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Preface — Results Before Theory

Two projects, real numbers: the method this book will teach you

It's 11 PM. A field rep just sent a photo to the WhatsApp group: the soda shelf is empty. But the system says there are 24 units in stock. Theft? Inventory error? Real stockout? You don't know. And tomorrow morning a resident will walk to the store, won't find what they need, and will simply stop coming.

That moment — the uncertainty at 11 PM facing an empty shelf — is the real starting point of this book. Not the theory of autonomous retail. Not the investor pitch deck. The moment when the operation demands payment for improvisation.

Autonomous retail is often sold as a passive solution: install a shelf, add a self-checkout kiosk, and wait for the profit to appear. Anyone who operates day-to-day knows that the convenience for the customer is the result of an invisible and relentless logistical complexity. This book exists to make that complexity visible — and manageable.

Who This Book Was Written For

This book is for the entrepreneur who already has stores open and wants to stop fighting fires. For those planning their first expansion and don't want to learn through expensive mistakes. For the supply chain manager who took over a network and needs to understand the sector from the inside out.

This book is not for those deciding whether to enter the sector. Not for those looking for marketing or store aesthetics tips. Not for those seeking a franchise that thinks for them. The topic here is operations — and operations require those willing to look at the ugly numbers.

The Weight of Operational Efficiency

Efficiency is not a differentiator: it is the only sustainable competitive advantage in this sector. In one optimization project at a network with dozens of points of sale, the rigorous application of a structured purchasing flow — with Days On Hand metrics and per-store parameterization — produced a 68% reduction in stockouts and raised inventory accuracy to 95%.

For context: before the restructuring, in certain stores, one out of every three items searched for simply wasn't available. Not because of a lack of capital to buy, but because of a lack of method to buy the right item, at the right time, for the right place. These aren't vanity metrics. They represent money that stopped being lost to expired products and unrealized sales from empty shelves.

The Growth Math: 50% in 15 Months

Many entrepreneurs stagnate after their fifth or tenth store because they try to manage a complex portfolio with the same tools used for a single location. In a second, deeper restructuring project — involving a Distribution Center, own fleet, and people management — the reorganization of logistics operations reduced the logistics cost from 9.1% to 7.5% of net revenue. A network that grew 50% in revenue in 15 months of restructuring.

The secret was not growing faster. It was transforming operational chaos into replicable processes, and processes into decision dashboards, before expanding. Each new store opened on a structured foundation multiplies results. Each new store opened on improvisation multiplies problems.

What You Will Find in These Pages

This book is structured in eight parts that follow the logical order of operational maturity: from choosing the first location to strategic scaling decisions. You can read it from start to finish or use it as a reference by consulting the relevant section for the problem you're facing now.


•  Master the Mix: use the ABC Curve to ensure the 50% of items that account for 70% of your sales never run out, and remove those that consume capital without generating returns.

•  Manage Shrinkage: accept and mitigate the reality of the 8% to 10% inherent losses in the sector, breaking them down by cause to address each one with the right solution.

•  Price Intelligently: understand that pricing in an autonomous convenience store is not cost-plus-margin — it is perceived value, convenience competition, and category strategy.

•  Scale with Rigor: structure a Distribution Center with methodology and processes that grow with the network, not against it.

•  Lead Without Being Present: build a field team that executes the correct planogram, at the right store, on the right day, with or without the owner nearby.



Theory only has value if it survives in the field. What you have in your hands is the manual of someone who has already made mistakes, corrected course, and consolidated a method that the autonomous retail market is demanding right now. Get ready to look under the hood of the operation. Profit lives in the details.


Introduction — The Market Few Know How to Operate

Why growing fast without structure is the recipe for failure in this sector

The autonomous convenience store market is experiencing a gold rush moment. The promise of a business with low fixed costs and high scalability attracts thousands of new entrepreneurs every month. Venture capital funds networks that double in size every semester. Franchisors sell the idea of passive income with a kiosk and three shelves.

There is, however, a thin — and often invisible — line that separates a profitable network from a financial black hole. That line is called Operational Structure.

The Accelerated Growth Trap

The most common mistake in this sector is believing that what works for two or three stores will work, through simple repetition, for twenty or fifty. The entrepreneur who reaches 15 locations using the same process as the first usually also reaches the first working capital crisis — and doesn't understand why, because revenue is growing.

The explanation is simple: growing revenue without growing structure is growing the problem. Each new store added without a replicable process is a new source of stockouts, spoilage losses, and uncontrolled logistics costs. The entrepreneur focuses on the front end — store aesthetics, marketing in the building, the point-of-sale kiosk — while the back end bleeds.

