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Foreword

Trustis the underpinning of a team’s overall health,
and as managers, it's our responsibility to fosterit.

Of course, eachteamis different; we and each of ourteammates have
unique needs, expectations, and contexts we bring to the table. This
means that the work to foster trust begins with taking a step back to
learn about each of our fellow teammates: their preferences, career
goals, and approaches to work.

Overthe last decade, I've had the honor of kicking off lots of new
reporting relationships with engineers and engineering managers at
companies like Etsy and Kickstarter. And through the course of that
work, I've learned that one-on-one meetings are one of the most
powerful tools managers have to develop trust. Inaone-on-one, we
can asklots of questions, share and receive feedback, and learn how
to best-support this teammate (and our team overall). But there’s still a
lot of mystery around how to implement and leverage these meetings.

The art of the one-on-one meetingis a great resource forboth new
managers implementing one-on-ones for the first time and
experienced leaders looking for a fresh perspective. It brings together
hard-earned wisdom, giving you actionable tips and advice for having
meaningful and effective meetings.

Once youread through the guide, be sure to check out the checklist at
the end. You'llbe on the path to having healthy, productive
one-on-ones!

LaraHogan
Author of Resilient Management
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CHAPTER1

The purpose of one-on-ones
and why great engineering
leaders have them

1.1- Whatis aone-on-one meeting?

How engineers on your team feel about you (their boss) directly
impacts theirview on theirroles, their day-to-day work, and your
company.

It’s a massive stereotype that engineers’ logical and practical nature
extend to theirworking relationships. The reality is that
everyone—including engineers—craves meaningful connections at
work and in their personal lives.

Thisis why one-on-ones are one of the most powerful yet
misunderstood tools forengineering leaders.

What is the definition of a one-on-one meeting?

Awise man once said that you don’t build a business; you build people
and then you build your business. Great engineering leaders know this
to be true. Productive teams begin with productive meetings—this
includes one-on-one meetings.

Atraditional one-on-one meetingis aregular check-in between two
peoplein an organization, typically a manager and an employee. This
meetingis a time foramanager and their direct report to exchange
feedback, review performance, checkinonimportant projects, and
above all else, build a healthy relationship.
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€66 Oneof the mainbenefits of one-on-one meetings
is to establish a connection between two people.

One-on-one meetings are great opportunities to build
motivation, coach, and help with career growth. Itisalso a
great way to establish an environment where both parties can
exchange insights and feedback.

Hazim Macky, Vice President of Engineering at Coinme

1.2 - The benefits of one-on-one
meetings for engineers

1. Boost employee productivity

One of the main benefits of one-on-one meetingsis that they
increase each employee’s productivity, morale, and quality of work.

Each engineer onyourteam will have varying experience with time
management and task prioritization. One-on-one meetings are an
opportunity to help your engineers hone a variety of hard and soft skills
so they can deliver effective results for the team.

One-on-ones boost employee productivity because they help you
and your engineers stay in sync. These meetings are a chance foryou
to mentoryour engineers so they feel motivated to performto the
best of their abilities!
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One-on-one meetings are really important
tome andldon’tjust want updates.

[want things of substance and | want to be able to have
a conversation about what’s going on. lusually have two
orthree things | focus onsoit could be adebate ora
discussion and if we don’t have anything to discuss I'll
g'ri_cé‘:;'n'-e‘:!":i';b fall back on conversation starters like your growth or the
Leader at Apple current disaster that I’'m battling. Basically, just high
(Supermanagers. bandwidth conversations that are strategic, not
episode #8) tactical.l can’timagine having a more important weekly
meeting with my team because these one-on-ones
allow us both to grow.

2. Foster positive work relationships
and engage employees

When you prioritize frequent check-ins with your direct reports, you
ensure each relationship you form with your engineersis built on a
foundation of open communication. One-on-one meetings are a
chance to have a positive impact on one another.

“ Try to make your employee feel like they are observed, heard,
and appreciatedin your one-on-one meetings. Ask
questions and find areas where they might be experiencing
some difficulties that you can help them with. Itis an
opportunity where you can have a positive impact on that
one employee and the team.

Hazim Macky, Vice President of Engineering at Coinme
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These meetings belongto your direct reports. When you and your
engineers take turnsinthe driver’s seat, you create trust and mutual
respect.

Youinterviewed your engineers for theirrespective roles at one time,
but that doesn’t mean you should stop trying to get to know them,
their habits, and their goals. Think of one-on-ones as achanceto
“‘interview” each other about matters that are important to you both!

Once they’'ve decided what’s important to them,
you can focus on questions. How do you operate
with feedback? What’s the team strategy? How
doyou like to articulate these things?

Cate Huston, Engineering Director of Mobile at DuckDuckGo

(Supermanagers, episode #30)

3. Help you discover and address issues proactively

Do you ever feel like you spend more time answering your teammates’
questions than getting deep work done?One-on-ones give you
undivided time to address your direct reports’ questions, without
cuttinginto the rest of your work day.

“ One of the biggest values of one-on-ones is discovering
where employees are struggling or stuck, and helping them
find a path forward. Not by telling them how you’d doit, but
by guiding them to come up with their own solution.

Jon Plax, Senior Director of Customer Centric Engineering at Salesforce
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One-on-ones give your engineers the chance to articulate their
concernsin ajudgment-free environment where they can be a part of
solutions. You can use this time to work closely with your direct report
to move past roadblocks.

4. Provide an ideal environment to exchange feedback

Managers often have a harder time giving feedback during
one-on-ones than they do working through challenges and
celebrating small wins. This is because feedback can feel awkward
whenyou’re not used to giving andreceivingit.

“ Try to find a balance in your constructive and positive
feedback that works for every individual in your team.
Sharing feedback and motivation must be done promptly.

Hazim Macky, Vice President of Engineering at Coinme

The hard truthis that if you want to develop a long-lasting healthy
relationship with your engineers, you'll have to bring positive and
negative feedback to these meetings. We’ll explore how to deliver
both types of feedback kindly and effectively in chapter 5.

1.3 - Why one-on-ones are agreat
management tool

Now that you know how one-on-ones can help your engineers thrive,
let’s take alook at how they can help you thrive as amanager.

Chapter 1—The purpose of one-on-ones 8
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1. You build trust with your engineers

Ateamisn’tjust a group of people who work together;it’s a group of
people who trust each other. Without trust, your team may feel
stressed orlike they can’t show up as themselves. Trust builds
psychological safety in the workplace.

When you schedule regular one-on-ones, you address important
matters as they arise. You will gain the respect of your team by making
it clearthat youwant to help each subordinate succeedin theirrole.
The more transparent you are, the more you willmove your people
forward and upward!

To me, [psychological safety] means that
people have the ability to speak up about their
needs. And they feel safe being able to do so.

They feel like theirboundaries are being respected. To

Danielle Leong, me, consent and safety are incredibly important

VP of Engineering because that means that people are able to contribute
(Supermanagers, fully to all of the ideas that are on the team, that means
episode #55)

that somebodyis able to say, ‘Hey, | have anidea’, and
somebody else could have an opposingidea. But both
ideas are heard, they’re respected. We may not go with
both of them, we may go with a different one. But
everybody feels like they’re able to contribute fully.

2. Youretain top talent

One day you're bragging about the talented new developeryou’re
supervising to the seniorleadership team. The next, yourjawis onthe
floor as that same developer tells you they’re leaving to go work fora
new company.

Chapter 1—The purpose of one-on-ones 9
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The truthis that you’ll never know when an employee is unhappy if you
never ask. During one-on-one meetings, you can ask questions like:
“Are you happy working here?” or “Are there any aspects of our
company'’s culture that you wish you could change?”

High performers are like every other employee: They require
encouragement and support to perform at theirbest. When you give
your engineers time to communicate their needs, they will repay you
with their loyalty.

3. You encourage a productive team

We’ve already touched on how one-on-ones can make your engineers
more productive. Now think about how your engineers’ productivity
can make yourlife as a manager easier.

| give the team opportunities to do well. | feel
better, and they [my employees] feel better.
And then things just sort of get better.

