
Shrink	–
Your	Business	Partner	

That	is	Eating	
All	Your	Profits

Will	Healy
Ball	Horticultural	Company
whealy@ballhort.com
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“Stuff	we	do	
that	we	
don’t	get	
paid	for”

Shrink



Shrink	is….
Stuff	you	do	that	you	
don’t	get	paid	for…

Buffer	is….
The	grease	that	makes	growing	easier…

Sales	opportunity	to	
grow	the	business

Speculation	is….

…and	profits	more	elusive



Where	did	all	the	Plants	go??

1-Seed	Production	– 26%

2-Distribution	– 13%

3-Young	Plant	Production	– 20%

4-Finish	Production	 - 12%

5-Retail	– 9%

6-Consumer	– 8%



Shrink
“Mine”,	“Ours”	vs	
“Shrink	Shifting”

vMy	Shrink

vMarket	Channel

vShrink	Shifting
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Hidden	Cost	of	Shrink

Plan	
for	

Profit,	
Plant	
to	
Plan



Where’s	the	Shrink	Hiding?
v Facility	&	Equipment

ü Energy
ü Water
ü Space

v Processes	&	Labor
ü Manufacturing
ü Production
ü Collation

What’s	your	target	shrink?
ü Manufacturing	è 2-4%
ü Production	è <3%
ü Collation	è <0.1%



Input	Shrink	Management
vSupply	Chain	Management

vForecasting	is	key
üURC	production

Ø>50%	Shrink
üSeed	Availability

vAssortment	Management
ü“Grandma’s	favorite”



Young	Plant	– Manufacturing	Shrink

vSoil	prep
ü Starting	pH	&	EC	– NPK	on	or	off	target?
üWetting	agent	&	moisture	
üFlat	filling

vURC	– Sticking	efficiency
üOne	touch	inventory
üProgressive	sticking

vSeed	– Germ	commitment
üFresh	seed
üSowing	accuracy
üSeed	placement

Labor

Uniformity



When to Water-How Dry?
How Much to Water

Where to Water
Plant Demand

Language of Watering W1-W5

Climate

When to Water-How Dry?
How Much to Water

Where to Water
Plant Demand

Language of Watering W1-W5

Climate
Jim	Faust
Clemson

vWater	Management

Incorrect watering causes more losses than 
anything else we do....

Ø Disease	&	Insect	control
Ø PGR		

üWatering	pyramid
üVapor	Pressure	Deficit	(VPD)
üWbW	graphical	tracking

Young	Plants	– Production	Shrink



Finished	– Manufacturing	Shrink

vSoil	mixing
üUniformity

vNutrient	testing
vProduction	planning

üVirtual	Grower



Finished	- Production	Shrink
vCost	accounting

üAccurate	cost	allocation	critical	– ‘SqFtWk’
vSustainable	certification

üEstablish	plan	and	schedule	for	improvements
vKPIs
üIf it is not measured it can’t be 

improved
üMonitoring	major	cost	drivers
üCreate	annual	targets	and	drive	change

vWater	management

Correct watering eliminates shrink



Finished	– Collation	Shrink
vPlanning	for	efficiency

üOne	touch	strategy
Ø‘Put	away’	
Ø‘Collection’

vLean	Flow	vs	Custom	Pick
üWhat	are	you	shipping	– plants	or	varieties?
üWhat	is	important	– order	fulfillment	or	full	stores?

vPrepared	to	survive
üPlants	with	‘Retail	Tenacity’
üUse	tested	varieties
üFertilizer	program
üCrop	Protocol



Retail	Shrink

vPlanogram	for	success	- hope for the 
best

vWater	management	– the ultimate 
oxymoron

vInventory	management
üIt	is	all	about	the	Friday	– Sunday	weather

üColor	sells	–green is not a color
ØAnnuals	– 3-5	day	shelf	life
ØPerennials	– 5-7	shelf	life



Consumer	Shrink
v“Gardener	Pride”	is	a	key	to	gardening	success
vPlants	should	grow

üBonzi	is	an	art	form	not	a	gardening	practice
üFertilizers	improve	success
üGetting	it	Right

Place Time

Plant



Garden	Performance:	Easy	Wave	White	vs	Other

Elburn;	July	2,	2015

Elburn;	July	22,	2015



Profit$?
Shrink	=	bottom	line	$$

“Stuff that we do that we 
don’t get paid for”

Keep	the
‘Eye	of	the	Owner’

on	the	KPI



Comments	&	Questions?


