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Twenty Years Examining eCommerce & Last Mile
H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  I N T R O D U C T I O N
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POP QUIZ: What Percent of US Retail is E-Commerce
H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  H I S T O R I C A L  P E R S P E C T I V E

Estimated Quarterly U.S. Retail E-commerce Sales as a Percent of Total Quarterly Retail Sales:
1st Quarter 2012 – 4th Quarter 2021

Source: U.S. Census Bureau chrome-extension://efaidnbmnnnibpcajpcglclefindmkaj/viewer.html?pdfurl=https%3A%2F%2Fwww.census.gov%2Fretail%2Fmrts%2Fwww%2Fdata%2Fpdf%2Fec_current.pdf&clen=295532  
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POP QUIZ 2: Who Is This Guy? (And Why Should You Care?)

H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  H I S T O R I C A L  P E R S P E C T I V E
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WEBVAN: Rising Star to Flame Out in 21 Months

H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  H I S T O R I C A L  P E R S P E C T I V E

November 1999
Webvan’s Splashy Stock Debut May Shake Up Staid Grocery Industry

December 1999
How Webvan Conquers E-Commerce’s Last Mile

July 2000
Profit Delivery Stalled, Webvan Hits New Roads

October 2000
Will Webvan Ever Find a Better Way to Bring Home the Bacon?

February 2001
Webvan Closes Dallas Operations, Plans
Layoffs to Conserve Cash, Reverse Losses

August 2001

The 
Tragedy

of Webvan
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WEBVAN: Caught in the Hype and Forgot the Fundamentals

H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  H I S T O R I C A L  P E R S P E C T I V E
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AMAZON: Decade of Struggle…then Whole Foods

H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  A M A Z O N  I M P A C T

May 14, 2016

June 16, 2017
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H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  A M A Z O N  I M P A C T

Sources:  https://www.scrapehero.com/how-many-products-does-amazon-sell-worldwide-october-2017.
https://www.cnet.com/news/amazon-says-over-10-million-items-now-eligible-for-one-day-delivery-in-us/
https://tinuiti.com/blog/amazon/amazon-fresh-prime-pantry/
https://www.gartner.com/en/marketing/insights/daily-insights/amazon-goes-grocery-shopping
https://www.scrapehero.com/number-of-products-amazon-prime-now-june-2018/

“In our retail business, we know that customers want low 
prices, and I know that’s going to be true 10 years from now. 

They want fast delivery; they want vast selection. It’s 
impossible to imagine a future 10 years from now where a 

customer comes up and says, ‘Jeff I love Amazon; I just wish 
the prices were a little higher,’ [or] ‘I love Amazon; I just 

wish you’d deliver a little more slowly.’ Impossible.”
- Jeff Bezos

Fundamental Values & Tradeoffs

Source:  Inc. Magazine  (2017)

AMAZON: Consistent Philosophy…But Fitting for Grocery?

https://www.scrapehero.com/how-many-products-does-amazon-sell-worldwide-october-2017
https://www.cnet.com/news/amazon-says-over-10-million-items-now-eligible-for-one-day-delivery-in-us/
https://tinuiti.com/blog/amazon/amazon-fresh-prime-pantry/
https://www.gartner.com/en/marketing/insights/daily-insights/amazon-goes-grocery-shopping
https://www.scrapehero.com/number-of-products-amazon-prime-now-june-2018/
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H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  A M A Z O N  I M P A C T

Source:  How to Win in Online Grocery (2020)

(27)

22 
5 

(110)

(90)

(70)

(50)

(30)

(10)

10

30

50

70

Curated
selection

Full store 
selection

Expansive 
selection

Variety

U
til

ity

Service
19%

Speed
16%

Price
44%

67 
40 

(107)

(110)

(90)

(70)

(50)

(30)

(10)

10

30

50

70

5% item
price discount

Free services, 
store price 

$4.95 
service fee

27 
13 

(3)

(37)