Camiille Fournier, Managing Director of Platform Engineering
at Two Sigma (Supermanagers, episode #24)

An efficient and motivated team with a growth mindset is every
engineering manager’s dream. You can promote productivity by using
one-on-ones to understand your engineers’ ideas, interests,
day-to-day challenges, concerns, beliefs, and more. If you
understand your team well, you ensure that your engineers can focus
ontheirwork first.
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4. You manage projects more effectively

Tasks move forward when everyone is keptin the loop. One-on-ones
aren’'t meant to be status updates, but that doesn’t mean you
shouldn’t ask about the status of important tasks during each
meeting. One-on-ones will help you bettermanage projects because
you’llbe granted access to all of atask’s moving pieces regularly. You
will then be able to manage and delegate outstanding tasks.

“ One-on-one meetings have positive outcomes when they
have the correct intention, preparation, and execution. When
they are conducted with the correct preparation and
intention, they become a great forum and enjoyable time for
both parties.

Hazim Macky, Vice President of Engineering at Coinme

5. You promote a feedback culture

Every good engineering manager wants to build a meaningful
relationship with their direct reports. Beyond increasing productivity,
sharing feedback during one-on-ones promotes a feedback culture
within the entire team.

Chapter 1—The purpose of one-on-ones 1
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The feedback environment that you have ona
team [is] crucially important. You need to have
people transparently talking about the experiences
that they’re having, sharing ideas, and telling you
whetheryou’re the boss or their peer or theirreport,
how your actions are impacting them and impacting
the team and impacting productivity.

Simon Stanlake, SVP Engineering at Procurify

(Supermanagers, episode #40)

Once the nerves subside and your engineers learn that feedbackis an

important part of a healthy workplace culture, they will also be more
comfortable sharing feedback with one anothertoo.

It’s a win-win for everyone.

Chapter 1—The purpose of one-on-ones
and why great engineering managers have them
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CHAPTER 2

Setting yourself up for
success during one-on-ones

2.0 - Engineering best practices
forone-on-ones

Now that you know why one-on-one meetings are important, let’s
discuss best practices forhaving them.

When scheduling one-on-ones with your team, there are steps you
can take to maximize meeting efficiency. Here are five ways you can
ensure every meetingis productive.

1. Schedule one-on-ones on arecurring basis

Did you know that employees who have regular one-on-ones with
theirmanagers are more engaged in theirwork? Recurring meetings
are key for continuity! Setting regular one-on-ones will ensure your
reports can come to each meeting ready to discussimportant
matters. One-on-ones are also an opportunity to strengthen
individual relationships with your subordinates, give and receive
feedback, and checkin on goals. We recommend scheduling your
meetings weekly or biweekly so you can keep up to date oneach
major project, milestone, and roadblock.

Chapter 2 — Setting yourself up for success during one-on-ones



“ You should have one-on-ones frequently
(forexample, once aweek) with a subordinate
who isinexperienced in a specific situation and less
frequently (perhaps once every few weeks) with an
experienced veteran.

Andy Grove, High Output Management

2. Avoid cancelling these meetings

Cancelled meetings occur for two reasons: conflict orcommitment.
When you cancel meetings, you indicate to your engineers that your
otherwork is more important and that you don’t see the value in
one-on-ones.

One-on-ones should be a top priority, not an optional meeting that
canbe postponed when other priorities arise. Establish the
importance of one-on-ones with your team of engineers and
communicate how meeting regularly will help each member of the
team succeed. Avoid scheduling one-on-one meetings on Mondays
and Fridays as these are the weekdays that employees are most likely
to be away. Remember thatit’s often more productive to keep a
meeting than to reschedule!

Chapter 2 — Setting yourself up for success during one-on-ones 14



“ An employee’s happiness at theirjobisinlarge part dictated
by theirrelationship with theirmanager. One-on-ones are the
best tool at your disposal for building and maintaining that
bond and trust with each member on your team.

Alexandra Sunderland,
Senior Engineering Manager at Fellow

3. Set aside at least 30 minutes for each meeting

A one-on-one meeting should give you and your directreports
enough uninterrupted time to discuss projects, review performance,
remove blockers, and more. We recommend scheduling each
one-on-one foratleast 30 minutes so you don’t have to rush through
eachitem onyourmeeting agenda. You should have enough time
during each meeting to make it through your agenda items and further
discuss any otherimportant topics that come up.
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My work is to provide [direct reports] with gentle
nudges and gentle guidance so that they can
perform their best work.

John Weigelt, National Technology Officer
at Microsoft Canada (Supermanagers, episode #31)

4. Have a prepared and collaborative agenda

Build great meeting habits through collaborative meeting agendas!
Share a meeting agenda with the other party atleast 24 hoursin
advance of each one-on-one meeting so you and your subordinate
have enough time to prepare your agenda items. Encourage your
engineers to add their own talking points. This way, you will both feel

ready to collaborate on notes, record actionitems and objectives, and
send meeting notes via email or Slack after you have the conversation.

Try one of Fellow’s ready-to-use one-on-one meeting agenda
templates to guide your one-on-one conversations.

Chapter 2 — Setting yourself up for success during one-on-ones
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5. Ask good questions

lusually ask more questions to understand the
situation better. And then start asking questions
about what the person wants out of the
conversation and the situation that you can help
figure out. Do they need coaching? Canyou coach
them throughit? Are they looking for more direct
intervention?

Sarah Milsten, Senior Director of Engineering at Mailchimp
(Supermanagers, episode #28)

Part of being a successful manageris asking the right questions. You
should spendjust as much time asking questions as your team does.
Whenyou ask great questions, the answers you receive should give
insightinto each employee’s professional goals and career path, help
you sort outissues, and provide you with meaningful feedback.

Forexample, you can use one-on-one meetings to ask your engineers
questions like:

e What professional opportunities are you most excited about
pursuing soon? How can | help you make your goals this quarter
areality?

e Howcanlhelpyou balance quality with speed when delivering
this next project?

e |noticedthere were errors presentin a piece of code from
project X. Is there anything | can do to help you improve your
coding efficiency moving forward?

Chapter 2 — Setting yourself up for success during one-on-ones 17
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One [one-on-one question] I regularly get
interesting questions orinteresting responses to
is ‘what are you optimizing for?’ | think this is
especially very relevant for the senior engineers,
staff engineers, and seniorleaders. It becomes
important to do that gut check and align, to see
the constraints and the trade-offs that each
(engineer)is facing.

Smruti Patel, Head of Engineering, Leap & Data
Platform at Stripe (Supermanagers, episode #58)

At the end of each one-on-one, be sure to ask the employee if they
have anything else to add.

You will be surprised by what impromptu questions your engineers ask
during this time!

2.1 - Why you should considerremote
one-on-ones

A high degree of trustis required between amanager and each of their
directreports. If youwork on aremote team, you likely don’t have
regular face-to-face conversations with each of your engineers.
Remote one-on-ones can help you build rapport with each person, at
atime and place thatis convenient for both parties.

Remote one-on-ones can also be beneficial if you manage hybrid
employees orin-person operations. Infact, in the book “Remote
Engineering Management”, Alexandra Sunderland argues that a
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remote setting may provide optimal conditions to build trusting work
relationships.

Let’s take alook at why you should consider remote one-on-ones for
your engineering team:

1. You and your direct reports can be casual

It’s okay if you one-on-ones are awkward—that doesn’t mean that the
setting should be. Having your direct reports sit in an unfamiliar office
or boardroom to discuss important matters may feel daunting to
some. In-person meetings can also seem overly formal. Aremote
setting may alleviate the pressure associated with one-on-one
meetings foryour engineers.

These meetings offer an opportunity to discuss challenges,
opportunities, and other difficult topics. The physical and emotional
comfort of your own space may allow you to navigate a challenging
conversation more casually.

‘ ‘ This is their time and | trust them to use it effectively.
Some days they want to talk career. Some days they want
to talk about current work. Some days they’re so busy and
engaged in current work tasks that they don’t want to
spend alot of time away from that work. Some days, they
want to connect onahuman level.

