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The Orchestration OS

A guide for modern 3PL leaders
navigating the age of orchestration
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It’s 6:40 a.m.
IN a state-of-
the-art
distribution
center...

...an operations manager scans
three amber-yellow dashboards:

a TikTok-driven demand spike
straining inventory, carrier capacity
constraints gripping the Upper
Midwest and a wholesale order

on the verge of cancellation.

Scenes like this unfold daily across thousands
of facilities worldwide: moments that sit at the

epicenter of a $1.24 trillion industry projected to
more than double to $2.57 trillion" by 2030.

A decade ago, this scenario would have meant
chaos with frantic emails cascading through inboxes,
spreadsheets multiplying and a strained Warehouse
Management System (WMS). Today, it plays out
differently. Orchestration takes over.

“Source: https://www.grandviewresearch.com/industry-analysis/third-party-logistics-market.
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The evolution from
chaos to orchestration

Modern third-party logistics providers
face a fundamental choice: orchestrate
the symphony of supply chain complexity
or be orchestrated by it.

Research indicates that 70% of 3PL portfolios’ Where traditional 3PLs merely pick, pack and ship,
now consist of e-commerce operations, while modern orchestrators decide what to do, when to
service levels have evolved from marketing promises do it and why across multiple clients, channels and
to contractual obligations. Same-day delivery partners. Every order becomes a programmable
windows, stringent On-Time-In-Full (OTIF) targets object moving through a governed lifecycle:

and exacting return requirements are no longer capture > promise > source - fulfill > deliver > return.

premium offerings—they’re the baseline.
Leading providers have discovered that when

The shift from execution-focused operations to orchestration operates correctly, warehouses stop
orchestration-centered platforms reflects a deeper being bottlenecks and start acting as flywheels,
understanding of value creation. generating momentum rather than creating friction.

Orchestration lifecycle

- Rok

Capture Promise Deliver Return

-

‘Source: https://www.precedenceresearch.com/third=party-logistics-market
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The technology foundation
enabling transformation

The infrastructure powering modern 3PL operations extends
far beyond traditional Warehouse Management Systems.

Today’s orchestration platforms require integration- (WMS), Transportation Management Systems (TMS),
first architectures featuring reusable backbones e-commerce platforms, marketplaces, carriers and
combining Integration Platform as a Service (iPaaS), even tax and fraud systems. At the center sits the
Application Programlming Interfaces (APIs) and orchestration engine: the “brain” that coordinates order
Electronic Data Interchange (EDI) capabilities with management across every layer and drives quantitative
canonical models supporting Enterprise Resource decisions based on brand-defined variables.

Planning (ERP), Warehouse Management Systems

. Modular Order Management
Customer facing Back-end

channels systems

o INVENTORY ORCHESTRATION
kA VISIBILITY & MANAGEMENT

DIRECT TO CONSUMER

RETAIL & STORES PROMISING & STORE & MICRO
OPTIMIZATION FULFILLMENT

< <
MARKETPLACES > > T

CUSTOMER CARE & RETURNS
B28 (EDI, FTP, APD) Integration Platform (iPaaS) -

Other commerce systems

ERP
MS
MS

PRICING & CUSTOMER
PROMOTIONS PAYMENTS GIFT CARDS LOYALTY TAX & FRAUD COMMUNICATIONS

Research shows that 68% of 3PL companies” are The composability shift enables microservices and
actively exploring or implementing artificial headless experiences that allow providers to tailor
intelligence (Al) within their supply chain operations. behavior per client without forking the platform.

Al applications span predictive analytics for demand Rule engines and workflow designers place change
forecasting and inventory optimization, dynamic control directly into business users’ hands, while
routing and transportation optimization, automated unified data architectures ensure orders, inventory,
decision-making for warehouse operations and shipments and exceptions exist within a single
customer service automation through intelligent operational truth—complete with lineage and
chatbots and Al-driven systems. time-travel capabilities.

“Source: https://straitsresearch.com/report/third-party-logistics-market 04
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Performance
metrics that
drive excellence

Industry leaders maintain
laser focus on performance
indicators that directly impact
customer satisfaction and
operational efficiency.

Order accuracy rates among premium providers

now reach 99.99%, with companies like Boxy offering
guarantees backed by financial penalties. On-time
delivery standards range from 95% to 98%, while
modern WM (Warehouse Management) & OM (Order
Management) implementations enable inventory
accuracy between 98% and 99.5% through real-time
tracking and automated counting systems.

The economics speak clearly: orchestration reduces
re-promises, exceptions and reships—three silent taxes
on margin that traditional approaches struggle to control.
Promise-kept rates serve as the quality metric customers
experience, directly correlating with reduced churn and
increased loyalty. Labor optimization metrics, including
touches per order and labor minutes per line, reveal where
automation investments generate measurable returns.

