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are kept inside a locked warehouse. Other castings, forgings and bar

materials are kept in open yards (see figures 8.1 and 8.2).

The warehouse is equipped with eight aisles of standard pallet racking,
serviced by three forklifts, and one order picker aisle serviced by two
order picker machines. The order picker aisle is used as storage for ali
accessories and all small pump components. Two ferklifts and an automatic
band-saw machine serve the yards.

Besidas Stores, the Material Handling department also includes the
Despatch and the Goods Receiving areas. It is manned by 43 people, most
of them in line functions, and a few in staff functions. The personnel
in staff functions is involved with various Materials Handling projects
and the Cycle Counting programme (see Appendix B for the organisational

chart).

8.1 MATERIALS HANDLING PROJECTS

Al. product types in the warchouse, were initially stocked an,where, but
today the situation is much improved, with all related components located
in the same general zone within the warehouse. The advantages of zoning
are significant when one thiuks of much shorter picking times and dis-
tances, (2), and specially, when cycle counting is done by block or area.
The project for rezoning the finished components into their pump groups,
took one year of part-time work to be completed. Recently, the same
project has been done for the rezoning of raw materials in the open yard

(see figures 8.1 and §.2).
Other Projects were implemente! with the purpose of organising the

workplace or to improve materia < ). +dling, where the end result would
always lead to higher stock accur:
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FIGURE 8.1: Warehouse Plan
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Appendix E shows the programme, uced by the author to coordinate all
project activities. One major project -ategory comprised of the accurate
re-identification of material, which cvar the years, has been lost from
the control system but is still physically found in stock. Also in this
category is material with the incorrect idencitication and obsolete stock
like imperial stock or discontinued product lines

The Shaft Store project (see Appendi: £), resulted our of the need to
drastically decrease the picking times for large shafts. Finished shafts,
measuring up to 300 millimetres in diameter by ! metres in length, were
packed horizontally on top cf each other in a first-in-last-out sequence.
This meant that to pick a shaft from the bottom of the pile and to repack
the other displaced shafts would take an average of eight hours.

Six new racks were designed to store all large shafts vertically. Each
shaft is fitted with a special eyebolt at one of its ends. This eyebolt
is then slotted into a cantilevered support at the top of the tall rack,
which takes up to seventy shafts vertically stor.d side by side.

The picking times were reduced from eight hours to ten minutes, and the
frequent need to rework damaged shafts was eliminated. The accura:zy of
the shaft zone increased from 67% to 95%.

These Materials Handling projects have to compete for resources such as
men, machines and computer time, against the normal routine work of
packing and picking. Project coordination is a difficult task, as com-
promising techniques can only result in satisfying scme of the people some
of the time.
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9.0 TOOLS FOR A CYCLE COUNTING PROGRAMME

In chapter 7, section 7.2, under "Allocation of Responsibility", several
reports, such as the cycle counting programme and the accuracy bar charts,
were mentioned. These reports, and others, which fall under the respon-
sibility of the cycle counting team, will be presented and analysed. All
the reports that are to be discussed, were drawn up by the author to suit
his specific operations, but their purpose is universal and should be used
as "management tools" in the continuous task of cycle counting.

9.1 THE CYCLE COUNTING PROGRAMME

Figure 9.1 shows a chart which is used for scheduling counts for each
area, since counting is done by geographical areas. The horizontal scale
on top represents time in weeks, which in many industries is the most
common unit of time used for planning. Planners often say that an item
is due to arrive in week 8, rather than at the "end of February".

A count is done once or twice a week, although initially up to three or
four counts had to be done weekly. As soon as the accuracy improves, the
number of weekly counts decreases.

The cycle counting programme drives two people, firstly the auditor who
knows when and where the next planned count is taking place. This is
shown graphically by the symbol . Secondly, it drives the cycle
counting reconciler or the reconciliation team. The symbol |, shows when
the task of reconciling the arrors that were found during the cycle count,
must be completed.
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Currently, one to two weeks is an adequate lead time in which to reconcile
the small number of errors. Initially though, many more weeks were needed
to investigate the cause of errors properly.

Finally, each area's count must only be rescheduled, once its previous
planned count has been completed. The formula used in calculating the
desirable time interval, between each count will be shown in the next
chapter, A Framework for Cycle Counting.

9.2 CYCLE COUNT ACCURACY CHART

The chart, shown in figure 9.2, is used to publish the stock accuracies
as found by the auditor. It is the only report concerning the cycle
counting project that is of interest to top management. It is used by
the MRP-I1 steering committee ard by those who are respons!)le for the
performance of the Materials Handling department.

The "coverage", indicates the number of times that an area was counted
in one year, nd although five times have been allowed for, in practice
only three would be needed. Like a picture it is worth a thousand words,
and a manager can spot trouble when he sees a "low" like the 75% for area
number 6. In this case, a thorough investigation took place, and the
major causes of error were identified. Ramedial steps wero implemented,
S0 as to prevent the same errors from recurring. Eventually when the
second count was done, the reported accuracy was 98%.
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The transparent film lying over figure 9.2, shows the levels of "average
accurscy" at the different times. Great excitement was evident when the
first counts with 90% accuracy were appearing, as a result of the long
and difficult, yet rewarding work done by the Materials Handling team.
Also of great interest is the fact that although the stock accuracy after
an annual stocktake is supposed to be close to 100%, when the stock was
first cycle counted four months later, the accuracy plunged to a shocking
avarage of 72%.

Appendix D shows the accuracy charts for the previous year at the start
of the cycle counting programme. Accuracy leaps are clearly visible,
which can b attributed to the learning curve effects experienced from
the continual rectification of the causes of errors.

9.3 CYCLE COUNT SUMMARY REPORT

This report, as shown in figure 9.3 accompanies the cycle count list or
printout, whera the errors are highlighted after each count. The auditor
then forwards these documents to the Materials Handling manager, for
further action. It contains information on value of variances and under
"remarks", the auditor suggests actions on issues not directly related
to ccunting, for example, bad packing and rusted items. A copy of this
report is also distributed together with 1 copy of the accuracy bar chart
(figure 9.2), to various heads of departments, as shown in figure 9.3.

Tools for a Cycle Counting Programme 59

a 8 ah I\ P > - - e —_—




Al Anns o

JILilll *Stu< J .

(Jout11 ) ntr- l.m-Cytir Ceuvrr*
Otr:
Vit REF CVCIL COUMTINB r.>.: 7/VW
Atm >UttSt,91;7JUC<<&L s ..
3 , LOCATTONS » _]-LIL_I‘I’I / € *K- .’j*I‘M <r
Mu.«<kir of 1ltt»t count*JI H~ L
11luMlxr >.( Item tnfrtrrgff JT'f MArf0i>it +%6%
llunter tt itw»* cprracti 2 n€Nbn*i (,
Yrr>*rj M.
rtrctnt <{* correct:

*?>
r«rt»yntJt« error b«- H7 . /
£OI » trhaehi,Counc No

Wi
VAtue
f1’riicil kilincil t £U tl€an computer...... * 7 i/
fUyaical btlintti in EXCESS of tooputtt .J.fu. + 1 -
jllon - R O
location Crroru
4’ tL7
(-MtAFtKS1
Takti i+r¥*c
fiy 1f'tnrrmnett,
All error1 highlighted on 2i«i count Itit, —
Total reconciliation valwei r rzu
OT*  yrfifRAt si faMMiN  Craph
R t
Nt¥Nr  FFFFFFF cpot
FIGURE 9.3: Cycl* Counting Summary Raport

Tools for a Cycla Counting Programme

60

































