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CORE KPIS

. Review
KPI Definition / Formula Benchmark Frequency
Sales Total revenue from all products sold. The top-line N/A — Daily
number. Track daily, weekly, and year-over-year to maximize
spot trends early.
Gross Margin (Net Sales - COGS) + Net Sales 25-35% Weekly
Labor as % of Total Labor Cost + Net Sales 12-18% Weekly
Sales
Overtime Labor Overtime Pay + Total Labor <4% Weekly
High OT signals scheduling or staffing problems.
Sales per Labor Total Net Sales + Total Labor Hours Worked $90-$140+/hr Weekly
Hour Measures workforce productivity.
Inventory Turns Purchases + Sales 12-20x/year Monthly
Higher turns = fresher product, less tied-up cash.
Contribution to Gross Profit = Direct Dept. Expenses Positive & Monthly
Overhead What each department contributes toward covering growing
store-wide fixed costs.

PROFITABILITY METRICS
- Review
Definition / Formula Benchmark Frequency
Net Profit Margin | (Net Income + Net Sales) 1-3% (thin Monthly
The bottom-line measure after ALL expenses. margins are
normal)
Operating Profit (Operating Income + Net Sales) 2-4% Monthly
Margin Excludes interest & taxes.
EBITDA Earnings Before Interest, Taxes, Depreciation & Varies Monthly/Annual

Amortization. Useful for lender conversations and
comparing stores.

Gross Margin Gross Profit + Avg. Inventory Cost $3.00+ Monthly
Return on How much profit per $1 of inventory?
Investment
(GMROI)
Return on Assets | (Net Income + Total Assets) > 5% Annual
(ROA) How efficiently assets generate profit.
Break-Even Sales | Total Fixed Costs + Gross Margin % Know your Monthly
Minimum sales needed to cover all costs. number

SALES & REVENUE KPIS

- Review
KPI Definition / Formula Benchmark Frequency
Average Total Sales + Number of Transactions Track trend Weekly
Transaction Value | Rising ATV = better basket building.
(ATV)
Customer Count/ | Total number of transactions Track trend Daily
Transactions The best measure of foot traffic trends.
Same-Store Sales | YOY % change in sales for the same location. > 0% (positive | Weekly/Monthly
Growth Strips out noise. growth)
Sales per Square Total Net Sales + Selling Area (sq ft) $400-$600/sq Annual
Foot Industry standard productivity measure. ft/year
Department Sales | Dept. Sales + Total Store Sales Varies by Monthly
Mix % Shows which departments drive the business. store
Shrink Rate Shrink $ + Total Sales <2-3% Weekly
Includes spoilage, theft, damage.










