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[00:00:00]  ANNOUNCER: You're listening to The HR Mixtape, a podcast for leaders who wanna 
understand people, strengthen culture, and navigate change with clarity. Today's conversation starts now. 

[00:00:15]  DR. SHARI SIMPSON: Joining me today is Dr. Sharon Grossman, psychologist, TEDx 
speaker, and retention strategist behind Turnkey Retention Solutions and the book Don't Buy Their 
Lunch, Buy Their Loyalty. She spent 20 years turning psychological research into retention strategy, and 
today she gets specific about the daily leader habits that keep people from quitting. Dr. Grossman, thank 
you for jumping on the podcast with me today. 

[00:00:49]  DR. SHARON GROSSMAN: Well, thank you for having me, Dr. Shari. It's been great, just 
getting to know you a little bit, and I'm happy to be here. 

[00:00:56]  DR. SHARI SIMPSON: Yeah. So before we get into retention, I would love for our listeners to 
know a little bit about you and who they're hearing from. So you started as a counseling psychologist, 
spent years coaching people through burnout, and now you work with companies on why people leave. 
So walk us through how all those pieces fit together for you. 

[00:01:18]  DR. SHARON GROSSMAN: Yeah. So, as you mentioned, I studied psychology, and I started 
out by doing therapy, and that slowly morphed into executive coaching, specifically with the area of 
burnout recovery. So think back to the pandemic. It was 2020, and the one word on everybody's mind 
was burnout, which is ironic because prior to COVID, I didn't hear anybody talk about it. I didn't even 
know what it was. Other people didn't know what it was. But in 2018, I started researching it because I 
decided that's gonna be my niche, and I would then have my therapy clients come in, and I would say, 
"Oh, it sounds like you're burned out." And they looked at me like a deer in the headlights, and they're 
they're like... Nobody really knew what it was. And so every podcast I went on at that time, I was like, "I'm 
here to just let people know what burnout is, because if you don't know what it is, you don't know that 
you're in it," and so on. So it started like that. I published my book on burnout and was doing that work. 
And it was very gratifying, and I learned a lot about like what are the patterns that you see in people that 
are burning out, and did a bunch of speaking on it as well, conferences and such. And then, I really just 
wanted to have a bigger impact, and so I thought, "Well, when I do this burnout work, it's recovery. I 
would love to do prevention." And anytime I spoke to a company about burnout prevention, they'd be like, 
"We don't care about prevention," because they don't wanna spend money on something that's not, 
quote-unquote, "a problem yet." And so I thought, "Well, what do they care about?" And what they care 
about is the thing that's already costing them money, and that's turnover. And I thought, "Well, what leads 
to turnover?" It's a lot of the same stuff that ultimately you might say leads to burnout. And so I said, "So 
I'm gonna be a retention strategist. I'm gonna help these organizations change their culture so that they 
can keep their top talent," and they already know that it's costly. We don't need to sell them on that. And 
so it's like, now we can have a real conversation. 

[00:03:22]  DR. SHARI SIMPSON: I love that. So many times we talk around things instead of getting to 
the heart of things, so I absolutely love that perspective. You take a very blunt approach. Your book is 
titled, "Don't Buy Their Lunch, Buy Their Loyalty." what did you see in companies that made you really 
wanna put it that bluntly for them? 