Kara McNair, Engineering Manager at Buffer

2. You have the freedom to choose alocation

Moderntools have allowed us the ability to connect from anywhere.
When you conduct remote one-on-ones, your engineers are free to
choose alocation thatis comfortable forthem to present their best
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selves. As amanager, you can do the same. Select a quiet spot that
makes you feel best prepared to actively listen and coach.

If your company has flexible work hours, let your employees know that
it’s okay to schedule meetings around other personal tasks that can’t

be rescheduled. Aim to prioritize each of your engineers’ physical and
emotional comfort and a productive meeting will follow.

3. It’s easy to take meeting notes

We’ve all watched during animportant meeting as one person took
frantic notes to be displayed on a screen that nobody could see.
When you conduct remote one-on-ones, everyone can collaborate on
notesinrealtime.

Try Eellow’s browser extension to bring your meeting notes and
agendasinto your favorite tools like Zoom, Microsoft Teams, and
Google Meet. Focus less on splitting your screen and shuffling tabs
and spend more time creating an official record of discussions and
actionitems during meetings.

4. You can focus on the conversation first

We’'re all familiar with office distractions. While there’s nothing wrong
with the occasional sound of a coffee maker running or office doors
slamming during the workday, these interruptions can take away from
in-person conversations. Remote meetings can help you and your
directreportslimit distractions and make it easier to have difficult
conversations. These meetings also create arelaxed environment to
give constructive feedback when necessary.

Now that we’ve covered our why and best practices, we’ll explore
one-on-one templates and questions you can use during your
one-on-ones to boost meeting productivity in the next chapter.

Chapter 2 — Setting yourself up for success during one-on-ones 20


https://fellow.app/integrations/

CHAPTER 3

Specially crafted templates
and questions that will boost
productivity

3.1-Four powerful templates
for effective one-on-one meetings
You may be wondering how to best structure one-on-one meetings

with the engineers on your team. Look no further! We’ve created four
meeting templates that you can use in many situations:

e Engineering Manager One-on-One Meeting Template

e First1-on-1with Developer Template

e 1-on-1Engineering Check-in Meeting Template

o Kim Scott’s One-on-One Meeting Template

Chapter 3 — Specially crafted templates
and questions that will boost productivity
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Engineering Manager
One-0On-0One Meeting Template

If you’re an engineering director who frequently has meetings with an
engineering manager, this template will be useful foryou.

Start your meeting off by discussing the team’s current output and by
addingrelevant talking points. Continue by discussing current
challengesinthe workplace alongside new opportunities to succeed,
reach team goals, and achieve your professional objectives. Share
feedback with the manager and ask for someinreturn so you cango
back to yourworkday motivated to improve. Attach any specific files
that you’'dlike to discuss with the engineering manager during the
meetingin the template. Attach any specific files that you'd like to
discuss with your engineering manager during the meetingin the
template.
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and questions that will boost productivity


https://fellow.app/auth/signup/?tid=confluence_2818867251&utm_source=ebook&utm_medium=ebook&utm_campaign=eng-1on-1-ebook&utm_content=eng-manager-1on-1-template
https://fellow.app/auth/signup/?tid=confluence_2818867251&utm_source=ebook&utm_medium=ebook&utm_campaign=eng-1on-1-ebook&utm_content=eng-manager-1on-1-template
https://fellow.app/auth/signup/?tid=confluence_2818867251&utm_source=ebook&utm_medium=ebook&utm_campaign=eng-1on-1-ebook&utm_content=eng-manager-1on-1-template

First 1-on-1with Developer Template

Unsure how to welcome a new software developer to yourteam? Get
to know your new engineering colleague and set clear expectations
for theirrole using this template.

Begin by asking your direct report for some onboarding feedback. It’s
important to learn about the new employee’s first week and ask if they
have any outstanding questions about yourteam’s training and
onboarding processes. Next, set expectations for future one-on-one
meetings. Carefully explain the cadence and purpose of these
meetings and don’t forget to stress the importance of using a
collaborative agenda to build great meeting habits.
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1-on-1Engineering Check-in
Meeting Template

If youwant to use one-on-one meetings with your engineers and
developers to collect their opinions on various aspects of the
business, check out this template.

The template includes suggested questions engineering managers
can ask the engineers on theirteamto gatherinsightinto team
objectives and company-wide goals. Forexample, if yourteamis
working on a new software upgrade, you can use this template to ask
your developers questions like: What are your thoughts on this
initiative? What features should we build in addition to what we’re
already working on? If you're looking for general feedback on your
team or business, you can use this template to track answers to
questions such as: What areas of the business should we be focusing
on? What structures make sense ordon’t make sense? Once you've
collected youremployee’s feedback, create alist of actionitemsin
the template that detail the next steps.
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Kim Scott’s One-on-One
Meeting Template

This template will help engineers supercharge their 1:1 meetings and
kick-start valuable conversations. It was curated by Kim Scott, author
of Just Work and Radical Candor.

Using this template, managers and theirreports can discuss progress
towards goals and any roadblocks they are facing. Forexample, you
can ask where you can be of help andunblock them.

This template prompts the participants to have animportant
discussion about their career action plan so both parties can
recognize the work that is being done in order to achieve any prior
goals that were set for growth.

Lastly, taking the time for yourreport to give you feedbackis crucial
forboth of you! Creating a space forthem to share theirthoughts,
offer feedback and build trust will do wonders for team morale.
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Rememberto be open about the feedback you receive and ask
questions to fully understand them. This is a great opportunity foryou
and yourreport to grow.

3.2 - 44 questions great engineering managers
ask theiremployees

Good managers ask good questions. If you find yourself at aloss for
words during your one-on-one meetings with your engineering
teammates, take alook at our list. Return to these questions any time
you need a dose of inspiration!

“ When the supervisor thinks the subordinate has said all he
wants to about a subject, he should ask another question.
He should try to keep the flow of thoughts coming by
prompting the subordinate with queries until both feel
satisfied that they have gotten to the bottom of a problem.

Andy Grove, High Output Management

1. Questions to get to know your employees

e What’s onyour mind today?
e What motivates youto come towork each day?

e What doyou enjoy most about engineering? What made you
want to gointo the profession and pursue it as a career choice?

e Haveyoudeveloped any new engineering skills recently? What
hard and soft skills would you like to develop in the coming
months?
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e What’s yourfavourite accomplishment from our development
teaminthelastyear?

e Whatwould make you excited to stay with ourteamin the years
tocome?

e Doyouhave anengineering mentor orsomeone inthe industry
whom you look up to? Is there something you learned from this
person thatyou’ll neverforget?

e Whatare your short- andlong-term career goals? Where do you
seeyourselfinthe next 3to 5years?

e What growth areas do you see foryourself in the next year?
e Who are yourengineering role models?
e What’s one skill that the best engineers have but most don’t?

e What are your personal and professional goals this year? How
canl, asyour manager, help you achieve them?

2. Questions to address roadblocks and concerns

e What, if anything, feels more difficult thanit should be in your
role?

e What are the biggest challenges you see for our development
teamin the coming months? How can we be proactivein
overcoming these roadblocks? How can | help?

e Canyou please explain the challenge to me from your
perspective? Why do you think this happened and how can we
move pastit?

e How canwe work togetherto address future challenges
together?

e How did you handle this situation? Knowing what you know now,
how could you have handled it differently?
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e Whatcanldoto supportyouinchanging this behavior?

e Who wouldyou turnto for help if you were unable to solve a
problem while | was away?

e Whatisyourtypical problem-solving process?

e Whatisleast cleartoyouinterms of ourteam strategies and
goals?

e |[fyouwere amanager, whatrole would you hire next for our
team?

