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Fresh Produce Retail Analysis: Key
Findings & Data-Led Recommendations
An anonymised Fresh Produce case study using barcode-level analysis to identify assortment, supplier,
and waste optimisation opportunities



BIM

Feasibility Studies

Enabler

Strategize

Ro
ad

m
ap

Service ManagementConsultancySustainable
Assemble

D
at

a 
An

al
ys

is

Delegation

Ex
ec

ut
e

Delivery

As
se

t M
an

ag
em

en
t

D
ig

ita
l M

an
ag

em
en

t

BIM
Feasibility StudiesEnabler

Strategize

Roadmap
Se

rv
ic

e 
M

an
ag

em
en

t
Co

ns
ul

ta
nc

y
Sustainable

Assemble

Data Analysis
Delegation

Ex
ec

ut
e

Delivery

Asset Management

Digital Management

BIM

Feasibility Studies

Enabler

Strategize

Roadmap

Service Management

Consultancy

Su
st

ai
na

bl
e

Assemble

D
at

a 
An

al
ys

is

D
el

eg
at

io
n

Execute

Delivery

As
se

t M
an

ag
em

en
t

Digital Management

D
ig

ita
l M

an
ag

em
en

t

FMCG
FMCG

FMCG

Dark Store

Dark Store

Dark Store

Table of Contents

2

1.Preface
2.Context 
3.Core Assortment Dominance
4.Shift Toward Assortment Stabalisation
5.Fresh Vegetables vs Fresh Fruits
6.Supplier Concentration
7.Anchor Supplier Dependency Over Time
8.Waste Reduction Trend
9.Fresh Fruits Waste Priority

10.Waste By Barcode Lifecycle
11.Retained Newer Items
12.Waste Risk Matrix
13.Barcocde Level Sales Fragmentation
14.Key Findings
15.Data Led Recommendations



BIM

Feasibility Studies

Enabler

Strategize

Ro
ad

m
ap

Service ManagementConsultancySustainable
Assemble

D
at

a 
An

al
ys

is

Delegation

Ex
ec

ut
e

Delivery

As
se

t M
an

ag
em

en
t

D
ig

ita
l M

an
ag

em
en

t

BIM
Feasibility StudiesEnabler

Strategize

Roadmap
Se

rv
ic

e 
M

an
ag

em
en

t
Co

ns
ul

ta
nc

y
Sustainable

Assemble

Data Analysis
Delegation

Ex
ec

ut
e

Delivery

Asset Management

Digital Management

BIM

Feasibility Studies

Enabler

Strategize

Roadmap

Service Management

Consultancy

Su
st

ai
na

bl
e

Assemble

D
at

a 
An

al
ys

is

D
el

eg
at

io
n

Execute

Delivery

As
se

t M
an

ag
em

en
t

Digital Management

D
ig

ita
l M

an
ag

em
en

t

FMCG
FMCG

FMCG

Dark Store

Dark Store

Dark Store

3

Context

This presentation is provided for viewing and informational purposes only as part of Innovvay’s feasibility and retail
consultancy capabilities.

The content, structure, visuals, and analytical framework are the intellectual property of Innovvay.

Reproduction, redistribution, modification, or commercial use of this material—in whole or in part—without prior
written consent is strictly prohibited.
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4

Context

Fresh Produce is highly sensitive to seasonality, shelf life, demand variation, supplier dependency, and waste
exposure. This case study uses barcode-level retail analysis to assess Fresh Fruits and Vegetables across:

Assortment Movement | Supplier Dependency | Sales Contribution | Waste Risk

The objective was to identify where the category was stable, where it was exposed, and where optimisation actions
should be prioritised.



BIM

Feasibility Studies

Enabler

Strategize

Ro
ad

m
ap

Service ManagementConsultancySustainable
Assemble

D
at

a 
An

al
ys

is

Delegation

Ex
ec

ut
e

Delivery

As
se

t M
an

ag
em

en
t

D
ig

ita
l M

an
ag

em
en

t

BIM
Feasibility StudiesEnabler

Strategize

Roadmap
Se

rv
ic

e 
M

an
ag

em
en

t
Co

ns
ul

ta
nc

y
Sustainable

Assemble

Data Analysis
Delegation

Ex
ec

ut
e

Delivery

Asset Management

Digital Management

BIM

Feasibility Studies

Enabler

Strategize

Roadmap

Service Management

Consultancy

Su
st

ai
na

bl
e

Assemble

D
at

a 
An

al
ys

is

D
el

eg
at

io
n

Execute

Delivery

As
se

t M
an

ag
em

en
t

Digital Management

D
ig

ita
l M

an
ag

em
en

t

FMCG
FMCG

FMCG

Dark Store

Dark Store

Dark Store

5

Core Assortment Dominance

Old barcodes formed the
core of the assortment.

