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T
o every thing there is a sea-
son, of course, but does that
include warehouse space?
Home Depot believes it does.

With 1,500 North American stores,
Home Depot is the world’s largest
home improvement retailer. The com-
pany is practically chained to seasonal
demand as well as an efficient supply
chain highly sensitive to consumer
needs. Those two qualities often trans-
late into the need for sprawling ware-
house space.

The retailer has found a seemingly
unlikely solution: shared warehousing.
The problem is simple, said Lee
Bandlow, vice president of distribution
at Home Depot: More people want to
buy grills in the spring than in the
winter, when snow shovels and insula-
tion figure more prominently in buy-
ing patterns.

Home Depot wants to accommo-
date that demand. Shared warehousing
allows the retail giant to do that with-

out a warehouse that it doesn’t need at
various times of the year, he said.

It’s a trend that is growing as retail-
ers grow more comfortable with out-
sourced logistics management and the
technology that gives them visibility
and control of their inventory even
without having a warehouse dedicated
to their use.

As shippers fine-tune supply
chains to meet seasonal fluctuations,
several third-party logistics providers
are seeing an increased interest in
shared warehousing from both large
and midsize shippers across all indus-
tries. “The thought is there is a lot of
money in this and it can be managed
better,” Bandlow said.

Randy Mutschler, director of cus-
tomer solutions for Con-Way
Logistics, based in Aurora, Ill., said all
of its clients are in shared warehouses.

The company bases management
of its network on its clients sharing
facilities. Con-Way also provides
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transportation optimization including
consolidating clients’ less-than-truck-
load moves to truckload.

Harry Drajpuch, executive vice
president for shared warehousing,
order management and delivery solu-
tions at USCO Logistics, sees a “sig-
nificant uptick,” particularly in retail,
for shared warehousing.

About 95 percent of USCO’s clients
are in shared warehouses, including
Home Depot and Bombay Co. In the
last two to three years, several cus-
tomers have moved from dedicated
warehouses to shared sites, he said.

Drajpuch attributes the interest to
retailers looking for overflow busi-
ness. “We are seeing a number of
retailers increase inventories to even
greater numbers even from before
Sept. 11,” he said.

A third-party logistics provider
such as USCO has buying leverage
and space and can obtain shared ware-
housing for clients. Those clients
“take it for granted that we can pro-
vide that service,” Drajpuch said.

Even warehouse builders are
accommodating the shared warehous-
ing trend. John M. Pagliari, a partner
at Rosemont, Ill.-based Panattoni
Development, said his company
designs its large speculation buildings
for multiple tenants. More than 90
percent of Panattoni’s buildings are
multi-tenant.

“The smart developer builds as
much flexibility into the product as pos-
sible. It allows us to have a building
that can be occupied by as many as
three or four users — separate entry-
ways, separate bathroom facilities and
the ability to divide the building into an
infinite number of locations,” he said.
This way, even if a single renter leaves,
Pagliari can “make the building more
reusable in the future.”

Bandlow said there are many rea-
sons for Home Depot using shared
warehousing. But “typically we do it

mechanization or automation,” he
said. That includes what is being
stored.

“For a customer like Home Depot,
where the vast majority of the product
is bulk in nature, on pallets, it’s much
easier to coordinate that activity for a
six-month period than it would be for a
high-volume pick-and-pack operation,”
said James W. Morgan, executive vice
president and general manager of
USCO’s dedicated logistics division.

Nevertheless, companies are out-
sourcing more of their needs, includ-
ing “things that people felt in the past
were too complex. Today everything
and anything is fair game to be out-
sourced,” Drajpuch said.

Shippers “don’t want to pay for an
infrastructure that is underutilized at
certain points of the year. They have
learned the hard way,” Morgan said.

USCO helps its customers by
using other 3PLs to help manage sea-
sonal overflow, Morgan said. “We are
trying to position ourselves to deliver
a flexible solution without having to
invest in the infrastructure ourselves.
And key to being able to do that is our
technology systems,” he said. “We can
bring someone up and running in 10
days.”

In Home Depot’s case, the compa-
ny uses seasonal shared warehousing
as a temporary solution, Bandlow
said. “It isn’t good when we have a
permanent need. It is to solve a spe-
cific need and oftentimes a precursor
to something more permanent.”

First, the company does a cost
analysis using modeling and forecast-
ing of whether it is better to rent a
warehouse on a seasonal basis.

“Should I build a center to accom-
modate a peak or not?” The supply-
chain visibility systems and forecast-
ing tools have allowed us to have bet-
ter insights into volumes that the
required distribution center is going to
face,” Bandlow said. �

as a strategic move to add resiliency
to our supply chain,” he said.

It started because Home Depot
wanted to improve the flow of mer-
chandise to its stores, Bandlow said.
The company wants to replenish out-
of-stock goods within 24 hours, he
said.

Two years ago, “we were strug-
gling to provide the kind of service we
believed our stores needed. Our ven-
dors were struggling. A lot was going
directly to the store,” Bandlow said.

One suggestion from employees,
suppliers and stores was a better sup-
ply-chain model that included shared
warehousing, which “worked out
great. We adopted it as a way we do
business,” not just for seasonal peaks
but in other areas as well, such as
emergencies and testing future needs,
he said.

For seasonal demands, Home
Depot rents space near stores so it can
quickly refill inventory. It can do that
because its technology system is
portable, Bandlow said. “There was a
time when starting up something like
this would have been much more
painful,” he said.

It also is easier to get short-term
labor than it was a few years ago.
“There was a time not too long ago
when temporary labor was the job of
last resort and you couldn’t find
much,” Bandlow said. “But mostly the
driver is technology.”

Home Depot uses its own technol-
ogy to manage its shared warehouse
needs — all a store needs is a person-
al computer running a version of its
warehouse management software,
Bandlow said.

Bandlow said Home Depot’s solu-
tion won’t work for everybody. A
company that has complex warehous-
ing needs might not be able to season-
ally rent space the way Home Depot
does. “These are very simple ware-
houses. There is no sophisticated
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