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How we reduced complaints
from 28 % to 0.21 %
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Outdoor and sports fashion for the mountains and the 
city
Kilpi, a brand of Ponature s.r.o., offers outdoor and sports fashion for the outdoors and 

the city, for sport and relaxation. By combining the name Kilpi (Finnish for ’Shield’) and 

the slogan ’Tested by North’, the company aims to provide customers with a true winter 

experience with its range. The winter products are complemented by summer gear, 

accessories and small items. The company currently employs 50 people, has its own 

network of brick-and-mortar stores and an e-shop. Detailed information is available at 

www.kilpisports.com/en.

The company primarily sends two types of shipments – B2C and B2B, in a 75:25 ratio in 

terms of number of orders. They primarily ship their B2C orders, which account for 10 % 

of all goods shipped, to customers in the Czech Republic and Slovakia. B2B distributes to 

business partners all over the world, specifically to 49 countries, and to their brick-and-

mortar stores. In the past, they tried 4 external and 1 in-house solution for their logistics, 

and were not 100% satisfied with any of them. They have two sales peaks during the year 

– Summer and Winter, with Winter being a year-round peak. The winter period in Kilpi 

logistics starts in late September/early October and ends in late January/February. The 

summer logistics season means 2 weeks in April. Currently, the company has approximately 

0.5 million SKUs in continuous stock, in over 14,000 unique SKUs, most of which are winter 

in nature.

A story about increasing the speed and reliability of 
outdoor fashion logistics
Receiving and stocking complete inventory, connecting and adapting to client‘s ERP system or 

logistics process setup in 3 months…

The final result?

Logistics with a significant reduction in the number of complaints, effective adaptation to (un)

expected seasonal fluctuations or better communication with clients and customers. Read the 

story we started writing at Skladon in the late Summer and early Autumn of 2019.

October, 2021

https://www.shopkilpi.cz/en/
https://www.kilpisports.com/en
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Pavel Kovář, Logistics Manager Kilpi

“It used to happen that a forklift was operating in the aisle 
where we stored products for already received orders. Access 

to this aisle was immediately banned and, for instance,
30,000 items became unavailable.“

Logistics outsourcing or in-house solution?
We have invited Pavel Kovář, Logistics Manager of Kilpi, for an interview. Pavel has been 

with the company since July 2018. He remembers working with the previous logistics 

service provider and also has subsequent experience of integrating logistics under the 

company‘s remit.

“The last external logistics company was not prepared for our type of logistics with its 

equipment and internal functioning. It is important for our orders that individual SKUs 

are available almost immediately,“ says Pavel Kovář. “The previous logistics provider‘s 

warehouse only met the requirements for classic ’factory’ logistics, where a container of 

goods is received on pallets, all the contents are stacked on pallets in four-meter racks and 

over a period of time these pallets are moved or shipped as unchanged,“ continues Kovář. 

“It used to happen that a forklift was operating in the aisle where we had stored products 

for orders that had already been received. Access to that aisle was immediately banned 

and, for instance, 30,000 items became unavailable. The moment the pallet of goods was 

removed from the shelf, the search for the required piece in the boxes began, which led to 

a further slowdown in the picking process,“ recalls Pavel Kovář. “This was unacceptable for 

us, especially when our B2C orders usually contain up to 5 different items. Similarly, with 

B2B, in most cases a specific product is requested in units.“ Not only for these reasons, 

a high percentage of complaints was standard. “I remember that we used to get up to 

50 % of claimed shipments at times with our regular and verified clients. There were 

multiple reasons for claims, such as untracked products in the warehouse or manually 

checking picked and packed goods against paper – not using a scanner and warehouse 

management system. These were therefore complaints that were directly attributable to 

the logistics partner. Among other things, the actual process of processing the received 

complaints also had strong gaps,“ Kovář illustrates.

https://www.linkedin.com/in/pavel-kov%C3%A1%C5%99-35b89a8b/
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Pavel Kovář, Logistics Manager Kilpi

“Our aim was to transfer the logistics to 
us, to manage the situation and to ensure 
that the logistics are in place for the whole 

winter season.“

For these and other reasons, Kilpi decided to develop its own logistics solution. “In October 

2018, we decided to build our own warehouse and integrate logistics fully into our remit. 

