Smart retail: How to turn your store into a sales phenomenon
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	Abstract:

	Describes the "secrets" of retail and provides guidance for store managers and other retail team members for achieving continuous improvement to grow sales and boost their careers. Consists of four parts: you (making things happen); people (you and your team); customers; and the store. Passion and measures to increase average transaction values are among the key success factors.


(Summarised by Kevin Barham in June 2005)
(These book summaries aim to represent some of the key aspects of what the author has written. They do not necessarily represent the views of the summariser or of Ashridge. Equally the author of the book summarised must not be held responsible for any misperceptions of the summariser. A summary does not have space for all the illustrative cases which provide the richness of a book and there is no substitute for reading the whole book. There is an element of simplification in a summary so that the message may seem more obvious than it necessarily is, though the most powerful ideas are often simple and obvious in their essence.)
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Introduction

Retail is huge. In the UK, 11% of all enterprises are retailers, with 185,000 businesses operating in over 278,000 retail outlets. In 2004, retail sales were £246.3 billion - larger than the combined economies of Switzerland and Ireland. Over a third of consumer spending goes through shops. The retail industry employs 3.1 million people - 1 in 9 (or 12%) of the total UK workforce. [Figures from the British Retail Consortium].

But even though retail can save whole economies, it is still possibly the least understood of all business practices, says retailing consultant Richard Hammond. His book aims to help you discover the secrets of retail and learn how to grow your sales and your career. It is pitched from the store manager’s perspective but the ideas are intended to be so accessible that any member of the team can use them to boost performance.

There are four main parts:

1. You (making things happen) 

2. People (you and your team) 

3. Customers 

4. Store. 

Back to the top
PART ONE: YOU

How to read stores

One thing changed can be the start of something big. However, too many successes are prevented from happening because a good person cannot make space or time to find that small first change. Learning to read a store systematically is an excellent way to break out of the rut.

The secret is to look at the store, the people and the customers, discover facts about each and then consider how this new knowledge might impact on your own business.

Stand still and observe. For example: Watch where customers are going - which part of each section do they enter first? Look at their eyes - what do they see and what do they miss? What things do they touch? How do people behave in the ‘transition zone’, the area near the door that transfers people from the outside into the store. Too often we make the mistake of looking at the store from back to front - i.e. from the back staff area or warehouse through the shopfloor and out of the front doors. Look at it the other way round to get a fresh perspective.

Look at the basic store components: promotions, range, pricing logic, fixtures and fittings, lighting layouts, and added-value ideas. Go through this in your competitors' stores. Encourage your people to go out and read your competitors' stores - give them a paid session every week to go off and do so.

Talk to staff every time you go in a shop. Ask them "What’s it like working here?" They will often let slip a nugget of useful information. You can then ask further questions unobtrusively about specific employment practices in that store. Try to chat with the store manager too.

Listen to the customers - what do they say to each other and to the assistants. How are they being approached? In your own store you can ask lots of open questions eg "How well have we looked after you today?" "How easy was it to find what you were looking for?" "What am I missing in my store do you think?" The best question in somebody else’s store is: "I run a store like this one, what do you like about this shop?" You may find out what attracts them to that shop or uncover a problem to look out for in your own store.

The purpose is to find one thing to change in our own store today. Use a "Store Visit Form" to prioritise each idea. The form asks: What’s the idea? What’s the benefit? Can we do it easily? What’s the cost (time as well as money)? What’s our first step (and who will do it)?

Passion to make things better

Retail involves many skills but one human factor is essential above all others. Passion is what drives retail - it is the magic ingredient that helps you bring surprise, drama, great service, exciting products and customer delight into the store. Customers want to come back to a store run by a passionate team. The team itself looks forward to coming into work. Passion is not about sales, it is about improvement - making things better for customers and for colleagues. It makes things happen, and energises the store; it is a performance-improvement tool.

How to rise above the crowd

If you work for a large retailer and want to accelerate your career, you need to raise your profile in the company. The following are some suggestions for doing this:

· Volunteer for things - put your name forward for projects at all levels. 

· Introduce yourself to people at every meeting. 

· Make good use of the ideas programme if there is one (an ideas programme is essential for any retailer). 

· Give people your mobile phone number. 

· Research and rehearse an opinion about a relevant issue to make yourself more credible when you introduce yourself to senior people. 

· Produce the goods - success often does your talking for you. 

· Specialise - become an expert in a particular area. 

