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Why delivery visibility is absolutely crucial to indirect 
spend cost containment
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Executive Summary

“We can’t afford to have waste in our system and we have to use our capital efficiently. We’re 
focused on productivity and we’re testing or scaling new automation efforts in several areas. 
Our mindset and specific plans and actions around cost management are vital.” – Doug McMil-
lon, CEO Walmart Q2 FY 2019 Earning Results

As Walmart has realized, companies must focus on their efficiency. The more waste that can 
be cut the higher profitability can be attained. At a 4% profit margin, a $40,000 savings trans-
lates to an extra million dollars in revenue. With indirect costs piling up, incorporating great-
er control over spend could help any retailer in this tough retail environment. 

This paper provides insight into many of the issues that indirect or GNFR procurement profes-
sionals deal with on a daily basis. We discuss many causes for many of these common issues 
that plague the procurement departments, and we also review how On-Time Delivery Control 
could empower your team to find solutions to these issues.

The Importance of On-Time Delivery Control 
White Paper was developed to provide a 
corporate strategy and tactics to implement 
sustainable change for many of the issues that 
procurement professionals deal with on a daily 
basis. 

Steve Redden
CEO, LUMATRAK Inc
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Introduction

As the internet has matured into a viable shopping channel. 
Brick and mortar retailers have been forced to innovate. 
Those companies that have chosen not to invest in their infra-
structure have often fallen victim to what has become known 
as the retail apocalypse. Regardless of whether consumers 
choose to buy online or in store, traditional business funda-
mentals are more important than ever. 

Management isn’t only meeting the needs of their customers, 
but they must continue to astound their customers. The cus-
tomer shopping experience though always important has in 
recent years become even more so. When retailers are com-
peting against the simplicity of a mouse click, the experience 
that they provide must be amazing. 

While the drive to improve the retail experience is more im-
portant than ever, the problems that could come up are just as 
prevalent as they’ve always been. A study by Accenture found 
that the average company manages less than 50% of their 
indirect spend, with the most successful companies effectively 
addressing 90% of their overall indirect spend. 

When company’s procurement departments have so many 
problem areas there are solutions to these issues.

As the need to 
innovate the shopper 
experience has gained 
value, many 
companies are 
struggling with 
issues that come out 
of executing these 
cutting-edge plans.

Increasing revenue 
and maintaining 
profitability make for 
an unrelenting battle.  
Solving problems that 
could not only 
decrease indirect 
costs but also increase 
revenue should be a 
priority
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Unacceptable On-Time Delivery?

One of the key metrics the procurement professional can rely 
on is On-Time Delivery. Are your orders arriving when they’re 
needed? How can your company use the products that were 
meant to be received in at a particular point in time when 
they’re not there?

Much of the indirect spend GNFR that’s ordered will need to 
be installed. The issues that arrive along with the installation 
is trying to time out a contractor or field associate to schedule 
the installation. The timing could be a major headache if it’s 
impossible to predict when the goods will be arriving.

With GNFR On-Time Delivery Control, everyone involved can 
see when something is arriving. The installation can be 
successfully scheduled. If something doesn’t ship out 
correctly, exception reporting can easily identify these issues. 
The procurement professional can either fix the issue or 
rearrange the installation schedule.

Calculating On-Time 

Delivery should be one of 

the first steps an 

organization should 

undertake.  

First your organization 

should define what’s 

considered “on-time.” Is 

it considered on time if it 

arrives within 1 day of the 

requested arrival date? 

Exactly on requested 

arrival date?

Next, divide the total 

number of cases in which 

the “on-time” criteria is 

met by the total number 

of cases. Cases can be 

defined as POs, PO Lines, 

Articles, etc. 

Note: each of these 

calculations need to have the 

ability to roll up company wide 

as well as with granular results.
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Controlling Delivery Status

With current systems in place, what are the processes to look 
up the current status of every order? How much does it cost? 
How much time does it take to look up?

We’ll find that the question, “Where’s my stuff?” is extremely 
difficult to answer. For any particular PO, the process of 
simply confirming current status is extremely difficult.

First the procurement professional will need to send an email 
out to the supplier. Depending on the urgency of the request, 
an email may not be sufficient, and a follow up phone call 
will need to be made. If the goods have already been shipped, 
that’s great information to know, but the supplier will still not 
know where everything is. Does the shipping company have 
this information? How about the consolidator? Has it been 
received into a third-party warehouse?

The need to answer the status question in itself implies there 
is an issue. The inability to confirm that everything is 
humming along nicely is one of the major issues. If you can’t 
see a problem coming, it’s already too late to fix said problem.

When every PO’s status is 

easily researched, 

upcoming problems can be 

fixed proactively.

