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The Customer-Service Agent

Read the accompanying article on a day in the work life of Bill Ryan. Then write a job description
for the job of customer-service agent. Use the exhibits in this chapter to guide you in deciding
what information in the story is relevant for job analysis.

1. Does the day diary include sufficient information?
2. Ildentify the specific information in the article that you found useful.

3. What additional information do you require? How would that information help you?

Pick a teammate (or the instructor will assign one) and exchange job descriptions with your

teammate.

1. How similar/different are the two descriptions? You and your teammate started with exactly
the same information. What might explain any differences?

2. What process would you go through to understand and minimize the differences?
3. What are some of the relational returns of the job?

Bill Ryan often deals with difficult people. It's
what he gets paid for. He's one of 30 customer-
service agents at Half.com, an online market-
place owned by eBay Inc., the Internet auction
company. Like eBay, Half.com attempts to match
buyers and sellers in a vast flea market featuring
millions of products ranging from trading cards to
camcorders. But unlike eBay, there’s no bidding.
Half.com lists items only at fixed prices. If you see
something you like, pay the price and it's yours.

The other big difference with eBay is that
for most of the products listed on Half.com,
there's no way for buyers and sellers to in-
teract directly. Usually there’s no need to. To
make a purchase, buyers use their credit cards
or checking accounts to pay Half.com, which
then automatically credits the amount to the
seller’s card or account—minus a transaction
fee. Once the payment is made, the seller ships
the product.

Despite a well-oiled system, however, ques-
tions arise. Things can go wrong. A purchased
item doesn’t arrive, or isn't in the condition
the buyer expected. Or maybe an interesting
product is listed but its description isn’t clear.

And that's where Mr. Ryan and his colleagues
come in, handling the buckets of e-mail and
intermittent phone calls from curious, addled,
and upset users. They pass information between
buyers and sellers, answer questions, and re-
solve the occasional dispute. Half.com says that
fewer than 1 percent of the site’s transactions
require customer service's involvement. But with
more than 15 million items for sale—well, you
do the math.

In fact, the customer-service department
receives about 1,500 to 2,000 e-mails a day,
of which nearly a third are complaints about
transactions. The rest are mostly questions
about the goods and how the site works. Mr.
Ryan himself on a typical day fields between
60 and 100 e-mails and half a dozen phone
calls. The calls are the most stressful. “People
panic and they want answers,” Mr. Ryan says.
“If they are calling, they are not happy.”

For Half.com—as well as most other e-com-
merce companies—customer-service agents
like Mr. Ryan are the crucial link between the
faceless website and the consumer. And how
they deal with the public can make or break
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a business. As Half.com's vice president for
operations, says, “It costs too much to get a
new customer only to fumble the relation-
ship away.” Half.com wouldn’t discuss sala-
ries. But Mr. Ryan and his colleagues, who
are split into two shifts covering 8 a.m. to
midnight, seven days a week, say they're sat-
isfied with their wages, which include quar-
terly bonuses.

What he likes about the work, Mr. Ryan
says, is the kind of customer problem that
requires research and deep digging to find
the resolution. What he sometimes doesn’t
like about his work are the routine questions
that generate stock responses. Here's a day in
Mr. Ryan’s work life:

THE ANSWER MAN

8 am Mr. Ryan strolls into the Half.com office in
Plymouth Meeting, Pa., a short drive from his
home. The company'’s single-story gray build-
ing is a former tire factory in this colonial-era
industrial town on the outskirts of Philadel-
phia. Mr. Ryan works in a low-slung, black cu-
bicle toward the back of the office, his space
sparsely decorated.

The atmosphere at Half.com is decidedly
young and casual. Jeans are the uniform.
Mr. Ryan certainly fits in, though at 32 he's a
few years older than most of his cubicle mates.

He started doing strictly customer service,
answering customer e-mails. Now he also does
what the company calls “trust and safety work":
investigating fraud and fooking for things on the
site that are "funky.” For instance, when Half.
com receives a complaint from a buyer about a
seller, it's Mr. Ryan’s job to contact both parties
and make sure there is no fraud occurring.

