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Introduction
The logistics and fulfilment industry operates in an environment of intense competition, where firms are under continuous pressure to optimise operational efficiency, minimise costs, and maintain high levels of service reliability. These pressures are not exclusive to large multinational providers but are equally critical for small and medium-sized enterprises (SMEs), which must navigate market demands with comparatively limited resources. GoodwillSolutions CIC, a social enterprise based in Moulton Park, Northampton, exemplifies such an SME. The organisation provides a comprehensive range of logistics services, including storage, picking, packing, and last-mile delivery, catering to clients that include prominent retail brands.
As Deputy Operations Manager, the author has consistently observed persistent operational inefficiencies within the warehouse, most notably the high frequency of picking and packing errors. These errors have cascading impacts that affect multiple dimensions of organisational performance. They reduce workforce productivity, necessitate rework, disrupt delivery schedules, and generate client dissatisfaction, all of which contribute to elevated operational costs. Consequently, addressing these inefficiencies is not only a strategic necessity but also an opportunity to enhance GoodwillSolutions’ competitive positioning within a demanding sector.
Warehouse operations are widely recognised as a primary driver of costs within logistics organisations. According to Rushton, Croucher and Baker (2022), warehouse activities—including picking, packing, receiving, and dispatching—often represent more than half of total operational costs in many logistics firms. In such a context, even marginal improvements in operational accuracy or throughput can yield substantial cost savings while simultaneously improving service reliability. The imperative for efficiency is further heightened by the rapid growth of e-commerce and elevated client expectations for prompt and error-free order fulfilment, necessitating operational precision and reliability (Tang, Babich and Gallego, 2023). For SMEs such as GoodwillSolutions, which operate under lean margins and with constrained resources, inefficiencies can quickly escalate into significant cost pressures, threatening client satisfaction and profitability (Ma and Li, 2024).
This research aims to investigate the root causes of recurring picking and packing errors at GoodwillSolutions, evaluate the potential application of logistics information systems (LIS), and explore process redesign strategies to mitigate these challenges. Additionally, the study will develop a practical implementation roadmap tailored to the organisation’s operational capabilities and resources. Addressing these challenges is strategically important because it targets the company’s core priority of reducing operational costs while enhancing service quality, supporting client retention, and enabling sustainable business growth (Müller, Parry and Peters, 2024; Sweeney and Grant, 2023).


Background to the Problem
Warehouse operations are inherently complex and involve numerous interdependent activities, including inventory control, stock movement, order processing, picking, packing, and dispatch coordination (Kumar and Shukla, 2023). Each stage presents potential for error, delays, or inefficiencies. For instance, inaccuracies during picking directly affect packing correctness, dispatch scheduling, delivery timelines, and ultimately customer satisfaction. In high-volume logistics environments, picking errors often trigger a chain of corrective actions, such as re-picking items, executing additional transport runs, processing returns, and responding to customer complaints—all of which cumulatively increase operational costs and reduce overall throughput.
At GoodwillSolutions, current warehouse processes are heavily manual. Stock locations are determined via legacy systems or manual listings; pickers follow paper-based checklists, packing decisions are made manually, and dispatch planning relies on staff experience. While these methods have historically met operational requirements, the growth of order volumes and increasing client expectations have exposed significant limitations. Manual processes are inherently prone to human error, inconsistent procedural adherence, variable staff training levels, and reliance on individual judgement. These factors increase the likelihood of picking and packing errors, particularly during peak seasons or when onboarding new contracts (Müller, Parry and Peters, 2024).
The consequences of these errors extend throughout the fulfilment and delivery chain. For example, a misplaced item may require re-picking, additional delivery runs, urgent replacement orders, and client communications. Each of these interventions consumes labour hours, diverts resources, and has a negative impact on organisational reputation (Karwowski, 2025).
The last-mile delivery segment is particularly costly and prone to error. Research indicates that delivery inaccuracies—including wrong delivery locations, repeated delivery attempts, and client returns—significantly inflate the cost per delivery (Tang, Babich and Gallego, 2023). Therefore, ensuring accuracy in upstream warehouse processes, such as picking and packing, is critical to controlling costs downstream in the logistics chain.
For SMEs operating with lean financial and operational margins, the cost of inefficiency is magnified. Recurring errors in warehouse processes can erode profit margins, compromise client satisfaction, and constrain the organisation’s ability to scale or invest in future operational capabilities. Addressing these inefficiencies is therefore essential, not only for cost reduction but also for sustaining competitiveness in a sector characterised by tight margins, high client expectations, and increasing e-commerce demands (Ma and Li, 2024; Sweeney and Grant, 2023).


