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Team Vueltap
Bogota, Colombia
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Vueltap The Team

Vueltap is a B2B2C last mile logistics technology platform that
allows companies to sell up to 30% more by becoming an ally
with its ecommerce branch by offering same day/ express
deliveries. The company is challenging last mile logistics
services provided by traditional couriers in Colombia by
connecting freelance couriers with companies that need to
deliver its products to its final customers.

Camilo Arango
Founder and CEQO

Maria Elisa Botero
CTO

Background

Vueltap are currently operating in Bogota, and are working on
starting operations in Medellin (Colombia’s second largest
city). In the first months of 2020 they aim to expand to Cal
and Barranquilla.

David Arango
CFO

Enjoying Colombian culture with the Vueltap
team at Andres Carne del Res restaurant outside
of Bogota

Dark Stores

Create a playbook to
enable standing up a new
Dark Store business model.

New Market Entry

Create a playbook to assist

Vueltap in expanding to
Medellin and Cali.

The Challenge

Rollout Timeli Hiring Timeline Selecting Inventory and Clients Picki d Order Fulfill t Strat
After selecting the city in which it wants to expand, Vueltap needs to follow a series of steps in order to be ready to open its Vueltap should first hire a sales person, who will ensure sufficient client scale is present before actually finding an office. Vueltap should exercise a high degree of control ...and look to build relationships with clients that have To optimize dark store performance, Vueltap should implement best practices to ensure quick and error-free picking.
operations to all potential customers. The Operations team will then grow as more customers are acquired in each new city. & when working with clients to determine which types the required tools and capabilities to set the
& Hiring Event of products to stock in dark stores... partnership up for success e Numerous strategies for Ficl((jing" ex;st, Vuel-)ltlap shoul;:i periodically consider different strategies and
— . iy " . . experiment as quantity of orders and capabilities evolve
New office Hire a Sales Hire an Run first Hire add’l [ Hespahsibiities.over-lime | Item criteria Corresponding client requirements E] Baich piaking ke e G T T e o
city lead Operations courier operations l l e S e e o e  Small size - maximizes units per volume e Data transparency and accuracy T Eg Batching atch picking likely most effective given typical low items/order
i ini nin caling the office > ; ki f f ;
selection lead training personnel ) At opening ) 9 o Time sensitive - products where 90 min delivery is o Technology capability (ability to interface with otod However, piece picking may be necessary in some cases to ensure rapid delivery
most valuable inventory management software) . As volume increases, batching should occur in shorter intervals
1) Sales Lead + Customer acquisition through Continue customer acquisition, but o I e need for additional insuran nid e Demand planning maturit
Hire senior individual once decision to enter @ personal network, existing clients also pursue small-medium ow:costi = essineaciionaccalionalinsurance;spe emanc. planning maturty e Keep fastiuming SKUS close togethier ifi an easy-to-feach "fast-pick zone" to improve efficiency
a market has been made .l g large accounts businesses and marketing leads e Low inventory obsolescence - less need for reverse e Replenishment management maturity . ) i
o ) - : logistics to clients’ warehouses SKU . Place these SKUs nearest to the packing area and at accessible height
Pricing and Launf:h+ °pet" " La.ur;.ch ":'th Launch.d ; 2) Operations Lead ) Finding office location (with help from Leads entire office, liaising Location e Work with clients to understand which products are likely to be most popular to stay ahead of trends
courier courier centrally existing more widely Hire oply once sales pipeline is looking [ Ca_mllo and Manuel), and setting up initial with Ca_mllo, and supporting Demand characteristics Contractual obligations and place them in easy to pick locations
costs customer located large attractive, does not have to be local & ffice for launch Operations team : : ; s - e
decisions marketing office / corporate e  Stable - easier to manage inventory and avoid e Clientis re.spon5|ble for matr}talmr}g level of safety T b e e R e BT R e S S Ao
warehouse clients 3) Operations Support Basic operations, ¥ Easi + stockouts stock required to ensure rapid delivery Clear P! 9 p g p!
Hire 1 person immediately after opening, and O™ couriers processing [ ) oaesgtions [ ) e High volume - more delivery and handling revenue e When notified supply is low, client is responsible to @ visuals e Avoid putting multiple SKUs in same picking spot - mixed SKU locations reduces speed and accuracy
1-2 additional people 3-6 months after opening and training & 0P ~— ) . ’ place replenishment order in 24 hours
Does using an expansion expert or “SWAT team” make sense? 4) Courier M i - Gf?OQFaPhlca"y concentrated - maximizes delivery it i oL e A special manager should handle high priority / 90 min delivery items due to their small margin for error
Hiring expansion-specific experts working from HQ and travelling to open each additional city alongside a sales person only ) Gourier Managemen ) Courier acquisition, efticiency . uellaphasingntioremova romiddrksstore:yI Parsoniel USe e S AT s o aas 5 aather SR A s sioRa s S re i e Sl 56558 DE
makes sense when expanding at a rate of 2+ new locations per month. Hire an additional member of operations team ."' processing, and does not meet item and demand criteria * networlf ploy! 9 99 P Y
5 in charge of courier relationship &R ining o5
1 e S T o B i S, Vliab S o s i s iy i Bt i o Sk i ik sl 13 e (1 ems e e (5 1 ot s i S5 1 it 511 S (148 s e s s o ne s v ke e seesio 19
v/ Functional Lead Dark Store Restocking Decision Tree:
& i o¢* Q
) Operations -I||| Sales Y Marketing O Support Is the SKU stocked in only 1 location?
e Setting up office e Acquiring customers e Execute courier training I
Local e Basic operations e Light courier support Yes No
Team (scanning, routes, etc.) when necessary

[ |
Is Dark Store limited to only 1 Client? Is a stockout imminent?