When pitching an idea to your boss, check that it is practical, affordable, supported by other departments or suppliers, and customer-focused. Be a team player - ask your boss to put your idea on the agenda at the next team meeting. Offer to go and meet people (e.g. area managers and suppliers’ reps) to discuss the idea.

Make sure you retain ownership of your ideas but never cut out your line manager - that may backfire on you. If your ideas receive a ‘no’, keep putting ideas and suggestions forward - you are raising your own and your team’s profile and it will lead to invitations to join committees/projects. You and your team can become engines for positive change.

If, however, you keep receiving rebuffs and it is clear the doors are firmly closed for new ideas, leave the company and take your passion and potential to another retailer.
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PART TWO: PEOPLE

How to build a great store culture

Make your people happy and they will make you money. A happy team of friendly motivated people, pulling together and having fun with customers, brimming with ideas and enthusiasm, can build huge performance improvements. The benefits of a great store culture derive from cost savings (through reduced shrinkage and employee turnover), improved customer service, ready adoption of new ideas, support in difficult decisions (such as sacking or reprimanding people who don’t make the grade), and fun and enjoyment.

Creating a strong, positive and productive culture must come from the heart - how you do it is a reflection of who you are. Four cornerstones support all great store cultures:

1. A clearly-defined mission statement - what are we here for? A strong, clear mission statement is a fantastic tool for improving and securing best performance. Make sure it is simple, obvious and reinforcing and that it addresses practical objectives. A supporting set of defined values is also needed. Where the mission statement tells you what the company does, the values tell you how it wants to do it - they are a reflection of what the company stands for. Mould the values into a set of practical sentences that tell people how to do the jobs they do every day. Test the values by giving them to someone outside the company and ask them to describe what sort of workplace the values describe. If what they tell you accurately reflects what you want your culture to be, you have probably got the values right. (Tesco has one of the best defined mission statements and set of values - they are clear, easy to understand and relevant. Pizza Hut, Richer Sounds, Starbucks and Asda are also recommended.)

Defining a mission statement and then living the values in store by "walking the talk" improves the customer experience and builds stronger teams, which in turn increases business performance. A good mission statement and set of values is one that a normal person can make sense of and that everyone can work to. If you don’t have a good set of values, ask some colleagues to tell you what the values should be. Let them rewrite the mission if they feel it is wrong. Ask them to think how they would apply their set of values to the business.

2. Respect for each other. Management by fear does not work in the long term - customers feel the negativity in the store and experience it through the service they receive. Teams built on fear and pressure often create short-term sales gains but always crack. They leave customers feeling negative about their interaction with the company and less inclined to come back. You must earn respect from your team but you must respect them from day one. The most effective way to earn respect is to give it - if you systematically build trust, recognise people’s contribution, share training, and create opportunities for personal growth, you will build a strong successful team that likes and respects you.

Senior central management are often scared to give store managers a free hand. However, wherever proper decision-making has been delegated down to individual store teams it has led to increased sales and profit. They may make mistakes but mistakes are only "unlearned lessons". Mistakes will be made whenever you try something new, different or difficult. You can reduce your errors to zero if you never try anything but your business will suffer in the long term.

3. Recognition of contribution. Recognition is the habit of catching people doing good things and then saying "thank you". It is the most powerful motivation tool in business. Motivated teams give better customer service, work happier together, are more efficient, are more stable and make life at work more enjoyable for all. Recognition is self-reinforcing - people want to do a good job, you recognise them for it when they do, they feel good so they repeat the recognised action because they like feeling good. In this way, small moments of praise can escalate into improved performance.

Store managers are rarely trained in or assessed on their ability to recognise achievements effectively. But recognition can drive store performance more effectively than almost any other management tool. For it to be effective, give praise in such a way that recipients understand exactly what they did well so they can repeat that behaviour. Little and often is the best approach - spot something good, mention it quickly, say "thank you", be specific.

Putting together a list of "observable positive behaviours" will help the whole team understand what you are looking for. Put a list on the notice board and give a copy to newcomers. It is not about looking at sales numbers - a positive observable behaviour is when you spot someone going out of their way to make a customer happy. Even if it does not result in a sale, the customer has left the store with a good feeling about your business.

