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Category Management is Alive and Well! 

Contrary to what some may be saying, Category Management continues to evolve as one of the most 

important collaborative efforts between a Retailer and a Vendor.  The key word is “evolve” and there is 

a need to update the model as part of this evolution.  

 

The single most important driver in this evolution is the “changing” Shopper, who is empowered to 

make buying decisions faster, through more venues and with more knowledge than ever before. 

 

Building a marketing plan “through the eyes of the Shopper” to create value for both the Retailer and 

Vendor requires collaboration using the best practice methodologies, insights, data and tools available.  

Category Management can serve as the umbrella under which the collaborative process is facilitated. 
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Executive Summary 
Category Management is alive and well, thriving and evolving! 

 Savvy practitioners today are driving profitable category growth and Shopper loyalty by strategically 

partnering and collaborating in this new and evolving “omni-channel” world that is changing every day. 

 Retailer and Vendor collaboration focused on the Shopper is the key to unlocking this growth 

leveraging each other’s vast resources and insights. 

 Big data is not enough. We need to work together in a very focused and collaborative manner in order 

to effectively analyze the data, and ultimately turn it into actionable insights that drive results. 

 Evolution away from old one size fits all templates/data dumps to a focus on concise hard hitting 

insights that are highly relevant and focused on highest value mutual Shopper cohorts. 

 Less focus on the “What” happened and rear view mirror, more on the “So What” and “Now What”? 

Shopper centric solutions. 

 Insights with no alignment or collaboration = no execution. 

Critical enablers to success  

 Proactive, open, early and often communication around Shopper centric strategies: 

o Vendors who invest millions in research around generic Shopper segments or trip types would 

be better served partnering with key strategic customers and developing a joint learning plan 

to maximize their ROIs and reduce time to execute and see the mutual wins. 

 Focused analytics around the Shopper problem to solve with concise, compelling findings that free up 

time for more dialogue vs. monologue. 

 Laser focus on “execution” and getting past that all important finish line together. 

 Shopper centric score carding that allow both Vendor and retail customer to sit on the same side of 

the desk and focus collaboratively on the right and most relevant KPIs. 

 More cross functional alignment needed across BOTH Retailer AND Vendor to turn those great insights 

into solutions that will REALLY work in store. 

 Collaborative Shopper centric hypotheses is key: 

o Combining disparate data sources such as point of sale, syndicated scan data, panel, CRM, 

loyalty card data and making cause and effect hypotheses; 

o Jointly fielding primary research to confirm/disprove Shopper hypotheses; 

o Calculating  the size of the prize for each possible Shopper centric strategy; 

o Collaboratively embarking on Shopper centric tactical plans to address; and 

o Reviewing the data as a “team” and mapping out future plans. 

 Staffing and continuous skill building is absolutely essential: 

o This highly collaborative and analytical process requires excellence in key areas of “soft” skills 

such as active listening, effective communication, trust building and knowledge sharing as well 

as “hard” skills such as data mining, analytical thinking, action derived from Shopper insights 

and financially sound planning and decision making. 
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Mission of This Industry-Created White Paper:  

The mission of this white paper is to help you and your company achieve success in today’s retail marketplace 
by utilizing Category Management as a business model to enable the collaborative process and help you 
accomplish your goals.  We want to understand what strategic collaboration is and what it takes to succeed in 
this process.  

The Category Management Association (CMA) was formed in 2004 to advance professional standards in the 
field of Category Management within the retail industry. It is an unbiased central resource for retail industry 
information and best practices, international networking , and it is the only organization certifying coursework 
and individual Category Management professionals according to recognized, industry-wide standards. 

This white paper was the inspiration of the CMA’s founder, Donna Frazier, who brought together a panel of “A-
List” experts in Category Management from more than thirty leading companies with a simple request: provide 
the industry with a new benchmark and vision of what it takes to be successful in Category Management in 
today’s marketplace. 

At the outset of the project, the panel was asked, “Can any one company be successful in Category 
Management by themselves?”  Unanimously, the panel members answered that today; only through 
collaboration can any company accomplish all of the complex aspects of Category Management that are 
necessary to optimize growth and efficiency, and to earn Shoppers’ satisfaction and loyalty. 

What follows in this unique white paper is a compilation of ideas, experiences, observations, insights, expert 
advice, best practices, and vision from the people and companies that lead the industry in Category 
Management, and in retail success. 

The end goal is to get to the Shopper Centric model of doing business.  As Shoppers become more 

discriminating since the choices are ever-increasing, there are more touch points blurring the channels.  

Technology and the explosion of available data require a higher level of expertise to generate the insights 

necessary to make educated decisions on how to do business.  The more adept you are at generating true, 

actionable insights from big data, the better chance for driving growth.  Providing training is critical to 

empower personnel.  Those with the most skilled teams will reap the rewards.   

What Now? Execute the model, ensure compliance and measure results.  “Well done is better than well said.”  

Having a strong plan means nothing if it is not implemented correctly.  It is as important to have a Shopper 

centric scorecard as it is to have a Shopper centric business plan.  Strategies, tactics and initiatives seen 

through the eyes of the Shopper require clear and measurable action standards to ensure success.  Key to the 

collaborative planning process is agreement on what success looks like and how it is to be measured.  

Compliance is imperative and is a responsibility to be shared jointly. 

The evolution of Category Management has cooperation and collaboration at its core.  The parameters of the 

business model change and evolve with the evolving consumer/Shopper and marketplace. True collaborative 

partner relationships are generally deeper, both strategically and tactically, and more long-term than most 



Strategic Collaboration for Shopper Satisfaction 

Page | 7 Copyright 2014 Category Management Association 
 

other Vendor/Retailer relationships.  Therefore, each party is more invested as each is equally accountable for 

results. 

It is possible to have different levels of partnership with different partners.  These should be based on the 

strategic importance of the partner and how much they can impact your business, as well as resources they 

make available to you.  

Determining the appropriate level of partnership with your business partners is essential to your success. You 

must understand how your partner can support your business objectives and what they expect of you.  If you 

are misaligned on expectations or are unable to meet their needs you will hurt the business relationship and 

potentially your business. 

In order to flush these concepts out more, we built a team of the best in class Retailers, Vendors and 

Consultants in consumer packaged goods today. By following some of the basic best practices they have 

shared in this white paper you will be on your way to profitable category growth in a highly competitive omni-

channel world through effective collaboration. 
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What Is Category Management? 

 

The 20th Century Definition of Category Management:  

“A Retailer-Vendor Process of managing categories as strategic business units, producing enhanced business 
results by focusing on delivering consumer value.”  -- ECR Category Management Report, 1997  

 

The Development of the Category Management Process:  

Category Management had its origin in the early 1980’s when point-of-sale (POS) scanner data first became 

readily available. The retail industry was anxious to harness the power of this emerging data source, and new 

technology such as “spreadsheet software” and space management software provided a platform for Retailers 

and Vendors to begin to analyze their business in unprecedented detail.  

What followed were early successes by some, such as developing “fact-based” analysis of planograms, product 

assortment, pricing and promotion. But for every success, there was also a lot of “paralysis from analysis” that 

was the result of companies digging deep into the new data without a best practice process to follow. 

By the 1990’s, the industry came together to create an industry council of leading Retailers and Vendors with a 

common mission: use the power of POS data and rapidly advancing computer technology to drive efficiency 

from the shelf to the supply chain; an initiative named “Efficient Consumer Response” (ECR).  

Within ECR, the now familiar “8-Step Category Management Process” was developed and promoted to 

provide Retailers and Vendors with a framework for organizing their point-of-sale data driven projects. 
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An Expanded Definition of Category Management for the 21st Century:  
The basic 8-Steps of Category Management have not changed, but the industry has acknowledged that the 

many changes in our competitive landscape have driven a need to adapt the approach to become even more 

collaborative, flexible, forward looking and Shopper centric.  

Its purpose is to optimize Shopper satisfaction and fulfill the role chosen by the Retailer for each category 

within the overall portfolio of categories offered in their retail format. By optimizing the selling opportunity of 

each category in every store, Retailers and Vendors are able to grow their businesses together, and to satisfy 

Shoppers and earn their loyalty. 

Definition of Shopper Marketing: 

Shopper Marketing refers to all manners of influencing the Shopper from when the consumer perceives a need 

and is motivated to start the path to purchase, to creating a shopping list or initiating a shopping mission, to 

researching a prospective purchase, to considering which retail avenues to shop, and finally to choosing a store 

or web site to shop and ultimately looking at the product choices they present, to making a purchase decision.  

Shopper Marketing includes all manner of research associated with the path to purchase, from the study of 

Shopper need states and what creates demand, to what information they look for and what may influence 

their perceptions and affinities to certain brands and Retailers, to what may influence them at the point of 

purchase, and what factors earn their satisfaction and loyalty. 

 

Bringing Category Management and Shopper Marketing Together:  

Understanding Shoppers and what motivates them along the path to purchase helps Retailers and Vendors 

develop more targeted and effective advertising, higher impact merchandising and in-store marketing, which is 

foundational for developing Category Management strategy.  

Shopper Marketing is essential, and it adds more opportunity for Retailers and Vendors to collaborate in their 

effort to attract and satisfy Shoppers. Category Management provides an established framework and 

relationships to introduce Shopper Marketing insights, and the process to plan and implement tactics that 

capitalize on an understanding of Shoppers and their path to purchase. 

We need to understand our consumer holistically and their path to purchase journey as they become Shoppers 

and ultimately purchasers as we develop solutions across the tactics of product, price, placement, and 

promotion.  These tactics (4 P’s) remain vital but our approach to developing Shopper centric solutions has 

become more precise and more sophisticated with the advent of big data and the industry’s expertise at 

mining multiple data sources for better insights and tailored solutions. 

Successful Category Management draws on the latest market and industry trends, leverages available data, 

utilizes best-in-class technology, process, software tools and skillsets, and it now uses Shopper and consumer 

research in a meaningful way to develop the category definitions, roles, analysis, strategy, tactics, 

implementation programs, and the search for new opportunities that comprise the 8-step Category 

Management process.  
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Part I:  Premises 

What Has Changed That Makes An Evolving Category Management Model 

Necessary? 
Category Management has grown up since its inception as a basic, formalized, process and it continues to be a 

“live” discipline that is constantly evolving to deliver increased sales, efficiency and profits through serving the 

Shopper.   

Todays Shopper has become more discerning and discriminatory due to changes in lifestyle, demographics, 
real income, and increased constraints on their shopping time.  This, coupled with more choices in how, when 
and where to shop, both in retail stores and online has resulted in the advent of the omni-channel shopping 
environment. Instead of perceiving a variety of touch-points as part of the same brand, omni-channel Retailers 
and Manufacturers let Shoppers experience the brand, not a channel within a brand. 

 

Today, it has become critically important to meet Shoppers’ needs or watch them shift to another Retailer, 
often in a different channel.  This change in Shopper behavior has coincided with significantly improved 
technology and measurement capability that provided a better window into the Shopper.  

As a result, the study of Shopper demand and behavior has increasingly become the predominant focus of 
Category Management practitioners wishing to build loyalty and consumption, acquire new customers, and to 
solidify and grow the overall value of their enterprise.    

In order to deliver retail solutions that respond to Shopper demand and behavior, and increase Shopper 
satisfaction, a deeper level of true collaboration between Retailers and their Vendor partners has emerged, as 
no single practitioner can, due to the complexity of the market choices and the availability of data, tools, and 
specialized talent that are necessary, provide a true end to end solution by their own execution. 
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What Are The New Dynamics Of Category Management Today? 

This section highlights the feedback from our industry panel of Category Management experts who were asked 
to comment on key factors that now impact the marketplace and Retailer-Vendor partnerships, and why a new 
model is necessary: 

 

 

Market Place   

RETAIL LANDSCAPE & CHANNEL BLURRING  

 “Shoppers have so many more choices and avenues to purchase goods and services that fulfill 
their personal and household’s needs.” 

 “The Retailer’s biggest challenge is around competing in an omni-channel; Retailers need a 
strategy for differentiation, but just as important is how to translate that strategy across physical 
and digital/mobile shopping venues.” 

 “Online shopping has become major competition for retail stores in many core categories. In 
categories such as books and entertainment media, online has become the market leader.” 

 “The balance of power between Retailer and Vendor continues to change with the top Retailers 
growing even larger through mergers, acquisitions, and building more new stores.” 

 “The big challenge today is building relevant Retailer programs for today’s consumer who shops 
multiple outlets.” 

EXPLOSION OF DATA / MORE AND NEW TYPES OF DATA 

 “There are more sources of data available today directly from Retailers such as POS data and 
Shopper loyalty card data.” 

