
 

High Performance One-on-Ones 
One-on-one meetings provide personalized support, develop relationships, 
and ensure mutual accountability between two people. 

Two Key Questions 
Cisco studied engagement in over 15,000 teams and found that well-
designed one-on-ones based on just two questions reliably boosted 
employee engagement and team performance. 

1. What are your priorities this week? 
2. How can I help? 

Before your weekly meeting, ask team members to write the answers to these questions and send them 
to their team leader. Then, the team leaders can discuss these topics during the one-on-one. 

25 More Questions To Ask 
Many people feel like they can't bring up risky topics at work, and often this has nothing to do with a 
realistic fear of punishment. People who work in places where they say "no one ever gets fired" may 
never speak up simply because no one else does. More importantly, no one asks them to. 

If you are fortunate enough to have time dedicated to meeting one-on-one with your colleague, seize 
that opportunity. Try asking different questions at each meeting. The questions below make talking 
openly about your team's hopes, fears, insights, and "so crazy it just might work!" ideas the new normal. 

Questions Leaders Should Ask  

To learn what's working well so you and your team can do more of that: 
1. What do you feel best about in the work we're doing? 
2. How can we set each other up for success? 
3. When did you recently get an opportunity to learn and grow? How can we create more of those? 
4. Have you seen someone else doing something you felt worked really well? What was it? 

To learn how you can best support your team member: 
5. What should I know about you that would help me support you better? 
6. What are you doing here that you feel is most in line with your long-term goals? 
7. What are you doing here that you wish you could set aside so you can concentrate on your most 

important work? 
8. Is anything holding you back from doing the best work you can do right now? 
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To invite questions and feedback about working with you: 
9. If you were coaching me to have a greater positive impact, what would you tell me? 
10.What can I tell you about myself that might make it easier to understand me and work with me? 

To invite ideas for improvement: 
11.Is there any part of the company you wish you interacted with more? 
12.Have you seen something recently and thought to yourself 'I wish we'd done that'? 
13.Is there something outside your current role where you feel you could be contributing? 
14.What rules should we be breaking? 

Questions Team Members Should Ask 

To learn more about the leader's perspective on work: 
15.What was your career path? 
16.What would you love to be true in how this team works together? 

Questions Anyone Can Ask 
These are questions managers might typically ask, but this is one meeting team members should try to 
drive. Besides, just because one person has the job title, that doesn't mean they're naturally gifted 
leaders when it comes to this part of the job.  

Whether you're the manager or the team member, you can take the lead by asking these questions. 

About the work: 
17.What's become apparent since we last met? 
18.What vibrations (news, rumors, dynamics) are you picking up that you think I should know about? 
19.What's our biggest miss, and how do we resolve it? 
20.What do we need to do today to pull ahead of our competition? 
21.What do you feel is our biggest risk right now, and what's the plan if that happens? 

About your working relationship: 
22.Is there anything at all about which you are curious, wondering, anxious, or concerned about in 

regard to working with me? 
23.Are there other conversations we should be having? 

And because the teams doing the best work are full of people who trust each other, care for each other, 
and enjoy an above-average level of being treated like a human being at work: 

24.What's going on for you these days outside of work? 
25.How's life? 
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The Lucid Guide to One-on-Ones  
https://www.lucidmeetings.com/meeting-types/one-on-one-meetings 

Learn more about this kind of meeting and see alternative meeting templates.
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