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Why timelines slip — and where most campaigns
lose control.

Upstream Control Accurate Data Global Network Fewer Surprises
Prevents Delays Stronger Decisions Local Expertise Better Outcomes E f

P

& winsbs.com Upstream Control. Fewer Surprises. Better Outcomes.

@ WinsBS

The Real Problem

Your timeline is not slipping in transit.

Delays usually start before the ship leaves China.
They happen in the handoff gaps between every stage.

WHAT THE CALENDAR SHOWS Q WHAT'’S REALLY HAPPENING
A smooth path from factory to backers.

Factory Freight Ocean Inventory Backers  BAVi~ = C---____-
Complete Booked Transit Arrives Shipping Soon S e R Bl
/N Unstable shipping file N\ Routing not locked
& Carton details mismatch & Import plan not ready
This looks like progress. /N Changing SKUs or add-ons /N DDP assumptions unclear
ﬁg But timelines slip when handoff quality is weaker

than calendar progress.

Every unresolved handoff creates risk.
@ Risk becomes delay.

9 The timeline is only as strong as its weakest handoff. \ Fix the upstream, control the downstream.

The handoffs between teams are not closed.
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/N Warehouse rules undefined
/N Inspection or hold risks
& Communication gaps
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What Actually Controls the Timeline

Five things must be locked early.

When these five match, the timeline becomes predictable.

Shipping File

One version of SKU,

add-ons, bundles,
cartons, and
instructions for
everyone.

Carton Truth

The same box
counts, sizes, labels,
and weights across
factory, freight team,

and warehouse.

Route Plan

Where it lands,
which warehouse
it feeds, and the

receipt window

it supports.

Import Plan

Who clears,
how duties/DDP
work, and when

assumptions

stop moving.

03 | WHAT ACTUALLY CONTROLS THE TIMELINE

Warehouse
Release Rules

What can ship,

what needs inspection,

and what gets held
before the first
pallet arrives.

Get these five aligned before freight moves,
and the rest of the timeline stays under control.

@ Control the upstream. Protect the downstream. Upstream decisions determine downstream results. @ winsbs.com
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Where Projects Actually Break

Delays show up in the handoff gaps.

& =

Each stage looks fine on its own. The risk appears
when the next handoff is not truly closed.

Close to warehouse 04
but unclear

@ﬂ Not finished o1 S% Freight booked 02 SR On the water 03
at factory >3 but unsafe T but still moving

Moving parts, changing specs,
or last-minute decisions keep
the file from stabilizing.

Booked without stable carton details,
routing, or import plan.

Changes keep happening while
transit time looks fixed.

Warehouse intake, inspection,
or release rules are not settled.

2 Typical Risks f Typical Risks c Typical Risks f Typical Risks
SKU or packaging changes, Wrong route or transit window, Document errors, customs holds, Surprise inspections,
missing data, incomplete cartons, incorrect cargo cut-off, tariff treatment changes, unknown hold rules,

or labels not confirmed. DDP assumptions not verified. or warehouse windows shift. or unclear packout logic.

) What It Looks Like > What It Looks Like & What It Looks Like ® What It Looks Like
The factory says “almost done”
but the file cannot be released.

The booking exists, The ship is sailing, Inventory is close,
but the shipment is not ready but the plan is still not locked. but the start of shipping

to move. is still uncertain.

e The timeline is only as strong as its weakest handoff,

Every break happens where one team moves forward
before the previous team is truly ready.

@ winsbs.com

@' Find the weak handoff. Fix it upstream.

Upstream control prevents downstream delays.




@ WinsBS 05 | TRANSIT VS HIDDEN WORK

o . Most campaigns focus on the part they can see—ocean transit.
ra nSI vs I en or The delays that hurt your dates usually happen in the
preparation and handoff work.

Transit is visible. The real work is not.

What People Think What Actually Delays

Book freight E_% File changes

The vessel is booked, so the timeline is set. SKUs, add-ons, and carton details keep moving.

