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Consumers are demanding more and more from retailers. Retail organizations are 
obliging and scrambling to outdo their competition with aggressive commitments to 
customer service: Same-day delivery, one-hour delivery, a huge selection of items, 
inventory always in stock, free returns, and on and on. However, the logistics needed to 
fulfill these promises are complex – and costly, if not done strategically and efficiently.  

Meeting these demands is putting a huge amount of pressure on traditional warehousing 
processes and forcing the status quo to quickly evolve.  And while we think of the 
giant, pure-play eCommerce retailers as having the upper hand in making and keeping 
customer promises, we’re seeing smaller and more nimble brick-and-mortar retailers 
thinking strategically and developing new ways to stay competitive and gain market 
share. 

In this white paper, we’ll look at the approach of a combined push and pull-based 
logistics strategy, its effects on the warehouse, and how it can help niche retailers 
respond nimbly and profitably to customer needs.  

GOING ON OFFENSE
The biggest online retailers have helped create high expectations among consumers. 
Amazon, for example, has set the bar when it comes to delivery commitments. Amazon 
Prime promises free two-day shipping of Prime items anywhere in the U.S., and even 
same-day delivery in certain metro areas. 

The promises of two-day shipping and same-day delivery aren’t blanket promises, 
however. They depend on the item ordered, where it’s located, and where the customer 
wants it delivered. Amazon’s promises are based on careful market analysis and models 
of each market and channel. Shipping and delivery promises also rely heavily on 
inventory optimization: knowing exactly which items with which attributes are located in 
which locations – and even whether a third-party vendor should be brought in to help 
fulfill promises to customers. 

Niche e-retailers, who in the past have been overshadowed by logistical powerhouses 
like Amazon, are attempting to leverage their strengths to gain market coverage (and 
share) without breaking the bank on logistics.

COMBINED PUSH AND PULL-BASED LOGISTICS STRATEGY
One approach that traditional retailers are using to keep bold customer promises (and 
gain back market share) is with a combined push and pull-based logistics strategy. 
With it, you can react efficiently to fast-changing customer demands, but also take into 
account economies of scale within your existing operations. 

What’s Required?
To implement a successful combined push and pull-based logistics strategy, you need a 
foundation of systems and capabilities. 
�� The ability to consistently intersect with your consumers across all possible channels, 
including eCommerce, brick-and-mortar retail stores, and in-store pick-up – in all 
technologies (i.e., think mobile and quality in-store experience). 
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�� Planning systems that keep you in stock – right product, right 
place, right time. Interaction across all channels requires 
visibility and planning across all channels. Technology that 
fits your needs and processes are crucial to helping you 
understand where items are and when more are needed. 
�� Execution systems predicated on efficiency and scale. 
Distribution and transportation systems that stay nimble will 
provide the backbone for your ability to turn an inquiry into a 
sale – and ensure that you see that customer a second time.
�� Logistics providers that will keep your promise. If you rely on 
a third party for a service, then thoroughly vet them. You may 
not be able to hit the consumer expectation – but maybe a 
partner can. The fulfillment of your customer promises will 
rely just as heavily on the flexibility and reliability of your 
logistics providers as on your own team. 
�� Proximity to customers. In certain markets, to meet customers’ 
high expectations, which often involve the speed and ease 
of order delivery, your facilities have to be nearby in order 
to optimize time and cost. This is especially important in 
markets where the “guys in the brown shirts” cannot help you 
(i.e., appliances).

The Challenges of Being “Close Enough” to Customers
The furniture industry, due to the size and nature of its products, 
has traditionally shipped to consumers from geographically 
centralized distribution facilities. But this often requires the 
customer (or, in some cases the loss-leader shipper) to 
pay expensive shipping fees due to the product’s size and 
its distance from the final destination. Some retailers are 
lessening this hurdle by opening new/smaller facilities closer 
to customers - thus gaining the advantage of faster/cheaper 
shipping, or even allowing the customer to pick-up the item 
from the warehouse to save on shipping costs. 

As a niche retailer, proximity (and resulting service commitments) 
can be the tipping point that pushes a customer to purchase 
from you rather than a cheaper/larger retailer located farther 
away. This advantage can create a snowball effect, propelling 
continued investment in more locations to expand your reach, 
thereby continuing to gain more market share. 

Last-mile delivery options can be a great differentiator.  It also 
brings its own set of logistics challenges. For instance, in 
the example above, the retailer must consider product sizes 
ranging from a desk lamp to a couch; where does it inventory 
these items and what sort of shipping options should be 
offered? If it offers in-home delivery, how does it accomplish 
that profitably and communicate delivery expectations or 
delays to the customer? If the item is left at the doorstep, 
could it be impacted by weather conditions and what are the 
decision-making parameters around that? Are there third-party 
partners nearby to reliably deliver large items, which traditional 
package delivery companies often avoid? 

