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Making the decision to outsource your service 

spares logistics seems easy on paper. Whether 

you’re driven by the need for improved service levels 

for your changing business or by a desire to focus on 

your core competency and allow experts to manage 

your service spares, the underlying rationale is solid 

and worthwhile. The difficult part isn’t making the 
decision...it’s how to do it.
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We have actively guided many clients through the process by showing them the do’s 

and don’ts of making the move to outsource your service spares logistics. I approach 

this from an operational viewpoint – the basics to consider as you begin your journey 

and how to set your expectations for the process. Taking into consideration a few 

lessons we’ve learned may help you in your planning.

Quick Thoughts
You DON’T need your entire 

set of logistics processes lean, 

documented, and clean before 

you’re ready to outsource.

This is a common misconception. In a perfect world, yes, this would be ideal. 

However, this is not possible. Be open and honest with your outsource partner. If 

you’ve selected a qualified and capable partner who has service spares expertise, they 
will know how to help you proceed with the outsourcing, even without process maps, 

work instructions, or routing guides.

Best-in-Class Solutions
Configurable Processes & Flows

Consultative Team
Positioned Globally

Legacy logistics and warehousing processes in your company are likely to need a 

refresh, so don’t assume the as-is processes (even with clean documentation) make 

sense for your business now.

Nearly 40 Years
Service Spares Expertise

Fitting Your High-Tech OEM Business Needs
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Begin your journey.
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We do see tremendous benefit for our clients when they invest time in cleaning up 
their data before they make a move. It can be a monstrous task, so even if you use the 

80/20 rule (clean up the 20% of the parts that represent the 80% of the movement/up-

time-criticality), you can make a significant impact on the speed of the transition and 
success after the move with cleaner parts data. Your partner can help you determine 

where to start and what they can do to help fill in the gaps.

Partner with a company who will work to understand your business requirements 

and will design efficient and effective processes for your service spares logistics 
needs...you should be outsourcing to a company that is qualified to do this work. If 
you have to do all of the work before your outsource partner can move ahead, then 

you may not have the right service spares logistics partner.

Master Parts List
If you don’t know weights & 

dimensions, your partner can 

help with additional services to 

complete your master parts list.

The time spent pre-move and receiving these additional services are worthwhile. 

If possible, you can do some quick-and-dirty analysis to make a purge before you 

move. If you can’t, that’s fine, too.

For example, if you already know some of your parts moving could become obsolete 

soon, or those that will have a slower demand pattern, inform your partner so that 

inventory placement in a warehouse or in the network is appropriate. Inventory 

movement and inventory behavior reports are helpful for your new partner, even if it is 

not a full year’s worth of data. 

Your Data
Be upfront with your partner about 

your data – if you don’t have what is 

needed, your partner will understand 

and will implement a plan to help you 

before the move.

Roadmap
Work with your partner on a 

6-month roadmap to include 

a scrapping service event. All 

insights you can provide your 

partner are helpful.
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Prioritize your parts data 
cleanup if possible.



Even if your primary driver is based on transportation or logistics cost savings, there 

are other savings and service improvements that should come from your outsource 

move. Your outsource partner should be adding value to your business, not just 

providing a less expensive way to do what you were already doing. The added value 

that comes from outsourcing your service spares should result in improvements in 

many areas:

Improved Enablement of First Time Fix for Your Field or 

Service Engineers.

If the right parts are in the right place, visible and managed, and the order process 

and fulfillment is lightning-fast, then your field engineers have a better shot at a repair 
in a single visit. The savings may be difficult to calculate, but it is a no-brainer that 
if you have significant engineer wait time, must make multiple trips to a site due to 
part unavailability, or rely solely on major parcel carriers without alternatives in critical 

situations, then you are operating a very expensive service spares model. Also worth 

noting, is that field and service engineer job satisfaction is closely tied to the level of 
support the company provides them to do their jobs. A more effective spares network 
and deployment model results in step-function improvements inside of your field 
service organization for many reasons.
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It can’t solely be about logistics 
cost savings.
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Balance Sheet Impact.

The visibility of service spares inventory is critical to ensuring the capital investment 

is effective. The ever-changing product landscape makes it more difficult to manage 
excess and obsolete parts. Exacerbating this is a lack of visibility and insight into your 

inventory on hand. By outsourcing your service spares, you should absolutely expect 

your partner to manage and control your inventory, such that you have the confidence 
of knowing exactly what you have on-hand at any given time. Cycle counts and PIs are 

table stakes, but you need more than that. You need analytics and guidance regarding 

your service spares so that you can make effective business decisions. 

Utilizing Your Team More Effectively.

If your team is consumed with chasing critical spares for a hot service need, dealing 

with customer escalations, answering why the part wasn’t available, or simply doing 

basic order entry, then your team likely has little time for analytics, strategic planning, 

or transforming your spares service from a logistics cost center into a business profit 
center.

