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Executive Summary

What does it really take to win a shopper’s consideration in a world of
endless options?

This strategic capability blueprint illustrates how the globally adopted Route to
Shopper® Framework enables senior commercial leaders in the breakfast
cereals category to drive profitable growth through alignment of brand,
category, and channel strategies with distinct shopper missions. By leveraging
this comprehensive framework, organizations can bridge the gap between
consumer insights and retail execution, creating sustainable competitive
advantage.

Strategic Context
The Route to Shopper® Advantage

The Route to Shopper® Framework serves as the critical connector between
brand strategy, shopper insight, category growth, and retail activation. It
addresses a fundamental challenge in the consumer goods industry where
strategies often exist in isolation. For breakfast cereals specifically, this
integration is vital as the category undergoes significant transformation.

Key Industry Challenges
The breakfast cereals category faces unprecedented disruption:

e Erosion of breakfast rituals due to busier lifestyles, meal skipping,
and fragmenting morning routines

¢ Shifting health preferences toward protein, fibre, clean labels,
reduced sugar, and functional benefits

o Intensifying battle for shelf space between national brands, private
labels, and emerging local players

e Channel evolution including e-commerce acceleration, D2C
experimentation, and subscription models

¢ Format diversification beyond traditional boxed cereals to portable
solutions, clusters, and snackable formats

e Personalized nutrition trends driving demand for specialized
offerings (gluten-free, keto-friendly, etc.)

Diverse Shopper Missions

Successful cereals strategies must address multiple distinct shopper missions:
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"Give me a fast breakfast for workdays" — Convenience-driven,
time-pressed shoppers

""Make mornings fun and nutritious for my kids' — Parent
shoppers balancing nutrition and appeal

""Help me eat healthier without compromising taste' — Wellness-
oriented shoppers seeking balance

"Provide affordable options for my family" — Value-seeking
shoppers managing household budgets

"Support my fitness and protein goals" — Performance-focused
shoppers with specific nutritional targets

""Satisfy my snacking needs throughout the day" — All-day
consumption seekers beyond breakfast

GUIDE — PATHS™ Frameworks: Breakfast Cereals
Application

The Route to Shopper® Framework consists of two complementary elements:
GUIDE for brand owners/manufacturers and PATHS for retailers/distributors.
Each framework contains five pillars that together create a holistic approach to
category growth.

GUIDE Framework (Brand/Manufacturer Strategy)

Developed Markets

Route to Shopper®
The GUIDE System

Digital

& &
Grow the Shopper Base

Channel, Customer, Shopper
& Consumer Universe
Mapping

Customer, Shopper and
Consumer Insights

Route to Market Optimization
Distributor Management

Structured Selling Framework

)

U

Unlock Bigger Baskets

Category Management
Understanding the Role of
Point of Purchase (PoP)
Drivers

Shopper Marketing including
Retail Media

Perfect Store Principles

Key Account Management

including Joint Business

00
a
558)
Increase Purchase

Cycles

Shopping Basket
Mechanics/Analysis

Through the Line (TTL)
Marketing

Trade

(TPM)

Customer Experience &
Loyalty Management

-

Commercial Excellence Academy

Optimizing Route to Shopper* Capability for Winning in Retail

by GO Asbiverse Group

www.commercialexcellence.academy

Physical

Drive Sustainable Profits
Portfolio and Mix Management

Advanced Category
Management

Revenue Growth Management
(RGM)

Pockets of Value - Value Chain
[

Enable Cross-Functional
Excellence

Role of Finance in Decision
aking

Marketing - Core and Digital

Supply Chain - Demand &
Supply Management

People

Negotiation

W 4

Artificial Intelligence/Data
Analysis

Route to Shopper®

The GUIDE System

Brand Owners/Manufacturers Driven
Breakfast Cereals Category

4

©Asbiverse Group 2025

Wy
)

Emerging Markets

&)

Asbiverse Group

e PO RS A



G: Grow the Shopper Base

Strategic Intent: Expand the category user base by targeting diverse
demographic groups and consumption occasions.

