A price override is supposed to be a safety valve. The shelf tag is wrong, the customer has a valid promotion, the
system is lagging, or a manager needs to correct an order before it goes out the door. But every store that has
dealt with shrink knows the other side of that safety valve: the more freedom you give at the register, the more
opportunity you create. And the tricky part is that not all loss looks like theft. Some of it looks like “just fixing it,”

while others look like a customer service gesture. Both can quietly add up.

The goal of a good POS policy is not to eliminate overrides and discounts. That would be unrealistic and would
frustrate legitimate sales. The goal is to make overrides and discounts auditable, limited, and tied to business logic.
When the system, the training, and the manager review all point in the same direction, you stop losing money to

mistakes and you reduce the chances of abuse.

Start with the real behaviors, not the theoretical policy

Most POS policies fail because they read like a compliance document, not like a map for what employees actually
face on a busy shift. In the real world, registers jam, promos change mid-week, barcodes get replaced, and

customers arrive with screenshots. Staff also handle “edge” cases that never show up in the training video.

In my experience, it helps to design the policy around the moments when staff reach for override keys. Those

moments usually fall into a few categories:

® The item scans correctly but the price looks wrong to the customer because the shelf tag changed recently.

The item does not scan, and the cashier tries to approximate based on memory.

The item scans, but the store is trying to apply a discount that the system does not recognize automatically.
* A manager decides that the “customer experience” matters more than strict pricing rules.

You do not need to stop those situations. You need to steer them toward the right path. The wrong path is “type

a number and move on,” especially when the action is difficult to reverse later.

A good policy makes it clear that the register is not a place for guesswork. If an item needs manual pricing, that

action should be justified, documented, and reviewed in a way that is hard to game.

Define what an override is, and what it is not
Before you write rules, you need clean definitions. Stores often mix these terms:

* A price override is changing the price on an item line, usually from the POS screen.

¢ Adiscount is reducing the price through a discount function, either percentage, dollar amount, or a promo
code.

* A void cancels the transaction line or receipt.

* Areturn reverses a completed sale, sometimes with separate logic.

Why this matters is simple: different actions have different fraud patterns and different controls. For example,
discounts may be legitimate for loyalty customers or for clearance items, while overrides may be the workaround
for barcode issues. Returns can be abused in ways that overrides cannot. If the policy lumps everything together

under “price changes,” you lose specificity. The training becomes vague, and the audit trail becomes less useful.

If you want fewer disputes and fewer losses, define the categories the POS tracks. Then align the policy to those
buttons, not to vague “discounting.”



Make manager authorization more than a rubber stamp

Many stores require a manager key for overrides above a threshold. That can help, but it is not enough by itself. A
manager sign-off only prevents loss if the manager actually has something to verify. If the manager is busy, or if

the approval process is just “press OK,” the control becomes cosmetic.

Here is a pattern | have seen repeatedly: the cashier enters an override, and the manager approves without
checking the shelf price, the promotion details, or the item's reason code. The manager may be trying to be
efficient, and in a quiet moment it feels fine. But over weeks, that habit builds a loophole. The POS history

becomes a chain of approvals with no meaningful context.
A more effective approach is to require that approvals include:

* areason code tied to a defined category, and

* areference point the manager can verify (for example, the current promo sign, a price change memo, or a

customer eligibility rule).

If your POS supports it, ask for notes at the time of approval. Notes do not need to be long, but they need to be
specific enough that someone reviewing the logs can understand what happened without calling the manager six

times later.

Set thresholds based on actual sales patterns
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Thresholds are tempting because they look objective. “Overrides over $10 require a manager.” “Discounts over 20
percent require approval.” The problem is that thresholds that are too low create chaos, and thresholds that are

too high create loss.

A practical way to set thresholds is to look at real data. Most retailers can pull last month’s POS transactions and
see the distribution of manual price changes. Then you select thresholds that capture the risky tail without

burdening normal operations.

If you cannot access good transaction data, you can still use a reasonable starting point and adjust after two or

three weeks. For example:

® On low-priced items, even a small manual change can represent a meaningful percentage shift.

