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The new reality of 
warehouse operations
The warehouse is the heart of 
supply chain execution, where 
orders are fulfilled, inventory 
is managed and teams work 
to meet rising customer 
expectations. But today’s 
warehouses face challenges 
that traditional approaches 
struggle to address. 

Labor shortages, high turnover and low employee 
engagement continue to strain operations. Many 
warehouses are expected to maintain speed, 
accuracy and safety with lean teams. At the same 
time, workforce expectations have shifted. Associates 
want more than just a paycheck—they want 
recognition, support and a sense of purpose.  

According to Gallup, only 21 percent of employees 
globally are engaged in their work. That means nearly 
eight out of ten people are checked out, doing just 
enough to get by. This disengagement doesn’t just 
affect morale—it impacts productivity, absenteeism 
and attrition. Gallup estimates disengaged employees 
cost the global economy $8.8 trillion annually. 

Warehouse leaders often turn to incentives or morale 
boosters, but these efforts fall short because they 
don’t change the day-to-day experience. What 
employees need is something that connects them to 
their goals and gives them a reason to invest their 
energy in the tasks at hand.  

That is where gamification comes into play. By 
embedding game-like elements—challenges, 
leaderboards and rewards—into the tools and 
processes employees already use (like a WMS), 
gamification taps into both intrinsic and extrinsic 
motivation. Intrinsic motivation comes from within, 
driven by personal satisfaction, achievements and the 
desire to improve. This is encouraged through clear 
progress tracking and meaningful challenges. Extrinsic 
motivation, on the other hand, is driven by external 
rewards and recognition, such as leaderboard status 
or tangible incentives. Together, these two motivators 
provide employees with a clear, consistent way to 
measure their progress, success and the recognition 
they receive for their efforts. 

In this eBook, we’ll explain how gamification works, the 
tangible impact it can have on warehouse operations 
and how to get started. Whether you manage a single 
site or a global network, the right approach to 
engagement can make a measurable difference. And 
with the right technology, it’s easier than you think. 

Let’s take a closer look at the opportunity ahead.
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The hidden cost of 
disengagement
Our warehouses depend on 
people to function effectively. 
Yet, when our people are 
not fully engaged, the 
entire operation feels the 
impact. Tasks take longer, 
errors increase and valuable 
employees leave prematurely. 

Disengagement isn’t just a human resources issue; it’s 
a business problem. When workers become 
disengaged, productivity declines, accuracy suffers 
and team morale dissipates. Moreover, it’s more 
prevalent than most leaders realize. According to 
Gallup, nearly half the workers in the U.S. and Canada 
are either actively seeking a new job or open to 
switching roles. 

The cost of disengagement is high. A single 
disengaged employee can cost a company up to 18 
percent of their annual salary through lower output, 
absenteeism and decreased quality. Across an entire 
team, those costs add up quickly. 

Disengagement can also ripple across the broader 
team, affecting high performers, new hires and 
managers, who find themselves addressing problems 
instead of planning for growth. 

Gamification helps solve this problem. By layering 
game-like challenges, progress tracking and 
recognition into your existing Warehouse 
Management System (WMS), you can inspire your 
workforce to stay motivated without a complete 
cultural overhaul. The key is to equip your team with 
the tools that seamlessly integrate with your existing 
culture, fostering engagement and success.

In a business where punctuality is 
paramount, Jonny Fresh, a mobile 
laundry service operating across 
Germany and Austria, achieved a 96% 
punctuality rate and reduced delivery 
delays by 34% through gamification. 
Drivers were motivated not only by 
clear KPIs but also by a system of 
performance-based recognition that 
increased engagement across its 
network of 75 subcontracted drivers.

PROOF POINT
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Why traditional tactics no 
longer work
Most warehouse leaders can recognize when team engagement 
is slipping. Productivity slows, absenteeism rises and it takes 
longer for new training to stick. In response, many managers try 
to boost morale with short-term fixes like gift cards, hosting pizza 
lunches, or running short contests to spark motivation. 

These initiatives are well-intentioned, yet they rarely 
deliver lasting results. Why? Because they fail to solve 
the root cause: employees want clarity, progress and 
recognition built into their daily work—not added on 
top of it. 

One-size-fits-all incentives tend to fall flat because 
they overlook what actually drives motivation. 
Employees are not solely driven by rewards: they want 
to know what’s expected, how they’re performing and 
whether their efforts are making a difference. Without 
this visibility, even the most dedicated employees can 
lose motivation over time. 

