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How do most furniture companies decide which 
NVOCC or freight forwarder to use?
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Price answers a different question than value:
"Price is what you pay. Value is what you get." — Warren Buffett

PRICE

What am I paying?

A single number on a rate quote  — known up 
front is easy to compare line by line.

VALUE

What am I getting?

The full economic outcome of the relationship 
— inventory, capital, service, and risk — much 
harder to see, and almost never compared.
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How should they choose?

The NVOCC / FF that helps increase  their company's 
economic value.

$1 $20

Tr i l ink ,  Inc



Importers' decision frame is heavily focused on price.

NVOCC A

$5,100

NVOCC B

$5,250

Price difference: $150

This is the number on the rate quote  — and usually the only 
one compared.

40HQ — Freight Cost

$5,100

40HQ — Inventory Value

$20,000 – $50,000

"My old professor would hold up $150 in his left hand 
and $20,000 to $50,000 in his right. Which value 
should I be focusing on?"
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The importers basic business model begins with a forecast, 
and its economic success is heavily dependent on good or bad 
inventory management 

Manufacturing
Production lead time

Carrier Transit time
Carrier transit time

Distribution
Receive, forecast, allocate

Sale
Customer demand

Lead time — is a variable used within the 
replenishment cycle calculations

Set by manufacturing time plus transit time. Forecasts are built around 
this window — and the window is usually treated as fixed but it’s not.

Demand — stochastic, i.e. random

Inbound orders and sales don't arrive on a schedule. They 
arrive stochastically — and inventory has to be on hand when 
they do.
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In their made-to stock business model inventory is their 
biggest asset.
It is also the largest capital investment most importers make — and the biggest swing factor in company value.

Inventory

Good inventory management

Increases company value.

The right amount, in the right place, at the right time.

Poor inventory management

Destroys company value.

Too much ties up capital. Too little creates stockouts.
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Foreign Land 
Dwell

Time from 
ready date to 

gate in at 
foreign port

Foreign  
Port Dwell

Time from 
gate-in  to 

vessel 
departure

Ocean Transit Time

Time from port of loading to 
port of discharge including 
scheduled ports on vessel 

route 

USA  Port 
Dwell

Time from  
vessel 

berth to 
discharged

USA Land 
Dwell

Time from fully 
discharged to 

warehouse 
delivery

Transit Time Friction Points

We’re only going to focus on 
the ocean transit time today
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How does a 6-day difference in ocean transit time 
impact the importers economic value?
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The transit time gap is not in the quoted price

NVOCC A

13
PCC1 days in ocean transit

Quoted price: $5,250

X Rejected based on higher price

VS

NVOCC B

19
PS6 days in ocean transit

Quoted price: $5,100

6 extra days — invisible in quote

The $150 saving is visible. The cost of 6 extra days is not.

✓ Accepted based on lower price
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The black box problem – 6 value destroyers not 
included in the 40 HQ quote  

What furniture importers see

Ocean freight quote
$100–150 difference

Hidden from the price

Ocean Transit time (13 vs 19 
days)

Replenishment cycle length

Demand variability

T H E  B L A C K  B O X

Cycle stock increase

Safety stock rise

Forecast errors

Warehouse costs

Capital tied up

Interest expense

True annual cost is significantly 
greater because the rate quote 

comparison doesn’t expose the value 
destroyers.

+ stockout losses
+ overstock write-downs

The cheapest freight quote may produce the most expensive outcome.
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Impact 1: Cycle stock: increased transit time = increased inventory
6 extra transit days =
6 extra days of avg. daily sales
held in inventory.

Cycle stock required 

13 days Transit Time

NVOCC A

Baseline

More days in transit = more inventory required at all times.

NVOCC B

Cycle stock required 

19 days Transit Time

More stock
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Impact 2 & 3: Forecast error compounds — so does safety stock

Forecast error

Longer lead times require forecasting further into 
the future.

Forecast error increases with forecast horizon.

For seasonal furniture, this means more frequent 
stockouts and overstock situations.

19-day forecast = meaningfully less accurate than 
13-day forecast.

Safety stock

Safety stock buffers against forecast error and lead 
time variability.

Formula: safety stock scales with the square root 
of lead time.

Going from 13 to 19 days = a 21% increase in the 
lead time multiplier — on top of the cycle stock 
increase.

This is capital sitting idle to protect against risk 
that didn't need to exist.

Three inventory cost drivers — all triggered by one 6-day transit difference.
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Impact 4 & 5: Warehouse costs and capital — both increase

Warehouse expense

More cycle stock + safety stock =
more warehouse space occupied, longer.

More labor for receiving, putaway, and cycle 
counting.

Capital investment

Every extra day of inventory is working capital 
unavailable for other uses.

More inventory means higher service costs on the P&L.
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Impact 6: The hidden bill — interest expense

Extra inventory carried Annual interest @ 7% Annual interest @ 8% vs. $150 price saving

$50,000 $3,500 $4,000 20–25 × more

$75,000 $5,250 $6,000 35–40 × more

$100,000 $7,000 $8,000 45–50 × more

$150,000 $10,500 $12,000 70–80 × more

The impact of additional interest expense on a mid-sized furniture importer can the $150 savings irrelevant.
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Ocean Service Transit Rate
Carrier Lane Time Days Quote

ONE PC6 19 5,100.00$ 
Evergreen PE1 15 5,100.00$ 
OOCL PCC1 13 5,100.00$ 

Tr i l ink ,  Inc

Ocean transit time by carrier from Shanghai to Los Angeles CA
Actual rate quote dated June 4, 2026



Carrier Avg Days Max Min Std.dev CV Total Moves % of Loads
COSU 15.10     18.00        14.00        1.20           0.08           10                    7%
EGLV 19.67     26.00        13.00        4.52           0.23           12                    8%
HDMU 19.24     31.00        15.00        4.01           0.21           71                    49%
MAEU 17.60     27.00        13.00        4.97           0.28           21                    14%
ONE 17.71     21.00        14.00        1.99           0.11           24                    16%
WHL 16.38     20.00        15.00        1.77           0.11           8                       5%

146                 100%

HDMU
O T/T Days Shipments Prob C-Prob

15 5.00           7% 7%
16 10.00        14% 21%
17 11.00        15% 37%
18 12.00        17% 54%
19 16.00        23% 76%
20 6.00           8% 85%
25 5.00           7% 92%
28 2.00           3% 94%
30 1.00           1% 96%
31 3.00           4% 100%
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Actual case study 
by Trilink.



22 
days

$59,620

$ 67,750

25
days

$75,880

28
days

$ 81,300

30
days

35
days

40
days

$94,850

$ 108,400

14%

36%

82%
Transit time in days: China Factory to Los 
Angeles, CA and corresponding impact on 
inventory



Our mission is to reclaim profitability lost
through inefficient supply chain operations.
To educate and provide experienced,
insightful, tactical solutions that provide
immediate effectiveness with guaranteed 
outcome- based results.

Mary Martin
Co-Founder
mary@trilinkinc.com
336-688-0895

Cliff Carroll
Co-Founder
cliff@trilinkinc.com
336-688-0502

mailto:mary@trilinkinc.com
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