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ABSTRACT 
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Purpose: The purpose of this dissertation is to investigate if and 

why food retailers in Sweden use Category 
Management. It will also examine how food retailers 
perceive and apply this American concept in Sweden. 
Further the theories about Category Management will 
be tested with the help of a created model. 

  
Methodology: This dissertation is based upon a qualitative method. 

We had interviews at the four largest food retailers in 
Sweden and two supermarkets in the US. 
Furthermore literature studies have given us a 
theoretical frame of reference. 

  
Theoretical perspectives: ECR theory, theories from ACNielsen and The 

Partnering Group Inc. 
  
Empirical foundation: Three interviews with headquarters in the Swedish 

food retailing industry and four interviews with 
specific supermarkets in Sweden and two interviews 
with specific supermarkets in the US. 

  
Conclusions: Category Management is used by the three largest 

food retailers in Sweden. However it is not used in 
every detail as the theories suggest, but the food 
retailers in Sweden plan to implement more elements 
of the concept in the future. Category Management is 
a consumer oriented concept.  
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1 Introduction 
 
In the first chapter the background of the dissertation is explained. The purpose of the 

dissertation and its limitation are presented. Moreover definitions are made and the 

outline is illustrated. 

 

1.1 Background 
Category Management is a concept that was introduced at the beginning of the 1990’s 

together with Efficient Consumer Response in the US retailing industry to stop the 

decrease of customers and profitability. The American retailing giant Wal-Mart was one 

of the companies that first found out that the torrent of products in the distribution 

channel has to be more effective. Therefore they developed a new management concept, 

namely Category Management (Lange & Wahlund, 2001). In this concept categories are 

managed as Strategic Business Units (SBUs). Further, the concept improves business 

results by focusing on delivering the consumer higher value (Lange & Wahlund, 2001).  

 

Category Management is an element of Efficient Consumer Response, which is a 

strategy to make manufacturers and retailers work together to offer quick and efficient 

response to consumers’ needs. Category Management focuses on the profitability based 

on the whole category instead of the profitability of just a single product. The products 

are grouped into categories from the view of the consumers (Arkader & Frossard 

Ferreira, 2003). Further the products that belong to the same category can often be 

found on the same shelves in the supermarket. An example is the category snacks; it is 

divided into sub categories as popcorn, crisps, pretzels etc. 

 

We have got the impression that Category Management is not so well known in Sweden 

as in the US and other large markets. However, according to a pre-interview (TEMO 

Consulting) most food retailers in Sweden already use Category Management. We find 

it interesting to examine if this is true; do food retailers in Sweden really use the 

American concept Category Management or do they just say they use the concept 

without actually knowing what it includes? Another possibility is they are not familiar 

with the concept at all. In that case what do they do to be more profitable and consumer 

oriented?  
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Another aspect which we find interesting to look at is if retailers use Category 

Management in order to make the consumers buy more, without the consumers being 

aware of it. Most people never think about that there might be a reason why the soft 

drinks are placed next to the snacks or why the coffee is placed close to the biscuits. 

 

1.2 Purpose 
The purpose of this dissertation is to investigate if and why food retailers in Sweden use 

Category Management. It will also examine how food retailers perceive and apply this 

American concept in Sweden. Further the theories about Category Management will be 

tested with the help of a created model. 

1.3 Limitations 

This dissertation is limited to the use of Category Management in the food retailing 

industry, because here, besides the food manufacturing industry, Category Management 

is most common. We have decided to focus on the food retailer’s view, since it would 

be too complex to look at the concept from the food manufacturer’s view as well. At the 

same time the focus on food retailers makes it possible to observe how they categorise 

the products in the supermarkets and through this get our own objective view. Further 

the research of this dissertation is focused on the use of Category Management in 

supermarkets in Sweden. However it also includes interviews at two supermarkets in the 

US. We assumed that supermarkets in the US would use the concept to a higher degree 

than in Sweden, because Category Management was developed and first introduced in 

the US. 

1.4 Definitions 

1.4.1 Efficient Consumer Response 
Efficient Consumer Response (ECR) is a strategy to make manufacturers and retailers 

work together to offer quick and efficient response to consumer needs (Kurt Salmon 

Associates, 1993). 

 

1.4.2 Category Management 
One common used definition is: “Category Management is a process for managing 

product categories as business units and customising them store-by-store, so as to meet 



 7

consumers’ needs” (ACNielsen, 1992, p. 9). Since Category Management is the subject 

of this dissertation, the whole work will try to define what Category Management is. 

1.4.3 Category 
A category is a distinct, manageable group of products that consumers perceive to be 

interrelated and/or substitutable in meeting consumers’ needs (The Partnering Group, 

Inc, 1995).  

1.4.4 Category Manager 
A Category Manager is responsible for several categories in the retail company and is 

positioned at the headquarters. (Apéria, T., 1998). 

1.4.5 Retailer 
A retailer buys goods or products in large quantities from manufacturers and then sells 

individual items or small quantities to the general public or end user, usually in a 

supermarket. Retailers are at the end of the supply chain (WordIQ.com, 2004). Further 

we use the term food retailer, which we define as the supermarkets’ parent company. 

 

1.4.6 Supermarket 
A supermarket is a large self-service grocery store selling groceries and household 

goods (Nickel, S., 2004). 

 

1.5 Outline 
The dissertation has the following outline: 

 

Chapter 2: The choice of methodology, the data collection and the research approach 

are presented. 

 

Chapter 3: The theories of Category Management are examined. The first part of the 

chapter explains the concept Category Management in general. In the second part the 

two main approaches to implement Category Management are described. 

 

Chapter 4: We introduce our own model for the use of Category Management.  

 

Chapter 5: The empirical method is introduced. We discuss the research strategy and 

our sample as well as validity, reliability and generalisability. 
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Chapter 6: The interviews are analysed. We present the results of our interviews and 

evaluate them with the help of our model. 

 

Chapter 7: The conclusions are presented. The applicability of the model is shown. 

Finally ideas for future research are suggested. 
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2 Method 
 
In the second chapter the choice of methodology is discussed. The primary and 

secondary data collections are presented. Finally, the dissertation’s research approach 

is described.  

 

2.1 Choice of Methodology  
We chose to conduct our research on the food retailing industry, since it is the industry, 

together with the food manufacturing industry, where Category Management is most 

common. Therefore most of the literature is mainly about food retailers as well as food 

manufacturers, thus using primarily examples from these industries.  

 

To be able to fulfil our purpose we decided to use a deductive research approach. By 

first reviewing the literature and research from other countries about Category 

Management we got a basic knowledge of the concept’s theory. This basic knowledge 

and critical reflections on the theory enabled us to conduct our own research.  

 

During the literature review some detailed and practical theories were found about 

Category Management, which were written by American consultant companies. Their 

models are constructed of several steps to take when implementing Category 

Management. We assumed they might not be completely applicable for retailers in 

Sweden. We were also sceptic if retailers that claim they use Category Management 

really follow all guidelines that the theories say are necessary. Therefore we wanted to 

create our own model to make clear if food retailers in Sweden use Category 

Management as the theories explain or in another way. Another possibility was that the 

Swedish retailers are not aware of the fact that they actually do use the concept. In order 

to create the model we reviewed the examined theories critically and highlighted the 

issues we perceived most important according to the theories. From these issues we 

were able to create a number of statements. In our opinion these statements seem to be 

the most important characteristics of implementing and using Category Management.  

 

In our own research we conducted qualitative interviews and used our statements as a 

basis for our questions. By evaluating the answers from the interviews we wanted to 
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rate if food retailers in Sweden use Category Management to a low, medium or high 

degree or perhaps not use the concept at all.  

 

We came to the conclusion that a quantitative research would not have been useful for 

our research, since there is only a very limited number of food retailing companies in 

Sweden. Moreover, to get a better understanding how the different food retailers apply 

Category Management we believe it was more adequate to have semi-structured 

interviews instead of a survey. By using semi-structured interviews we could be flexible 

with our questions and ask follow up questions. These kinds of interviews are adequate 

to use in a qualitative research in order to discuss the theme in more detail and to 

explore why questions (Saunders, 2003). 

 

2.2 Secondary Data 
The American concept Category Management is a new strategy in the retailing industry. 

It is relatively unknown in Sweden so we had to conduct a literature review to learn 

more about the subject. Since it is an American concept most of the literature we 

reviewed was in English, written by American consulting companies. We had a little 

amount of literature to choose from, since the concept is new and is a specific tool 

within ECR. Besides books we also read articles about the use of Category Management 

at different food retailers in Sweden and the US. Further we read studies about the 

concept made in Brazil and the Netherlands. The articles had a more objective view of 

the concept than the literature from the consulting companies.  

 

When we read books and articles about Category Management we first focused on 

getting an overview of the subject and tried to get to know how it was connected with 

ECR. Then we focused on the two main approaches of the concept. These approaches 

were developed by ACNielsen (1992) and The Partnering Group Inc. (1994). The 

articles were important to read in order to get a broader view on the subject.  

 

2.3 Primary Data 
After we had examined the theories, we summarised the main issues in ten statements, 

which were the basis for our model. To test the statements we came up with three 

questions to each statement and used these questions in our interviews. The purpose 
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with the statements and questions was to investigate how and to what degree the 

supermarkets use Category Management. To be able to decide the degree, we evaluated 

the answers and summarised them in our created model.  

 

2.4 Research Approach 
We were influenced by a positivistic research philosophy since we simplified the 

theories by compiling it into our own model. We worked with an observable reality and 

conducted an objective analysis. Additionally we were influenced by an interpretivistic 

research philosophy as well, because we made our own interpretations when we 

analysed our interviews. 

 

We followed a deductive research approach, since we first reviewed the literature about 

the Category Management concept and then created our own model. We chose the case 

study methodology to conduct our inquiry, since it is the best method to get a rich 

understanding of Category Management and investigate this contemporary concept. 

Moreover one part of our purpose was why retailers use Category Management and 

according to Saunders, Lewis and Thornhill (2003) in this case a case study is 

appropriate to use. Moreover because we interviewed a limited number of food retailers, 

there was no possibility to get any statistical relevant data. Considering the many 

aspects of the Category Management concept and because of the fact there are only four 

large food retailers in Sweden, it was considered that a qualitative approach in form of 

interviews would be adequate for the investigation. Besides, interviews gave us more 

freedom to adapt our questions to the situation and the answers, since we were not sure 

if the concept is really used by the retailers.  
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3 Category Management 
 
The theories of Category Management are presented. The first part of the chapter 

explains the concept Category Management in general. In the second part the two main 

approaches by the Partnering Group Inc. and ACNielsen to implement Category 

Management are described. In the last part the two main approaches are compared, the 

outcome of Category Management is shown and finally the theories are summarised. 

 

3.1 Efficient Consumer Response 
Efficient Consumer Response (ECR) was developed within the US grocery industry at 

the beginning of the 1990’s. One of the reasons for introducing ECR was an increase of 

consumers demanding more quality, variety and service. At the same time the 

consumers wanted to spend less money and time on shopping groceries. Further they 

wished to have less complexity in the information they need to make a good choice. 

Category Management is one part within ECR and to understand the concept, it is 

helpful to get familiar with the basic strategies within ECR (Coopers & Lybrand, 1996, 

p.11). 

3.1.1 Strategies 
ECR is based on four basic strategies: Efficient Store Assortments, Efficient 

Replenishment, Efficient Promotion and Efficient Product Introductions (Prof. Miller, 

G.A., 2004). 

 

Efficient Store Assortment 

Efficient Store Assortment optimises store assortment and shelf space to improve store 

turns and sales. Further it optimises the categories in the supermarket in order to 

increase consumer satisfaction and product profitability. Therefore it is closely linked to 

Category Management (Nickel, S., 2004). 

 

Efficient Replenishment 

The goal of Efficient Replenishment is a rapid flow of products along the supply chain 

to ensure that the right products are in the right place at the right time, thus reducing the 

stock of inventory and minimising costs. To reach these goals computer assisted 

ordering with the help of point-of-sale data are used, as well as Electronic Data 

Interchange (EDI), cross docking and Just in Time (JIT) logistics. Besides it is essential 



 13

to anticipate and plan the variations in consumer demand by taking seasonality and 

promotion into account (Coopers & Lybrand, 1996, p.15; Willard Bishop Consulting, 

2000). 

 

Efficient Promotion 

Efficient Promotion aims at optimising promotion to accelerate the volume of sales in 

the supermarkets, whereby productivity is increased. This is achieved by eliminating 

inefficient promotional practices that tend to enlarge inventories and whose effects may 

not fully influence the consumer’s purchase decisions (Food Marketing Institute, 2001). 

 

Efficient Product Introduction 

Efficient Product Introduction focuses on improving the process of developing and 

introducing new products e.g. through better testing and fast response to changes in 

consumers’ behaviour, so failure rates and costs are reduced. For this purpose a good 

cooperation between the manufacturer and the retailer during the process is important 

(Nickel, S., 2004; Food Marketing Institute, 2001). 

 

In order to implement the strategies just mentioned, Efficient Consumer Response uses 

such tools as: Electronic Data Interchange (EDI), Continuous Replenishment Program, 

Computer Assisted Ordering, Flow-through Distribution, Activity Based Costing (ABC) 

and Category Management (Kurt Salmon Associates, 1993). 

 

Category Management is important for realising Efficient Store Assortment in 

supermarkets. By optimising categories, the assortment on the shelves better reflects the 

specific needs of the consumer. This means a better service to the consumers, more 

consumer satisfaction and thus an increase in sales for the supermarket. Moreover 

Category Management allows trading partners to better adjust their promotion 

efficiently by facilitating communication. Further with the implementation of Category 

Management the retailers provide the manufacturers with better information about what 

they and the consumers respectively want on the shelves. This information enables the 

manufacturer to introduce products more efficiently. However in order to achieve such 

cooperation between manufacturers and retailers a high level of trust between both 

parties is needed (Coopers & Lybrand, 1996). 
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3.2 Introduction to Category Management 
According to the Category Management concept, retailers should organise their activity 

through categorising the products. The goal is to optimise the profitability of each 

category. Therefore it is important that the retailer focuses on the whole category and 

not only on a specific brand or product line (Lange & Wahlund, 2001).  

 

According to Movement Research & Consulting (2002) there is a need for the retailer to 

change the way of doing business and implement Category Management to meet the 

conditions in the fast changing retail industry. Some of the challenges for retailers in 

Sweden and in the rest of the Western World are: 

 

• The consumption is stagnating. During the last few decades the development has 

moved from a situation with a lack of products to a situation with a lack of 

consumers.  

• All basic needs are fulfilled. Instead there is an oversupply of products, services 

and shop space. 

• The consumers get more demanding and can easily shop in another supermarket.  

• The competition in the industry gets harder. One reason is the diminishing of 

barriers to protect against international competition. 

 

Reflections 

We agree it might be more effective to look at the performance of one category instead 

of the performance of single products, since this takes into account the interrelation of 

the different products in one category. It can save much time and money to deal with 

products if they are categorised, since closely related products can be handled in the 

same way. Another advantage is that there will be one person responsible for one 

category, which means the products will be better supervised than if the products where 

handled one by one.  

 

We also think that retailers need to change their strategy to meet the conditions they are 

facing in Sweden today. Otherwise they might not be competitive anymore and be 

driven out of business. The question is if Category Management is the only tool to use 

to face the new conditions on the market. It is possible supermarkets in Sweden use 

another strategy to meet these conditions.  
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3.3 Consumer Orientation  
Theories claim Category Management is a consumer oriented concept, which will meet 

the changing conditions on the grocery market through offering consumers the highest 

satisfaction. According to the concept the retailers should categorise the products. In 

general the consumers valuate the overall picture of the supermarket, and not individual 

categories. In the overall picture not all categories are of the same value to the consumer 

and hence neither to the retailer. Therefore it is essential to understand what role the 

different categories play and that different categories are related. This can increase sales 

and profitability. Then it also becomes more logical for the retailer to organise the 

supermarket after different product categories. These categories become SBUs i.e. they 

are managed like little businesses in the retail company. The profitability of the business 

can be measured after the categories and resources can be allocated in form of shop 

space, number of staff and amount of capital. (Movement Research & Consulting, 

2002). 

 

On a market with hard competition the consumers have many products to choose 

among. Therefore it is important for the retailers to focus their effort on attracting and 

keeping consumers. A way to do this is to create long term consumer value. Research 

shows that consumers usually buy certain products from certain shops. Findings of this 

kind show that consumers look for offers in certain categories and often select the 

retailer with the best availability of such offers. The pressure increases on retailers to 

differentiate them. They need the consumers to associate their shop with shopping 

products from a certain category (ACNielsen, 1992).  

 

According to ACNielsen (1992), there are specific benefits of using Category 

Management for the supermarkets. Two of the benefits are: the rise of the supermarket’s 

awareness of consumers’ needs and the change of their business strategies. Further this 

will make the supermarkets more consumer oriented. The idea is to make the retailer 

use consumer preference as a guide when dealing with issues such as: what products to 

carry, in what quantities, at what prices, with what shelf space, at what location in the 

supermarket and what kind of promotion to use. 
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Reflections 

According to the literature Category Management has been called a consumer oriented 

concept, but we doubt if the consumers really gain much from it. Instead we assume the 

retailer’s use of Category Management makes the consumers buy more and through that 

the retailer makes more profit. For example there is a possibility that the consumers 

come out of the supermarket and find out they bought more than they planned. The 

consumers planned to buy coffee, but also bought the biscuits which were placed next to 

it. This was just one unplanned purchase in one category. What if this happens in more 

categories, do they still feel satisfied or perhaps instead mislead? However categorising 

makes it easier for the consumers to shop, as they can find related products placed next 

to each other. It also makes it easier for the consumers to compare prices between the 

different brands. Further if the consumers want for example dark bread they find all of 

them at one shelf and do not have to look around at the whole bread department.  

 

According to the theories of Category Management supermarkets try to get consumers 

to associate their shop with at least one category. Is one category really enough to create 

long term consumer value? It might be, since as long as retailers get consumers to visit 

their supermarkets they possibly sell products from other categories too. At the same 

time they have a chance to show the infrequent shoppers, what has changed in the 

supermarket and what offers they have, to make them come more often. 

 

3.4 Categories 
According to the Category Management concept, the retailer should organise the 

business after product categories and optimise the profitability for each category 

(Persson, 1995). The difficulty lies in the definition of these categories, which is one of 

the most essential parts of Category Management. Without good category definitions, 

Category Management will hardly work. There might be differences which products the 

retailer itself, the manufacturer, market research companies and the consumers see as 

belonging to one category. The retailer should consider all of these opinions, but the 

most weight should be given to the consumers’ perceptions (ACNielsen 1992). 

Blattberg and Fox (1995) even consider it of major importance that the categories are 

defined after the consumer’s demands. Moreover, ACNielsen as well as Blattberg and 

Fox agree that products that the consumer thinks about as substitute products should be 

categorised together. This can be illustrated with an example from ACNielsen: the 
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retailer might consider shampoo and conditioner as one category, the manufacturer 

might define them as two categories and according to research data many consumers 

either buy a combination shampoo or shampoo and conditioner separately. In this case 

the retailer should categorise all three products (shampoo, conditioner and combination 

shampoos) in one category, since they are all targeting the same consumer. However, 

this does not mean that products of the same category have to be on the same shelf. For 

example all different kinds of juice should be in the same category but not necessarily 

have to be on the same shelf. They could be placed on the shelves for dairy products, as 

well as in the cold food display and/or on the shelves with soft drinks (Lange & 

Wahlund, 2001). 

