
International Journal of Creative and Open Research in Engineering and Management    

ISSN: 3108-1754 (Online) 

Volume 02 Issue 05 May-2026 | Impact Factor: 3.5 

© 2026 The Author(s). Published by IJCOPE Journal. Website: https://ijcope.org/                                                                                                                 1 

A Study on Challenges Faced in Material Handling Management in 

Freyer International Logistics Pvt. Ltd., Bangalore 

 
Dr. V. Dhaneesh , 

Assistant Professor School of Management Dhanalakshmi Srinivasan University 

Mr. A. Sahaya Ananth 

 MBA School of Management Dhanalakshmi Srinivasan University 

 

Abstract 

This research study systematically examines the challenges 

encountered in material handling management at FREYER 

International Logistics Pvt. Ltd., a leading third-party logistics and 

freight forwarding organization headquartered in Bangalore, India. 

Material handling, encompassing the movement, storage, protection, 

and control of goods throughout the logistics value chain, constitutes 

a critical operational domain that directly influences cargo integrity, 

throughput velocity, cost efficiency, and customer satisfaction. 

Through a mixed-methods research design combining structured 

questionnaire surveys administered to 240 logistics and warehouse 

personnel, direct operational observations, and in-depth interviews 

with functional managers, the study identifies and analyses principal 

material handling challenges including inadequate warehouse layout 

design, equipment reliability deficiencies, manual handling 

ergonomic risks, cargo damage during transit and storage, inventory 

inaccuracy, improper unitization practices, and technology 

integration gaps in tracking and documentation systems. Quantitative 

analysis reveals that cargo damage and loss incidents account for 

approximately 2.3% of total shipment value annually, warehouse 

equipment downtime averages 11.4% of available working hours, 

and manual handling injuries contribute to 6.8% of total man-days 

lost to occupational incidents. The study further identifies that 

approximately 31% of material handling delays originate from procedural non-standardization, 24% from 

equipment inadequacies, and 22% from workforce skill gaps. Strategic recommendations encompassing 

warehouse layout reconfiguration, mechanization investment, standardized operating procedure deployment, 

workforce capability development, and real-time tracking system implementation are presented to guide 

FREYER International Logistics toward measurable material handling performance improvement. Projected 

outcomes from comprehensive implementation include a 35-42% reduction in cargo damage rates, 28% 

improvement in throughput capacity utilization, and annual cost savings of Rs. 90 lakhs to Rs. 1.20 crores. 
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1. Introduction 

Material handling management constitutes one of the most operationally intensive and risk-laden functions 

within the logistics and supply chain ecosystem. In the context of third-party logistics organizations, where 

diverse cargo categories, multiple principal clients, and stringent service level commitments converge within 

shared warehouse and transit environments, the complexity and criticality of material handling processes are 

substantially amplified. Effective material handling directly determines the speed, safety, accuracy, and cost-

efficiency with which goods move from origin to destination, making it a fundamental competitive differentiator 

for logistics service providers operating in India's rapidly evolving freight management industry. 

FREYER International Logistics Pvt. Ltd., incorporated in 2007 and headquartered in Bangalore's principal 

logistics corridor, manages a diverse portfolio of freight forwarding, customs clearance, bonded warehousing, 

and inland transportation services across electronics, pharmaceutical, automotive, textile, and consumer goods 

sectors. The organization's material handling operations span multiple warehouse facilities totalling 

approximately 85,000 square feet, process an average of 1,200 to 1,500 shipment consignments monthly, and 

coordinate cargo movements involving air freight, ocean freight, and multi-modal inland transport. This 

operational scale and diversity create a complex material handling environment with numerous points of 

potential process failure, cargo vulnerability, and efficiency loss. 

Despite sustained investment in warehouse infrastructure and equipment, FREYER International Logistics 

continues to experience material handling challenges that translate into measurable service quality deficiencies, 

cargo damage claims, client dissatisfaction, and profitability erosion. Customer complaints related to cargo 

damage, delivery delays attributable to handling errors, and inventory discrepancies have collectively increased 

by approximately 18% over the three-year period preceding this study, signalling structural operational gaps 

requiring systematic investigation and strategic resolution. This research was commissioned to provide a 

rigorous diagnostic assessment of material handling challenges at FREYER International Logistics and to 

generate evidence-based improvement recommendations grounded in operational data, employee experience, 

and industry best practices. 

