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A NOTE ON SOURCES

The anonymized distributor stories in this guide are drawn from real TurningPoint Systems customers
and sales conversations. No company names or individual names are used. Industry statistics are cited
from Bureau of Labor Statistics, McKinsey, NAW/SPARXIiQ, PwC, Panorama Consulting, and other
published research. Named customer proof points — BrightSide Distributing, Sunrise Cash & Carry,
East West Distributors, Eclipse Wholesale, and Malek Distribution — appear with customer permission.
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EXECUTIVE SUMMARY

You Started a Business, Not a Compliance Department. But You
Need Both.

When you decided to start a wholesale distribution business, you probably thought about customers,
suppliers, routes, and margins. You thought about the hustle — finding accounts, building relationships,
making deliveries, growing the book. You almost certainly did not think about MSA tobacco reporting,
multi-tier pricing matrices, PACT Act registration deadlines, or the difference between what QuickBooks
can handle and what it absolutely cannot.

That blind spot is not your fault. Alimost nobody tells new distributors what the job actually requires until
they’re already in trouble.

THE HARD TRUTH

The Bureau of Labor Statistics reports that 67.9% of wholesale trade businesses fail within ten years
— making it the third-worst sector in America for long-term survival. The primary causes aren’t bad
products or weak sales. They’re operational: poor cash flow management (cited by 82% of failed
businesses), inadequate inventory control, compliance failures, and processes that can’t scale past
a certain volume. Every one of those failure modes has a technology solution that costs a fraction of
what the failure itself costs.

This guide is written for the owner who is Google-searching at 11 PM trying to figure out how to build a
real operation. Maybe you’ve been in business three months. Maybe three years. Maybe you're about
to launch and you want to get it right the first time. Whatever your starting point, this playbook covers
the seven ticking time bombs that end new distributors, the cautionary tales of operators who
discovered them too late, and one success story that proves you don’t have to learn these lessons the
hard way.

7

Operational time bombs
most new distributors
discover too late

3x

Cost multiplier when
migrating away from the
wrong system vs. starting
right

90 days

From signed contract to
operational QwikPoint for a
startup

47 yrs

TurningPoint Systems
building ERP specifically for
this industry

By the end of this guide, you'll understand exactly what your operation needs, what questions to ask
any technology vendor, how to evaluate your current system honestly, and what the businesses that
are growing fast did differently from the ones that stalled out or closed.
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Chapter 1 The First-Year Survival Map

What actually kills new distributors — and the three phases that determine your trajectory

Every new distributor faces the same arc. The first few months feel like momentum — you're adding
customers, buying product, making deliveries, getting paid. Then something breaks. An order ships
wrong. An MSA report gets rejected. A key customer expects online ordering you can’t provide. A
supplier demands proof of compliance you don’t have. What felt like a growing business suddenly feels
like a series of fires you never saw coming.

This isn’t bad luck. It's predictable. The businesses that survive past year three are the ones that either
anticipated these inflection points or responded to them fast enough.

What Actually Kills New Distributors

Failure Mode % Cited The Underlying Cause

Poor cash flow management 82% Manual AR, no aging visibility, no early payment discipline

Inventory inaccuracy 74% Paper-based picks, no scan verification, dead stock building
up

Compliance failures 61% MSA/tobacco reporting errors, PACT Act violations, FDA
findings

Inability to scale operations 58% WhatsApp orders, manual data entry, no customer self-
service

Pricing errors and margin 47% No multi-level pricing; manual pricing spreadsheets diverge

leakage from reality

Customer defection to better- 41% No ordering portal, poor delivery accuracy, slow invoice

equipped competitors resolution

Sources: CB Insights failure analysis, TurningPoint Systems customer experience data, industry research compilations

KEY INSIGHT

Notice what’s not on this list: bad products, weak supplier relationships, insufficient capital, poor
sales skills. Those factors contribute to failure, but they’re rarely the primary cause. Most new
distributors fail on operations, not on sales. They add customers faster than their systems can
handle, then lose those customers to errors, delays, and compliance problems their competitors
don’t have.

The Three Phases Every Startup Distributor Faces

Phase 1: The Hustle (Months 0-6)

You're acquiring customers, establishing supplier relationships, and figuring out your route
structure. Revenue is low; every dollar matters. You're probably using QuickBooks, a spreadsheet,
or nothing at all. This phase feels manageable — because you can personally oversee everything.
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The danger is that you're building habits and processes that will break badly when volume
increases. Most founders underinvest in systems here because the pain isn’t visible yet.

Phase 2: The Wall (Months 6-18)

Volume has grown but systems haven’t. Orders are coming in via text, email, and phone. Your
team is manually re-entering data. Picking errors are rising. Cash flow is inconsistent because AR
is tracked in a spreadsheet. You’re spending 4+ hours per week on MSA tobacco reporting — or
you’'ve discovered (the hard way) that you’ve been reporting incorrectly. This is the phase where
most new distributors either invest or stall. Stalling is a slow death.

Phase 3: The Foundation or the Exit (Months 18-36)

You've either built a real operational foundation and are scaling efficiently — adding customers,
expanding SKUs, onboarding staff who can follow a system — or you’re grinding against the same
problems you had in Phase 2 but with more volume and more pain. Distributors who don’t make
the right technology investment by the end of this phase rarely make it to year five.

