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CHAPTER I
INTRODUCTION

Furpose of the Study

The purvose of this study is to set forth the major duties
and resoonsibilities of a supermarket manager, and to present
'methods end principles of mansgement that may be helnful to
him in fulfilling his duties and meeting his responsibilities.

The manager's duties are grouped into four major classi-
ficetions; (1) promoting meximum sesles, (2) controlling ex-
pvenses, (3) developing and maintesining a competent organiza-
tion, and (l1) knowing end enforcing company policies. It is
believed thet the sversge store manager can improve his per-
formsnce considerably if he has a better understanding of how
to accomplish these four objectives. To gain this knowledge
he must not only particinate in special manager treining ses-
sions, but glso, have sn additional source of information
which he can refer to and study frequently. Such a source
can provide information that is more reliasble than that gain-
ed from other employees who, unfortunately, are not always
too well informed themselves. It can also help reduce the
number of mansgers who are stumbling elong in the dark be-
cause they do not have the necessary knowledge to approach

their problems intelligently.



This thesis, it is hoped, mey be the starting point in
organizing snd oresenting the informstion the mensger must
heve to do a better job.

It is egreed thet the meneger should have a great desl
of letitude in making decisions end not be committed to a
specific course of sction ss outlined in & manusl. Also, meny
changes teke place that have gn effect upon methods used in
meanaging e supermarxet. Therefore, the information must be
presented to serve only as 8 gulde for the manager and be of
a8 broad, lesting nature so thet the methods will not be ap-
plicable to only certein tynes of stores, and parts of the
guide become outmoded in a shart period of time. The mate-
rial in this study has been rresented with these factors in

mind.

Need for Study

Food store mesnagement 1is considerably more comolex now
then it wes in the past. Not many years sco food wss dis-
tributed through many smell reteil ovtlets. An oreretion
with & volume of one thousand dollars ner week wss consider-
ed large. Very little training or experience was needed to
menege @& store of this type. Ususlly t-ere were only three
or four clerks employed in these stores, thus, personnel
and humen relations problems did not recuire a grest desl
of eattention. The district supervisor kept very close con-
trol over each of his stores, usually contacting esch store

in his district every day. In many cases the district



manager performed most of the management functions 1in his
stores,

Today the retail food outlets are fewer in number, rel-
ative to population, and larger in size, The average super-
market approaches a volune of twenty thousand dollars per
week, and those that are considered large, have weekly sales
volumes from fifty to one hundred thousand dollars per week,
Many stores have from twenty-five to one hundred and fifty
enployees, The district supervisor usually contacts each of
his stores only once a week, therefore, he does not contribute
as much toward the actual management of the store as he once
did,

Because of these and many other drastic changes in the
retzil food store, the job of store management has also changed
to such an extent that it does not even resemble its old-
time counterpart. The store manager is no longer considered
as Just a high classed clerk, He must be intelligent, well
tralned, and 1n many ways he 1s the key man upon which the
overall success of the company depends,

Many of the larger companles in the food distribution
Industry have training programs for store managers, and they
are very beneficlal, But, in the opinion of the writer,
there 1s a definite need for something more in developing
top-notch store managers, His job has developed to the point
where he 1s in need of a vast quantity of retailing methods’
and principles, presented In a well organized, understandable

way,
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This thesis by no means fills this need, but it may well

be the starting point in developing a well organized reference
gulde for store manarers to use in Improving their perform-

ance,

Limitations of Study

The topic 1s too broad to be covered in great detail in
a thesis, therefore, only the most important asvects of store
management have been considered, Due to the differences in
stores, personnel, equipment, locetions, fast-changing methods
of handling and merchandising food products, and other factors,
it 1s believed the Information presented will be of a more
lasting value since many detalls have been omitted,

However, the study 1s complete In the sense that even
the inexperienced student will be able to comprehend what
is expected of a store manager today, and how he can go

about fulfilling these exnectations,

Procedure

The material used in this study was obtained from per=-
1odicals, brochures, books, and verious companies iIn the
food distribution industry,

To get the desired material from the industry an out-
line of the study was sent to the selected companles and
any information pertzining to the torics in the outline
was requested, Seversl of the cowpanies responded with ma-

terial that proved to be very wvaluable,
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However, the majority of the material used was obtained
from secondary sources, Some pertained mainly to the food
distribution Industry, while others were in non-related
fields, 1Material from non-related fields was used to develop
methods for use in the food industry similar to those that

have been used successfully in other industriles,



CIAPTER II

DUTIES AND RESPONSIBILITIES
oF

A STORE MANAGLR

The job of managing a modern food store is consider-
ably more complicated than 1t was a few years back. The
manager of today has to know more than his old-time coun-
terpart, He must know and understand (1) the company's
policles, rules, and regulations, (2) the laws of the fed-
eral govermment, (3) the labor laws of the state in which
his company operates, (l}) the specific labor contracts
which exist between his company and the local unions, (5)
how to induct, instruct, and train new workers, (6) how
to handle and where possible, prevent grievances, (7) how
to improve conditions of safety, (8) how to correct workers
and maintain discipline, (9) how never to lose his temper
and always to be fair, (10) how to obtain cooperation from the
- wlde assortment of people with whom he has to deal, (11) how
to promote sales effectively, (12) how to control operating
expenses, (13) how to ret along with union representatives,
and above all, (1li) how to satisfy the needs of his customers.

It 1s evident from the above that the job of manacing a



modern supermarket is a difficult and complex task. In
addition to being a manager, the operator of today has to

be a merchandiser, an accountant, an engineer, a lawyer,

a teacher, a leader, an inspector, a disciplinsasrisn, a
counselor, a friend, and an example. His duties and respon-
sibilities are numerous and varied, but can be combined into
four major classifications, as illustrated in Figure I on
page eight.

Figure I illustrates the store orgsesnization with a
single-line type of supervision. There are some food chain
companies using the dual-type, with a grocery manager and
a meat manager, both equally responsible to the district
manager for their respective departments. Many companies
have recently adopted the single-line type and certain ad-

vanteges are claimed for it over the dusl-type organization.

Qualities of a Good Store Manager
It is quite difficult to set forth any definite charac-
teristics that go to make up a good mansager, but the follow-
ing outline will give some indication of what top manage-
ment looks for in a store manager.l

A, Merchandising Ability: He should take full adventage

of signs and promotional aids provided him by the company;
be able to use displays effectively; and have a thorough

lBased on the Kroger Company's Store Manager Improvement
Guide.



Figure I
Orgenizetion Chart of a Modern Supermarket

with Single-Line Supervision

DISTRICT MANAGER

STORE MANAGER

RESPONSIBLE TO DISTRICT MANAGER
FOR:
A. SALES AND PROFIT.
B. EXPENSE CONTROL.
C. COMPETENT PERSONNEL.
D. APPLYING COMPANY POLICIES.

HEAD MEAT CUTTER HEAD GROCERY CLERK HEAD PRODUCE CLERK '

DEPARTMENT HEADS ARE RESPONSIBLE TO THE STORE MANAGER FOR:
A, MAXIMUM SALES AT ESTABLISHED PRICES IN THE DEPARTNENT.

B. CONTROL OF EXPENSES IN THE DEPARTMENT CONSISTENT WITH
MAXIMUM SALES.

C. DEVELOPING COMPETENT PERSONNEL WITHIN THE DEPARTMENT
AND MAINTAINING EFFICIENCY THROUGH GOOD JOB RELATIONS.

D. KNOWING AND APPLYING COMPANY POLICIES, RULES, AND
REGULATIONS PERTAINING TO THE DEPARTMENT.

CLERKS AND MEAT CUTTERS l

Source: The Kroger Company's Store Manager's Reference Gulde.



knowledge of buyinge hebits, seesonel trends, and product
informstion. He must be eble to use his imacinstion and
Ingenuity in developing ssles &and merchandising ideas for
his store; follow-throuvgh on ssles rlans; discover new ways
to increese seles and profits; and have the ability to plen
and follow-thirough on store promotions end get good results
on hich merk-ucv items. he should meke good use of heavy
traffic spots in his store end avoid overstocks through
proper ordering; accent new idees snd methods with ean open
mind; end keep up-to-dste on 811l new develooments.

B. Lesdership 2bility: The good store msnager gains

the ective cooperation end interest of his employees; knows
esch employee well, his strong voints end wesknesses, and
mekes best use of his sbilities. He is a lesader rsther than
a driver and has enouvgh confidence in his employees to del-
egoate resronsibilities to them. He not only delegates re-
svonsibilities but elso willingly accepts responsibility.
Beceuse of his leadership end training, his depertment heads
are efficient. Good discirline 1s mainteined in his store
end good men for promotion are developed under him,

C. Ambition and Drive: Ambition to get eheesd and a

keen interest in his job ere certasinly quelities of a good
manager., He steys on the job during store hours; displays
en attitude of cooreration end enthusiasm; and has a com-
petitive spirit end pride in his ability to win. Due to the

demends of the job he must heve pep end energy and be sble
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to keep on the go, setting a reasonable psce for his em-

ployees.
D. Planning end Orgenizing Ability: He is cepable of

allocating his help effectively; ordinarily accomplishes

his work during regular store hours; plans practical work
schedules; and avolds overtime hours for his employees.

He is a skillful plenner and follows up on details of his
job; hes the ebility to correct the weak points in his oper-
ation and make correct and well thought-out decisions. He
i1s familiar with and follows through on brench and company
policles, and avolds idle time for himself and his employ-

868S.

E. Store Conditlions: He checks to make sure he has the
right prices on merchandise end that they are in plain sight.
He sees to it that merchandise is handled properly and keeps
his backroom in good condition. Proper allocation of shelf
space 1s maintsined in his store, and it 1s clean and in-
viting and constantly "ready for business.” He keeps his
shelves fully stocked, eliminates hazards to avoid accidents,
and his store equipment is kept in good condition.

F. Mainteining Effective Controls: The good manager

controls clerk hours and keeps them in line with sales. He
mekes price changes promptly and his records are made out
accurately. His store expenses are consistent with meximum
sales and he is well posted on store mail and other in-

structions. He controls wrapning and store supply expenses
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and keeps "cash over and short" in line by handling cash
in the proper manner. His perisheble merchandise losses
are keot to a minimum consistent with maximum sales.

G. Customer Relations: He mskes certsin that customers

receive friendly treatment; gives prompt and courteous at-
tention to customer complaints; sets a good example for his
clerks in dealing with customers; and makes an effort to
become acquainted with the customers and attempts to be
helpful to them. He does everything possible to avoid un-
due delay in handling customers at the checkout lanes and
goes out of his way to make more fr}ends and customers.

H, Public Relations: The good manager, especially in

smaller communities, takes an active part in civic affairs
and malntains 8 friendly asttitude toward competitors and
other businesses in the community. He has the ability to
get good results in his store on Community Fund drives or
other charitable campaigns, and makes an active effort to
increase his acquaintance with local business, school and
church leaders, newspaper editors and other opinion leaders
in the community. He knows and is friendly with local com-
munity officlals and makes it a point to get along with
truck drivers, outside vendors, and others having business
contact with the store. He makes every possible effort to
bulld goodwill and friendship for his company in his com-
munity.

Many of the ebove points are complete in themselves
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and need no explanation. Some will be covered in a broad
general way, and others will be covered in detall in the

following chapters.

Handling Customer Complaints

The large majority of retailers are well aware that it
is impossible for them to remain in business unless they
develop a large repeat business. One of the ways in which
repeat business is lost is through customers developing the
feeling that they have a jJjust grievance against the store.
Unless the manager develops methods whereby these complaints
are settled promptly on some basis which maintains the good
will of the customer, the customer will turn to some other
store. Moreover, she will air her complaints to her friends
who may well follow her advice and give their business to
a "more responsible” store. Thus, the manager should recog-
nize that this plays an Important part in building good will
for the store.

Although customers should be encoursged to bring their
complaints to the attention of the manager, and the building
of customer good will should be the point of view from which
every complaint should be handled, this does not mean that
the manager should always glive the customer the adjustment.
Ordinarily, however, a satisfactory adjustment should be

made. In the majorlity of cases the customer will have what

1s obviously a legitimate complaint and the manager should
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make every effort to sastisfy her. In a second group of cases,
the complaint may not seem legitimate to the menager, but
if he is convinced that the customer feels that she has a
just complaint, the adjustment should certasinly be made.
Probably well over Q0 per cent of s8ll the complaints regis-
tered with the store will fell into one of these two groups.

In contrast, there is a third group of complainents
who have no reel grounds for complaint but sre merely try-
ing to teske advantage of the store's "the-customer-is-azl=-
ways-right" policy. When the person handling the comnlaint
1s fairly certesin that he 1s deoling with an individual of
this type, he may refuse to mcke the edjustment. But there
esre exceptions even here. Sometimes the customer is one who
is a large purcheser. If the manager feels that she is
such gn importent customer thet he would not like to lose
her, an adjustment ususlly will be made. In general, it
mey be said thet the complaint should be handled in such
a way as to retein the good will and pstronage of the cus-
tomer. In prectice, this mesns avnrosching esch complain-
ent with a sympathetic attitude, making the adjustment ss
soon 8&s possible, and with the least inconvenience to the
customer.

In addition to building good will, the sdjustment of
complaints shouvld provide the mansger with basic daté which

w1lll enable him to reduce futuvre comnlaints.
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Customer Services

It is the manager's responsibility to see that customers
receive helpful and friendly service from every store em-
ployee. Unfortunately this cen not be accomplished by sim-
ply telling the employees to be helpful and friendly to
customers. It requires time, training, and constent atten-
tion to develop and maintein this business building attitude
in the employees. The manager must recognize that many of
the Jobs in the store are tiring and monotonous and even
the best natured employees will become irriteble occasion-
ally. He should be alert in order to detect this condition
eand attempt to avoid it as much as possible by giving rest
periods and using good principles of supervision.

The customer should be given prompt, courteous service
at the check out stands, in the produce depsrtment, and on
empty bottle returns. These services are pointed out in
particular because it is ususlly where the poorest service
is rendered in the store. When lines begin to form, ad-
ditional check stands should be put into use. After all
check stands are in use, sackers should be assigned to each
check stand to expedite the operstion. Sackers should be
Instructed to volunteer to carry the customer's order to
her cer and to do it willingly. If the offer to help is
made in a reluctsnt manner it might just as well not be
made at all.

In trhe produce department a clerk should be at or near
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the scale at all times so the customers will not have to
walt to have items weighed.

Cashing checks is quite an Important service performed
by most food markets. Many operators consider it a function
of a bank, and rightfully so, but as long as the customers
demand it at the store where they do their shopping, it must
be done or they will go to a store where this service 1is
offered.

To avoid offending check-cashing customers by repeat-

.edly asking them for identification, the manager must make

it a point to know the customer on sight just as soon as
possible after he has asked for identification the first time.
This does not mean that the manager should leave any doubt

in his mind about the i1dentity of a customer just to avoid
offending her.

Company policies pertaining to cashing checks should
be strictly followed, and in addition, the manager can take
precautionary messures of his own to avoid losses from bad
checks. A file may be kept with the name, address, phone
number, and signature of all check-cashing customers. The
customers can be asked to write their address, driver's
license number, or social security number on the check.

If the manager wants further verification he can ask the
customer to write her phone number on the check and it can

be compared with the number listed in the telephone directory.
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Also, the person or company that issued the check can be
called or the license number of the customer's car can be
taken and recorded on the check.

The customer's actions, if observed, will sometimes
indicate whether she i1s an imposter or not. If she seems
nervous or in a hurry it is a good reason to verify in some
way any evidence she has presented as identification., If
the check has already been signed, make the customer indorse
it again and compare the signature with either thé4 one al-
ready on the check, or the cne on her driver's license or
social security card.

Checks 1ssued by the government and sent to the payees
by mail must be cashed with caution. Thousands of these
checks are stolen from mail boxes each year and cashed by
imposters, usually in some retail establishment. Positive
identification i1s a "must" with government checks.

There are many other‘services, too numerous to mention
here, that are necessary in satisfying customers, but the
Important thing to remember about sny customer service 1s
to first recognize the need for it, and then see that the
customers get 1t promptly and in a friendly, courteous man-
ner. The most important competitive weapon the manager has
at his disposal today 1s an orgaenization well trained in
customer service. Unfortunately, such organizations are

few in number Iin the retail food industry today. It should
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be the primary coal of every manager to devclop an organ-
ization that has a sincere desire to treat customers the
way they should be treated, as ~uests instead of trespass-

ers,

Housekeeping

The 1importance of keeping a food store clean and in-
viting 1s so obvious that it may seem unnecessary to even
mentlion 1t here, However, many managers have good inten-
tions about maintalning good store conditions, but they
Just never seem to get around to doing all the little Jobs
when they should be done, As a result the store never does
look up to par.

