


How Scratch 
Streamlined 
Fulfilment 
Excellence with Its 
Subscription 
Model



● Approaching 7 years old

● Fed over 70,000 dogs

● Subscription from day 1

● Six 3PLs around Aus
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Dry food Raw food Extras
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I'm going to share 
specific operational 
tactics that most people 
don't think about until 
they hit scale



Traditional ecomm:
● Unpredictable demand 

spikes
● Inventory management 

by gut feel
● Customer acquisition 

treadmill
● Operations team 

constantly firefighting

Subscription determines 
everything
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Subscription ecomm:
● Spending 99% of your 

time in Excel



Why 
subscription 
was perfect 
for dog food



● Predictable consumption cycles

● High repeat purchase necessity

● Emotional connection to the category

● People want and need service. It’s a part of the 
offering - not just the product and delivery.

● Buying heavy bags of dog food from the store, 
kind of sucks

Why subscription was perfect 
for dog food



Subscription should not 
just be a billing cycle
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Demand forecasting



Traditional ecomm:

● Historical sales + seasonal 
guessing

● Buffer stock for demand 
spikes

● Frequent stockouts and 
overstock

Demand forecasting



Traditional ecomm:

● Historical sales + seasonal 
guessing

● Buffer stock for demand 
spikes

● Frequent stockouts and 
overstock

Demand forecasting

Subscription ecomm:

● Individual customer 
consumption tracking

● Cohort-based demand 
modeling

● Renewal spread 
optimization



Individual precision
at scale
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Optimise for
efficiency
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● Pre-kit popular combinations during slow periods

● Turn complex picks into single-grab fulfillment

● Kit it from the manufacturer. 3PL chucks a label on it 
rather than packing individual components.

● Faster and easier for key fulfilment periods. And you 
should save money!

Optimise for efficiency



Renewal 
Times



● If someone has a renewal, they think about the 
day of it - not the time of it. They expect it’ll 
ship that day.

● Many platforms renew at the same time the 
subscription was made.

● Delays shipping and increases CS load.

Be deliberate about renewal 
times



● We put renewals through from 3-6am.

● Gives the servers plenty of time.

● Ensures that everything ships same-day.

● And a few business hours for us to sort it if 
anything goes wrong.

Run them throughout the 
morning



Platform 
matters more
for subscription



● Building customer preferences into the UX, 
rather than set options 2, 4, 8 weeks, etc.

● Custom order statuses. Easy visibility for CS. 
Custom ops flows.

● Custom renewal times. First renewal dates, etc.

● Programmatically change SKUs or add 
components for specific warehouses/orders.

Subscription needs tech 
flexibility



Build your data 
muscles



● Built excel models for acquisition and retention and 
how that impacts future inventory.

● During covid when supply was less predictable, we built 
some software that calculated future orders in 
perpetuity so we could estimate not just order volumes 
on everyone’s next order, but following ones too. 
Helped us get extra rigour around longer-term 
inventory needs and not oversell.

You need easy access to data 
throughout the org







You can be too flexible for the 
customer. Know your margins 

and COGS.
Optimise for success (profit!)
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Succeeding 
with 3PLs
at scale



● Custom packaging options

● Same-day processing

● Flexible fulfillment rules

● White-glove customer service

What 3PLs Promise to Win 
Your Business:



● Standard packaging only

● Rigid operational procedures

● Reduced customization options

What Survives at Scale:



● Treat them as partners in your business.

● So invest in your operations making their life easier. 

● The custom note inserts? Gone. The special holiday 
packaging? Too expensive. Post 11am same-day 
dispatch? Not happening. Get realistic early.

● Check their invoices…

Our lessons



Other random
stuff



Contact people ahead of 
public holidays 

(especially easter and 
Christmas) to bring 

orders through early 
and spread out volume
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Track predicted versus actuals.
Constantly check your model 

to know your business
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Subscription should have lower 
inventory holding costs, less 

out of stock moments and lots 
of room for efficiencies.
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It allows for a more focused 
company.

But it’s a model that attracts 
high CACs, lower conversion 
rate, demands great CS, and 

requires good operators.
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www.scratchpetfood.com.au


