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Introduction
Global e-commerce sales are projected to reach $8.09 trillion by 2028, 
presenting a huge growth opportunity for DTC brands.



Shipping isn’t just a backend task—it’s a key customer touchpoint that can 
drive loyalty or hurt profitability. For DTC brands, it can be a powerful 
differentiator or a major cost center

 Customer experience: 73% of consumers say experience influences their 
purchases.

 Competitive edge: Optimized shipping enables better rates, faster 
delivery, and transparency—crucial in a crowded market

 Cost control: Poor shipping operations can drain margins and limit 
scalability.



This blueprint outlines how to improve your shipping strategy—from carrier 
negotiations to global expansion and returns. 

Bonus: Want to skip ahead to get your own action plan? Head to page 9.



Building Stronger Carrier 
Relationships
Negotiating Smarter Rates

Your bottom line hinges on your carrier and freight forwarder partnerships. 
Most DTC brands initially work with standard commercial rates, but 
negotiating can lower costs and improve service levels.

 Know your volume & patterns: Carriers often base discounts on average 
monthly shipment volumes. Gather data on shipping frequency, parcel 
weights, and package dimensions to demonstrate your value

 Partner with freight forwarders: Digital freight forwarders like Silq can 
help you , negotiate competitive rates on your 
behalf, and handle complex or high-volume routes—giving you more 
bargaining power overall

 Bundle services: Explore packages that include factory inspections, 
packaging, insurance, or expedited shipping. Bundling services into a 
single contract can unlock volume-based discounts

 Long-term vs. short-term contracts: Weigh stability against flexibility, 
especially if you anticipate rapid growth or seasonal spikes.

consolidate shipments

Service-Level Agreements (SLAs)

An SLA defines performance commitments—like on-time delivery rates and 
damage claim resolution times.

 Metrics to track: On-time delivery rate, average transit time, and damage 
claim resolution time.

onesilq.com
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 Penalties & incentives: Some agreements include penalties for missed 
targets or incentives for exceeding them

 Monitoring performance: Regularly review performance to ensure 
compliance. If SLAs are consistently missed, it’s time to renegotiate or 
explore other partners.

Multi-Warehouse & 
Fulfillment Center 
Strategies
Operating multiple warehouses or fulfillment centers can cut shipping times 
and decrease costs, but only if the order volume and geographic demand 
justify the complexity. 



A freight forwarder like Silq can directly coordinate inbound shipments from 
factories to your selected warehouses. Our end-to-end tracking ensures you 
can replenish each location in time, with minimal inventory idling in transit.

 Geographic analysis: Look at where most of your customers are. If your 
shopper base is geographically diverse, a warehouse closer to major 
customer clusters can cut shipping times and costs. For example, if sales 
are concentrated on the East Coast and West Coast, splitting inventory 
between two hubs can drastically reduce shipping times

 Inventory turnover: Maintaining multiple warehouses means splitting 
your stock. If your product lines are large or highly varied, you’ll need 
sophisticated inventory planning to avoid stockouts.
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 Cost-benefit assessment: Factor in the additional real estate, labor, and 
software costs against the potential savings in shipping fees and time.

Inventory Management Basics

 Safety stock: Maintain a buffer in each location to avoid stockouts during 
demand spikes

 Replenishment cycles: Automate re-orders based on historical data and 
predictive analytics

 SKU allocation: To minimize holding costs, high-volume SKUs should be 
spread across multiple locations while slower-moving ones can stay in a 
central warehouse.

Shipping Pricing Models
Selecting the right shipping pricing strategy can significantly influence cart 
conversion and profit margins.
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Pricing Model Pros Cons Best for

Free Shipping  High perceived 
valu

 Reduces cart 
abandonment

Costs must be 
absorbed  into product 
pricing

Brands with healthy 
margins or high AOV, 
where shipping costs 
can be offset

Flat Rate  Transparent and 
predictable for 
customer

 Simplifies checkout

May overcharge nearby 
customers and 
undercharge those 
farther away

Brands with relatively 
uniform shipping costs 
or small-to-medium-
sized products

Real-Time Rates  Customers see 
actual cost

 Fair to both brand 
and consumer

Rates can appear high 
at checkout, risking 
cart abandonment

Brands selling varying 
product sizes/weights 
or shipping far 
distances



Calculating Profit Margins

Regardless of your pricing model, you need clarity on how shipping costs 
impact unit economics.

 Cost Per Order (CPO): Include pick-and-pack labor, packaging, and 
postage or freight fees

 Contribution margin: Selling price - CPO = leftover margin
 Test & optimize: A/B test different thresholds to find the sweet spot 

between increased conversion and maintained profitability.

Pro Tip: Offer conditional free shipping for orders above a certain 
threshold (e.g., “Free Shipping on Orders Over $50”) to raise average 
order value (AOV) and spread shipping costs across more items.

International Shipping 
Essentials
Unlocking Global Growth

Expanding globally can open up new markets but also introduce complexities 
like duties, customs, and higher shipping costs. A well-planned strategy and 
the right freight partner can set you up for success on a global scale.

 Market research: Identify top potential regions, considering currency, 
local competition, and shipping infrastructure

 Localized websites: Offering localized currencies, languages, and 
shipping options can increase conversions.
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 Tax & duties disclosure: Offer Delivered Duties Paid (DDP) whenever 
possible to provide a clear, upfront cost.