Key Dimensions:

e Cross-demographic Targeting: Attract new audiences including
young adults, busy professionals, and wellness seekers with
differentiated products and messaging

e Lapsed User Re-engagement: Win back former category users
through modern wellness messaging focusing on gut health, clean
labels, and natural ingredients

e Life-stage Expansion: Create targeted solutions for family transitions
(new parents, empty nesters, aging consumers)

e Multi-occasion Development: Position cereals beyond breakfast as
snacks, smoothie ingredients, dessert toppings, or recipe components

e Channel-specific Acquisition: Develop targeted strategies for
acquiring new shoppers through emerging channels (e-commerce,
specialty, convenience)

Capability Requirements:

Sophisticated consumer segmentation and targeting methodology
Cross-functional insight sharing between marketing and sales
Channel-specific acquisition strategies and metrics

Life-stage mapping and transition identification

Multi-occasion positioning capabilities

U: Unlock Bigger Baskets

Strategic Intent: Increase purchase size through bundling, cross-category
solutions, and value packs.

Key Dimensions:

¢ Solution-based Merchandising: Create complete breakfast solutions
combining cereals with milk, fruit, yogurt, or beverages

o Format Variety Bundles: Offer multi-packs combining different
formats (traditional cereal + portable option)

e Value Pack Architecture: Develop multi-serve family packs and
bulk options for households
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e Cross-category Activation: Establish partnerships with
complementary categories (dairy, fruit, beverages)

e Occasion-based Bundling: Create solutions for specific occasions
(school mornings, weekend family breakfast)

Capability Requirements:

Bundle economics modelling and ROI assessment
Cross-category partnership development methodology
Joint business planning frameworks for solution selling
Pack architecture optimization capabilities

Shopper basket analysis methodology

I: Increase Purchase Cycles

Strategic Intent: Drive more frequent consumption by repositioning cereal for
multiple eating occasions and rituals.

Key Dimensions:

e Usage Occasion Expansion: Promote cereals for breakfast, post-
workout, evening snacks, and dessert options

e Consumption Ritual Development: Create new routines around
cereals (e.g., afternoon energy boost, evening protein refuel)

e Portion Control Solutions: Offer pre-portioned formats encouraging
daily use

e Loyalty Program Integration: Develop digital engagement platforms
rewarding consistent consumption

e Pantry-loading Strategy: Create stocking incentives during key
seasonal periods

Capability Requirements:

Occasion-based marketing methodology
Loyalty program design and optimization
Seasonal calendar development and execution
Consumption ritual mapping and creation
Post-purchase engagement systems

D: Drive Sustainable Profits

Strategic Intent: Enhance profitability through premium innovation, portfolio
optimization, and operational excellence.
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Key Dimensions:

e Premiumization Strategy: Develop higher-margin offerings featuring
functional ingredients, ancient grains, and wellness benefits

e Value-tier Management: Maintain affordable options for price-
sensitive shoppers without margin erosion

e Pack Format Efficiency: Optimize packaging for cost reduction
while enhancing sustainability credentials

e Portfolio Rationalization: Focus on top-performing variants while
strategically introducing innovations

¢ Ingredient Optimization: Create formulation strategies balancing
quality, nutrition, and cost

Capability Requirements:

SKU profitability analysis methodology
Tiered value proposition development
Pricing architecture modelling

Cost optimization framework
Innovation ROI assessment

E: Enable Cross-functional Excellence

Strategic Intent: Align organizational capabilities across functions to deliver
integrated shopper-centric strategies.

