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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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Food is the fourth 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



7   |  Last Mile Delivery Benchmark   |  Sweden 

Key findings 

Last Mile 
Service 
Scoring

Store stock 
visibility

Free 
returns

Return 
locations

Return 
channel 

integration

Return 
time

window

Delivery 
locations

Express 
delivery

Free 
delivery 

threshold

Lead 
times

Delivery 
costs

Low in-store stock visibility
Fast in-store turnaround provides additional 
complexity for  inventory management of Food 
retailers making store stock visibility functions 
difficult to implement accurately.  

Leading in home delivery 
Food retailers are Best-in-Class at offering free 
home delivery. Combined with choosing when 
the customer wants the delivery, this brings a 
solid base for a good customer experience.

Difficult return processes 
The options for return are limited – partly due to 
the difficulty of bringing products back to sellable 
state (e.g. limited shelf life and guaranteed 
unbroken cool chain). 

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

Not applicable to the 
industry
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Improve omnichannel visibility

Better in-store visibilty drives traffic 
to stores
The customer preference to have their grocer-
ies fast could be turned to a possibility for extra 
sales if the product availability is promoted on-
line. In a more digital era, customer goes to the 
stores offering the specific product they want, 
and buys other things they need at the same 
time. Improving the stock-keeping balance in 
the systems to show accurately products in 
stock will attract customers looking for specific 
products.

Further improve home delivery 

Keep innovating and expanding the 
home delivery options
Although Best-in-Class in offering home 
delivery, Food is only average in regards to lead 
times. Food retailers should keep developing 
this offering to offer faster lead times. The 
geographical coverage of the service could be 
developed further.

Cool down the supply chain

Manage high customer demands & 
difficult product characteristics
The specific Food product characteristics 
(e.g. cooled, low margin, fast deliveries) 
makes it challenging to establish an efficient 
and customer centric supply chain. To 
accommodate, Food retailers tend to set up 
their own distribution network instead of using 
third party logistic providers. Consider new  
vendor delivery platforms or urban distribution 
services to lower costs for the same services.

Suggestions for improvement 
Three things Food could do to bring last mile delivery 
services to the next level
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Omnichannel visibility
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Best-in-Class

79%

In-Store stock visibility
The product characteristics (e.g. cooled, short shelf life and high 
turn-around) make it complex to control the in-store stock visibility

Lagging

Compared to other industries, Food 
shows lagging results in terms of providing 
customers with in-store stock visibility, with 
only a third of the Brick-and-Click retailers 
offering in-store visibility.

The specific Food product characteristics 
might be the reason for the low in-store 
visibility. Instead, several retailers recommend 
the customer to call in advance to see if the 
product is in stock in a particular store.

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 
satifaction could be affected negatively if the 
product are out of stock.

1 Brick-and-Click retailers only

In-store stock visibility for customers1

Food Average

33% 47%
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Delivery terms
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Delivery options 
Food is lagging in terms of number of delivery location types offered, 
but has Best-in-Class in-store delivery and delivery to other addresses

Lagging

Nine out of ten Brick-and-Click retailers in 
the Food industry offer in-store delivery, a 
Best-in-Class score. They also score Best-
in-Class for delivery to other adresses and 
has a leading score for home delivery.

Food is, however, the least performing in 
terms of pick-up point delivery, although 
it is a common delivery option for goods 
not in need of cooling. To enable pick-up 
point as an option for cooled products, 
some digital actors offer shipping in cooling 
container for a fee.

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

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

Food Average Best-in-Class

Home

1

12%

+0%

+0%

+113%

Other 
address

2

In-store

3

Pick-up 
point 

4

Average number of delivery 
location types offered

Share of companies offering 
delivery location types

24%
29% 27% 25%

18%

3%

39%

25%

19%

47%

31%

13%

84%

75% 72%72%

89%89%

100%

47 %

2.5 2.82.2Average 
number of 
locations
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Lead times 
Food retailers offer fast deliveries and the possibility to choose when 
to get deliveries 

On par

The lead times in the Food industry are 
on par with average, with cross-industry 
average score of 3.3 days, which is close to 
Best-in-Class industry Beauty & Care. The 
biggest players in the market offer deliveries 
the next day. As a bonus, a majority of the 
Food retailers offer customers a time frame 
for delivery up to a several weeks later. 
This is considered as a strength, giving the 
customers the option to choose when they 
want deliveries.

