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HBR CASE STUDY

The Case of the
Not-So-Supermarket

The service dilemma: Find enough
workers, upgrade their skills,

and improve productivity —

without giving away the store.

Are there solutions in these memos!

by Janice McCormick

Janice McCormick is an associate professor at the Harvard Business
School, where she teaches a course on employee relations strategies.
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I—Iﬂltop Steres

 Sorsing Grealer Hartford Since 1926
February 16,1988 . |

To: Margaret Fiynn, CEO Hilltop
From: Ed Boyer, VP for stere operations

Our contract with Local 413 axpzres June 18, so we need tostart preparing for negot,imons {they're scheduled
to begin in sight weeoks). New is & good tireto go over what's happened in:the last three years and to think
about what Hilltop needs to do for the fumre

You've always said that chaﬁga is the name of the game in the grocery business. But whocould heve anticipated
the pace of change at Hilltop since the last contract? In 1885, our stores offered 60 to 70 varieties of fresh
produce. Today we offer more than 200 varieties- not to mention salad bars, fresh baked goods, fresh seafood,
and prepared foods on a scale none of us pradicted. In 1985, we had Front-end scanners in 6 of our 14 stores:
Today we're fully converted to scanners, and we're experimenting with a Direct Product Pmﬁtabiiity system for
space management and new product evaluations. DPP will require even more aummanm and more careful
management and maintenance of all our computer operations. '

In short, we've spent hundreds of thousands of dollars on new technologies, new servics departments, and
marketmg programs o atiract new customers. We're making big investments on the theory that sales volume
will go'up substantially—in fact, it hasto goup for the investments to pay off. But all of these changes place
new demands on our workers—and that's the big problem. They just don’t seem able to live up to the new
requirements. ‘ :

Our customers congistently grade us high on quality, freshness, variety, and price. But we're getting creamed
on service. Surveys show that our staff is slow; dis¢ourtesus, and generally unfemiliar with our new products.
The stores aren't clean snough and the shelves look jumbled. What good is a salad bar if half the containers
are empty? Who can buy freshiy bsked bread if no one is behind the counter? Even Blue Hills Avenue and
Sigourney Street, which have always been our-best stores, are reporting mere and more complaints.

Let me be direct here: Cur business strategy isn't going to work Gnless we overhaul our personnel strategy. |
don’t have to tell you how tough it is to find and retain good people. Turnover exceeded 70% last year. We have
s minicrisis with clerks and cashiers whenever one of the cut-of-town people misses sur morning bus-—and
someone misses the bus almost every morning. High schaol kids can’t really do the job in the service depart-
ments, which is where we need people most, and the best ones seem to leave within a few months. Why bag
groceries at Hilltop when you can got §7 an hour at McDonald's? And night stocking is a disaster. I walk
through some of our stores first thing in the morning and they look like war zones.

The problems go beyond qur ui;iem employees. I burped into Raﬁ Parento at the movies last wesk. I don't know
ahout you, but for my money Ray has been one of cur best store managers ever He took over Sigourney Street:

~ 100 Bloomfield Avenue, Hartford, Connecticut 06105
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four years ago and he's done a fantastic job; Yet havtqid me that, for the first time in his life, he deesn’t want to
come ta work in the merning. And when I think about eur personnel problems, I can't say I blame him. I'm wor-

ried about Ray. If we start latting tumaver inthe ranks create turnpver in our menagers, we're in serious
trouble, : :

- Cutting labor costs isn't enough to keep us competitive. That's yesterday's news. The key for us now is to raise
productivity, even if it means paying more te doit. We're probebly going to have to pay more anyway. I just got
copies of Local 413's neéw contracts with Homaseyie Supermarkete and Pride’s. The aversge raiseis 13% over

; three years, snd they even won incresses in health and waﬁfare henefits,

We need to take drastic action: All along, M‘ve’said that people look to Hilltop for jobs, not careers. Well, we've
got to rethink that whole idea. We need to create career opportunities in the grocery business. After all; our lasy
contract narrowed the wage and benefit gap so much between full-timers and part-timers there’s no big cost
adwmt;age to biring part-timers. What we wally need is supeﬂor yerﬁ:ermance from sur full-timers and more
rehabmw from the part-timers.