In order to correct this condition the manager must
turn to his job assignment methods (Chapter VII), As stated
In the Job assignment procedure, all cleaning jobs should
be listed and specifically assigned to be done at a stated
time, This places the responsibillity for each job and, if
it 1s not taken care of, the manager knows on whom to check
to determine why it was not done, If care is used in sched-
uling cleaning jobs so they will not conflict with other
assipmments, the manager willl have little trouble in keep-
ing his store clean, #g2in, the Important thing is to give
each employee the responsibility of doing certain Jobs, =at
a stated time., After the schedule 13 made out, follow

through on it to make sure it 1s belnp used,
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Company Policies

One of the four major duties of a manager is knowing
and epplying company policies, rules, and regulstions in
his store. He must not only know the policies but should
insist upon the employees knowing those perteining to their
departments.

WVhat is a policy? Briefly, it is a statement of in-
tention that commits management to a general course of ac-
tion in order to accomplish a specific purpose. A policy
i1s Intended as a guide for management representstives who
sre expected to use some judgment in applying it.

WVhy have policies? The most importent feature of a
policy 1s that it commits management to a particular course
of action. Policies, when carried out, give assurance that
21l customers will receive consistent and uniform treatment.
"hen properly enforced, policies will save time asnd elim-
inate a great deal of confusion. They help develop custom-
er good will and employee morale. Pollicles cut down on the
number of decisions that have to be made. Above all, they
clearly define the authority the manager has when acting
in behalf of the company, therefore, the manasger who is
not femilier with policies may exceed his authority and thus
get into trouble with his superiors. The manager who ignores
his company's policies does so at his own risk.

The store manager is the only employee in the store who

represents the company. Everything he does should be done
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with the one vrincipal thought in mind, "will my actlon be
beneficial to the company in the 1ong-run?"' Managenent can
not disregard long-run effects in order to achieve short-

run objectives, so 1t 1s wise to look ahead when making

decisions,

Records and Revorts

In keeping records on such a large scale, the branch
or maln office clerical department mﬁst be guided by two
Important considerations--speed and accuracy. Punctuality
1s essential 1f the cost of rettins the necessary figures
1s to be kent within reasonable limilts; accuracy is necessary
if the records are to serve their useful purpose.

The branch or main office can keep individual records
at a reasonable cost, and with the necessary accuracy, only
if the work is systematized, end only when every manager
mekes out hils renorts accurately and sends them in promptly.
Late orders, 1llecible fisures, missing store stamps, no
dates, and other careless omissions force the offlce to
halt a smoothly running clerical force, Work must be ston-
ped to learn what the firures mecn, whonm the order is for,
when it is to be delivered,and so on. This wastes time and,
consequently, increas~s the cost of record keeplng. Further-
more, such errors, when found, are charred acainst the man-
aper's abllity to run his store proverly.

Since most of the common mistakes made in connection



with store records and reports are due to carelessness on

the part of the manarer, and because they reflect on his

ability to onerate a successful store, he should gladly

cooperate in every possible way wlith the office., He can

do this by observing these points when ma2king out records

and reports:

1.

Make out all orders, surveys, and reports on time
and have them ready when duse,

Iake certain the correct date 1s shown on every form.
Affix the store stomp iIn the proper place and clear-
ly distincuishable on every form made out,

Iake all figures neat and readable., Print whenever
and wherever possible, o not mark over figures
when an error has been made--use an eraser,

Keep a duplicete copy of all orders, forms, snd
surveys,

Keep carbon raper clean and dry, Ieplace worn out
carbon paner immedilately,

Keep surnlus stoclzs of store stationery clean and
free from grecse srots,

Check 2ll ecalculations by doing each a second time,
and check entrles by comprarineg them with the origi-

nal cobpy.
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A Code for Store Manager32

The managcer wvho gives the following code some serious
thoucht and an»roaches it in an objective menner will bene-
fit a sre=t deal by doing so, It will not only make his
job easier for him but will helvn him to develon a more
competent organization and, thus, improve his over-all oper=-
ation., By following this code he will gain the respect and
confidence of his subordinates and superiors, To derive
the maximun benefit from it, the manager nmust glve each
factor czreful and thorough consideration.

As g store manager charged with the duty and pos-
sessed with the opvortunity to lead a group of employees,
and supervising the use of equipment, tools, and material,
I will sincerely endeavor to guide my thoughts and
actlons by the following code:

1, T will honestly size u» my own capabilitles and
ende=~vor to live up to them fully,

2, I will frankly reccgnize my own limitations ond
do my utmost to 1rprove my qualifications wherever
inadequate,

3. I will try never to underestimate the 1mnortance of
the other person's point of view, whether he is above
or below me in authority.

L, I will remember constantly that the people who work
under my supervision are worthy of every consider-
ation and try to deal with them as fellow men,

5. I will be ever mindful that the discovery and develop-
ment of talent in my men 1is an important part of my
Jjob,

Compiled by the Foremen's Club, York, Pennsylvanla,
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6. I will try to listen more than I talk, keeping in
mind that he who listens can 2lwasys learn.

7. I will meintain en open mind, in the full realization
that he who shuts out the ideas of others shuts out
more thsn he shuts in.

8. I will slweys recognize that I cen make more friends
by being genuinely interested in other peoprle than
I cen by trying to get other peonle interested in
me .

9. I will not hemper myself by carrying old grudges or
vre judices.

10. I will never hesitate to shesre my knowledece snd ex-
perience with my assistants for fear that they may
eventually know more than I, becsuse helping them
to success will 1ift me to pgreeter responsibility
and opnortunity for service.

11. I will not fear to assume the resvonsibilities of
supervision; I will never try to shift blame for
errors from myself to my workers.

12, I will not miss the oprortunity to give sincere
praise end credit vhere nresise and credit sre de-
served.

13. I will not take myself too seriously, but will resl-
ize that blustering, putting on eirs, and unneces-
sary display of auvthority sre but the tactics of the
weak.

1. I will maintein friendliness without over familisr-
ity.

15. I will deel feirly with & men with a crievence,
giving just as much consideration to the man with
an "imsginery" grievance as to the men with a
grievance that is fully justified.

16. I will treet 211 my men without partielity or favor-
itism.

17. I will teke @ deer concern in the ssfety, the hezlth,
and the general well-being of eech of my men.
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18. I will never forret thst my status as a supervisor
obligates me to be a good citizen, to set a good
exzample, end to consider the interests of the men
I supervise as well as the interests of the men
vho supervise me.



CHAPTER III
GROCERY NMIRCHANDISING

The term merchandising is often regarded as having
an air of mystery about it, when actually there is no mys-
tery about it at all. Merchandising may be referred to
simply as buying and selling. Successful merchandising
1s performing the common tasks of buying and selling un-
commonly well. It enteills original thought, planning, and
diligent follow-through, all with the one main objective
in mind of creating customer interest and satisfying her
needs. Vhen this 1s accomplished maximum saeles and profits

will be attained.

Fundamentals of Retail Selling
A good place to start building a successful merchandis-
ing organization is with the fundamentals of retail sell-
ing. An alert store manager will make every effort to de-
velop in himself and in his entire organization the follow-
ing principles to help his customers buy wisely.
A. Know your merchandise:
1. Know what your store carries in stock.
2. Know the location of each item carried.
3. Know the facts about the merchandise you sell.

a) Facts about preparing.
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b) Special features and qualities.
¢) How to care for snd use merchandise.

d) Company's own brands carried.

B. Have wholesome attitude.

1.
2.
3.
k.
5.

Be loyel to company.

Be helpful to customers and other employees.,.
Watch your health.

Keep personal appearance neat and sttractive.

Keep enthusiastic about your job.

Understend end like people.

1.
2.
3.
L.
5.
6.

Get customers! polint of view,

Serve people as you like to be served.

Be courteous, considerate, and attentive.
Be friendly but not femiliar.

Find out what customers want.

Treat customers as invited guests.

Use good selling methods.

1.
2.

Give customers prompt and courteous attention.
Present merchandise in an attractive and respect-
ful manner.

Give honest, convinecing facts about merchandise.
Answer questions and objections fully and prompt=-
ly--help customers decide.

Suggest merchandise to satisfy additional needs.

Show appreciation for your customers' patronage.
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Ordering

In ordering non-nerishable comnodltles, many managers
have the atiitude that they can not ret into trouble, This
is true to some extent but to realize maxinun votential
sales, conslderable thoucht must be given to ordering even
non-perishables, Advertised and special priced ltems must
be checked carefully so that sulfflclent cuantitles wlll be
ordered to satisfy the increase in demand, To realize max-
imum sales and profits, changes in the demand for seasonal
items must be anticipated and orders increased or decreased
eccordingly,

Some managers prefer to keep a record of orders, while
others do not consider i%t essential, If a manager is hav-
ing trouble with his ordering, it is recommended that he
keep some record of previous orders, similar to those kept
on meat and produce orders, with this record, fubture orders
can by i—nproved by correcting rast mistakes, |

To provide vnriety the commodities available on the
order sheet can be checked against those in stock, Over=-
ordering can be avoided by recording on the order sheet
comnodities on hand and on order that have not been received,
when decidins on the quantity to be ordered, probable effect
of paydays, local buying habits, 2nd holidays should be
given consideration,

Orderinc sufficieﬁt quantltles of basic perishables,

such as bread and fresh millz, 1s very important. A manager
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1s wise if he males reasonably certain that he never sells
completely out of such items, Having a few loaves of brezd
left over is less costly in the lons run then losing custom-
ers because they have to make another stop for bread or milk
after buying all their other merchandise at the store in
which they usually shon., PBuild a renut~tlon for always
having bread and milk and you will bulld volume, At first
customers will sto» for bread or milk only, but will soon
form the habit of coming into a particular store and become
regular customers, That 13, if a good job of merchandising
1s being done in 211 the other departments,

The likes and dislikes of the person making out the
order should not enter Into the decision of whether to order

an 1tem or not, Let the customers decide what they want,

Displaced and extended shelf displavs, tied-in with
special promotion or advertising, are the merchandiser's
most effective volume bullders, This is true for several
reasons, Speclal displays hishlight values, thus, giving
the customer a favorable price Impression, Attractive,
massive displays give the store a "live" atmosnmhere which
in turn sells merchandise by arousing the interest of the
customer,

Merchandise to be dlsplayed should be carefully selec-

ted, using the sales plan and advertising list as guldes,
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Seasons, special prices, sudden changes in the market, one-
cent sales, decal packagesl, coupons, and many other factors
have to be considered when selecting merchandise for dis-
play, It is a good princinle to try to keep one speclal
priced item, such as a one-cent sale or a special deal item
before the customers at all times, *“hen a good promotional
feature comes un, such as a one-cent sale, 1t 1s sometimes
wise to consider ordering a three or four weeks'! supply,
thét 1s, if 1t is a one=%tine deal (order one time only).
This will usually serve the purpose until another similar
promotion i1s available, The sneclal feature display should
be moved to a different spot each week so the customers

who come into the store every week will not get the impres-
sion that thé item 1s not selling, The same is true about
any display, It wilill lose 1ts effectiveness if left in one
spot too long,

One way in which left-over display merchandise can be
moved, is to classify the display spots in the store as
primary and secondary., Bulld all new displays in the prim-
ary spots and move any of the previous weeks'! dlsplays to
the secondary spots for the purnose of disposing of the ex-
cess merchandise that was ordered for the primary disnlay.

This method permits heavlier ordering and thus more massive

1o "deal packare" is a special offer, usually made up by
the manufacturer, such as two like items bonded together
and selling for the regular price of one,
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and attractive displsesys, without the denger of having a
surplus accumulate in the back room. In short, when an
item does not sell as fast ss anticipated and there is an
excessive amount left, move it to another displsy position
and leave it on sele. It will sell if left on displey,
where gs it will not if placed in the back room.

Displays must not only be asttractive but also must be
designed for selling. They should be built in such a way
that the merchandise 1s easily accessible to the customer
and arranged in such & manner that there is no denger of
the display or any part of it collapsing. Facing the labels
makes the display more attractive and the merchandise is
more easily identified. A value is not a value unless the
price is prominently shown, therefore, no displesy 1is consid-
ered complete until it has & price-tag on it.

Price-tags on shelf items are also very important.

The customers depend upon the shelf-tags and not upon the
price stamped on the merchandise. Vihen price-tags are mis-
sing or incorrect, the customers have a feeling of distrust
toward the store. They get the impression that the price-
tags have been removed or left_off intentionally for dis-
honest reasons. At any rate missing snd incorrect price-
tags will create a great deal of customer 11l1-will that can

be. avolded very easily.
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Balanced kMovement of Stock

High profit merchandise must be promoted as well as
high volume merchandise so thet meximum dollsr profits are
reelized on any given sales volume. It is obvious that sales
can be incressed by pushing low priced merchandise, but low
prices usuvelly mean low merkup. In en operetion where this
is e practice, a large smount of cessh mey go through the
cash register but very little of it remains as profit after
the expenses are psid. Any overator cen increase szles this
way, but it tekes & good merchandiser to increase sales
and nrofits et the same time.

Now the question is, how can bsaslanced movement of stock
be accomplished? There gre a number of different factors
that contribute to balanced movement, such as good shelf
svace gllocetion, and proper ordering, but the most important
aid is the branch or comneny merchandiser's sales plan.

The importence of this plen can not be overemphasized.

It is made up by caveable specislists, who sre in a position
to obtein all the facts on markets, markup, price advsn-
tages, competitive conditions, and other factors that ere
pertinent in developing a successful merchsndising plen.

It is true one sales plan csn not be mede up for one hundred
stores without changes being necessary in some locelities.
However, caution must be vsed in chenging 8 seles plan to
fit a particular store. The menager should meke certain

thet profit items are substituted for profit items end volume
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items for volume items, so that the carefully desirsned sales
plan will not be thrown out of balance, If the manager 1s
not experienced and sure of what he is trying to accomplish,
i1t 1s better if he follows the sales plan as is even though

he feels 1t does not quite fit his tradlng area,

Coordinating I'romotlions with Advertising

Another factor closely related to the sales plan is
coordinating the store sales plén with branch or company
advertising., When thne list of merchandise to be advertised
is received, the manacer should checlt to see if enourh has
been ordered to satlsfy the increased demand that willl result
from the advertising, Display the advertised items where
customers can ea3ily see them, or give them extra space on
the shelf, PYoint-of-sale cards and posters can be used to
tell the customers that, "This is the merchandise advertised,"
Sales should be planned so that maximum advantage 1s real-
ized from all coipany, and also manufeacturers! or brokers!
advertising, In-the-store merchandising coordinated with
advertising is one of the most effective merchandising tech-
niques a store manager can exploit, However, many managers

fall to toke full advantagce of 1t.

Shelf Space Allotment
Shelf space allotment is another factor that has a
great affect upon the success of a supermarket operation,

svery 1ltem should have enourh space so that the shelf supply
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will not heve to be replenished duwring busy periods. Space
allocated to slow moving items must not be over extended,
but yet, must be kept above a minimum so the item is not
hard to locate.

Neintaining good svace allocetion is a constent battle.
Different seasons, intensive edvertising cempaigns, end other
such conditions will meke it necessary to adjust the shelf
space of the items affected. The best time to check spece
allotment conditions is just efter the busiest day of the
week. Items that have been denleted substantially should
be given more space, unless the increased movement 1s known

to be only temporary for some reason.

Kotsting lierchendi se
In order to assure customers fresh merchandise, cereful
ettention should be given to the rotetion of semi-perishable
and perlshable items. When dated merchandise is g»prroach-
ing its expiration date spmecilal effort should be made to
move it while it is still salasble, Ail the merchandise in

the store should be rotated at least severel times a year.

A "Ready for Business" Ltmosphere
Customers prefer to shop in stores where shelves are
well stocked with a good veriety of merchendise. For some
reason they will vass by merchandise if the shelf is helf
empty, therefore, it is imvortant to keev the shelves es

full as possiole at all times. However, it is not esdvisable
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to stock during periods when traffic is heévy. Aveilable
merchandise listed on the order sheet may be used as a check
on complete variety. With few exceptions stores should cerry

every aveilable item in the regular line.

Hendling Slow Moving Items

A1l too often the ststement is mede, "That item does
not sell in this locslity." This is trve in some cases, but
many times it is true only because no effort has been made
to acqueint the customers with the item. An item that is
tagged a "misfit" in a given store is a challenge to the
manager to put forth a real honest effort to esteblish a
locel market for it, and thus increase ssles, or prove to
himself beyond any doubt thet the item will not sell. Market
conditions are too often the result of the attitude of the
store manager, and attitudes are not alwsys besed on facts.
Every manager should ask himself, "Do I have the facts to
prove that this item will not sell in my store?" Sales are
lost in meny cases because the answer to this question is

"no."

