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Abstract

Implemented Strategies to Handle Seasonal Inventory in a Supply Chain: A Case Study
Haya Esrar

Master of Science in Management (MScM)

Master of Science in Management

Ryerson University

2019

Excess inventory continues to be a growing area of concern for many retailers due to the
multitude of issues that arise. This study explores three strategies being practiced by a multi-
national retailer to help improve its performance measures in handling excess seasonal inventory
in various ways. To answer the main research question, a case study method was utilized
focusing on one retail organization at three key levels: strategic, warehouse, and retail level. For
the purpose of this study, six semi-structured interviews were conducted, along with the
collection of some documents in conjunction with personal observations. The results showed a
multitude of benefits in using the three strategies and how their proper utilization can aid the
retailer in improving its performance in regards to seasonal inventory. In addition to the main

findings, three factors were identified that could impact the outcome of these strategies.

il



Acknowledgements

“In the name of God, the Most Gracious, the Most Merciful”’

I am indebted to my supervisor, Dr. Hossein Zolfagharinia, for his continued support,
patience, and feedback throughout the course of my graduate studies. I would like to
acknowledge Dr. Hong Yu for the immeasurable amount of support she has provided, and her
kindness in helping a perplexed student. I would also like to thank the professors and staff at
Ryerson University who supported me, and provided me with direction during my career as an
MScM student.

I am grateful for my peers in the MScM program at Ted Rogers School of Management
who have stuck by my side as we completed our journey somewhat together.

Lastly, nobody has been more important to me while I completed this major achievement
than my family, Papa, Mama, Bhai, Anni, and Hebah for providing me with nothing but love,
guidance, encouragement, unwavering support, and the occasionally much needed verbal
thrashing. To the two little ones, Maysa, and Mazan for being my retreat, and accepting the
craziness. You have all helped me when I encountered what felt like very difficult days, and for

making me who I am today. Thank you.

v



Table of Contents

AUhOTS DECIATALION ..ottt ettt ettt et e bt e et e e b e saeeens i
AADSTIACE ...ttt ettt ettt h bt et s h et s h e bt et e bt et e eheete e il
ACKNOWIEAZEIMENLS........eiiiiiiiiieiieciie ettt ettt et et e s beebe e st e ssbeeseeeabeenseenseesnseenseensnas v
LSt OF TADIES ...ttt ettt e b e sttt sbt e et e bt e st et e s e viil
| A G S e U1 ¢SSR X
1.0 INEEOAUCEION ...ttt ettt et ettt st b e et b et ebte bt et e sbeebesanens 1
2.0 LIterature REVIEW....cc.eiriiiiiiiiiitieiieeitete sttt ettt et sttt sb et et e bt et sbeenbesatenbeentens 4
2.1 ReVIEW MEthOAOLIOZY .....ccouiiiiiiiiiie ettt et st e et s e e sebaeeenseeennes 4
A1 v 1157 4 T SRR 5
2.3 VISIDILIEY 1.ttt ettt sttt ettt eae s 7
2.3.1 Potential BEnefitS ........covuiiiiiiiiiiieiteiesieeeee e 8

2.3.2 Technology to Increase VisSiDility ........cccveeeiieeiiieiiiieeiiie et 9

2.4 InfOrmation SNATINE .......ceeiuiiiiiieieiee et ettt e et e e e st e e s bt eessseeeaaeesseeessseeessseesssaenns 10
2.4.1 Potential Benefits ........cooiiiiiiiiiiiieierieeceeeeee e 11

2.4.2 Shared INfOrmMAation. ........coeevuiriiriiiienieiertee ettt 12

2.4.2.1 Significant Pieces of Information............ccceevviiiiiiiiiiiecieceee e 13

2.5 COllabOTATION ...ttt ettt et e it e et e e bt e sab e e bt e sabeeabeesbeeenbeeeeas 15
2.5.1 Potential BenefitS ........cooiiiiriiiiiiiiierieeteee e 16

2.5.2 Collaboration TOOLS ....cc.cevuiiiiriiiiiriieieeiereee et 17

2.0 CONITTDULION ...ttt ettt et sb e et e bt e e it e et e e sbe e e it e e bt e sabeenbeesaeesabeenbeesneeeneeas 18
3.0 Problem DefINItiON. .....couiiuiiiiiiiieie ettt ettt ettt st b e sae e st en 19
3.1 Retailer CharaCteriStiCS......uuruiiiiriirtirierieeie ettt ettt ettt ettt et sbe e e 19
3.2 Problem under INVESTIZATION .........eeviiriiieiieiieeie ettt ettt et e seaeebeesaeeenseenseens 20
O\ 111 e (0] (o TSRS 21
4.1 Selecting a Research MethodOlOZY ........cccviveiiiiiiiiiiiiiccie e 21
4.1.1 Qualitative and Quantitative Research Methods ...........ccccoeeieviieiiiniiiciieieeeeee 21

4.1.2 Qualitative Method Verification ............cccccueeeviiieiiiieiiieccee e 24

4.2 Data COECTION ..ottt ettt ettt ettt e et e e bt e st e e beesbeeenbeeaeas 25
4.2.1 Method SEleCtiON .....ccc.eiiiiiiiiiiieieee ettt st 25



4.2.2 INTETVIEW GUIAE oot e e e e e e e e e e e e e e e e e e e e eeeaaaaeaens 26

4.2.3 Participant Screening and RECTUItMENt ...........ccceevviiiiiiiiriieeiieecee e 28
4.2.4 Collecting the Data ...........cccueeiiiiiiiiiieieeie ettt s e e ens 29

4.3 ANALYSIS outiiiiieiieiie ettt ettt ettt et ettt ettt et e et e e tteebe e st e et e e bt e enbeenbeenneeenbeennaas 30
4.3.1 QualitatiVve ANALYSIS ..ececiiieiiieeiieeeiie ettt e st e b e et e e e b e e saaeeennaeas 30
4.3.2 Coding and ANALYSIS ....ccueeeriieeiiieeiiieeiieeeieeeeteeesteeeee e s aeeeseaeesaeeesiaeeesaaeesnaeennreens 31
4.3.3 Reliability and Validity .......cccccceriieiieiiieie ettt 33

5.0 Results and DISCUSSION .....cc.eiruiiiiriieiiriienieeiesie ettt sttt sttt ettt sbe et sae e e et e b enees 35
5.1 Participant CharaCteriStICS ....cuieiuieeriieeiiieeeiieeesieeestteeeteeesreeenseeesseeessseessaeessseeessseesnsseesnnes 35
5.2 DISCUSSION .ueeieiiieniieeiteette ettt et e ettt e bt e st b e et esaeesabeeabeesbeesabeenbeeeseeenbeanbeeenbeebeesabeenbeanseesnneans 36
5.2.1 Strate@ic LeVeL ...ooouiiiiieiiiieceeeee e 36
5.2.1.1 Discussion on Information Sharing ............cceceevieeiiienieniienienieeieeeee 37

5.2.1.2 Discussion 0N VISIDIILY ....ccccueerviieriiiiiiiiecciee et 39

5.2.1.3 Discussion on Collaboration ..........c.ccocceiiiiiiiniiniiinieceeee e 41

5.2.2 Warehouse LeVel .......ccioiiiiiiiiiiieieeee et 42
5.2.2.1 Discussion on Information Sharing ............cccecceevieiciienienciieiienieeeeeee 44

5.2.2.2 Discussion 0N VISIDIILY ....ccccveevriieriiieiiieciiee e 47

5.2.2.3 Discussion on Collaboration ..........c.ccocceriiiiiiniiiiiiinieceee e 48

523 Rl LEVEL ettt 49
5.2.3.1 Discussion on Information Sharing ............ccecceevieeiiienieniienienie e 51

5.2.3.2 Discussion 0N VISIDIILY ....ccccueeeriieiiiiiiiiieciie e 53

5.2.3.3 Discussion on Collaboration ..........ccccocceriiiiiiiiiiiiineceee e 54

5.2.4 TMPOTrtant FACLOTS .....ccccuiieiiiiiiiiieiiee ettt ettt e st esbeeeeneeeens 55
5.2.4.1 Discussion on Human Errors ..........cccoceeveiiiniininiiniiienieeseeeesee 55

5.2.4.2 Discussion on Communication GapS.........cccceeeeveeerveenireeesieeenveesneeesneens 56

5.2.4.3 Discussion on the Effects Of Decisions on Internal Partners ................... 57

6.0 Conclusions, Limitations, and Future Research AVENUES ..........ccooovveiviiiieiiiiiiiiiieeeeeeeeeians 58
0.1 CONCIUSIONS ...ttt ettt et b et sb et saeenae e 58
0.2 LAMIEALIONS ..uveeutieiiieiieitie ettt ettt ettt ettt e s bt e e it e et e e sate e bt e sbeesabeenbeesaaeeabeenbeeenseenseans 61
6.3 Further Research POSSIDIIITIES .......coueiiiiiiiiiiiiiceeee e 62

Vi



APPENDIX ...ttt et et 63

Appendix A — INtervIeW QUESTIONS ......ecevuiiiriieeiiieeitieeeiieeeieeeeteeetteesaeeeseaeesseeesseeessseesnsseenns 63
Appendix B — Data Collection FOIM...........ccceiiiiiiiiiiiiieiiieieeeee e 72
Appendix C — Recruitment NOTICES .......ccueieieeriieriieeiieriieeieeieesieeeteeieesaeeseesseesnseenseesseeenseennns 74
Appendix D — Consent FOTIM ..........coooiiiiiiiiiii ettt e e st e e sreeessaeeenseeens 78
Appendix E — Coder Agreement FOIM..........cccviiiiiiiiiiiiiiecie et 82
REFERENCES ...ttt sttt et ettt sttt st b et e b et e b e entesaeenee 83

vii



List of Tables

Table 1 - Key Features in Relevant StudIes.........c.oeeicuiiiiiiieiiieciieeciee et 6
Table 2 - Significant Pieces of INfOrmation...........cccccueeeciiiiiiiiiiiiie e 13
Table 3 - Participant CharacteriStICS ........cceerveriuierierieeiiierieeteesiteseeeseesteesteebeeseaesbeenseessseeseens 35
Table 4 — Study FINAINGS .....ooouiiiiiiiiieii ettt ettt et e te e bt e ssneenneens 60

viii



List of Figures

Figure 1 — Triangulation TOOLS .......eeeiiiieiiiieciie e et e e sereeenneas

Figure 2 - Connections

iX



Implemented Strategies To Handle Seasonal Inventory In A Supply Chain: A Case Study

1.0 Introduction

As retail organizations begin to face more stringent competition, the need for more
efficient and effective supply chain management practices becomes necessary for businesses to
remain viable. Supply chain management is a large component of any successful organization as
it involves the management of products and assets, fund flows, as well as information (Chopra &
Meindl, 2010). An important division within supply chain is inventory management for which
there are many subcategories, all of which perform a vital role in an organizations success.

According to a study conducted on an organizations supply chain, the poor management
of a company’s supply chain can lead to excessive inventory which can then lead to financial
risks (Christopher & Lee, 2004). Financial risks arise due to a variety of nonrevenue generating
methods utilized to reduce inventory from a retail organization shelves. Some methods utilized
by retailers to reduce inventory can include bulk selling to a third-party retailer, donating, or
destroying the inventory (Miksen, 2017).

Excess inventory which is also referred to as overstock in many studies, has been a
growing area of concern for many retailers (Taylor, 2015). Carrying any form of excess
inventory raises associated costs (Joshi, 2000) as overstock is labeled as dead weight for any
organization since it uses valuable storage space, reduces working capital, and decreases the
return on investment (Tersine & Toelle, 1984). This results in organizations to substantially
underperform (Kontus, 2014) in comparison to their competitors that have a more strategically
aligned practice in place. Excess inventory also results in other issues such as misplaced SKUs,
which ultimately result in a loss of profit for retailers. Additional inventory leads to more
crowded shelves making it more difficult for organizations to keep track of the total number of

units available, which can adversely affect profits by 25% due to misplaced SKUs (Raman,



DeHoratius, & Ton, 2001).

Excess inventory, or overstock is estimated to be responsible for nearly “3.2 percent in
lost revenue [...] estimated to cost retailers $123.4 billion annually”, in North America (Ryan,
2015, para. 2). There are a variety of reasons for excess inventory such as poor forecasting, a
lack of flexibility to adjust to changes in demand, and the ordering of additional inventory due to
a fear of encountering empty stock (Hendricks & Singhal, 2009; Bhattacharya, &
Bandyopadhyay, 2011). However, seasonal inventory has a large impact on excess inventory due
to its unpredictability and refers to stock that sees a fluctuation in demand due to events, or
weather during the year (Melanie, 2017; Cho, 2018). Excess inventory has become a cyclical
issue for retailers due to its seasonal nature, forcing retailers to engage different strategies to
reduce inventory levels, in order to allow for newer supply. According to Randy Harris,
president of Trendex NA, retailers scramble “in a losing effort to salvage the year by selling off
inventory at deep discounts” (Marowits, 2014, para. 2).

Inspired by a real world case on the handling of multiple retailers’ inventory at the
warehouse level, as well as relevant trade articles from within the field, this study was designed
focusing on the use of important strategies by a multi-national retailer with significant operations
in Canada. The organization that was the focus of this study operates a chain of large discount
stores, and super stores. The multi-national retailer has more than ten distribution centres in three
main Canadian regions servicing over 400 stores nationwide. For the purpose of this qualitative
case study and due to proximity, interviews and observations were conducted at three key levels
in the greater Toronto area.

Based on observations, the main research question for this study is: how does information

sharing, visibility, and collaboration improve a multi-national retailer’s performances in relation



to the handling of their excess seasonal inventory?

The rest of this thesis is organized as follows. Section 2 presents an overview on the
relevant literature. Section 3 provides an outline of the problem and the main question this study
aims to answer. Section 4 provides a discussion on the selected research method, the data
collection process, and the method of analysis. Section 5 outlines the results from the data
collected and provides a discussion on the findings. Lastly, Section 6 concludes with a discussion

on the implications, limitations of the study, and potential future research opportunities.



2.0 Literature Review

This section will provide a review on relevant literature and trade articles found on the
subject matter. The first section will provide an overview on the review methodology, followed
by an introduction to current strategies being practiced by retail organizations in order to
highlight possible focus strategies. Subsequent subsections will provide a discussion on the
literature on three common strategies in detail, highlighting the definitions of each, the potential

benefits of the strategies, and possible tools that are used by organizations.

2.1 Review Methodology

This section reviews the literature on three strategies which organizations across various
industries currently utilize to streamline their practices and improve performances. The articles
were found using Ryerson University and Google Scholars online database which provided
access to a wide selection of journals and readings related to the topic. In order to narrow the
scope, the literature was mainly collected from journals on supply chain management,
management sciences, production economics, operations research, and service operations
management. Trade sources and conference papers are also included to gain a broader
understanding of the issues currently faced by retailers.

In using the online databases, a combination of the following keywords were used to
search for these articles: collaboration, inaccuracy, information sharing, inventory, inventory
control, inventory loss, retail, risk, seasonal, seasonal goods, strategies, supply chain, supply
chain management, and visibility. Additional references were also found through the literature
review within a few of the articles as they provided further knowledge on the topic of discussion.

The articles used for this literature review were selected based on the title, abstract, introductory



sections. In total, 60 relevant references were identified to provide information on the three

common strategies and current practices.

2.2 Strategies

There are a variety of strategies currently in practice by organizations to increase
efficiencies and effectiveness in order to improve business performances. An important aspect of
successfully managing an organizations supply chain is in monitoring and measuring information
about their key performance and operational parameters (Gunasekaran & Ngai, 2004). One of the
first strategies found in the literature was the implementation of information systems and
providing continuous information on these key parameters and the positive affect it has on an
organizations performance (Qrunfleh & Tarafdar, 2014).

Additional strategies included coordination amongst multiple partners both internal and
external in order to gain a competitive advantage and improve performances (Dyer & Singh,
1998). Poor coordination can result in weak operational performances with consequences such as
higher inventory costs, lower customer service, higher overall costs, and longer delivery times
(Lee, Padmanabhan, & Whang, 1997; Simatupang, Wright, & Sridharan, 2002).