The Spreadsheet Entrepreneur vs. the Field Entrepreneur

There's a type of entrepreneur who knows everything about the market but has never visited a store at 7 AM to understand why the field rep isn't executing the planogram. And there's the field entrepreneur, who solves everything through improvisation but never knows for certain which store is profitable and which is destroying margin.

This book was written for a third type: the entrepreneur who understands that the spreadsheet and the field are inseparable. That the dashboard number needs to have meaning for the rep stocking the shelf. That the purchase decision made at the DC directly impacts the resident's experience at 11 PM.

The Eight Pillars of This Journey

This book is organized into eight interdependent parts. They are not isolated topics — they are layers of the same operation. Ignoring any one of them is like building a house without a foundation: it may seem solid until the first storm.


•  Part 1, Before Opening the First Store: location selection, conscious investment, and the contract that protects you.

•  Part 2, Portfolio and Product Strategy: the right mix, the ABC Curve in practice, and the planogram as a sales tool.

•  Part 3, Purchasing and Replenishment: DC vs. store inventory logic, inventory health metrics, and supplier management.

•  Part 4, Storage and DC: structure, accuracy, productivity, and picking and dispatch operations.

•  Part 5, Transportation and Field Logistics: own fleet or third-party, fleet management, and smart routing.

•  Part 6, People and Field Execution: the field rep as a strategic asset, variable pay, and shift leadership.

•  Part 7, Management, Metrics and Technology: the KPIs that matter, dashboards that drive decisions, and integrated systems.

•  Part 8, Scaling the Operation: from the first location to a portfolio, decisions under pressure, and the entrepreneur the market will demand.



Amateurism will have no place in this market in the coming years. If you're ready to stop just opening stores and start operating a high-performance retail company, turn the page. Let's start with what comes before the very first shelf is installed.


	PART 1 — Before Opening the First Store

An autonomous store's profit is decided long before its grand opening. In this part, you will learn to select locations with criteria, size your investment intelligently, and build contracts that protect your asset — not the client's.



Chapter 1 — Be a Specialist, Not a Generalist

Focus on segment, customer profile, and geographic density — why expanding your scope is a trap

In autonomous retail, scale is seductive. But specialization is what

1. The Anatomy of the Generalist Mistake








2. The Three Specialization Profiles in the Market








3. The Math of Geographic Density




4. Why Expanding Your Scope Is a Trap



	








Chapter 2 — Which Clients to Accept and Which to Avoid



1. The Cut-Off Metric: The Magic Number of Units










2. Logistics: The 30-Minute Rule and Action Radius



3. Competition and Operational Accessibility



4. The Location Qualification Scorecard

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	



	











Chapter 3 — Investment, Contract and Return per Location



1. CAPEX Anatomy: The Deployment Cost










2. The Business Case per Location: The Payback Formula








3. CAPEX Financing








4. Legal Protection: The Contract That Protects the Entrepreneur












	
















	



Chapter 4 — Product Mix



1. The Logic of Two Roles in the Mix







2. The Margin Asymmetry by Category


	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


3. The Real Cost of an Expired Product










4. Practical Rules for Dynamic Mix Management








	














Chapter 5 — ABC Curve in Practice



1. What the ABC Curve Is and Why It Exists



2. How to Build the ABC Curve for Your Operation









3. Seasonal ABC Curve: The Error of Treating the Mix as Static









4. From the ABC Curve to Visit Frequency








5. The Dual Dimension: Volume and Margin



	








Chapter 6 — Assortment by Store Size



1. The 100-80-50 Framework


	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


2. Mix Modules: The Kit the Field Team Carries








3. When to Move Up or Down a Tier








	
















Chapter 7 — Clustering and Planogram



1. Principles of an Efficient Planogram









2. Cross-Merchandising: Associations That Sell More








3. The Digital Planogram: No Improvisation in the Field










	
















4. Clustering: The Same Planogram for Similar Stores




Chapter 8 — Smart Pricing



1. The Autonomous Store Paradox



2. Pricing by Product Type


	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


3. The Price Perception Anchor


4. Price Adjustments and Dynamic Pricing Management









	


















	



Chapter 9 — DC vs. Store Inventory




1. Push vs. Pull: The Difference That Changes Operations






2. Per-SKU Parameterization: A Practical Example










3. The Financial Cost of Excess Inventory



4. FEFO: First Expired, First Out










	















Chapter 10 — ADV, Turnover and Replenishment Frequency



1. How to Calculate ADV Correctly









2. From ADV to Visit Frequency: The Complete Calculation








3. Access Windows: The Problem Routing Doesn't Solve



	