A COMBINED STRATEGY IN ACTION
Push and pull-based distribution strategies can help address 
some of these challenges in today’s high-expectation market. 
Combined, they allow you to move nimbly between each 
approach as each channel or changing market condition calls 
for it. 

Pull-Based Facilities Supporting Push Distribution
Large DCs typically operate as pull-based fulfillment facilities.  
They keep larger volumes of product in stock and are generally 
in close proximity to a customer base (sometimes the retailer, 
sometimes the consumer). These facilities can warehouse 
and ship nearly any type or size of product. For instance, a 
small-volume order can be fulfilled and shipped directly 
to the consumer - while larger products can be efficiently 
sent to cross-dock (push) operations to execute last-mile 
deliveries. These centralized locations can contain costs and 
hit most channels and product lines within today’s consumer 
expectation.  

Push-Based Facilities
Whether owned by your organization or a third-party, leveraging 
smaller push-based DCs “in region” can ensure you are within 
the consumer’s strike zone for service expectations.  At these 
locations, items are regularly and reliably delivered from the 
parent distribution center, creating confidence. As product 
arrives, it is immediately sorted, segregated (and sometimes 
prepped) for consumer delivery. These DCs can also help 
provide last-mile logistics, either directly through company 
fleets or the use of white-glove logistics providers. 

Push-based facilities typically play a key role in setting and 
managing customer expectations. They manage the consumer 
experience – including the systems and processes to efficiently 
manage the delivery and the returns. 

Product proliferation is a fact of retailing life, and there will 
never be enough push or pull-based facilities to cover every 
expectation. In cases where you can’t profitably meet these 
expectations (i.e., due to the nature of the order or product), 
leveraging third-party ship-direct can help meet service-based 
expectations of speed and accuracy. Process automation is 
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In almost every industry, buyers are becoming 
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executives, effectively meeting buyer needs has 
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key in these instances, including leveraging EDI technology, electronic invoicing, and customer visibility into the status of an order.  
Simply put, you want your customers to feel like they are shopping with you. Behind the scenes, the systems and processes that 
pass the orders, manage the finances, and communicate to the consumer are doing their job.

The Demand for a New Breed of Distribution and Logistics Systems
Push and pull-based distribution that’s responsive to omnichannel needs is not built on traditional distribution and logistics 
systems. It requires a new breed of technology that meets today’s needs while remaining nimble for future market demands, 
including:
��Warehouse management systems: A WMS must be able to adapt to your differentiating processes, not the other way around, 
with a flexible solution that can manage both push and pull-based distribution. You control the processes and workflows that 
best fit your needs - and create distance between you and your competition.  
�� Customer service applications: Managing delivery expectations is more than just fulfilling a promise of a delivery date. 
Customers expect real-time communication, including routing and proof of delivery. 
�� Transportation systems: Logistics management requires technology that understands how push distribution drives transfers – 
and reduces the costs of freight in alignment with service (i.e., if you have more time, use cheaper modes).
�� High-volume parcel applications: The increased use of parcel shipping requires modern applications that give you greater 
scalability, more carrier options, and 100% accuracy. 
�� EDI: Whether leveraging a third-party warehouse, your supply base, or a contract delivery service, you need to keep partners 
informed and enable them to execute at the highest level possible. Powerful EDI tools that are scalable and adaptable 
accelerate transactions across fulfillment channels and trading partners, thereby cutting costs and enhancing productivity.  

The race to challenge the market giants and gain “your share” is on. Leveraging existing assets, considering new partners, and 
employing new strategies that add flexibility to your operations will create confidence in your ability to execute in the new world 
order - and strengthen to your bottom line. 

HIGHJUMP: A SUPPLY CHAIN PARTNER FOR LIFE
You need the right set of tools to challenge the status quo. At HighJump, we meet your technology needs today and provide you 
with the ability to add new functionality and processes rapidly as your business evolves and scales. 

From WMS to EDI to transportation systems and beyond, HighJump gives you the freedom to assemble and configure the 
logistics solutions that fit your company today and that can evolve to fit your future needs. Whether you know exactly where your 
business is going or whether the future is uncertain, we can support your strategy, operations, and technology requirements with 
solutions that create a competitive advantage. This unique combination of functionality and flexibility is why HighJump is the last 
warehouse software partner you’ll ever need.
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