BYOBO$$

BYOBO$$ AUDIT REPORT - WHOLESALER

Business Name: Sample Distributors
Primary Contact: General Manager
Email: sample@sample.com

Phone: 555-332-1187

Number of Employees: 25 (10 sales, 10 warehouse, 5 admin/support)
Service Locations / Regions Served: Midwest & Northeast regions

Annual Revenue: $12,500,000
Number of Active Customers: 320

Average Revenue per Customer: $39,000/year

Top Product Lines: Consumer electronics, office supplies, small appliances,

packaged food, home improvement items
ERP / Inventory Software: NetSuite

Accounting / ERP Software: QuickBooks Enterprise

1. Customer Profitability Audit
Question Answer

Customer A-J listed,
revenue $40K-$600K
each

Top 10 customers
by revenue

Profit margin per 15-22% for most, 5-10%
customer for 2 largest customers

Frequency of repeat 60-70% monthly, some
orders sporadic

Customer )
. ~$800 per new client
acquisition cost

Customer retention
~78% annually
rate

Notes / Gaps

Concentration: top 5
customers make up 60% of
revenue - risk.

Low-margin top clients
reduce overall profitability.

No formal follow-up strategy
forirregular clients.

High relative to LTV for
smaller clients.

Moderate; churn higher
among small-volume
customers.
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Question Answer

Credit terms &

Net 30-60; 10% late
payment

. payments
compliance

Customer .
. By industry only
segmentation

Discounting Ad hoc; negotiated per
strategy customer

Only top 3 customers
assigned dedicated
sales rep

Key account
management

Customer Manual surveys; low
satisfaction tracking response (~20%)

Upsell / cross-sell . .
Minimal; informal
performance

Not systematically

Loss analysis
tracked

Notes / Gaps

Credit risk not closely
monitored.

No profitability segmentation
or value scoring.

No formal policy; erodes
margins.

Other profitable clients
neglected.

Data not actionable;
feedback rarely analyzed.

Significant growth
opportunity missed.

No structured process for
learning from lost
customers.

Gap Summary: Top customers dominate revenue but are low-margin; lack of

structured account management; weak retention and upsell strategy.

2. Freight & Logistics Cost Review

Question Answer Notes / Gaps
Average freight cost  $150-$250 Costs not benchmarked or
per shipment depending on size optimized.

No negotiation or preferred

Multiple carriers;

Carrier contracts rates; missed savings

ad hoc pricing

opportunities.
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Question Answer Notes / Gaps

. 90% on-time, 10% Delays mostly due to internal
Delivery performance . . . .
delays pick/pack inefficiencies.

Freight damage /

2-3% per month Moderate; some underreported.
returns

Warehouse picking ~70% on-time pick . o
o No real-time monitoring or KPIs.
efficiency rates

Inventor
y Some stockouts occur during

replenishmentlead 7-14 days . .
high-demand periods.

times
Transportation None for route Manual scheduling leads to
software optimization inefficiencies.

Rising; no tracking Costs not analyzed by route

Fuel & logistics costs L
by route profitability.

L 65-75% average Could improve with better
Load utilization )
per truck planning.

Express / rush orders 5-7% of shipments Adds untracked additional cost.

L Limited (only No cost per mile, per SKU, or per
Logistics KPIs tracked . . .
delivery time) customer metrics.
Freight improvement . No proactive plan for cost
. Minimal .
initiatives reduction.

Gap Summary: Freight costs not optimized, no analytics on cost per
customer, moderate warehouse inefficiencies, and ad hoc carrier
agreements.
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3. Inventory Aging Analysis
Question Answer Notes / Gaps

No systematic review for slow-

Total SKUs 1,200 active SKUs T
moving items.

Industry standard 6-8; below

Inventory turns 4.2 peryear
target.

Slow-moving SKUs  ~25% of inventory Holding excess obsolete stock.