This day, because the site has received a
high volume of e-mails, he's on regular
customer-service duty. After checking the few
internal e-mail messages he receives each day,
he gets right to work. Mr. Ryan downloads
his first batch of 10 e-mails for the day. He
says it usually takes him about an hour to get
through 10 messages.

8:10 am The first e-mail is from a woman
interested in buying an audio book on CD that
she saw listed on the site. She wants to know
whether the CD will work on her DVD player.
But since she doesn't specify the exact listing,
Mr. Ryan is stuck. He can’t search for it among all
the listings or contact the seller. The best he can
do is suggest that she send him an item number
so he can contact the seller with her question.

8:15 am The next e-mail comes from a user
who sold the Diana Krall CD “When | Look in
Your Eyes,” but lost the buyer’s shipping infor-
mation. The seller is concerned that a delay in
her shipment wiil give the buyer reason to give
her a negative rating on the site. After each
purchase is made, the buyer gets a chance to
rate the seller's performance on a scale from
1 to 5—"poor” to "excellent.” Every rating
sellers collect is displayed along with their user
name next to subsequent items they list. Just
one negative rating can ruin a seller’s reputa-
tion, depending on how many sales he or she
has made overall.

Mr. Ryan tracks down the details on this
particular transaction in the Half.com user da-
tabase. He identifies the buyer and writes an
e-mail to explain that the seller lost the shipping
address and “wants to let you know they are
sorry for the inconvenience.” He then e-mails
the buyer’s shipping address to the seller.

Mr. Ryan says he doesn't find the e-mails
tedious. “There is such a variety of topics to re-
spond to,” he says. "I never get 50 of the same
questions in a row.” But, a few e-mails later,
he shrugs with disapproval. The user’s question
could easily have been answered by going to
the help section of the website: “Do 1 include
shipping in the sale price or is it added later?”

Says Mr. Ryan, “It's a general question. |
like the detailed research questions.” Mr. Ryan
pastes in an answer from a database of stock
responses the customer-service team has put
together. He then tacks onto the end of the
e-mail a salutation that he draws from a list of
suggested message closers provided by Half.
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com. The list, the company says, makes it eas-
ier for the agents to write so many e-mails.
For this message, Mr. Ryan chooses, “It was my
pleasure to assist you."”

GOT JUICE

9:30 am After answering a few more messages,
it's time for a coffee break. Mr. Ryan says he
drinks two cups of coffee a day, a habit he
picked up since starting at Half.com.

“A year ago | wouldn‘t have touched the
stuff,” he says. He heads to the kitchen, which
is just down the hall from his desk. The well-lit
room is stocked with free cappuccino, juice, soda,
fruit, cereal, cookies, and other munchies. The
cafeteria also doubles as a lounge with a satellite
television playing ESPN, a Fooshall table, and a
ping-pong table. This early in the morning, how-
ever, most people are interested in the coffee.

9:48 am An e-mail arrives from a Half.com
colleague in charge of the stock-answer da-
tabase. He writes that a response Mr. Ryan
submitted on how users can sign up for direct
deposit—linking their Half.com transactions
with their checking accounts—would be in-
cluded in the database. “There are so many
things we don't have responses to,” Mr. Ryan
says. "It makes everyone’s life easier to have
the [database].”

9:50 am The first 10 e-mails are done. Mr. Ryan
downloads 10 more. One is from a father who
several days earlier ordered the latest Sony
PlayStation for his son’s birthday and is con-
cerned because it hasn't arrived yet. Half.com’s
policy is that if a buyer hasn't received an item
within 30 days of the purchase, he or she can
lodge an official complaint. The PlayStation
seller is thus a long way from the delivery dead-
line. Nevertheless, as a courtesy, Mr. Ryan sends
the seller an e-mail asking whether he can pro-
vide a shipping date and tracking number that
Mr. Ryan can pass on to the restless father.
Half.com believes that help like this—beyond
the requirements of its own rules—separates
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its customer-service approach from that of
other companies. When the company was
starting out, says Training Supervisor Ed
Miller, customer service tried to respond to
as many messages as it could, as fast as pos-
sible. What the company learned, however, is
that “customers don‘t mind if you take a little
more time to answer their specific question.”
Instead of just firing off e-mails, Half.com
now sees it as important to personalize each
message. Even with the personalization, Half.
com says it responds to most messages within
24 hours.

