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See how modern, AI-enabled warehouse management 
helps multicustomer operations handle volatility, 
control cost-to-serve, and deliver consistent 
performance—shift after shift.

For Logistics Service Providers (LSPs), warehouse execution is a commercial promise. 
Every day is measured: service commitments, client scorecards, and the next renewal 
decision. At the same time, labor constraints, rising operating costs, and frequent 
change requests make it harder to run multiple accounts with the same level of 
consistency.

This e-book explains a practical shift now underway in contract logistics: moving from 
reactive problem resolution to predictable execution. Cognitive, cloud-delivered WMS 
capabilities—powered by machine learning and real-time decisioning—help teams 
anticipate disruptions, rebalance work intraday, and keep people, inventory, and 
automation aligned across the operation.

A future-ready WMS turns these pressures 
into operational leverage—helping providers 
scale performance across accounts without 
scaling issues.

Introduction
The LSP reality: three 
pressures that shape 
warehouse execution

Renewals are earned daily. 
Reliability and transparency 

are competitive advantages.

Margin leakage hides 
in variability. Rework, 

exceptions, and misalignment 

quietly increase cost-to-serve

Labor is the constraint. Short 

staffing and tribal knowledge 

create risk when volumes 

move fast.
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Chapter 01
The market has changed: more complexity, less 
predictability

Warehouse execution has always been demanding. What’s different now is the 
speed of change—and the shrinking tolerance for error. In many mature markets, WMS 
adoption is widespread, but a large share of installed systems were built for a simpler 
operating model.

E-commerce growth, evolving customer expectations, and recurring disruptions 
have increased variability in volume, order profiles, and service requirements. That 
variability exposes the limits of older systems that depend on rigid workflows, batch 
planning, and heavy customization.

Labor pressures compound the challenge. Turnover and wage inflation make it 
difficult to keep experienced teams in place, while the need for specialized skills 
grows as automation expands. The result is an environment where plans break more 
often—and recovery has to happen faster.

Legacy technology also adds risk. On-premises deployments and heavily tailored 
configurations can slow down upgrades and make change expensive. For LSPs 
running 24/7, downtime and instability aren’t just IT issues—they translate into missed 
commitments, avoidable charges, and reputational damage.

Meanwhile, automation adoption is accelerating. As more sites add robotics and 
material handling systems, software has to keep pace—integrating new workflows and 
coordinating work across people and machines.

In contract logistics, 
consistency is a 
differentiator. When the 
operation varies, the 
business feels it in cost 
to-serve, in scorecards, 
and in renewal 
conversations.
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Chapter 02
Why traditional WMS falls behind in multi-customer 
operations

Many traditional WMS solutions excel at recording what happened inside the four 
walls: receiving completed, picks confirmed, shipments closed. But they often treat 
each day as a new start. Operational learning stays with supervisors and veteran 
associates—not in the system.

In multi-customer environments, that gap is costly. Priorities compete, cutoff times 
overlap, and the same resource pool must support different workflows and reporting 
needs. When execution depends on manual triage, variability shows up quickly—in 
exceptions, service issues, and avoidable cost.

Disconnected decision-making creates inefficiency across labor, inventory, docks, 
and equipment. A common example is missed cross-dock opportunity: product is 
already at the dock, but the system still sends a picker to a storage location because 
it cannot reconcile real-time conditions with account priorities.

When conditions change, traditional systems struggle to re-plan intraday. Unplanned 
replenishments, late departures, and longer cycle times add cost and erode 
productivity—especially when automation is layered on top of weak planning.

Labor variability makes the problem more visible. A plan built for a full roster can 
collapse when a shift starts short. Managers can handle a small variance; a double 
digit shortfall forces triage across receiving, picking, packing, and shipping— and 
across accounts.

Cognitive execution addresses this by continuously comparing plan versus reality and 
recommending (or executing) the best next actions—so the operation adapts without 
waiting for a manual reset.
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Chapter 03
What ‘cognitive’ looks like in practice

A future-ready WMS is not just a feature upgrade. It is a different operating model: 
the system uses real-time data and machine learning to anticipate issues, guide 
decisions, and keep execution synchronized. In multi-customer operations, ‘thinking 
ahead’ means balancing competing priorities while controlling cost-to-serve. A 
cognitive WMS supports that by combining predictive planning with intraday agility 
and agent-like assistance for the workforce.

