com/
https://www.techwell.com/users/steve-berczuk
https://www.techwell.com/users/steve-berczuk
https://www.techwell.com/software-conferences
https://www.techwell.com/software-communities
https://www.coveros.com/
https://www.techwell.com/advertise-with-techwell
https://www.techwell.com/about-us

Join Mailing List (/join-
mailing-list)
Speak at a Conference
(/software-

conferences/be-a-
speaker)

FAQ (/faq)

Press & Media (/press-
and-media)

Contact Us (/contact-
us)

Terms of Use (/terms-of-use)

° S
x n I n (https://www.s

(//twitter.conf/TechWell) (//www.linkedin.com/compa
https://wwwgorgube.com/user/SQEVide

Privacy Policy (/privacy-policy) Site Map (/techwell-sitemap)
©2011-2026 TechWell Corp.
4000 Legato Road | Suite 1100 | Fairfax, VA | 22033

We use cookies to ensure you get the best experience on our website.


https://twitter.com/TechWell
https://www.youtube.com/user/SQEVideo
https://www.linkedin.com/company/techwell-corp
https://www.stickyminds.com/
https://www.techwell.com/terms-of-use
https://www.techwell.com/privacy-policy
https://www.techwell.com/techwell-sitemap
https://www.techwell.com/join-mailing-list
https://www.techwell.com/software-conferences/be-a-speaker
https://www.techwell.com/faq
https://www.techwell.com/press-and-media
https://www.techwell.com/contact-us

