
TIPS TO OVERCOME THE CHALLENGES
OF IN-HOUSE FULFILLMENT

PET PRODUCT SUPPLIERS

ECOMMERCE FULFILLMENT 
GUIDE TO OPTIMIZE

FOR

BUY



Introduction

Every dog has his day, and for pet product suppliers it could be 
their time to shine. In fact, the online pet supply industry showed a 
55 percent growth in 2016 over previous year’s sales. With 84.6 
million US households home to a furry, feathered or scaled friend, 
this year’s total pet supply spending is estimated to reach $69.3 
billion.

The importance of online for the pet retail industry was confirmed 
after seasoned brick-and-mortar chain’s recent $3.35 billion 
acquisition of 5-year-old online-only competitor—the largest 
eCommerce acquisition of all time! With the growth of online retail 
showing no signs of slowing down, pet supply retailers must find 
ways to get ahead of the competition and claim their spot as top 
dog in the growing online industry.  

Pet suppliers must enhance the customer experience while 
remaining cost-competitive to stand out in the dog eat dog 
eCommerce world. This eBook highlights unique challenges pet 
supply retailers face in online order fulfillment and provides 
“training tips” to optimize operations, earning pet suppliers “best in 
show” recognition by consumers.
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Not all online shipments are created equally, when it comes to 
fulfilling pet supplies, unique factors must be managed for 
successful delivery and happy customers. It all starts with proper 
care of existing inventory. This includes optimized storage, 
handling and inventory management of kibble, collars and tiny pink 
bomber jackets. 

Inventory management increases margins by limiting unnecessary 
storage of slow-moving SKUs. The more time that elapses while 
an item is sitting in a warehouse, the more the merchant’s margin 
shrinks. This is especially important for large SKUs which take up 
more space than smaller, faster-moving items. 

(Think of bulky pet carriers vs. chewable dog treats… excess 
inventory of treats that are re- ordered will not negatively impact 
margin as much as excess pet carriers which do not involve repeat 
purchases.)

      •     Oversized Items
      •     Bundled Items & Promotions
      •     Master Cases
      •     Heavy Goods
      •     Temperature-Sensitive Products
      •     Lot-Tracked Goods
      •     Specialized Packaging
      •     Subscription-Based Orders

Inventory for  Animal Friends

Inventory

Training Tip: Large & Heavy Goods

Reduce unnecessary motion by making it easier for 
large items to be picked. Store frequently ordered 
heavy goods, such as large bags of kibble, within easy 
reach that does not require staff to depend on 
additional equipment or strenuous lifting. 

PET PRODUCTS REQUIRING SPECIAL HANDLING:



INDIVIDUAL ITEM,
ITEM-LEVEL SKU

Increase Profits with Master Cases

Master cases are a great way to decrease labor and increase 
profits. Offering a discounted price on a master case versus 
buying individual items incentivizes customers to order in bulk 
and reduce your costs of labor. 

For example: Your manufacturer produces bite-sized peanut 
butter treats that come in a case of 6 individually packaged 
bags. You sell these dog treats as individual items that require 
the case to be broken down and processed individually. 
Creating a unique master SKU that identifies an order of six as 
one master case, allows you to receive one item versus six, 
saving you time and money on additional labor and packing 
materials.  

Inventory

A UNIQLE 
MASTER SKU

MASTER CASE

Obedience School: Understand the Basics

Master case sometimes referred to as a master carton, 
a master case is a box of same SKUs as produced and 
packaged by the manufacturer.

Master SKU is a unique identifier that refers to all 
contents of a master case, when not broken down. This 
is different from item level SKU of individual contents.

TYPES OF SKUs



> 54M TONS
OF GOODS TRANSPORTED
VIA FREIGHT

ADVANCED
SCHEDULING

LTL
SHIPMENTS

All this talk of inventory, yet we haven’t addressed how to improve 
inventory transport. With over 54 million tons of goods transported 
via freight in the US each day, freight is kind of a big deal. Whether 
importing warehouse inventory for your high-end, Victorian dog 
dress collection or sending stock to a brick-and-mortar retailer, 
optimizing freight is an important step in streamlined order fulfill-
ment. 

