
The Makings of a
Great Manager:
How to Help Your Team
(and Yourself) Thrive at Work
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What you’ll find inside

Good management is the art of
making problems so interesting and 
their solutions so constructive that 
everyone wants to get to work and

deal with them.

“
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Hold deeper 1:1s

Run performance reviews that your team trusts
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Foreword
01 Did you know - 70% of an employee’s engagement at work depends on their relationship 

with their manager?(Gallup) Managers hold a lot of power don’t they?

In fact, Business Leads and HR around the world count on their people managers to:

A great manager, as they say, holds the ship afloat in every organization and we cannot
agree more as to why that’s true.

Of course, It’s an awful lot of work that you juggle, trying to keep the fine balance
between employee needs and organizational goals. But, all said and done, becoming a
better manager isn’t something that magically happens overnight.

It’s a continuous process that occurs by being mindful, implementing simple tips, and 
changing your current habits. But we’re here to break it down for you, to help you set
yourself up for success and build a thriving team for powerful business results!

Translate strategic priorities into simpler action-oriented goals

Enable teams to hit business targets

Align individual skills with business demands

•

•

•

The ever increasing importance of good managers

82% of workers across 10 industries say
they would quit their jobs due to their
manager’s poor behavior. (Business Wire)

66% of employees say they would “likely leave
their job if they didn’t feel appreciated.” (Forbes)

Disengaged managers cost the U.S.
$319 billion to $398 billion annually. (Gallup)

03

https://news.gallup.com/businessjournal/182792/managers-account-variance-employee-engagement.aspx#:~:text=That%27s%20why%20managers%20account%20for,severely%20low%20worldwide%20employee%20engagement.
https://www.businesswire.com/news/home/20220111005272/en/Warning-to-Managers-Survey-Shows-Most-Workers-Will-Quit-a-Bad-Boss
https://www.forbes.com/sites/victorlipman/2017/04/15/66-of-employees-would-quit-if-they-feel-unappreciated/?sh=e85fc3689790
https://www.gallup.com/workplace/236552/managers-engaged-jobs.aspx


As a manager, you have to be open to giving employees the autonomy to work at their best, 
while also coaching them. One way to see whether you’re able to achieve this is to introspect 
on the shadow you cast as a people leader, and how your team would perceive you.

If one were to ask your team members, how do you think they would respond to the
following statements?

It’s not about money.
It’s about the people you have,

and how you’re led.

““Looking inward
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My manager is a highly effective leader.

When you’re done taking this test, think about
what the results mean for you. If you think your
team members will most likely answer 👍 or 👌,
then you’re doing something right!

If you think the responses will be varied, don’t 
worry. This is a good opportunity to take a step 
back, make a note of actions you feel your team 
needs more of from you, and things you’re
doing well for your team.

My manager role models how to work effectively with others.

My manager makes consistently effective decisions.

My manager fosters trust and openness within the team.

My manager clearly explains the performance metrics used to gauge my performance and success in my role.

My managers holds consistent 1:1 meetings with me.

My manager has the necessary technical ability to lead our group.

My manager gives me opportunities to grow and develop.

My manager seeks to share important information with me in a timely manner.

My manager allows me the freedom to do my job as I feel is best.

My manager frequently and socially recognizes me for my contributions and celebrates my success.

My manager frequently and socially recognizes me for my contributions and celebrates my success.

My manager provides clear goals for our group.

My manager cares about me as an individual.

My manager values my input, suggestions and perspective.

My manager provides me with regular constructive feedback and insights into my performance.

My manager helps me manage my workload.

My manager has helped me define my career path within the organization.

How effective is my manager?
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If you think the responses will be varied, don’t worry. This is a good opportunity to take a
step back, make a note of actions you feel your team needs more of from you, and things 
you’re doing well for your team. You should also make it a regular habit to check in with your 
team frequently on whether you’re doing enough on these levers.

Our team at Mesh conducted our own research, where we interviewed 200+ hypergrowth
organizations to create the definitive list of qualities that define great managers.