® On high-priced items, percentage discounts may be the common lever for legitimate promos, but large dollar

discounts might indicate issue.

The “right” threshold is the one that makes the approval workflow manageable and still catches outliers. The
moment you create a process staff can memorize and route around, you have built a machine for bypassing

controls.

Build a reason-code system that staff can follow under pressure

Reason codes are where policy becomes real. Without them, your approval logs become a list of actions with no

meaning. With them, you can spot trends and investigate anomalies.

Reason codes also protect staff. If a cashier overrides because of a price change that happened earlier that day, the
policy should allow that action and require a code like “shelf tag mismatch - verified.” That makes it clear the action

was part of normal operations, not a suspicious workaround.



If your POS currently has generic options like “Other,” you will need to tighten it. Generic options are convenient,

but they destroy audit value. When every override is "Other,” every review becomes guesswork.

A reason-code set works best when the codes match what staff will see in front of them. If your stores deals with
frequent promo signage changes, include codes for promo verification. If barcode replacement is a common issue,
include a barcode or item lookup code. If customers request adjustments for previous pricing, include a code for

that specific scenario so managers can verify eligibility rules.
Here's a simple structure that has worked well in environments with mixed item types:

* “Shelf tag mismatch - verified by signage”

* “Promo applied - eligible customer / correct promo”
® “Item not scanning - manual lookup match”

e “"Damaged / clearance - verified with tag”

® "Other - requires manager note”

That last "Other” should exist, but it should be rare enough to matter.

Distinguish customer service from uncontrolled discounting

Discounting is where conversations turn into numbers. A customer says, "l saw it cheaper online.” A customer
says, "This isn't what it rang up.” Sometimes the customer is right, often they are mistaken, and occasionally they

are trying their luck.

A good policy helps staff handle the conversation without creating a discount reflex. It also helps managers decide

whether the store should absorb the difference or decline.

You want employees to have a script, even if it is not spoken word for word. For example, staff should know what
evidence to check before offering a discount. Do you need a printed promo? A loyalty membership? A manager

review of current pricing rules? If the system can't validate it, the policy should say what happens next.

When the policy is unclear, staff fill in the gaps with personal judgment. Personal judgment is inconsistent, and

inconsistent decisions are hard to audit.

A strong approach is to allow certain discretionary offers only within tight parameters. Discretion is real, but it

should be constrained by reason codes, thresholds, and review cadence.

Watch for the patterns that look normal at first

Loss from overrides and discounts rarely looks dramatic in the first week. It shows up in patterns: repeated manual
changes by the same employee, unusual discount percentages, certain times of day, certain item categories, or the

same reason code used too often.

A common trap is to focus only on the cash drawer count. Inventory shrink reporting can lag, and cash differences

are not the only signal. POS logs can reveal behavior before inventory numbers catch up.

If you review transaction logs monthly, consider also reviewing weekly for high-risk actions. The faster you catch
the pattern, the less money you lose and the easier it is to correct the behavior. Early corrections also prevent

resentment, because employees see that the policy is about consistency, not punishment.

When you investigate outliers, it should not be an accusation. It should be a neutral review: Was the item

promotion valid? Did the customer have eligibility? Was the shelf tag correct? Did the manager follow reason-code



rules? If the answer is “yes,” you can adjust training. If the answer is “no,” you can adjust authorization and

coaching.

Put the controls where they matter: POS configuration and workflow

Policies written on paper do not stop loss as effectively as https://www.theposexchange.com/blog/toast-vs-clover

POS design. You reduce risk when the system makes the right thing the easy thing.
Start with the basics:

® Ensure overrides require a manager login that ties to a specific user ID, not a shared account.
® Restrict discount functions by role if your POS supports it.
® Force reason codes on manual price changes and on manager approvals.

® Lock down the ability to create new items or alter item pricing unless it goes through an inventory or pricing

workflow.
* Disable "quick discount” buttons for roles that should not have that authority.

When staff have to fight the system to do risky things, the risky things happen less often. When staff can do risky

things with two taps and no documentation, the system becomes a funnel for loss.