Younger workers, in particular, expect more structure 
and feedback than previous generations. Many are 
used to apps and tools that reward consistency, track 
goals and highlight progress. When they enter a 
warehouse where performance isn’t visible, or where 
feedback is inconsistent, they quickly disengage. They 
don’t respond to vague praise or one-off perks—they 
respond to systems that show them how they’re 
doing and encourage them to improve. 

The reality is, short-term tactics won’t solve long-term 
challenges. What’s needed is a consistent, visible  
way to connect effort with outcomes, and to 
recognize progress in real time. That’s exactly what 
gamification provides. 

By integrating challenges, performance tracking and 
recognition directly into the systems your team 
already uses, like your WMS, gamification gives 
employees something traditional tactics can’t: a sense 
of ownership and momentum. It turns everyday work 
into something measurable and meaningful.

CIN, a logistics powerhouse with 
operations in over 15 countries, 
implemented gamification to 
reenergize its workforce and improve 
visibility into performance. In just five 
months, they saw a 5% increase in 
productivity, picking over 1,300 
additional units daily and shipping 
250 more tons of goods monthly. 
CIN’s gamification strategy turned 
core KPIs—like order picking—into 
engaging challenges with real-time 
data tracking. This provided data-
driven insights to monitor productivity 
at both the individual and team level. 
Public displays in picking areas 
showed live challenges and 
performance, motivating employees 
to meet daily targets.

PROOF POINT
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Enter gamification— 
what it is and why it works
Gamification is not about turning work into a game. It is the 
strategic application of game mechanics, such as goal setting, 
progress tracking and recognition, to sustain focus and motivation 
in their daily tasks. 

Within a warehouse setting, gamification could take 
the form of a points-based system that rewards 
accurate picking, a leaderboard to celebrate the team 
with the most accurate order completions, or a 
challenge to monitor timely returns processing. These 
components aren’t mere distractions; they’re 
seamlessly woven into the existing operational 
process. The difference is that now, performance is 
visible and effort gets noticed. 

The concept of gamification resonates with many, 
even if they haven’t labeled it as such. Think of the 
fitness tracker that nudges you to meet your daily 
step goal, the language learning app that celebrates 
your progress, or the loyalty program that gives you 
points for repeat purchases. These tools work 
because they provide clear feedback, reward 
consistency and mark small moments of achievement. 

This same principle holds true in the warehouse. 
When employees can see how they’re doing, 
understand what’s expected and earn recognition for 

improvement, they’re more likely to stay engaged. 
They begin to treat performance as a personal goal 
and not just a job requirement. 

And this isn’t just a theory. A recent study found that 
87 percent of employees said gamification made 
them feel more productive. When people understand 
how to succeed, and when success is acknowledged, 
they put more effort into achieving it. 

Gamification works best when it’s embedded into 
systems that are already part of the existing workflow. 
That’s why adding gamification to your existing WMS 
is so effective. It builds on what your team is already 
doing without adding new, unnecessary complexity. 
Instead of changing your processes, it helps your 
people get more out of them. 

Next, we’ll take a closer look at some of the outcomes 
companies are experiencing when they introduce 
gamification into their warehouses.
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5 business outcomes 
gamification delivers
Gamification is more than a morale boost—it’s a practical tool 
that improves the day-to-day performance of warehouse teams. 
When implemented with purpose, it keeps employees engaged, 
motivated and focused on key outcomes. Here are 5 measurable 
benefits warehouses can expect to see. 

1. Increased engagement 
Employees stay involved when they see clear goals 
and can track their progress. Gamification provides 
that structure through leaderboards, challenges  
and recognition—creating consistent wins that 
sustain investment. 

•	 A 2022 study found that companies using 
gamification saw engagement levels rise by up to 
48 percent. 

•	 This isn’t about entertainment, it’s about  
making performance clear, effort visible and 
improvement achievable. 

2. Higher retention 
Engaged employees not only work harder, but they 
also stay longer. Investing in employee experience 
reduces turnover, saving recruitment time and  
training costs. 

•	 Gallup found that highly engaged teams see up to 
59 percent lower turnover in high-churn industries 
like warehousing and logistics. 

•	 When employees feel recognized and supported, 
they’re more likely to stay through peak seasons 
and beyond. 

3. Greater productivity 
Clear goals and consistent feedback empower teams 
to work more efficiently and with heightened 
concentration. When employees understand their 
performance and have motivation to improve,  
effort increases. 

