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EFFECTIVE 1:1S & WHY
THEY ARE IMPORTANT

In fact, unstructured 1:1s with a lack of
focus and goals are one of the main reasons
why 1:1s have become a point of frustration
for some managers and employees. That
said, bad 1:1s can be transformed into great
1:1s by approaching them with intent,
transparency, and organization. For this
reason, it is important for you, as the
mentor, to make sure that your mentee is
getting the most value out of these meetings
so that both your time and efforts don't go
wasted.
 
So what makes an effective and useful 1:1? 
 
Both you and the mentee should leave each
1:1 feeling like:

You have helped your mentee get
through a challenge or problem
You've both learned something new
about each other
You and/or the mentee have nailed a
difficult conversation
You've both received upward and
constructive feedback
You've both brought up whatever is on
your their mind

 
 
 

One-on-ones (1:1) are regularly recurring

meetings that you will need to schedule with

your mentee using 7Geese. You'll get a

chance to review your mentee's answers to

the pre-meeting questionnaire so that you

can use them as the basis for the meeting

agenda and to use as a tool to promote trust

and candidness. You should be sending the

questionnaires out to your mentee at least

72 hours before the scheduled meeting and

they should have them answered at least 24

hours before the scheduled meeting.

 

Not another meeting! They're a big waste of

time, aren't they?

 

There are many studies showing that

meetings in the modern workplace has

become a general waste of time and leads to

overall staff frustration. Similar to office

meetings, 1:1s can be just as likely to be

subject to the dangers of being superficial

and inefficient. In the 2017 survey on 1:1

meetings conducted by SoapBox, they

revealed that there is a large discrepancy

between managers and employees on the

perceived effectiveness and quality of 1:1s. 
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BEST PRACTICES: 
THE DO'S & THE DON'TS

The next two pages are items that you should always reference to before and after your 1:1s

to make sure you're on the right track since you'll undoubtedly have lots to talk about during

your 1:1s which means you'll likely go off on a tangent too! So without further ado (see what I

did there?), here they are:

 

Provide
ongoing feedback and action items. This is an

outcome of active listening which ensures

that both praises and issues are recognized.

Build
rapport with your mentee. As with most good

relationships, you'll want to maintain a

harmonious connection with each other.

Catch
red flags before they become major

roadblocks. In other words, you'll want to

address issues and frustrations at first sight.

Develop
trust so that your mentee can tell you when

things aren't going well for them and give you

an opportunity to help without judgement.

Open Up
"If I want you to be vulnerable, I have to be

vulnerable first". Choose to tell your mentee

something that you don't have to.

Remember
that 1:1s are for your mentee to be heard, to

be candid, and to engage in a context that

allows for a different type of conversation

Understand
how your mentee wants to work. You'll want to

figure out your mentee's learning style,

recognition style and career goals.

The Do's of 1:1s
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The Don'ts of 1:1s
Gossip

and rant about things that are not

conducive to the mentorship. Not to mention,

this is a sure-fire way to damage trust.

Judge
your mentee's weaknesses or compare with

other individuals. This whole meeting is about

your mentee and nobody else.

Blind-Side
or surprise the mentee. Make sure you stick

to an agreed agenda so that you can both

have some time to think about the topics.

Avoid
difficult conversations, feedback, and

criticisms. In fact, these are exactly the

things you should be discussing in 1:1s.

Dominate
the conversation or talk too long as a mentor.

Remember that this is the mentee's time and

you don't want to waste their time

Re-Schedule
or worse, cancel the 1:1 as this shows that you

don't value and respect your mentee's time,

priorities, and career goals

Bring Up
or discuss workload updates, timeline, or

status updates on current work or projects as

there's other channels for that.
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BEST PRACTICES: 
PLAN. DO.CHECK.

5 things to keep in mind:
 
1. Know your role & your goals: 
This is your mentee’s time to steer the
conversation. Your role is to listen, be
honest, problem solve, and give constructive
feedback, when applicable. That said, you
will need to step in and bring back focus
when the mentee is dead set on making the
1:1 into status updates, or if the
conversation is going off track.
 
2. Try a 15/15/15 model to stay on time:
Try structuring 15 minutes for your mentee
to speak, 15 minutes for your items, and 15
minutes for the future, actions items, and
items for follow up. This is especially useful
if you're looking for more structure in the
meeting.
 
3. Keep your 1:1 scheduling consistent: 
Be careful of how often the meeting gets
moved or cancelled, because it implicitly
starts showing that you or the mentee is
going to be the last priority in the day. Even
if you run out of stuff to talk about,
preserving space for communication tends 
 
 
 

1:1s are inherently an iterative process that's

used for the continuous improvement of both

you and your mentee. Loosely based on the

Plan-Do-Check-Act cycle, we'll want to be

mindful of how we conduct our 1:1s to make

the most of them:

 

PLAN
Remember that your mentee is the one who

owns this meeting so they should ultimately

be the one who dictates the agenda. That

said, you should add items to the agenda or

have items ready to go if the conversation

lags. 