3. Questions to get feedback

e Whatwouldyou do differently if Iwasn’t here and youwerein
charge?

e Whatdoyoulike about my management style? What do you
dislike?

e Where doyou think|should be focusing my attention at the
moment?

e Howdoyouprefertoreceive feedback?
e Wouldyou like toreceive more orless direction fromme?
e Amlgivingyouenough feedback onyourwork?

e What soft and technical skills do you believe | excel at most?
What canlwork on?

e Howcanlimprove as yourmanager?

e Howcanlbetteracknowledge the great work you do? How
would you like to receive positive feedbackin the future?

e Doyoufeelcomfortable giving feedback?

e Whatdoyouwishlunderstood betterabout your work?
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e What are some engineering best practices that our team
doesn’t currently do but should implement?

e What makes ourteam good? How canwe apply ourteam’s
strategies to the rest of the organization?

e Arethereresources|can provide that willhelp you better
succeedinyourrole?

e \Whatdoesourteamnotdosowell?How canlleadtheteamto
improve in this area?

4. Questions to checkin

e Canyoutake me throughyourprocess of completing this
coding project?

e Howdoyoufeelabout the work you've recently been assigned?
Do you currently feel challenged enough or overwhelmed by
anything?

e What day-to-day challengesrelated to systems or processes
do you encounterthat | could help improve?

e What’s one thing we could change about work foryou that
would improve your personal life?

e Whatdoyoudotoavoid burnout?

e Have there beentimesthat you've felt overwhelmed this
month? What can|doin the future to help you alleviate stress at
work?

e Isthere any aspect of yourrole that you don’tlike? How canwe
make it more enjoyable?

Now that we've covered templates and questions you can use to have
more meaningful conversations, let’s explore the secret skills that will
make your one-on-ones incredibly effective in chapter4.

Chapter 3 — Specially crafted templates 29
and questions that will boost productivity



CHAPTER 4

The secret skills that will
make your one-on-one
meetings 10x more effective

This chapterwill turn you into a Supermanager and make all your
meetings (notjust one-on-ones) 10 times more effective! We’ll cover
two topics:

1. How to masterthe art of active listening
2. How to write impactful actionitems and follow up onthem

Active listening is one of the mostimportant tools in your
communication toolbox. Action items allow you to easily track your
team’s progress. Together, they form the foundation for successful
meetings. Let’s explore both topics in-depth.

4.1 - The art of active listening

Active listening is essential for effective communication and when
participatingin engaging conversations. The skillinvolves
understanding the meaning and intent behind another person’s words.
The goal of active listeningis to acquire information and understand
situations to best reply during each conversation. Active listeners can
pay attention to the speaker, take time to reflect on what the other
participants are saying, and engage without interrupting. At work,
active listening can help us strengthenrelationships and recognize the
perspectives of others.
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“ [One-on-ones] are really to obtain information, to give
information, and then also to build connections. You get the
opportunity to listen to somebody and understand what the
problem might be.

Johan Van Heerden, Vice President of Engineering at Nintex

Active listeningisimportant for engineers because they deal with alot
of information. The profession requires employees to communicate
complexideas to create technical systems that solve real-world
problems. As a manager, active listening will save you time, help you
reduce workplace errors, and create a healthy environment during
one-on-ones and other meetings with engineering teammates.

There are four techniques you and your engineering teammates can
use to practice your active listening skills during virtual and in-person
meetings.

1. Use intentional body language

Show the other meeting participants that you're engaged with
non-verbal cues like head nods, appropriate facial expressions, and an
open posture. When you’re intentional with your body language, you
show the other meeting attendees that you're approachable,
attentive, and opento newideas. Avoid closed body language like
crossed arms, clasped hands, and a slumped posture.

While it’s more challenging to use non-verbal communicationin virtual
meetings thanin person, it can make all the difference. During remote
one-on-ones, relax and expand your shoulders to show you’re
confident and sit closer to the edge of your seat so you look engaged.
Avoid touching your face and try your best to maintain a good amount
of eye contact aswell.
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2. Avoid distractions

One component of active listeningis eliminating everyday distractions
from your workspace so you can give your fulland undivided attention
to each meeting. This may include muting notifications on your devices
and leaving your phone behind forin-person meetings. During remote
meetings, shut your door; silence texts, phone calls, and emails; block
distracting websites, and go full-screenif needed.

Did you know that you can avoid distractions and supercharge your
one-on-one meetings without leaving the tools you're already using?

3. Leave your ego at the door

The art of active listening requires leaving your ego behind. You can
spend your own one-on-one with your manager chatting about your
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work and personal life. If you want your team to feel valued, your
employees should be in the driver’s seat for the entire meeting.

Managers exist to support and mentor employees and guide
employee success. Listen withintent, paraphrase often, and clarify
uncertain points. The only times you should be chatting about yourself
are whenyou ask for feedback or are getting to know each other.

4. Follow up after each conversation

Show your engineering teammates that you care about what they had
to say throughout their one-on-one meetings by following up after
each conversation. Between one-on-ones with anemployee, send a
message on Slack or an email to checkin on how they’re doing. This is
especiallyimportantif you've recently given an employee
constructive feedback or assigned a project about which they may
have questions. Your one-on-ones should be long enough to clarify
expectations, butit’s always a goodideato see if anything comes up
when youremployees begin tackling their new to-dos.

4.2 - Writing impactful actionitems
and following up

What is a meeting actionitem?

An actionitemis a task or activity to be completed that you document
during a meeting. Following every meeting, the assigned person will
work through the item andreport back to the otherinvolved
employees. Action items are an essential management tool you can
use torememberimportant task details, easily track your own and
otheremployees’ progress, and hold everyone accountable.
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Why you should write down action items during
one-on-ones

o Torecallimportant task details: Have you ever felt discouraged
whenyou sat down to complete atask because you didn’t
remember the details from the initial assignment conversation?
Whetheryou have an excellent memory ornot, creating clear
actionitems will prevent confusion during and after each
meeting. You can get as granular as you need to. Actionitems
will keep everything organized so you can spend more time
managing and less time reexplaining your expectations.

e Totrackprogress: Actionitems help leaders manage ateam’s
workload. When tasks are clearly assigned and written out, you'll
be able to see your engineering team’s priorities and who has
the bandwidth to take on more work. You can also see how long
eachtask takes each employee to complete. Forexample, if
one engineeryou work with is particularly fast at fixing bugs in
code for otherteammates, you can make a note to delegate
these tasks to this person toimprove team efficiency!

e Tohold everyone accountable: There are often decisions made
inmeetings. Actionitems can help you capture each to-do
associated with your meeting decisions as you discuss them.
You can also classify tasks based on their progressin the
delivery timeline so everyone knows what has been completed.
As amanager, you can use actionitems to hold the engineers on
your team to the expectations you’ve outlined. Encourage your
directreports to use actionitems set during meetings to ensure
you’re also taking ownership of your tasks!
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S tips to create actionitemslike apro

e Useacollaborative meeting agenda: It’s easier to actively
listen whenyou can collaborate on actionitemsinreal time.
Keep the momentum going after your meetingis over! With
Fellow, you can assign, visualize, and prioritize all your meeting
to-dosinone place. You can also assign clear actionitems and
takeaways for every meeting to stay on top of it all.

e Jotdown the details: Base your note-taking structure onyour
meeting agenda. Use the agenda as your guide, and assign
actionitems along the way so you don’t have toremember what
you asked each engineer onyourteam to do aftereach meeting
has ended. Turn your notes into actionitems by thinking about
the key takeaways with each point you craft.

e Usethe 3W’s: Eachtime you delegate an actionitem, think
about who should be responsible, what exactly needs to be
done, and when the task must be completed.

The task owner should be clearly outlined in the actionitem
alongside the name of the project ownerthemselves. The what
should be a one- ortwo-line description of the task that begins
with averb. Forexample, instead of jotting down “application
code” onyourlist, be more specific and write “fixbugsin code
for Xapplication” in your meeting notes. The whenis a set
deadline. Consider other project dependenciesin each
employee’s workload when selecting dates for key
deliverables.
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What happens after the meeting?

“ There are weeks where there's so much to talk about that we
go overthe allotted time. I try to not schedule a meeting
immediately aftera one-on-onein case we need more time
orlwant to write down extra notes or actionitems.