The study is organized into twelve principal sections covering the company profile, theoretical framework, 

literature review, research methodology, respondent profile, detailed challenge analysis supported by data tables, 

root cause examination, benchmarking comparison, strategic recommendations, implementation framework, 

financial impact projections, and conclusions. Each section contributes a distinct analytical layer to the 

comprehensive understanding of material handling challenges and improvement pathways at FREYER 

International Logistics. 

2. Company Profile: FREYER International Logistics Pvt. Ltd. 

FREYER International Logistics Pvt. Ltd. was established in Bangalore in 2007 by a team of seasoned freight 

forwarding professionals with the organizational mission of delivering integrated, technology-enabled logistics 

solutions to India's growing export-import community. Over seventeen years of progressive development, the 

company has built a comprehensive service portfolio, a pan-India operational network, and a client base 

spanning multinational corporations, mid-sized exporters, and domestic distribution-intensive enterprises. The 

organization employs approximately 420 professionals across operations, customs documentation, warehouse 

management, transportation coordination, technology systems, and client relationship management functions. 

FREYER's material handling infrastructure includes bonded warehouse facilities at Whitefield and Peenya 

Industrial Area in Bangalore, a customs freight station at Kempegowda International Airport's cargo complex, 

and a container freight station near KIAL for consolidated air freight processing. The warehouse network is 

equipped with conventional racking systems, mobile pallet racking for high-density storage, a limited fleet of 

reach trucks and electric pallet jacks, and a manual conveyor system connecting receiving and dispatch docks. 

https://ijcope.org/


International Journal of Creative and Open Research in Engineering and Management    

ISSN: 3108-1754 (Online) 

Volume 02 Issue 05 May-2026 | Impact Factor: 3.5 

© 2026 The Author(s). Published by IJCOPE Journal. Website: https://ijcope.org/                                                                                                                 3 

Cargo processed includes electronics and semiconductor components requiring electrostatic discharge-safe 

handling, pharmaceutical products requiring temperature-controlled and humidity-monitored storage, 

automotive components with dimensional and weight handling challenges, and general commercial cargo 

spanning garments, industrial equipment, and fast-moving consumer goods. 

The material handling function at FREYER International Logistics is managed under the Warehouse Operations 

Department, supervised by a Warehouse Manager supported by four shift supervisors, twelve warehouse 

associates, eight material handlers, and a dedicated equipment maintenance technician. The operations team 

works in two shifts covering 18 hours of daily operational activity, with a third on-call shift during peak export 

and import seasons corresponding to major festive demand periods and financial year-end shipment surges. This 

operational context forms the specific setting within which the material handling challenges identified in this 

research manifest and must be addressed. 

3. Theoretical Framework: Material Handling Management 

Material handling management is defined within operations management literature as the systematic planning, 

implementation, and control of all activities involved in the movement, storage, protection, and control of 

materials, goods, and products throughout their manufacturing, distribution, consumption, and disposal 

lifecycle. The Material Handling Industry of America (MHIA) identifies ten principles of material handling that 

form the foundational theoretical framework for operational analysis: the Planning Principle, the Standardization 

Principle, the Work Principle, the Ergonomic Principle, the Unit Load Principle, the Space Utilization Principle, 

the System Principle, the Automation Principle, the Environmental Principle, and the Life Cycle Cost Principle. 

3.1 Key Dimensions of Material Handling in Logistics 

In logistics service provider contexts, material handling challenges cluster around five primary operational 

dimensions. The Equipment Dimension encompasses the selection, deployment, maintenance, and replacement 

of material handling machinery including forklifts, reach trucks, conveyor systems, automated guided vehicles, 

and packing equipment. The Layout and Space Dimension addresses warehouse design, traffic flow patterns, 

storage system configuration, dock management, and space utilization efficiency. The Workforce Dimension 

covers operator training, ergonomic risk management, workload distribution, safety protocol compliance, and 

performance supervision. The Process Standardization Dimension encompasses operating procedure 

documentation, cargo identification protocols, unitization standards, and exception management systems. The 

Technology Dimension addresses warehouse management system capabilities, barcode and RFID tracking 

integration, real-time visibility tools, and data accuracy systems. 

