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Introduction
On-Time, In-Full (OTIF) is a critical measure of performance for product-based businesses. Customers expect 
orders to arrive as promised. Consistently meeting those expectations requires more than tracking a KPI. 
High-performing teams actively manage OTIF across Order, Inventory, and Fulfillment workflows, but many 
businesses struggle to achieve this. Disconnected systems, unreliable data, and inconsistent processes make it 
difficult to understand what’s promised, what’s delivered, and where issues occur.

This playbook outlines a practical framework for improving OTIF performance using your Inventory Control 
and order management platform. Readers will learn how to identify operational gaps and build a system 
that supports consistent, reliable fulfillment.
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Redefining OTIF as a Performance System
OTIF is often treated as just another metric, but it’s really the result of how well an operation runs from start 
to finish. Every order moves through multiple steps—Order Entry, Inventory, Fulfillment, and Shipping. Issues 
at any point can impact whether an order is delivered on time and in full.

Measuring OTIF doesn’t fix anything, however. Looking at the numbers after orders go out keeps teams 
reacting to problems instead of preventing them. Improving OTIF starts with improving how Orders are 
handled, how Inventory is tracked, and how decisions are made before Fulfillment begins.

Leading organizations make OTIF part of how they work day to day, not just something they review later. 
They make it easier to catch issues and keep orders moving by aligning Sales, Operations, and Fulfillment 
around the same information and expectations.  

The Hidden Drivers Behind OTIF Breakdowns
There’s rarely a single reason for slipping OTIF performance. Most breakdowns come from gaps across 
Inventory, systems, and daily operations. 

Teams can’t follow through on every commitment if recorded stock levels don’t match what’s actually on 
hand. That mismatch carries through Fulfillment, leading to delays, partial shipments, and inconvenienced 
customers. Disconnected tools add another layer of complexity. When Accounting, Inventory, and Sales 
systems aren’t in sync, every department works off of conflicting information, and there’s confusion around 
what’s available, what’s been promised, and what still needs to ship.

Businesses that handle things manually are at greater risk of OTIF breakdowns because manual entry is slow 
and prone to error. Without automatic, standardized tracking, performance can’t be measured accurately, 
and improvements are difficult to sustain.

All of these issues compound as order volume grows, making it hard for scaling 
businesses to achieve ideal OTIF performance.
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Building a Foundation with Accurate, 
Centralized Data
Consistent OTIF performance depends on having reliable, centralized data. Even the best processes break 
down if teams rely on incomplete or conflicting information. A single source of truth keeps everyone aligned 
and makes it possible to track, analyze, and improve fulfillment performance.

Centralize Inventory and Order Data 
in One System
Replace spreadsheets and disconnected tools with a single 
system for managing Inventory, Sales, and Fulfillment. Teams 
that use Order Time work from the same, real-time information, 
making it easier to track and improve fulfillment.

Capture OTIF Data Using Flexible 
Customization
Create custom fields in Order Time to track OTIF details like 
promised, expected, and actual delivery dates. By standardizing 
how teams record this information, they can measure 
performance consistently and quickly identify where orders 
are falling short.Traceability reduces risk. Serial tracking is 
necessary when individual units must be tracked for warranty 
or accountability. Lot tracking becomes important in batch-
controlled or compliance-driven environments. Barcode-
supported receiving strengthens accuracy and reduces entry 
errors.

Maintain Real-Time Inventory Visibility
Track Inventory levels across locations in Order Time to reduce mistakes caused by inaccurate stock 
information. Having a clear, up-to-date view of what’s available helps prevent overcommitting products and 
keeps orders on schedule.

Use Multiple Promise Dates to Improve Accuracy
Record requested, promised, and actual delivery dates by and within each line Item in Order Time to 
clearly define “on-time” and improve OTIF measurement accuracy. This way, it’s easier to pinpoint areas for 
improvement.