Pet products suppliers can save money on freight shipments with 
advanced scheduling and less than truckload (LTL) shipments. 
Begin with proper freight planning and early scheduling to avoid 
added costs of expedited service. and leverage use of shared LTL 
shipments. Hiring a freight professional can pay off many times 
over by giving you access to the best freight options and the best 
price for every shipment. Experienced freight managers can 
remove the headaches that come with scheduling shipments, 
tracking and international freight transports. 

When preparing outbound shipments to a retail customer or 
fulfillment center, optimizing the receiving process ensures your 
product is received accurately, quickly and with no additional costs 
to you. Product that has been separated into single SKU cartons 
results in improved efficiency and faster order processing. 

Freight

HIRE A
FREIGHT PROFESSIONAL

HOW TO SAVE MONEY ON FREIGHT

DID YOU KNOW?

Training Tip: Outsource Fulfillment & Freight

Today's modern fulfillment centers are no longer 
one-trick ponies. Support services, including domestic 
and international freight management, are offered by 
fulfillment centers to provide pet product suppliers with 
hands-free freight operations. 

Don’t Put the Cart Before the Horse - 
Freight First!



Unfortunately, cats are not known for their contributions to 
efficiency… in fact, a quick YouTube search for “cats 
demanding attention” shows evidence supporting to the 
contrary. Kitting, on the other hand, can save time and increase 
order accuracy for all your pet goods. Items that are often sold 
in pairs can be assembled as a “kit” for a more efficient picking 
process. 

Kitting can also be a good strategy when running promotions 
that anticipate a high volume of a similar order. Examples 
include “buy one, get one” promotions or a free sample with 
purchase of specific product. 

Packing

Training Tip: Kitting & Promotions

When running promotions, assess the offer to ensure 
additional shipping and packing material costs do not 
outweigh the benefits of the promotion.

Improve Efficiency with Kittens Kitting

BUY ONE 
GET ONE FREE

FREE SAMPLE
WITH PURCHASE

+

+

COMMON KITTING EXAMPLES

SAMPLE

BUY ONE 
GET ONE FREE+SHAMPOO

SHAMPOO CONDITIONER

CONDITIONER



Investing in the right training and resources to properly package 
pet supplies is crucial to delivering on customer expectations. Take 
the time to train employees on proper packaging to reduce damag-
es and avoid penalties of hazardous materials shipping. (A surpris-
ingly large number of pet products are classified as dangerous 
goods, which is covered in greater detail later in this eBook.) 

Products should be packed in the best-fit box to protect contents. 
For fragile items, rule of thumb is two inches of protection on all 
sides of the item. Using the best fit packaging can help minimize 
dimensional weight to keeps costs of packaging at a minimum. 

Packaging is a great way to enhance product presentation to your 
customers. Some retailers choose custom tissue paper, gift 
wrapping and hand-written notes to add to the perceived value of a 
higher-end retail experience. However, if it is not a key component 
for your brand, unnecessary packaging materials should be 
avoided. Evaluate the costs (materials and labor) versus value 
when it comes to branded boxes, special filler material, and 
inserts.

Packing

Training Tip: Simplified Packing Materials 

Limit the variety of packaging materials and 
components of a packaged shipment to keep costs low, 
management of stock simple, and packing process 
efficient. 

Stay Ahead of the Pack - Proper 
Packing of Pet Products PACKING TIPS FOR PET PRODUCTS
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Pet owners desire fast shipping and base a large part of their 
decision to purchase from an online store on shipping cost and 
speed. Retailers must offer customers fast shipping if they want to 
compete for 89% of online shoppers. That means delivery within 2 
days! Additionally, pet suppliers often face the challenge of ship-
ping heavy products. This can mean higher shipping costs (espe-
cially when expediting delivery), but it doesn’t have to come at a 
hefty price with the right strategy in place.