According to the literature and numerous trade articles, there were three reoccurring
strategies that were identified to be the focus of many studies. Each of these studies focused on
one primary strategy in mostly one singular context. The three most frequently discussed
tangible strategies in the literature amongst various industries are: (1) visibility, (2) information
sharing, and (3) collaboration within the supply chain, however, few studies touch upon the role
of excess seasonal inventory within a retail context. Table 1 depicts the key features in the most

relevant studies, highlighting each studies discussion on seasonal inventory, the discussed



strategies, as well as whether the paper was completed using a retail organizational context.

Table 1.

Key features in the most relevant studies.

Author(s) and date Method of Analysis Seasonal Inventory Strategies Retail
Yes No Yes | No
Chen et al. (2000) Mathematical model X 1Ss? X
Joshi (2000) Simulations X IS X
Huang et al. (2003) Qualitative X IS X
Cachon (2004) Mathematical model X CP X
Christopher and Lee (2004) Archival data X V° X
Holweg et al. (2005) Case studies X C X
Quirk & Borrello (2005) Qualitative X \% X
Chow at al. (2006) Case studies X VvV X
Closs and Nair (2006) Monte-Carlo simulation X C X
Daugherty et al. (2006) Survey and industry cases X C X
Enslow (2006) Industry survey X \% X
Geary et al. (2006) Qualitative X IS X
Zhang et al. (2006) Mathematical model X IS X
Bartlett et al. (2007) Case study X \% X
Tajima (2007) Qualitative X \Y X
Yiicesan (2007) Industry survey X IS X
Zhou & Benton (2007) Survey X IS X
Choi et al. (2008) Virtual Enterprise Chain X C X
Francis (2008) Qualitative X \Y X
Lumsden and Mirzabeiki (2008) Qualitative X IS X
Chopra and Meindl (2010) X X
Sarac et al. (2010) Qualitative X \Y X
Kocogluet al (2011) Mixed methods X IS X
Mentzer etal. (2011) X IS X
Zhang et al. (2011) Mathematical model X \% X
Cho and Lee (2013) Modelling (SARMA) X IS X
Lee et al. (2013) Archival data X \% X
No author (2014) X \Y X
Heckmann et al. (2015) Qualitative X C X
Rekik at al. (2015) Simulation X \Y X
Sari (2015) Simulation X C X
Taylor (2015) Industry analysis X X
Huong Tran et al. (2016) X IS X
Lee and Rim (2016) Mathematical model X \% X
Wang and Disney (2016) Qualitative X IS X
Current Study Case Study X V/S/C X

*IS: Information Sharing
> C: Collaboration
°V: Visibility




2.3 Visibility

According to a study conducted by the Aberdeen Group on analyzing key improvement
areas for supply chain organizations, supply chain visibility was found to be a top concern for
approximately 79% of the large companies (Enslow, 2006). A lack of visibility in a supply chain
results in an increase in inventory levels (Challenges in Supply Chain Visibility, 2014) since
organizations begin to carry additional inventory in the case it is needed. Carrying additional
inventory also results in an increase in associated carrying costs, all of which negatively affect
the organizations bottom line. The high percentage of organizations concerned with visibility is
corroborated by other literature as well, as researchers seek to understand the role of visibility in
supply chain processes and the benefits it poses to organizations.

Visibility in the supply chain has a significant role within the industry as it enables an
organization to become more cognizant of their practices. However, despite the significance of
visibility and the studies conducted using this strategy, there is a wide array of proposed
definitions for the term which results in confusion. Based on a study conducted by Francis
(2008) in which they examined previously proposed definitions of the term supply chain
visibility, they were able to provide readers with a more exact definition. Francis’ detailed
definition is that “supply chain visibility is the identity, location and status of entities transiting
the supply chain, captured in timely messages about events, along with the planned and actual
dates/times for these events” (Francis, 2008, p.3). Having one, clear definition for the term
allows for consistency throughout the remainder of the paper and concedes for a better
understanding of the studies conducted using the term in various contexts. The following
subsection will provide a discussion on the benefits of visibility and its role in organizations in

order to gain a deeper understanding.



2.3.1 Potential Benefits

Visibility is noted to be an essential strategy to be used for supply chains to improve their
overall performance (Lee, Kim & Kim, 2014). Visibility can be achieved through a variety of
ways such as through teamwork between suppliers and customers working together as was
studied by Bartlett, Julien and Baines (2007). A similar concept can be applied across various
supply chain partners in order to create visibility across different functions. According to a study
completed by Christopher and Lee (2004), end-to-end visibility would lessen supply chain risks
and also increase confidence amongst supply chain managers in proportion to the quality of the
information shared. The increase in confidence and decrease in risk would arise from all the
partners within the supply chain having clear visibility in all the necessary areas. For example,
Christopher and Lee (2004) depict the severity of limited visibility in a supply chain was when a
sales team believes the fulfillment times are unreliable, thus they develop a plan to address the
issue on their own by ordering additional buffer stock. The lack of visibility for the sales team
resulted in the organization owning more stock than was necessary which would generate higher
inventory carrying costs.

Visibility has a significant impact on inventory as it provides organizations with the most
current and accurate data regarding their inventory (Zhang, Goh, & Meng, 2011) allowing for
more efficient and effective inventory practices. Visibility in specific areas such as current, and
in-transit inventory help optimize processes as the company becomes more cognizant of both the
upstream and downstream flow of inventory within the supply chain. An organizations
awareness of their own inventory allows for better decision making since it decreases variability,
and thus reducing inventory levels. As competition has become more stringent and technology

has evolved, many organizations have introduced technology based tools to increase visibility



which will be discussed in the next subsection.

2.3.2 Technology to Increase Visibility

Technology has become a vital tool for many organizations to implement within their
supply chain processes. Due to the continuous improvements and customizable ability of
technology, organizations are able to create efficiencies in their supply chain practices. For
example, tools such as radio frequency identification commonly referred to as RFID “is a
wireless technology that allows for automated remote identification of objects” (Bolic, Athalye,
& Li, 2010, p. 4). The use of radio frequency technology continues to be an increasingly growing
area of research due to its benefits. According to a few of these many studies conducted, the
proper implementation of RFID allows organizations benefits such as real-time product
visibility, an increase in process improvements, a reduction in distribution costs, reduced stock
outs, and lower storage costs (Chow, Choy, Lee, & Lau, 2006; Tajima, 2007; Sarac, Absi, &
Dauzere-Péres, 2010). Studies conducted by Quirk and Borrello (2005) and Tajima (2007) noted
that the implementation of RFID enables higher visibility thus having the potential to increase
productivity by 15% and reduce supply chain costs. The proper implementation and continuous
use of this specific technology has shown positive outcomes for organizations and results in an
increase in visibility.

A study conducted by Rekik, Syntetos, & Jemai (2015) acknowledged that the
implementation of RFID for both centralized and decentralized supply chains had noted benefits
such as higher visibility, which resulted in a decrease of costs for a variety of different channels
for a retailer. Their study was important as it focuses on an emerging area of retailing and
touches upon the differences in supply chain operations for different channels, such as e-

retailing. It was noted how despite the different channels and operating practices, the application



of RFID provided similar benefits.

Another tool mentioned in the literature to increase an organizations visibility is the
implementation of an enterprise resource planning system, also referred to as an ERP. An ERP is
a system that manages the information and data requirements of an organization (Shtub, 1999).
The implantation of an ERP system has become popular due to the benefits it provides such as
improving operational efficiency and effectiveness by integrating an organization processes with
better access to data along the chain (Chou & Chang, 2008).

An additional tool mentioned in the literature and trade articles is the use of a point-of-
sale system. The point of sales system is the place in which the customer executes the payment
for the goods or services provided by an organization (Guinn, 2018). The point of sale system
provides visibility for multiple partners and allows for more opportunities to increase efficiencies
and produce new revenue potential (Intelligent retailing: POS helps do more with less, 2018).
Visibility in the supply chain has a significant role as it allows an organization to become more
cognizant of their practices. Another common strategy cited in the literature is information

sharing which will be discussed in the next section.

2.4 Information Sharing

There are many studies that have been conducted on the importance of information
sharing in a supply chain. Despite the significance of information sharing and the many studies
that have been conducted, there are a variety of similar definitions due to the context it is used in.
For the purposes of this study a concise definition for information sharing was taken from Huong
Tran, Childerhouse, & Deakins (2016) in which they defined supply chain information sharing as

the extent to which proprietary and critical information is shared between supply chain members

10



(Kogoglu, 1mamoglu, Ince, & Keskin, 2011) and a “willingness to make strategic and tactical
data available to other members of the supply chain” (as cited in Mentzer, 2001, p.11). In
referring to and combining the different sources for the definition of the term, this allows for
consistency throughout the remainder of the paper to ensure a better understanding of the studies
completed on information sharing in the different contexts it has been used in.

Information sharing is an effective strategy to reduce errors made through the supply
chain and can involve sharing a combination of information, depending on the level within the
chain. For example, sales information can be shared with manufacturers so they are able to better
prepare for future orders, or even through a vendor managed inventory system in which vendors
take responsibility of maintaining an agreed upon level of inventory (Huang, Lau, & Mak, 2003;
Yiicesan, 2007). The following subsection will present a discussion on the benefits of
information sharing.

2.4.1 Potential Benefits

A major risk in inventory management is the bullwhip effect. The bullwhip effect was
initially introduced as the variance or demand amplification effect by Forrester (1958) using an
industrial dynamics approach. The bullwhip effect refers to the phenomenon in which order
variability increases as customer orders move upstream within a supply chain (Geary, Disney, &
Towill 2006; Wang & Disney, 2016). This effect can be applied to the retail industry as there is
an inclination within the industry to miscalculate customer demand which results in either
overstock or understock thus resulting in significantly negative consequences. According to
studies on the bullwhip effect by Chen, Drezner, Ryan, and Simchi-Levi (2000) and Holweg,
Disney, Holmstrom, & Smaros (2005), information sharing is indicated to be a main factor in

controlling the bullwhip effect as it can significantly reduce the variability that arises from

11



seasonal demands. This can occur between many different levels of supply chain such as: the
customer and retailer, the retailer and supplier, the retailer and a third-party logistics firm, the
supplier and a third-party logistics firm, which can all lead to better decision making on ordering,
planning, and the allocation of inventory, all of which can aid organizations in reducing excess
inventory.

Information sharing was a strategy also suggested by Cho and Lee (2013). They used a
quantitative method to analyze how an increase in information sharing results in a decrease in
inventory and supplier costs for a supply chain, specifically during seasonal occurrences. In
noting the benefits of information sharing, it is also important to understand the different pieces
of information that are valuable.

2.4.2. Shared Information

In reviewing the literature many researchers discussed the merit of various pieces of
information that can be shared amongst different partners in the supply chain. Lumsden and
Mirzabeiki (2008) conducted a study evaluating the value of different information types such as
the condition of the product while it is in transit, the position of inventory, and history of sales
and for different supply chain partners. Other studies by Zhang, Tan, Robb, and Zheng (2006)
and Cho and Lee (2013) addressed the valuable pieces of information such as sharing shipping
quantity information and sharing retailer demand information. Table 2 below summarizes the
different pieces of information and the supply chain partners that would most benefit. The next

subsection provides a description for each of the pieces of information mentioned in Table 2.
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Table 2.
The significant pieces of information and the supply chain partners that would most benefit

Supply Chain Partners
Significant Pieces of Information Supplier Retailer Customer

I. Condition of products while in shipment X X X

I1. History of sales X X

I1I. Position of products in inventory X X X

IV. Retail point-of-sales information X X

V. Retailers demand X

VI. Retailers inventory levels X X X
VII. Shipment quantity information X X
VIII. Warehouse operations X X

* X: Present in study
Note. Table adapted from Lumsden and Mirzabeiki (2008). 1, 11, 111, 1V, VI, VII from Lumsden &
Mirzabeiki (2008). V from Cho & Lee (2013). VII from Zhang et al (2006).

2.4.2.1 Significant pieces of information

This subsection provides a description for each of the pieces of information mentioned in
Table 2 and its value for the three supply chain partners.

I. Condition of products while in shipment

The condition of the products while in shipment is important for each of the three
partners mentioned in Table 2 due to the different shipping needs of different products. Some of
the items in shipment may require different temperature settings, or it could also be a higher
value item. This information is also important in order to hold each of the partners accountable in
the case of a fault (Lumsden & Mirzabeiki, 2008).

I1. History of sales

The history of sales is important for the retailer as it can help with better decision-making
in regards to inventory ordering including: frequency, batch size, and the number of orders. This

information can also be helpful for suppliers and manufacturers so they have the ability to better
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plan for future production (Lumsden & Mirzabeiki, 2008).

I1I. Position of products in inventory

The position and sequence of the products in inventory adds value for the retailers
especially as it allow them to become more cognizant of the location of the inventory. This value
is also added to the manufacturer and supplier as correct knowledge of the inventory can
improve inventory practices (Lumsden & Mirzabeiki, 2008). An improvement in inventory
practices enables better time efficiency thus reducing costs (Bowersox, Closs, & Cooper, 2007).

IV. Retail point-of-sales information

This information adds value for suppliers, manufacturers, and retailers as the retail point-
of-sales provides the partners with the most current information. In having the most current sales
information, benefits for each partner include lower inventory costs and lower order costs as
each partner can place orders or send orders in to production as soon as the item is sold and the
quantity decreases at the supplier and retail level (Lumsden & Mirzabeiki, 2008).

V. Retailers demand

This information is valuable for manufacturers and suppliers as they are able to begin
production, and ship out accordingly based on the retailers demand (Cho & Lee, 2013). Having
the retailers demand information available ensures the on-time availability of inventory.

VI. Retailers inventory levels

This information can add value for all three partners mentioned in Table 2. This
information is important for customers so they are aware of retail product availability and can
choose to shop accordingly. For retailers, it is essential to be aware of the products that are
available for sale in order to generate sales. For suppliers and manufacturers, the retailer’s

inventory levels can allow for more accurate inventory control, improve order processing times,
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as well as schedule shipments accordingly (Lumsden & Mirzabeiki, 2008).

VII. Shipment quantity information

According to Lumsden and Mirzabeiki (2008), sharing the shipping quantity information
allows customers to be more aware of their orders, and in the situation the order quantity is not
correct, customers have the ability to adjust and resolve any future orders. Similarly, Zhang et al.
(2006) noted that shipment quantity information adds value for retailers and manufacturers, as it
will allow them more time to resolve and adapt to any shipping uncertainties that arise when the
shipment quantities differ from what is expected.

VIII. Warehouse operations

According to a study completed by Bowersox et al. (2007) warehouse operations
information adds value for retailers, manufacturers, and suppliers as each partner becomes aware
of the different receiving time of the inventory, and the order quantities. This allows for more
efficiency in between the partners.

Information sharing has a significant role within retail as it allows an organization to

create efficiencies within their supply chain practices thus reducing errors and costs.

2.5 Collaboration

A supply chains performance is affected by the allocation of inventory risk and the
various strategies utilized by organizations to reduce these risks. Risk is defined as a variation in
supply chain outcomes, and its values (Heckmann, Comes, & Nickel, 2015). According to
studies by Cachon (2004) and Sari (2015), a strategy to reduce risks is collaboration. Both
studies suggest that collaborating supply chain resources between various supply chain partners

creates an environment of support and also aids in reducing overall inventory levels.
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According to Daugherty et al. (2006) collaboration within a supply chain environment
occurs when two or more independent companies work together to jointly achieve greater
success than what can be achieved by just working alone. Working together in synergy is
expected when independent companies work together focusing on both operational and strategic
competencies. Utilizing a company’s individual core competencies will aid in strengthening the
whole supply chain.

2.5.1 Potential Benefits

Collaboration can occur amongst many different levels of an organization, each with its
own benefits. Choi, Kang, Chae, and Kim (2008) created a value chain framework to function as
a guide for organizations to promote collaboration which included factors such as
responsiveness, and creating a focus on customers. This framework focuses mainly on
seamlessly integrating all the different processes and factors in order to meet business objectives
so organizations are able to make more strategic and reliable decisions in regards to inventory.

