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EDITOR’S CORNER
The Eight Foot Rule

I
n this issue, Larry Schneiderman, CEO of
the six-store Minnesota-based retail chain
Schneiderman’s Furniture advises Furniture
World readers to never let a shopper pass

within eight feet without smiling and welcom-
ing. He calls it the ‘Eight-Foot Rule’. Smiling is
a practice that’s as important as checking
your retail performance indicators (article by
David McMahon, page 24). It’s as useful as
sweating the retail details (article by Hal
McClamma, page 92). And, it’s as profitable
looking beyond the numbers to base selling
initiatives on a noble purpose  (article by Joe
Capillo, page 96). 

Thich Nhat Hanh says, “Sometimes your joy
is the source of your smile, but sometimes
your smile can be the source of your joy.” It’s
true that a smile can be contagious. It signals
to customers that they are welcome, and that
they enjoy their jobs. Some folks come by their
smiles naturally. Others, need reminders that
life need not be so serious, introspective or
sullen. 

Here’s a suggestion. Do a google search
on the  “science of smiling”. Make it a topic
for a sales meeting. Teach Larry’s Eight Foot
Rule, and remind your employees as well as
yourself to wear one whenever possible.

Russell Bienenstock, Editorial Director

EXECUTIVE CONTACTS
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Omnia gives you the power
to personalize lifestyle and comfort
for your customers. From over 150 
models and 400 leather and fabric
options, plus motion, you have the
freedom to create designer looks and
levels of comfort that speak to your
customers’ tastes and lifestyles. 

Visit our showroom to expand your 
retail design boundaries. We invite 
you to experience what Personalizing
Comfort™ means. Ask about our 
latest offers, promotions, retailer 
incentives & gallery programs.

LAS VEGAS SHOWROOM 
World Market Center

A256 & A242

www.omnialeather.com 
or call (909) 393-4400
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FUNctional Creation
A truly multi functional creation, the Messina includes an adjustable arm and a chaise portion with storage.
Omnia’s full line includes the functional features today’s consumers are looking for including sleepers, 
recliners, adjustable headrests, armrests, storage, and motorized options.

08 furnworld  0714 omnia spreead_omniaspread0713forposter  6/23/14  7:22 PM  Page 9



T
he next time you are traveling,
training, or working in a retail
furniture store, take a trip to the
break room. It’s the little corner

in back of the store where the staff can
grab a quick coffee or lunch, or
unwind after a challenging customer
experience. While you are there,
snoop into some of the drawers or
cabinets and check out the packaged
condiments and spices left over from
trips to fast food restaurants. 

If my hunch is right, the number one
branded packet you will find is Taco
Bell Hot Sauce. And if my second
hunch is right, you will rarely find
McDonald’s ketchup. All of those
packets have a cost. I can picture a
boardroom in Oak Brook, IL where
McDonald’s accountants and food
scientists have painstakingly comput-
ed the cost per packet and matched it

to the number of packets needed, by
demographic group, to ingest an
order of Supersize Fries. That number
may be 2.174 packets, and a direc-
tive may have followed to their fran-
chisees to pack no more than 2 pack-
ets of Ketchup in each to-go order. 

Meanwhile I picture another board-
room in Irvine, CA. The “off the wall”
people at Taco Bell figured the cost
per Hot Sauce Packet at 4 cents each.
They also researched how many peo-
ple keep packets in their home, and
how many people see those packets.
They may have also sent a directive to
their stores to be sure to pack an extra
“handful” of sauce packets in each
to-go bag. Six packets cost less than a
quarter, but keep their name brand in
front of customers. The Taco Bell peo-
ple took it a step further and now print

funny one liners on their
condiment packs, osten-
sibly to show, share, and
collect! Taco Bell knows
that every packet drives
home its name and

keeps customers coming back.
Now, think about our Furniture

Business. We represent the largest
investment (in dollars and product
size) that consumers make inside their
home that does not have Name
Branding on the products. Go home
tonight and look at your refrigerator,
toaster, vacuum cleaner, and alarm
clock. You can plainly see the brand
name, and that name stays firmly in
your mind for years. My Smart TV is so
smart that it reminds me that it is an
LG every time I turn it on. 

If you want your business to remain
viable, you need to keep your name
brand top of mind for your customers.
It is far less expensive to retain an
existing customer and, when they
remember your name, it is easier for
them to give long-term personal rec-
ommendations. While most of your
customers would be resistant to
gleaming chrome lettering on their
dresser shouting “Made By Jones
Furniture Company” there are other
ways to convey brand name. 
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The Retail Observer

Simple inexpensive ideas for keeping your store’s name front and center. 
by Gordon Hecht

WIN AT THE

HELLO!
our store name is... ON YOUR REFRIGERATOR!

Joe’s Furniture 
Delivery Scheduled

6/24/14 “My Smart TV is so smart that it
reminds me that it is an LG every
time I turn it on.” 
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Las Vegas: Building B, 2nd floor, Space B-250-9
2009 S. Parco Ave.Ontario, CA 91761 Tel: (909) 930-9891 www.mastercraftcollections.com

Audrey

Geneva

Marcy

Meet The NEW DOUGLAS!

• Largest selection of Swivel Tilt Caster Dining in 
the industry.

• Most comfortable caster chairs in the marketplace.   

• Widest selection of table shapes and sizes.

• All tables feature "family friendly" High Pressure 
Laminate tops with matching SOLID WOOD edges. 

• Three ways to buy: FOB, Consolidated, and 
Warehouse Pricing

• Warehouse distribution locations: California and 
North Carolina offering favorable freight rates.  

Styled Right. Priced Right.

Psst. Stop by and see the NEW DOUGLAS at Las Vegas Market

Building B,  2nd floor, space B 250-9.
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Powerful Attraction: Use the power of
refrigerator magnets to increase your
Brand Magnetism. Once a magnet is
placed on the fridge, it is rarely
removed! Right now in the Hecht
kitchen there are more than two
dozen magnets including the 2004
Cleveland Browns Schedule, Pioneer
Citizens Bank (I stopped doing busi-
ness with them in 1993), and a “Save
the Date” wedding announcement for
Patrick and Tabitha, who have been
married six years. 

Just handing out magnets won’t do
it. Here’s how to accomplish two tasks
with one action. (I am a wildlife enthu-
siast and will not kill two birds with
one stone): You can eliminate “Not at
Home” delivery customers by marking
their delivery date on a refrigerator
magnet in the shape of your delivery
truck, or make it a “Save the Date”
with a photo of your store front. Leave
a blank space for the date that they
have to be home. Ask your shopper to
place the magnet in a visible place.
Chances are that you have just
bought a five year advertisement that
your customer will see several times a
day. 

The Gold Seal: Case Goods experts
will tell you that the top left dresser
drawer is the most used drawer in the
master bedroom. If you want to
remind your shoppers where they
made their purchase, invest in Gold
Foil labels with your store name and
phone number, as in, “Furnished By
The Colonial Shoppe (702) 555-
1776.” Add in your logo to keep your
store image clear for them. 

You can also place those labels

inside china cabinet and TV cabinet
doors, or on sofa decking. 

Bumper Crop of Shoppers: Boston is
a great shopping town and competi-
tion is razor sharp. There, Jordan’s
partnered in a local promotion and
shared space on Bumper Stickers with
the Boston Red Sox. Both store and
team logos were brightly featured.
The stickers were free and those
sports-crazy Beaneaters pasted them
on about every bumper, even a few
with New York license plates! Traffic
jams made thousands of cars into
slow moving billboards. 

You might think that partnering with
a major league team is expensive,
and you would be RIGHT! But why not
think locally and support your local
High School or Little League? Minor
league teams and other local festivals
are another option. BTW-you will get
brand exposure for the life of the
automobile. 

Easy as Pie: You may have never
heard of the pie company that had a
unique shape to its pie tins. The tins
were on the shallow side, which made
them perfect for skimming
them through the air after
the pie was eaten. Students
in the Northeast discovered
this and made the tins into a
recreational plaything. Later,
Wham-O Toys made a simi-
lar dish out of plastic, but
saved the Pie Company
Name-Frisbee! 

Summertime and Back-To-
School are great times to
give away those flying discs

to everyone who enters your store.
Sponsor a Fun in the Sun event and
your name will be flying through the
skies. People will keep those for years,
and will remember where they got
them. 

There’s an old joke about Pie are
Square, but pies are usually round.
Another great way to keep your name
in front of your customers is to provide
a round mouse pad with every desk or
home office you deliver. Take it a step
further and provide a pencil cup and
desk calendar. 

Tip of the Day: If your store is in a typ-
ical American or Canadian town, your
customers dine in a restaurant for
about 1/3 of their meals. Most restau-
rants accept credit cards for pay-
ments, and diners are more likely to
pay with plastic than cash. You have
the chance to make an impression on
every one of those diners. 

Next time you enjoy a meal out, be
generous. Leave your server twice
your normal tip. The extra $5 or $10
won’t break you, but will have a big
impact on that server’s day! And,
leave more than a tip. Take a few pens
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HELLO!
our store name is... IN YOUR DRAWERS!

Joe’s Furniture 
Delivery Scheduled

Joe’s Furniture
(702)555-1776

HELLO!
our store name is... ON YOUR BUMPER!

My Team Shops at Joe’s Furniture!

“Both store and team logos were brightly
featured. The stickers were free and
those sports-crazy Beaneaters pasted
them on about every bumper, even a
few with New York license plates!”
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with your company’s name and logo,
and leave them on the tip tray. 

Restaurant Servers are always short
on pens because they have to leave
one at every table they work. You’ll get
your just desserts by knowing that your
pens will be used by several servers
and seen by hundreds of shoppers
within the first week that you give
them! 

Full of Hot Air: Celebrate your cus-
tomers’ delivery day and make life
easy for your delivery team. Getting
new furniture and mattresses delivered
is a special event in your customer’s
life. We deliver every day, but they
only get new furniture every few years.
Why not make it a party! 

After your customer purchases, give
them a bag with ribbons and a few
balloons (with your store’s logo on it,

of course!). Let your shopper know
that they can help the delivery drivers
identify their homes as a delivery
address if they would inflate the bal-
loons and use the ribbons to tie them
to the mail box or front door. The
upshot is that your drivers won’t have
to search for hard to find house num-
bers, and your customer’s neighbors
will know something special is going
on! Nosy neighbors will want to see
what’s new, and you might just profit
from the “Keep up with the Joneses”
syndrome. 

Want to have a bigger impact?
Spend a few bucks on some “We’re
Expecting a Special Delivery” signs.
Make it extra eye-catching-like a stork
carrying a sofa! You can recycle the
signs by having your delivery team
pick them up after delivery.

Talking Heads: I travel to a lot of
cities and small towns where I make it
a point to watch the local morning
news shows. While there are varying
degrees of production quality, almost
every news show has a portion where
the TV Hosts sit on casual chairs and
chat. If you are advertising with any
local TV station, call your media rep
and request the opportunity to donate
furniture for a new stage set. All you
need in return is a line in the closing
credits “Chairs and Sofa furnished by
Manor House Furniture”. That 3-sec-
ond line will appear five or more times
a week for the next year making it well
worth the $1000 - $2000 investment
on your part. 

Getting and keeping your Brand
Name out front is a vital step in mov-
ing from” just another place to shop”

to the first store chosen. You might
think that good customer service,
great products, and the lowest prices
will get you there, however, the three
or four stores down the street think
that will get them there too! Be proac-
tive and invest your time and a little
money on creative ways that will not
have an immediate pay-out, but will
lead to long term success. 

The last line on the theme song for
TV sitcom Cheers went something like
“You want to go where everyone
knows your name”. Be the store in
town where everyone knows YOUR
name. 

Editor’s note: If you have some
“Name Game” items of your own
please send an image and description
to Gordon care of russ@furninfo
.com. You will receive by return email
a photo of Gordon’s refrigerator
magnet collection!

Gordon Hecht: Gordon Hecht is a
39 year maverick of the Home
Furnishing business starting as a
Delivery Helper in Las Vegas, NV.
Following a successful sales, store
management, and multi-store man-
agement career he joined Ashley
Furniture Industries. In his role as
National Director of Sales for Ashley
Sleep, Gordon helps Retailers improve
Bedding Sales through training, mer-
chandising and display. He lives in
Columbus, OH with his wife Michelle.

Any questions or comments about
this article or about any retail issue
can be directed to Gordon at
Ghecht@ashleyfurniture.com.
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HELLO!
our store name is... ON YOUR LAWN!

WE’RE EXPECTING!
(A delivery from
Joe’s Furniture)

“The next time you
enjoy a meal out, be
generous. Leave your
server twice your 
normal tip. And leave
more than a tip. 
Take a few pens with 
your company’s name
and logo, and leave 
them on the tip tray.”
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I
n 1948, my parents, Max and
Edna Schneiderman, bought a
small, broken-down general store
in the rural township of Elmer,

Minnesota, about 45 miles northwest
of Duluth, in an area of the state
known as the Iron Range.

From the humble beginnings of an
ill-stocked general store, retailer
Schneiderman’s Furniture has grown
to include six large stores in the
Minnesota cities of Duluth, Lakeville,
Roseville, Woodbury, Plymouth, and
Rochester.

I sold my first piece of furniture in
my parents’ store when I was 15 years
old and I’ve been hooked ever since. 

Over the years I collected some
instructive stories I decided to share
with other furniture retailers in the just
published book, “Call of the Couch”.
As a long time reader and fan of
Furniture World magazine, I am also
sharing  some of these insights in this
short series of articles.

WHAT DAD TAUGHT
ME ABOUT MENTORING

When I talk about my dad in
today’s world, it may sound like he
was rude. It was so different back
then. There were so many things he
did, or said, that I wouldn’t even con-
sider. For example, my dad hated to
sell carpeting. Selling carpeting could
be tedious, and really, the customer
was dependent on the salesperson for
help. Added to that, a lot of it looks
alike. So, it’s time-consuming. My
mother would be the first to assist a

carpet customer. If she was busy with
another customer, then I would work
with the carpet customer. 

Eventually my wife, Sheila, started
working at Schneiderman’s and she
was good at selling carpeting. Well,
one Sunday we had three customers
and they were all interested in carpet.
So, here we all are in this small, con-
fined carpet area. We are all showing
samples. 

My dad’s customer says to him in a
loud voice, obviously wanting the
other customers to hear it, “I can buy
this same carpet for $2 a yard less at
Goldfine’s.”

My dad looked at him, took a $20
bill out of his wallet, laid it on the
table, and said, “I’ll bet you that you
can’t find that carpet for $2 a yard
less at Goldfine’s.”   

The guy said, “I don’t want to bet.”
Dad puts another $20 down on the

table and said, “I bet you can’t find
this carpet for $1 a yard less at
Goldfine’s.”

The guy said again, “I don’t want to
bet.”

So Dad puts another $20 down,
and he said, “I tell you what. I think
you and I both know you won’t buy
any carpeting from me today. I’ll bet
you $100,” he says as he puts two
more twenties down, “that you can’t
buy this carpet for the same price at
Goldfine’s as you can buy it here.”

The guy said, “I don’t have $100.”
“Then you don’t have any goddamn

business looking at carpet.” Dad

DROP EVERYTHING
Ideas, stories and teaching moments from a family furniture business.

by Larry Schneiderman, Schneiderman’s Furniture
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“Occasionally we have to
remind our people to drop
what they’re doing when a
customer is nearby.”