 “Data proliferation requires a higher level of investment to process and manage it all, as well as 
adding tools, personnel, and partners to turn data into the insights necessary to drive the 
business.” 

 “Data can be more localized, enabling strategic and tactical decisions to be made at more precise 
levels – even at store level.” 

 “The volume, variety and velocity of today's data creates a world where faster decisions can be 
made IF resources are in place to do so and IF trading partners have awareness and willingness to 
share those data.” 

 “The most talented users of data have a competitive advantage.” 

 “Many more retailers are proactively sharing their data and strategic insights with select partners.” 

 “To fully leverage the data and insights available, Retailers and Vendors must inventory their 

respective resources to determine if they have the RIGHT data, tools, and talent to address their 

business issues.” 

 “Software tools for data management have greatly improved and become more sophisticated.” 
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Increased Shopper Sophistication 

 

 

SHOPPERS ENABLED BY TECHNOLOGY  

 “Smart phones and other online devices are influencing Shopper behavior in two directions:   PUSH 
(e.g. 1-to-1 marketing) and PULL (e.g. searches for product information and price comparison).” 

 “More product information is available to Shoppers including: retail sources and availability; 
competitive prices; product features, usage and benefits; customer reviews; complementary 
product choices; and alternative product choices.” 

 “Consumers / Shoppers are empowered to purchase from anywhere, anytime.” 

 “The world is the new shopping mall.” 

SOCIAL MEDIA INFLUENCE 

 “Social media has become a platform that influences the decisions of many Shoppers (i.e. product 
reviews, likes, dislikes, fads, fans, followers, etc.).” 

 “Shoppers’ awareness of trends around the world has been enhanced.” 

 “The importance of “what others think” has been raised.” 

CHANGING SHOPPER NEEDS AND METHODS 

 “The internet and various ways of accessing it have made the world smaller - in some ways it has 
made transactions less personal and in some ways more personal.” 

 “Our industry must understand when automation and anonymity is desired vs. high touch personal 
service and an emotionally satisfying experience.” 

 “Shoppers expect personalization / customization of promotions and communication.” 

 “We need to understand how Shoppers use and perceive various retail outlets.” 

 “It has become harder to differentiate on price.   Additionally, when is price important vs. product 
quality, assortment, Shopper experience, and service?” 

 “We need to fully understand our Shopper’s needs and purchase drivers along the path to 
purchase so that we can more efficiently and effectively message to them to influence behavior.” 
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Understanding the Shopper & Segments 

NEW & DIFFERENT SHOPPER NEEDS TODAY - WHICH 
SHOPPERS MATTER MOST? 

 “We need to understand which Shopper 
Segments should be our targets and which have 
the most upside.” 

 “We need to connect solutions to Shopper need 
states.” 

 “We need to know about Shopper Behavior (in 
our categories).” 

 “Shoppers are evolving and we need to better 
understand their lifestyle, needs, aspirations, 
challenges, etc. in order to provide the right 
solutions at the right time in the right place for the right value.” 

DEMOGRAPHICS 

 “Population in the USA is getting older and more diverse. Do we know how to keep seniors loyal 
and how to attract different ethnic groups?” 

 “The population is polarizing into the ‘haves’ and the ‘have-nots’, with different economic cycles, 
spending patterns and consumer confidence.” 

 “Understanding how Millennials make their purchase decisions will unlock the buying potential for 
this up and coming segment of Shoppers.” 

 “It will be important for Retailers and Vendors to know when demographics drive purchase 
decisions and when they don’t matter.” 

 “The more Retailers and Vendors can understand and identify their mutual target, the better they 
can collaboratively speak to them.” This will support Shopper centric solutions that address their 
very different needs:  

o Boomers – getting older, more spendable income, increased health care costs. 
o Generation X – transitional households, kids moving out, thinking about retirement. 
o Generation Y – mobile society, still believe in hard work, Hispanic influence. 
o Millennials – don’t believe in the “American Dream”, questioning ROI of college, increased 

debt, seeking genuine authentic brands, personalization. 
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Partner Expectations & Commitment 

 

PARTNER EXPECTATIONS 

 “Retailers seek partners who offer predictive insights for the future.” 

 “Retailers and Vendors are trying to be more and do more in Category Management.” 

 “For many companies, slow top-line growth has put increasing pressure on the bottom line, 
challenging their ability to afford the optimal level of Category Management support and 
resources.” 

 “Retailer’s goals and objectives are expanding beyond the category and now encompass portfolios 
of categories and even portfolios of Shopper segments.” 

 “With an increased emphasis on private label, Vendor partners are now competing with their retail 
partners to a greater degree. Likewise, more Vendors are selling direct to consumers which is 
another dimension of Retailers and Vendors competing with each other.” 

 “The power is shifting from Retailers to the Shopper as Shoppers have more information / 
control.” 

AN ACTIVE COMMITMENT TO COLLABORATE   

 “We have seen the benefits of collaborative joint business planning amongst the largest of 
Retailers and their Vendor partners.” 

 “To fully reap the benefits of Category Management, the process needs to be focused on driving 
mutual growth for Retailers and Vendors.” 

 “In order for the Category Management opportunity to become more fully realized in our industry, 
it needs to become a practice that any group of trading partners can leverage to collectively drive 
growth.” 

 “Begin the relationship with a commitment to collaborate. Retailers and Vendors need 
commitment and trust to effectively meet the Shopper’s needs.” 

 “A collaborative culture must come from and be supported by senior management AND permeate 
throughout the organization.” 

 “Increased understanding (assess marketplace trends, issues & opportunities), and discovery 
(share all points-of-views) can only help make a retail environment that is more appealing to 
Shoppers.” 

 “Increased sharing of insights on Shopper needs will empower us to create solutions that grow 
category sales and Shopper loyalty.” 
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Resources & People 

 

MORE RESOURCES ARE NEEDED 

 “Retailers are trying to do more at the store level including product assortment, planograms, 
pricing, and promotions. There is more data to analyze and more decisions to be made with the 
same amount of human resources.” 

 “We not only need more people resources but also software and data solutions - all of which can 
be costly.” 

 “Increased data availability and compressed timelines for analysis and recommendations, requires 
more and higher levels of resources and software solutions.” 

 “Reduced labor and resources in the stores causes the shopping experience to suffer. More 
resources need to be applied toward proper execution and compliance at the store level.” 

 

SKILL LEVELS 

 “Levels of Category Management sophistication and data availability vary greatly in different 
channels and categories/departments. This raises the question of who should have these new skills 
and where we should focus our development efforts.”” 

  “Retailers and Vendors need to address emerging skill requirements.” 

 “The breadth of subject matter expertise is expanding at both Retailers and Vendors.” 

 “An understanding needs to be developed around training needs and approach to elevate 
organizational skillsets to appropriate levels.” 

 “Partner expectations have increased, requiring a higher skillset to meet needs, so Retailers and 
Vendors need to improve their skills in merchandising, Shopper insights, and analytics.” 

TURNOVER AND MANAGEMENT ISSUES 

 “Turnover among Category Management talent at Retailers and Vendors is increasing.” 

 “Good people are in high demand and therefore move from job to job.” 

 “We need to ensure that we are producing enough new talent to fill the void.” 

 “We need to ensure that leaders at Retailers and Vendors are fully committed to achieve mutual 
goals.” 
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Other Considerations 

 

 

COMPLIANCE 

 “Compliance audits are becoming more important to Retailers and Vendors, not just to ensure that 
the respective parties carry out their commitments but because both sides need to determine 
what works in this changing environment.” 

SPEED OF CHANGE ACCELERATING 

 “Research & Development requires a much shorter runway to bring innovation to life.” 

 “Retailers and Vendors seeking competitive advantages want to analyze data and test new 
concepts at an ever faster pace.” 

 “Access to goods and services is rapidly expanding through global channels & e-commerce.” 

 “Population growth rates are slowing but changing in composition and thus requires faster speed 
of change to continue to find ways to understand and meet changing needs that will grow the 
business.” 

WHAT IS THE CURRENT STATUS AND NEXT GENERATION OF “PATH(S) TO PURCHASE”?  

 “How do today’s Shoppers actually shop? Depending on the segment, some Shoppers research 
products online before going to the store; others use their phones in-store for price comparisons.” 

 “Additional questions to understand in the Category Management process include: Are Shoppers 

promotion-driven?  What is their need state cycle (‘Trail to the Sale’)?” 

 “Shopping patterns and preferences vary among different Consumer segments, and uncertainty 

about the future will cause this path to continue to morph even further.” 

CHALLENGES 

 “Both Retailers and Vendors share the challenge of keeping costs and prices down while expanding 
resources, tools, data, and communication channels.” 

WHAT IS SUCCESS?  

  “Change our paradigm to look at Shopper-centric Key Performance Indicators (KPI’s) that link to 
our financial goals and also ensure that our collaborative solutions drive the “triple win” for 
Retailers, Vendors and the Shopper.” 
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Part II. Key Considerations / Questions / Issues 

Key Questions for Retailers and Vendors Preparing For Collaboration  

It is now acknowledged that Category Management solutions need to be more targeted and as a result, the 
work of planning and executing strategies and tactics has become more complex and challenging than ever 
before. 

While there is a need to “divide and conquer” in order to accomplish Category Management goals, Retailers 
and Vendors must first identify their assets, prioritize their opportunities and then seek out the right partners 
to work with on the research, strategy, tactical and implementation tasks necessary to optimize their 
investment of time and resources. 

In the words of one of the retail industry’s Category Management leaders, Craig Hodnett, “We have to decide 
where we want to win, then determine how we are going to play and how we are going to sustain our 
commitments.” 

So, before engaging potential partners for collaboration on Category Management projects, companies on 
both sides of the desk need to determine the need, nature and expected Return on Investment (ROI) of the 
collaborative relationships and commitments that they pursue. 

This section will examine criteria for selecting Category Management collaboration partners, as described by 
our industry panel of Category Management experts: 

 

Process Models for Retailer/Vendor Collaboration  

1.  Criteria for Selecting Your Partners: 

Determining the appropriate level of collaboration with your business 

partners is essential to your success. Anticipate having different levels of 

collaboration with different partners based on the: 

• Strategic importance of the partner; 

• Knowledge they bring about the Shopper, category and 
competitive landscape; 

• Potential impact on your business; 

• Resources available to both parties; and 

• Alignment of business objectives and approaches. 
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Internal Readiness 

(questions to identify if your organization is ready to collaborate): 

 What do you want to gain by collaborating? 

 Is your company set up to foster and support collaboration? What does this mean?  Consider:  

o Data availability and sharing 
o Analytic expertise 
o Personnel with Category Management and Shopper Marketing skillsets 
o Ability to work with partners “as one company” to achieve mutual benefits 
o Software solutions 

 What multifunctional resources / data / technology / intellectual property can be shared with your 
collaborative business partners? 

 Which partners will bring the most value/ROI back to your company?  Based on this, what are the 
drivers/objectives for collaboration? 

o Common target Shoppers 
o Best partners 
o Biggest growth opportunities 
o Most aligned strategies 
o Win as One 

 What internal capabilities do you have to support collaborative efforts, and what are the gaps?  
How to fill those training / resource / skill gaps? 

 How many partners can your organization work with based on your resources? 

 What level of partnership do your competitors have?  Will you be at an advantage or 
disadvantage? 

 

Identifying and Selecting Partners 

 (questions to determine alignment and win-win for both organizations): 

STRATEGIC ALIGNMENT:  

 Do you have similar visions and plans to drive business in the future?  What are the differences, 
benefits and strengths that your partner has that will complement your organizations?  What are 
the areas of mutual interest between partners (e.g. “reduce out of stocks”, “increase or decrease 
cost of goods? COGS”, “reduce costs”, “increase profit” increase sales, increase Shopper 
satisfaction)? 

 Is there a level of respect for your partner? Does your partner practice good business ethics in the 
industry? Is the relationship with the partnership “good” across all disciplines? 

 What is the level of sophistication of the partner vs that of your organization?  What is their 
willingness to partner?  Are they strategic in nature?  Do they have the “will and skill”?   
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 Are both organizations willing to share confidential Strategies (e.g. sales, profits, costs, and 
Shopper/consumer data)?  Is there a bi-lateral sharing (data, IP, Strategies) environment? 

 What is the growth potential and long-term sustainability for the partner?  How important are 
they in relation to other potential partners? 

 Is there infrastructure alignment across both organizations? Do you both have Category 
Management data and analytics? Space Management? Shopper Insights? Implementation 
resources? 

 What are the collaboration responsibilities of your organization vs those of your partner?    

 What will it cost for you to partner with them?  Or, to not partner with them?  What are the 
resources that you are expected to provide in this partnership?  Can you afford to partner with 
them and provide the resources they need? 

