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THE Q1 2026 OPERATIONS & FULFILMENT ROADMAP

A 90-DAY SPRINTTO
FIX,SWITCH & SCALE

The Q4 dust has settled. Whether you hit your
revenue targets or missed them, the operational
cost of getting there is now visible.

Most brands treat Q1 as a recovery period. They lick
their wounds and wait for spring. But for high-
growth operations leaders, Q1 is the most critical
strategic window of the year.

Itis the only time in the calendar where volume is
low enough to safely overhaul broken infrastructure
without risking revenue. This guide is your 90-day
sprint plan to take you out of reactive fire-fighting
mode and into proactive strategic planning.
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The Golden
Window

Operationalrisk is directly
correlated to order volume

In January and February, order
volumes are typically at their
lowest. This creates a "Golden
Window" to execute strategic
projects like migrating 3PLs,
integrating a new ERP, or
overhauling inventory logic, with
minimal disruption.




Audit SLAs
Dead Stock Detox
Returns Triage

The “Switching
Window”
Tech Alighment
Rate Negotiation

International
Readiness
Packaging

Refresh Capacity
Lock-in
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Many e-commerce brands treat
operations as a cost centre -
something to be minimised.

About Us

Founded in 1981, Prolog Fulfilment is a UK-based
3PL trusted by over 150 brands to handle their
fulfilment needs.

We operate 24HR from 2 UK sites, handling D2C,
pick, pack, multi-carrier delivery, B2B & retail
drops, kitting, returns, personalisation, bonded
goods, and cross-border deliveries - all tied
together with real-time dashboards and clean
integrations to leading e-commerce platforms.
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Brands that win treat operations as a
competitive advantage -
an engine to be optimised.

(9 01623724000
e info@prologfulfilment.com

www.prologfulfilment.co.uk