Communications with customers have
a consistent and pleasant tone. E-mail mes-
sages should conform to the “grandmother
rule.” Each message should “make sense to my
grandmother.”

10:10 am Bathroom break.

10:15 am “All right,” Mr. Ryan says eagerly, re-
turning to his desk. He cracks his knuckles and
starts typing.

A buyer who purchased a video game
two months ago but never received it writes
to thank Half.com for “hounding” the seller
to send him the item. But he wants a refund.
Mr. Ryan verifies the buyer's version of events
in Half.com’s records, then refunds the buyer’s
money and charges the seller’s account for the
amount of the sale. Mr. Ryan sends e-mails
to both parties informing them of his action.
Half.com’s rules say that when an official com-
plaint has been lodged the other party has
five days in which to respond. In this case, the
seller didn't respond, so the buyer won the dis-
pute by default.

10:25 am Snack time. Mr. Ryan breaks into a
high-energy Balance bar—a little nourishment
to get him ready for what comes next.

WRECKING CREW

10:30 am Time to knock down some walls. Lively
human-resources worker Alicia DiCiacco invites
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Mr. Ryan and his colleagues to pick up sledge-
hammers and knock through a wall at the end
of the office. Half.com’s staff has doubled in the
past year, and the company is expanding into
adjacent space in the old tire factory. Everyone
in the office takes turns whacking at the wall.
Some of the younger males dish out screams
of “I'm not going to take it any more!” and
“Where's the Pink Floyd?!”"—a reference to the
1970s rock album “The Wall” by Pink Floyd.

Mr. Ryan eats up the office energy. “It's ex-
citing to work here,” he says. “We're growing.
We had the second launch of the site. [Half.
com expanded its product line in April]. We're
doing construction. It's good to come to work
when the company is doing well.”

11:15 am Finished with another batch of 10 e-
mails, he downloads 10 more, including two
separate queries from customers who can’t
redeem special introductory coupons Half.com
offers to new users.

11:47 am Mr. Ryan gets an e-mail from a seller
responding to a message from Half.com. A
potential buyer has asked Half.com whether
the seller's 75-cent copy of Carolyn Davidson's
Harlequin romance “The Midwife” is a paper-
back or hardcover. Half.com forwarded the ques-
tion to the seller, who now is writing back to say
it's a paperback.

Mr. Ryan sends two e-mails: one to the buyer,
answering his question, and one to the seller,
thanking him for the information.

12:10 pm Lunch. Mr. Ryan eats his turkey wrap
in the company cafeteria with some colleagues
and heads back to his desk by 1 p.m.

1:06 pm E-mail from a user who can‘t find the
new Stephen King novel on Half.com. The site
is supposed to list all new books from major
publishers, even if no one is selling them. That
way, if a user is interested, he or she can put
it on a wish list and the site will automatically
e-mail him or her when a copy has been posted
for sale.

Internal Alignment: Determining the Structure

Mr. Ryan searches for the book meticu-
lously, checking by title, author and publish-
er's ISBN number. Once he’s sure the book isn‘t
listed, he e-mails Matt Walsh, who is in charge
of fixing catalog errors. Mr. Ryan then e-mails
the user and instructs him to check back at the
site soon.

1:21 pm First phone call of the day. Because
Half.com prefers to conduct customer service
on e-mail, to keep its costs down, it doesn’t
display its phone number on its website. Still,
persistent users get the number through direc-
tory assistance or other sources.

This caller, an agitated buyer of the video
“Valley Girl,” a 1983 comedy starring Nicolas
Cage, says she received a damaged tape. She has
lodged an official complaint against the seller on
the website, but the seller hasn't responded. Mr.
Ryan tells her that the five days the seller has to
respond aren‘t up yet. He assures her that if the
seller doesn’t respond within the allotted time,
he will refund her money and charge the seller’s
account. Until then, there’s nothing Mr. Ryan can
do except comfort the caller with apologies and
explanations.

