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Before the Storm:
A Guide for Managers Who Want to be Prepared

Busy season is coming. 

Get ready for long lines, long hours, and plenty of stress. Whether it’s your first 
busy season as a Retail Manager, or your twenty-first season, you’re going to feel 
the pressure. It’s inevitable, because busy season always brings with it a degree of 
unpredictability:

• Maybe an overloaded display shelf will collapse in the middle of the store?
• Maybe a toddler will spill chocolate milk on a fresh stack of cashmere sweaters?
• Maybe you’ll accidently break off your key in the lock of your door-grill?
• Maybe a quarter of your scheduled employees will call out sick on Black Friday?
 
Extreme as these scenarios are, they’re still entirely possible. But as a manager, you 
only have one course of action: forget about the things you can’t control and prepare 
like crazy for the ones you can do something about.

That’s where this guide will come in handy. It spells out exactly what you should focus 
on in the months, weeks, and days leading up to busy season. 

It doesn’t matter what industry you’re in, you’ll walk away from this read armed with 
dozens of actionable tips and tricks guaranteed to make your busy season easier on 
you, your employees, and your customers. 

You’ll pick up advice on retail-store:

1. SHOWROOMING: How to Convert Diehard Online Shoppers Into 
Brick-and-Mortar Evangelists

2. TRAINING: 8 Best Practices to Transform Employees into Top Performers
3. COMMUNICATION: 7 Ways to Ensure Your Next Retail Meeting Will 

Actually Make a Difference
4. MAINTENANCE: The Self-Sufficient Retail Manager’s Busy-Season Checklist
 
So, what are you waiting for? 

Ready to get ready?

Let’s dive in!



4

Before the Storm

How to Convert Diehard Online Shoppers into 
Brick-and-Mortar Evangelists

You can spot them from across the store...

They walk slowly, browsing merchandise and peeking at their phone. They check price 
tags, take pictures, and brush off any advances from your sales associates. 

Finally, they put their phone back in their pocket, their sunglasses back over their 
eyes, and stroll out. 

Another showroomer, come and gone; another customer lost to online shopping. 
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A showroomer, of course, is a consumer who visits a brick-and-mortar store to check 
out a product before buying it online at a lower price. But you already knew that. 

You also probably know that showroomers are especially commonplace before the 
holiday season. They come out in droves to do their research and get a feel for the 
things currently sitting in their online shopping carts. 

The question is how can you turn a showroomer – a diehard online shopper – into a 
brick-and-mortar evangelist who forgoes online savings for the in-store experience?

It’s simple, really. Converting online shoppers into brick-and-mortar customers comes 
down to preparing your employees to nail every interaction. Here are the strategies 
you, as a manager, can employ to ensure they do:

Turn your employees into product experts.
Train your sales associates to operate under the assumption that shoppers actually 
know a thing or two (because, thanks to the Internet, they probably do). In other 
words, your employees should be prepared to have an intelligent conversation.

If you manage a small specialty store, for example, your team should be highly 
knowledgeable when it comes to your best-selling items: their pros, cons, and how 
they compare to your competition. 

But if your store carries a wide array of items, your sales associates should serve 
as generalists when it comes to products and experts when it comes to your store’s 
pricing, return policies, products guarantees, and anything else unique to your brand. 

Often times, the value an educated employee brings to the table is enough to inspire 
an in-store purchase. 

Give shoppers an experience.
One advantage brick-and-mortar retailers have over the online guys is the ability 
to create an experience, rather than just a transaction. An experience is something 
people appreciate, remember, and tell their friends about. A transaction dies the 
moment it’s concluded. 

Stores have the experience built into their physical environment. At American Girl, for 
example, customers become completely immersed in the world the store creates. In 
addition to selling beautiful dolls, American Girl also sells doll accessories, clothing, 
haircuts, and even doctor’s visits. It’s a truly immersive adventure. 
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Of course, you don’t have to be American Girl to create a positive customer experience. 
A personable, knowledgeable, and engaged employee can do that without the extra 
bells and whistles.

Don’t skimp on tools.
If your smartphone-wielding shoppers have the Internet at their fingertips, shouldn’t 
your employees have it, too?

