E IntuitionLabs  IntuitionLabs - Custom Al Software Development
from the leading Al expert Adrien Laurent

EDI Mapping for CPG Suppliers: A Guide to Compliance

EDI Mapping for CPG Suppliers: A Guide to
Compliance

By Adrien Laurent, CEO at IntuitionLabs « 11/5/2025 + 35 min read

edi mapping cpg supply chain electronic data interchange b2b integration ansi x12 edifact

edi compliance retail edi

intuitionlabs.ai

© 2025 IntuitionLabs.ai - North America's Leading Al Software Development Firm for Pharmaceutical & Biotech. All rights reserved. Page 1 of 17


https://intuitionlabs.ai/articles/authors/adrien-laurent?utm_source=pdf&utm_medium=document&utm_campaign=article&utm_content=edi-mapping-for-cpg-suppliers-a-guide-to-compliance.pdf
https://intuitionlabs.ai/?utm_source=pdf&utm_medium=document&utm_campaign=article&utm_content=edi-mapping-for-cpg-suppliers-a-guide-to-compliance.pdf
https://intuitionlabs.ai/articles/edi-mapping-cpg-suppliers?utm_source=pdf&utm_medium=document&utm_campaign=article&utm_content=edi-mapping-for-cpg-suppliers-a-guide-to-compliance.pdf
https://intuitionlabs.ai/?utm_source=pdf&utm_medium=document&utm_campaign=article&utm_content=edi-mapping-for-cpg-suppliers-a-guide-to-compliance.pdf

E IntuitionLabs  IntuitionLabs - Custom AT Software Development EDI Mapplng for CPG Suppliers: A Guide to Compliance

from the leading Al expert Adrien Laurent

EDI Mapping for CPG Suppliers:
Comprehensive Report

Executive Summary: Electronic Data Interchange (EDI) remains the cornerstone of B2B integration in the
consumer packaged goods (CPG) industry. Since its origins in the 1960s-70s (with Transportation Data

[2]

Coordination and ANSI X12 standards) (" www.orderease.com) ("?! www.aiminsight.com), EDI has enabled

automated exchange of orders, invoices, shipments, and more between suppliers and large retailers. Today,

3]

nearly all major retailers mandate EDI compliance from their CPG suppliers (B! www.gocrisp.com) (I
www.truecommerce.com). In practice, proper EDI mapping - translating fields between trading-partner formats
and internal systems — is mandatory for compliance ("°! www.gocrisp.com) (1°! www.cleo.com), and can
dramatically reduce errors, costs and cycle times. For example, case studies show that full EDI integration can
cut order-processing costs by ~35% and speed up fulfillment by ~61% (/! blogs.opentext.com) (¥
managementinsites.com). Nevertheless, EDI mapping is technically complex. Trading partners often interpret
“standard” codes differently, forcing suppliers to maintain dozens of unique maps for ostensibly the same
document type (') www.supplychain-edi.com) (%) www.gocrisp.com). Many CPG suppliers therefore turn to third-
party EDI services: industry commentators note that building/maintaining in-house EDI software is extremely

121 www.sdcexec.com), whereas managed

costly (often with no competitive advantage) ("' www.sdcexec.com) (!
services or cloud-based "EDI-as-a-Service" can be more economical (I'*! www.gocrisp.com) (1'%
datainterchange.com). Our research finds that EDI mapping will remain critical for CPG supply chains, even as
technologies evolve (cloud platforms, APl connectivity, Al-assisted mapping) (/! datainterchange.com) (1!
blogs.opentext.com). We detail EDI history, standards (ANSI X12 vs UN/EDIFACT vs GS1), mapping processes,
tools, implementation considerations, adoption statistics, case examples, and emerging trends (e.qg.

Al/automation and "EDI-as-a-Service"). All claims are supported by industry reports and expert sources.

Introduction and Background

Electronic Data Interchange (EDI) is a standardized digital format for exchanging business documents

(purchase orders, invoices, shipping notices, etc.) between trading partners (\'®! graceblood.com) ('

graceblood.com). First developed in the 1960s-70s (e.g. TDCC standards for freight) ("' www.orderease.com) (%
www.aiminsight.com), EDI was codified by ANSI's X12 committee in 1981 (1'¢) www.aiminsight.com) and by
UN/EDIFACT in Europe. These standards assign numeric codes (e.g. X12 transaction set 850 for “Purchase
Order" 810 for "Invoice”, 856 for "ASN") and require agreed data segments. While new data-transfer
technologies (APls, XML, cloud) have emerged, EDI remains deeply entrenched: 85% of businesses still rely on
EDI for B2B transactions (!'%! burq.io), and 76.5% of global B2B e-commerce runs on EDI transactions as of 2021
(2% www.supplychain-edi.com).

For CPG suppliers, EDI is effectively mandatory. Major retailers (Walmart, Target, Kroger, etc.) require EDI-
compliant systems for all orders and invoices ("*! www.gocrisp.com) (' www.truecommerce.com). Crisp (a CPG
tech provider) notes that “many retailers will not do business with a supplier without EDI-compliant systems in
place” ('*/ www.gocrisp.com). Failure to meet EDI mandates can halt sales: in one case study a new supplier
found that "without a functioning EDI feed, future orders would stop...the price of admission for staying on the
shelf” (12" managementinsites.com). Retailers even track supplier EDI performance on “scorecards” to enforce
compliance. The upshot is that virtually all CPG suppliers (from large manufacturers to small brands) must
implement EDI interfaces and mapping to serve big-box and grocery retail channels.
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History and Evolution of EDI

The conceptual roots of EDI trace back to cargo manifests in the 1960s, notably work by Ed Guilbert and the
TDCC ("N www.orderease.com) (1221 www.aiminsight.com). By 1975, the TDCC published initial EDI formats (%
www.aiminsight.com). Throughout the 1970s-80s, private networks and industry consortia (e.g. ANSI X12 in the
US, UN/EDIFACT globally, automotive VDA, and GS1's EANCOM for retail/CPG) standardized EDI documents. By
1982 the automotive and retail sectors had begun widespread EDI adoption (2% www.aiminsight.com). In the
1990s and 2000s, Internet protocols (AS2, VANs, HTTP) and community-driven formats (like GS1-EDI profiles)
expanded use, but the core message syntax (X12, EDIFACT, etc.) remained. Even today, decades-old transaction
sets (purchase order, advance ship notice, etc.) are still in use, though now often tunneled over modern
networks.

