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Public summary 
This project aimed to improve the quality of sweetpotatoes across the industry by engaging key stakeholders 
across the value chain including growers and retailers so quality could be monitored and maintained in the long 
term. As the ‘Australian sweetpotato consumer insights research (PW18003)’ project found, quality is a main 
driver for consumer purchase for 63% of respondents. Key quality concerns raised related to sweetness, 
fibrousness, appearance, firmness and colour. 

To achieve this, this project investigated pre and postharvest quality issues for Australian sweetpotatoes and 
developed a business case for quality improvements in the supply chain. This was developed through supply 
chain quality reviews on farms in Queensland and at the retail level in Victoria, mimicking a typical supply chain. 

Industry adoption of the recommendations was driven through direct engagement with supply chain 
stakeholders, newsletters and grower roadshows. The program also monitored the adoption of these 
recommendations by industry, particularly the major retailers. 

Two key parties and service providers that have collaborated to deliver this project include Kitchener Partners 
(Tristan Kitchener) and Quality Associates (Dr Andreas Klieber). 

Keywords 
Sweetpotato, supply chain, dehydration, Consumer satisfaction, quality, skinning, alignment, retailers. 

Introduction 
This project aimed to improve the quality of sweetpotatoes by engaging key stakeholders across the value chain 
including growers, wholesalers, processors and retailers so quality could be monitored and improved. 

As the ‘Australian sweetpotato consumer insights research (PW18003)’ project found, quality was a main driver for 
consumer purchase for 63% of respondents. Based on this research (see below) there was a significant opportunity 
to shift ‘medium users’ (45% of the sample) of sweet potatoes toward doubling their consumption.  This group was 
heavily impulse purchase driven and quality significantly impacted their purchase behaviour. ‘Light users’ could also 
be influenced to increase purchase, mainly by improved product knowledge. A small shift in consumer purchasing 
frequency in these two consumer segments could double consumption by these consumers. 

The aim of PW20000 was to drive consumer purchasing by focussing on industry adoption of key quality 
measures, and the project used information from Project MT17017 Vegetable cluster consumer insights program 
(and any related project post MT17017) and Project HN20001 Horticulture consumer sensory profiling to identify 
specific consumer insights to assist with identifying opportunities for quality improvement. 
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Methodology 

Given the dominance of the major retailers, namely ALDI, Coles and Woolworths, and the strong relationships 
that the Project Team has with these stakeholders, the intention was to partner closely with these businesses 
to garner their support and access to their historical and current QC inspection and customer complaints data. 
Similarly, the intention was to garner the support of the grower base through a thorough explanation of the 
project objectives and benefits of working together to improve on-shelf quality. 

A whole-of-industry approach was critical to initiate a behaviour change and targeting both retailers and growers 
allowed the Project Team to use a push-pull strategy. This involves a grower ‘push’ and a retailer ‘pull’, thereby 
enabling the whole supply chain to adopt the proposed changes and understand the benefits of an aligned 
industry approach.  

Project Planning, Management and Governance 

A project plan was developed detailing the key activities, milestones and outputs over the duration of the 
project. In addition, a Project Reference Group (PRG) was established to provide input and feedback to 
continuously improve the project activities and to de-risk activities. This included the Hort Innovation Project 
Manager, as well as industry experts from key growers and major retailers. 

Given the sensitivities of bringing major grocery retailers together, clear competition governance procedures, 
as provided by Hort Innovation, were used to ensure there were no competition concerns.  

Stakeholder Engagement and Alignment 

It was essential that all stakeholders understood the aims of the project and were willing to support the project 
recommendations. This was achieved through a combination of direct engagement with major retailers and the 
key growers within each growing region. Meetings were initially conducted 1:1 to allow any issues or barriers to 
be identified and resolved. In addition, to engage the broader supply chain, updates for the industry were 
published through established communication routes (the ASPG newsletter), particularly to reach growers. 

