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Making the Most of Meaningful Metrics
Part Two: Staffing



About Me
• Matthew Bald
• Business Manager at CCC since March 2010
• Responsible for all accounting, reporting, back of 

house type stuff
• Background has always been in management 

accounting and analysis
• Industries: Hotels, stadium, book publishing, 

private golf course, private hospitals and now 
pharmacy



Goal
• Share what I know and do
• What the wider industry is doing.
• It Should Prompt Questions:

– Of your Board or Management
– Of your strategy

• You can ask questions at any time by posting in 
the Q&A section. I will address at the end.

• This is being recorded and the slides will also be 
made available afterwards.



Overview
• After Cost of Goods Sold this is the 

biggest cost in the business that you have 
a great deal of control over (sort of)

• What should be tracked
• What KPI’s and ratios should be calculated
• What are some industry benchmarks
• What should your Board focus on versus 

Management



People
• Employment Costs
• Salaries & Wages
• Full Time Equivalents
• Scripts per Hour
• % of Sales
• % of Trading Profit
• Casuals
• Part Timers
• Locums
• Managers

Never forget that all 
of these labels, 
ratios, or KPI’s all 
ultimately refer to or 
about people.



Employment Costs
• Be careful of how you compare:
• What does CCC include:

– Salaries & Wages, Allowances, Bonuses
– Leave payments and Accruals
– Superannuation, Payroll Tax, Workcover, Fringe 

Benefits Tax
– Locum wages & associated costs (Accom)
– All costs associated with paying your staff

• Pitcher Partners don’t include Payroll Tax, 
Superannuation, Workcover or FBT



Trading Profit



Trading Profit
• We always compare our costs to Trading Profit

– Why?  It isn’t distorted by High Cost Drugs (Harvoni $22k) 
– Gross Margin on PBS scripts tops out at around $90-$100 each

• Over all the scripts you do each month this gets flattened out

• What is Trading Profit? For CCC it is
– Gross Margin from Dispensary and OTC plus all services income
– Services Income

• DAA Fees
• Government Funding (MedsChecks, Staged Supply, RPMA etc)
• Membership

These are our rules and similar across most industries, but 
you can compare to what you like, so long as it will give you a 
CONSISTENT benchmark.



What’s The Goal
Employment Costs as a percentage of Trading Profit

Should be

Profitable and Sustainable

If you are a low margin, high volume business this will be 
different to a high margin, low volume business.

But make sure you know what you are and what you are 
aiming to achieve.



What’s The Goal
At CCC we try to aim for a percentage depending 

on the store.

As a rough goal its between 50% and 54%

We pride ourselves on service.  Service means people and if 
they aren’t available on the floor you can’t provide it.

To ensure we always provide service we will try and invest in 
the extra resource before service falls away.





Employment Cost %
Industry Average
• Outside of Friendlies and excluding discounters 

Employment Costs as a percentage of Trading 
Profit sits at around

38 to 42%

Variances to this will be caused by:
• Your model
• Fluctuations/variations in volume/regions etc



What Does This Look Like?

Total Revenue
Gross Margin 

%
Gross Margin 

$
Services 
Income Trading Profit % $ Funds Left

3,500,000$          35.0%  1,225,000$       30,000$             1,255,000$       40.0%  502,000$             753,000$       
3,500,000$          35.0%  1,225,000$       30,000$             1,255,000$       44.0%  539,000$             716,000$       
3,500,000$          35.0%  1,225,000$       30,000$             1,255,000$       48.0%  588,000$             667,000$       

3,500,000$          30.0%  1,050,000$       30,000$             1,080,000$       40.0%  420,000$             660,000$       
3,500,000$          30.0%  1,050,000$       30,000$             1,080,000$       44.0%  462,000$             618,000$       
3,500,000$          30.0%  1,050,000$       30,000$             1,080,000$       48.0%  504,000$             576,000$       

3,500,000$          40.0%  1,400,000$       30,000$             1,430,000$       40.0%  560,000$             870,000$       
3,500,000$          40.0%  1,400,000$       30,000$             1,430,000$       44.0%  616,000$             814,000$       
3,500,000$          40.0%  1,400,000$       30,000$             1,430,000$       48.0%  672,000$             758,000$       

Employment Costs



CCC %
• When we include all the costs that we allocate to 

Employment (Super, Payroll Tax, Workcover and 
FBT) this adds between 5-6% points

• We have made a conscious decision to run at a 
higher cost and provide superior service than our 
for profit competitors.

• Don’t forget their big advantage though 
(OWNERS)



Is that all?
• If you only measure your employment costs as a 

percentage of Trading Profit you are missing a 
substantial insight into how well your business is 
performing

• Some other KPI’s I believe are valuable in 
assessing how well your pharmacy is running:
– Scripts per Pharmacist Working Hour
– Customers per Sales Assistant Working Hour

• We split Sales Assistants and Dispense Techs up

– Customers per Total Working Hours
– These three are gold



Efficiency Ratios

Why do I love these so much?
• Anecdotal evidence is freely given, often with 

little support and can have no correlation with the 
real world (feels like not is like)

• It’s much harder to fudge these
• They will reflect what is happening to your costs, 

how your staff feel, what customers may be 
experiencing

– Think sick leave and not replacing staff
– The mad March COVID rush for scripts
– The corresponding drop in wasteful April



FTE’s & Gross Margin

Full Time Equivalents
At CCC we track all 
hours worked etc.
Does your payroll 
program do this?
Exclude all leave.  Track 
only productive hours

Ratio
Calculate your FTE’s
In a month it is about 165 
hours (38*52/12)
Divide Productive Hours by 
165 for FTE’s.
Divide Total Gross Margin by 
FTE

Industry Benchmark
Around $150,000+



Store Size
Bigger isn’t always better
These are just tips to look at and consider:
• How big is your store
• How many staff do you need to manage 

that area
• Bigger store, more shelves, more stock, 

more staff
– Make sure that the stock and space warrants the extra 

staff



Employment Costs are 
People

Searching for that perfect blend of ratio’s and profit 
is doomed.  Life just doesn’t work that way.
• Learn to manage your staff

– Understand their strengths and weaknesses
– Work with their strengths and support the weaknesses

• If the finance manager is getting really excited 
about a beautiful set of numbers or the budget 
being smashed
– Make them step back a bit and question

• Is it sustainable?
• What has made this happen?
• Is it repeatable or a trend?



General Comments
Management
• Understand where you are
• Work out where you want to be
• Discuss with your Board and Managers so everyone agrees on the desired 

outcome
• Research and talk to other Friendlies, industry experts and make sure you 

know the AWARD

Boards
• Understand what your strategy is and how management have told you 

they will get there
• Make sure Management are in touch with their staff
• Have clear benchmarks around what you want achieved and the 

timeframes to do so
• Have Management provide evidence of why the strategy is right



Thank You