The Retail Experience
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made this bold statement while he
was scooping up his five twenties, and
the couple took off.

Dad, Mom, and I would often visit
about the day on Sunday nights as we
closed. That night, my dad asked me,
“You were embarrassed by that,
weren’t you?”I said I was. 

And then my mother said to me, “I
sold to my customer and you sold to
your customer because your father
made the point.” That was true, even
though he would never have wanted
to see me do what he did that day,
and I would never act that way toward
a customer or allow a sales consultant
to do so. 

Looking back, I believe that his pur-
pose was greater than just making a
couple of sales. He was acting as a
mentor to me in a way that was mem-
orable. 

At Schneiderman’s today, we often
hire people who have little sales expe-
rience. They appear to have the apti-
tude for it, but they don’t really know
whether or not they’re going to like
it—or whether or not they’ll do well.
They have a lot of preconceived
notions about selling. 

Many furniture retailers put sales-
people out on the floor with little train-
ing or ongoing mentoring. That’s a
shame, because without that, they
can’t build confidence to be comfort-
able with their store, it’s policies,
products and services. So confident,
in fact, that they would be willing to
bet $100 that their customer could
not find a better value elsewhere. 

THE EIGHT-FOOT RULE 
The eight-foot rule is to never let a

shopper pass within eight feet without
smiling and welcoming. Here’s its
sidekick: Never fail to look up and
acknowledge your shopper as she
moves near you. If you’re on the
phone or gazing at a computer

screen, stop, look up, and smile.
Stop, look, and listen. It’s the safest
way to happy customers.

Smile Every Time: I am impressed
when I’m at a business where the
employees appear to be happy.
Recently, six of us had brunch at the
BLVD Kitchen in Minnetonka on an

“I’ll bet you $100,”
he says as he puts two more twenties down,
“that you can’t buy this carpet for the same
price at Goldfine’s as you can buy it here.” 
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E a s t e r
S u n d a y .
W h o e v e r
hires peo-
ple there
has my
admiration.
To a person,
they smiled,
were helpful,
and as I com-
mented to my
daughter- in-
law, Natalie,
they all exuded
an attitude of, “I
sure am glad to
be working my
butt off on Easter
Sunday.” 
Likewise, our
e m p l o y e e s
should be thank-
ful for the cus-
tomers who come
to our stores,
whether we’re
working with them
or not. There’s a lot
of stress and

unpleasantness in the world; let our
place be a respite.

Don’t walk by a customer or anyone
without a welcoming smile, whether
that smile is returned or not. 

Drop Everything: Occasionally we
have to remind our people to drop
what they’re doing when a customer is
nearby. We need to acknowledge
people, show them we know they’re
important. Customers sometimes sig-
nal their desire to be left alone by

looking the other way and avoiding
eye contact. Still, maintain the habit of
smiling and saying “hello” because
we at retail are charged with making
their experience a good one.

SOME CALL IT “THE CLOSE” 
Some call it the close, but I call it

gathering evidence and calling for the
verdict. My friends know I’m always
up for a good meal. Casual? Fast
food? Formal? Steak? Seafood?
Once we gain a consensus, I always
appreciate the friend who steps out
and calls us into action. I want to eat.
I don’t want to discuss every variable
of eating out. So it is with our cus-
tomers. Once the right item has been
found and any objections answered,
it’s a kindness to help a customer
finalize her choice.

Jumping The Gun: In selling circles, it
is a common perception that to be a
great sales consultant, you must be a
great closer. That is true, but a lot of
damage can be caused by premature-
ly suggesting a customer should buy
something. When a sales consultant
hasn’t asked the right questions to
understand the needs and then tries to
push the customer into buying some-
thing he or she doesn’t need, that
action is likely to remove any trust. In
this case, the sales consultant con-
firms the worst thoughts people have
about pushy salespeople. It damages
the store’s reputation and it reflects
poorly on the vocation.  It is far better
to view the process step by step, offer
suggestions, answer objections hon-
estly, and then only when you feel the
customer is in agreement, ask for the

sales order. Paul Zimmerman, our
long-time sales and operations man-
ager, has noticed that we get far more
complaints from customers who felt
we weren’t helpful enough, rather
than we were pushy. It’s worth remem-
bering that customers want to find
solutions and they need our help.

Are You Like A Tire Store? We will
sometimes have sales consultants who
voice the opinion that they think cus-
tomers should be left to browse.
When we hear this unfortunate view
surface, we drag out our “tire store”
comparison. Imagine you need to buy
a set of tires for your car. Upon enter-
ing, you’re greeted by a pleasant
salesperson, who says, “Go ahead
and browse around at our tires.”
Okay, now what? Wouldn’t it be far
more helpful and effective if the sales-
person asked some questions like:
What kind of car are these for? What
happened with the tires you have
now? What is your main concern? Is it
safety? Is it price? How many do you
need?

Some question the validity of the
tire store metaphor, but I don’t. If any-
thing, a mistake buying tires will be
less costly than a misstep with a qual-
ity furniture purchase.

The Ideal Sales Consultant: A disad-
vantage of the big furniture stores,
including ours, is that it’s easy to lose
a customer in the showroom. We’ve
sponsored focus groups and we’ve
asked the question, “What is the ideal
sales consultant?” The comparison
that has often come up is that the
sales consultant should be like a great
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“Once the right item has been found
and any objections answered, it’s a
kindness to help a customer finalize
her choice.”
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server in a good restaurant, out of
sight until you need them. That’s easy
to say, not so easy to execute. Not too
long ago, I visited El Dorado Furniture
in Miami and was impressed to notice
that their salespeople are required to
not only stay available to customers,
but to escort them out the door—
every time. While I waited for a cab to
pick me up, I counted customers leav-
ing, and every single one of them was
with a salesperson as they left.

I’ll Know It When I See It: One of the
more common things customers
sometimes say as they’re browsing the
showroom is, “I’ll know it when I see
it.” I have pondered how a shopper

will know it when they see it when, in
reality, they don’t really know what
they need. One of our top sales con-
sultants told me how he works on this
“secret.” He listens to what the cus-
tomer says and then asks permission
to show them an item. If it doesn’t fill
the customer’s need, he asks, “What
should be changed to make this
work?” Then they work on it from
there. Often the customer leaves
happy, having found what she had in
mind. I told you he is one of our best.

NEXT ISSUE
More tips and retail stories from

Larry Schneiderman.

About Larry Schneiderman: Larry
Schneiderman is the CEO of the six-
store Minnesota-based retailer
Schneiderman’s Furniture. He sold his
first piece of furniture when he was fif-
teen and has been hooked ever since.
Don’t ask him when he’s going to
retire—they don’t have a treatment
facility equipped for his kind of cus-
tomer-service addiction. He is the
author of the recently published book,
“Call Of The Couch: A Family’s Love
Affair With It’s Business.” Says Brian
Tracy, the best-selling author, entrepre-
neur, and business development con-
sultant, “This book tells a memorable
and rich story of success in business,
lessons learned, and the wisdom that
every person can apply.” 

Comments about this article or
questions can be addressed to
www.larryschneiderman.com. 

Offer for Furniture World Readers:
Larry’s book is available for sale
through www.larryschneiderman.com
with a $5 off coupon for Furniture
World Readers.

Editor’s Note: If you have retail sto-
ries to share, please send them to
Furniture World Magazine at edi-
tor@furninfo.com.

“Some question the 
validity of the tire store
metaphor, but I don’t. 
If anything, a mistake
buying tires will be less
costly than a misstep
with a quality furniture
purchase.”
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L
et me tell you a story of two
retailers who were competitors
for several years. One is pros-
pering today. The other went out

of business. 
They had similar footprints and

decent locations. They both had simi-
lar marketing campaigns, targeted  to
the same types of customers. On the
surface, they both appeared to be
fairly equal businesses, but they were
not. There was one critical factor that
set them apart. One was a student of
their business and the other was a vic-
tim of it. 

The student measured perfor-
mance, learned from the results, and

took quick decisive action to continu-
ously improve. This business had
focus. 

The victim reacted to the latest situ-
ation of the day; flying blind, unfo-
cused, without a pilot’s license.   

The focused business produced
increasing sales, profits, and cash
flows over time. The unfocused busi-
ness ate into profits and burned cash.
When a slight downturn hit, the good
business operator had reserves to
weather the storm, whereas the reac-
tionary operator had to take on
increasing debt and eventually filed
for bankruptcy.

The lesson here is simple, listen,
understand, and act. Listen to your
business. Seek to understand what it is
telling you. Act on what you hear to
improve. Listening to your business
involves looking at key indicators.
Understanding them involves not only
being educated on what the metrics
mean and how they are calculated but
knowing what factors determine their
results. Acting is execution on
improvement. Listening and under-
standing are useless without this. 

Here are seven indicators successful
retailers use to be good students so
they can surpass their unfocused com-
petitors:

1.Sales to Plan. Absence of a
plan is a plan to fail. Obviously

sales volume is critical.  Why then is it
that many retailers do not set achiev-
able selling targets? I don’t have the
answer to that, but I can tell you that
if you set proper sales goals, you will
have a MUCH greater chance of
achieving them. 

Sales to Plan = Sales / Planned
Sales (Expressed as a %)

You want to be above 100% on this
metric. For example, if your retail unit
has a target of producing $100,000
for a certain time period and it pro-
duced $94,000, you’ve fallen short at
94% of plan. ($94,000/ $100,000).
However, if the unit produces
$110,000, it has exceeded the goal
at 110% of plan ($110,000/
$100,000).

This type of metric should be done
for your entire business, for all retail
locations, for all sales teams and for
all individuals.

Sales to Plan should be monitored
each month, each quarter, and each
year, without fail. This allows you to
react faster if the reactions of your
team are falling short. 

Many elements can cause a sales
goal to be missed. A starting point is
to examine the equation for required
sales volume: Selling Opportunities x
Close Rate x Average sale. Using this
formula, you can see what you can do
to immediately produce better results.  

“There are several 
indicators that successful
retailers use to be a 
student of their business
so they can surpass their
unfocused competitors.
Here are 7 important
measurements and how
to use them.”

by David McMahon

SEVEN RETAIL 

INDICATORS YOU SHOULD TRACK

Financial Management
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2.Average Sale. Simply put, if
your sale size is bigger, you

move toward your target sales levels
faster. It takes fewer transactions to
produce greater results. 

Average Sale = Sales Volume / #
of Sale Transactions

Suppose your sales volume for a
period of time is $1,000,000. And
1,000 transactions occurred. Your
average sale size is $1,000
($1,000,000 / 1,000). 

Since track average sales, you are
able to increase add-ons by group
pricing. This results in an average
sales increase of $100 per transac-
tion. An extra $100,000 per period is
generated (1,000 x $100 =
$100,000). 

3.Gross Margin (GM). Revenue
keeps you in business but it does

not pay your bills. Gross Margin dol-
lars pay your bills. The Gross Margin
percent is the portion of sales dollars
that you have left to cover costs and
make a profit. 

(GM $ = Sales - Merchandise cost

with freight;GM%= GM $/Sales $).

Recently, I have seen furniture busi-
nesses range from 40% to 75%. 55%
GM which is doable if you execute
properly. First though, you must track
and set goals on this metric. Once
that is clearly understood you can
move on to acting. Here is a summa-
rized list of six GM improvement
actions that others are using (there are
many more – be creative!):

• Use a combined “science and art”
approach to pricing best sellers
and new merchandise.

• Mark slow moving items down on
a quick time schedule in a series
of steps.

• Private Label and Self-Branding.

• Incentivizing high GM sales.

• Two or three tier pricing on long
term financing.

• Group pricing. 

4.Gross Margin Return on
inventory (GMROI). This per-

formance metric takes Gross Margin
production a step further. It evaluates

how many GM dollars are produced
for each Inventory dollar carried on
average. From this, you can see your
return on investment for your largest
asset and consumer of cash. As you
become more efficient in GMROI, you
use less cash to produce greater mar-
gin dollars. In doing so, both cash
flow and profitability increase. 

GMROI = GM $ annualized /
Inventory $ averaged

Here is an example of how to use
GMROI and a few actions you can
execute to improve it. Let’s suppose
your goal is to keep GMROI at a min-
imum of $2.5 overall each month,
then your GMROI falls to 2.45. “Red
Flag!” You should not just sit and say,
“Well, let’s just watch it and hopefully
it will turn around next month.”
Instead, first seek to understand what
caused the decline. Study the possible
factors that could affect GMROI by
asking questions such as:

• Were sales targets hit?

• Was the minimum performance
standard (MPS) for gross margin
achieved?

• Was average inventory at the 
budgeted level?

Now, suppose that sales to goal
was above 100% and gross margin
performed over minimum perfor-
mance standard (MPS) at 52%.  If
your average inventory rose, causing
a decline in ROI, you could then dig
into why inventory on hand increased.
Ask questions such as:

• Was receiving as expected?

• Were deliveries and pick-ups at the
projected level? Capacity?

SEVEN RETAIL 

INDICATORS YOU SHOULD TRACK

“Recently, I 
have seen 

furniture businesses
range from 40% to
75%. 55% GM which
is doable if you
execute properly.” 
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You might discover that merchan-
dise dollars in the warehouse grew
due to a slowdown in delivery and
pickups. Once you identify this issue,

you can act fast to focus on improving
customer scheduling and filling trucks
to capacity. 

5.Net Income or Profit. At the
end of the day there is only one

way to be successful: to consistently
be as profitable as possible. At the
end of the day, cash is made from one
area of the business: profit. 

Net Income = Sales – Cost = Gross
Margin – Operating Expenses =
Profit Before Tax

Financial statements are the only
place to get this critical data. These

statements must be:

• Organized • Accurate • Timely
• Analyzed • Acted upon

This may sound obvious. Believe
me it is not. In the world of indepen-
dent furniture businesses, financial
statements often take a back seat.
However, operations that perform
constantly better in net income are
most often the ones that use financial
reporting as the key management
report. Statements must be properly
organized so they can be easily
benchmarked to top industry perform-
ers. They must be materially accurate

“If you discover that balance sheet elements are causing      
a consistent cash drain even though sales and profits 

are increasing, here are some possible    
actions that you can consider.”
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and verified against supporting infor-
mation so that the Businesses’ Leaders
can believe what they are looking at.
They should be generated on a timely
basis (by the 10th of each month for
the prior month) so data is current. It’s
critical that the management team
spends time every month analyzing
performance. Finally, the information
detailed in financial reports should be
acted upon, focusing on areas of
desired improvement and acting
appropriately.

6.Cash Ratio. Cash is called
“King” for a reason.  It dictates

what a business can and cannot do.

Even though all cash is derived from
profit, it can be gained or lost in many
ways. In fact, I have seen profitable
businesses go out of business because
they failed to watch their cash metrics
as well as attend to all the items that
affect cash flow. 

Cash Ratio = (Cash + Marketable
Securities) / Current Liabilities (bal-
ances due under 1 year)

A cash ratio of .5 is fairly decent
for a retail furniture operation.
Regardless of what your actual num-
ber is, the  most important thing is to
know your cash ratio number.  The

next most important thing is that you
know what affects it. Other than net
income, the biggest factors that move
this ratio under normal conditions are
fluctuating inventory, accounts
payable, customer deposits, and
accounts receivable.