Employee Lknthusiasm
To be successful a merchandising plan must have the
enthusiastic support of the store employees. Unfortunate-
ly they can not be expected to show enthusiasm just because
they have been toldﬂto be enthusiastic. Their enthusiasm

must be aroused in some way. The plsn must be presented
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to them in a manner that will create interest and sell them on
its merits. Developing selling spirit in the employees 1s one
of the most difficult and importsnt taesks of a store mansger.

One approach to the development of selling spirit in
the employees is through group perticipation. Human rela-
tions studies show that when employees help plen future
events they are more enthusiastic and determined to get be-
hind the plean and make it a success. The importance of the
attitude of the employees can be stressed further by point-
ing out that, usually a poor ssles plan will be more suc-
cessful with the firm backing of the employees than a good
plan without their backing. The human relations aspect of

management will be covered more thoroughly in Chapter VIII.

Friendliness

It would seem more sppropriate to discuss friendliness
in another chapter, but creating a friendly atmosphere in the
store is just as much a part of good merchendising as ef-
fective displaying end ordering. Customers are guests in
the store and should be treated with the seme respect that
guests receive in a private home.

Employees must be trsined to be friendly, but not familisr,
with the customers. The attitude should be instilled within
the employees that the customer is doing the entire organ-
izetion a favor by shopring in their store, and not vice

versa.
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Damaged and Soiled lierchandise
Leaving damaged or soiled items on display is poor

merchandising, They will not sell, therefore, it 1s wise to
remove then from the sales shelf immediately and avoild creat-
Inz customer 1l1ll-will, IDstablishing an outlet for d~maged
nerchandise in order to avoid unneccessary loss 1s essential
to pgood merchandisinz, It can be sold at a reduced price,

for example, to employees, restaurants, or other type insti-

tutions,



CHAPTER IV
PRODUCE MERCHANDISING

The fresh fruit and vegetable department plays a very
important role in determining the success of any supermarket
operation. Every manesger has his own deteiled techniques
for promoting produce sales. However, there are certalin:
basic principles that, if followed, will contribute grestly
to the success of any produce department, lesrge or small.
Unfortunately these all-importent besic principles are some-
times overloocked. It is the purpose here to set forth some
of the more importent of these principles that will aid in

building produce sales.

Ordering

Good merchandising is seid to be, "Having the right
merchandise, in the right plsce, at the right time, in the
right quantities, and at the right price." From this defin-
ition it is evident that ordering plays a very important
part in good merchandising, especially the merchandising
of perishables.

Produce selling always demands merchandising daring.
Every move is a risk, but it can be a carefully calculated
risk. The first thing to remember in preparing the produce

order 1s that a market must hsve produce to sell it.
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Check the stock of produce on hsand before starting to
prepare the order. Check the smount and condition of pro-
duce on display, in the backroom and in the cooler. Do not
trust your memory on this first step, for produce moves in
and out of the store very quickly. Then check the amount
that you heve on order that hss not yet been delivered.

Vhen you have determined the amount on hand, you are
ready to estimete the ssles for the period covered by the
order. The sales for any given period can never be definite-
ly known, but there are many facts that can be brought to
bear on this question. The most relisble indicators are
the sales for the previous week or two and the sales for the
same week of the preceding year. Many things may chenge
produce ssles from year to yesr and even from week to week.
The weather will not only affect the sales of produce items,
but will determine how long they can be kept without spoil-
age. Lase off on the highly perishable lesf greens and
berrlies when the weather is unseasonably warm. Step up on
saled vegetables when it 1s werm and on vegetables to be cook-
ed when it turns cooler.

Items that are to be advertised must be ordered in
quantity to back up the advertising and if the price is be-
low normal, additional amounts will be needed.

Home=-grown deals, canning sales and the first-of-the-
season shipments on seasonal items, such as strawberries,

represent blg volume opportunities for the produce market.
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These ars short-term opportunities that must be anticipated
and planned well in advance., They can not be built up from
week to week as with the volume on the basic items (refer
to classification of items in Apvendix A) but demand an all-
out effort for a sincle week, Seasonal 1tems offer the best
chance to brine new customers to the market but the basic
items are vhat keen then coming,

Effective ordering of this group of seasonal items 1is
a test of produce manasement, When your produce buyer tells
you that the time 1s right, these items must be ordered in
quantity, mass-displayed and sold imnediately,

A produce department that sells out every item every day
1s losing sales that could be obtained by heavier ordering,
No matter how carefully the order may be planned, it 1s never
possible to make the amount of produce ordered exactly the
samne as the potentlal sales,

Following 1s an outline of the stevs just covered that
should be tz2ken in making out the produce order:

1. Consult a check 1list of available comiodities to

provide variety,

2, Checl the produce on the rack, in the backroom, in

the cooler and on order,

3. Check the order control sheet to detsrmine the

quantities ordered in the past week or two,

i, Consider the day of the week the order will arrive,

probable effect of paydays, locnl buying habits, and
holidays,
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5. Crder sufficient quantities of promotional and ad-

vertised items,

6. Order avallable seasonal items in sufficient quanti-

ties,

7. Check with buyer or source of sunnly on conditlons

of sup»nly.

8. ote carefully the unit quantity of each item or-

dered,

9., Take advantaze of below normal prices,

Intelligent ordering takes time but it is time well
spent., An order that is made out haphazardly and in a hurry
can and usually does turn out to be an expensivs short cut,
Elther excessive losses are incurred because of overorder-
ing or sales are lost because of underordering and failure
to order some items altogether. Ordering of fresh frults
and vesetables should be pgiven careful attentlon by consider-

ing all the factors that will serve as ordering guides,

visvlaying
The key to selling fruits and vesetables 1s appearance,
Fo matter whether produce 1s displayed in open bulk displays,
prepackaced form, in refrigerated cases or in iced cases,
it 1s the apnearance of each individual item that actually
clinches the sale, An attractive, well built, proverly

price tap~ed produce display 1is its own salesman, and 1t
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to the amnearance of the whole store, DBut above

all, a rood disvlay must also be a display that sells the

items it contains,

Here are ten rules which apnly to all forms of produce

displays:

1.

Ilalrze every itemn in the display attractlive--the cus-
tomer is chlefly interezsted iIn individual items she
wants to buy, not the overall appearance of the
display.

Keep displays full, Remember that rmass sells mer-
chandise-~there 1s nothinz more difficult to sell
than the last few 1tems of a display,

Do not mix old and new merchandise--a small display
of nothing but fresh produce will be more effective
than a larre mass cont~ining some oid ltems,

Place price tags on every item, no ratter how ex-
pensive--no ltem can be a bargaln if the customers
do not know the price,

Contrast colors of the various produce items to add
to the attractiveness of disvlays,

Concentrate displays--one large display will sell
more merchandise than two of half the size,

Talre advantame of special merchandising wecks,
seasonal items, canning sales and gift basket pro-
motions,

Rotate merchandise, One solution is to bag for
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self-service the items removed from the display,
place the new supply on the float end place the
bagged merchandise on top--it will sell first end
assure complete turnover,

9. Move displays frequently, It is good produce mer-
chandising to move produce displays frequently so
that the customers do not get accustomed to seeing
items in the s-me display space week after week.
lMove them around so that when the customer goes to
the spot where lettuce was displayed last week she
ié shown apples, or another frult or vegetable--
make her look over the produce department, not make
it a one-stoo express run.

10. Package for self-service. A displsy containing both
bulk and packaged merchandise will sell more than
elther a bulk displsay or one entirely of packages.
Combining the two promotes confidence in the packages,
gives more selection of units snd lends itself to
mass display.

Displaying produce effectively is an ert, and it should
be the goal of every produce manager to become & master of
this art. Well planned, fresh, and attractive displays in
the produce department create a pleasing atmosphere through-
out the entire store, and as a result sales are increased

in all departments. Because of this pleasing atmosphere

that 1s created, the produce department is a good place to



start a campalgn for bullding sales volume for a store.

Prepackagingl

' placing the produce

Prepackaging is simply "unitizing,'
in a convenient consumer-sized package for self-service sale,

Why Prepackace?

It speeds traffic--makes selection easier for the customer.

It reduces additlonal labor costs due to excessive
handling and trimming.

It reduces waste causecd by excessive customer handling,

It means products are mede up and ready to go,

It reduces waste throuch extension of store shelf 1life,

It gives 3iisplays a more attractive look. The customer
is able to select the size she needs for her fnanmlly,

It increases sales--alds rotation--is convenient--cleaner,

fdow to Packare,

Select the right size bag,

iiake the package look well filled,

Give it a value apnearance,

Make 1t look attractive,

Display all packares nesatly,

Always package a variety of sizes, using catch weichts,
This way you make selectlion easler and meet the de-

mands of all the customers,

1

From the Frult and Vegetable Merchandising Manual, Co-miled
by Raymond A, Higmins and George N, lotts, Agricultural
Economlsts, Michigan State College,




Wwhen to lackage,

After the department is completely set un, move from
one display to another sand vackage several packs of
each 1ltem,

rackare enouch to cet a head start on traffic--package

when there is little traffic--during slack hours--
when extra help is available.

How liueh to Tackape,

Let traffic be your barometer--let the day of the week
be a gulde, too, iIn packaging ahead,
Do not get too much ahead on the slower selling dayS--

increase the amounts for heavy weekend traffiec,

Package Rotatlion 1s Important.

Check packages frequently--packaged nroduce breaks down
faster than bulk if it 1s not combined with refriger-

ation.

when replacing bulk merchandise in float, be sure to

rotate.

Regardless of how transparent the package may be, your
customers must depend more on your reputation for
good produce with nackaged than with bulk displays,

Gain your customers! confidence--assure them of fresh

fruits and vegetables,

/
<3Hints for Speed and Efficiency.

/

SN

Keep these materials handy: bag toprers, bags, staples

and staplers, listo or crayon, indelible pencils for
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pricing, gum tape, and rubber bsnds.

Package from the display, not from the backroom--this
gives you necessary rotation so important in main-
taining freshness. (However, it may be necessary to
do some packaging in the backroom for weekends.)

The past yeesr (1951) has witnessed a very rapid advance
in customer acceptance of prepackaged fruits and vegetables.
And, even though the danger of a transparent wrapping mater-
1als shortage still exists, produce prepackaging is making
repid steps forward.

Experiments sre still going on to determine the proper
relation between the cost of packaging materlals and the
cost of the produce itself, and further research has brought
about the incressed use of new plestic materlials and new
types of paper bags. Fruit and vegetsble producers are now
offering a grester amount of their items prepackaged in
mesh begs snd cartons, but, in general, the trend is toward
packaging et the point of purchase, where, with proper super-
vision, spoilage can be reduced and labor costs minimized.

Recent studies by the Kroger Company have revealed thsat
the customer is not slweys receiving full velue when she
buys prepackaged produce. The true value received for eech
dollar spent for prepacksged produce was found to average
between seventy and eighty cents. These studies asre being
conducted in an effort to correct this undesirable situsastion.
Most of this loss 1s the result of improper selection of items

to be prepackaged, carelessness in weighing and pricing, and
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poor control after the packeges are placed on displey. Only
top grade items should be selected for prepscksging, careful
esttention given to the weighing end pricing, end ell packages
on displsy should be closely inspected several times each
day. These three simnle steps will contribute greatly toward

increasing the vzlue received in prepackaged produce.

Handling Over-ripe and Over-gsged Produce

A common, unsound practice of msesny produce merchandisers
is the fallure to reduce the price on sn over-rire or over-
eged produce item, to move it before deterioration sets in.
They Just can not convince themselves that the first loss
is the least loss. After the item has sterted to deterior-
ate it does not represent a value at eny price. Good judg-
ment is necessary in deciding when and how much to reduce
the price of an item. Special selling effort slong with a
price reduction will move the merchandise fester snd lessen
the possibility of further price reduction. MNore time should
be spent selling produce and less thinking sbout keeping it.

It hes been pointed out in this dhéﬁtér that produce
merchandising consists of ordering a verlety of merchandise
in the proper quantities and effectively displaying it sfter
it 1s received. Also, there are some very reliasble guides
that will mseke the job of ordering eassier and more scientific.
The same is true with displaying merchandise. If the prin-

ciples as stated in this chapter sre followed, produce displsys
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will secure maximum sales by attrescting new customers and
holding the old customers.

Many other aspects must be considered to meke a produce
operatlion successful. Not only do sales have to be promoted
to make a profit, but the profit hes to be maintsined by
proper control over such things as expenses and spoilage.
Methods of control over these fectors that go to mske up a

successful operation will be covered in Chapter VI,



CHAPTER V
WeAT NMeRCHANDISING

Great strides have been taken toward 100 per cent
self-service, expecially by the chains, and the trend
is still toward more extensive use of this type operation.
Because of this trend away from service overstions, the
material in this chapter perteains to the more importent
merchandising ssoects of self-service meats.

Since self-service is relatively new, meny problems
have not yet been solved. However, a grest deal of testing
has already been done snd a menager can avoid many troubles
if he checks with established authority before using methods

not recomnended by his comvany.

Principles of Self-Service

~The resoonsibility of the mansger increases with self-
service. Since meat can not be cut and wranpred on demand,
it is necessary to plan zhead end anticipate customer pur-
cheses 1f an adequate assortment of fresh merchandise is to
be maintained without excessive rewraps and carry-overs.

Such things as cleanliness end friendliness are Just

as importaent in a self-service as in a service type operation

and‘should be given proper consideration. Some of the
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problems of the service type, such as poor customer service
during rush hours and wested effort are eliminated by self-
service, but other problems are creeted.

One such problem i1s thet of special service to customers.
It 1s generally sgreed that specisl services, such as three-
inch stesks, thick chops, and special ground round, should
be discoursged. If this is not done, to a certaein degree,
the whole purpose of self-service may be defested. Customers
cen be discoursged in this respect by convincing them that
the stock merchasndise 1s of the same high quality as the
special cuts. Insistence on complete displays helps elim-
inate calls for specisl service. This is also importent
in securing maximum sesles. Some customers will not ask for
speclel service if they can not find what they want, thus,
sales are lost, end if 1t happens too often, so are the
customers.

"Eye appeal” and "ssles appesl" are certsinly requisites
of prepackaged meat merchendising. Some operators trim
closer for self-service than for a service operstion. Others
use the ssme stendards 1In self-service as for a service
operation. It 1s agreed, however, thast the closer the trim
the more appesling the packege will be. Also, to increase
eye and sales appeal, when back boards are used, trim them
to the size of the cut. The less bsck board there is show-

ing the more appealing the package will be.



49

Labeling of the psckages should be given careful con-
sideration. The position of the label on the package will
vary for different cuts. Most operastors agree thet the label
should contain the neme of the item, the rrice per pound,
total weight, and total price. It should be established
where each label is to be plsced on the perticuler cut.

In deciding upon the position of the label, two cerdinsal
thoughts should be kept in mind: (1) Not to conceal any weste,
and (2) for easy visibility by the custcmer. The latter
point is important because, if the label 1s properly placed,
it will diminish unnecesssry hendling by customers.

Suggestive selling by use of point-of-ssle posters
helps increase the volume of offsl and specislty cuts in
self-service meat merchandising. These are high profit items
and i1f merchsndised properly will improve operating results
by giving a more balanced movement of profit and volume
merchandise.

Discoloretion is & troublesome problem, especially for
the smaller operator where volume and turnover is limited.
Fast turnover is the best solution to the problem of dis-
coloration. Lights of low intensity end soft fluorescence
are helpful in minimizing fading, but they do not reslly
solve the problem. Elimination of oxygen from within the
peckege will definitely retard the discoloration which
normally taekes plsce when cured snd prepared mests are ex-

posed to lights., This is why it is important that esch
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package is sesled in a menner that will mske it eir tight.

Displaying

One of the more importesnt factors in self-service meat
merchandising is to keep the display cese as full looking as
possible at all times. No matter how fresh or attrsctive the
pecksges sre, if they are not arrenged in an orderly manner,
the customers asssume at a glance that the only items left
in the cese gre those psssed-up by other customers, becsuse
they represent e poor velue.

The full anreasring effect cen be accomplished eerly in
the week by incressing the space allotted to cuts thst move
fast on week deys. The latter pert of the week more space
i1s given to roests and other week-end cuts. On days when
traffic is 1light one or two leyers of esch cut may be suf-
ficient to give the display an sttrsctive appesrance. Vhen
traffic is heavy the cese may be filled to the ssfe refri-
geration level. At elther time the display is most attrec-
tive when 1t hes g uniform height.