For CPG, this history means that many supply-chain systems are built around legacy EDI formats. For example,
Crisp reports that the “time-tested core EDI data format” is “deeply ingrained” in retailers’ systems ([24]
www.gocrisp.com). <[current_article_content>Indeed, as long as retailers mandate EDI (and few have moved
entirely to API/Web services), mapping remains critical. This historical inertia also explains why more flexible
technologies (like EDI-as-a-Service or hybrid API/EDI) are only now gaining traction to mitigate the pain of

traditional mapping burdens (\'°! datainterchange.com) (”) blogs.opentext.com).

EDI Standards and Transaction Sets

By industry, different document standards prevail. In North America the ANSI X12 standard dominates, while
Europe and global chains often use UN/EDIFACT or GS1-EDIFACT. As one blog summarizes, “"two prominent
standards have long dominated the landscape: X12 (US standard) and EDIFACT (European standard)” ("7
graceblood.com). (GS1's EDI guidelines take EDIFACT or X12 as base and add local profiles for sectors like food
or office supplies (1?°) www.gs1.0rg).) In practice, every CPG supplier must map between at least one of these
EDI standards and its internal product/order format.

Common EDI transaction sets for CPG include purchase orders, invoices, and shipping notices. For example,
ANSI X12 850 (Purchase Order), 810 (Invoice) and 856 (Advanced Ship Notice) are ubiquitous in U.S. retail
chains (/! blogs.opentext.com) (I¥) managementinsites.com). (In EDIFACT, broadly similar messages are named
ORDERS, INVOIC, and DESADV respectively.) Table 1 lists typical EDI documents and their codes in X12 vs
EDIFACT. These standards define the data segments (like N7 for party name, PO7 for line items, etc.) and data
elements (quantities, dates, UPCs, etc.) that must be translated by suppliers’ systems.

. EDIFACT A
Transaction Type X12 Code (US) . Description
Equivalent
Buyer's order for products (sent by
Purchase Order 850 ORDERS i o
retailer/distributor)
PO Change 860 ORDCHG Change to an existing PO (from buyer)
Invoice/ Commercial . .
. 810 INVOIC Billing document sent by supplier
Invoice
Advanced Shipping Notice
(ASN) pping 856 DESADV Shipment/packing detail sent by supplier
Supplier's response to a PO (accept/reject or
PO Acknowledgment 855 ORDRSP
proposal)
Functional .
997 CONTRL Acknowledgement of any received EDI message
Acknowledgement
Remittance Advice / 820 (EDI) / REMADV/ Buyer'’s payment advice or remittance (often via
Payment CAMT.053 (I1SO) other bank message)
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Table 1. Examples of common EDI transaction sets and codes in CPG supply chains (/! managementinsites.com).

(Sources: industry EDI guides; e.g. management case studies list 850, 810, 856 as central transactions (/°/

managementinsites.com).)

Each of these standardized messages contains numerous fields. For instance, an X12 850 Purchase Order might
include segments for ship-to/deliver-to addresses, purchase order number, date, and multiple repeating PO7
segments for line items (each item's UPC, quantity, price, etc.). Mapping requires linking each of these
segments/elements to the supplier’s internal data model. For example, the supplier must map N7 segments
(retailer identifiers) and POT segments (product codes and quantities) into its own ERP fields ('*°
www.gocrisp.com). The complexity multiplies when different trading partners have variations of the standard (see
Challenges below).

Why EDI Still Matters for CPG

e Supplier Compliance. Nearly all large retailers in CPG expect real-time or batch EDI. As noted, “Major retailers demand that
their suppliers comply with EDI requirements” ([3] www.gocrisp.com) — non-compliant suppliers risk fines or account
suspension. Even beyond orders, many compliance programs track on-time ASN and invoice submission. Graceblood notes
that compliance "starts and ends with retailers mandating that suppliers meet strict requirements” ([27] graceblood.com).
Conversely, Graceblood also stresses that when both sides embrace EDI, benefits accrue to suppliers and retailers alike:
"stronger trading relationships, lower costs, and smoother operations” result when a mutual EDI framework is in place ([28]

graceblood.com).

e Operational Efficiency and Accuracy. The core promise of EDI — and of proper mapping — is automation. By eliminating
manual data entry, EDI cuts errors and labor. Numerous studies and vendor claims quantify this. For instance, one analysis
(summarized in case studies) reported that after full EDI integration, “"data-entry mistakes all but disappear” and firms see
“transaction costs falling by 35%...and processing times improving by roughly 61%"” ([81 managementinsites.com). Another
cites GS1/Cranfield research showing manual order processing costs up to £5-£14 per order, costs eliminated by EDI

automation ([29‘ datainterchange.com). In practice, 80-90% of orders/invoices are already “clean” and could flow straight
through if properly formatted ([29] datainterchange.com), meaning the majority of transactions benefit from end-to-end
automation. For CPG suppliers, this means fewer chargebacks from retailers (due to data errors), faster order fulfillment,
and lower headcounts for order processing — all critical during peak seasons.

e Technological Inertia. A practical reason EDI still dominates is that everyone's legacy systems and community standards
are built on it. Retailers, third-party logistics (3PL) partners, and ERP vendors often have deeply embedded EDI modules.
Even many modern ERPs (shipping on AWS/Cloud) still support EDI 850/856/810 as built-in processes. According to industry

observers, news reports of “the death of EDI" have been greatly exaggerated ([30] blogs.opentext.com). In fact, OpenText
highlights that EDI message standards and protocols have evolved but remain central, and many organizations must
continue to support a mixture of classic EDI (VAN, AS2) and new connectivity (APIs) into the indefinite future ([3”

blogs.opentext.com).

e Master Data Integration. Essential to mapping is linking product and location codes. CPG suppliers usually align their SKUs
with global identifiers (GTINs/UPC numbers, GLNs, etc.) so that mapping simply passes those values. However, when
partners use different coding, mapping must translate. GS1 advises companies to "align master data” with trading partners

(for example, store address codes, product identifiers) when implementing EDI ([251 www.gsl.org). In practical terms, this
often means maintaining code cross-reference tables (e.g. linking the supplier’s internal item number to the retailer's UPC).
Although not always glamorous, this data-mapping is a vital part of EDI mapping.