 If you choose to partner with them, are there different levels of engagement? What is the 
cost/benefit of the different levels of engagement? 

 Can you increase or decrease your partnership commitment over time – how will that impact your 
relationship and business with them?  Is there an opportunity to work on a trial project? 

VALUE-ADD AND CAPABILITIES 

 How can the partner add value to the project (e.g. data, research, methodology, implementation, 
etc.)? What types of activities and data are required? What are the opportunities for continual 
improvement / learning for both partners? 

 What skills and experience do you require from your partner?  What resources are available?   

 What types of insights can your partner provide?  How do they activate insights?  Are they driven 
off fact-based, objective thought leadership, or subjective? How innovative is your partner? 

 What level of experience and capability do both organizations need to have in order to win? Does 
this vary across departments/categories?  Is industry certification an opportunity for both partners 
to ensure that they have an adequate knowledge base? 

 What is the methodology for consumer decision trees (to be used in segmentation work), and how 
current are they?  What types of research do they do beyond leveraging syndicated / retail point of 
sale data and how frequently? 

 

2.   Collaboration Engagement Model 

LEVELS OF PARTNERSHIP:  

 What level of engagement do you need to be at in order to achieve 
your objectives? Does this vary across departments/categories? 

 Can engagement be defined by role, analytics, strategy, tactics and 
implementation needs of the category? 
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 What is the cost/benefit of the different levels of engagement (e.g.: higher level of engagement 
may mean more resources and less subjectivity) 

 Again, can you increase or decrease your commitment over time – how will that impact your 
relationship and business with them? 

 What level(s) of partnership do your competitors have?  Will you be at an advantage or 
disadvantage? 

LONG TERM STRATEGIC PARTNER OR SHORT TERM PROJECT PARTNERSHIPS: 

 Will you have a portfolio approach to Category Management, where you select the best partner 
for each tactical component? Or will you seek a strategic collaboration with a comprehensive 
partner? 

 If you select a strategic collaboration with comprehensive business partner, what remains for 
those potential partners who were not selected? 

 Who will attend partnership proposal sessions (level and function)? When would (should) you 
consider using an objective facilitator to guide the conversations? 

 What form of governance will be required to assure alignment remains and actions are 
implemented - will there be a primary owner defined from both parties? 

 What will the process calendar and/or framework be for your partnership, to guide planning and 
execution, and to track progress and success? 

 How will you delegate accountability for achieving what objectives? 

 How long do you expect the partnership to carry on?  

o Should it be a multi-year commitment?  
o Or is it project-based, with a foreseeable endpoint and evaluation?  
o  Is there a plan for evolution and/or succession? 

 

 

3.  Joint Business Planning (JBP) 

What questions should Retailers and Vendors consider when 

selecting partners for Joint Business Planning? 

As Category Management has evolved over the last three decades, 

the retail selling process has shifted from a pure “buyer-seller” 

relationship based on personalities and deals to a more 

collaborative “We’re in this together” approach that looks at 

product offers and merchandising programs in the context of “How 

do we grow the category business and increase Return on 

Investment (ROI) for both sides?” 
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As a result, retail buying and selling has become much more reliant on Shopper, market and business 

analysis. And to help each other succeed, Retailer and Vendor sales teams collaborate in Joint Business 

Planning relationships which are more strategic and long-term than simply buying and selling the latest 

deals.  

In Joint Business Planning, Vendor partners are more consultative in their approach and their Category 

Management capability is a value-added service that they bring to the table. Likewise, Retailer executives 

rely on Category Management to make more informed, strategic buying and merchandising decisions, and 

they expect their Vendors to provide information, analysis and insights to support them. 

Entering into an expanded Joint Business Planning relationship starts with a willingness on both sides to 

explore new ways to do business together. There have been many examples of Retailers and Vendors 

growing their relationship from a Sales and Category Management partnership to become even stronger 

partners: 

 New products and packaging to meet a Retailer’s operational, branding, or environmental 
objectives 

 Custom display modules to fit a Retailer’s space or to complement a Retailer’s marketing program  

 Advertising and marketing campaigns that promote the brand and the Retailer together 

 Consignment programs for store space and payment for products upon their sale 

 Direct-shipment to stores; shared distribution services 

 Shopper perception and behavioral research; store traffic studies 

 Vendors making private brands for Retailers 

 Sponsorship of philanthropic organizations and events 

As a next step defining expectations on both ends is critical.  A Vendor’s and Retailer’s expectation of Joint 

Business Planning could be very different. Additionally, it is critical that all members of the organization are 

fully vested and bought into the concept of Joint Business Planning beyond just checking the box. 

 Who defines the decision making process? What does it look like? How are decisions made? 

 What levels of the business should be considered for JBP meetings and partners? Department 
and/or category level managers? 

 Who are the key Vendors / Retailers that consistently perform at the top in those departments or 
categories?  

 What is the quality of the Retailer / Vendor relationship? 

 What information should each partner bring for JBP? 

 Who should be involved in JBP pre-meeting? 

 Considerations for the feasibility of an “official partnership”  

It’s important to define the goals and objectives of JBP partnerships, as well as the timing and participants. 

The level of participation and empowerment of the individuals will determine whether the process is 

successful or not. The timelines and frequency will vary based on the level of sophistication and the needs 

of both parties. Questions to consider: 

 How far in advance of annual business planning should JBP meetings occur? 
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 What frequency of JBP discussions should be planned?  

 Who should be involved in JBP discussions given the JBP objectives established? 

 What level of each organization should be included? 

 How are goals and objectives determined? How are they communicated? 

 What metrics will be used to measure success? 

 
Collaboration requires engagement from both sides.   As part of the process the Retailer and the Vendor 

need to be open about what they are willing to share. Retailers and the Vendors should expect to come to 

the joint business planning (JBP) meetings both listening and both willing to share.  

KEY AREAS OF CONSIDERATION: 

As a Vendor / Sales Agent, I should expect to come to the JBP meetings willing to share: 

1. Basket information and relational purchases. 

2. Trip data – frequency, types, share of wallet, channel and competitor leakage. 

3. Vendor’s Consumer demographics in relation to Retailer’s Shopper demographics. 

4. Innovation plans and next expected big idea / expected consumer shifting trends. 

5. Potential growth strategies with Shoppers and the Retailer. 

As a Retailer, I should expect to come to the JBP meetings willing to share: 

1. A listening ear and an open mind to insights from Vendor partners are important for both partners. 

2. A clear understanding of what insights are expected from Vendor partners – this should happen 

first. 

3. My expected innovation and growth strategies for increasing household penetration, reducing 

Shopper shifting and increasing trip frequencies and basket size. 

 
Both parties should: 

1. Remember that collaboration is a two-way street. 

2. Take inventory of what each party brings. 

3. Understand what they do and don’t know. 
4. Work together to create a learning and collaboration plan. 

To ensure full transparency and a collaborative approach, “best in class” JBP Meetings should include 
representatives for both Retailers and Vendors from: 

 

A successful Category Management partnership can be a catalyst for deeper engagements between 
Retailers and Vendors which generate new ideas and incremental benefits.    

Sales 
Marketing  / 
Advertising 

Finance 
Operations 
/ Logistics 

Shopper 
Insights/ 
Research 

E-
commerce  

Manufacturing/ 
Logistics 

Sustainability 
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"Following are several examples of JBP models that you may want to consider as a starting point for your 
processes." 
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Strategic Collaboration for Shopper Satisfaction 

Page | 25 Copyright 2014 Category Management Association 
 

 

 

4. Measurement and ROI of Collaboration 

What questions should Retailers and Vendors consider when determining 

Return on Investment (ROI) from collaboration?  

 How is ROI considered in Category Management collaboration? Example 
components of ROI may include:  

o The value of improved category performance in sales, profit and 
market share? 

o The value of additional Category Management resources and 
services provided by the partner? 

o Intangibles such as increased Shopper satisfaction and loyalty?  Improved understanding of the 
category and the Shopper? 

o Carryover benefit to other categories, or other areas of the business? 

 Do Retailers and Vendors measure ROI differently? How? 

 Are ROI time frames different for Retailers and Vendors? 

 Who must you align with at your partner, and within your own company to ensure that ROI 
measurement is on target?  

 How will I measure success?  Will my success metrics be aligned with my partners? 
o Both partners should own scorecard design and plan implementation. 
o Tracking vs Retailer data collaboration portals. 

 



Strategic Collaboration for Shopper Satisfaction 
 

Copyright 2014 Category Management Association                                Page | 26  
 

5. Evolving Category Captain and Advisor Model 

With the evolution and expansion of Category Management, 

expectations are changing relative to the category captain and category 

advisor positions.   

“Category Captain” generally refers to the Vendor selected by a Retailer to be their lead partner in the 

Category Management process (for a given category) based on the Vendor’s ability to provide data, 

resources, analytics, insights, and above all, expertise and ideas.  “Category Advisor” refers to Vendors that 

a Retailer selects to provide supplemental data, resources, analytics, resources, expertise, ideas (and often 

a second opinion) to help complete the Category Management process.  

 For most of Category Management’s early life, the model of having a “captain” and if needed, one or more 

“advisors” worked because the combination of a heavily committed Vendor plus the Retailer’s internal 

resources plus a secondary Vendor as a “validator” made up a team capable of producing enough business 

analysis and tactical programs (primarily chain-level and store cluster planograms) to make the Category 

Management process succeed. 

More recently however, the scope of Category Management has evolved and expanded to include new 

data sources such as Shopper loyalty card data, geo-demographic demand, store-level point of sale, and 

Shopper insights being added while the market has become more fragmented due to greater Shopper 

diversity and new competition emerging across channels (including online). As a result, more new Category 

Management challenges have been exposed and new opportunities have been revealed. 

Today, both Retailers and Vendors realize that Category Management dynamics have changed, and the 

ability for any one Retailer and a single partner to muster enough resources, data and skillsets to address 

every challenge and capitalize on every opportunity has fallen short of complete.  

What this means is that Retailers today must increase their own investment in Category Management 

resources and systems, and at the same time open up their Category Management process to include 

multiple “Category Advisors” who can each fulfill specific needs for resources, strategic and analytic 

expertise, tactical excellence, and who can all bring merchandising ideas and competencies to the table. 

Thus, a new “golden age” has begun for Category Management which enables more Vendors to participate 

and add value and empowers Retailers to go after more opportunities and precise targets than ever 

before.   

To address the new reality of Category Management, there are a number of organizational challenges that 

Retailers and Vendors need to understand, some totally new and some that have existed for many years.  
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Organizational Opportunities For Retailers To Consider Include: 

“Choose where you want to Win” 

The traditional 8-step process for Category Management began with Retailers determining what role each 

category would play in their stores across the chain. From there, strategy, analytics, tactics, implementation 

and review followed.  

For example, Retailers started by identifying the categories that they want to be a Shopper “destination” for: 

 The first retail choice Shoppers consider when a specific consumer need state arises; 

 The categories that “define” their store through price, variety, quality, presentation, and sales volume; 

and 

 The categories that produce the greatest Shopper satisfaction and generate store loyalty 

Today, due to the availability of data, software tools and expertise to read the idiosyncrasies of Shopper 

demographics, demand drivers, transaction composition, Shopper behavior, and store performance at the 

micro-market level, there is an opportunity to refine your category strategy, store by store.  

A category that may have a “convenience”, “routine”, or “occasional” role in one neighborhood may actually 

be a difference-maker, a ”destination category” in another neighborhood based on geo-demographics, local 

competition, and even factors such as weather and geography. For Retailers with multiple store types, the 

same category may also have different roles based on the store type. 

 One role per category may not make sense anymore.   Finding the right role by store does make sense. And 

with this realization, Retailers need to build a new set of strategies for store clusters (groups of stores that 

have similar Shoppers, performance, and traits) or even for unique stores, and then assemble the right 

resources with the right ideas and competencies to take advantage of the different opportunities. 

 Another example for Retailers is when you realize from research that you have an opportunity to win share 

from competitors due to advantages that one or more of your stores have due to location, Shopper 

perception, ease-of-shopping, customer base and traffic, purchase behavior, store type, or other discovered 

competitive advantage and you decide to change your role for a category.  Then you need a new set of tactics, 

implementation and review and this opportunity will require its own set of ideas and competencies to carry 

out. 

Today, success is built and sustained store by store, and the data and technology exists to discover these 

opportunities, which that expands your need for robust and competent Category Management.  The job is 

bigger than it was five years ago, or even a year ago, because now there is the ability to aim the power of 

effective Category Management at more precise targets.   
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Organizational Opportunities For Vendors To Consider Include: 

“Choose where you want to Win” 

For Vendors, aligning your Category Management resources to Retailers needs to be opportunity driven, and it 

may not be solely predicated on a Retailer’s size or volume.  

