THOUGHT LEADERSHIP

Disputing Chargebacks Without a Strategy Is
Costing You More Than You Think

By Upstream Chargeback Solutions (UCS)
Contributing Member, Retail Vendor Compliance Federation (RVCF)

Every CPG supplier knows the feeling. A chargeback lands in the portal, the clock starts ticking, and
someone on the AR team scrambles to pull together documentation before the dispute window
closes. If the team is lucky, the dispute gets filed. If not, the deduction quietly becomes a write-off —
buried in a spreadsheet under “cost of doing business.”

Here’s the hard truth: that phrase is one of the most expensive assumptions in CPG finance.
According to data cited by the Retail Value Chain Federation (RVCF), between 65% and 80% of
retail shortage claims are actually invalid. Yet most go unchallenged because teams are
overwhelmed, dispute windows are short, and there is no structured strategy guiding which battles to
fight and how.

The problem isn’t just lost money. It's lost money that was recoverable.
The financial exposure compounds in three ways that most organizations underestimate:

*  Volume: Deductions can represent 3% to 8% of gross sales for many CPG suppliers.

« Validity: Up to 80% of shortage claims may be invalid — yet most suppliers never dispute
them.

+ Timing: Post-audit claims can arrive 18 to 24 months after the original transaction, when
documentation is cold and teams have moved on.

The suppliers who manage this well are not spending more — they’re spending smarter. They have
a strategy. Below is a preview of the UCS Dispute Strategy Framework.




Framework Preview: Segment Your Customers, Differentiate Your Strategy

Not all retailers are the same, and not all chargebacks deserve the same response. The first step is
segmenting your customer base by channel type and applying a differentiated approach to each.
Here is a glimpse of how the UCS segmentation framework is structured:

Customer Type Risk Profile Snapshot Strategic Posture

Big Box / Mass Merchant (e.g., Highest volume. Fully automated Full dispute program required. Cross-

Walmart, Target, Costco) enforcement. OTIF + SQEP + Perfect functional ownership across AR,
Order programs actively enforced. Supply Chain, and Sales. Portal

Dispute windows typically 30-90 days. fluency is non-negotiable.

(©) Want the full segmentation framework?

The complete UCS Customer Segmentation Strategy covers 6 retailer categories — Big Box,
Club/Warehouse, Department Stores, Drug/Grocery, Home Improvement, and Specialty — each with
a tailored dispute strategy, documentation requirements, and portal guidance.

Contact UCS to receive the full framework: www.upstreamcs.com or Sales@Upstreamcs.com




Framework Preview: When to Fight, When to Walk Away

Not every chargeback is worth disputing. A sound strategy requires intentional, data-driven decisions
about where to invest dispute resources. The UCS Fight-or-Walk-Away Framework uses four
decision factors. Here is one of them:

Decision Factor Fight X Walk Away
Dollar Threshold Exceeds your defined minimum and Below threshold — admin cost of
the ROI on recovery is positive. dispute exceeds recovery value.

(©) Want the full Fight-or-Walk-Away decision matrix?

The complete framework covers all four factors — dollar threshold, validity, claim pattern, and
relationship risk — with clear decision criteria for each.

Contact UCS for the full playbook: www.upstreamcs.com or Sales@Upstreamcs.com

Know Your Clocks: Major Retailer Dispute Windows

One of the most common and costly mistakes CPG suppliers make is missing dispute windows.
Missing the deadline — even by a day — makes a deduction permanent, regardless of its validity.
Each major retailer operates its own portal and timeline. The UCS framework maps dispute
windows, penalty structures, and portal requirements across the following trading partners:

Retailer Dispute Portal Window (General Range)

Walmart Retail Link / APDP 15-60 days (type-dependent)

Target Partners Online 90 days (compliance); up to 18
months (shortages)

Amazon (Vendor Central) Vendor Central Short — verify directly; highly
automated

Kroger / Albertsons Supplier portal (varies) 30-90 days — post-audit risk is
significant

Home Depot / Lowe’s Supplier portal 30-60 days

Costco / Sam’s Club Relationship + portal Verify directly — less portal-driven



®©@ The Golden Rule of Dispute Windows

Missing the dispute window makes a chargeback permanent — regardless of validity. The UCS
framework includes retailer-specific documentation requirements, escalation paths, and post-audit
risk protocols for each trading partner above.

