
F I E L D  L E A D E R S H I P  G U I D E

District Manager Weekly
Operating Rhythm

™

Lead the district with intention, not just by responding to

what happens next.

For District Managers and field leaders responsible for turning company

priorities into stronger store performance.
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R U N N I N G  G R E AT  S T O R E S D I S T R I C T  M A N A G E R  W E E K LY O P E R AT I N G  R H Y T H M ™

R E A C T I V I T Y  I S  N O T  A N  O P E R AT I N G  R H Y T H M

District Managers rarely struggle to find things to do. Store visits,

sales results, staffing issues, customer concerns, calls, meetings,

corporate priorities, operational misses, emails and last-minute

requests can fill every available hour.

The danger is not a lack of activity. It is allowing activity to

determine attention.

the loudest store the most urgent message

the newest request the biggest problem

the Store Manager who requires the most

help

whatever happens next

The DM remains busy. But the district may not become meaningfully stronger.

The Real Cost of Reactive Leadership

P R I O R I T I E S  C O M P E T E Stores interpret expectations differently.

S T R O N G  L E A D E R S  G E T  TO O

L I T T L E  AT T E N T I O N

Most energy flows toward problems.

D E P E N D E N C Y G R O W S The DM steps in repeatedly instead of building capability.

E X E C U T I O N  B E C O M E S

I N C O N S I S T E N T

Issues are addressed, but the underlying cause can remain.

T H E  W E E K R E S E T S Monday begins another cycle of reacting instead of building on

the week before.
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R U N N I N G  G R E AT  S T O R E S D I S T R I C T  M A N A G E R  W E E K LY O P E R AT I N G  R H Y T H M ™

T H E  O P E R AT I N G  R H Y T H M  Q U E S T I O N

Where will my leadership create the greatest

improvement in the district this week?

Your attention is one of the district's most valuable resources. Allocate it deliberately.

A  S T R O N G  O P E R AT I N G  R H YT H M  C R E AT E S  P R E D I CTA B L E  M O M E N T S  TO :

1 P R I O R I T I Z E

What matters most?

2 D I A G N O S E

What is actually driving it?

3 T R A N S L AT E

What does this mean in

stores?

4 C O A C H

What must the leader see or

learn?

5 V E R I F Y

Did the expected action

happen?

6 A D J U S T

Where should attention

move?

T H E  G O A L

Create enough clarity, ownership and follow-through that strong

performance does not require constant District Manager intervention.

A strong week should leave behind: stronger execution • clearer priorities • more capable Store

Managers • fewer surprises • better business performance.

runninggreatstores.com Field Leadership  ·  3

https://runninggreatstores.com/
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AT T E N T I O N

Decide Where Your Attention Belongs
Every store deserves leadership. Not every store needs the same amount or type of District

Manager attention every week. Before deciding where to travel, who to call or what problem to

solve, scan the district through three lenses.

01 B U S I N E S S  P E R F O R M A N C E

What are the results telling me?

Where are results materially above or below

expectation?

What changed from last week or over the recent trend?

Where is performance inconsistent or staying stuck?

Is the issue isolated, or showing up across several

stores?

Do not confuse the metric with the

diagnosis. A conversion problem is a result.

It is not yet the reason.

02 S TO R E  R E A L I TY

What is actually happening inside the business?

Customer experience and selling behaviors

Store standards, staffing and coverage

Product availability and workload

Leadership presence and execution of current

priorities

Numbers tell you what happened. Store

reality begins to tell you why.

03 L E A D E R S H I P C A PA B I L I TY

Can the Store Manager lead the business through this?

Does the Store Manager recognize the issue?

Can they explain what is contributing to it?

Do they know what needs to happen next?

Are they taking ownership, or waiting for me?

The same performance issue can require a

completely different District Manager

response depending on leadership

capability.

One Store Manager may need coaching. Another may need clarity, accountability or resources.

Another may simply need the District Manager to step back and let them lead.
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R U N N I N G  G R E AT  S T O R E S D I S T R I C T  M A N A G E R  W E E K LY O P E R AT I N G  R H Y T H M ™

AT T E N T I O N

The Attention Decision

A problem can deserve your awareness without requiring

your ownership.