Another important fector 1s veriety. An attempt should
be mede to provide a good selection of cuts and a variety
in the sizes of the cuts. The size of the cut thst is most
popular in a given locality should be used as the guide in
providing variety. If & one-inch steek is the most popular
size, the range may be established, for example, from one-

half inch up to two inches, with most of them ebout one-inch.



51
Frequent requests for a size not stocked should prompt the
stocking of that size in sufficient quantity. The same is
true with the other cuts. Variety in weight should center
around the most populsr size.

It has been found thst displaying overstocked items
between fast moving items will move the overstock out more
rapidly. Hostesses are elso helpful in suggestive selling
on slow movers.

Special meat displsys located awsy from the meat dis-
play case have been used very successfully in promoting meat
sales. OSmoked meats lend themselves very well to displaced
displays. Steaks, roasts, and other fresh cuts displayed
on dry ice in a good traffic spot will increase sales con-
siderably.

All outdsted, discolored, or damaged packages should
be removed from the display case immediately. As much of
the cut as possible should be made visible to the customer.
Obscuring waste snd bone is a sure way to make eny meat
department unpopular with the customers.

The following 1list of practical tips for self-service
operators was compiled by Lrmour and Company:

1, Place slow moving items between fast moving items.

2. Have attendant at the csse at all times.

3. Bxpose red meats to the air for st least fifteen

minutes before wrapping.

L. Cutting end wrepping room should not be over sixty

degrees Fshrenheit.
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10.

11.

12.

13.
1.
150
16.

17.

18.
19.

20.
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Trim bone to eliminate sherp edges thet will tear
wranper .
Code-date all vpsckeges to insure ovroper rotetion
and freshness.
Wreap lunch meats tightly.
Eigh humidity in coolers end cases keeps meats in
best condition.
Use backing boards to give rigidity to large cuts.
Too tight a wrsp on red mests ceuses excessive bleed-
ing.
Grind meats close to time of ssale.
Use drug store type inter wrap for variety meats.
Recessed scales 8and recessed hot plates help cut
costs.
Standardize on style of wrapping.
Viell planned production control is essential.
Trim cercass meets on arrival end use trimmings
immediately.
Packege cold cuts, bscon, snd smoked meets esrly
in the week.
Let rolled roasts hang and drin before cutting.
Use a cool iron to egpnly labels to prevent sesring
the mesat.

Do not uvnnecessarily exprose meats to light.
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Uperating Standerds
The sales, vroduction, and cost figures listed pelow
represent efticient nertformances. The operator vho is not
meeting these figures should examine his oneration criti-
cally and cerefully. The orerator who 1is doing better is 1in
a relatively favoraole position, gt leest compared with the
typicel performance of other self-service stores. These
figures were elso comoiled by Armour end Comveny. As self-
service operations become more efficient, these figures will
change, but et present (1952) they sre representative of the
average self-service oneration.
Sales
Fer linear foot of display ceSe€ « « o o o o o o 100
Fer week ner man=hour , , « « o o o o o o o o o v 20
lieat department to total store ssles « « « o« o 300
Cold cuts to totsl meat , « + « oLbove 107 desirable
Froduction
Per man-hour (in p2ckagZes) o o o o o o o o o o 25
Fer man-hour (in pounds) « o o o o o« o ¢ o o 30=35
Packares ver girl , ¢ ¢« ¢ o o« o« o o o« o 1 per minute
Costs
Viages (percent of s21€8) & o o o o o o o o o 0=7%5
Packaging suonlies (vercent of sales) . « o o 1=1%%
Total wages and packaging supplies « o o o o 7-9/

Packaging cost ver nackage o o o« o o o o o o h-5¢
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Customer Dislikes
In a survey made by Du Pont, customers had the oppor-
tunity to express their dislikes about self-service mest.
These comments will indicste to the good merchandiser some

of the wesknesses that must be eliminated in order to build

customer confidence and szles volume.

Some Phase of Pesckaging:

Fat and bone underneath; hidden waste; too many scraps
in cold cuts; not sure of weight; cesrdboard sosks up
Julces; cen not inspect; carbosrd hides meat; csen

not see both sides; and cen not judge number of slices.

Doubt of Freshness asnd Quality:

Not as fresh; do not know how long packaged; like
fresh cuts; not as good; less flsvorful; and tough.

Poor Variety:

Do not get correct amount; poor selection; csn not
get desired thickness; and have to tske meat as is.

It i1s evident that some of these comments are incorrect,
however, incorrect or not, it is the customer's honest opin-
ion and will certainly affect her buying habits. Therefore,
it is the job of the merchandiser to improve the weaknesses
and bulld customer confidence by changing the erroneous at-

titudes with good merchendising methods.

Ordering

Careful, intelligent ordering is essential if the meat
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department is to meke the most of its seles possibilities,
It can not sttract new customers and hold regulasr customers,
if it lacks the kind of merchendise they want. Ffropoer order-
ing 1s fundamental to successful merchandising.
To order successfully, it is essentisgl that the follow-
ing princinles be kept clearly in mind:
1. Order the kind of merchendise your customers want.
2., Urder large enough quantities to meet 2ll demands of
customers for merchandise.
3. Avoid overérdering and the serious consequences of
a slow turnover, hesvy snoilege, snd shrinkage losses.
h. Order enough hiszh markup merchandise to assure a
satisfectory gross profit.
Faulty ordering elmost always is a result of fsailure
to follow a sound plan of determining the real recuirements
of the store. Planning is so essential that the failure to
cdnsider any one of the following factors may result in loss.
These factors are: (1) normal quantity desired; (2) quantity
on hend; (3) effect of snecial prices snd advertising on
demand; () seasonal factors--weather and holiday needs;
(5) racial demands--nationality and buying hsbits of cus-
tomers; (6) general local business conditions.
To keep 211 these factors in mind when making out each
item on an order form might seem to be an impossiblility.

But, if the following plan is adopnted for considering them,
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éach factor will be covered automaticelly. The plan re-
quires no more time than less systematic methods, and con-
sists of these steps:

1. Determine probeble quantity needed, bssed on want
bock, stocks on hénd, and estimate of sales during
the period for which order is being made out.

2. Increase size of orders slightly above estimated
requirements, except in the caese of highly perish-
able items, to guard sgainst emergencies.

3. Check the order against items already on order but
not delivered, and reduce or add to the quantitiles
if necesseary.

li. Review the order in the light of probable prices,
particularly when the item is to be advertised or
pushed as a special, and revise the order if neces-
sary.

5. Review the order in the light of seasonal snd holi-
day requirements, and revise if necessary.

6. Occesionslly check orders in light of such factors
as generel business conditions, snd number of long-
profit items in the department. Increase or decrease
orders if advisable.

7. Add to the order items the werehouse is snxious to
move, whenever possible.

8. Be sure to sign all orders, affix store stemp, and

heve orders mede out on time.
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An order intelligently made out with each factor closely
considered, will rrove far more profitable than one filled

out with only a casusl glance inside the cooler and a hurried

review of the cerbon order on merchandise coming in.

Merchendising FPlsn
Based uvon some of the merchendi sing points already
presented, the following six-point plsnlcen be used to good
advantage by any merchendiser of self-service meets.,

Sell Adventa~es in Advance: Use store signs and per-

sonnel to overcome possible doubt of freshness and qusality,
habit and preference for the old way. Talk up convenience,
independent selection, clesnliness, vaeriety, avvearence and
packaging.

Frove quality end Freshness: This cen be done through

advertising, "talking signs,"

and having a personable clerk
act as salesman during pesk trsffic neriods. Use every
rossible method to convince skeptics that your peckeged mest
is good meet, cut fresh, psckaged fresh, kept fresh, and
sold fresh.

Cut and Trim for Critics: Service meat is usuelly trim-

med to the customer's specificetion after selection. Self-
service meats must be trimmed to her liking before packag-
ing. Surnlus fat, bone and waste mean poor quslity to

shoppers--make every cut "pan-ready."
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Provide Veriety: Provide variety in thickness, size,

number in package and variety in items. Know your customers!
needs and establish & "psttern" to meet them. But, try new
things too--new cuts, new items, new menu sug estions.

Peckare Professionally: A sloony package means poor

quality and lack of freshness to shopners. Good packeging
starts with the use of proper wrapping films, boards, treys,
end lebels. Neat, snug, attrasctive packaces are good sales-
men.,

Merchandise Temptingly: Special displays, "features"

eand menu suggestions meke regular buyers out of occasional
buyers, and will tempt present non-buyers. Nest, orderly,
well stocked displays sell meat--time spent arranging and
mainteining selling displsys is a good investment.

The importance of the sbove merchandising points can
not be over stressed in their contribution to the success
of a self-service meest operation. Omit any part of the six-
point plan and the opersastion will suffer. Every merchandiser
should strive to sell the strong voints and strengthen the
weak points of his operation.

Other s@spects of the meat operation, such as work sched-
uling and controlling expenses, will be covered in Chapters

VI and VII.



CHAFTER VI
METHODS OF OFEKATIONAL CONTROL

I. Expense Control

In the preceding chapters some principles of promoting
sales to secure maximum doller profits were set forth. Once
maximum dollar profits sre secuvred, the operation is well
on the road to success. However, the important job of main-
taining the profits, after they hasve been secured, still
lies ahead. The more expenses amount to, the less net oper-
ating profit will be, therefore, the job of maintaining
profits consists of controlling all exrenses that sre under
the control of the mansger., Vhen specking of expenses,
customer pillfersge, inventory shortsges, snd loss due to
errors end carelessness sre 8lso considered opersting exvenses.

Controllable exrenses are those that the manager can
do something sbout. In other words, they sre under the
maneger's control. In s supermerket they consist of expenses
such as wages; wrapping supplies; store supplies; cash over
and short; store repsirs and meintenance; lsundry and towel
service; heat, licht, power, and water; trash removal; and
spoilage of perishable merchandise.

In controlling sny of the ebove items it is important
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to pay particulsr attention to the 1little things. Small,
seemingly insignificsnt practices that result in the loss
of 8 few cents will add up to a surprisingly high totel if
permitted to occur often enough. &kxercising good control
over the little things can make the difference between s

very successful operation and a mediocre one.

Wage Expense Control

The store manager hes little control over the rates of
pay his employees receive, however, he has a great deal of
control over the number of man-hours it requires to do the
various jobs throughout the store. There are certein methods
a manager can use to get maximum productivity per man-hour.
One metnod is to schedule casrefully the time each employee
is to work. Another method of increasing efficiency, that
cen be closely coordinated with schedvling, is by work plan-
ning and job sssignment. By assigning in writing svecific
jobs to each emvloyee, a great deal of time 1s saved because
each employee knows what he is to do at all times while in
the store. Employee treining is slso importsnt in cresting
an efficient work group and will be covered in Chapter VII.

Time Schedules: In meking out a time schedule for each

\

employee a definite procedure must be followed. A more re-
liable schedule snd less changes and adjustments will be
necessary if the following steps ere teken:

1. List the names of 8ll employees by depertment and

job classificetion. That is, 1list 8ll grocery
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department employees together, and within this group
list the checkers, stock clerks, and pert-time em-
ployees in groups. Do the same for the produce and
meat departments, using a separeste form for each
department in lerge stores.

2. Schedule time-cff for each employee. Give employees
time-off on dsys when they sre least needed. DBe
sure not to schedule too many off st the seme time
and as a result have less then the minimum number
that is required to operete the store properly.

3. Fi11l in hours to be worked by easch employee on the
busiest dey of the week and then the second busiest
day.

i F111 in remaining days.

5. Compute total for 2ll depertments and compere with
the estimeted volume that is expected for the week
to determine whether or not the proposed man-hours
scheduled are in line.

In checking over the completed schedule make certsain
thet lunch hours sre steaggered properly to svoid getting
caught short of help during lunch periods. Schedule employ-
ees to be in the store when they are most needed.

Job Assicnment: After the hours esch employee is to

work are established, esch should be essigned specific duties

in writing.

Assigning jobs cen also be very confusing unless some
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systematical ap»roach 1s used, Following is a suggested
approach to job assignment:

All jobs in a sunermarket fall within ten major job

classifications, These ten classifications are:

1. Ordering 6. Salvage and returns
2., Recelving 7. Cleaning

3. Stocking 8. Care of equipment
i, Displaying 9, Records and reports
5. Checking orders and 10, Miscellaneous

waiting on customers

Under each of these jJob classifications all the store
Jobs pertainings to each should be listed, keeping the jobs
in each department in a separate list, For example, under
ordering (grocery department) list all the orders that are
made out in the grocery denartment, a nd under ordering
(produce department) list all the orders that are made out
in the produce department, The same 1s done for the meat
department, This is continued until all the jobs under
each Job classification are listed for each department,

After 211 the jobs in the store are listed the non-
daily Jjobs should be underscored, Some managers prefer to
assign only the Jobs that do not have to be done each day.
Others prefer to assisn all of them, In case the employee
is new to your organization it may be wise to 1list all jobs,

but where employees are experlenced this may not be necessary,
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The important thing i1s to meke sure the responsibility of
doing easch job is definitely placed.

The next step is to tske sll non-dally jobs listed
under the msjor classificstions end list them according to
the day in the week each i1s to be done.

The finsl step in job essignment is to essign the jobs
listed for each dsy to the clerks that are scheduled to work
in the various departments on thet dey.

Job assignment results in & more efficient organization
beceguse it lets every emnloyee know whet he is suvrosed
to do and when to do it. DBetter control is sssured because
resocnsioility for doing specific jobs is definitely placed.
Furthermore, in a store with ten or more emnloyces, it is
impossible for the menager to assign personslly, another
tssk to esch employee every time a previously assigned job
has been completed.

Viork Simnlificastion: Ancther tool 8 menacer can use in

controlling wege exrense is work simplificetion; thet is,
finding the easiest, most efficient way of doing esch job

by eliminating 211 unnecessary motion.

Method of Wwork Simplificstionl

Step I bBresk down the job

1. List all details of the job &s done in the present
method.

1From the Fruit and Vegetable Merchsndising Manusl. Compiled
by Raymond A. Higrins and George N. Motts, Agricultural
Economists, Michigan State College.




Step

Step

Step

II

1.

Question each job detail

Check each detail with these questions:
Why is it necessery?

What is its purpose?

where should it be done?

When should it be done?

VVho should do it?

How cen it best be done?

Question present facilities:

Store layout and equipment.

Backroom layout and equipment.

Flow of merchendise through the store.

III Develon new methods of doing the job

1.
2e
3.
.
5.
IV
1.
2.
3.

.

Wwork simplificstion is a tool to help mansagers

Eliminate unnecesssry details.
Combine details when practical.
Kearrange sequence of operations.
Simplify the necessary detalls,
Viork out ideas with others.

Apply the new method

Sell the proposal to the supervisor.
Sell the new method to the employees.
Fut the new method into use.

Give credit where credit 1s dve.

6y

incresse

productivity of employees, decresse operating cost, maintain
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or imorove quality and meke jobs easier. The above four-
step method is very satisfectory in solving problems such
as double handling, delays, heavy jobs, unpleesent work,
congestion, storsge, confusion, poor handling, and shrinkage.

wazes sre the lesrgest single item of expense. For this
reason, it is highly importent that the menager give con-
sideration to these methods of control.

This should not, however, be teken to mean that the
mansger keep wage outlay es low as possible. Many times
extre helo in the store will bring sbout & decided Incresse
in seles, and rrofits will go up regardless of the increase
in wege expense. The company is just as eager to add ad-
ditional employees where they are really needed, e&s it is to
cut down the wsge expense where superfluous help is being
used. The n»rincipval point for the menager to keep in mind
is that there are msny more stores where wsage exvense 1s too
high than there are stores where wage expense is too low.
But, rsther then work solely toward reducing or increasing
wage outlay, the better procedure is to make a careful znaly-
sis of the situation in the perticular store. Stens can then
be taken to make any necesssry adjustments in extrs help

wage expense,

Wrapping Suponly Expense
The following rules sre suggested ss slds in control-
ling wrevping exnenses:

1. Be sure to use the right size bsg, or the right
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amount of paper--enough to hold the contents safely,
but no larger than the contents require.

2. Keep wrapping materiels in an orderly manner to avold
the possibility of the suprly running out unexpect-
edly, or of materiasls becoming unuseble because of
damage.

3. Order according to needs. Keep a minimum suoply on

hand to avoid waste caused by carelessness.

Heat, Light, Viater, and Power

Considerable savings will be realized if heat, light,
water, and power expenses are properly controlled. The
lights in the cooler, restrooms, and other areas should be
turned off when they are not needed. Leaky faucets and other
losses due to faulty equipment must be given prompt attention
if maximum net profits are to be obtained. Air conditioners
and heaters are very expensive to run and should be turned
down to the minimum requirements during closing hours.
Refrigeration equipment should be checked frequently to
make certain that i1t 1s operating normally. These suggestions
may seem trivial, but If neglected can add up to a substential

amount.

