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Theft By An Associate
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Announcements &
Upcoming Events
Retailer Team Meetings:

• Please contact us to be a
guest presenter at your next
retailer team meeting!

Register for a RLP Training
session in Orlando!

Announcements:
• RLP has partnered with Risk

Management Services, Inc.
to provide excellence in 
in-store services. Call us 
for more information or 
visit them on the web at
www.RMSLP.com

• Look for our posting on
ACENET requesting your
store’s shrinkage information.
Your store will be sent a
FREE copy of our new
Retail Loss Prevention best
practices guide! 

• Plan to visit us at the
Orlando show!

CONTACT US:
Phone:
(630) 972-2670
www.acelossprevention.com 
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There is nothing more personally traumatic than to discover (or strongly suspect) that you have a
trusted employee who has been stealing merchandise or embezzling at the POS terminal. The
operation of a POS terminal presents many opportunities to steal, to include fraudulent refunds,
fraudulent voids, simple under ringing, or one of many other schemes to end up with money in the
till that has not been recorded. The employer’s initial emotion is to immediately fire and prosecute
the employee, and send the very clear message, “if you steal from me, you go to jail.”

While this emotion is totally understandable, this is not the time for an emotional knee jerk reaction.
Rather it is the time to take a step back, evaluate just what actual evidence currently exists and
develop a plan to determine just how long this has been going on and what the total financial
damage could actually be. Keep in mind that while the evidence may support firing the employee,
it may or may not support prosecution. Furthermore, and more importantly, while an immediate
firing may provide instant emotional gratification, odds are that this hasty action will not be in the
company’s best financial interests.

Financial crimes are not that easy to prosecute. It’s not like a burglary in which the burglar is either
caught red-handed or later in possession of property that is identifiable as belonging to the victim.
Prosecutors need detailed - and understandable - evidence that paints a clear picture of the
embezzlement – and if there is video to support the financial records, that makes the case even
stronger. And even if the most recent theft is obvious and the evidence is compelling, the big
questions are (1) how long has this been going on; (2) has this employee been stealing through other
schemes as well; and (3) what is the total amount that has been stolen? An immediate firing of the
employee makes getting the answers to these questions very problematic.

The First Step

The suspicion (or actual knowledge) of embezzlement should always trigger a thorough
investigation. The typical Ace Hardware retailer, while knowledgeable of the POS system, is not 
a trained investigator, and possibly may not be aware of the many ways that embezzlement can
occur, beyond that which was just uncovered. It is appropriate and strongly recommended that
professional assistance be requested. Trained loss prevention professionals will not only provide expert guidance, but can actually
conduct the investigation, coordinate with the local police, interview the employee, take statements and promissory notes and provide
all necessary documentation to the police for prosecution. Time is normally of the essence in these cases; thus it is important to take
this first step as soon as possible. 

The End Game

How long the miscreant has been stealing and the total amount of the thefts is the $64 million dollar question. There is nothing more
important (financially speaking) than determining the answers to these questions. The fact of the matter is, however, that it is rare that
these two questions can be answered with any specificity. Insufficient or missing data and documents almost always prevent the
investigator from being able to accurately calculate totals that can be backed up by hard copy or computerized records. 

Confrontation & Calculation – It is important to gather and analyze all available evidence before the employee is interviewed. The
interview is the final step in the investigative process, and to rush into it is to invite disaster. When the employee is interviewed and
ultimately admits to the thefts, he or she will normally not be able to accurately recount (1) when the thefts began; (2) details of each
theft; and (3) the grand total of money stolen. It thus becomes a matter of using the detailed evidence you do have, to include the days
of the week that the employee normally works; the number of days each week that the employee was documented as stealing; the
specific methods used to steal; and the average dollar amount of each documented instance of theft. Using these provable data, it is then
a matter of working out a grand total dollar value of the thefts that both the investigator and the employee agree is fair and reasonable.
Employees will always be surprised at the total, typically claiming, “It couldn’t have been that much!” Keep in mind that if prosecution
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