
Why Retail’s Last-Mile Blind Spot Could

Be the Next Billion-Dollar Mistake
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Introduction
If Bed Bath & Beyond didn’t see it coming, why would you?

The collapse of Bed Bath & Beyond is not just a post-mortem on one company. It’s a warning to every 
retailer (and every manufacturer-turned-retailer in a D2C world). 

A giant with $12Bn in revenue and a market capitalization of $17Bn+, a store in almost every major US 
shopping center, and a customer loyalty that rivals envied. Its iconic 20% off coupons weren’t just 
promotions—they were part of American culture.

It seemed too big to fail. Yet in April 2023, it did.

This wasn’t an overnight disaster, it was a gradual shift, a decline so subtle that it felt inevitable. Fuelled by 
years of strategic missteps, mounting debt, financial mismanagement, and an outdated operating model. 

BB&B failed to modernize its end-to-end operating model, from digital experience to inventory 
orchestration to last-mile delivery. And it paid the ultimate price.

The Bed Bath & Beyond Effect unpacks the overlooked signals, systemic breakdowns, and avoidable 
missteps that led to the company’s downfall, and how similar blind spots still threaten retailers today.

This asset offers retailers a clear view into:

Why traditional last-mile delivery approaches are now liabilities

What high-performing delivery operations look like in 2025 & beyond

How to move from reactive logistics to predictive, cost conscious, and customer-first execution

Backed by market data, cautionary case studies, and modern operational strategies, this report is a 
must-read for COOs, logistics and supply chain leaders, digital transformation and customer success 
leaders navigating the demands of consumer-centric deliveries. 
Transform now, or risk becoming the next cautionary tale.
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The Cautionary Tale
The Rise and Fall of Bed Bath & Beyond

From Bold Vision to Retail Icon 
(1971–2000)

Within just 12 years of starting, Bed Bath & 
Beyond grew to surpass $1 billion in annual 
sales. It focused on home goods and essentials. 
The brand quickly earned a loyal following for 
its broad selection and customer-first 
approach. It pioneered the wave of America’s 
superstore boom and became one of the 
largest retailers in the US.

Growth Without Evolution 
(2000–2018)

By the early 2000s, BB&B operated 1,500+ stores. 
However, investments in e-commerce were delayed 
and they failed to modernize its supply chain. 
Eventually, as more customers shopped online, the 
ratings from customers on delivery experience 
began to trend downward. Meanwhile companies 
like Amazon, Target, and Walmart invested heavily 
in omnichannel capabilities. Customers noticed. 
Sales plateaued and margins tightened.

Fulfillment costs increase and customer 
complaints about delivery rise. Despite CFO 
concerns about the rising cost-to-serve, no 
operational changes are made.

2019: Warning Signs Emerge

COVID-19 brought a surge in demand. But its 
limited D2C readiness, fragmented fulfillment 
network, and lack of curbside/reliable delivery 
caused it to lose share, even during a boom.

2020: Pandemic Exposure

New leadership attempted a digital 
transformation. But without a solid logistics 
foundation or unified tech stack, efforts 
stalled. Store closures began.

2021: A Day Late and a Dollar Short

Revenue was no longer enough to mask mounting 
debt and declining relevance. Credit ratings 
dropped. Suppliers revolted.

2022: Financial Strain

By April 2023, the financial burdens 
became insurmountable leading to it 
filing bankruptcy.

2023: The Last Straw

When Delay Became Decline 
(2019–2023)

Bed Bath & Beyond Effect | 4

Bed Bath & Beyond
was put to bed.



Evolution of the Modern Last Mile
Why does it matter even more now?

The D2C Delivery Gap

In 2025 what sets brands apart isn’t if they’re online, but how well they unify their brand and customer 
experience across every touchpoint: product discovery, purchase, delivery, setup, and support. For 
manufacturers and legacy retailers, this means building the infrastructure to not just sell direct, but to 
deliver direct, with consistency, transparency, and care.

The last mile is no longer a logistics function, it’s where your brand promise shows up in-person at the 
door.

Competitive Pressure

Bed Bath and Beyond wasn’t the only one to shut its 
doors, other retailers like American Freight, Z 
Gallerie, Mitchell Gold + Bob Williams, Conn's 
HomePlus, and Big Lots also filed for Chapter 11 
bankruptcy in the last two years.