Store Supplies
Store supplies should be kept where employees will not
have access to them and where they can be issued &s needed

by the manager. VWaste and carelessness can be discouraged
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by making each employee responsible for the suorlies he re-

ceives and uses.

Repairs and Maintenance

It is important, and the least expensive in the long
run, to keep 8ll equipment in good condition. However, ser-
vice calls sre very expensive, therefore, every effort should
be made to determine the ceuse of the trouble before special
service repairmen are called. Meny stores have paid ten
dollars to have a fuse changed just because no investigsation
was made before the repairman was ceslled. It certainly
does not pay to be penny-wise and pound-foolish sbout re-
paeirs, but the mensger should make sure there is a real need

for special service before any is called.

Leundry and Towel Service

Laundry exvense can be controlled by sllocating to
each employee the number of uniforms necessary for one week.
If employees sre permitted to weesr clean uniforms at their
leisure the laundry expense will increase considerably.
Towel expense may be reduced by ordering clesning regs from
the wsesrehouse, if they sre avsilable. In case employees
do not have personal lockers in the store, uniforms csan

be 1ssued one at a time, when needed.

.II. Protecting Profits by Reducing Losses
Avoidable losses that reduce profits considerably,

arise from sources which are familiar to every store manager.
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They are excesslve spoilage losses, pilferage, employee
carelessness, end undesirable practices in the store. It
must be recognized thet some of these losses can not be
eliminated entirely, but in the majority of stores there is

room for improvement.

' Over-Ordering

A high percentage of losses are the result of over-
ordering, especially of perishables. If the ordering needs
reforming, the manasger himself cen usually find out by look-
ing over the stock on hand st the close of business Saturday
night. If there are quantities of highly perishesble items
left at the close of business, over-ordering is taking plece.
A brief gnalysis of deily orders, and normal sales, will
determine whether or not poor judgment has been used in

ordering.

Rotating Merchandise
Vhen the eriployees meke a prectice of putting the fresh-
est merchsndise on top of the o0ld, high losses sre certain
to result. The manager needs only to observe the methods
followed in srranging the coolers, and in putting merchandise
away, or to examlne the dates on dated merchandise, to dis-

cover if Importsnt principles of rotetion sre being over-

looked.
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Specigl Selling effort
On overstocked or over-ripe merchandise soecisl selling
effort will reduce losses by moving these items out before
they reach the point vhere losses may result. Losses fre-
quently cen be evoided by errenging specisal displays, plac-

' end moving the

ing slow-moving items in the "hot spots,’
merchandise before markdowns are necesssary. However, it

i1s far better to sell overstocked or over-rinre merchandise

at a reduced price then it is to keep it until it becomes
totally unselable.

The merchendise in the coolers and the necessity for
conditioning meat and produce must be checked freauently.
Slow-moving items should be procerly snd prominently dis-
played. Before leaving the store st night the manager can
check the stock and meke plans to dispose of overstocks
eand slow-moving items. If loss is exceedingly high, a spoil-
age record of every item thrown away can e kept and checked
regularly to determine how easch could have been avoided.

The manager should never hesitate to ask his district suner-

visor for advice on such matters.

Froduce Handling
Spoilage losses can be reduced by proper handling of
fresh fruits end vegetables. The first stev in the store
protection of produce is to avold rough handling in unload-
ing. Lift or slide produce cases from the truck, never drop

or throw them.
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Plen cerefully where produce will be pleced before it
is ready for display. Vet items must never be put on top
of dry ones, and 2ll ceses with bulges should be stacked on
the side to gvoid bruising tke top layer. Prevent any weight
from being plsced on besnans boxes; keep them out of the sun
snd sway from the heaters. Careful placement when unload-
ing will reduce the snount of 1ifting and moving as the
items are put on displey.

Plan where esch item is to be placed before starting to
fill the produce rack. Put the crice tegs up as the positions
of verious items are planned, so that any number of people
mey work on the rack at the same time, snd still plsasce the
color snd mess where needed.

Frequent sprinkling is essentisl in keeping a vegetsble
rack fresh looking in hot, dry westher and in heasted store-
rooms. Water does not help some vegetebles end actually in-
Jures others, so pe sure how and when esch item should be
sprinkled.

Ice supnlies both low temperature snd moisture to veg-
etables, eand it will not harm any item thet water will not
Injure. Since the low temperature offsets any tendency
toward hesting, ice cen be used on such ltems as green beans
end peas under conditions of high tempersture end high humid-
ity when water would cesuse deterioration.

In hendling produce in refrigerated cases, it must be

remembered that produce can dry out even at low temperstures
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and thet condensstion will moisten items that mey be damaged
by wster.

Psckered produce derands almost the ssme emount of care
es bulk items. Wwhere packaging is done in the store, the
most effective control is to psckege es closely as possible
before the time of ssle. Doubtful items should be removed
immediately from the displey for repackaging or possible
salvage.

A produce cooler is the most effective place for over-
night storege of produce. For overnight storasge, items re-
moved from display should be placed loosely in baskets and,
if they show any tendency to dry ouvt, should be covered with
wet burlsp sacks.

Where no produce cooler is available the old-time pro-
duce bsrrel may give effective over-night protection. Pro-
duce is usually left in refrigerated csses overnight. Ad-
ditional 1ce should be asdded to iced cases for overnight
handling and night covers will reduce the refrigeretion
cost with iced or mechanically refrigerzted cases. Vhen
unusually hot westher makes night losses excessive, vegetsbles
may be placed in a produce berrel asnd the reck cleared at
night for additional savings.

The ssle of fresh produce 1s the most profitasble to
the store and the most sstisfactory to the customer. The
most effective way to get a fest turnover on an item that

shows signs of deterioration is to reduce its price. Vhen
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it is necessary to reduce the price, cut it to the point
where the bargain value is obvious.

Reconditioned produce is never equal to fresh produce,
no matter how carefully the reccnditioning is done. Careful
ordering will minimize the necessity of selling recondition-

ed produce.

Pilferage Control
In controlling pilferage the mansger should concentrete

his efforts on how to prevent shoplifting rather than cetch-

T T

ing customers who csn not resist the temptation of concesl-
ing merchandise and leeving the store without paying for it.
The following are methods of meking it difficult for the
would-be shoplifter.2

1. Viork Stetions: If the employees in the store are

made responsible for a definite ares which they cesn observe
while working and will constantly cast friendly glances at
the shoppers, an immediete improvement will be found solely
from the fasct that the shoplifter will know that he is being
observed. However, this should not be carried to the point
of emberressing the cuvstomers. Hiach store is an individuel
problem and needs to be carefully studied to determine what

stations are necessary to effectively cover the store.

2Store Mansgers keference Guide. The Kroger Company,

Cincinnati, Ohio.
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2. Mirrors: Some areegs of the store which can not be
seen and are difficult to watch cen sometimes be mede visi-
ble by the proper locstion of decoretive mirrors. The right
kind of mirror properly vlasced will nct be objectionable
to the customers, but will make the shoplifter reelize thst
this section of the store is under observation and the chances
are against her getting by with any pilferage.

3. Peepholes: MNany times, especislly in stores having
serious inventory control trouble, it will be adventageous
to have peepholes between the stock rocom or maneger's office
and the ssles floor, through which emrloyees can observe
the shoplifter at work without her reslizing she is being
watched. Each maneger should use his own judgment as to the
extent to which he will mske use of peepholes in his store.

li. Store Arrangement: Keeping aisleways open to view

discourages pilferage. ©Small valusble articles should be
placed where they can be under constant observation. The
possibllity of the rearrangement or relocetion of fixtures
can be discussed with the district mansager.

5. Store Lights: Pilferage is less of a problem in a

store illuminated so there are no dsrk corners where it would
be difficult to observe = shopliffer. If such corners do
exist in the store and czn not be avolded without expensive
alterations, particuler attention can be given these sections
and merchandise that is not easily pilfered should be plsced

there,
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6. Displsys: Huge helter-skelter piles of merchandise
wnich encoursge shoplifting are not necessary. A well built,
massive display has all the sales advantages without encour-
eging shoplifting.

7. Cleenliness: A clean store shows the shoplifter

thsﬁ the store employees ere efficient eand crestes an at-
mosphere thet is not conducive to shoplifting.

8. Back Door: It is important to keep the back door
locked ot a2ll times unless it is sctually in use. Whenever
anyone hes occesion to use the back door, an employee of the
store should be present. DBack door seles encourage pilfer-
ege, therefore should not be permitted. It is also important
thet employees be required to leave the store by the front
door only.

9. Deliveries: All delivery men, whether bringing mer-
chandise into the store or taking enything out, such zas
waste fats, should always be accompenied by a store employee.
No one should be permitted to check merchandise, carry a
basket in or out, or serve as a plece counter unless he is
accompenied by and is aséisting a store emnloyee.

10. Keys to Store: The custodian of the store keys

should never let them out of his sight. A wax impression
can be made in less than one second.

11, Outside Storasge: Merchandise stored in basements

or outside bulldings should be kept under lock and key. No

sales should be made from these rooms.

L



75

12, Uutside Disnlays: If merchandise displayed outside

the store lends itself to shoplifting, it should be attended
by a store employee. In perking lot or sidewslk promotions,
en inventory should be kept to ensvle the store manager to
make sure thst his promotion hss not been detrimentsl to
store profits. It is not difficult to keep an inventory
ccentrol of these promotions if & cash register is used.

13. Shopnine Bags: If it 1s possible, a store might

provide & prlace nesr the entrance where srticles purchssed in
other stores can be checked. A lerge sign placed over this
check space can be used to advise the customers to check
their parceis or shopving begs before entering the store.

If incoming shopping bags cen not be checked, thie check-
er should ask to see 211 shoorping bags. This must be done
in a very impersonel and routine menner so as not to anteg-
onize and must be a uvniform procedure. It is best to mske
the request before the checker starts to record the ssle
on the repgister. No issue should be made if the customer
refuses, =2nd under no circumstances shovld the bag be for-
" cibly taken awey from the customer. A lerge sign placed nesr
the store entrance stesting thrat shopping bags will be in-
spected ﬁill help in making this an accerted prectice.

lu. Produce and KFeat Packzres: As a preventive measure

staple or seal gll produce and meat packeges. If sesls are

broken, the inside of the packege should be inspected by the
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checker. Insist upon s8ll prices being plainly marked.

15. Partislly Concesled lerchandise: Checkers must

always watch carefully for paertially concealed merchandise
such as a small bottle of olives inside 2 roll of hend towels,
or butter in a margarine carton. Checkers must also watch
carefully for merchsndise which has not been placed on the
counter, such as brooms or mops, or some item being csrried

in hand or under arm. The checker should ask if the mer-
chandise was purchased 1n the store before charging the
customer for it.

16. Lay-Aways: It is importent that cere be tsken to
insure that merchandise put eway to be called for later 1s
paid for before it is taken out of the store. Clesarly mark
on all packages the number of paeckages involved, the name
of the customer, and the amount due. Inform the manager
or other designated employees of the details of the lay-
away when the merchandise is set eside.

17. Recognizing Shoplifting Tectics: Some of the most

common shoplifting tsctics are:
a) Shopping with shopping begs.
b) Carrying small, valuable items on top of the basket.
c) Shopping away from the baskart end carrying the
items to the baskart.
d) Open handbags. FKemoving coin purse from hand beg.

Upening handbag to light a cigarette, powder her
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nose, or any reason other than to get her money at
the cash register.

e) Taking & compnlete view of the store when entering.

f) Concesling items in baby carriages.

g) Loitering and doubling back.

h) Those who accompany the shonper on her regular tour
through the store.

i) Items being hid in newspapers, or magazines, or boxes
being carried while shopving.

j) Concealing merchandise in full, long sleeves or
other parts of clothing.

18. Police Cooperation: In lerger cities it would be

well for the store manager to contact the district police
station covering the store location, or for the store man-
ager in smaller communities to contact local police, explain-
ing the problem and asking for their assistance, advice, and
cooperation. In many cases it will be possible to get photo-
graphs, names, and other data which will assist in identify-
ing known shoplifters in the community.

In addition to the store personnel who have regular
work stations, there are alweys those whose work requires
them to move sbout the store stocking end cleaning the
shelves. Lkach of these clerks should be trained to be con-
stantly on the alert gnd give the imoression that they are
alert.

All store employees should be trsined to have & common

//‘
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signal to notify the store menager when they suspect or act-
ually see shoplifting. hegardless of the system used, the
clerk should slweys notify the store maneger immedliaetely when
he suspects or actually sees shoplifting.

Kush hours present the greatest onportunity for shop-
l1ifting, especially during lunch.hours or periods when some
of the employees are unable to be working at the position
where their presence would let the shoplifter know it is
difficult to steal in the store. During these periods, all
employees need to be varticularly zlert.

One of the most important factors in controlling shop-
lifting is--that the store mansger should be on the sales
floor as much as possible, especially during rush hours.

If possible, he should not take his lunch period at the
same time each day, but should change the schedule from time
to time so that a thief can not know when the mansger will
be out of the store.

In the event that gll preventive meesures fail and
attemnts to worry the shoplifter into paying for the mer-
chandise or returning it to the shelf ere unsuccessful,
ordinarily the procedure should be to bring the matter to
a heed. In castching the shoplifter the manager should be
familiar with company policies involved and adhere strictly
to these policies. This is very important because any

violation of the laws protecting the rights of the customer

may result in a costly law suit.
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Controlling Inventory Losses

Inventory losses are the resuvlt of such conditions as
customer and employee pilfersge, overchsrges and shortages
on merchandise recelved, unseleble merchendise, Incorrect
prices, errors in checking customers' orders, spollage,
employee carelessness and dishonesty, undesirable prsctices
by employees, and other less important factors that sre pe- ;
culier to only certasin stores. )

When excessive inventory losses occur there sre certsain

steps & maneger csn take to determine the cause of the dif-

ficulty and to correct it. Ususlly the losses csn be sttributed
to one, or a combinstion of four conditions: (1) customer
pilferage, (2) emrloyee dishonesty, (3) errors in billing,

end (li) errors or dishonesty in direct-to-the-store delivery
charges.

Customer pillfersre has slready been covered, therefore,
only the other three will be discussed here. However, it
might be added that 1f & manager is having a great deal of
difficulty with pilferage he may want to ask for outside
help to correct the situation.

Various checks cen be made to determine whether any of
the employees sre dishonest. However, again it is more of
a problem of eliminating, as nearly 8s possible, the condi-
tions that casuvse employees to be dishonest rather than how
to catch snd punish them. The formulating end enforcing of
store rules will eliminste a greast deel of conditions that

encourage employee pilferage.
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For exsmple, one checker should be made responsible for
checking out employee orders. Let no one check out his own
order, and this includes the manager (set exsmple). The
manager should insist upon employees leaving the store after
they have bagged and paid for thelr merchsndise. Feying
for it and then placing it in the bsck room until quitting
time will only encowurage the employee to place more merchan-
dise in the bag and leave without peying for it. If the
head meat cutter 1s required to initisl all specislly wraoped
packages bourht by emvloyees, the practice of vaying ham-
burger prices for good steaks and roasts and understating
weights will be eliminated.

Checking the registers at different times during the
day will usuelly expose a dishonest checker. If the regis-
ter does not balence pronerly the first time 1t is checked
and then at the end of the day it balances, there is good
reason to continue the investigation until the cause of the
discrenancy has been determined.

Errors in billing sre uncommon but may sometimes be
the cause of a store having excessive inventory losses.

In checking for such errors the manager should give partic-
ular attention to the extended charges of items ordered in
large quantities.

One of the most common causes of inventory shortsges
is that of cserelessness in checking merchandise into the
store, especially merchandise delivered direct to the store

by an outside vendor.
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Every case of mercnandise received in the store should
be checked against the invoice to make certain the quantity
charged for has been received and the cost is computed cor-
rectly. A direct-to-store vendor should never be permitted
to plsce merchandise on the shelf without it first being
checked by some reliable emnloyee. 'then shortages are noted
the invoice should be corrected before it is signed and
store-stsmned. An outside vendor should never be vermitted
to use the store stemn under any conditions. Vhen shortsges
occur in the warehouse delivery, a credit form should be
made out immediately and sent to the proner authority.

Csrelessness on the part of employees is often a source
of unnecessary inventory loss. Care must be used in hendling
cases so unnecesssry losses will not occur beceuse of dented
cans and broken glass ltems. Boxed items, such as cereals
and cake mixes, should be opened with care so the boxes will
not be cut or domaged.

