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Executive Summary

	Purpose
	The project goal is to make recommendations to help the management of Kroger Seminary Square store to improve its customer and employee satisfaction. Our analysis is based on about 18 interviews with Kroger employees and 56 surveys with customers.

	Context
	Kroger Seminary Square is a food and pharmacy retail store owned and operated by the Kroger Company. It is located in Bloomington, Indiana and employs about 150 people. Issues mentioned by management include employee turnover, understaffing, and knowledge of employee needs.

	Major 
Findings
	Interview Findings

· All new employees receive training, but it is variable, informal, mostly on the job, and often insufficient.

· Working conditions, safety, job security and benefits are good, but the pay is low, employees must pay union dues, the store is understaffed, and employees need respect, encouragement and recognition from other employees.

· The major employee performance problem is absenteeism.

· Management-employee communication is good, although some employees feel they want more understanding for being absent.

Survey Findings

· Customers like the quality of food and non-food items and feel that employees are courteous and polite.

· Customers cannot quickly find someone to assist them. 

· Lines are sometimes not short during peak hours. 

Documentation and Observation Findings

· Wall postings and the employee handbook do not value employees as much as customers, but the Kroger mission statement does.



	Major Recommendations
	Employees

· Improve the new employee orientation.

· Create a systematic training program.

· Value all employees and meet employee needs.

Customers

· Continue to be attentive to customer service problems.

· Use customer data to improve the variety of merchandise.

Data

· Collect and use data on employees and customers.

· Hire outside consultants for in-depth studies.

Equipment

· Update some of the old equipment.

· Provide security with the time, tools and access they need.
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Introduction

	Client
	Our client is the management of Kroger Seminary Square:

· Ms. Joyce Troyer, manager

· Ms. Heather Allen, assistant manager

· Mr. Chris Taylor, assistant manager

The letter of agreement to formalize the project is included in Appendix A.

	Project Team
	The Needs Analysis Team includes:

· Greg Vogl

· Liu Yang



	Project Aim
	The purpose of this Needs Analysis report is to identify needs, make conclusions, and provide information and recommendations to help the managers of Kroger Seminary Square to:

· Improve customer and employee satisfaction.

· Identify common problems and complaints.

· Collect similar data in the future.



	Project Dates
	The project began on October 22, 1999 and the final draft of this report was completed on November 29, 1999.


Organizational Background

	The Kroger Company
	The Kroger Company is the largest retail food company in the United States as measured by total annual sales. It was founded in 1883 by Barney Kroger in Cincinnati, Ohio, where the headquarters remain today. Its mission is to be a leader in the distribution and merchandising of food, pharmacy, health and personal care items, seasonal merchandise, and related products and services. It operates over 3,000 stores and employs over 200,000 people.

	Kroger Seminary Square
	The J91 Kroger store is located at Seminary Square on Second Street in downtown Bloomington, Indiana. It is less than a mile from the campus of Indiana University Bloomington.

There are two other Kroger stores in Bloomington which the Needs Analysis team did not study: the Jackson Creek Kroger on the east side of town, and the Highland Village Kroger on the west side.

The store has the following departments: 

Main Department
Sub-Departments
Meat


Seafood

Produce

Pharmacy

Deli


Cosmetics

Grocery

Video

Non-Foods

Flowers

Front-End

Security




Nutrition



	The Employees
	The store employs about 150 people. 122 new employees were hired this year, and 55 of those are still working at the store. Therefore the turnover rate is 122/150 = 81% and the retention rate is 55/122 = 45%.

The largest department by number of employees is Front-End, which has 55 employees: 28 cashiers, 17 utility clerks, 9 customer service representatives, and 1 file clerk.

	The Customers
	The store serves approximately 22,500 customers per week, which is more than the other two Kroger stores in town, even though this store is the smallest. Also, this store has more low-income customers than the Jackson Creek Kroger, where total sales are higher.


Methodology

	Introduction
	Our methodology included:

· Conducting interviews with management to identify potential trends,

· Verifying these trends with:

· Employee interviews

· Customer surveys

· Informal observation and document analysis



	Manager and Employee Interviews
	The Needs Analysis team conducted about 18 interviews with three managers and 12 employees in the following departments: front end (3 cashiers, a cashier supervisor, a U-Scan trainer, and a utility clerk), meat, deli, seafood, video, security, and a union representative.

