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Key Steps and ROI Benchmarks for Moving from Legacy
Systems to a Cloud-Native, Data-Driven Platform
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1. Executive Overview

The plumbing distribution industry stands at a critical technology inflection point. While the
fundamentals of the business remain unchanged, the tools required to compete effectively
have evolved dramatically. Legacy ERP systems that once powered operations now constrain
growth, increase costs, and limit competitive responsiveness.

This whitepaper examines why plumbing distributors are rethinking their technology
infrastructure and making the strategic shift to cloud-native enterprise resource planning
platforms. We explore the operational challenges unique to plumbing distribution, the
capabilities required in modern ERP systems, and the tangible returns organizations realize
from successful modernization initiatives.

Why Plumbing Distributors Are Rethinking
Their Technology Stack

The decision to modernize is rarely taken lightly. Most distributors have invested significant
time and resources into their existing systems. However, four converging pressures are
making legacy infrastructure untenable:

« Volatile supply chains: Recent years have exposed the fragility of global supply
networks. Distributors need real-time visibility into inventory across multiple locations and
the ability to rapidly redirect stock in response to shortages or unexpected demand

« Skilled labor shortages: With experienced personnel retiring and fewer young workers
entering the industry, operations must become more automated and intuitive. Cloud
platforms reduce training requirements and enable remote access for field personnel

» Complex inventory management: Plumbing distributors manage thousands of SKUs with
varying demand patterns, from fast-moving commodity items to specialized equipment
with long lead times. Legacy systems lack the sophisticated forecasting and
replenishment capabilities required

» Margin compression: Competition from online retailers and big-box stores has squeezed
margins across the industry. Distributors can no longer afford inefficient operations,
pricing errors, or inventory carrying costs that erode profitability
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What Cloud-Native Really Means for Plumbing
Operations

The term cloud-native is frequently misunderstood. It does not simply mean software that runs
in a data center somewhere else. Authentic cloud-native platforms are architected from the
ground up for the cloud environment, providing:

» Continuous updates: No more expensive upgrade cycles or compatibility nightmares.
Cloud-native platforms receive regular enhancements automatically

* Anywhere access: Sales teams, warehouse staff, and executives can access real-time
data from any device, enabling faster decision-making and better customer service

* Elastic scalability: Systems automatically scale to handle peak loads during busy
seasons or rapid growth through acquisition, without hardware investments

* Built-in disaster recovery: Data is automatically replicated across multiple geographic
locations, providing resilience that few distributors could afford independently

Expected Outcomes: Automation, Accuracy,
Speed, and Customer Experience

Organizations that successfully modernize their ERP infrastructure typically realize benefits
across four key dimensions:

e Automation: Routine tasks such as purchase order generation, price updates, and
inventory cycle counts are automated, freeing staff for higher-value activities

e Accuracy: Data entry errors diminish dramatically when information flows automatically
between systems. Pricing becomes consistent across channels, and inventory records
stay current

» Speed: Quote generation, order processing, and inventory lookups that once took
minutes now complete in seconds. Customers receive faster, more accurate service

» Customer experience: Real-time inventory visibility, accurate pricing, and faster order
fulfillment directly translate to improved customer satisfaction and loyalty
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2. Industry Challenges Unique to
Plumbing Distribution

Plumbing distribution presents operational complexities that distinguish it from other
wholesale sectors. Understanding these challenges is essential when evaluating technology
solutions.

Multi-SKU Complexity

A typical plumbing distributor manages between 15,000 and 50,000 active SKUs spanning
diverse product categories: copper and PEX fittings in dozens of sizes, water heaters with
multiple fuel types and capacities, toilets and fixtures in various styles, specialized pumps and
controls, and bulk commodity items like PVC pipe.

This complexity creates challenges in product classification, substitute management, and
inventory forecasting. A single plumbing job might require a dozen different product
categories, each with unique stocking requirements and profitability characteristics.

Bulky and Slow-Moving Inventory with Irregular
Demand

Unlike electronics or apparel distribution, plumbing inventory is characterized by physical bulk
and inconsistent turnover. A water heater occupies significant warehouse space but might sell
once per week. A specialty pump could sit for months before the right customer needs it.

This irregular demand pattern defeats simple reordering algorithms. Carrying too little
inventory results in lost sales and disappointed contractors. Carrying too much ties up capital
and warehouse capacity while risking obsolescence as products evolve.