If high losses persist the manager can take further
action, such as having the locks on the doors changed, and

if deemed necessery, outside heln cen be reguested.

Incorrect Prices
If prices sre incorrectly marked too high, customers
will tend to buy elsewhere. If they are too low, the store
and company lose money. FPrices should be chenged immediately

on 8ll advances end declines. Incorrect prices thet are
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observed by the store employees should ve chenged imrediste-

1ly.

Testing Accuracy of Cashiers
Some method of testing the sccuracy of the cashiers

must be used. bklther a sample order may be vsed or a well
known customer's order may be rechecked, with her consent.

It should be impressed uron the caeshiers how often mistskes
occur and the fect thet the majority of the undetected mis-
tskes are in fevor of the customer. Wwhen four or five check-
ers check the same order and ell get a different totael, it

is not too difficult to convince them that they must con-

stently be alert to avoild mistakes.

Heavy Backroom Stock

An excess of merchandise in the bsckroom incresses
oversting costs in at lesst four different weys: (1) hesvy
beckroom stock incresses handling costs; (2) encourages
pilferage; (3) increases losses that sre csused by merchan-
dise that is d-maged and maede unsslsble; and (h) ties up
valueble working cepitel thet could otherwise be turned for
a8 profit. These losses cen be avoided essily by keeping
surplus stock at g minimum.

There asre scores of large and small lesks in every
store. Eliminsting them will be an easy and profitable tesk

for the mansger who attacks them properly.

e mp—
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CHAPTER VII

DEVELOPING AND NMAINTAINIKG

A COLPWTENT ORGANIZATION

Employee Selection

Good employee selection is a prerequisite to develop-
ing and mainteining a competent orgsnizetion. If this job
i1s given csreful attention most of the undesirsble prospects
and misfits will be rejected before any valueble time and
money has been wested on them.

Even in companies where centrelized hiring is used,
the store manager should, and usuelly does, have the right
to accept or reject applicants sent to him from the employ-
ment office. DBefore the manasger makes any decision, however,
he should make every effort to find out 211 he ce2n 2bout the

prospect,

How to Interview Prosvective Store Clerks
Following is an interview guide as outlined by the
Kroger Compeny to be used as an 2id to store mansgers in
evaluating epnlicents:
Put The Applicsnt At Ease
Be friendly and courteous.

Provide privecy--swey from other people.




Be a good listener; let him tsalk.
Get His Story
why he wants a job.
VWhy he i1s interested in your company.
“hat he can do.
Get All The Facts
Tsake enough time.
Ask questions with 2 purpose.
Avold genersl imnressions and hasty judgments.
Get Him Off To A Good Stert (If Accepted)
Tell him about the company and the job.
Tell him abouvt insvrence, vacstions, pesy increeses.
Give him brochures designed for new employees.

Introduce him tc his immediste sumervisor.

Three Key Quslifications
1. Personelity
How will he impress the customer?

Observe him carefully. Is he clesn, nest, and

courteous? Can he talk well? Does he smile? Is

he grown up enough?

How will he get elong with the manager and with other

clerks?

8l

Ask questions such as, "How did your lest boss trest

you?” "Wwhy did you quit?" Encourege him to talk.
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Wetch for "touchy" spots; think twice about the
man who hes hsd "troubles" on the job, with family,
eand at school.
2. Interest

Does he have personel objectives to work for?
Check spplicetion, ask questions. Does he heve
resvonsibilities? Rent or board to pey, insursnce,
and particularly devendents.

Are his job Interests in line with the retail fcod
Industry?
Ask questions such as, "Wwhy do you want to work in
a grocery store?" "Vhy did you choose this company?"
Does he like peovnle? Encoursge him tc sell himself.
Is his interest real? 1Is he changesble in interests
or jobs? A "floster?"

3. Ability

Does he hsve ability to svucceed?
Is he prysicelly fit? Check apnlicetion, ask ques-
tions, especislly esbout time lost for illness.
Is he mentelly fit? Does he apveesr dull? Is his
educetion sufficient? VWill he leern essily? If
he claims experience, check its v=1lue by careful
questioning.

VWwill he be promotable?
Keview the interview in your mind. After trzining

and exverience, is it 1likely thest this evplicent

will move shead with the compeny?
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Zvaluate the #£pnlicant

I'rmediately aftsr the interview, rote the applicant on
each of the three key qualifications, The point beyond which
the discussion should not be prolonged must be recognized,
and the necessary steps taken to close the meeting grace-
fully.

One of severzal conditiéns ordinarily will signify that
the interview should be terminated: (a) the interviewer has
discovered a definite basis for disqualification; (b) he
has obtained the pertinent informatlion required for a final
decision; or (c) he has collected as much information as is
customary at this stare and wishes to send the applicent on
to the next step in selection,

Whatever the outcome of thq interview, the applicsnt
should be sent away with a smile and e handshake, to helght-
en his conviction that he has had an intelligent and sym-

pathetic hearing,

Zmployee Induction and Training
The value of well-planned employee induction and train-
ing 1s evident if we consider what it will accomplish,
First, through induction, the new employee 1s given informa-
tion about the organization, its policies and regulations,
This should be done in such a way as to help him feel at

home quickly. Second, the new employee is instructed in the
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requirements of the specific job that he is to rerform, so
that he can, as ranidly es possible, meet work stenderds end
thus increase his earnings.

Third, tresining enables present emnloyees to acquire
more and greater skills, thus incressing their versstility
for tresnsfers end their quelifications for promotion,
Fourth, if emvloyees ere properly trained, accidents, spoil-
ed work, and damrage to machines and equipment are reduced.
Fifth, training helns employees to adjust to new nethods
end processes that are introduced from time to time. Final-
ly, good treining reduces dissatisfection, absenteeism, and
personnel turnover becausé it helps both new and experienced
employees to use fully their individusl cspacities. If the
trsining program is to get good results, emnloyees must want
to learn end menagers must want to teach. Therefore, it is
importent that the manager as well ss the employees reslize

how good training will benefit 211 concerned.

Steps in Employee Induction
Before 2 newly hired emnloyee is trained to the com-
peny for a specific job, he shouvld be welcomed &s 8 new
member of the organization. The first day of employment is
long remembered by most veople. Initial impressions and
Information count heevily in later attitudes toward the job
end the compsny. Froprer induction is, therefore, an integral

part of the trsining process. By helning new employees to
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feel at home more cquickly, it enables them to get the full
benefit of specific job training.

A friendly welcome to the organization is not the only
purpose of good induction, however. An equslly importent
objective is to give the new employee accurate end useful
information sbout the company, the employee services it offers,
and the personnel policies that will affect him as well ss
all other employees.

After the new emvloyee is given introductory information
about the compsny by a steff representative in the person-
nel department, the manager should give him further inform-
ation such as:

1. Introduction to other subordinste supervisors in

the store or department, under whom the new employee
will work.

2. Store rules snd reguletions; safety measures.

3. Tour of the store to show (a) relation of employee's
job to others in the store and (b) store fecilities
such as washrooms, lockers, drinking fountains,
bulletin boards, and other facilities provided for
employees.,

ly. Description of job--its duties, stesndards, safety
on the Jjob, hours, wage rate or incentive and method
of computing pey, workplace, tools, use and care of
equipment.

5. Introduction to fellow workers, with possible s&s-

signment of new employee to a "sponsor" with whom
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the new men may feel freer to talk eand ask questions.
In unionized firms, the new employee may be intro-
duced to the union steward.

A follow-up interview should be conducted several weeks
later either by a representative of the personnel or trein-
ing department, or by the store manager, preferably the
latter, who:

1. Answers questions that the new employee has sbout

his releationship with the company, its policies and
procedures.

2. Repeats some of the earlier informetion such as
disciplinary rules and company policies.

3. Checks on the employee's interest in voluntary
group insursence or other voluntsry emovloyee services
or activities.

li. Checks on success of initisal job plecement end sub-
sequent job training, with a view to greater improve-
ment or possibly to transfer to another job if this
seems desirable.

To sum up, the whole induction program should be direct-
ed toward giving the new employee a sense of "belonging" to
the orgenization. Much of the success of subsequent train-
ing end performance depends on good induction, end failure
is measured in dissatisfaction, poor work, and lsbor turn-

overe.
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Training Techniques

Teaching is a skill--and en art--that can be leerned,

as thoussnds of key workers and supervisors discovered dur-

ing the Job Instructor Training (JIT) sessions conducted in

war industries by the Training Vithin Industry Division of

the Viar Manpower Commission. The simple but basic methods

used in the JIT program should be the core of any effective

training program.

Before the sctual training begins, the instructor must

get reedy to instruct. The JIT program suggests four steps:

1.

Have a timetable--how much skill do you expect the
trainee to have and how soon? This gives both the
trainees end the instructor a serlies of goals sat
which to aim.

Break down the job--1list the principsl stepos. The
working sequence of operations should be listed,
and even the exect motion sequence may be useful.

"Key points," such ss special knacks of doing en
operation, quality requirements, safety and heslth
precautlions, and factors requiring careful judgment
on the part of the employee, should be listed.

Have every thing ready--the richt equipment, mater-
ials, end supplies. This is an important prepara-

tory step, so that there need be no delays when

actual training begins.
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Have the worxplace properly srranged just as the

worker will be expected to keep it.

The instructor is now ready to begin the actual trsin-

ing process, which wes divided into four steps under the

JIT program:

1.

Prepare the worker--put him et esse. Find out what
he already knows sbout the job. Get him interested
in learning the work by explaining its relstionship
to other jobs gnd to the company's operation. Place
him in the correct working position.

Present the operation--tell, show, illustrate, end
question carefully and pstiently. Stress the key
points ss iisted on the job breskdown sheet. In-
struct clearly and dompletely, taking up one point
at a time--but no mocre than he can master.

Try out performance--test the tralnee by having him
perform the job. Have him tell and show you what

he does; have him explein the key points. Ask ques-
tions 8snd correct his errors. Continue until you
know he knows how to do the job. "If the workesr

has not learned, the instructor has not taught.”
Follow up--put the trainee on his own. Designate

to whom he goes for help. Check him frequently and

encourage further questions. Get him to look for

key points es he progresses. DBe sure he understends
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the reason for his job and its relatiohship to other
jobs in the depertment or store. As he acquires
skill snd understending, taver off the extra coach-
ing and finally close your follow-up.

Training should not be thought of as something that is
given once to new employees and then forgotten. Training
is the very essence of management, for it is showing some-
one else how to do a job thet might otherwise not be done,
or be done wrong. It is, therefore, a continulng msnage-

ment function.

Employee kerit Rating

Merit rating plens are of little value unless they are
desligned to incresse the efficiency of those who are rated.
Experience indicestes that this purpose 1is best achieved
when the raters discuss their ratings with employees end
show them how they mey be improved.

For one reason or another, however, managers snd person-
nel men often hesitete to discuss retings with workers. Not
infrequently this hesitency is due to & belief that praise
or constructive criticism of en employee results in "cod-
dling" or spoiling him. Typical is the comment: "Employees
are expected to do a good job; I do not believe in nursing

them." Such an attitude stems from feilure to realize that

most workers like to know "how they stend" with the boss,

want to be appreclated, like to feel they are pert of the
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enterprise, and believe they have a right to expect praise
for performance of which they can be proud.

Many menagers encounter difficulty when they attempt
to talk over rstings with employees. Some manarers declare
they would rather dispense with a rating plen sltogether
then cope with the arguments that result when they discuss
the unfsvorable factors in sn individuval's reting. In other
cases raters find it difficult to "get their story across,"
lack ability to "taelk the rstings,” are uncertain of the
factors on which they rate the employees low--cr merely
prefer to hsve someone else "handle the tough ones."

The following principles governing merit rating will
help the msnager be more cbjective in his ratings and to
use the ratings for the intended purpose.l
Purpose of a performance review lnterview:

1. To help the individusl in his efforts to develop

himself on his job.

2. To encoursge him to strive for constent improvement

in his own performance.
How to prepare for the interview:
1. Carefully complete the rating form es it apprlies to

the individual being rated. Make each rsting on the

besis of proveble facts., Avoid these errors: (1) over-

rating him because of long acquaintance or because he

1How to Use The Improvement Guide to Conduct A Performsnce
KReview Interview. The Kroger Company, Cincinnsti, Ohio.
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is likeable; (2) overrating him because of his long
experience, or because he has a large department, or
section; (3) being swayed by one dranatic incident--
a single unusual success, or one serious error;

(4) beins inclined to be too tourh, too easy, or a
fence straddler, !l ake your ratings accurately de-
scribe his pecrformance., Avoid trying to make him l
look bad or look good, but truthfully show his per-
formance as it is, Avoid hurrylng--if there are points

you are not sure of, get the facts before entering

your ratings, Rate him strong on points on which
you can give him honest compliments, Your weskest
man probably has some strong polints, Rate him weak
on points on which marked improvement is needed,
Your strongest man can probably improve on some
points, Bear in mind that your ability to strengthen
further men who are already strong 1s the best
guarantee ol your own future success,

Esteblish a desire for the interview--capitalize

on his natural desire to know how he stands, Ad-
vise him that you have appralsed hils performance,
Get him to tell you that he wants to know where he
1s stronpg and where he 1is weak,

Provide time and privacy--provide a time at which

both of you will be unhurried and free from pressure,
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Get away from other preople and away from job sur-

roundings,

How to start the interview:

1.

3.

mnhasize that the interview is to help him to help
himself, Its purpose is to review and discuss his
performance and not to nrod, needle, or put him

"on the spot," idvise him that all of your ren are
getting this same orportunity,

Stick to his job performance--discuss only his re-
sponsibilities and his job accomplishments, It 1s
dangerous to comvare him with other men--it invites
differences of opinion, hard feelings, and the im-
plication of favoritism, Never raise a question as
to his over-all ability, judgment, or willingness,
To him thils will mean that you lack confidence 1n him;
you may kill his confldence in himself,

Start the interview with an honest compliment,

How to handle strong points:

1.

Encourase him to discuss his strong points, Com-
pliment all of his extra or unusual accomplishments,
Be specific--use examples or figures; do not use
"soft soap." Find two or three points of agreement
with him and introduce the rating form to show your

agreecrient, Zncourage him to talk, Refer back to
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hls strong points throushout the interview if it 1is

necessary to encourage hin,

How to handle weak points:

1.

Get him to sez for himself the points on which he
needs to improve., Do not try to fool either him or
yourself--sinply telling a man what he should do
seldom gets results, Refer to appronriate headings

on the rating form and get hin to tell you what should
be expected of him, Give him facts or figures--or

ask him "what" end "why" in order to lead him to see
his own weak »oints, Refer to specific items on the
rating form, Asslst him in comparing his own perform-
ance with what he himself states, or agrees, should

be expected of him, Get him to agree with your
ratings, lHowever, 1f he can demonstrate that you
should change the rating on any 1item, make the

changes at once, Be falr with him,

Get him to express a desire to imvrove., Ask him to
state the advantages of improving, Help him along.
Encouraze, stimulate, or challenge him, but get a
clear-cut expression of desire to improve, If he

does not want to improve, he will not improve,

Do not rush him to the next step but be certain

that understanding and desire are nresent,
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3., Assist him in makin~ 7lans for improvement, Handle
each point as a problem to be solved, Get him to
tell you "how." Stick to the 1tems on the rating
form. Put your sucsestions in the form of questions,
such as==%ill this help? Can we do this?
How to conclude the interview: Pg’

1, Sumarize plans on the rating form--write dowm the

principal points on which he 1s going to make

special effort, Under each point list specific steps f

for accomlishment, Dlote dates, names, and other
detalls, Get his apnroval, comients, and signature
if required,

2. Sumarize his progress and leave him encouraged,
Give him a general 1dea of where he stands, but
not to the point of promises or threats, Encourage
him to act on his own, to make hls own decisions,
and to depend on himself for success, Guaranteec
him your support and backing,

Follow up:

1. Help provide oprortunities for him to develop,

Specifically check the points on which he is making

special efforts In your further contacts with him,
Help him to Improve, If he 1s not Improving, he

is slipping., Correct errors when they occur and
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use the steps outlined under "How to handle we=ak
points.”