 

Think about which hat you'll be wearing

when you are going into this meeting (are you

going in as a manager, mentor, or coach? - see

Mentor's Responsibility p.9). This will

significantly affect your mindset during the

meeting, how you handle feedback, and the

action items that you end up with. Regardless

of what hat you put on, you should always be

working on your active listening skills (body

language, cues, engagement) and self-

awareness to make sure that you are creating

an environment for the mentee to be heard.
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DO
When it comes to running the meeting itself,
think of yourself as the facilitator who is
wearing the mentor and coach hat. This is
where your active listening and mirroring
skills should shine. 
 
Set the environment in a safe and private
area. Avoid eating food or having distracting
devices as it is crucial that we focus on
making the 1:1 as effective as possible. The
only device present should be for taking
shared notes during the meeting in 7Geese.
Spend a few minutes to go over the
completed questionnaire from the mentee
and use this opportunity to ask more
questions and delve deeper into their
thoughts and concerns.
 

Giving feedback
You should always be clear and concise
when giving your feedback during the
conversation and make sure to constantly
engage in active listening. Give your mentee
time to respond and react to your
comments.

Get the facts: Pull up any key metrics,
dates, or incidents related to your
feedback and conversation.

 
 

to be really fruitful. If the 1:1 has gotten

awkwardly silent near the end, you’re both

dancing around ending it, one of the two of

you will likely suddenly remember something

that you really wanted to talk about, but

because it wasn’t ‘purposeful,’ it didn’t get on

an agenda. These moments are important to

capture.

 

4. Volunteer your vulnerability: To get your

mentee to open up in 1:1s, you’ll need to test

the waters by volunteering a little bit about

yourself which are opportunities that are

pivotal to building trust. From there, you’ll

need to take the opportunity to mirror back

the vulnerability and go even further. You

can talk about health, kids, passion outside of

work. Asking questions, being curious and

taking a genuine interest are really important

for building that trust.

 

5. Don’t schedule 1:1 meetings back to back:

If you have more than 1 mentee, keep in mind

that each mentee needs very different things

from you. By spreading the 1:1s over the

course of the week, you’ll be able to take

more time to prepare before each one and

come into the meeting in the right mode for

that mentee.

 

The reason why so much is written about the

planning stage is because the better planned

the 1:1, the more rewarding the actual

meeting itself will be. It is most definitely

worth your while to refer back to this section

when you plan your first few 1:1s.
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previous 1:1. Acknowledgement of what
was spoken about and things that you’ve
agreed to follow up on is extremely
important. Take notes on what objectives
were discussed and the relating key results.
 
 
 

 

CHECK
Wrap up the meeting and take some time to
record your impressions and notes on the
meeting (How many items did the meeting
achieve from the list of effective 1:1
outcomes on p.3?)  You can always use the
"Private Notes" section in 7Geese if you
want to note something for your eyes only.
 
 You and your mentee should have discussed
developing objectives & key results (OKRs)
during your 1:1 and they should have taken
some notes on what they are. Their OKRs
can be of any time period (1, 3, 6, 12+
months). Based on the notes, your mentee
will create the OKRs in 7Geese. You'll have
oversight on this but the purpose is to check
and make sure that the mentee feels like
they are held accountable to themselves and
the goals they set.
 
Once you've finalized the 1:1 in 7Geese,
both you and your mentee will be able to
add follow up notes that you can both
check-on prior to the next scheduled 1:1.
 

See the situation from your mentee's

point of view: Step into their shoes and

look at the issue from their point of view.

Remove your emotions: Spend some time

with those feelings (anger, frustration,

disappointment etc.), and then push them

aside in favour of objectivity.

Think about possible solutions and

outcomes: What are you hoping to

achieve with this feedback?

Create an objective statement: Distill

what seems to be happening, how it’s

impacting the mentee and workplace, and

possible next steps.

 

Getting feedback
As a mentor, you need to set an example for

how to hear and respond to feedback so your

mentee can learn to do the same. Throughout

the conversation, you’ll want to mirror and

summarize the feedback that was given to

you and ask for confirmation. This is so that

they know that you're receptive and that

they're being heard. By consciously moving

out of conversation mode and into reflecting

mode, you’ll encourage the other person to

provide you further feedback that you didn’t

know about.

 

Take notes & share them
It's scary when you don't know what

someone is taking notes on you about, so

make sure you share them! Clearly document

key points, outcomes, and action items. You

want to make each 1:1 a continuation of the

    8
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MENTOR
RESPONSIBILITIES

personal and holistic approach to the
relationship and to your mentee's
development. This is the hat where your
emotional intelligence will be tested.
 
As a coach, you focus on performance
within your coachee's current role, which
can include the development of new skills or
performance issues. Often times, these are
fairly short-term activities and the solutions
can be delivered quickly without the need
for additional follow-up. This has to do with
helping your coachee plan their week or
reassign work tasks. When you find yourself
in the role of a coach, be very careful to not
end up making the conversation into one
about workflows and work timelines.
 
