
6 STEPS  
TO SUCCESSFULLY
EVALUATING WMS SOLUTIONS 

We help businesses run their warehouse with confidence.



01IDENTIFY THE PROBLEM 

Before you sit down at your desk
and begin Googling solutions,
answer these two questions: 

What problem(s) are you trying to solve?

  

You’ve been tasked with
evaluating a new Warehouse
Management System (WMS) for
your organization…now what?   
 
Since making huge investments
in software technology isn’t
something you do every day,
we’ve put together a few steps  
to help guide you through
successfully evaluating WMS
solutions with ease.  

For example: 
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What is the quantifiable (dollars, time,
etc.) impact of this problem?  

Our mis-shipments and rush orders
are costing us $10,000 per day plus
bad-will with our customers.

We don’t know what inventory we
have, so our purchasers buy 10%
more than we actually need solely for
a buffer. 

1,000 shipments per day of 1-unit
items. We expect to need 20 additional
staff to manage this transition 

Our business model is changing to
eCommerce fulfillment and we will go
from 50 orders per day of pallets to  

It’s okay if you don’t have the exact
answers, but by identifying the
scope and size of your problem, you
will better understand the required
scope and size of the solution. You
don’t want to solve a $10,000 issue
with a $50,000 fix. Completing this
assessment will help you right-size
the solution for your needs.  



02DEFINE SUCCESS 

i.     Write it down. You will be working with multiple people on this project, make  

       sure everyone is on the same page.  

ii.    Define. In cases where success is quantifiable, determine how to measure the  

       number. If one of the measures you want to improve is the number of sales   

       order picks per hour for a warehouse worker, how do you get that information?   

iii.    Measure. Evaluate where you are today and define the goals and timeliness  

        that would be considered successful. 

iv.    Dependent teams. Understand which departments or teams influence the  

        measure. For picks per hour, your order management team, inventory 

        replenishment, procurement, and IT will all play a role in improving your metrics. 

v.     Communicate. Share your document with department and project stakeholders 

        for feedback and alignment. 

Whatever success looks like to your organization, make sure you: 

Outlining success by clearly
identifying your goals will allow you to
know when you’ve achieved it, or
when it’s time to course-correct.  
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This is the most often over-looked
step to success of evaluating a WMS
solution.  But since we want the
project to be successful, we had
better be able to recognize it when we
get there.   

To be clear, there is no “right” way to

define success. For some organizations, 

success is knowing their inventory levels  

in real-time to make better purchasing

decisions.  For others, success can be

a 20% improvement in five of the

organization’s Key Performance

Indicators (KPI’s) in the warehouse.

 Others may want the most modern,

cloud-based WMS as bragging rights.  



03 IDENTIFY AND
ENGAGE INTERNAL
STAKEHOLDERS  

Implementing a WMS isn’t a minor update to your
warehouse’s technology suite; it’s a major change that
will affect multiple processes and nearly every
department of your organization. Managing that change
successfully means better buy-in, adoption, use, and
ultimately, better results.  

Whatever success looks like to your organization, make sure you: 

For implementation to succeed, each department
must feel they’ve had a voice regarding the change
that will affect them. By actively involving
departmental stakeholders, you are creating a sense
of ownership regarding the selection decision and
fostering a commitment to its success.   

To engage stakeholders in the evaluation process, you

should: 
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Interview each department head to understand how

the WMS will impact current processes within their

department.

Ask the department heads to participate in vendor

interviews and presentations.

Request them to score each vendor and voice their

likes and concerns.

Seek alignment across your organization to the best of

your ability when selecting the solution and provider.  



04 UNDERSTAND THE ISSUES 
(TOSS THE RFP CHECKBOXES) 

Whatever success looks like to your organization, make sure you: 

Plenty of websites will sell you a semi-

customized list of criteria for selecting

a WMS. The idea is that you can ask

your prospective vendors to score

each criterion according to their

system’s attributes. You can then

compare the vendors’ numbers to

determine the best fit for you.  It seems

an objective and safe strategy. After

all, numbers don’t lie…right?  
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There are many moving parts in a
WMS evaluation. How do you keep
it all together?  How you make sure
you don’t miss a critical feature? 

