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Background

In July 2007, following a range review, Organix suffered when a system error led to an incorrect planogram being issued to the top 200 stores in a large retail multiple. The result was the loss of a broad range of products from fixtures that Organix were supposed to be ranged in. 
By the time this error was identified, stores had already implemented the incorrect planogram. Organix, and the applicable retail multiple buyer, needed to find a solution quickly and they agreed that bringing in a targeted field marketing resource would be the most effective way to resolve this problem.

The task was simple – to make sure all the stores were selling all the products that they were ranged for, and the display was as per the correct planogram.
Storecheck approached this task starting the last week in July by using store specific epos data to identify and track stores that were missing products, and to quantify the impact of lost sales for each individual store. The activity commenced the 1st week in August and continued until there was no further foreseen benefit at the end of August.
All forms of store contact used the Storecheck Storefriendly® approach. This is recognised by store managers and is designed to offer them a benefit from every contact made.
With the full authorisation of the buyer, all the affected stores were sent a Profitgram® containing a correct planogram, a list of products that were not selling in that store and store specific information about the value of the ongoing sales loss from the missing products. The Profitgram® mailing was then followed up by telephone to confirm each store had received a copy of the correct planogram and had set up the missing products on their system and placed orders for stock. 
At this stage, stores were asked if they saw any problems complying with the changes within 2 weeks, and they were asked if they wanted any field marketing help with the relay. In the event that they did, assistance was agreed for a specified date and time, and support staff from Frontier Field Marketing were sent in. 
With this approach, there were a few stores that we were unable to contact by telephone. In this case, a field team member was sent in, along with the missing products as free stock, with the aim of correcting the shelf display. When this was done, in every store visited, the missing products were re-established and the correct planogram was implemented. 

Store specific EPOS sales were continually tracked in all the affected stores to check that the missing products started, and continued, to sell. 
The campaign succeeded on a small budget because; 
1. Storecheck identified the issues of non- and underperformance based on epos data, and store size, and were able to recommend authoritatively to store managers additional products with a hig expectation of success for the stores. 


2. Field calls were only triggered only when sought by the store to deliver change OR when change had demonstrably not been implemented as proven by epos data, despite assurances to the contrary.  Stores were asked to help implement themselves to keep budgets low down.


3. All reporting to Storecheck was on-line from field representatives


4. All activity was selected based on the need as diagnosed by epos, merged with store size and catchment, and the partner field marketing company – Frontier - briefed with a compelling story for the store manager. 

The total cost of the campaign was less than £20,000, and Storecheck now have a contract to manage availability for this client across the year. 

Storecheck are a Carbon Neutral Company and any direct environmental costs are offset by investment in approved projects. 

The results:
By the end of August, the Storecheck/Frontier combination had corrected all the affected stores, and the Organix range was fully established and selling. From the period July to December, the sales from these products represented an additional  20% of Organix business in that retail multiple.(the below chart shows with the blue line the percentage of total Organix sales made in the stores managed by Storecheck)
A high proportion of this additional revenue was derived from stores choosing to stock products. Without the support activity, these sales would not have happened. 

The total cost of the campaign did not exceed £20,000. 
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You should sell
Product Name TPNB Store Stock per average
week

ORGANIX SOFT RUSKS  ORANGE 175G 61181786 £10.05
ORGANIX 12 MONTHFRUITY RICE PUD S/BERRY 4X100G 62127793 £11.44
ORGANIX 12MTH ALPHABET BISCUITS 5X25G 57193378 £11.73

ORGANIX 12MTH APL & ORNG FRUIT& CRL BAR 6X30G 57852816 £22.72





"Your work at individual store level looking at planogram compliance and Cereal bar distribution helped to increase retail sales in Tesco by over £400k in the last 6 months of 2008."  Janet Horner NAM Organix
Additional Information Not for Publication
True effectiveness for any form of activity is based on knowing that change would not have occurred unless that activity had happened. 

This is absolutely the case here, since well over half the impact came from product selling in stores they were not traited for. See the last page for a landscape chart 

The activity was in Tesco, who allow their store managers 5% leeway in the products they stock, at their discretion provided that see there is a local demand for these products (see personalised letter contents). However, Tesco centrally were not sure which stores were traited, and which were not. All they were sure of was the number. 
Storecheck produced their own listings guide based on their knowledge of store sizes, and these were used to recommend listings to store managers:-
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The £400,000 additional sales were up to 25th December 2008. In reality, the actual gain was increased by £80,000 per week until the next review. 
At that review, the traiting for these products was significantly increased. So for these products, the actual gain was considerably higher than that claimed. Both in actual sales achieved over the full period, , and in the additional traiting that flowed as a result.
The benefit for the other products, (as can be seen from the second chart on the last page) was also considerable. And also lasted well over the period that has been put forward as being measured. 

We continue to work for this client, and we have data from well after the period. However, this was the result as presented to the client at the end of their financial year, and as such has all round acceptance. 
The activity driving this was a mix of telephoning, mail and store visits that store managers say, in 80% of cases is good to excellent. We use our green credentials based on the very tight targeting both of stores, and actions,  to seek support from stores (base of letter below.)
[image: image2.png]We will be checking sales on a weekly basis, and will advise you if you fall behind the average for your
area and store size.

Storecheck are a carbon neutral company. If you need us, we will be there for you. If you can make the changes
yourself, now, we can help the environment together
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The above chart shows the progress of one of the key products over the period from the end of June to the end of October. This product, key to the range, along with 2 other flavour variants  had been de-ranged down to 125 stores. The Tesco errors had driven this to 60 stores. Across the period this was improved to 234 stores – nearly double those traited. (beige is distribution, blue is sales)
At the same time products that were due for distribution were also managed onto the shelf – here is a resultant chart. 
[image: image4.png]Sales and Distribution / Time.

%"Hﬂ‘/

[N






[image: image7]

[image: image5]

[image: image5][image: image6][image: image7][image: image8.emf][image: image9.png]carbon * *

footprint’