If we went to Pete Ritter and offered to cut'eur part-tiiner percentage substantially over the next three vears,
my guess is that he would be willing to listen to new ideas for enhancing ernployse productivity, What we nead
in return is some ﬁe:mbihty on work rules and seniority. Mothing tog extreme, but we've got to heve more froe-
domto reward our best empleyess and create o sense of partnership among all cur werkers

Here are three idaas I've been kicking around:

1. We should create & managemerzt traines track for internal promaotion of high-potential employees. Partici-
pants would spend six months in each of our service-intensive departments - praduce, deli and bakery, fresh
seafood ~and then pick one to specialize in, Meanagement trainees would be drawn from the bargazmng unit; we
don’t want to hire cutsiders. But the choice of peopls has got to bekmg 1o ug, and we want to chooss trainees
based on merit—not seniority. We want candidates who demonstrate superior job perfarmaxwe and who dzsplay
a long-term commitment to Hﬂimp :

2. Wa e a!ways,guing to need part-time people, even if we agres to de-emphasize them. But we’ve got to attract
better people and hold onto them longer, and that will mean some new programs, For example, Hilltop could
provide tuition assistance for college students who work the 6 i to 10 pu shift. We would pay monthly tuition
stipends of $100 as long as the student continues to work for vs: We could use a similar approach with high
achool juniors and seniors. Students who stay with Hilltop for at least one year and maintain s "B’ average will
receive a $1,000 tuition stipend. This lets us choose from the bngmest students and it gives | them an incentive
to stay here. And it puts these kms parents on our side.

3. I'my conivinoed the only way to bevst productivity over the long term is to move away from hourly wage
increases toward a pay~fcr~performame system. We've taikéd about the Super Fresh gainsharing program in
Philadelphia. That's typical of how these plans work. Stores in financial trauble convince unions to aceept wage

" outs in return for honuses for exceeciing previously established produmww targets (Smce Pmladaiphxa, Super
_Fresh has gmm on to use gaiashanng in Virgima and Mary}and‘}
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How Do You Bargain for Grade “A” Employees?

We asked participants in the supermarket industry and a
labor-relations expert how Hilltop and its union might strike a
productive bargain.

Sef the stage for progress
next fime.

In most service businesses, but
particularly in a business as service-
intensive as supermarkets, people
are a company’s most important as-
set. Sound like I'm endorsing apple
pie and motherhood? Maybe so, but
that doesn’t make it any less true.
The people challenge is the central
business challenge facing Hilltop
Stores. So it’s reassuring that a plan-
ning memo on labor relations comes
from Hilltop’s senior executive for
storeoperations. Humanresource spe-
cialists can play vital support and im-
plementation roles, but they cannot
replace top management as the driv-
ing force behind employee policies.

The workplace issues that Ed Boyer
has identified -rampant turnover,
generational conflicts, lagging mo-
rale—~may sound nightmarish to
managers unfamiliar with the super-
market industry. But this is the gutsy
reality that we struggle with every
day. Conditions in many places are
even more difficult than what Boyer
describes. I know of supermarkets
where turnover is double or triple
Hilltop’s 70% rate.

These conditions can take a very
real toll on front-line managers. I re-
cently had an encounter much like Ed
Bovyer’s discussion at the movies with

DRAWINGS BY CHUCK MORRIS

CAROL R. GOLDBERG is president
and COO of the Stop & Shop Compa-
nies and CEQ of Bradlees Depart-
ment Stores, both of which are
based in Boston.

Ray Parento. A veteran store manager
greeted me at the door of one of our
stores and told me that his job just
wasn’t fun anymore. He had come up
through the ranks in an era when la-
bor was plentiful and training was
on-the-job. If a new employee didn’t
work out, there were ten candidates
lined up to fill the slot. This manager
had been through a great deal with us
over 30 years, but he wasnot prepared
for the headaches of dealing with the
changing work force. Soon after our
discussion, he put in for retirement.

Ed Boyer is correct to emphasize
employee productivity over short-
term cost savings. A supermarket
manager struggling in a tight labor
market quickly learns todo whatever
it takes to get bodies through the
door. We regularly send recruiters to
high schools and churches and have
hiring tables in many of our stores so
we can reach as many prospective
candidates as possible.

The real challenge is retaining and
motivating people once they come
through the door. This is where
much of Boyer’s logic begins to break
down. There is simply no way Hill-
top can ‘“‘cut its part-timer percent-
age substantially’”’ over the next
three years. Moreover, his argument
for ““careers’’ in the supermarket
business may appeal to some of Hill-
top’s employees-—but only to some.
It is certainly not a basis for a com-
panywide people strategy.

