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“urrose of the Study

. . S | .
1. To cresent an analysis ol the centralized™ system 2f a buying
orzanization in a retail fond chrair.
\ - o 3 s . ‘) .
2. 7o present a suggested rian for decentrasizationT and reiranie
zation of iurias and responsivillitiss of tie memzers bto rrovid: for

cn of time, ~ecrczsed ¢ lerical work, imorovesd surnlier

[N

better utillzat
rglations, and to venerate greatur e . iivee  nlerest,

The contantions fer the rrorescd reorganization follow:

1. Time will be saved by releasing the Gx‘ocerylbrc}':an:iisars3 Sroew
naking decisicons on new items and yromticns and celegating tilis atiority
to buyers, The tire saved can be utilized by allowin: ting rocary Yire
chandiser to develop a:d implement mereranuisiig voliclies,

<o le number of sters iIn ‘le ¢hannels of cowminisatinn recessory
for markating of products fr. - tre rarufacturers tiruusn the retall Tood

h)

chain merctrardising department 4> t.e corsuner will be red:iced Irom five

1. . .

“wrere an oreration I
dispersed, i.e., one buyin
bus markets.

s cocentr-tad to serve araas ceoyract itally
g oarfie

6 s~rvin~ both tre Tivwinat. i el =

il 4

2. . . . - ’
“'rerations loc:zted in tis 3r-3 that they serve, i.e., oo rav. ¢

i -
13iL85.

i,

o]

3Lespo;sible for all mer:=zr: .sinr policies for grocery rrmiucts 3035
a<s dispiav, advertising, and rozact. -andler. Poilelss are “gve’oned in
order to rrovide the retail crores win the ri-ot rradasts, at e - ot

~riece, of the ricnt quality Irn vie r..mt zuantity to rrowice mas’. v rofit

.
ior tre company.
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steps to threes Two steps will be eliminot-d in tie ;rocsess.

3+ Buyers' experience ani x:rowleire will bte ntilized instead cf
being nerlected by th. crganizati-n, tecause autrority will be givsn
them to make decisions on new itens ancd nromctions,

L. Suprlier relations will be inroved because salasmen will -ake
their presenﬁations directly to the b:yvers wno will have the autherit: to
make rurchase der.sions instead cf -rejenting then W an intermedlary
wio cannot male cuch decisions,

S« Pirers morals will ce inmproved ber~ause they will te given antiir=

ity and resyonsibility for rurcnasing rroducts instead of functioniny

merely as order clerkse

Seope of the - tudy

T.@ parer is concerned wit' tie reorg and i T bt e rrovery more

.~
0
Pl
fad
-
O
>
(9]
o

1izing cevartnant of Comrany L, a rawail feod onair, 7omrany 2

0
?’
4
-
©

onIrates 3. . Lrellve steren ir too rerbtoocentonl re i oof trna United

N 13 -~ v = v .7 . R E . P W T - g~ P NN

lates, (b .z a vart o & Larse rela L food eraln wole creratis four
. e - T . L. o N -

hurnored s coevenlyeIive stcroes, 7€ volume 0 s5:lfs or g g, tie

five storer is J1C0,T00,C00 ver yeor, Tha stires ore Slvite’ inte b g
Columbus ¢ vision and the Circirpati divisicn, Tra Jingir-ati <ivision
includes fifty stcres and tre Jolurivus civision corsists of thirt: «five
stores, Tne distanee betwee:. Cinciniati and Jclumbus is one rurirad
miless T-@ compenyv orerates c¢ne warel.ouse Ir Uolurius ard one Qn

Sincirrali, -ec. wareh.ouse cervices t.e retail stores within s fiftve

rmile radivs,



e

Both divisions are organized uncder the same Fegional ViceeiTesident
{Se@ ixhitit 1), ilach division has serarate buying offices for meat,
rroduce, andé dairy rroducts, OCrocery itenm L are vurctased centrally irn
the Cincirrati buying orfjcoS for teth the Cincinnzati and Colurtus divie
sions, Tiis raper will include a cdescrirticn of the rresent organirae-
tion end its opreration with the duties of the members outlined ard
describeds A sugcested new reorvanization to decentralizec buyirng,
ie0ey cne buying office for grocery products would be established in
each division, will be given with trhe reascignrent ¢ dutles of ‘*ie

merters cutlined, A cornparison anc analysis ol th: two sysiems will be

fresented,

v

lLimitatiors g£ the Study

This raver is limited to a cdiscussion ¢f the cryarilization and
operaticr: ¢f the centraiized groceyry merc:andicing derart-ent cf Tonmpany
Yo It excliucdes the cryaniceticn and crerction of decentrelized reat,
croduce, and cairy rerchandising cenartrentt c¢f Comrany Y, No co rarie
cens are mate between this grocery merchandisire dervartwent enrd ary ozher
grocery mere:ancising cepartments in the retail feed industiy.

vo formal survey hLas been econd.cter, nilcrmation lras been catrersc

Zrformally fron rerresentatives of a varisty ¢l {1 ciain orranifaviors

and mam.facturers representativese Much of tle irlermalion presernted

hGrocory itens as used here inclucdes all Itenms cold in retail fcod
stcres except meat, produce, and dairy rproducts,

’
5’!“;;

The buying office will be refurred to as trie marehardising decartrent,
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ir this study is bzsed on persoral observation and exrericnce acauired

while working in this merchandisinrg Jenartment,



T PRICTNT CENTRALIZID BUYING CRANIZATION 7 CLITANY X

Introduction
The vresen* organization as snown ir Z¥ribit 1 is uncer tre dirsce
ticnn of one ferional Vice Fresidert, *a has the auttority over bctr tre

CoJumbus ancd Cincinrati divisions, The seven bturers are direct’y respar=-

sirle to him, They are also indi recf'y6

resvonsitble t¢ the Nrccery
Merchandicers, cne ir Cincinrati and tiae ctier iz Cclumtns., Tae buyers
are nct attacher to either division but trey rurcange grocery items for
both divisicrs.

~ach buyer nas long exrerience in the rrocurement cf srocery itens,
tach buyer nés a class ¢f iters to hur. lor exzmile, one buysr yure

chases cendy, pum, cco¥ies, cracksrs an? beverares; e domes nct buy

anytring elses drnotier buys juct hisalth an’ bteanty aids and nenefocds,

.nties of tre Iuvers in tie irecert miem

I+ Myrers make routine pwrerasing decisliory, i.e., order merclane
cdise tnat seils at a regular rste, Tris is done by znalywirg the quantiwny

of merchandise in the warelouse and the amcunt sold in & siven rerica of

tire. Information is gsiven to tue nuvers oy the tavuletire derartmert,

L"‘ 1 i (X4
YTne buyers rust purchace what the lrccery Merciandiser stirulates
but the Crecery lerchandiser coes not contrci tieir ucrk i"n day nor can
e assign them any otner jebs,

