
DIRECT SHIPMENT

Key Findings

Drops holding time to 15–20 days and 
reduces external storage to 1,125 pallets (saves THB 3M/year)

THB 1.70M net annual benefit with a 17.63-year 

Straight Product  (Raw
materials)

A Case Study of an Animal Nutrition Company

HYBRID WAREHOUSE MODEL FOR COST 
EFFICIENCY AND OPERATIONAL EFFECTIVENESS

Background

Total Post-Construction
Capacity 1,310 PALLETS 

-500 pallets

Cold Room 

-400 pallets

Daily Operational Space Net Available Storage
410 pallets

Problem: 100% Self-Owned is Impossible
Capacity Deficit

1,090 pallets

CONTEXT: Animal Nutrition & Health
Manufacturer (B2B)

CURRENT STATUS: Utilizing a 100% outsourced
warehouse

FINANCIAL ISSUE:
Expense of 1,000,000
THB per month for
1,500 pallet positions

THE INITIAL PLAN
Approved a 30,000,000 THB investment to build 
a self-owned warehouse to store all 1,500 pallets 
at the company’s plant

VARIABLE COSTS

FIXED ASSET COSTS

Evaluate the feasibility of a hybrid warehouse model1

Research Objectives

Assess how Direct Shipment and Just-In-Time reduce inventory2

Evaluate demand planning and cross-functional coordination to reduce
forecast errors3

Compare cost efficiency and operational effectiveness with 
the current system

4

Research Method

 Semi-Structured Interview

Qualitative Case Study

6 Supply Chain Experts
4 Internal
2 External

Company’s Records

Data Triangulation

Financial Feasibility Analysis

Comparative Evaluation

Proposed Hybrid Warehouse Model

Make-to-Order
(ABC Analysis)

Make-to-Stock

Direct Delivery

Internal Facility
(Strict 410-pallet limited)

3PL Warehouse
(Backup buffer)

Fast-moving (Class A)

Slow-moving / Medium

MANUFACTURE

Premix Product (FG)

PORT

Direct Shipment

Selective JIT

Demand Planning

Business Implications
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(Just-In-Time: An inventory strategy where goods are received only as needed for production,
minimizing storage time and holding costs.)

     Routes raw materials directly from port to
production, bypassing internal storage to reduce
handling costs and save pallet space

     Synchronizes deliveries with production
schedules to shorten inventory holding to cut
external storage costs

     Improves forecast accuracy through cross-
functional coordination, preventing overstocking

+

of Hybrid Warehouse Model and Supporting strategies

Financial Efficiency: Lower logistics and warehousing costs through
optimized 3PL buffer usage

Combining a company-owned internal facility with an outsourced third-party logistics provider 
to balance fixed capital investment with operational flexibility

Space & Inventory: Superior space utilization, higher turnover, and
FEFO-driven freshness

Operational Flow: Streamlined bottlenecks and enhanced end-to-end
supply chain visibility

Organizational Integration: Stronger cross-functional planning and
alignment

Reduces 225 external pallets and saves THB 270,000/year in handling

Maximizes forecast accuracy to fit operations within the 410-pallet limit

break-even (20-year lifespan)
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