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Retailer Newsletter
August 1, 2026

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

RE: Time To Review Your Store’s Merchandising Layout

Hi,
Why Layout Changes Matter
I remember shopping at Sam’s Club and Costco when they first entered the market. It didn’t take long for me to develop a routine—I knew exactly what I wanted and where to find it. Then, over time, the stores rearranged their shelves and merchandise, which changed my shopping pattern and led me through more of the store. It became clear that this was intentional. Many customers want to get in, find what they need, and leave quickly. By changing the layout, retailers encourage shoppers to walk through more aisles, discover additional products, and often make extra purchases.
Questions to Ask About Your Store
When was the last time you reviewed or refreshed your store's merchandising layout? You might be thinking, "My store looks fine, and sales are steady, why change anything?" But consider this: major retailers regularly update their store layouts for one simple reason: they know they help drive sales.
Ask yourself:
· Do your regular customers head straight to the same products every time they visit?
· Could a refreshed layout encourage them to discover products they've overlooked?
· Would small merchandising changes lead to more impulse purchases?
When customers know exactly where everything is, they often shop on autopilot, purchasing only what they came for. By making thoughtful adjustments to your merchandising layout, you can encourage customers to browse, discover new products, and make additional purchases. Even small changes can create a more engaging shopping experience while increasing sales opportunities.
Thinking About EV Charging?
Have you considered adding electric vehicle charging to your location? Installation costs for Level 2 units can run as high as $15,000 per port, although some utility companies may offer incentives that help reduce the expense. If you think EV charging might be a fit for your business, take time to research the opportunity carefully before moving forward. Before you invest, consider the following:
1. Do you have enough room on your property for the chargers?
2. Do you have adequate space inside the store for customers who may wait while their vehicles charge?
3. Is the lighting around the charging area strong enough to help customers feel safe?
4. Do you have a maintenance plan to keep the chargers operating properly? Reports indicate that about 20% of commercial chargers are out of service, and vandalism may be one of the leading causes.

A recent NACS Daily article reported that 14.6% of shoppers visit convenience stores because they need to make quick purchases and be on their way. That makes it an important question worth asking: Does your store make it easy for customers to get in, find what they need, and check out quickly?
If the answer is no, or even sometimes, it's worth identifying what's slowing the process down. The problem could be cluttered power aisles, inattentive cashiers, employees distracted by their phones, or team members being pulled away from the register to handle other tasks. It may also be that you don't have enough staff scheduled during peak periods, such as the morning, lunch, and evening rushes.
In some stores, a single issue is enough to cause delays. In others, it's a combination of several small problems that adds up to a frustrating customer experience.
One practice I relied on when I owned stores was simply to step back and observe. I would ask myself, if I were a customer in this store, how would I feel while trying to find an item or waiting to be checked out? Seeing the store through the customer's eyes often revealed opportunities to improve.
Employee Documentation and Store Security
Personnel Records: A Simple Step That Can Make a Big Difference
I recently spoke with a store manager who shared a troubling incident: an overnight CSR left the store unattended, and the manager did not learn about it until receiving a call from the police.
I also know of a similar case involving a fellow Amoco retailer. In that situation, the police notified the retailer after an employee abandoned the store. By the time the incident was discovered, the shift's cash and several cartons of cigarettes were missing.
This occurred before today's I-9 requirements were in place. The retailer had no photo of the missing employee, and the name and address provided on the employment application turned out to be false. That experience reinforced the importance of maintaining complete and accurate personnel records, including a current photo of every employee.
Today, all employers are required to complete Form I-9 for new hires. Most acceptable I-9 documents already include a photograph. However, if the employee's documentation does not contain a photo, consider taking a current photo and keeping it in the employee's personnel file. While this can help maintain accurate records, it may also assist law enforcement if they ever need to identify someone who has worked in your store.
Best practices include:
· Complete Form I-9 documentation for every new employee.
· Keep a current photo in each employee's personnel file if one is not already included in the employee's documentation.
· Regularly review personnel records to ensure they are complete, accurate, and up to date.
A few minutes spent maintaining complete personnel records today can save significant time and difficulty if an unexpected situation arises tomorrow. 
Revisit What You’ve Already Learned 
Don't Let Good Ideas Gather Dust
Over the years, I've had the opportunity to work with hundreds of retailers and industry professionals through seminars, town hall meetings, and in-store consulting. If you attended one of those sessions, chances are you left with a workbook, notes, or other training materials. Here’s my question: When was the last time you looked at them? If it's been a while, now is the perfect time to pull them off the shelf. You may be surprised by how many ideas are just as valuable today as they were when you first heard them. In fact, some of the concepts that didn't seem especially important then may be exactly what your business needs now. As you review your materials, ask yourself:
· Which ideas could I put into practice immediately?
· What recommendations deserve another look?
· Do any of these solutions address challenges my store is facing today?

And if you can't find your notes, don't worry. Give me a call or send me an email. Tell me what's keeping you awake at night. Sometimes a fresh conversation is all it takes to uncover practical solutions. Don’t Let Good Ideas Gather Dust!
Your Store's Profitability
If your store isn't as profitable as you think it should be, there's usually a reason. The encouraging news is that most profitability problems can be identified—and corrected. A recent CSP Daily News article reported that merchandise sales in 2025 increased 1.7% over 2024, marking the 23rd consecutive year of inside sales growth. The same report noted that foodservice now represents 28.5% of total convenience store sales (not counting fuel). Those numbers tell us that opportunities still exist. If your store isn't moving in the right direction, don't settle for "the way we've always done it." Make a change. Test a new idea. Spend time in your competitors' stores and see what they're doing differently. The best ideas often come from simply paying attention. Whether you're a retailer looking to improve your store's performance or a supplier or association helping retailers succeed, I'd be glad to talk with you. Improving profitability doesn't always require a major investment. Sometimes it starts with a conversation, a new perspective, and a willingness to try something different. Don't let good ideas gather dust. Dust off those notes, put them to work, and if you need another set of eyes on your business, give me a call. A few minutes of your time today could make a meaningful difference in your profitability tomorrow.Top of Form

* * * * * *
"A general is just as good or just as bad
as the troops under his command make him."
General Douglas MacArthur

* * * * * *
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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