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Why warehousing needs for
sugar are different, and how
best it can be catered to @

Those who make the shift to preservation specialists will protect the
commodity’s value and position themselves as indispensable
partners in a supply chain increasingly demanding accountability at
every node

By Salman Ullah Khan 2 E?
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India is one of the world’s largest producers and consumers of sugar,
yet a significant portion of its post-harvest value is quietly eroded
inside the warehouse. As a processed, crystalline product with a
narrow tolerance for environmental variation, sugar is among the
most vulnerable commaodities to post-harvest mismanagement,
demanding not just space, but the right kind of space, managed with
scientific precision.

The industry’s default approach: treating all bagged commaodities as
broadly interchangeable, is fundamentally inadequate for sugar,
which requires a distinct paradigm of environmental control,
structured handling, digital monitoring, and regulatory awareness.

The four critical vulnerabilities of sugar

Understanding sugar’s specific weaknesses is the prerequisite to
managing it well, four primary risk vectors every warehouse
manager must internalise:

» Hygroscopic sensitivity: Sugar crystals have a strong natural
affinity for atmospheric moisture, and even relative humidity above
60 per cent is common across India during monsoon months, is
sufficient to initiate quality degradation, a year-round risk. Raw
brown sugar, which contains residual molasses, retains even higher
moisture and is prone to severe clumping or fermentation under
high humidity, so temperature must also be monitored to prevent
dew point condensation.

* Inversion risk: When sugar is simultaneously exposed to elevated
moisture and temperature, sucrose inversion occurs and the sucrose
molecule breaks down irreversibly into glucose and fructose,
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permanently reducing the commodity’s quality grade and
commercial value, a loss no post-facto intervention can reverse.

* Physical deformation (caking and clumping): Moisture migration
within a stacked lot causes granular sugar to partially dissolve and
re-crystallise into rigid blocks, what enters as a free-flowing product
exits as a hardened mass, incurring quality downgrade and added
handling costs.

* Pest susceptibility: Sugar’s high caloric density attracts rodents,
ants, and storage insects, and unlike grain, its crystalline matrix can
be physically compromised and contaminated rapidly. A robust
Integrated Pest Management (IPM) programme is not optional; it is
structural.

Operational excellence: The 'Stack & Track’
methodology

Sugar bags must never be placed directly on the floor, as ground-
level storage exposes them to moisture wicking and condensation
from cooler floors; stacks must rest on raised pallets with a
minimum 6-8 inch clearance for airflow. A “cross-stack” or brick-
lay pattern distributes weight evenly, while strict height limits
prevent “pressure caking” at the base of the stack, and clearance
from walls and between stacks allows air circulation and inspection
access. Because quality degrades cumulatively with each humidity
cycle sugar endures in storage, a rigorous First-In, First-Out (FIFO)
system supported by clear lot-wise labelling, accurate records, and
accessible layouts ensures older batches are dispatched before new
stock sits idle through monsoon season.

The “no-hook” policy

A zero-tolerance policy on handling hooks by manual labour or
machinery must be maintained, since any puncture compromises bag
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integrity, creating entry points where moisture can seep in and
trigger isolated spoilage.

Critical storage precaution: Avoid odour and
fumigation contamination

Being odour-absorbent, sugar must never be stored near chemicals,
fertilizers, spices, or fumigable commodities, since exposure to
gases like phosphine can contaminate this directly consumable food
item.,

Leveraging the digital watchman: Real-time
monitoring

Modern preservation demands a shift from manual logbooks toward
automated surveillance systems that provide continuous visibility
into a warehouse’s internal microclimate. By analyzing historical
humidity and temperature data, managers can map out structural
“danger zones” and adjust ventilation or avoid storing sensitive
batches there.

Conclusion: From space management to food
science

The financial cost of inadequate sugar storage is often invisible on
the balance sheet: unlike physical shrinkage, quality degradation
manifests as a lower grade at sale, a marginal discount that
accumulates across thousands of tonnes into material loss.
Eliminating these “invisible losses” requires a fundamental
reorientation of what warehouse management means for sugar, not
the business of leasing square footage, but of food preservation,
demanding environmental control, structured handling, digital
surveillance, and regulatory diligence in equal measure. Warehouse
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managers who make this shift, from space managers to preservation
specialists, will protect the commodity’s value and position
themselves as indispensable partners in a supply chain increasingly
demanding accountability at every node.

The author is CBO cum Director, Sohan Lal Commodity
Management Limited
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