 

Food retailers have been dividing their products into categories even before the 

introduction of Category Management. The traditional way of categorising is different 

from how to categorise in the way of Category Management. The traditional way is to 

categorise after brands and manufacturers, while the new way of categorising is to 

divide the products from the view of the consumers. The categories consist of those 

products that the consumers perceive as belonging together. 

 

In addition categorising should be done after substitute products. Consumers do not 

only buy and consume products from one category. Most often they buy a mix from 

different categories. Therefore it is necessary for the retailer to take advantage of the 

connection between categories that might lead to increased sales in the supermarkets 

(Persson, 1992). According to Day, Shocker and Srivastava (1979) there are also 

surrogate products that might influence the consumer’s shopping behaviour. Hence the 

retailer has to consider that the consumer has a need that could be satisfied through 

several products from completely different categories. If the consumer e.g. wants 

something to eat between the meals, he or she can consider a fruit, a sandwich or a 

chocolate bar. 

 

Further ACNielsen (1992) recommends that in each category important subcategories 

should be identified. It often happens that one or more subcategories perform 

completely different from the rest of the category and significantly change the 

performance of the whole category. A retailer could e.g. have a category paper 

including the subcategories toilet paper, napkins and paper towels and each of these 
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subcategories has its own distinctive set of merchandising and promotion dynamics. 

The retailer therefore has to look at the market trends that affect each subcategory, how 

the whole category is affected by each subcategory and the effect subcategories might 

have on other categories. 

 

After defining categories and subcategories the retailer has to decide which marketing 

role each category should have. Here the retailer has to take the corporate mission and 

image, overall marketing and financial objectives into account. The role of the 

categories should especially fit in the overall picture and image of the supermarket. By 

using research data the retailer should answer the following questions for each category: 

Is the category an image enhancer? Is it a traffic or sales builder? Is it a profit builder? 

Finally the retailer has to consider how to position the categories in the supermarket 

compared to its competitors. Here the retailer has to assess the category’s market share, 

volume, short-term and long-term growth possibilities and in which categories the 

retailer has an advantage/ disadvantage over its competitors (ACNielsen 1992). 

 

Regarding a study from McKinsey (Reinhold, T., 2004) about the German retail market 

German consumers prefer the limited and clear store assortment of discount stores. 

McKinsey states that the consumers do not want to have to choose between e.g. 32 

different kinds of toilet paper, two kinds are enough. Therefore McKinsey recommends 

that also regular supermarkets should reduce their amount of products and make the 

shelf layout clearer.  

 

Reflections 

The supermarkets measure their profitability according to how saleable the different 

categories are. The most saleable categories get the most space, staff and financial 

resources. This means the main part of the consumers will perceive the categorising as 

something good, because then their favourite products, that they use to buy, will always 

be well supervised and always be in stock. Nevertheless, the other part of the consumers 

that do not usually buy the most saleable products will probably miss the products that 

have been taken away. This might make those consumers to shop in another 

supermarket to be sure to get the desired product. Therefore it is very important for the 

retailers to regularly look over sales data, because they will always need to have the 
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right products in the shelves. At the same time there might be consumers who are 

willing to pay more for a large assortment with more products to choose from. 

 

Category Management aims at an efficient assortment, but we believe it could be a 

disadvantage for the consumer if the retailer narrows down the categories too much, 

since this might lead to fewer products to choose among for the consumers. Moreover 

this might result in less price competition among the different brands and lead to higher 

prices for the consumer. On the other hand, as the McKinsey study shows, consumers 

might want fewer products to choose among, especially when looking for basic 

products. Of course one cannot compare the German food retailing industry to any other 

country in Western Europe: The competition is very strong, in no other country the 

market share of discount supermarkets is so high (more than 40 percent) and groceries 

are as cheap. Nevertheless we believe that also in Sweden and other countries 

consumers do not want to have to choose between 32 different kinds of toilet paper or 

25 different kinds of washing powder. So here we assume that Category Management 

would give the retailer an advantage over competitors. 

 

3.5 Category Manager 
To be able to deal with the categories as the theories suggest it is important to have one 

person i.e. a Category Manager responsible for a number of categories. In the retail 

industry the Category Managers should replace the traditional purchasers and the 

traditional merchandisers. Instead of being just negotiators or salespersons they are 

entrepreneurs who manage their categories as SBUs. According to ACNielsen (1992) 

the Category Manager is positioned at the headquarters of the retailer and is responsible 

for 10 to 20 categories. 

 

ACNielsen (1992) describes the ideal Category Manager as a totalist and a multi-tasker, 

who is proactive, organised and strategic. Besides the Category Manager should have 

knowledge of marketing, purchasing, merchandising, consumer orientation, cross-

merchandising, technology, logistics, operations and finance. Therefore it is essential to 

select the right people to work as Category Mangers to succeed with the implementation 

of Category Management. 

The function of the Category Managers is very broad. For that reason structures must be 

changed to assist them with their job. In theory the problem is solved by having teams 
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on both the manufacturer’s and the retailer’s side to support the Category Managers to 

manage their category. On the manufacturer’s side this should be an account team and 

on the retailer’s side a category team. It is quite vaguely described in the literature how 

such a category team should look. It is only stated that it should consist of all specialists 

needed to coordinate the flow of goods. Moreover it seems that in reality such teams are 

more common on the manufacturer’s side. One reason could be that the development on 

the retailer’s side is slower than on the manufacturer’s side. Another more obvious 

reason is the costs of such teams: while a normal manufacturer could have e.g. 150 

products, in 3 categories, with 4 brands, a supermarket could have more than 10,000 

products, in 80 categories, with 2,000 brands. This shows it is easier and less costly for 

the manufacturer to have teams that assist the Category Manager than for the retailer 

(Verra, 1997). 

 

In order to manage the category properly the Category Manager needs power to control 

the contacts with the teams and influence them in the direction desired. This means 

there should be minimised management layers where the employees have as much 

responsibility as possible. With this empowerment of the employees the Category 

Manager can have direct contact with other staff and they are able to decide together 

without the permission from higher levels of the management. Only important decisions 

which have a certain impact in terms of strategy, finance and other resources have to be 

discussed at higher levels. Another possibility to give the Category Managers enough 

power is to work with a plan that is accepted and imposed by higher management 

levels. The plan will give the Category Managers authority, since it will allow them to 

use the amount of resources as stated in the plan. (Verra, 1997). 

ACNielsen (1992, p.39) describes the function of a Category Manager as follows:  

"1. Buying and merchandising functions, including assortment, pricing, promotion, 

Space Management and inventory replenishment, must be integrated under - and 

managed by - individual Category Managers, 2. Category Managers must be given the 

freedom and authority to operate their categories like small businesses, developing 

strategic plans, overseeing their implementation, evaluating their progress, making 

appropriate adjustments, and being responsible for the results". 

Moreover it is very important to integrate the buying and merchandising departments in 

the retail organisation by having Category Managers. These Category Managers 
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combine the buying and the merchandising function for one category. This means there 

is no separation between the buying and merchandising department, which could 

otherwise wipe out the benefits of Category Management (Verra, 1997). 

 

Reflections 

In ACNielsen’s description the Category Manager is the perfect manager. In our 

opinion such a manager is rare or does not exist at all. Further it can be difficult for the 

former purchaser, who has been working with traditional methods for years, to change 

into the role of a Category Manager. However, in our opinion it might be good to have 

Category Managers who are responsible for specific categories since it is easier to 

control and to take decisions about the categories, if there is someone who feels 

responsible for the certain categories. Moreover we believe to have Category Teams for 

all categories could be a problem for the retailers since it would be expensive, since the 

retailers have so many categories in their product line. It could also lead to double effort 

and ineffective distribution of resources, if each category team has specialists with the 

same function. 

 

3.6 Cooperation between Retailers and Manufacturers 
When using Category Management the cooperation between the retailer and the 

manufacturer is important. In theory retailers could use Category Management without 

the help of the manufacturer by using in-house information and data from research 

companies. However, it would be far too expensive for the retailer to purchase all the 

information to manage categories properly. Moreover the load of information for the 

Category Managers would be too big, since they have not got the time to consider 

market trends and consumer trends for all of their categories and products. The 

manufacturer is better able to purchase the research data concerning its categories and 

products, for the simple fact that the manufacturer only produces a small number of 

products compared to the number of products the retailer sells. To give an example 

typical supermarkets in Sweden like “ICA Supermarket” or “Willy’s” sell at least 6,000 

products, and hypermarkets like “ICA Maxi” sell more than 30,000 products, in 

comparison even the largest food manufacturer in the world Unilever does not have 

more than 400 brands, which equals to around 2000 products (ICA Sverige AB, 2004; 

Axfood AB, 2004; Unilever, 2004). The manufacturer is a specialist on its products and 

can pass along information about consumer trends, new product developments, pricing, 
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merchandising, and marketing trends locally, nationally and worldwide. Further the 

manufacturers also know how their categories and products are selling in supermarkets 

of the respective retailer’s competitors, so the manufacturers can help to even out 

disadvantages and the retailer can sell the products better. Not only the manufacturers 

are able to give the retailers important information, also the retailers can provide the 

manufacturers with crucial information, e.g. scanner data. The manufacturers have a 

high interest in helping the retailers and through that influence the consumers, since 

more than 60 percent of the brand purchase decision is made in the shop (ACNielsen 

1992).  

 

Working together enables the retailer and the manufacturer to fulfil the consumer’s 

demands better, more quickly and at a lower cost. In other words sharing information 

and technology resource between manufacturers and retailers is much more cost-

effective than doing it alone. Nevertheless, the businesslike competition is still kept 

along the whole value chain. Negotiations about prices and other conditions will remain 

after the participants have implemented Category Management (Movement Research & 

Consulting, 2002). Retailers and manufacturers must begin to look at each other in a 

completely different way. They both must reorganise their businesses and start to 

integrate business functions and responsibilities and to create entrepreneurial Category 

Managers. In the traditional way the manufacturer communicated with the retailer 

through a sales representative and the retailer through a buyer. When following 

Category Management they use integrated communication instead. 

 

By using modern Information Technology (IT) systems retailers are able to gain more 

information about their consumers. The retailers have also gained greater power in their 

way of doing business with the manufacturer. They can now use scanning data to 

become more category focused. This gives the retailers the opportunity to make smarter 

buying decisions. Different kinds of electronic inventory systems allow greater control 

of the inventory and help retailers to use JIT deliveries (ACNielsen, 1992). The 

cooperation in the value chain creates better conditions since the retailer and the 

manufacturer have unique knowledge and competence. Working in a joint process is of 

advantage for both. The retailer is always the one that has the final responsibility for 

which category to choose for a product (Movement Research & Consulting, 2002). 
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Reflections 

The use of Category Management increases the cooperation between retailers and 

manufacturers, which enables them to share information. An example of this kind of 

information is market research conducted by the manufacturers. This is an advantage for 

the retailers because they are not able to conduct market researches for each product 

they sell in their supermarket. This means the manufacturer is the one who takes the 

costs, although the retailer is the one who makes the final decisions about what products 

to be included in a category, since they are the ones who deal with the final consumer. 

On the other hand the manufacturer gets information about the consumers’ needs and 

also gets an opportunity to sell its products through the retailer. In the end they both 

gain from the cooperation, but the retailer is the one who has more advantages of it, 

since its power increases and the retailer can take the final decisions about the most 

significant choices. 

 

However we doubt that the cooperation between the manufacturers and retailers always 

works as well as described in the literature. There might be conflicts between the 

interests of the manufacturers and the retailers: For example on the one hand a 

manufacturer wants to have a shelf with its famous brand close to the entry of the 

supermarket to increase sells of this brand. On the other hand the retailer wants to have 

this famous brand at a remote corner, so that the consumer has to go there and take 

other groceries on the way, hence increasing sales of other products. A typical example 

here is Coca-Cola, one of the strongest brands worldwide: If the soft drink can be found 

in a remote corner of the supermarket, the possibility that the consumer will go there to 

get the soft drink, and take other products on the way, is rather high. Further we guess 

that there must be a high level of trust between the two to exchange sensitive data like 

scanner data or market research studies. 

 

3.7 Implementation of Category Management 
Category Management is a continuous and ongoing process which cost both time and 

resources. Companies implement Category Management if they see a potential increase 

in at least one of the following: sales, profits or productivity. Important parts of the 

Category Management process are category learning and the identification of current 

trends (Dusek, 1999). To achieve the objectives of a certain category decisions have to 

be done regarding prices, merchandising, promotion and product mix (Arkader & 
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Ferreira, 2004). The real value of Category Management is in analysing the overall 

profitability and productivity of the category, identifying best practice solutions and 

applying micro marketing approaches to those solutions (Dusek, 1999). In the literature 

there are two main approaches developed by consulting companies to implement 

Category Management; one is recommended by The Partnering Group Inc. (1995) and 

the other one by ACNielsen (1992). The Partnering Group Inc. includes six components 

of Category Management in their approach, while ACNielsen uses a five step model.  

 

Reflections 

The approaches by Partnering Group Inc. and ACNielsen are both consisting of many 

guidelines, which explain precisely how to implement Category Management step by 

step. However we doubt that companies can always follow those guidelines without 

problems. We also wonder if companies really follow all steps to implement Category 

Management and if all steps are actually necessary. 

 

3.8 The Partnering Group Inc.  
Following The Partnering Group Inc.’s approach Category Management consists of six 

interrelated components. Two of them are considered essential and therefore core 

components, these are: business process and strategy. Beside the two core components, 

there are four enabling components: scorecard, information technology, organisational 

capabilities and collaborative trading partner relationships. 

 

Figure 3.1 The six Category Management Components 
 

 

 

 

 

 

 
 
 

Source: The Partnering Group, Inc.(1995) 
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3.8.1 Business Process 
The Category Management business process is a set of activities required to achieve a 

specified result for the trading partners and their customers. Through the whole process 

the consumer’s needs should be represented, as the consumer is the final judge. The 

business process strongly supports both the implementation and the development of 

Category Management and is measured, controlled and improved on a periodic basis 

(The Partnering Group, Inc.,1995). 

 

Figure 3.2          The Category Management Business Process 
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Category Definition: Companies that would like to adopt Category Management need 

to define categories from the consumer’s view as a first step (Hutchins, 1997). Category 

Definition is the selection of specific Stock Keeping Units (SKUs) that will be included 

in the category. This first step is the most supervised component of the business process 

(The Partnering Group, Inc.,1995). 

 

Category Role: The retailer together with its manufacturer defines the role or the 

purpose a category will play in the retailer’s total business (The Partnering Group, Inc., 

1995). Every category has a role depending on what function they fill. It can be a 

traffic-builder category, which means that it should attract customers to the shop, basic 

category or luxury category (Lindgren & Jacobsson, 1998). To define the role the 

retailer should also describe the desired state of the category and the role should be 

consumer oriented. Further, the role should have a coordinated attitude and it should be 

understandable. When defining the role, the retailer will deliver better consumer value 
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and will also maximise the return on resources invested (The Partnering Group, Inc., 

1995).  

 

Category Assessment: There is a need to determine the status of a category and its 

internal components, as sub-categories, segments, brands and SKUs. It is important for 

several reasons. For example it identifies the gap between the current and the desired 

state and it leads to more focused research and analyses, if appropriate. The assessment 

is divided into three parts:  

 

• Information acquisition: both the retailer and the manufacturer try to gain as 

much information as possible by discussing questions about the market share 

and benchmarks, the consumer’s buyer profile and purchase behaviour, the 

manufacturer’s share and efficiency and the retailer’s contribution and 

productivity.  

• Information analysis: the information acquired is being analysed. The 

information needs to be accurate and available.  

• Conclusions / implications: Categories need different kinds of analyses, but 

all of the analyses should primary give a better understanding of the 

consumer’s purchase behaviour. The whole assessment process is a 

collaborative process between the retailer and the manufacturer (The 

Partnering Group, Inc., 1995). 

 

Category Scorecard: The fourth step is Category Scorecard. The scorecard reflects 

both the desired and the current state and determines the target objectives. Further it is 

very important to develop an appropriate scorecard, since it measures and controls the 

progress against the target objectives, and therefore the performance of the category 

business plan. Another important issue is to make sure the strategies are being analysed 

so they fit together (The Partnering Group, Inc., 1995). 

 

Category Strategies: At this stage of the business process a strategy is developed to 

deliver the category a role and a scorecard. The Category Management business plan 

includes both marketing and product supply strategies. The strategies address how an 

individual company plans to purchase, distribute, market and service the category (The 

Partnering Group, Inc., 1995). 
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Category Tactics: The most important is to formulate the specific actions that should 

be taken to achieve the strategies chosen. This involves determining the best category 

assortment, pricing, promotion, shelf presentation, and product supply. The tactics need 

to be validated by analyses before being a part of the business plan (The Partnering 

Group, Inc., 1995). 

 

Plan Implementation: In this phase the potential benefits of the business plan are 

found, if the plan is implemented in a quality way. The key components of the 

implementation are approval process, assigning of responsibilities and scheduling. The 

approval process focuses on the capability of all trading partners to provide necessary 

resources to realise the business plan. The assigning of responsibilities refers to dividing 

the tasks that have to be done or things that have to be changed, for example authorising 

new products, resetting store shelves or discounting items. The scheduling refers to 

creating timelines and milestones for the tasks that are assigned (The Partnering Group, 

Inc., 1995). 

 

Category Review: The review is used to measure and modify the category’s progress 

on a time basis. It may be relevant to modify the plan, because they are based on 

assumptions about the expected business environment. When the conditions change the 

plan might not work out as it was supposed to. That is why it is important to do follow-

ups periodically. When changes are needed, they should be developed between the 

trading partners (The Partnering Group, Inc., 1995). 

 

Reflections 

We believe it might be hard for the retailer to categorise the products after the 

consumer’s view, as the theories suggest, since not all consumers have the same 

perspective and will see the same kind of products as one category. 

 

The theories also state that the retailer defines the category role, together with its 

supplier, but we believe it is possible that they define category roles independently or 

perhaps not at all. It might be that retailers have specific categories that perform e.g. as 

traffic builders. However, we believe that they do not go through every single category 

to make sure they all have a role to fulfil. 
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It might be much effort to assess the status of all internal components of a category. 

Therefore we wonder if retailers really look at all components of a category so closely. 

We agree that it is useful to get much information about the products and the 

consumers, but it might be too costly to get information for all products and it also 

might take too much time to go through all information. 

 

On the one hand we believe it is good to set target objectives by using a scorecard, and 

to have a strategy and tactics for the categories. On the other hand regarding the number 

of categories a retailer can have, it might be too complex to make such detailed plans 

for all categories. 

 

In our opinion it makes sense to review the categories, look at the progress and change 

the plan if necessary. Without a regular adaptation of the plan for a category, the 

category might not match the market conditions anymore. 

 

3.8.2 Strategy  
The second core component is strategy. It refers to the strategy retailers and 

manufacturers use in order to become competent in the practice of Category 

Management. It involves the overall framework to guide decision making in the 

business process. The companies that want to adopt Category Management make it an 

important part of their overall strategy. Category Management needs guidance from the 

top management, since it is a new way of doing business for the whole organisation and 

it requires leadership and investment. To make the concept work the retailers and the 

manufacturers need to manage categories as SBUs and not as SKUs. The categories will 

help to create better consumer orientation, make better decisions and improve the 

accountability.  

 

When the top management has decided that Category Management should be a part of 

the company, it needs a deployment plan. This plan is developed to bring it to reality. 

The deployment plan consists of the following components:  

 

• Motivation for change. The current state is described. It gives an account of 

where the company is doing badly and where it is winning. 
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• Definition of the desired future state. The deployment plan provides a clear 

picture of the desired future state that will be reached when the change to 

Category Management is made. To have a clear picture helps the company to go 

through the transition period.  