Significance of the Problem
Frequent picking and packing errors hold both operational and strategic significance for GoodwillSolutions. Operationally, improving accuracy in these processes can enhance throughput, reduce rework, optimise staff utilisation, and minimise delivery failures. These improvements collectively lead to lower costs per order and greater service reliability.
From a strategic perspective, addressing warehouse inefficiencies is critical due to the cost-sensitive nature of logistics contracts and growing client expectations for accuracy, speed, and transparency. Failure to implement corrective measures may jeopardise contract renewals, limit opportunities for winning new business, and hinder organisational growth. Empirical research reinforces this viewpoint; Gattorna and Hargreaves (2022) emphasize that process inefficiencies in dynamic supply chains directly undermine cost leadership and service differentiation strategies, impacting both profitability and competitive positioning.
The potential of logistics information systems and digital tools in improving warehouse performance is well-documented. Warehouse Management Systems (WMS), automated picking aids, route optimisation software, and real-time delivery tracking can all enhance operational efficiency and service outcomes (Baryannis, Dani and Antoniou, 2023). However, most literature focuses on large-scale logistics providers, leaving a significant gap in understanding how such technologies can be effectively applied within SMEs, which operate under budget constraints, lean staffing, and organisational resource limitations (Sweeney and Grant, 2023; Ma and Li, 2024). Tailored interventions are therefore necessary to ensure technology adoption and process optimisation are feasible and effective within a small-scale operational environment.
For GoodwillSolutions, resolving operational inefficiencies also aligns with the organisation’s social mission as a Community Interest Company (CIC). By improving operational efficiency, the organisation can generate additional capacity to reinvest in community-focused initiatives and deliver social value. This dual objective—balancing commercial performance with social impact—underscores the importance of optimising warehouse operations, ensuring that improvements benefit both financial sustainability and organisational purpose (Müller, Parry and Peters, 2024; Wamba, Akter and de Bourmont, 2023).


Rationale for Conducting the Research
There are several compelling reasons for undertaking this research:
1. Operational Cost Vulnerability
 GoodwillSolutions’ operational cost structure is particularly sensitive to inefficiencies due to frequent warehouse errors. Minor, recurring mistakes accumulate into substantial financial burdens, reducing profitability and resource efficiency. Examining and addressing these inefficiencies directly supports the strategic objective of cost reduction (Rushton, Croucher and Baker, 2022; Ma and Li, 2024).
2. Client Trust and Service Reliability
 Accurate and efficient processes enhance client confidence, support service reliability, and improve contract retention rates. In an industry where clients demand operational excellence and transparent reporting, demonstrating the ability to minimise errors is crucial for maintaining competitive advantage and sustaining long-term business relationships (Zhao, Chen and Lee, 2023; Tang, Babich and Gallego, 2023).
3. Organisational Context for Research
 The author’s position as Deputy Operations Manager provides privileged access to internal operational data, staff insights, and performance metrics. This unique perspective enables a practical, context-specific investigation that extends beyond theoretical analysis, ensuring findings are actionable and directly relevant to management decision-making (Müller, Parry and Peters, 2024).
4. Research Gap in SME Logistics
 Although research on digitalisation and warehouse optimisation is extensive, most studies focus on large-scale logistics providers. There is limited understanding of SME-specific challenges, particularly in regional UK logistics organisations. This study therefore contributes to both academic knowledge and practical management insights, offering guidance on technology adoption and process redesign tailored to SMEs’ unique resource constraints and operational structures (Sweeney and Grant, 2023; Wamba, Akter and de Bourmont, 2023).
5. Tangible Implementation Outcomes
 The research will produce a practical implementation roadmap for GoodwillSolutions, integrating technology adoption with process optimisation. This approach ensures that recommendations are not merely theoretical but are directly applicable, enabling measurable improvements in operational performance and cost efficiency (Baryannis, Dani and Antoniou, 2023; Karwowski, 2025).


