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… offer customers real time insights, offer ordering 
and fulfilment wherever and whenever customers 
want, deliver within hours for free, and provide 
seamless returns.

Imagine that your 
competitors …

What can you do to

win the customer?

What can you do to be ready for your

nightmare competitor?
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Scope of benchmark 
Determine the last mile service offering from your company in 
order to build a differentiated and profitable offering and value 
proposition

Customer preferences
How can we win the customer?

What services does the customer want?
What premium are they willing to pay?

Profitable operations
How can we assure that our  

e-commerce last mile is profitable?
How can we leverage the  

omnichannel supply chain?

Competitive landscape
What are our competitors offering? 
What can we learn from peers?
How can we become Best-in-Class?

Scope of this benchmark
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Executive summary
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Beauty & Care is the first publication of the “Last mile 
delivery benchmark series”, where >200 retailers are 
compared in delivery & return services.

Industry segments are compared to Best-in-Class 
segments and cross-retail average, resulting in a 
scoring model per service category.

Introduction

The last mile delivery benchmark series Methodology1

1 Data gathered March 2019

Best-in-Class
Highest cross-retail score

Leading
Higher than cross-retail average

Lagging
Lower than cross-retail average

On par
Similar to cross-retail average

Least performing
Lowest cross-retail score

Beauty & Care

Food

Electronics & 
Telecom

Fashion & Apparel

Home

Leisure
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Key findings 

Last Mile 
Service 
Scoring

Store stock 
visibility

Free  
return

Return 
locations

Return 
channel 

integration

Return 
time

window

Delivery 
locations

Express 
delivery

Free 
delivery 

threshold

Lead 
times

Delivery 
costs

Competitive pick-up point delivery
Beauty & Care is the market leading industry in 
pick-up point delivery services, both in terms of 
delivery lead time and cost. Low delivery cost 
is an important driver for customer and may 
outweigh short lead times.

Speed and price over convenience
The industry is lagging in delivery and return 
location alternatives compared to cross-industry 
average. Home and store delivery options are 
limited and Beauty & Care scores below average 
in return flexibility.

High digital presence 
A significant part of Beauty & Care companies 
have launched online and only 45% of the 
companies have physical stores. It is reasonable 
to assume that pure digital players can benefit 
from efficient logistics and lower prices.

Industry strength
Industry scores Best-in-Class or 
Leading

Capability on par with 
average
Industry scores similar to 
cross-retail average

Improvement opportunity
Industry scores Lagging or 
Least performing

Omnichannel visibility

D
elivery term

s

Return terms
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Offer more delivery options

Expand the choice of delivery and 
return options
The industry excels in speed and price, but 
is lagging behind other industries in terms 
of convenience. By offering home and store 
delivery, companies can let the customers 
choose how they want their products 
delivered. This also applies to returns, since 
most companies only offer returns via pick-
up points.

Expand express delivery

Express delivery can increase 
customer satisfaction
The drugstore segment stand out with 
some players offering same day express 
delivery. For others, express delivery 
can increase customer satisfaction and 
differentiate a player from its competitors.

Become a premium provider

Leverage new business models 
and premium delivery
Beauty & Care products are generally 
homogenous consumtion goods.  
Differentiating in last mile services and 
convenience can attract customers, boost 
loyalty and capture market share. For 
example, if a company offers subscription 
based delivery, customers can subscribe to 
customers subscribe to consumables such 
as shampoo and soap and get it delivered 
home on a monthly basis.

Suggestions for improvement 
Three things Beauty & Care could do to bring last mile 
delivery services to the next level
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Omnichannel visibility
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In the Swedish market, several Beauty & Care 
companies have launched online without a 
physical store. This strategic choice proves a 
competitive advantage to digital players that 
benefit from lower fixed costs.
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Best-in-Class

79%

In-Store stock visibility
One third of the companies provide in-store stock visibility

Lagging

Compared to other industries, Beauty & 
Care has lagging results in terms of providing 
customers with store stock visibility. 

While only 45% of companies sampled are 
Brick-and-Click, one third of this sample offer 
in-store stock visibility. 