THE BENCHMARK THAT MATTERS

TurningPoint Systems customers who implement QwikPoint during Phase 1 or early Phase 2
consistently report zero migration pain — they never built bad habits at scale. Customers who
implement in late Phase 2 or Phase 3 typically spend 3% as long on data cleanup and process
retraining. The best time to build the right foundation is before you need it.
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Chapter 2 The Seven Things You Don’t Know You Need

The ticking time bombs that end distribution businesses — and how to defuse each one

None of these problems are obscure. Every experienced distributor knows them. But new operators —
and sometimes even operators with several years of experience — don’t discover them until they’ve
already caused damage. Here is what you need to know, and what to ask any vendor about before you
sign anything.

MSA Tobacco Compliance: The Silent Terminator

If you sell tobacco products, you are required to report every sale to the Master Settlement
Agreement (MSA) through the MULTICAT system. This is not optional. It is not a box you check
quarterly. It is a weekly electronic reporting obligation that must be accurate, on-time, and
formatted precisely for each manufacturer’s specifications.

WHAT’S ACTUALLY AT STAKE

MSA compliance data is monitored very closely and analyzed against the supply chain; if a
distributor is found reporting inaccurate data, repeat offenses could cost the distributor its
purchasing status — effectively ending your ability to buy product from major manufacturers. That’s
not a fine. That’s the end of your tobacco business. Additionally, FDA violations carry penalties of up
to $21,348 per violation or $1 million per proceeding. PACT Act violations can mean imprisonment
of up to three years.

COMPOSITE PATTERN — WHAT TURNINGPOINT SEES REPEATEDLY
“We didn’'t know we had a problem until the manufacturer called.”

A specialty distributor obtains a cigarette license and begins selling tobacco products. For the first
several months, MSA reports are filed manually using spreadsheets. The format is close but not
technically compliant with MULTICAT specifications. When a manufacturer account manager notices
irregular data patterns, the account gets flagged. The distributor must file months of corrected reports,
hire outside help to reconstruct and reformat the data, and is placed on probationary purchasing status.
The total remediation cost exceeds what a full year of compliant software would have cost.

Lesson: MSA compliance doesn’t give second chances. Build it in from the day you receive your
tobacco license.

What to ask any vendor: “Does your system generate MSA MULTICAT files natively, for all participating
manufacturers? Can you show me a live example? What happens when a manufacturer updates their
format requirements — do you update automatically?”

Multi-Level Pricing: The Invisible Margin Leak

Convenience wholesale distribution is not a single-price business. Managing pricing complexity in
a spreadsheet — or in someone’s head — is one of the most consistent sources of margin
destruction in early-stage distributorships.
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8—12% of distributor invoices contain pricing errors (industry research); the average error
0 costs 1.8% of gross margin annually

$54.000 annual preventable loss for a $3M distributor from pricing errors alone — before
’ factoring in disputes, credits, and relationship damage

Manual / Spreadsheet Pricing System-Managed Pricing (QwikPoint)

* Price lists live in multiple files » Centralized price matrix with customer tiers

» Updates require manual distribution to staff » Automatic promotional pricing by date range

* No automatic promotional pricing windows * Manufacturer rebate tracking built in

» Customer-specific agreements stored informally » Customer-specific exceptions stored and
enforced

 Error rate: 8-12% of invoices * Error rate: <0.5% of invoices

* No audit trail for pricing disputes * Full audit trail for every price applied

Customer Self-Service: The Growth Multiplier

If your customers are ordering from you via WhatsApp, text message, or phone call, you have a
growth ceiling. Every order taken by a human is an order that costs staff time, introduces
transcription errors, and creates a ceiling on how many accounts your team can serve.

SUNRISE CASH & CARRY — NAMED CUSTOMER

“Some customers doubled their orders once they could see the full catalog and place orders on
their own schedule.”

Sunrise shifted to QwikPoint’'s web and mobile ordering platform and saw 700+ stores ordering regularly
through the app — a 56% increase in active digital users. Fulfillment time was cut in half. Revenue grew
132% post-implementation — not because they hired more staff, but because the system could handle
more volume without proportional headcount growth.

Warehouse Accuracy: The Trust Foundation

You cannot build a distribution business on customers who don'’t trust your deliveries. Every
mispick is a customer service call, a credit memo, a driver who has to make a second stop, and a
small erosion of the relationship that eventually makes that customer consider your competitor.

1in 50 Error rate with paper-based picking (industry standard per OPEX Corporation
benchmarks)

1in 10.000 Error rate with RF scan verification — BrightSide Distributing result after
’ QwikPoint implementation

200x Accuracy improvement from paper to RF scanning — TurningPoint Systems
customer data
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BRIGHTSIDE DISTRIBUTING — NAMED CUSTOMER

“Order accuracy has improved significantly — what used to be 1 error in every 50 visits to the shelf
is now just 1 in 10,000. Our customers have taken notice.”

— Sean Kennedy, Director of IT, BrightSide Distributing

Results: 200x reduction in picking errors - 2—3x picker productivity - 12—15% payroll reduction - 21.5%
revenue growth post-implementation

AR/AP Discipline: The Cash Flow Engine
Distribution is a cash flow business. Your margins are thin — typically 4-7% EBITDA — which
means that slow-paying accounts, missed aging follow-ups, or unreconciled invoices can turn a

profitable month into a cash crisis. Cash flow problems are cited by 82% of failed businesses as a
contributing factor.

