
Bring Your Retail Consumables 
Strategy Together

7
Complete is the final pillar in the 7 Cs of Retail Consumables because 
lasting improvement only comes when everything works together. 
Retailers can move beyond isolated actions and adopt a complete, 
joined-up approach to consumables management.

Complete



Retail consumables are often managed 
through a series of well-intentioned 
initiatives. A new control process here. Better 
reporting there. A cost-saving exercise when 
pressure increases. Individually, these efforts 
can deliver value. Collectively, however, they 
often remain disconnected.

As retail operations grow more complex, this 
fragmented approach becomes increasingly 
difficult to sustain. Improvements achieved 
in one area are eroded elsewhere and teams 
struggle to maintain momentum.

Introduction
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Many Retailers recognise the challenges in their consumables operations 
but addressing them in an ad hoc manner creates its own problems.  
Fragmentation doesn’t just limit progress, it actively reverses it.

Common challenges include:

•	 Control processes lacking consistency 
•	 Visibility that is not translated into action 
•	 Centralised systems becoming inefficient  
	 over time 
•	 Consolidation efforts that are incomplete  
	 or misaligned 
•	 Cost savings that undermine operational  
	 effectiveness 
•	 Sustainability initiatives that struggle  
	 to scale

Without a unifying framework, these efforts 
compete rather than complement each 
other. Industry analysts such as Gartner 1 
consistently highlight that disconnected 
systems and processes limit an organisation’s 
ability to turn any improvements into sustained 
performance.
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Why fragmented improvements  
fall short

When systems and processes 
are disconnected, improvement 
becomes difficult to sustain.



A complete approach to retail consumables is 
not about adding more processes or systems. 
It is about integration and continuity. It 
is about ensuring that improvements are 
connected, reinforced and sustained across 
the entire consumables lifecycle. 

In practice, complete means:

•	 Control is supported by insight
•	 Clarity informs decision-making
•	 Centralisation enables consistency
•	 Consolidation reduces complexity
•	 Cost savings are sustainable
•	 Conscious consumption  
	 becomes embedded

Each element reinforces the next. Together, 
they form a consumables strategy that can 
adapt as retail estates evolve.

What ‘Complete’ is not:

•	 A one-off programme
•	 A rigid framework that cannot be flexible
•	 A separate initiative owned by one team

Completeness is achieved through alignment 
across operations, procurement, finance and 
sustainability.

The cost of incomplete 
consumables management
The cost of incomplete consumables 
management is cumulative and often invisible. 
When consumables management lacks 
cohesion, the cost is more than just financial.  
It touches all areas of the business: 

What ‘Complete’ really means in retail

Complete
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Retail Operations Impact
•	 Inconsistent execution across stores
•	 Increased reliance on local workarounds
•	 Reduced confidence in systems  
	 and processes

Procurement Impact
•	 Fragmented demand limiting scale  
	 and purchasing power 
•	 Increased complexity managing multiple  
	 suppliers and product ranges 
•	 Reduced control over product selection  
	 and purchasing decisions

Financial Impact
•	 Savings achieved in one area offset  
	 by inefficiency elsewhere
•	 Poor visibility of total cost of ownership
•	 Difficulty sustaining improvements  
	 over time

Sustainability Impact
•	 Waste reduction efforts that lack  
	 supporting data
•	 Inconsistent adoption of sustainable  
	 practices
•	 Limited ability to evidence progress

The UK Government’s Resources and 
Waste Strategy for England 2 emphasises 
the importance of joined-up approaches 
to improving resource efficiency. Without 
integration, even well-designed initiatives 
struggle to deliver long-term impact.



Delivering a complete approach requires 
more than individual tools or initiatives. It 
requires a partner and platform capable of 
connecting the full consumables lifecycle.

Acopia supports this through its More with 
Less Methodology, combining a structured 
approach to consumables management with 
the MyAcopia platform, enabling retailers to 
bring control, clarity and consistency together 
in one coordinated system, allowing them to:

•	 Establish consistent control across stores
•	 Gain clarity through integration
•	 Centralise activity into one manageable  
	 environment
•	 Consolidate suppliers and products  
	 intelligently
•	 Unlock sustainable cost savings
•	 Support more conscious consumption

This integrated approach improves adoption 
and ensures improvements are maintained 
over time.

How a Complete approach  
is delivered in practice

Complete benefits across  
the organisation
When consumables management is 
approached in a complete and coordinated 
way, the impact extends far beyond 
procurement. Instead of disconnected 
processes and competing priorities, Retailers 
create alignment across functions, with each 
team supported by the same data, systems 
and objectives. 

This shared approach reduces friction, 
improves decision-making and ensures 
consumables contribute positively to 
operational performance, financial control  
and sustainability outcomes.
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Retail Operations
•	 Clear, consistent processes
•	 Fewer disruptions and workarounds
•	 Greater confidence in consumables  
	 availability

Procurement
•	 Joined-up category strategies
•	 Stronger supplier relationships
•	 Better leverage through visibility and scale

Finance
•	 Predictable, manageable consumables  
	 spend
•	 Improved budgeting and forecasting
•	 Clear understanding of total cost  
	 of ownership

Sustainability Teams
•	 Practical levers to reduce waste
•	 Reliable data for reporting and compliance
•	 Confidence that sustainability goals  
	 are supported operationally

Complete  
alignment across 
the business
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A Complete approach ensures all teams 
are working towards the same outcomes.

Complete



Complete brings together Control, Clarity, 
Centralisation, Consolidation, Cost Savings 
and Conscious consumption.

As an example, a complete approach allows 
Retailers to:

•	 Maintain strong control and governance
•	 Act on clear, reliable insight
•	 Operate through consistent,  
	 centralised processes
•	 Simplify supplier and product landscapes
•	 Deliver sustainable cost savings
•	 Embed responsible, waste-conscious  
	 behaviours
Without this cohesion, progress remains fragile. 
With it, improvement becomes scalable and 
enduring.

The final step in the 7 Cs journey

Complete

7

C
om

plete 6

C
onscious

5
Cost Savings

4
Consolidate

3

Centralise

2

C
la

rit
y

1

C
on

tr
ol

References used  
within this document

1.	 Gartner  
	 Data and Analytics:  
	 Turning Information 
	 into Better Decisions 

2.	UK Government  
	 Resources and Waste  
	 Strategy for England

Retail consumables may be everyday items but managing them well 
requires joined-up thinking. Fragmented improvements can only go 
so far. A complete approach brings structure, insight and consistency 
together into a single, sustainable strategy.

By partnering with Acopia, Retailers can move from reactive 
management to a Complete consumables framework, that supports 
operational excellence, cost control and sustainability, not just today, 
but as the business evolves and grows. When systems, processes 
and behaviours are aligned, improvement becomes sustainable, 
scalable and repeatable.

The 7 Cs framework provides Retailers with a structured path to 
achieve this, turning consumables from an overlooked operational 
challenge into a source of control, efficiency and long-term value.

From fragmentation to a 
Complete strategy

https://www.gartner.com/en/topics/data-and-analytics?utm_source=chatgpt.com
https://www.gov.uk/government/publications/resources-and-waste-strategy-for-england?utm_source=chatgpt.com
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