Another form of collaboration in the literature is between the ordering and replenishment
of inventory based on the performance of seasonal items (Closs & Nair, 2006). This strategy is
suggested as way to reduce the shelving space required by bulk purchased seasonal items and to
avoid profit loss due to discounting items. The common method of acquiring seasonal goods is to
order the required number of units and pay minimal transportation costs. If the item does not sell
during the season for which it was intended for, retailers are forced to use nonrevenue generating
methods to clear the inventory off of the shelves. Some of these methods include reducing the
price of these items, bulk selling to an outlet retailer, donating, or destroying the inventory.
Using the suggested method entails a closer collaboration between retailers and suppliers and

will aid in the reduction of inventory levels which will reduce the need to utilize the nonrevenue
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generating methods.

Based on the available literature and studies conducted, collaboration between different
levels of an organization can help strengthen the supply chain (e.g., Daugherty et al., 2006) and
improve performances. In noting the benefits, there are a variety of tools that organizations
utilize to aid in collaboration amongst various partners.

2.5.2 Collaboration Tools

In reviewing the literature and trade articles, three common collaboration tools were
noted. The first was CPFR, collaborative planning, forecasting, and replenishment in which
retailers and suppliers work together to ensure customer demands are met by real time inventory
updates and future demand requirements (Seifert, 2003; Cho & Lee, 2013) to ensure an efficient
supply chain process.

Another collaborative system is ECR, efficient consumer response. This method involves
collaboration between manufacturers and retailers, in an effort to improve supply chain
performances through coordinating in areas such as production, replenishment, and marketing.
(Cho & Lee, 2013; Introduction: Collaborative Planning, Forecasting and Replenishment, 2011).

Finally, a common method used by many retail organizations is VMI which is a vendor-
managed inventory system (Cho & Lee, 2013) in which the manufacturer or supplier is
responsible for all the decisions in regards to a retailers inventory. This system has become more
prominent due to its benefits such as a reduction in inventory costs, and improved customer

service as a result of reduced order times (Yao, Evers, & Dresner, 2007).
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2.6 Contribution

Based on the available literature, it was noted that there was a gap to be filled with this
research. There are many studies, as listed above in Table 1, which discuss the three focus
strategies of this research. However, from the ones reviewed, only six of the available studies
touch upon the role of seasonal inventory in a retail context. This research will reduce the
knowledge gap in the existing literature by examining which strategies and to which extent they
are used by the retail organization to improve performances by the handling of their excess
seasonal inventory.

This research is unique as it was designed utilizing a case study method focusing on one
retail organization at three key different levels. The three levels were selected on the basis of key
functions within the organization and included participants at a strategic level, managers at the
warehouse level, and managers at the retail store level (Juneja, n.d.). These three levels were
chosen to gain a deeper understanding of the functions and processes of each level, and to
understand the working relation amongst the different levels. This research is also unique in that
it is conducted in a Canadian context through the collection of primary data, which is collected
primarily through semi-structured interviews. The Canadian context is especially interesting due
to the multi-cultural demographics of the country. According to the 2016 census, there are more
than 250 different ethnicities people identify as in Canada (Statistics Canada, 2017). In order to
reach a diverse market, retailers need to ensure they are able to focus the right products towards
the different ethnicities at the right time (Understanding the Power of Ethnic Consumers in

Canada, 2018).
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3.0 Problem Definition

Defining an issue or problem is the first step in designing any study regardless if it is
conducted using qualitative or quantitative methods (Creswell, 2007). The purpose of this section
is to discuss the characteristics of the retailer which is the focus of the study, and provide details

on the problem under investigation.

3.1 Retailer Characteristics

Inspired by a real-world case on the handling of multiple retailers’ inventory at the
warehouse level, as well as relevant trade articles from within the field, this study was designed
focusing on the use of important strategies by a multi-national retailer with significant operations
in Canada. The organization that is the focus of this study operates a chain of large discount
stores, and super stores which also includes groceries. The multi-national retailer operates more
than 400 brick and mortar locations across Canada, of which approximately 300 are larger super
stores and more than 60 are discount type stores. In order to effectively and efficiently provide
the stores with merchandise, the retailer operates more than ten distribution centres strategically
located in three main Canadian regions.

The retailer operates on three main levels including; the strategic or head office, the
distribution warehouses, and the retail level. For this organization, each of the levels are
autonomous with their individual key performance measures such as; cost of inventory at the
strategic level, cases per hour and inventory turnover at the warehouse level, and sales and
productive inventory rates at the retail level. However, each of the levels work together to ensure
they are able to meet and exceed the measures in place.

The retailer carries a deep variety and assortment of merchandise along different

19



departments, making it easier for customers to complete their shopping in one place. The retail
organization also takes part popular seasonal events such as: Back to School, Thanksgiving,
Halloween, Christmas, and Canada Day. In conjunction with these major seasonal events, retail
stores also take part in community ethnic events which are assigned based on demographics.

These ethnic events include but are not limited to Chinese New Year, Diwali, and Eid.

3.2 Problem under Investigation

With the retailer offering a multitude of basic and both regular and ethnic seasonal
inventory, the organization has to deal with any excess which they are unable to sell. Excess
inventory, also referred to as overstock has been a growing area of concern for many retailers
(Taylor, 2015) due to the multitude of issues that arise. Carrying any type of excess inventory
can raise associated costs (Joshi, 2000) as it uses valuable storage space, reduces working
capital, and decreases the return on investment (Tersine & Toelle, 1984). This results in
organizations to substantially underperform (Kontus, 2014) in comparison to their competitors
that have a more strategically aligned practice in place. Excess inventory also leads to more
crowded shelves making it more difficult for organizations to keep track of the total number of
units available, which can adversely affect profits by 25% due to misplaced SKUs (Raman,
DeHoratius, & Ton, 2001).

A majority of the seasonal inventory carried by the retailer which is the focus of this
study include items such as: barbeques, patio sets, reusable Christmas trees, and outdoor festive
lights. As excess inventory is estimated to cost retailers in North America approximately $123
billion annually in lost revenue (Ryan, 2015), this is a crucial area for organizations to focus on.

Based on this and initial observations, the main research question is: how does information
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sharing, visibility, and collaboration improve a multi-national retailers performances in relation
to the handling of their excess seasonal inventory? The next section will discuss the methodology

for studying the above-mentioned problem to answer the main research question.
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4.0 Methodology

This section will focus on the approach with which this research was conducted. The first
part will discuss the selection of a qualitative method for this research opposed to a quantitative
approach. The second part will provide a discussion on the data collection methods, and
participant recruitment, followed by an overview on the steps taken to conduct the analysis as

well as a discussion on reliability and validity.

4.1 Selecting a Research Methodology

Conducting research is an integral form of generating new knowledge or expanding on an
existing base. In reviewing multiple studies, the discussion on qualitative and quantitative
methods was noted frequently. This section will discuss the selection of a qualitative approach
for this study by first discussing key characteristics of both research approaches.

4.1.1 Qualitative and quantitative research methods

Throughout different industries quantitative research methods are categorized as
empirical studies or statistical studies (Newman & Benz, 1998). This form of research involves
collecting numerical data through standardized steps that can be translated into a form of
statistics that is used to see a larger picture through the testing of proposed hypotheses. As
quantitative methods follow a more standardized research process, it is considered to be better
suited to larger, representative sample sizes in order to effectively extrapolate results. One noted
disadvantage or criticism of quantitative studies is that the studies become too narrow to be
considered entirely useful (Nielsen, 2004) and can sometimes become misleading due to number
fetishism, a term used by deLarminat, which can sometimes be used to manipulate numbers in

order to reduce uncertainties (deLarminat, 2013). In other views, quantitative research is also
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seen to be dismissive of individual experiences and can fall victim to generalization
(Hammarberg, Kirkman, & Lacey, 2016) as not all experiences are measurable by a numeric
value. In cases like these the use of quantitative research may limit the findings, which could
encourage the use of an alternative method better suited to the main research question such as
qualitative research.

Qualitative methods are used when a problem or issue needs to be explored (Creswell,
2007) and although varying definitions with similarities are seen in the literature, Strauss and
Corbin state that qualitative research is “any type of research that produces findings not arrived
at by statistical procedures or other means of quantification” (as cited in Yilmaz, 2013, p. 311).
Based on this definition, qualitative research is focused more on understanding trends by
examining experiences and opinions of individuals.

However similarly to quantitative methods, there are some criticisms towards qualitative
methods. Qualitative research is seen as subjective due to the researchers’ personal involvement
and emic perspective (Yilmaz, 2013). A second disadvantage of this method is that the findings
may not necessarily extend to a wider population or cases (Atieno, 2013; Yilmaz, 2013).
However, the goal of qualitative research is not to generalize; rather it is to explore and
understand a problem or issue through cases in context (Creswell, 2007). Another common
criticism towards qualitative methods seen in the literature is the reliability and validity of a
research conducted qualitatively, this will be further discussed in Section 4.1.2.

The main focus of this study is inductive as it is trying to gain a deeper understanding of
strategies being practiced by a retailer to improve performances for the handling of their excess
seasonal inventory through the use of the designed interview questions. The selection of a

research methodology is inherently dependent on the nature of the research question used. For
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the purpose of explorative studies similar to this work, qualitative methods are deemed to be an
appropriate approach (Neuman, 2014). Rather than relying on numbers and quantifiably
measuring the strategies, this research was designed through the use of open-ended interview
questions towards a select number of participants to explore individual perspectives at different
levels within the organization.

4.1.2 Qualitative method verification

Validity and reliability are two factors which any researcher should concern themselves
with when designing a study regardless of the method selected, as they are both key points in
persuading readers that the research findings are worth paying attention to (Golafshani, 2003).
For the purpose of this study, matters surrounding qualitative research are discussed below.

Validity refers to truthfulness and how accurately the designed study measures what it is
supposed to measure (Neuman, 2014). In other terms, the purpose of validity is to ensure that
that the study is authentic, honest, and fair rather than focusing on a singular truth (Neuman,
2014; Noble & Smith, 2015). However in a study conducted using qualitative methods,
especially one designed using explorative methods or grounded theory, the measurement of
validity is a little more difficult. Therefore, for the purposes of validity in a qualitative study, it is
important that any data collected and observations are an apt fit to the theories that are produced
from them (Maxwell, 2009). It is important that the knowledge produced is well grounded in the
data that has been collected to ensure the research has validity. This means that examples are
used to support the findings, and similar to reliability, it is important to keep in mind the relevant
context the data was conducted from (Lampard & Pole, 2015).

Reliability refers to the consistency or dependability of a research (Neuman, 2014) and is

a measure of whether the replication of the study by another researcher would yield the same
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result (Golafshani, 2003). Although difficult, reliability can be achieved in many different ways
in a qualitative study. Combining a diverse set of tools and techniques is beneficial for
qualitative research as it enables the researcher to illuminate the different dimensions of a case
without neglecting any key aspects that could be otherwise ignored (Neuman, 2014). The

following section will describe the used approach in the data collection.

4.2 Data Collection

This following section will explain the use of semi-structured interviews and
observations, the type of questions that were asked, how participants were found, screened, and
included to take part in this study, as well as how the interviews were conducted.

4.2.1 Method selection

There are many different forms through which qualitative data can be collected. Some of
the more commonly used methods of data collection include observations, interviews, and
documents (Neuman, 2014). For the purpose of this research, semi-structured interviews were
conducted, along with the collection of some documents in conjunction with personal
observations.

Due to the nature of the research question, the use of semi-structured interviews were
deemed to be an appropriate choice as this approach is adequately structured to address specific
elements of the research question and it also allows for flexibility as it leaves an opportunity for
participants to expand and offer new insights (Galletta, 2013). Semi-structured interviews focus
on the views and experiences of the participants which, for the purpose of this research were
important as one retail organization across three main levels were being studied. In addition, this

method was also selected as the primary method of data collection as according to Bernard
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(2008) semi-structured interviews are best used when there may not be more than one
opportunity to interview a participant (as cited in Cohen & Crabtree, 2006) due to the availability
of the research participants. The use of a structured interview may have decreased the possibility
of understanding certain topics as semi-structured interview allows for elaboration while still
following a clear structure and information that would have otherwise been acquired through
potential multiple interviews can be gleaned from one meeting.

In addition to semi-structured interviews, observations were also used as a form of data
collection. Schensul, Schensul, and LeCompte (1999) define observation as “the process of
learning through exposure to or involvement in the day-to-day or routine activities [...] in the
researcher([s] setting” (as cited in Kawulich, 2005, p. 2). Observations enable the researcher to
gain a deeper understanding of the activities and processes that are taking place. For the purpose
of this research study observations were made at the retail store and the warehouse level.

A final method of collecting data was through the use of documentation voluntarily
provided by the participants. These documents were provided as a form of visual examples to
reiterate what was said during the interviews. Documents are used as a form of supplementary
research and are beneficial in the information and insights they provide on the context in which
the research is being conducted in (Bowen, 2009). Once the appropriate data collection methods
were selected, an interview guide was created.

4.2.2 Interview guide

Once a semi-structured interview method was selected, the literature was reviewed to act
as a guide. The information and insights taken from the literature were used to create the
interview guide for each of the three levels of the organization with relevant themes and topics to

address the research question. These guides are provided in Appendix A.
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In order to conduct a fluent interview, the questions were allocated according to topics.
There were a total of four to five parts to the interview depending on the level at which the
interviews were conducted at. These include: an introduction, overview questions, questions
related to information sharing, questions related to visibility, questions related to collaboration,
and concluding questions and statements. Although a full guide was created, along with a section
of potential prompts in the case it was needed, the order was not necessarily followed at all times
due to the flow of the interview and if any new information piece was added by the participants.
For some of the interviews, participants would begin to discuss points that were not part of the
original guide, prompting the need for further questions for clarification from the interviewer
(investigator). Therefore, the interview guide was used as a tool to ensure the interview followed
a structure, while still allowing for new insights and clarification (Cohen & Crabtree, 2006).

Once the interview guides were created, they were reviewed in order to test the questions
to ensure relevant points were addressed. The review of the interview guide resulted in some
minor changes including the overall organization of the interview. It was at this stage that
potential prompts were added in the guide for the use of the investigator in the case clarification
or expansion on a point or question was needed. Also, upon reviewing the questions, a separate
data collection form was created to collect information on the participants’ place of work and
their job title, which are presented in Appendix B. This was done as a form of participant
screening to ensure that all the participants interviewed were employed at the same retail
organization, and that the participants were employed in one of the three levels that were being
studied: strategic, warehouse, and retail. The next section will discuss participant screening and

recruitment in further detail.
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4.2.3 Participant screening and recruitment

The research was designed to focus on one retail organization at three key different
levels. The three levels were selected on the basis of key functions within the organization and
included participants at a strategic level, a manager at the warehouse level, and at a manager at
retail store level (Juneja, n.d.). These three levels were chosen to gain a deeper understanding of
the functions and processes of each level, and to understand the working relation amongst the
different levels.

In order to recruit participants for this research, purposive sampling was used. Purposive
sample occurs when all possible cases that fit the criteria were used using various methods
(Neuman, 2014). Potential participants were approached either in person, or those not accessible
in person were contacted through email once an introduction had been made through a
connection. In order to ensure consistency in recruitment, a script was created for both
recruitment avenues which are provided in Appendix C. A total of sixteen participants were
contacted to take part in this study, of which six completed the full interview process. In order to
ensure that the findings were not impacted by the participants that opted out of taking part in the
study, a variety of methods were used.

The first method was through the use of triangulation. Triangulation refers to using a
variety of different approaches to create a better understanding of a given subject (Turner,
Cardinal, & Burton, 2017). For the purpose of this study and to create consistency, triangulation
was done by conducting semi-structured interviews, observations at multiple levels, and through
the attainment of documents.

As the second method, the provided documents were used to ensure that the findings

were not impacted. The documents provided information on the different policies, and processes
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that are used throughout the entire organization. This ensures that the information collected from
the participants would not differ or have an impact as the policies and processes remain the
same. Finally, as the third method, the collected data is analyzed and checked for consistency
throughout all three levels to note any convergences. By utilizing a variety of methods, the
principal investigator was able to ensure that the final findings were not impacted by those
participants that chose to opt out.

4.2.4 Collecting the data

Once participants were recruited and had agreed to take part in the study, they were
provided with a copy of the consent form in advance to provide them with sufficient time to
review and ask any questions they may have. A copy of the consent form is included in
Appendix D. The interviews were all conducted in English with a total of six participants, each
taking approximately one hour. The interviews were all voice recorded with their permission for
the purpose of transcription and analysis. Each participant was assured of confidentiality, as
stated in the contract form and has been assigned pseudonyms and identified using initials
throughout the entire study.