The chosen date was not the most convenient, the winter season was approaching – our 

peak season of the year.“ Therefore, there was a lot of pressure on the logistics and the 

start of operations, with really little time to prepare and implement. “It only took 10 days 

and we went from an idea to implementation – shipping the first shipments to customers. 

Initially, we struggled with staffing, process, system and other issues, but it didn‘t take 

long and our performance was multiples of the previous provider. Especially in terms of 

the number of orders processed or the number of complaints,“ recalls Pavel Kovář. During 

the move to its own warehouse, Kilpi logistics had to deal with, for example, incorrect stock 

information from the previous partner or dealing with containers stopped by customs that 

included goods already ordered by clients and customers. “Our goal was to manage the 

situation and ensure that logistics worked throughout the winter season,“ Kovář recalls. 

In the end, the winter season was successful beyond expectations. Based on the numbers 

achieved and other fulfillment key evaluation parameters, in addition to the experience 

from previous outsourcing, the option of permanent in-house logistics management was 

considered. “Gradually, however, we 

began to encounter the shortcomings 

of our own solution. If we wanted to 

move to better premises, we not only 

had to pay rent and other fees, but 

contractually guarantee ourselves 

for several years in advance. We also 

considered building our own warehouse, but when combined with reliable and custom-

developed warehouse software, we were getting into a really high upfront investment. 

In addition, we were aware that it would take a longer time horizon to build the required 

distribution center, fully prepared for our needs. We were also running into staffing issues 

related to operations. The company‘s own logistics solution automatically doubled the 

number of employees. Formal issues with warehouse staff, problems with managing 

them and setting up efficient processes began to emerge. As the employee base grew, so 

did the demands on the other related departments - in our case HR, IT, accounting. Also 

new for us was the administration associated with rent, investments in e.g. warehouse 

equipment, insurance of goods, security of warehouse space, occupational health and 

safety or hygiene. During this period we had the opportunity to have our logistics audited 

by Mr. Rudolf Malý, Alog., a member of the Chamber of Logistics Auditors. We wanted to be 

sure that our next steps would lead in the right direction, so we agreed and waited

https://www.linkedin.com/in/rudolf-mal%C3%BD-b936b759/
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Pavel Kovář, Logistics Manager Kilpi

“We wanted to hand over the logistics 
as a ’package’ to someone who has 

already mastered it in terms of systems, 
processes, personnel and equipment.“

impatiently for the result,“ Kovář describes the consequences of his own logistics solution.

Logistics audit – there is not outsourcing like outsourcing
The breaking point for Kilpi was the result of the aforementioned audit, which spoke in 

favour of logistics outsourcing. “I remember it flashed through my mind that it doesn‘t pay 

off to enter the same river twice.“ However, 

the nature and the way of operating with a 

defined partner did not suggest ’the same 

river’. The ideal partner should have the 

processes set up to be as close to Kilpi‘s 

needs as possible. He should have a proven 

track record and ideally be within close 

driving distance.

Choosing the right logistics partner for Kilpi
“We set 2 main priorities that our potential fulfillment specialist should meet. The first 

was readiness for our logistics, where we placed particular emphasis on picking and 

dispatching shipments quickly and correctly. Whether a small B2C, which typically 

contains up to 5 items for an e-commerce customer, or a large B2B with 9,000 items 

for our client in Russia. The second and no less important priority was nothing else but 

finance - the price for the complete outsourcing of logistics,“ Kovář lists the key points

to establish the new cooperation. “It simply had to fit.“

“On the recommendation of Mr. Malý, we learned about Skladon, where he was personally 

involved in setting up intralogistics in the past. The cooperation with Skladon made 

sense to us from the beginning for several reasons. First of all, they had experience with 

e-commerce logistics, and they had tailored processes that largely matched our ideas. In 

their distribution center they had and have over 95 % of SKU items stored in rack positions 

with a maximum height of 2 m, thus immediately accessible to a foot storeman. In 

addition to having the appropriate equipment, they were placed in the new distribution 

center that had sufficient capacity for our goods. They operated on a modern cloud-

based warehouse management system, allowing for scaling. In addition, the commuting 

distance from Ostrava, or our company headquarters, is less than 30 km,“ Kovář presents 

the advantages, adding that the location of the distribution center also strategically suits 