Supply Chain Mapping and Source Investigation 

To fully understand the sweetpotato supply chain, interviews were conducted to understand the product and 
postharvest systems with key supply chain members within each of the main growing regions. This included 
identifying key pain points within the supply and likely root causes of quality issues (which were then correlated 
with the historical retailer QC Inspection and Customer Complaints data). More specifically, the following 
activities were completed: 

• Key Growers and Supply Chain Stakeholders: The PRG helped to identify key regional growers and
distribution businesses.

• Supply Chain Mapping: Phone interviews were conducted with the identified parties to map out the key
sources and logistics routes to identify supply chain variabilities and time taken from farm to retailer
shelves, including potential delays and any seasonal factors for the key regions (Bundaberg, Lockyer
Valley and Atherton Tablelands, and the key NSW growing region).

• Supply Chain Data: With retailer support, data loggers (Escavox) were sent with selected shipments to
measure temperature profiles during distribution, with c. 1,000 loggers used over the course of the
season, from different supply regions to different retailers, across all states.

These activities helped to identify key pain points within the key supply chains impacting quality and garner buy-
in and support of key sweetpotato supply chain stakeholders to support the Quality Improvement Plan (QIP). 

Access to Historical Retailer Quality Data 
The project team leveraged relationships with the major retailers to access historical Quality Control (QC) 
inspection data and Customer Complaints data for the sweetpotato category, extending back for up to 3 years. 
This data helped to identify the key quality rejection reasons at DC and also the main quality reasons for 
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complaints by consumers. Data was deidentified before any communication of project-related information. To 
achieve this, the following activities were completed: 

• Meetings were held with each retailer’s Head of Produce Technical and Category Buyer (commercial) to 
explain the project objectives and benefits of sharing QC inspection and customer complaints data. 

• Customer Complaints data was provided by the retailers, and using the Customer Complaints Per Million 
Units (CPMU) the relative impact of the different quality defects was weighted. 

• Confidentiality Agreements were put in place with each major retailer to confirm data was de-identified 
and aggregated across all retailers without compromising confidentiality. 

These activities helped to identify the key pain points within the key supply chains impacting quality. 

Retailer Engagement and DC Inspection Data 
To complement the historical data provided by the retailers, real-time data from retailers was used to identify 
current quality issues. This process involved: 

• The project team engaging directly with the ALDI, Coles and Woolworths technical and commercial 
teams to brief them on the project and to secure access to the retailers' Distribution Centre (DC) produce 
inspection reports.  

• Reviewing retailer sweetpotato specifications and specification variations across the year. 
• Collating DC quality data through a central, dedicated and secure email address and with all data de-

identified by the program team.  
• Data was processed weekly and combined with aggregated data collected at the retail store level. 
• De-identified data was available to the sweetpotato industry and individual retailers through a secure 

online data portal (see screenshot below) as well as a weekly report emailed directly to each retailer 
(see example in Appendix). Stakeholders were also to see their own data and de-identified industry data. 

• Data collected over time was used to determine overall quality issues and the development of the 
Quality Improvement Plan. Objective and quantifiable data was a vital tool to motivate a behaviour 
change by the key stakeholders, particularly the retailers. 
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In-Store Quality Monitoring and Assessment 
To complement the retailer QC inspection data, in-store quality inspections were conducted within ALDI, Coles 
and Woolworths. This activity was conducted in Melbourne since this was the longest supply chain (apart from 
WA) and therefore could be considered a worst-case supply chain in regard to the likelihood of quality defects. 
The project team were located in Melbourne, which helped to minimise travel and operational costs. The specific 
activities included: 

• The project team visited 1 store per retailer (ALDI, Coles, Woolworths, 1 Independent) in Melbourne, 
selecting a different store each week, and conducted a visual inspection of on-shelf quality issues. 

• Overall quality on display was evaluated in relation to the quantity of stock on show and relatively 
weighting of key quality issues. 

• Data was processed weekly and combined with data collected at the DC level through QC inspections. 
• De-identified data was made available to the sweetpotato industry and individual retailers through a 

data portal as well as brief weekly reports. 
• Data collected over time was fed into an overall identification of quality issues and development of the 

QIP. 

