The Peak Trading
Execution Blueprint

Designed for High-Volume Stores

How to convert traffic into revenue through in-store execution

STORE STANDARD
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Marketing Alignment & Product
Placement

WHAT

Ensure all in-store visual touchpoints — windows, mannequins, key
tables, and shop floor presentations — reflect current marketing
campaigns, product stories, and promotions.

WHY

For most customers, the decision to visit your store does not start at
your storefront — it starts online. Through emails, social media, and
paid campaigns, customers are introduced to specific products or
stories. By the time they enter your store, they are looking to
recognise and validate what they have already seen.

If that recognition happens immediately, conversion accelerates. If it
does not, friction is introduced. Customers may not explicitly ask for
the product they came for — especially during peak. If what they
expected is not clearly visible, they disengage, delay their decision,
or leave without purchasing.

Example: a customer receives a campaign highlighting merino
sweaters as a seasonal essential. If upon entering, merino is not
visible in the window, not on mannequins, or placed in a low-visibility
area — the store fails at the first and most critical conversion
moment.

Products presented in line with marketing must have sufficient stock
behind them. If a product is visually highlighted but unavailable in key
sizes, conversion drops at the point of highest intent. If stock is
insufficient, replace the product with a strong alternative.
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HOW
1. Review campaign alignment (24 hours before peak)
» Check all active campaigns: email, social media, paid channels

¢ ldentify key products and messages for each channel

2. Walk the store as a customer

* Note what is visible within the first 5-10 seconds of entry

e Confirm campaign products are immediately recognisable
 Verify windows and mannequins reflect current messaging

» Adjust all misaligned displays before peak begins

3. Build clear product moments
* Use mannequins and key tables to highlight campaign products
* Create easy-to-shop combinations around hero items

e Ensure featured products are not fragmented across the store

4. Validate stock behind presentation
» Check all featured products for depth in key sizes

* Replace any featured product that lacks sufficient stock

5. Consolidate product visibility
e Group multiple colourways of the same style together

* Eliminate scattered placements — customers must not hunt for
variations

NON-NEGOTIABLES

* Make campaign products visible within seconds of store entry
* Never feature a product without sufficient stock behind it

* Remove or replace any featured product that cannot be easily
found

* Ensure visual presentation supports selling — not only branding

STORE STANDARD



Volume on Floor

WHAT

Increase on-floor depth of best-selling products in a way that
supports sales, while maintaining a controlled and intentional
presentation.

WHY

During peak trading, demand does not spread evenly across your
assortment. It concentrates. Customers under time pressure
gravitate toward proven products, familiar items, and clearly
presented options.

As traffic increases, best sellers do not just sell more — they sell
disproportionately more. If they are not sufficiently available on the
shop floor, you are limiting the primary driver of your peak
performance.

Too little product: sizes disappear quickly and sales are lost. Too
much product: urgency disappears and customers delay decisions.
Customers respond to perceived availability with implied scarcity —
not volume alone.

The goal is controlled availability — enough to support demand, not
so much that it removes urgency.
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HOW
1. Identify best sellers before peak
» Use recent sales data and floor observations

* Focus on products already performing well — not forecasts

2. Adjust size depth intentionally

* Increase depth in key sizes: menswear typically M/L, womenswear
typically S/M

 Align size curves with actual demand — not standard allocation

3. Align replenishment systems

* Automated: increase thresholds to reflect peak demand

e Manual: brief stockroom teams on target levels per product

4. Align the store team
« Communicate expected volume levels before peak begins

* Prevent over-tidying or unnecessary product returns to stockroom

5. Build volume through structure, not stacking
¢ Use tables, shelving, and secondary placements to present depth

¢ Avoid unstructured piles and overloaded fixtures

NON-NEGOTIABLES

* Maintain sufficient depth of best sellers on the shop floor at all
times

 Size availability must reflect real demand — not standard
allocation

» Overbuilding reduces urgency and slows purchase decisions

* Volume must support selling — never overwhelm the presentation
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Replenishment

WHAT

Maintain continuous, proactive replenishment of the shop floor to
ensure full size availability and product visibility throughout peak
trading.

WHY

During peak, sales are not limited by demand. They are limited by
availability. Customers enter the store with intent, but their
willingness to search is reduced. Tolerance for friction is lower.

If a product or size is not immediately available on the shop floor,
most customers will not ask a sales associate, wait for a stock check,
or return later. They will move on. A missing size during peak is a lost
sale — not a delayed one.

Replenishment is often treated as a stockroom task, a periodic
activity. During peak, this approach fails. Every gap on the shop floor
represents lost visibility, lost availability, and lost revenue.

