
Case Study:

Immersive 
Training in 
Warehousing & 
Distribution

Raising Forklift Safety Standards with 
Virtual Reality

2025



About the Client

This client is a leading Australasian hardware retailer with extensive warehouse and 
distribution operations. They are committed to maintaining safe, efficient, and 
consistent practices across their logistics network, ensuring staff and customers are 
protected while operations run smoothly.

The Challenge

Forklift operations represent some of the highest-risk activities in warehouse and 
retail distribution environments. Despite ongoing training initiatives, incidents 
continued due to a combination of operational and human factors:

● Skill gaps among new operators – traditional onboarding often failed to fully 
prepare staff for real-world hazards.

● Inconsistent training quality – outcomes varied depending on instructor, 
location, and resources.

● Human error under pressure – high-volume warehouse environments 
demand split-second decisions that can lead to accidents.

● Limited ability to practice safely – operators had few opportunities to 
experience realistic high-risk scenarios without exposing themselves or others 
to danger.

The result: forklift-related incidents persisted, creating safety risks, operational 
delays, and increased training costs. The client needed a solution that could 
replicate real-world conditions, standardize training, and improve operator 
competency.
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The Solution

Partnering with SkillsVR, the client introduced an immersive VR forklift training 
programme designed to replicate real-world warehouse operations in a safe, 
controlled environment:

● Hyper-realistic scenarios – users navigate simulated warehouses, timber 
yards, and distribution centers, practicing hazard recognition, load handling, 
and vehicle control.

● Dynamic, interactive learning – training adapts to learners’ actions, allowing 
safe “failure” and iterative skill-building.

● Assessment and analytics – operators’ decisions and performance are 
tracked, providing consistent metrics for skill mastery and readiness.

● Flexible, scalable delivery – VR training can be deployed across multiple 
sites, ensuring standardized onboarding and refresher training.

Following a successful pilot, the programme has been rolled out across operations, 
replacing portions of traditional forklift training and enhancing overall safety 
culture.
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Case in Action

The VR training has delivered tangible improvements across multiple dimensions:

Quantitative Outcomes:

● High engagement – operators rated the training highly for realism and 
usability.

● Faster onboarding – average training time reduced from several hours to 
under an hour per operator, freeing up resources for on-the-job learning.

● Consistent competency – all participants reached the same safety and 
operational benchmarks, ensuring standardised performance across sites.

● Improved confidence – operators reported greater comfort navigating 
complex environments and handling high-risk situations.

● Observable skill gains – performance analytics showed notable 
improvement in visual focus, hazard detection, and core safety routines, 
confirming measurable behavioural change post-training.

Qualitative Impact / Human Stories:

● Operators valued the ability to “fail safely”, learning from mistakes in a 
consequence-free environment.

● Trainers observed more interactive learning sessions, with operators asking 
questions and demonstrating deeper hazard understanding.

● Leadership reported a visible lift in safety culture, as staff began identifying 
and communicating risks proactively on the warehouse floor.

● The programme also fostered a sense of ownership and pride among 
operators, who viewed the training as modern, empowering, and relevant to 
real work challenges.
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Case In Action

To strengthen operator safety and performance, the client partnered with SkillsVR to 
launch an immersive forklift training programme replicating real-world warehouse 
conditions. Through high-fidelity simulations and adaptive, data-driven design, the 
programme enables operators to build essential safety behaviours - such as 
situational awareness, hazard detection, and shutdown discipline - within a fully 
risk-free environment. The results show measurable improvements in focus, 
confidence, and consistency across multiple sites, helping create a proactive safety 
culture grounded in evidence-based learning.

1. Safe, hands-on learning – operators practice high-risk scenarios without 
real-world consequences, improving confidence and hazard recognition 
through repetition and feedback.

2. Realistic simulation – high-fidelity environments mirror actual warehouse 
pressures, enhancing decision-making and attention under operational stress.

3. Behavioural improvement – analytics reveal stronger visual focus and safer 
operating routines, reducing missed hazards and reinforcing good practices.

4. Targeted reinforcement – focused micro-modules now strengthen mirror 
checks and shutdown responses, sustaining consistent safety performance.

5. Data-driven insights – continuous performance tracking identifies strengths 
and gaps, allowing trainers to personalise coaching and maintain measurable 
progress.

6. Scalable and consistent – standardised VR delivery ensures every operator 
receives the same quality of training, regardless of site or trainer.

7. Enhanced engagement – immersive, interactive learning fosters deeper 
focus, curiosity, and retention, driving long-term behavioural change.

Looking forward

Building on the programme’s success, the next phase focuses on refinement, 
expansion, and continuous improvement. The data-driven foundation established 
through the pilot provides a clear pathway for scaling the VR forklift training 
across additional sites and integrating new modules to address evolving 
operational needs. Insights from performance analytics will guide ongoing scenario 
design and targeted coaching, ensuring that learning remains relevant, measurable, 
and aligned with real-world safety priorities.
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contact@skillsvr.com

Transform 
warehouse 
safety with 
SkillsVR

Contact us today to explore your training options, and 
start building safer, smarter, and more confident 
warehouse teams.