On the contrary, big-box giants like Walmart, 
Target, Costco, and Amazon have demonstrated 
growth in the home decor, furniture and 
large-format categories. Their scale means that 
even modest category gains come at the expense of 
their competitors.

“All of these businesses bring in hundreds of 
billions of dollars in revenue each year. So if 
Costco, Amazon and Walmart are seeing sales 
increase anywhere between 5% and 11% 
year-over-year, that’s almost certainly coming 
at the expense of other retailers.”

1  https://www.mckinsey.com/industries/consumer-packaged-goods/our-insights/direct-to-consumer-e-commerce-in-appliances-a-strategic-growth-opportunity#/

Retailers aren’t just losing ground to each 

other—they’re being outflanked by 

multi-category powerhouses and digitally 

native challengers who have redefined what 

logistics looks like in a customer-first era.
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Steve Dennis, Founder, 
SageBerry Consulting

While many retailers and manufacturers are 
exploring D2C as a growth lever, most aren’t 
equipped to deliver, literally.

32% of customers visit manufacturers’ websites 
during their buying journey, yet only 1.6% actually 
purchase from them.1 Why? Because even with 
demand, manufacturers are held back by subpar 
e-commerce capabilities, limited delivery 
transparency and a fragmented supply chain 
infrastructure.

Customers expect more than just fast 
shipping—they expect flexible delivery choices, 
accurate ETAs, proactive notifications, seamless 
installation, and transparent return options. 
Without that, even the best product and price 
can't close the sale.

The Result: Manufacturers build interest, but lose 
trust at the finish line.



Last Mile Leaders
Who’s Winning, and Why?

Strengthening the Last Mile: What the Leaders Are Doing
The leaders: Walmart, Target, Amazon, Home Depot, Best Buy, and Kroger, have turned the last mile into 
a strategic advantage, built on large infrastructure bets, smart tech, and a sharp focus on delivery 
experience. Their success is no accident, it’s engineered.

Micro-Fulfillment Centers (MFCs): 
Proximity at Scale

Retail giants like Walmart and Kroger are 
deploying automated MFCs to push inventory 
closer to demand. This compresses picking times, 
lowers last-mile costs, and makes same-day 
delivery a scalable reality, not just a premium 
offering.

Store-as-Hub Strategy: 
Physical Retail, Rewired

Target has reimagined over 1,500 stores as local 
fulfillment engines, powering ship-from-store, 
curbside pickup, and same-day delivery. Best Buy, 
IKEA and Home Depot are following suit, turning 
retail space into strategic logistics nodes that bring 
fulfillment closer and faster to the customer.

Tech Stack for Visibility & Orchestration: 
The Brain Behind the Muscle

Amazon, Walmart, and Lowe’s have invested in 
AI-powered orchestration platforms that bring last 
mile decisions under their own roof, enabling 
real-time control without relying on carrier systems 
for visibility or customer communication. This helps 
them move faster and eliminates blind spots across 
the delivery chain.

Intelligent Routing & Precision 
Delivery Windows:
Experience as Differentiator

Best Buy leverages dynamic routing for 
large-format delivery, reducing failed attempts 
and dwell-time. Target, Best Buy, and Home 
Depot all use real-time logistics data to fine-tune 
routes, crew assignments, and customer ETAs, 
turning delivery into a predictable, branded 
experience.
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An Early adopter of technology to lead the last-mile transformation

CastleGate Platform: Wayfair’s proprietary logistics network, CastleGate, is more than a fulfillment 

engine, it’s a strategic asset. By leveraging predictive inventory placement and real-time customer 

updates, the platform reduces delivery windows and eliminates uncertainty.

Strategic Insight:

By owning and orchestrating its logistics stack end-to-end, Wayfair 
transforms fulfillment from a cost center into a growth driver, one that 
powers speed, transparency, and trust.

Turning Logistics into a Competitive Moat

Results:

97%
on-time delivery

18 Point
CSAT increase in pilot 
metro areas

A Pioneer in unified Logistics backbone in Australia

JB Hi-Fi connects its physical and digital retail operations through an integrated logistics framework that 

enables real-time inventory visibility, flexible delivery options, and rapid fulfillment across channels. 

Giving customers a complete choice.

Strategic Insight:

By unifying logistics, inventory, and post-sale service, JB Hi-Fi turns delivery 
into a high-touch brand experience which is critical for retaining trust in 
high-consideration purchases.

