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Jumpstart your operational improvement initiatives  
with a concrete plan that delivers measurable results.

7 Steps to Maximize the 
Efficiency of Your Internal 

Logistics Operation
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nternal logistics operations should never be left on autopilot as 
companies grow their customer bases, expand their operations 
and move into new markets. Whether you run a retail, manu-

facturing, distribution or even a healthcare company, being able to 
efficiently plan, organize and manage the flow of goods and services 
from the point of origin to the point of consumption requires a robust, 
future-proofed internal logistics operation.  

“Anytime a company relocates to be closer to a new customer, 
launches a new product line or enters a new market, it will gener-
ally spark the need to reassess current logistics and warehousing 
requirements,” says James Flora, solutions consultant, warehouse & 
distribution at Canon Business Process Services (Canon). “Without a 
strategic plan, optimizing a current operation—or, starting up a new 
one—can be extremely difficult.” 

Having a strategic logistics plan in place also helps you determine 
the objectives, processes and tools necessary for success. The right 
plan also sets a clear roadmap for decision-making, resource allo-
cation and ensuring internal logistics operational efficiency. Here are 
seven key elements to consider when creating a strategic plan and 
the actions you can take now to begin working toward your future 
warehouse vision. 
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Assess your current and future warehouse needs. What are the biggest 
challenges that you are facing in your logistics operations? Are you experienc-
ing delays in delivery? Are you having trouble managing your inventory? Some 
key points to assess include location (i.e., cost and proximity to clients, sup-
plies, transportation and workforce); storage capacity requirement (both square 
footage and height); and any specialty needs, like office space, cold storage, 
expanding truck or yard parking and automation compatibility. 

A thorough assessment will help you come up with a plan to align with your 
company’s overall vision not just for the immediate future, but also for the next 
2-5 years (or longer). “Consider the capacity and infrastructure that you’ll need to 
support your operation’s ongoing growth,” advises Jeremy Wisdom, senior solu-
tions consultant, warehouse & distribution at Canon. “And don’t forget to factor 
in the resources, facility infrastructure and systems that will be needed to support 
the added bandwidth as your company grows.”

1

Determine the best layout and equipment for your product mix. Internal 
warehousing and logistics operations come in a lot of different shapes and sizes, 
with each truly customized to the company’s specific product mix, fulfillment pro-
cesses and customer requirements. For this and other reasons, determining the 
best warehouse layout and equipment should be a highly individualized strategy. 

For example, you’ll want to consider the type of storage racking that you’ll need, 
which powered industrial vehicles (PIVs) you’ll be using and what other types 
of automation should be put in place for maximum throughput and efficiency. 
The number and type of work centers will also be important, as will the vendors’ 
quality, price and lead times for the various pieces of equipment in which you’ll 
be investing. 

“The type of inventory you will be moving -- pallets, cartons, pieces -- and the 
way its packaged and labeled will all determine the ideal type of racking and 
equipment for your operation. Those factors will ultimately impact the type of 
building you want to acquire,” Flora points out. “And if you’re exploring automa-
tion, there will be requirements to consider in terms of the way the facility and 
racking are laid out.” That last point is important because every type of automa-
tion comes with its own unique specifications and nuances.

Taking the time to determine the best layout for your product mix is especially 
critical for facilities that have been running on autopilot and “handed down” from 
one warehouse manager to the next. “It’s easy to get caught in a rut when it 
comes to warehouse design and layout,” says Wisdom. “The problem is that 
what may have worked 5-10 years ago may not work now, and it definitely won’t 
work 2-3 years from now.”
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Assess your current volumes and schedule. This is a foundational step 
to planning your labor requirements (which you’ll do in the next step) and 
potentially introducing automation to your operations (or, adding onto your 
current automation stack). This is where you’ll ask yourself questions like: 
Is our schedule predictable and reliable, or does it shift from day-to-day, 
week-to-week or month-to-month? And, how can we best use automation 
to balance out our labor requirements?

“Being able to assess your workload and schedule really comes down to vis-
ibility and being able to forecast,” says Wisdom. “Everyone wants to be able 
to optimize their labor, but you can’t do that if you don’t have visibility into 
and an understanding of your metrics, current volumes and future require-

ments.” 

In other words, you have to be able to anticipate what may be 
coming in tomorrow, next week or even next month. “Once you 
have visibility into your volumes, and you understand what’s 
going on in your operation, you can get proactive visibility of your 
workloads and schedules,” he adds.

Determine your labor needs. The first step in effective labor planning is 
determining the required work hours (e.g., days, evenings, nights, weekends, 
holidays, etc.) and the skills required for the positions. What’s the learning 
curve for training on these skills and what will happen if someone makes an 
error? You’ll also want to figure out how to best balance full-time, part-time, 
seasonal and temporary employees. 

