
Key Performance 
Indicators (KPIs) 
should be measured 
and targeted at 
both floor and shelf 
levels. 

Important KPIs to consider are:
l Stock investment
l Days Cover
l Stock Turn
l Revenue and profit per m2

l GMROI

These measures can and should ideally be tracked 
at multiple levels in order to provide clarity of both 
commercially strong and weak contributors. 

Cascading reporting is recommended for: 
l Banners, regions, clusters, stores
l Departments, categories
l Segments, sub-segments, and brands

Commercialising the shelf should be  
a business priority for all retailers 
… and a pre-requisite for supplier partnerships

In the face of tough economic pressures and 
increasing competition, tight management of 
retailer profitability is a critical, and complex 
task with numerous variables having impact 
and requiring close attention. 

l How seriously are you taking floor and 
shelf space planning? 

l Are space based KPIs reported and debated 
at executive level reflecting their important 
contribution to business profitability?

l Are floor and shelf space planning exercises 
undertaken in an integrated manner to best 
manage total store performance?

l Have all key business processes been 
engineered to optimise results incorporating 
committed cross-functional and supplier 
participation?

Key questions that 
this discussion poses:

FLOOR & SHELF SPACE PLANNING

â

F loor and shelf space are factors having direct 
impact on retailer profitability through the 

investment made in stock, the margin mix of that 
stock and its rate of turn, as well as any lost sales 
experienced due to forward OOS.
Decisions made at the total floor level (macro-

space) as well at the shelf level (micro-space) 
in terms of the allocation of space and the 
associated assortment of lines carried in that 
space should therefore not be taken lightly… 
and certainly, should not be delegated to suppliers 
to determine unless they are proven to be 
responsible, unprejudiced, competent in space 
planning, and committed to a mutually beneficial 
performance agenda.
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integrated into the business information systems 
providing up to date reports and analytics, enabling 
fast, regular updates to be developed, approved, 
and communicated across the business, as well as 
to suppliers and their operational agencies. 
In addition to routine and visible management 

of KPIs, commercialisation of the investment made 
in assortment and space planning requires the 
establishment of disciplined business processes, 
such as:
l Master data set up and maintenance
l Product listings and store ranging – clear 
disciplines for supplier negotiations on existing 
and new lines 
l New store openings and store revamps
l Routine category reviews 
l Annual Business Planning 

Real meaningful results and momentum can only 
be achieved with the full support of and active 
participation by senior leadership. 
The level and consistency of their attention 

given to this area of management will determine 
its traction and enforcement of the required 
disciplines, as well as the funding of the necessary 
data and systems integration, resourcing, and skills 
development. 
Proactive and purposeful management of floor 

and shelf space within a framework of commercial 
KPIs will significantly impact business profitability 
and operational efficiencies. To do so requires 
committed participation and investment, and 
a clear implementation roadmap.

FLOOR & SHELF SPACE PLANNING
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When working on floor and/or category reviews 
and space planning, it is difficult to deliver gains 
across all of the KPIs, and trade-offs need to be 
made. This means that various options (at least 3) 
should be generated and critically compared, with 
the final decision being taken based on the best 
relative KPI delivery. 
Any supplier recommendation or proposal, 

especially during range reviews and when new lines 
are launched, should include KPI reports on current 
vs proposed. This will ensure that while they may 
talk category, their proposals deliver a positive 
commercial result at the shelf for both retailer and 
their brand. 
It should be noted that as an assortment and 

floor/shelf layouts are updated, their performance 
will be immediately affected. Projections and 
targets should be set as part of the exercise and 
results should be routinely tracked, reported, and 
gaps immediately addressed to ensure that they 
deliver according to plan.

Macro and micro space are inextricably linked and 
should ideally be managed concurrently: 
l The extent of floor space available for 
merchandising stock is a practical constraint that 
must be complied with.
l Clear KPI driven parameters should be set as the 
basis for space allocations at both the macro and 
micro space levels.
l The allocation of this floor space amongst 
departments and categories using these guidelines 
should be the starting point of any planning 

exercise, with this first step providing direction for 
the number of lines to be ranged per category.
l The KPI analyses of the micro category layouts 
and associated recommendations will either 
challenge or submit to the initial floor plan 
guidelines – with all category plans needing to be 
managed collectively within the constraints of the 
total floor space available before final decisions 
can be optimally made. 

Assortment and Space Planning Software facilitates 
quick and effective generation of multiple floor, 
assortment, and shelf space options, producing 
associated KPI reports to facilitate assessments 
and decision making. 
The leading retailers and manufacturers have 

invested in these tools and the resources to 
operate them, with the software being fully 




