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Unlocking
Hidden Margins

Diagnosing $78M in Returns and Operational
Inefficiencies for a Global Tech Distributor

A DATA-DRIVEN PATH TO PROFITABILITY



Background & 0Objectives

The
Challenge

The
Solution

;CA“Q ctn | strat IC shift in handling high-risk product
categories.
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THE MACRO VIEW

Global Financial Footprint

] S3.34B

revenue generated
across 8 countries

~

S78.81M

iNn reversed revenue
hidden within a
2.36% rate

v
~

20.06%

stock risk driven by
iInventory
mismanagement
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'he Leak: $78.81M in Efficiency Gap: 20.06% Out
reversed revenue hidden in of Stock Risk indicates
the 2.36% rate. inventory mismanagement.

Scale: Consolidated
$3.34B revenue across 8
countries.

Net Sales GM Returned Orders Select Sales Person
$3.34bn $21431M ($78.81M) 20.06%
V 642% A 2.36% Select Warehouse Select Sales Order No Select Payment
Brasil Canada Chile France India Thailand UK USA All All All
Sales & GM Manufacturer Returns Date Analysis

2022 $118.54M A 10.11% A 5.76%
A 1152% V¥578%
¥ 696% A 1.80%

e S ecM 2023 $84.54M

38%* Z22z2904¢z &% 2024 $719.87M

2025 $1,973.49M Y6.04% V251%
Total $3,337.32M ¥V 6.42% A 2.36%
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@ Total Net Sales =———GM Year Total Net Sales M GM % Return %
. b 12 % 2021 $49.57M V887% V476%
___,F-~-’."/--/f \\ 10% Y Retur
I — - 6%
2022 2023 2024 2025

Foundation The Engine: Power Bl Dashboard Integration |
Sales Data « Returns Data « Warehouse Logs ¢ Product Categories
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warehouses IN6BQ & CAB080

e

Root Cause
Analysis

L everaging dashboards developed by NCRIi, the distributer's leadership gained clear
visibility into the warehouses driving the highest return rates, their impact on net sales
and gross margin, and the root causes behind these value leakages, mentioned below

1

Inconsistent return
handling processes.

G

2

Reconciliation
delays leading to

inventory blindness.

=

3

Uneven process
controls causing

fulfilment errors.

The table highlightes Warehouse
Return Rates vs Portfolio Average.
It compares the return rates of
multiple warehouses (NV500,
ZBS00, IN6OO, CA600) against a
Portfolio Average of 2.36%. NV500
and ZBS00 are below the
average, while IN6OO and CA600
are significantly above if.

Warehouse Returns

WareHouse Number Net Sales Return %

v

$1.25M V¥ 5.13% V 8.77%
-$0.45M V¥ 498% V¥ -384.15%
$0.08M V¥V 106.88% VWV 34.57%

-$0.79M - 15.15% V¥ -253.53%
$0.02M A 103.34% V¥ 23.55%

- — — e ——

$3,337.32M V¥ 6.42% A 2.36%
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Systemic Policy Violations

~

Despite a 14-day return policy, actual return processing timelines have extended to 90-99 days, resulting in a 7x increase in
compliance violations between 2021 and 2025. This sustained delay has led to significant inventory lock-up, directly impacting
operational efficiency and increasing regulatory and compliance risk year over year.

/

Return Tlme The Rule: 14 Days.

Sales Order No Creation Date Ship Date geiay Return Total Net Sales Original Sales Order E}?SR:;SIE};?;;U;E processed 90-99 m/p \
RA413029 2024-11-20 2025-02-27 ¥ 99 days ($1,658.80) K3037615 0 mei e ol it 1
RA416756 2025-04-16 2025-07-23 v 98 days ($1,352.00) K3099440 g /x Increase
RA412214 2024-10-24 2025-01-29 ¥ 97 days ($46.17) B6095191 X- in Violations
RA416756 2025-04-16 2025-07-21 ¥ 96 days ($12,168.00) K3099440 S
RA414884 2025-02-05 2025-05-09 ¥ 93 days ($83.79) B9023824 =
RA415114 2025-02-12 2025-05-16 ¥ 93 days ($23.67) B9035383 2
RMA000003720 2025-07-14 2025-10-15 ¥ 93 days ($21.23) L1024018
RA412128 2024-10-22 2025-01-22 ¥ 92 days ($385.48) K3003215
RA413202 2024-11-25 2025-02-25 ¥ 92 days ($4.72) B89S55825
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Thank You

-

Schedule a 30-minute
Strategy Session

~

[ Book Your Session ]
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NCR:

Group of Companies

Contact:

www.ncrisolutions.com
marketing@ncrisolutions.com

Headquarters:

Suite # 300, 5060, Spectrum Way,
Mississauga, ON L4W 5N5, Canada

Regions:
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