Omnichannel Precision with Integrated Services

Results:

Decreased Futile
Deliveries:
With enhanced customer 
experience tools like flexible 
scheduling options.

Cost Savings:
Boosted driver efficiency to 
significantly cut operational 
costs.
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Key Takeaways From These

Own the Experience: The most resilient 
retailers control the last mile, integrating 
technology, people, and process to 
deliver on their brand promise.

Design for Delight: Every delivery is a 
chance to increase (or lose) loyalty. Treat 
it as a signature moment.

Invest in Intelligence: AI and data aren’t 
just buzzwords, they’re the engines of 
orchestration, prediction, and continuous 
improvement.

Make CX the North Star: Let customer 
experience, not internal 
convenience—define your SLAs, your 
metrics, and your investments.

Last Mile Leaders

Bed Bath & Beyond Effect | 8



Urgent Moves to Make in the 
Next 12 Months
Where Last-Mile Strategy Breaks—And the Fixes You Can’t Postpone
Even with the right platforms, most last-mile operations leak margin, erode trust, and underdeliver on 
experience. The problem isn’t lack of technology, its failure to adapt to on-the-ground realities. This 
section breaks down the 7 most urgent gaps in modern delivery operations that silently cost millions, 
frustrate customers, and stall transformation efforts.

1. Illusion of Orchestration: 
When “Smart” Routing Ignores Real-World Context

The Trap: 

Many retailers claim to 
run advanced MCPMS 
or dispatch platforms, 
but most still optimize 
for system logic and not 
delivery context.

ZIP-to-carrier mapping ignores SKU size and crew skill.

AI assigns routes by static speed or cost, but not on location 
and historical signals: narrow staircases, required tools, or 

ZIPs with high prior damage rates.

Fallback logic treats all carriers as interchangeable, it 
shouldn’t.

Symptoms:

Leverage AI based routing to integrate service type, SKU attributes, crew capabilities, and 
hyperlocal conditions like access constraints, damage history, and traffic patterns into your 
orchestration engine.  Make your “smart” routing truly intelligent.

Your Move:

The Trap: 

You’ve driven down the 
average cost per delivery, 
but your model treats 
every order as equal.

Deploy a costing model that matches delivery investment to both order complexity and 
customer value. Don’t let “average” hide where you’re leaking margin.

Your Move:

Cost benchmarks are averaged, masking variance by 
category, geography, and customer type.

High-value customers receive the same service logic as 
low-margin ones

No LTV-to-Cost matching model in route planning

Symptoms:

2. Cost Per Delivery:
Still Unlinked to Customer Value
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The Trap: 

Scheduling tools offer 
digital flexibility, but lack 
the situational awareness 
needed for Big & Bulky.

Promised time slots don’t factor building access, HOA 
constraints, or crew speed

Availability is shown based on vehicle static capacity, not 
multi-factors dynamic capacity

Dwell-time stacking causes bottlenecks on dense routes

Symptoms:

Build constraint-aware scheduling logic. Every time slot you offer should be truly viable, not 
just a theoretical estimate.

Your Move:

The Trap: 
Most retailers now track 
damage and returns, but 
few use that data to 
proactively reengineer 
delivery protocols.

Operationalize your damage data. Use it to redesign packaging, routing, and crew 
training, before the next claim.

Your Move:

SKU-level damage data is siloed in claims or CS tools.

Assembly complexity and fragility aren’t integrated into 
routing or packaging.

No feedback loop between delivery crews and product 
design.

Symptoms:

4. Damage Is Tracked
But Not Prevented

3. Scheduling Logic
That Breaks Under Real-World Complexity
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The Trap: 
White-glove is now a 
baseline expectation, but 
quality varies wildly 
across crews, partners, 
and regions.

Enforce real-time SOP compliance, define “success” network-wide, make training 
SKU-specific and proactive, and inspect what you expect.

Your Move:

Standard operating procedures exist but aren’t enforced in 
real time

“Successful delivery” isn’t consistently defined or measured

Training is generic, retraining is reactive, and SKU-specific 
handling is rare

Symptoms:

5. White-Glove Service Deserves Better:
The Case for Setting QoS Standards

The Trap: 
Forward logistics has evolved. Reverse logistics haven’t.