The Needs Analysis team created two different lists of questions for manager and employees. (See Appendix B).



	Customer Surveys
	The Needs Analysis team conducted 56 surveys with a diverse population of Bloomington residents, including students and non-students and long and short term residents, and people in various occupations. Respondents were distributed by:

· Age

· Gender

· Occupation 

· Years of residence in Bloomington

· Number of monthly visits to Kroger Seminary Square

The survey utilized both open-ended and closed preference scales.  Questions are divided into 6 major categories: 

· Service

· Quality

· Variety

· Price

· Organization

· General

The surveys were given in both paper and on-line formats. 

The paper surveys were given to customers in the front of the store. Customers were reluctant to complete surveys after completing their purchases, so a higher return rate was achieved by giving the surveys to customers at the back of the checkout lines during busy times. 14 paper surveys were completed.

The on-line survey was created using HTML and JavaScript. An advertisement was posted to the mailing lists ist_students and ist_advertise and the Usenet newsgroup iu.classified. Survey submissions were stored using a Perl/CGI script. A separate script processed the 42 non-blank submissions and dynamically displayed results in HTML format. The Needs Analysis team entered paper survey data into a similar form. Paper and on-line results were combined because no major differences were apparent.

Appendix D contains these survey instruments:

· Paper survey

· On-line survey with code, storing script and processing script



	Observation
	The Needs Analysis team toured many departments in the store, including management offices, break rooms, and stock rooms.

	Document Analysis
	The Needs Analysis team looked at the Kroger employee handbook, the union handbook, the U-Scan training manual, notices posted on the walls in the break rooms and stock rooms, a map of the store (Appendix K), and the Kroger web site (www.kroger.com; see selected pages in Appendix J).

	Data Analysis
	The Needs Analysis team continually revised management, employee and customer questions as some questions were answered and issues became clearer. Many of the issues mentioned by employees were used to construct the customer survey. Analyses were derived from data gathered in interviews, surveys, observations and documents, and the results are included in the findings.

Management was asked to complete a brain/organism needs analysis job aid (Appendix F), a chart of performance by department (Appendix H), and a preliminary force field analysis. 

Other analyses included below are Organizational Scorecard (Appendix G), Frame Factor Analysis, PEST and SWOTI tables, Force Field Analysis, and Value Analysis. Each analysis includes a description of purpose and a key if needed.


Frame Factors

	Definition
	Frame factors are constraints such as resources, realities, or decisions, which place boundaries on the working environment. 

	Organizational Frame Factors
	Organizational frame factors influence the management’s ability to make changes in the store.

Organizational frame factors include:

· Goals and decision-making – Upper management controls major decisions and store changes, including the corporate mission and the introduction of new technologies. Store managers are primarily responsible for day-to-day operation of the store.

· Financial resources – Upper management limits store budget for salaries and training. This limit also affects time for training.

· Store size – The small store facility has little room to expand, and relocating would be very costly.
· Union contract – Because employees in Kroger stores in Bloomington must be part of a union, management has less freedom to change pay rates and employee working conditions.

	Needs Analysis Frame Factors
	Needs analysis frame factors influence the team’s ability to conduct a needs analysis report and limit the accuracy, detail and scope of the report results.

Needs analysis frame factors include:

· Time – 5 weeks.

· Team Size – 2 people.

· Financial resources – None provided by client.

· Availability of Interviewees – Due to the time constraints, the team was able to speak with managers and employees from each department for approximately 30 minutes each.

· Access to Customers – Obtaining customer opinion was limited by customer time, customer interest and access to a representative sample of customers. 

· Sensitivity of Data – to avoid the possibility of sensitive data   falling in the hands of customers or competitors, the management did not provide much access to financial, employee or customer data or tools in paper or electronic format.


PEST Analysis

This internal and external analysis describes the Physical, Economic, Social and Technical environment of the store.

· External factors

· Internal factors

Political

· The central office controls major decisions, so store manager power is limited.

· An outside company conducts surveys, so store management knowledge of customer preferences and perceptions is limited.

· Store managers are frequently moved to gain experience for higher positions.

· The public is increasingly aware of the dangers of food contamination.

· Department heads mediate communication between employees and management.

· Customer complaints are often given directly to managers.