Key Dimensions:

¢ Insight Integration: Connect consumer, shopper, and market
intelligence across functions

e Marketing-commercial Alignment: Ensure brand marketing and
trade activation are mutually reinforcing

¢ Innovation-sales Coordination: Create seamless handoffs from
product development to commercial launch

o Physical-digital Integration: Align in-store and online shopper
experience and messaging

¢ Financial-commercial Partnership: Establish collaborative planning
between financial and commercial teams
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Capability Requirements:

Cross-functional workflow design

Joint KPI setting and evaluation
Communication systems across functions
Insight distribution methodology
Integrated planning processes

PATHS Framework (Retailer/Distributor Execution)

Route to Shopper®
The PATHS Model
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P: Presentation Excellence

Strategic Intent: Create compelling physical and digital shopping
environments that enhance discovery and decision-making.

Key Dimensions:

e Mission-based Navigation: Organize cereals by shopper need
(family, health, energy, indulgence)

e Nutritional Signposting: Create clear systems helping shoppers
identify products meeting their health goals

e Digital Search Optimization: Enhance online discoverability through
nutrition filters and mission-based keywords

e Cross-category Merchandising: Create adjacent displays with
complementary items (milk, fruit, yogurt)

¢ In-aisle Education: Provide nutritional information and usage
inspiration at the point of decision
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Capability Requirements:

Planogram development methodology
Digital taxonomy creation

Visual merchandising standards
Cross-category adjacency planning
In-store communication architecture

A: Assortment Optimization

Strategic Intent: Curate optimal product selection balancing choice, relevance,
and operational efficiency.

Key Dimensions:

Mission-Led Rationalization: Streamline assortment based on key
shopper missions

Format Balance: Ensure appropriate representation of boxed, bagged,
hot, and portable options

Price Tier Coverage: Maintain options across entry, mainstream, and
premium segments

Local Relevance: Adapt assortment to regional preferences and
demographics

Exclusivity Strategy: Develop retailer-specific products for
differentiation

Capability Requirements:

Assortment analytics methodology
Range architecture development
Store clustering and localization
SKU performance measurement
Private label portfolio development

T: Team Engagement

Strategic Intent: Equip store teams with knowledge and tools to enhance the
shopper experience.

Key Dimensions:

Nutrition Education: Train associates on cereals' nutritional benefits
and ingredients
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Shopper Mission Storytelling: Equip teams with mission-based
selling narratives

Cross-Selling Capability: Develop skills for suggesting
complementary items

Operational Excellence: Ensure consistent execution of
merchandising standards

Shopper Interaction Skills: Create approaches for engaging
customers and addressing questions

Capability Requirements:

Training program development
Knowledge assessment tools
Performance management systems
Service standard development
Operational process design

H: Holistic Supplier Integration

Strategic Intent: Create collaborative partnerships with manufacturers to drive
mutual growth.

Key Dimensions:

Joint Business Planning: Develop collaborative growth strategies
with key suppliers

Data Sharing Protocols: Establish frameworks for insight exchange
with manufacturers

Co-created Activation: Design seasonal campaigns like "Back to
School Breakfasts" or "Healthy New Year"

Category Development: Work with suppliers to expand total
category consumption

Innovation Pipeline: Create collaborative approaches to new product
development and launch

Capability Requirements:

Supplier segmentation methodology
Collaborative planning processes
Joint KPI development

Data sharing frameworks

Event co-creation systems
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S: Shopper Insight Application

Strategic Intent: Leverage deep shopper understanding to create superior
customer experiences.

Key Dimensions:

Mission-based Analytics: Analyse performance by shopper mission
rather than just product segments

Digital Journey Mapping: Understand online search and browse
patterns for cereals

Personalization Strategy: Create tailored recommendations based on
past purchases and preferences

Behavioural Segmentation: Classify shoppers based on health
orientation and consumption patterns

Test and Learn Approach: Implement systematic experimentation
with merchandising and activation

Capability Requirements:

Shopper research methodology
Journey mapping processes
Personalization technology
Segmentation framework development
Test and learn systems

Shopper vs. Consumer Dynamics in Breakfast Cereals

Understanding the distinction between shoppers (decision-makers) and
consumers (end-users) is particularly critical in the breakfast cereals category.