In the event that the seller disputes the
buyer’s claim about the tape, Half.com is still
likely to grant a refund, especially on such
an inexpensive item. Half.com makes it clear,
however, that its customer-service team keeps
a close watch on users’ complaints, looking
out for fraudulent refund requests. If Half.
com suspects foul play, it doesn’t grant re-
funds so easily.

2:02 pm A seller of the video “I Know What You
Did Last Summer” got the package returned,
marked address unknown. Mr. Ryan looks up
the buyer’s information in the user database
and e-mails him, asking for an updated ad-
dress to forward to the seller. He then e-mails
the seller, telling him the address should be on
its way shortly.

2:21 pm He downloads 10 more e-mails.
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Summary Encouraging employee behaviors that help achieve an organization’s objectives and foster-
Nhat You ing a sense of fairness among employees are two hallmarks of a useful internal pay struc-
returned, ture. One of the first strategic pay decisions is how much to align a pay structure internally
looks up 4 compared to aligning it to external market forces. Do not be misled. The issue is ror achiev-
database 1 ing internal alignment versus alignment with external market forces. Rather, the strategic
lated ad- i decision focuses on sustaining the optimal balance of internally aligned and externally
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uld be on i This part of the book focuses on one of the first decisions managers face in designing pay

; systems: how much to emphasize pay structures that are internally aligned with the work
' performed, the organization’s structure, and its strategies. Whatever the choice, the decision
needs to support (and be supported by) the organization’s overall human resource strategy.
Next, managers must decide whether job and/or individual employee characteris-
tics will be the basic unit of analysis supporting the pay structure. This is followed by
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deciding what data will be collected, what method(s) will be used to collect the infor-
mation, and who should be involved in the process.

A key test of an effective and fair pay structure is acceptance of results by manag-
ers and employees. The best way to ensure acceptance of job analysis results is to in-
volve employees as well as supervisors in the process. At the minimum, all employees
should be informed of the purpose and progress of the activity.

If almost everyone agrees about the importance of job analysis, does that mean every-
one does it? Of course not. Unfortunately, job analysis can be tedious and time-consuming.
Often the job is given to newly hired compensation analysts, ostensibly to help them learn
the organization, but perhaps there’s also a hint of “rites of passage” in such assignments.

Alternatives to job-based structures such as skill-based or competency-based sys-
tems are being experimented with in many firms. The premise is that basing structures
on these other criteria will encourage employees to become more flexible, and thus
fewer workers will be required for the same level of output. This may be the argument,
but as experience increases with the alternatives, managers are discovering that they
can be as time consuming and bureaucratic as job analysis. Bear in mind, job content
remains the conventional criterion for structures.

Review Questions

1. Job analysis has been considered the cornerstone of human resource management.
Precisely how does it support managers making pay decisions?

What does job analysis have to do with internal alignment?

Describe the major decisions involved in job analysis.

o

Distinguish between task data and behavioral data.

(%]

What is the critical advantage of quantitative approaches over conventional ap-
proaches to job analysis?

[@))

. How would you decide whether to use job-based or person-based structures?

7. Why do many managers say that job analysis is a colossal waste of their time and
the time of their employees? Are they right?

Endnotes

1. Stanley Bing, 100 Bullshit Jobs . . . And How to Get Them (New York: HarperColl-
lins, 2006); Justin Racz, 50 Jobs Worse Than Yours (New York: Bloomsbury, 2004).
Our personal favorite is the ride operator at the “It’s a Small World” ride at Disney.
Robert J. Grossman, “IBM’s HR Takes a Risk,” HR Magazine, April 2007.

