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Introduction 
 
Review meetings or one-to-one conversations hold massive potential for strengthening relationships with your team members, helping them to 
develop in their role, and establishing your legitimacy as a resource for them to succeed. Too often though, the reality falls short. Managers and 
business leaders are busy people and have never been trained on how to lead. This is no-one’s fault, but it can lead to a tense and unproductive 
30 minutes with your direct reports. This needn’t be the case. 
 
This guide aims to help you run a meeting with your team members on an individual basis that is impactful, productive and helps to build a 
relationship of trust. You can use this guide to prepare, or as a handbook during the meeting to keep you on track. 
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Step 1 – Set the tone of the conversation 
 
Most of the problem with traditional review meetings in a corporate setting is that the employee sees this as an interrogation, and the leader 
sees this as the time of year when they become the company hatchet-man. They are expected to deliver negative feedback about the employee’s 
performance and/or behaviour, and this apprehension often comes across as hostility. This further perpetuates the tone of interrogation in the 
eyes of the employee. 
 
The first step to the meeting should always be to set the right tone. Establish the goals for the meeting, and make sure the team member has 
the opportunity to state what they want from the meeting. Next, make it very clear that this conversation is about performance improvement 
and development. Problems will be discussed, but so will opportunities. Unless the purpose of the meeting is a disciplinary, make sure the 
employee knows that they are not on trial.  
 
To be clear, this guide is not intended to avoid giving unpleasant feedback – quite the opposite. You must give negative feedback if your team 
are to improve. This guide is designed to soften to blow so that they (and you) spend less time reacting emotionally and more time collaborating 
on how to improve. 
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Step 2 – Get the person talking and reflecting 
 
Allow the employee to talk first. This will put them at ease and will help you later on when delivering your own feedback. To start the conversation, 
have them answer the below questions.  
 

A. What three things are you doing really well? 

B. What three things do you want to work on to improve? 

C. What have you learned? 

Important note: DO NOT jump in with corrections at this point. Listen and let the individual express their thoughts and opinions. Make notes 
of what they are saying to refer back to later on.  
 
You’ll be amazed at how self-aware people are. Their answers to Question 2 in particular may well be what you needed to feed back to them. If 
so, they will not be so surprised because they have raised it, and you both can have a more constructive conversation about solutions to those 
problems. 
  



Impactful Review Meetings - Guide 
 

 
www.nextlevelcpi.com 
 

4 

Step 3 – Deliver your feedback 
 
This is your opportunity to deliver feedback, both positive and negative. Follow the below format: 
 

A. Tell them three things they are doing well. You can agree with what they have said, (if they are true) but try to add one or two additional 
points. 
 

B. Three things to improve on. Be sure to discuss at least one of the points they have raised, unless all are mutually agreed upon. 
 

Step 4 – Identify solutions 
 
At this stage, the current situation is on the table, so now is the time for a discussion about solutions. It must be a discussion and not a lecture. 
Offer your thoughts, but the more they come up with solutions, the more likely they are to follow them. 
 
Below are some questions you can ask to help coach the individual to identify solutions and take ownership of their implementation. 
 

• What will you change/do differently to help solve (this challenge)? 
• How can I help you to solve (this challenge)? 
• What have you tried before that had some positive impact on (this challenge)? 

 
  



Impactful Review Meetings - Guide 
 

 
www.nextlevelcpi.com 
 

5 

Summary for Leader (Template for Meetings) 
 

Step Guide to Step 

1 

Set the tone of the conversation 
A. Establish your goals for the meeting 
B. Ask the team member what they want from the meeting  
C. Make it very clear that this conversation is about performance improvement and development. Problems will be discussed, but 

so will opportunities. Unless the purpose of the meeting is a disciplinary, make sure the employee knows that they are not on 
trial.  

2 

Get the person talking and reflecting 
A. What three things are you doing really well? 
B. What three things do you want to work on to improve? 
C. What have you learned? 

3 
Deliver your feedback 
A. Tell them three things they are doing well 
B. Three things to improve on 

4 

Identify solutions 
What will you change/do differently to help solve (this challenge)? 

How can I help you to solve (this challenge)? 

What have you tried before that had some positive impact on (this challenge)? 

 