The Shopper Perspective

Shopper Profile:

Primary household purchasers making decisions within time and
budget constraints

Often balancing multiple priorities: nutrition, taste appeal, value, and
convenience

Increasingly researching nutrition information before purchase
Making selections that must satisfy multiple household members
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Shopping across channels with different decision criteria (stock-up vs.
fill-in trips)

Shopper Considerations:

Package clarity and information accessibility
Shelf visibility and navigation

Pricing architecture and promotion structure
Packaging format and storage practicality
Nutritional credentials and ingredient transparency

The Consumer Perspective

Consumer Profile:

End-users may be different from shoppers (children, other family
members)

Focused primarily on taste, experience, and satisfaction

May have specific nutritional needs or dietary restrictions
Consumption behaviour varies by occasion and day-part

May influence future purchase through feedback to shopper

Consumer Considerations:

Taste experience and texture preference
Portion size and convenience

Variety and flavour options

Customization possibilities (mix-ins, toppings)
Satiety and energy delivery

Bridging the Gap

Successful cereals strategies address both shopper and consumer needs:

Dual Messaging: Package fronts appeal to consumers while backs
provide shoppers with detailed information

Format Innovation: Designs addressing shopper convenience
concerns while delivering consumer experience

Balanced Portfolio: Offerings spanning health priorities of shoppers
with taste preferences of consumers

Multiple Pack Sizes: Options for different household types and
consumption patterns
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Education Strategy: Helping shoppers make informed choices while
ensuring consumer satisfaction

Ilustrative Framework Applications - Hypothetical

Scenario 1: Protein-focused Morning Solution

Strategic Challenge: Addressing demand for protein-rich breakfast options in a
crowded wellness segment.

GUIDE Strategy Application:

G (Grow): Develop a high-protein granola targeting fitness-conscious
adults with clear nutrition messaging

U (Unlock): Create bundles with plant-based milk alternatives for a
complete protein solution

I (Increase): Position for dual usage as morning fuel and post-
workout recovery option

D (Drive): Implement premium pricing reflecting functional
ingredients and benefits

E (Enable): Align R&D, marketing, and sales around a unified
protein platform strategy

PATHS Implementation Approach:

P (Presentation): Design a "Protein & Fitness" section with clear
nutritional navigation

A (Assortment): Offer both traditional packaging and portable on-
the-go formats

T (Team): Equip staff with protein benefit knowledge for informed
conversations

H (Holistic): Establish partnerships with complementary wellness
brands

S (Shopper): Focus digital targeting on fitness-interested consumer
segments

Potential Results:

Category value growth among health-conscious shoppers
Significant consumption occasions occurring outside traditional
breakfast

Higher basket values than category average
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Strong performance across both physical and digital channels

Scenario 2: Family-value Breakfast Solution

Strategic Challenge: Addressing price sensitivity among family shoppers while
maintaining category value.

GUIDE Strategy Application:

G (Grow): Target budget-conscious families with value-oriented
positioning

U (Unlock): Develop multi-pack options combining kid-appealing and
adult varieties

I (Increase): Create promotions encouraging stock-up behavior during
key periods

D (Drive): Optimize packaging for cost efficiency while maintaining
quality perception

E (Enable): Coordinate supply chain, marketing, and sales for
volume-driven efficiency

PATHS Implementation Approach:

P (Presentation): Establish a dedicated value-focused display area in
the cereal aisle

A (Assortment): Feature family-size packs and variety bundles
prominently

T (Team): Provide associates with value messaging and serving cost
comparisons

H (Holistic): Form partnerships with dairy brands for complete
breakfast solutions

S (Shopper): Time communications to align with family budgeting
periods

Potential Results:

Increased household penetration among value-seeking families
Larger basket sizes versus single pack purchases

Improved price perception while protecting margins

Reduced switching to private label alternatives

14
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Scenario 3: Evening Relaxation Occasion

Strategic Challenge: Expanding consumption beyond breakfast to drive
incremental purchase.