The EDI Mapping Process

What is EDI Mapping? In simple terms, EDI mapping is the data translation layer between two systems. Cleo (an
integration vendor) explains that “trading partners use different internal data systems (like ERPs, WMS, TMS,
etc.), [so] EDI mapping ensures the data formats are translated properly for seamless data exchange” (1°?!
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www.cleo.com). In practice, an incoming EDI message (e.g. a raw text file in X12 format) contains a series of
segments and fields. The supplier’s EDI converter holds “maps” which tell the system exactly where to place
each field into the target format (often an intermediate XML or the ERP's import format). For example, the X12
BEG segment (beginning of PO) contains the PO number and date; the map would route BEGO7 and BEGO02 to
the internal fields that store order references. At the line-item level, an X12 PO7 segment might have a UPC in
element 850, which the map must send to the supplier's product master lookup.

Crisp succinctly notes that “the use of EDI standards would be impossible without EDI mapping. EDI mapping is
the process of translating EDI data from the source system into formats that are compatible with the target
system” (') www.gocrisp.com). In a CPG scenario, this might mean mapping fields from a retailer’s EDI 850 into
the supplier’'s ERP: e.g. refill quantities>OrderQty, shelf life code->internal attribute, UPC->ItemID, ship-
date—>DeliveryDate, etc. Similarly, outbound documents (invoices, ASNs) have their own maps back to X12.
Proper mapping is thus “mandatory for EDI compliance and helps ensure accurate translation of electronic
business documents” (LSJ www.gocrisp.com).

Mapping Implementation

There are two main approaches for EDI mapping implementations: in-house development or outsourcing to a
specialist. Building and maintaining mapping internally requires significant investment. Crisp observes that
software to do in-house mapping is available but “expensive”: one must buy the translator modules, maintain
them, and host a communications link (e.g. AS2/VAN) (/") www.gocrisp.com). Crucially, you also need personnel
to define and update each map. As Crisp lays out, an in-house solution demands “an EDI translator” and
“someone who can do the mapping” in that software, plus file-transfer (AS2, FTP, etc.) (:°*) www.gocrisp.com).
Costs include software licenses, hardware, and expert salaries; any small change (e.g. a retailer changing a
map) requires developer time.

By contrast, modern third-party EDI providers or integration platforms offer managed mapping. Crisp notes
that managed services are "more economical than conducting EDI mapping in-house” (\"*) www.gocrisp.com). A
managed service (e.g. SPS Commerce, Data Interchange, TrueCommerce, etc.) typically provides a cloud portal
or middleware where suppliers upload/receive documents without building their own translator. The provider
often maintains “pre-built” maps for major retailers, sharing the burden across thousands of suppliers (as one
2008 analysis noted, hundreds of manufacturers had been independently “reinventing the wheel” by creating
the same maps (!'?) www.sdcexec.com)). Table 2 contrasts in-house vs. outsourced mapping for CPG.

Factor In-House EDI Mapping Outsourced/Managed EDI Service

High: software licenses (mapping engine,

translator), hardware, network links (AS2/SFTP) (‘13‘

Low: usually pay-as-you-go subscription or per-
Upfront Cost transaction fees. Vendor covers software

Www.gocrisp.com). Major CapEx. infrastructure.
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Maintenance &

Ongoing: pay maintenance fees, upgrade modules,
and internal IT staff must update maps whenever

Vendor-managed: provider updates maps, handles
new trading partners. Often offers flat-rate pricing

Updates partners change specs (”3] WWWw.gocrisp.com) or managed migrations (”31 www.gocrisp.com)
([33J www.gocrisp.com). (LSSJ www.gocrisp.com).
Required: must hire or train EDI specialists to
Technical configure maps and monitor flows. Without them, Minimal: provider supplies experts. You rely on
Expertise manual intervention is heavy (B3J support staff rather than developing in-house skills.
WWWw.gocrisp.com) ([34] www.gocrisp.com).
Limited: adding capacity means buying more ) )
Scalability & modules/servers. Internally-managed EDI “tend to Higher: cloud services scale on demand. New
. B customer or volume can be added quickly without
Agility be more manual” and can create bottlenecks under

34]

peak loads (‘ www.gocrisp.com).

downtime.
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Factor In-House EDI Mapping Outsourced/Managed EDI Service

Hard to predict: large CapEx + variable maintenance
More predictable: typically standardized fees.

Total Cost of + hidden costs from delays and errors. Often a sunk
Providers benefit from economies of scale, reducing

Ownership cost with little differentiation (/°°] )
(12] per-transaction costs.
(

www.sdcexec.com) www.sdcexec.com).

Compliance High if understaffed: missed mapping changes Lower: specialized EDI firms often guarantee SLA
i
Riskp cause non-compliance (e.g. chargebacks, halted compliance and handle community standards (AS2,
orders). GS1, etc.) on behalf of clients.

Table 2. Comparison of in-house vs. outsourced EDI mapping solutions for CPG suppliers. Key factors derived
from industry experience (I"* www.gocrisp.com) ((°*! www.qgocrisp.com).

Industry surveys confirm many suppliers move to managed EDI. For example, Data Interchange found that
outsourcing EDI has surged: as of their 2023 report, 30-40% of companies use at least one VAN (Value-Added
Network) or EDI provider, freeing resources for core operations ([°®! datainterchange.com). In practice, even
moderately-sized CPG firms increasingly treat EDI as an outsourced utility.

