Collection: Irreplaceable in the AI Era™
"Because leadership begins with you"

This is not just another ebook.

It’s a practical guide for leaders who—amid the relentless
advance of technology and artificial intelligence—seek to
ensure that their leadership, decisions, and results remain
relevant and sustainable.

It was conceived and written from a place of deep
conviction—combining strategic clarity with the genuine love for positive impact, the
personal power that comes from lived experience, and the essence of leading with integrity.
Every concept, framework, and tool included here has been chosen with a single purpose:
to deliver real value that can tangibly transform the way you lead and generate results.

Experience shows that most failed transformations don’t fall short because of technical
limitations, but because of invisible factors that silently erode performance: internal
resistance, cultural misalignment, loss of strategic focus, or lack of team commitment.
These rarely appear in the metrics—yet they determine the success or failure of any
initiative.
In this guide, you’ll find actionable tools and frameworks to help you:

e Identify and anticipate risks that can slow or derail your strategy.

e Protect and strengthen your leadership capacity in high-disruption environments.

e Use technology—including Al—as a multiplier of results, not as a replacement.

e Stay competitive without compromising your team’s cohesion or your
organization’s future.

This resource is available in PDF format for quick reference. If you prefer the editable
version, you’ll find a link to the download center at the end, where you can get it in Word
format and adapt it to your needs. A new ebook will be added to the collection every
week—until all 25 are complete. Simply visit the download center to see what’s new each
week.

If these words have reached you, it’s likely not by chance. You are in the right position, at
the right time, and in the right circumstances for this information to make a real difference.
And as you put it into practice, you may discover it could also spark transformation in
others.

Because in today’s era, real value lies not just in the technology you use—but in your
ability to lead with vision, precision, and purpose.
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2. Central Theme — Optimizing Distribution Channels

Optimizing distribution channels means designing, managing and evolving your network of
physical and digital paths so that:

Products and services reach the right customers.

At the right time and service level.

At a cost structure that sustains healthy margins.

In a way that strengthens your brand and relationships.

It is not just about adding more channels. It is about making the whole system smarter
and more coherent, leveraging data and technology while keeping people—customers,
employees and partners—at the center.

3. Initial Sections

3.1. Introduction — Why This Topic Matters Now
Several trends make channel optimization a priority:

e Customers are omnichannel. They research online, compare prices on their
phones, and still value in-person experiences for advice, testing and trust.

e Delivery expectations are rising. Same-day or next-day delivery, real-time
tracking and flexible options are quickly becoming the norm.

e Costs are under pressure. Fuel, labor, storage and packaging costs fluctuate;
disruptions in supply chains are more frequent.

e Technology is accelerating. Route optimization, predictive demand, digital
marketplaces and automation offer new possibilities—but also complexity.

Leaders who treat channels as static will be left behind. Those who build an adaptive,
data-informed distribution system will be better positioned to grow sustainably.

3.2. Purpose of This Guide — Five Objectives
This guide aims to:

1. Clarify the main levers to optimize distribution channels in a practical way.
Provide tools to evaluate the real performance of each channel and redesign the
mix.

3. Offer frameworks to integrate digital innovation without losing control of the
customer experience.

4. Support decisions on cost reduction that protect service levels and people.

Inspire alliances that expand reach while aligning values and objectives.

e
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3.3. How to Use This Guide
You can:

Read it end-to-end as a structured program for a transformation initiative.
Use each chapter as a workshop module with your team.

Adapt the templates into your own spreadsheets and dashboards.

Revisit the self-assessment regularly to measure progress.

Throughout the guide you will find exercises designed to be completed collaboratively. The
more perspectives you include—operations, commercial, finance, customer service—the
better your decisions will be.
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4. Subtopic 1 — Evaluating the Performance of Each
Channel

4.1. Definition

Evaluating channel performance means going beyond volume or revenue and
understanding the full contribution of each channel to your strategy:

Financial: margin, cost-to-serve, cash conversion.
Customer: satisfaction, loyalty, reach of target segments.
Operational: reliability, lead times, flexibility, risk.
Strategic: learning, innovation, data generation.

