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Executive Summary

The evolution of digital commerce is rapidly changing how medium- and large-sized
retailers operate their Commerce platforms. Traditional first-party commerce models are
now expanding to support marketplace ecosystems. Retailers must sell third-party
products alongside their own inventory. This transformation unlocks significant growth
opportunities. However, it also introduces major operational complexity for Order
Management Systems, or OMS. Behind a single customer order, there may be multiple
sellers, seller-owned warehouses, point-of-sale locations, real-time inventory feeds, third-
party logistics (3PL) delivery partners, delivery service-level agreement (SLA)
commitments, payment orchestration rules, shipment-splitting logic, and seller settlement
workflows. Customers still expect a seamless experience: one website, one cart, one
customer promise.

The challenge is ensuring the OMS can orchestrate this complexity efficiently and at scale.
This whitepaper demonstrates how KogniVera, as a KIBO implementation partner, solved
this challenge for Farmacias del Ahorro in Mexico. We built a scalable marketplace
fulfillment ecosystem integrated with KIBO OMS extensions. We also discuss why a leading
marketplace platform is a good fit for integrating KIBO OMS in the LATAM market, using
real-world use cases.

The complete marketplace fulfillment orchestration solution was delivered within four
months. KIBO OMS became the primary source of truth for orders. Intelligent order splitting
was established based on seller, delivery promise, package size, and special handling
scenarios. Multiple 3PL providers were integrated to optimize delivery time and shipping
cost. Automated inventory sourcing optimization was implemented to support real-time
seller selection instead of static assignment rules, ensuring the backend systematically

identifies the optimal dispatch point.
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The Shift from First Party to Marketplace Commerce

Digital commerce has evolved through distinct phases. The first phase was first-party
commerce. A single retailer owned the inventory, the warehouse, the delivery process, and

the customer relationship. Everything was linear and predictable.

The second phase is marketplace commerce. A retailer operates a platform where multiple
independent sellers offer products. The retailer still owns the website and the customer
relationship. However, the retailer does not own the inventory. Sellers retain ownership. This
model unlocks significant growth. Retailers can expand product assortment without buying
more stock. Sellers gain access to an established customer base.

For medium and large retailers in Latin America, this shift is particularly powerful. The
region has a growing middle class. E-commerce adoption is accelerating. Logistics
infrastructure varies widely across countries. A marketplace model allows retailers to serve

more customers without building new warehouses in every city.

However, the operational complexity multiplies. A first-party OMS manages one inventory
pool and one set of shipping rules. A marketplace OMS must manage hundreds or
thousands of sellers. Each seller may have its own warehouses, delivery partners, return
policies, and settlement terms. The retailer must still present a single unified experience to
the customer.

This whitepaper examines how KIBO OMS addresses this complexity. We use the Farmacias

del Ahorro implementation by KogniVera as the primary case study.
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Operational Complexity Hidden
Behind a Single Customer Order

A single customer order in a marketplace environment is deceptively simple on the
surface. Behind every single customer order, a different story unfolds. The document
identifies multiple potential components behind one order. There may be multiple sellers.
Each seller may have its own seller-owned warehouses. There may be point-of-sale
locations if the retailer operates physical stores.

Real-time inventory feeds must be maintained across all these sources. Third-party
logistics or 3PL delivery partners may handle different legs of delivery. Delivery SLA
commitments can vary by seller. A seller using a premium courier may promise two-day
delivery. Another seller using standard ground shipping may promise five-day delivery. The

OMS must respect both promises within the same order.

Payment orchestration rules become more complex. The retailer may collect payment
from the customer directly. Then the retailer must distribute payments to each seller after
deducting commissions. Alternatively, the marketplace may use a split payment approach

where each seller receives their portion of the customer's payment separately.

Shipment splitting logic is required. ltems from two different sellers cannot be shipped in
the same box. The OMS must split the order into separate shipments automatically. Seller
settlement workflows must track what each seller is owed, when they are owed, and under
what conditions.