[00:03:42]  DR. SHARON GROSSMAN: Well, it's funny because even knowing what they know about the 
cost of turnover, I find that a lot of companies aren't very proactive. They're, they're very much in that 
reactive mode. But they try to do a little something nice every once and again, and they call that culture. 
So they're like, "We're gonna have a pizza party on Friday." And they're like, "Yeah, we've checked the 
box. Like we've done something nice for our employees." And what I wanna say to them is lunch once in 
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a while is not the same thing as building culture. In other words, if you think that someone's gonna stay 
because they had a pizza party, then you are dead wrong. And the thing that I keep hearing over and 
over again from people who really don't get it is, "Well, my people leave for a dollar more down the 
street." And I said, "Well, that's only true because you're not giving them a reason to stay," right? So 
when we talk about culture, we're talking about all the things that actually build that experience that we 
wanna be there, that people appreciate us, that it feels good to come to work, that we're not ignored, that 
we're not just like, "Okay, here, have some pizza." That's not it. So really being intentional and not this, 
like, reactive or, like, a little bit some of the time. No. It's gotta be a little bit all of the time, and it's not, like, 
a big thing once in a while either. The other thing is, like, we're gonna take everybody and we're going to 
bring them to a leadership retreat. And I'm like, how great is that? Except that if you're not gonna have 
systems in place to implement what you just learned for three days off-site, then what happens is, and 
there's psychology behind this, that if... Like, anything that you learn that isn't implemented within 24 
hours of learning it, about 70% of that is lost already. And so what happens is people come back from 
conferences and they're like, "Oh my God, my inbox. I gotta catch up. I've been away for three weeks or 
for three days," right? And so it's like when we're in catch-up mode, we're not actually now taking time to 
implement all of this great stuff that we learned. So it's not a one and done. There's gotta be a slow drip, 
and it's gotta be a continuous thing, whether it's for leaders or frontline people, but that's gotta be part of 
the culture. So as you can see, I feel very strongly about this issue. 

[00:06:05]  DR. SHARI SIMPSON: It's funny, as you were talking, I was thinking about organizations that 
I've talked to in the past who are wrestling with that concept of, like, disengagement and my employees 
aren't happy. And you start to dig into like, "Okay. Well, what have you done?" And they're like, "Oh, well, 
we've updated the facility," or, "We did this," or, "We did that," but they changed nothing in their 
leadership. They changed nothing in how they approach their employees, and so you see that 
disengagement turn into attrition. So there's that window in between where I think we have an opportunity 
as employers to make an impact. What do you think that looks like in reality? What can we do in that 
moment between disengagement and then that person actually leaving? 

[00:06:47]  DR. SHARON GROSSMAN: Well, you wanna ask yourself, well, why are people disengaged? 
I think about it like I'm a keynote speaker, so imagine you go to a presentation and you have two different 
speakers, and you got the one speaker who's, like, literally reading off the slides. The first thing you're 
gonna do is take your phone out and start scrolling because you're bored out of your skull, right? So that's 
disengagement, right? Or you might actually walk out the door. We'll call that turnover, right? So how do 
you keep your audience engaged? Well, you gotta make your presentation dynamic. You've gotta ask 
them questions. You gotta get them thinking and involved and moving and all this stuff, and if you're not 
doing that, yeah, they're on their phones or they're walking out the door, right? And so in organizations, 
same sort of thing. What are you doing to make them feel valued, engaged, and motivated to stay? Those 
are the three feelings that I think like companies need to purposely perpetuate in their employees. And so 
we talk about these are the things that they need to feel, and as we know from Maya Angelou, she said, 
"People aren't gonna remember what you said. They're not gonna forget how you made them feel." And 
so like it is. It's about... It sounds soft and emotional and all that, but that's 'cause it's human psychology 
and that's how we operate, right? So we wanna think business metrics and deadlines and all this, but at 
the end of the day, we're not robots. So if I don't feel seen, heard, acknowledged, valued, I'm gonna be 
looking elsewhere for somewhere else that's gonna meet my needs. And so you have to ask yourself as 
the employer, well, okay, first of all, do you buy into that? Do you buy into the fact that people need to feel 
this way in order to stay long-term If you don't buy into that, then we already have a problem, right? It's a 
belief problem. And we have to start with mindset, right? But if you get that, if you understand that this is 
important and you're just like, "Yeah, but I don't know how to do it," well, that's where I come in and I 
teach them like a system step by step of how to implement this thing so that they can actually have 
results, meaning people are engaged, leaders know what they're doing. The one thing that I think 
contributes so much to all of this chaos is the fact that people are often promoted into leadership without 
any sort of training. And these are people that were really good at what they were doing. They were 
frontline workers, they were excellent, and then they're like, "You're so good at what you do, how about 
we promote you into management? Here's a team. Go." And like the poor sucker doesn't have a chance 
because they don't know what they're doing, and everybody beneath them is like, "Another day with this 
person? God help us," right? And so, like wake up and like provide training for your managers because 
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they don't know what they're doing and everybody's suffering. And then there's also management 
turnover, right? People who are like, "You know what? I can't take this responsibility. I don't know what I'm 
doing. There's no support." And then they leave. So the whole thing is chaotic, and we need to own the 
fact that in order to make an organization run, we have to make sure that people feel supported, feel 
valued, and we gotta pour into them, whether it's management training for your managers or certain, what 
I call leadership behaviors, that you expect each and every one of your managers to do on a regular basis 
so that they're pouring into your frontline, and that's how you retain everybody. 

