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60-SECOND SUMMARY

Warehouses today face growing challenges, from rising labor costs to increasing fulfillment
demands and unpredictability, making efficiency more critical than ever. As automation shifts from
a luxury to a necessity, many operations leaders ask, “Where do we start?” This eBook explores the

key considerations for implementing automation successfully, from assessing your operations to
making a business case forautomated warehouse solutions. With real-world examples and industry
benchmarks, this guide provides a clear look at both the opportunities and potential hurdles of
automation, helping you make informed decisions that align with your operational goals.
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INTRODUCTION

After years of disruptions, labor shortages, and supply chain bottlenecks, leaders
realize that unpredictability is here to stay. The traditional manual warehouse model
can no longer keep up with the demands of modern logistics, e-commerce, and ever-
increasing customer expectations.

Automation has moved from a luxury to a necessity to stay competitive. E-commerce,
next-day delivery expectations, and ongoing labor challenges have accelerated the
adoption of automated solutions in warehouses worldwide. Companies that fail to
modernize risk falling behind and cannot scale operations effectively for the future.

WHAT THIS EBOOK WILL HELP YOU UNDERSTAND

For companies considering warehouse automation, the journey can be daunting.
How do you determine if your operation is ready?
What are the most suitable technologies?
How do you ensure successful implementation with minimal disruption?

This eBook serves as a comprehensive guide to starting your warehouse automation journey. Whether you’re looking
for efficiency gains or exploring automation for the first time, this resource will help you:

- Identify operational pain points and assess your workflow.
+ Navigate budgeting, implementation, and workforce transition strategies.
« Build a business case for automation and measure return on investment (ROI).

«  Know the next steps to take in your automation journey.

CHAPTER 1
UNDERSTANDING WAREHOUSE AUTOMATION

Before you take your automation journey, it’s crucial to understand the full range of automated warehouse solutions

available in the marketplace. In this eBook, we’ll cover a few basic types of automation technologies.

WAREHOUSE AUTOMATION: A BRIEF OVERVIEW

Warehouse automation uses technology to streamline warehouse operations, reduce manual labor, increase accuracy,
and improve efficiency. It encompasses a wide range of solutions, from conveyors to robotic sorting systems and fully

automated storage and retrieval systems (AS/RS). Solutions can be standalone or encompass a fully integrated and

interconnected distribution center.

The Evolution of Warehouse Automation

Warehouse automation has evolved significantly from its debut in the 1960s, from
basic conveyor belts to Al-driven robotic fulfillment centers. Early automation
efforts focused on mechanization and heavy pallet loads, while modern solutions
incorporate machine learning, predictive analytics, and real-time data monitoring
with complex robotics.


https://www.opex.com/insights/the-ultimate-guide-to-warehouse-automation/
https://www.opex.com/solutions/automated-sorting-systems/
https://www.opex.com/solutions/automated-storage-retrieval-systems/

COMMON TYPES OF WAREHOUSE AUTOMATION TECHNOLOGIES

Automation solutions vary in complexity and scale. Here are some common types:

Automated Storage and Retrieval Systems (AS/RS): AS/RS, the fastest-growing automation solution, is a
high-density solution designed to store and retrieve goods quickly and efficiently. Inventory is stored securely
in totes or trays within confined racking. Totes are then retrieved by robots or lift systems to deliver inventory
to workers based on instructions from a warehouse management system (WMS) or order fulfillment software.

Goods-to-Person Systems (G2P or GTP): A subset of AS/RS, a G2P system is the most popular type of AS/RS,
focusing on automatically delivering goods directly to system operators.

Automated Sortation Systems: These systems are designed to replace manual put walls, automatically
identifying and sorting items based on pre-defined criteria.

Autonomous Mobile Robots (AMRs): Robots that navigate warehouse floors independently without
predefined routes, assisting with tasks like material transport and sorting. These robots can be used on both
AS/RS and sortation systems.

Automated Guided Vehicles (AGVs): Similar to AMRs, AGVs navigate warehouse floors but do so with defined
or fixed paths to transport materials.

Software: Many differenttypes of software integrate with and powerautomated solutions to optimize inventory
tracking, order fulfillment, and/or warehouse operations, including a WMS. When looking at software options,
it’s crucial to consider an option compatible with new and existing systems.

