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Pittsburgh-based supermarket retailer Giant Eagle has been able to boost its competitive edge by improving its work 
environment, work methods, work flows, standards, and labor management practices. The result has been improved 
work force performance and reduced waste in the supply chain. The program has meant enhanced customer service 
and reduced prices generated through the company’s cost savings efforts.

 “We’re facing competition everywhere, from mass merchants to dollar stores, from convenience stores to traditional 
grocers,” said Giant Eagle Vice President of Retail Planning and Engineering Dave Redick. “We’re always looking for 
opportunities that will enable us to remain the market leader by improving customer service, reducing costs, and provid-
ing better value for our customers.”

The solution
The company asked H.B. Maynard and Co. to apply disciplines from its Workforce Performance Model to organize 
and analyze work flow, examine work methods, and set standards to conduct store efficiency initiatives, improve per-
formance, and eliminate waste.

“Our objective was to achieve sustainable improvements in Giant Eagle’s cost structure while maintaining excellent 
customer service levels and having the right people in the right roles,” said Redick. “With Maynard’s help, we are suc-
ceeding. Our plan is to take the savings from our efficiency initiatives and plow them back into improving the customer 
value proposition by lowering our everyday prices. With detailed workflow processes, our employees become more 
efficient, thereby increasing the time available by store employees for valuable interactions with customers.”  

Giant Eagle also looked to provide: 
•	A safer, cleaner, and more consistent work environment
•	A culture where store employees take pride in their work and their workplace
•	Improved data and tools to manage performance proactively
•	Visual tools and job aides to assist store employees in meeting expectations
	 “Creating efficiencies like these improves our ability to remain price competitive in all of the markets where we oper-
ate,” said Executive Vice President and Chief Sales Officer Laura Karet. 

The method
At the onset of the program, Maynard implemented the following process:
•	Conducted an assessment to ensure that the program was properly aligned with Giant Eagle’s business objectives.
• Implemented a pilot program at the store level within five major departments.
• Prepared Giant Eagle for a corporate store rollout.
• Conducted a rollout of Giant Eagle corporate and independently owned stores.
	 Maynard’s solution entailed elements from its direct engineered process:
•	Create a culture of discipline by introducing 5-S.
•	Improve work methods as a culture of discipline develops and associates identify better ways to work.
•	Document work standards — the improved work methods are documented and standard times are developed. Training	
	 tools are developed to communicate work methods and expectations to the work force.
•	Staff based on new expectations.
•	Hold people accountable across the board using best methods, productivity, and service levels.

The results
The pilot program was successful, and these stores have become models for others in the company. The cost efficiencies 
engineered into the program have allowed Giant Eagle to twice lower everyday pricing on thousands of items. The 
project has resulted in a clean, consistent, and safe work environment, more time to focus on customers by eliminating 
non-value-added tasks, better allocation of personnel, and reduced turnover providing better-trained employees.

Sharpening the edge
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Northwest Airlines (NWA) is facing myriad challenges due to record fuel prices, steep 
competition from low-cost carriers, and high labor costs. These challenges require 
restructuring NWA’s business model to focus on cost reductions while maintaining 
customer service. NWA relies on its industrial engineering group to design and 
evaluate process improvement opportunities. In turn, the IE group relies on time 
studies to analyze and quantify process improvement opportunities. 

Issues
Conducting time studies in the airline’s operational areas is a major IE work 
function. The IE group had to observe multiple subjects simultaneously, which 
could be cumbersome and yield unsatisfactory data with the stopwatch-and-paper 
method. Given the high number of time studies requested, the variety of studies to 
be performed, the amount of observations needed, and the speed for which results are 
required, the IE group needed a different method for managing them. NWA turned to Quetech’s WorkStudy+ software 
for a solution. 

Project example
One of many projects for which NWA uses WorkStudy+ is passenger throughput 
analyses of its seasonal Mexico stations. NWA is planning a significant flight schedule 
increase to one of its top leisure travel destinations in Mexico. The general manager 
of customer service wanted to ensure that the station would have the appropriate 
number of ticket counter positions available to handle the planned rise in passenger 
traffic so that passengers would not face long queues and wait times upon their arrival 
to the airport. 

In engineering terms, what is the throughput capacity per ticket counter position 
based on process constraints, and how can NWA ensure an acceptable service level 
for its passengers measured in queue length and wait time?

To solve these challenges, IE had to gather passenger check-in time and passenger 
arrival rate. Passenger check-in time is the amount of time it takes a customer service 
agent to check in a passenger or group of passengers for their flight. Passenger arrival 
rate is the number of passengers arriving at different time intervals before their flight 
departure. To collect the data, two different studies were developed in WorkStudy+.

“With this software, it is possible to create a study while flying to a location and to 
analyze the data on a laptop when flying back. This capability has greatly improved 
our project turnaround time,” says NWA industrial engineer Victor Perazzoli.

After the data was collected and summarized, throughput capacity and passenger 
arrival rate were obtained. The results demonstrated unique differences in arrival 
rates between this location and other domestic NWA locations. Once quantified, the 
IE group constructed a model using data collected from WorkStudy+ to determine 
ticket-counter positions required to maintain the desired service levels of passenger 
queue length and passenger wait. Then different staffing and flight scenarios were analyzed to make appropriate 
recommendations.

Conclusion
The NWA IE group is excited to have a work measurement tool as powerful and flexible as WorkStudy+. NWA field 
consultants can quickly create a study structure tailored to its internal customer needs and perform the study with the 
appropriate number of observations in a short timeframe. With this tool, the IE group can put together sound recom-
mendations aimed at improving the operational efficiency of the airline.

Landing results

WorkStudy+ during data collection of 
passenger check-ins

“After we meet with an internal customer 
and understand the time elements to be mea-
sured, we need to be able to quickly provide 
results. WorkStudy+ is perfect for us because 
it is simple and flexible to use.” 
— Victor Perazzoli, industrial engineer, 
Northwest Airlines
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