An integrated ERP provides automatic aging alerts, customer credit limit enforcement, payment terms
management, and real-time AR dashboards that tell you exactly who owes what, for how long, and how
it's affecting your working capital. The difference between a distributor with manual AR and one with
system-managed AR isn’t just efficiency — it's survival.

State Excise Tax Reporting: The Compliance Maze That Keeps Moving

Every state has different excise tax rates, reporting formats, and filing deadlines for tobacco
products. Federal cigarette excise tax runs $1.01 per pack, but state rates range from $0.17
(Virginia) to $7.42 (Washington, D.C.) per pack. If you sell into multiple states, you’re managing
multiple parallel compliance obligations.

The deeper problem isn’t just that every state is different today. It's that every state changes on its own
schedule, with no coordination with neighboring states, no coordination with your software vendor, and
no warning beyond whatever regulatory notice they publish. Indiana is changing its OTP reporting
format in January 2027. Every state with active tobacco reporting requirements is capable of issuing a
similar change at any time.

THE REAL COST OF A GENERIC SYSTEM’S COMPLIANCE GAP

When a generic ERP cannot produce a required state tax report natively, distributors typically face
one of two choices: hire a third-party service to reconstruct it manually, or do it themselves with
spreadsheets. TurningPoint regularly encounters distributors paying $750 to $1,500 per month to
third-party services to piece together state reports that a purpose-built system would generate
automatically. That is $9,000 to $18,000 per year — not for compliance. For a workaround to a
system that was never built to handle it.

PROOF POINT — TEXAS DISTRIBUTOR: DAYS TO HOURS

A TurningPoint QwikPoint customer in Texas was spending multiple days each month manually
constructing state excise tax reports from generic CSV exports. After working with TurningPoint to build
the specific report output to Texas specifications, that same monthly task was reduced to a few hours.
The error rate dropped to near zero — because the output was built once, correctly, and executed
automatically every month after that.
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y@ll Data Integrity: The Compounding Asset
The least visible time bomb is also the most consequential over a three-to-five-year horizon. Data
integrity means having clean, accurate, consistent records of customers, items, pricing,
transactions, and inventory from day one. Distributors who build on bad data early spend
enormous time and money cleaning it up later — often during the exact period when they’re trying
to scale.

THE 91-YEAR-OLD MANUAL OPERATION

A multi-generation family distributor recently evaluated modernizing after decades of entirely manual
records. The first challenge wasn’t choosing software — it was digitizing and cleaning generations of
customer and inventory data recorded by hand. Their technology lead correctly identified that the data
migration project would take as long as the software implementation itself. The lesson for startups: clean
data is worth protecting from day one. Every customer record you enter correctly today is one you won'’t
have to rebuild later.
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Chapter 3 The “Good Enough for Now” Trap

Why starting cheap costs 3x more — and the real story of what happens when you choose wrong

Every new distributor faces the same temptation: find the cheapest software that covers the basics and
plan to upgrade later. Distribution software decisions are not like SaaS subscriptions you can swap
month-to-month. Your data, your workflows, your staff’s habits, and your customers’ expectations all
integrate with your software over time.

Changing platforms later means migrating that data (expensive), retraining your team (disruptive),
potentially going dark during the migration (dangerous), and building new integrations. Industry
research estimates that distribution software migrations typically cost 3—4x the original implementation
when you factor in all of these elements.

The QuickBooks Ceiling — When You’ll Hit It

QuickBooks is excellent accounting software. It is not distribution software. The distinction matters
enormously for convenience wholesale operators, and most distributors don’t discover it until they’re
deep enough into the business that switching feels impossible.

Capability QuickBooks QwikPoint ERP

MSA tobacco reporting Not available Built-in, automated

Multi-level customer pricing Basic price levels Unlimited tiers, customer-specific
only (3 levels) matrices

RF warehouse scanning Not available Integrated scan-to-verify picking

Customer ordering portal Not available Web + mobile app included

State excise tax reporting Not available State-specific, automated

Manufacturer rebate tracking Manual workarounds | Automated tracking and reporting
only

Route delivery management Not available DSD route optimization included

10,000+ SKU management Functional but slow Built for 10,000-15,000 SKU operations
above 5,000 items

PACT Act reporting Not available Built-in compliance reporting

COMPOSITE PATTERN — DRAWN FROM MULTIPLE TURNINGPOINT

EVALUATIONS
“We picked the cheaper option without evaluating what we’d actually need.”

A startup distributor delegates their software decision without a structured evaluation process. The
person making the call evaluates platforms on price without a checklist of distribution-specific
requirements. Six months after implementation, the gaps become visible: no native MSA reporting,
multi-level pricing requiring custom workarounds, a customer portal that doesn’t sync reliably. None of
this was visible during the evaluation because the right questions were never asked.
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Lesson: The person making your technology decision needs to understand distribution operations. Price
comparison without operational evaluation is not a technology decision — it is a coin flip with long-term
consequences.

