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What This Station Does

Fulfillment Data is where the refinery turns “we have the product” into “we can sell it
under specific commercial terms and deliver it on a specific timeline.” If SKU
Definitions answer “what is this thing?”, Regulatory Data answers “what are we
allowed to do with it?", and Operational Data answers “how does it physically exist
and move?”, Fulfillment Data answers the question every customer is actually asking:
when can | have it, and what will it cost?

The specific data elements at this station include cost structure, supplier UOM and
conversion to selling UOM, lead times, minimum order quantities, order multiples,
prepaid freight thresholds, channel-segmented pricing, and fulfillment model
designation (drop-ship, stock, or hybrid).

This is the data behind every commitment a distributor makes. Sales consumes it to
quote. Customer service consumes it to confirm. E-commerce consumes it the
moment a customer lands on a product page expecting an arrival date. It comes
fourth because every commitment here depends on the physical product being
defined first. You cannot quote a delivery date for a product whose packaging
configuration is wrong.

The customer expectation has already been transferred. Amazon didn't just train
customers to expect two-day delivery. It trained them to expect that the seller will 2.
have done the math before the page loads. Customers don’t want us to solve M
fulfillment. They require us to solve it.
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Bilateral Data: Which Side Moves First

Most product data flows in one direction. SKU definitions, regulatory profiles, and
operational data are attributes of the product itself. Fulfillment Data is different. The
data here is bilateral.

It captures supplier terms coming in (cost, lead time, MOQ, prepaid thresholds) and
customer commitments going out (price by channel, availability, promised delivery). In
theory, you reconcile both sides before setting any expectation with a customer. In
practice, B2B businesses commit to the customer first.

Any honest sales leader will tell you their best people won't say no. Get the sale, we'll
figure the rest out later. That instinct isn't entirely wrong. It's easier to negotiate with a
supplier on a sale you have than on one you don't.

The actual mechanics aren't quite that simple. Sales and marketing, or in more
sophisticated organizations, category experts who straddle sales/marketing on one
side and supply chain on the other, decide what goes on the catalog. The category
expert role is where the balance gets struck: keeping suppliers from dictating terms
unilaterally while still working from real commercial possibility. When that role is
missing or under-resourced, the catalog drifts toward whatever the suppliers happen
to provide, and the customer-facing expectation gets built on whatever the data
happened to be when the product was set up.

The discipline at this station is making sure the expectations going out are backed by
the supplier terms coming in. When they're not, the gap absorbs into operations: into
expediting fees, into customer service apologies, into margin you didn't realize you
were giving away.
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What Breaks When This Stage Is Weak?

The failures at this station tend to be visible. A customer waited four weeks for an
order quoted at one. A buyer missed a prepaid tier because the threshold wasn't in
the system. A pricing dispute between sales and finance over which catalog applied to
which customer. These don't hide the way operational data failures do. They show up
as escalations, complaints, and credit memos.
& The phantom price. A manufacturer cannot tell its distributor what the
distributor’s price is on a given item. Maybe the contract was negotiated three years
ago and never propagated through the system. The distributor’s e-commerce page
displays “call for pricing.” On the modern web, that translates to “go to a competitor.”
& Lead time ambiguity. PO-to-ship and PO-to-invoice are not the same thing. Most
invoices generate when the item ships, but the gap between when a manufacturer
accepts a PO and when they ship it is where the customer-facing lead time lives.
Without the distinction in the data, customer service quotes one number, planning
uses another, and the customer experiences a third.
& The MOQ blind spot. Buyers can't optimize because the data doesn't tell them
what's possible. A manufacturer may offer prepaid freight at $5,000, discount pricing
at a pallet quantity, better terms at a quarterly volume commitment. None of that
helps a buyer who only sees cost-per-unit. The optimization opportunity exists in the
supplier's terms, but it doesn't reach the buying decision.
& Channel cross-contamination. Manufacturers run different catalogs for different
channels: distributors, end-users, contractors, government. Pricing intended for one
channel surfaces in another because the data doesn’t enforce the segmentation. The
margin leak is invisible until someone audits it.
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What Breaks When This Stage Is Weak? (Cont'd)

There are two fundamental fulfillment models in B2B distribution, and Fulfillment Data
plays a different role in each. This is a strategic fork, not an operational detail.

