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H. Lee Scott,  Wal-Mart's  chief, uses a
private "Lee's Garage" Web site.

Exchanges With the Chief

On Private Web Site, Wal-Mart Chief
Talks Tough
By STEVEN GREENHOUSE and MICHAEL
BARBARO
Published:  February 17, 2006

In a confidential, internal Web site for Wal-Mart's
managers, the company's chief executive, H. Lee
Scott Jr., seemed to have a rare, unscripted
moment when one manager asked him why "the
largest company on the planet cannot offer some
type of medical retirement benefits?"

Mr. Scott
first argues that the cost of such
benefits would leave Wal-Mart at a
competitive disadvantage but then,
clearly annoyed, he suggests that
the store manager is disloyal and
should consider quitting.

The Web site, which Mr. Scott uses
to communicate his tough
standards to thousands of far-flung
managers, gives a rare glimpse into
the concerns that are roiling Wal-
Mart's retailing empire, from the
company's sagging stock price to
how it treats its workers. Judging
by the managers' questions, Mr.
Scott has an internal public
relations challenge that in some
ways mirrors the challenge he faces
from outside critics.

And while Mr. Scott's postings are
usually written in a careful, even
guarded manner, they can often be
revealing — for example, showing
a defensiveness and testiness with
critics — that Mr. Scott normally
keeps under wraps.

Copies of Mr. Scott's postings
covering two years were made
available to The New York Times
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WAL-MART DOCUMENTS
The following documents were provided
by Wal-Mart Watch, a group backed by
unions and foundations that is pressing
Wal-Mart to improve its wages and
benefits.  Wal-Mart Watch said it
received the postings from a disgruntled
manager. The names of the Wal-Mart
managers who asked questions have been
redacted to protect their identities.
- 2004 Postings
- 2005 Postings
- 2006 Postings

available to The New York Times
by Wal-Mart Watch, a group
backed by unions and foundations
that is pressing Wal-Mart to
improve its wages and benefits.
Wal-Mart Watch said it received
the postings from a disgruntled
manager. While the existence of the
Web site and Mr. Scott's
participation in it have been known,
transcripts have never been made
public before.

The Web site has a folksy name —
Lee's Garage, because Mr. Scott
pumped gas at his father's Kansas
service station while growing up.

But its tone is at times biting. In his
response to the store manager who
asked about retiree health benefits,
Mr. Scott wrote: "Quite honestly,
this environment isn't for everyone.
There are people who would say,
'I'm sorry, but you should take the
risk and take billions of dollars out
of earnings and put this in retiree

health benefits and let's see what happens to the company.' If you feel
that way, then you as a manager should look for a company where you
can do those kinds of things."

Mona Williams, a Wal-Mart spokeswoman, said Mr. Scott responded so
sharply because of the manager's sarcastic tone. The question, she said,
indicated the manager failed to understand how competitive retailing is
and would not be able to convey that to his subordinates.

"At Wal-Mart, we communicate very candidly with one another," she
said. She added that Mr. Scott's tone did not deter employees from asking
questions, noting that 2,147 questions have been asked since last April.

Commenting on a labor union that is fighting Wal-Mart's expansion plans
in New York City and elsewhere, Mr. Scott wrote in the Web site, "that
way its members' employers" — meaning many Wal-Mart competitors —
"can continue to charge extremely high prices for food and tolerate poor
service."

Stung by the many news media reports about allegations of sex
discrimination, off-the-clock work and child labor violations at Wal-
Mart, Mr. Scott wrote, "The press lives on things that are negative."

The Web site shows many sides of one of the nation's most powerful
executives. He denounces managers who complain about the company or
their subordinates. He frets about the success of his discount rival Target.
He exhorts employees to act with integrity. He mocks General Motors
for problems caused by its generous benefits. He rejects a manager's
suggestion that Wal-Mart has created "a culture of fear," and he hails
Wal-Mart's performance in responding to Hurricane Katrina.
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Wal-Mart's performance in responding to Hurricane Katrina.

Mr. Scott has made some of these points before in public speeches, but in
these confidential e-mail messages to managers, he delivers far blunter
insights in much greater detail.

In one posting, he urges managers to set an example by doing more to
comply with the company's 10-foot rule, requiring employees to smile
and ask "Can I help you" when a shopper is less than 10 feet away.

In his postings, Mr. Scott tries to strike a chummy, "in the trenches" tone,
reminding managers how frequently he visits stores — at least once a
week — and pops into meetings unannounced "to make sure there's not a
filter keeping me from hearing what's really important."

But his responses often serve to remind managers of the gap between
them and their chief executive, who earned more than $17 million last
year, including stock options, who hops around the globe on Wal-Mart's
fleet of jets and who lives in a gated community called Pinnacle.
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