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Shelf Availability / Out-of-Stocks

Daily situation: Customer stands in front of the shelf, 
the product is not available because it is either not on 
the shelf or sold out

Out-of-Stocks lead to disappointed customers, to lost 
sales and therefore, to reduction of turnover (mostly for 
a chain a significant amount)

The disappointment of the customer is even bigger, 
when the customer went to the store especially because 
of the advertised promoted product and does not find 
the offer on the shelf
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How big is the challenge?

Promoted 
Goods 

Regular 
Goods

Total 
Assortment

Week 24 to 31                    
Lost turnover during 8 weeks 1.58 Mio. € 4.10 Mio. € 5.68 Mio €

Average OOS in %                 
calculated based on turnover 11.0% 3.9%

Variance of OOS                     
by stores and weeks 1% - 35% 1% – 20%

Expansion of lost turnover                 
for total year                                   
(300 stores and 52 weeks)

10.27 Mio. € 26.65 Mio. € 36.92 Mio. €

Overview Shelf Availability / Out-of-Stocks in Week 24 to 31

Example of a chain 

with 300 stores 

shows the huge 

challange for 

retailers



Where is the Out-of-Stock problem?

> 98% optimization in supply chain < 95%

Most retailers have an automated supply chain. They’ve invested a 
lot of money the last few years to put in automatic replenishment 
methods and ERP systems. In this way the supply chain from 
factory/manufacturer to distribution centre and finally to the shop 
backstore warehouse is optimized for 98% or more(= ECR Europe 
figure)
The last 50 meters, from the backstore warehouse to the shelf 
however, does not have the 98% or more reliability. It will 
normally not get higher then 95%. THIS is where SHELFMONITOR
can efficiently measure the OOS and the availability of goods for 
consumers to buy



© Copyright 2008 EFFICIENT MARKETING GMBH
5

The Challenge is significant ...

EFFICIENT MARKETING measures shelf availability in Food / 
Drug / DIY / C&C / etc.
EFFICIENT MARKETING measures continuously hundreds of 
stores 

Best measured chain by EFFICIENT MARKETING 2.2% OOS
Worst measured chain by EFFICIENT MARKETING 8.9% OOS

Promoted
Goods 

Regular 
Goods 

Total 
Assortment

Variance of out-of-
shelf in % by stores 1.6% - 23.9% 1.9% – 11.2%
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Requirements for reducing OOS

We must be capable to:

measure OOS at store level effectively and accurately

In order to control and manage at chain level, retailer and 
manufacturer need to know the total impact of OOS in all 
stores:

Exact start of Out-of-Shelf occurrence
Exact end of Out-of-Shelf occurrence
Length of Out-of-Shelf in days
Missed sales of article due to OOS
Missed turnover of article due to OOS
Missed margin due to OOS*
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Measure OOS at store level effectively and accurately

The following chart shows for product XXX the number of purchases by 
day over a period of 55 consecutive sales days in a supermarket

Product Yoghurt, flavor XX: Out-of-stock between days 41 and 54

Number of Purchases of Product Nbr 1 in Supermarket
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Prerequisites for reducing OOS

EFFICIENT MARKETING has developed a new method  
measuring shelf availability accurately with basket data 
(checkout slip data)
The method is extremely effective and costs only few € per 
store and week (depending on the assortment range of the 
store) and can measure selected or all products over the 
entire assortment in each store of the chain
There is an option to run the system in selected or all stores 
real time and to take action to remove out-of-stock 
immediately SHELFMONITOR STORE 

Input data needed:
detailed basket data (checkout slip data)
promotion calendar
article, category and store master
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How reliable are the results from SHELFMONITOR?

The functioning of SHELFMONITOR is based on statistical 
principles, and some statistical errors are unavoidable
The experience with various retailers show that we are 
able to correctly identify as much as 95% of missed sales 
and turnover. Consequently, the statistical errors will not 
reduce the usability of SHELFMONITOR at all
Furthermore, in an initial phase it is possible to verify the 
accuracy by comparing the results from SHELFMONITOR
with manual audits
Such comparison has shown that SHELFMONITOR is a 
valuable and efficient instrument for managing shelf 
availability
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What needs to be measured for OOS?

