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Rogers Video is the largest Canadian-owned specialty video retailer in
Canada, and the fifth largest video chain in North America. As part of

the Rogers Group of Companies, their network of stores provides Rogers
Cable and Rogers AT&T Wireless products in every store.

T H E C H A L L E N G E
This project was conducted with a client that has 280+ stores across Canada.
The client was facing 2 main problems:
• High variability on "on the floor" customer service and sales conversion

across all stores (customers were not approached on the floor) which was
leading to sub-optimal  company sales results.

• High variability in labor utilization (scheduling) across all stores which was
resulting in a waste of labor resources, with some stores well below the best
and the average performing stores.

The project objectives were to:
1. Define objective, data driven metrics for "on the floor" customer service

levels & sales conversion and for labor utilization at store level.
2. Implement a customer service process at store level to ensure exceptional cus-

tomer service levels in all stores at all times and to increase sales conve r s i o n .
3. Improve the scheduling process in order to reduce variability (increase the

mean) in labor utilization for all 280+ stores.
4. Ensure that both processes and metrics do not conflict with each other (e.g.

too low labor scheduling to affect customer service).
Strategic objectives of the company were to improve profitability of the exist-
ing business. Increasing sales conversion while optimizing labor utilization
were the 2 most important company objectives at the time.

W H AT W E D I D
• De fining the right metrics to measure and analyze the 2 problems outlined

a b ove: 1) Transactions per labor hr would drive improvements in labor utiliza-
tion, and 2) $ per transaction would drive improvement in sales conve r s i o n
t h rough "on the floor" customer serv i c e .

• Determining the current performance for sales conversion (through "on the
floor" customer service) and for labor utilization for each individual store. St o re s
we re then mapped against each other according to the 2 defined Key In d i c a t o r s .
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M r. Chuck van der Lee, President & CEO :“ During the past year we have worked together to develop a store transaction volume forecast and labour
scheduling tool. In addition we developed a service model that helps us to provide consistent service and improv our re venue per transaction. T h e s e
e f f o rts has resulted in a $4.0 million improvement in annual operating pro fit. The Carpédia sustainable pro fit improvement methodology has prove n
to be effective in improving both our service and labour effic i e n c y. Your organization’s continued support has been appreciated and I look forw a rd to
an ongoing relationship for many years to come. I would recommend your services to any organization that wishes to improve both services delive ry
and effic i e n c y. ”

T HE  T E S T I M O N I A L

Rogers Video
Variance was calculated and financial effect for the company of increases in the
mean (for both indicators) was defined. These numbers we re used as the base-
line for improvement target setting at individual store leve l .

• Mapping and analyzing both processes. Besides process maps, experiments,
o b s e rvations and prototypes we re conducted to determine standard re q u i re-
ments for optimal customer service on the flo o r. As well, observations we re con-
ducted to determine optimal FTE re q u i rements for all store activities, which
would be used for scheduling and the labor management pro c e s s .

• Implementing a new process to serve the customer on the flo o r, which will re s u l t
in higher sales conversion. Implementation of the process included training and
behavior change of store managers (managing by numbers).

• Im p roving the scheduling process, by making it data driven, in order to enable
the scheduling of the right number of people at all times according to defin e d
pattern of customer arrivals and support processes re q u i rements (defined during
o b s e rvation/ prototyping phase).

• Designing an improvement target setting method in order to define targets at the
individual store level, based on the defined variance of the 2 Key In d i c a t o r s .
Im p rovement targets would follow a sliding scale: Higher improvement targets for
those stores low in the defined metrics, and lower targets for high perf o r m e r s .

• Implementing the defined  improvements, including training of store managers
and ensuring behavior change at store leve l .

• Designing monitoring and controlling tools, including : 
∗ Daily operating re p o rt, to enable store managers to monitor daily the store

p e rformance and act on process variances in order to accomplish the defin e d
targets and re s u l t s .

∗ Weekly management monitoring re p o rt, to enable management to closely mon-
itor improvement performance and act on variances on store perf o r m a n c e .

∗ Financial impact of project on company fin a n c i a l s .

R E S U LTS
• Im p rovement in transactions per labor hour (defined metric for labor utilization)

resulted in an average reduction of 5% in paid hrs per week across all store s .
• Im p rovement in $ per transaction (defined metric for sales conversion, as a re s u l t

of serving the customer on the floor) resulted on a average increase in re venue of
over 3%.

• A n n u a l i zed financial impact of the project was expected to be an increase in
operating pro fits of CAN $11.0 million, one year after implementation.


