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Multi Node Fulfillment Strategy at Specialty Retailer
The company needed a cost-effective fulfillment strategy for animatronics product category and all 
products  sold on Amazon sales channel  to reduce costs, improve customer delivery speed, and 
optimize inventory allocation across the network as part of Everything to Everywhere (E2) initiative.

Stakeholder Alignment:
• Initiated cross-functional collaboration by clearly defining the project goals, scope, and timelines.
• Facilitated regular meetings to gather input, align on key assumptions & ensure transparency 

across departments.

Rigorous Data Analysis / Data-Driven Decision-Making:
• Evaluated 11 fulfillment options, each with distinct cost structures and implications for speed to 

market.
• Conducted a detailed cost analysis, breaking down key cost elements such as inbound logistics, 

outbound shipping, handling, and storage expenses.
• Collaborated with the Finance team to develop a robust baseline comparison for current fulfillment 

practices versus potential alternatives.
• Used data and scenario modeling / sensitivity analysis to validate or disprove each option.
• Highlighted trade-offs and financial impacts, enabling leadership to make informed decisions.

Solution Identification:
• Narrowed to 2 solutions that provided the best balance of costs, operational feasibility, & 

customer experience.
• Disproved less viable options through thorough analysis and stakeholder agreement.

Business Outcomes

• ~$2.6M in annual cost savings

• Accelerated lead times by 3 weeks

• Eliminated $2.5mm in holdback inventory

• Reduced DC space needs by 75%

Evaluate the existing fulfillment strategy and develop a new approach that reduces 
costs, eliminates inefficiencies, and accelerates lead times
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