COMPANION WORKSHEET PACK

Warehouse Management Essentials
Control What Enters, What Is Stored, and What Leaves Your Warehouse

9 Worksheets - 3 Categories - A4 Print-Ready
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PART 1

High-Volume Worksheets

Universal worksheets — what most operators reach for daily or weekly. Run these on a regular cadence regardless of

business size or stage.
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PART 1 - WORKSHEET 1

Daily Receiving-vs-PO Reconciliation Log

Complete at the end of each receiving shift. One row per inbound delivery. Do not batch or defer to the following morning.

Complete at the end of each receiving shift. One row per inbound delivery. Do not batch or defer to the following morning.

DATE VENDOR PO SKU PO RECEIVED VARIANCE (+ CONDITION ON LOCATION CODE RECEIVER
NO. CODE QTY QTY /=) ARRIVAL ASSIGNED SIGNATURE

1. Any row where PO Qty # Received Qty: has the discrepancy been reported to procurement the same day? Mark the action taken in
the Variance column — do not leave it blank.

2. Any row where Condition on Arrival notes damage: was the damage recorded on the delivery note before signing? A signature on

an unqualified delivery note removes your vendor claim. Confirm the row outcome before closing this sheet.

3. After one week of completed logs: which vendor produces the highest rate of quantity variances? That pattern is a vendor
conversation, not a recording problem.
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PART 1 - WORKSHEET 2

Weekly Cycle-Count Log

Count one SKU group per week on a fixed schedule. Counter must be different from the daily transaction recorder for the same group.

Count one SKU group per week on a fixed schedule. Counter must be different from the daily transaction recorder for the same group.

COUNTER SKU LOCATION BALANCE PHYSICAL DISCREPANCY PROBABLE ACTION COUNTER
DATE PER CAUSE (IF
AME DE DE T - TAKE IGNATURE
N. co co RECORD COUN +/-) ANY) N SIGNATU

1. For any row with a discrepancy: do not correct the balance immediately. Trace inbound and outbound transactions for this SKU
since the last count first. If an unrecorded transaction explains the gap, record the missed transaction — the balance corrects
automatically. If no missed transaction is found, record an adjustment with a reason code and an authorising signature.

2. After four consecutive weekly logs: calculate this month's IRA sample. Count rows where Physical Count = Balance per Record,
divide by total rows counted, multiply by 100. If IRA is below 95 percent, which SKU groups or zones account for most of the
discrepancies? That is where the recording procedure needs tightening.
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PART 1 - WORKSHEET 3

Weekly Slotting-Utilisation Check

A fast visual scan — not a full count — to confirm that the slotting logic is holding. Run during mid-day when goods movement is quietest.

A fast visual scan — not a full count — to confirm that the slotting logic is holding. Run during mid-day when goods movement is quietest.

SKU CURRENT CATEGORY CORRECT ZONE AT ERGONOMIC BLOCKING ACCESS TO ACTION
ZONE HIGHER-PRIORITY
CODE  (FAST/SLOW/NON-MOVING) PER CATEGORY? LEVEL? (0.5-1.5 M) ZONE? REQUIRED

1. Any Fast SKU not in the front zone or not at an ergonomic level: mark for immediate repositioning. This is the highest-value

correction available in under two hours.

2. Any Non-moving SKU blocking access to a Fast or Slow zone: move it this week, not next quarter. The annual cost of a picker
detouring around a non-moving item every day is measurable — estimate it as (extra steps x picks per day x 26 working days x
picker cost per minute).

3. After three consecutive weekly checks: are the same zones flagging the same issues? A recurring flag on the same zone means the
slotting decision for that zone needs to be revisited, not just corrected week by week.
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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

Layout Redesign Worksheet — New SKU Mix

Use when a significant product portfolio change (new supplier, discontinued line, new product category) means the existing layout no longer reflects
actual movement patterns. Run this before moving anything.

Use when a significant product portfolio change (new supplier, discontinued line, new product category) means the existing layout no longer reflects actual
movement patterns. Run this before moving anything.

STOCK

skU  curgreny COUTBOUND VALUE FSN ABC RECOMMENDED ESTIMATED
CODE ZONE FREQ/MONTH (AVG oo’ CATEGORY CATEGORY ZONE (FSNxABC REPOSITIONING
LAST 3 MO) otV MATRIX) EFFORT (HRS)

1. Sort the completed table by Recommended Zone, then by Outbound Freq within each zone. The top rows are your repositioning
sequence — start there and work downward. Do not try to move everything at once; a zone-by-zone approach over two days
avoids creating temporary access problems.