Two other techniques for giving recognition:

· The 20-second ceremony: Use a couple of team meetings to make up a list of "observable positive behaviours". Start with the mission statement and values and think about the things that will support them. Make up some "thank you" notes - with space for the recipient’s name and a bigger space for why you want to say thank you. Print out a bunch and keep some in your pocket. When ever you see an opportunity to say thank you, fill one out quickly and put it in the hands of the person. Give some to your team for them to use too. 

· The heroes board: Allocate a piece of wall space to recognition. Tell recipients of the thank you notes to put them up on the wall. 

Build in a little focus at team meetings for recognition. Take the best "hero" example from that week and give the person a decent bottle of wine, a case of beer, some flowers or chocolates. (But don’t overdo it.)

4. Positive team building. The important principles here include:

· Communication - share information; it builds trust. 

· Give credit where credit is due. 

· Know when to quit - if something isn’t working, stop doing it and try something else, before you bankrupt the team. 

· Delegate - give people the good jobs, not just the things you don’t like doing. 

· Listen to what people are telling you before you make up your mind. 

· Make everybody responsible for each other and their own actions - the team will see that sharing responsibility means it is OK to admit you got something wrong and then work together to fix that mistake for everyone’s benefit.. 

· Admit your own mistakes. 

· Celebrate success; don’t bad mouth people in front of others. 

· Build the team on a framework of strong values. 

· Put the customer at the centre. 

· Don’t put people in roles outside their experience, ambitions or interest. 

· Don’t let your star salesperson get away with being lazy. Stars who create paperwork and customer service problems may become a liability. 

When a great store manager leaves it can often mean the death of a team. Store managers should work closely with their assistant managers in planning and building a culture so that the latter also become "keepers of the culture".

[Many of the foregoing ideas on people management are, of course, applicable to other industries as well as retail.]

How to motivate your team

A motivated team is essential for a great store culture. Individuals are motivated by a combination of factors:

· Financial reward. Money is important but doesn’t create long-term motivation. 

· Implied sanction. Ensure the team knows that you have set standards for a good reason and that you will maintain them vigorously. If you have to use sanctions, be quick, be clear and be fair. (The author provides a format for a one-to-one where you have to discipline a team member.) 

· Self-respect. Treat people like grown-ups. Share information, delegate power, muck in, listen to both sides, encourage opportunities for feedback, etc. 

· Non-financial rewards. Incentive programmes with a small number of big prizes may demotivate the many employees who don’t expect to win. Little and often is best. Include your employees' partners on social invites. Pass on any freebies you receive as a manager to your team - hold a team ballot for them to select worthy recipients. Hold a "balloon day" - put the names of different prizes in balloons and award "pops" to people for positive behaviours or meeting set challenges (e.g. selling a specific item). 

· Recognition of value contributed. Each of the above motivating factors contains a recognition component. 

Continuous improvement

All retailers could benefit from a culture of everyday performance improvement but few try. To gather improvement ideas, you will need a way to gather ideas and to put an improvement slot on the agenda at team meetings. Don’t get caught in the measurement trap - some of the most effective customer satisfaction-improving tools are un-measurable in a conventional sense. Smiling at customers is one of the most effective ways to make them feel better about you and your company but is impossible to measure.

Just because you can measure unit sales easily does not make that the most important area to concentrate your improvement efforts in. Customer satisfaction is harder to measure but is far more important because it relates to sales made today, tomorrow and next year. Go with your gut feel and apply improvements even to those processes, tasks and interactions to which you are unable to attach numbers.

Create an environment in which the team feels comfortable to try things. Allow your people to question how they do things. Make it an everyday occurrence, little steps but lots of them, and customers will feel improvements take hold.

The best retailers do not stand still when successful. They strive to keep the momentum, to keep growing and to keep moving forward. This is inspired by tiny little everyday improvements just as much as it is by sweeping change.

The author lists 112 ideas for making improvements with regard to customers, yourself, colleagues, and costs. Here are just a few of them:

· List all the things in your store that regularly delight customers - then think how to double the list. 

· Write down a list of all the processes that touch customers directly. Then make a list of all those that don’t - can you strip any of these out? 

· Ask customers "what’s missing?" 

· Smile when you walk through the door every morning even if you don’t feel like it. 

· Hold a 15 minute team meeting every day to discuss customer service issues, promotions, potential bargains, competitor activity, etc. 

· When prioritising areas for savings, concentrate first on your largest cost categories - a small success in one these can be worth much more than a big success in a tiny cost category. 

· Listen to what customers say is important - anything they don’t rate highly is probably worth not spending so much money on. 