As delivery visibility 

becomes a priority, there 

are many opportunities 

available.
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Hitting Project Deadlines

GNFR procurement professional’s end goal for any project is to finish that project on time and 
under budget. Target’s CEO, Brian Cornell, stated that he expects remodeled locations to see a 
sales increase between 2% and 4%. Other retailers should see similar gains. But what is lost in 
the intermediary? And more importantly what is being lost if the project goes over a couple 
weeks or worse a couple of months?

For locations that sell an average of $1,000,000 per year with a 6-week remodel time frame 
that reduces sales by about 25%, a significant delay could lead to a huge loss and greatly 
extend the return on investment.

For example, if the remodel takes 4 weeks longer than expected, it will take an additional 6 
months with the 4% sales lift for the sales to rebound to see a full sales lift year over year.

If there’s a major issue, which extends the remodel time by 10 weeks, it will take more than 2 
years before the retailer can begin to see the benefits from the remodel.

There are some major revenue hits that occur when projects are delayed, but that’s only part 
of the picture. Project delays also require a lot of excess labor, and this calculation doesn’t 
even take the cost of the investment and the return on that investment into consideration.

Missed Project Deadlines:

1.  Revenue loss for a significant percentage sales drop during the remodel period which extends 

with the delay.

2. Delays of projects lead to excess labor costs. Contractors will be working on the project for 

longer than projected, and internal staff will spend a significant amount of time fixing errors that 

were made.

3. Delays in projects, also cause rush add-on orders attempting to reduce the delayed time which 

increases overall project costs.
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Lost Goods at Final Destination and Excess Inventory

One of the biggest issues that we’ve seen is the fact that many 
orders get delivered on time, but they’re lost after delivery. 
For GNFR, the stores aren’t necessarily going to be expecting 
it. Stores tend to misplace items that are not easily recognized. 
If the item can’t be found by the contractor, it can’t be in-
stalled.

Additional costs are added to the project if the contractor 
needs to come back a second time. The lost part may need to 
be reordered again. With On-Time Delivery Control, the store 
receiving associate has information about what is being 
delivered and who is responsible for it. The contractor or field 
technician responsible for installation will also receive 
notification of the fixture or part that has arrived; in other 
words, the information silo has been eliminated. With all of 
this shared information, everyone is on the same page 
reducing goods getting lost after arrival.

This item that had been delivered that’s lost. Where did it go? 
If it turns up again, it will need to be disposed of in some way. 
It can either be sent back to the supplier, sold, used in another 
location with additional shipping cost, or simply recycled at a 
loss. Either way, there is the risk for further excess inventory 
disposition costs when things get lost.

On-Time Delivery Visibility: 

1) Reduced information 

silos, keeping all associates 

on the same page;

2) Communication between 

associates and contractors 

regarding where specific 

parts have been received;

3) Leads to fewer lost 

goods after receipt and 

less excess inventory to be 

disposed 
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Information Silos

Information silos prove to be very common in many 
industries, and they’re even more prevalent in GNFR 
procurement departments. They’re created because data can’t 
easily be shared.

If the main source of information is a spreadsheet, that 
information silo has been created. Where emails and phone 
calls are the main means to communicate delivery status, 
once the supplier responds, there isn’t a way to share that 
information with everyone else in the organization.

Through traditional delivery tracking, information silos are 
prevalent as stated above, but one of On-Time Delivery 
Control’s main benefits is that it completely gets rid of 
information silos. By having a system in place to mark the 
exact status of each PO, this information can be distributed 
system wide in real-time. With individuals receiving orders 
into the system rather than their spreadsheet, the data is fully 
available everywhere.

The On-Time Delivery Con-

trol Toolset is a multi-enter-

prise connection. Through 

collecting information inter-

nally and externally the tool 

can compile everything into 

an Information Hub.

With all information com-

piled into one unique loca-

tion, this location becomes 

the Single Source of Truth 

for the organization. There 

is now one place that ev-

eryone both internally and 

externally can find com-

plete delivery visibility for 

all GNFR orders.
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Trouble Keeping Up

Organizations across all industries have seen huge benefits from going lean. The 
interconnectedness of today’s world has forced individual productivity to increase dramatically 
from years past. With all of these technological advances it makes sense.

While the tech continues to grow rapidly, one area that we’ve seen slower growth is in the GNFR 
procurement area. With everyone going lean, GNFR procurement is no exception.

GNFR Procurement Departments are still expected to complete the same number of projects 
that are based on the chain’s demands. Looking at recent troubled retailers, one of the major 
common revenue issues is that they have all allowed their chains to age without major 
renovation projects. With a decreasing revenue stream, one of the first departments to be cut 
down will likely be GNFR procurement which will further reduce revenue in a cycle only 
leading to store closures and potentially bankruptcy. 

Go Lean is a very common business mantra, and it makes sense too. If fewer people can do the same or 
more work, then the business will be more profitable.

