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Retailer Newsletter
September 1, 2025

Tom’s Business “TIPS”
“To Improve Profits”

RE: How Do I Know If My Business Is Struggling (Failing)?

Greetings,
I recently received an unusual phone call that I would like to share with you. A retailer (c-store owner) asked me, “How do I know if I am in a dire financial situation?” I thought for a moment and then replied to him, “What led you to ask that question? Is there something going on in your business that prompted the question?” He said a couple of things that convinced me his problem(s) have been building for quite some time.

Here are some of the questions I asked him:
1. Do you receive a monthly (or at least quarterly)financial statement prepared by an outside accountant/bookkeeper?
If you do not have a monthly (or, at a minimum, quarterly) financial statement provided for your business, how can you gauge your business's success or shortcomings? 
a. Does he/she consult with you to help you improve, or do they just ‘deliver the books’?
Part of the ‘agreement’ you make with an accountant must include one-on-one time to assist you in understanding the numbers and suggesting ways to improve your business.
b. Is your accountant/bookkeeper proficient in our industry?
If your accountant does not ‘understand’ our business, how can he/she counsel you or advise you? Our business is very unique in the retail world, and not everyone understands it.
2. Do you have a back-office computer system designed for c-stores (not QuickBooks)?
A back-office computer system designed for convenience stores is a must! QuickBooks will provide you with enough information to satisfy the Internal Revenue Service (IRS), but it will not provide you with the information necessary to grow your business. Yes, you can spend an enormous amount of time making QuickBooks work for your business, but why waste your time when you can purchase a system that will work better?
3. Do you take a monthly physical inventory?
If you do not take a physical inventory, you do not have any idea what your gross profit is; you can only guesstimate. If you don’t have the time (or the staff) to conduct an inventory, consider hiring an outside inventory service. You could also consider hiring a senior citizen (a customer with a business background) to assist you with this task.
4. Do you conduct daily shift check-outs and reconcile over/shorts?
Cashiers must reconcile their shift immediately after their shift. They must understand that accuracy and honesty are crucial, and you should demand nothing less!
5. How many hours per week do you spend working at the cash register?
Whether or not you physically work at the store, your presence is valuable. Customers like to see the owner present overseeing the business, and don’t forget to ‘thank your customers for supporting your business.’ I understand owners may be required to ‘work the register’ for an entire shift or two or three due to staffing issues, but I do not condone the owner ‘working the register’ 30-40-50 hours a week, every week. If you are working the register, you are not managing the business; you are working at the business!
6. How many hours per week do you spend at the store, i.e., stocking, cleaning, observing the overall operation?
‘Getting your hands dirty’ is part of owning a small business. If you don’t get involved, how do you judge the performance of your staff?
7. Do you have a full-time (or part-time) job outside of the convenience store?
I have conducted countless in-store consultations with retailers over the years. The majority of those retailers experiencing difficulties do not ‘work’ at the store. They have a career outside the c-store. Most of those people purchased the business intending to support their retirement years. When in fact, a lot of them have had to finance the business for the simple reason that they failed in the operation because they did not know what was going on, or they did not learn it until after they made the initial investment.
8. Do you monitor ‘Industry Benchmarks’ to see if your sales/gross profit and expenses are in line with our industry?
Our website (www.tsmanagementservices.com) provides industry benchmarks. I will be honest with you and disclose that these numbers are ‘pre-COVID’, but I believe they are still fairly accurate. I have had difficulties finding new statistics, and it appears the information that used to be prevalent is not currently available.
9. How many hours is your store open? Do you have a designated manager? How many CSRs are on duty?
Our industry recommends that 30-35% of your gross profit should be allocated to wages. This number can be confusing if the owner works the register constantly. If your monthly gross profit is $75,000, then your wages should be $22,500 - $26,250. You should also be aware that you have enough CSRs on duty during peak hours of your business. Sometimes that need can be filled with part-time employees. Your staff should also be required to complete certain shift responsibilities (i.e., a to-do list) for each and every shift.
10. Do you provide fresh food items, i.e., sandwiches, pizza, chicken, 
	items, etc?
Fresh food items are vital to your store’s success. If you are not sure what you should be offering at your store, ask your grocery supplier for suggestions. Another idea is to simply drive around your local community and see what your competition offers. What are they doing that you can do? Another source of information is industry trade publications. I read stories daily on NACS, CSP Daily News, C-store Decisions, etc., with ideas on how fast/fresh food can enhance your business. 

I hope I didn’t confuse you with my list above. I am trying to illustrate that the more information you have about your business, the better you can manage your business. Many retailers manage their business with their checkbook. In the world of retail, it is tempting to gauge the health of your business by a simple glance at your checkbook. After all, a positive bank balance seems to be the ultimate reassurance—a sign that things are going well and that you are, indeed, “successful.” However, the reality of business management is far more detailed. To truly understand, grow, and sustain your business, you need to look deeper and gather as much relevant information as possible. You need more than just a checkbook. Gathering comprehensive information—from inventory turnover rates, sales trends, expenses, profit margins, and vendor reliability—provides a clear view of your business. This wealth of data enables better decision-making, helps identify inefficiencies, and reveals opportunities for growth.
When you harness the power of information, you transform your approach from reactive to proactive. Instead of merely responding to what your checkbook tells you, you anticipate challenges, plan for the future, and allocate resources where they will have the greatest impact. 
In our business, there are only 3 ways to increase your profit:
1. Increase sales
· This could include adding new items, i.e., grillers, fresh food offerings, etc.
2. Increase gross profit in your categories/departments.
3. Reduce expenses.
Consider a combination of all three.

In my almost 30 years in this business, there were 3 times I found myself in a cash flow predicament. Fortunately, I was able to ‘see the handwriting on the wall’. By that I mean my financial information allowed me to see what was coming, and I was able to make the changes necessary to prevent a calamity. That is what I was trying to stress to the retailer who called and asked, “How do I know if my business is failing/struggling?” To put it simply, accurate information, information, information, information! The more information you have, the better equipped you will be to head off a setback.

One final topic I have not touched on is Cash Flow. A Financial Statement (P&L) will tell you if your business is successful or not, but a Cash Flow Statement will tell you if your business has the funds available to pay the bills.

If your store is not as profitable as you think it should be, give me a call or email. If you are a supplier or organization with retailers, and they are struggling to maintain profitable stores, please reach out to me. We can help these stores’ operations and improve profitability! It won’t cost you anything (except your time) to reach out to me with a phone call, text, or email.

* * * * * *
"It’s hard to beat a person who never gives up."
Babe Ruth

* * * * * *
Don't be a victim of the 5 Dangerous Words
‘Maybe I’ll Do It Tomorrow’
Do it today because tomorrow (could be) will be too late!

Tom                                                                     
Thomas W. Terrono

T&S Management Services, LLC
C-Store Rescue
Instructor / Consultant for the Convenience Store Industry
Lee's Summit MO 64082-4864    

816.550.8048
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“Our business is making your business better!”
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