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® INVENTORY MANAGEMENT - OPERATIONAL GUIDE

Inventory problems rarely
arrive all at once. They build
quietly through missed counts,
expired products, and waste
no one connected to the
shelves.

For operations, site, catering, facilities, and muilti-site leaders
responsible for stock, products, supplies, and operational inventory.
Why manual stock control creates waste and disruption that
compounds quietly, and how to make stock visibility drive action rather

than retrospective explanation.

® Expiry before waste ® Waste with a reason ® Stock across every site

® EXPIRING SOON LOW STOCK WASTE THIS WEEK

23 7 £840

lines - within 48h below threshold - 3 sites reason-coded - down 18%
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® IN THIS GUIDE

Built for the people
who answer for every
shelf.

This guide is for operations, site, catering, facilities, and multi-site
leaders responsible for managing stock, products, supplies, and
operational inventory. It covers why manual stock control creates
waste and disruption that compounds quietly, what a connected
inventory approach makes possible, and how to build a system
where stock visibility drives operational action rather than
retrospective explanation.

01 The cost of unclear stock visibility

02 Five questions to ask before you change your approach

03 What 'good' looks like: an inventory standard worth building to
04 The numbers behind the decision

05 Six failure points in inventory management
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08 Making the transition: practical starting points
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® PROBLEMS THAT BUILD QUIETLY

The cost of unclear stock
[ ] [ ] og®
visibility
Inventory problems rarely announce themselves. They build quietly through a
series of small failures that individually seem manageable: a stock count that is

slightly off, a delivery that is assumed to have arrived, a product that expires before

anyone checks the rotation, a waste log that records a quantity but not a reason.

The challenge is not usually that organisations do not have stock controls in place.
Most do. The challenge is that manual controls, paper sheets, local spreadsheets,
supplier notes, individual site knowledge, create a version of stock visibility that is

always slightly out of date, always missing some context, and always dependent on

someone remembering to update it.

By the time the gap becomes visible, a stock-out during service, a waste total that
does not match purchase history, an expiry date that was missed, the cost has
already been incurred. The product was already wasted. The service was already
disrupted. The compliance record already has a gap.

o The waste you cannot explain is the waste you cannot reduce

A waste log that records quantity without reason tells you how much was lost. It
does not tell you whether the loss was caused by over-ordering, poor rotation,
temperature failure, supplier quality, or preparation decisions. Without that
connection, the same waste recurs in the same way for the same avoidable
reasons.

The same pattern appears across sectors. In food service, expired stock and
unexplained waste represent avoidable cost at every outlet. In healthcare,
consumable stock-outs create care disruptions that affect outcomes. In
manufacturing, inaccurate materials inventory creates production delays and
quality failures. In facilities, consumable procurement disconnected from actual
usage generates over-stocking in some locations and stock-outs in others.
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® BEFORE YOU CHANGE YOUR APPROACH

Five questions to ask before
you change your approach

Improving inventory management is not primarily a question of software or

scanning technology. It requires clarity about where visibility is weakest, what

decisions the stock data needs to support, and where the gap between record and

reality creates the most cost.

1

Do you know, right now, which products across your sites are
approaching expiry?

Not at the next stock count. Right now. In most organisations managing stock across
locations, the honest answer is no: expiry visibility depends on manual checks, and the
gaps between them are where expired products accumulate undetected. Connected
inventory changes expiry from a periodic check to a live alert.

When stock runs out unexpectedly, how do you find out?

In most operations, the answer is: when the person who needs the stock cannot find it.
The stock-out is discovered at the moment of use, during service, a care task, a
production run, a maintenance job. At that point the disruption is unavoidable. The
question is whether your system is designed to prevent it or simply to record it.

When waste is recorded, is the reason captured?

A waste quantity without a reason is cost without explanation. Without cause data, over-
ordering looks the same as temperature failure, and preparation waste looks the same as
supplier quality issues. The organisations that reduce waste most connect quantity to
reason, reason to source, and source to corrective action.

Do you know whether stock in one location could cover a shortage
in another?

In multi-site operations, stock imbalances are commmon and largely invisible. One
location is over-stocked while another runs short. Without cross-site visibility, the same
products are ordered twice in the same week across two sites that share a supplier, and
neither knows the other has enough to cover both.

THE RESILIENCE TEST
If a supplier recalls a product, how quickly can you identify all
affected stock?

A recall requires identifying every unit of the affected product, in every location,
across every site, quickly enough to remove it from use before harm occurs. Manual
systems that rely on paper records and local knowledge cannot do this reliably or
quickly. A connected system with structured product records and movement
history can.
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® A STANDARD WORTH BUILDING TO

What 'good' looks like

The organisations that manage inventory most effectively share a set of operational

capabilities that go beyond accurate stock counts. These are the outcomes a well-
built connected inventory approach should consistently deliver.

v

Current stock levels without manual counting
Stock quantities are visible across sites, departments, and storage locations without
requiring someone to conduct a count and update a spreadsheet.