Beauty & Care offers homogenous products 
with high brand recognition. Customers trust 
the brand and therefore have less need to 
experience the “look and feel” of the products.

In-store stock visibility can drive traffic to 
store and prove a competitive advantage to 
increase spontaneous in-store purchases.

However, it could potentially backfire if the 
stock visibility is not correctly matched against 
the actual stock. In that case, customer 
satisfaction could fall if customers expect a 
product in stock when it actually is not.

1 Brick-and-Click retailers only

In-store stock visibility for customers1

Beauty & Care Average

33% 47%
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Delivery terms
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Customers like products to be at their  
doorstep fast, but they are also cost sensitive.  
Since Beauty & Care products are less time 
sensitive, using a low cost delivery proposition 
could increase customer satisfaction.
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Delivery options 
Strong in pick-up points, lacking home and store delivery options

Least performing

Beauty & Care retailers are lagging in 
number of delivery location types. This 
could be due to their lack of physical 
presence. 

In the pick-up point delivery segment, 
Beauty & Care is Best-in-Class with 100% 
of companies offering this service. 

For home delivery, Beauty & Care score 
significantly lower compared to Best-
in-Class (Home). Only 56% of the Brick-
and-Click Beauty & Care companies offer 
in-store delivery.

In-store delivery provides a competitive 
advantage for Brick-and-Click companies 
to add value to customers by utilising their 
store fleet network compared to pure 
digital players.

The customers of tomorrow will demand 
more delivery options as they get used to 
accustomed to the convenience of having 
products delivered to where they want. 
Increasing the number of options might boost 
sales and cater to different customer needs.

Home

1

+98%

+69%

+60%

Other 
address

2

In-store

3

Pick-Up 
Point 

4

Average number of delivery 
location types offered

Share of companies offering 
delivery location types

43% 43%

45%

13%

24%
29% 30%

13%

27% 25%

18%

39%

25%

13%

84%

72%

56%

89%

100%100%
2.1 2.5 2.8Average 

number of 
locations

Beauty & Care Average Best-in-Class
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Lead times 
72% deliver within one to three days – that is considered Best-in-Class

Best-in-Class

Lead time for Beauty & Care is Best-in-Class 
and 0.6 days shorter than the average retailer.

72% deliver within one to three days, which is 
a leading score. Less than a third of Beauty & 
Care companies have lead times over three 
days.

In general, companies offer more favourable 
delivery lead times in the larger cities in 
Sweden compared to rural areas. They also 
have a broader variety of delivery providers, 
for example Budbee, Instabox and Best.

Average lead times1

2 to 3 days

44%

35%

44%

3 to 4 days

8%

21%

8%

4 to 5 days

13% 13% 13%

>5 days

8%

17%

8%

1 to 2 days

28%

14%

28%

2.7 3.3

1 Excluding express delivery

Average 
lead time 

(Days)

Beauty & Care Average Best-in-Class
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Delivery cost1 
Scores on par with cross-industry average for free delivery, 
and delivery costs are Best-in-Class

Best-in-Class

28% of Beauty & Care companies offer free 
delivery. The industry is better than average 
in offering free shipment and have the lowest 
average cost for delivery.

A lower fee is attractive for customers to 
incentivise purchase. On the other hand, the 
limited margins increase the need for elevated 
fees. 

Free delivery is also mentioned as one of 
the most important attributes for customers 
when deciding on website to shop from.2

1 Excluding express delivery and pick up at store
2 ”E-handeln i Norden”, Postnord

Unrestricted free delivery 
offering

Average delivery cost in case 
of paid delivery

<20 SEK 20-50 SEK 50-80 SEK >80 SEK

27%

58%

46%

58%

9%
6%

25%

20%

9%
6%

10%

27%

35 65

27%
28%31%

Average 
cost

(SEK)

Beauty & Care Average Best-in-Class
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Delivery cost – threshold 
Lowest average threshold for free delivery – compared to other 
benchmarked industries

Best-in-Class

28% of the Beauty & Care companies offer 
free delivery without a threshold. The number 
of companies offering free delivery above a 
threshold is 53%.