Quality Improvement Plan 

The data collected from all sources (historical retailer inspection and customer complaints data, retailer QC 
inspection in DCs, in-store monitoring, supply chain mapping analysis and Project Reference Group (PRG) 
guidance) was used to develop the industry roadmap in the form of a Quality Improvement Plan (QIP). Feedback 
and input were also provided by the Project Reference Group. 

The report was shared with the wider sweetpotato industry, through grower roadshows and the industry 
newsletter and detailed the key challenges and solutions for improving the quality of Australian sweetpotatoes. 

Industry Engagement through Grower Roadshows 

To ensure the continued support of the wider supply chain it was important to ensure the entire supply chain 
understood the overarching project objectives and their collective responsibility to improve quality to maximise 
sales and demand of sweetpotatoes. 
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Growers were encouraged (‘pushed’) to adopt the QIP. This was driven by the Project Team, utilising the support 
of the industry PIB and PRG. Since grower members of the PRG have close relationships with growers, they were 
well placed to gain the trust and support of growers to implement and adhere to the QIP. 

The main communication to growers was through Grower Roadshows, as well as industry communication 
through newsletters, existing industry communication channels and Hort Innovation. 

The major grocery retailers collectively account for the majority of sweetpotato volume by sales value. This 
means they were an effective and efficient means to drive behaviour change and provide the required ‘pull’ for 
the industry through the key domestic producers. The retailers were an important group of stakeholders given 
the influence they have over producers, so it was vital to ‘help them to help us’ by ensuring they were making 
good quality decisions based on sound facts and information. 

The Project Team have good relationships with all the major retailers across the different internal functions 
(buying, technical and store operations) and at different levels within each organisation. These relationships 
helped gain access to key decision-makers within the retailers to understand any specific issues or needs and 
quickly resolve them. 

The objectives of the roadshows was to align the industry on: 
• A common understanding of potential quality issues and how to resolve these; and 
• Agreement to manage quality consistently for the benefit of the industry as a whole, growing the ‘pie’ 

for everyone. 

Since there are approximately 30-50 active sweetpotato growers in Australia, located primarily in QLD (76%), 
and particularly within Bundaberg, Lockyer Valley and Atherton Tablelands, followed by NSW (19%), the PRG 
suggested conducting grower roadshows in Tweed (NSW) and Bundaberg (QLD). These were held once a year 
during the winter months when the growers were more available (to maximise attendance). 

Industry Communication to Aid Engagement and Adoption 

All communication and industry engagement was aimed at driving best practices across the supply chain from 
growers through to retailers, and focused upon education and support to drive a positive culture focused on 
meeting the QIP and increasing the consumption of and demand for Australian sweetpotatoes. 

Realtime Temperature Monitoring of Supply Chain 

On the premise that variance in temperature and time can cause quality damage, the Project Team partnered 
with Escavox, a company that specialises in real-time monitoring of temperature in the fresh food supply chain. 

The Escavox platform is a combination of hardware (IoT devices) and Artificial Intelligence analytics and 
reporting and alerting functionality that provides real-time data. The Escavox platform has been used by industry 
bodies to conduct quality analysis of fresh products in the supply chain. These include the Australian Mango 
Industry Association (AMIA) and the Meat and Livestock Association (MLA), results that have been published to 
quantify the impact of poor chain controls. 

Temperature loggers (via Escavox) were used to monitor key supply chains, working with 5-6 key growers. This 
helped to identify areas in the supply chain that caused the greatest quality impacts. 

Results and discussion  
The key components of the results were: 

Project Planning, Management and Governance 

In line with the project plan, which detailed the key activities, milestones and outputs over the duration of the 
three-year project, a Project Reference Group (PRG) provided input and feedback to continuously improve the 
project activities, with the aim to de-risk activities and ensure the objectives of the project were met in full.  
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Milestone Reports were provided as per the project contract with input and guidance provided by the Hort 
Innovation Project Manager. 

PRG meetings were held every 6 months, with minutes issued after each meeting.  

Stakeholder Alignment 

Meetings were held with all Retailers every season. These included a review of the project activities, prior 12 
months quality performance and explanation of upcoming activities. This ensured that all stakeholders 
continued to adopt and support the Quality Improvement Plan and understood the intent of the project and 
how it provided benefit to their business or sector, and also that they understood the concept that improving 
customer satisfaction will benefit all stakeholders in that ‘a rising tide lifts all boats’. 