• Design the new systems and organisational structures. The design process starts 

with defining the work to be done in Category Management and the impact of 

this new work on the skills of the people responsible. The process also involves 

interaction with trading partners, the decision making authority made at different 

levels in the organisation, and finally on the rewards and recognitions that 

motivate the work.   

• Plan to implement. The plan includes transition design that ensures the 

organisation moves from the current state to Category Management in the most 

productive way. The plan also answers key questions concerning timing, 

methods and pace of change.  

• Implement plan. The actual implementation of the plan includes execution of 

necessary steps to institutionalise Category Management. This step of the 

deployment plan helps to stabilise the organisation and reinforce the new 

business practices. Further it focuses on new systems, reinforces desired 

employee behaviour, and generally allows the change to become the way the 

company does business (The Partnering Group, Inc.,1995). 

 

Reflections 

The theories state that Category Management decisions should be taken at the retailer’s 

headquarters. On the one hand we think it could also be possible that the different 

supermarkets take decisions by themselves, since they have the best information about 

their customers and their shopping behaviour. If the headquarters decides, there may be 

a lack of information about the supermarkets’ customers and therefore it is not able to 

deliver the consumers the best possible satisfaction. On the other hand it might be good 

for the supermarkets to get some guidance from the headquarters so they know what 

their possibilities are or what the headquarters suggests.  

 

Within the strategy there are many guidelines, which seem to be very basic. A company 

that is active on the market must already have a strategy plan and therefore know about 

these steps, since they are not very specific for the use of Category Management. 
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3.8.3 Scorecard 
One of the four enabling components is the scorecard. When companies introduce 

Category Management they need new measurement systems too. The scorecard is a 

measurement tool which helps to control the progress of category business plans. It also 

helps to improve the planning and the decision making and further serves as a basis of 

reward and recognition. The redesign of the company’s scorecard can be made in four 

steps.  

 

• First it is necessary to use a set of guiding principles. The scorecard needs to be 

in accordance with the company’s overall mission, goals and strategies. The 

scorecard can be used as a communication tool to help clarify an organisation’s 

constancy of purpose and direction. The scorecard should have a balanced mix 

of measures reflecting three important perspectives: the consumer, the company 

and its manufacturers. Examples of measures can be operational, profit and 

return on investment. It is essential to have understandable and accurate 

measures; else the measure will have little impact on decision making.  

• The second step is designing the system to generate and manage the scorecard 

measures. To capture new measures may require many significant resources.  

• The third step is to decide what hardware, software and database technology is 

needed to support the scorecard and accompanying system.  

• The final step is to align all components, the scorecard, the accompanying 

system and the supporting technology, with the company’s reward and 

recognition program. The purpose is to reward managers in proportion to their 

performance of the new measures.  

 

The category scorecard is the tool that makes Category Management possible. By 

following the scorecard principles and the key steps a company can develop a new 

scorecard that places its strategies and customers at the centre of attention and drives the 

management towards these (The Partnering Group, Inc., 1995). 

 

Reflections 

When a company introduces a new concept, there is a need for a new measurement tool. 

However a scorecard is already used by many companies and is not specific for the use 
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of Category Management. Nevertheless, we think it is probably a useful help when 

evaluating the company’s position and its future direction. 

3.8.4 Organisational Capabilities 
To make Category Management work properly a traditional functional organisation is 

not adequate, since it has the following disadvantages: 

 

• The retailer has the difficulty to focus on consumer value because no one is 

responsible for the whole process that realises business goals at the category 

level. 

• There is no clear overall responsibility and accountability for category 

performance, e.g. one person might be responsible for planograms, another 

for the promotional plan etc. 

• Departments are not working together, but for their own benefits.  

• The buying and merchandising departments are separated, i.e. there are few 

or no coordination of the activities. 

• There are several persons/ departments at the retailer each in contact with 

different people at the manufacturer, which results in inefficiency and slow 

response to changes in consumer trends.  

 

For these reasons there is a need to change the entire organisation to a process-based 

organisation to better support the Category Management business process. In this form 

of organisation Category Managers are responsible for the categories; the organisational 

structure makes the integration of buying and merchandising activities possible and also 

facilitates the cooperation with manufacturers. Moreover multifunctional interface 

teams should be used, to help to manage the interaction between the manufacturer and 

the retailer. In order to realise these organisational changes throughout the organisation, 

there is a need for a visible, constant commitment and ongoing proactive support of the 

top management (The Partnering Group, Inc., 1995). 

 

Reflections 

We agree that there are disadvantages of the traditional functional organisation the 

Partnering Group Inc. mentions. The disadvantages have in common that they refer to 

inefficiency. The problem is too many people are involved in the process and that they 

do not communicate or cooperate enough. It seems to be a good idea to have one 
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Category Manager or set up a team to solve that problem. However, we wonder if the 

retailers really have to change all the functions in their organisation to use Category 

Management or if they can be more efficient through only changing some functions. 

 

3.8.5 Information Technology 
Category Management is an information driven process for analysing, planning and 

execution of category business plans across functions. Therefore there is a need of data 

and systems that support the fact based decisions of Category Management and improve 

business process productivity. That is what this enabling component, Information 

Technology, refers to. It should provide the following: 

 

• Computing and communications infrastructure. This refers to the computer 

hardware and software needed to run a computer system and wide area 

network/local area network.  

• Data infrastructure. This refers to the data for Category Management. The 

weekly/daily item level price and movement data by individual supermarkets 

are basic for this purpose. Typical data for Category Management may be: 

Warehouse; inventory, Point-of-Sale; scanning of products, Competitive 

pricing and Space Management information.  

• Decision support systems. This refers to the importance of presenting the 

correct information at the correct time in the correct form to the correct user 

to facilitate proper decision making.  

 

Reflections 

The described Information Technology systems are also common in companies that do 

not use Category Management, i.e. it is nothing exceptionally used for Category 

Management. Nevertheless, we understand that it seems to be absolutely necessary to 

have an IT system to use Category Management successfully. 

 

3.8.6 Collaborative Trading Partner Relationships 
This enabling component refers to the synergy created when trading partners collaborate 

to maximise their unique resources and perspectives for a common objective; delivering 

superior consumer value more profitably. This component is the human “glue” that 

binds all of the other components together and allows them to work. Some principles 
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that allow collaborative trading partner relationship to grow between a retailer and a 

manufacturer are:  

 

• The consumer is the common focus. 

• They have mutually agreed on objectives, strategies, tactics and scorecard 

measures. 

• Rewards support collaborative business goals. 

• Relationships and trust are earned, not given. 

• Information sharing is essential. 

• Neither trading partner has all expertise for Category Management to succeed.  

• There is a win-win-win situation; retailer, manufacturer and consumer win. 

• There is multifunctional access and communication between the retailer and the 

manufacturer. 

• There is openness to change traditional attitudes and relationships.  

 

The collaborative relationship develops over time as experience, confidence and trust 

grow between trading partners.  

 

Reflections 

We agree that in order to make Category Management work there is a need for trust 

between the retailer and the manufacturer. This trust is important through the whole 

process even if it is difficult at the beginning when the partners do not know each other 

well, but if it is a good relationship it will grow stronger over time. Trust is needed so 

the partners are willing to share information and the right decisions can be made. When 

all partners are convinced that Category Management optimises their businesses they 

probably feel motivated enough to cooperate. 

 

3.9 ACNielsen  
Category Management is an evolutionary process that can take several years to be fully 

put into practice. Although it does not mean the retailer has to wait that long to start 

implementing Category Management. The most important issue is that the retailer has 

made fundamental changes in the organisation, such as integration of business functions 
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and responsibilities and selection of Category Managers. According to ACNielsen 

(1992) there are five stages of Category Management: 

 

1. Reviewing the category 

2. Targeting consumers 

3. Planning merchandising 

4. Implementing strategy 

5. Evaluating results 

 

Category Management is a circular, long term process and not a linear short term 

process. Each of the five stages should flow naturally into the next stage. This allows 

retailers and manufacturers to adjust quickly to marketplace changes. 

 

Reflections 

It is convincing that ACNielsen says that the Category Management process is a long 

term process, since we also think that such a complex and fundamental change in 

management needs time and cannot be done from one day to another. Moreover it 

seems to be logical to see Category Management as a circular process, because the 

environment especially consumer trends change constantly; hence there is a need to 

adapt to these changes.  

 

Nevertheless we doubt if retailers exactly follow all these steps. They might be 

working with other consulting companies that recommend other steps or even if they 

are working together with ACNielsen they might have changed the process in practice 

so it fits better to their way of doing business.  

 

3.9.1 Reviewing the Category 
In the process it is of major importance to rely on an information system that combines 

internal scanning data with a manufacturer’s expertise. The internal scanning data can 

provide concrete and historical chain wide statistics on what items were sold, in what 

quantity, when, where and for what price.  

 

The manufacturers’ expertise can guide the Category Managers to determine why 

products were sold and to assess the potential of new products and marketing strategies 
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by relating the performance of a category to pricing, promotion, advertising and 

historical trends within a category. Some of this data, the retailer could develop 

independently without the help from a manufacturer, but most retailers find that it is 

much more efficient and cost effective to cooperate with a manufacturer that can 

provide critical information about the market that the retailer does not have.  

 

To examine internal and external resources is crucial at every stage of Category 

Management, but it is especially important during the category review stage. It enables 

the Category Manager to analyse the history of a category and to answer important 

questions about the market and the specific category’s performance. Some of these 

important questions are: What is the market share in this category? Which products are 

hot? Which are not? Which subcategories are significant? How does promotion affect 

the performance of specific products and the category as a whole? How is the 

category’s product mix, pricing, shelf-space allocations, promotion and location within 

the supermarket compared to competitive categories? (ACNielsen, 1992). 

 

Reflections 

It seems reasonable to analyse the performance of different categories and try to 

optimise them, because if the retailer has sought after items in the supermarket and gets 

rid of products that are unpopular, the retailer will be more profitable. We suppose the 

crucial part is to decide which products to carry in one category and to project 

consumer trends correctly. This could be difficult since the retailers can be reacting at 

the wrong time (too early, too late) or they might interpret the data incorrectly. 

Moreover we assume it can be very costly to analyse the performance of all categories 

in detail. This might mean the retailers are also dependent on data from the 

manufacturers and hence are dependent on their trust and support. 

 

3.9.2 Targeting Consumers 
After the Category Managers have answered the questions above, the next step is to 

identify their target consumers. This can be done by identifying demographics, 

lifestyles and purchasing behaviour of consumers in the supermarket’s trade area. 

Further the Category Manager needs to gather data about these consumers’ income, 

education level, employment, family size as well as data about what they purchase, 

where, and how often and how they respond to promotion. It is important that the 
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Category Managers can use consumer databases and computer systems to collect this 

kind of information. Before the Category Managers are ready to target the right 

consumers they also have to know: What type of outlets they shop at? How often? How 

much money do they spend on each shopping trip? How many items do they purchase? 

Are they brand-loyal? What sizes do they prefer? How important is pricing for them? 

How does promotion affect them? Do they use coupons?  

 

After a serious gathering of these data, the Category Managers have a chance to target 

the right consumers which means those who stand for the greatest percentage of sales 

and profits in their categories. Now the Category Manager is ready to target each group 

with customised product assortment, pricing, promotion and shelf allocation to meet 

their needs and to increase the supermarket’s traffic (ACNielsen, 1992). 

 

Reflections 

By targeting on consumers of a supermarket’s trade area the supermarket will probably 

sell more and thus be more profitable. However it also applies it could be difficult to 

interpret the data correctly and conclude from demographic data what kind of products 

the supermarket should carry. Probably it is very costly to analyse this kind of data in 

detail. On the contrary, there are very successful discount supermarkets in Europe, 

which do not adapt to the consumers of a supermarket’s trade area e.g. Lidl and Aldi. 

They only have variations in store assortment between different countries. 

 

3.9.3 Planning Merchandising 
This third stage involves strategic marketing of the category and construction of 

financial plans to achieve the sales and profit goals for the category. It is important that 

these marketing and financial plans are based on the category’s strategic role within the 

company. Computer systems are the greatest help to test various pricing, 

merchandising and promotion scenarios. Through these systems the Category 

Managers can also project whether they can meet the goals set for the category in areas 

such as sales volume, profit and marketing share. An example of this kind of computer 

systems is a price simulation program that enables the Category Managers to compare 

their prices, by item and brand with the competitors’. Another system, a promotion 

planning program, can help the Category Manager to project the potential effects of 

different promotion. These programs integrate historical data and details of individual 
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promotion such as the amount of price reductions, placements of displays, and the 

customers’ use of coupons. An example of this is when the Category Manager wants to 

promote a product of a particular size, with the help of the program the Category 

Manager can determine whether the promotion would reduce sales of another brand or 

would affect only the other sizes of the brand being promoted. Shelf Space 

Management programs are other important tools for the Category Managers. These 

programs enable them to develop shop specific planograms for individual categories 

based on the retailer’s marketing, operational and financial guidelines, as well as store 

level demographics. These programs can also ensure that the right products will be in 

the right supermarkets, in the right quantities, at the right time and in the right shelves. 

It gives the Category Manager an opportunity to reduce the great amount of hours and 

tasks that would have been used by doing it manually (ACNielsen, 1992).  

 

Reflections 

Computer programs can be a great help for planning, testing and predicting 

merchandising and promotion. However, one should always question results achieved 

from computer programs, since one should be aware that results are dependent on the 

quality of the input. Moreover, predictions are seldom entirely correct and can be 

completely wrong. Therefore we believe it is important that the Category Managers are 

experienced enough to draw their own conclusions. 

 

Finally if computer programs are in fact able to ensure that the right products will be in 

the right supermarkets, in the right quantities, at the right time and in the right shelves, 

this would be perfect JIT logistics. This would mean very efficient logistics for the 

retailer. However a computer program is not enough to ensure this kind of logistics, it 

depends on many more factors e.g. on the manufacturers’ transportations and 

deliveries. 

 

3.9.4 Implementing Strategy 
The first three stages of Category Management take place at the company’s 

headquarters while the fourth stage, implementing strategies involves both 

headquarters’ staff and employees at individual supermarkets. At this stage the 

Category Manager communicates with specialists at the specific supermarket. 

Important issues are their product mix, pricing, merchandising and promotional tactics. 
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This stage is crucial in Category Management and therefore it is of major importance to 

communicate clearly with the supermarket’s managers and employees. If they do not 

know about and follow the implementation plans, the Category Management 

performance could fail at this stage. To make sure it does not happen, the Category 

Manager must establish a system with routinely deliveries of the tactical details of the 

plans for a category, to the individual supermarket. These plans should include 

merchandising plans, planograms, advertising plans, promotion plans, price 

instructions, shelf labels and stocking instructions. It is important for the Category 

Manager to establish strong relationships with store managers and to obtain feedback 

continuously (ACNielsen, 1992). 

 

Reflections 

We agree that it is important that the Category Managers communicate their plans, 

strategies and goals clearly, so that the responsible employees in the supermarket 

understand what they are doing and why they are doing it. However this presupposes a 

certain degree of trust between the employees in the supermarkets and the Category 

Manager. Otherwise the responsible employees could feel, that they are only taking 

orders from the headquarters and therefore do not feel fully committed.  

3.9.5 Evaluating Results 
The fifth stage is about how to react on different kinds of changes in the marketplace 

and to evaluate the results of Category Management. During this stage the Category 

Managers measure the results of the merchandising and marketing plans and compare 

them with the sales and profit goals they have set up. They also need to compare the 

results with the competitors’ performance. When this is done, they will find out if they 

have fulfilled their objectives and if not ask why. Questions to ask then are e.g.: Has the 

strategic plan not been implemented properly? Has a new promotion launched by the 

competitors damaged their business? Is it the right shelf allocation? Are prices too high? 

After answering these questions, the Category Managers must adjust their tactics 

quickly to be back on track. 

 

Finally it is important, as earlier mentioned, to understand that Category Management 

is a circular process where all stages will be reviewed over and over again. This allows 

retailers and manufacturers to adjust quickly to marketplace changes (ACNielsen, 

1992). 
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Reflection 

We think it is always important to evaluate the effect and the outcome of measures 

taken and to see if the planned goals were realised. Through this evaluation 

conclusions can be drawn how to continue and take new measures to achieve goals 

which have not been realised yet. On the other hand it might be difficult to interpret the 

data correctly to take the right measures to do better in the future. 

 

3.10 Comparison of ACNielsen and The Partnering Group 
The descriptions of Category Management from The Partnering Group and ACNielsen 

are very similar. However The Partnering Group describes the concept in much more 

detail than ACNielsen does. First of all we will look closer at the most important 

similarities between the two approaches: 

 

Both The Partnering Group and ACNielsen state that products should be categorised. 

They emphasise that categories should be defined from the consumer’s point of view 

and managed as SBUs. This includes that the profitability is measured after categories. 

Category Managers are responsible for the categories and take the decisions for the 

categories from the headquarters.  

 

Moreover both agree that strategic decisions should be made at the headquarters. 

Additionally the Partnering Group emphasises that there is a need of commitment and 

guidance from the top management, when implementing Category Management. 

Especially The Partnering Group believes that every category should have a role in the 

retail company. ACNielsen also mentions a category role but does not emphasise it as 

much. Both agree that the categories must be reviewed regularly to see if the intended 

goals were reached and if necessary Category Managers must take measures to adapt to 

changed market conditions.  

 

They both explain that Category Management is hardly working without a close 

cooperation between the manufacturer and the retailer, especially trust is important 

between them to make it possible to exchange sensitive data. Both recommend focusing 

on the consumer in order to use Category Management successfully; one essential part 

of this focus is to place products in the supermarket (Space Management) so that the 

consumer is satisfied (can find everything) and at the same time so that the retailer takes 
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advantage of the consumer’s shopping behaviour. This includes optimising the 

categories’ potential, which results in more profitable categories and easier purchase 

decisions for the consumers.  

 

When it comes to the organisation of the retail company both consulting companies are 

of the opinion that there is a need for major changes for a successful use of Category 

Management. Especially that the Category Manager replaces the traditional purchaser 

and merchandiser, and that the merchandising and the buying department work either 

closely together or are even integrated. There is no doubt that both approaches 

emphasise that supporting IT systems are absolutely necessary when using Category 

Management.  

 

The Partnering Group and ACNielsen state that the implementation of Category 

Management is a long term ongoing process. Further ongoing evaluations of the 

outcome are important in order to adapt to changing conditions and take the necessary 

measures. 

 

Finally we want to highlight some main differences between the two approaches, which 

we find important: 

 

The Partnering Group Inc. stresses the importance of using a scorecard for Category 

Management. In contrast ACNielsen never mentions such a scorecard. ACNielsen 

points out that the retailer should make the consumer to associate their supermarkets 

with products from a certain category. Moreover ACNielsen states that all responsible 

employees in the supermarkets should be informed about the process. On the contrary 

The Partnering Group Inc. does not include such a recommendation in their concept 

(The Partnering Group, Inc., 1995; ACNielsen, 1992). 

 

3.11 Outcome of Category Management 
The benefits to implement Category Management are many. ACNielsen (1992) 

mentions the following: first and foremost the concept heightens the retailers’ 

awareness of consumers’ needs and brings a consumer oriented focus to the retailers’ 

business strategies. Category Management also improves the asset management by 

enabling the company to manage the product mix, shelf space, inventory and capital 
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more effectively. The decision making and the responding to changes in the 

marketplace can be made faster when using Category Management. Advertisement and 

promotion can also be improved with the help of Category Management, since the 

retailers can identify and capitalise on cross merchandising and cross promotional 

opportunities between categories. An example of such cross merchandising is beverages 

and snacks. Additionally the return on information and technology investment can be 

maximised and internal management and coordination can be improved. These 

advantages together with the consumer focus help to increase the company’s sales and 

profits. 