& Stocking buffers the customer. Your warehouse is a shock absorber. If a
manufacturer's lead time is wrong, your inventory team noticed months ago and
adjusted. The customer's expectation never got tested. Weak data here costs you
margin and rework.

& Drop-ship strips the buffer away. Supplier data is your fulfillment data. Every
weakness in supplier terms flows directly to the customer experience without anything
to cushion it. Weak data here costs you the customer.

& The naive digital expansion. Distributors have access to far more product than they
stock. Digital looks like the easy way to expand the catalog without committing to
inventory — list the items, fulfill manually if a customer buys. That thinking is where
most post-order breakdowns originate.

& Master distributor reconciliation. Many distributors lean on master distributors
as a quasi-stock extension. It works only if their available inventory is reconciled
against what you're showing online. Availability is dynamic; APIs and live data
connections become critical to keep the catalog honest.

& Manual PO triggering. A drop-ship program with manual PO generation loses one
to two days at the front end of every order before the supplier even knows it exists.
Automated triggering tied to rigid supplier data conditions is what makes drop-ship
competitive on lead time.

& The catalog presentation trap. If a manufacturer has a $2,000 minimum and you
want to sell that product online for $25, you have to stock it. Every product on your
catalog is an expectation you're setting. The decision to display a SKU is the decision
about what you're asking the customer to expect. : l
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Lead Time Is Not a Number; It's a Calculation

Most lead time data in B2B systems is a single field with a single number. That field is
almost always wrong, because lead time isn't a single number when product touches
multiple points. And lead time isn't really a number anyway. It's the math behind an
expectation we're going to display in front of a customer.

Take a typical drop-ship-from-master-distributor scenario. The customer orders from
you. The master distributor ships to your DC. Your DC processes and ships to the
customer. That's two distinct lead times stacked end-to-end, with dependencies inside
each: how often your DC picks up from the master, how quickly the master turns the
order, how quickly your DC processes inbound and turns it back outbound, how fast
the final-mile carrier reaches that customer’s region.

Each of those is its own variable, with its own data behind it. Roll them up into a single
field called “Lead Time” and you've compressed a calculation into a number that will
be wrong for most orders. The customer-facing arrival date is built from this data, not
equal to it.

And the customer expectation is pulling in the Amazon direction whether we like it or
not. The customer with a line down doesn't care that two manufacturer-days plus one
transit-day plus one DC-turn day adds up. They want the part. The distributor is
expected to be the supply chain expert and to have factored all of this in before
quoting them anything.
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Building the Filter: Distributor-Defined, Supplier-
Confirmed

The intake valve at Stage 1 used sequential governance layers. The compliance gate at
Stage 2 used a category-driven rulebook with conditional toggles. The measurement
station at Stage 3 used a structural filter where every product needed every layer.
Stage 4's filter is bilateral and distributor-defined.

The distributor sets the rules for what supplier data is required to fulfill from any
vendor relationship. The reason is consistency: too often distributors let
manufacturers dictate fulfillment terms, which leads to inconsistent expectations for
the customer. The manufacturer's role is to confirm compliance with those
requirements or object where they cannot be met. Items that don't meet the standard
either get the exception flagged and managed deliberately, or they don't move
through this station at all. As a distributor, you always have the choice to stock the
product if you can justify it financially.

Most distributors get the polarity wrong. They treat supplier data as something they
receive from the manufacturer and process as best they can — accommodation, not
governance. The distributor is the one absorbing the cost when supplier data is wrong.
The distributor should be defining the standard. In practice, manufacturers are usually
willing to accommodate once they understand the rules of engagement and how it
reflects their products to the end user.

DISTRIBUTOR-DEFINED STANDARD — SUPPLIER COMPLIANCE OR OBJECTION —
APPROVED COMMITMENT DATA
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Building the Standard: The Layers

Each layer is a defined data requirement the distributor enforces on every supplier
relationship.

