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INDUSTRY CONTEXT

A $1.2 Trillion Market with a Blind Spot

The global 3PLsector is the backbone of modern supply chains. Yet the further inventory
moves from the warehouse, the less visibility providers have — and the more it costs

them.

$1.2T+

Global 3PL market size in 2024,
growing at 8-10% CAGR
through 2032

] [3]

$47.1B

Spare parts logistics market
value in 2024, driven by FSL
network expansion [71

72,937

3PL businesses operating in
the United States in 2024

“~

90%+ 63%

Fortune 500 companies
outsourcing logistics to third-
party providers

[71 [4]

A INDUSTRY CONTEXT — THE ACCURACY DIVIDE

the competitive landscape for the next decade.

Inventory Accuracy: Warehouse vs. Field

In-warehouse (best-in-class) G $99%+
In-warehouse (industry average) caTT———  99%
Field stock (industry qverqge) T 63%

Field stock (best-in-class) e ) 99.8%

Average field inventory
accuracy across 3PLs — versus
99%+ in-warehouse

“~

68%
o
Of service delays caused by

unavailable parts — not transit
failures

[5]

While global 3PL revenue is projected to exceed $2.0 trillion by 203021 the industry's persistent blind
spot s field inventory. The warehouse has been optimised over three decades of WMS investment —
accuracy above 99% is table-stakes [4] Butthe moment inventory leaves the dock door — to FSLs, trunk
stock, consigned sites, or rep-managed depots — average accuracy falls to 63%. Best-in-class
shrinkage in a warehouse is €0.01%. In field environments, the average is 2-4%!%] This is nota
technology problem — the tools exist. Itis an adoption problem, and the 3PLs who solve it first will define

Shrinkage Rate: Warehouse vs. Field

Best-in-class warehouse | <0.01%
Average warehouse (1.44%) o 1.44%
Field / FSL average (low) [ ») 2%
Field / FSL average (high) - 4%

[e]
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FOREWORD

The Warehouse Is Optimised.
Everything Beyond It Is a Blind Spot.

"We can tell you to the pallet what's in every bay of our central DC. We
cannot tell you with confidence what a field engineer in Lyon has in the

back of his van.”
[14]

The third-party logistics industry has invested heavily in warehouse management technology. Cycle counts
run continuously. Barcode scanners and RFID track every pallet movement. Al-powered slotting optimises
putaway. Warehouse accuracy at or above 99%!*1is now the minimum standard for any credible operator.
These are genuine achievements built over decades.

They stop at the dock door. For 3PLs serving medical device companies, industrial OEMs, field service networks,
and life sciences clients, critical inventory sits far beyond the warehouse. It lives in Field Stock Locations
(FsLs) — small, distributed sites close to end customers. It travels as trunk stock in field engineers’ vehicles. It
sits on consignment at customer premises, technically owned by the 3PL or its client but physically beyond
direct operational control.

In late 2025, Ventory Research surveyed 312 operations, field logistics, supply chain, and IT leaders/*
across 3PLs in EMEA, North America, and APAC. We asked how they track field inventory today, how confident

they arein its accuracy, whatit costs when visibility fails,and what their plans are for 2026.

X RESEARCH THESIS

This report addresses three questions: (1) How severe is the field visibility gap today? (2) What is the
quantifiable annual cost per operator? (3) What separates the 14%"! of 3PLs that have closed the gap
from the 86% that have not? The findings reveal a compelling commercial opportunity — not just for
operational improvement, but for a fundamental repositioning of what field logistics service can mean.