Each of the project’s key activities will be discussed in turn, in line with the project methodology: 

In-Store Quality Monitoring 

In-store quality monitoring was a key activity to provide specific feedback to individual retailers regarding their 
on-shelf quality. In-store quality monitoring was conducted weekly in each retailer’s stores for key varieties 
(gold, white and purple, as well as loose, pre-packs and organic).  

The objective was to reduce the incidence of poor-quality products reaching the retail DCs, which would then 
be rejected and subsequently end up in the Central Markets. Ultimately, this product would be heavily 
discounted and reach consumers leading to a dissatisfactory experience, thus eroding the reputation of 
Australian sweetpotatoes. 

Encouraging the industry to take a collective responsibility to self-police compliance in line with the QIP and 
understand the impact to all stakeholders if poor quality products reached consumers, worked well. 
Increasingly, retailers and producers reached out to the Project Team with questions relating to seasonal quality 
issues.  

Grower Roadshows 

Grower Roadshows were held once a year during the winter months. In each roadshow, the results of the prior 
year’s performance were explained, followed by a Q&A. The aim was to aid understanding and encourage 
adoption and support for adhering to the QIP. Roadshows were held in Tweed and Bundaberg for each year of 
the project. 

Growers from the PRG attended the roadshows and this helped to demonstrate the aligned industry approach 
for supporting the adoption of the QIP, and therefore the need for all growers to also work to the standards. 

Industry Communication to Aid Engagement and Adoption 

All communication and industry engagement, including Newsletters (see Appendix), was aimed at driving best 
practices across the supply chain from growers through to retailers, focusing upon education and support to 
drive a positive culture focused on meeting the QIP for Australian sweetpotatoes. This helped to drive 
accountability across all stakeholders to focus on quality and ultimately the goal to increase the consumption 
of and demand for Australian sweetpotatoes through improving consumer acceptability. 

Retailer Adoption and Support 

Whilst the growers broadly understood their responsibility for harvesting best practices to reduce the 
incidence of skinning, the retailers were varied in their response and general support for the project, as 
outlined previously. This is discussed further under Outputs. 
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Outputs 
The quality monitoring data was used to help growers, retailers and the broader supply chain understand the 
benefits that could be provided by adopting the quality improvement roadmap (see Appendix) that was 
developed as part of the project, and aid understanding and buy-in. The key objective was to drive a sustained 
behaviour change across the entire industry. Key outputs are detailed in the Output Table below. 

 

Output  Description  Detail 

Sweetpotato Quality 
Improvement Plan and 
Roadmap 

The Quality Plan and Roadmap is a 
key component of the project to 
allow growers and retailers to 
understand sweetpotato quality 
gaps and how to address those. 

The Quality Plan and Roadmap was developed and 
refined over the initial 2 years of the project using 
retailer DC data, in-store monitoring and grower to 
DC data logging of temperatures. 

The Quality Improvement Plan and Roadmap were 
discussed and approved by the ASPG and growers at 
workshops in Bundaberg and Tweed and socialised 
with the retailers individually for support. 

See additional information below. 

Grower and Retailer 
Meetings 

Meetings were held with all retailers 
individually and growers in 
roadshows in Bundaberg and Tweed. 

Additional input from key growers 
was provided through the PRG 
meetings. 

Minutes and follow-up actions were circulated to all 
attendees (and a Hort Innovation representative 
attended some meetings). 

In-Store Monitoring In-store maturity monitoring was 
conducted weekly. 

All data was displayed in the weekly retailer and 
grower summaries and on the online ClicData portal 
(see screenshot on page 5) (with secure password 
access). 

Retailer DC Monitoring The DC inspection data where 
provided by the retailers was 
collated. 

All data was displayed on the online ClicData portal 
see screenshot on page 5) (with secure password 
access). 

Cold Chain Datalogging Intensive cold chain data logging was 
carried out from key growers to a 
wide variety of retailer DCs and 
stores. 