 

Arkader and Ferreira (2004) also mention positive outcomes of Category Management. 

They made a research in Brazil and their result was that the retailers tend to perceive 

more results in terms of marketing than results in buying or logistics. The retailers saw 

results in terms of Space Management, improved product displays, and consumer 

service which led to improved profitability. Other improvements their retailers 

mentioned were better knowledge and exploration of interrelationships among 

categories, the significant reduction in product mix and better demand planning which 

led to smaller inventory costs. The retailers also highlighted an increase in turnover and 

gross margins.  

 

Most researchers of Category Management agree that implementing the concept results 

in an improvement of functions and increase the retailers’ profit. However, there are 

some pitfalls when implementing the concept. Dussart (1998) states Category 

Management changes are not always positive for the consumer, because they limit the 

product choice to the most profitable items. There can also be a problem if the 

consumers misunderstand the category role and then complain that they cannot longer 

find what they are looking for. Arkader and Ferreira (2004) who mentioned many 

positive outcomes also take into account some obstacles. For example they remark that 

there might be a lack of commitment in the top management, a mismatch between 

evaluation metrics and category objectives, lack of periodical review of category plans, 

potential tensions between retailer and manufacturer and mistrust in the exchange of 

information with the manufacturers.  
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This research made in the US shows that the use of Category Management has a 

positive outcome in several areas.  

 

Reflections 

There are always many factors to consider when implementing new business strategies 

and some have shown to be a waste of time, effort and resources. Therefore this should 

also be considered when implementing Category Management. However, taking earlier 

made research into account it seems as if the possibility to get a positive outcome after 

implementing Category Management is high. 

 

3.12 Summary of the Theory Part 
Category Management was introduced in the US grocery industry at the beginning of 

the 1990’s. It was introduced to overcome the problem with stagnating consumption, 

the hardening competition and the oversupply of products, services and shop space. 

Category Management is an element of Efficient Consumer Response, a strategy to 

make retailers and manufacturers work together to offer quick and efficient response to 

consumers’ needs. Category Management focuses on the profitability based on the 

whole category instead of the profitability of just a single product. The products are 

grouped into categories from the view of the consumers. By optimising categories, the 

assortment on the shelves better reflects the specific needs of the consumers. This 

means a better service to the consumer, more consumer satisfaction and thus an increase 

in sales for the supermarket. However, if the retailer narrows down the categories 

heavily this might lead to fewer products to choose among for the consumer. This is 

negative for the consumers if it results in less price competition among the different 

brands. Besides they might be willing to pay for many choices.   

 

The definition of the categories is one of the most essential parts of Category 

Management. Without good category definitions, Category Management will hardly 

work. Further the consumers do not only buy and consume products from one category 

most often they buy a mix from different categories. Therefore it is necessary for the 

retailer to take advantage of the connection between categories that might lead to 

increased sales in the supermarkets. After defining categories the retailer has to decide 

which marketing role each category should have. The role of the categories should 

especially fit to the overall picture and image of the supermarket.  
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In Category Management cooperation between the retailer and the manufacturer is 

important. The manufacturer is a specialist on its products and can pass along 

information to the retailer about consumer trends, new product developments, pricing, 

merchandising, and marketing trends. The retailer can provide the manufacturer with 

crucial information, e.g. scanner data. For these reasons working together enables both 

the retailer and the manufacturer to fulfil the consumers’ demands better, more quickly 

and at a lower cost. However we doubt that the cooperation between the manufacturer 

and retailer always works as well as described in the literature. There might be conflicts 

between the interests of the manufacturer and the retailer.  

 

The supermarkets measure their profitability according to how saleable the different 

categories are. The most saleable categories get the most space, staff and financial 

resources.  

 

Retailers who use Category Management also have Category Managers. They should 

replace the traditional purchasers and the traditional merchandisers. Instead of being 

just negotiators or salespersons they are entrepreneurs who manage their categories as 

SBUs. The literature description of the Category Manager is the perfect manager. In our 

opinion such a manager is rare or does not exist at all. Further it can be difficult for the 

former purchaser, who has been working with traditional methods for years, to change 

into the role of a Category Manager. 

 

Category Management is a continuous and ongoing process which costs much time and 

resources. Companies implement Category Management if they see a potential increase 

in sales, profits or productivity. In the literature there are two main approaches to 

implement Category Management. One is recommended by The Partnering Group Inc. 

(1995) and the other one by ACNielsen (1992). The Partnering Group Inc.’s approach 

consists of six interrelated components: Business process, Strategy, Scorecard, 

Information Technology, Organisational capabilities and Collaborative trading partner 

relationships. According to ACNielsen (1992) there are five stages of implementing 

Category Management: Reviewing the category, Targeting consumers, Planning 

merchandising, Implementing strategy and Evaluating results. However, we doubt that 

retailers can always follow those approaches without problems, and the question is if all 

steps are actually necessary.  
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There are both benefits and pitfalls when using Category Management. Some benefits 

are: higher awareness of consumer needs, more effective management of products and 

shelf space, faster decision making and respond to changes. Some pitfalls are: limitation 

of product choice, lack of commitment in the top management and potential tensions 

and mistrust between retailers and manufacturers.  



 45

4 A Model for the Use of Category Management 
 
In the fourth chapter our own model is introduced. First the ten statements which our 

model consists of are presented and the importance of them is explained. Finally our 

own Category Management model is illustrated. 

 

The use of the concept Category Management was introduced at the beginning of the 

1990’s in the US retailing business. Consequently it is a rather new strategy for retailers 

to use when doing business. As we have shown in the previous chapters, most of the 

literature was written in the US by different consultant companies. After exploring the 

existing theories we want to summarise the information and create a model. In this model 

we want to clarify the most common and important characteristics of the use of Category 

Management and find out if the theories about Category Management fit to how food 

retailers in Sweden use the concept, or if they perhaps do not use it at all. We believe the 

model can explain Category Management in a comprehensible way.  

 

After comparing the two main concepts, from Partnering Group and ACNielsen it was 

possible to summarise the most important issues from the theories and to create a number 

of statements. The ten statements we created and believe are the most significant for the 

use of Category Management, will be explained. 

 

1. A process for managing product categories as Strategic Business Units  

To handle the categories as SBUs will help the retailer to create better consumer 

orientation, make better decisions and improve the accountability. These three issues 

should be in focus for the retailers which use Category Management. 

 

2. There is a need to categorise products 

Category Management is about to manage products through categorising in order to 

make it easy for the consumers to find the products they are looking for. Categorising 

also helps the retailer to handle the products. Further categorising makes it possible to 

take advantage of synergies between different categories.  
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3. Categories must be reviewed constantly 

Category reviews enable the Category Manager to analyse the history of a category and 

to answer important questions about the market and the specific category’s performance. 

This has to be done regularly to gain advantage of potential changes on the market and 

product trends.  

 

4. The main focus is on the consumers 

The main focus should be on the consumers since they make the buying decisions. The 

retailer should categorise the products after how the consumer perceives them; this 

should be found out by conducting consumer surveys. If the consumers can find easily 

what they want, they will feel more satisfied. Moreover the retailers can gain higher 

profits since they can sell more to the consumers.  

 

5. Profitability is measured after categories 

It is easier to get a better overall picture of the supermarket’s profitability when 

measuring after categories, since it gives more accurate information than to measure after 

departments. This enables the retailer to find out how saleable the different categories 

are. The most saleable categories get the most space, staff and financial resources. This 

means the main part of the consumers will perceive the categorising as something good, 

because their favourite products, that they usually buy, will always be well supervised 

and always be in stock. 

 

6. Category Managers are responsible for the categories 

Category Managers should replace the traditional purchasers and the traditional 

merchandisers and instead of being just negotiators or salespersons they are 

entrepreneurs who manage their categories as SBUs. This gives them the possibility to 

follow the category and its development the whole way from the purchase from the 

manufacturer, to the selling to the consumer.  

 

7. Space Management is an important part of the retailer’s strategy 

Space Management improves product displays and gives higher consumer service which 

leads to improved profitability. The importance lies in the fact that it is possible to 

increase a category’s sales through the location in the supermarket. The consumer service 
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is fulfilled through making it as easy as possible for the consumers to find the products 

they are looking for. 

 

8. Cooperation between retailers and manufactures is important 

Working together enables the retailer and the manufacturer to fulfil the consumers’ 

demands better, more quickly and at a lower cost. In other words sharing information and 

technology resource between manufacturers and retailers is much more cost effective 

than if both were doing it alone. It would be far too expensive for both of them to 

purchase all the information to manage categories properly. The manufacturer is a 

specialist in its products and can pass along information about consumer trends, new 

product developments, pricing, merchandising, and marketing trends locally, nationally 

and worldwide. 

 

9. The strategic decisions are made by the headquarters 

Category Management needs guidance from the top management, since it is a new way 

of doing business for the whole organisation and it requires leadership and investment. It 

is also more efficient to make overall strategic decisions at headquarters and be able to 

use them for similar supermarkets of the same retailer. 

 

10. It is necessary to use an information technology system 

Category Management is an information driven process for analysing, planning and 

execution of category business plans. Planning, testing and predicting merchandising and 

promotion are a major part of Category Management. Therefore there is a need to have 

IT systems supporting the fact based decisions of Category Management and improving 

business process productivity. Finally these kinds of systems are supposed to be a help to 

ensure that the right products will be in the right supermarkets, in the right quantities at 

the right time and in the right shelves. 

 

The constructed model is based on these ten statements. All of the statements are 

connected to the questions we asked in our interviews with the retailers. One part of our 

purpose is to investigate if food retailers in Sweden use Category Management and how 

food retailers perceive and apply this American concept in Sweden. 
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Figure 4.1 Category Management Model 
Agreement with the concept Category 

Management Statements 
Not at all Low Medium High 

1. A process for managing product categories as business 
units and customising them store-by-store, so as to 
meet consumers’ needs. 

    

2. There is a need to categorise products. 
     

3. Categories must be reviewed constantly. 
     

4. The main focus is on the consumer. 
     

5. Profitability is measured after categories. 
     

6. Category Managers are responsible for the categories. 
     

7. Space Management is an important part of the retailer’s 
strategy.     

8. Cooperation between retailers and manufacturers is 
important.     

9. The strategy decisions are made by the headquarters. 
     

10. It is necessary to use an Information Technology 
system.     

 

All of these statements for the model are valuated as significant for a high use of 

Category Management. It means only if the answers from the interviews agree 

completely with all statements, the conclusion that the retailer uses Category 

Management in every detail can be drawn.  

 

Each of the interviewed food retailers’ use of Category Management will be compared to 

the Category Management Model in the next chapter. To be able to decide to which 

degree the answers of the questions agree with each statement, there was a need to follow 

a plan with previously set questions (See appendix 1). The decision to which degree the 

statements agreed was based on the answers of the questions together with our 

interpretations of the discussions that followed the questions. Further for the statement 

concerning Space Management (no. 6) we took our own observations in the supermarkets 

into account. 

 

Firstly, the answers to the questions should decide if the statements agree to a low, 

medium or high degree. This was done through asking three questions to each statement. 
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The statements were valuated as follows: If none of the answers agreed we valued the 

statement to agree not at all. Further if only one of the answers agreed to the statement it 

was valuated low, if two answers agreed we valued the statement medium, and if all three 

answers agreed with the specific statement, the answers were valuated to agree to a high 

degree. To calculate the total percentage of agreement we counted zero points for the 

degree not at all, one point for the degree low, two points for the degree medium and 

three points for the degree high. The maximum amount of points possible was 30 which 

equalled 100 percent. However, the reader should keep in mind that this percentage 

should only be an indicator of the food retailers’ use of Category Management, since it 

does not have any statistical significance. 

 

Secondly, to decide if the answers of the questions agreed with the statement or not we 

used our own interpretation of the answers. In cases where it was hard to decide if the 

answer agreed or not we used the discussion that followed the questions and chose the 

degree we found most suitable.  
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5 Empirical Method 
 
In this chapter the empirical method is presented. The research strategy and sample as 

well as validity, reliability and generalisability are discussed.  

 

5.1 Research Strategy 
Following a deductive research approach we first reviewed the available literature about 

Category Management. Based on the parts of Category Management we found most 

important from the literature, we formed our own model of Category Management, 

which was summarised into ten statements. To test these statements on retailers we 

conducted semi-structured interviews, which included questions based on our 

statements.  

 

At the beginning of our work we started to look closer at literature and articles related to 

ECR and Category Management in order to get an overview and a better understanding 

of the subject. Since Category Management is a new business strategy, which emerged 

at the beginning of the 1990’s, the amount of literature available is limited. Moreover 

the concept is a tool of ECR and therefore a very specific subject. There is more 

literature available about ECR but Category Management is often just mentioned and 

the authors do not describe the concept in detail. Therefore we focused on the available 

literature about Category Management and based our theory framework mainly on three 

books: ACNielsen (1992), The Partnering Group Inc. (1994) and Movement Research 

& Consulting, (2002). One disadvantage of these books is that they are all written by 

consulting companies, which want to sell the concept Category Management. Therefore 

they are very positive about Category Management. There is almost no criticism of the 

concept to be found and only a few problems are mentioned. To get a more objective 

and critical view of the subject we also studied articles and research that has been done 

about Category Management in other countries, and took it into account for our theory 

chapter. Moreover we compared the results from these countries to our results from 

Sweden. 

 

We chose to do the research as a case study since it fitted well to our purpose. A case 

study is defined as: “a strategy for doing research which involves an empirical 

investigation of a particular contemporary phenomenon within its real life context using 
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multiple sources of evidence” (Saunders, p93). Further a case study answers the 

question ‘why’, which was also a part of our purpose, since we wanted to investigate 

why food retailers use Category Management. Our data collecting method included 

interviews. We chose interviews since we only had a small number of participants. The 

small number of participants was the consequence of focusing on the food retailing 

business in Sweden, where only four big food retailers exist. Another good thing with 

the choice of doing interviews was that it made it possible for us to have a discussion 

related to our questions and not just give the participants a questionnaire with closed 

questions. We also had the possibility to adjust the questions to the interviewee. 

 

Totally we conducted nine qualitative semi-structured interviews divided between both 

the headquarters level and the specific supermarket level. Hereby we wanted to see how 

much the managers of the single supermarkets knew about the strategy of the 

headquarters. Seven of the interviews were made face-to-face. Two were made over the 

phone since the offices of the interviewees where too far away. We chose to conduct 

two of the seven face-to-face interviews in the US at the supermarket level, since we 

wanted to investigate if there is a difference in the use of Category Management in the 

supermarkets in the US and Sweden. Moreover one of the authors had the possibility to 

travel to Baltimore in the US. We assumed that supermarkets in the US would use the 

concept to a higher degree than in Sweden, because Category Management was 

developed and first introduced in the US.  

 

First we sent emails to the companies’ customer services to get in contact with the 

person responsible for strategy questions. Later we phoned these people to tell more 

about our dissertation and to book an interview in case he or she was the right person to 

talk to. Two weeks before the interviews we emailed the questions to the interviewee. 

To each of our ten statements we had three questions we asked the interviewee. The 

questions concerned issues, which were important for us to decide if the specific retailer 

uses Category Management to a low, medium or high degree or not at all. 

 

The interviews started with some opening questions to find out if the interviewees 

believed that they used Category Management in their supermarkets and if the 

interviewees were able to define Category Management. In case the interviewee was not 

familiar with the term Category Management, we adjusted the questions by not using 
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the terminology of Category Management. Hereby the interviewees could understand 

the questions even if they were not aware of the concept and we could still investigate if 

they use the concept or not. We chose to interview one person at the specific 

supermarket and one person at the same food retailer’s headquarters. The food retailers 

we interviewed are the four largest on the Swedish grocery market, namely ICA AB, 

Axfood, KF and BergendahlsGruppen and the two largest chains in the US, namely 

Wal-Mart and Target. At the supermarkets we interviewed either the shop manager or 

the product manager and at the headquarters we interviewed the purchase manager or 

the Category Manager.  

 

To get a more objective view and not only trust the interviewees’ answers, we also 

looked around in the supermarkets and observed how the different products were 

placed.  

 

5.2 Sample 
Regarding to the literature the concept Category Management is mainly used in the food 

industry and we decided to concentrate our research on food retailers. There are only 

four large food retailing companies active in Sweden, which made it possible for us to 

contact all of them. However the German food retailer Lidl is a new player on the 

Swedish market, but since this retailer is extremely reluctant to give out company 

information of any kind; it was not possible for us to get an interview with this retailer. 

However, the four food retailers we interviewed have the majority of the market share 

with almost 70 percent of the Swedish food retailing industry. We were not sure if they 

use Category Management at all, but it was one of our objectives to investigate this. 

Hence, if they used something else we could evaluate their answers anyway and see if 

they maybe use a Swedish version of Category Management. To keep within our 

timeframe we chose one supermarket in our region belonging to each food retailer. 

Among the supermarkets in the US we chose two belonging to the largest food retailers 

in the US. The two supermarkets are located in Baltimore, Maryland, since one of our 

authors had the possibility to travel there. We also tried to get phone interviews with the 

American headquarters of Wal-Mart and Target, but both food retailers refused to help 

us. At the beginning of our research we also tried to get in touch with several 

headquarters of food retailers in Germany to get a more international view of the 

concept, but here our requests for interviews were denied as well. 
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The reason why we chose to ask questions to the local supermarkets too, even though 

Category Management is managed from the headquarters, was to investigate if the 

supermarkets know what kind of strategy they use and why they place the products like 

they do. Another reason was to make it possible for us to observe in the supermarkets if 

they really had categorised the products. In other words we wanted to see if the different 

products were placed after categories and not after brands. It is not possible for us to 

draw any conclusions about the local supermarkets since we only chose one out of 

many from each retailer. To be able to show statistical significance we would have had 

to ask more supermarkets which was impossible within our timeframe.  

 

Nine interviews were made: Six on the local level and three on the headquarters level. 

The reason why we only interviewed three of four headquarters was that the person we 

interviewed at Coop Forum had earlier worked at the KF headquarters and knew how 

their strategy was build up. Seven of them were face-to-face interviews and two were 

phone interviews. All interviewees were willing to share information with us and tried 

to answer all questions.  

 

5.3 Validity 
According to Saunders, Lewis and Thornhill (2003) when using semi-structured 

interviews validity refers to the extent to which the researcher gains access to their 

participants’ knowledge and experience. We are convinced we got access to the 

knowledge and experience of our interviewees. In Sweden it was not difficult to gain 

access. Most of our interviewees were unexpectedly open and some were really 

enthusiastic to tell us what they are doing. As we mentioned before it was difficult to 

get access to the American headquarters, but at the supermarket level it was possible. 

The interviewees in the US answered the questions but were not as enthusiastic and 

open as in Sweden. 

 

A second aspect Saunders, Lewis and Thornhill mention is the ability of the researcher 

to infer a meaning that the interviewee intended from the language that was used by this 

person. Most of the interviews were done in Swedish, i.e. that there can have been 

translation errors and in the worst case changes in the meaning. First we came up with 

questions to test our statements and after we had to translate these questions into 

Swedish for our interviews. In the end we had to translate the answers from the 
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interviews back into English. However since our questions were easy, there were 

probably only minor errors, which we can neglect. On the other hand in our view it was 

in fact of great advantage to be able to do most of the interviews in Swedish, since 

misunderstandings because of the language were almost impossible. The two interviews 

we had in the US were done in English, so the only source of error could have been our 

level of English, which we believe, was not the case. 