THE REAL COST CALCULATION

Before evaluating any distribution software, build the true cost model: Implementation cost (license
+ setup + training) + Ongoing cost (annual subscription or maintenance) + Gap cost (manual
workarounds for capabilities the system lacks) + Compliance risk (what an MSA error or FDA finding
actually costs) + Migration cost (what it costs to leave this system in 18 months). Systems that look
cheap in the first two rows often look very expensive when you add the last three.
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Chapter 4 Building the Right Foundation from Day One

The Alabama success story — and the 10 non-negotiable elements of a distribution foundation

Not every startup distributor story ends with a cautionary tale. The most instructive story in the
TurningPoint Systems customer base is a small Alabama distributor who did one thing differently from
most of the cautionary cases described in this guide: they started right.

MALEK DISTRIBUTION — NAMED CUSTOMER — ALABAMA
“Starting fresh allowed us to implement proper processes from day one.”

A small Alabama distributor starting from nothing. Two warehouses. A three-person team. A modest
customer base and a determination to build correctly rather than cheaply.

Rather than starting with QuickBooks and planning to upgrade later, Malek Distribution chose QwikPoint
from launch. Clean item master setup, correct customer pricing structures, integrated MSA compliance
from the first tobacco invoice, RF picking from the first warehouse shift.

Result: Consistent month-over-month revenue growth. Zero system-related operational issues. Clean
AR from day one. A three-person team operating two warehouses efficiently — something that would be
functionally impossible with manual processes at their current volume.

The Malek story isn’'t about budget. It's about sequencing. The cost of building right from the start is
always lower than the cost of rebuilding later.

The 10 Non-Negotiable Foundation Elements

Based on TurningPoint Systems experience implementing QwikPoint across nearly 100 active
customers, these are the ten foundational elements that every distribution operation needs in place to
scale effectively:

Clean Item Master

Every product you sell needs a unique item code, accurate description, correct unit of measure,
proper tax classification, and current cost. Every duplicate SKU, every missing field, every incorrect
cost is a pricing error or inventory discrepancy waiting to happen.

Customer Account Structure with Pricing Tiers

Every customer should have a defined account type, a pricing tier assignment, payment terms, and
any customer-specific exceptions recorded in the system — not in someone’s memory or a side
spreadsheet.

MSA Compliance from First Tobacco Invoice

If you sell tobacco, your first tobacco invoice should produce a compliant MSA report. Not
approximately compliant. Not “we’ll fix the format later.” Fully compliant from transaction one.
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AR with Payment Terms and Credit Limits

Every customer account should have defined payment terms and a credit limit that the system
enforces at order entry. Cash flow discipline starts at account setup — not when you're chasing a
90-day-old invoice.

Pick Location Assignment in Warehouse

Every product should have an assigned pick location from day one. Random placement might work
at 500 SKUs. It doesn’t work at 3,000 SKUs or three employees.

Supplier Cost Tracking

Your landed cost per item should be tracked systematically, not estimated. Without accurate cost
data, your margin analysis is fiction.

Order Entry Discipline (No WhatsApp Orders)

Every order should enter the system directly — by the customer through a portal, by your inside
team through an order entry interface, or by a route driver through a mobile app.

State Excise Tax Configuration — and Regulatory Update Process

Your system should apply the correct excise tax automatically. But configuration is only half the
problem. State reporting formats change. Your vendor must have a defined process for tracking
those changes and updating your reports when they do.

Inventory Cycle Count Process

You need a systematic process for counting portions of your inventory on a regular schedule so
that discrepancies are caught early, before they compound into large variances.

Implementation Partnership (Not Self-Service)

Businesses using a software implementation consultant achieve an 85% success rate versus 67%
for self-implementation (StackPlan/Coachbar, 2023). Find a vendor who treats implementation as a
partnership, not a handoff.
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Chapter 5 The Technology Decision: When and What

The four stages of distributor technology maturity — and an honest evaluation framework

Stage Profile

Current Tech

The Problem

The Next Step

0 Pre-launch or <6 | Nothing / No systems at all; every | Evaluate QwikPoint or MultiCAT
months; <50 spreadsheet / process is manual Lite now before bad habits form
customers; no Square
tobacco or
minimal tobacco

1 6—18 months; 50— | QuickBooks + QuickBooks ceiling Migrate to QwikPoint before first
200 customers; manual MSA approaching; compliance incident or growth wall
tobacco in compliance exposure
catalog; growing accumulating
SKU count

2 18 months—3 QuickBooks + Pain is visible; errors Migration to QwikPoint is urgent;
years; 200-500 workarounds + rising; staff frustrated; every month of delay compounds
customers; manual compliance at risk cost
tobacco is processes
significant; 2,000—

8,000 SKUs
3 3+ years; 500+ Legacy ERP or Growth platform QwikPoint full implementation with

customers; full c-
store catalog;
$5M+ revenue

patchwork of
systems

limitations; no
integration; limited
analytics

RF, portal, state tax, and analytics

THE MULTICAT LITE BRIDGE

If you're at Stage 0 or Stage 1 and your primary immediate pain is MSA tobacco compliance — not
full ERP operations — MultiCAT Lite may be the right starting point. It's purpose-built MSA
MULTICAT reporting for small tobacco distributors, integrates directly with QuickBooks and
Peachtree, costs $1,200/year, and installs in 1-2 hours. Approximately 20—25% of TurningPoint
Systems’ new customers start with MultiCAT Lite and upgrade to QwikPoint as they scale.