(110)

(90)

(70)

(50)

(30)

(10)

10

30

50

70

Less than
1 hour

1 to 2 
hours

Same
day

Next
day

Variety
21%

Price

Speed

Conjoint Survey
Attribute Weighting

& Utility ScoresU
til

ity
U

til
ity

43 

(10)
(33)

(110)

(90)

(70)

(50)

(30)

(10)

10

30

50

70

Delivery Curbside 
pickup

Instore
pickup

Service

U
til

ity

2020 SURVEY: Price Matters Most; Variety Less in Grocery?



11

PRE-PANDEMIC: Grocery Habits Hard to Break
H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  A M A Z O N  I M P A C T
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Source:  How to Win in Online Grocery (2020)
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GROCERY GROWTH: Still Behind But Accelerating (and Big)?

H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  P A N D E M I C - D R I V E N  G R O W T H
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INSTACART: Winning During the Pandemic
H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  P A N D E M I C - D R I V E N  G R O W T H
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Despite the Pandemic Nearly Half Did Not Change 
H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  P A N D E M I C  I M P A C T
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H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  P A N D E M I C - D R I V E N  G R O W T H

Source: Brick Meets Click, Oct 2021: U.S. Online Grocery Sales Stabilize at $8.1 Billion from https://www.brickmeetsclick.com/oct-2021--u-s--online-grocery-sales-stabilize-at--8-1-billion

U.S. ONLINE GROCERY: Sales Now Stabilizing?

https://www.brickmeetsclick.com/oct-2021--u-s--online-grocery-sales-stabilize-at--8-1-billion
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INSTACART: Challenged Post-Pandemic…But Why?
H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  P A N D E M I C - D R I V E N  G R O W T H
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PICKING COST: Core Element of Cost-to-Serve
H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  F U N D A M E N T A L S  M A T T E R

Source:  Supermarket News (2019) nbcnews.com (2020), Budget Epicurean (2104), Takeoff.com (2020), Knapp (2020)
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MICRO-FULFILLMENT CENTER: New Cost Tradeoff

H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  F U N D A M E N T A L S  M A T T E R

https://www.youtube.com/watch?v=Q2FPf0ffAe0
https://www.youtube.com/watch?v=qraa92ghrAU
https://www.youtube.com/watch?v=Q2FPf0ffAe0&feature=youtu.be
https://youtu.be/DC2RGsr_rdU
https://youtu.be/9Or_Mlm9PL4
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LAST MILE: Affects Willingness-To-Pay as Well as Cost-to-Serve

H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  F U N D A M E N T A L S  M A T T E R

Source:  BudgetEpicurean.com (2014), New York Daily News (2014), Business Insider (2015) Owensboro Times (2018),, The Morning Call (2018), Convenience Store News (2018) , Orlando Magazine (2020)
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LAST MILE: Affects Willingness-To-Pay as Well as Cost-to-Serve

H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  F U N D A M E N T A L S  M A T T E R
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STRATEGY: Competitive Action Shapes Consumer Preferences
H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  S T R A T E G I C  I M P L I C A T I O N S

Vs.

United Kingdom France
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SUCCESS: Cost-to-Serve Aligned to Willingness-to-Pay
H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  S T R A T E G I C  I M P L I C A T I O N S

United Kingdom France
Population 66.0 Million 65.2 Million
Area (square km) 242.5 Thousand 551.7 Thousand
Density 272 per sq. km. 118 per sq. km.

Vs.
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TIMING: Patience and Luck
H O W  T O  W I N  I N  O N L I N E  G R O C E R Y :  S T R A T E G I C  I M P L I C A T I O N S

“Winning in today’s 
dynamic economy requires 
a commitment to refine and 
adapt the business model 
continuously to navigate 

the ever-changing 
competitive landscape. 

Eventually, someone will 
find a value proposition that 
works — but many others 

will fail along the way.”

strategy+business
Winter 2000 Issue
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