The data logging trial identified contributing factors 
to poor quality outcomes for sweetpotatoes in 
stores and assisted in the development of the 
Sweetpotato Quality Improvement Plan. 

Industry communication Articles in the industry ASPG 
newsletter (see Appendix). 

See additional information below. 

Key Meetings and Activities 

There was a steady stream of engagement with the full supply chain and the major retailers, key producers, Hort 
Innovation representatives and the project team, as necessary. PRG meetings were held approximately every 6 
months.  

Retailer Engagement 

Maintaining engagement with all three retailers was challenging, since the retailers consider sweetpotatoes a 
niche category and tend to focus more on the larger categories such as potatoes, onions and pumpkin. In 
addition, turnover of retailer staff made engagement harder. Key points to note are: 
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• Throughout the project Weekly Performance Benchmarking results were being issued to retailers (and 
industry) with reasonable engagement and follow-up with retailers, demonstrating their support for the 
project and desire to improve on-shelf quality and consumer acceptance. 

• The Quality Improvement Plan was widely circulated and Quality Flyers (see Appendix) were developed 
for the retailers’ DCs and Stores to focus on quality improvement.  

• Retailer(s) agreed to delist the composite product line, which often led to poor quality on the retail 
shelf (since composites were often mixed in with premium specification products). 

• Some retailers felt that on-shelf quality was acceptable, and that the reduced demand for 
sweetpotatoes was a function of consumers preferring to buy other products. 

Quality Improvement Plan 

One of the key deliverables of the project was the Quality Improvement Plan, which detailed the quality defects, 
improvement pathway and relative impact (high/medium/low) for gold, purple, white, pre-pack and loose 
products, as well as defects that were common to all products and pack formats. It also detailed the quality 
improvement actions that should be undertaken by each stage of the supply chain. 

The QIP was discussed at the PRG meeting on 23rd November 2022 and signed off as approved, and then 
circulated to all stakeholders and presented to retailers in the retailer meetings in mid-2023. In these meetings, 
the retailers requested Store and DC Flyers to be used as the vehicle for communicating with and educating their 
staff. The PRG confirmed that the focus for growers should be on skinning, and this was taken up by PRG and 
ASPG members (it was agreed not to produce a flyer for growers, since more hands-on support was necessary 
and could be provided by the PW21002 Causes and management strategies for skin loss in Sweetpotato Project 
team).  

The aim was to encourage each part of the supply chain to understand that there is a shared responsibility in 
improving on-shelf quality and customer experience, to build demand and consumption of sweetpotatoes, with 
each part of the supply chain doing its bit. The main focus for growers was to reduce skin damage and skinning 
(which leads to dehydration) and for retailers to focus on stock management in-store and correct temperature 
management. 

Measuring the Success of the Quality Improvement Plan 

Within the QIP, recommended actions were detailed for each stage of the supply chain, particularly growers and 
retailers. Market agents were a harder group of stakeholders to influence, due to their propensity to 
disintermediate relationships between growers and retailers to drive their own competitive advantage.  

The ultimate gauge was to see an improvement in in-store quality through the weekly monitoring, ideally leading 
to an increase in consumption and demand for sweetpotatoes, however, there were a number of other 
variables, outside the scope of what this project can control, that affected the final outcomes and quality issues 
were prevalent throughout the duration of the project. 

Weekly Performance Benchmarking 

Weekly performance reports were sent to ALDI, Coles and Woolworths Buying and Technical Teams (and the 
PRG growers), de-identified to protect confidentiality. The quality reports detailed major and minor defects, in 
line with the retailers’ specifications. Results were published online (in ClicData) with new results updated within 
24 hours of collection. 

Each retailer was provided with a weekly summary of their performance, as well as a secure password to access 
the ClicData platform to assess how their performance compares to the industry average. Discussions were held 
regularly with supermarket buyers, category managers and product technologists as necessary to explain the 
results and answer questions. 
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The overall trend in the quality of sweetpotatoes was that had not significantly improved over the last 2.5 
challenging years (see Figure 1). Some issues actually became worse, particularly bronzing which continued 
throughout the year compared to year 1 where it did not occur for half of the year. This was likely linked to the 
harvesting of older crops. 
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Figure 1: Example quality performance of sweetpotatoes over 2.5 years (gold-skinned loose) 

 
Nearly half of the defects observed for the main crop (gold-skinned loose sweetpotatoes) were due to skinning 
and skin damage, followed by mould development on cut ends and chilling injury (Figure 2). 