Carton mismatches
Weights, counts, and dimensions don't line up.

Wait for ocean transit @
Transit time looks fixed on the schedule.

] ® Routing changes
Eb Goods arrive 0-0 Port, transit time, or warehouse plan shifts.
Once it lands, the hard part is over.
E\ Import uncertainty
@ Warehouse ships ) Tariff treatment, DDP, and compliance are not final.

The 3PL will handle the rest.
ﬁ Warehouse rules unclear
v Inspection, labeling, hold rules, or release logic not set.

Transit is only a fraction of the timeline. ® Preparation is where most delays live.

Hidden work decides your dates. Get the handoffs right upstream. Protect the timeline downstream. @ winsbs.com
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Decision Logic: Shorter or Longer?

Timelines rarely Sllp because Of transit Use this logic to evaluate where your project stands

right now—and what will actually determine your

i i ) :
and compliance are confirmed that applies today.

Rules are unknown or depend Does the warehouse know what

They slip because one or more decisions are still open. timeline going forward.
Decision Area Shorter When... Longer When... The Real Question

Shipping File @ One final file is locked. C SKUs, add-ons, or carton @ Is everyone executing o : £

Stability All teams use the same version. instructions are still changing. from the same file? @
Counts, sizes, labels, and weights Carton details are estimated Will the warehouse see exactly How to Use ThIS

Carton Truth @ & ?
are final and verified. or still being adjusted. = what the factory shipped? =_—

@ 5z i i 1 o i oritmak o Q Review each area
. ort, transit time, and warehouse outing, transit windows, or an the route support the i
Routing Lock honestly with your team.
~0 9 @ plan are locked. & destination plan may change. warehouse receipt window? v Y
= Import Readiness @ Import model, duties/DDP, & Tariff treatment, documents, Will customs clear without Fj Identify any “Longer When”
@ or DDP assumptions are unclear. surprises or extra costs?

Q| 8| @

. Inspection rules, hold logic,
= Warehouse Readiness @ i . defined d hoc decisi bise: what's held. aid who?
) and release plan are aefined. on al 0C decisions. ships, wi at's held, and wi y? @ SDlVe thoseupslream
and the rest of the

timeline will follow.

@ Every “Longer When" unanswered today becomes a delay downstream.

@ Upstream decisions determine downstream results. }ﬂ'\ Align the file, the plan, and the process. @ winsbs.com
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@@ winsss
Stage-Based Reality: What Must Be Locked

Every stage has two lists: what must be locked, and what can still move.

Timelines stay safe when the “Must Be Locked” list is complete before moving to the next stage.

¢

1. Campaign Close
& Planning

Set the foundation.

@ Must Be Locked

Product scope & SKU list
Add-ons & bundle logic
Reward structure
Fulfillment model (DDP, etc.)

LR A

Target delivery window

= Can Still Move
+ Final quantities (estimates)
+ Some add-on options

« Stretch goals (if any)

2. Factory Preparation
& Production

Build the right thing.

@ Must Be Locked

~ Final SKU file & versions
+  Materials & components
+ Packaging design

+/ Carton specs (size, count)
~/ Labeling & marking rules
+ QC standards

= Can Still Move

= Production pace

« Minor packaging tweaks
(not structural)

+ Exact completion date

=

=

3. Freight Booking
& Export

Move it the right way.

Must Be Locked

Carton truth (final)
Cargo ready date

Route & vessel plan

Port of loading/discharge
Incoterms & pricing

L T T

Export documents plan

= Can Still Move
* Vessel schedule (within
approved window)

* Consolidation partners
(if needed)

i

4. Ocean Transit

Time at sea is not the risk.

@ Must Be Locked

Destination port
Estimated arrival window
Transit time assumptions
Import plan confirmed

T T T T

Communication plan

> Can Still Move

+ Weather and delays
+ Vessel changes
* Minor ETA shifts

Never move to the next stage until the “Must Be Locked” list is truly done.
If you don’t, you're carrying risk into the next stage—and it always costs more later.