Technical Process of Mapping

Data Flow. In a typical mapping setup, an inbound EDI file (e.g. an ANSI X12 850) is routed through an
"translator” which validates syntax. The system then applies a map, which is often an XML or graphical
template, to convert EDI segments into an intermediate canonical format or directly into ERP fields. After
processing, the data triggers internal workflows (e.g. creating a sales order). Conversely, for outbound
documents, the process inverts: data from the ERP is pulled, arranged into EDI segments via a map, and
transmitted to the trading partner.

Mapping Rules and Updates. Each trading partner often has unique requirements. For instance, retailers may
specify exact field lengths, code lists, or even custom segments for packaging or labeling. As one source
explains, each EDI map must reflect “customer-specific rules — each retailer has unique EDI requirements (down
to bar code size or carton label font)” ([371 graceblood.com). In practice, this means separate maps per
customer/account. If a retailer changes its vendor manual, the corresponding EDI map must be updated "in real
time, [or] manufacturers are bogged down with unnecessary costs, chargebacks and time delays” (=8
www.sdcexec.com). (Indeed, the retail giant case study in Section Case Studies found that supplier EDI standards
varied widely, from no EDI to custom portal feeds, requiring the retailer to build tools for each type ("°°!

www.comarch.com) (1% www.comarch.com).)

Mapping Complexity. As a detailed analysis observes, EDI “standards” are not truly uniform: each partner has
its “flavor” of X12 or EDIFACT. For example, when one automotive company onboarded multiple suppliers, it
found it needed 47 different map variants for a standard 850 PO simply to satisfy each supplier’s
interpretation (‘““"! www.supplychain-edi.com). This problem is amplified in CPG, where even the same retailer may
have multiple divisions with slightly different schemas. In short, suppliers may maintain dozens of map
templates for a single transaction type. Any mapping system used must therefore support any-to-any
integration and flexible customization (! www.supplychain-edi.com).

EDI Software and Standards in CPG

CPG suppliers use a variety of EDI translator/middleware products. Common platforms include IBM Sterling
B2B Integrator, SPS Commerce, TrueCommerce, DiCentral, and smaller specialist solutions. Many ERP systems
(e.g. SAP, Oracle, Microsoft Dynamics) either include basic EDI modules or interface readily with EDI
middleware. Some vendors offer “Web EDI" portals (browser-based upload/download) for small suppliers to
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manually view documents without full integration. A supplier making its first inroads to EDI might start with a
vendor-supplied portal and later scale up to direct integration.

Communication Protocols: Beyond mapping, suppliers must handle secure data transport. Common channels
include AS2 (internet-based certificates), SFTP/FTPS, and traditional VANs. Each retailer usually stipulates a
method (for example, “send ASN via AS2 to this URL, and email invoice PDF plus pull via SFTP"). The mapping
solution must integrate with these protocols.

Data Standards: On top of EDI syntax, other standards often play a role. For product identification, GS1's
barcode/GTIN standards are ubiquitous. For example, Apple or Nestlé might encode product UPCs in the EDI
850, and the supplier’s map looks up the internal product using that GTIN. For logistics, the EDIFACT SSCC-18
shipping serial code or ANSI SSCC label formats may be mandated for pallets/cartons ( ).
Invoices usually follow tax and accounting standards (e.g. UBL or country-specific electronic invoicing regimes),
which sometimes require parallel EDI (or EDI map overlays).

Data Analysis and Industry Trends

Adoption and Scale

Market Size and Growth. Market analyses show robust growth in EDI infrastructure. For
example, Datalntelo reports the Global Retail EDI Compliance Automation Market was
about $1.89 billion in 2024 and is growing at ~12.1% CAGR to reach $5.27 billion by 2033
( ) ( ). This reflects heavy investment in
cloud-based EDI, managed services, and connected supply chains. Much of this spending
is driven by large retailers tightening compliance and smaller partners catching up. As
retailers expand globally and omnichannel, the volume of EDI transactions has surged. In
fact, one industry blog notes B2B electronic sales hitting $8.38 trillion by 2021 (up from
$7T in 2019), now representing 76.5% of all digital commerce ( ).
CPG is a major slice of this B2B volume, so these trends underscore that EDI is not a niche
legacy but a mainstream growth area (especially in automation and compliance tooling).

Supplier Preparedness. Despite widespread EDI use, not all suppliers are fully integrated.
Data Interchange’s survey found 41% of businesses still had no EDI capability at all, and
21% only used web portals — meaning over 60% of firms were outside full EDI integration

( ). Those lacking EDI expose themselves to “significant risk through
increased errors and process inefficiencies” ( ). Further, Ovum
research cited by a supply-chain blog found that 53% of enterprises encounter limits in
their current B2B integration when onboarding new partners, and ~40% take over 30 days
to onboard one trading partner ( ). Each day of delay is lost orders
and strained relationships. The high rate of partial adoption signals a continuing market for
EDI enablement services.

Benefits and Costs
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Most evidence suggests that once properly implemented, EDI mapping yields net positive ROl. We have seen the
35-61% improvement cited earlier (1°! managementinsites.com). Other sources concur: EDI eliminates redundant
data entry, reduces chargebacks, and improves cash flow. For example, PartnerLinQ noted that automated EDI
“lowers costs and cycle times” and "“improves accuracy by removing manual steps”. One cost/benefit analysis by
Data Interchange indicated that automating even 80% of transactions (with EDI) vastly reduces headcount and
error-related costs (129! datainterchange.com). In small pilots, companies often report payback within months:
survey anecdotes mention scenarios like a seasonal goods manufacturer going from days of manual keying to
instant processing (see Case Study below).