Global Carrier Options & Digital Freight Forwarders

 Postal services: Cost-effective for low-value items, but often slower with 
limited tracking

 Express carriers (UPS, DHL, FedEx): Faster but more expensive—best for 
urgent shipments

 Freight forwarders & 3PLs: Ideal for larger-volume or more complex 
shipments. Digital freight forwarders like Silq specialize in streamlined, 
tech-driven solutions that give you real-time visibility and ensure 
shipping without surprises.

Customs, Duties & Regulations

 HS Codes (Harmonized System Codes): Ensure accurate classification to 
avoid delays and penalties

 Documentation: Commercial invoices, packing lists, and certificates of 
origin must be accurate

 Regulatory compliance: Certain products (e.g., food, cosmetics, 
electronics) require specialized certifications or labels.

Pro Tip: A digital freight forwarder such as Silq can help you calculate 
duties and taxes, manage customs paperwork, and ensure compliance. 
This end-to-end visibility provided by the platform mitigates the 
common risks of long-haul shipping, saving you time and unexpected 
costs.
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Returns & Reverse 
Logistics
When handled well, returns and reverse logistics can become a competitive 
advantage. Below are quick tips for managing returns and minimizing them 
at the source.

Crafting a Hassle-Free Returns Policy

 Set clear timeframes: Standardize a window (e.g., 30 days) for returns
 Define requirements: Define what constitutes a returnable item (e.g., 

original packaging)
 Free vs. paid returns: Free returns can increase sales but also raise costs. 

Decide if it’s worth the trade-off for your margins.

Reducing Return Rates at the Source

 On-site inspections & quality control: Leverage  to 
identify defects or packaging issues early in the manufacturing process

 Functional testing: Verify that items meet performance standards
 Detailed reports: Opt for an inspection service provider offering in-depth 

reports as proof of consistent quality.

factory inspections

How Silq’s Inspection Service Helps

 Spot defects early: Avoid shipping subpar items by catching issues pre-
transit

 Reduce return costs: Fewer defective products shipped means lower 
return and refund rates

 Protect brand reputation: Consistent quality control leads to higher 
customer satisfaction and repeat purchases.
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Leverage Freight 
Technology
Today’s most successful DTC brands rely on real-time analytics and 
centralized workflows to outmaneuver competitors—especially when dealing 
with multiple offshore suppliers. 



 provides a single source of truth for your entire supply chain, 
from production to final delivery. Here’s how:
Silq’s platform

 Best-in-Class Predictability

 Track freight in real time and receive proactive notifications for critical 
milestones or potential delays

 Centralize shipment data so you can make quick decisions on inventory 
allocation and order routing.

 Automated Quoting & Booking

 Compare freight costs instantly—no more lengthy back-and-forth with 
traditional freight brokers

 Book shipments online with transparent pricing and predictable transit 
times.

 Customs Clearance & Compliance

 Generate, store, and manage essential documents in one place
 Avoid customs delays or fines by staying compliant with regulations.
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 End-to-End Supply Chain Management

 From the factory floor to the final warehouse, manage all steps via a 
single, user-friendly platform

 Seamless handoffs between production, transport, and delivery mean 
fewer errors and faster turnaround

 As your order volume grows, Silq’s platform scales with you—no extra 
complexity or manual legwork required.

 Advanced Analytics & Reporting

 Monitor KPIs like on-time delivery rates, freight spend, and container 
utilization to identify areas for improvement

 Use proprietary data from factory floors to plan shipments, optimize 
inventory flow, anticipate bottlenecks, and adjust sourcing strategies.

By harnessing the power of the Silq Platform, e-commerce brands can gain a 
unified view of their logistics, from factory floors to warehouse doors. The 
platform automates repetitive tasks, like quote requests, document 
generation, and shipment scheduling, freeing up your team to focus on 
strategic growth initiatives.
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Action Plan & Next Steps
Ready to put these insights into action? Here’s a simple checklist to get you started:

Audit Current Carrier & Forwarder Rates

 Gather shipment volume, average weights/dimensions, and monthly shipping costs
 Reach out to Silq for competitive quotes.

Evaluate Multi-Warehouse Feasibility

 Identify if expanding to additional fulfillment centers can reduce shipping time
 Factor in potential real estate and labor costs
 Coordinate inbound freight and distribution with Silq.

Review Shipping Pricing Strategy

 Decide if free shipping, flat rates, or real-time rates (or a mix) best suit your business model
 A/B test offers to see the impact on conversion and AOV.

Plan for International Growth

 Research top markets and local regulations
 Consider working with Silq for cross-border logistics.

Optimize Returns

 Simplify return instructions
 Consider a local returns center or forwarder with reverse logistics capabilities.

Leverage Technology & Automation

 Manage, track, and simplify your supply chain with the Silq Platform.
 Get insights into shipping costs, carrier performance, and potential bottlenecks before they 

affect your margins.

Set Measurable Goals

 On-time delivery rate (e.g., 98%+)
 Return rate (aim to reduce by at least 10%)
 Shipping cost per order (target a specific cost reduction percentage).
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