AS/RS and GTP
Systems

Autonomous Mobile
Robots (AMRs)

Automated Sorting
Systems
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Automated Guided
Vehicles (AGVs)

Automation
Software

WIDESPREAD MISCONCEPTIONS ABOUT AUTOMATION

Despite the clear advantages, misconceptions about automation persist, which makes it difficult for stakeholders to
agree to invest in and implement a solution. Understanding automation misconceptions and how to navigate them
will help you make the business case for automation.

“Automation will eliminate all jobs.”

In reality, automation helps warehouses reallocate existing labor to higher-value tasks, addressing
labor shortages and the need for excessive temp staff rather than replacing workers entirely.
Automation also enhances job opportunities by creating new roles focused on managing and
optimizing technology.

“Automation is too expensive.”

While the initial investment can be significant in both capital and time, long-term savings and
efficiency gains often justify the cost. Scalable solutions are available to make automation accessible
to companies and warehouses of a variety of sizes.

“Automation is difficult to implement and integrate into my warehouse.”

With proper planning, phased implementation,and expert guidance from theright partner,automation
can be integrated with minimal disruption. Modern automation solutions for seamless integration
with existing warehouse systems are available and more widespread than ever.

“Integrating automation will cause too many disruptions and create downtime.”

While downtime and disruptions are possible, comprehensive planning and phased implementation
are key to automating your warehouse. Continuing manual and automated processes until the
transition is complete will help limit disruptions. Preparing employees and pilot programs ahead of
time will also help limit any surprises.

EBOOK
COMPLETE GUIDE TO WAREHOUSE AUTOMATION

This comprehensive guide provides a complete overview of
warehouse automation, covering benefits, types, technologies, and
implementation strategies. It discusses both digital and physical
automation solutions, including software, robotics, and advanced
systems aimed at enhancing efficiency, reducing costs, and
improving safety. The guide outlines steps from goal setting and data
analysis to best practices, highlighting the necessity of automation
in modern supply chains.

DOWNLOAD EBOOK >>


https://www.opex.com/insights/the-ultimate-guide-to-warehouse-automation/

CHAPTER 2
WHY BUSINESSES ARE INVESTING IN AUTOMATION TECHNOLOGIES

Companies are turning to automation to solve pressing operational challenges, gain a competitive advantage,
and reduce costs to improve profitability. This chapter explores the core reasons businesses invest in automation
and how it impacts their bottom line.

PRESSING CHALLENGES THAT MAKE THE CASE FOR AUTOMATION

Businesses worldwide are moving towards automating operations due to many core challenges:

Labor Shortages and Rising Costs:

Companies struggle to find and retain skilled warehouse workers while dealing with high turnover. Wages aren’t
only increasing but have become more competitive between companies as staffing shortages persist. This has
made the overall cost of hiring employees significantly more expensive than in previous years. Automation
empowers existing employees, increases efficiency, and boosts productivity, reducing the need for businesses to
hire additional manual labor, especially during peak seasons.

Operational Inefficiencies:

Manual processes slow down fulfillment speeds, increase error rates, and lead to inconsistent performance.
This can increase the cost of fulfillment and cause a business to lose customers as they look to competitors.
Implementing automation helps to speed up fulfillment while reducing errors, leading to more consistent and
reliable performance that consumers expect.

High Operational and Overhead Costs:

The overall cost of labor, real estate space, and the inefficient use of resources leads to high operational and
overhead costs. Companies are investing in automation to mitigate these costs, lower risks, improve flexibility,
and ensure continuity during disruptions.

KEY TRENDS DRIVING AUTOMATION ADOPTION AND IMPROVEMENTS

Industry leaders prioritize automation due to several emerging trends, with some companies re-evaluating and
adjusting automation budgets to continue operational improvement.

