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“In the right culture, hourly workers (who are our team members) will do remarkable things. Stop the Shift Show is a powerful playbook for building that culture. Great Job, Scott!”


-Peter Cancro, Founder/CEO, Jersey Mike’s Subs


“In Stop the Shift Show, Scott’s expertise shines through once again, just as he’s done from the stage with our Great Clips franchisees and salon managers. He offers practical, powerful insights and tools for those leading and developing hourly employees. Scott will help you unleash the incredible potential inside your employees and allow you to build a stronger and more successful business.”


-Rob Goggins, President, Great Clips, Inc.


“Stop the Shift Show provides a framework for business owners and managers to build teams that excel, and even more importantly, teams that last.”


- Whitney Knight, Brand Management Director, Hilton


“With authenticity, candor and a bit of humor, Scott Greenberg calls us all on our s***. Stop the excuses. Stop wishing for the good old days and embrace the new reality: To win we must create a loving, supportive environment for our leaders and teams – doubling down on past efforts. Lofty? Yes, but Scott provides a step-by-step path forward (with case studies) to recruit, to hire and to retain. This is the book we need, now.”


-Monica Rothgery, Chief Operations Officer, KFC US (retired)


“Scott Greenberg’s Stop the Shift Show is simply great: accessible, actionable, and erudite… Humor & puns? Check! Easy-to-follow tricks to engage and motivate your hourly staff? Check! Management tips from Aristotle? Check! It’s a wonderful read and I’m excited to introduce it to my team.”


-Anna Haaland, Global People Business Systems Director, Costco Wholesale


“Scott details well strategies and opportunities to win in today’s ever-changing labor market - it’s about creating teams and getting real buy-in. The right tactics are here for any business that relies on the efforts of an hourly workforce to succeed.”


-Charles Watson, Chief Executive Office, Tropical Smoothie Café


“Kudos to Scott for yet another inspiring guide to leadership that ties together head, heart, and hands. It’s filled with practical tools to uplift hourly workers and enhance your organization. A true game-changer for anyone in a leadership role. I remain a huge Scott Greenberg fan!”


-Stacy Anderson, President, Anytime Fitness


“Scott Greenberg’s writing takes readers on an enlightening journey, revealing a wealth of strategies that are as powerful as they are relatable. This is the book the workplace desperately needs. I’m excited to share this with as many people as possible!”


-Chris Dull, President & CEO, Freddy’s Frozen Custard & Steakburgers


“Stop the Shift Show isn’t just another management book—it’s a resource that could turn your hourly workforce into an absolute powerhouse. Scott delivers practical strategies, offers game-changing insights for business owners and managers, and knows how to elevate a team’s performance. Whether you’re a new or experienced leader, or at a startup or legacy company, this book can help you build a dream team.”


-Jason Feifer, Editor in Chief, Entrepreneur Magazine


“Scott Greenberg’s book, The Wealthy Franchisee, was a game-changer for me helping me understand the dynamics of the franchisee and franchisor as business partners. His new book, Stop the Shift Show, changes the game again by being a wake-up call for anyone in a leadership position employing hourly workers. He challenges us to be more purposeful in how we manage, urging us to understand what our employees truly want rather than placing the blame on them. Scott’s emphasis on changing your mindset from being a mere manager to becoming a great leader will be transformative to your small business. Become the ‘employer of choice’ and read this book!”


-Heather Nykolaychuk, President, Budget Blinds


“With indispensable advice and a unique blend of humor and storytelling, Stop the Shift Show is a must-read for any leader looking to recruit, retain and develop their hourly workforce into a high-performing team.”


-Cathy Susie, Vice President of Human Resources, Schneider Electric


“Scott’s firsthand experience and practical takeaways make Stop the Shift Show a must-read for anyone in the franchise sector. IFA’s research consistently tells us the top challenge facing franchisees is employee retention, and applying Scott’s learnings from countless hours of research and practical insights will benefit anyone looking to improve the business they lead and the employees that can make (or break) a business.”


-Matt Haller, President & CEO, International Franchise Association


“A refreshing departure from generic management advice. This is the ultimate resource for anyone working with frontline employees.”


-Amir Shiekh, Vice President of Operations, Shiekh Shoes
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For my children’s future employers, and always,


For Rachel












Introduction






It’s a Saturday afternoon in a Southern California shopping mall, and I’m strolling past the stores, occasionally glancing over my shoulder to ensure I’m not within eyesight of my 14-year-old daughter and her friends. Where I was once my little girl’s hero, today I’m her “cringy” chauffeur. I agreed to keep myself invisible to spare her the embarrassment of having a father.


With two hours to kill, I have time to observe the 200 stores, altogether employing more than a thousand hourly workers. I peek inside a Japanese pop culture outlet. One employee apathetically stocks shelves while another at the counter mindlessly swipes on her phone. Next, I visit a busy (perhaps understaffed?) athletic shoe store where frazzled associates are quickly fetching footwear and ringing up sales. Just a few doors down is a bustling tech store, where attentive hipsters proudly demo their phones and computers. At the far end is one of the mall’s anchors, a major discount retailer with two floors of merchandise. I ask one of the employees in their distinctive vests where I can find Brita water filters. “I’m sorry, I don’t know,” she says. “I’m new here.” I thank her and wander off to find my filter.


Later I scan the food court to make sure the coast is clear and consider my lunch choices. At a pizza place, a young man who looks like he’s already taken 10,000 orders robotically moves through transactions. “Next in line,” he murmurs to the humanoid in front of him.