Price and Discount Complexity

Pricing in plumbing distribution operates on multiple simultaneous tiers. A single SKU might
have:
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« A standard retail price for walk-in customers

* Volume-based contractor pricing with graduated discounts
* Branch-specific pricing reflecting local market conditions

» Negotiated pricing for major accounts with custom terms

* Project-based pricing for large commercial jobs

* Promotional pricing during manufacturer incentive periods

Managing this complexity manually or through spreadsheets creates a constant risk of pricing
errors that erode margins or alienate customers. Modern systems must automate price
calculations while providing visibility into margin implications.

High Return and Warranty Volume

Plumbing products experience higher return rates than many other distribution sectors.
Contractors over-order to avoid job-site shortages and return unused materials. Equipment
failures trigger warranty claims requiring detailed documentation and manufacturer
coordination.

Each return creates administrative work: verifying the original purchase, determining
restocking fees, coordinating manufacturer credits, updating inventory, and processing
customer refunds. Without automated workflows, returns consume disproportionate staff time
while creating opportunities for errors.

Multiple Sales Channels

Plumbing distributors simultaneously manage three distinct sales modes, each with different
operational requirements:

» Counter sales: Walk-in customers need immediate service with fast product lookup,
quick pricing, and instant checkout. Counter staff must access inventory across all
locations and process transactions efficiently during peak periods

* Inside sales: Phone and email orders require rapid quote generation, order tracking, and
delivery coordination. Sales representatives must manage customer relationships while
processing high transaction volumes
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* Project-based orders: Large commercial jobs involve complex quoting, material takeoffs,
staged deliveries, and job-site coordination. These orders often span weeks or months
with partial shipments and progress billing

Legacy systems typically handle one channel well while forcing workarounds for the others.
Modern ERP platforms must provide seamless operation across all three modes.

Vendor-Driven Price Changes and Rebate
Programs

Plumbing distributors face near-constant vendor price changes. Commodity materials like
copper respond to market fluctuations. Manufacturers implement annual price increases.
Emergency adjustments occur during supply disruptions.

Simultaneously, vendors offer complex rebate programs based on volume thresholds, product
mix, and purchase timing. Tracking these accruals, submitting claims with proper
documentation, and reconciling vendor payments requires systematic processes that
spreadsheets cannot provide.

Multi-Branch Visibility Gaps

Distributors with multiple locations face unique challenges when branches operate as
semi-independent entities with separate inventory systems. A contractor looking for a
specialty item might not know that another branch has it in stock. Branches compete internally
for inventory allocation rather than collaborating to serve customers optimally.

This fragmentation creates customer service issues, inventory inefficiency, and limited
management visibility. Real-time, unified inventory visibility across all locations becomes a
competitive differentiator.
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Ready to modernize your plumbing distribution
operations?

Schedule Your Consultation



https://www.ximplesolution.com/contact-us

3. Why Cloud ERP Is the New
Standard for Plumbing
Distributors

The shift from on-premise systems to cloud ERP represents more than a change in where
software runs. It fundamentally transforms operational capabilities and cost structures.

Real-Time Visibility Across Branches and
Warehouses

Cloud ERP eliminates the data silos that plague multi-location operations. Every branch,
warehouse, and will-call counter operates from a single, continuously updated database.
When a sale occurs at Branch A, inventory adjusts instantly. Staff at Branch B can see the
updated stock level immediately.

This visibility extends beyond inventory to encompass customer interactions, pricing
agreements, and order history. A sales representative in Branch A can review a customer's
complete relationship with the company, including purchases at Branch C and open orders at
Branch D.

Automated Replenishment and Vendor
Collaboration

Modern cloud ERP platforms apply sophisticated algorithms to demand forecasting,
accounting for seasonality, trend analysis, and local market conditions. The system
automatically generates purchase order recommendations when stock falls below optimal
levels, considering lead times, minimum order quantities, and freight optimization.

Integration with vendor systems enables electronic data interchange (EDI) for automated
order placement, acknowledgment, and invoicing. Some platforms support vendor-managed
inventory programs where suppliers monitor your stock levels and initiate replenishment
automatically.
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Integrated Pricing, Margin Protection, and
Contract Terms

Cloud ERP systems handle pricing complexity through rules engines that automatically
calculate the correct price for each transaction based on customer tier, volume thresholds,
contract terms, and promotional periods. The system enforces minimum margin requirements,
alerting users when discounts threaten profitability.