fast delivery to the Slovak, Polish and Hungarian markets. “We, on the other hand, 
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wanted to be as sure as possible that we would not ’step out of line’ with outsourcing. We 

discussed everything possible that seemed at least a little relevant at the time. We were 

trying to make sure that they were able to pick according to our specific rules, to meet 

the delivery dates that we have agreed with our B2B clients or are defined with our brick-

and-mortar stores, to set time limits within which specific orders are placed because of 

the client‘s ability to change the content, must not yet be picked, provide packing slips, 

pallet labels, carton labels with specific information for our B2B shipments that we have 

historically agreed with our clients, adhere to carton descriptions or specific packaging 

methods,“ explains Kovář. “I‘ve listed these few points to give you an idea, but in reality we 

addressed more.“

In Kilpi, the view of the service offered has changed. “We knew that, although we were 

currently based in roughly the same size warehouse, it was not possible to achieve 

the required improvements without further increased investments.“ In addition, the 

company‘s new goal was to relocate the capacity from logistics to sales, marketing and 

other departments. They wanted to leave the logistics, which Pavel sees as a connecting 

node across departments, to someone who already had it mastered in terms of systems, 

processes, personnel and equipment. “Ideally, it should be handed over as a ’package’ 

that we will only have to take care of marginally,“ he sums up. “Our only expectation 

from the cooperation was to have a 

virtual functioning and controlling system 

where we have a complete overview of the 

activities on our goods, supplemented by 

occasional physical visits to the distribution 

center. That we would no longer have to 

deal with where the goods are stored, why 

a given storeman did not arrive for his shift 

or whether there will be an OHS inspection 

tomorrow,“ Kovář explains.

The initial meetings, which have been conducted since May 2019, were conducted, thanks 

to the participation of Mr. Malý, openly and at a professional level. At the end of them,

a formal offer was submitted. “Everything was also relatively satisfactory with the price 

offered, which was our second priority. When we compared the price of the in-house 

solution with the outsourcing of our specific logistics, we came up with an in-house 

solution that was roughly 10-15 % cheaper. But we were comparing our situation at the

Pavel Kovář, Logistics Manager Kilpi

“When we compared the price with 
logistics outsourcing, we found our 
own solution to be 10-15 % cheaper. 

But we were comparing our situation 
at the time. When I add all the 

investments and the quality of the 
service, the outsourcing option is 

significantly better for us.“
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time. When I add the investment in equipment or WMS and the quality of the service, the 

outsourcing option is significantly better for us. After fine-tuning the details, we decided to 

outsource, which was an unthinkable option just a month ago,“ adds Kovář.

Logistics transfer and pressure before the winter season
The initial problems that subsequently arose during the logistics transfer process were 

time and the associated requirement for speed of transfer. “In April 2019, following an 

inventory check, we began to address the next direction of our logistics. Following the 

audit, we started negotiations with Skladon in May with the understanding that we would 

be completely shipping from their distribution center from September. We therefore had 

3 months to make all the moves. We knew that the winter season was approaching and 

that any setbacks would cause even more pressure. In June, we started to load previously 

marketed goods from our warehouse into the Skladon, which was replenished in the 

second half of September with goods from our suppliers for the upcoming season. In total, 

over one hundred thousand units of products were transported, received, stored and ready 

for picking in the first phase of stocking. For the implementation, we tried, in cooperation 

with an independent expert in the form of Mr. Malý, to set up the project management as 

detailed as possible, however, for the above reason we did not avoid several complications. 

For example, we planned the transport of goods from our warehouse incorrectly, the 

delivery dates did not correspond with the agreed schedule. Physically stored goods 

differed in quantity from the announced ones, or some SKUs were not included in the 

individual advices at all – so it was not possible to stock them systematically. In the 

meantime, these goods were left in the receiving zone and a new advice had to be created 

to receive them. Later on, the communication in receiving goods from our suppliers 

was also hampered, with incomplete shipments being unknowingly received. Thus, the 

implementation started to lose efficiency. Gradually, our clients and customers started to 

ask more and more questions; they needed goods for the upcoming season, but the goods 

were still in receipt at that time. In the meantime, the newly formed operational teams at 

Skladon were being trained so that everything would work according to our requirements, 

as reliably as possible and according to the agreed conditions,“ Kovář analyses the logistics 

part.