If your POS cannot enforce reason codes consistently, you compensate with training and audit. But if you can

enforce it, do it. Let the configuration do the heavy lifting, not the spreadsheet later.

A practical policy language that employees can actually use

Policies often get too wordy. The best POS policies read like instructions during a rush. They tell staff what to do,

what to document, and what not to do.

Below is an example of policy language and structure you can adapt. It is written to be clear at the register.

Example policy framework
e (Cashiers may only apply discounts that are automatically eligible in the POS, unless a valid promo code
process is followed.
® Price overrides require manager authorization and a required reason code selected from the defined list.

* Managers must verify at least one supporting reference, such as current signage, a verified promo rule, or

documented inventory adjustments.

e (Cashiers should never estimate a price from memory when an item does not scan; they must use the POS

item lookup workflow or escalate to a manager.

* Any exception not covered by the reason codes requires a manager note with the specific reason and evidence

used.
That last point is important. If your exception path is too loose, it becomes the default path.

Also, make sure employees understand what “never” means in your policy. “Never estimate a price” is clearer than

“"avoid guessing.” It protects staff from well-meant improvisation that later looks suspicious.

Training that reduces mistakes, not just compliance theater
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Even a strong POS policy fails if staff cannot execute it under time pressure. Training should focus on execution. It

should also acknowledge that the register is a high-speed environment where people make errors.
Good training covers three layers:

First, it explains what actions are restricted and why. When staff understand the purpose, they are more likely to

cooperate during audits and less likely to hide behind “I didn't know.”

Second, it runs through real scenarios based on your store. Use screenshots of actual POS screens if possible.
Show the reason-code selection. Show what “verified signage” looks like in your environment. If your store uses

specific promo sheets, show them.

Third, it creates a feedback loop. After the first couple of weeks, review which reason codes are being chosen
incorrectly, which approvals are taking too long, and where customers are causing friction. Then refine the policy

and training. The best systems evolve based on the front line.

If you can only run one training session, train managers first. Managers approve actions, so they shape the culture

of overrides and discounts. If managers treat approvals casually, cashiers learn that the documentation is optional.

The review process: how to find issues without targeting individuals

Review is where you prevent ongoing loss. But review can also cause fear. The best review approach focuses on

actions and patterns, not personal guilt.
A balanced review process typically includes:

® regular sampling of overrides and discounts by manager and cashier,
* trend checks on reason codes and discount amounts,
* review of items that are frequently manually overridden, and

® attention to time-of-day patterns that correlate with staffing levels.

When you find a problem, consider whether it is procedural. For example, if a certain category of items does not
scan often, you may have a labeling or database issue. Staff might be “overriding to survive.” Fixing the root cause

prevents new losses and reduces the need for discipline.

If you have to take action against individuals, do it through documented coaching. The policy needs to be clear

enough that retraining is a legitimate next step, not an emotional response.

Common edge cases that cause trouble (and how to handle them)

Edge cases are where policy gets stress-tested. The customer is in front of you, the POS is doing something

unexpected, and the employee needs a decision in seconds.

Here are a few edge cases that tend to generate point of sale both mistakes and fraud opportunities, along with

the kind of rules that reduce harm:

1. Item scans but price doesn’t match shelf tag. Employees get pressured to “just fix it.” Your policy should
require verification of the current shelf tag and the timing of price changes. If the shelf tag system is slow,

managers should check the official price change process, not just the customer's selected item.

2. Item does not scan. Without a strict item lookup workflow, staff may use a similar item or a remembered
price. The policy should explicitly direct staff to use the correct item lookup or to escalate to a manager who

can verify the match.
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3. Customer shows a screenshot. Screenshots can be outdated. Your rule should require checking whether the
promotion is active and applicable, using approved internal sources. Discounts should not be offered as a

reflex. The manager should have a process for validation.

4. Discount stacking confusion. Many losses come from accidental over-discounting, not intentional fraud.
Your policy should clarify which discounts can stack and where the POS prevents or allows stacking. If the POS

does not prevent it, train managers on what to watch for.