Contract management modules track customer agreements and automatically enforce terms.
When a contractor reaches a volume threshold that triggers a higher discount tier, the system
adjusts pricing prospectively without manual intervention.

Unified POS, Counter Sales, Job Quoting, and
Purchasing

Rather than forcing users to navigate between separate systems for different transaction
types, cloud ERP provides a unified interface that adapts to context. The same product
master feeds counter sales, project quotes, and eCommerce. Pricing rules apply consistently
regardless of channel.

This integration eliminates duplicate data entry and ensures that every department operates
from the same information. A quote generated by the sales team converts to an order that
warehouse personnel pick and accounting staff invoice—all without rekeying data.

Streamlined Financials Tied Directly to
Inventory

Cloud ERP platforms integrate financial management with inventory operations, providing
real-time P&L; visibility. When a sale occurs, the system simultaneously records revenue,
updates inventory quantities, calculates cost of goods sold, and generates receivables—all
atomically to ensure data integrity.

Inventory valuation remains current using actual cost, average cost, or FIFO methods, as
appropriate for the business. Branch-level P&L; reporting shows profitability by location,
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enabling data-driven decisions about resource allocation and performance management.

Scalability for Growth, Acquisitions, and New
Locations

On-premise systems typically require significant hardware investments and months of
implementation work to add new locations. Cloud ERP platforms scale instantly. Adding a
branch requires configuration rather than infrastructure deployment.

Acquisitions that historically took a year or more to integrate can now be onboarded in weeks.
The acquired entity quickly begins operating on the unified platform, providing immediate
visibility and standardizing processes across the combined organization.

Lower IT Cost and No On-Premise Server Risk

Traditional ERP implementations require substantial capital investment in servers, storage,
networking equipment, and backup infrastructure. Ongoing costs include hardware
maintenance, software updates, security patches, and dedicated IT staff to manage the
environment.

Cloud ERP converts these capital expenses into predictable operating costs with subscription
pricing. The vendor assumes responsibility for infrastructure, security, backup, and disaster
recovery. IT staff redirect effort from infrastructure management to supporting users and
optimizing business processes.

Enterprise-grade security, redundancy, and performance are now accessible to mid-sized
distributors who could never justify the investment in on-premise enterprise infrastructure.
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4. Core Capabilities Required in a
Modern Plumbing ERP

Selecting the right cloud ERP platform requires understanding which capabilities directly
address plumbing distribution challenges. The following sections outline essential
functionality.

4.1 Inventory & Warehouse Operations

Effective inventory management forms the foundation of plumbing distribution operations.
Modern ERP systems must provide:

Real-Time Stock Levels, Bins, and Barcoding

Every inventory transaction updates stock levels immediately across the system. Bin location
tracking directs warehouse staff to exact storage positions, minimizing search time. Barcode
scanning ensures accuracy during receiving, picking, and cycle counting operations.

Substitutes, Alternates, Backorders, and Kits

Product relationship management enables counter staff to quickly identify suitable alternatives
when primary items are out of stock. The system maintains substitution hierarchies,
equivalent products, and compatible accessories to maximize sales opportunities.

Cycle Count Automation

Rather than annual physical inventories that disrupt operations, modern systems enable
continuous cycle counting. The platform generates daily count lists prioritizing high-value
items, fast movers, and products with recent discrepancies.

4.2 Purchasing & Supply Chain

* Demand Forecasting Tailored to Plumbing Seasonality: Algorithms account for seasonal
patterns, weather impacts, and local construction cycles
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* Multi-Vendor Sourcing and Automated PO Generation: System maintains vendor
preferences and generates recommended purchase orders grouped by supplier

« Integrated Freight, Landed Cost, and Lead Time Adjustments: Actual product cost
includes freight; system adjusts reorder points based on vendor performance

4.3 Sales, Counter, and Contractor Operations

» Fast POS and Counter Workflows: Streamlined interfaces for rapid transaction
processing with instant product lookup and pricing

* Project and Job-Based Billing: Sophisticated quoting for commercial projects with staged
deliveries and partial billing

» Automated Pricing Rules: Multi-layer pricing engine with real-time margin analysis and
approval workflows

» Mobile Sales Tools: iOS/Android apps with offline capability for field representatives

4.4 Vendor & Rebate Management

 Vendor Price Updates: Import price changes from various formats with automated
markup rule application

» Rebate Accruals and Claims: Track rebate terms, calculate accruals, and generate claim
documentation

» Supplier Performance Scorecards: Track on-time delivery, fill rates, and quality metrics
for objective vendor evaluation

4.5 Financials & Profitability

* Real-Time Inventory Costing: Continuous valuation using FIFO, LIFO, or average cost
methods

» Branch-Level Profit and Loss: Detailed P&L; by location showing revenue, COGS, and
operating expenses

* Margin Analytics and Loss Prevention: Reports by product, customer, and channel with
automated alerts for unusual patterns
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Need help selecting the right cloud ERP
platform?