At a nearby counter, three cheerful employees around his same age serve up chicken with smiles. They warmly reply to every thank you with “My pleasure.” There’s a long line there. I was thinking about pizza, but I patiently queue up for chicken.


I take my tray and scan for a place to sit. A man on the cleaning crew notices me and beckons me to a vacant table. He removes the last person’s tray and gives the table a wipe. “Bon appetit!” he jokes, clearly enjoying his work.


As I take my first bite of chicken, I notice the cell phone swiper from the Japanese pop shop on a break. She sits with friends from the mall and engages in lively conversation, completely different away from her job.


It’s amazing how under one roof there’s this much disparity among employees. Some are happy while others are miserable. Some excel at their jobs and others struggle. Many love their work, but even more endure it. Much of their performance is a reflection of who they are. But there’s another factor that often has an even bigger impact on how well they work: the way they’re managed.


My job is to help business owners and management teams operate at a higher level. I speak at conferences, consult, and consistently interact with people who have a lot of responsibility, from running frozen yogurt shops or managing retail stores to supervising large manufacturing plants and warehouses. I have clients in hospitality, auto care, home services, education, personal care, food service, senior in-home care, fitness, and many other industries. All of them oversee systems, procedures, and technology. But regardless of their industry, there’s one responsibility they all share—managing workers. And for most, that’s their biggest challenge.





The Workplace Shift Show



“Good morning. Mind if I join you?”


It was breakfast time at The Peabody Memphis hotel. I found an open seat at a table of business owners and managers, identified myself as their guest speaker, and asked to join their conversation. I was scheduled to give the keynote address that day for a large retail association. While my main profession is public speaking, most of my work is listening, so I embrace every opportunity to interview audience members before my presentations. I want to know my clients and their struggles, and conference breakfasts are a great time to meet them. As they fill their stomachs, I pick their brains.


“So what’s the most stressful part of your business?”


They responded in unison, like a Greek chorus: “Employees.”


I had anticipated this answer because that’s what I always get, but I asked them to expound.


“We just can’t find anyone.”


“They don’t show up for interviews.”


“They’re lazy.”


“They don’t care.”


“They’re so unmotivated.”


“They’re constantly calling out.”


“They never last.”


“They’re always on their phones.”


Not only have I heard these things countless times, but I’ve also thought them myself. For more than 10 years I was an owner/operator of two Edible Arrangements franchises in Los Angeles. I had teams of hourly workers and a management staff. I’d been working full time as a motivational speaker for 13 years before opening my first location, and that gave me a false sense of confidence. I believed I’d have an edge over other Edible Arrangements franchisees because I came into the business armed with such nuggets as “There’s no ‘I’ in team” and “No one cares what you know until they know that you care.” I’d read countless books on leadership and regurgitated their theories onstage.


The problem was that my employees hadn’t read those books. They didn’t know how they were supposed to respond to my brilliant Jedi-leadership tactics, and the clichés didn’t land as I’d expected. There’s no “I” in team? To them, that was just a statement about spelling. When I talked about how Together Everyone Achieves More (TEAM), their eyes glazed over. I tried brainstorming a list of company values with them. “Are these the rules?” one asked. I explained our opportunity to do something meaningful, to be part of something great. Another hand went up. “Do we have to punch out when we take breaks?”


If you had asked me during those first two years what my biggest headache was running my business, I would have responded just like those retail store operators in Memphis. It was my employees. Despite my determination to be a great boss, some of them ghosted me. Others stole from me. One of the first team members we fired had been calling ahead for others to punch her in when she was running late. Another called out on Valentine’s Day (our busiest day) because she had to help her grandmother move. I once checked the surveillance cameras on my phone and found my assistant manager doing an employee’s hair. A few succumbed to drug addiction. Several great employees left to make an extra dollar per hour at a business down the street. Many just moved slowly, repeated their mistakes, and topped out at mediocre.


I did everything I could to help my employees succeed. I paid them fairly. I bought them food. I rewarded them with gift cards and praise. I clarified my expectations. I gave them additional training and second chances. I was the cool boss I always wanted when I was an hourly worker. I tried to make our workplace feel like a family. I also tried playing the tough boss: I wrote people up and came down hard. I let them know in no uncertain terms when they weren’t working as they should. Good cop, bad cop, tender, tough—none of it made a difference. My business was a total shift show.


It was as if everything I’d ever learned about leadership was wrong. These people were immune to my tactics. I had such an ambitious vision for them. I so badly wanted to create a culture of high performers, create the greatest workplace in history, and prove to my audiences that I could walk the talk and get results. If I couldn’t do that, what business did I have telling others how to manage?


I also wanted to make money. I took out a big loan against my house to open that first store. I begged my wife to trust me that this was a good investment. But I had no intention of giving up professional speaking, and that entails traveling. I had to build a team I could trust to run things while I was away. I was struggling with the same issues I was paid to discuss onstage. Years of sharing my messages with audiences had conditioned me to think positively and believe in human potential. But these real-world experiences were shaking me to my core. I was becoming cynical. It was stressful enough dealing with employees. But this was calling into question my entire life’s work. I felt like a fraud.


I started looking through some of the leadership books I’d collected over the years, searching for answers. As I thumbed through them, I realized something that hadn’t occurred to me during my first readings of them: Most discussed leadership in large organizations. The employees they referenced were full time and career bound. Others spoke broadly about employees or team members, lumping engineers with cashiers, as if onesize management fits all. The books were loaded with jargon and models and consultant-speak. Few of them mentioned the kind of employees I had: lower-paid, lesser-skilled, hourly workers. Most of these management gurus had little or no direct experience managing them.