Customers still expect a seamless experience. One website. One cart. One customer
promise. Any failure in the OMS behind the scenes results in late shipments, incorrect
charges, or returns that go to the wrong warehouse. The customer does not care

about seller complexity. The customer only cares that the promise is broken.
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Why Traditional OMS Architectures Fall Short

Traditional first-party OMS platforms were designed for a simpler world. They assume one
inventory owner. They assume static sourcing rules based on a single warehouse network.
They assume that order splitting is rare and typically caused by stockouts, not by different
sellers. When retailers attempt to use a first-party OMS for marketplace operations, several
failures emerge.

First, hardcoded backend rules cannot scale. A retailer might create a rule that says, “If
seller ID is A, use carrier B.” With hundreds of sellers, this becomes unmanageable. Every
new seller requires a new rule configuration or even code changes.

Second, static sourcing rules cannot handle real-time conditions. A seller might have
inventory available at 9 AM but sell out by 10 AM. Static rules do not check current
availability. They route based on last night's batch feed. This leads to canceled orders and

customer frustration.

Third, traditional OMS platforms lack native support for seller settlements. They can track
payments from customers to the retailer. But they cannot track commission calculations,
seller payouts, or reconciliation across hundreds of sellers. Seller settlement simply falls

outside the scope of what traditional OMS platforms are built to handle.

Fourth, returns become a nightmare. In first-party commerce, returns go to a single returns
center. In marketplace commerce, a return must go back to the specific seller who fulfilled

the order. The traditional OMS has no concept of seller-specific return sourcing.

This is why KIBO OMS, with its native support for distributed fulfillment and marketplace
models, represents a fundamental upgrade. KIBO was built from the ground up to handle

multiple inventory owners, multiple delivery partners, and dynamic decision-making.
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Introducing KIBO OMS as the Source of Truth

In the Farmacias del Ahorro implementation, KogniVera established KIBO OMS as the
primary source of truth for orders. This architectural decision is critical. A marketplace
ecosystem has many moving parts. The product catalog may live on a separate
commerce platform. Inventory feeds come from seller systems. Payments flow through
multiple gateways. Shipping updates come from 3PL partners. Without a single source of
truth, data becomes inconsistent. An order might show as shipped in one system but
unfulfilled in another. Returns might be processed by the retailer but not communicated to
the seller.

KIBO OMS solves this by becoming the central system of record. Every order enters KIBO
OMS at the moment of creation. Every status change, from payment authorization to
fulfillment to delivery to return, is recorded in KIBO OMS. Other systems may update KIBO
OMS via APIs. However, KIBO OMS never delegates its authority as the source of truth. This
approach delivered tangible benefits for Farmacias del Ahorro. Customer service
representatives have a single place to check order status. Sellers have a consistent view of

their obligations. Finance teams have a reliable audit trail for seller settlements.

The document notes that KIBO OMS extensions were used to achieve this integration.
Extensions allow custom business logic to be inserted into KIBO workflows without
modifying the core platform. This is essential for marketplace use cases where each

retailer may have unique seller onboarding, commission structures, or fulfillment rules.
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The Role of KIBO OMS's Advanced Sourcing
Capability as a Fulfillment Decision Engine

Digital commerce has evolved through distinct phases. The first phase was first-party
commerce. A single retailer owned the inventory, the warehouse, the delivery process, and

the customer relationship. Everything was linear and predictable.

The second phase is marketplace commerce. A retailer operates a platform where multiple
independent sellers offer products. The retailer still owns the website and the customer
relationship. However, the retailer does not own the inventory. Sellers retain ownership. This
model unlocks significant growth. Retailers can expand product assortment without buying
more stock. Sellers gain access to an established customer base.

For medium and large retailers in Latin America, this shift is particularly powerful. The
region has a growing middle class. E-commerce adoption is accelerating. Logistics
infrastructure varies widely across countries. A marketplace model allows retailers to serve

more customers without building new warehouses in every city.

However, the operational complexity multiplies. A first-party OMS manages one inventory
pool and one set of shipping rules. A marketplace OMS must manage hundreds or
thousands of sellers. Each seller may have its own warehouses, delivery partners, return
policies, and settlement terms. The retailer must still present a single unified experience to

the customer.

