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The new operating model for ecommerce

Creator-led commerce has changed the rules of ecommerce.

For years, ecommerce growth followed a relatively predictable model.

Marketing campaigns were planned in advance
Demand could be forecast
Fulfilment teams had time to prepare

That model is changing.

Today, demand can be created by a single piece of content. A creator's TikTok video, Instagram
Reel or YouTube review can expose a product to millions of consumers in a matter of hours. If
that content resonates, thousands of orders can arrive almost overnight, often from multiple
countries simultaneously.

This shift has changed how ecommerce businesses scale.

The global influencer marketing industry has grown from approximately $1.7 billion in 2016 to
over $32 billion in 2025, making creator partnerships one of the fastest-growing customer
acquisition channels in digital commerce.

At the same time, social commerce continues to reshape purchasing behaviour. It is estimated
that the global social commerce market will hit $8.5 trillion by 2030, with platforms like TikTok
Shop, Instagram Checkout and YouTube Shopping dramatically shortening the journey from
product discovery to purchase. And for operations teams, this creates an entirely new challenge:

Success is no longer determined solely by how effectively brands generate demand, but by how
quickly they can respond when that demand appears.

Introduction
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Planned campaigns

Forecast-led demand

Single-market fulfilment

Predictable order volumes

Weekly operational planning

Marketing drives growth

Traditional ecommerce Creator-led commerce

Always-on discovery

Event-led demand

Global demand from day one

Viral spikes

Real-time operational decisions

Marketing and Operations drive
growth together
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https://www.statista.com/statistics/1092819/global-influencer-market-size/
https://www.statista.com/statistics/1092819/global-influencer-market-size/
https://www.sellerscommerce.com/blog/social-commerce-statistics/


The biggest change we're seeing is that
demand is becoming increasingly

unpredictable. Brands need fulfilment
operations that can respond just

as quickly as their marketing does.

PAUL LAVIN,
OPERATIONS AND

TRANSFORMATION DIRECTOR,
IFGLOBAL

Unlike traditional campaigns, creator-driven demand is difficult to
predict. A product may sell steadily for weeks before experiencing a
sudden surge following a viral video or influencer recommendation.
Those customers now expect next-day delivery and a seamless post-
purchase experience regardless of where they live.

As ecommerce continues to evolve, operations have become 
a competitive differentiator.

Brands that can scale fulfilment quickly are able to capitalise on viral
moments. Those that cannot risk stock shortages, delayed deliveries and
disappointed customers at precisely the moment their brand visibility is
at its highest.

Fulfilment has become a strategic capability that directly influences
customer satisfaction, repeat purchase rates and long-term growth.

This guide explores how creator-led commerce is changing fulfilment,
the operational challenges brands now face, and the practical steps
ecommerce businesses can take to build resilient, scalable fulfilment
operations that are ready for the next wave of growth.
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Part A

Understanding the shift
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What is creator-led commerce?
Creator-led commerce is an ecommerce model where creators, communities, influencers, affiliates and
brand ambassadors drive product discovery and purchase through authentic content.

While influencer marketing has existed for more than a decade, today's creator economy has evolved far
beyond sponsored social posts. Consumers increasingly discover, research and purchase products through:
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Rather than interrupting consumers with advertising, creator-led commerce allows brands
to become part of conversations that audiences are already actively engaged with.

For consumers, this feels more authentic.
For brands, it creates a highly scalable route to acquisition.
For operations teams, it introduces an entirely different demand profile.

TikTok Shop

Instagram Checkout

YouTube Shopping

Affiliate programmes

Creator storefronts

Live shopping events

Creators build communities over time by sharing content that
reflects their interests and expertise. When product
recommendations are integrated naturally into that content,
audiences often perceive them as trusted advice rather than
advertising.

Research from Edelman consistently shows that trust has
become one of the strongest drivers of purchasing behaviour,
particularly among younger demographics who place greater
value on recommendations from people they follow than on
traditional advertising alone.

Similarly, GWI reports that social media has become one of the
primary channels consumers use to research products before
making a purchase, particularly across Gen Z and Millennials.

This shift means brands often compete not only on product
quality and price, but on how effectively they participate in
creator communities.

Why creator-led commerce matters

https://www.edelman.com/trust/2026/trust-barometer
https://www.gwi.com/blog/brand-discovery


Event-led demand

Perhaps the biggest operational shift is the move from
forecast-led demand to event-led demand.

Historically, ecommerce businesses relied heavily on past
sales data to forecast inventory requirements. Creator
commerce changes that model.

Demand is often triggered by events rather than forecasts.

A creator recommendation
A viral video
A livestream
A celebrity endorsement
A trending sound
Seasonal social trends
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Sales conversion

One of the biggest differences between traditional ecommerce and creator-led commerce
is the speed of conversion.

Historically, the customer journey followed distinct stages.

Today, those stages often happen within a single platform.

A customer might discover a product through a TikTok video, watch several creator reviews,
see comments from existing customers and complete a purchase via TikTok Shop, all
within a matter of minutes.