In addition to the interviews conducted, observations were made at the retail and
warehouse level. The retail observations were conducted at a larger retail store in order to
understand the flow of seasonal inventory during peak holidays. The warehouse observation was
conducted through an invitation by one of the participants who offered to guide the investigator
through one of the main distribution centres which services central Canada, including
approximately 140 retail store locations. The guided tour included a walkthrough of key areas in
the distribution centre responsible for the handling of incoming and outgoing inventory, and

observations regarding areas of concerns were noted. The final method of data collection, as
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mentioned in Section 4.2.1 was through documents that were voluntarily provided by the

participants to provide a visual example of the topics discussed.

4.3 Analysis

After the interviews were conducted, they were transcribed for analysis. The transcribed
interviews along with the observations and documents were organized together based on the
level at which the interview were conducted at and the related questions. The selected method of
analysis is discussed in the following section.

4.3.1 Qualitative analysis

Thematic analysis was selected as the method for analyzing the collected data. Thematic
analysis is defined as a “method for identifying, analyzing and reporting patterns (themes) within
data” (Braun & Clarke, 2006, p.79). Thematic analysis is helpful in that it allows the researcher
to identify common themes across a set of interviews (DeSantis & Ugarriza, 2000) to provide a
detailed account of the data that were collected. As flexible as qualitative research methods and
semi-structured interviews may seem, in order to effectively conduct a thematic analysis it is
essential to understand and follow a clear set up guidelines to ensure consistency throughout the
entire process. For the purpose of this research, six crucial steps were adopted from Braun and
Clarke’s (2006) study on conducting a thematic analysis.

Step 1. Getting familiar with the data that were collected. This is an essential step at is
important to know and understand all the data that was collected. For the purpose of the research,
the interviews were transcribed and the all the data was organized according to the relevant
levels and questions, as described in Section 4.2.4. Once the data has been organized it is

recommended to note down any initial ideas that arise from reading and re-reading the data as it
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sets the tone for the formal coding.

Step 2. Generating the initial codes, which means to systematically highlight key features
from the data set and organizing the data according to the codes that were generated. This step is
essential as it aids in creating a larger umbrella for future themes that will be generated from the
data set.

Steps 3 & 4. Searching for and reviewing the themes that were generated from the coding
umbrella. This phase in the analysis process is one that requires constant checking to ensure all
the data is relevant to the themes and to the if they work in relation to the codes described in step
2.

Steps 5 & 6. Entailing the reviewing, defining, and naming of the themes, along with the
production of the final report. Step five is essential as it is one in which the themes are defined
and the relevant data collected from the data set are used as examples. It is essential to follow a
clear set of guidelines throughout the analysis process to ensure there is consistency in order to
generate narrative that has both merit and validity.

4.3.2 Coding and analysis

Once a clear set of guidelines were established, as described in Section 4.3.1, the steps
were followed for the purpose of this research and will be further described in detail. For this
research a manual method was used to analyze the data. This is because of the small data set and
unique research design in that three different data sets were analyzed due to the three different
levels and two interviews conducted at each level.

After the data sets were organized, the first approach was to clearly understand the data
and make note of specific examples and common themes. This was done through a manual

process in which the researcher thoroughly went through the data set and physically highlighted
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the initial key findings. The content of the data sets were organized using a colour scheme from
which quotes, and findings were later taken to establish themes for the final narrative.
Throughout the coding process it was important to review and re-review the highlighted themes
to ensure a proper fit between the identified themes and examples. This is a necessary step to
reduce the risk of missing any key examples, or to ensure examples are not used under unrelated
themes.

Once the initial codings were completed by the principal investigator, two additional
coders were recruited to complete an inter-reliability test to ensure there is a degree of agreement
in regards to the themes and codes. The coders were chosen based on their experience and
familiarity with the coding and analysis process. Each coder was provided with the same set of
approximately 40 percent of the transcripts and instructions on how to carry out the analysis.
Once the coders were each given the opportunity to pick the most critical concepts, the principal
investigator and coders convened to discuss the results until a 90 percent was achieved, which
according to McHugh (2012) is considered very strong. The final narrative was written based on

the results of these findings.
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4.3.3 Reliability and validity

For the purpose of this study, steps were taken to ensure the research has both validity
and reliability. This was mainly done by triangulation (Figure 1), which is advocated as a way to
strengthen any study by combining different methods (Golafshani, 2003; Leung, 2015). The use
of multiple methods aids in ensuring there is convergence in the data that is collected. For this
research, this was done by conducting interviews with more than one person for each level to

note a merging in their responses.

INTERVIEWS

DOCUMENTS

Fig I. Triangulation Tools. This figure
illustrates the triangulation tools used.

Observations were also used as a way to increase validity. Observations help in better
understanding the situation which is being studied (Kawulich, 2005). In this research, the use of
observations in conjunction with the interviews strengthened the findings in that similarities were
noted. A final tool used to increase validity was through the use of documents provided by the
participants. The documents, as described in Section 4.2.1, were used as a tool to enhance the
discussions which occurred during the interviews.

In addition to validity, it is also important to ensure the research reliability. For the
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purpose of this study, an inter-rater reliability analysis was conducted. An inter-rater reliability
refers to the consistency of decisions that are made by two or more raters (Lavrakas, 2008). Once
the investigator completed her initial coding, two additional coders were selected to complete a
similar analysis on approximately 40 percent of the data set. The coders were asked to sign a
coder confidentiality form, as seen in Appendix E, to ensure proper protocols were followed and
to uphold participant confidentiality. Once the coders completed the coding of their data set, in
order to reach an agreement on the findings, the principal investigator and coders convened until

they reached a 90 percent consensus.
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5.0 Results and Discussions

This chapter will present findings from the data collected. The aim of this research is to
gain a deeper understanding of strategies being practiced by a retailer to improve performances
for the handling of their excess seasonal inventory. First, the characteristics of each participant
that took part in the study will be presented. Followed by a section that will provide a breakdown
of the findings and present a discussion for each strategy at the three levels at which the
interviews were conducted. The findings will be discussed in relation to both the outcomes of the

data collection methods, as well as the literature in order to make connections.

5.1 Participant Characteristics

A total of sixteen participants were contacted to take part in this study, of which six
completed the full interview process. There were two participants for each of the three categories
that were being looked at for the purpose of this case study. The participants at the strategic level
are both from the retail organizations main head office, the two participants at the warehouse
level are from two different distribution centres each of which are responsible for different types
of inventory, and finally, the two participants at the retail level are in managerial positions at two
separate brick-and-mortar locations. Table 3 provides a summary of the names (initials), area in
which the participants work, as well as the position title for each of the six participants. Each

participant will be referred to by their initials in subsequent sections.

Table 3.
Participant Characteristics
# Initials Area Position Title
1 TP Strategic Assistant General Manager
2 GC Strategic National Manager
3 CS Warehouse Operations Manager
4 JG Warehouse Operations Manager
5 70 Retail Store Manager
6 YB Retail Store Manager
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5.2 Discussion

For the purpose of this research, three levels were selected on the basis of key functions
within the organization and included participants at a strategic level, warehouse level, and at a
retail store level (Juneja, n.d.). Figure 2 provides a visual on the connections made throughout
the data collection process. Participants at each level were asked questions specific to the three
strategies being explored in this research. The key findings and discussion for the strategic level
will be presented first, followed by the warehouse level in Section 5.2.2 and the retail level in

Section 5.2.3.

STRATEGIC
WAREHOUSE << >~ RETAIL
N/
VENDOR
Fig 2. Connections. Connection between different levels of
analysis.

5.2.1 Strategic level

The strategic level is one at which an organization defines its strategies or direction and
plans accordingly to follow the strategies and those at this level tend to focus on three main
questions; what, for who, and how (Oboni & Oboni, 2014) when it comes to creating their
strategies. The participants at the strategic level, TP and GC were asked about the policies or
strategies in place to manage seasonal inventory in order to get a wider understanding of
company practices, to which they both stated that there isn’t a policy in place, it is “more of a

strategy [...] we have to actually handle the inventory” (GC, 2018).
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Based on the responses, it is apparent that the organization does not have specific policies
in place to manage their seasonal inventory, rather they have steps they follow to handle the
inventory. Both participants stated that the analysts “calculate the cost of holding the items in
inventory and once either they come across an item that’s been in holding for a while, or it’s
becoming to cost more than was anticipated [it is then] addressed and dealt with” (TP, 2018).
They are essentially trying to calculate “how long the inventory can be stored on the shelves
before it starts to become a liability” (GC, 2018). Once it has been determined the inventory is
older and the excess needs to be dealt with, the organization needs to “find a way to process it.
[...] it’s generally sent to a third-party retailer” (TP, 2018).

There is a convergence in the responses from both participants at the strategic level. The
handling of excess seasonal inventory is based on calculations done by analysts who are
constantly monitoring the inventory within their category. There is a calculation in place to
assess the life of an item on the distribution centres shelves before it becomes a liability. Once it
has been determined that the items on the shelves will not provide any benefits, the organization
generally cycles out the merchandise through the use of a third-party retailer. When referring to
excess seasonal inventory and the way in which it is handled, the strategic level participants
directed their responses from the first-touch level, the warehouse or distribution centre. The
handling processes for the other two levels will be discussed in subsequent sections.

5.2.1.1 Discussion on information sharing

One of the first strategies that was looked at for this research was information sharing. To
better understand the organizations procedures regarding information sharing, the participants
were asked about the existence of policies or practices in place. The question was directed

towards any general policies or practices, as well as those between different partners in the
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organization such as vendors and distribution centres, vendors and retail stores, and retail stores
and distribution centres. The participants stated that there is “an integrated supply chain with the
replenishment teams and the vendors’ inventory” (TP, 2018) and “the replenishment and vendor
teams work together so they have access to each other’s information [...] it’s an integrated
system” (GC, 2018).

The objective of asking questions regarding policies and practices was to gain an
understanding of the way in which the strategic level of the organization makes decisions and to
understand the policies and practices that are expected to be followed by the other levels. The
retail organization that was the subject of this case study has both a clear policy on information
sharing as well as practices. In the process of the interview, the importance of an initial non-
disclosure agreement was noted due to the sensitivity of the information that was being shared
with the different levels. It was explained that once proper contracts have been signed, the parties
become a part of an integrated system that works together to ensure that “needed information is
being shared when needed” (GC, 2018) and in the case of the studied retail organization, it was
mainly through the use of an online login system that gave parties the relevant information they
may need.

In addition to having certain information sharing policies and practices in place, it was
important to note the different types of information that is shared amongst the various partners
from the strategic level. GC highlighted the more prominent pieces of information shared
including “sales information, inventory in store, pricing information, it’s a detailed breakdown of
everything. How many PO’s [purchase orders] are in pending, what we are expecting on the
floor [...]. All that information is available. Anything you can possibly imagine.” (GC, 2018).

One of the participants mentioned five pieces of information that is shared with different
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parties, a few of which coincided with what was observed in the literature (that was summarized
in Table 2). The first one stated by the participant was sales information, which according to
Lumsden and Mirzabeiki (2008) can help with better decision making in regards to inventory and
can also allow for better planning in regards to future production.

Another piece of information was sharing of inventory levels, or knowing one’s own
inventory. According to the literature, this piece of information adds value for multiple partners
in an organization in addition to the final customer. This is noted to be important for customers
so they are more aware of their choices and shop accordingly. For retailers, this piece of
information is essential at is important to be cognizant of the products that are available for sale
in order to generate sales, this will also be further discussed from the retailers perspective in
Section 5.2.3. Familiarity with inventory levels can also allow for more accurate inventory
control and improve order processing times, as well as schedule shipments accordingly
(Lumsden & Mirzabeiki, 2008).

In addition to the benefits noted in the literature for sharing information amongst various
partners in an organization, the two participants also stated that by having a policy or practice in
place, and by sharing information, they are “better [able to] plan and respond to changes” (GC,
2018) and it gives the team the “agility and speed to respond to any fluctuations” (TP, 2018).

5.2.1.2 Discussion on visibility

The focus for this strategy was the different tools used by the organization to increase
visibility as well as the benefits they noted by utilizing these tools. It was deemed important to
gain an understanding of the different tools used by the organization to increase visibility. The
participants mentioned a total of four tools: (1) RFID, (2) POS system, (3) a company created

online system, and (4) ERP’s. The tools used either cooperatively or on their own, provided
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benefits such as “the ability to forecast and do the trend analyses” (TP, 2018) and “help[ed]
everyone be on the same page for everything. [They] can forecast better throughout all areas of
the business, like retail stores, and DC level. All of these help [them] do the analyses’ too so
teams aren’t over buying and everyone is working together.” (GC, 2018).

Forecasting in general is a challenging task for many retail organizations due to the vast
complexities and factors that imminently play a role. As competition has become more stringent,
many retailers have turned to improving their forecasting methods to achieve a goal of reduced
costs and increased profits (Aye, Balcilar, Gupta, & Majumdar, 2015). Based on a study done by
Zhang (2009) on retail sales forecasting, accurate forecasts can help improve a retail
organizations supply chain operations and performances. Both participants from this study stated
that better forecasting is a direct benefit from the use of these visibility tools.

One of the benefits mentioned by a participant was that the of these visibility tools
“help[s] everyone be on the same page for everything [...] so teams aren’t over buying and
everyone is working together.” (GC, 2018). This is similar to what was found in a study by
Christopher and Lee (2004), in which they stated that end-to-end visibility would increase
confidence amongst supply chain managers. The increase in confidence arises from all the
partners within the supply chain having clear visibility in all the necessary areas. An example to
depict the severity of limited visibility in a supply chain was provided in a study by Christopher
and Lee (2004). In this example, the sales team believed the fulfillment times to be unreliable so
they developed a plan to address the issue on their own by ordering additional safety stock. The
lack of visibility for the sales team resulted in the organization owning more stock than was
needed which would generate higher inventory carrying costs. The use of the visibility tools at

this organization would be a counter measure against the outcome mentioned in the example.
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5.2.1.3 Discussion on collaboration

The third and final strategy that was explored at the strategic level is collaboration.
Collaboration can occur amongst many different levels of an organization, each with its own
benefits. For the purpose of this research and to gain a wider picture of the practices of the
organization, a focus was made on the connection between the vendors and the strategic level.

Based on the responses of the participants, it was noted that the organization does utilize
collaboration by working closely with the “vendors supply chain analysts, [...] buyers, [...] our
[the organization studied] replen[ishment] team, and the vendors team” (TP, 2018). In order to
effectively collaborate, the organization has tools available for the teams to work closely
together. These tools include: CPFR, which is collaborative planning, forecasting, and
replenishment, ECR which is efficient consumer response, and VMI, which is a vendor-managed
inventory system. The second participant mentioned the login system that is used across the
organization and refers to the VMI method. Each of these methods serves a specific purpose but
they also equally enable the organization to work with various partners to reduce costs of excess
inventory (Seifert, 2003; Cho & Lee, 2013).

In addition to working together, it was worth noting the characteristics the retail
organization looks for when choosing partners to collaborate with. According to GC, the
organization uses a scorecard with which they score potential vendors. Vendors are required to
meet a certain level for six different categories including: cost, delivery and support, compliance,
flexibility, quality, and innovation. Furthermore, according to the supporting documents
provided, the organization conducts frequent reviews to monitor the performances of the vendors
they collaborate with. The review is based off of the six main key performance areas mentioned

previously. However for the purpose of conducting the review, each of the key areas have
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additional associated performance indicators. The indictors are given a different weight which is
assigned by importance. The reviews are conducted to ensure the vendors collaborating with the
organization are able to maintain their performances as to not adversely affect the organization.
An interesting point mentioned by the participant in regards to the metrics was that there is an
emphasis on the sales generated by a vendor. "If a vendor has been assigned a specific task or
target [...] and they don’t reach [the target] they have been assigned, [or are unable to] touch [the
target] line throughout the year, we will take that product off for the next year” (GC, 2018).

In interviewing the participants regarding the benefits of collaborating, they point out
“there’s a relationship being formed. The teams work together to ensure things are done right.
Again, it’s a cycle; share the information, which goes hand in hand with providing visibility, then
working together to get the right products on the shelf at the right time.” (GC, 2018). This is also
consistent with the literature where collaboration between different levels of an organization can
help strengthen the supply chain (Daugherty et al., 2006). Partners work together towards a
shared goal to make sure things are done correctly and as it a retail organization that deals with
physical inventory, to ensure the right products are on the shelf at the right time. An overview on

how seasonal freight is processed, and moved will be further discussed in subsequent sections.