Contact UCS for retailer-specific guidance: www.upstreamcs.com or Sales@Upstreamcs.com

The Dispute Lifecycle: A 5-Stage Treatment Plan

Effective dispute management follows a structured cycle — from the moment a deduction appears
on a remittance to final resolution and root cause closure. Here is Stage 1. The remaining four
stages — each with specific timelines, documentation requirements, and escalation criteria — are
part of the UCS full framework.

Stage 1: Identify & Triage (Days 1-3)
Capture the deduction from the remittance or portal. Classify by reason code, dollar value, and

retailer. Apply the fight-or-walk-away decision framework. Assign ownership immediately. Do not let
this step default to ‘whoever has bandwidth.” Ownership must be defined in advance.

Stage 2: Investigate & Document

Stage 3: Dispute Filing

Stage 4: Follow-Up & Escalation

Stage 5: Close & Learn

(B Want the full 5-stage dispute lifecycle?
Each stage includes day-range timelines, required documentation, portal-specific filing guidance, and
decision points for escalation or write-off.

Reach out to UCS for the complete treatment plan: www.upstreamcs.com or
Sales@Upstreamcs.com




High Audit Vendor Status: A Warning Signal You Cannot Ignore

Retailers use vendor scorecards and compliance programs to tier their suppliers. Suppliers that
consistently generate compliance failures or high chargeback rates can be designated as “high
audit” vendors — a status with serious consequences including more frequent third-party post-audit
reviews (often reaching 18—24 months back), reduced access to promotional programs, and in
severe cases, placement on a performance improvement plan.

Retailers like Walmart (SQEP) and Target (Perfect Order Program) use structured scorecards to
systematically measure supplier performance. There are five specific warning signs that a supplier is
at risk of elevated compliance status — and knowing them early is the difference between a process
fix and a business crisis.

(©) Want the 5 early warning signs + escalation protocol?

The UCS High Audit Risk framework identifies the specific patterns that signal elevated compliance
status — before a retailer formally designates you — and provides a step-by-step response plan.

Contact UCS: www.upstreamcs.com or Sales@Upstreamcs.com

When to Escalate to the CFO

Most chargeback disputes live in the AR or vendor compliance function — and that’s appropriate for
day-to-day management. But there are specific conditions under which a CPG supplier's CFO must
be engaged as a strategic decision maker, not a last resort. Here are the six escalation triggers the
UCS framework defines:

CFO Escalation Trigger Why It Requires Finance Leadership

Aggregate deduction exposure exceeds a defined %
of revenue

Large post-audit claim arrives covering 18—24 months
of transactions

High audit or PIP designation by a strategic retailer

Systemic compliance failure tied to an ERP or system
change

Dispute escalated to retailer's SVP or VP level

Chargeback volume is masking a working capital or
cash flow problem

(©) Want the full CFO escalation rationale + action plan for each trigger?




The complete UCS framework details exactly what the CFO should do at each trigger — from
reserve strategy to retailer engagement to legal review.

Reach out to UCS: www.upstreamcs.com or Sales@Upstreamcs.com

Ready to Build a Strategy That Fights Smarter?

The chargebacks aren’t going away. Retailer compliance programs are becoming more automated,
post-audit windows are stretching longer, and the cost of an ad hoc approach continues to
compound. The CPG suppliers that consistently outperform their peers on chargeback recovery
share one thing: they treat dispute management as a business discipline, not an administrative task.

Upstream Chargeback Solutions partners with CPG teams to build exactly this kind of program —
tailored to your customer portfolio, your internal capabilities, and your risk tolerance. Whether you
need a process health check, a dispute strategy overhaul, or SME support through an OTC
transformation, we bring the frameworks and the hands-on partnership to get there.

Request the Full UCS Dispute Strategy Framework

Get the complete customer segmentation playbook, fight-or-walk-away matrix, 5-stage dispute
lifecycle, high audit risk protocol, and CFO escalation guide.

Visit us at: www.Upstreamcs.com
Or Email us at Sales@Upstreamcs.com for your Free Copy

About Upstream Chargeback Solutions (UCS)

UCS is a boutique consulting firm helping CPG brands take control of their retail relationships
through expert chargeback and deduction management, retail vendor compliance, AR/OTC
consulting, digital transformation, and KPI benchmarking. We partner closely with CPG teams —
embedding as an extension of your organization to deliver practical, lasting results.

www.upstreamcs.com or Sales@Upstreamcs.com
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