Honest Evaluation Criteria for Any Vendor

When you evaluate distribution software, these are the questions that separate platforms built for your
specific business from platforms that are close but not quite right:

Purpose-Built vs. Adapted

There is a meaningful difference between software built specifically for convenience wholesale
distribution and general ERP software configured for distribution. Purpose-built systems arrive with
tobacco compliance, c-store SKU structures, multi-level pricing, and DSD route management as
native capabilities — not bolt-on add-ons. Ask: “Is this software purpose-built for convenience
wholesale distributors, or is it a general ERP adapted for distribution?”

turningpointsystems.com
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Implementation Track Record

Ask for references from distributors at your current size and stage. Not large-distributor success
stories — distributors who were at your revenue level when they implemented. Ask: “Can you
connect me with three customers who were at roughly my size when they implemented?”

Compliance Currency — and Regulatory Responsiveness

Tobacco compliance requirements change. Indiana is changing its OTP reporting format in
January 2027. Other states will follow. A generic ERP vendor has no institutional incentive to
monitor state tobacco reporting changes. A purpose-built distribution ERP vendor maintains
compliance currency as a core product obligation. Ask: “When a state changes its excise tax
reporting format, how does your system get updated, and how quickly? What does that update cost
me?”

Vendor Stability and Longevity

Distribution software is a long-term relationship. The vendor needs to be around in 10 years. Ask:
“How long has your company been in business? What's your customer retention rate?”

ABOUT TURNINGPOINT SYSTEMS

TurningPoint Systems has been purpose-built for convenience wholesale distributors since 1978 —
47 years serving this specific industry. Nearly 100 active QwikPoint customers. The MSA itself
refers distributors to TurningPoint Systems organically. Quarterly product releases are industry-
specific, not generic. Implementation is a partnership, not a handoff. \We’ve never served an industry
other than convenience wholesale distribution, and we don’t intend to start.
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Chapter 6 Your First 90 Days on a Real System

A practical implementation roadmap for startup distributors

Implementation is where most startup distributors either gain confidence or lose it entirely. The process
doesn’t have to be painful. QwikPoint implementations for startup distributors typically run 60-90 days
from signed contract to live operations — with no business disruption if the sequence is followed
correctly.

Research is clear on what makes implementations succeed: businesses using a qualified
implementation partner achieve an 85% success rate versus 67% for self-implementation
(StackPlan/Coachbar, 2023). The three most common failure causes — inadequate change
management, poor data migration, and inexperienced implementation teams — are all fully
preventable.

WEEKS 1-2
Foundation Setup

Export your current customer list, item catalog, and pricing. With TurningPoint Systems guidance, clean
the data: deduplicate customers, standardize item codes, reconcile pricing tiers. TurningPoint
implementation team configures your company profile, tax settings, state excise tax tables, MSA
manufacturer codes, customer price tiers, and warehouse location structure. For a startup, this typically
takes 3-5 business days.

WEEKS 3-4
Integration and Training

Customer records, item master, and current inventory counts are imported and validated. TurningPoint
provides role-specific training: order entry for inside staff, warehouse picking for warehouse team,
management dashboards for owners. Training is done on your actual system, with your actual data.
New employee training after go-live runs 10-15 minutes for warehouse roles versus days of on-the-job
learning with manual processes.

WEEKS 5-8
Parallel Run and Go-Live

For new startups, the parallel run phase is often skipped — there’s nothing to compare against. Your
first week of live operations includes dedicated TurningPoint support. Most QwikPoint go-lives report no
significant operational disruption. The most common first-week experience: “It was easier than we
expected.” TurningPoint reviews your first MSA reporting cycle and financial close with your team to
confirm accuracy.

DAYS 60-90
Optimization and Customer Portal Launch
After your team is comfortable with the back-end operations, begin activating customer self-service.

Start with your most tech-forward accounts — typically 10—20% of your customer base — and expand
from there. TurningPoint’s customer success team conducts your first scheduled engagement review: a
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strategic session to assess how the system is supporting your growth and plan the next phase of
operational development.

STARTUP IMPLEMENTATION ADVANTAGE

Startups have one significant implementation advantage that legacy-system migrations never get:
clean data and no old habits to unlearn. When you start on QwikPoint from day one, there’s no
migration cost, no data cleanup project, and no staff retraining problem. The implementation is
configuration and training only — typically the fastest, lowest-friction path to operational excellence
that TurningPoint offers.
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Chapter 7 The Growth Unlock

What happens after the foundation is set — the capabilities that scale with you

The goal of the operational foundation isn’t compliance. It isn’t even accuracy, although both of those
matter enormously. The goal is creating a platform that enables growth without proportional operational
friction — where adding 50 more customers doesn’t require 50% more staff, and where your operation
gets more efficient as it scales instead of less.

RF Warehouse Scanning — The Efficiency Multiplier

Once pick locations are properly assigned and your item master is clean, RF scanning transforms your
warehouse from a manual, error-prone environment into a guided, scan-to-verify operation.

BRIGHTSIDE DISTRIBUTING — RF PICKING IMPLEMENTATION

Before RF: Paper pick tickets, 1-in-50 error rate, manual productivity tracking, warehouse efficiency
bottleneck on high-volume days.

After RF: 2-3x picker productivity - 1-in-10,000 error rate (200% improvement) - 12—15% warehouse
payroll reduction (~$270K+ annually) - 485 customers ordering through the portal - 21.5% revenue
growth post-implementation

Web and Mobile Customer Ordering — The Revenue Engine

When your customers can order on their own schedule — from their phone, from their store, at midnight
if they need to — two things happen. Order volume increases because the friction of calling or texting is
removed. And order accuracy increases because the customer enters their own order directly into your

system.

EAST WEST DISTRIBUTORS — NAMED CUSTOMER

Before QwikPoint, East West was receiving 4—5 mispick complaints per day from customers. After
implementing scan verification and a customer ordering portal, mispick complaints dropped to fewer
than one per week — a 99% error reduction. The portal deflected an estimated 70-80 customer service
calls per week, freeing inside staff to focus on account growth instead of complaint resolution.

Analytics — The Management Dashboard

Once your transactions are flowing through QwikPoint cleanly, real-time analytics become available.
Margin analysis by customer, by category, by sales rep. Inventory turn velocity by SKU. AR aging by
customer segment. Route profitability by driver. The distributors who grow fastest aren’t necessarily the
ones who hustle hardest. They're the ones who make better decisions faster.

ECLIPSE WHOLESALE — PITTSBURGH — NAMED CUSTOMER
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Eclipse Wholesale was running on a legacy system from the 1990s when the second generation —
Ryan and Moe Malik — implemented QwikPoint in December 2021.

Results over three calendar years: 29% revenue growth - 42% increase in new customers (from 161 to
228)

The operational foundation didn’t just improve efficiency — it created the capacity to pursue growth that
the old system couldn’t have supported.
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Chapter 8 Five Startup Distributors, Five Paths

Anonymized case comparisons showing where different starting decisions lead

Patterns in how new distributors approach technology decisions predict their outcomes with remarkable
consistency. Profile 1 is a named TurningPoint customer with confirmed results. Profiles 2 through 5
are composite patterns drawn from TurningPoint’s sales and evaluation experience.

PROFILE 1 — THE ONE WHO BUILT RIGHT: ALABAMA STARTUP,
DAY ONE ON QWIKPOINT

A small Alabama distributor launched with QwikPoint from their first day of operations. Two warehouses,
three employees, modest starting volume. Clean item master, correct pricing tiers, integrated MSA
compliance, RF-enabled warehouse from day one. The founders understood that they were building a
platform for a business they wanted to be significantly larger.

Result: Consistent month-over-month growth, zero system issues, clean AR, zero compliance incidents,
and a three-person team operating two warehouses at volumes that competitors require five to seven
people to manage.

Malek Distribution is our best evidence that starting right is the cheapest path.

PROFILE 2 — THE QUICKBOOKS LOYALIST: COMPOSITE PATTERN

A convenience wholesale distributor has been running QuickBooks for accounting and MultiCAT Lite
standalone for MSA tobacco reporting for four to five years. The combination worked as an entry point.
But by year four, the limitations are visible: order entry is entirely manual, no customer portal exists,
warehouse operations are paper-based. TurningPoint sees this profile regularly among MCL customers
evaluating the upgrade to QwikPoint.

Pattern outcome: A business that has survived and grown modestly, but is leaving significant
operational efficiency and revenue on the table. The bridge was never wrong. Staying on it past its
useful life is where the cost accumulates.

PROFILE 3 — THE COMPLIANCE CRISIS: COMPOSITE PATTERN

A specialty distributor obtains a cigarette license and begins selling tobacco products. For several
months, MSA reports are filed manually. The format is close but not technically compliant. A
manufacturer account manager flags the account. The distributor must hire outside help to reconstruct
months of corrected data and is placed on probationary purchasing status.

Pattern outcome: Total remediation cost exceeds what a full year of proper compliance software would
have cost. This outcome is common. It is completely avoidable from day one.

PROFILE 4 — THE DELEGATED DECISION: COMPOSITE PATTERN

A startup distributor with a growing customer base delegates the technology decision to a newer team
member who evaluates platforms based primarily on cost — without a distribution-specific requirements
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checklist. The lower-cost generic option is selected. No native MSA reporting, inadequate multi-level
pricing, a performance ceiling that won’t become visible until the business scales further.

Pattern outcome: Compounding workarounds, custom development costs, compliance exposure, and
eventually a full migration project. The lesson is not about the employee who made the decision. It is
about the owner delegating a strategic technology choice to someone without the operational context to
evaluate it correctly.

PROFILE 5 — THE LONG-RUNNING MANUAL OPERATION:
COMPOSITE PATTERN

A multi-generation family candy and sundry distributor has operated with entirely manual processes
across multiple ownership transitions. The founding generation built a real, durable business. A younger
family member with a technology background has identified that the manual operation has no path to
the next level. The data migration project required to modernize will take months of dedicated work
before implementation can even begin.

Pattern: Every year of manual operation is another year of data cleanup before the real work can start.
There is no safe time to delay modernization when succession is on the horizon.
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Chapter 9 Your Startup Checklist

Actionable — take this to every vendor conversation and use it to audit your current operation

Section A: Compliance Readiness

A1 — MSA MULTICAT Reporting

If you sell tobacco, you need automated MSA reporting from the day of your first tobacco invoice.
Manual spreadsheet reporting is not compliant.