Chapter 11 — DOH and MMD: Inventory Health Metrics



1. DOH: How Long the Inventory Lasts



	












2. MMD: Min-Max-Days








3. The Control Panel of Indicators











Chapter 12 — Stockouts: Types, Causes and Control



1. The Four Types of Loss and Their Causes








2. Loss Benchmark by Segment


3. Action Plan by Type of Loss








4. Active Loss Management: The Daily Routine That Changes Results



5. Structured Reverse Logistics: The Return Flow Most Operations Ignore









	



















	
















Chapter 13 — Supplier Management



1. The Unloading Policy: Revenue Few Explore



2. Negotiation Beyond Price: The Five Pillars of Partnership









3. The Supplier as a Market Intelligence Partner



4. The DC as a Profit Center: Monetizing Beyond Operations






5. OTIF: The Metric That Evaluates the Supplier Beyond Price


	














	



Chapter 14 — Building the DC from Scratch



1. DC Layout Principles









2. Temperature Zones: The Error That Silently Destroys Margin








3. The Five Most Expensive Implementation Mistakes









4. Smart Infrastructure: What Floor Paint and Containers Can Solve
















	























Chapter 15 — Inventory Accuracy



1. Full Inventory vs. Cycle Counting



2. Cycle Counting Protocol by Class








3. The Reconciliation Protocol








4. The Accuracy Indicator



	















Chapter 16 — Picking, Dispatch and DC Productivity



1. Picking Models







2. Productivity Metrics








3. The Dispatch Protocol That Prevents Errors









4. Pre-Kitting, POD and IPH: The Trio That Transforms Picking















	













	



Chapter 17 — Own Fleet or Third-Party?



1. The Real Cost of an Own Vehicle











2. When Own Fleet Makes Sense










3. The Hybrid Model for Growth


	



















Chapter 18 — Smart Routing



1. Principles of an Efficient Route









2. Routing Tools



3. Routing Efficiency Indicators








4. Trigger Routing: The Route That Data Decides




	














Chapter 19 — Fleet Management and Preventive Maintenance



1. The Preventive Maintenance Plan









2. The Contingency Protocol








	















	



Chapter 20 — The Field Rep as a Strategic Asset



1. The Excellence Field Rep Profile









2. Store Load per Field Rep

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


3. Onboarding and Ramp-Up Period








	
















Chapter 21 — Shift Leadership and Team Management



1. Field Leadership Structure










2. Principles of Management That Create Autonomous Teams








	


















Chapter 22 — Variable Pay and Performance Incentives



1. Principles of a Good Variable Model









2. Suggested Variable Pay Structure


	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	



3. The Store Care Pillar: The Perception No Number Captures Alone




	

















	



Chapter 23 — The KPIs That Really Matter



1. Network Health KPIs









2. Logistics Efficiency KPIs








3. Team Performance KPIs







4. Sales per Square Foot (S/sqft): The Definitive Efficiency Metric









	


















Chapter 24 — Dashboards That Drive Decisions



1. Principles of the Dashboard That Works








2. The Three Fundamental Panels







3. From Analysis to Action: The Response Protocol








4. The Intelligence Center: Proactive Real-Time Management










	














Chapter 25 — Technology and Integrated Systems



1. The Minimum Viable Integration Principle









2. The Integration Between Systems: What Really Matters


3. The Supercomputation Error


4. API Architecture: Why the Best System Is the One That Best Integrates




	

















	



Chapter 26 — From the First Location to a Portfolio



Phase 1 — Validation (1 to 5 stores)


Phase 2 — Structuring (6 to 20 stores)


Phase 3 — Scale (21 to 50 stores)


Phase 4 — Consolidation (50+ stores)


	













3. The Two Rules That Protect Scale








Chapter 27 — Decisions Under Pressure



1. Cash Crisis: Diagnosis Before the Remedy









2. The Decision to Close a Poor Location



3. Contract Renegotiation with Partner


	


















Chapter 28 — Finance for the Autonomous Retail Entrepreneur



1. The Simplified Income Statement















2. Occupancy Cost: What the Store Really Costs



	


















Chapter 29 — The Entrepreneur of the Future



1. The Five Trends That Will Redefine the Sector









2. The Profile of the Entrepreneur the Market Will Demand












Conclusion — The Advantage That Doesn't Appear in Marketing








Glossary of Operational Terms

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	



Appendices — Quick Reference Templates and Tools

Appendix A — ABC Curve Matrix with Logistics Action
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Appendix B — Location Decision Matrix
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Appendix C — Complete Loss Management Protocol
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Appendix D — Shelf Organization Guide by Shelf Level
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