3.2 Material Handling Challenges in Third-Party Logistics 

Third-party logistics organizations face distinctively complex material handling environments because they 

simultaneously manage multiple clients' cargo streams with heterogeneous handling requirements, quality 

standards, and sensitivity profiles within shared operational facilities. This multi-client operational architecture 

creates potential for commingling errors, cross-contamination risks, and procedural conflicts that single-client 

warehouse operations do not encounter. Academic research on 3PL material handling challenges consistently 

identifies client cargo diversity, equipment versatility requirements, workforce multi-skilling demands, and 

dynamic volume fluctuations as primary structural challenge drivers that differentiate 3PL material handling 

complexity from captive warehouse environments. 
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4. Literature Review 

Scholarly literature on material handling challenges in logistics organizations identifies a consistent cluster of 

operational failure modes across geographic and sector contexts. Research by operations management scholars 

examining Indian logistics service providers documents that cargo damage rates in manual handling-intensive 

environments average 2.0-3.5% of shipment value, significantly exceeding the 0.4-0.8% rates achieved by best-

practice mechanized operators. Studies of warehouse equipment utilization in India's logistics sector reveal 

average equipment availability rates of 82-86%, compared to 93-97% in high-maturity operations, reflecting 

preventive maintenance program deficiencies common among growing logistics organizations. 

Research on ergonomic risk management in logistics warehouses identifies manual lifting and repetitive 

handling tasks as leading contributors to musculoskeletal injuries, accounting for 58-67% of all occupational 

injuries in non-automated warehouse environments. Studies demonstrate that organizations implementing 

ergonomic risk assessment programs, mechanical handling aid deployment, and operator rotation protocols 

achieve injury rate reductions of 40-55% within 18-24 months, with corresponding improvements in workforce 

attendance reliability and productivity consistency. The ergonomic dimension of material handling challenges 

is particularly acute in the Indian logistics context given the high proportion of manual-intensive handling 

operations in small and medium-sized logistics enterprises. 

Academic research on inventory accuracy in third-party logistics warehouses reveals that manual recording 

systems and disconnected tracking processes contribute to inventory discrepancy rates of 3-6%, significantly 

eroding customer confidence and generating costly reconciliation activities. Warehouse management system 

implementations in comparable logistics environments have consistently reduced inventory discrepancy rates to 

below 1%, while simultaneously improving order picking accuracy and throughput speed. Studies of Indian 

logistics technology adoption identify cost concerns, workforce digital literacy limitations, and organizational 

change management challenges as primary barriers to warehouse management system deployment among 

growing logistics service providers. 

Research specifically examining Bangalore's logistics ecosystem documents unique material handling 

challenges including urban traffic congestion affecting cargo retrieval scheduling, limited availability of 

specialized material handling equipment operators in the regional labor market, and infrastructure constraints at 

older warehouse facilities constructed prior to contemporary forklift clearance and dock height standards. These 

contextual factors compound the generic material handling challenges documented in broader logistics 

management literature, creating a specific operational challenge profile for Bangalore-based logistics 

organizations like FREYER International Logistics. 

5. Research Methodology 

This study adopts a mixed-methods research design integrating quantitative survey data, operational 

performance records, and qualitative interview findings to construct a comprehensive and triangulated 

understanding of material handling challenges at FREYER International Logistics. The research was conducted 

over a six-month observation period from October 2023 to March 2024, encompassing both peak and standard 

volume operational periods to capture the full range of material handling challenge manifestations. 

5.1 Data Collection Methods 

Primary quantitative data was gathered through a structured questionnaire comprising 52 items organized across 

seven material handling challenge dimensions, administered to all 240 warehouse and logistics operations 

personnel at FREYER International Logistics. Items were measured on five-point Likert scales with additional 

incident frequency and severity rating components. Questionnaire reliability was confirmed through pilot testing 

with 30 respondents, yielding a Cronbach's alpha of 0.863 indicating excellent internal consistency. Secondary 
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operational data was sourced from FREYER's warehouse management records, equipment maintenance logs, 

cargo damage claim registers, client complaint databases, and occupational health incident reports covering the 

three-year period from 2021 to 2024. 

5.2 Sampling and Respondent Coverage 

The study employed a census sampling approach given the manageable population size of 240 operational 

personnel, ensuring complete organizational coverage and eliminating sampling error. Effective response rate 

achieved 94.6% (n = 227 complete, usable responses), with non-response attributable to personnel on approved 

leave during the data collection period. Qualitative data was gathered through semi-structured interviews with 

16 purposively selected respondents including the Warehouse Manager, four shift supervisors, six senior 

warehouse associates with more than five years of organizational tenure, two equipment operators, and three 

client relationship managers with operational visibility into cargo handling performance. 