[00:10:23]  DR. SHARI SIMPSON: I think back to when performance management, and I'm gonna use 
that term loosely, was first introduced in the HR space, and it came out of the business mindset of how 
are we tracking, like widgets being produced? How can we take that mindset and bring it into people? 
And I think we're still seeing the impact of that in how we approach things like performance. We try to 
keep it at this very KPI, widgets producing mindset, when in reality, like we're all people. Like we all want 
what you talked about. Like we want leaders that see us for who we are in our humanity, not the widgets 
we produce. We'll produce the widgets, but you gotta make me feel like a human at the very basics. And 
so as you've thought about teaching managers how to do this and teaching employees who want to be 
into that management role, what is the thing that they should be doing every day? What is the thing that 
they should start to change to really shift their mindset back to, let's talk to the human like they are a 
human, and be empathetic, and lean into the things that motivate us rather than driving against just a 
solid KPI? 

[00:11:41]  DR. SHARON GROSSMAN: Absolutely. I think, as we said already, the first thing is you gotta 
buy into the idea that this is important, right? So like, yeah, I truly believe that people need to feel seen 
and recognized and valued, so that's step one. If you're on board with that, now it's like the how, right? 
And as I mentioned before, it's not enough to do a big thing once in a while or just some random thing like 
buy their lunch. It's really about how can you have a slow drip into them on a daily basis, and the way I 
teach it is five leadership habits. So the first one is you wanna huddle with your team each and every day, 
and by huddle I don't mean another meeting. So we're talking 10 to 15 minutes at most at the beginning 
of every shift where you bring everybody together so it has this sense of belonging where we're gonna 
spend time focusing on people primarily, not on all of this other stuff. So there's a little section for 
operational communication, things that are important for people to know. Maybe there's a few moments to 
review KPI and things like that because that's also important. People wanna know how they're doing in 
terms of performance. But ultimately, the majority of time we're gonna spend focusing on people, and 
what do I mean by that? We're gonna talk about expectations. So if a company has certain values, how 
do we make those observable behaviors? I need to know what you expect of me in order for me to 
actually do the thing that I'm supposed to do, right? So if you tell me that your number one value is safety, 
I don't know what that means for me. What am I supposed to do that equals safety, right? So we've gotta 
translate those values into daily behaviors and then remind people every day of like what they need to do, 
right? So expectations have to be clear. Secondly, we wanna ask them how they're feeling and we make 
it anonymous. So we have a QR code, we have them scan it, and then it very simply asks them to click on 
smiley face, neutral face, or frowny face so that it's very quick and then you as the leader of the huddle 
gets insight into how is everybody on the team feeling, right? Wouldn't you wanna know? Well, we don't 
know because we don't ask. So that's important, and then we give them an option to add any sort of 
comments. And I tell you the one thing of all the things that I teach that most leaders appreciate the most 
is that one because if you have a generational gap and you're not sure what people in this other 
generation are thinking, you get to tap into their mindset through this one thing, right? So every day you're 
asking them, you're getting that, and you're seeing are people on the team feeling overall okay or are we 
in trouble? You wanna know, right? The third thing is Appreciation. So it's an opportunity for the leader of 
the huddle to recognize at least one person. "Hey, Dana, yesterday did a great job with the client. I 
noticed you took your time, and you quickly explained everything that needed to happen and this and 
that." So, like, really stretching it out, explaining what they did, why it was important, and opening it up for 
peer recognition We might underestimate the value of that, but when you work with somebody on your 
team and they recognize you for helping them out, for showing up, for whatever it is, it really builds the 
team cohesiveness. So super important. And then we have an opportunity to ask them this question 
about improvement, which is: What do you need in order to do an even better job, right? What do you 
need? What are the resources? And that gives you some input, what's broken, what's missing, so that 
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you can close those gaps, give them the resources to do the job that you're asking them to do. If we're not 
asking that question, we're sending them to do a job and they're stuck. They've got obstacles. Our job is 
to remove those obstacles, so every day we wanna ask about that. And we then wanna do the research 
follow-up, come back the next day and say, "Hey, you guys asked for a refrigerator 'cause the one on the 
third floor is broken. I talked to upper management. I just wanted to give you a heads-up, it's coming on 
Thursday." Right? So there's some sort of follow-through. People feel like they're being listened to. And 
then the fifth thing is tracking. You got all of this data from holding these huddles. You want to collect it 
somewhere and then track progress over time. You wanna see who's being recognized over and over 
again. That becomes your employee of the week, employee of the month, maybe somebody that you 
would consider for a promotion down the road. You wanna know how many open tickets do you have 
because all these improvement opportunities have been brought up, but you haven't closed those tickets. 
We're holding leaders accountable to following through. We... All of these different things, right? So just to 
recap real quick. So we got huddles, we've got appreciation, we've got checking in on their mood, which I 
call barometer, right? Getting like a barometer check. Improvement opportunities and tracking, and 
together that spells habit, or what I call the performance habit system. And when you do that on a daily 
basis, that creates culture. That creates that sense of belonging, that people feel seen and heard, and 
that's what I really want organizations to implement so that it's not only going to make people feel the way 
you want them to feel so that they stay, and then obviously it affects performance and everything else. 
But if you do this consistently throughout your organization, in every department, in every location You've 
got consistency across culture. And the thing that, Dr. Shari, just makes me scratch my head every day is 
how are companies not being consistent and intentional about culture? How is it that in one department 
we're letting this manager do it their way, and in this other department, somebody else is doing it their 
way? It's still the same company, and I, as the CEO, have no idea what's going on under my own nose 
because we're just letting people make it up as they go along. I think it would be honestly so much better 
if we said, "This is how we do it here. This is what we stand for." And we make sure that every manager is 
following through in the way that we intentionally create a culture, right? And that's important, and we see 
that in some organizations. I don't know if you have a Trader Joe's near you, but I feel like every time I 
walk into that store, it feels so much different than every other grocery store. It's like they're being very 
intentional about their culture, and so I'm like, "We need to see this more and more in organizations." 

