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Time to Frontline: The Essential New
KPI for Supply Chain Operations

Walk into any large retailer's supply chain operations review and you will see roughly the same
dashboard. On-time, in-full. Inventory turns. Cost per unit shipped. Picks per hour. Forecast accuracy.
Dock-to-stock cycle time. Damage rates. Maybe slides on robotics utilization or Al pilot status.

Every one of those metrics measures the output of a supply chain that is already running. None of
them measure how quickly that supply chain can change. And in a retail environment where consumer
behavior, competitor's policies, fulfillment expectations, supplier reliability, and trade policy shift
constantly, agility — the ability to change — is the metric that determines whether all the other metrics
improve or decay.

The most important retail supply chain KPI is not even on most operations dashboards. Time to
Frontline (TTF) measures how many calendar days pass between identifying a new workflow problem
or seeing a new improvement opportunity and the new or updated mobile tool that fixes it being in
the hands of the frontline warehouse and DC associates who actually do the work.

If your TTF is nine months, most of your logistics innovation ideas are still just slide decks and
frustrating unfulfilled dreams. If your TTF is nine days, you have a structural innovation deployment
advantage that compounds. If it's nine hours you can set new industry innovation performance
standards.

Most large retailers do not measure TTF because, until recently, there was no architectural path to
making it short enough to matter. Now there is. And the gap between the retailers who internalize and
operationalize this and the retailers who don't is going to be one of the most important sources of
competitive advantage going forward.
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1. Stranded investments. The Al and automation investments you have already made underperform.
A demand-sensing model is only as useful as the frontline exception-handling app that lets a
receiving clerk respond when reality diverges from the forecast. A picking-optimization algorithm
is only as useful as the mobile workflow app that gets it onto a picker’s ruggedized handheld
without two months of user acceptance testing. Slow TTF means new exception handlers, new
audit flows, new training prompts, new safety checks - all take too long to ship. The robots keep
running. They just do not pay off as quickly.

2. Stalled compounding. In a fast-TTF organization, this week’s discovered inefficiency becomes
next week’s competitive advantage. In a slow TTF organization, the same inefficiency persists
across a peak season, gets re-identified at the post-mortem, and just adds to a backlog that
already has months of unresolved items.

3. Strategy-execution drift. You can announce that you are moving to a micro-fulfillment model, or
expanding curbside, or piloting a circular returns flow, but if the frontline tools required to
operationalize that strategy are months away, your stated direction and your operating reality drift
further apart every quarter. Investors and boards eventually notice.

The retailers who win are the ones with the shortest loop between identifying that something needs to
change and having that change in use - the retailers with the most agile supply chain. The ones with
the fastest Time to Frontline.

www.ViziApps.com



Vil

Defining Time to
Frontline
]

If you can’t measure it, you can’t manage it. So the definition of Time to Frontline needs to be precise.

Time to Frontline (TTF) is the number of calendar days between the moment a workflow problem or
opportunity is identified by an operations stakeholder and the moment the working, governed,
securely deployed mobile tool addressing it is in active use by the frontline workers.

Three things about that definition matter.

1. Itis measured in calendar days, not business days, and certainly not “story points” or “sprints.”
For retailers, every day is a business day; reality runs on calendar time. A delay because of a holiday
is just as costly as a delay because of a missed sprint review.

2. It is measured to active frontline production use, not to “deployed to test environment” or
“approved by security committee.” If a perfectly good app is sitting at 95% completion waiting for
a final sign-off, your TTF clock is still ticking.

3. It is measured against an identified problem, not against a roadmap item. Roadmap items are
already filtered for what IT can do. TTF measures the gap between what the business actually
noticed and what the business actually got. That gap is where most of the lost value lives.

A useful sanity check: ask any frontline manager at one of your DCs to describe a workflow change
they suggested in the last 18 months. Then trace what happened to it. The answer at many retailers is
that it either died in project intake reviews, got approved, but without resourcing, or got included into
some larger project that has not yet shipped. If that is your TTF, it's a set of frustrating stories, instead
of a powerful KP| performance improvement vehicle.
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Why “Agility” Frameworks
Do Not Fix This

The natural objection at this point is that this is not new - retailers have been talking about “supply
chain agility” for years. Frameworks are everywhere. Consultancies have entire practices built around
it.

Here is why those frameworks have not moved the TTF needle.

Most agility frameworks treat the problem as one of process discipline: better intake, better
prioritization, better cross-functional governance. These help, but they optimize a system whose
structural constraints are unchanged. If every new operational app has to pass through a months-long
enterprise security and integration review - for excellent reasons, since these are real risks in a
regulated, heavily targeted retail IT environment - no Kanban board fixes the calendar math.

Other agility frameworks lean on the citizen developer movement. The pitch: train operations teams
to build their own tools in no-code and low-code platforms. The problem: no-code and low-code
shorten the development side of the loop but do nothing about the deployment side. A perfectly
good mobile workflow app built by a citizen developer still has to satisfy enterprise security review,
identity and access integration, data governance, device management, and audit trail standards
before it can run on a ruggedized handheld in a regulated warehouse. The bottleneck simply shifts
downstream.

The challenge is both rapid application development and deployment. Rapid Application
Development (RAD) with no/low code tools and newer Al app builders has largely solved the
development part of the equation. Dozens of platforms can build an app fast. But development speed
does not equal business impact. The larger part that has not been solved by most retailers is
secure deployment. RADD - Rapid Application Development and Deployment — names the full loop
and forces the question: what would have to be structurally true for deployment, not just
development, for new mobile solutions to run in days - or hours?

That question has a real answer. It does not involve just more process discipline.
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The Architectural
Path to a Fast TTF

A fast Time to Frontline is not produced by smarter project management. It is produced by changing
where the security perimeter sits.