5.2.2 Warehouse level

Due to an increase in competition, globalization, and continuous changes in customer
needs, organizations continue to modify their operations to improve their overall performances
(Laosirihongthong, Adebanjo, Samaranayake, Subramanian, & Boon-itt, 2018). Warehouse
operations play a significant role in achieving a higher performance through the use of various

methods (Nair, 2005). For the purpose of this study, the uses of the three strategies at the
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warehouse level are considered. The participants at the warehouse level, CS and GC were asked
about how often they have to address excess seasonal inventory in order to get an understanding
of the adherence and link of the strategies set in place at the strategic level.

Similar to what was stated by the strategic level participants that there is a calculation
done in order to assess whether items need to be moved off of the distribution centre shelves, the
warehouse level stated “there’s no set number of times [they] deal with excess. It’s what and
when [they are] told to process based on calculations the team have done” (CS, 2018). The
second warehouse level participant also stated that they deal with excess seasonal inventory
“usually whenever [they are] told to address certain inventory by head office” (GC, 2018).

The second participant also stated they sometimes find themselves with limited shelve
space, so they send in a request to the team at head office to move older freight off of the shelves
to make space. This point was corroborated by observations made at the warehouse level at
which it was noted that there was limited space to accommodate for newer merchandise coming
in due to older freight already allocated to the shelves, such as older Christmas trees. Due to this,
the warehouse manager stated they sometimes have to request for options to address the freight
earlier as the distribution centre is dealing with inventory coming in from multiple areas such as
vendor shipments and store returns.

In addition to observing and inquiring on the frequency and the way in which excess
seasonal inventory is dealt with, the two participants were asked of key performance indicators
to monitor the inventory. Both participants stated that the most important key performance
metric they have in place is “cases per hour” (CPH) as it “shows how many cases are actually
going out of the DC and are being processed” (CS, 2018). CPH was also mentioned to be one of

the most important metrics as it helps the warehouse team set their own forecasts based on the
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assigned goals by head office to reach budgets. This also gives them another way to keep track of
current volumes as CPH “takes in to consideration all the various receiving forms at the DC”
(JG, 2018). Performance measures are critical for companies to improve the effectiveness and
efficiencies of their supply chain (Cai, Liu, Xiao, & Liu, 2009).

As explained by CS, the way in which the freight is received at the warehouse depends
on the type of freight. There are two departments that process incoming freight, of which the first
is Distribution Assembly which handles all of the conveyable and mixed trailer loads.
Conveyable items are labeled and placed directly on the conveyor system which leads to specific
store trailers in the shipping department. Mixed trailer loads consist of freight that needs to be
sent to smaller departments for processing or short-term storing before it is shipped out. The
second department for processing incoming freight is Staple Stock. This department manages
larger, bulkier items such as patio or barbeque sets that are stored on the warehouse shelves until
it is needed by the stores. In addition to cases per hour, the warehouse also monitors inventory by
four other metrics including: inventory turnover, inventory or cycle count accuracy, cost of
carrying inventory, and damages.

5.2.2.1 Discussion on information sharing

Following a similar order, the first considered strategy is information sharing in order to
better understand how the strategy helps improve performances. The participants were asked a
set of seven questions, each focusing on a specific piece of information that was observed in the
literature, see Table 2. The participants rate the importance of each piece of information, whether
the information was shared, and the observed benefits. The seven pieces of information are:
location of the product, condition of the product while in shipment, position and sequence of the

products, own inventory levels, lead time, shipping quantity, and retail sales history (Zhang et
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el., 2006; Lumsden and Mirzabeiki, 2008).

Of the seven pieces of information four were agreed upon as vital by both participants
and included the condition of the product while in shipment, their own inventory levels, lead
time, and shipping quantity information. According to Lumsden and Mirzabeiki (2008), the
condition of the product while in shipment is important for various supply chain partners as
different products may have different requirements and it is also important to have in order to
hold each of the partners accountable in the case of a fault. Interestingly, the organization under
investigation has a non-compliance policy in place that is imposed on vendors to ensure products
are sent meeting the specific requirements to “avoid retouching the product too many times”
(CS, 2018) as according to observations, having to rework items can waste time and resources.
However, despite having a strict policy, the organization is “currently [...] making, or charging
[vendors] almost $20 million a year” (CS, 2018) because of products not sent correctly, or
damaged.

The second piece of information stated to be vital is having knowledge of one’s own
inventory levels as without this knowledge, it would be very difficult to plan. According to CS,
this information also informs the teams of the minimum threshold that should be maintained, the
cycle of the products, and notifies the team of when the assets start to become a liability. In
having knowledge of inventory levels, managers are able to make more informed decisions as it
moderates any unpredictability, which therefore increases the chances of reduced inventory
levels (Zhang et al., 2011).

The third and fourth pieces of vital information are lead time and shipping quantity which
are both readily available through a manifest which provides a variety of information such as

“vendor name, the type of freight, the quantity, [and] the time [they] should expect the load”
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(CS, 2018). According to Bowersox et al. (2007) having this information shared adds value and
allows for more efficiencies between partners and also allow them more time to resolve and
adapt to uncertainties (Zhang et al., 2006).

In addition to the value of each piece of information found in the literature, there was an
agreement by the participants on the benefits provided by each. These benefits included
increased efficiencies in processing freight. This results in a higher CPH rate and the shared
information allows for the effective planning of all resources such as the proper scheduling of
“team members with specific skills” (JG, 2018). CS succinctly stated the connection between all
the benefits as “better planning of manpower, [means] more items getting processed, mean|[s]
higher cases per hours, meaning higher turnovers”.

Now, an important point made in relation to knowing the inventory levels and
understanding the calculated threshold was the reason as to why some seasonal items may be
kept on the shelves for a little longer. JG (2018) stated that in the case of many seasonal items,
such as barbeques, not a lot of technological changes occur in the succeeding versions, which is
why when calculating the cost of holding versus selling, organizations are able to carry it over
for a longer period. In comparison, if the buying team were to place an order for two years’
worth of iPads due to a discounted deal, it would be considered a mistake. It would be highly
unlikely that the company would be able to sell the entire inventory before a newer version or
model is introduced in to the market, making the current inventory nearly useless. Therefore
when it comes to seasonal inventory, such as barbeques or patio sets, the company has a higher
chance of keeping it on the shelves. There is still a chance of it selling in the next season as the
threshold is calculated to be a little longer for seasonal items. This will also be discussed from

the retail’s perspective to gain a deeper understanding.
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5.2.2.2 Discussion on visibility

Similar to the previous level, the focus for this strategy was the different tools used by the
organization and the benefits they noted by using these tools. At the warehouse level, the
participants mentioned three main tools: an internal system, TPR, and a live system.

The company’s internal system allows users to access a variety of information related to
their respective departments and needs such as: the description of an item, the costs of an item,
warehouse stock levels, and shelf availability. The TPR, which refers to the planning or
performance report is a daily tool used by management to keep track of the “hours used, how
many people were working, all this information to factor in and calculate to see if [they are]
reaching [their] goals. This shows [them] the PI’s, performance indicators for each department”
(CS, 2018). The final tool is a live system which is visible on various monitors throughout the
warehouse “that shows the full conveyor system, and in case anything goes wrong, or something
gets stuck they can see right away where the problem is. [... It] shows all the freight that’s being
sent on the conveyor system [which also] helps [...] look at shift productivity” (JG, 2018).

In discussing the various tools used by the organization at the warehouse level, the
participants stated that in using these tools, they can reduce any abrupt planning which forces
them to overuse resources. The tools allow the teams to be more cognizant of what is happening
across different areas, what inventory is coming and going through the system, and which areas
may need improvements. The combination of the tools mentioned by the participants also “gives
[them] an advantage and can really help [...] make sure [they are] on top of things” (JG, 2018)
which translates in to a higher cases per hour rate, faster receiving times, and processing times.
This observation is also aligned with the literature where an increase in visibility was noted to

result in improving overall supply chain performances (e.g., Mwencha and Rosen, 2016). The
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increase in visibility also lowers costs however this needs to be done in conjunction with striving
for continuous improvements as was similarly stated by both participants at the warehouse level.
5.2.2.3 Discussion on collaboration

Examples of the confidence in the vendors’ actions were mentioned throughout the
interviews by both participants in regards to the completion of contracted tasks and information
shared by the vendors. CS mentioned that it is fundamentally up to the vendor to ensure the
freight is coming in according to the company’s policies and on schedule. This was a point
similarly made by JG in which as long as the vendors are fulfilling their obligations, there is no
need to concern themselves with the Vendor’s internal operations. These points were brought up
by the participants when they were asked about the importance of knowing the position of the
vendors’ inventory at their distribution centre. This is similar to what was found in the literature
in which an important aspect of collaboration is having a trusting relationship between the supply
chain partners where there is confidence in the capabilities and actions of each member (Sahay,
2003). The examples stated by the participants portray that there is trust and confidence that has
been built between the company and an external partner.

Comparable examples were made about the confidence in the vendor’s actions about
having lead time and shipping quantity information shared. The participants stated that such
information is expected when scheduling the delivery of freight from a vendors distribution
centre to the company’s distribution centre. This information is used to help plan the company’s
resources accordingly. This information is also used as a form of contract between the two
partners to ensure the vendors are sending the correct freight, or that the correct freight is
received by the company’s warehouse team.

A point discussed by CS in regards to the advance planning of seasonal merchandise such
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as Halloween was that it is not necessary that all “vendors make each item, so [they] need to
make sure and work in advance to capture the sales before other competitors”. It has been also
stated that seasonal times are crucial so advance planning is important to ensure the items can be
received at the retail level, and end customers in time. This was a point similarly noted in the
literature that in addition to the confidence in the capabilities and actions of the partners, it is
important to work together. This is to happen in conjunction with creating a focus on the
customers by integrating all the different processes and factors in order to meet business
objectives so organizations are able to make more strategic and reliable decisions in regards to

inventory (Choi et al., 2008).

5.2.3 Retail level

A retail brick-and-mortar store is an area in which meaningful and direct relationships are
made with customers as the organization has the ability to create visible engagement between the
consumers and their available products (Trotter, 2016). The physical store is one of the main
distribution avenues for the retail organization and is an essential source of competitive
advantage (Turley & Chebat, 2002). For the purpose of this study, the uses of the three strategies
at the retail level were considered.

The participants at the retail level, ZO and YB were asked what key performance
indicators they have in place to monitor the inventory, these measures are critical to have in
place for companies to improve the effectiveness and efficiencies of their supply chain (Cai et
al., 2009). Both participants stated there are six main measures to monitor their inventory, of
which one acts as an umbrella measure. These measures include: inventory turnover,

replenishment, returns, damages, sales, and BIR which is a “bin reporting inventory system from
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a KPI perspective that measures the amount of productive and non-productive inventory” (YB,
2018). According to ZO, productive inventory is inventory currently available on the floor and is
for sale, whereas non-productive inventory is classified as inventory stored in the retail locations
backroom which is carried over to future seasons.

The discussion on performance measures lead to a conversation on how the store
addresses excess seasonal inventory at the retail level, to which both participants responded with
similar answers. Seasonal inventory is addressed on a constant basis due to the availability of
space and store managers have different avenues available to them to address the excess
inventory including: condensing the seasonal merchandise, carrying some of the inventory, try to
liquidate the items by doing price markdowns, or by processing return authorizations.

Condensing the seasonal merchandise means moving the seasonal item in to a regular
planogram or, in the case of some locations, they may carry a smaller seasonal section year long.
For example according to YB, “some stores carry a smaller garden centre, like an indoor garden
centre throughout the year, [... so they will] reduce the area of the full blown garden centre to
maybe one-tenth of the original size to carry things like barbeque all year long”. In choosing to
carryover or liquidate, it all depends on the item. There are calculations done in which it may be
better for the store to carry the item over until the next season as they may not “want to blow it
out at a ridiculous price and liquidate it, it’s a waste of GP [gross profit] dollars” (YB, 2018).

In many instances, a decision may be made on carrying over the item but “to avoid filling
the backroom shelves with old seasonal merch[andise], or just old merch[andise] head office
[...has given] the option to process returns authorizations” (ZO, 2018) which allows the retail
store to send merchandise back to either the distribution centre, or vendors. The processing of

return authorizations was observed from the warehouse level perspective when the warehouse
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managers stated they sometimes have limited space to accommodate for newer merchandise due
to older freight already allocated to the shelves, and because they are dealing with inventory
coming in from multiple areas such as vendor shipments and store returns. This point will be
further discussed in Section 5.2.4.

5.2.3.1 Discussion on information sharing

To gain a better understanding on the use of information sharing at the retail level, the
participants were asked what pieces of information were shared with them. Both responded that
they receive various pieces of information from three main sources such as: head office,
distribution centres, and direct-ship vendors. From head office the store level receives
“merchandising directives, planograms, information and directives on the seasonal or community
events, budgetary information, [and] forecasting info” (ZO, 2018). Interestingly, it was stated
that the directives, planograms and events are planned according to the demographics of the
stores customers which is consistent with the literature in which retailers have realized the
importance of differentiating their offerings due to a rise in the emphasis on customer experience
(Deshwal, 2016). From the distribution centre, they receive “logistics and carrier info[rmation ...]
when the next truckload is coming in, [... they] get an invoice from the DC which has [...] all the
information [they] need in relation to the load. So item, quantity, like the exact items
description” (ZO, 2018). From the direst-ship vendors, the retail store will receive information
similar to what is received from the distribution centre.

Similar to the warehouse level, the retail participants were asked a set of six questions,
each focusing on a specific piece of information that was observed in the literature to benefit
partners in the supply chain. The participants rate the importance of each piece of information,

whether the information was shared, and the benefits they observe from having the information.
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Of the six, the participants considered three pieces to be vital, including having knowledge on
their own inventory levels, receiving times, and shipping quantity information which were also
ones mentioned by Lumsden & Mirzabeiki (2008).

In observing all the different pieces of information that is shared, it was also important to
understand the benefits the participants noted from having each piece of information shared with
them. These are in addition to the benefits noted in the literature for sharing information amongst
various partners in an organization that were discussed in previous sections of this chapter. There
were commonalities in the responses from both participants throughout; as they stated that
having the information helps plan their resources and floor plans. For example, YB stated that if
they were not “told of the upcoming events, like Halloween, or Christmas, or the next major one
Valentines, [... and they were unaware] of the plans they have set out for Chinese New Year,
[they] could potentially still have barbeques in the areas where [they] need to set up the ethnic
event, or [they] won’t have space”. In knowing this information in advance, the store managers
have the ability to process return authorizations which will help clear both floor and backroom
space for newer merchandise.

In addition, ZO stated that in “process[ing] returns to the DC, [they] won’t have a high
NPI [non-productive inventory]. [... In regards to] PI [productive inventory], if [they are] able to
push the newer merch[andise] on to the sales floor right away, it’s all PI, [they] should be seeing
an increase in sales, [...] cycling out inventory then. Getting quick replen[ishments].”

YB stated that sharing information results in “smooth inventory turnover and controlled
in-stock inventory”. This was similarly stated in a study by Cho and Lee (2013) in which they
found that an increase in information sharing results in a decrease in excess inventory

specifically during seasonal occurrences.
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5.2.3.2 Discussion on visibility

Taking into consideration the benefits of visibility on a supply chains performance, it was
important to understand the different tools the organization uses to increase visibility at the retail
level. The participants mentioned a total of four tools: the POS system, a company created online
system, and two additional company created systems. The tools used either on their own or
jointly, provided multiple benefits such as generating better forecasts, planning future return
authorizations, monitor sales, conduct analyses, and be able to adjust according to needs. To
further understand the tools, their benefits, and how they improve performances, the participants’
statements as well as key findings mentioned in the literature are considered.

The POS systems created less pressure for the retail management team according to ZO
as “all basic stock [...] relies on getting [replenished] off of the POS transactions. [For
example...] if a customer buys a lipstick, then it’ll go in to the system and an automatic [order
will] get placed”. Also, as previously mentioned, forecasting plays an important role for a retail
organization (Xiao & Qi, 2008) and many retailers have created a focus on improving their
forecasting methods to achieve a goal of reduced costs and increased profits (Aye et al., 2015).
This is also one of the key benefits noted from the use of the POS systems.