· New design graduates are a more cost effective option for your advertising and direct marketing than an ad agency. 

· Appoint an honest and strong assistant manager - they will soon let you know where you have room for improvement. 
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PART THREE: CUSTOMERS

How to make more money

People and store issues are important but it is what you can do directly for the customer that has the most significant impact. The rules of performance improvement here are:

1. Sell to new customers. 

2. Sell more in each single transaction. 

3. Persuade existing customers to return to your store more often. 

4. Improve margin by cutting overheads and improving sales quality. 

Number 2 is the most important rule. Driving up average transaction value is all about maximising every opportunity; making the most of every customer who walks in is the priority. 

Great customer service

< our for good be this ?Will of context the in must make you decision Every survival. and entry market pre-requisite a is it advantage; competitive provide not does service customer> 

The best way to improve service quality is to improve the satisfaction of your team. Having a reward and bonus programme based around customer satisfaction helps them make a direct link between how they look after customers and what they earn.

Make it easy for customers to give you feedback. Create a customer complaint process that is easy to use. Give customers quality surveys. Encourage complaints and think of them as free market research. At the heart of every complaint is a truth that will help to make your business better.

Sources of competitive advantage

Competitive advantage in retail is the "fleeting moment when we have done something that is more attractive to customers than our competitors have". It is about mixing a number of techniques in a way that delights customers. Areas in which to seek competitive advantage include:

· Specific promotions to beat the competition. 

· Taking leadership in a particular type of promotion (e.g. Boots and 2-for-1 or 3-for-2). 

· Product niche specialism - good for smaller retailers as they can build a deep range within a single product sector. 

· Added value - through, for example, product demonstrations, product training for customers, tip sheets, credit facilities, pre-order facilities, design services, etc. 

More and more retailers are taking up price-led competitive positions. These include:

· Value - good quality merchandise at a predictably low price (this has been the most successful price positioning in world retail over the past decade). 

· Added value - a mix of value pricing and some premium pricing, but added to such strong added-value elements that customers think it is worth the premium (e.g. Carphone Warehouse’s "honest, reliable advice" is cited). 

· Beyond value - where price is simply not an issue (e.g. Harrods, Gucci). 

Price competition is risky and may offer only short-term gains. Price matching is also dangerous as it sends a message about your other prices.

The strategy of "everyday low prices" (ELP), as practised by many retailers, is "fatally flawed". Making price the absolute mission will not provide competitive advantage. ELP should not preclude the use of traditional price promotions. Real competitive advantage comes from maintaining honest everyday prices mixed with bargains. Customers get a buzz from beating the system and getting a real bargain.

All customers love bargains - we are living in a bargain-driven culture. Make bargains the star - including end-of-line products from other stores around the company, clearance and manager’s specials. Make up some simple flyers, hand them out in the car park and around town, have them delivered with local free papers. Have your team point out the specials to every customer. Enthuse the whole team at your daily team meetings - tell them about the day’s top three bargains, give a bottle of champagne for the person who sells the most. It means being inventive, on top of your inventory and ready to act fast. 

Promote or die

Carefully considered promotions combined with honest pricing are essential performance improvement tools. The author lists 27 popular promotions and includes a table to show which are good for improving performance under each of the four improvement rules. For example:

· Bargains and celebrity-visits to stores are the best way to sell to new customers, closely followed by tip sheets, "customer-get-customer" (giving existing customers a gift if they recommend your store to a friend), book signings, seminars and "how to" events, banded products (attaching a slower moving product to a more popular one for free), gift certificate promotions and interest-free credit. 

· Bargains, seminars and adverts in changing rooms are best for selling more in each transaction. 

· Persuading customers to return to your store is best achieved through bargains, sponsorship and town events, loyalty programmes, buy one get one free, sampler clubs, seminars, and discounts off future purchases. 

· Store cards, tips sheets, joint activity (with manufacturers or other retailers), displays in empty stores, book signings (a good way to get in a celebrity without paying them), and inviting the local radio station to do an outside broadcasts from your store are the most powerful promotions for cutting overheads and improving sales quality (while bargains have only a neutral effect here). 

Putting together a promotions planner for each month of the year is essential - it shows where you have dead zones to fill or mad times to avoid or strengthen (e.g. if your business is quiet during August because of summer holidays, run promotions then that maximise transaction values).

