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Store Experience
Consistency Audit

™

Can customers count on the experience you intend to

deliver, regardless of store, shift, or leader?
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R U N N I N G  G R E AT  S T O R E S S T O R E  E X P E R I E N C E  C O N S I S T E N C Y A U D I T ™

F I E L D  L E A D E R S H I P  A U D I T

D E S I G N E D  F O R  D I S T R I CT  M A N AG E R S  •  R E G I O N A L  L E A D E R S  •  H E A D S  O F S TO R E S

This field-leader audit is designed to help you evaluate whether the

intended customer experience is actually being delivered

consistently across stores, shifts, leaders, and operating conditions.

Most retailers have a clear idea of what the customer experience should feel like. Fewer can say

with confidence that it happens consistently.

One store may feel energetic and welcoming. Another may feel transactional.

One team actively engages customers. Another waits to be approached.

A store may look excellent at opening and completely different four hours later.

The experience may even change depending on which Store Manager is working.

That variability matters. Because customers do not experience your strategy, training materials, or

brand standards. They experience what happens in the store in front of them.

C L E A R

Do store teams know

what good looks

like?

V I S I B L E

Can you observe the

expected behaviors

and standards?

C O N S I S T E N T

Does the experience

hold across people,

shifts, and

conditions?

L E D

Are store leaders

actively reinforcing

it?

S U S TA I N E D

Does it remain strong

when pressure

increases?

A strong customer experience is not your best customer

interaction. It is what customers can reasonably expect most of

the time.
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H O W  T O  U S E  T H E  A U D I T

Audit the Experience That Is Actually Happening
This is not intended to be a traditional store inspection. As a field leader, you are not simply looking

for whether standards are present. You are evaluating whether the store’s leadership and operating

routines are consistently producing the customer experience the brand intends.

Whenever possible, complete the audit during normal business conditions. Observe long enough

to see how the experience holds as customers arrive, associates change tasks, traffic fluctuates,

and leaders divide their attention.

R AT E  E A C H  A R E A

1 S I G N I F I C A N T LY

I N C O N S I S T E N T

The expected experience is unclear, rarely visible, or highly

dependent on the individual working.

2 I N C O N S I S T E N T Some strong practices exist, but the experience varies

meaningfully by shift, associate, leader, or operating condition.

3 G E N E R A L LY

C O N S I S T E N T

The intended experience is usually present, but noticeable

gaps remain.

4 H I G H LY C O N S I S T E N T The experience is clear, observable, reinforced, and sustained

across most operating conditions.

S TA R T  W I T H  O N E  Q U E S T I O N

What should a customer be able to count on every time they enter

one of your stores?

If that answer is difficult to define clearly, the consistency problem may begin before the customer

ever walks through the door.
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R U N N I N G  G R E AT  S T O R E S S T O R E  E X P E R I E N C E  C O N S I S T E N C Y A U D I T ™

B E F O R E  Y O U  B E G I N

Audit Details

S TO R E D AT E  /  T I M E

S TO R E  M A N A G E R F I E L D  L E A D E R  C O M P L E T I N G  T H E  A U D I T

A P P R O X I M AT E  T R A F F I C  L E V E L  D U R I N G  O B S E R VAT I O N

Light Moderate Heavy

W H O  WA S  L E A D I N G  T H E  F LO O R ?

W H AT  S H O U L D  A  C U S TO M E R  B E  A B L E  TO  C O U N T  O N  E V E RY T I M E  T H E Y E N T E R  O N E  O F Y O U R

S TO R E S ?

runninggreatstores.com Diagnostic  ·  4

https://runninggreatstores.com/
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O B S E R V E

Arrival + First Impression
Observe the experience from the customer’s perspective before evaluating individual tasks

or employees.

01 A R R I VA L  +  F I R S T  I M P R E S S I O N

What does the customer experience in the first moments of the visit?

RATE EACH STAT EMEN T 1    ·    2     ·    3     ·    4

The store communicates that it is open, ready, and prepared for customers. 1 2 3 4

Customers are acknowledged appropriately upon entering. 1 2 3 4

The first visual impression reflects the intended brand and store standard. 1 2 3 4

Customers can quickly understand where to go, what to explore, or how to get help. 1 2 3 4

The arrival experience remains strong when the store is busy or leaders are occupied. 1 2 3 4

A R R I VA L  +  F I R S T  I M P R E S S I O N  S C O R E / 20

W H AT  D I D  T H E  C U S TO M E R  E N C O U N T E R  B E F O R E  A N Y E M P LO Y E E  I N T E R A CT I O N  O C C U R R E D ?

Field-leader cue: Notice what the customer experiences before the team has a chance to recover, explain, or

intervene. The first impression is often the most honest view of the operating standard.
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O B S E R V E

Store Environment + Execution
The physical environment should make shopping easier, reinforce the brand promise, and remain

customer-ready throughout normal operating conditions.

02 S TO R E  E N V I R O N M E N T  +  E X E C U T I O N

Does the physical store support the experience you want customers to have?