As Retailers look beyond the limits of a single “captain” and call upon multiple “advisors” who can specialize in 

one or more competencies, the Vendor’s decision of “choosing where we want to win” has shifted from “What 

Retailers can we work with?” to “what competencies can we specialize in to help more of our Retailers grow 

their business, and what will differentiate us from other Vendors?”.  

As a Vendor, you (should) have three unique advantages in Category Management over every Retailer: 

 The ability to look into performance at multiple Retailers using syndicated data (while Retailers can 

only access their own data vs. “Rest of Market” from syndicated data); 

 Category-specific expertise: “a foot wide and a mile deep” knowledge of your Shoppers and 

consumers, the products in your category and their usage, and your category’s performance; and 

 The ability to focus investment into research, development, and unique resources to address specific 

questions about your products, category and Shoppers. 

Remember, because your Retailers have many categories to manage, they need partners who can bring ideas 

and insights specific to each category to help them discover new opportunities and make well-informed 

decisions about strategy and tactics. 

Vendors need to invest in Category Management to support their sales effort now more than ever before.  For 

every Retailer that you do business with, there is a growing need for more targeted solutions – even store by 

store solutions, which includes a need for more specialized competencies that will distinguish your company 

from your competitors. 

For example, you may now decide that you will be the go-to Vendor for a certain type of data such as geo-

demographics, Shopper insights, or store audits; or focus on being the best-in-class for specific types of project 

expertise such as space management, implementation and compliance, or advanced analytics; or be the clear 

expert on Shopper behavior, or a demographic Shopper segment. 
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Organizational Opportunities For Retailers And Vendors To Consider Include: 

1.  Turnover, Management & Skill Levels Within the Organization:  

Turnover at either the Retailer or Vendor can disrupt the Category Management relationship if processes are 

not in place to ensure continuity.  There should be advanced agreement between the Retailer and Vendor on 

how each partner intends to provide for the long-term commitment that is independent of specific personnel. 

The reality of corporate life is that people change positions, get promoted and need to take time off.  

Unfortunately, people also leave the company. Maintaining process continuity requires that both Retailers and 

Vendors are prepared to get their new or replacement people up to speed on all aspects of the category to be 

managed and the projects in progress right away. 

The best practice to ensure successful Category Management continuity includes these two recommendations: 

1. Partners plan for the possible succession of key players by including a capable understudy (in some 

cases, a manager) from the start of the process so there is always a backup who can step in seamlessly. 

2. The Retailer and Vendor should proactively prepare a “new partner” presentation that provides the 

following information. 

3. Utilization of collaborative software tools to facilitate continuity of knowledge. 

While it is ideal for each partner to be able to provide an immediate replacement of equal or greater 

competency in Category Management, that is not always the case, so partners need to plan for 

redundancy, and communicate any anticipated breaks in continuity so the other partner can enable a 

smooth transition. 
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2. Increased Resource Requirements to Support Increased Information and Tools 

Available: 

The fact is, with more types of data, information and tools available for Category Management, and the more 

opportunities that they are capable of revealing, resource-demands for both Retailers and Vendors have 

become greater, more complex, and in many cases stressed. 

 

Today, Category Management calls upon a variety of data sources: 

 

 POS Sales Data 

 Shopper Loyalty Data 

 Planograms 

 Store Plans 

 Syndicated Market Data 

 Household Panel Data 

 Geo-Demographic Data 

 Inventory Replenishment Data 

 Store Trait Data 

 Consumer and Shopper Research 

 Store Audit Data 

 Store Compliance Reports 

 Custom Analytics 

 E-Commerce Data 

 

New and expanding data availability requires additional skilled resources, tools and more sophisticated 

systems to mine and analyze it, and to validate results. Additional research capabilities to study Shopper 

behavior and develop insights, plus the need for more precise solutions such as store-cluster and even 

store-level assortments, planograms, and merchandising programs also places more stress on existing 

Category Management resources.  

 

Questions to consider in a world of more data and necessary resources:  

 Should you add more headcount?  

 What training do you need for your team? 

 Do you need to invest in new systems?  

 Do you need to buy more data? 

 Should you out-source work to consultants?  

 Do you need to press your current data and software Vendors for new enhancements? 

 What data can you share? 
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3. More Resources Are Required to Support Increased Information and Tools Available: 

Retailers and Vendors need to consider the new reality of the expanded data they need for Category 

Management, as well as the systems they need to store and process it.  This expanded dataset also 

requires different skillsets and bandwidth of the people they ask to analyze it and turn it into actionable 

information and insights. 

 

A Virtual Model of your Business 

 

Ideally, a Retailer can organize all of their data sources, planograms and store plans into a central database 

attached to a business information (BI) tool that enables them to run queries and business diagnostic 

reports to analyze their business, search for opportunities, see “cause and effect” results, and predict 

inventory needs, with the added ability to view planograms and floor plans in space management software 

to get a complete digital and visual look at their business ... on demand, from anywhere. 

 

Similarly, a Vendor can also organize all of their data for the market and planograms for all of their 

Retailers into a central database to be able to assess performance, search for opportunity, see “cause and 

effect”, and forecast production needs across all of the Retailers they track, with the ability to view 

planograms. 

 

While it sounds like a fantasy, the reality is that some Retailers and Vendors are already well on their way 

toward building their own virtual models of their business.  This type of system becomes a platform for 

more efficient and effective Category Management analytics and insight. 

 

The key is to link data, which requires: an accurate, up-to-date and complete UPC-level product database 

that matches point of sale, Shopper loyalty and other UPC-level data to planograms; and a key to link 

brand and sub-category-level data such as geo-demographic demand and household panel and Shopper 

insights data to planograms; and planograms to store records including store traits and floor plans.  

 

From there, a business intelligence tool can run queries against the virtual model database to search for 

opportunities, and space management software can display the planograms and floor plans that are heat 

mapped by selected measures to provide analysts and decision-makers with an informed look at their 

business from several perspectives. 

 
 

4.  Personnel Considerations 

Retailers and Vendors alike need to understand the implications for skilled personnel to support the 

evolving collaboration model.  With the increasing complexity of data and technology, managing the 

capabilities of the people becomes paramount.  Often the thinking is we need more full time employees 
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while the real issue is effectiveness and efficiency using technology to data mine repetitive analysis.  

Aligning resources within each company as well as across partners is essential to maximize opportunities 

for successful collaboration.  Perhaps more important than additional personnel is first making sure you 

have the appropriate skilled personnel in place. 

Continual training, development and certification of personnel will be critical for both Retailers and 

Vendors to allow them to develop strong collaborative partnerships.    

Category Advisor roles must evolve just as Category Management evolves.  A successful Retailer moving 

forward must challenge all category Vendors to step up and be able to provide their view of the category 

with a roadmap for success focused on the Shopper and aligned visions for success.  This Paper suggests 

challenging all category Vendors to be Validators for the category with the skills needed to quickly and 

effectively provide insights and actionable recommendations down through the strategy, tactics and key 

initiatives all through the eyes of the Shopper.  Not engaging Vendors in the new Shopper world is risking 

missing out on key insights that can be the difference between success and failure. 

At a minimum, all participating companies should have the skillsets set forth by the Category Management 

Association Certification Standards up through the Strategic Advisor level.  This will ensure they are ready 

to deliver the above requirements if they have a desire to actively participate in the category (for more 

information on certification visit http://cpgcatnet.org/CertificationStandardsOverview).   It is also 

important to note that retail buyers also need these skills to ensure that collaboration can be successful.  

Not having senior leadership at both the Retailer and Vendor supporting the entire category business 

process for creating the marketing plan is a key for failure.  This means that before a category is ready for 

implementation key milestones are created with an understanding of who has the authority to make the 

final decisions and a process for this review takes place in a planned approach to avoid last minute 

unforeseen disruptions to plan execution.  While this sounds basic, often times it does not occur. 

Key questions to consider: 

• What types of resources are needed?  Personnel, software, research or data? 

• How do you balance captain /advisor requirements for additional resources with an equitable 

return on investment? 

• To what level does additional data get shared between partners (i.e. cost, store level, market 

basket, and transaction level)?  Do you move in the direction of ‘data experts’, ‘research experts’, 

and ‘strategy experts’?  Each has implications on resource types and amounts. 

The question becomes do I want to be the advisor or captain – what will my commitment be 

and what will I gain from that partnership?  What will the expectations of the partnership be? 

There needs to be clear understanding of expectations for both the Retailer and Vendor when 

collaboration is discussed.  A key requirement for a Captain and/or Advisor/Validator is that there is focus 

on achievement of total category scorecard objectives first, rather than those of an individual Vendor.  

http://cpgcatnet.org/CertificationStandardsOverview
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There can also be misunderstanding of a Retailer’s commitment to a Vendor who is providing additional 

resources to help the Retailer manage the category.  If a Vendor identifies an opportunity for the total 

category which also helps their business they should aggressively pursue it without concern that the 

Retailer will see them as not being objective.  When the focus is on Category and Shopper all partners 

should be able to grow their businesses. 

A valued Vendor that provides category insights through the eyes of the Shopper should be rewarded for 

their investment if these insights meet the category needs.  Many people call these opportunities “jump 

balls”.  This means that many times in the day-to-day operations, there is a need for any Vendor to provide 

something to help the category.  In those instances if the key Vendor Advisor can provide that something 

then they should do so as part of the return they should expect from the resource commitment. 

It’s important to have clear mutual agreement on goals and objectives when embracing the Captain or 

Advisor role. Partner selection is based on common goals with mutual interest/commitment to drive 

category results. Once alignment is established, the next step is to determine key performance indicators 

for measuring success and ROI. Key considerations should include trust, integrity, personnel skillset, 

resources, collaboration and adaptability.  The overall category objective will drive the level of importance 

for weighting the key considerations. Based on this outcome, the ROI expectation can be mutually 

determined for short and long term.  Evaluate the identified resource investment by the potential 

outcome of meeting/exceeding goals and objectives. Fostering long-term relationships requires objectivity 

and unbiased recommendations. 

Key questions to consider to ensure appropriate collaboration roles:  

 Is a Captain/Advisor model good for my business – would a different, less structured model work 
better for my business? 

 Will I be able to properly support these roles?  Can I provide the insights, personnel and analytics 
necessary to add value to my partner? 

 Who will I provide data to and at what level?  Will there be costs associated with data access or 
will that be part of the partnership model? 

 What should I expect from my partner?  How will these roles help grow my business and will we 
have mutually beneficial goals for our efforts? 

 What other resources and costs should I consider as I make decisions on partnership roles?  Will I 
need more data, tools, analytics, personnel, etc. to support these partnerships? 

 Vendors trying to do/be more: What are key characteristic that Retailers want/expect for a Vendor 

to be a category captain or considered to be a key Vendor to the Vendor? 

 More Competition:  How do you structure captain /advisor roles to respect the proprietary nature 

of data, investment cost in CM on the part of Vendor partners, and continuity of process in a fast 

changing environment? 

 To what level is the process supported in my potential partner’s organization? 

 Does my partner have the structure to support the Category Management process? 

 What is the role of Private Label at my partner in this category, and how does that play into the 

value of the potential partnership?  
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Shopper-Focused Joint Goals & Objectives 

DISCOVERY: GOALS, OBJECTIVES AND TRENDS 
 

A good partnership is based on a common understanding of mutual 

goals and objectives. A discovery process in which the Retailer and 

Vendor share their company’s objectives, goals, as well as the strengths 

and barriers that will help each achieve their goals, will uncover shared 

objectives. 

This discovery process can start by having the partners ask themselves 

“where are we now and where do we want to be in one, two and three 

years”.  Determine the barriers to closing the gap between where you 

are today and where you want to be in the future.  Prioritize these together.  This creates a list of problems to 

solve that are important to both partners.  It is common to start with a sales, profit or traffic goal.  However, 

translate these into a Shopper goal. 

By focusing on the Shopper, it is easier to identify what behavior must change and then identify the levers to 

pull to influence Shopper behavior. For example, rather than say we need to get a 10% sales increase, think 

about how many Shoppers, trips, items per basket, etc. we need to achieve that 10% sales growth.   

 

GETTING STARTED: 

Here are some ways to get started in developing Shopper-focused joint goals and objectives: 

 Understand Shoppers/consumers – Disclose who you both want to target, and assuming they are the same 

Shoppers/consumers, determine what you know or don’t know about them.  The gap between what is 

known and what you need to know to achieve goals becomes the joint learning plan.  