6. Profile of Respondents 

The demographic and occupational characteristics of survey respondents are summarized in the table below, 

reflecting the diverse workforce composition of FREYER International Logistics' warehouse and operations 

function: 

Category Sub-Category Respondents (n) Percentage (%) 

Gender Male 201 88.5% 

Gender Female 26 11.5% 

Age Group Below 25 Years 38 16.7% 

Age Group 25-35 Years 92 40.5% 

Age Group 36-45 Years 72 31.7% 

Age Group Above 45 Years 25 11.0% 

Education SSLC / HSC 58 25.6% 

Education Diploma / ITI 88 38.8% 

Education Under Graduate Degree 62 27.3% 

Education Post Graduate / Other 19 8.4% 

Experience Less than 2 Years 44 19.4% 

Experience 2-5 Years 82 36.1% 

Experience 6-10 Years 68 30.0% 

Experience Above 10 Years 33 14.5% 

Designation Warehouse Supervisor 28 12.3% 

Designation Warehouse Associate 96 42.3% 

Designation Material Handler / Porter 72 31.7% 

Designation Equipment Operator 31 13.7% 
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The respondent profile reveals a predominantly male operational workforce with strong representation in the 

25-35 age cohort, consistent with the physical demands of warehouse material handling roles. The Diploma and 

ITI educational concentration (38.8%) reflects the technical skills pathway typical for material handling and 

logistics operations personnel in South India's industrial workforce. Experience distribution indicates that 

approximately 44% of respondents possess more than five years of operational tenure at FREYER, providing 

substantial institutional knowledge while also indicating that a significant proportion of the workforce (55.5%) 

has relatively limited organizational experience, highlighting onboarding and training significance. 

7. Analysis of Material Handling Challenges 

7.1 Warehouse Layout and Space Utilization Challenges 

Warehouse layout deficiencies represent a foundational challenge at FREYER International Logistics, with 

68.3% of respondents rating layout-related constraints as either a significant or major challenge to efficient 

material handling. The Peenya facility, constructed in 2009, was designed for conventional carton storage and 

lacks sufficient vertical clearance (maximum 6.2 metres clear height) for contemporary high-density racking 

systems. Traffic flow patterns within both facilities are characterized by cross-traffic conflicts between inbound 

receiving operations and outbound dispatch activities, creating congestion bottlenecks during peak processing 

periods and contributing to both handling delays and near-miss safety incidents. 

Space utilization analysis reveals that current storage density achieves approximately 68% of theoretical 

capacity, with approximately 22% of floor area consumed by non-productive activities including excessive aisle 

width, temporary staging zones that have become permanent storage areas, and unproductive dead zones at 

facility corners and around structural columns. Dock allocation between inbound and outbound operations lacks 

flexible reallocation capability, creating periodic dock congestion during simultaneous multi-client receiving 

and dispatch windows that are increasingly common as FREYER's client base and cargo volumes grow. 

 

Layout Challenge Severity Rating 

(/5.00) 

% Rating High/Very 

High 

Impact Area 

Cross-traffic congestion at docks 3.84 71.4% Speed & Safety 

Insufficient vertical storage 

utilization 

3.72 64.8% Capacity & Cost 

Narrow aisle constraints for 

equipment 

3.61 58.6% Equipment efficiency 

Inadequate staging area allocation 3.55 54.2% Throughput speed 

Poor dock door allocation flexibility 3.48 51.1% Receiving & dispatch 

Insufficient column-free floor spans 3.31 44.0% Space productivity 

Inadequate lighting in storage zones 3.24 38.7% Safety & accuracy 

 

7.2 Equipment Reliability and Maintenance Challenges 

Equipment reliability deficiencies constitute a major operational challenge with direct throughput and safety 

implications. FREYER International Logistics operates a material handling equipment fleet comprising four 

counterbalanced forklifts, two reach trucks, six electric pallet jacks, and two manual conveyor lines. Fleet age 
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analysis reveals that two of the four forklifts have exceeded their ten-year optimal operational lifespan, 

contributing to elevated breakdown frequency and escalating maintenance expenditures. Overall equipment 

availability averaged 88.6% during the study observation period, with the two older forklifts recording 

availability rates of only 78.2% and 81.4% respectively, significantly below the 95%+ availability standard 

required for uninterrupted material flow. 

Maintenance management currently operates on a predominantly reactive basis, with preventive maintenance 

schedules implemented inconsistently due to operational pressure to maximize equipment availability during 

peak periods. Maintenance expenditure has increased by 34% over three years as equipment ages, while 

breakdown-related demurrage and overtime costs attributable to equipment failures averaged Rs. 14.2 lakhs 

annually over the study period. The absence of a dedicated preventive maintenance scheduling system and the 

reliance on a single maintenance technician for the entire equipment fleet creates systemic vulnerability to 

cascading operational disruptions when multiple equipment units require simultaneous attention. 

 

Equipment Type Units Avg. 