The findings are striking. The gap between warehouse performance and field performanceis not a
technology problem in 2026. Purpose-built platforms exist that solve it precisely, integrate in weeks, and pay
back within a single contract cycle. The gap is adoption, integration confidence, and organisational will. The
3PLs who closeit first will not merely reduce costs — they will unlock a category of value-added services that

redefines their customer relationships and creates durable competitive advantage.
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EXECUTIVE SUMMARY

Four Numbers That Define

the Field Inventory Crisis

Our survey of 312 3PLoperations leaders reveals an industry caught between warehouse
excellence and field obscurity — where solutions exist but adoption remains dangerously

low.

of 3PLs still rely on spreadsheets, phone calls, or
email to manage field and consigned

inventory — with no dedicated platform
deployed

18%

Only 18% are "very confident” in their real-time
field stock accuracy — a figure essentially
unchanged since 2023

X KEY FINDING — THE SHRINKAGE GAP

1 o 1
3PL operations leaders experienced a customer

SLA breach directly caused by a field inventory
error in the past 12 months

79%

rate field inventory visibility as a top-3 strategic
priority for 2026, yet only 14% have deployed a
dedicated platform

The most underappreciated costis shrinkage differential. Best-in-class warehouse operations
achieve under 0.01% shrinkage[‘*]. The average field/consigned environment runs at2-4% — a 200-
400x gap. For a 3PLmanaging $50M in field inventory, that differential is between $995,000 and
$1,995,000 in annual write-offs['“] No warehouse optimisation offsets this. The field is where the
money is being lost — and where the greatest margin recovery opportunity sits.

The research also reveals a capability-confidence paradox. 79% say field visibility is a top-3 priority, yet fewer
than1in 5 have the data confidence to actonitin real time. This is not a budget problem — 39% cite budget
as a barrier, but 56% cite integration complexity"] as the primary obstacle. The implication is clear: the

right solution must complement existing ERP and WMS infrastructure rather than displacing it.
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ABOUT THE RESEARCH

Who Responded

312 validated respondents across three geographies, representing 3PLs from SMB

through large enterprise. All hold operational or strategic responsibility for field or
consigned inventory management.

Respondent Role Organisation Size
Operations / Logistics Director -« 34% Large Enterprise (1,000+ — 38%
employees) °
Field / Supply Chain Manager o« 28%
Mid-Market (250-999 employees) @ 35%
IT / Systems Director @ 22%
SMB (Under 250 employees) «@ 27%
C-Suite [ VP ® 16%
Geography Field Locations Managed
EMEA - 44% 100+ field / FSL locations - a1%
North America - 38% 25-99 field / FSL locations @ 33%
APAC L J 18% Fewer than 25 locations «@ 26%

XN SAMPLE DESIGN NOTE

All respondents were validated as holding decision-making authority or significant influence over field
inventory within their organisations. The sample skews toward large enterprise (38%) and mid-market
(35%), reflecting the higher complexity — and higher stakes — of field inventory management at scale.
Respondents from 3PLs without a field inventory function were screened out. Full methodology is
disclosed atthe end of this report.
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SECTION 01

The Visibility Problem

The tools in use today are notfitfor the precision thatmodern 3PL contracts demand. The

gap between how inventory is tracked and how it needs to be tracked has never been

wider.

How do you track field stock today?

Phone calls / email to field teams

WMS extension or module

-
Shared spreadsheets [ Excel -
@
ERP field inventory module «

®

Dedicated field inventory platform

71%

49%

46%

31%

27%

14%

How confident are you in real-time field

stock accuracy?

Very confident
Somewhat confident

Not very confident

Not at all confident

45%

# INDUSTRY CONTEXT — WHY ERPS FAIL AT FIELD & CONSIGNED INVENTORY

weeks, with the ERP recording only periodic batch reconciliations. Trunk stock may never enter an ERP
transaction until consumed or returned. This physical-vs-financial split means ERPs structurally

under-count field availability™ and over-count stock on hand — creating false confidence that
leads directly to service failures and emergency freight costs.

18%

37%

31%

14%

ERP systems are architected to manage financial inventory — ownership transfers, valuation entries,
and reconciled balances. Field and consigned inventory operates differently: physical stock moves
before ownership changes[*‘]. A consignment at a hospital depotis drawn down incrementally over
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SECTION 02

The Cost of Getting It Wrong

Field inventory errors generate measurable, recurring costs — appearing simultaneously

across emergency freight, SLA penalties, shrinkage, and manual reconciliation labour.

