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Dedication

 

To all the retail space planners 

whose work make our shopping experiences better.
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Why Use This Handbook

 

This book is meant to accelerate your knowledge of retail space planning. Ideally, it helps people building their retail space planning career. But it is also for people who collaborate with space planners. We hope it helps you understand the jargon and nuances of space planning. As you gain command of the space planning discipline, you will be able to achieve your goals using space planning more quickly. 

 

This book is for you if you:


		Are building a career in space planning and you want to learn more about your field. 

		Are a new transfer into a space planning team and you want a quick reference to understand the jargon and concepts used regularly in space planning. 

		Are a supplier, broker or category captain for a retail space planning team.

		Are a technology product manager or someone who must support space planning professionals as part of your job.

		Are a category manager who relies on space planning teams to translate and execute the in-store merchandising directions for your category.

		Are a field operations team member who wants to understand more about how merchandising changes that affect your store are created. 



 

Throughout this handbook, you will have a chance to apply what you read in a series of knowledge checks. Look for icons throughout the book that ask you to apply what you have read. 

 

 


		
				[image: Binoculars with solid fill]

				 
See For Yourself

				An activity that asks you to look at how your organization uses or interprets the concept being discussed.

		

		
				[image: Checklist with solid fill]

				 
Knowledge Check

				A quick check to see if you can apply the concept being discussed.

		

		
				[image: Questions with solid fill]

				 
Ask a Friend

				Ask a colleague or mentor in your organization about the concept being discussed.

		

		
				[image: Thought outline]

				 
What do you think?

				Go deeper and develop a point of view on the concept being discussed.

		

	

 

You can find answers on Chapter 8…but try the exercises to make sure you understand the concepts first. :)
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Chapter 1: Data

 

Space Planning systems are more than pictures of planograms or blueprints. They are data repositories. They receive data from other systems. They create data themselves. They share data out to other systems. You could say that you cannot understand space planning without understanding the data that space planning consumes, uses and produces. 

 

Here is a simple diagram:

[image: A diagram of a diagram of a product

Description automatically generated]

 

 

Modern space systems are not just stand-alone applications on a computer. The floorplans and planograms that you develop are not stored in flat files on your computer’s hard drive. Instead, they are renderings of data elements that exist in a space database. It is why your space system is so powerful. It is not just a graphic depiction of store merchandising. It is a graphic depiction of all the data that can be associated with store merchandising. Data like average weekly sales, profit per square foot, percent of sales by brand or the cost to build a store. In retail, stores -- or clusters of stores -- are the building blocks of understanding the company’s performance. So that means that space planning can be the storehouse for all that information. 

 

 


So, the “Space Systems” at the center of the illustration on page 4, really looks more like this:

[image: A diagram of a data flow
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Some of the data is dynamic and will change a lot. Sales data or pricing could change every day. Other data – like a store’s address - is static and may not ever change. Properly implemented space systems always have up-to-date information automatically ingested through data integrations with other critical systems to stay synchronized. Some happen so frequently, that there are APIs to monitor and take in data on a near-continuous basis. Others happen daily, weekly or annually and can properly function through scheduled batch updates. 

 

 

 

 

 


[image: Thought outline]What do you think?

How frequently would you guess that a retailer’s space system would need to ingest the following kinds of data to function properly?


 


		
				 

				Every day

				Every week

				Every month

				Every year

		

		
				Store remodeling schedule

				 

				 

				 

				 

		

		
				Sales by item

				 

				 

				 

				 

		

		
				Price changes

				 

				 

				 

				 

		

		
				Assortment (range) by category

				 

				 

				 

				 

		

		
				Transaction Counts

				 

				 

				 

				 

		

		
				Rent paid per Sq Foot

				 

				 

				 

				 

		

		
				Fixture prices

				 

				 

				 

				 

		

	


                                                                      

There are a few different ways to think about the data that our intertwined system requires. There are Measurements (also called Metrics or KPI’s) and Attributes.