2. Sum the Estimated Repositioning Effort column. If total exceeds 16 hours (two full working days), split the relayout into two
phases: Phase 1 repositions all Fast SKUs; Phase 2 repositions Slow and Non-moving SKUs one week later. Fast SKUs are the
immediate throughput win.

3. After the relayout is complete: document the new slotting baseline — SKU code, assigned zone, date of repositioning decision, and
the name who approved. Without a baseline, the next quarterly revision has nothing to compare against.
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PART 2 - WORKSHEET 2

Seasonal Slotting Rebuild Worksheet

Use at the start of a known peak season (or three weeks before it) to temporarily reclassify and relocate SKUs whose movement will spike. Revert and
document after the season ends.

Use at the start of a known peak season (or three weeks before it) to temporarily reclassify and relocate SKUs whose movement will spike. Revert and
document after the season ends.

SKU NORMAL PEAK-SEASON NORMAL TEMPORARY RELOCATION REVERT REVERT
CODE CATEGORY CATEGORY ZONE PEAK ZONE DATE DATE CONFIRMED? (Y/N)

1. Limit temporary reclassifications to SKUs whose outbound frequency is expected to increase by more than 50 percent during the
peak period. Below that threshold, the repositioning effort outweighs the time savings per pick.

2. Set the Revert Date column before the peak starts, not after. A temporary relocation without a scheduled revert date becomes a
permanent one by default — and next quarter's regular slotting check will find the data inconsistent with the master list.

3. After the season: compare actual peak outbound data against the forecast that drove the reclassification. Where was the forecast
accurate? Where was it not? That comparison improves the next seasonal reclassification — which will run on better data.
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PART 2 - WORKSHEET 3

FIFO Breach Investigation Worksheet

Use when a cycle count, a picker report, or a customer complaint reveals that a newer lot was picked instead of the older lot. This is not primarily a people
problem — it is a layout or labelling problem.

Use when a cycle count, a picker report, or a customer complaint reveals that a newer lot was picked instead of the older lot. This is not primarily a people
problem — it is a layout or labelling problem.

CORRECT

Lor LOT AGE PHYSICAL WAS RECEIPT (0 s A
SKU LOCATION E;iI;ED (EARLIEST  DIFFERENCE  LAYOUT AT aggfés‘:;}m DIRECTIONAL gi%‘;:'g:
CODE CODE on RECEIPT BETWEEN TIMEOF PICK MARKER B
?
LABEL) ZDSE;)IN LOTS (DAYS) ~ (DESCRIBE) /o PRESENT? (Y/N)

1. For each breach: identify whether the root cause is (a) no receipt date label visible from picking distance, (b) no directional marker
enforcing the picking sequence, or (c) a solid floor stack with no aisle down the middle allowing access to the older lot. Each cause
has a specific fix — do not apply a general 'remind staff to follow FIFO' response to a physical layout problem.

2. Calculate the financial exposure from this breach: quantity of incorrectly picked units x days of age difference x estimated loss rate
per day (use 0.05 percent of unit cost per day as a conservative proxy for perishable goods, lower for non-perishables). If the
exposure exceeds the cost of fixing the physical layout, the fix is not optional.

3. After implementing the physical fix: re-check the same location in the next weekly cycle count. Confirm the lot at the picking face is
the earliest-receipt-date lot. Document the confirmation date and counter name as evidence the breach has been resolved.
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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
Emergency Re-Slotting Worksheet — Rapid SKU Count Increase
Scenario: the business takes on a new supplier or product category and SKU count increases by 50 percent or more within 30 days. The

existing zone allocation is now undersized for fast-moving SKUs and the layout built for the original mix no longer fits. Picking times are

rising and pickers are improvising ad hoc placements.

Scenario: the business takes on a new supplier or product category and SKU count increases by 50 percent or more within 30 days. The existing zone
allocation is now undersized for fast-moving SKUs and the layout built for the original mix no longer fits. Picking times are rising and pickers are
improvising ad hoc placements.

CATEGORY ASSIGNED GOLDEN CONFLICTS WITH
K NEW OR AVAILABLE
iO[lJ)E EXISTCI)NG" (FAST/SLOW/NON- ZONE SLOT LOCATION ZONE? EXISTING HIGH- RESOLUTION
’ MOVING) CODE (Y/N) PRIORITY SKU? (Y/N)

1. List all new SKU s first. Classify each by movement frequency using the best available estimate — if historical data does not exist,
use the supplier's stated velocity or the buyer's forecast. Place new Fast SKUs in the front zone even if it means temporarily
displacing existing Slow SKUs from those positions. Fast SKUs generate throughput. Slow SKUs can absorb the inconvenience.

