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Partnering for Customer Value 
snapshot: Zespri International Limited
Zespri is the world’s largest marketer of kiwifruit, selling into more than 50 countries and managing 30 per cent 
of the global volume. Formed during 1997, grower-owned Zespri’s global headquarters are based in Mount 
Maunganui, New Zealand. During 2018–19 Zespri sold 167.2 million trays of premium-quality Zespri kiwifruit 
globally, worth NZ $2.94 billion.

Snapshot: Zespri International Limited

Concepts

Snapshot
Industry
Horticulture

Location
Mount Maunganui, New Zealand

Timeframe
• Established: 1997 (out of the Kiwifruit 

Marketing Board)

• Varietal switch: 2012 (due to PSA 
outbreak in 2011)

Transformation
PSA outbreak in NZ, devastating Zespri Gold 
variety (30% of export value)  Goal of 
doubling 2015/16 revenue to reach NZ$4.5bn 
by 2025 

Key investments
• Yearly investment in R&D of ~1.5% of NZ 

kiwifruit revenue

• Invested $25m (matched by NZ 
government) to study and implement 
strategy to address PSA outbreak

• $150m annually on marketing

Key markets
Europe, Japan, China

“All markets are important but the framework helps us to understand their 
respective roles and allocate resources accordingly. We have always had priority 
markets — those that return the highest value — but the framework will help 
us to identify the nature of investment as well as the level of investment to 
drive growth.” 

Linda Mills, Chief Market Performance Officer, Zespri (Singapore)

Tools/Models
Created a market development framework in order to achieve best 
possible return on marketing investment across the full portfolio 
of export markets. It uses two variables (headspace and category 
development) to evaluate market opportunities.
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Critical Success Factors
1. Focus on customer development; listening to customers and end-consumers and 

refining the Zespri whole product offering to meet these needs. 

“Our goal is to be increasingly attuned to consumers’ needs, to build strong 
value-added relationships with customers, and to take what we learn from our 
customers back through our supply chain, to the way we grow and pack. Our two 
most important stakeholders are consumers and our growers, and Zespri is the 
bridge between them.”
Dan Mathieson, CEO, Zespri 

2. Focus on delivering a ‘whole product’ to its customers; premium, branded, high 
quality kiwifruit, exciting new varieties, the Zespri System, planning and marketing 
activities, compelling brand story.

3. Willingness to invest significantly in brand advertising and promotional activities to 
generate demand pull from end-consumers.

“The cost of over-supply is very high, so the preference is to grow demand ahead 
of supply. When demand is greater than supply the solution is to increase the 
price which is preferable to having surpluses sold at a discount.”
Sophie de Lantsheere, Sales Manager, Zespri (Europe)

4. Commitment to ongoing R&D through Zespri’s partnership with Plant & Food 
Research, which uses an open innovation model to access world class plant 
breeding technology.

5. Investment to maintain its ‘hard to replicate advantage’ to stay ahead of low cost 
global competitors. 

“Our competitors don’t have an in-house breeding programme or a single-
desk marketing organisation, which makes what we do very difficult, if not 
impossible, to copy. Our scale and technology creates a virtuous cycle which 
enables us to stay ahead of the competition.”
Bryan Parkes, Cultivar Innovation Manager, Zespri

6. Commitment to developing long term, collaborative partnerships within the 
value chain. 

“At the end of the day what differentiates Zespri is the downstream relationships 
with distributors, retailers and consumers and the IP upstream with the growers, 
the plant breeding programme and the systems we have in place to support all 
of this.”
Jiunn Shih, Chief Marketing Officer, Zespri (Singapore)
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Why you should read the full 
case study

• In-depth explanation of the customer 
development process

• Real world examples of value chain 
partnerships 

• Detailed description of Zespri’s 
approach to market segmentation

Zespri International Limited full 
case study  

 dpird.wa.gov.au

Author of the case study
Professor Andrew Fearne
Norwich Business School, University of East Anglia, 
United Kingdom

dpird.wa.gov.au

Disclaimer: The information contained in this document comprises general 
information only and is not intended as financial or investment advice. The 
information is provided in good faith but the Department of Primary Industries and 
Regional Development makes no representation or warranty as to its completeness 
or accuracy. You should not act or fail to act on the basis of any information in 
the document. Persons accessing this document should obtain independent 
professional advice before making any financial or investment decision based on 
information contained in it. The Department of Primary Industries and Regional 
Development accepts no liability whatsoever, including in negligence, for loss 
or damage caused by use of or reliance on this document and the information 
contained within it.
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