7 e s .
‘Nonelcods inclucde housevare ntensils, glasswire, etc,



The tabulating department supplies the buyer thie following information
on eael. iten weekly on a single s::eet of nayer:
Code cf the item
Packs per case
Zize
Amount. in the warehcuse~-begirning of the weai
Amoun® shipped from ti.z warehouse to the stcres
Amount received during tire veek
Amount on hand at the erd cf t.e week
Tie aversge weekly amcunt stipped to tie stores in tie last
eipght weeks
with regarc to routine purcrases the buyers are resycnsible for
naving enourn merchancise available in tle wareicuse tc satisfy v e
neads of th: sterese The buyers are res'ricted in tiair rurcnases by
corrany policy which sets certain dellar li~itzations on goocs kert in
. . B
warernouse stock.
2. Buyers place orders for items tc be disnlaved cr adzertised
wten told tc dc so by the Crocery lerciandisers.
?, Tley make recormencaticns on new items tiat hiave taan rrisentec
for the comrany's saie. These recomwendzticns are rarde a% tre "tuvers

meetine” at whicn all new items are reviewed in trhe nreserce of t-g

buyers.,

Er: .8y must always have the invenlory as low as rossible. I too
mern steek is in inven:t oryy funds tiat coald be utilized nere 'rc¢~*"*3y
eleevtere, are "tied up”™ in mercrnandise, or exsirle, if ticre is an
irventory of 1,000 cases cf Jtouely Van Camp feans at a cest of “¢,.0
a case, tae warelouse inventery stculd orly be arcund 200 cases, a two
anc cne-u8lf weck sunrlyv, These beans sell at a rate of 1U canes ter
week and tier can be reorcered and recsaived from tie marufacturer in two
waers, “iti 1,000 cases in the inventcry, ticre would be an excess cf
7¢C ¢ ses or 11,800 trat is "tied ur.” T.is morey cruld be used for
other operations or it could at least ne ‘r the htank aceumulatin: intere=*

(a4
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A

resent Systen

;

luties of the ’rocery Merchandice:s in the

v

ls Prepare weekly saies nlans. In prenaring the woekly sales rlar

t..e Grocery Merchancisers cdecide whichi items will he acvertised in tie
newsraper, which itens will be disrlayed, anc the cuantities to e
rurcrased for tuis advertisines or disrlay,

2o Accept or reject rev items. Thess decisions Involve cnswering

tre fellowing guestions ccrcerning tlie new items

se is the iten completely new and neonecorretitive’

B, s it an improvament cn some existinyg vroiuct”

Ce Tl will benefit from vising it”

T+ llow mich will t e 2vera e farlily consume In oa vont

e Wzt is the firancial conditicn cf L e ranulactirer’”

P lias tre manufacturar ad arny exreriencs in the fleld of

digtribution and nroduct competition’

e 1f the item rerlaces an exdisli:n; rroauct, will tha “enand

for tie rroduct be increased”
H, wnat 1s the margin of profit”

‘e Will it pe advertised by tie ramufact .rar:

J. Has it been tested”

Yo s the raclkape selfege lin:’

Ls Car it be easiiy priecs marked”

M, will it be a resuler item or will it fact be landiled for

. .G
a siort time7

vew Procticts,” Tood vsings:,
. — e D2

9"60 Suesticns a Trair puyer Asxs Atont
{Tebrvary, 19563, s 1.,



3¢ Pricing'of products. The Crocery Merchandzsers must estiblish

the retail price on all products. Tie price must cover all exypenses
such as cost of the merchandise, laber, equirment, and overread, and
still provide a vorcfit,

Le Suggest dispiays to the stcres. The Grocery lercrandisers send

letters or pictures to the store managcers sugzesting new te best dierlay
merchandises,

S¢ Follow upn store stocks or proroted items, It is difeult to
- Lt ——  ee—

determine beiore a promction exactly now much merchaniise will sell,

Mary times t:ere is excessiva inventory in ti2 stcres af%.r a nremotion.
Tr@ Croce:ry Merchandisers must cdetermine wrnat acticon is necescary to
disrcse of the excess stock. .-uch action may entzil reducing tie rrice
or advertising the preducte, Tley muct be aware of store steck conditiciw
which tiwey do ty rebting an inverntory of mercuandise or rand from tre
store managers,

Eo Tevelop long-rarge merciandising prorra~s, T.ese prograns

entail a shudy of the customers served by tie storss, 7Tie tyre of preda
ucts to te sold can be esiatlished from this study. for exanle, a less
exrensive lire of products will be randlec an¢ promcted in a lower inccme
cormnity; quaiity may be secondary in imrortance, 'n anotrer cormnity
of higher income, quality may be more imrcrtant tnar nrice, ong-rane
procrams rrcvide for handling tie products trat recrle vant and nead,

7« Ccordinate tests orn new iterns, 7T-e rroduct (s bougsit fer a

-

srmall number of stores if its petenitial sales ca:irct bte detartianed,

The sales in test stores will detersine w:etier tie rroduct srould be



ﬂ'\x\

handled by all storaes, The Grocery Herchaniisars coordinate ant evalia
sach tests,

Yo Letamine ctore layoute o IuToni. surver ind.catas taal 70 ver

cant o the salas in a sunermarket ars “irrulse” sales;  taerslors,
tha position of eact vrroduct in the store mmy allect te sa 35 volume.
Tha Grocery lerchansisers must study traflic nmatterns of shoopers ia
stores aid datermine tie most adwvantarecus rositinn tor rrodects ta et
maximin sales of t:.e rroducts for rmasdmum doLtr rrofits

g

o Arrancs to supnly stores wit "point ol sal:" material, lany

bt ~o  m— — -

meorafac turers sapnly “point of sala™ matarial to be usel In the razwail

stors which includes such tiiings as barmers and sirns, Tlls rmalarial
mates tha store athractive and usually has a ssllings mezsagy on it, Th
Jrocary ‘e"*ka"%ﬁse s contact manufatturers arnt avrman-c for shtoras to
nave the matarial to aelp them perform t- 8 seiline funstior,

10. Jov-dinzte salas meetinrs, & sales meqting is -eld mont.ly w
A ————— - - '~

. e v~

infort store manwyers cf coming promelionsz. Jeasonal rendndars are

-

rrasentsd and tle coming plans are discusaed. Thie meeltine i3 also a

Ta3ans cof creatisz entiusiasm In ‘re manaserss Sor nee rramtions. o

o

store micagers "feel” they are a rfart of tre rromolifnal rrosrun whan
trey are able to voire their orinions ard apra xert infomasd cf Tul e
In adidition to tie afore nentionzd dubties, tie rocary Yerclianiise

-

also must perfora the follewing funetlions:

-~ 8

10

ti

10n- Saoalse 7**)31:1 in the Jupsrs rows, fu'ent Jeparts,” fdvartisirg

o~ ——n

Age, Varc: 1., 1960, r. 28,
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1, irrange for store demcnstratli ons.Ll

?« Advise buyers what to buy in the way ol s2isonal merchand.se,
for examnl2, Christmas candy.
3¢ 2Build good will by mezilias sorialy wita man:facturersas

Le Coordinate grocery pian witn meat and prodice rlanse

. Be aware of competlition In the area oy Jeveiop.n: rerehanilsing
rolicies Lo combat tnem,

T.a organizational structire of the existings srstom and toe duties
of the members have been nresented, Tne orzani:ation will be exnlal wd

ragarding how the system orerates in the [fotlawins situations:
1, The meth:od of 2ccevting or rejacting new iterms.

2, The decision on promotions.

3, Tie preraration of the T2ekly Jales lan,

Procgcury for Landling law (lans

s 3

A new item i5 usually presented by t.e m..u;a::.:rer's re;rosenti=
. . 13 .
tiva to one of two intarviswers,”™™ Information ca'hered in the intere
view is recordsd on the "Talssman nroriztion Form” [Tee x.ihit 2,

The form with sam-les of the new rrodurt is rressnied at tie veaxly

- o

u‘.‘tom ds~msitrations arn cooperative arrane-=nts be'wien hne
surpliers anc ! -1 chain com -« 25, Frad samrles are uzually rressnted
to customers for sales promotics rurpoces,

" -
R,

s

o eexly Zales Flan iz caformailion s2rnt to t'e stores anout
whic  ‘emg will he promotnd ¢ - a specifis wecek.

