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Improving Efficiency in E-Grocery 
Online ordering. Click and collect. Last-mile delivery. These formerly  
niche grocery offerings are now a necessity, requiring consideration  
when balancing razor-thin profit margins, inventory concerns and  
competition for every consumer dollar.

Keeping shelves stocked is about more than in-store demand; projections  
must now account for online shoppers. The boom has also shifted the  
way physical stores are arranged, requiring sufficient staging and storage  
areas for the growing number of online orders. Retailers are finding that  
an efficient online ordering system, in-store picking system and staging  
area are as important as adequate check-out lines. 

From strolling the aisles in store to scrolling the offerings on an app,  
shifting shopping habits have created a new retail landscape. This  
consumer behavior shows no sign of slowing down. Grocery Doppio  
projects a 16% increase in the number of pickup orders in 2023  
compared to 2022, while digital sales are on track to cross 20% of  
all grocery sales by 2026 . A steep learning curve is required to take  
advantage of this new reality.

Alex Rand, Director of Channel Management, e-Grocery, at Liviri, shares  
his perspective on the unique challenges facing the grocery landscape  
and innovative ways to address them. 

 

“At the height of the pandemic  
in 2020, retailers in the USA  
saw a 63.9% increase in  
e-grocery sales.”1



Inventory insights
Inventory management is a complex question of projection and 
availability. Brick and mortar locations are now replenishing their 
inventory for two separate channels, in-store and online, which 
complicates the equation.

One solution, according to Rand, is analyzing data. “What's always  
been a challenge for click and collect is that inventory counts are  
never spot-on, because you could order something online and  
then a customer could show up and clear the shelf.”

Getting it right can mean the difference between soaring profits  
or sinking patronage. Too many substitutions are a red flag to 
customers, who may reflect their dissatisfaction in lower ratings, 
reduced recommendations or even switching to a different retailer.

Keeping a close eye on what’s being purchased helps managers  
forecast needs, source acceptable alternatives and anticipate  
seasonal demand. Since order accuracy is a top driver of customer 
satisfaction, Rand recommends “looking at basket composition to 
understand what customers want, while focusing on pick-up times  
and which time slots are the highest in demand.” 

 



Customer concerns
Hand in hand with inventory management is another important  
variable in the profitability equation: meeting customer expectations.  
From stocked shelves to packed orders, customers expect to get  
what they’re looking for and they want to be in control of how they  
receive it. 

Customers are increasingly choosing the flexibility of pick-up over  
the convenience of delivery for a variety of reasons — no delivery  
fees, the freedom to choose pick-up times and the option of  
same-day service.

“Click and collect is a service premised on convenience,” observes  
Rand. “So how do retailers increase capacity during the high-demand  
pick-up and delivery windows without creating lengthy wait times?”  

One answer can be found in the picking and staging process.  
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“Research reveals that pick-up  
happens to be the most preferred 
method of fulfillment among  
grocery shoppers in the US today  
with 75% of online grocery orders  
being fulfilled at the stores  
themselves.”2

Staged for success
Grocery pick-up is emerging as the preferred system for many 
consumers. According to Grocery Doppio, pick-up accounted for  
52% of all digital grocery sales in 2022 . The click and collect model 
combines the convenience of online shopping with the flexibility  
of selecting your pick-up time rather than waiting for a delivery.

Increased demand for pick-up means stores must re-evaluate  
their floor plan to accommodate staging areas for ambient, chilled  
and frozen items. The more orders they must fulfill, the more  
space is needed to store the packed items. That’s why efficiency 
is a top priority.  

“Operationally, it's better to pick orders closer to pick-ups. Just-in-time 
picking is another term that's often used because it really minimizes 
your space requirements,” Rand continues. “If you're picking four 
hours in advance, you need a sizable space to store four hours’ worth 
of orders.” Decreasing fulfillment lead times meets another customer 
priority — immediacy. With tighter staging efficiency, customers can 
place an order and have it in a couple of hours.

Pick-up sales for  
all digital grocery  

in 2022

52% 

https://www.mercatus.com/newsroom/mercatus-survey-reveals-75-of-online-grocery-orders-to-be-fulfilled-at-grocery-stores/


Piloting progress
So how do retailers maximize floor space and pick-up slots while 
minimizing customer wait time?

One innovative approach is rethinking the picking and staging process. 
One of Hannaford Supermarket’s Maine locations is currently piloting  
a program using insulated Liviri Sprint50 totes. 

The pilot program has associates picking directly into the Liviri totes, 
using reusable ice packs instead of active refrigeration and freezing.  
This means each order can be staged as a whole, rather than split and 
stored in three separate locations: cooler, freezer and ambient shelving. 

Since associates no longer have to go back and forth between three 
different staging areas, they’re minimizing the chance of missing a bag 
and giving a customer an incomplete order. This saves time for the 
associate. It also results in a shorter wait time for the customer,  
as well as more accurate order fulfillment. 

According to Rand, “Order accuracy is improved by being able to  
validate that the full order is packed and ready to go in advance of 
customer arrival, when previously workers would be rushed to pull 
together the order from dry shelving, refrigerators and freezers while  
the customer waits.”

Early results show the store has gone weeks without a left-behind item, 
compared to a year ago when it was a much more frequent occurrence. 
Liviri looks forward to sharing a more in-depth examination of the pilot 
once it’s complete. 



Profitable performance
Ways to increase profitability in the e-grocery landscape are as  
unique as the customers and regions served. However, by focusing  
on a few key challenges, e-grocery sales and fulfillment can contribute 
to a healthy bottom line.



1  “16% increase in number of pickup orders in 2023 compared to 2022”, “Digital sales are still on track to cross 20% of all grocery sales by 2026”

 https://www.grocerydoppio.com/performance-scorecard/2022-performance-scorecard-state-of-digital-grocery#digitalgrocery2022

2  “52% of all digital grocery sales in 2022 were pickup” 

 https://www.grocerydoppio.com/performance-scorecard/2022-performance-scorecard-state-of-digital-grocery#digitalgrocery2022
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