The speed of replenishment is the speed of selling.
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HOW

—

. Automated replenishment
* Increase replenishment thresholds for best sellers ahead of peak

* Verify system accuracy — stock levels must reflect reality on the
floor

e Monitor outputs throughout the day to confirm product is reaching
the floor

* Audit threshold settings — automation creates a false sense of
security

2. Manual replenishment
* Assign clear ownership by zone and by category

* Replenish continuously — not at fixed intervals or only when fully
depleted

 Prioritise: best sellers = campaign products — broken size runs

3. On-floor execution (all stores)
* ldentify and act on gaps before products fully sell out

* Minimise the time between a gap appearing and product reaching
the floor

NON-NEGOTIABLES

Eliminate broken size runs on best sellers during peak

Replenish continuously — never on a fixed schedule
» Assign clear ownership by zone at all times

- Treat every empty space as lost revenue
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Traffic & Scheduling

WHAT

Align staffing levels and team deployment with actual customer
traffic patterns during peak trading.

WHY

Most stores do not lose sales because they lack staff hours. They
lose sales because those hours are misaligned with demand.

Peak trading periods behave differently from standard trading days.
Traffic typically builds slowly in the morning and concentrates
heavily in the afternoon — often between 13:00 and 18:00. This shift
is driven by social activities, making shopping a destination activity
later in the day.

Overstaffing during low traffic: energy is spent before peak begins.
Understaffing during peak demand: store standards decline,
replenishment slows, and customers experience friction at the exact
moment they are most ready to buy.
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HOW

1. Use historical data to understand traffic patterns

* Analyse last year's peak trading data: traffic per hour and sales per
hour

* |dentify peak windows, slow periods, and build-up patterns

2. Translate traffic into staffing distribution
e Convert hourly traffic into percentages of daily volume
* Apply the same percentage distribution to staffing hours

* Example: 40% of traffic between 13:00-17:00 - allocate 40% of
staffing hours to that window

3. Prioritise peak coverage
» Schedule strongest staff during peak hours

* Use split shifts and peak-only coverage to maximise availability

4. Plan breaks strategically
e Schedule all breaks outside peak windows

* Poorly timed breaks are the most common — and most avoidable
— cause of understaffing during peak

5. Protect operational flow
* Complete all opening tasks before traffic builds

* Avoid pulling team members for closing tasks during active peak

NON-NEGOTIABLES

¢ Schedule staffing to follow customer demand — not internal
convenience

* Maximise coverage and field your strongest team during peak
hours

* Schedule breaks outside peak windows — no exceptions

* Understaffing during peak directly costs revenue
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Crowd Control

WHAT

Approach crowd control as a safety measure — not as a tool to
manage performance or improve conversion rates.

WHY

There is a strong and direct relationship between traffic and revenue.
Significant investments are made through marketing, brand, and
location to bring customers to your store. Every person who walks in
represents potential revenue. Restricting entry breaks that equation.

Crowd control is often justified through conversion rate: fewer people
in-store, higher likelihood to purchase. On paper, conversion
improves. In reality, revenue often does not. Conversion rate is a
ratio. Revenue is the outcome.

Customers who are kept outside do not browse, do not discover
products, and do not make impulse purchases. Many will not wait.
They may leave and not return, or visit a competitor.

When customers are unable to enter, marketing efficiency decreases
and cost per acquisition increases — creating unnecessary pressure
on the business.

STORE STANDARD
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HOW

. Maximise access where operationally possible

Allow customers to enter freely under normal peak conditions

Focus energy on managing the store — not limiting entry

. Manage pressure inside the store

Maintain standards, manage fitting room flow, and keep checkout
fast

Handle more customers more effectively — do not restrict entry to
reduce volume

. Monitor store density actively

Observe browsing ability, queue lengths, and movement
throughout the store

Intervene only when density meaningfully damages the customer
experience

. Apply crowd control only when necessary

Use only when health and safety is at risk, or customers can no
longer browse effectively

Never use crowd control to protect conversion rate or ease
operational pressure

NON-NEGOTIABLES

Never use crowd control to improve conversion rate
Enable traffic — do not restrict it
Every customer turned away is lost revenue

Crowd control is a safety measure — not a commercial tool
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Zoning

WHAT

Define clear ownership across all areas of the store to ensure
consistent execution, accountability, and flow during peak trading.

Key zones

* Entrance / Greeter

* Shop floor by department
e Dressing rooms

* Registers

WHY

During peak, stores do not fail because teams lack effort. They fail
because effort is unstructured. Without clear zoning, some areas are
over-served while others are ignored, customers go
unacknowledged, and sales opportunities are missed.

Peak creates pressure. Pressure exposes structure. If no one clearly
owns a space, it is not being managed.

Zoning creates accountability — who is responsible. Visibility — who
is where. Consistency — standards maintained across the store. It
allows the team to cover more customers and keep the store
operational under pressure.

