
Source Reduction

• Commitment to Reducing Waste
• Shift the Focus

• Margin Results vs Margin Results & Shrink Performance

• Take Action

• Appoint a Director Level Teammate to Lead the Shrink Reduction Initiative

• Create Nine Zone Shrink Specialist Positions(One Per Zone)

• Initiate Shrink Reduction Teams in all Departments

• Build Shrink Results into Individual and Department Targets/Incentivize

• Develop Initiatives/Test/Implement Successes

• Shrink Committees

• Shrink Audits

• Weekly Inventories

• Fresh Item Management

• Seek Out Technology to Improve Results

• Measure/Reward/Coach/Counsel 

• Results-Heading Toward our Best Fiscal Year Since Implementation



Shrink Audit Example

Produce Shrink Audit

Possible Pts Question Audit Standard Enter Either "PASS" or "FAIL" SCORE COMMENTS

0 What is this department's Gap Closure rate(%) from the prior period? List results from fresh report LIST ANSWER IN COMMENTS SECTION 0

0 What is this department's Gap Closure rate(%) year-to-date? List results from fresh report LIST ANSWER IN COMMENTS SECTION 0

4 Is the department achieving YTD shrink budget?
Review the Fresh Report. If the department is not achieving budgeted 
shrink then this question is a FAIL

0

0
What actions, above and beyond best practices, are store management 
taking to improve the results? 

If the department is not achieving it's budgeted shrink target, list here the 
specific actions, above and beyond best practices, that store 
management is taking to help the department improve. 

LIST ANSWER IN COMMENTS SECTION 0

4
Is the Buy/Sell being effectively utilized in order writing with accurate 
projections and appropriate orders? 

Is the department using accurate projections, on hand inventory listed, 
and all ordered quantities make sense? Does store note OLOS 
adjustments in order book? 

0

5
Did you witness proper rotation being done on the sales floor using the 
double decker cart with one banana box on top and 2 boxes on the 
bottom? (Yes or No question)

This is to be observed in the morning, mid shift, and evening shift as 
rotation is to happen all day.

0

4
Was the sales floor properly culled before working the cooler with no 
excessive product found during the visit?  (No more than 2 boxes found 
during specialist walk)

Walk sales floor with team lead pulling product that does not meet 
freshness standards. If more than two boxes of bad product found results 
in a failure. 

0



Responsibility For Profitability

Examples

Mon Tues Weds Thurs Fri Sat Sun TOTAL

Week 1

Week 2

Week 3

Week 4

Department:

Shrink

Store #: 

WEEK 2 ACTUAL WEEK 3 ACTUAL WEEK 4 ACTUALWEEK 1 ACTUAL

AVERAGE Weekly Sales:

WEEKLY Shrink Tolerance:

DAILY Shrink Tolerance:

PERIOD TOTAL

Mon Tues Weds Thurs Fri Sat Sun TOTAL

Mon Tues Weds Thurs Fri Sat Sun TOTAL

Week 1

Week 2

Week 3

Week 4

Shrink

Week 1

Week 2

Week 3

Week 4

MEAT MD 

STICKERS

Note – Meat Markdown Stickers not to exceeded 50% of Daily Shrink Tolerance 

Store #: Department: MEAT

AVERAGE Weekly Sales:

DAILY Shrink Tolerance:

WEEKLY Shrink Tolerance:

WEEK 1 

ACTUAL

WEEK 2 

ACTUAL

WEEK 3 

ACTUAL

WEEK 4 

ACTUAL
PERIOD TOTAL



Responsibility For Profitability

Examples



Weekly Inventory Learnings

• Weekly Inventory Learnings (Store Manager Feedback)

• Ordering and scheduling are the top two keys to success
• Every order needs to be scrutinized before it goes out
• Pay special attention to orders that have to carry you multiple days.  This was a big problem that was identified.  We are 

drastically over ordering on these orders.
• Use the tools at your disposal to write effective orders:

• Ad Classified
• Days on Hand Report
• Buy/Sell
• Etc.

• We need to ensure that we have our Team Mates scheduled to maximize sales and to minimize shrink
• Don’t front load schedules and sacrifice in the late afternoon and evening
• Ensure Department Managers have the time to write a good order and to take an accurate inventory.  They cannot manage the sales 

floor when trying to complete these tasks
• Detail schedules each week

• Store Manager involvement was key to our success.  Detailed walks in struggling departments need to 
happen 3-4 times per day.  Other departments may not need that same type of attention.  Spend your time 
where it needs to be spent

• Review the shrink and question it daily
• What could we have done to prevent this shrink?
• Did we recognize an issue and react in time?


