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Setting yourself up for success

What is your role? To succeed in your role you need to understand your key responsibilities as a 
manager/leader.

Do you have a position description? Yes - Are there areas you need clarity on?
No - How do you navigate what is expected of you?

Resource for a Position Description Discussion Checklist to help you.

 
As a Retail Manager, you need to display the following abilities:

Make difficult decisions
• Deal with difficult situations
• Make split-second decisions
• Guide team members to make their own right decisions

Get everyone on board
Find a way to get everyone to agree to a course of action. That doesn't mean 
every employee will agree with the course, but they must agree to work together. 
Use one-on-one conversations to lead the team in one direction.

Give regular feedback
Give feedback in a positive manner to keep the crew customer-focused. Give 
formal feedback about overall job performance and connect with every employee 
on every shift.

Listen
Listen to team member’s concerns and also remain open to management advice if 
they want to drive sales. While it is easy to accomplish tasks, leadership is seeking 
to understand what is in their employees’ heads.

Communicate clearly and with focus Give clear instructions and feedback to team members, who use their own 
communication skills to keep the rest of the team on-task throughout the shift.

Gain and hold trust Be honest by doing what you say and by keeping confidences private. Your team 
should feel you want to develop them as a person first and an employee second.

Stay positive
Working in retail pharmacy can be difficult and demanding especially during 
COVID-19. Staying positive it is part of being an effective leader so ensure you 
have ways to stay optimistic and confident.

Be a manager and a leader

Are you focusing more on the management tasks (operations) or are you being a leader 
and developing people? You need to nurture both in order to succeed as a Retail 
Manager. Step back and think about which side of your role needs further development.

You need to be:

An effective manager
AND

An effective leader

Handle operations Develop people

Learn

Click here

http://thinka.me/wp-content/uploads/2020/07/PD-Discussion-Checklist-for-Retail-Managers.docx
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Setting your priorities 

If you don’t prioritise, EVERYTHING becomes important! This 
leads you to attempting to take on every responsibility in the 
pharmacy, rather than leading the team to achieve goals. 

How do you decide on priorities?

Good priority management will help you to make more 
effective decisions.

How often does the owner add a task to your never-ending list 
that throws all other tasks out the window? If you know exactly 
where in your priority list to place a new task, it is less likely to 
add to your feeling of being overwhelmed. Use the guides on 
your branded portals or create a simple to-do list in order of 
priority to help you focus. 

Click on the links for some examples of different guides:

Weekly Planner Click here

Overcoming roadblocks 
and challenges:  
Owner meetings

“Pharmacy owners are busy!”
But it’s important to check-in with 
the owner on top priorities. 
Yes they are, so set up a weekly one-on-one 
meeting to discuss outstanding tasks and 
priorities. This will keep all team members 
focussed and allow for a culture of completion.

A weekly coffee catch for 30-minutes could save 
many hours second guessing what the owner 
needs. It also gives you time to address priority 
tasks and allows the owner to gain clarity on what 
your week looks like so they can establish how 
their priorities can fit in with yours.

It may feel uncomfortable approaching the owner 
to begin booking one-on-one meetings but 
ultimately they need you to succeed in your role 
as a Retail Manager. If you need assistance to 
broach this, speak to your BDM to initiate this with 
you and the owner.

Three key actions to set 
yourself up for success:

Checklist style / numbers or icons for each?

Set up a regular check-in with the 
pharmacy owner

Get clarity on your key responsibilities

Set a priorities list for each day/week.

Case study 1: 

Managing your workload
Scenario: 
You had been working at the pharmacy for 3 years when the 
pharmacy owner asked you to take on more of a management role. 
You are happy about the opportunity but feel a little overwhelmed 
by the responsibility because you are now required to support 
the pharmacy team and business operations more and more. As 
you step into the role of Retail Manager you notice that you are 
required to make difficult decisions, often under the direction 
of the pharmacy owner, which heightens your sense of being 
overwhelmed. It is a necessary, though undesirable, part of the job. 
It requires you to communicate with your team, provide feedback, 
listen to feedback and try to get each and every team member on-
board with a task, even if they disagree or are un-obliging. 

Remember:
Stay positive. Working in retail, especially pharmacy, can 
be difficult and often demanding. It is not always easy to 
stay positive, but it is an essential tool to being an effective 
leader. Negative emotions tend to have a trickle-down effect, 
decreasing morale. You will need to be an example to your 
team of what ‘good’ looks like so that it is emulated throughout 
the entire pharmacy.