2. Identify every Conflict in the table. A conflict means two SKUs are assigned to the same priority zone but only one can occupy the
golden-zone level. Resolve by comparing actual outbound frequency: the higher-frequency SKU wins the ergonomic position.
Document the tie-break decision — next quarter's revision may change it.

3. After 30 days under the new layout: run the Weekly Slotting-Utilisation Check (W-HV-03) and measure whether the classifications
made in this worksheet held or shifted. A new product category rarely stabilises in the first month; the 30-day check tells you how
much further revision is needed.
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PART 3 - WORKSHEET 2
Persistent Zone Discrepancy Investigation Worksheet
Scenario: cycle counts for one specific zone consistently show a negative discrepancy against the ERP or stock card for three or more

consecutive counting periods. The zone's balance is corrected after each count, but the same gap reappears. A recurring discrepancy in one

zone is not a counting error — it is a process failure with a specific location.

Scenario: cycle counts for one specific zone consistently show a negative discrepancy against the ERP or stock card for three or more consecutive counting
periods. The zone’s balance is corrected after each count, but the same gap reappears. A recurring discrepancy in one zone is not a counting error — it is a
process failure with a specific location.

INBOUND OUTBOUND
COUNT ZONE SKU RECORD PHYSICAL DISCREPANCY TRANSACTIONS TRANSACTIONS "\l"/léggfgg"{;ONS gl?:ligglc{]l?lli)?\
DATE CODE BALANCE COUNT SINCE LAST SINCE LAST

? ?
COUNT (QTY) COUNT (QTY) RECORD? (Y/N) FOUND? (Y/N)

1. For any row where Transactions Verified = N: pull the physical receiving documents and outgoing documents for that zone and
period. Compare them line by line against the stock card or ERP entries. A discrepancy that appears in three consecutive counts
without a confirmed unrecorded transaction is either a recording gap (someone recording transactions in a batch at period end
rather than in real time) or an access control problem (goods leaving the zone without a document).

2. After completing the table: does the discrepancy appear across all SKUs in the zone or only specific SKUs? If specific SKUs, the
issue is likely SKU-level (wrong location code being recorded on transactions). If all SKUs, the issue is zone-level (a recording or
access procedure that applies to the whole zone is not being followed).

3. Design one specific corrective action — not a general policy reminder — and implement it before the next count. Examples: require
the recorder to scan the location code label before any entry is submitted (catches wrong-code errors); require a manager sign-off on
all outgoing transactions from this zone for 30 days (identifies unauthorised outflows). Re-run the count two weeks after

implementation and compare the discrepancy to the baseline in this table.
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PART 3 - WORKSHEET 3

Receiving Dock Bottleneck Worksheet

Scenario: receiving volume has increased to the point where deliveries queue at the dock, goods wait unverified, and the stock card is being
updated hours or days after physical receipt. Meanwhile, pickers are being directed to stock they cannot find because location codes have not
been assigned yet. The bottleneck at receiving is propagating errors through picking and fulfilment.

Scenario: receiving volume has increased to the point where deliveries queue at the dock, goods wait unverified, and the stock card is being updated hours or
days after physical receipt. Meanwhile, pickers are being directed to stock they cannot find because location codes have not been assigned yet. The bottleneck
at receiving is propagating errors through picking and fulfilment.

STEP CAUSING

DELIVERY STOCK LOCATION DELIVERIES LONGEST
VERIFICATION  VERIFICATION CARD CODE QUEUED DELAY (COUNT/ DELAY
DATE :IRIJI{::VAL START TIME END TIME UPDATED ASSIGNED BY BEFORE THIS INSPECT / CAUSE
BY (TIME) (TIME) ONE RECORD /
PLACE)

1. Total the time gaps between Arrival Time and Stock Card Updated. If the average gap exceeds 90 minutes, the recording lag is
large enough to cause pickers to look for goods that are physically present but not yet in the system. Every pick attempted during
that gap either fails or results in an ad hoc placement that later becomes an unlabelled stock location — which compounds the
problem.

2. Identify the Step Causing Longest Delay for each row. If it is consistently Count: the verification procedure has too many steps for
the available staff — simplify to count-only for low-value SKUs, full inspection for high-value. If it is Record: the recording tool
requires too many inputs under load — simplify to the five minimum fields and complete the rest at period end. If it is Place: goods
are being set down before location codes are assigned and staff are returning later to place them — change the procedure so
location code must be stated before goods are put down.

3. After fixing the step with the highest delay: re-run this worksheet for the next five receiving days. If the average Arrival-to-Stock-
Card gap has dropped below 60 minutes and the queue column is consistently zero, the bottleneck is resolved. If the queue persists,
the issue is receiving volume versus staff capacity, not procedure — that is a staffing model question, not a worksheet question.
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