Not critical yet, but indicates
Stockouts Occur 1-2% of orders ] .
gaps in forecasting.

Overstock & High carrying costs; capital tied
) 10% of total value
obsolete inventory up.

Some SKUs below

SKU profitability . Not monitored systematically.
5% margin
Estimated, no ) )

Safety stock levels Reactive; not data-driven.
formula

Inventory valuation FIEO Correct method, butirregular

method audits.

Seasonal demand . Leads to stock shortages or

. Partial, manual
planning excess.

. . ... Supplier-dependent, Nottracked for planning
Lead time variability

3-6 weeks accuracy.
Cycle counting . . .
Quarterly Could miss discrepancies.
frequency
Inventory KPIs No margin per SKU or
Turns, stockouts only o .
tracked profitability analysis.

Gap Summary: Low inventory turns, high obsolete stock, insufficient SKU
profitability monitoring, partial seasonal planning.
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4. Marketing Effectiveness

Question

Marketing channels

Marketing ROI

Answer

Email campaigns,
trade shows

Not systematically
tracked

Referrals and word-

Notes / Gaps

No digital campaignhs beyond
email.

Cannot measure cost-
effectiveness.

Customer acquisition Reliant on existing network;

channels of-mouth growth limited.
. Low; not targeted per industry
Campaign frequency Quarterly
segment.
Lead conversionrate ~15% Low; process not optimized.
. Occasional No structured promotional
Promotional offers .
discounts calendar.
Social media o o )
Minimal Weak brand visibility online.
presence
Marketing budget Very low; underinvested in
) 2-3% of revenue .
allocation lead generation.
Customer No behavior or profitability

segmentation

Industry only

segmentation.

Below average; campaigns

Email open/click rates 18%/5% o
need optimization.
Marketing .
. Ad hoc; no metrics for
improvement None formal
o success.
initiatives
Competitor marketing = . Competitor campaigns not
Limited

monitoring

tracked systematically.

Gap Summary: Marketing is underdeveloped, no ROl tracking, low digital

presence, low conversion, under-budgeted.
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5. Competitor Analysis
Question Answer

BigBox Distributors,

Top competitors )
RapidWholesale

Competitor Larger network, lower
strengths prices

Competitor Slower customer
weaknesses service

Reactive; match

Pricing strategy .
competitors

Service capabilities Similar product range

Market share Unknown
Reputation Neutral online reviews
Customer
. Average
experience
Competitor

. Observed trade shows
marketing channels

ERP similar, limited

Technol
echnology usage CRM

. New low-cost regional
Competitive threats
entrants

o Niche products & faster
Opportunities .
delivery

Notes / Gaps

Known, but few insights on
strategies.

Competitive pressure
increasing.

Weak differentiation
opportunity exists.

No structured margin
strategy.

No unique value proposition.

Lack of formal competitor
tracking.

Could improve brand
positioning.

No competitive advantage
identified.

Not fully analyzed; missed
digital trends.

Opportunities to differentiate
via service & analytics.

Risk not actively mitigated.

Not exploited systematically.

Gap Summary: Weak competitive intelligence, reactive pricing, limited

differentiation, lack of structured competitor tracking.
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6. Management Systems

Question

Reporting
frequency

KPls tracked

Decision-making

process

Budgeting &
forecasting

SOPs

Risk management

Inventory audits

Financial reporting

Software
integration

Continuous

improvement

Staff

accountability

Management

meetings

Answer

Monthly

Revenue,
stockouts

Informal

Annual

Partial

Limited

Quarterly
Monthly

ERP +
QuickBooks

Minimal

Partial

Monthly

BYOBO$$

Notes / Gaps

No weekly KPIs; delayed visibility.

No profitability per customer, per SKU,
or logistics cost metrics.

No documented process; ad hoc
decisions.

Limited predictive forecasting; reactive
adjustments.

Many processes undocumented,
especially warehouse & logistics.

