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Value. The added pressure within the Retail industry is factoring in the needs of thevkitae
driving enterprise initiatives Stores requiréechnologyin order torun as efficient and effective as
possible. Tistechnologyneed diffesfrom other sites and yet, still neado be part of the
enterprise vision. For success, it takes I Tmdgtments working in a concerted efforto rally behind
business objectives to increase succeghaistore!
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Introduction

This white paper is designed to help IT departments working in the Retail industry to
understand how to be &tore focuseddand still centrally manage the enterprise. This
requires much more than just understanding technology, IT methodologies and
processes. It extends into understanding the retail business.

All organizations require structure, process, people, standards and tools. This
includes public or private entities, small, medium or large companies and even IT
departments. As these entities build their structure, processes and culture it will
determine how successful they will be at delivering products and/or services to their
constituents, stores or customers.

Within the retail industry, an IT department requires critical processes that must be

in place to ensure the needs of the store is understood and addressed as necessary.
The definition of &édnecessary6 equates to
needs to be part of the decision making process--embedded into the fabric of IT.

Retail is all about selling to the consumer! AsloganforIT: Be t he st or eo!
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How IT Can Get Off Track

Routines that Mature into Ruts

Rarely does an organization just jump off track
immediately. It usually occurs over time and

0 .could be the result of many years of doing the
same thing over and over. All great ideas, routines and processes
have a lifecycle:

A Great idea that gets surrounded by routines and processes.

A Routinesd or processes provide th
delivers predictable outcomes

A As time goes on, these Oroutinesd?d
mature in order to maximize efficiency and effectiveness

A At the maturity point, they become standard and possibly
mundane where people stop thinking and simply act

A Next, people often forget the purpose of the routine and are
just performing tasks... They lose sight of the customer... The user...
The objectives...

The 6HOWHh eaddHATSO

The next pitfall occurs when IT is looking to make improvements or

introduce change. The tendency is to focus immediately on the

O WHATGOG: The tools, the technology,
center and a myriad of other things when focus should be first on the

OHOWO6 we need to deci de [Bovdsingorotheneeds
OWHATG®6 can cause short sighted deci gi

The O6HOWO6 should include the process
as the process to study the market and understand what opportunities

exist. Because engaging the right people, collaboration, looking at

alternatives all takes time, this may be viewed as laborious and not

worth the time. When t hatyduwalsd havwe a terelentyiton g

negate ideas before hearingthem. Focusi ng on OHOWO6 wi
eliminate the perception of I T just

IT also has a tendency to lock down on a few vendors. Fewer
vendors are easier to manage and it also takes less time. However,

I By limiting your exposure to existing vendors, you may lose sight of
opportunities with specialty vendors that have targeted your particular
industry and, possibly, can greatly improve the productivity and
experience for the stores. Avoid the extremes by opening up the door
to any and all vendors and products. However, know the challenges
of your stores and seek out opportunities to improve productivity,
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Regardless of
what o6Ceh
called or referred
to or thought of, it
is the place where
the money
doesgebt
made, where the
productsd o n 6
getsoldand i
the location where
the customers
d o ngbto buy
products!
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increase identical sales, increase profit, increase basket size,
increase market share, lower costs, lower shrink, etc.

Corporate is Central Focus
Anpther pltfall occurs when Corporate Headquarters becomes the

nt r adf the ofganizatian. When you work at headquarters,

i t 6s n bavethaslviewt becauseitd s wher e

CEO sits and most of the officers of the company. @ @
Il t 0 s al citwal furctdns such as

Merchandising, Marketing, Finance, IT and

others are generally located. whdredrsany
decisionsarema d e . | t aveeret h e @ @
many vendors meet deci on k e

place where contracts are signed and

agreements are made for the benefit of the

entire company. And i tds gener al
where the most people work.

| t 6 s mahyeompanies process payroll, invoices, taxes and

payment s. Il t 6s t h endpviitareperts,sthdyr e y o u

trends, analyze your competition, have meetings, join conference
calls, build and deliver PowerPoint presentations. | t 6 s wher e
primary communication for the organization is generated. It dhe
place where you can reduce costs and save money for the entire

company. |l tds the place that eAndbl es t

even though all that occurs at Corporate, i t 6 0t thd platelwhere
dollars flow into the register!