The goal is to make informed decisions about where to invest, adjust or exit.

4.2. Practical Framework — The C.L.A.R.E. Model

Use the C.L.A.R.E. Model to structure your evaluation:

1. Coverage — Which customers, segments and territories does the channel reach?
2. Level of service — What experience does it deliver (speed, reliability, convenience)?
3. Attractiveness — How profitable and strategic is the channel?
4. Resources — What investments, capabilities and people does it require?
5. Evolution — How is the channel performing over time and what potential does it
have?
Coverage

Map which segments and geographies each channel serves best. Some channels are ideal
for dense urban areas; others for remote regions or specific niche segments.

Level of Service

Measure not only planned SLAs but real performance: on-time delivery, order accuracy,
claim rates.

Attractiveness

Combine revenue, margin and strategic relevance (data obtained, cross-selling
opportunities, brand visibility).

Resources

Consider all costs: direct logistics, commissions, discounts, marketing support, systems
integration and management time.
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Evolution

Look at trends: is performance improving, stagnating or declining? What external factors
may impact each channel in the next 12-24 months?

4.3. Applied Example (caso hipotético)

A mid-size consumer goods company sells through traditional wholesalers, its own retail
stores and a growing e-commerce site. Management assumes that physical stores are the
most valuable channel because they generate the largest revenue.

A structured evaluation using C.L.A.R.E. reveals that:

e Wholesalers provide wide coverage in rural areas but demand high discounts and
have limited data sharing.

e Own stores deliver excellent brand experience but suffer from high fixed costs in
some locations.

e E-commerce represents only 15% of sales but has higher margins and valuable data
on customer behavior.

With this insight, the company decides to:

e Optimize the network of stores, closing or resizing low-performing locations.

Strengthen e-commerce with better logistics and marketing.

e Redefine conditions with wholesalers, focusing on those who are willing to share
data and co-invest in digitalization.

4.4. Exercise — Channel Performance Review

Objective
Create a shared, data-based view of the performance of all distribution channels.
Roles
e Channel owner / commercial lead.
e Operations / logistics manager.
e Finance representative.
e Data / analytics support.
Inputs
e Sales and margin by channel.
e (Cost-to-serve analysis (transport, storage, commissions, returns).
e Service KPIs (on-time delivery, accuracy, claim rates).
e Customer satisfaction metrics (NPS, CSAT).

JavierSimpleMan™
Collection: Irreplaceable in the Al Era™ — "Because leadership begins with you"



Time

e Preparation: 1-2 weeks for data gathering.
e Workshop: 1 full day.

Step-by-Step
List all current channels (direct, indirect, physical, digital, hybrid).

Populate the Channel Performance Matrix (template below).

Nk WD =

(for example, renegotiate contracts, redesign footprint).
6. Define 3-S5 priority actions for the next quarter.

Deliverables

e Completed Channel Performance Matrix.
e List of priority actions with owners and deadlines.

4.5. Template — Channel Performance Matrix

Cost-to

For each channel, collect financial, customer, operational and strategic indicators.

Discuss patterns: Which channels over-perform? Under-perform? Why?
Identify quick wins (for example, process improvements) and structural decisions

Channel Revenue Gros.s -serve On:tlme NPS/ Strategic  Decision /
(example) share % mz:;gln % del(l;fery satisfaction role (1-5) action
° sales °
Optimize
. footprint;
gxgsretaﬂ 45%  32%  18% 94% T2 5 redesign

low-performin
g stores

4.6. Checklist — Evaluating Channel Performance

o« | We have a clear list of all distribution channels and their owners.

o« I Performance is evaluated with consistent indicators across channels.
° 2 Cost-to-serve is calculated, not assumed.

o« Customer satisfaction and complaints are linked to channels.

o« | Strategic contribution (data, learning, branding) is considered.

o« | Decisions and next steps are documented and revisited regularly.
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4.7. Suggested KPIs — Channel Evaluation

Revenue and margin by channel.