@ Lock what matters, before you move.

L0
P75y

5. U.S. Warehouse
Intake

Make it receivable.

[ﬁ Must Be Locked

‘Warehouse receipt window
Appointment confirmed
Inspection & QA rules
Labeling & relabel rules
Hold/Release logic

LR S K

Systems & data format

< Can Still Move
+ Actual arrival date
+ Inspection outcome

+ Put-away sequencing

Strong handoffs create predictable timelines.

6. Outbound
to Backers

Ship backers with confidence.

ﬁ] Must Be Locked

~/ Shipping rules & cutoffs

+  Carrier mix & service levels
+ Tracking & comms plan

v Support & exception flow
+/ SLA & escalation plan

< Can Still Move

+ Daily/weekly velumes
+ Backer address changes

+ Carrier performance

@ winsbs.com
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Common Failure Patterns

The same mistakes create delays—and they're preventable.

Most timeline slips come from these four patterns that happen before the shipment is ready.

° B

02]
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COMMON FAILURE PATTERNS (AND HOW TO AVOID THEM)

Freight Booked
Before File Cleanup

The shipment is booked while SKUs, carton
details, or packaging are still changing.

®

Why It Happens

* Pressure to “lock something”

+ Incentives misaligned

» Changes underestimate their impact

@ How to Avoid It
« Lock the file first

+ Confirm carton truth
+ Then book with confidence

©

Transit Treated
As Dead Time

Teams assume nothing changes once
the ship sails—so they stop managing
what still can.

Why It Happens

» Qut of sight, out of mind

+ Mo one owns the to-do list

+ Transit changes are underestimated

How to Avoid It

+ Use transit for parallel work

+ Track dependencies actively

+ Stay ahead of warehouse needs

Most delays are not surprises—they are symptoms.

Spot the pattern early, and you ki

@ Prevent the common. Protect the critical.

eep control of the timeline.

o8
7

®

Warehouse Blamed
for Upstream Gaps

Issues appear at intake, but the root
cause started much earlier.

Why It Happens

* Handoffs hide the real source
* No shared visibility

+ Warehouse takes the heat

How to Avoid It

« Trace issues to the first break

+ Share one source of truth

+ Fix upstream, not just downstream

Strong handoffs. Fewer surprises. Better results.

Packaging & Rules
Decided Too Late

Final packaging, labeling, or release rules
are decided when there's no time left.

®©

Why It Happens

* Focus on production over details
+ Decisions delayed to the end

+ Impact on downstream ignored

@ How to Avoid It
+ Decide packaging early
+ Define release rules in advance

+ Document and communicate clearly

The best timelines are designed, not hoped for.
Upstream clarity prevents downstream chaos.

@& winsbs.com
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The Solution: Upstream Control

Control the handoffs. Protect the timeline. e

Upstream control means making the right decisions, closing the right gaps,
and sharing the right information—before the next stage depends on you.