On the contrary. When it comes to

evaluating software, this process never

works as advertised.  Why? 

The short questions can be
interpreted (and twisted) in many
ways.

Vendors may not be completely
truthful.

How can you possibly expect to
weigh and evaluate 500-1,000
individual questions against each
other?  It’s an impossible task. 



05CONSIDER THE CUSTOMER-
SUPPLIER RELATIONSHIP 

Think of the relationship with the supplier

you select like getting married—after all,

you will be spending a lot of time

together: on average, 10-12 years. In

choosing a supplier, you need to find not

only the best solution for your needs, but

the right partner who will support you and

help you achieve your goals. 

6 

If you find a WMS solution that looks

right for your organization, but you don’t

really care for the delivery team, don’t

walk away…run!  A WMS is a tool; the

finest tool on the market with poor

execution will produce poor results.  An

average tool in the hands of a masterful

team will produce masterful results.  

Get to know the solution provider. As you

work with vendors on key evaluation

points, determine whether they have the

staying power to support you and provide

technology enhancements to the product

for the next 10-12 years. Are they a solid

company or a few whiz kids in a garage?

 A simple test is the “bus” scenario: If a

bus runs over a person (or 2 or 3) in the

vendor organization, will they still be able

to support your organization for years to

come?  

Checking references from recently

acquired customers can also provide

invaluable information on how the

supplier might support you once they’ve

won the contract. These clients will be

using the same software version as you

and will easily be able to recall the

triumphs and tribulations they

experienced in implementing the

system. Though the clients aren’t likely

to say anything negative, there is still

much to be learned by asking open-

ended questions like:  

What should we watch out for?  

What was your experience with
implementation?   

If you could do this over, what
would you do differently? 

When implementing new technology,
the expertise and service provided
by the delivery team is a crucial part
of whether the implementation
succeeds or fails. Don’t be blinded
by bells and whistles, as even the
fanciest tool, with poor instruction or
support, will prove useless. 



06BUDGET FOR
CUSTOMIZATIONS AND
PLAN FOR INTEGRATIONS 

In general, the Pareto

Principle applies to WMS.

You’ll find 80% of your

activities are common to

many other warehouses like

yours, while 20% are your

“special sauce,” the features

that differentiate you from

everyone else.  Be aware of

what constitutes that 20%

and how well competing

WMS vendors handle it.  
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If you need to alter a
WMS, would it require a
software customization? 
If so, how do you deal
with future upgrades to
your software? Can you
take advantage of new
versions without extensive
rework each time?

By extension, you might

discover that the best WMS

for you in virtually every

respect lacks ability to satisfy

one or more of your unique

critical needs out of the box.

 It’s a common occurrence,

so keep a couple of things in

mind: 

you deal with future
upgrades to your software?
Can you take advantage of
new versions without
extensive rework each
time? 

Budget for customization.
 Even if your provider’s
salespeople swear that no
customizations/modifications
are necessary, budget for it
anyway.  Owners of
companies and Board of
Directors hate when projects
go over budget and generally
make it uncomfortable for the
person responsible.  Don’t
be that person. Put a
provision in the budget for
customization and
modifications.

Lastly, WMS shouldn’t be
viewed as a stand-alone
island of data and processes.
 Your new WMS should
integrate with your other
systems: ERP, TMS, LMS,
YMS (and any other three-
letter acronyms in your
organization). Integrations
have historically been the
most neglected function in
evaluation of WMS and the
biggest headache in the
actual implementation.  If you need to alter a

WMS, would it require a
software customization? 
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While selecting a new WMS for your organization is a big responsibility, 

IT DOESN’T HAVE TO
BE DIFFICULT. 
By following these suggestions as you evaluate solutions, you’ll be one
step closer to successfully implementing a WMS that will help drive cost
savings and efficiencies across your organization. 