STORE STANDARD
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HOW

1. Entrance / Greeters

¢ Acknowledge every customer upon entry — no exceptions
* Keep greetings simple, direct, and consistent

* Maintain visible presence at the entrance at all times

2. Shop floor (by department)

¢ Maintain correct sizing, clean folding and hanging, and continuous
light recovery

 Distribute attention evenly — a perfect table in one corner does
not compensate for a disrupted floor elsewhere

3. Dressing rooms

* Allocate top-performing associates here — customers in fitting
rooms are closest to buying

* Manage queues and support customers with sizes and alternatives

 Introduce item limits if waiting times become excessive

4. Registers

* Assign your fastest and most accurate staff to registers during
peak

* Deploy support roles to prepare items and direct customers to
open registers

* Ensure the final interaction reflects the brand — it shapes lasting
perception

NON-NEGOTIABLES

* Assign clear ownership to every zone before peak begins

* Prioritise dressing rooms and registers — these drive the most
revenue

* Maintain balanced coverage across all zones — no dead zones

» Greet every customer, regardless of traffic level

STORE STANDARD
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Customer Service

WHAT

Deliver consistent, efficient customer service that supports
conversion across the entire store, while maintaining standards and
product availability during peak trading.

WHY

Customer service during peak is fundamentally different from quieter
trading periods. Under normal conditions, strong service means
spending time with customers and building rapport. During peak, this
model does not scale.

Service is not defined by depth during peak. It is defined by
coverage and availability. A common mistake is maintaining the same
service approach — long interactions with individual customers, high
focus on a few transactions. This creates a hidden cost: other
customers remain unacknowledged and store standards decline.

Customers during peak do not expect long conversations. They
expect clarity, availability, and ease.

Availability is service. Clarity is service. Speed is service.

STORE STANDARD
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HOW
1. Maintain continuous floor coverage
* Keep staff visible, accessible, and spread across the store

* Avoid clustering or over-concentration in any single area

2. Prioritise short, effective interactions
* Focus every interaction on helping the customer move forward
» Provide quick product guidance: fit, function, and one key benefit

* Move on once the customer has what they need — long
conversations reduce coverage

3. Support self-navigation

* Ensure the store is easy to shop without assistance: clear layout,
logical placement, strong visual cues

* Reduce dependency on staff — this improves flow for all
customers

4. Integrate service with replenishment and standards

* Maintain clean presentation, correct sizing, and full product
displays throughout the day

 Prioritise replenishment of best sellers over extended single-
customer interactions

5. Focus on key products
 Brief all team members on one key benefit per best seller

¢ Enable fast, consistent product support across the entire team

NON-NEGOTIABLES

 Prioritise coverage over depth — be available to many, not
absorbed by one

» Keep staff visible and accessible across the entire store
* Ensure the store can be shopped without assistance

» Treat product availability and presentation as part of service
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Operational Equipment

WHAT

Ensure that operational tools, materials, and processes do not
negatively impact the in-store environment or customer perception
during peak trading.

WHY

Everything a customer sees in your store contributes to how they

perceive your brand and your price positioning. This perception is
shaped not only by visual merchandising — but also by what is not
meant to be seen: boxes, carts, ladders, cables, damaged fixtures.

During peak, operational activity increases — more replenishment,
more product movement, more pressure on the space. Stores often
become more operational in appearance. This is where value is
quietly lost.

Customers may not consciously notice clutter, but they register
disorder and a mismatch between brand image and reality. The more
a store feels like a stockroom, the less customers are willing to pay
full price.

STORE STANDARD
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HOW

1. Separate operations from the customer environment

* Conduct unpacking, sorting, and preparation out of direct
customer view

2. Minimise on-floor operational presence

» Keep boxes, carts, and equipment off the shop floor wherever
possible

* Remove all operational items immediately after use — never leave
unattended

3. Maintain the store environment continuously
* Monitor for visible damage to fixtures, fittings, and surfaces

¢ Address damage immediately, or escalate for fast resolution

4. Align operational tools with brand standards

* Ensure all equipment in use is clean, functional, and visually
unobtrusive

5. Build team awareness

» Brief teams: operational clutter directly impacts customer
perception and willingness to pay

» Treat operational discipline as part of selling — not separate from it

NON-NEGOTIABLES

Keep all operational clutter off the shop floor during peak

Never let the store feel like a stockroom

* Ensure operational activity never disrupts customer flow

Maintain brand standards in the store environment at all times
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Leadership

WHAT

Provide active, floor-based leadership that drives execution,
maintains standards, and keeps the team focused throughout peak
trading.

WHY

Peak trading does not require more management. It requires more
leadership. Management focuses on tasks, processes, and reporting.
Leadership focuses on direction, energy, and execution.

Without strong leadership presence, standards drop, teams default to
habits instead of priorities, and execution becomes inconsistent
across the store.