How Upstream Control Works

" Timeline Health [ On Track | Upstream Control in Action
1. Plan with Define scope, requirements, and rules early, Align every
Complete Clarity team on one version of the plan. 5
b —— & — 1) ") See risks early.
Not after they
Factory Freight Ocean Transit ‘Warehouse Outbound
A become delays.
2. Lock What Close files, decisions, and dependencies before they CD"‘D‘ELS Booked In Progress Upcoming Upcoaming ¥
Must Be Locked become someane else's delay.
Align every handoff.
Upstream Control Dashboard No surprises,
e 3. Share the Right Give:the: next:wam what they resd; whan they resd Open Critical Items Decisions Pending At-Risk Hand offs Next Handoff In o confusion.
Infermation in the format they can use. A ~
4
7 - 3 Protect the timeline.
(-3 vs last week) (-2 vs last week) (action needed) days
And the customer
4. Track and Monitar weak signals and open items, Fix small issues T A Risk oS —— — o €experience.
Act Early befare they grow.
Final carton specs not locked Packaging May 24 High Improve every time.
Import DDP assumptions not confirmed Trade May 25 High Data today.
5. Own the Handoff Canfirm readiness, communicate clearly, and don't move Warehouse appointment not scheduled Logistics May 26 PRt Better decisions
Outcome until the next team is truly ready. tomorrow,
Labeling rules not finalized QA May 27 Medium
i Fewer Delays Lower Costs Happier Customers
Upstream control is not more work. Y PP
's the right work, d he right time, by the right For the Hoh Stop problems before Avoid expedited freight, Reliable timelines build
Its the right work, done-at. the:right tims, Dy the right pecsan, for:the rignt outcomme: they slow you down. penalties, and rework. trust and repeat business.

4 You can't control everything. But you can control what matters most—upstream. (@ winsbs.com
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Your Role: Be the Timeline Protector

You don’t move freight. You move decisions.

Every handoff depends on someone owning the details—and closing the gaps.
That someone is you.

What a Timeline Protector Does Ask These Questions. Every Time.

Success Looks Like This

1. Focus on What Matters c—  What's the decision?
Know the critical path. Protect the decisions that keep it moving. 9= What needs to be locked? @ Decisionsiars:mada:an:time:
2. Close Gaps E?ariy ‘ ) ) Q What'’s not clear?
Ask Ithe hard questions. Confirm assumptions. Surface issues now, What assumptions or data could be wrong? @ Haridofia:aia siooth
not later. .
@ 3. Communicate Clearly A What could go wrong?
Share updates, risks, and needs in a way others can act on. What's the risk if we wait or guess? O Surprises are caught early.
4. Own the Handoffs Q  Who needs to act?
Prepare the next team for success. Document, deliver, and =) Who owns the next decision? @ Customers stay informed.
follow through.
5. Think Beyond Your Stage What's the deadline? L
Your decisions today affect costs, delays, and customer When must this be done to protect the timeline? @ The timeline stays on track.
experience downstream.
Timeline protection is a team sport. You're the quarterback of your part. Protect the timeline.
Lead with clarity. Act with urgency. Follow through. ‘ Deliver the promise.

-';’- Great handoffs don’t happen by chance. * Be the reason the timeline stays strong. ll? You protect the timeline.

@ winsbs.com

They happen because someone cares.

Your work moves everything forward. We help you do it better.
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Put It Into Practice:
Your Upcoming Moves

Clarity today. Action this week. Better results ahead.

Turn what you've learned into action. Use this simple framework to protect

your timeline starting now.

©

11 | PUTITINTO PRACTICE: YOUR UPCOMING MOVES

Small steps upstream prevent big problems downstream.
Here’s what to do next.

This Week's 5 Moves Your Action Plan Quick Reference: What to Lock

Write down your top 3 priorities for this week

Review Your Stage

Look at each stage. Confirm what's locked—and what's not.

Before you hand off, confirm these are locked.

Be Fchisst aboit Baps; BB M top priority: () Product scope & SKU list
g 3 . . .
B . = {~) Final counts, sizes, and weights
@ Lock the Criticals Owner: Liia dlata: \"A 9
1 E Focus on the items that keep the timeline moving. .\z,‘) Carton specs and label rules
Close those gaps first. a My & —
y top priority: =
y (J) Packing, add-ons & bundling
Share and Align Owner: Due date: i
& Communicate decisions, updates, and risks. -@ Port, transit time, and routing
Make sure the next team is ready. =
(7 .
’ 3 My top priority: { {\ Import requirements & documents
@ Q Check Your Assumptions . =
Challenge what might be wrong. Owner: Due date: -\-a Warehouse appointment & rules
Fix assumptions before they become delays.
(J) Carrier mix, cutoffs & tracking plan
Track and Follow Up 5 =
5 . Do these three things well, o~ S
Monitor weak signals and open items, and everything else gets eader. ) Release plan and communications

Don't let small issues grow.

