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鲜食新商品程序
Fresh new items
    鮮食是我們每天吸引更多顧客光臨的主要部门，而在鲜食部门不斷有新品推出就會使顾客感觉耳目一新。在增加客流的同时，也提高了整個商場的銷售。因此，不斷推出新品必須制度化

   Fresh is the key dept for us to attract much more customers shopping in our store daily. The consistent new items introduction will refresh our customers and drive our whole store sales, so we make this following Procedure as to systematically create fresh new item to our customers.
一、采購提供的新產品

New items introduced by buyers
(一)订货及生产

Order & production

采购将在周四的Bulletin中发布新商品信息，需部门加工的新商品同时附有生产配方，94#的新商品会列入周四的成本报价单中。

New item information will be delivered to stores through weekly Bulletin /COMAC  by buyer. Detailed Production information will be attached if that is a store  produced item. New items in Dept 94 will be listed on weekly item cost Quotation   List.
1、 对于供应商直接供货的商品
Vendor supplied items

· 部门在收到Bulletin或成本报价单后，应第一时间与供应商联系，确认订货数量和送货时间 

    同时制定促销计划。
             When receiving the Bulletin or cost list, the Dept. should contact Vendor to confirm the    

        order quantities and the deliver time immediately and lay down the promotion & displaying plan. 

· 部门需跟进供应商的送货情况(到货时间、到货量、质量)。
    The Dept. should follow up the lead-time, the quantity and the quality.

· 根据新商品实际到货情况，按照陈列计划将新商品第一时间全面陈列。
    store should display the new items after receiving the new item. 

· 部门在新商品的销售过程中应根据实际情况及时调整订货计划。

    During the sales of new items, the Dept. should adjust the ordering and displaying plan in  

    accordance with the actual situation.

2、 对于需部门再加工的新商品
         self produced item according to buyer’s recipe
·   部门根据采购提供的配方及原料在第一时间进行试生产，授权人员进行试吃，将信息 反馈给采购。
     store should make production of  the new items according to information on Bulletin /COMAC , 
     the authorized person should sample the new product and feedback the information to buyer.

· 部门可于当日根据商品口味、定价、毛利情况及市调结果制定生产计划，并按生产计划 进行生产，同时在销售过程中及时调整生产计划。
     The Dept. should set up the production schedule on the basis of the flavor, pricing ,gross margin       

     and situation,. Store should adjust the production schedule in time as to the sales of new item
·   部门需每日跟进新商品的销售和丢弃情况，做好详细的记录(附丢弃登记表)。

             The Dept. should record the throwaway and sales of new items.(Attached Throwaway Record 

              Sheet.
  (二) 陈列及促销
         Display &  Promotion    

1.      新商品的陈列需按照采购在Bulletin/COMAC的陈列要求进行陈列, 如果采购没有说明陈列方式, 部門應用專門固定的展台做特別陳列. 
         New item must be displayed according to the requirement from buyer on Bulletin /COMAC.  
        Otherwise store can set up their own special display for new item.

         Remark : New item must be displayed and promoted in a period of 30days.

  特别说明: 新商品入场后必须保证陈列推广时间 为30天。

2.     按照采购的要求将新商品陈列。对于陳列出的新商品，要特別注意檢查旗标、标签及标牌，同时應通 過热卖、试吃、专人促销、广播介绍、样品展示等多种促销方式将新商品推荐给顾客。 
According to Buyer’s COMAC/BULLETIN store should follow the label, flag and placard. At the same time,  for the displayed new items, store should use the various methods such as hot selling, trial taste, Special promo. PA and Sample display etc. to promote new item to customers 
特别说明: 新商品在30天推广期内店内不得进行降价促销.如果经过30天的特别促销，该新品的销售

无法达到较好的销售，则由商场建议采购进行删除,并有其他新品相应代替。
        Remark: No markdown should be taken in the period of 30’s promotion. . If the new item could not get a 
        good  sale after 30-day sale, the store should suggest Buyer take additional new items for it. 

