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Startups, particularly in the eRetail 
space, can grow at alarming rates. They 
can also experience high volatility in 
their growth, booking hundreds of 
thousands of dollars in sales one month, 
mere thousands a few months later, only 
to find another spike the next quarter. 

This uncertainty can make areas of the 
business extremely difficult, and expen-
sive, to plan for, particularly if the startup 
does everything in house. One of those 
areas is order fulfillment: the process of 
quickly and accurately processing online 
orders. 

Order fulfillment entails the menial tasks 
that happen between someone pressing 

the ‘buy’ button and the product actually 
arriving on their doorstep: from pulling 
the right product, packaging, postage, 
organizing the delivery in the fastest 
amount of time, and negotiating with 
shipping carriers (like DHL, UPS and 
FedEX) so you don’t kill your sales with 
high shipping fees.

If a startup underestimates their growth, 
they may have too little capacity, too 
few warehouses, and hire too few 
workers. Then, when the orders flow in, 
they become overwhelmed and ship-
ments become delayed or do not go out 
at all. 

This hurts customers, and causes the 
business to lose out. As they scramble 
to readjust, competition in the industry 
has the opportunity to take the lead.

― If you grow quickly and can’t ship fast enough to meet  
 demand, your service declines, and you lose customers.
― Costs can balloon if you don’t plan and prepare for the  

 growth you actually have, not the growth you expect.
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For a fledgling startup company, overesti-
mating growth can be just as deadly as 
underestimating.  The extra overhead from 
your unused capacity may drive you under 
before you have the chance to fully develop 
your business. 

Both underestimating and overestimating 
growth are deadly situations that often 
result from the constraints of fixed capacity 
in the short term. For a startup, it is difficult 
to predict the right amount of capacity to 
develop, and even harder to make adjust-
ments it quickly if things go wrong. 

Properly estimating growth is just the tip of 
the iceberg when it comes to trying to run a 
startup effectively. While order fulfillment is 
a mundane task, it should not be taken 
lightly; order fulfillment is a major contribu-
tor to the success and eventual reputation 
of your business. Often, when startups 
choose to “DIY” their order fulfillment, they 

don’t realize the numerous steps that this 
important part of their eCommerce business 
entails. Designing inventory management 
systems, processing returns, negotiating 
shipping rates, managing return policies, 
and delivering on those promises all by 
themselves are just a few of the responsibil-
ities and tasks that come along with 
in-house order fulfillment. This long list of 
order fulfillment duties will eat up valuable 
time that you could otherwise be spending 
in other parts of your business, like product 
development, marketing or planning promo-
tional events.  

In today’s world of lean business, DIY is not 
always best. Crowdfunded startups that 
meet or exceed their goals, particularly in 
the earliest stages, need a variable capacity 
that can only be gained by outsourcing. 
That way they can quickly scale their 
capacity up or down based on changing 
business conditions, which is particularly 
helpful for startups with trending products.
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Know Your Needs

So you’re thinking about outsourcing your order fulfillment? Not sure where to 
start? Before your start exploring your fulfillment partner options, you need to 
know your needs -- because most order fulfillment companies will need this 
information to provide you with a fulfillment proposal. Here’s a helpful checklist 
of things to know before you start looking for a fulfillment partner:

 Estimate your shipping volume, 
perhaps in a range such as between 
________orders and _______ orders 
per month.

 Where do you need your   
 products shipped to? 

 ▪      Local
 ▪      National
 ▪       Continental
 ▪      Global

 How many backorder do you   
 have______?

  What is your budget? A price range 
might be best, since you could face 
variable order volumes. ($__________ - 
$__________ / month)

 How much do your products weight?

 What are your product dimensions
         ▪     _________Height
         ▪     _________Width
         ▪     _________Depth

  Do your products require any special 
handling?

 □ Yes
 □ No

FULFILLMENT NEEDS 
WORKSHEET

― How many orders do you need shipped?
― Where do you need them? Can you use a local supply chain, or is a  

 national network necessary? Do you need international shipping?
― What is your budget?
― How long do you expect inventory to be stored? Factory and delivery?
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For most small startups that begin 
slowly, the smartest strategy is to devel-
op an in-house solution to handle their 
order fulfillment. In addition to being the 
most cost-effective solution, this 
provides important benefits that will help 
you build a successful long-term busi-
ness.

However, for businesses that have 
achieved equity funding success and 
have are facing the challenges of an 
order volume that exceeds more than 25 
orders per day -- or have more than 600 
backorders -- it’s preferable to let a 
trusted order fulfillment partner handle 
what they do best. This will allow the 
business to continue to grow, while the 
management team focuses on their core 
competencies.

A larger, national fulfillment company 
can provide whatever capacity you 
need, so you can scale up quickly, or 

maintain a variable inventory level for 
seasonal items. This way, instead of 
making poor predictions, you can track 
your products and react to demand.

It can be more cost-effective to 
outsource onto an existing network than 
to build your own. (And lower cost 
shipping can save you customers).

Once you know your business or fulfill-
ment needs, you can determine if it 
makes sense for you to outsource. The 
top four biggest factors to compare are 
speed, cost, service and time. 

It’s a given that outsourcing will save 
you time: someone else is doing that 
work now, not you. The extra time can 
be extremely valuable for growing your 
business and focusing on more import-
ant tasks like fine tuning your product, 
marketing and sales, or listening to 
customer feedback. 

