
We will lead

During difficult times, it is tempting to succumb to our emotions and be controlled by them.  As leaders 
we must provide vision, hope and direction to our teams and to do that, we must be clear-eyed and 
clear-headed.  Situations like the current coronavirus pandemic require us to detach from our emotions, 
see the issues as they really are and build a plan to deal with them should they arise.  Our teams look to 
us for confidence when they lack their own and they look to us for answers when they can’t find them.  
We must resist the “fight or flight” reflex and take measured action which, in turn, will provide confident 
and calming leadership.  

It is in that spirit that I write this note.  

Following are examples of the conversations we are having with clients and how they are responding to 
the points below.  I thought it might be helpful to hear what actions others are taking.

Manage mindset – the leader’s self-care
 First things first, we resolve to lead and set the pace.  We will take measured action to solve

the problems within our control and mitigate the impact (as much as possible) of those that
aren’t.  We will not give energy or attention to what is outside of our control.

 Stay informed but don’t binge.  Turn off the news and social media.  Only consume what’s
necessary.

o Listen to the health professionals.  They are in place for a reason.  Follow their
directions.

 Be realistic about the situation but not dramatic.
o Make no mistake, this is going to be tough but we will get through it.
o Don’t engage in catastrophic thinking.  Instead, consider possible scenarios,

prioritize their impact/likelihood and build a response plan for each.
 Determine the triggers for each phase of your plan.

 Seek positive input such as motivational videos, inspirational writings or wholesome
personal activities

o Build an accountability network to keep you centered and accountable.
 My network includes my wife, our ORS team and a couple of mentors.  I rely

on these partners to help clarify my interpretation of circumstances, poke
holes in my thinking and plans and to provide comfort and reassurance if it’s
needed.

Set the tone – be the example – be strong
 Focus on what you can control – control it.  Make a list. Be thorough.  Do it now.

o What is the issue? What are the obstacles?  Develop a plan for each obstacle.  Write
it down and post it for the appropriate audience.

 Be solutions-centered – don’t talk about the problem talk about how to solve it.  Ask
yourself, “what action am I going to take to eliminate or minimize this problem?”

 Be grateful – find the good and maintain a positive and optimistic outlook.  This is a daily
choice.

 Focus on others more than self.
o Enlist your team as part of the solution.  Help them recognize their unique

opportunity to brighten someone’s day through a kind word, an uplifting message
and a positive outlook.  It is a community service as much as anything.



 Be patient and flexible.  Show compassion toward those who may be struggling.  Be gentle.
Provide reassurance.  Communicate the plan and their role in its success.

Build an action plan – there is comfort in a well-thought out plan
 Use good health practices – hand washing, store sanitization, social distancing, travel

restrictions. Be a good citizen and support our health professional’s wishes.  Consider
the following:

o What hygiene practices have you instituted to protect your staff and customers?
How is it being communicated, reinforced and inspected?

 Daily AOR (areas of responsibility) attention with frequent follow up by
SM

o How are you handling jewelry cleaning and inspection?  Some clients have
dishes of high-concentrate isopropyl alcohol (70%+) on the counter and ask the
client to place their jewelry in the solution.  When the associate arrives at the
cleaning station, they use tweezers to place the customer’s jewelry in the
ultrasonic and then immediately wash their hands.

o How can we reduce spread should a staff member become ill?
 Some clients are temporarily dividing their staffs into separate teams

that work on separate days and have separate managers
 Preserve or drive revenue –Brainstorm creative alternatives to the current business

model.  What can you do?
o Focus on repairs and bridal as they are proven to better withstand tough

economies
o Many customers will want to celebrate life’s moments but appreciate

alternatives to entering the store. In response, some clients are combining
conventional Clientelling such as birthday and anniversary cards with technology
like GoToMeeting or Skype.

o Others are communicating personalized and private showings inside the store
should that be the client’s preference.

o Ramp up Gold Buying just like in 2008-9.  This may provide more of a service to
the community than you think.  Abe Sherman recently postulated that providing
cash to the community so they could buy food or other supplies could make
your store an essential business in your community.

 Reduce expense –Build a list, prioritize it.
o Consider essential vs non-essential expenditures

 Prioritize staff payroll.  Pay your people as long as you can. Payroll
reductions should be last.

 While there is a net savings, many are shifting marketing dollars into
social, digital and direct mail while drawing down in areas such as mass
media, print and outdoor.

o Some clients have reduced their operating hours or the number days opened
 Retain cash –

o Do you have scrap gold, aged inventory, loose or melee diamonds that you
could turn into cash?

o Curb merchandise reorders to only those that are most critical
 Extreme contingency planning – better safe than sorry

o What happens if you or a family member gets sick?



 Who is in charge?  Are there essential functions such as banking or
accounts payable that only you can do?  Who handles those functions in
your absence?

o How do you handle staff members who have to stay home to care for school-
aged children?

 Use all PTO first
 Some clients have temporarily extended PTO benefits for an

additional two weeks.
 Use unemployment or federal assistance benefits.  Check your state’s

regulations.  Some areas allow for intermittent benefits to account for
reduced payroll hours.  Some states are waiving company
unemployment contributions for affected workers.

o What if the store must close for an extended period?
 First, consider how long the company can sustain such a situation then,

execute or accelerate the cost saving measures mentioned above
 How to handle special orders and repair pickups?

 Post messages on your website keeping customers informed
about special hours or conditions to deliver merchandise.

 Use the time to complete postponed projects or to develop necessary
skills.

 Analyze your inventory,
 Clean the store
 Keep your shop busy with stock work or manufacturing

Communicate frequently and transparently
 Overcommunicate with your customers, employees and vendors.  Be measured and

confident but keep people informed.
o Emails to the staff or customers with information and reassurance around the

company’s efforts to support and drive current health measures.
o Morning huddles to shape thinking and keep the team focused on controllable

issues
o Forecast changes as they become evident.

 Don’t allow catastrophic thinking to devolve into poor morale.  Instead, shape the narrative
for those around you to focus on controllable issues; share your plan.  When they have
doubts, and they will, return the associate’s focus to the plan.  It will give comfort to those
who need it.

o When there are successes, advertise them to the entire team
 Provide credible reassurance to those in distress. Don’t give false hope but let your team

know that you’ve overcome difficult things in the past.  This will be over soon and will
become another example of the company’s resilience and tenacity.

 Be accessible for anyone who may wish to speak with you personally.  Sometimes we just
need to talk and sometimes it just needs to be you.  Let them express themselves.
Acknowledge the issues as important and gently redirect the conversation toward the action
steps they can take to resolve the problem.

“Courage is resistance of fear, mastery of fear, not the absence of fear”.  
Mark Twain



We are all facing something new here; something with which we have no experience.  The best we can 
do is the best we can do.  That said, our best requires us to build a response plan and execute it fiercely.  
When we do this, we will defeat our enemy, protect our families and preserve our businesses.  We will 
do this because we are leaders.  

I hope you found this helpful.  I welcome all feedback and input.  Please contact me at 
vince@optimumretailsolutions.com
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