We think of our work force as com-
posed of at least four distinct groups.
There are full-time career employees

Copyright ©2001. All Rights Reserved.

of the sort Ed Boyer wants to de-
velop, and we work hard to motivate
and retain these people. There are
also full-time employees who are at-
tracted to the supermarket business
at a particular point in their lives but
who will never aspire to a career
with us. There are part-time employ-
ees who will be with us for a limited
period no matter what we do. Stu-
dents are a classic example. Finally,
there are ‘“career’’ part-timers—
mothers, retirees, and others who
can’t put in an eight-hour day but
who expect to stay with the com-
pany for the long term. A human re-
source strategy built around the first
group of employees will fail to meet
the needs and priorities of these last
three groups, who comprise the ma-
jority of a supermarket work force.

There is plenty of room for HRM
innovation and creativity without
trying to turn the supermarket busi-
ness into something it is not. Hilltop
must scrutinize every aspect of its op-
erations and identify activities that
could be performed more effectively
on the outside. We increasingly think
of our supermarket operations as
more closely resembling the food sez-
vice industry than the food processing
industry. Stores need less highly
skilled butchers and fewer of them;
carcasses arrive preprocessed so that
meats only have to be processed into
final retail cuts. We don’t wrap pro-
duce anymore, other than conve-
nience items, Customers prefer bulk,
and wrapping takes time.

So Hilltop can make great strides
in productivity without radical
changes in its labor agreement.
That’s important, because Ed Boyer
and Margaret Flynn can’t expect to
win major changes this time around.
He may have some terrific ideas (as
well as some not-so-terrific ideas),
but there’s no time to evaluate or
implement them. Hilltop has begun
its labor-relations planning much
too late. Do Boyer and Flynn under-
stand the operations of Pride’s and
Homestyle thoroughly enough to
know how a 13% wage increase af-
fects their overall cost structures?
Moreover, change on the scale Ed
Boyer is proposing requires months,
if not years, of informal dialogue

continued on page 22
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with the union leadership and rank-
and-file. It certainly requires more
than eight weeks.

Hilltop faces a second daunting
problem. It's caught in the middle of
a pattern bargaining cycle. Why
should Local 413 agree to a contract
dramatically different from what
Hilltop’s competitors signed-
especially since, as Jack Haskell’s
memo indicates, the union thinks
the company is quite profitable?
Boyer and Flynn should make chang-
ing the contract’s expiration date one
of their top bargaining priorities.
There is no need to sign a three-year
agreement just because that’s been
the tradition. Hilltop should con-
sider a one- or two-year deal that
breaks the pattern and allows it to
initiate more sweeping changes in
the future.

Which is not to suggest there is
nothing Hilltop can achieve in this
round of talks. Tight labor markets
do increase union bargaining power.
But they have a more subtle effect as
well, an effect to which Haskell al-
ludes. When the labor market on its

Don't confuse service
with productivity.

Hilltop is in a bind. It has poured
lots of money into its stores but has
yet to see the increased volume it
needs for the investments to pay off.
There’s no great mystery as to why.
To a supermarket customer, the half-
life of a good impression is about an
hour. The half-life of a bad impres-
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own provides wages and benefits
comparable to union scale, unions
have a more difficult time position-
ing themselves as third parties in the
workplace. Today a supermarket
union that doesn’t work closely with
management can get in serious trou-
ble with its members.

We have found organized labor
willing to negotiate and compromise
to enhance store performance. No
union will agree nor should it} to
Boyer’s proposal for the near-aboli-
tion of seniority as a factor in pro-
motion. But merit is important as
well, and here is where Hilltop can
win more flexibility in assigning, re-
warding, and motivating employees.
Stop & Shop’s most recent contract
gives us more flexibility to adjust
wages to local labor-market condi-
tions. We needed the freedom to ac-
commodate those differences, and
the union recognized that. With
enough lead time, and if it can re-
move itself from the local bargaining
pattern, Hilltop should be able to
fashion the workplace innovations it
needs to stay competitive.

GERARD L. GOOD is president and
CEO of Blue Cross and Blue Shield
of Virginia, which is based in Rich-
mond. In 1982, he founded Super
Fresh Food Markets, a Philadelphia-
based subsidiary of the Great Atlan-
tic & Pacific Tea Company, and
served as president until 1984.

sion may be a year. When you lose
customers because of bad service,
they have to hear a lot of good things
from a lot of different people before
they’ll give you a second chance.
That’s why I'm so troubled by
much of Ed Boyer’s memo. He seems
to believe that improving employee
productivity will improve customer
service. In fact, precisely the reverse
is true. Good service means fewer
problems in the stores, fewer disen-
chanted customers, and increased vol-
ume-—which translates directly into
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more revenues per employee, the ba-
sic measure of productivity. Employ-
ee productivity at Super Fresh was
well below industry norms in 1982,
and it stayed there until volume
grew because of our commitment to
superior service. Had we aimed for
productivity in the early stages, ser-
vice would have suffered and vol-
ume would have stayed flat.