Providing your team with tablets (think Apple) can be a tremendous help to employees 
competing with the omnipresent online checkout button. And on top of keeping your 
employees online, carrying a tablet can also expedite the purchasing process. 

Line up your temp team early. 
Your temp team should be locked in way before the busy season starts up, because:

1. Experienced seasonal workers get hired fast, and 
2. You’re going to need time to train them. 

Introduce bonuses and commissions.
Few things motivate people like money. And while individual-based bonuses and 
commissions are a great way to keep your employees driven throughout the grueling 
busy season, it’s also critical to think of the team as a whole.

Try to marry individual and group-oriented goals. Set the weekend and weekday 
teams against each other one week, inspiring camaraderie and healthy competition.

Price match.
If it makes economic sense, give customers the price they see online.

Make room for collaboration.
Giving employees a chance to brainstorm marketing and sales concepts educates 
employees on the products they’re selling while bringing them closer to the company. 

Smart scheduling software that allows employees to swap shifts, pick-up shifts, or 
request time-off will also keep people engaged and invested in what they’re doing. 

http://www.workplacesystems.com/blog/identify-engaged-retail-employees/
http://www.workplacesystems.com/blog/identify-engaged-retail-employees/
http://www.workplacesystems.com/product/
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8 Best Practices That’ll 
Transform Retail 

Employees in to Top 
Performers 

Every person on your retail team is 
there because you – their manager – 
saw something in them. 

Maybe their experience made them an 
easy choice or, perhaps, it was their 
personality that put them over the 
edge. Whatever the case, everyone on 
your roster gave you a “good” feeling. 
They won you over. They made the cut. 

Now it’s your responsibility to raise them up, to coach and develop them, to turn them 
into high-caliber professionals. Now it’s on you to make them dangerous on the store 
floor (especially with busy season in sight). 

But how?

You can start with these 10 best practices:

1. Challenge employees to be better. 
Stagnation breeds disengagement, so don’t let your people go stale. Ask them to set 
SMART goals: Specific, Measurable, Attainable, Relevant, and Timely. These keep them 
focused and hungry throughout their shifts.

For example, challenge them to increase sales revenues by 1% every week. A 1% boost 
is a manageable, nonthreatening short-term goal that can really compound over time. 

http://www.workplacesystems.com/blog/smart-retail-managers/
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2. Coach employees when they need a push. 
As a manager, it’s your responsibility to be there for your team members when they 
are, for whatever reason, struggling to achieve their goals. 

A great retail coach works calmly and collaboratively, helping employees identify 
and understand their problems and, ultimately, find a solution. (It’s important to 
remember that some issues are quick fixes while others may take time to correct.)

3. Encourage employees to contribute new ideas. 
“What do you think?”

“What would you do?”

“How can this problem be solved? What’s your honest opinion?”

Managers who ask their staff questions like these on a daily basis create engaged retail 
employees – workers who are truly invested in both the success of their store and the 
goals of the entire organization. 

4. Be interested. Genuinely. 
It’s the little things that turn people on. Everyone likes it when someone:
• Acknowledges their birthday
• Remembers their kid’s name
• Asks about their vacation

And if that someone is their boss, you better believe it’s going to rub off on their work 
performance. So be genuinely interested in your associates. People can tell when 
you’re faking it. They’re not cogs, after all. 

The end result will be personal and professional growth for both parties. 

5. Delegate.
The opposite of delegation is micromanagement, which leads to:

1. Managers who are stressed out because they’re trying to do everything, and 
2. Employees who are disengaged because they don’t have enough responsibility.

The end result: a bad attitude, which leads to poor customer service and fewer sales. 

http://www.workplacesystems.com/blog/identify-engaged-retail-employees/
http://www.workplacesystems.com/blog/identify-engaged-retail-employees/
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6. Communicate. Be clear. 
If you haven’t done so already, sit down and make a list of your expectations and 
priorities. Note what’s important to you. Record your daily, weekly, and monthly 
expectations. Write down what you absolutely, positively will not tolerate. 

Think deep. Dig. Get it all down. Then clearly share your thoughts with your staff, 
preferably in a private one-on-one setting. 

This exercise will ensure that your employees understand what’s important to you 
and, in turn, what’s expected of them.

