
BB retail capital

Retail Operations 

Academy



Lets get going…

• Yesterday’s Numbers
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What is a retail 

operations role?



• Retail is and always has been hard and 

physical work. If we want to avoid being 

crushed by our competition, you need to 

out think, out plan, out work and out 

execute them…  52 weeks a year.

• That’s an ongoing commitment you have 

to make to the strategy and tactics you 

have to have to win at retail.

WORK HARD



• Why do we spend more of our time in 

stores than not?
– What’s the purpose?

– What’s the tactic?

– What’s the benefit?

BE IN STORES



It’s about 
the customer, always!

• “Sorry I can’t sell you 

that, we’re 

stocktaking”

• “… Because the 

customers come in”

• “I felt like I was 

intruding in their 

space”

CUSTOMER EXPERIENCE



Success never happens because we hope or wish it will.  
It happens because we decide what should happen, what 
needs to change, what our culture needs to be and what 
people need to be and then we need to get out and 
communicate, communicate, communicate any way that 
you can and as frequently as you can in words and in 
actions. 

                                             
                                                    Don Soderquist

Communicate! Communicate! 

Communicate!

STANDARDS AND DISCIPLINES
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Communicate, 

Communicate, 

Communicate.



Communication

• Get everyone 

talking

Communicate, 
Communicate, 
Communicate



Communicate! Communicate! 

Communicate!

• Communicate:

– Formally

– Informally 

– Speak

– Write

– Video

– Message

– In your every action





Communicate! Communicate! 

Communicate!

‘When I’ve told ‘em once, I’ll tells ‘em again 
and when I’ve told ‘em again, I’ll tells ‘em 
one more time.  And when I’ve told ‘em 
one more time, I find a way to tell ‘em 

again.’

When launching something new or hitting 
something hard that has fallen off its 

perch - six different times, in six different 
ways.  Continuous communication



Repetition

• Communication is greatly aided by obsessive 

paranoia.  Fear that the message isn’t getting 

out.

• Communication is greatly assisted by an 

enthusiastic delivery.

• Communication is greatly assisted when the 

leaders are actioning and participating in 

whatever is being communicated.

• Communication is a ‘rhythm thing’ – get into a 

rhythm, form the habit whenever you can



• Remember to follow up

• Never under estimate the impact that you, 

as leaders, have on your team and always 

remember that whatever you’re 

communicating has a greater impact than 

you think.

• Never utter the words…But I told them..



Weekly Memo

• Value of our weekly memo

– The heart beat

– Sets the pace

– Sets the expectations

– Sets the tone

– Drives our values, who we are , what's 

important



The Weekly Memo

• The purpose:

– Communication to the stores 

– Once a week – same day, same time  every 

week

– All activities/instructions to be in that memo

– All actions required to be completed weekly

– Expectation that it gets done

– Follow up is essential



Weekly Memo

• Remember who your audience is

– The lower you go in the organisation, the 

more often you have to deliver the message

• Keep it simple

– Flowery/fluffy stuff doesn’t work as well 

– Big words don’t work as well



Front Page

• Must be written by the CEO (cover page)

• Inspirational/good news piece

– Reasons behind why we do things - strategy, 

process

• Your piece – educational/motivational



Pitfalls

• You are the author

– NRM approval on every single section

• Needs to be in ‘store speak’

• Your timeframe

• Clear instruction

• Nothing can be sent to the stores or any 

retail team unless in the weekly memo or 

SAM

– This is controversial – let’s discuss



Tips

• Involve state managers

• Get your successor’s involved (i.e. state 

manager to write an article or critique your 

memo)

• 1/3 communication

• 1/3 education

• 1/3 motivation/inspiration



Tips

• Test

• Memo alone will never get the required 

traction



The SAM

• The next level up

– The why’s

– The greater strategies

– Issues of concern

– Weeding the garden 

– What’s required/expected

– Where we are going



Store Diary

• Monthly

• Everything that needs 

doing:

– Daily

– Weekly

– Monthly

• Think about the new 

store manager





Store Diary Tips

• If it isn’t being filled in or used as you 

designed it, you either don’t need it or you 

have a business issue to manage

• Everything in one place

– Remember our job is to make it easy for the 

store team to do their job



Store Diary and Weekly Memo

• Weakest link in the chain

• With the store diary and weekly memo 

combined, a first week manager should be 

able to do the job



One Question
(The Weekly Memo and  Store Diary)



Claire Bates

LOVISA



PEOPLE
Finding great ones. 

Making great ones. 

Keeping great ones.

Creating followers.





Retains Talent

Retains Knowledge

Builds Trust

Leaders vs Managers

Individual Vision aligned to the business



The people we want for the next 2 to 3 years:  
Succession Path 

Knowing why we want them

Experience we want and why

Behavioural capabilities we are looking for and 
bridging the gap: 

Induction/Training Plans for RM’s



ERIN McCRORY
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The Missing Link
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Management By 

Objectives
(One on ones)



Objective Meetings:

• Turn talk and discussions into actions and 
outcomes that will stick.