Measurements

Measurements or Metrics are data elements defined by a specific set of constraints. When you report a measurement, you first must specify what you are measuring, where you are measuring it, when you are measuring and which products you are measuring. For example, the measurement of gross profit in the cereal aisle for Chicago stores during the second quarter. If you do not know all the constraints, the measurement is meaningless. In retail, measurements are bounded by the following constraints:

 


		A geographical constraint: this could be a single store, district, region or country. It could be a specific banner if your company has multiple banners. It could be the stores that share the same assortment or the same planogram. It could be stores open for more than 1 year. All measurements must cover a specified geography. 



 


		A time period: this could be a week, a month, a quarter or a year. It could include a comparison to the previous period or to the same period in the prior year. It could be a rolling aggregation of the past 12 weeks where each successive 4-week period is weighted more heavily because it is more recent than the previous 4 weeks. 



 


		A product set: this could be for a category as defined by the financial hierarchy (ex: Salty Snacks) or by the merchandise hierarchy (ex: Mexican foods.) It could be for an entire department or all the products for a particular supplier. 



 


		A metric: this is the thing to be measured. It could be sales, profits, the square footage in a store. 



 

[image: Checklist with solid fill]Knowledge Check

Which kind of constraint do the following terms define? Place an X in the correct box.      



		
				 

				Geographic

				Time Period

				Product Set

				Metric

		

		
				Sales per square foot

				 

				 

				 

				 

		

		
				Halloween products

				 

				 

				 

				 

		

		
				Trailing 12 months

				 

				 

				 

				 

		

		
				Gross Margin Return on Space

				 

				 

				 

				 

		

		
				Annualized Inventory Turns

				 

				 

				 

				 

		

		
				Fiscal year to date

				 

				 

				 

				 

		

		
				Stores opened since 2020

				 

				 

				 

				 

		

		
				Dark Stores

				 

				 

				 

				 

		

		
				At risk inventory $

				 

				 

				 

				 

		

		
				Products <$4.99

				 

				 

				 

				 

		

	

 




		You can measure STORES with aggregated store metrics like sales, contribution, utility costs, labor costs as a percentage of sales, comparable sales versus year ago, inventory turn, shrink.





		You can measure CATEGORIES within stores with those same metrics. 

		You can measure PLANOGRAMS within stores with those same metrics.




		You can measure PRODUCTS within stores with those same metrics. 




Granted, most retailers do not break down labor or utilities to a product level. But if the retailer practices DPP (Direct Product Profitability) it may allocate all costs down to a product level. Leading retailers allocate costs down to category levels at a minimum to accurately manage and measure each line of business.

 

If the information you are reporting begins with sales and POS data, then that performance data is a metric. That would include all data about the sales and profit for a product or group of products. While it begins with a single shopper making a purchase, it is more meaningful when it is rolled up to the chain, region or store level. For example: 12-week average unit sales per store or annual sales revenue ranking in the chain or current Gross Margin Percent.

 

Attributes

 

In a space planning system, analysis and knowledge about stores, fixtures, products and performance come from proper data attributes. Attributes describe things. Everything has attributes: even you. Your height, weight and middle name are all attributes. Some attributes change over time – like weight and hair color. Some will remain the same – like birth date and eye color. 

 

If your space data has attributes properly categorized, you can group and analyze nearly anything in retail space planning. They are key inputs for merchandising and space planning systems. As such, you should understand them. 

 

Stores have attributes


		Location attributes – These are the details about the physical store location and its association to the chain. Examples include address, the region or district it is assigned to, nearby competitors, date opened, number of dedicated parking spaces, flooring material, electrical utility provider, landlord, phone number, date of most recent remodel, latitude, longitude and the number of self-checkouts.



 


		Staffing attributes – Contain details about the people needed to run the store. Examples include the manager’s name, the number of certified security guards on staff, each of the department’s supervisors, the average wages and hours of operation.