Take an inventory of what both partners know about the target Shoppers/consumers.  Understand where 

you have the same or different data.   

o What trip types does the Shopper take?  
o Where do they go to fulfill the trip by need state? 
o What is the path(s) to purchase for that trip type? 
o What is the competitive set for that segment when making these trips and what are the facilitators 

and barriers to taking that trip? 
o What trends lay ahead that will change Shopper behavior in the next 1, 2 or 3 years?  Don’t 

discount the sophistication of your partner’s data, analytics or insights.  These insights may come 
from excellent mining of syndicated data or from leveraging high-end models or from their own 
proprietary primary research on both the part of the Vendor as well as the Retailer.  This work can 
be expensive and extremely valuable and there is great value in proactive and transparent 
discussions in this space to reduce the waste of overlapping studies and research.  Proactive 
communication is required to ensure that Vendors are aligned with their Retailer’s Shopper 
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segments and trip type definitions to create the most efficient and effective solutions.  You can 
maximize your research ROI and reduce your timeline to activation by collaboratively developing a 
true learning plan and mutual Shopper activation plan. 

 Determine how to best talk to or satisfy the needs of the Shopper segments that are important to both 
partners:  

o How does the target Shopper want to receive messages? Which partner can deliver the messages 
most effectively and through which media vehicles?   

o Is there a method or methods that respect the “go-to-market” philosophy of both partners? 
o If not, can multiple methods complement each other?  
o What role does product or merchandising innovation play in attracting your mutual customer?  
o What role does format development play?  

 

Once the above has been established, you can begin to define your overall goals and objectives as it relates to 

Shopper through: 

DEFINE YOUR BUSINESS OBJECTIVES: 

o What are your business objectives and expectations?  
o Which objectives are the most immediate or pressing (vs. long-term or ongoing)? 
o What is the impact to your organization if you do not meet these objectives? 
o What does success look like? 

CONFIRM TRADE PARTNER ALIGNMENT: 

o What are your trading partner’s goals and objectives? 
o What common ground do you share? 
o Who determines shared goals amongst trading partners? Same Shopper segments? Same sales 

goals? Same research questions? Joint material or ingredient purchasing? 
o How will people in both organizations engage and work together? 
o How will you determine a scorecard that measures progress and success against joint objectives? 
o How will social media be leveraged to achieve joint objectives? 

CONSIDER INDUSTRY & ECONOMIC TRENDS 

o What recent changes in your industry have affected your business? 
o What changes in the national or local economy have affected your business? 
o What do you perceive to be the biggest opportunity areas and challenges in your industry? 
o How do you see your go-to-market efforts adjusting to meet these changes? 

COMPETITIVE TRENDS 

o Amongst your competition, who is winning and why? 
o Who amongst your competitors do you view as the biggest challengers and why? 
o How does this affect your marketing efforts to retain, grow, and acquire customers?  
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TARGETS: Identifying Relevant Shopper Segments 

All strategy and tactics are dictated by what your target Shopper segments need and want.  Therefore, the first 

step is to determine which Shopper segment(s) are of value to both partners.  Start by asking two key 

questions: 

1)  What method is best to segment Shoppers for a particular activity (e.g., assortment vs. 
communication)? 

2)  Are there segments that are relevant to both the Retailer and the Vendor? 

It is common for a Vendor and Retailer to have different Shopper or consumer segmentations.  Often these 

partners try to look at the intersection of the two segmentations.  The result is frequently a "multiple 

personality disorder" meaning every segment of the first segmentation appears in almost equal proportions 

across all the segments of the second segmentation.  It is more effective to keep the segmentations separate 

and ask which method might be better for a specific task.  For example, messaging might be based on an 

attitudinal segmentation while a behavioral segmentation might be best for determining assortment.  So, it 

does not have to be either or, nor should partners blend segments but rather choose the best segmentation 

for the task at hand. 

Second, both partners should review segment metrics to determine which are lucrative to both.  If more 

information is required to understand the segments' value and their needs, then create a joint learning plan to 

research specific aspects of segment behavior so you can determine their relevance and value.   Target those 

segments that represent high product and trip volume for both partners.  Explore other metrics as well (trip 

driver, loyalty, etc.) 

SHOPPER TARGETS 

 Do you have the means to segment Shoppers and assess Category performance over time by the targeted 
Shopper segments? 

o What Shopper segment information is available through the Retailer and syndicated partners? 
o What determines “best” in terms of Shopper targets? 
o Who determines the importance and intersection of the Retailer vs. Vendor segmentations? 

 Do you know which Shoppers matter most to you and your trading partner (i.e. who should you target)? 

o What factors are most important in determining the best Shopper segmentation to use? 
o What are the key life styles and life stages for these important Shoppers? 
o What leisure activities and venues do these Shoppers most prefer? 
o Which Shoppers are irrelevant (i.e. won’t respond to any promotional or marketing efforts because 

your solution doesn’t meet their needs/priorities)? 
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INSIGHTS: Understanding Shopper Behavior and Needs 

PATH TO PURCHASE 

Purchasing takes place in the context of a Shopper's life.  Shoppers have needs, occasions that they are 

shopping for, time constraints, self-perception, the perception of others, financial and transportation 

constraints and a state of mind -- all of these influences the path to purchase for a given shopping trip.  Once 

the partners determine who they will jointly target, they have to ensure that they understand the nuances that 

influence the trip (content for the joint learning plan?).  While not easy, there are three basic steps: 

1) Determine the path(s) and what influences them and how different need states cause a Shopper to 
modify the path.  Remember, the same Shopper segment may take different paths depending on their 
need state at the time of the trip. 

2) Assess the barriers and facilitators to the Shopper segment making the trip given the most common 
path(s). 

3) Create a plan to remove the barriers and enhance the facilitators. 

 
SHOPPER DEVELOPING NEED TO PURCHASE CATEGORY: 

- To what degree does your category Shopper pre-plan their shopping trip?   
- What key factors influence Shopper purchase decisions the most? 
- What need states are these Shoppers trying to solve with these products? 
- What types of trips are most often made when buying your products/category? 
- What other products are most complimentary to solving the bigger need state when Shoppers buy 

your product/category? 
 

SHOPPER DECISION TO PURCHASE CATEGORY: 

- What triggers the Shopper’s need to make a purchase within the category? What are the most 
important drivers and satisfaction factors of trip missions? 

- What factors extend trip missions? 
- What factors drive the Shopper’s path to value (i.e. upward and downward migration at retail)? 
- How do you inspire a Shopper to take a trip (real or virtual) to a store? 

- Are there any significant differences between planned, unplanned or impulse purchases? 

SHOPPER DECISION TO PURCHASE CATEGORY AT CROSS CHANNEL: 

- What factors influence categories differently in their response to in-store stimuli? 
- What factors determine channel choice for a category purchase? 
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What are the Enablers for Success? (Strategy 
and Tactics) 
Shopper-focused tactics (4P’s) through the eyes of the Shopper, 
solving their needs based on insights 

 

Foundational Category Management 

SYNDICATED AND POS DATA:  

What are the sales (dollar and volume), profits, and turns at a sku 

level for a given Retailer minimally at an account level?   

Comparative analysis to syndicated data across the spectrum of Retailers enables understanding of basic 

Shopper purchase preferences.  More granularity in the data frequency (month, week, or day) and 

geographic level (national, regional, or store) creates greater transparency and enhances understanding.  

Market basket increases the ability to assign a truer value proposition to each sku. 

CONSUMER DECISION TREE:  

What product attributes (size, brand, sub-category, price, etc.) are most important to category Shoppers as 

they make their purchase decisions?  Consumer decision trees (CDTs) are the first source of actionable 

data to determine category/aisle /department structure. A true CDT will provide insight into the relative 

importance of brand, size, type/form and price as it relates to how the consumer makes his/her in-store 

decisions and will illustrate which attributes cause a switch in items purchased and more importantly, 

which attribute/s will cause the consumer to walk away from the category at that retail location and shift 

their purchases to an alternate location to meet their critical need/s. There is an additional risk for the 

Retailer -- once a shift is made, what other categories or segments were purchased as well and are those 

categories at risk as well.  And more importantly, has the Shopper now transferred their preference to the 

new retail location, resulting in a much larger negative effect on the original retail location? 

GEO-DEMOGRAPHIC DEMAND:  

What Shopper attributes (income, life-stage, ethnicity, etc.) have the highest correlation to sales in a 

category? What types of Shoppers occupy each store’s trading area? Which stores service the highest (and 

lowest) concentrations of the key geo-demographic(s) that drive category sales?  This is most impactful in 

areas of ethnic concentration, where a large percent of potential Shoppers are in the trading area and 

shop the Retailer, but are not purchasing categories where they feel disenfranchised demographically. 

PLANOGRAMS 

What impact do planogram variations in size, assortment, presentation methodology, and store location 

have on sales performance?  How well do planograms reflect Shopper behaviors in their construction?  Do 

the planograms facilitate trade up, increased profitability, and / or improved market basket?  The 

planogram is the primary merchandising tool from a day-to-day perspective for any Retailer.  It is the ‘sales 

person on the floor’.  Effective planograms can help to drive a connection to Shopper needs. 
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Expanded Category Management 

To address today’s more complex challenges in Category Management, in particular to address Shopper 

diversity and to test and ensure that strategy and tactics will deliver optimal results over time as intended, 

leading Retailers and Vendors are using more advanced data sources, systems and analytics and personnel and 

partners. 

EXPANDED CONSUMER DECISION TREES:  

Consumer decision trees have become more complex and are now more closely aligned to Shopper 

behaviors under varying conditions.  These new Shopper decision trees (SDT) drive understanding in 

market structure, consumer decisions and need states, especially as we look at category growth drivers 

and innovation. Software currently exists that enables creation of Retailer-specific SDT.  The most 

important insight is related to trade off decisions when the Shopper is in purchase mode vs. using the 

product.  

Shopper decision trees are the single best source of actionable data to determine category, aisle and 

department structure.  A true SDT provides insight into the relative importance of brand, size, type/form 

and price as it relates to how the consumer makes in-store decisions.  It illustrates which attributes will 

only cause a switch in items purchased and more importantly, which attributes will cause the consumer to 

walk away from the category at that Retailer and make their purchase elsewhere to meet their needs. The 

larger danger for the Retailer is that once at a competitor “What else did they buy?” and “Has their 

shopping location preference been changed, resulting in a much larger negative effect in the initial 

Retailer?” 

SHOPPER LOYALTY DATA (LOYALTY CARD DATA):  

With the advent of consumer panel data, loyalty cards and tools to more effectively measure purchase 

behaviors and patterns of Shoppers – particularly the most loyal – data analysis has become increasing 

complex and rich.  This greater sophistication in data provides a greater understanding of the Shopper’s 

patterns within a given Retailer.  What are those purchase behaviors and patterns?  How can market 

baskets be enhanced?  What opportunities exist for better aligning store strategies with Shopper 

preferences? 

VIRTUAL REALITY STORES: 

Virtual reality stores offer an opportunity for concept testing with Shoppers through simulations of in-store 

configurations.  How do Shoppers react to changes in category or product location?  How does the 

Shopper navigate the store in various shopping occasions?  What triggers can be used to stimulate 

Shopper interaction? 

IMPLEMENTATION AND COMPLIANCE: 

Greater complexity in strategies, tactics and analysis demand a greater emphasis on implementation of 

jointly developed plans for performance as well as integrity of the analysis performed.  How are roll-out 
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plans to be developed and enforced?  What steps are being taken to insure follow through on strategies 

and tactics developed?  What type of monitoring is being put into place?  Who is responsible for each 

aspect?  What motivation is being provided for compliance? 

TRAINING, DEVELOPMENT AND CERTIFICATION OF PERSONNEL: 

Skillsets for today’s Category Management personnel need to be fully developed to meet the complexity of 

the analytical challenges.  What training will be required to provide the level of sophistication being 

sought?  How will on-going training and development be accomplished to insure continuity in analysis and 

insights?   
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Commentary on Category Management Enablers from the Industry 

Panel 
In this section, our industry panel of Category Management experts from leading Retailers, Vendors, Brokers 

and Solution Providers offer their insights on the “enabler” topics we have covered so far, and then offer a 

checklist of Category Management projects that benefit from effective collaboration. 

 

Framework for Path to Purchase Understanding 

(Through the Eyes of the Shopper) 

Being able to understand where both a Retailer and Vendor’s most 

valuable Shopper and consumer falls out of the path-to-purchase is a key 

to focusing the appropriate resources to get them back into the path.   

We need to collaboratively understand our mutual Shopper’s path to 

purchase drivers and barriers to ensure we capture every possible 

opportunity to influence in our favor. 

