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PROBLEM / CHALLENGE

A distributor of over 40,000 SKUs of safety 
related products had an aggressive goal to open 
2 large regional greenfield distribution 
warehouses in less than 9 months. They needed 
outside Lean Warehouse and Project 
Management expertise to facilitate standing-up 
of their Florida DC while they completed the 
stand-up of a DC in New Jersey.

Aramsco was founded as a regional supplier of 
industrial safety products in 1966. In 2023 it was 
acquired by Private Equity to update and 
consolidate its distribution network from with 
over 70 distribution locations to a hub and 
spoke regional distribution strategy.  

Project Scope

The FL DC would occupy a greenfield shell with 
just over 136,000 square feet. Our scope 
included:
• Permitting
• Warehouse, racking, and office, layout and 

design
• Construction build out Project Management
• Sub-contractor management
• Inventory analysis and slotting
• Procurement of facility equipment, material 

handling equipment, racking and internal 
and external signage 

• IT design and installation
• Financial management and control
• Communications with senior management 

and local personnel
• Work with HR for staffing
• Provide a Lessons Learned Playbook for 

future DCs



2 examples of communications and 
planning tools:  

Above Gantt chart was used as a high-
level milestone plan when presenting to 
management. 

Below is a detailed Project Task list with 
contingencies, start and end dates, with 
owners identified and notes.



Racking Design

• Racking bin design to accommodate 
target inventory plus several years of 
growth

• Multiple rack profiles to optimize 
vertical space

• Aisle widths set for standard material 
handling equipment

Reference: Kevin Cuozzo, DC Manager for North America

RESULTS

• Despite 2 hurricanes within 3 months of the 
target completion date, the DC opened on 
schedule and at budget

• Reduction in overall inventory; slower 
moving inventory consolidated into DC; 
obsolete inventory cleaned out of branch 
locations

Inventory Reduction
A key goal of the hub and spoke 
network was to reduce overall 
inventory in the network without 
negatively impacting the ability to 
fill customer orders

• Analyzed historically stocked SKUs and 
their sales across different branches

• Updated SKU classification across the 
region; reviewed with sales and 
incorporated strategic SKUs

• Developed targeted MIN / MAX levels for 
the region rather than branch level

• Consolidated inventory from branches 
into regional DC
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