3. Michael T. Brannick, Edward L. Levine, and Frederick P. Morgeson, Job and Work
Analysis: Methods, Research, and Applications for Human Resource Management, 2nd
ed. (Los Angeles, CA: Sage, 2007).
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Robert J. Harvey, “Job Analysis,” in Handbook of Industrial and Organizational Psychology,
vol. 2, M. D. Dunnette and L. Hough, eds. (Palo Alto. CA: Consulting Psychologists
Press, 1991), pp. 72-157.
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ensure that people are treated fairly. Some balance between chaos and control is re-
quired. History suggests that when flexibility without guidelines exists, chaotic and ir-
rational pay rates too frequently result. Removing inefficient bureaucracy is important,
but balanced guidelines are necessary to ensure that employees are treated fairly and
that pay decisions help the organization achieve its objectives.

Your Turn

Job Evaluation at Whole Foods

Rather than wait until you are next in a supermarket to check out the different types of work,
we brought some of the jobs at Whole Foods Market to you. Now that you have some back-
ground in job evaluation, it is time to try it out. As a first step, Whole Foods has done job analy-

sis and prepared job descriptions. The results are shown below. Now a job structure is needed.
The manager has assigned this job to you.

1. Divide into teams of four to six each. Each team should evaluate the jobs (i.e., assign job eval-
uation points to each job) and prepare a job structure based on its evaluation. Assign titles to
each job, and show your structure by title and job letter. A broad hint: Recall from our discus-
sion of Whole Foods' business and pay strategy that teams play an important role.

- Your team should describe the process it went through to arrive at that job structure. The job

evaluation techniques and compensable factors used should be described, and the reasons for
selecting them should be stated.

. Each team should put its job structure (i.e., points assigned to each job) on the board. Compari-
sons can then be made among job structures of the various teams. What is the average correla-
tion between columns of job evaluation points from different teams? Is this correlation high
enough to obtain a sufficient level of reliability? (You may wish to skip ahead to the section
“Reliability of Job Evaluatiori Techniques” in Chapter 6 and pay special attention to the example
of how even "high” reliability may not eliminate important salary differences that result from
whose ratings are used.) Does the job evaluation method used appear to affect the results? Do
the compensable factors chosen affect the results? Does the process affect the results?

4. Evaluate the job descriptions. What parts of them were most useful? How could they be
improved?

JOB A (Team Member, Deli)?8 on all products in stock to ensure freshness
and rotate when necessary. Use waste sheets
Kind of Work properly, as directed. Operate and sanitize
Provide excellent customer service. Follow all equipment in a safe and proper manner.
and comply with ail applicable health and Comply with and follow Whole Foods Market
sanitation procedures. Prepare food items: Safety Procedures. Follow established Weights
sandwiches, slice deli meats and cheeses. Pre- and Measures procedures (tares). Answer the

pare items on station assignment list and as
predetermined. Stock and rotate products,
stock supplies and paper goods in a timely
basis; keep all utensils stocked. Check dates

phone and pages to department quickly and
with appropriate phone etiquette. Practice
proper use of knives, slicer, trash compactor,
baler (must be 18 years of age or older), and
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all other equipment used during food prepa-
ration and cleanup. Perform other duties as
assigned, and follow through on supervisor
requests in a timely manner.

Requirements

* Some deli experience preferred.

* Clear and effective communicator.

* Patient and enjoys working and mentoring
people.

* Ability to perform physical requirements of
position.

* Ability to learn proper use of knives, slicer,
baler (must be 18 years of age or older)
and all other equipment used during food
preparation and cleanup.

* Ability to work well with others as a team.

* Knowledge of all relevant Whole Foods
Market policies and standards.

* Understands and can communicate quality
goals to customers.

JOB B (Cashier)

Kind of Work

Assist and focus on customers during entire
checkout process. Perform all cash register func-
tions according to established procedures. Main-
tain a positive company image by providing
courteous, friendly, and efficient customer ser-
vice. Check out customer groceries efficiently
and accurately. Pass entry-level PLU code test.
Maintain a professional demeanor at all times.
Stock registers with supplies as needed. Follow
proper check-receiving procedure. Clean, stock,
and detail front-end area with special attention
to own register. Change journal tapes and rib-
bon as needed. Walk produce department at
the beginning of every shift to identify and learn
new produce codes. Comply with all posted state
health and safety codes.