Try Googling the phrase “top leadership experts.” You’ll see many familiar names. Notice their backgrounds. Most of them come from large white-collar companies. Others are academics or motivational speakers. I don’t want to knock these people. There are some brilliant minds there that I deeply admire. But the kind of people they talk about leading are different from the type of worker I was leading—and the type of worker you’re trying to lead. Even those who founded companies and started from the ground up doing the hourly work themselves have focused their books on high-level organizational leadership.


I do a lot of work in the franchise industry, which is a massive sector (really an industry made up of smaller industries) relying on hourly workers. Most franchise business owners come to their business after exiting other occupations, often corporate jobs. Many people who’ve led large teams of salaried professionals struggle with managing hourly workers. Their tactics just don’t translate.


As I spoke with other business owners operating in my industry, I realized I wasn’t alone in my difficulties managing this unique sector of the workforce. Most people I knew who dealt with hourly workers had no idea how to get through to them. They’d stopped trying and basically accepted that employees were a necessary evil of running their business.


I was discouraged but not ready to give up. Seeing how much frustration was out there, I saw an opportunity. Sure, I wanted to resolve my own employee issues. But I also realized if I could figure out how to lead these people, I could bring something very helpful to my clients. I could go beyond theory. I could share practical, real-world, on-the-ground tools that could change the game for a lot of bosses.


There’s something very powerful about pursuing a higher purpose. I still needed to reduce my headaches, increase my income, and get my work done. But now I had a new mission that was as much about learning as it was about earning. I wanted to solve a big problem. I wanted to find management solutions that applied to this type of worker and make those solutions a focus of my speaking work. If I could figure out how to do that, it’d be great for both businesses.


Thinking in those terms shifted my mindset to something more productive. I replaced my frustration with curiosity and started asking different questions. Instead of wondering, “What’s wrong with these people?” I asked, “What drives these people?” I had different conversations with Jennifer, my general manager. In addition to reviewing our daily operation and specific team members, we took a step back and discussed what we could learn generally about employee management. The store became a laboratory to experiment with new strategies: interviewing, training, retaining, coaching, motivating, etc. The goal was always to think bigger than our business and find tactics that could help anyone managing hourly teams.


I also changed the way I looked at my employees. My desire to understand them made me less contemptuous of them. I wanted to learn about them and from them. When someone was performing well, I paid closer attention to determine why. What were the conditions that brought out their best? Was it something innate to them or was it something we could replicate in other team members?


I developed the same inquisitiveness about my underperformers. Before, I was very judgmental about them and made a lot of assumptions. I blamed their soccer trophies and helicopter parents. I complained about the effects of screens and social media. Now I was eager to go deeper. I wanted to know if there might be other reasons behind their low performance. Were they really from a broken generation? Were they perhaps just a bad fit for the job? What was missing for them?


I began conducting one-on-one meetings, both formal and informal. Instead of just doing standard performance reviews, I used this time to ask bigger questions. I wanted to know what they valued and cared about. What did they want and expect from a job? What made them feel confident, successful, doubtful, and insecure? What put them off? I listened as objectively as I could, seeking only to understand. Every employee was a source of information. We also conducted blind surveys where employees could share their thoughts and feelings and provide feedback with less concern for how their comments might come back to them.


But the biggest change was inward, in me. I realized I might be a major factor in my employees’ underperformance. My confidence, my attitude, my tactics—were they really serving me? Was I an asset to my team or a liability? I decided to let go of everything I thought I knew and went back to management kindergarten. I didn’t entirely dismiss my knowledge; I just put it on the table for consideration and hit the reset button.


There was so much to do to run that business—operations, marketing, payroll, etc. But I made the people my priority. My theory was that if I took care of them, they’d take care of the business. Most of the time I invested in my store, I spent on them. Over time, that investment paid off.


Slowly, through a lot of trial and error, mistakes, and mis-hires, we saw improvements. We continually refined our approach to management, and we got noticeable results. Employees lasted longer. Sales increased, not just with more transactions, but with an increase in our average ticket size. Online reviews from customers improved. The atmosphere became more pleasant and fun. I could leave town to go speak somewhere and return to fewer problems and more money in the bank. Employees began socializing outside of work. Soon my team won the Edible Arrangements “Best Customer Service” award out of a thousand locations worldwide. The following year, Edible Arrangements created a brand-new award: “Manager of the Year.” That inaugural award went to my manager, Jennifer.


Other owners began stopping by to see what we were doing with our team. Many would ask, “Where do you find such great people?” believing that great staffing was just knowing where to fish. Eventually I was asked to speak from the main stage to my peers at the Edible Arrangements convention about what they can do to build high-performing teams.


Soon I was getting invitations from other franchise systems to speak at their events. While those engagements were meant to benefit their owners and managers, I benefited the most. Part of my preparation for any speech is interviewing audience members. I ask to meet their best performers. My first book, The Wealthy Franchisee, is based on those conversations. I was especially interested in how they were managing their hourly workers compared to others who struggled. But learning from high performers isn’t always easy. Many great bosses don’t realize how they’re getting great results. They’re just leading employees the only way they know how. I usually have to keep asking questions to identify the tactics that distinguish them from everyday bosses. But with enough digging, I always find something unique in their approach. These top franchise owners showed me many things that I could duplicate with my team.