Qualities of a good manager

Ace managers
people love to
work with
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Where do I get started? What do I need to do for my team? Am I dropping the ball? We’re here to help you cut through the
complexity and get a handle on what being an ace manager for your team will really look like on the ground. Follow the track
below from the start of the year to the end of one review cycle and win major points with your team.

Hacking your path to ‘Ace Manager’

07



Goal-setting serves as a mechanism for giving continuous and year-end feedback. So, how involved 
should you be in helping people establish and activate their goals? The answer, according to our
People Science experts, is to be hands-on, while also giving people the autonomy they need to
succeed and thrive on their own. Here are a few more tips when it comes to defining goals that go
with the (business strategy) flow:

The aim is to enable goals to establish alignment between teams, individuals, and the organization
as a whole.

Set aligned and focused goals

Present the company’s goals for the next 6 months and ask your team how they can align their 
work to fit those goals. This way, they will be able to understand how their efforts fit into the 
broader strategy.

Once the employee sets their goals, discuss with them whether their targets and set success
criteria are both realistic and challenging enough.

•

•

How-To...actually
get things done!
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OKR Cheat Sheet

1. What your OKR should look like

4. Zero in on your Key Results by using this trick:

5. Alignment

2. Objectives

3. Key Results

I will (Objective) as measured by (this list of Key Results).

Cut through the haze of multiple activities being carried out and articulate the end
outcomes i.e. the Key Results that you are looking to achieve.

Here’s an example:

We will be successful in (Objective) delighting our customers if we are able to
(Key Result 1) reduce customer complaints to <5 per month and (Key Result 2)
achieve an NPS of at least 8.
To achieve this OKR, we have to complete the following Tasks: 

Interview 20 customers per month to get feedback

Communicate publicly to drive alignment from day one.

Review your OKRs regularly.

Feel free to have a team-based or personal goal-related OKR. But remember,
most of your OKRs should fit in with the company’s OKRs

Confirm if you have to create shared OKRs with other teams.

Zero in on specific improvements to our account management process by the second month

Ensure compliance with the revamped account management process throughout H1

•

•
•
•

•

•
•

Have 3 to 5 Objectives at any level, with a specific key owner

Set a target – Every Key Result should be measurable and have a numeric value

Value-based – Avoid mixing tasks and deliverables. Instead, measure outcomes.

Deliver your results during the set time period – And if you can’t, break down your
project into smaller pieces to deliver value sooner.

Ambitious – Do they motivate and push your team?

Memorable – Are they simple and easy to remember?

Subjective – Do not add numbers; these statements are qualitative in nature

Let’s be honest: managers are often held primarily responsible for a team’s failure, while being a sidekick on 
all their sucesses. So to be actively involved in your team’s journey, it’s essential to gear up and be the coach 
your team needs rather than a mere supervisor.

How do you do that? Begin with asking yourself these questions:

Gear up

Coach your team to drive results
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A retrospective is a meeting in which your team reflects on the past to improve the future. The best
practice is to run retrospectives at the end of every quarter and on a regular basis if your team works in 
sprints. However, when implementing retrospectives for the first time, you may find it easier to start
slow - run one every 6 months or at the end of the year.

Running retrospectives can have many positive outcomes for agile teams. They:

Marie Kondo’s ‘KonMari Method’ is a fun and lighthearted way 
to conduct your team’s retrospective. Instead of thinking in 
terms of efficiency and speed, think in terms of clutter and 
joy, which may park insights that aren’t typically discussed in
a retrospective.

During the meeting, introduce the components to your team. 
Then, spend the next 15 minutes having them write down their
responses to the components. It’s up to you to decide the 
scope of these questions: your product, culture, a new
process - whatever you want the team to introspect about.

Once everyone’s done, take the time out to read and reflect 
on the answers as a team. Review the issues and solutions 
and decide on what to implement, and communicate it.

Conduct retrospectives

Create a safe space for everyone in the team to speak up.

Improve velocity and boost team productivity.