Historically there has been a “brick-and-mortar” store approach to this path.  Moving forward, Category 

Management is challenged to develop a holistic path-to-purchase that incorporates the digital impact on 

Shoppers.  To be clear, this is not about grouping Shoppers into digital buckets of data while keeping “brick and 

mortar” Shoppers separate.  Today omni-channel expectations are very real and it is only through the 

integration of both “brick and mortar” and digital that a Retailer and Vendor will truly understand what 

impacts the category.” 

 

Role of Data in Collaboration & Activation 

The basic cost of entry is performance data and planogram expertise. 

Then you add in the panel and Shopper insights.  For the higher level 

of advisor, a key enabler in today’s rapidly changing environment is 

big data, the right tools and strong skillsets to turn that data into 

insights, and ultimately, solutions. 

Emerging Data and Needs For Advanced Collaborative 

Projects: 

 Primary research (focus groups, in store intercepts, mystery 

Shopper, price perception studies, online omnibus surveys, 

eyelid research, neuro-focus, virtual simulations, mobile 

trigger surveys, etc.). 
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 Category insights around “white space”, the unmet needs that can drive the category, linked to 

innovation and then Shopper insights to show the Retailer how they can leverage these insights to 

differentiate themselves and drive Shopper loyalty. 

 Deeper dive leverage of syndicated panel data to get at conversion and leakage by strategic Shopper 

type, share of wallet, trip incidence and leakage trip and basket interaction indices by Shopper cohort 

and trip type. 

 Linkage of advanced customer specific household panel analytics or loyalty card/ CRM data) with retail 

causal drivers like promotional cadence and pricing tactics across the market place. 

 Leverage of advanced panel and loyalty card and other CRM tools that many Retailers now have to 

create deeper dive analytics by Shopper type in terms of trial, repeat, new/lost/retained, source of 

volume. 

 Leverage of Shopper and store level data and financial data to do promotional ROI analytics to include 

cost per incremental Shopper. 

 Leverage of loyalty card linked to primary work to syndicated panel data to holistically understand our 

Shopper when in store and then how they behave when they are not in our store and why. 

 Development of sophisticated Shopper KPIs that are intrinsically linked in Category and JBP scorecards 

for key valuable Shopper cohorts. 

 Combining internal Retailer financial inventory, financial data with Shopper and movement data 

around transferability, incrementality to understand optimal product mix by banner, format, cluster 

and store. 

 Leveraging cutting edge mobile technology to understand basket affinities, day part purchasing and 

attitudinal drivers to develop efficient and effective Shopper centric solutions that drive trips/ trip size 

and loyalty. 

 Use of advanced multi-variant modeling that allows for more strategic planning around base price, 

promoted price elasticity, cross elasticities and correlating that to Shopper perceptions and behavior 

for predictive analytics and ‘what if’ simulations driving solutions. 

 Deep insights around price point/ gap and impact on key Shoppers’ behavior. 

 Proactive leverage of virtual and in store testing for ‘what if’ thinking that can drive innovative out of 

the box solutions. 

 Better and deeper understanding and leverage of Retailer cost drivers, time and motion studies in 

developing aisle/store redesign solutions to develop solutions that can work in the real world. 

 Advanced marketing mix models that can help partners improve ROIs and develop the optimal margin 

accretive solutions that drive Shopper loyalty and Category sales and profits. 

 Store level movement data, inventory and financial/GMROII data modeled to understand space 

elasticity for optimizing aisle/dept./store layouts. 

 Primary insights around digital influences along path to purchase by format and Shopper type. 

 Micromarketing insights that combine demographic, psychographic, attitudinal insights with 

viewership/ lifestyle information for true Shopper centric cluster specific solutions. 
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What Types of Projects Can Retailers and Vendors Collaborate on Today? 

 

Products (Assortment, Product Development) 

 Macro-Space Management:  Category right-sizing e.g., how 

much selling space should the category occupy in stores; what 

is the optimal assortment for the category space?  

 Aisle Management: Category plus adjacent planograms in aisle 

or department. 

 Total Market View:  Retail plus e-commerce to develop: 

o Item Rankings;  
o Competitive Distribution Survey (Who carries what?); and 
o Variety vs. Duplication Study (What is unique? What can be substituted?). 

 Geo-Demographics (Neighborhood Marketing):  Store cluster or store specific assortments (as 

needed). 

 Shopper Studies: Consumer Decision Tree: Store intercepts; in-store tracking; focus groups; etc. 

 Test Marketing: New products and new packaging. 

 Controlled Store Tests:  Planograms, promotions (and displays), category locations and adjacencies. 

 Virtual Reality Store Projects:   Simulated test marketing to help develop and test new products and 

new packaging (including store brand), and their impact on merchandising, sales and profits for the 

category. 

 Housekeeping: 

o Product Database:  Capture/update product dimensions, data and images for the category; 
and 

o Planogram Compliance:  Store audits to identify stores which are missing authorized products 
on shelf and stores that have unauthorized products on shelf. 

 
Placement (In-Store Shopping Experience – Space Management) 

 Micro-Space Management:  New planogram projects, new 

product cut-ins.  Ensure there’s a follow-up analysis 3 or 6 months 

after the reset (or some other interval). 

 Macro-Space Management:  Category to store performance, 

traffic flow, Category adjacencies, or Category right-sizing. 

 Aisle Management:  Category plus adjacent planograms in aisle or 

department reviews. 

 Shopper Studies:  Define the consumer decision tree, store intercepts, in-store tracking, focus groups 

or other studies related to in-store merchandising. 
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 In-Store Merchandising Tools and Labor: Implementation of planograms. 

 Planogram Compliance:  Check for any deviance from the planogram in stores. Make fixes as needed 

and report changes. 

 Virtual Reality Store Projects:  Conduct planogram tests and assess store design and traffic flow. 

 

Pricing (Psychology of Pricing and Price Perception) 

 Total Market View from 2 perspectives: 

o Retail:  Pricing Survey of Competitive Market; and 
o E-Commerce: Audit online competitors’ assortment 

and pricing and assess pricing differences and possible 
impacts.    

 Pricing Elasticity Studies:  Use price and performance data 

correlations to determine what prices (on what products and 

brands) attract Shoppers; what prices retain customers; and 

what prices motivate customers to shop elsewhere: 

o by Shopper frequency? 
o by customer basket size? 
o by geo-demographics? 
o by other segmentation? 

 Shopper Studies:  Conduct store intercepts, focus groups or other studies to identify Shoppers’ price 

Perception of stores, categories and assortment.  

 Retailer Price Strategy Optimization: Hi-lo, everyday low price (EDLP), hybrid EDLP, price gap, price 

threshold, or key (or extreme) value item.   

 
Promotion (Shopper-Centric Promotions) 

Promotions are based on several fundamental strategies –

acquisition of new customers, retention of existing customers or 

leveraging of existing customers.  These strategies apply not only 

to the entire retail store but to each department/category within 

the store.  A customer retention strategy, sometimes called a 

continuity strategy, is employed to maintain loyalty of and to 

solidify the Retailer’s current customer base, either maintaining 

the sales volume status quo or driving increased consumption. 

An acquisition strategy is employed to attract new customers to 

the Retailer or to interest current customers in new categories, 

thereby broadening the categories purchased by current customers to build customer value. 
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 Promotion Type and Timing (Testing and Analysis):  For example seasonality, time of month, or tied to 

a special event including: 

o Geo-demographic promotions; and 
o Customization of promotion by Shopper segmentation. 

 Display Innovation:   Shippers, pods, fixtures, point-of-purchase materials. 

 In-Store Marketing:   Demos, videos, couponing, point-of-purchase materials. 

 Digital and Loyalty Card Promotions   

 Sell-Through Analysis:  For planning and post-promotion review. 

 Audit, including:  

o Promotion Price:   Testing and analysis; 
o Promotion Compliance:  Store checks and analysis; and 
o Shopper Studies:  Store intercepts, in-store tracking, focus groups, virtual reality testing of 

display locations, fixtures, assortment, point-of-purchase materials, pricing or other studies. 

 

Replenishment:  

 

 Vendor Managed Inventory;  

 In-Stock Analysis; and 

 Forecasting by Store. 

 

Special Projects: 

 Store Innovation:  New ideas for retail environment, fixtures, vision (store-of-the-future), new 
technology, or efficiency ideas for stores.  

 Geo-Demographic Consumer Decision Tree:  How do different target markets shop a particular 
category? Should the Category plan change dramatically based on geo-demographic market? 

 E-Commerce:   Market data; audit assortment and product order on pages (what is on first page, 
second page, etc.), price checks or other measurements? 

 Shopper Studies:  Primary (behavior, traffic flow, purchase drivers, attitudinal) and secondary research 
(loyalty/panel data mining and analysis). 

o Shopalongs and in-store ethnographics 

 Store Surveys:  Validate the store-to-planogram record; identify fixture types/sizes, traffic flow, etc. 

 Innovation Projects:  Support new technology testing and implementation for mutual business 
development and efficiency gains. 

 On-site Analyst Support:  Space Management and Category Management.  

 Industry Certification & Training:  Work together to develop people, proficiency and sponsorship of 
training classes. 

 Inventory for Display Locations and Customer Shopping Habits 
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 Consumer Shopping by Category:   Basic department versus endcaps or other display types.  In store 
execution may have negative impact on customer perceptions and may cause a shift in purchase 
location.  Are stores: 

o Executing prescribed programs with displays and inventory sent to them? 
o Keeping end-caps well- merchandised and in stock to create positive customer experiences? 

 Systems and Analytics:   Do Retailers have appropriate systems and analytics to get the right inventory 
and display types to the right stores to support strong sell through and execution?  

 
 

Begin With an Inquiry Process to Structure the Most Effective Partnership 

In order to effectively implement and execute any of these strategies and tactics, it is important for both 

Retailers and Vendors to have a definitive plan for collaboration.  Each must first understand the capabilities 

and long term commitment to collaboration of their prospective partner.  In order for collaboration to be 

effective, there must be organizational structure as well as senior management support.  A starting point for 

dialogue about the possibility of collaboration would be to do an inquiry into the capabilities, resources and 

commitment levels of the prospective partner.  The questionnaire below provides a foundation to start this 

process from.  The inquiry process also gives structure to collaboration in a fashion which maximizes the 

effectiveness and efficiency of the work completed together. 



Strategic Collaboration for Shopper Satisfaction 

Page | 47 Copyright 2014 Category Management Association 
 

  

RETAILER TO VENDOR QUESTIONS: 
What syndicated market data are you able to 

present? 
o Our Account 

o National 

o Regional 

o Market 

o Neighborhood 

How detailed is your syndicated data? 

o Category and sub-categories 

o UPC-level 

o Adjacent categories for aisle 

management 

 

What are your systems and processes for analyzing 

our POS data? 

o Shiloh, Vision Chain, Nielsen Direct 

Data or other platform 

 

What Shopper Insights can you present? 

o Spectra 

o Household  panel 

o Shopper studies 

 

Have you determined the purchase decision tree(s) 

for your categories? 

o Market structure analysis 

o Focus group 

o Other 

 

Do you use any advanced analytic tools and/or 

consulting? 

o Assortment, pricing promotion or  

space optimization 

o Virtual reality store testing? 

 

What space management services can you 

provide? 

o Dedicated on-site analyst,  project 

analyst or  consultant 

  

What In-Store Support do you provide? 

VENDOR TO RETAILER QUESTIONS 
What data are you able to capture and share? 

o POS 

o Shopper Loyalty Data 

o Store traits and clustering 

o Planograms? 

o Attribute hierarchy for Category? 

o Category review calendar? 

 

How detailed is your Data? 

o Chain 

o Cluster 

o Store 

o Weekly, daily, hourly 

 

What Supplier(s) do you already partner with in this 

Category?   

o Strengths 

o Weaknesses 

o Opportunities (for us) 

o Tactics (we can help with right away) 

 

What Shopper insights do you rely on most? 

o Purchase decision tree 

o Loyalty card data 

o Spectra 

o Household panel 

o Shopper studies 

 

Do you use any advanced analytic tools and/or 

consulting? 

o Assortment 

o Pricing 

o Promotion 

o Space Optimization 

o Virtual reality store testing 
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Execution & Compliance 

Execution and compliance are essential to the collaborative 

process.  As both partners are contributing resources and 

dedicating time and money to drive the business forward 

they must ensure that their efforts lead to action in the 

form of execution and compliance, as well as ongoing 

tracking to measure action and associated results. 

 
Execution: 

 Store Labor to help with resets, new product cut-ins, 
display set-up/continuity coverage. 

 Provide pre-built display pallets and shippers to stores. 

 Provide reset tools such as image strips and back tags 
to improve accuracy and reduce labor. 

 
Buy-in:  

 “If you don’t get BUY IN you don’t get execution.” 