Theoretically, if all these factors are
maintained at the same balance each
month, the only thing that causes cash
to change will be profit. We know that
in the real world this never happens.
Inventory is often the biggest culprit
on the balance sheet causing cash
flow fluctuations at retail.  

For example, if you discover that

“Let’s assume inventory
is at a good level to sales and that your product mix is efficient.  
Also assume that AP, AR, and customer deposits are at good levels.”
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balance sheet elements are causing a
consistent cash drain even though
sales and profits are increasing, here
are some possible actions that you
can consider:

• Keep tighter controls on open to
buy for new merchandise. Reduce
inventory to sales cap i.e., 15%
Inventory to Sales from 17%.

• Maximize Customer Deposits. Ask
for 100% down, require 50%
down, Collect 100% before deliv-
ery.

• Extend Payables to the maximum
point, especially on vendors with-
out discounts. Evaluate any ven-
dors requiring prepayment. 

For an alternate example, let’s
assume inventory is at a good level to
sales and that your product mix is effi-
cient. Also assume that AP, AR, and
customer deposits are at good levels.
In this situation, you might focus on
lowering operating costs to improve
the cash ratio. Generally, operating
costs in our industry range between
37%-43% of sales. I consider under
40% to be lean for most operations in
my consulting practice. For evaluation
purposes, your business should estab-
lish budgets that are based on com-
mon industry expense categories.
They include: General Administrative,
Occupancy, Advertising/Marketing,
Selling, Warehouse, Delivery, Finance,
and After Sale Service.

Having targeted budgets set-up
properly will help you spot an issue
that negatively effects cash flow, faster.
Improvement actions can be executed
sooner, saving you huge dollars.

7.Customer Feedback. Retail
performance indicators would

be incomplete without a customer dri-
ven element. You need to know what
your customers are saying about you

so you can seek to improve your ser-
vice. Over time this is perhaps the
most important factor determining

success and growth in the market-
place. The challenge is that cus-
tomer’s thoughts are outside any

SEVEN RETAIL 

INDICATORS YOU SHOULD TRACK
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report that you can process in your
management system. There is no line
item on a sales or financial report that
says, “Customer Value Rating”.  So,
smart retailers seek their customer’s
opinions. 

Surveys are nothing new. The way
they are being approached is differ-
ent. Start by doing two things: Keep it
simple. Ask after delivery. Here are
three basic questions:

• How did we do?
• What could we do better?
• Would you recommend us?

It is important that results are
tracked and reviewed. Any trends,
good or bad, should be spotted.
Ratings can be established for mini-
mum performance standards.  Actions
to improve should be executed to
improve the customer experience. 

For example, suppose you notice
that customers are reporting that they
would appreciate a shorter time win-
dow and advanced notice on their
deliveries. Bingo – an opportunity is
realized to improve the customer
experience. You could seek to imple-
ment faster routing and follow-up

technology that is available today.
This is just one example of hundreds
of possibilities. But to really find the
opportunity, you need to ask and to
listen. The big thing to remember is
that your ultimate performance judges
are the people you do business with.

Be a student of your business, not a
victim of it. These seven performance
indicators will help you stay on top of
your business from many operational
perspectives. Sales to Plan and
Average Sales focus on top line per-
formance. Gross Margin and GMROI
then hones in on what you make from
transactions and your return on invest-
ment. Net Income, Profitability, and
the Cash Ratio are concerned with
what you have left after all your
expenses and the strength of your
cash flow. And finally, customer feed-
back gives you valuable indicators as
to how you are performing in the eyes
of those that purchase your products
and services. Use these indicators
routinely and continuously together to
keep the pulse of your business
strong. Seek to improve them by dig-
ging into what affects their outcome
and take quick and decisive actions
within your operation. Doing this bet-
ter than your competition will give you
the advantage. 

About David McMahon: David
McMahon, Director of PROFITsystems,
Accellos Performance Groups is a
management consultant and certified
management accountant. He special-
izes in helping businesses grow prof-
itability, sales, and cash flow. Contact
David if you wish to discuss your busi-
ness challenges at david.mcma-
hon@accellos.com. 

See all of David’s articles at
http://www.furninfo.com/Authors/List.

“Be a student of your business, not a victim of it.” 
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Elran

Contact information on index page 96

Surya

Contact information on index page 96.

Italdivani 

Contact information on index page 96.
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Legends Furniture

Contact information on index page 96.

Ashley

Contact information on index page 96.

Douglas Casual Living

Contact information on index page 96.
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Loloi

Contact information on index page 96.

AC Pacific

Contact information on index page 96.

Simply Amish

Contact information on index page 96.
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Capel

Contact information on index page 96.

Woodworks

Contact information on index page 96.

Omnia

Contact information on index page 96.
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Contact information on index page 96. 

Lane

Contact information on index page 96. 

Natuzzi

Contact information on index page 96.

Nourison

Contact information on index page 96.
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Aria Designs 

Contact information on index page 96.
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Jaipur

Contact information on index page 96.

Horizon Home

Contact information on index page 96.

Borkholder Furniture

Contact information on index page 96.
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Whittier Wood

Contact information on index page 96.

Philips Collection

Contact information on index page 96. 

Abbyson

Contact information on index page 96. 

Thomasville

Contact information on index page 96.
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Broyhill

Contact information on index page 96.

Domicil

Contact information on index page 96.

Sunset International

Contact information on index page 96.
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FLOOR?WHAT’S ON YOUR

Show enough beds, the right beds, the ones your customers want to buy.
by David Benbow

D
o you ever lose sales to the
competition? Who doesn’t,
you might ask? More specif-
ically, do you ever lose sales

because of your showroom? And even
more specifically, do you lose sales
because you don’t show enough
beds, or show the wrong beds, or
show beds the customer does not
want to buy?

In this installment in the Better
Bedding and Mattress Sales series,
we discuss a lot of ideas on merchan-
dising your mattress showroom, you
may find useful.

How you set up your showroom
depends on a lot of factors, some of
which are: 
• How much space do you have

available?

• How serious a player are you in
your local mattress market?

• How much investment do you
have available for your mattress
showroom?

HOW MUCH SPACE?
Space, or lack of it, is often the

number one constraint facing a store
owner in developing a mattress
gallery. Over the past few years, the
big stores and mattress chains have
gotten a lot fancier in showing their
mattresses. This has almost reached
the point where the “presentation”
seems to take on more importance
than the merchandise. Of course,
manufacturers continue to outdo each
other in making pretty mattresses, so it
is felt by some that the showroom
ambience should match the elegance
of the product they are selling. This
evolution of presentation has natural-
ly increased the size, in sheer square
footage, of the up-scale mattress
gallery. Where mattress galleries were
once tightly packed with merchandise,
now open spaces prevail with tasteful-
ly marked walkways. This type of pre-
sentation, of course, takes a lot more
space. Some store owners, feeling
intimidated by the “big mattress

chain” showroom layout, worry about
the dilemma of not looking as good
as the fancy chain stores.

The real question is, what does the
elegantly appointed chain store show-
room speak to the customer? The first
thing that pops into my mind is “High
Prices.” Somebody has to pay for that
beautiful showroom with all the “wast-
ed” space, and guess who it is? 

So, the amount of space you need
depends a lot on how you want to
look. To be a serious “player” in an
increasingly saturated and difficult
market, anything less than 3000
square feet will compromise your mer-
chandise selection. As we all know,
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“Beds arranged by type of construction, tend to bias 
the RSA toward construction-type, rather than let the
customer decide the comfort level she prefers.” 
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landlords and tax assessors charge
you by the square foot, so the bigger
the space, the more money you will
pay. Some of the national chains are
devoting 6000 or more square feet,
and some highly publicized stores
seem to have no upper limit to the size
of their showrooms.

Therefore, the amount of space
devoted to your mattress/bedding
gallery depends a lot on the image
you want to present, but anything
under the above mentioned 3K
square foot mark, and you may not be
perceived by the customer (or manu-
facturers) as a serious retailer.

HOW MANY VENDORS?
This is a tricky question. Vendors

(manufacturers) are a jealous lot.
They want to be the only one on your
floor, and they only grudgingly relent
to other “inferior” vendors being
placed beside their products. As
usual, there are pros and cons to pre-
senting multiple vendors, or at the
other extreme, positioning your store
as a single-vendor. As a single vendor
store, you should get a lot more atten-
tion and support from your vendor
than if that vendor was just one of
many competing for space. The
advantages of carrying multiple ven-

dors are: you can offer a better variety
to your customer, increase the compe-
tition between your vendors, and gives
your store the appearance of being a
more diverse competitor. Beware of
the danger of too many vendors, how-
ever. Unless you have a very high vol-
ume store, the low volume vendors
will quickly become disgruntled with
your performance and the resulting
consequences could be unpleasant.

HOW MANY MODELS?
Before the surge in popularity of

specialty bedding about ten years
ago, the prevailing theory was that a
showroom needed 36 to 37 models,
at minimum, to cover all the important
price/feel combinations. Today, that
has changed. Before I offer a new
number, we need to consider all the
different kinds of beds that have
become available in recent years, and
their importance in the lineup of a
serious mattress player. 

In addition to the traditional inner-
spring sets, we now have specialty
beds, which include memory foam,
latex, airbeds, and then of course,
hybrid beds, gels, and so on. All these
innovations keep retailers scrambling
to stay up with the latest thing, and not
to fall short in the face of the compe-
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Finding GREAT PEOPLE Is What We Do!
Furniture Team is your top talent recruiting solution! From mid-level managers to
top executives in retail, wholesale, and distribution--let us find the best candidates
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dates to help you get the best team possible. 

• We work with home furnishings companies nationwide and abroad. 
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“As usual, there are pros
and cons to presenting
multiple vendors, or at
the other extreme,
placing your store as 
a single-vendor. ” 
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tition.
To determine the showroom config-

uration, I suggest creating a grid with
a  row of prices on the left side of the
page, and a column of “feels” across
the top . That way, there is a blank
form with all the possible combina-
tions needed. By “filling in the
blanks,” this method ensures that you
don’t omit an important placement on
the floor. Now, to the top column, the
merchandiser needs to also add spe-
cialty models, and their “feels”. In
past years, most specialty models
were in a much higher price category,
but as promotional mattress compa-
nies have gotten in on the act, there
seems to be no bottom for prices in
the specialty bed category.

You might ask the question, “Why
do I need all these beds?” My answer
is, you only need them if you want to
make sales. With the rapidly expand-
ing diversity in the mattress market,
somebody in your town will have the
beds you decided not to carry. They
will get the sale, and they should.

I always felt, as a retailer specializ-
ing in mattresses, especially in a mod-
est sized market, that I needed to have
at least one example of everything the
market had to offer. This meant carry-
ing, on my floor, every price/feel com-
bination and every construction type;
also, all price ranges from the cheap-

est twin to the fanciest, most expen-
sive, luxurious king set. Note, I make
this statement within reason. There are
some very expensive European
imports and their American counter-
parts that the careful store owner,
especially in a small market, might
want to admire from a distance,
before spending a fortune to have that
set collect dust on the floor. But, that
is up to the store owner, of course. For
a mattress specialist in a major market
area, this may be a different story.

ARRANGING YOUR FLOOR
This subject is big enough to con-

sume an entire article, if not a small
book. There are several formats by
which to set up and arrange your
showroom floor. Among them are:

• By price point. 

• By “feel” or comfort level. 

• By vendor. 

• By construction type of bed; for
example: all specialty beds in one
area, all innersprings in another
area, all hybrid beds in a different
area, and so on. 

My personal preference is to
arrange all models in the following
format: “Feels within Price Point.” This
means arranging the floor by price
point, in ascending or descending
sequence, depending on your prefer-
ence, from the front door to the back
of the store or gallery. Then, all the
beds representing every “feel” or
comfort level, or vendor, or construc-
tion type with similar price points are
displayed in the same area. For exam-
ple, all $799 queens, hard or soft, or
memory foam, etc., are displayed
together. Beds arranged by type of
construction, tend to bias retail sales

associates toward construction-type,
rather than letting customers decide
the comfort levels they prefer.
Displaying by price point and feel
gives them all the available choices
within a price point comfort zone,
right in the same general area, with-
out having to bounce around all over
the showroom to find the right bed.

When you set up your showroom,
where do you place the promotional
beds, the mid-priced beds and the
super-premium beds? I have observed
that a lot of stores place the super-
premium beds to the front near the
entrance, with the cheaper, more pro-
motional beds toward the back. This
placement is more a matter of choice,
I think, than anything else. The advan-
tage of having the premium beds on
display as the customer walks in the
door is, of course, that it makes the
showroom look better. There are a
couple of downsides. If price tags are
easily visible, the customer could spot
the high prices and turn away in
shock, exiting the store before a
speedy RSA can greet them. Another
disadvantage of this arrangement,
and I’ve heard of this happening, is
that in a neighborhood that has a
sizeable itinerant population, one of
these individuals might pop in and
make himself at home on a $10,000
king set.

ABOUT SIZES
In what size should you display your

floor models? This, again, depends a
lot on how much space you have
available. In my opinion, any set with
a price of $499 or above should be
displayed in at least a queen size.
Some studies show the most popular
price range is still $399 - $699 for a
queen set. If this is true in your store,

“The real question is,
what does the elegantly appointed chain store showroom speak to 
the customer? The first thing that pops into my mind is High Prices.”

“Every mattress set with a
price point above $499,
if the mattress is compat-
ible should be displayed
with an adjustable base.” 
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it is probably wise to
also display the $399 sets in
queen size. Anything below this price
can probably be safely displayed in
full or twin without danger of losing
sales. This being said, however, if you
have an abundance of space, even
promotional products look better
when displayed in queen or full. You
may be saying, “But, I don’t want to
sell promotional products!” Well, yes
you do, unless you promote your store
as a “high end, top of the line, super
quality only” establishment.

Many customers still buy promo-
tional beds, for their own reasons, not
yours, no matter how good a sales-
person you are.

The customer should be able to see
every industry-standard size bed
somewhere on your floor. These
include twin, extra long twin, full,
queen, king and even California king.
(Reverse these last two if your business
is in the state of California.) It is a
good idea, I think, somewhere on
your floor, to display a queen set next
to a full set, so the customer has a
clear idea of the difference in the two
sizes. Because of the large size of the
showroom, many customers will lose
perspective and insist that the queen
you are showing looks like a full size
to them. Promotional sets most fre-
quently sold in twin size mattresses
only or sets, should be shown in twin
size. Full size floor models should be
kept at a minimum, unless space
demands otherwise. When you sell off
your floor models, queen sizes, being

the better seller, are much
easier to dispose of.

FOUNDATIONS
Every mattress set with a

price point above
$499, if the mattress

is compatible (meaning it will bend
properly,) should be displayed with an
adjustable base. Some will argue that
this price is too low to try to “attach”
an adjustable base, but my experi-
ence suggests that you have a better
chance of attaching, or even better,
upgrading the whole sale, if you show
adjustable bases with any set that
might be placed in a master bed
room. Again, you may be saying,
“Adjustable bases are expensive to
‘floor’, and awkward to set up and
handle!” You are, of course, correct in
saying that. But, they are also very
profitable. Any set that is displayed on
an adjustable base has a much better
chance of “attaching” than if it is dis-
played on a standard foundation.
With an adjustable base under every
premium mattress, the RSA can incor-
porate an adjustable bed presentation
with just about every mattress presen-
tation.