Use Centralized Data to Drive Better Decisions
Analyze OTIF-related data with Order Time’s reporting tools. Spot trends, delays, and gaps, and use these 
insights to adjust processes, set realistic expectations, and improve overall fulfillment performance over time.
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Designing Processes That Support OTIF 
Consistency
Once accurate data is in place, improving OTIF depends on how that data is used. Businesses can achieve 
more consistent execution across operations by using Order Time to design structured, repeatable workflows 
that align Purchasing, Inventory, and Fulfillment.

Standardize Order-to-Fulfillment Workflows
Inconsistent processes are one of the biggest causes of late or partial orders. Use Order Time to map out a 
repeatable workflow with all the necessary details, so Sales, Operations, and Fulfillment teams know exactly 
what’s required before work begins. 

Align Purchasing with Real-Time Demand
Once stock is available, fulfillment needs to be efficient. Use Order Time to prioritize orders based on 
promised delivery dates and make sure Inventory aligns with orders that are ready to ship. Structuring 
workflows prevents bottlenecks and maintains a consistent flow of orders, even during peak periods.

Reduce Delays Through Process Clarity
Many delays come from unclear responsibilities or manual workarounds. Use Order Time to identify where 
orders get held up and remove unnecessary steps. Make sure orders are complete before moving to 
fulfillment and set clear timelines for each stage. When every team member knows exactly what’s expected, 
they can resolve issues before they impact delivery.

Create Accountability with 
Shared Data
Shared data builds accountability. When teams can see 
their impact on OTIF, it’s easier to stay aligned, address 
gaps, and fix problems quickly. Track performance at every 
stage in Order Time and assign ownership for each part of 
the process.

Balance Flexibility with 
Consistency
No two orders are exactly alike, and processes need to 
reflect that. Use Order Time’s customization to handle 
special workflows while keeping core steps consistent. This 
balance allows your business to scale without sacrificing 
OTIF performance or creating confusion across teams.
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How the Right System Enables Better OTIF 
Performance
Delivering every order on time and in full requires a system that makes data accessible, understandable, and 
actionable across your entire operation. Order Time turns raw data into real operational improvements that 
drive OTIF performance.

•	 Centralizing data for better visibility: Use Order Time as a single source of truth across Inventory, 
Orders, and Fulfillment. When everyone works from the same information, it’s easier to spot potential 
problems before they impact customers.

•	 Capturing OTIF-specific data with flexibility: Use custom fields to track company-specific OTIF 
metrics and adapt data collection to unique operational workflows.

•	 Improving accuracy with multiple promise dates: Record expected versus actual timelines for 
each order to reduce ambiguity and measure on-time performance more accurately.

•	 Leveraging reporting for actionable insights: Use Order Time’s reporting tools to analyze OTIF-
related data. Identify trends, delays, and fulfillment gaps that might otherwise go unnoticed.

•	 Enabling continuous operational improvement: Use the insights you gain to build repeatable 
workflows that support consistent OTIF performance and refine Inventory management, purchasing, 
and fulfillment processes. 

•	 Achieving control without ERP complexity: Gain the flexibility necessary to adjust workflows while 
maintaining consistent OTIF performance across growing operations without the cost or burden of a 
full ERP system.

 
Improve OTIF with Order Time

Consistently achieving on-time, in-full delivery requires technology 
and operational disciplines that prioritize visibility, accurate data, 
and aligned processes.
Order Time provides a foundation for this performance. Companies using Order Time can centralize Inventory 
and order data and track OTIF-specific metrics without the cost or complexity of a full ERP.

Designed for growing product-based businesses, Order Time works alongside QuickBooks rather than 
replacing it, offering a balance of control, flexibility, and cost.

Schedule a demo to see how you can build a scalable OTIF system with Order Time.

https://info.ordertime.com/webinar-registration?_gl=1*xwfrc2*_gcl_au*MTQ5MDU4NzI2OC4xNzc1MTY2NzMw*_ga*MjE0NDc3NjcxMS4xNzc1MTY2NzMw
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