Request Vendor Evaluation Guide



https://www.ximplesolution.com/contact-us

5. Modernization Roadmap:
Moving from Legacy to Cloud
ERP

Successful ERP modernization requires methodical planning and disciplined execution. The
typical timeline spans 8-12 months from assessment through optimization.

5.1 Assessment Phase

* Gap Analysis: Document current processes, identify pain points, catalog integrations

 Data Quality Evaluation: Audit master data quality and determine migration
requirements

5.2 Planning Phase

* Prioritizing Modules: Establish implementation phases based on business priorities

» Standardizing Data: Create consistent product classification, pricing tiers, and UOM
standards

5.3 Implementation Phase

« Data Migration: Execute migrations in waves with validation and cleansing

* Integration Development: Connect eCommerce, EDI, vendor feeds, and external
systems

e User Training: Role-based programs for counter staff, warehouse, purchasing, and
management

5.4 Go-Live and Optimization

» Counter Sales Testing: Validate speed, accuracy, and workflow efficiency
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* Inventory Cycle Counts: Aggressive counting to identify and correct migration issues

» Ongoing Performance Reviews: Monthly reviews to optimize workflows and expand
feature adoption
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6. ROl Benchmarks for Plumbing
Distributors Modernizing with
Cloud ERP

While every organization experiences unigue outcomes, industry experience guides expected
benefits from ERP modernization. The following benchmarks reflect results from successful

implementations:

Inventory Accuracy: +20-30% improvement

Organizations typically achieve 90-99% accuracy with automated transactions, barcode
scanning, and systematic cycle counting versus 70-80% with manual processes.

Fill Rate and Stock Availability: +10-15%

Better demand forecasting, automated replenishment, and multi-location visibility increase the
percentage of customer orders fulfilled from stock.

Order Processing Time: Reduced by 25-40%

Streamlined workflows, automated pricing, and integrated product information enable faster
order entry and quotation.

Price Update and Rebate Accuracy: +90-98% accuracy

Automated vendor price imports and systematic rebate tracking eliminate errors inherent in
manual spreadsheet management.

Carrying Cost Reduction: 8-15% reduction

Improved forecasting and automated replenishment reduce excess inventory while
maintaining appropriate stock levels.

IT Infrastructure Savings: 40—-60% versus on-premise

Eliminating servers, storage, and backup systems reduces capital and operating costs
significantly.
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Margins: 2-5% lift through pricing control
Preventing pricing errors, capturing rebates, and reducing carrying costs combine to improve
overall margins.

These benchmarks represent realized benefits from successful implementations. Actual
results depend on starting conditions, implementation quality, and organizational commitment.
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7. Risk Factors and How Cloud
ERP Mitigates Them

Legacy System Dependency

Cloud ERP eliminates single-point failures through geographic redundancy and automatic
failover. The vendor maintains multiple data centers with instant failover capability.

Manual Spreadsheets Creating Errors

Cloud ERP centralizes pricing in a controlled database with change tracking and approval
workflows, eliminating spreadsheet formula errors.

Limited Visibility Across Branches

Real-time visibility across all locations from a unified database enables staff at any branch to
check inventory throughout the network.

Outdated Reporting Delaying Decisions

Real-time dashboards and ad-hoc reporting enable executives to continuously monitor KPIs
rather than waiting days or weeks for reports.

Cybersecurity Vulnerabilities

Cloud vendors maintain dedicated security teams applying patches automatically and
monitoring for threats 24/7.



8. Case Snapshot — Typical
Transformation

The following illustrative scenario demonstrates how cloud ERP modernization transforms
plumbing distribution operations. While details are synthesized from multiple implementations,
the outcomes reflect typical results.

Before: Siloed Systems, Manual Processes,
Poor Accuracy

A regional plumbing distributor with five locations operated on a 15-year-old on-premise ERP
system supplemented by extensive spreadsheets. Each branch maintained semi-independent
operations with limited visibility into inventory at other locations.

