E-Commerce Procurement Standard Operating Procedure Template
Free procurement SOP template for e-commerce operations teams. Step-by-step with checklist, roles, and KPIs for purchase orders, MOQ negotiation, and reorder triggers.
Purpose
Standardize how e-commerce operations teams request, approve, and process purchase orders so that inventory is replenished before stockouts occur and procurement costs stay within budget. This SOP covers reorder point triggers, purchase order creation in Shopify, MOQ negotiation procedures, lead time tracking, and receiving verification workflows.
Scope
Covers all product inventory procurement: wholesale purchases, private-label orders, and raw material sourcing. Applies to standing reorders, new product introductions, and seasonal inventory builds. Does not cover service procurement (software subscriptions, marketing agency contracts) or capital equipment purchases, which follow separate approval workflows.
Prerequisites
1. Reorder points and safety stock levels set for every active SKU in Shopify or your inventory management app
1. Approved vendor list with current pricing, MOQs, lead times, and payment terms on file
1. Shopify Admin access with purchase order functionality (Stocky app or equivalent) configured
1. Budget approval thresholds documented: who can approve POs at each dollar level
1. ShipStation configured with receiving location for inbound inventory tracking
Roles & Responsibilities
Purchasing Coordinator
1. Monitor inventory levels daily and flag SKUs that hit reorder points
1. Create and submit purchase orders in Shopify for manager approval
1. Track open POs against expected delivery dates and escalate late shipments
Operations Manager
1. Approve purchase orders: up to $5,000 independently, above $5,000 with finance co-approval
1. Negotiate MOQ reductions and payment term improvements during quarterly vendor reviews
1. Adjust reorder points and safety stock levels based on sales velocity changes
Finance Controller
1. Co-approve purchase orders exceeding $5,000
1. Verify procurement spending stays within the monthly and quarterly budget
1. Process vendor payments per agreed terms (Net 30, Net 60) and flag early payment discounts
Procedure
Step 1: Monitor inventory levels and identify reorder triggers
Every morning, the Purchasing Coordinator checks the inventory dashboard in Shopify (or the connected inventory app). Flag any SKU where available inventory has dropped to or below the reorder point. The reorder point for each SKU is calculated as: (average daily sales x vendor lead time in days) + safety stock. When a SKU hits the reorder point, it's time to start a purchase order — not when it hits zero.
13. Open Shopify Admin > Products > Inventory and sort by 'low stock' or use the inventory app's reorder alerts
13. Compare current available quantity against the reorder point listed in the SKU master sheet
13. For SKUs at or below the reorder point: add to the daily reorder list
13. Check if any flagged SKUs have open POs already in transit — if so, note the expected arrival date
13. For seasonal SKUs: review the sales forecast and adjust reorder timing 6-8 weeks ahead of the sales peak
Tip: Set up automated low-stock alerts in Shopify or your inventory app. Manual daily checks catch what automation misses, but alerts prevent the Purchasing Coordinator from missing a SKU on a busy day.
Step 2: Calculate the order quantity
For each SKU on the reorder list, calculate the order quantity. Start with the Economic Order Quantity (EOQ) or use this simpler formula for e-commerce: (projected 60-day sales demand) - (current inventory + units in transit) = order quantity. Round up to the nearest case pack quantity. Verify the order quantity meets the vendor's MOQ. If the EOQ is below MOQ, evaluate whether to order the MOQ or wait and combine with other SKUs from the same vendor.
13. Pull the last 90 days of sales data for the SKU from Shopify Analytics
13. Calculate projected 60-day demand based on the daily sales average and any known promotions
13. Subtract current inventory and units already in transit from the 60-day demand
13. Round the order quantity up to the nearest case pack quantity
13. Verify the total order meets the vendor's MOQ — if not, add other SKUs from the same vendor to reach MOQ
Warning: Do not blindly order the vendor's MOQ if it represents more than 90 days of inventory. Excess stock ties up cash and risks obsolescence, especially for seasonal or trend-dependent products.
Step 3: Create the purchase order in Shopify
Open Shopify Admin and create a new purchase order using the Stocky app or your PO system. Add the vendor, line items with SKUs, quantities, and unit prices from the current pricing sheet. Set the expected delivery date based on the vendor's confirmed lead time. Add any special instructions: labeling requirements, case pack configuration, or shipping method preference.
13. In Shopify, navigate to the PO app and click 'Create Purchase Order'
13. Select the vendor from the approved vendor list
13. Add line items: SKU, product name, quantity, and unit price from the current pricing sheet
13. Set the expected delivery date: today's date + vendor lead time (add 2-day buffer for shipping)
13. Add notes for special instructions: barcode labeling, case pack sizes, preferred carrier
Step 4: Submit for budget approval
Route the PO for approval based on total dollar value. POs under $2,000: Purchasing Coordinator can approve independently. POs $2,000-$5,000: Operations Manager approval required. POs above $5,000: both Operations Manager and Finance Controller must approve. Send the PO via email or your approval workflow tool with the total cost, budget line item, and justification (reorder trigger, promotional build, or new product introduction).
13. Calculate the total PO value: sum of (quantity x unit price) for all line items, plus estimated freight
13. Route to the correct approver based on the dollar threshold
13. Include in the approval request: PO total, budget line item, current stock level, projected stockout date if not ordered
13. Approver reviews and marks 'Approved' or 'Needs Revision' within 24 hours