 


		Merchandising attributes – These are critical elements for space planning. In some cases, the floor plans and merchandise placement decisions by space planners create the merchandising attributes for a store. Things like department sizes, front window count, assigned fixture package, category locations and adjacencies, freezer capacity, number of produce tables, the size and existence of an exterior sales yard are all merchandising attributes for the store that need to be considered by a space planner. 



 


		Shopper attributes – There are attributes of a store’s shoppers that are true no matter which category you analyze. Consider things like the average household size within a 3-mile range, the average household income for the zip codes served by the store, the percent of store sales ordered online, the percent of shoppers that are over 65. These shopper attributes are true for the entire store. There can be other (different) shopper attributes for the categories within the store. For example, the median age of a shopper for the store may be 45, but the median age for shoppers in that store that purchase baby food may be 32. 



 

Store details and attributes may be distributed across several systems. Some is stored in each store’s floor plans. But other may be stored in a real estate database, a retail operations report or a shopper insights analysis. 

 

[image: Thought outline]What do you think? 

Which store attributes do you think never change?
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________

Which store attributes would you expect to change every year? 
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________

Which store attributes would you expect to change every week? 
_______________________________________________________________
_______________________________________________________________
_______________________________________________________________



 

Fixtures have attributes

 


		Physical Attributes – This is data to understand the physical composition of the fixtures. For example: a shelf’s dimensions and weight restriction, its color, materials and finish. A peg hook’s length and whether it has an integrated price label holder. Whether a divider is solid or a grid. 



 


		Chain-specific Attributes – This is data to restrict where or how fixtures are used. For example, some fixtures may only be authorized for certain store prototypes. The frozen department may have different temperature requirements for different cases. Interior fixtures may have a different maximum merchandising height than perimeter walls. 



 


		Sourcing Attributes - Where and how to acquire the fixtures. This is critical when space planning helps guide fixture procurement (for new stores or remodels.) Or when the company wishes to estimate the cost of a store change. Sourcing attributes include the manufacturer name for each fixture, its cost and lead time.



 

 

Typically, you can find the fixture attributes held in your space planning system by looking at the details page of a fixture. 

 

[image: Thought outline]What do you think? 


Do you think fixture attributes would ever change?             Yes             No
Why?
________________________________________________________________
________________________________________________________________
________________________________________________________________

Hint: Retailers may source fixtures from new vendors to manage their costs. 


 

Products have attributes

 


		Identifying Attributes - Data that helps you understand the product itself. This data can also define relationships between products. For example: Name, Manufacturer, Brand, UPC or Category.



 


		Static Attributes - Product data that does not change. They are true no matter where it is merchandised. Examples: Gluten Free, Flavor, 20 volt or units per case.



 


		Temporal Attributes - Data passed to the merchandising system that is true for a specific moment in time. Examples: assortment instruction (add or delete), promotion start date, allocation quantity, price.



 


		Calculated Attributes - Product data that changes depending on the planogram or stores where it is merchandised. Also includes position information. For example: number of facings, average selling price or number of days of supply (DOS) on the shelf, position location on the shelf, merchandising orientation, maximum units allowed to be stacked over one facing.



 

Typically, you can find the product attributes held in your space planning system by looking at the product details of an item. 

 

[image: Binoculars with solid fill]See for yourself

Open a planogram and click on a product to open its product details page. Note that some product attributes may not be visible for all items. For example, “color” may be an attribute that your system holds for dog collars but not for cereal. Conversely, cereals may use the attribute “gluten-free” while dog collars do not. Some space systems will remove attribute visibility in context of the category. You may have to open the product details for several different categories to get the full set of attributes available across all products in your system.



