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Next StepsBenefits/Goals of Alignment Interviews

o Increased employee engagement

o Targeted actions

o Improved individual effectiveness and performance

o Fewer surprises for supervisors

o Improved supervisor/employee working relationships

o Improved retention rates

o Often by conducting Alignment interviews, patterns in these answers begin to develop allowing for great improvement 

within the organization. 
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Next StepsComponents of a Successful Interview

o Conducted by Supervisors and Managers vs. HR

• The supervisor directly above the employee should conduct the interview to demonstrate interest in the employee’s retention and increase trust in the employee/supervisor 

relationship.

o Set up the meetings

• Reach out to your employees and let them know you want to schedule a short, informational conversation with them.  Being transparent about your intentions with the 

conversation can alleviate unnecessary anxiety. 

o Trust is key

• Trust between supervisor/employee is highly correlated to employee retention and is critical to the effectiveness of a Alignment Interview.

o Develop Alignment Plan and/or action(s)

• Make sure at least one identified employee issue is addressed closely following the Alignment Interview.  
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Next StepsOpening the Interview

To open the Alignment interview, a manager may use the following (or similar) statements:

o I would like to talk with you about the reasons you stay with this organization so I understand what I might be able to do to

make this a great place to work for you.

o I’d like to have an informal talk with you to find out how the job is going so I can do my best to support you as your 

manager, particularly with issues within my control. 

o Closing 

To close the Alignment interview, summarize the key reasons the employee gave for staying or potentially leaving the 

organization, and work with the employee to develop a stay plan. Be sure to end on a positive note.

Examples of closing statements include:

• Let me summarize what I heard you say about the reasons you stay at this organization, as well as, reasons you might leave. 

Then, let’s develop a plan to make this a great place for you to work.

• I appreciate you sharing your thoughts with me today. I am committed to doing what I can to make this a great place for 

you to work.
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Next StepsStructured Questions

Once you have reviewed the report, the following are questions you may ask during an Alignment interview. You should have several open-ended questions on 

hand. It’s important to listen and gather ideas from the employee about how you and the organization can retain him or her.

o What do you look forward to when you come to work each day?

• What do you like most or least about working here?  What parts are the most challenging?

o What are you learning here?

• What would you like to learn here? How do you learn best? By Doing? By Observing? By Attending training? Do you feel like you can advance your career here?

o What keeps you working here, why do you stay?

• Is that the only reason?  How much does the type of work you do impact your decision to stay? How much do you stay because you like working with our team? Customers etc.?

o When was the last time you thought about leaving our team?  What prompted it?

• Does this still concern you?

• On a scale from 1-10 with 10 being “I am staying for the foreseeable future” to 1 being “I am leaving as soon as possible” how would you rate your intention to leave?

o What can I do to make your experience at work better for you?

• What can I do more of or less of as your manager?  What do I do that frustrates you? Is there anything I do that strikes you as particularly unfair or unreasonable?
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Next StepsClosing the Interview

To close the Alignment interview, summarize the key reasons the employee gave for staying or potentially leaving the 

organization, and work with the employee to develop a stay plan. Be sure to end on a positive note.

Examples of closing statements include:

• Let me summarize what I heard you say about the reasons you stay at this organization, as well as, reasons you might leave. 

Then, let’s develop a plan to make this a great place for you to work.

• I appreciate you sharing your thoughts with me today. I am committed to doing what I can to make this a great place for 

you to work.
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Next StepsAlignment Plan

Components

o State objective for each initiative/activity (no more than three)

o Actions you as the manager will take

o Actions the employee will take

o Dates for each, in some cases multiple dates for multiple activities

o Put it in writing with copies for you and the employee (accountability)

Best Practices

o Works best when built mutually by employee and manager

o Works best when customized for the employee

o Assignments should be for manager and employee

o Not everyone needs a Alignment plan
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Next Steps
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Next StepsInterviewer Skills Best Practices

o Be committed to making positive changes before conducting Alignment interviews.

o Conversations should be brief (20-30 minutes) and informal.

o Take the employee’s style and preferences into consideration when preparing for the conversation to help establish an open 

environment (e.g. sharing the questions in advance). 

o Start with positive questions.

o Stay focused on the conversation; refrain from taking notes during the discussion; jot down specific actionable requests and 

general feedback afterwards.

o Alignment Interviews should be conversational and contain a limited number (no more than five) of structured questions. 

o Be a great listener and show genuine interest in the employee’s views and goals.

o Remember to probe but read the level of comfort expressed by the employee during the interview.

o Be careful not to trivialize how employees feel even if you disagree with their views.
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Next StepsTips for handling difficult conversations

While most of the Alignment interview is focused on 
identifying and reinforcing the positive factors, some 
negative factors might also be identified.

