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Attachment:

OV-5, Operational Activity Model, Node Tree View 
1.0 Concept of DeCA POS Operations 

The intent of this Concept of Operations (CONOPS) is to provide an understanding of DeCA’s point-of-sale (POS) environment in support of commissary operations. The CONOPS is divided into two sections. The first section, the macro view, provides a description of a typical daily view of POS commissary operations at store level. The second section, the micro view, follows the outline of the attached OV-5, Operational Activity Model, Node Tree View, describing in detail specific processes of the current POS environment, its constraints, and enhancement possibilities under the Commissary Advanced Resale Transaction System (CARTS) solution.

Through investment in leading edge, commercial best practice technology that meets DeCA’s functional and technical requirements, DeCA’s goal is to replace the current POS system with CARTS. DeCA intends to achieve parity with the commercial grocery industry by automating functional requirements equal to or greater than the technical support found in the commercial retail grocery sector. To achieve these functionalities, commercial off-the-shelf software will be employed for checkout and back office functions. DeCA is focusing on hardware and software, and an integrated solution which achieves the following operational outcomes:  high POS availability, improved business functionality and management reporting, enhanced security, is flexible with open systems compliance, interfaces as necessary with our business systems, and keeps pace with the grocery industry, throughout the CARTS life-cycle. The overarching goal is to support and operate the commissary POS environment by providing customers and POS users a practical, cost effective solution that is equivalent to or exceeds proven best practices in the commercial retail environment. DeCA anticipates having the new POS system fully deployed by May 2008.

1.1 Daily In-store POS Operations

This section begins with a start-of-day perspective, through end-of-day and closeout, and incorporates back office functions. It employs a “who does what when” methodology. The typical commissary day starts in the POS environment about 2-3 hours before the store opens for business. The following provides a chronological order of events:

· Back office file maintenance personnel process host file maintenance and local negotiated Vendor Price Reductions (VPRs) before the store opens for business.

· Batch maintenance and apply to the scanning file.

· Print and change shelf labels and signage.

· Enter produce price changes and apply to the front-end scanning file.

· Activate/deactivate VPR’s and print appropriate shelf labels and signage.

· Conduct price audits on sales floor with handheld terminals (HHTs), make corrections and replace shelf labels/signs as needed.

· File maintenance personnel work throughout the day performing price look-up (PLU) maintenance, store location updates, and produce various POS management reports.

· Back office administrative personnel review the accuracy of the automated DeCA 70-15, Summary of Daily Deposits and DD 707, Report of Deposit file, created as a result of the previous day’s POS end-of-day closeout. If inaccurate, the error is researched and the report is corrected. Once determined accurate, the clerk executes completion, which causes the DeCA 70-15/DD 707 data to transfer to DeCA’s business system for account posting.

· Customer service personnel arrive 1-2 hours before store opening to begin setting up for the customer checkout process.

· Access and count all media in the safe and verify accuracy of previous day’s closeout safe amount to ensure the required change fund amount is present.

· Review previous day’s end-of-day sales reports to validate correct closeout.

· Review the day’s schedule of cashiers and set up tills.

· Assign till loans in POS to specific cashiers and issue tills.

· As necessary, travel to the bank to pick up additional change and to collect rejected (bad) checks written by customers with insufficient funds. 

· Process customer returns and refunds, either at the register or customer service terminal.

· Contact customers to collect on insufficient fund checks and process insufficient fund checks that are over 30 days old. These are forwarded to the Defense Finance and Accounting Service (DFAS) office, for formal collection action.

· Updates the agency-wide bad check file with information on those checks that are returned, to prevent additional checks from being written by the same person.

· Store opens for business; cashiers begin to process customer purchases.

· Customer presents identification (ID) card to cashier to validate privilege (authority to shop). Customer provides coupons to cashier.

· Customer places items purchased on checkstand.

· Cashier signs in to terminal, enters the bagger number.

· Cashier begins scanning or key entering products.

· Bagger personnel begin bagging purchases.

· Once the cashier enters all products, coupons are entered by either scanning or item entry. Scanned coupons are validated against a coupon family code file.

· Cashier informs the customer of the totaled amount and payment is received.