With the help of my employees, our first Edible Arrangements store became one of the highest-volume locations in California, often ranking number one in the state. Then we acquired one of the lowest-performing locations in the state. My team significantly boosted its sales ranking and online reviews and made it profitable within a year—all while keeping labor costs at or below our benchmark.


But I’ll be honest: At no point were we without personnel issues. Where there are people, there are problems. Always. Even our best employees can lose focus. They make mistakes, get bored, squabble among themselves, bring personal problems to work. People always need feedback, motivation, and redirection to get back on track. That just comes with managing people. What we had were significantly fewer problems and much better performance.


When the timing felt right for me to sell Edible Arrangements, I had a solid enterprise run by a superstar team. Most of my employees at that point had been with me for years. If you had asked me then what was the greatest aspect of running those businesses, I would have told you it was my employees. I’m still in touch with most of that final crew to this day.


I sold my businesses, but my mission to learn about leading these workers has continued. Stop the Shift Show isn’t just lessons from my own business. In this book, we’re going to study a diverse swath of organizations that are accomplishing great things with their hourly workforces, from mom-and-pop businesses to large companies. We’ll discuss franchises, restaurants, factories, retail stores, and other industries that rely on hourly help. They’re all different, but there are a few characteristics they share:




	All of them employ and excel with hourly teams.


	All of them are producing goods and services and are serving customers (external and/or internal) at a high level.


	All of them have been recognized as great places to work.


	All of them pay well, but not excessively well.


	None of them is a perfect employer. They all make mistakes and have occasional struggles with team members. They wouldn’t need managers if that weren’t the case. Managing people is hard. They just do it better than others.


	None of them is a perfect organization. If you’ve heard something you don’t like about some of them, don’t let that stop you from learning from them. In some way, they’re all known for accomplishing great things with hourly workers. See if there’s something you can borrow.


	None of them uses all the tactics described in this book. Not even I did. But all of them use some of them.


	All of them have tactics you can replicate!





And that’s really the point. You can use the methods in this book to make your life easier and your employees’ performance better. You won’t eliminate all the issues you face, but you can move the needle significantly in the direction you want. You can build a top-performing hourly team, and this book will show you how.


My experience managing hourly workers actually affirmed many of the tactics discussed by those famous leadership gurus. But for those tactics to work in our world, they need to be brought down to earth and made more digestible and practical. Stop the Shift Show is intended to be that resource.


By this point, you may be cynical about what’s possible. I’ve talked to many of you over the years, and I know how difficult managing hourly workers can be. Maybe your biggest problem isn’t even managing them but finding them. Or maybe you can find them but can’t seem to keep them. Maybe you’re tearing your hair out, and deep in your soul, you don’t believe it’s possible to build a strong, reliable team of hourly workers.


I sympathize, but I can’t ignore the results I’ve gotten, or the results gotten by Chick-fil-A, Starbucks, The Ritz-Carlton, In-N-Out Burger, Trader Joe’s, Costco, the Apple Store, and others whose reputations and cultures have been well-documented. And I can’t deny the success of the many diverse employers I’ve personally worked with and interviewed that are also thriving with the help of an outstanding hourly workforce. I’ve identified what these exceptional organizations have in common and what they do differently. By replicating their thoughts and actions, you can replicate their results. They’re not extraordinary organizations—they’re ordinary organizations managing employees in extraordinary ways. You can adopt their methods and get the same results.


I’ve tried to incorporate a variety of hourly work environments into this book. Many are franchises, not just because I know that world well but also because these are independently managed businesses with brand counterparts to which we can compare them. What they’re doing well is similar to what’s going right in top-performing independent businesses, large retail chains, and other companies. The multi-unit KFC franchisee profiled in Chapter 2 isn’t much different from the single dry cleaner profiled in Chapter 5. And both work environments resemble the factory I discuss in Chapter 9 and the grocery chain in Chapter 10. All these organizations employ hourly workers and have a similar approach to achieving top employee performance. Your organization may differ in size, structure, and function, but most of their methods for managing hourly workers will also work for you.


In this book, we’re going to buck tradition. We’re going to question everything that’s been done before in employee management. We’re going to dispense with the beliefs, expectations, and practices of the past. We’re doing this not to reject them but to quickly sort through them and determine which still work in today’s environment and which are outdated. This isn’t about coddling the sensitive or being “woke.” It’s about being effective. It’s about maximizing your influence over your hourly workforce so you can increase productivity, decrease turnover, have more impact on those you serve, and make more money.


While other employers continue to complain about their teams and struggle to get back to the way things should (i.e., used to) be, you’re going to pull ahead. You’re going to out-recruit, outcoach, and outgrow your competitors. You’re going to become a manager of the future as they struggle to let go of the past. Your teams will outlast and outperform theirs. Your business, your department, or your organization will get better results, and your employees will produce higher-quality work as you enjoy a higher quality of life.


To achieve these results, however, it’s going to take some discipline on your part. Great teams result from great coaches. Before you start to work on your employees, we need to work on you. We need to get you thinking like a top-performing manager, reflecting on your beliefs, your biases, and your expectations. We need to reinforce what you’re doing right and address what you could be doing better.


That may not be what you’re looking for. You might have bought this book hoping for a quick fix to get your team to care. You want to know how to find more employees and how to motivate them to just do their job. You’re busy, and you’re not interested in changing.


If that’s the case, you won’t get the full value of the book. Great results must start with you. Maybe you don’t believe you’re part of the problem, or maybe you do but are just too tired to do anything about it. Many bosses feel that way, and I understand.


