Ocado Retail's supplier culture becomes a company-wide discipline as rivals emulate its Roots programme
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Ocado Retail’s approach to working with suppliers is being framed as a strategic, company-wide discipline rather than a series of one-off deals. The German trade title Lebensmittel Zeitung describes a culture that treats suppliers as part of the team, with leadership fostering collaboration, recognition and the tools necessary for joint growth. At the same time, the broader European retail scene is embracing comparable models that push smaller players closer to the centre of the store shelf, while still balancing the scale and reach of larger brands.
Ocado Retail’s roots-based ambition has become a touchstone for how retailers can nurture emerging brands without sacrificing the advantages of a high-performing supply chain. The article notes that CEO Hannah Gibson, when reporting a strong first half, thanked what she called the “wonderful suppliers” who contribute to Ocado’s growth. The piece also highlights Ocado Roots, the programme designed to help brands and startups scale by offering favourable payment terms and networking opportunities across Ocado’s ecosystem. In effect, the roots programme and its champions aim to turn supply partners into long-term co-creators of the Ocado journey. Given the scale of Ocado Retail, the initiative is pitched as a deliberate, hands-on approach rather than a passive endorsement of collaboration. The company says the programme provides entrants with enhanced onboarding, access to data through Beet by Ocado, and structured pathways to learn from peers within the network.
The article situates Ocado’s philosophy within a wider trend: retailers increasingly see supplier relationships as a core competitive asset. Market observers quoted in the piece emphasise two ideas: first, that leadership must actively nurture collaborative cultures and invest in the teams that sustain them; and second, that suppliers should be treated as allies whose input can shape product quality, packaging, and marketing. The correspondent notes that a formal charter for collaboration and supplier forums—where strategies are discussed at significant annual gatherings—are now common tools. One analyst referenced by the piece argued that retailers should recognise high-performing supplier relationships, not merely transact with them, and should reward them accordingly.
Across Europe, retailers are adopting parallel models to Ocado’s. Knuspr, a German platform, has launched a programme designed to bolster small regional producers, the Genuss-Helden-Programm. It offers short, unbureaucratic contracts, a reduced payment term (from 30 to 14 days), access to a digital data exchange, support for sustainable packaging, and up to 10,000 euros in marketing assistance. Harvest plans are already in motion to capitalise on peak seasons and distribute surplus produce in a timely, field-fresh manner. Knuspr’s leadership argues that many high-quality small businesses struggle to gain shelf space in grocery retail despite their potential, underscoring the programme’s aim to level the playing field.
Other retailers are formalising closer supplier engagement in different ways. Lidl GB invited more than 600 attendees to its first national supplier event at a brand-new regional distribution centre in Luton, with senior leadership outlining growth plans and the centrality of supplier partnerships to Lidl’s strategy. The event reflects Lidl’s commitment to visibility, longer-term contracts, and deeper collaboration with its supplier base. In Germany, REWE Group has pursued direct links with local producers through Local Partnerships and its Loql platform, which launched in 2024 to connect regional producers with REWE stores via streamlined order processing and direct communication. Early experience indicates enthusiasm for regional sourcing: the average distance between producer and customer is reported to be around 20.3 kilometres, and many orders come directly from farmers.
The Ocado Roots model has found echoes in other parts of the UK and Europe as well. Ocado’s initiative to support up to 100 small suppliers with bespoke onboarding, faster payments, and access to data has been mirrored by UK groceries such as Tesco and Waitrose rolling out similar support channels for challenger brands, according to industry coverage. The goal across these programmes is to shorten the distance between producer and consumer, while preserving the creativity and individuality that smaller brands bring to the assortment.
A broader picture shows the supply ecosystem evolving into four broad groups. The first is the “wonderful” or highly aligned suppliers—the well-established brands along with private-label partners that are integrated into retailers’ strategic planning and communication cycles. The second group comprises local and regional producers who benefit from easier market access and shorter supply chains, often through dedicated platforms or regional partnerships. The third category includes startups and challenger brands that seek rapid onboarding, mentorship, and clearer milestones to prove their viability within a major retailer’s system. The fourth category encompasses the larger manufacturers and packaging innovators who collaborate with retailers to drive innovations in sustainability, efficiency and product development. Each group requires a slightly different approach to terms, data access, and collaborative governance.
Industry voices cited in the discussion underscore why this shift matters. McLoughlin of Advantage described supplier collaboration as a game “for the heart and the head”—a reminder that culture and incentives underpin the financial logic of partnership. The report also references feedback mechanisms that retailers increasingly employ to refine performance, from supplier forums to formal feedback channels, ensuring that customer insights influence supplier practices. In practice, Ocado Retail’s Roots and its peers aim to translate customer satisfaction into supplier performance through structured dialogue, rapid prototyping, and shared goals.
In sum, Ocado Retail’s emphasis on supplier partnerships sits within a larger movement that treats suppliers as strategic teammates rather than transactional vendors. The company’s public framing—highlighting “wonderful suppliers” and describing Roots as a pathway to growth—fits a broader European pattern where retailers combine faster payments, direct data exchange, and performance-based recognition with targeted support structures for smaller brands. The result, according to the industry’s current lens, is a more vibrant, more inclusive supply ecosystem where collaboration is both a business strategy and a competitive advantage. As market players continue to publish supplier-oriented programmes and governance tools, the challenge for retailers will be sustaining equity and flexibility across all partner categories while delivering the price and availability customers expect.
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