Current status: v Automated and compliant A Manual workaround o Not yet applicable

A2 — PACT Act Registration

If you sell any tobacco products via delivery, you must be registered under the PACT Act and filing
monthly reports. Fines begin at $5,000 for first offenses.

Current status: v Registered and filing A Not sure o Need to evaluate

A3 — State Excise Tax Configuration

Your system should apply the correct state excise tax automatically and produce native state reports —
not raw CSV exports. State formats change; your vendor must track those changes.

Current status: v Fully automated with native state reports A Automated tax but manual report construction o
Manual calculation / need to implement

A4 — FDA Recordkeeping
FDA requires tobacco product records to be maintained for four or more years and available for audit.

Current status: v System-maintained A Manual archive o Need to evaluate

Section B: Operational Foundation

B1 — Item Master Quality

Every item should have a unique code, accurate description, correct unit of measure, current cost, and
proper tax classification.

Current status: v Clean and complete A Has gaps o Major cleanup needed

B2 — Customer Pricing Structure

Customer-specific pricing, volume discounts, and promotional pricing should be stored in your system
and applied automatically.

Current status: v System-managed A Spreadsheet-based o Memory-based

B3 — AR Aging and Credit Limit Management

Real-time AR aging by customer. Credit limits enforced at order entry.

Current status: v Real-time system view A Manual spreadsheet o Not tracking formally

B4 — Order Entry Channel Discipline

Every order should enter your system directly. Orders taken by text or WhatsApp and manually re-
entered are orders waiting to be wrong.
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Current status: v System-entered only A Mix of channels o Mostly manual

B5 — Warehouse Pick Location Assignment

Every product should have an assigned pick location. Random item placement doesn’t work at 1,000+
SKUs and multiple employees.

Current status: v Assigned and maintained A Informal system o Random placement

B6 — Cycle Count Process
You need a regular inventory counting process rotating through the full catalog on a defined schedule.

Current status: v Regular cycle count process A Annual physical only o No formal process

Section C: Technology Vendor Evaluation Questions

What a Good Answer Looks Like

MSA Compliance

The Question to Ask

“Can you show me a live MSA
MULTICAT file your system
generates?”

They show you an actual file, name the
manufacturers supported, and explain the
update process

Industry Focus

“Who are your other customers in
convenience wholesale
distribution?”

They name references you can actually call, in
your specific vertical

Pricing

“How many customer price levels
do you support? Customer-
specific item overrides?”

Unlimited tiers, item-level overrides, promotional
pricing by date range

Implementation

“What does your implementation
process look like for a startup at
my size?”

A specific timeline, named team members,
defined milestones

Customer Portal

“Is a customer ordering portal and
mobile app included, or is it an
add-on?”

Included, with demonstrated adoption metrics
from existing customers

Compliance Updates

“When FDA or MSA format
requirements change, who is
responsible and what is the
timeline?”

Automatic updates pushed to all customers;
specific SLA for format changes

Vendor Stability

“How long have you been in
business? What is your customer
retention rate?”

Section D: 30-Day Action Plan

IF YOU’'RE PRE-LAUNCH OR UNDER 6 MONTHS OLD
Week 1: Schedule a QwikPoint demonstration with TurningPoint Systems. Bring this checklist. Evaluate
your compliance obligations before your first tobacco invoice.

Week 2: If you sell tobacco, implement MultiCAT Lite immediately — it installs in 1-2 hours and
eliminates your MSA compliance exposure from the first invoice.

Week 3: Begin the QwikPoint implementation conversation. Get a specific proposal for your size, your
state, and your product mix.

Specific numbers, not vague assertions about
long track records

turningpointsystems.com
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Week 4: Make the technology decision. The cost of one month of the wrong system compounds. The
cost of one compliance incident compounds more.

IF YOU’'RE 6-24 MONTHS OLD AND FEELING THE WALL

Week 1: Audit your current MSA reporting — have your reports been accurate? How do you know?
Request a compliance review from your manufacturer account manager.

Week 2: Count the manual workarounds your team uses daily. How many hours per week does each
one consume?

Week 3: Schedule a QwikPoint migration assessment with TurningPoint Systems. Understand exactly
what data cleanup is required and what the migration timeline looks like.

Week 4: Make the investment decision knowing the full cost comparison: cost of continued manual
operations + compliance risk + growth ceiling versus cost of QwikPoint implementation + migration.
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Ready to Build the Right Foundation?

TurningPoint Systems has been purpose-built for convenience wholesale distributors since 1978. Not
adapted. Not configured. Built — specifically for the MSA compliance, multi-level pricing, RF warehouse
operations, and customer self-service that define this industry.

Nearly 100 active QwikPoint customers. Quarterly industry-specific releases. Implementation as a
partnership, not a handoff. Proactive customer engagement 2—3 times per year. And a team that has
been doing this, in this industry, longer than most of the competition has existed.

Schedule a Demo Free MSA Compliance Review ROI Assessment Tool Call Us
turningpointsystems.com/startup | turningpointsystems.com/compliance | turningpointsystems.com/assessment | Directly
978-880-

2900
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TurningPoint Systems Resource Library

This guide is part of TurningPoint Systems’ growing library of resources for convenience wholesale
distributors. Each guide stands alone, but together they provide the most comprehensive resource
library in the industry.