Requirements

* Excellent communication skills necessary for
good customer and team relations.

* Ability to work well with others.

* Ability to learn proper use of baler (must be
18 or oider).

¢ Desire to learn and grow.

* Ability to work in a fast-paced environ-
ment, with a sense of urgency.

* Understanding the importance of working
as a team.

* Good math skills.

e Patience.

JOB C (Team Leader, Prepared Foods)

Kind of Work

Reports to store team leader and to associate
store team leader. Provides overall manage-
ment and supervision of the Prepared Foods
Department. Responsible for team member
hiring, development, and terminations. Also
responsible for profitability, expense control,
buying/merchandising, regulatory compliance,
and special projects as assigned. Complete
accountability for all aspects of department
operations. Consistently communicate and
model Whole Foods vision and goal. Inter-
view, select, train, develop, and counsel team
members in a manner that builds and sustains
a high-performing team and minimizes turn-
over. Make hiring and termination decisions
with guidance of store team leader. Establish
and maintain a positive work environment.
Manage inventory to achieve targeted gross
profit margin. Manage the ordering process to
meet Whole Foods Market quality standards.
Maintain competitive pricing and achieve tar-
geted sales. Establish and maintain positive
and productive vendor relationships. Develop
and maintain creative store layout and prod-
uct merchandising in support of regional and
national vision. Establish and maintain collab-
orative and productive working relationships.
Model and cultivate effective inter-department
and inter-store communication. Provide ac-
curate, complete information in daily, weekly,
monthly, annual, and “ad hoc” management
reports. Maintain comprehensive knowledge
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of, and ensure compliance with, relevant reg-
ulatory rules and standards.

Requirements

* Two years relevant experience as a team
leader, assistant team leader, supervisor, or
buyer.

* Thorough knowledge of products, buy-
ing, pricing, merchandising, and inventory
management.

* Excellent verbal and written communication
skills.

e Strong organizational skills.

* Knowledge of all relevant Whole Foods
Market policies and standards.

* Computer skills.

JOB D (Team Member, Prepared Foods)

Kind of Work

Perform all duties and responsibilities of Pre-
pared Foods Team Member. Provide excellent
customer service. Assist team leader in nightly
team operations. Report all actions of team
members that violate policies or standards to
the team leader or associate team leader. Men-
tor and train team members. Maintain quality
standards in production and counter display.
Comply with all applicable health and safety
codes. Help implement and support all regional
programs.

Requirements

® Minimum 6 months’ retail food production
experience, or equivalent.

* Overall knowledge of both front and back
of the house operations.

* Comprehensive product knowledge.

* Comprehensive knowledge of quality
standards.

* Excellent organizational skills.

* Excellent interpersonal skills, and ability to
train others.

* Demonstrated decision-making ability, and
leadership skills.
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e Ability to perform physical requirements of
position.

* Able to work a flexible schedule based on
the needs of the store.

JOB E (Team Member, Kitchen)

Kind of Work

Performs all duties related to dishwashing:
unloading kitchen deliveries and cleaning all
dishes, utensils, pots, and pans. May be prep
work. Maintain food quality and sanitation in
kitchen. Maintain a positive company image by
being courteous, friendly, and efficient. Wash
and sanitize all dishes, utensils, and containers.
Assist with proper storage of all deliveries. Rotate
and organize products. Perform prep work as
directed. Provide proper ongoing maintenance
of equipment. Maintain health department stan-
dards when cleaning and handling food. Perform
deep-cleaning tasks on a regular basis. Take out
all of the garbage and recycling materials. Sweep
and wash floors as needed.

Requirements

* Entry-level position.

* Able to perform physical requirements of
job.

* Practices safe and proper knife skills.

* Ability to work box baler (must be 18 years
of age or older).

* Works well with others and participates as
part of a team.