 

 

13 

 

 

Figure 2: Major and minor defects for loose gold-skinned sweetpotatoes July 2021 – Jun 2024 

 

 

Access to DC Inspection and Quality Data 

Inspection data showed that sweetpotatoes were not a high-focus product line for retailers due to their niche 
status and (mistaken) belief that they can be handled as a potato, held at low temperatures and infrequently 
rotated on-shelf.  Growers overall would like to see more inspections to occur to enforce specifications. 

To help the retailers understand the importance of proper stock rotation and on-self management, the Project 
Team engaged with the retailers to investigate stock rotation, storage temperature and specification issues and 
has drafted store and DC guidance on handling and inspection of sweetpotatoes. 

Retailers were also approached for in-store waste data, but this was not shared with the Project Team. 

Updates through the Australian Sweetpotato Growers Association 

Close contact was maintained with the ASPA via their Executive Officer, Peter Long. This included facilitating 
relationship building between Peter and industry stakeholders and contributing to ASPA meetings as necessary.  
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Outcomes 
The project used a push-pull strategy. This involved a grower ‘push’ and a retailer ‘pull’, thereby enabling the 
whole supply chain to improve quality and understand the benefits of an aligned industry approach. Growers 
were encouraged (‘pushed’) to improve quality. This was largely driven by the core group of PRG growers, who 
were well-placed to take on this role.  

The three major grocery retailers collectively account for a large percentage of the domestic sweetpotato 
volume by sales value. This meant they were an effective and efficient means to drive behaviour change and 
provide the required ‘pull’ for the industry through the key domestic producers. The retailers were an important 
group of stakeholders given the influence they have over producers, so it was vital to ‘help them to help us’ by 
ensuring they were making good quality decisions based on sound facts and information. A ‘rising tide raises all 
boats’ and working with the major retailers was key to improving quality across the entire industry. 

Tristan Kitchener (Kitchener Partners) and Andreas Klieber (Quality Associates) are ex-retailers and have good 
relationships with all the major retailers across the different internal functions (buying, technical and store 
operations) and at different levels within each organisation. This helped to understand any specific issues or 
needs that retailers had and to quickly resolve them. 

The specific outcomes of this project for the sweetpotato industry, as per the RFP were achieved as shown in 
the following Output Table. 

 

Outcome Alignment to fund outcome, 
strategy and KPI 

Description Evidence 

Clear identification of 
sweetpotato pre- and 
postharvest quality 
issues throughout the 
supply chain, with a 
report of quality issues 
observed and the 
quantification of 
impacts. 

This outcome was closely 
aligned with the 
sweetpotato industry 
development goals: 
• Increase industry 

alignment with quality 
and brand positioning 
opportunities driven by 
consumer insights. 

The project obtained 
quality-related data from 
stores and DCs. This was 
discussed in detail with 
key growers and the 
participating retailers to 
identify the causes and 
impacts of quality defects. 

Quality was monitored 
through the weekly in-store 
monitoring and DC inspection 
data. Data was gathered and 
presented through the data 
portal and weekly reports. 

The data was also utilised to 
develop the Sweetpotato 
Quality Improvement Plan 
and Roadmap. 

Support for investment 
by the Australian 
sweetpotato industry in 
quality to drive 
consumer growth, with 
prioritisation of the most 
significant quality issues 
for improvement and 
development of a 
quantified business case 
for industry adoption. 

This outcome was closely 
aligned with the 
sweetpotato industry 
development goals: 
• Increase domestic 

consumer demand for 
fresh Australian 
sweetpotatoes through 
improving knowledge, 
attitudes and purchase 
intent. 

• Increase industry 
alignment with quality 
and brand positioning 
opportunities driven by 
consumer insights. 