Inventory accuracy averaged 72% based on annual physical counts. The company
experienced frequent stockouts of everyday items while carrying significant obsolete
inventory. Counter sales staff frustrated customers with slow product lookups and inconsistent
pricing.

Financial reporting lagged weeks behind current operations. Branch managers received P&L;
statements 20 days into the following month, making timely corrections impossible.

After: Automated Forecasting, Real-Time Data,
Unified Operations

Following a nine-month implementation of cloud ERP, the distributor realized transformational
improvements across all operational areas.

Inventory accuracy increased to 96% within six months through automated transactions,
barcode scanning, and systematic cycle counting. Demand forecasting algorithms reduced
stockouts by 65% while decreasing excess inventory by 28%.



Modernizing Plumbing Distribution with Cloud ERP Ximple Solutions

Real-time visibility transformed customer service. Counter staff check inventory throughout
the network and initiate inter-branch transfers during customer interactions. Outside sales
representatives generate quotes from tablets with current pricing and stock availability.

Vendor price updates now import electronically and flow through automated markup rules.
Sales productivity increased substantially with counter transaction time decreasing by 35%.

Overall gross margin improved by 3.2 percentage points through better pricing control, rebate
recovery, reduced carrying costs, and operational efficiency.

www.ximplesolution.com 19 info@ximplesolution.com



9. Checklist for Selecting a
Plumbing-Focused Cloud ERP

Selecting the right cloud ERP platform requires evaluating both general capabilities and
industry-specific functionality. Use this checklist to guide your evaluation:

Must-Have Modules

* Inventory management with real-time multi-location visibility
* Purchasing with automated replenishment

 Sales order processing for all channels

* Sophisticated pricing engine with multiple tiers

* Integrated financial management

* Rebate tracking and claim management

Integration Requirements

* RESTful APIs for external system connectivity
» EDI capabilities for major suppliers

» eCommerce platform integration

« Credit card payment processing

* Business intelligence tool compatibility

Support and Implementation

* Proven methodology with distribution experience
 Dedicated implementation team

e Comprehensive training programs

* Post-implementation support with response SLAs

* Regular platform updates included



Scalability

 Support for unlimited locations
« Location-specific pricing and reporting
* Inter-branch transfer management

* Consolidated and branch-level financials

Ready to evaluate cloud ERP for your
business?

Schedule Your Demo


https://www.ximplesolution.com/demo

10. Conclusion

Cloud ERP Is No Longer Optional for Plumbing
Distributors

The evidence is clear: cloud ERP has evolved from emerging technology to a business
necessity for plumbing distributors. The operational, financial, and competitive advantages are
too substantial to ignore.

Market pressures—including supply chain volatility, skilled labor shortages, inventory
complexity, and margin compression—demand the capabilities that only modern cloud
platforms provide.

How Modernization Drives Operational
Resilience and Growth

Cloud ERP modernization creates resilience through automated operations, reduced
dependency on specific individuals, and geographic redundancy. Real-time visibility enables
rapid response to supply disruptions and demand changes.

This resilience provides a foundation for growth. Distributors can confidently pursue
acquisitions, expand into new markets, and scale operations without technology constraints.

Perhaps most importantly, modernization frees management attention from operational
firefighting to strategic opportunities. When inventory accuracy, pricing consistency, and
customer service run smoothly, executives can focus on competitive positioning and market
expansion.

Next Steps for Evaluation and Readiness
Assessment

Organizations convinced of the need for modernization should begin with an honest
assessment of current capabilities and requirements. Engage key stakeholders across
operations, finance, and sales to document pain points and prioritize improvements.
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Research cloud ERP vendors with proven success in plumbing distribution. Request
demonstrations focused on the specific capabilities outlined in this whitepaper. Speak with
reference customers about implementation experiences and realized benefits.

Develop a realistic business case that incorporates both quantifiable benefits and qualitative
improvements. Most importantly, recognize that modernization is not a technology project but
a business transformation initiative requiring dedicated resources and sustained commitment.

The future of plumbing distribution is cloud-native.

The time to modernize is now.
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Contact Us Today

Let's discuss how Ximple Solutions can help your plumbing distribution business achieve
operational excellence and measurable ROI through cloud ERP transformation.

Get In Touch

Email: info@ximplesolution.com

Phone: +1 301 949 4400

Website: www.ximplesolution.com

Learn More About Ximple Solutions
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