This is where many stores lose control. Not because teams are
unwilling — but because expectations are not reinforced,
performance is not made visible, and no one is actively steering the
operation.

Peak does not expose how hard a team works. It exposes how well it
is led.

STORE STANDARD
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HOW

1. Set direction before each shift
» Communicate daily targets: revenue and units

* Communicate key priorities: best sellers, campaign products,
focus areas

¢ Communicate operational expectations: zoning, volume levels,
queue handling

2. Lead actively on the shop floor

« Position all leaders across zones — visible and accessible at all
times

e Support teams where needed and redirect focus when priorities
shift

* Never leave the floor for admin or back-office tasks during trading
hours

3. Reinforce expectations through observation
¢ Observe 20 customers entering — count how many are greeted
» Share feedback directly: be specific, factual, and immediate

¢ Repeat observations throughout the day

4. Make performance visible throughout the day

* Share hourly updates: current revenue, units sold, and gap to
target

e Translate gaps into action: '"We need X more units this hour'

5. Maintain energy and focus
* Recognise strong execution in real time

e Address declining standards immediately — not at the end of the
shift
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NON-NEGOTIABLES

» Keep leadership present on the shop floor throughout peak
trading

» Reinforce expectations continuously — never assume they are
understood

¢ Communicate performance to the team in real time

« Stay off the back office during trading hours

STORE STANDARD
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Performance Tracking

WHAT

Track and communicate performance in a way that is directly
actionable for store teams during peak trading, with a focus on
revenue and units sold.

WHY

Peak trading periods are among the most important moments in the
retail calendar — typically coinciding with new collections, high
traffic, and high customer intent.

Performance during peak is often tracked using metrics that are
difficult to act on in real time. Conversion rate is a common example.
It is not directly controllable by store teams in the moment, and does
not reflect absolute commercial impact.

Conversion is an outcome. Revenue and units are the objective.
Telling a team 'we need to improve conversion' does not translate
into clear action. Telling a team 'we need to sell 40 more units this
hour' creates clarity, urgency, and direction.

STORE STANDARD
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HOW

1. Establish your average unit price

» Calculate the average selling price per unit over recent days or
weeks

* Use this as the bridge between revenue targets and units required

2. Set daily revenue targets for each peak day

 ldentify your peak trading days for the period ahead — bank
holidays, sale starts, key weekends, and high-traffic dates in your
specific trading calendar

3. Translate revenue into units
« Daily revenue target + Average unit price = Units required per day

* Express targets in units — this is what the team can directly
influence

4. Break performance down by hour
e Use last year's data to build an hourly sales expectation

» Detect underperformance early and adjust before the hour is lost

5. Track and communicate performance live

* Monitor revenue, units sold, and average unit price throughout the
day

¢« Communicate in units — 'We need 35 more units this hour' is
actionable

» Compare actual vs expected performance at least once per hour

6. Adjust based on real-time performance
* Recalculate average unit price during the day if product mix shifts

« ldentify the root cause of gaps: availability, staffing, or queue
speed

NON-NEGOTIABLES

e Track performance in real time throughout the day
* Translate all revenue targets into units
« Communicate hourly expectations to the team — every hour

* Ensure every performance update leads to a clear action
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Top Tips for HQ

WHAT

Ensure head office priorities, communication, and expectations
actively support store execution during peak trading.

WHY

A small number of trading days contribute a disproportionate share
of annual revenue. In many retail businesses, the top 5% of trading
days can generate 15% or more of total yearly revenue. Peak trading
days — bank holidays, sale weekends, and seasonal spikes — sit
within that group.

While stores are under maximum pressure to execute, head office
often continues to operate under normal conditions: standard
reporting cycles, ongoing requests, additional initiatives. Collectively,
they create friction at the exact moment stores need clarity and
focus.

Every task that does not support selling competes with it. This is
where performance is lost — not through strategy, but through
misaligned priorities.

STORE STANDARD
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HOW

1. Reduce non-essential workload
* Pause or postpone all non-critical reporting during peak days

¢ Limit additional requests to what is strictly necessary for trading

2. Align with local trading patterns
* Allow flexibility in execution based on local traffic conditions

» Trust store leadership to adapt within a clear strategic framework

3. Increase visibility and understanding
* Spend time in stores during peak

* Observe customer behaviour, team execution, and operational
challenges first-hand

4. Reinforce priorities clearly

* During peak, store focus must be: selling, availability, customer
flow, execution

» Treat everything else as secondary

NON-NEGOTIABLES

 Prioritise store execution above reporting during peak

* Ensure every HQ request supports — not competes with — selling
* Respect local traffic patterns and allow execution flexibility

* Keep peak trading simple — remove complexity, not add it

STORE STANDARD
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