Jiaqi Liu, Staff Engineering Manager at GitHub

Ateamthat communicates effectively is a productive one.

Afteraone-on-one meeting, active listening should continue in other
settings such as team meetings and project check-ins. You may be
inclined to engage in passive listening most of the time (as most
people are). Know that practicing your active listening skills at every
opportunity willimprove your ability to connect with others and
increase your capacity toretaininformation!

Next, we’ll spend chapter 5 exploring how you can have meaningful
career conversations and feedback conversations to bring out the
bestinyourteam.
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CHAPTER S

Bringing out the best in your
team: Career conversations
and feedback

5.1-The career conversation framework

If youwant to retain top engineering talent, you’llneed to have regular
conversations with your direct reports about their career growth.
Career conversations will help you learn what isimportant to each
member of your team so you can build a plan of action that benefits
everyone.

Russ Laraway, author of When They Win, You Win: Being a Great
Managerls Simpler Than You Think, developed a three-step career
conversation framework. He implemented his own framework during
his time as a Director at Google, which led to a 10-point bumpin
engagement scores across the organization.

Listen to our conversation with Russ here.

If you're trying to have meaningful career conversations with your
engineering teammates for the first time, following his model is a great
way to start. Let’s explore Laraway’s three-step model.

Step 1: The life story one-on-one

During the first career conversation with an employee, aimto
understand their past and plan for the future. Start any personal
development one-on-one with an open-ended conversation starter
like: “Starting with kindergarten, tellme about yourlife.” [t may seem
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strange, but this simple question will help you learn what has shaped
eachteammate’s goals and aspirations.

Forexample, learning that an engineering teammate has always been a
bookworm may tell you that they have a thirst forknowledge and a
genuine curiosity about the work. You can keep this in mind when
you’re assigning future work.

Step 2: Dreams and aspirations one-on-one

The second conversation with a direct report should focus on their
dreams. Start this conversation with the question: “What do you want
the pinnacle of your careerto look like?” This will be a challenging
question for anyone to answer, so be sure to give your engineering
teammate some time in advance to prepare. You can do so by sharing
ameeting agenda at least 24 hours in advance.

Spend the bulk of the meeting brainstorming ideal career pathways
with your direct report. Then, work together to develop alist of skills
the individual should develop to reach their objectives. This type of
one-on-one will motivate each direct report to work hard each day to
achieve great things!

Step 3: The 18-month career action plan one-on-one

The third type of one-on-one you should have with each engineering
teammate should expand on their future goals and past. The objective
of this meeting is to determine the directreport’s short-term goals
(within 6 months), medium-term goals (within the next year), and
long-term goals (within the next 18 months).

Onceyouunderstand each teammate’s career goals, you can follow
up with regular professional development conversations and
normalize them as part of yourteam’s culture.
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5.2 - How great engineering managers
give and get feedback

4 tips to receive more feedback from your team

e Acknowledge your weaknesses: No engineering manageris
perfect. Self-aware managers know that they have
shortcomings and can hold themselves accountable. During
meetings with your direct reports, be vulnerable and chat about
your weaknesses and ask for their advice on how you can
improve. If an engineer on your team has constructive feedback
to give you, ask them what steps they think you can take to
improve and how you can evaluate progress. Be open to what
they have to say and try not to become defensive.
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e Ask specific questions: Toreceive quality feedback, you'llhave
to ask quality questions. Instead of saying, “Do you have any
feedback forme?” ask specific questions about your
performance and behaviorrelated to recent work matters. For
example, if yourecently led yourteam in completing a major
project, ask yourteam members what they think you did well
and how you could’ve better managed certain situations.

Referback to chapter 4 forexamples of specific questions you
can ask toreceive meaningful feedback from your engineering
colleagues.

e Restate what you heard: Whetheryou’re receiving praise or
constructive criticism, take some time to restate to the person
giving the feedback what you heard them say. This checks on
yourunderstanding of the message so you know for sure what
lessons you need to take from the conversation.

e Reward feedback to receive more: You will only receive as
much feedback as you’re willing to give. The more intentional
feedback conversations you have, the more feedback you'll
receive from yourteam. Aim to give feedback during every
one-on-one meeting you have with adirect report.

“ The word feedback itself sometimes has that constructive
connotationtoit. Butit’s soimportant to tell someone they’re
awesome, how they could be even better, and help them
really grow.

Alexandra Sunderland, Senior Engineering Manager at Fellow
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7 steps to give feedback effectively

o Ask for permission: Whetherthe feedbackyougivetoa

teammate is constructive or positive, it should be on their terms.
Before you deliver a piece of feedback, ask the personifit’'sa

good time for them. You and your direct report should both be

ina good headspace before having any feedback conversation.

Additionally, always default to delivering feedback in person to

eliminate misunderstanding.

e Create psychological safety: Psychological safetyisthe belief

that one can speak without risk of punishment or harsh
repercussions. It's especially important to establish an

environment that feels safe during a one-on-one so you and

your directreport both feel in control of the conversation.

Humans are wired to search for negativity, so it can be daunting

to know when it could be coming your way. Encourage your

engineering teammates to view failure as an opportunity to
grow and move one step closer to their goals.

You want to create psychological safety and
have a growth mindset to ask if the individuals
will grow given your feedback and mentoring.

Smruti Patel, Head of Engineering, Leap & Data Platform at Stripe
(Supermanagers, episode #58)
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e Avoid delayingimportant feedback: Delayingimportant
feedbackis one of the greatest workplace sins. Thisis because
most feedback becomes staleif itisn’t delivered promptly. Get
in the habit of jotting down feedback points you’d like to
discuss with each direct report during one-on-ones. If the
feedbackis quick, there’s no harmin bringing it up privately in
the moment.

e Use the SBI Framework: You can use the
Situation-Behavior-lmpact (SBI) feedback framework to
delivertop-notch feedback on the spot. SBI stands for
situation, behavior, andimpact. The first step in your feedback
delivery should be to outline the situation you’re bringing up and
ensure that the contextis clear and specific. Next, you should
mention the behaviorthat you're addressing. Lastly, youneed to
highlight the impact of the person’s behavior onyou, the team,
and the company.

e Becurious: If youwantto getinside each directreport’s head,
engage your curiosity and ask questions during the
conversation that will help guide your feedback. As managers,
we assume we have something to do with each directreport’s
behavior. We don’t realize that their behavior often has to do
with forces outside our control. Start by moving away from
firmly held beliefs about youremployees and learn about
situations from their perspective. This way, you'll be able to
deliver feedback based onwhat you already knew to be true
and any new information you’ve gained from the conversation.

e Avoid personalizing: Keep your feedback specific to situations.
Avoid using blanket statements or giving feedback on an
individual’s personality. For example, if you noticed that one of
your direct reports hasn’t been delivering the results you've
hoped to seerecently, don’t callthemlazy. Instead, you can say
something like: “l always notice how reliable you are, but I've
noticed a change inyour performance lately. You've been
submitting projects past the set deadlines. | wanted to checkin
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to discuss any challenges you’re facing and understand how |
can best support you.” Use specific examples when possible
and avoid being judgemental.

e Focuson the future: Engineeringis a forward-thinking field, so
don’t concern yourself with every tiny mistake your colleagues
have made in the past when delivering feedback during
one-on-ones. If your direct report missed arecent deadline,
ask them how you can help them succeed in the future. During
your one-on-ones, never give too much attention to positive or
negative things that happenedin the past.

Being able to build relationships and foster
trust, and provide that ongoing feedback to
your peers and your leaders with radical
candour, and kindness is super crucial.

Smruti Patel, Head of Engineering, Leap & Data Platform at Stripe
(Supermanagers, episode #58)

Approaching feedback conversations can take a bit of practice, but
they’re worthit. Building a feedback culture within your team will
encourage a healthy communication flow and bring you closer to your
engineering colleagues.

In chapter 6, we’ll dive into everything you should avoid during your
one-on-one meetings!
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CHAPTER 6

The 10+ deadly sins to avoid
In one-on-one meetings

6.1 - It’s not working? Troubleshooting: The
most common obstacles with one-on-ones
and how you can overcome them

We spent the last few chapters learning why one-on-ones are
essential for high-performing teams and how you can ensure each
meeting with your directreportsis productive.