When a threshold is in place, it is relatively 
low with an average of 513 SEK. The Beauty & 
Care industry is Best-in-Class with a 267 SEK 
lower threshold than cross-industry average.

A free delivery threshold, when adapted to the 
target customer, can increase basket size and 
boost revenue. On the flip side, if threshold is 
set too high, customers might decide to shop 
elsewhere.  

Alternatively, customers add products to 
meet the threshold for free delivery, which 
can increase returns of unwanted goods 
and cost of reversed fulfillment. Knowing 
your customers is important – to set an 
appropriate threshold.

Free delivery offered 
(including above a threshold)

Average threshold for free delivery

<250 
SEK

250-500 
SEK

500-750
SEK

750-1000 
SEK

>1000 
SEK

5%

48%

33%

10%

5%6%

24%

31%

20% 19%

5%

48%

33%

10%

5%

513 772 Average 
threshold 

(SEK)

81%
79%

95%

Beauty & Care Average Best-in-Class
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Express delivery 
Lead times can on average be cut in half by using the express 
delivery option 

Best-in-Class

33% offer express delivery (i.e. expediated for 
a fee). With an average express cost of 30 SEK, 
the Beauty & Care industry is best at express 
in terms of offering and cost.

33%

22%

33%

Share of companies offering 
express delivery

Average express delivery cost

<20 SEK 20-50 SEK 50-80 SEK >80 SEK

50%

29%

23%

29%

21%

0%

28%
32%

21%

0%

17%

50%

30 105
Average express  
delivery lead time  
for Beauty & Care is 
1.15 days, compared  
to Best-in-Class 
that has 1 day and 
cross-retail industry 
average 1.47 days.

Average 
cost

(SEK)

Beauty & Care Average Best-in-Class
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Beauty & Care products are generally  
homogenous consumption goods.  
Differentiating in last mile services and  
convenience can attract customers, boost 
loyalty, and capture market share.
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Delivery options



21   |  Last Mile Delivery Benchmark   |  Sweden 

Home delivery – lead time and cost 
Shorter lead times for a lower cost than the cross-industry 
average

Best-in-Class

Beauty & Care has short lead times for home 
delivery compared to cross-industry average. 
Best-in-Class is Fashion & Apparel. 

The industry offers Best-in-Class home 
delivery cost, with an average delivery cost of 
51 SEK – half of cross-industry average cost. 

Home delivery is offered by a range of players 
in the Beauty & Care industry, PostNord, 
Schenker, DHL, Budbee, Best and Airmee.

Average lead time for free delivery Average delivery cost in case of paid delivery

1 to 2 
days

<50 
SEK

2 to 3 
days

50-100 
SEK

3 to 4 
days

100-150 
SEK

4 to 5 
days

>150 
SEK

>5 
days

35%

24%
26%

39%

12%

24%

19%

14%

6%

22%

62% 62%

24%

31%

0%

31%

0%

33%

21%

8% 8%

22%

0%

15%
11%

17%

36%

512.3 3.12.5 112Average 
lead time

(Days)

Average 
cost 

(SEK)

Beauty & Care Average Best-in-Class
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Free home delivery and threshold 
Above cross-industry average in free home delivery offering

On par

Beauty & Care scores above cross-industry 
average in free home delivery category, with 
Food being Best-in-Class.    

Beauty & Care scores on par with cross-
industry in free delivery above a threshold. 
However,  thresholds are low compared to 
cross-industry average. 

Beauty & Care products have a lower retail 
value which can be a driving for low average 
threshold for free delivery.

24%

16%

29%

Share of companies offering 
free home delivery

Share of companies offering free 
delivery
(including above a threshold)

Average threshold for free delivery

<250 
SEK

250-500 
SEK

500-750
SEK

750-1000 
SEK

>1000 
SEK

33%

17%

50%

0% 0%

6%

17%

48%

10%

19%

33%

17%

50%

0% 0%

449 715

45%

53%

69%

Average 
threshold 

(SEK)

Beauty & Care Average Best-in-Class
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Pick-up point – lead time and cost 
Delivery terms for pick-up point are Best-in-Class

Best-in-Class

Beauty & Care companies are Best-in-
Class both in terms of delivery speed and 
cost. However, the industry is lagging in 
convenience, offering less than average 
delivery and return location options. 