2. Give him credit when 1t 1s due, Recognize his

accomnlishments and let him know,

Employee rating hes beecn given particular attention here
because it 13 considered to be very important in developing
a competent orranization, and also, because there is a need
for a better understanding of how to use the merit rating
properly. 48 pnointed out before, the maln objective of a
rating nlan is to Improve the performance of the employees
and this i1s best accomplished by discussing the ratings with

each employee,

Disciplining

To provide the leadership which inspires everyone in
an organization to pull together under the complex conditions
of a modern supermarket requires a systematized organization
and a well established traditlon of good discipline,

A1l discipline starts from the top, Without good ex-
ecutive and supervisory example, 1t 1s useless to expect
good results from the employees, A supervisor or executive
gives a pattern of acceptable conduct in everything that he
does, and he can not turn his influence on and off 1like a
faucet, or later repudiate what he has done, The way he
uses or abuses his privileges gives the other people 1In the

company a measure of hls stature as a man,
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There 1s no such thing es 8 good crew or 8 bed crew;
there ere only rood leeders =nd bed lesders. The fundemental
basis of all successful discipline is the mutual understand-
ing of conditions, of reguletions, snd of their requirements.
Whether or not this condition is fulfilled elways depends
on the men at the top.

Every cose of disciplining occurs after some kind of
failure. It glways concentrates in the present the results
of pesst events snd future consequences. This cavses emotion-
al tensions which sre importsnt becsuse, 28 has been stated,
disciplining does not have to do merely with the individuasal
involved but concerns the whole group. Prevention mey be
an individuel mezsure, but disciplining hes a universsl im-
plicetion.

It is cle=zr thet the avoidance of conditions which
make disciplining necessary is fer better than successful
disciplining. But fsilure to cerry out disciplining when
required is demoralizing to group discipline.

The great danger in a discivnlining case is thet the
store maneger will make up his mind 2heszd of time 8s to how
the case should be hsndled, and then use his superior power
to persuade the employee to sccept his reasoning. Disciplin-
ing should be based on respect, not fear. It is education,

not punishment.

In general, criticism and reprimand should be based onbk‘

facts end should avold personalities at all tiﬁes. Public

N
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criticism is rarely justified end usually results in the
development of @sn sntagonistic sttitude. Frivate reprimands
should oe prefsced with a statement of some of the more
favorseble factors, such as attendance, quaiity of work, sand
production records. Undesireble qualities are more easily
corrected when contrested with desirsble cheracteristics in

the person being reprimanded.

Handling a Problem

To avoid the pitfall of employing power as 8 means to
persuade, the following outline is svggested, not es some-
thing to be followed blindly but merely as a check list.2
Get the facts:

Keview the record.

Find out whet rules ond store customs apply.

Talk with the individuels concerned.

Get opinions and feelings.
Wielgh and decide:

Fit the facts together.

Consider their bearing on each other.

What possible solutions are there?

Check practices snd policles.

Consider objective and effect of individual, grouwp,

and production.

2Job Relations Training. Bureau of Training. War Manpower
Commission. Wwashington, D. C,
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Do not jump et conclusions.
Take action:

Are you going to handle this yourself?

Do you need help in handling?

Watch the timing of your action.

Do not pass the buck.
Check results:

How soon will you follow un?

How often will you need to check?

Viatch for changes in output, attitudes, snd relation-

ships.

Did your sction help production?

The manager gets results tnrough his employees, there-
fore, the success of the manager denends upon how well he
administers the principles of good selection, induction,

training, merit rating, disciplining, and humsn reletions.




CHAPTEZR VIII
HUMAN ELEMENTS IN STORE MANAGEMENT

Teamwork

The effective manager thinks and acts as & member of Fﬁ

a team. He looks upon workers not as isolated individuals
but as individuals in the social context of the work sit-

uation--as members of groups or teams.

It is the gospel of the modern personnel man that every
individual 1s different from every other and that the manager
should recognize these individual differences in his super-
vision. That 1s a sound principle, but the effective man-
ager goes far beyond that. He recognizes that whenever
these different individuals work together for any period
of time they build up a system of human relations, which
powerfully influences their behsvior on the job. The effec-
tive manager recognizes that he is dealing with a group, acts
sd as to build up its solidarity, and wins the support of
the group in the work that must be done.

Almost every move the manager makes can have either
constructive or disruptive effects upon the working group.
If he criticizes a worker before his fellows, that man will

lose face and feel insecure and resentful. When the manager
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trys to lay the blame for a misteke, rather than try to
determine the cause, he forces the workers to cover up for
themselves and sttempt to shift the responsibility to others.
When he encourasges the workers to criticize each other, he
creates such an atmosphere of suspicion that the workers
are afraid to trust anyone. A mansger can create a situ-
ation in which a worker cesn win favor of the "boss" only by
being disloyal to his fellow workers. Holding one worker
up to others ss a model or getting down on a man will have
disruptive effects upon the entire work group.

In contrest to the sbove, some constructive methods of
supervision can be pointed out. The manager should discour-
age workers from bringing tales to him. He should never try
to fix responsibility or ssy who is to blame when criticiz-
Ing a worker. If the worker is esked to explesin a mistake
and his explanation i1s weak, he knows it without it being
pointed out to him. It must be remembered that most workers
have thin skins, and they tske great pride in their work.
This does not mean that the manager should never criticize
a worker. It means that he should weigh his criticisms
carefully and, in meking them, be awere not only of their
effect upon the individual but also of their effect upon

teamwork in the group.

Informal Organization

Vihenever men work together for any length of time, they

form social ties. These socisl ties heve a very important
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affect upon their behavior both inside and outside of the
store.

The manager does not need to spy or press personal
questions to find who belongs to whet clique. Simoly by
noticing which workers customarily eat together snd talk
together, he cen learn to see his subordinates not as a
number of serarate individuals but es members of groups of
friends. If he ovserves a2 little more closely, he will note
that the members do not all exert the same influence upon
each other. whenever a group acts together, it must have
leadershio, snd the lonzer the group remains together the
more one vartliculsr person, quite informally, becomes the
leader.

The team frequently exists quite independently of man-
agement, even developing its own lesdership. It is not a
guestion of team or no team, but a gquestion of whether the
team‘works in bhermony with the purposes of the larger.or-
genization or whether it operates to resist the efforts of
mansgement. The enswer to the question depends primarily
uoon the skill with which the manager is eble to work with
the tesm--throush its own leadership.

The leader of the ganz is not necessarily the man who
is recognized as such by management; he is the man vho is
recognized by his fellow workers. It is up to the manager

to see who the gang 1s following to gein the cooperation

A2 Y
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of that man and to gein the cooperation of the group through
him.

To do this effectively, the msnager must indeed "recog-
nize individual differences," but that is only a beginning.
He must be observant of human relations; he must think and
act in terms of the structure of the group. He will not k
find such things leid out in the formsl orgenizational chart
of his company, but he has to deal with them every hour of

the dey, end it will help him to be aware of what he is do-

ing.

To be able to think and act in terms of human relastions
is the first essential of good supervision. However, steted
in this way, the problem sounds too large and generel. The
menager needs to know the varticuler points that should be
learned if he 1s to handle & group effectively. The sub-
sequent discussion will present some of these fundamental

points.

Two-Way Comrunicetion
One vitel element in good supervision is effective
communication from the bottom up. Vith the building of our
great industrisl organizations, we have estsblished highly
efficient lines of communicaetion from the top down, but the
larger the organizstion the more difficult it is to make
those lines work both ways, and even in many small organ-

izations we find workers isolested from their maneger as far
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as their thoughts and feelings are concerned. And the workers
resent such a condition.

When workers sre asccustomed to frequent communication
in both directions, up and down, with their menager, they
find it natursl and essy to teke their complaints, sugges-
tions, or personal problems to him. ¥Wwhen they are not ac-
customed to thet relstionship, they are afrsid to tslk up
to him. bkmployees will only feel free to initiste contacts
with their manager when he lays the foundation by building

up friendly, informal relstions with them.

The manager who says, after losing an apparently sat-
isfied employee, "Now why didn't Joe come in and tslk the
problem over with me, and we could have straightened it
out?" 1s really confessing his own failure in the case,
because, if he had kept up regular and frequent informal
contacts with the employee, then Joe would have come in to
talk things over. It is not enough for the manager to make
a good fellow out of himrself by fraternizing with his em-
ployees only now and then. His contacts with them must be
regular and frequent. Employees do not become accustomed to

something which tekes place st rere intervels.

Talking Over Personal Problems
As every intelligent manager knows, the worker's per-
formance on his job 1s intimately tied up with his social

ad justment both in the store and outside of it. Therefore,
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the maneger who is confided in by employees is given an op-
portunity to contribute to the efficiency of the organizetion
as well as to the happiness of the workers.

However, this sort of relstionship csn not exist unless
the worker initiates the discussion and feels free to with-
hecld the confidences as well as giving them. KRecognizing
that they can understend their subordinates better if they
can acquire data of & personal nature, certain menagers re-
sort to direct questions in this srea. Even when it can be
shown that the questions have a bearing upon the work--for
example, an employee, after being out late at night drink-
ing and cerousing, is tired and nervously upset on the job--
even in such a caese, personal questioning is hotly resented.

If the manager is not in a position to get these con-
fidences on an entirely voluntery basis, initiated by the
worker, then he is better off without eny such information.
It should be c¢lesrly understood that, in the interests of
good morale, the manager should know only as much of the
personal affairs of the workers gs they want him to know.

The manager who presses for this type of information
actually ends up knowing far less about his workers than
does the manager who is a friendly and sympathetic listener

but never takes the initistive in such matters.

Communication and Favoritism

In stressing the importence of upward communicsestion

between workers snd their menager, it should slso be
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emphasized that this rmust be a matter of general partici-
pation,

It appears that when workers have an opportunity to get
to know the boss, they may discover that he 1s a human
being., That is 211 to the good., But, when only a few work-
ers are on informal, friendly terms wlth the nmanaser, it can
be predicted with certainty how the other workers are going
to think and feel about the situation.,

The few who have access to management are called "com-
pany men" or "company girls" or "stooges" to management,
They are also known as "stool rigeons,” because the group
of outsiders always fear that the speclally favored group
is carrying tales to management,

Of course, no manager believes 1n »nlaylng favorites,
but 1t 1s all too easy to drift into a position which will
be Interpreted In that manner by most of the workers,

If new workers are to be integreted into the organi-
zation, manacement must make speclal efforts to extend to
them the same sort of two-way communication that grows up 1in
a natural, unplanned way between supervisors and long-service
employees,

It requires little skill in supervision to get good
work from some types of persons, and the manager 1s natur-
2lly inclined to look with favor upon those who are loyal

from the beginning, Finding that other types of workers do

o

“x
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not have "the proner sttitudes,”" he looks upon them with
suspicion and veiled hostility. Sensing this ettitude,
these workers respond with acts of hostility which orove that
they sre doing the orgsnization no good, and finelly they
quit or ere fired.

This does not have to hapnen. People of this type cen
become very loysl and responsible workers when their cooper-
ation is won through skillful leadership on the part of

management. However, these people will never do the job

B ST N

they ere capsble of if they find that workers of the first

typre have the inside treck with menegement and that manege-
ment does not listen to thelr comvlaints and sugrestions.
It is not enough for the mansger to ask himself: '"Do
my subordinstes talk freely with me?" He should also ask
himself, "iVhich ones talk freely and which do not?" £nd
then, "Whet cen I do to build effective communicetion with

those who do not talk?"

Hendling of Complaints

It is, of course, easy to say that s manager should
listen to complsints, but the problem is much more compliceat-
ed then that. The manager should listen with certain ques-
tions in mind:

1. What does the worker say he is comrlsinins sbout?

whet, if anything, cen I do about that?
2. Is there some deeper ceuse for dissatisfsction,

which the worker is not directly talking ebout?
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If so, how can I get at it and what can I do about
it?
3, How can I meet the present situation so that the
worker will continue to come to me with his problems?
Ko matter how unjustifled the complaint, give the worker
a chance to express himself freely and he may get around to
the real source of his trouble.
If the manager responds immedlately by turning down
the complalint as unreasonable, he will not only fail'to solve
the immediate problem but also will block the line of com-
munication between the worker and himself so that the worker
will be much less 1likely to come to him with the next prob-

lem,

Changing the Work Situation

Upward communication 1s valuable at all times, but 1t
i1s esneclally vital when changes are being introduced into
the process of work or into the human relations of the Jjob,

If the manager just goes to the workers, explains the
change to them, tells them 1t will be good for them, and
orders them to put it into effect, the workers will respond
with grumbling and griping., They will say that the new
system 1s impractical, and they will sabotage 1t when they
can, The manager in turn will be annoyed 2t this "irration-
al" resistance to change, and he will be tempted to put more

pressure behind the new scheme, If he does that, he will




111
only build up more resistance to himself as well as the new
idea.

Suppose, instead, that he consults the workers first.
He tells them that he has been thinking about possible changes
but wants their idess before he takes action. They sit down
together and discuss the problems freely.

If this procedure is followed through, the maneger will
accomplish several things. In the first place, he is 1likely
to get valusble suggestions that will ceuse him to modify

his original plan--becsuse the msn who does the job day in

and day out knows things about it that no mansger can know.
However, even if the original plan 1is sccepted without al-
teration, the process of consultation will serve to overcome
a lerge measure of worker resistance to change and may even
lead them to eccepting the new system with enthusiasm. It
is found in many cases that it is not the particular idesa
presented by mansgement but the way it i1s presented which

determines worker resctions.

Keciprocal Obligations
The effective manager acts within a system of re-
ciprocal obligstions.
Vihether talking asbout primitive tribesmen, industrial
workers, businessmen, or college professors, you can make
one generalization which holds without exception. If John

Doe does something for you, you feel under obligation to do
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something for him in return, when the opnortunity arises.
This sort of exchange of good turns helps to build cohesive
orgaenizations. It is one of the most powerful builders of
morale that can be called unon. The manager neglects it at
his peril.

When this reletionship is properly handled, it yields
a profit in two ways. The man who has the good turn done to
him feels plezssd, and the man who does the good turn feels
more favorably disposed toward the recipient. Those who
are skillful in handling people have come to realize that
one of the best ways to win loyalty is to ask for help--
provided that they have esteblished themselves as the sort
of people who give help in return. To operate effectively,

the system must be two sided, a matter of reciprocity be-

tween workers and managers.

Obligations Can Not Be Argued

The favors and obligations should be felt by workers
and manesger, but they should not be talked sbout--for the
simple reason that people do not like to be told that they
are obligated to do something and, when spproached in that
manner, are likely to persuade themselves that the obligation
does not really exist. Furthermore, the mesnager should not
weigh these exchanges in a calculating manner, trying to
make sure he gets back just as much as he gives, for that

is resented by workers.




113

Of course, the skillful mensger does expect to have
favors returned, but he does not give the Impression that he
is bargeining in these matters. Perhaps the resl distinec-
tion is that between a short-run and e long-run point of
view. The msnzger who expects to balence the books with
each fevor he gives out will find that workers will discover
his sttitude and resent it. On the other hand, the manager
who does fevors unobtrusively Jjust as e naturel pert of his
behavior, with no asppsrent thought of being paid back, hsas
every right to expect that in the long-run the workers will
reciprocate to the best of their ability. His books may
never precisely balance, but he will show & neest profit in
increased effort and cooperation over anything that cen be
shown by the calculesting menacer or by the one who is un-

conscious of this relstionshio.

Obligations end Humen helstions

It should be emphasized that obligstions are matters
of human relations, for here is where many menagers misunder-
stand employee reactions. They feel that when, in eddition
to paying good wages and establishing good physicsl conditions
for work, they give medicel and hospitalization policies,
they have done enough to put the workers under obligation to
them. There sre two things wrong with this point of view.
In the first place, those are #ll broad, general policies

which do not hit any of the workers in an individusl, personsal

N
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way. In the second plzce, those policies are determined
entirely upon the initietive of mensgement and then simply
presented to the workers. The personal feavor, as the worker
thinks of it, is guite different. Generally it is some
speciel help thst he himself asks for. And, if he does not
toke the initiastive, at least the favor is done in response
to the manager's recognition of some speciel, individuval
problem that the worker faces. If general volicies sre
compsred with these individual adjustments in terms of work-
er-manager communication, it can be understood why hospital-
ization policies and other benefits can never make &s great
a contribution to harmonious humen reletions as cen be gain-
ed through the exchange of favors.

There are certasin questions on the exchange of good
turns or favors that must be enswered before they can be-
come en effective part of the menager's thinking.

The first concerns the meaning of the word "favor."

It sounds suspiciously like "favoritism," which a good man-
sger seeks to avoid et 21l costs. However, the distinction
is quite clear. If the manager does something to help Joe,
thet is a favor. If he does something to help Joe that he
would not, under similar circumstsnces, do for Tom, that is
favoritism. The point is that personsl sdjustments must be
avallable to ell the workers or else the system bresks down,
with some workers recognizing ties of loyalty to the menager

and others feeling discriminsted eceinst.
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Another question is put in this form: "If you do favors
for the workers, will they not tske advantasge of you and ex-
pect you to do their work for them?"' This question can only
be answered in general terms.