 “Well done is better than well said.” 

Helping your partner to get something done is probably the single biggest value and challenge with this 

discipline and critical to the future evolution and ROI of big data and insights. A deep understanding of the 

Retailer’s operational challenges, goals and internal workings can enable a Vendor to deploy their resources 

strategically to increase execution and results through well-crafted implementation plans and exemplary 

project leadership. This is a strategic imperative and an area that will continue to be pivotal to the evolution 

and success of Category Management moving forward.  

 
Compliance: 
Provide store merchandising support to check and maintain planogram and display compliance including: 
 

 Capture realogram(s) and report on assortment, layout and space allocation variations from 
the authorized planogram 

 To headquarters; and 

 To store manager(s). 

 Fix planogram compliance issues in stores 

 Tag/order/stock missing authorized SKU’s; 

 Remove unauthorized SKU’s; and 

 Adjust layout and space allocation to match authorized planogram 

 Put up authorized displays and associated point of purchase materials  in stores 
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Part III. Personnel Involvement Planning 

Which Personnel Should Be Involved In Each Portion Of The Collaboration 

Process? 
Determining the appropriate level of partnership with your business partners is essential to your success. It is 

possible to have different levels of partnership with different partners.  

These decisions should be based on: 

• Strategic importance of the partner  

• Knowledge they bring about the Shopper, category and competitive landscape 

• Potential impact on your business 

• Resources available to both parties 

• Alignment of business objectives and approaches 

In a truly collaborative partnership, multiple skills and disciplines are required for the Category Management 

process.  Category analytics, space planning and inventory management are foundational skills required.  The 

disciplines of consumer research and Shopper Marketing are becoming essential components for a 

collaborative relationship.  There is even research about how Shoppers think about price/value is being 

discussed – not to be confused with price fixing.   

Joint business planning, with a cross-functional matrix and ongoing communication at multiple organizational 

levels from senior executives down to analysts, is required to develop transparency, trust and mutual value.  

Category Management should serve as the encompassing umbrella to coordinate and focus the integration of 

these varied skills and disciplines into the collaborative process. The depth of the collaboration will be 

determined by the personnel involved in the process and their skillsets.  
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In the Embryonic Stage the focus is 

on fact based Performance and 

Planning with Consumer or Shopper 

and Limited Engagement between 

Retailer and Vendor. 

 

The Embryonic Stage 

 

 Category Management 

o Limited and sporadic engagement with the account – project based 
o Limited Category Management training and knowledge with little differentiation from sales 

function 
o National or regional syndicated data only – little to no consumer data 
o Rudimentary analytics software and processes 

 Space Planning 

o No space planning skills or tools 
o Some recommendations made on assortment with little foundation in analytical process 
o No ongoing analysis of planogram or SKU performance – all ad hoc projects 
o SKU performance analysis not connected to overall planogram or segment performance 

 Replenishment 

o Maintain case pack out guidelines in planograms to minimize out of stocks and labor 
o Manual replenishment at shelf 

 Research 

o Little or none 
o Topline point of sale and syndicated data  

 Joint Business Planning 

o Engagement is between buyer and acct manager with occasional ‘top to tops’ 

 Shopper Marketing 

o Little or nothing underway   

 Personnel 

o Little or no additional personnel beyond normal sales team 
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In the Adopting Stage, traditional 

Category Management and Space 

Management take hold, enabled by 

more data.  The Consumer/Shopper 

begins to factor in the analysis, 

primarily through Diary (Household) 

Panel data. 

 

The Adopting Stage 

 

 Category Management 
o Ongoing interactions between Vendor and Retailer with personnel focused on and trained in 

Category Management principles 
o Comprehensive syndicated data with some exposure to account specific data inclusive of market 

basket 
o Inclusion of diary panel data and some consumer research insights into analysis 
o Some involvement of other functions into Category plan development 

 Space Planning 
o Third party software tools for planogram development at account level 
o Knowledge of efficient assortment concepts 
o Yearly reviews of planogram performance 
o No capability for store level planogram development or evaluation  

 Replenishment 
o Begin utilizing space to sales analysis within planograms to maintain in-stock position 
o Manual replenishment at shelf 
o Item spatial adjustment needs and adjustment jointly monitored by Retailer and Vendor in 

reaction to sales velocity changes 

 Research 
o Adoption of 3rd party diary panel data and published industry trends  

 Joint Business Planning 
o Annual top to tops to discuss strategy alignment and mutually shared objectives 
o Continual inclusion of Category Management and Space Management team in planning process 

with occasional discussions between consumer research groups 
o Some sharing of research initiatives 

 Shopper Marketing 
o Utilize consumer profile data provided by Vendors to create loose Shopper segments for targeted 

mailing and promotions    

 Personnel  
o Limited, non-dedicated resources are required with “one-to-one”  relationships 
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In the Advancing Stage, the Consumer 

and Shopper come to the forefront as 

Retailer and Vendor integrate their 

efforts.  Through joint research using 

both panel and behavioral data, they 

develop their relationship with the 

Consumer/Shopper, ultimately 

enhancing value for both. 

 

The Advancing Stage 

 

 Category Management 
o Category personnel trained and certified  
o Full integration of consumer and panel data with some Shopper insights incorporated into analysis 
o Drivers of plan development and execution with full integration into Retailer functionalities 

 Space Planning 
o Ability to develop and manage planograms using advanced third party software 
o Dedicated staff for planogram development trained in the theories of assortment analysis 
o Incorporates replenishment metrics into process of planogram development 

 Replenishment 
o Tied to POS based sales velocity and seasonal indexing to maintain a balanced in-stock position, 

minimize excess inventory and maximize GMROII 

 Research 
o Inclusion of Vendor conducted primary research to understand Shopper behavior and response  

 Joint Business Planning 
o Quarterly  top to tops for strategy alignment,  goal setting and performance review 
o Integration of multiple functionalities into process 
o Incorporation of Shopper research into decision making process 
o Joint strategy development, driven by performance evaluation and incorporating consumer / 

Shopper insights begins to occur 

 Shopper Marketing 
o Begin to generally identify and understand the Retailer’s Shopper behavior and drivers through 

diary panel data and industry surveys  that result in changes in store promotions, décor, layout and 
departmental structure to meet Shopper expectations  

 Personnel 
o Some dedicated resources across functions with some multifunctional relationships 
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In the Excelling Stage, Consumer 

and Shopper loyalty understanding 

is fully embraced through insights 

from in-depth research and shared 

across functions and organizations, 

ultimately driving overall Consumer 

/ Shopper strategy. 

 

The Excelling Stage 

 

 Category Management 

o Process driven with full integration of analytics efforts supporting go to market strategy 
development and review 

o Data analysis down to store level utilizing software tools to drive to understanding of causal 
influencers including price elasticity, promotional impact, assortment influencers and shelf 
positioning 

o Full data from both market and Retailers including basket, loyalty and Shopper   
o Inclusion of research insights and Shopper understanding in all business reviews and category 

plans 

 Space Planning 

o Joint development of planograms and executional strategy for roll out with utilization of software 
for planogram development to store level, and ongoing evaluation and adjustments to planograms 

o Integration of multiple metrics into assortment and placement analysis derived from POS analytics 
inclusive of price elasticity, promotional influence, Shopper insights, and placement influence 

 Replenishment 

o Embrace computer generated ordering (CGO) to fine tune inventory needs and eliminate excess 
inventory while maintaining in-stock position 

o Apply to in-cycle promotional efforts to anticipate demand and remain in-stock, satisfying 
Shoppers  

 Research 

o Conduct primary research and analyze loyalty card data to understand the Retailer and their 
competitor’s Shopper behavior to retain and increase value of current Shoppers AND acquire NEW 
Shoppers   

 Joint Business Planning 

o Strategy development and alignment at senior management level 
o Inclusion of all functionalities into goal, objective, and tactics development 
o Research initiatives and insights are key drivers in development of plans 
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o High level of trust and data sharing across functionalities 
o Continual dialogue across functionalities to evaluate performance and adjust tactics 

 Shopper Marketing 

o The Shopper is the Retailer’s neighbor. It is a personal relationship. Frequent contact and feedback 
from the Shopper leads to frequent adjustments in product mix, promotion and presentation to 
anticipate and meet Shopper needs, enhance the shopping experience and solidify Shopper loyalty    

 Personnel 

o Extensive dedicated resources across all key functions with ongoing multifunctional team 
approach 
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Personnel Involvement - By Activity 
  

The chart below identifies what personnel or organizational group should be integrated into the collaboration 

process based on the activities the partners decide to do collaborative work around.  These functions may 

reside under different roles in different companies. 

ACTIVITIES: 

Category 
Review & 
Business 
Planning 

 

Shopper 
Marketing 

Shopper 
Segments & 
Alignment 

 

Market 
Research 

 

Path to 
Purchase 

Opportunities 
 

Tactics (Price, 
Promo, 

Product, 
Placement) 

 

PERSONNEL: 

Retailer       

SVPs       

Senior Executive       

Category Management VPs and 
Directors * 

      

Category Manager**        

Category Analyst ***       

Space Planner       

Advertising     As-needed  

Store Operations  
 

(execution)   
 

(buy-in) 
 

Marketing/Market Research       

Replenishment/Logistics       

Finance  
  

(shared costs)     

Vendor       

Senior Executives       

Category Management VPs and 
Directors * 

      

Account Manager       

Category Manager **       

Category Analyst***       

Space Planner       

Marketing/Market Research       

Replenishment/Logistics       

Finance       
 
Suggested Certified Equivalencies:  *Certified Professional Strategic Advisor (CPSA)      **Certified Professional Category Manager (CPCM)        

***Certified Professional Category Analyst (CPCA) 
 

(further information available at: http://cpgcatnet.org/CertificationStandardsOverview ) 

  

http://cpgcatnet.org/CertificationStandardsOverview
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Final Thoughts 
Opportunity awaits us!  The landscape of connecting to the Shopper has become broader and more complex.  

The explosion of data and the technology to mine and collaborate with it, coupled with the evolution of social 

media and Shopper Marketing strategies call on all of us to improve our processes and techniques.  Our hope is 

that this white paper helps you to reflect on the new challenges before us.  We have captured for you the 

thoughts of industry leaders relative to the challenges of the new environment and how to overcome them.   

Category Management has the opportunity to be the umbrella under which other disciplines join in the 

collaborative process.  Category Management is uniquely positioned to lead the evolution of processes to a 

smarter and more effective way.  Our challenge is to understand the impact of today’s new dynamics and 

proactively evolve to manage our businesses collaboratively, to change and to grow.  As Jeff Bezos said, 

“What’s dangerous is not to evolve.”  The choice is ours collectively, as an industry, and yours as a Retailer or 

Vendor.   

We encourage you to join the evolution.  If you are a company that has not yet embraced category 

management, use this paper and the following appendix as a roadmap to start progressing on the category 

management maturity curve.  If you already have a robust category management process, use this paper as a 

guide to how you might broaden your efforts into a more collaborative framework.  Success is just around the 

corner if only we look! 
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Appendix 1 
This appendix covers more detail about how to approach foundational and enhanced Category Management within 

your organization. 

 

Foundational Category 

Management 

There are four types of data that are foundational for Category 

Management analysis. 

1. Product Performance  

2. Shopper Insights 

3. Geo-Demographic Demand 

4. Planograms 

This section will cover the fundamental data needs for 

Category Management, and then cover how your data pool 

can be expanded for more advanced analysis and opportunity hunting. 

 

1. Product Performance  

Every time a product has its UPC bar-code scanned to ring up a sale at the register, a record is created that includes 

the UPC and its selling price. POS systems aggregate these transactions to provide a record of how many of each 

product was sold at what price, when, and where.  

 

Retailers aggregate their own POS Sales records to create Retailer Point-of-Sale (POS) Data, which enables them to 

measure their sales across stores, store groups (or clusters), and for the total chain.   Syndicated data companies 

collect point of sale (POS) data from many Retailers to aggregate sales for multiple Retailers and stores in geographic 

market areas.  
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Product performance data is aggregated into a data cube, which enables it to be sorted and ranked in a variety of 

ways.  The more granular the data cube, in terms of Products (and their attributes), Time (by week, month, year, or 

even by day), Markets (national, regional, Retailer, Retailer store cluster, or by store), and Measures (sales dollars, 

sales units, etc.), the greater the ability to assess performance, look for opportunity and develop understanding. 

Retailers are able to view their own point of sale data and match it to their cost data to determine profitability. They 

can also compare their performance to the market using syndicated data to assess their market share and to look for 

trends and opportunities.  

Vendors are able to look at syndicated POS data for multiple Retailers and markets to assess their performance and 

market share, and to look for trends and opportunities. 