The proliferation of manufacturers
and models of adjustable bases gives
the store owner an almost unlimited
selection. At minimum, I would sug-
gest at least a good, better, and best
sales story. “Best” should be the top of
the line with all features and benefits
that can be built into an adjustable
base. 

WHAT ABOUT BED FRAMES?
An often overlooked, but extremely

important question to ask when set-
ting up your showroom is the ques-
tion, “Which bed frame should I put
under this bed?” Of course, if you put
an adjustable base with every floor
model, this is no longer an issue. For
those floor models displayed with
standard foundations, however, let me
make a suggestion. Place all floor
models on premium frames, period.
Premium frames are stronger, better,
last longer and should be promoted
for ALL beds, not just master bed
rooms. Floor models get a lot of use
and abuse; and a mattress set sitting
on a promotional frame will sooner or
later crash or squeak at the wrong
time and embarrass the RSA or store
owner. Don’t let this happen to you.

BOOTS AND DISPLAYS
Trying out a mattress should be easy

for the customer. This means provid-
ing ample space between mattresses
so the customer doesn’t have to climb
over anything. Pillow floor models
should be available. Don’t forget, you
want to sell pillows, too. I like to see
temporary, or throw-away pillow cov-
ers given to every customer. They keep
your pillow models clean and most
customers do not like to put their head
on a pillow that thousands of other
heads have touched. Most manufac-
turers now provide “boots,” the wrap-
around cover at the foot of the bed.
These help keep the ticking neat and
clean, and they enhance the appear-
ance of the bed and the store. Price
tags, I think, should be made to look
as clean as possible whether attached
to the tape edge or placed in the slot
in the “boot.”

I also like to see educational

“To determine the configuration of a showroom, 
I created a grid with a  row of prices on the left side of
the page, and a column of “feels” across the top. 
That way, I had a blank form with all the possible 
combinations needed.”
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posters on the wall, maybe at the back
of the store, where they don’t cheap-
en the look of the store. Some posters
with technical information, such as
comparative sizes, coil types and
counts can be useful to RSAs in mak-
ing sales.

ADD-ONS
Part of setting up any showroom is

the display and promotion of add-on
items such as pillows, mattress protec-
tors, sheets, frames, headboards and
footboards, etc. How and where do
you display these items?

Unless you have space to waste, it
is probably not a good idea to display
too much bedroom furniture in your
mattress gallery. Integrating the mat-
tress gallery with a lot of bedroom fur-
niture, in vignettes, probably will sell
more bedroom furniture, but it is pos-
sible to disrupt a smooth mattress
sales process with too much furniture
cluttering up the area.

Pillows, mattress protectors and
sheets have become very important
add-ons in the last several years. My
suggestion is this: have a good selec-
tion, keep plenty of back-up, and
make sure the display and inventory
are far away from the exit door, near
the sales desk, so they don’t walk out
un-noticed on a busy day.

Don’t ignore bed frames. It is par-
ticularly important to upgrade the cus-
tomer to the best frame possible. The
mattress will perform better, the cus-
tomer will be happier, and the store
will have fewer complaints about
problems that originate with a cheap
frame. I strongly suggest a frame dis-
play with good, better and best cut-
aways and well trained RSAs who
know how to explain the benefits of a
premium bed frame

OLD FLOOR MODELS
For goodness sakes, don’t keep

floor models on display until they look
like garage sale rejects. In a busy
showroom, floor displays can become
shopworn quickly. I suggest selling
them off the minute they look anything
less than brand-new. Customers are
always looking for deals, and a neat
and clean floor model makes a cus-
tomer who is looking for a discount,
very happy. I know the manufacturer
will not give you a floor model dis-
count every time you replace a floor
model, but your showroom will cer-
tainly thank you for it. 

YOUR FLOOR LAYOUT
How do you know if your layout is

working for you? This is a difficult

question to answer. There is an old
theory in retail that says eighty percent
of your business will come from twen-
ty percent of your merchandise. It is
smart to stay on top of your sales, not
only in each category, and price point,
but also by every model on the floor.
If a SKU is not selling, or is moving
slowly, there is a reason for it. Either
the customers don’t like it, or the RSAs
don’t like it, or possibly both. In your
sales meetings, discuss slow movers
as well as fast movers. Find out why
the slow stuff isn’t selling. When you
find a better SKU to fill that spot, sell
off the slow mover and replace it.

SUMMARY
Your showroom is the most impor-

tant part of your business. It IS your
business. Do not neglect it. The owner
or manager should do a critical walk-
thru of the showroom every day. Look
for anything out of place and anything
that is missing. Check for dusty head-
boards, seedy looking covers, dis-
placed boots and pillows; anything
that degrades the order and beauty of
the showplace. Look especially for lia-
bility hazards that can pop up unex-
pectedly. Evaluate the performance of
every SKU. Stay on top of it. To neglect
your showroom is to neglect your
business.

About David Benbow: David
Benbow, a twenty-three year veteran
of the mattress and bedding industry,
is owner of Mattress Retail Training
Company offering retailers a full array
of retail guidance; from small store
management to training retail sales

“Place all floor models
on premium frames,
period. Premium
frames are stronger,
better, last longer and
should be promoted
for ALL beds, not just
master bed rooms.”

FLOOR?WHAT’S ON YOUR
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associates (RSAs.) His many years of
hands-on experience as retail sales
associate, store manager, sales man-
ager/ trainer and store owner of mul-
tiple stores in six different American
metropolitan areas qualifies him as an
expert in selling bedding at the retail
level. David is the author of the recent-
ly published book, “How to Win the
Battle for Mattress Sales, the Bed

Seller’s Manual”. This book is the first
to systematically present a complete,
organized, but easily read and under-
stood text book for mattress and bed-
ding retail sales associates, beginner
and experienced professional alike. It
is a complete training course in one
292 page book. The book can be pur-
chased on-line at either http://www.
bedsellersmanual.com or www.mat-

tressretailtraining.com.

He also offers hands-on training class-
es for retailers on a variety of subjects
and offers on-line classes that can be
downloaded from the websites men-
tioned above.

David can be contacted via e-mail at
dave@bedsellersmanual.com or in
person at 361-648-3775.

“With the rapidly expanding diversity 
in the mattress market, somebody in your town will have the beds 
you decided not to carry. They will get the sale, and they should.” 
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Editor’s note: This is the first in a series
of articles by Jeff Giagnocavo and Ben
McClure the authors of Mega Mattress
Margins and co-owners of Gardner’s
Mattress and More located in
Lancaster, PA. In this and future issues
Jeff and Ben will share techniques
they’ve used to increase mattress sales
and margins.

D
o you ever receive faxes
from your financing compa-
ny offering  promotional
periods of financing at dis-

counted rates? 
At Gardner’s Mattress & More we

turn these offers into profitable events.

In this article, I am going to take you
on a pretty deep dig of how you can
also create events starting with these
everyday financing offers to drive busi-
ness into your store.

If you decide to do a promotion
such as this, your goal will be twofold.
You will want to increase your average
sale by attaching items that customers
would not normally purchase.  You will
also work to get customers to visit your
store based on a "no money down, no
interest for 50 months offer."

THE OFFER
Last October we used a “50 Months

No Interest Offer” that Wells Fargo
developed to celebrate
their 50th  anniversary of
offering consumer financ-
ing to create a “Sign,

Sleep, Dream” event.
The breakdown on this financing

offer was a steep 11% discount rate, so
we had to find a way to build into our
promotion a way to cover that cost.

Our solution was to create an
accessory promotion to attach to each
sale that essentially covered the cost of
financing plus returned a 20% margin
on the accessories (see Chart 1 on the
following page). 

For those of you who are reluctant to
offer long-term financing due to the
cost, you will be interested in our expe-
rience. We found that 80% of the peo-
ple who responded to our offer settled
on the upper end package as shown.
Regardless of purchase price of their
mattress, they all wanted to add on
premium accessories when it was only
$15 a month extra.

How Gardner’s Mattress & More turned a fax offer
into a profitable Sign, Sleep, Dream promotion.

by Jeff Giagnocavo and Ben McClure

“We’ve found that it’s important 
to include deadline dates with our
offers that include a sliding scale of 
discounts on accessory packages.”

MATTRESSES
MONEY UNDER YOUR
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ATTRACTING CUSTOMERS
FROM  “OUR WORLD”

Last October there were no vendor
events going on and we weren’t happy
to just sit back and hope the door
would open. That’s how the Sign,
Sleep, Dream event was born. 

The event was promoted via email to
a house list of contacts from “Our
World”. What is meant by “Our
World”?  These are customers who
previously visited our store but haven’t
yet bought. Because contact informa-
tion for these shoppers is collected, we
are able to continue to market to them.
And, these are people who have
downloaded our book, entered our
contests, or submitted their names,
addresses, etc., via mail for informa-
tion to be sent to them.

We also promoted the Sign, Sleep,
Dream event in all of our newspaper
ads plus followed up the emails with a
three drop postcard campaign to “Our
World” contacts.

To make the process of collecting
information and promoting easier,
we’ve created a CRM software pack-
age so all of this is done automatical-

ly, no licking stamps, no
typing out singular emails.
It is very powerful.

You may be asking why
we email and mail?
Simple, how many emails
did you delete today? And,
how many emails did you
delete, that you didn’t read, from peo-
ple you know? My guess is a few too
many. And those are from people you
know and care about.

We aren’t so foolish as to think that
just because we had a nice conversa-
tion with a prospect, we can rely on
our clients saying, “Those Gardner’s
guys sent me an email. Let me put
down my lunch and call them right
back with my credit card!”

No, it takes more. In a time where
we are subjected to upwards of 5000
advertisements daily (DM News July
2013), it takes more to corral the
attention of a prospect, especially if
you are selling to their need as op-
posed their want.

DEADLINES
We’ve found that it’s important to

include deadline dates with our offers
(see the example on the previous
page)  that list deadline dates and a
sliding scale of discounts on accessory
packages. This creates an incentive for
customers not to wait until the end of
the event period to respond.

Let’s face it, without a deadline
much in this world simply does not get
done. So why did we choose not to
offer discounts on the mattresses? Well
first, we have more margin to play with
on accessories than we do the main
product, but second we are telling the
customer that there are accessories to
purchase, and they are in fact required
to qualify for the “50 Months No
Interest, No Money Down Sign Sleep
Dream” event.

WHAT HAPPENS NEXT
The next step is to make sure that
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Items Sold (a) Total Sale

(b) Total Sales Dollars
On Ticket Without

Sleep Package
When Financed

(c) Average Cost
Of Sleep

Packages Written
& Delivered

(d) Avg. Sales Price On
Packages Written
& Delivered With

Finance Cost

(e) Total Sales Dollars
On Ticket With
Sleep Package 
When Financed

(f) Total Cost Of
Financing
On Ticket

(g) Dollars Made On
Package (goal to
add on to offset

financing charge)
=(d)-(c)

(h) Difference In
Financing Cost

Versus Additional
Dollars Made On

Accessories =(g)-(f)

Queen Tempurpedic
Cloud Supreme

$2699 $1191 $282 $753 $1577 $379 $471 $92

Queen iComfort
Savant

$1799 $771 $282 $753 $1242 $281 $471 $190

Queen iSeries
Corbin Firm

$1299 $506 $282 $753 $977 $226 $471 $245

“The breakdown on this financing offer 
was a steep 11% discount rate, so we had
to find a way to build into our promotion
a way to cover that cost.”

The dollars made on the accessories packages more than compensated
for the financing cost. See the far right column (h) above. Promotional in
store signage at right outline the options offered and the benefits of 
purchasing an entire package of accessories.

Chart 1: Financing Cost & Revenue Calculations
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sales associates know what should
happen when a customer walks in,
and how to present sale packages
offered with the Sign, Sleep, Dream
event financing offer (monthly payment
amount with accessory package
included) to customers once they have
shown an interest in this promotion.

So, your staff needs to be trained to
professionally present your mattresses,
accessories and the promotion, but
more is required. In order to  move the
client from a need to a want mentality
you must provide a singular in-store
experience. You must think about and
control how they experience you, your
store, and your products.

At Gardner’s we sell the same mat-
tresses that most others do. But how we
attach and sell at higher ticket prices is
what separates us from the rest.

We make sure that what customers
experience the minute they walk in our
door is different. It’s in how we greet
them, how our store looks and the
questions we ask. 

We don’t barrage them with infor-
mation they don’t care about like coil
counts and foam densities. And,
unlike most other stores, we are OK
with them walking. That’s because a
robust follow up CRM mechanism
releases the pressure (we feel and they
feel) so we can relax with them and
they can actually relax with us.

MINDSET SHIFT
Now some inside baseball here.

Our experience is that if we are able to
book a Dream Room appointment with

a customer responding to a
promotion such as our
“Sign, Sleep, Dream” event,
we know they will buy 100
percent of the time even if they
don’t buy that day. A Dream
Room appointment is a private mat-
tress testing room designed to allow
our customers to have a unique oppor-
tunity to “try before they buy” any mat-
tress in a no-pressure, quiet environ-
ment.

We have yet to have someone not
buy using the Dream Room. It may not
be that day, but at last count the
longest time lapsed between a presen-
tation and a sale was three weeks.

That’s because even if we don’t sell
them a mattress set today,  we do sell
them the benefits of buying from our
store. In essence, we reframe their ini-
tial mindset that is, “who will I buy
from?” to, “what will I buy from
Gardner’s?” 

So what about those who respond to
a promotion, but do not book a
Dream Room appointment? And hon-
estly, there are more of these than
there are Dream Room appointments.
Well, we are moving them forward in
the sale too. By collecting their contact
information for proper follow up that is
both systematic and automatic, we
begin the process of moving them
toward doing business with us.  

Certain customers, those that come
to us via road signs and word of
mouth, leave with our book and testi-
monial “fanbook.” Price shoppers,
who usually come to us without  being
referred or having done prior business,

leave with our Ben Buck coupons and
a shopping checklist.

And those that come to us with rave
reviews are often booked into the
Dream Room, but if not, they leave
with a very specific sleep assessment
describing the best fit to their own indi-
vidual sleep needs.

Today’s customers command your
attention, they need to know you want
to earn their business and value it. The
days of a one size fits all mattress are
long gone, why sell and promote with
a one size fits all approach?

About Jeff & Ben: Jeff Giagnocavo
and Ben McClure co-own Gardner’s
Mattress & More in Lancaster, PA a
multi unit destination boutique mattress
store.  They also co authored the book
“Mega Mattress Margins” and “Retail
is Dead” as well as created the indus-
try’s only turn key, done for you, sales
and marketing machine called
Automated Mattress Profits that creates
captures and converts prospects into
paying customers.  Questions on any
aspect of bedding promotion can be
directed to Jeff and Ben care of edi-
tor@furninfo.com. To get more infor-
mation on their “Automated Mattress
Profits CRM system visit   http://
www.AutomatedMattressProfits.com.
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“If we are able to book a Dream Room 
appointment with a customer responding 
to a promotion such as our ‘Sign, 
Sleep, Dream’ event, we know they 
will buy 100 percent of the time.”

MATTRESSES
MONEY UNDER YOUR
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ART VAN FURNITURE
Success Story: Growth, persistence and hard work since 1959. 

by Janet Holt-Johnstone

Retail Success Stories

I
t was an historic first. An event to
remember. Inscribe Sunday,
September 6th, 1964 on your per-
petual calendar, one of those auspi-

cious dates to celebrate and to emulate
if you can. It was the day Art Van
Elslander eclipsed the Beatles!