Pet product suppliers can deliver US orders within 2-days using 
ground shipping and avoid the exorbitant costs of expedited 
shipping. Kill two birds with one stone by employing multiple, 
strategically located fulfillment locations. The cost of adding a 
warehouse is often low and can be quickly recouped with the 
savings in shipping! By storing inventory in an east coast, west 
coast, and central warehouse, orders can be processed and 
shipped out of the location closest to your end customer. Reducing 
the distance traveled decreases your cost of shipping and the time 
it takes for your customer to receive their order. 

Also, keep in mind a little negotiation can go a long way! Opening 
an account with a carrier can give you the ability to leverage the 
relationship for lower shipping costs. An established pet products 
retailer with consistent volume can often obtain discounted 
shipping rates with certain carriers. This is how large fulfillment 
houses are able to offer their clients substantially discounted 
shipping – by leveraging years of high volume, daily shipments. 
While discounts may be minimal for smaller merchants, small 
savings add up!

Shipping
Fast & Free Shipping - 
The Elephant in the Room

OFFERING FREE SHIPPING INCREASE SALES

SHOPPERS SPEND 30% 
MORE PER ORDER WHEN 

FREE SHIPPING IS 
INCLUDED

SHIPPING AND HANDLING 
COSTS TRIGGERED 52% 

OF THE ONLINE CART 
ABANDONMENT

A FREE SHIPPING OFFER 
THAT SAVES A 

CUSTOMERS $6.99 IS 
MORE APPEALING THAN 

A $10 DISCOUNT

http://www.cnbc.com/2016/10/25/online-orders-must-be-delivered-in-two-days-to-be-considered-fast.html

FREE 
SHIPPING

FREE SHIPPING



Shipping carriers compare dimensional weight to a pack-
age’s metric weight to determine if the space a package 
occupies during shipping will cost more than the package’s 
actual weight (this is done to optimize load space in delivery 
vehicles). Two items that weigh the same amount but take 
up vastly different amount of space in a delivery vehicle will 
have different shipping costs. 

It’s important for pet product suppliers to be aware of the 
space shipments will occupy so precautions can be taken to 
ensure minimum shipping costs. Minimizing total 
dimensional weights of light shipments can save you money 
on shipping. If you have control over the manufacturing of 
products, evaluate the current packing to determine the 
most effective packaging. 

Shipping

Training Tip: Fast OR Free Shipping?

When margins don’t allow fast AND free shipping, 
choose to offer free shipping over fast shipping. Ninety 
percent of consumers will wait longer for a package if 
shipping is free. 

Monkey Business? Understanding 
Dimensional Weight & Carrier Requirements MANAGE HIGH SHIPPING COSTS

HEAVY PRODUCTS LARGE ITEMS HIGH SHIPPING 

COSTS

UNIQUE CHALLENGES

MULTIPLE FULFILLMENT LOCATIONS

MULTIPLE

LOCATIONS
FAST DELIVERY DECREASE SHIPPING 

COST



PET PRODUCTS POTENTIALLY CLASSIFIED 
AS DANGEROUS GOODS

When it comes to products that may contain chemical 
properties, such as dog shampoos or medications, 
determine if special labeling for hazardous materials 
shipping is needed. Carrier and regulatory requirements for 
liquids, glass, flammable items and dangerous goods vary 
and improper packaging and labeling can result in penalties. 
Shippers are responsible for following the federal rules and 
regulations that determine how dangerous goods must be 
transported, packed and labeled.  In addition, shippers must 
ensure that any staff responsible for handling dangerous 
goods shipments have successfully completed hazardous 
materials training and certification by the Department of 
Transportation, and follow labeling and packaging guidelines 
specified by OSHA, EPA and DOT. Be sure to research both 
your products and their ingredients to avoid fines and penal-
ties resulting from negligently shipping hazardous materials. 