GUIDE Strategy Application:

¢ G (Grow): Introduce cereal bites with relaxation-supporting
ingredients for evening consumption

e U (Unlock): Design portion-controlled packaging for conscious
snacking

e I (Increase): Create messaging connecting the product to evening
relaxation routines

e D (Drive): Position as premium offering based on functional benefits

e E (Enable): Integrate R&D, packaging, and marketing around the
evening occasion concept

PATHS Implementation Approach:

e P (Presentation): Place products in both cereal aisle and evening
snacking locations

e A (Assortment): Include flavours associated with relaxation in the
product line

e T (Team): Position with staff as healthier alternative to traditional
evening treats

e H (Holistic): Create complementary displays with other evening
wellness products

e S (Shopper): Align digital content with evening browsing behaviors

Potential Results:

e Development of a new consumption occasion expanding category
boundaries

e Incremental sales beyond traditional breakfast occasions

e Premium margins compared to traditional cereal offerings

e Strong cross-purchase patterns with complementary evening products

15
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Outcomes from Route to Shopper® Implementation

Organizations implementing the Route to Shopper® Framework for breakfast
cereals can achieve:

Strategic Benefits

e C(larified category roles across channels, missions, and occasions

e Expanded usage occasions beyond traditional breakfast

e Enhanced shopper understanding across physical and digital
touchpoints

e Stronger differentiation versus private label and competitors

e More efficient commercial investment focused on highest-potential
areas

Organizational Benefits

e Aligned functions with common language and priorities

e Connected insights across consumer, shopper, and customer
dimensions

e Coordinated planning between marketing, innovation, and commercial
teams

e Enhanced capabilities across the organization

e Data-driven decision making informed by shopper insights

Commercial Benefits

e Revenue growth from expanded shopper base and occasions

e Margin enhancement through premium innovation and efficient
promotion

e Improved ROI on marketing and commercial investments

e Reduced inefficient spending by focusing on highest-potential
opportunities

o Strengthened pricing power through differentiated value propositions

Role of Commercial Excellence Academy

The Commercial Excellence Academy enables cereals category leaders to
implement the Route to Shopper® Framework through:

16
Commercial Excellence Academy ©Asbiverse Group 2025

by GO Asbiverse Group

Optimizing Route to Shopper* Capability for Winning in Retail

www.commercialexcellence.academy



Capability Development

e Certification programs tailored for cereal category professionals

e Custom workshops applying framework to specific organization
challenges

e Digital learning pathways for continuous skill development

e Coaching and advisory for leadership teams

e Change management support for organizational transformation

Tools and Resources

e Ready-to-deploy templates for shopper analysis, planning, and
execution

Structured frameworks for mission-based strategy development
Simulation exercises for capability building

Assessment methods for evaluating current state and progress
Implementation roadmaps for staged transformation

Ongoing Support

Best practice sharing across industry and categories

Facilitated planning sessions for cross-functional teams
Measurement tools for tracking capability development progress
Community access for peer learning and networking

Refresher programs to maintain momentum and address emerging
needs

Call to Action

We invite cereal industry commercial leaders to:

e Future-proof category strategies by aligning with evolving shopper
needs and consumption patterns

e Transform commercial capabilities from traditional trade approaches
to mission-led strategies

e Connect brand and retail execution through an integrated shopper-
centric framework

e Develop mission-based thinking across your entire organization

e Partner with the Commercial Excellence Academy to implement the
Route to Shopper® Framework
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Contact

To begin a strategic dialogue on implementing the Route to Shopper®
Framework in your organization, please contact:

Strategic Partnerships Team
Commercial Excellence Academy

www.commercialexcellence.academy

info@commercialexcellence.academy

Route to Shopper® is a registered trademark of The Asbiverse Group
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