Protect the timeline. Deliver the promise.
Your customers are counting on it.

You don’t need perfect information.
You need the right decisions—made on time.

9

Focus on what matters.
Close gaps early.

We help you do it better.
WinsBS.

Upstream decisions.
Downstream results.

Strong handoffs.
Smooth timelines.

@ winsbs.com
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Key Takeaways & Resources

Great timelines aren’t accidental. They're designed, protected, and delivered.

@ winsBs

A s

Use these takeaways, resources, and tools to keep your timeline strong—every single time.

The Big Takeaways

Be the Timeline
Protector

©

@ o /‘)l

ép‘) aoll

Control Upstream
Handoffs

Prevent Common
Failure Patterns

° @

Lock What Matters
Before You Move

Small Steps Create
Big Results

Deliver the Promise

On-time handoffs lead to
on-time deliveries and

Own the details, communicate
clearly, and act with urgency

Book clean. Plan transit.
Align upstream. Decide

Complete the “Must Be
Locked" list before advancing

Make the right decisions,
close gaps, and share the

Catch issues early, solve
them fast, and keep the

to the next stage.

packaging early.

right information. and accountability.

timeline on track.

happy customers.

Tools & Templates Helpful Resources When in Doubt, Remember This

Use these to stay organized and in control.

“Must Be Locked” and
“Can Still Move" lists
for every stage.

Stage Checklists

See critical dates, risks,
and dependencies
at a glance.

@ Timeline Tracker

% Handoff Log
Risk Register

Document what was
shared, by whom,
and when.

Track risks, owners,
and action plans.

@ Find all templates in the WinsBS Resource Library.

Protect the timeline. P75

)

Learn more. Share more. Get better together.

WinsBS Knowledge Center
Avrticles, guides, and training on logistics excellence.

On-Demand Training
Short courses on planning, visibility, and execution.

0 B

Community Forum
Ask questions. Share wins. Learn from others.

»

Support & Coaching
Get help solving your toughest timeline challenges.

>

@ Visit winsbs.com/resources to explore more.

? Create cu

Deliver the promise.

PREA®

stomer loyalty.

Clarity first.
If it's not clear, it's not locked.

Communicate early.
Don't wait for problems to grow.

Escalate fast.
Time is your most limited resource.

Document everything.
If it's not documented, it didn't happen

Think ahead.
Protect today so tomorrow stays on track.

You can't control everything.
But you can control what matters most.

@ winsbs.com
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Make It Stick: Build Strong Habits .

The best process in the world only works when we use it—every time.

T

T
e

Build these habits into your daily work to keep upstream strong and downstream happy.

(o1} @ @ (o] (05)
@ &l ) il

Team Habits That Multiply Results

One Team, One Goal
We win together. Upstream and downstream, always.

ol
Start With Communicate Check Own the Learn and @ Focus o Outcomes;
. . It's not about activity. It's about results.
Clarity Early Assumptions Handoffs Improve

Get better a little
every day.

Respect Everyone’s Time
Clear communication and on-time handoffs
show respect.

Say what you know.
Don't wait.

Challenge the plan before
it becomes a problem.

Prepare the next team
for success.

Begin each day knowing
what matters most.

(&) Review priorities ) Share updates (@) validate data () Document clearly (& Review what worked

(&) Check open risks ) Raise risks early () Confirm dependencies () Share on time ) Fix what didn't

_Q_ Speak Up, Listen Well

2 ' Great decisions come from open minds.
() Confirm today's plan () Ask for what you need (& Close the gaps ) Follow through () Share the win

Celebrate Wins

Recognize the people and moments that

keep the timeline moving.

