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Stuck 1n the Middle:

Turn Managers Into
Confident Leaders
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‘IF YOU DO YOUR JOB RIGHT AND TRAIN
US THE WAY WE NEED TO BE TRAINED,
THE ONLY THING YOU WILL HAVE TO

WORRY ABOUT IS WHEN AND WHERE
YOU ARE GOING ON YOUR NEXT
VACATION.”
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* Own two small shops with a small tight staff, first shop bought in 2009, second in 2013.

Mix of retail, funeral, and 120+ events a year

* Mom of a 9-year-old

* Like economics and history podcasts and other such nerdy stuff

* Like exercise, baking, reading (sci fi and fantasy)

* BS in Interdisciplinary Studies in Landscape and Nursery Management, Minor
Agribusiness, University of Florida (fancy way of saying ornamental horticulture with
business focus)

* Too many leadership positions in organizations to list, starting at age 12




Today we will explore why strong
managers and employees really
matter!



If something happened to you and
you were unexpectedly totally
unavailable to your staff for a few
hours, a day, or a week, how
functional would your business
be? What would suffer first?



Tired but true statement: You should be working on
your business not in It.

Competent, well trained, employees and managers with
good training and authority to make decisions free you
up to grow your business, take time off, and do so
many Important things.

It also gives them the tools to be the most efficient and
to give your customers the best service. | believe it also
gives them great satisfaction and helps with retention,



What Is success to you?




What are your goals?

What are your goals for yourself and thus your staff?

What does that look like?

What do you need to keep?

What do you need to get rid of?

What are your priorities for work and life short and long term?

And how do you strategically get to all this?!? ’

SAF Amelia Island 2026



My Current Goals

| only want to work 10-15 hours per week.

| want to go on vacation multiple times a year and not have to check In
often.

| want to be able to work primarily remotely .

| only need a small salary but want my time paid at least $50/hour.

| do not want staff to bother me with easy stuff.

| want time to volunteer in the community, including at my son’s school.
| want my employees to be content in their work and generally happy and
fulfilled.

| want low turnover.

| want steady sustainable growth with customers who are generally

happy.
| want my designs to match my personal values—vase life expectations.
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My goals are not your goals, and
that’s ok. Take a few ideas from
today and rework them to fit your
current goals.



Train your staff to think like you-ish. Staff

need to know the “why” and the ultimate
goals — not just how to do something.
Understanding strengthens values.

Example 1

Goal: Ultimate Vase life

Active steps: High-quality product, every step for care and handling
followed every time, design that supports long life.

Result: Long vase life, happy customers who don’t complain and
return for more!




Train your staff to think like you-ish. Staff
need to know why and ultimate goals not just
do it. Understanding strengthens values.

Example 2

Goal: No 1-3 star google reviews

Active steps: Staff communicate with customers for substitutions or problems,
have authority to do whatever they need to satisfy a customer, employees
understand long term cost of bad reviews

Result: 4.8 and 4.9 google rating (respond to bad reviews to make yourself look
reasonable)




Training takes time one on one.
Done right long term, It frees you up
to do other things.



Active Training

No more than 20% new at any one time to prevent learned failure.

Learn employees’ strengths and weaknesses. Put them in the best
place to excel. Square pegs In the square holes as much as possible.

Learn new things before holidays, as they can be a time to reinforce
and practice skills, and an even better place for employees/managers to
teach temps their skills while reinforcing their own training.

Communicate expectations and processes. They need to know when to
ask for help and when to wing It!

)




Active Training

Make clear what is a rule and what is a guideline and what exemptions
to expect and to make.

Employees break rules because they are either unclear, stupid, unfair,
or they are covering for someone or are unethical. Rules may need
adjusted if they don’t match operational realities.

Teach over time as many different ways to do something as possible
and let employees choose what works best for the situation. Make sure

they understand balance and ultimate goals.

)




People meet your expectations—what
are you actually telling your staff?



!

%

7’\\\

Continue Coaching

After your initial intensive training it's time to move on to
a coaching mentality.

Questions like:
What are you struggling with? (Then help them develop and action plan
to Improve)
What is easy? (Build confidence)
Next time, what will you do or change?
What in our process is a constant sticking point?
Do you see something someone else Is doing really well that they should
do more of, or that they are struggling and could use some help? m \




Build confidence not self doubt

But say it together: “Just because it isn't the way | would do it doesn't
mean it is wrong.”

Sometimes it is and it has to be corrected but often you don’t need to redo
It, use It to learn for the future.

Always give the most generous interpretation for employee mistakes—|
almost always start with the assumption that either they have a lack of
training or tools or there Is something totally unrelated in their personal life

causing trouble. \\\S %
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Employees and Managers need to
have to have authority to be effective.
Not Just responsibilities.




Start to give more responsibility
and authority but be clear.

Train

Clear process, who Is responsible
Have them report back or observe
Troubleshoot or celebrate results



Maintain Communication and Accountability—
AKA pushing them out of the nest

* Time to start pulling back—step away longer and longer planned,
then unplanned. How do they do? Stay away longer, then do a
surprise visit, how are they doing? Send friends for test orders.

* Discuss what went well and what they need help with.

» Discuss with them what you need to know and what you do not—
both immediately or just next time they report In.




Maintain Communication and Accountability—
AKA pushing them out of the nest

» Use your resources to monitor (for me Ring Cameras, quality checks
before or after hours) when they do not necessarily know you are

checking.

* Group chats for what is going on and for saying what is awesome
(aka big sale) or something that went wrong (sometimes one on one)

* Work on goals or task list together to come up with action plan before
you need to have something done.




BUILDING INDEPENDENT MANAGERS

* Make sure they know the vision and why we are trying to do
something.

* Practice while training till confident.
* Give more responsibility with authority.

* Continue coaching and keep communication open (no management
by exception) and have them train and coach other employees or
temps to see that they have it.

* Give opportunity for growth.




What to do more of and what to do
less of—case study my shop!



Current Management Strategy

Choose low labor designs, staff help develop

Outsource things | am bad at—my staff will take things off my plate,
they are not afraid to tell me they are better at something

Smaller events but more of them—venue packages and DIY brides,
staff can handle production without me generally.




Current Management Strategy

» Use your software well—thank you Corrine at Details and Mark at
Floristware—staff can use them as well as if not better than | can.

« Staffing levels—one lead designer with a part time assistant with a
flexible schedule that can ramp up when busy or lead needs time off,
staff help develop schedule.

« Staff and managers operate In their fields of strength




What are you going to do moving forward?
What actionable steps can you take?

And where and when Is your next vacation?



AN/

Random Stuff—My Favorite Podcasts

Freakonomics Radio

Planet Money

The Indicator from Planet Money

Short Wave

How | built This

Ted Talks Dally

Ted Radio Hour

Hidden Brain—recent episode on mistakes was very good!
HBR IdeaCast ‘
Things Bakers Know
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Random Stuff--Al

| did not use Al to generate any of my presentation
content or to edit Iit. SAF staff did use It to generate a
few guestions for me to get started and to give
suggestions for edits, but answers are my own
(personal experience and what I've learned and
applied from other leadership education resources).
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Christina Brown

321-501-7384
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