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Abstract. Boss opens warehouse number two, figures it'll just run like warehouse 

number one because why wouldn't it. Six months in everything's different - people 

pick orders their own way, safety rules get bent differently, clients calling 

headquarters wondering why service from second location is garbage compared to 

first. Staff who transfer between sites spend first week confused because nothing 

works the same. Nobody planned for this. Growth seemed simple - replicate what 

works, scale up, make more money. Reality is you can't xerox a warehouse. The 

knowledge living in people's heads at original site doesn't magically teleport to 

new hires hundred miles away. Question becomes how do you actually make multiple 

warehouses run consistently without turning into control freak micromanaging every 

detail and crushing whatever makes each place work locally. Safety stuff has to 

be identical everywhere or someone dies and you get sued. Client service has to 

feel consistent or you lose business.  

Keywords: multi-site management, warehouse standardization, personnel practices, 

corporate culture, operational consistency. 

 

 

 

Original warehouse runs smooth. Guy who's been there five 

years knows the weird corner where pallets always jam up, 

routes around it automatically. Woman on receiving dock has 

phone numbers for all the regular truckers, calls them 

directly when there's dock space instead of waiting for 

dispatch. Morning meeting happens at 7:15 sharp, manager 

cracks same jokes, everyone knows what's expected. Safety 

protocols get followed because the trainer actually cares and 

explains why we wear gloves for this chemical not just that 

we have to. Nobody wrote most of this down because it's just 

how things work here. 

Company doing well, opens second warehouse different 

city. Sends new manager there with binder full of procedures 
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and a week of training. Pulls couple people from original 

site to help launch. Three months in it's a disaster. Picking 

takes longer and accuracy is worse. Someone already got hurt 

doing something that would never happen at the original place. 

Clients complaining. Turnover is insane - hired twenty people, 

twelve already quit. What the hell happened? 

Here's what happened: you can't photocopy how a warehouse 

actually runs. The binder has the official process but not 

the thousand small things people do that make it work. New 

manager doesn't have the relationships the original manager 

built over years. New hires don't have the experienced people 

constantly teaching them the real way things get done versus 

what the manual says. It's like trying to recreate your 

grandmother's cooking from a recipe when half of what made it 

good was techniques she never wrote down and ingredients she 

adjusted by feel. 

This is the problem every logistics company hits when 

they grow past one location. You absolutely need some 

consistency - clients expect same service whether their order 

ships from warehouse A or B. You need to measure things the 

same way or you're comparing nonsense. Safety has to work the 

same everywhere or people get hurt and you get sued. But try 

to make every single thing identical and you screw it up 

different way - ignore local realities, crush the people who 

know what they're doing, create resistance and resentment. 

Most companies mess this up by going too far one direction. 

Either they get control-freak rigid with rules for everything 

and kill all initiative, or they let every site do whatever 

and end up with bunch of warehouses that barely seem like 

same company (Wharton, 2023). 

Research on running warehouses says standardization 

matters hugely. You need standard processes so you can measure 

things, compare performance, train people consistently, make 

improvements stick (Kenco Group, 2025). Makes sense - can't 

manage what you can't measure, can't measure what you don't 

collect the same way everywhere. But same research admits 

getting standardization to actually work across different 

buildings in different places with different people is hard 

as hell. Things break down because of geography, because 

departments don't talk to each other, because changing culture 

takes forever (MaxGrip, 2025). The memo from corporate about 

new procedure lands completely different when you're three 

states away dealing with different local situation. 

Start by figuring out what actually has to be the same 
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everywhere versus what should flex locally. Mistake people 

make is thinking everything should be standardized because 

standardization sounds professional and controlled. Wrong 

thinking. Some stuff has to match for the business to work. 

Other stuff works better when you let people adapt to local 

reality. 

Safety is non-negotiable identical everywhere. How you 

operate forklifts, how you handle anything hazardous, what 

you do in emergency, what protective gear you wear - this 

cannot vary between locations because people's bodies don't 

work different in different states and laws don't care which 

warehouse hurt someone (SafetyCulture, 2024). Every site gets 

same safety training, same equipment standards, same incident 

reporting, same everything. Someone transfers from Site A to 

Site B and safety procedures are identical. Period. 