Activities o Courier management and

processing

v

twice a week

HQ e Manuel + Camilo to share e Bi-weekly cross-office e Marketing activities to be
Sucsoit best practices and sales call (lead by Julia) executed remotely
Acfi\;l) ities provide oversight to share best practices e Call with local sales team

v

e Traditional courier/client
support provided through
HQ team (via chat)

Yes

1) Client to Dark Store

No

2) Vueltap to Dark Store

| |

No Yes

3) Central Warehouse to Dark Store 4) Dark Store to Dark Store

e Establish courier training
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The Impact

Stocking SKUs in Multiple Locations

In order to take advantage of inventory pooling, and to reduce inventory carrying costs for clients, Vueltap should limit
SKUs to one dark store unless there is high and consistent demand across multiple locations. Central warehouses can be
used to manage inventory risk and to simplify restocking SKUs that are stocked in multiple dark stores.

Courier Acquisition

In order to attract and retain couriers, Vueltap will need to put together effective online and offline marketing, prioritize in-office
interactions as much as possible, and offer enticing incentives.

Managing Inventory Levels

In order to prevent stock-outs, replenishment “triggers” need to be established to refill low inventory levels. Depending on
each SKU's cost and variability in demand, one of three different replenishment triggers should be utilized.

Customer Acquisition

In order to attract new customers as Vueltap expands into new cities, Vueltap can offer several value propositions. First,
Vueltap can help eCommerce companies in Colombia get a head of the Amazon curve. Second, for customers that are hoping
to deliver more rapidly to new cities, Vueltap can help them enable multi-city operations. * Replenishment

There are multiple strategies that can be used to determine when to replenish inventory: Ovder Placed

/\/' A ‘- k O :l,_ @ Limit a SKU to only one dark store Stock a SKU in multiple dark Adopt a “Central Warehouse” to
. N @ Demand-based Replenishment Reorder Point / Reorder Quantity Kanban Replenishment when stores when manage SKUs when
M 2 [aa) - (ROP/ROQ) Replenishment
FaY @
: G ; ! Marketin Processing & Trainin Incentives & &
Identify Initial Partners Advertise Create Incentives to Scale 9 9 9 > = .%‘t’;ec"l(/ G0 . | * - | &
- Q0
e  Target existing customers that already e  Leverage inbound marketing for small e Incentivize new customers to work e Online marketing techniques such ¢ Local office collects all documents ¢ Usebonuses initially to attract §§ _ _rop &
exist in multiple locations business accounts with Vueltap with initial discounts as as targeted ads and Facebook prior to training couriers, and remove them = / -+
. . L posts result in a high volume of In-office traini hould b gradually as scale is reached X .

e Leverage dark stores to target Bogota e Focus online marketing on targeted e Create referral program to capitalize interest ¢ EOMce Haning Showe b Time Time e Demand is concentrated in one e Demand is widely dispersed across e Suppliers are inconsistent in

prioritized wherever possible e Offer full-time operations roles to

customers hoping to expand
high-performers (float in marketing

social media platforms (i.e. Instagram)
rather than Google Ads, which is

on the networks of existing
eCommerce customers o

: geographic area ? oo
Word of mouth can efficiently A form of ROP/ROQ, that relies on a all geographic areas resupplying inventory

Every time a SKU is issued for delivery, a Every time a SKU falls below a defined

e  Consider using video conferences

¢ gos:tas;?:i)e,:g::%gj}g?:ﬁ;?g? expensive and ineffective complement online marketing and initially in new cities if resources materials) replenishment order is manually placed inventory threshold (ROP), a visual “bin” of units for a given SKU. e Demand for SKU is low and/or highly e Demand is very consistent and is at a e Alarge volume of SKUs are stocked
Vueltap e  Brand packages delivered with gi:l?:e:olstered with.reteral are limited e Use non-monetary incentives (e.g. for the amount of inventory that was replenishmgnt order fpr a standgrd When a bin is empty, a new bin is variable high volume in a large number of dark stores
Vueltap logo coffee at office, wifi, courier events, removed. amount of units (ROQ) is automatically manually ordered.
etc..) placed. e  Short delivery times (<90 minutes) e Inventory is very high value but is in

e  Encourage eCommerce companies to
display Vueltap logo for day-of delivery

option when end users purchase “Simple” Dark Store Network “Complex” Dark Store Network
goods online 9 10 20 22

are prioritized (relatively) low demand

Best for SKUs that have stable demand,
and are higher in cost

Best for SKUs whose demand is highly
variable and difficult to forecast

Best for SKUs that are low in cost, high
in volume, and have very stable demand
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