The quality data was used 
to develop a Sweetpotato 
Quality Improvement Plan 
and Roadmap. 

Key issues were quantified 
and discussed with 
growers and retailers to 
rate relative consumer 
impact and the priority of 
addressing each of these. 

Completion of the 
Sweetpotato Quality 
Improvement Plan and 
Roadmap. 
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Objective data 
generated and analysed 
to show the 
sweetpotato industry’s 
progress in improving 
quality and customer 
satisfaction – 
quantification of year-
on-year improvement of 
quality 

This outcome was closely 
aligned with the 
sweetpotato industry 
development goals: 
• Increase domestic 

consumer demand for 
fresh Australian 
sweetpotatoes through 
improving knowledge, 
attitudes and purchase 
intent. 

• Increase industry 
alignment with quality 
and brand positioning 
opportunities driven by 
consumer insights. 

Weekly quality monitoring 
was conducted to allow 
comparison of 
sweetpotatoes across 
seasons and the 3 years of 
the project. 

Weekly reports to retailers 
and growers and housing of 
highly granular information on 
the Clic-Data portal. 

Objective, longitudinal 
data generated and 
analysed at the retail 
level of sweetpotato 
quality over time. Data 
was deidentified – 
quantification of year-
on-year improvement of 
quality 

This outcome was closely 
aligned with the 
sweetpotato industry 
development goals: 
• Increase domestic 

consumer demand for 
fresh Australian 
sweetpotatoes through 
improving knowledge, 
attitudes and purchase 
intent. 

• Increase industry 
alignment with quality 
and brand positioning 
opportunities driven by 
consumer insights. 

Weekly quality monitoring 
was conducted to allow 
comparison of 
sweetpotatoes across 
seasons and the 3 years of 
the project. 

Weekly reports to retailers 
and growers and housing of 
highly granular information on 
the Clic-Data portal. 

Provision of real-time 
quality data 
(deidentified) to the 
sweetpotato industry 
including retailers, 
growers, packers and 
marketing groups to 
assist in targeting high 
sweetpotato quality at 
all times to grow sales – 
the issue of regular 
reports and data 
provision through the 
bespoke data portal 

This outcome was closely 
aligned with the 
sweetpotato industry 
development goals: 
• Increase domestic 

consumer demand for 
fresh Australian 
sweetpotatoes through 
improving knowledge, 
attitudes and purchase 
intent. 

• Increase industry 
alignment with quality 
and brand positioning 
opportunities driven by 
consumer insights. 

Weekly quality monitoring 
was conducted to allow 
comparison of 
sweetpotatoes across 
seasons and the 3 years of 
the project. 

Weekly reports to retailers 
and growers and housing of 
highly granular information on 
the Clic-Data portal. 

Outreach to assist the 
sweetpotato industry in 
understanding and 
adopting best quality 

This outcome was closely 
aligned with the 
sweetpotato industry 
development goals: 

Grower roadshows were 
conducted in Bundaberg 
and Tweed to discuss 
quality data and to 

Meeting minutes and actions 
arising. 
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practices – industry 
roadshows conducted as 
agreed and budgeted, 
information sharing 
through the ASPG 
website 

• Increase industry 
alignment with quality 
and brand positioning 
opportunities driven by 
consumer insights. 

develop and sign off on 
the Quality Improvement 
Plan and Roadmap. 

Additional meetings were 
conducted with individual 
retailers to assist with 
buying into the Plan. 

Evidence showing 
quality improvements of 
sweetpotatoes at the 
retail level associated 
with increased 
consumer satisfaction – 
quantified changes to 
quality output at the 
retail level comparing 
years 1, 2 and 3 

This outcome was closely 
aligned with the 
sweetpotato industry 
development goals: 
• Increase domestic 

consumer demand for 
fresh Australian 
sweetpotatoes through 
improving knowledge, 
attitudes and purchase 
intent. 

• Increase industry 
alignment with quality 
and brand positioning 
opportunities driven by 
consumer insights. 

Each year data was 
presented to the PRG, 
grower roadshows and 
retailers regarding the 
industry quality 
performance. Trends of 
defects over time were 
assessed, including any 
changes to different 
defects occurring in 
different seasons. 

