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How efficient is your Order Fulfillment?

Businesses are ramping up eCommerce fulfillment
aggressively. As the number of selling 

channels have
exploded, Supply Chains are being increasingly
pushed to respond with speed, 

agility and
sophistication. While this push is real enough, the
solution may not always be in 

implementing a brand-
new Warehouse Management System or embarking
on a costly 

enterprise upgrade.

Retailers are better served in enhancing their existing
tools and resources by making cost-

effective,
impactful investments in Optimization.

The answer is to initiate a deep but time-bound
analysis of your fulfillment processes. In a 

typical 6-
to-8-week period, the results of such an analysis
would lend an understanding into 

operational gaps,
process inefficiencies and opportunities for
implementing optimizations.

This whitepaper addresses the typical objectives,
approach, scope, timeline and expectations 

from such
an analysis.

But where does one start?

� Assess the current warehouse landscape�

� Assess the current system landscape�

� Analyze short and long-term data�

� Feed fulfillment data to proprietary models to
examine core metrics like UPH, Dock-to-

stock,
Replenishment effectiveness, Slotting efficiency,
fulfillment accuracy etc.�

� Develop insights and recommendations that will help address any deficiencies

OBJECTIVES & SCOPE



Typical areas of assessment

� Pick density optimization�
� Wave combinability�
� Singles picking optimization�
� Slotting improvements�
� Automation opportunities�
� Waveless / order streaming fitmen�
� Analysis recommendations

Each area of assessment must be thoroughly
analyzed, the observations detailed, bottlenecks


identified, and possible solutions explored.

As an example, a pick density analysis could reveal
that the current wave logic is causing tasks 
to be split
which leads to increased aisle visits.

Another example could be the Location/Slotting
analysis revealing that a majority of locations 
in a
particular pick determination zone did not register
any picks. Hence a different slotting 
model could be
considered.

Visualizations are key and any analysis project should
illustrate key inferences and 
assumptions. The
presented visuals will provide a new perspective on
your data.

The sample figure below represents pick zones v.
locations and helps illustrate the number of 
locations
that did not register a single pick (in red) over a
certain period of time.
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TIMELINE

The focus in the initiation phase is on understanding
real operational challenges from the 
perspective of
the ops team. This step is crucial and benefitted by
lengthy Q&A sessions.

During the sprint phases, a majority of time is spent in
mining data, building visualizations and 
drawing
inferences.

The final stage of the project is spent in discussions –
over findings of opportunities for 
betterment and
categorizing them into short-term and long-term
opportunities.

As with any agile project, backlogs – which are crafted
from assessment areas, are determined 
and sprints
planned. Typical operational analysis should not take
more than two/three sprints.

Typical Approach

Start S1

S2End S3

Initiation SPRINT 1

SPRINT 3INFERENCE

SPRINT 2

Pickup assessment area 

from back log

Plan topics of assessment

Data Assessment

Data Aggregation

Data Visualization

Create Inferences

Validation

Conclusion



� Data Analysis and Visualizations�
� Recognizing Patterns within the DC�
� Identification of bottlenecks�
� Identification of Optimization Opportunitie�
� Agreement on the opportunities to explore and
execute upon�
� High level design document of the solution and
sign off�
� Solution Approach (Off shelf/ custom�
� Solution design and development

Expectations

Company

Team

Undocked is focused on creating value for its
customers through innovative Optimizations. We 
help
our customers uncover opportunities within the four-
walls of their operations. These 
opportunities for
optimization specifically focus on increasing
productivity and reducing cost of 
processing
ecommerce orders.

Our core team of Supply Chain &amp; Retail experts bring
in over 100 person-years of relevant 
experience.

Our expertise in retail and supply chain product
strategy, technology and operations have 
helped
Organizations succeed in their omni-channel and
digital transformation journeys.

Some sample opportunities may include:

� Optimizing picking using MIP optimization
techniques to increase picking throughput and

reducing costs.�

� Optimizing warehouse space utilization and
reducing storage requirements.�
� Building predictive models to forecast labor
requirements for handling inbound and


outbound workloads.�
� Creating graphical workload balancing
dashboards which provide actionable insights
on 

redistribution of workers on the warehouse
floor.
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