Out-of-shelf is not equal out-of-shelf because shortage 
occurs due to different reasons

To find out weaknesses of the last 50 meters from the 
backstore warehouse to the shelf, it is important to identify 
articles for which OOS occur due to similar reasons 

Practical examples:
No promoted goods in the shelf at the start of the promotion 
period caused by availability of goods
OOS during promotion period caused by order volume and 
delivery
If regular goods show continuously recurring OOS, possible 
causes must be identified (available shelf space, possibly 
together with delivery and filling)
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Shelf Availability in the Store/Out-of-Stocks

Regular Goods                   
(more continuous demand)

existing 
problems

products show 
regularly recurring 

out-of-stocks

products show 
sporadic                 

out-of-stocks

delivery                     
and filling  

shelf space, possibly 
together with 

delivery and filling

caused by

Assortment in the Store

Promoted Goods                                   
(temporarily increased demand)

existing 
problems

no goods          
at beginning           
of promotion

no goods           
at the end               

of promotion 

no goods  
during the 
promotion           

availability of 
goods           

ordering volume 
and delivery

caused by

ordering volume 
and delivery 

cycle



List of measured OOS facts

Available key information:
Exact start of Out-of-Shelf occurrence
Exact end of Out-of-Shelf occurrence

Distinction between promoted and non promoted
Additional flags for promotions OOS at start/during/end

Length of Out-of-Shelf in days
Missed sales of article due to OOS
Missed turnover of article due to OOS
Missed margin due to OOS*

Additional information for planning:
Sales per day if ‘In Stock’
Quality of the basket: average number of articles, turnover and 
margin

Trending of OOS information:
Classification of each OOS by week (end of OOS period)

All key information is shown per article and store, as well as over 
selected periods and stores and total chain
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Turning into action …

SHELFMONITOR:
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Questions to be answered …

Key performance indicators of shelf availability by store 
(short and medium term)

What is the turnover lost due to OOS at chain level over x 
months?
Which stores show the best shelf availability with the smallest 
turnover lost due to OOS? 
Which stores show the worst shelf availability with the largest 
turnover lost due to OOS? 
What is the difference between the best group of stores and 
the worst group of stores?
In which stores the employees must be guided to perform 
better in order to realize the turnover potential?
Is the trend in stores with high OOS increasing or decreasing?
Where do we find major problems (promoted goods or regular 
goods)? 
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Questions to be answered …

Regular goods:
What is the size of the OOS problem for regular goods? 
Which articles show regularly recurring OOS? 
Which articles show sporadic OOS?
Is the core assortment available to the customer at any time? 
Which top products of the core assortment show OOS? 
etc.

Promoted goods:
What is the size of the OOS problem during a promotion week 
at chain level?
Which promoted articles show OOS? When do they show OOS 
(start/during/end of promo)? What is the turnover lost?
Which stores are involved? Which stores show few or no OOS?
What would have been the sales volume needed to avoid OOS?
etc.
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Example: Benchmarking stores and store staff

few stores (13%) are causing 34% of the problem!

Which stores show the worst shelf availability and 
high turnover lost due to OOS?
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Example: Benchmarking stores and store staff

Which stores show the best shelf availability and low 
turnover lost due to OOS?

few stores (13%) are causing only 6% of the problem!
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SHELFMONITOR provides you …

Systematical measurement of OOS in all stores
Overview of OOS per store & financial impact
Trace possible causes of OOS per store
Benchmark stores / store staff
Reduce OOS percentage
Better plan order quantities for promotion
Efficient, independent & objective method
No infrastructure investment (HW&SW) needed
Very cost effective -> only few € per shop & week
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Ongoing process to control OOS

Four steps process:
1. Measure OOS at store level effectively and accurately
2. Analyse problems
3. Detect causes
4. Solve problems
Simple and efficient method (no big projects)
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for additional information please contact

Thomas Ottinger 
EFFICIENT MARKETING GmbH
Fernkorngasse 10, A-1100 Wien

Tel ++43 1 603 52 16 46
Email t.ottinger@efficient-marketing.net