1 H I G H  B U S I N E S S

I M PA C T

Performance, customer experience or execution materially

matters.

2 L E A D E R S H I P G A P The Store Manager cannot yet independently lead the

situation.

3 D M  L E V E R A G E Your presence, coaching, decision or influence can materially

change the outcome.

Strong District Managers are curious before they

are certain.
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R U N N I N G  G R E AT  S T O R E S D I S T R I C T  M A N A G E R  W E E K LY O P E R AT I N G  R H Y T H M ™

R H Y T H M

Build the Week Around Five Leadership Moments
A strong operating rhythm does not mean every District Manager follows an identical calendar. It

means the critical leadership work happens consistently.

01 S E T  D I R E C T I O N What matters most this week?

For every priority clarify OUTCOME: what needs to be true; BEHAVIOR: what should happen

differently; OWNER: who is responsible; and EVIDENCE: how you will know it happened. A priority is

not translated until the Store Manager can explain what it means in their store.

02 A L L O C AT E  AT T E N T I O N Where will my leadership create the greatest value?

Plan field time and leadership contact intentionally. Before scheduling another visit or call, ask: Why

this store? Why this leader? Why now? What outcome could my involvement change?

03 L E A D  I N  T H E  W O R K What does this Store Manager actually need from me?

Before giving the answer, ask: What are you seeing? What is driving it? What have you already done?

What needs to happen next? How will you know it worked? Then choose the right response: teach,

coach, clarify, challenge, remove a barrier, hold accountable, or step back.

04 R E S E T  T H E  D I S T R I C T What has changed since we set the plan?

At a consistent point in the week, look again. What is moving? What is not? Where has risk emerged?

What are we learning? Is a priority being misunderstood? A reset is not permission to create a new set

of priorities; it is how you keep the district focused on the right ones.

05 C L O S E  T H E  L O O P What is different because of the way I led?

Before another week begins, determine what improved, what did not, what remains unresolved, what

you learned about the business and your Store Managers, where you took ownership that should have

remained in the store, and what must deliberately carry forward.

T H E  L E A D E R S H I P  S TA N D A R D

A great District Manager does not simply leave behind a better action list.

They leave behind a stronger Store Manager.
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I N T E R V E N E

Choose the Right Level of Intervention
District Manager effectiveness is not measured by how many problems the DM can personally

solve. It is measured in part by knowing when to intervene, how to intervene and when to

return ownership.

T H E  D I S T R I CT  M A N A G E R  I N T E R V E N T I O N  T E S T ™

01 Is there immediate risk? S T E P I N .

Safety, serious compliance concern,

significant customer or business exposure, or

business continuity requires direct leadership.

02 Does the Store Manager understand the

problem?

H E L P D I A G N O S E .

Do not rush to solve what has not yet been

understood.

03 Does the Store Manager have the capability to

handle it?

C O A C H  O R  T E A C H .

Solve for capability, not simply for today’s

issue.

04 Does the Store Manager have the authority or

resources required?

R E M O V E  T H E  B A R R I E R .

Escalate, influence or secure what the store

cannot obtain independently.

05 Does the work clearly belong to the Store

Manager?

R E T U R N  O W N E R S H I P.

Clarify the outcome, agree on follow-up, then

allow the Store Manager to lead.

06 Is the same issue showing up across multiple

stores?

L O O K A B O V E  T H E  S T O R E .

The issue may be systemic: communication,

competing priorities, process design, training,

labor assumptions, role clarity, resources or

execution expectations.

S Y S T E M I C  I S S U E

Do not solve an organizational problem ten times at store level when it

should be addressed once at the right level.
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R U N N I N G  G R E AT  S T O R E S D I S T R I C T  M A N A G E R  W E E K LY O P E R AT I N G  R H Y T H M ™

D E P E N D E N C Y

Is the District Becoming
Stronger, or More Dependent?
A district can be producing results while still being overly dependent on its District Manager. Strong

performance alone does not tell you whether leadership capability is scaling.

T H E  D I S T R I CT  D E P E N D E N C Y T E S T

Store Managers wait for the DM before making routine decisions.

The DM routinely creates the Store Manager’s action plan.

Performance improves when the DM visits and deteriorates afterward.