7. Listen.
Exceptional store managers have superior communication skills, which means, 
arguably, that they listen more than they speak. 

8. Inspire people every chance you get. 
Retail work is weekend work. It’s up-on-your-feet-all-day work. It’s busy-season-is-
coming work. 

Ultimately, retail work is hard work. That’s why, as a manager, you have to light a fire 
under your people every morning (and keep it ablaze throughout the day). You can do 
this by showing genuine personal enthusiasm for the:

• Business you’re supporting
• Customers you’re helping
• Products you’re selling

Let your excitement and ardor roll downhill, affecting your employees’ moods and 
your store’s overall atmosphere. Never underestimate the impact your cheer and 
friendliness can have on others – especially with busy season in sight. 
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7 Ways to Ensure Your Next Retail Meeting Will 
Actually Make a Difference

In his professional career as a basketball coach, Mike Krzyzewski led five teams to an 
NCAA championship. 

Five. 

He’s won four Olympic Gold Medals. 



11

Before the Storm

He’s been given the Naismith College Coach of the Year award three times. 

And, since 2001, he’s been inducted into the Memorial Basketball Hall of Fame twice – 
once as an individual and once as part of the Dream Team.

So if there’s one thing Coach K knows about, it’s teamwork. More specifically, he 
knows how to inspire teamwork:

“Effective teamwork begins and ends with communication” 
Coach K

Trite as it sounds, it’s 100% true. Whether you’re coaching an Olympic basketball 
team in the fourth quarter or managing a retail store in the weeks leading up to busy 
season, you need to be efficient and compelling in your communications if you’re to 
find success. 

And there’s no better place to hone your skills as a Retail Manager than in the team 
meeting, where all eyes are on you.

Below are seven specific ways to make any meeting more effective and productive, 
leading to happier employees, higher conversions, and more revenue this busy season. 

Let’s dive in:

1. Ask yourself: What’s the point?
Meetings need a purpose. They need objectives. They need to accomplish something.

In other words, after every meeting your team should walk away with at least one of 
the following:

• New skills
• New knowledge
• New perspective

Failing to accomplish this on a consistent basis will, over time, lead to disengagement 
in your  meeting, as well as on the sales floor. 

Quick tip: If you can’t identify the meeting’s purpose, rest assured your employees 
won’t be able to either. 
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2. Always, always, always create an agenda.
An agenda is a written plan – usually a numbered list – detailing what you hope to 
accomplish. Before your meeting, review your agenda to ensure that every point 
makes sense as a group discussion (because some things, admittedly, are better to 
review in a one-on-one setting). 

Quick tip: Organize your agenda from “most” to “least” important. This’ll ensure that 
you never run out of time without addressing the most pressing issues. 

3. Keep the “WHAT” and the “HOW” at 10% and 90%, respectively. 
The tasks you want your associates to accomplish and the goals you want them to 
achieve fall under the “WHAT” category. 

Put the skills and knowledge your employees need for success in the “HOW” column.

Meetings are an ideal place to discuss both. Just be sure to allocate more time to the 
“HOW” details, as it’s typically always going to be a more robust conversation.

Quick tip: Try to incorporate product training as well as sales and customer service 
development into every meeting you hold, even if it’s only for a few minutes. Over 
time, the cumulative effect of these “mini” trainings can make a significant impact. 

4. Criticize in private. 
While it might be faster and easier to call out an entire team’s subpar performance 
in one fell swoop during a meeting, the time and effort you save will be completely 
canceled out by the disengagement you generate. 

Quick tip: Public critiques rarely result in better performance. Always provide 
constructive feedback privately. 

5. Praise in public. 
Because it motivates people like no other. 

Quick tip: Starting a meeting with some public praise is a great way to build positive 
energy right off the bat. 
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6. Pass the torch. 
Make it an open meeting. Encourage others – sales associates and assistant managers 
alike – to participate freely. Allow the conversation to evolve naturally, as this will lead 
to the dissemination of honest, topical, and valuable info. 

Quick tip: Avoid lecturing throughout a meeting. Think of yourself, rather, as a 
moderator, steering the conversation per the agenda.