But remember that the marketplace for great employees is as competitive as the marketplace for customers. There are a lot of folks out there who are coming for your best team members. They’re willing to do the work to become better bosses. I’m here to help them. I’d love to help you, too.


You may question my methods, but I promise you’ll be impressed with the results. There’s no magic here. This book is not about performing miracles but about increasing influence. It’s about making the odds more in your favor. We can’t eliminate all your headaches, but we can reduce them. We can make your job easier and your team better.








What to Expect in This Book



Don’t look for one management methodology here. Hourly workplaces are too different for there to be a one-size-fits-all approach. Look instead for individual ideas. This book is loaded with them. None of the great leaders you’ll meet here does everything we’ll discuss. But they all do some of them. This book is a compilation of their tactics. Look for the ones that might work for you. You may be just a few best practices away from totally transforming your team.


Here’s what our four-part journey together will look like. Part 1 is about preparing to manage. It’s everything you must do within yourself to be capable of elevating others. These chapters are the preparation you need to build a great team. You’re probably already in a leadership position, but the ideas in this section are the foundation for all the great things you and your employees will do later. They entail a lot of self-reflection and personal work to ensure you’re in the best shape possible to manage. I know you’re in a hurry to improve your operation. But if you rush the preparation, the tools you get later won’t work as well. Each chapter builds on the next. Invest time in this section, and you’re much more likely to thrive.


Part 2 is about designing your culture and building your team. These are two separate but connected endeavors. We’re going to dive deep into each one.


Part 3 is all about coaching hourly workers. I’m going to give you a practical, powerful tool for diagnosing employees’ needs for a given task and then use our model to determine the best approach to boost performance. My audiences love this tool, and you will, too. This alone will be worth your investment in the book.


Part 4 is about keeping your employees great. How do you maintain their performance? How do you motivate them? How do you measure their progress and keep them engaged? These chapters will help you sustain your culture and your employees’ work.




My Promise to You


If you read this book with an open mind and consistently apply these ideas, you’ll quickly:




	
[image: ] Attract higher-caliber job candidates and identify the right employees for your organization


	
[image: ] Improve employee retention and boost performance


	
[image: ] Spend less time putting out fires


	
[image: ] Provide better service for your customers, whether external or internal


	
[image: ] Build a healthier, more enjoyable workplace


	
[image: ] Reduce your stress


	
[image: ] Create a top-performing hourly team that will help you build your organization


	
[image: ] Transform your shift show into a smash hit!





Let’s get to work!



















PART 1

PREPARING TO MANAGE


















CHAPTER 1

The Manager’s Role in the Shift Show







One of the worst bosses I ever had was one of the first bosses I ever had. When I was a senior in high school, I got a job as a front desk clerk at the local Best Western hotel. The manager who hired me informed me on my first day that he was leaving but was already training his replacement, Diane. Diane had had front desk experience at a hotel back in Texas, but this would be her first management position. As I was being trained on my new job, Diane was being trained on hers.


I watched as they went over the reservations system, check-in procedures, and posting room charges. They discussed housekeeping protocols and how to program room keys. They sat together and created the schedule for the upcoming week. He even gave her a tutorial on how to adjust the temperature of the hot tub. They went over everything on how to manage hotel operations. (Diane trained me on some of these things the day after she learned them.)


What I never saw was Diane being trained on how to manage us, her team. It might have happened when we weren’t watching, but I doubt it. And if it did, it didn’t go well. Because Diane really struggled with her employees.


Some days she was extremely friendly and personable, trying hard to connect with us. Other days she was strict and short-tempered. We were never sure which Diane we were going to get. When she showed us how to do something, she spoke fast and got frustrated if we didn’t catch on quickly. She herself made a lot of mistakes but would never admit to them. Chatter among the team was that she was “a total idiot.” Harsher words were also used. Since this was one of my first jobs, I wasn’t sure what to think. I was too worried about how I was being perceived.


Looking back on it now, I feel sorry for Diane. Like so many others who step into management, she was totally unprepared to manage people. She was trained to keep the hotel running but never taught how to lead a team.





A Crisis in Management



Too many new managers come into their role as Diane did. Most are promoted after excelling as an employee but receive little or no training on management. They have tenure and job skills but haven’t developed their leadership abilities. Managers should have tenure in their industry and know the positions they’re going to supervise. But management itself is a discipline that requires training—not just on operations, but on people, and certainly before a manager starts.


We see this a lot in sports as well—great players who struggle as coaches. Los Angeles Lakers legend Magic Johnson had a career win-loss record of 670-236 as a player, but his record during his short-lived coaching career (a single season with the Lakers) was 5-11. Wayne Gretzky played 1,487 hockey games, scoring 894 goals, and is considered one of the greatest players of all time. During his four seasons coaching for the Phoenix Coyotes, however, his record was a tepid 143-161 (plus 24 overtime/shootout losses). All-star players often don’t become all-star coaches because coaching is a totally different skill set.


Unfortunately, few managers get an opportunity to develop that skill set properly. The average manager works for nearly 10 years before receiving any formal leadership training. Consider all the bad habits that can be developed during that time. In one survey conducted in the United Kingdom in 2021 by LMS provider Digits, more than a quarter of managers surveyed indicated they’ve never received any management training.


In the franchise industry, franchisors promise new business owners they will be taught everything they need to know to run their business. But attorneys have spooked franchisors from getting too involved in anything employee-related at the franchisee level for fear of taking on the liability of “joint employers.” They don’t want to be accountable for labor problems (such as overtime disputes, wrongful termination, harassment, etc.) at an independently owned location. Consequently, they prepare independent owners for operations and marketing, but most steer clear of advising them on how to manage people.