The DM understands a store’s business better than the Store Manager does.

The same problem repeatedly requires District Manager involvement.

The strongest execution occurs when the DM is physically present.

Store Managers escalate problems before diagnosing them.

"It will be faster if I just do it" has become a normal leadership habit.

If several of these are true, the issue may not be workload. It may be leadership dependency.

T H E  S C A L I N G  Q U E S T I O N

When performance depends on the District Manager stepping in, the district may improve, but leadership

capability is not scaling. For a Head of Stores, the critical question is: Is the District Manager driving

results personally, or building an organization capable of producing them consistently? The

answer reveals whether performance is being sustained by leadership capability or by individual heroics.

T H E  S T R O N G E S T  F I E L D  O R G A N I Z AT I O N S  D O  B OT H

D R I V E  TO D AY ' S  B U S I N E S S

Set expectations, inspect execution, make decisions

and hold leaders accountable.

B U I L D  TO M O R R O W ' S  C A PA B I L I T Y

Develop Store Managers who can diagnose, decide,

lead and sustain performance without unnecessary

intervention.

runninggreatstores.com Field Leadership  ·  8

https://runninggreatstores.com/


R U N N I N G  G R E AT  S T O R E S D I S T R I C T  M A N A G E R  W E E K LY O P E R AT I N G  R H Y T H M ™

W E E K LY  R E S E T

Your Weekly District Reset™
Use this page before the week begins, and again as conditions change. The goal is to make your

leadership choices visible before activity takes over.

1 .  T H E  B U S I N E S S  O U TC O M E :  W H AT  N E E D S  TO  B E  M E A N I N G F U L LY B E T T E R  A C R O S S  M Y D I S T R I CT

B Y T H E  E N D  O F T H I S  W E E K ?

2 .  M Y T H R E E  D I S T R I CT  P R I O R I T I E S

WH AT NEEDS TO CH A N GE? W HY DOES IT M ATTER ? W HAT  WILL T ELL ME IT

WO RKED?

P R I O R I T Y 1

P R I O R I T Y 2

P R I O R I T Y 3
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W E E K LY  R E S E T

3. Where My Attention Can Change the Outcome

STORE /  LEADER WHAT I  A M  SEEING

W HY DM  ATTENT I O N I S

NEEDED

MY LEADERSHIP

RESPON SE

Does this require my attention, or simply my awareness?
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C L O S E  T H E  L O O P

Before the Week Ends
A strong operating rhythm only works if the week produces learning, ownership and follow-through.

Use these questions before you move on.

L E A D E R S H I P C A PA B I L I TY

O N E  S TO R E  M A N A G E R  I  N E E D  TO  C O A C H T H E  C A PA B I L I T Y I  WA N T  TO  S T R E N G T H E N

O N E  S TO R E  M A N A G E R  I  N E E D  TO  S T R E TC H O N E  R E S P O N S I B I L I TY I  N E E D  TO  R E T U R N  TO

T H E  S TO R E

E X E C U T I O N  I  N E E D  TO  V E R I FY

W H AT  I M P O RTA N T  E X P E CTAT I O N  R E Q U I R E S  E V I D E N C E ,  N OT  A S S U M PT I O N ?

The District Manager Self-Check

Can my Store Managers clearly explain our most important priorities?

Did my calendar reflect the district’s greatest opportunities and risks, or simply what demanded my

attention?

Did I diagnose before solving?

Did I use the right leadership response: teach, coach, clarify, challenge, remove a barrier, hold accountable,

or step back?

Did I strengthen Store Manager capability or increase dependency on me?

What business outcome is stronger because of the way I led this week?

What must deliberately carry forward into next week?
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T H E  M E A S U R E  O F  A  S T R O N G  W E E K

What is stronger because of how I led?
Strong District Manager operating rhythms create Store Managers who own their

businesses, priorities that translate into execution, problems that are diagnosed

instead of repeatedly patched, and districts that do not depend on heroics to perform.

N OT E S

Are your District Managers building stronger
Store Managers, and stronger stores?

The District Manager Effectiveness Diagnostic™ evaluates how effectively

field leaders are driving performance, building Store Manager capability,

creating accountability and reducing unnecessary dependency.
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