

[bookmark: _heading=h.omnifmi0m616]Restaurant One-on-One Meeting Guide
[bookmark: _heading=h.2o1vi7mvzden]A Complete Manager's Handbook for Building High-Performing Restaurant Teams

[bookmark: _heading=h.w2g4883nr6dr]Why One-on-One Meetings Matter in Restaurants
One-on-one meetings are one of the most powerful tools a restaurant manager has. In an industry known for high turnover, burnout, and fast-paced stress, taking 30–45 minutes to sit down individually with each team member sends a clear message: you matter here.
These meetings create a private, judgment-free space where employees can speak honestly about challenges, ambitions, frustrations, and ideas. They allow managers to catch problems early, before they become resignations or conflicts. They also allow managers to coach, motivate, and develop their people consistently over time.
Research consistently shows that restaurants with structured staff communication have:
· Lower staff turnover rates
· Higher customer satisfaction scores
· Better team cohesion and morale
· More consistent food quality and service standards
· Fewer HR incidents and workplace conflicts
When employees feel genuinely heard and supported, they perform better, stay longer, and become advocates for your restaurant culture.
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[bookmark: _heading=h.osh9rfm8w6q4]Meeting Setup Information
Employee Details:
· Employee Name: ______________________
· Position/Role: ______________________
· Department: ☐ Kitchen ☐ Front of House ☐ Bar ☐ Management ☐ Delivery/Takeout
· Manager Name: ______________________
· Date & Time: ______________________
· Meeting Location: ______________________
· Meeting Duration: ______________________
· Meeting Type: ☐ Weekly ☐ Bi-weekly ☐ Monthly ☐ Quarterly ☐ Annual Review ☐ Onboarding ☐ Performance Improvement
Pre-Meeting Checklist for Managers:
· ☐ Reviewed the employee's recent performance notes
· ☐ Pulled any customer feedback or complaints involving this employee
· ☐ Reviewed action items from the previous meeting
· ☐ Prepared at least one specific example of good work to recognise
· ☐ Booked a quiet, private location
· ☐ Phone on silent, no interruptions arranged
· ☐ Notified the employee in advance of the meeting topic/agenda
[bookmark: _heading=h.kep8rl159org]Section 1: Personal Check-In (5–10 minutes)
Purpose: Build genuine trust and show care for your team member's well-being before diving into work topics.
Starting with the person — not the performance — sets a collaborative, human tone. Employees who feel personally cared for are far more likely to be honest, engaged, and open to feedback later in the meeting.

Suggested Opening Questions:
· "How are you doing this week — at work and outside of it?"
· "Is there anything stressing you out right now that I should know about?"
· "How are things at home? Any big life events coming up?"
· "Have you had anything exciting happen lately you'd like to share?"
· "Are you getting enough rest? How's your energy been during shifts?"
· "Do you feel like you have enough support from the team and me?"
· "Is there anything about how I manage you that you'd like me to change?"
New Addition — Wellbeing Check-In Scale: Ask your employee to rate their current wellbeing on a simple 1–5 scale:
· 1 = Struggling significantly
· 2 = Finding it tough
· 3 = Managing okay
· 4 = Doing well
· 5 = Thriving
Track this score over time. A consistent low score is an early warning sign that deserves a deeper conversation or HR support.
Manager Tips:
· Listen without interrupting — let silences breathe.
· Ask follow-up questions to show genuine interest ("What makes that hard?")
· Take brief notes on personal updates to reference in future meetings
· Never use personal information shared here to evaluate performance
· If an employee discloses something serious (mental health, domestic issues, financial hardship), refer them to available support resources — do not try to solve it yourself
[bookmark: _heading=h.czouqsyvs9s8]Section 2: Previous Meeting Follow-Up (5 minutes)
Purpose: Build accountability and show employees that commitments made in meetings are taken seriously.
This section should be added at the start of every meeting after the first one.
Review Together:
· What action items did the employee commit to last time?
· What did the manager commit to?
· What was completed? What is still in progress?
· What got in the way of anything that wasn't done?
· Do any deadlines need to be adjusted?

