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Retailer Newsletter
December 1, 2025

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

RE: Have You Checked Our Website Lately?

Happy Holidays,
In case you have not checked our website lately, I suggest that you put it on your ‘To Do List’ soon. Several new documents have been added recently.
www.tsmanagementservices.com
Forms & Reports For Your Business:
Perhaps the last time you checked, there was nothing there that you thought you needed or that appealed to you. However, as we all know, things change over time. Maybe now there is something that you could use in your business. I recently added “Safety & Security Orientation Checklist”. This is a one-page checklist you will want to review with all employees, have them sign it, and place it in their Employee File. I know many of you are probably saying to yourself, “Why do I need to document training my employees?” I can hear you now, “They don’t stay long, or they won’t remember anyway, or they already know it!”  The following is a true story that may change your mind: I recently became involved with a retailer facing a major lawsuit. Apparently, a customer put gasoline in a glass jar (unbeknownst to the CSR). This customer was not within sight of the cashier. The sad ending to this story is that the glass jar exploded, and there was a loss of life. The store was sued by the family of the deceased for ‘allowing gas to be put in a glass jar, which is against the law’. During both the deposition and the trial, attorneys asked the CSR on duty if they were ever trained ‘not to put gas in glass jars, and she said she didn’t think so. When the owner testified, he was asked if he had documentation to ‘prove’ he trained his employees that this action by the customer was illegal AND dangerous? His answer was, “Well, I told everyone.” When asked if he could prove it, he repeated his answer, “Well, I tell everyone when they are hired!” You can see how this ended - the retailer lost the case, and his insurance company made a massive payout. Even though the gasoline dispensed in the glass jar was out of sight, he could not ‘prove’ the CSR would have stopped the action if he/she saw what was happening, because they were not properly trained and the training was not documented.

There is another document on our website: “5-Day Training Checklist”. This is a MUST for all employers to properly train new (and current) employees. It may appear overwhelming when you first look at it, but here’s an idea: start with just one or two pages. For example, Safety and Cashiering may allow you to feel comfortable in this new endeavor. I suggest you add a page or two every month until you have implemented the entire set.

As you contemplate implementing written, documented training for your business, remember that most employees quit their jobs because they do not feel comfortable doing what is expected of them. In other words, they were not properly trained. Many of you, who have been in business for several years, forget how overwhelming it is for someone just starting. Even a new employee who has ‘worked in numerous c-stores in your town needs to be trained in YOUR requirements and idiosyncrasies. 

As many of you may be aware, the ‘Penny’ will no longer be minted, and certain regions are already reporting shortages. It is important to consider how your business will address cash transactions when pennies are unavailable. Will you choose to round up or down, or are your cashiers still expected to balance every transaction precisely?
Some years ago, I experienced a situation that highlights the significance of customer service in such scenarios. During a visit to the movies, I purchased popcorn and a drink totaling $10.02. As I did not have coins, I offered either a $10 or a $20 bill, and the cashier selected the $20, providing $9.98 in change. This required her to obtain a roll of coins to complete the transaction. This example suggests strict adherence to balancing "to the penny." If you still have a ‘Penny Cup’ on the counter, now it would be a good time to get rid of it. I suggest you post a small sign in its place:
If you have a penny or two, let us know.
[bookmark: _Hlk212024803]We round down 1 & 2¢/6 & 7¢
We round up 3 & 4¢/8 & 9¢

I believe that when the impact of the penny shortage becomes widespread, most customers will be comfortable with ‘rounding up’ and ‘rounding down’.
I read an interesting article on Convenience Store Decisions, and I thought I would share it with you.
So, what can you do to protect your stores? Given the rapid, aggressive growth in theft, convenience stores must adopt proactive, multi-layered strategies to protect their margins, staff, and reputations. Here are a couple of ways convenience stores can reduce incidents of theft.
1. Tighten internal controls and employee oversight.
· Conduct more frequent and unpredictable inventory audits. Use spot checks rather than always-scheduled ones, so illicit internal theft is harder to conceal.
· Institute clear, written policies about employee theft: what is prohibited, what the penalties are, and the process for reporting suspect behavior. Employees should know that theft is cause for immediate dismissal and that your business takes it seriously. For example, can employees ‘take’ a cup of coffee or a fountain drink during their shifts? Are they allowed to ‘run a tab’ for the shift and pay for all their purchases at the end of their shift?  What is your policy on food service? Let the team know what is and what is not acceptable.
· Use technology such as POS logs and video surveillance with audit trails to monitor employee behavior, merchandise returns, discounts, and so on. Ensure that cameras cover blind spots, storage areas, walk-in coolers, and cash registers.
· Foster a culture of integrity. Reward honest behavior, maintain open channels for whistleblowing or anonymous reporting; ensure managers are trained to recognize indicators of internal theft, including unusual refunds, voids, or on-hand stock not matching records.
2. Invest in deterrents for external theft. External theft is theft by your customers. Internal theft is theft by your staff.
· Use visible deterrents. Well-placed mirrors, visible cameras, and good lighting both inside and outside the store send a strong message to everyone that anything they do will be seen. Signage saying surveillance is in use is also effective, as are posted signs that include your policy on prosecuting shoplifting offenses.
· Consider locking high-risk items behind glass, locked displays, or placing them in supervised zones. While that can inconvenience some legitimate customers, in many cases, the trade-off is worth it if those items account for disproportionate losses.
· Train staff to detect suspicious behavior. For example, watch for groups, bulk-grabbing items, or creating coordinated distractions, and empower the team with safe procedures for non-confrontational intervention or alerting law enforcement.
· Use technology. Modern tools for combating crime include electronic surveillance (EAS) tags, RFID (Radio-Frequency Identification), motion sensors, smart exit sensors, and AI-based video analytics, all of which raise alerts in real time.
I firmly believe that Employee Theft is ranked in the Top 3 reasons why small businesses fail. I personally have met several retailers who lost or nearly lost their business simply because they could not grasp the fact that their employees were stealing from them. Most of them expected to see a truck outside their business loading up their merchandise; when in fact they were not stealing much ‘product’, but what they were stealing was your hard-earned cash ($$$). With that said, I want to add my personal feelings: you must treat all employees with respect. You cannot talk to them or treat them like they are convicted thieves. It can be a tricky balance; tilt one way too much and you will lose the respect of your staff, tilt the other way too much and you may lose your business. Here’s a phrase many of you will remember from my training classes: ‘Trust but Verify’. I always trusted my staff when I owned my stores, but I took it seriously that I must verify they were being honest with me.
If your store is not as profitable as you think it should be, there may well be a reason. 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 their profitability! It won’t cost you anything (except your time) to reach out to me with a phone call, text, or email.

* * * * * *
All employees, regardless of what company they work for, deserve an environment where they are treated with respect and dignity.

* * * * * *
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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tom.tsms@gmail.com
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“Our business is making your business better!”
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