Boyer also seems to believe that
shifting Hilltop’s work force toward
full-timers will somehow lead to su-
perior employee performance. But
pay classifications have no direct
correlation with how effectively
people work. A store demonstrates
superior performance when the en-
tire employee team understands
the service objectives and develops
programs to meet those objectives.
Whether the team is composed of
full-timers or part-timers will not
much affect the end result.

Ed Boyer seems to think that Hill-
top has serious labor problems. He’s
wrong. It has serious management
problems. Hilltop doesn’t need to
make big investments in recruiting
and training to improve service and
build volume. Instead, management
has to demonstrate the traits neces-
sary for success in a service business
today: openness, flexibility, and a will-
ingness to adapt policies and proce-
dures in response to employee input.

Senior executives in a service busi-
ness must be open with middle man-
agement, hourly workers, and the
union, if there is one. Openness im-
plies a willingness to discuss future
strategic and operating plans, cur-
rent financial results, and all other is-
sues of concern and relevance to the
company’s various constituencies.

Management often complains that
organized labor doesn’t understand
the economics of its business, and
these complaints are usually valid.
But how can management expect
unions to understand a business un-
less it is willing to educate them?
This is just what we did at Super
Fresh. We convened monthly meet-
ings with representatives from se-
nior management, the hourly work
force, and the union. At the meetings,
we reviewed financial results from
each of our five geographic zones,
asked people from each zone to dis-
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cuss their stores’ performances, and
we described upcoming merchandis-
ing programs.

Wait a minute, you’re thinking.
Didn’t the union use the financial in-
formation against us in the bargain-
ing? Weren’t we worried that the
competition would get hold of our
performance figures? The answer to
both questions is “‘no’’ The Super
Fresh gainsharing program created a
real sense of mutual financial inter-
est between management and labor—
employees at each store benefited di-
rectly in that store’s success. And we
took some simple safeguards to guar-
antee confidentiality. For example,
we presented financial results on
overhead slides that meeting partici-
pants could review but could not
take from the room.

Along with openness, manage-
ment must show a willingness to
change policies and procedures in re-
sponse to employee suggestions. It
may sound shocking, but your front-
line workers, the people who inter-
act with customers every day, really
do have effective solutions to some
of the thorny problems that we cap-
tains of industry try to solve from be-
hind our desks. Of course, manage-
ment also needs to develop a degree
of tolerance and understanding. Cer-
tain employees or union officials
will use participation to create trou-
ble for management. But to reach the
pot of gold, you have to be willing to
tolerate the storm that creates the
rainbow. Sometimes that’s unpleas-
ant. The end result is almost always
worth it.

Recently at Blue Cross and Blue
Shield, we decided to tackle some
tough problems with employee
training that had vexed us for some
time. We assembled a task force of
six people drawn from middle man-
agement and rank-and-file employ-
ees (we specifically excluded the top
three management layers) and em-
powered them to talk with anyone,
anywhere, about anything to do with
employee training. The results were
phenomenal. It was as if lights in our
building that had been turned off for
tive years were suddenly turned on.
People came out of the woodwork
with ideas. Were half the ideas un-
workable? Sure. But half of them were
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very constructive, and we changed
our whole approach to training as
aresult.

Openness and participation do not
mean that management forfeits its
power to run the company. Service
businesses must be demanding as
well as solicitous of their people. If
management communicates its
performance expectations clearly to
workers and demands adherence to
these standards within a reasonable
time period, people will rise to the
occasion. Management may even
find that many of its workers have
higher and more demanding stan-
dards than its own.

So there are no quick or easy an-
swers to Hilltop’s dilemma. It’s prob-
ably too late to make big strides to-
ward openness and participation in

the upcoming contract. But the compa-
ny canuse the change of leadership in
Local 413 to make a fresh start and to
lay the groundwork for more sweep-
ing reforms in the next contract.

