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Improving the Bottom Line with
Optimal Slotting

Facility slocting is a dynamic process. Facilicies that have im-
plemented logical slorting and char maintain it on an ongoing
basis are always more productive boch on direct and indirect
labor.

Basic Slotring can be best described as the placement of Stock
Keeping Units (SKUs) in a scorage locacion. These locations can
be on the floor, in shelving unics, racks, case flow lanes, etc...
These locations are usually labeled for crack ability and tied into
a database thar has some basic informacion such as: SKU charac-
teristics, quancicy on hand and average sales.

Optimal slotting incorporaces historical sales, inventory lev-
els, growth, numbering, hit rates, prioricy, cube, weight, ergo-
nomics, etc. This allows you ro gain productiviry savings on all
direct labor funcrions (receiving, put away, replenishments, and
selection). When taking basic slotting and creating an oprimal
slotting, we typically see a savings of at least 20% on direce la-
bor.

The following article describes che steps taken to create an
Opeimal slotting.

The Optimal slotting process consists of four stages: the Pre-
slot Stage, che Slot Refinement Stage, the Final Slotting Stage
and the Slot Maintenance Stage. For most discribution cenrters,
all chese stages are needed to determine the optimal slotting
system.

To begin the first or Preslor Stage, detailed analysis of each
Stock Keeping Unit (SKU) must be preformed. Specifically:
SKU sales (case and cube movement), invencory levels and di-
mensions daca. The Preslot Stage can also incorporate rules to
insure that unique complexities of your operacions are adhered
to. Examples of these complexities are: Vendor paller heighes

and pallet weighe, date or lot sensitive products, fire protection,
chemical protection and ocher reserictions. Once analyzed, we
then determine what the slor type should be for each item and
then assign cach specific item its optimal slot type. These slot
types can be as small as shelving unics or as large as muleiple
deep and muleiple faced full pallec slors.

While the preslor may have vielded che opeimal sloc type for
each item, che preslot slot types rarely fic existing warchouse
layours and equipment. Assuming we are not going to build a
new Greenfield facilicy, we must chen proceed co the second or
Slot Refinement Stage. Therefore, che slot types and/or layouts
must be adjusted to ensure a good fit between the assigned sloc
types and che slots available in the facilicy.

After the sum total of all che assigned slor types correctly fic
the given warchouse layour, the third or Final Slotting Srage
can begin. In this stage, items are assigned an actual new sloc
or position number that is based on a combination of criteria.
These criteria ensure thae che most efficient warchouse operat-
ing system possible will be pur into effece — providing Optimal
slotting for a given point in time.

There are two basic mechods for final slotting. The firse, che
Customer Receiving Method, emphasizes efficiencics in customer
receiving and the second, the Warehouse Shipping Method, em-
phasizes the efficiencies in warchouse operations.  The mechod
chosen by most companies is a compromise berween these two
methods and is designed to suic the specific needs of boch the
warchouse and the customers.

This method combines the best attributes of the firsc two
methods. Slow and fast moving items are slotred togerher in
one continuous pick by Family and SKU Type. Thus, a selector
need not travel che encire pick line for every order. Irems are
then slocted by sequence (descending/ascending case heighe or
weight) wichin each Family, so as to facilicate the actual stacking
of items on a pallet.




The combined method tries to sacisfy che requirements of
customer receiving, while emphasizing efficient warehouse ship-
ping techniques. It also reduces selection travel by segregacing
different types of orders.

Other guidelines to slot items within a grouping are, as fol-
lows:

* Numbering: Different numbering methods are used to op-
timize the productivity of all direct labor (Z-Pick, U-Pick, X-
Aisle, One sided, etc.) The preferred method is dependent on
your type of operation.

® Priority: Once the preferred numbering method is chosen,
Items with the highest movement are slotted at “dot” positions.
These positions concentrate movement and minimize the num-
ber of times an order picker will cross the aisles and walk back-
wards.

* Weight rescrictions: Heavy items are kept at an ergonomically
friendly height.

* The number of slots: This should include a minimum of 10%
opens positions for introduction of new SKUs and flexibiliry.

When new racking is installed or a major reslot of aisles occurs
you must determine at what levels to set the new rack eleva-
tions. There are multiple factors to consider for chis stage:

* Existing Limitations
1. Building clear height
2. Sprinkler levels
3. Maximum fork lift height
4. Vendor TIER and vendor HI

* Ergonomics

1. Height of the beam in a two level pick (low enough to
select product but high enough to ger a pallec in the botrom

position)
2. Height of che beam in a one level pick (high enough not to
hic your head!)

It's a challenge to take all the above information, tic it to-
gether and chen use it to make all che necessary changes in che
physical building. Creating a detailed step-by-step move plan
with associated time-lines is an integral part of che re-racking,
re-secting and re-slotting project.

The Final Slotting of a facility is performed for a snapshot or a
specific moment in time. Past historical levels of movement and
inventory can quickly change due to new items, changing sales
patterns, seasonality and many other factors. As a resule, the
slotting must be constantly monitored and maintained, if you
are to keep the warehouse at its highest operational efficiency.

Finally, the fourth or Slot Maintenance Stage would be the
ongoing process of keeping the warehouse at peak operating ef-
ficiency. Reports of changes and additions to the final slotting
will allow you and your employees to keep the slotting continu-
ally up-to-date.

Slot Maintenance reports are essential to pinpoint problem
areas and summarize overall operations.

These reports will provide the analytical and support tools
needed to easily keep your facility up-to-date. Many imprudent
companies stop after completion of the final slotting stage and
suffer cthe consequences later, when the delicate balance achieved
during final slotting is degraded over time.

The overall objective of the Slot Maintenance reports is to
simplify the ongoing task of maintaining a good slotting system.
Slotting systems are dynamic and cannot be maintained wichout
continuous effort.
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