FROM 10% T0 25%:
CURRENT STATE: THE CONVENIENGE STORE

10% MARGIN PROFITABILITY PLAYBOOK

A strategic roadmap to optimize inventory flows,
right-size labor, and restructure revenue mix.
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THE CASE FOR CHANGE:
A $6,000+ MONTHLY OPPORTUNITY

TYPICAL STORE TARGET STORE

STABILIZE

Plug the $1,800+ monthly
leaks (Shrink + Fees).

10% Margin 25% Margin
OPTIMIZE
140% Effective COGS Optimized Inventory Flow Reclaim ~$700/mo in
labor waste.
18-Month Customer LTV 24-Month Customer LTV
MONETIZE

Key Insight: Convenience store owners can realistically raise
operating profit margins to 25% within 12 months by addressing
three levers: Stabilizing cost leaks, Optimizing labor, and
Monetizing the mix.

Generate $3,300+ via
bundling and mix shifts.
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THE SILENT KILLER: INVENTORY DRAG & EFFECTIVE COGS
1207 INVENTORY COSTS ~ 20°% SPOILAGE RATE

1407 EFFECTIVE COGS

TES OFAMERI

Fresh food categories drive high
spoilage and demand high labor.

If you stock items where prep time
exceeds gross profit dollars, the
margin is wiped out instantly.

Your effective Cost of Goods
Sold is running at 140% of
revenue. You are losing money
before waste even hits the ledger.

TAKEAWAY: Immediate action is required on categories that waste the most cash per square foot.
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STRATEGY 1: ATTACK SPOILAGE TO RECLAIM $1,400 MONTHLY

PHASE 1: STABILIZE

THE LEAKAGE THE FIX
MEASURE

Daily physical counts vs. system
inventory records.

d

CONTROL
20% Enforce strict FIFO (First-In, First-Out)
- SHRINKAGE Damage discipline daily.
J

VALIDATE

Monitor refrigeration logs hourly and
use vendor returns aggressively.

Spoilage

-

FINANCIAL IMPACT: Reducing the loss rate by just 5
percentage points adds $1,400 in profit monthly. This
is a controllable internal fix.
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STRATEGY 4: SLASH PROCESSING FEES FOR IMMEDIATE CASH FLOW

PHASE 1: STABILIZE
IMMEDIATE

CURRENT FEE (30%)

TARGET RATE (15%)

ACTION PLAN: Renegotiate merchant services today. Shop quotes from three
providers and avoid tiered pricing structures.

FINANCIAL IMPACT: Dropping from 30% to 15% saves approximately $425 per month
immediately. This frees up cash flow to fund high-margin inventory like coffee.
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STRATEGY 5: STOP BURNING CASH ON EMPTY AISLES
PHASE 2: OPTIMIZE

Labor Mismatch
THE PROBLEM: 350 Visitors THE FIX:
Current baseline LABOR WASTE Dynamic Scheduling.
labor cost is
$13,958 monthly. STAFFING LEVELS Reduce coverage by 30%
during the 6 slowest
Staffing for the operating hours.

Saturday rush on
a slow Tuesday
wastes capital.

If daily visitors fall

VISITOR TRAFFIC below 250, schedule

250 Visitors only one cashier.

Monday  Tuesday Wednesday Thursday Friday Saturday  Sunday

IMPACT: A 5% reduction in labor cost saves nearly S700 monthly.
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STRATEGY 7: THE CONVERSION RATE ENGINE THE LOGIC:

PHASE 2: OPTIMIZE A 100-point lift means

converting one extra
buyer for every four
previous non-buyers.
This generates a 25%

CURRENT CONVERSION: 400% e st
(VISITOR-TO-BUYER) -> TARGET: 500% B

% HIGH

ACTION LIST:
NVERSIO

ZONE S W\ 1. Test end-cap
' -~ displays.

2. Simplify checkout
flow.

[ ] 1)
0 3. Ensure clear
signage to move

' " shoppers from
P K browsing to buying.
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STRATEGY 2: PIVOT THE MIX TO HIGH-MARGIN DRIVERS

PHASE 3: MONETIZE

A

THE TARGET MIX

Sandwich ($7.50) - Target 20% of Sales
Coffee ($4.50) - Target 25% of Sales

VOLUME

Chips/Snacks

MARGIN

FINANCIAL IMPACT: Shifting the mix pushes Average Order Value (AOV) from $848 to $900,
adding $1,700+ in monthly revenue. Staff must be trained to suggest these items first.



STRATEGY 3: THE “"PLUS TWO” BUNDLING MATH

+ @@ > $3,300

MONTHLY REVENUE BOOST

+2 UNITS

18 UNITS (Current UPQ)

CONCEPT: Revenue gain requires zero increase in customer visits. It is purely a function of staff training.

CONCEPT: Revenue gain requires zero increase in customer visits. It is purely a function of staff training.

EXECUTION: Operationalize high-value, low-effort bundles like SODA + CHIPS. Train employees to
suggest these naturally.

WARNING: Monitor transaction speed; poor execution creates friction during peak times.
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PRICING STRATEGY: ELASTICITY VS. VOLUME
PHASE 3: MONETIZE

KEY INSIGHT:

Core essentials
(milk/bread) are
inelastic.
Convenience items
(specialty coffee) are
highly elastic.

Sales Volume

SENSITIVITY ANALYSIS

VOLUME DROP ZONE

"4

If a price hike causes a
15% drop in transactions,
you damage the
basket size.

Price of Coffee (S3.75 -> $4.00)

STRATEGIC RULE:

Protect the 18-month
customer lifetime
value. Do not lose the
high-frequency
commuter for a
short-term price win.
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STRATEGY 6: LOCKING IN LOYALTY & LIFETIME VALUE (LTV) \

PHASE 3: MONETIZE

TARGET

CUSTOMER LIFECYCLE EXTENSION
—. B BN BN EE = * o
s—— Month 18 Month 24

CURRENT DROP-OFF
r REPEAT RATE: 1 ( MARKETING SPEND: :
: 900% -> 600% 20% OF BUDGET
R y ¢ (Retention Only) |

TACTICS: Implement quick, personalized follow-up offers (digital punch cards). If
onboarding/habit formation takes 14+ days, churn risk rises—keep initial follow-up swift.
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| STACKING THE WINS: THE PATH T0 25% MARGIN ¢

~\

— ( B\ il . | By sequentially addressing waste, efficiency,
g and revenue quality, the aggregate monthly
= impact exceeds $6,000 in found value.
—
Y +$1,700
: (Mix Shift)
. +$425 +$100 st
(Fee Savings)  (Labor Optimization) (Upselling)
- +$1,400
-~ (Shrink Reduction)
CURRENT +$1,400 +$425 +$700 +$3,300 +$1,700 TARGET PROFIT

PROFIT (Shrink Reduction)  (Fee Savings)  (Labor Optimization)  (Upselling) (Mix Shift) (25% MARGIN)
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STABILIZE
(CASH FLOW)

OPTIMIZE
(EFFICIENCY)

N MONETIZE
{81 (GROWTH)

i

MONTH 1 MONTH 2 MONTH 3 MONTH 6 MONTH / MONTH 12

| Implement daily counts. Enforce ~ /£a%
| FIFO. Renegotiate merchant fees. /&=6"

Analyze traffic vs. labor. Dynamic JAO
scheduling. Train staff on bundling. Vi < ol

| Shift product mix (20% Sandwich/25%

| Coffee). Launch retention marketing. /#= e

The fastest quantifiable return comes from stopping the cash bleed immediately.

FOCUS ON THE CONTROLLABLE INTERNAL FIXES FIRST.
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