 

5.4 Reliability 
In general if using non standardised interviews there are always concerns about 

reliability, since for quality research reliability is concerned with whether alternative 

researchers would reveal similar findings (Saunders, Lewis and Thornhill, 2003). We 

believe our interviews are repeatable. We assume that our interviewees or other 

interviewees would have given similar answers to other researchers, because the main 

part of our interviews was focused on revealing facts and not opinions or beliefs.  

 

Saunders, Lewis and Thornhill (2003) mention four threats to reliability, namely subject 

or participant error, subject or participant bias, observer error and observer bias. 

Regarding participant error, we believe this might have been the case during our 

interviews, especially in the supermarkets. Sometimes the people we interviewed did 

not know anything about Category Management, although their company was using it. 

Moreover in one of the interviews we had the feeling the interviewee did not know the 

answers to some of our questions, but told us something he guessed only to satisfy us. 

However we think that these errors were of minor relevance, since we asked at least two 

people at every food retailer in Sweden and our model does not go into every detail.  

 

We do not believe our interviews were affected by subject or participant bias. On the 

contrary we were surprised how open our interviewees were and how much some of 

them told us as well as showed us. Most of them did not hesitate to tell us, as well as 

show us, things which we would have considered as company secrets and some of them 

were even harshly criticising managers from other parts of the company. 

 

We are aware that our interviews were probably not free of observer error, although we 

used similar questions; the discussions following our questions were adjusted to the 

interview. However this also means that we were very flexible during our interviews, 
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which gave us a chance to explore the methods of the individual retailer in more detail. 

We also did observations at the supermarkets to see if the placing of the products agreed 

with the answers of the interviewees. Further even if we tried to be as objective as 

possible, we had to interpret the results of our interviews, which make them partly 

subjective.  

 

5.5 Generalisability 
Saunders, Lewis and Thornhill (2003) claim semi structured interviews cannot be used 

to make generalisations about the entire population, since it is based on a small number 

of cases. In our study the main focus was on food retailers in Sweden. Since we had 

interviews with the four largest food retailers in Sweden our case study takes the 

majority of the Swedish food retailing industry (approx. 70% market share) into 

account. Even if we conducted a small number of interviews our interviewees at the 

headquarters knew if and how they used Category Management. We assume we would 

have got similar information if we had interviewed more managers at the headquarters. 

Therefore we believe we can state that we can make some generalisations at least for 

Sweden. However, since we conducted such a small number of interviews, we cannot 

be sure if the information we got from the interviewees was entirely correct. Moreover 

in our view in order to be really able to generalise, it would have been necessary to 

conduct many more interviews at the headquarters as well as more at the supermarkets. 

By that our research would have been more reliable, since we could have better 

compared and tested the answers from different employees of the same food retailer.  

 

Our findings might not be applicable in other countries, but since we also did some 

research in the US and compared our results to studies from other countries, we can 

claim we took an international perspective into consideration. 
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6 Analysis of Interviews 
 
In chapter six our interviews are analysed. The chapter starts with background 

information about the food retailing industry in Sweden and information about the food 

retailers we interviewed. In the second part the results of our interviews are presented 

and analysed.  

 

6.1 Industry Background 
The retail market in Sweden is well developed, with a small number of large chains 

dominating, particularly in the food retailing. The number of retail businesses and 

outlets has declined in recent years, with increased competition among large stores 

leading to the closure of small businesses in less populated areas. The share of retail 

sales for food was 46 percent in 2002, compared with 55 percent in the early 1990’s. In 

2002 total food retail sales amounted to an estimated US$22.19 billion, equivalent to 

9.7 percent of GDP. Although there was a downturn in private consumption growth in 

2001 in line with the weak economy, retail sales growth has remained robust since 

1997. 

 

Of the 55,168 retailers, around one-fifth were food retailers, including 3,305 

supermarkets, 90 hypermarkets, 402 discount stores, 1,905 convenience stores, 1,211 

independent grocers and 3,974 food specialists in 2001. Expenditure on food, beverages 

and tobacco accounted for 23.5 percent of total consumer expenditure in 2002, one 

percentage point less compared with the year 1998. 

 

Loyalty and store cards are increasingly being used as a way of strengthening customer 

loyalty and exploring shopping habits. Although there are exceptions, most of the large 

food and non-food chains have introduced some form of loyalty cards. 

 

The retail market in Sweden is dominated by three primarily Nordic players: ICA AB, 

KF Group and Axfood, which focus principally on the food market. In 2003 Germany’s 

Lidl chain of low-price supermarkets entered the Swedish retail market. With plans to 

invest heavily in the food market, the company is expected to emerge as a key player in 

the future. 
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Many international food companies, such as Unilever (US) and Campbell Soup (US), 

have made Sweden their centre for Scandinavian activities (Economist Intelligence 

Unit, 2004). 

 

Figure 6.1   Top Food Retailers by Market Share: 2002 

Company Sales in Sweden (US$ bn) Market share (%) food retailing 
ICA 7.40 33.4 
KF 3.75 16.9 
Axfood 3.69 16.5 
BergendahlsGr. 0.64 2.9 
Source: Economist Intelligence Unit, 2004 

 

Figure 6.2            Top Food Retailers by Market Share: 2002 

 
 

ICA 

ICA AB is owned to 30 percent by ICA Förbundet Invest AB, to 20 percent by Canica 

AS and to 50 percent by the Dutch food retailing giant Royal Ahold N.V. The ICA 

Group is an integrated food retail and wholesale group, servicing retailer owned and 

company owned neighbourhood stores, supermarkets, superstores, hypermarkets and 

discount stores in Sweden, Norway and the Baltic states. The company is the Nordic 

region’s largest grocery retail group. In Sweden it has been the market leader since 1966 

based on retail sales. In Sweden, the ICA Group, through its wholly owned subsidiary, 

ICA Sverige AB, operates as a wholesaler, servicing associated stores under the "ICA", 

"MAXI" or “NETTO” brand, all of which are operated and owned by individual 

retailers. The relationship between retailers and ICA Sverige is governed by various 

types of agreements, which involves that the retailer pays ICA Sverige a specific fee. In 
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exchange, ICA Sverige provides the retailers with various services, including e.g. 

marketing, format development and supply of goods. In addition, in some cases, the 

ICA Group owns or has rights to the store locations, which it leases to the retailer. 

 

The ICA Group store portfolio in Sweden in year 2003 consisted of: 

• 1061 ICA Nära neighbourhood stores with 4,000-6,000 products 

• 543 ICA Supermarket stores with 6,000-10,000 products 

• 126 ICA Kvantum large supermarket stores with approx. 12,000 products 

• 34 MAXI ICA Stormarknad hypermarkets with approx. 35.000 products and 

• 30 NETTO discount stores (joint venture with the Danish retailer, Dansk 

Supermarked). 

 

In 2003 ICA Sverige AB had a turnover of SEK 78 billion (US$ 11.11 billion) and 

employed 4,384 persons (not counting the staff in the shops) (Ahold, 2004; ICA Sverige 

AB, 2004) 

 

KF/ Coop  

KF (Kooperativa Förbundet) Group is the second largest retailer in Sweden, with sales 

of SEK 36.3 billion in 2002 (US$ 5.2billion). KF is a consumer owned cooperative 

chain and part of the recently formed Coop Norden, the result of a merger in 2002 

between KF, Sweden (42 percent), FDB, Denmark (38 percent) and Coop NKL, 

Norway (20 percent). KF Group operated more than 1,300 retail outlets in 2001. 

 

The largest part of KF’s business is made up by Coop Sverige AB (a wholly owned 

subsidiary of Coop Norden AB). Coop Sverige is responsible for around 60 percent of 

the total turnover of the cooperative Fast Moving Consumer Goods (FMCG) sector in 

Sweden. The remaining 40 percent is generated directly by a number of retail consumer 

societies (Coop Norden AB, 2004).  

 

Coop Sverige’s retail activities are run in 411 stores within the three chains: 

• Coop Konsum, with 355 stores is the biggest integrated FMCG chain in Sweden 

• Coop Forum, which is  Sweden’s biggest hypermarket chain with 43 hypermarkets 

• Coop Extra, a new retail concept within Coop Konsum, with 13 large stores. 
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Coop Sverige also includes functions for purchasing, logistics, marketing and store 

management. In 2003 Coop Sverige AB had a turnover of SEK 27.7 billion (US$ 3.95 

billion) and an average of more than 11,500 employees (Coop Sverige AB, 2004). 

 

Axfood  

Axfood AB is one of the largest food retailers in Scandinavia and listed on the stock 

market. It is active in Sweden and Finland. Operations in Sweden comprise Dagab and 

Axfood Närlivs (wholesaling) and the wholly owned supermarket chains Willy’s, 

Willy’s Hemma and Hemköp. The company is particularly strong in the discount 

segment through its Willy’s brand. The Axfood Group also works in close operation 

with independent grocers in Sweden through Spar franchise store concepts. Until 

recently, Axfood was a member of the Nordic buying group, United Nordic, together 

with ICA AB and KF Group. However, Axfood has now reportedly terminated its co-

operation with its Nordic partners in the purchasing alliance. 

Axfood AB’s turnover was SEK 33.6 billion (US$ 4.78 billion) in 2003 (in Sweden 

SEK 22.2 billion/ US$ 3.16 billion). The company had more than 8,500 employees in 

year 2003. 

In Sweden there are approximately 500 stores within Axfood, of which 214 are wholly 

or partly owned and the rest are run by independent grocers.  

Axfood´s brand strategy is based on the following store concepts: 

• Hemköp is a full-service concept, focusing on quality, health and environment, 

offering approx. 12,000 products. There are 86 Hemköp stores in Sweden. 

• Willy’s is the leading discount chain in Sweden with 83 stores, offering approx. 7,500 

products. 

• Willy’s hemma is Axfood's other discount concept, offering approx. 2,500 products. 

Willy’s hemma consists of 45 stores, all situated in neighbourhood areas.  

• The Spar chain consists of traditional grocery stores with a focus on fresh products. 

Spar consists of 130 stores nationwide, offering approx. 7,000 products per store 

(Axfood, 2004). 
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BergendahlsGruppen 

BergendahlsGruppen AB is a family owned company, which operates as a wholesaler 

and retailer, partly through its own subsidiaries and partly in cooperation with shops 

owned by retailers. The shops and the wholesaler together form BergendahlsGruppen, 

which altogether had a turnover of SEK 4.5 billion in 2003 (US$ 0.64 billion). The 

activity of the group is concentrated on south Sweden, where it has a market share of 

ten percent. The group has approximately 2,000 employees. The group runs 32 shops 

under the names AGs, City Gross and Eko and supplies more than 100 free retailers. 

Many of these free retailers are cooperating with the group, while the rest are totally 

free customers. All retailers are constantly offered a broad range of services, which 

include e.g. planning, shop design, product selection, marketing, and employee training 

(BergendahlsGruppen AB, 2004) 

 
Wal-Mart 

Wal-Mart was introduced 1962 in the US. Today Wal-Mart Stores, Inc. is the world's 

largest retailer, with US$ 244.5 billion in sales in 2003. The company has more than 1.3 

million employees worldwide through more than 3,200 facilities in the US and more 

than 1,100 units in Mexico, Puerto Rico, Canada, Argentina, Brazil, China, Korea, 

Germany and the United Kingdom. More than 100 million customers per week visit 

Wal-Mart stores worldwide. 

 

In 2003, the company had 1,494 Wal-Mart stores, 1,386 Supercenters, 532 SAM'S 

CLUBS and 56 Neighbourhood Markets in the United States. Internationally, the 

Company operates 11 units in Argentina, 24 in Brazil, 214 in Canada, 29 in China, 92 in 

Germany, 15 in South Korea, 611 in Mexico, 52 in Puerto Rico and 261 units in the 

United Kingdom (Wal-Mart, 2004).  

 

Target 

Target Cooperation was introduced 1962 in the US. Target Cooperation is a general 

merchandise retailer comprised of three operating segments: Target, Mervyn’s and 

Marshall Field’s. Target, a discount chain located in 47 American states, contributed 

with 86 percent of the 2003 total revenues. Mervyn’s, a middle-market promotional 

department store located in 14 states in the West, South and Midwest, contributed with 

seven percent of total revenues. Marshall Field’s, a traditional department store located 

in eight states in the upper Midwest, contributed with five percent of total revenues. The 
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cooperation has more than 280,000 employees and is America’s second biggest retailer. 

In 2003 Target had total sales of US $46.78 billion (Target, 2004). 

 

6.2 Results of Interviews 
We summarised the answers of the interviews and evaluated them with the help of our 

model. The complete answers of our interviews can be found in appendix 2. 

 

Figure 6.3  Results ICA Headquarters 
Agreement with the concept Category 

Management Statements 
Not at all Low Medium High 

1. A process for managing product categories as business 
units and customising them store-by-store, so as to 
meet consumers’ needs. 

   x 

2. There is a need to categorise products. 
    x 

3. Categories must be reviewed constantly. 
    x 

4. The main focus is on the consumer. 
    x 

5. Profitability is measured after categories. 
    x 

6. Category Managers are responsible for the categories. 
   x  

7. Space Management is an important part of the retailer’s 
strategy.   x  

8. Cooperation between retailers and manufacturers is 
important.   x  

9. The strategy decisions are made by the headquarters. 
  x   

10. It is necessary to use an information technology 
system.   x  

Agreement: 24 points of 30 = 80% 
Average degree of agreement: 2.4 
 
Reflections ICA Headquarters: 

Our results indicate that the ICA headquarters has a high agreement with our 

statements, i.e. the headquarters uses Category Management. This also agrees with our 

overall impression and interpretation from the interview. However there is a divergence 

in statement number nine. The reason for this is that ICA supermarkets are owned by 

individual retailers and do not have to follow the guidelines from the headquarters. The 

ICA headquarters uses many resources on planning, developing strategies and 
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conducting surveys on consumer satisfaction, but does not have the authority to force 

the individual supermarkets to use the concept. ICA has twelve Category Managers 

working with implementing and developing the concept. Consequently both the 

headquarters and some of the specific supermarkets put much effort and many resources 

on working with the same issues. We find this redundant work very inefficient. We 

believe the individual supermarkets should use the knowledge of the headquarters and 

follow its directives regarding Category Management, because it would be more 

efficient and could save many resources. 

 

Figure 6.4  Results ICA Maxi (belonging to ICA AB) 
Agreement with the concept Category 

Management Statements 
Not at all Low Medium High 

1. A process for managing product categories as business 
units and customising them store-by-store, so as to 
meet consumers’ needs. 

x    

2. There is a need to categorise products. 
 x    

3. Categories must be reviewed constantly. 
  x   

4. The main focus is on the consumer. 
   x  

5. Profitability is measured after categories. 
  x   

6. Category Managers are responsible for the categories. 
 x    

7. Space Management is an important part of the retailer’s 
strategy.  x   

8. Cooperation between retailers and manufacturers is 
important.   x  

9. The strategy decisions are made by the headquarters. 
 x    

10. It is necessary to use an information technology 
system.   x  

Agreement: 9 points of 30 = 30 percent 
Average degree of agreement: 0.9 
 
Reflections ICA Maxi (belonging to ICA AB): 

According to our model the ICA Maxi we interviewed had a low agreement with the 

concept. It did not have any high degree of agreement to our statements and four 

statements did not agree at all. This is also in accordance with our overall picture of this 

supermarket: This ICA Maxi seemed not to have adapted the concept, at least not in the 

food department. It is only following some basic Category Management directions from 
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the headquarters. However in our interview with the ICA headquarters we found out, 

that the non food departments (excluding FMCGs) are owned and managed by the ICA 

headquarters. In those departments Category Management is used.  

 

Figure 6.5  Results Coop Sverige AB 
Agreement with the concept Category 

Management Statements 
Not at all Low Medium High 

1. A process for managing product categories as business 
units and customising them store-by-store, so as to 
meet consumers’ needs. 

  x  

2. There is a need to categorise products. 
    x 

3. Categories must be reviewed constantly. 
    x 

4. The main focus is on the consumer. 
   x  

5. Profitability is measured after categories. 
    x 

6. Category Managers are responsible for the categories. 
    x 

7. Space Management is an important part of the retailer’s 
strategy.   x  

8. Cooperation between retailers and manufacturers is 
important.   x  

9. The strategy decisions are made by the headquarters. 
    x 

10. It is necessary to use an information technology 
system.  x   

Agreement: 24 points of 30 = 80 percent 
Average degree of agreement: 2.4 
 
Reflections Coop Sverige AB: 

The majority of the statements agreed to a medium or a high degree. This is in 

accordance with our own perception: This Coop Forum where we had our interview 

uses Category Management to a high degree. The only statement that had a low degree 

was the use of IT-systems. This was mainly due to the fact that Coop Forum does not 

use an automatic reordering system. 
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Figure 6.6  Results BergendahlsGruppen Headquarters 
Agreement with the concept Category 

Management Statements 
Not at all Low Medium High 

1. A process for managing product categories as business 
units and customising them store-by-store, so as to 
meet consumers’ needs. 

 x   

2. There is a need to categorise products. 
  x   

3. Categories must be reviewed constantly. 
   x  

4. The main focus is on the consumer. 
   x  

5. Profitability is measured after categories. 
  x   

6. Category Managers are responsible for the categories. 
  x   

7. Space Management is an important part of the retailer’s 
strategy.    x 

8. Cooperation between retailers and manufacturers is 
important.   x  

9. The strategy decisions are made by the headquarters. 
   x  

10. It is necessary to use an information technology 
system.  x   

Agreement: 17 points of 30 = 57 percent 

Average degree of agreement: 1.7 

 

Reflections BergendahlsGruppen Headquarters: 

The result from our model shows that there is only a relatively low degree of agreement 

to the concept. This also agrees to our perception: The interviewee was fully aware of 

the concept and he knew that the headquarters only uses few elements of Category 

Management. The headquarters believes it is better to not only give directions to their 

supermarkets but also to involve the responsible employees at the supermarkets in the 

decision process. Nevertheless BergendahlsGruppen uses Space Management and wants 

to use some more elements of Category Management in the future e.g. IT systems and 

more categorising. Besides BergendahlsGruppen is already aware of the fact that it 

should be consumer oriented and therefore takes measures to realise this. 
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Figure 6.7  Results City Gross (belonging to BergendahlsGruppen) 
Agreement with the concept Category 

Management Statements 
Not at all Low Medium High 

1. A process for managing product categories as business 
units and customising them store-by-store, so as to 
meet consumers’ needs. 

  x  

2. There is a need to categorise products. 
   x  

3. Categories must be reviewed constantly. 
    x 

4. The main focus is on the consumer. 
   x  

5. Profitability is measured after categories. 
  x   

6. Category Managers are responsible for the categories. 
  x   

7. Space Management is an important part of the retailer’s 
strategy.    x 

8. Cooperation between retailers and manufacturers is 
important.   x  

9. The strategy decisions are made by the headquarters. 
  x   

10. It is necessary to use an information technology 
system.  x   

Agreement: 18 points of 30 = 60 percent 
Average degree of agreement: 1.8 
 

Reflections City Gross (belonging to BergendahlsGruppen): 

In average City Gross has a medium degree of using the concept. The reason for this 

result was that City Gross only categorises in those categories where the manufacturers 

use Category Management. Moreover, City Gross is involved in the headquarters 

decision making and does not only follow directions from BergendahlsGruppen 

headquarters. 