Presentations of industry 
performance and quality data 
to the PRG, growers and 
retailers. 
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Monitoring and Evaluation 
The elements of the Program Logic Matrix were all achieved, apart from a clear increase in consumption. The 
Sweetpotato industry faced a variety of challenges during the project including low prices, excess volume in the 
market and consequent extended storage (in the field and by wholesalers) and quality defects. Together with 
some retailers not engaging constructively with the aims of the project meant that consumption did not 
increase. 
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The Key Evaluation Questions (KEQs) are discussed below. 

Key Evaluation Question Project Performance Continuous Improvement 
Opportunities 

Effectiveness: To what extent has 
the project increased the quality of 
sweetpotatoes? 

The project developed a robust 
Sweetpotato Quality Improvement 
Plan and Roadmap. While clear 
paths of quality improvement were 
established and some were 
implemented, general industry 
conditions meant that quality did 
not improve overall in the project. 

The industry may be able to 
improve skin quality, the major 
issue found in the project, by 
adopting the outcomes of the 
PW21002 Project funded by Hort 
Innovation. 

Relevance: To what extent has the 
project met the needs of industry 
levy payers? 

The project met the need of the 
industry to improve consumer 
acceptability and quality levels. 

Further work is needed though to 
consistently achieve the outcomes 
of the Sweetpotato Quality 
Improvement Plan and Roadmap. 

Further industry and retailer focus 
is needed to achieve the desired 
quality outcomes and to grow 
consumer demand. 

Appropriateness: How well have 
intended beneficiaries (growers 
and suppliers) been engaged in the 
project? 

Have regular project updates been 
provided through linkage with the 
industry communication project? 

To what extent were engagement 
processes appropriate to the target 
audience(s) of the project? 

Regular road shows to meet with 
growers were well supported and 
received.  

Regular updates were also 
provided through industry 
publications. 

The engagement activities were 
specifically tailored to the growers 
or retailers in 1:1 meetings or 
grower roadshows to regional 
areas. 

None identified. 

Efficiency: What efforts did the 
project make to improve 
efficiency? 

The project was set up to efficiently 
distribute the relevant information 
and set expectations. This included 
a data portal and weekly emailed 
reports. 

None identified. 

 

Recommendations 
The key recommendations resulting from the project are detailed below. 

• Since the retailers largely see sweetpotatoes as a niche category, it will be important for industry to take 
the lead and set the strategy, and then provide guidance and support to the retailers. 

• The key insights and learning from the Quality Project should be reiterated to the retailers, including: 

Quality: the project has demonstrated that skinning is the key quality parameter that needs to be 
closely managed, and that temperature (chilling particularly) is probably not such a big issue. There 
are different quality issues throughout the year, including particularly bronzing due to holding of 
sweetpotatoes in the ground during oversupply periods. Industry should demonstrate actions being 
taken including, Grower Roadshows, the PW21002 project, grower flyers etc. 
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Stock Cycle Time:  Whilst there is clear visibility of product handling at the grower and retailer ends 
of the supply chain, there is little insight to what happens with agents in the Central Markets. With 
the ebb and flow of seasons, it is likely that stock could be older than perhaps thought and close 
attention should be paid to supply through Market Agents and wholesalers. 

• The sweetpotato industry should investigate further levers to drive quality improvement at store level. 
This could involve looking at price elasticity to drive a higher sales velocity through retail stores, and 
consequently fewer quality issues developing. 

• The PW21002 project currently underway will also assist growers in producing fewer skin quality issues 
which will result in better quality and less unsightly dehydration on shelf. 

• Constant guidance and support should be provided to the retailers and attention paid to delivering 
collaborative relationships across all retailer functions, particularly buying and category teams, technical 
and DCs. 

 

Intellectual property  
No project IP or commercialisation to report. 
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Appendix 1 – Sweetpotato Report 
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Appendix 2 - Quality Improvement Roadmap 
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Appendix 3 – Grower Newsletters 
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Appendix 4 – Retailer Quality Guides 
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