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WHY 
It is crucial for our stores to be productive and run 

efficiently to sustain and grow our business. The 

foundation for running a productive store is 

planning, monitoring, and controlling hours 

correctly. 

WHAT 
 

Core Hours 

Hours required for day-to-day running of the store, 

based on store factors e.g. store size, type of baler 

and units per receipt. 

 

Additional Hours  

Hours required to complete non-day-to-day tasks 

e.g. re-merchandising stock.  

 

Net Hours 

Total hours used by a store to complete day-to-day 

tasks and additional tasks.  

 

 

 

 

 

Net Productivity 

 

 

 

 

 

 

 

Net Productivity Target 

A monthly Net Productivity target is provided to 

each store, by close of business, on a Monday five 

weeks prior to the month beginning. This target is 

provided on the Store Core Hours Guide*.  

Planning and  

Controlling Store  

hours 

Planning and  

Controlling Store 

Productivity 

NET 

PRODUCTIVITY 

UNITS SOLD 

NET HOURS 

CORE HOURS ADDITIONAL HOURS NET HOURS 

If a store is in week 14, it will receive its May 2025 

target by 31.03.2025 to plan the rota for week 19, by 

the end of week 14. This is because four weeks of rota 

needs to be published and displayed in store, and the 

Area Manager (AM) needs a week to review rotas 

before they are published. 

In week 14, 

week 14 to 

week 17 

rotas are 

published 

and 

displayed in 

store 

AM is 

reviewing 

week 18’s rota 

in week 14 

Store is 

planning 

week 19’s rota 

in week 14 

Receive Net 

Productivity 

target for 

May 

Week 

number  
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The *Store Core Hours Guide, located in the LiDocs 

Weekly Reporting Suite, includes monthly and 

annual Net Productivity targets, and offers guidance 

on planning weekly Core Hours based on a range of 

units. 

 

 

Note: Always use the latest Store Core Hours Guide 

from the Reporting Suite for accurate planning. 

Targets may change mid-month due to unforeseen 

tasks. 

 

 

 

 

 

 

 

 

 

 

 

HOW 

Planning Core Hours 

When stores receive their target sheet for the new 

financial year, they should use this in combination 

with the Area Manager Base Rota Support Tool to 

plan their PEP 2.0 base rota templates. 

 

When planning weekly rotas, stores should first plan 

units for the week by using the PEP 2.0 forecast 

button.  

 

 

 

 

 

 

Achieving the monthly target is a minimum 

expectation: 

Stores should plan to overachieve their 

monthly Net Productivity target by using less 

hours, in a month, than their monthly target 

allows, given actual unit sales. 

Forecast units with PEP2.0
Use the Store Core Hours 
Guide to plan Core Hours

Plan Additional Hours:

- WMP

- Non-WMP

How to plan Productivity: 

NET  

MONTHLY 

HOURS 

USED  

UNITS SOLD 

MONTHLY NET 

PRODUCTIVITY 

TARGET 

Plan rotas after the Weekly Management Plan 

(WMP) is released to ensure all hours and tasks are 

covered. 

For reporting purposes, each month starts from the 

1st Monday: 

For example, the target for March 2025, is the target 

for week 10 to week 14 i.e. 03.03.2025 to 06.04.2025 

and the target for April 2025 is for week 15 to week 18 

i.e. 07.04.2025 to 04.05.2025. 

The Store Core Hours Guide states the weeks the 

target is relevant for, to avoid confusion. 

April’s Net 

Productivity 

target is for 

week 15 to the 

end of week 18 

 

March’s Net 

Productivity 

target is for 

week 10 to the 

end of week 14 
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If the manager feels the forecast isn’t accurate, they 

can adjust via the manager adjust column and leave 

a comment to explain the adjustment. 

 

Stores should use the planned weekly units figure in 

conjunction with the Store Core Hours Guide to find 

out how many Core Hours the store should be using 

to complete day-to-day tasks in a week. 

 

The store can then plan Core Hours per day into PEP 

2.0, in the Core Hours section, in the relevant 

manager adjust rows. The store should ensure Core 

Hours planned are no more than suggested in the 

Store Core Hours Guide. 

 

 

 

 

Planning Additional Hours 

Stores should plan Additional Hours in the PEP 2.0 

plan section, by typing hours in the relevant 

manager adjust rows. Stores should also add a 

comment to explain the use of Additional Hours. 

 

When planning Additional Hours stores should 

consider: 

1. WMP tasks: Plan Additional Hours for 

additional tasks communicated on the WMP.  

2. Non-WMP tasks: Plan Additional Hours as 

required e.g. for training hours, plan in line 

with relevant training plans. 

