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Grocery & Convenience

Store Growth Without
the Chaos

Why 10 Stores Often Act Like 10
Different Companies—and How to Fix It




Maintain control of growth

For grocery and convenience retailers, adding locations should increase revenue, not complexity. But without standardized
processes, connected systems, and consistent data, 10 stores can quickly start operating like 10 different companies.
Scalable growth requires a technology and operational foundation that keeps every location connected without sacrificing
local flexibility. These six steps can help turn “10 stores, 10 companies” back into one scalable retail business:
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= Step 1: Standardize what matters

Consistency creates the foundation for scalable growth.

Start by identifying the processes that should work .
the same way across every location. Ea

Focus on repeatable store processes where variation creates

: . Receiving and inventory-
operational problems, unreliable data, or unnecessary costs. 9 y

count procedures

You don’t need every store to operate identically. Establish a
common framework for the processes that matter most while
preserving flexibility where local differences add value. Involve

store managers early, pilot new standards in a small number of
locations, and phase the rollout so teams can adapt and provide

Markdown and expiration-
feedback. 5

management workflows

Product and SKU setup
conventions

Store opening, closing, and
exception-reporting routines

Why it matters: Consistent processes make growth easier to manage without eliminating local flexibility.
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Step 2: Create a single source of truth

-~

b 2

Your business needs one version of the truth.

Identify the information your teams rely on to run the

business, then determine where conflicting versions ’__J Common product, customer,
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of that data exist. and vendor master data

Create common definitions and shared access to the
information people use to make decisions.

Q Consistent KPI and

performance definitions / ->

When stores track products, vendors, and performance
differently, leaders spend more time reconciling reports than
acting on them. Aligning on shared data and definitions means

every store and every team is working from the same | Role-based dashboards
numbers 2\ and exception reporting

Why it matters: Trusted data helps teams make faster decisions with greater confidence.
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8%@ Step 3: Balance central control with local execution

Centralize the rules. Keep execution close to the customer.

Define which decisions should be made centrally

and which should remain at the store level.
Assortment and local

Centralize the policies and decisions where scale creates / Ol merchandising

value, while giving store managers flexibility to respond to

local demand, competition, and customer preferences. ] ]
g@g e Rg])) Promotional fa?(ecutlon and

Then decide explicitly who owns each decision, especially in local competitive response

the areas where central and local priorities most often collide. \
00

Staffing and day-to-day
store operations

Why it matters: Clear decision rights preserve local responsiveness while strengthening enterprise control.
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—  Step 4: Optimize inventory across locations

Give decision-makers visibility into what’s available
at every location.

Optimize inventory, improve replenishment, and respond to
demand before one store is overstocked while another runs
out of stock. For grocery and convenience retailers, that
visibility is especially important for perishables, where
excess stock can quickly become shrinkage or waste.

A connected approach starts with visibility, and every
improvement after it builds on that foundation.
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View inventory
across all
locations in real
time

Treat inventory as a shared resource, not as separate stockpiles.
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Rebalance stock
between stores
when needed
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Improve
replenishment
decisions based
on broader
demand patterns

Why it matters: Better inventory visibility reduces waste while improving product availability and margins.



STEP 5 OF 6 . xX X X X

@I Step 5: Simplify financial consolidation
5@

More locations shouldn’'t mean a longer financial close.

Standardize your financial structure before adding
more locations. wV¢  Consolidate results

@ automatically

Use consistent accounts, reporting practices, and financial
processes across stores so results can be consolidated
automatically. The goal is to make adding another location 99 e e e

part of the existing reporting structure. /I across locations
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With a unified structure in place, a new store adds to your
results without adding days to your financial close.

- Gain faster insight

into profitability

Why it matters: Faster consolidation gives leadership timely insight for growth and investment decisions.
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@ Step 6: Scale for the next 10 stores—not the last one

nelne Design today’s processes for tomorrow’s footprint.

Evaluate every new process and technology decision
against where you expect the business to be next,

not just where it is today. (TwaT) (Tch) ﬁ
ne ne ne

What works for 10 stores might not work for 20.

ne ne
Ask whether the solution can support additional stores, users,
_ _ . . . ), ne ne ne
transactions, and reporting requirements without requiring you
to redesign the operation each time you grow. ne ne
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Why it matters: Scalable processes and technology support growth without multiplying complexity.
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Ready to scale ,
without the chaos?

Your goal is profitable, sustainable, and manageable growth.

If your stores are beginning to operate independently, it may be a sign that your processes
and technology haven’t kept pace with your expansion. Contact us to build the connected
foundation that keeps every location aligned—from standardized operations and trusted data
to balanced execution, optimized inventory, and simplified financial consolidation.
The result: a business that can keep growing without adding complexity.
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