· Payment is accepted in the form of cash, personal check; credit; debit; food stamps – either by plastic card or paper, Women, Infants, and Children (WIC) payment; either by voucher, plastic card, or check, travelers checks, rebate checks, or electronic benefits transfer (EBT). 

· Once the tender process is complete, the customer receipt is generated and given to the customer.

· Bagger personnel complete the placement of items purchased into bags and assist the customer in carrying purchases to their vehicle.

· Throughout the day, as system alarms indicate a particular cashier’s till exceeds a set halo amount; customer service personnel pick up cash from cashiers.

· Cashier and customer service personnel verify pick-up cash amounts.

· Customer service personnel post the pickup amount to the appropriate cashier POS accountability file and begin setting-up that day’s deposit.

· Count and reconcile the till amount with the appropriate cashier settlement account in POS. Any overages discovered are added to the deposit, any shortages are deducted from that day’s deposit. 

· At close of business, customer service personnel collect all cashier tills, count (verify amounts), and close out all cashier accounts and balance the office account in POS.

· Customer service personnel ensure the required safe change fund is accurate. The remaining amount that represents the day’s sales receipts, more or less as result of cashier shortages or overages, is set up for bank deposit.

· A standard government bank deposit ticket is completed and daily sales funds are deposited in the bank.

· Once the POS account for that day is balanced and funds deposited, the POS end-of-day is started.

· During the end-of-day process an electronic funds transfer (EFT) close is performed, which notifies the financial institutions to batch and total all EFT transactions, and provide reconciliation reports to validate that the store transactions and financial institution transactions are in sync. Reconciliation anomalies are researched and corrected centrally at DeCA Headquarters (HQ).

· The end-of-day process adds that day’s sales data to the POS cumulative totals and resets the daily totals to zero in preparation for next day’s opening. Commissary accounts are cumulative for a month, rather than weekly, as is typical in commercial supermarkets. 

· The end-of-day sales totals create the automated DeCA 70-15/DD Form 707. The next morning commissary administrative personnel further process the automated DeCA 70-15/DD Form 707, into the DeCA business system, which posts that store’s account with the sales totals for grocery, meat, and produce departmental sales.

1.2 Specific POS Processes  

The attached OV-5, Operational Activity Model, Node Tree View, categorizes POS processes in two areas, customer checkout and supporting back office functions. The following provides an explanation of each OV-5 node in the DeCA environment, and, where appropriate, discusses possible enhancement of the process to be delivered with the CARTS solution.

1.2.1 Customer Checkout Functions 

Customer checkout is performed using COTS hardware similar to commercial retail supermarkets. Currently, DeCA commissaries use three forms of checkout: normal in-lane, wireless/standalone, and automated self-checkout. CARTS may, as an option or future insert, also include a hand-held checkout device.

Use of the commissary is primarily limited to military service members and dependents of active, guard, reserve, and retirees. Prior to beginning the checkout transaction, the customer must show the cashier proof of privilege (authority to shop) a United States Uniformed Services (ID) identification card. The Department of Defense (DoD) currently has two forms of ID cards. One type is a standard ID that contains bar codes with embedded ID holder identification information. Most dependents of military members and retirees carry this form of ID. Most military members and government employees use the second type, which employs smart card technology. This card is called a Common Access Card (CAC), which also has bar codes with embedded member information, as well as a computer chip where additional information is stored. It is not envisioned that all authorized ID card recipients will be issued the CAC in the near future. 

Unlike commercial grocers, DeCA uses independent contractor baggers. The baggers are self-employed and work for tips. Each bagger is assigned a unique bagger identification number. In support of customer service and the bagger carryout service, DeCA cashiers are required to enter the bagger number in all transactions, and the bagger number must appear on the customer receipt.

Customer checkout begins with validating the ID card by the cashier. Customers then place items for purchase on the input checkstand belt. Also, at the beginning of the checkout process, customers are required to provide cashiers any coupons they wish to tender. Cashiers process merchandise either by scanning the product on the flatbed 270-degree scanner/scale or by manual, key entry. Most manual entries are required because an item will not scan, or the item is not on file. Manual entries are entered by department number first, then the price. For items such as produce, cashiers enter PLU numbers where, like universal product code (UPC) scanning, the PLU number is linked to a PLU file that contains the price, item description, and associated itemizers. The current POS system has a PLU lookup function on the cashier terminal. Some cashiers make use of the terminal PLU lookup, while many others still use a paper copy PLU. 