· Management-union communication focuses on solving routine disputes.

Economic

· Many customers in the area are low-income.

· Unemployment in the city is low, so it is hard to find and keep new employees.

· Many students are hired because they want disposable income.

· The company and store are highly profitable.

· The demand for groceries and pharmaceuticals is steady.

· Bloomington salaries for hourly workers are generally low.

· Employees have job security and receive good benefits but must pay union fees.

Social

· Kroger competes with other grocery stores, convenience stores and superstores.

· Customers are ethnically and culturally diverse and demand a variety of foods.

· The store is in a densely populated area near campus and the city center.

· Schedules of students and the general population are increasingly varied. 

· The store is busiest evenings, weekends, after church and before athletic events.

· The store is least busy over holidays and summer breaks.

· The store tries to keep all lanes open from 4 to 7 pm weekdays.

Technical

· Development in the computer and other technological industries are increasing efficiency of store processes.

· Stores like Kroger are increasing in size, complexity and variety of items offered.

· The technical skills and training employees need to do their jobs is increasing.

· Store checkout, payment, money counting, ordering, and inventory are automated.

· The store uses video training and computer-based training, employee scheduling and time clocks to help manage employees.

SWOT Analysis

The purpose of this analysis is to list the major internal characteristics (Strengths and Weaknesses) and external characteristics (Opportunities and Threats) of Kroger Seminary Square.

	Effect
	Internal
	External

	Positive
	Strengths
	Opportunities

	
	· Location

· New equipment (automation): checkout, payment, money counting, ordering, inventory, budgeting, etc.

· Employee management information systems: video training, CBT, time clocks, scheduling, payment, HR, etc.

· Support of long-time employees


	· Large customer base

· Brand name recognition

· Productivity

· Profits

· Corporate support

	Negative
	Weaknesses
	Threats

	
	· Old Equipment 

· Support of new employees

· Training time and programs

· Data collection/monitoring from:

· customers

· employees

· Small store size and item variety


	· Competition 

· other grocery stores

· convenience stores

· superstores

· Understaffing (and absenteeism)

· Turnover

· Time to handle complaints/problems

· Losses due to theft




Findings

Interview Findings

Training

1. All new employees received job orientation and some form of training.

2. Supervisors feel employees do not get enough training. 

3. Most training is informal and occurs on the job.

4. Some employees feel that on the job training is more useful than video or computer training.

5. The amount of training employees receive is variable because training is difficult to schedule and training is neglected when the store becomes busy.

6. Some cashiers think that better trained utility clerks are needed.

7. The U-Scan trainer indicated that some cashiers were not scheduled to work on the U-Scan lanes immediately after training and therefore may have forgotten how to use the U-Scan system.

8. Management indicated that about half of the new employees quit in the first week.

Working Conditions and Employee Needs

9. Most employees indicated that working conditions at the store are good.

10. No health or safety problems were reported.

11. Employees reported that their needs are usually fulfilled.

12. Many employees indicated that job security and benefits are good.

13. New employees cite the pressure of working with the public, occasional mean customers, unsatisfied requests for days off and unfair treatment for being absent as reasons for turnover.

14. Long-time employees generally blame new employees for the turnover problem, saying they are ignorant of the work and the responsibility of working and do not badly need the money.

15. Both types of employees think that low pay is a factor in turnover.

16. There are no bonuses when a security person catches a shoplifter.

17. Some cashiers feel that there should be a front-end supervisor so that the lines do not back up when there are problems. Some cashiers are not certain whether there is a front-end supervisor.

18. Some cashiers feel that the Customer Service people are not very helpful or kind. There have been some problems arranging breaks, getting price checks, etc.

19. Few employees want to work over holidays.

20. Understaffing it puts a burden on employees who are present.

21. Employees say they need respect, encouragement and recognition from other employees.

22. One cashier mentioned that floor mats needed to be larger and more comfortable for long periods of standing. (However, a supervisor said that floor mats were recently changed.)

23. Employees mentioned problems with slicers, scales, and rubber gloves.

24. Black and white monitors and still cameras make it hard for the security person to identify the items taken by the shoplifters.

25. There are only two movable cameras in this store, and both of them are in the front of the store nearby cashiers. 

26. There is only one security person on one shift. If there are two persons, they can take turn to walk through the customers without being suspected as a security person.

