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Why the position responsible for consistency is rarely 
designed to create it.

Field Leadership is 
Present. The Role is Not.

Performance. Delivered.
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The promotion assumption.

The best store manager becomes an area manager.

Earned through performance. Recognised through promotion.

The assumption follows.

What created exceptional performance in one store will 
scale across many. 

The skills transfer. The approach scales. The results will 
follow.

But store management and field leadership are not the same job.

One operates through direct control. The other operates through 
consistency, capability and influence across multiple locations.

The promotion happens.

The structure around the role rarely changes with it.

The expectation does.
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The scale reality.

Multiple stores. The same position. A different job.

The network expanded. The operating expectations often did not.

Each store differs – manager capability, format, stock profile, location 
conditions, team stability.

What worked in one store, with one team and direct 
visibility, does not replicate simply by doing more of the 
same. 

At the same time, pressure builds.

Head Office requirements increase. Reporting expands. Performance gaps 
demand immediate action.

The field structure scales operationally.

It is rarely designed structurally.
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What the role becomes.

The shift rarely happens deliberately. It emerges gradually.

Managing Exceptions
Underperformance requires attention. Issues need resolution.

The role shifts from building consistency to responding to inconsistency.

The same issues return, in the same stores, visit after visit.

Responding rather than shaping

Performance varies between visits. The field leader stabilises, then moves on.

The cycle repeats.

Pulled away from the floor
Reporting. Escalating. Head Office requirements. Chasing short term movement in 
numbers.

The work that creates consistency is gradually replaced by the work that feels most 
immediately urgent.

Time on the floor reduces without anyone deliberately taking it away.
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The consequence.

Performance does not fail. 
It separates.

Strong stores hold independently. The rest begin to drift.

The strongest stores continue to hold through stronger leadership, 
experienced managers and more stable teams.

The rest become increasingly variable.

Standards soften between visits. Execution becomes inconsistent. Customer 
experience depends more on the individual store than the operating model 
behind it.

The gap widens quietly across the network.

No single event caused it. No obvious failure exposes it.

The inconsistency simply becomes normalised over time.
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What the role should deliver.

Scale consistency is not created by fixing problems after they appear.
It is created by building capability that prevents inconsistency from 
emerging in the first place.

That requires a different definition of field leadership.

Not more effort. Not better individuals. A different job.

Designed to strengthen store manager capability. To hold standards 
between visits, not simply during them. To create operational consistency 
that survives without constant intervention.

Without that, performance becomes dependent on who is in place, not 
how the business operates.

Most retail businesses have not made that structural shift.

The position exists. The people are capable.

The operating design around the role has not evolved with the complexity of 
the network.

This is where >FORWARD becomes relevant.
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Field leadership is present. 

The role is not what the network needs.

Performance does not separate because field leaders are failing.

It separates because the position was designed for a different operating 
reality.

Promoted from store management.
Scaled without redesign
Absorbing operational pressure the structure was never built to carry.

Strong stores continue to hold. The rest drift.

The gap widens quietly, consistently and predictably across networks where 
the field model has not evolved with the business itself.

This is not a leadership capability problem. It is an operating model problem.

Performance. Delivered.
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