Here are some common obstacles you may face running one-on-one
meetings with your engineering teammates and some tips and tricks
you can use to overcome these challenges.

1: The meetings feel awkward or forced

We’ve all been there. You can tell from the moment you and your direct
report sitdown to meet that neither of you is excited about the
conversation. Maybe you just gave your colleague some constructive
feedback that wasn’t wellreceived. Or perhaps the employee is new
and you haven’t established a trusting relationship yet.

The truthis that sometimes, productive conversations can’t be forced.
If you notice from the beginning that a conversation feels forced or
lacks direction, figure out what communicationroadblocks are
hindering you from connecting. Forexample, if you're an extroverted
manager and your direct reportis anintrovert, ensure you give them
enoughtimetoreflectandreply.
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“ Awkward silence is the best. That's when the real discussions
come out. Because it's the pause that's awkward enough
thatif you don't say anything, they'll come up with something
to say, andit willbe very deep and generate alot of
conversation.

Alexandra Sunderland, Senior Engineering Manager at Fellow

2: The meetings turninto venting or gossip sessions

Doyouhave adirectreport who likes to use precious time during
one-on-ones to vent about personal difficulties or otherteammates?
While it’s fine (and can be healthy) to express frustration occasionally,
turning every meeting into a gossip session willdo more harm than
good. If you notice that a direct report spends more time during
one-on-ones focusing on the negative than on their professional
growth or progress at work, it’s time to put your coaching hat on.

Never fuel the gossip machine. Mentor your engineering teammates
on how to address conflict calmly and reasonably. Offer them
constructive feedback and suggest feedback they can provide to the
otherindividualsinvolved. Don’t forget to follow up a few days later to
see how things are going, too.

3: You’re overwhelmed and dealing with meeting fatigue

If you can’t give your full attention to an employee because you're
overwhelmed, try cutting back on the number of meetings you
schedule in a day. Focus on quality over quantity. For example, if you
have 10 direct reports and want to meet with each colleague once per
week, try scheduling two one-on-ones per day at a time whenyou
know your energy levels will be the highest.
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One-on-ones don’t have to be overwhelming. Use Fellow to track your
actionitems and talking points and to collaborate in a shared meeting
agenda. Spend less time searching formeeting documents and more
time running effective one-on-ones!

4: Youdon’t know all the answers

No engineering manager has all the answers. Your team should know
that you’re humantoo, so don’t try too hard to have the perfect answer
to every question. Sometimes the most beneficial thing you can do for
adirectreportis to pointthemin the direction of expertise and
support them by guiding them toward resources. The next time an
employee brings a challenge your way, work with them to find new
solutions. If the subject matteris out of your wheelhouse entirely,
connect them with someone better suited to help.

The next time you mess up and fess up, you will
have more trust and credibility with your team. |
encourage leaders to start now because for me,
once | started acknowledging that I[don't need to
be the smartest personintheroom, | needtobe
the person that's gonna cultivate a great
environment, bring the right people together, and
fillthe gaps. | don't need to have all the answers.

Heidi Hauver, VP People Experience at ShinyDocs,
(Supermanagers, episode #95)
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5: You’ll have some difficult conversations

One-on-ones will bring about some of your most rewarding
conversations, and occasionally, some of your most difficult ones.
Whetheryou need to deliver some critical feedback or discuss a
challenging situation at work, you should try your best to remain calm
and manage your emotions throughout the meeting.

Before you have any hard conversation, take some time to think about
what you plan to say and practice your words. During the
conversations, use “| feel” statementsinstead of “you are” statements.
Remember, most situations in the workplace are not black and white.
Forthisreason, avoid using absolutes like “You NEVER do this...” or
“You ALWAYS...”.

6.2 - Amldoingitwrong? Top 10 mistakes
engineering managers make during their
one-on-one meetings

1: Not collaborating on an agenda

No agenda, no attenda. Before each one-on-one meeting, share a
collaborative meeting agenda that outlines alist of talking points,
actionitems, and activities you want to discuss during the meeting.
Your directreport should have access so they can view the agenda
and include their points. Aim to have the meeting agenda outline
completed atleast 24 hours before the meeting begins so both
parties have enough time to take alook at and reflect on each topic.

2: Doing most of the talking

One-on-ones are atime for each of your engineering teammates to
shine. While you're likely the one who will guide the conversation, let
your direct report do most of the talking. Aim to do 10% of the talking
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and 90% of the listening. Try moving your employee’s talking points to
the top of the agenda so they can kick-start each conversation.

Remember to also avoid speaking over the other person or moving to
anew topicif they get quiet at any point during the conversation.

3: Not being clear on the ‘why’

Every meeting should serve a clear purpose. One of the biggest
mistakes that engineering managers make is scheduling meetings
without putting enough thoughtinto what must be discussed.

Without a plan of action, a one-on-one meeting may quickly turninto
unproductive social time. If you can’t find enough topics to discuss,
you’re either hosting your one-on-ones too frequently oryou aren’t
spending enough time beforehand collaborating on the meeting
agenda.

4: Not asking each employee about their well-being

One-on-ones are atime to chat about work matters, but they’re also a
chance to get to know one another and see how youremployees are
really doing. While you shouldn’t ask anything too personal, you should
checkin, ask how things are going, and give them a chance to provide
personal and professional updates!

We chat about you for the first 10 to 15 minutes.
We chat about yourlife, what’s been going on, I'll
share something that I've been doing, too. It's not
just one directional, it’s bidirectional, we both
chat about ourlives. And only then we dive into
the agenda, and we talk about the things that
have been coming up.

Marcus Wermuth, Engineering and Product Manager
at Buffer (Supermanagers, episode #27)
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5: Making one-on-ones a status update

We can’t stress this enough: One-on-ones are not meant to be status
updates. Status updates are better suited for mediums like email,
standups, Slack, and project management tools.

If you spend every one-on-one delivering status updates, you’ll miss
outonall of the incredible things you could be covering. Topics like
professional development, career goals, workplace and team
challenges, helpful feedback, suggestions, and new ideas should be
at the forefront of every one-on-one conversation. Encourage your
directreports to send you their status updates the day before a
meeting so they don’t rob you of valuable time during the
one-on-one.

€6 Theseconversationsare so criticalto someone's
career, and they aren't going to happen unless you
have arecurring chat set up and specify their
dedicated time to go overit.

Alexandra Sunderland, Senior Engineering Manager at Fellow

6: Allowing distractions during meetings

During one-on-ones, the engineeryou’re meeting with is the priority.
You shouldn’t be spending this time replying to other colleagues,
tending to the needs of your other direct reports, or thinking about the
code review you have to finish later. To avoid getting distracted, try
muting your notifications for the duration of the meeting. If you're
having your meetingin person, put a “meetingin progress” sign on
your office door so others know not to interrupt unless a matteris
urgent.
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7: Not following up after each one-on-one

What's the point of hosting meetings to discuss career development,
goals, andideas if you never follow up after the fact? In chapter 4, we
looked at how meeting actionitems canbe used to track progress and
hold everyone accountable.

Show your direct reports that you care by checkingin a few days after
each one-on-one meeting and asking if they have any follow-up
questions foryou.

8: Rushing or regularly canceling

Rushing through the talking points outlined in the meeting agenda or
canceling the meeting altogether only tells employees that you think
your own time is more valuable than theirs. If you need to cancel a
one-on-one or have less time than you originally thought, aim to give
the direct report advanced notice and let them know that you're
looking forward to promptly rescheduling.

Remember that all great employee-manager relationships are formed
on a foundation of mutual respect, open communication, and trust!
You owe it to your employees (and yourself) to give each direct report
enough time to work through important matters with you.

9: Not checking time zones

Remote work has made it possible to hire talent globally borders, but it
has also made it tricky to schedule meetings for teams that work in
different time zones. If you have engineering teammates in other time
zones, ask whenitis most convenient forthem to meet.