Employee Performance

27. Employees think they treat customers well.

28. Employees often use their seniority to make newer employees do less desirable work. Newer employees think this is unfair and resent it.

29. One of the biggest problems is absenteeism and understaffing. 

Management

30. Several employees said that the new management has worked well with employees.

31. Some employees want more understanding from management for being absent.

32. Management does not have the time or resources to perform in-depth studies on major issues in the store.

Customer Satisfaction

33. Some customers who cannot read or who are handicapped need extra help from employees.

34. Employees sometimes have to sacrifice their break time to answer customer questions.

35. U-Scan lanes save customer time by reducing the length of lines.

36. Management would like to know better which international foods and other items customers want.

Note: See Appendix C for employee interview notes.

On-Line Customer Survey Findings

Demographics

37. The electronic customer survey sample is not representative of the store’s customers.

38. Most of the participants are affiliated with Indiana University. Almost half are students. Apparently none are working-class. 

39. Most of the participants are aged 25-44, so they are mostly young adults and not traditional college students.

40. Half of the participants have lived in Bloomington from one to five years.

Information

41. Customers shop at this store primarily because of Location (88%), and often because of Price (45%) and Variety (29%).

42. Competitor stores mentioned by customers are Mr. D’s (4 customers), Bloomingfoods and Jackson Creek Kroger (3), Sahara Mart, Marsh, Aldi, and Sam’s (2), and Farmer’s Market, Wal-Mart and Ralph’s (1). 

43. Categories of international foods mentioned include Chinese (8), Mexican (7), Thai (5), Italian (5), Indian (3), and Middle Eastern (2).

44. Only 15% of customers surveyed rented any videos from the store this year.

Compliments

45. Likert scale items with highest ratings were the quality of food and non-food items and that employees are courteous and polite.

Frequent Customer Complaints and Suggestions for Improvement

46. Customers cannot quickly find someone to assist them. 
(This received the lowest Likert rating.)

47. Lines are sometimes not short during peak hours; not enough lanes are open. 
(This received the second-lowest Likert rating.)

48. Departments most frequently perceived as needing improvement include Checkout (15), Meat (14), Grocery (11) and Produce (11). These numbers are not high, and these departments would be expected to produce highest numbers at any grocery store.

49. Items considered too expensive include milk (9), cereal (4), vegetables (4) and Coke (3).

50. Certain areas of the store are not clean (7).

51. Similar items should be grouped together.

52. The store layout and stock are changed too often.

53. Possibly due to the recent store redesign, there is not enough space in certain areas like aisles and the front of the store.

54. Customers familiar with the store layout are upset by changes.

Note: See Appendix E for more complete statistics and for individual open responses, compliments, complaints and suggestions.

Documentation and Observation Findings

Wall Postings

55. In a casual survey of items posted in the break room and restroom in the beginning of the project, it was found that many of the documents had a directive, threatening or punishing tone. 12 documents pertained to rules, 5 to procedures, and 4 to information. Only one item gave employee recognition.

Employee Handbook

56. The employee handbook focuses on rules, regulations and punishment. 

57. The importance of being friendly to customers is highlighted.

58. Importance of employees is barely mentioned.

59. The employee handbook looks old, so policies and procedures may have changed.

Web Pages

60. The Kroger mission statement lists stakeholders in the following order: shareowners, employees, customers, suppliers and communities. 

61. The mission statement values employees as well as customers.

62. Stock prices were highest in March 1999 but have fallen since then.

See Appendix J for Kroger web pages.

Store Map

63. As some of the surveys mention, there is little space near the entrances and registers.

64. Items that should be kept cool (e.g. deli, dairy, meat, frozen foods, produce) are not in one area of the store, so shoppers cannot obtain those items last.

See Appendix K for a map of the store.

Front-End Observation

65. The Needs Analysis team was unable to observe a day when the checkout lines were intolerably long. The store seemed busiest in the evenings, but more checkout lanes were opened.

66. Cashiers were friendly with customers and each other.

67. Some customers with few items were reluctant to use the U-Scan lanes.

Current and Future State of the Organization

Competencies and Capabilities

· Knowledge, skills, and attitudes of an organization

· Resources, people, technologies, and processes

Core Competencies

· Key strengths which are unique to an organization

· Provide a competitive advantage because others cannot easily duplicate them

Core Capabilities

· Other strengths which are not unique to the organization

· Also important and contribute to the organization’s success

Identifying Needs

When migrating from current to future state, needs are:

· New core competencies and capabilities that should be added.