This lack of training is particularly problematic for organizations employing hourly workers. Hourly jobs make up almost 56 percent of all work in the United States. In fact, according to the U.S. Bureau of Labor Statistics (BLS), 20 percent of all U.S. jobs are in retail and hospitality (which includes food and beverage). These industries have notoriously high turnover rates. A 2022 Korn Ferry survey of more than a hundred major U.S. retailers found the annual turnover rate for all hourly jobs exceeded 75 percent. Data from BLS (June 2023) from a pool of 21,000 retail businesses showed a monthly separation rate of 4.6 percent, or 55.2% annually. The accommodation and food services sector has a monthly separation rate of 6.2 percent, or 74.4% annually. Monster.com reported that collectively, the turnover for hourly workers is triple that of salaried workers. Most people working these jobs will be gone within a year. That means managers must spend that much more time on staffing.


There are several reasons for all of this turnover. Compared to salaried professionals, hourly workers are more transient. Their families are more likely to be in flux. They’re less likely to see their job as part of a career path, and there may not be as many opportunities for them to grow and increase their income. Young workers may seek employment only for the summer or until volleyball season starts.


For these reasons, many employers have lower expectations of them. They see employees as disposable. I can’t tell you how many times I’ve heard bosses say, “If I can get three months out of them, I consider that a huge win.”


But the demographics of hourly workers aren’t the only reasons for lower retention (or for lower morale and/or performance). Good management and management training are also lacking. Consider the following statistics from the Society for Human Resource Management (SHRM):




	
[image: ] Sixty percent of employees say they left their jobs because of their managers.


	
[image: ] A third of employees don’t believe their boss knows how to manage them.


	
[image: ] Eighty-four percent of U.S. workers believe inadequately trained managers create excessive work and stress.


	
[image: ] Fifty-seven percent feel their boss could benefit from training on how to be a better people manager.


	
[image: ] Half believe their work would improve if their immediate boss had more training in people management.





While many bosses complain that their employees are their biggest headache, the statistics suggest the feelings may be mutual.


But when hourly workers get better management, the data tells a more optimistic story. Global management consulting firm McKinsey & Company found that frontline employees at top retailers, including grocery stores, big-box stores, department stores, restaurants, and convenience stores, “are twice as motivated in their day-to-day jobs and leave half as often.” These retailers also enjoy three additional percentage points of comparative-store sales. Better management gives these organizations a meaningful competitive advantage. That’s your opportunity.


If your organization has given you this book, they’re among the few who recognize the value of formal management development. They’re investing in you. If you bought this book on your own, you’re investing in yourself. Either way, the return on that investment will be you joining that elite group of top-performing leaders who are getting great results with your hourly workers. But it takes more than reading about great managers to become one. You must also act and think like them. That starts with breaking down your preconceptions so you can better understand the people you’re leading.








Who Are Hourly Workers?



I’ve already had much to say about hourly workers, but let’s clarify whom we’re actually discussing. Hourly worker describes anyone whose wages are based on the number of hours they put into their job. This system of hourly compensation dates back to the Industrial Revolution, when factory work became a widespread form of employment. Before this, workers were paid by the day or week, or through piecework, where employees were compensated based on physical production. When work moved into factories, employers found it more efficient to pay their employees by the hour. Then, in the mid-19th century, time clocks were introduced, allowing hourly work to be tracked to the minute. After many abuses of this system, the Fair Labor Standards Act of 1938 was passed, regulating the length of a shift, overtime, minimum wages, and child labor.


Salary work, on the other hand, was introduced as a way to attract and retain white-collar workers such as managers and professionals. Their contributions were not as easily tracked in terms of hours worked. As a result, businesses began to offer these workers a fixed salary. Over time, salary work evolved and provided more advantages over hourly work. In the mid-20th century, businesses began to offer benefits such as health insurance, paid leave, and 401Ks to their salaried employees. These perks have become important to acquire and retain top talent.


Today the type of work employees do and how they’re compensated often depends on their profession. Hourly work is still commonly used for manual labor, such as restaurant work, construction, or retail. Salary work is more commonly associated with white-collar jobs, such as management and office work. While many highly skilled, certified workers can still receive hourly compensation (such as nurses, ultrasound technicians, and tradesmen), the majority of workers under this classification come with fewer skills and earn lower wages.





Hourly Workers vs. Salaried Workers



The difference between these two compensation models is important in order to better understand your hourly team. Certainly there are universal desires all employees share, such as fair compensation and respect.


But some people receive more compensation and more respect. There’s status that comes with receiving a salary and not having to punch in. Salaried employees are more likely to work full time, receive benefits, and earn a reliable income, making it easier to plan a life and access credit. (Though they don’t typically earn overtime pay.) There’s also a perception in salaried work of being on a career path with opportunities for new roles and larger compensation. Salaried jobs feel like they’re on a ladder, and people feel they can build their careers as they help build the organization. That lifestyle comes with more responsibility and accountability. Salaried workers may continue to put mental energy into their work in their off time (and receive calls and emails after hours).


In most cases, hourly workers’ responsibility ends when they punch out. But there’s a greater chance they’re going to another job or to school. During tough economic times, their hours may be reduced. And even during prosperous times, their hours may be changed. With a less reliable schedule and income, they must do a lot of shuffling in their life. They’re also aware their employer may be no more committed to them than they are to the company. Hourly employees usually have fewer opportunities to grow with the organization, making their relationship with their employer more transactional than relational. With fewer roots in the organization (and without benefits such as health care), it’s easier for them to move on to another workplace.