Every step removed from the buying journey increases conversion.

As platforms continue investing in native checkout experiences, brands benefit from lower
friction, but they also have significantly less time to prepare operationally.

Awareness → Research → Comparison → Purchase

Many of these moments cannot be predicted with
precision. Some creator campaigns generate slight
sales uplift while others create exponential growth
overnight. Brands therefore need fulfilment operations
capable of absorbing significant fluctuations without
compromising customer experience.

Operational agility has become just as valuable as
forecasting accuracy.
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International reach

Unlike traditional retail campaigns, creators rarely operate within a single geography, so
when content performs well, orders can arrive from multiple countries simultaneously. This
creates opportunities for rapid international expansion, but also exposes weaknesses in
fulfilment infrastructure.

Without inventory positioned close to customers, brands often experience:

Longer delivery times
Higher international shipping costs
Increased customs complexity
Higher return costs
Inconsistent customer experiences between regions

For growing ecommerce businesses, fulfilment strategy becomes an important enabler of
international growth rather than simply a logistics function.

82%

65%

of UK online shoppers say delivery
notifications and order updates are helpful

would like even more proactive
communication before their order arrives

68%
of online shoppers say receiving a fast refund
makes them more likely to shop with a
retailer again, highlighting the importance of
the post-purchase experience

https://www.forrester.com/report/uk-shoppers-want-more-delivery-notifications-from-brands/RES181393
https://www.forrester.com/report/uk-shoppers-want-more-delivery-notifications-from-brands/RES181393
https://chainstoreage.com/heres-what-online-shoppers-look-delivery-and-returns


Marketing may create demand, but fulfilment determines whether brands can capitalise on it.

As creator-led commerce has matured, fulfilment has evolved from a back-office function
into a strategic growth capability. The brands that consistently outperform are rarely those
with the biggest marketing budgets, but the ones that can deliver a seamless customer
experience when demand suddenly accelerates.

For operations teams, creator-led commerce introduces a very different set of challenges
from traditional ecommerce.

Instead of responding to predictable campaign calendars and seasonal peaks, fulfilment
teams must be prepared for rapid, often unexpected shifts in demand that can occur across
multiple channels and regions simultaneously.

The fulfilment challenges brands now face
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Part B

How creator-led commerce
changes fulfilment

Demand becomes event-led

Traditional ecommerce operations are built around
forecasting. Historical sales data, promotional
calendars and seasonal trends help businesses
predict demand and plan inventory accordingly.

Creator-led commerce changes that: demand is
increasingly triggered by events rather than
forecasts.

A single creator recommendation can generate
thousands of orders within hours, while another
campaign may produce only modest results.
Virality is difficult to predict, making operational
flexibility just as important as forecasting
accuracy.

Organisations that build agile supply chains are
significantly better positioned to respond to
market disruption and changing customer demand
than those relying solely on traditional planning
models.

For fulfilment teams, success now depends on
preparing for uncertainty rather than trying to
eliminate it.

Forecasting hasn't become obsolete,
but it is no longer enough. The brands

performing best today combine
forecasting with operational flexibility,

allowing them to respond when
demand behaves differently from what

the data predicted.

DOM WEBB,
ACCOUNT MANAGEMENT LEAD,

IFGLOBAL
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Customer expectations have changed

Consumers don't separate the shopping
experience from the delivery experience. They
judge brands on both.

Research from PwC shows that speed,
convenience and transparency are among the
most important factors influencing customer
satisfaction and repeat purchasing behaviour.

Creator content builds excitement around a
product. Fulfilment either reinforces that
excitement, or undermines it.

A customer who receives an accurately packed
order within 24 hours is more likely to become a
repeat customer. 

A customer who waits ten days for delivery after
an impulse purchase inspired by a creator may
never buy again.

Visibility becomes a competitive advantage

When demand accelerates unexpectedly, brands
need immediate visibility into:

Inventory by location
Order volumes
Emerging markets
Stock availability
Carrier performance
Fulfilment capacity

Waiting until the end of the week to review
reports is no longer sufficient. Real-time
operational data enables businesses to:

Rebalance inventory
Prioritise high-demand markets
Allocate carrier capacity
Identify emerging trends
Make faster commercial decisions

Visibility allows operations teams to move from
reacting to demand to actively managing it.
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The conversation around creator commerce
often focuses on marketing performance, but

operational readiness is just as important. Brands
that can fulfil orders quickly and consistently are
the ones most likely to turn a viral moment into
long-term customer loyalty. Marketing creates
demand; fulfilment determines whether that

demand becomes sustainable growth.

RYAN GRIMSHAW,
HEAD OF MARKETING & COMMUNICATIONS,

IFGLOBAL

https://www.pwc.co.uk/industries/documents/frictionless-retail-the-future-of-shopping.pdf


Real world example
Made By Mitchell

Beauty brand Made By Mitchell
illustrates how creator-led

commerce can accelerate growth.

Founded by makeup artist and
creator Mitchell Halliday, the brand

built a highly engaged audience
through authentic content and

livestream selling before becoming
the first TikTok Shop seller to
exceed $1 million in sales in

a single day.
 

Through TikTok creator content and
livestreams, products can move

from discovery to purchase within
minutes. For fulfilment teams, the

challenge is ensuring inventory,
warehouse capacity and carrier

networks are ready to support that
level of demand without

compromising customer experience.
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Global audiences create global demand

Creators don't build audiences by geography. A
beauty creator based in Manchester might have
followers across Germany, the United States,
Australia and the UAE, generating sales across
dozens of countries from a single piece of
content.

For brands, this creates immediate international
demand, even if the business has never actively
targeted those markets.

Cross-border ecommerce continues to grow
rapidly. According to DHL's E-Commerce Trends
Report, consumers are becoming more
comfortable with buying from overseas retailers,
provided delivery is fast, transparent and
competitively priced.

Serving international customers from a single
warehouse often creates operational bottlenecks.

Longer delivery times
Higher shipping costs
Increased customs administration
Greater risk of delays
More expensive returns

As brands scale internationally, inventory
placement becomes a commercial decision, not
simply a warehousing decision.

Flexibility is becoming more valuable 

One pattern we've observed across fast-growth
ecommerce brands is that warehouse capacity is
rarely the bottleneck.

More commonly, brands encounter issues with
inventory allocation, carrier collection limits or
disconnected order management systems before
they physically run out of warehouse space.

That means building flexibility into every part of
the operation:

Scalable warehouse capacity
Flexible labour planning
Multiple carrier relationships
Dynamic inventory allocation
Integrated technology
Contingency planning

Brands that invest in operational resilience are
better equipped to capture opportunities when
demand spikes unexpectedly.
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https://madebymitchell.co.uk/
https://www.marieclaire.co.uk/beauty/make-up/made-by-mitchell-and-p-louise
https://www.marieclaire.co.uk/beauty/make-up/made-by-mitchell-and-p-louise
https://www.dhl.com/content/dam/dhl/local/global/dhl-ecommerce/documents/pdf/g0-ec-trends-report-2026.pdf
https://www.dhl.com/content/dam/dhl/local/global/dhl-ecommerce/documents/pdf/g0-ec-trends-report-2026.pdf


 

Position inventory
closer to customers

Regional fulfilment centres
reduce delivery times,

shipping costs and customs
complexity. The goal is to

hold inventory where demand
is most likely to occur.

Use real-time
operational data

Build flexibility
into fulfilment

Historical reports explain
yesterday. Real-time

visibility helps you react
today. Brands should

monitor:
• Order origin

 • Emerging markets
 • Inventory performance

 • Demand spikes
 • Channel performance

Creator campaigns are
inherently unpredictable.

Operations need:
• Scalable warehouse capacity

 • Flexible labour planning
 • Carrier redundancy

 • Peak-readiness processes

Connect every
sales channel

The most successful brands
view fulfilment as a

competitive advantage.
Fast, reliable delivery drives:

• Customer satisfaction
• Repeat purchase

• Brand loyalty
• International growth

Customers expect a
seamless experience

regardless of where they
purchase. Connected
fulfilment systems
synchronise orders,

inventory, shipping and
returns across websites,
marketplaces and social

commerce channels.

Treat fulfilment as 
a growth strategy

The five pillars of creator-ready fulfilment

Having supported countless ecommerce brands through periods of rapid growth, we've
identified five operational capabilities that consistently separate businesses that scale
successfully from those that struggle.
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Part C

Building a creator-ready
fulfilment strategy
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Stage 1:
React

Characteristics:
Single fulfilment location, limited operational visibility, manual processes,
reactive inventory management.

Challenges:
Often founder-led or early-stage ecommerce brands, fulfilment works well
under normal trading conditions but quickly comes under pressure during
promotions, seasonal peaks or successful creator campaigns.

Next priority:
Build stronger operational foundations through integrated systems, better
reporting and standardised processes.

The creator-commerce fulfilment maturity model

No two ecommerce businesses are at the same stage of operational maturity. Some are still managing
fulfilment from a single warehouse with manual processes, while others have built sophisticated global
operations capable of responding to creator-driven demand in real time.

Understanding where your business sits today is the first step towards building a fulfilment operation
that supports long-term growth.

The Creator-Commerce Fulfilment Maturity Model provides a simple way to assess your current
capabilities and identify the operational investments that will have the greatest impact as your business
scales.

As brands move through each stage, fulfilment evolves from an operational necessity into a strategic
competitive advantage

The complete guide to creator-led commerce fulfilment

Stage 2:
Stabilise

Characteristics:
Integrated ecommerce platforms, improved forecasting, basic international
shipping capability, more consistent fulfilment processes.

Challenges:
Operations become more reliable, but growth is still constrained by a largely
domestic fulfilment model. International demand often results in higher
shipping costs and longer delivery times.

Next priority: Improve operational visibility and begin planning for regional inventory.

Stage 3:
Scale

Characteristics:
Multi-channel fulfilment, real-time inventory visibility, flexible warehouse
operations, automated workflows.

Challenges:
Brands are growing quickly and selling across multiple marketplaces and social
commerce channels. Operational complexity increases significantly, making
visibility and process automation essential.

Next priority: Expand fulfilment capabilities internationally and optimise inventory placement.

12



Stage 4:
Optimise

Characteristics:
Regional inventory strategy, global fulfilment network, data-driven
inventory allocation, cross-border expertise.

Challenges:
At this stage, the challenge is no longer growth - it's maintaining efficiency
while scaling internationally. Brands need more sophisticated inventory
planning to balance customer experience with operational cost.

Next priority:
Develop predictive capabilities that enable proactive rather than 
reactive decision-making.

Stage 5:
Lead

Characteristics:
Predictive operations, AI-supported demand planning, rapid international
expansion, fulfilment fully aligned with commercial strategy.

What success
looks like:

Leading organisations don't react to demand; they anticipate it.
Marketing, operations and commercial teams work together using real-
time data to position inventory, allocate resources and support global
growth. Fulfilment becomes a strategic capability that enables expansion
into new markets while maintaining exceptional customer experience.

The complete guide to creator-led commerce fulfilment

Where does your business sit today?

Ask yourself:

Can we comfortably handle a 5x increase in
orders tomorrow?
Do we know exactly where every unit of inventory
is?
Can we fulfil orders efficiently across multiple
international markets?
Are our marketing and operations teams planning
together?
Do we make fulfilment decisions using real-time
data?

If you answered "no" to more than two of these
questions, there is likely an opportunity to improve
your operational readiness.

One of the biggest misconceptions 
is that fulfilment only becomes

important after a campaign
succeeds. In reality, fulfilment
should be considered before a

creator partnership even begins.
Operational readiness is what

allows brands to turn visibility into
sustainable revenue.

MATT DAVIES,
SENIOR STRATEGIC CLIENT MANAGER,

IFGLOBAL



What creator-led commerce
will look like next:

AI-powered recommendations
Discovery becomes more personalised
Creator storefronts
Creators become independent sales channels
Live commerce
Real-time selling accelerates demand volatility
Seamless social checkout
The journey from discovery to purchase
becomes even shorter
Global-first brands
Brands expand internationally faster 
than ever before

The complete guide to creator-led commerce fulfilment

Creator-led commerce is still evolving. Over the next few years, the businesses most likely to
outperform won't necessarily be those with the biggest creator budgets, but those that adapt their
operations to meet changing customer expectations.

Part D

Preparing for the future

Brands will increasingly need

Real-time inventory visibility
Predictive demand planning
Regional fulfilment strategies
Automated operations
Flexible global carrier networks

14
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Part E

How we help brands scale
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Global fulfilment built for
creator-led growth
Creator-led commerce rewards brands that can move
quickly and adapt to changing demand while still
delivering exceptional customer experiences.

Whether supporting international expansion, preparing
for seasonal peaks or responding to creator-driven
demand, IFGlobal helps brands build fulfilment
operations designed for long-term growth rather than
short-term capacity.

Global fulfilment built for international demand

Our strategically located fulfilment centres in the UK, US
and EU allow our clients to position inventory closer to
their customers, improving delivery performance while
reducing cost and complexity.

Intelligent fulfilment technology

BladePRO provides real-time visibility across inventory,
orders, operations, and returns, enabling our clients to
make data-informed decisions as demand evolves.
Through BladePRO Connect, they can integrate with 100+
ecommerce platforms, marketplaces, carriers, ERP, and
business systems, creating a fully connected fulfilment
ecosystem that keeps everything synchronised as
businesses scale.

Flexible operations built for growth

Whether you're managing daily order volumes or
responding to your next viral moment, our fulfilment
operations are designed to scale without compromising
accuracy or customer experience.

Supporting growth beyond fulfilment

From marketplace support through our in-house
Amazon growth agency, Amplifi, to our suite of growth
services and international expansion options, we provide
the operational foundation ambitious brands need to
grow globally with confidence and control. 

Book your discovery call
Schedule a discovery call with one of our fulfilment
specialists to discuss your fulfilment needs and see
how we can help you scale to the next level.

https://www.ifglobal.com/get-started


Strategy
□ We understand where creator-driven demand originates
□ We can forecast and respond to demand spikes
□ Marketing and operations teams work collaboratively

Inventory
□ Inventory is positioned close to key markets
□ We can rebalance stock quickly
□ We have visibility across all inventory locations

Operations
□ Our fulfilment operation can scale rapidly
□ We have contingency plans for viral demand
□ Carrier capacity can flex during peaks

Technology
□ Orders sync automatically across channels
□ Inventory updates in real time
□ We have visibility across all fulfilment activity

Customer experience
□ Customers receive accurate delivery promises
□ Tracking is transparent
□ Returns are straightforward across all markets

Scoring
13–15 boxes ticked: Creator-commerce leader
9–12 boxes ticked: Growth-ready with optimisation opportunities
5–8 boxes ticked: Operational risk exists
0–4 boxes ticked: Immediate review recommended

The creator commerce readiness checklist
Score your business against the following criteria to 
see if you’re ready for the future of creator commerce.
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Book a discovery call with one of our fulfilment
specialists to discuss your readiness outcome.

https://www.ifglobal.com/get-started


Creator-led commerce has fundamentally changed how
ecommerce brands grow. Demand is faster, less predictable and
more global, creating enormous opportunities for brands that are
ready to respond.

Success is no longer defined solely by the strength of your
marketing or the reach of your creator partnerships. It depends
on whether your operations can keep pace with the demand
those partnerships generate.

As social commerce continues to evolve, fulfilment will become
an even more important competitive advantage. Brands that
combine agile operations, intelligent technology and strategically
positioned inventory will be better equipped to deliver the fast,
seamless experiences customers now expect, no matter where
they are in the world.

The future of creator-led commerce belongs to brands that see
fulfilment as a growth enabler, a customer experience
differentiator, and the foundation for sustainable international
expansion.

In the past, fulfilment followed demand. Today, fulfilment
determines whether demand becomes sustainable growth.
The brands that win the next decade of ecommerce won't
necessarily be those with the biggest creator budgets, they'll 
be the ones whose operations are ready when the next viral
moment arrives.
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Conclusion

Fulfilment that matches
the speed of demand
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	Creator-led commerce has changed the rules of ecommerce.
	For years, ecommerce growth followed a relatively predictable model.
	Marketing campaigns were planned in advance
	Demand could be forecast
	Fulfilment teams had time to prepare
	That model is changing.
	Today, demand can be created by a single piece of content. A creator's TikTok video, Instagram Reel or YouTube review can expose a product to millions of consumers in a matter of hours. If that content resonates, thousands of orders can arrive almost overnight, often from multiple countries simultaneously.
	This shift has changed how ecommerce businesses scale.
	The global influencer marketing industry has grown from approximately $1.7 billion in 2016 to over $32 billion in 2025, making creator partnerships one of the fastest-growing customer acquisition channels in digital commerce.
	At the same time, social commerce continues to reshape purchasing behaviour. It is estimated that the global social commerce market will hit $8.5 trillion by 2030, with platforms like TikTok Shop, Instagram Checkout and YouTube Shopping dramatically shortening the journey from product discovery to purchase. And for operations teams, this creates an entirely new challenge:
	Success is no longer determined solely by how effectively brands generate demand, but by how quickly they can respond when that demand appears.

	Traditional ecommerce
	Planned campaigns
	Forecast-led demand
	Single-market fulfilment
	Predictable order volumes
	Weekly operational planning
	Marketing drives growth

	Creator-led commerce
	Always-on discovery
	Event-led demand
	Global demand from day one
	Viral spikes
	Real-time operational decisions
	Marketing and Operations drive growth together
	Unlike traditional campaigns, creator-driven demand is difficult to predict. A product may sell steadily for weeks before experiencing a sudden surge following a viral video or influencer recommendation. Those customers now expect next-day delivery and a seamless post-purchase experience regardless of where they live.
	As ecommerce continues to evolve, operations have become  a competitive differentiator.
	Brands that can scale fulfilment quickly are able to capitalise on viral moments. Those that cannot risk stock shortages, delayed deliveries and disappointed customers at precisely the moment their brand visibility is at its highest.
	Fulfilment has become a strategic capability that directly influences customer satisfaction, repeat purchase rates and long-term growth.

	This guide explores how creator-led commerce is changing fulfilment, the operational challenges brands now face, and the practical steps ecommerce businesses can take to build resilient, scalable fulfilment operations that are ready for the next wave of growth.

	The biggest change we're seeing is that demand is becoming increasingly unpredictable. Brands need fulfilment operations that can respond just as quickly as their marketing does.

	PAUL LAVIN, OPERATIONS AND TRANSFORMATION DIRECTOR, IFGLOBAL
	Part A Understanding the shift
	What is creator-led commerce?
	Creator-led commerce is an ecommerce model where creators, communities, influencers, affiliates and brand ambassadors drive product discovery and purchase through authentic content.
	While influencer marketing has existed for more than a decade, today's creator economy has evolved far beyond sponsored social posts. Consumers increasingly discover, research and purchase products through:
	TikTok Shop
	Instagram Checkout
	YouTube Shopping
	Affiliate programmes
	Creator storefronts
	Live shopping events
	Rather than interrupting consumers with advertising, creator-led commerce allows brands to become part of conversations that audiences are already actively engaged with.
	For consumers, this feels more authentic. For brands, it creates a highly scalable route to acquisition. For operations teams, it introduces an entirely different demand profile.

	Why creator-led commerce matters
	Creators build communities over time by sharing content that reflects their interests and expertise. When product recommendations are integrated naturally into that content, audiences often perceive them as trusted advice rather than advertising.
	Research from Edelman consistently shows that trust has become one of the strongest drivers of purchasing behaviour, particularly among younger demographics who place greater value on recommendations from people they follow than on traditional advertising alone.
	Similarly, GWI reports that social media has become one of the primary channels consumers use to research products before making a purchase, particularly across Gen Z and Millennials.
	This shift means brands often compete not only on product quality and price, but on how effectively they participate in creator communities.

	Sales conversion
	One of the biggest differences between traditional ecommerce and creator-led commerce is the speed of conversion.
	Historically, the customer journey followed distinct stages.


	Awareness → Research → Comparison → Purchase
	Today, those stages often happen within a single platform.
	A customer might discover a product through a TikTok video, watch several creator reviews, see comments from existing customers and complete a purchase via TikTok Shop, all within a matter of minutes.
	Every step removed from the buying journey increases conversion.
	As platforms continue investing in native checkout experiences, brands benefit from lower friction, but they also have significantly less time to prepare operationally.
	Event-led demand
	Perhaps the biggest operational shift is the move from forecast-led demand to event-led demand.
	Historically, ecommerce businesses relied heavily on past sales data to forecast inventory requirements. Creator commerce changes that model.
	Demand is often triggered by events rather than forecasts.
	A creator recommendation
	A viral video
	A livestream
	A celebrity endorsement
	A trending sound
	Seasonal social trends
	Many of these moments cannot be predicted with precision. Some creator campaigns generate slight sales uplift while others create exponential growth overnight. Brands therefore need fulfilment operations capable of absorbing significant fluctuations without compromising customer experience.
	Operational agility has become just as valuable as forecasting accuracy.
	International reach
	Unlike traditional retail campaigns, creators rarely operate within a single geography, so when content performs well, orders can arrive from multiple countries simultaneously. This creates opportunities for rapid international expansion, but also exposes weaknesses in fulfilment infrastructure.
	Without inventory positioned close to customers, brands often experience:
	Longer delivery times
	Higher international shipping costs
	Increased customs complexity
	Higher return costs
	Inconsistent customer experiences between regions
	For growing ecommerce businesses, fulfilment strategy becomes an important enabler of international growth rather than simply a logistics function.



	82%
	of UK online shoppers say delivery notifications and order updates are helpful

	65%
	would like even more proactive communication before their order arrives
	of online shoppers say receiving a fast refund makes them more likely to shop with a retailer again, highlighting the importance of the post-purchase experience

	68%
	Part B How creator-led commerce changes fulfilment
	Marketing may create demand, but fulfilment determines whether brands can capitalise on it.
	As creator-led commerce has matured, fulfilment has evolved from a back-office function into a strategic growth capability. The brands that consistently outperform are rarely those with the biggest marketing budgets, but the ones that can deliver a seamless customer experience when demand suddenly accelerates.
	For operations teams, creator-led commerce introduces a very different set of challenges from traditional ecommerce.
	Instead of responding to predictable campaign calendars and seasonal peaks, fulfilment teams must be prepared for rapid, often unexpected shifts in demand that can occur across multiple channels and regions simultaneously.
	The fulfilment challenges brands now face
	Demand becomes event-led
	Traditional ecommerce operations are built around forecasting. Historical sales data, promotional calendars and seasonal trends help businesses predict demand and plan inventory accordingly.
	Creator-led commerce changes that: demand is increasingly triggered by events rather than forecasts.
	A single creator recommendation can generate thousands of orders within hours, while another campaign may produce only modest results. Virality is difficult to predict, making operational flexibility just as important as forecasting accuracy.
	Organisations that build agile supply chains are significantly better positioned to respond to market disruption and changing customer demand than those relying solely on traditional planning models.
	For fulfilment teams, success now depends on preparing for uncertainty rather than trying to eliminate it.

	Forecasting hasn't become obsolete, but it is no longer enough. The brands performing best today combine forecasting with operational flexibility, allowing them to respond when demand behaves differently from what the data predicted.
	DOM WEBB, ACCOUNT MANAGEMENT LEAD, IFGLOBAL

	Visibility becomes a competitive advantage
	When demand accelerates unexpectedly, brands need immediate visibility into:
	Inventory by location
	Order volumes
	Emerging markets
	Stock availability
	Carrier performance
	Fulfilment capacity
	Waiting until the end of the week to review reports is no longer sufficient. Real-time operational data enables businesses to:
	Rebalance inventory
	Prioritise high-demand markets
	Allocate carrier capacity
	Identify emerging trends
	Make faster commercial decisions
	Visibility allows operations teams to move from reacting to demand to actively managing it.

	Customer expectations have changed
	Consumers don't separate the shopping experience from the delivery experience. They judge brands on both.
	Research from PwC shows that speed, convenience and transparency are among the most important factors influencing customer satisfaction and repeat purchasing behaviour.
	Creator content builds excitement around a product. Fulfilment either reinforces that excitement, or undermines it.
	A customer who receives an accurately packed order within 24 hours is more likely to become a repeat customer.
	A customer who waits ten days for delivery after an impulse purchase inspired by a creator may never buy again.