· Core capabilities that should become core competencies.

· Existing core competencies and capabilities that should be enhanced.

	
	Current State
	Future State

	Core

Competencies
	· Location

· Food sales


	· Location

· Food sales

· Pharmacy, health and personal care and seasonal sales

· Technology and automation 



	Core

Capabilities
	· Management-employee communication

· Customer service 

· Employee orientation

· Training

· Pharmacy, health and personal care and seasonal sales

· Technology and automation


	· Management-employee communication

· Customer service 

· Employee-centered orientation

· Systematic training program

· Communication among employees

· Knowledge of employee and customer needs/suggestions

· Employee morale and self-esteem

· High employee retention rate




Force Field Analysis

Driving and Restraining Forces

This analysis examines the forces that are driving and restraining change in the organization.

Driving forces may act as catalysts for change. Restraining forces inhibit ability to change.

	Level
	Strength
	Driving Forces
	Strength
	Restraining Forces

	Corporate
or
Industry

(External)
	**
	Rapid growth of Kroger corporation
	****
	Large size of Kroger corporation

	
	**
	Desire to increase profits
	***
	Corporate focus on profits

	
	*****
	Competition from superstores, grocery stores and convenience stores
	****
	Steady demand for groceries and pharmaceuticals 

	
	***
	Falling stock prices
	**
	Capital investment costs for new technologies

	
	****
	Upper management change directives
	****
	Upper management limits on store budgets for salaries 

	
	***
	Computer automation of store processes (training, checkout, payment, money counting, ordering and inventory control)
	**
	Kroger-Union contract and job security

	
	***
	Automation of employee management (video training, CBT, scheduling, payment)
	***
	Upper management not fully aware of store-specific issues such as employee needs

	
	22
	Total
	22
	Total

	Store

(Internal)
	**
	Many new or experimental programs occur at this store and in Bloomington
	***
	High turnover rate of cashiers and utility clerks 

	
	**
	Large profit margin at this store
	*
	Low pay of cashiers and utility clerks

	
	***
	Frequent change of management
	**
	Low employee morale

	
	****
	Store management communicates well with employees, and listens to and meets employee needs
	**
	Long-time employees overworked

	
	***
	Store management supports innovation
	***
	Long-time employees resist changes in procedures

	
	***
	Management values customer satisfaction
	**
	No training manager or external facility

	
	
	
	***
	Insufficient time for formal and on-the-job training

	
	
	
	***
	Store facility has little room to expand

	
	
	
	***
	Not enough relevant data on employees and customers

	
	17
	Total
	22
	Total

	Total
	39
	44


Migration Strategy

Current State

	Driving Forces
	Positive

	
	1
	2
	3
	4
	5

	A. Competition
	
	
	
	
	

	B. Automation and equipment
	
	
	
	
	

	C. Customer demands
	
	
	
	
	

	D. Management-employee communication
	
	
	
	
	

	E. Knowledge of employee and customer needs and suggestions
	
	
	
	
	

	Total
	+14


	Restraining Forces
	Negative

	
	1
	2
	3
	4
	5

	A. Demand for groceries and pharmaceuticals
	
	
	
	
	

	B. Store facility has little room to expand
	
	
	
	
	

	C. High turnover and absenteeism
	
	
	
	
	

	D. Low employee morale
	
	
	
	
	

	E. Unsystematic training
	
	
	
	
	

	Total
	-20


	Net Force
	-6


Future State: 6 Months

	Driving Forces
	Positive

	
	1
	2
	3
	4
	5

	A. Competition
	
	
	
	
	

	B. Automation and equipment
	
	
	
	
	

	C. Customer demands
	
	
	
	
	

	D. Management-employee communication
	
	
	
	
	

	E. Knowledge of employee and customer needs and suggestions
	
	
	
	
	

	Total
	+17


	Restraining Forces
	Negative

	
	1
	2
	3
	4
	5

	A. Demand for groceries and pharmaceuticals
	
	
	
	
	

	B. Store facility has little room to expand
	
	
	
	
	