The move needs
top-down sponsorship 
and full alignment. 
If the effort is an isolated decision, only within the logistics 
organization, this will be a very difficult project with limited success. 
Service logistics activity may seem like a specialized set of processes, 

but it impacts many other areas of a business, especially when things 

go wrong. It is important to have broad communications and executive 

alignment on the strategy, the expected results, and how the process 

will go. That leads to another important item: budgeting for the change. 

Your service spares logistics partner should work with you on a roadmap to 

outsource the activities of your team so that you can point them to other, more 

strategic efforts. 



You absolutely should budget for resources to be dedicated during the move, and 

throughout the entire project. You probably can’t afford to double up your entire team 
for the move, but there are key positions that should have a full back-up during the 

transition. The effort needed to transition to an outsource partner can’t be layered 
on top of your existing team’s workload if you expect zero/minimal service disruption 

throughout.

Less of a budget concern but more as planning insight, draw out all possible scenarios 

where something could go wrong in the transition, from system glitches to weather 

events, to resource shortages. Lay them all out and talk through a contingency plan for 

each with your partner. Planning for everything to go smoothly is easy.

Quick Thoughts
Your partner should help with some of 

the transition, but you’ll need enough 

arms & legs available to run your 
business while transitioning your spares 

inventory and processes.
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Going in eyes wide open to all possible snags will help you and 

your partner know what to do in the moment, should things not go as 

perfectly planned. If you’ve resourced this correctly, your team will have 

the bandwidth to think through all of the “what if’s.”

Don’t underestimate resources 

needed to make the change.
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Phase 1

The first phase is the movement itself. This is the phase when nothing is normal; 
everything is in motion. During this phase, expectations should be set appropriately for 

everyone involved, especially your internal customers. Likely, some or all of the current, 

as-is model isn’t working (otherwise you wouldn’t make this change), so your internal 

customers are probably excited about the project and will have high expectations for 

immediate improvements. These expectations are valid, but not during the transition 

phase.

Phase 2

The second phase begins when you’ve hit steady state. Define this upfront with your 
service partner and be reasonable (and flexible) with KPIs and SLAs during phase 1 
and phase 2. These are two distinct service sets with appropriately different definitions 
of “success”. Take the time to work with your outsource partner to clearly define 
what success (but not perfection) is to you for each phase.    

Some approaches are better than others, so the transition timing depends on a holistic 

view. Regardless of the timeframe, your new service partner can help lay out your plan. 

This phase’s duration is up to you and your service partner, based on factors:

Number

Of Parts
Timing

Needs
System

Considerations

Inventory

Controls
End-Customer

Needs
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Plan for two very different 
phases.
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If you are outsourcing your warehouse operations, you will likely be displacing some 

employees, this is the reality of our ever-changing business landscape. We have seen 

much chaos and business-impacting disruptions when this aspect of outsourcing has 

been overlooked. 

Be upfront with your employees: Don’t lie and don’t hide.

When you know the full plan with expected timelines for the transition, you can 

communicate with the team, even if your physical move isn’t for many months. You 

don’t want to lose critical team members, so respect them and show them they are 

valued. 

Pay a stay bonus to your team – show them you are putting 

your money where your mouth is.

You value their expertise and need their help to make the transition go smoothly. 

Pay them for their service and their commitment to your company by making it worth 

their while to stay. Then, when the time comes to part ways, aid your team to support 

their next career step. Actively promote from within to other areas in your company if 

possible and agree to provide reasonable outplacement services when the time comes. 

Offer referral letters to everyone – make sure to give your employees the best shot at 
obtaining a new job.
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Respect your employees.



Make time for those with tribal knowledge.

The team members who are perceived as having the most legacy knowledge can be 

change agents, not hurdles, if you approach this correctly. Spending more time with 

them, being up front about the plan and the business rationale and showing that you 

value them is critical. This group may be the most vocal, so make time to listen...not 

to change the plan, but to know what the pushback may be from other stakeholders 

along the way.

Listen to what is being said, as the concerns, questions, and feelings they share are 

likely to be a bellwether for others in your company. If you maintain respect for your 

team, give them your time, and communicate frequently, you’ll know how to better 

navigate the change.

Final thoughts

(You can do it!) 
Yes, it’s a significant transformation but you can do it; don’t keep 
putting it off until the next budget cycle. Although the decision to 
outsource is often mathematical and financially driven, underlying 
the need is a desire for improved service, so keep that top of 

mind when selecting your outsource partner. The sooner you 

make a change, the sooner you will experience better service 

from your reliable and best-in-class outsource partner.

Yes, there is a lot at stake, but your internal and external 

customer expectations for enhanced and improved service levels 

are only increasing, and they are looking to you for a plan. 
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Select an outsource partner who can help you 

get the ball rolling and get you one step closer 

to the service levels your field engineering team 
and your customers expect. 
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