Forexample, the late morning hours you favor for meetings may not be
ideal foryour direct reportif they are six hours ahead of you and want
to be wrapping up theirwork day.
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10: Always hosting one-on-ones in-person

In-person meetings can feel formal. If you’re used to hosting every
meetingin the office, opt forremote meetings when possible. Remote
meetings make it easy to share documents and stick to outlined
agenda and time limits.

Playing around with the meeting format encourages flexibility and
innovation, and may just be what you need to make better decisions.
Try using ameeting agenda template rightin Fellow for a seamless
conversation!

Keep reading to discover new engineering resources to help
complete your manager toolkitin chapter?.
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CHAPTER 7

Why engineering leaders are
more productive with Fellow

Now that you know how to runthe best one-on-one meetings with
your team, it’s time to take it to the next level by leveraging meeting
software! It’s no surprise that capturing importantinformationis a
necessary part of an engineering leader's job. Fellow is not just another
toolto add to yourtoolkit. Here’s why engineering leaders have better
meeting habits with Fellow than ever before:

e Neverforget what's been discussed

e Foster a culture accountability

e Runproductive meetings seamlessly

e Give purpose to every meeting

e Build abest-in-class engineering team
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Never forget what’s been discussed

When you have multiple one-on-one’s, it can be difficult to remember

everything that has been discussed with every individual. In Fellow,
recurring meeting notes will be linked in a running stream.

e FEasilylookback onprevious meeting notes
e Searchforaspecific talking point

e Build trust by remembering the details

“ I have to ask many questions. And in the past, | had little sticky
notes and every time | would think of a question to ask
someone on my team, | would write it down on a sticky note.
And then when | eventually met with them, | had to go and look
for the sticky notes, or the colours that | assigned to them.

Johan Van Heerden, VP of Engineering at Nintex
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Foster a culture accountability

Unstructured one-on-ones resultin wasted valuable time. Foster
accountability at the beginning, middle and end of every meeting with
actionitems and collaborative agendas.

e Assign, visualize and prioritize actionitems
e Collaborate simultaneously on the meeting agenda

e Meetings endwith a clearidea of what to do next
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Run productive meetings seamlessly

Meeting productivity doesn't have to be a chore. Fellow helps you
automate important parts of your meeting workflow so you can have
an ease of mind. Not to mention, Fellow integrates with all the tools
like you already love!

e Carryforwardincomplete actionitems
e Sendapre-meetingreminderto contribute to the agenda

e Seamlessly automate with tools like Jira, Github and more!

“ Embedding Vidyard videos in the Fellow note helpsus to
share updates ahead of time and use meetings to
collaborate and discuss. This way, we’re using our time more
effectively in meetings.

Tyler Vincent, Director of Engineering at Vidyard
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Give purpose to every meeting

It can be challenging to know what to talk about in your 1-on-1
meetings. Luckily, Fellow has prebuilt 1-on-1meeting agenda
templates foryou to choose from to help guide the conversation.

e Fellow has hundreds of ready to use meeting templates

e Create yourown meeting templates and automatically apply
them to every meeting

e View pastmeetingnotesrightinFellow

“ | setup atemplate for one-on-ones, and my teammates have
to fillinthe blanks in the template. And then we get to talk. So
it organizes the way we talk by what will be important or not.
And it forces everyone, them and me, to take time and think
about what we should discuss.

Etienne Talbot, Engineering Manager at Poka
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Build a best-in-class engineering team

Research shows that employees who receive consistent feedback
feelmore fulfilled in their jobs. Sharing real-time feedback on
decisions, meetings, projects, and performance will create a healthy
and strong engineering team that's empower to ship betterand faster.
With Fellow, you can give and get feedback as work happens.

e Normalize feedback by addingit to your1-on-1meeting
agendas

e FEasily track yourdirect report progress overtime

e Stayontop of yourteams career goals and aspirations

“ It just takes aleader at the company to say, we’re going
to use Fellow, be prepared for meetings by adding to
the agendain Fellow - and magically, things will be more
efficient.

Nicola Paganelli, Chief Product Officer at Jimdo
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“ Fellow provides helpful meeting insights that decrease the
number of touchpoints across many verticals, reducing my
overall time spentin meetings by 50%.

Johan Van Heerden, VP of Engineering at Nintex

Run efficient meetings, come to a decision,
and get back to work.

Try Fellow for Free
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CHAPTER 8

Completing your engineering
manager tool kit

8.1- One-on-oneresources quoted
in this guide

Continuous learning isimportant for allmanagers, but especially for
engineering managers of fast-paced, high-performing, results-driven
teams. Throughout your career, there will always be opportunities to
improve your leadership skills and help your engineering colleagues
grow.

If you’re looking for any of the management resources we quotedin
this guide or otherinspiration to help make the most of your
one-on-ones, we recommend checking out the following books,
podcast episodes, and articles.

e Books

e Podcast episodes

e Articles
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Books

Remote Engineering Management
by Alexandra Sunderland

This guide explores what makes for great remote
leadership. It also provides practical and insightful advice
about how to approach engineering management froman
empathetic and people-first perspective. Whetheryou're
interested in how to be a great engineering manager, team
lead, ordirector, or are simply an aspiring leader, Fellow’s
Senior Engineering Manager has you covered in her debut
book!

High Output Management
by Andrew Grove

In this book, the late businessman, former chairman, and
CEO of Intel Corporation shares his perspective on how to
build and run a company. Packed with tips and techniques
for creating highly productive teams, this bestseller will
help you motivate your engineering teammates (and
non-engineering colleagues) to reach new heights.

When They Win, You Win: Being a Great Manager
Is Simpler Than You Think
by Russ Laraway

Laraway’s book offers a simple and complete leadership
standard that allmanagers can use to develop incredible
levels of employee engagement. As the Chief People
Officer of Goodwater Capital, Laraway and his approach to
management can help you cultivate a happy, productive,
and motivated team!
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Podcasts

TECC 259: The Lost Art of Effective
One-On-One Meetings
by The Engineering Career Coach Podcast

In this episode, Hazim Macky, VP of engineering at
Coinme, explains how one-on-one meetings can help
engineering leaders build great relationships with the
engineers on theirteam.

Check Your Blindspots: Why Leadership Requires
Self-Awareness and Maturity

(Supermanagers)

In episode 24 of our Supermanagers podcast, Camille
Fournier, Managing Director of Platform Engineering at
Two Sigma, discusses the art of managing technical
teams and why leaders should continuously strive to
improve their skill sets. This episode is ideal for any
engineering leaderlooking to improve self-awareness or
learn about how structure and repetition can benefit a
team.

Introspection and Adjustments: Achieving the
Impossible by Maximizing Learning
(Supermanagers)

In this Supermanagers episode, Simon Stanlake, SVP of
Engineering at Procurify, explores the importance of
fulfillment and trust within a team. He also takes listeners
through his own engineering leadership journey and the
lessons he’s learned throughout his career.
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Diagnose the Question: Why Listening Is More Important
Than Giving Advice
(Supermanagers)

You know by now that active listening is one of the most
crucial skills an engineering leader must have. In this
episode of our Supermanagers podcast, Sarah Milstein,
Senior Director of Engineering at Mailchimp reflects on
the “bad boss behaviour” she has witnessed throughout
her career and shares how behaviour affects output.
Listen onif you want to learn more about the act of
listening inleadership.

Applying a Systems Thinking Lens to Management
(Supermanagers)

SmrutiPatelis the Head of Engineering of Leap and Data
Platform at Stripe. In this Supermanagers episode, Patel
discusses how engineering managers can build trust
through clarity and vulnerability. She also shares three key
factors thatinfluence productivity and canimprove your
team’s overall performance.

