
CLUB MANAGER

MINIMIZE DAILY 

SHRINK, HELP 

CUSTOMERS

"I want an efficient 

checkout process, but 

not at the expense of 

loss."

STAKEHOLDER 

ROLE HERE

STAKEHOLDER 

GOAL HERE

"Stakeholder 

quote would go 

here."

CLUB ASSOCIATE, 

AT EXIT AREA

ENCOURAGE 

MEMBERS TO PAY 

FOR ALL ITEMS

"It is my job to ensure 

the exit process goes 

smoothly."

MEMBER USING 

BELTED 

CHECKOUT

COMPLETE MY 

SHOPPING IN A 

TIMELY MANNER

"I just need to get a 

few items, and then 

be on my way."

BAD ACTOR 

MEMBER

I WANT TO SEE IF I 

CAN GET AWAY 

WITH SNEAKING A 

FEW ITEMS

"Sam's Club is a big 

chain, so will it really 

matter?"

SELF CHECKOUT 

MEMBER, WITH 

ACCIDENTAL ITEMS

WANTS TO SELF 

CHECK OUT, BUT 

SOMETIMES MAKES 

MISTAKES

"I honestly did not 

realize I forgot to 

scan that item. I am 

so embarrassed."

SAM'S CLUB CUSTOMERS EXIT ASSOCIATE

CLUB MGMT

VP & C-LEVEL 

EXECUTIVES

REDUCE SHRINK AT 

A NATIONAL SCALE

"This is an age old 

problem. Solving it 

would be a competitive 

advantage.

EXEC LEADERSHIP

CLUB MANAGER
JONATHAN 

SAFFIAN

(ADD GOAL HERE)

(ADD QUOTE HERE)

WILL

CHOI

(ADD GOAL HERE)

(ADD QUOTE HERE)

ROB

KARLOVETZ

(ADD GOAL HERE)

(ADD QUOTE HERE)

INNOVATION, UX, & SHRINK

REGIONAL 

MANAGER

UNDERSTAND HOW 

OUR STORES ARE 

DOING, IN 

AGGREGATE

"I have a bird's eye 

view of all the 

operations in my 

region."

REGIONAL MGMT

CLUB INVENTORY

& LOGISTICS

UNDERSTAND 

WHICH ITEMS ARE 

SUBJECT TO LOSS

"I want to understand 

the 'why' of our 

shrink. Which types of 

items?"

SUPPLY CHAIN

PRODUCT 

MANUFACTURERS

ENSURE PRODUCTS 

ARE DESIRABLE, AS 

WELL AS RETAILER 

CONTROLLED

"I want to help retailers 

sell our products, 

without being subject 

to theft or damage."

PRODUCT CO'S

Exit associate verifies

customer purchases.

Managers and associates

collaborate to track shrink.

Researchers collaborate with

club managers regularly.

Researchers collaborate with

store associates regularly.

Regional managers receive

regular updates from club

managers about shrink.

Researchers may reach out to

regional managers, or vice versa

to share ideas about shrink.

Researchers report findings to

corporate leadership, and brainstorm

ideas to systemically reduce shrink.

Regional mgmt reports

to executive leadership

numbers around shrink.

Sam's Club logistics keeps manufacturers

informed as to the level of inventory they

are ideally trying to maintain. Product co's

attempt to make this seamless.

Regional managers keep the Sam's Club

logistics team informed of any drastic

changes in terms of shrink.

BAD ACTOR CLUB 

ASSOCIATE

TO SNEAK A FEW 

ITEMS FROM WORK

"I feel like I need (or 

deserve) this item. 

Sam's Club can 

absorb the cost."

INTERNAL THEFT

PAIN POINT:

HOW DOES THIS 

GET TRACKED & 

REPORTED?

PAIN POINT:

HOW DO WE MAKE 

THIS FRIENDLY & 

EFFICIENT?