The use of these tools also provided “visibility to a lot of information. [Such as] sales,
[...] keep track of inventory” (ZO, 2018) which are used by various partners such as the retail
stores, suppliers or vendors, and head office for the purpose of planning. Similarly, the retail
level is able to use a tool from which they have the ability to access information sent along from
the vendor to the warehouse, to the retail level. With this tool the store managers can see “seven
days out in terms of what trailers are in the pipe [... which gives them] enough time to plan the

fulfillment teams and for leads to get the manpower together” (YB, 2018). This is consistent with
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what is reported by Bartlett et al. (2007) in which visibility can be achieved by various partners
working together.

5.2.3.3 Discussion on collaboration

For this study, all participants were provided with definitions for each strategy in order to
ensure that the responses were all under the same context. When questioned on the importance of
receiving certain pieces of information, YB stated that “everything’s linked together. It’s a
collaborative effort to reach and exceed the KPI’s we’ve got in place” which falls completely in
line with the definition used for this strategy. The definition provided for this strategy was that
collaboration within a supply chain environment occurs when two or more independent
companies work together to jointly achieve greater success than what can be achieved by just
working alone (Daugherty et al., 2006).

Likewise, in discussing the benefits noted from sharing information, ZO stated that it is
not just a single factor that would result in a single outcome, but rather if multiple factors or
events happen it would result in that single outcome. Therefore, it is in working together at
multiple different levels that can provide wider benefits.

A final example of collaboration noted at the retail level is in reference to the visibility
tools utilized by the retail store managers to make collaborative changes to merchandise coming
in. According to YB (2018), the tool allows the store managers to work with the replenishment
division who work with vendors to come to an agreement on a potential increase on the flow of
perpetual inventory, instead of the managers just overriding the system and placing manual
orders. Consistent with the literature, this reduces any variances involved in individual decision
making as collaboration is a strategy to reduce certain risks (Cachon, 2004; Heckmann et al,

2015; Sari, 2015).
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5.2.4 Important Factors

In the process of conducting the interviews, additional factors were identified that could
impact the outcome of the discussed strategies. These factors include: (1) human errors, (2)
communication gaps, and (3) the failure to see the effects a decision has on other internal
partners.

5.2.4.1 Discussion on human errors

A common point mentioned throughout all three levels was the potential for human
errors. In discussing the use of visibility tools and collaboration at the strategic level, GC (2018)
mentioned that human errors affect the team. However, through the availability of the tools and
in using them properly, the inventory should be streamlined.

Examples of human errors and its effect on inventory levels was mentioned at the
warehouse level as well in which CS provided an example that sometimes mistakes are made
when team members reorder inventory without realizing what is already in stock or has been
ordered. For example, if there are already 500 pieces in stock of an item and they need a total of
1000, sometimes the team members will overlook what has been ordered already and process an
additional 500 pieces. However, one of the team members has already processed 400 pieces.
Therefore, they now have a total of 1400 pieces instead of the 1000 required. Similarly, the retail
manager YB stated that “as long as [they] don’t go ahead and do manual overrides, or too much
manual ordering, then [they] know the stock [they have...] coming in won’t be crazy excessive”.
Human errors can occur due to a variety of reasons such as a team members working
environment (Village, Salustri, & Neumann, 2016), and the availability of tools (Dewa, Pujawan,
& Vanany, 2017) and affect the supply chain performance, so in improving inventory practices,

this would enable better time efficiencies thus reducing costs (Bowersox et al., 2007).
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In discussing the human errors, it was made clear that this was an issue currently faced by
the organization and is a mainly a matter of enforcing the proper use of the resources provided.
The misuse and errors made can often times result in the organization to carry an excessive
amount of inventory which can result in a decrease in revenue, an increase in costs, and an
overall reduction in profitability (Hendricks & Singhal, 2009).

5.2.4.2 Discussion on communication gaps

A second point mentioned from both the perspectives at both warehouse and retail levels
are the gaps in communication. Both levels directed their comments towards the head office and
strategic level. The “biggest [issue] so far is between the planning team and headquarters to the
DC’s. That they cannot provide advanced forecast for the DC’s to work on. Maximum
availability of forecasts is two-three weeks for the inbound freight. They cannot provide for
example, that next month on that day, [that they] should expect this much volume or label drops.
So there’s a communication gap” (CS, 2018). The retail level participant YB had likewise stated
“do I wish we had more visibility to what’s coming in? Especially during our busy seasons?
Absolutely.”

In discussing the gap and the affect it has on their operations, CS stated that this effects
seasonal inventory more than basic inventory as those are fixed, such as, groceries. However,
for seasonal items, if they did not prepare in advance and are bringing in seasonal items like
patio sets in June, it would only leave the retail store approximately two months to sell.
However, if they were to begin their planning in advance, around February or March, they will
have more months to plan out the seasonal layout. It is important to plan as far in advance in
possible so the inventory is available in stores on time. As discussed earlier, and in the literature,

sharing information has been considered to be a useful strategy for improving a supply chains
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performance (Huang et al., 2003) and in this case, more timely or advanced information does
have an effect on the organizations inventory and the way in which they plan.

5.2.4.3 Discussion on the effects of decisions on internal partners

The third factor was noted from the perspective of the warehouse level based off of the
decisions made at the retail level. The retail level, “really [relies] on RA’s [return authorizations]
to sort of move the products back to the DC in order to create more space at the store" (YB,
2018), however in observing the warehouse operation, it was noted that the warehouses are
dealing with an influx of vendor shipments, customer returns, and store returns and encounter
issues due to limited shelve space. Due to this, the distribution centre has to request a decision to
be made on moving older inventory in order to create space for newer incoming merchandise.
This is because they are unable to accommodate higher pallets sent by vendors due to the shelf
already being in use. This results in higher packed pallets being positioned on available floor
space within the department as they “avoid retouching the product too many times” (CS, 2018)
due to the extra resources breaking down the pallets utilizes.

It was interesting to note the emphasis and importance the retail level places on the use of
return authorizations in order to clear their own shelves and backroom, without realizing or

acknowledging the affect their decision has on their internal partners, the warehouse.
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6.0 Conclusions, Limitations, and Future Research Avenues

This section concludes this research study by summarizing the discussed findings,
pointing out the research limitations, and discussing some promising research directions.
6.1 Conclusions

Based on the completion of the study, the use of the three strategies being practiced by a
multi-national retailer were identified to help improve performances in the handling of their
excess seasonal inventory in a variety of ways.

This study was designed to focus on one retail organization at three key different levels
which were selected on the basis of key functions within the organization. These levels included
participants at a strategic level, warehouse level, and the retail level. These three levels were
chosen to gain a deeper understanding of the functions and processes of each level. The
interviews at the three levels were also used to check the validity of the data collected to ensure
there is a merging in the participants’ responses. In this study, relevant literature were also
reviewed on a variety of strategies currently in practice by organizations to streamline their
practices and improve performances. Based on the review conducted, three strategies were
identified to be discussed most frequently however; very few of the studies touch upon the role
of excess seasonal inventory within a retail context. This study fills the gap in the existing
literature by examining which strategies and to which extent they are used by the retail
organization to improve performances by the handling of their excess seasonal inventory.

For the purpose of this study, in applying a qualitative, explorative method, six semi-
structured interviews were conducted, along with the collection of documents in conjunction
with personal observations. Two interviews were conducted at each of the levels, with

observations done at the retail and warehouse level. The uses of multiple methods to collect data
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aided in ensuring there was a convergence in the findings and helped strengthen the study. Upon
completion of the interviews, they were transcribed, structured with the documents and
observations, and analyzed through a thematic analysis.

In addition to the main findings of this study which will be summarized later, it is
important to note that some findings are either not supported or not identified by the literature.
There are three outcomes: (1) some pieces of shared information, (2) communication gaps, and
(3) the failure to see the effects a decision has on other internal partners. In regards to pieces of
shared information, the literature made note of seven key pieces of information that are helpful
for both the retail and warehouse level. However, during the interview process, two pieces
including: position and sequence of products in inventory, and location of the product, were
commonly found to be not helpful. This is information that is either not shared at the two levels,
or was considered to be not helpful as participants stated the teams have their assigned roles and
this would be unnecessary information.

Upon completion of the interviews and observations there were common factors reported
by multiple participants across different levels. Two of these factors were not pointed out by the
literature but were considered important due to the potential impact they could have on the
outcome of the strategies. Communication gaps were mentioned at both the warehouse and retail
level and were directed towards the strategic level. The gap is mentioned to impact seasonal
inventory more than basic inventory as seasonal requires advance planning.

The second factor, which has been not discussed in the literature, is the failure to see the
effects a decision has on other internal partners. This was from the warehouse perspective and
referred to the influx of inventory the DC is required to deal with and their limited space. It is

interesting to note that the decisions made by the retail level to process return authorizations in
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order to clear their own shelves and backroom, without realizing or acknowledging the affect

their decision has on their internal partners, the warehouse.

The findings of this study for each of the three strategies along the different levels have

been summarized in Table 4 below. To the best of our knowledge, the findings in the bolded text

are not mirrored in the literature.

Table 4.
Key findings of this study.
Level Strategy Findings
- Agility and speed to respond to any fluctuations
- Sales information helps with better decision making in regards to
inventory and can also allow for better planning in regards to future
Information Sharing production
- Sharing inventory levels allow for more accurate inventory control
and improve order processing times, as well as schedule shipments
accordingly
- Ability to forecast and conduct the trend analyses
- Create better forecasts throughout all areas of the business which
. reduce costs, increase profits, and improve supply chain operations and
Strategic
Visibility performances '
- Ensure teams are not over buying
- End-to-end visibility increases confidence amongst partners and
ensures teams are not over buying inventory
- Ensures everyone works together
- Enable the organization to work with various partners
Collaboration - Reduces costs from excess inventor‘y
- Can help strengthen the supply chain
- Ensure the right products are on the shelf at the right time
- Creates accountability for vendors to ensure the inventory is sent
correctly
- Reduces the excessive use of resources
- Know when the asset becomes a liability
. . - Make more informed decisions as it moderates any unpredictability
Information Sharing .

- Increases the chances of reduced inventory levels
- Allows for better planning of resources better plan schedules and day
to day
- More items are processed, which result in higher turnovers
- More time to resolve and adapt to uncertainties

Warehouse - Reduce any abrupt planning which forces the team to overuse

Visibility

resources
- Teams are more cognizant of what is happening across different
areas, and which areas may need improvements

- Increase in visibility lowers costs

- Faster receiving times, and processing times

- Reduce any variability and create consistencies

Collaboration

- Build trust and confidence amongst partners

- Helps plan company’s resources accordingly

- Advance planning of seasonal merchandise to capture sales before
competitors
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Table 4 (continued).

- Helps plan their resources and floor plans

- Clear floor and backroom space for newer seasonal merchandise
- Lower non-productive inventory rate as excess seasonal is
majority shipped back to distribution centres

- Increase in sales

- Cycle out inventory

- Quick replenishments

- Results in a decrease in excess seasonal inventory

- Smooth inventory turnover

- Controlled in-stock inventory

Information Sharing

- Generating better forecasts to achieve a goal of reduced costs and
increased profits

- Planning future return authorizations

Visibility - Monitoring sales

- Conduct analyses'

- Ability to adjust according to needs

- Less pressure for the retail management team due to automation

Retail

- Collaborative effort to reach and exceed key performance measures
in place

- Work with multiple partners to ensure there is an agreed level of
inventory flow

- Reduces any variances involved in individual decision making

- Reduces risks

Collaboration

6.2 Limitations

This study has several limitations. One of these limitations was the lack of a vendor’s
perspective. For this study, efforts were made to access vendors however all attempts were
unsuccessful due to the non-disclosure agreements in place. A vendors’ perspective could have
provided this study with an external viewpoint on the organizations policies and practices and
how the relationship could potentially influence the three strategies. Another limitation is the
researchers’ ability to examine the impact of the tools used by the organization. This was due to
a lack of information that would be required to statistically test the impact of these tools on the
organizations performance.

This study was conducted focusing on a multi-national retailer located in North America
with some specific characteristics which were described in Section 1. Given these characteristics,
the findings from this study may not be generalized for retailers with different characteristics.

This could be due to a variety of reasons such as the capital available, as they may have the
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financial capability to implement these tools and strategies in comparison to smaller
organizations. The overall size of the organization as well as the product mix offered by the
retailer could also potentially impact the applicability of this study.

The final limitation is related to the data collection method utilized for this study (i.e.
semi-structured interviews). In addition, through the process of conducting the interviews, it is
possible for the interviewees to be influenced by the situation and be unconsciously biased. This
is a possibility due to the interviewee being unconsciously unaware of the influences of their

internal reactions on being interviewed regarding a certain topic (Diefenbach, 2009).

6.3 Further Research Possibilities

This research opens the door to further investigation. In noting the limitations of this
study, further research can be conducted with an additional level (e.g., the vendor level). This is
because the vendor’s ability to perform consistently in-line with an organizations objectives can
positively impact the organizations performances (Jajja, Kannan, Brah, & Hassan, 2016).
Considering this, a vendor’s perspective can add insight into the relationship between the
organization and an external partner, as well as how this could influence or add further insight
into the impact of three discussed strategies. Another future research possibility can be the
statistical testing on the impacts of the tools used by the organization and its effects on
performances. This would translate in to a quantitative research method which allow for a
deeper, different understanding of the tools and strategies. Lastly, based on the findings that were
not supported by the literature, further studies can be conducted in order to identify additional

factors that could have an impact on the outcome of the strategies.
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Appendix A - Interview Questions

STRATEGY - INTERVIEW SCRIPT
Category Q# Question Potential Prompts Reference

Participants will be given a consent form to sign. Upon consent, the participants will be given a

Consent . . . . . ] .
written questionnaire, and the interview will begin

The goal of the research is to identify and explore how different pieces of information shared,
various tools to increase visibility, as well as different methods of collaboration can help retailers

Goal of the research, in-depth reduce a loss in profits from excess seasonal inventory. Through interviews, the goal is to gain an
understanding of the different pieces of information that is shared with the retail level, as well as
visibility tools and collaboration methods, and the benefits derived from each.

Opening 1 What strategic KPI's do you have in place to monitor inventory? (McDonald, 2018)
Opening 2 Do you have any policies or strategies in place to manage seasonal inventory?

a) Do you return the goods the to vendor?
b) Are you able to sell the excess inventory to
an outlet retailer?
Opening 3 How do you address the issue of excess inventory? What do you do with the excess inventory?  ¢) Do you donate the excess inventory? (Miksen, 2017)
d) Do you destroy the excess inventory?
) Other than the ones mentioned, is there any
other step you take?

Based on the available literature, it has been noted that information sharing, visibility, and
collaboration play a vital role in many areas of a supply chain. I want to gain a better
understanding of each strategy, and how beneficial each is at the retail level. I will first start off by
asking questions regarding information sharing.

Overview

Information sharing is defined as the extent to which proprietary and critical information is shared (Kogogh, imamoghy, ince, &
Information Sharing - Definition between supply chain members and a “willingness to make strategic and tactical data available to Keskin, 2011; as cited in
other members of the supply chain” Mentzer, 2001, p.11)
. . . . . - . a) Between Vendors and the DC's?
Information Sharing 4 Is there any information sharing policy in place or practice? b) Between Vendors and the Retail stores?

Ifyes in 4 ‘What are the expected benefits from having this policy in place?

Ifno in4 Is an information sharing policy something you would consider?

Ifno in4 Why not?

Information Sharing - Closing 5 Is there any thing else you would like to share, or would like to elaborate on?
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Visibility - Overview

Now that we have discussed information sharing, I would like to ask a few questions regarding
visibility.

Visibility - Definition

Visibility is defined as “the identity, location and status of entities transiting the supply chain,
captured in timely messages about events, along with the planned and actual dates/times for these
events”.