The Art of Leadership: 1-on-1s, Staff Meetings, and
Manager READMEs
(Supermanagers)

Michael Lopp (Rands)is the author of Managing Humans,
Being Geek, and The Art of Leadership and his blog, Rands
in Response. In this episode, Rands talks about the power
of scheduling regular one-on-one meetings and asking
clarifying questions to identify unengaged employees.
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The Asynchronous Approach: Remote Management Tips
from a Digital Nomad
(Supermanagers)

Cate Hudsonis the Engineering Director of Mobile at
DuckDuckGo. During this episode of Supermanagers,
Cate shares the lessons and best practices she has
learned as aremote manager at companies like
DuckDuckGo, Automattic, and Google.

Ask vs. Guess Culture: Encouraging Disagreement and
Praising Courage
(Supermanagers)

With herimpressive leadership career, Danielle Leong
shares how we canimprove our emotionalintelligence
through cross-pollinating ourteams on the
Supermanagers podcast. Danielle was the former
Director of Engineering at Github and is now a VP of
Engineering at a startup.

Saying Yes to Innovation: Lessons on Storytelling,

Optimism, and Change
(Supermanagers)

John Weigelt explains why the largest goal of
management should be to get the best out of people, and
reminds us that gentle nudges and words of feedback
have a lot of powerin helping ourteammates do their best
work. Tunein to this episode to learn from John, the
National Technology Officer at Microsoft Canada.
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The Big 3 of Leadership: How to Develop Engaged
Employees and Better Business Results
(Supermanagers)

If youwant to retain top engineering talent, you’llneed to
have regular conversations with your direct reports about
their career growth. Russ Laraway developed a
three-step career conversation framework. He
implemented his own framework during histime as a
Directorat Google, whichled to a10-point bump in
engagement scores across the organization.

When You Mess Up, Fess Up: Why Self-Awareness s a
Leadership Superpower
(Supermanagers)

HeidiHauver, Vice President, People Experience at
ShinyDocs, reminds us that you don’t need to be the
smartest personin the room. In this episode of
Supermanagers, Heidi shares why self-awarenessis a
leadership superpower and the best ways leaders should
be giving and getting feedback.

Teams Across Timezones: How to Be an Effective
Remote Manager
(Supermanagers)

In thisinterview, Marcus Wermuth talks about hiring a team
thatis distributed around the world and how he makes it
work. Marcusis an Engineering and Product Manager at
Buffer.

Chapter 8 - Completing your engineering manager tool kit 64


https://fellow.app/supermanagers/russ-laraway-author-the-big-3-of-leadership-how-to-develop-engaged-employees-and-better-business-results/
https://fellow.app/supermanagers/russ-laraway-author-the-big-3-of-leadership-how-to-develop-engaged-employees-and-better-business-results/
https://fellow.app/supermanagers/heidi-hauver-shinydocs-when-you-mess-up-fess-up-why-self-awareness-is-a-leadership-superpower/
https://fellow.app/supermanagers/heidi-hauver-shinydocs-when-you-mess-up-fess-up-why-self-awareness-is-a-leadership-superpower/
https://fellow.app/supermanagers/marcus-wermuth-buffer-teams-across-timezones-how-to-be-an-effective-remote-manager/
https://fellow.app/supermanagers/marcus-wermuth-buffer-teams-across-timezones-how-to-be-an-effective-remote-manager/

Articles

Learn the Value of One-on-One Meetings
by Trailhead

In this short educational unit, you’ll learn how to explain the business
value of one-on-one meetings to colleagues and understand the
benefits of running effective meetings.

How to Practice Active Listening at Work:
8 Key Techniques to Become a Better Leader
by Fellow

Check out our blog post on active listening techniques if you want to
build trust, stronger relationships, and effective communication
practices that will help you drive your team and career forward.

Hosting Effective Engineering One-On-Ones
[+ Free Template]
by Fellow

If you're looking for furtherinformation on how to have effective
feedback conversations, help your teammates overcome blockers,
and build rapport with your engineering teammates, this blog post
may be foryou.

12 Principles of Engineering Management
by Fellow

New engineering managers will benefit from taking a read through
this blog post that outlines how to do everything from creating a
psychologically safe environment to helping your team solve
problems without giving them the answers.

Chapter 8 - Completing your engineering manager tool kit

65


https://trailhead.salesforce.com/content/learn/modules/one-on-one-meetings/learn-the-value-of-one-on-one-meetings
https://fellow.app/blog/productivity/how-to-practice-active-listening-at-work-key-techniques-to-become-a-better-leader/
https://fellow.app/blog/productivity/how-to-practice-active-listening-at-work-key-techniques-to-become-a-better-leader/
https://fellow.app/blog/meetings/engineering-hosting-effective-engineering-one-on-ones-free-template/
https://fellow.app/blog/meetings/engineering-hosting-effective-engineering-one-on-ones-free-template/
https://fellow.app/blog/engineering/principles-of-engineering-management/

1-on-1Engineering Meeting Tools & Best Practices
by Fellow

Engineering leaders know how different operations, processes, and
meeting types are for engineers versus employeesin other
departments. Check out this blog post if you're aiming to establish a
great routine foryour engineering or are looking for tools to support
your meeting processes.

How to Build a Strong Engineering Culture
by Fellow

If you can establish a strong culture among your engineering team,
your direct reports will feel more motivated to learn, develop new
skills, and take on new challenges. Read this blog postif you're
looking to align team and company goals with your engineering
team’s goals!

The Situation-Behavior-Impact™ Feedback Tool
by MindTools

Learn how to structure your feedback so that is specific and effective
moving forward.
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8.2 The ultimate one-on-one actionitemlist

Hereis a step-by-step list of actionitems you can use to start
implementing one-on-ones into your engineering team’s workflow:

D Openyour calendar and schedule recurring one-on-one
meetings with each of your engineering direct reports.

E] Send an email or message to your team letting them know that
you willbe hosting regular one-on-ones. Explain the specific
benefits that the team will get out of these meetings.

E] Ask each engineering teammate what time and place works best
fortheir first one-on-one so they feelinvolved from the
beginning. Remember, one-on-ones can take placein person,
remotely, over coffee ora meal, oreven during a nice walk near
the office.

E] Create a collaborative agenda with talking points for each
one-on-one meeting and share it with each directreport at least
24 hoursinadvance. Use one of Fellow’s meeting agenda
templates to get started!

D Determine at least three open-ended questions you want to ask
eachdirect report during your first one-on-one meetings. Refer
to ourlist of questions from chapter 3 forinspiration.

D Maintain a shared document that includes notes, key takeaways,
and actionitems with each of your engineering teammates for
one-on-one meetings.

D Assign clear actionitems during each one-on-one. Each action
item should start with a verb, be specific, and have a clear
deadline attached toit
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E] During the first one-on-ones you have with your engineering
colleagues, practice our four active listening techniques from
chapter4: using intentional body language, avoiding
distractions, and leaving your ego at the door.

E] Afteryour first one-on-ones, follow up with each direct report to
see how they’re doing as they beginimplementing feedback or
tackling new to dos.

E] Practice delivering both constructive and positive feedback
before and during each one-on-one meeting.

E] Use our seven steps to give feedback effectively from chapter 5.
These include asking for permission, creating psychological
safety, avoiding delaying important feedback, using the SBI
framework, being curious, avoiding personalizing, and focusing
onthe future.

E] Ask each engineering direct report for feedback about yourself
and your leadership. You may be surprised by what you learn!

B Use ourfourtipsinchapter5toreceive betterfeedback from
yourteam. This includes acknowledging your weaknesses,
asking specific questions, restating what you hear throughout
each conversation, and rewarding feedback to receive more.

D Use Laraway’s career conversation framework to conduct the
life story one-on-one, the dreams and aspirations one-on-one,
and the 18-month career action plan one-on-one to discuss
short- and long-term goals and career growth with each
engineering colleague on your team.

D Referback to chapter 6 wheneveryou feel like one-on-ones
aren’t going well to help you realize what needs to change.

B Watch Fellow’s panel on How to Run Great Engineering 1:1’s
featuring technical leaders fromalllevels.
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Parting advice

Your engineering manager toolkit should grow with you. Each time you
up anew technique that helps you better run your one-on-one
meetings, take a mental (or physical) note.

Before you know it, your toolbox will be overflowing with skills that you
canuse to yourself and your engineering team!
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