RETAIL 

COMPETITORS

DO WHAT SAM'S 

CLUB DOES, BUT 

ASPIRE TO DO IT 

BETTER

"I want to carve out a 

niche for our stores 

too. If we can beat 

Sam's Club…"

OTHER RETAILERS

PAIN POINT:

SAM'S COMPETITORS 

SOLVING SHRINK 

SOONER OR BETTER

ASSOCIATE 

WORKING AS A 

CASHIER AT 

CHECKOUT

TO HELP MEMBERS 

CHECK OUT 

SMOOTHLY

"I like the direct 

interaction with our 

customers."

POS ASSOCIATE

Managers and associates

collaborate to track shrink.

LOCAL LAW 

ENFORCEMENT

TO PROACTIVELY 

ENGAGE WITH THE 

COMMUNITY

"If we can preempt 

petty theft, it is better 

for everyone."

CRIME DETERRENT

Club managers and exit associates

may have to get law enforcement

involved for shoplifting, etc.

POS cashier. The majority of

members still interact with a

belted checkout.

MEMBER 

SHOPPING VIA 

SNG MOBILE APP

SHOP EFFICIENTLY, 

WITH LESS 

INTERACTION (COVID-

19 MOTIVATED?)

"I want to minimize 

my shop time, and 

exposure."

EFFICIENCY MINDED CUSTOMERS

CAP INDEX & 

OTHER DATA 

METRICS

TO PROVIDE 

INSIGHTS THAT 

MITIGATE SHRINK

"Our data insights 

help businesses staff 

for loss prevention."

RISK ASSESSMENT

Metrics about varying types of theft

and other related crimes are gathered

by companies like Cap Index. This

informs police staffing for stores.

Regional decisions about staffing

are run through quantitative metrics

in order to determine appropriate

law enforcement presence.

Even Scan and Go users need to

have their purchases verified by

an exit associate.

Members may use other methods

beyond point of sale interactions.

This line represents that fluidity.

MEMBER USING 

CLUB PICKUP

PLACE AN ORDER, 

THEN SWING BY TO 

PICK IT UP

"I enjoy the 

efficiency of 

ordering online."

PAIN POINT:

RESTOCKING OF 

ABANDONED ITEMS

SPOILED MILK 

BECOMES 

"SHRINK" AS IF 

STOLEN

INSIGHTS FROM DISCUSSION…

– Exit greeter is the last point of

contact. That experience can potentially

turn a "bad" trip into a pleasant one.

– Omni channel shoppers. Members

use more than just one method.

– Thanksgiving day example:

Shop for fresh items in store. Pick up

items ordered online, on the way out.

Execs from numerous

companies discuss how

to prevent shrink.

Researchers and logistics can share ideas to reduce

shrink, and discuss what may (or may not) be feasible.

For example: RFID tags would be cost prohibitive, etc.

C-level execs keep a

close eye on the supply

chain at a macro level.

Managers enjoy interacting

directly with customers.

OPERATIONS
OPERATIONS 

#2

Clubl 

Inventory 

& Logistics

Understand 

what clubs are 

operating 

efficently

I want to 

understand the 

what processes 

of our clubs are 

causing shirink

Need to add 

"business" 

here 

(nameless)

Sam's Club - Exit process stakeholder map

1. Setup

2. Cluster/Label

3. Draw arrows

4. Annotate arrows

5. Document insights, pain points

6. Quick readout

———

1. Setup

On a sticky, write a stakeholder

and their role. Identify all the

stakeholders. (One per sticky).

On a separate sticky note, write the goals

for each stakeholder and place them on the

board. (Use a different color.)

On a third sticky, write a "quote" that relates

to the role and place it below the goal for

each stakeholder. (Use a different color.)

———

2. Cluster

Cluster stakeholders by roles and goals into

similar groups.

———

3. Draw arrows

Use different lines and arrows to note the

current strength of the relationship.

———

4. Annotate arrows

Annotate each of the arrows by briefly

explaining why the relationship has its

current strength.

———

5. Document insights, pain points

As as group, use pink sticky notes to

document any insights and pain points

relevant to the subject area you are

wanting to explore.

Decide as a group on the top three insights.

Write those next to your stakeholder map.

———

6. Quick readout

Who are your main stakeholders? What are

the key relationships? What do our users

need to get from our stakeholders? Do you

need to talk to some stakeholders for more

insights?