[00:19:06]  DR. SHARI SIMPSON: There is so much to unpack there. All of it was so good. I do wanna hit 
on consistency. I love that you gave this model, but you went back to that framework of consistency 
because you can start off a week great, but if by the end of the week you can't find your manager, you 
don't have the feedback, you've lost that momentum. So that consistency and practice, even if it's not 
perfect, right? You're starting to create that pattern that's gonna influence culture. I love that. HR often 
owns the retention or the turnover number, but we know that the manager, right? We don't own the 
manager's calendar, right? So often HR leaders are being held accountable for this, but the accountability 
really should be at the manager level. Or like you said, the CEO dictating, in a positive way, "This is our 
culture. This is what we stand for. This is how we're gonna show up." So if you're in that HR space and 
you own that number, you own that responsibility, what are the things that HR practitioners should be 
thinking about? Is it mandatory training? Is it one-on-one coaching for managers? Is it a conversation with 
the C-suite? Where do they start to change this mentality and really bring this idea that retention is owned 
across the organization at different management levels and not just solely HR's responsibility? 

[00:20:29]  DR. SHARON GROSSMAN: So the question is who's really the decision maker? Is it HR? Do 
they have the power to make these sorts of decisions or is it somebody higher up? And the answer is 
gonna vary depending on your organization. Sometimes you have companies where they want HR to 
make all these decisions, or maybe they have an L&D team and they are like, "You guys are in charge of 
all the trainings." But I think it starts with, again, with the mindset of like we buy into this idea that this is 
important, that we want to invest in culture so that we've got consistency, that we are closing leadership 
gap when we promote somebody new, so that we are doing all the things that make people wanna stay, 
whatever the case may be. If they're not bought into that idea, then we need to do some more work 
around, well, who's making the decision? Who's the one who's like basically a roadblock to this? And 
what's their reasoning, right? And sometimes, I think that the problem is that people aren't really clear on 
how much it's costing them to not do it. So when I do a workshop on this, one of the things I have people 
do is whip out a calculator, and I give them a formula and I say plug in the annual salary and your 
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turnover rate and start doing some calculations and multiply that by one and a half, and that's about what 
it's costing you per year. And when they start to see like millions of dollars and lots of zeros, it's like a 
wake-up call because I feel like nobody's talking about it. Or not enough. And it really is a wake-up call 
when we do these workshops because people are like, "Whoa, I didn't realize it's costing this much." But 
it is, and it's not just financial. It's think about what happens when somebody leaves And the people that 
are left behind are now expected to do the job of that person that left or multiply that by however many 
people left. And so they're overburdened, they're overwhelmed, they're more subject to burnout, and then 
maybe they end up leaving, right? So we need to be really thoughtful and intentional about what we're 
doing, why we're doing it. And so once you've bought into the idea that this is important, then yeah, I think 
one of the things that every company should own is if we promote somebody into any sort of leadership 
position, we have to train them, and we have to say, "This is what leadership in our company looks like. 
We expect A, B, C, and D. Here's what we want you to do. Here's how you need to show up," blah, blah, 
