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Last week, in two different conversations, | was askedlk about how to
optimize the use of carton flow rack for repack pickingliscussed this topic in a
column a couple of months ago, and in reviewing it | matisome additional
points that you might find helpful. In that column | meng&d the importance of
sizing the locations, grouping SKUs by height, and thers¢wnethods of
organizing replenishment. However, in both of thesentediscussions the
primary issue was that the number of SKUs continued teaser but they did not
have space to grow and their companies did not haventhaty to invest in more
rack. An efficient picking operation needed more SKW ffécings.

| often notice that when a subject comes up frequethiéye are often many more
people who are experiencing the same issue at this timé, oAcourse, these
were situations in which there was not one simple soiubut rather required
many small changes helped. So here are a few itemséstugmu implement,
whether you need the space for more SKUs now or not.

SKUs in Flow Rack — Some years ago, some flow rack manuéastpublished
guidelines for the selection and use of flow rack for lbas tase picking. One of
the key guidelines was because flow rack is the most expestaii@storage
medium per cubic ft. of merchandise it should be usedagoiiyrfor SKUs that
have the highest number of picks per day. So if you aretightebudget and have
a limited amount of carton flow rack, | suggest that segularly (perhaps as often
as monthly) review the order activity of the SKUs in flaek, move the slow
SKUs to shelving and keep only the highest activity itenterflow rack, and
keep a few empty locations available for new items whew arrive. This is an
important housekeeping task that is often overlooked uttdabmes a major
project. (There are Slotting Programs included withines®varehouse
Management Systems and separately available that couwdrtie the investment
if you have a large number of SKUSs).

Vertical opening between shelves — There are two changbaweeused to
optimize the opening height on each shelf. Like pallet raskallers often place
all the shelf decks in flow rack in a nice, neat and ist&st height along a rack
row, because they do not have instructions to do it difftgrand because it looks
good that way before it is filled. Yet we know that thee@a heights for all SKUs
are not the same. So when SKUs are assigned to ragknseand cartons are
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placed on the shelves, there often are some cartdnyevy little space between
their tops and the shelving above, while for other cartiomspace is far more than
needed. So, a significant step to increasing the number ofggkUbositions in
flow rack is to group SKUs on a shelf with similar carheights. | have found
that this process can occasionally create enough vempaeé 2o add another shelf
within a section, without having the top shelf mounted too fogkthe picker to
reach.

Another step to increasing the pick location capacityamon flow rack is to
reevaluate the method you use to open the cartons.e libvand that in many
warehouses the cartons in the flow rack have their 8tg®ding up in the air,
filling the space between the carton and the nexf.slhethese situations, the flaps
are not only using valuable space, catching on the &hstbp the flow, and they
also can scrape the skin on the forearm of the picleettsey reach into the carton
for the merchandise. You have two options here. Mostheaise workers can
learn to cut the carton tops off without damaging the heerdise, and this is the
process | suggest. If you choose this method, | recommanththstockperson do
the cutting and that the cut off carton top be replacemof the merchandise
until the carton has moved to the forward position in &ime land the contents are
being picked. All warehouses are dusty environments anddiegs of the speed
of movement through the flow rack system, merchandis@ iopen carton will get
dusty. The carton tops are much more effective at kee¢pémerchandise clean
than wiping the dust off before shipping it to the custome

An alternative where there is a strong resistance tmguhe tops off cartons is to
have the stockperson open the carton, folding the flapgstbabere original
position when placing the carton into the rack, and tieen the carton moves to
the front position the picker can pull the carton oud fbe flaps back over to the
outside and then place a large rubber band around the caholitthe flaps down
along the sides of the carton. The result is the gamesring the merchandise
when the carton is in the lane, and keeping the flapsfdhe way when the carton
is being picked), and while the risk of cutting the menclise is eliminated, the
picker now has another task. And the result is the sanspéxe use.

Long side or short side facing — Another way we have isegtapace use in flow
rack was suggested in the guidelines provided by the flow ea#ors. We
usually design the flow rack pick area with pick locatitveg will hold
approximately 1 week demand per SKU-lane. In our analyS&U activity we
start by determining the average weekly demand for eadte @KUs we were
going to assign to flow rack, and convert that amount to a nuofilsartons. The
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next step was to determine how many cartons will fit s for each SKU with
the long side facing the picker or with the short sidenfathe picker. Often
orienting the cartons with short side facing down stiivides an adequate
inventory level for the SKU and | have seen instancesr&hy paying attention to

that option, we have created the space for an addit®itd| per shelf after the
adjustments.

These are just a few ideas that you can implemerdttthg most out of your
current investment. | encourage you to begin the praseseon as possible. You
will experience productivity improvement and create additidocations perhaps
before you need them.

If you have an area of your warehouse that needspmim, let’s talk about it.
You can reach me abach@warehousecoach.com