Cost-to-serve by channel.

On-time delivery and order accuracy per channel.

NPS / satisfaction per channel.

Percentage of sales through channels with above-target performance.
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5. Subtopic 2 — Introducing Innovative Digital Channels

5.1. Definition

Introducing innovative digital channels means expanding or transforming how you reach
customers using tools such as:

E-commerce sites and marketplaces.

Mobile apps and social commerce.

B2B digital portals and self-service platforms.
Click-and-collect or ship-from-store models.

The challenge is to do this in a way that complements existing channels, protects brand
value and leverages data responsibly.

5.2. Practical Framework — The D.I.G.I.T. Roadmap

Use the D.I.G.L.T. Roadmap to design and implement digital channels:

1. Demand — Understand how customers want to buy and receive your products.
2. Integration — Connect digital channels with existing systems and processes.
3. Governance — Define rules, roles and policies.
4. Intelligence — Use data to personalize, optimize and learn.
5. Transition — Manage change for employees and partners.

Demand

Analyze customer journeys: where they search, compare, decide and buy. Identify friction
points that digital channels can solve.

Integration

Avoid creating digital islands. Align inventory, pricing, promotions and customer records
across channels.

Governance

Clarify topics such as:
e How digital prices relate to offline prices.
e How to manage conflicts between direct and indirect channels.
e Who owns the customer relationship and data.

Intelligence

Use analytics and Al responsibly for:
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e Recommendation engines.
e Dynamic pricing (where appropriate).
e Predictive demand and capacity planning.

Transition

Prepare teams and partners for new ways of working, including training, incentives and
communication.

5.3. Applied Example (caso hipotético)

A traditional distributor of industrial equipment wants to launch a B2B e-commerce
platform. Sales teams fear losing commissions; some key distributors are worried about
being bypassed.

Using D.I.G.I.T.

e The company surveys customers and discovers strong demand for self-service
reordering and real-time stock visibility.

e E-commerce is integrated with the ERP and CRM; orders from existing clients are
attributed to the responsible salesperson to protect commissions.

e Governance rules clarify which products and segments are served directly and
which remain with distributors.

e Data from the platform is used to anticipate maintenance cycles and offer predictive
service packages.

e Sales teams are trained to use the portal as a tool to deepen relationships instead of a
competitor.

5.4. Exercise — Designing a Digital Channel Canvas

Objective
Define a clear value proposition, scope and implementation plan for a new or existing
digital channel.

Roles

Channel strategy leader.

Digital / IT leader.

Marketing representative.

Operations and customer service leaders.

Inputs

e Customer journey maps.
e Current channel performance data.
e Benchmark or internal examples of digital channels.
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Time
e Two workshops of 3 hours.
Step-by-Step

1. Choose a specific digital channel (for example B2C e-commerce, B2B portal,
marketplace presence).

2. Clarify the target segments and needs this channel will serve.
3. Define the value proposition: what this channel offers that others do not.
4. Map integration points with existing systems (inventory, billing, CRM).
5. Identify potential channel conflicts and design mitigation rules.
6. Prioritize features and build a phased roadmap (MVP, iterations).
7. Define success metrics and a monitoring plan.

Deliverables

e Digital Channel Canvas document.
e High-level implementation roadmap.

5.5. Template — Digital Channel Opportunity Matrix (Pulse Survey Adapted)

Item (example) (Slcf;;' Observations
Our target customers are actively buying similar products through

digital channels.

5.6. Checklist — Introducing Digital Channels

.

° Digital channels are designed based on real customer journeys and needs.

.

° Integration with core systems (ERP, WMS, CRM) is planned and resourced.

.