Beauty & Care companies have a high digital 
presence. A significant part of Beauty & Care 
companies have started online, which implies 
that they have had good pre-conditions for an 
effective logistics channel and thereby, short 
pick-up point lead times. 

Average delivery cost in case of paid delivery 
is low compared to cross-industry average, 
which could be expected from an industry 
where the same products are carried by 
numerous retailers.

Average lead times Average delivery cost in case of paid delivery

1 to 2 
days

<20 
SEK

2 to 3 
days

20-40 
SEK

3 to 4 
days

40-60 
SEK

4 to 5 
days

>60 
SEK

>5 
days

24%

47%

35%

47%

3%

16%

22%

16%

11% 10%

17% 17%

5%

52%

28%

52%

28%
30%

46%

3% 3%

19%

11%

23%

3%

11%

24%

252.8 393.3Average 
lead time

(Days)

Average 
cost 

(SEK)

Beauty & Care Average Best-in-Class
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Free pick-up point delivery and threshold 
28% offer free pick-up point delivery

Best-in-Class

Beauty & Care scores above with cross-
industry average in offering free pick-up point 
delivery. Best-in-Class at offering free pick-up 
point delivery is Fashion & Apparel. 

Beauty & Care scores above average in offering 
free delivery including above a threshold. 
However, the industry is 15 percentage points 
behind cross-industry leader Fashion & Apparel.

Overall, the Beauty & Care industry are Best-
in-Class, offering lowest average threshold for 
free delivery. 

28%
24%

31%

Share of companies offering free 
pick-up point delivery

Share of companies offering free 
delivery
(including above a threshold)

Average threshold for free delivery

<250 
SEK

250-500 
SEK

500-750
SEK

750-1000 
SEK

>1000 
SEK

14%

43%

33%

5% 5%
7%

30%

40%

11%
13%14%

43%

33%

5% 5%

471 633

77%
80%

95%

Average 
threshold 

(SEK)

Beauty & Care Average Best-in-Class
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Average lead times

2 to 3 days

17%
20%

13%

3 to 4 days

50%

19%

9%

4 to 5 days

0%

13%
9%

>5 days

17%
13%

4%

1 to 2 days

17%

34%

65%

1.8 2.8 3.0

In-store lead times 
On par with cross-industry average

On par

Leisure and Electronics are Best-in-Class with 
100% of the companies offering free in-store 
delivery. Best-in-Class at average lead time to 
store is Electronics & Telecom. 

89% of Beauty & Care companies offer free 
in-store delivery. Not offering in-store delivery 
results in a lost opportunity to benefit from 
in-store add-on sales. Compared to Home 
and pick-up point delivery, Beauty & Care is 

lagging in in-store delivery.

In many cases, “in-store delivery” is 
dependent on the product being available in 
store, in which case it can be argued it is not 
really a delivery service.

89%

87%

100%

Percentage offering free in-store 
delivery1

Average 
lead time 

(Days)

1 Brick-and-Click retailers only

Beauty & Care Average Best-in-Class
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Beauty & Care has relatively long delivery 
time to store, while Best-in-Class in other  
delivery options. The drugstore segment 
stands out with some players offering 
same-day express delivery in some restricted 
geographies.
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Return terms
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Free returns 
Only 23% offer free returns, which is below average

Lagging

With 23% of the companies offering free 
returns, Beauty & Care lags behind cross-retail 
average of 31%. Compared to Best-in-Class 
(Fashion & Apparel), there is a 42 percentage 
gap and improvement opportunity. 

Due to the lack of “look-and-feel” factor of 
Electronics & Telecom products, free returns 
might not be as important to satisfy the 
customer compared to the Fashion & Apparel 
industry.