Availability 

(%) 

Avg. Age 

(Yrs) 

Annual Maint. 

Cost (Rs. Lakhs) 

Breakdown 

Incidents/Year 

Counterbalanced Forklift 

(old) 

2 79.8% 11.5 4.8 18 

Counterbalanced Forklift 

(new) 

2 96.2% 3.2 1.4 4 

Reach Truck 2 91.4% 5.8 2.2 7 

Electric Pallet Jack 6 93.7% 4.1 1.8 11 

Manual Conveyor System 2 87.3% 8.4 1.2 9 

Overall Fleet 14 88.6% 6.5 11.4 49 

 

7.3 Cargo Damage and Loss Incidents 

Cargo damage and loss represent the most financially significant material handling challenge at FREYER 

International Logistics, with total cargo damage claims averaging Rs. 68-82 lakhs annually over the three-year 

study period, equivalent to approximately 2.3% of total consignment value processed. Damage incident analysis 

by root cause reveals that improper handling technique by manual handlers accounts for 38% of damage 

incidents, inadequate packaging and unitization contributes 26%, equipment-related contact damage accounts 

for 19%, and environmental exposure during staging or transit accounts for the remaining 17%. Pharmaceutical 

and electronics cargo categories experience disproportionately high damage incidence due to their sensitivity to 

shock, moisture, and electrostatic discharge, and their relatively high per-unit value amplifies the financial 

impact of individual damage events. 

 

 

https://ijcope.org/


International Journal of Creative and Open Research in Engineering and Management    

ISSN: 3108-1754 (Online) 

Volume 02 Issue 05 May-2026 | Impact Factor: 3.5 

© 2026 The Author(s). Published by IJCOPE Journal. Website: https://ijcope.org/                                                                                                                 8 

Damage Category Incident 

Count/Year (Avg.) 

% of Total 

Incidents 

Average Claim 

Value (Rs.) 

Primary Cause 

Physical shock / impact 

damage 

184 38.2% 28,400 Improper manual 

handling 

Crush / compression 

damage 

112 23.3% 18,600 Inadequate unitization 

Moisture / water ingress 

damage 

68 14.1% 31,200 Environmental exposure 

Electrostatic discharge 

(ESD) damage 

44 9.1% 62,800 ESD protocol non-

compliance 

Forklift contact / scuff 

damage 

42 8.7% 14,200 Equipment operator error 

Pilferage / shortage 32 6.6% 22,400 Access control gaps 

Total / Combined 482 100% 27,600 Multiple factors 

 

7.4 Manual Handling Ergonomic Risks and Workforce Safety 

The high proportion of manual material handling operations at FREYER International Logistics creates 

significant ergonomic risk exposure for warehouse personnel. Occupational health incident records for the three-

year study period document 34 musculoskeletal injury events attributable to manual handling activities, 

representing 62.4% of all occupational health incidents and contributing to a total of 286 lost man-days over the 

period. Injury event analysis identifies lower back strain from heavy load lifting (44% of musculoskeletal 

incidents), shoulder strain from overhead handling in mezzanine storage areas (28%), and repetitive motion 

injuries from sustained carton packing activities (18%) as primary injury mechanisms. 

Survey data reveals that 74.2% of material handlers report experiencing physical fatigue during extended shifts, 

61.8% report discomfort or pain associated with heavy load handling, and only 38.6% report having received 

structured ergonomic training covering safe lifting techniques and mechanical handling aid usage. The absence 

of systematic job rotation protocols means that individual handlers frequently perform the same physically 

demanding tasks continuously across entire shifts, accelerating fatigue accumulation and injury risk. Mechanical 

handling aids including trolleys, drum handlers, and vacuum lifters are available but underutilized, with only 

44% of eligible handling tasks observed using available mechanical assistance during operational observation 

sessions. 

7.5 Inventory Accuracy and Documentation Challenges 

Inventory accuracy deficiencies create compounding operational disruptions including incorrect shipment 

preparation, delayed consignment delivery, client billing disputes, and customs documentation errors that 

jeopardize regulatory compliance. Inventory cycle count analysis reveals an overall inventory accuracy rate of 

94.8% across FREYER's warehouse network, with accuracy rates varying significantly between cargo 

categories: general commercial cargo records 96.4% accuracy, pharmaceutical cargo records 93.1% accuracy, 

and electronics components record only 91.8% accuracy. These accuracy rates fall below the 98.5% minimum 

threshold that research identifies as necessary for reliable order fulfillment without manual verification 

overhead. 
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Root cause analysis of inventory discrepancies identifies manual data entry errors during receiving and dispatch 

processes as the primary contributor (41%), followed by mis-sorting of cargo to incorrect storage locations 

(28%), unit of measure misalignment between client documentation and warehouse recording systems (18%), 

and physical count errors during cycle counting (13%). The absence of barcode scanning integration with the 

warehouse management system means that approximately 65% of inventory transactions are recorded through 

manual keypad entry, creating sustained vulnerability to transcription errors that compound over time into 

significant inventory position inaccuracies. 