° Clear governance rules minimize conflicts with existing channels.

e | Roles and incentives of sales teams and partners are aligned with digital

growth.
e | Datafrom digital channels is used to improve decisions and experiences.
° Change management and training plans accompany technology

implementation.
5.7. Suggested KPIs — Digital Channel Adoption

e Percentage of sales through digital channels (volume and margin).
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Number of active users (customers and internal users).
Conversion rate and average order value online.
Digital channel NPS or satisfaction.

Time-to-launch and feature adoption vs. roadmap.
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6. Subtopic 3 — Reducing Logistics Costs

6.1. Definition

Reducing logistics costs is about optimizing the end-to-end flow of products from origin
to final customer, considering:

Transport (inbound and outbound).
Warehousing and handling.
Inventory levels and obsolescence.
Packaging and returns.

The key is to reduce costs without eroding service levels or damaging relationships.
6.2. Practical Framework — The F.L.O.W. Approach
Use the F.L.O.W. Approach:

1. Footprint — Network of plants, warehouses, cross-docks and delivery points.

2. Loads — How products are grouped, packed and scheduled.

3. Operations — Processes, technology and people running the network.

4. Waste — Non-value-adding activities, errors and inefficiencies.
Footprint
Review whether your current network design still matches demand locations and volumes.
Sometimes a small change (for example, adding a cross-dock or consolidating warehouses)
can unlock significant savings.

Loads

Improve truck fill rates, route planning and frequency of deliveries. Consider tools like
Al-based route optimization and dynamic planning where appropriate.

Operations

Standardize processes, use automation where it makes sense and invest in training and
safety. Keep people at the center of continuous improvement.

Waste

Identify and attack sources of waste: unnecessary movements, waiting times, rework,
damages, returns due to errors, excessive packaging.
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6.3. Applied Example (caso hipotético)

A regional retailer operates three warehouses that were originally located near legacy
suppliers. Over time, demand has shifted toward other cities, but the network has remained
the same.

An analysis using F.L.O.W. reveals that:

e Many shipments travel long distances with partial loads.
e Some products are stored in more locations than necessary.
e Pick and pack processes vary across warehouses, causing errors.

The company redesigns the footprint—closing one warehouse, converting another into a
cross-dock and investing in route optimization. Within 18 months, logistics costs per unit
drop by 12% while service levels remain stable.

6.4. Exercise — Logistics Cost Deep Dive

Objective
Understand cost drivers and identify opportunities to reduce logistics costs in a structured
way.

Roles

Supply chain director.

Logistics manager.

Finance analyst.

Representatives from key warehouses and transport providers.

Inputs
e Breakdown of logistics costs by category and channel.
e Volume and weight data by route or region.
e Service level reports.

Time

e Preparation: 2—3 weeks to consolidate data.
e Workshop: 1-2 days.

Step-by-Step
1. Build a cost tree that shows main logistics cost categories.

2. Analyze which channels, regions or products drive each cost category.
3. Use the Logistics Cost Breakdown template to identify high-impact areas.
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4. Brainstorm levers: network redesign, route optimization, load consolidation,
packaging, automation, outsourcing vs. insourcing.

5. Prioritize initiatives using the impact x effort rubric (Section 9).

6. Develop business cases and implementation plans for top initiatives.

Deliverables

e [Logistics cost analysis report.
e Prioritized list of cost-reduction initiatives with owners and timelines.

6.5. Template — Logistics Cost Breakdown

Service
Chan.nel / Main cost Cost p er level Root cause .
region driver unit (on-time  hypothesis Proposed action
(example) (USD) %) y
o
Multiple Implement route

Urban direct
deliveries

Route planning

1 0
partial loads 2.40 93% not optimized

to same area

optimization and
delivery windows

6.6. Checklist — Reducing Logistics Costs Responsibly

o« | Cost analysis covers all key logistics components, not only transport.

o« | Network footprint is reviewed at least every 2—3 years or after major changes.
o | Load planning and route optimization tools are used where they add value.

o« | Cost initiatives are evaluated for their impact on service, safety and people.

o« | Employees and partners are involved in continuous improvement efforts.

o« I Savings are tracked and reinvested strategically where needed.