Layer 1: Vendor Relationship Terms

Vendor master record, currency, contract reference, payment terms, and freight
terms. The relationship-level data that frames every transaction. Every other layer
builds on this one.

Owned by: Purchasing / Vendor Development

Layer 2: Cost Structure

Supplier UOM 1 cost. Conversion factor from supplier UOM to selling UOM. Cost has to
land in the system in the supplier’s units, with a clear conversion to whatever unit the
distributor sells in. When that conversion is wrong or missing, every margin calculation
downstream is off.

Owned by: Costing / Supply Chain

Layer 3: Lead Time Discipline

PO-to-ship lead time, defined explicitly. PO-to-invoice if it's distinct. Variability flags for
items where lead time is volatile. The discipline is forcing a definition. “Lead time is 14
days” isn't enough. Fourteen days from when, measured to what? This layer feeds the
calculation, not the answer. The customer-facing arrival date is built from this data,
not equal to it.

Owned by: Supply Chain / Planning
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Building the Standard: The Layers (Cont'd)

Layer 4: Order Economics

MOQ is essential, no item gets set up without it. Order multiples are helpful for proper
purchasing quantities. The rest, prepaid freight thresholds, pallet break pricing, tier
discounts, are nice-to-haves that add real value to the customer when leveraged but
require additional data management discipline. Most distributors handle these
manually today, with the buyer making a call to confirm the tier still applies. Online,
that follow-up call doesn't exist. The data has to be 100% accurate, with a defined
refresh frequency, or the program quietly breaks. “Last updated 12 years ago” doesn't
cut it when the website is using the data to commit to a price.

Owned by: Purchasing

Layer 5: Channel-Segmented Pricing

Customer-facing pricing by channel or segment. Rules for which catalog applies to
which customer type. Contract pricing where applicable, with explicit override rules.
The layer where pricing strategy gets encoded into data the selling systems can use
without human intervention.

Owned by: Pricing / Sales & Marketing

Layer 6: Fulfillment Model Designation

Drop-ship, stock, or hybrid, designated at the SKU level. The designation has to be
explicit because every downstream system, especially e-commerce, behaves
differently based on it. A drop-ship SKU runs on supplier lead time. A stocked SKU runs
on the warehouse’s. A hybrid runs on logic.

Owned by: Category Management / Supply Chain
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Keys to Success: What Good Looks Like

Two more lines, same approach — cutting scaffolding without losing force:

"Good" at this station is not a perfectly maintained database where every supplier
term is current. It's having a defined standard, a process for capturing and enforcing it,
and the discipline to keep it fresh.

Cost is current and conversion is documented. Active SKUs have current cost in the
system, with the conversion to selling unit documented. Not estimated. Not last
updated eighteen months ago.

Lead times feed a real calculation. Lead times are captured with the PO-to-ship
definition explicit, feeding a real arrival-date calculation rather than a static field.
When a customer asks for a delivery commitment, planning sizes a buy, or e-
commerce displays availability, all three reflect the same source.

Order economics are visible and optimizable. MOQs, order multiples, and prepaid
thresholds are captured at the supplier level and visible to planning. The buyer who
needs to hit a $5,000 supplier minimum can see what mix gets there most efficiently.
Channel pricing is rule-governed. Channel pricing is segmented and applied
automatically. The system applies the rule, and new customers get assigned to the
right segment at onboarding.

Fulfillment model is respected end-to-end. Fulfillment model is designated per
SKU and respected by every downstream system — website lead time, warehouse
picking, drop-ship routing. No manual override required.

Pricing is contract-backed with refresh discipline. Pricing in the ERP is tied to a defined
timeframe and a contract commitment. Contracts aren't strictly required, but without
them there's a lot of slop in the system. A contract-backed model with explicit refresh
discipline is what separates a managed program from a hopeful one. | 2
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Keys to Success: What Good Looks Like (Cont'd)

Distributor-defined requirements are documented and shared. New vendor
onboarding includes a compliance check against the distributor’s standard. Existing
vendors with gaps are flagged through purchasing, not absorbed silently into
operations.