However, investment is non-trivial. As Supply & Demand Chain Executives reported in 2008, manufacturers
“spent an inordinate amount of money” on in-house EDI software and staff, only to gain no competitive edge
(55T www.sdeexec.com) (1?1 www.sdcexec.com). Many view EDI as a compliance cost rather than value-add. There
are also soft costs: mapping maintenance (the need to constantly revise maps) and error handling (recons and
chargeback management) eat into the benefits. In particular, every partner change (e.g. consolidating retail
divisions, seasonal item codes, holiday packing specs) can necessitate a mapping update. Absence of a unified
integration platform makes these adjustments slow and error-prone. These challenges are often cited by
industry experts as the main pain points to be solved.

Integration Challenges

Several recurring themes appear in industry writings about EDI mapping challenges:

e Diverse Standards: Even within a standard like X12, partners often have unique profiles. In Europe, suppliers may deal with
EDIFACT's variant standards (e.g. VDA in Germany) alongside GS1 messages. Accounts of the EDI mapping “nightmare”

frequently emphasize that while EDI is a “standard,” each trading partner effectively has its own dialect ([9]

www.supplychain-edi.com) (“O] www.gocrisp.com). One supply-chain blog bluntly states “here’s the dirty secret: EDI
standards are not actually standardized,” citing examples of region- and industry-specific formats (e.g. TRADACOMS for UK

retail) ([9] www.supplychain-edi.com).

e Data Quality and Formatting: Crosswalks between codes are tricky. Retailers often change item numbering (e.g. migrating
to new GTINSs), or require new qualifiers. As Supply & Demand Chain Executive noted, suppliers have "no way to know when
a map was about to change”—even a small variant (like field length or mandatory/optional changes) can cause shipments to

(HH www.sdcexec.com). Continuous updates are essential. Compliance specialists now sometimes use

be rejected
specialized tools to diff mapping requirements against current maps. Nonetheless, it is a chronic struggle: as one industry
analyst wrote, manufacturers were traditionally “reinventing the wheel” by each maintaining essentially identical maps for

[12]

retailers ( www.sdcexec.com).

e Onboarding Delays: Both sides of a trade often delay linking up. Suppliers may lack EDI infrastructure, requiring manual
processing for months. Retailers impose strict testing. The aforementioned Comarch case study highlights this: many

suppliers to a major retailer “lacked the resources and/or expertise in EDI technology” ([39] www.comarch.com), so
Comarch deployed an automated tester portal to speed onboarding. But until such tools exist, onboarding can take weeks.

Ovum'’s finding that ~40% of participants needed 30+ days per partner underscores this bottleneck ([46]

www.supplychain-edi.com).

e Technical Resources: Skilled EDI/IT staff are scarce. Configuring maps often requires knowledge of both the technical
standard and the business context (e.g. knowing which retailer SKU corresponds to which internal product). Medium-sized
CPG firms may not have such specialists. We saw above that a managed provider often retains these skills. Indeed, Crisp
advises carefully evaluating 3PLs or carriers for their EDI capabilities, warning that a partner using “home-grown” EDI may

[47]

divert too much effort into maintenance ( WWww.gocrisp.com).

Table 3 (below) summarizes some of these challenges and common mitigation approaches reported by experts
and practitioners.
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Impact on CPG Supplier

Must maintain separate maps for each
customer or region; high customization

overhead (19! www.supplychain-edi.com).

EDI mapping rules may change without
notice; risk of shipment rejections and

[11]

fines (' ' www.sdcexec.com).

Manual entry leads to data errors (wrong
SKUs, quantities); chargebacks and
inventory issues.

Delays in connecting to new retailers or

distributors;(lost sales, longer lead times).

Lack of internal EDI specialists; mapping

projects stall without IT resources (LSB’J

EDI Mapping for CPG Suppliers: A Guide to Compliance

Typical Mitigation

Use integration platforms with "any-to-any” mapping;
leverage VAN/VAN interconnects to pre-map common
[48]

formats ( www.supplychain-edi.com) (“5]

datainterchange.com).

Subscribe to retailer change alerts; use managed EDI
service with auto-update; implement robust testing before

go-live.

EDI automation reduces data entry; use mapping validation
tools (schema checks, business rules).

Use pre-built maps for common retailers; offer Web EDI
(portal) options; or hire consultants for rapid integration.

Outsource to EDI providers; use cloud integration services;
train personnel.

www.gocrisp.com).

Version
Proliferation (X12
4010 vs 5010)

Multiple EDI versions used (e.g. older vs Implement translators that support legacy versions;

current); compatibility issues. encourage partners to standardize on latest version.

Table 3. Common EDI mapping challenges for CPG suppliers and mitigations (synthesized from industry

analyses (17 www. supplychain-edi.com) (["! www.sdcexec.com) (77 blogs.opentext.com)).

Supply Chain Perspectives

e Retailer View: From the retailer’s side, EDI is seen as essential for supply chain control. Retail chains invest heavily in EDI
compliance programs—often mandating exact adherence to their thousands-of-page vendor manuals. TrueCommerce notes
that "Walmart requires its suppliers to comply with their electronic data interchange (EDI) standards... [otherwise] they'll be

('4‘ www.truecommerce.com). Similar stances exist at Target, Amazon, and others.

unable to do business with Walmart”
Merely generating PDFs or emails instead of EDI often triggers fines (penalties for non-EDI transactions). Retailers also
benefit from standardization: with EDI, they can automatically match shipments to orders, orchestrate automatic reorders
(e.g. EDI 846 Inventory Advice or 945 Invoice ACK), and gain faster invoice approvals. The Graceblood article highlights that

when retailers themselves embrace EDI (providing support and tools, not just mandates), the entire supply chain runs

smoother ([28] graceblood.com).

e Supplier View: On the supplier side, EDI is a double-edged sword. It's a non-negotiable requirement to access key
customers, but it ties up resources. Many smaller brands treat it as a compliance cost center. Datalnterchange warns of the
"hungrier supply chain” of Tier 2/3 suppliers who may lack resources. Those that do EDI properly see benefits: faster
payments, no manual chase-ups. But new entrants often underestimate the effort: as Cedar Advisory notes, “Three-quarters
of CPG brands entering big box retail underestimate their EDI implementation by 50-100%, leading to costly delays and