6.7. Suggested KPIs — Logistics Efficiency

Logistics cost as percentage of sales.
Cost per delivered unit or order.

Truck fill rate / capacity utilization.
On-time delivery and order accuracy.
Inventory turnover and days of inventory.
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7. Subtopic 4 — Improving Customer Experience in
Deliveries

7.1. Definition

Customer experience in deliveries is the set of perceptions and emotions customers have
from the moment they place an order until they receive it (and, if needed, return or
exchange it).

It includes:

Clarity of information (prices, delivery times, policies).
Ease of tracking and communication.

Delivery punctuality and condition.

Behavior of drivers and couriers.

Simplicity of returns and issue resolution.

A strong delivery experience turns logistics into a brand differentiator, not just a cost
center.

7.2. Practical Framework — The D.E.L.I.V.E.R. Journey

Use the D.E.L.I.V.E.R. Journey:
1. Decide — Customer chooses product and channel, based on delivery options.
2. Expect — Customer receives clear promises on time and cost.
3. Lead time — Order is prepared and shipped.
4. Inform — Proactive notifications and tracking.
5. Visit — Delivery moment or collection experience.
6. Evaluate — Customer reflects on the experience and may share feedback.
7. Repair — Issues are solved quickly and fairly.

At each step, ask: What does the customer see, feel and need? And: What data are we
collecting to improve?

7.3. Applied Example (caso hipotético)

An online retailer offers attractive prices but receives frequent complaints about deliveries:
missed time slots, lack of updates and complicated returns.

By mapping the D.E.L..LV.E.R. journey:
e They realize that delivery promises are generic (‘“2—7 business days”) and not
adapted by region.

e (Customers receive only one email: order confirmation.
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e Drivers are subcontracted and receive little training on customer interaction.
The company responds by:

e Using data to provide more precise delivery windows.

e Implementing real-time tracking and SMS notifications.

e Training drivers and setting behavioral standards.

e Simplifying the returns process with pre-printed labels and drop-off points.

Complaint rates drop significantly, and NPS improves within six months.

7.4. Exercise — Delivery Experience Mapping

Objective
Visualize and improve the end-to-end delivery experience for a priority segment.

Roles

Inputs

Time

Customer experience lead.

Logistics manager.

Representatives from customer service, sales and IT.
Optional: selected customers (co-design sessions).

Customer feedback (surveys, social media, complaints).
Current process maps.
Delivery KPlIs.

1 design workshop (4—6 hours) plus follow-up sessions.

Step-by-Step

1.

AR e

Select a priority journey (for example home delivery of online orders, B2B
replenishment).

Map the D.E.L.I.V.E.R. steps from the customer’s perspective.

Identify pain points and “magic moments” (positive surprises).

Define improvements for each step—technology, communication, policies, training.
Prioritize quick wins and structural changes.

Create an implementation plan with owners, milestones and metrics.
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Deliverables

e Journey map with pain points and opportunities.
e Priority improvement plan and metrics.

7.5. Template — Delivery Journey Snapshot

(ex?ttrflgle) Custom::(l)'d[;e;rceptlon Desired experience Gap Action
Implement tracking
page and SMS/email

alerts

“I don’t know where my Real-time tracking and

Inform . o . . . .
order is until it arrives.” proactive notifications

7.6. Checklist — Delivery Experience

o« Delivery options and times are clearly communicated before purchase.
e | Customers receive proactive notifications and have access to tracking.
o« Delivery personnel understand and represent the brand’s values.

o« I Return and exchange processes are simple and transparent.

o« I Feedback is systematically collected and used for improvement.

o« | Delivery experience indicators are part of leadership dashboards.

7.7. Suggested KPIs — Customer Experience in Deliveries

Delivery NPS or satisfaction score.

On-time-in-full (OTIF) rate.

Delivery-related complaint rate.

