Appendix J: KPI Glossary and Pairings: Only What Steers
Purpose
KPIs should guide action, not decorate dashboards. Define them once, use them everywhere, and pair each with a counterweight to stop gaming. Adjust targets by season or customer mix, 95% OTIF might be heroic in peak and routine off‑peak. If a metric doesn’t change behavior in an hour, move it to the monthly leadership deck.
Core KPIs and Counterweights
	KPI
	Definition
	Target
	Counterweight / Pairing

	On-Time Ship %
	Orders shipped on or before the promise date ÷ total shipped
	95%
	Carrier reattempts — ensures 'on‑time' isn’t padded with re‑labels

	Lines per Labor Hour (LPH)
	Pick lines ÷ pick labor hours, measured by zone or profile
	Site‑specific
	First Pass at Pack — prevents speed at the cost of accuracy

	Replen Timeliness
	Forward faces filled before wave release ÷ required fills
	100%
	Short picks / cycle misses — ensures inventory syncs before orders drop

	First Pass at Pack
	Cartons right the first time ÷ total cartons
	99.5%
	LPH / DIM charges — ties quality to throughput and cost

	Dock to Stock
	Median time from unload to putaway completion
	< 4 hours
	Receiving accuracy — prevents rushed scans that create downstream errors

	Feet per Line
	Observed picker travel per pick line
	Trending down
	Re‑slot cadence — confirms process changes drive flow, not chaos

	Returns Processing Time
	From customer return receipt to restock completion
	< 2 hours
	Customer satisfaction — verifies recovery speed supports experience


Usage Rules
• Consistency beats complexity. Use the same KPI definitions across sites and systems.
• Context matters. Always post the counterweight next to the metric.
• Visibility drives ownership. Post metrics where the work happens—not just in conference rooms.
• Action required. If you can’t name a next step from the number, it’s not a KPI—it’s trivia.
KPI Ownership Table (Fillable Section)
	KPI
	Owner
	Update Frequency
	Where Posted
	Next Review Date

	On-Time Ship %
	
	
	
	

	Lines per Labor Hour (LPH)
	
	
	
	

	Replen Timeliness
	
	
	
	

	First Pass at Pack
	
	
	
	

	Dock to Stock
	
	
	
	

	Feet per Line
	
	
	
	

	Returns Processing Time
	
	
	
	


Weekly KPI Review Notes
	Date
	Metric Reviewed
	Trend (↑ ↓ ↔)
	Root Cause
	Next Action / Owner

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


Field Tip
A good KPI is like a steering wheel—it doesn’t tell you where you’ve been; it tells you how to correct right now.
Visual Reference: KPI Relationship Map (Optional Add‑On)
To visualize how KPIs interact, use a two‑axis chart (Service vs Efficiency). Example placement:
• Upper Left (Service Focused): OTIF, Dock‑to‑Stock, Returns Processing
• Upper Right (Balanced Leaders): LPH, First Pass Accuracy
• Lower Left (Cost/Speed Risk Zone): Feet per Line, Replen Timeliness
• Lower Right (Efficiency Dominant): LPH without accuracy pairing
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