How do you know you have a problem?
The best place to start is at the store. (And not just one store, many

stores). While at the store look for signsthatcant el | you t her e

problemr egar di ng 6&uwhas:re f ocuso

1 Negative comments from store personnelr egar di ng o0Cor

or O C aattanng dbdut the store

1 Complaints that central merchandising is building formats that
d o n 6 t-and/the sktore manager is anxious to show you why
because you are o6Corporateb6, even

1 The store is not following plan-o-grams and making their own
adjustments because they feel they know their customers

1 When you see out-of-stocks on the shelves

1 The back room inventory is excessive based on turn over

1 When you see posted sale prices different from register price

1 When things happen at the store not known by &orporated
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When the
cabling at the
store looks like
this you may
want to exercise
more discipline
in your
planning,
standards &
focus required
to support a
store!

What percent of
your capital
spend goes to
the stores, the
supply chain,
the corporate
office and the
data center?

Z

This is relevant to IT as decisions are made based on information.
With many of these issues, the business does not have the right
granularity of information to make informed decisions.

Specific to IT, here are things to watch for during your store visit:
1 Broken equipment that IT isnd aware of- the stores devise
workarounds to problems because fit wond get fixed anywayo
1 Outdated technology in the store / Store is not PCI compliant
1 Wiring is a total mess
i Store complains about equipment failures not resolved timely
1 St ores dono0t eséalatewthimldw t o

91 Stores route IT problems up through store operations or directly

to subject matter experts or vendors rather than IT service desk

Within IT, here are things that determine the level of store focus:

T Organi zational chart | acks a

1 Management doesnd know which stores are having the most
problems and why or what& being done to get those stores off the list

1 Management team tends to work more with their functional
group than interacting and

1 Technology groups work in silos and tend to work
independently of eachotherrnot wuni fi ed around

1 Isolation of the field support staff because they complain how
the rest of the organization is not being responsive to the stores

1 When meeting with staff and no part of the discussion is on
what can be done to improve services for the stores

1 The staff attempts to prevent escalations or filters issues
regarding the stores to avoid confrontations with management

1 Reports lack detail on specific issues at individual stores

1 Failure rates on software deployments are high and when
asked about it, the response isfi t 6 omPaked to normal userso

9 Store equipment is overly complex for use by store personnel

1 Buy decisions for the stores are made based on general
6enterprised
business priorities or reviewing with retail management

1 Buy decisions are exclusively @ost-baseddvs &alue-basedd
always going with the lowest bid

1 Central applications take priority in capital planning

Il tds not easy managi ng c anmininga |
existing services with introducing new initiatives for stores and the
enterprise. There is no magic as you will have limited resources and
must prioritize in order to make it work. You must know the business
value for each initiative, as well as the business objectives.
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The use of the

term
should be well
understood by
support
the visible surface
point where the
highest degree of

Orumbl i ng

Oep

To apply these observations to a specific example, how does your
staff react when a single lane (Point of Sale-POS) is down? Where
dotheypl ace t he ihehpsiypeofotutage?d w

Where is the greatest pain point when a cashier is ringing up a
customer and their POS system freezes up? The @picenterq is right
there at the store, in the lane, by the customer and the cashier. Not at
the data center, not at the headquarters and not at a division office!

When this type of outage occurs, is your staff more worried about the
c e Pheng ¢aljthey may get from management or are they more focused

on the trueh@episc dmtppred®i ng i n t
revenue that may be lost?
aff

When that IDCt)SOs;S/‘stem does freeze up, is the only way you know
about it is when the store tells you? When it does get called in, is it
ignored 6 u n | aecertrid percent of the lanes are unavailable? Or
ignored until it occurs in so many other stores? Is it quickly
discounted as a cashier error or electrical problem?

The company may not have the resources to put in all the technology
required to proactively monitor all POS systems, however, the key
here is attitude-not technology. The observation to be made is the
sense of urgency demonstrated when you first hear about issues at
the store. Is more focus on rationalizing why everything is actually ok
because only d.élane is down, or only d6store is having problems, or

t hatonlythe®bsl sctdurrence. We arenot
how we react and respond that is under question.
The IT departmentc andt provide 100% avai

services. Nor does IT control the culture of the entire company.
However, IT is in a position to improve the working life of many
associates. You are empowered to uplift, strengthen and enable
store associates to be more productive. It just takes passion and a
strong desire to be part of a team, driven to make the store
successful!