When determining labor needs, it’s best to take a holistic view of as much of 
your supply as possible—from your suppliers to your inbound shipments to 
your fulfillment operations (and all points in between). Factor in any specific 
requirements and service level agreements (SLAs) for both your internal and 
external customers. 

“Knowing that labor is an ongoing pain point for most organizations right 
now, companies should also sharpen their employee retention strategies,” 
says Joe Tague, director, business applications at Canon. “You want your 
new hires to view your company as a long-term, full-time employment op-
portunity, versus a part-time or short-term job,” he adds. “At Canon, we help 
companies create an environment where associates feel valued and encour-
aged to stay onboard for the long-term.”
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Enlist the help of outside support resources. Any time you’re opening a 
new fulfillment facility, adding new technology to your operations or starting a 
new shift, you need the help of outside experts and specialists in their respective 
disciplines. For example, your future warehouse approach will probably require:

•  Warehouse/operational consultants
•  Safety specialists
•  Continuous improvement/ Lean Six Sigma practitioners
•  Project management experts
•  Human resources and training support
•  Information technology (IT) experts
•  Facilities planning professionals

Craft the launch plan. Once you’ve gotten to this point in the process, you’re 
probably just about ready to launch your new operation, expand your current 
facility and/or leverage that new business opportunity. 

Will you launch internally, use a third-party logistics provider (3PL) or consider a 
hybrid solution like using a managed services provider like Canon? These are 
important questions to ask yourself as you weigh out the options and select the 
best path forward. Here are a few other points to address at this stage of the 
game:

1.  Do you need any type of physical control over your product? 
2.  Do you want to own the real estate that your facility is on? 
3.  Does the facility need to be close to your engineers, technicians, 
     medical staff or other professionals?  
4.  Or, is it perfectly alright for the operations to be handled by an offsite 3PL?   

“Determine what model works best for you,” Flora says. “Whether that’s an inte-
grated model—where you enlist a managed service provider who comes to your 
facility and integrates with your culture—or a complete hand-off to a 3PL.” 
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Finalize your implementation strategy. The final steps in the process will 
focus on budgeting, finalizing project plans, developing a project timeline and 
determining ownership for all major deliverables. “Regardless of the size of the 
operation, it’s going to be a fairly extensive project that needs to be managed 
well,” says Wisdom. “This isn’t just something you can have your supervisor run 
with. You’ll need a project manager and additional expertise to keep everything 
on track from concept to completion.”

If you overload your existing team with all of these additional responsibilities, 
you could put your existing operation at great risk. To avoid this trap, consider 
outsourcing the process to a managed service provider with years of experience 
handling these types of projects for a wide range of companies and industries. 

“If you decide to outsource to an organization that’s done this time and time 
again, that company will be extremely precise and will provide a concrete, work-
able solution that you can rely on,” says Flora.

7

Realizing your future warehouse vision, and ensuring both an efficient and effec-
tive operation, requires a solid upfront plan that’s focused on success. 

Start by assessing your current and future needs, determining the layout that fits 
your product mix and analyzing your workload and schedule. Then, clarify your 
labor requirements, consider what support resources you’ll need and finalize 
your implementation strategy.
 
Proper planning not only helps pinpoint areas of 
improvement, but it will also help you imple-
ment the necessary changes to optimize 
your internal logistics operation. Remem-
ber, a strategic plan is a work in progress 
and requires continual amendments to 
ensure long-term, ongoing success.

Achieve An Efficient and Effective  
Internal Logistics Operation
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CONTACT US

CANON BUSINESS PROCESS SERVICES 
cbps.canon.com 

261 Madison Avenue, Third Floor
New York, NY 10016

888-623-2668 

ACHIEVE BEST-IN-CLASS WAREHOUSE PERFORMANCE WITH CANON
Canon is an integrated materials and logistics services provider that offers a 
groundbreaking approach to optimizing your warehouse performance. Our ex-
pertise in acquiring and retaining warehouse associates, optimizing technology, 
and managing a tailored, onsite a solution to improve efficiency is unparalleled. 
This approach sets us apart from staffing agencies and 3PLs and enables us to 
deliver warehouse performance excellence. It all starts with an onsite business 
assessment and then advances to a comprehensive roadmap to take your 
warehouse operation to a higher level. Call us at 888-623-2668 to set up an 
onsite assessment today.

ABOUT CANON BUSINESS PROCESS SERVICES
Canon Business Process Services leverages advanced technologies and 
services to deliver agility, exceptional workplace experiences and improved 
business performance. We achieve these results by applying our workforce 
management capabilities, Six Sigma methodologies and implementation exper-
tise. With professionals across the U.S. and in the Philippines, we have been 
named a Global Outsourcing 100 leader by IAOP for 17 straight years. Canon 
Business Process Services is a wholly owned subsidiary of Canon U.S.A., Inc. 
Learn more at cbps.canon.com and follow us on Twitter: Twitter @CanonBPO.

https://cbps.canon.com
https://cbps.canon.com