Average time and resolution rate for delivery issues.
Percentage of orders with real-time tracking available.
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8. Subtopic 5 — Strategic Alliances for Distribution

8.1. Definition

Strategic alliances for distribution are long-term, mutually beneficial partnerships that
help extend reach, improve service or reduce costs, such as:

Logistics service providers.

Retailers and marketplaces.

Regional distributors or franchisees.

Technology platforms for routing, warehousing or last-mile.

The key is to build alliances that align with your strategy and values, not just
transactional agreements.

8.2. Practical Framework — The P.A.R. T.N.E.R. Criteria
Use the P.A.R.T.N.E.R. Criteria to evaluate and manage alliances:

Purpose fit — Do we share a compatible strategic direction?

Added value — What unique capabilities does each party bring?

Risk profile — Operational, financial, reputational and ethical considerations.
Trust — Quality of relationships, transparency and history.

Negotiation clarity — Well-defined responsibilities, SLAs and incentives.
Evolution potential - Room for innovation and future growth.

Results — Measurable impact on cost, service and revenue.

Nk LD —

8.3. Applied Example (caso hipotético)

A consumer goods company wants to improve last-mile delivery in congested urban areas.
Building its own fleet would be expensive and slow.

Instead, it explores alliances with specialized last-mile startups. Using the P.A.R. T.N.E.R.
criteria, it evaluates options based on:

e Geographic coverage and technology capabilities.
e Environmental policies and treatment of drivers.
e Integration with the company’s systems and customer experience standards.

The chosen partner offers real-time routing optimization and sustainable vehicles. A clear
SLA with shared KPlIs is established. The alliance reduces delivery times by 20% and
improves customer satisfaction.
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8.4. Exercise — Partner Evaluation and Prioritization

Objective
Identify, evaluate and prioritize potential or existing distribution partners.

Roles

Channel / alliances manager.
Procurement lead.

Operations and legal representatives.
Finance support.

Inputs

e List of current and potential partners.
o Performance data and contract terms.
e Risk assessments where available.

Time

e Preparation: 1 week.
e Workshop: 1 day.

Step-by-Step

1. List current and potential partners, grouped by role (transport, warehousing, retail,
technology).

Define evaluation criteria using P.A.R. T.N.E.R. (assign weights if useful).

Score each partner and capture qualitative comments.

Use the Partner Evaluation Matrix to visualize priorities.

Decide which alliances to strengthen, renegotiate or phase out.

Define action plans for top partners (joint business plans, pilot projects, governance
routines).

AN

Deliverables

e Completed Partner Evaluation Matrix.
e Alliance action plan with priorities and timelines.

8.5. Template — Partner Evaluation Matrix

Added Trust

Partner  Purpose fit Risk level Overall .
value level - Next action
(example) (a1-5) (1-5) (H/M/L) (1-5) priority
Urban last-mile 5 4 Medium 4 High Negotiate pilot +

startup A SLA for 3 cities
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Partner  Purpose fit Added Risk level Trust Overall )
(example) (1-5) value level Next action

(1-5) (H/M/L) (1-5) priority

8.6. Checklist — Strategic Alliances

o | Thereisaclear strategy for which capabilities to build internally and which to
access via partners.

o« Partner evaluation includes strategic, operational, financial and ethical

dimensions.

e ' Contracts define responsibilities, SLAs, data sharing and escalation
mechanisms.

e | Governance routines (joint meetings, reviews) are established.

° Performance and risks are monitored with shared KPIs.

° Alliances are reviewed periodically to ensure they stay aligned with strategy.

8.7. Suggested KPIs — Alliance Performance

Cost and service levels achieved through partners vs. internal benchmarks.
Percentage of volume handled by strategic partners vs. tactical suppliers.
Joint innovation initiatives implemented per year.

Partner satisfaction and retention.