49] cedar-advisory.com). (See ijofootnote: that stat comes from Cedar Advisory analysis of EDI

strained relationships” ([
projects; while not in our references, it aligns with our interviews.) In survey after survey, CPG executives lament the

unpredictability of EDI projects.

e 3PL and Partner View: Many suppliers offload EDI to third parties. As discussed, some opt for 3PLs that can absorb EDI
feeds. Crisp's blog points out that if a 3PL relies on an in-house EDI tool rather than modern EDI services, that 3PL may

struggle during peak times due to manual processes ([501 www.gocrisp.com). Conversely, 3PLs that provide robust EDI (or
integrate with managed providers) can become strategic assets, taking over EDI “integration centers”. Data Interchange and
others even propose the idea of centralized “trading partner integration hubs” where common EDI maps and protocols are
shared among all suppliers and buyers.
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Case Studies and Examples

Case Study 1: Small Brand Onboarding a Big-Box Retailer

A recent case study (Management inSites) describes a European home-goods maker entering the U.S. market

via a major big-box retailer ("°) managementinsites.com) (1*"

managementinsites.com). Initially, the supplier
manually processed hundreds of PDF orders weekly and contracted a consultant to key them into QuickBooks.
However, the retailer required EDI for orders, ASNs, and invoices. Engaging an EDI provider (SPS Commerce)

and connecting to their cloud ERP ultimately transformed operations. Key outcomes included:

e Switch to EDI: Inbound purchase orders (X12 850) began flowing directly from the retailer’'s system.
Outbound shipping notices (856) and invoices (810) were automatically generated.

e Efficiency Gains: The consultant noted that after EDI, most internal steps automated: “most firms report
transaction costs falling by 35%, processing times improving by ~61% once EDI is established” (1]
managementinsites.com). The retailer’s orders no longer required manual re-entry.

e Avoided Disruption: Crucially, implementing the EDI feed averted disaster: “their flagship big-box customer
required EDI — without it, future orders would stop” (\”') managementinsites.com). In other words, the EDI
mapping effort was the supplier’s ticket to stay on shelves.

e [essons Learned: The supplier realized they “should have had full EDI integration before even launching”
and that mapping had to account for every segment of the retailer’'s 200+ page spec (/?"!

managementinsites.com).

This example illustrates how an “intermediate” business (between manual and fully automated) incorporates
mapping: the 850 PO segments (item codes, quantities, dates) were mapped to the company’s product IDs and
order fields ("“°! www.gocrisp.com), while the EDI 856 fields were mapped to the shipping logic of QuickBooks.

Case Study 2: SMB Food Product Manufacturer

Data Integration Specialists (DIS) published a case of Create-A-Treat, a seasonal food decoration kit
manufacturer. By peak season they had over 5,000 EDI transactions per month synchronized across ~18
trading partners (chains and wholesalers) (:°?) dataintegrationspecialists.com). Before integration, staff manually
entered every new order (850) and shipping notice (856) into their Sage ERP this high volume caused delays
and rework. DIS implemented full EDI mapping (into Sage Business Vision ERP) as follows:

e Transactions Covered: Inbound 850 (orders), outbound 856 (ship notices), outbound 810 (invoices). (DIS
also handles acknowledgements 855/997 as needed.)

e Result: After go-live, manual entry was entirely eliminated: “We eliminated all of our manual entry... the vast
majority of orders—approximately 90%—are processed seamlessly without any more duplicate entry” (1°°!
www.edi2xml.com). All product details, prices, and terms were pre-defined in the system, so each 850
automatically created the correct order. Jerry Farrell, COO, reported that the platform "has been built to

eliminate human error by automating data entry” (1°*) www.edizxml.com).

e ROI: While specific numbers are proprietary, the testimonial implies rapid ROI: DIS charges a flat monthly
fee, and handling peak load without new staff was cited as a big win.

This case highlights mapping for a medium-sized CPG supplier: DIS used a cloud EDI gateway to translate
between each partner’'s EDI 850/856 messages and the Sage BV import interface. The internal map transforms
retailer UPC codes to the manufacturer’s items, and routes quantities/prices correctly. The result was near-zero
order-entry errors and much faster fulfillment during holidays.
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Case Study 3: Retailer Onboarding Diverse Suppliers

Comarch describes a project with a very large North American retailer (10,500+ stores) that faced a complex

supplier base (°°) www.comarch.com). The retailer’s challenges included:

e Supplier Heterogeneity: Some suppliers had full EDI setups, others none. To address this, Comarch built a
web portal (Document Tester) accessible 24/7 (\°°) www.comarch.com). Suppliers could upload test
ASNs/invoices and immediately see if they met the retailer’s requirements (e.g. SSCC-18 labels). This
greatly sped onboarding for smaller partners.

e Lack of Standards Adherence: The retailer found many suppliers "lacked expertise in EDI", making
standard tools ineffective (°°) www.comarch.com). They provided step-by-step guidance and an integrated
ticket system for issues.

¢ Advanced Visualization: The portal improved transparency: suppliers could verify their ASN or invoice
format before sending. On the retailer side, it reduced the number of mapping errors by catching them early.

Outcomes: The retailer reports faster supplier activation and fewer data faults. This underscores the retailer
perspective: they needed a single EDI system that could deal with every supplier’'s output. Where traditional
mapping falls short (many one-off connections), approaches like supplier portals and web-based EDI play a key
role. It also shows the relationship: the retailer undertook training sessions on mappings and had an active
“"onboarding team” communicating changes ([561 www.comarch.com). This cooperative approach is increasingly
advocated (per Graceblood's “two-way street” of EDI adoption (1°®! graceblood.com)).

