CASE STUDY
RETAIL | WAREHOUSING & DISTRIBUTION

The fashion retail industry is characterized by rapid changes in consumer preferences, seasonal trends, and intense
competition. To stay competitive, fashion retailers must continuously optimize their supply chain operations, including
warehousing and distribution processes. One key challenge faced by many retailers is the need to balance operational
costs with the need for efficient logistics management.

This case study explores how we collaborated with a fashion retailer to strategically relocate their warehouse which
stored all their visual elements, marketing inventory, and seasonal products and décor, leading to significant cost
reductions, increased storage capacity, and enhanced shipping efficiencies. By leveraging our expertise and centrally
located warehouse, the fashion retailer optimized its supply chain operations and improved project manager
satisfaction.

Client Overview: A leading fashion retailer with a diverse visual and marketing elements inventory sought to streamline
its logistics operations to reduce costs and improve service levels for their internal planning teams. With an East Coast
warehouse, the retailer faced challenges related to high storage and transportation costs, inventory management
inefficiencies, and longer lead times for order fulfillment.

Engagementwith Our Team: The fashion retailer had been engaged with our team, a renowned logistics solutions
provider with expertise in warehouse management, transportation, and supply chain optimization for several years on
store rollouts, remodels and closings. Recognizing the need for a strategic approach, we conducted a comprehensive
assessment of the retailer's existing storage infrastructure, operational processes, and business objectives.

Analysis and Strategy Development: Our analysis revealed several inefficiencies in the retailer's current warehouse
setup, including a suboptimal location, limited storage capacity, and poor process management. To address these
challenges, we proposed a strategic warehouse relocation plan aimed at consolidating the retailer's distribution center
into a centrally located facility while improving the current storage scenario for the items needed on a recurring basis in
the Northeast.



Key Objectives:

1. Cost Reduction: By relocating warehouses to a central location in St. Louis, MO, the retailer aimed to reduce
operational costs associated with transportation, labor, and facility maintenance.

2. Increased Storage Capacity: The relocation to a larger, centralized warehouse facility would provide the retailer with
expanded storage capacity to accommodate growing inventory levels and seasonal fluctuations in demand.

3. Enhanced Shipping Efficiencies: A centrally located warehouse would enable faster order processing and shorter
transit times, leading to improved shipping efficiencies and faster delivery to stores.

Implementation: Us and the fashion retailer collaborated closely throughout the implementation phase to ensure
a seamless execution of the warehouse relocation plan. This involved a multi-faceted approach that
encompassed various critical tasks and considerations:

1. Site Selection: We leveraged its extensive network and industry expertise to identify and select a site that aligned
with the retailer's operational needs and strategic objectives.

2. Inventory Transition Management: Transitioning inventory from the current warehouse to the new centralized
facility required meticulous planning and coordination. We developed a comprehensive inventory transition plan that
outlined the timeline, logistics, and procedures for transferring stock while minimizing disruption to ongoing operations.
This involved inventory audits, categorization, labeling, and tracking to ensure accuracy and traceability throughout the
transition process.

3. Improvement of Advanced Warehouse Management Systems (WMS): To enhance efficiency, we improved the
processes for utilizing a state-of-the-art Warehouse Management Systems (WMS) to track and manage the retailer’s
assets. These systems provided real-time visibility into inventory levels, streamlined order processing, and improved
inventory accuracy.

Results: The strategic warehouse relocation initiative led to the following outcomes:

1. Cost Savings: Through the consolidation of warehouses and strategic negotiations, the retailer achieved significant
cost savings in terms of reduced storage expenses, lower transportation costs, and optimized labor utilization.
Notably, we facilitated the relocation process at no cost to the retailer, further contributing to overall expense
reduction.

2. Increased Storage Footprint: The new centrally located warehouse provided the retailer with ample storage space,
enabling efficient inventory management and scalability to support future growth.

3. Enhanced Shipping Efficiencies: Shorter transit times and improved order processing capabilities resulted in faster
delivery times and enhanced customer satisfaction. The fashion retailer experienced a notable increase in ontime
deliveries and a reduction in order fulfillment lead times.

Conclusion: Through strategic collaboration with our team and the relocation of warehouses to a centrally located
facility, the fashion retailer successfully optimized its supply chain operations, reduced expenses, and enhanced
shipping efficiencies. This case study highlights the importance of proactive logistics management and strategic
decision-making in driving operational excellence and competitive advantage in the retail industry.
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