Consider for a moment those four

charismatic lads from Liverpool. On
their first tour of the U.S, backed by high
power promotion, with 5,000,000
posters distributed nation-wide plus
every other media proven effective at
that time, the Beatles packed Detroit’s
legendary Olympic Stadium’s 15,000
capacity at both afternoon and evening
shows. They’d come prepared to con-
quer. At least they tried.

But simultaneously, “Mr. Van”, star
entrepreneur, ran dynamite round-the-
clock radio commercials, inviting one
and all to visit not the Beatles, but his
magnificent pavilion furniture liquidation
sale, staged at the Michigan State
Fairgrounds that very same day.

He had reached a jumping off point.
An economic downturn had precipitated
a decline in sales. With seven stores, Art
had taken on three partners, his brother
Bob, Dan Fox and Bob McEachin and,
to quote the company bio printed to

mark the 50th anniversary (1959-2009),
“He knew as sure as sofas have cushions
that he couldn’t run the company ‘busi-
ness as usual’. The company was facing
the possibility of bankruptcy.”

He knew it was time “to get creative”.
Then and now, Art loved a challenge.
He packed the 27,000 square foot
space wall-to-wall with inventory. He
knew he had serious competition and he
“was worried we wouldn’t have anyone
at the sale because of the concert”. But
customers swarmed the pavilion in their
thousands. Art and his team converted
everything to cash. “Many of my peers in
the industry came out to help with the
sale, even those who worked for other
companies. That was amazing.” And he
added, “It was extremely humbling. We
were on our knees. Before that sale, we
couldn’t pay our bills.” And, “It taught
me an important lesson, do not expand
beyond your financial ability.”

Pictured at far left 
is Nigel Barker, 
photographer, 
filmmaker, celebrity
judge and author
with Mr. Van. Photo
was taken at the
Bernhardt
Showroom, April
High Point Market,
the “Art of Style”
promotion 
introducing the
2014 Spring Style
Catalogue.

Also the opening of  
Art Van’s newest
store in Woodridge,
Illinois.
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Retiree Clint Loren, who was Art’s sec-
ond employee back in 1961, worked at
the sale “nearly around the clock. Times
were tough. We had a lot of merchan-
dise and no money.”

And Al Hassan, Art’s very first employ-
ee, said, “That sale was one of Art’s
most glorious moments. It was one of
the greatest comebacks we had. That
sale helped put us back on the map.”

Now, circa 2014, a half-century later,
Art Van Furniture is the top family owned
furniture retailer in the Midwest and the
fifteenth largest in the United States. Art
Van Elslander, founder, now champions
the role of Chairman. His sons work with
him, Gary Van as President, and David
Van, Vice President of PureSleep and
Clearance Centers. The company cur-
rently employs close to 4000 people in
its “family of associates”. There are 37
stores in Michigan and seven more out-
side the state in Ohio, Illinois and
Indiana. It also operates 40 Art Van
PureSleep free-standing bedding stores
in Michigan, Ohio and Indiana.

“We’ve found sleep stores are the

fastest growing specialty channels.
Research tells us that bedding is pur-
chased as a matter of convenience after
a bad night’s sleep or a bad back.
People want to buy a new mattress right
now! So we have added the free-stand-
ing stores as a matter of convenience.”
And with all the bells and whistles of
advanced technology. 

Paul’s TV, “The King of Big Screen”,
found a home within Art Van stores. And
in spring this year, the company
acquired World of Floors, the largest
specialty flooring chain in Michigan with
27 stores. Said World of Floors former
CEO, Emil Pedick, “I envisioned a store
within a store concept that leveraged the
marketing and customer base” of the
operation. 

Born in Detroit to Achiel Elslander and
his wife, Rosa, endowed with their sturdy,
disciplined Belgian traditions, Art was
inspired and motivated from his earliest
days by his father’s stability and strong
work ethic. Art talks about his Dad’s lack
of formal education, that his indepen-
dent spirit propelled him from hard

labour into the proud ownership of a
Detroit bar. “He worked very hard but he
always said, ‘It’s mine, and I can be in
charge of my own future.’”

Undoubtedly he was inspired as well
by his environment, by the City itself. A
major great lake port connecting the
Great Lakes System with the St.
Lawrence Seaway, Detroit was and is
one of North America’s most fascinat-
ing, volatile and energetic centers of
transportation, business, finance and
culture. Sports legends rank high with
the legendary Tigers and Red Wings,
international sailboat racing and, once
upon a time, the great boxer Joe Louis.
The music of MoTown was and is
enjoyed worldwide. Then there are the
astonishing treasures of the Detroit
Institute for the Arts, the enchanting
Cranbrook Art Museum and the extraor-
dinary Greenfield Village, where the ori-
gins of the automotive industry come
alive. The City’s history is lengthy and
dramatic with potent memories of the
Seven Years War and the War of 1812.
In the 1920s, with Prohibition, Detroit
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“Half century later, Art Van
Furniture is the top family
owned furniture retailer in the
Midwest and the fifteenth
largest in the United States.”

Ad from April 25, 1971

Store at 13900 E
Warren, Detroit,  from
the early 60’s and truck,
long since retired.

furnworld07-14most5_furnworld  6/29/14  7:42 AM  Page 68



69 furnworld 0714 miff_Furn World  6/27/14  2:09 PM  Page 69



celebrated intrigue and infamy as the
”rum running capital of the world”.
During World War II, no one disputes
Detroit’s role as the respected Arsenal of
Democracy.

Growth, persistence and hard work
were in the air and young Art caught all
the passing breezes. He began life run-
ning. As a kid, Art sold newspapers on
the streets of Detroit. Then one day his
father took him to a haberdashery called
Square Menswear, owned by Sarah and
Abe Selikson. Asked Dad, “Do you have
a job for my son?” The answer was
“No”, but Dad persisted and the
Seliksons eventually hired the teenager. 

It was about this time that Art changed
his name. As a salesman he “wanted
something more catchy and memo-
rable” than Archie. And his surname was
too long. So, to his world, he became
Art Van. 

One of the Selikson’s relatives, Aubrey

Shapiro, another haberdasher, later
hired the then 16 year old to sell suits
and overcoats. Art’s eldest daughter,
Debbie, said, “It’s a reminder of how
closely fashion, style, clothing and furni-
ture are related. The Seliksons and the
Shapiros taught him every aspect of the
haberdashers’ trade to the refinements
of men’s shirt cuffs and fabrics,” she
said, “My father has always had an eye
for style”. And, said Art, “With that back-
ground it was easy to transfer into the
furniture business”.

The road leading to Art’s encounter
with the Beatles and beyond is lovingly
detailed in the company’s 136-page
history in illuminating and entertaining
chronologic order. He began his climb
in 1951 when he joined Crown
Furniture. By 1953, he had jumped the
ranks to store manager. In 1954, Art left
Crown and, with his partner, Jack
Medvin, opened Shorewood Furniture as

St. Clair Shores. But his former boss at
Crown called him back. He returned as
operations manager of three of Crown’s
stores.

Success, yes. But with his Dad’s words
ringing in his receptive ears, Art still
wanted his own business, to be “in
charge of his own future”. The first Art
Van store, 4000 square feet, was locat-
ed at Gratiot Avenue and 10 Mile Road.
To finance it, Art, then a father of five,
age 29, mortgaged his home.
Unbelievably, he added two stores that
same year in Warren and Detroit. In
1960, another store came aboard and,
a landmark, Art hired his first employee,
Al Hassan. You could logically ask, his
first employee? How in the world could
he have managed alone? Son Gary,
Art’s eldest child, explains. “There was a
house set-up beyond the store show-
room, and my Dad ultimately made that
area a part of the store’s showroom.”
Gary was seven years old when Art
opened shop. “My Dad started by him-
self. When I say himself, I mean himself.
If he had to go to the bathroom, he took
the cashbox with him. He also made all
the deliveries.”

“Bedding is purchased as a matter of
convenience after a bad night’s
sleep or a bad back. People want to
buy a new mattress right now! So we
have added the free-standing stores
as a matter of convenience.”

At left, management group standing in front of the
first store (l to r) includes, Don Fox, Bob McEachin,
Bob and Art Van Elslander, the management team.
Their message to customers: “OUR DREAM CAME
TRUE! Over the years we’ve enjoyed the continued
patronage of those who like fine furniture at the best
prices anywhere. Now, Art Van has four modern 
locations and we will open our fifth store on Ford
Road.  Let’s get acquainted.  There’s no obligation
to you.”

There are currently 40 Art Van PureSleep
free-standing bedding stores in Michigan,
Ohio and Indiana
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Art reflects now, “I was very deter-
mined. I got married when I was 19
years old and we had one kid after
another.” Today, he has 10 children. “If
you don’t think that motivates you, noth-
ing will! I figured I’d better get out and
move it.”

In order to comprehend the family’s
dedication it’s important to expand our
overview of their home as well as their

business lives, intermingled as they were.
Gary and Debbie both got their first pay-
checks at an early age for sweeping and
dusting as did Ken, at age 10, Art’s
training philosophy involved providing
his children with a variety of simple
responsibilities. Ken did officially join the
company later; he retired in 2008.
Debbie was Art’s administrative assistant
until her retirement in 2005. Other fam-
ily members have been part of Art Van’s
over the years, grandchildren and oth-
ers. A family affair.

Said Gary, “I’ve learned from Dad

that the family members who chose to
work here are here because they are
responsible and want to be here. It’s a
privilege and not something that’s just
given to you. That’s important to me.”

It wasn’t all work, the kids had fun,
too. After store hours and on Sundays,
chores were accomplished around the
house rewarded by trips to the local
drive-in theatre and, in the summertime,
the family rented a cottage at Caseville,
Michigan. And the troop spent many
hours driving around with Dad before or
after the theatre looking for new store
locations.

In 1961, another store was acquired,
this one in Farmington. Clint Loren,
employee number two came on board.
A year later, Art Van Furniture acquired
its first warehouse on Groesbeck Avenue
in Warren. By 1963, seven stores bore
Art’s name. And then, of course, as
we’ve seen, 1964 presented its own
unique challenges!

After the fabled Beatles Bash, Art sold
three of the stores to his partners and
kept four. He bought out his partners
eventually, and again became sole
owner. The company grew steadily, and
by the early 1970s, 15 Art Van stores
graced the Detroit region. He was open-
ing locations as competitors in the mid-
market segment were closing, either
downsizing or going out of business
completely. Said Art, “From 1964 to
1970, I was pretty solid. I had made it
pretty well. My key was to never extend
anything – I either paid for it or had the
I’s dotted and the t’s crossed so there
was no chance of losing.”

There’s no doubt that Art’s father was
his primary mentor. But as Art matured in
the business world he discovered Peter
Drucker, the management consultant,
educator and author who invented the
concept of management by objectives.
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Ad (left) ran in August 1968, featuring
“International” Decorator Mediterranean
Velvet & Brocade Nylon, Plan-a-Room
Grouping for $599.95. 

ART VAN FURNITURE 
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Drucker drew attention to the emerging
“information society” and the necessity
for lifelong learning that featured the
study of behavior and relationships. One
of Art’s distillations of Drucker’s wisdom:
“Take care of the customer and every-
thing else will fall into place.”

As the years went by, Art absorbed
more of Drucker’s wisdom. “His
(Drucker’s) position was that most suc-
cessful people continue to do the things
that brought them their success. If they
continue to do that, they are doomed to
failure. The reason for that is that things

continue to change and that you must
change. I believed that. I understood it.
I really took it to heart.

“But it’s easier said than done. The
words are very simple. Doing it is some-
thing entirely different. You have to make
sure you have people who are aware of
what’s going on particularly in the style
and fashion business that we’re in. You
have to be aware of what’s going on in
marketing. You have to continue to
update your stores on a regular basis.”

The chronology ride jumps off again
at the 1970 acquisition of the Tech Plaza

store. In 1971, Royal Oak, Drayton
Plains, Dearborn Michigan Avenue and
Schoenherr turned on their lights. In
1973, Art moved the Tech Plaza store,
corporate headquarters and the ware-
house to the present 14 Mile Road loca-
tion. 1974, ’75 and ’76 saw warehouse
additions, the development of a training
department and, year 1977, the open-
ing of the Flint and Lansing stores. ’78,
’79 and ’80 introduced the Art Van
credit card, the active design depart-
ment and the arrival of the Livonia store.
The next five years continued the race,

“To finance his first store, Art, then a father of five,
age 29, mortgaged his home. ‘If you don’t think
that motivates you, nothing will!  I figured
I’d better get out and move it.’’”
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efficiently opening and closing stores,
adding to the warehouse facility and
centralizing the service department. 

1985 also marked the advent of the
first Clearance Centre. These Centers
sold damaged or overstocked merchan-
dise at 40 to 70 per cent off retail,
allowing the company to increase its
market penetration. Art’s son, David Van
Elslander, buyer for the Centers, said,
“Art’s thought was to draw clearance
centre shoppers into the store. Whether
or not they bought at the first visit, they
were intrigued by the ‘clearance’ lure.
We cast a wider web. Today, the Centers
represent the starting price point for us.
In fact, 75 per cent of the business that
is done is brand-new merchandise,
something I’m not sure many people are
aware of. The remainder of the sales are
comprised of slightly damaged mer-

chandise, special order returns, special
purchases and one-of-a-kind items.”

The following year the video commu-
nication department came into being.
No pause for breath! They soared into
the ‘90s with massive additions to the
warehouse, 13 more stores, more clear-
ance centers, pioneered the mattress
express service and the same-day ser-
vice programmes, and somehow found
time to rescue the great Thanksgiving
Day Parade! (More about that later.)

Art Van’s massive warehouse is “prob-
ably the largest furniture warehouse in
the nation”, said Manager John
Schachermeyer. “You never know where
we might ship to, Florida, Texas, Hawaii,
Alaska, Canada or Beirut! We have a
huge inventory and stock for immediate
delivery. Of course, customers want it
yesterday.”

Said Art, “Our warehouse covers a
million square feet today and that allows
us to stock about 98 per cent of the fur-
niture found in our showrooms.” There is
a European-inspired robotic retrieve and
replenish system, and “a fleet of delivery
trucks that treks more than five million
miles per year through Michigan and
Canada”.

The warehouse is as green as can be.
And so is delivery with the company’s
award-winning interest in alternative
fuels for those trucks. Automation
reduced the warehouse’s footprint and
utility usage with very little lighting, heat-
ing and cooling needed, 75 per cent
less when compared with a traditional
warehouse. And, working with a variety
of charitable organizations, Art Van recy-
cles furniture and mattresses, partici-
pates enthusiastically in Arbor Day tree-
planting programmes, and recycles tons
of cardboard, plastic, metal, office
waste and wooden pallets. 

Leading up to the Millennium, more
stores and more clearance centers
opened, lots of remodeling, computer
systems were installed, public rela-
tions/communications joined the fray,
and next-day delivery was initiated. In
2006, commercial credit was offered to
“guests”, and lifestyle presentations in
the showrooms were staged. Feel a bit
tired? Not Art. Diane Charles, Van
Elslander’s communications expert, said

Joe Capillo's LIVING
ON THE TOP LINE
helps furniture retailers
create and implement
customer-centric 
selling systems.