Supplier delays and customer credit
risk not systematically managed.

Could miss discrepancies.
Not integrated with operational KPIs.

Manual reconciliation required;
inefficient.

No structured plan to reduce costs or
increase margins.

KPI responsibilities unclear.

Rarely reviews operational bottlenecks.

Gap Summary: Strong ERP foundation, but reporting and SOPs incomplete,

risk management reactive, KPIs limited.
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7. HR / Staff Management
Question Answer Notes / Gaps

Adequate, but skill distribution
uneven.

Total staff 25

o Insufficient for logistics & sales
Training programs  Annual

improvement.
Turnover rate 18% High for sales & warehouse staff.
Staff productivity Minimal No standard metrics for warehouse
inima
metrics or sales efficiency.
Cross-training Limited Low flexibility to cover absences.
. Occasional . .
Incentives Not tied to performance metrics.
bonuses
Performance o
. Annual Insufficient to track or correct gaps.
reviews
HR policies Partial Safety and HR manuals incomplete.
Recruitment . .
Ad hoc Leads to uneven candidate quality.
process
Employee
Low No surveys or structured feedback.
engagement
Succession . )
. None Risk of losing key staff.
planning
Staff accountability Limited KPls not assigned.

Gap Summary: Training and performance tracking weak, high turnover, low
accountability, limited incentives.

Page 8|17



BYOBO$$

8. Operations / Supply Chain

Question Answer Notes / Gaps
Order processing Could be faster with
] 2-3 days .
time automation.
Warehouse Moderate; ~70% pick Manual processes reduce
efficiency accuracy speed.

. . Causes both stockouts and
Stock replenishment Reactive
overstock.

No formal SLAS; occasional

Supplier reliability  Variable
delays.
Freight integration Manual scheduling Inefficient; no optimization.

Discrepancies occasionally
Inventory accuracy ~92% .
missed.

Limited automation for

Technology use ERP only L

warehouse & logistics.
Returns handling Manual, slow Delays credit to customers.
Operational

Picking & packing Not formally tracked.
bottlenecks

Process . Inconsistent process

. Minimal
documentation adherence.
Cycle time KPIs None formal Hard to measure efficiency.
Continuous
. Ad hoc No structured approach.
improvement

Gap Summary: Operations moderately effective, but manual processes,
poor automation, stockouts, and workflow inefficiencies reduce margins.
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9. Financial Management

Question

Gross margin per
productline

Net profit margin
Cost tracking by SKU

Customer credit
monitoring

Expense tracking

Budgeting accuracy

Profit improvement
initiatives

Financial KPIs

Cash flow
management

ERP / Accounting
integration

Capitaltied upin
inventory

Risk mitigation

Answer

15-20%

6%

Limited

Partial

Manual

Annual, +/- 10%

None formal

Revenue, gross
margin

Adequate

Partial

High

Limited

Notes / Gaps

Low-margin products dominate top
revenue lines.

Below industry benchmark (~10%).

Hard to identify unprofitable SKUs.

Late payments increase risk.

Labor & freight costs not fully
captured.

Forecasting reactive; misses
seasonal peaks.

Opportunities for SKU pruning &
cost reduction missed.

Lack of actionable insight per
customer or route.

Not optimized for seasonal peaks.

Requires manual reconciliation.

~$1.8M, including slow movers.

Credit and supply chain risks under-
managed.

Gap Summary: Margins thin, cost tracking incomplete, inventory ties up

capital, KPIs limited, risk unmitigated.
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Client: Sample Distributor
Prepared for: General Manager
Date: March 10, 2025

1. Executive Summary

Sample Distributors is a mid-sized wholesale company with 25 employees,
serving ~320 active customers across the Midwest and Northeast regions.
Annual revenue is approximately $12.5M, with a high concentration of top
clients.