Make reverse logistics a core competency, not just for returns, but for failed deliveries, 
undelivered inventory storage. Automate rescheduling, enable doorstep triage, and 
enforce SLAs that reduce idle stock, delayed refund and protect margin.

Your Move:

Pickups are manually scheduled, often delayed or missed

No clear SoP for unpacked articles causing unnecessary damage during the return process

Delayed inspection and rating of the articles causing client refund to also be delayed 

No doorstep triage, resulting in avoidable returns or product waste

Returned inventory sits idle due to weak SLA enforcement

Symptoms:

6. Reverse Logistics:
Still Treated as a Side Flow
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Retail leaders aren’t reacting to last-mile pressure—they’re rebuilding around it. 
Those who act now will reduce costs, improve loyalty, and turn delivery into a 

strategic advantage.

Enforce real-time SOP compliance, define “success” network-wide, make training 
SKU-specific and proactive, and inspect what you expect.

Your Move:

The Trap: 
The most dangerous gap in 
2025 isn’t technical—it’s 
strategic. Retailers have 
the data to prevent failures, 
but don’t operationalize it 
fast enough.

NPS and crew performance are logged, but not tied to 
crew assignment or routing.

Delivery exceptions are flagged, but not used to save the 
delivery or suppress future risk.

Damage hot zones are known, but not proactively 
de-risked.

Symptoms:

7. The Actionability Deficit:
Where Data Still Fall Short

The Bottom Line
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The Cost of Inaction
Avoiding the next collapse

Let’s not understate this: What doomed Bed Bath & Beyond, and others, wasn’t the last mile itself. It was 
the company’s failure to recognize that the last mile had become the new front line of retail.

Bed Bath & Beyond's NPS (Net Promoter Score) steadily declined between 2016 and 2022, while revenue remained relatively stable, until the final years. It’s a clear 
example of how deteriorating customer experience signals were present well before financial decline became visible. *NPS trend line for representation only.

In today’s environment, the real risk isn’t disruption, it’s inertia.
Those who delay investment in strategic inventory, intelligent fulfillment, tech integration, and reverse 
logistics will fall behind not just market leaders, but customer expectations.

Inaction has a cost: lost profit, lost trust, and eventually, lost relevance.
The next wave of winners will be those who treat the last mile not as an afterthought, but as a board-level 
priority. 

Between 2016–2018, the ratings from customers on delivery experience begin to trend downward. 
NPS softens. Still, revenue growth continues, masking the growing disconnect. 

This was the true cost. The problem wasn’t unsolved. It was unnoticed.

The Blind Spot That Sank a Giant
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It is a comforting notion that sheer size, market share, or brand recognition provides insulation against 
collapse. Bed Bath & Beyond’s scale, rather than protecting it, created inertia. Decisions became slower. 
Innovations stalled. What should’ve been the strength, became a liability.

Complexity Multiplies Risk
The complexity in a company's logistics is directly proportional to its size. And complexity introduces risk. 
Without integrated systems and clear operational oversight, these risks multiply quietly until they erupt 
into full-blown crises. For Bed Bath & Beyond, those crises manifested in stockouts, delayed deliveries, 
frustrated customers, and eroded brand trust.

Agility Beats Size
Today, agility — not size, is the true competitive advantage. Being big is no longer enough. In fact, being 
big without being agile may be the most dangerous position of all. Retailers that can rapidly adapt to 
market shifts, integrate new technologies, and deliver consistent customer experiences will outperform 
even the largest incumbents.

Why "too big to fail" is a dangerous myth

Have you ever found yourself saying, 

“We’re too big to fail”?
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Bottom Line & Beyond
The Urgency of Now: Why Last-Mile Transformation Can’t Wait

The time to transform is not in the future. It is now.

Assess your last-mile maturity, identify your operational blind spots, and start building a 
customer-first delivery engine today.

Bed Bath & Beyond Effect | 15

In 2025, the rules have changed. The gap between traditional and modern last-mile operations is no 
longer marginal. It is growing rapidly. What were once operational inefficiencies have become strategic 
liabilities. The fault lines exposed in the early 2020s have not disappeared. They have become more 
complex, more visible, and far more costly.

The cost of inaction is too high. Every delayed decision, every ignored insight,
and every brittle process brings your brand closer to irrelevance.

Contact us to learn how we can help you turn your logistics 
operation into a competitive advantage.