This whitepaper examines how KIBO OMS addresses this complexity. We use the Farmacias

del Ahorro implementation by KogniVera as the primary case study.
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Real World Success Story

Farmacias del Ahorro, or FdA, is a leading pharmacy retailer in Mexico. The company
recognized the opportunity to expand into marketplace commerce. They wanted to offer
third-party products alongside their own inventory. However, they needed an OMS that
could handle the complexity of multiple sellers, multiple warehouses, and multiple delivery
partners. KogniVera was engaged as a KIBO implementation partner. The goal was to build
a scalable marketplace fulfillment ecosystem integrated with KIBO OMS extensions. The

timeline was aggressive. The marketplace needed to launch within months, not years.

The document states that one of the major achievements was delivering the complete
marketplace fulfillment orchestration solution within just four months. This speed was
possible for several reasons. First, KIBO OMS provided a marketplace-ready foundation.
Second, KogniVera brought deep implementation expertise. Third, the team focused on
intelligent order splitting and automated sourcing optimization rather than custom coding
every scenario. The implementation covered the full marketplace lifecycle. Products and
inventory are synchronized between the marketplace and KIBO OMS. Orders flow from the

marketplace into KIBO OMS for orchestration.

The implementation covered the full marketplace lifecycle. Products and inventory are
synchronized between the marketplace and KIBO OMS. Orders flow from the marketplace
into KIBO OMS for orchestration. Real-time shipping updates are shared across the
ecosystem for customer tracking, while return tracking parameters are systematically
aligned within the digital infrastructure. The result is a production marketplace where
customers can buy from multiple sellers in a single cart.

Behind the scenes, KIBO OMS manages the complexity. Sellers are paid accurately.
Deliveries meet SLA commitments. Customers see one order status even when their
products come from three different sellers.
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Key Implementation Milestones in Detail

The document lists several key implementation milestones. Each milestone addresses a

specific marketplace complexity.

1  Establishing KIBO OMS as the primary source of truth for orders. This milestone was

discussed earlier. It ensures consistency across all systems.

2 Intelligent order splitting based on seller, delivery promise, package size, and
special handling scenarios. Order splitting is not simply “split by seller.” The system
also considers the delivery promise. If two items from the same seller have different
delivery promises, they may need separate shipments. Package size matters
because a seller might have multiple warehouse locations. Special handling
scenarios include hazardous materials, refrigeration, or high-value items requiring
a signature.

3 Integration with multiple 3PL providers to optimize delivery time and shipping cost.
No single carrier is optimal for all scenarios. A local courier may be faster and
cheaper for same-city deliveries. A national carrier may be better for cross-country
shipments. KIBO OMS selects the optimal 3PL per shipment.

4 Automated inventory sourcing optimization to support real-time seller selection
instead of static allocation rules. This milestone moves beyond legacy
approaches. Dispatch locations are not pre-selected; instead, inventory origins
are evaluated systematically in real time based on current availability and seller

fulfilment parameters.
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Real-Time Inputs for Intelligent Fulfillment Decisions

Fulfillment Availability
This is the most basic input. Does the seller have the requested quantity in stock right

now? Availability is checked in real time, not based on batch updates.

Seller and Location Eligibility
Not all sellers can fulfill all orders. Some sellers may be restricted to specific product
categories. Some locations may be temporarily offline for maintenance. The system

verifies seller and location eligibility, filtering out invalid options early.

Estimated Delivery Dates or EDD
The sourcing engine calculates how quickly each possible source can deliver. This
calculation considers the seller's shipping cutoff times, carrier transit times, and weekend

or holiday exceptions.

3PL Capabilities

Different third-party logistics providers have different capabilities. Some offer Saturday
delivery. Some require a signature on delivery. Some do not ship hazardous materials.
The sourcing engine respects these constraints.

Shipping Constraints
Beyond 3PL capabilities, there are product-specific constraints. Perishable items require
expedited shipping. Dangerous goods require special handling. Large items may require

freight carriers.