O cuwrs act as intarviguers re-ardins all nes iltews and ~roe
mouions,  J.eir dcb is to record lnforiaticn lven tiam in tie intwrviaw
by the sa.ssren about tre prodxt or -romotlon.

-
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buyers® meetin, A1l buyers as a group then sand tielr recomnendation
regarding tre acceptance or rejsction of the mew item to the Grucs:y
Marchandiser of e@ach divisicn. Tie Grocery Merchanilser makes the
decision and if the item is acrerted, ne stifulates tre original ordar
regarding quantity,., iis decislon is sent to tre buyer wit:in wiose
classification tiie item belonss. Tha bujyer makes ot t'2 order and the
"New Ttem Form” {lee Ix:ribit 3). Tna form zoss to ke Grocery Merchane
Jiseyr for pricing and initial distpibution tn tne storss, e form

then is returnad to the buyer for reenrding on t:e inven*orv contrul zards,

b

Procedurs for iandling Promoticas™!

The initial contact by the manufactarer's rerr-zientative is made

with one of the two interviewars, I nrormaticen fron t'e inwrvier is

"y A "

racordad on the "liotice of Allowanece” Form {Jee Sx.uldit L . These forvs
arg sent to tie rocery lerchandizer vitn a eceory for the buver woe Dure
chazes tre iten that is to be rromoted., Tie roczry Merchandizsr tran

maes tve dscision to promote or not and actifies t.we bDuvar sti~ulatire

tha quantity ts purchase for tue rromotion,

Frocedure for “reraration of Weeolv Jalss FTlan
R AT & - GBS W W P

L

1

The weesly sales plans are made un hy tre rocary Yercnandisers
Six weexs in advanca of a weexly ~lan, a notise s~e2iflrin: wial to tuy

for the week's rian 13 san® to tie buyers ee Ix.ibit S 4 sazh buyer

. Jyp——

. p*omot;icn on an item presentad by the salesmen could ba in tise
eli

ferm of a2 buying allowance, a mar;t\, dacline, adwartisins %o ta.: nlacs,
or a sracial pack to ba mamufactured,
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notifies tnhes Grocery Merchandiser that e will buy tne 1t

- -
Y

«Q

A8 as stirnlated
on the asvance notize, Tha quantities required for the sales plan are

determinsd by the Groecery Meoshandlisers,

RIS
T.is chaptsr Las described the authority relatiensiios and t..a Jdutuss

of tihe marbers of the grocary marciaydising departent of Tomavy Ye o=

ceduras for t8 ore-ation of rils cent-alived merchandiszin. or buving

departmant with: resard to new ibtams, promotions, and Lhe Weesly ales

rlan fave baen presunted.s Tie inforiation ni2s been presz2nted ian order

vo familiarize thie readar with *he rrasent orcarnization and syoia:

.9
.- oo

Charter 77 will deal wit: the mrovnassd c-gsanjzation aad sysiem.

Tre prorosed arganization, the authority relatzong:lps and Jutics of ¢ ¢

mamoers, and tha rrocadures for the jrenosad decsntraiized merc aniising

denartment wit rercard to new Lhamg, rromosions aw’ Loe T ueriv Jalss

Filan will be presanted.
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BY INTIGRATION OF Tid BUIIIG AND MICHAUIDIFING FUIUTI O

Introduction
Cegntral buying of grocary rroducks has basn in effuct sinca te anrly
days of the comrany whan both the Columbus and Uincinnati stores were
servaced out of the warehouse in.Cinc innati, Jgniral nuying of [recsry
vroducts has worked in the nast rossikly “ve to the followin: reasons:
1, The comrany occupisd tie dorinast rositicn in noih tia

and Cincinmatl marvets,

2., Bot" markets ware similar, in rezard to competins foou ciains wit!

similar merctaniising proliciss,

v

NGy the two markets are dissimilas, Tra comrany no lonsr oeousics
tie dominint nosition in eivhicr market bacause of toe rl of new fo-d
chaln zompatitors inbo Loty g80rra . his creas, Jt LaS Detonr nedssiavy L0

seoryariza the mevchandtising derartazat in order to ad

ma-~kKet concitionse.

"Jg are livinw in days. trat call for the treatast avsreness
of revolutionary chang3s in car infuetry tuat are allseting
@vsn our wost imvortant companigs, Zoday, parsly as one

procagss or product bean evolred oefore it is obsolzte a-d ..
bein re-laced by somebtning rew a-d differartawmeora -83.rabls,” -

DO Pt A ST 5 W M

1‘-"". do Kelly and “Illiam larar, Vawamerial “arkating, Tlumewoud,
'”"'*‘“T’* L

Il3inois: Ricuard T'e lrwin, inc., 1750,

[

v

v



The prorosed organization will provide for decisions on ngir items,
promotions, and grocery merchandisin: rolicies to be macde by psrson
closer to the murret, Markat information will be securzd from sa.esman
and stcre manavers in each georraviic area, Lecsntralization will inrrove

= G S A——— < -~ - -
the company's adjustiment to the market and help combab comretitors,
3
The Tegional Vice Presicdent will ram:in as c¢nief szwcutive over Loih

tre Colimbus and Cincinnaeti divisions (Zes zxnibit

haY

)

+ na Trotary

(

Merclandiser will be stationzd in cac: divrisicn, Thres of tue s:zven
buyers prasently emrloyed will be reruiired to relocate in T-lumbus ia
order to establis': a Columbus buying office, :Iach buyer vill :ave an
assistant to ¢o clerical work includins tyring orders and noshing invene
tory from tabulating denartment to inventory cardse Tns (rocery lsr
chandisars will tave diract autrority ovar tie ™iars in ticir respective
divisions, Merchaniisers will ~ave tne vesroasibility for Controliingl‘
the buyrrs

£ short transitional period may te rnecessary in ordzr trat tre
prasent deraruient may be dlvided, IDuring tre interim nerliod t'e buysrs

will taach eac! otier adout diffsrent lines of produsts, ior exanrls,
t e raper rrolucts buyar will teac! tie healtr and beantyr aid buver ahbuut
maper rrodusts, Conversely tua nteadtl. and bzanty aids buver will leash

the narer rroducts buyer about tealtih and beatty alds, indsr trte rronosed

~

dictate broad guisss to actin- and thinking of the burars, Thsss nolizi
will state specifically row somatiilne will be cdong, wien it will te dena,
arl by wiom,

16Control”m tas reference to tie develorins of noulicics wi.ish
- + 3
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23

system of organization each of tie two incividuals will be responsible
for both catsrories of merchandise lealth and beauty aids and the parer

vroducts for tieir respectiva cdivisions,

Duties of the Puyers

Fach buyer will have full resronsibility for iis elass of itenc,

Fach will be responsible for sales cf niis rroduct to rroduce a grus
17

7]

rrofit™’ in accordance wit: tnre objectives stipulated by tue irovery
Merci:andisears, In connection witn this responsiviliry, t-.e burers will

parform tne functions that follow

2y ‘ricing of rroducts i treir res;ettive nrodtt elascifiscations,
3. ntervigw salesmen for rrometings an® new irems o Llelip ool

uct rclosse
Le Fuszrest casplays and surrly stores wini. relliae infomation to
aid in Ve selliny functions at store level,