RATE EACH STAT EMEN T 1    ·    2     ·    3     ·    4

Customer-facing areas remain ready throughout the day, not only at opening. 1 2 3 4

Product, fixtures, signage, and presentation make shopping easier rather than

creating friction.
1 2 3 4

Operational activity is managed without unnecessarily disrupting the

customer experience.
1 2 3 4

Recovery, replenishment, and housekeeping routines maintain standards during

business hours.
1 2 3 4

The condition of the store is consistent with the experience and price/value proposition

the brand promises.
1 2 3 4

S TO R E  E N V I R O N M E N T  +  E X E C U T I O N  S C O R E / 20

W H E R E  D I D  S TO R E  O P E R AT I O N S  H E L P T H E

C U S TO M E R  E X P E R I E N C E ?

W H E R E  D I D  T H E Y C O M P E T E  W I T H  I T ?

Operational work is necessary. The question is whether the store knows how to complete that work without

making the customer absorb the cost of it.
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O B S E R V E

Customer Engagement
Engagement should feel appropriate to the brand and useful to the customer: not scripted, absent,

or dependent on one naturally strong associate.

03 C U S TO M E R  E N G A G E M E N T

Are customers consistently receiving the level of engagement the brand intends?

RATE EACH STAT EMEN T 1    ·    2     ·    3     ·    4

Associates notice customers and respond appropriately rather than waiting to

be summoned.
1 2 3 4

Customer engagement feels natural and useful rather than scripted or transactional. 1 2 3 4

Associates adjust their approach based on customer cues and needs. 1 2 3 4

Customers can access help without having to search for an associate. 1 2 3 4

Engagement remains consistent across different associates and areas of the store. 1 2 3 4

C U S TO M E R  E N G A G E M E N T  S C O R E / 20

W H AT  B E H AV I O R S  W E R E  C O N S I S T E N T LY

V I S I B L E ?

W H E R E  D I D  T H E  E X P E R I E N C E  D E P E N D  O N  T H E

I N D I V I D U A L  A S S O C I AT E ?

Consistency does not mean every associate sounds the same. It means customers can count on the same level

of attention and care.
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O B S E R V E

Selling + Service
The right selling behavior will differ by retailer. The underlying standard does not: customers should

receive the level of expertise, assistance, and service appropriate to the brand.

04 S E L L I N G  +  S E R V I C E

Are associates helping customers make better decisions, or simply completing transactions?

RATE EACH STAT EMEN T 1    ·    2     ·    3     ·    4

Associates seek to understand what the customer needs before recommending

a solution.
1 2 3 4

Product knowledge or expertise is used in a way that improves the

customer’s decision.
1 2 3 4

Associates identify appropriate opportunities to deepen or complete the purchase. 1 2 3 4

Service continues through the customer’s decision rather than ending after the

initial interaction.
1 2 3 4

The level of service is reasonably consistent regardless of which associate serves

the customer.
1 2 3 4

S E L L I N G  +  S E R V I C E  S C O R E / 20

W H E R E  D O E S  T H E  E X P E R I E N C E  C U R R E N T LY R E LY O N  Y O U R  S T R O N G E S T  S E L L E R S ?

Field-leader cue: Watch for the gap between what your strongest associate naturally does and what the rest of

the team has actually been taught, coached, and expected to do.
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O B S E R V E

Friction + Handoffs
Customer experience often breaks down not because employees are unfriendly, but because the

operating model creates friction.

PAY PA RT I C U L A R  AT T E N T I O N  W H E N  C U S TO M E R S :

need assistance cannot find an item need a size, color, or alternative

move between departments or

associates

encounter an out-of-stock wait for service

return or exchange merchandise complete a purchase experience a problem

05 R E M O V E  C U S TO M E R  F R I CT I O N

Where does the store make the customer work harder than necessary?

RATE EACH STAT EMEN T 1    ·    2     ·    3     ·    4

Associates take ownership rather than sending customers from person to

person unnecessarily.
1 2 3 4

Customers understand what will happen next when assistance requires another

person or process.
1 2 3 4

Internal handoffs feel coordinated from the customer’s perspective. 1 2 3 4

Store processes minimize unnecessary waiting, repetition, or confusion. 1 2 3 4

When something goes wrong, the team works to recover the experience effectively. 1 2 3 4

C U S TO M E R  F R I C T I O N  S C O R E / 20

W H AT  D I D  T H E  C U S TO M E R  H AV E  TO  WA I T

F O R ?

W H AT  D I D  T H E  C U S TO M E R  H AV E  TO  A S K F O R

M O R E  T H A N  O N C E ?

W H E R E  WA S  O W N E R S H I P U N C L E A R ? W H I C H  P R O C E S S  M A D E  S E N S E  I N T E R N A L LY

B U T  C R E AT E D  F R I C T I O N  E XT E R N A L LY ?

The customer may never see the handoff. The customer always feels it.
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L E A D

Leadership + Consistency
A written standard does not create consistency. Leadership does. Store leaders have to observe

the experience, coach behaviors, redirect execution, and protect the customer when competing

demands enter the store.

06 L E A D I N G  T H E  E X P E R I E N C E

Is customer experience actively led, or simply expected?