Fulfillment Rules & Operational Exceptions
Retailers define business rules. For example, “never split an order across more than two
sellers” or “prefer sellers with a customer satisfaction rating above 4.5 stars.” Exceptions

include temporary warehouse closures or holiday blackout dates.

These inputs are evaluated together in milliseconds. The result is a fulfillment decision that
balances customer expectations, operational reality, and business rules.
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The Marketplace Platform Connection

While the primary document focuses on KIBO OMS, a complete marketplace ecosystem
requires a marketplace platform to manage seller onboarding, catalog aggregation,
commission calculations, and front-end display. This is where a leading marketplace

platform enters the conversation.

A marketplace platform provides the seller-facing portal, product listing management, and
transaction processing. KIBO OMS provides the order orchestration and fulfillment engine.
Together, they form a complete marketplace solution. For the LATAM market, this
combination is particularly powerful. LATAM retailers face unique challenges. Payment
methods vary by country. Credit card penetration is lower than in North America.
Alternative payment methods like bank transfers and digital wallets are common. Logistics
infrastructure is uneven. Delivery times vary dramatically between capital cities and

rural areas.

A strong marketplace platform brings LATAM-specific capabilities. It supports local
payment methods. It understands regional tax requirements. It has experience onboarding
local sellers in Spanish and Portuguese. KIBO OMS complements these strengths. Once an
order is placed on the marketplace front end, KIBO OMS handles the complexity of
fulfillment across multiple sellers and multiple logistics providers. KIBO OMS's order sourcing
capability evaluates real-time inputs to select the best fulfillment source for each
customer. KogniVera recognizes this combination as the right fit integration for KIBO OMS in

the LATAM market based on multiple successful implementations.
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LATAM Market Use Cases

Multi-Country Expansion

A retailer based in Mexico wants to expand into Colombia and Argentina. Each country
has different sellers, different carriers, and different payment methods. The marketplace
platform handles the country-specific seller onboarding and catalog localization. KIBO
OMS handles order sourcing across borders, respecting customs and cross-border

shipping constraints.

Brick and Mortar Integration
Many LATAM retailers have extensive physical store networks. Farmacias del Ahorro itself
has hundreds of stores. KIBO OMS can route orders to store inventory for pickup or same-

day delivery. This transforms stores into micro fulfillment centers.

Variable Logistics Quality
In some LATAM regions, carrier reliability varies significantly. A carrier that delivers in two
days in Mexico City might take six days in a rural area. KIBO OMS uses real-time 3PL

capability data to select the best carrier for each destination.

Cash on Delivery Facility Integration

Cash on delivery remains popular in parts of LATAM. This payment method requires
special handling. The delivery partner must collect cash and settle with the retailer. KIBO
OMS can be configured to treat cash on delivery orders differently, including separate

settlement workflows.

Seller Payout Complexity
LATAM banking systems vary by country. Some sellers require payouts in local currency.
Some require split payments across multiple accounts. KIBO OMS extensions combined

with the marketplace platform's settlement engine handle this complexity.
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Digital Cross-Channel Returns Tracking Architecture

Returns are often an afterthought in marketplace implementations. This is a mistake.
Returns are the moment of truth for customer trust. A difficult return experience

destroys loyalty.

In modern marketplace logistics, structural alignment in data flows is critical for
operational visibility. This implementation establishes a digital integration framework
between the marketplace backend and KIBO OMS. This backend synchronization
ensures that return requests initiated within the digital ecosystem systematically log
data updates across networks, creating an integrated digital audit trail for third-party
seller notifications, systemic tracking, and baseline backend reconciliation without
disrupting brick-and-mortar storefront workflows.

Here is how it works in practice. A customer initiates a return on the marketplace front end.
The return request is sent to KIBO OMS. KIBO OMS validates that the order exists and that the
return is within the return window. It then determines which seller should receive the return
based on who fulfilled the original order. The return authorization is sent back to the

marketplace. The customer receives a return label. The seller is notified to expect the return.