Shipping

      •     Aquarium Surface Cleaners
      •     Aquarium Water Treatments and Test Kits
      •     Cleaning Solutions for Enclosures
      •     Cordless Clippers
      •     Deodorizers
      •     Ear and Eye Care
      •     Flea, Lice and Tick Control
      •     Fly and Mosquito Control
      •     Grooming Products
      •     Itch Remedies
      •     Medications
      •     Nutritional Supplements
      •     Pet Perfumes
      •     Repellents
      •     Topical Wound Treatments



Customer satisfaction in the online pet world depends on more 
than the pre-purchase customer experience. Strong competition in 
online and offline pet supply industry no longer leaves room for 
errors or missed customer expectations. 

The post-purchase customer experience is key to customer loyalty. 
Delivering a positive experience during the last stage of the sales 
transaction creates happy customers and happy profits. 

Communicating with customers throughout the fulfillment process 
regarding the status of their order strengthens customer 
relationships and promotes repeat purchases. Don’t miss out on 
this opportunity to build customer loyalty. Customers expect 
updates following a purchase and are more likely to open email 
communications from your business during this time. Use this to 
your advantage by including upcoming promotions on order status 
emails to encourage return visits to your pet supply store.  

Providing easy returns may seem counter-intuitive, however 
offering hassle-free returns is essential in building trust. While not 
all items may be returnable, those that are should be made easy to 
return. A consumer who is on the fence about purchasing a new 
product can be swayed with an easy return policy that creates 
peace of mind. A prohibitive or unclear return policy may prevent 
customers from giving new products a chance.  

Customer Satisfaction

Training Tip: Lot Tracking for Streamlined Returns
Lot tracking for pet food and nutritional supplements 
gives manufacturers and retailers the ability to track 
these items by manufactured lots, expiration and 
freshness dates. This allows for recalling products 
along the supply chain and properly restocking returned 
items to inventory.  

TRACKING

FAST SHIPPING
& DELIVERYACCURACY

EASY 
RETURNS
PROCESS

TIMELY 
ORDER CONFIRMATION

POST-PURCHASE 
CUSTOMER EXPECTATIONS

Happy Pets, Happy People



Conclusion
Fast-growing online pet product retailers take advantage of 
every opportunity to remain competitive in the booming 
eCommerce world. With the growing online pet market, 
retailers can increase their share of sales by optimizing 
fulfillment to enhance customer experience and increase 
customer loyalty. 

The unique obstacles of pet product suppliers can be 
overcome with the right shipping and fulfillment strategy. 
Focusing on individual areas of the fulfillment process can 
streamline the post-purchase experience and increase 
profits.

Online pet supply retailers with limited resources can find it 
challenging to optimize order fulfillment while growing their 
business. Outsourcing eCommerce fulfillment alleviates the 
headaches stemming from the post-purchase stages of 
online retail and customer experience management. 
Streamlined order processing, pick and pack, shipping and 
returns from an experienced provider allows pet product 
suppliers to focus on customer acquisition… because you 
have bigger fish to fry. 



About 
Rakuten Super Logistics

Founded in 2001 as Webgistix, Rakuten 
Super Logistics is a global leader in 
ecommerce order fulfillment. Operating a 
strategic, nationwide network of fulfillment 
centers, Rakuten Super Logistics protects 
e-commerce retailers’ reputation with fast and
accurate order fulfillment. The company’s
SmartSuite of e-commerce services include
SmartFill, SmartStock, and SmartShip
Optimizer for calculating the optimal shipment
method so orders are delivered at the lowest
cost at guaranteed delivery times.

REQUEST A FREE QUOTE
866 - 955 - 7793 || ww.rakutensl.com
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50 Fulfillment Tips
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Improve Your Fulfillment Today. Get actionable tips 
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