LEADERSHIP-TOOLS.COM
Skip-Level Manager Review
A 30-minute conversation with each person on your manager's team, so you stay connected to the people two levels down and coach the manager with facts rather than impressions. The Skip-Level review process includes: One Interview Notes page per employee, one Theme List per team, and one Feedback Discussion per manager. The Leader's Guide walks through each step in detail.
Summary of How This Tool Works (see Leader’s Guide for details)
	1
	Set it up
	Inform the manager first. Announce it to the team with the questions attached, so nobody walks in cold. Book 30 minutes per person with a 15-minute buffer after each one.

	2
	Prepare
	Pick six to nine questions from the questions bank on page 2. Review what you already know about the team. If anything is open with HR, check before you start.

	3
	Interview
	Ten minutes each on the Employee (E), the Manager (M), and Opportunities for growth (O). Open with the script below. Notes go on page 3, one page per person.

	4
	Find the themes
	Within a day of the last interview, list what you heard on page 4. A theme is shared with the manager only when two or more people have raised it.

	5
	Coach the manager
	Share strengths first, then opportunities as themes. Agree on actions and a follow-up date on page 5, and log them in your coaching log under “Skip-Level”.



	Two rules that make this work
Themes, not names. Nothing you hear is repeated with a name attached. The manager hears patterns that two or more people shared, but you never attribute issues to an individual.
Coach the manager. Don't rescue the team. If you fix a problem over the manager's head, you've taught the team to route issues around their boss. Take what you’ve heard back to the manager and coach them on how to effectively address it.



	OPENING SCRIPT: SAY THIS BEFORE THE FIRST QUESTION
Thanks for spending some time with me today. I’m having conversations with everyone on [manager]'s team, and I'll keep having them a couple of times a year, so this is going to be a normal practice and nothing is wrong. I want to hear how things are going for you, how you're being supported, and where you'd like to go from here. Part of my job is helping [manager] give this team what it needs, so I'm asking for your honest view.
Here's how I handle what you tell me. I don't repeat anything with a name attached. When I talk with [manager] afterward, I share patterns that two or more people have raised, never who said what. The one exception is anything involving safety, harassment, discrimination or ethics. I'm required to act on those, and I'd tell you first. Is there anything you'd like to ask me before we start?



	Question Bank



Pick six to nine questions per interview and ask the same core set of every person, so the themes line up. The follow-up gets you a specific example.
	E
	The Employee  (First 10 minutes)
	Follow up with

	
	What have you been working on lately, and how's it going?
	Which part are you proudest of?

	
	Are you clear on your goals and how they're measured? Are you on track?
	When did you and your manager last review your progress?

	
	What do you enjoy most about your job?
	What would you want more of?

	
	What gets in the way of you doing your job most often?
	What would fix it, in your view?

	
	What can I do to better support you and the team?
	Has anyone asked for that before?



	M
	The Manager  (Second 10 minutes)
	Follow up with

	
	How would you describe your manager's style?
	Can you give me a recent example?

	
	What does your manager do well?
	When did that last happen?

	
	What could your manager do more of, or differently?
	What would that look like in a typical week?

	
	How often do you meet one-on-one, and what does a typical one look like?
	When was the last one?

	
	Do you feel supported? Does your manager understand what you do and what you need?
	Tell me about a time they stepped in to help.

	
	When something's wrong on the team, how quickly does it get addressed?
	What happened the last time?

	
	How well does information about the company reach you?
	What did you hear about late, or not at all?



	O
	Opportunities for Growth  (Last 10 minutes)
	Follow up with

	
	Where do you see yourself in two or three years?
	What's drawing you there?

	
	What are you doing now to get ready for that?
	What's the next step you haven't taken yet?

	
	What skill would you most like to build this year?
	Who could help you build it?

	
	Is there a project or responsibility you’re interested in doing?
	What's stopping you from asking for it?

	
	What's one thing you'd want me to know about you that I might not be aware of?
	



Close every interview the same way. “Is there anything you’d like to ask me?” Answer as openly as you asked them to. Then thank them, and tell them when they'll hear from you again.
Leave these out. Anything that asks the employee to rate or grade their manager. Pay, raises or promotions. Questions about a named coworker. Anything you wouldn't act on.

	Interview Notes



	Employee
	
	Manager
	

	Date
	
	Interview #
	          of          on this team



Write what they said, with their words where you can. Mark a direct quote with quotation marks. Save your conclusions for the Theme List.
	E   The Employee   (first 10 minutes)

	What they're working on? Goals and whether they're on track? What they enjoy? What gets in their way?








	M   The Manager   (second 10 minutes)

	Style, with an example. What the manager does well? What could they do more of or differently? One-on-ones: how often, what happens. Support.









	O   Opportunities for Growth   (last 10 minutes)

	Where they want to be in two or three years? What they're doing about it? A skill, project or responsibility they want?







	What I owe this person
	An answer, an introduction, a follow-up. Write it here and close it before the next round.





	Theme List



	Manager
	
	Interviews completed
	          of          

	Date
	
	Round
	



Complete within a day of the last interview, while the conversations are still fresh. Read every Interview Notes page once, then list each thing you heard more than once as a theme. Count how many people raised it. Pick the strongest example, and strip anything that would identify the person.
	Theme (what you heard)
	Raised by
	Strongest example, no names
	Strength or opportunity
	Share, hold or escalate

	

	

	

	

	


	

	

	

	

	


	

	

	

	

	


	

	

	

	

	


	

	

	

	

	


	

	

	

	

	


	

	

	

	

	


	

	

	

	

	




	The two-person rule
Share a theme when two or more people raised it. Present it as a pattern and one example, never as a quote from a person.
Hold anything only one person said. Go and look for yourself if possible. If it holds up, it becomes your observation to coach on, and the employee stays out of it.
Escalate anything involving safety, harassment, discrimination or ethics through HR, even if only one person shared it. 



	Feedback Discussion and Action Plan



	Manager
	
	Leader
	

	Date
	
	Interviews completed
	          of          



Lead with what the team values about the manager. Then share the opportunities, as themes. Ask for the manager's read before offering yours. Agree on no more than three actions.
	Strengths the team named   (for example “five of seven said…”)

	






	Opportunities   (themes raised by two or more people)

	






	The manager's read   (what they make of it, and what was going on behind it)

	




	Agreed action
	Owner
	By when

	
	
	

	
	
	

	
	
	



	Follow-up date
	
	Logged in coaching log
	☐  Yes



Close the loop with the team. Within a week or two, tell them what changed because of what they shared collectively, with no detail that points to anyone. You can expect the next round to go even better because of this one step.
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