Learn

http://thinka.me/wp-content/uploads/2020/07/weekly-planner-002.docx
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Providing feedback (and  
having tough conversations)

A defined set of roles and responsibilities makes it easier 
to manage people because you have a measure of what 
is required of them. If they fall short of this, and a tough 
conversation is required, avoid having the discussion on 
the floor in front of the team and customers but don’t 
avoid the conversation. 

If you see great behaviour it is also important you let 
the team or team member know. It helps to build their 
confidence and encourages the behaviour you want to see.

Frame tough conversations in a positive light.

Your team needs honest feedback to improve 
or develop.

Avoiding the discussion will only disadvantage them.

In order for feedback to succeed, it cannot be all 
positive or all negative. 

Feedback needs to be timely and be 
delivered appropriately.

Setting the team up for success

Once you have clarified how to set yourself goals, you should 
do the same for your team. 

Position descriptions
Developing position descriptions and defining roles and 
responsibilities for each of your team members will help them 
understand their role more clearly and help you manage their 
performance.

Position descriptions help to:

Give clear role 
expectations

Give the team 
direction

Assist in times 
of tough 

conversations and 
non-performance

Case study 2: 

Improving team communication
Scenario:
Last month you implemented a new customer special 
order procedure. Due to a lack of communication, some 
team members are still doing things the old way and you 
also notice that in some cases the order book hasn’t been 
checked and the products for the special customer orders 
have been put on the shelf with the rest of the stock. 
You decide that to better support the team you need to 
review the way a ‘change in process’ is communicated 
and cycle back to better communicate the changes to the 
customer special order procedure. You also want to invite 
team feedback so you can better understand where the 
confusion may be. 

Remember:
Effective communication allows team members to 
understand their roles and the roles of everyone else in 
the team. It is a foundational tool that plays an integral 
part in creating team success and the overall success of 
the pharmacy. Adopting communication skills, like a 1:1 
conversation with a team member or a team huddle,  
also creates a positive team culture.

Learn



Overcoming roadblocks  
and challenges: Coaching

“I’ve worked with these people for a 
long time – we have a great relationship 
and I don’t want to compromise that!” 
Although you may be one of the team, you need to step up 
and be their leader. Team harmony and good culture does 
not come from not delegating.

A trainee is only as good as the trainer. Develop them and 
invest some time into learning what they would like to learn 
in the business and what makes them tick.

As a Retail Manager, the accountability for the team’s 
performance rests with you and is part of taking on a 
leadership role. 

Ensure you give every team member both praise/support 
and boundaries/expectations to help them grow in 
their roles.

Three key actions to set your team up for success:
Checklist style / numbers or icons for each?

Draw up position descriptions for each team member 
with clear key responsibilities 

Set up a coaching plan for the team (one-on-one 
meetings, check-ins, huddles)

Identify any feedback or tough conversations you’ve 
avoided, and schedule them.
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Case Study 3: 

Having difficult conversations
Scenario:
Over the last few weeks, you have been observing the 
way in which your team delivers service standards and 
you notice that there seems to be a lack of consistency. 
They are not greeting everyone, and they are not asking 
all the right questions when speaking to customers. There 
has been no feedback from customers, though you worry 
that it will be only a matter of time before a comment is 
made. You feel overwhelmed at the prospect of having 
a conversation with your team about the importance of 
providing consistent customer service. You know that if 
you do not have a conversation it will simply be brushed 
under the rug, which you do not want to happen. If you do 
not address the issue it will affect the customer experience 
overall and the mystery shopper report. 

Remember: 
Let’s face it, conflict is uncomfortable. We often find 
having difficult conversations hard and worry that we 
might upset people. But as a manager, it is a skill we  
can learn, and finding effective ways to approach the 
team to discuss these matters in a way that promotes 
growth, is beneficial for everyone. 

Providing coaching

Set up one-on-one meetings with your team members too. 
This helps them learn what is required of them and gives 
them a safe space to ask you for clarity. It will also allow 
you to adapt your coaching to their learning style.

Ensure you are coaching to see how your team members 
or the team are going and where you can support them or 
develop their skills.

Catch up using:

One-on-one’s Check-ins Huddles

You can’t use ‘I’m too busy’ as an excuse!

Learn


