
Costa Express

Why a talking coffee machine is great for business
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Business revolution using data intelligently 

2013: Reengineering a supply chain 

2014: Consolidating changes to sustain growth

2015 +?: Business step change
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Move into International Operations after a career 

in Supply Chain
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1971 1978 1988 1999 2006 2008 2009 2011 2011 2012 2013 2013

Strong growth, accelerated in the past 10 

years

Delivering returns on a significant investment
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2012 – Limited control with increased costs in 

the supply chain

• Unique business model pushes stock to sites free of charge

• Over 2,000 linked spreadsheets barely coping with 50,000 
replenishment combinations

• Incumbent logistics provider in place for 12 years

• No direct contact with suppliers

• Business more than doubling in size in less than 12 months

2,498 
machines

1 country Autostock
Incumbent 

provider
Legacy IT

Old Ops 
Structure

1 model
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Driving significant change to deliver customer, 

shareholder and partner value

• April 2012 - Supply Chain team took ownership

• Applied a plaster to current demand planning solution

• Sourced, reviewed and awarded new IT demand planning system for 
the business

• Tendered and appointed new logistics provider

• November 2012 – chose ToolsGroup and appointed Howard Tenens

• January 2013 – go live with both, at the same time

• Field teams changed roles, driving NPS score up to record levels
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2013 - Revolutionising the supply chain… and 

the business
• Introducing new demand planning, inventory optimisation and 

replenishment processes 

• Implementing ToolsGroup’s SO99+ Software

• Redefining the role of the field teams

• To support a business doubling in size, whilst:-

• Changing logistics provider

• Introducing a new purchasing strategy

• With a new supply chain team

• And implementing within 3 months

3,202 
machines

3 trial 
countries

SO99+
Howard 
Tenens

Legacy IT
Old Ops 

Structure

2 
models
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Using data to drive customer service

• Spans key supply chain areas

• Use actual daily sales data to sense demand

• Calculates how much stock to send a site

• Using cloud technology to manage big data

• Enhanced stock visibility and reporting

• All done using innovative demand modelling technology

• Aims to use intuition of a planner
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Network solution: 30 suppliers; 6 warehouses; 

4,500+ machines; multiple countries
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Example Monthly Drinks Forecast
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Daily forecast – 10 or 70 cappuccinos today
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Planned coffee deliveries
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2013 - Significant change – significant benefit

Overall Net Promoter Scores increased by 10% over 6 months

20% reduction in stock holding at sites

50% reduction in number of refusals

Management of new relationships with over 15 suppliers with no 
loss of service

Move to new 3PL with no loss of service,20% cost reduction and 70 
tonnes of CO2 saved

Implementation of SO99+ with no loss of service

Increase in business size from 900 machines to over 4,300

Significant driver of Whitbread growth and success



Unprecedented business growth
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2013 - Revolutionising the supply chain… and 

the business

3,202 
machines

3 trial 
countries

SO99+
Howard 
Tenens

Legacy IT
Old Ops 

Structure

2 
models



2013 - Launch of new products which will 
revolutionise the industry

Rich user interface in full HD

Evocative sound track with burring 
grinder and tinkling of spoons

Memorable flavours and
fragrances

Cutting edge reliable / ultra efficient 
computer processing hardware

Stunning curved design by
Italian automotive designers

Irresistible aromas of
Costa’s coffee shops

Innovative coffee-making
system providers



2013 - International expansion into new markets
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2014 – Preparing the business for a new 

growth phase

3,862 
machines

7 trial 
countries

SO99+
Howard 
Tenens

Legacy IT
Old Ops 

Structure

2 
models

• Internal project launched – “How do we accelerate our growth?”

• Fundamental review of all operational, IT and international 
growth strategy

• Three key outputs:

• Internal realignment phase two – operational structure

• IT Project– making our back office systems work

• International Strategy –defined growth plan
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2015 – How do we double the size of the business… 

again?



19

Costa Stores

2,861 stores across

30 markets

Costa Express

4,150 self serve coffee

bars in 9 markets

With exceptional operational support

Proven operation &
back office system

Real time
demand
planning and
supply chain

Operational
Support

The perfectly
prepared Mocha
Italia coffee

Proprietary
equipment

Unique telemetry
& monitoring

World class
helpline support



20



Automated commissioning

Dynamic machine location info

Live operational data by machine

Milk 
low

Automated operator alerts

Improved machine monitoring

Grid Capabilities – Phase 1

Resilient machine connectivity

Revolutionising our back office systems

4,292 
machines

7 trial 
countries

SO99+
Howard 
Tenens

Legacy IT
New Ops 
Structure

2 
models
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Grid enables smart machine alerting –

leveraging the Internet of Things

Level 0

Machine alerts – message on screen, with optional alarm

Level 1

Site alerts – message to Costa Express provided device 

Level 2

Partner alerts – escalation to site / area management 

Level 3

Service agent alerts – via email, SMS, or service tickets

Level 4

Costa Express Control Centre

24

Technical AlertsOperational Alerts
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Business revolution using data intelligently 

2013: Reengineering a supply chain – using sales data to 
replenish sites

2014: Consolidating changes to sustain growth - in the 
UK international expansion

2015 +?: Total business step change – delivering new 
operational structures and IT changes



Thank 

you