In a traditional retail IT environment, the security perimeter is drawn around individual applications.
Every new app - even a 200-line workflow tool for a receiving dock - has to have its security posture,
integration safety, identity model, and governance compliance independently reviewed and
approved. The review process is rigorous for good reason: retail IT is one of the most-attacked
environments in any industry. But the architectural consequence is that every new app pays the same
review cost as a major customer-facing system. Change stalls.

The structural fix is to move the security perimeter from the app to the environment. When a mobile
rapid app development and deployment platform is embedded inside the retailer's IT security
architecture - pre-approved for the right authentication, data handling, integration patterns, device
management, and audit standards - apps built inside that environment inherit the controls
automatically. Security is enforced by design, not by review. Identity and SSO are standardized. Data
access patterns are bound by what the environment permits. Auditability is built in.
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In this model, a new mobile workflow app can move from concept to deployment in hours or days
without compromising any of the security controls that the traditional review process was protecting.
IT retains full governance authority over the environment. Operations gains real authority over what
gets built inside it. The two organizations stop competing for the same calendar.

This is the RADD model in production. ViziApps has deployed this architecture for Walmart, where
frontline operations teams build and deploy their own mobile workflow apps - from receiving dock
exception handlers to aisle audit tools to equipment inspection checklists to seasonal worker
onboarding workflows - without waiting in a development queue, and without compromising
enterprise security. The platform sits inside Walmart's security perimeter. Apps inherit the controls.
Deployment happens the same day the app is ready.

The point is not the platform. The point is the platform built for this architecture. An architecture that

achieves the same pre-approved, pre-configured, embedded-perimeter properties solves for short
TTF.

At Walmart, app deployment happens
the same day the app is ready.
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A Self-Assessment:
What Is Your TTF Right Now?

Most retail supply chain organizations have never measured this number, so let's do that.

Pick the last five workflow improvements or new mobile tools that frontline associates in your DC
identified as needing. For each one, find the date the underlying problem was first identified - in a
post-mortem, a town hall, an ops review, an audit - and the date the deployed tool went into active
production use. Average the calendar days. That is your current TTF for changes that actually shipped.

Then - and this is even more telling - list how many workflow improvements were identified in that
same timeframe and never shipped. If that number is equal to or more than the tools that shipped,
your average is misleading; you are operating on a long tail of operational delay.

A best-in-class TTF for a large retailer with embedded RADD architecture is single-digit to
low-double-digit calendar days for clearly scoped frontline mobile workflow apps - sometimes mere
hours. A typical TTF without that architecture is weeks or months for shipped changes, with the long
tail effectively unbounded. The gap between those two regimes is wide enough that it shows up in
financial outcomes.
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The Competitive
Math

If a retailer at a 12-month TTF moves to a 10-day TTF, the operational arithmetic changes in three
compounding ways.

1. Volume of improvements. The need for operational improvements to be deployed each year
never ends. Even if some individual improvements are small - a 0.5% throughput gain in a
put-away flow, a 15-second cycle-time reduction at a specific scan point, a 2% reduction in damage
misclassifications - the cumulative effect over a fiscal year is the difference between a flat and a
structurally improving cost base. And some improvements are far larger than these.

2. Information flow. The number of identified improvements that actually are implemented goes up
sharply. When operations leaders believe their suggestions will quickly reach production, they
suggest more, and they suggest better, more specific improvements. Morale improves. The
information flow itself improves once the deployment loop is credible.

3. Disruption response. The organization’s ability to respond to genuine disruptions - a tariff change,
a supplier failure, a peak-season demand surprise, a returns-flow shift driven by a competitor's
policy - moves from quarters to weeks. That responsiveness shows up in improved working
capital, margins, inventory velocity and customer-facing service levels at the moments when those
metrics matter most.

None of these are speculative. They are mechanical consequences of radically shortening your Time
to Frontline.
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What to
Do Now
]

Three concrete moves are available to the supply chain leader who recognizes the constraint has
shifted.

1. Measure your current TTF. Pick five recent shipped changes and run the calculation described
above. Share the number with your IT counterpart - not as a complaint, but as a shared baseline.
The conversation that follows is more productive than any framework discussion.

2. Run a bounded pilot. Identify one DC, one workflow category, or one regional operation where a
pre-approved, embedded mobile app development and deployment environment can be stood
up without renegotiating the entire enterprise IT security model. The architectural shift to RADD
does not have to be enterprise-wide on day one. It has to be real somewhere.

3. Reframe the operations-IT relationship around TTF. The historical model - operations submits a
request, IT estimates and prioritizes, both sides negotiate - is what produces a 12-month TTF. The
new model: IT owns the environment and the security/governance controls, operations owns what
gets built inside them, and both sides are measured and aligned on a shared TTF goal. This is a
different organizational design, and it works.
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The Available
Competitive Advantage

Time to Frontline is the KPI that measures the agility loop. It is not yet on most operations dashboards.
It will be within five years because the retailers who measure and shorten it will be visibly
outperforming the retailers who do not. The retailers who implement this earlier will compound that
advantage - not just in efficiency, but in their ability to respond to whatever new challenges emerge.

ViziApps is implementing the architectural path to a short TTF for retailers today. The framework, the
engineering, and the operational results exist and are ready for you to leverage and implement.

In time, every retailer will measure and work to optimize their TTF. Those who do it first, and better, will
gain a competitive advantage. The question for any retail supply chain leader is no longer whether a
short TTF is achievable. It is whether your organization is going to be on the early side or the late side
of the curve.

If you want to understand what your current TTF is and how ViziApps can help you improve it, talk with
us. We have seen what a one-day TTF makes possible - and are making it happen now.

Talk with us.
sales@viziapps.com « +1.617.454.4224
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