Benefits of a Store Focused Organization

A store focused organization is when all of the corporate departments
prioritize the store needs in words and deeds. The benefits include
positive results in the financials and improvement in market share.
When the stores feel they have the enterprise truly behind them, they
will draw from that support and you will observe a healthy store
environment. You will see store personnel seeking out opportunities
to help each other and customers. You will see customers
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Culture is how
wor k Or ea
done and how
deci sion
get made. Not
necessarily how
documentation
states work gets
done or how
leadership wants
it done!

Q
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When referring to
cul tur e,
how things get
done when
managemen
looking.

I t &tere wallthave IT management demonstrating their commitment to the

t

acknowledge the excellent service. You will see stocked shelves.
You will see staff smiling.

When it comes to the IT department, the greatest benefits you will see
are what can occur at a staff leveld beyond your management team.
Her ebds aosélenefitof t h

1 Staff working together, in concert with each other, regardless of
organizational structure.

1 Staff working with the right level of urgency.

1 Staff knowing which stores are having the most issues and
they are doing what is necessary to address those issues.

1 Staff contributes to the prioritization of capital and ensures
stores needs are addressed appropriately.

1 Staff talking about the stores.

1 Staff being creative and consistently working to make
improvements in services required by the store.

1 Business people looking to IT to make technology decisions

1 And the greatest benefit, the store AND business management
know that the IT department is a critical part to the success of the
store and they 6 k n that the IT 6 s t veoifks with the right sense of
urgency, they are innovative, they are flexible and they deliver the
right level of service!

How IT Can Stay On Track!

Culture

| | Y¥ougetcs!|l ture needs to focus

each individual on your staff and the respect, support and
0 enecurademniedt they need to receive. The importance of

each individual store and the attention it deserves. The
importance of each cashier and the urgency they require.
The critical work going on in each department and the
value that adds to the store and to the customer
experience. The essential contributions of the supply chain
and each procedure related to pricing and merchandising!

This is where IT management needs to set the tone and be consistent
in their approach and lead by example. A culture focused on the

store each and every day!

iBeyond example, management s6 contribution to
making decisions on what d@&ts O6pr omg
management promotes (or demotes) an individual, the staff knows the N~
contributions of that individual and if they perceive that the action by o
I
o
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Culture can
change, slowly,
incrementally,
with influence

and effort!

Communication
is about
understanding
each other.

When people
raise the white
flag because

they donb t
understand what
you are talking
about-you failed!

management w a s ihasad on merit, mediocrity will eventually enter
into your culture.

When management recognizes a job
knows who was responsible for making things happen and the quality,
urgency and teamwork that occurred behind the scenes. If the staff
vewdoesno6t align with management 0
will ensue.

Mediocrity is the last thing you want buried in the culture of a retail
supportteam! | t 6 s al |l about awhchirequites e
trust, treating people with respect and doing anything necessary to
enable the stores for optimum success!

The culture should provide an environment where staff can contribute,
be creative, work hard and go home to a personal life. An

environment where people feel they are able to do the right thing.
Where people feel they can be honest and express opinions without
retaliation or negative reciprocation. Thi s may sound |
it can be accomplisheddo i t 6s al |l about focusi
author, Zig Ziglar has a great
you want if you will just help enough other people get what they want! 0

Terminology

The opportunity with terminology is utilizing its power in
communication. It may sound trivial but language is powerful and can
strengthen your relationship with the store. How and what you
communicate will be a reflection on your passion and dedication to the
success of the store. This is done asyou 6 ¢ u s te@ rité€Frmséto fit
your environment and eliminate the complex and confusing acronyms
and terms so often used by IT staff.

On the flip side, when you donot
it can drive a wedge between you and the very person with whom you
are trying to communicate. It can make you appear condescending,
demeaning, and impersonal and may leave an impression that you
know technology but not retail!

Vendors created most of the terms we use in IT. Those terms create
a communication barrier between IT and the business. There were
times (still exists in some departments) when IT staff thought this was
a good thing to have complex terms so no one could understand what
is being talked about-thinking that was the way to keep the business
out of IT and somehow elevate the department or an individual®
importance.
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