Vhen the worker berins 8 new job, there should be a
clear understanding between himself end his menager of what
he is supvosed to do, how much, when, gnd how--under ordi-
nary circumstences. However, in our rapidly chsnging indus-
try and under constant pressuwe to get the work done, the
worker frequently faces emergencies thet he cen not handle
without help.

If the mensager steps in with en offer of help in such
a case, the worker does not feel thet he is putting some-
thing over on the boss. He recocnizes that he wes in trouble
and the manager gsve him a hsand.

It is only when the manager lends a hand where it is
not needed that he gets himself into trouble. If the man-
sger helps out when the worker knows his job thoroughly, is
working well within his cepacity, end is not placued by severe
personel problems, the worker will either resent the effort
as interference on the job or will come to think of such
help as @& normal part of the job and comclein when he does
not get it.

This way of looking at it does not present the mzneger

with a neat formula to apply to all cases. It is suggested

=
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that he give the worker e clear understending of what 1s
required--under ordinary circumstances--and insist that these
standerds be met. He should slso recornize that emergencies
will sometimes arise to prevent the worker from meeting these
staendards. It is un to him to tkink through his job to deter-
mine what should be reguired of the worker under what cir-
cumstences. If he does that ressonsbly well, then he cen
help workers to meet emergencies without encoursging them

;
!
to impose upon him. i
i

Favors and Kights
Another voint is raised by the workers. They under-
stend the exchange of fevors better than most managers, but
they insist upon a distinction between fevors and rights.
They feel that they have a right to fsir wages, ressonable
hours, and good working conditions. Just what they mean by

' and "good" will very from compeny to

"fair," "ressonable,'
company, from job to job, snd also in terms of the workers'
past experience. But, whatever the standard, they do not
feel that the boss is doing them a fevor when he pays "feir"
wages or puts In a new drinking fountain or toilet. They
feel that those ere things thet they have a right to as long
as they work et their jobs.

This does not mean thst workers are against favors.

It simply means thet they went to establish certein rights

first. Then the exchange of good turns or fevors csen develop,
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and then, the worker is in a position to do fevors himself

and not alweys be on the receiving end.

Paternalism
Even when fevors are distinguished from rights, there
are some who feel that doing & good turn smacks of pster-
nalism, vwhether there is any connection depends upon how
paternalism is defined. It may be defined &s eny benefit
given an employee for which he expends no effort et a time

when he least expects it and does not sppreciste it.

Whatever words are used in the definition, most people .3
understand by paternalism 8 one-sided relationship in which
management gives to the workers, without consulting them,
something which mansgement thinks is good for them.

The exchange of favors or of good turns is quite s
different thing. It 1s two-sided. It does not involve
menagement and the workers &s 8 whole; rather it 1s a2 personsal
relationship among perticulsr masnagers and their workers.

The manager does not sct the role of the sll-wise but indul-
gent fether. Instead, he tries to do what is expected of

a8 friend or a rfood neighbor. He gives help when it is need-
ed; he asks help when he needs it. He builds up a system

of reciprocel obligations which binds workers to him end
binds him to them through strong ties of personasl loyalty.
It is that which is called morele in industry--when it is

found, snd it is not found often enough.
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Originating Action with Firmness and Decision

The good maneger.needs to be able to originste sction
for his subordinates with firmness snd decision. He needs
to know when to consult them and when to discuss things with
them, but he glso needs to know when to drop everything else
and act.

It is interesting to note that the workers themselves
recognize this need. They know that, as a grouvp, they are
incepeable of making decisions; If the orgenization is to
function effectively, the manager must put the declsions
into sction. All they esk is thet their thoughts and feel-
ings be tsken into account and that they be led, not driven,
into action.

They have no respect for the manaper who gives them
orders timidly and with uncertainty. And, strange as it
may seem, they like discipline--when they cen see that it
is importent in getting the job done.

The people who have the opportunity to "run all over"
their maneger are not very happy esout it. Their morale is
low; they become disgusted with the job; they feel a need
of working under someone who cen keep them in line at the
seme time thet he inspires them to work for a common gosl.

VWhile it is imnortsnt to act with decision, this does
not mesn that a good manager is quick on the trigger with

autocratic orders. Even when an order must be given, its
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execution will depend in large measure upon the wey in which
it is expressed.

While the managcer must be able to give orders, he should
also be able to exercise some restreint in this sort of super-
visory activity. The frequency with which orders are given
has 2n important effect upon the employees. B

In their drive for change snd progress, meny executives :-w
overlook the stabilizing nature of work routines that csan ‘
be built vp and cerried on by workers without constant at-

|

tention from their supervigors. They feil to see that fre=-

quent imposed cheneces not only upset the work habits of in-
dividuels but also have a seriously disturbing effect upon
the pattern of human relations thet ties workers to each
other and to their meneger.

If there must be changes, their disturbing effects csen
be mitigeted by explaining them to the workers end by con-
sulting them on the manner of putting the changes into effect.
Beyond that, the mansger should ask himself, "How often is
it reslly necessary for me to step in snd give orders?"

The effective manager will undertake to organize his work
and his relstions with the workers so thet they will be able
to do their jobs hermoniously end efficiently with a minimum
of supervisory direction.

Of course, the mesneger's sbility to originste action

is intimately bound up with his knowledge of his job. He
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may begin issuing orders with confidence, but if the employ-
ees follow his directions end get into trouble, they will
guestion his judgment and be reluctant toc respond to him in
the future. This situstion will resct uron the mensger,
tending to meke him lose confidence in himself.

However, it is not enouvgh for the msansger simply to
hsve a thorouvgh knowledge of the technicsel side of his job.
Many men with such a beckground are ineffective managers
because they can not orgenize snd direct human beings.

For effective store mesnegement, understanding of the job

must go together with sbility to understand and lesd peovnle.




CHAPTER IX

SUNMMARY 24D CCNCLUSICHNS

The job of msneging a supermarket 1s considersbly more Ee.

complex now then 1t wes oefore self-service beceme common-
place. Iany modern-day supermarkets have annusl ssles vol-
umes of well over a million dollaers and employ from fifty

to one-hundred end fifty people, &s compared to the store

of thirty yeefs ggo with a seles vclume of fifty thousand
dollars annually snd reguiring the services of only five

or six people. Not only has the Incressed size of the retsil
food store brosdened the scope of store menagement, but

the modern supermerket maneger hss also teken on added re-
svonsibilities becsuse of the trend in decentrslizstion of
authority in the food chain industry. His suthority to sct
in behelf of his company is ~rester todey then it has been

in the psast, therefore, better judrment 2ond higher intel-
ligence sre requisites of & modern manager.

The resnonsibilities of @ supermerket msnager are clas-
sified into four major parts: (1) Securing maximum scles end
profits, (2) controlling expenses, (3) developing snd mein-
teining & competent orgenizstion, end (i) knowing and en-

forcing comoany policies.
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The qualifications of a good mansger are difficult to
define, but in general he must have merchendising ability;
ability to lead and get results through other people; the
desire to improve himself; have s competitive soirit; be
able to plan effectively and the ability to organize; have

a thorough knowledrse of store operations; the sbility to

g .x.l.c)_'g

recognize and solve problems; and be sble to maintein ef-

fective controls, and good customer and public relations.

Ferchandising

Lffective merchandising includes having a wlde variety
of merchandise displayed in a neat, anpealing manner, with
all shelves and ceses well stocked and clearly price-marked.
To insure maximum customer satisfaction, merchandise must
be properly roteted so that freshness is maintained. Spreciel
values can be highlighted through displaced and extended
shelf displays. To obtain the desired beslasnced movement
of profit snd volume merchandise, special promotions must be
carefully planned. Employees have to be tresined to serve the
customers in a friendly, courteous end prompt manner.

Planned nromotions should be coordinated with advertis-
ing and other factors that will influence the demand for sa
particular com-odity. Space sllocztion must be constantly
adjusted to compensate for changes in movement of different

products because of seasonal demand, promotionel efforts,
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end price advantages. A commodity should not be excluded
or discontinued until it hes been given a feir triesl. Ssales
plens sre very relisble pguides, made up by experts snd de-
signed to give the desired balance movement of mrofit end
volume 1items. The store mansger, who 1s an elert werchsndis-
er, will use the branch or company merchandising plen to -

good edventage end will use ceution iIn ederting it to his L

store. Ordering sufficient cuentities of bssic perishsavle

merchendise, srecial priced and edvertised items, is 2 "must" .
in promoting maximum seles. E
£ pood maneger is elways 2lert and ready to teke ad-

ventage of sitvations thet cean be used to develon or sunnort

8 sales plan. Crigineting new ideas e#nd teking & well ceal-

culested chence now and then ere g£ll a pasrt of good merchsan-

dising. It must elso be remembered thet new orinciples end

methods of merchandising ere develored every day, therefore,

it is necesssry to keep abresst and accent new idess after

they heve been introduced. Good nrinciples of merchendising

combined with oricinel thought, pnlenning and diligent fol-

low-throuvgh will produce meximum ssles =nd vrofits.

Methods of OUperstionsl Control
In controlling varisole exvenses and losses dve to snoil=-
ace, pllferage, end cerelessness, it is important thst the
manager give particulsr ettention to seeminegly insignificant

preactices.
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Tage expense, wvhich is the largest single exnense item,
can be controlled by developing an efficient orgenizstion
with & hich raste of men-hcur vroductivity. This c=sn be sc-
comnlished throu-h bpetter treining of employees, time schedul-
ing, work essignment, job simnlificetion, and good principles
of suvnervision.

If exnenses.such gs wre-ning sunplies, laundry, heat,
lipht, power, end store supplies are not properly control-
led, losses will result, duve meinly to emnloyee carelessness.

Other 2voideble losses such es excessive spoilage and

customer pilfersse must also be proverly controlled if maximum
net nrofit is to be reslized. Losses caused by excessive
spoilege csn be controlled by uvsing recommended methods of
ordering and hsndling perishable merchandise. Customer
pilferage cen be discouraged by taking stens to meske it
ressonably difficult for the shovlifter to operste.

Wwhen correcting for ebove normal inventory shorteges
the managcer cen direct his investigetion towsrd the three
major sources of difficulty: (1) Customer pilfersge, (2)
employee di shonesty and csrelessness, and (3) methods of
checking merckandise into the store, especielly direct-store-
deliveries. Usvally rersistent losses ere caused by one or
a comoination of these three conditions.

There ere scores of large and small lesgks in every store.
Eliminsting them will be sn eegsy end profitable task for the

manager who attacks them mroperly.
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Developing a Comvetent Organization

The development of a competent orgcnizestion sterts with
sound methods of employee selection. The manager should
get 81l the information he can sbout a prospective employee
by knowing and usinz good interviewing techniques. He should
check the three key qualifications of the prospect; person-
ality, interest, and ebility. All the facts avzilable must
be considered before a decision to sccept or reject the
applicant is made. Whetever the outcome of the interview,
the epplicant should be sent away with a smile and a hand-
shake.

Induction and treining sre very important factors in
developing an orgsznization. The v:clue of well-planned em-
ployee induction end training is evident if its accomplish-
ments are considered. first, throuch induction, the new
employee is given information about the orgenizastion, its
policies and regulations. Second, the new emvloyvee is in-
structed in the requirements of the specific job that he is
to perform. Third, treining enables present employees to
acquire more end grester skill. Fourth, if employees are
properly trsined, eccidents, spoiled work, and dsmage to
machines and equipment are reduced. Finally, good training
reduces dissatisfaction, absenteeism, and turnover.

Employee merit reting plesns are of little value unless

they are designed to increese the efficiency of those who

- «
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are rated. kxnerience indicates thet this ournose is best
acnieved when the raters aiscvss their ratings with employ-
ees end show them how they cen improve.

To provide the lesdershi» which inswires everyone in
an orczenization to pull together, under the complex condi-
tions of s modern sunermarket, reouires & systemstized or-
ganization end a well esteblished tradition of good discinline.
The fundamentel basis of 2ll successful discinline is the
mutual understanding of conditions, of resulations, and of
thelr reqguirements.

It is clear that the svoidsnce of conditions which
make discinlining necessery is far better than successful
discionlining. But feilure to carry out disciplining when
required is demoralizing to grouo discipline. Disciplin-
ing should be bssed on reswect, not fesr. It is educetion,

not punishment.

Human klements in Store llanapement
The effective manager thinks and acts as a member of

a team, He looks unon workers not as isolated individuals
but as individuals in the social context of the work sit-
uation--as members of grours or teams. ke recognizes that
he is de=ling with s group, acts so as to build up its soli-
darity, end wins the suvport of the group in the work thst
must be done.

Wherever men work together for any length of time,
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they form sociel ties, which affect their behavior both
inside and outside of the store. The team frequently exists
quite independently of menagement, even developing its own
leadership. It is not 2 guestion of team or no team, but
e question of whether the team works in harmony with the
purposes of the larger oryenizstion or whether it operstes
to resist the efforts of management. The answer to the
question depends primerily upon the skill with which the
menager is eble to work with the team--through its own
leadership.

To be sble to think end act in terms of human relations
is the first essential of good supervision. One vital ele-
ment in good supervision is effective communicetion from the
bottom up. The workers must be accustomed to frequent com-
munication in both directions, up and down, with their man-
ager.

As every intelligent manager knows, the worker's per-
formance on his job is intimately tied up with his social
adjustment both in the store and outside of it. Therefore,
the manager who is confided in by employees is given an
opportunity to contribute to the efficiency of the orgsn-
ization &s well as to the heppiness of the workers. In
stressing the importance of upward comrmunication between
workers and the manager, it should also be emphasized that

this must be a matter of general participation.




128
The effective supervisor acts within a system of re-
ciprocal oblirations, Those who are skillful in handling
people have cone to realize that one of the best ways to
win loyalty 1s to ask for help--rrovided that they have
established themnselves as the sort of people who give help
in return, To ovnerate effectively, the system must be two- F-
sided, a matter of reciorocity between workers and manarers, i lw
The favors and obligations should be felt by workers ‘
and manager, but they should not be talked about, Further-

more, the monager should not welgh these exchanges in a

calculating manner, trying to make sure he gets back just

as much as he gives, HKHis human relations books may never
precisely balance, but he will show a neat profit in increased
effort and cooperation over anything that can be shown by

the calculating manacer or by the one who is unconscious of
this relationship,

Workers understand the exchange of favors better than
most managers, but they insist upon a distincfion between
favors and rights, They feel that they have a rigzht to fair
wages, reasonable hours, and good worklng conditions, This
does not mean that workers are against favors, It simply
means that they want to establish certaln rights first,

The exchange of favors 1s distingulshed from paternalism
in that 1t is two-sided and does not involve management and

the workers as a whole,
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The good meneger needs to be aeble to originate action
for his subordinates with firmness end decision. He needs
to know when to consult them and when to discuss things
with them, but he &lso needs to know when to drop everything
else snd act. It is interesting to note that the workers
themselves recognize this need. They have no resvect for
the menerer who gives them orders timidly and with uncertain-
ty. And, strange as it may seem, they like discipline--
when they cen see thaet it 1is imvortant in getting the job
done.

while the manacer must be able to give orders, he should
also be sble to exercise some restrsint in this sort of super-
visory activity. The frequency with which orders are given
has an important effect upon the emnloyees.

It is not enough for the menager simply to have a thor-
ough knoviledge of the technicel side of his job. Many men
with such a background are ineffective manegers beceause they
can not organize and direct humsn beings. Ior effective
store management, understending of the job must go together

with ability to understand and lesd people.
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Lettuce
Carrots
Celery
Cabpare
Beeans

Corn
Sguash
V.etermelons
Lgperagus

Anise

Artichokes

Beets

Broccoll
Bbrussels sprouts
Celeriac

Chicory
Cucumbers
kggolant

kEndive

lscarole

Garlic

Greens
Horseradish
Jeruseslem artichokes
Kale

Kohl-rabil

APENDIX A

asic Yeasr-Round Items

Potatoes Bananas

Unions Aonles

Oranges Tomatoes
Grapefruit Sweet Potatoes
Lemons

Besic Seasonal Items

Peaches
Fears
Flums

Variety Items

Leeks
iushrooms
Ukra

Green onions
Farsley
Farsnips
Peas
Feorers
Pumokins
Hadishes
Khubsrb
kutevegas
Salsify
Spinach
Turnips
Wwatercress
Yams

Strawberries
Kelons
Cauliflower
Kumquats Cherries
Limes Coconuts
Tangerines Cranberries
Aoricots Dates
Avocsdos Figs
Berries Granes
Blackberries Loquats
Blueberries Nengoes
boysenberries Nectarines
Currants Papayas
Dewberries Pawpaws
Gooseberries Persimmons
Huckleberries Finespples
Loganberries Pomegranates
Raspberries kuinces
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