
 
 

“The 3 laws of Merchandising” 
 
Let’s start by acknowledging that there is a difference 
between packing and merchandising. A packer is what you 
get at the Pick n Pay till. It’s a simple job that requires little 
skill. Merchandising is something completely different and 
requires training and knowledge on a variety of topics such as 
categories, stock turn and plannogrammes.  
 
We teach our merchandisers 3 basic laws that governs what 
they do, they are: 
 

 LAW 1: Never run out of stock 
o The trick is not to be in stock on most items, but 

to be in stock on all items.  
o Customers don’t care about supplier issues, late 

deliveries and incorrect orders. That’s why a 
merchandiser must be able to manage suppliers, 
orders, receiving, storage, pricing and stock 
control. By improving your in-stock ratio you will 
by default improve your sales.  

o It is easier to sell something to a customer you 
already have than to find a new customer. So 
every sale you’ve lost by being out of stock is an 
opportunity lost that could’ve been avoided. 
 

 LAW 2: Merchandise according to sales 
o The difference between merchandising and 

packing is skill. One part of that skill is to create 
properly displayed shelves that generate better 
sales. A basic principle in doing this is to 
merchandise according to sales not stock. 
Meaning you should give a product a number of 
facings based on the sales, not the amount of 
stock you have. 

o Plannogrammes provide an excellent indication 
of how shelves should be merchandised based 
on sales. Some basic rules are: 

 Top sellers at the top, slow sellers at 
the bottom. 

 Top sellers on eye level, slow sellers 
below and above eye level. 

 Top sellers get more facings, slow 
sellers get fewer facings. 

 etc 
 

 LAW 3: Make it easy for customers to buy 
o A merchandiser should focus on removing 

obstructions for customers. Obstructions can be 
a number of different things that make it more 
difficult for a customer to buy in your store e.g.: 

 No price labels 
 Items out of stock 
 Dirty/damaged products 
 Items in the wrong category 
 Items at the wrong temperature 
 Items that aren’t fresh 
 Promotions that aren’t honoured 
 Products without expiry dates 
 Cluttered stores 
 Stock/Boxes in the walkways, etc 

o One of the easiest ways to “make it easy for 
customer to buy” is to acknowledge them the 
second he/she walks into your store. This should 
be one of the merchandiser’s main duties. The 
merchandiser must therefore be trained to 
handle compliments and complaints in the 
correct manner. 

 
 
BEST PRACTICES: 
DO make a point of investigation which out of stocks you can manage better. Set a goal of never being out of stock and never 
consider it as acceptable. 
DON’T put a lot of stock on your shelves just because you have a lot in the store room. Your excellent sellers will quickly be replaced 
by poor sellers on the shelf unless you rigorously maintain the right merchandising principles. 
DO your customers a favour and make a list of all the obstructions they have to overcome before they can buy from you. You may be 
shocked at how difficult you’re making it for your customers to buy. 
 
QUICK WINS: 
Ensure that your orders are based on how well each item is selling by using sales information, not how much space you have 
available on your shelf. This will ensure that you order the correct quantities of stock, which will in turn reduce your chances of 
running out of stock. Remember to add sufficient buffer stock in your order to allow for order/delivery/receiving time. 
 

FEIS 4 FUEL assists and supports potential, new and existing Fuel Retailers with  
a comprehensive basket of services to become more profit efficient.  
Contact us at any time for a site visit. We focus on: 

 Service Station Performance Improvement & Restructuring 

 Service Station Change Management  

 Service Station Management Outsourcing 
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