Appendix K: Cycle Count Playbook & Replenishment Rules — Keep Truth Tight
Purpose
Inventory accuracy is credibility. When your WMS says it’s there, it must be there. This guide explains how to run disciplined, data-driven cycle counts and replenishment routines in an automated environment. The goal: tight counts, predictable replenishment, and zero firefighting.
1. Cycle Count Strategy
1.1 What to Count Daily
Focus effort where error costs real money:
• High-value items (>$500)
• High-velocity SKUs (A movers)
• Random 5% of remaining SKUs for control sampling

Use WMS-generated lists prioritized by dollar volume and pick frequency. RFID and handheld scanners speed up serialized-item verification.
1.2 Count Method
• Blind counts only—counters never see system quantities.
• Automatic second blind count if variance > $50 or ±3 units.
• Cause code required before any adjustment posts.

Common cause codes:
Receiving UOM error | Putaway miss | Replen shortage | Pick shortage | Damage pending disposition | Theft suspected.
2. Variance Resolution Discipline
1. Clear negatives daily. No location ends the day below zero.
2. Investigate repeat variances weekly—root-cause by process, not person.
3. Publish perpetual-accuracy scorecards monthly by zone and item class.
4. Track accuracy trend line—target ≥ 99.5% verified by physical count.
5. Escalate any recurring cause code. If the same issue appears twice, it’s a flow failure, not a counting mistake.
3. Replenishment Rules
3.1 Timing
• Run before first wave and again after lunch dip.
• Never replenish during active picking unless the face is empty.
• Configure WMS threshold alerts for low-face triggers—avoid emergency replenishment.
3.2 Routing & Safety
• Designate replenishment-only lanes and install mirrors at blind corners.
• Enforce protected time windows during peaks—no pick traffic.
• Keep bulk storage within 100 feet of forward pick zones to reduce travel and congestion.
3.3 Parameter Tuning
• Min = 0.5 × Max
• Max = 1.2 days of forward demand for A-movers
• Review top 50 SKUs weekly; tighten using actual consumption and replen trigger history.

Automated reporting should flag SKUs hitting Max more than once per shift or never hitting Min—both indicate tuning drift.
4. Continuous Improvement
• Generate a monthly variance summary highlighting top 5 cause codes and corrective actions.
• Trend accuracy % by zone and publish on the huddle board.
• Audit workflow health quarterly:
   – Cycle count completion rate
   – Variance closure time
   – WMS threshold compliance
   – Operator error rate post-training
5. Best-Practice Workflow
	Step
	Action
	Why It Matters

	1
	Auto-generate count tasks nightly by ABC class
	Keeps coverage predictable

	2
	Pause open tasks in targeted zones
	Prevents double movement

	3
	Conduct blind count
	Removes confirmation bias

	4
	Auto-trigger recount on threshold breach
	Standardizes integrity

	5
	Require cause-code entry
	Forces learning

	6
	Approve/post with reason trace
	Keeps audit trail tight


6. KPI Benchmarks
	Metric
	Target
	Interpretation

	Perpetual Accuracy by Location
	≥ 99.5 %
	True system trust

	Negative Inventory Cleared Daily
	100 %
	Zero negatives policy

	Recount Compliance (>$50 or ±3 units)
	100 %
	No skipped verifications

	Replen Completion Before Wave Start
	≥ 98 %
	No start-of-wave delays

	Variance Closure Within 24 hours
	≥ 95 %
	Fast root-cause feedback


7. Field Tip
Counting isn’t about catching mistakes—it’s about proving control. Keep routines small, daily, and honest. The day you stop counting is the day the truth drifts.
CAMM Consulting