 



 66

Figure 6.8  Results Axfood Headquarters 
Agreement with the concept Category 

Management Statements 
Not at all Low Medium High 

1. A process for managing product categories as business 
units and customising them store-by-store, so as to 
meet consumers’ needs. 

   x 

2. There is a need to categorise products. 
    x 

3. Categories must be reviewed constantly. 
    x 

4. The main focus is on the consumer. 
  x   

5. Profitability is measured after categories. 
    x 

6. Category Managers are responsible for the categories. 
    x 

7. Space Management is an important part of the retailer’s 
strategy.    x 

8. Cooperation between retailers and manufacturers is 
important.    x 

9. The strategy decisions are made by the headquarters. 
    x 

10. It is necessary to use an information technology 
system.   x  

Agreement: 26 points of 30 = 87 percent 
Average degree of agreement: 2.6 
 
Reflections Axfood Headquarters: 

The majority of the statements had a high degree of agreement with the concept, which 

means Axfood uses Category Management. This corresponds with our own 

interpretations of the interview. All products at Axfood are categorised and the strategy 

is based on categories. Only in statement number four there was a low degree of 

agreement, because Axfood only does consumer satisfaction surveys every second year. 

We find this interesting since the concept states it is very important to be consumer 

oriented and that Axfood therefore overlooks one of the most important parts of 

Category Management.  
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Figure 6.9  Results Willy’s (belonging to Axfood) 
Agreement with the concept Category 

Management Statements 
Not at all Low Medium High 

1. A process for managing product categories as business 
units and customising them store-by-store, so as to 
meet consumers’ needs. 

 x   

2. There is a need to categorise products. 
   x  

3. Categories must be reviewed constantly. 
   x  

4. The main focus is on the consumer. 
  x   

5. Profitability is measured after categories. 
    x 

6. Category Managers are responsible for the categories. 
   x  

7. Space Management is an important part of the retailer’s 
strategy.    x 

8. Cooperation between retailers and manufacturers is 
important.    x 

9. The strategy decisions are made by the headquarters. 
    x 

10. It is necessary to use an information technology 
system.   x  

Agreement: 23 points of 30 = 77 percent 
Average degree of agreement: 2.3 
 

Reflections Willy’s (belonging to Axfood): 

The degree of agreement was lower than at the Axfood headquarters, mainly because 

the interviewee did not know about Category Management. However, our results from 

our model still show that Willy’s uses Category Management, even though the 

interviewee did not know about the concept. Especially the way of managing the 

products shows that the Willy’s supermarket is influenced by the Category Management 

directions from the Axfood’s headquarters.  
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Figure 6.10 Results Wal-Mart (USA) 
Agreement with the concept Category 

Management Statements 
Not at all Low Medium High 

1. A process for managing product categories as business 
units and customising them store-by-store, so as to 
meet consumers’ needs. 

x    

2. There is a need to categorise products. 
    x 

3. Categories must be reviewed constantly. 
   x  

4. The main focus is on the consumer. 
    x 

5. Profitability is measured after categories. 
  x   

6. Category Managers are responsible for the categories. 
   x  

7. Space Management is an important part of the retailer’s 
strategy.    x 

8. Cooperation between retailers and manufacturers is 
important.  x   

9. The strategy decisions are made by the headquarters. 
    x 

10. It is necessary to use an information technology 
system.    x 

Agreement: 21 points of 30 = 70 percent 
Average degree of agreement: 2.1 
 
Reflections Wal-Mart: 

The majority of the statements have a high degree of agreement, which reflects that 

regarding our model this Wal-Mart supermarket uses Category Management. However 

the interviewee was not aware of the concept and did not know why the supermarket 

manages the products in the way it does. The supermarket gets all directions from the 

Wal-Mart headquarters. We were surprised that the Co-Manager we interviewed at the 

Wal-Mart was not familiar with Category Management since Wal-Mart was one of the 

first to implement the concept. Further Wal-Mart has been a role model in the use of 

Category Management for other food retailers worldwide e.g. the second largest food 

retailer in the world Carrefour. In addition Category Management is a well established 

concept at Wal-Mart and totally controlled from the headquarters (Troy, 2003). 

 



 69

Figure 6.11  Results Target (USA) 
Agreement with the concept Category 

Management Statements 
Not at all Low Medium High 

1. A process for managing product categories as business 
units and customising them store-by-store, so as to 
meet consumers’ needs. 

x    

2. There is a need to categorise products. 
    x 

3. Categories must be reviewed constantly. 
   x  

4. The main focus is on the consumer. 
    x 

5. Profitability is measured after categories. 
    x 

6. Category Managers are responsible for the categories. 
   x  

7. Space Management is an important part of the retailer’s 
strategy.    x 

8. Cooperation between retailers and manufacturers is 
important.    x 

9. The strategy decisions are made by the headquarters. 
    x 

10. It is necessary to use an information technology 
system.    x 

Agreement: 25 points of 30 = 83 percent 
Average degree of agreement: 2.5 
 

Reflections Target: 

The Target supermarket we interviewed had a high degree of agreement with the 

concept. On the contrary the interviewee did not know anything about the concept, but 

again our model shows that this supermarket uses Category Management. Statement 

number six could have had a high degree, if the interviewee would have known about 

the Category Managers at the headquarters. We were surprised that the store manager at 

Target did not know anything about Category Management, since we know from 

articles that Target uses Category Management and even won a price (Category Master 

of the year 2002) for being the most successful food retailer in the use of Category 

Management in the US (Champ, 2002). 
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6.3 Analysis of Interviews 
After analysing the different retailers’ answers we could clearly notice that the 

headquarters were all aware of Category Management. This also agrees with the 

theories which states Category Management should be controlled by the headquarters. 

There were some cases both in Sweden and the US where we found out that the 

supermarkets used Category Management without the manager at the supermarket being 

aware of it. We believe this lack of knowledge can be a drawback for the efficiency of 

the use of the concept.  

 

We found out that all retailers we interviewed categorise their products, most in the way 

of Category Management, but some in their own way. Categorising is one of the basic 

characteristics of Category Management and most of the other parts of the concept are 

based on it. Additionally we discovered if a food retailer has categorised their products, 

in the way of Category Management, the possibility that it uses the whole concept 

Category Management is high. When the food retailer has categorised its products it is 

more likely to start to measure the profitability after categories, to select a Category 

Manager and to see the categories as SBUs, which all are main characteristics of 

Category Management.  

 

To be able to adapt to new trends on the market there is a need of reviewing the 

categories constantly. The result of our research showed that all food retailers reviewed 

their categories more or less regularly. Although to review categories constantly is an 

important part of the concept, we assume that even if a retailer would not use Category 

Management, it should review its categories and products respectively. Otherwise the 

food retailer would not be competitive, because it would not have the products its 

consumers want. 

 

The main focus according to the theories is on the consumers, since they are the ones 

who take the buying decisions. We believe it is important to conduct consumer 

satisfaction surveys to be able to know their behaviour and demands. We found out that 

the food retailers in the US do these kinds of surveys more often than the retailers in 

Sweden.  
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The majority of the interviewed retailers measure the profitability after categories. We 

can see a connection between the answers to the statement number two about 

categorising products and the statement number five about measuring profitability after 

categories. During the interviews we found out most of the retailers use the profitability 

of the categories as a tool to decide how much shelf space, capital and employees to 

allocate for a specific category.  

 

Three out of four headquarters in Sweden had Category Managers. As described in the 

theories, we found out there are no Category Managers at the supermarket level. Some 

of the interviewees at the supermarket level knew that they have Category Managers at 

the headquarters, while others did not know who decided about the directions they get. 

In the latter case we guess those headquarters have Category Managers as well, because 

as mentioned earlier we know that those food retailers use Category Management. 

 

All of the interviewees knew about Space Management and all food retailers used 

planograms at least in some parts of the supermarket. We got the impression it is a good 

way to get an efficient store assortment. All headquarters made planograms for their 

supermarkets, which we think is an efficient method to get a clearly arranged 

supermarket so that the consumers can find products easily. Moreover it makes the 

supermarkets of the same kind look similar, which also makes it easier for the consumer 

and makes the logistic more efficient.  

 

Those food retailers which use Category Management had at least a medium degree of 

agreement to the statement regarding the cooperation between retailers and 

manufacturers. However all food retailers in our interviews stated that they have a good 

relationship with their manufacturers. We believe that a good relationship between 

retailers and manufacturers is always important. 

 

The theories state it is of major importance that the strategy decisions are made at the 

retailers’ headquarters. According to our research the majority of the interviewed food 

retailers make the decisions at the headquarters.  

 

Our research shows clearly that the use of IT systems is still in an introduction phase in 

Sweden, while the two largest food retailers in the US fully use these kinds of systems. 
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However, all of the interviewed food retailers in Sweden are aware of the advantage of 

these systems and plan to introduce IT systems in the future, e.g. EDI and automatic 

reordering.  
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7 Conclusions 
 
The conclusions are presented. Our findings regarding the statements and advantages 

as well as disadvantages of Category Management are discussed. The applicability of 

the model is shown. Our findings are summarised and compared to research from 

Brazil and the Netherlands. Finally ideas for future research are suggested.  

 

7.1 Introduction 
At the beginning of our research we were sceptic about Category Management, since 

the theories were so positive about the concept. We believe our statements of Category 

Management are the main characteristics of the whole concept. Therefore we want to 

discuss them one by one to present our conclusions about Category Management. 

Nevertheless the reader should keep in mind, that our research included a small number 

of interviews, i.e. that there is a possibility that our conclusions might have been 

different with a larger number of interviews.  

 

7.2 Conclusions Regarding the Statements 
1. Category Management = A process for managing product categories as business 

units and customising them store-by-store, so as to meet consumers’ needs. 

Findings from our research show that the concept is used by three out of four food 

retailing headquarters in Sweden. However all of the four headquarters in Sweden we 

interviewed were aware of the concept, which partly agrees with our pre-interview that 

stated that all large food retailers in Sweden use it. At the beginning of our research we 

were not convinced that it is used in the food retailing industry in Sweden, and therefore 

we wanted to investigate this. After our research we can conclude that the concept is 

used in Sweden but by none of the food retailers to a full degree. We believe Category 

Management will be developed and more used by all of the food retailers in Sweden in 

the next couple of years. The interviewees at the headquarters saw advantages both for 

them and their consumers. Moreover some of the interviewees told us they wanted to 

use more elements of the concept in the future. 

 

The food retailers in Sweden see potential positive outcomes of the use of the Category 

Management, but we do not believe they will use the concept to 100 percent according 

to our model, since the Swedish working culture differs from the American. We assume 
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that if the concept is used fully after all guidelines, it could result in unmotivated 

employees in the supermarkets, because they would only follow directions from the 

headquarters. When we interviewed the two managers at two large supermarkets in the 

US, we found out, they did not know the supermarkets they work for were actually 

using Category Management, through their headquarters. They just followed directions, 

without knowing the reasons. However it is also possible that they just did not know the 

terminology of Category Management. Further it might not be necessary that the 

employees at the supermarket level know about the concept. Through several articles 

we read, we could get confirmed that both Wal-Mart and Target use Category 

Management to a high degree. Wal-Mart was one of the first companies to introduce 

Category Management at the beginning of the 1990’s and has developed the concept 

successfully. Moreover Target won a price for being Category Master of the year 2002.  

 

2. There is a need to categorise products. 

We believe that categorising in the way of Category Management is a helpful tool. It 

makes it easier for the consumers to find exactly what they want. At the beginning of 

our research we thought the categorising was a tool for the retailer to handle the 

products easier. Now, after our research, we have realised that in fact also the 

consumers gain from it. In case the consumers want a specific product for example dark 

bread, they go to the shelf for dark bread and do not have to go around the whole bread 

department. All retailers have divided their products in some way; else they would not 

be able to handle all products. The way of categorising the products regarding Category 

Management is to divide the products in the view of the consumers. Products are not 

categorised after brands, but after their different purposes.  

 

All of the interviewed food retailers do categorise in some way, but not always in the 

way of Category Management. One category can be defined very different at the 

different food retailers. Some of the food retailers define a category in a traditional way. 

The traditional way of categorising is to use a category as a wide name for a large group 

of products e.g. dairy products was one category. In the way of Category Management 

one category should instead be at a lower level, e.g. dairy is a department, including e.g. 

categories such as milk, cheese, butter etc.  
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The two supermarkets in the US do categorise in the way of Category Management and 

therefore have products divided first in departments and then in categories and 

subcategories.  

 

Another issue we could conclude after our research was that several of the interviewed 

food retailers use the same categories as their manufacturers. They explain it to be a 

good strategy to define the categories together with the manufacturers. They claim it 

saves many resources and they also express they would like to develop it more in the 

future.  

 

3. Categories must be reviewed constantly. 

We can conclude that it is important to review the different categories, to be focused on 

the consumers and adapt to new market trends in order to have the right products in the 

categories. However we believe it is not necessary to review all categories constantly, it 

is especially not necessary for basic categories which do not change much over time and 

are not affected by market trends. This is also in accordance to our finding from our 

interviews: The food retailers review their basic categories only a few times a year, 

while categories which are more affected by market trends are reviewed more often. 

The latter categories are reviewed when old products can be replaced by new products 

on the market.  

 

All of the interviewed food retailers say they have the categories divided into groups 

after their profit and image. They all have categories that financially support other 

categories. Some of the food retailers also have categories that are not financially 

profitable, but work as traffic builders in the supermarkets.  

 
4. The main focus is on the consumer. 

The theories claim that Category Management is especially a consumer oriented 

concept. In the beginning of our literature review we thought that Category 

Management was a strategy for the food retailers to be more profitable, and to call it a 

consumer orientated concept was only a way to put it into nice words. However, after 

our research we see it from another point of view, we realise what consumer orientation 

means. The consumers’ demands and behaviour are taken into consideration and are a 

priority when food retailers plan as well as manage their businesses. One of the 

advantages for the consumers, when the retailers use Category Management, is that it 
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makes it much easier than before to compare brands and prices. The consumers often 

know what type of product they are looking for, e.g. instant coffee: In case all products 

of instant coffee are placed next to each other on the shelves for the category coffee, no 

matter which brand, it makes it easier to get an overall picture of how many different 

brands of instant coffee there are and to compare their prices.  

 

Another advantage is that sought-after items are more likely to be on the shelves, 

because the retailers use sales statistics when deciding what products to carry and in 

what quantities. Accordingly the consumers can influence the store assortment.  

 

After our research we could conclude that all of the food retailers we interviewed 

mentioned the consumer satisfaction to be the most important issue to consider when 

managing their businesses. The majority of the interviewees also said Category 

Management is a tool to be more consumer oriented. The majority of the headquarters in 

Sweden conduct questionnaires and interviews with their consumers to find out the 

consumers’ preferences. Further they also have special offers and bonus cards for regular 

consumers. However, they do not seem to do it often, the majority of the interviewees 

answer they do consumer satisfaction surveys in average once a year. When comparing 

this to the interviewed supermarkets in the US there is a huge difference, since in the 

supermarkets in the US, where we had our interviews, this is done on a weekly and 

monthly basis respectively. 

 

5. Profitability is measured after categories. 

To measure the profitability after different categories can be difficult for the retailer; it 

demands many resources because retailers have many categories in their portfolio. 

Nevertheless it is important for the retailers to be aware of how their different categories 

sell. The use of Category Management will make it possible to measure the necessary 

space a category needs; there should not be too many or too few products in the 

assortment. Further this space allocation is an advantage for the consumers, since the 

product they are looking for will most possibly be on the shelf. The retailers can also 

make use of interrelations between different categories. This means they can promote 

one category, and sales of related categories can also increase. An example is tacos: 

When consumers plan to eat tacos, they will need tortillas, meat, cheese and vegetables. 
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All these products are placed in different categories, but will help to increase the 

profitability of each other.  

 

6. Category Managers are responsible for the categories. 

We can conclude that the food retailers which use Category Management also have 

Category Managers at their headquarters. We think it is a logical step to have Category 

Managers managing each category. It means there is a responsible person who is an 

expert of the category and control that its category gets the best possible treatment, i.e. 

gets adequate space and quantity of products.  

 

We can conclude that it is usual for the headquarters to also have Category Teams. The 

Category Manager gets help from for example one assistant and one Space Manager. 

We believe to have a team is a good idea; before the interviews we were not convinced 

that Category Teams are useful. We have changed our minds since it can be too much 

work for only one person to manage everything that has to do with a category and the 

cost for having a team will probably be evened out if the team makes a good job and 

succeeds to increase the sale of the categories they manage. 

 

7. Space Management is an important part of the retailer’s strategy. 

We can conclude that Space Management is known by all the interviewed food retailers. 

The headquarters or the manufactures make planograms for the supermarkets to follow. 

It is a good way to get a better overview of the shelves and to be able to plan the 

categories’ quantity of products, location and space. Some retailers also use software, 

which makes it possible to try different combination of products in the computer before 

placing the products in the supermarket. We believe Space Management is helpful and 

it seems that this is one of the first steps the food retailers take when starting to 

implement Category Management. A method food retailers use with own brands is to 

place the own brand of the product next to a famous brand, just to tell the consumers 

that they have an own brand that is similar. This was most obvious at the supermarkets 

in the US where the supermarkets’ products of the own brand looked very similar to the 

products of a famous brand; the main difference was just that it had a lower price. 
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8. Cooperation between retailers and manufacturers is important. 

During our research we found out that the cooperation between retailers and 

manufacturers in Sweden seems to be good but not as deep as the theories suggest. All 

of the food retailers we interviewed in Sweden pointed out the importance of a good 

cooperation with their manufacturers and further claimed their relationship is really 

good, but when we asked questions about the cooperation between them we could 

conclude the relationship had not reached the high level of commitment that is 

mentioned in the literature. We claim that a good relationship between retailers and 

manufacturers is always important. Even if supermarkets do not use Category 

Management they need to have a good cooperation with the manufacturers, since both 

are dependant on each other. However the theories claim that it is of major importance 

that both e.g. share information with each other. We found out that the food retailers we 

interviewed in Sweden are not willing to cooperate to that degree, as one of the 

interviewees said; “it is business and nothing else”. Usually it is the manufacturers 

which are eager to share market research and sales figures with the retailers, because 

they want to convince the retailers to have their products in their assortment. On the 

contrary the food retailers are not very eager to share information with the 

manufacturers.  

 

Another issue the theories claim is important, when having a deep relationship between 

the retailer and the manufacturer, is that the manufacturer can influence how and where 

and in what quantities the retailer puts up the specific manufacturers’ products. 

However our research shows that this is not the case. The majority of the interviewees 

answered that their manufacturers cannot influence the retailer in their Space 

Management. The only case when the manufacturers can influence the Space 

Management at the retailers’ supermarkets is when the manufacturers rent a specific 

location in the supermarket, which is common at supermarkets in Sweden. In this case 

they can handle their own Space Management.  

 

However the cooperation seems to be good between the retailers and manufacturers, 

regarding the cooperation in promotion. All of the interviewed answered they 

coordinate their promotion together with their manufacturers.  
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In the two interviewed supermarkets in the US, the food retailers seemed to have a 

deeper relationship with their manufacturers than the food retailers in Sweden have with 

their manufacturers. In the two supermarkets in the US, the retailers and the 

manufacturers share information in both directions and also coordinate the Space 

Management. 

 

9. The strategy decisions are made by the headquarters. 

The theories about Category Management emphasise that the decisions should be taken 

at the headquarters. Accordingly we found out that in Sweden the majority of the food 

retailers make the decisions at the headquarters. However it seems as if the managers at 

the supermarkets still have some influence in the decision process, especially if the food 

retailer uses Category Management to a low degree or not at all. 