Discussion Prompts:
· "Last time we spoke, you were going to work on [X]. How did that go?"
· "I committed to [Y] — I wanted to let you know I've done/not yet done that and here's why."
· "Is there anything that made those goals harder to achieve than expected?"
Manager Note: Always follow through on your own commitments before this meeting. Nothing erodes trust faster than a manager who doesn't do what they promised.
[bookmark: _heading=h.tqd4xu1upr26]Section 3: Job Performance Review (10–15 minutes)
Purpose: Discuss current performance in a balanced, evidence-based way — celebrating wins and addressing concerns constructively.
[bookmark: _heading=h.xarvjhepamog]Strengths and Recent Wins
· "What moment from the last few weeks are you most proud of?"
· "Tell me about a time recently when you really nailed it with a customer."
· "What skill do you feel you've grown the most in lately?"
· "Is there anything you've done that you don't think I noticed? Tell me about it."
[bookmark: _heading=h.qirivk7zcy8]Areas for Growth
· "Which parts of the job still feel challenging or uncomfortable?"
· "What do you feel least confident about in your current role?"
· "Have you received any feedback from customers or colleagues recently — positive or critical?"
· "Is there anything that regularly frustrates you about your workflow?"
[bookmark: _heading=h.kdpwkdytn688]Current Role Satisfaction
· "On a scale of 1–10, how satisfied are you in your current role right now?"
· "Is your schedule working for you, or would adjustments help?"
· "Are you getting the number of hours you need each week?"
· "Do you feel your skills are being used well in your current position?"
· "Is the physical demand of your role manageable for you?"
[bookmark: _heading=h.laoh7ky1acd0]
[bookmark: _heading=h.cuyxh8ufnnlv]New Addition — Performance Rating Framework
Use this simple framework to guide your assessment. Rate the employee across four areas:
	Area
	Rating (1–5)
	Notes

	Technical Skills (food prep, service, POS, etc.)
	
	

	Customer Interaction
	
	

	Teamwork & Communication
	
	

	Reliability & Punctuality
	
	


1 = Needs significant improvement, 3 = Meeting expectations, 5 = Exceptional
Manager Documentation: Record specific examples, not generalisations. "You upsold desserts to 8 out of 10 tables on Saturday" is more useful than "you did a great job."
[bookmark: _heading=h.q9k5ab8p27y1]Section 4: Skills Development and Career Growth (10 minutes)
Purpose: Show employees that this job can be a stepping stone, not a dead end. Investment in growth is one of the top reasons employees stay.
[bookmark: _heading=h.53ihg88p46dp]Training and Development
· "What new skill would make the biggest difference to your confidence at work?"
· "Is there another area of the restaurant you'd like to learn or cross-train in?"
· "Are there any qualifications or certifications you'd like to pursue?"
· "What kind of training do you prefer — on-the-job, written, video, or classroom?"
[bookmark: _heading=h.n9g3invry2mu]Career Path Discussions
· "Where would you like to be in your career in 12 months?"
· "Are you interested in taking on a leadership or supervisory role eventually?"
· "What does success in this industry look like for you personally?"
· "Is restaurant work something you see as a long-term career, or are you building skills toward something else?"
Note: There is no wrong answer to that last question. Understanding an employee's wider goals helps you support them better and builds loyalty even if their time with you is temporary.
[bookmark: _heading=h.46jbtxf08jps]New Addition — Individual Development Plan (IDP)
	Development Goal
	Skill/Certification
	Support Needed
	Target Date

	
	
	
	

	
	
	
	

	
	
	
	


[bookmark: _heading=h.grgeeu4fa1lj]Restaurant Skills to Develop (Expanded List)
Service & Customer Experience:
· Advanced food and wine pairing knowledge
· Upselling and suggestive selling techniques
· Handling difficult customers and de-escalation
· Table management and seating optimisation
· Accessibility awareness (serving guests with disabilities)
Operations & Safety:
· Advanced food safety certification (HACCP, ServSafe, etc.)
· Allergen management and cross-contamination prevention
· Inventory control and stock rotation
· Waste reduction and sustainability practices
· Health and safety compliance
Technology & Finance:
· Point-of-sale system mastery
· Reservation and table management software
· Basic shift reporting and sales reconciliation
· Cash handling and end-of-day procedures
Leadership & Soft Skills:
· Conflict resolution and peer mediation
· Team leadership and shift supervision
· Training and onboarding new staff
· Communication with the kitchen and management
[bookmark: _heading=h.9z0vyo1s4s0d]Section 5: Two-Way Feedback (5–10 minutes)
Purpose: Make feedback a dialogue, not a monologue. Managers who seek feedback from their team build stronger, more trusting relationships.
[bookmark: _heading=h.7wctjsrmd6s5]Manager to Employee — Positive Recognition
· Be specific: name the date, situation, and impact of the positive behaviour
· Connect their action to a team or customer outcome ("When you did X, it meant Y for the guest/team")
· Acknowledge effort, not just results ("I noticed how hard you worked to get up to speed on the new menu")
[bookmark: _heading=h.vhjoeucm3456]Manager to Employee — Constructive Feedback
Use the SBI Model (Situation, Behaviour, Impact):
· Situation: "Last Thursday during the dinner rush..."
· Behaviour: "...I noticed you didn't communicate a food allergy to the kitchen..."
· Impact: "...which put the customer at risk and required us to redo the order."


