THE PERFORMANCE MACHINE  ·  ONLINE TOOLKIT  ·  TOOL 3
Feedback & One-on-One Kit
Chapter 6 · for managers · use every week
The annual review must contain no surprises. That is bought here, in the weeks, not in December.
The standing one-on-one
1. 30–60 minutes, weekly or biweekly. Never cancelled twice running (each cancellation teaches the team the meeting is optional).
1. Order: the employee's agenda first, then yours, then development on a recurring cadence.
1. Identical cadence for everyone, in-office or remote. Proximity bias yields to procedure, not to good intentions.
Watch your own calendar for: cancellation creep; and the opposite failure, hovering (narrating every minor choice). Coaching is scheduled, not constant.
The two-line feedback log
Every substantive feedback conversation, two lines in the file. Not surveillance; the raw material for an honest review.
MM/DD · [topic] · agreed: [what changes, by when, how we'll both know]
The hard-conversation script (for the message nobody wants to deliver)
1. Open with the topic, not the weather. "I want to talk about the client call on Tuesday." Skip the throat-clearing; the person is already imagining worse.
1. Describe the behavior and its effect, in two sentences, no adjectives. "When the migration risk was raised and dismissed in front of the client, the client heard us say their concern wasn't real."
1. Then stop talking. The silence is where the conversation becomes real. Managers who rush to fill it buy comfort at the price of the message.
1. Close with the agreement, and write it down. What changes, by when, how you'll both know. Two lines in the file.
Do not sandwich it. Praise-criticism-praise trains your team to flinch at compliments and buries the one sentence that mattered. Praise and criticize on their own schedules.
The rules of the daily version
1. Behavior and its effect, never personality.
1. Criticism within days, in private. Praise within days, where it lands hardest (public for some, a quiet sentence for others).
1. Ask before you tell when there's any ambiguity: "Walk me through the call with the vendor" beats a speech, and often the person names the problem first.
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