As a manager, your main concern is in
managing the operational workflows,
timelines, and overall quality output of your
team. You'll likely be the one assigning out
work, revisions, and tasks that your team will
work on during their day-to-day activities.
Your role is to hold them accountable to
their assigned work and to help them get
them done by addressing any immediate
issues.
 
 
 

 

 

 

While in the planning stage of your 1:1

meeting, you would have had to consider

what hat you're putting on when you go into

the meeting. It's important that you know

your role and what it entails so that your

mentee knows how to respond and react to

you. Your mentor hat should be your go-to

and only head-gear for these 1:1 meetings.

Although you can sometimes mix the mentor

and coach role together, it is highly unadvised

that you act as a manager in 1:1 meetings. In

fact, you should put that metaphorical

manager hat back in the closet until the 1:1 is

over. Don't even think about that hat.

 

As a mentor, you are committing to care

about your mentee and to shape their

character, values, self-awareness, growth

and overall well-being. You are their

champion and you work to make sure they

get the inputs and tools that they need to

succeed in the goals that you've established

together. You look at long-term goals

while  dealing with both their personal and

professional success. You'll often use a 
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1:1 STRUCTURE &
TEMPLATES

During the initial meeting, you should both
be talking about and establish the following: 

 What will happen if one of you is late? 
 What will happen if someone cancels?
 What will happen if someone is glued to
their phone or distracted?
 What will happen if someone talks about
work or project status updates?
 What are both your expectations for 1:1
meetings moving forward?
 How can you make 1:1 meetings most
valuable to your mentee?
 What are the expectations and eligibility
requirements of the files or projects used
for Just-In-Time (JIT) Feedbacks* - they
should be challenging but not incredibly
difficult or too easy

 
Feel free to make the consequences for
violating the rules and etiquette something
fun like having to buy the other person food
for the next few days or owe/donate some
amount of money. The idea is that there
should be real consequences to these
violations so that they are still taken
seriously.
 
 
 
 
 

1.
2.
3.

4.

5.

6.

7.

Overview
There should be 3 x 30 minutes or longer 1:1

meetings per quarter scheduled on a monthly

basis. If you and your mentee establish that

more frequent 1:1s are necessary, you can

choose to repeat the "progress check"

questionnaire template or design your own

template for this purpose. You'll need to send

out the questionnaire at least 72 hours

before the scheduled meeting. In turn, the

mentee will need to fill out the listed

questionnaires at least 24 hours before the

scheduled meeting so that you can use the

questionnaire as a basis for the agenda.

 

 

 

 

Your very first 1:1 meeting
The initial meeting should be used to manage

expectations and lay down the rules and

etiquette that you’re both willing to commit

to. A template is provided for mentees to do

some self reflection prior to the initial

meeting.

 

 
*Just-in-time feedback may not have been implemented in the

firm yet so you might not need to discuss this particular point 



> 72 hrs
before 1:1

> 24 hrs
before 1:1

Complete response &
notes to 1:1 

On the day of
1:1

Within 24 hrs
of 1:1
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1:1 STRUCTURE &
TEMPLATES

Make sure the 1:1 has
been scheduled

Attend 1:1, add
notes, wait for 1:1

finalization

Add follow up notes,
create OKRs

Schedule 1:1 & send
out questions

Review responses,
add notes if necessary

Attend 1:1, add notes,
finalize 1:1

Add follow up notes

Timeline MenteesMentors
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Q2 Structure (Dec - Feb)
Q2 Career Development Reflection

Q2 Progress Check-In

For CPA students: Check-in on

technical competencies and levels

Post-Roundtable 1:1

Next quarterly objectives planning

 For CPA Students: Check-in on

enabling competencies

 

 

1.

2.

3.

 

 

Q4 Structure (Mar- May)
Q4 Career Development Reflection

Q4 Progress Check-In

For CPA students: Check-in on

technical competencies and levels

Post-Roundtable 1:1

Next quarterly objectives planning

 For CPA Students: Check-in on

enabling competencies

 

 

1.

2.

3.

 

 

Q1 Structure (Sep - Nov)
If this is the very first 1:1 ever, use "Initial

Meeting". Otherwise, use "Yearly Career

and Performance Reflection"

 Establish overall goals for the next 12

months

Break the goals down into OKRs

Q1 Progress Check-In

For CPA students: Check-in on

technical competencies and levels

Post-Roundtable 1:1

Next quarterly objectives planning

For CPA Students: Check-in on the

enabling competencies

 

 

1.

2.

3.

 

 

Q3 Structure (Mar- May)
Q3 Organizational Culture Reflection

Q3 Progress Check-In

For CPA students: Check-in on

technical competencies and levels

Post-Roundtable 1:1

Next quarterly objectives planning

 For CPA Students: Check-in on

enabling competencies

 

 

1.

2.

3.

There are the recommended templates to use for when you send out the questionnaires to

your mentee. You can always add more questions as needed but you can also create your own

templates as well. Should you feel that the questions in the templates are inappropriate or

could use improvement, please contact your 7Geese administrator.