Skladon has its own IT team, which is an industry competitive advantage that brings 

greater flexibility. “However, until our onboarding, Skladon‘s IT had experience primarily 

with smaller clients whose e-shops allowed API connectivity. We had a provider that did 

not have API technology and needed to connect to Skladon‘s warehouse management
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system (WMS) via an FTP server and XML files. In addition, compared to other clients, 

we were more complex in terms of setting up IT processes and warehouse-system 

transactions. This is because we had more complex operations, multiple channels, and 

our B2B customers had a specific input, output and processing requirements. In short, IT 

at Skladon was dealing with a lot of new tasks, and the initial quality of service depended 

on that. For example, we found that the transfer of information between our ERP system 

and Skladon‘s WMS was not working properly, which was subsequently reflected in the 

invoicing of our end customers,“ says Kovář. In these cases, we came up with an operational 

solution in the form of joint regular meetings and so-called sprints, where we consulted 

individual points and looked for possible solutions.

Implementation has slipped slightly compared to the initial plan. All shipments from the 

Skladon started to be dispatched at the end of September and the beginning of October. 

Operations and IT continued to be fine-tuned on the fly. The operation eventually adapted 

to the new developments in a more agile manner, mainly thanks to the interventions and 

management of the logistics manager Max Kovář. Already in mid-November, fortunately 

still during the peak season, the situation stabilized and began to approach Kilpi‘s 

expectations. The warehouse was getting in order, order picking was speeding up, and the 

percentage of complaints was decreasing. “During the implementation of the service, I 

appreciated two features of Skladon. We communicated really openly with the logistics 

manager. When a problem arose, I was told 

directly how the situation was, how it would 

be solved and how much time it would take. 

Often it was the open communication that 

kept our cooperation ’afloat’. The second 

positive was the visible effort to solve the 

problem and find an optimal solution,“ Kovář 

recalls.

Flexible, efficient and reliable service with an open 
partner
“By outsourcing the logistics, we stopped worrying about operations after the 

consequences of the implementation phase were removed. I visit Skladon on a weekly 

basis, so I have a physical overview of how the distribution center is looking or if the agreed 

plan is being followed. We fine-tune the details of each transaction with IT and

Pavel Kovář, Logistics Manager Kilpi

“When implementing the service, 
I appreciated two features of Skladon: 
an open communication and a visible 

effort to solve the problem.“

https://www.linkedin.com/in/max-kov%C3%A1%C5%99-a62a0a119/


9

communicate any shortcomings. With the logistics management, we plan ahead, keep 

each other informed and agree on our upcoming requirements, such as preparing for 

the next season or under what conditions orders must be delivered at the latest. We have 

known for some time that we will be taken care of as much as possible,“ Kovář says.

Logistics outsourcing has had an impact on Kilpi‘s personnel base. “The number of 

employees was halved by the transfer of logistics. In our case, it was a drop from the 

original 100 to 50 employees, when we made purely logistics staff redundant. Skladon 

tried to accommodate these employees, offering them jobs in their distribution center, and 

we were pleased that several of them accepted the change of workplace. This reduction 

had a positive effect on the departments I mentioned earlier, when they were relieved of 

administrative duties,“ says Kovář.

Reduction of the number of employees from 100 to 50

More efficient adaptation 
to (un)expected 

fluctuations in orders

The process area, meaning activities and tasks in the warehouse, has changed minimally. 

“Skladon adapted flexibly to our operational requirements and many processes still work 

according to our model. However, what 

improved significantly is accuracy and 

speed. The number of orders shipped from 

our own warehouse has remained roughly 

the same to this day. But at Skladon they 

are able to clear them in less time. They are 

much better at adjusting to fluctuations, 

which are also sometimes unannounced. 