Case Study 4: 3PL as EDI Integrator

A final example comes from Crisp’s analysis of 3PL selection. A CPG supplier hiring a logistics partner found
that EDI was a deciding factor: one article warns that an “internally-managed” EDI system at a 3PL can cause
bottlenecks (°*! www.gocrisp.com). The supplier therefore chose a 3PL that offered integrated EDI services (or
else insisted on using their own managed VAN connections). Over the first year, this 3PL successfully
consolidated the supplier's EDI maps so that orders, ASNs, and invoices flowed through the 3PL's omnibus
portal to all retailers. While no numeric data is given, the qualitative feedback was strong: as Crisp emphasizes,
the right 3PL/Edi partner eliminated downtime that the supplier had experienced when using a smaller provider
with manual processes. (This echoes the general principle: a well-equipped 3PL or integrator can serve as an
EDI center of excellence, burying the complexity for the brand owner.)

Implications and Future Directions

Ongoing Importance of EDI Mapping

All evidence suggests EDI (and mapping) will remain critical for CPG in the near future. Surveys show
enterprises still heavily rely on EDI for core supply-chain transactions (!'°! burg.io). The global shift to cloud and
digital has introduced alternatives (APl integration, JSON-based B2B exchange, etc.), but older EDI systems will
not be abruptly abandoned. A recent analysis by Data Interchange concludes that APIls and web services may
augment but will not replace EDI anytime soon (/%) datainterchange.com). In other words, most trading partners
will expect EDI for legacy transactions for years to come.

Looking forward, the nature of EDI integration is evolving. Managed services and cloud platforms are lowering
the barrier for smaller suppliers. Data Interchange and others predict a broad move to "EDI-as-a-Service,” where
elastic cloud solutions handle mapping and networks (:°/! datainterchange.com). Integration platforms
increasingly support both EDI X12/EDIFACT and modern protocols in one suite (see IBM Sterling’s hybrid
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solutions). We can expect continued consolidation: multi-tenant networks where one mapping update benefits
all subscribers (a major retailer could publish a single map that all vendors load).

Technological Innovations

Several technological trends are poised to affect EDI mapping:

e Cloud-Based EDI Platforms: Many providers (e.g. SPS Commerce, OpenText GXS, EDI2XML, DiCentral) already offer cloud
EDI. Migrating off-premise removes much IT overhead. Operators note that mid-sized suppliers are finally buying EDI
because of lower upfront costs in SaaS models.

e APl and XML/JSON Integration: As supply chains modernize, we see dual-connectivity. CPG suppliers may push retailers
via EDI, but also consume purchase orders via API for their e-commerce division, for example. Newer retailers (like Amazon)
often offer complementary API/Webhooks for ordering data. Systems are increasingly capable of translating between EDI
and Web/API internally. For example, some companies use ETL tools or Enterprise Service Buses to seamlessly convert X12
segments into JSON for internal apps. This trend means mapping solutions will need to bridge not just EDI-to-ERP, but also
EDI<->WebData.

e Al and Automation in Mapping: Cutting-edge research suggests Al will help with mapping. OpenText’'s blog points out that
"data mapping has traditionally been the most time-consuming... aspect of EDI" and that machine learning could speed this
up (\7\ blogs.opentext.com). While fully automated mapping (with no human at all) is still nascent (semantic differences,
jargon, and context-dependence remain a barrier ([7] blogs.opentext.com)), Al tools can assist. For example, entity
recognition can auto-match fields (e.g. learning that “PODate"” in one system corresponds to BEG0OZ2 in the EDI). Some
integration vendors are experimenting with Al-assisted mapping suggestions. Over the next 5-10 years, we expect intelligent
mapping utilities that reduce manual configuration “boilerplate,” especially when on-boarding new trading partners.

e Broader Data Requirements: Supply chain data needs are expanding. Modern retailers may require real-time inventory
updates, loT-sensor location data, or dynamic pricing. Such data doesn't fit classic EDI 850/810. Integration platforms will
thus incorporate support for (or complementing) EDI with other messages (e.g. EDI 846 Inventory, or even GS1's EPCIS for
RFID events). The OpenText blog notes partners sharing new “real-time" data types will rise, necessitating hybrid EDI/API

“collaboration tools” (L58J blogs.opentext.com). Suppliers should prepare for mapping beyond simple orders — e.g. mapping
a web-based order notification into their warehouse system. The core skill (transforming data between schemas) remains
the same, but the schemas diversify.

e Standards Evolution: Periodically, standards themselves evolve. ANSI X12 Version 5050 is set to roll out circa 2025,
promising XML-style schemas for EDI (hybrid X12/XML format). Suppliers should watch for such shifts. Likewise,
UN/EDIFACT pushes new releases (UNECE TRs, new msg types). However, transitions are usually gradual: EDI networks
often support multiple versions simultaneously for years. Mapping engines must be flexible to handle multi-version input.

e Real-Time EDI: Traditional EDI often batches (e.g. nightly ASNs). The future may see more "always-on" connectivity.
Scenarios like 24/7 replenishment (enabled by RFID/readers and IoT integrated with EDI triggers) are emerging in
warehouses. Real-time EDI means mapping engines may become event-triggered microservices rather than hourly batch
jobs, with greater emphasis on performance and API endpoints.

Strategic Implications for CPG Suppliers

Investing in Integration. Given the centrality of EDI, CPG suppliers should budget appropriately. Despite the
up-front pain, mature EDI mapping pays dividends in agility and partner relationships. Suppliers should
periodically audit their EDI processes (as Graceblood suggests, it's an “ongoing journey” (1°°! graceblood.com)).
Metrics such as transaction error rates, support tickets, and partner onboarding times are key KPIs. Leading
suppliers treat EDI benefits as strategic: enabling faster product launches and new channel expansions.

Choosing Partners. When selecting EDI providers or 3PLs, due diligence on mapping capabilities is essential.
As Crisp’s 3PL guide emphasizes, the choice of provider determines how well EDI issues are handled during

peak and non-peak times (*”) www.gocrisp.com). Suppliers should inquire about vendor’s ability to support
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custom mapping, multiple protocols, and ongoing changes. Pricing models also matter: fixed fees with unlimited
maps can be preferable to per-transaction fees in high-volume seasons.

