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From the Golden Zone

Avoiding productivity drains from the law of unintended consequences
By Fred Kimball
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inventory of things that aren’t selling. An analysis
found that 53 percent of the inventory on hand was
for items for which there was more than a year’s
supply on hand.
In this real-life saga, the warehouse manager
predicted problems from the tremendous increase in
production on an already full warehouse. He complained about excessive inventory levels for mostly
obsolete product. What he did not do well was document the impact in a rational manner. He had not
been tracking operational metrics. He had no real
data. His emotionalism fell on deaf ears.
No one could have predicted a 50 percent
decline in productivity. However, the manager
would have had a better chance of mitigating the
problems had he been tracking the operational metrics all along. In this case, he could feel the decline
in productivity, but he did not quantify the impact.
When the stuff hits the fan, tactical actions are
usually the only options. The following tactical
actions will bring some relief:
• Consolidate multiple partial pallets of the
same SKU into fewer pallets.
• Create mixed SKU pallets of dead stock and
store them out of the way.
• Rent trailers for yard storage of dead stock.
• Discard stock that has already been written
off.
• Acquire offsite storage for slow-moving and
dead inventory.

• Look for places to add racking, such as
crossover tunnels, over dock doors for corrugated and supplies, and in floor stack
areas.
• Reduce the quantity of corrugated supplies
in inventory by having more frequent
deliveries from the supplier.
• Reduce the number of SKUs of corrugated.
This warehouse has endured a series of
events with unintended consequences. The damage is real, the costs — financial, customer service, and people — are high, and the road back
will be long.
The message is to be proactive. Do you measure, track, and report productivity every week?
Do you report what percent of your storage
capacity is utilized and how many pallet positions are available? Do you quantify the space
consumed by slow-moving or dead product?
Do you educate your management that 100
percent rack occupancy is a bad thing? Do you
quantify the productivity gain you’d get with
functionality in your WMS that was never
implemented? Are you leading your operation,
or are you just going along for the ride?
As principal of Distribution Design, Fred Kimball has evaluated more than 425 logistics operations and has designed
operational improvements for facilities as small as 5,000
square feet and as large as 2.4 million square feet. He can be
reached at 800-679-3233 or at www.distdesign.com. DCM
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