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Nicole Klimek’s area of expert-
ise is marketing, store planning
and interior design.  Her special
focus is helping food coopera-
tives with their design needs.
Over the years, she has also
helped many independently
owned grocery stores.  you can contact her at
NicoleKlimek@cdsconsulting.coop.

by Nicole Klimek

An expansion project can be incred-
ibly exciting for your staff but also
incredibly difficult for them to nav-

igate. Communication, participation and
involvement at the right time is critical for
the happiness and engagement of your
staff. This checklist is designed to help
you think about how to communicate with
your staff, when to communicate and
where they can offer the most valuable
input.

Feasibility
It’s full steam ahead! If you don’t al-

ready have a feasibility plan, you soon
will. You are not yet ready to announce
an expansion project – after all, this is
only feasibility – so the communication to
your staff must be well thought out and
precise so there is no confusion or ten-
sion. Here is a quick checklist of ways to
approach the project feasibility: 

In the staff newsletter and/or email,
let them know that you are looking

at expanding what the store is offering to
its customers. Especially during the fea-
sibility stage, you want your staff to keep
an open mind. Expansion is not only
physical space and you don’t want your
staff to think it is. 

Set up tours of other stores to show
staff the different kinds of growth

and expansion. Ask them to write down
a few key takeaways so you can have
some data for a baseline of desires. En-
courage photos and notes. 

After the tours, have a staff meeting
(or a few) to go over the tour high-

lights, photos and takeaways. Facilitate
an exercise that lets staff imagine what
an expansion project at your store might
look like. Don’t be surprised if staff is cen-
tered around their own department –
that’s ok and you can use it! 

As you work with outside resources
on feasibility, store design and cat-

egory management (to name a few!) be
sure to set up a meet-and-greet with the
appropriate staff so the consultant knows
how to engage staff during the feasibility

process. A design charette or forum or
some one-on-one meetings will go a long
way for staff participation.

Full steam ahead!
While your staff is dreaming of all the

possibilities, you are steadily working
with your leadership team to collect the
data and resources you’ll need to make
sure the project is feasible. After you
have the financials and store plan in
place, and you decide to move forward
with the project, you can let staff know!
They won’t be surprised, of course, but
by now, you’ve worked through multiple
scenarios and know which direction the
store is heading – and just how large the
project is going to be. 

Announce the expansion project in
a fun way – either with a plan for

marketing materials, more details about
the project or maybe some slices from
your future pizza program. 

Make sure staff knows their valuable
input was taken into consideration

with the feasibility plans and that while
there will be tweaks, the overall scheme
is complete. That way, they know what is
expected of them, but also that you can
not make multiple, large changes to the
plan that was created. 

Engage them in areas that CAN be
modified and changed! Interior de-

sign, programming, menu planning,
product mix. . the list is endless!

The customers want to know!
As you prepare to announce your
plans to your customers, you can

have your staff be ambassadors of the
project. Have them work on in-store mar-
keting (with the marketing team), design
new swag to wear during announcement
week and other fun, funky ways of being
engaged and showing owners that
staff/management are aligned. 

You will no doubt want an event to
showcase the plans. Planning a se-

ries of smaller events or one large event
is a great way to utilize staff skills and en-

ergy in a positive way. Task team leaders
with one special (sale, sample new prod-
ucts, demo, coupons, etc) event per day
for a week and/or one large event to un-
veil the new fixture plan, product mix or
any other changes. Have lots of visuals
and lots of great swag, food and bever-
ages.

Project is progressing 
Depending on the type and scale of
project, this thing could take awhile!

You want to keep up the excitement but
the energy level isn’t easy to sustain.
Keep images, plans and ideas open and
available to staff during design develop-
ment and implementation. That can be
with weekly/monthly status meetings, a
blog dedicated to the project or some
other type of staff marketing driven to en-
gagement and participation.

In the weeks leading up to the big
unveil, make sure staff is engaged

in planning for the implementation, no
matter the size. Task them with coordi-
nating plans for new menu items, a re-set
or gathering volunteers for a ribbon cut-
ting. 

No matter the size or scale, it’s impor-
tant to maintain the balance of keeping
the project under ‘control’ with staff par-
ticipation and making sure staff is not left
in the dark. You want to engage the right
people at the right times and plan things
that will not only inspire but be useful to
the project as a whole.  You don’t have
the time to waste on non-productive
events or marketing campaigns!  •

during expansion

Engaging staff
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