SLA & Customer Impact — Past 12 Months Shrinkage & Write-Off Experience
Emergency freight dispatched [ 73% Expired stock written off [ 68%
i 9 © t ile field stock
SLA breach from field stock error - 62% annot reconcile rield stoc - 61%
monthly
Customer escalations from errors D 57%
Field shrinkage rate above 2% [ 54%
Contract penalty clauses triggered 38%
Overstocking identified at FSLs [ ] 66%

X KEY FINDING — THE COMPOUNDING COST PROBLEM

What makes field inventory errors so costly is theircompound nature. A single unavailable part
triggers emergency freight (cost 1) that arrives too late to prevent an SLA breach (cost 2) that generates
a customer escalation (cost 3) and a penalty clause (cost 4) — while the original inventory
discrepancy remains unreconciled for another month (cost 5)[%1 No single line item captures this; it
appears across five different budget lines simultaneously. This is why the aggregate cost — modelled
in the next section — consistently surprises operators when itis first calculated.

Critically, 73% of respondents[“‘] have dispatched emergency freight in the past12 months specifically
because of a field stock visibility failure — not because the inventory did not exist, but because they did not
know where it was. This is the clearest indicator that the problem is data, not supply. In the majority of cases,
the part exists somewhere in the network. The failure is the inability to locate it in real time.
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COST MODELLING

Annual Cost of Field Inventory Invisibility

Estimated annual costrange for a 3PLoperating 100+ field stock locations, based on

industry benchmarks and survey-reported incident frequencies. These are conservative
estimates.

Low HIGH
COST CATEGORY PRIMARY DRIVER
ESTIMATE ESTIMATE
Emergency freight & 73% report unplanned emergency
2
expedited logistics Y ceREE shipments[Surveyl
Shrinkage, loss & unreconciled $180,000 $450000 2—4/1,[f;]eld shrinkage vs. <0.01% best-in-
stock class
SLA penalty payments to $120.000 $350,000 62% eE(spiﬁ‘rlLer]\ced SLA breach from field
customers errors y
Manual reconciliation labour 61% cannot reconcile field stock
e $200,000 $400,000 monthlylsurvey]
Explred & obsolete stock $150.000 $300,000 68% repo[riueripe)lr]ed stock write-offs
write-offs annually v
Overstocking capital tied up 66% identified systematic
at FSLs DRI DR overstocking[Surveyl
TOTAL ESTIMATED ANNUAL 3 . .
$1,200,000 $2,800,000 Per 3PL with 100+ field locations

COST

X ROIINTERPRETATION

The ROI case for field inventory digitization is among the most straightforward in supply chain

technology. At the low-end cost estimate of $1.2M annually, a solution that eliminates even 60% of

those costs — a conservative target given the operational evidencel™! — generates a payback period
measured in months, not years. When the value-added services revenue opportunity is included

(customer-facing portals, premium reporting, real-time consignment dashboards), the commercial

case strengthens further. The question is not whether the investment pays back. Itis whether it pays

back fast enough to justify prioritisation over competing capital projects.

$1.2M

Minimum annual cost
(100+ FSL operator)

$2.8M

Maximum annual cost
(100+ FSL operator)

<3 mo

Typical payback at 60%
cost reduction

3—-6 wk

Standard deployment
timeline
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SECTION 03

What Best-in-Class Looks Like

14% of respondents have deployed dedicated field inventory platforms. Their operational

metrics — and commercial positioning — are measurably and decisively different from

the remainder of the market.