When we ran the logistics ourselves and a 

big event came up, it took us several weeks 

to recover intralogistically. In Skladon it takes 

2 days.“

45 2
In-house solution 

(1.5 months)
Skladon
(2 days)
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“Outsourcing brings another advantage when there is a seasonal drop in demand for 

our goods. Our invoicing is set up so that we only pay for what is actually shipped. This 

avoids the fixed costs of paying for our warehouse staff. When the winter season arrives, 

everything must ideally work without the slightest problem. More goods are shipped 

and the goods are also more expensive than in the low season. We have a contractual 

standard of handling acts (HA) that must be met every day, which varies depending on 

our seasonality. This standard takes into account the number of units of goods received 

into stock and the number of units of goods dispatched. At the end of last year, Skladon 

was able to repeatedly exceed this standard by thousands of handling acts for us,“ (see 

Chart 1, “Examples of exceeding the contractual HA/day standard“).

Examples of exceeding the contractual standard HA/day
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Chart 1: Examples of exceeding the contractual HA/day standard

Examples of calendar weeks 2019 / 2020

N
u

m
b

er
 o

f h
an

d
lin

g
 a

ct
s

“In terms of picking accuracy, Skladon is more reliable than our own solution and 

diametrically opposed to previous logistics providers, which is evident in the number of 

complaints. With our previous partner, we had an average of 28 % of claimed shipments 

that were purely the responsibility of the warehouse. With our solution, the percentage 

has decreased, reaching around 11.5 %. In contrast, Skladon is averaging 0.21 % this year. 

In addition, when a claim arises, the remedy, thanks to the overview of the stored goods 

and operational flexibility, is almost immediate.“ Based on its research, independent 

fulfillmentcompanies.net reports that the average picking error rate in fulfillment is 0.49 %.

https://www.warehousingandfulfillment.com/resources/3pl-contracts-and-fulfillment-agreements/
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Chart 2: Reducing the average number of claims for warehouse liability

Reducing the average number of claims
for warehouse liability

In-house solution

The last external solution

“The order of the products stored in the distribution center is influenced by another 

parameter that I keep a record of. It is the stock loss. The current average for this year is 

0.23 %. In addition, the ratio is still decreasing, and much of this level is still a remnant from 

the first accelerated stocking of 2019.“ By comparison, fulfillmentcompanies.net reports 

that fulfillment has an average inventory shrinkage of 0.65 %.

“In general, I have to say that the level of logistics has reached completely different 

numbers, we do not have to deal with the prioritization of shipments, everything leaves as 

agreed, which has a positive impact on our e-shop,“ Kovář describes the procedural part.

Chart 3: Untracked products in %

Untracked products in %
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https://www.warehousingandfulfillment.com/resources/3pl-contracts-and-fulfillment-agreements/
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Another area where the transfer of logistics had an impact was in systems and IT. “Not 

much changed from our side, we asked for as much adaptation and customisation as 

possible to meet the needs of our system. However, linking Kilpi ERP with Skladon WMS 

was a challenge for the IT team at Skladon. In the beginning they did not have enough 

experience with this type of software. There were time delays in meeting the system 

implementation plan. These delays were based on a misjudgement of the complexity of 

the individual tasks and the associated staff capacity. However, Skladon always devoted 

maximum energy to the solution, seeing proper setup and operation as an absolute 

priority. They were aware that emerging collaborations could limit or even jeopardize our 

business. Some details are still being resolved today, but it is no longer a major issue. On 

the other hand, we have started previously unplanned superstructure projects that are 

already in the works,“ Kovář reveals.

Kilpi has also improved in the reliability of the logistics information they pass on to their 

B2B partners. “If we tell a partner that their order will be ready, shipped or at the desired 

location at a certain time, we deliver with Skladon. To show the importance of such 

communication, I will give the following example. We have smaller B2B partners who 

open their brick-and-mortar stores with Black Friday-type promotions. So they have the 

highest customer traffic during those days. If they sell for example 2 brands, one of which 

is Kilpi, but the goods don‘t arrive on time, it means a huge, sometimes existential problem 

for them. In general, the reliability of any information has increased a lot, which we feel in 

negotiations not only with our B2B partners.“

We asked Pavel Kovář to summarize our 

cooperation. When asked what our service 

has brought him subjectively, he replied: 