Core range protection is the
first optimisation priority

~77% of barcode activity
came from retained Old

barcodes

Old barcodes generated the
majority of total sales

The established range
remained the commercial

engine

01

02

03

04

05

Th
e 

Fr
es

h 
Pr

od
uc

e c
at

egory was commercially anchored by retained core items, not constant new
-item

 expansion

Old barcodes
remained the
commercial

anchor.
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6

Shift Toward Assortment Stabalisation

Evidence of the Shift Toward
Stabalisation

Continued from First Appearance increased from 6.2% to 30.1%

The Shift

The category shifted
from broad launches to
selective retention

The Sign

Actual New barcode
activity declined

sharply; count fell
from 12.2% in 2020 to

1.2% in 2023

A

C

B

The category moved from expansion toward
stabilisation.
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7

Fresh Vegetables vs Fresh Fruits

01 05

Fresh Vegetables had the
larger barcode base

Fresh Fruits accounted for
~46.4%Fresh Vegetables accounted

for ~53.6% of barcode activity

Vegetables showed stronger
movement in Continued

items

Fresh Fruits were more stable
and core-range dependent04

03
02

Fresh Vegetables showed greater lifecycle movement, while Fresh Fruits remained more dependent on the retained
core range.
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8

Supplier Concentration

One Anchor
Supplier drove
the majority of

sales

Anchor Supplier
sales share was

~85.7%

Supplier diversity
existed, but sales

concentration
remained high

Secondary
suppliers supported
assortment breadth

Supplier strength
was linked to core-
range support, not
only new launches

01 02 03 04 05
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9

Anchor Supplier Depedency Over Time

01

02

03

04

Supplier dependency should be reviewed,
not immediately replaced

Anchor Supplier generated over
80% of annual sales

Supplier dependency declined slightly
from 2019 to 2022- which then

increased again in 2023

The wider supplier base supported variety,
not sales at the same scale
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10

Waste Reduction Trend

1 4

2 5

3

Total waste reduced
steadily across the
analysis period

Waste control
improved across Fresh
Fruits and Vegetables

Waste Index moved
from 100 in 2019 to 65
in 2023

Reduction does not
remove the need for
targeted action

2023 recorded the
lowest waste level

Waste improved overall, but the remaining opportunity
became more concentrated.
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01 05

Fresh Fruits remained the
larger waste contributor

Fresh Vegetables improved
fasterFruit waste share increased

from 60.5% to 65.6%

Fresh Fruits became the
larger remaining waste pool

Fruit should be prioritised for
further waste review04

03
02

11

Fresh Fruits Waste Priority

Fresh Fruits should remain the priority family for further waste-reduction initiatives.
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Waste by Barcode Lifecycle

Old barcodes accounted for
~93.7% of total waste; partly

expected because Old
barcodes dominate the range

New launches were not the
main absolute waste issue

The largest waste opportunity
sits in the retained core

assortment

Core-range waste control
should be the main
operational focus

Waste Contribution

01

02

03 05

04Disalignment

Opportunity Realignment

The biggest waste-
reduction impact will come

from improving control
within the retained core

range.
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13

Retained Newer Items 

Continued from First
Appearance became

significant

Continued from First Appearance items
became more important; waste share

rose from 1.8% in 2020 to 13.4% in 2023

Reclassifying Retained
Items

Retained newer items were no longer
short-term launches- became part of
the recurring assortment. They require
regular sales, waste, supplier, and
replenishment review

A B

Once new items are retained, they must be
managed like recurring assortment lines.

Once new items are retained, they must be
managed like recurring assortment lines.
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Waste Risk Matrix

01 02

04 03

Highest Waste Risk

Actual New items had the highest
waste-risk rate; ~37.9% is in the

High Waste label

Waste Risk Pool

Old barcodes created the largest
absolute waste-risk pool

Opportunity

New items require launch control

Strategy

Old items require replenishment
and range review

Actual New items are riskier by rate; Old barcodes create the largest total waste exposure.
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The matrix helps prioritise
action, not just describe

waste

92.4% of barcodes had No
Sales / Insignificant

contribution

6.5% had Low Sales
Contribution

Sales were spread across
many SKUs, origins, pack
sizes, and product types

Low-sales / high-waste
items require review

01

02

03

04

05The Waste Risk Matrix exposed fragmentation

Waste Risk Matrix helped
identify where waste is not

supported by proportionate
sales contribution.

Barcode Level Sales Fragmentation
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Old barcodes hold the largest waste opportunity, while Actual
New Items carry the highest waste-risk rate.

Retained items formed the core of activity and generated the
majority of sales.

Assortment Stabalisation
New barcode activity declined by 2023 as selected
introductions were absorbed into the recurring assortment.

Vegetable Movement
Fresh Vegetables showed a larger and more dynamic barcode
base than Fresh Fruits.

Supplier Concentration
One Anchor Supplier generated majority of commercial value.

Waste Management

Old Barcodes
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Key Findings

The category matured, but optimisation opportunities remained across
core range control, launch discipline, supplier review, and waste-risk
prioritisation.
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Supplier Performance & Dependency Review

Introduce supplier scorecards
Review supplier sales and waste contribution

Assess reliability and responsiveness
Identify commercially meaningful secondary suppliers

C

New Item Launch &
Retention Control
Framework

Use seasonal catchment and
market analysis
Start with smaller trial quantities
Monitor early sales and waste
behaviour
Apply clear scale-or-discontinue
decisions

BCore Range Waste-Control
Framework

Review FIFO/FEFO consistency
Strengthen quality-based

inspection
Improve stock rotation and

replenishment discipline
Prioritise high-waste Old

barcodes and Fresh Fruits

A
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Data Led Recommendations

The recommendation is not broad expansion, but structured control of core items, new launches, and supplier dependency.
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Thank you
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