Ty "ollow un” store steooxs on rromoted items and sont-cl wirzoouse

irventorye

-

€e Tuzzoct weckly promctions or disrlays in L e Jaies lun meeting

on "3uver Tromotlon” form (<ge Txnibit 7.,

7. Coordinata tests on nuw lla~c,

S SRS - . Y AR 1O TV T W
17 trass profit is the difrerance batwsen he retxdl nrice and b2
» f

cost »f an iter. o exanple, i an a1tem iz purchaced from a manulace
tura= o 20 rgnftc and sola for 2% cents, toe Sross volint woilil he ©

R S 3
JeliR Tel? unit,
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g

8. irrance for store demonstrations of rrolucts in their rrecuct
2. OSugrest srace allccation of nroducts to tie stores, i,e,, the
monber of rows to be allccated £o each Iltom,

17, Tisgcoitinue rreducts,

storese

*
@

I3

17 Hoep currert cn market conditicrs by visisin: thwe comary stores
ané conretitive stores,

1. Ferfcrm tia rcutine buriae Dunctilons and contral sicre invantory.

- -

o« Letermire quantities cf rmercrancise to he purciased Jor nremnoe

tions end vuretase “re merctandise,

15, Coopdinate nromotions on scasonel mersiarSina g

V]
23
1

I determiie e

quastities t.e ctores will seli cf tils ~ercha dls.

Gy

15, Provi‘e for fulfillment ¢ o'liqat eons of surpliars with re-ard

to advertisiry contrzcte,

‘uties of the Trecery lerchancisers
S—— ot . Sr—————

—— - —

P

1, Develor mercrancdising peliciss and inform buvers of the 1olicies,

14

Tidis duty will involve stud:ing the corsumer in the marvat nlacs and Le

mercrancisinyg policles of comretitors, 7Tre rolicies will be directed at
sellirg tie predunts the conswrer wanls end needs end also tle rroducts
ard vrices trat s:ovld aid in develoriny corswurer rrefs.erce for the

comrary's siorecs over conpetitive stores.

Ze letermine stcre laycut,



~
piié

Je Coordinate Monthly Saies Yeeting,
Ls Coordinate Grocery Zales Ilan witn meal and rroure rlans,
¢ Train an sunervics buyars Lo insure eamicat

woth salssrer,

€, Toordiinate the worginss cf the buvers wit! rerarad to Lla roxly

c?f

0w

7¢ Twvelon saleés and gross rrefit cobfactives {0 eparn cliss

iters (Je9 Mod-1l, .wiinit £, Inis is the rost imrertant Sr-tlion in
tiae riew svolens The objectives munt ne sst for escr rroduct classifie

cation et the2 ccobhinatlion of toze ¢bivetivaes must be In secordance

with t.e whole mercrancisinc dercrtmerits cbhiect ves, Grocs Trolit

[5]
-
e
@
-~

“blactives must be sabt high envush in eac ciassiflication to Ins
buyars ~urchace the dest rremotiens in thelr elez-,  ‘bisctives siolld
be atiairabls to foster tle turers Interest in toe Sullillment of these

oblectives, bjectives srould be flexlible and rmit constantly te evilue

a2ted a5 nwrket contitions cranre,

Ygw Tte~n
e

Srocenire ﬁwiamﬂh@;. It

Trng salesman will present a reiw ltem ansn giva cls sellins rrasentae

t:e item would be rlaced, The btuyer will nnkg tre decisicn to accert,
ti.e iter or relect it, In cssc 4f a o siate on b2 Aecicicn tie salosTan
+3111 fave thue rigit teo arrsal 1o tie rocery Yernrarciser, The bturer wil

" N . P4 - e e - LN DR - -~ T
to mae the ceclnion bLicgung 1Ls Job will be concwprel arly



—wy Ty ()
e

IR v
-d —_— .

M-TDT TR RINCTTTT et smeee

LA B S PESEEP DR R Sy - B

Canred Fruits, Ve-etables, ann Juicss

Gross Profit Zblective, 196C ST ISR

3illing Total fetail DL T N

3i1ling Total (est A, 1, T, )
illing Sress Prefit (21,707 CI0 000,00

Frice (i css (o307 12,6000

Ciccounts ( 2,507 Ve

Geoan Tl Chlectiva (10,207 AR SRt

————c o = e BT



of otiier items i the line and the cromctional actlvity connecter with

tne sales of other products in nus lines witn this krowledpe, te ouyer

i
(o)

wiil be guaiified to answer the quesiions™ ™ pertirnent to the scesriance

of a now iteme

rocecdure for randling Prc-otions

Thg szlecman will present tie vreomciion Clrecilic to tre beive
T.e buyer world decide wietrer to zcrert the rromatian or re’s-t it,
For exarmle, if adwerticince is to arrear in tie rewsr-acer on an item, a
cdecision mist be made recardin: wietier or riet to dlisrlav btne iten ‘o
taka advarizre of tre manufarturer®s advsrtising, T e tirer —ust delere
mire wiether tre disrnlay of ve »rodict and faces will re'vrn rore follire
prefit rather tian anot.er itenm claortoved in Lie save 51006

I e tuyver will ba cualifisd ‘o racge toe cdetlslool cuernirt ronge

tione in his 1lins becauisg te will nave L) on el e o vrelocts in o is

line,

Frocedure for “eveloring aecsiv J2'es

Jix wsess prioer to the time a “ales Plar is to o inte effect in Ve

2

store,*” a meetinc of the buyers ans t.e rocery lerc .

lield to davelnn tne veekly Zales flan,  TAc tuyer wounld bring nils rroe

20 . . . . . .
motion foerm™  in durlicate to tle meelins, The men wou.l develon the

- e
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Jgexly Zales ilan, a wellerocunded plun wo il inrluce nromelions frer
eacr line of vroduche, Zach buyer would nicte on thwe form iis cecisicn
or each rroreticn In nis line, Iach will cnly acrgrt or ersicrse tre

t in ris line. Tie buyers? decizion will be assumed to he sound sirce

e

a3

&)

,.,.
<:
7]
]
e
"
s
[}
*

-
@

tiey will be rasronsible for prefits In their res-ec

“ruvers iromotion Form” will sarve as a revord of tre i
curchased for the srecific wsers scles plzn. T is formowonls olso e

a vasis tor sencint sagrestions or irflormstion to tle stcres Lecanre the
buyers will record inlormation from tie salzsman’™s Interview on tue Sorii.
Te, irocary Merchandiser will be iven org copy of tre "'mrrere Yreomotion
sorm™ from ezel buyer to ba used as & baslis for vreraring sctual lalas
Flans trat will re fent bo the stores,

“her a Yuyer lc rresented wit! an exverticnal nromcticn toal reqilres
cuick action, tra buysr would avproact the Troctary Merctoandlcer apd tig
two woula decice on action to be taien, 7T b yer neec no: walt for Ue
veely meeting, T.is situaticn arises orraslionally when 3 szlagiman nas
a »rovmoticn rearfy te "ureak” in tle near “™ture. 1t is then necesscary

R -

te icoreorats the vrometion in ~lans *oal fave “reviously heen mitéy

i,e,, tie Jales tlan is compiled cix waci3 ~ricr to fie time toe nlor

5

fact and tie salesman may -ve & rromotion toat will "bres:”

Falial

0es inle e
ir tiores or four weebz. To rear the btoralits of Lie mamilasturers vroe

ction and te rrazent the rromotion helepre crmpetitors,d auics Zarision

21, -

Zalesmen nresent oromotions to all comrwtiters alse, A comeile
tive advantace can bhe realized bty being "first” with a nrowcticn,

<




and action is necessary,

Reutine Turchasin- irecedure

—r

)

