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Buying groups and purchasing co-operatives
have long played a vital role in helping
independent businesses compete.

By aggregating purchasing power and
negotiating supplier programs, they give
members access to pricing, rebates, and
supplier relationships that would be difficult to
achieve individually.

But the operating environment around groups
is changing.

Supplier ecosystems are more complex than
they were even five years ago. Members
expect greater visibility into their performance.
Administrative workload continues to grow as
networks expand.

Many groups are being asked to deliver more
value and more operational support without
expanding their teams or dramatically
increasing overhead.

This pressure is exposing a limitation in the
traditional group operating model.

Historically, groups negotiated programs
centrally while execution happened across
fragmented systems between members and
suppliers. Data arrived late, reconciliation
required manual effort, and visibility into
network performance was limited.

That model is increasingly difficult to scale.

Across industries, the most forward-looking
groups are responding by evolving how they
operate. Instead of functioning primarily as
program administrators, they’re beginning to
operate their organizations more deliberately
as coordinated purchasing networks.
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These groups work to improve visibility across
their member and supplier ecosystem,
automate administrative processes, and use
data to guide purchasing behavior across the
network.

This shift does not change the purpose of the
group. But it changes how effectively the
group can fulfill that purpose.

Organizations that operate with stronger
visibility, better data, and scalable operational
systems will be better positioned to grow their
networks, strengthen supplier partnerships,
and demonstrate measurable value to
members.

This paper examines how the group operating
model is evolving and outlines the capabilities
that will define high-performing organizations
by 2030.




The Biggest Misconception About
Buying Groups and Purchasing
Co-ops

The most common way people describe
buying groups and purchasing co-operatives
is also the most misleading. They're typically
framed as organizations that help members
buy better.

Better pricing. Better rebates. Better supplier
programs.

Those benefits are real. But they only capture
part of the story. The true strategic value of a
group has never been purchasing efficiency
alone.

It has always been network leverage.

Independent businesses join groups and
co-ops because participating in a coordinated
network creates advantages that individual
companies cannot achieve on their own. The
group aggregates demand, suppliers gain
scale, and members gain access to stronger
programs.

Purchasing power, however, is only the
starting point.

The real challenge — and the real opportunity

— lies in how effectively the network operates.

Historically, groups coordinated supplier
programs at a commercial level while
operational execution remained distributed
across member and supplier systems. As
networks grow larger and supplier ecosystems
expand, that fragmentation becomes harder to
manage.

When hundreds of suppliers and thousands of
member locations are involved, coordination
alone is no longer sufficient. The network must
operate with greater visibility and alignment.
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This is where the most forward-looking groups
and co-ops are beginning to shift their focus.

They're investing in the operational systems
that allow them to better understand activity
across their network, reduce administrative
friction, and help members capture more value
from supplier programs.

Why the Traditional Model Is
Reaching Its Limits

The traditional group operating model
developed in a much simpler environment,
when supplier programs were fewer, product
assortments were smaller, and administrative
expectations were lower.

Today, groups operate in far more complex
supply ecosystems involving thousands of
products, dozens or hundreds of suppliers, and
large member networks.

In many organizations, the operational
infrastructure supporting this complexity
hasn't evolved at the same pace. As a result,
common challenges appear across the
industry.

Supplier data often arrives late and in
inconsistent formats. Rebate reconciliation
requires significant manual effort. Supplier
onboarding is slow and resource-intensive.
Members often receive limited visibility into
their purchasing performance.

These are not minor operational problems.
They place real constraints on how effectively
groups can scale.

Every new member, supplier, or program adds
operational load. Over time, growth becomes
limited not by market opportunity, but by
administrative capacity.

At the same time, members increasingly expect
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the kind of visibility and digital experience they
encounter elsewhere in their businesses.

They want to understand their purchasing
patterns, track rebate progress, and gain
insights that help them make better
purchasing decisions.

Meeting those expectations with manual
processes becomes increasingly difficult. This
is the point where many groups and co-ops
begin to rethink their operating model.

The Strategic Divide: Admin
Groups vs Network Operators

Over the next decade, buying groups and
purchasing co-operatives will increasingly fall
into two broad categories.

Administrative groups will continue to focus
primarily on negotiating supplier programs
and managing rebate administration. These
organizations still deliver value to their
members, but their operational capabilities
remain limited.

Network operators approach the model
differently. These groups focus on improving
visibility and coordination across their
member and supplier ecosystem.

Instead of relying primarily on retrospective
reporting, they work toward greater insight
into purchasing activity and program
participation across their network.

With that visibility, they can better understand
how purchasing flows across members and
suppliers, identify gaps in  program
participation, and help members capture more
value from supplier agreements.

Operational visibility changes how the group
functions.

A | BMXtrade.com

Rather than reacting to performance after the
fact, leadership gains the ability to guide the
network more actively — identifying
opportunities, strengthening supplier
relationships, and helping members make
better purchasing decisions.

The group remains the coordinating
organization. But it now functions with the level
of operational intelligence required to manage a
complex purchasing network effectively.

The Group Operating Model:
2025 vs 2030

Instead of reconstructing purchasing activity
from supplier reports, they'll have more direct
visibility into network performance. Financial
workflows will be increasingly automated.
Hundreds of individual integrations between
members and suppliers will be replaced with
one-to-many connectivity models that improve
efficiency across the network.

This shift does more than reduce administrative
effort. It allows groups to guide purchasing
behavior more effectively, strengthen supplier
programs, and deliver clearer insight to
members.

The organization moves from simply
coordinating programs to actively managing
how the network performs.
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Across industries, the most advanced buying groups and purchasing co-operatives share several
common operational capabilities:
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High-performing groups operate with clearer visibility into purchasing activity across
their networks. They can see how members are participating in supplier programs and
identify opportunities for improvement, allowing the group to make better decisions.

Leading groups adopt a one-to-many connectivity model that allow suppliers to
interact more efficiently with the broader member network. This dramatically
simplifies onboarding and reduces operational overhead.

Rebate management, billing, and reconciliation represent some of the most
time-consuming administrative functions inside groups. Automation allows these
processes to scale without increasing staff workload.

Members increasingly expect their group to provide insight. High-performing groups
deliver clearer visibility into purchasing performance, rebate progress, and supplier
opportunities. This helps members make better purchasing decisions.

Groups with operational visibility can provide suppliers with meaningful insight into
purchasing behavior and program participation. This strengthens negotiations and
creates opportunities for deeper collaboration.
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The groups and co-ops gaining ground are investing in the operational systems that allow
them to better understand activity across their networks, reduce administrative friction, and
guide purchasing behavior more effectively.

They're evolving from program administrators into organizations that actively manage how
their purchasing networks perform.

Operational platforms such as LBMX Trade are enabling this shift by utilizing one-to-many
connections between members and suppliers, automating complex workflows, and providing
the real-time data that modern groups and co-ops require.

The groups that define the next decade will not simply be the ones negotiating the strongest
programs. They'll be the ones operating the most effective networks.
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