STAGE 4 Head Coach

The Power Shift: Strategies and Tactics
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SLIDE 17 ACTION
4 clicks revealing

4 tactics
Briefly explain each

o Head Coaches don’t just let Shifts “happen.” Teach your managers how to plan
them, lead them, and make them pay. We are going to watch “The Shift” DVD now.
As you watch it, be sure to ask the trainees to take notes on what their unit manag-

ers need to:
1. Start doing
2. Stop doing
3. Continue doing, relative to shift leadership

o NOTE: If your company is not a foodservice company, point out that while the DVD
focuses on the elements of successful shift execution in a restaurant, the princi-
ples are the same for any company. Discuss how it applies to your organization.

SIIIWIs““I Lom If you can find a path with no obstacles, it probably doesn’t lead anywhere.
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stage4 | Head Coach

“When you teach, you learn twice.”

L

The job of a great leader is to create more leaders.
There is no skill more relevant to this responsibility than “TLC”: teaching,
leading and coaching.

Excellent companies don’t believe in “excellence,” they believe in constant
improvement, change and training.

Learning Outcomes & Key Points:

d Making the Transition from Player to Coach
e Understand the fundamental differences between a MUM and a Unit Manager
e Excel at growing teams by evolving from managing units to managing managers
e Evolve from a “doing” to a “thinking” role, and learning from mistakes

1 Being an Effective Trainer

e Ensure that work teaches
e Develop an internal culture of “Each One Teach One” in your region

e Adapt and flex your coaching style to fit your managers’
learning styles @
e Designing custom development plans for managers N 3!

1 Being Brilliant at the Basics

o Know that the shift is where the game is played
e Know what your top and bottom units have in common

. . Take a deeper dive on how to be
e Share key learnings across units and teams a “Head Coach” in Multi-Unit
e Have teams apply fundamentals daily Leadership: The 7 Stages of

Building High-Performing
Partnerships and Teams

Teaches managers before what to do.

Brilliant at the

Adapts coaching style to the learner.

“ ” from time to time .

Spreads knowledge and innovation across the team.
Everyone learns differently. How you like to train may not be how | like to learn.

Knows that is where the game is played.
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“When you teach, you learn twice.”

Making the Transition from Player to Goach:

0  Multi-Unit Leadership is a

nota

job.

0 Whereas the unit manager position is one of action, hands-on leadership and direct control...
the MUL position is one of finesse, discipline and indirect influence.

o The better you develop your team, the more you achieve, but you can’t do it for them.

|

What are some other
differences between
the unit manager
and MUL role spe-
cific to our company? List the different skill sets and management techniques unique to each
position.

General Manager Multi-Unit Leader
Doer Delegator
Tactician Strategist

Service Driver in the Unit

Servant Leader across the territory

Manages a Unit Team

Develops a Dream Team

Hands-on control

Indirect influence

Asset Supervisor

Sales, Revenue and Info Manager

Manages a Shift

Manages a Brand

Builds sales/skills in the unit

Builds sales/skills across territory

Learns on the Job

Synergizes Learning across the Team

Information Receiver

Information Communicator

Works the Plan

Plans the Work

Controls

Governs

N\u\ti-Un,'t




“When you teach, you learn twice.”

o New MUMs frequently try to continue to exercise the skills that made
them successful as a unit manager, but the MUM role requires different

skills.
0 Acting like “ ” unit managers.
0 Trying to be , rather than respected.

o Failing to show appreciation.
0 Failing to delegate.

o Paralysis by

0 Failing to budget enough time to

0 Too proud to ask for help.
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“When you teach, you learn twice.”

Unit Manager to MUM Transition Ohstacles:

o Some of the work you liked most may change. Now you have to
it rather than it. If you start spending your time doing the work
instead of supervising the work of others, you will work harder, but on the wrong things,
and the productivity and profitability of you region will actually decrease.

o Self-esteem: must derive self-worth from being the best rather than
the best

o Decreasing degree of control is offset by the satisfaction of getting more done through
multiple doers.

Mistakes Teach More Than Success: Leadership by Failing

Growing into the MUM role doesn’t mean you’re done making mistakes. But it does mean you
start learning from them. ‘

o If you must, screw up when the stakes are

o Accept mistakes as the

o Forget your mistakes, but remember what they taught you. You
can’t expect to win unless you know why you lose.

o Focus on opportunities rather than problems. Problem solving
doesn’t produce results, it
. Building on opportunity produces results.

o Develop your action plan before you get into crisis, so you don’t become
a prisoner of

N\u\ti-Un,'r

snllmsm“ L0 “Experienceis the worst teacher. It gives the test before presenting the lesson.” \ /



“When you teach, you learn twice.”

4-Stage Growth Curve for New MULs

Assign horizontal
and vertical
mentors

| | harge
100 Day Plan, 7 . . . Low Direction
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DILO Low Support  High Direction
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/ rre-
Selection
High Support
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) Six Months to Two Years ]

“What you know is not as important as what you do with what you know.”
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“When you teach, you learn twice.”

A Head Coach is a Great Trainer

Continuous improvement of people is as important as continuous improvement of systems. The pri-
mary goal of a Head Coach is to elevate the thinking of their managers. Be committed to teaching
your people something new every day, because most Managers tend to under-learn and over-forget.

0 Not every MUL is a trainer, but every MUL

a Evolve from “ ” MULto “ ” MUL.

a Create an “Each One - Teach One” internal culture.
0 Think “KFD” when coaching.—KNOW, FEEL, DO.

0 Spaced repetition is the mother of all learning.

0 We are drowning in information, but starving for

o Trainingis a ,hotan

0 The greatest enemy of training inside the classroom is

0 The greatest enemy of training outside the classroom is

a Train like the , not the
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“When you teach, you learn twice.”

All Goals Must Be Tied to Shift Execution

Set Quarterly Goals based on

Break Quarterly Goals into Period Goals.

Break Period Goals into

Execute energized Pre-Shift Meetings.

Coach before, during and after the shift.

Fill in the appropriate blanks from the slide.

,/"'

' Before

the Shift

Customer
//“ ' //”
After “ [ During
the Shift
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& “When you teach, you learn twice.”

&~ ACTION CONTRACT

This is the single most important idea | got from this stage that | can apply:

This is how | will use it:

This is what I'll gain by doing it:

This is who I'll share the idea with:

Today’s Date:






