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 For many ecommerce brands, fulfilment begins as an operational necessity.

     Orders need picking
     Parcels need shipping
     Returns need processing

As businesses grow, however, fulfilment becomes something much bigger.
It influences customer experience, profitability, inventory strategy 
and ultimately a brand's ability to scale.

Global ecommerce sales are forecast to exceed $8 trillion by 2028,
highlighting the increasing importance of having the right fulfilment partner
who can help improve delivery performance, reduce operational complexity
and create capacity for growth.

The wrong one can introduce hidden costs, service failures and limitations
that become increasingly difficult to overcome.

This guide explores how to evaluate fulfilment providers, identify the
capabilities that matter most, and build a partnership that supports
sustainable ecommerce growth.

Introduction
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Part A

Why fulfilment matters
more than ever
Not so long ago, fulfilment was viewed as a back-
office function for many ecommerce businesses.
Orders were picked, packed and dispatched, with
success measured by whether parcels left the
warehouse on time. That’s no longer enough.

Customers don't separate the buying experience from
the delivery experience – they see them as one and
the same. A beautifully designed website or
compelling marketing campaign counts for very little if
an order arrives late, incomplete or damaged.

That's why fulfilment has become a commercial issue,
not just an operational one.

According to PwC's Global Consumer Insights Survey,
delivery speed, convenience and reliability remain
among the most important factors influencing where
consumers choose to shop. For ecommerce brands,
the experience after checkout is now just as important
as the experience before it.

The pace of ecommerce growth has only reinforced
this shift, and as more brands compete online,
fulfilment is becoming one of the few areas where
businesses can genuinely differentiate themselves.

Multi-channel,
multi-market fulfilment

Technology-driven
operations

Real-time inventory
and order visibility

Flexible carrier
networks

Fulfilment aligned with
commercial strategy

Focus on customer
experience, profitability

and scalability

Yesterday’s model

One warehouse serving
every market

Price-led provider
selection

Manual processes
and limited visibility

Basic carrier options

Fulfilment viewed as
an operational necessity

Focus on dispatching
orders

Today’s model
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The fulfilment landscape has changed
Today's fulfilment operation influences far more than
delivery. It affects:

   Customer satisfaction and repeat purchases
   Product reviews and brand reputation
   Inventory accuracy and stock availability
   Marketing performance during promotions
   Marketplace seller ratings
   International expansion
   Profitability

In other words, fulfilment has moved from the
warehouse to the boardroom.

The businesses leading the next phase of ecommerce
growth aren't choosing fulfilment partners based
solely on warehouse space or shipping costs. 

They're looking for operational partners who can
improve customer experience, provide better visibility
across the supply chain and create the foundations for
sustainable growth.

https://www.pwc.com/gx/en/industries/consumer-markets/consumer-insights-survey.html


The hidden costs of poor fulfilment

The true cost of poor fulfilment rarely appears on a
warehouse invoice. Instead, it shows up across the
wider business.

Small operational issues often create larger commercial
consequences, increasing costs while damaging
customer trust and limiting future growth.

Common operational problems include:

   Order inaccuracies
   Late dispatches
   Inventory discrepancies
   Delivery delays
   Poor communication
   Inefficient returns processing

These issues often lead to wider business challenges.

Operational issue Commercial impact

Picking errors Increased returns, replacements and customer complaints

Delayed dispatch Poor customer reviews and cancelled orders

Inventory inaccuracies Overselling, stockouts and lost revenue

Slow returns processing Reduced customer loyalty and delayed refunds

Limited reporting Poor forecasting and weaker commercial decisions

Inflexible operations Difficulty scaling during seasonal peaks or business growth

Why choosing the wrong partner
costs more than you think

Many businesses compare fulfilment providers using a
simple checklist of storage fees, pick-and-pack charges
and shipping rates.

They're easy to compare because they're visible on
every proposal. The problem is they're only part of the
picture. What rarely appears in a pricing comparison is
the cost of poor operational performance.

The true value of a fulfilment partner lies in their ability
to support your business as it grows. Operational
performance directly affects customer satisfaction,
repeat purchasing, marketplace performance and your
ability to scale efficiently.

A provider that appears less expensive on paper can
become significantly more costly when delays,
inaccuracies and service failures begin to impact the
wider business.

The right fulfilment partner should help your business
become more efficient over time, providing the
infrastructure, technology and expertise needed to
improve performance as order volumes increase.

Rather than asking, "Who offers the lowest fulfilment
costs?", brands should be asking, “Which partner will
help us deliver the best customer experience while
protecting profitability as we grow?”

The ultimate guide to choosing an ecommerce fulfilment partner
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85% of online shoppers say
a poor delivery experience
makes them less likely to
shop with a retailer again

https://www.ipsos.com/en/ecommerce-marketplaces-delivery-experience


Strategic partnership
The strongest fulfilment
providers don't simply

process orders; they become
an extension of your team,

providing support and
continuous operational

improvement.

Profitability and growth
Effective fulfilment reduces
operational costs, improves

customer retention and creates
the foundations for sustainable,

profitable growth.

Customer experience
Every delivery is a brand

experience. Accurate orders,
reliable delivery and simple

returns help encourage
repeat purchases and

strengthen customer loyalty.

Scalable operations
As your business grows, your
fulfilment operation should

grow with it. Flexible
capacity, efficient processes
and operational resilience

ensure you're ready for
seasonal peaks and future

expansion.

Technology integration
Modern fulfilment depends on
connected systems. Real-time

visibility and seamless
integrations give you

actionable data to help
improve decision-making.
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What modern fulfilment should deliver

Today's fulfilment operation should create value far beyond the warehouse.

It should improve customer experience, provide the technology needed to make better
decisions, scale alongside your business and support long-term commercial growth.

The best fulfilment partnerships aren't built around pick rates or parcel volumes alone.



The biggest change is how brands view fulfilment.
Five years ago it was viewed as a warehouse

function, but today it's recognised as a
competitive advantage that influences customer

experience and long-term growth.

JANE DERBYSHIRE
SALES & COMMERCIAL DIRECTOR, IFGLOBAL

How many orders do we process today, and where will that number be in 5 years? 

Which sales channels are driving growth?

Do we expect to launch new products or enter new markets?

What delivery experience do our customers expect?

Are we solving today's challenges or preparing for tomorrow's opportunities?
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Part B

Defining your requirements
Understanding your fulfilment profile
One of the biggest mistakes ecommerce brands make is choosing a fulfilment partner based
on where the business is today, rather than where it's heading.

A provider that works well when you're shipping 50 orders a day may struggle when you're
processing 500. Likewise, a warehouse that's ideal for a single Shopify store may become a
constraint once you expand into Amazon, retail, TikTok Shop or international markets.

The reality is that fulfilment requirements rarely stay the same for long. Products change.
Customer expectations evolve. Sales channels multiply. Seasonal peaks become more
demanding. The businesses that scale successfully are those that choose operational
partners capable of growing with them.

Before comparing providers, take a step back and define what your business actually needs –
not just today, but over the next three to five years. Ask yourself:

Understanding these requirements makes it easier to identify providers that are genuinely
aligned with your business, rather than simply comparing costs.

The ultimate guide to choosing an ecommerce fulfilment partner
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Building your fulfilment profile
The more clearly you understand your operational requirements, the easier it becomes to
identify a fulfilment partner capable of supporting your long-term objectives.

The following areas provide the foundation for evaluating potential fulfilment partners.

Area Questions to consider

Order volumes
How many orders do you process daily, weekly and
monthly?

Sales channels
Do you sell through Shopify, Amazon, marketplaces or
wholesale?

Product characteristics
Are products oversized, fragile, regulated or
temperature-sensitive?

Inventory
How many SKUs do you hold and how frequently do
they change?

Customer expectations
What delivery speeds and service levels do your
customers expect?

Growth plans
Are you expanding into new products, channels or
international markets?

The ultimate guide to choosing an ecommerce fulfilment partner



Domestic vs international fulfilment

International expansion has never been more accessible.
Today, even relatively small ecommerce brands can
reach customers around the world through
marketplaces, social commerce platforms and 
direct-to-consumer websites.

However, selling internationally and fulfilling
internationally are two very different things.

Shipping every order from a single UK warehouse might
work when overseas sales represent a small proportion
of your business. As international demand grows, longer
delivery times, higher shipping costs and more complex
returns can begin to affect both profitability and
customer experience, making it even more important to
choose a fulfilment strategy that aligns with your growth
ambitions.

Domestic fulfilment

For businesses focused on a single market, priorities
typically include:

   Fast, reliable delivery
   Cost-effective carrier selection
   Accurate inventory management
   Efficient returns processing
   Operational simplicity 

International fulfilment

Brands expanding into overseas markets should also
consider:

   Cross-border shipping expertise
   Customs and compliance support
   Regional fulfilment options
   International carrier networks
   Duty and tax management
   Local returns capabilities

For many businesses, international fulfilment is no
longer just shipping parcels overseas.

As customer expectations continue to rise, successful
brands are increasingly adopting regional fulfilment
strategies that improve delivery performance while
providing greater operational control.

The right fulfilment partner should be capable of
supporting both today's operations and tomorrow's
expansion plans.

The ultimate guide to choosing an ecommerce fulfilment partner
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What level of scalability do you need?
Growth is rarely linear.

One successful product launch. A retailer listing your products. A viral TikTok video. A Black
Friday promotion that exceeds expectations. Any one of these can double or triple order
volumes almost overnight.

The challenge isn't generating demand; it's fulfilling it consistently.

This is why scalability should be considered from the very beginning of your fulfilment
partner selection process.

When evaluating providers, don't just ask whether they can cope with your current
volumes. Ask how they cope when things go exceptionally well.

Questions worth asking include:

What happens if order volumes double during peak trading?

How quickly can warehouse capacity be increased?

Can additional sales channels be integrated without disruption?

How does your technology perform as order volumes grow?

What contingency plans are in place during unexpected demand spikes?

How quickly can new products or fulfilment services be introduced?

The ultimate guide to choosing an ecommerce fulfilment partner
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Every ecommerce business follows a slightly different journey, but
most fulfilment operations evolve through four distinct stages.

Stage 1: Establish

Building a reliable operation with efficient picking, packing and
dispatch for a single market.

Stage 2: Optimise

Introducing technology for better reporting and stronger inventory
visibility to improve operational efficiency.

Stage 3: Scale

Supporting multiple sales channels, higher order volumes, enhanced
carrier networks and increasingly complex customer expectations.

Stage 4: Expand

Regional fulfilment, international operations and advanced inventory
strategies enable long-term global growth.

As you move through these stages, fulfilment becomes increasingly
strategic. The right partner should evolve alongside your business,
providing the capability and expertise needed to support every stage
of your growth rather than forcing operational change when existing
processes reach their limits.

Fulfilment maturity model

The ultimate guide to choosing an ecommerce fulfilment partner



Part C

How to evaluate fulfilment
partners
By this stage, you should have a clear understanding of your fulfilment requirements and
where your business is heading. The next step is choosing a partner that can help you get
there.

Many ecommerce brands make the mistake of comparing fulfilment providers on pricing
and warehouse location alone. While these factors are important, they reveal very little
about how a provider will perform when order volumes increase, customer expectations
change or unexpected challenges arise.

The best fulfilment partnerships are built on operational capability, commercial
understanding and the ability to adapt as your business evolves.

When evaluating providers, focus on these key areas that will have the greatest impact
on your long-term success.

Warehouse network

Your warehouse network directly
influences delivery speed,

shipping costs and your ability to
serve customers efficiently.

For some businesses, a single
fulfilment centre is enough. For
others, particularly those selling

internationally or managing
multiple sales channels,

warehouse location can influence
delivery times, shipping costs and

inventory availability.

Evaluate providers based on:

Warehouse locations
Storage capacity and flexibility

Inventory accuracy
Same-day dispatch capabilities

Peak season capacity
Business continuity planning

The right warehouse network
should improve delivery

performance today while providing
the flexibility to support future

growth.

Technology capabilities

Technology has become one of the
most important differentiators
between fulfilment providers.

Modern ecommerce operations
require accurate, real-time

information across inventory,
orders and shipping performance.

Manual processes and delayed
reporting can quickly lead to

overselling, stock discrepancies
and poor customer experiences.

A modern fulfilment platform
should provide:

Real-time inventory visibility
Order tracking and status updates
Ecommerce platform integrations

Marketplace connectivity
Automated shipping rules
Performance reporting and

analytics
API connectivity for future

integrations

Technology should provide more
than operational visibility. It

should enable better commercial
decisions by giving businesses
greater insight into fulfilment

performance.

Carrier relationships

Shipping is one of the largest
costs for most ecommerce

businesses, but it's also one of
the biggest opportunities to

improve customer experience.

Not every order should travel with
the same carrier. The supply chain
disruptions of recent years have
highlighted the importance of

resilience. Businesses that relied
on a single carrier often found

themselves with limited
alternatives when networks

became congested or service
levels changed.

Strong fulfilment partners build
relationships across multiple

carrier networks, giving brands
greater flexibility when balancing

cost, speed and reliability.

Ask providers:

Which domestic and international
carriers are available?

How are carriers selected for each
shipment?

Can delivery services be
customised?

What contingency plans exist
during carrier disruption?

Can shipping performance be
monitored across carriers?

The ultimate guide to choosing an ecommerce fulfilment partner



Customer support

Even the best fulfilment
operations occasionally encounter

challenges.

When issues arise, responsive
communication and proactive

problem-solving can significantly
reduce operational disruption.

One delayed shipment may be
unavoidable. Poor communication

about it is not.

Evaluate how providers support
their clients by considering:

Dedicated account management
Response times

Escalation procedures
Operational reviews

Continuous improvement
initiatives

Strategic guidance as your
business grows

A fulfilment partner should
operate as an extension of your

business with a genuine
understanding of your commercial

priorities rather than simply a
third-party supplier.

Returns management

Returns are no longer just an
operational process. They are a

key part of the customer
experience and a key opportunity

to strength customer loyalty.

A slow or inefficient returns
process increases operational
costs while reducing customer

satisfaction and repeat
purchasing.

An effective returns operation
should include:

Simple customer returns
processes

Rapid product inspection
Fast refunds and exchanges
Efficient inventory restocking

Clear reporting on return reasons
Opportunities to identify recurring

product or operational issues

The best fulfilment partners use
returns data to help highlight

product quality issues, packaging
improvements, sizing problems

and opportunities to reduce future
return rates.

Service levels and
operational performance

The best fulfilment operations are
measured by consistency rather

than promises.

Clearly defined service level
agreements provide transparency
around operational performance

and establish accountability
between the brand and its

fulfilment partner.

Key performance indicators to
review include:

Order accuracy
On-time dispatch
Inventory accuracy

Goods-in processing times
Returns processing times

Order cut-off times
Stock reconciliation procedures

Requesting historical performance
data can provide valuable insight
into how consistently a provider

delivers against its service
commitments not just when
everything goes to plan, but

during busy periods too.

The ultimate guide to choosing an ecommerce fulfilment partner

The cheapest fulfilment provider
often becomes the most
expensive once service failures,
delayed deliveries and customer
complaints begin to impact the
wider business.

MATT DAVIES,
SENIOR STRATEGIC CLIENT MANAGER,
IFGLOBAL
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Supports faster delivery,
inventory availability and

future expansion

Warehouse
network

Technology/
software

Provides visibility, automation
and operational control

Carrier
relationships

Optimises shipping cost,
speed and resilience

Delivers consistent service
and protects customer

experience

Operational
performance

Customer
support

Resolves issues quickly and
supports long-term growth

Returns
management

Reduces costs while improving
customer satisfaction

Evaluating the complete fulfilment solution
Each of these capabilities contributes to a fulfilment operation that supports sustainable growth.

Rather than assessing providers on individual features alone, brands should evaluate how effectively
every element works together to create a reliable, scalable, customer-focused operation.

The ultimate guide to choosing an ecommerce fulfilment partner



Why the cheapest quote can become the most expensive decision
When comparing fulfilment providers, it's natural to focus on the headline costs.

   Storage rates
   Pick-and-pack fees
   Courier pricing

These figures are easy to compare, but they rarely reflect the true cost of fulfilment. Less visible costs
often have a far greater impact on business performance.

   Customer service teams responding to delivery enquiries
   Refunds resulting from picking errors
   Lost revenue caused by inventory inaccuracies
   Time spent manually investigating operational issues
   Poor customer reviews affecting future sales
   Reduced repeat purchase rates

None of these appear as line items on a fulfilment proposal, but all of them affect profitability.

A provider offering the lowest rates may introduce hidden operational costs that quickly outweigh any
initial savings. Delayed dispatches, inaccurate inventory, poor communication and inefficient returns all
have a direct impact on customer satisfaction, profitability and long-term growth.

The question shouldn’t be: "Who offers the cheapest fulfilment?"

It should be: "Which partner will help us grow more profitably?"

While operational costs remain important, they should always be considered alongside the commercial
value a fulfilment partner delivers.

Part D

Looking beyond price

Lowest cost

vs

Long-term value

Low storage fees High inventory accuracy

Low pick-and-pack charges Reliable order accuracy

Lowest shipping rates Flexible carrier optimisation

Basic reporting Real-time operational visibility

Reactive support Strategic account management

Limited scalability
Infrastructure and technology 

designed for growth

The ultimate guide to choosing an ecommerce fulfilment partner
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Operational performance 

What are your current order accuracy and inventory accuracy rates?
How do you perform during peak trading periods?
What service level agreements do you guarantee?
How do you measure operational success?

Technology

How does your platform improve visibility across inventory and orders?
Which ecommerce platforms and marketplaces do you integrate with?
What reporting is available to support commercial decision-making?
How does your technology evolve over time?

Customer experience

How do you support different delivery options?
How are customer issues resolved?
What does your returns journey look like?
How do you measure delivery performance?

Growth

Can you support international expansion?
Do you offer multiple warehouse locations?
How quickly can additional capacity be introduced?
How do you support clients as their requirements evolve?

Partnership

Will we have a dedicated account manager?
How often do you review performance with clients?
Can you provide examples of helping brands scale?
How do you identify opportunities for continuous improvement?

Questions every brand should ask
Choosing a fulfilment partner is a significant commercial decision.

Beyond pricing, brands should understand how a provider operates, how they measure success
and whether they can support future growth. The quality of their answers can often reveal more
than the pricing proposal itself.

The ultimate guide to choosing an ecommerce fulfilment partner
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Storage rates and pick fees are easy to
compare. Operational performance is much
harder to measure, but it's the difference
between fulfilment that functions and
fulfilment that drives growth.

DAN THOMPSON,
COMMERCIAL AND PARTNERSHIPS MANAGER, IFGLOBAL



Choosing a partner, not just a provider
One of the simplest ways to assess a fulfilment provider is to consider the questions they ask
you.

Do they only want to know how many pallets you have and how many orders you ship? Or are
they asking about your customers, growth plans, sales channels and future ambitions?
The best fulfilment partners are naturally curious.

They'll want to understand where your business is heading, what's driving customer demand,
which operational challenges you're experiencing, and what success looks like in three years'
time. Because only by understanding your business can they build an operation capable of
supporting it.

If every conversation revolves around storage costs and pick-and-pack fees, you're probably
discussing logistics.

If the conversation centres on customer experience, scalability and long-term growth, you're
beginning to build a strategic partnership.

The ultimate guide to choosing an ecommerce fulfilment partner

Warning signs to watch out for
Not every fulfilment provider is equipped to support a growing ecommerce business.

While every operation has its own strengths, there are common warning signs that may indicate
future challenges.

Be cautious if a provider:

   Focuses almost exclusively on price
   Cannot clearly explain their service level performance
   Offers limited visibility of inventory or order status
   Relies heavily on manual processes
   Has limited ecommerce integrations
   Cannot demonstrate experience supporting growing brands
   Has little contingency planning for seasonal demand
   Treats returns as an afterthought rather than part of the customer experience
   Is unwilling to provide operational performance data

None of these issues may be immediately apparent during the sales process, but they often
become significant operational constraints as order volumes increase.

Choosing a fulfilment partner is a long-term decision. It's worth looking beyond today's proposal
to understand how that partnership will perform over the next five years.



Choosing a fulfilment partner is not simply a procurement decision. It is the beginning of a
relationship that should evolve alongside your business.

As your business grows, customer expectations will change, new sales channels will
emerge and operational requirements will become more complex. The right fulfilment
partner should be capable of adapting to these changes, providing the expertise,
technology and operational support needed to help your business scale with confidence.

The strongest fulfilment partnerships are built on collaboration, transparency and a
shared commitment to continuous improvement.

Onboarding successfully
A successful partnership begins long before the first order is dispatched.

Effective onboarding establishes the operational foundations that support long-term
performance. Clear planning, accurate data and open communication help minimise
disruption and ensure a smooth transition into a new fulfilment operation.

A structured onboarding process should include:

   A dedicated implementation plan
   Accurate inventory migration
   Integration with ecommerce platforms and marketplaces
   Carrier configuration and shipping rules
   Product and SKU validation
   Order testing and quality assurance
   Agreed service levels and communication processes

Taking the time to get onboarding right reduces operational risk and provides confidence
that your fulfilment operation is ready to support customers from day one.

The strongest client relationships aren't
built solely around contracts. They're built
around continuous improvement, honest
conversations and a shared commitment to
helping the business grow.

JARAD MESSHAM,
SENIOR CLIENT SUPPORT MANAGER, IFGLOBAL
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Part E

Building a long-term
partnership

The ultimate guide to choosing an ecommerce fulfilment partner



KPI Why it matters

Order accuracy
Reduces returns, replacements and 
customer complaints

On-time dispatch
Supports customer satisfaction and 
delivery performance

Inventory accuracy Prevents overselling and stock discrepancies

Delivery success rate
Measures the effectiveness of the 
fulfilment operation

Returns processing time
Improves customer experience and 
inventory availability

Order cycle time
Highlights operational efficiency from order 
receipt to dispatch

Customer support response Ensures operational issues are resolved quickly

19

KPIs that matter
If you can't measure performance, you can't improve it. Yet many ecommerce
businesses still focus on operational metrics that tell them what's happened,
rather than helping them understand why.

While many providers report operational activity, the most valuable metrics are
those that demonstrate how fulfilment contributes to customer experience and
business performance.

Brands should regularly review performance against key indicators.

Reviewing these metrics on a regular basis helps identify opportunities for
continuous improvement while ensuring the fulfilment operation remains
aligned with business objectives.

The ultimate guide to choosing an ecommerce fulfilment partner



Future-proofing your fulfilment operation
Ecommerce continues to evolve.

Customer expectations change. Technology advances. New sales channels emerge.
Businesses expand into new markets. The fulfilment operation that supports your
business today may not be the one you need tomorrow.

Rather than asking whether your current provider can support today's order volumes,
consider whether they can support the business you are building over the next three to
five years.

Questions to consider include:

Can our fulfilment operation scale as order volumes increase?

Can new sales channels be integrated quickly?

Do we have the flexibility to expand internationally?

Is our technology providing the visibility we need?

Are we continuously improving operational performance?

Can our fulfilment partner adapt as our business evolves?

Future-proofing fulfilment is not about predicting every change. It is about building an
operation with the flexibility, technology and expertise to respond confidently when
change happens.

The ultimate guide to choosing an ecommerce fulfilment partner



Strategy
☐ Our fulfilment strategy aligns with our long-term business goals
☐ We regularly review fulfilment performance against commercial objectives
☐ Our fulfilment partner provides strategic guidance, not just operational support

Operations
☐ Inventory accuracy consistently meets agreed service levels
☐ Orders are dispatched on time
☐ Seasonal peaks are managed without disruption
☐ Service levels are reviewed regularly
☐ Our fulfilment provider supports both DTC and B2B/retail and wholesale fulfilment

Technology 
☐ Inventory is visible in real-time
☐ Our systems integrate seamlessly with our ecommerce platforms and marketplaces
☐ Reporting provides meaningful operational insight
☐ Automation reduces manual intervention

Customer experience
☐ Customers receive accurate delivery updates
☐ Returns are simple and processed efficiently
☐ Fulfilment supports consistently positive customer experiences

Partnership
☐ We have dedicated account management 
☐ Regular business reviews identify opportunities for improvement
☐ Our fulfilment partner adapts as our business grows
☐ We view our fulfilment provider as an extension of our business

Scoring
15-19 boxes ticked
Your fulfilment operation is well positioned to support continued growth. The focus should now be
on continuous improvement and identifying opportunities to create further competitive advantage.

10-14 boxes ticked
You have a solid operational foundation, but there may be opportunities to improve visibility,
scalability or customer experience before they become constraints.

5-9 boxes ticked
Your fulfilment operation may be limiting future growth. Now is a good time to review whether your
current partner can support your long-term ambitions.

0-4 boxes ticked
Your business has likely evolved beyond the capabilities of your current fulfilment model. A strategic
review could identify opportunities to improve customer experience and long-term resilience.

21

Fulfilment partner scorecard
Assess your current fulfilment operation against the following criteria to determine
whether your existing fulfilment strategy is supporting long-term growth.

Book your discovery call
Schedule a discovery call with one of our fulfilment
specialists to review your fulfilment score, discuss your
operational goals and identify opportunities to improve
efficiency, customer experience and long-term scalability.

The ultimate guide to choosing an ecommerce fulfilment partner
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Conclusion
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 Choosing the right fulfilment partner is an investment in your future

As ecommerce continues to evolve, fulfilment has become far more
than an operational function.

It influences customer experience, profitability, scalability and
ultimately the long-term success of your business.

The right fulfilment partner does more than store inventory and
dispatch orders. They become an extension of your business, providing
the operational expertise, technology and strategic support needed to
help you grow with confidence.

While pricing will always play an important role, the most successful
ecommerce brands understand that fulfilment should be evaluated on
the value it creates over time. Reliable operations, accurate inventory,
responsive support and continuous improvement all contribute to
stronger customer relationships and more sustainable growth.

Choosing a fulfilment partner is therefore not simply about meeting
today's requirements. It is about selecting a partner that can evolve
alongside your business as new opportunities and challenges emerge.

Whether you are refining your current operation or evaluating a new
provider, the principles remain the same: understand your
requirements, look beyond headline costs and build a partnership
founded on trust, transparency and shared ambition.

The businesses that succeed tomorrow will be those that choose
fulfilment partners capable of supporting their growth today, and
every stage that follows.

The ultimate guide to choosing an ecommerce fulfilment partner
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	The fulfilment landscape has changed
	Not so long ago, fulfilment was viewed as a back-office function for many ecommerce businesses. Orders were picked, packed and dispatched, with success measured by whether parcels left the warehouse on time. That’s no longer enough.
	Customers don't separate the buying experience from the delivery experience – they see them as one and the same. A beautifully designed website or compelling marketing campaign counts for very little if an order arrives late, incomplete or damaged.
	That's why fulfilment has become a commercial issue, not just an operational one.
	According to PwC's Global Consumer Insights Survey, delivery speed, convenience and reliability remain among the most important factors influencing where consumers choose to shop. For ecommerce brands, the experience after checkout is now just as important as the experience before it.
	The pace of ecommerce growth has only reinforced this shift, and as more brands compete online, fulfilment is becoming one of the few areas where businesses can genuinely differentiate themselves.
	Today's fulfilment operation influences far more than delivery. It affects:
	Customer satisfaction and repeat purchases    Product reviews and brand reputation    Inventory accuracy and stock availability    Marketing performance during promotions    Marketplace seller ratings    International expansion    Profitability
	In other words, fulfilment has moved from the warehouse to the boardroom.
	The businesses leading the next phase of ecommerce growth aren't choosing fulfilment partners based solely on warehouse space or shipping costs.
	They're looking for operational partners who can improve customer experience, provide better visibility across the supply chain and create the foundations for sustainable growth.

	Yesterday’s model
	One warehouse serving every market
	Price-led provider selection
	Manual processes and limited visibility
	Basic carrier options
	Fulfilment viewed as an operational necessity
	Focus on dispatching orders

	Today’s model
	Multi-channel, multi-market fulfilment
	Technology-driven operations
	Real-time inventory and order visibility
	Flexible carrier networks
	Fulfilment aligned with commercial strategy
	Focus on customer experience, profitability and scalability


	Why choosing the wrong partner costs more than you think
	Many businesses compare fulfilment providers using a simple checklist of storage fees, pick-and-pack charges and shipping rates.
	They're easy to compare because they're visible on every proposal. The problem is they're only part of the picture. What rarely appears in a pricing comparison is the cost of poor operational performance.
	The true value of a fulfilment partner lies in their ability to support your business as it grows. Operational performance directly affects customer satisfaction, repeat purchasing, marketplace performance and your ability to scale efficiently.
	A provider that appears less expensive on paper can become significantly more costly when delays, inaccuracies and service failures begin to impact the wider business.
	The right fulfilment partner should help your business become more efficient over time, providing the infrastructure, technology and expertise needed to improve performance as order volumes increase.
	Rather than asking, "Who offers the lowest fulfilment costs?", brands should be asking, “Which partner will help us deliver the best customer experience while protecting profitability as we grow?”

	The hidden costs of poor fulfilment
	The true cost of poor fulfilment rarely appears on a warehouse invoice. Instead, it shows up across the wider business.
	Small operational issues often create larger commercial consequences, increasing costs while damaging customer trust and limiting future growth.
	Common operational problems include:
	Order inaccuracies    Late dispatches    Inventory discrepancies    Delivery delays    Poor communication    Inefficient returns processing
	These issues often lead to wider business challenges.
	85% of online shoppers say a poor delivery experience makes them less likely to shop with a retailer again
	Operational issue
	Commercial impact
	Picking errors
	Increased returns, replacements and customer complaints
	Delayed dispatch
	Poor customer reviews and cancelled orders
	Inventory inaccuracies
	Overselling, stockouts and lost revenue
	Slow returns processing
	Reduced customer loyalty and delayed refunds
	Limited reporting
	Poor forecasting and weaker commercial decisions
	Inflexible operations
	Difficulty scaling during seasonal peaks or business growth


	What modern fulfilment should deliver
	Today's fulfilment operation should create value far beyond the warehouse.
	It should improve customer experience, provide the technology needed to make better decisions, scale alongside your business and support long-term commercial growth.
	The best fulfilment partnerships aren't built around pick rates or parcel volumes alone.
	Customer experience Every delivery is a brand experience. Accurate orders, reliable delivery and simple returns help encourage repeat purchases and strengthen customer loyalty.
	Scalable operations As your business grows, your fulfilment operation should grow with it. Flexible capacity, efficient processes and operational resilience ensure you're ready for seasonal peaks and future expansion.
	Technology integration Modern fulfilment depends on connected systems. Real-time visibility and seamless integrations give you actionable data to help improve decision-making.
	Strategic partnership The strongest fulfilment providers don't simply process orders; they become an extension of your team, providing support and continuous operational improvement.
	Profitability and growth Effective fulfilment reduces operational costs, improves customer retention and creates the foundations for sustainable, profitable growth.

	Part B Defining your requirements
	Understanding your fulfilment profile
	One of the biggest mistakes ecommerce brands make is choosing a fulfilment partner based on where the business is today, rather than where it's heading.
	A provider that works well when you're shipping 50 orders a day may struggle when you're processing 500. Likewise, a warehouse that's ideal for a single Shopify store may become a constraint once you expand into Amazon, retail, TikTok Shop or international markets.
	The reality is that fulfilment requirements rarely stay the same for long. Products change. Customer expectations evolve. Sales channels multiply. Seasonal peaks become more demanding. The businesses that scale successfully are those that choose operational partners capable of growing with them.
	Before comparing providers, take a step back and define what your business actually needs – not just today, but over the next three to five years. Ask yourself:
	How many orders do we process today, and where will that number be in 5 years?
	Which sales channels are driving growth?
	Do we expect to launch new products or enter new markets?
	What delivery experience do our customers expect?
	Are we solving today's challenges or preparing for tomorrow's opportunities?
	Understanding these requirements makes it easier to identify providers that are genuinely aligned with your business, rather than simply comparing costs.
	The biggest change is how brands view fulfilment. Five years ago it was viewed as a warehouse function, but today it's recognised as a competitive advantage that influences customer experience and long-term growth.
	JANE DERBYSHIRE SALES & COMMERCIAL DIRECTOR, IFGLOBAL




	Building your fulfilment profile
	The more clearly you understand your operational requirements, the easier it becomes to identify a fulfilment partner capable of supporting your long-term objectives.
	The following areas provide the foundation for evaluating potential fulfilment partners.
	Area
	Questions to consider
	Order volumes
	How many orders do you process daily, weekly and monthly?
	Sales channels
	Do you sell through Shopify, Amazon, marketplaces or wholesale?
	Product characteristics
	Are products oversized, fragile, regulated or temperature-sensitive?
	Inventory
	How many SKUs do you hold and how frequently do they change?
	Customer expectations
	What delivery speeds and service levels do your customers expect?
	Growth plans
	Are you expanding into new products, channels or international markets?


	Domestic vs international fulfilment
	International expansion has never been more accessible. Today, even relatively small ecommerce brands can reach customers around the world through marketplaces, social commerce platforms and  direct-to-consumer websites.
	However, selling internationally and fulfilling internationally are two very different things.
	Shipping every order from a single UK warehouse might work when overseas sales represent a small proportion of your business. As international demand grows, longer delivery times, higher shipping costs and more complex returns can begin to affect both profitability and customer experience, making it even more important to choose a fulfilment strategy that aligns with your growth ambitions.
	Domestic fulfilment
	For businesses focused on a single market, priorities typically include:
	Fast, reliable delivery    Cost-effective carrier selection    Accurate inventory management    Efficient returns processing    Operational simplicity

	International fulfilment
	Brands expanding into overseas markets should also consider:
	Cross-border shipping expertise    Customs and compliance support    Regional fulfilment options    International carrier networks    Duty and tax management    Local returns capabilities
	For many businesses, international fulfilment is no longer just shipping parcels overseas.
	As customer expectations continue to rise, successful brands are increasingly adopting regional fulfilment strategies that improve delivery performance while providing greater operational control.
	The right fulfilment partner should be capable of supporting both today's operations and tomorrow's expansion plans.


	What level of scalability do you need?
	Growth is rarely linear.
	One successful product launch. A retailer listing your products. A viral TikTok video. A Black Friday promotion that exceeds expectations. Any one of these can double or triple order volumes almost overnight.
	The challenge isn't generating demand; it's fulfilling it consistently.
	This is why scalability should be considered from the very beginning of your fulfilment partner selection process.
	When evaluating providers, don't just ask whether they can cope with your current volumes. Ask how they cope when things go exceptionally well.
	Questions worth asking include:
	What happens if order volumes double during peak trading?
	How quickly can warehouse capacity be increased?
	Can additional sales channels be integrated without disruption?
	How does your technology perform as order volumes grow?
	What contingency plans are in place during unexpected demand spikes?
	How quickly can new products or fulfilment services be introduced?

	Fulfilment maturity model
	Every ecommerce business follows a slightly different journey, but most fulfilment operations evolve through four distinct stages.
	Stage 1: Establish
	Building a reliable operation with efficient picking, packing and dispatch for a single market.

	Stage 2: Optimise
	Introducing technology for better reporting and stronger inventory visibility to improve operational efficiency.

	Stage 3: Scale
	Supporting multiple sales channels, higher order volumes, enhanced carrier networks and increasingly complex customer expectations.

	Stage 4: Expand
	Regional fulfilment, international operations and advanced inventory strategies enable long-term global growth.
	As you move through these stages, fulfilment becomes increasingly strategic. The right partner should evolve alongside your business, providing the capability and expertise needed to support every stage of your growth rather than forcing operational change when existing processes reach their limits.


	Part C How to evaluate fulfilment partners
	By this stage, you should have a clear understanding of your fulfilment requirements and where your business is heading. The next step is choosing a partner that can help you get there.
	Many ecommerce brands make the mistake of comparing fulfilment providers on pricing and warehouse location alone. While these factors are important, they reveal very little about how a provider will perform when order volumes increase, customer expectations change or unexpected challenges arise.
	The best fulfilment partnerships are built on operational capability, commercial understanding and the ability to adapt as your business evolves.
	When evaluating providers, focus on these key areas that will have the greatest impact on your long-term success.
	Warehouse network
	Your warehouse network directly influences delivery speed, shipping costs and your ability to serve customers efficiently.
	For some businesses, a single fulfilment centre is enough. For others, particularly those selling internationally or managing multiple sales channels, warehouse location can influence delivery times, shipping costs and inventory availability.
	Evaluate providers based on:
	Warehouse locations Storage capacity and flexibility Inventory accuracy Same-day dispatch capabilities Peak season capacity Business continuity planning
	The right warehouse network should improve delivery performance today while providing the flexibility to support future growth.

	Technology capabilities
	Technology has become one of the most important differentiators between fulfilment providers.
	Modern ecommerce operations require accurate, real-time information across inventory, orders and shipping performance. Manual processes and delayed reporting can quickly lead to overselling, stock discrepancies and poor customer experiences.
	A modern fulfilment platform should provide:
	Real-time inventory visibility Order tracking and status updates Ecommerce platform integrations Marketplace connectivity Automated shipping rules Performance reporting and analytics API connectivity for future integrations
	Technology should provide more than operational visibility. It should enable better commercial decisions by giving businesses greater insight into fulfilment performance.

	Carrier relationships
	Shipping is one of the largest costs for most ecommerce businesses, but it's also one of the biggest opportunities to improve customer experience.
	Not every order should travel with the same carrier. The supply chain disruptions of recent years have highlighted the importance of resilience. Businesses that relied on a single carrier often found themselves with limited alternatives when networks became congested or service levels changed.
	Strong fulfilment partners build relationships across multiple carrier networks, giving brands greater flexibility when balancing cost, speed and reliability.
	Ask providers:
	Which domestic and international carriers are available? How are carriers selected for each shipment? Can delivery services be customised? What contingency plans exist during carrier disruption? Can shipping performance be monitored across carriers?


	The cheapest fulfilment provider often becomes the most expensive once service failures, delayed deliveries and customer complaints begin to impact the wider business.
	MATT DAVIES, SENIOR STRATEGIC CLIENT MANAGER, IFGLOBAL
	Service levels and operational performance
	The best fulfilment operations are measured by consistency rather than promises.
	Clearly defined service level agreements provide transparency around operational performance and establish accountability between the brand and its fulfilment partner.
	Key performance indicators to review include:
	Order accuracy On-time dispatch Inventory accuracy Goods-in processing times Returns processing times Order cut-off times Stock reconciliation procedures
	Requesting historical performance data can provide valuable insight into how consistently a provider delivers against its service commitments not just when everything goes to plan, but during busy periods too.

	Customer support
	Even the best fulfilment operations occasionally encounter challenges.
	When issues arise, responsive communication and proactive problem-solving can significantly reduce operational disruption.
	One delayed shipment may be unavoidable. Poor communication about it is not.
	Evaluate how providers support their clients by considering:
	Dedicated account management Response times Escalation procedures Operational reviews Continuous improvement initiatives Strategic guidance as your business grows
	A fulfilment partner should operate as an extension of your business with a genuine understanding of your commercial priorities rather than simply a third-party supplier.

	Returns management
	Returns are no longer just an operational process. They are a key part of the customer experience and a key opportunity to strength customer loyalty.
	A slow or inefficient returns process increases operational costs while reducing customer satisfaction and repeat purchasing.
	An effective returns operation should include:
	Simple customer returns processes Rapid product inspection Fast refunds and exchanges Efficient inventory restocking Clear reporting on return reasons Opportunities to identify recurring product or operational issues
	The best fulfilment partners use returns data to help highlight product quality issues, packaging improvements, sizing problems and opportunities to reduce future return rates.



	Evaluating the complete fulfilment solution
	Each of these capabilities contributes to a fulfilment operation that supports sustainable growth.
	Rather than assessing providers on individual features alone, brands should evaluate how effectively every element works together to create a reliable, scalable, customer-focused operation.

	Warehouse network
	Supports faster delivery, inventory availability and future expansion

	Technology/ software
	Provides visibility, automation and operational control

	Operational performance
	Delivers consistent service and protects customer experience

	Customer support
	Resolves issues quickly and supports long-term growth

	Carrier relationships
	Optimises shipping cost, speed and resilience

	Returns management
	Reduces costs while improving customer satisfaction

	Part D Looking beyond price
	Why the cheapest quote can become the most expensive decision
	When comparing fulfilment providers, it's natural to focus on the headline costs.
	Storage rates    Pick-and-pack fees    Courier pricing
	These figures are easy to compare, but they rarely reflect the true cost of fulfilment. Less visible costs often have a far greater impact on business performance.
	Customer service teams responding to delivery enquiries    Refunds resulting from picking errors    Lost revenue caused by inventory inaccuracies    Time spent manually investigating operational issues    Poor customer reviews affecting future sales    Reduced repeat purchase rates
	None of these appear as line items on a fulfilment proposal, but all of them affect profitability.
	A provider offering the lowest rates may introduce hidden operational costs that quickly outweigh any initial savings. Delayed dispatches, inaccurate inventory, poor communication and inefficient returns all have a direct impact on customer satisfaction, profitability and long-term growth.
	The question shouldn’t be: "Who offers the cheapest fulfilment?"
	It should be: "Which partner will help us grow more profitably?"
	While operational costs remain important, they should always be considered alongside the commercial value a fulfilment partner delivers.
	Lowest cost
	vs
	Long-term value
	Low storage fees
	High inventory accuracy
	Low pick-and-pack charges
	Reliable order accuracy
	Lowest shipping rates
	Flexible carrier optimisation
	Basic reporting
	Real-time operational visibility
	Reactive support
	Strategic account management
	Limited scalability
	Infrastructure and technology  designed for growth



	Questions every brand should ask
	Choosing a fulfilment partner is a significant commercial decision.
	Beyond pricing, brands should understand how a provider operates, how they measure success and whether they can support future growth. The quality of their answers can often reveal more than the pricing proposal itself.
	Operational performance
	What are your current order accuracy and inventory accuracy rates?
	How do you perform during peak trading periods?
	What service level agreements do you guarantee?
	How do you measure operational success?

	Technology
	How does your platform improve visibility across inventory and orders?
	Which ecommerce platforms and marketplaces do you integrate with?
	What reporting is available to support commercial decision-making?
	How does your technology evolve over time?

	Customer experience
	How do you support different delivery options?
	How are customer issues resolved?
	What does your returns journey look like?
	How do you measure delivery performance?

	Growth
	Can you support international expansion?
	Do you offer multiple warehouse locations?
	How quickly can additional capacity be introduced?
	How do you support clients as their requirements evolve?

	Partnership
	Will we have a dedicated account manager?
	How often do you review performance with clients?
	Can you provide examples of helping brands scale?
	How do you identify opportunities for continuous improvement?

	Storage rates and pick fees are easy to compare. Operational performance is much harder to measure, but it's the difference between fulfilment that functions and fulfilment that drives growth.
	DAN THOMPSON, COMMERCIAL AND PARTNERSHIPS MANAGER, IFGLOBAL


	Warning signs to watch out for
	Not every fulfilment provider is equipped to support a growing ecommerce business.
	While every operation has its own strengths, there are common warning signs that may indicate future challenges.
	Be cautious if a provider:
	Focuses almost exclusively on price    Cannot clearly explain their service level performance    Offers limited visibility of inventory or order status    Relies heavily on manual processes    Has limited ecommerce integrations    Cannot demonstrate experience supporting growing brands    Has little contingency planning for seasonal demand    Treats returns as an afterthought rather than part of the customer experience    Is unwilling to provide operational performance data
	None of these issues may be immediately apparent during the sales process, but they often become significant operational constraints as order volumes increase.
	Choosing a fulfilment partner is a long-term decision. It's worth looking beyond today's proposal to understand how that partnership will perform over the next five years.

	Choosing a partner, not just a provider
	One of the simplest ways to assess a fulfilment provider is to consider the questions they ask you.
	Do they only want to know how many pallets you have and how many orders you ship? Or are they asking about your customers, growth plans, sales channels and future ambitions? The best fulfilment partners are naturally curious.
	They'll want to understand where your business is heading, what's driving customer demand, which operational challenges you're experiencing, and what success looks like in three years' time. Because only by understanding your business can they build an operation capable of supporting it.
	If every conversation revolves around storage costs and pick-and-pack fees, you're probably discussing logistics.
	If the conversation centres on customer experience, scalability and long-term growth, you're beginning to build a strategic partnership.

	Part E Building a long-term partnership
	Choosing a fulfilment partner is not simply a procurement decision. It is the beginning of a relationship that should evolve alongside your business.
	As your business grows, customer expectations will change, new sales channels will emerge and operational requirements will become more complex. The right fulfilment partner should be capable of adapting to these changes, providing the expertise, technology and operational support needed to help your business scale with confidence.
	The strongest fulfilment partnerships are built on collaboration, transparency and a shared commitment to continuous improvement.
	Onboarding successfully
	A successful partnership begins long before the first order is dispatched.
	Effective onboarding establishes the operational foundations that support long-term performance. Clear planning, accurate data and open communication help minimise disruption and ensure a smooth transition into a new fulfilment operation.
	A structured onboarding process should include:
	A dedicated implementation plan    Accurate inventory migration    Integration with ecommerce platforms and marketplaces    Carrier configuration and shipping rules    Product and SKU validation    Order testing and quality assurance    Agreed service levels and communication processes
	Taking the time to get onboarding right reduces operational risk and provides confidence that your fulfilment operation is ready to support customers from day one.
	The strongest client relationships aren't built solely around contracts. They're built around continuous improvement, honest conversations and a shared commitment to helping the business grow.
	JARAD MESSHAM, SENIOR CLIENT SUPPORT MANAGER, IFGLOBAL



	KPIs that matter
	If you can't measure performance, you can't improve it. Yet many ecommerce businesses still focus on operational metrics that tell them what's happened, rather than helping them understand why.
	While many providers report operational activity, the most valuable metrics are those that demonstrate how fulfilment contributes to customer experience and business performance.
	Brands should regularly review performance against key indicators.
	KPI
	Why it matters
	Order accuracy
	Reduces returns, replacements and  customer complaints
	On-time dispatch
	Supports customer satisfaction and  delivery performance
	Inventory accuracy
	Prevents overselling and stock discrepancies
	Delivery success rate
	Measures the effectiveness of the  fulfilment operation
	Returns processing time
	Improves customer experience and  inventory availability
	Order cycle time
	Highlights operational efficiency from order  receipt to dispatch
	Customer support response
	Ensures operational issues are resolved quickly
	Reviewing these metrics on a regular basis helps identify opportunities for continuous improvement while ensuring the fulfilment operation remains aligned with business objectives.




	Future-proofing your fulfilment operation
	Ecommerce continues to evolve.
	Customer expectations change. Technology advances. New sales channels emerge. Businesses expand into new markets. The fulfilment operation that supports your business today may not be the one you need tomorrow.
	Rather than asking whether your current provider can support today's order volumes, consider whether they can support the business you are building over the next three to five years.
	Questions to consider include:
	Can our fulfilment operation scale as order volumes increase?
	Can new sales channels be integrated quickly?
	Do we have the flexibility to expand internationally?
	Is our technology providing the visibility we need?
	Are we continuously improving operational performance?
	Can our fulfilment partner adapt as our business evolves?
	Future-proofing fulfilment is not about predicting every change. It is about building an operation with the flexibility, technology and expertise to respond confidently when change happens.
	Strategy

	Scoring

	Conclusion
	Choosing the right fulfilment partner is an investment in your future
	As ecommerce continues to evolve, fulfilment has become far more than an operational function.
	It influences customer experience, profitability, scalability and ultimately the long-term success of your business.
	The right fulfilment partner does more than store inventory and dispatch orders. They become an extension of your business, providing the operational expertise, technology and strategic support needed to help you grow with confidence.
	While pricing will always play an important role, the most successful ecommerce brands understand that fulfilment should be evaluated on the value it creates over time. Reliable operations, accurate inventory, responsive support and continuous improvement all contribute to stronger customer relationships and more sustainable growth.
	Choosing a fulfilment partner is therefore not simply about meeting today's requirements. It is about selecting a partner that can evolve alongside your business as new opportunities and challenges emerge.
	Whether you are refining your current operation or evaluating a new provider, the principles remain the same: understand your requirements, look beyond headline costs and build a partnership founded on trust, transparency and shared ambition.
	The businesses that succeed tomorrow will be those that choose fulfilment partners capable of supporting their growth today, and every stage that follows.