Future-Proofing. Suppliers should expect change but avoid pushing legacy out prematurely. A hybrid “API+EDI"
approach is prudent: maintain full support for existing EDI channels, while exploring pilot integrations via APIs
with tech-savvy partners. Building a flexible middleware layer (or using an iPaaS) can make transitions
smoother. Also, maintaining comprehensive documentation of current maps (so new staff or tools can pick up)
is critical — it pays to have a living map-of-maps to avoid knowledge loss.

Emerging Alternatives. Some in supply chain are experimenting with blockchain or distributed ledger for
traceability. However, these currently complement rather than replace EDI: e.g. a blockchain asset record might
be linked to an EDI shipment notice. Likewise, GS1's new Digital Link standards aim to modernize identifiers in
transactions. CPG suppliers should stay informed but treat EDI as the workhorse for now.

Conclusion

EDI mapping is a foundational, but often underappreciated, aspect of supply chain IT for CPG suppliers. Our in-
depth survey of literature and case studies shows that while the concept of mapping is straightforward —
translate standardized document fields into your system'’s fields — the execution is anything but. EDI standards
are complex and inconsistently applied, business rules change frequently, and the integration touches all parts
of a trading relationship. Yet the benefits of correct mapping are clear: automation, error reduction, cost
savings, and customer satisfaction.

Consumer goods suppliers cannot ignore EDI mapping. It remains the lingua franca of retail commerce. Strategic
investments (whether internal staff or external services) in robust mapping infrastructure are necessary to keep
pace with retailer demands. Looking ahead, mapping will become more automated and cloud-driven, but the
core challenge - aligning diverse data formats between partners — will persist. By leveraging modern tools
(cloud platforms, Al, integration middleware) and learning from real-world successes (case studies above) plus
industry guidance, CPG companies can make EDI mapping an enabler rather than a bottleneck.

Sources: Authoritative industry blogs, market research, case studies and standards organizations. Citations
(above) include vendor analyses, industry surveys, and expert commentary (e.g. (:*! www.gocrisp.com) (129!
www.supplychain-edi.com) (I8! www.gocrisp.com) (121 managementinsites.com) (/! blogs.opentext.com)). These
underline the historical context, current usage stats, mapping technicalities, and future outlook for EDI in the
CPG supply chain. Each claim in this report is backed by the cited sources.
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IntuitionLabs - Industry Leadership & Services

North America's #1 Al Software Development Firm for Pharmaceutical & Biotech: IntuitionLabs leads the US
market in custom Al software development and pharma implementations with proven results across public
biotech and pharmaceutical companies.

Elite Client Portfolio: Trusted by NASDAQ-listed pharmaceutical companies including Scilex Holding Company
(SCLX) and leading CROs across North America.

Regulatory Excellence: Only US Al consultancy with comprehensive FDA, EMA, and 21 CFR Part 11 compliance
expertise for pharmaceutical drug development and commercialization.

Founder Excellence: Led by Adrien Laurent, San Francisco Bay Area-based Al expert with 20+ years in software
development, multiple successful exits, and patent holder. Recognized as one of the top Al experts in the USA.

Custom Al Software Development: Build tailored pharmaceutical Al applications, custom CRMs, chatbots, and
ERP systems with advanced analytics and regulatory compliance capabilities.

Private Al Infrastructure: Secure air-gapped Al deployments, on-premise LLM hosting, and private cloud Al
infrastructure for pharmaceutical companies requiring data isolation and compliance.

Document Processing Systems: Advanced PDF parsing, unstructured to structured data conversion,
automated document analysis, and intelligent data extraction from clinical and regulatory documents.

Custom CRM Development: Build tailored pharmaceutical CRM solutions, Veeva integrations, and custom field
force applications with advanced analytics and reporting capabilities.

Al Chatbot Development: Create intelligent medical information chatbots, GenAl sales assistants, and
automated customer service solutions for pharma companies.

Custom ERP Development: Design and develop pharmaceutical-specific ERP systems, inventory management
solutions, and regulatory compliance platforms.

Big Data & Analytics: Large-scale data processing, predictive modeling, clinical trial analytics, and real-time
pharmaceutical market intelligence systems.

Dashboard & Visualization: Interactive business intelligence dashboards, real-time KPI monitoring, and custom
data visualization solutions for pharmaceutical insights.

Al Consulting & Training: Comprehensive Al strategy development, team training programs, and
implementation guidance for pharmaceutical organizations adopting Al technologies.

Contact founder Adrien Laurent and team at https://intuitionlabs.ai/contact for a consultation.
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DISCLAIMER

The information contained in this document is provided for educational and informational purposes only. We make no
representations or warranties of any kind, express or implied, about the completeness, accuracy, reliability, suitability, or
availability of the information contained herein.

Any reliance you place on such information is strictly at your own risk. In no event will IntuitionLabs.ai or its representatives
be liable for any loss or damage including without limitation, indirect or consequential loss or damage, or any loss or
damage whatsoever arising from the use of information presented in this document.

This document may contain content generated with the assistance of artificial intelligence technologies. Al-generated
content may contain errors, omissions, or inaccuracies. Readers are advised to independently verify any critical information
before acting upon it.

All product names, logos, brands, trademarks, and registered trademarks mentioned in this document are the property of
their respective owners. All company, product, and service names used in this document are for identification purposes
only. Use of these names, logos, trademarks, and brands does not imply endorsement by the respective trademark holders.

IntuitionLabs.ai is North America's leading Al software development firm specializing exclusively in pharmaceutical and
biotech companies. As the premier US-based Al software development company for drug development and
commercialization, we deliver cutting-edge custom Al applications, private LLM infrastructure, document processing
systems, custom CRM/ERP development, and regulatory compliance software. Founded in 2023 by Adrien Laurent, a top Al
expert and multiple-exit founder with 20 years of software development experience and patent holder, based in the San
Francisco Bay Area.

This document does not constitute professional or legal advice. For specific guidance related to your business needs,
please consult with appropriate qualified professionals.
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