Collectively, hourly workers skew younger. According to a report by hiring platform Workstream, “The Hourly Workforce of 2022,” the average age of fast-food workers in the U.S. is 24 years old.


The human brain takes 25 years to develop fully. Teens and young adults are driven by the emotional amygdala, while older adults think more with the rational prefrontal cortex, according to the University of Rochester Medical Center’s Health Encyclopedia website. For several years still, their brains try to connect the emotional areas with the rational decision-making ones. To a grown adult, teenagers and even young adults may seem like they’re still oversensitive children with no common sense. (On my better days, my dad just called me Scott!) But they’re just still in the process of growing up.


Knowing that neurological development continues through age 25, that means there are plenty of people exiting college and even graduate school whose brains are still forming. They’re not yet the people they’re going to be. They’re like raw dough still baking in the oven. They’re not quite bread, but they’re getting there. Younger workers have much longer to bake.


But it’s important to remember that as they grow, they’re still human. Their emotions are real. Their perspectives and feelings shouldn’t be dismissed. They need to be managed with more patience and compassion and a lot less judgment. When faced with work problems (or personal ones), they may need the help of your fully formed prefrontal cortex to calm their untamed amygdala. But with their youth comes lots of energy and a willingness to learn. They may also have a lot of talent and useful insight into the marketplace. A little understanding will help you tap into their potential and boost their performance.


Another noteworthy difference between salaried workers and hourly workers is the flexibility they’ve sought since the COVID-19 pandemic. Since that time, more salaried workers have been requesting to work remotely. They want location flexibility. Employers were forced to experiment with remote work during the pandemic and many found multiple advantages, making it easier to provide that flexibility.


Not so with hourly teams. Most (but not all) hourly work is on-site. What hourly workers have requested since the pandemic is time flexibility. They want more control over when they work and for how long. That’s impacted hiring and retention in a massive way. It’s also come as a shock to many longtime employers. I’ve discussed this shift in scheduling expectations with older managers, and their reaction is almost violent: “Who the hell do these entitled brats think they are to tell me when they’re going to work?!” It’s certainly a different world, even from just a few years ago when I had employees. But those organizations that find ways to meet this expectation will have an advantage over those hoping to return to traditional scheduling practices.


It’s important to appreciate the different experience hourly workers have of their jobs compared to salaried workers, and perhaps even compared to your experience of work. Hourly teams can be coached into becoming high performers, but not when you expect them to think and behave like those who enjoy the benefits of salaried work and career jobs. To win their loyalty and see them meet their full potential, you must be more purposeful in how you manage them. That point may be more important now than ever because the hourly workplace is going through a massive sea change.




TOP-PERFORMANCE SPOTLIGHT


THE EXERCISE COACH


Twin Cities, Minnesota


Amy Hudson operates three successful studios in the Twin Cities with a team of hourly “coaches” who provide personalized exercise training for clients. She’s had success recruiting students from local colleges. Major employers in the area, like Target, are starting employees at 50 percent above minimum wage, so she does, too. For The Exercise Coach, however, the long onboarding and training process for new coaches is riskier. Certification of new team members as personal coaches requires a hundred hours of paid training. With that kind of investment, employee retention is vital. College students have rapidly changing schedules and lifestyles, so longevity is not something they’re known for.


Amy struggled with retention during her first year in business, even when paying competitive wages. But she learned what her team members wanted beyond a paycheck. They wanted growth. They wanted to feel like they were developing personally and professionally. They wanted a sense of advancement.


So Amy devised a plan to facilitate their forward movement. She created a robust first-year development program where team members earn more money and opportunities as they acquire skills. The objective was as much about giving her employees a feeling of growth as it was about helping them improve at their jobs. “People want to feel like they’re making progress,” she said, “so we built that into our employee development plan.” Every organization promotes employees and boosts their wages as they progress, but often the path is unstructured and unpredictable. Amy realized her employees wanted a more formal process where they could track and plan for advancement.


Part of their path forward is three to four performance reviews a year, where managers and coaches together review specific benchmarks. Amy personally participates in every coach’s first review and always finds something positive to call out and reinforce.


New managers have weekly check-ins that include filling out a Google document that tracks KPIs. Amy doesn’t just want managers who stay busy. She wants them focused on important metrics.


The company conducts monthly meetings for the entire team where every coach is expected to share a success story. They celebrate wins, review their Net Promoter Score, and talk about any concerns from clients and what can be learned from them. “I want to encourage a ‘growth mindset,’” Amy told me, referring to Carol Dweck’s seminal 2006 book Mindset: The New Psychology of Success, which encourages continuous learning and improvement. It’s likely her team members would know the reference. The company offers the entire team optional participation in a book club, where together they learn about their industry as well as broader self-development issues. “The things I know in my 40s, I wish I learned in my 20s,” she said. “I love facilitating this learning for my team members, and they really seem to appreciate it.”


Together they also enjoy quarterly “fun events” and celebrate birthdays with gift cards and lots of acknowledgment.


Since implementing her development program, retention has improved dramatically, along with employee enthusiasm. Team members now gush about the work environment:


“The last three years have been an absolute blast and by far my favorite job I’ve had.”


“Amy does a great job creating a positive atmosphere at the studios, not only for clients but coaches as well.”


“I have never worked at a place where I felt more appreciated and valued.”