•	 Surveys show 90 percent of employees say 
gamification makes them more productive. 

•	 The difference lies in the approach, not the tasks. 

4. Fewer errors 
Gamification rewards accuracy as well as speed. 
Challenges can promote precise picking, inventory 
updates or properly processed returns. 

•	 By making accuracy part of the reward system, 
teams develop better habits and make fewer 
mistakes—without micromanagement.5. Improved 
onboarding and training 

5. �Improved onboarding  
and training

New hires need more than information; they need a 
clear path to success. Gamified training turns learning 
into a series of short, goal-based challenges and 
offers managers real-time progress insights. 

•	 Gamified training programs have a 90 percent 
completion rate, compared to 25 percent for 
traditional formats. 

•	 It’s easier to build confidence and competence 
when new team members get real-time feedback 
and recognition as they grow. 

These outcomes are achievable with the right setup—
built directly into the systems you already use.  
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Gamification in action
Gamification works best when 
it’s built into the workflow—
not as a separate tool. That’s 
why a gamification platform is 
designed to work seamlessly 
with your existing Warehouse 
Management System, using 
WMS data to create a more 
engaging, transparent 
experience for warehouse staff 
and managers alike. 

How it works 
Gamification connects directly to your WMS through 
an API. It pulls in task data—pick rates, inventory 
counts, order accuracy, shift performance—to power 
challenges, leaderboards and rewards. Employees 
don’t need to enter extra data or log into a separate 
system. Everything runs quietly in the background, 
drawing from what’s already happening on the floor. 

Real-time visibility for 
employees 
Employees can monitor their performance in real time 
through the mobile app. They can track progress 
toward individual goals, view their ranking on team 
leaderboards and redeem points for rewards.  
This visibility creates a sense of ownership, as 
employees know where they stand and what is 
required to progress. 

Real-time insights for 
managers 
With a performance dashboard, supervisors and site 
managers can quickly see key metrics at a glance. 
This makes it easy to identify top performers, spot 
where support is  needed and adjust challenges 
based on shift goals or seasonal priorities. No need to 
dig through reports to find the information you need 
to act on. 

Public recognition, shared 
motivation 
Optional display boards on the warehouse floor show 
real-time updates on active challenges, top rankings 
and progress toward site-wide goals. These displays 
create visibility and encourage healthy competition, 
helping to bring energy to the floor without disrupting 
the flow of work. 

No extra steps, no new 
systems to learn 
Since gamification integrates directly with your WMS, 
it doesn’t add complexity. It simply makes existing 
processes more engaging and results more visible. 
Your team doesn’t have to change how they work—
just how they experience that work
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Use case playbook
Gamification can be applied across your entire warehouse 
operation, using the data already tracked in your Warehouse 
Management System. The key is to align game mechanics  
with the outcomes that matter most: accuracy, speed, 
consistency and safety. 

Below are practical examples of how gamification can 
support everyday warehouse activities. These 
challenges are simple to set up, easy to track and 
designed to improve performance without adding 
complexity.

Pick & pack master
Encourage accurate and efficient picking and packing 
to improve order fulfillment rates. 

Returns race
Speed up the returns process while maintaining 
accuracy and quality control. 

Inventory accuracy challenge
Enhance inventory count reliability and reduce errors 
in stock levels. 

Training hero
Accelerate onboarding and ensure compliance with 
safety and process training. 

These use cases capitalize on the performance data 
you’re already collecting and give it more meaning, 
turning every action into an opportunity to improve. 
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1. Define outcomes 
Identify what you want to improve, Such as order 
accuracy, faster picking, fewer inventory errors or 
quicker returns processing. Choose one or two 
outcomes that align with your current business goals 
and daily operational needs. 

Think about what behaviors will help you get there. 
Are you trying to encourage speed, precision, 
teamwork or consistency? Defining these early makes 
it easier to build challenges that support real 
improvements on the floor. 

2. Design meaningful 
challenges 
Craft straightforward challenges that resonate with 
your business objectives and desired outcomes. 
These don’t need to be complicated. A challenge 
might reward the top five pickers by accuracy rate or 
recognize anyone who completes a full week without 
an inventory error. 

Maintain transparent rules to ensure employees 
understand how to earn points, how they’re ranked 
and how often scores are updated. Good game 
design isn’t about complexity—it’s about clarity  
and fairness. 