When the seller receives and inspects the return, the status update flows from KIBO OMS
back to the marketplace backend. If the return data is verified within the digital network,
the baseline system logs the transaction. If the return is initiated through a seller's direct
digital portal instead of the marketplace, the sync keeps the tracking parameters aligned.
This integrated structure solves cross-network visibility gaps by establishing KIBO OMS

as the data bridge that connects the digital marketplace backend and each third-party

seller systematically.
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Supporting Sellers with Multiple Warehouse Locations

The final implementation milestone from the document addresses seller sophistication.
Some sellers operate multiple warehouse locations. For example, a seller might have
a distribution center in Mexico City and another in Monterrey. KIBO OMS supports these

sellers fully.

When a seller has multiple warehouses, KIBO OMS's order sourcing capability treats each
warehouse as a distinct fulfillment location. The engine evaluates each warehouse

independently based on inventory availability and delivery promise.

This capability is important for several reasons. First, it allows sellers to optimize their
own operations. A seller can keep fast-moving inventory in multiple cities. Slow-
moving inventory stays in a central location. KIBO OMS routes orders to the optimal
warehouse automatically.

Second, it reduces shipping costs and time for customers. If a customer in Guadalajara
orders from a seller with warehouses in Guadalajara and Mexico City, KIBO OMS will route to
the Guadalajara warehouse. The customer gets faster delivery at a lower cost.

Third, it supports seller growth. As sellers expand their warehouse networks, they simply add
new locations to the system. No code changes are required. The existing sourcing rules
apply to the new locations automatically. This milestone was essential for Farmacias del
Ahorro. Many of their sellers are established distributors with regional warehouses. KIBO

OMS allows these sellers to compete effectively against sellers with single locations.
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Lessons Learned from a Four-Month Delivery

The Farmacias del Ahorro implementation was delivered in four months. This speed is

notable for a marketplace fulfillment project. Several lessons can be extracted.

1

First, start with a marketplace-ready OMS. KIBO OMS provides native support for
multiple sellers, multiple warehouses, and dynamic sourcing. This foundation
reduces custom development significantly.

Second, use configurable assignment logic rather than hardcoded rules. The
KogniVera team configured KIBO OMS's automated sourcing features to evaluate
real-time inputs. They did not write thousands of conditional statements. This saved

time initially and continues to save time during maintenance.

Third, integrate with multiple 3PL providers from day one. Even if the marketplace
launches with only one carrier, architect for multiple carriers. The document notes
that integration with multiple 3PL providers was a key milestone. Adding carriers later

is difficult if the system assumes a single carrier.

Fourth, prioritize cross-channel returns data alignment. Returns are a common
point of failure. Implementing integrated digital logging early prevents data
inconsistency problems later.

Fifth, involve sellers in testing. Seller workflows, including inventory updates, order
confirmation, and returns processing, must work correctly. The implementation team

tested with real sellers before the full marketplace launch.

2 KIBO K,KogniVera Going Beyond First Party Commerce Page 15 of 16

COMMITHENT TO EXCELLENCE



The Evolution of Digital Commmerce:
Identifying the Path Forward

The evolution of digital commerce is not slowing down. Marketplace models are
becoming the standard for medium and large retailers. The operational complexity behind
a single customer order is real. However, with the right OMS architecture, this complexity

can be managed efficiently and at scale.

KIBO OMS's automated inventory sourcing, fulfillment, and returns tracking frameworks
provided the foundation. The Farmacias del Ahorro implementation by KogniVera

demonstrates what is possible.

A complete marketplace fulfillment orchestration solution was delivered in four months.
Intelligent order splitting, automated inventory sourcing optimization, and a centralized
cross-channel digital tracking architecture are fully deployed as the technology baseline,
providing a reliable foundation to safely scale multi-seller logistics.

KogniVera is a KIBO implementation partner with proven experience in the region. We have

built the architecture. We have integrated the systems. We have delivered the results.

The question is no longer whether to adopt a marketplace model. The question is how
quickly you can implement it correctly. Contact KogniVera to discuss your marketplace

fulfilment orchestration needs.

@ KogniVera
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This white paper is for informational and educational purposes only and is not financial, investment, or legal advice. Any
forward-looking statements or projections are not guarantees of future results, and you should consult a qualified
professional and conduct your own due diligence before making any decisions.