The entire purpose of The Exercise Coach is to help people be their best selves. Amy has learned to promote this growth in her hourly coaches as much as in her clients. Doing so has enabled her to build and retain her team and grow three profitable locations.


Top-Performance Takeaways:




	
[image: ] Keep salaries competitive and offer extra on-the-job benefits.



	
[image: ] Create opportunities to advance (even micro-opportunities) and a formal path for progression.



	
[image: ] Track progress against specific benchmarks and hold employees accountable.



	
[image: ] Promote team members’ personal and professional growth.



	
[image: ] Celebrate wins.


















The Hourly Revolution



I recently saw a bumper sticker that said, “A bad day fishing is better than a good day at work.”


A similar sentiment was expressed by comedian Drew Carey on his sitcom The Drew Carey Show: “Oh, you hate your job? Oh my god, why didn’t you say so? No, there’s a support group for that. It’s called everybody, and they meet at the bar.”


Job dissatisfaction is nothing new. Ever since the invention of the clock, workers have been watching it, waiting for the workday to end. Gallup’s “State of the Workplace” studies have consistently shown alarming rates of unhappiness among workers as well as low rates of employee engagement.


Historically, people have accepted work as something to be endured, and a willingness to suffer has been considered a virtue. The bills have to get paid. No pain, no gain. We must all make sacrifices. Those values, combined with people’s need to have an income, have given employers tremendous leverage, especially when jobs are scarce. Many have been able to get by without worrying too much about employee welfare. Employees will stick around. They need the money.


But values change over time and with each generation. Millennials have grown up in a world that talks increasingly openly about mental health issues such as depression, anxiety, and eating disorders, making them less stigmatized. They’re more willing to acknowledge these issues and less willing to live with them. Gen Z is even less inclined to “succeed at any cost” if the cost is their mental well-being. I grew up seeking success. Younger generations are seeking balance.


These differing priorities have created divisions in the workplace. Many bosses see these workers as overly sensitive, and many workers see bosses as uncaring. That tension has been festering since Millennials entered the workplace.


Then in 2020 the labor market was hit by one of the largest disruptions it has ever seen: COVID-19. It shut down businesses around the world. Employers were forced to let go of workers and jobs disappeared. People lost their lives, their loved ones, their incomes, their social connections. Zoom literally made our personal interactions two-dimensional. When we did venture out in public, half of people’s faces were covered. No one knew when normal life would resume or what the new normal would look like. Everyone was scared and isolated. The demand for mental health services far exceeded what the industry could provide. It will be years before we know the full impact of the pandemic on humanity.


But we do know its effect on the workplace. Businesses reopened and invited workers back, only to find they didn’t come. Having had time to think and reflect, a lot of people decided they didn’t want to return to the same work environment they had before. Some believed this was because people preferred to stay home and collect free money from the government. (What could be better than getting paid to chill on the couch and watch Tiger King?)


But when that money stopped coming, the labor shortage continued. It turned out the “Great Resignation” was more complicated than initial assumptions. A combination of factors affected the labor market. Experts have cited a reduction in immigration and migrant workers—an aging population—and the start of mass retirement, child-care issues, and other concerns.


But here’s the reason most relevant to our conversation: more options. Hourly workers have a lot more choices than before—and not just with traditional hourly jobs. There’s a gig economy out there now that’s very appealing to many people. During the pandemic, my 17-year-old son got his first job in fast food. Then he turned 18 and started driving for DoorDash and discovered he could make more money delivering fast food. He did it whenever he wanted, while playing music, and sometimes with friends in the car. One of those friends made good money putting videos on YouTube. Other former hourly workers have found remote work doing data entry, customer service, language tutoring, or sales.


The pool of workers who once relied on traditional hourly jobs had two years to search their souls and search the internet. They found options that provided more flexibility, better work-life balance, and more money. Those who did go back to the traditional hourly jobs found they had more choices. They chose—and will continue to choose—the best jobs for them.


This isn’t about entitlement. It’s pure economics. What happened was basic supply and demand. With more opportunities to choose from and fewer workers available, the supply of workers after the pandemic couldn’t meet the demands of employers. In conditions like these, workers have leverage. It was as if a spontaneous worker revolution had occurred. The workers took over and demanded more from the employers who wanted them. The competition for employees became as fierce as the competition for customers. Things settled down somewhat in 2023, but the demand for great employees remains—and always will.


Your job, then, is to be more competitive. You need to become an employer of choice. And throwing money at the problem isn’t enough. Anyone can offer higher starting salaries and signing bonuses. That won’t make you stand out, nor is it how you want to stand out. Yes, you should pay people well. But there’s a lot more to compensation than money. You should strive to create a best-in-class work experience. That’s what drives top-performing teams. It’s what the great leaders we’ll talk about in this book do.


Most bosses won’t. They’re waiting for things to go back to the way they were. They’ve spent years calling their workers entitled, yet they feel entitled to a full team of loyal employees without any effort on their part. I’m not saying the new system is better or worse than the old one. I’m saying today is today, and tomorrow is coming. Yesterday is gone, and it ain’t coming back. We need to look at our workplace through the windshield—not through the rearview mirror.


Because most bosses won’t or are taking too long to update their practices, that’s your opportunity to pull ahead. And honestly, it’s your opportunity to become a better boss for your hourly workers, to bring out their best and help them grow. They want that from you. They need that from you. And when you level up and become a better coach, they’ll become a better team that will help you run a better organization.


The first step is determining what level you’re on now.
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