Make the most out
of every customer
engagement!

Win & 
Retain
Customers
Order Living On The 
Top LIne Today at...

Amazon.com - $22.45

Entering the Woodbridge store.  Features the latest display styling,
with no atrium, larger aisles and the calling out of product lifestyles.
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“Mr. Van told the staff that the only thing
that would remain the same at Art Van is
the name on the building. You can
choose to go backward or forward and
we choose to go forward.”

He and his colleagues are constantly
on the lookout for talent. Recruiting
methods are as varied as the candidates
they recruit. “We utilize traditional
recruiting methods, advertising in news-
papers, on line and on the radio and
occasionally television. We are also very
active in the ‘new media’, advertising on
social websites such as Linked-In, Twitter
and Facebook. But we still find that the
best candidates come from word of
mouth and associate referrals. Our
associates know what kind of talent
works best and they want to attract and
retain other talented associates on our
team.

“We are very proud of our training
program. We honestly believe it is the
best in our industry. We know for a fact
that many of our direct and indirect
competitors would love to get their
hands on our training materials because
some have even asked to buy them from
us. We offer a wide variety of training,
ranging from instructor classes and
workshops, self-paced materials and
even video-supported training. Our next
step is to deliver our training to associ-
ates right on their mobile devices, which
we’ll do this year.

“In order to attract and retain associ-
ates in any position you need to offer
competitive salaries and benefits. Art
Van associates receive commissions and
can earn a six-figure income if they are
good at what they do. Many of our man-
agement positions receive performance
bonuses based on our company’s per-
formance, and every associate ‘from
stockroom to boardroom’ receives an
annual profit sharing award based on

company performance. This latter bene-
fit is one we have been proud to provide
for over 30 years. In addition, we have
always maintained one of the best pack-
ages of health and other insurance ben-
efits, no small achievement during these
difficult times.

“We currently employ between 3500
and 4000 in our ‘family of associates’.
Over the past few years we have grown
very rapidly, adding almost a 1000
additional associates in the last three
years. We could not have successfully
grown as rapidly if it were not for our
care of long-term associates. Almost 30
per cent of our associates have been
with us 10 years or more, a remarkable
number in an industry where the average
tenure is often measured in months, not
years. We are especially proud of the
fact that almost 150 of our associates
have been with us 30 years or more, a
veritable lifetime of dedicated service.
These associates are family!”

Many Art Van sales associates are cer-
tified interior designers while others not

in possession of design certification have
“a dedicated and loyal clientele who
look to them for design and style infor-
mation. However, our Scott Shuptrine
division employs only certified design-
ers”.

Independent designers are encour-
aged to bring their clients to the stores.
“We know that many private clients of
designers are looking for ‘affordable
luxury’ and designers want to help their
clients find ways to stretch their furniture
dollars.”

Design has always been a strong fac-
tor in Art Van’s success story, “timeless
elegance” with a top spin of au courant
excitement. The Van Elslander’s “eye for
style” was showcased when Scott
Shuptrine Interiors opened in Royal Oak,
the $3 million, 13,000 square foot flag-
ship store, a product of more than a year
and a half of planning. And there are
two 5,500 square foot galleries within
full-line showrooms at Art Van’s Warren,
Grand Rapids and Petoskey stores. It’s
actually a re-introduction for Shuptrine;

“As Art matured in the business world he discovered Peter Drucker, the 
management consultant, educator and author who invented the concept 
of management by objectives.”
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it was originally acquired in 1986 but
closed in 2002 because of the compa-
ny’s need to focus on core business.
Now the spectacular new studio will lead
the company into luxury territory.

A website has been launched with a
social media campaign that ties back
into store happenings where pho-
tographs are taken, so “people get a
chance to see themselves with their
friends participating in social activities.”
Kim Yost, CEO, said, “It’s a kind of
Facebook, Twitter meets dotcom kind of

thing. We created the space to be very
social. There are amenities to entertain
and serve guests, a piano at the foot of
the staircase, a dining area and bar and
a board room for group meetings or
huddles between consumers and design-
ers.”

The flagship store is uniquely struc-
tured, cleverly carved from a former
parking space underneath the full-line
store with its own special entrance as
well as a dramatic interior entry into the
45,000 square foot Art Van showroom
above. Exploring the new studio is an
adventure; it features 60 outstanding
room vignettes and about a third of the
settings will change on a seasonal basis.
Suppliers include Bernhardt, Drexel
Heritage, Huntington House, Theodore
Alexander, Curate, Elite Leather,
Massoud, Natuzzi Italia, French
Heritage, Maitland-Smith and Nathan
Anthony. 

“Upholstery receives special empha-
sis,” said Yost. “We want to own the liv-
ing room. Our goal is for every luxury
resident to have upholstered seating,

whether stationary or motion, bought
from Scott Shuptrine, because it is the
statement of the home.” He added that
the eclectic presentations are one of the
ways Art Van is separating itself from
competition. The connection with the
strengths of Art Van lowers its operating
costs and opens up more goods and
services to the consumer. “All the back
end is now shared with Art Van.
Distribution, logistics, supply chain, the
HR, payroll accounts payable and
receivable. We’re benefitting from all the
synergies of the back end.”

Promotionally, they have partnered
with two local luxury magazines, The
Hour and Ambassador. Store events will
be hosted in conjunction with the publi-
cations and their mailing lists.

And Scott Shuptrine has become
involved with area luxury realtors as well
as independent designers for the store to
become “their residence for events” and
the go-to place for products, services
and fulfillment.

There’s an expectation when the
“build-out” is completed to do approxi-
mately $20 million in annual sales.

Kim Yost came to Art Van from The
Brick, where he also served as CEO.
Based in Edmonton, Alberta, The Brick is
the parent company of a large
Canadian chain.  Both “Mr. Van” and
Kim Yost have “leadership teams”, and
they’ve formed a brains trust. Said Art,
“The operation of the brains trust is sim-
ple. The rules of the game are we don’t
have any rules. Whatever ideas the trust
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“Every associate from
stockroom to boardroom
receives an annual 
profit sharing award 
based on company 
performance.” 

There is a European-inspired robotic
retrieve and replenish system.
Automation reduces the warehouse’s
footprint and utility usage with very
little lighting, heating and cooling
needed
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comes up with, if a majority says ‘no’,
we don’t go for it. But we’ve been doing
some things that are really unusual.”

He talked of a promotional pajama
party for customers. “We used Twitter
and Facebook, and two women at the

ABC television station in Grand Rapids
as connections. It was held on a Sunday
night in the super-cold of winter. We had
450 people sign up and 900 came! It
was unheard of, different, never been
done before and it’s the kind of thing
that gives you exposure. The women
loved it. We’re trying different things, it
works.” Peter Drucker would have loved
it, too.

Art Van marketers are very well aware
of the current growth of Detroit’s popu-
lation, a resurgence. Particularly interest-
ing is the young professionals demo-
graphic, “the Millennials”. Plans are

afoot for special promotions targeted to
this energy-packed group. At the last
High Point Market, in fact, an event that
fit the bill admirably in its potential for
outreach was staged. The Art Van
Furniture’s 2014 Spring Style Catalogue
had been created in collaboration with
Nigel Barker, internationally renowned
photographer, author, filmmaker,
celebrity judge in reality television and
host of The Face of Oxygen. Art’s 144-
page Catalogue shows “the flair and
function of the season’s stylish collec-
tions through Baker’s high fashion lens”.
The event to preview the catalogue was
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“Here at Art Van we go
beyond welcoming
guests to provide them
with an experience
that is so positive, so
memorable, that they
become clients for life
and ultimately advocates
for Art Van Furniture.”
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hosted by Art Van at the Bernhardt
Showroom, a private “Art of Style” lun-
cheon attended by both Alex Bernhardt
Senior and Junior, Art and Nigel Barker,
media and key industry leaders.

This gorgeously conceived and print-
ed catalogue themed to “capture what
women want this spring, effortless style
that reflects their unique lifestyles and
creative spirits”, was then presented to
consumers at two special parties back
on home turf and at the Chicago store.
Guests enjoyed refreshments and music,
and one of the highlights of the events
was a “Supermodel Search” runway
competition in which one grand prize
winner at each store was selected by a
panel of celebrity judges, including “Mr.
Van” and Barker.  The winners were fea-
tured in an Art Van Furniture advertise-
ment, and received a $1000 Art Van gift
card as well as a framed, autographed
photo with Barker as a momento of the
fete. 

The Catalogue was made available
“as long as they lasted” at all Art Van
locations in Michigan, Illinois, Indiana
and Ohio. Another “really unusual pro-
motion”! 

Preferred methods of reaching con-
sumers nowadays obviously involve gor-
geous catalogues as well as television,
radio, print, Internet, social media and
direct mail. “Mr. Van believes there is
more than one way to sell a
sofa. 

We are always creating new ways to
get folks into our stores whether it’s a
ladies night out, Disney stars, catalogue
parties or charity fundraisers.”

Advertising was key to overcoming
Beatlemania as round-the-clock radio
proved. Television ads now are featured
at strategic times of the day.
“Newspapers carry a preprinted circular
from Art Van regularly, and special
announcements appear on other days of
the week in newspapers.” Every week TV
and radio promote showrooms, bedding
and the clearance centers. In the highly
competitive 1970s, Art “kept up with the
advertising.” He was one of the first fur-
niture retailers to use TV in the Detroit
area. In the ‘90s, he leaned heavily on
print with full-page full-color ads in the
papers three or four times a week.

President Gary, “Always listens to or
reads the ads, see where they are posi-
tioned, what time they come on, what
precedes them. “

Celebrity ads have been and are
used. “People tend to tie the personality
with the company. If they like the per-
sonality, they will like the company.” 

On-line sales were initiated in 2000,
just in time for the new century. The
incorporation of Paul’s TV on-line as
well as in-store combined with room
packages is “one more way to find
everything for your home at Art Van”.

Customer service to be proud of
has always been key. “Every

sales associate has access to an on-line
customer contact system we call their
‘workbench’. This system provides them
with a repository for customer informa-
tion, lead and contact data and follow-
up. The system will ‘cue’ the associate to
make follow-up calls and contacts. Every
associate writes a note thanking cus-
tomers for their purchase and asking for
referrals.

“There is a dedicated customer call
centre, highly trained to help customers
with any issues they might encounter
with their purchases. After all, Art Van is
all about creating a long-lasting rela-
tionship with our customers. The Central
System was set up in1985 with five asso-
ciates. Now it has 230 associates. In
total there are four departments that
include the Call Centre, in-home ser-
vice, the repair centre and quality con-
trol.

“We want our customers or ‘guests’ to
feel as welcome as if they were in the
home of a trusted friend. Here at Art Van
we go beyond welcoming guests to pro-
vide them with an experience that is so
positive, so memorable, that they
become ‘clients for life’ and ultimately
‘advocates’ for Art Van Furniture. This is
what makes us different.”

Years ago, Art Van research revealed
that “two income families with busy par-
ents did not have the time to shop nor
the desire to spend time away from their
children. In 1998 an expansion of the
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“Mr. Van believes there is more than one
way to sell a sofa. We are always creating
new ways to get folks into our stores
whether it’s a ladies night out, Disney stars,
catalogue parties or charity fundraisers.”

ART VAN FURNITURE

furnworld07-14most5_furnworld  6/29/14  7:43 AM  Page 80



81 furnworld 0714 tupelo_Furn World  7/1/14  3:40 PM  Page 81



flagship store in Warren was unveiled
with the introduction of the first Kid’s
Castle. The tyke-friendly paradise within
the store is comprised of 1400 square
feet of play space that features climbing
structures, a TV room and a ball-play
area. Art Van staffers supervise children
while their parents shop. Other Kid’s
Castles were developed and now there
are more than a dozen. As the company
redesigns its stores the programme will
evolve, and Art Van will provide addition-
al fun spaces for kids.”

Delivery at Art Van also has a special
panache. “We call it our ‘Legendary
Delivery’. That includes a friendly and
personal greeting, a team that is consid-
erate of the homeowner’s home and
property, making sure our furnishings are
delivered in a ‘ready to use’ state, and
treating every guest as if they were their
own family member.”

Van Elslander has invested heavily in
his various communities. “Very simply, I
believe that if you are lucky enough to be
as successful as we are, I think it’s a
responsibility to give back to your com-
munity, and I think we try to give back in
a sincere, honorable way.” That
Thanksgiving Day Parade? The beloved,
nationally televised Detroit event began
in 1924 but, by 1990, it was in trouble
and in danger of being canceled. Susie
Gross, former President of the Parade
Company, a non-profit organization,
said, “The lights were about to be turned
out on a tradition, and Art Van rescued it
by rallying financial support.”

Debbie said, “They called Dad in the
last hour for help. He brought it back to
life operationally. That inspired other
businesses to get on board.” Art wrote a
check for $200,000 that enabled the
Parade to go on, and the following year
he announced that he would match the
contributions of other businesses up to

$100,000. Art Van got into the action,
too, by building its own float every year.
Debbie remembers “our whole family
walking beside the company float in
1990” as did the families of many Art
Van employees. Themes ranged from
“chomping crocodiles to friendly drag-
ons, Alice in Wonderland and Peter Pan,
Aesop’s Fables and Old King Cole. The
special 50th anniversary float heralded
“the Charitable Knights of the Round
Table”!

Charitable events are a continuous
activity. Other beneficiaries over the
years have and do include St. Vincent de
Paul, the National Cherry Festival, Toys
for Tots, Focus Hope, Forgotten Harvest
and many others. Stores are offered as
venues for blood drives and flu shot clin-
ics, health fairs and pet adoptions. “In
the latter part of the 1990s, we started a
family foundation,” said Debbie. “My
parents have favorite places to donate,
those facilities that have to do with chil-
dren and hospitals certainly.” The Million
Dollar Charity Challenge is one of Art’s
concepts. Initiated in 2009 at the com-
pany’s 50th anniversary, 50 local non-
profit organizations dealing with chil-
dren, health and human services were
invited to apply for grants that range
from $5,000 to $50,000 that, in turn,
must be matched by other donors. “We
have people from all over the State writ-
ing to us and there’s a Board that selects
which are to get the money.” 

Mr. Van’s activities have not gone
unrecognized. The National Home
Furnishings Association named Art Van
Furniture the Retailer of the Year in 1998.
He was awarded Humanitarian of the
Year kudos by the American Jewish
Committee. He was Goodfellow of the
Year, and was also the Greater 
Detroit Outstanding Philanthropist.
Environmentally, in acknowledgment of
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“Charitable events are a continuous activity.
Other beneficiaries over the years have and do
include St. Vincent de Paul, the National Cherry
Festival, Toys for Tots, Focus Hope, Forgotten
Harvest and many others.” 

Top:The Art Van Award of Hope given to
individuals for “planting the seeds of
hope” to Michigan families. David Van
Elslander, VP of Pure Sleep/ Clearance
Center, Sheilah Clay, Neighborhood
Services Organization, Susan Goodell,
Forgotten Harvest, Sherri Mark, North
Star Reach Camp, Chuck Sauer,
Conductive Learning Center, Cecilia
Chesney, Big Brothers/Big Sisters of
Northwestern Michigan, Kim Yost, Art
Van CEO.  

Second from top: Art Van donates 
proceeds from 2013 winter survival 
radiothon to THAW, the Heat & Warmth
Fund that last year helped over15,000
Michigan residents in need, heat their
homes.