	C. High turnover and absenteeism
	
	
	
	
	

	D. Low employee morale
	
	
	
	
	

	E. Unsystematic training
	
	
	
	
	

	Total
	-17


	Net Force
	0


Future State: 12 Months

	Driving Forces
	Positive

	
	1
	2
	3
	4
	5

	A. Competition
	
	
	
	
	

	B. Automation and equipment
	
	
	
	
	

	C. Customer demands
	
	
	
	
	

	D. Management-employee communication
	
	
	
	
	

	E. Knowledge of employee and customer needs and suggestions
	
	
	
	
	

	Total
	+19


	Restraining Forces
	Negative

	
	1
	2
	3
	4
	5

	A. Demand for groceries and pharmaceuticals
	
	
	
	
	

	B. Store facility has little room to expand
	
	
	
	
	

	C. High turnover and absenteeism
	
	
	
	
	

	D. Low employee morale
	
	
	
	
	

	E. Unsystematic training
	
	
	
	
	

	Total
	-14


	Net Force
	+5


Future State: 18 Months

	Driving Forces
	Positive

	
	1
	2
	3
	4
	5

	A. Competition
	
	
	
	
	

	B. Automation and equipment
	
	
	
	
	

	C. Customer demands
	
	
	
	
	

	D. Management-employee communication
	
	
	
	
	

	E. Knowledge of employee and customer needs and suggestions
	
	
	
	
	

	Total
	+21


	Restraining Forces
	Negative

	
	1
	2
	3
	4
	5

	A. Demand for groceries and pharmaceuticals
	
	
	
	
	

	B. Store facility has little room to expand
	
	
	
	
	

	C. High turnover and absenteeism
	
	
	
	
	

	D. Low employee morale
	
	
	
	
	

	E. Unsystematic training
	
	
	
	
	

	Total
	-12


	Net Force
	+9


See Appendix I for a 3-D visualization of this analysis.

Recommendations

This section explains each recommendation and how it applies to the findings.  These explanations are organized as follows:

· Importance – Rates relative importance of each recommendation.

· Rationale – Justifications for the importance of the recommendation.

· Relevant Findings – Important examples from survey, interview and observation findings above. 

· Critical Success Factors – Conditions indispensable for the recommendation to be successful.

· Implementation Steps – Suggested detailed actions to fulfill the recommendations. The Needs Analysis team believes that these actions are feasible and can be performed in a reasonable amount of time.

1. Employees

1.1 Improve the new employee orientation.

	Importance
	***

	Rationale
	· New employees do not like to feel that they have low status.

· A warm welcome makes employees feel respected.

· Other stores have good orientation programs.

	Relevant Findings
	8. Management indicated that about half of the new employees quit in the first week.

	Critical Success Factors
	· Managers must be friendly to and truly respect the employees.

	Implementation Steps
	· Be frank and tell entry-level employees that you both know that the position is only an entry-level job, and nobody expects them to stay in that position for a career.

· Promise employees that they will be rewarded for hard work with a promotion if they stay with the company or a letter of recommendation when they leave.

· Tell employees that if they leave, they will be welcome to return, whether as an employee or a customer.

· Recognize employees that pass the probation period. Make them shoot for a goal.


1.2 Create a systematic training program.

	Importance
	**

	Rationale
	· Employees feel they need more training.

· Training improves employee satisfaction as well as performance.

	Relevant Findings
	2. Supervisors feel employees do not get enough training. 

3. Most training is informal and occurs on the job.

5. The amount of training employees receive is variable.

6. Some cashiers think that better trained utility clerks are needed.

	Critical Success Factors
	· Employees should immediately apply their training to their work (e.g. U-Scan).

	Implementation Steps
	· Management and department heads should allocate specific times for training.

· Record trainer, trainee, topic, length of time, and days.

· Budget more training time for newer technologies that require it.

· Those who train new employees should be given training on how to train people.

· Trainers should focus on starting new employees with good attitudes and habits.


1.3 Value all employees and meet employee needs.

	Importance
	***

	Rationale
	· Turnover will be reduced and employees will be more productive.

	Relevant Findings
	21. Employees say they need respect, encouragement and recognition from other employees.

14. Long-time employees generally blame new employees for the turnover problem.

17. Some cashiers feel that there should be a front-end supervisor so that the lines do not back up when there are problems.