(三) 信息反馈
The information feedback

       30天后，部门需将本月新商品的銷售情況、生產情況、市場情況及丢弃情况(丢弃量
       及金额)反馈给采购。

After 30 days, store should feed back the sales and production information, marketing feedback and throwaway (Amount and Quantity) information to buyer.
二、商场自行研制的新產品：

New items made by store

1、各鮮食部門成立新產品開發小組，经理主管任組長，組員由本部門3~4名有经验的同事；

All Fresh dept. set up their own new item development group( dept. DM and Supr. are the team leader ,3~4 own dept experience associates in each group)

2、每个月的月初各部门开发小组開會一次，根据市场调查，竞争对手情况来研討顧客和市場的需求，提出新品種計劃；每個部門每月不少于三個自制新商品推薦及銷售；(见商场鲜食自制新品推荐表)

The new item development group in each fresh dept has a meeting at the early of each month to discuss customer and market’s new demand based on competitor’s comp. survey. Put forward to new item plan. At least three self-made new items introduction and practice for each dept. each month.(See attached Store Fresh Recommendation new item list)
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3、各鲜食部门在每月5号前將新品計劃上報DGM审核,DGM審核同意後，开始進行试生產；由常务副总和总经理试吃考核，由总经理在《商场鲜食自制新品推荐表》批准并于当月10号前将计划发电子邮件给各自的JV汇总后报给地区采购。
Before 5th of each month, all fresh depts report to DGM the New Item Development Plan.  After DGM reviewed and approved, the dept starts the trial production. After sample tasting by GM and EDGM, GM will sign off Self-made new item list and send email to JV for consolidation and JV GMO gives it to regional Buyer’s team before 10th day of that month. 
4、根据商场提供的新品计划并按照相应的采购标准，由采购在两周内完成相关的步骤如作出生产配方，制定相应的商品PLU，商品名称、商品价格以及毛利(毛利不得低于本部門平均毛利)等.在此期间，对于不能亲自到商场了解新品的采购(如广东地区)，采购可以参看推荐表中的新品数码照片。商场在当月25号前应收到采购通知和回复并开始推出该新品。如采购不能采纳该推荐新品，必须在《商场鲜食自制新品推荐表》中注明相关原因。

      Based on the buyer’s procedure, with the relevant information and reference offered by store, the Buyer will complete the following steps: make the recipe plan, new items PLU, item description, item price and margin (The margin must be above dept. average) and hand in the HOST in the two weeks. The buyer could refer to new item digital photo if he could not be present in the store (such as Guangdong region). The store starts to sell this new item on the 25th day of that month.  For those new items which are not adopted by Buyers, the Buyer should state the reason in the “store Fresh self-made new item list”.

5、对于陳列出的新商品，要特別注意檢查旗标、标签及标牌，同时應通過热卖、试吃、专人促销、广播介绍、样品展示等多种促销方式将新商品推荐给顾客。每個新商品陳列時間不得少于一个月。新商品在30天推广期内店内不得进行降价促销.如果经过如果经过30天的特别促销，该新品无法达到较好的销售，则由商场建议采购进行删除,并自制出有其他新品相应代替。.
For the displayed new items, store should use the various methods such as hot selling, sample taste, special promo. PA and Sample display etc. to promote new item to customers. At least one month for each new item’ display. No markdown should be taken in the period of 30’s promotion. If the new item could not get a good sale after 30-day sale, the store should suggest Buyer to delete it and the store should create additional new items for it. 

6、經銷售實踐成功的商品，由JV汇总總結配方及制作过程以及销售数据及相关图片後，同其他JV分享；

Those best selling new items can be shared the recipe, making process and digital photos of the item with other JVs
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                                                  商场鲜食自制新品推荐表(每月)

                            Store Fresh Recommendation Self-made New Item List( Monthly )

部门           Dept

新品名称              New item Name

新品配方及制作过程                   Recipe/Process

新品图片说明           Item digital Picture illustration

预计成本(不含税)     estimated cost         ( W/O vat)

周销量目标  Weekly Sales  QTY Goal

商场/JV总经理批准    Signed off by Store/JVGM

是否有竞争对手销售 (对手名称) Competitor sells or not                               (if yes, name)

采购回复Reponse from Buyer's