Then follow with:
· "I wanted to bring this to you because I know it's not typical of you."
· "What do you think happened in that moment?"
· "What can we do differently together to avoid this in the future?"
[bookmark: _heading=h.xhgf4m8k0cpr]Employee to Manager Feedback
· "What's one thing I could do differently as your manager?"
· "Do you feel I give you enough notice about schedule changes?"
· "Is there anything I do that makes your job harder without realising it?"
· "Do you feel comfortable coming to me with problems? If not, what would make that easier?"
· "What's one thing about this workplace you'd change if you could?"
Manager Note: Write down what your employee says. Doing nothing with their feedback — and never acknowledging it — is worse than not asking at all.
[bookmark: _heading=h.jxkhslpbz8h1]Section 6: Problem Solving and Innovation (5–10 minutes)
Purpose: Your frontline staff sees things managers miss. Tap into their daily experience to drive operational improvements.
[bookmark: _heading=h.ww62pkveibh7]Operational Improvements
· "What's the most inefficient part of your shift right now?"
· "Is there anything we keep doing the same way that clearly isn't working?"
· "What one change would make your job easier or faster?"
· "Have you seen something at another restaurant that we could learn from?"
[bookmark: _heading=h.kftwusf3vbi]Team Dynamics
· "How would you describe the current team morale?"
· "Is there tension between any team members I should be aware of?"
· "Do new staff feel welcomed and supported when they start?"
· "What would help us communicate better during busy shifts?"
[bookmark: _heading=h.lxn6bjkfksk9]Customer Experience
· "What do you hear customers complain about most?"
· "What genuinely delights guests when they come in?"
· "Do you have any ideas for seasonal specials or menu changes?"
· "What do you wish you could offer guests that we currently can't?"
[bookmark: _heading=h.ef1l4gwhmvpq]New Addition — Staff Wellness and Workplace Culture
· "Do you feel physically safe in your work environment?"
· "Have you witnessed or experienced any behaviour that made you uncomfortable? (bullying, harassment, unfair treatment)."
· "Do you feel the workload is fairly distributed across the team?"
· "Is there anything about our culture that doesn't feel right to you?"
If an employee raises a concern about safety, harassment, or discrimination, escalate it through your HR or management process immediately. Do not try to resolve it informally.
[bookmark: _heading=h.8dy902s91g2e]Section 7: Action Planning (5 minutes)
Purpose: Meetings without follow-through are just conversations. This section turns discussion into accountability.
	Action Item
	Person Responsible
	Deadline
	Success Measure
	Status

	
	
	
	
	☐ Not started ☐ In progress ☐ Done

	
	
	
	
	☐ Not started ☐ In progress ☐ Done

	
	
	
	
	☐ Not started ☐ In progress ☐ Done


Follow-Up Questions:
· "What's the first thing you'll do after this meeting?"
· "Is there anything that might get in the way of completing this?"
· "What do you need from me to make this happen?"
· "How will we both know when this is done?"

Manager Commitment Box: What am I committing to do before our next meeting?

[bookmark: _heading=h.7i8l9nnar7lz]Section 8: Meeting Close (2–3 minutes)
Purpose: End on a positive, forward-looking note that reinforces the value of the conversation.
Closing Prompts:
· "Is there anything we didn't cover today that you wanted to talk about?"
· "How are you feeling after this conversation?"
· "What's one thing you're taking away from today?"
· "Thank you for your honesty — I really value what you shared."
Confirm:
· Next meeting date and time: ______________________
· Format: ☐ In-person ☐ Phone ☐ Video call
· Special topics for next time: ______________________

[bookmark: _heading=h.sr3f4q4mzlry]Meeting Notes and Observations
Employee Strengths Observed:

Areas for Development:

Personal Updates to Remember:

Wellbeing Score This Meeting: _____ / 5
Role Satisfaction Score: _____ / 10
Action Items Summary:

Manager Reflections:

[bookmark: _heading=h.rfle28vs8dlk]Best Practices for Restaurant Managers
[bookmark: _heading=h.d5qke6ez13wo]Before the Meeting
· Review the employee's performance since your last conversation
· Re-read notes from the previous meeting
· Check if your own action items were completed
· Notify the employee at least 24 hours in advance
· Choose a time when the restaurant is not at peak service
· Prepare 2–3 specific examples (positive and developmental)
[bookmark: _heading=h.frkx6i72b4ln]During the Meeting
· Start on time — it signals respect
· Begin with the personal check-in before any performance topics
· Listen at least as much as you talk (aim for 60/40 in their favour)
· Ask open-ended questions — avoid yes/no questions where possible
· Stay curious, not interrogative
· Take notes, but stay engaged with the person
· Stay solution-focused, not blame-focused
· If emotions run high, take a pause — don't push through discomfort
[bookmark: _heading=h.465ewuu8h6n5]After the Meeting
· Send a summary email or message within 24 hours
· Update your records with key observations and action items
· Follow through on every commitment you made
· Check in informally before the next formal meeting
· Prepare for the next meeting using today's notes