In general, retailers offer more favourable 
delivery lead times in the larger cities in 
Sweden compared to rural areas. Some 
actors do not even offer their service outside 
specific geographical areas due to the need 
of industry specific logistics. For non-cooled 
products there are a broader variety of 
delivery providers, for example Postnord, 
Schenker, DHL, etc. 

Average lead times1

2 to 3 days 3 to 4 days 4 to 5 days >5 days1 to 2 days

3.32.7

1 Excluding express delivery

Average 
lead time 

(Days)

44%

28%

13%13%
17%17%17%

8%8%

14%

37% 35%

20%
21%

10%

Food Average Best-in-Class
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Delivery cost1 
Food retailers are best at offering free deliveries, but average 
in terms of delivery costs

On par

31% of the Food retailers offer free delivery, 
a Best-in-Class score, but in case of paid 
delivery the industry scores below average in 
terms of cost.

Some Food retailers charge a fee to handle 
the order besides the delivery cost, affecting 
the score even more negatively. Taking 
learnings from the Best-in-Class industry 
(Beauty & Care) could benefit the industry.

On the one hand 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

46%

58%

25%23%
20%

36%

9%
6%

10%

0%

27%

41%

35 65

31%

Average 
cost

(SEK)

31%

27%

Food Average Best-in-Class

66
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Delivery cost – threshold 
When using a threshold, Food retailers are leading but can still 
learn from the Best-in-Class industry, which is Beauty & Care

Leading

Food retailers are offering free delivery above 
a threshold to a lower extent as the other 
industries and could learn from the Best-in-
Class industry, Fashion & Apparel. Although, 
when offering a threshold, Food retailers has 
a leading score.

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. It is all about knowing your 
customer and settle on 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

6%
8%

24%

17%

31%

42%

20% 19%

5%

48%

33% 33%

10%

0%

5%

513 772607Average 
threshold 

(SEK)

70%

79%

95%

Food Average Best-in-Class
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Express delivery 
Only 9% of the Food retailers offer express delivery, but when 
offered the industry has a leading express delivery cost

Leading

More than 50% of the retailers offer a 
standard delivery time ranging from 1 day at 
each delivery option. This could be a reason 
why the express delivery alternative was 
only offered by 9% of the retailers, since the 
deliveries are quite fast already there is less 
need for an express alternative.

9%
22%

33%

Share of companies offering 
express delivery

Average express delivery cost

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

23%

29%
33%

28%
32%

21%

0%0%0%

17%

50%

67%

30 10552
Average express 
delivery lead time 
for Food is 2.83 days, 
which is almost twice 
the average of 1.44 
days

Average 
cost

(SEK)

Food Average Best-in-Class
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Delivery options
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Home delivery – lead time and cost 
75% of Food retailers offer home delivery, of which 38% offer the 
possibility to choose time frames

Leading

The lead times are on par with average, but 
at a better cost than average, resulting in 
a leading score. Amongst the retailers that 
charge a fee, it is on average 71 SEK. 

The order window is 0–42 days. This creates a 
flexibility for the customer to get the products 
fast or make orders several weeks in advance. 
Food is Best-in-Class in regards to giving the 

customer the possibility to choose a time slot 
for deliveries.

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

27% 27%

39%

19%
22%

26%

14%15%

62%

18%

53%

24% 24%

31%

0%

33%

21%

8%6%

22%

0%

17%

9%

18%

11%

36%

18%

512.3 3.1 11271Average 
lead time

(Days)

Average 
cost 

(SEK)

Food Average Best-in-Class
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Free home delivery and threshold 
Food is Best-in-Class in offering free home delivery and have a 
lower threshold than cross-industry average
Leading

With 29% offering free home delivery, Food 
scores Best-in-Class. However, when including 
a threshold Beauty & Care scores higher and 

also has a much lower average threshold. 
The Food industry is characterized by tight 
regulations controlling the supply chain. Home 

delivery service is mainly offered in bigger  
cities, likely due to the limitations set by these 
regulations.

16%

29%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

0%0%

6%

13%
17%

10%

25%

19%

33%

17%

50%
63%

0%0%

449 715622

45%

63%

69%

Average 
threshold 

(SEK)

48%

Food Average Best-in-Class
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41

Pick-up point – lead time and cost 
53% of Food retailers do not offer pick-up point as a delivery option

Lagging

Food retailers are lagging in lead times, and 
with cost of using pick-up point as a delivery 
option slightly higher than average, there is 
room for improvements in this aspect. 