Fulfill orders faster and exceed customer expectations:

Most companies surveyed by Modern Materials Handling (MMH) plan to evaluate or purchase
automated solutions to fulfill orders faster and meet service-level agreements. (MMH)

Technological advancements:

Artificial intelligence (Al), robotics, and predictive analytics are gaining traction quickly, promising
to make warehouse automation more intelligent, adaptable, fast-paced, and cost-effective than ever
before. Al can also help with complex tasks and decision-making throughout the supply chain, helping
to improve accuracy. (MHI)

Supply chain resilience:

Companies are investing in automation to mitigate risks, improve flexibility, and ensure continuity
during disruptions. According to MHI’'s 2024 Annual Industry Report, 55% of respondents have
increased supply chain investments to ensure smoother operations. (MHI)

Reducing the need for additional manual labor:

Automation helps companies optimize their existing workforce while limiting the need for additional
temp staff, saving labor costs. 44% of companies surveyed by MMH are looking to reduce labor in

2025. (MMH)

Empowering the existing workforce:

Automation enhances worker productivity by reducing repetitive and physically demanding tasks,
allowing employees to focus on higher-value responsibilities. MHI’s 2024 Annual Industry Report
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found that 45% of respondents use technology to enable human decision-making, while 40% use it to
empower human workers. (MHI)

MAJOR BENEFITS OF WAREHOUSE AUTOMATION

Automation provides several advantages and benefits. Companies that invest in automation can experience:
e Increased Efficiency: Faster fulfillment and optimized workflows reduce processing time.
* Reduced Errors: Automated systems improve order accuracy and minimize human mistakes.

e Lower Operational Costs: Reduced reliance on manual labor lowers long-term expenses.

Scalability: Warehouses can handle increased demand with little or no increased labor costs.
* Enhanced Workplace Safety: Reducing physical strain and repetitive tasks lowers workplace injuries.

e Improved Supply Chain Resilience: Automation enhances operational flexibility and adaptability.

billion in 2034 at a compound annual growth rate (CAGR) of 15.1% due to the rise in

The warehouse automation market is expected to grow from $24.09 billion to $42.25
O same-day and on-demand delivery, sustainability, and e-commerce.

(The Business Research Company)


https://www.mmh.com/article/2025_automation_survey_diving_deep_into_warehouse_automation_trends
https://og.mhi.org/publications/report
https://og.mhi.org/publications/report
https://www.mmh.com/photo/2025_automation_survey_diving_deep_into_warehouse_automation_trends/6#photo
https://og.mhi.org/publications/report
https://www.thebusinessresearchcompany.com/report/warehouse-automation-global-market-report

CHAPTER 3

ASSESSING OPERATIONS AND IDENTIFYING YOUR
WAREHOUSE NEEDS

After researching the solutions available on the market, the next step is to assess your operations to figure out how
these solutions can fit into your warehouse, distribution center, or supply chain.

SIGNS YOUR WAREHOUSE IS READY FOR AUTOMATION

Automation is not a one-size-fits-all solution, and identifying the right time to investis crucial. Here are key indicators
that your warehouse may be ready for automation:

OOOOO

Rising labor costs and persistent staffing challenges:

Difficulty in hiring and retaining skilled labor can drive up operational costs and impact efficiency.
Automated systems can accommodate fluctuations and shortages in labor.

Increasing order volume that exceeds manual capacity:

If your current workforce struggles to keep up with rising order demand, automation can help scale
operations effectively without increasing headcount.

Frequent order inaccuracies and fulfillment delays:

Mistakes in order picking, packing, and shipping can lead to customer dissatisfaction, returns,
and lost revenue. Automating these processes can remove human error, guiding staff to make fast,
confident decisions.

Space constraints requiring improved storage efficiency:
If storage space is running low, limiting new inventory, or requiring extra real estate, automation can

optimize existing warehouse space, allowing higher inventory density in the same footprint.

High customer demand for faster delivery times:

If you’re struggling to meet customer expectations for quick and accurate order fulfillment,

automation can streamline the process, greatly raising productivity.

High operational downtime due to manual bottlenecks:

Delays caused by human-dependent processes can slowwarehouse efficiencyand impact profitability.

Automation removes bottlenecks caused by manual processes and streamlines operations.

CONDUCTING AN INTERNAL WORKFLOW AUDIT

Before ,it’s essential tounderstand your current warehouse operations and identify
areas for improvement. Conducting a workflow audit involves:

1. Mapping Out Current Processes and Space: Documenting your warehouse workflows, from
inventory receiving to order fulfillment, helps visualize inefficiencies and redundancies. Don’t forget
to assess building readiness and the available space for automation.