To help curtail black market activities, controls have been implemented in the U.S. Forces Korea (USFK) Command area. Cashiers are required to enter, as the first item entry in the order transaction, the customer’s Social Security Account Number (SSAN). Even though the SSAN is not a PLU identified number, it is recorded in the transaction log (TLOG). Daily, at end-of-day processing, the TLOG files for these Korean-based commissaries are sent to a server where the (USFK) Command ration control office electronically retrieves transaction data and uses it to search for suspected black market purchases.

Once the cashier has entered all items into the POS terminal, coupon entry follows. Coupons with bar codes are scanned, those without are key entered. All coupon amounts are deducted from the store grocery account, regardless of whether the coupon is for a grocery, meat, or produce item. Commissaries do not issue in-store coupons where coupon acceptance amounts are deducted from the store department sales totals. Commissaries do accept coupons from local or regional suppliers in addition to the manufacturer coupons. Commissaries process, reconcile, and ship local or regional coupons separately from national manufacturer coupons. Therefore, it is beneficial to store operations for CARTS to capture and report local or regional coupons in separate totals from manufacturer coupon totals. 

DeCA commissary patrons present a much higher rate of coupons than found with commercial grocers, approximately 172 million coupons per year. DeCA uses coupon family code validation to assist cashiers and promote accuracy of coupon acceptance against product purchases. DeCA purchases the coupon family code validation file and updates the commissary POS PLU files via daily host maintenance files from DeCA’s business system. 

Customers are required to pay a surcharge on their purchases. Surcharge is a DeCA unique function. Currently, the surcharge is set at 5% of the total purchase, and is applied before coupon values are deducted. The current POS system uses the COTS tax feature to charge customers this surcharge. Additionally, some of DeCA’s commissary patrons are embassy personnel. Because these personnel do not fall under the DoD authorization, they must pay an additional fee, called an “accessorial charge”, which is applied against their purchases. This fee is also a percentage amount of the purchase, and is in addition to the surcharge fee. The current POS system uses the POS service charge feature to apply the appropriate assessorial fee. Currently, two different accessorial rates apply, depending on the embassy’s location. 

Commissaries, regardless of where they are located in the world, accept all forms of tender in U.S. dollars. However, pennies are not used in some overseas commissaries. For these locations, when presenting change to the customer, the cashier uses a rounding rule. 

DeCA accepts credit and debit cards for payment, but does not incur the costs associated with debit and credit card transaction processing. The U.S. Treasury, through its “plastic card” program provides the network provider, currently Alliance Data Systems (ADS), and also pays the transaction fees.

Currently, each state provides and installs in commissaries their individual, state unique modules of EBT/WIC processing equipment. States limit the number of modules and do not install this equipment on all check lanes. The current POS system limits the processing of WIC items to select checkout lanes. For CARTS, we seek integration of this state unique equipment for EBT (food stamp and WIC) and EFT (debit/credit) solution, so that all processes for EBT and EFT transactions are accomplished via DeCA’s current gateway network provider, ADS, in a manner similar to how EFT transactions are currently processed.

Currently, DeCA commissaries process checks in the traditional way, utilizing bank deposit then manual paper check clearing. DeCA has been investigating an integrated solution of check tenders using magnetic ink character recognition and/or check truncation technology.

Approximately 20-50 commissaries may have automated customer self-checkout (SCO) solutions when CARTS begins deployment. Currently, 25 sites have been installed. DeCA intends to replace these units with a CARTS solution and has plans to install SCOs in some additional commissaries. DeCA’s goal is to generate additional sales by offering its customers flexibility in checkout, and allowing stores to stay open later, with minimal staff. In support of later sales, the POS system must provide the ability for customer self-checkout operation, and without interruption due to end-of-day closeout processes. Some SCOs are installed in commissaries located overseas, where pennies are not circulated or accepted as tender. SCOs located in these overseas commissaries need to be configured where penny change is excluded and the rounding rule is used. All commissary tender transactions are in U.S. dollars. Foreign currency is not accepted.