As the first step, Ed Boyer and
Margaret Flynn should invite Pete
Ritter and a few of his lieutenants to
an unstructured and informal meet-
ing. They should begin sharing in-
formation on finances and store
performance, and they should ask
for the union’s help and advice on
specific operating problems. The go-
ing may be rocky at first, and the
union leadership may be distrustful,
but Hilltop must begin creating a
new climate of trust and openness
throughout the organization. If it
wants to be successful over the long
term, it has no choice.

S o e R o S PR

Workers will help—
if management respects
their inferesfs.

If Ray Parento is one of Hilltop’s
best managers ever, then Hilltop is in
even bigger trouble than Ed Boyer
thinks. At most of the companies
I know, conditions like the ones
described in the memos would result
in Parento’s dismissal. These are chal-
lenging times for the supermarket in-
dustry, especially in the Northeast.
Worker shortages, price wars, and
Wall Street raids have put alot of pres-
sure on everyone. But incompetent
management is the only way to ex-
plain many of Hilltop’s problems.
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JAMES T. BOYLE is business represen-
tative of Local 4644, United Food
and Commercial Workers Interna-
tional Union, which covers northern
New Jersey and southern New York.
He is a graduate of the Harvard Trade
Union Program.

To function efficiently, supermar-
kets must be properly staffed. Poorly
maintained salad bars or bakeries
without clerks defeat the very pur-
pose of having them. That’s a foolish
way to save costs. If a minicrisis
erupts whenever a cashier or clerk
misses the bus, obviously there are
not enough workers to start with. If
stores look like ““war zones” in the
morning, where is the leadership and
direction from the night-crew chief?
Margaret Flynn and Ed Boyer should
look inward, at their own policies
and practices, before they push for rad-
ical changes in the labor agreement.

Boyer is right to focus on attract-
ing and retaining talented employ-
ees, but several of his proposals leave
room for improvement. For a part-
time employee working 20 hours per
week, a tuition stipend of $1,000 per
year amounts to about $1 an hour.
Why not just provide a wage increase
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of $1 an hour and an additional pre-
mium for the 6 M. to 10 M. shift, if
that shift has the most serious reten-
tion problems? High school and col-
lege students are not the only can-
didates for these jobs, and increasing
wages rather than offering stipends
widens the recruiting range.

Boyer’s proposal for internal pro-
motion of high-potential employees
also needs work. Training people for
six months in each department
means it will take two years for
them to work their way through
produce, deli, bakery, and seafood.
That’s much too long. Why not ro-
tate them through a department ev-
ery six weeks, and then let them make
their choices? Also, eliminating se-
niority as a selection factor is a real
nonstarter. Seniority is much more
stabilizing than it is restrictive. It
eliminates favoritism, both real and
imagined, rewards workers for
length of service, and provides a light
at the end of the job-advancement
tunnel. Seniority need not be the only
criterion for participating in the
management-training program, but
Ed Boyer is much too cavalier about
dismissing it.

As they develop their bargaining
proposals, Margaret Flynn and Ed
Boyer have to understand what the
new realities in the supermarket in-
dustry mean for organized labor. The
increasing diversity of the work
force affects unions as well as man-
agement. Supermarket unions must
advance the interests of a wide range
of people, from teenage students who
may be with a company for six
months to 60-year-old heads of
households with 30 years of service.
The most direct way for a union to
meet all its members’ needs is to fo-
cus on the bread-and-butter issues—
wages, benefits, working conditions,
pensions, holidays—uppermost in
everyone’s mind.

Jack Haskell is right. Local 413 is
in a strong bargaining position. It
will not be disposed, nor should it be,
to accept a host of experimental per-
sonnel policies and trade wage in-
creases for gainsharing. What’s good
for one segment of the membership
may not be good for another. The
most effective bargaining strategy is
to focus on gains that are shared
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widely across the work force. If man-
agement seriously expects to rewrite
the contract, its proposals must re-
flect Local 413% difficult mission.
That said, organized labor is not
oblivious to the serious challenges
facing the industry. Our members are
enthusiastic about new service de-
partments like the kind Hilltop is
introducing. They see them as an
opportunity to upgrade their skills,
and most employees go out of their
way to make them a success. More-
over, these departments create em-
ployment. Technology has elimi-

nated entire categories of supermar-
ket jobs. In the past, for example,
stores would receive whole carcasses
that its meat cutters would prepare
for sale. Today some meats are re-
ceived portioned-controlled direct
from the distributor. What has saved
jobs that might have been elimi-
nated and what has helped maintain
our strength as a union are the new
departments with which Hilltop is
having such trouble. Workers will
be willing to help management so
long as management respects em-
ployee needs and interests.