The retailers offering pick-up point as a 
delivery alternative have specialized on 
products not in need of cooling. This creates 
a segmented market for products that need 

cooling and those which do not, and  
logistics are adapted thereafter. 

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

35%

47% 47%

13%

22%20% 20%

16%

10%

0%

18%17% 18%

5%

52%

28%
30%

46%

64%

3%

19%

11%

23%

3%

11%

0%

24%

39252.8Average 
lead time

(Days)

Average 
cost 

(SEK)

3.3 3.9

Food Average Best-in-Class
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Free pick-up point delivery and threshold 
Food retailers offer free delivery on-par with average, and have 
thresholds lower than average 
On par

Food retailers are leading on offering free 
delivery to pick-up point as a delivery option 
but it is not as used as other delivery options 
due to product characteristics. Lessons can 
be learned from the Best-in-Class industry 

Fashion & Apparel for those retailers that are 
not yet offering pick-up points as a delivery 
option. 

 

The use of pick-up point as a delivery option is 
limited due to the need of cooling containers 
for transportation. Some retailers charge a 
fee for shipping in specially designed cooling 
containers for some exclusive products. 

27%

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

0% 0%

7%

30%29%

40%

57%

11%
13%14%14%

43%

33%

5% 5%

633542471

77%

73%

95%

Average 
threshold 

(SEK)

Food Average Best-in-Class
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Average lead times

2 to 3 days

20%

40%

13%

3 to 4 days

19%

9%

4 to 5 days

12% 13%13%
9%

>5 days

13%

0%
4%

1 to 2 days

35% 34%

65%

1.8 2.1 2.8

In-store lead times 
In-store delivery is expensive to retailers but is commonly offered 
in the industry

Leading

The major Food retailers in Sweden generally 
offer in-store delivery options that have lead 
times close to Best-in-Class. The retailers 
leverage their store network to offer shorter 

lead times and pick-ups in stores. In many 
cases, “in-store delivery” is dependent on the 
product being available in store and therefore, 
it can be argued whether it really is a delivery 

service. The service of providing prepared 
bags of groceries is a popular offering, 
although resource demanding which affects 
the lead time of the delivery service. 

63%

87%

100%

Percentage offering free in-store 
delivery1

Average 
lead time 

(Days)

1 Brick-and-Click retailers only

Food Average Best-in-Class
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Return terms
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Free returns 
32% of Food retailers offer free returns, an on-par average score

On par

When it is possible to return products, 68% of 
the Food retailers let the customer pay, which 
is on-par with cross-industry average. 

A common reason for returns is quality issues 
that are labelled reclamation. Many food 
retailers ask the customer to contact them 
regarding reclamations rather than sending 
back the product.

Share of companies offering free returns

Food Average Best-in-Class

32% 65%31%
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1.81.1 1.5

Return location options 
Food retailers are least performing in regards to number of location 
types offered

Least performing

The Food industry offers a limited number 
of return location options. Only 67% of Brick-
and-Click companies let the customer return 
a product in store. Fashion & Apparel is 
Best-in-Class as customers want to try items 
at home and return if not wanted. This is not 
possible in the Food industry. 

Instead of offering return services, some 
retailers offer financial compensation, a new 
product delivered with the next order or a  
discount on the next purchase.

1

+36%

+21%

Postal 
return

2 Store
return

3

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

Share of companies offering 
return location types

41%

13%

49%

3%
0%

16%

87%

35%

91%

83%

67%

0% 0%

27%

8%

100%

Average number 
of locations

1 Brick-and-Click retailers only

Courier 
return

Bring
to DC

56%

Food Average Best-in-Class
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Return channel integration¹ 
Integration between e-commerce and physical stores is immature 

Least performing

Only 18% of the Brick-and-Click retailers offer 
a  ”partly” integrated return channel, where it 
is possible to return products both online and 
in-store. 

For non-cooled products, the standard 
return window is 14 days and the customer 
has to pay for the return and sometimes an 
additional return fee. The majority of products 
offered by Food retailers are not expensive, 
which is assumed to result in resistance 
to return products since it is relatively 
inexpensive and complicated.

Share of companies offering return channel integration

1 Brick-and-Click retailers only

Food

74%

Average Best-in-Class

58%18%
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The right of return does not apply to food 
and to products with broken seals, due to 
health and hygiene reasons. Therefore, the 
return policy for Food retailers is more strict 
than average



28   |  Last Mile Delivery Benchmark   |  Sweden 

Methodology
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Benchmarked services

Omnichannel visibility

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

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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