5. Return linked to a discount. Sometimes discounts reappear in returns, creating an opportunity to exploit the
difference between sale price and return processing. Your review should watch for suspicious sequences, like

repeated high discounts followed by returns.

You can fold these into your training and your reason-code definitions, so employees have fewer decisions to

invent at the counter.

Two controls that quietly make everything harder to game

If you only implement a few system or workflow changes, focus on the ones that reduce abuse fastest.

High leverage controls

* Require specific reason codes on every manager-approved price change (no "Other” default).

¢ Use unique manager logins tied to user accounts, not shared keys or blanket approvals.
These two changes sound basic, but they alter the whole risk profile. Reason codes turn approvals into data you

can analyze. Unique logins turn “friendly manager” behavior into accountability, which reduces careless approvals

and stops patterns from being hidden.

Realistic trade-offs: speed versus control
The hardest part of POS policy is not writing rules. It is living with the trade-offs.

Stricter controls increase friction. In stores with high foot trafficc employees will feel delays. Customers will get
annoyed when approvals take longer. That frustration can spill into resentment toward managers and sometimes

into workarounds.
So you need a design that protects legitimacy while still flagging risk.

One approach is to separate low-risk and high-risk situations clearly. If an employee can apply a verified discount
using an automated promo code that the POS recognizes, let them do it. If the POS can validate eligibility, you

should rely on automation rather than override keys. Manual approval should be the exception, not the default.

Another approach is to speed up the approval workflow by making the verification process quick. If managers
must hunt through a binder for each promo, approvals will slow down and staff will start taking shortcuts. If your
store can put promo validation references in a consistent place, approvals become smoother and the temptation

to bypass controls drops.

What a healthy metric set looks like

You do not need to drown in KPIs. A small set of metrics, reviewed consistently, is usually enough to spot

problems.



Look for:

¢ the frequency of overrides and discounts by role,

* the distribution of discount amounts and override amounts,

® reason-code usage rates, and

® repeated patterns involving specific employees, items, or stores.

If overrides are rare but discounts are frequent, your risk may be more on discount authorization. If both are high,

you may have a broader pricing accuracy issue, which means operational fix is a priority.

If your reason codes are skewed heavily toward “Other,” that is a sign your staff do not understand the codes or

the codes do not match reality. Either way, you need to adjust.

When to revise the policy

A POS policy should not stay frozen for years. Pricing systems change, promotions change, and employee

turnover changes. If the policy does not reflect reality, compliance declines and people become creative.
Revise your policy when:

® areason code becomes obsolete because promos changed,
® anew item category starts causing frequent manual overrides,
® transaction logs show persistent outliers despite coaching,

® your POS adds new features that can reduce manual work.

Also, do not wait for big incidents. If managers keep getting stuck on the same scenario, that is not just a training

issue. It is a policy gap.

Make loss prevention part of customer service

It is easy to treat overrides and discounts as a loss prevention problem. That mindset is wrong. When done well,
price policies improve customer trust. Customers feel less confused when pricing is consistent. Staff feel more

confident because they have a clear process, not a “do what you think” approach.

Customers also notice when employees refuse to fix legitimate issues. A good policy gives employees a way to
solve real problems quickly. For the customer, the difference between a controlled approval and a chaotic override

is invisible, but the employee experience is night and day.

The store wins when the register feels fair and predictable. The policy becomes a tool for both sides: fewer losses
for the business, fewer awkward conversations for the employee, and fewer pricing disappointments for the

customer.

A short checklist for implementing a safer override and discount policy
If you want to bring it together, use this as a practical launch checklist:

® Confirm what actions the POS records for audits, overrides, and discounts.
® Require manager authorization with unique logins and mandatory reason codes.
e Set thresholds after reviewing real transaction patterns, then adjust quickly based on what staff experience.

* Train managers first with scenario-based coaching and clear verification steps.



* Review logs weekly for high-risk actions and refine reason codes and workflow after two or three weeks.

Do this well, and price overrides stop being a leak and start being a controlled safety valve. Your systems catch the
risky behavior, your staff know what to do, and your discounts stay aligned with the business you actually want to

run.