For example, some employees might make a difficult 
or unreasonable request or share negative feedback.  

The excerpt to the right was written to address how 
to handle negative feedback, but the principles can 
also be applied to address difficult questions and 
requests.  

Step 1:  Make yourself listen without speaking or defending yourself as you receive the feedback. 
Remember, even if you completely disagree with the feedback, chances are there is some basis to 
it or you would not be hearing it. 
 
Step 2:  Paraphrase what you perceive you heard. By rephrasing the feedback you received, you 
can clarify what you think you heard and make sure you understand the comments. Ask the 
person if you just paraphrased correctly. This may open a dialogue in which you can have a 
constructive discussion about the situation. 
 
Step 3:  Restrain yourself from reacting to the negative feedback. If you react, you will not be in a 
position of learning and improving. 
 
Step 4:  Thank the person for sharing [his or] her thoughts and opinions with you. Tell the person 
you want to use the feedback to improve, and you plan to spend time thinking about how you can 
make adjustments. Tell the person you will reply to the feedback after you think about it. 
 
Step 5:  Think about the feedback as objectively as you can. Analyze the person’s motivation for 
the feedback, and determine what his [or her] concerns may be. Consider the feedback a glimpse 
into your weak areas, affording you a perspective you can use to improve. Instead of immediately 
discarding the feedback, use it as a tool to sharpen and correct weak spots. 
 
Step 6:  Ask for input from other people you trust. Whether an advisor, mentor, supervisor or 
colleague, share the negative feedback you received and ask for objective opinions. Ask the person 
if he [or she] thinks the feedback has legitimacy. Listen carefully to the comments and thoughts 
you receive. 
 
Step 7:  Reply to the feedback after taking the time to think and analyze. Share your thoughts 
about the feedback, specifically noting the points in which you agree or disagree. Give reasons for 
your agreement or disagreement, but keep the conversation constructive. Direct the conversation 
toward a positive plan for the future, if possible. 
 
 
Hatter, K., How to Deal with Negative Feedback at Work.  Retrieved from http://smallbusiness.chron.com/deal-negative-
feedback-work-21726.html 
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Next StepsQuestions in Different format

Opening 

• What do you think about on your way to work?

• What about your job makes you excited to come to work?

• What makes for a great day at work?

• What is one the thing that would make your job more satisfying and 
rewarding? 

• What about your job keeps you up at night? 

• What bothers you most about your job?

• Is there anything you’d like to change about your job? 

• Do you feel that you are part of a bigger vision and mission? Why or why not?

• Do you believe that your work has meaning? How can we work together to 
make your work more meaningful?

Skills/Talent Utilization

• Do you think your current position fully utilizes your talents?

• What talents, interests or skills do you have that are not being used at your 
current role? 

• What part of your role is most challenging? What is least challenging?

• Do you feel that you are being recognized for your work?

• How do you like to be recognized?

Professional/Career Development

• What is your dream job? Can the Division/Office/Center support your progress 
toward it? If so, how? 

• Do you feel supported in your career goals?

• Is the organization providing you with opportunities to grow and develop as a 
person and as a professional? What would improve your opportunities? 

• Are you satisfied with the training and development you have received? Do 
you have an IDP (individual development plan)? A mentor?

• Do you know what career opportunities you’d like to pursue with our 
organization? Can you see yourself accomplishing them here?

• Do you have anything new you would like to learn this year?

• Is there anything that would help progress your career development that you 
are reluctant to ask about?   

Environment

• Are you treated respectfully by your coworkers?

• What type of feedback would you like to receive about your performance that 
you are not receiving now? From me? From coworkers?

• Do you feel that you have the necessary control over your job to perform most 
successfully and productively?

Leadership

• Do you respect the amount and kind of leadership and guidance that 
you receive from the senior managers?

• Do you trust the senior leaders?

• What can I do as a manager to best support you? 

• What can I do more of or less of as your manager?

Work/Life Balance

• What kinds of flexibility would be helpful to you in balancing your 
work and home life?

Closing

• Have you ever considered leaving? If so, what are the specific reasons 
that would cause you to leave? What would make you stay?

• What can I do (as a manager) to help you stay?

• Do you have suggestions about how we can improve as an 
organization?

• Is there anything else that is important to you that we did not cover 
during this meeting?