 

We believe that Category Management could be an efficient and cost saving concept, 

but the question is if it can be used in Sweden in every detail. In our view the Swedish 

working culture awards employees being responsible, and companies want their 

employees to be motivated and be able to take own decisions. It seems as some of the 

managers at the supermarkets are not informed about the concept and only follow orders 

from the headquarters, without knowing the reasons and are not participating in the 

decisions process. We got this impression especially at the two supermarkets in the US. 

We doubt that such a treatment of employees is applicable in Sweden at least not if the 

employees should be motivated and feel responsible. Using Category Management in 

this way might be effective, but in our opinion in this case the working environment 

might be similar to McDonald’s or Starbucks, where employees are completely 

replaceable and everything is planned in every detail. There the employees do not take 

part in the decision process and just follow orders. However ACNielsen states that all 

responsible employees in the supermarkets should be informed about the process, which 

means, that ACNielsen believes that it is important to involve the employees. We agree 

with this opinion and can conclude that it is efficient to make the decisions at the 

headquarters, but in Sweden the responsible employees should be informed and maybe 

even should have some influence in the decisions process.  

 

Our interviewee at BergendahlsGruppen had a similar opinion, he believed that the 

supermarkets should have some freedom and be involved in the decision process. This 
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was actually the main reason why BergendahlsGruppen does not want to implement 

Category Management completely.  

 

10. It is necessary to use an Information Technology system 

The theories clearly state that it is necessary to have IT systems to use Category 

Management successfully. Through our research we found out that the food retailers in 

Sweden are still developing their systems or have not implemented them yet. On the 

contrary the two food retailers we interviewed in the US, use many different IT systems 

in order to be able to carry out Category Management. 

 

After reviewing the literature we thought it was absolutely necessary to use IT systems 

to be able to use Category Management. We also believed all food retailers in Sweden 

would use such IT systems since the literature from ACNielsen and Partnering Group 

Inc. are from the 1990’s and the computer technology has developed much since then. 

We were surprised when we found out that food retailers in Sweden were not using IT 

systems in the way the theories describe. 

 

We have realised that it is possible to use Category Management without having IT 

systems as described in the literature. However in our opinion it is of great help to use 

IT systems as automatic reordering and analysing scanner data to use Category 

Management more efficiently. The food retailers are also aware that it would be of 

advantage to use more IT systems, therefore most of them plan to develop their systems 

further. 

7.3 Advantages and Disadvantages of Category Management 
After our research we could identify a number of advantages and disadvantages of the 

use of Category Management.  

 

Advantages for the food retailer if it uses Category Management: 

• the food retailers are focused on their consumers and become more consumer 

oriented 

• food retailers can be more profitable 

• the store assortment is more efficient 

• it can save many resources 

• supermarkets carry the products their consumers want 
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• the handling of products is easier 

• food retailers take interrelations of products and categories into account 

• Category Managers are experts for their categories and combine buying and 

merchandising functions 

• Space Management makes the shelf assortment more efficient 

• it can improve the relationship between the manufacturers and the food retailers 

 

Disadvantages for the food retailer if it uses Category Management: 

• it is costly to implement Category Management 

• the long term ongoing process can hinder short time opportunities 

• to see results takes long time, which can lead to temptation to lose focus  

• it can lead to uninformed and unmotivated employees, who do not feel 

responsible 

 

Advantages for the consumers if the retailer uses Category Management: 

• it is easier for the consumers to find products 

• shelves are organised more clearly 

• complementary products are often close to each other 

• categories are adapted to market trends 

• it is easier for the consumers to compare products of different brands and their 

prices 

• sought-after items are more likely to be in the shelves 

 

Disadvantages for the consumers if the retailer uses Category Management: 

• it can lead to fewer products and higher prices 

• the consumers might miss some distinct products 

• the consumers might buy more than they want to 

 

7.4 Applicability of the Model 
Our model consists of ten statements. The theories and our research show that these 

statements are characteristics for the use of Category Management. The created model 

made it possible for us to decide if the different food retailers use Category 

Management or not, even, as we proved through our research, when they were not 
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aware about the concept. The ten statements in our model were connected to three 

questions for each statement. This means we could ask questions about how the food 

retailers do when managing their products and how they follow their strategy. This 

information together with our interpretations and observations could later help us to 

decide to what degree the food retailers use Category Management. The main issue with 

the model was that we could translate our questions about Category Management to fit 

even those retailers that were not aware of Category Management.  

 

Our research indicates that the Category Management Model can be of help when 

deciding to what degree food retailers use the concept. However, it is important to 

remember that the model only indicates to what degree the food retailers use Category 

Management. To be able to decide more accurately, a larger sample of interviewees is 

necessary. Moreover the degree of the use of Category Management might have been 

more accurate if we would not have used our own interpretations in the model. 

Furthermore, our sampling method makes it inappropriate to draw any conclusions for 

all supermarkets in Sweden. 

 

7.5 Summary of Findings 
After our research we can conclude that the concept Category Management is used in 

the Swedish food retailing industry. The specific headquarters in Sweden are more 

aware about the concept than the supermarkets and they also use it more than the 

specific supermarkets. A reason can be, as the theories states, the decisions are made by 

the top management at the headquarters. 

 

The different retailers mention that the consumers are an important factor in their 

business, since they are the ones who buy their products and their shopping behaviour is 

the deciding factor for the retailers’ profitability. The retailers have found out that to 

prior the consumers’ demands will make them more profitable. The hard competition in 

the industry also makes it important to try to keep loyal consumers by satisfying them. 

At the same time the retailers need to use a strategy that places their products at the best 

possible way so their consumers find what they want and maybe get reminded of 

products they might need, and with this strategy make the consumers buy more. 
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The retailers perceive Category Management as a new way of categorising products. 

Instead of dividing products after brands and manufactures, the products are divided 

more precisely after their purpose.  

 

None of the retailers uses the concept in every detail, but the majority of the food 

retailers categorise their products. At the beginning of the implementation of Category 

Management the food retailers first used the concept in some of their departments and 

developed the concept further in their supermarkets. The first element to implement 

seems to be to decide the accurate placing of their products and try to understand the 

consumers’ behaviour. 

 

Our model was of a great help when we drew our conclusions. The model gives an 

understandable indication about the use of Category Management at food retailers in 

Sweden, which was what we wanted to achieve with this dissertation.  

 

7.6 Category Management in Other Countries 
By reading articles and reviewing studies about Category Management done in Brazil 

and the Netherlands we found out that Category Management is used by food retailers 

in other countries as well. We discovered that Category Management is used at least by 

food retailers in Australia (e.g. Woolworth, Coles Supermarkets), Brazil, Germany (e.g. 

Rewe Gruppe, Metro, Edeka), the United Kingdom (e.g. Tesco, Sainsbury’s), the 

Netherlands (e.g. Albert Heijn, MAKRO, MAXIS), and the US (e.g. Wal-Mart, Target, 

Safeway). Moreover we know, besides the US, Category Management is used in all 

1,100 Wal-Mart stores worldwide, which includes Mexico, Puerto Rico, Canada, 

Argentina, Brazil, China, Korea, Germany and the United Kingdom. Further the second 

largest retailer in the world ‘Carrefour’ (France) also uses Category Management in its 

more than 10,000 supermarkets in 29 countries worldwide e.g. in France, Greece, Italy, 

Portugal, Spain, Switzerland, Japan, South Korea, Taiwan, Argentina, Brazil. (Ballhaus, 

2004; Bierman, 2004; Carrefour 2004; Champ, 2002; Dapiran & Hogarth-Scott, 2003; 

Rewe, 2004; Target 2004; Troy, 2003; Verra, 1997; Wal-Mart 2004). 

 

We assume these findings indicate that Category Management is used by all major food 

retailers in all industrialised countries. 

 



 84

Since we found two studies which included similar research to ours about food retailers 

in the Netherlands and Brazil, we believed it would be interesting to compare the 

findings of these studies to ours. 

 

Brazil 

In their article ‘Category management initiatives from the retailer perspective: a study 

in the Brazilian grocery retail industry’ the authors Arkader and Ferreira (2003) 

conclude that Category Management is already an important tool in the Brazilian 

grocery retail industry. They found out that all food retailers they interviewed believed 

in the concept. Moreover there is indication that the food retailers believe Category 

Management may be an asset to understand consumers better and to seek their 

satisfaction. Even though the retailers face some difficulties and obstacles, there is a 

significant positive outcome of the implementation of Category Management. For the 

future there is much to be improved to make Category Management work even better in 

Brazil e.g. the trust in the relationship between manufacturers and retailers, the IT etc. 

 

For us it was very interesting to see that Arkader and Ferreira came to similar 

conclusions concerning Category Management in a completely different country. We 

think it is especially remarkable that the food retailers in Brazil are partly facing the 

same difficulties in the full use of the concept as the food retailer in Sweden, namely the 

cooperation with their retailers and the absence of adequate IT systems. 

 

The Netherlands 

We could also find some similar findings in the research ‘Category Management - a 

matter of joint optimisation’ by Verra (1997): The food retailers in the Netherlands that 

used Category Management also had Category Managers responsible for the categories 

and measured the profitability after categories. In the Netherlands the use of IT systems 

was still developing and was not used as the theories suggest. Most of the food retailers 

were in the process of implementing automatic ordering where automatic invoicing was 

the next step. Some of the findings differed from our findings in Sweden; some of the 

food retailers had a close cooperation with their manufacturers and were using Category 

Management together. Further Verra did not find Category Teams.  
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However we are aware of the fact that the study is relatively old, we assume that the use 

of the concept in the Netherlands has probably developed during the last seven years. 

Therefore a more contemporary study in the Netherlands might have had different 

findings. 

 

7.7 Future Research 
We used our own model to test if food retailers in Sweden and in the US use Category 

Management. It seemed as if our model could indicate to what degree the food retailers 

use Category Management. However we believe that our model can be improved, so 

that it is more reliable and covers more details. In our opinion our investigation in the 

Swedish food retailing industry can be a good starting point for future research, e.g. in 

the following fields: 

 

• It would be interesting to conduct many more interviews in the food retailing 

industry concerning Category Management. This would enable the researchers 

to generalise their findings and it would show if our findings were correct. 

Moreover the future researchers could examine the use of the concept in more 

details. 

• In our dissertation we have not been looking closely at the effects on the 

consumer. We think it would be worth to investigate these effects and look at 

Category Management from the consumer perspective.  

• Future research could be done about the use of Category Management on the 

manufacturers’ side, either with food manufacturers and/or FMCG 

manufacturers respectively. Maybe it is even possible to conduct investigations 

about other kinds of manufacturers. 

• An interesting subject to look at could be the relationship between the 

manufacturers and the retailers regarding the use of Category Management, 

especially in what way they use Category Management together and coordinate 

their strategies. 

• We believe it would be very interesting to do some research together with ICA 

Sverige AB. We, probably as well as the ICA headquarters, wonder how many 

and to what degree the ICA supermarkets in Sweden follow the Category 

Management directions of the headquarters. This investigation could also try to 
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find out what the supermarket would gain by using the directions more and if 

they would be more profitable by doing this.  

• It might be interesting to find out if and how Category Management is used in 

other retailing stores, e.g. clothing stores or book stores. 
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Appendix 1: Interview questions 
 

1. Category Management = A process for managing product categories as business 

units and customising them store-by-store, so as to meet consumers’ needs. 

Do you use the term Category Management?  

Do you associate anything with this term? 

Do you manage categories as Strategic Business Units? 

 

2. There is a need to categorise products. 

Do you define categories?  

How do you decide what products are in one category? 

Are there any products which can be found at several places in the supermarket? 

 

3. Categories must be reviewed constantly. 

Have you categorised thinking about having categories as for example: traffic builders, 

luxuries, basic, and cash cows? 

How often do you review your categories? 

How often do you change the contents of your categories? 

 

4. The main focus is on the consumer. 

Do you do any regular research about consumer satisfaction? 

Do you categorise/arrange the shop after the consumer’s shopping behaviour? 

How do you take care of your regular consumers? 

 

5. Profitability is measured after categories. 

Do you measure the profitability after categories?  

How often do you look at the performance of a category/a product? 

Are there any categories/products that subsidise/financially support other 

categories/products? 

 

6. Category Managers are responsible for the categories. 

Do you have a Category Manager/ responsible person at the headquarters giving 

detailed direction about how to arrange the shop?  

How many departments/categories/products are they responsible for? 

What is the responsibility of your “Category Managers”? Which tasks do It has? 
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7. Space Management is an important part of the retailer’s strategy. 

How do you decide on what shelves to put the products on? 

Do you use planograms? 

How similar are shops of the same format? 

 

8. Cooperation between retailers and manufacturers is important. 

How is your relationship to your manufacturers? 

How much influence do the manufacturers have in defining the categories/ store 

assortment? 

Are you coordinating promotions with the manufacturers? 

 

9. The strategy decisions are made by the top management at the headquarters. 

How much power does the store manager have? 

How much do the specific supermarkets have to follow the directions they get from the 

headquarters? 

Who takes the decisions about what products to sell and where to have them in the 

shop? 

 

10. It is necessary to use an information technology system 

What kind of technologies do you use? 

Do you analyse scanner data? How often? 

Do you use Electronic Data Interchange? 
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Appendix 2: Interview answers 
 

Statement 1: A process for managing product categories as business units and 

customising them store-by-store, so as to meet consumers’ needs. 

ICA HQ: The headquarters at ICA uses both the concept and the term Category 

Management. ICA HQ implemented the concept in the end of 1996, and it has seen great 

increase in both sales and profit figures since changing the shelves to be more consumer 

oriented. 

 

ICA Maxi: ICA Maxi does not use the term, but it had heard about the concept. It uses 

statistics from ACNielsen to find out what assortment the consumers want.  

 

BergendahlsGruppen HQ: BergendahlsGruppen HQ knows about Category 

Management and it associates Category Management with managing the products into 

categories.  

 

BergendahlsGruppen, City Gross: City Gross knows about Category Management, it 

uses Category Management more or less in every department. It uses the categorising the 

manufacturer has done for BergendahlsGruppen. City Gross follows and adapts new 

trends. 

 

Axfood HQ: Axfood HQ is familiar with the concept Category Management and uses 

the term. It associates Category Management with categorising of products. Its 

categories are managed as Strategic Business Units.   

 

Axfood, Willy’s: Willy’s does not use the term Category Management, but it does use 

and manage the products after categories. 

 

KF, Coop: Coop Forum knows about Category Management and categorise all 

products with some exceptions, e.g. chips, here the products are placed after brand and 

not after category. It uses Category Management but in a more Swedish way. Coop 

Forum implemented it in the middle of the 1990’s. It has not seen any change of 

profitability or turnover, but the prices have went down the last ten years and it does not 

know how it would have been if Coop Forum not had implemented it. However Coop 
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Forum is really positive and thinks it is a good idea to categorise, since it makes it easier 

for the consumer. 

 

Wal-Mart: The Co-Manager at Wal-Mart is not familiar with Category Management, 

had never heard about it.  

 

Target: The store manager at Target is not familiar with the concept Category 

Management and did not associate anything with it.  

 

Statement 2: There is a need to categorise products. 

ICA HQ: A category is defined completely after how the consumers perceive the 

products. The most important issue to think about is how the consumers choose to see a 

product, for example, coffee filters; do the consumers want it to belong to the category 

coffee or another category instead?  

 

ICA Maxi: ICA Maxi has divided the products into different groups. Further the groups 

are divided into many different categories. An example of a group is baby and one 

category within that category is e.g. diapers. Today ICA Maxi has the bread as one 

category, but in the future it wants to change it to instead have bread as one group and 

then divide it into categories such as; dark bread, toast, white bread etc.  

 

BergendahlsGruppen HQ: BergendahlsGruppen has divided its products into different 

main groups, which are divided into smaller groups, similar to categories. The 

Headquarters decides about what products to have in the different groups according to 

statistic and profitability of the products. There are products that can be found at several 

places in its supermarkets.   

 

BergendahlsGruppen, City Gross: It categorises the products e.g. belonging to the 

animal department. Categories are dry cat food, wet cat food, dry dog food, wet dog 

food, sack of cat sand etc. It is also used in the hygiene department. The shampoo is 

categorised in dry hair, fine hair, volume hair etc and the same with conditioner, and the 

soap. All the products of the same kind are found at the same place, no matter brand. 

City Gross has 17 responsible areas and those are divided into categories.  
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Axfood HQ: All its products are categorised, further the products are divided into roles. 

The decision of what products to have in a category is made after the consumers’ 

behaviour. Some products can be found at more than one place in the supermarket, but 

then as promotion products.  

 

Axfood, Willy’s: Willy’s has departments where the categories belong to. It has 19 

categories which are divided into subcategories. One of the categories is e.g. Ethnic 

Food and this category includes e.g. olives that are hard to categories. Should the olives 

be at ethnic food or also at other places in the supermarket? Today Willy’s has them at 

three places in the supermarket.  

 

KF, Coop: Coop Forum’s assortment is build up of categories, which are divided into 

sub categories. Coop Forum uses statistics from ACNielsen and its consumer 

researches. An example of a category is the drinks which are divided into: juice, big 

bottles of soft drinks, small bottles of soft drink, coca-cola, water etc. Some products 

are hard to categorise, e.g. the small water bottle could be among the other small bottles 

or among the other water sorts.  

 

Wal-Mart: Wal-Mart’s products are divided into different departments. Further the 

products are divided into categories. An example of a category is dress shirts in the 

department men’s wear. 

 

Target: The products are divided into ten different departments. The departments are 

then divided into smaller groups of items. For example the department woman is 

divided into: clothing, outerwear, sleepwear, jewellery, shoes, handbags and 

accessories, maternity, custom clothing, health and beauty, luggage, Isaac Mizrahi, gifts 

for her, shop all women.  

 

Statement 3: Categories must be reviewed constantly. 

ICA HQ: Every category is reviewed five times a year. One product can never be in 

more than one category according to the way ICA works. It would be too hard to 

handle, both for ICA and for the consumers. One of its Category Managers claims that 

ICA works traditionally after “The best Practice Category Management” guide from 

The Partnering group and the ECR Europe model. It completely follows the second step 
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that involves how to define a category’s role. Further ICA has adjusted it to its own way 

of working within ICA. Products in a category are changed when consumer surveys 

show changes in the consumers’ demands or when manufacturers have new products to 

promote. ICA has around 120 categories and they include different sub categories.  

 

ICA Maxi: ICA Maxi is going to reconstruct its supermarket in a close future and then 

it will start working more with categorising. Today many products are instead displayed 

after different brands. The supermarket has some products that work as traffic-builders, 

e.g. Coffee, soft drinks and baby food, but these products do not contribute to profit. 

The shop’s niche is; quality in butcher products and fruit and vegetables.  

 

BergendahlsGruppen HQ: The dividing of products is made after different 

characteristics or functions. For example profile creating, service and active spare time. 

The assortment is reviewed once a year, but new products come constantly. When a 

new product comes it is traded with an old, often from the same manufacturer.  

 

BergendahlsGruppen, City Gross: City Gross does not change the assortment 

regularly but always when new tastes and new types of products are introduced. It has 

40000 products in its supermarket.  

 

Axfood HQ: The categorising is made thinking of them as attractions, profile, routine 

categories etc. The assortment changes about four times a year. The categories are 

reviewed once a month.  

 

Axfood, Willy’s: Earlier Willy’s displayed the bread after the different brands, today it 

is more categorised, after dark, toast and healthy etc. Earlier it also got the supplies after 

different manufacturers (brands), i.e. Felix products came together no matter what 

category they belong to, today Willy’s gets the products already put on same pallet, no 

matter what brand it is e.g. the ketchup is all together on one pallet. 