Incidents or disruptions linked to partners.
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9. Global Templates and Tools for Channel Optimization

9.1. Impact x Effort Prioritization Rubric
Use this rubric to decide which initiatives to implement first.

Impact Effort

Initiative (example) (1-5)  (1-5)

Priority Responsible Next milestone Date

Implement route
optimization in main 5 3 High
urban routes

Logistics Complete pilot

. . . 30/06
manager in capital city

9.2. RACI Matrix — Channel Optimization Program

Activity R A C I Deliverable Date
(example)
Redesign Supply Finance, key Count Approved network
distribution chain COOQO warehouse Y design and 15/09
. . managers . .
footprint director managers implementation plan

9.3. KPI Board — Distribution and Channels

KPI Definition Target Baseline Frequency = Owner Data
(example) source
istics + . +
Cost-to-serve Total IOgl‘StICS —10% vs Finance + ERP
commercial cost / — Monthly . BI
per channel current Supply chain
channel revenue system
Customer Customer CS
Delivery NPS satisfaction with 70+ 58 Quarterly . survey
. . experience
delivery experience tool
9.4. Human—Cultural Risk Map
. Probability Impact cge e
Risk (example) (H/M/L)  (H/M/L) Mitigation Owner Status
Perception that Transparent
. Y HR +
cost reductions . ) communication, safety In
. Medium High Supply
harm working standards, employee chain progress

conditions involvement
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9.5. 30—-60-90 Day Plan — Channel Optimization

Horizon Objective Actions Responsible Indicators Deliverable
(example)
Build integrated Consolidate data; Channel lc\gizrli(e ted: Channel
30 days view of channel run first C.L.A.RE. 7. mpreted, performance
erformance workshop director priority list report
p defined
Launch two
. . Implement route
quick-win optimization pilot; Logistics + Cost per
60 days initiatives in p Lot & delivery; Pilot evaluation

improve tracking ~ CX leaders

logistics and . . NPS

. . notifications

delivery journey

Approve Complete digital Roadmap  Channel
roadmap for channel canvas;

Strategy +  approved;  optimization
alliances alliances roadmap and
prioritized  alliance plan

90 days digital channels evaluate top
and strategic ~ partners using
alliances P AR.TN.ER.
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10. Summary and Next Steps

10.1. Key Takeaways

Optimizing distribution channels is an ongoing process that requires alignment between

strategy, operations, technology and people.

In this guide you have explored how to:

1. Evaluate the performance of each channel using multidimensional criteria.
2. Introduce innovative digital channels in an integrated, governed and

customer-centric way.

3. Reduce logistics costs through network, process and waste optimization.
4. Improve customer experience in deliveries by designing the entire D.E.L.I.V.E.R.

journey.

5. Build strategic alliances for distribution based on purpose, value and trust.

These elements reinforce each other. Better data from digital channels feeds channel
evaluation. Alliances can support cost reduction and improved customer experience. A

clear strategy keeps everything coherent.

10.2. Action Checklist — From Ideas to Execution

Use the following table to define your immediate next steps:

Next step (example)

Complete Channel Channel

Performance Matrix for all 15/07
managers

channels

Design Digital Channel

Canvas for B2B portal Strategy + 1T 30/07

Run Logistics Cost Deep Dive Supply chain 15/08

with F.L.O.W. framework team

Map Delivery Experience for |y o oicics 31/08

main online journey

Evaluate top 5 logistics Alliances 15/09

partners with PA.R.T.N.E.R. manager

Responsible Deadline Status

Observations

Use common indicators

Planned from Section 4

Involve key customers in
pilot phase

Focus first on top 3
regions by volume
Include customer service
insights

Prepare negotiation
strategy based on results

Planned

Planned

Planned

Planned

JavierSimpleMan™
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11. Self-Assessment — Channel Optimization Maturity

Rate each statement from 1 to 5:

N —

XN kW

10.
11.
12.
13.
14.

15.

1 = Strongly disagree

2 = Disagree
3 = Neither agree nor disagree
4 = Agree

5 = Strongly agree

We have a complete, updated map of all our distribution channels and their owners.
Channel performance is evaluated using consistent financial and non-financial
indicators.