The audit identifies strong revenue streams, but key operational, inventory,
and financial inefficiencies are reducing margins and growth potential. Areas
such as customer profitability, logistics, inventory management, and
marketing effectiveness present significant improvement opportunities.

Overall Segment Scores:

Score

Segment Comments
(%)
Revenue concentrated among low-margin top
Customer . )
L . 68 clients; account management weak; retention
Profitability Audit
moderate.

. o Costs not optimized; warehouse picking
Freight & Logistics

. 62 efficiency below industry best practices;
Cost Review

manual scheduling.

Inventory Aging 60 Low inventory turns, high slow-moving and
Analysis obsolete stock, partial seasonal planning.
Marketing 55 Underdeveloped; minimal digital presence, low
Effectiveness ROl tracking, low conversion rates.

Competitor 58 Weak competitor intelligence; pricing and
Analysis differentiation reactive.
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Score

Segment Comments
(%)
Management 65 ERP strong, but reporting, SOPs, and KPls
Systems incomplete; decision-making informal.
HR / Staff 60 High turnover, limited training, low
Management accountability, weak incentives.
. Manual warehouse processes, slow

Operations / . ) .. S

. 62 replenishment, inefficiencies in picking &
Supply Chain .

packing.

Financial 63 Thin margins, high inventory capital,
Management incomplete cost tracking, reactive budgeting.

Overall Audit Score: 61.7%

Interpretation:

Sample Distributors has a solid revenue base but lacks structured
management, operational efficiency, and profitability insights. Actionable
improvements could increase margins, reduce costs, and improve growth
predictability.

2. Detailed Analysis by Section
Customer Profitability Audit (68%)
e Strengths: Top customers identified; repeat business occurs.

e Weaknesses: Heavy revenue concentration; low-margin clients; ad
hoc account management; retention & upsell strategies
underdeveloped.

Freight & Logistics Cost Review (62%)
e Strengths: Multiple carriers; delivery mostly on-time.

¢ Weaknesses: No route optimization; carrier contracts ad hoc; picking
accuracy 70%; express orders untracked.
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Inventory Aging Analysis (60%)
e Strengths: SKU count and valuation known; FIFO applied.

e Weaknesses: Inventory turns low (4.2x); 25% slow-moving SKUs;
overstocked and obsolete items; seasonal planning partial.

Marketing Effectiveness (55%)
e Strengths: Email campaigns; trade show presence.

o Weaknesses: ROl not tracked; digital campaigns weak; low
conversion rates; low budget allocation.

Competitor Analysis (58%)

o Strengths: Competitors identified; strengths/weaknesses roughly
known.

e Weaknesses: Strategy reactive; pricing not data-driven;
differentiation minimal; market share unknown.

Management Systems (65%)
e Strengths: ERP in place; monthly reporting.

e Weaknesses: SOPs partial; KPIs limited; risk management reactive;
decision-making informal.

HR / Staff Management (60%)
e Strengths: Adequate staff numbers; basic HR policies.

¢ Weaknesses: High turnover (18%); minimal training; weak
performance tracking and incentives; no succession planning.

Operations / Supply Chain (62%)
e Strengths: ERP supports operations; basic warehouse workflows.

e Weaknesses: Manual processes reduce efficiency; stock
replenishment reactive; picking & packing bottlenecks.

Financial Management (63%)

e« Strengths: Revenue tracked; accounting in QuickBooks.
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¢ Weaknesses: Margins thin; cost tracking incomplete; capital tied up
in slow-moving inventory; KPI insights limited; budgeting reactive.

3. High-Priority Opportunities & Recommendations

Based on the audit, the highest-impact priorities are:

1. Customer Profitability & Account Management

Issue: Revenue concentrated among low-margin top clients; weak retention
and upsell.