Expiry visibility before waste occurs

Products approaching expiry are surfaced in time for rotation, use, or disposal decisions, not
discovered after they have already become waste.

Low-stock alerts before service is disrupted
When stock falls below its threshold, the right person knows before the stock-out affects
operations, care, production, or customer experience.

Waste recorded with reason, product, and value
Every waste event connects to the product wasted, the reason for the loss, the quantity, the
value, and the location, creating the data needed to reduce it.

Supplier issues connected to affected stock
When a supplier delivers short, out of specification, or issues a recall, the affected stock can
be identified and acted on without manual cross-referencing.

Movement history traceable on demand
Every stock update, transfer, disposal, and usage event has a user, a timestamp, and a record,
creating an audit trail available without manual reconstruction.

Multi-site stock visibility without calls
Leaders can see stock levels, expiry status, waste trends, and procurement needs across all
sites without contacting each location individually.

Most organisations deliver some of this through manual processes and local
discipline. The gap is almost always in expiry visibility, waste reason capture, and
cross-site stock awareness, the three areas where connected systems deliver the
most immediate waste reduction.
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® WHAT IS AT STAKE

The numbers behind the
decision

The financial and operational case for connected inventory management is well

evidenced, particularly in food service and healthcare environments where stock
failures carry both direct cost and compliance implications.

£3.2bn £10k “'70%

Annual food waste Per outlet / year Still on paper

In UK hospitality, a Average food waste cost Estimated share of the
significant proportion for a typical hospitality market still using manual
linked to poor stock operation, largely or paper-based records as
rotation and expiry preventable with better their primary
management. inventory controls. management system.
Source - WRAP Source - WRAP 0CAPII estimate

The allergen record hidden in the stock system

Allergen management connects directly to inventory in ways many operations do
not fully recognise. Allergen status is held at the product record level. When
products change, substitutions are made, or supplier specifications update, the
allergen information changes with them. Manual systems that hold product
information separately from the workflow create gaps between what is on the
shelf and what the team believes is there.

The procurement decision made on the wrong data

Over-ordering is rarely a deliberate choice. It is almost always the result of a
procurement decision made without accurate visibility of current stock across all
locations. The organisation pays for stock it already has, stores stock that crowds
out other products, and eventually writes off stock that expired before use.
Connected inventory makes this cycle visible, and breakable.

® OCAPII - The Operational Guide to Inventory Management
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® WHERE STOCK CONTROL BREAKS DOWN

Six failure points in inventory
management

Inventory failures tend to follow predictable structural patterns across all sectors.

Understanding where the process breaks down helps identify where connected

systems deliver the most immediate waste reduction and operational

improvement.
FAILURE POINT

Expiry missed between
counts

Waste without reason

Stock-out discovered at
point of use

Local knowledge not
transferable

Supplier issues
disconnected from
stock

Movement without
audit trail

WHY IT PERSISTS

Expiry dates are checked during periodic stock counts. Between
counts, products expire undetected. The interval between counts,
which may be days or weeks, is the window in which expired stock
accumulates.

Waste is recorded as a quantity. The reason is not consistently
captured, or sits in a free-text field that cannot be analysed across
time or location. The same avoidable waste recurs because the
data to identify its cause does not exist.

Low-stock thresholds are either not set or not monitored. The
stock-out is discovered when someone needs the product and it is
not there. At that point, the disruption to service, care, or
production is unavoidable.

Stock management often depends on individual knowledge: the
manager who knows the usual order quantities, the chef who
knows which products need careful rotation. When those people
are absent, the knowledge is unavailable.

A delivery is short, out of specification, or recalled. The supplier
note sits in an email or goods-in book, with no connection to the
affected stock on the shelves. Identifying and removing it requires
manual cross-referencing that may take hours.

Stock moves between locations, is used, transferred, or disposed
of without a formal record. When a discrepancy appears between
expected and actual levels, there is no movement history to
explain it. The investigation begins from zero.

The structural problem connecting all six is the same: manual inventory

management is a series of snapshots. Between snapshots, stock moves, expires,

and is wasted without anyone seeing it. Connected inventory management closes

the gaps between snapshots with continuous visibility.
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® FROM SNAPSHOTS TO CONTINUOUS VISIBILITY

What connected inventory
management actually
changes

Connected inventory management is not a more accurate version of a stock
spreadsheet. It changes the fundamental relationship between stock data and
operational response: from periodic snapshots to continuous visibility, and from
passive records to active management.

BEFORE AFTER

Stock tracked in spreadsheets or paper Stock managed in one connected platform

sheets

Expiry checks depend on manual review Expiry data surfaced before stock becomes
waste

Low stock discovered too late Low-stock alerts help teams act sooner

Waste logged inconsistently Waste linked to product, reason, value and site

Supplier issues sit in emails or notes Supplier issues connect to stock records and
actions

Leaders rely on delayed reports Dashboards show movement, waste, expiry and
trends

o Inventory visibility as a sustainability lever

Avoidable food waste is the most discussed sustainability issue in food service, but
the principle extends across sectors. Consumable over-stocking in facilities,
expired medicines in healthcare, and surplus materials in manufacturing all
represent both financial waste and environmental impact. Connected inventory
that makes these patterns visible is a practical sustainability tool as well as an
operational one.

