


1. How to Manage the Price Discussion

2. How to Build a Category Strategy

NEXT: How to Prepare for a Range Review

4. How to Maximise Promo Effectiveness

5. How to Get the Most out of Shopper Marketing

6. How to Get Your Product Listed

7. How to Balance Your Data & Insights Needs

8. How to Give Category a Voice with Leadership

9. How to Talk to Your Buyer

10.How to Conduct a Merchandising Review

On the agenda for 2025



Download previous webinar decks and content

https://shopperintelligence.com/resources/uk

https://shopperintelligence.com/resources/uk


Our “Jedi Category Master” on Linked in, you will follow!

linkedin.com/in/martinbaptie

Give Martin’s first 

post a comment 

and a like!

https://www.linkedin.com/in/martinbaptie


Our experts… 

20+ Years FMCG Experience

Chris Adkins

25+ Years FMCG Experience

Martin Baptie



How to build a 

category plan



How to build a category plan

• Step 1 – Understand

• Step 2 – Identify

• Step 3 - Create



Relationships are key!



Step 1:
UNDERSTAND



Any good strategy starts with a landscape review..

MARKET SHOPPER CONSUMER

Market size Current behaviour Usage & Attitudes

Long term trends Path to purchase Macro trends



The big challenge!



There really is a lot of data out there, right?



Market – what questions do we ask?

Size of 

market

Growth or 

decline

Key 

segments

Frequency & 

Penetration

Purchase 

trends

Channel 

dynamics

Questions..



Shopper – what questions do we ask?

PRE-STORE IN-STORE POST-STORE

loyalty loop

What influences 

shoppers to buy 

my category

How do they 

interact with it in 

store

What do they expect 

from my category 

and do they get it



Consumer – what questions do we ask?

How is my 

category currently 

used by consumers

What are the typical 

attitudes to my 

category, e.g. a good 

healthy option

What occasions do 

we currently serve

What macro trends 

are also 

influencing my 

category, e.g. 

sustainability

Usage Attitudes Occasions
Macro 

Trends



Step 2:
IDENTIFY



Objective of this stage



Consumer challenge, e.g. increased focus on sustainability

2011 2012 2013 2014 2015 2016 2017 2018 2019 2020 2021 2022 2023 2024

SustainabilityImportance of Sustainability

Shopper Intelligence, Importance Score – Sustainability, Total Market, Total Store



Category challenge, e.g. decline in sales performance

Data mock-up – Kantar/Nielsen performance



Shopper challenge, e.g. difficult to find in store

FOOTCARE PLANTS & 
GARDENING

NO/LOW 
ALCOHOL

CHILLED DOUGH

INDIGESTION 
REMEDY

SLEEP 
AIDS/STRESS

NICOTINE 
GUM/PATCHES

HEALTH & WELLBEING 
DRINKS

1 2 3 4

10 9 8 7

Bottom 10 categories

DISHWASH 
TABLETS

6

CHAMPAGNE

5

Shopper Intelligence, Satisfaction with Navigation (ease of find), Total Market, Total Store



How can we drive growth from this point

Sustainability focus

Declining sales

Difficult to find

Innovation

New Occasions

Fixture optimisation

Possible growth levers



Innovation, e.g. Baby Milk

Innovation very important

Not satisfied with innovation

Baby MilkS
a
ti
sf

a
ct

io
n
 w

it
h
 i
n
n
o
v
a
ti
o
n

Importance of innovation
Shopper Intelligence, Importance vs. Satisfaction – Innovation, Total Market, Total Store



Occasions, e.g. Bacon

4.4%

8.2%

1.0%
3.9% 2.9%

5.4% 4.1%

57.4%

7.0%
4.9%

30.8%

6.5%

14.7%

8.6%

3.8%

Eat or drink
right away

A treat for
meus

Kids tea Kids
lunchbox

Entertaining A Healthy
Snack

A snack on
the go

Breakfast at
home

Breakfast
out of home

Lunch at
work

Lunch at
home

Lunch out
of home not

work

Casual
Dinner

Proper
Dinner

Relaxing in
the evening

All Categories Bacon

Missing the 

dinner 

opportunity, 

e.g. premium 

NPD with link 

to dinner

Shopper Intelligence, Occasion – When Consumed, Total Market



Fixture optimisation, e.g. Signage and navigation

Improve the signage 

at the shelf
20.2%

16.6%

26.8%

All Categories Frozen Pizza Frozen Meat & Poultry

Shopper Intelligence, Desired Improvement - Signage, Total Market



Size of prize, things to remember..

PLAN

Build a staged plan,

e.g. 1-year, 3-year 

and 5-year

MEASURE

Link to something 

measurable, target a KPI for 

improvement, e.g. increase 

AWP by 3% (KPI’s may differ 

over plan period)

Link to shopper KPI to 

demonstrate ‘moving the dial’, 

e.g. shopper satisfaction

QUANTIFY

Put a number on it!  

Create excitement and 

a tangible 

opportunity, e.g. 

+£25m by year 3



Step 3:
CREATE



Three things to consider

Vision Strategies Tactics



Vision checklist

• SIMPLE
Can you summarise what your plan is all about, in just a few words

• COMPELLING
This needs to be compelling, something that everyone can get 
behind

• ACHIEVABLE
Should also be achievable – in a reasonable time frame

• FOCUSSED
Focussed on the category/shopper win, not your brand



Strategies checklist

• CHOICEFUL

Be choiceful – it shouldn’t be a long list of things, keep to a 

maximum of 3 or 4

• UNIQUE

Make them unique to your category and shoppers

• FOCUSSED

Remain focussed, what are the big things that will really 

move the dial (there isn’t unlimited time and money!)



Tactics checklist

• ACTIONABLE
Here’s where we need to get detailed about what we’ll 
actually do differently

• COLLABORATIVE
Link with stakeholders is key here too – write these with 
your retailer?

• SUITABLE
Be prepared to say ‘no’ to things if they aren’t right for the 
plan



STRATEGY 1 STRATEGY 2 STRATEGY 3

Tactic 1 Tactic 1 Tactic 1

Tactic 2 Tactic 2 Tactic 2

Tactic 3 Tactic 3 Tactic 3

VISION



Next time..



Next up

Register here!

https://events.teams.microsoft.com/event/e544b3da-0633-472f-a86f-931d849172c7@44ef7c2a-5dda-488b-bd91-6845acce01b5
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