Research indicates that 57% of shippers’ identify

cost reduction as the primary benefit of 3PL services,
while 70% of companies experience increased order
volumes following modern WM (Warehouse Management)
& OM (Order Management) implementation. These
performance improvements stem from systematic
approaches to exception management, where operations
shine light only where human judgment is needed while
everything else flows automatically, especially in the future
days of agentic support.

‘Source: https://www.statista.com/outlook/mmo/
transportation-logistics/third-party-logistics/worldwide
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The transformation
methodology

The journey from traditional execution to modern
orchestration follows a proven 90-day
transformation methodology.

The initial phase focuses on establishing truth through
comprehensive mapping of end-to-end flows for
single client-channel combinations, establishing
baselines for promise-kept rates, touches per order,
cost per line and exception taxonomies.

Phase two emphasizes visibility creation through
lightweight command center implementations
for mapped flows, global inventory snapshot
integration, exception surfacing activation and
simple scorecards accessible to all stakeholders.

The third phase targets friction elimination through
manual re-promise elimination, swivel-chair task
automation, rule pack introduction for backorder
and split logic and targeted automation pilots
designed to reduce minutes per line.

The fourth and final phase locks in outcomes by
tying incentives to promise-kept rates and exception
reduction, codifying successful approaches into
reusable templates and establishing repeatable
processes for additional flow optimization.

Addressing industry
challenges through Al
powered orchestration

The modern 3PL industry confronts significant
operational challenges requiring systematic solutions.

Labor shortages plague the sector with 60% annual
turnover rates and persistent workforce gaps affecting
year-round operations. Advanced orchestration
platforms address these challenges by:

* Implementing automation to reduce reliance
on manual labor

* Leveraging Al-powered workforce optimization
for better resource allocation

* Enhancing employee retention through:
— Comprehensive transportation services

— Competitive compensation packages,
including signing bonuses and benefits

Rising operational costs, where labor expenses
represent 40-50% of total operational expenditures,
demand intelligent optimization. Modern platforms
leverage fuel price volatility management, regulatory
compliance automation and technology investments
consuming 15-25% of revenue to generate measurable

returns through efficiency improvements.

Supply chain disruptions stemming from geopoalitical
tensions, natural disasters and regulatory changes
require diversified supplier networks, flexible capacity
management, scalable operations and advanced
analytics for disruption prediction and response.

“Source: https://www.precedenceresearch.com/third-party-logistics-market
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Sustainability and
future-readiness

Environmental stewardship has evolved
from a compliance requirement to a

competitive differentiator.

Leading 3PL providers now implement
comprehensive sustainability programs including
green transportation initiatives achieving 25-30%
electric vehicle adoption, with industry leaders like
UPS committing to cut emissions by 50% by 2035.

Energy-efficient warehousing is also on the rise.
Solar panel installations, combined with LED lighting
and smart HVAC systems, can offset up to 75% of
warehouse energy consumption. On the packaging
side, transitions to biodegradable and recyclable
materials, paired with smarter routing and packaging
efficiency, are cutting waste by as much as 15%".

—

—

—

("

" "Source: https://fareye.com/resources/blogs/3pl-sustainability
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The 2025-2027 technology roadmap emphasizes
Al-driven predictive analytics for demand
forecasting and maintenance, blockchain
implementation for enhanced transparency and
security, and 5G and 6G communication enabling
real-time loT connectivity. Looking to 2028-2030,
the horizon includes autonomous vehicle
deployment for last-mile delivery, advanced
robotics with collaborative human-machine
interfaces and quantum computing applications
for complex optimization problems.

25-30%

Electric Vehicle (EV) adoption

Up to

/9%

energy saving
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The executive imperative -

The modern 3PL landscape demands orchestration
capabilities that transform traditional logistics
operations into intelligent, responsive and profitable
platforms. Organizations cannot hire their way out
of complexity or spreadsheet their way to reliability.

Success requires governing the complete order lifecycle through unified process systems
that protect brand promises at scale, safeguard margins and enable repeatable growth.

The evidence supports a clear conclusion: third-party logistics providers implementing
comprehensive orchestration platforms achieve superior performance across all critical
metrics while positioning themselves for sustained competitive advantage in an
increasingly complex marketplace. The choice facing industry leaders is not whether to
orchestrate, but how quickly they can implement the transformation required to thrive in
the modern supply chain ecosystem.

By 715 a.m., the
morning dashboard
that started amber
now glows green.

The orchestra has performed its
symphony, and the day’s first Take the next step

movement concludes successfully. Discover how Infios turns warehouse

and order management execution into
a competitive intelligent advantage.

CONTACT US

This is the new normal for orchestration-
enabled 3PL operations, turning complexity
into competitive advantage before the world
fully awakens.
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