13. If revised: adjust quantities or consolidate with other pending POs and resubmit
Step 5: Send the PO to the vendor and confirm
After approval, email the PO to the vendor using the standard PO email template. The email includes the PO PDF attachment, expected delivery date, shipping address, and a request for confirmation within 48 hours. If the vendor does not confirm within 48 hours, follow up by phone. Confirmation must include the vendor's committed delivery date — do not assume your expected date is accepted.
13. Export the approved PO as a PDF from Shopify
13. Email the PO to the vendor's orders contact using the PO submission template
13. Request written confirmation of: receipt, accepted quantities, committed delivery date, and any backorder items
13. If no confirmation within 48 hours: call the vendor's primary contact
13. Log the vendor's confirmed delivery date in the procurement tracker — this may differ from your expected date
Step 6: Track lead times and manage delays
After the vendor confirms, track the PO through production and shipping. Set a check-in at the 50% mark of the lead time. If the vendor reports a delay, calculate the impact: will you stock out before the delayed delivery date? If yes, options include: expediting shipping (at extra cost), placing a rush order with a backup vendor, or adjusting product availability on the store.
13. Set a calendar reminder at the 50% lead time mark for a vendor check-in
13. Contact the vendor and request a production/shipping status update
13. If delayed: get the revised delivery date and calculate days of stock remaining
13. If stockout is projected: decide on expedited shipping, backup vendor activation, or listing pause
13. Update the procurement tracker with the revised timeline and any cost changes
Tip: Track on-time delivery rates per vendor in the procurement tracker. After 6 months of data, you'll know which vendors need bigger lead time buffers and which ones consistently deliver early.
Step 7: Receive inventory and verify against the PO
When the shipment arrives, the warehouse team counts all received units and compares against the PO. Note any quantity discrepancies (short-ships or overages). The QC team inspects a sample per the quality assurance SOP. Once verified, update the PO status to 'Received' in Shopify and adjust inventory counts. For partial shipments, keep the PO open until all line items are fulfilled.
13. Count all received units by SKU and compare to the PO quantities
13. Note any discrepancies: short-ships, overages, or wrong SKUs received
13. Hand off the sample to QC for inspection per the quality assurance SOP
13. After QC approval: update PO status to 'Received' in Shopify and adjust inventory counts
13. For short-ships: contact the vendor within 24 hours to confirm the remaining quantity and revised delivery date
Step 8: Process vendor invoices and close the PO
Match the vendor's invoice against the PO and the receiving report (what you actually received). Verify: quantities match what was received (not what was ordered, if there was a short-ship), unit prices match the PO, and any freight charges match the quoted amount. Approve the invoice for payment per the agreed terms. Close the PO in Shopify once all line items are received and paid.
13. Compare the vendor invoice against: the PO (ordered quantities and prices) and the receiving report (actual quantities)
13. Flag any discrepancies: quantity mismatches, pricing differences, or unexpected charges
13. For discrepancies: email the vendor with specifics and request a corrected invoice
13. Route the approved invoice to Finance for payment per the vendor's terms (Net 30, Net 60)
13. Close the PO in Shopify once all line items are received, inspected, and invoiced
Step 9: Review and adjust reorder points quarterly
Every quarter, review the reorder points and safety stock levels for all active SKUs. Pull the last 90 days of sales data and compare it to the assumptions behind the current reorder points. For SKUs where daily sales have changed by more than 20%, recalculate the reorder point. Also adjust for known upcoming events: seasonal demand shifts, planned promotions, or vendor lead time changes.
13. Export sales velocity data for all active SKUs from Shopify Analytics (last 90 days)
13. Compare current daily sales average against the assumption used to set the reorder point
13. For SKUs with 20%+ change in sales velocity: recalculate reorder point and safety stock
13. Factor in any known changes: upcoming promotions, seasonal shifts, or vendor lead time adjustments
13. Update reorder points in Shopify or the inventory app and document changes in the procurement tracker
Completion Checklist
☐  Inventory levels checked daily against reorder points
☐  Order quantity calculated based on 60-day demand forecast minus current stock and in-transit units
☐  MOQ requirement met — or justified exception documented if ordering below MOQ
☐  Purchase order created in Shopify with correct SKUs, quantities, prices, and delivery date
☐  PO approved per dollar threshold: under $2K self-approve, $2K-$5K ops manager, $5K+ finance co-approval
☐  PO sent to vendor with confirmation received within 48 hours
☐  Lead time tracked with 50% midpoint check-in completed
☐  Received quantities counted and compared to PO
☐  QC inspection completed per quality assurance SOP
☐  Vendor invoice matched against PO and receiving report before payment
☐  PO closed in Shopify after all line items received and invoiced
☐  Reorder points reviewed and adjusted quarterly
Key Performance Indicators
	Metric
	Target

	Stockout rate (percentage of days a SKU is out of stock)
	Under 3% across all active SKUs

	Purchase order accuracy (PO vs. received quantity match rate)
	95% or higher

	Procurement cycle time (reorder trigger to inventory received)
	Within 2 days of vendor's stated lead time

	Inventory turnover ratio
	6-8x per year for fast-moving consumer goods


Revision Schedule
Quarterly, or immediately after changes to vendor pricing, lead times, Shopify PO app configuration, or budget approval thresholds.
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