DeCA’s current POS system has a transaction suspend and resume capability. This has been a good customer service feature. If the customer has a temporary problem with funds for payment, the transaction can be suspended, groceries set aside, and the customer can leave to retrieve the necessary funds. As a result, a transaction suspend receipt will print out. When the customer returns with funds for the payment, the transaction need not be resumed at the original register, but rather can be resumed at any terminal. However, this feature could be used to steal funds. To preserve this customer service feature and help prevent possible theft of funds, DeCA is considering a fraud management system. One that would use “smart” software to identify and target specific transactions for fraud, deception, shrink, and inefficiency while identifying and producing actionable reports (including recommended training/improvements) on those cashiers or other system users whose performance patterns trend to suspicious or problematic behavior.

DeCA commissaries routinely conduct special sales events, adjacent to the commissary or at remote locations, such as National Guard armories, located several miles away from a commissary. Some sales may be more than 200 miles from the parent store. Commissaries currently use two different terminals, wireless and standalone, to process transactions at these sales. The wireless terminal is used in close proximity to the commissary, where it communicates real time via the outside wireless local area network (WLAN) antennae. Standalone terminals are used to conduct distant, remote sales, wherein PLU and operator applications are LAN loaded, prior to the sale and via the store POS, and then transported to the remote site. When the sale is finished, the standalone terminal is transported back to the parent store, where sales and off-line credit card information are downloaded to the in store processor, for inclusion in daily sales totals and credit card processing. Standalone terminals have proven to be most versatile for conducting remote sales. However, the current configuration, requiring store-level processor LAN loading and transporting under power, puts constraints on remote sales and adds risk to the ability to use these terminals for checkout. 

1.2.2 Back Office Functions

DeCA requires optimized efficiencies in the cash management area, including an automated, integrated cash management system. Current POS checker settlement processes require manual counting of cash and coins, either by hand or machine, then manual entry of results onto the POS cashier settlement screen. DeCA envisions an automated cash handling process where, when settling cashiers, the cashier number is entered, cash and coins are automatically counted, and results automatically populate the POS cashier settlement and closeout processes, including the generation of a running total tape that can accompany checks transported to various banks. 

A DeCA-unique requirement is the generation and file transfer of an automated DeCA 70-15, and the DD 707. These documents are not the same as the deposit slip used when depositing daily receipts in a financial institution. DeCA commissaries follow a similar process commercial grocers do when depositing daily sales receipts by completing a deposit slip/ticket and enclosing with media. The DeCA 70-15 and DD 707 are internal, government and DeCA-accountable documents, used to post store account department sales information and to reconcile with financial institutions. Following provides a general flow of the current process used to produce these documents.

POS end of day sales data feeds an application that creates an electronic image of these documents. Through an authorized security access function, the user can view, print, and make corrections or adjustments. Adjustments, if necessary, are made on/in the DeCA 70-15, and then flow to the DD 707. These corrections or adjustments may be required due to errors that were made during balancing processes and prior to the end of day closeout. Once the documents reflect the correct data, commissary personnel need the ability to execute electronic transfer of the data to DeCA’s business system and DeCA's archiving system. The business system will then post the sales by department, surcharge amounts, and miscellaneous amounts (coupons, WIC, and food stamps), to the appropriate store account. DeCA’s business system also sends the data file to the DFAS, where sales data is reconciled with financial institution deposit information. Separate DeCA 70-15 and 707s are produced for each sales day. The DeCA 70-15/DD 707 are created and transferred to DeCA’s business system in chronological order. 

Store level stock assortment is 99% centrally managed by DeCA HQ. Updates to store level POS PLU files are accomplished via host maintenance. New item adds, changes, and delete data are currently manually applied at commissary level, by store personnel, based on an effective date that is contained in the host maintenance file. Some produce, deli, bakery, meat, and miscellaneous items are manually added, changed, and deleted at store level by store personnel. 