Learn from "hardcore street retailers". Take a walk down the Whitechapel Road (London) street market and learn from the traders:

· How can you get some of their skill at vocal promotion into your store? 

· Perception (e.g. about freshness of products) is a very powerful customer motivator and prominent positioning of "hot" (popular) items hooks customers. 

· Demonstration is a powerful promotional tool - customers are drawn to products when they see life and action around them; it helps them to imagine your product actually working for them. 

Stall holders’ instinctive deal-making and the way they negotiate prices ensures they turn stock faster and that they increase average transaction values - the key to increasing business performance. Follow their example by helping your own team become "sale closers". Develop a menu of packages that sales assistants can choose from to close sales. The customer should feel that the deal has been built especially for them - that they have beaten the system. Having the menu ready but hidden is not a deception; it helps to ensure a smooth transaction.

Ask the team to suggest some package deals. Explore the numbers and prioritise the packages - which ones do the team feel will make a real difference to the sales experience? Ask questions that put you in the customer’s role - would a deal like this make me feel good about the store?

Base your package deal proposals on:

· Margin and usual discount range - if your usual discount range is 2% but the package will need a 10% overall discount, then you must help the team understand that the extra 8% will need to be saved elsewhere. 

· Stock turn-around - adding a slow-selling line as a free item for a package helps enormously (but will annoy the customer if it is rubbish or unattractive). 

· Average transaction value - work this out as a percentage. If the proposed deal is double your usual average transaction value, it is worth being relatively generous. 

· Realism - don’t get carried away. Remember package deals are for one purpose only - to turn a request for a discount into a larger sale. 

Write the deals up and issue the list to the team. Review them after two weeks to see which deals are working and to identify new ideas or areas where you can be bolder. Make a member of the team responsible for turning the best three packages into public promotions.

Real marketing

The rules of advertising are: Be clear, tell people what the benefit to them is, and then make it very easy for them to buy from you. Brand is built more powerfully by your shop, your people in it and your store culture than by advertising.

Keep things simple. Marketing is about understanding who your customers are, where they can be found, what they want, and how much they will pay to satisfy those wants. The four "P"s of marketing (product, place, promotion and price) are useful as they set up a chain of questions: Who are we selling to? How do we tell them about our products? What will they pay for it? Go through the questions in a team meeting covering four or five main customer types separately. The answers will help you make better decisions on promotions and advertising. Use what you learn to select target audiences and the promotions to put before them.

Options for reaching audiences include:

· Radio - very cost effective; you can paint any image you want with words. Radio stations can provide profiles of their listeners so you can broadcast only on those stations and shows listened to by people who might want to shop with you. 

· TV - powerful but expensive; tends to have a scattergun effect. 

· Print - today you can place an advert on virtually anything that doesn’t move. 

· Catalogues provide huge scope to tell people about your fantastic deals and why your store is a great place to do business with. Hand them out as flyers, put them in local free papers, mail them to your customer data base and give them to visitors to your store. Take a look at the excellent catalogues of IKEA and Richer Sounds. 

Every store must build a customer data base - it is the best advertising tool for attracting customers. Data base communication is especially useful when competing in a sector with slim price differentials and where promotional advantage is quickly eroded. Email is the easy and cheap way to begin data base marketing. Take the email address of every customer who buys from you and email them with friendly notes about new products and offers. Always get permission - customers hate email spam. Make sure you actually have something to say and remember the rules: "Tell me what it is, tell me why I might want one, tell me how to get it". Ensure you comply with the Data Protection Act.

Postcards are an excellent, cost effective alternative, especially for announcing big promotions, sales or store events. Target all current and recent customers. Think about customers - do groups of customers have anything in common? Can you identify other groups of people who are not yet your customers but who are very much like your existing ones? Think about sending a postcard offer to these "prospect groups". 

Keep track of promotion results by adding coded coupons to printed materials and asking email customers to quote a reference code. Use a spreadsheet to record the number of people responding, the total value of their purchases and the margin earned on each transaction. To track how well each promotion is working, at the end of each week calculate the total profit accounted for by promotions and deduct from it the cost of the activity you ran. Try to calculate the discounts you gave to normal customers (people who would have brought from you regardless of the promotion). This may involve an instinctive judgement, but is important as it provides a realistic appraisal of returns from your efforts.
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PART FOUR: STORE

Store layout and environment have a big impact on whether customers decide to buy from you or not. The store does five jobs:

1. Tempts customers to come in. 

2. Displays products. 

3. Shows off price and promotional displays. 

4. Leads customers through the different ranges. 

5. Communicates your store culture. 

A great looking store is only the start:

· A good window display is critical - it must be welcoming, give passers-by new reasons to come in, and must be readable in five seconds. 