(Francis, 2008, p.3)

Visibility 6  Does your organization utilize any tools to increase visibility?
Ifno in 6 Why not?
Ifno in 6 Is this something you believe could be helpful?
a) RFID, Radio Frequency Identification (Rekik, Syntetos, & Jemai,
b) ERP, Enterprise Resource Planning 2015; Cotteleer and Bendoly,
Visibility 7  What tools do you use to aid in increasing visibility? c) Integrated POS systems 2006; D’Angelo, 2018; as cited
d) Other than the ones mentioned, are there in Cook, Heister, & Sengupta,
any other tools you use? 2011)
Visibility 8 What kind of benefits do you notice when using these visibility tools?
Visibility - Closing 9 Is there anything else you would like to add in regards to visibility, and the tools utilized?
Collaboration - Overview Now that we have discussed visibility, I would like to ask a few questions regarding collaboration
Collaboration within a supply chain environment occurs when two or more independent
Collaboration - Definition companies work together to jointly achieve greater success than what can be achieved by just (Daugherty et al, 2006)
working alone.
Collaboration 10 Does your organization collaborate with vendors?
Ifno in 10 Why not?
Ifno in 10 Is this something you believe could be helpful?
Ifyes in 10 ‘Which members do you collaborate with?
a) CPFR, Collaborative planning, forecasting,
and replenishment
b) ECR, Efficient consumer response (as cited in Cook, Heiser, &
Collaboration 11 What method of collaboration does your organization use? ¢) VMI, Vendor-managed inventory Sengupta, 2011; Cho and Lee,
d) CRP, Continuous replenishment programs ~ 2013)
¢) Other than the ones mentioned, are there
any other forms of collaboration you use?
Collaboration 12 Based on the method of collaboration you stated, what characteristics do you look for when a) Company partners
collaborating with vendors? b) Characteristics such as size or type
Collaboration 13 What kind of benefits do you note from collaborating with these vendors? What are the expected benefits?
Collaboration 14 What KPI's (key performance indicators) do you have in place to monitor vendor collaboration? (McDonald, 2018)
Collaboration - Closing 15 Is there anything else you would like to add in regards to collaboration?

Closing

I really appreciate the time you took for this interview. Is there anything else
you think would be helpful for me to know? Or anything you might want to add?

(Interview Schedule Sample
Template, 2006)

Closing

1 should have all the information I need. Would it be alright to contact you if T have any more
questions? Thank you very much!
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WAREHOUSE OPERATIONS - INTERVIEW SCRIPT
Category Q# Question Potential Prompts Reference

Participants will be given a consent form to sign. Upon consent, the participants will be
given a written questionnaire, and the interview will begin

The goal of the research is to identify and explore how different pieces of information
shared, various tools to increase visibility, as well as different methods of collaboration can
help retailers reduce a loss in profits from excess seasonal inventory. Through interviews,
the goal is to gain an understanding of the different pieces of information that is shared with
a retailer, as well as visibility tools and collaboration methods, and the benefits derived

Consent

Goal of the research, in-depth

from each.
Opening 1 What operational KPI's do you have in place to monitor inventory? (McDonald, 2018)
a) Once every season (four)
b) Twi
Opening 2 Within a full fiscal year, how often do you address excess seasonal inventory? ) Twice a year

¢) Once a year
d) Not at all

Based on the available literature, it has been noted that information sharing, visibility, and
collaboration play a vital role in many areas of a supply chain. I want to gain a better
understanding of each strategy, and how beneficial each is at the retail level. I will first start
off by asking questions regarding information sharing.

Overview

Information sharing is defined as the extent to which proprietary and critical information is (Kogoglu, imamoghy, ince, &
Information Sharing - Definition shared between supply chain members and a “willingness to make strategic and tactical Keskin, 2011; as cited in
data available to other members of the supply chain” Mentzer, 2001, p.11)
Warm-up 3 What pieces of information is currently shared with you? Location, product condition inventory levels
Warm-up 4 Do you see any benefits from this information being shared?

Ona scale of 1 to 5 (where 1, has no importance; 2 is rather important; 3 is important; 4,

Information Sharing - location of th
ortration S1arng - focation 07 the 5 very important; and 5, is vital), how important is the location of the product from the

product within the supply chain vendor?
" Sa Is this a piece of information that is shared with you?
Ifyes in 5a Based on the KPI's mentioned, do you notice any benefits from having this information (Lumsden & Mirzabeiki, 2008)
shared with you?
Ifno in Sa Sb Is this a piece of information you believe could be helpful?
Ifno in Sb Why not?
Ifyes in 5Sb How?
Information Sharing - condition of the Ona scale of 1 to 5 (where 1, has no importance; 2 is rather important; 3 is important; 4,
products while they are in the 6 very important; and 5, is vital), how important is it to know the condition of the products
shipment while they are in the shipment?
" 6a s this a piece of information that is shared with you?
yasiaGe Based on the KPI's mentioned, do you notice any benefits from having this information (Lumsden & Mirzabeiki, 2008)
shared with you?
Ifno in 6a 6b s this a piece of information you believe could be helpful?
Ifno in 6b Why not?
If yes in 6b How?
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Information Sharing - position and

Ona scale of 1 to 5 (where 1, has no importance; 2 is rather important; 3 is important; 4,

Position and sequence: having exact

.. 7  very important; and 5, is vital), how important is it to know the position and sequence of  knowledge on the location of inventory to
sequence of products in inventory .. . . L
products in inventory at the vendors DC? improve time efficiencies and add value
" 7a Is this a piece of information that is shared with you?
Ifyes in7a Based on the KPI's mentioned, do you notice any benefits from having this information (Lumsden & Mirzabeiki, 2008)
shared with you?
Ifno 7a 7b I this a piece of information you believe could be helpful?
Ifno in 7b Why not?
Ifyes in 7b How?
Information Sharing - retail inventory P Ona scale of 1 to 5 (where 1, has no importance; 2 is rather important; 3 is important; 4, So, how important is being aware of your own
levels very important; and 5, is vital), how important is it to know your own ventory levels? inventory?
" 8a Is this information that you have ready access to?
TtAsea i Based on the KPI's mentioned, do you notice any benefits from having this information (Lumsden & Mirzabeiki, 2008)
shared with you?
Ifno in 8a 8b Is this a piece of information you believe could be helpful?
Ifno in 8b Why not?
Ifyes in 8b How?
Ona scale of 1 to 5 (where 1, has no importance; 2 is rather important; 3 is important; 4,
Information Sharing - lead times 9  very important; and 5, is vital), how important is it to have vendor lead time information ~ Receiving times
shared with you?
" 9a Is this a piece of information that is shared with you? (as cited in Lumsden &
Ifyes in 9a Based on the KPI's mentioned, do you notice any benefits from having this information Mirzabeiki, 2008 by Bowersox,
shared with you? Closs, & Cooper, 2007)
Ifno in 9a 9b Is this a piece of information you believe could be helpful?
Ifno in 9b Why not?
Ifyes in 9b How?
et e e S On a'scale ofto 5 (W'her'e 1, has nf) in]porta1'1c§; 2is rather' imPortant; 3 is'importa'nt; 4, '
P 10 VEary ant;r}tlant; 2nd 5, is vital), how important is it to have shipping quantity information ~ Batch size
shared with you? . . .
" 10a Is this a piece of information that is currently shared with you? (Zif:;d;;lfgl) ]1;‘;3. t";ﬂ;’li?;&
Ifyes in 10a What benefits do you notice from having this information being shared with you? 200 6)’ ’ ’
Ifno in 10a 10b Is this a piece of information you believe could be helpful?
Ifno in 10b ‘Why not?
Ifyes in 10b How?
Ona scale of 1 to 5 (where 1, has no importance; 2 is rather important; 3 is important; 4,
Information Sharing - sales history 11  very important; and 5, is vital), how important is it to know the sales history at the retail
location?
'j 11a Is this information that y01.1 have ready. acce.ss'to‘? : (Lumsden & Mirzabeiki, 2008)
Ifyesinlla ‘What benefits do you notice from having this information?
Ifnoinlla 11b Is this a piece of information you believe could be helpful?
Ifnoin11b Why not?
Ifno in 11b How?
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Information Sharing

Is there any other piece, or pieces of information you think could be beneficial to be
shared with you from the vendor? Or retail locations?

Information Sharing - Closing 13 Is there any thing else you would like to share, or would like to elaborate on?
Visibilty - Overview Now that V\‘/e ha've discussed information sharing, I would like to ask a few questions
regarding visibility.
Visibility is defined as “the identity, location and status of entities transiting the supply
Visibility - Definition chain, captured in timely messages about events, along with the planned and actual (Francis, 2008, p.3)
dates/times for these events”.
Visibility 14 Does your organization utilize any tools to increase visibility?
Ifno in 14 Why not?
Ifno in 14 Is this something you believe could be helpful?
a) RFID, Radio Frequency Identification (Rekik, Syntetos, & Jemai,
b) ERP, Enterprise Resource Planning 2015; Cotteleer and Bendoly,
Visibility 15  What tools do you use to aid in increasing visibility? c) Integrated POS systems 2006; D’Angelo, 2018; as cited
d) Other than the ones mentioned, are there in Cook, Heiser, & Sengupta,
any other tools you use? 2011)
Visibility 16 What kind of benefits do you notice when using these visibility tools? Both qualitative and quantitative
Visibility - Closing 17  Is there anything else you would like to add in regards to visibility, and the tools utilized?
Closing I really appreciate the time you took for this interview. Is there anything else (Interview Schedule Sample
you think would be helpful for me to know? Or anything you might want to add? Template, 2006)
Closing 1 should have all the information I need. Would it be alright to contact you if I have any (Interview Schedule Sample

more questions? Thank you very much!
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RETAIL OPERATIONS - INTERVIEW SCRIPT
Category Q# Question Potential Prompts Reference

Participants will be given a consent form to sign. Upon consent, the participants will be

given a written questionnaire, and the interview will begin

The goal of the research is to identify and explore how different pieces of information

shared, various tools to increase visibility, as well as different methods of collaboration can

help retailers reduce a loss in profits from excess seasonal inventory. Through interviews,

the goal is to gain an understanding of the different pieces of information that is shared with

the retail level, as well as visibility tools and collaboration methods, and the benefits

derived from each.

Opening 1 What operational KPI's do you have in place to monitor inventory? (McDonald, 2018)
a) Once every season (four)
b) Twice a year

¢) Once a year

d) Not at all

Consent

Goal of the research, in-depth

Opening 2 Within a full fiscal year, how often do you address excess seasonal inventory?

Based on the available literature, it has been noted that information sharing, visibility, and
collaboration play a vital role in many areas of a supply chain. I want to gain a better
understanding of each strategy, and how beneficial each is at the retail level. I will first start
off by asking questions regarding information sharing.

Overview

Information sharing is defined as the extent to which proprietary and critical information is (Kogoglu, imamoghy, ince, &
Information Sharing - Definition shared between supply chain members and a “willingness to make strategic and tactical Keskin, 2011; as cited in
data available to other members of the supply chain” Mentzer, 2001, p.11)
Warm-up 3 What pieces of information is currently shared with you? Location, condition inventory levels
Warm-up 4 Do you see any benefits from this information being shared?

Ona scale of 1 to 5 (where 1, has no importance; 2 is rather important; 3 is important; 4,

Information Sharing - location of th
ortration S1arng - focation 07 the 5 very important; and 5, is vital), how important is the location of the product at the

product within the supply chain distribution center?
" Sa Is this a piece of information that is shared with you?
Ifyes in 5a Based on the KPI's mentioned, do you notice any benefits from having this information (Lumsden & Mirzabeiki, 2008)
shared with you?
Ifno in Sa Sb Is this a piece of information you believe could be helpful?
Ifno in Sb Why not?
Ifyes in 5Sb How?
Information Sharing - condition of the Ona scale of 1 to 5 (where 1, has no importance; 2 is rather important; 3 is important; 4,
products while they are in the 6 very important; and 5, is vital), how important is it to know the condition of the products
shipment while they are in the shipment?
" 6a s this a piece of information that is shared with you?
yasiaGe Based on the KPI's mentioned, do you notice any benefits from having this information (Lumsden & Mirzabeiki, 2008)
shared with you?
Ifno in 6a 6b s this a piece of information you believe could be helpful?
Ifno in 6b Why not?
If yes in 6b How?
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Information Sharing - position and

Ona scale of 1 to 5 (where 1, has no importance; 2 is rather important; 3 is important; 4,

Position and sequence: having exact

L. 7  very important; and 5, is vital), how important is it to know the position and sequence of  knowledge on the location of inventory to
sequence of products in inventory L. . . . . Lo
products in inventory at the distribution center? improve time efficiencies and add value
" 7a Is this a piece of information that is shared with you?
Ifyes in 7 Based on the KPI's mentioned, do you notice any benefits from having this information (Lumsden & Mirzabeiki, 2008)
shared with you?
Ifno 7a 7b s this a piece of information you believe could be helpful?
Ifno in 7b Why not?
Ifyes in 7b How?
Information Sharing - retail inventory P Ona scale of 1 to 5 (where 1, has no importance; 2 is rather important; 3 is important; 4, So, how important is being aware of your own
levels very important; and 5, is vital), how important is it to know your own mventory levels? inventory?
" 8a Is this information that you have ready access to?
Tt i Based on the KPI's mentioned, do you notice any benefits from having this information (Lumsden & Mirzabeiki, 2008)
shared with you?
Ifno in 8a 8b I this a piece of information you believe could be helpful?
Ifno in 8b Why not?
Ifyes in 8b How?
Ona scale of 1 to 5 (where 1, has no importance; 2 is rather important; 3 is important; 4,
Information Sharing - lead times 9 very important; and 5, is vital), how important is it to have lead time information shared Receiving times
with you?
" 9a Is this a piece of information that is shared with you? (as cited in Lumsden &
Ifyes in 9 Based on the KPI's mentioned, do you notice any benefits from having this information Mirzabeiki, 2008 by Bowersox,
shared with you? Closs, & Cooper, 2007)
Ifno in 9a 9b Is this a piece of information you believe could be helpful?
Ifno in 9b Why not?
If'yes in 9b How?
i i s f ity On a.scale ofl1to5 (w'her'e 1, has nf) importat?ce.; 2is rather. important; 3 is.impona.nt; 4, .
B 10 very 1mp911ant; and 5, is vital), how important is it to have shipping quantity information ~ Batch size
shared with you? : : S (Lumsden & Mirzabeiki, 2008;
! 10a Is this a piece of information that is currently shared with you? Zhang, Tan, Robb, & Zheng
Ifyes in 10a What benefits do you notice from having this information being shared with you? 200 6)’ ’ ’
Ifno in 10a 10b Is this a piece of information you believe could be helpful?
Ifno in 10b ‘Why not?
Ifyes in 10b How?
. . Is there any other piece, or pieces of information you think could be beneficial to be
Information Sharing 1 shared wiﬂ}ll you frsm the disptrlbution center? g
Information Sharing - Closing 12 Is there any thing else you would like to share, or would like to elaborate on?
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Visibility - Overview

Now that we have discussed information sharing, I would like to ask a few questions
regarding visibility.

Visibility - Definition

Visibility is defined as “the identity, location and status of entities transiting the supply
chain, captured in timely messages about events, along with the planned and actual
dates/times for these events”.

(Francis, 2008, p.3)

Visibility 13 Does your organization utilize any tools to increase visibility?
Ifnoin 13 Why not?
Ifnoin 13 Is this something you believe could be helpful?
a) RFID, Radio Frequency Identification (Rekik, Syntetos, & Jemai,
b) ERP, Enterprise Resource Planning 2015; Cotteleer and Bendoly,
Visibility 14 What tools do you use to aid in increasing visibility? c) Integrated POS systems 2006; D’ Angelo, 2018; as cited
d) Other than the ones mentioned, are there in Cook, Heiser, & Sengupta,
any other tools you use? 2011)
Visibility 15 What kind of benefits do you notice when using these visibility tools?
Visibility - Closing 16 Is there anything else you would like to add in regards to visibility, and the tools utilized?
Closing 17 I really appreciate the time you took for this interview. Is there anything else (Interview Schedule Sample
you think would be helpful for me to know? Or anything you might want to add? Template, 2006)
Closing I should have all the information I need. Would it be alright to contact you if I have any (Interview Schedule Sample

more questions? Thank you very much!
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VENDOR - INTERVIEW SCRIPT
Category Q# Question Potential Prompts Reference

Participants will be given a consent form to sign. Upon consent, the participants will be
given a written questionnaire, and the interview will begin

The goal of the research is to identify and explore how different pieces of information
shared, various tools to increase visibility, as well as different methods of collaboration can
help retailers reduce a loss in profits from excess seasonal inventory. Through interviews,
the goal is to gain an understanding of the different pieces of information that is shared with
the retail level, as well as visibility tools and collaboration methods, and the benefits
derived from each.