• Professionally acknowledging, recognising, 
discussing and informing on issues , 
opportunities and challenges – a tool to 
effect permanent solutions and change.



Management By Objectives

• State the objective

• Who is responsible?

• Due date

• Not a to do list

• Not minutes of meetings

• Objectives brought to the meeting

• Discussion

• Value add and support by leader

• Your  chance to add objectives



Helps to identify:

• Talkers who don’t do

• Time wasters

• Direct reports in the wrong job

• Disorganisation

• Problems early (management, process, 

people)

• Going in the wrong direction

• The wins



Why:

• Keeps a record of what’s going on and 
agreed actions

• Keeps all on track

• Is efficient

• Adds structure and rigour 

• Clear follow up

• Issues are not forgotten, don't fall off

• Ensures agreed accountability 



• Fly by the seat of your 

pants

• Make it up as you go along

• ‘I call them when I need to’

• ‘We talk all the time’

• ‘Our desks/offices are next 

to each other’ 

All will 

let you 

down



Tips and things you must do:

• Must have rhythm

• 1 hour maximum

• Write up objectives as you go

• You write the objective and agree to the who 
and when (almost always the direct report, 
although delegation is appropriate and normal)

• Admin support team can and should be utilized 
if appropriate 

• ASAP- a ‘no, no’

• Ongoing – allowed but not ideal
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Sale Set Up and Events
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Standards and Disiplines



Standards and Disciplines

• Why do we have them?

• What value are they?
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Data Integrity: 

The Missing Link



Data integrity

• What is data integrity?

• Why is it so important?

• Was the article helpful?



Data Integrity

What happens physically is reflected 

perfectly in our systems



Data Integrity

• Price modification report
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People/Team
The power of our team



There is no such thing as a great 

company, only 

GREAT PEOPLE 
executing 

GREAT STRATEGIES 



Creating A Winning Team



Issues/areas for improvement
(real measures of performance)

Plan

Action

Result

Follow-up 

Creating A Winning Team



Creating A Winning Team



• Passive versus holding your team 

accountable for outcomes and timeframes



Leaders have more 

impact on their 

people than they 

think they do 



Retail is not difficult… 

Just demanding.



Management gets the 

team it deserves



A team never outpaces 

its leader



People are Human

• Touch your team everyday

• We are all human and need to be 

emotionally connected

• Remember to communicate the 

positives/wins



People Asset Reviews (PARs)



Discussion

• Demotions or putting team back 

– Not adjusting their salary and what appears to 

be an easily justified answer 

– It will eventually catch up and eat you and the 

business.  

– Whatever you think, make sure you know that 

somewhere down the track, it will cause an 

issue



Recruitment

• Qualified recruiters

• Staying on top of vacancies



Salary Adjustments

• Salary adjustments a key indicator 

•  A lose/lose



Rules, Tips and Tricks



‘Overtime’ Watch-Outs

What are the causes of overtime?

Indicator of:

- Mismanagement

- Vacancies 

- Bad rostering

- Bad planning
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Exciting New Initiative



http://fiverclerks.com/wp-content/uploads/2013/01/video_button1-298x298.jpg

Exciting new initiative- 
changing the way we work

https://faasafety.gov/files/gslac/FTB/Buttons/Blue%20Start%20Button.png

http://www.google.com.au/url?sa=i&rct=j&q=&esrc=s&frm=1&source=images&cd=&cad=rja&docid=S4SSSoctcP4vHM&tbnid=c_glyJ9CT7mHyM:&ved=0CAUQjRw&url=http://fiverclerks.com/jobs/video-animation/create-a-good-video-for-your-products/&ei=6gS4UdjLG8aCrgeAu4HQCg&bvm=bv.47810305,d.bmk&psig=AFQjCNHT9aWDvCbfpe0TWVI7KoVy5mMQYA&ust=1371100772699674
https://www.google.com.au/url?sa=i&rct=j&q=&esrc=s&frm=1&source=images&cd=&cad=rja&docid=4Uezq6s2HanlcM&tbnid=ejZ-tBdpQBNS-M:&ved=0CAUQjRw&url=https://www.faasafety.gov/gslac/ALC/course_content.aspx?cID=175&sID=514&preview=true&ei=hQa4UfnSEMKprAf8roCQBA&bvm=bv.47810305,d.bmk&psig=AFQjCNHE2yRqR7q8257XLyx8RG3Hz7Y2KA&ust=1371101178709811


We are going to be famous for it….. 
“The end of face to face interviews”

72 

http://www.saykimchirecruiting.com/wp-content/uploads/2013/03/SkypeWoman.gif

http://www.google.com.au/url?sa=i&rct=j&q=&esrc=s&frm=1&source=images&cd=&cad=rja&docid=5YGlL07nrtWhnM&tbnid=ySHkq-lWDgDL3M:&ved=0CAUQjRw&url=http://www.saykimchirecruiting.com/our-application-process/step-2/preparing-for-a-skype-interview/&ei=1wa4UeDRBIOxrgeBs4HADQ&bvm=bv.47810305,d.bmk&psig=AFQjCNGeRsQbsUoYw18rjPMt8nMqckf2eg&ust=1371101252659402




Some action points to cover today…

• What is our cut-off date to have “no more face to 
face interviews”?