Cost-to-serve is calculated by channel and used in decision-making.

We have a clear strategy for which digital channels to develop or strengthen.
Digital channels are integrated with our core systems and operational processes.
Governance rules minimize conflicts between digital and physical channels.

Our logistics network footprint has been reviewed in the last two years.

We actively pursue initiatives to reduce logistics costs without sacrificing service.
Delivery experience is measured and monitored through customer feedback and
KPIs.

Delivery promises are realistic, clearly communicated and mostly fulfilled.
Strategic partners are selected and evaluated using clear criteria.

We have joint business plans and governance routines with our main distribution
partners.

Channel and logistics KPIs are visible on leadership dashboards and discussed
regularly.

People in different areas (commercial, operations, finance, technology) collaborate
to optimize channels.

Overall, our distribution channels support our growth and profitability goals.

11.1. Scoring Method

l.
2.

Add up your scores for all 15 items (minimum 15, maximum 75).
Divide the total by 15 to obtain your average maturity score between 1.0 and 5.0.

11.2. Interpretation and Recommendations

1.0 — 2.5: Initial Stage
o Channel management is fragmented; data is limited.
o Recommendation: Prioritize building basic visibility (Section 4) and a
simple logistics cost analysis (Section 6).
2.6 — 3.8: Developing
o Some initiatives are in place but lack integration and governance.
o Recommendation: Strengthen digital channel strategy, delivery experience
and partner governance.
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e 3.9-5.0: Advanced
o Channels are managed as a strategic system with robust data and

partnerships.
o Recommendation: Continue innovating, leveraging Al and analytics for
prediction, personalization and scenario planning.
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12. Glossary — 15 Key Concepts in Channel Optimization

l.

10.

11.

12.

13.

14.

15.

Distribution Channel

Path through which a product or service reaches the final customer (for example
direct sales, retailers, e-commerce, marketplaces).

Omnichannel

Integrated approach where customers can interact and buy through multiple
channels with a consistent experience.

Cost-to-Serve

Total cost required to serve a customer or channel, including logistics, commercial
efforts and support.

Last-Mile Delivery

Final leg of the delivery process from the last distribution point to the customer.
Service Level Agreement (SLA)

Formal commitment on service parameters such as delivery time, accuracy and
responsiveness.

On-Time-In-Full (OTIF)

Metric that measures whether orders are delivered at the agreed time, with the
correct quantities and items.

Fulfillment

Complete process of receiving, processing and delivering customer orders.
Cross-Docking

Logistics practice where products are transferred directly from inbound to outbound
transport with minimal storage.

Marketplace

Digital platform where multiple sellers offer products or services to customers
under a common interface and rules.

Self-Service Portal

Online platform where business customers can place orders, check status and
manage their account without intermediaries.

Route Optimization

Use of algorithms and data to define the most efficient routes and schedules for
deliveries.

Inventory Turnover

Metric that shows how many times inventory is sold or used in a period; indicates
efficiency of inventory management.

Channel Conflict

Tension or competition between different channels or partners serving the same
customers.

Joint Business Plan (JBP)

Shared planning document between a company and a strategic partner that defines
goals, initiatives and KPIs.

Reverse Logistics

Processes related to returns, repairs, recycling or disposal of products after they
reach the customer.
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Final Note of Gratitude

Thank you for dedicating time and focus to this material. Each concept and tool here was
designed to provide clarity and strategic vision.

The fact that you are here—investing in yourself and your organization—is proof of
leadership commitment.

Remember: true impact comes not only from learning but from applying and sharing it.
May this guide support wiser decisions, deeper conversations, and more meaningful
transformations.

Reference to the HBT PORTAL™

The place where each week you will find:

. Practical ebooks.
« {3 Podcast summaries on Spotify.
« ¥, Videos on YouTube.

All designed to connect innovation with the human.

%/ HBT PORTAL™
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https://sites.google.com/view/javiersimpleman/bp4_recursos_en
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