On a collaborative level, Retailers and Vendors may share their data to provide a common measure of performance 

for Category Management projects. 

 

2. Shopper Insights  

The foundation of Shopper insights is the consumer decision tree, which is a hierarchical analysis of what product 

attributes (size, brand, sub-category, price, quality, formulation, etc.) are most important to Shoppers as they make 

their purchase decisions in a given Category.  

CONSUMER DECISION TREE examples: 
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Consumer decision trees can be determined by a number of qualitative and quantitative methods, from focus groups 

and Shopper intercepts (qualitative) to in-depth performance data analysis which identifies the key product 

attributes that have the highest correlations to sales (quantitative).  

Why is a Consumer Decision Tree a “Must-Have” for Category Management?  

For one, it provides a structure for organizing product data so that it can be sorted and ranked by the attributes that 

matter most to Shoppers.  For example, if brand is the most important Shopper consideration then sorting products 

by brand so you can calculate sub-totals and averages to compare brands is an important first step to analyze the 

category.  Aligning the rest of your product data by subsequent attributes will help reveal further performance 

drivers and opportunities in the category. 

Second, the consumer decision tree provides a Shopper-centric guide for how to block and organize products on the 

shelf (in planograms) to make the category most attractive and easy to shop.  

 

 

3. Geo-Demographic Demand  

 
Analysis of geo-demographic demand is used to answer three important questions about how a category will 

perform from store to store, and from neighborhood to neighborhood: 

 

 What combinations of geographic and demographic trait(s) have the highest correlation(s) to sales of a 

category as well as its products, brands, sub-categories and segments?  
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 What types of Shoppers (defined by their attributes) occupy each store’s trading area?  

 Which stores service the highest (and lowest) concentrations of the key geo-demographic trait(s) that 

drive sales?   

This knowledge of your business is foundational to match precise category strategies and tactics to specific trade 

areas and the stores and concentrations of Shoppers within them. By targeting product assortment, pricing, 

promotion and planograms to  attract and satisfy specific Shoppers and Shopper needs (demand), Retailers and 

Vendors can optimize their selling opportunities store by store to build up to greater overall performance.   

Geo-demographic data is available from syndicated services which use government census data to identify 

geographic and population demographic traits of trading areas and then correlate those traits to sales data collected 

from Retailers in those areas.  

The result of this advanced regression analysis is to deliver a predictive view of what types of products are most 

likely to have demand from neighborhood to neighborhood based on their geo-demographic traits. For example, a 

“demand index” can be calculated through geo-demographic data at the category, sub-category and brand levels 

which can predict which stores (based on their location) will sell which types of products. 

The first step to address the challenge of Shopper diversity is to understand who lives where and what they buy.  

Thus, geo-demographic demand data is a “must-have” for successful Category Management today. 

 

4. Planograms  

While Planograms are a Category Management “Tactic”, they also provide a visual and data record of what products 
have been offered by Retailers, and how they have been stocked and presented to Shoppers. This information is 
foundational for Category Management analysis. 
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Category Management really began with space management (planograms) for good reason: the end result of the “4 

p's” is to merchandise an assortment of products in a store, on a fixture, in a strategic and efficient manner intended 

to attract and satisfy Shoppers. 

Today, Retailers apply the results of their analysis of performance data, Shopper insights, and geo-demographic data 

to develop planograms which provide the optimal product assortment, presentation strategy and space allocation in 

each of their stores. The “planogram” has also evolved to include the strategic positioning of products on e-

commerce web-pages which are essentially, also “stores”.  

For Category Management analysis, planograms provide a way to evaluate the causes and effects of in-store 

merchandising in a quantitative manner, in order to predict future success. For example, if “planogram a” with its 

presentation of products delivered higher performance, and “planogram b” with an alternate presentation delivered 

lower performance; it can be determined that “planogram a” is a better tactic to implement. 

By maintaining a library of current (and historical) planograms, Retailers and Vendors have a basis for “cause and 

effect” analysis which can help define category strategy and form a basis for geo-demographic and Shopper-centric  

tactics that can be applied to stores.  

By their data and detail-oriented nature, and because of their importance to category success, Planograms are also a 

great project for Retailers and Vendors to work on collaboratively. 

 

 
 

Expanded Category Management 

To address today’s more complex challenges in Category Management, in particular to address Shopper diversity and 

to test and ensure that strategy and tactics will deliver optimal results over time as intended, leading Retailers and 

Vendors are using more advanced: 

 Data Sources 

 Systems and Analytics 

 Personnel and Partners  

This initiative, which has been proactive on the part of more and more leading Retailers and Vendors, has raised best 

practices in Category Management to higher levels of precision and performance. 

In particular, six key areas have emerged as sources of new learning and actionable insights, as well as more 

successful delivery of results, and more successful collaborative Category Management: 

1. Expanded Consumer Decision Trees 

2. Shopper Loyalty Data 

3. Virtual Reality Stores 

5. Implementation and Compliance 

6. Training, Development and Certification of Personnel 
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1. Expanded Consumer Decision Trees:  

While a general purchase decision tree is foundational for Category Management projects and data organization, it 

needs to be tested and enhanced so that it matches up with geo-demographic areas where significant differences in 

Shopper and market attributes have a profound impact on purchase decisions.  For example:  

 

• “Do your category’s Shoppers make purchase decisions differently in a high income versus a low income 

area?” 

• “How do your category’s Shoppers make purchase decisions in one region vs another?” 

• “What drives purchase decisions in areas dominated by a certain age or ethnic group, family size, or other 

demographic factor?” 

The purchase decision tree for your category should also be tested and enhanced for different store types or for 

stores with different traits for example,  

• “How do your category’s Shoppers make decisions in a convenience store versus in a supermarket or mass 

merchandise store?” 

• “Do your category’s Shoppers make decisions differently in a store near a beach, or a school?  What about in 

a store near where they work versus near their home?  Or when a store is across the street from a 

competitor?” 

• “Do your category’s Shoppers make purchase decisions differently when they are online?” 

When you study your purchase decision tree in different scenarios, relevant differences are often revealed which can 

help you target your Category Management strategy and tactics to specific stores where you can increase sales and 

Shopper satisfaction and loyalty as a result. 
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2a. Shopper Loyalty Data (Loyalty Card Data):  

Today, many leading Retailers offer “loyalty cards” to their Shoppers which, when scanned at the register with 

purchases, provide Shoppers with immediate savings or the ability to collect “points” similar to “airline miles” which 

can accumulate and eventually be traded in for cash or merchandise rewards. 

 

When purchases are made with a loyalty card, transaction records are generated which can tell Retailers and 

Vendors more about the nature of their sales by category, brand, and individual products, for example: 

 Day, time and location of purchases by the same Shoppers 

 Frequency of purchases by Shoppers (purchase cycle) 

 Average transaction size (market basket) 

 Product composition of transactions  

 Purchase affinities across categories and products 

 Brand and product loyalty 

 Interaction of products in a category over time (switching) 

 Purchases tied to specific promotions 

While Shopper loyalty data typically does not include any personal or demographic information about Shoppers (to 

protect privacy), it does enable Retailers and Vendors to segment their Shoppers by purchase dynamics and that can 

be used to develop refined strategy and tactics for stores and categories: 

 Occasional, routine, frequent, and everyday Shoppers 

 Big spenders, profit generators, high and low value Shoppers 

 “whole store” Shoppers versus specific category or product Shoppers   

 Convenience, stock-up, category-specific Shoppers, promotional Shoppers  

 Brand and product loyal Shoppers vs “switchers”, private label Shoppers, new product adopters 

 People who bought this product also bought… 

When Shopper segments are matched to performance data, the value of each segment can be determined store by 

store.  Purchase trends and patterns can also be determined, and the tactics can be evaluated by how they affect the 

purchases of different Shopper segments at the Retailer.  



Strategic Collaboration for Shopper Satisfaction 

Page | 65 Copyright 2014 Category Management Association 
 

 

2b.   Shopper Loyalty Data (Household Panel Data):  

Household panel data from data providers gives many of the same purchase dynamic measures and Shopper 

segmentation capabilities that Retailer “loyalty card” data offers; one major difference being household panel data 

covers all Retailers and channels (food, drug, mass, convenience, etc.) in the market while “loyalty card” data is 

specific to one Retailer. 

The second major difference is that Retailer “loyalty card” is much more granular, available to the store-level while 

household panel data is only available to the total market or geographic region level; and Retailer “loyalty card” data 

can be available to the product level while household panel data is only available to the category, sub-category and 

brand levels. 

Both household panel and Retailer “loyalty card” data have very high value, especially when you can compare 

purchase dynamics and Shopper segment behavior and characteristics from a Retailer to the market. For example,  

 How much does a purchaser in a category typically spend at a Retailer vs. in the market? 

 How often do Shoppers make purchases in a category in the market vs. at the Retailer?  

 How brand-loyal are Shoppers at the Retailer vs. in the market? 

To use Shopper loyalty data effectively in Category Management, advanced training in Shopper segmentation and 

purchase transaction measures and analytics need to be added to your skillset.  If you have competency in using 

household panel data (which has been available for over twenty years), it is a great foundation for learning to also 

use a Retailer’s “loyalty card” data. 

Additional skill in data transformation (the ability to match data from one source to another) is also necessary to use 

Retailer “loyalty card” data. Issues to anticipate when matching data from household panel to Retailer “loyalty card” 

data; or from one Retailer’s “loyalty card” data to another Retailer’s data include differences in: 

 Measures 

 Names and/or calculations for measures 

 Data granularity such as: chain, store clusters, stores, regions, total market; or category, sub-category, brand, 
to product levels 

 Department, category, sub-category and brand names 

 Attributes for products 

 Spelling of categories, brands, products, etc. 

Building competency in Shopper loyalty data and collaborating on this “big data” opportunity pays off by gaining the 

ability to learn what types of Shoppers are most important to your category and stores and to provide insights from 

their buying behavior to help you devise tactics that will grow sales and increase Shopper satisfaction, for example: 

 “How can we sell one more product per trip?” 

 “How can we draw more Shoppers to our category or display?”  

 “What categories and products are key to building Shopper loyalty?” 
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3. Virtual Reality Stores 

The ability to visualize and test store and Category Management strategy and tactics in virtual reality stores has 

become an important new competency for many leading Retailers and Vendors.  

 

Virtual reality store systems now enable new store formats and layouts, new planograms, displays, fixtures, point-of-

purchase advertising, store design and décor, and even new products to come to life for presentations and 

evaluations, as well as for Shopper tests in a manner that is less expensive, more flexible and faster than live set-ups 

in stores and “planogram rooms” with comparable realism. 

The basis of virtual reality stores is space management: floor plans, planograms, product images, and performance 

data which is assembled into a “video game” version of actual stores where Retailers, Vendors, and Shoppers can go 

up and down aisles, look at category planograms, and even select and examine products off the shelf. 

Different stores, planograms, displays and other in-store elements can be traded in and out in minutes for 

comparison. Performance data can be imported into the systems so that scorecards and heat maps can be added to 

enable store walkthroughs that are analytic as well as visually compelling. 

Virtual reality stores can be visited from any device with internet access, enabling people in multiple locations to 

collaborate on projects, and allowing large samples of “test Shoppers” to be brought into simulated test market 

studies more efficiently.  

This fast-emerging technology is already changing the way many Retailers and Vendors conduct their Category 

Management presentations, research and pre-implementation testing. It provides a great forum for collaboration, 

and an exciting way to communicate strategies, tactics and their benefits to a wider audience. 
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4. Implementation and Compliance  

At the end of every successful Category Management project are new tactics that need to be implemented in stores.  

“Ideas have to get off the computers and onto the shelves!” 

Providing a plan for the efficient, accurate, and complete Implementation of tactics is a core competency of 

successful Category Management – as important as any step in the process.  

 

Because implementation of the tactics is a large investment that involves many resources at the store level, and 

often in many stores within a tight timeframe, it has to work just right – an art and a science that includes: 

 Store priority list to determine which stores need to be set first 

 Alignment of resources to each store 

 Instructions, tools and training for all resources to ensure implementation accuracy and efficiency  

 Reporting to ensure implementation was completed successfully 

 Process to make adjustments and provide feedback for future planning and analysis 

And then, the tactics need to be kept in compliance over time in order to deliver their intended benefits to Retailers 

and Vendors. Maintaining compliance in stores is also a core competency of successful Category Management which 

includes: 

 Process to validate compliance and identify issues and root causes from store-level data and reports 

 Trained and tasked resources to make ongoing corrections and updates as needed over time 

 Tools to help ensure tactics are easy for store personnel to keep in compliance 

 Follow-up analytics to measure actual performance against intended or forecasted performance 

 

 

 