Service quality has to match too. If Site A ships orders 

in 24 hours with 99% accuracy and Site B takes two days with 

95% accuracy, clients don't think "oh Site B must have 

challenges" - they think your company sucks. Pick accuracy 

targets, how fast you fulfill, quality checks, how you 

communicate with customers - has to feel consistent or you're 

just multiple companies wearing same logo. 

Data has to work the same. Every warehouse tracks same 

numbers using same definitions reporting through same system. 

Otherwise when corporate looks at productivity numbers 

they're comparing different things and making decisions based 

on garbage (Logiwa, 2025). Site A counts productivity one 

way, Site B counts it different way, corporate thinks they're 

comparing apples to apples but it's nonsense. 

One company handled this by having their best warehouse 

assign someone to spend half time running that warehouse, 

half time visiting other sites watching how they work, finding 

things worth copying, helping places implement improvements 

(MaintainX, 2024). It's peer teaching peer, not corporate 

mandating from office. Other warehouse managers trust it more 

because it's coming from someone doing the same job they do. 

Another approach is regular visits where managers go see 

each other's operations, shadow people, talk through 

problems. Creates network where people steal ideas from each 

other freely without waiting for corporate permission. Also 

builds personal relationships so when shit goes wrong, 

managers know exactly who to call at other sites for advice. 

Technology can help if you use it right. Warehouse 

management system that tracks inventory, processes orders, 
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measures performance the same way everywhere creates 

consistency in data and core processes. But same system should 

let you configure some workflows locally to match your 

building and clients. System enforces standardization where 

it matters, allows flexibility where it helps. Problem is 

when corporate uses the system to micromanage every local 

decision, which kills initiative and creates resentment. 

Digital procedures accessible everywhere mean when safety 

rule changes, you update once and every site sees it 

immediately (MaintainX, 2024). No more some sites working off 

old version. But procedures should say what outcome you need 

and why it matters, not script every step. Gives local people 

room to execute smart while ensuring result meets standard. 

Communication platforms connecting everyone let knowledge 

flow sideways. Dallas supervisor hits weird problem, posts 

question, Atlanta supervisor who saw it before shares answer. 

No corporate involved, just people helping people. 

Performance dashboards showing all sites create healthy 

competition - everyone sees how their numbers compare, gets 

curious how top performers do it, reaches out to learn. Works 

way better than corporate yelling about performance. 

Scaling culture across separated sites is probably 

hardest part because culture isn't policies and posters, it's 

how people actually behave and what they care about. Research 

shows culture matters hugely for performance but you can't 

just mandate it (Gallup, 2021). Common mistake is thinking 

culture is free coffee and company t-shirts and mission 

statements. That's not culture. Culture is who you hire, who 

you promote, who you fire, how you make those decisions. If 

you say teamwork matters but only promote based on individual 

numbers, everyone learns teamwork is bullshit. If you say 

safety is priority but the supervisor who cuts corners to hit 

productivity gets ahead, everyone learns productivity really 

trumps safety (Wharton, 2023). 

For multiple warehouses, culture consistency comes from 

consistent people decisions everywhere, not identical 

parties. Every site hires for same values. Every site promotes 

people who live those values. Every site deals with problems 

the same way. This creates real cultural alignment even if 

daily vibe differs between locations. Leadership has to walk 

the talk everywhere. Can't have corporate preaching 

collaboration while regional managers stab each other in the 

back. Can't have headquarters saying quality matters while 

warehouse bonuses are pure speed metrics. People spot 
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contradictions instantly and get cynical (MaxGrip, 2025). 

Stories spread culture better than policies. Company 

communications sharing specific examples of people at 

different sites living the values - the clerk who caught 

dangerous shipment before it caused problems, the supervisor 

who coached struggling worker instead of firing them, the team 

that volunteered together locally. Specific stories stick in 

people's minds way better than abstract value statements. 

Let each site develop some local culture while keeping 

core values consistent. Rural warehouse will feel different 

than urban one and forcing them identical is pointless. Long 

as both actually care about safety, quality, helping each 

other, it's fine. Rotating good people between sites spreads 

practices naturally, builds relationships, prevents places 

getting too isolated in their thinking. But has to be 

development opportunity not punishment, and has to work for 

people who can relocate. 

Measuring whether standardization actually helps versus 

just creating paperwork is critical. Are key metrics 

improving? Is quality more consistent? Are costs down? Is 

turnover better? Without measuring outcomes you just have 

compliance theater. Trap is measuring compliance with 

standards instead of measuring results. Can have perfect 

compliance with procedures and still bad performance if 

procedures are wrong. Can have 100% training completion and 

still high accidents if training doesn't change behavior. 