The Leadership Mindset

TThe most common dysfunction at this station is leadership trusting their team's
relationship-based ability to manage these data points instead of systematically
building the framework that lets the team work with discipline.

The team has good supplier relationships. They've been managing the program for
years. Surely that's enough. It isn't. Relationship-based management produces
inconsistent customer expectations, doesn't scale, doesn't survive turnover, and
doesn't produce the data quality the digital channel requires. The leadership question
is which kind of expectation the business wants to be known for: reliable and
systematic, or whatever the team happens to deliver this week.

There's also an internal collaboration point worth surfacing. Costing teams typically
roll up under supply chain or procurement; pricing teams sit closer to sales and
marketing. That structure is fine, but it requires a robust working relationship between
the two to actually work. Most major margin erosion events trace back to a costing-
pricing handoff that didn't happen, not to a pricing decision that was wrong on the
merits.

Leadership's real goal is to empower teams and create an environment where these
programs run with discipline and automation. Every manual process widens the gap

between supplier actions and customer-facing reactions — where customer 2 -
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experience and margin both go to die.
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The Leadership Mindset (Cont'd)

Implementation Note

Leaders also need real empathy for the difference between drop-ship and stocked
items on the catalog. It's easy to walk into a meeting and say “l want to build out a big
drop-ship program.” It's much harder to provide the resources, the data infrastructure,
and the supplier governance required to do that well. Drop-ship requires more
enrichment, more data discipline, more system integration, and more cost
management than stocked fulfillment, not less. Resourcing the program properly is a
leadership decision, not a team-level execution detail.

Where to Start

Pick your top 10 suppliers by purchase volume. For each one, audit five fields: Is the
current cost captured at the supplier’s UOM, with the conversion factor documented?
Is the lead time captured with the PO-to-ship definition explicit? Is the MOQ captured?
Is the order multiple captured? Is the prepaid freight threshold or other tier program
documented, with a refresh date? Then sample SKUs across those suppliers and audit
one more thing at the SKU level: is the fulfillment model designated, drop-ship, stock,
or hybrid? Sixty supplier-level fields and a sampling of SKU designations. Not a
comprehensive audit. A diagnostic.

Next Station

Stage 5: Marketing & Merchandising. The commercial truth that lives at Stage 4 is what
discovery, presentation, and the digital customer experience get to work with. You
cannot merchandise what you cannot price or deliver. Get fulfillment right, and the
pinnacle stages have a foundation worth building on. Get fulfillment wrong, and no
merchandising effort, no matter how creative, can repair an expectation the customer
has already seen broken. - 2 -
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Next Station

Stage 5: Marketing & Merchandising. The commercial truth that lives at Stage 4 is what
discovery, presentation, and the digital customer experience get to work with. You
cannot merchandise what you cannot price or deliver. Get fulfillment right, and the
pinnacle stages have a foundation worth building on. Get fulfillment wrong, and no
merchandising effort, no matter how creative, can repair an expectation the customer
has already seen broken.

How Can We Help?

Whether it's helping with your digital roadmap, product data or an RFP for your next
B2B platform, we can help.

* Web: b2b-squared.com

¢ Email: info@b2b-squared.com

e Phone: 262-682-0550



About

Lost in digital? We're your GPS.

B2B Squared guides B2B companies through the chaos of digital
evolution with the precision of turn-by-turn navigation. We
pinpoint where you are (digital maturity assessments), map the
smartest route (strategy workshops), find the right technology pit
stops (Platform Genius selection tool), optimize your journey
(Flywheel B2B marketing automation and SKU Factory for product
data), and help navigate the roadblocks (The Digital Roadmap
newsletter).

No guesswork. No detours. Just the fastest, most-efficient route
to delivering the digital experience your customers deserve.

For More Information:

262.682.0550
www.bZ2b-squared.com B B

sales@b2b-squared.com