Do you have KPI's in place to monitor the inventory for the retailer? Or are you given

Consent

Goal of the research, in-depth

Opening ! KPT's to adhere to? (McDonald, 2018)
Ifyesin 1 Can you describe and explain the KPI's? ’
Ifnoin | Would the use of KPI's be beneficial for you in any way?
Based on the available literature, it has been noted that information sharing, visibility, and
Overvie collaboration play a vital role in many areas of a supply chain. I want to gain a better
verview

understanding of each strategy, and how beneficial each is at the retail level. I will first start
off by asking questions regarding information sharing.

Information sharing is defined as the extent to which proprietary and critical information is (Kogoglu, imamoglu, Ince, &
Information Sharing - Definition shared between supply chain members and a “willingness to make strategic and tactical Keskin, 2011; as cited in
data available to other members of the supply chain” Mentzer, 2001, p.11)
Warm-up 2 What pieces of information does the retailer currently share with you?
Warm-up 3 Do you see any benefits from this information being shared?

Ona scale of 1 to 5 (where 1, has no importance; 2 is rather important; 3 is important; 4,

Information Sharing - sales hist 4
SR ey very important; and 5, is vital), how important is it to know the retail sales history?

" 4a s this information that you have ready access to?

e Based on the KPI's mentioned, do you notice any benefits from having this information (Lumsden & Mirzabeiki, 2008)
shared with you?
Ifno in 4a 4b Is this a piece of information you believe could be helpful?
Ifno in 4b Why not?
Ifno in 4b How?
Information Sharing - Closing 5 Is there a-ny other piece, or pieces of information you think could be beneficial to be
shared with you?
If yes in What are the expected benefits?
Information Sharing - Closing 6 Is there any thing else you would like to share, or would like to elaborate on?
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Visibility - Overview Now that we have discussed information sharing, I would like to ask a few questions

regarding visibility.
Visibility is defined as “the identity, location and status of entities transiting the supply
Visibility - Definition chain, captured in timely messages about events, along with the planned and actual (Francis, 2008, p.3)
dates/times for these events”.
Visiility 7  Does your organization utilize any tools to increase visibility?
Ifno in 7 Why not?
Ifno in 7 Is this something you believe could be helpful?
a) RFID, Radio Frequency Identification (Rekik, Syntetos, & Jemai,
b) ERP, Enterprise Resource Planning 2015; Cotteleer and Bendoly,
Visibility 8  What tools do you use to aid in increasing visibility? c) Integrated POS systems 2006; D’Angelo, 2018; as cited
d) Other than the ones mentioned, are there in Cook, Heiser, & Sengupta,
any other tools you use? 2011)
Visibility 9  What kind of benefits do you notice when using these visibility tools? Both quantitative and qualitative
Visbilty 10 V\'/ha't'KPI‘s (key performance indicators), if any, do you have in place to monitor
visibility?
Visibility - Closing 11 Is there anything else you would like to add in regards to visibility, and the tools utilized?

e ______________________________________________ ___________________ __________________________________|
Now that we have discussed visibility, I would like to ask a few questions regarding

Collaboration - Overview .
collaboration

Collaboration within a supply chain environment occurs when two or more independent
Collaboration - Definition companies work together to jointly achieve greater success than what can be achieved by (Daugherty et al, 2006)
just working alone.

a) CPFR, Collaborative planning, forecasting,

and replenishment
b) ECR, Efficient consumer response (as cited in Cook, Heiser, &
Collaboration 12 What method of collaboration does your organization use? ¢) VMI, Vendor-managed inventory Sengupta, 2011; Cho and Lee,

d) CRP, Continuous replenishment programs  2013)
¢) Other than the ones mentioned, are there
any other forms of collaboration you use?

Collaboration 13 What collaboration method do you specifically use for the retailer?
Collaboration 14 What kind of benefits do you note from collaborating with the retailer? Both quantitative and qualitative
Collaboration 15 What KPI.‘s (‘key performance indicators) do you have in place to monitor the (McDonald, 2018)
collaboration?
Collaboration - Closing 16 Is there anything else you would like to add in regards to collaboration?
Closi I really appreciate the time you took for this interview. Is there anything else (Interview Schedule Sample
0SIng you think would be helpful for me to know? Or anything you might want to add? Template, 2006)
Closi I should have all the information I need. Would it be alright to contact you if I have any (Interview Schedule Sample
osing " more questions? Thank you very much! Template, 2006)
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Appendix B - Data Collection Form

Ryerson

University

RYERSON UNIVERSITY
Data Collection

Place of Employment:

Position Title:




Appendix C - Recruitment Notices
Email Recruitment
Hello,

My name is Haya Esrar. I am a graduate student at Ryerson University in the Yeates School of
Graduate Studies. I am contacting you to see if you might be interested in participating in a
research study.

This research is being done as part of my Masters project and my supervisors name is Dr.
Hossein Zolfagharinia. The goal of the research is to identify and explore how different
strategies can help retailers reduce a loss in profits from excess seasonal inventory. This research
will focus on three strategies; information sharing, visibility, and collaboration.

If you agree to volunteer you will be asked to take part in a 30 — 45 minute interview at a
location with aural and visual privacy and a short questionnaire. The interview will include a
series of questions related to inventory management, and seasonal inventory which will be audio
recorded with your consent.

Your participation will involve a one, 30 — 45-minute session, with the potential of one short
follow-up discussion, all of which will be audio recorded with your consent.

The research has been reviewed and approved by the Ryerson University Research Ethics Board.

If you are interested in more information about the study or would like to volunteer, please reply
to this email.

If you have any any additional questions directed towards Ryerson University Research Ethics
Board, they can be contacted at rebchair@ryerson.ca, citing the file number 2018-311.

Thank you,
Haya Esrar
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Email Recruitment
Previous Relationship with Potential Participant

Hello,

My name is Haya Esrar. I am a graduate student at Ryerson University in the Yeates School of
Graduate Studies. I am contacting you to see if you might be interested in participating in a
research study.

This research is being done as part of my Masters project and my supervisors name is Dr.
Hossein Zolfagharinia. The goal of the research is to identify and explore how different
strategies can help retailers reduce a loss in profits from excess seasonal inventory. This research
will focus on three strategies; information sharing, visibility, and collaboration.

If you agree to volunteer you will be asked to take part in a 30 — 45 minute interview at a
location with aural and visual privacy and a short questionnaire. The interview will include a
series of questions related to inventory management, and seasonal inventory which will be audio
recorded with your consent.

Your participation will involve a one, 30 — 45-minute session, with the potential of one short
follow-up discussion, all of which will be audio recorded with your consent.

Your participation is completely voluntary and if you choose not to participate it will not impact
our relationship.

The research has been reviewed and approved by the Ryerson University Research Ethics Board.

If you are interested in more information, about the study or would like to volunteer, please reply
to this email.

If you have any any additional questions directed towards Ryerson University Research Ethics
Board, they can be contacted at rebchair@ryerson.ca, citing the file number 2018-311.

Thank you,
Haya Esrar
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In-Person Recruitment
Hello,

My name is Haya Esrar. I am a graduate student at Ryerson University in the Yeates School of
Graduate Studies. [ am getting in touch with you to see if you might be interested in participating
in a research study.

This research is being done as part of my Masters project and my supervisors name is Dr.
Hossein Zolfagharinia. The goal of the research is to identify and explore how different
strategies can help retailers reduce a loss in profits from excess seasonal inventory. This research
will focus on three strategies; information sharing, visibility, and collaboration.

If you agree to volunteer you will be asked to take part in a 30 — 45 minute interview at a
location with aural and visual privacy and a short questionnaire. The interview will include a
series of questions related to inventory management, and seasonal inventory which will be audio
recorded with your consent.

Your participation will involve a one, 30 — 45-minute session, with the potential of one short
follow-up discussion, all of which will be audio recorded with your consent.

The research has been reviewed and approved by the Ryerson University Research Ethics Board.

If you are interested in more information, about the study or would like to volunteer, you can
contact me at haya.esrar@ryerson.ca.

If you have any any additional questions directed towards Ryerson University Research Ethics
Board, they can be contacted at rebchair@ryerson.ca, citing the file number 2018-311.

Thank you,
Haya Esrar
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In-Person Recruitment
Previous Relationship with Potential Participant

Hello,

My name is Haya Esrar. [ am a graduate student at Ryerson University in the Yeates School of
Graduate Studies. [ am getting in touch with you to see if you might be interested in participating
in a research study.

This research is being done as part of my Masters project and my supervisors name is Dr.
Hossein Zolfagharinia. The goal of the research is to identify and explore how different
strategies can help retailers reduce a loss in profits from excess seasonal inventory. This research
will focus on three strategies; information sharing, visibility, and collaboration.

If you agree to volunteer you will be asked to take part in a 30 — 45 minute interview at a
location with aural and visual privacy and a short questionnaire. The interview will include a
series of questions related to inventory management, and seasonal inventory which will be audio
recorded with your consent.

Your participation will involve a one, 30 — 45-minute session, with the potential of one short
follow-up discussion, all of which will be audio recorded with your consent.

Your participation is completely voluntary and if you choose not to participate it will not impact
our relationship.

The research has been reviewed and approved by the Ryerson University Research Ethics Board.

If you are interested in more information, about the study or would like to volunteer, you can
contact me at haya.esrar(@ryerson.ca.

If you have any any additional questions directed towards Ryerson University Research Ethics
Board, they can be contacted at rebchair@ryerson.ca, citing the file number 2018-311.

Thank you,
Haya Esrar
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Appendix D — Consent Form

Ryerson

University

RYERSON UNIVERSITY
Consent Agreement

You are being invited to participate in a research study. Please read this consent form so that you
understand what your participation will involve. Before you consent to participate, please ask
any questions to be sure you understand what your participation will involve.

TITLE OF THE STUDY
Identifying Strategies to Mitigate Excess Seasonal Inventory

INVESTIGATORS
This research study is being conducted by myself, Haya Esrar, with the supervision of Dr.
Hossein Zolfagharinia from Yeates School of Graduate Studies at Ryerson University.

If you have any questions or concerns about the research, please feel free to contact Haya Esrar
at haya.esrar(@ryerson.ca.

PURPOSE OF THE STUDY

The goal of the research is to identify and explore how different strategies can help retailers
reduce a loss in profits from excess seasonal inventory. This research will focus on three
strategies; information sharing, visibility, and collaboration. A maximum number of 20
participants will be recruited for this study.

This research is being conducted in partial completion of a graduate degree requirement which
will contribute to a major research paper.

WHAT YOU WILL BE ASKED TO DO
Participants will be asked to voluntarily take part in a 30 - 45 minute interview at a location with
aural and visual privacy and a short questionnaire. The interview will include a series of
questions related to inventory management, different pieces of information shared, visibility
tools used, as well as different methods of collaboration. The research findings can be made
available to participants upon their request, and the completion of the study. Below are samples
of the type of questions participants can expect:

1) Onascale of 1 to 5 (where 1, has no importance; 2 is rather important; 3 is important; 4,

very important; and 5, is vital), how important is the location of the product within the

supply chain?
2) What benefits do you notice from having this information being shared with you?

CRITERIA OF INCLUSION
This study is directed towards retail, and supply chain members within an organization who have
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experience with inventory management. This includes an individual at a strategic level, a
manager at the retail store level, a manager at the warehouse level, and a partnered vendor with
the retail organization.

POTENTIAL BENEFITS

There is no direct benefit to you for taking part in this study. It is hoped that the research will
explain how different pieces of shared information at the retail level, the use of visibility tools,
and different collaboration methods can help an organization reduce a loss in profits from excess
seasonal inventory. Participants can also choose to request a copy of the completed research
study.

WHAT ARE THE POTENTIAL RISKS TO YOU AS A PARTICIPANT

Some of the survey questions may make you uncomfortable or you may simply wish not to
answer some questions. You are free to decline to answer any questions you do not wish to
answer, or stop participating at any time.

CONFIDENTIALITY
The participants’ identity will remain confidential. Participants will be assigned and identified
using pseudonyms throughout the entire study.

DATA STORAGE

The interviews will be audio recorded and stored in a safe and confidential file. Once the audio
recordings have been transcribed and verified, the audio files will be deleted and the
transcriptions will be safely stored. All data collected from the interviews will be retained for a
period of two years.

DATA DISSEMINATION
Based on the collection of the data, and the completion of the research, it is hoped the study will
result in a published paper.

Participants can have access to the final research paper once all graduate degree requirements
have been fulfilled. This can be accessed from https://digital.library.ryerson.ca/.

COMPENSATION FOR INJURY
By agreeing to participate in this research, you are not giving up or waiving any legal right in the
event that you are harmed during the research.

VOLUNTARY PARTICIPATION AND WITHDRAWAL

Participation in this study is completely voluntary. You can choose whether to be in this study or
not. If any question makes you uncomfortable, you can skip that question. You may stop
participating at any time. If you choose to stop participating, you may also choose to not have
your data included in the study. Your choice of whether or not to participate will not influence
your future relations with Ryerson University or the investigators, Haya Esrar, involved in the
research.
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QUESTIONS ABOUT THE STUDY
If you have any questions about the research now, please ask. If you have questions later about
the research, you may contact:
1) Haya Esrar
Graduate Student
Email: haya.esrar@ryerson.ca

2) Hossein Zolfagharinia
Graduate Student Supervisor, Assistant Professor, Global Management Studies
Tel: 416-979-5000 ext.7532
Email: h.zolfagharinia@ryerson.ca

This study has been reviewed by the Ryerson University Research Ethics Board. If you have
questions regarding your rights as a participant in this study, please contact:

Research Ethics Board

c/o Office of the Vice President, Research and Innovation

Ryerson University

350 Victoria Street

Toronto, ON M5B 2K3

416-979-5042

rebchair@ryerson.ca

THESIS RESEARCH — IDENTIFYING STRATEGIES TO MITIGATE EXCESS
SEASONAL INVENTORY

CONFIRMATION OF AGREEMENT

Your signature below indicates that you have read the information in this agreement and have
had a chance to ask any questions you have about the study. Your signature also indicates that
you agree to participate in the study and have been told that you can change your mind and
withdraw your consent to participate at any time. You have been given a copy of this agreement.
You have been told that by signing this consent agreement you are not giving up any of your
legal rights.

Name of Participant (please print)

Signature of Participant Date
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I agree to be audio recorded for the purposes of this study. I understand how these recordings
will be stored and destroyed.

Signature of Participant Date
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Appendix E — Coder Agreement Form

Ryerson
University

RYERSON UNIVERSITY
Pledge of Confidentiality

I, , through my involvement with and work on
Print Name

Identifying Strategies to Mitigate Excess Seasonal Inventory will have access to data which
contains confidential information that respondents generally perceive as personal and private. |
understand that access to this confidential information and data carries with it responsibility to
guard against unauthorized use. To treat information as confidential means to not divulge it or
make it accessible to anyone who is not a project member. Such a disclosure would violate the
confidentiality promised to participants and would violate University ethics policies.

I agree to fulfill my responsibilities on this project in accordance with the following:

1. Tagree to not permit non-project personnel access to the data, either electronically, in
hard copy, or orally.

2. T agree to not make any copies of the data that I will be given access to.

I agree to not attempt to identify individuals, or institutions.

4. T agree that in the event I inadvertently uncover the identity of an individual, or
institution, I will maintain the highest level of confidentiality of this information, make
no use of the knowledge and inform the study’s Principal Investigator.

QUESTIONS
If you have any questions, please ask. If you have questions later, you may contact the Principal
Investigator and/or Supervisor:
3) Haya Esrar (Principal Investigator)
Graduate Student
Email: haya.esrar@ryerson.ca

4) Hossein Zolfagharinia
Graduate Student Supervisor, Assistant Professor, Global Management Studies
Tel: 416-979-5000 ext.7532
Email: h.zolfagharinia@ryerson.ca

CONFIRMATION OF AGREEMENT

Your signature below indicates that you have read the information in this agreement and have
had a chance to ask any questions you have. You have been told that by signing this consent
agreement you are not giving up any of your legal rights.

(98]

Name of Coder (please print) Signature of Coder Date
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