· The transition zone can make or break the customer experience - too empty and customers will be reluctant to move further into the store; too cluttered and it makes it hard for customers to get in. Watch out for the "butt-brush factor" - customers hate standing anywhere they might have other customers constantly brushing past them. Look at all the customer flows in the store to see where you can make improvements. 

· Sales floor - think about quality, shoplifting, presentation, promotion and customer flow. 

· If yours is a store where customers need to pick up more than one item, offer baskets. Customers who pick up a basket nearly always buy something. Put the baskets on a table (not the floor) where it is easy for customers to pick them up - this will increase sales and average transaction values. 

· Fill the store with promotions, show people excellent value and make it easy for them to take you up on your offers. Don’t allow a promotion spot to go empty - if you have run out of a line, get the promotion off the floor immediately or customers will feel you have let them down. The ideal promotional hotspots are visible from the door, well lit, bristling with stock, easy to linger in front of, clearly merchandised, well signed and surprising. 

· Think about how to use the back wall to draw customers right the way through the store exposing them to a succession of promotional hot spots on the way. 

· Put cash desks half way down one side wall - you can see most of the store from there, it is better for queuing and doesn’t eat into the best-selling areas. Look for a few products in your range that will make great cash-desk impulse purchases (they should be attractive, low cost and physically small) - these can have a direct impact on increasing average transaction values. 

· Sight lines are important. Can customers see their way round the store? Customers are led by the exciting and attractive products and promotions you put in their forward vision (rather than their peripheral vision). Can you see the customers? This is important because it makes it easy for you and the team to acknowledge them (and it reduces shoplifting). 

· Signage - always choose crisp and readable rather than complex, over-designed or wordy. 

Take inspiration from the best store environments:

Selfridges, London. The best merchandised store in the world. Energy and excitement coupled with chic and style.

Bloomingdales, New York. Crisp presentation, immaculate but approachable displays, a proliferation of aspirational brands nicely merchandised.

Stella McCartney, New York. Changes in lighting, ceiling heights and floor levels force customers into exploring the whole store.

WHSmith Travel (worldwide). Impressive for the consistency of its airport and train station stores - customers can spot them easily and know they will always find something there to make the journey more bearable.

Vision Express, France (eyecare). The "ceremony" of fitting the frames creates a feeling of old-time, pampering customer service, and putting the lens grinding and fitting technicians in the centre of the shop adds drama and activity.

Mango, Spain (clothing). Inexpensive clothes displayed so they look like a million dollars. Customers get the impression they will be among a few very lucky buyers to own them this season.

T.K. Maxx (worldwide). Proof of the incredible effect bargains have on customers from across a wide social-economic range. The store environment is just a shell for the bargain hunting. Think how you can use bargains to the same effect in your store regardless of your retail sector.

Poundstretcher, UK. A low-cost environment honestly presented. Think about your own business - do you need an upmarket image, or is a (cheaper) down-to-earth function-over-form approach more appropriate? 

The author also critiques some other stores:

Fads, UK. The 99p offering is very strong but the store does not do enough to promote it.

Woolworths, UK. Lack of bargains and a dull store environment. A sleeping giant.

Macy’s, New York. Billed as the world’s largest department store but disappointing.

The key elements are surprise and delight. Make a customer say "wow" in your store and you’ve got a sale. Create surprise by:

· Bringing in a steady flow of products. 

· Using lighting and music to create drama. 

· Getting the team talking to customers, directing them to new and exciting products, promotions and events. 

· Introducing a calendar of in-store demonstrations and events. Bring the theatre of retail into your store. 

· Using manager’s specials and clearance items. 

· Think like a customer - what would "wow" me? 

A full reading of the book is recommended as it contains plenty of other excellent ideas in addition to those summarised here. In conclusion, the author’s advice is to pick out today the one thing you know can make a difference, then another tomorrow and another the day after that. Before long, he says, these baby steps will add up to a significant journey of change and improvement.

He also recommends Sam Walton’s book on how he built Wal-Mart (Made in America, My Story) as the best book on team-building in retail. Paco Underhill’s book on the "science of shopping" Why We Buy is useful supplementary reading.
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