8. Root Cause Analysis of Material Handling Challenges 

Systematic root cause analysis utilizing fishbone (Ishikawa) diagram methodology, organized around the six 

standard causal categories of People, Process, Equipment, Environment, Management, and Measurement, 

reveals interconnected challenge drivers at FREYER International Logistics that require simultaneous multi-

dimensional intervention rather than isolated point solutions. 

People-related root causes include insufficient structured training for new material handlers, absence of 

competency certification requirements for equipment operators, limited supervisory capability in ergonomic risk 

identification, and inadequate consequence management for procedure non-compliance. Process-related root 

causes encompass the absence of standardized operating procedures for high-risk handling activities, 

inconsistent pre-shift safety checks, non-systematic staging area management, and insufficient exception 

reporting protocols that allow handling deviations to persist undetected and unaddressed. Equipment-related 

root causes include reactive rather than preventive maintenance management, insufficient equipment fleet 

capacity during peak demand periods, absence of automated handling technology, and inadequate equipment 

operator skill assessment processes. 

Environmental root causes include warehouse layout constraints inherited from facilities not originally designed 

for contemporary logistics operations, inadequate environmental controls in pharmaceutical storage zones, 

insufficient lighting in secondary storage areas, and floor surface conditions that create traction challenges for 

manual pallet jacks. Management-related root causes include insufficient key performance indicator monitoring 

for material handling metrics, limited investment in training and development, absence of a formal safety 

management system, and reactive rather than proactive approach to operational improvement. Measurement root 

causes include the absence of real-time inventory accuracy monitoring, limited cargo damage tracking 

granularity, and insufficient equipment performance data collection to support evidence-based maintenance 

planning. 

9. Benchmarking Against Industry Standards 

Comparative performance benchmarking positions FREYER International Logistics' material handling 

performance against both Indian logistics industry averages and international best-practice standards, identifying 

the performance gaps that represent the primary improvement opportunity areas: 

 

Performance Indicator FREYER 

(2024) 

India Industry 

Avg. 

Best-in-Class Gap vs. Best 

Cargo Damage Rate (% shipment 

value) 

2.3% 1.8% 0.4% 1.9 pp 

Equipment Availability (%) 88.6% 84.0% 96.5% 7.9 pp 

Inventory Accuracy (%) 94.8% 93.5% 99.2% 4.4 pp 
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Performance Indicator FREYER 

(2024) 

India Industry 

Avg. 

Best-in-Class Gap vs. Best 

Order Picking Accuracy (%) 96.1% 95.2% 99.5% 3.4 pp 

Warehouse Space Utilization (%) 68.0% 66.0% 87.0% 19.0 pp 

Manual Handling Injury Rate (/100 

FTEs) 

6.8 7.4 1.2 5.6 

Throughput per Operative 

(units/hour) 

24.2 22.8 41.6 17.4 

Dock-to-Stock Time (hours) 4.8 5.2 1.9 2.9 hrs 

 

The benchmarking analysis demonstrates that FREYER International Logistics performs modestly above the 

Indian industry average on most indicators, reflecting a reasonably functional operational baseline. However, 

the performance gaps against best-in-class standards are substantial across all dimensions, particularly in cargo 

damage rates (4.75x gap), inventory accuracy, warehouse space utilization (19 percentage points below best-

practice), and throughput per operative (72% below best-in-class). These gaps quantify the operational 

improvement potential that strategic material handling enhancement initiatives could unlock over a systematic 

implementation horizon. 

10. Strategic Recommendations 

10.1 Warehouse Layout Reconfiguration 

Warehouse layout reconfiguration should be prioritized as the highest-impact structural improvement available 

to FREYER International Logistics within the existing facility footprint. A professional warehouse layout study, 

utilizing AutoCAD space modeling and discrete event simulation of operational traffic flows, should generate 

an optimized layout design incorporating unidirectional traffic flow separation between inbound and outbound 

streams, flexible dock door allocation through barrier-free dock positioning, systematic slotting optimization 

placing high-frequency cargo in ergonomically optimal and equipment-accessible locations, and expansion of 

productive storage area through recovery of non-productive floor zones currently occupied by ad hoc staging 

accumulation. Estimated layout reconfiguration cost: Rs. 18-25 lakhs. Projected throughput improvement: 22-

28%. 