Encourage a growth mindset among team members.

Build collaboration and team spirit.

Develop stronger and more resilient relationships.

1.

2.

4.

3.

5.

Have powerful but razor-sharp check-ins that actually get things done.

Regardless of the frequency of your check-in conversations, their purpose remains the same:
keep the lines of communication open between you and your direct reports in order to
effectively engage and manage performance. Help your team be prudent with deadlines by
sorting their work, planning a realistic timeline, and picking up work that suits their pace.

A pro-tip is to schedule regular check-ins that are brief and limited to one hour or less.
Team check-ins tend to be shorter, with some teams doing 15-minute stand-up check-ins.

A good check-in structure to follow is this 2x2 matrix:

Run check-ins

Componenets to the
Marie Kondo Retrospective

1. What sparks joy?

2. What to declutter?

3. What to give away?

This includes things that were done 
well, and things to keep doing.

What’s going well but can be
improved?

What are things that didn’t work out 
for us and we need to stop doing?
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Pay close attention to your team’s work.

Celebrate their success when you see a performance that deserves a high-five.

Give honest feedback when things go wrong.

1.

2.

3.

To help your team grow, as a manager you have to not only give effective feedback when it is due, but
also keep a two-way channel of communication open. Effective feedback = growth, which in turn leads
to happier teams. And the recipe to happy teams is fairly simple:

So, how often should you actually be giving feedback?

Turns out the answer varies based on the age demographic of workers. According to a global survey by
SuccessFactors and Oxford Economics conducted in 2014 millennials and others prefer feedback at
different frequency intervals. Most millennials prefer monthly, that’s 50% more often than others.

The sheer impact praise has on a person’s performance is more than just anecdotal.
Gallup finds that only 1 in 3 US and German workers strongly agree that they received
recognition or praise in the past seven days for doing good work - and those who
disagree are twice as likely to say they’ll quit in the next year. The same article
suggests that praise is more effective when it’s:

In every workplace, people feel the desire to be valued by others. Research shows that
employees are 50% more successful when leaders show gratitude. 

While it might seem obvious that appreciation is the best gift you can give to an employee, one 
study indicates that people are least likely to express gratitude in workplaces, even though they 
actually want to be thanked more often themselves at work.

Take the time out to create an environment where you value and recognize your team for their
efforts. Then, reap the benefits in terms of team satisfaction and engagement.

Share praise

Building a culture of gratitude at work

Keep up with continuous conversations

Made in public, rather than in private Encouraged on a peer-to-peer basis

Continuous and in the flow of work Linked to values

• •

• •

Start meetings with gratitude

Think outside the box

Lead by example

This helps people be more present and less anxious.

Use Mesh to publicly congratulate people on work
done well.

Don’t wait for an annual performance review to truly
appreciate your employees’ work.
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https://hbr.org/2015/02/millennials-want-to-be-coached-at-work
https://www.gallup.com/workplace/329351/add-team-praise-employee-recognition-toolkit.aspx
https://pubmed.ncbi.nlm.nih.gov/20515249/
https://greatergood.berkeley.edu/article/item/how_grateful_are_americans


Giving advice (or constructive criticism) is easier said than done. As a manager, it’s even more
challenging, which is why it’s important to establish an open, trusting relationship with your team. 
You want the team member to know that you recognize their abilities, appreciate their work, and 
fully believe in their potential to be their best selves. If you do this, the recipient of your feedback 
will most likely view your feedback as constructive and will be open to more such conversations
in the future.

Keep these following tips in mind while giving advice:

Give adviceHow to give thoughtful praise

How NOT to give advice

Give the feedback in person, not in public

Make it actionable and leave room for discussion

Come up with a solution together

Be mindful of your tone and delivery

Remember to follow-up and recognize achievements

1.

2.

4.

3.

5.
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If you’ve mastered the art of giving praise and advice, now’s the time to think about how to get 
honest feedback as a leader. Remember, giving feedback to a boss could strike fear in your team’s 
hearts. It’s your job to put them at ease, thank them for their honesty, and let them know that you 
will take their comments into consideration and follow-up soon.