“More peace and quiet. Definitely. After the 

initial setup of the service, which took a 

few more weeks of fine-tuning, everything 

worked perfectly fine, nothing major had

Pavel Kovář, Logistics Manager Kilpi

“In general, I have to say that the level of logistics has reached 
completely different numbers, we do not have to deal with the 

prioritization of shipments, everything goes out as agreed.“

Jakub Novák, CEO Kilpi

“The biggest change I feel in the 
company is that I haven‘t heard about 

logistics in six months.“
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to be resolved. In the past, logistics had been a huge stumbling block for us, which was 

dealt with across the business. At the moment it‘s a service that works for us and I know 

that if I come up with anything in logistics, Skladon will make it happen. Added to the 

willingness to accommodate is the skill needed.“ We also asked about whether the service 

has met the expectations he had when he joined. “As my expectations were a bit out of 

dreamland, not 100%, but I would not hesitate to approach Skladon again. Although we 

prepared quite carefully for the collaboration, we missed a lot of things. But I was surprised 

how quickly everything was set up and put in order. Logistics outsourcing with Skladon is 

the right move, and there are many things I would not have expected to work so well. Our 

managing director was unequivocal in mid-August 2020. He said that the biggest change 

he feels in the company is that he hasn‘t heard about logistics in six months.“

Further expansion of the logistics services portfolio
No one in Kilpi is looking for another logistical solution at the moment. “The problems we 

are solving now would not have been a problem for us a year or two ago,“ Kovář says. “We 

have plans to develop the business further. We expect to have more clients with specific 

requirements, packaging methods, etc. We are sure that we will be able to handle it with 

Skladon,“ he assures. “With the current cooperation going as it is, we have room to address 

other superstructure issues. We will soon start implementing a ‘simplified dropshipping‘ 

process that will open the door to more foreign clients. This will work by having our partner 

stock the goods on their e-shop. At defined periods, the warehouse management system 

will close the orders of the specific dropshipping window, the goods will be prepared for 

shipment and sent directly to the buyer‘s warehouse, who will already distribute them 

locally to the end customers. From this process we expect a higher and more efficient 

availability of our goods abroad. Furthermore, we have been able to use the Skladon‘s 

distribution center as a bonded warehouse for several months now. The advantage is that 

the goods we bring into the distribution center are not immediately cleared, but remain 

under customs supervision. Customs clearance only occurs when the goods are part of the 

order. Furthermore, we do not pay duty for goods that have not arrived or are damaged. 

We are expecting a slowdown in dispatch, but this process will greatly help our company‘s 

cash flow,“ says Kovář of the near-term plans.
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Practical recommendations for new clients
“If I had the opportunity to outsource the logistics again, I would prepare myself even more 

thoroughly for the initial negotiations. I would try to check even the smallest detail that 

would have minimal importance in my eyes at that moment. Because sooner or later that 

detail will come up. I‘d plan to transport the goods with more time to spare. I would test 

the processes in advance, for the beginning of the cooperation I can imagine transporting 

only a part of the inventory, on which the 

necessary processes are introduced and 

tested. I would also choose a different period 

for implementation, I would try to avoid 

months that may affect the high season. It 

really pays to wait a few months, the timing 

we chose cost both parties a lot of extra 

energy. I would control the IT side of things 

much more. When systemic communication 

doesn‘t work, it ends up adding work to the staff in the warehouse, hence the quality of 

our service in the eyes of clients and customers. Better to test everything 4 times and in all 

directions to know for 100 % that the process is working fine. The good old rule applies here 

that the more preparation at the beginning, the smoother the subsequent process is. And 

lastly, I would try to keep the communication as open as possible. In general, Skladon has 

moved forward in leaps and bounds with our experience, and the next client of a similar 

direction will have a much more well-trodden path,“ concludes Kovář.

Pavel Kovář, Logistics Manager Kilpi

“Our case has moved Skladon forward 
in leaps and bounds, and the next 

client of a similar character will have
a much more well-trodden path.“



Contact us!

patrik.babinec@skladon.cz
michal.tylecek@skladon.cz

Compare the costs of your own 
logistics with the possibility of outsourcing

Do you have problems with logistics or are you looking for a solution to make it more 

efficient? Download our e-book at www.skladonebooks.com, which will guide you 

“How to calculate logistics costs correctly“.

To compare your own logistics costs with outsourcing, you can use the

logistics calculator on our website, which can be found on the Pricing subpage.

Contact information can be found at www.skladon.cz/en/contacts.

https://www.skladonebooks.com/e-book-en
https://skladon.cz/en/fulfillment_pricing
https://www.skladon.cz/en/contacts