Analyzing Historical Order and Labor Data: Reviewing metrics such as order processing times,
error rates, and labor costs provides insights into pain points and operational costs.

Understanding Pain Points from Frontline Warehouse Staff: Engaging with employees who handle

daily operations can reveal operational challenges and areas where automation could provide relief.

Identifying Repetitive and High-Error Tasks: Automation is most beneficial in areas requiring
repetitive tasks that are prone to human error, such as picking, sorting, and inventory handling.

Evaluating Current Technology Integration: Assessing the compatibility of your warehouse
management system (WMS) and/or enterprise resource planning (ERP) software ensures smooth
integration with automation solutions.

PLANNING YOUR WAREHOUSE FOR THE FUTURE

As warehouse needs evolve, investing in flexible and scalable automation solutions is essential for long-term
efficiency. Planning for scalability with modular automation systems, which can expand gradually as business
demands grow, can prevent costly overhauls.

Seamless integration with existing infrastructure is equally important, as automation should enhance current
workflows rather than disrupt them. Aligning automation investments with long-term business goals ensures that
technology enhancements support strategic objectives, driving sustained growth and operational excellence.

ASSESSMENT

IS IT TIME TO AUTOMATE YOUR WAREHOUSE?

Deciding whether to automate your warehouse involves assessing your
current needs and capabilities. Download the checklist and determine if
it’s time to automate your warehouse.

DOWNLOAD CHECKLIST >>


https://www.opex.com/ebook/10-things-to-consider-before-implementing-warehouse-automation/
https://www.opex.com/wp-content/uploads/2024/08/WarehouseAutomationChecklist07312024en-us.pdf
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CHAPTER 4
CHOOSING THE RIGHT AUTOMATION SOLUTION

Selecting the right automation technology for your organization is crucial for long-term operational efficiency. This
next chapter will explore financial planning and cost considerations for automation adoption.

CONSIDER YOUR WAREHOUSE SIZE AND INVENTORY PROFILES

Selecting the right automation solution depends on several factors, including order volume, SKU diversity, and
available warehouse space. High-volume fulfillment centers with a large number of SKUs may benefit from an AS/
RS to optimize storage, while smaller warehouses might find value in automated sorting systems to streamline item
handling. However, automated solutions can provide a variety of benefits to a range of operations, making it critical
to define your needs ahead of time.

COMPARE VENDORS AND OFFERINGS

Choosing the right automation vendor requires careful consideration of key factors such as reliability, technology
availability, and long-term support, such as service and maintenance. Businesses should assess vendors based
on their ability to assist throughout the entire process, including analyzing workflows, planning, implementation,
training, and support. Comparing cost structures, ongoing maintenance requirements, and the total cost of ownership

will help determine the best investment.

When comparing vendors, evaluating case studies and customer testimonials in similar warehouse environments
can provide valuable insights into a company’s reliability and performance. Ultimately, businesses should prioritize
vendors that offer configurable solutions and strong customer support.

EBOOK

TOP 10 THINGS TO CONSIDER BEFORE
IMPLEMENTING WAREHOUSE AUTOMATION

Automation technology is only effective when seamlessly integrated
into existing warehouse workflows. Before automating, know your goals
and consider additional factors like physical space availability, permit
requirements, potential delays, and employee impact.

DOWNLOAD EBOOK >>

PREPARE FOR COMMON CHALLENGES

Businesses can maximize the success of their automation initiatives and ensure a seamless transition to a more
efficient and scalable warehouse by planning for and addressing some common challenges:

Managing Workforce Adaption and Training:

One of the primary challenges is managing workforce adaptation and training. Employees may resist automation
due to concerns about job security or difficulty adapting to new technology. To address this, businesses should
proactively communicate the benefits of automation, provide hands-on training, and offer upskilling opportunities
to help employees transition into more strategic roles.

Ensuring Minimal Downtime During System Deployment:

Another critical challenge is ensuring minimal downtime during deployment. Implementing automation without
disrupting ongoing operations requires careful scheduling, phased rollouts, and contingency plans. Businesses
can start with pilot programs or parallel testing to refine the integration before full-scale implementation, reducing
operational disruptions.