• Any parameters we should be setting around 
interview process? 

• Volunteer to coordinate the weekly reports / 
updates?

74 



We will support each other with weekly updates

75 
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World Manager



World Manager

• Lets talk

• What are the issues?

• What are your concerns?

• Are we winning? 
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The Role of our 

Support Centres
In yours and the brand’s success

Who runs who?

Who supports who?



• Is the support centre managing you or are 

you managing it

• Is the business managing you or are you 

managing it



‘Our role is to remove the impediments that 

stop our stores from being able to do a good 

job’

The support centre regularly forgets this

Why is this the case?



Exercise

• Break into groups of 3 or 4

• Discuss and determine the number one 

frustration you have in your role

– Retail related

– Support centre related

– Not sales 

– Not product design

• We will discuss ways to improve and cut 

through



Your Role and HR

• HR

• Misunderstood

• Operations are the people managers and must 
be expert in the management of our team

• We:

• Promote

• Discipline

• Motivate

• Hire and fire

82 
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The role of the:

Store Support

Service Desk 
Their hidden purpose



If you can’t measure it, you can’t 

improve it. 

• What are you measuring?

• What should you measure?



Issues/areas for improvement

Problem/issue/challenge

Challenge  

Plan

Action

Result

Follow-up 
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Team Satisfaction/Mystery 

Shopping Reports

86



We agree:

1.Customers are everything!

2.The team are our most important asset 

3.We must measure our performance

87 



Team surveys and mystery shopping give us

• Moments of truth

• A snap shot that tells us how we are doing

• They tell us what is actually happening not 

what we hope/think is happening

Again, if we can’t measure it, we can’t 

improve it

88 



What we never do well enough?
• Celebrate, acknowledge  and reward the good stuff

• Identify areas that need attention, focus or improvement

• Set your plans and actions to bring about positive 

improvement

• Share your thoughts with all

• Communicate the results or part thereof and what you 

are doing and what is expected

• Measure the next results against your expected results

Take Action

89
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Who comes first our team 

or our customers?



• The needs of our customers versus the 

needs of our  team (people)

• Constant questions that come up

– Do we change?

– What do we change? 

– What do we live with?

– Who do we change?

– How do we change?

91



Job satisfaction should be a by-product of 

putting the customer first, not the reverse.

Customer 
Satisfaction

Crew 
Satisfaction

Inter-related 



Customer Complaints

• Are you aware that it is policy for all CEOs to 
take the initial call when we receive customer 
complaint?
– A customer does us a huge favour by making a 

complaint

– don’t get defensive

– fix the customer issue immediately.

– We take the customers side ‘perception is the reality’ 

– address the business issue - the individual, the 
process, the procedure

Remember - ‘it’s about the customer,   
always’!



Customer Complaint Reports

• Eliminate the reasons why we say no to a 

customer and how we empower our teams 

to do whatever it takes to please the 

customer.





BB retail capital

A Sense of Urgency

- John Kotter



One Question
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Continuous Improvement



Manager’s Meetings

1/3 education

1/3 communication

1/3 fun



Rosters



Annual Leave

• Ensuring all holidays are recorded 

properly.  Impact on our wages and profit 

killers
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Costs Are The Enemy



• Online, no person to person interaction

• Every body will have their own devices 

and tech preferences that will plug into 

ours 

103 

The Future 































It is never about what 

you’re doing – it is about 

what you’re doing for 

the customer!



The Customer
Courtesy 

Understand

Smile

Talk

Offer a greeting

Make it easy for the customer. Be positive

Enjoy what you are doing and  it will show

Remember the customer is:

– The most important person in the store

– King and the reason for our existence, they pay us each week

– Rule number  1: the customer is always right

– Rule number 2: if the customer is wrong, refer to rule number 1

– It’s about the customer always



To succeed, we must be 

passionate about the 

customer and put the 

customer first, always!



Good customer focus must be 

created, educated and repeated.

We must get into a rhythm..

We must support and remind   

each other…



We truly only have one boss 
– the customer! 

The relationship with your 
boss must be taken very, 

very seriously.



Refunds

• Our store team need to be educated, 

trained and empowered to exchange, 

refund or credit any product sold by 

us no matter what condition it is in 

and no matter what the reason is, 

with a smile and a “how can we help” 

attitude.



“Can I Help You?” 

Is Not Customer Service!



Customer service – 

not lip service



The point is that we must 
concentrate our energy on 

satisfying every single 
customer, every single day 
and every single time they 

enter our store(s).

Be obsessed about perfect 
service…



In every discussion and 

every meeting, ask “how 

will this affect our 

customer?”



Policies 

Standards

Non Negotiable
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