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Distribution Master Plan for Automotive Parts Distributor
A leading automotive parts distributor, generating $25 million in annual revenue, faced 
significant operational challenges in its warehouse operations. With a vast inventory of 15,000 
unique SKUs across two key warehouse locations, inefficiencies in core activities—picking, 
packing, shipping, and receiving—led to increased fulfillment times, higher labor costs, and 
order inaccuracies. Additionally, multiple initiatives were underway simultaneously, causing 
implementation misalignment and operational disruptions.

Data Analysis & Process Review:
• Analyzed order, inventory & SKU data to fully evaluate and validate current operations and create 

order profile, SKU assortments by business channel & product categories.
• Reviewed current DC processes (receiving, put away, replenishment, picking & shipping etc.) and 

current systems (WMS, TMS, ERP etc.) to identify quick wins and/or automation opportunities.
• Worked with the team to align on future state parameters and develop list of options for 

evaluation.
Option Development:

• Determined estimated budget costs, storage capacity, FTEs etc. under each option.
• Explored automation technologies (ship sorter, AMR etc.) to improve order picking and packing 

processes and minimize manual labor dependency.
• Suggested improvements to existing SKU slotting based on ABC segmentation, SKU Types, and by 

business channel.
• Brainstormed & refined options to develop a go forward distribution master plan with a planned 

roadmap for execution.

Business Outcomes

• Total Est. Savings: $6.0 MM

• Total Capital Investment: $10.7 MM

• Payback Period: 1.8 years

• Faster order fulfillment & error free deliveries

• Reduced labor costs & improved productivity
Optimize storage capacity, warehouse activities (picking, packing, shipping, 
replenishment, receiving etc.) at 2 warehouse locations for future state in 
alignment with defined capital strategy
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