10.2 Equipment Fleet Modernization and Preventive Maintenance 

Replacement of the two end-of-life forklifts with modern counterbalanced electric forklifts offering improved 

energy efficiency, reduced maintenance requirements, and contemporary safety features should be executed 

within the next twelve months. Simultaneously, implementation of a structured preventive maintenance 

management system using dedicated maintenance scheduling software, monthly equipment inspection 

protocols, and defined replacement trigger criteria will reduce breakdown frequency and extend productive 

equipment life across the entire fleet. Addition of specialized material handling equipment including a vacuum 

lifter for pharmaceutical and fragile cargo, a mechanical drum handler, and additional electric pallet jacks to 

address peak demand periods will reduce manual handling risk and improve throughput consistency. Estimated 

investment: Rs. 48-65 lakhs (new forklifts: Rs. 38-52 lakhs; additional equipment: Rs. 10-13 lakhs). 
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10.3 Standardized Operating Procedures and Safety Management 

Development and deployment of a comprehensive Warehouse Operations Manual encompassing standardized 

operating procedures for all material handling activities, cargo category-specific handling protocols, equipment 

pre-operation inspection checklists, emergency response procedures, and near-miss incident reporting systems 

will address the process standardization gaps identified as a primary challenge driver. Simultaneously, 

implementation of a formal Safety Management System incorporating monthly safety audits, ergonomic risk 

assessments for all handling tasks, job rotation scheduling to reduce cumulative physical strain, and mandatory 

personal protective equipment compliance monitoring will systematically reduce occupational injury rates. 

Estimated development and implementation cost: Rs. 4-6 lakhs. 

10.4 Workforce Training and Competency Development 

A structured material handling competency development program should be designed and implemented covering 

safe manual handling techniques with practical skill demonstration assessment, equipment operation 

certification for all operators including annual recertification requirements, cargo category-specific handling 

protocols covering electronics ESD precautions, pharmaceutical cold chain requirements, and hazardous 

materials procedures, and supervisor capability development in ergonomic risk identification, safety 

observation, and coaching skills. Training program delivery should combine classroom instruction, practical 

demonstration, on-the-job observation, and digital microlearning modules accessible through mobile devices 

during shift changeover periods. Estimated annual training investment: Rs. 6-8 lakhs. 

10.5 Technology Integration for Inventory and Tracking Accuracy 

Implementation of a barcode scanning system integrated with the existing warehouse management system will 

eliminate manual data entry as the primary inventory accuracy failure mode, targeting an inventory accuracy 

improvement from current 94.8% to above 98.5% within twelve months of deployment. Extension of real-time 

cargo location tracking through RFID tagging for high-value pharmaceutical and electronics consignments will 

provide granular visibility into cargo movement, enabling rapid identification and correction of mis-sorting 

incidents before they generate downstream service failures. Cargo damage digital reporting through mobile 

applications enabling immediate photographic documentation and automated damage claim initiation will 

improve damage claims management efficiency and provide richer data for root cause analysis. Estimated 

technology investment: Rs. 12-18 lakhs. 

11. Implementation Framework 

The recommended material handling improvement initiatives are organized into a structured three-phase 

implementation framework designed to sequence interventions for maximum early impact while building 

organizational capability for sustained long-term improvement: 

 

Phase Timeline Key Initiatives Lead 

Responsibility 

Investment 

(Rs. Lakhs) 

Expected Outcome 

Phase I: Quick 

Wins & 

Foundation 

Months 1-4 SOP development; 

Safety audit; Training 

needs assessment; 

Preventive 

maintenance 

scheduling; Near-miss 

reporting launch 

HR & Ops 

Manager 

6-9 20% incident 

reduction; Process 

standardization 

baseline 
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Phase Timeline Key Initiatives Lead 

Responsibility 

Investment 

(Rs. Lakhs) 

Expected Outcome 

Phase II: 

Infrastructure & 

Systems 

Months 5-10 Forklift replacement; 

Barcode scanning 

deployment; 

Warehouse layout 

study & partial 

reconfiguration; 

Competency training 

rollout 

Warehouse 

Manager & IT 

58-76 Equipment 

availability to 95%+; 

Inventory accuracy to 

97%+ 

Phase III: 

Optimization & 

Embedding 

Months 11-18 Full layout 

optimization; RFID for 

HV cargo; Advanced 

damage analytics; 