Industry Guides

THE COMPLIANCE MINEFIELD

Navigating regulatory hurdles in wholesale distribution. A comprehensive guide to MSA reporting, state
tax compliance, and manufacturer requirements—and how the right systems turn compliance from a
burden into a competitive advantage.

FROM ZERO TO SCALE (THIS PAPER)

The complete guide for new and early-stage convenience wholesale distributors building their
operations from the ground up. Covers the decisions, systems, and milestones that separate distributors
who scale from those who stall.

THE FAMILY BUSINESS TECHNOLOGY BLUEPRINT

How to modernize your family distribution business without losing what made it great. Covers the three-
generation curse, how family distributors make technology decisions, what multi-generational
champions do differently, and a 90-day family business readiness roadmap.

THE TRUE COST OF MANUAL OPERATIONS

CFO-grade financial analysis of what manual processes actually cost your business. Covers the five
hidden cost categories, a daily bleed calculator you can apply to your own operation, three distributor
composite case studies, the cultural dimension of why this decision feels harder than the math
suggests, and a 30-day self-audit framework.

The Growth Playbook Series

A four-part operational transformation series backed by industry research, real customer data, and
nearly five decades of distribution expertise.

PART 1: THE GROWTH DECISION

The foundational case for why small distributors must choose between strategic technology investment
and slow decline. Covers survival data, operational failures, the succession crisis, and the five decisions
that separate growing distributors from stagnating ones. Includes a 90-day growth roadmap.

PART 2: THE ROAD TO RF EFFICIENCY
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The back-of-house transformation guide. How paper picking bleeds margins, how RF scanning delivers
2-3x productivity gains with 12—15% payroll reduction, and exactly how three real distributors made the
switch. Includes an ROI framework and 90-day implementation roadmap.

PART 3: TURN YOUR APP INTO A SALES WEAPON

The front-of-house growth engine. How your mobile app is not just an ordering tool but a competitive
weapon. The hidden revenue unlock from product discovery, the digital moat that prevents customer
defection, and how to achieve 90%+ customer adoption.

PART 4: CHOOSING THE RIGHT ERP

The buyer’s guide for distributors evaluating ERP platforms. What to look for, what to avoid, and how to
make a technology decision that fits your operation, your budget, and your growth trajectory.

Together, these eight resources cover the complete territory: industry context (Industry Guides),
operational transformation (Growth Playbook Parts 1-4), and foundational startup guidance (this
guide). The fastest-growing distributors in our network use them all.
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Sources & Data Attribution

Industry statistics and data referenced in this guide are drawn from the following published sources.
Customer metrics are attributed to the named customers indicated, with their permission.

* Bureau of Labor Statistics (2024): Business Employment Dynamics — Wholesale Trade Survival
Rates, Workforce and Wage Data for the Wholesale Trade Sector

+ CB Insights: Post-Mortem Analysis of Business Failures — Cash Flow as a Contributing Factor

* McKinsey & Company: B2B Pulse Survey, Omnichannel Commerce Research, Distribution
Transformation Studies, Digital Technology EBITDA Impact Analysis

« NAW / SPARXiQ: Distribution Performance Benchmarks — Profit Margin and Operational
Performance Data

+ PwC (2023): U.S. Family Business Survey — Succession Planning Rates and NextGen Findings

* Panorama Consulting (2024—-2025): ERP Failure Analysis, Industry-Specific ERP Success Rates,
Implementation Failure Cause Study

» StackPlan / Coachbar (2023): SMB Technology Implementation Success Rate Study — 1,500
businesses, consultant vs. self-implementation comparison

* Gartner (2024-2025): ERP Implementation Failure Rates, B2B Digital Commerce and Buyer
Preference Surveys

* MHI Annual Industry Report (2025): Warehouse Automation Adoption Data

» Descartes (2024): Supply Chain Labor Shortage Survey

* Netstock (2025): Inventory Accuracy and Stockout Impact Report

* OPEX Corporation: Barcode Scanning Accuracy Benchmarks vs. Manual Picking

*+ NACS /NIQ TDLinx (2026): U.S. Convenience Store Count and Industry Sales Data

* FDA (2024): Tobacco Enforcement Actions, Warning Letter Statistics, Violation Penalty Schedule
+ ATF /PACT Act: Registration Requirements, Penalty Schedule

+ IBISWorld: Cigarette and Tobacco Wholesaling Industry Outlook

«  MIT (2022): Immigrant Entrepreneurship Rates — 80% More Likely to Start Businesses

« Exit Planning Institute (2023): Family Business Transition — $14 Trillion Estimate

*  QwikPoint Customer Implementations: BrightSide Distributing, East West Distributors, Sunrise
Cash & Carry, Eclipse Wholesale, Malek Distribution — customer-verified metrics and
testimonials published with permission

About TurningPoint Systems

TurningPoint Systems has been serving convenience wholesale distributors since 1978. Family-
founded, second-generation leadership. Purpose-built for the convenience wholesale distribution
industry — never for any other vertical. QwikPoint ERP serves distributors from startup operations to
regional leaders across tobacco, candy, beverages, and sundries. MultiCAT Lite serves smaller
operators needing standalone MSA tobacco compliance reporting. Nearly 100 active customers.
Quarterly industry-specific product releases. Implementation as a partnership. Proactive customer
engagement program.

Contact: turningpointsystems.com - 978-880-2900 - evanleblanc@turningpointsystems.com
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