Most promotional sales activity is centrally managed at DeCA HQ. DeCA buyers negotiate with vendors to establish national-level promotions worldwide. Central management of these national-level promotions leverages buying power for greater price reductions and also allows for consolidated, price-reduction payments at DeCA HQ. Under the current system, once promotional items and periods are HQ approved, they are manually provided to appropriate stores, requiring store personnel to setup the promotion under the VPR module in POS, and then track the promotion at store level. Store personnel manage and close out these national-level sponsored VPRs based on the effective date and expiration date of the promotion period. Currently, DeCA HQ personnel base payment on a sales report produced from DeCA’s Enterprise Data Warehouse (EDW), which obtains store sales transaction data daily via POS transaction logs. For these promotions, DeCA desires to automate this process by allowing DeCA HQ to centrally manage these promotions, via automated transmission of VPRs to specified stores, Also desired is a movement tracking method for rollup by vendor, at DeCA HQ level, upon which to validate data warehouse rollup reports and promotions review. In addition to centrally managed promotions, DeCA allows for negotiation of some vendor price reductions at store level. 

Currently, DeCA’s business system has the capability to only send one price to POS, which is the price in effect based on a designated, effective price date. This is sent to stores via host maintenance file. This constraint limits the ability to send promotions via host maintenance, and also the ability to print out sale signage containing both the regular and sale price. DeCA is re-designing its business processes to where the EDW will hold and provide the necessary data that can be sent via host maintenance to support the ability to produce signage with both the regular and sale price. 

Maintaining correct store locations in the PLU maintenance file is a requirement. DeCA commissaries located in the Continental United States (CONUS) have two major price change periods each month, effective on the 1st and the 16th. On the 1st, there are approximately 3,000-5,000 price changes and on the 16th 1,000 to 2,000. Outside Continental United States (OCONUS) commissaries receive price changes each day. These OCONUS price changes are based on receipt of replenishment product. Approximately 50-200 daily price changes could occur at these OCONUS commissaries. In CONUS, DeCA policy is that all POS scanning price changes occur on the effective date (1st and 16th of each month) and all price labels changed concurrently. This provides a time challenge and a significant constraint for CONUS commissary store personnel to accomplish placement of price change shelf labels overnight, prior to store opening. Labels must print out in the best possible sequence to promotes quick find and replace efficiencies.

When adding new or additional products to store shelves, or during store product sets or resets, store personnel traditionally use the HHT file maintenance application to perform location adds and updates. DeCA does not require a unique location for each item. Typically, location assignment is either by category group or 4-foot gondola shelf sections. DeCA process for assigning multiple items to the same location is through the use of a HHT shelf label location maintenance application that provides a duplication function. The location for a particular section can be entered, and then each UPC scanned afterwards in the same location, and applied to the appropriate PLU file maintenance record. This has provided the most efficient method for making location adds/updates. 

DeCA currently has an Electronic Shelf Label (ESL) solution installed in six commissaries. The current ESL solution uses its own proprietary WLAN where all other in-store wireless communications, to include handheld terminals (HHTs), use the DeCA 802.11b WLAN. DeCA desires to expand the ESL solution to other commissaries, primarily to provide efficiencies with the updating of shelf prices during the scheduled 1st and 16th of the month price changes. However, the current cost of the ESL solution and shelf label design has limited DeCA’s investment in this technology. Factors that would support a DeCA decision to expand beyond the current six6 sites would be an improved, thinner designed ESL display with easier fixability onto stores shelves, fitting standard gondola shelving edges, and an improved return on investment.

Product selection and item management are predominately centrally managed through DeCA HQ. Consequently, the host update process to the POS system is very critical. DeCA’s business system provides host maintenance to store POS systems daily. As indicated earlier, price change updates occur effective on the 1st and 16th. Because of the volume of these changes and the need to prepare for shelf label changing, these two host maintenance price change files are normally received in the store POS 6-7 days prior to the effective date. In OCONUS stores, all host maintenance updates usually are received at the store POS one day in advance.

2.0 Conclusion  

This CONOPS does not describe the entire POS process, nor is it intended to express how solutions should be created. Rather, it is hoped that this information provides a better understanding of anomalies between industry and the DeCA-unique POS environment. Specific requirements can be found in the System Specifications Document, the Statement of Objectives, and the Request for Proposal.
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