Reactive

Phone / email field check-ins
Spreadsheet reconciliation
Monthly or quarterly counts
No real-time visibility
Reactive replenishment only

ERP records lag field reality

No customer-facing reporting

TIER 2

Operational

WMS or ERP field module active
Partial real-time visibility
Weekly reconciliation possible
Some mobile capability
Financial ERP integration only
Manual exception management

Basic customer reporting

X KEY FINDING — WHAT DIFFERENTIATES TIER 3

TIER 3 — OPTIMISED

14%
Optimised

v Dedicated field inventory platform
v Real-time visibility: all locations

v Automated replenishment
triggers

v Mobile-first field workflows
v Customer-facing visibility portal
7 Full ERP /[ WMS integration

v Expiry & serialisation tracking

Tier 3 organisations share four distinguishing traits: (1) A single source of truth — one platform is the
system of record for all field stock, not a patchwork of spreadsheets and ERPmodules. (2) Customer-
facing visibility as a VAS — clients see their own consigned inventory in real time, transforming an
operational costinto a billable premium capability. (3) Automated workflows — replenishment, cycle
counts, and stock requests are system-initiated. (4) ERP integration without replacement — they
complement SAP, Oracle, or Dynamics without multi-year transformation projects. DHL Supply Chain's
white-label deployment across 6+ verticals demonstrates how this model scales commerciolly.[”]

10



SECTION 04

The Path Forward

The technology to digitize field inventory exists, integrates within weeks, and pays back

within a single contractcycle. Execution — notinvention —is what separates operators
who will lead from those who will follow.

Top Capability Priorities for 2026 Barriers to Adoption

Real-time field stock visibility - 76% Integration complexity with ERP - 56%
Mobile app for field engineers - 64% :i::;mge management / adoption - 48%
Customer-facing inventory portal 58%

Unclear ROl [ business case - 42%
Automated replenishment triggers a» 55%

Budget constraints - 39%
ERP / WMS integration - 51%

Lack of awareness of solutions -«@ 33%
Expiry / lot / serial tracking - 47%

X KEY FINDING — TECHNOLOGY EXISTS. EXECUTION IS THE GAP.

Thatintegration complexity (56%) outranks budget (39%) as the primary barrier reveals a perception
problem: many operators believe digitizing field inventory requires replacing their existing ERP or WMS. It
does not. Purpose-built field inventory platforms are architected to sit alongside SAP, Oracle, and
Dynamics, synchronising physical reality with financial records without displacing them. Standard API
integrations are live within 3—6 weeks™}; even custom API deployments complete within 6—8 weeks.
On the conservative $1.2M cost estimatel™], a solution eliminating 60% of those costs generates

payback measured in months, not years.
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CUSTOMER PERSPECTIVES

From the Operations Floor

Selected verbatim perspectives from survey respondents who have navigated the

transition from reactive to optimised field inventory management. All accounts are

anonymised.

We were managing eighteen
FSLs for a single medical device
client using WhatsApp groups
and a shared Excel file. When a
field engineer needed a part
urgently, they'd call the depot,
who'd call another engineer. We
had no idea what was actually
at each location. We'd dispatch
emergency freight only to find
out the part was two miles away
in someone’s boot. The
reputational cost with the client
was as bad as the financial one.

Director of Field Operations

Our ERP told us we had 340 units
of a critical spare. Field
reconciliation found 287. A 15%
discrepancy on a high-value
component. The missing stock
was eventually found — some
consumed, some expired, some
lost — but that reconciliation
took six weeks of manual effort.
Real-time visibility would have
caught that drift the moment it
started. We now run field
reconciliation in four hours, not

Six weeks.

VP Supply Chain

X KEY FINDING — THE COMMERCIAL REFRAME

The commercial shift surprised
me. | thought we were solving
an ops problem. What we
actually created was a new
service line. We now sell real-
time consignment visibility as a
premium tier to three of our top
customers. Two of them
expanded their contracts
specifically because of this
capability. It paid for itself in the
first renewal cycle.