Scuting purcrasir. functions will be rorforred Iv U 0 sam maner
xg vreviousgly deseribed in Tranter IT under muyers "ulisSs cac. huys
will be resvercitlie for the roitins rurs asing: of merc:aniise i
line or class cf items,

Trls goartsr as presentel te rrorcced tersrtralized rercrandocing
Jepartrents orzanivation and systery Ths ehane In o tro marsets and tle
position of the comrany in tie rmarkets serves (v %tie centrallivd derdrte
ment o2s cromyted e rvrovosal, Tie reassimed ot les ange satiority
relations: {us cf'tue members 1.ove been trefented, The bywrs in trae

rroroced systam are given aut.orlty and resrensihility and toelir dutles
I T Ama v t:nr.q n I reed hee b o e e v B T -l e s
iAnt.uTe STme 1 NCTLQnS ericrne’ o0 o roeery APrC .antil3sr N vre

rresent, svstem., Tre cdutles of the iger

N - - Ve M "
rovsry erciand

S In v.e TUaresed

€¥s eve hean vresgnteds The naor resy it ls o conrdinae
tro functiens of L buyers. Tiro rreoceiurey witn re-urn o new Ihirs,
rroscticns, 270 LeQnly Ualos Dlan 1Ay been vacented,

Jhacter TV will coemimra the vrasent centrolized orszialraticn aw

system to tra nrorcsed decserntraiitag orrarizaticn,

N

)
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Srecary Mercrancisers tave autiority over toe murs nntar toe
existinm srstemns Treyv inform tuyers rezarding w.alt to by, rut thielr
autiicrity “Joes not incluce conirol cver v tie LalRrs grend thelr voroe
ing dar. Yanr o tle functions Uatb could be tetter voarfermed v U2
buyers, must be dore by the ‘rocery lerchandiser Letause tie Luyers inek

cf autiority, Yor exannie, if a sucrestod srace alliocations rlan for

o

GroNerV Nerc s clsan

-
¢
T

Jans and jellles 1s to be sanl v hie shore

ix responsible ror coing tie ana’'ysic convected witn makin:s ur tois - lan.

»

The Crocery Ysrchaniisers receive infcrmation about rramcticral cetivity
cr all itevs, put eac:h promotion ¢omus to them seraralelys Trerefere,
it 15 4iffieult for thlem to be aware of wiatr Is "soisrer” in a srerifle
Ling of rrocuct<. it i3 1070, witout axtonsive anilesls, £ nivae

a conpletn icisve of @ line of vroluchs, The Jan ant ally buwer va

)

~

ar- 2713l kaewlsilze T because ha denls cnly wibth tiis llne o

")
.
i
o0
&
e
J‘

and- if familiar wit: %28 movsnents i~ oromotional activity 3in ths lire,

e crem v

>

~
22 X ,
A snacg allocation nlan wonld reeeh Lo be siore manacer oW
mass rovs of eatn product to Alsrlary in = oredututs soction in toe stose,

23 Jreeial anowled;= about 2 ling woild be te conparaiive salas
of each rnroduct to the ollier or 2 rromeulon In gttt on o vrodttutia In T
‘s

Tul .
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Tnag analysis of a c¢lass of items oy vie srocery Merchanviser 1 bl rDone
Sumine, ACrually Lhs UIrOCEry tlartraniiser SQui:8s e ciasciricatlons
o ottalin ancwlisdre thiat wne buyer alreany noss:sses,
Tt L od = [adal et "JJ R Pr) &5 cvyvrave vy YN - N I T D A L.
un.,ﬂ,. t;.)_ .¢C'\” ¢ Siasm wle t ‘)b. Nian Q8 relTiNsnle 0N HT-
frrmin~ suen dutliaes as srara allecation Jono. Tois will -povldy Jor
twg utilizabticn of the buyer's =wazlallzed waguwisi-2
coapany o Tle usz2 of this knowoedre LT pedues L Clve reosuiret Dor

.

nalysis of vrodest lines, The Urocury lgrcrastiser il oor relonza?
from doine detailod analysis vorie A5 tone srs Looutsd verlarn g ar

imrertant Sucticns, such as develorin: necc.ardising relinles, cornull-
- 0 - RN . M 1.8 Tiy~dvmer oy P ¢ A P
cations procedur=s, and davelosing sales and eross rralit oblsctives fo;

rajor classes of iterns.

$EGWy 25C.. S0 thr Q0 lntera

ﬂ.

1 the gxisting syster. in 4 normia

1 seend cne eighler oy day recelvins saleimer,  ne promnt’or

it rresantzd avery fifteen minutes, 1xhy=lour vrorotin clneoud inge
new items, 2re rrssented every wech, Tie Grocery lercrantissr st review

all premotions froir Y9 infomiat.on Torms and detidis wonat astion to ti<e.

» ) v PP I SN -~ [ a- H - A O L

n reality tra ‘rocery Mercuandis.rs mast, by orevievins U inrematlon
e [ . -} Lo S e T - N - PRI ™, MmO Y e T,
Forms, durlicats the i crrsund rovne Tocarview. The remiisline flve

buyers, also, ir effect, dipiizate ¢ *
resad.n;i; treir tory of the nformation oo,
Tor each vrorotion 7wreczented to tie cormany hroa 5alesnan o v

intervicwar, thirty minutes of time Is rejulired In T .1 Tresgil 5¥Sieve



Te interviewer srends fifteen miautes, the buyer ive minuies, and Y.«
rocery llerchandicer ten minutgss Tea mimotes for the arolery @retiane
disers! review of tne form is ccncervative beczase In oodsr fto marc &

d87ision on a promotion, they mst anelrza the ¢lassils

witnin wrich tie wromotlion fa'ls.

rew svstem wonld savs ten minutes per promction, Al muinutas

fis

rIr weer, The buyers will do bLie ‘ntarviewingy of sosspern ais nle 4oe

|J|

Jacisions on yromciions. The bavers for sach rwromoticn will snen? Iifa-
tean minutes interviaring and flve micates L0 mawe e ceslslon. !os
suesticr is raisad, by can e oviie make the dJdenlisior in Slos nloltas
woen Ltotakes tré urocary Mercraontizors Ler’ T TLIs wan Le axolatrit oy

-

tne f2et biat tre birrers nave stenlallired wnowlodoe of tre clirs o f lgns

witnig wihira the promotion fits becanss ey ore contoarmwd only

sir own irecitic slassilicaricn. =y, thavglora, ecarn nnis vooranid
acjrcions beeauey they possess fiw taccoround Knovleldge recsssar o
marins a fecisiion.

Te rew sisten would Invoalte ooy tienty minales ser iroction an

o

comnared to Liirty in the present svstem, a saviias of ten minutes,

n
a normrl ~eck wiere sixty=tour rromotis.s are nrrasented, t. e s-vins

weuld anmount Lo 6L2 minubtes or cver ten mane ours rer weer In ot

0

denarimerni,

Stopg in tre ‘hannels of Jommurnie "foi

Inforantion, sucn as promct.an astivity or advarticing "polngean”

Ttems uncder the rresent system, flows (Tee -“x.ibit @', &5 irdlieitad by
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Firpure 1, f'rom tle salesmen to tae Interviewer, The intevviswer pass

on information o tie buyers and ihe Srocery lerchandiseri, Tie lrocsry
Yerciandiser in turn nasses the information on to stores to ald them ln
s91ling the productse Inlormation commainicated to tie stores might b,

for exannlc, 2 letter stating t'zatbt & rrodurt is being zdvertised on

talevision, [iie ctores would fisn construct a srecial dliaplay of the
vrocuct in order to gzet the bernsfit out of television advertisi-y,

The present system involvas the following wreitten cormunications
to zat informaticon from tie zalesmen throwt the meprsiandising dinarte
rent to the stores:

1, ih2 recomnendation from the bumars to v rocery ene andizsss

s otice to the buyers on decisions on tew items from tie lrocery
Merchandisors.
3. Information on "Nstice of Allowance Agreament” form from thg

interviswer to tre bhuyers and tie Irocery ‘erchandicers,

L. ‘lotic- to the buyers from s wocary Merc.aniligrs concurrning

R

decisions on promctiions rrasented on Tlotice of fllowinze rwement” {orms,

o

Ce Nhctice to buysrs from Jrceary rerc.andisers stipulatian- t-e
quantitiss to buy for weekly sa.cs rian-,

¢, Inormation Zrom jnterviewsr Lo buyasr on new iiens,

7. +eekly sales tlan from e Jrcce:§ Yarcrtandissrs 1o e stove
ranaters.