RISK MANAGEMENT FOR IMPLEMENTING AUTOMATION

Automation can provide great efficiency, but without risk management, it can introduce downtime, security issues,

operational challenges, and more. Developing a proactive strategy allows businesses to minimize disruptions while

further assessing which automation solution is the right choice.

Potential Impact Mitigation Strategy

Integration
Challenges

Downtime During

Transition

Cybersecurity and
Interconnectivity
Issues

Employee Resistance

Hardware/Software
Failures

Regulatory

Compliance Issues

Scalability
Limitations

Compatibility issues with

existing WMS/ERP systems.

Temporary disruptions
to operations that limit
fulfillment.

Risk of data breaches,
incomplete data, or
synchronization issues.

Low employee adoption
rates, productivity loss, and
operational slowdowns.

Risk of bottlenecks,
standstills, and downtime.

Violation of labor, safety, or
data regulations that can
pose hazards or penalties.

Risk of investing in
automation that doesn’t
scale, limiting future
growth and output.

Work with reputable vendors with on-site support
and a proven integration track record.

Use parallel testing environments before switching
fully to automated systems.

Work with your IT Department and automation
integrator to ensure all connected systems function
properly and comply with network security standards.

Conduct change management training, address
concerns, and provide incentives for employees to
learn automation systems.

Implement preventive maintenance programs and
redundant systems to prevent failures.

Ensure new systems comply with OSHA, GDPR, and

local labor laws. Conduct compliance audits regularly.

Choose modular and configurable automation
solutions that can grow with warehouse demand and
adjust to business needs.

11


https://www.opex.com/insights/why-warehouse-automation-service-models-matter/
https://www.opex.com/ebook/10-things-to-consider-before-implementing-warehouse-automation/
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CHAPTER 5

BU

Implementing an automation solution has several positive effects on warehouse operations, but the solution must

DGET AND COST CONSIDERATIONS

be justified to decision-makers, especially in cost, budget, and ROI.

UNDERSTANDING LONG-TERM SAVINGS AND ROI

Businesses can expect savings and efficiency gains in areas such as:

Reduced Labor Costs: By automating repetitive tasks, companies can optimize workforce allocation and
reduce dependency on manual labor.

Improved Order Accuracy: Automation minimizes human error and inventory damage, leading to fewer
returns and increased customer satisfaction.

Higher Throughput and Efficiency: Automated solutions accelerate order processing and throughput with
less labor, reducing cycle times and boosting overall productivity.

Lower Operational Costs: Optimized workflows, lower resource use, and reduced energy consumption
contribute to long-term cost savings.

Scalability and Flexibility: Investing in modular automation solutions allows warehouses to scale
operations without significant additional expenses or complete overhauls.

ADDITIONAL COSTS TO CONSIDER

When planning for automation, account for potential hidden costs that can impact the budget.

CUSTOMIZATION & SOFTWARE UPGRADES
Custom configuration of automation systems to specific features and workflows can increase
expenses beyond initial estimates.
/

MAINTENANCE AND SPARE PARTS

Automated systems require periodic maintenance and replacement parts, which can be costly.
Determine if your integrator includes maintenance and spare parts as part of the agreement.

CYBER SECURITY, DATA MANAGEMENT, & SOFTWARE

With increased reliance on automation and Al, investing in data security and compliance
measures is essential. Additional software and integration may add to your budget.

CHAPTER 6
THE BUSINESS CASE FOR AUTOMATION

Automation projects are a team effort. While Operations may take the lead, collaboration with your automation
provider and other internal departments, including IT, Finance, and HR, are a must to successfully make a business
case and move forward with the project.

BUILDING A STRONG BUSINESS CASE FOR AUTOMATION

1. Identify Key Pain Points: Highlight operational inefficiencies and areas where automation will have the
greatest impact.

2. Gather Supporting Data: Use industry benchmarks, case studies, and internal performance metrics to
quantify potential benefits.

Demonstrate ROI: Outline cost savings, increased productivity, competitive advantages, and payback.