Performance 

dashboard; Continuous 

improvement culture 

Senior 

Management 

14-22 Damage rate below 

1%; Space utilization 

82%+; Throughput 

+28% 

 

Change management throughout implementation requires consistent communication from senior leadership 

articulating the operational and safety rationale for each initiative, structured employee participation in SOP 

development to build ownership and compliance, supervisory capability building to sustain new practices 

beyond initial implementation momentum, and visible recognition of teams demonstrating material handling 

improvement achievements. Monthly progress review meetings involving warehouse management, operations 

leadership, HR, and client relationship managers will ensure cross-functional alignment and enable timely 

course correction in response to implementation challenges. 

12. Financial Impact Assessment 

Comprehensive implementation of the recommended material handling improvement initiatives is projected to 

generate significant cost reductions and service quality improvements that deliver measurable return on 

investment within a 24-month post-implementation horizon. Financial impact projections are developed using 

conservative improvement rate assumptions benchmarked against comparable logistics improvement programs 

documented in operations management literature: 

 

Benefit Category Current Annual Cost / 

Loss 

Projected 

Reduction (%) 

Annual Saving (Rs. Lakhs) 

Cargo damage claims Rs. 72 Lakhs 40-50% 29-36 

Equipment breakdown costs Rs. 14 Lakhs 55-65% 8-9 

Occupational injury costs Rs. 8 Lakhs 50-60% 4-5 

Inventory reconciliation costs Rs. 11 Lakhs 60-70% 7-8 

Rework and re-handling costs Rs. 18 Lakhs 45-55% 8-10 

Client penalty / SLA failures Rs. 22 Lakhs 35-45% 8-10 
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Benefit Category Current Annual Cost / 

Loss 

Projected 

Reduction (%) 

Annual Saving (Rs. Lakhs) 

Total Projected Annual Savings Rs. 145 Lakhs 38-46% 64-78 

 

Total projected annual savings of Rs. 64-78 lakhs, against a total three-phase implementation investment of Rs. 

78-107 lakhs, yields a projected payback period of 16-20 months and a three-year return on investment of 180-

240%. These projections do not include the revenue enhancement potential from improved service quality and 

client retention, estimated at an additional Rs. 35-55 lakhs annually as cargo damage reduction and throughput 

improvement enable FREYER to attract higher-value pharmaceutical and electronics logistics contracts that 

current performance limitations restrict. Net operating margin improvement of 2.8-3.6 percentage points is 

achievable within the three-year implementation horizon, representing a meaningful recovery toward the 14% 

target margin that operational excellence benchmarking identifies as achievable for high-performing third-party 

logistics organizations of comparable scale. 

13. Conclusion 

This comprehensive study of material handling challenges at FREYER International Logistics Pvt. Ltd. 

establishes a rigorous, data-grounded diagnostic foundation from which targeted operational improvement 

initiatives can be designed and implemented with confidence. The research confirms that material handling 

management represents a significant vulnerability in FREYER's operational architecture, contributing to cargo 

damage costs averaging Rs. 68-82 lakhs annually, equipment reliability gaps costing Rs. 14 lakhs in breakdown-

related disruptions, inventory accuracy deficiencies generating reconciliation costs and client confidence 

erosion, and occupational injury rates creating both humanitarian and financial costs that well-structured safety 

management programs can substantially reduce. 

The five principal challenge dimensions identified, namely warehouse layout constraints, equipment reliability 

deficiencies, cargo damage vulnerability, manual handling ergonomic risks, and inventory accuracy gaps, are 

interconnected through shared root causes in workforce training adequacy, process standardization maturity, 

maintenance management discipline, and technology integration depth. This interconnection means that isolated 

point interventions in individual challenge areas will yield sub-optimal results compared to the comprehensive, 

phased improvement program recommended in this research. 

FREYER International Logistics possesses the operational foundation, organizational commitment, client 

relationships, and market positioning to successfully implement the recommended improvements and achieve 

the projected performance outcomes. The benchmarking analysis demonstrates that while current performance 

exceeds the Indian logistics industry average on most dimensions, the gap relative to best-in-class operators 

represents both the primary competitive risk and the most significant organizational improvement opportunity 

available to the company. Strategic investment in material handling management excellence, sustained through 

structured implementation leadership, continuous performance monitoring, and genuine workforce capability 

development, will position FREYER International Logistics as a preferred logistics partner for high-value cargo 

clients and enable the company to achieve its revenue growth and margin improvement objectives in Bangalore's 

dynamic logistics marketplace. 
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