A cognitive WMS typically delivers four reinforcing 
capabilities:

Predictive planning:
Forecasts demand and 
resource needs, enabling 
teams to prepare ahead 
of disruptions.

Labor and automation 
alignment: 
Coordinates people and 
machines so each is used 
where it adds the most value.

Intraday re-optimization: 
Rebalances assignments 
and workflows throughout 
the shift as conditions 
change.

Agentic visibility:
Provides a real-time 
operational view plus clear 
next-best actions for faster 
decisions.
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Together, these capabilities reduce the time between 
a disruption and a response. Instead of waiting for a 
supervisor to discover a problem and manually rebalance 
the floor, the system detects drift early and keeps work 
aligned to the plan.

Agent-like tools extend this concept to the front line. 
Associates can ask questions in natural language and 
receive guidance based on current conditions, policies, 
and constraints—reducing time spent escalating routine 
decisions.

The goal isn’t incremental improvement. It’s a step-change 
in how quickly a site can sense, decide, and act—even when 
the plan breaks.

Better planning accuracy is central to these outcomes. 
When the system predicts labor needs and inventory 
movement more precisely, sites reduce overstaffing, avoid 
late expedites, and cut wasted travel by positioning fast 
movers closer to staging and shipping.

Where agentic support helps 
most in multi-customer sites

Prioritizing work by commitments and cut-
off times when multiple accounts compete 
for the same resources.

Recommending next-best actions when 
execution deviates (late inbound, stalled 
picking, dock congestion).

Reducing coordination overhead between 
supervisors, customer service teams, and 
floor leads.
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Chapter 04

Lower cost-to-serve, higher throughput

Cognitive WMS capabilities create value by connecting execution end-to end—from 
yard arrivals to outbound shipping. When receiving, slotting, tasking, docks, and labor 
operate on the same decision model, teams replace patchwork tools with a single 
source of operational truth.

For contract logistics providers, growth is often tied to onboarding new customers 
quickly, absorbing peak volatility across accounts, and expanding services without 
sacrificing margins. A future-ready WMS supports that growth by standardizing 
execution while keeping configuration flexible.

Real-time decisioning also reduces the time spent on manual coordination. The 
system can streamline daily work, adapt when conditions change, and integrate with 
automation technologies such as AGVs, ASRS, and palletizing systems—helping avoid 
bottlenecks and improve throughput.

Cost reduction comes from multiple levers: forecasting demand, optimizing labor and 
equipment, managing dock and yard constraints, and improving slotting to reduce 
travel. Over time, sites move from reactive problem resolution to proactive control.

This matters most when the business changes after a site is designed. Capacity 
assumptions shift: volumes grow faster than planned, new service lines are added, 
or an acquisition introduces new operational requirements. Adding equipment can 
help—but only if the software can coordinate old and new workflows as one operation.
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Chapter 05

Deliver every promise—starting today

The next wave of warehouse performance will come from execution intelligence: 
systems that update continuously, adapt in real time, and help teams use scarce 
resources with precision. For LSPs, this is not just an IT upgrade—it’s a path to more 
predictable service, less cost leakage, and faster scaling across accounts.

A cloud-based, cognitive WMS changes the modernization equation. Automatic 
updates reduce upgrade burden, intraday re-optimization keeps execution stable 
in volatile conditions, and connected visibility improves coordination across the 
warehouse network.
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About Argano
Argano is the first and largest Global Specialist Consultancy exclusively focused on the design and 
delivery of High-Performance Business Operations with our AI-forward approach to transformation. We 
pioneer intelligent and connected solutions for our clients’ operational environments across customer 
engagement and service, revenue management, finance and planning, supply chain, and workforce 
optimization, driving both efficiency and the agility to innovate product, service, and organizational 
design at the speed of today’s market. Competitive advantage, cost optimization, customer satisfaction, 
and sustainable growth are our North Stars and our promise to our clients. Learn more at argano.com.

To explore how Argano can support your business 
goals, contact us at info@argano.com.
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