	Critical Success Factors
	· Design a plan for continually monitoring employee needs.

	Implementation Steps
	· Post fewer warnings, directives and threats and more signs that indicate that employees are valued.

· Employees should treat each other at least as well as customers.

· Hold a workshop with department heads to find ways to encourage employee self-esteem and respect.

· Employees should be encouraged to be friends, respect each other, greet each other, and know and use each other’s names.

· Give formal or informal rewards and recognition for performance achievements or improvement. 

· Department heads should post perfect attendance records and best (friendliest, hardest working, etc.) employees of the week/month.

· Supervisors should verbally reward an “I’ll do it”, not “You do it”, attitude, and older employees should set a good example.

· When making a decision that will affect employees, like uniform color, survey employees to determine their preferences or votes.


2. Customers

2.1 Continue to be attentive to customer service problems.

	Importance
	***

	Rationale
	· Customer satisfaction is critical in maintaining a customer base.

	Relevant Findings
	46. Customer surveys indicated that customers cannot quickly find someone to assist them. 

47. Lines are sometimes long during peak hours. 

33. Some customers who cannot read or who are handicapped need extra help from employees.

34. Employees sometimes have to sacrifice their break time to answer the questions of the customers.

	Critical Success Factors
	· Managers must collect and monitor store-specific data on customer needs.

	Implementation Steps
	· More lanes need to be opened during peak hours.

· More employees need to be assigned to look for customers who need help.


2.2 Use customer data to improve the variety of merchandise.

	Importance
	*

	Rationale
	· The customers have diverse wants and needs, and there are many international students in town.

	Relevant Findings
	44. Only 15% of customers surveyed rented any videos from the store this year. 

43. International food categories frequently mentioned in the customer survey include Chinese, Mexican, Thai, Italian, Indian, and Middle Eastern.

54. Customers familiar with the store layout are upset by changes.

	Critical Success Factors
	· Do not try to compete with Sahara Mart or Bloomingfoods on variety of international and health foods. Only stock the most popular of those.

· Make careful plans before changing the store layout.

	Implementation Steps
	· In the short term, update the selection of videos.

· In the long term, replace the video department with food, since it matches Kroger’s mission and is more profitable.


3. Data

3.1 Collect and use data on employees and customers.

	Importance
	**

	Rationale
	· Management does not seem to have enough relevant data on customer and employee needs.

· The data is useful for planning store changes and satisfying employees and customers.

	Relevant Findings
	2. Supervisors feel employees do not get enough training.

36. Management would like to know better which international foods and other items customers want.

	Critical Success Factors
	· Make an overall plan to decide what data is currently collected, what additional data needed, how it will be collected, and how it will be used.

	Implementation Steps
	· Create custom surveys based on the Needs Analysis survey and external surveys to keep better track of the needs of local customers.

· Keep close track of statistics on busy times and employee absences in order to better avoid long lines.

· Get an estimate from each department head of the average number of hours currently spent on training each type of new employee.

· Gather data and statistics and perform a cost-benefit analysis to support arguments for the need for more hours, training time, higher pay, etc.

· Give upper management recommendations based on locally gathered statistics.

· Keep track of employee accomplishments for job recommendations and promotions.


3.2 Hire outside consultants for in-depth studies on major issues.

	Importance
	*

	Rationale
	· Outside consultants provide a fresh, relatively unbiased view.

· Frame factors prohibited the Needs Analysis team from completing many important analyses in sufficient depth.

	Relevant Findings
	32. Management does not have the time or resources to perform in-depth studies on major issues in the store.

	Critical Success Factors
	· Decide which issues are most critical for the focus of investigation.

	Implementation Steps
	Employee Interviews

· Spend more time discussing the report analyses with management.

· Interview more employees, including stockers and utility clerks.

· Perform exit interviews with employees who recently left.

Customer Surveys

· Use survey results to modify the survey. Remove irrelevant or inconclusive questions. Add questions to probe areas of interest.

· Compare questions with those on other surveys done for this store. Modify categories to correspond to those surveys in order to gather current data more frequently.

· Put a card with the Internet address of the electronic survey in a shopping bag of each customer.

· Post the electronic survey to other newsgroups.

· Give a small reward for completing the survey (e.g. coupon, pen, soda can insulator, etc.). 