Here are some handy tips from our People Science experts:

Getting feedback from your employees is important so you can hear from them and see what is the 
best way to lead them and achieve team outcomes. The feedback process is designed to help you 
become a better manager and a leader. 

Get feeback as a managerHow to give advice the right way

Ask an open-ended question

Ask questions around a project you’re working on

Ask a targeted self-review question

When you do get honest feedback, consider circling back a few days later

This will help your team see that you value their feedback and that it is not only safe
to share with you, but is also useful to the team/organization.

I’m always trying to improve as a manager. Is there anything
I should be doing better or differently?

The <project> was a great success! While it’s still fresh in our minds, I’d love 
your feedback on what we could have done differently or ways I could change 
what I did to be more helpful to you and the team.

I’m working on my attention to detail. Could you give me feedback after this
afternoon’s presentation on any instances I didn’t get the details just right?

“
“
“

“
“
“

1.

2.

3.

4.
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Andy Grove, in his book High Output Management said,

To put this in perspective, according to Microsoft Workplace Analytics, employees of managers who don’t 
have 1:1 meetings are 4 times as likely to be disengaged. They are also twice as likely to think of leadership 
more unfavorably compared to those who meet with their managers regularly. So not only is a lack of 1:1 
meetings a huge root cause of disengagement, it also makes employees think poorly of company leaders 
and managers.

When Adobe switched to having their managers do more frequent 1:1 meetings,
the impact was significant. The company saw a 30% reduction in voluntary turnover.

If you have regular 1:1s, you are better equipped to help employees tackle challenges, guide employees 
down the right path, and discover new problems and ideas. How does this help? It is a proactive step 
that helps offer valuable guidance on how to overcome day-to-day challenges and, ultimately, achieve
the team’s objectives.

How to run a successful 1:1

Hold deeper 1:1

Ninety minutes of your time can enhance the 
quality of your subordinate’s work for two 
weeks, or for some eighty plus hours.

“ “

Make it about the employee
After all, the end goal is to show the employee that you’re listening to what they’re saying,
giving them actionable feedback (both praise and advice) that they deserve, and showing
that the company values their work.

Set up a regular cadence and stick to it
A 30-minute holistic conversation can go a long way. In case you can’t make it to a 1:1,
request to reschedule it, but do not cancel. This will show them that you think of them
as a priority.

Remind the employee to set an agenda
Don’t have the same conversations in circles. To make your meeting more productive,
encourage your employees to own the agenda and prepare ahead of time.

Draw out key issues
Sometimes, 1:1 meetings may stagnate. Perhaps it was a slow week, or there were no major 
updates or hurdles to overcome. Use this time instead to talk about other important issues: 
short and long-term goals, career development, or job satisfaction.

Follow up
Taking notes and following up on issues in subsequent meetings is a great way to show
your commitment in addressing their needs. At Mesh, we take notes on our check-in tool 
that helps managers follow up, but even a Google sheet works. Either way - make sure
you follow up.

1.

2.

3.

4.

5.

https://hbr.org/2016/12/what-great-managers-do-daily
https://www2.deloitte.com/us/en/insights/focus/human-capital-trends/2015/performance-management-redesign-human-capital-trends-2015.html


What good manager 1:1s look like

15

As positive as a performance review sounds on paper (it’s an opportunity to connect with your 
team and share feedback!), the actual process can be incredibly stressful, particularly for the 
people who report to you. One way to make it less so is to have a ‘no-surprises’ review.
What this means is that your employee should have to go into the performance review with
a solid understanding of how they are measuring up against the set expectations.

The no-surprises review boils down to the following elements:

Run performance reviews
that your team trusts

Want to know how to have
more effective one-on-ones with
your direct reports? Check out
our easy guide to 1:1s.

Set clear expectations

Create a culture of continuous feedback

Stay prepared with data

Ensure there’s no ambiguity about what a successful job role looks like and how
performance would be measured.