Chief Operating Officer

Across qualitative responses™], a consistent theme emerges among organisations that have
successfully digitized field inventory: the investment pays back commercially, not just
operationally. When field visibility becomes a customer-facing product — a portal, a real-time
dashboard, automated alerts — it creates switching costs and contract stickiness that operational
improvements alone cannot generate. 68% of service delays are attributed to unavailable pa rs[®];
3PLs who solve that problem for clients shift from commodity vendor to strategic supply chain
partner — a positioning that commands better margins and longer contracts™],
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CONCLUSION

The Warehouse Is Digitised.
The Field Is Next.

The evidence assembled in this report points to a single, clear conclusion: the investment in warehouse
technology over the past three decades has been a genuine success. Accuracy above 99%, shrinkage
below 0.01% at best-in-class operators, real-time visibility down to the pallet — these are real achievements.
They stop atthe dock door.

Beyond that door, the average 3PL operates with 63% inventory accuracy[“], shrinkage between 2-4%'%], and
a reconciliation process that consumes weeks of manual labour per month. The cost — between $1.2M and
$2.8M annually for an operator with 100+ field locations — is a structural leak that compounds year on year,
eroding margins and client trust simultaneously.

N% $2.8M

Still managing field stock via spreadsheets or Maximum annual cost of field inventory invisibility
phone calls in 2026 per 100+ FSL operator
[4] [14]

14% 3—6 wk

Have deployed a dedicated field inventory platform Standard deployment timeline for integration with
— a significant first-mover advantage window ERP/WMS
[a] [a]

“The 3PLs who digitise field inventory first will not just reduce their costs.
They will redefine what field logistics service means — and make it very
difficult for anyone who follows to compete on the same terms.”

The question for 3PL leadership is not whetherto digitise field inventory — the data answered that years ago.
The question is whether to act now, as one of 14% who have done so™], or to wait until field visibility is the
minimum standard customers expect and the commercial advantage has been captured by a faster-

moving competitor.
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METHODOLOGY DISCLOSURE

Research Methodology

This reportcombines primary quantitative survey research with secondary deskresearch

drawing on publicly available analyst reports and industry benchmarks.

Primary Survey Methodology

A structured online survey was conducted across EMEA, North America, and Asia-Pacific between October
2025 and January 2026. Respondents were recruited via professional networks, industry associations, and
logistics conference attendee lists. All respondents were validated as holding operational or strategic

responsibility for field inventory, consigned stock, or FSLs within their organisations.

()

312 3 34 £5.5%

Validated respondents Geographies surveyed Survey questions Margin of error at 95%
across 5 topic areas confidence

SecondaryResearch & Data Validation

Secondary research validated survey findings against published industry benchmarks and analyst reports.
Where survey data aligned directionally but not precisely with published figures, the more conservative
figure has been used. Market sizing was drawn from GM Insights, Straits Research, IMARC Group, Mordor
Intelligence, and Fortune Business Insights — ranges are presented where sources differ materially. All

secondary sources are cited in the Bibliography.

ROI Modelling Approach

The annual cost table (Section 02) was constructed by applying survey-reported incident frequencies to
industry-benchmarked unit costs for each incident type. Ranges reflect the spread across respondent
organisation sizes. Figures represent estimated annual costs for a 3PL operating 100+ field stock locations;
operators with fewer locations should scale accordingly. These figures are illustrative and should not be

used as the sole basis for investment decisions without operator-s pecific validation.

XN DATAINTEGRITY NOTE

Ventory commissioned this research independently. No respondent was aware of Ventory's
involvement during data collection. Survey responses were anonymised and processed by an
independent research partner before analysis. No individual or company-level data has been
disclosed. The methodology was reviewed for statistical validity prior to publication.
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) VENTCRY

TRANSFORM YOUR FIELD OPERATIONS

Total control of your
inventory.
Anywhere. Anytime.

Ventory gives 3PLs real-time visibility across every FSL, trunk
stock location, and consigned inventory position — without
replacing your ERP or WMS.

99.76% 6x 450+ 1-2 wks
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