blah. If you're not having that conversation, and you're just like, "Here's your new desk. Here's your new 
team. Figure it out," then we're in trouble, and that's unfortunately more often the case than not. 

[00:23:28]  DR. SHARI SIMPSON: I love that you brought up data and from the calculation perspective, 
'cause I think you're right. We totally miss that. Sometimes I'll be sitting in a meeting, and I'll look around, 
and I'll think about all the titles that are in the meeting, and I'm doing the math in my head, and I'm like, 
"This was a $3,000 one-hour meeting, and what did we accomplish?" Like, this could've been an email. 
So when you multiply that by everything that we're talking about here, that was such a good example for 
us to have a good perspective of the dollars that a company is investing or not investing in a good way. 
As we wrap up our conversation, I'd love to talk about AI just a little bit. When I look ahead at the next 
couple years, how do you think AI is gonna be reshaping how managers spend their time? Do you think 
retention gets easier or harder, or how should leaders be preparing for that? 

[00:24:20]  DR. SHARON GROSSMAN: Well, it's an interesting time. I think a lot of companies are 
embracing it, 'cause you don't wanna be left behind. I think AI makes us more efficient in the way that 
email made it faster to get mail than snail mail. But what happened when we got used to the email is 
expectations change. So it's not that, oh, now I get so much more time I just have more on my plate 
because this is getting done faster. And I think the same thing's gonna happen with AI, where AI is gonna 
make whatever we do today faster. So next year we're gonna be a lot more efficient, but we're also gonna 
have probably double the load, right? And it's like if you think about it, like when you make $100,000 and 
you spend 80% of that because you got the money, but then the next year you get a raise and you make 
$150,000, you don't continue to spend the 80,000 that you were spending before. Now it's like 120,000. 
You like up your expenses. So I think it's the same thing. It's like we're always just pushing the bar a little 
bit more. And so once again, if you wanna be intentional, and some people are talking about doing the 
four-day work week, and there's all kinds of discussions happening. I think, again, we have to make a 
decision about what's important, what are our values, what do we stand for, and be really intentional 
about that. It's gonna be different for everybody, but when we're not intentional, the consequence is that 
we're staying in that reactive mode and things are happening, and then after the fact we're like, "Oof, that 
was really expensive," or, "That was a big mistake," or, "How come I didn't, like do anything about that 
three years ago?" So I'm hoping that whoever's listening to this conversation is having this aha moment 
right now and saying to themselves, "Actually, we should probably be looking into some of this stuff. Like 
we don't have this stuff in place. We should have this stuff in place." And then it becomes the how, right? 
Then we can focus on the how. But first, get your mindset straight and aligned, and then we can fill in the 
rest of the gaps. 

[00:26:39]  DR. SHARI SIMPSON: Sharon, what a great conversation and a great takeaway for our 
audience as to what to do next. Like you said, don't walk away from this and not implement what you just 
learned in the next 24 hours. So jot this down and think about that in your organization. So thanks for 
jumping on the podcast with me today. 

[00:26:54]  DR. SHARON GROSSMAN: And thanks for having me. 

[00:27:08]  ANNOUNCER: Thanks for tuning in to The HR Mixtape. Like, share, review, and subscribe to 
support the show and help more people discover these conversations. Until next time, keep the 
conversation going. 