4. Create a Phased Implementation Plan: Provide a roadmap for gradual adoption to minimize risks and
ensure success.

OVERCOMING COMMON OBJECTIONS TO AUTOMATION

Despite the benefits, some businesses hesitate to adopt automation due to common concerns or misconceptions.
Addressing these objections is key to gaining internal buy-in from stakeholders.

High Upfront Costs:

$ While automation requires an initial capital investment, the long-term savings and efficiency gains
should outweigh the expense. Clearly define and communicate an ROl and which areas will benefit
from cost-savings.

Employee Displacement Fears:

Automation often lowers the need for manual labor, shifting workers to higher-value roles rather than
replacing them entirely. It’s important to establish your business goals and determine if labor will be
reallocated.

Integration Challenges:

Modern automation solutions are designed to integrate seamlessly with existing WMS and other
software. However, it’s crucial to plan for the physical space requirements of your system(s) and any
changes to your existing space.

Downtime During Implementation:
Phased deployment strategies can minimize operational disruptions and ensure a smooth transition
during installation and integration. Work with internal stakeholders to establish how the system(s)

are deployed.
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STRATEGIES FOR SECURING INTERNAL BUY-IN AND BUDGET APPROVAL

Warehouse leaders must build a compelling case for stakeholders to gain approval for automation investments
successfully. Key strategies include:

Align with Business Goals: Highlight how automation supports company-wide objectives such as cost

reduction, efficiency, competitive advantage, sustainability, or shipping guarantees.

e Present a Data-Driven Business Case: Use industry benchmarks, projected ROI, and cost-benefit analysis

to demonstrate the value of automation.

e Address Stakeholder Concerns: Anticipate potential objections related to costs, workforce impact, and

implementation, providing clear solutions.

e Starting with a Pilot Program: Demonstrating automation success on a small scale can help justify a

larger investment.

A well-structured financial and implementation strategy ensures warehouse automation investments align with
business objectives, paving the way for sustained operational efficiency and cost savings.

SUCCESS STORY

BOUX AVENUE ENHANCES THE ORDER FULFILLMENT PROCESS,
REDUCING TEMPORARY LABOUR BY 33%

Boux Avenue implemented the OPEX® Sure Sort® system, fulfilling over 10,000 orders
per day in peak periods with less labor.

Boux Avenue, a leading UK lingerie and loungewear brand, transformed its order fulfillment operations by
implementing OPEX’s Sure Sort automated sorting system. The company faced peak-season challenges,
including high temporary labor needs and increased operational strain. By integrating Sure Sort, Boux Avenue
reduced temporary labor by 33%, streamlined order processing, and improved productivity. This automation
significantly boosted efficiency during peak demand, accelerated order fulfillment, and enhanced customer
satisfaction. As a result, Boux Avenue quickly realized a strong ROl and positioned itself for ongoing growth
and operational excellence.

READ CASE STUDY >>

CONCLUSION
THE ROAD AHEAD

Warehouse automation is not just a trend; it is a fundamental shift in how supply chains operate. As businesses
face labor shortages, rising costs, and increasing consumer demands, automation provides a viable path toward
long-term sustainability and efficiency. Embracing technology and innovation positions businesses for continued
growth with higher efficiency and operational excellence.

THE NEXT STEP IN YOUR AUTOMATION JOURNEY

While the automation journey may seem complex, those who take a strategic approach will gain a competitive
advantage in the evolving logistics landscape. For organizations considering warehouse automation, the next step
is to assess their readiness and develop a roadmap for implementation.

Start by evaluating your pain points and workflows, setting clear objectives, and engaging key stakeholders.
Whether beginning with a small pilot program or a full-scale deployment, having a structured approach ensures a
smooth transition and maximum return on investment.

Now is the time to take the next step. Leverage the insights from this eBook and begin your warehouse automation
journey with confidence.


https://www.opex.com/case-study/boux-avenue-enhances-the-order-fulfilment-process-reducing-temporary-labour-by-33/

NEXT GENERATION AUTOMATION

We engineer unique automated solutions to address complex business challenges. Our scalable
Warehouse and Document & Mail Automation solutions drive efficiencies in infrastructure. Our family-
owned company has over 1,500 committed employees who work together to innovate, manufacture,
install, and service products that are helping transform industries every day. We listen to our customers
and work together to reimagine the future through automated solutions.
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