Recommendations:

1. Account segmentation: Implement a formal system to classify
customers by margin, growth potential, and risk.

2. Dedicated account managers: Assign reps to top profitable clients
to increase retention and upsell.

3. Profit-focused pricing: Review discount strategy; establish minimum
margins per client or SKU.

2. Freight & Logistics Optimization
Issue: High costs, manual routing, 70% pick accuracy.
Recommendations:

1. Route optimization software: Automate scheduling and load
planning to reduce fuel and labor costs.

2. Carrier contract renegotiation: Secure preferred rates and SLAs for
reliability.

3. Warehouse process improvement: Implement barcoding and
scanning to reduce picking errors and delays.
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3. Inventory Turns & Aging
Issue: Low inventory turns, obsolete stock, reactive replenishment.
Recommendations:

1. SKU rationalization: Identify and eliminate slow-moving or
unprofitable SKUs.

2. Forecasting & safety stock: Implement data-driven reorder points
and seasonal demand planning.

3. Inventory KPIs: Track turns, margin per SKU, and stockouts for
continuous monitoring.

4. Marketing Effectiveness
Issue: Minimal digital presence, low conversion, ROl not tracked.
Recommendations:

1. Digital marketing campaigns: Launch targeted email and social
campaigns to specific industry segments.

2. Marketing analytics & CRM integration: Track leads, conversions,
and ROI systematically.

3. Promotional calendar: Plan offers, bundles, and trade show follow-
ups to increase engagement.

5. Management Systems & KPIs
Issue: SOPs partial; limited KPIs; reactive decisions.
Recommendations:

1. Document SOPs for operations, warehouse, and sales processes.

2. Develop KPIs across all departments: Customer profitability, logistics
cost per route, inventory turns.

3. Weekly operational review meetings: Use KPlIs to identify bottlenecks
proactively.
Page 15|17



BYOBO$$

6. HR & Staff Management
Issue: High turnover, minimal training, low accountability.
Recommendations:

1. Structured training programs: Warehouse, logistics, and sales
training quarterly.

2. Performance-based incentives: Tie bonuses to KPIs such as
accuracy, revenue per rep, and margin targets.

3. Succession and cross-training: Reduce risk of key staff leaving;
improve flexibility.

7. Financial Management
Issue: Thin margins, incomplete cost tracking, high inventory capital.
Recommendations:

1. Cost per SKU analysis: Identify unprofitable products and reduce
unnecessary inventory.

2. Margin monitoring: Set minimum margin thresholds and monitor in
ERP.

3. Cash flow optimization: Align purchasing with demand forecasts;
reduce capital tied in slow-moving stock.

4. Overall Summary
Strengths:

e Solid revenue base

e ERPinplace

e Experienced staff
Weaknesses:

e Customer concentration risk
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¢ Low margins ontop clients
¢ Inefficient warehouse & logistics
¢ Weak marketing & competitor strategy
o Partial SOPs & limited KPIs
Next Steps:
1. Implement customer profitability tracking and account segmentation.
2. Optimize logistics and inventory management with software and KPls.
3. Enhance marketing efforts and track ROI.
4. Strengthen management systems, HR, and financial monitoring.

Overall Audit Score: 61.7%

Once you’ve reviewed this diagnostic report, the most important next step is
turning insight into action. The findings highlight where performance is
strong, where profit is leaking, and where systems are underdeveloped but
the real value comes from prioritizing and implementing the right fixes in the
right order. We strongly recommend reviewing this report with your BYOBOSS
consultant, who can help interpret the results in the context of your specific
locations, validate assumptions, and translate recommendations into a
practical execution plan.

If you do not currently have a consultant assigned, BYOBOSS can match you
with a qualified specialist aligned with your needs and operating
environment. Your consultant will work with you to establish priorities, define
measurable targets, and guide implementation—whether that involves
improving cost controls, refining operational performance, reducing
inefficiencies, or implementing stronger management and reporting
systems. This ensures the report does not sit on a shelf, but becomes a
practical roadmap to improved performance, greater control, and
sustainable growth.
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