
Advanced Training
How Metro evaluates innovation performance
Collaborative session organized by:

Metro Customer Intelligence team & Dunnhumby
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Session Objective

Help vendors understand how Metro evaluates innovation performance

Agenda

1. Welcome & Introduction

• Overview of new Metro’s support role for vendors

2. Setting the Context

• How to speak the same language as Metro

3. Case Study & Practical How-To’s

• Real examples and actionable steps with Shop

4. What’s Next & Closing Remarks

• Key takeaways and next steps
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Today’s session presenters
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Make sure you have clear expectations…

To speak the same language as the retailer Some guidelines (SMART retailer/suppliers)

Before starting a performance evaluation, you must understand the context behind the launch, including:

➢ The definition of the category in which the innovation was integrated/launched

➢ The segment of the category targeted or (ideally) the customer need
➢ The targeted customer profile 

➢ Your sales estimation

It is essential to consider this context to properly assess whether the performance met expectations.
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…and objectives regarding the innovation

Be careful! The expectations of a supplier and a retailer can be different! 

To ensure the longevity of your innovation in our shelves, make sure to consider both perspectives in your conversation 
with the retailer

Most of the KPIs you will evaluate will be the same. However, while you aim for the growth of your brands, the retailer 
aims for the growth of the category.

Three aspects to consider to evaluate success:
1. Financial growth
2. Conversion of new customers
3. Customer satisfaction
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Make sure you are informed quickly, at the right time, about your 

performance within our banners

Before anything else, it is crucial to keep in mind the category’s purchase cycle (in the banner), seasonality (if 
applicable), as well as the launch promotional plan. These three factors could have a direct impact on the robustness of 
your evaluation.

The evaluation is usually done at two points in time (or more depending the investments and risk behind the launch):

Short term – Launch and monitoring
Ideally, have 12 weeks of data (to capture more than one purchase cycle and give customers enough time to repeat 
purchases)

Medium and long term – More Permanent impact on the assortment 
Minimum of 6 months, ideally up to 1 year: analysis of the innovation’s impact at a higher level within the assortment 
and the long-term performance of the category.
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Use the right indicators and make sure you can compare with 

other past innovation 

Most important KPIs used by Metro :

For Short term evaluation :
• Performance : ACV weighted ROS ($,units) VS category median
• Customers: New customers, % Repeat purchase VS comparable past innovation*
• Others: ACV weighted distribution, store selling

On Long term (After 6 months to 1 year) :
• Performance : Sales ($, units) & ACV weighted ROS ($,units) VS category median
• Customers: % favorite share, % Repeat purchase VS category median

Source: Intelligence consommateur, Metro inc.

Additional contextual KPIs: Customer profile (i.e. upmarket customer)
KPIs from other data sources : Nielsen (Baseline), Any promo sales, customer satisfaction, etc..

* Comparable past innovation (Benchmark)
In the past 3 years, can we find a similar innovation into the categories? (If not; into a different banner? A similar category?)

This session will 

focus on Short 

Term Evaluation



Case study
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The innovation selected for this case study was identified by 

Metro’s merch team as a promising product line, given its 

performance exceeding expectations since its launch.

Category Snacking

Type of innovation New brand 

Type of products Product family of 3 flavors 

Product Caracteristic Single portion with many Health attributes 

Target H&W segment

Context of launch : 

• Listed at Metro QC banner 

• Launch in summer 2025

• Introduced into our store Large 

planogram

Competition landscape

• Brand A and B : Well establish mainstream brand

• Brand C :  2-3 years brand : H&W segment

• Brand D : Well establish H&W brand
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For evaluating an innovation, this report can serve the following purposes:

• Use Performance module

• At Category and brand level to get the category purchase cycle, allowing you to determine 

the best moment to conduct your innovation performance analysis.

• To compare your innovation with other brands on certain KPIs that can be compared using 

different bases, ie. ACV weigted ROS units (~sales per store per week)

• To get « Speed-To-Market » overview By Metro Inc banner

• Use the Trends module 

• To check how the category reacts after your innovation launch. 

• To help you assess the week to start the analysis

• Use the Profile module

• To validate whether your innovation is catering to a specific customer segment

• A comparison between the innovation and the category and competitors
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Considering average customer purchase around 

3 times a year maybe suitable to wait  at least 

26 weeks from product launch for a complete 

post-launch evaluation

At Category and brand level to get the category purchase 

cycle, allowing you to determine the best moment to 

conduct your innovation performance analysis
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To compare your innovation with other brands on certain KPIs 

that can be compared using different bases, ie. ACV weigted 

ROS units (~sales per store per week)

Nb of customer more 

than half of Brand D 

base, only after 7 

weeks from launch!

Velocity look good 

so far compare to 

similar product 

family (brand D)
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Metro Qc is Top 1 

Metro Inc banners. 

Validate why..

See how to boost 

store distribution at 

Metro Qc

76%

97%

91%

Run Store report OR New Store sales tracker 

Use Performance module to get « Speed-To-Market » overview 

By Metro Inc banner
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Use the Trends module to check how the category reacts after 

your innovation launch. This is an early read; a full impact 

evaluation will take more time and a more robust approach. You 

can refresh this as needed

Positive trend of Customer 

penetration growing since 

launch
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Use Trends module to Help you assess the week to start the 

analysis

SAP code activation : 

16 / 07 /2025

Planogram : 

18 / 08 / 2025
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For evaluating an innovation, this report 

can serve the following purposes:

• Use as an input into your internal tool

and dashboard to facilitate your

innovation monitoring within all 

MarketPlace

• Some vendors are using those in 

Excel, PowerBI / Micro strategy

Inno brand flavor 1

Inno brand flavor 2, etc.
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* Repeat rate will vary from a category to another and from different kind of innovation. i.e. highy supported program, 

niche segments, etc.. Make sure to select the right benchmark for your innovation.  

For a couple of years the C.I. team has kept track of Repeat rates after 12 weeks for important innovations for comparison purposes in our

innovation analyses (i.e. posses an appropriate benchmark), it is an excellent KPI to assess early performance if an innovation...

The median repeat rate after 12 weeks post-launch from our past 3 years of data collection was 13%. (Min. 2%,  max 23%).

Reaching 12,5% after only 7 weeks is looking great!!! 

Use the weekly repeats section of the report to collect an early 

read of your customer appreciation of your innovation 
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* Repeat rate will vary from a category to another and from different kind of innovation. i.e. highy supported program, 

niche segments, etc.. Make sure to select the right benchmark for your innovation.  

Flavor 2 is achieving the highest repeat rate so far, with only half of sales of 

Flavor 1. When you come across this type of insight, it may be worth 

digging deeper into the data to understand what’s behind it. Several 

strategies can be implemented based on what you find, all aimed at driving 

sales growth for your innovation!

Use the weekly repeats section of the report to collect an early 

read of your customer appreciation of your innovation 

Flavor 1

Flavor 2

Flavor 3



Questions
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What’s Next

Recording & Presentation

• Available soon on the Shop Education Center

Upcoming Webinar

• Thursday, January 29th at 1:00 PM EST 

• Topic: Stay tuned for details! 

Stay Informed

• Watch for updates in Shop Canada newsletters and 
communications for future topics.

We Value Your Feedback

• Comments or suggestions?  
beatrice.dufour@metro.ca
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Thank you!
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