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A world leader in biological solutions requested 
Gain & Co to develop a Technology Roadmap for 
deploying strategic automation in their 
designated warehouse in China. 
The client ́s goal is that their ”Warehouse of the 
Future” will comply with the following objectives: 
• High reliability – Reliability focus on the 

predictability of the output of the processes and 
the overall key performance indicator is 100% 
order fulfillment

• Cost-effective – The “cost to serve” is a key 
performance indicator (KPI) with the goal to be 
the lowest while delivering 100% service 

• Increase capacity by 100% - within the same 
footprint 

Any future automation or optimization projects in 
the warehouse should support these overall 
strategic ambitions by: 
• Reducing the costs in the handling operations in 

the warehouse 
• Improve the ability to deliver as promised 

• Increasing the warehouse’s capacity 

Warehouse of the future for a global pharmaceutical company 

Gain & Co virtually visited the client ́s site and 
conducted a thorough analysis of nine (9) 
functional areas of the warehouse for 
supporting the processes of solid-& liquid 
tapping. 
A flow- & transportation analysis was carried out 
to assess the overall layout of the warehouse 
and the existing material flow to gain insights on 
where to automate or optimize. 
The analysis identified several pain points in the 
current flow and identified five (5) areas of 
waste for which each created an 
automation/optimization proposal. 
The screening of the warehouse was performed 
based on a guided Holo-Lens tour in the 
warehouse, video footage captured for each of 
the areas in the warehouse as well as interviews 
and background material forwarded by the 
project team. 
The purpose of the screening was to identify 
manual processes, internal logistics, and storage 
areas with automation potential. 

The final delivery offered the client a report with 
fifteen (15) observations for automation, with five 
(5) recommended choices to prioritize. 
Based on the analysis, it was identified that the 
warehouse has under-utilized storage capacity in 
many locations – cold storage & buffer areas. 
Supported by the calculation of the potential 
savings, it was therefore recommended by Gain & 
Co to start with automating the cold storage area. 
On this most impactful project, the estimated 
headcount saving was 3 FTE, an almost doubled 
increase in pallet places (from 6200 up to 12000) 
with an average expected payback period of ~3 
years. 
AGV technology (warehouse) was identified as 
having potential with very little complexity to 
implement. 
The overall total investment for the technology 
roadmap showed a reasonable payback, which 
opens for integration of strategic automation 
technologies (payback times > 5 years). 