Speed Cost Service Time

3 Does It Make Sense 
to Outsource?



don’t realize the numerous steps that this 
important part of their eCommerce business 
entails. Designing inventory management 
systems, processing returns, negotiating 
shipping rates, managing return policies, 
and delivering on those promises all by 
themselves are just a few of the responsibil-
ities and tasks that come along with 
in-house order fulfillment. This long list of 
order fulfillment duties will eat up valuable 
time that you could otherwise be spending 
in other parts of your business, like product 
development, marketing or planning promo-
tional events.  

In today’s world of lean business, DIY is not 
always best. Crowdfunded startups that 
meet or exceed their goals, particularly in 
the earliest stages, need a variable capacity 
that can only be gained by outsourcing. 
That way they can quickly scale their 
capacity up or down based on changing 
business conditions, which is particularly 
helpful for startups with trending products.

If outsourcing will allow you to deliver 
your products faster and for a lower 
price while protecting your online repu-
tation, the decision of whether or not to 
outsource is a no-brainer. If you can’t 
achieve any of those three, and you’re 
not spending too much time packing 
boxes, you may want to hold off on 
outsourcing and stick with your own 
network.
 
When exploring different fulfillment 
partner options, make sure to ask the 
right questions and have multiple 
options. How much will outsourcing to 
company A, B, or C cost versus DIY if 
your company grows slowly? How is 
price affected if you achieve the coveted 
hockey stick growth? What if you only 
sell during certain seasons? Be sure to 
map out the costs of each scenario and 
compare.

Next, how fast will the fulfillment provid-
er deliver? A robust fulfillment provider 
can be very confident in how fast they 
will deliver your products because they 
already make millions of deliveries each 
year. Shipping and logistics has become 
an exact and technologically intensive 
process.

Last but not least, service is a key 
element in finding the right fulfillment 
partner for your startup. Be sure to ask 
potential partners for testimonials of 
existing customers. It also might be 
worthwhile to reach out to those custom-
ers yourself. 

All of these factors are important for the 
success, growth, and reputation of your 
business. Today’s eCommerce buyers 
expect their purchases to be delivered 
with the right items in the right quantity, 
in the shortest amount of time and at the 
absolute lowest cost. If any one piece of 
the fulfillment puzzle is missing, your 
business’ reputation will be on the line.



For most small startups that begin 
slowly, the smartest strategy is to devel-
op an in-house solution to handle their 
order fulfillment. In addition to being the 
most cost-effective solution, this 
provides important benefits that will help 
you build a successful long-term busi-
ness.

However, for businesses that have 
achieved equity funding success and 
have are facing the challenges of an 
order volume that exceeds more than 25 
orders per day -- or have more than 600 
backorders -- it’s preferable to let a 
trusted order fulfillment partner handle 
what they do best. This will allow the 
business to continue to grow, while the 
management team focuses on their core 
competencies.

A larger, national fulfillment company 
can provide whatever capacity you 
need, so you can scale up quickly, or 
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maintain a variable inventory level for 
seasonal items. This way, instead of 
making poor predictions, you can track 
your products and react to demand.

It can be more cost-effective to 
outsource onto an existing network than 
to build your own. (And lower cost 
shipping can save you customers).

Once you know your business or fulfill-
ment needs, you can determine if it 
makes sense for you to outsource. The 
top four biggest factors to compare are 
speed, cost, service and time. 

It’s a given that outsourcing will save 
you time: someone else is doing that 
work now, not you. The extra time can 
be extremely valuable for growing your 
business and focusing on more import-
ant tasks like fine tuning your product, 
marketing and sales, or listening to 
customer feedback. 

you can take advantage of low-cost 
ground shipping that delivers to your 
customers in 2 days or less.

- 100% Guarantee: This is our 
promise to you: your orders will be 
shipped within 1 business day, with 100% 
accuracy. If it’s wrong, we pay. Learn 
more about how make this possible with 
our SmartSuite systems, which are 
cloud-based fulfillment services designed 
to meet the needs of busy, fast growing 
eCommerce retailers.

- Personal & Responsive Support: 
RSL SmartSupport provides you with 
professional customer support that 
ensures your fulfillment runs smoothly. All 
communications are responded to within 
3 hours.

You Us
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― If you are thinking of using Rakuten Super Logistics for your  
 order fulfillment now or sometime down the road, here’s a brief  
 guide to what you can expect us to bring to your business

2-Day Delivery Network

- Partnership:  when you grow, we 
grow. Our success depends on you, so 
the team at RSL will do our best to quickly 
and accurately deliver your brand in every 
shipment. It is our goal for your customers 
to get the best shipping experience possi-
ble, so that we can grow together.

- Technology: Our cloud-based 
Webgistix SmartSuite technology will 
allow you control and oversight of your 
fulfillment operations. This means you 
have more time to focus on what matters: 
growing your business.

- 2-Day Delivery Network: We have 
warehouses in New York, Las Vegas, 
Reno, Scranton, Atlanta and Austin and 
we have plans to continue to expand with 
more warehouses coming onboard this 
year. By using multiple fulfillment centers 



REQUEST A FREE QUOTE TODAY!
866-955-7793  || www.rakutensl.com

         About Rakuten Super Logistics U.S.

Founded in 2001, Rakuten Super Logistics U.S. (formerly Webgistix www.webgistix.com) is a 
Rakuten, Inc. (4755: Tokyo) company and a global leader in eCommerce order fulfillment. 
Operating a strategic, nationwide network of fulfillment centers, Rakuten Super Logistics U.S. 
protects eCommerce retailers’ reputation with fast and accurate order fulfillment. The Rakuten 
Super Logistics U.S. SmartSuite of eCommerce 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, and SmartFreight a turn-key freight service.
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