7. End on an actionable note. 
Time is just about up – and you’re pleased because the meeting went well. You said 
everything you had to say. You got through to people. You connected with them. 

Now what?

Now it’s time to give your people something to do with the skills, knowledge, or 
perspective they picked up. This will give your team a sense of direction.

Quick tip: Make sure your people understand exactly what’s expected of them. 
Attaching a metric to their performance is a good way to do this.
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The Self-Sufficient Retail Manager’s 
Busy Season Checklist

Ready for a horror story?

Imagine you’re smack dab in the middle of another busy season day. 

You’re running around because more demand means more product deliveries, more 
phone calls, more customer conversations, and more pressure to get everything you 
usually do (and then some) accomplished in far less time. 

As the Store Manager, you’re feeling the heat. But it’s okay, because you’re focused. 
You’re thinking on your feet. You’re being self-sufficient. 

And then it hits you. Judging by the queasy, painful looks on your customers’ faces, 
you’re not the only one who smells it: raw sewage. You make a beeline for the 
bathroom, but it’s too late. Your customers are making their way towards the exit and 
you’re stuck with an overflowing, impossible mess. If only you’d taken care of your 
water pressure before the busiest quarter of the year.

Being a self-sufficient Retail Manager means being able to handle any in-store problem 
on your own, which is a critical to:

1. Maintaining efficiency throughout your day, and
2. Restoring order as quickly as possible when things go awry. 

As soon as you have to bring in a third party to keep your store running smoothly, 
you’re no longer being your usual self-sufficient self. You’ve instead become 
dependent on someone else’s knowledge and expertise, which means you’re now on 
their timeline. And that’s not where you want to be during busy season.  

You want to be in control, ready to handle anything and everything that comes your 
way. You want to do it independently. 

To help you remain autonomous, here’s a list of items that should be checked and 
rechecked days or even weeks before entering the last quarter of the year. 
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Why so far in advance? Because these (probably) aren’t things you can fix quickly or 
independently. You want to give yourself a lot of time when it comes to these items, as 
they will likely demand a healthy amount of effort.

And you have plenty of busy-season work already. 

Here’s what you absolutely, positively must check before the crowds start rolling in:

1. Plumbing: Watch out for weak water pressure and chipped ceramic. 
2. Lights Fixtures: Watch out for out-of-stock specialty bulbs and out-of-reach regular 

ones.
3. Carpet/Flooring: Watch out for perpetual kinks and turned-up edges that shoppers 

could trip over. 
4. POS System: Watch out for slow systems that are always lagging, freezing, and 

rejecting cards. They may just give out when you need them most. 
5. Doors and Door Grills: Watch out for door grills that don’t sit flush with the 

ground, as they can be manipulated. 
6. Ceiling Ducts: Watch out for irregular temperatures (hot or cold) and an 

overabundance of dust as this could be a sign that your filters need to be 
changed. 

7. Shopping Carts: Watch out for rusted wheels, cracked plastic, and torn child-seat 
belts. 

WARNING: Leaving these items to fate may result in longer lines, bigger bills, smaller 
paychecks, and (daresay) stronger smells.

So go ahead, double-check the above essentials while you still have the time to spare 
and march into busy season with confidence. 
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Did you enjoy this ebook?
Check out these other titles - click now for a free download!

Who is HENRY?
Read all about the most 
desirable customer you want 
in your store NOW.

Retail Employee 
Engagement

Learn how to engage your 
employees for real behavior 

change that translates into 
driving up your revenues.

Where You Can Go From Here
As a Store Manager, you need a veritable arsenal of skills to conquer the busy season:

• You need to be a proven expert in your industry.
• You need to be able to communicate with your team. 
• You need to be able to connect with your customers. 
 
Possessing these skills, however, is no excuse not to prepare. 

Use the days, weeks, and months leading up to the holiday season (or whenever 
demand for your product is at its highest) to prepare yourself, your store, and your 
staff for the pressure-filled times ahead. 

Hopefully the articles in this book have provided enough tips, tricks, and strategies to 
start you off in the right direction. And if you want more content like this, check out 
our other helpful guides on the next page.

Happy selling and good luck!

http://workforcemanagement.workplacesystems.com/employee-engagement-guide