JOB F (Team Member II, Stock and Display)

Kind of Work

Performs all functions related to breaking
down deliveries and moving back stock to
floor. Assists in organizing and developing
promotional displays; maintains back room,
training entry-level grocery clerks. Trained and
capable of operating any of the subdepart-
ments as needed. Maintains and ensures retail
standards during their shift. Responsible for
implementing team’s break schedule. Performs
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all duties and responsibilities of grocery team
member. Builds displays and requests ap-
propriate signage. Supervises shift to ensure
standards are maintained. Implements break
schedule for shift. Responsible for problem
solving in team leader or associate team lead-
er's absence. Fully responsible for completion
of all opening or closing checklists. Respon-
sible for checking in deliveries.

Requirements

* Minimum one-year retail grocery experi-
ence, or equivalent.

* Proficient in math skills (addition, subtrac-
tion, multiplication, and division).

* Ability to perform physical requirements of
position.

» Ability to properly use baler (must be 18
years of age or older).

* Able to direct team members and imple-
ment break schedule.

¢ Ability to work well with others.

JOB G (Associate Team Leader, Prepared
Foods)

Kind of Work

Reports directly to Prepared Foods Team
Leader. Assists in overall management and
supervision of the Prepared Foods Depart-
ment. Can be responsible for team member
hiring, development, and terminations. Also
responsible for profitability, expense control,
buying/merchandising, regulatory compliance,
and special projects as assigned. Complete ac-
countability for all assigned aspects of depart-
ment operations. Consistently communicate
and model Whole Foods vision and goals. As-
sist in the interview, selection, training, devel-
opment, and counseling of team members in
a manner that builds and sustains a high-per-
forming team and minimizes turnover. Discuss
hiring and termination decisions with guid-
ance of others. Establish and maintain a posi-
tive work environment. Manage inventory to
achieve targeted gross profit margin. Manage

the ordering process to meet Whole Foods
Market quality standards, maintain competi-
tive pricing, and achieve targeted sales. De-
velop and maintain creative store layout and
product merchandising in support of regional
and national vision. Establish and maintain
collaborative and productive working rela-
tionships. Model and cultivate effective inter-
department and inter-store communication.
Provide accurate, complete information in
daily, weekly, monthly, annual, and "ad hoc”
management reports. Maintain comprehensive
knowledge of, and ensure compliance with,
relevant regulatory rules and standards.

Requirements

¢ One to two years of department experi-
ence, or industry equivalent.

* Analytical ability and proficiency in math
needed to calculate margins, monitor prof-
itability, and manage inventory.

* (Clear and effective communicator.

* Patient and enjoys working and mentoring
people.

* Strong organizational skills.

* Knowledge of all relevant Whole Foods
Market policies and standards.

e Computer skills.

JOB H (Regional Team Leader)

Kind of Work

Rotate among stores. Assist and support the
store team leader with all store functions.
Interview, select, evaluate, counsel, and ter-
minate team members. Coordinate and super-
vise all store products and personnel. Follow
through on all customer and team member
questions and requests. Evaluate customer
service and resolve complaints. Operate the
store in an efficient and profitable manner.
Have a firm understanding of store finan-
cials and labor budgets. Establish and achieve
sales, labor, and contribution goals. Review
department schedules and research productiv-
ity improvements. Order store equipment and
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supplies in a timely manner. Enforce estab-
lished food safety, cleaning, and maintenance
procedures. Inspect store; ensure cleanliness;
visit off-hours for consistency. Maintain ac-
curate retail pricing and signage. Ensure that
product is cross-merchandised in other de-
partments. Coordinate, supervise, and report
physical inventory. Analyze product transfers,
waste, and spoilage. Manage expenses to max-
imize the bottom line. Provide, maintain, and
safety-train team members on all equipment
and tools. Resolve safety violations and haz-
ards immediately. Maintain store security and
ensure that opening and closing procedures
are followed. Show EVA improvement over
a designated period. Leverage sales growth
to improve store profitability. Assist in han-
dling liability claims and minimize their occur-
rence. Establish and maintain good community
relations. Create a friendly, productive, and
professional working environment. Communi-
cate company goals and information to team
members. Ensure and support team member
development and training. Evaluate team
member duties, dialogues, raises, and promo-
tions. Keep regional leadership informed of all
major events that affect the store. Ensure store
policies and procedures are followed. Visit the
competition on a regular basis and react to
current industry trends.