Share of companies offering free returns

Beauty & Care Average Best-in-Class

23% 65%31%

Think outside the return box
The store network is a great way to 
improve customer satisfaction and 
drive additional revenue. Customers at 
your store are more likely to purchase 
additional products and you will reduce 
your last mile and return costs.
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Return location options 
Scores below average in return flexibility

Lagging

Beauty & Care has on average 1.2 return 
location types, a least performing result. In 
both Store¹ and Courier at home returns, 
Beauty & Care shows below average 
results where they can learn from Best-in-
Class (Electronics & Telecom and Home 
respectively).

Similar to delivery options, the number of 
location types is restricted due to a high 
digital-only presence.

1

+200%

0%

Postal 
return

2 Store
return

3

Average number of return 
location types offered
(% of companies)

Share of companies offering 
return location types

80%

20%

41%

49%

0%
3%

16%

56%

35%

91%

100%

44%

100%

1.2 1.5 1.8
Average number 

of locations

1 Brick-and-Click retailers only

Beauty & Care Average Best-in-Class

0%0%

Courier 
return

Bring
to DC
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74%

Return channel integration¹ 
44% of Beauty & Care retailers let the customer fully decide where to 
return

Lagging

Only 44% of the Beauty & Care companies 
offer certain return channel integration.

Fashion & Apparel is Best-in-Class with 74% 
offering return channel integration. The 
relative importance of the “look-and-feel”-
factor can be one reason for this 30% lag.

Beauty & Care products are often associated 
with stricter hygiene policies which has a 
negative effect on general return possibilities.

Share of companies offering return channel integration

Beauty & Care Average Best-in-Class

44% 58%

1 Brick-and-Click retailers only
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Return window 
The return time window is on par with cross-retail average

Lagging

Beauty & Care average return time window 
is 17 days, which is below cross-retail 
average. Because of stricter hygiene policies 
and product durability, longer return 
windows are less common. Best-in-Class 
(Leisure) offer a full year return window.

There is a clear split between companies 
that have a very long return time window 
(12.5% has > 28 days) and those with 
standard return time windows (87.5% has 
14 days).

There is also a clear split between 
companies that have a very long return time 
windows and those with standard return 
time windows.

Average lead times

14 to 28 days >28 days14 days

88%

55%

27%

0% 2%
5%

13%

43%

68%

17 43 87
Average 

lead time 

(Days)

Beauty & Care Average Best-in-Class
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Methodology
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Omnichannel visibility

Store Stock Visibility
The percentage of retailers showing the 
availability of  stock in their stores

Benchmarked services

79%47% Electronics & 
Telecom

Average

Best-in-Class

Free returns
Share of companies offering free returns 

 

Return locations
The return locations offered by retailers 
– postal, store, courier and bring to DC at 
home are assessed

Return channel integration
The freedom the customer has to return at 
the place  he/she desires – independent of 
the purchasing channel

Return time window
The time a customer has from the moment 
of  delivery to return a product – excluding 
warranty returns

65%

74%

87 days

1.8

58%

43 days 

1.5

31% Fashion & 
Apparel

Fashion & 
Apparel

Leisure

Home
return 
locations

return 
locations

Return terms

offers  
free return

offers 
free return

Lead times
The average standard lead time from order 
to  delivery according to the retailer’s website

Delivery costs
The costs of a standard delivery for the 
customer

Free delivery threshold
The order size above which retailers offer 
free delivery

Express delivery
Any form of express delivery offered by the 
retailer that reduces the lead time of the 
delivery option 

Delivery locations
The delivery locations offered by retailers – 
home, other addresses, store, and pick-up 
point are assessed

2.7 days

35 SEK

513 SEK

33%

2.8

3.3 days

65 SEK

772 SEK

28%

22%

2.5

Beauty  
& Care

Beauty  
& Care

Fashion & 
Apparel

Beauty  
& Care

Home

in order size

offers free delivery

delivery 
options

delivery 
options

Delivery terms
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Available benchmarks

Beauty & Care FoodElectronics &  
Telecom

Home Fashion & Apparel Leisure

40 companies  
benchmarked

40 companies  
benchmarked

38 companies  
benchmarked

50 companies  
benchmarked

32 companies  
benchmarked

37 companies  
benchmarked
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