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Assortment and space planning reviews tend to 
be a routine annual or bi-annual affair driven 

by retailers, and for many buyers, key account 
managers and brand managers these exercises 
appear to be grudge undertakings, given limited 
preparation time and less conversation … with 
virtually no constructive option generation. 
Brand Managers and their KAMs tend to focus 

on forward share (relative to market share) 
and distribution levels – neither of which are 
particularly important to the retailers who control 
the shelf. 
Retailers on the other hand give keen attention to 

the cost of stock carried on-shelf, days of supply, 
and associated stock turns, with some also taking 
into consideration the margin mix and GMROI. 
These measures have no direct relevance to brand 
managers and KAMs.
And certainly, none of these are of paramount 

importance to the shoppers for whom the 
shelves are laid out and stocked. They are looking 

Assortment reviews and planograms 
should not be tick-box exercises

for solutions to the needs of their consumers 
presented in an easy to navigate fashion, with 
ample stock on-shelf, some inspiration and new 
news creating a positive shopping experience.
Ultimately, the purchase decisions of these 

shoppers determine the revenue and profit streams 
of both brands and retailers – so one would expect 

that assortment and planograms and floor plans 
would as a primary function take special care to 
satisfy and delight shoppers …. and yes, to the 
advantage of the brands and retailers involved.
There are three significant inputs to maximising 

shopper engagement and conversion in assortment 
and space planning initiatives, namely:
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standard practice within manufacturers and 
retailers – being reviewed annually as part of 
Strategic Business Planning.  
Similarly, strategically based assortment and 

merchandising directives should flow from 
Business Plans into Category, Customer Marketing, 
Customer, and Ops Plans making the routine 
reviews more proactive and less painful. 
I urge Buyers, Brand Managers, and KAMs to do 

more than a tick box exercise when reviewing 
assortments and layouts – ensuring that you create 
an engaging shopping experience, competitively 
satisfy shopper needs, and proactively stimulate 
incremental, higher value and margin purchases.
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1. Category growth drivers
Clarity as to the most significant sources of upside 
growth potential (penetration, frequency, weight, 
mix) and the triggers to unlocking them. 
These are the essential outputs of the Situation 

Analysis at the very start of Business Planning and 
should be the golden thread that links all cross-
functional strategies and plans…. from innovation 
and advertising to pricing, promotions, displays, and 
yes …. store level assortments and merchandising. 
All mechanisms that impact usage and purchase 

should be collectively employed for maximum 
impact in triggering the shift in sources of growth.

2. Needs and growth centric  
category definition and construct  
(category decision tree)
Decision trees form the basis of performance 
analytics, merchandising flows, assortment and 
space productivity, and NPI listings all applied 
in decision making, negotiations, and shopper 
engagement. Despite its important role, I’ve yet to 
come across a business that has a single version of 
the category definition and construct that is clearly 
understood and employed across all functions … let 
alone with all suppliers/retailers. 

3. Shopper and mission centric  
store clustering
What category decision trees are to products 
… store clusters are to stores, having the same 
important function in analytics, decision making, 
negotiations, and shopper engagement. 

Each retailer applies their own models of store 
groupings reflecting a combination of store size 
and shopper/transaction profile. Understanding 
of the factors employed is essential for brand 
managers and KAMs to use these clusters when 
undertaking performance reviews, determining 
the role of retailers, and in the development of 
proposals and campaigns.
A single store clustering model across all retailers 

in a channel that reflects distinct shopper and 
transaction profiles would enable significantly more 
insightful analysis, objective setting, and as a result 
more impactful activation plans and higher ROI. 
So, in closing, these inputs should ideally be 

2. Category definition and construct 
Incorporating puppy and kitten care as a high level 
segment within the category will ensure that brands and 
retailers track and manage performance collectively, that 
store assortments have sufficient representation of puppy 
and kitten solutions, and that a specific puppy and kitten 
section is created on shelf to ensure that new and existing 
petcare shoppers can easily find and stock up on solutions 
to all of their puppy and kitten requirements.

3. Store clusters
The interest in petcare, as well as specifically puppy and 
kitten solutions is likely to differ across LSM, race, and 
lifestage families directly impacting the contribution of 
the category and segments to store revenue. This will 
impact the category assortment breadth and depth as 
well as the category space allocated in-stores. 
Similarly, the profile of solutions preferred by shoppers 

is likely to differ across store groups and needs to also 
be taking into consideration when deciding on the 
assortment and shelf plans to be executed. 

Petcare category
1. Category growth driver  
= puppy and kitten care 
Establishing good petcare habits with pet owners from 
the first day that they bring a puppy or kitten home 
builds product repertoires and drives up the contribution 
of premium solutions, together driving long term 
category value and margin growth.

Consider for example the following artificially generated scenario as illustration:




