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PART 1

High-Volume Worksheets

Universal worksheets — what most operators reach for daily or weekly. Run these on

a reqular cadence regardless of business size or stage.
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PART 1 - WORKSHEET 1

Weekly Stock-Position Scan — Category A

Seven minutes. Run every Monday before procurement opens the inbox.

Seven minutes. Run every Monday before procurement opens the inbox.

SKU NAME CURRENT BALANCE (UNITS) ROP DAYS OF STOCK LEFT* ORDER NOW? (Y/N)

1. Column 4 = current balance + average daily sales. Any row where Days of Stock Left < vendor lead
time is a same-day order trigger. Do not wait for the ROP alert — fill this sheet first.

2. If three or more Category A SKUs show 'Order Now: Y' in the same week, check whether the ROP
figures were last updated within the past 90 days. Clustering suggests demand has grown faster

than the parameters were refreshed.
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PART 1 - WORKSHEET 2

Monthly Slow-Mover Review

Run on the first working day of each month. Source: stock record sorted by date of last sales transaction.
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Run on the first working day of each month. Source: stock record sorted by date of last sales transaction.

SKU NAME / DATE OF LAST DAYS CURRENT STOCK RELEASE ACTION
CODE TRANSACTION IDLE VALUE (RP) DUE

1. Sort the stock record by date of last transaction, oldest first. Every SKU with 60+ days idle enters this
sheet. Fill Release Action Due' from the written policy: 60 days = 15% discount offer, 90 days = 30%

discount + special-offer list, 180 days = escalate to owner.

2. Total the Rp values in column 4 for all rows with 90+ days idle. Multiply by your carrying cost rate +
12. That monthly holding cost, on stock generating no sales, is the number you are deciding against

every time you delay the release decision.
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PART 1 - WORKSHEET 3

Reorder-Trigger Check — Top 10 Category A SKUs

Use alongside the weekly scan. One row per SKU. Fill from live system or stock card.

Use alongside the weekly scan. One row per SKU. Fill from live system or stock card.

SKU NAME CURRENT BALANCE (UNITS) ROP (UNITS) SAFETY STOCK (UNITS) ACTION

1. Action column options: HOLD (balance > ROP), ORDER NOW (balance < ROP), URGENT (balance <
safety stock). Any URGENT row means the order is already overdue — confirm with the vendor
today, not end of week.

2. After filling: compare this week's results against last week's. If the same SKU triggered ORDER
NOW two weeks running, the ROP may be understated. Pull the last 30 days of daily sales and
recalculate before the next cycle.
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PART 2

Niche-Search Worksheets

Rare-situation worksheets — high value when the situation hits. Run these only

when the trigger appears, but keep them findable.
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PART 2 - WORKSHEET 1

Obsolete-Stock Write-Off Planning Worksheet

Use when stock has exceeded 365 days without a sales transaction and no buyer has been identified at any realistic
price.

Use when stock has exceeded 365 days without a sales transaction and no buyer has been identified at any realistic
price.

sy  ORIGINAL UNITS ;8;’2 ESTIMATED  PROVISION g::: WRITE-
“ayp PURCHASE  ON vaLup  SALVAGE ALREADY S MOUNT
PRICE (RP) HAND oo VALUE (RP) RECORDED (RP) oo

1. Column 7 = column 4 minus column 5 minus column 6. If provision from the quarterly aging
schedule already covers the full book value (column 6 > column 4), the write-off produces zero
additional P&L impact — only a balance sheet reduction of the contra-asset. Confirm this calculation
with your accountant before posting the journal entry.

2. For each row: document why no buyer was found (secondary market prices checked on [date], offers
declined on [date], vendor return refused on [date]). This documentation is the NRV evidence PSAK
202 requires. Without it, the write-off is a number without a defensible basis.
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PART 2 - WORKSHEET 2

EOQ Recalibration After Vendor MOQ Change

Run when a vendor announces a new minimum order quantity that differs from your current EOQ result by more than
20%.

Run when a vendor announces a new minimum order quantity that differs from your current EOQ result by more than
20%.

sk ANNUAL oG costren O vinbor Moo uRP
NAME EJENNII"?SDD COST S (RP) UNIT/YRH EI.CI)I\IQITS) MOQ TOTAL DECISION
(RP) (UNITS) COST/YR)

1. New EOQ at MOQ: calculate total annual inventory cost at the forced MOQ quantity — ordering
cost = (D + MOQ) x S, holding cost = (MOQ + 2) x H, sum both. Compare against total cost at old
EOQ. The difference is the annual cost penalty of accepting the new MOQ.

2. Decision column options: ACCEPT MOQ (penalty < negotiation overhead), NEGOTIATE (penalty is
material — use the rupiah cost penalty figure as the negotiation anchor), FIND ALTERNATE
VENDOR (penalty exceeds switching cost). A calculated penalty figure changes a procurement
conversation from a price discussion into a cost analysis.
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PART 2 - WORKSHEET 3

End-of-Fiscal-Year Inventory Valuation Review

Run in the final month of the fiscal year, before the audit cycle begins. One row per warehouse or stock location.

SAME
METHOD
Location; VALUATION
WAREHOUSE USE PRIOR
YEAR?
(Y/N)

SAME-SKU
UNIT VALUE
CHECK
(MATCH AT
ALL
LOCATIONS?)

Run in the final month of the fiscal year, before the audit cycle begins. One row per warehouse or stock location.

LIFO

USED? AGING

(Y/N IS{EPI\IIE?;ILSE PROVISION ACTION
— TOTAL (RP) REQUIRED
MUST QUARTER? o (RP) QU
BE (Y/N)

NO)

accountant before the auditor finds it.

1. For the same-SKU unit value check: select one SKU held at two or more locations. Pull the per-unit
value from each location's system. If they differ by more than a rounding amount, the locations are

using different valuation methods or different purchase-lot reference prices — flag for your

2. Action Required column: CLEAN (all Y/N checks pass, provision recorded), FIX METHOD
(inconsistent method found — align before audit), ADD PROVISION (aging schedule not run — run
it now and record result), REMOVE LIFO (LIFO found — contact accountant for retrospective
restatement plan). No 'Action Required' column should be blank.
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PART 3

Specific-Case Worksheets

Pre-framed scenarios — each worksheet walks you through a single, concrete

situation. Read the scenario, then fill in your version of it.
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PART 3 - WORKSHEET 1

SKU with 90 Days Zero Movement — Release Decision
Worksheet

Scenario: a single SKU in your warehouse has reached exactly 90 days without a single sales transaction.
The release policy threshold has been triggered. You need to decide which release mechanism applies,
calculate the cost of holding versus releasing, and assign a responsible person with a deadline — before the

next monthly review meeting.

Scenario: a single SKU in your warehouse has reached exactly 90 days without a single sales transaction. The release
policy threshold has been triggered. You need to decide which release mechanism applies, calculate the cost of holding
versus releasing, and assign a responsible person with a deadline — before the next monthly review meeting.

FIELD YOUR NUMBERS

1. Fill the rows in order: SKU name and code; units on hand; purchase price per unit (Rp); total book
value (Rp = units x price); daily carrying cost (Rp = book value x carrying cost rate + 365); carrying
cost already accumulated at 90 days (Rp = daily x 90); estimated realization at 15% discount (Rp);
estimated realization at 30% discount (Rp); carrying cost over the next 90 days if held further (Rp);
market demand signal (note any quotes, inquiries, or secondary-market prices found); release
mechanism selected (graduated discount / bundle / vendor return); responsible person and deadline.

2. Decision logic: if realization at 30% discount > (total book value minus accumulated carrying cost
minus next-90-days carrying cost), releasing now is financially superior to holding. Write that
comparison as a single sentence at the bottom of this sheet and file it with the release decision

record.
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PART 3 - WORKSHEET 2

Vendor Lead-Time Extension — Safety Stock
Recalculation

Scenario: your primary vendor for a Category A SKU has just announced an 18-month period of extended
lead times, moving from your current 5-day lead time to a 21-day lead time. The existing ROP was
calculated on the 5-day figure. You need to recalculate both the ROP and the safety stock before the next
order cycle, and assess whether holding the new safety stock is affordable at your current carrying cost rate.

Scenario: your primary vendor for a Category A SKU has just announced an 18-month period of extended lead times,
moving from your current 5-day lead time to a 21-day lead time. The existing ROP was calculated on the 5-day figure.
You need to recalculate both the ROP and the safety stock before the next order cycle, and assess whether holding the
new safety stock is affordable at your current carrying cost rate.

PARAMETER OLD VALUE (5-DAY LEAD TIME) NEW VALUE (21-DAY LEAD TIME)

1. Rows to fill: average daily sales (units); maximum daily sales (units); lead time (days); basic ROP =
avg daily x lead time; safety stock = (max — avg) x lead time; final ROP = basic ROP + safety stock;
safety stock value in Rp (safety stock units x purchase price); annual carrying cost of new safety
stock (Rp = safety stock value x carrying cost rate); monthly carrying cost of new safety stock (Rp +
12); comparison — can this monthly cost be absorbed by the business without reducing other

ordering activity?

2. If the new safety stock carrying cost exceeds what the business can absorb: identify which secondary
vendor can supply this SKU at a shorter lead time. A backup vendor that costs 5% more per unit but
delivers in 7 days may cost less annually than holding 16 additional days of safety stock at your

carrying cost rate. Calculate both before deciding.
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Demand Tripling on One SKU — Inventory Response
Plan

Scenario: a single SKU — previously a stable mid-volume seller — has tripled in demand over the past four
weeks. The cause is a competitor stockout that redirected their customers to you. Your current ROP and
EOQ were calculated on old demand figures and no longer reflect reality. You need to recalibrate both, place
an emergency order if stock is already below the new ROP, and assess whether the demand increase is

temporary or permanent before committing to a larger vendor contract.
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Scenario: a single SKU — previously a stable mid-volume seller — has tripled in demand over the past four weeks. The
cause is a competitor stockout that redirected their customers to you. Your current ROP and EOQ were calculated on
old demand figures and no longer reflect reality. You need to recalibrate both, place an emergency order if stock is
already below the new ROP, and assess whether the demand increase is temporary or permanent before committing to a
larger vendor contract.

PARAMETER OLD (PRE-SURGE) VALUE NEW (CURRENT 4-WEEK AVERAGE) VALUE CHANGE

1. Rows to fill: average daily sales (units); maximum daily sales (units); current stock balance (units);
vendor lead time (days); basic ROP at new demand; safety stock at new demand; final ROP at new
demand; current balance vs new ROP (positive = hold, negative = order now); EOQ at new annual
demand D (use new avg daily x 365); order quantity for emergency fill (= new ROP minus current
balance, if negative); estimated weeks before demand normalizes (your best current estimate);

decision on vendor contract — spot order only, or commit to new volume?

2. In the 'Change' column: a change above +100% in average daily sales means parameters calculated
even two months ago are already significantly wrong. Every Category A SKU that has shown a
demand surge in the past 90 days should run through this worksheet — not just the one that
triggered it. Demand shifts rarely happen to only one SKU.
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