It's time for a new spirit
of cooperation.

Hilltop is well behind the times in
integrating its labor-relations and
personnel strategies with its overall
business strategy. Several real-world
supermarket chains—including Kro-
ger, Pathmark, Von’s, and Safeway
—have redesigned their compensa-
tion systems and introduced em-
ployee-motivation and productivity-
enhancement programs to improve
customer service specifically and
business performance generally.
Hilltop has much to learn from these
examples.

Consider the issue of compensa-
tion. Ed Boyer wants Hilltop to im-
plement gainsharing, a program with
some real limitations. Gainsharing
pays off for intermediate perfor-
mance goals like improved store
sales, lower costs, or increased pro-
ductivity. In a fiercely competitive,
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DAVID LEWIN is g professor of busi-
ness and director of the Industrial
Relations Research Center at the
Columbia University Graduate
School of Business. This year he is a
visiting professor at UCLA.

low-margin industry like supermar-
kets, performance improvements in-
duced by gainsharing don’t auto-
matically translate into improved
profitability. Many supermarket
chains prefer profit-sharing pro-
grams, since they pay off when total
organizational financial performance
improves. Ed Boyer and Margaret
Flynn should consider profit sharing
over gainsharing.

Of course, any incentive plan re-
quires negotiation with Local 413.
Jack Haskell’s memo suggests that
Hilltop’s employees would be recep-
tive to a profit-sharing initiative. Si-
gourney Street employees want to
make more money and be more in-
volved in store-level decisions. As-
suming that Pete Ritter and other
union leaders feel the same way—
and the new president may be look-
ing to deliver something new to his
members —there may be a real oppor-
tunity for success here.

So Hilltop should explore the pos-
sibility of introducing a profit-
sharing plan and an employee-
participation plan that encourages
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worker involvement in store deci-
sions.Butsenior managementshould
keep two things in mind. First, Ed
Boyer and Margaret Flynn must ac-
tively consult front-line managers
like Ray Parento about the merits
and consequences of incentive and
participation plans. Store managers
must be closely identified with the
plans—they must “own’ them and
be their champions—or they could
face challenges to their authority
once the plans are implemented.
Second, the process of developing
these plans creates real opportuni-
ties for labor-management coopera-
tion. Jack Haskell is about to dis-
tribute opinion surveys to his mem-
bers. Perhaps Hilltop management
and Local 413 could jointly survey
employees. Among other issues, the
survey could explore attitudes on
profit sharing and participation ini-
tiatives. If there is strong opposition,
the plans need not be pursued fur-
ther. But if there is support among
the employees—and Jack Haskell’s
memo implies there might be—docu-
menting worker attitudes could
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greatly enhance the chances of bar-
gaining success.

Let me comment briefly on two
other proposals. It makes sense for
Hilltop to increase the ratio of full-
time to part-time workers and to in-
troduce career ladders of the sort
Boyer is proposing. In return, Hilltop
can insist on more flexible work rules
and fewer job classifications. The
company will end up with a some-
what older, less turnover-prone, and
better paid (and thus more costly}
work force. But such a work force is
also more likely to display the mo-
tivation and generate the perfor-
mance improvements that Hilltop
seeks. Creating less dependence on
younger, entry-level employees also
makes good demographic sense. The
15- to 24-year-old age group is the
fastest declining group in the Unit-
ed States, and shortages of entry-lev-
el workers are likely to become very
pronounced by the early 1990s.

Ed Boyer also recommends that
Hilltop push for storewide seniority
in place of companywide seniority.
This is a mistake. He’s worried that
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older workers will bump younger
workers from stores where gain-
sharing yields big bonuses. A com-
panywide profit-sharing plan
mitigates this concern. And com-
panywide seniority may work to
Hilltop’s benefit. More experienced
employees can undertake new de-
partmental or promotional assign-
ments, regardless of the store where
openings arise, which is consistent
with the concept of career ladders.

Finally, whatever it agrees to at the
bargaining table, Hilltop should be-
gin a new employee-orientation pro-
gram emphasizing that the company
is in the customer-service business,
not the food business, and that em-
ployees, not technology or prices, are
what make the competitive differ-
ence. I would accompany this orien-
tation program with a recognition
program (such as employee-of-the-
month) that features a cash or in-
kind award for outstanding per-
formance. This will help solidify em-
ployee commitment to high-quality
customer service.
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