 

In the image below, if a store plans to sell 172,068 units 

a week, they need to plan 639 Core Hours for the week 

on the Weekly Plan View on PEP 2.0. 
As in the image below, add a comment to explain the 

use of Additional Hours on PEP 2.0 and use the relevant 

Additional Hours sections (Inventory, Training and 

Miscellaneous) to stay organised and consistent. This 

ensures all Store Management Team (SMT) members 

know what additional tasks are planned. 
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Monitoring Net Productivity Daily  

Frequency reports should be used to track daily 
cumulative unit sales and adjust hours needed to 
meet daily and weekly Productivity targets set on  
PEP 2.0. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Monitoring Productivity Weekly  

The weekly PEP & Prod pack and Monthly Plan 

View on PEP 2.0 should be used to track 

productivity weekly. If last week’s performance was 

not optimal, store’s must react by adjusting hours in 

the remaining days/weeks, within the month, to 

achieve their monthly Net Productivity target. 

 

 

 

 

 

 

 

Monitor unit sales 
daily and adjust 

hours

Monitor Net 
Productivity weekly 

and adjust hours

Monitor Net 
Productivity 

monthly and adjust 
hours

How to control Productivity: 

Below is a frequency report. The store has sold 

9,852 units by 16:00. The SMT should compare this 

with a frequency report from another day 

(reference day) when the store achieved the unit 

sales plan.  

Based on this review, the store should adjust hours 

to achieve the daily Net Productivity target whilst 

ensuring all tasks are completed. 

On the reference day, the store had sold 10,235 

units by 16:00. Therefore, the store is not on track 

to sell the units it had planned for the current day. 

 

After reviewing the PEP & Prod pack, adjust hours 

planned for the rest of the month by the hours 

suggested. In the example below, the store needs to 

save 10 hours in the remainder of the month to achieve 

its monthly Net Productivity target given actual unit 

sales and the plan for the rest of the month.  

Current Day 

Reference Day 
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Monitoring Productivity Monthly  

 

Monthly Business Review Report (BRR) should be 

used at the end of the month to assess if the monthly 

Net Productivity target has been achieved. If not, a 

plan of action needs to be made to over-achieve 

targets in the following months, to achieve the 

Store’s annual Net Productivity target. 

 

Achieving Net Hours 

If the Net Hours are planned, monitored, and 

controlled on a daily, weekly, and monthly basis (as 

above), the store will achieve its monthly and annual 

net productivity targets. 

 

 

 

WHEN 
 

Yearly: 

The AM and Store Manager (SM) should utilise the 

Base Rota Support Tool to update PEP 2.0 base rota 

templates in line with the new productivity targets 

for the coming financial year. 

 

Quarterly: 

During the Business Review Meeting (BRM), the AM 

and SM should review previous productivity 

performance and assess whether the current rota 

templates are sufficient or require updating. 

 

Monthly:  

The SM needs to review performance and adjust 

months to come, accordingly, to ensure the store 

will overachieve its Net Productivity target. 

 

The SM should also revisit base rotas to ensure they 

are still fit-for-purpose, if not, the SM should create 

new base rotas or make updates. 

 

Weekly:  

The SM and Deputy Store Manager (DSM) are 

responsible for accurately planning and creating 

rotas, ensuring the store does not exceed the hours 

it should use. 

 

The SM should regularly track productivity 

performance, throughout the week, and adjust rotas 

to ensure the store over-achieves its monthly Net 

Productivity target.  

Do not use MIS to track Productivity. 

Figures for Productivity on MIS won’t match the 

reports mentioned above as MIS targets are fixed at 

the start of the year, whereas Productivity is dynamic 

throughout the year. 

 

When the store knows how many hours they 

need to adjust in the remainder of the month. 

The store should utilised the Monthly Plan View 

on PEP 2.0. 

This will allow stores to get an overview of 

planned hours and tasks. Then the store can 

make a more informed decision on which 

weeks/days they can adjust hours in to cause 

the least disruption to customer and colleague 

experience. 
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Daily: 

The SMT are responsible for monitoring the net 

hours used daily, to ensure net productivity is 

achieved. 

 

WHO  
Responsibilities: 

Store Colleagues: 

Are responsible for achieving the 

minimum efficiency expectations for: 

 

• Scan speed – found on store scan speed 

reporting 

• Delivery working times for each product 

group 

 

SMT: 

Are responsible for ensuring net productivity is 

achieved by using the frequency report. 

 

SM and DSM: 

Are responsible for planning and controlling 

productivity. 

 

The SM is also responsible for checking rotas are 

accurate and planned to over-achieve monthly Net 

productivity targets.  

 

AM: 

Is responsible for monitoring and following up on 

productivity performance. 

 PRODUCT GROUP 
Maximum pallet 

working time (mins) 

Pallet times are based on time needed to work a full Euro 

Pallet (EP) e.g. 15 mins to work 4 milk trollies, as 4 milk 

trollies form a EP.  

This doesn’t include time required to prepare e.g. down 

stack and count NF stock. 

Agree changes before re-publishing the rota. 

Any changes made to published rotas must be agreed 

with colleagues before re-publishing. 