RATE EACH STAT EMEN T 1    ·    2     ·    3     ·    4

Store leaders are visibly aware of what customers are experiencing on the floor. 1 2 3 4

Leaders regularly observe and coach customer-facing behaviors in real time. 1 2 3 4

Leaders redirect operational work when it begins to interfere with the

customer experience.
1 2 3 4

Strong customer experience does not depend on the Store Manager personally

serving customers.
1 2 3 4

Leaders reinforce the same customer experience expectations across associates

and shifts.
1 2 3 4

L E A D I N G  T H E  E X P E R I E N C E  S C O R E / 20

The Consistency Test

Would the experience likely remain the same if:

The Store Manager left for the day? Yes Mostly Unlikely

A different shift took over? Yes Mostly Unlikely

Traffic suddenly doubled? Yes Mostly Unlikely

Several experienced associates were absent? Yes Mostly Unlikely

You visited another location tomorrow? Yes Mostly Uncertain

Those answers may reveal more about customer experience consistency than any individual score.
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I N T E R P R E T

Your Store Experience Consistency Profile

Arrival + First Impression / 20

Store Environment + Execution / 20

Customer Engagement / 20

Selling + Service / 20

Customer Friction + Handoffs / 20

Leading the Experience / 20

T O TA L / 120

The total provides context. The variation between areas is usually more useful.

Look for the Pattern

STRONG ENVIRONMENT

+  WEAK ENGAGEMENT

The store may look excellent without creating a compelling human

experience.

STRONG INDIVIDUA L S ELLER S

+  WEAK CONSIS TE N CY

Customer experience may depend too heavily on who happens to

be working.

STRONG SERVICE

+  HIGH FRICTION

Employees may be compensating for processes that make

shopping unnecessarily difficult.

STRONG EXPECTATIONS

+  WEAK LEADERS H IP

The desired experience may be clear, but leaders are not observing

and reinforcing it consistently.

STRONG QUIET-P ERIOD EX PE RIE N CE

+  WEAK EXPERIENCE UNDE R

PRESSURE

The standard may not yet be embedded deeply enough to survive

normal operating demands.
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R U N N I N G  G R E AT  S T O R E S S T O R E  E X P E R I E N C E  C O N S I S T E N C Y A U D I T ™

I N T E R P R E T

Your Greatest Experience Gap

W H I C H  A R E A  C R E AT E S  T H E  G R E AT E S T  R I S K TO  A  C O N S I S T E N T  C U S TO M E R  E X P E R I E N C E ?

W H AT  E V I D E N C E  L E D  Y O U  TO  T H AT  C O N C LU S I O N ?

I S  T H I S  P R I M A R I LY A N  I S O L AT E D  S TO R E  I S S U E  O R  S O M E T H I N G  Y O U  W O U L D  E X P E CT  TO  S E E

E L S E W H E R E ?

Isolated to this store Likely present in other stores Unsure; broader observation

is needed

A  F I E L D - L E A D E R  Q U E S T I O N

If this issue appeared in three more stores tomorrow, would

you treat it as a store problem, or a system problem?

A repeated problem across stores may require more than coaching an individual Store Manager.
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A C T

Improve the System, Not Just Today’s Store
Avoid leaving the audit with a list of twenty things for the Store Manager to fix. Identify the few

changes most likely to improve the experience consistently.

Priority 1

W H AT  E X P E R I E N C E  N E E D S  TO  I M P R O V E ? W H AT  I S  H A P P E N I N G  TO D AY ?

W H AT  D O  W E  WA N T  C U S TO M E R S  TO

E X P E R I E N C E  I N S T E A D ?

W H AT  B E H AV I O R ,  S TA N D A R D,  L E A D E R S H I P

A CT I O N ,  O R  R O U T I N E  N E E D S  TO  C H A N G E ?

W H O  O W N S  I T ? W H AT  E V I D E N C E  W I L L  S H O W  T H AT  I T  I S

W O R K I N G ?
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A C T

Priority 2

W H AT  E X P E R I E N C E  N E E D S  TO  I M P R O V E ? W H AT  N E E D S  TO  C H A N G E ?

W H O  O W N S  I T ? W H AT  E V I D E N C E  W I L L  S H O W  T H AT  I T  I S

W O R K I N G ?

Before You Close the Audit

Is the expected customer experience specific enough that employees know what to do?

Can Store Managers actually observe the behaviors that create it?

Does the experience remain strong when operations become difficult?

Are store processes designed around the customer, or does the customer have to navigate around store

processes?

Are Store Managers coaching the experience or simply talking about it?

Would another store, another shift, or another leader produce approximately the same experience?

Is this Store Manager building a team that can deliver the experience without depending on them

personally?
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C L O S E

Can the customer count on you?
Consistency does not mean every customer interaction should feel identical. It means the

essential standards, behaviors, and level of care are reliable enough that customers

recognize the same brand experience across locations.

The strongest customer experience is not created by

occasional extraordinary service. It is created when great

service becomes ordinary.

Running Great Stores

runninggreatstores.com
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