	The conversation around creator commerce often focuses on marketing performance, but operational readiness is just as important. Brands that can fulfil orders quickly and consistently are the ones most likely to turn a viral moment into long-term customer loyalty. Marketing creates demand; fulfilment determines whether that demand becomes sustainable growth.
	RYAN GRIMSHAW, HEAD OF MARKETING & COMMUNICATIONS, IFGLOBAL
	Global audiences create global demand
	Creators don't build audiences by geography. A beauty creator based in Manchester might have followers across Germany, the United States, Australia and the UAE, generating sales across dozens of countries from a single piece of content.
	For brands, this creates immediate international demand, even if the business has never actively targeted those markets.
	Cross-border ecommerce continues to grow rapidly. According to DHL's E-Commerce Trends Report, consumers are becoming more comfortable with buying from overseas retailers, provided delivery is fast, transparent and competitively priced.
	Serving international customers from a single warehouse often creates operational bottlenecks.
	Longer delivery times
	Higher shipping costs
	Increased customs administration
	Greater risk of delays
	More expensive returns
	As brands scale internationally, inventory placement becomes a commercial decision, not simply a warehousing decision.

	Flexibility is becoming more valuable
	One pattern we've observed across fast-growth ecommerce brands is that warehouse capacity is rarely the bottleneck.
	More commonly, brands encounter issues with inventory allocation, carrier collection limits or disconnected order management systems before they physically run out of warehouse space.
	That means building flexibility into every part of the operation:
	Scalable warehouse capacity
	Flexible labour planning
	Multiple carrier relationships
	Dynamic inventory allocation
	Integrated technology
	Contingency planning
	Brands that invest in operational resilience are better equipped to capture opportunities when demand spikes unexpectedly.



	Real world example Made By Mitchell
	Beauty brand Made By Mitchell illustrates how creator-led commerce can accelerate growth.
	Founded by makeup artist and creator Mitchell Halliday, the brand built a highly engaged audience through authentic content and livestream selling before becoming the first TikTok Shop seller to exceed $1 million in sales in a single day.
	Through TikTok creator content and livestreams, products can move from discovery to purchase within minutes. For fulfilment teams, the challenge is ensuring inventory, warehouse capacity and carrier networks are ready to support that level of demand without compromising customer experience.

	Part C Building a creator-ready fulfilment strategy
	The five pillars of creator-ready fulfilment
	Having supported countless ecommerce brands through periods of rapid growth, we've identified five operational capabilities that consistently separate businesses that scale successfully from those that struggle.
	Position inventory closer to customers
	Use real-time operational data
	Build flexibility into fulfilment
	Regional fulfilment centres reduce delivery times, shipping costs and customs complexity. The goal is to hold inventory where demand is most likely to occur.
	Historical reports explain yesterday. Real-time visibility helps you react today. Brands should monitor: • Order origin  • Emerging markets  • Inventory performance  • Demand spikes  • Channel performance
	Creator campaigns are inherently unpredictable. Operations need: • Scalable warehouse capacity  • Flexible labour planning  • Carrier redundancy  • Peak-readiness processes

	Connect every sales channel
	Treat fulfilment as  a growth strategy
	Customers expect a seamless experience regardless of where they purchase. Connected fulfilment systems synchronise orders, inventory, shipping and returns across websites, marketplaces and social commerce channels.
	The most successful brands view fulfilment as a competitive advantage. Fast, reliable delivery drives: • Customer satisfaction • Repeat purchase • Brand loyalty • International growth



	The creator-commerce fulfilment maturity model
	No two ecommerce businesses are at the same stage of operational maturity. Some are still managing fulfilment from a single warehouse with manual processes, while others have built sophisticated global operations capable of responding to creator-driven demand in real time.
	Understanding where your business sits today is the first step towards building a fulfilment operation that supports long-term growth.
	The Creator-Commerce Fulfilment Maturity Model provides a simple way to assess your current capabilities and identify the operational investments that will have the greatest impact as your business scales.
	As brands move through each stage, fulfilment evolves from an operational necessity into a strategic competitive advantage
	Characteristics:
	Single fulfilment location, limited operational visibility, manual processes, reactive inventory management.

	Challenges:
	Often founder-led or early-stage ecommerce brands, fulfilment works well under normal trading conditions but quickly comes under pressure during promotions, seasonal peaks or successful creator campaigns.

	Next priority:
	Build stronger operational foundations through integrated systems, better reporting and standardised processes.

	Stage 1: React
	Characteristics:
	Integrated ecommerce platforms, improved forecasting, basic international shipping capability, more consistent fulfilment processes.

	Challenges:
	Operations become more reliable, but growth is still constrained by a largely domestic fulfilment model. International demand often results in higher shipping costs and longer delivery times.

	Next priority:
	Improve operational visibility and begin planning for regional inventory.


	Stage 2: Stabilise
	Characteristics:
	Multi-channel fulfilment, real-time inventory visibility, flexible warehouse operations, automated workflows.