Tie rombar of the above wriltern communications fer a ty-ical weew

would b2 as follcowss<



w
o

umber
Ruyers recommendation on new itenms
Grocery Mercrandisers decision on new items
Notica of fllowance ajresenunt to Crocery “arclarnd_.ser
Grocery Merchandisers decision on "Promoticns nrasented
on” lotice of ’llowancs 'frreerent Forms
Notice to buyers concernia: Weexly ‘ales Flan
“leexly sales plan to tle stores
lotice to buyers from interviewers on new items

,-...
[

[

5 bt pa b

1>

A total of sixtyenine writton covmunications are involwved in tiw
systen,  The rew systam will reduce tre rnumber of commuaiecations to flve,

Tie new systom, n w!icn tie buwsar Las the aulrerity to derids on
new items cnd vromotions, wonld clirinate 3ll of tie above zomunice
excant tlae ree@kly Sales Plan %o tne stores and wonld aldd <ag ¢2ly o
"The Buyers Fromotional Form" [rom eacn buyer .ed “xh.itlit 7'e IxiLinit 7

illustrates tne form that wvonld be used by mach buyrsr for Yhe rressntation

of tiue best promotions in his lire of rroductss Tie furns would he pree

"
A3

sented at a weekly meetins “eld ta develor tre lecrly ales lar,

Tre new system would reduce “ihe ~annels crrough olcn frnTormation

flows from Sive to three steps {(Tee Tijure 2, xiibit 2 . T.g 1lvslileod

tiirouth whieh informative cotminuvallicon: llow. ror evars le, it 13 almegt
imnossinle for tne intarviawer In Lie preasent srslen to recori evsritron.
toat was saild in the interviaw n g formd e 2xocatdns o Ule Duvars and
tws irozary lerchandis.or.  Jeme andermatlicon clvan the Dnterviewer I Yie

salecmen is omlitted and nevar eaters into tre eommunlration Tlov and

[

t.~erefore never raacies .8 stéruse LN neEW SY3Lem tie hover rece Lves

o .

information directly fvom the salesten and s res-onsible Sor trassmittin:

£1.is informution “o the stnras,



“upplier Felaticrs

Marufacturers!

usually salesmon or
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awn healouarters
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to sell mercharcdise and are siriisr to "rouseetc=lcuse" salesen who may
cgl) in vonr rel-ttoricods The salesmen are e-celisnt surucIt o ‘nfore
mation abont thle rroducts btecause riev are interectes in Trellin” te
tha 2ot re Lo relations : e ralecmen boera s ot s
o eratin anc the maruflasture - Imyortant atvwma noes to o o
g

CUH LN arer

1, a rellable source of surpiy .n case of shoris @5 1s available,

Je JAIEAMEN MAY TESS on yoTd wordeclemsutn pubs oty and Lalp owulls
v e reteilers pood wiil in t is movoer,

3. & rrice edvanlape rmay te recticed as oo oas toa Advants e i3

o4

within tne linitaticns ef t e ¢t nson~rawran fet,

Le Yure rollable promrt delivsry of roods can te cotairet,

L. reclal privilegss ocn retbuns ans e §e e,

fo Tesearca fone by Lo man . rotarers s oracoed or Yot Sead oral-
whieh aldz t-em ir sgllinge,

Te  Mrpested mears of disviay arc ogiven te fond olalin ropesenuiione

!

“Tlma wen s and sells for snctte onoenmilca o or w4 oarraon
for tie necotiaticn of contracts,
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tlw rresent syviem the salesmern are refulred to mike oresentations te the
interviewsr oni ey de nct bave a dlract contact wit: “e btuye~ of
their producice 7They are cdependant on tie anlity ol Lig laterviewsr Lo
comunicate nis sales presentetlon to t'e ceclision rokir tre Iroceny
Yerchiandiser o« l€n a promcticn or new iter. 13 rejected, tie.salesrsn
Are never sun if tie Informatiun rretented in te intsrvicsw was come
murscated correctlys, Tre sslesmen zre crnntantly trsics teo cipeumrent
tie irtervieuers in order tc mawe %ieip vresgrtations teo rre rocery
“erciand sers becazuse of this wncertainty. iue to t.e sreat numrer of
sasesEn roat lave rromoticns to present, t-a lracery Morcrardissrs tave
been doirg some intarviewing, lore and more calesmen want to mile trelir
presentstions -:iir‘ﬂ‘:tly to tie wicery TeriirndliIore.  one cannct hlarg
t'e satesmen Tecause waen thev contash oo irocery Ugrotar flsey festengd
ooy intaryiewer, theyr cive t oo Toal0 rresentation” too 4o Toee -

veale e T e cﬂ‘,“'.

"alesmen woo rresent their rroneotions to the rocery Terchavilsers

rmust aiso vresernt tha nromctions to Lie nterviewer, lewey 70 Urouss
te nomm. chanelse 7Tris Irritatst boe calesiwn ad 1t is doilitating:

trair effort, The question may te esxed, wiy ausl tie galesman rae b it

“sales presontation” arain to tie irnterviesa:r clter ~rocenting Lo 0w

meeary Verchantiser, The reacenling pdenird this is, 37 tro moonoticns

ware nct civen to te interviewer, & weuld wenbt ol zalestsn o sse tie

-

:gs
@
3
g
Y
i
IX)

Jeels he is net rerformirg: an irrortant farction and tis morale is orilen

andiser, Tre Anterviewer, il e firnds te s Leliry hueresoan



lowered. The inlerviewer could also aveid ris duties by telling: salese
rmen to see t=e Irocetry MNerchan'issrse

In the present syster, buyers are not in direct conuisct witi all
salesmer. Trey receive infeor-alilon ahau€ trle v nrglucts from furng nro=
videc by the interviQWFrs. zenauce o0 tre AiLfIcvlty in racordlnge ol
tie rertirent informatien on t' e foims, Lis inlcrmaticn is often neore

plete and ray he cdeveid of suc'. tilin~s &3

y
o

ifdgas to Yelr in tie selling Sunction,

+o

compretitor’s rromotions ard

etar Lruc-er, in ewrlainine Ug simitoms of solorcanizaticn, stazes
that:

“"oodin: throuch ehannels rater han dirfectiy o e ran

wio hag information or ideas naeded or w .0 s’ ould LA

informed cn waat is jgoins on, is uniealiry fer én orranie

zation; it is npt Just a symitom of melor-anization, it

is t e caure,”*

In tre new syctem, bujyers Interview sgalesmen fop boolr line of
nrecdvets and meke the decisions on t e rressniarions, Troe salesman wil

te dealin~ directly with the decision aaker aad will not rave to Aurl]
cate any interview, Ite uncertsinty re-arsin:- couvoncation ¢f Se'r
“sales rresentation” is elimirated because ey are not fcperignt on e
Zrterviever to traremit sare. e dlract flow ol nfarmacicn, Tron ot
scietrern b rovt tie buyers to tle stores, reduces te liceliccoon o
Irforretlicon and lleas being onittes, Tre hirers will receire diraetiy
all btas infommation the salesren rave o rrasent, T camarssliir Tocotoe
S p—
~p
LIRS - " N N Lo SIEE R . [ T R . ) .
tetcr SIS, Tre Frastlice of Yeapnoeoent, ey Yor-: lavoer and
A SRR AR

[ otrers Tk 19¢)
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Grecery Merclandiser to intervisw salesmen will be e

rore men will be intervieving inntszd of two interviers:ss in Ltho rre-ont

S\ rRe LOrES

t e

,_.
o
<
4
-4
o
bore

~& tuyers in the present systen, are nct retuLlres
stores., A buyer stould visit tie stores and be awsrs of stere protlems

and oreratiors rue to changing markst concitions. Ths burvrrs lecatsd In

Cincinnati rreovatly will

Vvisit scre stores Lo tre fooinsotloarsas but

very rarely visit the Tclumous steres, Gt caerc 1o Povoat in oorder
to rerform tre owain- function elficlerntly, comrlite Wrwliscice nl tog
sellin: functicw Is necessary, uwrr orerations ag recelvine, steol-ing,

rrice markin-, sterincg, cdisrlajzin-e, ant actiors of cemrevivors, s ould o

¢ R R - N . o YA e P ~f . - P s
nctm and consicaved we@nr conterviating rurcrazes of morciangise,
- . -
" . roved and bLethter oreratinge: results
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This same kind of situation arises wien werchaniiss does net sellse The
burer blames the store manaper and the store manazsr tlames the buver.
*In deavart-ent shbore organizations the huyer is resnonsibdle tor

: o
both the personal and impersonal seiling of his merctandise.” =’ The

g
buyer is resronsible for the rlanning of deparitmental rromotions, e
is responsible for the arrangenent cor his denartmant and he supervises
the interior aisplay of the merchandise.’”

Traditicnatly the buying and setling function ras been dirvided ia
tne food chain inductry for the following reasons:

1, Buyvers have ability to nurchase but zve sefinieny in sallling
acilitr and exyerience.

¢y The biyer cannot be in tue relsvant departicnt of all stores
sindtanenasly and Is absent from une departicnh oo maeh Lo dn an adge
quatz job in supervising the sal: of mercnandiss,

le tne volume of business is too sreab to permit tae buver to give

adzquate atrentlon Yo suvervisiom of seliing agtiviiies o

Le Greztar enphasis can be 11azed on seiling if buyiar zad s

3

2 1iy

are senaretad,

In trhe new system, the buyers would be raspoasidiec or visitin

stores ot laast onsa & week, They wonla be responsioie Ior visiting both

copatitors’ stores and the comnany's own stores. This will ksacp Lham in

24 . > . Loy o .
€/Fped ', Jomes. Terail M:mshsadising, (:omewood, IXlinois: Pichard

E'. I!‘Wia, Tﬂe" 175?}, jary 7'

Cyz4,

Pis dgvartneriis



contact with the markets and develop an awarernesc of the se;;ing functions
performed in the stores, This wiil also prévide them with a chancs to
talk to the store managers, thus providin;z for an exchange «f ideas

about the rroducts 50lds, A knowledre of the selling functlon andé mors
intelligent rurehasing should resul® {from such actinn, The buyers will
be.responsible for aclion to balanc2 store stocke on rnromoted itsas,

i¢84) if there is an excess of stocks on a buyer's item in the stcores,

the buyer will be rsspronsibla for taking aclion to eliminate th:is exgess
inventony.condition. Since the buyer wirl be responsgible for “telping”
the 8tores in the selling function, a betler retationghip between the

nerehandising department and the stores should develor,

“ersonnel Morale

In tne nresent gystem the buvers funetion as order clerws. ey
meke decisions onir with regard to rowtina purchases., Thelr exnerience
and knoviedze about their specific product line is not ubilivsd., Machires

are now avaiiavle that can perfora the reordering function, Thess machines

o

ro designed to make out nurcrass orsers whein UW.e 5tock on certeia itens
' 31
reaches a pradstermined minioram. e reduction to notiiag but order
clerks anf ccastantly beins byenasced on decisions on new items and
prowotions on produtts in their line, iaaves much to be desired wite.

ragarc to tre buvers' morala, They have upeciasized knmwledye in tlelr

1'ne wrich qualifies them for making trese detisions. They ara avare

"

Aatonatie Crdering and Billing™ Crain Store Ase, (Noverber, 1957
Ps 1’370
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of this and realize thoié status is inferior, Tney rcalize trney are
not recognized as assets of the comfany even though they have experisnce
and knowledgee in view of the above reasons the vossibility of the
buyers doing just enough to "set by” is very preximate. Une rpossibility
of thew belng enthusiastic and innevative is renmote,

In the new systen, the buyers will he delegated resvonsibility
ant aat'ority to make decisions conzerning their proawt line, 3y
¥eceiviag this authbrity their slatus wiil bé iﬁ?f;?ﬂi and their knowls
edre and experiernca utilizeds The buyers will be mor- likely to be
interested in their jobs because Lop manapetent will have shown confi-
dence in them andbhave recognized their avilitiss,

Tn the present system the “rocery femchandisers are naking all
Azcisions with regard to new items, promotions, and the salec plans,

They are in reality performing the functions rhet would be more easiiy

2 .
and efficiently performed by the buyers‘j’ Thiese functions must ba

perfurmei‘ander the'present system Ly Irocery Yersiiandisers bseause the
authority to have them done by tnrne buyers is nut invesied in theme Fare
forming thess fuactions involves sxtensive analvsis of product lines,
This deleats tre purpose of having "speciailised product ling™ Luvers,

1,0., the purpose of sresiaiized buylng 1s to cdivide the wreps load

?""wtiOns that could better ve rerformedi by the burers inclula
space allocation, pricing, coordination of coorerative anvertising cone
tracts, balancing of inventory, deciding wnicih i%ens snou:ld be handled
and vromotes, and eoamunisatine s91lling infomation te the stores, Id=
c2use each buyer only deals with Iiis produet 1line, his s—eciall zaﬂ Yn:wle
edpe ol that line sives him the back round for rverforming these functic:s,



because tﬁe number c¢f decisions necessary for all g)x‘Od‘JéﬁS is teo creat
for one person to handie. Specialized yrroduct line buyers e¢an make more
effective cdecisions Because thav are only concsrned with cerLlain itema
and are constantly gaining knowledge and experience in their specifl.e
product line.

The performance of "buyins functions" consumes much ol the Grocery
Merenandisers' time, Fach Groc.ery Merchanciser speads the following

amount o time in performing "buying functions® such week:
. Hours

<

o

Makinpg decisions on new itews and promotions
Analysis for space alloeatica
Prieinge anaiysis
MaXing up Weekly Salss Plan
Putting soonerative advertising in plans
Cheeking store inventory or vromoted itaems

Total time spent performing: buying function

"4 E™ A s
-0

This amounts to a total of eirhteen hours per waek In winich the
Grceery Merchandiser is performane fMunctions tnat <cold be parforme:? by
the Duyers. Tne buyers conld rertorm these fﬁ:x: rious, heause tiaeir
presant duties do not require their full forty«hoir week, They have trs
tine available to perfore a“ditional furetiona,

n the proposed new system these functions would be deleguted to <hs
buvers, thus freeing the ‘rocary Merchandisers’ tire now ¢insumei in pere
formins these functions, The Grorvery Mershansisers' "work 1nad” will ne
reduced giving them additional time to perform other fumctions more
etffielently 3uch as: develoring sales nlans and traiaing personnel,

Ta3eisions concerning the oviying functions should improve tecouse the

men with specialized knowledge, the buyers will be makins tha decisions.