Third from top: Mr. Van with former
Mayor Dave Bing, donates mattresses to
Detroit firemen.

Bottom: Art Van’s Warren store 
volunteers at the Glaners Community
Food Bank of Metro Detroit.
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Service
the accent is on service
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Philips EnduraLED lamps:
• Provide quality showroom light
• Easy design—simply twist into existing fixtures
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We offer FREE lighting 
consultation and design. 
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their green efforts, the Michigan
Retailers Association made Art Van
Furniture the 2007 Green Tailer. Art and
his family have been recognized by
Angel’s Place, the Michigan Cancer
Foundation, the Catholic Youth
Organization, the National Anti-
Defamation League, and American
Heritage. Art was inducted into the
American Furniture Hall of Fame in
2001. And the Spirit of Life Award from
City of Hope, and the Ernst and Young
Lifetime Achievement Award lauded
him.

The future, what does it hold for the
company? “We see the future of AVF as
healthy, continuing to expand through-

out the Midwest from our Distribution
Centre in Warren which will be well over
a billion dollars. The big will continue to
get bigger. It will be almost impossible
for the smaller merchant to exist. It will
require more areas of specialization that
the small guy just can’t keep up with,
buying, advertising, freight and selec-
tion.

“Also, our targeted Millennials are
growing at a rapid speed and they will
provide another big boost for the busi-
ness. And financial people are becom-
ing more and more interested in the fur-
niture industry.

“I have been blessed with some very
good people. I don’t think there’s any

one person who can take credit for
building the size organization we have. I
could say I was lucky enough, maybe
wise enough, I’m not sure which, to sur-
round myself with a good team.

”I’m always amazed when I hear
someone say ‘I’ve paid my dues, I’ve
arrived, I’m done!’ I think that’s like
telling me yesterday’s box scores.
Frankly, I’d rather talk about the upcom-
ing game and what we need to do to
win!

“One thing is certain. We will all need
a place to gather for dinner, sit in front
of a cozy fire, read to our grandchildren,
and get a good night’s sleep. We look
forward to remaining an active support-
er of our local communities and, as
always, we will go where our customers
lead us.”
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“Art wrote a check for $200,000 that enabled the Parade to go on. The following
year he announced that he would match the contributions up to $100,000.”

The Flagship store features 60 outstanding
room vignettes and about a third of the 
settings will change on a seasonal basis.

Call 336-883-4011
For More Information
E-mail: info@furniturelibrary.com

An Extraordinary High Point Experience
Seminars, Events, Meetings & Collaboration Sessions

Seminar, media room, catering facilities, 5,000 furniture &
design volumes, sculpture garden, not for profit
just one mile north of the Market Center.
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T
his installment in Furniture
World’s leather guide builds on
information presented in the
March April issue that detailed

the different kinds of leather, plus
everything retailers need to know
about leather durability, quality and
price. 

This time our panel of industry
experts follows upon it’s discussion of
current leather trends with leather buy-
ing facts, advice on servicing and
cleaning leather, plus warranties. 

REPAIR TIPS
FROM BRUCE NURSE

The following are repair tips from

Bruce Nurse, President of Rocky
Mountain School of Furniture Repair
where he provides hands-on work-
shops in professional leather repair;
wood repair and refinishing; uphol-
stery repair; hardwood floor repair
and renewal.  He also owns the
Guardsman FurniturePro franchise in
Edmonton, Alberta, Canada. 

Headrest Staining: It would be ben-
eficial for salespeople to receive edu-
cation on cleaning and care of various
finishes.  For example, a significant
issue with all finishes is sebum on the
headrest and armrest.  It seems to
show up more on reclining pieces.
This is where oils are absorbed, pene-

trating the leather of anilines and
semi-anilines.  Often times this looks
dark and dirty and is practically impos-
sible to remove and restore.  In fully
finished leather, sebum first removes
the pigmented dye and then the oils
penetrate the leather, making it diffi-
cult to restore.  In the headrest this is
usually caused by hair spray, oils in the
hair or the oils from a bald head.
Good advice to salespeople of high
end reclining products is to adjust cus-
tomer expectations by letting them
know that leathers will develop a nat-
ural patina, as they use them.

Seam Finish Wear: Some manufac-
turers are having issues with finish

Imitation leather fabric cracks/ peels Seem separation leather

Wear on wax finished seat

Dye transfer from belt

“If you sell light colored
leather, make sure that no matter what, you offer 
customers an extended warranty, and tell them why.” 
-Bruce Nurse, President, Rocky Mountain School of Furniture Repair
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coming off along the seams; particu-
larly on the seats and arms.
Generally, the manufacturer will
repair this within the first year.
However, customers are usually left
alone on this one after that time
frame.  And stores are left to deal with
it in some way.

Seam Separation: At least one per-
son in a furniture store or warehouse
should know how to do blind stitch-
ing.  Seam separation is an issue that
is common in stress areas, especially
on attached inside back pillows and
attached arm pillows.  People grab-
bing the corners of the attached pil-
lows to move the pieces around or
even a pet constantly sitting on the top
of a back can stress areas enough to
cause a seam to unravel.  This
appears to be more common on
reclining pieces.  An area often affect-
ed is the chaise to the footrest caused
by people pushing their foot against
the footrest in order to stretch the
mechanism out into a fully reclined
position.  When top grain leather is
sewn to top grain leather, usually the
worst issue is just an unravelled seam
that can be stitched back up.

However, when
one or more of
the panels are
split hide leather, a
bonded leather or a
vinyl; often one of the
panels will tear instead of
the stitching unravelling.  This is
worse because a more expensive
repair may involve a new panel, if it is
available. 

Refinishing Services: Sometimes a
customer will return to a store to
inquire about having a leather piece
they purchased several years before
refinished.  Perhaps dye is coming off
or it is fading.  It’s best to suggest the
customer purchase something new
because the process is not only very
expensive, the suppleness will be
compromised giving the refinished
piece a “harder” feeling, and the new
finish may not last.  Often times the
new finish starts to crack and/or peel
within a year or two.    

Fix or Order Parts? Some very knowl-
edgeable retailers don’t try to fix their
more promotional products. Other
stores try to fix everything. They pull
out markers and use little leather
repair kits. Then they get a call from
an unhappy customer three months
down the road. And, I tell them that if
they open up a carton and see dam-
age on certain types of items, they
should just order a replacement part
because it’s the best way to fix it. End
of story. It’s also a good idea to select
suppliers that do a good job of engi-
neering and sending parts because it
makes the repair process faster, better
and less costly. 

Doing Home
Inspec t ions :

When it comes
to leather dam-

age, Bruce Nurse
continues to advise, “If

I do a home inspection, I
go with the intention that I’m

going to fix the problem. If I can’t,
then I order a part. So, if you find that
you need to order parts 90 percent of
the time, it can be more efficient to
ask the customer to take photos, or
send out a driver or a staff member to
do an inspection. A good repair per-
son can usually tell from a photo what
needs to be ordered and should be
able to give a quote on the repair. Not
sending a skilled technician out twice
on the same repair may be cost effec-
tive for many retailers.”

Vinyl: There seems to be a trend for
some manufacturers to use cheaper
vinyl. It’s something that retailers
should be concerned about. With
good quality vinyl, if an outside corner
is torn, often times staples can be
pulled out, the vinyl stretched, stapled
up and it looks good. But lower end
vinyls may actually tear instead of
stretch. Also, a little heat applied to it
will burn a hole, and using an iron in
order to put a grain pattern back on,
can damage the surface or result in
an unnatural looking grain pattern.
We’re seeing this more often especial-
ly in vinyl panels used on bed rails,
headboards, footboards and then
sometimes on the outside arms and
front rails on sofas. 

Extended Warranties: We’re seeing a
lot of dye transfer from dark colored
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“Some manufacturers
are having issues 
with finish coming off
along the seams; 
particularly on the
seats and arms.”
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clothing, denim especially, belts or
even from blankets on to light colored
leather. Blues, greens and blacks just
transfer right over and the leather
either needs to be re-dyed which can
be unwise, because chances are it’s
going to come off, or panels must be
replaced. 

So, if you sell light colored leather,
make sure that no matter what, you
offer customers an extended warranty,
and tell them why. If you can give cus-
tomers actual reasons for buying an
extended warranty from the perspec-
tive of repair, it’s much more believ-
able and effective.

CARE TIPS
Cleaning: Part of the reason why con-
sumers like leather is because it is
easy to care for. It is not, however,

indestructible. In general, the more
heavily finished a leather surface is,
the more resistant it is to spills and
stains. Untreated leather, however,
absorbs and is easily stained by oils. It
can also be harmed by abrasive
cleaners, powdered products and
organic solvents. Soap and water is
good for routine cleaning, but many
commercially available leather clean-
ers also work. the latter often contain
lubricating materials which are
intended to keep leather supple.
Really dirty leather may require the
use of a mild detergent solution or
professional cleaning, but care should
be taken because some detergent
solutions can contain compounds that
may harm leather. Always recommend
that your customers follow the manu-
facturer's cleaning instructions and
that they test any cleaner on an incon-

spicuous area first. It is also a good
idea to damp wipe rather than soak
the leather with water. 

Pets and Placement: Some pets love
to chew on leather, urinate on it and
scratch it. Consumers who suspect
that their pets may damage their
leather upholstery may want to avoid
delicate leathers.

Placement out of direct sunlight, or
near radiators which may dry out the
leather is also recommended.

Normal Wear and Colorfastness:
Customers who anticipate that their
sofa will see heavy or consistent use
and are worried about dirt, stains and
wear, might be well advised to pur-
chase a sofa that is darker in color
and has a heavier finish coat. More
heavily finished leathers will maintain
their original looks longer, but tend to
be stiffer and show less natural char-
acter. Since heavily pigmented finish
coats are often used to cover up less
desirable leather, they will also tend to
be used in less expensive upholstery
applications.

Although a deep gouge or scuff
mark may expose the interior of the
leather and reveal a contrasting color
if the leather is not fully struck
through, normal use will rarely if ever
wear through the grain enamel of the
leather. If wear or abrasion exposes a
contrasting color, this is almost always
due to the pigmented finish being a
different color than the aniline dyed
leather crust. Sometimes this is done
purposely to achieve tonal effects. The
most uniform color and wear will be
achieved by leather which has been
dyed and finished in the same shade.

You can tell if the final pigmented
finish coat is a different color than the
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Sebum causes finish to lift on arm Finish coming off from dog usage
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dyed leather by examining a leather
sample or patch found under the seat
cushion. Just compare the pigmented
surface color with the color of the
opposite suede side.

Some suggested methods of clean-
ing leather surfaces follow. Always
suggest that consumers first try any
cleaning method in a hidden area.

Spills: Wipe up excess liquid immedi-
ately with a clean cloth or sponge. If
necessary, use clean lukewarm water
and let the leather air-dry.

Spots and stains: Apply a mild, non-
detergent soap solution with a clean,
wet sponge. Rinse well and let air dry.
Especially stubborn dirt may require a
detergent solution, but care should be
taken.

Butter, oil or grease: Wipe the leather
with a clean, dry cloth and let the
remainder of the oil dissipate into the
leather. Do not apply water or try to
wash a grease spot.

Professional cleaning services: There
are specialized services that clean,
condition, restore, repair and spot re-
finish leather furniture in consumers'
homes on a regular basis.  They say
that this kind of routine maintenance
extends the useful life of leather
upholstery; keeping it clean and in top
condition.

Repair of holes, cuts and burns:
Although it seems unlikely; holes, cuts
and burns in leather surfaces, wear
and fading can be repaired to like-
new condition by skilled leather crafts-
men.

NEXT ISSUE
Part three will include advice on

leather marketing and advertising, tips
on best sales practices, a leather ID

chart and a glossary of leather terms
for retail training.

“It’s a good idea
to select suppliers that do a good job of engineering and sending 
parts because it makes the repair process faster, better and less costly.” 
-Bruce Nurse, President, Rocky Mountain  School of Furniture Repair

Leather Buying Facts & Tips
•Panels with gross imperfections should be absent or positioned on incon-

spicuous areas such as outside backs and sides or near the bottom edge
of the upholstered piece. Furniture manufacturers generally try to choose
leather having consistent natural markings for the seat and back cushions
as these areas are the most noticeable.

•Leather should be free from scuffs or stains introduced during the uphol-
stering process.

•Attention to upholstering detail is an excellent indicator of quality in
leather upholstery. Stitching should be straight, even and uniform. 

•There should be no lumps or sharp edges under the cover, or visible sta-
ples or nails. 

•Arms should be symmetrical and welts fastened tightly and without twists.
The leather should be pulled tightly without unwanted tucks or dimples.

•Tufting should be even and symmetrical.

•Ever wonder why you can find leather strips hanging under the seat cush-
ions? It is meant to be used by the consumer as an aid in finding a
matching dye lot should they need to order additional leather to cover
another item.

•All cows are not created equal. Natural markings are inherent in leather. 

•The heavier pigmented (protected aniline) leathers are easier to care for
and clean.

•Leather is durable, but it does scratch, fade, rip, show wear and get dirty. 

•Leather placed in heavy traffic areas, such as TV rooms and family rooms,
does show wear and soil more quickly than leather placed in light traffic
areas, such as formal living rooms. 

•Leather can be repaired, cleaned, refinished and restored.

•The bottoms of leather cushions are not completely covered with leather
to allow proper breathing of the cushion. Air is permitted to escape, pre-
venting splitting of the seams. This also stops the cushion from sliding out
too easily.
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Sales Management

Part 1: Read how what you may consider normal business ups  &
downs can make the difference between huge profits or crushing losses.

By Hal McClamma & Tommy Miskelly

H
ome sector retail excellence
is a quest that takes enor-
mous amounts of energy
and unrelenting focus. For

many retailers this quest or hunt can
take years if not a lifetime.  And unfor-
tunately many of them never achieve
what we would consider to be true
business excellence. Since so much is
riding on the details of your busi-
ness, I want you to consider the
ramifications of either stay-
ing completely and
utterly focused, or tak-
ing your eyes off of the
ball.

In this tepid economy, 90% is
NOT good enough! And the dif-

ference between 95% and 100% can
be staggering.  Small differences in
focus can make the difference
between profit and loss and positive
or negative cash flow. 

As an owner or manager, you must
be continuously and consistently
focused on all key areas of your busi-
ness. And, the ultimate magic trick is

that you must maintain this
intense focus in each

area simultaneously. 
In this day of immense

competition and fast paced
change in our industry, retail-
ers that are unable to main-
tain the requisite focus and
expertise in all areas will

find themselves at a huge disadvan-
tage. In fact, those lacking the knowl-
edge, drive and desire to be the best
may find themselves irrelevant in their
marketplaces. 

This article is among the most sig-
nificant and important home sector
articles you may ever read. To grasp
and fully comprehend what we are
discussing here, I recommend you
read and reread the article several
times and do the following “Math”
exercises with your store numbers. 

When we speak with furniture retail-
ers we ask questions… lots of ques-
tions. That’s what teachers and ana-
lyst’s do. The responses from retail
owners and managers to the following

SWEATING THE

“To grasp and fully comprehend what we
are discussing here, I recommend you

read and reread the article 
several times and do the 
following “Math” exercises with
your store numbers.” 
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six questions never cease to amaze.
Often the answers are absolutely con-
founding, overwhelming or downright
depressing. 

