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Warehouse Automation in
Contract Logistics

How variable solutions lower investment barriers and give
3PLs a true competitive edge

Contract logistics under pressure: Why traditional solutions fall short

Contract logistics is now much more than just storage and transport. Today’s 3PLs handle complex tasks across the
supply chain—warehousing, picking, packing, shipping, returns, value-added services. That makes them critical for
their clients’ competitiveness.

But the game has changed. Logistics providers now face:

Short contract durations: Automation requires long-term investment, but typical contracts run
just 3-5 years—a mismatch that kills decision-making.

Volatile order volumes: Seasonal spikes and unpredictable demand require flexible capacity and
scalable solutions.

Labor shortages: It's getting harder (and more expensive) to find warehouse workers for repetitive
or tech-driven roles.

Complex client requirements: SKUs of all shapes and sizes, custom packaging, tough SLAs,
extra services—often requiring fast reconfiguration.

Sustainability mandates: More tenders demand CO, reduction, energy efficiency, and
resource-friendly operations. Green isn’t optional—it’s a business factor.

1. The result:

Modern warehouse tech and automation decisions get delayed. Providers are wary of locking themselves in
and then being stuck if business needs shift.

Automation delivers efficiency, cost, and competitive advantages—but only if it fits the real-world dynamics

of contract logistics.

2. The dilemma: short contracts, long ROI

Here’s the fundamental industry problem: The ROI on warehouse automation typically exceeds the length of most
logistics contracts.

Typical contract: 3-5 years | Automation ROI: >5 years

Diese strukturelle Kluft zwischen Vertragsdauer und ROI-Zeitraum z&hlt zu den Hauptgrinden, warum viele
Logistikdienstleister Investitionen in moderne Technik zurtickhalten — obwohl der Bedarf klar ist.

This structural gap is why many 3PLs hesitate to invest—even though the need is obvious.

The answer isn’t to shorten ROI periods. It’s to design systems that are flexible, scalable, and adaptable to
changing demands—so investments remain safe even with limited planning horizons.
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3. The solution: flexibility & scalability

A variable system adapts.It can handle different products, add new clients, scale seasonally, and fit existing
buildings.

Benefits of variable automation systems:

. Manage product diversity: Handle everything from single units to oversized items—even without
standardized totes.

. Leverage existing facilities: Flexible setup to fit the geometry and height of any warehouse
— no need for new builds.

. Scale on demand: Expandable racks, temporarily rentable shuttles—perfect for handling seasonal
peaks.

. System compatibility: Integrates with pallet or mini-load (AKL) systems for seamless operation.

. Digitally controlled: Easily connects with existing IT infrastructure (like WMS) for end-to-end

logistics processes.

. Sustainability through efficiency: Reduces CO, emissions, energy use, and resources thanks
to smart controls and high system availability.

A recent EHI Retail Institute study found 81% of logistics decision-makers want more transparency and

digitalization in warehousing—especially to manage volatility (EHI Retail Institute, 2024).

Concrete value drivers for 3PL operations

. Broader SKU range, higher tender win rates
A flexible system enables handling of a wide variety of item sizes and formats—a clear edge when
client requirements and tenders change.

. Operational security despite labor shortages
Digital workflows, straightforward mechanical design, and centralized tech support reduce dependency
on skilled labor while boosting accuracy and uptime.

. Reliable SLA performance
Redundancy and robust technology ensure process stability —even during order swings and peak
periods.

. Cost-efficient scalability

Expandable racking, temporarily rentable shuttles, and modular add-ons let you scale capacity
economically as volumes change—without breaking existing workflows.

. Future-proof through integration and innovation
Patented technology, digital twins, and an in-house test center enable ongoing development and
fast adaptation to sector-specific requirements.

Real-world example:

A logistics provider starts with two aisles for a new client. After a year, volumes grow, so they add two
more aisles—no disruption. During the winter peak, they rent extra shuttles to double throughput—no extra
floorspace needed. Outcome: faster response, SLAs met, and zero downtime.
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Strategic criteria for automation decisions

When adopting automated warehouse solutions, several factors are critical:

1.

Modularity & scalability: Systems must keep pace with growing requirements —both functionally
and economically.

Product & client diversity: Solutions need to handle varying SKUs, workflows, and customer
mandates.

Openness & IT compatibility: Easy integration with existing systems (WMS, ERP, etc.) protects
your investment.

Availability & redundancy: Simple mechanical design and digital control ensure operational
reliability.

External technical support: Centralized support and digital operational assistance reduce strain
on in-house teams.

Sustainability requirements: Energy efficiency, CO, reduction, and resource conservation
boost competitiveness in tenders.

Conclusion: Now is the time

Contract logistics is under pressure to be flexible, fast, and cost-effective. Modern, variable automation systems
address these needs head-on—and offer an investment foundation that lasts beyond individual contracts.

Investment security—even when planning is uncertain

Those who invest in scalable, digitally connected, and sustainability-optimized systems secure their competitive
edge for the long term.

Want to learn more?

advasolutions shows what real flexibility in warehouse automation looks like.

Contact us:
sales@advasolutions.com