 

KF, Coop: Coop Forum has one basic assortment and one supplement assortment. The 

assortment is decided by the headquarters and is similar in all Coop Forum, just some 

changes in the different prototypes. The products are delivered from a cross docking 

station. There is a possibility for Coop Forum to take in a local assortment, but it needs 
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to have a good reason. The assortment changes sometimes, when new products come, 

Coop Forum takes away as many old products but does most of the times follow the 

guidelines from the headquarters.  

 

Wal-Mart: The product mix at certain shelves does change often, while some does 

never change i.e. fishing. 

 

Target: Target may change the assortment from week to week, but the basic assortment 

is always the same. 

 

Statement 4: The main focus is on the consumer. 

ICA HQ: ICA is convinced that Category Management is the best way to do business, 

because it is important to have consumer orientation as a guiding principle. ICA conducts 

questionnaires and interviews with the consumers to find out how the consumers want to 

have the products displayed in the supermarket. Further ICA also recompenses regular 

consumers with different kinds of offers and discounts. 

 

ICA Maxi: ICA Maxi does not do any regular questionnaires about consumer 

satisfaction. It has a loyalty card which gives the consumers regular offers and 

discounts. The discount is related to how much the consumers have bought.  

 

BergendahlsGruppen HQ: BergendahlsGruppen does consumer satisfaction surveys 

once a year.  It arranges the supermarkets after the consumers’ behaviour. It does not 

have any loyalty program.   

 

BergendahlsGruppen, City Gross: City Gross does different kinds of researches but 

not on a periodically basis and often together with a manufacturer or a project. City 

Gross sells products in big quantities to smaller companies, e.g. bakery, pizza 

restaurants etc. These big quantity consumers get a member card with discounts but no 

individual consumers get a discount card. However those consumers get coupons and 

promotion offers.  
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Axfood HQ: Axfood HQ does a big survey about consumer satisfaction every second 

year. It asks questions about the supermarkets and the assortment. The supermarkets are 

arranged after shopping behaviour. 

 

Axfood, Willy’s: Willy’s only does questionnaires about consumer satisfaction once a 

year. It allows manufacturers to have coupons for the products in the shop; Willy’s 

thinks this is a good way to satisfy consumers. 

 

KF, Coop: Coop uses the consumers’ point of view when deciding how to manage its 

categories. Further Coop does research about consumers’ behaviours sometimes, but not 

on periodically basis and often together with a manufacturer.  

 

Wal-Mart: Wal-Mart does researches about consumer satisfaction each month. It does 

a survey where it asks: Was it clean? Did you get the help you wanted? Was the staff 

well trained? etc. Then the results are evaluated at the headquarters and are then 

presented at the supermarket. 

 

Target: Target does regular researches about consumer satisfaction. It does them once a 

week, but the guest can fill out forms online every day. The consumers fill out 

information about service, environment, if they got help, if they found the things they 

needed etc. Target’s staff gets guidelines about how to arrange the supermarket. 

Target’s main objective is to make it easy for the consumers to find the products they 

want. The regular consumers can get a Target member card with 10 percent savings and 

they get coupons by mail or email.  

 

Statement 5: Profitability is measured after categories. 

ICA HQ: The profitability is measured first after the category and then also after single 

products. 

 

ICA Maxi: The profitability is measured after the different departments. Every 

department manager is responsible to deliver sales figures to the headquarters.  

 



 IX

BergendahlsGruppen HQ: The profitability is measured of the whole supermarket 

every month. The profitability of different product groups is measured once a year. 

BergendahlsGruppen has many products that financially support other products.  

 

BergendahlsGruppen, City Gross: The profitability of the whole shop is measured 

every day. If something differs City Gross looks at the different departments. There are 

many products that support other. For example the whole special department supports 

the packaged goods department. The prices of coffee, soft drink, diapers are so low that 

the shop does not earn any money on those products.  

 

Axfood HQ: The profitability is measured once a month. The performance is measured 

constantly. There are many products that financially support others. It is relatively few 

products that are profitable.  

 

Axfood, Willy’s: The profitability is measured after categories. It is measured and 

compared to the last year. It is measured on a weekly basis. Willy’s has products in its 

assortment that financially support other products. For example the diapers are sold for 

a really low price, which does not make profits, but this helps Willy’s to attract families 

that then will buy other products as well.  

 

KF, Coop: Coop Forum measures its profitability after the categories in the shop. The 

Category Teams at the headquarters also measure sold products/department to 

investigate if different placing makes more sense and sell more.  

 

Wal-Mart: The profitability of the supermarket is measured every month. The 

departments also measure their sales percent. The Co-Manger did not know if some 

products were financially supported by other products. 

 

Target: Profitability is measured every month. It is measures of the whole shop and 

also of the different departments. The shoes and clothes departments support the 

consumable goods (food), and commodities that are price driven. Target sees its 

products in two groups: products the consumers need and products they want. Example 

the consumers want is cloths, shoes, electronics and toys.  The consumers come to the 
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store for the products they need, but then buy things they also want. It is the products 

they want that makes the money for Target.  

 

Statement 6: Category Managers are responsible for the categories. 

ICA HQ: One Category Manager is responsible for several categories. The department 

where the Category Managers work is called Merchandising. There are 12 Category 

Managers at the ICA headquarters.  

 

ICA Maxi: The department managers decide by themselves what products they want to 

sell and how they want to do it. At the headquarters there is Category Managers who 

design special planograms.  

 

BergendahlsGruppen HQ: BergendahlsGruppen does not have any Category 

Managers but it does have responsible people for different departments. These 

responsible people have direct contact with the responsible people at the same 

department at the supermarkets. The responsible people at the headquarters do 

planograms for all supermarkets.  

 

BergendahlsGruppen, City Gross: City Gross has one to two responsible for every 

department and the colonial department has one main responsible and four departments 

responsible. The responsible people decide much by themselves, e.g. assortment and 

placing and they are responsible for the buying too, although the supermarket has a 

meeting every week where the responsible discuss things together with the store 

manager. 

 

Axfood HQ: Axfood has Category Managers at the headquarters. The headquarters 

gives directions to the supermarkets. The Category Manager is responsible for about 

1000-3500 products. All Category Managers have a team that helps them. 

 

Axfood, Willy’s: At the headquarters there is Category Managers that decide the 

overall look of a category and then communicate further to the specific supermarkets.  

The managers at the headquarters decide the most about the overall shop design and 

how to manage the categories. All profitability issues are measured and controlled at the 

headquarters. 
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KF, Coop: The headquarters has Category Managers and Category teams. It has 

managers and teams for every category. The headquarters gives direction to the 

responsible at the Coop Forum supermarkets.  

 

Wal-Mart: Wal-Mart has responsible people for every department. The responsible 

people of each department have some influence, they can make request to the buyer at 

the headquarters of products they want to have in the shop.  

 

Target: Target has a responsible person for every department. These people are 

responsible for the things that have to be made e.g. keep it clean and clear, fill out the 

shelves when needed. Target has an over night process when full-replenishment is 

made.  

 

Statement 7: Space Management is an important part of the retailer’s strategy. 

ICA HQ: The shopping direction according to the planograms the headquarters does is 

always that the consumer goes to the left first and then clockwise. The most important 

issue is that it has to be easy for the consumer. It is important to put one category 

together and not to spread it at different places in the shop. Categories that are connected 

should be put on shelves close to each other. When the headquarters does planograms it 

counts that there has to be as many products on the shelves of each kind that these 

products will last for one week without giving the impression that the shelf looks empty. 

Computer systems are used to deal with this in a good way. The headquarters completes 

different planograms for each shop concept within ICA; ICA Kvantum, ICA Maxi, ICA 

Supermarket and ICA Nära.  

 

ICA Maxi: After examine how profitable different products are ICA Maxi decides how 

much place on the shelves the products can get. If the products are not profitable they 

will get less space or even be eliminated. The headquarter delivers planograms, but the 

specific supermarket can choose to use or not. The planograms done at the headquarters 

are based on a country average; therefore it may not fit all supermarkets. Thought the 

majority of ICA Maxi supermarkets use the suggested planograms. 

 

BergendahlsGruppen HQ: The planograms are made at the headquarters. The placing 

and decision about a product’s space is made after measuring the profitability of a 
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product. The different types of supermarkets are similar, but not exact the same because 

of volume and space.  

 

BergendahlsGruppen, City Gross: City Gross does decide by themselves where to put 

the products. There are accurate thoughts behind the product placing. City Gross looks 

at the history since the products are almost the same but it also tries new ideas about 

product placing. The shelf’s quantity of each product is decided after the contract. The 

space is divided into percent and not quantity, since different BergendahlsGruppen 

supermarkets’ have different space, but same contract. Many manufactures are 

responsible for their own replenishment. This is a part of City Gross´ concept; it makes 

it easier to keep low prices. There are many good spots to place the products at. The 

very best is in the beginning in the middle of the shopping way, where everyone pass 

and then further along the shopping way. Those products are cheap, but bring in much 

money to the shop. City Gross has shampoo products first, because this is a product 

everyone uses and it is often an impulse buy.  The basic assortment is the same in all 

City Gross. Although the rest of the assortment may be locally managed, because of 

space, manufactures etc. City Gross has clockwise shopping direction. It does use 

planograms from different manufactures. The planograms are made after the shop’s 

condition. The process starts with a visit of the manufacturer, the manufacturer looks 

around, gets selling statistic, and then it develops a specific plan for the shop.  

 

Axfood HQ: The placing of products is decided after consumers’ behaviour. The space 

of the category is decided after the profitability of the category. The headquarters makes 

planograms for the supermarkets. The different supermarkets are similar, there are only 

some locally divergence. The shopping direction is the same in all shops. The different 

types of supermarkets are different regarding the assortment and volume, although the 

concept is the same.   

 

Axfood, Willy’s: Space Management is one major part of Willy’s strategy. The 

planograms from the headquarter show exactly which products to be on a shelf and 

what products should be next to them. It is really important to display the products right. 

Willy’s sees a big different in profitability after changing the dairy products from the 

middle of the shop more close to the entrance. The best place to sell is just next to the 

entrance in the middle of the hall. It is also best to have the products on shelves in the 
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eye height. Earlier the shop design was planned after the profitability of different 

categories. The most profitable products were in the beginning of the shop, but today it 

is planned after categories instead. This saves a much time for Willy’s. All 

supermarkets are divided in large, basic or middle size. The assortment is the same in all 

supermarkets of the same size. In all new opened Willy’s supermarkets it is almost only 

products of the own brand. Also in the other supermarkets the own brand has much 

space.  

 

KF, Coop: The headquarters decides where to place the different products. It gives Coop 

Forum planograms or product demonstration types. The headquarters does different 

planograms for the different types of the supermarkets. The placing is made after 

accurate consumer behaviour researches. Many manufactures are responsible for their 

own replenishment, which Coop Forum appreciates.  

 

Wal-Mart: The headquarters decides how everything should be placed in the shop, but 

the different stores have some flexibility. 

 

Target: The headquarters decides how everything should be placed in the store. It 

makes a sales plan Target should follow. Target exists in different types. The same 

types of supermarkets are to 67 percent the same. The new stores and the ones that are 

upgraded are all the same. 

 

Statement 8: Cooperation between retailers and manufacturers is important. 

ICA HQ: The cooperation with the manufactures is good. The headquarters makes the 

contracts with ICA’s manufactures.  

 

ICA Maxi: The most cooperation with the manufacturers is made at the headquarters. 

The managers at ICA Maxi think it is important to change this to instead have better 

cooperation with the manufacturers at the specific supermarket.  There are many 

manufacturers who are responsible for their own replenishment. Every Monday 

morning comes approximately 30 manufacturers. ICA Maxi has to pay them to do this; 

therefore it would like to change it to do it themselves instead. ICA Maxi exchanges 

information with its manufacturers, especially the manufacturers are interested of 

showing consumer research about new products. The manufacturers can influence ICA 
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Maxi quite much when they want to decide about store assortment. The manufacturers 

are really experts on their products and about consumer trends. ICA does often plan its 

promotions with the manufacturers.  

 

BergendahlsGruppen HQ: The cooperation with the manufacturers is good. 

BergendahlsGruppen wants to work with and through them. However it is 

BergendahlsGruppen who makes the decisions. BergendahlsGruppen does coordinate 

its promotions with its manufacturers. Many manufacturers are responsible for their 

own replenishment.  

 

BergendahlsGruppen, City Gross: City Gross has a good cooperation with its 

manufactures and the manufactures can make requests although it is City Gross who has 

the most power and takes the final decisions. They cooperate to be more competitive 

against other supermarkets. They exchange information about trends and news. City 

Gross chooses the best offer from the different manufactures, it is not any social event it 

is real business. City Gross sells already existing products, it does not have an own 

brand and it does not import. City Gross coordinates promotion with the manufactures. 

The advertisement is decided long time before; City Gross does an activity plan for a 

whole year in once. City Gross sends out advertisements to an area of 50 km from the 

shop.  

 

Axfood HQ: The cooperation with manufactures is good. Axfood has the main power 

to decide, but it does have discussions with the manufactures. The manufacturers 

usually want a wider assortment than Axfood. The assortment is decided after the 

different types of supermarkets. The promotion is coordinated with the manufacturers.  

 

Axfood, Willy’s: The cooperation with the manufacturers is made at the headquarters. 

The manufacturers can also decide together with Willy’s, about how they want their 

products to be displayed. The specific Willy’s will later get planograms of how it needs 

to put up the products in the shop. The promotion is coordinated with the 

manufacturers.  

 

KF, Coop: The contracts with manufactures are made at the headquarters, as well as the 

promotion campaigns and Space Management. The cooperation with the manufactures 
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is good. Coop Sweden has one cross docking station for non-food in Växjö and one for 

food in Malmö. The shops get deliveries once a day six days a week. The promotion is 

coordinated with the manufactures. The manufactures have different campaigns and a 

promotion plan is made for the whole year. The advertisement is made at the 

headquarters but is made more suitable locally.  

 

Wal-Mart: Wal-Mart exchanges some information with its manufacturers. Often it is 

the manufactures who are concerned how their products sell, where they are located in 

the shop etc. Some promotion is coordinated with the manufactures. A good example is 

during the football competition Super bowl when Wal-Mart has a campaign with Pepsi. 

Pepsi gets a certain place in the shop where it can put up promotion things, and then 

after the Super Bowl it takes down the promotion things again.  

 

Target: Target has a good interaction with its food/beverage manufacturers and the 

information is mutual. Every quarter Target looks over the relationships with 

manufacturers. The manufacturers have some influence in defining store assortment; 

depending on their prices. The promotion is coordinated with its manufactures, 

especially around Christmas.  

 

Statement 9: The strategy decisions are made by top management at headquarters. 

ICA HQ: The headquarters works hard with evaluating and develop Category 

Management, but in the end it is up to every individual ICA supermarket to decide if the 

want to use Category Management or not. Every supermarket is owned by an 

independent retailer, and therefore decides fully themselves how it wants to do its Space 

and Assortment Management. The headquarters gives recommendations about how to do 

it in the best way according to them. ICA HQ also uses planograms which show exactly 

how to put up the products on shelves. Different shops use this help differently. Some of 

the independent supermarkets follow the recommendations completely, some of them do 

it to some parts and the rest do it completely themselves. ICA headquarters does not have 

control over how many use its help. 

 

ICA Maxi: Strategy decisions are made at the headquarters, but it is voluntary to use 

this or not, ICA Maxi takes the most decisions themselves.  
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BergendahlsGruppen HQ: The headquarters decides the assortment, the prices and the 

brands. The store managers need to follow these guidelines. However the store 

managers are the main responsible for the supermarkets profitability. They also need to 

be aware of the local consumer behaviour.  

 

BergendahlsGruppen, City Gross: The store manager has much power, but it has to 

follow the contracts. The headquarters decides much too, for example the sale strategy 

and manufactures strategy.  

 

Axfood HQ: The strategic decisions are made by the headquarters. The store managers 

have to follow the directions. The headquarters has the main responsible of deciding 

about the assortment.  

 

Axfood, Willy’s: The headquarters decides what products to be in a category and how 

to deal with them. Willy’s uses a system it calls ABC system. The products are divided 

into three groups. Group A includes products, Willy’s has to have in the supermarket 

and if the specific shop wants, it is allowed to promote these A-products. Group B 

includes products that have to be in the supermarket and they are not allowed to be put 

on other places than their normal shelves, e.g. they can not be displayed more. Group C 

includes products that are fully optional. The specific shops get directions from the 

headquarters about all products. During some seasons B-products can be marked as A-

products that means the supermarkets can promote them during that season, e.g. 

Christmas, Valentine and Halloween. Every day comes new items to the shop; it can be 

up to 150 products some times. These replace the similar items that do not sell so well.  

 

KF, Coop: The contracts with manufacturers are made at the headquarters, as well as 

the promotion campaigns and the Space Management.. The specific supermarkets have 

to follow all guidelines from the headquarters. Although the supermarkets have some 

influence and can change some things if it does not fit the shop, one purpose with 

Category Teams at the headquarters is to make suitable solutions for the specific shop. 

 

Wal-Mart: The store manager has to follow the directions from the headquarters. 

However there are Category Teams at the headquarters that work with adjusting the 

strategy to the specific Wal-Mart supermarkets. 
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Target: The responsible people can be creative but have to follow the guidelines from 

the headquarters, so their influence is not big. The store manager also has to follow the 

directions from the headquarters.  All guidelines are made there. 

 

Statement 10: It is necessary to use an information technology system. 

ICA HQ: It does not use EDI systems, but it uses systems to evaluate scanning data 

from what the consumers have bought. This will later on be used when planning the 

Space Management. 

 

ICA Maxi: It does use scanning data to find out about what the consumers actually buy, 

it also uses the information to different kind of discount offers to consumers. It does not 

use any automatic ordering systems. 

 

BergendahlsGruppen HQ: BergendahlsGruppen does not use Electronic Data 

Interchange. It does not use scanner data and the ordering is mostly done manually. 

However it is going to change to a more technological system in a soon future.  

 

BergendahlsGruppen, City Gross: City Gross use scanner data at the cash register, 

but do not use Electronic Data Interchange. The scanning of products and the ordering 

is made manually. The etiquettes are also changed manually. 

 

Axfood HQ: It uses scanner data, but not Electronic Data Interchange, although it will 

come in a soon future.  

 

Axfood, Willy’s: Willy’s uses Electronic Data Interchange and scanner systems. All 

products are scanned manually every day, and then the data is sent to the headquarters 

that will do the ordering. Further It uses an automatic ordering system.  

 

KF, Coop: Coop Forum does not use Electronic Data Interchange system, it has a 

manual reordering. The automatic order system will come in a future, so far it has 

changed so all the Coop shops have the same data system, which is a condition to make it 

possible to introduce. However Coop Forum uses scanner data and the regular consumers 

can also do the scanning by themselves and then just pay in the cashier. A new thing is 

that these consumers also can scan out by themselves, so they do not have to have any 
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contact with a cashier. This thing was a big economic investment, but today 30 percent 

of the regular consumers use it, which is the equilibrium point.  

 

Wal-Mart: Wal-Mart has a technology replenishment system and it uses scanner data 

that are connected to the headquarters’ invoice office.  

 

Target: Target uses a technology system called LRT. It is a computer based scanning 

system. All products are scanned at the cashier. It has a reordering system with a trigger 

point, so when a product almost is out of stock there is a signal to the headquarters 

ordering more. 