Go Lean only works though if the organization can keep up. Simply cutting the work force will not 
generate the necessary returns.

Organizations must have the right combination of people and tools to effectively Go Lean. On the GNFR 
Procurement side, On-Time Delivery Control could be the optimal solution.
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Current tools available (along with OTD)

Historically, the major planning tool available to most 
organizations is the enterprise resource planning system 
(ERP). ERP does a great a job managing the initial work, but 
there are a lot of issues tracking any changes. 

Gaining popularity in many organizations is the purchase to 
pay system (P2P). P2P systems track, manage, and most 
importantly simplify all of the accounting processes 
surrounding purchases.

While both of these systems are highly recommended, and 
they do a great job serving their individual purposes. Neither 
of these fully covers everything needed, however, the 
On-Time Delivery Control System closes the loop.
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Walmart uncovered 

millions of annual savings 

and reduced lost sales 

in new store/remodel 

construction projects by 

investing in On-Time 

Delivery Control to 

achieve Perfect Delivery.

ERP- Creates 
Purchase Orders

OTD- Tracks 
On-Time Deliveries

P2P- Links 
Purchasing to 
Accounts Payable
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Empower Your Order Fulfillment with LUMATRAK
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Where ERP and P2P systems are limited, Lumatrak’s PULSE 
On-Time Delivery Control platform fills in those limitation 
gaps.

PULSE provides GNFR On-Time Delivery Control as the 
premier empowerment tool not available in ERP and 
Procure-to-Pay systems (as depicted below in Figure 3).    

Lumatrak identifies GNFR 

order fulfillment failures in 

real time to enable 

corrective action. Facts 

gathered expose and identify 

the root cause to solve 

systemic challenges.

Add Lumatrak’s On-Time 

Delivery Control to empower 

performance and manage 

risks.

Figure 3 – Visibility is the Workforce Power Tool

In real-time, PULSE captures end-to-end order status to the final mile of delivery answering 
questions like: “Was it ordered? Was it shipped? Was it shipped on time? Was it received?”

PULSE creates a Single Source of Truth with its On-Time Delivery Information Hub by 
blending internal enterprise information (ERP, Strategic Sourcing, Procure-to-Pay) with 
supplier, 3PL and contractor order fulfillment status. PULSE’s On-Time Delivery Information 
Hub delivers order fulfillment status to the right person at the right time, empowering the 
workforce and external partners to make more informed decisions, act quicker and perform 
at higher levels while holding all parties accountable.
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As it gains awareness throughout multiple industries, 
On-Time Delivery Control is the next generation for advanced 
order fulfillment. The extra transparency leads to 
unprecedented levels of flexibility. Errors that may have 
doubled the length of any given project can now be fully 
resolved before they’re exacerbated to cause major delays.

With the use of On-Time Delivery Control, organizations can 
remain competitive, better manage their risks, control costs, 
expand revenue streams more efficiently, and most 
importantly empower your workforce and partners to make 
better decisions based on real-time actionable data.

Conclusion
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Elevate indirect spend to the 

next level of strategic 

management and add 

On-Time Delivery Control to 

empower performance and 

control.
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LUMATRAK’s PULSE provides a full range of real-time On-Time Delivery Control tools to help 
you better manage the process from order to the final mile of your indirect goods delivery.  
Delivered in the cloud through its Software-as-a-Service (SaaS) offering and already 
connected to vast number of manufacturers and contractors, Lumatrak’s solution can be 
quickly implemented to complement and enhance any ERP, Strategic Sourcing and 
Procure-to-Pay systems.  

PULSE’s rich GNFR order fulfillment experience delivers a powerful capability to better 
manage an enterprise’s diverse GNFR spend with real-time visibility into new facilities 
construction, remodels, maintenance, Capital Expense, Professional Services, consumables, 
and customer-consumed goods. Enterprises use PULSE’s solutions to empower the workforce 
and partners to drive value, mitigate risks and increase agility while maintaining 
compliance. The value derived reduces costs and moves dollars saved directly to increased 
profitability.  

Contact

Steve Redden
CEO
sredden@lumatrak.com

LUMATRAK, Inc.
8245 Tournament Dr, Ste 295
Memphis, TN  38125  USA
901.452.5060 

About LUMATRAK
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Steve Redden is the Founder and CEO of LUMATRAK Inc. An original pioneer in the application 
of end-to-end On-Time Delivery Control to GNFR spend, he has more than 37 years of 
experience leading technology companies to develop innovative business solutions that 
provide transformative ROI.

Mr. Redden follows the mantra of “measure to control.” Believing that the very health of 
many companies depends on how well indirect spend is measured, he works to share the 
benefits of implementing visibility into the indirect spend landscape to protect profitability. 
 

Author