THE SIX QUESTIONS

1.If your traffic were down 5%
would you be concerned? Most

say no. Just ripples, ups and downs in
normal business. 

2.If your average sale were to
decrease 5% would you be con-

cerned? Most say no. Just ripples, ups
and downs in normal business. 

3.If your close percent declined 5%
would you be concerned? Most

say no. Just ripples, ups and downs in
normal business. 

4.If your margin fell 5% (5% not 5
points) would you be con-

cerned? Most say no. Just ripples, ups
and downs in normal business. 

5.If your inventory increased 5%
would you be concerned? Most

say no. Just ripples, ups and downs in
normal business. 

6.If your expenses went up 5%
would you be concerned? Most

say no. Just ripples, ups and downs in

normal business. 

You see, alone these little changes
mean very little. However when they
all occur at the same time, watch out!

The point of this article is that THE
LITTLE THINGS MATTER.  A friend of
mine, Zig Ziglar once said, “Tell your
wife she looks like the first day of
spring and she will eat it up. Tell your
wife she looks like the last day of a
long hard winter and she will eat you
up!”  Again, THE LITTLE THINGS
MATTER. 

Let me explain. There are two prin-
ciples you should become familiar
with. The first is amplification and the
second is attenuation. Amplification
and attenuation are effects or conse-
quences that are guaranteed to hap-
pen or occur based upon certain
antecedents, causes or actions.  Quite
simply, these two principles are based
upon the law of cause and effect.  

Herein lies the danger; laws are
certain and laws work for or against
you whether you want them to or not.
And, laws work for or against you
whether you know it or not.  

AMPLIFICATION
Amplification is a good thing.

Amplification is where the desired end

results are magnified by making
small, seemingly insignificant but
powerful changes in several key areas
of the business. This amplification
means that sales will increase and/or
profitability will increase.  When sev-
eral positive things align or converge
at the same time, they create very nice
increases in key performance mea-
sures such as traffic, sales, margin
and profitability.  Certain causes cre-
ate desired effects. 

Amplification occurs by doing ALL
the right things the right way at the
right time.

ATTENUATION
The opposite of amplification is

attenuation. Attenuation is a bad
thing. Attenuation is a decrease or
weakening of desired end results. For
example, If you take your eye off the
ball in several critical areas of your
business, the results can have devas-
tating consequences. Rather than hav-
ing the law of cause and effect work
for you, it works against you.  With
attenuation your causes have unde-
sired effects.  When several negative
things align or converge at the same
time, they create very bad decreases
in key performance measures such as
traffic, sales, margin and profitability.

“Here is the incredible attenuated difference: 
Sales in the attenuation example are down 14.4% 
Net pre tax profit is now actually a loss of $18,711.”

“THE BEST OVERALL 
RESOURCE FOR 
MATTRESS SALES 
PROFESSIONALS”
by David Benbow. 

291 pages of sales boosting
power. To order visit...
http://www.bedsellersmanual.com

Subscribe!
FURNITURE WORLD 
Six powerful issues.
In-depth articles help boost 
sales, cut costs and 
identify opportunities.

Subscribe at 
www.furninfo.com
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AMPLIFICATION EXAMPLE
Consider a make-believe retailer

with the following performance met-
rics. 

Sales $300,000. Gross margin
44%. Expenses 40%. Net pre tax prof-
it 4% or $12,000. Also lets consider
that traffic was 600. Tickets written
were 200 and the average sale was
$1,500. 

Now our make-believe retailer
takes his or her business very serious-
ly and has an incredible focus on ALL
of the HVT High Value Targets in sev-
eral key areas of the business.  Here is
what this retailer does to change the
end results.

1.Through proper advertising and
marketing, traffic is up 5%

2.Through proper merchandising,
margins have increased 5%. Not

5 points, but 5%.

3.Through proper, merchandising,
sales training and coaching, the

average sale increased 5% and the
close percent increased 5%.

4.Through proper financial man-
agement, expenses were

reduced by 5%. Not 5 points, but 5%.

NOTICE: Everything works together!

These seemingly insignificant posi-
tive changes due to increased focus,
training and knowledge have ampli-
fied the retailers end results. Here are
the revised numbers based upon these
small changes. 

Traffic is now at 660. The close per-
cent is now 35%. The average sale is
now $1,575 and overall sales are
now $363,835. Expenses are now
$114,000. Margins are now 46.2%.

The whopping “Amplification” dif-
ference in the amplification example
is that sales are up 21.2% Net pre tax

profit is now $54,091 or an increase
of 350%.

ATTENUATION EXAMPLE
So what happens if this make-

believe retailer takes his or her eyes
off the ball? Small seemingly insignifi-
cant decreases in focus can create
immense downturns in key numbers
especially bottom-line profitability. 

Now our make-believe retailer
takes his or her business LESS serious-
ly and has a diminished focus on the
HVT High Value Targets in several key
areas of the business. Here is what
this retailer does to change the end
results.

1.Through poor ineffective adver-
tising and marketing, traffic is

down 5%.

2.Through weak merchandising,
margins have decreased 5%.
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Not 5 points, but 5%.

3.Through poor merchandising,
sales training and coaching, the

average sale decreased 5% and the
close percent is down by 5%.

4.Through poor financial manage-
ment, expenses increased by 5%.

Not 5 points, but 5%.

These seemingly insignificant
changes due to lack of focus, poor
training and perhaps not having
required skill sets have amplified in
the negative, creating attenuation of
the retailers end results. Here are the
revised numbers based upon these
small changes. 

Traffic is now at 570. The close per-
cent is now 31.6%. The average sale
is now $1,425 and overall sales are
now $256,671. Expenses are now

$126,000. Margins are now 41.8%
Here is the incredible attenuated

difference: Sales in the attenuation
example are down 14.4% Net pre tax
profit is now actually a loss of
$18,711.

This focus or lack thereof, knowl-
edge or lack thereof  creates a swing
in profitability of $72,802 for this
small retailer. 

The small differences will work for
or against you, whether you want
them to or not, and whether you know
about them or not.

Here is your homework: Take your
own stores’ performance numbers
and insert them into these two scenar-
ios. Work out the math and see what
happens. It will blow you away. 

Now consider cash flow rather than
profitability. What if you experience an
increase in inventory along with these
little slides in close percent, margin,
traffic etc., combined with increases in
expenses? All of a sudden you have
the recipe for spiraling or non-existent
cash flow. Unless you have deep
pockets, this is a dying business
model. And, if you don’t care because
you have deep pockets, this is an
ignorant business model. 

Do it now… Look after the little
things. The HVT High Value
Targets

of a successful home sector retailer.

NEXT ISSUE:

In the next issue we will discuss the top
10 HVT High Value Targets you must
master to make amplification work for
you. 

About Hal McClamma: Hal
McClamma is the founder of Integrity
Business Coaching. He has over 30-
years in the home furnishings industry
with leading companies like Havertys,
Barrows, Burdines, Maas Brothers and
Jordan Marsh. 

Business Development Director,
Tommy Miskelly is owner of Miskelly
Furniture a Top 100 retailer. 

Integrity Business Coaching teach-
es: Sales training, sales coaching,
marketing, advertising, managed
internet search, 21st century market-
ing, leadership, team building, finan-
cial management, business adminis-
tration, operations, warehouse &
delivery, customer service, security,
risk management, merchandise plan-
ning, inventory control, merchandise
management, business & HR law.

Integrity Business Coaching also helps
retailers with cash raising, business
expansion, succession planning,
retirement, GOBs, selling the business
and more.

Questions about this article may be
directed to Hal McClamma at
Hal@IntegrityBusinessCoaching.com
or call 334.470.9999.

“Here is the whopping
“Amplification” difference:
Sales in the amplification
example are up 21.2%
Net pre tax profit is 
now $54,091 or an
increase of 350%.”
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O
ver twenty years ago Tom
Peters (In Search of
Excellence) told our indus-
try that our problem was

that we sold too much furniture and not
enough dreams. We didn’t listen. He
also said that we don’t do better
because we set our goals too low. We
didn’t listen.  Around that same time,
Steven Covey told us all that
“Sometimes, the way we see the prob-
lem, is the problem.” (Seven Habits of
Highly Effective People). We didn’t
care.

Around that same time I was doing a
lot of research about how people buy
furniture, but was stymied (because
there was none) until around 1997
when a study funded by Lexington
Brands helped me understand what
was happening in our business and
explained why we suffer from 20% con-
version rates. I always wondered what

happens to those 80% (or so) who
don’t buy and finally figured it out after
studying retail furniture store sales met-
rics for an extended period.

A friend of mine used to say to sales-
people: “The be-back bus doesn’t stop
here.” This was in response to sales-
people’s response when asked about
their customer who just left without buy-
ing – “Oh, they’ll be back.” We didn’t
listen – but we should have.

I began tracking customer traffic by
salesperson in 1976 in Norwalk
Connecticut  because Nathan Ancell,
the founder of Ethan Allen, told me
that, as a store sales manager I had
only two things to worry about: Close
Ratio and Average Sale. He said:
“We’ll take care of everything else.”
And, they did.

Way back then, we built our business
on high-service selling. Our main sell-
ing purpose was to sell house calls and
room design to our customers. The
early Ethan Allen Gallery stores were
set up in room settings. Bedrooms
looked like bedrooms, dining rooms
like dining rooms, and living rooms like
living rooms. There were few “lineups”
and a lot of walls. Our customers loved
it because they could “see” how their
room might look all decorated up.

WHAT DOES SHE WANT?
We knew something then that has

woven through all my subsequent work.

There’s one thing she wants in the end:
A beautiful home. And, along the way,
beautiful rooms – one room at a time.
This hasn’t changed since then, this
foundational need for feeling good
about their home, their “nest’, their
family place, or even just their person-
al place, and their ability to make it
happen.

WHAT DOES
SHE WANT FROM US?

Simple: Help getting there. But first,
there has to be a common, shared
understanding of those goals, those
needs. 

WHAT DO WE DO?
We mostly try to connect shoppers to

products. “Oh great, a new bedroom
set! We have lots of them for you to
look at. Do you have a particular style
in mind? Blah… blah… blah…”

The result is that many customers tell
us they want to “browse” or will say
“I’m just looking for ideas” and, in
many cases, that’s the end of the inter-
action between the salesperson and the
prospective customer.

In other cases, there is a higher-level
interaction involving product presenta-
tions, that still don’t result in a sale.
They result in things like: “Well, I have
to think about it” And “Thanks, we’ll be
back.” 

For the most part, we deal with trying

NUMBERS
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The secret to selling more, earning more and improving lives.

by Joe Capillo

“Oh great, a new 
bedroom set! We have
lots of them for you to
look at. Do you have a
particular style in mind?
Blah… blah… blah…”

GETTING BEYOND YOUR

Sales Management
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“Nathan Ancell, the founder of Ethan Allen, told
me that, as a store sales manager I had only
two things to worry about: Close Ratio and
Average Sale. He said: “We’ll take care of
everything else.” And, they did.”

to connect people to products. What
we should be doing is connecting our-
selves to their projects and to them as
people first – then helping them get
what they really want: a beautiful
room!

Forty years ago we learned that the
“problem” wasn’t in our store or in our
products. The problem was in the room
– in her home, and if we didn’t have
any knowledge of that room, we were
flying blind. Our customer knew every-
thing about her room, and we knew
nothing – so, we had to find a way to
get the “picture in her mind” out of her

mind and into ours. This led to my
favorite selling tool – sketching the
room – which allowed us to connect to
both the person and to the room (the
project) where the “problem” really lies.
Then, we can achieve our “noble pur-
pose” of helping our customers
achieve their goals for beautiful rooms
and homes that make them feel good.”

Today, with the availability of room
planning software, it’s possible to take
the idea of sketching the room to a new
level and to involve customers in the
process, thereby enhancing the inter-
personal relationship and “connection”

to the customer in the role of “problem
solver” or partner in achieving the final
goal – that Noble Purpose: Enhancing
our customers’ quality of life.

THE IDEA OF A
NOBLE PURPOSE

I have now encountered the work of
Lisa Earle McLeod whose idea regard-
ing the importance of basing all selling
initiatives on your Noble Purpose
instead of only “the numbers” and I
can put all of my work experience into
connecting the past to the present. In
short, the Noble Purpose that lies inher-

Image of Nathan Ancell from a guest editorial in a 1965 edition of
Furniture World, “America’s First Furniture Publication” founded 1870.
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ently, but usually unacknowledged, in
your company culture should become
the focus of your company’s customer
engagement strategy.

McLeod shows how the Noble
Purpose gives salespeople some things
you don’t give them – the realization
that:
• Their work matters to their 

customers.

• There is something beyond the
numbers to be acknowledged.

• Salespeople add value to their 
customer’s lives by offering 
products and sales services.

The outcome is that when you con-
centrate on something other than sales

and profits, you get more sales and
profits. The other good outcome for
salespeople is that when they sell more,
they earn more and the quality of their
work, and their lives, improves.

DEALING WITH THE METRICS
This has been my “thing” for over 40

years: measure everything and use the
numbers to help you know what to do.
This goes back to that early assessment
by Mr. Ancell regarding close ratio and
average sale. I knew that in order to
“manage” those things, I had to know
their values, and guessing wouldn’t
help me make the right decisions. I also
knew that, as a retailer in a one-to-one
personal selling environment, I had to
know all these metrics by individual
salesperson – because virtually all my
revenue passed through them on the
top line on its way to the bottom line.

There are many ways available today
to track this data including some very
sophisticated software, but even if you
have to do it by hand, it’s worth doing.
Here are some reasons why for you to
consider:
• Every group of salespeople has a

range-of-performance among the
salespeople in the important met-
rics: number of customers, close
ratio, average sale, and revenue-

per-customer served. In my experi-
ence with groups of 6 or more peo-
ple, there is a 15% improvement in
revenue by simply bringing your
below average performers to the
average level in each of the two
metrics: close ratio and average
sale. 

• If you have a salesperson with a
30% close ratio and another with
an 18% close ratio with a similar
variance in average sale, are the
customers you provide to the lower
performer receiving the same level
of service as those who work with
higher performer?

These are just two good reasons to
use your metrics to manage your busi-
ness, but this only has to do with our
Noble Purpose insofar as they affect
the level and nature of service provided
to every customer.

Elevate your thinking and your vision
to truly include the things your sales-
people actually do for your customers
when they help them have more beau-
tiful homes, and rooms, and build
stronger, more long-lasting relation-
ships. You’re going to need this going
forward.

About Joe Capillo: Joe Capillo is a 41
year career veteran, experienced in
managing and consulting with furniture
retail operations. He is also a contribut-
ing editor for Furniture World
Magazine. Questions on any aspect of
this article or retail sales management,
can be directed to Joe Capillo at joef-
cap@gmail.com. See all of Joe
Capillo’s articles on Furniture World’s
information rich website at http://
furninfo.com/Authors/List.
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“McLeod shows how
the Noble Purpose gives salespeople some things
you don’t give them – the realization that their work
matters to their customers.”

“Elevate your thinking to
include the things your
salespeople actually do
for your customers when
they help them have
more beautiful homes,
and rooms.”

Visit 
Furninfo.com
The most information 
for home furnishings 
retailers of any website. 
Read news, articles, job
opportunities, forums
and much, much more.
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