[bookmark: _heading=h.skgiui2y2neh]Troubleshooting Common Meeting Challenges
When an employee doesn't open up:
· Lower the stakes — start with lighter topics
· Share something genuine about yourself first
· Give them more time to think; don't rush to fill silences
· Meet more frequently for shorter sessions to build familiarity
When meetings feel rushed:
· Schedule the meeting in a slower part of the day
· Block at least 45 minutes and treat it as non-negotiable
· Prioritise the most urgent topics if time is short
· Consider splitting topics across two shorter sessions
When you need to give difficult feedback:
· Use the SBI model (Situation, Behaviour, Impact)
· Focus strictly on observable behaviour — never personality or character
· Bring solutions, not just problems
· Ask for the employee's perspective before drawing conclusions
When an employee is disengaged or looking to leave:
· Ask directly and without judgment: "Are you happy here?"
· Discuss what would make the role more meaningful or sustainable
· Consider whether there's a role better suited to them in the team
· If they're leaving, conduct a respectful exit conversation and learn from it
When an employee raises a serious concern (harassment, safety, discrimination):
· Listen fully without minimising
· Assure them you will take it seriously
· Follow your restaurant's formal HR procedure — do not handle it informally
· Document the conversation thoroughly
· Follow up with them on what steps were taken
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[bookmark: _heading=h.32v2us8i7dij]Common Restaurant-Specific Topics
[bookmark: _heading=h.iw87xq8s34c]Food Safety and Compliance
· HACCP procedures and critical control points
· Temperature logging and monitoring
· Allergen communication between front and back of house
· Personal hygiene standards (illness reporting, uniform, handwashing)
· Correct storage and labelling procedures
[bookmark: _heading=h.azc9xzpwmhax]Customer Service Excellence
· Greeting, seating, and first impressions
· Menu knowledge and confident recommendations
· Handling complaints using the LAST method (Listen, Apologise, Solve, Thank)
· Upselling without pressure
· Managing customer wait times and expectations
· Accessibility and inclusive service
[bookmark: _heading=h.gnkww9sned16]Teamwork and Communication
· Kitchen-to-floor communication during service
· Handover procedures at shift changes
· Escalation process for guest complaints or incidents
· Managing conflict between team members professionally
· Supporting new or junior colleagues
[bookmark: _heading=h.scr16wqnexwb]Financial Responsibility
· Cash handling, float counts, and discrepancy procedures
· Waste tracking and reduction
· Understanding how food cost percentages affect the business
· Sales targets and how individual performance contributes
· Theft prevention awareness
[bookmark: _heading=h.f65nfx95b6au]Health, Safety, and Wellbeing at Work
· Reporting near-misses and incidents
· Managing fatigue and physical strain (especially for kitchen staff)
· Break entitlements, and when they're being missed
· Fire safety and emergency procedures
· Workplace bullying and harassment — what it looks like and how to report it

[bookmark: _heading=h.bwn65z26wv02]Legal and Professional Considerations
[bookmark: _heading=h.4vkohcdp2ioy]Documentation
· Keep written records of all one-on-one meetings
· Record specific examples of performance — both positive and concerning
· Document any formal warnings, accommodations, or support plans
· Note any disclosures made by the employee and how you responded
· Store records securely and in line with your company's data policy
[bookmark: _heading=h.1dj5stue9pw2]Confidentiality
· Everything shared in a one-on-one is confidential unless it involves a legal or safety obligation.
· Do not discuss one employee's personal situation with other staff
· Be explicit with your employee about the limits of confidentiality (e.g., mandatory reporting)
[bookmark: _heading=h.itkbsuju7o3u]Equal Treatment
· Conduct one-on-one meetings with every member of your team, not just those with problems.
· Use consistent questions and evaluation criteria across the team
· Be conscious of bias — check whether your assessments are evidence-based
· Provide equal access to development opportunities regardless of role, background, or contract type
[bookmark: _heading=h.5a8jerwnygew]When to Involve HR
· An employee raises a complaint about another team member or manager
· You observe or hear about potential discrimination, harassment, or unsafe behaviour
· An employee is placed on a performance improvement plan
· An employee discloses a health condition that requires workplace accommodation
· You are unsure whether an action is legally compliant


This guide is designed to support consistent, meaningful, and legally sound one-on-one conversations in restaurant environments. Adapt the sections and questions to suit your team size, culture, and individual employees. The best managers treat this as a living document — not a checklist to rush through, but a framework for genuine human connection at work.
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