Research Context and Contribution
The study is positioned within the logistics and fulfilment sector, with a particular emphasis on SMEs operating warehouse facilities. By focusing on GoodwillSolutions, the research provides a detailed case study that can inform similar organisations within the UK and internationally. It highlights the cost implications of manual processes, the influence of organisational culture and staff experience on operational accuracy, and the potential benefits of targeted LIS adoption and process optimisation (Müller, Parry and Peters, 2024; Ma and Li, 2024).
Academically, the study contributes to logistics management literature by examining the intersection of operational process design, technology integration, and cost leadership within SME contexts. SMEs are often underrepresented in logistics research despite comprising a substantial proportion of the supply chain ecosystem. Insights from this research will demonstrate how SMEs can achieve operational efficiency, service reliability, and competitive advantage through effective technology use and process redesign (Sweeney and Grant, 2023; Wamba, Akter and de Bourmont, 2023; Karwowski, 2025).


Conclusion
[bookmark: _Int_tE2G2WuE]Persistent picking and packing errors at GoodwillSolutions CIC constitute a significant operational challenge that has direct and far-reaching implications for the organisation’s cost structure, service quality, and overall efficiency. These errors, if left unaddressed, can lead to cumulative increases in operational expenditure due to rework, additional delivery runs, returns processing, and the diversion of staff resources to resolve mistakes. Moreover, repeated inaccuracies can negatively affect client satisfaction, erode trust, and potentially jeopardise long-term business relationships, which are particularly critical in the highly competitive logistics and fulfilment sector. For an SME like GoodwillSolutions, where resources are limited and operational margins are lean, the consequences of persistent errors are magnified, making the optimisation of warehouse operations a strategic imperative (Rushton, Croucher and Baker, 2022; Tang, Babich and Gallego, 2023).
Addressing these inefficiencies is essential not only for controlling costs but also for improving the reliability and accuracy of service delivery. By minimising errors in picking and packing, the organisation can enhance throughput, optimise workforce utilisation, reduce the frequency of corrective actions, and improve adherence to delivery schedules. Collectively, these improvements contribute to lowering the cost per order, increasing overall operational efficiency, and strengthening the organisation’s capacity to meet client expectations consistently. Enhanced operational performance also positions GoodwillSolutions to scale effectively, accommodate higher order volumes, and take on new contracts without compromising service quality (Müller, Parry and Peters, 2024; Ma and Li, 2024).
This research aims to comprehensively examine current warehouse processes, identify the root causes of recurring errors, and explore the potential of both technological and procedural interventions. Logistics Information Systems (LIS), including Warehouse Management Systems, barcode scanning, automated picking aids, and route optimisation tools, offer significant potential to improve accuracy, visibility, and efficiency in warehouse operations. Alongside technology adoption, process redesign and staff training are critical components to ensure that interventions are implemented effectively and sustainably. By combining these approaches, the study seeks to develop a practical and actionable implementation roadmap tailored to GoodwillSolutions’ operational context, resources, and strategic objectives (Baryannis, Dani and Antoniou, 2023; Karwowski, 2025).
In addition to operational improvements, the research contributes to the organisation’s broader strategic priorities, including cost reduction, client retention, and competitive positioning. By reducing operational inefficiencies, GoodwillSolutions can improve client satisfaction, demonstrate reliability and excellence in service delivery, and enhance its capacity to win and retain contracts. Furthermore, as a Community Interest Company, the organisation’s social mission is reinforced through operational efficiency; resources saved from optimised processes can be redirected to support community-oriented initiatives and social value creation (Wamba, Akter and de Bourmont, 2023; Sweeney and Grant, 2023).
Finally, this study bridges a gap in the existing literature regarding SME logistics operations, providing both academic and practical insights into how smaller-scale providers can leverage technology and process optimisation to achieve cost efficiencies and service excellence. By producing actionable recommendations grounded in the organisation’s operational realities, the research ensures tangible, real-world benefits, enhancing GoodwillSolutions’ overall performance, sustainability, and long-term growth potential (Müller, Parry and Peters, 2024; Ma and Li, 2024)
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The Gantt chart above outlines the structured 8-week plan for completing the research project. The schedule is designed to ensure a logical progression through each research phase, beginning with problem definition and literature review to establish a strong theoretical foundation. This is followed by the design of an appropriate research methodology and the systematic collection and analysis of data related to operational inefficiencies at Goodwill Solutions CIC. Draft writing, review, and revision phases are scheduled towards the end of the timeline to allow time for reflection, refinement, and alignment to academic standards. The final week is allocated to preparing the submission to ensure that the final work is proofread, formatted, and submitted on time. This timeline ensures that the research is manageable, coherent, and completed within the required deadline.
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