Weekly Habit Check Monthly Reflection Remember: Small Habits. Big Impact. ‘ ‘
Take 15 minutes each week to stay on track. Look back. Learn forward. r We don't control everything
/’L\ 5 minutes of planning in logistics.
(2 Did we lock the right things upstream? Yes / No @ What went well this month? l\,_ ) saves hours of delays. But we can control how we
() Did we communicate risks early? Yes / No = prepare, decide, and deliver.
- () What slowed us down? A
() Did we close gaps before they grew? Yes { No (O One clear handoff That's how we protect the
& Did repare the next team to win? Yes / No ? - RrEverTs fays ol etk timeline—and keep our
2) Did we prepare the next team to win? (&) What will we do differently? customers coming back.
) Did we learn and improve? Yes / No ~ / One better decision today . )
. . ) () Who should we recognize? ] D croatoy hetter resulls lomioHowW That's the WinsBS way.

If any answer is “No,” choose one thing to fix next week.

©
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Strong habits protect the timeline.

Great teams build strong habits.

Every challenge has a solution. The key is acting on it—early.

Use this guide to solve problems before they grow, keep the timeline protected,

and keep freight moving.

Common Challenge

Late Information
Details come too late
to make good decisions.

Unclear Scope
It's not clear what's
included or expected.

Missing Handoffs
Tasks fall through the cracks
between stages.

Shifting Priorities
New requests push
critical work aside.

Weak Data Quality

Incorrect or incomplete

2

What It Looks Like

» Missing documents
* Late confirmations
= Surprises at the next stage

« Confusion about services
« Different assumptions
= Extra work or cost

= No one owns the next step
» Delays between stages
« Work gets duplicated

= Urgent items interrupt
= Timeline slips
= Stress increases

* Wrong counts or specs

« Import holds or fees

Smart Solutions

Share early. Confirm often.
Use checklists and timelines.
Ask: "What do we need now?"

Define scope in writing.
Confirm details and exceptions.
Align on what success looks like.

Own the handoff.

Confirm next steps, owners,

© © ©®

and due dates.
Protect the plan.
Evaluate impact before saying yes.

Re-sequence if needed.

Validate data early.

© ©

Use sources you trust.

©]

Better habits. Better timelines.
Better results.

14 |

Decisions are made early.
No last-minute surprises.

Everyone is aligned.
No confusion.
No rework.

Smooth handoffs.
No gaps.
Momentum continues.

The plan stays on track.
Changes are managed

Customers stay informed.

Accurate data.

Fewer errors.

@

@
[ 1
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@ winshs.com

COMMON CHALLENGES, SMART SOLUTIONS

Anticipate problems.
Look ahead. Ask questions.

Stay curious.

Act with urgency.
Don't wait. Solve it now.
Keep it moving.

Communicate clearly.
Share facts. Share early.
Share often.

Take ownership.
Be accountable.
Follow through.

Improve every time.
Look back. Learn forward.
Make it better.

data causes problems. « Manual fixes and delays Double-check critical items. Faster flow.
You don't need to avoid every challenge. B prepared. Be provctive: He proud.
Expect challenges. Solve early. Every challenge you solve

You just need a plan to solve them. Plan for them. Prevent more. makes the next one easier.

@ winsbs.com

«

Great teams solve problems. Strong teams prevent them. Winning teams turn them into advantages.
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Before You Optimize Shipping,

Most delays are not logistics problems.
They are
Fix upstream clarity first.

A strong timeline is not shipped.

We fix what makes
shipping unpredictable.

Own the details. On-time handoffs. Better decisions today. — Upstream Control
Close gaps early. Happy customers. Better performance tomorrow. for Predictable Fulfillment.

Keep the plan moving. Stronger results. Better logistics for everyone.

Great handoffs don't happen by chance. You protect the timeline. <> We help you do it better. ;
* : : ug Lo e @ winsbs.com
They happen because someone cares. You deliver the promise. WinsBS is with you every step.