3. Launch with clear rules 
Get the ball rolling with a short kickoff, whether 
through team huddles, signage or your mobile app, to 
clearly convey the rules and answer questions. The 
more transparent the challenge, the more likely 
employees are to participate. 

Make sure the game is easy to follow. Avoid anything 
that feels overly complicated or time-consuming. The 
goal is to enhance the work—not disrupt it. 

4. Monitor and iterate 
Utilize real-time data from your WMS and gamification 
platform to track the challenge’s performance. Are 
employees engaged? Are you seeing improvements in 
the target metrics? What feedback are team leads 
hearing on the floor? 

Make adjustments as needed, renewing the challenge 
on a weekly or monthly basis to maintain 
engagement. Celebrate small wins along the way. 
Recognition doesn’t have to be big or expensive; it just 
needs to feel genuine and timely. 

Gamification works best when it stays aligned with 
your operations core objectives and evolves over time. 
You don’t need to launch everything at once. Start 
small, make it visible and build from there. 

From concept to floor: 4 steps 
to gamify your warehouse
Gamification doesn’t require a major overhaul. When layered onto 
your existing WMS, it becomes a lightweight way to strengthen 
the connection between effort and performance. If you’re 
wondering where to begin, this 4-step blueprint offers a clear path 
forward to take gamification from concept to the warehouse floor.
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Customer success snapshot
The best way to understand the impact of gamification is to see 
it in action. When gamification is applied thoughtfully—using real 
performance data and clear goals—it delivers measurable results 
that go beyond surface-level engagement.

Here’s an example of how one warehouse team 
transformed productivity, training and retention by 
integrating gamification into their existing Warehouse 
Management System. 

Company Profile
•	 Industry: Retail, Home Goods 

•	 Sites: 4 distribution centers, with the largest  
at 1.3M sq. ft.  

•	 Technology: WMS

Challenge
With the need to address a high turnover rate and the 
challenging conditions of warehouse work, particularly 
during night shifts, the company sought an engaging 
and effective strategy to maintain associate 
motivation. Their goal was to create a workplace 
where associates felt recognized, motivated and 
inspired to excel. 

At the same time, they needed a solution that could 
reliably track associate performance and monitor key 
operational metrics, helping leadership drive 
continuous improvement and make data-driven 
decisions across the warehouse floor.  

To improve accuracy, speed and morale at both the 
individual and team levels, the team implemented  
a targeted gamification strategy:  

•	 Picking and staging: challenges were created 
around two primary KPIs recognizing top 
performers both individually and as teams.  

•	 Productivity recognition: associates who exceed 
performance standards, either individually or as  
a group, are rewarded.

All the challenges were powered by WMS data and 
displayed on a mobile app and public screens  
in break areas.

Results
•	 7% improvement in picking performance 

•	 15% increase in weekly load scanning   

•	 Increased associate retention with adoption  
of gamification

•	 11% total increase in overall warehouse  
associate productivity 

“It’s [gamification] actually having 
the associate go back to their 
leader and engaging with the 
leader on issues in their process 
and how we can make them more 
efficient in their job.”

Director of Operations

CUSTOMER FEEDBACK 
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The challenges facing today’s warehouses aren’t 
going away. Labor shortages, rising expectations 
and workforce disengagement are now part of the 
operating environment. But the way we respond to 
these challenges can make a measurable difference.

Start small. Launch a single challenge. Track a single metric. See how your team 
responds—and build from there. Unlock the power of gamification and give your 
associates the ability to earn the recognition they deserve. 

While automation will play an increasing role, the 
Gamification isn’t a gimmick—it’s a practical way to 
bring visibility, structure and motivation into the daily 
routines that already power your warehouse. It doesn’t 
require you to change your workflows or start from 
scratch. Instead, it helps your team get more out of the 
systems you already have in place—especially your 
warehouse management platform. 

When employees can track their performance, see 
their progress and receive recognition for doing quality 
work, they respond. They move with more purpose, 
stay focused longer and stick around. 

You don’t need to build a new culture—you just need 
the right tools to strengthen the one you already have. 

This eBook has shown how gamification works, where 
it fits in your operation and what kind of results it 
delivers. Whether you’re looking to improve picking 
accuracy, reduce turnover or accelerate onboarding, 
gamification offers a simple, measurable way to move 
the needle.

Game on: let’s elevate 
your workforce

READY TO BRING THE POWER OF GAMIFICATION TO YOUR 
WAREHOUSE? LET’S TALK. 

CONTACT US
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