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Preparing Commercial
Infrastructure to Scale 

THE PROBLEM
A fast-growing manufacturer relied on a single supplier to
support its distribution model. As the business scaled,
distribution costs increased, margins tightened, and
leadership lacked a clear baseline to evaluate whether the
model could support future growth and commercial
readiness. The challenge was strengthening distribution
and fulfillment strategy without disrupting a critical supplier
relationship or slowing commercial momentum. I was
brought in to evaluate alternative strategies and strengthen
commercial operational infrastructure to support scale.

NAGEL STRATEGIES SOLUTIONS

Benchmarked distributor fees and operating
models against industry norms and competitor
structures, giving leadership greater visibility
into cost structure, market positioning, and
distribution optimization opportunities.

BENCHMARKED DISTRIBUTOR PERFORMANCE

Developed a supplier negotiation strategy
identifying priorities and concessions, coaching
the client on a collaborative approach that
protected the relationship and secured
stronger business terms.

STRENGTHENED SUPPLIER STRATEGY

Modeled distribution scenarios across
fulfillment and supplier pathway options,
consolidating findings into a decision
framework supporting operational continuity,
growth, and leadership alignment.

MODELED FUTURE SCENARIOS

THE OUTCOME
Leadership gained a clear understanding of distribution costs, benchmarking insights, and improvement
opportunities. The organization entered negotiations from a stronger position while maintaining
operational continuity, resulting in a 15% boost in margin for growth product lines. Scenario planning
supported commercial readiness and future growth around a scalable path forward.

15%
Profit margin increased
by more than 15% for
products poised for
growth.

3 | 5
Benchmarked three peer
company business
models and five
prospective supplier
capabilities and pricing.

“Teri is proactive, responsive, and
provided high value knowledge and
business experience to the situation.
She is an excellent collaborator and

took time to truly understand our
business need, and facilitated the

best-case scenario solution.”

– CHIEF OPERATING OFFICER

SCHEDULE A FREE CONSULTATION

https://calendly.com/nagelstrategies/huddle
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