® OCAPII - The Operational Guide to Inventory Management
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® STOCK TYPES VARY BY SECTOR

Industry-specific
considerations

Stock types, compliance obligations, waste drivers, and the operational

consequences of poor visibility differ considerably between a hospital trust and a
restaurant group, or a school trust and a manufacturing plant.

Food & Beverage
The most complex, high-consequence inventory
challenge of any sector.

Ingredient-level expiry management is the
highest-value starting point for waste
reduction.

Waste reason capture is the foundation for
any waste reduction programme.

Allergen information at product level reduces
the risk of the information chain breaking.

Healthcare & Care Homes

Compliance implications beyond waste reduction.

e Catering stock needs commercial-grade

expiry and allergen management, plus
dynamic diets.

e Consumable stock-outs (PPE, wound care,

continence) directly affect care quality.

e Recall response requires identifying all

® OCAPII - The Operational Guide to Inventory Management

affected stock across all locations quickly.

Hotels & Accommodation

Stock across many departments, each managed
in isolation.

e Minibar and room service stock, connected
centrally, cuts room-by-room counting.

e Event and banqueting stock needs precise,
time-sensitive ordering and tracking.

e Housekeeping consumables represent
significant, rarely-scrutinised procurement
spend.

Manufacturing & Industrial

Materials, production stock, packaging,
consumables and spares.

e Raw material accuracy directly affects
production scheduling and avoids delays.

e Batch-linked tracking connects material lots
to finished products for traceability.

e Maintenance spares management cuts
downtime when critical spares are in stock.
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® STOCK TYPES VARY BY SECTOR : CONTINUED

Industry-specific
considerations

Facilities & Estates

Cleaning, consumables, safety equipment, spares
and contractor materials.

e Cleaning supply stock connected to schedule
frequency aligns procurement with use.

e Safety equipment stock (PPE, first aid,
extinguishers) connects to compliance
records.

e Contractor materials need goods-in records
linking material to job, contractor and
location.

Leisure & Entertainment

Bar, catering, event, retail and operational stock
against variable demand.

e Event-led stock planning linked to bookings
cuts both over-ordering and mid-event stock-
outs.

e Bar and retail movement tracking connects
consumption to service periods.

e Cold chain stock for outdoor events links
expiry and temperature to inventory records.
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Education

Catering, science, facilities and sports stock, rarely
unified.

e Catering stock carries the same HACCP and
allergen obligations as commercial food
service.

e Science supplies need tracking of chemicals
and controlled substances with disposal
evidence.

e Trust-wide procurement visibility identifies

consolidation and reduces duplicate ordering.

Every sector

Wherever stock is held, the principle holds: make
expiry, waste and movement visible before the
cost is incurred.
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® PRACTICAL STARTING POINTS

Making the transition

Moving from manual inventory management to connected stock control does not

require replacing every process simultaneously. The highest-return starting point is

almost always the stock type where poor visibility creates the most direct

operational cost, typically through waste, stock-outs, or compliance gaps.

A practical approach to building connected inventory management

Start with your highest-waste stock categories: identify where expiry-related waste,
unexplained loss, or stock-out frequency creates the most direct cost, and build
connected records around those first.

Define your alert thresholds before going live: what low-stock level requires
replenishment, what expiry proximity requires a rotation check, and what waste value
requires a review.

Require waste reason capture from day one rather than adding it retrospectively: the
reason data is what makes waste trends analysable and reduction programmes possible.

Connect supplier records to product records from the start: the ability to identify all
stock from a specific supplier quickly is the foundation for effective recall response.

Build movement records as standard practice, not as an audit requirement: every
update, transfer, and disposal recorded as it happens creates the trail manual
reconstruction cannot replicate.

Review the first month's data for waste patterns and stock imbalances: the products
generating the most waste, the locations with the most stock-outs, and repeating
supplier issues are visible within weeks.

The goal is not a perfect inventory system built in one step. It is connected stock
visibility that makes waste visible before it becomes unavoidable, surfaces stock-
outs before they disrupt service, and creates the movement history and expiry
evidence that audits and recalls require, without anyone having to assemble it

manually.
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ocapii MASTER YOUR OPERATIONS

® SEE HOW OCAPII MAKES STOCK VISIBLE BEFORE THE COST

Inventory problems
build quietly.

Connected visibility is how you see them before they become
avoidable cost. OCAPII connects product records, stock levels,
expiry, waste, supplier information, low-stock alerts, and
movement history into one live operational platform, so teams
can see more, waste less, and act sooner. If something in this
guide describes your operation, it is worth a conversation.

Request a conversation at ocapii.com —
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