Requirements

* A passion for retailing.

* Complete understanding of Whole Foods
Market retail operations.

* Strong leadership and creative ability.

* Management and business skills with finan-
cial expertise.

* Well organized with excellent follow
through.

* Detail oriented with a vision and eye for
the big picture.

* Self-motivated and solution oriented.

* Excellent merchandising skills and eye for
detail.
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* Ability to delegate effectively and use avail-
able talent to the best advantage.

* Strong communicator/motivator; able to work
well with others and convey enthusiasm.

* Ability to maintain good relationships with
vendors and the community.

* (Can train and inspire team members to ex-
cellence in all aspects of the store.

* Ability to make tough decisions.

* Love and knowledge of natural foods.

e Strong computer skills.

JOB | (Team Member, Stock and Display)

Kind of Work

Performs all functions related to breaking
down deliveries and moving back stock to
floor. May assist in organizing and developing
promotional displays; maintains back room.
Stock and clean grocery shelves, bulk bins,
frozen and dairy case. Maintain back stock
in good order. Sweep floors and face shelves
throughout the store. Comply with all appli-
cable health and safety codes. Provide excellent
customer service. Log and expedite customers’
special orders. Retrieve special orders for cus-
tomers by request and offer service out to car.
Respond to all grocery pages quickly and ef-
ficiently. Build displays and request appropriate
signage.

Requirements

* Retail grocery or natural foods experience a
plus.

* Proficient in math skills (addition, subtrac-
tion, multiplication, and division).

* Ability to learn basic knowledge of all prod-
ucts carried in department.

* Ability to perform physical requirements of
position.

* Proper and safe use of box cutter, baler
(must be 18 years of age or older), and all
equipment.

¢ Ability to work well with others.
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Summary

The differences in the rates paid for different jobs and skills affect the ability of
managers to achieve their business objectives. Differences in pay matter. They mat-
ter to employees, because their willingness to take on more responsibility and train-
ing, to focus on adding value for customers and improving quality of products, and
to be flexible enough to adapt to change all depend at least in part on how pay is
structured for different levels of work. Differences in the rates paid for different jobs
and skills also influence how fairly employees believe they are being treated. Unfair
treatment is ultimately counterproductive.

So far, we have examined the most common approach to designing pay differences
for different work: job evaluation. In the next chapter, we will examine several alterna-
tive approaches. However, any approach needs to be evaluated for how useful it is.

Job evaluation has evolved into many different forms and methods. Consequently.
wide variations exist in its use and how it is perceived. This chapter discussed some of
the many perceptions of the role of job evaluation and reviewed the criticisms leveled
at it. No matter how job evaluation is designed, its ultimate use is to help design and
manage a work-related, business-focused, and agreed-upon pay structure.

Review Questions

1. How does job evaluation translate internal alignment policies (loosely coupled ver-
sus tight fitting) into practice? What does (a) organization strategy and objectives,
(b) flow of work, (c) fairness, and (d) motivating people’s behaviors toward organi-
zation objectives have to do with job evaluation?

N

. Why are there different approaches to job evaluation? Think of several employers
in your area (the college, hospital, retailer, 7-Eleven, etc.). What approach would
you expect them to use? Why?

3. What are the advantages and disadvantages of using more than one job evaluation

plan in any single organization?

4. Why bother with job evaluation? Why not simply market price? How can job evalu-
ation link internal alignment and external market pressures?

5. Consider your college or school. What are the compensable factors required for
your college to evaluate jobs? How would you go about identifying these factors?
Should the school’s educational mission be reflected in your factors? Or are the
more generic factors used in the Hay plan okay? Discuss.

6. You are the manager of 10 people in a large organization. All of them become very

suspicious and upset when they receive a memo from the HR department saying

their jobs are going to be evaluated. How do you try to reassure them?

Endnotes
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