Measure what actually matters - accuracy, safety, costs - not 

just whether people checked boxes (ShipBob, 2024). 

Audits should check if standards work, not just if people 

follow them. Not trying to catch failures, trying to understand 

where standards help, where they create problems, where local 

adaptations actually work better. Front-line people know where 

standards make sense versus where they're creating dumb extra 

work. Need them willing to say so, which requires leadership 

actually listening and updating things when feedback is valid 

instead of just defending corporate decisions. 

Standards should evolve. First version probably isn't 

perfect. You measure, get feedback, experiment, learn what 

works better, update standards, spread improvements, repeat. 

Keeps standardization from turning into "we've always done it 

this way" stagnation. 

Money matters. Big company with many warehouses can afford 

sophisticated systems for sharing knowledge, managing 

performance, maintaining culture. Small company with three 
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sites needs cheaper approaches. Enterprise warehouse system 

costs serious money - might pay off fast for big operation 

through efficiency gains, might not make sense yet for small 

one. Sometimes simple stuff - regular video calls, shared 

online space for questions, annual manager meeting - gets most 

of benefit for fraction of cost. 

Practical approach when growing from one site to multiple: 

Before opening site two, document what works at site one. Not 

to force exact copies but to capture why things work, what's 

essential versus local. Creates starting point for new site 

instead of total guesswork. Pick leader for new site who 

naturally lives the values you want. Way easier building 

culture through someone who gets it than trying to create it 

through policies with someone who doesn't. Send them to spend 

real time at original site learning not just procedures but 

culture, relationships, why things happen certain ways. Move 

some experienced people to new site for launch. Gives new place 

people who know how company works. Gives original site 

development opportunity for people with potential. Plan for 

some to return after new site stabilizes so knowledge flows 

both ways. 

Standardize critical stuff from day one - safety, quality, 

data, core processes. Don't wait for problems. But expect 

differences in execution based on different building, 

equipment, local situation. Create regular communication 

between sites from start. Weekly manager calls, monthly joint 

reviews, quarterly in-person if possible. Builds relationships 

before problems create walls. As you add more locations, need 

more formal systems - documentation not just memory, training 

not just watching, systems not just relationships. But 

foundation stays the same - shared values, consistency where 

it matters, flexibility where it helps. 

Multi-site standardization never finishes. It's ongoing 

process needing constant attention. Done right, lets you grow 

while maintaining quality. Done wrong, either prevents growth 

through chaos or enables growth while quality tanks. Companies 

getting it right don't have perfect plans, they iterate 

thoughtfully - standardize strategically where it matters, 

measure honestly, adapt based on learning, keep people central 

instead of treating it like pure technical problem. 

 

  



 
 
 

 

MANAGEMENT 

27 

 

This work is distributed under the terms of the Creative 
Commons Attribution-ShareAlike 4.0 International License 
(https://creativecommons.org/licenses/by-sa/4.0/). 

Proceedings of the 18th International 
Scientific and Practical Conference  
«Scientific Horizon in the Context  
of Social Crises»  
 

(January 16-18, 2026).  
Tokyo, Japan 

 
 

No 
278 

References: 
[1] Gallup. (2021). Can your organization sustain your culture as you 

scale? https://www.gallup.com/workplace/353579/organization-

sustain-culture-scale.aspx 

[2] Kenco Group. (2025). Implementing best warehouse practices: A guide. 

https://kencogroup.com/blog/top-10-warehouse-best-practices/ 

[3] Logiwa. (2025). Optimizing warehouse efficiency with labor standards. 

https://www.logiwa.com/blog/optimizing-warehouse-efficiency-with-

labor-standards 

[4] MaintainX. (2024). Scaling success: Standardize and optimize your 

multi-site operations. https://www.getmaintainx.com/blog/scaling-

success-multi-site 

[5] MaxGrip. (2025). Creating an effective culture for process 

standardization. https://www.maxgrip.com/resource/article-creating-

an-effective-culture-for-process-standardization/ 

[6] SafetyCulture. (2024). The ultimate guide to warehouse management 

best practices. https://safetyculture.com/topics/warehouse-

management/warehouse-management-best-practices 