	Challenges:
	Brands are growing quickly and selling across multiple marketplaces and social commerce channels. Operational complexity increases significantly, making visibility and process automation essential.

	Next priority:
	Expand fulfilment capabilities internationally and optimise inventory placement.


	Stage 3: Scale
	Characteristics:
	Regional inventory strategy, global fulfilment network, data-driven inventory allocation, cross-border expertise.

	Challenges:
	At this stage, the challenge is no longer growth - it's maintaining efficiency while scaling internationally. Brands need more sophisticated inventory planning to balance customer experience with operational cost.

	Next priority:
	Develop predictive capabilities that enable proactive rather than  reactive decision-making.



	Stage 4: Optimise
	Stage 5: Lead
	Characteristics:
	Predictive operations, AI-supported demand planning, rapid international expansion, fulfilment fully aligned with commercial strategy.

	What success looks like:
	Leading organisations don't react to demand; they anticipate it. Marketing, operations and commercial teams work together using real-time data to position inventory, allocate resources and support global growth. Fulfilment becomes a strategic capability that enables expansion into new markets while maintaining exceptional customer experience.

	Where does your business sit today?
	Ask yourself:
	Can we comfortably handle a 5x increase in orders tomorrow?
	Do we know exactly where every unit of inventory is?
	Can we fulfil orders efficiently across multiple international markets?
	Are our marketing and operations teams planning together?
	Do we make fulfilment decisions using real-time data?
	If you answered "no" to more than two of these questions, there is likely an opportunity to improve your operational readiness.

	One of the biggest misconceptions  is that fulfilment only becomes important after a campaign succeeds. In reality, fulfilment should be considered before a creator partnership even begins. Operational readiness is what allows brands to turn visibility into sustainable revenue.
	MATT DAVIES, SENIOR STRATEGIC CLIENT MANAGER, IFGLOBAL


	Part D Preparing for the future
	Creator-led commerce is still evolving. Over the next few years, the businesses most likely to outperform won't necessarily be those with the biggest creator budgets, but those that adapt their operations to meet changing customer expectations.
	What creator-led commerce will look like next:
	AI-powered recommendations Discovery becomes more personalised Creator storefronts Creators become independent sales channels Live commerce Real-time selling accelerates demand volatility Seamless social checkout The journey from discovery to purchase becomes even shorter Global-first brands Brands expand internationally faster  than ever before

	Brands will increasingly need
	Real-time inventory visibility Predictive demand planning Regional fulfilment strategies Automated operations Flexible global carrier networks


	Part E How we help brands scale
	Global fulfilment built for creator-led growth
	Creator-led commerce rewards brands that can move quickly and adapt to changing demand while still delivering exceptional customer experiences.
	Whether supporting international expansion, preparing for seasonal peaks or responding to creator-driven demand, IFGlobal helps brands build fulfilment operations designed for long-term growth rather than short-term capacity.
	Global fulfilment built for international demand
	Our strategically located fulfilment centres in the UK, US and EU allow our clients to position inventory closer to their customers, improving delivery performance while reducing cost and complexity.

	Intelligent fulfilment technology
	BladePRO provides real-time visibility across inventory, orders, operations, and returns, enabling our clients to make data-informed decisions as demand evolves. Through BladePRO Connect, they can integrate with 100+ ecommerce platforms, marketplaces, carriers, ERP, and business systems, creating a fully connected fulfilment ecosystem that keeps everything synchronised as businesses scale.

	Flexible operations built for growth
	Whether you're managing daily order volumes or responding to your next viral moment, our fulfilment operations are designed to scale without compromising accuracy or customer experience.

	Supporting growth beyond fulfilment
	From marketplace support through our in-house Amazon growth agency, Amplifi, to our suite of growth services and international expansion options, we provide the operational foundation ambitious brands need to grow globally with confidence and control.


	Book your discovery call
	Schedule a discovery call with one of our fulfilment specialists to discuss your fulfilment needs and see how we can help you scale to the next level.
	Strategy

	Scoring

	Conclusion Fulfilment that matches the speed of demand
	Creator-led commerce has fundamentally changed how ecommerce brands grow. Demand is faster, less predictable and more global, creating enormous opportunities for brands that are ready to respond.
	Success is no longer defined solely by the strength of your marketing or the reach of your creator partnerships. It depends on whether your operations can keep pace with the demand those partnerships generate.
	As social commerce continues to evolve, fulfilment will become an even more important competitive advantage. Brands that combine agile operations, intelligent technology and strategically positioned inventory will be better equipped to deliver the fast, seamless experiences customers now expect, no matter where they are in the world.
	The future of creator-led commerce belongs to brands that see fulfilment as a growth enabler, a customer experience differentiator, and the foundation for sustainable international expansion.
	In the past, fulfilment followed demand. Today, fulfilment determines whether demand becomes sustainable growth. The brands that win the next decade of ecommerce won't necessarily be those with the biggest creator budgets, they'll  be the ones whose operations are ready when the next viral moment arrives.