 

Primarily, the data for product identification and static attributes come from the retailer’s SKU Master. This is the repository created when a product is set up in the retailer’s central system. It is considered foundational data and, ideally, that data is maintained in one single data location which is accessed by all the other systems that need product information. Along with space planning, it could be accessed by supply chain, forecasting, pricing, promotion, purchasing and many other systems. Changes can occur in a SKU Master. For example, package size or case size can change. Sometimes retailers reconfigure their product hierarchy. But changes are infrequent. Still, space planning system administrators must account for possible foundational data changes when creating data integrations.

 

Product performance data originates from the POS system. It usually accounts for both online and in-store sales. It is important to know whether the sales data your space system uses includes or excludes online sales. If your stores fulfill online orders from front of house inventory, it is common for the sales data in a space planning system to also include online sales in the data for each store. If online orders are fulfilled from a warehouse, distribution center or the backroom of the stores, online sales should be excluded from a store’s space planning sales file since the online volume could distort true space requirements.

 

Depending on the products your stores sell and their return policies, it may be important to understand if sales includes scan backs for returned items. Scan backs mean that items marked for sale have been returned and the sale must be voided in the sales record. Your store may or may not return the product into inventory to be sold again. (Some products must be destroyed or donated once they are returned.) It is an important consideration for space planning system administrators. If your space system requires sales and inventory reports in real time, it will tabulate online and in-store purchases as they occur. 

 

If you have configured your space planning system to calculate sales in real time and account for scan backs, you may find that your reporting system bogs down. That’s because the reporting engine must calculate every sale and every return as they are happening. A way to avoid that is to either beef up your processing capacity so you can calculate reports on the fly to enhance recency. Or update and store report values frequently to improve reporting speed. As a best practice, it is rare (but not unheard of) for space planning systems to use real time sales data. 

 

Temporal attributes originate from other systems. Examples include pricing, promotions, assortment planning and inventory management systems. In general, they provide continuous information about the status of an item in their system which a space planning system consumes. During a phased space system implementation, these integrations often get deprioritized. Without continuous synchronization, misaligned temporal attributes become the root cause of errors. (For example, macro space analytics for space allocation is commonly skewed because it is unaware of which items that had display locations during key sales events.)

 

Finally, calculated attributes originate in the space planning system. They are important metrics for other systems. Examples include:


		Item store authorization as defined by a product being assigned to a home planogram to confirm inventory allocation by store.

		Shelf capacity by store to feed inventory replenishment systems.

		Product position and shelf type to feed price tag printing systems.



 

Shoppers have attributes

 

While it is rare to access shopper data within a space system, it would be incomplete to talk about attributes for retailers without mentioning them here. There are several types of shopper attributes. 

 


		Demographic Attributes - Data that tells us about the composition of the shopper and their household. This can be discovered using census data for a store neighborhood and is considered rudimentary. Examples: average household size, female head of household, average annual household income, average education level. 



 


		Shopping History Attributes - Data that tells us about the past purchase habits of shoppers. This information can be sourced from loyalty programs and sometimes credit card usage. Examples: Shopping frequency and repurchase cycle length, online/offline sales split, changes in sales transaction value over time, recency of last visit.



 


		Shopping Behavior Attributes - Data that tells us about online or offline behavior. Can come from website cookies, mobile phone applications, cameras and wifi use in-store. Examples: Amount of time on site, search terms, dwell time in store, first destination in store, dwell time by department in store. 



 

Attributes are important for reporting and analysis

 

When a space planner needs to review and share data from the space system, attributes usually define the report fields. A report “by brand” implies that each product has a brand attribute. Or a measurement “by region” implies that each store has a region attribute. 

 

While creating a planogram or floorplan, attributes are key for using built-in space planning system features like highlights and spectrum displays. Thus, a floor planner can highlight all the locations on a floor plan where candy is merchandised. That is because the category name (an attribute) “Candy” is present in a product within a given floor space. Not all floor planning systems are so integrated with planograms that the floor plan is aware of product attributes within a planogram. But the best incorporate that level of awareness so that the space system is as intelligent and powerful as possible. 
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