Strike the right balance between praise and advice. Allow ways for
employees to give and receive them on a regular basis

During a feedback session, back your claims with data. Use tools like mesh to visualize 
the data, uncover discrepancies, and spot patterns to identify areas of improvement.

Have a two-way conversation

Encourage your team to self-evaluate ahead of time. During performance reviews,
spend time identifying 2-3 improvement areas and come up with a follow-up plan
with action items. 

1.

2.

3.

4.

https://www.mesh.ai/ebooks/the-managers-guide-to-easy-one-on-ones


A year in the shoes of an ace manager
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Now that you’re equipped with what it takes to be an ace manager, it is your core responsibility to help your team do their best work,
without losing steam. The key to doing this is maintaining a consistent cadence with your team. Here’s what it could look like in action:

Cadence of an Ace Manager in action

Monthly 1:1s

Bi-monthly check-ins

Quarterly team goal setting &
retrospectives

Bi-annual performance reviews
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World-class managers are but a reflection of a strong culture of continuous feedback and learning at work.

With the right attitude, the right tools, and the right partners by your side, it can be done—and the results will be phenomenal. 

For instance, with Mesh, you can celebrate progress and quick wins through social media-like posts and automated feed cards.
This will help you drive continuous improvement by engaging your team with real-time recognition.

As a manager, you can even create and track action items after every one-on-one. This will help you keep all your follow-up actions
in one place so you can check them off one by one — staying true to your commitments and building trust with your employees
in the process. Curious to know more? Head over to our website and explore Mesh on your own!

https://www.mesh.ai/
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Resources to help 
you stay ahead

05 Books

Follow social psychologist and professor Daniel M.Cable on a
journey into the minds of workers and discover the surprising
secret to restore their zest to work.

Cabrera and Unruh define a new context for global leadership,
vividly illustrating both the challenges and the opportunities
facing today’s executives.

Lencioni tells the story of Jeff Shanley, a leader desperate
to save his uncle’s company by restoring its cultural
commitment to teamwork.

Davis and others help leaders tackle their greatest challenge: 
turning plans into action real fast.
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From Lancaster and Stillman, the nationally recognized generational
experts and authors of When Generations Collide, is the definitive guide 
to “Millennials” in the workplace—what they want, how they think, and 
how to unlock their talents to your organization’s advantage.

Author Li offers the next step resource that shows leaders 
how to tap into the power of the social technology revolution 
and use social media to be “open” while maintaining control.

Christina Wodtke uses her experience of working at Zynga,
LinkedIn and several other Silicon Valley startups to answer
questions like how to get a diverse team to work together and 
what to do when it looks like you’re heading toward failure.

Pump up that inertia in your workplace. Learn how to get your 
entire organization on board—get rid of the fear, excuses, and 
hurdles—and work toward the new pursuit against distractions 
and dissent.

Radical candor is the sweet spot between managers who are
aggressive on one side and empathetic on the other. Know more
about how a mix of praise and criticism produce better results and
help employees achieve their goals.

Walk through Doerr’s broad range of first-person, behind-the-scenes 
case studies about OKRs. You’ll find narrators like Bono and Bill Gates 
who advocate the focus, agility, and amazing growth that OKRs have 
spurred at so many great companies.
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Videos

Why Good Leaders Make You Feel Safe
By Simon Sinek

10 Leadership Skills Every Leader Should Have
By Vanessa Van Edwards

The Secret to Giving Great Feedback
By TED

Management theorist Simon Sinek suggests that a good manager is someone who 
makes their employees feel safe, and who draws them into a circle of trust.

Vanessa Van Edwards is an author and behavioral investigator who encourages you
to think about how to motivate the people around you.

Cognitive psychologist LeeAnn Renniger describes a thought-provoking and
scientifically proven method for giving effective feedback.

https://www.youtube.com/watch?v=lmyZMtPVodo
https://www.youtube.com/watch?v=kehjByLNvmo
https://www.youtube.com/watch?v=wtl5UrrgU8c