This chapter has dealt up to now with the disadvantapes of the presant
system and the advantageés of the suggesind nsw systens The present systen
is not without benefits to the comuany, The ceatralized grocery buying
_ operation has definite advantagesAin‘performing functions neceséary to

supply the stores with the proper merchandiias The benefits from this

centralized buyiny operation will also apply in the new systame

Additional Considerations

The benefits of the central grocery ooerztion whish will be retained
in the new system are as follows:

1, TUtilization of IBM eauipment., IBM tabulating egjuipment located
in Ciacinnati does the reeord kesning fof toth divisionse This equipment
is rented &t a fixed rate rer month. T'.3 rernt on these maenings i1s the
sane rogardless of how ruch they are used, The maclin-s have excess
capacity, ie8., they can do the recori kearins for mo-¢ thin eichty=Cive
stores; the more they are used, the grecter the benefits *hat can be
derived from their use, As it is in the nresent system anid as wou:rd bte
in the prcposed new systemn this equirme:nt coulil eontime to perform the
dual function of record keeping for both divisions, 7he usz of thece
machines will continue %o rerform tne record=imering function at the
lowest cost poszsitla,

2. Comparisons between the two Zivicions, Zaeh buver has tne rasorls
of nroduct sales for hoth divisions in tne =sane file in the central buye
ings organization of the present sysbtern, Tiis provides a staniard whicn

can be used for possible control. For exampls, if an item is seilang
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well in Cineinnati and not well in Tolumbus, an investigation woulid take
place to discover the reason for this situation, The investigation would
most probably result in some kind of corrective actiorn,

Facords for both éivisions will coatinus to be supnlisd from the
tabulating department in Cincinnati, and compzrisons tatwsan the two
divisions can eontimue to be obtalnzd very sasily.

3o Uniformity of records and reporises 'n the present cantral buying
operation the eans forms are used for all reccrds and reporis. This pro=
vijes for simple comparisen and analysis between thevtwo civisions, In
the new system, the onresent formis and repzris will be retained 1a eacn
division an? comparisons will still be able to be made easily,

Le upecialization, Urder the presant system, the grocery merchine
dising derartmant specializatl-n .each buyer being only cowearned with on:

s benaficial beczise the buvers grow in knowlsdge and

Vo

ciass of itens’
exporience about their svecitfic rroluctse 1o tho new crsiem sperialiva-
tion and the benefits of specialization wilil ve retained, in the new

Systam tha tiiverg will have the resncusibility for cne exr-anded class of

vy

items, such as one buyer being concerned with the parchase of health aa!l

beauty alids and paper productse
S, wuantity buylrnge Ir rhe rresent central buying eperation, large

33

guantity rurchases are possible, 7t ie porzible far tne CTclumbus and

31ty bayinz larger quantities of meretanl:ise fron a mamufacturer a
lower prics per unit can be sscureds For evample, if a chain burs Je200
cases of merchandise, the prize could be 22 a case, £ 530-1,Cou cases
ara brought the price per case could be ¥1,%) a case



Cinsinnati divisions to share a large purchase resulting in lowerad cost
of the merchandisss Now both divisions have grown in size enabling tham
to gain the benefits of quantity purcrase separately, Therefore, in the
new system, lower prices from guantity purchases will bte attainabie in
both Columbus and Cincinnati,

€. Pogsible Problems, 1In the rresent cantral buying creration, the
employment of "top grade™ personnel in buyers' jobs 1s not very importani,
because buyers only perform routine baying “urnctions, In the prorosed
decentralizesd operation, it is very important to have resp-ngible and
claver men in buyers® positions because they wiil be giian tae authority
to make strafegic decisions,

In the yresent organization the tra‘ning reriud for buyers is rela=-
tively shorts. in the proposed organizaller, trainiag ior prover performe
ance of responsibiliities requires much .ore time because ¢ the experience
nacessarye Therefore, in conneclion with the oroposey nrganization some
ar:a:icénzat wenld have to be midea te prvide for tre trainine of buyers
to replace thas men in thess positiorn:.

In the rresart orgmization the buyers have been located in ~“ine
cinnati for many years, The proposed system would nzcassizate couviicing
tirea buyars to relocats to Columbue, 726 imprsvement in status and
respo~9:bility should "go a leng way” in comvimeing the btuyers to uprost
thheir families and move to Columbus,

n tie present system the Grocery lercnanctisers, by making all ocecle
sions, control trne promotions and pricas to conform with the overall

mexrchandising poilicies and doilar objectives cf ine mercnamising



department. The objectives shculd be estoblished In order to proviis

goals for the buyers but glsc overall derartmental goalse
Swasary

The ecmparison of the two systems shows that the advartages of ths
present system will be retaired in the new system and the fo_lcwing
additicnal tenefits will be gainec: .

1. buyers knowledge and experiences vill te used,

~
<

e Ten mIerours wil; be savel ir & norral werk's buying operaideon,
aillowing tne time to be utilized in planning on the rart of trc Crocery
¥ercrandisste

3, Clericel work in typing and fidling commurications will bLe reducad
by the elimination of two steps in the charnel of commutications and tnm
reduction in the numrer of forrms requires prasently.

L, Inforratzon will flow witn mere speed and accuracy.,

Ss Supplier relztions will be imprcved,

6, 4 better relationship betweern the de-artrient and the stores will
fevelop.

7» Durers morale will be imrroved,
s Tre Grocery Merchandisors' work load will ke liphterners.
9., Pelter decisions will result and thece cacisions will requlire

less time per decision,.



CHAPTER V

SUMMARY , CONCUUIION, AWD Re COMMEINTE TTONG

Summary and Conclusions

The presert buying anfd merchandising depariment cf Company I ls
centralized, i.e.,, bDuing of grecery items i1g nerformee In Cilreianati for
both the Cincianati and Columbugs mark:ts, Fegause the e marksts rawe
becema dissimilar, it ha3 bacore necsssary to Jecentialize, The propoced
decentralized buying orgadsation, l.e., the establishment of two buying
and mervhandising departments, one in Columbus and cre in Tl-cirraid,
previde for the following:

1, The saving o¥ time L, relieasing the Mrocery Merchandisers fram
making decisicns ¢n new items and prometions acs? selagatirg tais zatnority
‘¢ the buyers, The time saved c¢3rn bhe utiiized by allowing the “recery
Marcrancisers to develop and implement merchancising relicies,

2e The mumber of steps in Wwe channels of cormaricaticns receszary
frar the manutacturers through the retall food c¢hain merenandising
Aerarenent to tne consumer will ve reduced from fiva zters to taree .
wo steps will be eiimirzted in tie rrocess,

3, Duvers® e periencea and knowledgs vill te utilized insvead of
being negiected by trne organization, tecause zuthority will te piven them
tc make decisicns on new items and promctions,

Le Tuppiier relations will be inprcved bacause caicsmen wil) make
thelr presentastions directly to tie buyers who will have the autnority

to make yurcnasing decisions instead ¢ presentin: them to an intermeciacy
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