· Suggest to upper management to provide on-line surveys for each store.

Observation
· Observe the entire process of getting items from the Shelbyville warehouse to the customer’s car.

· Observe training, including CBT, videos and on-the-job training.

· Observe automated processes, especially scheduling.

· Observe specific departments like front end as an undercover employee.

· Observe their layout, lines, variety, service, problems, etc. at other stores.

Document Analysis
· Look at employee records and find out by whom, how, and why they are kept.

Analysis Tools
· Investigate causes of specific problems using focus groups and fishbone diagrams.

· Use process maps to visualize where in the store problems are occurring, bottlenecks in processes, store space and customer flow.


4. Equipment

4.1 Update some of the old equipment.

	Importance
	*

	Rationale
	· Some employees feel that they could do their job better if some of the equipment worked better.

	Relevant Findings
	35. U-Scan lanes save customer time by reducing the length of lines.

22. One cashier mentioned that floor mats needed to be larger and more comfortable for long periods of standing.

23. Employees mentioned problems with slicers, scales, and rubber gloves.

	Critical Success Factors
	· Equipment should be replaced if it is malfunctioning and cannot be repaired, or the benefits of upgrading will be significantly greater than the costs of new equipment and training.

	Implementation Steps
	· Perform an evaluation of the scheduling software to see whether it is flexible and fine-grained enough to accommodate most special requests.

· Check whether slicers and scales, rubber gloves, and floor mats are adequate.


4.2 Provide security with the time, tools and access they need.

	Importance
	*

	Rationale
	· Losses due to theft may substantially reduce profits.

· More shoplifting occurs at this store than at the other two Krogers.

	Relevant Findings
	24. Black and white monitors and still cameras make it hard for the security person to identify the items taken by the shoplifters.

25. There are only two movable cameras in this store, and both of them are in the front of the store nearby cashiers. 

26. There is only one security person on one shift.

	Critical Success Factors
	· Security needs time, tools and access to monitor customers well.

· Data on losses will enable a more accurate value analysis.

	Implementation Steps
	· Fix the security VCR to use the tapes as evidence.

· Replace black and white security cameras and monitors with color ones to better identify suspects. 

· There are only two movable cameras in this store, and both of them are in the front, near the cashiers. They should be moved to the back of the store, since shoplifters rarely steal in front of everyone.

· In the long term, all cameras should have pan and zoom features to better monitor the store. 

· Relocate items to be more visible to security cameras.

· During identified times of higher incidents of shoplifting such as evenings and busy periods, put two people on staff so that one can monitor customers on the sales floor incognito.

· Motivate security guards with informal or formal rewards (e.g. bonuses) for number of shoplifters caught.


Value Analysis

Value is the positive impact of implementing a recommendation.

Cost is the overhead incurred by the change, including money, time, effort, training, etc.

Worth is the net value of the recommendation after costs are deducted.

	Recommendation
	Value 
+
	Cost 
-
	Worth
*

	1.1 Improve the new employee orientation.
	++++
A warm welcome makes employees feel respected.
Other stores have good orientation programs.
	- 
	***

	1.2 Improve training programs.
	++++
Employees feel they need more training.

Training will improve employee satisfaction as well as performance.
	- -
	**

	1.3 Value employees and meet employee needs.
	++++
Employees say they need respect, encouragement and recognition from other employees.
	-
	***

	2.1 Continue to be attentive to customer service problems.
	+++++
Customer satisfaction is critical in maintaining a customer base.
	- - 
	***

	2.2 Improve the variety of merchandise.
	+++
The customers have diverse wants and needs, and there are many international students in town.
	- - 
	*

	3.1 Collect and use data on employees and customers.
	++++
Management does not seem to have enough relevant data.

The data is useful for planning store changes and satisfying employees and customers.
	- -
	**

	3.2 Hire outside consultants for in-depth studies.
	+++
Frame factors prohibited the Needs Analysis team from completing many important analyses in sufficient depth.
	- - 
	*

	4.1 Update some of the old equipment.


	+++
Some employees feel that they could do their job better if some of the equipment worked better.
	- - 
	*

	4.2 Provide security with the time, tools and access they need.
	+++
Losses due to theft may substantially reduce profits.

More shoplifting occurs at this store than at the other two Kroger stores.
	- -
	*
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